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SECTION I - IN~0DUCTION 

I. The N~ss~on of Industry ~n War. 

2. E~ghteen years of Planning. 

3. The Attitude of Industry. 

~. Designing for Nass Production. 

i. THE MI~SION OF IITDUSTRY IN WAR. - I belleve that I w~ll be safe mn 
assuming that you gentlemen of the 0ff~cers' Reserve Uorps, are familiar ~n 
a general way w~th the Industrxal Nobil~zatxon Plan of the War ~nd Navy De- 
partments. That plan ~s our B~ble here ~n the Planning Br~nch of the 0ff~c~ 
of the Assistant ~ecretary of W~r. It p~ov~des for the moo~l~z~t~on of ~n- 
dustry ~n t~me of war, or other ma~or emor6~ncy. It describes th~ m~ ch~nory 
that h~s been set up ~n peace to koop th~ pL n ~l~vo ~ nd up-to-date, ~nd how 
xt ~xll be put ~nto effect on Mob~l~z t~on D~y. 

General ~ l~n Craig, Chief of Staff of the Army, ~ho h~ds the m~l~- 
tary szde of the W~r Dep~rtm~nt, ~s d~st~ngamsnod from th~ ~ndustr~l s~de 
which Is the Ass~st~nt S~cretary's job, told th~ ~tudcnt off~cers of th~s 
year's cl~.ss of the Army Industrial College ~h~t ho ~nd our General Staff 
th~nk of lndu~try's p~rt ~n our ~or plans. Re s xa "Th~ stre~th and ability 
of ~rmzcs have long be~n g~uged ~n t~rms of m~n-po~r. Tod~y m~n-po~v~r ~s 
definitely secondary to the munitions ~nd m~ch~nes that help th~ ~ rmy f~ght." 

Admxral Wxll~am D. Leany, Chief of ~av~l 0perat~ons of the Navy 
Department told the same off~cer group: "The ~ll-~mportant question el ~naus- 
trial mobilization narrows down to ~ cons~deraole extent to ~ study of the 
factories and plants that ~re to produce the munxtxons el war." 

It thus w111 oe seen that the heads of o~r t~o flghtlng forces, on 
uhose shoulders rest the ma3or respons~bll~ty lot the defense of our nat~on, 
definitely recognize that ~naustry h~s a m~ss~on ~n t~me of war. The "~ndus- 
tr~l front" ~s now b~ng st~ked out, so to spe~k, on the strategical m~ps 
of the Army ~nd N~vy, ~nd ~ compu~s~t~vely ne~ term, "~ndustr~l w~r plannlng" 
has been addea to the vocabulary of the profession of arms. 

2. EIGHTEEN YEARS OF PLAIZ~ING. - For elghteen years, in compl~nce wlth 
a mandate from Congress, the ~Jar Department, in cooperation wlth the Navy 
Department, has been en~aged in the prep~ratlom of plans for the mob~llzatlon 
of industry in war. A determlnsd ~nd contlnulng effort h~s b~en m~de to flnd 
the ground for ~ clear st~tement of ~ plan that w~ll work in tlme of stress. 
Industrlal le~ders of th~ country here glven freely of thelr tlme ~nd advlce 
to thls end. 

The ~rorld ~r~r experience In the procurement el munltlons h~s been 
studled mlnutely wlth the vl~w of prof~tlng by th~ mlst~kes m~de. The Indus- 
tribal Nobll~z~tlon Plan of todoy, however, is based upon industry ~s it is 
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found today and not the ~ndustry of e~taen years ago. I ~sk you to note 
that polnt well. industry presents ~ r~p~dly changing pattern, due to a~s- 
rupt~ons ~n economic conditions, ~nd plans to ut~lxze ~t must be constantly 
rewsed to keep p~ce. 

~. THE ATTITVDE OF INDUSTRY. - We shall see ~n the course of th~s talk, 
how the Army goes to ~ndustry ~,~th ~ts requirements. I~ow th~ Ordnance officer, 
for example, surveys the plant and equipment of a steel m~ll, goos over the 
plans and specifications for artillery shell w~th the m~n~gement and comes out 
w~th ~n ~ccepted schodule of production b~cd on the c~pac~ty of th~ m~ll to 
produce ~he ~t~ms des~rod. In some cases the Army's speczf~c~t~ons as wr~tton 
m~y not flt the m~cL~nery of commercial f~ctor~es. Tho m~nuf~cturer frequently 
~uggests ~od~f~c~t~ons ~n the ~ ray design. H~s uttxtude tow~rd the ~ob to b~ 
~ss~gned h~m ~s ~m~ort~,nt. 

