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INDUSTRIAL CONSERVAT ION 

6 April 1950 

COLONEL SEAW~D: Gentlemen, the subject of our lecture this morning 
is "Industrial Conservation. !t Conservation is one of the important 
elements of economic mobilization. Our speaker is no stranger to our 
college~ He h~s been on this platform before and ~%s spoken to the 
college on the subject of "Conservation. :' He is a past president of the 
American Standards Asmociation and is currently tho c.h~Irman~of the 
Executive Committ~e of that organization. During WorldWar II, he * 
directed the conservation activities of the War P~bductlon Board and 1 
at present is an advis~lr to the National Security Resources Board. It 
isl apleasure to introduce to you this morning, gentlemen, Mr. Howard 
Coonley. Mr. Coonley. 

MR. CO01V~EY:. Thank you, Colonel. It Isreallyvery pleasant te 
me, too,:~o come back to the Industrial College. I said to General 
Holman Zhismorning that it seemed to me that soon I was going to wear 
out my welcome, ~ut he assured me th%t there is a group of new faces 
here each year so they may not be bored:by hearing me say some of the 
things I repeat year after year. 

Naturally, this subject that I am going to try to talk ,~oout is one 
of tremendous interest to me and is one of supreme importance to the 
work that you are doing. I shall try to treat the various aspects of 
it so that it will at least set you thinking. I want to say, too, tbm.t 
I have been down on my new advisory job with N~2 for a very short time° 
I think today is my fourth or fifth day. In that short time I certainly 
can't have gained a full view of what is going on in conservation work 
in the government agencies. I have had ta make some assumptlons, and if 
I have been wrong, I hope you will forgive me. Per~%ps ~ I will correct 
the assumptions before the proof of this talk is~correctedo ! see some 
authorities on this matter sitting in my audfence, and I am sure they 
will b~ frank with me ~fter I am through. 

In the ii months that have intervened since I last spoke on 
"Conservation" at the Industr, ial College, many events have changed the 
surface pattern cf the world pict~re, but none ,has modified, in the 
least, the fundamental importance of our prepare~k~ess program. I 
spent a term of months in China during the period of its greatest war 
danger, and was privilege~ to have a part in the successful termination 
of its heroic World War struggle. To me the collapse of the forces of 
Generalissimo Chiang Eai-Shek--with the overrunning of the greatest 
portion of China's vast areas by the C~mnranists, and the subjugation 
of its half-billion people, exh~%usted by 14 years of continuous fighting 
and sacrlfice--is one of tl~ greatest tragedies of all time. Unhappily, 
it is my belief t.hat a considerable portion of the blame rests on 
American shoulders. 
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Perhaps this is not the time or place to indulge in retrospective 
philosophy. Yet my conviction is so profound that we have been out- 
maneuvered in our diplomacy and in our strategy, and thereby placed in 
a position that calls more than ever for clear thinking and pre- 
paredness, that I feel called upon to state my opinion. Yet in doing 
so, I want to emphasize the fact that I am giving my p~rsonal views, 
without committing the many others who believ~ as I do. 

China, I feel certain, could have been saved had there been a 
Wedemeyer instead of a Stillwell in charge of the American forces (and 
incidentally also the Chinese) inthe Far East during the early years 
of the war; also had our leaders at home believed then, as they arc 
convincednow, that communism of anyshade or color will not meld with 
any other philosophy. Under,such circumstances we would have had. 
effective cooperation between the Commanding General and theGeneralissimo. 
The months of bickering and delay that sapped the strength and ultimately 
broke the spirit of the Nationalist troops would havo been avoided. And 
finally the futile, though courageous, effort of General Marshall to ~ 
bring about a coalition be9z~een the Nationalist ~nd Con~unist Govern, 
ments would not have been undertaken. The delay that this effort-caused 
gave added time to the Con~unists to strengthen their armies and pour out 
munitions from the Jap~mese arsenals theft th~ Russians had turned over 
to them. It halted the preparations of the forces of Chiang Kai-Shek, 
and, with the deliber~tions reaching the inevitable conclusion of failure, 
caused a crash in the weakened spirit of the long-suffering of four ~ 
hundred million noncommunist Chinese from which they could not recover. 

If any one of you has not read the series of three articles by 
Joseph Alsop in the January 1950 issues of the "Saturday Evening Post," 
I urge that you do so. They paint in clear and accurate relief the 
jigsaw puzzle that I saw. 

The loss to communism of the great proportion of the Far East:and 
the trend of a similar debacle in the Near East cries aloud for 
courageous diplomacy and complete preparedness; and for preparedness, 
sound couservation planning is a prime essential. 

I think this phase of the Chinese situation may end soon. But I 
want to stimulate your thinking to a realization of how importan~ it, is 
to look forward; how vital it is to: plan. And if yah plan effectively, 
the result is almost always favorable. . . .  

To plan for preparedness, the Administration ~as sat Up an ideal 
agency in the National'Security Resources Boird. Its authority is 
restricted to the planning function, clearing through other government 
agencies for any action required in:time of peace. 'Under the law" 
creating the National Security Resources Board, it is 6stopp~d from 
being transformed into a War Production Board should we u.nhappily have 
another war. - - - • 
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T~e' NatiQnalSecuriiyRes6:urCes Board was established to advise the 
Presid~Nt • on the ceord~nati~h~:of,:mil~tary, industrial, and .civilian 
mobiliza-ti~nJ/~In this~apa~ity.i~:ha~: two major~ responsibilities, The 
first is mobiiiZ~ati0n plannin:g~ .... This requires' the ~ listing of. the ..... 
problems t~at will arise if the Nation is ~ ~cafl~dl ~an to'move/~ f~om a : 
peacetime '~ to ~a, wartime economy. The second involves c~rre'ht programs ". , 
and, policies th~ will besS:and quiqkest Put the Nation in a position of 
readiness against the eventuality ~o~ a war. ~ .... 

