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. . . .  w ~ n  a ~ c h e l o r  o f  S C i e n c e  d e g r e e  i n  . . . . .  
Aeronautical Engineering in 1934. He is a graduate of the 
Air Corps Primary Flying School, Randolph Field,,Texas,~ and 
the Advanced ~lylng School, Kelly Field, Texas. In October 
1935, he was commissioned second lieutenant in the Air Reserve6 
On i October 1938, he was co~missioned in the ~egul~r Army 
as second lieutenant, Air Corps. His first assignment was at 
B~rksdale Field, Louisiana, as operations officer of a pursuit 
squadron, In June 1937, he returned to ~ndolph Field, Texas, 
where he served as a flight instructor until 1940~ In February 
1940, he was transferred to the H~wailan Air Depot at Hicken 
Field, HawkS1, as chief engineering officer° He returned to 
the United States in August 1948, and was apPointed director 
of Procurement and Industrial Planning at Air Materiel Command 
Headquarters at Wright Field, Ohio. Rated a command pilot, 
General Shepard h~s been awarded the Legion of Merit° He was 
chief of the Procurement Division, Air Materiel Command, Dayton, 
Ohio from January 1948 to January 1950, at which time he was 
assigned ~eputy C~ef of steff~ Materiel, s fret which~, on 17 
March 1950, he was appointed director of Procurement and Engineering. 
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" ON PL~,r~i~G FOR AI ~ - ' " • 

I May 1 . 9 5 0  - - ~ -  

, T  "~ "  _ ~ . : ~ v - , . .  . ,  

_ " - ~ " ~ ' ~ R ~ . ,  H O t , M . A ~ :  A S  e v  . . . .  " - - "  " " " ' . . . .  

• " "  ~ , ~ o n e  i n  t h i s :  a u l , i e n c e ,  t h r o u g h l y  • - 
appreciates~ -tine ,~is the One element in the'orocurenen t cycle which 
defies a pri0e ~ark. " Plans', however~ are 
we find that 'many Steps in .planning which no% so res%ricted. And so~ 

can be taken today wil] pay 
tremendous dividends in event of a great expanslon program. Industrial 
mobiliz~$1,on for aircraft.production therefore deserves the continuous 
supportof, all top ~ilit~ry planners. 

Our speaker today is Brigadier Gene " " 
F0rce, He will detail ~ ..... ~ ~ . . -ral Horace A. $hepard.~ Air " 

-~ ~ some o1 the interesting steps being taken 
by the Air Force to reduce lead time through • industrial mobilization 
planning, I can assure yout~hathe 'knows well all ~.h~ ~aches connected with Air Force "Procuremen~ 
Field activities 8ince 194 with ~rlght 
direc:tor of ProcUre,,nent az gned as the 
Force. of the ,air 

• " ,It is a,gr~at"pleasure to welcome @en,iral Shepard to this•j0int 
lecture of the Nati0nal'War Coilegeand the l~dustrial College of the 
.Armed Forces° General i Shepard. : . • . 

GENERAL SHEPARD: General Holnan and gentle~men, i~t is always a 
pleasure to:co~e, out to Fort • McK, alr. ~I'~have beon coning out to the 
Industrial Colle~e, .!I guess,, for three' 6r 'four years now° I always enjoy 
talking to 'the folks her,e, who I believe are ,zaking an..earnest effort to 
learn more about the things that we cons~d~r, pretty"inpOr~ant in the 
materiel %usiness~., I feel particularly honored this morning that .t~hose 
.of you in the Nationa. ~ Wamr . College. are"~%,ililng._ to have-a'young, upstart 
cone uphere to talk to you. I hope you won,"t be too ,bored ~y ~h~'fact 
that w e. . are:, going,toget, into some. of these ~d:at~,riel. matte, rso 

I feel a little iike a patent medicine,slalesmano I am interested 
in t.~e subject, obviously, and I will probably act llke a patent medicine 
salesman in trying to",oonvinCe Yoib'that materiel is very important now~ 
and is becoming, more 'imp,ortant all th~ ti~e% 'in conductiffg our military 
Operations. I may Wax alittle t!oo-enthusias.t.iCo If, I do,, just assume 
tha~ perhaps It, .is the r'~sult' 5f' having.-been, too .loag in one end of the •-business. 

: ' " Now, as i tal k ab0u;t, msbilizatio n planning for aircraft 
produc:tion,l want y~ to try'to renembe.~ that ~ven though I will pick 
out specific examples from th& XiO,ForCe bus, i.ness and Air~Force. Sroblems, 

1 

• . , . ? ,  
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even though I will ref'er %0' Specific ItemsL-of Air Force equipment, the 
things that I say. have equal aP~0 licati°n" "~ "believe, to the other 
services, If i say something about a B-29-or a B-~,6, I might .Just as 
well be talking; about an F9F or an SA16..or some other piece of equip- 
ment, or I might be talking about a tank. So to the extent that those 

of you who are in the other 'set vi~ces'agre~ w~th ..~t ~ hare to say~ 
you can assume that I am talking about mobilization p~ann!ng in all 

"- ~ ,~. v~u disagree with me., j 'us~ say, 
To. :the ex~en~ ~- ~.~ . " , ~  

three services. Force point of view and we w~ forget it. 
• T.hat~iS the Air 

• . " " " " i~ ~t 'talk abo~t mo ~ilizati°n 
" ' cu~S to me that I shou- i ..... ~. .... ~~dct of~,.ai r Industrial 
l.t OC .~ . .zi_ ~+ +-o the broac~eT ~ ~3 " '~- ~ ~ir industrial 

. ~n~i'n~ without rela~i~f~ ~ . ~ :  ~ - ~ -  ~ncinai elemen~ u .... ' e &  . 
~ . ' ~  . ' . ~  . . . . . .  ' T h e r e  r e a l l y  a r e  , o ~ l - ~ - ~ , .  = ~ O d t h t  ,,,-an& 
preparedness° The first gb av dP lee O 

• i. sp ecif icati0dSThe for.seconditems emergen.cy i thing t!~at I believe is considered inportan$ in 
industria preparedness is having a .h~althy industry- We havevwit.h us 

• , Peale Of ,Republic Aviatio n, who I am sure could expan@ 
this mornlng Mr. .~ - --i~--^~t. "But %he fact is, a .he,It,bY industry 

, h" to take off in the ma~ter of !iqUi.telelaborate!y on 1~na~ B u . u j = , . ,  ° " ro, whic ,. " " -  " I~ ' . . . . . .  as a latform f . . . . . .  . - i s '  e n e r a l  ~ • 
" is a prerequlslte P " ^ ' ~. ~.em. ~hlch I th~nk g .,~ .... ~ e  

• • ' . . . .  : n  " ~ -  Th= tDir . . . . . .  ~ e s  ~,~'~a~ u ~ ~  ~otillzat~on pla n~n~, _ _. .... ~.-~ilable basic res.~urc 
~ 'accepted as important, is haVing ~ ff and take :us: t, h roUgh ,the 

used as an accelerating~umP,, 'to Start us c 
initial ste~s bf a motillzati0n' effort..,.FinSlly; of cgurse, tk~ere is 
the item that" i's the subject of~"mY talk this morning- We' mus t;ha,v'ei:'' 

p " ic and current mobilization plans. 

s : e ? , f  . , : . , .  " f i r s  t .  • ,: "-: ! h ~ r - , , , . .  ,. ! ' , " .  

' dn'e~s v~e~ quickly by sayln~- ...~ ~.~, +,he Air Fo.rce tz'y ,cur: .:o . 
prepare ...... ~hat can be expan~e~', w= .... • imes when it appears ,tl~t ~e have approved, aesi~n~ ~ 
to have. some. Of course. .there" . are.. t ,~ ..... ~.::, ~.+.hatv won't shoot, have 
B-G6' s that W~h ~t by B-36 ~ s, ..that we n~ve "6~ve generators 'that~ w°n~ t 
gas tanks that won *t hold gasoline, probably 
generate, a nda~ew o.ther things llke that~ hu~ the ~act. r.e~ain.s that 
we are applyi~g a Considera.ble amount .of conscientious effort .in' the 
Air Force to"adopt a more conservative alrp r°ach t6 the selection 'of • . ,  . . . . apgroved de.signs 

production..specificatiOns, so that"we dan in fact ,have e, large 
that ire easy to pa.r.cel. Out ~o p~.~tidipating m,an~faoturers in: . -. 

mobilization program. . : :~ " .... 
"On the subject of a healthy ~niu~try~ t~e only thing I D_aVe to r. Peale says..that. -is. rights,. 

