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It i1s my privilege, pleasure and honor to present to the students
of the Poreigm Service School of the State Department an outline of In-
dustrial Meobilization. This subgect will be traced from 1ts origin,

In a discussion of the develoyment of the movement and 1ts meaming refer-
ences are continually made te lessons d¥awk from the World Wer, The
purpose of these references is not to criticise the marvelous accomplish-
ments of i1ndustry during that hectic period bur rather to emphasize the
fact that we are now profiting by that costly experience.

Industrial Mobalization had 1ts origin in the World wWar. During
this great conflict, and for the first time in all history the entire
resources of nations were marshalled for the needs of battle, For
every boy in khaki four men in civil life were required in the Industrial
Army of the nation. A cnain of perhaps a million different kinds of
1tems spanned the Atlantic Ocean and lengthened by thousands of miles to
the farms, forests, mines and fag¢tories throughout America. Our wast
industrial resources were Just beginning to be mobilized twelve months
after our first fighting troops engaged the enemy.

Lack of Industrial Preparedness seriously limited our abilaty to
Wage WAr. Shortages in supplies developed at once and were felt throuche-
cut the conflict. During the latter part of 1917 our troops were sorely
in need of winter clothing. About this time slso American industrial

and transportation systems were so ensnarled as to threaten the success of
our participation with the Allies. It seemed to be the general impression

that the best way te win the war was to prle everything in freight cars
and get these supplies to seaboard, whether ship transportation was avarl~
able or not, Usnally 1t was not. Up to the very time of the Armistice
no American tank or tighting plane had reached the battle front. We
fought the war prancipally with borrowed artillery. America had learned
a batter lesson in Inaustrial lMobilization.

Fortunately, America profited by this lesson. In the hearings
before the Congress on the National Defense Act of 1920 the waightfof evi-
dence 1s conclusive that our people were alive to the necessity of placing
the responsibility for the business affaivs of the Army under a civilisn
head. The American people were resolved that this state of industrial
unpreparedness should never cccur again. Responsibility for planning the
greatest business undertaking in the world, the mobilization of American
industries, was definitely fixed in one civilian, the Assistant Secretary
of War. Sectipn 5a, National Defense Act of 1920, charges the Assistant
Secretary of War with responsibility for tne "assurance of adequate pro-



vision for the mobilization of materiel and industrial organizations
assential to war time needs".

This was a revolutionary change in the organization of the
Army. For the first time in the history of the service the military
affairs were segregated under the Chief of Staff, the General Staff and
the Fighting Arms while the purely business malters were placed under
the Assistant Secretary of Var, an Industrial Staff and the Supply
Branches. While the Spanish American War led to the creating of the
Army VWar (ollege ito traain our Beneral Staff Officers, 1t took the
World War to demonstrate the need for the present Army Industrial
Colilege which develops an industraal staff from supply officers, training
them in the broad economic principles underlying Industrial Mobilization
and Industrial Strategy.

Obviously,the Assistant Secretary of War is not charged withk the
actual mobilization of industry in time of peace. He has no such vast
control over industry. He 1s required by law te assure adeyut %n pro-
vision for mobilizing industry for war time needs. He provides this
assurance by plamming. Upon the eftent to which he develops these
geonomic plans directly depends the extent to which he attains his goal,
Industrial Preparedness,for the nat.on, Nor is the Assistant Secrstary
of War given authority to execute these plans. Authority for the actual
mobilazation of industry can be delsgated only by the President of the
United States 1in exercising war POWEIrsS. Moreover, the extent to which
these plans will be utilized i1n the event of an emergency depends pri~
marily upon the extent to which we develop and kesp up to date sound
flexible plans in cooperat-om with industry. A thorough knowledge of
these plans throughout idmerican Industry promises well for thorough
execution,

The cooperation of industry has been most gratifying. The
necessity to avert chaotic conditions both at the beginmning and after .
maJor war 1s fully realized by our present generation of business men.
They consider the splendid service which they are voluntarily rendering
to widen the horizon and extend the influence of Indusirial Preparedness
as a premium on a Patriotic Insurance Policy. This policy guarantees
on the one hand that any nation will hesitate to attack prepared
America, This Policy therepy serves to strengthen America's influence
in stabilizing the Pewce 0f the World. On the other hand in case our
country 1s forced into war the securaty of American business, American
homes and firesides 1s likewise guaranteed.

