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Mr. ~chard 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 
Sarrington, with a large natlonwide practice. When war pre- 
parations started, he organized the Architectural and Engineer- 
ing Design Branch of the armyls Construction Division and 
became one of the five members of the War DepsrtmentTs Construction 
Advisory Board. As a Colonel, General Staff Corps, for the last 
three ye8rs of the war he hsd staff supervision of new industrial 
facilities and Inspection of materi~l, Includlng: installa%ion of 
statistical quality control° At war~s end, he joined the firm 
of Abbott, Merkt & Company , who, for 25 years, h~ve been design- 
ing department store facilities, including suburban stores, ware- 
houses, delivery and service buildings, and customer parking 
garages. Extracurricular activitie~ Include membership in the 
Construction Industry Advisory Council of U. S. Chamb~er of 
Commerce, representing the American Institute of Consulting 
Engineers. He contributed to the establi~nme;nt of the new 
Building Research Advisory Board, a part of the National Academy 
of Sciences° Mr. Tatlowts present position is President, of 
Abbott, Merkt & Company, 
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CONSTRUCTI0£[ FOR WAR PRODUCTION FACILITIES 

25 April 1950 

- MR. S%'~AP~:: . .  A n  :interested observer in Washington during the 
la~te thirties could have felt the scend of public feeling that was 
so0n:t~o flood the Nation with a spate of construction projects the 
llke: of:'which neither this Nation nor any other nation has ever 
exp:~rienc~d. 

..... The War'Department realized fully that ordinary methods would 
not administer such a program° When Congress, in 1940, finally opened 
the: approprlation floodgates, one of the first new administrative 
bodies encoun.tered by the inrush of a fasting constructi0n industry was 
the advis:0ry boards° These were comprised of high-ranking officers, 
both active:and ratired: returned to duty~ " " 

, - ,  . . . . . .  • , o , 

~: But on one,: by s0me work of fate~ a young ~engineer was given 
a seaI. His energy, :his tsctL, his skill in des ling with engineers 
and contractors--men of independent thoughts, at least--.soon marked 
him as the spark plug of this system for assuring that the best-fitted 
man received each negotiated contract. 

That man iis our speaker todsy~. I consider it a privilege 
to introduce Colonel Richard Tatlow, s tower of Strength in our 
industrisI reserve. Mr.' Tatl ow. - - 

MR. ~ATLOVi: Mr. Swaren, th~nk you for ~ .  ni~e introduct$0n. 
I am a little alarmed, because it is too generous~ 

@eh eral, gen%lemen: ~. am very happy tO have-the opportunity 
of speaking to you, although I am embarSssed to see a few friends 
who, I am sure, know more about this than I do. They also saw' it "i 
from beginning to end. ' "  

I read the speech that Mr. Requardt gave, and t~hat Mro Seider 
will give. Both of these and other papers placed before you are full 
of pertinent information. X hope ! will not repeat tOO many things 
that you have al~eady heard. 

Unfortunately; I~'have not followed too closely the planning 
that haB been done since the close of the war° My comments are those 
of an engineer wh~ 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 a good part of the ind~strlal constructionprogram 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 past. 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 operation I rosy be able to 
stimulate your planning by briefly telling you of my exgerience. 

-- We made.mistakes, and we made !'good! t ones, You are going 
to 4~ thesame in. the event..of. . another emergency. 

Prewar Plannin~ 

When I first came into the War Departme~t~ we exoected the 
results of previous public utterances with respect to M-dayo Many 
of you prob@bly •remember that the M~d.ay planning was in every news- 
paper long before there was a so-call.ed emergencyo Like many others, 
I thought the planning meant that you would push a button and every- 
thing would fall in its proper placefor war. PerhaPs we never found 
the right button, but the planning cer.tainly ~d a long way to go when 
we started in the summer of 1940o 

• At that time., construction was .under .the .Qu~rtermaste~ General's 
Office, which had in excellent staff of archit#cts and .engineers°-Those 
men were busy designing a few camps, standard' builhings, barracks, 
ho#.pitals, and industrial, plant,expansions. We had, as a start9 in the 
so-called Construction Division"that was established by'the ~aartermaster 
Geheral, an office about 20 by 20 feet in size, in which seven of us" 
~r9 put.o. 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 technici&ns who are working, on typical plans, but their 
number is inadequate, and there must be a great number of outside 
engineering and construction firms brought in. 'r 

A group comPrised of rep.rese~tatives of ~he Americah Institute 
of Architects, the ~merican Society of Civil Engineers,~ the ASsociated 
General Contractors and perhaps others had met an~ helped the• "topside" 
plan w~hat was to be done in this emergency, They had alread~ decided 
that there would be,firms o:f consulting engineers and architects employed 
as •they are in private llfe; that the work~wou~dnot be done by the 
normal government staff.and procedures; end..th~t con~tructicn c~ntracts, 
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in order t o - :  meet ~ time, elements; . W o u t d ' " b ~ .  :o'n ' a  cos~-plus ,ba~iso They, 
had .also established" ~ : f e e s  ; f o r  'construct:ion" cont~actors ansJ..~i outlined 
the form of contract.- We had the~prob1em of deciding on fe~.s,.and. 
contract ,forms: for engineering ~rchltecturhl i.ser~ces.. 

• the: te~m "arbhitect,en~ineer"/co~,e,d at t h a t ; . .  _ Incidentally, . . . . . . . . . .  ;~ . . . .  

time has become pretty popular with everybody, even in ]private life. 
Today we ~talk aboutarchltect-engineer!ng services., That term is - 
a hybrid and its origih-i.s interestlng. The. arch'itegts.wanted to ~ :- 
do the work and -of coursz;the engineers als0 wanted to"do i.~; ;?o~.~e . -:~! 
thought it •would • beta good ideaif we could put both namas'.~o,.ge.~her :~,. ,: 
an~ have one title~ t.hat neither could fi~ht abot%t..: ~,....~ ,._ ,.. 

