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CONCURRENT PLANNING BY INDUSTRY

17 November 1948

" “GENERAL ‘VANAMAN: - The Industrial College of the Armed Forces stands
~firmly ‘in back 6f the idéa of 'a ¢ivilian-military team, a team actually
ingﬁéing'in1peacéﬁimé,»asfa-meaSurekto,insure@the,peace“orkto,insurefthe
.;victory~as?ﬁéed8'be. Our  speaker this morning is in the -unique position
of being able to speak with authority from both sides of the fence, that

“:is,‘induSﬁry-wise and military-wise. Thus he is able-to help tear down

"~ :that fenca;vthat-barrie:,fbetween,the military and industry and to unite
~the two fields intoc one combined team. N :
»-_Ail}of you are thoroughly familiar with General_Somer&ell's history,
 He needs no-introduction to the Industrial College or to the guests. He.
. -is ‘here this morning to tell us of the concurrent planning by industry.

- Wie welcome back to our lecture platform General Somervell,

, GENERAL SOMERVELL: General Vanaman and gentlemen: I hope what I will
say will be net industry-wise or service-wise but just plain wise. =

1 was .chatting with the president of a large company the other day and
in. the course,of our conversation I asked him how his. company managed to be
almost always successful. He told me that his secret of success was this:
- "Our- company does not make the same mistake twice." Now; in our national
history I suspect -‘that there have been many instances where we-as a nation

have ‘made the same'mistake twice, Never making the same mistake twice may
be g good rule for runhing d business and it may be a good rule for develop—-
-~ ing our own persondl dareers, but it is not a good rule in planning for"
World Var IIT. We canrot afford to make tane 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 ago. liy subject was "Froduction Problems of Vorld
War II," ‘I named fifteen of them, 'Let us run over them-quickly and seé¢ how
,we,stack'up,today’on%thqsejprOblems‘as‘bompéred.with;twoxyears 8g0ev.

S

\It isfmy understanding ‘that we now have a stréfegic éohcept, bt that ™

it is not accompanied by a mobilization plan or a logistic plan. Both-of '
these are, of couree, necessary for a comprehensive. attack on:the prcblem;f

of mobilizing industry, At present a flash estimate of feasibility is

" . being secured by a trial run on‘some two hundred and fifty high-cost itenms,

I understand that the result of this will be available early: in Déecember,
that following this there will be ‘an investigation covering from two to

- fiye thousand major items, and that this will probably represent from'75 ©
1 Lo 80 percent of the required industrial effort. : SR




Now, until this strateblc concept is accompanled by a- moballzatlon
plan-to furnish the rate at which suppliessand equipment will be required,
it will be impossible to compute with any accuracy the procurement require~
ments. and to broadcast these to the Services for detailed plannlng with
1ndustry 't the. present time it secms that those char&ed with: the. ‘handling
of logistics stlll have the, problen, which we faced all during:the last war, .
- of trying.to guess ‘what will. be required for the strategic plans rather than
being able to determlne those, requlrements with acceptable’ accuracy. Is this
excusable at- this late date? After all the ‘experience and all the grief'
which- we have accumulated, we certainly should not keep tnose char ed Wlth
handllng logistics behind the eight ball any 1onger. :

Llegistics to me means the manabement of those affalrs pertalnlng to war
which are not directly connected with the movement and deployment of ‘troops
and mater1e1r~sh1ps, alrplanes, ‘and so forth-—on the battlefield. Logistics
lacks the glory: of the battlefleld. The prcblems of logistics are complex.
To master them requires years of application and reflection, a familiarity
thh many arts and scxences, and a Worklng knowledbe of even more.

in economlcal and efflclent handllng of loglstlcs will not guarantee

the victory, but inept handling certainly can be responsible for defeat.

. The. greater the. emphasls on ngw weapons ‘and mechanization, “the' greater

" the need’ for. more &nd moxg bahlvd~the~llne support for the units dctually
at grips with tne enemy.q %ith our national rescurces deflnltely llmlted,
we can't afford. to, make the first mlstake. ‘The degres of effectlveness
with which we handle logisties in, the .next war--and I say this dellberately-—
may determine . wheéther our civilization will survive or perish.j Unless we:
can furnish the units that are actually dcing the flghtlng with what they
will need, when they need it, and in the way they need it, with 1ees manpomer
and less natural rescurces than our potential enemy, Wwe can well brlng on
defeat., : .

. Now, to go back tc our fifteen problems I have already touched on.
procurement requlrements Untll these can be ocmputed and madé available
to: the Servaces, the very foundatlon for our 10ngtha¢ effort will be:
lacklng.‘ No. one expects thu requlrements "to remaln_s+atlc.' ‘Certainly 't
they. fluctuated, ‘dnd . contlnuous;y, in Torld Wer TI.. ;Desplte the 1nev14able
fluctuatlons, however, a better JOb must be done next time thin we did "
then. It is negessary now to know our over—all and .our. total, requlrements,
the. requlrementS'fbr ‘essential c1v111an ;1fe as well as ‘those for. the military.
’These total requlrements must be balanCed aga;nst our total sugply'potentlal.

There w111 be ncw Weapons whlch Wlll have to be put anto productlon on’
our future H~day.. ' Provision must be made in. procurement plandlng fTor require—
ments which today are not knowm, or certainly not known in detall. Productlon
capadlty must be reservea for “these . unknown requ1rements.~,~' . T
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It is my understanding that we now heve a comprehensive research

.and .development program, with competent pecple in charge and fair team—
m;wquqamOnggthe;Services,..I*hopenthe-program‘is‘being scheduled; perhaps

not o the :same degree as producticn in a plant is scheduled, but nevertheless

likg;toggeegtheupfpductionwof‘ideaa‘scheduled;

?¢&Withfdeﬁinite;dates”assigned,fbr the several steps involved., I should’ even

L Now, Ivaéﬁft:know"hdw‘many,of'you have had to_struggie-WithvreSearch
departments, I have wrestled with them in the service and I am wrestling )
-with them out of the service now. The research people'are_ygurvidea”pedple.k

You can't turn to a man and say, "Go out and bring me back an idea next

Tuesday which is going to solve this problém," On the other hand, you can't
«-let, these -leds.go off inte their lairs in the dark corners of laboratories,
;¢ahépsggbngwhat;have.you,;Withoutfgivinggthem some kind of deadline to come

.« ferth with some kind of result, . That is what I mean. I once told a man to

:‘,writg«agbeok;in,a month; he did a very acceptdble job on it. I think perhaps -

-everyone. here has read it. But you can't always muster ideas on that basis.

iA'vefy,interesting bd&kﬁﬁéngﬁS£55éen‘wfitten by &lex Osborn called

““Yoq;wppeative;PoWer",Or‘something‘lika that--how to use your imagination.