In organizing our office for the mission imposed by Congress
every effort 1s being made to capitalize the experience of the War Indus-
tries Board, all records of which are reposited in the office of the
Assistant Secretary of War. Since the War Industries Board, yarticu-
larly at the time of the Armistice, had developed organizations and
methods which were effective in mobalizang American industries 1t 18 to
be expected that our set-up parallels theire in essential features.

Thus, provision 1g made for supervising and coordinating the procurement
activities of the seven supply branches (ordnance, Quartermaster, Engi-

neer, Air Service, Signal, Chemical Warfare, and Medical} an such maetters
as manufacturing facilities, raw materials, priorities in production and
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distribution, prices to be paid, contracts to be let, and demands in 7
power, finance, labor and transportation. s

We have davided the United States along industrial lines into
fourteen War Department Procurement Districts. The main reason for
this decentralization 1s to expedite procurement, since Time 1is the all
important factor in war. A representative of each Supply Branch
called the District Chief would be 1n charge of the actual procurement,
mspection and acceptance of supplies i1n the distriesns during war while
general control, supesrvision, and coordination of their operaticns would
be centralized in Washington. In time of peace these Distriet Chiefs
conduct surveys of facilities and plan the solution of procurement
problems with which they would be faced in an emergency

Should we ever be forced into another war it will not be necessary
to improvise the complete structure from the ground up as was the case
with the War Industries Board and other agencies created in the stress
of the emergency. All such delay, confusion and trial and error <hould
be avoided. There will be a sound going organization and well developed,
simple, flexible plans which have been perfected over years of peace with
the hearty cooperation of industry. The existing organization could
readily be expanded to meet a major national effort by calling in re-
serve officers and industrial leaders with whom we have current contact
in time of peace, and exasting plans intelligible to industry could be
executed without misunderstanding and delay.

I do not wish to create the impression that our plans are near-
1mg completion. While very encouraging results have been accomplished
both within the Army and between the Army and the Navy thoough the medium
of the Army and Navy Munitions Board an explanation of the vast scoype
of the work will of 1tself carry the conviction that years of work
stretch shead before Amerzca can be assured of sdequate Industrial Pre-

paredness.

The first step in developing Procurenent Plens 1s determining
Requirements, In other words, before we are prepared to place an order
we have to know vhat we want. Then 1t becomes necessary to locate the
best factories and plants where these war needs can be produged 1n the
quantity and in the time demanded. An estimate of requirements .n
finished items 1s made in Washington by the Chief of the different
supply branches, while a determination of the facilities where these
supplies can best be produced i1s made by surveys in the field under
District Chiefs.

4s we discuss these different steps in referring to sore of our
major plans 1t may be well to point out 1h passing the way we are
profiting by some of the typical lessons of the World Var.

Let us start with requirementa. We know what we need. We
didn't know our requirements in the past war, and as a result bought
millions upon millions of dollars more supplies than we could possibly
use ., In the 1tem of leather alone we bought about $240,000,000 more
than was actually required.
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Qur requirements are now based upon a major defensive effort ¥
accordance with a Basic Mobilization Plan drawn up by the General Stoif.
sccordingly, we are presenting industry with a major project composed
of thousands of major procurement problems. We are confident that
when industiry has prepared plans to meet this major project that any
procurement rrogram of less magnitude can all theo more readily be met.
That 1s, 1f war were declared by Congress and the particular war were to
call for the execution of some special strategical plan ag drawn up by Lthe
Joint Army and Navy Board we could scale down the individual requirements
in a few days at the most to meet this special plan and industry would be
prepared to go ahead at the flash of telegrams or radio messages throuch

the air.

The very oprosite state of affairs existed before our entrcnce in
the World War., One branch of the war Department, for example, had gone
as far as perfecting detailed plans for equipping 500,000 men, But
the plans practically stopped there, These plans were kept secret,

Few officers were acquainted with them. Industry did not even kmos of
their existence. They were too secret, too inflexaible, They did not
allow for expransion. Consequently they could not work. In fact, even
after our entrance 1n the war no one could visualize at the time 300,000
men 1n hhaky with their equipment and suppliss being transported across
the Atlentic each monthe We thoupht thet all we could lsnd to our Allies
was moral and finsncial aid. By contrast, under the operation of our
present plams which will take several years more to perfect 1t 135 esti~
mated that as many as eight million men may be withdrawn from our popula-
tion to the colors if necessary and still the industrial power of Amsrica
will be on the increase rather than em the wane under the impetus of co-
ordination and coopsration arranged for in advance, and the assistance to
be remdered industry by the American Govermment.

