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" ::GEI~ERAL'VANAN~N: The Industrial College of the .Armed Forces stands 
• firmly in b.ack~'6fthe id:@~ of a civilian-military team, a team actually 
in~;.:bein-g~in peacetime, asameasure to insure, the peace or to insure the 

!. vietory as~eedsbe. Our speaker this morning is in the.unique position 
,of being~able:to speak with authority from both sides of the fence, that 
• is:, industry-wise and military-wise. Thus he is abl~e,to help tear down 
:that fence.j that barrier, between the military and industry and to unite 
the two fields into one combined team. 

Allof you are thoroughly familiar with General Somervell's history. 
~e needs no introduction to the Industrial College or to the guests. He 

..is here this mornin~ to, tell us of the concurrent planning by industry. 
Ne welcome back to our lecture platform General Somervell. 

GE~ERAL SO~RVELL: General Vanaman and gentlemen: I hope wha~ I will 
say willbe net industry-wise or service-wisebut just plain wise. 

I was,chatting with,the president of a large company theether day and 
in. the ~aurse,of onm conversation I, asked him how his company managed to be 
a~ost always successful. He told me ~hat his secret of success was this: 
"Our company doesnotmake the same mistaketwice,', Now~, in our national 
history I s~spect..~hat.ther e have been many instanGes where we as a nation 
have made the same'mistake twice. Never making the same mistake twice may 
be @ good rule forTun~ing a:ibusiness and it may be a good rule for develop- 

...... ing ourown personal 6aree#s, but it is not a good rule in planning for 
~orld War III. ~e cannot afford to make the first mistake the next time, 
because the chances are we will'not have an opportunity to make a second 

. or to correct the first; I just say that as a basic premise. 

General Vanaman has asked me to discuss concurrent planning by industry, 
but first I want to take a few minutes for stock-taking. I appeared before 
this College two years a~o.•Mys~bject was ".Production Problems of ~orld 
~ar. LI,,, I named fifteen of them, :Let us run over. them~quickly and se~ how 
we stack upto~ayon:~those.problemsascompared with;two,years a6o.-, 

It is my understandin~that we now have a strategic concept, bu~'~hat ~; 
it is not accompanied by •a m0bilization plan or a logistic plan, Both-of ~; 
these a~e, of CourSe, necessary for a comprehensive attack on,the problem .... 
of mobilizing industry. At presen~ a flash estimate.~offeasib£1ityls ~. 

. b~ing secured by a trial ran on some two hundzed and fifty high-cost items, 
I understandthat the result of thi~ will be. available early:±r~.December, 
that followingthis the~e Will b e~an investigation covering, from twbto " 
five thousand major items, and that this will probably represemt fr0m-~75 
to BO percent of the required indUstrial effort . . . .  : .,;; ..... 

-~'~ ~ .... i ~ ~ ~Y i i ~ ~F'hh 
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Now, until this strategic concept is accompanied by a mobilization 
planto furnisn the rate at which s~pp~iessand equipment will be required, 
it will be impossible to compute with any accuracy ,the procurement require~ 
ments,.and to broadcast th~se to the Services for detgiled plam~ing with 
industry. At the.pres.@nt_time it se~ms that those char~ed~with, the...handling 
of logistics still.ha~e~the,prqblem, which we faced all during~the'lastwar, 
of trying to guesswhat~will be required for the strategic plans rather than 
being able'to,determine thoSe requirements with acceptable accuracy.- Is this 
excusable.atthis late.date? After all"Zhe~experience and all the g~ief 
which~we have acaumulated, wecertainly..sh~uld not keep those char~ed with 
handling logistics, behind the eight ball.lany longer. 

Logistics Zo me means the management of those affairs:pertaining to war 
which are not directly connested with.the movement and depleymentof:troops 
and materiel--ships, airplanes, and so forth--on the battlefield. Logistics 
lacks the glory.:of the battlefield. The problems of ,logistics are complex. 
TO master them requires years of app!icationand reflection, a familiarity 
with many. arts and .sciences,.. and a working knowledge of even more. 

an economical and efficient handling of iogistics will ~ n0~ gmaran~e~ 
the .victory, but inep~ handling certainly can he responsible for defeat. 
The greater the emphasis on new weapons and mechanizatiqn, "the 'greater, 
the need for more amd mOr~, h~)~i~-the-lihe support for the units actually 
at grips with the: enemy. ~$:~ith our national resourc'es definitely limited~ ~ : 
we can't affordto 'make the first mistake. The degree of effectivenes~ 
with which we handle logistics in thenext war--and I sax thi's dqliberatelY ~- 
may determine whether our CiVilization will survive or perish. ~ Unless we 
can furnish the units that are actually doing the fighti~gWitH'what they 
will need, when they need it, and in the way they need it, W~%h'~l~Ss manpower 
and less natural resources than our pot@ntial ,.enemy, we can we ll-bring on 
defeat. ~. ...... 

Now, to. go .back to our fifteen problems: I have .alleady'6~dnched.~qn 
procuremen.t req.d~rements.. 'U~til these .c.i~ be 6omput@~ and:made a~ai'la'~le...-.. 
tO the Services,, ~h.e" .~e'~y £@.undat.io.n ~.or Ou;. :logfsti6h~.: .e.f~or t ~wiil.l. .b: e ,... ,. 
lacking,....No .one..expects ithe.' requirements :'t0".~ema'ih, s+.a'ti.c~' Cert,ai~:~ ~ il ' . 
they fluc'tha.ted, and .c.6n.tinuous~y, inii.~ibr!.'d".~'~ar li...:"~sp/:it~ the ~"~ne:.~.~b~!e ' 
fluctuations, however, a better job must Se done. next tTme than w~ dm~ 
then., It. is ,nece.s.s. ary now..t.o., know..our...9,ve, r-a~ll..and...o,~. ~.. ,.~qta!.. req,ui~em.~nts, 
the requirements f.0r ess4nt~'al c~'~i!ian~.~fe asweIi' iS ~h'0~S~ for ~e"~lita.ry. 
These total requirements must be b~Tand.ed against our toha. l.'supply po~ent~al~ 

• . • . , . 

