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pROGRA}~S A ] ~  STATISTICS--FACTS FOR DECISION 

2 February 1951 

~ .  : v e t  a speake~  r e t u r n s  t o  t h i s  p l a t f o r m  f o r  

~ T  ~A~NEo. l~hene . o ~ 4~ is for one of t-~Jo reasons. 
°u~'~-~. ~ -- ~ sam~ acaaem~c ~.~ - ~..~ ~u~d no'b let him g~t 

the second t~mo In ~th e first ti~ th~to!untee~We 0UO~ed~for- the second appear- 
- " - . -- . ondi'bionso His lecture 

b y  ~,;ith o n L  ~" o n e  ~ppe , ~ a n  ~r, s ., 
shoe. In t~is casc~ }~ S~ockzng fu~led both was 
last October~ on the subject of ,L~s,npower in Wartime Co~mnities~" 
a top,flight contribution to the,ianpowero= a, sC°UrSe'a speakeraS yOUfor remember ~today and ~-~hoThen~ 

~hen I asked NSRB whom it might ~u~est °: ~ "~ volunteered. 
~,~ould be willing and able to discuss this Svbject, -V~ ~°°J"~ ~g 

~[e a r e  f o r t u n a t e  t o  have  _.him back~ lie ha s  don~ a F r e a t  d e a l  o f  
this subject of gathering facts and lining them up to be used 

thinking on .... -~'zation policy decisions? pz.ior to his connection 
as a basis nor moo~ deal of time thinking and 

9here he has been SP ending a grea~ in the manage- 
~ith NSRB, He is excessively planning on this subject~ he had many years of experience 

' a this • ' s tool for ~act~c I application. 
merit of stat.~.st.~c as a -alified to discuss this subject of facts and decisions with you 
qu- 
mo'rning. - ,- ~.^ 4-~s D!atform 

• , ,  . , d . - . o o ~ e  ~0~i OaO~ ~ ~ 

Stocking, it i s  a pleasure t o  ~ u ~ _  

for the second time ~n~ " , 
• 1., ~ ~ - "  " s  s c h o o l  year. . . . " 

" ,~ . , ral Vanaman~ Genera& Holman~ Colonel Barnes~ 
OCKING. Gene - . ,s for tl~at very gracious ~m~-~- 

i~? o T ~. ~ to thank Colo~,e~ Berne • " the Industrial College 
~entlemen; I ~sh ~ ~ ~est ~leas~re to v~smt 

i am very much" inter csted in the subject that~ithYOUrespecthave fOrtotodaY.its- 

• , ause of its s c o p e  and ramif&cat~ons,. I must say, h o~ever' ifis a very formidable one I 
scope and ra~fications~ And bec ~ .~^ experiment this mo *g 
should llke to ask you to ~oin m e  in a l . ~ m ~ . ~  ~ ' '  

%imes~ I have participated in both 
. . . . .  ov~ here a number of ~ ~-- ~1~,,a.vs occurred to me 

~-eminars and your j .<~u ..... n4~,e~r beoause you n ~ . ~  . . . . . .  -~ 
your ~h'e seminars are especially ~ ~ of your special interestS- 
that to direct the discussion along the avenues 

7[ith respect to the scope of %his subject~ I shouldlf youlikelcokt°inindicatethe 
by mentioning some of its content~ 

h~ bk~oad it .... . . . maw defini'bions of "ProVen_ ~ It can mean a 

public pronouncem~ :- 



.RE$'I IIIICT,III, 
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or it can meln a great many othe .., ~ . 
mob~]izatlen, a production pro .r tL1~go~_ Thus we have, as art of 

prices, Proof.am, a aprogram programoffOr %axaiion~ 0o~%_~ ollin~ and so!nVen5°~ ies~ on. ..... ~ a proCram p~'oE~ram,, of a wages manpower and 

,__The scope of states-5~cs is ~,- ..... " 
it has zo De coexten.~-r$~ " .~ ~.~J.Y ore ado As a mattev of fact, 
staDistical .... ~o ~or a P~ogram that -Ts not based on a sound 

foundaLion is doomed to failt~,e before it is begun, 

Under normal conditions~ these things are all done for Is by the 
forces of the m~ke%~ ~t is in the ~ke% where the millions and lions of choices that ~ou'a ~ . 
and the candlest~c ~.,Y.~_ nd Z .  make~ along with th ~ mi!- 

. . k . . . .  ~ r ~  ,., e o u t c h e r  - ,~-. 
D e  ] o r o o : ~ , t , = , ~  , ,  . . . . . .  .. z e a t %  o n  o n e  s ~ , , ~ , ^ . ~  ~ - .  • ~ g h e  b { , z < e r ,  

~- ~ u z , a . e r  mooiliza±io~ ~.~.+4.1"[~? ~ ~o ae~er~ine what is tu;- 
more complicated~ and we c&nno%-" ~[ ..... ~u~ ne~ever~ %h~.ngs become m 

' l~ o w  these f 
oz~ces that sez, ve us so well in normal times to operate, !f some of them are not curbed~ they. will 

do damage to o u r  mob!iization effort. 

It ma3r be very ~ood bus~ness~ from an individual Point of View, for 
a person %0 scurry around and bu~ scarce materials %o t~n into le~s essential products for which p op!e 

e. ~'e willing to p a y  h~gh Prices. b it is not necessari~ in the public i~ ~ ,  - 

" ~t~es% when" the ~ , ~ + 4 ^ . .  ? U% 
ing for defense or war, In times of mobilization, we must~ ~U~havelS amobiliZ-concen_ 
tration of authority~ its centralization in the Government~ and the 
substitution~ . . of government decision making for individual decision making. 

