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Brigadier General Horace 4, Shepard was hern at Purvis,
Mississippi, 15 November.lle. He was graduated from £labamg,
Polytechnic Institute with a Bachelor of Science degree in
Aeronautiecal Engineering in 1934, He ig a graduate of the
Air CorPS'Primary Flying School, Randolpn Field, Texas, and
the Advanced Flying School, Kelly Fleld, Texas, In Octoher
1935, he was commissioned second lieutenant ip the Alr Reserve,
On 1 October 1938, he was commissioned in the Regular Army
as second lieutenant, Alr Corps. Hig first essignment was at
Barksdale Field, Louisiana, 8s operations officer of a pursuit
squadron. In June 1937, he returned to Randolph Figlq, Texas,
where he served as a flight instruetor until 1940, 1In Fehruary
1940, he was transferred to the Hawaiian Air Depot ot Hicken
Fielq, Hawaii, as chief engineering officer. He returned to
the Uniteq States in August 1943, and was appointed director
of Procurement and Industrial Planning at sip Materiel Commang
Eeadgquarters ot Wright Field, Ohio. Rateq g command pilot,
General Shepardg has heen awardeg the Legion of Merit, He was
chief of the Procurement Division, air Materiel Command, Deyton,
Ohio from Jenuary 1948 to January 1950, 2t whicnk time he was
assigned deputy chier of staff, Materiel, after which, on 17
Mereh 1950, ne was appointed director of Procurement and
Engineering. ‘
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- CURREN'T HOBILIZATI Gy PLATNING ¥R ATRCRATT. PRODUGTION L
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GENERAL HOIMAN: * Ag everyone in this’ audience - throughly ,
appreciates, tire is the one element in the procurenent cyele which"
defies g price mark, Plang, however, are not sg restricted. And 8o . -
we find that many,steps ingp1anning which can be takén today will pay
trémegddus ilvidends in event of a great expansibn'prqgraJG,;Industrial
- mobilization for‘aireréft_production therefore deserves the .continuous
support of. all top-militéfy,plannérs. I I g o

- Our speaker today is Brigadier General Horace A, Shepard, Air -
Force, He will detail for us some of the interesting steps being taken
by the Air Force to reduce lead tinme through industrial mobilization; v
Planning. I can assure you that he knows well all ‘the headaches connected
with Air~Forcéﬂpxocurement.T~He;has*begg_clgsely associated with Wright
Field activities since 19437 now

, le s no Waghington, assigned as the
director of Procurement and ¥ gineering in thﬁ-He&dquarter&'of»the,Air
Force, - L AT e R T o

1t s a,greatﬂpleqsureito welcome Genérel Shepard to this.joint
lecture of the National°War‘qulege and'thé;lndustrial'Gollege of the

. Armed Forces, General Shepard, .

_ GENERAL SHEPARD:_'General'Holzan'and"gentlemen, ¥t is always a
Pleasure to come out to Fort McNair, "I have been coming out to the ‘
Industrial College, 1 guess, for threé'éfffcur’years nows I always enjoy
. Yalking to the folks here, Who‘IrbelieVe are making an.earnest effort to
" learn Tore about the things that'we‘conSEdér‘pretty'important_in,ﬁbe
materiel business,. I feel.particularly honored this morning that those
“of you in ‘the National War ,COLlegefareﬁWil;ing to-have*atydung(QPStart
Come up here %o talk to you. I hope you wOnXt.be.too bored by the fact
that we are going.to get into some of these rMateriel matters,

‘ I feel & little like a patent medicine salesman, 1T an interested
in the subject, obviously, and T will probably act like & patent medigine
- salesman in trying to'convinee you'that materiel is very important now,

and is beCOming_more‘impﬁrtqnt all,thsftime;*in_qondudtiﬁg‘ou: military
operations. I may wax a little t0o enthusiastic, If.I do, just assunme,
that perhaps‘ituis_thé,r%sultféthaVingibeengtoo‘long in one end of . the
~business, . - sl T e e T . ’ o

-7f'.§f-Hdw,'éé f taik ébowﬁ“mdbilization plenning for aircraft -
production.I wantiqu,td try ‘to remember that even though I will plek
out specific examples from théfﬁiquorce.buSiness,andAAirprrCG;prOblemS»
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even though 1 will refer to speclflc items of Air Force eqpipment, the
things that 1 say have equel apol1cetion, ‘I "helieve, tO the other
services. 1f 1 s&y ‘something about & B-29.0r & .26, 1 might just as
well be talking abhout an FOF or an SALE. or some ‘other plece of equip~
ment, or I might be talking aboul a tank. So to the extent that thosej
of you who are in ‘the ‘sther services agree with &mat 1 ‘haveé to say, ‘
you can assume that I am tal&mn about mohilizatlon plmnnlng in 2ll
three services. To the extent that you disagree with me, gust say,~

-t That 15 the Air Force point of view and we will forret it.

It occu*s o me that T shoula not talk ahqut woblliZatlnn
'plannlny w1thout relatir“ it to the hrnader sukgect ofi-air industrlal
preparedness. There really are four prlncipal olements to air industrial
: preparedness. The first is ﬁaving avallable pro&uclble and tésted -
'~ specifications for items that can ve expended” in the: évent .of & national
emergencys The second thing that I helisve is eonsidered lmpo;tant in
~ industrial preparedness is having a heslthy industrye We have: with ds
.this porning Nr..Pealeo of Republic Aviation, who I an ‘sure could expand
'qumte ‘elaborately on that subjects’ But the fact is, & healthy in ndustry
is a prerequisite as 2 platform from which to tekeé off!in the matier of
,mcblllzatlon plannlnea' The third item, which I think is generally
iaccepted &8 1mportant. is havxng available basic resources that can. be’
used a8 en acceleratlng Oump,, to start us off and take us tnrough the
:eglﬂitlal Steps of a mobilizatlon effort. Finallys of COUTSe, there 18
“the item that is the “subject of my talk this norning. We must nave«
specific and current mobilization plans. .

I tblnk I can. alspose of thp first three 1tems of alr industrial

preparedn»ss very quickly by saying ‘that," with’ respect to having. avallable

approved designs that can he expanded ‘we in the ALr Force LYy cur beet
to have some., OFf course there are times when it appeals: that we have
B-36's that wontt vy B-36's; that we nave gunss that won't shooty have
gng tenks that WQr‘t hold &asollne7 probably ha ve generators that won't
venerate, and & ‘few other things 1ike thaty mut the fact rerigins that
we are epplying & con31aerable smount -of con501ent10us offort.in the
Aip Torce to adopt & more conservatlve approach t6 the selection 0f
produotlon speciflcatlons, so that we can in fact have approved designs

that are easy to pqrcel out tm‘purtlcipatlng manufacturers 1n a larée
mobllizatlon progreme’ -

, On the subject of a heelthy {ndnstry, " the only thing I nave %0 .

say is that the industry - .is unhealthy. Mr.. Peale s8yS that is right s

I am no% talking dollarwisea I can- tell from Mr: ~Pesle's: face tQut ‘
dollers are nob worrying him rl*ht at this- mlnute,‘ I am talking in terms

-of the tarazets that were set first by the Air Conralnatlnh Gommittée @ and
later on generally concurred in: by the rlnletter Gﬂmm1S51on nd the Brewster
Board in. Congresse - 1 think those folks sald that the minimum of & nealthy

“industry would have to he about 30 million pqunas 5f military alrfr"ae '
oroductlon per year if the world were at peace, if we were’ in ‘8 completely
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beaceful atmosphere. I tninkc they said further that if the situation
“wereggg;i;tlé;spigy;fperhaPS‘wg‘dught to-have a minimum of g0 million
‘pougdﬁjajyear,qf airframe Production, I an not foo-sure'about'the
'exact.f§§ures, but I believe‘thatvthe Production now is inp the neigh-
borh00d¢of,85,@illion pounds a. year, That permits me 4o say that the
ihdust;yvis’unhealthy.in’View of the present situation, .

