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D~scuss~on Follo,~ng Lectttre 
"~0bil~zat~on of InduStry" 

Colonel Jordan. Co~nander Hancock, I want to say one 
th~ng, s~r, ~bout the College ~vh~ch perhaps you do not appre- 
ciate. We have no approved solution to sny problem ~h~ch xs 
considered by the studenSs. We ask the student to g~ve us 
the best he has on the 9roblem that ~s g~ven h~m, based on 
h~s e~ersence as an offlcer, good l~%rd co~m~onsense, and the 
research ~hlch he can do for us wh~le he ~s here No man 
here ~n the College ~s reqtured to go down an~- beaten 9ath 
and turn ~n any approved solutlon. We do not do that, s~r. 

Commander Hancock' I am glad to hear it. 

Q. Commander, do you belxeve xn Mr. Baruch's pl~ for 
a ceiling over prlces? 

A. I ~have not seen it in detall enough to be sure of 
it. I am fram/dy skeptlcal about the ooerstlon unless it is 
set up well In advance of a war ts_me comlng. It concelvably 
could work if you have the rlght klnd of men at the control 
polnt, but I ~n also sure that that so-called celllng ~wlll be 
a cell1~ t~hat can be elevated very qulckly and will be very 
flexlble. It ~vlll be as free to move up as a tent in a strong 
w~nd. I thl~_ it may hol~[ for a short tlme. I had exp_erlence 
in prlce flnng problems ,mth one of your offlcers on the 
Prlce F1nng Con~ittee durlng the war We got into the prob- 
lem in the World War but never found an adequate answer I 
do not say that because of that e~%oerlence an adequate answer 
cannot be found but I do not believe thst enough thlzl~ng has 
been done m~d I do not believe that any Tormula that you can 
wrlte now will meet a s~tuatxon. ~{y belief ~s, and I state ~t 
w~th some hes~tatlon, that the th~ng to do ~s to get the men 
• n advance who have done the kxnd of th~nklng and had the ex- 
perxence for l~ndlxng that problem and to put them on the job 
before ~var starts. You ~ll f~nd that I am a great believer 
In men and not nn~ch of a belmever ~n formulas. I do not be- 
lleve much ~n organization olans, blueprints, or cha~ts. They 
are ~nterest~ng, yes, but th~ngs are done by men. 

Q. Commander, based on your study of thls plan, do you 
judge that if the plan referred more to the mllltary servlces, 
to the problems, wlth more of a request for clv111an ald s~%d 
thought in the solutlon of mlhtary problems, that It ~rould 
create stay better In~pre~slon upon men hke jourself and the 
other industrlal lea@ere of thls country? 
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A I do not know that I quzte get your cluestzon- zf 
men mn zndustry were brought znto the plannmng of the esse.~- 
tzally mzlztary szde of zt, would that be a better sztuat~on 
than ~e now have? 

Q. No, szr. I judge from your remarLs here thzs mornzng 
tnat you feel the plan dzscusses the superagenczes, and there 
zs aoparently an znstantaneous reactzon ~hzch zs not so very 
favorable. I am askzng whether you thznk that zf the Indus- 
trmal Mob~lzzat~on Plan whzch ~as presented to the pubhc 
dealt ~zth the Army an8 the Navy and themr problems zt would 
secure more favorable reactzon from men hke yourself? 

A. I do not know I have a feehng i may have gzven a 
wrong zmpresslon I woulcL not crztzczze thzs plan zn the 
flzmllty because I do not l<now enough about it, I can only 
talk the Impresslons one gets from readln~ the plan. I doubt 
there is golng to be any opportunlty for carrylng conwctlon 
wldely in industry about what you are gozng to do. I do not 
beheve there ~s a chance for ~hat you mzght call "pubhc 
relatzons" on thzs kznd of job. I thmnk there zs a chance of 
pzckzng out, wel], let's say a hundred for a round fzgure, a 
hundred men from zndustry who could be mzsszonarzes, zf you 
wzll, for you and your cause, au8 they mzght be reasonably 
conwnce@ I thmnk zt could be done but I would not emphaszze 
~zth them the czvzl~an szde of zt. I woulo put on them the 
responszbmlzty of the czvzlzam szde zf I could, and I would 
emphaszze to them the completeness of your plannzng from the 
mzl~tary szde so they vrould l~qo~ you are do~_n4~ a good 3oh zn 
your o~m f~eld and you would be entitled to their confidence. 