The Baenc Mobilization Plan calls for the mobilization of about
4,000,000 men in two years. Of course, our plang for conversion, sub-
stitution, conservation and curtailment of industries and materials ard
mfiltration of female labor granting preferemtial treatment in men, morey,
transportation, power and materials to the most essential inaustraes ha ¢
to synchronize with the withdrawal of men from industry as these men are
called to the colors., VWhile military plans have to be changed con-
tinually to meet the will of the enemy, industrial plans have a far more
stable foundation in confroming to our own will, that is, the will of
the American people. In this way there should be no disruption or dis=~
location either in the transformation of American industry to war purposes

or during the period of reconstruccion after the war., ™n this way too,
onge we are prepared for the major project any programs based upon” the

special emergency confronting the country may be readily fitted into the
larger picture. ¢

In spite of the fact that many of our industries were working on
Allied orders before we entered the conflict and were readily diverted
to our Oown war program, and in spite of the fact that our Allieg furniencd
211 necessary equipment to our troops whick was lackine when we sent thom
abroad, we are attaining a status in Industrial Preparedness which will
mere than compensate for these particularly fevorable condations ana will
result in the saving of millions of dollars in war reserves.

A few examrples of our requirements may be interesting in suggesi-
ing the scope of the work:



The cut soles of shoes required would form a pile 375 miles
high or 68 times taller than Mt. Everest, the highest mountain peak

i the world.

Requirements in cal. .30 cartridges if placed end to end would
form four girdles about the earth at the equator.

The number of airplanes required would extend from here *o the
moon with a distamce apart in flying time of less than five minutes.

It took fifty officers over a year to calculate these require~
ments. I believe you will admit that this time was well spent when
you reflect upon the saving of millions of dollars in overbuying and
the saving of months of delay in starting production. Industry will
be prepared to start at once on procurement orders which may be 1in-
creased as the military and naval situation demand to a progect of the

greatest magnitude.

Before we actually survey facilities an intermediate step 18
taken., Chiefs of Supply Branches in Washington apportion their re-
quirenents for each iteh eguitadbly over the fourteen War Department
Procurement Districts. This apportionment 1s based mainly on the
capacity and field service of the facilities in the district. In ths
way we spread the war load out over the whole country. We avoid havin
plants booked a year or more shead of their capacity. We obviate con-
gestion in powey, labor and transporation such as occurred in the
World War when about 85% of our orders were placed in the congested
district no»th of the Ohio and east of the Miassissippr River.

Last yesr 1t was gratifying to note when the Agsistant Secre=-
tary of VWar visited Vilwaukee, Wiscomsin,and checked up the status of
procurement plans in the Chicago Dastrict that the Quartermaster load
1 particular in that District would probably be twice as great as the
World War load, Greater advantage 1s being taken of the thriving
agricultural, dairying, meat, clothing, vood, amtomobile and steel
industries in that district, Similar results are anticipated in the
San Francisce District which wrll be checked up by personal visit of
the Assistant Secretary of War around July of this year. Current
analysis of the major district loads by the office of the Assistant
Secretary of War and the Army Industrial College have failed to dis-
close any unbalanced apportionment to date which might call for re-

g

adjustment by the Assistant Secretary of War. Moreover, the Ordnance

Department and thke Air Sef¥ice which require a large number of new
facilities are greicously regulating their lead on those localities

#r

where economic rongestion occurred during the World ware.

After this apportiomment 1s made the varaous District Chiefs know

the problems they have to solve as represented by the requirements ap-

rortioned to them. From their familiarity with the industrial activi-

ties 1n their districts they reguest the allocation of facilities for

purroses of survey. They make certain that the facilities allocated

to them can produce the requirement by surveying these plants and fac-

tories iu such detail as may be necessary. Beyond the assistance

rendered by industry to the surveying officers there 13 often required

a detailed "factory plan" particularly in the case of non-commercial
=B



1tems. Many comrercial establishments have voluntarily gone to the
expense of thousands of dollars in preparing "factory plans” by working
up the technical manufacturing processes and their requirements in
power, labor, transportation, machine tools, jigs, fixtures, and

cauges . They are determined to save every second of time possible

by planning. Tney want 10 be prepared to leap into action at the
crack of the starting pistol, should the emergency ever arise.

