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OGRAYS AND STAPISTICS--FACTS FR DECTSION

. 2 Febrvary 1951

‘<’COLONEL,BARNES: Whenever a speaker reburns to this pratform for
the‘seoond~time,in the same academlc years 3¢ is for one of two reasonSe
"Either he was 80 good the first bime that we just could'no% 1et hinm get
by with only one appearances ©r else hie volunteered for the second appesr-—
ance. In this C&5Us Mrg‘Stooking~fu1filled'both conditionse HiS lecture
128t Octobery on the subjecﬁ.pf-ﬁmanpqwer in Wartime Communities,“ was.
’avtop;flight contr ibution o the Manpowen Course, ad yOu'remembero Theny
when I asked NSRB whom it might suggest as & gpeaker Tor today and who
would be willing and akle to discuss this subject, Mre Stocking volunbeered.

We are fortunate Lo have him packe He-has dorz & great deal of
thinking on rhis subject of gathering facts and 1ining them Up o be used
as o basis for pobilization policy decisionse Frior to his connection

with NSRB, +where he has heen spending a grea%‘deal of time thinking and
planning ol tnis subjechy he had many yeers of experience in the manage-
nent of stabistics as & tool for yractical applications He is excessively
qualified to discuss this subjact of facts and d ecisions with you this -
mornings - : A

Mre Stocking, 3% is a pleasuwre to welcome you back to this platform
for ‘the second time this school yeale :
VR, STOCKING: General Vanamells Ceneral Holman, Colonel Barncsy
gentlemén: T wish to thank Colonel Barnes for that very gracious intro—
ductione Ib is always & great pleasuré to visit the Tndustrial Collsge——

for a return engagemenﬁ, especiolly S0s

T am very much’interésted in the subjech that you have for todaye

T must Says howWover s 1% is a very formidable one with respech O its”
scope and ramificationsSe And becausc of 14s scope and pamifications, I
should like to ask you to join me in & little experiment this morninge

I have been over here a number of timess I have participated in both

your Seminars and your 1eoture sessionSe Tt has always occurred to ne
that the scminars are especially 1ively because you have an oPpGr%unity
bo direct the discussion along the avenues of your special;intérests.

With respect o the scope of this subject, 1 should like to indicate
how broad it 18 by menbioning some of its contenbs L YyOu 100k in the

dictionarys you'W1117find many definitions of “programo" 1% can mean &
public pronouncement, a proclamation, s policy, or & plan for doing things,
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or it can mean g great many other‘things, Thus we have, as part of
mobilization, a production Program, a procuremsnt Program, a manpower
brogram, gz rrogram for controlling invenﬁovi.s, & program of wages and
prices, a rrogram of taxaiion, and so on,

The Scope of statistics is equally broad, - As a matter of fact,
it has to' be coextensive,  Fep o rogram that is not based on g sound

statistical foundation is doomed to failure before it ig beguna

Under normal conditions, these things are all done for us by the
forces of the market, It is 4n the mariet where the millions ang mil- -
lions of choices that you and I make, along with the butcher, the baker,
and thevcandlestick maker . peact op ohe another to determine what is to
be Iroduceds Under mobilization cenditions, however, things become much
more compiicated, ang we camnot allow these foreeg that serve ug 50 well -
in normal times to Cperate, . If some of them are not curbed, they will
do damage to owr mobilization effort, :

It may be very good busjness, from an individual point of view, for
a person to,scurry around and buy Scarce materials o twrn into Jess
essential products for which peocple e willing to pay high'prices,'but
it is not Necessarily in the public interesg when' the Nation is mobilize—
ing for defense or Ware  In times of mobilizatipn, we must-have j CONCenm—
tration of authority3 its centralization in the Government, and the -
Substitubion of_government.deeision meking for individual decision making,

3

This is g very'terrifying thing, Tt is easy enough for a Utopian -
dreamer to visualize a Smooth—working worlq where everything fits without
frietien into g well~ordered pattern o turn out mountains of goods and
Services in just the right Proportions, But the rractical mattey of
determining in detail what heterogeneous aggregate of g00ds and services
constitutes the best return Tor the Stpenditure of oy resources and
effort is almost beyond human genius, :

My good frieng Eddie George, of Dun & Bradstréet, who did yeoman
Service in the last War, saild, in describing the controls that operateq
then, ‘that the grand design was oyt of the head of ZEUS vy Suprene deity
of the Greeks, Wey not having the omniscience of Zeus, have to depend
upon statistics rop guidance, B