4. DESIGNIN~ FOR }~[ASS PRODUCTION. - The Asslstant Secretary of W~r, who 
~s ~hargedunder Section 5~ of the National Defense Act w~th furnxsh~ns assur- 
ance to Congress of ~dequ~te ~naustrl~l resources for an emergency, h~s some 
very definite ~de~s on the °ubject o~ m~k~ng Army equipme~ f~t st~ndsrd com- 
merc~l practice. He recently tolo memoirs of the Amer~c~n Society of ~{ech~q- 
~cal Engineers: 

"There is ~ tendency m~n~fest among mlllt ry aesl6nsrs of arms, 
~r~/~D-~itlon 5nd &ece~sorles to dovelop compllc&ted m~chlnss not re~dlly 
adaptable for mass prod~ictlon. Ag~inst such :~ trend, we mbl~t con- 
tlnuully g~ard. ~'e should strlve to d~v~lop s~mple weapons, whose 
productlon would present l~ttl8 or no problems for zndustry. I 
reallzo th~.t some degree of complexltv in mlllt~ ry eeapons is in- 
eSC~l~Dle but, frankly, I bellev~ th&t ther; ~ &r% too mLny compllc~ted 
weapons in the Army. I ~m incllned to th~ gen~r~l vle~ that wh~t 
prlvate indltstry c&n m~ke should be the decldlng f~otor of wh~t the 
Army can %Ise and what prlvate industry makes best is exactly what the 
Army must use." 

Thls, I am sure you w~ll agree, ind~cates that our plannlng wlth In- 
dustry today is not static, that thele is yet much more to be done, but that ~t 
~s proceedlng along sound and practlcal llnes. 
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SECTION II - THE INDUSTRIAL FORCE 

i. Gaug~ngthe Industr~l Force. 

2. Nethods Of Approach. 

$. Development of the Present Plan. 

i. GAUGING THE INDUSTRIAL FORCE. - After the close of the World ~%~r one 
of the f~rst problems to which the V ~r D~partm~nt sddressed ~tself was the 
devising of ~ scheme of ~ssur~ng ~dequ~te prov~s~on ~or future emergency 
needs. TLe ~ orld ~%~r experience w~s a ~lu~ble lesson upon which to b~se 
future pohc~es and there ~ere st~ll many m~nuf~cturors and some officers ~n 
the supply branches of the Army who h~ d been through the supply "b~ttlos" of 
theft hectic per~od. The ~xper~&nce el these veterans h~ s oe~n drswn upon 
freely. They all <~greed that one of the greatest handxc~ps ~n their opera- 
t~ons w~s a l~ck of ~cnowledge of sources of sapply, a n~ed for complete and 
flexible statistics on the manufacturing resources of the n~t~on. 

Before the ~,~orld %~r, the Army ~ nd N~vy i~rocur~ng ~gencxes pl~ced 
their contracts for munitions on ~ competlt~v~ b~s~s, much ~n th~ s~me m~nner 
~s our present peacetxme pr~ot~ce. For ~ny g~ven commodlty required, the 
awards usually ~ent, ~s they do tod~j, to the some, small ~roup of well known 
suppliers. Qu~te n~tur~lly th~se ~,ere the ~ppl~ers culled ~n when w~r was 
declared. 

On the b~s~s of pr~or peacetlme experience, these well ~nown commer- 
cial concerns were preferred by all of the procuring ~geno~es, There resulted 
a v~c~ous competition between procuring agencies for these preferred sourc%s. 
~'anufacturers, placed under a cro~s-l~re of conflicting aem~nds, attempted to 
please too m~ny procuring agencles ~t the same t~me. As ~ result, they were 
hopelessly overloaded. Prom~ses were &~ven which could never be fulfilled. 

2. ~ETFODT OF ~PROACN. - T~e flrst post-w~r ~ttach on t~e problom w~s 
dlrected toward ellmln~t~g th~ h~rmf~l compe~itlon b~t~eon procurlng ~benolos 
~nd ~s a solutlon w~s set up a centr~llzed procurement ug~noy known ~s the 
P~rchase, Storage ~nd Trafflc Dlvlslon. Control of purch~ing w~s taken out 
of the hands of th~ supply ~trms ~nd s~rvlces. Thls proved unsuccessful as the 
organlzatlon was unwleldly ~nd without technical competonc~. It had to dr~m 
on the supply agencles for technlc&l porso~nel that could h~ve f~ctloned just 
as well in thelr o~ n org~nlzatlons. Ne~t it ~v~s r~ttempted to t~rn th~ st~pply 
respons!bzl~ty b~ck to the ~erv~c~s out to redefine %hs~r m~sslons so as to 
provide for all hke items being procured oy t~e service that had the predom- 
~n~nt ~nterest. Th~s system of ~ntor-br~nch procurement worked well for onl~ 
a few commercial ~tems. F~n~lly there w~s proposed ~ plan under wh±ch e~ch 
service ,~ould be responsible for m~s own procurement which ~s the scheme ~n 
effect today. 
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3. DEVELOP~,~E~P OF THE PRESE~Yf PLAN. - Wh~le the earl~er plans ~ad been 
concerned with who would place the orders, the new plan attacked the problem 
from the standpo~n~ el who would Ik~rn~sh the suppl~e~. Out of th~s ~rsw a 
system of allocation of m~nufact~rlng facilities to the supply arms ~nd ser- 
vices and to the Navy D~p~rtment. Plants were v~sited ~nd surveyed by f~eld 
repr~scntat~vc~ of th~se procuring agencies ~nd requisitions for their ~llo- 
cat~on were d~spatched to the 01flee of the Assistant S~cretary of ILr. More 
than 20,000 facilities have be~n surveyed to dat~. Approx~matoly 10,000 
fac~l~tles have be~n allocated end assigned defln~te ~ar load~. 

SECTION III- I~LLOCATION OF F~[CILITIES 

i. Pl~ce of Alloc~t~ons in th~ Procur¢men~ Scheme. 