• . There .will be new.weapoDs:...which will have to .be .p~t. ,~n~o..-prgducZ~on on 
our. ,futttre M-day:: Prdv.isi0n ~us~ be made in.prbb.urement'~ :pT~nning forl require- 
ments which t0:day are fi6~ kno.wn,: or certainly not knov~q"T.ndeta~l. :Pr0duction 
capa'~ity must be reserved for these unknown requirements. '~ "' " " 
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Itis my understanding that we, now h~ve a comprehensive research 
and~d~velopmentprogra~n, with competent people in charge and fair team- 
work among the Services. ! hope the program is being scheduled, perhaps 
not t,o the:same degree as productX0n in a plant is scheduled3 but nevertheless 

~}~ with,de£inite~d~tes assigned for the several steps involved. I should even 
.~!ike~to.:~see~th~prcduction~of ideas scheduled. . 

~-~, RoW, I d cn~t know how many of you have had to struggle with research 
department s~ I have wrestled with them Zn the service and I am wrestling 
~ith:them.ont of the service now. The research people are your idea people. 
You can't tur.n to a man and say,:"Go out and bring me back an idea next ~ 
Tuesdaywhich is going to solve: this problem." 0n the other hand,you can't 

,~ let~h~gse,~lads~jgo offintotheir lairs in the dark corners of laboratories, 
shops.~o~.~hat~haveyou, withoutgiving them somekind of deadline to come 
: forthwith somekind of result~. That is what I mean. I once told a man to 
write a book in a mcn~h; he did a very acceptable job on it. I think perhaps 
everyone here has read it. But you can't always muster ideas on that basis. 

A very interesting bo0k~as ' justbeen written by Alex Osborn called 
Your Creati~e:, Power" or something like t ha~--how to use your imagination. 

W . , • he~ti,~in~about,tnis whole book that stuck in my mind is the fact that he 
supp0z~s~j~st ~hat I have said~ namely,'that you hhve to give yourself a 
dat,e !in~, You have to go ~to work. The onlyway'to get results is not 
to ~ait for inspiration, not to wa~t for light to strike you, but to sit 
downand grapple with these problems, get your mind working on the~and 
Come~fo%thwi~hsomething, 

An~-.~he~ore ideas you get, the better,. I t~in~ ~ all of us realize 
tha~, iI, think all Of you have studied probability and chance, ~ith the 
same'sources the c~nces o~ getting one good idea out of a hundred area 
lot belter than getting one good idea out of ten. So the moreldeas one 
Has, the niore opportunity one hasfor gettin~ a good, idea and one that 
meets thesituatZon, ~Somuch for that. 

Ihgpe Pz¢Per steps have been takento produce and Zes~ pilot models 
th roughly:but quickly. :After proving ground and service,testing, the 
:pil0t~ode~s~sh~uld then be pro~uctien-en~neered and fhe new pilots built 
~and tested t0~insur e that mass production designswill function properly. 
It is mere important, it seems to m~, to have a n~ber of pilot'production 
lin~s in Zac~oriieS able tc turn~out..n~w models than it is to have a lot of 
~anks-and~airplanes whichmay be obsolete next year. If we have the capacity 
in!our'fact~oriesto impT0~emodelsand,to m~ke new models.when the time comes, 
w~ :h better ~ Off. ~o far, as Ikno~ there is not' ~ single 
it nso~arasthe Army is concerned" ~hich was the same when 
th __. was when the war began. In .short, I am trying to prove 

.... the sayingthat productive capacity is more important than having a 10t of 
M-2 tan~s available today wh~en you are actually going tc z~ght~" ~ the war with 
the M-6 or whatever it turns out to be. 

. ~.--~.~-...~v ~ -~, ~. -..~.'.. ~ ~;...7.~.'..'~.~ " 
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I~ know th,e ~.unitions "Boird has worked 'out the all.e@ation.of facilities 
in great., detail. l~t is ii' comp~iCatbd '~roblem and ~I am::sur.e: ~he Board has- 
done a .good job. We must a]'l keep.lin'~ind %ha~ ihdustry should have some 
,voice with respect to the ailocation of ~ {tS ihd:ividual..facili%ies...The al- 
.location system should provide 'for dir@ct "dealiffg between the .prospective 
contrac.tor and the contrac.ting services. I have been told that this is 

. . . .  . . ( 

being ,done~ . . . . . . . .  . . 

Suffici.ent faoilities' for ' "";~ ~ essentlal oiv~lian ,production must be. r~served. 
The Nation was not reiuired ~to ge~ along wit~ 'bar@~@ssenti~-is in World' ]~ar 
II.. I hope that the computation 6f reqh~r~ehtS for~the civilian population 
is making progress. Certainly, a kilwi~edge bf~-esse£tiai civiltan,as,well as 
militaryrrequirements is needed to achieve a baTinbe'be~w@enLtota:l 'Suppl~_ 
and total demand. " . . . . . . .  " " " :  • " " ' - :  

Undoubtedly some new facilities will be required. ?~iil theybe govern- 
ment-owned, or indu~stry-owned and government-subsidized? ~ill they be 
located in the best interests of national security? Is y6ur]mobilization 
plan timed to the availability of new facilities? . " 

%~'iil "a~ have fixed-price or fixed-fee contracts or both~ And what will 
be tbe,proqedur.es ,with ~respect to renegotiation? As • you all know~, the subject 
of renegotiation is a. touchy Qne, There is still d~bate as to.wl~eZher, that 
is the best procedure. For my money it stii'l is. 