. ~hls is a vel.v ter~-e.._~ ..... 
aream~...~ ~+ ........ v . ~ , ~ . ~ - ~ -  ~j~ng zl%lng~ Yt is eas3~ enough .for a U'bopian 

. . . . . .  ~.~ a smooth-working world where everything fits without 
friction into a well-ordered Pdttern t6 tua.n out mountains of goods and 
services in Just the right proportionso But the practical matter o £  

determining in detail what heterogeneous aggrecate of goods and services constitutes the best return for the 
effort is almost ~oeyon~ hi, nan genius~pendi%ure of our resources and 

I~ good f'niend Eddie George, of Dun & Bradstree%~ who did ~eoman 
service in the last war, said~ in describing the controls t h a t  operated 
then~ that the grand design was out of the head of Zeus~ shpreme deity 
of the Greeks~ ~[e~ not having the omniscience of Zeus~ have to depend upon statistics for guidanoeo 

X. am ~oing. . to. seleat one c~ea of programs and statistics review" f t  f the diso ssio  o p e =  t o  " " ' i n  

. . . . . .  ect~u~= the detorminilg o f  I wi_]Z selict~ 
defense production programs~ their translation into material requirements~ and the balancing of these 

requirements with the rcsources avai3ab]e f 
-- - or meeting %l~em. 
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Idon't . ~zq~*~ how to stsrt a defense ~6duction program without some 

know, ledge of the size Of the job to be done, I don It kno~ ho',~v %o get 
that meas ~,zement except by estab3.ishing programs for each segment of our 

m~ Until that is done, i~o one kn~s the size and relative import- 
econo ~ -~ -~ b pro~'ams~ and nO one is able to meas ~e them against 
ante of the d.mzzer~n • 
the Nati on~s capabilities for meetin= ~ them~ 

Among the most important ~,o~,ams of mobilization planning a re/the 

munitions pr6gra~o These are based, upon.thee strategiclikel~hoodPlanSof°fwar~the 
Joint Chiefs~ It is up to them to ~eterm~n the . - 
ho~ it will come~.~~hen a~, where, and to deterr~ine the countermeasures 
that a~'e necessary ~ the co un~.~Y is to be seau~~e~ ofl~theseiS Upplans~,to the~utomili- 

p~an~ ~ am~unition~ tary to translate these ~ ~ o~ the requirements 
" r terms of the amoun ~s of a~rc aft, automotive equipment~ 

ships, and other thLngs that will be needed to carry out the o!an~ Even 
though the estimators do have "the benefit of the strategic and operationa.l 
p1ans, it is an extremely difficult task~ as anyone ~lho has worked in this 

area ~ill tell yo~, 
• -"tarv requirements, ~hich inc.~_ude essen- 
%~en you turn to the non~til~ : . 

fiat consumer goods~ v;ar-~upporting goods and services, and foreign trade, 
without such a base, the task becomes even more difficu]~ S~l! we 

. . . . . .  ~ ^~+omobiles~ Shall we have :~r~ o~ fe~er 
• " " es or_ ~e~~- ~ u  e more automob~! - . - ~ ÷~,-v~ Shall these be cut back 

refrigerators, v~a °hlng macn~',~';~ v he cut back in a se!eotmve [~.anner . 
in a horizontal manner or sna~.~ u~ C~ to take" anoZhe:¢ tP-P e of ~roduet~ o~:~e that has to do with our ability 
t:i. roduce~ shall ~'~e have more or f~;~er machine tools? Shall ~.~e have 

locomot iveS,  barges~ and shmps~ or s h a l l  we have fewer of these? 

S h a l l  ~.~e have more or l ess  peZroleum? 

Not on ly  do you have to  determine ~hat  t o  produce, bu'5 these t h i n g s  
are so i n t e r l a c e d  t h a t ' t o  de%ormine one you almost have .to determine a l l  
o f  theme For insbanoe~ i f  you want t o  kn~;  whether ar not  we are to  have 
more or l ess  petro!eum~ you have to  ]<no~,':~ something abou t ' t he  number of  
automobi les and t ~ o k s ,  %he number o '~f D iese l  l o c o m o t i v e s , a n d  t h e  number 
of o ther  l a rge  consumers of. p e t r o l e ~  products  t h a t  are going ~o be i n  
operation~ You ~e going toneed to P~ov~ ho~-~ much rationing is deemed 

to be desirable o~' necessa~'Y~ 

So that when you stsrt to try to determine the nonmilitary-program, 
• "n ~ your facts in'son ~ sort of orderly mznner 

you have, t o  start by or gan.~.z~ 
and in some sort of interrelationship pattern, 

You do this on %he basis of past ezperieuce and on the basis of 
mm~ne. ~ you determine ~-;hat has happened 

forecast of the future~ In this -~' 
to the~ population---its c~.~nges in" age composition, its changes in income, 
its changes in consumer practioes~ and so forth. You start to build up 

3 
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some ratios of population levels 
t o  s o m e  c o n c l u s i o n  a s  t o  w h a t  i S  t ° " l e v e l s  o f  c o n s u m p t i o n ~  a n d  " o u  co  

gO,no to be neceso . . . .  - . . . .  ~ me fields of production. . . . . .  ,y ~ one several 

Likewise; you have to look ai what has happened in the field of 
production inthe past~ You have to determine what has been tl~e use. of 
machine toolsj petrole,.nn3 and other things, with respect to the volume 
of production~ and come to some conclusion .-- 
necessary to give you a balanced as to what is going to be 
• e o~umv~l and ~ best-rebut n. -er ~our investment of resources-and .aff.~t. " -- 

You don~t have to start from scratcho F , 
ortunately, a lot of these ration are available to us in our peacetime statistics. But you have to 

arrange them and apply them, and afte.r applying themj you ,begin to come 
up with so~thing that makes sense; or by making necessary adjustments, 
you finally say; "This is an approximation of wha~ we must rib. This will 
give us a 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 our ec 
provides the ve • o enemy, direct! • • r7 sznevJ oz o • y or zndlrect! • which ~ou ~,~ + . . . .  ur zndustr.v: it ~.~ .... ~ ± .  . .Y, that ~t 

........ u u  ~es~ requirements a~'a~.~+. ~'-~-~_. u.~ ~ne materials for 
this pattern of ~ograms that you have. ...... ~p~u~. Can you turn out 
concerned~ Co~er -'- -~ developed, so far as steel is 

• ~ ~ another ma~er~ _ .. 
used; for some types of munition that ~s basic and is .also widely the i 

- ms Used in enormous quantitieso In 
war practically all our aluminum went into aircraft~ So you take 

these tv;o additional metals to start out with and make them a p~t of your 
best of whether or not you are going to have enough to carry out these :~rograms that you have set up. o 

Here~ again, you encounter the very difficult problem of making 
the translation. Presumably the military people can be more precise because they operate from very s .... 

pecifmc specifications and bills of 
material. But the~ omit any efZort to estimate common components~ the 
materials required for cor~on components, or the materials required for 
civ~'lian-typs ~°Oducts which are put-chased by the military. Thls leaves 
a tremendous gap, because~ these items ea~ account for v e r y  substantial 
-use of the metals to which ~: have just referred. 

might say, before leaving the military, that wl~t the military people actually do is use, to a very 

material consumption atmos tb~.t they have and that they can ch~aw from r " great extent, past experienoe~ 

their past records~and except for certain items they donlt use the 
bills of material translation to. any great extent. 