2. N~ss~on of the Alloc~t~on System. 

3. The Alloc~t~on D~rectlve. 

4. Types of ~lloc~t~ons. 

i. PLAC~ OF ALLOCATIONS IN TKE PPOCUR~NT ~CHFh~. - The pxoblem ~of sup- 
ply ~n the Army usu~lly ~ con~±dored under th~o b~d~ngs. (i] Wh~t ~ w~nt~d? 
(2) ~q~en ~s it w~ntcd~ ~na (3) ~h~re c~n ~t o~ obt~ ~n~d~ ~lloc t~ons seek to 
~nswer the question ",~here v''. 0nco the ~t~m to b~ orocur~ ~s d~ter~n~d, 
~nd th~ t±me it w~ll be required ~ ~no~n, it becomes the 3ob of Alloc~tlons 
to provide the f~c~l~ty that ~s to undertake tPe production. 

The question of ~here to 6et th~ items in the tlm~ ~nd quantities 
requ~rcd involves two m&zn consldor~t~ons (1) It is n~ccssory to determine 
the capacity of xndustry or of specific f=c~l~t~e~ ~wxLbl~ ~nd suitable to 
perform the requ~rud production, (2) The placing of o~ch order must be ~th 
duo regard to the needs of the Army, N~vy ~nd c~v~l~n population for s~nq~L r 
items. Ii there is not enoueh ox~stlng c~,p~ clty--pLnts in bexng--~u~t~ble 
for the purpose of meeting ~ ll ~ss~ntm~ 1 nood~, then plans must b<~ m~de for 
~xp~hs~¢~, ~f existing fac~l~t~os or for construction of ne~, iac~l~t~es. 

Through the allocatmon system, req~slrements are m~tched wlth produc- 
tlvo cap~clty in an attempt to secure a b~l~nco for those itGms ~hlch present 
serlous problems in procurement. It is frequently found that ~mple f~cilltles 
are ~v~llaole to produce th~ item, the ~tumbllng block b~ing the tnne element. 
The bulk of the Army's requlrem~nts ~re nec~ss~ ry in thG flrst ±our months of 
~n emergency. The ne~d for developlng sufflclenb pr~ductlon during these early 
months is alloc~tlon's greatest prcblcm. 

2. ~,IISSION OF THE ALLOCATION SYSTEm[. - The nlsslon of the Alloc~tlon 
system may be brleily sm~merlz~d ~s follows. 

a. To permlt exact ~nd deslr ~ble prearrangement by the procurlng 
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agency and by the plant, lot pcod~ct~on of mtu~ons. Each alloc~ted plant, 
forewarned of the tssk ~t w~ll be expected to perform, c~n no~# m~ke prepara- 
tions to meet ~t, t~,us f~c~l~t~t~ng e~rly production. 

b. To pezm~t orderly a~str~out~on of the ~;~r lo~d, espec~lly ~n- 
~tl~l produ-'ct~on. W~thout such a system th~s lo~d m~ght be thrown h~ph~ z~rdl# 
upon the country xn ~n ~ntens~ve and confused purchasing cnmp o~gn when t~m~ 

• s v~tal. 

c. To reduce undes~r~bl~> competition, espec~&lly ior the output of 

~ ~xn~lc pl~nt. 

d. To e~se 9ost-war re~d~ustmcnt, since ~n cflort ~ m~de to m=~n- 
t~n ~ nucl~us of c~v~l~n trade ~n ~ch f~c~l~ty. Essential c~v~l~n needs 

are safeguarded. 

e. To permit c im decisions ~nd ~a0astmonts no~ which oth,rw~se 
would h~vc to oe m~ de on or shortly ~±t~r B[-D~. Th t ~5 of tremendous xm- 
port anc e. 

3. THE ALLOCATION DIRECTIVE. - The f~zst d~rcct~vo to put the alloc~- 
t~on system ~nto effect u, gs ~s~ued by th~ 0~±~co of the Assistant Secrot~ry 
of ~'~ar on November l, 1922. Chiefs of suppl~ ~rms end services ~ero d~rectod 
to requisition f~c~l~t~e~ that they considered necessary to produce ~tem~ for 
vh~ch they ~ntxcip~t~d dxff~cult~s ~n procurement. St~t~ments show~ng pro- 
ductxve capacxty and percentage el capacity absorbed b 2 the proposed war lo~d 
were required to accompany the requisitions. The f~rst requisitions were 
received by the 0ff~-ce of the Assistant Secxet~ry of %~ar ~n December 1922 ~nd 
the f~rst alloc~t~on~ m~de ~n I&nuary 1923. The f~rst D~recto~y of Allocated 
F~c~lxtxes wus publ~sh®d xn February 1923 ~nd l~sted 5,450 f~c~lxt~es. 

At f~rst e~cn supply s~rv~ce =~ttomptod to cov~ ~ts entire require- 
ments and there ~as considerable competition for f~c~l~t~os. V~ell known f~- 
c~l~t~es were besieged ~s ~n th~ ~r a~ys ~nd there wor~ considerable con- 
fleets. The=e c~ne ~nto t~ Allocation D~v~s~on of th 0f1~c~ of t~= Assis- 
tant Secret~.y of ~r for ~ajud~c~t~ono ~n th~ Na~3 ~no ~nto the p~cture 
l~ter, th~ probl~m of m~k~n~ ~n ~qu~t~blo d~v~on o ~ p~o~t~c c~ ~0~c~ty 
bec~ne further ~nvolved. 