The !av~ilability of raw materia!s'and the stockpiling o£ critical and 
strategic, materialsmay be the key to the"~ntire war procurement program, 
I wish it were possible to move faster than we are mo~ing. It"-~s p~.imarily: 
a question of'mo~.ey. ~ i. However, ~r. Hill _did tell me that he felt. ~reat:er ..::. 
progress could.have, been m~de. I' understand now that all the avaflab~le~ : 
money has been oommitted~ so obviously nothing further can he. done in.~the 
.way of stockpiling until more funds 5@come avaflab!e, " -~ 

Go, od planning and scheduling should eliminate a lot of :expediting. 
The ~use of#quality control should reduce i~spection costs ~nd provide , 

be$ter~and Safer. materiel to Our forces, - ~- 

DistributioD is. of the utmQst im~ogtance. ~I trust' that an Lmproved 
version of our wartime, sZock-eon%rol, system:haS been developed and. put. • 
in use. It is reported ° that a supe~ interdepartmenZa'! committee to study 
a standard stock-control e~stem has now been for~ned~; Someone 'should build. 
a fire under this committee and dev@lop':%he syst@m ~rbmpt.!y. 

It is likewise reported that a comprehensive cataloging project is 
under, way, for completiO n infour years. This seems entirely too long 
for this task, though admittedly it is a gigantic one. ~For i.t~t,o be of - 
much use and for us to have adequate'stock conZrol, it seems to me that 

A 
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the time allowe~:for.:~ts completion-should be radically reduced. It:should 
have . . . . .  been-star~ed long.. ~ ago..asia basis for adequate, s~ock control. " : " 

..... , . ,' . 

aave a stock-control system and the 
the Army calls it ,A123" and the 

can see the difficulty that you are goingto get into 
in having a.n~: kind of stock-control ~system that means anything. The same 
thing is tr~e:with all other types of equipment. Take'one that was common 

o~ ..... to, all the:Services,.in the.last, war-'the DC-3. ~ehada different terminol, 
ogy forthe parts o~•~he DC-3 in the different Services. Youcould land 

~ ononefie:id.•and be told that they had none of whatyou wanted, because it 
had. a different num,ber or a differentname in thatService~ whereas there 
Wer~plenty of, themavailable, °Thatcaused the accumulationofalot of 
small piles ofparts where there were requirements for many more parts than 
were actualiy demanded, simply because :Of the way itwas handled. The main- • 

. tenance ofequipmentrequires a s:alution of-that Problem. ~e must have it. 

.Control ~n wartime. Labor will 
have to be ~ in a conflict wi~h 
Russia we w ~s-. manpower is concerned. " 

:: Unless we~ ~c~ivelyj our ability 
: ...... to win bYhavi~g better equipment to fight with will be Fery seriously 

jeopardized. .. • ., , . 

There must be a workable method of settling grievances and strikes. 

,You must keep:the publicinformed andlO0 p~rcent behind your program. 
Good publicrelations are an absolute "must." 

Congress is the bohrd,of~.directors for the ArmedForces. Likebusiness- 
men,:YOU.must keep your board of.directors informed and sympathetic to your 
needs..: Good congressional relatlonsare also @ ,,must. . 

The Rational Security Law has been in effect for over a year. Some 

in fact as wellas in name; It shouldbe possible to eliminate duplication 
toa very large extent. ~ Inmy humble opinion we certainly have not moved . ':" 
fas,t enough~in this direction. 

So much for,the productionproblems that I dlscuSsedwith, the College 
two years ago. You may know that progress has been made in Solving these 
problems. If you don't know that progress has been made, I suggest that 
you ~ut Some very pointed questions to the gentlemen who are going to 
occupythis pla~formduring your course, 
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Concurrent planning by industry has been an obsession of mine ~for 
years.~ I ha~e always thought of it as joint planning by, industry and 
those agencies of the Government directly concerned with national 
security. Our very exis,tence~ as I told yOU, will be at Stake in the 
next war. ~e shall all be in it tog eth~r--~abor, agriculture, capital, 
the military, and the rest. Our whole economy must be directed toward 
the one end--winning the war. ~e must have teamwork or we shall cer- 
tainly-not only make the first mistake but also make the same mistake 
not tw~c~ but three times. ,This we must &void if we hope to survive, 
We shall need a&l of our talents and all of our resources and all of our 
abilities~ and, also, they~must be intelligen~tly oriented and directed. 

Now, what does industry possess that is so Mital to bur national 
security? It possesses two things: one, p~sical resources--the plants 
and the equipment in the plants~-and, two, human resources--management, 
er~ineers, scientists, and skilled, semiskilled, and unskilled~labor. 

~e talk glibly about balanCing~otmlsupplya~ainst total demand in 
evaluating thestrategic plans preparedbythe Joint Chiefs of Staff. 
Total supply involves a number of things, among them the availability 
of, raw materials and the potentiality of industryto process the raw 
materials. You have studied theavailability of raw materials and doubt- 
less know a lot about the setup, Today we are Considering the physical 
and human resourceswhich make up our national industrial potential. 
This national industrial potential is a composite of the industrial 
potentials Of the thousands of companies which make up American industry. 

I decided more than a year ago that the company with which I am 
connectedwould determine its industrial potential and be in a position 
to work v~th or for the Armed Forces at a moment's notice and to answer 
at any timeanyquestions that might be raised about our physical and 
h~nan resources.~ My assistants were in full accord, and in three months' 
time we prepared what we call our industrial mobilization plan. 