__With respect-to the third point, that ig, the stockpiling. of
materialsg, hay;ngaavailable’a reservoir of needed items and raw. materials

that we can throw into ‘our mobilization;effort at the start, I don's have
Yo remind you thatfstockpiling_pas been- undertaken rather;intensively,and,
am’sure,_ve:y'effecxivély.':We:arefnot'only stockpiling raw materials,
asAypﬂgwell,anW¢-but we are hbldingfbackfreservenplants, and we are o
retaining large quantities of general-purpose machine tools; on which the
obsolescence factor ig low. So we are doing something about this‘planning.
We are Heginning,to”talk_more'about manpower, about hoyw we canCOHSe;I‘Ve~

and reserve manpower for oup mobilizati9n.effort—‘

' Having disposed of 'those thines in that waj, we ‘come down to
the subject of'thiSwmgrping?S'talk; "Gurrént:MQbilizationPlanningﬁggfn“;.

Alreraft Production, ynap 1s 1t and how do we do 1t7.

I am not going t6vboré,ypu,by talking”abbut;thethistdry of -
: MobiliZation‘planning,ibécause those of you who "aré ‘in the Industrial

_Gollege’hava, I'am’suré;', d to dova-lot ofﬁresegrchi§n it,g‘You‘are
s probably.going to have 45 do ‘more before ngeral'?ana@gn~wilL give you

detaileithdyou.on the history, I will for purposes of continuity remind
you“th@tga;good;manyvpedple w§re‘critical of the way that mobilization:
Planning was carrieg on before World war 11, ‘end also that many people
are protie to point out that the plans which were available were not used.
I realize that this ig aicontrovérSiaI,Subject,‘but:§hosé are the facts.
 ﬂ,3Bight aftéthhe!War;}beiggtvery.much aware of the importance,ofv
mobilizatign Planning,  someone had the foresight to ask one. of our major
universities to document the history of aireraft production in World War.
II,'so;that‘itfwould be available in the erchives for future reforence,

Subsequent Yo that. somebody with equal foresight decided thet if we were

£0ing to do this mobilization Plenning in.the futiire sng were going to -

fdeit;intélligenplx;:Wefhad;Séttér have it done by the folks who lkmow -
. Bow: £ do it, So in 1946, op perhap5'1947._the?sénvices got together,

o went to industry,-andasgid3’"Howlabouttelling 4e How we ought: to do

"tpig‘mObilizétidn:Plhnnihg? ,How»about~givingius‘your'advice?"'
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So.later we did, _receive, as a resulb of a lerge number of study
ontracts with manafacture;s a lot of informatlon, jdeas, and saggestxoﬂs
“on how to do moblllzatlon plénning. .Those. were 211 cgnsolidated into &
_pice little book, which, ‘becalie our-. bible." That bible wes. shlpped ia! to
the Munitions Board; 1ts members were satlsfied enough wath {t to bless 3
iy and -say, "This w1ll be the policy and the prochure d01ng moblliza, .
f1on plarnlnv in the three services° . B . BRI
, After we had the blble, we were ablo %o 20 . out51d§ in 1948 and _
1949 with & fewl specifio moblllzat1on plenning: cont;acts, for Speblflc
items,‘et speclfic rates,‘rnd with speclflc manufacjurerss

4 ‘:

That in a nutshéll ‘is the hzstory of mobll;zation planning.’ As
a. resulty L think .we are ‘mach more concerned with what we a”e actu?lly
.golng to do iu mob111zntién‘@lanning and when. ;” . ;

: Well aggin we can't tsckle thls proolem of mob1112ﬂtlon plannxng
very well without telking just a 1ittle bit aboutb . one.of the- orin019c1 -
tools that we mush have, namely, requirements.. 1 am baxing & long tine
to get around. to- -the sutject, but we 4o heve - toﬁtalk a mlnutb about . .
requlrements in order to 1~eal].y underst and’ mobxlizatlon plonnlnv asg’ we o
do it todey. o .

: : Bequirements, obviously, must comeé: from e war plaﬁ.' Requ1r<msnts,
bv1ou31y, most be & dynamic propositlon° that is, they must be constantly
restudled and revlsedfgo they can serve as & bas*s'fo? a; tcrget es xe“llstlc
as possivle ﬁgainst éh to shoot our mobilization cffor’co "so 1 am going
to rush. snrsugh ; requlremen%s by simply seying the t oﬁr rrqulrcmeﬂts‘do -
emanate From the Joiny Y iefs of Staff war planSec. . . . . v s

p‘ﬁ '
“r

Evidevtly, a ‘féw y@ars 280 those requlremants worp fndte éo'gdodfaaﬁ
they should have been, pecguse SOME of -our plans lacked clarity to th
extent that folks were 1nc11ned 3o tolk aboub who was going’ 0o ?vrform
what mission when a war camP along, Our require ements ab that time Were-:
necessarily anilaterals Later ‘on, after the Key wesh cnqierences, W h&d
coribined requlrementsv Our- reqalrnmapts were nob S0 good ‘ag WE wonlid - T
have liked to havewthem, because insufficlent “time, had. pwseed t0 parmxt
adequate testlng of those requirements s to tbelr feasibillty° ,: ‘ ‘

°,~'

But even thoubh we %ind: that just 2. sbort whlle ago our 1ndustrial
mobilization planners were goirg %hk,plcnning against requlrements that
perhaps needed. to be. inp%oved bit, 2% of now you can. ‘rest’ comfortebly in
the thought that. ouxr’ requireﬂents, -akithough perhaps still not §0, reslistic
as they ought %o be, are at least much petter than thev have bteen in:the
past.’ Tney do’, foxm, g SOund pasis for translatmng fgrce commxﬁnents~cpd“
troop bases into numerical reqairements for speciflc items Lowerl e specific
period of time. So we do have those requirements hoWs 05V10ﬁ£1y,'a5-?h3
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war plans are revised/and as history oceurs, those requiréménts will ba

revised, We shortly, I am told, expect to have a new batch of reguire-
“m§g¢§)thgﬁ’yil}gbe%mﬁ¢hjbettar than any we heve ever had before, - - - .-

TSN

k)

Jf’So'ﬁﬁphffaﬁiﬁhe”ﬁfelfminaries,, ow we will get down’ Yo, mobiliza~

2nd 5By, "Thig 14 wnat e mamt OV 8bOut agreeing 4o do it for uet! In
eSSQQGeMbhat,is the job Planning, : o T .

