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. Mr. John W. Pocock attended the College of Wooster and
received his B.A. degres there. He received his M.S. degres
at the Massachusetts Institute of Technology. Nr. Pocock
Jjoined the Armstrong Cork Company upon completing his
graduate work and served for more than five years in various
executive and engincering capacities. He spent two years in
industrial and plant engineering work, becoming staff
assistant to the Vice President of Manufacturing. During
World War II, as an assistsnt chief engineer of the Aireraft
Division, he was responsible for design, toollng and
production enginecring in the sizeable airframe operation:
established by Armstrong. He is today a partner in the
firm of Booz, Allen & Bamllton and is actively ongdged in

- ws - industrial plamming assignments with and for both the armed
services and private industrial.organizations.
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”COLON?L MEETZE : Gontlemen, there sre two 51des to the plcture

of plannlng for production during e national emergency--planning by the.

military service and planning by industry,  We havs heard several.

lectures on. mobilization planning by the various armed services durlng‘

the last few weeks; this morning we are going to have an opportunity

- . of hearlng about industry's planning through the eyes of a man who 1s

actively engaged in industrial plenning a581gnments for both the armed
services and private. 1ndustrlal organlzatlons.

v Cur speaker is Mr. John W. Poaock a partner in the industrial
management firm of Booz, Allen and hamllton. Mr. Pocock received his
graduate degree from MIT, and his entire professional career has been

in an executive and engineering capacity. Incidently, this is a return

@ngagement for Mr. Pocock, as he spoke to us last year.

The aubeCt of lir. Pocock's locture thls morning is Wlndustry
Views Industrial Planning for Defense."

Gentlemen, it is a Dloasure to prespnt Mro Pocock: and Jelcome
him back to the Industrlal College. , -

MR. POCOCK : It is e pleasure to be with you gentlemen to
discuss problems of industrial planning for defernss and to exanmine
today's activities in the field from industry's point of view., . I'am
going to refrain from any opening discussion as to the growth of the

importance of industrial planning as a part of military planning, since

I.am sure that by this point in your course your instructors and guestv

lecturers havs adequately dsveloped this thesis. Suffics to say that

this growing emphasis on industrial plenning in peacetime has occasioned

some moments of distress as military men have striven to understand the.
mechanics of industry, and some momerts of reluctance as industry has

turned away from profitable peacetime pursuits to devote time and energy . 
to developing war plans. "hile there can be no denying that substantial

progress. has been made in industrial plannlng for defense in the past
~several years, all has not been smooth sailing and there still exist

today some basic problems and attitudes which could threaten the success

of the con’clnulng program,

Slnce;for better or worse those of us in this room have bedonie
closely involved in industrial planning for defense, I suggest we examine

some of these problem areas, not with a detached academic interest but
with a sense of personal urgency that must come with the reopons1b111ty
our fellow ‘citizens have assigned use
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When I speak of industrial planning for defenss, I am speaking
of all plans and physical preparations of industry to assist or make
possible the tran81t10n from the normal peacetimse statb to full ﬂmurguncy
outpute. ?

You will note the phrase "plans of industry." I think we.
recognize that all the top planning and ccordination in the world means
nothing if the activities so coordinated aren't themselves doing an
effective job. The activities in this case are the individual companies,-
each engaged to a greater or lessecr degree in-its own mobilization planning.
It is within the company organizations that the great bulk of the labor
lies. ' ‘

. 0f course, there arc various degrees of ulannlng effort roqulred,
Last year I spokw of - four, and I think they still hold.

1. 'CompaniGS'Whose product Will not shift,during an smergency .
period and whose planmning effort is simply how to increasz or cut back
volume. Much of this is product required to maintain a given level of
civilian economy. Mining, transport, and food processing are perhaps:
good examples. . o

2. Companies whose speocific produet wili shift yet remain in
the field of their knowledge and experisence. Much of this is civilian-
type product required for support of ths military effort., Weavers and
distillers are perhaps representative. Planning is extended somewhat,
and problems of physical conversion of plant now enter into the picture.

- 3., Companies whose specific product may be discontinued and
conversion required to productlon of existing materiel, or companies ’
whose expansion requirements are so tremendous as to put them on another
plane of operation entirely. Although the munitions items %o be produced
may be developed and some production experience accrued, still th@r
mobilization changes are of major, proportlo 1s and require major shif
in the "modus operandi' of the company. The automotive, aircraft, and
shipbuilding industriss are ocutstanding exemples,. It.is in this

category that most of our planning effort today is concentrated.

4, Organizations which will be expected to spring into produc-
tion of new and advanced materiel, .which bscause of technological advan-
tage is required in quantity and at an early date, but upon which, bszcause
it is new, we have no direct experience upor. which to base our plannlr
I am speaking of our electronic fire-control systems, stabilized gun
platforms, guided missles, and of gourse certain new and advanced air-

craft. BT - C

I think in our industrial planning we too often loock at the
‘complexities and unknowns in this. fourth category, and then in an uneasy
and selfconscious manner turn our backs with the comment "we!ll have
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to wait until some xperience”iS"built'up;" fAc‘ually, short of war, no
great experience will be build up unless a program to accunulate this
experlence is laic out~—but more of thid later..