In; b:oth the area of mobi~lizatlon planning and ,the developm~ent~' Of • 
pr0grams: and polici&s~ oons~rvation plays an" outstandingly important 
part.- in my discussi6n I shali~dev0te .myself ~largely ~'to-ani6Ut'line of 
th~ '.~ c~onservation abtiVities as. they. exist in-. the, various~'governme~nt • / 
agencies: t'0d'ay, and express my views as•to ' the steps/that ,c~an 'best be 
taken'to coordinate them and make them ef£ective,.. '- 

Naturally, in doing so, ~ I have reappraised ,the methods used' by the 
Conse~rvation Division of the',War-Pr0duction B0ard, of Which• I was 
director, and modified them to meet the requirements of~the Niti6nal " 
Securities Resources Board for which I have recently taken 5ver the 
conservation resp0nsibilities on an advisory basis. I shall n6t, how-- 
ever,, attempt • to lreView the experiences of the past, since I Understand 
that you have,been asked t~ read my previous report and in that you 
wiTl~ find an outline Of the ~ poiioies andpr0ced~lres of the war ~ Production 
Board ~ a~A an appraisal of the board's' accomplishmehts and failles in 
the field .of conservation, I believe a review of that discussion will 
convinc~ you that the record of this counZry's conservation activit:ies 
during World War II was creditable and that it contribute d substant~ially 
to the Allies •' success in the field of ~ battle •. I might say also that"I. 
think: i~ ~ill persuade you that a better job' can be done next time. .... 

" Beth tNe acc0mNlishments and failures Of the conservation activities 
in the, ~la~twar'.shbUld provide:'a, guidepost for our present eff6rtsJ 
.unfortunately, in times ~of peace som~;6f tie inCBntiv~s to rethin'~and. 
deve'lop ~ the.procedures that •proved f~91hentally successful hnd~r Wa~r 
6~bnditions disappear. But no. matter how worth while the gosl may. be; : 
it is difficult for the~ elements . in~our economy te retain the enthuS%asm 
for ~c onserv.at$0n ~ t~at Influenced them~ during, the :,war peried,?~ Ev@n ,'t:he~ir 
keen appreciation o~f~he benegit, s/o£ pr0ductl Simplification"faded When 
the shortages ~of wartime demand wer~ f0ilowed by the pressures of a 
buyers"'market, ~ ' '~' ". " " ' ..~ "i '/. i ~ ~ 

.... • ~Ih.:my ~alk last year I divided conservation measures into Six b:road 

I! ~ II II The first is stan~ardizati0n ,;. the seoozdl, m~asures/tO determihe 
and safeguard the supplies .of critical ~m~ter'ials"; third~ i~;'the " 
development of substitutes where necessary and possible,; fourth, ,.a 
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program of salvage and saving at the source"i fifth, "a cataloguing.o.f 
supplies to avoid duplication and waste"j sixthi "international cooper- 
ation in conservation, measures.'~ These categories I continue .to adhere:.: 
to. 

Bef0rs .undertaking. the complicated task of painting a. Picture of 
the conservation setup with the government agencies as it exists today, 
let me say that the possibility of another Armed conflict cannot be. 
overlooked, .although-it is to prevent such a univeraal catastrophe that 
our preparedness program is so completely Justified. Should a third 
world war occur, it is my belief that a counterpart of the War Produc~i0n 
Board should, be created, modified to overcome the weaknesses.:that were:...: 
discovered in World War II. As for conservation under s.u.ch circumstances, 
I should favor a division almost identical to that which existed in the 
latter years of the late war, set up, as a staff activity, streamlin:d on 
a nonfunctiona'l basis and reporting directly to the chairman of:the 
proposed board, rather than to a vice chairmanj the impact of conservation 
measures spreads over every activity involved in plannin~ and car.rying ..out 
an armed conflict-. 

Let me pause to say that in my occupation as director of, :c;onservation - 
I was handicapped many times by the fact that I was. reporting t:o a vice 
chairman instead of to the chairman. Although I liked the several. 
operations vice chairmen to whom Ireported successivelyj the !other vice 
chairmen did not feel the importance of conservation ~because it didn'.t 
come up directly to them. I urged several times that the :di.,vision.be. 
transferred to either the chairman or the executive vice chairman but Was 
not able to accomplish that. 

In proposing a nonfunctionalized staff, I have in mind our experience 
in the early years of the war.- Then there were three separate branc:hes, 
each manned with specialists--the Specifications Branch,. the Simplification 
Branch, and the Substitution Branch. ~en budget .restrictions forced• a 
substantial reduction in our force, we eliminated thesalfunctionalized- 
activities., and by educating the ver K excellent group .of .specialists of 
each branch in the techniques of the others with which .they were anto- 
matically be.coming familiar, we found that an .individual. skill~ in. the 
science of, developing specifications could .very  rapidly "b~ceme ez~o,~rt in:  
simplification and substitution practices. The same proved tzue.of, t~he. 
Simplification and substitution specialists. For the rest qf the ,war:. 
there were. o.nly two major :departn.~lents of the Conservation Division--one. 
having supervision over materials; the other, over products. It is ~his. 
latter type of. organization that I should recommend for the future,.. It 
would undoubtedly be wise, however, to have a small group of experts-in 
the science of substitution, for t'he development of some substitut~S: .... -, -- 
requirss: specialized training and talents-. 
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Th~re~ie: one other change ~.would recommend, My fourth category 
covere~ ~ progra~n 0~ salvage and savings a~ the source. Savings at the 
sot~rc~ ~s" ~n~0ubte~y~a ~r6per f unct.iOn Of conservation as a staff 
activity. ~ But salvage is .not only a planning responsibility hut for 
complete .effectiveness must become an ~perating function as well. In 
the last ~wo'~ears of the war a Salvage Divisionwas established.as a 
sep~•ate activity, This I would agoin recommend. 