Aétﬁéliyffﬁétpfbéedure‘is a little mpore formal than that,  We take

x7.;the requireméntsfandﬁéénvért_them into téﬁtativefproductidn schedules for

individual items, . :They might be end iten airplenes, oF .they might be the
4 engiheg,fthe“piopéllers, all the components that go jnto an airplane,
Theré”prdbablyfalSO'will‘bé’the ground supporting items that you-must have
to opératé'airplanes.f”ﬁaving those in hand--and, incidentally, they TUR
,;ppggsubsgagtial.numbefsééwe do in fact.pfpcegdgtq the industry,

w - Let us take as a" hypothetical example~~the. item of lending gear
for B-47 airplane, You-allhknbw'that.it}is5bﬁéfbf our current sirplanes -
. in the Air Eofce.uﬁYouMallﬁknbw‘that if'We}haVQ,a.mobilizatioﬁ,rwe are
Probably going ts need quite a few of thoge and also quite a few landing
gears. - 8o what do we dot = 8 a B :
oo T am just £0ing to meke up these numbers. Let us' séy we determine
- that we“need,SOQfship,ééts,bf“lan&ing gear a mdnth;.}We.thinkia Tittle
and gay,_"?hére_was*anVouffit up at Milwaukee'thétliﬁ the last war built
;anding,g?ars,in;a“pretfy”finé handy fashion, Meyhe -we' had better see what it
can do." Thig outfit was the &, 0, Smithjdo?poratiQn; &:fine steel ;|
febricator, g prgtty,gdoaasizedjontfit, doing a business' of about 150
millidﬁ~doliar$,agyeaxig So we gzo up to' Mjlwaukes with our requirements
fO?;SOOLIanding‘gears'é~mbnth and knotk on Mr, Hesth's dcor and say, .
_"Mh@He@th,iphi?-iS.our'prbblemz Ve just need 500 .ship sets of landing
's@&ria;mdﬁth"fOf*the,B~47.;'Gan you promise o ds .thet for us in‘our, ..
mobilization plapit IR : [N AP

L 7'va§;Héétﬁ}imﬁediately starts asking'embairQSSing‘éuestions.zu't‘} E
He says, "Before'l can talk to you too mich about what Ixcan'do{vI must .
know. what T am going to continue to manufecture for the consumer market,

ufWh@#-abput<myfcivilian'prdducﬁs,ﬂhath make?® He mekes cor frames, a-

terrific number of them, I think he can make 10,000 2 day; :He makes
;vpipe,'heimakes pressure-vessels. he makes water heaters, he makeS‘al}
: xkipdﬁ?of.thingstlike that for the ecivilian econony. So hé‘says, “How

kmuch:of.that”ém‘I going tb continue tO'manufucture??

SRS -'Wegééy;;“Weil. Mr::Heath, yoﬁ héd better uéefypui oanjudgment.
- We are not soﬁsure;-'lt has not been definitely established. As & matter




-~ of fact, that comes under. the purv1ew of the Netional Security Besources

Board., 1ts representatlves are 2 1ittle remote from us. - They- are pretty

well up the ladder. We are” ‘gown here in the-m111tary hus1ness. 8o please,r
Mr. Heath, won't you use your judgnent and seg what you can come up with? *
‘Maybe you cught %o plan onrjusd &uplicatln; your c;villan effort from the
last war." : v

' He seys, . "All rlfht.“ Then he/saysawquestion Mo 2*~"How ﬂany of
these pressure. vessels am I going to heve to bulld for. the Wavy's thpe~ o
does? How many bombs an I ‘Zoing-to have bo waild for ‘the Atay? “Dges -
the. Army want me o build rockets this time in- additlon o the bombs*thatjif
I built so successfully in the iast war?‘ ‘ - el SR

: . Wc sHy’ to Mr; Heahh “Well, thosa are: gond questions.' Thern is no
doubt that the, other services will be along pretiy: $000: and tell youow. '
As a nmetter ot fact, My, Heath, you. might give thenm a,.ring and ‘gees oY
your. convenlence,vthe thﬁee ‘gervices have hed & confarence and desibnated
" one service to’ collecv “trat type of infarmatiop ond.; funnel 1t oub to you,
80 yuu don‘€ get confl;ctinf ‘dopest o ;
True,.this mobllizati n planning proﬁrﬂm is. 2 big qne and it takes
a lot of time to get dnwn o gll the items. Muybe the Air Force-is: teliing
about, landing. vears With the-A. 0, Smith Corporatlo wefore the Navy 1is Co
readly to talk with it -abeut pressure vessels and. hefore thé Army. is -ready
to talk about 1ts rockets. But Mr. Heath is at least given an lnﬂlc“tlon
of how &ovgo.about findinﬂ 0wt the answers to bls questlonso

We say CANTE there. are no more tustlons, “r, Fcoth, jast f1ll out
,thls forﬂ W (This beinw a oovprnment enterprise; it bas to be doneé on &
form.)  You' “gell him’ 4o £ill ot the form end meil it to you and ‘let you
know whether he can cr cannot bulld landln g@ars..ﬁTheq,ycu go awaY-,‘

Mr, Heath calls in his people. In two or three weaks 'in comes”
the foim and 14715 211 nicely filled. out. . He says, ‘] can Build 200 -
ship gets of those landing gears -a° month for -youe. . In oréer 0 do thc
I an going %o use 80 nany thouSQnd square feet of -my flnor space. B2 B
001ng to use a certain proportion of my mechine tools and capital equip~ °
ment. Incldentally, you will have to furnish me the following audltlonal
machine tools. " And he says.‘"l am: goling tp use 80 many people——tnls is

Just for your informatiqn~—because the rest of my employees are boluo to

be used on other tasks;“‘ o, U * :

o
v

. And mayhe he. says,'"This 1S-gqlng tm create an alarnlnm Situutloﬂ
in the menpower fields" Incidentally, Milwaukee {s sort of tight on L
labor anyhow and this-is going ©o. meke 1t tighter. But that sorn of
information cones in oh'the form. Lo s P

STRIC

o
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;.Lflﬁfadditibﬁ?ign%ﬁatfhe s&yé.g"As,a}matter>of,facf,,I am probably
goiﬁg[ﬁOuusewﬁﬁe_ﬁdlibwing,subcdntpactors'as my*majgn\c¢jtribu$ihgu;.’
assistangé.hﬁln;qéSQQyou want this infarmation;;Léémggo;hgfto:userthe

. v?fqllpwingaprind,p@l ¥§ndors," Lo , ' RN R

- .So we &egy;ﬁaﬁpily,take*oﬁr fora from ‘the 4. 0. .Smith Corphration

. .thatr§3Y$xiﬁTWillubﬁildg200'ShiP sets of landing geer & month for the B-47,
; an\gqgﬁa\ﬁ‘eQMuniﬁidqszoardi”‘Wé_say,,"Will?you please put your stemp of
approval bn:this;‘éa ﬁhatiwercan“go~ahead7w£tb_aﬁrﬁp1anning?" The Munitions

Board;'checkintha]thé~extent‘that itfiSfﬁééeéséryﬁwithAthe otbe; services,

;égesjpgtiits1stgmpégf.approval on thglform;‘y_

| f;hfimﬁaﬁ‘ié7él1ﬁﬁﬁére,is_tg mobilizétian.@iénn;ﬁg;_ It is just that
. simple;f;xow,'that ;s'£he'classical solutidhif.I‘thinkHWe:ought.to touch
-fJustfa“litt;e:on‘theéactual solution po,théipfoblgm; T :

and when he begins to ask you theSe'embarraSSEﬁg~quesfionsjin.;eturn,,a .
number of problems erop up. You may have problems of inadequate capacity.
I .started out by saying that we wanted to build 500 sets of landing gear

@ months . Mr, Heath can huild snly ‘200, so. we have to. find somebody else
who~can'buf1d~the.o€her 200, " Mayhe Mr. Heath suggestsfthat.we:give_him

a niece plant down in Houston, He wants to Rove to & warmer climate,
beqausgwhewiﬁ tired of Milwaukee, Or maybe. he says, "Iou have to go to -