Now,"of course, all planning situations can't be neatly
pocketed in one of these four categories. Most situations involve
problems typical of more than one. Today my discussions are most ' :
applicable to the last two categories, since all elements of planning
~are included in them. ‘ ' '

_ 'Back again to the pnrase "plans of industry." Among the

growinb group of professional industrial planners for defense--of both
industry and the military--ws often hear the statement, "industrial
planning must be dons by industry itself." I wonder if we really believe
that? As I work with many groups in the fiseld I hear opinions ekpressed
that run from a bellgf in the complete rosponsibility of the military

for industrial planning, right down to nut and bolt scheduling, to a

belief in-an almost "laissez faire" program wherein, given his production
schedale, each producer should lay his own best plans and then count on
. the’ normal checks and balances in our economy to integrate all individual
planning durlng the actual mobilization period., Obviously, neither
extreme is ths entire answer. k

T wondsr if we can sort out some of tLv, actors in this picture
toward the end of consuructlng @ general pclluy provositiona.

Industry’s General Planning Practices

Let!s Porget the "for defense” phrase and talk about industry's
gpnerdl plannlng practlces. Industry in general has be=sn pretty success-
$ul.in this country for a good many generations. Indeed, ths strangth of
“the country has risen pretty well in diregct ratioc to the growth of the
industry. Of course, this growth of industry is the composits growth

of a multitude of individual industrial units, each with its pcople

ongaged in planning how they can better meet the future as they see it
Since man is not yet sbls to compls tﬂly control his destiny, so also

blind chance wnters this picture. But in the long run thes only ingredient
countoracting pure chance is the human mind st work and planning. Thus,

T submit that the thinking end planning of Amesrican indus®try must have
“been fairly good to schisve the success demonstiratod.

Furthermors, the pinnacle of achievement was attained in World
War II. If we agree that this almost instinctive ability in industry
to ‘plan was to a large degres responsible for the. recent wartime performs
‘ance; we must also admit that this ability probably has not complotely
vegetated in the few ysars since the war. '
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. What, then, is this planning that.inéustry-is 50 capable in?
There are many ways to approach ite. I will try to break it down iv o
fashion which meshes with the continuing discussicn,

We can break industry!'s plaming into thres phases:

l. What product is to be made and how much of i%,
2. How the product can be mads to mest these rsguircments,
3. How the product can be made at = profit.

The first arss is that of preduct und marks+t rossarch and
'planning. It is an ares in which imsrican industry hes become quits
accomplished and set stendards for the world. I pass over it gquickly
for reascns that arec or will becoms apparant. ' '

The second ares--"how the product can be nede"~~is the one of
greatest interest to us here teddy. Let's split it further. "Eow to muke
planning includes: '

1. Developmont and design of the product so that it meots the
performance requiremsnts and so that it can be physically manufactured
at an expenditure of effort consistent with the value of ths product to
the user. ' ‘

2. Develcpment of methods whersby the product can be manufactured.
This is the planning and layout 0f tho productiovn machine. This is the
spct in which American industry has consistantly worked, the miracles of
"producticn know-how." And this kniow-how is something that results from
planning, ecxperiment, aind more plunning

3. Preovision of the ingredisnts reguired for productione-o
‘schedule and in the right guantity, ’

Facilities and equipment.
Materiol.
Trained Munpower.

This is the ares of largest detail plenning effort and ons in
-which industry has long been sctive.

4. Finaneial and cost planning which details the program . to
underwrite the producticn of the goods.

S
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. 5. lanagement organization to properly supsrvise the total
effort--a phrase quickly read but pregnant with the most fundamental
problems of any planning done by Lndusiry. ’

These five sub-areas of "how to make it" planning are repeatedly
‘accomplished by successful industrial organizations for.cach new ®r
revised product--whether a new style of shoe or a mew jet fig ntﬂr.

The cumulative detailed plans for easch product are then the total “indus-

trial plan for ths company and are carcfully matched with the total

capacity of the company to absorb the program. I realize that youare

familiar with this sequence, but our task at the moment is to sort out

our thoughts prior to .digging out soms basic suggestions for improvement.

Thus is answered "how can the product be made." ' ' .
. The third phase of plarming covered "how to make the ;1 duct at

a profit." I bring this in becauss profits are measured in dollars,. and

dollars are the traditional common denominator in evaluating the effort

required to produce againstﬂtk"valum of the product to the user.. Thus, .

industry is not immune to the problems of substitution for scarce (or |

oxpensive) materials, design for producibility (lsss expsnsive msnufacture)

high utilization of facilities (lowsr overhead cost)--and I could go on

and on. The point I want to drivs home is that irdustry's planning in

our country has always been strongly flavored with getting the most out

of the least--no new psychology n=cd be developed on this score as we

move over to the "for defense™ plamning. And if you dén't believe

that this planning is done under pressure, I wish you could have

been behind the scenes in the battle to reach the market with

automatic washers. Companies ih that battle were engaged in total

plannlng afforts spurred on by a more than sentimental urge toward

gconomic survival, : B

This, then, is the pattern of -industry's planning for ynars
back--and evidently-a successful ong since it is hard to deny ¢
existence of succsssful industry ir this country today. . May I suggest
that the heart of the entire problem of industrial mobilization planning
is How most effectively to harness this demonstruted aptitude of  industry
for dynamic planning to problems of 1ndusfr1;l planning for defense.