The thing about; this whole book that stuck in my mind is the fact that he

supports - just. what 1 have said; namely, that ycu have to give yourself a .

date line. - You have to go %o work. The only way to get results is not
. to wait for inspiration, not to wait for light to ‘strike you, but to sit

down and grapple with these problems, get your mind working on them and

.. come forth with something, -

that,

. And the more ideas you get, the better. I think all of us realize .
I think all of you have studied probability and chance. With' the

 same ‘sources the chances of getting one good idea out of a hundred aré a

© lot better: than getting one good idea cut of ten. So the more.ideas one -

has,‘the-méreVoppbrtunity'One'hasffor_getting a good;ideg,and‘one;that
meets the situation. :*So much for that, . . o

’ i}ﬁépé;ééép?ifstéps~have~been.£a§envtd/prdducé~andv%est7piidt models

- ‘thoroughly but quickl, « ‘After proving ground and service testing, the
-pilot models 'should then.
-and tested to'insure that mass production designs will function properly.
It is more importanmt, it seems to me, to have a number of pilot'production
H,A,lines‘in5Iaqto#iés?ablejto,tqrn=out;n@w-m¢dels'thén.it.is to have a lot of g
LténKSwandkairplanesfWhich‘may.beﬁobsblete next.year, If we have the capacity

be production-engineered and the new pilots built .

" “in our factories to improve models and:to mike new models when the time comes,

- we will'be very much better off. So far as I know, there is not & single
.. - 1ltem of-equipment inscfar as the Army is concerned which was the same when
ﬂq1the-warlqﬂqed,as}itfwas when the war began. In short, I am trying to prove
- the saying that preductive capacity is more important than having a lot of

-2 tanks available today when you are actually geing te fight the war with °

' theyM—é or whatever it turns out to be,
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I know the Munltlons Board has Werked out the allooatlon of foc111t1es
in great detail., It is &’ COMpllCuted probrem and I am':sure the Board has
done a .good job.. Ve must, all keep in ‘mind’ briat indusiry ‘should have some

‘voice with respect to the allocetlon of 1ts 1nd1v1duﬂ1 facilities. ' The al-
location system should provide for direct dealing betwedn the prOSpectlve

~ contractor and the contractlné serv1ces, I have been told that this is-
belng done. ~; o RS UV D PRI R

Safflclent f 0111t1es for essentl 1 C1v111an ploductron ﬁust be reserved.

The Nation was not requ1rod to get . elons Wlth bare ‘esdentiale in World War
II. L hopo that the computatlon of requrreﬂents forthe civilian pOpulatlon
s makmb progress,: Certalnly, a knowledge of essentrar civilian .as. well a
military-requirements- 1s needed to acnleve balance between tOt&; supply
wand totul demand, : ;
Undoubtedly some new facilities W111 be requlred. illl they’be;gQVernr
“ment—-owned, or industry-owned and government—sub51dlzed° %ill they be
located in the best interests of national securlty.' Is your moblllzetlon

plan tlmed to the avullabrllty of new fd0111t+es. . '

hlll we have flxed—prloe or fixed-fee contracts or both? And what Wlll
be the.procedures with respect, to renegotlatlon° As you all know, ‘the. ‘subject
of renebotldtlon is a. touchy one, There is still debate as to whether that
is the best procedure. For ﬂy noney it still 1s.‘
Tne availability of raw Aaterl als and the stockpiling of crltlcal and
-~ strategic materlals may be the key to the"sntire war, procurement program,
I wish it were possmble to move faster thanm we are moving. It is prima rlly
a question of’ money.. . However, mr, Hill did tell me that he felt greater .
. progress. could have been made.- I’ understand now that a1l the avallable:
- money has been commltted, so oov1ously nothing further can he done in the
~wey of stockpllln* until more ruods Becone avalleble. : G

, Good plannlng and schedulln should ellﬂlnate a lot of" eXpedltln ;
. The use-of ;quality control should reduce 1nSpectlon costs end prov1de “Q @
, better and sefer m”terlel to our forces.r o

: Dlstrlbutloo is.of- the utmost 1mportance. I trust: thet’ an 1mproVed
version of our wartime . stock—control ‘system-has been developed andput- :
in use. It is reported that a super iaterdepartmental committes to study
a standard stock—control system has now been formed. -Someone should bulld
a. flre under thls commlttee and develop the system promptly.-

It is llkew1se reported tmdt d comprenen51ve cetaloolng progect is
under way, for completlon in four years. This seems entirely too long
for this task, though admittedly it is a vléan+ic onie.  For it to be of
much use and for us to nave adequate’ stock control,'lt seens to me- that
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;,tha4tima-ailbwédffofﬁiﬂS;cgmplation4should,be»rédically'redqced,‘;1tj§hou1d
;have‘bgep<sbartedqung;agb_aSsanbasis for'adéquétejstoékjcontrol. - :

-1+ . In other mords, if you are, going to have 2 stock-control system and the
- Navy calls a part of a truck "Y217" and the Army calls it "A123" and the
Air Force "Z567," you can see the difficulty that you are going to get into
in having any: kind of stock—control ‘system that means anything.’ The same
~ thing is true with all other types of equipment. Take' one that was common
oo b0 all the.Services in the last war--the DC-3. ‘We . had a different terminol-
ogy: for the parts of ‘the DC-3 in the different Services.. You could land
«).on one field.and be told that they had none of what you wanted, because it
. had a different number or a different name in that Service, whereas there -
_AWeregplenty{oigthem?availablé¢,;That'cauSGdjtheiaCCumulatiohﬁdffa”lot.of
.. small piles.of parts where there were requirements for many more parts. than
. Wwere actually demanded, simply because .of the way it was handled. ' The main-"
~-tenance of equipment requires a solution of that problem. Vie must have it.