Colonel Jordan' Major Rltch~e, I would hke very much 
to hear from you The Commauder sazd somethlng about cards 
and allocatlons whlch rather reflected on your dzwslon and 
I would hke for you to tell hlm a few thlngs. 

Commander Hs~cock" Yes, do it. 

Major Rltch~ e. I ~o~cl llke to say from the start that 
I enjoyed thls address very much snd I appreclate the remarks 
the Con~ander made ~vlth regar(~ to allocatlons. I would llke 
to say tl~%t I beheve we are dolng in regpect to allocatlons 
just about ~hat he ~nplled should be done. In other words, 
we a~e conslderlng ~n otu ~ studzes and In o~tr placement of 
allocatlons the clwhan needs, and in many csses we make 
contact ~mth the clvllmans concerned ~vlth regard to those 
allocstlons Furthermore, we attempt to conflne our alloca- 
tlons to those Items whlch present serlous problems, in other 
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words, where we can mske and should mske deta~]ed plans ,~th 
factories, and we attempt to set up capacity so those olans 
can be made, ~qd we hope ancL antzc~pate that on M-Day from the 
fact that those plans have been made there n~ll be el~n~natmon 
or preventzon of confuszon and preventzon of competition, as 
the C ~ommander knows occurre~ during the last ~ar. 

With regard to the cards ,Thlch the Commande~ ~ referred to 
duzlng hls address, that Is one way ~hereby we maintain contact 
w~th ~ndustry, and I gather ~n reaclang Nr. Baruch's f~nsl 
report on the ~ar Inclustr~es Board that o-ae of the greatest 
haudzcaps that the 'Jar Industries Board labore@ under was the 
lack of flexible and comprehensible statistics of manufacturing 
resoarces of the nat~on. That ~s what we sre attempt~ to get. 
Through the contact of the d~str±ct set-ups throughout the 
country, we made a survey of the plants, l~st~g of the per- 
sonnel, tl~e amount of sk~ll, the type of plant, the type of 
product the facility ~ukes, ~hat ~t ~s capable of doing, what 
conversion ~s ~nvolved, ne~ construction ~nvolved, the shmft 
• t m~ght h~ve to run, the ra~ matermals ~t m~ght have to have 
to meet the schedule placed ~mth ~t, and fmnally the acceptance 
by the facility of a definite schedule of production, which ms 
an acknowledgment on the part of the facml~ty that ~t has the 
capacmty and ~s ~lhng to enter ~nto a contract on N-Day to do 
that work. All of t~hat data, at least a summary of ~t, comes ~n 
on a card and mt ~s, ~n my rotund, necessary to have that data as 
a means of supervision and control ~n the Office of The Assistant 
Secretary We have those cards and they are constantly under 
study and revms~on 

Commander Hancock' Tl~t ms mnterestlng The only camnent 
i could make mn regard to it would be thls. If the men who 
have been worklng on those cards are not here the day after the 
v~r starts the cards w!ll flnd a natural lodgment in the waste 
basket. I thlr~[ we had some fourteen thousand cards of plant 
faclhtles. ~ey were not as well done as yours, I am sure, 
they were not as well done then as we could ~o them ourselves 
today probably. I was not suggestlng that you~ plan is wholly 
wrong except that from my ovTn experlence the informatlon that 
I found of val~e when it crone to the need of movlng fast was what 
I carrled up in my "top story", not what I had in the file 
cablnet. I had to have th1~s a part of my thlr~ing process, 
and the staff that worked ~ath me the same way. We could utlhze 
cards to a degree, there is no que~tlon about that, but I do want 
to stress the need of belng flexlble about them You w~ll flnd 
that the sltuatlon will charge in any plant in Amerlca, outslde 
of depresslon perlods, wlth strlklng frequency 
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Colonel Rutherford' I thlnk posslbly Con~a~der Hancock 
and the rest of us are talklng about dlfferent caf@s, The 
card~ I thlrJ= you had in mlnd, Cor~nander, are probably in- 
ventory or survey cards ~howlng the capaclty of the industry, 
what they do. The cards we have ale actual asslgnment cards 
showing ,~hat jobs these concerns are booked to do during a 
wa~, the allocation of a job to them. I th~nk you are probably 
entirely r~ght ti~at a s~mple ~nventory w~th no part~ctular plan 
to ~t and not t~ed up wroth any particular job would be very 
l~ttle use and probably would go ~nto the waste basket, Hove- 
ever, these cards we nave are mn qu~t~ a gafferent category, 
I appreciate the l~ttle t~me yoa have had to study th~s th~ng, 
~n addat~on to all the other activities you have. Yo~ have 
done a splendid job. You put your f~ngers on a number of 
th~ngs that are certainly extremely mnDortant. It has been 
most refreshing to all of us, I tn~nk, to have heard you spe~< 
of the Industrial ~ob~l~zat~on Pls~. Yot~ probably stud~ed 
that pretty carefully. I believe ~t ms mna way faulty ~n that 
mt does not msd~e completely clear the f~n~ct~on of the services 
as d~fferent~ated from the function of the superagency. I th~k 
the opmnmon ~n the Az~n~ and Navy ~s qu~te definitely that the 
Army and the Navy ~ll make the contracts, ~nspect the mater~al, 
accept ~t and pay ior ~t, but that all matters pertaining to 
the supply of materials ~n general, the control of labor, 
f~nance, all of that necessarily must be ]eft to a c~v~l~an 
board, and these superagenc~es we speak. &bout are the c~v~han 
agencies that ~will do that cont,oll~ng. The reason we talk so 
much about ~t down here and Dave to study ~t ms the fact that 
the job ~s la~d upon The Assistant Secretary by law to do ~t, 
and the Plsnn~ng Branch and the Industrial College are the only 
agencies that are available to do ~t. 