Tho more compllc,zt~d the sltu~tlon became ~he b~t~r the 01flco of 
the As~ist~nt Socrot~ry of ~rL r seemed to llkc it. Jhe Alloc ~tlon Division s t 
b~ck ~ ~d calmly surveyed thc scone, ior ~ st=~lem~t~ in supply m~nt no llves 
or battles lost ~t thls tlm~. Evecybody h~d tlme to thlnk ~na th~ n~ed fol 
a± oc=tlng f~cllltles in po~co t~mo b~c~mo evleent to ~ll. Out of the ch~os 
c~me the ~ollcie~ end procedure for the alloc~ t~on of f~cllltle~ theft ~re in 
effect today. They ~ro cl¢= rly = nd conclsely aoflnJd in Pl~nnLl~ Br~nch Clr- 
cul.r No. l, 0A~ Nov. l~, 19~8. I bellovo th= t /~ou would ~ll f~nd ~t ~ most 
~orest~ng l~ttle documunt. 
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4. TYPES OF ALLOCATIONS. - There are three general categories in which 
fac~lxty alloc~txons fall (1) S~ngle Alloc~tlons, (2) Joint Alloc~txons and 
(~) C~p~c~ty Credlt~o 

S~ngle A1 oc&tlouS are those in which a f~czl~ty ~s allocated solely 
to one supply br~ncl of tl e ~rmy or to the Navy Department. Such ~n alloca- 
tion does not mean ~ ~t ~rother br~nch ~s prohibited from getting supplies 
from that fac~llty~ but that the br,nch to ~h~ch ~l]ocated shall h~ve pr~orlty 
on xts output~ All demands of other br~ nches on thxs f~cxl~ty must be presented 
to xt through~ or by s~t~sf~ctory ~rr~n~ement w~tho the br~nch to whxch it ~s 
~lloc~ted. 

Joint Allocat~ons -Whon a f~cil~ty xs ~olntly &lloc~ ted between 
two supply servlces (the N~vy does not participate ~n 3o~nt allocations ~s 
such, as w~ll be explained l~ter), neither service h~s exclusxve ~nterest. 
The t~o services "get together" on matters of proper load~ng of the f~ c~l~ty 
~nd no losd ~ placed by one service ~thout the concurrence of the other. 

C%p( c~_!_t_z__qred~ts - V'here thr~e or mor~ army services ~re ~ntereste~ 
~n the output of a s~ngle f~cillty, the matter of lo~dlng becomes more in- 
volved and the facility ~s plac~d ~n the Reserved (0ASW) c~t~gory. The 
0ff~ce of the ~sslst,~nt ~cret~ry of V~r th~.n ~ssuos csp~c~ty credits. ~q%er¢ 
the Navy registers ~n ~nterest ~n a Id~l~t ~ that ~ ~l~dy ~lloc~ted to the 
Army, or ~n v~h~ch the Arm ~ has ~ poten~ ] , ~ ~ ~ e l~c~llty is pl~c~d 
• n the category of Reserv ~ (i~N~) F~c~l~j ~, * ~ i ug ~s supervised by 
the Army ~nd N~vy ~V~nxt~ons Bo~rd. 

SECTION IV - SURVEY OF INDUSTRY 

1. Prel~mln~ry %k~rvey. 

2. Request for Allocation. 

3. Accepted Schedule of Production. 

4. Contracts wlth the F~clllty, \ ~ 

5. Educ~tlonal Orders. ~ ~  ~ ~ / ~  ~ ~ ~ ~ 

1._ PRELIMINKRY ~ ~V~Y -{ Alloc~tlons st~ rt w~th ~ prellmln(.~r~hsurv~y 
of f~cll~l-'~s ~ ~ p-r~~nt district to produce ~ speclfled item.) 9~e 
~~-----------------~m~t-~Pl~n~-D~wl~lon, ~0f~flc~of the ~As~istunt ~Socz~t~ry of ~ ~. r, h~s 
told you ~bout reqalrem~nt~, ho~J they ~r~ c ~lcuL t~d ~nd ho~ ~ det~ ~le~ pl~n 
is written on problem ~tems show~ng Dust what facilities are to produce them 
and what the schedules of delivery are. For tn~s reason I sl~ll not go ~nto 
the important subject of requirements. ~uff~ce to s~y that ~ach supply arm 
and service ~n the Army and H~vy must know exactly wh~t ~t w~nts ~nd ho~J much 
and how fast before allocations come ~nto the p~cture of procurement planning. 

