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Mr. Richard H. Tatlow III graduated from the University
of Colorado and is a member of principal engineering societies.
Prior to the last ‘war, he was a partner of the late John Lyle
Harrington, with a large nationwiﬁe practice. When war pre—
parations started, he organized the Architectural and Engineer-
ing Design Branch of the Army's Construction Division and
beceme one of the five members of the Var Department!s Construction
Advisory Board. 4s a Colonel, Generel Staff Corps, for thé last
three yesrs of the war he had staff supervision of new industrial
facilities and inspection of materisl, incliding instellation:of:

statistical quality control., 4t war’s end, he joined the firm .
. of .Abbott, Merkt & Compeny, who, for 25 years, have been de51gn~

ing department store facilities, including suburban stores, ware~
houses, delivery and service bulldlngs, and customer parklng
garages. - Extracurricular activities include membershlp in the -

. Construction Industry Advisory Council of U. S.' Chember of

Commerce, representing the American Institute of Consulting.
Engineers, He contributed to the establishment of the new -
Building Research Advisory Board, a part of the National Academy
of Sciences. Mr. Tatlow's present positlon is Pres1dent, of
Abbott, Merkt & Company. "
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o5 April 1950

MR. SHAREN'~ An 1oterested observnr in Washington durlng the
late thirties could have felt the scend of public feeling that was
Soon 4o flood- the Nation:with a spate of construction projects ‘the
like of'which neither thzs Natlon nor . any other nation has ever
experlenced.;,,; , ; P . .

T The War: Bepartment xealized Pully thst ordinary methods would
not admlniqter,such.a program, ~When Congress, in 1940, finally opened-
the.appropriation floodgates, one of the first new administrative
bodies encountered by the inrush of a fasting construction industry wes
the advisory boards. - These were.comprised of nigh—rankﬂng offlcers,
both actlve and retlred returned to &utyo ; :

But on one. by Some work of fate, a young engineer was given
a seaﬁ. His energy, his tact, his skill in dealing with engineers
and contractors—-men of independent thoughts, at least-—soon marked
him as the spark plug of this system for assurlng that Lhe best~f1ttod
man received each n@goblated contracta

Thet men:is our speaker oday~ I consider it a privilege
to introduce Colonel Richard Tatlow, 2 tower of strength in our
industrial reserve.' Mr. Tatlowo :

MR. EAELOW. Mr,” Swarpn, thonk you for & niee introduction.,
I am a little alormed, because it is too generousou T

General, gentlemen' I em. very happy to have the opportunity
of speaking to you, although I.am embargssed to see a few friends
who, I am sure, know more about thls than I do. . They aLso saw 1t
from beginning to end. o

I read the speech that Mr. Requardt gave, and that Mr. Seider ‘
will give. Both of these'and other papers placed before you are full . .
of pertinent information. I- hope I will not repeat too. nanj thlngs -
that you have alyeady heard,

Unfortunately, I have not followed too closely the planrlnv
that has been done since the close of the war. My comments are those
of an engineer whg was brought in at the- very beginning of the last
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war, who had some interesting experiences, and an opportunity to
observe & good part of the industriel construction program from
a desk in Washington.

"Purpose

, As I understand it, your purpose is to learn as much as you
can as a basis for future planning., One of the places to. which you
must turn is the paste You may study and plan, but, if you.are to
do a good job, -the- first thing to do. is analyze carefully what has
already happened. We have just finished a colossal war with a huge,
procurement program. Having seen it in operatlon I nay be able %o
stimulate your plenning by briefly telling you of ny excerlence.

We made . mistakes, and we made: "good! ones. You are going

_to dg the same in. the event of another emergency. -

Prewar Plannlng

When I first came into the War Departnent .we exoected tke»
results of previous public utterances with respect to M-day. Many
of you probably remember thet the M-day planning was in every news.
paper long before there was a so-called emergency. Like many others, .
I thought the planning meant that you would push a button and every-

thing would fall in its proper place for war. Perhaps we never found

the right button, but the planning certainly had 2 long way to go when
we started in the summer of 1940,

At that tinme, constructlon was under the Qpartermaster General's
Offlce,'whlch had an excellent staff of architacts and engineers. . Those
men were busy designing e few camps, standard bulldings, barracks,
hogpitals, and industr 101 plant. 0xpan51ons. We hady 28 a start, in the

so~called Construction. Division that wes establlshed by the Qpartermaster
General, an office about 20 by 20 feet in size, in which seven of us -
were put.. . We were told, "This is where you are going to work., Build
up an. effective organization and plan to handle a huge program. There
are 600 or 700 technicians who are working. on typical plans, but thelr
number is inadequate, and there must be a great number of outside
enélneerlng and construction firms brought in. ¥

A group comprlsed of" representatlves of’ the Amprlcan Institute

fof Aréhitects, the Americen Society of Civil EIngineers, the Assoclated

General Contractors and perhaps others had . met and helped the tigopsidet
plan what was to be done in this emergency. They had already decided
that there would be firms of consulting englneers gnd architects employed

~as ‘they are. in. prlvate life; that the work . would not be done by the

normal zovernment staff. and procedures--and that constyucticn contracts,




<iig

3
=

in or@er to meet tlme elements, would be on cost—plue basis,v They ‘
had 2lso established fees for ‘construction contrectors and-outlined .
the form of contract. We ‘hed the -problem of deciding on fees. an&
contract forms for engineering ercbitec‘ural services.blﬂv