AS tO~ ~he~status ef conservation planning within,the .government ' 
:agenci@~tgdax, the activities are scattered and iack.proper coordi~ 
n~t~on~' ~It :'i~ important 'that. the responsibilities be clarifi,d, brought 
under :~Gen~rali~zed supervision, ~and e'nergized. The Na.tional Sec~_rity. 
Resources Boar.d h~s~ the at~thority ~nd responsibility for this job, 

"j. .u" " 

Those of~ us who. have been intimately ~ssociated with the standards 
movemen~t :from :a civilian point of view have been aCcu.stamed ~ to think 
of :st~nda:rdization as embracing ~ sp~:cifications, slmplification, ~nd 
subs.t~it~t~on,~ This in fac~ w~s~ t'he attitude in the ~ar Produ.ction 
Board, the Office of Price Administration, and in the other nonmilitary 
government agencies, Yet in the few d~ys I ~ve spent in Wo, shington 
re:centl.y '.I.~ind that standardization and specifications are considered 
by the millitary d~p~rtmen~s as completely separate problems involving 
different :~e:chniques. My,~s'sun~tion--and I must say this is a b~re. 
~ss.ump~io, n~ because I haven't ~%~ ~Ime to check--is that specifications 
:are.~re~arded ~s s~hedules set-up, for prompt procurement p-urposes, while 
stand2Lrds :Ost~blis~h patterns to be fO!16wed over a perio ~ of time. 

T~ere are today fo~ major groups concerned with the development ~ ~ , 
of standards~-the Muniti.ons Board, on behaYf of the Department of 
Defense; :.the-Federal Specifications Board, on behalf Of the ~governmeht 
agencies as a~.wh01e; the.approximately lO0 technical societies and 
t~rade ' ~ssociations,. federated under the ~Ameri~a~ Standards..~ssoci~,tion 
an&• using. ASA •proc.edures t~ develop American .~t'andhrds; and t h.e ~zational 
Bureau Of::Standard~, _within the Department of Commerce ...... 

In the writing of standards the Munitions Board's operations are by 
far the most rapid, This board b~s set ul~ a S{and~rds Agency, fLu@or <' 
the chairmanship of a gtadua:te of the I'ndustrial Coll~ge, to schedule : 
its specification and sta~dardization programS; to: seiec~ the :%epa.rtm~nt 
within Which each project..that shall be d~Veloped, .to'~ap'pr0~e~the member~- 
shlp:of-:the ~rcjec.t 'committee, and to give the board!s O. K. to the work 
when it :h~s been completed,. As. the Stand~,r'ds ~gendy.' s~ rsspon.sibi.lity Is: 
strictl~ wlthin the.~zea of"the miTit,~ry aspeCtS of in6.ustrial mobili- 
.zation," it confines its operations to thos~ items which are within the 
control of the Department of Defense and for which t~t department has 
sole responsibility, Hence, the Standards Agency can proceed expe- 
ditiously and effectively, The record of the first nine months of its 
operations is remarkable. 
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The Federal Specifications Board is an activity of the Bureau:of 
Federal Supply. For many years this bureau was a division ~ of the 
Treasury Department. But on I July 1949, under Public Law 152, it was 
transferred to a new agency known as the General Services Administration. 
Under its ne~v aegis the B~eau of Supply, and, therefore, the ~Federa! 
Specifications Board should assume greater stature. The Federal 
Specifications Board is made up of designated representatives of the 
major supply departments of the Government. The preparation o£ Federal 
Bpecifications is carried out by 77 technical committees chosen "by 
Federal agencies having specialized technical competence in the commodity 
fields covered," (I take that from an article by ~r. W. S. Macl~od in 
"Standardization," ~arch 1950. ) The procedures of the Federal Speeifi -~: 
cations Board are inevitably less rapid than those of the Standards 
Agency of the Munitions BOard, but still are reasonably expeditious. 
The American Standards Association's procedures as well as those ~of the 
National Bureau of Standards require a longer time before completion. 

The constitution of the American Standards ASsociation requires 
that all groups having a major interest in a proposed standard should 
be given an opportunity to participate in its development and only~when 
there is a substantial consensus of agreement shall the standard ~ be~ 
qualified as an American Standard. This procedure ihevitably takes 
time both because the project committees are made up of experts assigned 
to the project from the staffs of the member-b0dies and the company 
members, who give their time to and absorb the expenses of theirecmmittee 
work, but also becausethe very nature of the procedures involve con- 
sideration of many aspects of each problem. At the same time, when an 
American standard has been established, the subject has had such com- 
plete consideration (".thorough scrubbing," as a former ASA president 
described it) that it has received almost universal acc@ptance, 

A somewhat similar statement ~ could be made of the commercial 
standards and the simplified practice agreements ddvel0ped by the ~ 
National Bureau of Standards, Both the standards developed by:th~ 
Bureau and American S~andards are voluntary schedules to which ad- 
herence is in no way mandatery. 