The things you need to knowto determine accurately your company's 
industrial potential are pretty closely akin to the things you need to 
know to determine if your company can successfully meet competition in 
a highly competifivemarket. ~e included in our plan a review of the 
production fundamentals as well as information which the Armed Services 
might require. ~e wanted the plan to be a self-inventory of our plants 
and equipment and methods and to be of help to us in getting ready for 
whatever rough going we might encounter in the way of competition in the 
future months and years. 

A plan is of greatest value when the people ~ho arG tO carry it out 
know its details, know their part in its operation, and have had a part 
in its preparation. So you may be interested in how we prepared our plan. 

6 
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@ur compamy operates some fifty-six plants. These plants come under 
six opera%ing divisions, each headed by a general manager. As president 
of the company I have a number of central staff departments, such as Sales 
and Productions, to assist me in performing ~my.o~m duties. ~e started the 
preparation of. our pl:an on 1 September 1947, and allowed one month for the 
plants to prepare their returns. These returns were submitted to the appro- 
priate division gen4ral managers, each of whom: in one month consolidated 

plan s int O anover~all composite plan for the company. 

copies_of theplan,, another set :with the confidential information and da~a 
deleted.~ -- - .- 

fused tohave a 
board...The poor fist 

ish nailed on a 
down, and the 
shut, I wouldn't 

0nal Industrial 
hich I:said that we had waited 
the Armed Services:for the pro- 
" ' W . an, tha~ e hadn't gotten it; 

of the plan was completed on schedule. The president of the company is 
desi~ irector for the organization. 
Ther the oVer-all industrial 
mobil . . . .  to meet with outside agencies 

for hiSplant. 

Each plant manager has at hand his own plant return and essential parts 
of the over-all company plan. Each division general manager has in his 
office two copies of each of his own plant returns, two copies of his own 
divisionretUrn...• ..~ ~ , and two~ ~. coiesp . . . . . .  of •the .com~ pan~.y's comositp e plan.- O~r P~- 
duction Department and ouz Contnoi Section have copies of the complete, plan, 
~hich tota~Is ~ a~pprOximately, six hundred pages, - : ~ 

? 



P~r.haps as some background for you • to understand all this I might tell 
you ~Hat our comp'any is divided into these~ Six Operating divisions--formerly 
We had seven--pretty much as the Army and N=~vy are divided up into supply 
and technical services. Each one of these units has its o,~m plan,which, 
of course, must be folded into one for the company as a whole. 

You may be interested to know the data that we cbllected from each of 
these, fifty-six plants. ~e ~ave first a plant organization chart,,with a 
thumbnail sketch and .list of the key and essential technically trained 
personnel in that plant. It shows for each his n~me, like "John Jones, 
graduate of RPI" on such-and-such a date, what he hasdone since then, and 
what his specialities are. It shows the number of persons employed in ~he 
plant,.male and female, the annual rate, and the percent skilled, all these 
as of the date of the return, It shows the raw materials used and the approx- 
imate quantities required monthly for normal operation and annually for 
maximum operation; the principal products and the ~amount of each manufactured 
during the year 19~7, together with the normal monthly capacity and maximum 
monthly capacityfor producing each of 'these products; 'the n~mber of shifts 
worked per week and th~ hours per shift by'plant department. There is a 
rather complete description0f plant buildings and a layout of the plant, 
the,:type 0ffire protection in use; whether or not the plant is fehced, and 
a description of the plant's police and guard service; the source and kind 
and.amountof power procured or generated within theplant. Then we have 
theprincipal items of production equi~n~nt used in the plant, together with 
the".dateinstalled and an estimate of its condition, as good, fair, or poor. 
Ne have the tool rooms, the machine shops, the service rQom facilities, 
gage and instrtm~ent checkingfacilities; material-handling methods~ unioniza- 
tion of the plant., wa~e incentive',plans in effect, production .control and 
planning methods, inspection and q~al±ty Control methods,.th~, cost system 
used, the shipping facilities available, a~nount of the principal items 
produced for ~orld ~ar II, percentage of plant's capacity devoted to ~orld 
~ar II production, and the maxi~um number of employees in the .plant during 
~or~d ~ar" II. 

~e have' liste8 the possibilitiesof, expanding to .produce°additional 
quantities ofbhe plantts regular products in a:war emergency. ~. ~e have 
answers to questions such as, "~ould sufficient real estate.be available? 
~ould service utilities be 0verloaded?i CoGld additionailabor be obtained 
for additional effort?" iAnd this last question, which we consider a ~ery 
important part of the return: "~hat work other than that perfgrmed i~ 
~orld ~ar II or since V~orld ~ar II is the plant specially qualified to do 
for the Armad Forces or the essential civilian economy; do you. recommend 
such work for the plant in case of ~ war~ and w~at,would b~ required to 
get it under way?. 

." . . . . .  • 

All th~se data are then put into theplan,, which.isdivided into five 
parts. The plant returns, which we call Section L of the Plan, ~ere ~orwarded, 
as I told you, ~o the appropriate division general manager's office, where 
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9ompa.~yp!an, and we call that Section 2." In Section l~-e "try-to'outline 
,the. obj.ectives: of the plan and the policies under which it will function, 
its scope, and the procedure.s that are to be foll6wed, in using it, Section 

• 5 is a record of plant allocations and the ~items to be produced for the 
production schedules and 

Instructions will 
'The1949 edition will, 

The 
 ou. 

In addition to that 
asked. This whole 
percentage.of the c 
another onewhich i 
particular company. 

carry out these schedules. 