........ "~,,~+.~v. iS. unhealthY, i,~ l '~ _... -. ~_l,~ ~ s ' face .tn at 

am no~ :-"- ,.;~vln~ 'him right ~t thzs'mln 
dollsr~s are no~ . . . . .  ~ ,-- . . . .  • " " f i r s t  b y  t h e  A t t .  O o o T d i n a t i n ~  O ° m l " ~ i t t e e  a n d  
o f  t h e  t e r ¢ . e t s . , ' t h a ,  t w e r e  s e ~  i n  b y "  t h e  F i n  2 ~ e t ~ e r  O 0 ~ m i s s i o n  , a n E  , t h e  B r e w s t e r  

: l a t e r  o n  g e n e r a l l y  C o n c ~ r r g a '  Boar¢ in,, 0ongress~ i thihk :those folks sa! :d •t~t.[themlnimum ofa' healthy 
industry woula have to be absut 30 mil'l'i'or, p~und.s of millte,.r~ d.irframe 
production per year if the world were at peace, if we were'ina completely 

• . . . . [ 
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peaceful atmosphere ~. ~ think the s 
were~a little spicy, perhaps w '0 yh aid further that if the situation 
l ~ o ~ d s " a ' Y e a r " o ~  a ~ _ ~ _ - .  . ~  .~..ug t t o . ,have ,  a min imum . 
e x a c t  f i ~ ~  ~_ _ ~ - ~ e . m e  p r o a u c ~ l o n ,  I a . . . .  ~ . . o f  60 m i l l i o n  
b ' " . . . .  ~--.~--',, ou.~ ~ b e l i e v e  t h a t  . ::, ,,ur,.. ~ o o - s u r e  a b o u t  t h e  
, o r h o o d . i  o f  E~5~.mi i t ion  p o u n d s  a ,,e . t h e  p r o d u c t i o n  now i s  i n  t h e  n e i  h -  
~ n ~ u s ' t r 7  i s  u n h e a i t h v  i ~  " - - : - ~  .~E: .~'na~. p e r m i t s  me t o  sa,- "~'-" g -  

c~n~ situation. , 

~Ithhaving_availablereSpect. to the athlrdreserv.oirP°int' that is, the. stockpiling.of materials, 

" - of .needed items and raw. materials that we can thr~w into olir mobiliza 
to remlnd you that stocl~ . . tlon effort at the start- I d t 

rpiling, has been,hndert~i ........ , on t have 

I am sure, very effectively. We are,~ot.backOnlYreserveStOckpiling raw matprials, 
• ........ ~ - ~ n e r . ~  .~ensi'vely and, 

as ~o~ well know, bu~t we are holding 
retaining large quantities 
obsolescence factor is low. °f general-purpose machlnePlantS'tools,andonWewhlCl/are the 

So we are doing something a.~out' this planning, 
We are b'eginning .to talk more about manpower, about how we can conserve 
and . r e s e r v e . .  manpower for our mobillza.tion effort. 

Aircraftth e sub jecHaVingpr~ductionO f disposed of ;morning,Swami th°Sels talk, -"~urrent M o b i l i i t  thingSan d h°w ir~ tha% way, " d O  we do i t? zati°nwe c°meplanningd°Wn ~O:'f°~ ..... 

I am not going to bore ou 
Mobilization nl~ ...... Y~ by talkin~-'abo~t +~'~ . . . .  

. . . .  g ause t ~ . . . .  ., • . Y oz - 

CLel lege h a v e ,  I a m  su re , :  had ~o s : y o u  w h o  : a r e  ~ . t h e  I n d u s t r i a l  
i~rooeo~y ~oin~ ~- ~-- -.'- • .~o~ .or.researcS On i " ; -. . . o ~ ~u ,ieive..:~O cl.o .more R ~ ^ - -  ~ . .  , . .... .tt ,,.. You a r e  

Your diploma. ~hose of :you who are in the Nati.on81: W&r College have 
• - ~v,-~ ~,eneral V~,naman will. give you 

probably heard over a period of years the important elements of the 
subject. SoI don't think there is any.need for meto go into any 
detail with you on the history. I will for purposes of c ontinuitF remind 
You'th@t a:good many People were critical of the way .that mobilization " 
plann.!ng was carried on before World War II..and al'so that many,people 
are prorie topoint out that the plans which were aVailable were not:used. 
I realize t h a t .  this is a/controversial, subject, but:'~hose are the fac'ts~ 

unimObiliza~lon planning,, someone..V~ ~'ght after the war, b ~  ~thrYfomrUeChlghtversiti ~ es to document the history of aircraft rt°Ofsthen~m°p~rt~;Cm~a~frproduction " - - i n  ~orld • War 

XI, so that it would be availabl~-~ i 
SubSe~ue~t "tO t~=+ " ..... - " . "  " :  ,~ the archives for .~,,+,,-~ --~ 
~^~__:~ _ .....~-. ~u'.'..~Dody with e~"~_~ ~ ..... ,_ _ ~ ~  ,~'~zerence, 

now. t o"do it. So in 19-- . nave_it done bY' ~hd folks w ' " • - ~o, or e ' ho know went to p rnaps 1947 the ..... ' ' , 
. .~ .ind.ustr .a ".... , s~rvices ,. • - ..... 

:: ". - ~ nn~n,g; HOW. eb^"~. .... " . ' - ~ ' 0 ~o • 
- . . .  . ,. : :,. ~ ~ -  g~ng. us Your advice?~ 



f a large number of study 
e ~id-=ec.eive •, as a resul~ o ^~. • ideaS, and suggest~°~s 

So ~ a t e r . , w  . . . . . .  e " ~ "  a' l o t  o f  ~n!orm~ ~k~o]ida~ed'Int6 a." . 
h man~fac tU.~ . , . . [ .  ! ; • w e r e . e ' ~  ~ w - .  ' ,- " . .  : ' " " t  contracts- w~t . :,. i~_.. ~.~l~nning, .Those, -. , ~ A  we~ -s~ppe& &~ o 

n i c e  l ~ t t l e  .bO , " " memberS  w e r e  s a t z s f  ' - - ~ i = , , J ~ - ~ ' ~ r  d o i n g  mo:bZl.~ 
M u n t t I ° n s B ° a r d ~ ' l i t ' s - - : i ~ ! t C ' e , - -  - i , o e -  p o l i c y  a n d  t h e  P r o = ~ t ~ - , . ~ r  . . ..! : " :.:.".-. t h e  
nd sa , ,2his w .... . ~ , 

i ~  a ~ Y - - - =  ~ t h e  tHre 'e,  s e ,  v i c e s ,  " . . . . .  . '" 
.., , .. ble ~e go outsid~ in 1948 an~ 

t e r  w e - , h a d  t h e  . b ~ b ! e ,  w e _ . ~ e r e  t ,  i n ~ , . c o n t ~ , . c , t . s ,  f o r  s p e c i f i c  
A f  . . . . . . . .  l i z a t ~ o n ,  p! ,~. ,m . . . .  , . . . . . . . . . . .  , ,  - 

...... ~'~..a. f~W~so.e-¢Iflc .moo~ • ,=. -~,~Afic manufec&~re.r.s . . 

items, a.t, speci~i.c; r~.~ ~ .... " 

, ' !  .... :'" "~  ' ~': ~ : , . :^~:a"~ 'S t h e  h i . s t o r Y  o ' . . "  ",":~2"J ",i,p ~:~e a c t U a l l Y  

- -  ' ~ '  ~ ' ~ ' ~  we a r e : m u c n  mo~-= ~ " ~ i  . ~ i ~  " ' . . . . . . .  ' - • " 
a r es~x~ ; , . : : ~v~ ,~ * " , . ' , . , ~  _. _i~i~:',61anning,ana wn=,~, ' .  ": " :  ~.:. ~.: :,~..p 
going .t o . : . C o ' ~ i ~ : ~ m e ° ~ ~ '  ~- v ,  = lon pl,&llr~ -~ 

" " ' '  " " :~ '~ "  we ":~sn" " "  tackle t h i s  p r o b l e m : ,  o. ~ n e °  o,~" ~ ' e . , o t  ! l n c ~ p a l x - g  
W e l l ,  a g a i n  _ j  - - - . ' ~ ' - ' -  l i t t l e  b i t  a b o u t . ,  ' r , : f " , : . . _ , , ~ ' . . a ' l o n g " t i m e  

very ~'~."- ----* he, ve- namely, requxr~,~,-. -^. ~.~Ik ,a minute e, OOUU .. . 
tools t~a~ ~e.  ~ . ~ . . _ . ,  /-~'~ec:t, but .we . d o  nave ? V " $ ~ a ÷ A : : A n  ,bl~nning as we 
t o  g e t  a r e  u r i c  . . . . .  t_ . . . .  + ^  ~ e ~ , l l y  ~ n d e r s . t a ~  • . .  
requirements in or~- . . . .  . . 

de it today. . must come from e war pla.n, ~equirezentS, 
c one t antly 

r : i 'i " t ~ C d ~ n a m i c ,  .proposit~on~. ~ ~ . . .  
• ,. Requirements, obviously. . ~_+ ~. they .must be 

obviously' . .must b e  a. ~ • . " s e d . s O  . t~ .ey  can serve a s . a . b a s t S  ~ o ~  ~ . t ~ t  ~s  , e ,  

t o  r u s h . . t  ' g : . : . ~  :.. [ i . " ~ ~ } , ~  of Staff wa P.." " '  : : :- " .!;':. " L .... . . . :  
e m a n a t e  f ro .m,  ~ e  ~ : o ~  ~ ~ ' ~ - -  . . i . -  . " .  / !' . ' ;  

' ~ u f e w  .yea  ~ . ' s l a c ~ e c  u • " . ...... : ..... . E ~ d e n t . l y ~ . . -  , :  , : , ' -~ ~ • o f  . o u r  p l a n  ., : _.._-,;,.-+,~ ~er,.fo,~.m s..,..., 
...... ~l& 'have-been, becau='~.-:~-e~_~ ~nut who was gox~ ~ .: . . . .  

e~ten~ ~,, " .  ca.~e al'engo Our requ~em~.-~ .." . .#. .. " ha~I 
w h a t  m~..ss~on w, - . ._~'g~ "o~i.  ~ f t e r  t . , e  .Y. • . '_,'.. '~'x:as ~ e  w o n ' t & . . :  : 
n e c e s s a r i l y  ~ _ ~ , l ~ t e r ~ o  ~ r e q u i r e m e n t S  , e r e  not so  . ~ 9 : ~ , < e d .  t o  p e r m i t .  