I am going +to select one areg of brograms ang statistics, review-
it briefly)-and then throw the discussion oren to you, ‘T will Seléct,
in that Connection, the detormining cf' defense roduction Frograns,
their translation into materiag] Tequirenents, and the balancing of these
requirements with the resources available fop meeting them, ’
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I don't lnow how bo sbart a defense Tiroduction program'withouh some
knowledge of the size of the Jjob ©o be donee L dontt know how to geb

that measurament except by ssbablishing programs for sach segment of ouwr
economys Unsil that is donsy ho one wnows the size and relative impor b=
ance of the different prograns, and no one is able to measure them againsb
the Nation's capabiliﬁiesTfor’meating_them, L ‘ e

Among ‘the most important mrograms of mobilization planning are the
munitions programs, These are based upon the strategic plans of the .
Joint Chiefs, Tt 1s up to then 1o debermine the 1ikelihood of wars

how it will come, «hen and wherey and to determine the counbermeasus es
that are necessary if the country is to be segures - v 1S UD to the mili-—
tary to translabe these plang, of the requirements of these plans,” into '
terms of the amounts of mircraft, aubomovive equipment, crmunition,

ships, and other things that will be needed to carry out the plan. Even
thoughvthe_estimatars do have the benefit of the strategic and Operational
plans, it is an extremely difficulb vask, as anyone Who has worked in this
area will tell youe ‘

. When you turn to the nonmilitary requirements, which include escen—
tial’ consumer 20045y war~SUpporting’goods and services, ahd foreign trade,
without such & base, the task becomes even more afficulte Shallwe
neve more automobiles or fever automobiles? Shall we have moye or fewer.
refrigeratorss wiashing machines, and ash frays? Shall these be cub back
in a horizombal manner or shall they be. cub back in a selective manner ?

or to ‘vake another type of mwoduch, one that has to do with our ability
16 .produces shall we have moré Or Pever machine bools? Shall we have
more locomotives, bargess and ships, or shall we nave fewer of these?
shall we have more or less petroleum? N ‘

: Not only do-you have +o determine what to produce,,but‘thgse things
are so inberlaced that’to determine one you almost nave to dotermine all.
of theme For instance) if you want bo ¥now whether or not we are to have
more or less petroleum, you have to kmow something about’ the number of
automobiles and trucks, the muber of Diesel 1ocomotives, and the number -
of other large consumers of petroleun products that are going to be In
operations You are going +o need to know how much rationing is deemed
1o be desirable or necessarye ‘ o '

So that when you start to try to determine the nonmilitary prograimy
you have. to start by organizing youwr fachs in some sort of orderly manner
and in some sort oﬂ-inhnrrelationship patterne i -

You do this on the basis of past cxperience and on ‘the basis of
forecast of the futuree In this menner, you determine what has happened
to the,populaﬁion-its changes in age composition, its changes in income,
its changes invconSumer‘practicesg and so forthe You start to build up

M BESTR 3”‘“"? o)




75

NN

4418

Some ratios of population levels to levels of consumption, ang Jou come
to Some conclusion as +o what is going to be necessary in the several ,
fields or production, ST

likewise, yoy have to lock at what has happened in the field of
production in the pasts “You have 4o determine whal has been the uge of
machine tools; petroleum, and other things, with respect to the volume
of production, and come to some conclusion as to what is going to be
necessary to give you a balanced'eoenonw;gnd_th@mbest~re%urn.for your
investment of resources-and effonrt, "

You dontt have to start from_scratcho, Fortunately, & lot of these
ratios are available to ys in our peacetime statisties, But you have to
arrange them and apply them, ang after applying,them, Jou begin to comé
up'with.someﬁhing that makes Sense; or by making Necessary adjusﬁments,
you finally Says "This ig an‘approximation of what we must doe This will
give us g balanced economy. This will make us strong in the event of war,"

Then you have to translate these into materials that'they’require.
Steel is so widely used in oy economy, dirsctly op indirecbly; that it
- provides the Very sinew of our industrys it is one of the matepials for
which you have to test'requirements against capacity. Can you turn out
this pattern of Programs that yoy have~developed, so far ag steel is ,
concerned? Copper is another material that is basic and is also widely

Used; for some types of munitions it ig used in enormous quantities, In
the last wap Practically a1l owr aluminum went into aircraft, 50 you take
these two additional metals to staprt out with ang make them g part of youp
test of whethey or not you are going to have enough to carry out these
Programs that you have set up, B ' '

- Here, again, you sncounter the very difficult problem of ‘making
the translation, Presumably the military'people can be more rrecise
becayse they operate from very Specific Specifications ang bills of
material, But they omit any eflord to estimate common components, the
materials required for common components, or the materials‘required for
civilian~typ3 rroducts which gre purchased by the military, This leaves
a tremendous 8ap, because these itens can account for Very substantial

use of the metals +o which I have Just referred.

