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3TPC~CTED 

"If the bulk of the ~ ffmculty of the Admmnmstratzon of ~far mn@ustry 
to be traced to muy smngle cause, mt ms to the dlshoartcnmng lack of 

curat~ informatzon em%bcr on the smde of resource or of demand. From 
o bcgmnnmng to the end~ mt ~s rccessary to proceed gropmnsly , basmng 
nclus~ons of the utmost moment on statmstmcs r~su!tmng from ass~mptmons 
d supsrfmcma! computatmons on fragmentary and mnaccurato mnformatzon." 

'.Also, at the bog~nnmng o~ the war~ there remamned unsetSled and 
to! qucstmons of types~ dcsmgns and quantmtmcs of oa~mp~ont pendmng 
~ decmsmon of vrhmch no satmsfactory allocatmon of matermal or facmlmtmes 
~uld be made and some of ~hcsc questmons contmnued open for a long tzmc 
?to~ the mndustrmal problem had become vo~7 acute." 

Those quotatmons are suffmcment to mndmcato the condmtmons ~mch 
~eva~Iod at tL~ ~mme and ~hmch Sectmon 5a ~,as mntended to remedy. The 
uses o~ the u~fortunaLo oxpermonco cermet be mmputod moro specmfmcally 
ban to the condmtmon of profound poece mn ~ hmch the ~r found us and to 
ur lack of knowledge of the emergency form of government ~ch ~as to 
r~ control of all our mat~rmal resources mnto a f~r hands. 

Sectmon 5a roads as fol!~ 

"Hereafter~ in addmt~on to such other dutmes as may be ~ssmgned hmm 
~the Secretary of ~ar, the Assmstant Secretary of ~ar, under the 
~rectmon of the Secretary of ~ar~ shall be chargea vn_th supervmslon of 
he procurement of all mmlmtary supplmes and other busmness of the ~Var 
)epartment pertamnmng thereto and ~ne assurance of adequate provmszon for 
he mobmlmzatmon of matermel and mndustrmal organmzat~ons essentmal to 
~artmme needs." 

In readmng the Natmonal Defense Act yo~ ~ml! have noted that Sectmon 5~ 
o part of the ormglnal legmslatmon~ places upon the General Staff dutmes 
smmmlar to those outlmned later for the Assmstant Secretary in Sectmon 5a. 
lhls dmvmded resporsmbllmty of the legmslatmon has, howeverj been ~emoved 
uy admmnmstratmve action and Army re~a!atmons now dofmne clearly the dutmes 
of both agencmes. 

I have now glvon you a imttlo of the recorded exporlence of the World 
War upon v~hmch was based the leglsla5mon establmshing the offmce of The 
Asslstant Secretary of %~r. Thms expormcnce~ of cotrso~ has oeen drawn 
upon heavily in proparlng the organlzatlon of the offlce and espocmally in 
dec!dmng upon the sub3octs ~ hlch should engage its sZtentmor as well as the 
methods adequate to moot the problems developed from its study. Ze may now 
proceoc to the exammnatton of the functlons of tnc off±ce In detail. 

~o note mn readmng Section 5a closely that it provides three classes 
of duty for the Assmstant Secretary of ~r. 

Fmrst - Dutmcs delegated by the Secretary of ]Var. 

Second -- Supcrvmsmon of procurement of mmlmtery supplmcs and r~lated 
buslnessj mn peace and In war. 

Thmrd ~ Adequate provms!on for mobmlmzmng matormel and mndustrmal 
organmzatmons adequate for war needs. 
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ORGANIZATION A~D FD~CT~S OF TH~ OFFICE OF 
ThE ASSISTANT SECRETA%I OF W~R. 

G~neral DeWmtt and offmcers of the faculty and student body of t~ 
Army~ar College 

The sabjects ~mch we a~e to dmscuss thms morning are the Funct~¢ 
and Orga~ zat±o~ of the 0ff±ce of T~ ~ Assistant Secretary of Y~r. 
Although the 0ffmce of The Assistant Secreta~gwas f~rst estab!mshed 
1861, mt lapsed shortly after the close of the Cmvml %~r untml 1890 an 
mt ~s not until 1917 that defmnzte dutmes began to be assigned thut 
efface. These duties ~re not nent~oned mn the ormgmnal Natzonal Defe 

, 
%ct passed on June 3, _91o but were fmrst !amd do~m mn an amendment da 
Ju~o A, 1920, ~ch added Sectmon 5a to the ormgmnal. 

Bcfore proceedmng v~th an analysms of Sectzon 5a~ mt wm!l be 
profmtable to revmew br~eflytbe practzcal sztuatmon~¢~ch arose durmn 
the ~orld Var aua ~hmch led to actmvat~ng the Offmce oi The Assmstant 
Secretary mn 1920. 

I ~all read to you a few extracts from the fmnal report of the W ~ 
inaustrm, ~- Boara to t~e Presmdcn~ ~'_ch I belmeve sommarmzes the 
dmffmc~_!tmcs of thzs nerved reasonably ~e!l mf v~e make a few a!!ov~ance 
for th~ cnthusmas~ of ~ mndlvmdoai v~mt~ng shout hxs o~m part in ~,mrn~ 
the war. You ~mll recall that the ar industzmes Board v~as the cmvm!~ 
agency set uo by the Pz cs~dent to ass~ st ~mm ~n coordznatmng and carry~ 
on tnc numerous oconommc actmvmtmes falimng to hms lot at that time. 

"A novel set of commodmtzes - munlt~ons - n~vlug Iztt!e or no 
rclatmon to tbc ~s<s of ~acc, consm~Ing v~st quantmtmes and unusual 
combmnatmons of rsw r~ater~als ,~re to be produced mn volume unprecedont 
There ~er~ heather fac~Imtm~s ior tD~r manulacture~ spccmfzcat~ons upc 
~h~ch +o ,~o.~k, def~nmte kno~l~dgc of th~ ~yp~s and quant~tm~s necessary 
nor e<perzence mn producmng thcm. It ~s vaguc!y foresha(]o~ <d from ~ho 
fmrst that th} quantztz~s of ra~ mstorlals ~,~o~Id s~verely strain the 
stoc~'o ~nd the product~_on capaomty of th( Natmon and that th~±r fsbrm- 
c~ t ~ on ~ o~]_d r~qumre the conw~rsmon cf a substantmai pcrcc~tage of pcsc 
t~n~ ~ fsc~Imtmes to ~ar ~ ork." 