'~ine& requirements, _ .  _- ~gsufficient~ime -. - ~ ~ ' ' : • ' ' 
_com ...... ' +.hem- oecau~ ~ . ' ? ~i-Tiasibility~ 
have liked ~o ~"= ~:T_ '--"-~-ui're~ents e.s. ~o .~.= .: , ; .-.. 
adequaZe testing .of ~nos~'~ ~ 

short' wiile ago._~ts that°~: ~ndustr!al 
t 

.... lanners ..w.er¢ =~O~r~6 .* "; " " now yOi% .con. res . .... ' "stic 
mobilization P. " .  C~ ~ ' 2 ~ d v e d  ~. b~t, ; ,as O f _ z - , ~ -  ' ~ % l l  n o t  so. r e a ] . ~  i 
~erhaps ne " --=~s. ''`.~a'~th°~g "P '.~ ~ve .oeen i... - 

the' ~nOUg~ ..... ~ __i ~ least muCh u~,-=* 
a,s they ought to be, .a~-= ~- " " . . ' ,  . : "  . L .  "" ~ .~ " . . ' .  ~ i , ' "  • " " 

p a s t .  T h e y '  do : -0~ . . - . -~ , :~ ,u= . ,  r ~ r e m ' e n t ~ .  - ~  . ,f.o;r s~.e.£.~....~. ~ ; . L , .  : o b P i o ~ . t Y , '  - :.- a s  t :he 
~-^^~ bases into nt~mey : ~ ~uiremen~ ~'~--" 

period of time. ~u . . . . .  
4 



war plans are revised and as history occurs 
rev.lsed. We sh0rtly, i am told--.e ..... ~ those requirements will be 
aenss ~ , ~u~ so P~ve 8 : .: :. h~t will,,he, much:Setter then .......... [, : new batch o~' req.Uire, 

. . ~  , : ,~ . . .- =-~ w~ nave ever had before. 'L ' . .  

f~r, ~~h~ Prelfminaries, , Now we will. get d o w n "  $-~ i m ) o . b i - l i z a _  
• .tiC,the How: ~o. w~ do it ..and why? It is very slmple.~ i:~f~o u have 

~,.all_ youhave to do is go to Mundy Peales in indus~ 
and say, "This is what we want, How about agreeing.~o do it for us?. :~In 
essence that Is the Job planning. - " - • 

A C t u a ! ~ v ' - t " ~ e : . p ~ b c e d u r e  i s  " " : '  : : 
a little more formal than that~ We take 

the requirements. ~nd.:~0~vert them int0 tentative production Schedules .for 
individual 'Items,. ~They might be end l~en sirpienes,. or they might be the 
engines, .'~he ~Propel!ers, •all the components that go into an airplane~ 
There Probably also will be the gro.und s : " 
to operete elrnl~ ..... =_,~_ T_ ' . uppor~ing items that" n - 
, " -~ .-~.~, =av-ng snose In _- .. • . - Y,U muss ..have 
%nto substantial n~mba~.~, ..... , hand -and, !ncidenta~l.v, they ~ 
" . .  : . : /  i" ..... ' .  :,. . ~ t o  w e  a o  In ~ac1~.procee~ to the indistr~y: " ~ 

. " - Let us-t'ake~ as a:. h~thetical example-'the, item of landing gear 
for ~47 sIrplane. You eli"know that it::Iso~e~0~ our curr~nt airplanes 
.in the Air Force, You all:know that if we have a mobilizer1 
probably going to need quite . afew of those ann"also qulte a °r'' we are 
~ears. So what do we~d?" ' " few landing 

" - I am just g0ing." to m~.ke U~ these numbers . . . . .  
,that we need S00 ship sets ofiandIn~ "~ , &st t%s say we ,determlne 

and say, ,~,ze was an' ou$1It up at Milwau/~ee that in the last war built 
,m~.~__ ' ', " ,,_: s ~ear a m0nth . :.We.~hink a !it'tle 

landing., gears., in a pre.tt'y fine handy'f~shlbn, " MaY~e,w~£ad better See what it 
can do, " This outfit ,~as the A. 0. Smith COrPoration . 8:::fine steel 
fabricator, a ~r~tty good~slzed :OUtfit. ". ~ 

............. ~.~ .... ~o we ~, -. ~- .. ,. • -b, ut 150 - 

co up to ~,llwaukee.,Wlth our requirements for :600landing ge~r~. a. month a . . . .  
"MnHeath /thi • __ nd.kno~k on Mr. ,Heath,s door and say, 

• - , , ,. " . S. !s..ol/r ro le • 

~r a. mohth f~r:.~.h~ ~. ~P, b m. We just need 500 ship Sets of landing 
..... z~-~,, uan you.Rromis e to do ~that for us in o u r , .  mobilization plan?." 

s t s g •embarrassing questions. ~ " 
O know t . . . .  h ,ha  Z.c n i . us' 

• ' " ~. ~ o uon~nue to manufacture "for the consu~r marke~. 
Wha~ about my icivil!an products Shat I make?," He make.s...car frames i rio nt~m~ er 
pipe,. •~ he .makes of .them,. I thi~k he can make i0,0"00, a day; He makes 

pressure vessels, he makes water heaters, he makes all 
ki~%d~'-of things like that for the civilian ec0nony° So he" says, I~Ho~ 
much of that am I going t0 continue to manufacture~', 

1 

~ ' W'e sa.y, "Well, Mr. Heath, YoU had better use your own judgment. 
We are not s0.sure. It has not.been definitely established.° As a matter 

~ D ~,'~l--~ ¸ ~ • 
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- f "the-National Security Resources 
6f fact, that come. s under the purv~ew÷0o ~emote, from Us. They are pretty 

" Its representat1ves are a ~_~v~ i~*~ ~ilit~rY.~business., ~9 ~.~,~? 
Board. ' _ . .  _ , ,~ '  ~ . ~ . ~ . ~ r a  hez~ ~ ~ " "  ' - .  _ _ _ ~ l ~  ~ W ~ V a ~  ' 
well up the i , _...- 4,,~ment and see ~hat Y: - ~~ -* ~',.tl~d 
. . . . .  ~ . . . .  ~vt vo~ ~ I s e  '~ yO~ J, , - " .~  , . ' . . ,  . . . .  _'_ _ - ' , i l i e t n  e ~ i . o . r ~ .  ~. , r--- , . .  . . 

14aybe you ought to pxan o~ ~ ..... 

l a s t  w a r . "  ' ; "  :} ~ ":""!"" " : , - -  N o . . " ' 2  - . ~ ' H ° ~  : m a n ~  o f  . 
., ,:,L~,~:.:~i~,t~" ~hen he says~-ques~on _ ,~ .~a~t s. %~r~e-~ ..... 

• s a  S ~ * ~  ~ @ " • d for ~ : ~  ~ '  " . ~  . - " " " ne Y ' , . : , . . , :  . , ,  - have to.bull , .  s 
• ressure vessels a,m",~ .going to . 'lld fo~ "the ~mY? '" D~e ' '~" 

t h e s e  P . . . .  : ~ i _ ~ , ~  & 4  T . , ~ n i ~ - ' " t o  h a v e  . t o  bu.. :., ,:,. __.,%,, ~ . ~ ~ . . b 6 m b s , t . ~ a t  ',:° " 

d o e s ?  R o ~  manYt  m e U ' ~ m " ~  .~ , j  - ~ [ , , ^ ~ ~ o  c u r i a  ~ . , j ~ . ~  , t h i s  t i m e :  i n " a d d i . . ~  ~ ° n '  ~ ) '  . - - : . '  ., . . . . . . . .  -.i. ,. " . , .  : .  

the, ArmyL wan ...... "- +~e iast war?" 

. i . . . . .   hose 
• .. "We'_ s a ~  t o " . ~  " '  " ' ' - ' .  ~ - r e p ' S ; r  ~ o o n  :~nd ~el~ y o u ,  : .  

erviCe t o  ' ' d ' O ~ I ' e c ' ~ s t ' t t a ~ ; c y ~ e  o~ ~**~ . " . ' ; ,  :"' *" '" 
o . n e  S . . . . . .  " " " , :  ' ' "  ' ~  ' e , "  " '-~ . . . . . .  ' 

so you don' ~ ~ g e . ~ - ' , c O ~ : L ~ ' l & c t i n ~  dop , 
~s ~ big ,one and it takes 

- , " .... 5.n lannlng pro~ram..,,i : ~ . - is-t~Iking 
. T r u e ,  t h i s  m o b ~ l i z a t i , .  P . . . . .  ~ o 4 h  t h e  A i r  . F o r c e . ,  . . 

• " m " i O 2 t  ~wnto a l l  t h e ~ e - m  t "  ~ , , , . ,~_~e~ ~ e  the l~avy is 
a lot 0~. t! e t ~e :.-;~ .+m.~,A.* 0. •Smith gorpora~ ....... 
about,,landin8 gears w~-. ...... readY" to talk with • i~abeut pressu=e vessels and, before th~ Army is ,ready 
to talk about its rockets. But Mr. Heath is at least given an inS-~ c~ti°n 

of how . t o  go about fi~dlng.oUt the answers to his questions, 

uestion, s, ~ r ~ : h e a t h , ;  Just fill out 
. .~e .  Sa.~. . . : : . , .~ f  . t h e r e  a r e  n o  m , . r . e . q . .  ~ i ~ , ~  " ' " i t '  h a s  ' t o  b e  d o n e  o n ,  a 

• , . ..:z. : . . . . .  , .  : ' t & d ~ .  ~ '= {~ , ' . ,  . a  z ' o v e r n m e ~ $ t  e n w e r o ~ * ' = ~ " ' 4  ,' . ,  / ~ i "  ; ; ~ ,  a n d '  l e t  y o u  
. t h % s  f o r m . "  ~ . ~ * * ~ . . * ~ , - * ' ; '  . . . .  ~;~ . - ~  + ~ o , f 0 r r ]  a n d  ma~..~:~,~. , ,~:  ~ : .#"-~ . . . . . . . .  :. . . . . .  . 

, _ = z ~ ~  h e ' C a ~  ~ r . e a n n o ~ :  u ~  • ~ ." .. - . . . . . . . .  [ .... : "  ,- , 

~r. Heath calls ~n his people. In two or thre. e . ~e°ks ~n comes 

the loom and it is all•nlcely filled out, He says, ,l can 5uild 200 • '" 5 r d e r  t o  d o  t , ~ . %  : : '  

- . - -  ~ - +  o f . m y  ~ l o o r  s p a c e .  ' l  a m :  *: ship s&ts of those lan£in~ g ears~a''m°nth f°'~YOU" l~, . 