Over the present ene. 

plan, which I have discussed ~ 
..... ~ .... ~ - ~ ........... ther companies may require a 

iples involved, however, will be the 
O ~ ur p~an has brought my company to 

~s to the Nation. 
~ct when we were 
~ere a very large 
Lan like this or 
~tions of that 

G 
" ~ . 

eneral ~anaman, it has been a pleasure to tell the class these things. 
If ~canbe of any assistance in answgring some questions, I willbe glad 
to do s~ " . .  . .  ' ~ 

QUESTION: I t'hink my questionis slightly off the subject of your 
lecture. ~hat~was the situation durins the early pert of the war that 
caused"theformation~of the Service Forces, and w~mtorganizati0n would 
you recommend in a future war? 

GENERAL S0i~ERVEEI: If you ever locked up the word "retired', in a 
dicti0nary, you know that the definitfon is "Becluded; withdrawn from 
public:~iew." I am retiredo I show up for these lectures downhere. 
I m~de one or-two out at Leavenworth. Otherwise, I have been able to 
limit~myself to two speeches a year, ~o~e of which ~ has been on military 
subje6ts eXb~ptthe one~I made before the C0nf~rencel Board and that got 
m@ int~all tnis trouble with our m ebiiiz~tlb~ p~ano,'~I have Carefully 
avoided giving any advice onlh0w to organize or run the Armed Services. 

The~easOn[that the Service ForCes'were formed i~ the'beginning of 
the last'war, ~so far as'I know, is that it was found.that there had to 
be some--central direction and control over the services.. ~There w~re too 
many of them. There were complications, competition, duplications-empire 
buildine--and all of that kind of thing, It w~s/real~±zed during the First 

~Wcrld ~ar that in order to have the required control, it was necessary to 
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i • . . . . . . . . . . . . . . .  

have somewhat the same setup that we had during the last war. General 
'~a-~ quite GoethalS~had much the same job tha~ I had,~thoughhe didn't n w 

the extensive authority that I had. 

The second reason, which is very important, is that the Chief of 
Staff wishedto divorce himself fromall matters concerl}ing the Service 
Forces, sc that he could apply himself, number one, to the tactical and 
strategic elements of fighting the mar, and, number two, tOhandling the 
extensive public relations that rested on his shoulders. By gmouping 
all of the service functions--all of those things which had to do With 
waging war that were not directly connectedwith the active theaters of 
operation~he ~as able to delegate those jobs; and we carried the load 
for him. ]~e absbrbed all the abuse and vi[if£catdonthat we ~t fr~om 
women who felt that we were arbihrarilydepriving them of this, that, 
and the other civilian convenience or luxury. ~e were ~ble toabsorb the 
~oaialistio invective that came from the Nathans% the Ezekiels, and Cer- 
tain Senators and Congressmen whoweze leaning i~ that direction, and to 
keep the Army relatively free to fight th~w~r. It is true that General 
~arsnall had to come to my rescue once or twice, but in the main we were 
able to do what we were set up to do. 

The whole purpose of the organization was to substitute decision 
for debate. I d0n't kno~ whether you nave been a staff officer very 
long. Undoubtedly you have been exposed to the concepts of the General 
Staff at your service school, Leavem~orth, and so on. I first encountered 
the problem in ~orld ~ar I. At that time the services had bogged down 
terribly. There was a friend of mine in one of them, a man I admired 
very much, a top-grade man, WhO said, "They created the General Staff 
to get rid of the old fogies in the Services in this war. I wonder what 
they will create in the next war to ge{ rid of them in the General Staff." 
In o%her words, when you get too many fingers in the broth, you don't 
get decision, you don't get action, you don~t get control. I think those 
were the things that influenced General ~arshall in creating the Service 
Forces. I had nothing to do with it, though I did concur in the setup 
when my opinion ~as asked. 

You are all.familiar, perhaps, with the old battle that went on for 
years between the Chiefs of Staff andthe Adjutant Generals. That cul- 
minatedin a terrific wrangle between General AinSworth and General ~ood. 
It ~as:fin~l~ysetZled. Nevertheless westill had a bureauCratic adminis- 
tration in the ~ar Department. Theobject of creating the Service Forces 
was to free the ~ar Department of bureaucratic administration and substitute 
for it a coordinated, forcefully directed outfit that Would go scrupul0usly 
into things that were being done, find out whether they were beingdone in 
the best way possible, and put into these servicesthe same kind of manage- 
merit engineering that every commercial company tries t@ put into the cbnduct 
of its business. 

lO 
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I don't know whet~er that answers the fir.St part of your question. 
~ .~.iThat part ~s'~easy ~. Tka't is just historyo : 

~,~,ar [ the heroes cam:e back from the 
batt ~le to go pret'ty :far in tearing 
down .~r them, and succeeded~:.in getting 
themselves back about where they were before the war, 

-* • . . . 

orld. war If: came, When ~orld War II came, I was 
Ass: . ,.G~, ef the Army. I had fairly good control 

L would 
~dle the 
.ng else. 
Le system 
~erat iona.1 
ligence 

on the one side then they had their Adjutgnt General-and their Quarter- 
But the British 

Ople., 'They. 
, who was elim- 
owr by ueneral 

organization was 
......... . ........ ~ .... rned somewhat on 

the same principle. . . 

t into one command was a _. 
new it. I couldn't quite- see 
how e time havea G-4. ~ I didn't 
know which, if either~ I was going to be; I tried to picture myself over 
here inthis chair and~how I.wbuld work if I were in this chair, I pictured 
myse'If:bver;here ~th~ia different hat on and how I would do the' job if~this 
scheme had been adopted, But I didn't have time tO figure that 'ou~, because \ 
soon i had to say "yes!! or "no" to General ~arshall and I said "yes." The 
next~hfng I knew I was iVen the command. ..... g . , 