Inciéentally, the term erchibect—envineer" G91¢Cu at thet
time - has ‘become pretty popular with everybody, even in private. life.“
Today we-talk about- architect—enfineerlng services. -That term is -

& hybrid and its origih. is intéresting, - The - erchitects wanted to .ot
do the work and of course:thé’ engineers also wanted $0 do it' so we

thought 41t ‘would be s good idea if we could put both names together 3m. 

ané have one title; that neither cauld fight about.:

: The fees were worked €9 approach reasonable cempensetion,
and avoid so far as possible lérge war profits, We had & great many
arguments about it, but the fee schedule, I believe, was felr. A
commprehensive. report on- this ‘subject was later made wolntly by the
War Productlon Board ‘and the Army. ‘ :

mhere'wes established, to augmept these plans, t 16 Gonstruqtlon :

Advisory Boerd to the Under Secretary of War, which’ establasned policies
and oractices pertaining to the selectlon of architect—englneer and ..
constructlon fzrms.i-ﬂ S . -

Everybody wanted a job. “Phey sent in brochures telllng how

good they were. r We tried to establish a. system that would permit
us to analysge any. one’ firm and find out, ifh additlon to what thesfixm
clalmed, ‘haw:many people of what type it~ ‘had, how much ‘work it.had.dore
{within the last five years, and what sort of ability it actuelly nad
in its staff.: We could rot accept at face ‘value what these. firms said
4'"they would like to- do, because some of their imagina%ions ran w1ld in

the brochures.~. g f-_v - T S I IR _

Upon request of tne englneering or COnsthQtlon branches of
the Construction Division; :theé Construction Advisory Board would
examine its files, interview flrms, and recommend‘three firms to the
branch.v Fhree. firms were almost always represented. One‘of the. three
was selected, and qegetlatlons were started. TN e

At that time site selections had usually been made., I think .
you know somethlng of the problems involved in site selectlon. There
- are many ‘things that enter into the choice of a site Jus% as. 1n prlvate
‘business today. Comment on thet COuld g0 quite far and serve no useful
purpose, , : . :

P Y




The camps and cantonments, we were tula, were to be built in
90 days, That included the selection of the nrchltoctaen?in(ers and
the contractors, Everybody was to rush toward an. end .result that,
at the moment,, seemed quite impossible, Some of the pvogects were
nearly built withln ‘that limit, in -epite of the confusxong becauss
competent contractors accepted th responsibility of working without
an advence of funds and ‘without well~pstgblisned processing for ‘
vouchers, Psyments to these contractors snmetimes dragged on. for
several months a2t the very beginning &f the program and drastic actlon
- was® requlred to correct the sxtuatlon. , ‘

In\respect to 1ndustr191 plaqts, we had as llttle as four y
months' time in which %o complete plant expensmons, end people rcally
hoped to do thet. It was not possiole and it; just added to the
confusion, but the pressure was 8o great that same varJ unusuul tninrs
were done in the interest of progress.

. Bullalngs for industrial purposes included oqﬁipmont, machineg

tools, -and all that  went with them. They originated after the sites

were seélected by site. “boards in the using services—«Ordnance, Slgnal
Gorps, and so- forth.c : : . SR :
. : The manufacturer who was %o operate a plan% wa.s sol(ctcd.
. Frequently the manufscturer had ideas as to the firh he would like
to design and build his: plant. They would, come before the Construction .
Advisory Board, qualifications and work loeds would e rﬁviewed,
several firms would be investigated, nezotiations would. take place, S
- and: finally catnorlzatlon was given to proceed‘ :

In the neé OthtIOﬁ of fees we had mnly the prellﬁznary pro*ect
cost estimates, based oR fivures ‘which ‘had come . from the established
“War Department construction provran in the. ﬁrccedin pescetlme, ‘and ‘they
were not good. They were not’ purpasely bad as- some people thought.

No one fully realized just wnat heppened when you turned a contractor
loose the day before. the engineer got on the ;ob and then you tried
hard to "hich pressure" the work, You wested a lot.of .effort, and

T that waste meant tremendously increased costs. - Fortunat ely,for_con~‘

tractors and "rchitectnengmneers, they were reimbursed for all
~expenditures and given an allnwance for both overhead and proflt in
‘the form of the fixed fee, The low estimpte mesnt low fees and sub-
sequent hardshlps to thase W1th eurly contrcctSa

&9 had some ideas cf the anqunt of 1umbpr that w,ald be
requlred, and purchases were Zoing on to provide sonme Of 1t but the
‘prices were going up,. and our- ‘cetimates were just about as poor aS
th@y'could be. Later thcy were made much better..

h




' Ia this planning, we pad the supervision of the National
Defense advisory Commission, with the Army and Nevy Munitions Board.
Although the two had some’ different ideas at the beginning, the
supervision appeared to be very goods BEA- AR

f‘Oné’interéstihg comment on that relaﬁes‘to‘their anxieby

j;. abqgt:tﬁé*living facilities at cantonments and at industrial plantse
-~ They wanted t5 see that they were mede as comfcrtable_as;pgssibleb