-,Som@bQQX?élégﬁﬁor}those." Meybe he suggests Milwaukee Production. If
'~.he;§§§aests;thét{égybe he says, By gblly,fddnfﬁ&getimexinto'that'program
:Cﬁicggc,~beoausQ‘I am not’gs5ing to getalong with him, "

SO’?hevPiQH}e@:QQicéPadityfrea;é ite ugly head right:eff the bat,

capital'equipmeptﬂand-he'Woh't w?nﬁ‘to~take:any of A. 0. Smithls money and

lay it into“Somé specialépurpbsé;ma¢hine tools, because his board-5f directors

]would-rathér’take;that méhey’ﬁhd pay it out.in dividends, So he.generates

- -&8 long list of machinery that he would like tq have, Or meybe he. says that
you-have thegprobléh“of‘promising_him the manpoWer‘to.Support'this plan,

. ‘ fi‘Maybeﬁhe s&y#; ﬁﬁéé_whiz, I can't even build .the firet landing
c gear, not . tg mention 200 or 500, because'I-canft”readithose 8illy: drawings,

I have to‘redramﬂﬁhe¢Wholévthing~and‘redesignAit'fbr“prodpptignfgnd put

My own company's trademark on the thingélWI,am'deljbqratQIy'ék@gggrating
such a hypothetical situation, but Ifthinktthat Mr, Pealé will attest that
' it-has‘happened;,thatfpegple,from.timeqtovtime have objected to trying

to use somebddykalse(s.drgwin?s;, PnfdéfuIVmanufacturiﬁgjoutfiﬁs have

always.felt:that‘@heiq own interpalation of & dés@gnjiﬁﬁdfbfdduction,drawings

&S the best yhing. o do,,. So you have & problem ‘ther¢ to face.

o i

w to
PN
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'Or"majbe’yﬁﬁ discovergphatithé nanufacturing proqessés>involve&
this thing resulb in.huilt—in*boftléneqks'thatuyoufcanﬁt get around.

Let me zive you just a’quick.example, When_we'Weréﬁfitst talkihgfabeuti
puilding a lot of jet engines at the closevof'theilastémarﬂ we were going

to

. fabrication.

i

install puckets in the-turbine.wheels by using a,braaehingépiOCess of

f‘gomebodyzsaid;u"There-arén‘t enough,ﬁroachesmin”the '

" world to;wnittlefax1~xhe buckets that‘you'have_to?buﬁxinfthefturbine

 wheels that gQu"gre”talkingﬂgbqat. fou can't justfgét@themﬂbgt'of:the~
_air." Hngl,Jthings'1ikeftha$§continually come\up;Vand:they;arewproblems

that have to be ironéd oube

g tes L

Or maybe we will find7¥hét?while Mr. Heathrié:lg

King into the

matter of bﬁiiding-but‘EOO.land@ng gears a month, the Navy wents bhim to.
build more tdrpeibeé“t_ﬁﬁicameg@uﬁ of there durihg*theﬁlas&.wari_and -
maybe the Army wants .-more qubghthan'came out of thefefduriqgfghe\last :
‘war. The first ghing you know the three serviCeSfwanb;threé“timec“ﬁhe':
'capability'of7theﬁA.iO.uSmith,gorporation;_?You have‘a'little*p?oblem ‘
there of sitting around a table. and deciding who is going:bo have how
mith. R 0 AR B

' Those are practical thingsﬂthat'océur; That is mbbilizationr,u

planning as it dotually ezists, os opposed to the classical method that -
1 described gaplie:. : ' T T ol S

#hé volime ‘aloneiofutne 1tens SHeT Lave 46 be considered in

;the'@obiiize%ibﬁiplénning~eff9:t is o problems It 1is 2. problem thab
has caused the services to. agree jointly'to'establish.aﬁpriority Eroup

of

items. First there were about TOO‘different‘ttemsfthat,werg_astquf

lished as priority items, 0B which the servicesfagree'they would

undertake théir,iﬁitiél“mobiliZatiog;plaﬁning efforte 1% wasn 't Just |

.2 blind shot at the ltems. 1 am_toldauaanthe details Qf‘ﬁhi@_planning
that is going on have heed given to me‘secondheﬁdeathat those items

>?épresent_about“60 sercent of the total aoller velue'of 211 the items:
that have to be produced in the event of @ mobilization.. That is the
kind of approach that ig being taken to & terrifically’large problem.

Agéin, when yeu get into the mobilizetion plenning effort with

" inadeguate personnel, with not enougH'SecretariGS,'and.allfthat,sort,of
- thi rou >4 ; ‘
"the

n u decide that you .4 some prioritiess Alreadys 1,20 b 1d,, .
ﬁﬁn¥%ionszoar§ hasigon%e%ackogo %he°§oingsﬁhiefs o¢ dtast ang;séid,

'fWhigh is more importantn~this~it9m or thet item or the other'ltém?“-

¢ 17 understand kbe Munitionsfﬁoardﬁhas.been.#old‘byjﬁh? Joinb

;chiefs.oflstaff,'"mhey.are all egquelly importents .¥e are nob going to
establdsh any urgency on. these items. for perhapg-gix.mbnﬁhggafteruthe .

beginning of the conflict;”’Aftbr‘all,“yOh Know

;hatfthisjﬁqﬁiiization

7

plan we are working on 38 supposed to be a realistic; balanced‘plah;]
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Therefore, are not all the things that e are talking about feasible
of“attainmenﬁ,”apdvphereforewarenitathey‘alliequal;y important as we.s -
€0 -into the planning?! . :. AR e [ S SR T

-eIth aﬁvéryrgbodrpaint, and I am sufe.that the‘JoihtAChiefs

But the point I am getting aCross now is that the volume of items
alone:maKéSﬁtheﬁﬁa§knal£ealIproblemw1 - A .

 Wé'have talked about thenclassicél_prbcedﬁ?é?fpr mobilization
planning, . We have talked aboyut the problems ‘that aﬁe~g@3erated»by7ﬁhe
applicatidn;dfwthét:proceduré. Let us falk fqglgustlg‘second about what
happens;when-the.problems_arise.‘ R

and obtained a,lotwof»infogma$10n. encountered.a fehxproblems;Qand had- -

- So: far ell we have.done is thisgs. We hevé:gpnevoutgtp industry
Someadiscussion,y;th the participatihg,serviCes;= ;bfhasvallwbeenrdone
- largely gratiskg;ﬂobody~has,charged us anything so .far, At least . ‘
26,000 manufacturers, I have been told, have agreed to participate in
thi¢ Dlanning effort and provide us information, Obviously, this )
information will be veluable .in varying»degrees.A‘Some of 1t probabiy’
won't be too wﬁ%ltthought-but;; It will just be tossed in to us to.
dispose of the problem.;.Othey'manufactﬁrers‘are,spgnding considerable
sums in filling out the formHéndvdoingvthis‘planningwﬁengus,'QBut.my
point here ig that, so far we have talked about the procedure and the .
problems,v"We»have~talked.about things that,dOn't”rgél;x.cQst,ns any
MORBYS. o rb i i i e ; B

 What I want to mentioningy is that the culmination of these

Procedures snd the culmination of probloms that orise.is the real; ' :
diISCt”m°bilization.Pl@ﬂnin€¥éffort. It involves the expenditure . SESE
of cold, hard .cesh, The ‘money that the services get for planning is A
used;‘after*asqartainingvthe Problems, to reliéﬁe_thesevproblems.;g:fm'ﬁkw'
In”btherﬂwo;dg, by‘our{planning”procedure we discover .the soft spots,

and .then . we apply our dollarsrtofrélieve those soft.qpqtﬁg’

