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Discussion Folloming Lecture
Mobilization of Industry"

Colonel Jordan, Cormander Hancock, I want to say one
thing, sir, about the College vhich perhaps you do not appre-
crate. We have no approved solution to any problem which 1is
considered by the studenle. We ask the student to give us
the best he has on the problem that is given him, based on
his experieace as an officer, good hard commonsense, and the
research vhich he can do for us while he 1s here No man
here in the College 18 required to go down any beaten path

) and turn in aay approved solution. We do not do that, sir,

Comnander Haacock*® I am glad to hear 1t.

Q. Commander, do you believe in Mr., Baruch's plan for
a ceiliag over prices?

A. I have not seen 1t 1a detail enough to be sure of
1t. I am frankly skeptical about the oneration unless 1t 1s
set up well in advance of a war time coming. It conceivably
could work if you have the right wand of men at the control
point, but I am also sure that that so-called cerling wmll be
a ceiling that can be elevated very quickly and will be very
flexable. It mll be as free to move up as a tent in a strong
wind., I think 1%t may hold for a short time. I had experience
in price fixing problems snth one of your officers on the
Price Fixing Committee during the war We got into the prob-
lem 1n the World War but aever found an adeguate answer I
do not say that becavse of that experience an adequate answer
cannot be found but I do not believe that enough thimang has
been done and I do not believe that any formla that you can
write now will meet a situation. My belief is, and I state it
with some hesitation, that the thing to do i1s to get the men
1n advance who have done the kind of thinzing and had the ex~
perieace for handling that problem and to put them on the job
before war starts. You wall find that I am a great believer
in men and not much of a believer in formulas. I do not be-
lieve much i1n organizabion plans, blveprints, or chacts., They
are interesting, yes, but things are done by men.

Q. Commander, based on your study of this plan, do you
Judge that 1f the plan referred more to the military services,
to the nroblems, with more of a request for civilian aid and
thought i1n the solution of military problems, that it vould
create any better impression upon men like yourself and the
other industrial leaders of this country?
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A I do not know that I quite get your question - af
men 1a adustry were brought into the planning of the essen-
t1ally military side of 1t, would that be a better situation
than e now have?

Q. No, sir. I gudge from your remarls here this morning
that you feel the plan discusses the superagencies, and there
1s apparently an instantaneous reaction vhich is not so very
favorable, I am asking vhether you think that i1f the Indus-
trial Mobilization Plen which was presented to the publac
dealt 11th the Army and the Navy aand their problems 1t would
secure more favorable reaction from men like yourself?

A, I do aot kmow I have a feeling I may have given a
wrong wmpression I woula not criticize this plan in the
finality because I do not know eaough about 1t. I can only
talk the umpressions one gets from reading the plan. I doubt
there 1s goiag to be any opportunity for carrying conviction
widely an industry about what you are goinzg to do. I do not
believe there 1s a chance for vhat you might call Ypublic
relatioas® on this kind of job. I thiak there is a chance of
picking out, well, let's say a hundred for a round figure, a
hundred men from industry who could be missionaries, if you
wi1ll, for you and your cause, and they micht be reasonably
convinced I think 1t could be done but I would not emphasize
with them the civilian side of 1t. I woulc put on them the
regponsibility of the civiliaan side 1 I could, and I would
emphasize to them the completeness of your planning from the
military side so they would kmow you are doing a good job 1a
your ovm field and you would be entitled to their confidence.

Colonel Jordan* Magor Ritchie, I would like very mmuch
to hear from you The Commander seid something about cards
and allocations which rather reflected on your division and
I would like Tor you to tell him a few things.

Commander Hancock* Yes, do 1t.

Magor Ratchne, I would like to say from the start that
I enjoyed this address very much and I appreciate the remarks
the Commander made rith regard to allocations. I would like
to say that I believe we are doing in respect to allocations
Just about hat he implied should be done. In other words,
we are considering in our studies and 1an our placement of
allocations the civilian needs, and in many ceses we make
contact mth the civilians concerned with regard to those
allocations Furthermore, we attempt to coafine our alloca-
tions to those i1tems which present serious problems, in other
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words, where we can malke and should make detailed plans ith
factories, and we attemot to set up capacity so those wlans
can be made, aad we hope and anticipate that on M-Day from the
fact that those plans have been made there mll be elimination
or prevention of confusion and preveation of competition, as
the Commander knows occurred during the last war.