Industrial Planning for Defenss

ow, of courss, industrial p lunilng for defonsc isn't new.
Gcnghls Khaa was fairly successful . w1th his program making it mandatory
to provide or have availabls so many ponies per warrior, bows, arrows,
armor-~including reszrves-- plus f10111t1u to roise food, maintain war
materisl, and so on. It's true that the great Khan's "for defensc"
degenerated into a roving of fenss~-but the allocation of = portiorn of
his economic capacity on o controlled busis was certainly an offecti
program




As we oxtend the general industrial planning practicss of
industry to”thw defeonse planning, it scoms fo me w2 have thres major
p01nts of differenceo

1. Thf Droduot specifications and quantities now are handed
over by the” militury. Thus, the first area of normal industry plonning
is supplantv S .

2¢ The time perlod anticipated in normal productiocn plunning
is foreshortened. Urgeney of achievement. takes priority over ultimate

~economy. The oxtent and emsrgency valus of this time period forsshorten-

and the’gurrent war plins, For military matorie

this top direction doss not supplart, but mer

ing and the added cost to be incurred as n rssult must bs détermined by
and underwritten by those respoﬂsiblu for the Nation's over-all plan.

3+ The normal profit’ pfluences CCltrOlllP geonomy of
productlon ars supplemontsd by sbsolute limits Oi”nptlbndl capucity of
men, material, and so forth, thus reguiring allocations on a tional - o
buSlS. T ' ' ‘ v : ;

.

~All of thesc points taks the industrial planning for dsfonse
boyond purely laehl company olanning and require « coordinated direc-
tion from psople informsd in the Wation's total. production potential
1, that means you gentle-
men and those who have gone bufors you Lo such top moblllzqtlon Dl*rnlng
regsponsibilities. : ; ,

You will notice that cxcsvt in th@ aroa of product determinatien,
aly guides tho planning of
industry itself. I am ofraid we ofton taks sn srbitions intsrpretation
of this phrase "guide and coordinate” and forget that to guide and
coordinate you don't have:to know all the detsils--in fact, you arc
usually better off if ycu studio usly avold them.

This top *uldfh % and cogrd‘ aficm reculires wore scund, relaxed
thinking, and planhing than it does fevsrish poneil pushing, collection
of statisties, and so on. This is unfcrtunate since most of us--myself
included-«gravitate toward the latter sines it is = mors tangible task.
However, you oan-ot substitute moss physieal activity for mental acumen--
and offective plarming is lurgely the oxsrcise of wontdl heumen by small .
groups. You gnw omon are ancang thoss sxpected to supply tn;s-lnérealent.

Af we are to assign this top guidunce und-ccordination task. to
a small- body, of imtelligent spselalists, we must recugnize that this
group ‘in harnessing 1ﬂdbsﬁ' ’s Qlunnlng cbility toAthu.prpblom.cannot

command compliance’ but must "sall" cooperation, This implies a balanced ©
unaorstandlng of industry's perlﬁmu s it plaps for dsfense mobilizaticn,




Objeotives of Industrial Planning for Defente

These problems should be viewed against the background of the
major objectives. I suggest five objectives. You have heard other lists
but thess, I believe, sncompass sll lesser objoctives. ‘

~ Given the materisl to bc preduced both zs to type and guantity
(this by our military staffs) and given that portion of cur national
productive capacity available for military production during an emergency
(this by National Security Resources Board), our simple objectives
should be:

: 1. ‘Selection of tentative producers on the basis of demonstrated
~capabilities and establishment of informative liaison with each.

2+ Provision of springboard producticn or preparedness. programs
which provide a realistic base for the mobilizaticn race to come.

3. Allocation of materials, man ower, and facilities in a brecad
: 2
pattern in line with realistic estimates of total emergency capacity
across the Wation. '

4. Development. of individual speed-up programs to shorten the
conversion or expansion period, including taking such physical steps
as are economically possible in advance of the EMErgency.

5. Organization of a nucleus which can be rapidly expanded
to take over direction of the Naticn's total prcducticon effort during
an emergency. '

Now our job is to move as far as we can toward thesa ¢b jectives
using the collectivs abilities ¢f industry and gcvermment--wasting no
useful ability and creating new asctivities only where nons are adegusate
to meet the need. What then is the broad form of cur idealized program-
of industrial planning for defense.

Broad Qutline of Planning Activity

Broadly speaking, the military share of industrial planning is
ths definition of what is to be produced, the sslsectivn of organizations
to do the producing, assistance to industry whers necessary in making
planning workable and then keoping score to see that our total actual

capacity is not exceeded in paper planning.