I thlnk your con~nent is we] 1 ~rorth a good deal of attention 
that men, after all, are the essentlal 9art of thls whole scheme, 
and I ~ant to ask If you could go a llttle blt further posslbly 
In suggestl~ hovr we mlght put our flnge, on the proper type of 
men in tlme of peace. It has been suggested that they mlght 
constitute the Councll of Natlonal Defense or posslbly a nucleus 
of a War Indust~les Board. We mlght get in that way some of the 
men we l~ow ~e are golng to req~ire in the organlzatlon eventually, 
get them to crltlclze our plan, make su~estlons exactly along 
the llne~ that you have made th!s mornlng, and euable us to t~ke 
actlon where necessary, etc. If you feel that you can, I would 
llke to hear you comment a httle blt more on that phase of it. 

Commander Hancoci~ I would be glad to comment off-hand, If 
you v~ll recognlze that is all It Is, and i w111 be glad to go 
at the job more thoroughly as oppo~tumtj affords. I recall 
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dmmly that there was a la~ ~h~ch prohxb~ted any Army or Navy 
officer from going to ~ trade convention Is that st~ll ~n 
effect? 

A. No, slr. 

Con~nander Hancock: I tlunk there is a good deal to be 
galned by k~vlng you servlce men contact meetlngs of ~ndustry - 
if some of you were, for exaulole, this ~leek at the Steel 
Instltute meetlng ~n New York. I thlnk there is a good deal 
of educatlon for the men who are fortunate enough to be able 
to go, but there is a great deal more in that you ~%re golng to 
know some men of industry, and you do not ever dAsllke the man 
that you get to kno~. You get a f,"lendly feeling out of work- 
~ng wlth people, and xf you men were able to go to industry 
meetlngs you would soon get a feellng in a group as to who Is 
the malnsprlng or ~no ~s the d~nvxng power ~n an ~ndustry. I 
k~ow I do, He may not be a~%ytn~n~ but the second vzce-pres~dent 
~n a subordinate company but there ~s al~vays somebody ~n every 
• ndustry, some tkmee or four ordxnar~ly, who have the aosolute 
co~tf~dence of all the men ~n the ~ndustry. Almost ~nvar~ably 
you w~ll f~nd that true, It does not depend upon their f~eld 
of work oz their pos~t~on or the ss ze of their company, but ~t 
• s the human qualxty of men recognxzed as being fair an~ square 
and "knowing their stuff." If you get to know that k~nd of man 
I th~r~ you have the nucleus of the kind of organization you 
are talking about. I do not believe ~t ~ould be hard to do ~t. 
I know I could do ~t ~n a number of xndastr~es where the ser- 
vzces are ~nvolved. I could make an approximation - ~f you had 
to p~ck three I th~nk I could g~ve you the f~ve out of which 
you would f~nally p~ck the three. I believe that ~s an ~n~erest- 
•ng f~eld of work, but particularly ~et those men knowing you~ 
problem, kno~p~g your set-up here, ~md l~%vzng faxth ~n the men 
~n th~s organization. 