SR fYou'éaj;s"What kind of soft spots? What are. soft spotst!
Wéll,;maybe;aniarticle has to be redesigned'for‘produCtion..“Enginecrs'

hours have to. go into that.. Iticosig money. Somebody has to pay the
engineers, -So we put up the money:for that purpese, .. oo

Maybe the manufacturing‘process was inadequgte,,as I nmentioned -
a minute agothat it was in this buSiness of broaching buckets -intg

turbine‘Wheels in terrificiﬁuahti%ydj'SofwefhaVé‘ﬁqfﬁin&uauygwamanufactu
uring process, We have to put-‘doun mﬁﬁey]fdrfmanﬁf%¢$§?in§;@ﬁﬁh@d studye.
We may have to Sxperiment.. - We'may heve to. build ‘equipnent. ory perhaps '
acquire equipment,  It.s13 tosts fioney, RN B A
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You have _to undertageﬁllicensee—licensor'effertsv.”%ou'haﬁé*+a~ o
to go up to Prapthhitney,'fo example, as we &id through: the favy 000
in our effér@S't@ getlpommitments on the 4,360 engines,*éﬂd=sgyﬁtqé~wa
Pratt Whitney, "All right; pick out some 1icensees now and we will

pay thenm to cooperste with you end direct your preparedness planning,
We will get.right down to brass tacks and work out*specificfunderéf
standings. We will work Qut‘&hié‘drawinggbusiness and ‘we will actually -
do their plént'cbhversion;ﬁlaﬁning;' We will do all ‘the things that ~ 107
have bo be done to et them in business. on- 4, 36048 1t costs money. ¢ T
That‘PartiCdlar‘biﬁ of direct planning cost us .about: 2.5 million dollarse .
We think that is too mache - We think meybe we should have obtained it

for a million dollars. Bub 1 think i;@sufficesq$0rindicate,that\weiare%;y

talking abdut”co@bréte,things,that cost a lgtvofumoneya“

'Sd’t@at is;whét we mean when we say that we .open up the sof
spots and we do things %o relieve the soft spots, - When we zeb all
through withythiS'mobilizafibnfplanningsef£0rtf whiqhﬁacademicallyfis
so simple, whenvthefpractiqal”problemsjof:the:day weve been discovered
and the Sofﬁﬂspcts‘have:beénﬁépened up, it has vecone not. only complicateds’

It QCcﬁrSfQé,me‘thatfhaving'finished ny discussion of why we’
do it, how it fits into the over—sll picture, how we Go it, and the
things that ‘come up as a result of doing it; there are ebout two really
provocative’points.left that I ought %o nention this morning.” One is’
thiss I would like to generate your interest in COnﬁideringuthe‘degreew~
to which Wéiﬁpbnl&iaﬁ”ﬁlép He.  How much of this~insurangﬁashould=w&ﬁ~~"ﬂ*;

""'.“':;*"'” . - BT R . e
'onshyp,between this insurance;prggvamathatwweagua e

buy? Whet iS“ﬁhé felaf

are unéertaking_and{§u?‘purreﬁt};gvel of production? °

, 1 donft think there is enybpdy in this rood who -doesn! b mow T
the current level of Depertmgnt’of Dafense spending,~nOurvp@égaﬁ»iSs;_¢a”51”“”
around 15 billion'dollars'a year. 1 think most of you would be interested.

in considering a little bit, the relationship\between,that‘totel,budget L
and our mobilization planning dollars, - A few years ago we‘were»spendingu,g4'
Jess than 50 million dollars onfthe‘mobilization_plaﬁningaefforta Ian F
told now thet we are spending‘afouﬁdUBO million a year,,somewhere~in :

‘that order of magnitude. t4 hoé been said to me in the last few Gays

that the Munitinns Board is willingz to go even highcr.for‘next year

and the year-after nexts Bub thé question is, how nigh should-we gofiu o

What is the proper re}atiaﬂshiptgg'/? S

- If"thiéndéfen§é ;@§;é£.jﬁﬁpé up,miffthe;éolﬁ,war,gﬁts~hotter and we

go to 25 billion dollars a year in our cur:ent5pudgeting;:whabyﬁbogldp:

we do about our mobilization planning moneyt Should it go uP 860y o
on the theory that times are getting tougher and we had better de & 11t§le
bit better prepared? - QOr, as you’build up your current ;evelyof production,

should the insurance program g0 down, because you are already on & higher




P

platform to start w1th and maybe you don‘t need anywhere near -as much gq_yﬁl o
for preparedness? .Should -they move -together or in. opposite. dlvectlons? e
I think I can promise you that the gate is wide open on that subjects - 7, ke
Your idea: s ag:good as anybody else'a, and, it is samethlng that I think ’ '
‘merlts a 11ttle ceﬁsideration. = ’ -

There is one pomnt I ought to make in. connectlon w1th that
_subjects  Unless you go into the actual, tooling of - items for production, .
“building: pilot lines of tooling, ‘and. runninﬂ test quantities of materials; .
down the pilot line, your. mobilizatlcn planning effort; even though ¥t .. ..
can go ‘fromizero dollars to- stupendous sums,. operates ‘A 1ittle bit more. -
like fized charses in a-businesss” This’ bu51ness of ~up and ‘down -in stag~‘~;
gering degress comes: in only when you beginto:do sctual tooling in
connection with your mobilization planning programs So fer we have not -

done that sort of ‘thing. We haven't built tools for the 4, 360 at jord

or at Nasn or at ‘sone llcensee's plant.A e : : o

But the thought T want to leave wlth you is: that somebody ought E
contlnuously at least to ponder that subject—»the relatlonshlp betwesn
_ouricurrent rate of - spending and our insurance program. You do it as
individuals at home, If you don‘t, your wife probably sugnests that you :
do it. So 1t is not an - unusual problem. Tl : 2

[
: .

The other provecative poiqt that I would llke to raise is thxs° .
In thinking of mobilization planning don't think just in terms of academic
procedures.  Don't: just think of how you go about this thing. Do you
stockpile? Don‘t yow stockpile? Do you.let. 1n¢ustry do- it . sr.do the .
"'serv1ces sort of naster»mlnd the proaram? Da you: do it by ettlng

on the proce&mre £ the exclusion of somethiub that I tbink is a lot

. ‘more important, eng-, that is always knowing . eyectly hO“ you stend in
- your mobilization plannlnb effort. ‘Yo should: know whether your plan. .

“is halfway throuch e cycle on gome new requlreﬂmn+s, whether it is- just
starting through another cycle ow Sone .new requlre«ente, or vlethep you. :
have just finished a eycle on requirements, $o that you will havé a o
plan that not only represents requirements. frr production, but- cormite |
ments from industry that it w1ll perform: tnat productlen in the event
of a mobllizatloﬁ effﬁrt. . ‘ . : A

It is” Just lire runnln? a busmness. Ynu know that many buslncsses
are: started -and stapped every: year. - In meny. instances the bausinessges.

"j that stop doso prlnclpally pecause the pe,ple who are trying fodun-

them don't know how they stand all the time. It is 1like running a military
‘canpéigh,: where, unless you havea current estimate of the 'situation, you
are apt to get intc a lot of trouble.. So the iﬂpertant thing absut this
mobilization planning, now that the procedure has heen worked osut and
blessed by everybody, ie to mow contlnually how you stand.