I have brought these varied standardizing activities into my dis% 
cussion, because all of them have important significance in our 
progress toward peacetime ~ efficiency and all would be essential cogs 
in a wartime machine. The Federal Specifications Board, the American 
Standards Association and the National Bureau of Standards were all 
called upon for assistance in World War II, and each gave a good 
accounting of itself in meeting emergency requirements. 
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At :thief:point I should call your attention to. the great ~iportance 
of prcper!y processing standards. This processing should cover fa r • 
mor~,~t.ha~n~the~shnffling c~f papers and the wielding.of a rubber st~p.. 
It s.h.0.u~d be,~the r~sult .of thGrough study and .discussion by ,exp,.erts of ... 
all gr,~,up~s., hs.vi:ng a major, interest. Standards .sho.uld be'Peri.,~>dlin..ally 
reviewed~-g.he, American Standards Association, for instance, dc!,es .t,his 
every ~h:r.e~{iyears; Eve,ry one of its ~tanda-rds is :r.eviewed ev.ery g.hre.e 
year.s<ang'i~s..imprc!ved where .pc, ssible by amendment or. otherwis.e.. _"~lso 
it is b~th-highly desirable and nrgently important that, so ~ar. as 

• i "  " - a .... possfble;~there should be ..unification between ml itary and industriaT 
standards. That is one thing I want to leave in your minds becaus.e;",i 
think.that is ,:}f vital importance and not enc, ugh of it is being"d0ne 

..An important :illustration of what I.have in mind is ,found in b a l i : i ] .  '7,. 
and roller .:bea~ingsa ..... 

~i~g to the .lack of standards and a standard nt~mbering system,,.the 
Navy found itse-lf overprocuring and overstocking bearings, even .when 
they ~ere ! in critical supply, At one time, ll naval agencies and .3 ..~, 
army agencies :were .attempting to solve the problem by-each developing ,: 
its own, system... ,In fact, the Navy found completely interchangeable 
bea~i.ngs .stocked.-in as many as 50 places. One Navy yard was found to 
have thr~e..~ separate stocks, unknown tc the men in charge of each 
stook.-. :,In~ene~'instance, - a combat ship went nearly 500 miles off her" 
course to.piek up a ~ital bearing, only to learn that the needed " 
bearing was on board ~, but stocked under a different number, 

The Navy submitted the problem, with a suggested possible solution, ~ 
to the American Standards Association for coordination with industry, 
Z~ile contrOversies~ developed. 'and • the problem was a very difficult one, 
a stan~ard~'method "of testing bearings has. been agreed upon. and iss<aed,.... 
Another• standard,, on d'imensions~ and .t.olerasces is now ,in page pro.qf,~:.and 
work o m a stander& numbering.:s~tem is--apo~oaching oomoletio~. 

: .  ~ ; -~ ~. ~ " .  . ;  . 

t r a . t i . o n  r . ~ i ~ i . f , i  " " {S (t}ls l l o w i n  ":  An~%h~ i'llus, , o.f "even,greate canoe. " fo. ~: 

~a,ny of you will recall that in :the g-lo~ing stages of the last war. 
an urgent need arose for the unification .of drawings and drafting" " 
practice:, not-only in.ind~stry, b~t between the various . departments, of 
the~ mi.lita~y services:~ ~ .By req.u~st, of the United States Gove.rnment, .a 
special..War ~ Gommi%tee on the ;~ject was organized under the procedure 
of the ~me~ic~n.Stand:ards Asso~ia, tion, and a staff engineer, of tlh 9 ASA " 
seg-Ve'd as its :.full-time secretary. -In spite .of:this conc~entration~:of ..., 
effort it was not possib.le fOrlthe :War G.ommittee t~o qomple$'e its" job,. 
the establishment of a Manual of Standard Drawing Practice, before the 
end of the war. - However, this work is being continued under the 
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r~gular peacetime procedure of the ASA. About a year and a half ag9 
the old ASA Committee on Drawings and Drafting Practice Was r~Qrganized 
and its work assigned to 17 subcommittees. Each of these is np~..~t~work 
on an exhaustive review of the existing American standard, taking <imt0 = 
account the progress made as a result of the Wartime project, a survey 
made by the ASAof practices developed by its members, and standards 
issued since the war by the military establis~nents. The worM: , ha@.. be~n 
so arranged that sections dealing with specific subjects may ' o e  . . . .  publ~sned3~" . . 

upon approval by the ASA, as they are completed by the various subr: 
committees. 

About 30 national technical and trade associations are thus cooper- 
ating in efforts to establish a nationally uniform standard for drafting 
practice. .Certainly complete agreement between all parties on what is. 
often called the "language of " - ,' . . . . .  . " the eng&neer Is a baslc requlrgmsnt:for 
successful cooperation in any future war production effort, Sh0uld"the 
need arise. 

One of the outstanding needs in cur preparedness program, as I have 
alreadystated, is a complete coordination of standardizing activities 
of govGrnment agencies and free enterprise groups. i understar~il ~i~at 
the Industrial College, at the request Of the National SecurityResources 
Board, has undertaken a study of the present status of the conservation: 
programs pf departments of the Federal Government and their r~ati0h'~t6 
mobilization. I want to say that is a big assignment. I trust this 
study is ~ell advanced for I feel that such a sumvey is essential for 
planning a program of intelligent coordination and cooperation which is 
a major res2onsibility of the'work I have undertaken for the NSRB. 