In the other directicn, industrialists must furnish the
 information upon which to base judgment as to product assigmment, must
develop practieal. and realistic mobilization plans in accordance with
military requirements, have sense enough to cry for help when they nesd

it and then actively support their program when once it has been cleared.




This assignment cf reuo HSlbllluleo puts tbe mllltary partlcipaq
tion in the area of poliecy wmaking, lrfyrmaﬁ liaison, and scurs keeping--
a job with high-thirking ability centent but r?ldulVle small staffs.
Industry shoulders the responsibility for fkhe mass of_planning detail

and performs the heavy man-hour. jcbh.

_ Let's guickly review the ideal sequence ycu've been over many
ti]ﬂes . ' .

1. XNSBRB allocates military share of Natipn's capacity.

2. JGS. determines materiel reculremsnis.
3. Tach service coordinatod b unitions Beard, selectes
. , 4
T producers and definss Wﬁlt gach is to *ake and what he has
to make it with., :
4, T®ach producer trepares his mebilization Dld s and bterhlnes
- = 1 ”
his requiremsnts for carrying out the plan--then repcrts tco
kis services : ' :

5+ The servicss and ¥
" initiate revisicn o
notsd,

‘unitions Board integrate all plans and
r corrective activn where wnbalance is

Keeping in mind the philoscphics established carlier in this
and alsc . this 51“nlu segucnics of responsibilities--what are
pro lemu thot today keep us from full realizativn of our

Teday's Problems

I am going to confins myself tc areus of pussible .1ounaergtan01ﬂa,

confusing attitudes of mind and inccrrect or corfused asreas U activity,
rather then any specific "black list." I am zoing to mention soveral
rrors we seem tC be slibping into--in full reccgrnition that Sinellimite
tlons kold me from de :tailing the. many progressive trends in cur lnaabtrlul
planning for defense.. :

‘1. The Attempt at Complete Coverage

One of the freguent weaknesses we find -in. business planning

+today is that an sttempbt is rade to cover the waterfront without regard

for the quality of the coverage. This sams weakness. can .render. our
industrial planning for defense cuite innvcuous, ‘

The entire scope «f what we would like to do is often beyond
cur capacity to do. Ve then face the choice of doing a few things well
or trying tc¢ spread cur coverage with the certain kncwledge that the

8
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effectiveness of our work will fall off, Such attenuation of effort

~ can:result in a completely wastsful dlsper51un. ¥ot only do you expend
"all ‘and get zero eff@ctlvnncss--wnzch at least Would still keep the

preblem within the family--but you may well, under pressure for performe

ance over too wide an area, actually produce unsound and erruneous

planning which can bring disaster.

This matter is of extreme importance since it is improbable
+that we ever shall find it reasonable or economical to develop dynamic,
up to the minute moblllzatlun plans for every potential partlclpant,
large and small, in our emerbency pr”ductlun program.

Ian told that during the last ygars of the war in Gormany an
interesting project in coumplete coverage was underways The projsct,
under the general direction of the Gestapo, was to completely forscast,
organize, and catolog every thought of which the humen brain is capable,
Presumably all would then be codsd and correlations run which would
indicate potentially dangerocus ‘accunulations of isclated thoughts 'in an
1nd1v1dual’s brain and the allowable levels of such accumulaticn before .

extermlnatlon became advisable. By collecting information on each
" citizen's thoughts and properly ccllatlng ‘it on perhaps 'a punched card
" system, a complete police cuverage of a ‘nation's thought would be
cbtained--a glow of « lectronlc c1rcu1ts, a bcll rlnvlng, and & bullet
thrcugh tho head.

Well, ths story is probably-dpucrjpnal dnd one could cons1dor at
grest length the interesting political possibilities of sceret shunts in
the computer circuits, but the point of the story is that the projesct fell
_ thrﬁugh becausec the coverage was just toc great. ‘It would have taken a

police orgsdnization larger than the naticn's populatlon~-and then- Wcula
‘havm comc the problcm of pollclng the pullce. ~ '

I suggest that some of our industrizl planning for defense leans
in this directicn. It would seem, therefore, that it is of prinary
importance that we carcfully znalyze the areas of industry in which
planning is of critical importancs, und ‘then - organize vur limited planning
forees toc do a thCroubh, effective job in thése critical arnas--and naybe
we have to lot many areas uf losser 1rpbrtunoe Just goo hanz.

This is not merely a matter of decision and imstruetion from the

" tope. It calls for the generation of a working philosophy amcng all who
participate in industrial planning for defense. It calls for the ability
to select for attonticn the critical detuils of critical matters in -
critical areas of industrial planning. It calls for good, straight

thinking ‘and the knowledge that it is alwuys easier to tell a subordinate

to Mcover ths field" than to thoughtfully select specific points for action.