~1k
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I can see that you probahbly would like to sey, ‘yell, how do
we stand?, Don't Just stand up there talking about it, but tell us,
how do we stand?™’ 1 will‘give you my opinion. It is 5cod as my opin 13n,
nothing else. e ' ‘ S : :

As of today we have learned hﬂw o do mohilization planninb.

We have been over the hurdles. We have improved our reguirements. .
We have been out on specific mobilization planning contracis. We have -
done a great deal in the way of.specific studies. We have: opened up-
many soft. spots and wé have fixed.a lot nf soft spots. .But ‘when you -~
get right down to a chart on the wall that. suys,'"How many items do . -
you have to get production commitments for?® you have to have a big

- wall, because there are a tremendous niimber of items involved. How
many do we have commitments for? I am’ told. only about 20 percents - .

So that on the rest of them, even thouzh wé know the things that.we .~
want and when'we want them and - the rates at which we want them, we
have found nobody like Mr. Peale down here to agree that he is willing
to do that for us and can do it without interjecting a lot of hypothetical
assumptions, . Some of those fvlks haven't even hed an opportunity to
conmit at all. et

80 I say that mobilization planning reposcs in that uniquely
American predicament of being behind schedule, but fortified witha -
lot of people who say, "Well, yes, we are behind schedulej; but, boy,
you gust Watch us sprint for the tape. We will pet thare in timel "

It is my opinion that maybe we. ought to leok carefully and
crltically at mobilization -planning. Incidentally, I am not in the
mobilization’ plannine business right now, I am not here plugging
for bigger approprlatlons for my own owtfit, It is my opinion that
planning is behind schedulej and, although we could make the: old
college try and probably get it on schedule just-at the last mlnut;,_ .
we have done that so many times. and 1 am probadbly getting so old
that I would like to do it a little. ‘differently this time. . I Would
like perhaps to teke the next year or two of f-&nd put more effort

--into plannlng, get i up- to-date,. get our cycle ‘through-at least
once on these new requirements. . -

That wouldn’t cost much noney. I think " t*at the principal
- place where we would need financing would be in putting a f@w more o
people to work on planning. Of course, you all know what mca;er
salaries the Government pays. It wouldn't cost many millions of
I, "dollars to get quite & few people involved in’ mobilization plannino
© and maybe pust it along a little bit faster, so that we will be a
c..» ¥ittle bit farther along in having a plan actually %o manufacture
m.-the items that we need, that is, a plan in which the indastry has
comnmitted itself to manufacture certaln things. .

iz

f N /‘\x LU TS Ty s ' _
: g
lm o) Gt s ter 4l




P f; That is about where we stand. I think we are bthnd schedulcc"
I think we are a little late aqd we ought to do sonethlng gbout it. '

, Apropos of that position is somethlng that actuslly .occurred

a few days ego over on the other side of the river. 1 was almost. =~ .. . -
thirty minutes late in getting t6: the . offlceo. I jumped out of the

car in the south parking a“«vsorlnted un the narrow wallk, I overlooked
two people: whq were reprasentatives of all theé cartoons you have ever
seen about government employeess. There on the right was a géntlcn@n

of adequate physique, end, I would estimate, in the m1ddle fifties in
age, who hed the perfect air of relaxed confidence that comes fronm long
years. of serviece in the: uovernnent., On his left was & fancy young

thing: clodhopping along with no heels on her shoes and sle was obv1ously
overdressed to be .going.to an’ office. Hér ‘hair was all tied up in one ~
of those shawls that: 100&111ke he dev11.} They ere meandering up the
walke' . I .couldn't get around: ' : ‘it was necessary for me

to slow down and follow rig _ I .walked 2long there,

I heard the young lady. sg 't@ ,he gentleman,.“l Just can't understand ite
As hard as I try, I cen't seem to. get arganiZed in the morning in an effort

to get to-the office on- times I'm late repeatedly and I don't know what
_t6-do about it.™ The old gentleman. who haé spent meny years in the
Government, -said, "Well, honey, I wouldn‘t worry about it if I ware youe -

That has been happening to me for yeéxs."lt's nothlng to worry ‘sbout
~at all." They walked along for another minute or two, and this young
lady blossomed forth again. She appﬁrently had been pondering the subject
some more ‘and -she said, “Well anyhow, I am at Teast half rlsht' because
I always ‘menage to qult on tmmé.“ ' L

L 1 don't thlnx that WOuld be ?unny except for tne fact ‘that it
was a true experience. By golly, there are people like ‘that, who are
half right. - They are late, znd they ousht to be getting along with ,
planning end get it finished up. I think our mobilization planning is o
in that condition. -Even though I told youl was a patent medic1ne \
selesman, I am not in the mobilization plavﬁlnw business now. - If what
I say results in greater appropriations aﬁd more effort belng given to
planning than is ‘being given at this ‘time, I will cut my coanons as a
taxpayer and not a8 a member oF the Admlnistratiﬁnq .

I w1sh to thank you for listening and I hepe my prééeﬁtati?ﬂ, ;‘.'
has been. adequately palatablea o T

QU&STION’n In your 111ust*at on that Vdu geve, of the A. Ou
Smith Corporstion, apparontly you got to, this company with your lcgdmng
gear requirements beforre either the Wavy or the Army went to it with
their requirements,. Thet being the case, 1 am-a-little at a loss %o
understand how the Munitions Board would know how it wanted to aliocate
the capacity of this plant between the three sets of requirements. Is

13
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there any attempt bein& Wadb to 5~t thgether the requirements of the
three services on a partmcular plant.before the plant is approached
relative to those requirementst I would ‘also 1like to know in that.
illustration where the armed serv1ces procureqent plapnlng nf*lcer \
enters the plcturea ' :

GENWRAL SEEPARD°: That ig a. good questlon. I had tb gell a.
lot of patent medicine this norning in a short period of time, so
I couldn't describe some of the more detailed points in our effort.-
That is one of them. It is a crltlcal point and prooably I sbould =
have cbvered its :

Thée direct answer to the question is this:- There have’been
divided between the three services 26,000 manufacturers. 'They have
been divided into three groups, ‘and those in each group will ‘be.contacted

by only one service. 1 don't happen %o kmow in which group the A. Os

" Smith Corporation’ has been'placed; whe avy; Army, or Air Force.:

. But the Munitions Board, very intelligently, has through its processes

~ assigned about a third. of thoqe 28, 000 nanuf?cturﬂrs to the Alr Forcels

"surveillance. shall we say. That doesn‘t mean that the &ir Force owns’
them. 1t simply means that tbe Alrn. Force apooints an..armed forces =
procurenent planning officer who will-be the one man who should talk. -

"~ to Mr. Heath about what Mr, Qeath should do for the three serv:ceso E

, I hurrled over that ‘detail in an effort to. trv to ‘cover th
broader aspects of the subject, but that. is, exactly what heppens. We
st the Air Force wouldnit go to Mr. Hesth directly. We vould ga to
the armed forces procurement planning officer, who would go to Mr.
Heath and explain what the Air Force needed. He would probably explain

" that the Army plannlng or the Wavy planning ihdicates that their requ;rem

.., ments are thus and so, or approximately thus or. -soj: or he would say,

" "Their planning is at.such & point that you Jjust hnve to use your
judgment. and apply what you think is an appropr;ate lovel of torpedo
manufacture or bomb manufacturea This thlng will bn refined- latér on."
Obv1ously, the Air Forces would ‘then still go to the Munitions Board.
and get the cooperatlon of . the 6ther two gérvices, and get an approvel
on ‘that productlon capabllity for B-47 landlnﬁ vearso' R

. Thls doesn't mean that the commltments would never change.-

" On the. contrary, as this plan is ‘worked through to ccmpletlon9 it
will be often hecessery to cheange, not once but, several times, the
productlon comnitments on any one manufacturer’s plant. Just take, ,
for example, the fact that not only the war plans chpnge, but designs
of individual items changen That in some cases very marked]y aff@CvS

" a manufacturer s qblllty to produce. - : ;

14
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 So mobilization planning that I described rather mrriedly
is-a.much more detailed procedure and a much better coordinated
procedure than it wonld seem at first sight., It is a completely
organized effort. A1l those guestions would be answered:before
the stemp of approvdl was placed on that allocation of cepacity.