(SRR LRI
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;;w;Co\itolgbver the-labof:SﬁPP%Yféppéaggfinevitable in warfime;jfLabbrfwili S

~ have to be employed where, it is needed. Remember that in a conflict with .
Russia we will be very much' at a disadvantage so far as manpower is concerned.
;. Unless we use our manpower wisely and use it most effectively, our ability
.. . to win by havigg better"eQQipment;tg fight with will be very serieusly
- oJeopardized.. .o T T T PR
“ Thefg must be a workable methodXOfksettliﬁg‘grieyancés énd‘stfikes;
 . ,Y6u mﬁst kesp}thélpublic'informed and 100 percent behind;yourfprogram.
.. ~Good public relations are an absolute "must." BERAUEO P ,

L :ipgghgnéssfis‘the bQéfdef?directors for the‘Armeleorceg;* Like business—
men, you .must keep yourﬁboard“cf;directors informed and sympathetic to your
- needs, - Good congrqasion31'relations‘are~alsova?"must." ‘ A R e

. The National Security Law has been in effect for over a year. Some
progress has. been made toward unification., - The law needs strergthening.
To win theé next war we must have an organization that will function by, . © -

‘decision instead of by debate, The Secretary of Defense must be the. boss.

in fact as well as in name, Itj5h0u1d3be,pcssible‘to e1iminate[duplication[ 'x’;{f

‘ toJa:Ver‘lgrgéfextent.;»Inrmy,humbleyopiniOn we certainly have not moved . -
- fast enough in this direction. . T N
~~ So much' for the production problems tinat I discussed with the College

‘two years ago. You may know that progress has been made in solving these

problemg.y_lf'you don't know that progress has been made, I suggest that.

you put. sdome very pointed questions to the gentlemen who are going to . -

occgpyithisfplaﬁ£0rm.during;ybur course,

D@ TEEN s e e
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. Concurrent plennlng by 1ndustry has been an ob865510n of mine for
'years.. I have. always thought of it as ‘joint planning by industry and
 those agencies of the Government dlrectly concerned with national
- security.  Our very existence, as I told you, will be at stake in the

next war.. We shall all be in it toBetnor—nlabor, ‘agriculture, cepital,
<. .- .the military, and the rest. Our whole economy must be directed toward -
G the one end——w1nn¢ng the war, Ve must have teamwork or we shall cer—
s ‘tainly not only make the first mistake but also make the same mistake
Rl - nob twice but three times, ‘This we wmust avoid if we hOpe to survive,
‘. »* . We shall need all of our talents and all of our resources and all of our
: \ abllltles, and, also, they must be intelllgently oriented and- directed.

e : " Now, Wdut does 1ndustry possess taet is so vltal to our national .
Jalena T secur1ty° It possesses two things: cne, phy31cal resources--the plants ‘
i and the equipment in the plants——and, two, human resources——management,

a englneers, scientists, and skllled, semlskllled, and unskllledmlabor. '

: We talk glibly about balenclng total supply against total demand in
,evaluating the strategic plans prepared by the J01ﬁt Chiefs of Staff,
- Total supply involves a number- of  things, amorg them the avallablllty
of. raw materials and the potentiallty of industry to process the raw
) materza&s. You have studied the availability of raw materials and doubt-
less know a lot about the setup. Today we are considering the’ phy31cal
and human resources-which make up our national industrial potentlal.
This national industrial potential is a composite of the industrial
potentlals of the thousands of companies which make up. Amerlcan 1ndustry.

"I decided more than a jear ago that the company w1tn whlch I am _
. connected would determine its industrial potentlal and be in a p081t10n
. to work with or for the Armed Forces at a moment's notice and to answer
~abt any time any questions that might be raised about our physical and.
" human resources.: iy assistants were in full accord, and in three months!
time we prepared what we: call our 1ndustr1:l mob;llz"tlon plan. '

The tnlngs you need tc know to determine acourately your company's
industrial potential are pretty closely akin to the things you need to
know to- determlne if your company can successfully meet competltlon in
2 highly competitive market. We included in our plan a review of 'the
production fundamentals as well as information which the Armed Services:

"might require, We wanted the plan to be. a self-inventory of our plants
and equipment and methods and to be of help to us in gettlng ‘ready for
‘whetever rough going we mig ght encounter in the way of competltlon in the
future months and years. ‘ o ;

A plan is of greatest value when the. peOple vho arc to carry 1t out
know its details, know their part in its operation, snd have had a part
in its preparation, 8o you may be interested in how we prepared our plan,

o
b
. gl
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, Our company operates some fifty—six plants. These plants come under
. six operatlng d1v181ons, each headed by a general manager, As pres1dent

of the company 1 have a number of. central . staff departments, such as Sales
and Production,. to assist me in performing my own duties. Ve started the
- preparation of our plan on 1 September 194%, and allowed one month for the
plants to prepare their returns. These returns were submitted to the appro-
priate-division. general managers, each of whom. in one month consolidated
-and evaluated hlS own plant returne and submltted his division return, with
copies: of his’ 1nd1v1dual plant. returns. The productlon department  of our
central staff ‘then consolldated in another month the operatlng lelSlonS'
:plans 1nto an overwall comp051te plan for the company.