&
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To sum it up, let!s not dissipate our Ulanrln» strengths Let's
be selective rather than all 1ncluu1v,-Jnd do a gooed job. en everything
we. select to undertake. ‘ o '

2+ The Anchor of Detail

There has probably never been a planning program.undertaken by
man that has not been threatensd by the creeplng paralysis of statistical
.detail. " Even Voah--the central figure in a planning program of more
than passing 1mportanca to us all--must have been burdensd with rosters,
check lists, and sc on, although he saved a lot of trouble by standard--
izing on requirements at the start, ‘ . SR

We ourselves, in our defsnse planning, tend to bescome bogged -
down in lengthy consideraticn of minutia. It may go far beyond the
- . peint of diminishing returns to. calculate the quantity of all magnesium
shapes required by item, by month, by facility, but it is useful to.
know the aporox1matc total tonnage required and to relate it against.
total capacity estimates. In this regard we should not be concerned as
to whether the total requirement is 90 million pounds or 110 millicn,
but that about 100 million pounds is about twice as much as our about
50 million pounds capacity. This being ths cass, we take actlon to. step
up the capacity or to cut back the requirements. You will note +that our
- V"about" estimates ‘could have been off by 20 percent or more without
changing our conclusion that here was a ori%ical area for,planningb.

~This is "order of magnituds" or "d: rcimal 301nt"'ost¢mat1ng and
is extremely useful ir roughing out the problem ahd 1solat1ng critical
areas for considerdtion--ths process of selsction made in our last point.
Once the critical arsas ars blockzd ocut, sstimates can be refined,
although this is but a rslative and not an ultimats refinemont, and
more exact evaluations mads, C ‘ ' ‘

"For xample, we estimnte that we have about 50 mllllon pﬁunds
mugnbs1um capacity available over a given pericd.. As & next step we
- can go to all potential users of this ma agnesium and ask for complete. and
detailed estimates of usage--quits a job. - C :
Or we canget order of magnitude cstimates thatjgivé uslfork
Airoraft--between 50 and 60,000,000,
"Incendmry Be mbs--bctztra”n 20 and 40,000, ooo..
:Instruments--be ween 50 and' 500,000.:

others--batwosen 100 and 1,000,000,

»/
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The last two estimates appear ridiculous as estimates. But,
although ridieculous as individual estimates; they are valuable in relation
to the total picture. A glance shows that they are insignificant and
may be ignored as major factors. It is with the first two we must concern

" oursélves as we lopk for means to cut requirements or justification of
capacity expansion. ' ' ' - o

.2 This same philosophy of avoiding details while locating key
factors and controlling relationships canbe extended to other areas of
planning. Details are the easiest things in the world to accumulate &
lot of, and the hardest to shake loose.. Mankind has a knack of becoming
completely hypnotized by figures and details to the exbent that he over=
looks these controlling relationships.

v Yot long ago a well-known company decided to keep 1ts accounts
only :to the nearest dollar-=~let the pennies go. They were pleasantly
surprised to find how much ~detail lsabor was eliminatsds. Reports .came
through earliér, tempers- improved and manpower was freed to do more
creatives work. ' :

Perhaps in our industrial planning for defonse we can "drop the’
pennies." Or, working from ths othsr end, do our planning to only two =
.significant figures~-certainly not mors than thrés.. ‘ ' '

To sum up, let's do more of our planning in-terms of Yorders of
magnitude,® ‘then back it up whers nscsssary with detail; let's not '
unthinkingly collect reams of detail in the hope that post collection
analysis may show us ths reason we collscted. it in the first place.

%, Static vs. Dynamic Flanning

.0f one thing we may be surg--our plans of this year will probably
be out of date by next year. Our planning program should, therefore,
contemplate review and revision of individual plans on something approach-
ing an annual basis. Since an out-of-date plan is a dead plan, it follows
that to omit the cyclical review and constant revision is to- strew our
wake with dead planning. S :

; - Our industrial planning for defense simply must be of* a dynamic
rather than a static naturs. Again I know this makes ths job tougher.

: Perhaps one of our failings has been in not rscognizing the
dynamic, c¢yclical nature of planning--that for every man-year of affort
put into a new plan this year, perhaps six man-months of effort must be
-put into keeping the plan up to date nsxt year wnd &very yoar thercafter
until the need for the plan dies, .This being the case we can very casily
- snowball our work impossibly as we continue to extend our areas of cover-
age sach year, You don't consider:the job dons when a new destroysr is’
put into commission=smaintenance can be quite an’item. The same holds
for a mobilization program. '

11
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Cther than disregarding the dynamlc aspect of planning . or olse
Just not 1n1t1at1ng any nca programs, there are three thanS you can do.

-1, .Be'selectlve—nmaka gach project count ..
2. Avoid unnecéssury detail——YOurbeffort ﬁill sfretch farther.
,3. Get more. people. ‘ | _
‘The +third point has its limits today; sé the flrst two offer
the real out; but whatever we do, don't let's initiate a bunch of

programs we can't maintain.