IVith civilian, nonmilitary, production.the 
because we don~t have these factors avai/able, task is more ~-f~mcult 

I must say that the 

4 



Bt~eau of the Census~ spurred on by wartime experience~ has done a 
great deal since the ~ar to modify its reporting procedures in order 
to ~et some information about the consumption of metals in certain types 
of v, oduction. B~:t this information is still very sketchy and there is 
a ~eat ~uestion of ~-~hether or not a requirement of it ~,';ould justifY 
the cost~ net tO mention +.,he burden tha-t it would place on industrY. 
But you do have~ in the Ccnsus records, in ~,[orld War II experience~ and 
from other sources, enough information to start making some rough approXi- - ~ t progr~,qs ~ill ~cqu~re in terms of steel, 
mations of ~hat -those d~f~eren -~ " s and then put tk~em 
copper~ and aluminum; you build up yott~ app~oxmmat,-on 

to gcthcr • 
I thirl< it is very importa~{t that the civilian agencies, from the 

very beginning~ be assigned the job of determining ~ograms and the ~. • ,.~ . This gives 
material requirements f0u~ the Jr areas of respon~ib~.Im,~Y 
them much-needed experience in thinking in prod'am termS~ it a.q_so gives 
thegn al-~ insight inbe the type of -problems with ~-~hich they ~e going to 

have to stru{i~le as the defense program expands~ 

After the defense programs have been compiled' they should be re, meted 
should be looked at fop their interna.~.. 

" " P O" by a single civilian agency~ they . . oint you can see, retake a_~o 
and interprogr~m consistency. At ~h~s p .~ . . . . . .  , 
tesque example~ ~-~hethcr or not ,the rubber authority has estmma~ed, ]-~ s 
say, lO times as many ti~'es as the automobile authority Ires estin~ted 

there ~ill be automobiles %o use them. 
• t- it is a very 

There isanother test you can apply at this po~n ~ 
important one. Yo~ can .\~eduoe. all the progTams to the2r dollar.,., ovaluest~ to 
and then compare them ~ith the e s t h e t e s  of our potential c~,,.pacm y 
meet the pro~Tams~ Let me make that a little cl e~er" l~t us say our 
gross national income is 275 billion dollars--that is not quite the 
figu~e~ b~t I am using it for i~lustration purposos~and the estimates 

"-~'" "^n dol]~r.~ for :the ne~b year~" Obvicus].Y, some- 
total up to A.00 o..~.~.:Lu There h~s been a misunderstanding, or alT the estimators 

"n is 7~ong, " .,-. ~o~. have to get n~ esti- 
%h, g ...... ~ ~ " e same assump~.ons~ So .7 ~.~ ~ ..... . .~. 
nave no~ opez'~,~ :._.th ._ ~-~ ~,4+.}~4n the limits o~ u~ capabml~o~es. 
mazes adjusted to or.~ng ~one -~;ou~ ...... billion~ but you cannot 
i don ~t. moan you l~ave to reduce it back to 275 
have it at l+00 billion. FTogcams like that ~ill onl> ~ cause confusion 

- that you a r e  setting out, to 
.and a faml~ to Gohieve any of the goals 

" ' e achmev 

After you have go%ton yo[%" pro~ ~a-ms together in this ~,~ay~ you also 
have to measure them off the basis of the n~teZ'ials consumption. I 
selected steel, eopper~ and aluminum as examples becauso these are the 
materials that ~ere the limiting factors and were under strict control in 
the last wa~'o You have the same sort o2 ~-ob!em'~~ith respect to petroleum, 
electric energY, ~aanpo~1er~ and ma[~ othdr things, but the metals I men- 

tioned provide a good starting point. 



You will find the f~'st pro~2a~.~ts are very likely to exceed capacity 
in terms not only of dollm, va]ue but of matez~.ia] 

• - consumption~ then you~ 
have to start making adjustments~ YOu enlarge one here because .~/ou need 
more petroleum oi~ m~chine tooqs if 

-,- y o u  a r e  . g o i n g  t o  a c h i e v e  b a l a n c e d  
goals, You ha~ to cut others b~ck, Ttm..ough a series o.f adjustments 
and r eadjus-[;ments~ you .finally come out-with something and you al~e ~:;illing 
to say, "These a~e the best tar{tts that ~e can shoot at, They meet the 
military requJmements, They are the leas~ disruptive to our industry, 
They provide for an adequate expansion of caoacity, They all fit together. 
These are programs we %van-5~, Tne.~r become the official ob~ec0mves or goals of yot~r defense effort. ' '" 

Then all agencies havin~ responsibility in this ~-eld--and~ z'~gnt' ' 
n~-;. that responsibility is.very diffused--must dove.lop the controls and 
the rules and regulations~ and they must establish pol~c~esd--" sothat they 
intermesh and all cont~'ibute to the a ~ • ~ 
cannot establish yotu~ goals al,d ~hzevement of these goals, You 
individual actions, then have everybody ignore them in their 

The thing ! ~an$ to emphasize especially is %hat you must bring 
these t~gether into a collective picttre "ust 
you don t do '~his fairl~ ~-~ , • "] as soon as you can, 3~. 