. QUESTION: To what-extent does the actual procurenent get
_tied in’ with mobilization plenning? -Teke your example of A" O.
v 1f you wanted 500 seéts of those landing geprs actually }
" delivered, would his offer to duild 200 be tied in the procurement .
© contract with a requirement that he would alss have to tell you
how he ecould expend and 6 what extent he could meet your need
for 5007 c T S ' o

Sl GENERAL SHEPARD: The answer to your question is that the
current procurement effort is closely related to the mobilization -
effort., Depending on the item, depénding on the manufacturer, *
‘depending.on the month-in the.fisecal year, and depending on who is
‘broke and’ who' isn't, the planning contract on landing gear might
rent pr 0. contract funds or it might be financed
‘In éither event the contractual
technicalities would be handled by the same individual--and I am
speaking ‘from the Air Force manner of doing things now-—who worries
about the current problém of landing gear production. So that the
_two programs are completely and thoropghly integrated and there is a
 considerable amount of flexibility and interchenge between them, the
Comptroller General being willing, of course, T

‘comé out of current production contra

out of mobilization planning funds.’

' . QUESTION: . What happens. in the case of plants other than these
. 26,000 which are, Let us say, controlled by the Munitions Board so far
as allocations are concerned? If the Air Torce or eny other service
wants to get something from a manufacturer who is not under the super-
vision of the Munitioms Board, can that service go to him and contract
for planning purposes? .- . ' S ‘ '

_ - GENERAL SHEPARD: It certainly can. . I ‘believe that there exists
an informetion service, if you want to call it that, which, when some-

- thing like that heppens, insures that the other services are notified
of what is going on, Obviously, dealing with eo many items and so meny
. manufacturers, there may be. oyersights. Somebody may Just be neglected.
Let us say we f£orgot Ford.. We didn't,:but suppose we dide If one of
the services wanted tn go and sign Ford wp to do something, it would be
quite appropriate for the Munitions. Boerd and the other two services

- to know:about it, so that if Sbmethinguhaswbeengoverlodked,.1t cen be

rectified. - There does exist an actiel p?odéﬁuregfhrfd§ipg that.,

- R
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. QU“STION' ‘In re ard to wvar~all mobilizs tlon Qlan, does any exist
as to how much or what percentege of his consumer goods production a
certain manufacturer may cut back from time o time? Could Jou, for
instance,.. declde that for the sutomotive industry, or for refrigerators

or other items, if war cnnus, there would be only 10 percent prqduction?
Is there any such plan as that 1n ex1stence?

GENERAL SEEPARD: So far as I lmow, there is not, I mey bé in
error in maeking that statement; but I believe that if there were such
a plan, I would have dlscovered it before ndw. I think, on the contrary,
that people are making assumptlons about the manufacturlnb of eivilian
consumer items; and I think thet is one of the areas in whlcm the Natlon~
al Socurlty Resources Board has quite a lot yet to do.,

QUESTICN:  In the case of A¢ Oo Smith that you 01ted, if certuln
crltlcal naterials were neoded for perfﬁrnlné tnls coutract, what pro—
vision 'is mado for making thcse available to him wnen needed?

- GENERAL". SHERARD" Tentative allocations of the orltlcal materlals
are arranged through the Munitlons Board. Abaiﬁ, because of the shortage
of time, I passed over too qulckly tne rather COWprehenslve stockpiling
effort in critical mater1als that has, been undertaken by the Munitions
Board. There ex1sts a procedure by whlch allocatlons can be made in

" advance.

¥ow, all these thlrgs that I am talklng about must be neasured

: agalnst an uﬁderstandln& that we are really just beginning’ ‘to get this
planning going in high gear, I don't think the detailed allocation

of 2ll the meterials that are in the stockpile has been done.. The
detailed allocation of 21l the plants, the assignment of prnductlve

i_capa01ty, I have already told .you, has .not been done, So T will answer
" you in the afflrmwtive by saying thet a procedure exists, but you might

be able to prove ‘that this is not so: that seme of the critical mgterlals

_haven't been allocated or that_nathiné has been’ donn_about them..

QUfSTIOV' “You brouqht out the point that this mobilization

"planninv cycle has never been coﬂpleted and recqmnended that steps be

taken, to C9Mplete it. Is it gossible ‘that this cycle could ever be
completed, c“nslderlng the fact thet you have sach rapid changes: in
design developments in all the various fields of the aircraft industry?
In spite of the fact that y-~u may not come out with a new war plan,
wouldn't just the changes that come from design and development prevent
your completing a cycle?

. GENERAL SHEPARD:. In order to say whether or mot it cen be
completed, I would have to cell on Uncle Joe and ask, how long are
you going to keep still? But in my opinion~—z nd thls is a personal
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oplnlon purely and szmply——lt ig possible in a reas~nable period
of time to run. completely through.enough of ‘the iteﬂs that will .
- be: requlred in thel event ofl's. mebilization expansion to be able to'
: sayy, "We have a plan, We Have ‘commitments from. industry. Our
plan ‘ha's been tested. I certainly‘thlnk it can be.dane in &
reaSQnable tlme.'.'ﬂ=" Do STl m:I-'

- QUESTION It seems to me that one oP the most s1bnifmoant
2 ghings you sald ig tHAt Uy aircraft industry ‘as. of" this. moment is -
~not healthy. I Just wonder if you could tell us in what ways the

c=mﬁbilization planninv e*‘ort is proceeding tn try to carrect that

s1tuation. P i R ) S , ”

et GgTERAL SEEP&BD: Ihe moblllz tlon plannlng procedure is not
"'going to orrect that situation,. Let us turn back the pages now.:

I said that msbilizati 3 5 one of the elements of . air
.;ndustrlal preparednet nd thet a healthy industry is one of the -

pther’ elements.' The ‘health of the industry in ‘mobilization plenning

-~ terns will be aéhieVed only, ‘alwsys. looklnﬂ ‘back'now to the. Brewster
Cand’ Finletter reports end the Alr Goordtnating Commit*ae‘s report,
when we are’ producing each: yesr et a higher rate of productlon, in
other words, may be 100 million pounds a year in airframe weighte
Then and only then in mobilization terms will the industry be Healthy.
So far as payinr ‘dividends is cancerned, dp ‘far as the stock on paper
- concerned, the. industry is doing pretty well right now. In fact,
"1 read almost every week that aviation sheres are leading agein. - Bub
_ mobilizetion plannine exoendltures are not going to meke the industry
‘j_healthy in those ‘terms ot all.  That is just another part of air
‘znéustr1a1 prefarednesss’ ot Lt
o QUE§TIO t Are we doing anythir about the situatibﬁ eside
“ﬁiLrom industrlql plannine? rowowk Do ] ’
GENERAL SHERARD You mean, are we lﬁbbylng for mora currept
"appropriatlons? Of COurSe not,»w Lol Do R