Often two or more supply branches request the same facility.
These conflicts are reconciled or adjusted by the Allocation Section
of the 0ffice of the Assistant Secretary of War. Joint allocatlions
are held down to a minimum, 0f 20,000 facilities allocated to date
less than 500 are jointly allocated. Avout fifty per cemt of the
total allocations have been surveyed.

You can readily appreciate the value of this work, We vill
not have a repetition of supply branches competing against each other
for the service of facilities. It wi1ll not be necessary to convene
nuwoerous boards and committees of business men te find out the best
places to purchase supplies. We will not be swamped by thousands of
letteors, telegrams and visits of patriotic mamufacturers who wanted to
serve 1in the past war but who could fina no one who had & clear peciture
of industrial mobilization, nor anyone to indicate the best direction
in which they could bend their efforts.

soreover, by providing that no facility shall be given a load
greater than fifty per cent of 1ts capacity our plans look forward to
tne period of reconstruction. The facililies snould retain adequete
comnercial trade during the war so that bankruptey, failure, and economic
catastrophe will not be staring them in the face upon the sudden cessse~
tion of hostilities,

Briefly, I would like to call attention to certain of our broider
plans which tianscend purely naval and military lines and reach to tho
farthest corners of the ecomomic activities of the nation. Let me
again emphasize the fact that the Assistant Secretary of VWar is charged

by law with the responsibility of preparing all essential plans for
wndustraal mobilazation even though he is not charged by law with their
execution. Be cannot shirk this responsibility no matter how sxall
or how great may be the assastance rendered him by other govermmental
agencies or by industrg.

I believe that the Congress vas very wise 1n not placing this
responsibility in 2 military or a navidlboard or in a2 toard of industri-
alists but in nailing this responsibiiity upon one office, upon one
man, the Assistant Secretary of lar. In the preparation of these
plans to meet Army needs we must be sure that @e do not interfere with
the needs of the Navy and essential civilian requirements. We go
much further than this in seeking the active cooperstion of all con—
cerned, In poant of fact, so much assistonce has been rendered by
industry, that these plans have been aptly termed "The Business len’'s
Contribution to National Defense." Among the many examples of plaas
developed in entirety by civilians are those on minerals of major im-
rortance in national defense prepared by the American Institute of
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Mining and Metallurgical Engineers upon request of our office. Their
studies and recommendations have been incorporated bodily in our raw

material plauns.

We have nineteen active and thirty-five inactive Commodity
Committees studying 180 commodities, both critical and strategice
These studies have the purprse of averting shortage in these materials
especially when sea lanes are interrupted or slosed. A materral 1is
considered strategic when demestic supply is megligable or meets ovr
needs only in pars and no substitute 1s available. The most 1mpcl saant
strategic malerials are Menganese, Tungsten, Antamony, Mica and Oproms
Our commodity committees are én contact with Industrialists who repre=
sent as far as practicable the trade of the commodity as a whele. A5
explained above in discussing requirements, the only informatien we
need from other Governmental Departments in order to go ahead with our
procurement plans 1s a statement of their war requirements. In the
case of the Navy this information 1s furnished by tne Army and Navwv
luaritions Board. Essential civilian needs are estimated from records
of the World Var and from information furnished by industry.

Before leavang the subject of raw materials I wish to stress
the necessity for war reserves., Manganese 1s typical, Unless we are
assured of 600,000 tons in addition to all the mawmgzmese ore we caun
mine at any price under the greatest stimulus of war we will find our-
selves 1n a hopeless plaght. We cannot fight a war without steel —-
steel for shell, for shrapnel, for artillery, for machine guns, rifles,
pistols, for tanks, tractors and airplames. Manganese is the key to
steel produciion. It has been estimated thet if cur foreign supply of
manganese were cublwff our steel production would drop almost fifty
per cent 1n a year. What would happen to the economic structure of
tnis country 1f hundreds of thousands of men an the steel and alliec
trades such as railroads and automobiles were suddenly discharged from
work becauge of lack of stesl?® Draw your owh ®© NclusSions.

War reserves are not only required 1h raw materials but in
finished products of non-commeccial articies as well, Take the 75 mm,
shell, Under the best possible conditions of induscrial preparedness
and wath the most opftimistic estimate of produciion we may hope fos
the first complete round in four months. Mass production adequate
to meet requirements will probably not be achieved within thirteen
months. For this one item alone Industrial Preparedness has
created a potential sav.ng of millions of dollarg in war reserves,
and has created an aciual saviag of tea wonths in the time necessary
to meet requirementvs as eompared with the results of the past war.