I night S8y, before leaving the military, that‘whaﬁ the military
people actually do is use, to a very great extent, past experienoge
material consumption ratios that they have ang that they can draw from
their pagt records——and exeept for certain items they dontt use the
bills of materiay translation to any great extent, -

With civilian_, ndnmilitary, roduction the task is more difficult
because we dontt have these factopg available, I must say that the
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Bureau of the Censug, spurred on by wartime experience, has done &

great deal since the wor. vo modlfy its roporting procadures in order

to getb some information aboub the consumphion of metals in certain bypes
of productions Bub this information io sbill very skotchy and there is

a greab guestion of whether or not & requirenent of it would justify

the costy nct o mention the burden that it would place on industrye

nub you do havey in the Census records, in World War II experience, and
from other sourccsy enough information to shart making SOmWS rough approxi=
mations of what these different progrems will roguire in terws of steel,
copper, and aluminum; you build up yowr a?proximations and “then. pub them
togethora '

T thirnk it is very imporbarnt that the civilion agencies, from the
very beginning, be assigned the job of dotermining programs and the
material roquirements fon thelr arses of res’ponsibj.lity.‘ This gives
them much-necded CXper 1ence in thinking in program terms; it also gives
. them an insight into the fype of problems with which they are going o
nave to struggle as the defense program axpandse

 After bthe defense programs have been compiled, they should be reviewed
by a single: civilian agenoy; “they should be 1ooked at for their internal
and interprogram consistoncys AU this point you can S€€s totake a gro-
Lesque exomple, whether or not Jhe prubber aubhority has cstimated, letis
says 30 times as many tires as bhe automobile authority has es’oignated
there will be automobiles To use Lhems
. There 18 “another test you can apply at this pointy it is a very
imporbant ones You can reduce all the programs to thedr dollar wvaluecs:
and then compare them with the estimates of our potential capacity to
meet the prograliSe Teb me make that 2 1ittle clearers et us say our
gross nal ional income 1S 2175 billion doYlars-—that is not quite the
figure, bub 1 am using it for j1lustrabion purposés——and the cstimates
Lotal up to 200 billion dollars for the nexb yedre Obviously, Some-
thing is wWronge There has been a misunderstanding, oOF a1l the estimators:
pave nob operated on the Same assumpvionse So you have to get new esti~
mabes adjusted Lo bring the fobal within the 1imits of our capabilitiess
I dontt mean you have to reduce it back to o175 billion, bub you cannob
have it at 400 billion. Programs like thab will only causc confusion
and a failure to achleve any of the goals that you are setting out to
achicves o o ’ o '

Afber you have gobben yow T ogr ams together in this way, ‘you also
have to measure them of the basis of the materials consumptions I
selected sbecl, COPP°Ty and aluninum as exanples b ecausc these are the
maberials that were the 1imiting factors and were under gtrict conbrol in
the last ware You have the same sort of problem with respect to petroleum,
clectric encrgys Manpowers and many othor things, bub the metals I men-
tioned provide & good starting pointe
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You will find the Tirst programs are very likely to exceed capacity
in terms not only of dollar valué but of matarial‘oonsumption; then you.
have to start makihg'adjustmentsa7.Ybu enlarge one herc because you need
more petroleun o1 machine tools if Jou are going to achieve balanced -
goalse You have to cut oﬁhersjbackyf.Thraugh:a series of adjustments
and re&djustments, youriinally“c@me’out{with'SQmething and you are willing
to say, "These are the best targets that we can shoot at, They meet the
militarsr requirements, They are the least disruptive to our industry,
They provide for an adeguate expansion of ¢apacity. They all it Yogether.
These are brograms we wante! Taey become the official objectives op goals
of your defense effort, : o :

Then all agencies having responsibility in this field~—and right
now- that responsibility is very diffusedm—must develop the controls and
the rules and rogulations, and they must establish policics so that they
intermesh and al7 contribute o the achievement of these goalss You
cannot establish your goals and . then have everybody ignore them in their
individual'actions. S T S

The thing T want to emphasize especially is that you must bring
these together into a cqlleqtiVefpictur@ Just as Soon as you cane If
you don!t do this fairly earlyg,you.start out by making spot decisiong——
Jou settle each thing that comes up on the basis of urgency--and the
first thing you know,  you get things so snarled that it takes you, with
the best of effort, six months or a vear to get thom wnsnarled, T was
not wntil near the eng of 1942 in the last war that these things were
brought together in a systematic manver to provide the total'picture,
and it was not until then ﬁhatvthe/authorities began to wawaval some of
the big snarls that they themselves hag created, _ - .