The fees were worke~ to approach reasonable compensatlon.~ 
and avoid so far as possible l&rge war-profits, We. had a great many 
arguments about it, but the fee '.schedule, I b~lieve~ was .fair. A 
comprehensive r, eport on this 'sUbject was later~ made ~o~n.t~y by the 
War Production Board and the Army. 

There ~ms establi'shed, to augment ~these p~ans,,.. ~he cons~ru.~ti.on. 
AdvisoryBo~rd to the..Under, Secretary' Of Wa:r, whicheslt.abl.is~%ed ,poli,c.!,~es 
and pra.m:t~ces pertainin~ to the selection of a'rchftect-eng~eer, i and 
construction, ~rm.s, " 

Everybody wanted a Job.i;: ,They s:ent"in brochures telling how 
good they .were,. We tried to establish a syst.em~ that Would permit 
us to analyze amy,.one.firm and find out;':i~ addition to what tbe~fi~m::~-,..:, :, 
claimed' hmw~many people of what type itlhad~;~; "how mu.ch work .i~"had~.:doni , 
withinthe-~a~t fiveyears, ahd what sort of a~bilit~ it actually had 
in its starlit, We could no~ eccept at •face: value, wba.,t, these ifirms.,said 
they wo~ld llke to ~d0, :beCause som~ of .their imagina%i"ons ran wild in~ 
the bro chure~.; "~ 

Tlpoz ~eq~est of.the eng~ering or cons~c~tion, branches of 
the Oon,struction Div~:sion,:-th'~ Construction .Advfs6"rY~ B6~.rd would 
examine :its fi~es, interview firms, and recommend[ t~re9 firms to the 
branch. .Three: firms were almost a'lways represented'. One of the. three 
~,ms selected, and negotiation.s~wer4 ' s~arted. 

At t~m~ :time site selec.tlons ~ha.d.usu~l~'lybe~n reado. I think. 
you know som. e.thing of the problems involved im site seiection... There. 
are many things, tlha.t - e;n.ter into tl~'e Choi'ce"o~ a site j us'~ "as in pri~vats z ... 
business ;t~oday. Oomment on ' t h a t "  couldgo quite far'and serve no useful 
purpose. 
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The camps and cantonments, we were tol~, were to be built in 
90 days. T~hat included the selection of the architect-engineers and 
the contractors. Everybody was to rush toward sn end result that,: 
at the moment, seemed quite impossible. Some of the projects were 
nearly built wlthih t!tat limit, in:spite of the confusion~ because 
competent contractors accepted the responslbillty of working without 
an advance of funds and 'Without well-establlshed processing :for 
vouchers. Payments to these c@ntr@otors sometimes dragged on for ~ 
several months at the very beginning 5f'the~program and &rastic action 
was'required to correct the siZua:tion. 

:7. 

In,respect to industrial plants, we had as" little as four 
months t time in which to complete plant exp~nsipns, and people r~ally 
hoped to do ~hat. It was not possible and It!just added to the 
confusion, but the pres:sure was so great tbmt some Very ~musual things 
were done in the interest' of progress. 

Buildings for industrial purposes include~ egaipment, machine 
tool's, and all that. wen% with them, Tkey ori~!nated after the sites 
were selected by site boards in the using servicesL-Ordnance' Signal: 
Corps, and so forth. 

• " The manufacturer who was ~o operate a p~an~ was selected. 
Frequently th~ manufacturer had ideas as to the fiT~ he ~ould llke 
to design and build his plant. They would come before the construction 
Advisory Board, qualifications and work loads would ~be reviewed, 
several firms would be investigated, negotiations WoUld take place, 
and finally authorization was given to proceed. 

In the n4'gotiation of fees ~e had only th@ preliminary project 
cost est!mates, based o~ figures whlch had come from' the established 
War De~rtment construction program in the preceding peacetime, and'they 
were no~ good. They were not/purposely bad as some people thougnt~ 
No one fully realized just wh.at happened when [o~ turned a contractor 
loose the day before the engineer got on ~he ~o~ and then you tried 
hard to "high pressure" the work. You wasted a lot.of effort, and 

.... ~tl~'t ~a;stemeant tremendously increased cost~. Fortunately for con- 
tractors and architect-engineers, they were reimbursed for all 
expenditures and given an allowlnce for both overhead and profit in 
the for~ of the fixed fee. THg low estlm2t~ meant low fees and sub- 
sequent hardships to those W~th early con tric~so 

We .had some ideas of ~he 'amount of lumber t.hat would be 
[require&,: and purchases were going on to provide some of it, but the 
prices werelgoing up, and ou~::e~$mates were Just about as poor as 
they couldbe. Later they were m&de much better. 
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In this planning, we Dad the supervision of the National. 
Defense Advisory Commission, with the Army and Navy M~mitions Board° 
Although the two had some different ideas at the.~, beginning,... .. the 

supervision appeared to be very' ~ood. - . 

• One interesting co~tment on that relat ~es to their anxiety 
about" the-living facilities at cantonments and at industrial plants~ 

" They wantedtO see thst they were made as comfortable-as possible~ 
They wanted roadsand-streets layed out in accordance with good site 

. .plan~ing, rather~.tha.n..bybtaking a rule and s map and drawing straight 
"'llne.s, '"then hoping that.the th~ng was going to bethS~blir~ctthe co,tours 

".. When they"go~ through. A great deal was donein r~ " '-~ 
. . . .  advice was helpful and their broad policies were useful. 

The coming-of the war about ~8 or i0 months"later put real 
impetus beh-~nd the app.ropria.~i.ons from Oongresm and. the speed and 
urgency with which we:w.ere all acting at that time. 