The first six months of warisre, however, may mean viectory or defeas,
we must have adequate wsr reserves in mportant non-commercisl ltems
until Industry 1s prera.ed to gain its stride. It 1s just as highly
essential to maintvain a nucieus of stock of certain vital raw
materials and finished articles in war reserves as i1t 1S necessary *o
maintain a nucleus of military men in time of peace, Our plans,
therefore, should strike a balance of men and material which Congress
1s walling to finance within the Budget limit of the Army,
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Priority integrates into all these broader plans. This
function 15 based upon mrlitary necessity. For the execution of our
plans in getting power, labor, transportation and materials we re-
guire priority authority vested and exereised to inhibit others
from using sup.lies and services essential to the Army. Our main
task in connection with priorities is to define our military pri-
orities, that 1s, the preferential treatment needed to the accomplish=
ment of the military procurement program.

Our plans affecting capital and labor simply have the purpose
in mind of separating the most essential from the non~-war uses of
capital and labor and diverting all activaities into essential channels.
This appears to be a sound plan which is equitable in 1ts application
to both capital and labor. These measures will assist in the con-
servation of financial resources, labor and material so that they may
be available for the most essential uses toward winning the war.,

Pentative war time contract forms have been given constant
study for the past two years. In cooperation with industry we are
working on forms of contracts to procure war requirements. These forms
are essentially different from peace time contracts in that we provide
for liquidation at the end of war and also for payments in preparatery
stages when there 1s no product. The fact that they have received
favorable criticism throughout the business world indicates that the
American business man on the average believes in the principle that
1t should be more costly to wage war than to maintain peace. Our
ratriotic citizens whether capitalists or laborers do not want to
profiteer or build their fortune on their countries' ruin.

By this system of general criticism in perfecting these plans
we hope rn due time to have them express the will of the free people
of America, In large measure plans effecting labor, capital and the
American people will have to be executed just as was the selective
service draft law in the world War, by the American people themselves.
The force of public opinion will be a most potent weapon in policing
industry of the Slacker and the Profiteer. I, for one, am confident
that vhat the American people plan they can be thoroughly relied upon
for efficient execution.

Our financ:ial plans include an estimate of cost of the entire
program so that this may be presented to Congress and properly supported.
Appropriations will then follow without the weeks of delay that occurred
during the World War. Our fiscal plans give due consideration also
to the subgject of price control. We realize that a fair price for
the Army should be the same fair price paid by the civailian.

Cur power plans include a survey of the power resources Ny~
over the whole of the United States which has been completed by thé
Corps of Engineers, U.S.h. It 1s believed that we are now in a p@—
sition to avert a major power shortage such as those which occurred
arcund Niagara Falls and Pattsburgh during the past war. x
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Plans for transportation have been drafted which should result
i coordinating requirements aud reconciling conflicting orders withan
the VWar Department Procurement Districts so that a definmite program
showing relative priority may be agreed te for the railroads to follow
out. Likewise our plans cover cases of local congestion of transpor-
tation and where movements of supplies for troops and for essential
industraial establishments are concerned. The War Department and the
Association of Railroad Executives have drawn up a plan for the fontrol
of the railroads by the Government in the event that such action becomes
necessary 1n an emergency. It 1s felt that adequate provision 1s being
made to insure .& satisfactory solucion of the transportation problem,

Such 1s a review of our wrk to date. VUhile these plans are
yet far from complete America stamds better prepared in an industrial
sense than ever before in her history. 1lay I take this occasion to
express the deepesi appreciation of the office of the Assistant Secretary
of War for the hearty cooperation received from the Bemeral Staff, the
Navy and other Govermment Depariments in our work? The Bureau of
t.ines, Census of Mamufactures, the Bureau of Standards and the Bureau
of Internal Revenue in particular have given us every assistance.  They
have found the way of helping most effectively the cause af National
Defense 1n direct line with their current endesvors.

I hope that the big theme of this little talk may stimulate the
interest of the students of the Foreign Service School of the State De~
rartment and serve as a contact with Industrial Preparsdness which will
prove everlasting. I am confadent that the Assistant Secretary of War
would be very grateful for your further cooperation in a movement which
we believe will shorten the day to a better understanding between nations
in the elimination of some of the major causes of way, and thereby
advance humanity closer to the universal goal of International Security

and World Peace,
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