My time is runuing_outa If you want to have further discussion of
this one ares of‘programs'and-statistics that T have Juat briefly
sketched for JOVy or turn in some other.direction, or take into account
current mobilization‘pmogram developmentsﬁ’it is up to yous You call
the shots, ' ' - '

‘ - COLONEIL BARNES: Mre Stocking, bofore we start the individqual ques~—
‘tions, T wonder if youwould take just a.few minutes tp explain to the
class youwr views on thc~follow~up‘use of statistics after the programs are
determined and are in actual operation and there is a need for constant
policy formulation ang Shift of policy based on facts that have to be
gathered from the'fiold, corrclated, and then gleaned for information

that is pertinent. Do you see:what.l.mean?‘

'MR,_STOCKING:V Yes, T bcliefe»l‘doe That is a pretty broad field
‘injiﬁselﬁ, but T will say just a’few;wqrda-highlighting ity - ,




In times of mobilization the circumstances require, naybe not more
statistics bub at 1east a diffetrent bype of statistics from whab they
reguire under norral conditionsy and that tends to overstimulate us s0.
that we begin to collect svabistios wildlye ~

Al%hough an effort was made in the T

i

3

P8 o curb the useless or

peckless issuing of statistical requests—-as a matter of fach, there

wos a law that prohibited any gtetistical requests being issued except
alter approval by the.Divisiom'@f~8tatistical standards of the Bureau

of the Budget——I{rom Yarch 1941 ©0 Sephember 1945 there were over 4,000
WPB statistical reports issunde Thab accounts for only those that were

officially approved; it does

out withoub formal approvale

ago, described the responses
so engulfed the personnel cn
was like sand before a storite

not inciude the wildcab reports that gob
Tddie Georges to whom I referred & moment

to one single report as a piizrard . that

the receiving end thatb additional staff
e avold thoso mistakes.

Then you get people in from industry, they know about their own

industry and it is rebty har
Budget or anywhere glse bo ar
need a revort, or whether or
somewhere elsee

g for an official in the Bureau of the
gue with them as %o whether or nob they
rob the information is available from

T don't want to horp upon the mistakes, but there werc responses

Lo some report requests that

carie in by the millions, and the personnel

finally reached the point where they never opened the carbons which

contained thems This is very

- serious when you are trying to fight a wars.

Tt gets to the point where industry wonders whether we are going to ‘try
Yo win the war with statistlos or with munitions.

The last time, there wer
exactly the same informatione
nave been combined into one r

e two videly collected reports that had
They were S0 simdilar that they could ”
eporte If you wanb to check me on thab,

T refer you to the controlled nateriol report known as (MP-4; also the

War Production Board Report o

L]

£ Oporations, Noe 732

, T am afraid thet we sbatisticians are partly to blame for it. £As
statisticians, we. sometimes try to heighben the mysteries of our craft

and meke it obscure or very €
one time hearing an administr

soteric to the administrator. I remenber
stor ifpatiently bawling out a stabisticiane

Tinally, with mounting exasperationy he saidy "I dontt give a tinker's

darn about your statistics.

A1l I want are the facts." And that 1s

understandable. When o’ statistician gets to talking to the administrator

aboub regression curves, coef
curve that 1s as ghradent as
and begins to ory for the Ri:)

ficlents of correlation, or shows a trend
a poker, the administrator getbs bewildered

chbsa"
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-One of the types of information that 4s related to the program
and statistical area I have just discussed-—that is, formulating +he
Programs andg getting them.establiphgd-fis the determination of how much .
of our resources in menpower and ‘materisls is being used up in produc~—
“biong that becomes much simpler after the defense effort gots under WaY s
That 'is why I am never much disturbed about the inexactness of owr Ligem
weSe I accept them as approxifiations before we Start, After we start
oub, we can get the information, or much of" it, very Simply because the
- 8Ctivity generates the informay Ne : S

For instance, I was talking a few minutes ago aboub the determing—
tion of the amounts of steel, Copper, and aluminum that are required,
and I said that the statistics are very sketchy and that +he military
figures have to be calculated on the basis of past experience and fore-
casts of the futures But once you start, there is nothing to keep you
from asking the producer to report at periodic intervals wnat he has
produced and how muehy and how much steel, copper, aluminum, or anything
else that is Scarce, he has used in mroduction, You have the consumption
by unitse Then you ask him how many he has scheduled for production o
during the next production period and how much material he estimates he.
heeds, : : ' - :