4, Overly Theoretical Flanning

This is just a short ome. You can base pléns completely on
isolated formula. You can base plans completely on the mass conjecture:
of 1nd1v1duals active in a given 1ndustrlal field. '

It is true that synthetic and theoretical plamning lures us
with poss1b111t1es of time~saving mechanical analyses and ease of
revision or variation. Also, planning based purely on experience or ,
"know=how" can becoms just an opinion poll. Bub, some of both is needed.
The inertia of man is such that he lesans toward synthstic, push-button
labor-saving devices. Fven if the synthetic planning formulae ars
100 percent 'sound, which is an imprcbable situation, there are two
thlngs we can forget

1. Thé result of .synthetic planulng is only as good as the
data put into the formulx-noxperlcncu data« . .

2. Experience grows and alters course from year to years

We cannot, therefore, do our planning in isolation. We must
take continual readings on changing industrial experience ahd accomodate -
our planring practices to thsse shifts. , CL

I recall reforence to a comment of Albert Speer, German Minister
of Armament, on-this matter and I think i% brings home the point so well.
. that I'm going to quots Speer's statement directly. In answer to a
question, "What fundamcntal srrors do you blame for your low leCl of
. producticn- {during the sarly war years)?" Speer says:

"The Reichswehr dealt with armament problems theoretlcally.
Industry gencrally had no great inelination to participate in this
preparatory work. After 1933, the Wehrmacht was therefore forced

- to build up (huge). admlnlstratlve crganizations * * x These.. organ-
izations, consisting eof officers and civil service officigls, con-
ducted purely theoretical dellberatlons on rearmament and became s0
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large that they managed only to keep each other busy. They
committed what might be salled mental incest, and when Germany's
rearmement got aotJVPly under way, all ths mistakes whlch later
led to the surpr1s1ngly low level of armaments productlon were
already cmbryonlcally presont.f :

'Wk were at a grmat dlsadvantage because our rearmament had
‘been planned too long on a thsoretic baols.".

I can add nothlng to this statement of Speer's in emphaéis of
the dangers of overly theoratlcal plinnlng. B P

" Ba The Dlsregard ‘of Realistic "Sprlngboards"

We speak of ‘the "spr1ngboard"--+hat state of pro paratlon or
activity from which we oxpand production come lM~day. Some good aircraft .
examples have beoen given to you.. This sprlngboard say'fbr light tanks,
can vary from a solltary sot of design drawings to a considerable volume
production. And Ln some of our m%tmrlnl wa barely qualify with a solitary
set of" draw1ngs. :

From our sprlngboard mobilization production swings upward.with
two factors important--volums of production and time of achisvement.
This upward surge is not a straight line but in its. early stages more 1n
the nature of an exponential curvc. Therefore, a relatively modest
increase in peacetimec production rates can pey tremendous dividends in
more goods in a shorter time after Medays With this. bacxground I turn
to three points where we should constuntly watch ourselves. ' "

Flrst is the matter of readiness and bffoct1VQn@ss of stand~by
facilitiss, design, or manufecturing data, and so forth--= nything that
we "put on the shelf" to reach for in time of emergency need. Wo must
certainly make sure that Uncle Sam won't reach quickly for that musket
on the . shelf only to 'find the sction rusted fast. Our machine tool
reserve program is an oft-cited example and one belng given attention
now. Stand-by plants need the same watchful eye. Our -duplicate data
programs, once they drop behind, becoms uselcss or even dangerous, g
could k1d ourselves as to just how ready we really are. :

_ As an exten51on of this readiness of facllltlns, and- so on, to
go to work, there's a thought on the character of pilot line activities
if they count in: our sprlngboard caloulatlonsv ‘The old idea of a pilot:
line was to establish a manufscturing unit’ to manufacturs. enough of the-
product. to prove jite-the prodact—-out. With the hlgh volume ma nufacture:
of much of our modern, technically and mschanically complex materiel, the
proving of the production methods becomes of equal or greater importance
than merely proving the product. This simply bfcauuu t@cbnlcﬁlly :
. superior product, unproduced, need never have bmcn d veloped.

13-
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I suggest, therefore, that ao_wn eX&liI stand-by or peacetims
Droductlon programs 'as springboards, we must be certain that they are
sound ‘for rapid expansion producticnwise. Ffor example, if volume produce-
tion of o difficult part in = guided'missile servo system is unrcasonable
except on a spocially devcloped high-sposd automatic M)chlnc, “that »
mwachine should have been developed and in uss--even L/iOO capacity--
if our springbcoard is tv be a fully OffOleV' 2 chance to
focl curselves.

Second is the matter of balanced planning cn components and

‘supplementary equipments. The 1nteruepend°ncm of industry in thse mgnufac-

ture of complex materiel is well known. How little use.to have an sctive
and valid mobilization springboard in being on all wes vther fighter air-
frames and powser plants if scearch radar is neglscted bbCuuSU of .over-
sight, lack of funds, or other resmscn. Ancther way we can easily. trick
ourselves that wo're ready whonwe're not. (It's only fair to add that
my own impressions are that this balance is being given a great deal.of
attention in. our m*lltarj pruarams’and thit some fairly good work is
belng done.) " E S