A~encles Buildln~ War Plants 

You"would be surprised how many agencies were building plants 
for th~ war effort. I think everybody .had a hand in it somewhere. ~he 
Army l~ad.lts construction through the Corps of Engineers. We had 
several types of appropriations from the Under. Secretary Of. War for. 
.expedltin~ production~ The Navy haft its ,op4rations and a financing 
arrangement similar to that of the Army. The Defense Plant Oorporation 
came into being to loan money, and it loane:d money against sponsorship 
of the services.,, of the War Production hoard when it' was created, and 
of theNa.tional Defense Advisory' ConmisS~".on "beforethat~ There were a 
few plants built..under fun~s .:from production ccztrscts, and there were 
many built unde r"~ax amortization" agreements issued by Various Army 

and Navy officials, : 

All of these financing methods me~.nt%~at everybody had a 
hand in starting plent-construction. Net .one was drawn.together 
or coordinated in any one spot, each being operated in~epen~e.ntlY, 

.-In s.dd~t~.on tc the varlous a~encies mention~.d ~,bove, we ha~ 
the sup'ervisiOn,.tl~at' grew out of ,requirements" estabi~shed by the 
headquarters, Believe me, they s~ifted,-~,nd without .any apparent 
go.od.reaso~. .One day therewould be"a requirement, for three times 
as much ~NT as the next day. Of course it Just d.$~.. not. ~ ~hnppen÷ before.,°ver" 
night, {~ .Wss .~ prO-.~.r.essive' thing,.b~t[uP vaqtil t~e n.¢~ h~ 
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all plans were pushed toward the first 9equizemen't re~ardless of 
what it was and regardless of {he reason° NO one daPed, cut back, 
a program because he:~had heard rumors that somebody ~ht drop 
"r6quirements, To ~.o so Would lead'him • in%o s~m6~i~9~51~ms with 
Cong~ress, who also. did a. little supervising. ~ ~ . f, 

- . . . - 

We had :t:o make reports, especially for e.ma~Gr cutback, . 
which usually-ha~ to be justifie~, to Congress. If We.~ncr~as.bd it, 

.... we had to tell Congr~ess why we increased it. Congress: was ~zery nice 
about it, hut :there .was a lot of work t.hathad to be doneo 

The individual services supervised their own programs° 
Hqwever, in most cases they. were after pro~actlon, and very few .of 
tSe Services, paid any attention a~ all to the scheduling of construction 
or ~he scheduling of the tools. They did a better Job inZscheduiing 
tools--which wa~ primarily their responsibilit~--~n they'did ~n fo~loving 
the construction that lagged, They had the benefit of the Corps of - 
~-gineerS for construction, and that helped on those particular projects, 
but, remember, that was only one group of projects,/:. 

The Defense Plant 0orporation had its program, It financed 
the contractor that..was going to build or operate the plant~ -The 

: C°fitractor.'followed normal procedure, employ6d.'a co~stm, xct.ion contractor, 
/rehi~ect-engineer, .or. whomever he-wanted andbuilt theplant. 

If you asked the Defense Plant 0brpora%ion about progress, the 
reply generally was, ,It, s not our @roblem.".g0 find outwhen it. is going 
to be completed. You ask. the Army. about t~hat." ~he Army-said, "It's 
no£ our problem. Somebody must completeIto We' have the Def~ense Plant 
Corporation looking artier it." " ' . . .:. . 

~: - 

That is,~n impossible slttuqt~on when Io~ are planning to-get 
Certain product~oa~ It. took the Under Secretaryts Office, which 
s~epped in about that tZme, to say, "One of you is going., to be respon- 
sible." As a result both became more active and there was an improve- 
ment° The Defense Pl~ntCorporation foll0wed it, and ;the Army followed 
the Defense Plen~ Corporation. 

, Then came the Production Division of the Headquarters of the 
~rmy Ser~i.ce Forces, so far as the Ar._ny was: concerned. .I dontt know 
much about, the Navy, so I' cannot, help on "that side of it. The. 
Producti-on. Division served, as a cbntro,1 point in the supervision of 
• these new,plants... It had a check s~ainst requiremer~ts .and:-was~ in ~ 
c~harge of ::the processing of all r/ew:facilities,, including those that 
were merely expansions° ~ " -. 

.... / • ? 
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I f  a c o m p a n y  n e e ~ ' e d  t o  b u i l d  a p l a n t - f o r  ~ r a r '  p r o d u c t i o n  . . . . . .  . . . .  

throu~h the DefensePlant Corpsration, the request.eame~ thrcugh tl~e~ 
Ordnance or~ other' service to the Production Division, which, in t'arz., ..... 
acted for the Under Secretary Is Office in ~etting approval of so,-cailed 
expediting production fun'ds shd clearance of all other or~anizatipns. 
These were turned over to the Defense Plant Corporation which agenc~ 
authOrize~ t~e Job. Oonstructlon f~llowed from, that authorization, ~ .... 

under the direct control ~ of the defense plant. : 

., ere was su ervis~ of the War P~o~,ucti~n. Board, ~hich helpe~ i 
' Th / P " • - • osed construction 

out by forming the Facillties"Go~mittee to review all prop • -' 
(war or otherwise) an~ machine %bO1 projects. Thor cnmnlt.tee at firs% 
reviewed Just labor, materials, 'location, housing, transportation, and 

{~er became ~nterested in requireme ntis. 

" " When that co~mlttee" ~t into requirements, it was somewhat.... . .l°st" : , 

but it..asked some very embarrassing questlons~ The worries o f  the . . 

icommit;tee on. ~hat score led to•:some readjustments in ~progra~s, bo.thll ../ 

up and down. It "dld some pretty ~D~ worM, : 

Design .0 ontro!i . . . .  ~ . . . .  " 

As the, war~s construction program stepped up, materials a~d 
equipment s.hortages appeared° This brou~ht a War Production Bosjrd 

design control-and the "stripping of zaterials~'[~ .... -.- : 
"i /'" h - '/ " , . - • . 