THey Wan%é&ﬁrbads'and‘streets‘layed out in accordance with good site
_4plannigg,.rather;than“bx;taking a rule and a map erd drawing straight

© lines, then hoping that the thing was zoing to be usable on the contours
" when they got through. 4 great deal wes done'in shat-direction. Their

‘advice was helpful and their broad policies were useful
: Tﬁe“céﬁing-oﬁlthe'war about 8 or 10 montﬁsriéter put real

lyiméetusfbéﬁiﬁa the appropriations from Congress and the speed and
urgency. with which we?wer¢~alljacting at that time. -

Agencles Buildiﬁa War Plants-

“ You would be surprised how many azencies were building plants
for the war efforts 1 think everybody had a hend in ib somewhere. The
Army bhad .its constructicn through the Corps of Engineers. ~We had
several types of’a@propriatiOnstfrom'the'Undér Secretery of War for
 expediting production, The Nevy nad its roperations and a financing
arrangement similar to that of the Armye The Defense Plant Gorporation
- came into being bo loan money, and it loaned money against sponsorship
gpfjthe;serVices; of the War Production Board when it was created, end
of the National Defense Advisory Cormission ‘before thate There were &
few plants built under fun&sifrom‘productionfcaﬁtracts, and there were.
many built under™ax amortization® agreémeﬂts'iSSuea by various Army
" and Navy officialse. D : S B
, A1l of these finencing methQQS‘meant“fhat everybody had 2

hand in starting plant'construction."ﬂot sne was drewn.together
or_coor@inate&,in'any one spot, each belng operated independently.

'Supervision"“

. In addition %o the varicus agencies mentionéd above, We had
: _tbe.supetvisidnﬂthab grew oub of-"reQuirements"'estabiished by the
jheﬁ@qﬂarters,.'Believe me,'they‘shifted;'and‘without.any apparent .
.good  reasols’ One day there would be a requirement, for three tines
as much TNT as the next daye. Of course it just did nnt hoppen overs

night, ib .wes .2 prdgress1vewthing,fbut5up until the night before,
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all plans were pushed towerd the first féquixément*régardless.of~,,
what it was and regerdless of fhe reason, - Ko one dafred cut back, . -
a program-becausemheqhadgheard rumors that somebody might drop
‘requirementsi. To do so would lead:him]intblsxmé?pfbﬁléms with

Congress, who alss-did a little sﬁpérVising.fﬂ L
We had ﬁé make feports;vésﬁeéially for;afmajﬁrJCutbaek,mi
which usually had to be Justified to Congress, - If we-increased it,
we had tg tell Congress. why we incressed it., 'CongresSiwasvvery‘ﬁice
- about i, but there was a lot of work that hed to be dones - 2

The individual services supervised their own programs. ,
However, in most. cases they. were after production, and very few of
the services, paid any attention at all to the scheduling of construction
or the scheduling nf the tools, They did a better Job inlscheduling
toolsfewhich_wag'primarily their responsibilitf——ithan they' did in following
the construction that lagged. Théy had the benefit of the Corps of
Engineers for construction, and that helped on those particular projects,

but, remember, that was only one group of projécts.’’ .

© " The Defense Plent Gorporation had its progran. It financed
the contractor that -was going to build or operate the plent.  The
- Qoﬂtradtor”fgllowed(ngrmalkproéedure§_qmployédka construction centractor,

~aréhiﬁectsengineer,.or<Whomever"he-wanted,faﬁdlbuilt the plant.

If ‘you asked the Defense Plént_dbfpgfa%icn ebout progress, the
© reply generally was, "It's not. our problem' to find out wheniit is going
- to be completed.. You ask. the Army about that.f The Army-said, M"It's

i not our problem. - Somebody must complete 'it. We have the Defemse Plant
VCofporation';ookingrafter igoe, Sosun Lo

That is-en impossible situation when you &re planning to. zet
certain production. - It took the Under Secretary's Office, which
‘stepped in about- that time, to say, "One of you is going to be respon—
‘sidle." 4As.a result both became more active and there was ‘an improve—
nent. The Défense‘Plaht'Corporation‘follbwéd'it; and ;thé Army followed

the Defense Plant Corporation,

"+ Then came the, Production Division of the Headquarters of the
CArmy Service Forces, so far as the Army wes concerhed. .I don't know
‘auch about- the Wavy, s5 I cannot help on "that side of it, The .

Production: Division served as a control point in the supervision of
‘these new.plants, It hed a check againsﬁ.réquirements.and‘wag'inf
vmchargeiof;the processing of.allvnvefaciIitiesﬂ}includihg_thbsg that

were merely expansions. -

6
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“1f a company neeled to build a plant-forjwar‘prgﬁuétiop;'fjg;qf -
through“the~DefenSefPlant,Corpbration, the,requestlcame;thrdugh'ﬁhbf L
Ordnance or other service to the Production Division, which, in tarss. ..
acted for the Under Secretary's Office in retting approvel of gomcalled
expediting production funds end clearance of a1l other organizations.
These were turned over to the Defense Plant Corporation which agency
authorized the Jobe Construction fallowed from that suthorization, =
under the dirvect contral »f the defense plante =0 o o :

A i _.There was supervisisi of the War Production Board, which helped
out by forming the Facilities Committee to review a1l proposed consruction
(war or otherwise) and maching‘ﬁbdlvprojects.«rThat‘cnmmitteeuatffiygt“;
reviéﬂed“justflabor. naterials, ‘location, housing, transportation, and .
léfei}beéame,;nﬁerested in requirementss e Sa o

" When that comnittee gat into requirements,,it~was,somgwhat_;osp,.

but it .asked enme very embarrassing questions. The worries of the . .