Without intending criticism, I cannot escape the belief that t h e . . ,  ~. 

able men ~ho drafted the documents setting forth the purposes and 
authoritie~ of the NSRB and other similar agencies did not havea clear 
conception of the outstanding importance cf conservation to the whole 
preparedness program or the wisdom of concentrating conservation .... 
plarming at one central point. As a ~mt.ter of fact, in my prelimihary 
studies of'thsse documents I can find only an occasional use~of the 
word conservation, and then not in its broad meaning. 

Turning back to the six categories I mentioned last year as the 
important cries into which conserva~ti0n should be divided,. I have already 
discussed at ccnsider~.ble length the one I place first, "standardization," 
with which I include spe6ifications and simplification. Much can be 
accomplished by bringing up,.tO dat.e the specifications and simplification~ 
provisions-of the ~i~ar Production Board's L~litation Orders. = ..... 
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A ~.4cen~Mended;plan for co0rdinating and expediting standardization 
is ~::iZ;he~:~tm;os~t ~ ~pb~ance land such a plan sh0uld be forthcoming from 

soon as the survey to which I 

~ of critical materials," 
and 

ard  
urity 

sponsibility be- 
appreciate fully 
not depend so 

~:'organization chart as it does 
~' who are' responsible for it. In 

th~ ~en the ~unitions Board, 
re~ .ional Security ReSources 
Board, representing essential civilian requirements, an excellent 

with 
Resources Board. 

result maybe expected. 

US 

.rtant category. Mgst of 
'y of standardization. 
Lent agencies is a min0r 
. certain materials exceed 

~ccmes a major issue deserving 
; applied to it. With an 

L essential civilian requirements, 
,~search and experiment that could 
~surs. Inthe preparedness program 

the search for substitutes can bedelegated to industr~ through the 
medium~0f industry ~dvisory Con~ittees which are now being used by the 
Munitions~B0a~ ~ and could properly serve also the needs of the National~ 
SecUrity Res6~ces ~ Board. 

. , . . 

As for the fourth category, "salvage and savings at the source," I 
have aiready indicated that salvage involves to a large extent an 
operating program. It, therefore, should be separated from planning 
for savings at the source and removed from the jurisdiction ofthe 
National security Resources Board. 

f0r: a COmprehensiv.e 2uPply catalog. It is my understanding that at 
long last such a prc.ject is on the way, under the supervision of the 
~unitions Board. If so,~'~his is an important step of progress toward 
the goal of conservation. 

-, . . . 9  

. , , • 



" " I! " " r " Last year when I named Intern-~tlonal'Cooperation" as g~ sixth.and 
final categqzy, the agreement on the uni£ication of screw threads between 
the three English-speaking nations had shoztly before been reache d. This 
was an accomplishment of outstanding ~npertance--one that b.efore the war 
seemed impossible. Much remmin/s to be done along • similar lines.. As a 
matter Of fact, not 0nly-the English-speaking &~dntries, but standardizing 
bodies of many nations are learning to c.eoperate over a broadarea of 
product s. The Internatiehal Standardization Or.ganization, established in 
19~6, now includes members.hip o£ 28 national( .Standardizing bodies.,.,! During 
the Short • life of this. federation, 72 technihal projects halve beenset in 
motlon and technicians from industries .scattered over the world 'are- 
learning to werk...together, in the unhappyeventuality of war,i some pf 
these national bodies would, of course, be in the cam~of our~.enemiesi,~ 
But-those who remained loyal to the cause of democrac3T .would have .!earned 
so thoroughly the art of working together, their combined drive .for ., 
efficiency would be greatly sLmplified and expedited'. 

I 

In a nabien of rugged individualists, even though they have. learned 
the science of working cooperatively, ~hat would seem the perfect~ plan 
to somemight appear undesirable tc others. My own ideal conservation 
program, as I attempted to explain it last year, is now not possible, 
The developments within the various goverr~ent agencies have already 
established guideposts by which the program must be adjusted. Yet it is 
altogether probable that the final form which the c~ns'ervation program 
takes may be better than my mental design:of a year/ago. So faz as the 
success of the National Security Resources:Board is cLcncerned, wha t has 
been needed more than anything else has been: the;appointment of a man of 
outstanding ability and high reputation as its chair.man. Given the 
confidence and full support of :the President~ such a Chairman would 
assure the development of a preparedness program, that wisuld acc(mplish 
the high purpose for w~ich the National Security Resources Board was 
created. ~. Stuart Symington is well qualified •for this important task 
and fulfills the required qualifications for the difficult task that I 
have Suggested. ' . . . . . . . .  

Thank you ver2 much. 

COLONEL SEAT~APD: We will now entertain questions. I new .invite 
participation by the guests :if anyone has. a que~i0nhe w.ants to ask~ 

QUESTION:" S , could you ampli ia little on the size. of your staff 
in the C6nservationLDivision of the War Production Board and its mode of 
operation? " " ~ 

~. C00NLEY k We had altogether in the two activities--what I called 
the Salvage and Savings at the Source and the Technical Conservation-- 
about ~85 men. As I remember, they were pretty well divided half and 
half. I know that when the separation came between the Conservation 
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Division~ and the ~Saiva~ge Division i.had ].92 men in the Conservat£on Division. 
Some of I 0~r:rssponsibilities which I did not refer to this-ye&r, but I did 
las~ year were very important, that is membership on a good many of. th~ 
boards that made the decisions for the Nar Production Board. 