• ~ ~.~m3r~ you.s~art out b3~ making spot deoisions-- you settle each thin~ that comes u on th ,- 
fzrsb thzng you know. " ~ . ,. P o bas~s of urgency--and th " 

• , , ,  y o u  ~.et thzn ~ so ~ • , . - . e the .best of eflort, s~ ~,-- " ' g. s[mz led that zt takes ~ -.. 

not ~mtil near the end of 1942 in the last war that these things were ~ ~ ~ w~em unsnarled~ .It was 

brought together in a systematic manner to provide the total picture, 
and it was no~ until then that the authorities began to u~aval some of 
the big snarls that they :Shemselves had cr.eatedo 

~ time is running out, If you want to have ft~rther discussion of 
this one az~ea of'programs and statistics that I have just h c ' i e f l y  

sketched for ~ou~ or turn in some other d~ection, or takeinto account 
ctmront mobilization ~'og~'am develoDmtmts~ it is up to you, You call 
t h e  s h  - - . Otto 

C 

OLO.~'~EL BLR~S: ~,~ro Stocking~ before we start the individual ques- 
tions, ! wonder if you ~'~ould take just a fer~ minutes tO explain to the 
class, your views on the follow-up use of statistics after the programs are 
determined and s~'e in actual operation and there is a need .,for Constant . 
policy formulation and shift of policy based on facts that have to be 
gathered from thefie!d~ correlated~ and them gleaned for information 
that is pertinent, Do you see .what I mea~? 

~,.'R~ STOCKING: Yes~ I believe I do, That is a pretty broad field 
in itself.~ but I will say just a fe~ words, highlighting it. 
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In times of mobilization the circumstances require~ maybe not more 
statistics but at least a di-ffe~cmt type of statistics from what they 
reouire under normal conditions, and that tends to over stimulate us so 

that we begin to collect s-~at~.st~os v~dl~ ~ 

to curb the useless Or 
Although an effort was made in the WPB 

reckless issuing of statistical requests--as a matter of fact, there 
was a law that prohibited a~f statLstical ........ requests~.~,~,~beingofiSsuedthe Bur~aueXCept 

, b the D~vmo~on - ~ ~er 000 . . . . .  - r o y a l  - - , o ~ 4 a ~ t e z  a p p  _ o y  , ~  ~ . ~ - ~  t o  S ~ , ~ , ~ m b ~ r  1 9 4 p  t ~ ] e r e  w e r e  . ; .  .... ~-, . . . .  

vWpB statistica~ repc~"~ ~ . . . . .  wildcat reports that got 
officially approved.~ i'0 does not ~clude the 
out'~itho.ut formal ap~'oval~ Eddie G~orge~ to whom I re:%rred a moment 

' t  as a bJ.iz~:ard that 
ago~ described the responses to one single r,,PO~end that adam~.on~la staff 
so engulfed the e~sonnel cn t~ receiving 
was like sand befo "~e a storm~ 'Es avoid those mistakes. 

V~:~en you get people in fro~ i,Adus%rY~ uhey know about their own 
industry and it is ]~ebty h~'d for an official in the Bureau of the 
Budget or a,n~{here -else to a~gue with them as to .~vhether or no-% they 
need a report~ or whether or not the ~fo~m a'bion is available from 

somewhere else. 

I don ~t want to herp upon the mistakes, but there '~ere responses 
to some report requests t~%t came in by the millions, and the personnel 
finally reached the point whore they never opened the c~etons ~.Jhich 
contained them, This is very serious ~hen you are trying to fight a wa~-. 

~' to the point :R~ere industry :renders ~hether %~e are going to try 
It ~ebs . .  
to win the ~var ~.tn statistics or ~ith munitions. 

The last time, there ~-~ere tv~o widely collected reports that had 
exactly the same information, The$ ~ ~:~ere so similar that they could " 
have been combined into one re~or%~ If you want to check me on that~ 

- C ~'m " also the 
I refer you to the controlled material re~ort kno~-m as ,~:-~ 
Yfar Production Be sa~d Zeport of Opcrations~ No. 732. 

" I am afraid that we statisticians are partly to blame fo~" it. As 
statisticians~ ~e sometimes try to heighten the ~steries of our craft 
and make i% obsc~ ~e or very esooeric to the administrator~ I remember 
one time hearing an administrator impatiently ba'~d£ng out a statistician. 
Finally~ with mounting exasperation~ he said~ "I donlt give a tinker's 
damn about your statistics. All I ~;ant are the facts." And that is 
understandable. V~en a-statistician gets to talking'to the administrator 
about regression curves~ coefficients of correlation, or sh~:~s a trend 
curve that is as straight as a p6ker, the administrator gets be~vildered 

and begins to cry for the ,fac%s~" 



-I t / ,2,~. <~W ~2;,;: 
. . . . . . .  : " ~ - , " ~ . : ~ : ,  7.1, ~ ' s . ~ . ~ . .  

One of the tyz~s of information that is related to the prog~am 
and sDatisti~al a~'ea T have just d-" ~ 
P~ g~a - t " " ~s,,ussed,--that is, formulating the 

o ms ~.~d ge t zng them esta.~lich~zd--:Ls the doterminatJ.on of ho~,~ much 
~eoourceo .~n manpower, and m~eria.];s is bsing used up in produc- 

tionj that becomes much simple~, alTbe',-, ti'~e defense effort gets under way. 
Thaiis why I am never much disturbed about the inexactness of elm fig- 
t~es~ I accept them as approxi~lations before "~ve sta~,t~ After we sts,rt 
activity°ut~ ~-~e Cangeneratesge.~ thetheinformation~in,format~O~oOr much of it~ very simply because the 

For instanoe~ I ~~as talk:hug a few~ 
m~.nutes ago about the dete.rmina- ticn oZ the amounts o£ steel~ copper~ and aluminum that arm requLred, 

and I said that the statistics are verTI sketchy and that the military 
figures have to be 6aleuJ.ated on the basis of asD 

~:' P ' e~perience and fore- 
eas~,s of the ~uture° But once you sta~t~ there is nothing to kee D you 
from asking the producer to report at periodic i~tervals what ~'e has 
produced and how much~ a~d how much stee~,., copper~ aluminum~ or <~,ny<,h~.ng~ * " 
else that is scarce~ he has used in production~ You have the 
by traits. Then you ask hfiza liow ma~y ~ consumption 

.~e has sc~,edu~ed for production U.,~ ° ~ 

needsd ~2ng° the next production period a~d hoT.~ much material he estimates he 

'~fith that fl~-~ oj] i~formation--and this is es s. 
the C.~.p~ 4 report I tel , senti~l!~ wha- t.. • erred to-~ ou . . . .  3 t wa~:, on reaG ust th ........ Y . know wh{,t ms ha~ e .__ J . _e flow of matermals a~d slr~,~ ........ ~p n._ng and you can 
~,ee~s~ Tf 1~e used I00 nounc],~ ~,'~2 ~, .~f~_%u~.z~ ~ wroth the production 

' - - - " -  ~,,~:;~ u , J . . I a u  O . L  O U T . , ' ~ U  + ~ - P  I I ' ~ I I  

time~ and he intends to produce- 50~000 units dt~ing~ .... the~ nextC°~mm°d~t'~.~eriod~!aStto 
determine the mate~ials requirement is just a case of arithme~;ic. If 
he asks for more maTeriais~ he has to explain ~'shy he wants more materials° 
That is the backbo~e of a 2~eporting system. 