~' in.~' %0 use so many thouSe..~ s qu~-re_~ "'~.A~'~s and capi%~l eq.~i9~" : 
I _.a~ 6t^ ~ a certain proportion o~ my m~u~:~ ........ . ad[ditionhl 
~Oll~ 6 ~ , u  ~ - , ' ~  ment, Incidentally, you will have to furnish me the follow~n~ 
machine" tools." ~And he says, "l 8m:goin{.~ ,to 1,%ise s.o m~nY people-'this is • : . ~  "'~;' ,  tO 

Just for your infdr.mation--becattse th(~ rest of.. my,.  employees are,'. : ~o~.,~ 

be used on other tasks." ' 
• ~ . .  7 t . . . . . . .  ' . i '  ~" 

And ma2 TM he s'ays, ,'This i~&,~oin~ to.create an alarmin~ situa¢i0d 

in the manpower field," Incidentally, Milwaukee {s sor.t of ti~ht" on - :" 
laboranyho~, and this. is goin~ to.make it.tighter. But.that.,s,6rt,.,, _ . of 

.information comes in o n  tD.e form~, . . . . . .  ' ~ "  - '[ - ' " 

. . ." ". "-' : : . t  *.( .,.:. - ..- ~ " -. 6 . . . . .  ! ~; , " ' ~ " : :  

• . - , f : , , , : , . ; - : , : ;  " . . . . . ,  . , ' . ! ~ - ; . . .  " : - .  • . : "  ~ . " ~ . :  ~: ' . . :  . ! '.[ ., , , . ' r ' -  . :. ' :  



:.. ' . ,, ...... . . ., ng ubcOntractors as ~j "maJ~or. ,cont~ib.t£~i.mg,~: 
a s s  i s t a n t s , ~  .::I~n cas'd, YOU wan t  ~ h l s  i n f Q r m a t i o n . . I . , ~ & . m ~ -  ' ~ ; - ,  " ,  
following p,rinclp~al ~ndor6." ,. : .. ~ ~oin~ .to -~se ~,he 

• . So w,e.. ~e~y'~a~plly take our form ~'rom the . • 
that, .sa,. yS ~Iti: will~ ' "'~i d , .- A 0..Smith Corp~orati on . . . .  • : , . . , , . . ,  -~ , !  ..,-200 sh~ sets , • - , and ~o to t~ ~,,~~ . ' ~ _ ~.P. of landing gear a month for .th~ ~-~ 

" ' " - " ' - ' , ,  , ~ , ~ - ~ . " ~ u ~ . A o n s  ~ o a r d .  .... %[@ , "" ,, . . . . . . .  " ,  
approval on th~s '~ ~_i ___ say,, Will you pleas e put your stam~ of 

, ~ ~ we can go aheaa wlth our l~!annxng?, ~qe Mun~'-tionsl Board, checking ~., 
to the extent that it is'Aecessa@~.:with the other services, 

:~es~put~its st~.mp,~of approval on the form. 

.:'i,-'-'. ~ h a t  ~ $ s " " a l l " t h e r e  i s  to mobillzatisn " " I & n n i "  " 
simple, ;"""- .... :"'"-"..'. ' ", ' . .:l~ " ',. ng., It is just that 
• ~- .No.w, that ~s .the classlcal solutlon:.i I think We, ought to touch 

:Justa~"li~'tie on the" a ctual solution to the'.p'~0ble~; - 

You will.• find ~ that when you ask t~h~e q.~est&ons of the manufacturer, 
and when he begins %0ask you these embarraSsing..ques~~0ns in return, a 
number of problems crop up. You may have problems of inedequs~te capacity. 
I started out by..saying that we wanted to build 500 sets of landing gear 
a month; M,~. Heath c'ah build ~nly 200, so We ,have ~o find somebody else 
who can bufld the other SO0. Maybe 'Mr: Heath suggests' that .we give him 
a nlce plant down in Houston. He wants to move to a warmer climat.e, 
bec~use.,,he,.i,s tired of Milwaukee. Or maybe he says, ]'You have to go to 
s°mab°-d~ '~!s~e- .~ ,°r. ~ t h 0 s e . "  Me.ybe, he s u g g e s t s  M i l w a .  k " 
he ,sggges~ s t~t~'m~v~i ~ ....... ,~ ~ ,  u ee Productlon~ If 
wi  ~'h~S'a ' ' n d  "~x ~:#~' ;~" "~ ~'-~ ° ~ '  " ~ Y _ g o ± A y ,  do!n : $ : ; g e t  ime-. i n t o  t h a t  " r~. - " ' ' "  .' ."a~-:-~q,..~,n:Cqg_i~a 0 be . . . . . . . . . . . .  . p ~ r a m  
So,the . P r 0 b i e ~ "  ~ f . , c ~ X a ~ ; : .  ; _ o . a u s e  ! a m  n o t . g , ~ n e . , . $ o  t e t " a l o n g  with h i m .  " 

.. . ,.-- ~. :T.],~ : z  . u~ A-eaz~ z~s, u g l y  hea~  r f g h t : e ~ f  t h e  b a t ,  

• ~0 I. alluded "t~: ~he 'fact that maybe he won~.t ,ha.~e enough 
capital equlpment and he wohrt wan~ 'to take &ny of A. 
lay it into ~ some special~nt~uos^'-~-,~- _ ~- 0. Smith!.~ re. one# and 

...... - . . .~ ~ ~ macnlne ~0oAs, because his boa~.d~of directors 
woul~ raDner take that m6ney:~nd pay it out. in dividends. Se he~.generates 
a long list of machinery that he would llke to have Or maybe he, says that 
you have the; problem of promising him the manpower to support this plan. 

Maybe he Sa~s, - :":Gee whiz, I can,t even bui'ld..the Zirst landing 
gear, not to men°tion ,200or 500, because I can:t re'~d those sill~; drawings. 
I have ~o redraw, t~e~whole thing and redesign It ~b:r prodtkctj[on-and Rut my own company'a .... " -~ . 

trad:emark on the thlng~. ~!I am ~]el,~be'ratel-~. e~a 
such a hyPothetical ~erating 
it has situation, but I think that Mr. P'@a:14 ~ll ~ a~est that 

h~ppened; tha~ people from. tlme ,to time have ob,'e ~. 
to use, somebody e, lse~s drawi~,~s, ~,4:~_ .... .j cted to ~rying 

. °-~ • ~,~uA manuzact~r~g "outfits have 
always felt: that %he!'~ owa inter!aol, a~ion of a desi'gn IntdP, roduction ,drawings was the he.s.~ ~hl~g. ~o do " " ...... 

. . . . . . . . .  ....;: .,,,,.. So Y, oU:hav@ a.lor,  Qb.lem ~ h e r ~ ' t o  f a c e ;  
~ ' ' " "  ': " : . ; - "  " :" ' • " ~ - "  : -  . . . ! : -  " , : . , . "  I , - :  ~ 

. . . .  ~" ' !  : ; ' ~  ,.'. ,. ",~.2-(, • 



• involved 

. . . . . . . . . . . .  co~ I t get aroUnd. Or maybe you discover .that ,the manufacturing processes 

• thin result in built-! n .bot'tl~nec~s ~na~"~u~.~ t talklng'about 
n we were;~ " in th~s g .-~ ~.-~~k example.. Whe. ~ L~ ..... e;were goi ng 

^~ ~ ~e you Ou~ ~ ~--~, . '. ~ . ,_~  ^ ~  , , ~  ~f the.~a~:~'~ ~ , ..... 
~ ,~ o-- ~. ~ ~ ~ines a~ ~a~ ~ ..... ~ ~ .... ~hln ~. proc~o ~* 
building a Io~ 0 m a~" T~ "= .... ~.~ wheels by us.~ng a .o~-~.~ o 
to ~nstall buckets In %he ~-u~,~. There .aren~ t enough broa.ches~In the 
fabrication, B u %  ~omgb.ody said,.. ' to ~pu~;.,~n.;the turbine 

:the buc ket~ that you have ...... aoU~ ~h 
': world t you:;  re t l .In  can't just _ ° 

wheels Well, ~hSngs i Ike:~tha.~c°ntlnus'lly come up, and they; are problems 

air ." 
;" that have tO be.ironed oUt~ -:' .': 

Or. maybe we will find 'that ~hile Mr. Hea.th is. iQoklng into the 
,, ..- month, the Navy.wants: him to 

ma~te;r Of build~g o u r t  500..landing gears a e during the'~.&ast war,. an& 
• .. . .  . . . .  ame..:o~t of the .... ii n the last 

build more torpedoes .t~a n. ?--~:,~h~n came out of ~he~e ~&ur .g . 
the Army wants ,more e omu.~..~. ~. v&ces-wan.ti:three...t~mem. . the 

maybe ....... ~ ~ "  ~ you know the three ser ..... ~ve ~a lit ~le~ problem 
war. . .... " h Got orat o . . . . . .  nave ho 

the A.  ec  Ing who goi=  
capabilitYthere of Bitting°f ar0una a ~ . . . .  : 

mu~h. " . . ': 
Those are practlcsl thlngs., that occur. That is mobilization 

planning aS it actually exists, as opposed to the classical .method that 

I described ear,let. .. .. - - 
. . . .  " be .cons!dozed i n .  