ThlS composite was reproduced in. two wajs. one Wlth confldentlal flgures
and data, and,- because of the very. large demand Wthh was made on us for

copies of the plan, another set w1th the confldentlal 1nformat10n and data.
deleted. : AR . ‘ , e

I used to have a. plcture hanglng ln my offloe of a fish na;led on. a
board.x “The. poor flsh wag. gs had big tears dropplng down, and the
caption: under the fish Was.:,"lf I had kept my big mouth shut, I wouldn't
be here." .I. unfortunately made- a<speech before the. Natlonal Industrlal
'Conference Beard about two. years ago in which I sald that we had waited
for. some leadershlp, some. direction,. from the Armed. Services for the pre-
,paratlon of an industrial mobilization plan, that we hadn't gotten ity
and that for that reason our com;anj was going to go- ahead: and prepare.

a plan so we. could Jump on our horses and ride in all four directions. at
- ‘once if we were required to do so. by the Armed Forces. And, hav1ng made
this rash statement, we. got several- hundred, now-over. a thousand, requests
for these plans from various industries, - Obv1ously there is coafidential
matter 1n them whlch we cannot dlstrlbute. 5 : s

; In preparing the plan We never had one obgectlon rom anyone 1n the f
organization. We-added no extra perSOnnel to the pay roll, .Each part.

of the plan was completed on schedule. The pre¥ident of the company is
deslgnated as the industrial mobilization director for the organization.
The manager of the froductlon Department is tne over—ell industrial- .
moblllzatlon representatlve for the compeny to meet with outSLde agen01es
and the Armed Services. Each division general manager-or his production
manager is the 1ndustrlal moblllzatlon representative. of the division, Of
course,. each plant manager 1s the 1ndustr1al moblllzatlon representatlve
for hls plant.; , = :

Each plant manager has at hand his own plant return and essentlal parts
of the over-all company plsn. BEach division general manager has in his
~ office two copigs of each of his own plant returns, two copies of his own
division return, and two coples of the company's composite plan, COur Pro-
, duotlon Department and our. Control Section have copies of- tne complete plan,
“which totals approx1mately six nundred pages,, «




Pern:ps as somu backgrouqd for you to understﬂnd dll this I Nlbht tell
you that our company is d1v1ded into these six operating d1v1510ns—~former1y
we hed seven—-pretty much 2s the Army and Navy are divided up, into supply
“and technical services. Each ons of these un1t°’ hds its own pldn, Whlch,
of course, must ba folded 1nto one for the oomp“ny as a wnole. ‘

 You may be 1ntcrested to: know the data that we collectcd from euch of
these, flfty—81x plants, ‘We have 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 name, like "John Jones,

. graduate of RPIM on such-and-such a date, what he has dens since then, and
what his specialities ere. It shows the number of persons employed in the
plant,. male and female, the annual rate, and tﬁe percent skilled, all these
as of the date of the return, It shows the raw materials used and the approx-
imate quantltles required monthly for normal operation and annually for
‘maximum operaticn; the principal products and the -amount of each manu?actured
during the year 1947, together with t%e normal monthly capa01ty and maximum
monthly capacity for producing each of these products, the number of shifts
worked per week and the hours per shlft by plant départment, There is a
rather complete description. of plant bulldlngs and a layout of the plent,
the’ type of fire protection in use; whether or not the plant is fenced, and
a description of the plant's pollue and guard service; the source and kind .
and-amount of power procured. or generated within the: plant. Then weé have

“the: pr1n01pal items of production equipment, used in the plaﬂt, together W1th
the'daté installed and an estimate of its cond1t¢on, as good, falr, or: poor.
We have thé tool rooms, the machine shops, the service room fM0111tles,_
gage and instrument checking facilitiés; material-handling ncthods, uhioniza—
“tion ‘of the plant, wage incentive plens in effect, production control and
planning methods, inspection and quality control methods, the cost system
used, the shipping facilities available, amount of the principal items
produced for VWorld War II, percentage of plant's capq01ty devoted to World
War II production, and the ‘maximum number of employees in the plant durlng
World War‘II. o : het e

e have llsted the’ pOSSlbllltleS of expandlng to produce addltlonal
quantitles of the plant's regular products in a'war emergency. . We have .
.answers to questlons such as, "Wiould sufficient. real sstate be ava11able°
Tould service utilities be overloaded?’ Could additional labor be obtained
for ddditional effort? ~And this last question, which we con51der a-very.

~ important part of ‘the return: “What work other than that performud in
World Var II or since World Ver II is the plent specially qualified to do
for the Armed Forces or the essential civilian ecconomy; do you. recommend
“such work for the plant in case. of a war; and wnat would be requlryd to,
get it undcr way”" , e

o All these data are then put 1nto the plan, Wthﬂ is’ d1v1ded 1nto flve
"parts. The plant returns, which we call Section L of the plan, were forwarded,
as I told you, to the approprlate division 5enura1 manager‘s offlce, where




. “particular ¢ompany.

. they were evaluated and summarized into division returns, . The divisiong
“ returns are called Section 3. They were put togetier into a compesite
- company plan, ‘and we call that Section 2. In Section 1 we try to.outline
- ‘the objectives: of "the plan and ‘the policies under ‘which it will function,
its scope; and the procedures taat are to be folléwed in using it, Section
-5 is a record of plant allocations and the items to be produced for the.
Armed Services in an emergenc,s, together with production schedules. and |

additional equipment and materials required to carry out these schedules.

_ Instructions will be drafted shortly for revising the 1948 plan.

LThe}igggweﬁitionVWill;aWe,hOpe,.be;ahfimp;ovement over the present one,

" The company's industrialnmcbilization'plan,/which I have discussed-
with you, fits one company's préﬁlems."OtheerOmpanies:may‘require'a»f"
different type of plan, The. principles involved, however, will be the

. same, - I feel very definitely that our plan has brought my company to
" the point where it canvreagpnablyuwellimeat,its'obligations~to-the;Nation.
~In addition to that'we have done some talking on the subject when we were
‘asked. 'This Whoieyidea'hasfSnGWballedin0W7té'the point where a very large
percentage. of the concerns in the country have either a plan like this or

 another one which is more specifically fitted to the operations of that

. . Geéneral Vanaman, it has been a pleasure to tell the class these things. o
© " If ¥ can be of any assistance in answering some questions, I will be glad =
_ QUESTION: I think my question is slightly off the subject of your
lecture. That was the situation during the early pert of the war that
caused the formation’ of the Service Forces, and what.organization would
\yQu“reCQmméndzin‘a'futureTwar?V:" Lo T TR A ’

GENERAL SOMERVELL: If you ever looked up the word "retirsd" in a
dictionary, you know that the definition is "Secluded; withdrawn from
public’view,™ T am retired. I show up for these lectures down here.