'Th~re ~SS much.chaos because ~crms were no~ ready..and personnel 

lacked experience~ We:Te'ccgn$-z~d~design ~ms'being~d()n~ i~r~ the field 
wZthout any control over. the uses of critical, m~tezials, ce.rt~in machine 

d .othbr" e ulpmen~ .forwhich there co.uld be. subs~.i.t, ut'igns. Tl~e 
tools, an . "- q- -."' - --'~•--~ "~-~w~'s' and. asked tha.t sOZethi.ng - 
Under Secretary"s O ~ - ~ ~ . c e  . . . .  reuog~ ~ ..... " 

be done to stra'~ghteh cut some o~ the" major war plan.ts c~ustraCtion,~ .~. 

rou was formed that actually serve& most effectively fcr 
A g P _ i . • " " ~- ~ d  The work was done by 

time on the control or ~es~gns ~n ~ ~ .. .... ..... 
oing into the field, [reviewlng plans and specifications pr~,~ 

g k" " by the private engineerlng firms, and as ~n#~ for changes in the interes't 
of saving materials. Thi, S had an auxiliary .benefit for saving materials 

meant quicker plant completion. 

~ ~ ...... A ..... ~t-~th, e ~IA~ts ~ilt width m~t'eria!s~thatk w°uld 
. ,-he 9w~o ~" ~, - Y "- .... ~ ~. h~.ve .i_~ _uind the., 

~ %  ~*-7 -l" . - " ~ - --,-~- ^~ the ~lants, but a gQoa ma~y ~ ..~?~, 
• r ~ v a 1 ~ e  owner~z~y ~ y . . . . . .  end ob~ec~ o~ P .... ;-•~ ~,, ...... ' ....... ~. ~ccount. :: We ccul~.. : 

• '. " n t o  s6mg &~fflcul~ pro ~ e n - s  ~ - .  ,,~ . . . . . . . . . . .  &.. ~ _ -. 

at least they hoped it coul~ ~ . , _ ._. ~ ~_~÷^_~ 
resulted in better speed and lesser us~e o~ cr~ca~ m ~ - ~ .  

. . . . . . . . . .  . k 
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A good example 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 thr@e 
of us argued that. it had better be done in concrete rather thanln 
structural steel. " " 

You always, compromise with the Government about as ~ou do ...... 
with your wife; you agree after a whileo 

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 in order to accomplish 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 less critical material. A few owners can thinks.. 
of more reasons why you cannot do something| 

This design operation served only at the beginning to straighten 
out the chaos in processin@ and stripping of critical'materials. •Later 
it was all turned over to ~ the War Production BOard, with a little control 
retained in the War Department, as w@ll as in the Navy, for approvals • of 
projects. At the ~Ime Projects were approved, We had to knov~ about how 
they would be designed; for example, whether they were to be designed 
in concrete, structural steel, or timber; whether their power would~be• 
generated or purchased. Where possible the materials were set aside in 
the planning, ..... : , - .... 

One important thing to bear in mind is the fact that we had 
control"only, of•prime war plants° We did not h~ve a thing to do with 
those highly important subcontractorswhose plants also PlaYed a k~y 
part, in: th6 .ewntma~opgrstion of the prime facillt~ies.• Thes~ would 
come tn under)a, ,tax .amortization Plan, and the papers': were:~robably 
never fully proce~s~d.until ~he plant expiration-w~s built. They would 
fail to get ths apRro~als of the War Pr0duc~io~ ~0afd ~ for uses~ of 
materials, or they would not identify the project as having any war 
relationship and would he turned down. That was a silly performance, 
in my opinion, but it act~lly ~happe~ed repeat~dlyo , .... ~ . 

Comments ..... 

A few general comments may be helpful, i. will,tell you first 
a little more about the M-day production planning~ . 

When ! moved to the Pen~agon--I 'think it was on ~bout thel day 
it was opened-~I w~s told, "You have that office, and those are your 
fi?es<, Just outside the office was about ~n acre or two of filcs. 
I was told, ~hose are the M~day production planning files of the 
War Depsrtment, and all these people are working on those files." 



" ~ ou the war had already been going on a while, an& 
M~nd y , = ~ii~..ino ~roduction plants, str~pplng 

some of the critical meterials,,and.ha~dllng other things on con, ' 
struction projectS, H@r& were.people trying to tabulete the awards 
of production contracts wheneverthey heard about them, practically 
takingdata fromuewspaper'cllpplngs,,and. . . . putting the data in these 

files. 

~s interesting to f~nd out t.hat those files, generated 
,It. arl da's ofH~day plannlng,, were for the purpose of 

i n  t h e  v e r ~  e y ~ , . ' " . . ,  . . . . . .  4 ~  " I : t  may r ~ . v e . : b e e ~  a ~ e r y  
~ntrac~aiiooationstovarlouscomp~" ~ 
'fine plan~ but ~the~wa r did n~t develop t~hat way. I . t  developed ~rom 
an emergency i~to a defense program, into a w~r program, 

In the meantlme, "all the co~tractcrs who wer~ listed and 
allocated this Job or tha ~ Job had already been given four other 

...... t additLon al,faGilities*: and nobody kne~ Where 
jobs. ~ney .ha'd b u l l . , . ,  . . ~L_ ,,,o~ O~n r'tment still wanted 

: " o r  w h a t - t h e y  W e r e .  B u t .  f o r  a t i m e  ~ .  ~ . . . .  _ ~ = . a .  . .  

~ t~,'keep a ~ot ~o~ files. 

All tho'se files, incidentally, were soon sent to the Archives, 

They may cont&~n some interesting study material; I doubt it. 