With regard to the cards vhich the Commander referred to
during hig address, that 1s one way vhereby we maintain contact
with industry, and I gather in reading Mr. Baruch's final
report on the War Industries Board that one of the greatest
handicaps that the Var Industries Board labored under was the
lack of flexable and comprehensible statistics of manufacturing
resources of the nation. That is wnat we are attempting to get.
Through the contact of the district set-ups throughout the
country, we made a survey of the plants, listiag of the per-
sonnel, the amount of skill, the type of plant, the type of
product the facility mokes, what 1t 1s capable of doing, what
conversion 1s iavolved, new construction involved, the shift
1t might have to run, the raw materials 1t maight have to have
to meet the schedule placed with 1t, and finally tne acceptance
by the facility of a defainite schedule of production, which is
an acknowledgment on the part of the facility that it has the
capacity and 1s nlling to enter into a contract on M-Day to do
that work. All of that data, at least a summary of 1%, comes in
on a card and 1t 1is, in my mind, necessary to have that data as
a means of supervision and control in the Office of The Assistant
Secretary We have those cards and they are constantly under
study and revision

Commender Hancock* That is interesting The only comment
I could make i1n regard to it vould be this. If the men +ho
have been working on those cards are not here the day after the
war starts the cards wll find a natural lodgment in the waste
basket. I think we had some fourteen thousand cards of plant
facilities. They were not as well done as yours, I am sure,
they were aot as well done then as we could do them ocurselves
today probably. I was not suggesting that your plan is wholly
wrong except that from my om experience the information that
I fouad of valve when 1t came to the need of moving fast was what
I carried up 1n my "top story", not what I had 1a the file
cabinet. I had to have things a part of my thinking process,
and the staff that worked mmth me the same way. We could utilize
cards to a degree, there i1s no guesiion about that, but I do want
to stress the need of being flexible about them  You will find
that the situation will change in any plant in Amecica, outside
of depression periods, with striking frequeacy



Colonel Rutherford: I think possibly Commender Hancock
and tne rest of us are talking about different cards. The
cards I thin: you had in mind, Commender, are probably in-
ventory or survey cards shomng the capacity of the industry,
what they do. The cards we have are actual assignment cards
showing what jobs these concerns are booked to do during a
war, the allocation of a job to them. I think you are probably
entirely right that a simple inventory with no particular plan
to 1t and not tied up with any particular job would e very
lattle use and probably would go into the waste basket., How-
ever, these cards we nave are in qute a dafferent category,

I appreciate the little time you have had to study this thing,
in addation to all the other activities you have. You have
done a splendid job, You put your fingers on a number of
thiangs that are certainly extremely important. It has been
most refreshing to all of us, I toink, to have heard you speak
of the Industrial slobilization Plan. TYovu probably studied

that pretty carefully. I believe it 15 1n a way faulty in that
1t does not make completely clear the function of the services
as dafferentiated from the funciion of the superagency. I think
the opinion 1n the Army and Navy 1is quate definitely that the
Army and the Navy will make the contracts, i1anspect the material,
accept 1t and pay for it, bubt that all matters pertaining to
the supply of materials in general, the control of labor,
finance, all of that necessarily must be left to a civiliaa
board, and these superagencies we spealr about are the civilian
ageacies that will do that controlling. The reason we talk so
mach about 1t down here and have to study 1t 1s the fact that
the gob 1s laid upon The Assistant Secretary by law to do zt,
and the Planning Branch and the Industrial College are the only
agencies that are available to do it.

I think your comnent is well worth a good deal of attention
thal men, after all, are the essential part of this whole scheme,
and I want to ask if you could go a little bit further possibly
in suggesting how we might put our finger on the proper type of
men in time of peace. It has beea sugzested that they might
constitute the Council of National Defense or possibly a nucleus
of a War Industries Board., We might get in that way some of the
men we know we are going to require in the organization eventually,
get them to criticize our plan, make sug.estions exactly along
the lines that you have made this morning, and enable us to take
action where necessary, etc. If you feel that you can, I would
like to hear you comment a little bit more on that phase of 1t,

Commander Hancocx I would be glad to comment off-hand, 1f
you mll recognize that 1s all 1t 1s, and I will be glad to go
at the job more thoroughly as oppoctunity affords. I recall
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dimly that there was a law which prohibited any Army or Navy
officer from goang Lo a trade convention Is that still in
effect?