I mdde one or two out at.Leavenworth, Otherwise, I have been able to
. 1imit’ myself to two. speeches a year, mnone of which has been on military
subjects except the one I made before tne Conference Board and that got
.me-into all tnis trouble wiﬁh_our“mebilizétibnvplan,,951~haveJGarefully
;'aVbidédfgiYipgrany”advice,on*hpw'tp-organize.or run-the Armed Services,
-~ The reason ‘that the Service Forces wers formed in the beginning of
the last ‘war, .so far: as I know, is that it- was found.‘that there had to
be some-central direétion and- control over'the services.. .There were too
many:cfsthem( ‘Thereywere complications, competition, duplication——empire
building-—and all of that kind' of thing, It wag/realized during the First
“World War that in order to have the required control, it was necessary to

Py e S s ‘:)
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have somewhat the same setup that we had durlng the Last War. General
. Goethals had much ‘the same _job that I had, thougn he dldn't nave qulte o
the extensive authorlty that I had. v :

The second reason, whlch 1s very 1mportant, 1s that the Chlef of L
..Staff wished. to divorce himself from 211 matters concerning the Service ;

' Forces, so that-he could apply hlmself, number ‘one, to the tactical and
" strategic elements of flghtlng the war, and, ‘number two, to handling the o
. extensive publlc relatlons that rested on his shoulders. - By grouping
“all of thé service functions-—all of those things which had to do Wwith
Waging war that were not. directly connected with the active’ theateérs of
operation~—he was able to delegate those jobs; and we carried the lozd
- for him, 'We absorbed all the abuse and vilificatdon that we got from:
~ women who felt that we were arbltrarlly depr1v1ng them of this; that, -
~and the other 01v1llan convenience’ or luxury. Wie were able to absorb the
~ soelalistic invective that came from the Nathans, ‘the Ezekiels, and cer—

- tain Senators and Congressmen whd were. 1ean1ng in that direction, and to -
~ keep the Army relatlvely free tao flght the war, . ‘It is true that General

©warshall had to come to my rescue once or tw1ce, but in the maln we werefl

vable to do What we were set’ up to do. ‘

The wnole purpose of the organlzatlon was. to substltute dec151on
for debate.  I'don't know whetheér you. nave been a staff officer very
~ long. Undoubtedly you have been exposed to the ﬂoncepts of the General . . .
Staff at your service school, Leavenworth, and so. on, I first encountered -
the problem in Vorld War I. At that time the  services had bogged down '

“terribly. There was a friend of mlne 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 Serv1ces in . this war, I wonder what
they will create in the next war to fet rid- of “them in the General Staff."
In other words, when you get’ too.many fingers in the ‘broth, you don't. o
get decision, you don't get action, ycu don't get control. I think those

© were ' the things that influenced Ggneral larshall in creetlng the Serv1ce -
- Forces. I had nothing to do with 1t, tnough I. dld concur 1n the setup B
when my- oplnlon was ask°d.

; You are all famlllar, perhaps, with the old battle that ‘went on for
years between the Chiefs of Staff and the Adjutant Gensrals, That cul-
minated in a terrific wrangle between aeneral Ainsworth and General Vood.
It was. final}y- setbled. Nevertheless we still had a bureaucratlc admlnls~.'f
tration in the War Jepartment. ‘The ‘object of creatlng ‘the Serv1ce Forces .
was to free the War Department of bureaucratic admuinistration and substltute
for it a coordinated, forcefully directed outfit that would go scrupulously '

< into things that were belng done, find out whether they were belné done in

- the best way possible, and put into ‘these services the same kind of manage— :
ment engineering that every commerc1al company. tries to put into the conduct

. of its bu51ness.
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- har I,

R I don't know Whether that anSWQrs the. flrst part of your questlon.
.’.ﬂgThat part is easy. ‘That 1s Just hlstory. : ; .

“do I fa

vor' for use ln the next. war? hell, as: I mbntloned a. moment ago, &
cert"l :

“of oentrallzatlon und dlroctlon was found esuentlal din-World
By heh that War was .over, and all the herocs came. back- from the
battlefloi 3 the. Chlefs of Services were able 10 go pretty far in tearing.
down', the,authority of the General Staff over them, and succeeded dn gett;ng
themselves back about whgre tnay were before the ware

Th?t went on untll lorld mar II cqme. Whon %orld har II cams, I- was .
x‘Assxstant C ief of Sta ff, GvA, of the Army. I had fairly good control.
over the services. At that time I favored an. organization which would. .
follow the ides of .having two dcputy thefs of staff, one to handle the

’ “tactl al and strategic end of the job and one to handle everything else.~

'That ‘Was. more. or less the system that the FPrench had - It was the system
that the British had in part, =~ In ¢ " words, they had their’ Operatlonal
Staff, ‘which handled strateg” l*and, _ctloal planning and intelligence .
on the one 81de, then they had their Adjutant General and their Quarter—
master Genoral, Who handled- thu thlnss on the other. side,. But the British

"were not absolutely consistent in thaty They had “other people. They

'.orlglna ly had a man, called the Master: Genoral of Ordnance, who wes ellm—
:\1nated durlng the war, . His. duties were more or less taken over by General

Wieeks, who was an assistant to the. Chief of btaff., Their organization was

. notas cloan—cut as the French ldea, although it Was patterned someWhat onko,_k

tne same pr1n01ple.