Wehad'a representative on the Appeals Board, the Program ~djustment 
Committee, the ~ Clearance Committee, the Requirements Conmlittee, the Com- 
bined "Conservation Co~nittee, and 'several others. Wealso had a 
representative ~ of the conservation Division in London who was working 
with the' :American Mission~what we called the Harriman ~ssion--but the 
several who~ent over in succession were specialists. They were chosen 
for their ability in specifications, simplification, and substitution, 
I camedown to Washington originally to set up the simplification 
activit'ies and I had nine people in that Simplification Branch at first. 
It was never l~rger, I be!ieve, t~an 15, and I had a hard time getting my 
men paid decently because my staff was so small.' I had a long arg~ent 
with .a youngster from the "Bureauof the Budget who said I couldn't 
quali~y a ~ man:in a certain category--I forge~ which cat.~gory it was--but 
I couldn.'t ~ qualify him because I had less :i than 25 in mY branch. That i 
considered a poor conservation policy. An exception was finally agreed 
to. . . . . .  

QUESTION: I presume your department is the one that started the 
salvage- campaign of tin cans, aluminum pans, and other things. Vihat I 
would liketo know is, did it serve any useful purpose~ other than to 
make•pe0ple war minded? 

MR . COON LEY: 
program? 

You mean th(~ ~l~min~ pans or the general salvage 

QUESTIONER: I mean the breaking up of tin cans, somebody Collecting 
them'; turning in an old sword because It was good for steel. 

MR COONLEY: I think probably the least edvantage came from the 
aluminum collection because we were increasing the production of aluminum 
very rapidly. But the t:in cans were made great use of and heloed 
tremendously. I think all the0ther things such as the salvage program 
on greases, paperj and so on, were of enormous importance° I remomber 
we were Stying at one t~me in our planning to bring back our destroyed 
planes to have more aluminum, and then aluminum began to be abundant as 
the n~w plants came into production. 

QUESTION: Sir, did I understand you to say that' thero were some 28 
member groups belonging to the standardization agreement and that in ' 
cas-e~of another war some of them might be on the side of our enemy? 

~. COOi~LEY: Right. 

l l  
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QUESTIONER: Would you mind elaborating on. tnat, s~r, I thought the 
agreemen~ was limited to the United Kingdom, the United States, and 
Canada. 

I~R. CO0i~]LEY: .Not in an organization of the type of ISO. Russia is 
one of our .large members.. The Russians. have a larger standardization 
activity than any other nation. They have 700 men working in their 
standards agency. As I understand it, they are trying to turn out a 
standard a..day. I don't'think that reliable standards can be produced 
at .that rats. ~e have Hungary, Poland, and Czechoslovakia. Those are 
the ones that I think of that might be. in the enemy camp. Un'less they 
could get out of the yoke, they probably would have to fight on the 
other Side. 

GENERAL HOI~IAN: ~Ir~ Coonley, in all your surveys in th8 field, have 
you developed anything that would approx~ate incentives to manufacturers 
fo~ production and conservation in the-~roduction fiel d a s a~ result of 
the perfection of processes or the ability:of a proc~ssingplant to 
accomplish its purpose with improvement in equipment and With fewer 
materials? And do you have something written in the contract which would 
be a reward and an incentive? 

~(R.COOI'iLEY~ So far as I know the answer is "No. ~'' It would be a 
most advantageous thing. Now some o£.the companies which were particu- 
larly cooperative in their conservation efforts gave incentives "be 
their own employees. I think it would have been very helpful for ~PB 
to h~ve done the s~me thing,.: but nothing, of that ~ kind"Was done so far 
as I know. 

-I think there was an example of conservation-within the'GOn- - 
servation Division that we might have done much"earIier. Hadwe had'.otLr 
minds on conservation within the Conservation Division rather than 
conservation for every other.divisiOn and activity° .~idst of the 
government agencies and, particularly, the military w6rked .very 
closely a~%d effectively with us. ~%~en it came .to some of the "govern- 
ment bnrea.us that reveled in.printed matter, we didn'~-:get .to-first 
base. . . " 

QU~STION : Sir, you placed extreme emphasis on c6nservation or on 
standardization as a conservation measure, i can see that. But our - 
first job is not to conserve but to win a war, and if conservation 
helpS, I think we .should do that. In this standardization, problem 
aren't we in danger of fightir~g the war at times with inferior"weapons 
because of the many weapons or many. types of items on which we-.have 
standards? If we have a smaller number of items without standardization, 
can't we, through technical improvement, get better weapons .much 
easier? 
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~,: COONLEY, May I say.very frankly, ,'-No." I am glad you brought 
that question up becaus~,I think there is great misconception of what 
standardization do~s. Standardization is not a job of putting al~ prod- 
ucts into a strait jacket. Standardization is for purposes of int~r- 
cha1~eability; it is for purpc~ses of increasing and not decreasing the 
quality, Th~ Americ:an Standards Association does not develop standards. 
It does not initiate standards. It provides the machinery for doing 
that work. on the part of the groups interested. 

The war effort in standardization was largely devoted to the inter- 
changeable aspect Of. components~ also to simplification in order to 
conser#e materials, manpower, and inventory. Therewere a fe:~ standards 
that we.:had to set,~p that we called emergency standards, the purpose of 
which was simply to cut down the requirements of material. We set up 
emergency standards on steel, on timber, and motors. In the case of 
motors the standard was developed by an emergency standard that actually 
down-rate~motors for a l~-year life instead of a 25-year life. They 
were perfectly, go.Qd for wartime requirements but they would last only 

~ere. used f.u~ time Standardizing.. in 10 yearson the job. if they ~' " " 
that ~ case~, lowered.,~the Icy.el.of quality, but this is the only instance 
of. the. kindthat I..know of. Proper • Standardiza~tion should.• increase the 
output .an~ the, quality.,, and-exgand the •field of usefuL.'nc-ss. 