“icormittes on that score led to some readjustments in Programns, both 7T
up and down. It did sbmefpreﬁty*gé@d worke X S

' Design:boﬁtrol"' R T RS el

As the wer's construction progran stepped up, meterisls and
equipnent &ha:tages‘appéared. This brouvsht a War Production Board
design cogtrol‘and)ﬁhe #stripping_of meterialss"*.- DI g

ST o I N A S

‘ ‘.Thére.ﬁéé?muchthaoé*because“férms were ﬁot‘rgady,gnd_pgrédnnel
lacked experiences Wefrébognizédidesighvwas'beingﬂdpnﬁ.;g\the,field”’
“without aﬁy‘COnﬁrQI'OVer~thé'uSes-af critical materials, certain machine
tools, and othéf_équipment”for“which there conld be substifutions. The

Under Secretaryis;Office_recbgﬁited‘the cheos and- asked thet something .

be ﬁone'to straighteh sut some of the major wal plants‘cdﬁstruﬁﬁiop,"ywv
© A group was formed that actually served most effectively for -

a time on the control of designs in the field. The work was done by

going into the field, ‘reviewing pl&nsfandvspecifications”prepared .

by the private engineering firms, and asking for chenges in the interest

of saving materials.’ Th;s'had:an auxiliary benefit for saving materials

meant quicker plant completion. Lo - ' :

. -The gwners wented the plants wiailt with meterials:that.would
best serve théir'laterfﬁeeds; A few of them did not-have in.mind the
end object of private, ownership of the plents, .but a good many of them
didj'wq;;qpain§§f§§m§“di§ficﬁf¥*proBlemsvbn.tham agcounte + We could
see thot the plannidg wes jugs o pert of thelr normal plant expansiop——
at least they'héped 1t could he, But, by and larce, design control
resulted in better speed and lesser use of critical materials. '

7
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A good exemple was the large Dodge plant in Chicago. It had
been designed in steel, and we just could not get the steel without
upsetting all priorities. There was much discussion, and two or thrée
of us argued that, it had better be done in concrete rather than.in .. — .. -
structural steel, - . : ' : : ; e

with your wife; yon agree after a while,

You always. compromise with tHeﬂGovernment.ébout_aszou dd

It took as much as a week to reach an agreement on the Dodge .-
plant, Usually we had to come up with ideas on the design of those .
plants inworder:to_aecomplish the results desired. We could not - just
say, 'Make it-out of this.or that material,! but we had to demonstrate
the benefits of using lesslcritical'material. A few owners. can. think... - .
of more reasons why you cannot do something! - EE T

- This design operation served only at the beginning %o straighten
out the chaos in processing and stripping of critical materials,  -Later
it was all turned over to the War Production Board, with a little contrpl ..
retained in the War Department, as wdll as in the Navy, for approvals of
pProjects. At the time projects were approved, we had to know about how
they would be designed; for example, whether they were to be designed
in concrete, structural steel, or timber; whether their;power,wouldcbes‘
generated or purchased. Where possible the materials were set aside in
the planning, T ST R

One important thing to bear in mind is -the fact that we had
control ‘only. of prime war plants. We did not have a thing to do with
those highly important.subcgntraqtors.whcse plants also played a key
part-in’ the eventual pperation of the prime facilitiess These would
come- in under?axtax.amortizétion‘plan, snd the papérs”wepe;probab;y‘
never fully processed until the plant gkpenginn was built. They would
fail to .get the approvals of the War Proéuc%ioﬁ‘ﬁbaf&}fo%‘uSES“of»
materials, or they would not 1dentify the project ‘as having any war

in my opinion, but it actuslly happeﬂqd'répeatédlyﬁ S

relationshin ang would -be turned down. That wes a silly performence,

Comments

A few-genéral'cdhments may be helpful. ijill}tell“y0u~fi£S£:“

a little more about the M-day production plannings
When I moved to the Peﬁtagoh~¥I think it waé{én about the day
it was opened—I was told, "You have that office,_anthhése'are your
files." Just outside the office was about an acre or two of filcs,
I was told, "Those are the M-day prbdgctibn‘planning files of the
War Department, and all thesévpeople‘are working oh those filesa® . ..
8
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L  Mind you, ‘the war haed already been going on & while, and .
'wé'Weré ih*théfprncéss.Of enlarging pro&uction«plants; stripping
SOme“of'theicritical'materials.:and,handling other things on €Ol
ctruction projecté. Eere were-people trying bo tabulete the awards
af production contracts whenever they heard ahout them, practically
takiﬁg-dataffromfnewspaper clippings, and putting the data in these
files. " T T e e . I