ThlS concept of hav1n5 these people ull put into one commond was a,~,
new oqe,vand frankly I was quite worried about it, I couldn't quite ses
- how you could have this command and at- the ‘same time have a G»A.‘ I didn't -
know ‘which, lf eltaer, I wes going. to. be, T trled to picture myself over

here in'this chair and how I.would ‘work 1f I were in this chair, I pictured R

‘myself over ‘hére with a dlfferent hat on and how I would do the job if. this
- scheme had been adopted,, ‘But-I didn! t have time to figure that 'out, because
~soon I had to say “yesit or "no" to General Marshall and I said “yes " The
next thlng I knew I was glven the. oommand. Lo : TRRE
I don't belleve tunat you can 1mprove much on. the 1dea of haVlng command
and - having- deflnlte ¢ontrol: over all of: tnoSe act1v1tles., Theres are so¢
many problems ‘that are the same for all, You nave a plan, You have to
"get your requirements. ~You have to. dlrect all the things that have to do
JW1th contractinb, 1nspectlon, produotlon*—all those’ matters~*test1ng, ,
research and carrying them on throush to distribution. You have ‘thne prob-

’fllems of prlce and renegotlatlon to contend w1th in il of these activities,

11

The other hclf of your questlon, as I remembor 1t, 1s, What organlzatlon o
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Ve hear a terrlflc amount of talk about unlty of conmend. I think the
~idea of unity of command is well’ aocepted.‘ I found out in wandéring around
‘the battlefields all over the World during the war that when you got down

to fighting, there wasn't any question about unity of command. -The Navy,
the Air Force, the Army didn't core a hoot ‘about. what kind of ‘suit you wore,
they were all interested in Wlnnlng the war and helplng ons another. - The
. importance of the separate Services 1ncreased almost in geometrical ratio
. to the distance back of the battlefield. Whén we got vack here to hashlng—;
oeton, we . found ourselves all entrenched in service prerogatlves, 3ealousxes,
rand what Have you. : AT : Do

Now s -within the Army s command is pretty much the sanme. You can have -
all these people in one service force. ~Then you eliminate most of these. -

- ‘hagards and all of these . difficulties, - If you analyge 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’ dlfferent types of work in. dlfferent divi-

‘sions in-a commercial company.. 'But cuttlng all across it is the question

. of. procurement, which includes 'esearch and development, de31gn, procure~‘
‘“.ment, and dlstrlbutlon. Thatfcuts all the way aoross.»

o T thlnk you have to d1v1de all procurement according teo classes of
commodltles. 1 don! t see much difference in buying an undershlrt for: a
__sallor or for'a soldler.z I told you the last time I. was down hcre,'I‘
,thlnk, about the bloodless "uattle of the Undershlrts,“ which was” W&gud .
during the last war, A lot of flerce, hoery, strong" generdls on one side’
- ‘and a lot of salty, hurd—bltten admirals on the other side just fought
© like the devil as to whether taey should have'a little sleeve on the -
~undershirt. One crowd said they couldn't win the war unless they had-

f this little sleeve on the undershirt, The other crowd said they couldn't

win the war if they did have the sleeve. - That took up the time.of many -
«people who ought to nave been doing sometnlng else. And other thlnws B

'~ﬂ*-went along‘ln tne same wey during the war.-~

St I 1anded on an atoll out in the Pac1flc where'tae poer. llttle 1slend
was. practlcelly crushed beneath the weight of equlpment of ‘the Army Engi--
‘neers, the Seabees, the Marines, and what. not. anh of them had a’ separate»

s airfield on this llttle atoll, -Each of them had a different set of commu~

Erjenlcatlons, each of them. had a headquarters, ‘each of them had a: hOSpltal
e couldn’t see it, and T cen't sae 1t yet. ; ' A

: So 1t seems to me that, nunbor one, wnet we need is unlty of command _
for all ©f these service. functlons.t It is very 1mportant. You must have

'l-the whole United States,béhind you, not just the Army and Navy ahd Air

. Force. You must have 140 million people, You-have to get together.’ And
-"if you don't mneed unity of command there, Jou don*t ne=d it anywhere. '
;Don't 1et anybody kld you about ite :
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_Now, the second thlng that you have to have 1s de0181on 1nstead of
~-debate. . ~That means command and not a lot of committees,.  Have you
ever locked at the committees on the Resources Board chart, for example?
.. Have you'ever locked. at. the committees in the Army and HNavy and Air
.. Force charts?  If you fellows. are trying to get jobs for: yourselves,
it dis-aiwenderful ideaj but. 1f you are trylng to win a war, it is some~' C

thlng entlrely dlfferent.;~ :
. General Goethals, my predessor, descrlbed a board as’ somethlng

that was long, hard, and narrow; and it is a pretty good: descripticn.
It is as good - today as it was when he made the definition some thirty
or. forty ‘years ago. -And sc,.I think, where we - can,substitute command
for this great multltude of .committees, we ought to do ite.. We need good
officetrs in all the Bervices, If you are gcing to put them on-all these
commlbtees -and ‘have them making work for. one ancther by writing letters,
memorandums, staff studies, and dll those things just to keep them
occupied, that isa Wonderful 1dea, but if you really Want to win a war,
it 1s a lousy 1dea. SRR : AR . ien

Now, the last thlng that you huve to take care of 1s the human equatwon——"’ff;

and it is & real: problem-not dust abstract psychology. Ify@u,arﬁ going -
. bo take care of these service JealouSLes, if yceu are geing to. take care of

old human nature, if you are going to take care of the ambitions and desires =

of several thousand officers, you have o have some praotlcul way of letting
the Army, the air Force, and the Navy know that this unified service force
is being ccnducted fairly: and in support of all equally, rather than being
conducted for the benefit of the lavy or the beneflt of the Lir ‘Force or

the beneflt of, the Army or somebudy else. - -

My solution of a1l thls 1s to have a unlfled ssrvice force and have it
under: the, ‘command of scue 1nd1v1dual., Change. the: character of the Munitions
" Board sc that it is nct an exetutiye agency, and make it a board of" dlrectors
for this service, - Then, if yeu have zn Under Secretary of the Navy; Air E
‘Force, and the Army on ‘this. board uf dlrect<rs to. ride herd on this Wambitious
and unserupulous heed of the Servlces Forces" who ig: “trylng to'de dinthe
Army for cne of the cther ‘services," ycu have an immediate check on him,.
In other words, if the beard is a real bea rd of directoers, handles pclicy
matters,-and if any pecple in the Air Force tnlnk ‘that they are .getting
"done," they have. in the Under Secretary far Air an immedlate recourse to .

s flﬂd out Whether the act1v1§y lS properly handled.