QJ ISTION: How 1mnartﬁnt is 1t that partlculﬁr itOAS be kevt
current? In other. WOrds, in yqur exanple you. had a particular type

'f~f-of 1and1ng -geare Slnce we aiwavs have most »f them as spon-as. they

are made anyway, it seems’“to me Wwe should spend our money in trying
w50 keep- the. indlvidu?l ‘items current rather than in &olng an to
;_coaplete the cyclc. R > -

GENERAL SHEPARDS That ‘is' very important.. Let-us talk'abput
thls for a minute. .You are telking abnut specifications now.. FHow
. nportant ig ‘it “to. have a frozen desicn? Tou 1mply, as histo r '
'::lﬂdicatus. that we are alwnys changlng these tbln . Sure we. erew

R . T
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We do’'it too much, 1 am a productioﬁ men now and in my own particuler
.activity I never want to change them: I 'wish we could keep on buildin
the seme thing forevery 1 would ‘1iké to. keep on building it until,

somebody comes in with a yardstick and tells me, "You have to¢hange
this QInyou;are_géing'to have the second-best piece of equipments™

e " Unfortunately, Mr. Stalin. deesn't have en "Aviation Week" or
any similar periecdical that glves us a yardstick. ‘So what do we do?
We keep on forcing design chenges. 1 say that as long as you do that,
you are Zoinhg to have individual iteme which you cen't mass-produce,

because 1f you tried to mass~produce them, you would have to stop your

line ever so often and ‘try to fix scme of these things. -

, ' You are plagued here with a large volume of metal flowing out,
" but the stuff doesn't work. There is nothing that is easier to under—
stand than a man from the using eervice running up and down the line
. saying, "Don't ship me any more of that stuff.. T can't use what 1 have

‘nowl M ‘ IR S e . :

. 801 say it is very importsnt to take design steps which permit
the freezing of your production-configuration long enough to do- some
planning on it and do something about it. You can't run a produetion
line that is constently changing. 1 say that advisedly, hecause-you
are always meking minor chenges, like material substitutions, material
. reviews, different allowances for tolerances, and things »f that kind,

.on individual parts. T RN RS EIEE
I think it is very important. I think that our design changes
havé to be accommodated in the fubure probably in the same way we did
it before--with some sort of a modification application, with perhaps
modification centers or something like that.  You just can't keep on
improving a thing too frequently. You heve %o stop and build it.

. QUESTION: So far as the allocation'Of-manufaéturerSVis"
concerned, aren't we losing time in trying to perfect the designs
too mich before we ‘turn them over to menufacturers for production?

s _ GENERAL SHEPARD: On the contrary, our current situatiosn is
~in the opposite direction. I @»n't think people are spending as much
 time as perhaps they ought $& in studying. the designs. I think they
. are going ahead in their planning with assumptions that they can -build

an item as it is now designed and that it will work after they build

it,  Mind you, right now wé have designs of airplanes with after~burners
located out in the tail, We are going ahead and ~bullding these air—
planes, and our mobilization plan calls for licensees and for lots of

. the planes to be produced, but they don't work.  So I think that’
probably we are erring in the other’direction..’ A
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v QUESQION' You said that, given a reasonable Yength taf. tine,
‘you could complete a mnbilization cycle, . Can you tell us how loig
ﬁitwtakes from the time you get the requirements until yuu bet a- cycle
’completed? . o : RN

: T
- ENERAL SHEPABD' I don t know that I am partlcularly qualified
o talk about that, because that is no longer my business. I don't
~have to do anythlng about it now, But it nccurs to me that.a cycle

"~ could be worked out, not having done it once, in probably between &

:,}year and & year. and a-half., After you have done it once, and based
‘on a presumptlon that the plens won't change so much But what you can

© " use some of the orizinal deta, I would say you could 46 it in less
- ~than a year. I would have to give you thet answer, because I think

it is possible to do good mobilization plenning and do it on an annual
 basisy I think we have to do it thet way, because we are funded in
the. servlces pretby much on an annual basis. -

QUmSTION' In early 19435we had whole fields adjacent to air- -

+--plane factorles pretty well covered up with airplanes and were running

Cout of; parking space for the ones being produced. We couldn't take

3.Mdellvery on some of them, * Top ‘menagement was very much aware. of the
w;requlrements for airfrdmes ‘and it kmew all about the need of the

- alrframes: hav1ng engines, prmpellers, and superchargers. Instructions
rwere issued about havin& these things ready’ to put in the airframes.
But then the interest of top management ‘began to -fade put a little bit
and sudéenly we discovered that nobody had apprized himself of the fact
- :that the little items of equipment were the things that were holding
tiup. the. dellvevy of thésé airplanes. They found that. they couldn't

*3 gmak9 air speed- indicatﬁrs. ‘as-an-example, by the 0ld methods which

‘they weré §till using, and supply enough of .those relatively small
and 1n51£n1flcent items %o keep up with the production/¢f airframes,
In other words, there was an Achilles! heel in the productlon cycle
* which didn‘t make itsclf known untll th@t tlme. Cae

*I an hoping thet in our’ listlah of the it,ms that we w111
need for the next war we are trying to avoid that bo ttleneck. I
hope that if we have only 50 percent money enough to do an £ll-out job of
‘planning, we are not itemwise putting it .all on the airfraucs and
engines and neglecting some of the small bits and pleces., Cen ynu
»tell me about that?

GENmRAL SHEPARD; I can reassure you on . that point. .We have

f  recorded the experience in the last wars We do remember the alrplanus

that were stacked up on the fields, and we remember the why, and we
have documented the why, So the planningz that is beinz undertaken
today starts out by the preparation of this critical item list that I
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. described; -and you will find on' those lists predoninently the small
items of equiprent, as opposed to the blg things like engines gnd
propellers. I thinki'weiare giving it all the attention that we cen
consistently with the fact that maybe we need a few more‘pebplé like
you in the planning and don't have them at the present time,

COLONEL EENRY: Genersl Sheperd, many of the subcontractors

and sub-subs that we had “in the last war have gone back to their

‘normel lines of production or may have gone oub nf business entirely.
\ - In our mobilization planning are we going any further than the prime

contractorst ' Are we-leaving tie matter of metting subcontractors up

to them entiréky; or are we asking them to 4o sonme planning of thelr

own on that #nd“subrit nemes of subs end subesubs that they expect

to use? R R : - ‘

GENERAL SHEPARD: -We:are relying almost entirely ‘on the prime
_contractors at this time., Quite obviously, the adbility %o 20 beyond
them is going to bé directly proportional to how far behind the eight
ball we ares - If the étreet car is in the next hlock and we are still
running with our tomgue hanging out, we probably won't do much aboutb
subconbractors and the sub-subsy but if we catch up a little Dbit with
our mobilization plan and get a little smarter.about it and get a little
‘more continuity into the husiness and a little more experience, then

I think the services will sponsor more direct observation of subcon-

. tractor and sub-sub commitments and insist that the manufacturers do
" more ahout it. oo S . :

1 would say that right now the effort in that field is quite

‘" Jimited, I don't vant to depreciatq the importance.of it, snd I know

" it is very important; but not enough has Dbeen done about i§“§p to the
present“pime;i e - , : e

COLONEL HEVEY: General Shepard, on hehalf of the National
_Var College and the Industrial College of the Armed Porces, I thank
you'for'a‘mos%‘;nfprmative‘lecturezandydiscngsion period.
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