With that flow or information~~and this is essentially what was on
the ClP-/ report I referred to—~you know what is happening and you can
readjust the flow of materidls and synchronize it with the production
heedss I he used 100 pounds per unit of output of mxn commodity last
time, and he intends to produce 50,000 units during the next period, to
determine the moterials requirement is just a case of arithmetic, TIf
he asks for more materials, he has +o explain why he wants more materials,
That is the backbone of a reporting system, o

The No, 732 report that T referred to overlapped the CMP-4 report
tremendously. Tt started out as g report to. locate unused'plant'capacity.
It contained the amount and valye of production turned out, the amount
of manpowoer used, whether the producer had two or three shifts~—and if -
he didnit, why didntt he? They were trying to ferret outy &t that time,
places where there were unused facilitieg, But I have a feeling that we
can find wnused facilities much more easily that that and we should be
able to design a imuch simpler reports I an sorry I storted out on another
lectures, Just give me one riinute more,

One other point I want to make 1s that after you get going you must
have statistics on what you have accomplisheds- vou must have statistics
to show whether s policy workeds You issuve an ihventory'oontrolg You
s%rﬂmtimmﬂnymmtcubmmnontmauwmmwyc &mzwﬁ;hwesmm
facts to see what happened, Did this stimulate an increase in the inven-
tory because it scared everybody or did it result in the action that you
were trying to achieve? o
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T think the pipst invenbory control in this current mobilization
effort was issued in Octobers I notice thab since that bine producers!
inventories of materials have increascds ' : '

- QUESTION: This question has ‘%o do with the production allocabion
programn and the civilian requirements thereundere

The Munitions Board will find a represcntative from the armed forces
discussing with management the ‘gituation of war pr oduction, and in thab
discussion management 1S invited to state whab 1% desires to retain for
civiiian produchions Tf the producer has a background of World War IT
e:cperiéncé_. the percentage will generally come to sbout the same things
Tf he hes no such backeround; - he will ve bold they will come to an agrce-
nent bubt it is not to exceed 50 percente T understand that such an
interview with management is brought aboulr through a request by NShB for
informabione S o : ’ .

My obsexrvation 1s ‘that it would seen to be rather questionable in’
that 4t misleads the monafacturer into thinking that he ultimately will
have something to say aboub what pereentage of his plant will g0 into
civilian productions The second point isy What does NSRB do with that
snformation when it gots 1t? o

VR, STOCKING: I donit siish 40 appear on ‘the defensive, but T
believe your facts are a bib wronge Tet me restate them and see if you
can roughly agree with me. ' ‘ - :

That is to say, there was an effort, for procurement planning in

. ipe Munitions Board, bo lineup the plants for war production in 0asC
war struck suddenlys that is, to line up the plants 50 that the mili=
vary representabives would know where ‘they were going to pub their con~-
tracts and they could geb productlons Tn that connection, reference was
had to the last war oXpericncee ' '

~ Nowy there is a tribe of people who resist the feeling bhat non-
militery production should be recarded as residuals T don®t know whether
T meke myself cledle They donit wanb the military people to get the

ided that willy-nilly they can take oOver any facility they went in time
of wer end that it can be furned to wer production without regard to.
essenbial civilian productions People who belong to that tribe sometimes
tend to be overly probective, T think, so that they want the military, in
Tining up these plants for war prodcbion, not to ignore the civilian needs.
In The absence of a debermination of whab the civilian needs ore——and
they are nob Jetermined wibh. any certainby—~-certain people didntt want
those plants being pledged -for conversion entirely to war roduetion if
it was necessary 4o have some of the facilities for nomnilitary pro—
ductions ' o - S " ‘ -
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An agreement finally resulted, T don't think the NSEB' was +the-
advocate of this, bub the Munatiors Board was pounding away'; saying, v
"Look, welve got a job to plan procwrement, we want to move ahead, and
youlve got to give us Some bench marks." So the bench mark that was
finally established was this: " "Don't count on any more than the ratio

~of civilian production 4o war production the last time, so that we can
reserve some of this capacity nominally for civilian production,! ‘