Tt was interesting to £ind out that those filesy generated
in the very early days of M~day plenning, were for the purpose of.
_bﬁﬁxrébt”éilbéatipnsftofvaricus~cnmpanies; It may have beer & very
“fihé]ﬁlaﬁ;:but”thé”War did<not{develop‘thathay. "1t developed from -
'an;émeréendy~1ﬁto a‘defense“program,-intc‘a~wer‘program.

o Ip‘the Qeahtimé, ‘all the contractors who were listed and
allocated this*jab‘orvthat‘job‘hadvalreadY”been given four other

ft'iébsﬁ'jTHeY“béaﬁbuimtaagd;t;onalﬁfaqilities; and nobody knew where.
S or w@at’theyfwére, " But forfqltimeithe:Wav,ﬂepartment still wanted
o tq'kgep~a'1otgofffiles‘fz R R SR

o A1l thdSe’filesriiﬁeidéntally; wefe.sogn'sent to. the Archives.
. They may contain some intepeStiﬁgfstudy'material; I doubt it.

. ‘Here is another interesting thing.. We had,worked like the -
very mithiefkgepting'the‘powder plents, T plants, -and everything
elSe;'éuthbrized‘and‘started, We had such people-as Gus Requardt
working nimself to death trying 1o get scme plants puilt. The
Construction Advisory Board wes in the operation of hiring the
engineering firmsg’afchitectural firms,fandfcontractorsfwhen 2 book
céiled’ﬂMuhitiohs;bf“Waf-@918" came to my- attention. - Some  person
u“héd‘tné*good&s@nsé;to write that book at the end of the First World
War, I think 1t wes written as a War Department document: o¥ under

its sponsorship, and 1t compiled; much of the information thet had

‘béen'gathére&”aﬁring‘that ware

Andfjust-about this time, we were,confronted.with a rush
demand for fuses and boosters because originalvplanning\coptemplated
_that the fuses and bonsters for ehell-loading plants would be hendled
““at the inﬁivi&ual'plants;gnd not at separate facilitliess . Capacities
~f the smell units provediinadequgte@;_&nd,’of»course;"weicoukd_not
 complete new fuse plants overnight t5 meet shell-loading outpute. The
‘book I read said exaptly_the.same'thing'had been done in the First

History today. . .. v

o e

World War, by chapte;*and‘verse»ﬂ‘Perhapsxsomebody.iS'Writing aisigilar



T remehbey going'‘out and Iooking at shelleloadsi

You are going to have to face cutbacks if we get into
another war, ‘and they are'going tn be exactly what they were |
before. When you:make. a cutback, :you have to realize you o
upset a lot af thingss You upset producticn} you upset lgbor -
end. you have an idle plant, You mey et the same timg. be building -
& new sne next dosr for another,purpose. So you immediately have
to put forth an earnest €ffort to the plant and its labor, and,
incidentally, the housing already Provided for that labor.

Cutbacks” affect all. the operations, and they are a very
special field, “Whnever. authonrizes new construction must.be aware
of all cutbacks. If he is not, ‘you wontt. get your p;oducbiqn;ag;
quickly whigh {s all you care gbout inia perind of ware i

I am going to venture something else, I think there ought
to be one agency for all construction of-war plants and that it
should tie into the eivilian' egency—+~the War Productisn Board, or .
whatever its name might bew~that handles civilian produetion,: The-
War Produétisn Board plus the myriad of nther agencies.did a good
Job. ‘But, believe me, there would be great advantages to.having
one direction., You woulg get better results,

For example, in the selection of the architecteengineer,
and contractors, I think we dig a pretty good job. You can delegate
that';esgonsibility. Jou can put it out in the field, but if there
is 1o’ one control, you overload certain firms and you leave others
without too much to doy 57 N SO

, Therefis‘wistm in the national distributiqn}qf_pdntracts,
but' you are better off with one orgenization responsible and with
ong placé to dlear]dpéréﬁions‘ You can figure out how to accomplish

‘This control office‘should"havemlayout;and production
specialists with knowledge of tooling., .% saw plants-that I was
reasonably sure could be better engineered as ‘to production and
the general hendling of materials, - ol

ORI amfﬁéﬁvihcéd that  indugtrial engineering firms can R
obntti%utéfgrEatly-td‘béttér-raéultsp They- know thq1proﬁpctian¢ﬁ;
fi&ld;landfl %hink“théy»can Pull rabhits out of the hat. ..

e Shéll*1oé&ing“i§tébmethiﬁg I am satisfied could be improved,.
¥ going ‘out s ng & ding plants in the" very
early days and seeing the way that production was handled, and then

seeing small-arms ammunition production, If you want a good contrast
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between:modefh.ﬁgchantgéd,pioducﬁfqﬁ‘aﬁi}égﬁquéd'broductibn methods,
look .at: the small-arms ammunifiog.plaﬁtsi'Whiqh‘éréjbeautifullyfﬁcne,

and then look atftheeshe;l»ldadiﬁg planté,”;sa£e§y7haé g 1ot to do.

with: it and,sgfetyidigtanqé§¢wgréhiﬁcrégs§@1séveralftimésfyecause
-, -of .accidents.. Since sgméwhatiof ﬁbésséméhﬁrgblgm ig%inVleed in
- the manufacture~Qfﬁsmall—armsiammgnizibﬁ, ithqul&'séem~that)tpe=shell~