, You have really »rt me started cn somethlng now, but T thlnk that
is enough.p That is.a broad: sblocking cut of my ‘ideas,  Numbeér cne, " de01Slon,
instead of debate——shcrt - lines of communicaticn and - authcerity.. Number two,
crntrcl by ‘this board to prevent discrimination, I arn't think there wculd .
“be much dlscrlmlnation, but you nmust get rid of tne idea that there will
be, or that there is a possibility of it. If ycu have this board, ycu get
rid of that., It may be within the possibility of you gentlemen to effect,

A3
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» such\énkbrganizatién; If you do, it will probably be the greatest
’serv1ce you can. render your country. :

QUESTION.\ We ut “the Collcge had look at 1ndustry to find- out
what progress 1ndustry is making in concurrent plenning toward- preparatlon
-+ for war,  We 1nmbdlate1y looked at the’ Koppers plan because it is more or
" less orlalnul and every other plan is to some! extent a copy of your plans
.. But assuming that all industries in the United States have brought their
- -plans up~to-date and done the same as you have, what then do you thlnk
- 1ndustry can do to further our preparatlon for war? :

GEVERAL SOMLRVELL. They can,’ number one, start at the beginnlng and-

fﬁ; do something in the way of original research which would be very helpful‘\
cldn carrylng out any manufacturing or whatever else 1ndustny is called on - -

tordos They might even go so far as to invent some entirely new Weapons 

" of one kind or another or some devices over a very wids range.. - They can -
‘advise and help the Services in all of these things thet I have talked
about, They can help them by starting on the production englneerlng of
~all of these pilot models. It is-most important to get pilot lines in the
‘factories, so they can mauufacture ‘what ‘will be required. They ‘can help
on stock control, can nelp on catalouln g can help in d001d1n5 ‘policies

- on prices; on contractual rblationships, on renegotlatlon. ‘They can advise
- on labor, They can advise on the whole of the emurgency powurs act Whlch

- we must have if we are to set the war startpd,

) They can advise on flscal pOlle, because after all, you have to have

. money to Wage this war,.  You can finance a war effort in three wdys: one,
by-direct taxation; two, by printing money; and, tnree, by deficit: flnanclng.
‘Tie will have to have a combination of all three. What is going to be the
effect of all these on the econdmy after the war? That is the use of fight~
“ing the way if, after the war, the country is a shambles, 1f we don't-have
“a bétter c¢ivilization than we had before the War? ‘That is why we fousht

the last war—=to maintain the improved type:of cmv111zat10n that we had, -

..~ So the Wnole fiscal policy should be determinsd fo give us not only ‘the

services to flbht the war. but to preserve and 1mprove our czv:ilzatlon
after 1t. "’ R A o 4

What are’ you going to do about delerment? Thdt was a- 6reat questlon
~all. during the last . War~—wnether a man should go into the serv1c» or
.. whether ‘he should 'bé retained by his conipany. -Thers weére some very
irrational things that took place. There was one town on this.side of
the river in VWest Virginia where the. draft board did one thlnb, across
sthe river in Ohlo for the same type of personnel and ‘in the’ same- company
the draft-board did sonethlng entlrely dlffbrvﬂt.. Inaustry can help on

'~¥;;thosc frmnts.’




QUESTIGN" In the preporatlon of your compeny‘s plan and in the

preparation:of other’ companles' plans could you tell us: what 3551stancef';

or . guidance has been’ received’ eltner from tne Munltlons BOaTd or the"“’ ;

'Natlonal Securlty Resouroeb Board?

f. GmNERAL SCMERVELL.' %e got startod before they. did. They are belngﬁh*gf“o:

L)

very'helpful now, as I understand ity to oompanles which are inquiring "

* of. them what to'do and how to do 4it. But as I tried to p01nt out, ours:

was the! ploneer effort, and we had to- do our OWn thlnklng. Tﬂatol§ hQW" o

it was done. :

QUESTION.. Thls may:. be the 64~dollar questlon, but T Nould like to"'f_% f?f

"aqk it’ anyway. Ve hear how the lack of a strategic plan is blocklng

_everything along the line. One v1eWp01nt is that the industrial capacity
of .the country should be: determlned and that we could then send it to the

Joint’ Chiefs of Staff and say, "This is how much we have,  Your. “job is: to N

[tell us: how to spend 1t.“ I would 11ke to have your views on tnat.v‘

GENE.RAL SOMERVELL: That is. only a‘pout 2. two-dollsr questlon. ' First‘_ o

of all, you must find out what kind of war you are going to fight, Oncee"‘””‘:'

you.- know: that, the Chiefs of Staff can and should flgure out the 1dea1
’fway to Wage that klnd of war to zet)’ a quick decismon.‘ei~.ﬁ .

Then you go baok to lndustrlal potentlal Suppose 1t is not big

enough, - Maybe we ought t6 build some more facilities, Perhdps we ought" 
to have different kinds of facilities, or possibly the facilities should

be-used. in @ dlfferent way. ' One invention, for example, like that in

s TNT durlng the: war, where they learned how to make the first two nltra-‘

 tioms at ‘the same time, ‘increased’ the capacity of all the’ TNT ‘plants.
.50 percent in that one dlsoovory.g So it seems to me that the plan ought

to be-built arcund. the ideal way to win a qulok decision,  Of course; you ;,¥f1,

must expect thesg Chiefs of Staff, bexng highly intelligent people, not -
to gorclear off ‘the deep end, and to haVe a general 1dea about what they
can do._x; SR = , I : ‘