The No. 732 2~eport that I referred to overlapped the CNP-4 report 
tremendously, It started out as a report to locate unused'plant caoacity. 
It contained the-amount and value of production t~ned out~ the amount 
of manpo;~'er used} T,~hether the producer had two oz, tlmee shifts--and if " 
he didnltj why d.id~.~% he? They ;~e~'e tr.v~n to ferret o~tj at that time} 
canPlaces:findWhereunusedtheref ...... were unused facilities, g But ~ have a feeling that ;-~e 

acm~m~es much more easily that that and ~'~'e should be 
able to desi{]n a m~ch simpler report. I am sorry I started out on another 
lecture. Just give me one minute more~ ° 

One other poi~t I ~'~ant to make is that mgtor you get going you must 
have statistics o~ what you haw accomp!ishedj.you must have statistics 
to show ~vhet~er a poi]cy ~;orked~ Yo~.~ issue an i~ventory control~ You 
say t]mt ind~stry must cutdown on the inventory. You must have some 
facts to see what happenodo DAd this stimulate an increase in the inven- 
tory because it scared everybody or did it result i~ the action that you ~ere trying to achieve? 

8 
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~' t inventory control in this current mobilization 
I think %he i~r s 

effort %,~as issued in Octobef~ I notice that since that time pro ducersl 
• ~s increasod~ 

inventories of mater~.a~ have 

Q]/ESTiON: This q~estion has %0 do ~ith the ~,oduction allocation 

pr.o~r, am and .-the cJ.vilian requirements %hereunde~'o 
+-~ %,he armed fo~ces 

The ]lunitions Board v[ill find a repreSuntam.~e from 
discussing %~i%h Ip~nagemen% the situation of v;ai ~ production, and in that 
discussion ~anagement is invil.ed to state ~lm% it desires ~o ~etain for 
civilian production, If %he producer has a background of i;~orld ~ar II 
experience., the percentage -~ill generally come to about the same thing~ 
If he %as no such back~ound; he 7~ili be %old they will come to an agree- 

- ~ d 50 pel ~cent, I understand thab such an 
men% but it is no% to ex~ee 
interview; ,~ith management is b~,ought about -through a request by NSRB fo~ 

inf or ma% ton, 
in 

]~[y observation is that .~.t ~,.~ou!a seem to be rathe~ questionable 
that it misleads the man 'afae+,'~er ~I~%o thinking that he u].timaiel3 ~ ~i!l 
have something %o say about ~-~hat poroent%~e of his plant ~ill go into 

• "~-ap ~roduction~ The second point is~ Vgha% does NSRB do ~.~5..th that 

informs.rich when it gets i%? 

),~ STOCKING: I don ~t ~ish to ap~r on the defensive, but I 
believe yot~ facts ere a bit wrong,, Let me restate -bhera a!~ see 52 you 

can roughly acree with .me, 

That is to say~ there v~as ~n effort, for procurement planning in 
the ~{unitions Boa~<:l, to line up the plants for ~.~ar ~oduction in case 
war struck suddenl~ that is~ %0 line up the plants so tila% the mi]i- 
• baby r e p r e s e n t a t i v e s  w o u l d  kno¥~ ~;,;her@ t h e y  w e r e  go ing  t o  p u t  t h e i r  c o n -  
%rac%s and they could get production~ In that connection~ reference ~as 

had to the last ~ a r  experience, 

No~ there is a tribe of people ~';ho resist the feeling that non- 
m.ilits~y production should be re~arded as residua!~.. ~I don~te to knc~'~et the'~'~hether 
! make m y s e l f  c i e s ~ ,  Th<-~y don | t  ~-.~an'5 t h e  m i l i t a r y  p~op!  
i d e a  t h a t  ~ l l ~ , - n ~ J - . t Y  t h e y  can  t a k e  o v e r  any  f a c i l i t y  t h e y  ~-~ant i n  t i m e  
of" %~ar and tha't it can be turned %0 w~ production };~i%,hout regard to 

who belonz to that tribe sometimes 
e -~" ~ ,. r,J lit&~y'~ in ess.mu.%~l civilian .produo%ion~ People 

%end to be  over].tg protective, ! thin!,!~ so that t~ey ~ant %he . -  
linin8 up %hose plants fc~ w~r prodcu..on, not %o ignore the civilian needs, 

. ~ . .~., ~,', ~..- " ~ of ~hat "the civilian needs., ar e--and. .. 
i n  t h e  a b s e n c e  of a ° d e % e . ~ l ~ l a ~ ° n c e r t a i n t v _ _ c e r t a i  n p e o p l e  d~dn'% ~,ant  
t h e y  ,:~e no~ ae~ermmnea  ~ u ~  . . . .  ~ - t o  ~,u~r ~ o d u c % i o n  i f  
%M~se plants being pledgea for conversion entirely 
it ~as hecessary %0 have so~.~e of the facilities for nornnilitary pro- 

duction~ 
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An agreement finally resulted~ I don~t think the NSRBwas the 
advocate of this~ but the ]tgunl%ions Board ?;as pounding away, saying; 
"Lookj we lye got a job to plan proma'ementj w e  want to move ahead~ and 
yourve got to give us sor,~e bench ma.~ks,, So the bench mark that was 
final%v establ~hed was this: "Don r% cotunt on an~r more than the ra%io 
of civilian production %o w:~r ~.oduction 5he last 5~,-.~ o " 