What has happened is that we have moved into this partial nobiliza-
tion, I am sure that if yeu compare the allocation.of contracts under
the partial mobilization with the scheduled method of allocating them
in case of fuyil mebilization, Jouwwill f£ind them different in many
- Tespectss  Then yoy g0 to the plants Hhat were selected for rroducing
certain munitions mrodusts in case of " full mobilizabion and say, "We
want you to start producing this ibem,“>they‘3ay, "Look we agreed +o
produce the item in case of full robilization, Vhat you are talking
about is tiddlywinks, TWe Just cannot afford to roduce it in such
Small guentities, Find some other producer who can afford to converd,
This will be pertial conversion for use" So you find another'producer,
and he takes on the contract, but he was the mroducer who was earmarked
for something else in case of wary and so it goes, This is one of the
frustrating experiences in trying to rlan. B

QUESTION: There has not been any disagreement at all so far, I
think my reeal question boils down to this: Is the NSRE looking to the
results of +hig program for its civilian requirements? We have heard
.80 much about tha difficulty in planning eivilian reguirements, If
there is g plan for civilian requirements, in what way is that plan
related to the rroduction plan? S

MR, STOCKING: Tou get that"relationship in the balancing oroness
to which I have already referred, -You bring the military and the”non-
military programs together ang evaluate them, What you Wy to do, in
making the adjustments T referred to, is to meke the adjustments so that
the last increment of producticn for any program is just equal to the
last increment of production in all other orograms, Theoretically,'what
Jou are trying to do is thiss Yoy may at this point decide-~if you
could get to such recision—that 1t 4ig more important to put another
ton of copper into residential construction than +o have a few more 16—
inch shell casingse That is whore you get the final picture of the
nonmilitary requirement; it is noty you seey from this program of
finding out how much capacity the military has bo takeo,

, QUESTION: My question relates to the cycle of requirenents determi—
nation, wherein claimant agencies finally furnish their requirements to

a central civilian agency—-I presume NSRB in this case——that agency
reviews them, by consulting with the claimant agencies concerned it
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finally arrives at adjustments that will balance requiremnents with
availability, and a recomnendablon 15 made to the President as to the
Nationts productlon policy far & mobilization plane Hes this cycle
ever been completed? )

M. STOCKING: It is hard for me to enswer "yes! or "not I am
going to have to take a momenb to avswer ibe

Tt reminds me of this ineidents I said to one of wmy assoclates
just a day or tWo 2g0, You knowy L[ have jnguired of scores of people
who were in the far. Production Board lest time, and I canno®t find any-
body who used’ the data contained in the Nos 32 reporte.” He said, ny
did." I said, "You are the ficst one I have found who dide" e said,
AT not sure it cownts, because I usad it for work “hat nobedy paid
any attention ‘to anyhove " '

1 am reminded of that because there has been one cycle, but it
was dong in such gross terms that I was never Very enthuciactic over ite
We completed such a cycle in early 1948, The military gave estimates of
its requirements and the NSRB got estimates of civilian regquirements—
they compiled mach of the data themselves——and pub hem together To sce
how we would fare with these rrograms in terms of steel, coppers, aluminum,
and manpoviers. Tt was the judgment of the NSRB thab they were oub of
balances and the Joint Chiefs have taken this into account in revising
their strategic and operabional plans. :

e have a call for dabta oub to the military services now and they
have just about completed the JobDe They are to supply us their require-
ments calculated in accordence with the provisions of the strategic '
plan in- case of full mobilizations But this has all been thwrown up in
the air by the emergence of this partial mnobilizatione

Tn December the NSRB put out to the milibary services a call for
data on the size of their programs under ‘this partial mobilization plan.
A call also went 1o the civilian agencies having claimant responsibility.

Bub the civilian agencies at that time werc not exper ienced in
thinking in progran termse We gave them all a seb of assumpﬁions as to
what they mighb cxpéct~-forecasts of *he pattern of our economy over
the nexb five years. Agalin, T don't wanb to appear critical, but a lob
of this stuff that we got back was just what we gave them; they used
owr figurcse What we got back is not very reliablc.

The biggest benelit of that experience is, I think, that we did
at least call abtention to tho fact that they are confronted with the
necessity of planning in prograi termse- o ‘
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Since then, in the week before last; the National Production Admin~
istration has made another call for data, following»roughly the sane
pattern that we establisheg, ‘ o

S0 my answer is "yes" and "noo" It has been done, or tried, but
the results yet are not in very usable forms- And this is very ‘serious,
because until the Jjob is done satisfactorily, we are going ‘o have a
multiplication of these Spot emergency decisions that willl create trouble
for us in +he futwre—~—and the not-too-distant future, B

QUESTION:  Tou have nentioned the statistics collected Ly the War
Production Board, - Would you discuse the usefulness of those statistics
at the present time-—that is, how mugh analysis is being made of them
and what difficulties Jou run into in using those data in determining
civilian requirenents or possible production capability of +the economy?