• ~ T h e "  voi~-,ime .aloneiof:~the items that heve ' t 6  ~ S  a..:~ rOil/em that 
problem.: . I  t 

, the mob~llzatlon plAnnln~ .effgrt is a s tablil,.temsSh, a:~~.~atPrioritYwereegr°uP 
has Causedthe services to~a:gree jointly to e . " " . " 

• _ . . . .  - - w ~ r e  a b o u t  700 different W O U l : C L  : s t a b T  

of ~te ~ - ~ . -  ~.~s- on wn~'~ ~ ~ . . . .  ~ it wa .sn~ OuS~ 
• ed as prlor~j . . . . . . . . .  nnin elxu~--, . l~sh ' ' ,.. .... ' ~ zatlon pla g . . ." - lannlng 

,, their Inltial mob~ll ,. k:= ,,~a"h~ d:.~ta ils of t h~,§,.P _ 
undertake " .--- -~ .... ~ am ~o~--~ t-.~ :. ..... ~ ÷~se l~em~ " 
.a blind shot at ~ne ~u~, -~-~- +.~ me secondhen~--~ ~'t ~ .... , .. " 
that is going on hove ~een ~ .... 
" - resent about 60 pe~-uen. ~ t- .... +. ~fe mobiliza%~on.- ~'~ ~--[~ " 
rep ~ ~ be oroducea ~n ~ ~/~"v ~ • ~9~c l!y large prou~.. 
~r~ ~'~ . . . .  , ~  4~ bein~ taken ~ o  a . . . .  ~___a ~ 
kin& of approach ~ ~ 

t into the mobilization planning effort With 
. . . . . .  Sin when y~u ge ...... _ .... ~s and all that sort. of 

• . Ag , , - ~  with not enough s e c r ~ - '  , Iread I amt id,. : 
. . . . . .  inadeqUd~e personnel, " es : A ' Y an~' siid, 

%he oozn~ u ....... s . thing, you decide t~hat you nee& some orio~i.ti~ ~.~9 of ~taff 
the ~tni~ions Board has gone back to the other ~tem?" 
,Which is more important--thls item or tbm.t item or 

has b.een, told by the jcint .... 
• , - . , , , ~ a ~ s t a n d  the M u n i t i o n s  ~ o a r d .  _ _ , ~ * . .  . . ' W e  e ~ r e .  n o t  g O i F ~ .  t O  

• " :' & '  ~ ' ~  . . . .  ~ " : " I I  I ~  .Ol'u~.~.w'.~ ' - • " : ' ' . " ~ e  
' _.-, . e ere all. equa Y P • m ~ ~th.s after - ~  

' e ' ~  of Bt~ff, Th y • " . . . .  er.hap.s s~X. 0 :. * : : . . . :  .. , . . :  " n 
• Ohi f • - itemS., f o r  P . . . . . . . . . . .  • . . . .  b ~ i i . z a t ~ o  
establ&sh.any~.~rgencY on,these a~l. Yo ~a know.~hat th~S., mo . 

beginning of the conflict, ~ ....... be realistic, balancedplah~ 
plan we are working on is supposed tO a 

8 



Therefore, are not all the things that we are talking about fea, si,ble 
of attainment,, and therefore-arch+ t- ~hev all ~ ~m~ 
go .into the planning?, , . ,:i.: ' I,. -~.-ally important, as we;.j.. 

. . j , : . " -. ; - 

I~'s a very good Point, and I am sure that the Jo~,~t-Chiefs ~' .... 
have :taken the rlght attitude in that re a - 

within p'riorities i,f .we.id^ ,~.~_ __ ~.~. , g rd. T,here is no priority " 
...... ,.~ ~ mom-±.Iza~lon .planning Job correctly+. 

But the POint l:-am getting ~cro~s no~ is that the volume of items " 
alone makeS . . . . . . . . . . . . .  the ,task a~ +real; ~roblsm,. " +  - -  

W e  ha:ve : ~ :  " "  ' . . . . .  " talked about the classical :: '+ ': 
pr0cedur e • for moblll mat ion 

planning~ ~ we have talked about the problems that are generate d by'tlle 
application of_that-procedure. Let .us talk for Just ,a second about what 
happens when the proble.ms arise, " • 

and obtained a lot of.info,rma.tion, encountere " " :~- 
So far all we have,done is this: We h~ve gone,,o.ut to industry 

• " " ' d a fe~,problems,~ and had 
some. dlscttssion ~with the Pa.rticlpa, ting servic s l,i~t '~.s all been done 
26largelY000 gratlsl. NoBody -hascharged us anything so far. At least 
ti~' .~ manufacturers, I .  have been • told, have agreed 

Srplan. ning effort and provide, us information, to participate in 
inf 

o marion Will be valuable in v~+rying degrees., 0bviously~ this 
won't he too we!!+ thought out, It will ust Some of it probabl~ 
dispose of the Urobl~ ^~, _ j be tassed i.n to us to 

~- .~ .... -outer manufacturers are sRending conslderabl.e 
sums in filling i ou"t..;the form and doing this planning for ~us. B~t my 
point here is that; sO far w~ ~ h~ve talked about the. Procedure And the 
money.Pr°blems° We have talk.ed ~bout things thet don't r~iiz cost us any 

. . . : 4 ,  

What I want to mentlon.-"nOw is that the ....... ' .... " " 
procedures sn " - . eulminatlon ÷ " d the culm~natlon of ~ o_ these 
direct mobi iz .- probl~ms that arlse.is the rea ...... ! at!on olAnnln~.. ~ . . . + . . . .  I,. ~ i 
of cold-, hard'~ ~,- +~ ef~o.~. It Involve8 the ex endit~ 
' L " ' ' ' + ' - -  : ' + ' m ' ' + + ' + + "  ~ - ' n , ' = +  m ~ , , , , = , - , + . . ' < . + - : ' , - .  • . , -  + , . , . .  , • ' , .  P - ,are " 

..... # + ~ . + + . a ~ .  one services get for planning is used~ after-ascertaining the i~roblems, to 
• n other words, by our p!annlng'"procedure relie'4e these Problems.-_ :-.' " : ...... 

we discover the soft sp~t!s, " - 
and then we apply our dollars~':-to relieve those soft spots. ..... 

" . , ~  - . . .  . - 

You 'say, "What kind of soft s#ots? What are+ soft spots?," 
Well, .maybe:an article has to'be redesigned for production. Engineers~ 
hours have to. go Into that.-:,It~c0s~s money. Somebody has to pay the 
engineers, i-S'o we put up -the money,for that purppse. 

Maybe the manufacturing process ~as Inadeq+~ate, as I mention~ed 
a minute ago+that It~,was in' thi~ bossiness of br6a~hing ,bucket~-,in:SO • 

turbine wheels in t~e'rrific.quan~$~ty+ Sowe !iav~. %~0+ fi, nd a ~e~+ma~ufact_ 
urin~ process° We have to.+i~u:~'d~ ~0ne "~ . . . . . . .  
We Lma hay " Y-. ormai~u~hc+ rin~, " • .+ . - .y e to experl.men+++ ..w++.-.~_++ + ~_- ,.. _., -.., . .... .. +.,, u., ~et~ed s+udy. 

+ " " r . . . .  + " - ~ {  +m+'V e + o  +uil~ ~equlp~ent+. orf~erhaps :' acquire equlpment. It.all ~Os~t~',money. - - . 
• ,,~ G ,  " +  " - . ' "  " ; ' -  +, ' + . '  

9 
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.; 

licensee-licensor .efferts. 'You ha~e" 
You have to underto.k~..i .... ~. 

to go up to Pratt Whitney, for example, as we did throug h~th~ igavy "°: 
in our effortsto get co~,mltments on the 4,360 engines, ~rld ~say to ;:~ ,: 

" " ~ out some licensees nowa~d we!~will 
Pratt W h i t n e y ,  " A l l  r i g h t ;  y ~  ' . . . .  " 
pay them to 'coope~ete wi'th and direct your preparedness pla~nlng. 
We will get-: : right down to brass tacks and work out specific ,~in~:ez~ 
standings, We will wor~ g u t  t.his drawln~':business and !we Will adtually 
do their plant c.oh,version ~l~inlng, We will do ,all-the t-hin3s that -- 
have to be dbne"to get th:em in business, on.- 4,36Q t~," ,It casts ::~oneyo 
That particilar bit 0T dfre."ct planning cost u,s .about; B.5 million dollars, 
We think that is too much. ~Ne think maybe we should ha:re obtained it 
for a million dollars. But lthink IZ.;sufflces ,to. imdicate that we are - 

talking aboutconcrete, things that cost a Ipt of, .... m.oney~, , . .... 

So that is w h b . t  we mean when we say that We op-en up the soft 
. - • " ~he~ %,e get all. 

, " ...... "Za~i0n ~Isnnlng ..effort,. whiCh:~cader:~ically~ is 
spots and weddo thii~gs'to relieve the soft spots, 

~ ^  ~ i ~ l e  w h e n  t ~ e . p r a c t z c a . 1  P r o b l e m S . ° z  , _ ~ #  . . . . .  ~ o n l v - o o m p l & c a t e d ,  
,~u ~ '~M . ~ * .  .. * . - - " "  ~ _ & ^ _ e  A ,,.v~ i ' 6  £ , l~s  : ~ e c o m ~ . . l ~ u ~  • " ~ .... . 
a u g  t h e  s o f t  ~ p O t s ~ a v . e  : o e e ~ - . : . o P  = ~ - . ~  ~ ,  . . .  . " " 

but quite expensive. ~ . . . .  
. . _  / % . . .  , :: • . . ".- . 