,1oadingAplanps‘cpuld.;egrn'a_gréétydealffromrphé a@muﬁi%iépiplantsv

1 an sure that even 3f yoﬁilééﬁ'éngédédhiﬁhal mechanized
unit. for shell leading,;you.woulduderiyevan_over»allvbenefit by having

greatlyfrequed plant cost, land needs, and gerééﬁnelL"Shéll~1oading
Plaﬁtsﬂtakeabig.areas,~and the personnel has to be préﬁsportea and-
housed. both of -which are costly. . . _};‘” I

' Qne*ageﬁéy could:do somethigg;épbdifﬁite'Cbntrél. I wonder

how many of you rememberfthe‘site contrbljprbblems‘wheﬁ we were trying
to keep all facilities 200 or 250 miles in from our bofdere It all
sounded wonderful,,hutwnobodyfeverhdid it., If you are going to avoid
congested areas, it will be necéssaryftO'havevébme'cﬁntrol that works
toward that end, and 1t can better be done in one spots

You must have some policies developed on dispersion. Whet

are you going to do about the matter of the 250wmile 1imit on plent
“locations? . Whaet of plackouts and the airfﬁon&iﬁiﬁhihg,ana“ventilation
that is required: to satisfy some of the b;gckouﬁtcbnditibns?; What
: plant:protection;deVicgs~and cemouflage are. essentisl? P :
With respect to the expediting'éf'pfbducﬁion,5welhad‘an
interestingvexperience.with expediting,;he‘cpmg}gtion of plents
for the production of penicillin, gtreptomyﬁin;‘other drugs,
carbon black and so forth. In the case of penicillin which wes the
first, the Army was told to gzet pusy &énd do semething about completion &f
tne plants, or they were never going, bto get‘thé‘medicine that was then
coming out of a leboratory test tube and being put into production.

About six or eight competent enginéérs were assigned‘to those plants,

and they were completed in about 40 percent of the"tim@ftha$'Wbuld
otherwise have been spent. R

R WhatAmatériéké;,pkdﬁibipé&7liSts;f§ﬁa £§ingé%bﬁ'that sort,
‘are you going %o use? What kind'offdeéigh?'3lsithere ‘to be an emergency

~~-buiiding,co&e?v:$nwthe last war, in about tw¢ we§ks, we -developed

" one that werpuvwin-OQQYation»for the Under §ecretary‘s40ffice,"and
. then worked it out with tho Ver Production Beerd. A thing like thed

C. ehould mot be done'in two weeks. It ought to be: thought oub Very.
carefully and he readys . ' IR A SE s
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to repeat top many of our mistakes,:
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What are you going to do to establish the priorities neceg-

‘sary'fdr”sdhedﬁling.production from.all of ‘these plants? The rubber
‘Prégram pops Uup, and that is.the .most important thing on earth, - Then
cdﬁés’ﬁhévMthattan»Prbject, I is.eaSyrtogunderStand5th§-changing
Picture, but it seems possible for priorities. to be placed on plent
production eo that those- building the many plants could inteliigently.

”TGOmpléte‘first'things first, We could have schedﬁied¢a'lot of things

if-we had beén given the proper guidance, About the end 5f " the war,
we got things pretty well in hand, ’ ) ; o
' Pfqpertyiéccounﬁing must be Woiked,out‘because of disposal

" problems and all the rest that o with 1t. In connection with disposal,

there is “the metter of war reservesﬂand‘éﬁand;b&'operations,, We'.racked
our brains—-and I suppose you are doing the sgme-—~trying tp;da;;he,wise
thing. Most of the disposals have now token place. The sarly reserve

Programs were pretty-well approved by everyone and may help if we ever

have another wer, ... . . _ o '

My edvice to you;is to.read whatyhés becn‘done and~txy'nctﬁ

. Remember, you cen éxpect'that'most‘df'the men whdfare'going
to have the responsibilities in another war for construction of

. industrial facilities will never refer directly to your planning..
‘You'can sit down and plan and pleng but unless you find a2 method .of

reaching thé 'men who-are going to wark‘én“theﬁplénfwhen‘the.timeﬁf
comes, you might. just as well.potﬂ¢Qfﬁhé'P1aﬁning. vI'thigk'a little
thousht on that subject would be nost helpful, ' '

- Another: thine you are'gbing;ﬁo find is that the Reserve

. officers will:have ‘taken thelr retirement pay, will be.toorblds,br 
... are physically anfit, and you aré.gding”tolhave3tq-turn for help
" to a lot of new civilians who are active in production, construction,

and desien activities, - You can fully count on the support of those
mens Just give ‘them o pattern, and if you can give them a simple

~pattern, they will -do. the rest. ,Theyfcaq'%ake>qére'df themselves
pretty well, ;& ..-.- SRR e woetenE Lo