Mio STOCKING: They are being used, but only fragmentarily because
our economy has changed very rapidly. since the war, We have had more than

billion dollars of additional plant capacity and equipment, so that we
-have had an expansion of our ability to produce, We have had an increase
in steel mroduction and an expansion of aluminum production.

The figures that we tried to use were the results of the No, 732
reports It gave us a report on the volume of“production in dollar value
by products, and the amcunts of stecl, copper, alwninum, and manpower
usede Bub they have not rroved too useful because there are not enough.
of them on single—item plants, Take a’plant like the National Cash
Register Company, During World Wap II, at one time or another, and
sometimGS'overlapping; it produced such things as ‘cash registers, gun
mounts, shell casings, and finally aircraft, That company produced
seven different things. . '

What we need now especially is data oh how fuch of the critical
materials~~steel, copper, aluminum, cobalt, zinc, tin, and others.—
is going to be required to carry out this mobilizations we don't have
such data from that experience, cxcept in a gross form,

QUESTION: M, Stocking, T wonder if you would discuss, from the
NSRB point of view, its policy on new government-owned, as contrasted
to government—furnished, facilities to inerease production.

MRo STCCKING: T cannot describe the NSRB policys bub I can tell
you how the general attitude appears to Meée There is a big move on
foot now, of course, to reopen the old war reserve plants to productions
many of those plants are in process of being reopeneds  Bub there is a
general feeling that plant expansion should come through private resourcos
or private-owned plantss They have therefore in the administration of
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the program of tax amortization for expansion, certified for the’
expansion of steel production by some 15 million tons already; many
other applicablons are being processeds. They have been, I think,
extremely generous-—newspaper accounts to the contrary--in certifying
any applicabion that comes in asking for tax amortlzabion for expan—
sion of facilitles. : : ‘

Tt is going to be toughery T think, in the fubure, because a number’
of them come in that want not only baxt amorbizuation but government loans,
and thus far the Congress has mrovided for only a limited amount of funds
to be expended in the form of loang, SR

, QUESTION: Do you think thet method will make enough capacity to
Fulfill reguirements and that thare will be no need for any new govern-
ment—owned plants? '

MR. STOCKING: You muab have some zover nment-owned plants for
specialized lbemSe Plants for such itens should be government owned.
Tou would not want private ownership of an ammunition plants That just
is not in the pictures It is good only if you have a stepped—up mobi~
1ization or a war situations ’ : )

QUESTION, Is NSRB doing any planning along that line?
WR. STOCKING: .Nos not that I know of &

QUESTION: Could we reverbs Mro tocking, bo the auestion of the
time required from the point in time when the Joint Chiefs of Staff
formulate or determine upon a plan to the completion of the  planning
¢ycle? lrom your experience so far with that problems what, in terms
of months, has the length of that cycle been, and how important is 1t
from your viewpoint o shorten it? : : '

MR, STOCKING: The planning cycle has been about two years, which
1s discouragingly longs Before you complete/yourloycle, the plans are
obsoletes. There hes been some rationalization of going through this
cycle as an exercise in that ib forces you to develop certain factoring
methods, and so 0N, that would be very useful in speeding up the adjust-
ments in your plans it war should comeés Bub the time element is an
inkierent weakness in the situations We should be able to find some way
not only to speed it up bub to orranize the planning in a more flexible
mannery . 50 that a change in the strategic plan would permit you, within
a couple of months, to make an adjustment in the determination of~ - |
requirements and your capacities for meeting theme '

Everything is confused by this emerging situation, too, SO that
nobody is interested now in compiling vhe requirements for full
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mobilization, because no one can get on top of the Job even for partial
mobilization, They cannot keep up with the aprropriation of funds +o
date even to program what.they'areﬂgoing o spend the funds fere This
is an urgent matter because they must go up. to Congress and ask for move
moneys The first thing Congress is ‘going to be asking then is, "How dig
you spend what we already gave you?r :

QUESTION: 1M, Stocking, I am interested in the determination of
civilian requirements, The determination of militery requirements s
Supposedly based on fairly accurate figures derived from the programs,
inventories, sbocis on hand; ard so on, end yet those requirements are
found and estimated to be off in larpe percentages, based on the fallacy
of the assunptions, and so ons The determination, “and even the report-—
ing of the basic figures, of civilian requirements, from what we have
been able to find in our reading, 1s very nebulous. C :

MR . STOCKING: That is righte.