"I~ ~as out of the questmon, therefore, for us to attempt to folio 
the G~ruan pl~ecedc~t mn sol~qng our ~sr problems. ~e ~tre faced ~th t 
necc~3mty of ~ orkmng out a plan of partmcmpaSmon mn accord vlth ou~ 
p<culla~ polltmc~ul a~d po~u!ar tradmtmons ~d v~th the exmstmng organm- 
zatmon of Amermc%n busmn~ss." 

"The conversion of pasceful mndustr±~s to ~ arlm~e purposes ¢~as a n 
thought to our statesmen an~] to our busmness men zlmke. Dmscussmon of 
mm!!tary orcparcchnes~ nad bc~n co~2mned lorgcly to the problem of man 
po~rcr - an element v>mch, as *h~ event prov~d~ ,~as of svch relatmve 
smmp!mclty as to be almost n~g!igmblo. %re ~ ~r~ ~nthout prccedcnt~ 
c~lo~rl~nco or mnformod guic]ance mn the vastly mor~ ~ntrmcata and dmffmc~ 
task of industrlal nobmlmzatmon." 
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Each of these functmons v~ll be d~scussed mn some detail. 

The Secretary of ~ar has al~ays delegated certamn dutmes to the 
Assistant Secretary and these are nov~ taken care of by the Executive 
Offmce whzch also carrmes out bhe declstons and pol~cmes of the 
Assmstant Secretary. Among these delegated duties are the supervms~on of 
real estate transa~tmons of the ~ar Department, clamms ag~nst the ~Var 
Depaztment, the control of natmonal cemetermes, the promotion of rmfle 
practmce and czvmlman markmmanshmp and others, In the pezformance of 
these dutmes the facmlmtzes of the ent±re War Department, mn addmtmon to 
hms own offmce ar~, of course, avsmlable to the Assmstant Secretary, 

Passing now to the statutory dutmes of The Assistant Secrctary~ 
ment±oned spec~f~cally mn Sectmon 5a, we have the Current Procurement 
Branch responsible be the Assistant Secretary for supervmsmon of the 
pu~ ohasmng actmvmtmes of the Supply Arms and Services ant the related 
bus~ncss. It should be noted 5hst the duties of th~s branch ~n an 
emergency ~%11 be the sam~ as those prescrmbcd for peace but naturally 
on a much largex scale. 

Brmefly the supervmsmon of current oroc~rement mr~volves the state- 
ment of polmcmcs as r~ga;ds orocta oment 3usg as th~ staff enuncmates 
pol~cmcs mn regard to ~ ssu~ The e~rrcnt procurement branch also 
mnvestmgates protests and complsmnts of bmddcrs, contractors and other 
cmvmlman mntcrcsts and all l~gal ;~gtcrs and !cg-slatmon rciatmng to Its 
fu_nctmons. Among rots tore dctamlcd ant routmne dutmcs are the adm~n~s- 
tratmve revmew of lnv~gat~ons to bmd~ abstracts of bmds~ open market 
put'chases and progress reports on cur~-c~t procttr6mcnt. The branch also 
mamntamns an off~cc wh~re m~formatmon regardmng cmrcu!ar proposals 
mssued by the ~ar Department~ av~ards, and other ±nformatmon of Imke 
naturc ~s made av~ lable to thc publmc. An mnc&dent~_l actmvmty ~h~ch ms 
nov~ engsgmng the a~tont±on of the branch ~ s tho snalysms of past records 
to obbsmn mnfom~natmon for the t~se el the Congrcs~monal Co~t~mttec on 
monopoly. 

A tnmrd mmportant act±vmty under the dmrcct supe~smon of the 
Assmstant Secretary of Uar ±s the Ar~y inaustr~al Co!Icge. Thls college 
ms unique mn t~at mt ms, as Jar as known% th~ only mnstmtutmon mD 
exlstcncc ~0~hmch gmvcs mrs full tmmc to consideration of problems rclatmng 
to the mobmlmzatmon of the ocono1~mc resources of a ratmon behmnd a war 
efior5. It ms smgnzfmcant that such a col! go should have been Inmtmatcd 
mn tnc most mndustral" zcd nat ~ on mn tDe world and ag a tmme vrhcn 
mcchan!zatmon of v~arfar~ ~as r~volutlonmz~ng prcvmous tbought on the 
mattcr. Ag any r ~t% the Army industrmal Col!cg~ has sroused great 
Lutcr~st among t~ iklmtary Attac~,s of forcmgn nat!one. 

Brmofly; hh~ college off~ th~ op~ortunzty for a selected group of 
Army, Na~ D and }~[armne Corps officers, p~mmarmly from Supo]y Branches but 
mncludmmg a iu~7 from tbo Imn~ to study for a full academmc year the 
problems of wa~ procurencnt and of ludustrm~l r~obTlmzzt!on for ~lar. The 
currmculum of the college offers s±mmlsr opoortunztl~s on the supoly 
smde as the ]ar College offers on the Colm~mnd smae. It tralns men mn the 
preps~atlon of plans for ~ndustrmal mobmllzatmon and war procurement and 
for responsmble dutmes mn the exeoutmon of those plans. It v~ll not be 
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necessary here to go further mnto the curr~cu_lum off the college, for all 
that ~s sand hereafter mn regard to the actmv~tmss of the Plannmng Branch 
wmll be, understood to be, the sub3ect of study mn the Army Industrmal 
College. These two dmv~s-ons of the AssCstant Secretary's offmce are 
located mu t e sm~e ~ng of the ~'~unmtmons bumldmng and v~rk very closely 
together. In add~t ~on, the college ms able to explore, from a theoretmcal 
stan@~omnt, the noss~bmlmtmes of many sub3ects related to those to be 
mentmoped later. The industrmal College~ therefore~ amms at defmn~te and 
practmcal solutmons but can take the tmme ~o mnvest~gate the less m~m edmately 
usable asoccts of mrs subjects. Stance the theory of today of%en becomes the 
practice of tomorro~ the result ms ~ell ~orth the effort. 