QUESTION;..~. Coenley, may I comment on General HolmanSs.question? 
It .s~ems-to"me..that the incentive'that the General seeks in our free• 
enterprise', economy is .nothingmore than the dollar Sign inwhich prop.er 
conservation gives increase8 profit and' an hicreased relume of business. 
Would you comment, Sir9 

~.[R. COON LEY: ! Yes, I fol.lbw~d you. In a war emergency if you can 
get incr~'ased ou.tput .~ud. improVed quaiity by'gaying a little more to 
the. individual:,for the- service p,..erformed, we will get the product 
quickerand cheaper. it is a question ofth-e ultima.te cost not the 

ount of the incent~'ve, ourwhole incentive systen~+~ is proof that by 
giving men~som.~thing that they want--which is money--give them an 
opportunity to .e.arn a .little more mqney, we will geta .return that is 
f~r gr6ater than the.amount the individual earns. 

.... ,.., . - 

.~. 'QUESTION;. .Carrying:that a little bit further, in war our profit 
control~limi%s • profitsand/takes away some 6f- the profit motive...Now. 
it.seems that in:..a ~lit~l'e"~iff~rsnt. field of-renegotiation of con- 
tracts--both in war and now in cert¢in~military contracto -efficient 
operation .and economic operation were taken into account .in deter- 
mining wh~t profit would be allowed to the contractor, and they would 
• ~ca.rcy that profit principle., forward into a tim~ "when ~rofit, is ]ir~ited, 
not limited - to a fixed amount but P'ut "dn a .sort .of sliding..iscale .. I .be- 
lieve that the military services do h'ave that in .m:ind and did" have it 
in mind during the war. 
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MR, COONLEY: I think the moment you limit profit in~.per¢@htage " 
figures, .you not only take away the incentive, but you-'deaden:.the 
activity because during war, ~nd even in peacetime, nobody :is :going. 
to get rich in this day and a~B. You just can!t keep a~human:being ,.,. ~- 
in an attltuae" ' of mind o£ sweating blood for s2mething ~hat'is W~itten 
out on paper as a restricted job that he is .doing. I just don't~think ...... 
it works. • . -: 

QUESTION: It appears to me that a conservation program is more~or 
less in opposition to the state of mind of the American people. We 
have been so used to abundancy in everything that we are~.naturally " ..... ~ 
wasteful and in.~order to get a conservation program over and really~ 
sound, you would have to sell the American people, more or less start :~ 
an educational program now. Would you co~nent on that, sir? 

~. CO0~LEY: That is very definitely true. I think that~is some-- 
thing I should have, brou~t into r,~y discussion. But we did attempt a ~ 
job of that kind during the. re~ent~ war. The Advertising Councilwas 
tremendously helpful in advertising our salvage programs, and:~when:we 
were so desperately short of paper, the Advertising Council developed 
a remarkable program of appeal, and out of that program and with other ; 
efforts, we got in eight million~tens of waste paper in one year,. It ~., 
is an attitude of mind. Some of the savings, that seemed at first so 
small ultimatelx bulked very .large. I know in this perSectly abomi- 
nable substitute penny that they are still circulating and whieh<eveny 
time one O£ my friends gets one% he blames it .on me, ~e saved 30,000 : 
tons of copper by chan.ging the Content of that penny, and 30,OOO'tons ~ 
of copper were di~nonds and gold in those days. We had to go to such- 
extremes to save copper that.we used 19,000 tons of silver ~o replace 
the cooper in bus bars. "These' little sivings when added t'o other: 
little savings go a long way. It is true, .conservation is a frame, of ~ 
mind. You can do a tremendous amount by developing that a.ttitude of 
conservation. It is not a natural ~erican habit. .. 

QUESTION: Sir, I ~ould like to offer the comment that daring the 
war one of the greatest places where we wasted, was right inthe design 
engineer's mind. The American engineer never designs specifically:for: 
the job, but he overd3signs. In my mind I believe 'one of our greatest 
savings would occur if we could teach our design engineer., .for eXa~le, 
that if a bored type metalwill do the job net to specify in thedraw- 
ings and in the design stainless steel. I really believe that.:isone 
Of our greatest, fields of waste. 

~. COONLEY: I think tnatis true. .i know engineers.,and-the~i;ha~e 
revolutionized_., our methods of life. They. do love todo things:individ~. 
ually. .One of.my greatest,troub!es duri.ng my years as presidentoZ:a .. 
valve company was to .kdep my own engineers from designing new .valves 
every month and %o keep my customers' engineers from designing a new 
type of outlet so we would have to make their stuff special. 
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GEI~E~L.~HO~,~N:- l~would like.to come back into the picture for just 
a minute on,this~incentive idea and. this gives me an o~portunity. 
Suppose you,.had a standard item-which utilized a great many of our 
critical~and:~st~ategicma%erials as a matter of basic design and you 
accep~e~d ,thattstandard andthat price. Alon would co 
cha sa i ~ ,. , • g ~me so~e Othe P • Y.ng, .... Now I can r ,~ . . . . :- r 