War is a westeful things You are not going to get too

Lo

‘much efficiency out of ipdividual operations. We used to throw a

‘Lot 6f complaints at every,panticular"operatioﬁ; I think 2ll were

dissatisfied with the efficlency their own officeé'were‘maintaihinga
. The nistakes were-just horrible a% times. 4nd yet, out of all-the
'““miStakes-came-one'of:the real production feats of the country-~~both

in producing'materiek and in qusqrucpionﬁ,'If you do itéagain,“xiﬁ
wWill be quite a chore~—more so than we had last time. .
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o ﬂTHanksléwlbt.L I1f sonme of these comments have;hekped,‘I
I e e d e e G

f,i¥}5 fiGeﬁtlemen,’I‘understénd that I em supposed to try o answey .
’a\féw gue$tions,-,If they are easy, 1 think 1 -cane . o

o QUESTIONT I understend that, in the main, the plans—-and 1

: presune ‘the ‘specifications-~developed under these architect-ensineer
mafiagement contracts are still pretty~wéll’scattered around the country
in various offices,'betwednfprocurement districts, private firms, and

N ’sb@e”bfjthe cbrpdfaté7operat6rs. Do yOu'think-1trwould‘pe'profitable
‘*té"get‘thes¢’plansftogetherfat'some place where a competent staff of

: *'ércﬁitecté“and”éﬁgiheers could review them? They night possibly

'f#ﬁﬁﬁj’tﬁbmiin*dbﬁnéction with‘operating/recdrds'and the advice and
:céﬁnsel*qf,proﬁuctionfindustrial‘engineers, separate the good from
" the bad features, and gstablish improved>critériéffor the suldance

of designers who would have to repeat the job in e future emergency.

, MR, TATLOWS A‘lot could be déne in spending time to review
those plens, but I think the net Tesult would be o waste of efforts
Pretty“muéh~all the planning we. did last time will be obsolete, tO |
“gome extente ! T T -

. ' The main thing that Should‘be’done-isfto_studyvea0h~major

" “line intensively, as J. P, Harris did, on smokeless powder and THT,
”with“an”d&téﬁéndiﬁg;cbrporateﬂpro&ucer;’keep in' touch with modern
“technicel sdvances, end be prepared. to guide designers in their
layouts. Colonel Harris nad accumulated excellent date which he
laid right down and said, for example, "This i a INT plant," He
may3havé”ovq:lgokéa such future developments as réverse nitration
at\the“&eryfbegiﬁniﬁg which‘made_fbr,two:or-three‘timesfthe production,
~but he had the basic plant sn laid out, that nobody worried about ite
The design of the construction team just started and ren. If he had
“not done this, I asn't dmow where we would have bheen. - S

" Mhe same thing was true with‘the'shellwloadfngdplants;"They
were pretty well fixela I ﬁust say‘they-ought»to be taken’ oub and
burned somewhere, and you should get jntelligent new thinking aboub
that problem right now from somebody who does nont have any inhibitions
abouX“the'fabtithat something may blow up. Let*the;thingcblowtupi.
Oﬁde,ingajwhile; Tt might be a good ides, if you were nob going to
1ose too many people.: But. you might find thatvprodubtian‘WQuldfjust
be astonishing out of & decently designed shell-loading plante

Caih T would not g0 back and look through a2 1ot of history.
However, for your information the plans are in the hands of englneer—
ing firms. If they gave them to the War Department, they duplicated
them, so far as tracing &0, unless they were classified. I am sure
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.of that.  We required, under our contract,%%nat ‘eopies be, turned

over to the Government but, remember, the Government 4id not. have
2 hand in adout 50 percent of the. work that was done I would not

Jspend money d01ng wasteful thingso I would look at tae new tninbs.

QUESTION*T It is ﬂJ general impression t;at darin; the war

“we took hetter care,’ constructionwzse, of our. maehines than we did
~of "oy - saldiers._ T%b machines were in” cénérete structures when the
‘ soldlers were in wooden structures; when the machlnes were Placed

in wooden structures, the soidiers cvllepch into canvas. - Would "
you care to comment on tnat? R : R R

MR. ﬁAmLOW=' We certalnly had problems w1th constructlon

‘ mater1a1s.~ There are Several different ‘Viewpoints on 1t. ~I% you

want mine, I think that. all the Production. facilities which Were:
built became part of-the national assets of our-ecountry, - To the

e extent that we overlocked some of the constructhn limmtatlons,;

'~because the plants were going’ to have Postwar benefits of say 5
Percent, we dld ot dn. much damage-50 lonw as; the materlals were
‘avallubleg . S :

We. started buildin» with any and all types of constructlon

and materials. When the Program was small, we got all’ sf them, ‘
Then we started . getting pinched, " We nee@ed steel for shells. The
. minute we started to get steel for shells, we gave up steel for other
things, 4nd we’ had to have a hlgh-quallty steel for shells. which

meant. we did not zet so much- production as. formerly, Construction
had %9 go. te concrptec. Concrete means’ ‘reinforcing, and it still.
takés. some gt eelel Then everyhody thodzht. we could. gd to lumber.

‘ Well, . the minute we touched lumber, 1% @0t o be so fﬂr cut:of

balance that 1umber was not: avalla’ble° Some. balance has ts be
struck betwpen ‘what we can get, What we ‘can use for the construction
of the plants, and -what is neeéed tc House ‘the fleld forcesn

The early cantonments, and 80 on, were pretty well bailt
Lrom des1gns carefully worked out. "We did zo, Anto. more temporary

- construction as things becane a Iittle ‘worses - We Just could not.

get the lumber, ve c¢ould not get the steel,and unfortunately we

© needed steeol éven: though we were ghiflg . to baild in COncretuc We-
. cannot produce tank S, guns, and’ munitions in. tents° "It is just
one. of those thlnﬂs ir which there is - nn good Ch“lCEo -

.