Each servlce sends to Its f~eld procurement pl~nnlng ofilces a 
"shopplng llst" of Item~ to be procured. Tne plannlng offlcer makes ~ pre- 
llmlnary survey of h~s district to locate f~c111tles that are properly equlpped 
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or have the technical c, ompetence to produce the ~tems. The d~str~ct officer 
usu&lly prefers to flnd hls own facilities, that ~s, facilities that ~re not 
allocated to other services. If he c~nnot do th~s, he obtains permission 
from other serv~ce~ ~/o contact their facilities. Fln~lly he send~ ~n to h~s 
chief ~ l~st of available productlon ~n h~s d~str~ut pert&~n~n6 to the ~tem 
concerned, B~sed on these production estimates ~ defln~te opport~onn~ent or 

quot~ ~s ~ss~gned/~he d~str~ct. 

f 
2.----R~EQ%~]~ST-#~FOR-~fDL~AT-IO~. - The d~strlct officer/submits ~ requisition 

~ F~l©O~, through h~s chief, to the Office of the Asslstant S~cret&ry 
of ~ar asking for the allocation of the f~c~l~t~es necessary to meet h~s pro- 
duct~on quota. In the event that & facility deslr~d ~s already allocated to 
another~ servlce, th~ requisition ~s routed through that servlce for con- 
currence &nd spproval of a ~o~nt ~llocat~on. ~-~e~s~-~l~~--~lTt-Y 
r ~ ~ d-- f~c~t.~__tha-~oneur-~n~e ~ o f--~o~T ~ s~v~ c-'gF" hay ~ng 
cr-c~d~%~.~g~rn~t--r~--e~,@~.tzy__~a~ht~Luad~b~-the Of~rce Of ~%he- kssYgt~ht ~Sec- 
rst ra~ of W~W~r or~%-~e~-A=my~d N~vy ~'~unltlon~ Board ~aaordlng to t/%e~al~2oc~t'lOn 

s~t~-~the-~f~c~%-~. 

~[hen the allocation ~ t  h~ s be~n o.pproved, d~rect 
defilings w~th t~e management of the fnc~l~ty ~s authorized ~nd ~ det~ ~led 
survey may be m~de. Det~ls of specxf~c~t~ons, dellvery schedule ~ nd other 
production arrangement~ ~re gone ~nto ~nd u~ually &n ~ccepted schedule of 
9roductxon ~s s~gned by the f~c~llty. The lo~d xs then reported to the /~ ~ 
G~_~@f.-t~ewA~tani-~Se~ta~y~@f-~Wa~ for recording ~n the D~rector~e~ 
L~I maintained by that efflce. ~e~d~repor~s~on Reserved ~ ~ )  Fa~l ~x~t~ 
a~~%hr~ugh~%l~e~A~n~y~ and Ns~w~ l~n~t ~ns~ Bo~rd. 

• EPTED SCHEDULE 0 q ~  - The Accepted Schedule of Productlon 
is the closest thlng to a deflnlte contract that the Army can obtaln In tlme 
of peace to support its war procurement plans. It is a statement slgned by 
the prospectlve manufacturer that he is wllllng and able to undertake the 
productlon of the item or items involved and in the quantltles and tlme 
speclfled. It has no le6al blndlng but it is somethlng tanglble whlch serves 
to tle together all the ends of plannlng for an item. ~S~ ~ ~ ~-~ 

4. .C/IkLT~I~gH- T ~ ~ Y .  - When the schedule el product lon has 
been &ccompllshed by the manuf&cturer, ~nd sufilclent productlon has been 
obtained to cover the dlstrlct quota, the plannlng oiflcer does not dlsm~ss 
the item from hzs mind. He knows that the arr~,ngement cannot be expected 
to hold good Indeflnltely. He must keep close contact vlth e~ch of hls f~cll- 
itles and be alert to tn~ changes tn~t ~re constsntly t~klng pL ce in ouslness 
instltutlons. He can expect ~ cort~in percentage of h~s ~llocated f~cllltles 
to fall. Others will grow and makL ~vailable incre sed productlve c~p~clty 

for hls Use. 

~qaen ~f~e~tor~es J~l, ~h~ ~s concerned ~,~th th~ ~spo~t~on m,,de of 
the plant and equlpmunt bec~use ~rxmar~ly h~ ~s ~nterested ~n the actual 
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m~ch~nes that are to do the work. If ~ new management t~kes over, a new 
accepted schedule must he submitted. If the eeu~gment ~s sold to ~nother 
manufacturer, then the chances are that the new owner w~ll be willing to 
take the war orders along w~th the machines. Constant vlg~l~nce ~s m~ndatory 
on the part of the "men on the f~r~ng llne" as the procurement planning 
officers in the f~eld ~re known ~n ~ashlngton. 

Tho use of questlonnalres in surveylng industry is prohlblted by 
the Office of the Assistant Secret&ry of W~r as some manufacturers object to 
such procedure. All surveys are m~de by personal contact ana very close 
relatlonshlps ha~e grown up bet~ een the offloels in the procurement dlstr~cts 
and the management of their facilltles. At least once every thr~e years e~ch 
plant ~nd factory ~nd mill is revisited by the dlstrlct offlcers. Equipment 
is inspected, old schedules, plans ~nd speclflc~txons reviewed. These alstrlct 
officers learn much el the problems of buslnes~ an~ the m~nuf~cturers learn 
about the Army's supply problems. Revi~od Forms 100 arc submitted to~Zhe 
0fflc~r-z~f ~- t~h~-Assrs~n$--Sec~r~t~ry~o~r-~o ~ow c~-ngos ~ in ~prod~ctlve c~p~- 
clty ~nd In buslne~s org nlz~tlons, for th ~ r~cords of the @f~f~ee~th~As- 
sls~t~nt Secret~ry of "~r must be kept complotc ~nd up-to-d~t~ ~t ~ll t~mes. 