I don't believe that you can improve much on the idea of having command 
and having definite control-over all of th~se activities. There are so 
manz probiems ~hat ar~ the :earns]for all, You nave a plan0 You hay@ to 
get 'your .requirements. -~You have to direct all the things that have to do 
~it~ ':dO~n~tra~cting, inspe:cti[0n, produCtiOn'-all those matters'-testing, _ ] 
res@irch and icar~rying them on t~ou~h to distribution. You have it ne proD-, 
~le~& Of pric~ and renegotiation to contend ~'ith in all of these acti@ities, 

Ii 
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We hear a terrific amount of talk about unity of command. I think the 
idea Of unity of command is ~vell accepted. I found out in wandering around 
the battlefields all Over the World during the ~ar that when you got down 
to fighting, there wasn't any question 'about unity of command. The ~avy, 
the Air Force, the Army didn't care a hoot about what kind of:suit ' you wore 
they were all interested in winning the war and helping one, an0ther. The 
importanoe of the separate ServiCes increased almost in geolnetrical ratio 

• . to the ,distance back of the battlefield. ~Then we got b'ack here to Viashing- 
• .~. ton, we found ourselves all entrenched in service prerogatives, jealousies, 

• ~nd what have you. 

Now,-within the Army, command is pretty much the same. You can have 
all these people in one service f,erce. Then you eliminate most of these 

..... hazards and all of "~ .......... these dLflcultles. II~ you analyze what has to be 'done 
and divide it up into the different types of work, you arrive at a group- 
"ing by service~ just as we put different t;~es of'~orkl in different divi- 
sions in .a conm.ercial compeny,, IBut. cut~ting a!:l across it is the question 
of, procurement, which includeS. ~esearch and d~vel0pment, design, procure- 
merit, and distribution. That~':clhts all the ~ way a~ross. 

I think you ha~e to divide all procurement accbrding to classes of 
commodities. I don't see much difference in buying an undershirt for a 
sailor or for a soldier. I told'youthe last time lwas dowm here, I 
.think, about the bloodless "Battle of the Undershirtsj" which was waged 
during the last war, A lot of fierce~ ho~,ryj strong generils on one side 
and a lot of salty, hard-bitten admirals on the other side just fought 
,like the devi'l as to whether they should have a little sleeve on the 
undershirt. One crowd said they couldn't win the war unless they had 
this little sleeve on the undershirt. The other crowd said they couldn't 
win the, war if they did nave the sleeve. That took up the time of many 
• people who ought to have been doing sometliing else. And other things 
went al6ng:}in ithe same ~ay during the war. 

: I landed on an ato~.l outin the Pacific where the poor little .island 
Was •practically crushed b,ene,..ath the weight of equipment of the Irmy Engi" 
neers, the Seabees~ the Iv!arines~ ~nd what. not. Each of them had a separate 
airfield on this little atoll. Each of them had a different set of commu- 

, nications,, each of them had a headquarterS., each 6f them had a hospital. 
I couldn't see it, and I Cgntt see it yet. 

[ 

SO it seems to me that, number one., what we need is unity of command 
for ali of these service,functions. :It is very impo'rtant. YOU must h sve 
.the whole United States~ behind you~ ,not just the Army and Navy and Air 
, Force. You must have 140 million people. You have tO get together. And 
if you don't need unity of command there, you don:~t nesd it anywhere. 
Don't let anybody ki.d you about it .... '' " 
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Nowj the second thing that you haveto have is"decision instead of 
: debate. Tha.t means command and not a lot of committees. ~ Have you 
ever looked at the :cc~ittees on the Resources Board chart, for example? 

. Have you ;everlooked ~t~ the committees in the Army and i~avy and Air 
/~ Force ~ oha~ts~: I~'~ou .~ell..ows. are trying to get jobs for yourselves 

it :is a~:-wond~Tfnl i'dea;, but if.you are trying to win a war, it is some -~ 
thing enti~rely d~i£ferent. - • " " 

. General Goethals,~my predessor, descri'b@d a- board as something 
that Was lon~, hard, and narrcw~ and it 4S a pretty g6od~descriptiono 
It is as good..today~ as it was when he made the definition some thirty 
or fof;ty YearS. a.go.. And so,. I -think," where we can substitate command 
for this -i.t.~...-~'ie need good 
officers them on all t~ese 
cemmi~te~s, . . . . . . .  and ha~e them ~making work for. one another: by .writing ]~etters,_ 
memorandums, staff studies, and all t~.~o~e things just to keep them 
occupied, tn t ~sa,'wender£ul ~dea~ but if you really ~ant. to.,win a war, 
it. i~ a- lousy .idea. . . . . .  

" Now, the last thing t~at you have to take care of is the human ,equation-- 
and it is~ a real prc ~ogy. • Ifyo~<~: goring 
to take care 6f thee e going to lta~e .care cf 
old human nature, if the ~mmbitions and desires 
of several thousand offic~rs,'you-have to have some practlcal way of letting 
the Army, the Air Force, and the Navy know that this unified service force 
is being conducted fairly and in support of all equally, rather than being 
conducted for the benefit of the ~ia~or the benefit of the i'Air Force or 
the benefit ef the Army or somebody else. 