It oCcurs;to me that havingfinlshed I.%.V discussion of w h y . ' : w e  . .  

do it, how it fi'tS"Into the over-all picture, how we-do it,-and tl~e 
things that :co:~e'uP asa result of doln.~ itl there are about two really ..... 
provocative points left that I ought to merit&on this m0"rnin,_4, One is 

a ~ . ~ er~,te your interest in co.u, sid.e~.i~q~ .the-dew-:r-re . 
~. T woul. like to =gn - .  . . . . . . .  . - " -  ~ ~ ~ura~ce should: w ~ -  " - . ' : ,  

$ - d o n ~ t  t h l n k  t h e r e :  i s '  e n y b ,  o d y  i n  t h i s  r o o m  w h o  d o e s n .  ~ t .  k n o ~ .  

t h e  c u r r e n t  l e v e l  o f  D e p o r t m e n t  o f  D e f e n s e  s p e n d i n g ,  O u ~ . b , , a & g # , . t . i s . v .  " :4& " 
• • ~ ear, I think most of you would b e  intereste 

around 15 b~ll.~on doll,*rs a y __Q~+~,,~ between that tot~.l b~&ge t 
• considering a little oit th~ r ~ . , ~ . ' ~  . . . .  ~ , '  - - -  • n . . . .  few years ago we. were spending 
and our mobilization planning dollars. A 
less than 50 .~illion dollars, on"the mobilization pla..~ni-~g ~fforto I am 
told now that we are spending a~ound.80 million a year, somewhere in 
that orS.or of magnitude° ~t h~s ~een said to me in the last few days 
that the Munitions Bosr~,. is willing to go e.ven hi~.,,her, for next year 
and the yearafter next; But th~.-question is., how h~gh, s, houl&.,we g0 ~ 

What is the proper reiationship~i . . . .  - " 

• " .... u if the coid. , w a r  ~,ets ho~ter and we 
- I¢ this' defense . ~ u < " : ~ e t  8U :P,~ P, J ---.,4-~,',.:.~.~'~. ~ ¢ h ~ t . . . s h o u l ~ . ' . .  - 

" - - ~  - -  " ' " " " "  ~ *  n ~  . O U 4 ' , . , u  " ~ , ' ~ ' . " - ~ - , : : : : , ~  , : . ' & n  our cur~e . . : ,  .. ~ . . . . .  ~ . 
~o to 25 billi'on dollar s . a  year . ~'~v~ Should it go up too, 
we do about ohr mobilization pAann~ng ...... ~-. had better be a little 
on the theory that times are getting tougher and we 
bit better prepared? Or, as you build up your current level ,of production, 
should the insurance program go down, because you are already on a higher 

~ 0  
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platform to start with and mayb~ ~o~ ~ don't need anywhere~nea'r ,as ~nhch ~ ?~ ,.~. 
for preparedness? ~Should•they move together or in ~ opposite d{r~'c'tion~s? ~,~ 
I ~hlnk I can l~omise you that the gate is wide open on that subject. ~ ~.~ 
Your idea is a~eod as anybody else!a,•and~ it is something that I think 
merits a little~c6~idera~ion. ..... ' ...... ~ ~ 

There~is one point,~I ought to make in connection w~th theft .... 
subject:L Unless you go into ~the actual ~ooling of items for p~oduct~iO~, 
buildlng pilot llnes of tooling; and running test ~qnantities of m~ter~ials 
down the ~ilot llne, your mobillzati~h planning effort~ /~v@n though, ~t .... ~ ~ 
can g9 fr~mzere'~dol!ars i to stupendous sums~ ~operste~ a little bit more. . 
like f~xe~ char,~es in a~b~siness~ ~ This business of ~ up and down~ in .s~tag- . i 
gerlng de~rees~aomes~ ~n,'pnl~h@n you begin"~to ~do sctua! tholing ~in 
connection with yo~ar ~b'il!~ition planning program, So far we "bare" not 
done tb~t sort ofthing. We haven't built tools for the 4,360 at Ford 
or at Nash or • at some lice~see~s ~pl~nt. ~' . ~. 

But~the thought~lwant to leave with you• is that somebody ought 
continuously at I -the relationship betwe .~ ..: 
our.current rate e ~rogram, You do it as 
indlvidua~s at home, IZ !robably suggests that you 
do it. So it is not an 

The o~her provo.cs:t~ve point ,~ths;t ~ I-would like to raise is this: 
In thinking of mobilization planning don't t.hlnk Just in terms of academic 
procedures. Den'~t ~ justLth.~nk of how you go ebout this thing., Do you 
stockpile? ~, Don}~t you s~tilobkpile~ Do you.let %ndust, ry do it o~r~do the 
services sort of master4mlnd the program? /,.Do you~do Lit by getting 
resource,~@ormati~n? .... Or~do you do it s~me.oth~r ~way? Dontt concentrate 
on the proced.~re:to t~e~exclusion of something, tha% I think is a lot 
more impoi-t~a~t,~ ~n~ that Is• ~.iWays"-knowing exactly ho'~,~ you stand in 
your mobil~i~n p!~onning .~effort. YoW~ shoul~d~ ~/o~ whether your plan 
is halfway @l~ro,~b. ~ cY~le-.bn some ,ne:w ~.equi~.em.~nts, whether i~ i.s jus{t . .. 
starting through another cycle"b~ @er~e,•ne~ .require:~en-ts, or w!lether you. 
have just finished a cycle on requirements, §0 tl~at 2ou-will-ha.v~ a 
plan that no6 0nly re~resents requirements fcr production, 'DUt-.conmi~ . . 
m ents from industry that it W{il: perform that, produ, ctio~ in the event 
of a mobil~zat~ion effort. ~" " ..... ~'.. 

It. fs. j~s.t..llk~ runnin~ a business. Y.o.u know that ..many b~inesses 
are started~snd s~bpped eve~j~ year.. In. many. instances the ~ b~siness.es. 
that stop d0~.~-so, principally because the pe~ple~who are trying ~o~un. 
them don't F~uow how they ~ stan~ all the ~ime. It is llke ~n~ing amilitary 
campaign, ~here, 'unless you hanna current e s.timate ofl th~ sTtuation, you 
are apt to @et~Into~alot oT troubl~o So the %mp~r~tant thing about this 
mobilization planning, now~that the procedure has been ~worked out and 
blessed by everybody, is to know continually how you stand. 

ll 



2 i 9 6  

I can see that you probably would like to say, "Well, how do 
we stand? Don't just stand up there talking about it, but tell us, 
how do we stand?""]~;w~ll give you my opinion. It is good,as my opinio n , 
nothing else' '~ . . . . . .  

As of today we have learned'how to do mobilization planning, 
We have been over the hurdles. We have improved our requirements. 
We have been out on specific mobilization planning contracts. We have 
done a ~reat deal in the way of:~speolflc studies. We he~ve-opened up 
many soft spots and w~ have flxed.a lot of soft spots. But when you 
get right down to a chart on the wall that says, "How many items do 
you have to get production co,mmltments for?" you have to have abig 
wall, because there are a tremendous n%mber ofitems involved° How 
many do we have commitments for? I ~m ~old, only about 20 percent, : 
So that on the rest of them, even though we know the thlngs that we 
want and when'we want them and the rates at which we want them, we 
have found nobod~V llke Mr. Peale down here to a~ree that he is willing 
to do that for us and can do It without interjecting a 10t of h~othetical 
assumptions. Some of those folks~havenlt e~en had an opportunity to 
commit a~ all. . . -  

S o  I ss~ that mobilization planning reposes in that uniquely 
~mericanpredicament of being behind Schedule, but fortified with a 
lot of people who say, "Well, yes, we are behind ~ schedule; but., boy, 
you Just watch us sprint fOr:the tap~ We Wi~ll get there in time~" 

It is my opinion that maybe we ought to'look carefull~ and 
critically at mobillzation~plannln~, Inci~entally,~I am not i~ the 
mobilization planning business ri~ht now. I mm not here plugging 
for bigger appropriations for my own outfit. ~t is my opinion that 
planning is behind schedule; sad, although we could make the old 
college try and probably~get it on Schedule Just-at ~he last minute, 
we have dQne/tha~ so ~an/f timesand :I ~m BrObably g~i~g s.o old 
that I would like~o do it a llttle'dlfferent~y'this t~me., I would 
like perhaps to take ~he next year or two off~a, nd 9ut more effort 
into planning, ~et it up to.-date, ~@t ~our: cycle through:,at least :. 
once on these new requirements, . , . . , .  

That wouldn't cost much money. I think thmt the principal 
R~ace where we would need financing would b~In putting a ~ewmoTe '~ 
people to w@rk on planning, Of course, you all know w~mt meazer 
salaries the GOvernment pays. It wouldn'tcost many millions of 
dollars t~getquitea fewpeople involved Inmobilization pla~ming 
~nd maybe pus t it along a little bit faster, sO that we Will De a 

.. little bit farther along in having a plan actually to manufacture 
hthe items that we need, that' is, a plan in which the industry has 
committed itself to manufacture certain things. 

a.i 
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Tha~t.is about where we stand. I think we are behind schedule~ 
I think we are a little late and we ought to do something about ito 

Apropos of that position is something that actually occurred 
a fevJ days ~ge over on the other side of the river. I ~as almost 
thirty n~inute, s late in getting to the office~. I Jumped out of the 
car in the south p~rki~g narrow walk. I overlooked 
two l~eople who were re~r~ h~ cartoons you have ~ver 
seen about governmen~ employees~ There on- the right was a gentleman 
of adequate physique, and, I would estimate, in the middle fifties in 
age, who had the perfect air of r~laxed confidence that comes from long 
years of service in t~ s left was a fancy young 

of those, shawls 
; walk, I couldn ~ 

to slow down and 
I heard the youn 
As hard as I try 
to get ~to the of 
tbdo about ~ito" 
Government, •said~ "Well, 
That has been happening, t 

er slioes and. s~e was obviously 
hair was all tied up in one 

ere meandering up the 
t was necessary for me 
.walked along ~here, 
ust can I t understand it~ 
n the morning in an effort 
y and I don ~t know ~hat 

many years i.n the 
bout it if I were you. 
hing ~t.O'" worryabout 

at all." They walked along for anotSermlnute or two, and tDJ.s young 
lady blossomed forth again. She 'app~rently had bee'n ponderingthe subject 
some more. a~:a she said,"Well, anyhow, I ahi at ~east half rightj because 
I always manage to quit on time., 

I don ~ t think that would be funny except for the fact that it 
was a true exoerience~ By golly, there are people like t.hat, who are 
half rlght~ The~ are late, and they ought to be getting along with 
planning and getlt finished Upo I think our mobilization planning is .... 
in that condition° Even ~. though I toid you I was a pa:h%nt medicine 
salesman, ~ ~am n0t in the mobilization planning business now. If what 
I say results in greater appropriations end more elffort being given to 
planning t.han is. being glve~q at this .time, I will cut my co~<oons as a 
taxpayer and not as a member of the Administration° 

I wish to thank you for listenin~ and I i~opE~ my presentation 
has ~ been adequately palatable o: 

QUESTION: In your illustration t~at you g~ve, of the A. O. 
Smith Corporation, apparently you got to this comPany withyour !~.nding 
gear requirements before either the Navy or the Army v~ent to it with 
their requirements. That being the case, I am-a -little at a loss to 
understand ho~ the M~anltions Board would kno~ how it wanted to allocate 
the capacity of~this .plant between the thre(~ sets of requiremc~ntso Is 



there any attempt being made to gent tbg~ther the requirements of the 
three services on a particular plant..before theplant_is, approached 
relative to those requlrement~? I would also lfke to know in that 
illustration where the armed services.procure~ent plsnnin~ officer 
enters the. pictureJ " - - .  