Third is the matter of realistic relaticn of mobilization .
requlrcm nts tc peacetim: preparedness measures and production programs.
We said earlisr that the mobilization volume achisved and the time of .
achievement are - functions of ths existing lovel of preparedness or

production. Now Jjust exactly what this relotionship is for cach

materiel we probably can not say, but cxporisnce sives us some pretty
shrewd "order of mognitude" ro;atlunshlpo.‘ If the "rule of thres" holds
for aireraft acceleration during the first year or two, it makes no
sense tc set requirements on a "rule of fivs." :
I'm'surq we won't slide intc such an error as baldly.as this--but
we can get to the same spot by a ‘chain of small slips-~such us budget
shaving, schndulg pODtponcn nt,- and 56 c¢n, that prevent us, frum ereating.
the needed springboard. It may well be that we cannot in thls country
afford all the prepdredncss we could wishe-co rtulnlj therc is o puint
of dlmlnlshlng returns sgmewhere--but let's not kid- ourswlves into
thinking we're buylne morg protectivn in mobilization measures than we
really are. ' ‘

To check back--let's be certain that our.stand-by, ‘physical
springboards ars rcady for the spring, let's be certain that the effsctive-
ness of one program is not crippled by unbalance in subcrdinate programs,
and lct!s be reallsts in prcgectlng what lift our sprlngk\ards will
provids.

6. The Produotion“Devéléﬁmont Gap.

This matter which I whnt to discuss breifly may not at first seem
to belong in a 'discussicn of industrial planning for defense. But I think
that I can show you that it is the heart of some of our major springboard
problems. ’ 14
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Our Nation's mllltary preparedn 58 rclles 1ncrea81ngly upocn
. new technclogles and the new Wweapons systems derived therefrom, e
" might give briéf attention here to the way these new systems come into
being. Although other terms may be used, the normal road of develop-
ment moves through basic research, applied research (application of
basic research to specific problems), englneerlng development (creatlon
of prototype), productlon and finally service in the fisld, The-intelli~
ge ice with which we ‘guide our promising weapons developments through
this sequerice is critical in view of shrinking budgets and mauntlng
defense needs. » . .

The Research and Development Board has watched over the early
steps of the sequence. The Board's greatest activity has been in applied
research; but has included basic research as well as spreading the cther
dlrectlon through englneerlng development and 1nto some -production
development.

The Munitions Board has centeored attention on the production
phase and the problems of procurement. However, service procurement
agencies have to date been genercus and included mcney in production
(procurement) contracts to allow some production development work in
connect1on Wlth early productloﬁ.

Today the situation is changing rapidly. Budget pressures have
caused both Research and Development and Procurement agencies t¢ trim
 fringe activities and concentrate furds on their major missions. Ressarch
~and Development peopln 1nst1rct1voly draw back from spending money beyond
the prototype stage. Proecursment pecople want to put their limited monies
into product, not engineering.  S¢ as both groups retract their arcas of
fringe coverage, the production development problem is left uncovsred.

This "production developmrnt gap" is, thoroforo, the result

of understandable pressures but is particularly unfortunate during this
critical period: Our new weapcns systems are ‘bocoming more complex and
so the problem of reducticn of complicated materiel to feasible’ production
techniques is becoiming more urgent. Furthermore, advances in manufactur-
- ing techniques in industry generally are cbsoleting mass producticn
experience gained during World War II. Hewever, the application of these
- new manufacturing tochniques to our new woapens can lag since peacetime
production schedules do not force such application for capacity or

sconomy roasons. Yet, if cur -collective national security rests upon cur
“ability to move into mass production with the dropping of the first

bemb, we had better be about this business--for it is a suicidal philcusophy
 to assume that when we have ereated one successful new weapon model that
we can ¢reate hundreds and thousands as well.

‘ There are many in both within the military organizatiocns and
within industry who reccgrize this problem. Cne of the recurring
questions is whose rosponsibility is it? There is a point in this
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production devélopment beyond which industry cannot goe without spending
rather considerable monies. And much of this, such as special equipment
development, is in a sense risk meney. So is all develcpment.

Inview of the low-profit margins alliowable on munitions
production, it is difficult for scme companies to underwrite. extensive
production development with their own money. Yet the development.is
critical.  An interesting step in the directicn of sclution is the
program ¢f Air Force Industrial Flemning's Manufacturing Methods Branch.
I suggest that we, industry and military, cuuld gqu a more sympathetic
ear to the merits of such work, :

Thore arg othor problems and srrers o bsl aveided as»ﬁe,'

‘military and industry, go about cur industrial planning business.

These are six that seem to cause mush concern in the minds of both
service and indusiry industrial planning people.

Now to quickly summarize the pdlnts we've made:

1. Irndustry is an cld hand at_successfdl industrial planning.:
Our major task here is toc harness this aptitude tc¢ cur bread, natione-
wide mobilization planning. ' ‘

. 2+ Government--and this means the military for munitions
planning--can guide and cocrdinate the sver-all program but can in no
way delegate %o industry decisions .in- three areas critical to industrial
planning for défense: C : R ‘

<

Well~though-out requirems nts schedules.
Balanced allocations of capaoity.

Doc1swon as to how far we shall go in buying propa¢edness via
industrial mobilization measures in view of dVaLlabLO effort,

funds, and so on. .