A. Yo, sir.

Comnander Hancock: I think there 1z a good deal to be
gained by having you service men contact meetings of industry -
1f some of you were, for example, this week at the Steel
Instatute meeting in Ifew York. I think there 1s a good deal
of education for the men who are fortunate enough to be able
to go, but there 15 a great deal more in that you are going to
know some men of industry, and you do not ever daslike the man
that you get to know. You get a frieadly feeling out of work-
ing with people, and 2f you men were able to go to iadustry
meetings you would soon 2et a feelinz in a group as to who 1s
the mainspring or who is the driving power in an industry. I
know I do. He may not be aaytning but the second vice-president
in a subordinate compaay but there is always somebody in every
industry, some theee or four ordinarily, who have the apsolute
confidence of all the wen 1n the industry. Almost invariably
you. will find that true, It does not depend upon their field
of work or their position or the size of their company, but 1t
1s the human qualaty of men recogairzed as being fair and square
and "knowing their stuff." If you get to know that kind of man
I thank you have the nucleus of the kind of organization you
are talking about. I do not believe 1t would be hard to do 1t.
I know I could do it in a number of indastries vhere the ser-
vices are involved. I could meke an approximation - 1f you had
to prck three I think I could give you the five out of =hich
you would finally pick the three. I believe that 1s an interest-
ing field of work, but parilicularly get those men knowmng your
problem, kmowing your set-up here, and having faith in the men
in thisg organization.

Colonel Jordan., I might say, sir, that yesterday I
attended a meeting of the Navional Industrial Conference Board
in New York Caty I have gone up there once a month for a
year, and Doctor Jordan has been down here and talked on this
platform. Mr, Payne, who was Assistant Secretary, lectured
to us about two months ago on the subject of "What Can the
Procurement Officers in the Army do to Moke the Task of Indus-
try Easier in the Next Major Imergency." I would like very
much to present you with a copy of his tallr, sir.

Commander Hancock: I should Jike very much to have it.

Captain Allen. I know vhat Commander Hancock referred to,
I think, in connection with this contact mith industry It was
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in the Navy war plans until about two years and a half ago
that no Naval officers would contact industry in conaection
mth any war plans.

Commander Hancock: You recognize that we did 1t anyway.
We carried out the strict requarements of tne law but I fear
ve violated 1ts spirait on occasion.

Captain Allen That hasg been eliuminated from present
plans, I think largely through the influence of Colonel
Jordan and The Army Industrial College, and there is at
present an effort on the part of the Navy to meke as many
contacts with industry as we can. We cannot carry 1t along
quite as thoroughly as they can on this side because we
haven't the number of men who do the work in that game,

There 1s one feature in the development of organizetion that
I would like to ask you about., You watched the development
of the War Iadustries Board thceough the Advisory Council of
National Defense and the General Munitions Board and then

up to the War Industries Board, itself a working organization
We have some sketches of organization for a fubture set-up and
I have felt in working on the thing for the past couple of
years that our picture dad aot show the situation quite
correctly. I feel that to probably start out where we left
off at the end of the last war we have to set up a War Re-
sources Administrabion, as we now call 1%, bul we should set
1t up as the only organization to begin inth. In other words,
we should start wath a small War Resources Board, of which
the Army and Navy Munitions Board is the service part, and
build on that orgamization and bring in the other administra-
tions only as they are indicated to be necegsary at the time.
We have indicated in our diagrem that the War Trade Adminis-
tration and the other administrations should be on a level
with the War Resources organization, and I would like to hear
your comment on the thing as to whether or not the War Re-
sources Board should not start ss the only superagency and
these other agencies should be brought in gradually as their
necessity 1s indicated,

(Reply off the record )

Colonel Jordan., One other thing about the National
Industrial Conference Board, the membership of 1t: The Chief
of Air Corps and Chief of his supply davision, the Chief of
Ordnance and the Chief of Mauufacture of the Ordnance Depart-
ment, the officer at the head of 0.N.I. and his local repre-
sentative in Nev York are all members of that Board, so you
see we are beginning to get in touch wath indusiry a little
bit,
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Commandcr Hancock: I know you are I know Charlie
Bugsell, the President of Otigs Hlevator, aad travel occosion-
ally on the train waith nim, so I have had a sideline vaew of
what Ordnance has beea doaing in that field particularly. The
only comment I 1all make on tnat point is that I think you
want to keep currently watching for who are the youager men
in the field., A lot of men who are 1a charge of your Ordnance
areas, as I recall the title, are men that the parade has goae
by and I think you want to get men that the parade has not
gone by.