Here is another interesting thing. We had,worked like the 
very mischief getting the powder plants, ~T plantS, and everything 
else, ~uthorlzed and ~started° We ha& such pe0pleas GuS Requardt 
w6rking himself ~o death trying to get scme plants built. The 
Oonstruction Advisory BOard was in t:he operation of hiring the 
engineering firm~, architectural flrms, and contractorswhen a book 

Nat--1918" came to ~attentlon. Someperson 
called ,~unltxons. of .-~ z .... ~ie ~ the end of the F~r~t ~orld 
had t~e~goo d'~sense ~o wr~ze ~=~ ........ 
War. i think it was written as a War Department document or u~.der 
its sponsorshiP, and it compiled~,much of the information that ha& 

been g~ther ed ~uring. that war, 

And just about this time, we were confrdnted ~Ith a rush 
demand for fuses and boosters because original planning contemplated 
that the fuses and boosters for shell_lomdln~pTan~-s would-be hap~dled 

~at the Individual P lanier-and not aS separate facillt~e~ Capacities 
of the smallunits Pro~edl!nedeq~ ate~ ~d, of course~~e could not 
complete newfuse plan ~ts overnlght tO meet shell-loa~ing output. The 
book I read said ex~DtlY the~same thing'had been done: in the First 
World War, by chapter ~nd verse. Per;ha, ps somebody is writing a similar 

~i~tO:ry today. • -; .. 
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You are going to have to face cutbacks if we get into 
another war, and they are/going to be ex~.ctly what they were 
befsreo When you~make,;a cutback, .you ha.re to realize you .... 
upset a lot ~f things- You upset produc.ticn| you upset labor 
and you have an idle plant. Yo'u may{:a~ the same tim.e he building 
a new one next door far ahother,purpose, So you immediately have 
to put forth an earnest .e~ffort • to .the plant and its labor., and, 
incidentally, the housing already Provided for that labor. 

Cutbacks' af:f'ect' all 'the ~perati:ans, and they are a very 
special field. :.~qoever s.utho~izes new construction must be aware 
of all cutbacks. If h~e is not., ,'you w~a}:.t get your 9~oduction a~. 
quickly wh~cJq fs all you care about in a period ef war. 

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 civilian agency-~-the War Production B ar 
whatever its name might be~t~'~ : ~-~ ...... ~ o d, or 
,ar l~roducti6n Board ~ ~@ +~ ---~ ..... . P. :~ on~ The. 

~I~ ~:= J~#~'~aa o! o~ner, agencies did. a good 
job. But, believe me, there would be great advantages; to,,having 
one direction. You would get be~tter results° " . . . .  

Fbr example, inthe selection of the archi~ect,e£~ineer, 
and contractors, I think we did a pretty good job~ You can delegate 
that responsibility, you can put it ou~ in %he field, bus if there 
is no' one control, you overload. Certaln,firms and y~u. leave others 
without too much to do-. :" -.. 

. . j'~ .j -' 

There "is wisdom ~In. the national distribution •~af :9on~racts, 
but [ou are better Off wSth one organization responsi..bl.e end .with 
one pla.oe to clear op:era~ions. You can finite .out how to accomplish it. 

This control office should have/layout;and production '~ 
specialists with knowledge of tooling. ~.-saw plants, that i was 
reasonably sure could be better engineered as to production and 
the g~ne~rai h~ndling of materials. 

i}~i. I am!.convinc@d tha.t in~'ustrial engimeerlng firms can 
contri1~Ute~gr~atly [ to "~ better, results~ They.. k~ow the. .production 
field,.. 0. and. ~ 1%hink-~ey.. can ~pull rabbits o.ut of the. hat. -: 

'." : She"il"ioa~ing"~s', sbmething ! am: saris : '"' " " 
" 'I' r'e~ne~be~',g f:i.ed could be imprevedo.i 

6ihg'/od~ ahd Ibo.kln~ at shel.l~loadlng planets 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 con~ri~st 
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. . . .  . -  " roduCt~on: and ,ou tmoded p r o d u c t i o n  methods,  
between,  modern me.chanl.z.ed P , . .  " /# - - :~ '~"  - ":,L~iXh a r e " ~ b e a U t i f ~ l l Y " d ° ~ e '  

oo. ,. he.  s h e l l - l o a d ~ . n ~  l ~ ! ~ . ~ t s ,  • . ~ .... ~ : ~ .  • : ~ .~ " e 
an~ then .look at, t, ~ ..... .A_~ ~nc 6ased several times becaus 
with., it,, a~d safety dlstan¢~ ,~w~-~-='--r ....... f ~e sam~ p~bblem ~s~ Inv01ved i~ 

'dents. Since somewhat o . .'.'~ .,.~ - , ~,.._,~i~ '~&e~" tha ~ the shell- 
--of a c C ~  . . . . . . .  - r m s  a m m u n i ~ i o n ~  ~ . ~ U ~ . .  ,V ~, ,  :-. : "~ 

tSe manufactur e °f. small a. . c=~ ~' ~rom the ammun,~.~en.. 9 lants~ 
loading plants could learn a_gre~"-.~ ~ - ,- . .  . . . . . . . . .  .~, 

':~ . :~. &nj,,~.~a~' ibn'&.,~ mecha, n i z e d  
I am sure that even ~£ ~ o u  16S ....... ~it by having 

unft for shell leadlng,~ you would derive an o ver,a~ u~,~. ~ ~_adin ~ 
,greatly reduced plant cost., la~d.n.eeds; and pe.rsbnnel; .~ne±~-~u 
plants ,take.. :big areas,-, and the personnel. . . . .: has. .to.. be .tr&nsp°rted, and 

housed both of-~hich. ~re costly. " - • ,. 

• ~.e, agency cou!,d:-do s0me~hing ~b0~t" "site con.trol. I .wonder 
how many of you remember the Site control/problems when we were trying 
to keep all facilities -200 or 250 miles~ in from our bogdeg~ It ~ll 
sounded won.derful,~ .but nobody e~er did it. If you are going to avoid '~ Some control that works 
congested areas, it will be necessa.Z"J to'have 
toward that end, and it can better be-done in one Spot. 