~e come no~, to the largest and, to thzs gro~p~ perhaps the most 
mnte~cstmng suo-d~s on of the Off~ ce of The Assmstart Secretary of ~,ar, 
the Pl~nmng Branch. Emghteen off~ cots are assigned to t~!s dm~nksmon out 
of a total of 38 mn the entire off~ce. As the tmtle mnd~cates~ it ms con- 
c(~ncd only ¢~th phmunzng- that ~s ~n carr5~ug out those s~atutorg dutmes 
of the Asszstant Secretary re!atmng to p~ cparat~_ons for Army procuremen~ 
mr ,ar ant pr~para~_ops for thst ~at~or&l ~conommc mob~imzatmon oeh~nd a 
~,ar ~ffort ~q_thou~ ~ch any plans for Army procurement ~ould be fubmle. 
But befor~ t~e ~,or ~ o£ the P!annzng Branch Cs dmscusscd mn ~etaml~ mt ms 
necessary +o d~?TeSS for a moment to ~ndtcate ho~ the Na~j frets mnto the 
omcture~ for ~t ~,mll be obv±ous the t~o servxces m~st ~vorP together zn any 
such program as has 3ust been outl±ncd. 

The l~a~r oas no legmslatmon corresponding to Sect on 5a of the Natmonal 
Defense Act. The 1~a~r, as the f~rst !rune of defense, must be ready at all 
Lm~es, consequently its expansion fro~m a procurcr~cnt sts~<~pomnt mn an 
emergency~ though ~ubstantmai, ould probably be small comparea to that of 
the Army. For cxarol~, ~ ~ ~±sualmze ~ expansmon mn ~[ar Department procure- 
ment from ap )re ~ ~tcly 245 ~!imon dollars as mt ~s mn the Fmscal Y~ar 1939 
to possmb!y 5 bm!!mon dollsrs mn th~ fmrst ~ear o± a maGor war effort or a 
tattoo of about 20 to !. From a ]~ar Deportment st~udpoznt, th<refore~ the 
problc~ of procur~ ~cnt pl~nn~ng ana of ~conommc ~obmlmzatmon ms a vmtal one. 
The Nsvy has mts problc~ o~ ~ sr procurement; therefore, and thb Army a 
dmf~r~nt one. The agone ~ ~ crc the % o m~ot to coorclmn~te themr mntcrests 
mn supoly ms t~ Army and Navy mnmt~ons Board~ set up by Admmnmstrat±ve 
action of t~ two sccr~tarm~'s. The Board consmsbs of the Assistant 
Sec~"~tarmcs of V, ar and the Navy }ruth an exccutmvo co,tattoo composed of 3 
mc~b~rs and a secrotary from each of the t~ o sorvmces. Tbms Board has the 
sam,~ datL_s v~th r<spect to ~ ar procuromont aria ~du~r~al mob~Imzstmon 
t~zt th~ Joint Board has mn r-gard to strat~gmc plans and oneratmons mnvo!v- 
~_ug Arnv s~d ~Ta~ an£ cacl ~ Board ms supreno mn ~ts o~u~ fmold. 

b~ ~ay proceed vmth our dmscussLon of th~ funcbmons el tr Offmce of 
rbc Asslstant Secretary of ~tar ~,Ith the ~understan mug that the pcocuroment 
pla~mmng agcl~c±cs of th~ two s~vmccs m~t n tbc Army ~md Na~ Munmtmons 
Boaru ~o present tn~r separate mntcr~sts and ad0ust them ~rhere necessary 
to ms~e a coordmratcd and ~mrkablc Jomnt scheme of procurem~nt. And mn 
order thab there may b~ no mmsundorstandlng as to th~ duSmos of the Army and 
Navy ]lunmtlons Board ~_th respect to econovnc mobllmza~mon~ I ~ii road one 
paragraph of tb Industrial ~bbmlmzstmon Plen aporov~d by the Secretarles 
of far ~nd Navy. 
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Part I~ Sect~_on D, Par. l.d - "The Army and Navy Zun~tzons Board zs 
hereby authormzed and dm~ ected to - 

(i) ,,Formulate and keep up to date such pertmnent plans and polmcmes 
as mn the op~nmon of the two Dopaztments sho~d be adopted by the Federal 
Government for coord~natmng and controllmng national mndastr~al effort mn 
an emergency." 

You w~ll have noted that S~ct~on 5a makes a dmstmnct~on between 
plannzng for procurement and 5he larger task of plannmng for mndustrmal 
mobmlmzabmon. Procu~-cment Planning omv~des ~tself naturally mnto four 
mmportant questzons which must be answered sat~sfactorxly ~th respect to 
each mtem to be procured before plannmng can be consmdored complete. In 
chronologmcal order of occurrence these questmons are ~hat totem ms 
~anted~ I~ ±s answ-re~ by standardizing o~r types and ~mk~ng draftings 
and soecmfmcat~ ons ava~ !able. How much ms ~a~ted ~ Answcrcd by computing 
roeu~rements. ]~crc can ~5 be obtamned ~ Answered by our mndustrmal 
surveys~ resulting ~n a!locab~on of production facmlmtmos sumtable to the 
task. How c~u mt be obt~mned mn tlmc and qu~tmty desired ~ Assurance on 
thms pomnt can ~c ~ttamncd only by a complete production plan for the 
partmcular ~tem. %~e have found that of the many thousands of mtems re- 
qumred for the Army mn ~ar, complete productmon studmes arc necessary 
for 1168. Of th~se aporox~matcly one half h=ve been complctod. 

But let os exanmne a !mttle more closely mnto the problems mnvolvod 
mn producmn~ satmsfacto~g ansv~rs to the qu~stmons oust mentmoned. 

The ftzst qucstlon that arlsts ms, as I have just stated -"What ms 
roq~red~" Standardlzatlon of t~q~e ms, thcrefor~ a mos5 important 
matter for ~he planning branch. Untml the General Staff and the usmng 
servmces have agreed upon a satlsfactory type of equ~pmen~ and the Supply 
Ar~ an~ Services bare had tlmc to prepa~e speclflca~±ons ~ud other 
manufactt~mmng d~Ds~ plans for procurlng ~hot item mn the quantmtmes 
requlr~d b~ th~ n~n p~ mobmlmzatzon elan cannot proceed to advantage. 
Plans for quantmty procurcmont~ esoecmally of munmt~ ons of a non-commer- 
cial character pec~mar to the Armv~ often take many months to compl%te. 
it ~s ~ell for all of us who ba~o ~on~%hmns to do v~_th st~n4srd~zatmon of 
Army oqumpment to keep mn m~nd that thms process mf unduly prolonged may 
delay an even more mmport~n5 process - thut of proparmng for the quantmty 
procureu~nt of tqc mtem mn tmmo to be of scrvmce. The questmon ms 
contmnually arms~ng mf~ as a matter of real preparedness, an artmcle 80% 
effzemcnt whmch ~ have found can be obtamnod mn the dcsmr~d quantmtmes 
ms not better than one 90% eff~cment which zs stmll mn th~ d~vclopment 
stage. 