Colonel Jordan. I m1~t say, s~r, that yesterday I 
attended a meeting of the Na~lonal Industrlal Corlerence Board 
In Ne,v York City I have gone up there once a month for a 
year, and Doctoz Jordan has been do~vn here and talked on thas 
platform. Mr. Payne, who was Asslstant Secretary, lectured 
to us about two months ago on the subject of "What Can the 
Procurement Offlcers in the Army do to 1,ioke the Task of Indus- 
try E~sler In the Next Ms.jot Emergency." I would llke very 
much to present you ~,~ith a copy of h~s taBJz, slr. 

Con~nander Hancock: I should ]ike very much to have it. 

Captaln Allen. I know ~,hat Commander Hancock referred to, 
I th1~/~, in connection vTlth thls contact ~vlth industry It was 
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i n  t h e  Nawg war p l a n s  ~ a t ~ l  a b o u t  two y e a r s  a n d  a h a l f  ago 
t h a t  no Naval  o ± f ~ c e r s  would  c o n t a c t  m n d u s t r y  mn connec tmon  
~ u t h  any  war p l a n s .  

Commander Hancock: You recognize that we dmd mt a~ay. 
We carrmed out the strmct requirements of tne law but I fear 
we v~olated mts spxr~t on occasmon. 

Captaln Allen That has been ellmlnated from present 
plans, I thlnk largely through the influence of Colonel 
Jordan and The A~my Industrlal College, and there ms at 
present an effort on the part of the Navy to make as many 
contacts wlth industry as we can. We cannot carry mt along 
q u i t e  a s  t h o r o u g h l y  a s  t h e y  can  on t h i s  smde b e c a u s e  we 
h a v e n '  t t h e  number o f  men who do t h e  ~ork  i n  t h a t  g~ne .  
There  ms one f e a t u r e  mn t h e  d e v e l o p m e n t  of  o r g a n l z s t m o n  t h a t  
I wou ld  l i k e  t o  a s k  you  a b o u t ,  You w a t c h e d  t h e  d e v e l o p m e n t  
o f  t h e  War I n d u s t r i e s  B o a r d  t h r o u g h  t h e  Advmsory Councml o f  
N a t i o n a l  D e f e n s e  and  t h e  G e n e r a l  i~tmmtlons B o a r d  and t h e n  
up  t o  t h e  War I n d u s t r i e s  ~ o a r d ,  i t s e l f  a w o r k i n g  o r g a n l z a t m o n  
We have  some s k e t c h e s  o f  o r g a n m z a t l o n  f o r  a f u t u r e  s e t - u p  a n d  
I have  f e l t  mn ~ o r k l n g  on t h e  throng f o r  t h e  p a s t  c o u p l e  of  
y e a r s  t h a t  ou r  p i c t u r e  dmd no t  show t h e  smtua tmon q t u t e  
c o r r e c t l y .  I f e e l  t h a t  t o  p r o b a b l y  s t a r t  o u t  where  we l e f t  
off at the end of the last war we have to set up a War Re- 
sources Admmnmstrat~on, as we now call rot, but we should set 
it up as the only orgaulzatmon to begmn ~T1th. In other words, 
we should start wroth a small War Resources Board, of vhmch 
the Army and Navy Munltmons Bo~-d ms the servlce part, and 
btuld on that organmzatlon and brmn& in the other admmnmstra- 
tmons only as they are mndlcated to be necessary at the tlme. 
We have Indlcated in our dlagram that the War Trade Admmnls- 
tratmon and the other admlnlstratlons should be on a level 
vrlth the War Resources organlzatmon, and I would llke to hesr 
your comment on the throng as to whether or not the War Re- 
sources Board should not start ss the only superagency and 
these other agencles should be brought mn gradually as thelr 
necessity ~s ~nd~cated. 

(Reply off the record ) 

Colonel Jordan. One othe~ ° th!ng about the Natlonal 
Industrlal Conference Board, the membershlp of it: The Chlef 
of Air Corps and Chief of hls supply dlvlslon, the Chlef of 
Ordnance and the Chlef of M~ufacttLre of the Ordnance Depart- 
ment, the offlcer at the head of 0.N.I. ~u~d hls local repre- 
sentatlve in Near York are all members of that Board, so you 
see we are beglnnlng to get in touch ~mth industry a llttle 
blt. 
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Commander Hancock: I ku~o~ yo~ are I know Charl~e 

Russell, the Pres~aent of 0t~s Elevator, and travel occss~on- 
ally on the train w~th nnn, so I have had a s~del!ne wew of 
what Ordnance has been doing ~n that f~eld particularly. The 
only comment I ~mll make on that point ~s that I thxnk you 
want to ke~ currently watching for who are the younger men 
• n the f~eld. A lot of men who are ~n charge of your Ordnance 
areas, as I recall the t~tle, are men that the parade has gone 
by and I th~k you want to get men that the parade has not 
gone by. 