GENERAL SHEPARD~ That is a.good question. I had to sell a .  

10t of patent medicine this ~ornlng 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 critical point, and.probably I should 
have covered it~ 

The direct answer to~.the questio n is this: There havebeen 
divided between the three services 26~000 manufacturerso They have 
been divided into three groups, "and those in each gr,oUp will be contacted 
,by Only one service° I donlt happento know in which group the A. O~ • 
SmithCorporation~.haS. been"plaCe~~~w~et~e~:~-~ Army, or"AirForce~ . 
But the Munitions Board, v~ry Inteili~ent~y:;:h~,t~rb~h itslprocesses 
asszgned about a th~rd, of..those 26~000 manufacturers to the Air Force~s 

"surveillance, shall we say. That'doesn.~t mean ~ that the Air Force•owns 
them° It simply means that the Ai~.For~e appoints an,.~rm~d forces 
procurenent planning officer who. Will~be the one m~n who should tal~ 
to Mr. Heath about.what Mr. Heath should do for the:three serv~cBs~ 

I hurried ove.r that 'detail in an effort to try to cover the 
broader aspects of the subject~ but that iS exactly wlqat"~appens -- We 
~t the Air Force wouldn't go to Mro ~Hes%h directly. We Would ~a 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. planning or the Navy planning indicates that their require~ 
merits are thus"andl so, or approximately thus or..so;~ or he would say, 
"Their plsnning is at.such a :point that you Just. have .to use your 
judgment, and apply: what you think~s an appropriate..level"of torpedo. 
manufacture or bomb manufactUre~" .~his thing will b~e. refined*later.om-" 
Obviously, the Air Forces would.'then still go tO the .:Munltions Board 
and get the cooperation of the other two services, and get an approval 
on :that production capability for 2-,~7 landing gears° 

This doesn't mean that the commitments would never cha~ge. 
On the. contrary, as this pl~u is worked t~hrdugh to completion~ it 
will be oft'en necess~.ry to chsmge, not once but. se~cral times, the 
production commitments on any one. manufacturer:s plant, Just t.ake, 
for example, . the fact. that not only the war plans change, but designs 
of individua! items c~.ngeo. That in some cases very mar~ed],y affects 

. . . w • 

a manufacturer's abllz.ty to produce° 

4 , L ... 



So • m~bilization.planning that I described rather hurriedly 
i.s :a. much more detailed p@oced~re..Land a much better coordinated 
p~oced'ure.than it wo.~.l dseenT: s=t first slght, It i s.a completely 
erganized eff.ort, All fh0s.e ~uestions ~0uld be ~answeeed'-before, 
the stamp"of'.approv~i"waS piaced on t~hat alioce.ti0n' of cs.pacity. 

QUESTION: To what..'ex~ent, does the actual procurenent get 
tied in ~ with :~mGbilization plsnning? -Take your example of A~' 0. 
Smith,. i lf you .wanted 500 sets of those landing geers.actually " 
delivered, ~ould his offer .to build 200 be tied in the procurement . 
contract with .a.requirement that he would ale0 h2.ve to tell you 
how he cbul& ex@and and to what extent he could meet yourneed 

for 50.0?. 

G%~,~IERAL SH_EPARD: The answer to your questinn is that the 
current procurem#nt effort is closely related to the ~ob{lization " 
effort, Depending the manufacturer~ 

depending on the too! 
broke and who' isn't. 
come. out. of current 
out of m0~illzation 

d de.pending on who is 
is~nding gear might 
.or it might be financed 

r event the contractual 
ndivid.ual--and i am technicalities woul 

speaking from the Air Force manner of' d~ing thlngs'no%~-who wor~rie s 
about the current problem of landing .gear-producfloa., So .that the 
two programs are completely and thoroughly integrated and there is a 
considerable amount of flexibility and interchange between them, the 
Comptroller General being willing: of courseo 

b 

QUESTION°" ~ Whaf happens, in the case of plants other than these 
26,000 which are, let as say, controiled by the Munition~ Board so far 
as allocatioh~ are conc.erned~ If the Air Foree or any other service 

- wants to get some.thing ..from a m~nufacturer who is not u~.der the super- 
vision of the Munitions Board, can t.haS serVi~ce go- to l./im end contract 

for planning purposes? 

G~NERAL $HEPA-~D: It certainly can° I ~.beli~eve that.there exists 
~an information, service, if you want to call it th~t, ~whlch, when some- 
.thing like that b.~.ppens, insures that the o.ther services are notified 
of what ~ is going on, Obviously.," desling ~ith"so many items end so many 
manufacturers, there may be. ove~rsights,. Some~0dy ma~ just be negl.ected, 
Let um say ~e forgot Fnrd,.We didn It., ~butl suppose we didO. If one of 
the services wanted, to go and si~. Ford..~p to do so.me.thing, it would be 
qui~e appropriate f~r the. Munitions. Bosr~ and theother two services 

• to know:about it, so that if Something has_ been. ove.r-lo6k~d, it can be 
rect{fied, There does exist an actual proc~'~u~e T~r-doi~g that. 

. . . . . . .  X5 ,- 

i~[. L. ~ ~=~, ~ r ~.. 



L~ L ~ I  ~ 

QUESTION: Ia regard to over-all mobilization .~lan, does a~y exist 
as to how much oz' ~hat-.percent~ge of his consumer goods production a 
certain manufacturer may cut back from time to time? Could you, for 
instanoe,..decide that for the sutomotive industry, or for refrigerators 
or other items, if war comes, therewould be only lO percent produc%ion~ 
Is there any such plan as t~t in existences 

G~_~AL SHEPAZqD: So far as I know, there is not~ I may be in 
error.in making that statement~ but I believe tl~at if there were such 
a plan, I would have discovered it before n6w~ I think, on the contrary, 
that people are making assumptions about the manufacturing of civilian 
consumer items; and I think that is one of the areas, in which the Nation- 
al Security Resources Board has quite a lot yet to dO. 

QUESTION: In the case of A~ Oo Smith that you cited, if certain 
critical materials were needed for performing this contract~ what pro- 
vision'is made for making those available to him when needed? 

GENERAL.SHEPARD~ Tentat~vea!!ocations"of the critical materials 
ar~ arranged through the M~Itlons Bbsrd. Again, because of the shortage 
of time, I passed over too qui¢~i.y~:the ratherc0mprehensive stockpi:ling 
effort in critical materials that has. beenundertaken by the Munitions 
Board. There exists a procedure by which allocations can be made in 
advance~ : 

No~, all these things that i a~ tal~ing"about must~be measured 
against an ui~derstanding t!~at we are really just beginning to get this 
planning going in high gear. Idonlt'think the detailed allocation 
of all the materials that are in the stockpile has been done. Tb.e 
detailed allocation of all the plants, the assignment of productive 
capacity, I have already told you~ has.not beendone~ So I will answer 
you in t~e affirmativeby saying that a procedure exists, but-you might 
be able to prove that this is not so; that. some of the critical materials 
havenlt been allocated or that-nothlng hasbeendone about ~hem. 

QUESTION~ You brought out the point that this mobilizatio:n 
planning cycle has never been completed snd recommended that steps be 
taken td :Con~lete ito Is it'possible that this cycle c~uld ever be 
complete~, donsidering the fact t~hst ynu ,have su&h-'rapid c~nges.in 
des'ign developments in all tke virious fieldsof the aircraft ludustry~ 
In spite of the fact that y'~u may not come out with a new war plan~ 
wouldnlt Just the changes that come from design and development prevent 
your completing a cycle? 

GENERAL. SHEPARD~. In order to say whether or not it can be 
completed, I would have to call on Uncle Joe and ssk, how 10ng are 
you going to keep still? But in mF opinion--and this is a personal 
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opinion purely and simply-.it is possible in a reascnab!e period 
~of time to run. completely ~t~o~h-..~no~ugh o~::the items that will_ 
be-required in the~ie~ent ;Of~'.~!m~.i~iz~.ti~on/'expansion to ,be able to 
say/, "We imi~e a pi~./L~W~e h~v~. "co~Itments from industry. Our 
~planhas been test'erie "~ I certainly think it caliber,done-i~ a'~ 
reasoneble time. ....... .; .......... 

We. . QU~STIOI~. ':"i~ seems to me that .ohe of: thee :most ..s:igr~if~cant 
things you saidiS~'"t~t ,our aircriYt industry:as .of this. moment is-- 
not hea!~t~y~. I~ J~st wonder if you could tell us in what ways the 
hobillz~ti'o.d' pi~h~Inig effort"isproceeding ,to try. to correct that 
.~i tuation, .......... ... ~'~. 