, QUESTION Woula Vou po 1ntn ‘8 llttle mnre detall about -
your ideas on mobilizatiosg plannln@? You mentioned the varinus
things yow. think’ might. be dnne in’ settling Policies and getting
the structure planned but I cannot ‘forget-those files you

M"mentloned that were 80 useless¢ Do Jou mean et 1ndiv1dual°
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"egr@afkedffor‘éertain jobs in the orgzanization, cut out the detailed
?Iahging{ but get'th@,policieS~Settled1] Or what do you mean?

. ME. TATLOV: 1 think you hsve to settle broad policies, end -
you have to-be prepared to lay . those policles pefore the people who
" are going to operate thems . SRR -

y»unimdon?t}think that any new emargency‘willjbefany_diffargnt.
from the lest one in its effect on us. Timewise.it may -be differents
We may Havejmuck less time, But T doubt that you are going to press
your butten and be able to have daylight on this sice and night on
the other, or that, if you allocated certain contracts to one company
and certain contracts to other compenies, you will be able to enforce,
‘those when the. bifie comes to get them, AR T _
hy all
hatlsimilap'faShion;\are’doihg a ‘wonderful -

job, and have long done & part of thE”ba§ic,"roduction plannings’

Their membersiformed in small Zroups of specialties such as the:ﬁaking_,
of shells, the making of fuses and sbwforth,known,production'techniqueso

1f you let -some of ‘those people work with you on your problems, they.

: t:?m,ulhéfﬁfmi:Ofdaéﬁgﬁ'ASSOOiations,-fbildwéd;_l SUPPOS &,
tHe other services in somew

‘afelgbinglto.comeﬂupvwitbfhetterbideas'thaﬁ'you'will with a lot of fine

_paper planning, . You neve to do a certain amount of plenning, but Ty
Yo meke it so that you cen give it to the other fellow to uses”

That is:easy‘tb §a§ end probably very difficult to do.

- MR, .0 F. SZEﬁEB.Lﬁxecutive'VicenPresigent; 3, §;LFergqsbn
Gompany, Incs/3 Mr. Tatlow, one of the things that appeeled to me
ig your suggestion of heving this all undep_one"CQﬁtroloz I wonder .
_if you would elaborate on that. Do you mean & civilian control, &.

" military control, ‘¥ a comblnation? . | - "

‘ _',de'kﬁQWLWéfhad”a difficuif ﬁime‘dufing the last wa#.,'One of
Qu;,responsibilities\was to get RDX plants comgletéd 'mmediately .
Heceuse of the sinking of shipping by submarines along,the atlantic

coast. The Wrubber program' stole-some of Sur materials. CGeneral
.GrovesﬁSthe,some‘mére;_ The question is, who should have had contrqlf,i

“MR;ﬁTATLeWz«'Théé"is[a'good 64-dollar question. I asn't
know who should have control, and I don't think it matters. :

v “Phere 18 a lot of internal politics. The ouartermaster
General certainly did not think t ;t'the10orps[of)Enginaars sught
to teke care of the construction. ‘And you can find people anywhsre
you go who say there should be this or that agency handling ite
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I don't think it makes very much differepce if you have one.
But that one office, talking as an individual, ocught %o have contrscl
over what is happenins. . L.

Some of you may have to run into a man named Mike Deutsch. . -

Mike is quite.a character. He is still arnound "this city somewhére,

He was originally,brought_invto do a little plenning with.the War
Production‘Board. Mr. Deutsch had conceived the idea that we could

set up schedules of things that we wanted, a sort of priority list fop
basic scheduling, 1f the Manhattan District was to be top priority,
all right; that is what is was, If RDX was to be another one, that

is what it was, We would list them 1, 2,. 3, and 4,"" anc we could list
all of them down the line as to their needs, R : -

I think you 8till can do it, I think there can be some pPlanning--
whether it comes out of staff or Whether_it,comes ffomfany particular
group--that can be given to a construction outfit, saying, This is when
I went what., This is ‘the first, second and third,®

Thereiwas no sense in building a Power plant for the Manhattan
District and getting that power plant completed before anybody in the
world was going to be- ready to use the power, " Believe me, that happenscd,
Don't ever think it didn't, It waS-not;only.true-Of‘thése plants, but,
of others alsp, - . - a T SR :

When & person had a priority, that priority was used, in spite
of the devil, to get anything he needédmeven if it was silverware for
the dining room table, And in many places, it Played havoc with other
things that needed the material mich more. ' =

I found out by our own. operations, in -taking on the scheduling
of the drug programs-—and .I personally €ot into that thing and had
People do it—that by just a little‘give and teke we could work it
out, I fortunately, had the blessing of the Under Secretary when I ‘
saild, "I would like to hove this done if it can be done .without inter-
rupting any of the other programs, ! '

:'So~priorities mast bé exercised'iﬁ»somé’one spot. Somebody.
must make those decisions, and they cannet be made all over the lot,

COLONEL SEAWARD: Mr. Tatlow,” in behalf of the Commendant and
the College, ney I say thanks very mugh for a very fine prgsentatlono

MR. TATLOW: Thank you very much, -

(25 July 1950--350)s. -