Colonel Jordan: Colonel Miles, that ceems to be your cue,

Colonel Miles: I agree so thoroughly *nth everything
that Commender Haacock has said, even vhen it touches a sore
soot wath us, that I have very little in rebuttal to say. I
will say that so far as our Orcdaance districts are concerned,
vhile the men who are normally st the head of the districts
are older men, older men provide the balance, so to speak, for
our regular younger officers sent there for duty The main-
spring of the organization comes from men who are under
forty~fave years of age, and being fifty years of agze myself
now I suppose I am in the advisory group

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

Colonel Mileg* I can say this much for myself: during
the war I started out with myself and nobody else and built
up & force of five thousand people, and 1f I had not been a
young man I could not have done that, I am sure.

Colonel Jordan: I might say for the beasfit of the
class that when Geneial Williams ond Commander Hancock met
this morning 1t was a family reunion. I expected them to
exchange a French kiss, but they did not.

Commander Hancock® I wall tell you why: we played base-
ball and tenmes from Manila and all points from there to here
over some thiriy-five years.

Captain "lel. I enjoyed the talk very much, and I am
particularly impressed vith that 1dea of Commender Hancock's
of findang the right keyman in each industry to help out in
these problems ~ rather then find a man who 1s recommended
necessarily for commission, to find through the industry the
man that the industry will look to for the solution of these
problems,



Colonel Jordan: I might say there 1s one thing occurred
on this platform which is so wuch along the lines of what you
have said, sir. We had Mr. Peek, who was on the War Indvstries
Board, talk to us, and a member of the class asked him at the
end of the talk to please defiae what the Jar Industries Board
was an as fev words as he possibly could. Wr. Peek came back
Just as quick as a wink., He said* "The War Industries Board
was an organization of personalities.t That fits very well
1nto your definition ol b, sar

Commander Hancock, I mnight have added that that is Mr.
Baruch's strength. Maybe I caa see the good points and do not
see the bad ones but one point 1s outstanding -~ he has the
happy faculty of picking men. There .ss a man named L. L.
Summers who was here as a civilian advisor in the War Indus-
tries Board on materials, aad there was a story told about
Summers (this 1s an actual happemng) {that may describe the
kind of man, sna that kind of man caa be found anyvhere, not
everywhere but anyvhece, today in American industry. The
people in the Morgan firm in the gllied purchasing had a
dinner for Summers, as he vas zoing to go abroad for inter-
allied materral control, as I recall, early of 1918 Mr.
Stettinius, the fathecr of the presenl Chairman of the Board
of the Steel Corporation, was the hMorgan partner who was
present at this dinner in Washington I do not recall whab
excuse they had for getting me to 1t btut I happen to have
been there., The telk had run slong quate favorably to Summers
but more favorably to the house of Morgan 1n telling about
their experiences in allied buying. Mr. Stettinius got up,
when he was called on, and said "I caanoct understand why
you should boast about the efficiency of the Morgan farm.

They are not so great. I have seen the worst case of duplica-
tion and parallelism in the Morgan place that I have seen
anyvhere in my life - in the game room they had the Encyclo-
pedia Britannica and L. L. Sumners!" If you can pick that
kind of man from each induslry, and there are lots of them
avairlable, you have got the basic element of control.

Colonel Jordan. Commander Hancock, I cannot thank you
half enough, sir, for coming down here and giving us your
advice and counsel, Thank you many times.
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4, Genersl Feledrich von Boobticher
Cormen Wilitary Attacke %o W, 8.

Phe fymy Industrial Gollege 5/4)38

" Colonel Jowdan and Bentlemen ~

How can I evey find the »ight werde to thenk you for =11
your frdenliohiy and for the address you Just wale condeming myeelf
and vy velations Yo you personally. (Speoking o Uolonel Jordan),.
%o wers in the samé lase ~ 180), ¥oy T exprows oy fyiendship
to you, to your family, %o the Ameriean Avmy, and to the United i
gtates,

¥ remenber vdry well that ny mother very ofben spole %o nme
shout the United Btates: suid theb she wanded me fo come here 4o
this dovntry. She wen bown heve In '59, vhen my grondfather same
over Trem Fumboldt, afler having sarried his young wife. He had
heavd nbood the grent mem, the great plonesrs whe wendt out to the
Hiddlewest %o conquer bthe wesd, %o lay oud new farm Iand, ebo., ond
gince he wes & Tormor Rimseld he wented to study that and %o follow
tads movement. My dear o1& mother, who is a$ilY liviaz, seveniye
aight yenrs old, sevenby-nine thie yesr, anluayy wanted me to towe
here to this countyy, s I wnsn really born in the ides that ¥ had $o
& something with this couwniey.