One of th~ functlons of the Pla~umng Branch, therefore, is to urge 
prompt standar41zatlon of type for all crltlcal and essential items and 
the preparetton of the nccesssry msnufacturmng dravmngs and speclflcatlons. 
Although much has bc~n accompllshod along thls lmne, much rcn~ins to be 
done, 

The next !og!cal step mn tho process of plannmng is to flnd out how 
much ms ~rsnt~d. Requlrem~%s ar~ compute4 by the Supply Arm~ snd Servmces 
from Tables of Bsslc Allo~vm~ces ard Troop Bas~s Tables furnlshed by the 
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General Star.. Here aga±n the Assistant Secretary ms greahly mn~erested 
that requ. rermnts be known. Tl~es% of course, aze the d~ta on wbmch the 
procurement p]ans are based. 

Ir o~der ~t ~ may b~ clear mn our nomenclatur% ~t may be well 
to st~ ~ that t~ req ~_rements mn ~hmch The Ass=start Secretar -~ o£ Vfar 
ms prmra~ly m~tcr sf~d ~e the requmrements for new ~±~oduct~on. The~% 
of co~_s~ a~e bhe tots/[ or suDp!y requ-,rements less reserve stocks. In 
ot~r worCs~ for a gzven ~anpo~r mob~!m~at~on~ su~ly requirements cap. 
be ~at from only two )osszb!e sources - reserve stocks and near productmon 
after I~ Day. The Staff ms resoonszble for bme f~rst and the Assmstant 
Secretary of ~sr for t]~c second, l,Ybrre reserve stocks are mna@equa~e~ 
nc ~ oroduct~_on aft ~r ~ Day m~st be sought to raect the shortage. ~ere 
n~v, productmon cannot bc assured reserve stocks must bc provided to meet 
~h ~ sz~uat~ on. Just ~]~,~ the dmv~d~ng Imn~ between r~sc~cs ~c n~v 
productmon should b~ ms a very Imvc question, the ans~rr to ~kch ms not 
yet appa~ ent. 

Assu~mng~ th~ n~ that ~e nave detormmn~d what ~c wan~ a~d bo~ much 
nc~ productmon ~!! bc rcqu~ rcd~ the nox% step ms to organmze mndustry 
for that oroduct~on, it ~s at th±s pomn% I belmeve vnat the most 
dmffmcult Droblem of orocurcment p!am~mng ~ s to bc found sna ~h~re~ mn 
sp±tc of the gr~at amount of eflecb~v~ wor~ that has be~n done mn the 
past 17 years~ t~at furth,.r offor~ ~iI be most profmtab!~. To mc~t the 
probl~m of near pro~uct~on arbor ~ Day, ~,e have tae Government Arsenals 
and mant2~ctt~g J. ~ots ~]u~ ch are prepared by themr peacctmmo operatzons 
mn~-~.dmaf~ly to take us a part of t~e burden. Ho~,evcr, mt ms ~II 
establmshcd that tm m~x~mum output of Gov~rr~ut o~ ned establmshments 
~iI b l~ss than !0,Z o£ h-~ productmon reqtmrcments of the Arr~j ~n a 
major .m~rgency. 90 of bh~ n ~ production aft~ ~ Day must cove from 
pr~vao~ mn~u~tr:-. 13rm<fly +he method of organmzmn C thins 2rmvate mndustry 
for ~ts mJ ss~on mn ai ms as £oli~s 

Th~ Supply Arms aru S~ rvlccs~ through their dlstrmct pla~nmng 
organmz~Lzons or local agcncm~s~ surve~r the mmnu£actarmng pl~uts of 
the co~mfryj ~nd assmgn d~fm~t~ an~ aopropt±at( totems to tl~em for ~mr 
productmon. Aft ~ a st~dy ~f t]~c ±t~m ass_g~cdj ~l~c p]~_nt .x~c~t~ve 
mn~c~L shms ~-m]!mn~lass t~ acccp~ an orctcr ±or ~Lo totem mn an 
~oergc~cy and hms b~Imcf that me can proc~ucc mt at a spocmfmcd rate per 
monbh. In the 17 y~ ars that ~svc elapsed s~nce t,a ork ~as ect~vely 
bcgun~ so~o !4~000 olarts have ba~n surveye~ of ~mcb aporoxm~ately 
I0,000 sra no~ com~! t~!y cataloyu~c~ and allocat~d to defznmt~ ta~ks for 
the nuf~ctar~ of oupf!mas mn an emergency. T~s system of a!locatmons 
asouzas tl d~emrcd m~nufacturzng capaczoy ~o the varmous supoly branches 
and op<rs th~ ~ay for tm preparetmon el detaml~d studmcs ~hmch g~ve 
tFc ass~,rz~ce th_ r~%umsmt~ sch<cules of ~roduct~on ~all bc accomolmshed 
~{l~cu n(~ d(d. Th~ NaZ~ of course, p~stmcmpatcs mn the alloca~mon system 
and as ran±ally ~ts ~_ota beeches avamlsole the t~o s~r~ccs adjust thcm, 
rcspcctmvc r, qu~__~m(nts on the ~roduotmon c~pacmty of the country. 