Colonel Jordan: Colonel M~les, that seems to be you~ cue. 

Colonel ~lles: I agree so thoro~Thly ,~th everythlng 
that Commander Hs~cock l~s sald, even ,Then it touches a sore 
s~ot ~th us, that I have very llttle in rebuttal to ~y. I 
will say that so far as our 0r~mance dlstrlcts are concerned, 
while the men who are nornmlly ~t the hea~ of the d~st~cts 
are older men, older men provide the balance, so to speak, for 
our regular younger officers sent there for duty The ma~n- 
spr~ng of the organization come~ from men who are under 
forty-five years of age, an(l being f~fty years of age myself 
now I suppose I ~n ~n the advisory group 

Commander Hancock: I am raising my sights the same way, 
too. 

Colonel Miles" I can say thzs much for myself' durlng 
the war I started out wlth myself and nobo87 else and built 
up a force of flve thousand people, and if I had not been a 
young man I could not have done that, I am sure. 

Colonel Jor ~dan: I mlght say for the beneflt of the 
class that when Genelal W1111ams and Conm]ander Hancock met 
thls mornlng it was a famzly reunlon. I e~ected them to 
exchange a French klss, but they da& not. 

Commander Hancock" I ~mll tell you why: w e  played base- 
ball and tenms from Manila and all points from there to here 
over some thlrty-flve yeses. 

Captaln '~el. I enjoyed the talk very much, s~d I am 
partlcularly impressed ~th that idea of Cormmander Hancock' s 
of flndang the rlg~ht keyman In each Industry to held out in 
these problems - rather than flnd a man who is recommended 
necessarily for con~mlsslon, to flnd tl~rot~gh the industry the 
man that the industry will look to for the solutlon of these 
problems. 
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Colonel Jordan: I m~ght say there !s one thmng occurred 
on th~s platform ~vh~ch xs so ]m~ch ~long the lxnes of ~hat you 
have sa~d, star. We had Mr. Peek, ~ho ~as on the War Industries 
Board, talk to us, an@ a member of the class asked h~m at the 
end of the talk to please define ~vhat the ~Var Industries Board 
~as ~n as fe~ words as he possibly could. ~,~r. Peek came back 
just as qu~ck as a wx~k. He saxd' "The War Industries Board 
~as an organization of persorml~t~es." That frets very ~Tell 
• nto your de~n~t~on o~ ~t, s~r 

Commander E~ncock, I mlght have added that that is Mr. 
Baruch's strength. Maybe I can see the good polnts and do not 
see the ba6 ones but one polnt is outstandlng - he has the 
happy facltlty of plckl~ men. There ~iss a man n~med L. L. 
Sun~e~ who ~as here as a ClVlllan advlsor in the Wa~ Indus- 
tries Board on matellais, and there ~,vas a story told about 
Sunm~ers (thls Is an actual happenlng) tl~at may descrlbe the 
klnd of man, sna that klnd of man can be found an~There, not 
ever~vhere but an~Jhere, today In Amerlcan industry. The 
people in the ~ofgan flrm in the allled purchaslng had a 
dlnner for Sun, hers, as he ~zas jolng to go abroad for inter- 
allled mater!al control, as I recall, early of 1918 Mr. 
Stettlnlus, the fathe~ of the present Cl~all~man of the Board 
of the Steel Corpor~tlon, ~vas the l\[orga~l partner ~vho ~vas 
present at thls dlnner in Washlngton I do not recall what 
excuse they had for gettlng me to it but I hap±Den to have 
been there, The tslk had run 81ong qulte favorsbly to Summers 
but more favorably to the house of Morgan In telllng about 
thelr e~q3erlences In allled buylng. Mr. Stettlnlus got up, 
~vhen he ~vas called on, an@ sa~d "I cannot understand ~hy 
you should boast about the effmc~encv of the Morgan f~rm. 
They are not so great. I have seen the ~,~orst case of duplica- 
t~on and parallel~sm ~n tl%e Morgan place that I have seen 
any~here in my l~fe -mn the same room they had the Encyclo- 
pedla Brltann~ca and L. L. Sttumers'" If you can plck that 
k~nd of man from each ~ndustry, and there are lots of them 
avallable, you have got the basle element of control. 

Colonel Jordan. Comnander Hancock, I cannot t~had< you 
half enough, slr, for comlng donna here and glvlng us your 
advlce and counsel, k~nank you msaly t~nes. 
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