~. EDUCATIONAL 0PDEPS. - Thu 0ff[c~ o± th~ Assistant Secr~t~ry of ~ ~r 
long has recognized the need for oduc~tlon~l orders for industry to cover 
those strictly m~l~t~ry item~ el e%u~pment that huv~ no counterpart in the 
commercial f~eld. Those ~r~ the items that ~lll 5~ the blg stumbling blocks 
~n cqulpp~ng the Army at the outbre~k of ~,~r. The2 ~hould e~ther be m~de 
up now in thc quantities theft ~lll be needed ~nd pl cod in w~r reserve, or 

the m~nuf~cturors ~hould be g~v~n exp~rloncc ~nd the necessary tool~, g~uges 
~nd other ~ids to m~nuf~cturc so that they c~n go xmmed~at~ly into productzon 
when an emergency ~s ~nent. Throueh the efforts of the Ass~stsnt Secre- 
tary of ~"%r there was p~sed by the 7bth Oongress a small educatlonal order 
program which will take 9~re of a ~e~ of the mo~% d~fflcult ~tems. 

It is interestlng to note, In corn%ectlon wlth the manuf~ct-are of 
complex artlcle~ of military equipment in tune of pe~ce, that 85% el the 
awards made in the curreut 0rdz~nce procurement program to date, conducted 
under the peacetlme regul~tlons requlrlng competltlve bldd~qg, n~ve been to 
alloc~ted w~rtnne fac~lltles. The items awerd~d were slmil~r to or id~ntlc~l 
wlth the items for whlch the f~cilltlos hav~ uccopt~d schedules to produce 
in ~n ~mergency. 

SECTION V - DISTRIBUTI0~ OF THE INDUSTRIAL LOAD 

i. Purpose, 

2. Load Reports. 

3. Industri~l Cl~sslflc ~tlons. 

A. Restrlctlons on Loads. 
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1. PURPOSE. - There ~s maintained ~n the Allocation D~v~s~on, 01f~ce 
of the Assxstant Secretary of War~a v~sual card ~ndex system which sho~s 
by ~tem and portxon of capacity t~e war load that ~s proposed to date on 
every allocated fac.l~ty. Th~s ~s known as the Dxrectory of Load and ~s 
the most d~ff~cult but the most v~tal record xn the alloc~txon system. It 
has been referred to as the "watch dog" or "policeman", keep~n~ pl~nt~ from 
being overloaded, preventing unsafe concentr~t~ons of war orders ~nd ~now~ng 
what localities ~re the most v~tal ~n the m~l~tary effort. Briefly, the 
purpose of recording ~n one central off~ce all of the load placed by the 
various supply ~rms and serv~ces~and by the Navy for wartime procurement 

• s to a~ford 

a. As complete a p~cture as possible of the war load to be placed 
on ~nd~ctry, so that suitable d~str~but~on may be assurea, conversely, ~n 
xndxcation of the ~ndustr~al capacity ren~n~ng after tha load has been 
placed, and ~ts loc~t~on. 

b. A check on the load placed on ~na~v~dual f~c~l~t~es or ~ndus- 
tr~es to xnsure that they are not u~mecessar~ly overlo=ded, that a proper 
reserve ~s maintained, ~nd that c~v~llan needs are considered. 

c. An ~ndxc~txon of the amount of conversion, exp~ns~on and new 
construction that w~ll be required to carry the load. 

d. Data for a~alys~s oi~ the problems of labor, power, construc- 

tion and transportation. 1 

2. LOAD REPORTS. - The existing load upon a facility xs a ma~or con- 
s~derat~on ~n approving additional loads. Every reqaest for capacity or 
change ~n load, submitted by a supply arm or service or by the Navy xs 
checked f~rst against the load d~rectory. The policy ~s to l~m~t loaos 
for strictly commercial ~tems to one-h~lf of one sb~ft's capacity, and ~n 
all cases to reserve one-f~fth of ~ f~c~l~ty's potential c&pac~ty for c~v~l- 
• an needs. Loads are never considered f~nal ~nd a~e always subject to 
change by proper ~uthor~ty. 

3. INDUSTRIAL CLA~SIFICATIONS. - All lo~ ds ~.re reported under indus- 
trlal symbols whlch f~clllt~tes f~lxng under the ~nd~str~l cla~s~f~c,~txons 
of the D~rectory of Load. In th~s way the v~r requirements on the c nvas 
goods ~ndustry, ±or example, are brought together whether the actual ~tems 
to be manufactured are shelter tents for the Quartermaster Corps, l~tters 
for the ]i~ed~cal Depsrtment, gas mask carrzers for the Chemical Warfare Ser- 
vice, or tarpaulins for the Navy Department. The same m~y be sa~d for the 
loads on the a~rplane ~ndustry, the aatomoblle ~ndustry, and other v~tal 
elements ~n the ~ndustr~al force. 