~t ~ml! o~ ~o ~ar~nt that artmcl~s of Army supJly vary gr ~t!y mn 
co~pl~xmty ~_n( l dLff~_c~!bsr of mapuf~ctareo 1~ny ar~ be sl~ppl~ irat no 
study ~s ncccss~rj to ~ssure an adequate suppy- oth~ such as ~zrcraf~ 
~un c-~rm~ccs, ~m~m~mon oa~ so or mnvo]vc probl~ms of shon l~yout~ 
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machine tools and equmpment~ matermals, skmlled labor and the l~ke~ each 
of whmch ms a problem mn ~tself. Unless these factors are all stud~ed~ 
coordinated ana provided for, mt ~s certamn that much delay mn productzon 
will occur, and smzce, as I have stated, the smze of sn adequate war 
reserve ms dependent on the possmble rate of new productmon after }{ Day~ 
guesses as to production rates are not acceptable. Detailed study zs 
the only solutmon. It ms ~n the preparatmon of these det~ led productmon 
studies that so much wo~k remamns to be done. 

It ms expected that considerable assmstance ~m!l be graven to the 
detamled plannmng I have ~ust mentzoned, by the edacatmonal oraer 
leg~slabmon passed mn the bast Congress. Thms Act authormzes placing 
orders for specmal mtmmtmons wmth private mndustry wmghout competmtmon 
mn order to prepare mt for quantmty productmon of the item scheduled for 
mt mn ~ at. Two mmllmon doll ars annually for fzve years has been 
authormzed for the purpose. 

The mtems mncluded ~n the current year's educatmonal orders program 
include the Cal..30 sem~-automatmc r~fle, 7~mm ~t~munmtmon, the recoml 
mecha~msm ~or the 3" A.A. gun, the standard gas mask and the 60" A.A. 
searchlight. These ~tems vrcro selected by a board of officers as the 
totems of hmghest mndustr!al pr!ormty on the l~st. Cmrcular proposals for 
the semm-automatmc rmfle, the fmrst to be ~ ssued~ have 3ust bccn mamled 
to prospectmve b~dders ~ d the ota~rs ,~i! go out vath~n a few days. The 
ad~mnmstratzon of tb educatzonal orders iogmslatmon hss proved d~ff~- 
cult, because of the lack of pre~ous expcrmcnce and the care %~th whmch 
the proposals nust be vmmtten. Each item must be aooroved by the 
Presmdent befors gomng ~nto the program. 

Up to th~s pomnt, ~c have bccn consmdermng procurement plannmng only. 
Thst ms~ plannmng £or th~ carrymng out ~n war of the follo~ung eutmos of 
the Supply Arms ~a 8,~r~ces 

(a) Detcrmmnmng the types of ~atorlal ~anted. 
(b) Computzng reqamrcments. 
(c) Proparmng the nccessar, dra~mngs, specmfmcat~ons and other 

data roqumr~d for themr manufactur~. 
(d) Placmng contracts. 
(o) Inspectmng, acceptmng ~a ioaymng for the totem. 

Th~s ~ are th~ elements of proc~remen~ and these I belleve ~,~Ii be the 
actmvlt!cs whmch ~ll engage the full caoacltles ~ the Supply Arms and 
$crvmces mn war. In all prob%b~]itv th~ chmcf co~corn of the Asslstant 
Secretary of ~ar mn the c~,crgency ~ll be the checking of progress in 
these elements of procurement and msklng sure that the productlon 
schedules orommsed tne Staff ~fl~en the mobmlmzatlon plan was prepared are 
actually be!ng accomolzsh~d. 

However, ~ h~n w a  proceed further ~a th our problem and conslder war 
industry in tho aggregate, ~,o flnd oth~r s r~ous problems arlslng. Thls 
brmngs us to the fln~l and in som~ ways the most important functlon of 
the Plannlng Branch. I rufcr, of course, to the assurm~ce of adequate 
supolles of skilled labor~ manufacturlng fac!lmtlcs~ power, labor, trans- 
port~tlon, raw matcrmals and otn~r econommc factors whmch undcrly any 
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program for meetmng the needs of the armed io~ces and of the omvml populatmon. 
It may be samd that we ~ave an mndustrmal mnfantryman - the man at the 
maehmne and the assembly bench mn the factory. The problem of the Plannmng 
Branch zs to arrange to mobmlmze these men and to pre-arrange themr work so 
that all the essentmals of effect±ve productmon wzll be avam!able when 
needed. And the mere mechanmzed ar~es beeom% the more we must dep%nd uoon 
thms m~d~strmal doughboy of ours mf hms brother mn ~mform ms to have the 
eq.~mpment he needs. In fact one of the greatest assets mn war of an mudus- 
trmal natmon~ such as ours~ may be found !n our ab~Imfy to organmze 
effecvmve!y the productmon of our factormes for war purposes, l~mth thms 
explanatmon we may now proceed ~,~th the dmscussmon of the mobmlmzatmon of 
o~r mndustr~al resources~ v~th t~ e understandlng that the Navy works ~mth 
the ?lannmng Dranch through the &z~y ard Na~ I, unmtmons Board mn the 
solutmon of the problems mndmcated° 

The centr&l fcatur~ o£ the pro)osed plan of econom~ c mob~iz'zatzon ms 
a scrm~s of org~u~zat~ons be be set up for t >,~ dmatmon of the emergency 
by the Pr~s~('cnt to ~ss~st mn the exerc Lse of hms var control over the 
~atczm~l resourccs of the natmon. The document ±n ~hmch tbms scheme of 
econommc mobmlmzatxon ms outlmned ms the Industr±al I obmlmzatmon plan of 
~,h~_ch the 1936 r~±szon ms tbc latest. Thms plsn~ ~l mch ms m& outstandmng 
accomplzsh~nt of th~ Arn~j anQ Navy ~ unmtmons #oard~ ms~ of course~ largely 
baseQ on th~ e,~permcnce o± the l~orld ~ar as r~corded mn the r~ports of the 
War Industrmcs Board. The records of the a PQlmcmes Co~mss~,on ,,ero also 
car~fu!ly consmc'cred mn ~rcparmng these plans ~znd the counsc! of c ualmfmed 
cmvml¢a s ~,as sought whe~ewr av~m!ab!e. It should b~ m~de c!~ar .also at 
th±s pomnt that although t%e pl~ for coonozmc mobm!mzaf_on ms p~cpared by 
Army ~nd IIa-wy~ and the Arv~ an~ Ns~7 Imrmtmo~s Board may mn t~c early 
stag~s of en ~mergency be rcqu~r.d to mnmtm ~f~ the opera[~on of bhe plat, 
nt ms mptcnded t~"~t t ~ ms phase of ~,ar actmvmty ~!I be t~(en o~or by cmv¢Ixan 
contr~l dmr~ctly ~nd~r the 2r~smdent as soon ~ s th~ necessary agoncmcs can 
bc erEo~mz~d. In th ~ ~vent of a ~nor ~mergency~ hov~ver~ mt may not bc 
n~ces~ary to sot up tb~ full system of £ontrol agencmcs and mt ms possmbl~, 
th~ Army ~n, ~ Na~ I u~mtmons Bo~d~ by ex~cutmvc o~d~r for e~a~~ni~ mmcht 
be desmgn~t~d to ~x~rc±se th~se fm~ctzons. ~th thms oxp!sn~tmon ~ ~ay 
proccc~ to cons~ d r som,~ o£ the mor~ mmportsot controls that mmght hsvc to 
b~ c~rcmsed tY~ough the sup~ragcncy system mn a ma3or emergency. 