",,.ni~ ~o that we can reserve some oi' this capacity no~m.na]-13r"* ' for ely7 l:tan" " productmono," " 

. 71ha% has happened is that ~.'Je have moved into this p~'t.,a~." • 4 " mobi]iza- 
t~on, I am sure that if you ccmnare the allocation of contracss unde~ 
inthecasePartialof ~m°bilizati°n~ wi%h %he sohedu ].ed method of a].loca.01n~," them 

~u=l mobilization~ you will llnd~'" them d~ferent" in many 
respects~ }~e~:]. you go t o  the 91ants %hat were selecte::~ .for nroducing 
certain munitions products i n  case o f  f u Z Z  n 4 .: . . . .  - 

mb-]_~zaomor a~_Jd say~ "~Ve 
want you to start P.~oducing this i'beme, t.hey' Say~ "Look we agreed to 
p2oduce the item in case of fuZZ ~" ~ • 

~o,?:LJ.Izatlon, ?~a% you a r e  talking 
about is tiddlywinks, W'e just cannot afford to t m o d u c e  it in such 
small quantities~ Find some other producer, who can af.~ord' to c onver~ 
This will be partial conversion for us," So Fot~ find another producer, 
and he t a k e s  on t h e  c o n t r a c t ~  b u t  he was t h e  p r o d u c e r  who was es~rmarked 
for something else in case Of war~ and so it goes, This is one of the 
frustrating experiences in trying to plane 

QUESTION: There has not been any diSa~'eement at all so far° I 
think my real question boils down to tnls.' " • Is the NSRB looking to the 
results of this prost'am for its civilian r ' 

equzrements~ ~'e have heard 
so much about the difficulty in planning Civilian requirements° If 
there is a plan for civilian requff/~ements~ in what way is that p)an 
related to the production plan? 

I,,_~ STOCKING: You get that-relationship in the balancing process 
to which  I have  a2read~r r e z e r r e d .  ~ .You b r i n g t h e  m i l i t a r y  and t h e ' n o n -  
mi!itar~ ~ programs togethe~ and evaluate them° ~{hat YOU ~ry to do~ in 
~!~ing. . ~the. adj. ustments lreferred to, is to make the a~justments so that 

,las~ lnc.~.ement of production fo~ any , ....... -~ 
~ ~ncremen.b of nroduct~^~ -~ ~,,- . , ~  a~s~:~ ~o just equal to the 
you are trYin~._ .., t o  ~ "~"~ ~ . . . . .  ~ o~ner programs, Theoretical~,_~ 

. do is thls.~ You may at this point decide--if you what 

could get to such precision--that it is more important to put another 
ton of copper intoresidential construction than t.o have  a few ~ore 16- 
inch shell casings, That is whcre'you get the final picture of the nonmilitary h~qu~ _ . . 
finding out emenb; ~t ~s not~ ~o~ s e e ,  from thisprogram of 

' .~cn c a p a c i t y  t h e  m i l i t a r s ,  has  t o  t a k e ,  

QUESTION: ~ question relates to the cycle o£ recuirements determi- 
nation, wherein claimant agencies finall~ furnish their requirements to 
a central civilian agency .... I presume NSRB in this case--that agency 
revi~vs them~ bj consulting with the claimant a~encies concerned it 

1 0  



, ~ L;,".--.~i ,~ ,  . ~ ~[',., 

i4. ;S 

finally arrives at adjustmen~ss that will balance requirements ~vith 
availability, and a recomnendat!on is made to the l~esident as to the 
Nation I s pr oductiou policy for a mobilization plan~ Has this cycle 

ever been completed? 
O r  "no." I am 

~. ~±OC~!:~G. It is har~ for me t o  a-ns~er "yes" 

going to i~ve to take a moment to a~iswer it, 

. . . .  ~ .... e of ~v associates 
It re~&nds me of t h i s  i no..~c, en~ ,  _:_ .,.?- ..... 4~ ,~  ~f s c o ~ e s  of ~ e o p ! e  

:~ I I y  t ]  k ~ o ~  "~ ± ~l~Ve .1.~NSu -~ . . . . . . .  ~ .~.. 
just a day or t,~o ago~ _ °2. -~_,~ ~-~E ti~,e- an~ I Gannet z~nd any- 

body who used the da~a con~am;~ ~ ~ ~ e " iIe said, 
did,~" I ss,id~ "You a~e ' -the f~-st one I hay.. found w h o  did~ 
"l~m not s u r e  it c o v ~ t s ~  because I used i~ for ~o~k that nobody paid 

any attention to an~;ho~;." 

I am reminded of that because there has been one cyc.le~ but it 
%~as done in such gross terms thai% i v~as never very enthusiastic.,_, over~ s'it" 
? [ e  corn-Dieted such a cycle in early 19/,9. The milibary gave esummate of 
its requirements and the NSI%B got esti~%es of civilian requamements-- 
they compiled much Of the data themselves--and out them'together to see 
how ~'~e v;ould fare with these progra~,~s in terms of steel~ copper~ al~minums 
and man~o'~ver. It was the judgment o£ the NSRB that their were out of 
balance~ and the Joint Chiefs have taken this into account in revising 

their strategic and operGtional pla~Is, 

~Ve have a call for data out to the military services no%; and they 
have just about completed the job~ They ~re to supply us their require- 
ments calculated in accordance ~ith the provisions of the strategic 
plan in case of full mobilization. But this has all been tlnroT~n up in 
the air by the emergence of this partial mobilization° 

a call for 
or~ - • + " p3 a n o  In December the N,.~.~B put out to the military services 

data on the size of thefir pro~.~ams under this partial mobmlmza~mon -.- 
A call also went to the civilian agencies having claimant responsibility. 

But the civilian agencies at that time ~-;ere not experienced in 
thinking in program terms~ %Ve Gave them all a set of assumptions as to 

• " • - o s of the pattern of our economy over 
~hat they might oxpec~--forecao%, 
the next five yeoms. Again, I don~t-want to appear critical., but a Io% 
of this stuff that ~~e got back was just 7~hat we gave them~ they used 
our figures. T.~at we got back is not very reliable. 

I think~ that ~e did 
The bmgg~st benefit of %,hat experience is~ 

at least call attention to tl~ fact that they are confronted ~-;ith the 

necessity o£ planning in progcam terms. 