QUESTION: T have heard a member of the firm of Ernst & Brnst say
that accounting is a fairly exact science in making an audit, provided
the original entries are corrects Since we know how Ffar off the "original
entries" arc in civilian requirements, is it worth while to go ahead
and try to determine civilian requirements for production and base a .
program on them, any more than it is warth while to cut back the necesgi-
ties for military requirements until we sec where it hurts?

MR. STOCKING: That s a very interesting question. T am inclined
to fear that there is a tendency to overrefine our estimates, I
remember that a year ago one of my associates in the NSEB wanted to
determine different levels of civilian requirements~~for a soft war, for
a medium~tough war, and for a disastrous war, I cannot put much stock
in that, :

Civilian production should not be cut one unit more than it has
to, but you should not hesitate to cut it when the time comes, Under
the current situation, it is really a solemn decision now %o determine
how much of eny of these civilian goods we really need,

I was just saying to General Holman before we came in here that T
read in the "New York Times! last Sunday that the automobile industry
had gobten 2 billion dollars! worth of contracts up to dates Where are
the contracts going to be. produced? Ligitt tanks 4in Newark, Delawere.
Where din Newark, Delaware? In a plant they were going to construct
theres Ford has lcased a plant in Chicago;-Cadillac, one in Cleveland--
a government-reserved plant, Here they are trying to do Just what they
did last time--put all defense production on top of a high level of
civilian production, .
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Until you determine what producers can do and what they cannot

do, they don't wanbs to-converte In the last wer you did.nob have the
conversion of industry anbil 1942 Just before the last cer rolled off
the asserbly line, Mokt and Hillmon wers Up on the "Hill" pleading for
unemploynent benelits for displacad workers because of the war efforts

. T exaggerate 1ib by saying that they had nob gotten back to their office

before the problem had voniched beoause aubomobile production had

stopped and the plents converhed in Jig-timee ‘

The other day T talked tp a friend of mine who is very close %o
_the automobile industry; he belleves the gituation is worse than we are
wont to realize. He thinks we should speed up ofr production for the
nmilitarys He sayss #If you would leave it to me, I would cut down aubo=
mobile productiole T would bell producers right now we ave gradvally
going bo cub 1t down so that in 1952 tLhey wonét produce any automobiles—-
and they would convert.! Sure Lhey woulds

This is an awfully Jifficult situation to have to administer,
because the judgment element enters into so many decisionse You have
all sorts of pressure groups that have good bases for argumenty they says,
"Why pick on ug ¥t ‘ ‘

QUESTION: The labest. issue of 1hysiness Week" forecasts the
reburn of industryls operation under the Controiled Materials Plan by
the first of Julye Could you tell us your opinion as to the wisdom

of that decisilon? ' :

YRe STOCKING: It floors meas L read the article myselfs Under-
standing what sort of information you must have in order %o administer
a CMP plan and ¥nowing that it just does not exist, and even the pro-
cedures for obtaining it are not in’ existence, T ghudder to think whab
difficulties they are going o havee After all, the CMP ceme into use
in 1943, nine months after the idea had first been crystallized—-all that
time they had been prepering for it and they had industry in the habib of
making necessary repcrtsa Bub to get it organized in four or five months
is going bo be some jobe '

QUESTTION: T would like to follow up a little riore on the produc-
$ion allocations progran of the Munitions Board. You indicated that
beeause of the present emergency the whole thing has Dbeen thrown oub
of gezr. Is it youwr opinion that the whole program of production allo~
cations should be scrapped, that we are trying o go too far down in
planning that type of thing? If not, then what is yow proposal for
palancing this program besause of the present emorgency'sveffect on it?

MRe STCCKING: MNos T think what the Munitions Board did was very
importont and should have been donGe My implsh remark was that it had
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been caught by a change in situation. If we had a full-blown mebiliza~
tion overnight, I think what they. have done, and what they are doing
right. now, would be versy importants I should not give it quite the
emphasis I gave it, because I think:what_they are doing now is extremely
sound. e T

“However, while I think it is a good idea, I think it is distressingly
slows On the fifth of January, I believe, they sent out a directive,
and they wanted 50 percent of the doilar value of mrocurcment scheduled
by 20 January 1951, I don't lroy how many schedules they have now, bub
the last report: I got. is thet 4t was less than a score, They are doing
1t and it is a splendid sort of thing, bub it is taking a 1ot of time to
do ite i

-COLONEIL, BARNES: Mre Stocking, we thank you for a very frank and
interesting discussion, Thanlk you very much, '

MR+ STOCKING: Thank yous

(25 April 1951--350)3,
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