P oduce a satisfactory ~tem ~f I am permitted 
to use substitute materials,, but it is going to cost a little more~-it 
may take a little more labor~ it may take a little different kind of 
tooling~ ~at it, will certainly save strategic materials., I think 
that possibly a system could be worked ou~ whereby you could ~qtroduCe 
that latitude in.~the contract itself and come out with possibly a 
little higher ;price and more labor, but you would ~save the thing which 
is all~im~ertant and t~hat is your extra cooper, nickel, or manganese, 
or whatever it amonnted to. That philosophy, that way of t~hinking, 
say, applied to the chemical industry or Perhaps to paper products 
might,..ga-a, long-~ay the industry. Tha, t wa • 
The norm,~a~a~ ..... ~ ..... _~ . • s what I had. in m~nd. 
to ....... ~ u~ ~p&y ana. c~ma~a and She effort, of She manufacturer 

prod~e.u~der the normal profit m oti~e would be just"a little .out Of 
the ordinary~r~er such a procedure.. ...... 

. L - ~ - . . . . . .  ~ . j  ~ u ~ - ~ j . ~ ;  • 

~ GOON:~EY: To a very~ small extent were the y~compulsory. Of 
course wher,e~, the creation of new standards and par, ticularly war emergency 
standards waS/{a:necessity~ those ~ere made compulsory, i~v~ost of the 
pulso~Standards<t hatstamd.~rdsWereduring dove looed.t ~ during.the-war, for war purposes were octa- 

ne war, They became voluntary standards in 
most instances~, after the war. But aside, f, rom ~hat, there was. •little 
compulsion in:the general conservation, program. 

QUESTION: Sir, on this international standardization, can you cover 
tha~ field without many difficnlties from the two measuring systems 
that are Present'? You were talk~g about interchangeability...:How do 
you ge~ int:erchan~eability between Engl~.sh or United Stares measures 
and~metziO~ mea:sures? - • . 

~.[. COONLEY: .We have a standard translation table that •takes care 
of most~:of that. We don't have much trouble between the metric system 
and our-system because there is a s ~ 
table to the other, . .: oandard for ~.She translation ,of one 

Q~STIONE~R~. How about produotion under t~e metric system~those 
compani~ea~ that are! producing and ,using machines that are set, for 
instance, rolling •mills and things like that, to metric measurements? 

-~.. 
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F2. CO,_,NLEY. We built most of our shells ,on the metric system diLring 

the war. dviy company was makin~ a lot of them. We didn',t have any • 
trouble with[ the system. We haven't b~d any trouble since. •i think the 
logical change to'make ' is for us to go tO the metric system because" that 
is right down our alley, Strangely enough, ~the British oppose it more 
t~n Americans d~. The British don't llke the metric system. 

I want to give you another example, Sqme of this I may want ~o.take 

off the record. ' . ~ , , ~  

We Americans are indivld~lists. "In ~his International. work the 
greatest handicap to a completely successful job of setting up inter ~ 
national standards that would really be a unification .of .standards is 
the American manufacturer, We have done so much and gone so .f~r tha:t 
we become a law unto ourselves; Industries like the automobile industry 
and the airplane industry have done a p~rfectly marvelous job of setting 
up stand~rds of their own and they just don't think it i..s any business 
of other nations.w~.%t those standards "are. They don't particularly 
want to sit in on international cor~ferences . . . . . . .  

We had one experience where one industry refused to .10artic~pate in 
an international project, The-America.n stahdards is the representative 
of all American ~I industries in international Work. The ASA only takes a 
position on a committee When it is so requested by that industry. In 
this parti~.ular case th4, European nations were setting up a standard- 
ization project in an important field. One of the vice presidents of 
one of. :.our great companies heard suddenly that the IS0 Gommi.t.tee was 
preparing to set stand~,rds, on an item tD,%t woul~ rule out all A~.ericmn- 
made like items on the other side. So that company became in,mediately 

.. interested, One of the Vice pres~idenZs .called me up and said he. wanted 
to be designated as. the American m~mb,er on that commi.ttee, i said., 
"You can't be designated, Yot% turned the opportunity down. I have 
told them that the.U.S.A, would not participate- ~ After some further 
conversation I said, '?What I can do is to give you a letter of introduc- 
tion to the chairman of th,%t committee, I think he wi.l ! treat you 
kindly, ~ So he went over there and thecheirman welcomed him with open 
arms. He sat in and participated and really guided the development of 
that particular stand~rd--~ctually to abetter stan~%rd--which will not 

rule out our American'made item° 

To my mind,, intern~tienal stand5%rdization iS one of. the great pe~ce 
movements because in t'he long run the. l~eace Of the. world is going to 
-depend on the exch%nge of goods and services ~nd, 'you can't exchange 
goods and services effectively if you Dave to build them on one stands.~rd 
for this country and another for the rest of the world. 
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We are working further on the unification of screw threads and of 
cylindrical fits and~Acme threads and buttress t~meads. When we h~ve 
to do a;thing, we find a way to do it; and when we have done it and 
discovered its advantages, we like to ~o some more. 

Let me say this about the International Standardization Organiza- 
tion: One of my great regrets is the position that the United States 
industry takes. There are 72 projects now being undertaken in the 
international field° The French are represented in 68 of those project 
committees; Great Britain is represented in 42; the United States 
participators in 18. We ought to be participating in all 72 and some 
&~y we will. 

COL0~L SEAWARD: Mr, Coonley, on behalf of the uomm~na~nt " "~ and the 
c'ollege, I thank you for your very fine presentation this morning. 

(3 July 1950.350) S 
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