!~y solution of all this is to have a ~ified service force and have it 
under.:the command of scze individual. Change the Character of the Munitions 
Board Sc ~that it is nct an ~xe;~ut~.ve agency, and make it a board of. directors 
for this service. Then, if. you have an Under Secretary of the Navy, Air 
Force, .......... and the Army cn ......... this board. . .... of direct(,rs to ride herd. on this ,i~m.bi~io~s " 
and unsarupulous head of the Services EOrCes"~"who"i.S,trying.tc;dc . in-the 
Army £or One of. the otherservices," you have an immediate check, on.~him, 
In other ~words,. if the :board is a real. bcRrd cf directors, handles policy 
matters, :andif a:ny peopl~ in the .... " " ~ .... ... A~r Forc~ tn~nk tha.~t t~yare ,getting 
"done," they have in the.. Under •. Sacr•etary,~ • fc.r ~'~r an immediate: recourse to 
find out whether the activity is properly ha~nd:led. . ..... • 

you: ~.have,.:r~ea!ly '~gc, t me ~s~arted on S Cruet hing -now, but 'I ~think that • 
is enp!ugh.~:: ' That i~,a br<>ad~blocking cut of roy"ideas. N.umb@r one, decision 
instead of~debate--short,lines of Cbmmunicaticn and authority.. Number ~two, 
cont~rcl ' by ithiS bdard:to prevent discrimination. I d~z'+tl think: there wcuid 
be much discrimination, but you must get rid of the idea that there will 
be, or that there is a possibility of it, If you have this board, yc, u get 
rid of that. It may be within the possibility of y(~.u gentlemen to effect. 
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such an organiDation. If you do, it will probably be the greatest 
service you canrender your country. 

QUESTION:- We it/the Coll~ge had a look at indusZry to find Out 
what progress indUstry is making in c~ncurrenZ pl~nningtoward preparation 
for war. ~e imHi~@diately looked at the Noppers p!an:~becaus~@ it ismoro or 
lelss original and every other planis to somel extent a copy O£ your plan. 
But assmming that allindustries in the United States have brought their 
plans up-to-date and done the same as you nave, what then do you think 
industry can do to further our preparation•for war? 

GENERAL SOi~iERVELL: They can, number one, start at the beginning and 
do som@thin6 in the way of original research which wouldbe V~ry helpful 
~in carrying out any manufacturing or whatever ~lse industry:is called on 
to do. They might even ~o so far as to invent some entirelynew weapons 
of one kind or another or some devices over a very wide range. THey can 
advise and help the Services in all of these things that I Have talked 
about. They can help them by starting on the production ~ngineering of 
all of these pilot models. It: is moS~ important to get pilot lines in the 
factories~ so they can manufacture what will be required; They can help 
on stock Control, can help on cataloging, can help in deciding policies 
on prices~ on contractual r~latiohships, on renegotiation. They can advise 
on labor. They canadvise onthe whole of the emergency powers act which 
we must have if we are to ~et the war startedl 

They~can advise on fiscal policy, beca~se, after all , you have to have 
money to wage t~is war. YOU ¢an finance a war effort in threeways: one, 
by direct taxation; two, by printing money; and, thr@e, by deficit financing. 
Ne will have to have a combination of all three. ~hat is going to be the 
effect of all these on the economy after ti~e War? T, hat is the use of fight- 
ing.the war if, after the war, ~he country is a s~ambles, if We don~t have 
a better civilization than we had before the War? That is why we fought 
the last war--to maintain theimp~oved type'~o~ ci~iizati6nthat we had. 
So the whole fiscal policy should be determinedtb give us not onlythe 
services to fight the war buhto preserve and improve our civilization 
a . f t e r  i t ,  . .  . . . . . . .  , .  ~ " • . . . . . . .  

What-a~e you~oing to ~o about de£erH~ent? That was a grea~ question 
all during t5e~last War--whether a man s~ould go into the ser~ce-or 

whether :~e should be r@%ained by his oempany. There'we~e some very 
irrational thingS that took place, There was one to~ on this side of 
the river in ~est Virginia where the draft board did on~ thing; across 
the river in Ohio for the same type of personnel and ~in the:s/me company 
the draft.beard did'sbmethingenti~ely different. IndUstry ca~helpon 

- those fr~n~s. 
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Board "or"~the ' ;: ' :' 

they areb4ing':t '. 

of..~ .... ~ ~int out., ours 
was .the:p~eneer effort~ and we had todo our o~m .thinking. That ~i s how 
it was d0~e. '~ 

QUESTZON:~ This may; be the 6A-dollar question~ but Iwould like to ; 
ask it ~nyw~y. ~e hear how the lack of a strategic plan is blocking " 
everything along industrial capacity 

th~n send it to t~e 
ay, "This is' how much we. have. [~,~ Your job is to 

tell. us how t'o spend it,,' I w0uld ~. like to have your views on theft." 

of a 
you 
'way ~o wage~ that kind Of war to get a quick decision, .... 

I/ / 

9~AU~bAA. ~V~JUU W'~ U~5~U UU U~AJ.L~ O~)~li~ lIJ~)l'~ laUIJ.iLl@~, rern~ps we ougnL 

to have different• kinds of facilities, or possibly the facilities should 
be used;in a different Way. One invention, forexample, like that in 
TNT .duri, ng the war, where they learned how to make the first two nitra- 
tions at the same time~ 'increased the capacity of all the'Tl~T plants 
50 percent.in ~hat one discovery, bo it seems to me that the plan Ought 
to be .built around the ideal way to win a.quick decision. Of coursej you 
must e~pect these chiefs Of staff, being highly intelligont people~ no% - 
to golclear off the deep end~ and~to 5ave a general idea abo/t what they 
can do. ' .~ ., 