" ' ' ' l{cieS d e, velOp'edi°n dispersion, What 
You must have some po " " " : ' ~°-~e limi,t on plant 

are y o u  @'o iag  tO  . d o a b o u t  the .matter o f  t ~ e  ~ o u ~ , £ ~ i n ,  ~ ~ n i :  v e n t i l . a t i o n  
.locations? Wha~ of blackouts and the air cona.~u,, ~ 
that is. required, to Satisfy some of . the  blabkoUt,.. ,;,,. oond:It:i.bns?, . , . What 

plant: prote'ction, devices and camo~fl,age, are~ eslsential?. • . 

With respect to the expediting Of production, .we h~d an 
interesting experience with expedi~ting .the c0mp~leti°n of plants 

• illin, streptomycin,-other ~rags, 
he ~ ,roduction of penlc . . . . . .  -.~ .. . .  ~ ,-~J~'iln which was the 

for t ~--~- ~ so. forth, In. the. ca.se oz y~z~[[.T = ~b~ t completion 

f~rst, the Army was told ~o ge~ u~..~. .......... • ~ ever oing to get the medicine that was then 
the pl~nts.~ or they w~re n.. , g~ ~' _L~-~o~ ~t into production. 
coming out of a !abqr~tory ~es~ ~uoe..an~_Vet~ss~gne ~ to these,.plants, 

• $ e n  ~neers we~" . -  
A b o u t  six-or e~gh:.% com~eten • ~ ~ &~J--~nt of the" tsme .t h~.t 'WD~-~d 
and they were com, pleted ~n aoou~ eu ~ ..... ,..~., . ... 
otherwise have been spent. 

" What m a t e r i a ' l - s " '  p r o h ~ b i t e d  l i s t s ,  ~ d  thin4s( Of  . t h a t  s o r t ,  
a r e  y o u  g o ~ n g  .~o .u~e? What  k ~ n d  Of. d e s i g h . ?  " i : s - t h e r e  ' t o  b e  a n  e m e r g e n c y  

bu,i~ding c o d e ?  . : . I n , , t h e  last..war•, in abo~ut bW6: weeks, we .developed 
one that we pt%~in operation for .the ~Ugder Secretary~s~"0ffice' ani 
th~n worke~ it. o~t wi.th the War prodd~$0n:30ard- A thing like that 
shotted not be done',%n ~wo}weeks..' It0'tighttG be th0ught,., out very 

carefully and be r~a.~Y~: . . . • . . . . .  " 
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What are you going to do to establish the priorities neces- 
~sary for sohe~uling production fr0m,~all Qf"these plants? The rubber 
~pr6gram pops up, and that is,,the .most .importaht thing on earth, Then 
c°r~es:~th@~Manhattan~Project, It is ,easy to understand the changing 
picture,-but it seems Possible for prloriti@s, to be placed on plant 
production so that those. Building the many plents~ould intelligently 
compl@te'first things first, We could ~have scheduled a-lot of things 
if-we had. be-on .~iven the proper guidance. About the ehd~Bf, the war, 
we got things pretty well in hand. ~ . , ~  . . . .  

" " Property~,~ocoun~ting must be worked out becsuse of disposal 
problem's anTd ~iI. the rest thslt, :go ~ with Itf lh connection ~wi!th. di.sposal, 
there is "-th~;m~tter' of ws,r reserves and .s~andl_%y operations, We...racked 
our brains--and ! suppose you are doing the ssme--trying to do- .tke ~wise 
thing~ Most of the disposals have now taken place° .The eaI~ly~ reserve 
programs were pretty.~well, approved by everyone and may help if we ever 
have another wsr, 

My advic~ to you ~is to read •what..has been done and. try not 
to repeat too many of our mistakes° 

Remember, you can expect that most of the men who are going 
to have-the ~ responsibilitiles in another war for construction of 

• Industrial~ faciliti.es will never =of or ~irec"tly to your-planning~ 
You can ~t do~n and l~lan and plan: b~unl~s's you find f. method.of 
reachin~g th~!men who-.-are going to Wor~'Sn ~ th~ pl~n.when fhe time 
comes, you might. Just. as well not.d-o/the plannlng. ~ i think a littl~ 
thought on that subject would be most helpful~ 

Anoth~-~r.~ ~hln-~_ you ~re going to findis t~t the Reserve 
offic~r~ wili~h~ve :t~ken their retl,rement.lp.~y~will be too 01d, ~r 
are. physie~S~lly~ t~ufit~ ~.nd you ar~ ~o ~ In~' Jto have to turn for help 
to a lo~ of new civilians who ~re actlve~in prodhction, construction, 
and desi~n~ activities° . You can fully count on the support' c~, those 
men° Just give them- ~ pattern, • and if y.ou c~n give them a simple 
pattern,.-they will~do: the rest. They ~can take c~ire of t'hemsel.ves 
pretty well. " , ~ . , ~  ~ .  . " " • . . . .  ~- 

War is a wasteful thing° You ate not going te,get too 
-much effic'i.eney ou~ of individual operations. We us•ed to throw a 

~ "~ lot of cot~plaint.s at every l~azticularoperation~ I t~ink all were 
dis'sa{isTied witch the efficiency their own off leeS were~ ma, lntainlng~ 
The mist~kes' w~re jus.~ horrlblm a~t times And yet, out" o~f- &ll • the 
m~stakes, ca-me, o~e • of- the real produc{10n fe~ts ~f the couhtry--,hoth 
in producing materlel~ a.nd in const.ructi0n~ If you do it~again, it 
will be quite a chore--more so t~ah we had last time° 