P rbaps one of the most pote~t aethods of control used during the 
or!d '~ar by t~e ~sr Industries Bosra v, es tYat of Prmormtm s. The Prmormt~os 

Bo~d decldc@ ~h_r~ and how t~ na~o~al r~s~tuc~sj such a~ m~nufactur~rg 
pl~t ~ labor, Do~erj rs~ ~ter~als~ transfer' atmon~ ant, so on should be 
a~ll,~d. T~e ~e r~ n d the po~r to cut off f~e!~ ~ransnortatmon a~d Dover 
i~ o~ _~ nl~nt ~h~ch re~cd to comply ~mth nrmo~mLics rulmnCSo The or~ormty 
system ~ s~ of course~ a part of the pr~sen~ nlsn. 

A n o t b c r  mcssure thut ms essentm~ !. cspccmally mn the early stages of 
an emcrcmc~, ms contzo] ov, z oruces. Eve~ mole mmoortant than the ke~pmng 
of or±c< s stable mn th~ nut r~st of ,co~o~T mn Government purchases/ms the 
preventlon of an o~ss~v~ rmsc in tl c cost of l±vmng ~h~cb affects the 
czvml pooul~t±on especmally. Prmce controi~ therefore ms sn esscntzal part 
of th~ plan and at tb~ present tmme the Brookmngs Instmtutzon ms cooperatmng 
~mbh us in the prcpalotlon of adequate m~a~ur~,s for ~J~rtzmc control o£ thzs 

factor. 
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Tmme wml! not permmt ;#e 5o do much more ~han mentmon ma~y related 
actmvmtmes ~ch occupy the attent±on of the Plann~ng Branch. For 
example, the Co~odmtmes Dmvmsmon must mamntazn accurate and current 
mnfozTta$mon about the raw matermals needed by mndustry, especmally those 
strategmc or crmtmcal matermals that must be largely mmpotted. The 
questzon of stock pmle reserves enters here. For many years effort has 
been made to prey±de a reserve of these materials, es,~ecmsl ly manganese~ 
tmn, tungsten and chrome. It now appears as 7f our efforts along tb~s 
lmne v~uld soon produce results. 

Then the Plannmng Branch has a membershmp on the Selectmve Scrvmce 
Commmttee where probl&ms related to the supply of skmlled labor for 
munmtmons pro4ucbmon are given consmeerat~on along wmth those pertamnzng 
to manpower mobml~zat~on for the armed forces. In connectmon v~th thms 
sub3ect much att~ntmon has b~n given rece~t!y mn the Plannmng Branch to 
estab!zshmng a Government ap3rentmcc school mn peace to augment the 
supply of skmlled labor bobh for Lhe scr~±ce and for ~ndustry mn an 
emergency. Dcfmn~te developments arc &n prospect ~n thc near future on 

° tl~s ~ro3ect . 

Anothcr problem tha~ has enga~ca t~e attentmon of the legal sectmon 
of th~ Pl~nn~ng Branch and a boar~ of off~_ccrs appointed for tD ~ purpose 
ms the proparatmon of forms of ~a~ contract to be used mn an emergency. 
In addztmon to t~c usual 2cacctmmc forms v~th clauses addn4 to 2rovmde 
for tcr~vmnatz~n by the Government, other forms must bc prepared to enable 
oblmgatory orders to bo placed under Scct~_on 120, Natmonal Defense Act~ 
and mn addmtmon~ stmli others ar~ rc~u~red ~h~ro mt zs m~%~ossmble to 
arrmve at a f±xed or±co and some syste~u of cost plus fcc arrargem~nt ms 
noseccary. N~ny r~sbskes mn contract oroc~durc ~re mac~ mn the "~or]d 
~ar and th<sc must b~ elmmmnased in thc roy forms. 

Anothor ~ctmvlty of th~ Pl~mnnmng Branch ms obtsmnmng coo~dmnat±on 
~th oth(r Government dcpart~onts to cLetcr~mn~ how far they c~n bc 
utmllzod mn excrc ~ smug the econ~mmc controls above referred to. In thms 
connectmon mt apoears that the ~rmtmnc Comn~ssmon ~s thc only Government 
agency, oth~r than Army and N~D~ that ~as a statutory war mmssmon. The 
Army and Novy ~ uumtmons Board~ th~rcfor~ mnc!ud~s a mcmb ~r froz~ the 
Marmtmme ComFmssmon An order that tD~ war plans of all tnrec agcncmes may 
be coordmnct~d. In all oth~r cass the mnmtmatmvc mn plormmn S for defense 
must rest ~th the Army ant ~ Navy, an6 o~h~r Government Dep~rtmcnts advise 
only. 