3..3. 
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Since then, in the week before last; the National Production Admin- 
istration has made ano+,hei~ call ~' 
pattern that ~.:;e establishodo zo:e data~ follov~ing roughly the same 

So ~V snswer is "yes" and '"nee" It has been done, or tried~ but 
the results yet are not in very usable form~" And -'-~hmo" o ms" ve~.y se~'mous~ " 

because until the job is " ' 

done satmsfaetoril.v~ we a~'e going to have a 
mu!tiplica%ion of these spot emergenc~ decisions that will create trouble 
for us in the future--and the not-too,-distant future, 

QUESTION: ~'ou have mentfo;.~ed the statistics collected by the 7,.hr 
Pr~oduction Board, -~fould you discuss ~he usefulness of t~ose sta~is%ic~ 
at the .[..~esent time--that is~ h~,~ much analysis is being made of them 
and ~,hat difficulties you run into in using those data in determining 
civilian requ.~memenbs o~ possible production capability of the economy? 

o~OCiZNG. They sre being used, but only fragmentarily because 
our econo~v has changed very r a ~4,~,..dl~, since the v,,ar o lye have had more than 
billion dollars of additional pian% capacity and equipment, so thax, we 
have had an exp~msion o£ our ability to produce~ ~ffe have had an increase 
in steel product:Lon and an expausion of aluminum production° 

T~e figures that we tried to use were the results of the Nee 732 
repor$~ It gave us a report on the volume of'production in doll~, value 
by p~oducts, and the amounts of steel~ copper, alt~ninum, and manpev~er 
used~ But they have not proved too useful because there are not enough 
Registerer them OnCompany~ ~sing!e-mtem'Dt.~ingplants'-~ ~ Take a'plant like the ,,,at~.onal'Cash ~ ' 

• o V~o~ ld ?tar II~ at one time or anot.her~ ~nd 
sometimes overlapping~ it p~oduoed such thifigs as cash registers, ~,n 
mounts~ shell casings, and finally ai~craft~ 'fhat company produced 
seven different things. 

Vghat v;e need nov< especial!y is data on ho'~ ~mch bf the critical mater ials--st~ 
• ~ . ~  copper, al~minum, coba!t~ zinc~ tin, and others-- 
ms ~oing to be requi~'ed to carry out this mobilization; we don~t have 
such data from that experience~ except in a ~oss form° 

QUE~ST~0N: ~.~, Stocking, I wonder if you ".~ould discuss, from the 
NSRB point of vie~,, its policy on nero, government-owned, as contrasted 
%o government-fu~_~nished, faci].ities to increase production. 

~o o 
oTOCKZNG: ! cannot describe the NSRB po!icy~ but .Y can tel! 

you how the general" attitude appears to me~ There is a big move on 
foot now~ of course~ to reopen "~he o14 w~ ~ reserve plants to ~ duet-~on~ 
ma~ of tnooe plants are .~m ~mocess of beinz reopened. But there is a 
general feeling that plant expansion should come through private resouree~ 
or private-o~:vned plants, They have therefo'~e in the administration of' 



• '" n for expansion, certified for the 
%hie program of tax amortmza'0mOby 
expansion of steel production so~e 15 million 'tons already~ m~ny 
other applications are being processed. They have been, I think, 
extremely generous--newspapez accounts ~o the contrary--in certifying 
arv application that comes in asking fo~ tax amo~.%ization for expan- 

f &cl.~].tle • sion of ..... " s 

lt is going to be Zougher~ I think, ~n the future, because a number 
of them come in that ~ant not only tax a~.iortization but government loans, 
and th~s far the Con~e ss I%%s I~ovided for only a limited amount of funds 

to be expended in the form of loans. 

QL~ST!ON: Do you think that method ~zi~l make enough capacity to 
fu!fi].l requirements and that "bhel-e "will be no need for any nov; govorn- 

men'b-o~ned pla%ts ? 

}~.. STOCKING:. You must have some government-ov,~ned plants for 
specialized items~ Plants for such ite~as should be government ovn]ed. 

,: "~" of a~u.uunition P~ ant. ~ That just 
YOU would not ~ant private owners~ ~p an . . --  
i s  not in the picture, it is good on35 .~ if you have a stepped-up mobi- 

lization or a war situation, 

QI~STION. Is NSRB doing any planning along that line? 

I~. STOCKING: Yo~ not that I kno~ of, 

QUESTION: Could we revert~ ~, S~oekine, to the question of the 
time required from the point in u..me when the Joint Chiefs of Staff 
fox, inulaSe or dete~i ne upon a plan %o the comple'bion of the'planning 
cycle? i.~om yotm experience so far ~ith that problem~ ~ha% in terms 

4 " " • -D of months, has the length o~ t[mt cycle been~ and ho~ important is it 

from your viewpoint to shorten it? 

},~, STOCKING: The planning cycle has been about t~;o years, ~hich 
is discouragingly long~ Before you complete your cycl% the plans are 
obsolete. There has been some rationalization of going tl-mough this 
cycle as an exercise in that it forces yOU to develop certain factoring 
methods, and so on~ that would be very useful in speeding up the adjust- 
ments in yo[~ plans if 7zar should come. But the time element is an 
inl~erent %~eakness in the situation. Vie should be able to find some %.zay 
not only to speed it up but to o'~;anJze the planning in a more flexible 
manner~ so "5ba% a change in the s~rategic plan would permit you, within 
a couple of months, to make an adjustment in the determination of 
requirements ~nd your. capacities for meeting them. 

.... 4 that 
Everything is confused by this emerging sm-ouab~..on, too~ so 

for full 
nobody is mnte~'es'oed nov; in oompi.~.ing the requirements 



mobilization, because no one can get on top of the job even for partial 
mobilizatioi~. They can.not keep up with the appropriation of funds %0 
date even to progn~am what their ape going to s[~end the funds fcr. This 
is anurgent matter becausa they must go up/to Congress and < 

• - a s . ~ .  for r~ol'e money. The first thing Congress is going to be asking ~ 
you spend what we already gave you?" . uhe.~ is~ ';How did 

QL~ESTiON: ~ ~ Stocking, i am interested in the determination of 
civilian requirements~ The datermination of military requirements is 
supposedTy based on • a~-]y a~,,~.,~^ 

- f ° . ..... ~u~ i'i~ures del'ived from the programs, 
inven%ories~ stocks on hand; ar<i so on, and yet tnos~ ' requirements are 
found and estimated t o  be off in laz.ce percentages~ based on t he  fallacy 
of the assumptions~ and so on. The determination~ ~and even the report- 
ing{ of the basic figures, of civi!ian requirements~ from what we have 
been able to fipd in our reading, is very nebulous. 