In 1922, for the fivet bime, I wan able to come here, nfier
having met o few yeave befors that many of the Anericons sad hoving
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highest vegards for them, sinde we soldiers slways Jmow $hat the
mn sgainsd whon we ave fightlng ie flahbting for the ldeals of his
countyy, performing the highest dvdy o men con do.  Afber the war I
felt that betwesn the Averican officers and the Gervman officers there
wae very gulckly aviablished o very Tine wndevsbonfing, Y¥ony of them
came, for instames, %o Beriin vieiting me, T was Povelmm Lialson O0Fficer
thers, i ne¥ing for visity in Germany, 1 think all of them had o
good $ine and folt that we bod higheod regards for guilant nen who
serred thelr comntyy the wiy they aid,

I was wather depressed in 192, depressed bocouse T happened bo
e the ¥ilitary menber of o) these delegations - Armistlos (you loww
what that mesns for mn officer) and pence, so-selled, and all these
fhings, and I 018 the Gowmen Uhief of $%affe "I tan not stond any
wors® ~ always staying theve, 1% woe not casy, Ho gald to mer ¥WIP
you want fo mele o leng trip just do $18.% & for daye befuve he geid
that to me my fyiend fensral Croed Jox had asled mer "hy don'd you
make a $rip over tv the Unilted Blates? That 1e what I &4 In 723,
¥ cawe over, ond ¥ wmed Sell pon $hot hers, being he fived Cermn
traveling acrous the ootmtry after the war, I found se much friendship,
especially in the Avny, thnd vhen T come Badh afler four months I
wze quils & now born men, Por instanse, vhen T come te Ferd Riley
in Pork Blley thore wos o younp Identenunt {who 1% new & Major, Mnjor
Sererd, you may Toow hime 1 think he is in Honberey, Cnlifornin nov)
who recéived me in the nhwe of the Commanding General, I wes intreduged

to the lopmanding Benersl snd pald hin gy respecis. The Senersl,
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young Yosking san, fine Uavelrmen, said fo mer "Vou ses smround
sany shebles, %o ave glad Yo bave you heore. ¥e wmant you o be ot
home have, teke oub pny horge you wvank, o whabever you wani, oy
sourself,® Do you wnow whe 1% was? Oeneral Oralgs  So you ses that
wiode ne happy snd gove me this fesling of Amerions comrafeshlp - thab
ve understosd eash other fyom the firet noment om.

A Tow wesks age I was motoring down South and I cone Yo
Hawwell Field iz oxder o pay Must a shord gall on Genersl Prabl,
sndt thers csme sut of the ¢lends wy friend Colenel Jordan, ¥e were
Just o hapyy together! We had Flown down, S you see, 1% is always
tne gsme, we ave all svldlers, and In all sincerity and stmplicity
e have sotiething in commen vherever we arg serving, vhererer we
wre dbing our Suly.

folonel Jordsn and gentlesss, I think 1% is » grest privilege
for me ond & great hosor %o be allowsd to vizlh the Avmy Induetrisl
Gallege todsy. You mow, I am o Field Arbilleryman and hefors the
war we weve tanshi & great denl nboub cooperatisn of the Infantry and
Fiold Artiliery. Then came the way snd we had to fight and suddeniy
we Townd thnk with all these good instruetions sboub tasties {(which
wors quite 511 righi) soon we wers mol able any more to have Yhe
Infantzy = we 41d not hove any ammunitlion any move, That was, I
thinlk, the day when we fell that we had %o Mnow a 19451 Bl wors
abous indostyy end abeut the imporinnse of indmetry for sny Army and
any officer, 1 think thet here {n the United Siaten first has been
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founded an Arsiy Infustirial follezs that traine officers for soopsera- \ "
tlon with industyy. I think thet thiz ig owe of the mout important
braneen of sur service.
I feel deeply Bonoved, $o say it azedn, %o have this sppore
Tnidy to be hers fodny. T fool deeply honored o have this opportunity
to pay ny despest rewpests te s friend and o gread man who Inows
slout the great seeveis of warfare and about the hizher and befter
gecrsts  of ren) Pelentitdy ~ Oolonel Jordan,

Oolonel Jordent I sodd $het Uenewsl von Boetticher came
very nesy being an Ameriosn Awely officer. If he bad boen born in
Tows he vofty probably would have besn. However, I hove another
smoret to leb the dlags Iz on. General ven Bueibticherts eldey
donghter rmrried an Aweridany io now living in Buffuls, and there
has drvived in hat family a young son and Hhe son 1s named afier
his grandfether. I7 any of you gontionen want 30 borrew any money -
the fenevc) is Jush that proud of thet boy!