/ ,_[ 

But;: suppose you have arrived at a result which~ being'tes~ted~ shows 
that it is.beyond the Capacity of the country. If it is not too far 
beyond ~the ca pacity, of-th~ country,' the people inlauthority ought to " 
take .a very icarefnl look,.: number ~one, to see whether t.ne capac~.ty c.an't,. " 
be increased ;. and, number t.wo3. ~t..o:. so0 Who.thOr. ~h&y..: can'."~. Cut :d~,~- t~e :" ... i":i ': 
uivilian requirements.so they can Carry out t~at ~lah; " '' '" ;-: 

- But during the last war l ! ~l'~a~s felt-~and Lim ~ia4 to ~ say the 
writings 0f the ip~ ......... backed me up-'thah we 
c~rried on really production. 'The civilian 
population didn't If you look at the record 
of production in the thirties, you will see that the production for 
civilian requirements during ,the war was greater than it was all during ' 
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thethirt~es. ~ The civilian population had more during the war .than they" 
had~.,h~d"inthe years before it-. I~ the p~gpulation could live during"the 
thirties on a lot less, .then certainly if the very life of our 'country 
was in jeopardy , you could reduce the amoun~ for the civilian econo~:~y. 

So, n~b~r one, the answer is increased production capaeity~ :ntunber ~ 
two, cut-back:every nonessential; and then, if the plan is stiil beyond 
our capacity; go back 'and change it, but net until then. 

I. w.as itold that General iVlontgomery during the war always summoned 
his Quh~termaster General, asked, what his capacity was, and then based 
his P!an on what the ~uartarmaster General said he could do. I donit 
knbw whether I met that gentleman or not; but, ~nyway, ~ he -gas only h~mah~.. 
}[e wasn, t. going to tell }~iontgomery he could do somethin~ and then fall 

~; down on it, was he? Not if he had good sense. So w~'~at he probably did 
was to'.put his potential.at something less than what it re~ally.was,.so 
that:he could be sure to deliver. That is not the way to draw up a plan. 
You ought to keep the heat on the Service Forces all the time, so that 
they are straining all th~ time to produce. That is 'the only way ~ou 
can wage a successful war. ~~e did that all during the last war' 'Ihere. "~ 
.wasn't a time during" the war'except once--and we were wrong ~n~.n~vhen .... 
we didn't keep up the strain. 

: : - . . . .  ', . "  .. 

~UESTION: It s@ems to me the National Resources Board wo~id h~~e"j~t 
as- much interest in squeezing the civilian economy down to the minii~m~m 
as the Joint Chiefs of Staff, 

GENERAL SOMER~LL: I think they have; It all depend.s.on who is 
running the i~ational Security Resources Board. If you have a io~ of " 
socialists there who want 'to set. elected next time, you have one 
thing. If you have a lot of people like i~r. Baruch, who are in~er~sted: 
in winning the war, you have something else.'. But basicaily they 
certainly should have exactly the same aims, desires, and motivations, 
as the Services, I think the present board does have. 

• " • " ' " , . '  " . .  : , . . :  . : " : "  i : i  . '  .'~ _ , ' ~ : : - . ' .  ".' ~ :  ! " 

~UESTION. Has furn~sn~s your mob=l~zat~o~ p!anto the.military 
resuiZed"in.lyour:being furnished in tutn'~i@£h.'any . information that 
would iid you in planning the industrial requirement& to be placed On" : 
y o u r " d O m p a n y  i n  t h e  n e x t  w a r ?  " " " - . "  . . . . . .  - :  

GENERAL ~DMER~-" Yes, sir. We have been furnished the information 
that the Reseurge'~ Board has broadcast to all indust.rieS. ¥~e hage had 
sessions wit h representatives of the Services who were sent out to Pitts- 
burgh.t 0 .go over our potential and actually allocate factories or to~all6cate 
materials to the various concerns in Pittsburgh. The scheme is moving ~long, 
The onlything about it is, it ought to move,faster. 
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: i QUES!IoN~ General, it,has been stated, and l.tnink .it is generally 
accepted,:"that no L m~ter ho-~ good a pl~.n'is or ho~~" good an organization 
is,-it is no ~ better t.~an the capabilities of the people, that staff that 
organization. That brings us to a point which is receiving a lot ef 
discussion in ~he back halls of the .College, and that is whether inthe 
event"of :. mobilizatiOn the National Lilitary Establishment ~ii call on 

to that now? And specifically, iw~at are som.e of the methods that industry 
is thinking, about fortfurnishing replacez'~ents. 

we will have. the same confusion that we'had.~hen. Some highly valuable 
people were sacrificed simply becausethey didn't have:a foolproof method 
Of handling these ~aivers, At the(same time, 'some utterly worthless people 
were~leftwith theseorganfzat'ions Simplybecause they could talk faster 
or because the head of the company didn't want old Joe Zooks to go into 
the service. He didn't have anybody to take Joe'splace right then and 
he wantea t ° avozd hc~vmng hms,,own~j~b become a lot harder. 

In our own company we have done about 25 percent of the job. ~e know 
we are going to be called on for some of these people. ~e know some of ~ 
these people Will want to, go backinto the service, unless the next war 
is too far Off. But we haveh't done the job and I am pretty sure no 
i~dustry h~s done the job; ~e are only about. 25 percent alon6 the road, 
butI imkgine ,that is a lot more than most of them. 

On this_thing that I spoke abou~.a minute ago when I answered some "~= ~: 

other gentleman's question~ as tOhow industry could further aid t~e 
Services, that is one way:they CarY aid them very definitely. Industry 
can sit down andwork outa real policy for the handling of thedraft ' -  
a n d  for handlin~exceptions under the draft, 

GENERAL ~G~N~4AN:, General, speaking for the Industrial Colle~e-- 
and I know I speak for our guests--I want to thank you very, much for 
your:time and your down-toaearth and voice-of-experience observations. 

(6 December 19&8--&50)S/mmg. 
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