The qucst±o~ of log±slat±on ncc~ ssary to ~stsblmsh the control 
ajcncmcs to ~rhlch ] have referred ms one tLst has rcccmved attentlon 
for nany years. The genera ~rar po~ rs of tbc Pr~sldcnt~ Sect. 120j 
Nnt~onal Defense Ac~ ar~ not suf~!cmcnt. The ]~sr Polmcm~s Compass±on, 
the Nyc Com~mtt,c~ the A~crmcan L~i-±on and ~mny other organlzattons and 
mndmvmdua!s have con~rlbutcd to the prepsrstmon of Icgms]stmon bearmng on 
the s~b3cct ~ of whmch vc~ ~ l~_ttle has been enacted. 1bye bmlls whmch 
foml~d of p~ ssagc mn the 7~th Congress and ~bmch probably ~n_ll be brought 
up mr the 76th Congress arc favor,~d by the Assmstant Sccr~tary's off±co. 
(~c of thcs~ ms the Shcpna2d-] ay bmll (S 25 an4 H.R.9604) supported by the 
~uermcsn Lcgmon~ vJhmch In a w~r emergency voule gmve ~hc Prcsldent 
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authormty to  f~x or±ces m~¢ ~ages~ co~m~andecr ~te~als~ !icenso bus~ness 
ac%vm% ~s~ ostablmsh an@ rea~r~ge executive agenc~.sz~ to estab!ish 
prlormt~ es ant study an ap0roprmate system of war taxation 2h~ other 
ms ti~e Str~t~glc ]uaterials B±II (S 4012 H.R. 1608) mntroduced by Senator 
Thom~s autlmrlzmng tl~e e~)endmture of 25 mmllmons an~ual!y for 4 years to 
acct~re ~tock pm] ~s el str~tegmc mmnera!s as recommended by Army and Navy 
dee rt~ents° Th~s bmll ~ms prepared bg 5 Government Departments~ mnclu~ng 
Army and a~j~ mn cooperation and s~armzes the best thought on ~he ~tter 
o ~er a norlod of many years. However~ it was not prepared mn tm~e to be 
rc~o~tec to the 75th Congress. Stmll otbe~ actmon vmth rcsncct to stock 
p~l~s ms eontemp!atod concerning ~d~mch i a~ not at liberty to speak at ths 
ti~ ~ 

In ~ d~b_on to mn~rest in new leg±slat±on such as has been mentmoned~ 
the Plu~mng ~3ranch ms ~&so coucer~od mn setbmng as±de uny cxlstmn~ 
l~gm~l ~ion t~ t ma~ r~tard proctmement. A llst of such Ic~s]aomon ms 
on f~! ~n~ preprat ons ~ v~ b=cn uade to suspend ±t upon bhe oc~urr<nce 
of n c ~ crgency. ~o endeavored to set ~ general suspension clause in the 
May bm!l out so far have b~n unoucc~s~fu!. 

T~ ~utt ~ of construct±on of nov m~nuf~cturzng fsc~!mt~ ~s mn vaz ms 
another problem th t s s bc.n graven much ~.tt~ntmon° it ms bru~ th-t ~h~_s 
constr~ct~on ~ ould b~ p~rforp & for o~d by )rmv~te concerns, y~t th~ 
prlormt of sach ~ ork an~ ~ th control of r ~b~rm%Is~ l)bor and f±ni~cmng 
nccc~s ~y for it voul<~ bc f~u~ction of the suporajency ~n ~r ard therefore 
a sab~, ct ±or study by thc PI mu±n S Br ~ch. T1~s subjccb ms co~%o!mca~ed 
by t~c f ct i~st ~e~onsmb~Imty ~or construction in The Array ms now d~vzded 
bctw~ ~n Corps ~r a Comsmnf~r% the Ouur~ rm~ot~ Cono_~si~ an@ the Assmstant 
Sccr t~ry of ~br. 

~r Trade ms %nether subject o± cons~ .~bJc importance t~ the 
prosccuI~on )i ~ ~ar and tPe~cfore a subj.ct of studF of the P]m~qlng 
Dr ~ ~ch. The prompt s~curlng of av~llab!v sup~l±cs of stratcgmc m%bcrials; 
th~ d e n i a l  o f  n e e d e d  supplJ  ~s t o  rn  cne~%y~ bn~ m - a n t c n a n c c  o f  n c ~ s s ~ ' r y  
tra~ o roub-s ~nd shmp)~ng- tho-e ere all f~ctors consmd~rod under this 
gcncr-I sub$cct. 

T~u n tt~r of sdequatc supp]mes of el<ctrlc pov{.r ms ipportant mn plans 
for couommc mobilization for ~ar. Thu Assmstant Sccrctary of ][n~ an~ the 
P d r.! i~o~ r Co~ssmon ruc~ntly combmn~(~ forces to sol#c thms problcm and 
you uouotl_ss h~ve road mn the Press of *bc ectlvmtmes o~ the National Defense 
Po~ r Co±tuttis under th= chamrmonsbmp of t,~e fo~mer. The Plam~mng B~snch 
h~s ac%v~ly portmcip~tcd in the work of t] ~ Co~mmt*ec, 

Th{ qucstion of th_ ~b~l±ty of oul r J Ale. s~stems to carr], a ~ Jr 
burden ~s ~!so o~ consmdc_~cbl~ mmporta~c f~om o defvn-~ ~rdori.~[ ~d the 
subjucb ms not b ~ng n~Floct~do Ot~ _~ sabj~cto ~ ,~-ch T ~m,Tht ~<ntmo~ ai~c 
fuel~ w~r credit ~ for u nuf ~cturcrs ~u. ble ~o fmr~nc ~ ,~r product~ on ~nd 
public r<l~t ~ ons. Our stud±< s on ~II th~s~ subjects pzep.ro vf_ ~ ay for 
settmng up and opefatln C th. corr~spondmn S control mg~uc±os _~nd~ therefozc~ 
form r~m~xes to thc indust~ma! , obmllza~ion P!~_~ r ~dy ~or the use o! 
supcragency when needed. 
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In sum/narzzing this discussion, I ~ml! refer to three charts which 
w ll now be sho~m and expl~ned. 

The first chart is the peace organization of the Office of The 
Assistant Secretary of ~?ar as a wholc. On this chart ~oe ~ave the 
delegated duties listed, most of ~hlch are self explanatory. On this 
chart ~e bare the group responsible for current procurement of military 
supplies an@ the related business of the War Department as previously 
dzscussed. Here is the Army Industrial College and finally the Plamumng 
Branch ~th the various dlvmslons responmlble for the subjects indicated. 