4. RESTRICTI01~S ON LOADS. - It has been n~cessary from tmme to tlme, 
because of procurement dliflcultles, to place cert~ in facllltlcs in ~ re- 

r str~cted category ~nd to suspend loadlng pendlng a conslderatlon of the corn- ] 
olned capaclty of ~n Industry. For example, th~ Liachlne Tool Inau~try, ~ 
vltal in natlonal delen~e, h~s ~@s~ been re~9~om t~h~ r~strlcted c~la~s ~ 
~%J~t~er a ~e~r~~:s%~l-ve study of how best to m~ke use of Its c~pacltyfcon- ~ 
ducted by a jolnt Army and Navy commlttee under th~ dlrectlon of the Army 
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and Navy ~n~txons Bo~rd. The N~t~on~l N~ch~ne Tool Builders' Association 
took an ~mpo~tant pert ~n th~s study and m~de a complete resurvey of the 
potentxal capacmty of the ~ndustry. B~sed upon th~s study, ~n equitable 
red~strxbut~on of capacity w~s made between the Army ~nd Navy procuring 

Optical ~nstruments, r~dmo equipment, steel, powder ~nd explosives, 
shoes ~nd blankets, ~nspect~on and production gages, ~nd aeronautical f~c~l- 
xt~es h~ ve all o~en stud~ed :nd redxstr~butxons of the lo~d~ng m~de xn the 
l~ght of the latest developments ~n thes~ ~ndustr~es. The Army ~nd Nervy ~un~- 
t~ons Bo~rd h~s ~.ct~vo committees known ~s Alloc~txon Joint Con~n~ttees that 
msko ~ continuing ~%udy of ~ndustr~es whore wurt~ms procurement problems 
may be expectod to develop. 

Conversol}, survey uctlv~t~s somut~mes develop more c~p~c~ty 
than ~s necess ~ry for ~tems of equ~pmunt end supplies. ~ncn the lo~d d~rectory 
tells th~s story, con~dezatxon ~s g~ven to suspending ~lloc~t~ons ~nd not 
~ss~gn~ng lo ds to f%c~l~t~es of theft n~ture. A typ~csl example of th~s 
k~nd ~s the food ~ndustry whxch was i ormerly mlloc~ t~d l~rg~ ly to the 
Qu~rt ermast or Corps. 

Other ~tems for which allocations ~ro not now ~pproved ~ncludo- 

Bulldln6 m~tcr1~tls (it~mber, cement, s&nd, rooflng, ~tc.) 
Coal ~nd coke 
G~sol~ne, k~ro~ene, lubrlc~t~ ~ nd fuel o~i~. 
Furniture (~xc~pt f~cld) 
O~f~ce supplies and ~qu~pment 
P~nt ~nd p~nt products 
R~w m~torl~ls such us manganese, cotton hnters, ~ool, hldes, 

leather, etc. 
An~mal~, rld~ng ~nd draft 

SECTION VI - AR~Y AI'YD NAVY COORDINATION 

1. The Army end N~vy ~unltlons Bo~rd 

2. Allocatlons to th~ N~vy. 

3. M-D~y Actlvltles. 

i. ARI~/f AND NAVY NFJNIflONS BOARD - The Army ~nd N~vy L%tnltlons Bo~rd 
Is the maln coordlnc~tlng ~uthorlty bet~eGn the Army End N~vy in matters 
pertalnlng to procurement pls.nnlng end industr~l mob111z~tlon. It is an 
actlve ~nd o~s~ntl ~l p~ rt of the ~llec~tlon system for through It ~re cleared 
all allocstlon ~ nd lo~a matters in ~hlch the A~my and N~vy h~ve a jolnt in- 
terest, and all matters pertalnlng to slngly ~llocated Navy f~cllltles. 

Facllltles in ~hlch both the Army and Navy have n interest ~ re not 
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allocated jointly but are l~sted ~n a special gToup known as '~Reserved 
(ANMB] Facilities. Supply agencies cannot place a loacL on any facility ~n 
th~s group wlthout the pr~or approval of the Army and Navy ]~un~t~ons Bo%rd. 

2. ALLOCiTIONS TO THE NAVY. - Requisitions for fac~l~t~es ~n which 
there ~s a Navy ~nterest must go to the Army and Navy ~unlt~ons Board for 
review before allocations are made. Blanket restrictions on t ~e lo~.d~ng of 
cert=~n ~ndustr~es by the Army supply agencies have been made by the Bo~ rd. 
For example, all aerons~ut~cal supply f~cll~t~ss con bs loaded by the Army 
A~r Corps only to the extent of ~0 per cent of c~pac~ty. ~[ed~c~l supply 
f~cll~t~s ~lloc~ated to the Army ~led~cal Corps c~orry an automatic N~.vy ]~led~- 
cal load. In th~s w~y the Navy representation in $n~ productive c ~p~cmty 
of th~ country ~s steadily incro~ng, ~nd m~y b~ expected ult~m~t~iy to 
equal about 15 per cent of the totsl war lo~d~ 

3. M-DAY ~CTIVITIES. - The ~rm~ ~nd N~vy Munltlons Board l~ the hlghest 
control agency in the ~llocatlon system in tlme of po~co. In t~me of w~or 
it w~ll continue as th~ m~t~n coordinating ~aency bet~een the Army ~nd the 
Navy. The Allocatlou D~v~s~on o~ th~ Army ~nd N~.vy Man~t~ons Bo~rd ~s In- 
active ~n peace, ~ts functions b~xng performed by the ;~llocat~on Dlv~s~On~o 
0ff~ce of the Assistant Secret~ry of War. In t~mo of ~ur, ~ is t~ ought 
l~kely that the central ~lloc t~on ~ ~d lo ~d records no~ m~ ~nt~ ~ned by the 
latter organization would be t~kon over by the Alloc~txon D~v±s~on Army ~nd 
Navy ~au~t~ons Bo~ rd. If ~he emergency ~s of such proportions ,~s to ~#arrant 
the mobilization of th~ W%r Resources Administration, ~ s~peragency, ~t ~s 
expected that the ~rmy and Navy ~un~t~ons Board ~ould cont xnue to admln~stsr 
Army and Navy procurement but under policies l~d do~n by that ~uthor~ty. 