1 2  



,~.~: ~ . . . . . . . .  ~ . ~ C  ~ '  ; ~ a ~ : ~ / ~ : .  ,. 2i29 

Thanks-a-lot. If some of these comments ~s;ve helped, I 

am" ~lad, 

~ -.~ Gentlemen, l understand that I ~m supposed to try to answer 

a few-questions. If they are easy, I think I can,°- 

[QUESTION: I understand thato in the main, the plans-~and I 
• • architect~engineer 

-presume ~thespeciTications--developed under these 
management contracts are still pretty well scattered around the country 
in various offices, between procurement districts, private firms, and 
s0me'bf the corporate operators. Do you think it would he profitable 
to get these plans together atsome place where a competent staff of 

~~ ~rchitec~tS/an& @ng~neers Could review them~ Theymlght possibly 
. . . .  study~'them-in.~connecti, on wlthoperating recerds and the advice and 

co~nselofproductionindustrial. . engineers, separate the good ~from 
the bad'features, and establish improvedcrlteria for the %uidance 
of designers who would have to repeat-the Job in a future emergency~ 

time to review 
MR, TATLOWo Alot could be dene in spending 

those plans, ~ut I think, the net :result w0ul d~be a waste sf effort# 
Pretty much all the planning, we. did last tlme•, will., be obsolete, to 

.someextent~ 

The main.thing that should be ~ done fsto study each major 
line intensively, asJ. P. Harris did, on smokeless'powder and TN~, 
with~an outstanding corporate producer, keep in. touch with mo@ern 

• es and be prepared to guide designers In their 
technical advanc , . . . . .  ta which he 
layouts, Colonel Harris had accumulated excellent da . 
laid right down and said, for example, "This is a. TNT 21ant~" E e  
may ~h~.v~-ove.r100ked such future developments as reverse nitrateon 
at thevery/beg inning which made for two:or three times the production, 
butShe had the basic plant so laid out, that nobody worried about It% 
T!Tedeslgnofthe construction team just started-and ran. If he had 
not ~one this, I don I t know W~ere ~e would have been. 

mhe sa~e thing was true ~ith the shell,loadi'n~pla~ts. They 
were pretty well fixed. ! just say they. ou~ht to be taken out an& 
burned somewhere, an& you should get intelligent ne~ thip.kiDg.absut 
that problem right now from somebody who does not have any inhibitions 
about the :fact [t~hat some~hing ~ayblow upo Let the.thing ~bl°w up 
once in a while* ~t'might be-a good idea,, if you were not gslng~Zo 
lose too many people-` But you might find t~m.t pro&Ubtian waul&~just 
be a~tonlshing out of,adeC~Atly designed sKell-loadin~ plant~ 

~ , I w~u~d not ~o ba~ and look through a lot of history~ 
However, for your information the plans are in the hmnds of engineer- 
ing firms. If they gave them to the War Department, they duplicated 
them, so far as tracing go; unless they were. classifled- i am sure 
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of that. We required, under our contradt.,-~that:coples, be turned 
over to the. Government, but, remember, the Government did.not have 
a -hand in about 50 pe.rcent.of the. work that was done. i would not 
Spend money doing'Wasteful /th~n~s~ .... I .wOuld look at.the new things.~ 

' " .... QUESTION:" it is my general impression ti~at dur'in~ ~he war 
we took. better csre /constructionwise, 6f our. machine~ than we did 
ofour..soldlers. Th~:machines were in"c6ne~e'te structures when the 
soldiers were in wooden s~ructures: when the machines were.placed 
inwo6~en structures,.~he soldiers. " . .... 

,collaps~d into canvas.- Would you care to com, ment on that? ~ " : . . . . . .  

MR. TATLOW: W~.cert.ainly had pr6blems with-•constrdCtion 
materials. There are ~everal different Viewpoints on it, "~f.'~ou 
want mine, i think that. all the productib~.f~ci~!,ties which.'W~re 
built became part of,the national assets of.our...country JTo the 

i" extent that we overlooked some of the conSt.r~ction limitations, 
because the plantswere goingto have postwar benefits-of, say 5 
Percent, we did.not do much damage--so lon~ "as:the.materials were 
available° - . 

' W~(started building with any and all types of construction 
and .materials, , Wh'en the program was small, we got' all' of them, 
Then we st.arte'd :getting Pinched. We ne@d@d:steel for shells. The 
minute we started to get steelfor shell.s, w~ ga.ve up steel for other 
things~ .~And we had to have a high~u~-li.%y, s.teel for shells-which 
m4anh.~we ~-id not get so muchprOd~ctio~.. . aa .formerly',. Construction 
had .to ~ga. to. concrete, Conczetemean~.~,reinforci.ng, and it still 
tak@s some st.ee.lo Then everybody ~tho~/ght. we c[~uld. ~" 

. . . . . . . .  ~a t ' o  lumber. Well,...the minute We touched item .... '' 
• . -,beF., i.~ ~ot-to.-~e so f~r out.of 

balance that lumbe@ was not. a:vaila.b'ie~ Some..'.baiancei/as .to be 
struck b.e.tween what we can ~et,' :w.hat we :can use for the construction 
of the plants, and what is nee~,e d t~.~house the field forces° 

. The earlycantonments,. ~.nd so on, .were pretty well built 
fro~.,..'designs c&refully worked outl."We.,did go;;%nto, more temporary 

. con-struotion as "th~ngs became a: llt$ie w~rseo. We just could not 
... get :the l~mber, we C~'uid not g6~ ,~l..%e s t"eel,:and unfSrtunately we 

needed steel @yen'. though ~,e were g6i~ tb b~.ild in concrete° We 
• canno-t produce t~nks., ~ns, and"muni~tiohs in.-tenhs.[i -It is just 

" ene-o:f those tliin~s~.i~2 .which. there ̀  "is .~o good ,chSice.~ 

• , . - ,. 