But suppose you have arrlvud at a result whlch, belng tested, shows
that it is. beyond the capacity of the country, lf it is-not too far -
beyond the capac1ty of “the country, the people in autnorlty ought to
take ‘a. very:careful look, number ;ong,. 1o see whether tihae capaolty can't

be increased; and, number twe; to see whether they.can't. cut doﬁn the _‘;3\f}ﬁ

: clv1llan requlrements so they can Carry out that plen,

But durlng the last mar I always folt~*ond I am slad to say the',~f
ertlngs of the people op the civilian side backed me up—«that we :
carried’ on really at the height of civilian. productlon The civilian
population didn't know the word austerity, If you look at the record
of production in the thirties,: you will see that the production for
C¢Vlllan requlrements durlng the wa rvwas greater than it was all during

15

L“"ﬁ




w56

‘the thirtiss.” The' c1v1llan population had more durlng the war tnan they:
had> hdd in the years before it, " If the populdtlon could live durlng the
*'thlrtles on-a lot less, then certalnly if the very life of our COuntry '
was in Jeopardy, you, could redu*e the a“ount for the 01v111an eccnomy.

So, number one,‘tne answer is incre ased pruouctlen capac1tj, nunber N
two,‘cut back every nonessentlel, and then, if the plan is stlll beyond
our capa01ty, go back and change 1t but nct untll then.

7 I was . told that General MOﬁthucry durlng the war almays summoned
~his’ Que,termaster General, asked what his capacity was, and then based
his plari on what the Guartermaster General said he cculd doy I don't
know Wwhether: I met that gentleman or nets but, anyway, he was only hunan.
‘He* Wasn't geing to tell Montgemery he could do something and then fall.
down on it, was he° Not if he had sood sense, - So what he probably dld
was to'put his potential at sometning less than what it really was, . so
that. he could be sure to deliver. That is not the way to draw up a plan.
You cught to keep the heat on the Service Forces all the time, so that .
they are straining all the time te produces - That is the only way. you
~can'wage a successful war. Ve did that all during the last war, iherb
. wasn't a time during’ the war: exCept once~—and we were Wron5 tnen*-when
we didn't keep up thu streln.

, QUFSTION. It séems to me the National Resources Board would have Just
~as much interest in squeezing the olvllian economy dewn to the mlnlnum
as the J01nt Chlefs of gtai‘f. - : ‘-

GENERAL SOMERVELL._ I think tney haves It all depends on who 1s‘
running the National Security Rescurces Board. If you have a 1ot of
socialists there who want to get elected next time, ycu have one:

“thing., If you have a lot of people like Mr, Baruch, who are 1nterested
in wimning the war, you have something else.: _But’ deJCdlly they
certainly should have exactly the same aims, desires, and motlvatlons,
as. the berv1ces, I think the preSent boerd does have.‘

QUESTION. Has furnlsnln your mob;llz tloﬁ plan to the nllltery
resulted ' in- your belng furnlshed in tutn* Wi ith” any”, 1ﬁformatlon that

~ would" aid you in planning the 1ndustr*a1 requlreﬁents to be placed on
your’ ‘company in the next war9 : :

, uENERAL SDMERVELL Yes, sir. Te have been furnished the lnformatlonb
that tis’ Resources Board has ‘broadcast to all industries.” We have had -

~ sessions with repreSentat1Ves of the Services whe were sent out to Pitts—

" burgh to gb over our potential and actually allocate factories or to’ alldcate
materlels 'to the various concerns in Pittsburgh., The scheme is mov1ng elong.
The onIJ thlng about it 1s, 1t ought to move faster, ' :
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QUESTION.. Gencral, it has be en Stdt&d, and I tulnk 1t s ucncrally;‘

accepted, that no’ natter how gocd 2 plen is or how good an oreanlzatlon»;""i‘m
. is; it is no better tuan the CapanlltlcS of ‘the people. that staff that:

oraanlzatlon. That brlngs us to a point which is receiving a lot of
discussicn in the back halls of the Collegs, and that is whether in the
event of mobllizatlon the Natlonal ullltary Establlshuent will eall on
industry for its key people to staff the national orsaniza tlon.~‘w111 A
industry be Wllllng to release those people? Is industry giving thought
“to that now? And sp601fically, what are some of the metheds’ that. 1ndustry
is thlnking about for furnlsnlnf replaceaents° }' e
GENERAL SOAERVELL“ nhun you speak of 1ndustry, you are coverlng quite
a field. I can't speak fer 1ndustry, but I can speak for our particular
little piece of it. Number one, undoubtedly the Services will call on
industry for its people. Number two, industry will release these people.
Number* thrae, industry will grdwl about ity and, unlcss we can: have a-
better method for waivers in the draft than we had during the last war,
wa Wlll ‘have the same confusion that we ‘had Then, Some highly valuable.
;people were sacrlflcud 31mply bGCduse they dldn't have -a foolproof method :
of nandlins these waivers. At the same time, ‘some utterly worthless pscple -
were left with these orcunizatlons simply because they cculd talk faster
or becuuse the head of the company didn't want old Joe Zooks to go into
the service. He didn't have anybedy to take:Joe's. place rlﬂht then and
he wanteo to av01d huv1n» hlS‘OWh<JCb become a lot hardcr.

. In our own company -we. have dong about 25 percent of ‘the JOb. e know .-
We are gcing to be called on for some of these. people. Vie know some - of
these people will want to, . go back into the service, unless the next war
is too far off. ' But we haven‘t done the job and I am pretty sure no
19dustry hus done the Jobs Ve are only about, 25 percent: along the road,
but T 1muglne that is a lot more “than most of tnem., g .

On ‘this _thing that I spoke about.a mlnute a»c wnen I answergd some
cther gentleman' s quéestion, as to- how 1ndustry ceculd further aid the
Services, ‘that is one way they can aid them very definitely, Industry
. _can sit down and vork out a rsal policy for the handllng of the: araft

'and for handllng exceptlons under the draft.v : :

GENERAL VANAUAN: General, speaking for the Tndustrial Collego— -
and I know I speak for our guests—-I want to thank you very much for
'your tlme and your down*to~earth and v01ce~c¢~expcrlence obserVatlons..

(6 December 1948—450)S/mg.
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