VII - SU~LRY 

In concluslon, I ~ould llke to sara up for you the ma~n responsiblllt~es 
of the Allocatlon D1vlslon, 0fflce of the Pss~st~nt Secret~ry of ~f~r. They are: 

I. Authorzz~tlon for survey of lacllltles by the supply ~rnb ~nd 
services. 

2. Requlsltlon on the ~rmy ~nd N~vy ~un~tlons Bo~rd ior capaclty 
credlts on Reserve F~cllitles for the ~upply ~rms ana servlces. 

3. Allocatlon of f~c111tles ~nd ~sur~nce oi sultable dlstrlbutlon 
of the war load. 

4. Recommendatlon of pollcles for the expan~lon and converslon of 
fac111tles. 

5. Malntenance of the centro l Industr~al records of the V~r De- 
partment and the publlc~tlon of dlrectorles of fac±lltle~. 

I have attempted to sketch brlefly the organlzatlon and problems of 
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the Alloc~tlon DlvlslOno It is only one of the nlne dlvlslons of the Plarmlng 
Branch through whlch the Asslst~nt Secretary seeks to coordlnate the plans 
of the seven supply ~rms and servlces of the Army for industrlal mob111zatlon 
and procurement in the event of war. 

Those of us who ~re engaged ~n thls work know that there l~ yet much 
to be done. We sre ever on the alert for better ways to do the 3ob. Each 
year 75 or more offlcers of the Army, Navy and ~I~rlne Corps, students ~t the 
~rmy Indastrl~l College, are requlred to revle~ these plcns. They are urged 
to tenor them ~part, look for defects, ~nd suggest improvement so You Reserve 
Oiflcers, representlng selected men from many llnes of endeavor, ~re ~ven 
the same prlvllege. 

Are there any questlons~ 

\ 
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~kV i~l~.)iLJJ~ o U  IL~. I L U ~  ~U ~lia U~  (J U~  ) I DOES THE CONTROLLING FACILITY 
DESIRE TO HAVE ALL PLANNING 
TRANSACTIONS WITH ITS SUBSID 
IARIES HANDLED THROUGH CONTROLLING FACILITW 

j TOTAL MALE FEMALE PERCENT SKILLED 4 FINANCIAL RATING (THOMAS) 5 EMPLOYEES 

6 NORMAL PRODUCTS (LIST ONLY THE MORE IMPORTANT) OF FACILITY REQUISITIONED QUANTITY (MONTHLY OR YEARLY) 

7 PRODUCTS DESIRED ITEM 

8 NAME AND/OR ADDRESS OF PLANTS OR DIVISIONS OPERATED 

Q U A N T I T Y  
(GIVE UNiT OF MEASURE) 

TOTAL MOS 
ITEM LOAD PLANT LOAD SHIFTS/HOUR5 

pLANNED 
S C H E D U L E  

PLACED (DATI~) TO ]BE PLACED 
COMMODITY 

SYMBOL 

9 NAME AND ADDRESS OF SUBSIDIARY FACILITIES AND/OR DIVISIONS CONTROLLED BUT NOT ACTUALLY OPERATED 

10 AL~LOCATION CAPACITY CREDIT 

13 ALLOCATION 

DATE 

(SIC) 

CAPACITY CREDIT APPROVED 

A R M Y  A N D  N A V Y  M U N I T I O N S  B O A R D  
REQUE$'fEu !1 ALLOCATION CAPACITY CREDIT RECOMMENDED 12 ALLOCATION CAPACITY CREDIT APPROVED 

DATE 
J 

(SIC)~ 

DATE 

(SIC) 

DATE 

(SIC) 

(OVER) (OVER) 

W D ZONE NO DISTRICT PROC AGENCY ALLOCATION DIVISION PLANNING BRANCH OASW 
! FACILITY NAME I Z ADDRESS (MAIN OrrzcE) I 14 RESERVED FACILITY 

,~ START TYPING HERE 
I AND AFTER TYPING ON 

BOITOM LINE HAS BEEN 
COMPLETED DETACH THIS TAB 

1 
F O R  D E T A I L E D  I N S T R U C T I O N S  SEE 

P L A N N I N G  B R A N C H  C I R C U L A R  N O  I OASW 

~ e o v | ~  p~J~Tme o ~ o l  3--10733 

I OASW I A N M B  

IF ANY SPACE ABOVE IS NOT SUFFICIENT 
ENTER AN * IN THAT SPACE AND CONTINUE 
ON REVERSE SIDE OF FORM 