QU~S~ON~ Would you g~ 'in%o.:a little too're detail about 
your ideas on mobilization plan.ning? You mentioned" the various 
things Yo~.,thiS_k m&ght, be done in" s:et~llng .policies and getting 
.~he structure plahned, but I c~nnot f~r.~et.those .files you 
mentioned t.hat were. 8o uselesso Do you mean .~et_~!~dividuals 
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earmarked..for ~ertain jobs in the or£4anlzation, cut out the detailed 
plahning, but .~et the .policies settledY or w~hat do. you mean?. 

TATLOW: I think yonhave to settle broad policieS, and - 
yon'have to :be prepared to laythosepolicles before the peopl e who 

" are going to Operate them~ i:- 

I don t t: think that any new emergency will"be:'&uY different 

from the~last one"in its effecton USubtT~.m~tise~ itrmayobeg~Itfofprents" 
• .~-. ~have~much-.lesstime. 2~At I d.o , !: "]' ' Y~ • .'~ 

t~'e other~ or that, if you allocated certain contracts ~o one company 
an~ Cot':rain contracts to. other. .. companies,, you will be a%.l.e to.~...L: enforce 

those ~,hen the. tim'e comes...to-get them~ . .: - 

• " The Ar~my Or~..ange Associations, ,followed, I suppose, by all 
" .... " " e~ services in Somewhat. similar.. . fashion,, are doing, awo~dcrful. . ~" ., 

the oth ..... n~z ,',. 
~l~ andhave long done a part of thebaslcproauction plan~ ~.i~= 

T h e i r  m e m b e r s / i f d r m e a  ~ n  s m a A ±  g r c u p ~  o~  ~y  . . . . .  
of sh~l!~,-the..,making.of fuses and s6forth known production techniques- 

s me of 'those people work ~,ith you on your problemsl, they 
I f  y o u  ] ~ e ~ .  o . . . . . .  . , . .. . ; .  . . . .  • _. x ~ . i £  ~ i i ~ h  a l o t  o f  f i n e  
are go' in~=~to comie up with better ~aess ~nan you w~. ~ .~nln ~ but try 
paper planning... You !%9.ve to do a certain amount of plan. ~,, ~, 
to make ~It so tl~at you Can give it- to the ~ther fellow to use~- 

That iseasy to say and probably very. difficult ~o do° 

~. .~  F. SZEDF-,P,./~xecutive V i s e - P r e s i d e n t . ,  H .  ~ . :  Ferguson 

C o m p a n y ,  i i C £ ~  i ~ r .  T a t l ' o w ,  o n e  o f  t h e  t h i n g s :  t h a t  a p p e e r l e d  t o  me 
s estion of having this all under one" control°: l.wonder .. 

• s your. ' . .u~.. - -~ " ~-.-~ +~÷ Do you mean a civilian-,oontrol~ a_ 
if you wouAa e±aoora~ u~ ~o ~ " " - 
military, control, : o~'/~a "combination? . " • 

I know we hada difficult time during .t'he £ast war. One of 
• " "bil!ties" was to get RDX plants comp.~e.t.ed imme~iat.ely 

our respons~ . . . . . . . .  ,. • • ' ~ ~ t I a n t i c  

coast, The "rubber p~ogram" stole- ~ome o~ our ma~-~o e ..... 
Groves stole some more, The questionl is., who should ha v.e had control? 

H.~, TATLOW: That is a ~ood 64-dolla% question. I don:t 

know who should h/ve Control, and I don~t .think- it matter~, 

There is a lot of internal polS.tg, cs~ The _c~, ~r ~zme~'er 
General certainly did not think that the 0orps of Engineers ought 
to take care of the const~ction. ~And you ciu%find people a~W where 
you go who say there should be this or that agency handling it. 

15 

U 

RESTR  CTED 



I don rt think it makes very much difference if you have one. 
But that one office, talkin~ as an individual, ou~ht to have control 
over what is happenin~ 

Some of you may -have to run into a man named Mike Deutsch .... 
Mike is qulte.a character° He is ~till around this city somewhere° 
He was originally brought in to do a little planning with. the War 
Production Board. Mr. Deutsch had conceived the ~.ea that we could 
set up schedules of things that we wanted, a sort of priority list for 
basic scheduling° If the Manhattan District was to be top priority, 
all right; that is what is was~ If I~DX ~ms to Be anothe~ one, that 
is what it was. W.e would list them l, 2, S, and: 4. '~ And we could list 
all of them down the line. as to their neeSs~ • 

I think you still can do it. I think there can be some planning-- 
whether it comes out of staff or wh~ther i~ comes from any particular 
group~that can be given to a construction outfit, saying, t~This is when 
I want what. ~his is the first, second and thirdo" 

There!Was no sense in building a power plant for the Manhattan 
District and getting ~na~ power plant completed before anybody in t~e 
world was going to be ready to use ,the power@ Believe me, that happened. 
Dontt ever think it di•dnlt. It was. not only true of these plant s~ but 
of others also. ..... 

l~hen ~ person had a priority, that priority was used, in spite 
of the devil, to get anything he needed~-even if it was silverware for 
the dining room table. A~d in many places, it played havoc with other 
things that needed the material much more~ 

I found out by our own operations, in taking on the scheduling 
of the drug Programs--and I personally got into that thing and haA 
people do it--.that by just a little give and t~ke we could work it 
out. I fortunately, had the blessing of the Under Secretary when I 
said, "I would like to have this done if it can be aone without inter- 
rupting any Of the other Programs," "" 

So priorities must be exercised in some one spot, Somebody 
mus~ make those" decisions, and they cannot be made all over the lot. 

QOLOEEL SEAWARD: Mr. Tatlow, in behalf oT ~he Commandant and 
the College, may .I say thanks very much for a verz fine ~resentationo 

MR. TATLOW: Thank you very much. 
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