As already stabed, this is the peace organization of the Assistant 
Secretary's office and ~t nmy be interostlng to note the few changes 
necessary to trs~sform it ~nto a war ofg~ izatmon. In ~ar the Current 
procurement bre~ch v~ll expand greably, the Army Industrial College ~ll 
disband and the Planning B~anch ~all continue to exercise on a consider- 
ably larger scale such of its functions as pertamn to Army procurement. 
The Ar~m/ and Ns~y l unltions Board ~ull be greatly expanded, drm~ng 
personnel in pazt from the Plan~tng Branch~ ana in the early stages of an 
emergency~ before the superagencies have been formed~ ~Ii ts~ke ever the 
execution of t~e plans for econommc mobilmzatlon prepared by its varmous 
subdivisions. As soon as possible, h~over, the Ar~# aed ~avy3~u~itlons 
Board %mll pass on to the supcragencies the duties ~ich it has been 
performmng temporarily and then become chiefly an agency for coordmnatlng 
Army aria Ns~£ inbercs~s an@ presenting ~olnt results to the superagencies. 
So I ~ill as~ you to note particularly the relationship of the Army and 
Navy~unitions Board to the Planning Branch and the cor~spendlng 
agencies of the ~vy on the secon@ diagram. !t is througD the Army ana 
Na~j l unitions Board tbat the rationsl rcsourccs under control of the 
s~ooragencics ~!i be coor@~nated~h bhc procurement progrsm of the two 
services. ~ ~ml! now psss to the third diagrem vhzch outlines in a very 
genersl way the ~tiro scheno of econo~mc molomlizatzon. 

This chart is a now one and is an attempt to sh~ the oomp!etc 
plcture ~_u one place° It ~mll shortly appear, possibly ~th minor ehc~gos~ 
in the r~vmslon of tac Industrial l~bzllzatio~ Plan um under way in the 
Ari~r and Navy ~unltlons Board and form the ocntra! exhibit around ~,hich 
the plan ~mll be built. 

The chart is largely self explana%o~-, but thcre are a f~r features 
that i should llke to point out. One is tbat the orgmmzation of the 
superagenc±es nm~ consists of a eertral executive and coordinatln Z body~ 
called bhe ~r Resot~ces A~mmnistration~ headed by one mm~, co wl~ch 
these otbe) agencies ale suoor~inate. Trms is different from the ~rld 
L)ar arrmnge~ent where most of these agencies were responsible to the 
Presiaent only. The nmmber of new executive agercies n~ set up under 
the Government and the fact the Prosmdont even now recuzrcs much 
assistance in co~rdinatinj thenj indicates taat the work of economic 
mobilization ant control in war )~I! also have to be delegated. Nereovel, 
~o have good authority for s~ch an arrsngcment of superagoncles as is 
sho~m on this @iasram , since the final report of the ~ ar In~ustrmes Board 
sug£osted it as a starting pomnt in the event such an agency should be 
re-establlshcd. 



Another pomnt to be noted is that control of the mndust~msl and 
mater~a! resources of the nat ~ on rests ~,rztb the supersgency system muter 
the Presmdent, as mndmcated by the dmreot Irene betv~oen the t~o. The Army 
and Navy merely procure from mndustry~ and thcmr oraors Qoubtless wmll be 

- gm~cn f=rst prmormty mn all that ms necessary for themr productmon. How- 
ever~ th~ ~hrmtmme Centares-men, the Red Cross, the cmv!Iman populatzon and 
others also have requzrements on ~ndustr~ and those v,&ll Imke¢&so be graven 
consmderatmon by the L~ar Resources Admmnmstr~tmon° And we may note also 
the posmtmon of the Ar~mg and Navy ~[unmtmons Board on thms dma#ram as thc 
proposed connectmng Imnk between the s~rv~ces and the superagcncmcs. 

Th~ fourth an@ fmna! chart has Imttle to do ~,~mth tb(~ organmzat±on of  
tLc ksszstaut Secretary's off~ce b~t ms zntorestmng zn sho~ng approxmmately 
h~ the mn~ustrmal resources v~hmch w~ are consm@ermng are largely grouped 
mn the Eastern scctmon of the United States° The mndustr~al mmportance of 
the area East of the L½ssmssmppm Rmvor and North of Tennessee ms clearly 
mndmcated° 

In conclusmon it may be stated that no one expects that the econommc 
mob!l±zat~on for vmr t,mll oe organmzed precmsoly as shov~m on ~bms or any 
other dmagram. An effectmve org&'mzatLon ms made up of men and not of 
paper charts. The pcrsonalmty of the ~V~r PresmQent and of those he selects 
to assmst hmm vail bc dommnant. The pl~ as I ha~e outlmn~d mt on Slmde 3 
ms based on a maxmmum mndustrzal effort. For any lesser emergency~ only 
so much of the toSal plan as ~av be n~cessary n~d bc placed mn opcratmon. 
It has purposely been made as complete as possmble for~ consmdermng the 
autocratlc governmental systems now establmshod mn much of the world~ mt 
is not mmpossmble that the next emergency may roqumre thms country to set 
up far more rmgmd eeonommc control ~easures than wele ever found necessary 
mn the ~Irorld ~:ar. As a specmfmc emergency approaches~ many factors ~IIi 
become clearer. Requmrements can then be dctcrmmned mor; defmn~toly - 
pr±ormtm~s as bct~cen Army and Navy and ~&thmn the &rm V can be establmshed 
~&th confmdenco an~ allocatmon of manufacturmng capacmty ad3usted to meet 
the strategmc sTtuatmon. Condmtmons t~th respect to crmtlcal ravr matermals 
~&ll be cl~ar - th~ extent of the mmlmtary and naval efforts may then be 
vmsualzzed° All th~s ~ factors may cha~ge the detaml but the plan mn general 
ms suffm~mentiy flexible to accommodat~ thes ; changes ~hcthcr thcy mean a 
max&mum smrultancous effort by both Army and Navy or by only one o£ them, 

It ms hardly necessary for rPe to add that the procurement and mndustrmal 
plannmng vhmch I have montmoneQ ms not an end mn ±tse!f but only a means to a 
common end} par%icmpatcd mn by the ontlre pooulat3 on of the oountry - vmz, 
wmrmmng the war as qume'!y as possmble and ~mt~ a mmnmmum of mnjury to our 
polmtmcal and econommc ~rster~. 

I approcmate thms opportunmty of dmsoussmag ~mth you th~ work of the 
Assmsts~nt Secreta~, of ~ar mud partmcula=ly of the Plannmng Branch. i 
hope many of you ~!I frond your tray to the Plannmng Branch before the 
year ms over and I Imo~,r you ~I! be most welcome. 

Recorder D$scussmon fm!od tunA,}, C ~,c~rd Sect~ono 
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