? : • """ '- . .. L- -. : , 

.: . . . . . . :  ,~ - • 

• .' ...... -. ~IZ-'~RAL SE~Pf42Jg: The mobiiization~planning procedure :is not 
/:g0Iflg'~o ~c ........... ~n baeM the ps.ge~ now~- 

I said tha% ~e of the elements, of ,air 
industrial industry is one of the 

~.,'~-ther.eli~me~'S. The"heslth of ~he industry in mobilization"planning 
ter~s .%ilI' b¢"a~hi'e~ed only~, alweys looki~gi: back now to the. BreWster 
an~:: Finiet:ter .~:epo~e ~ir Coordinating Commit tee ~ s report, 
when We"ar~:~~prod~i~'g • .at a higher,, rate of production~ -in 
Other words, may be lO0 million, potunds a year in airframe wei, ght. 
Then and only .then in mobilization terms will the industry be healthy. 
So far as ~aylng dividends is concerned, so 'far as the stock on paper 
is ~ooncerned, the. indus~ry is doing pretty well right now° In fac%, 
i read almost everyweek tb~t aviation sh~res are leadingagain~ .But 
mo.bil~ze.tio~ plan~ing ex2enditure.s.-are no~ g%ing t'o ~.ke the industry 

• "health/ in-those iterms ~t all.. ~ha% is Just Another part of air 
"" ~:n~strial p're~arednesso" :- --: " "-"- - 

. QUESTION~ Are we doing anything about the sltuation aside 
.~ifrom industri~i • pl~nning? " : "~ ~ '• i: :" .~'.~ '- :-.. i .:• $• 

t' 

' "" GENERAL SEEP~:'I' / Y%u~.iein, s•re we "Z~bby, in~ for .mo~@ curr#~t 
'apPropriations~ Of. course not, ....... -: -:' • ' " . ~-:.!-!:• :. 

- ~ • " ~ " T [ : 5 . F I  

QUESTION: Eo~ important %S it that particular items be kept 
current? In other ~words; lh~you9 example you had a partfcular type 
of lauding gear~ Since we always have most ef them as. soon-,as, tbgy 
ar.e made anyway, i~t seems~'"to me we should Spend our me.hey, in..trying 
to keep the indivldual i,~tems current rather tbmn in going on to 
Complete the cycle. ' • - ,, = 

GEnEraL SHEPAPD~ That -is. very important. Le~us talk ~,bout 
t.h!s fgr a mlnute, :You are tal~ng about specificat:ions now. How 
fspor taht i~ .'It ~o ,l~ave"a .:froZ~en design? You imply4 as' histogram, 

.. ind$cates, th~t we Are always ~ changing these thin~ao,-Sure we ar.e.. 
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We do it too much. I am s production man now ~nd in my ownpsrticular 
activity i never want to change them. I wish we could keep on building 
the same thing iforever. I wouid~lik4 t6; keep on building it until 
somebody COmes in with a yardstick andtells me, "You ~ve to'change 
this Dr. you are gSing to have the second-bestpieCe of equipmen~o" 

USfort~inately, Mr, Stalin.doesnlt have an "Aviation Weei" or 
any similar periedlcal that gives us a yardstick. 'So what do we d0? 
We keep on forcing desfgn Dh~nges. I say that as long ss you do that, 
you are gofhg ' to ha~e Indlvidual items whichyou can ;t mass-produce, 
because if y6u tried to mass-pro~uce them, you would have to stop your 
line ever so often and-try to fix some, of these things, 

You are plagued here wlth a large volume of metal flowing out, 
but the stuff doesntt work. There is nothing that is easier to under- 
stand than a man from theL:~s!ng servi6e running u~ and down the line 
saying, "D0nTt ship me shy more of that s t~ff, '~ ~ c~an tt use what I have 

nOW, t| 

So I say it is very important to take design s~eps which ,permit 
the fr@ezlng of your production configuration long enough to do-some 
planning on it and do something about it. You canrt run 8 Pr0au~ion 
line that is constantly changing. I say that advisedly, because you 
are always making minor changes, like material substitutions, material 
reviews, different allowances 'for tbleran~ces, and things of that ~nd, 

on individual parts. 

I think it is very Important. I think t~mt our design changes 
have to be accommodated in the futtlre ~ probably in the s~me way we did 
it before---with some sort of a modification application, with perhaps 
modification centers or something llke that° Y~.u just can[t keep on 
improving a thing too frequently. You have to stop and build it. 

QUESTION: So far as the allocation of .manufacturers is 
concerned, aren't we losing time in trying to perfect the designs 
too much before we turn them over to manufacturers for p roduction~ 

G~NFYAL $HEPARD: On the contrary, ~ur current situation is 
in the:opposit~ direction. I:d~n~t think people:are speeding as much 
time as ~mrha-ps they ought to in studying the designs.: I[think they 
are going ahead In t~eir planning with assump%io~s that they can build 
an item as. it Is now designed and that It will. work after they build 
it. Mind :you, right now we l~ave d~signs :of airplanes ~ith after-burners 
located out in the tail. We are <oing ahead and -;bdilding these air- 
:plane@, and our mobilization plan cells for licensees and for lots of 
the p!anes to beproduced, but they d6n~t work. So i thlnk that 
prO~ably we are erring in the other:direction.. 

• 1 8  . . . . . . . . . .  
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QUESTION: You said that, given a reasonable l'eng,th:.~f..time, 
"o ..~,u~ could complete a mobilization cycle. Can you tell us iho~ lohg 

.~t :tal~es from the time you get the •requirements untll you;getqa.:cYcle 
completed? ....:, • 

G~NERAL SHEPARD: I don't know that I am. particularly qualified 
'ito ~alk ~ about t.hat, because that .is no longer my business. I dontt 
have to do anything about it now. But it occurs to me that:a cycle 

:~ .oould be worked out, not having done it once, in probably between a 
lear .and a year and a half. After you have done. Jr.-once, and based 
on a presumption thb.~t ~ the plans won t t C~hange so much But w~hat you can 
use-some of the.or~glnal de,a, I would say you. could do it in less 
than a yea~r.~ i W~uld have to give you t~hat answer, because i think 
it is. possible to do good mobilization planning and do it on an annual 
basis:. I think we have to do it that way, because we are funded in 
the se,rvices.pretty much on an annual basis, 

QUEST!O~T:' fields adjacent to air- 
Plane factories: pre irplanes and were rur.nlng 
out of~ parking spac ced. We couldn't take 
delivery on. some Of th'em, ~: -TOpmanagemen%: was very much aware of the 
requirements :fbr airfrs]nes 'and it iknew all. about the need of: the 
a!rframes::having, engines~ propellers., and gupercharNere, ~nstructions 
were .issued'a!bout~havlng the,se thlnA's ready' to Put in th~ ai:rframes. 
But then the int'erest ~ of top management began to-fade out a little bit 
and suddenly we discovered that nobody had apprized, himself of the fact 
,that the little items of equipment were the things that were holding 

-.up th e deli ve.~y of ~h4~s4 airplanes, They found that they couldntt 
: m.ake air speed"indicSt6rs, , a s . . a n .  example, by the old methods which 
• they were stfll using, and. supply enou~li of.those, 'r.el~tively small 
and insignificant items to keep up with the production/~f airframes. 
In other words, there was an Achilles t heel in the production cycle 
which didnttmake:~itself~khowfl.:~,ntil that time, .. . 

I :a./ hop~ng"th~.t in our listing of the items.'that'.we wil..1 
need for the next war we are trying to avoid that bottleneck, I 
hope that if we have only 50 percent money., enough to a6"an sJll-out job of 
planning, we are n,~t itemwise putting it all on the airfrs~._'~es and 
engines, and neglecting sone of the small bits and pieces, Can you 
tell me •about that? 

GENERAL SHEP, ARD~ I can reassure y~/on that. poi~ .... w,e have 
recorded the exgerlence in the last war. We do remembe%"the airplanes 
that were stacked up on the fields, and we remember t~6 w~, and we 
have documented the why. So the planning that is ~o~'~.In~ undertaken 
today starts out by the preparation of this critical item list that I 
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described;' andyou w~llfinA o=-those llsts:;pred~inantly the small 
items ef equipient,as opposed to the big things like engipes, and 
prSpellers~' I thin~"we.:a~e gi-~ng it all the attenti.on%hat W~ can 
con6istently with the-fact that maybe we need a few more peopl~ like 
you in the planning and dontt ~ove them at the present timeo 

COLONEL:.H~TRY: General Shepard, many of. the subcontractors 
and sub-subs:%hatwe .had.in thelast, war-have gone back to their 
normal lines 0f.Pr.oductfon or may have ~one out of.business entirely° 
In our mobil~zat&.on plahnlng a=e we g~in~ any further than the. prime 
contractors~-' Are: we.leaving.~he, matter of getting subcontractors up 
to them ent~rely~:-6~ are we asMing them .to de some planning of their 
own on that~and:;sUbmit names of subs and sub~. subs that they expect 

t o  u s e ?  ' " ~  . . . . . .  : " . ,  , . - :  -." - 

. , . v  . 

GENERAL SHEPARD,: -We:~re relying almost entirely!on the prime 
contractors at this time, .Quite obviously, the ability to go beyond 
themis going to b~ &~rec~l~ proportlona!~o how far. behind the eight 
ball we are, .If. tKe:~treet'car:is in the. nex~lock and ~e are still 
running with ourt0mgue hanging, out,,we probablywon't do much about 
subcontractors and the sub-subs; but.~f we catch ~p a li%tle bit with 
our mobilization plan and get a little smarter abo~ it and get a little 
more continuity into the business and a little more experience, then 
I think the servibes will. sponmor more direct.observation of Subcon- 
tractor and sub-sub cbn~mi~ments and insist tha.., t the manufacturers do 

more about it. " -- .- 

- I would say ~hat right now ~.he. effcrt in that~field.i.s quite 
-_i limited~ ! den~t wa~t-to deprec&at~ the importance, of it, and I know 

..... it is very important; but not enough has been done~abou~ it ~P to the 

' :  presenttime. . . . . .  

COLOEE~ E~{RY: General Shepard, e# bfhalfof t~e National 
War College and the Industrial College of the Armed Forces,I thank 

" you for amos% informative lecture.Land.discussion pe.riod~ 
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