I~. STOCKING: That is right. 

0UEST • 
ION. I have heard a member of the firm of Ernst &~Ernst say 

that accounting is a fairly exac% science in making an audit, provided 
the original entries ~e correct. Since we know how far off the "original 
entries, are in civilian requiremen%s~ 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 but back the necessi- 
ties fo~ military requirements until we see where it hurts? 

~{. STOCKING: That is a very interesting question., I am inclined 
to fe~ that there is a tenden~j %o overrefine era" estima%es~ I 
remember that a year ago one of ZV associates in the NSRB wanted %o ~ 
determine different levels of civilian nequiremen%s--for a soft war, for 
ainmedium-toughthat. ~var~ and for a disastrous war. I cannot put much stock 

Civilian production shoul(:l not, be cut one unit morn thanit has 
to, but you should not hesitate to out it when the time comes° Under 
the current situation~ it is really a solemn decision now to determine 
how much of any of these civilian goods we really naed. 

I was just saying to General Holman before we came in here that l 
read in the "New York Times" last Sunday that the automobi!@ industry 
had gotten 2 billion dol!ars2 worth of contracts up to dative Where are 
the contracts going to ,be, produced? Light tanks in Newark, Delaware. 
l~fhers in Ne~vark, Delaware? In a plan% %ho~ were going to construct 
%here~ Ford has leased a p!ant in Chicago; Cadillac, one in Cleveland-- 
a government-reserved plant, Hero they are trying to do just what they 
did last time--put all defense production on top era high level o£ 
civilian production. 
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Until you deteruC~ne what ~roducers can do and what they cannot 
do, they don ~t want to convert= In the last war you did .not have the 
conversion of industry until I_942~ Just before the last car rolled off 

~^~Tu'bb and Hillman ~er~ up on the "Hill" pleading for 
the assenbly line~ l~u~,  ' unomp!oTn~ent benef]~0s for displaced workers because of the w~.~ effort~ " office 

'] I exaggerate, it by s~cging that t~.ey had no+., gotten back to their 
before the problem had vanished because automobile production had 

stopped and the plants converted in Ji~; -ti1~Im. 

The other day I talked to a friend of mine who is very close to 
- • ,.~ , ~ than we &re 

the automobile industry; he b~.~ieves the :~:~tua~lon i s  ~o~,..e 
~ont "to realize, He thinks we should speed up ohm oroduction for the 
mmlmta~'y. .... He says~ iiIf you would leave it to me~ I~wo uldar,ecut~adual!yd°wn auto- 

mobile production~ I would tell. producers r i " , b ' b  now v~c 
goJn~ to cut it de~;~n so t~<t in ~952 they •~0n~t ~oduce a[v automobiles-- 

and they would con ve~°t." St&~e t!%ey would. 

This is an a~-~f~fLly d~ficult situation to have to adman .~ste~ , 
because the judgmer~ element enters into so many decisions. You have 
all sorts of pressure ggoups that have good bases for argument~ they say~ 

,,~y pick on us?" 
%~[eek" forecasts the 

~¢3 ' • QUE~TION. The latest issue of ,,Business 
return of industry ~s operation under the Controi3ed ~[aterials Plan by 
the first of Ju]~ Could you tell us your oninion as to the wisdom 

of that decision? 

OCKIN o " s I road the article myself~ Under- 
i ~ , ~  ST '[G" It f~oor me~ . ~. admm~l s her 

• %.', standing what sort of mnformav,_on you must have in order to • "the o- 
• % J. ~, . a C ~ ?  plan and knowing -ohao it ~u~-.% 8oes not ~xist, and even pr 

cedures for obtaining it are not inexistence~ X shudder to think-~-~hat 
difficu~_ties they a~-e going to have~ After all~ the @iP came into use 
in 19<,~ nine months after the idea had f~rst been crystallized--all "that ~ " the habit of 
time th'ey had been preparing for it and they had industr~ mn -, • 
making necessary reoerts. But to get it organized in four or five months 

is going to be some job, 

QUESTION" I ~sould like to fo!loT~ up a little more on the produc- 
tion allocations program of the ~[unitions Board¢ You indicated that 
because of the present emergency the whole thing has been tl~own out 
of gear. !s it your opinion that the ~hole program of production allo- 
cations should be scrapped~ that we ~re trY~/~g to go too :~.a~ " dov.m in 
planning that type of thin~? If not~ then what is your proposal for 
balancing this preg~,am.because of the present emergency |s effect on it? 

I,~. STOCKING: No~ - I think v~ht, t the Nunitions Board did ~as very 
important and should have been done~ ~y impish remark ~as -that it had 
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been caught by a change in omtuatmon. ~" " if we had a ~ul±-blov~n'~ ~ mobiliza- 
tion over~ight~ Z think what they 9i~ve done, and what they are.doing 
right no~:~ wo'Q!d be very importazi,. I should not give it quite the 
emphasis I gave i%~ beca~.~se I think vzhat they are doing no~-~ is e~treme!y 
sou~ld. 

Ho~'~ever, while I think it~is a good idea, I think it is distressingly 
slow. On the f'~mrth of Janu~y~ I. believe~ they sent out a directive, 
and they wanted 5e-percent of the dollar value of imoo~zremenz scheduled 
by 20 January !951~ I don:t ]~o-~s how many schedules they have now, but 
the last report i got isI that it ~'as less than a score. They are doing 
it and i$ is a splendid sort of thing~ but it is taking a lot of tg~e to 
do ito 

COLONEL B}i~i~S: I~#~o Stockimg~ we thankyou for a very frank and 
inter~esting discussion~ Thank you very much. 

I~,~. STOCKi}~: Thank you, 

(25 April 1951--350)S. 
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