5. Potentiel weak spots in our total industriel planning for
defense can be avoided if we hold fast to six vhilosophies as we go

“about our work:

a." To be selective--work on only those critical areas of.
planning ne@d[in which we know we can do a good Jjob.

b. To avoid unnecessary detail--do more "order of magnltudc"
- planning as a guide to critical spots where detzil is
required.,

c.. To provide dynamic @onulnulty--unqertakﬂ to develop
mobilization programs only if we can keep thom up to
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d. To beware complately of thvorutlcal.nlunnlni——tu cory

'rpqulrms a foundation in experiencs and. experience
accumuldtes and can’ cnange rapldly.

D
-

_ To evaluate sprlngboards rfallstlcally-—lt's sometimes
h%rd to face- the truth. R

f. To make sure it's producible~—iflw0.c&nfﬁ meke enough
~ of the material to exploit its advantages, perhaps
"we nsver should havp 1nvented it,

Thess are matters of whlch w3 must be constantly aware They ars

matters in which full undsrstanding requires a strong apprbclatlor of the

mechanics and ‘problems of both mllltury planning and 1ndustr1al programming .
As representatives of the military, you gontlemen have a rieh and unique
opportunity. You, in effect, sit around the conference table with other
executlvcs, str1v1ng to transmit to them your viewpoints, and at the Sume
time absorbing from industry. its v1cw001nts end a true plcture snd realiza-
tion of opsrating conditions, =nd you may be sure-of industry's sincerity
at this conference table sincs you, in turn, must speak for 1ndu5ury in
military coun01ls. :

The tremendous scope of the undertaklng of planning for industry
in an emergency psriod continually emphasizes the responsibilitics of
military in other than utratmglc and tactical matters.  War nay not be
inevitable, but it remains a threat, and there is little reason to _
suppose that it will ever bscomc less than a struggle of total cconomics.
Industry looks to you gentlemen, whose professionnl responsibility it is-
to prepare the Nation to meet ultimate eventualities, for leadership and
guidance in their preparedness planning.

COLONEL MEETZE:V ¥r. Pocock is ready for your questions.

OUESTICN:  Mr. Pocock, your rather frank observantions are
refreshing and, I may say, encouraging. I would like to “sk a qucstion
on something perhaps.just ralated to your ficld.

You have. «lludud rather brlefly to s lot of. wheel spinning in
some of the mobilization planning orgenizations in our Government. Under
the dnmocratlc processes, I beclieve that is more or less: necessary. Many
men on the p‘atform, when pinned down'as to how to better coordinate them
in the case of an emergency, would usually say that a superagency will
sprlng up at the time, answer all questions, and make all the coordinations
necessary. However, there are othsrs, such as some elder statesmen; who
believe that we ought to strengthen certaln organizations at the top to
do a lot of that, at least planning, on the basis of experience at the
present time.

My question is: What is your peint of view on that from your side
of the fence? ' '
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MR, POCOCK: I have a philosophy on that point that I was
expounding to General Vanamen befors I came in here. Maybe I can put
it this way: If we would take all the detailed industrial plans that
we have developed--w1thout comment as to whether they are good, bad,
or indifferent--and just throw all the reports over in file 13, we still
would probably keep the most valuable ingredient of our industrial
planning program, which is the training of people in the philosophies
of industrial plamning, the training of industrial peoplé to work with
the military problems and mllltary Leople to work with the industrial
problems., :

Going on a step further, I belleve I am a God-fearing Christian,

‘and I would hope that He would give us this super-planning bureau that

- would rise full-bldwn the day the first bomb dropped. However, I think
that the Lord reliss on us to help a bit, and I do believe that one of
the most important businesses that we have here today is to develop=--.
and it can be relatively small--a group of intelligent, highly placed
people who will ‘be putting their brains on just this problem. They may
Just be making practice runs and may nsver be taken up on it, but that
is what we must do. In my mind, that is one of the most 1mportant
things that we can do today. :

'Does that answer your question?

QUESTION: May I carry that a little further? Do you think that
this agency you speak of now would assist the Government and all its
industrial planning agencies in bcttor planning for themselves
individually and bllmlnatb a lot of spinning of wheels and the unnecps—
sary detail? - S

‘ MR, POCCCK: ZLet me get this straight. I donot think that we have
to go outside the existiny structure, the existing agencies, in order
to do the job. I think that the task is ons of shifting emphasis and
paying more attention and giving more support and help to some of the
top-plamming functions, rather than SpanQ1n5 . 1ot of our effort and ‘
energies down here in some of these detailed plans. When these plans
finally come back and are pulled. together, whloh is something we havu'
not done -as yet, they are ;oing to cause qulte ‘some surprise.

We have never yet put the parts of the whole togcther. In some
of the limited fields where I have had to, on an order-cf-marnltuﬂe v
basis, put the parts of the whole together, I havs attained some amazing
answers. It may have come out t0.900 percent of the anticipated emecrgency
capacity. ‘ : ‘ L A
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COLONEL MFETZE Mr. Pocock, I belicve you have answered all
their questions. : '

, I thank you very much for a most stlrulatlng and 1nformat1ve
talk on industry's plannlng. Thank you very much.

MR. POCOCK: Thank you.

(15 May 1950--750)S.
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