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PROCDR~T PLANNING DISTRICTS 
by 

L~eut Colonel A B Qu~nton, Jr , 0 D 

The Army Industrial College 
January 7, 19Z9 

Colonel Miles and Gentlemen o~ the Industrial College' 

I have sat in many student groups and observed speakers and heard 

the trlte statement, 'tit is always a pleasure to appear before you," 

but I am golng to repeat It because I say it v~th all slncerlty I 

thlr~ my tour of duty down here was the most pleasant of my whole 

servlce, I got more out of it and I thlnk more of that servlce I 

thlnk t~t while you are a student sometlmes you Don't always appre- 

clare the value of the school you attend From my observatlon of eau- 

catlonal instltutlons thls school is unlque There is no questlon 

about that, it !s the only one of its klnd in the world, and I thl~ 

it has a very, very hlgh standlng There are very few places where 

you have the prlvllege of spendlng a year wlth more or less self- 

instructlon Thls school is not a place for the faculty of instructols 

who turn out thlngs for you The instructors here present thlngs for 

your conslderatlon, you. do the th~uklng ancl arrive at some solution 

It is, as I say, unlque It is s~u e@ucatlonal ~n~tltutlon of the 

hlghest standlng> and I thlnk it is a prlvllege for you to be here 

and It certalnly is a prlvllege for me to be here to speak to you 

Thls school started wlth a rather modest beginnlng There was 

a tenaency on the part of some enthus~sstlc people to advertmse the 

school, and others who perhaps weren't enthusiastic d~dn't a~ve~t~se 
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However, at has been the pohcy of the former D~rectors of the school 

to let the school sell atself, and I thlnk it has done that. There is 

no questlon about its standlng in the Army, !t is recognlzed outslde the 

Army. ~olng along In ats own modest, slow way, and develop1~ to t~m 

polnt it has means a whole hot I th~nk thas school certaanly has become 

of age. 

Please don't thank of me thls mornlng as a lecturer I don't !ike 

to lasten to lectures, or for myse]f I don't llke to glve a lecture I 

woul~ rather read somethlng, so let us just be a llt~!e informal, as you 

are in yo%%r conferences here, and you may interrupt me at 8ny tlme and 

not waa% for a questlon perlod 

I was tempted farst to 3ust read off a dozen topacs for your con- 

slderatlon and then let the dlscusslons arlse from the toplcs as questlons 

would occur to you, but I wall go a ilttle blt further than that and 

introduce the subject matter of some of the toplcs and that may s~gest 

some ~tems t o  you.  

You have  a l l  r e a d ,  h e a r d ,  an@ p e r h a p s  w r i t t e n  recommendataons  on 

t h e  p r o b l e m s  of  t h e  World War You know what t h e y  were ,  and  so we w~l l  

n o t  r e p e a t  any  o f  t h a t .  But  c o n s a d e r a ~  t he  oroblem o f  t h e  n e x t  war i n  

p r o c u r e m e n t  and  i n  our  p l a n n i n g  f o r  t h a t  p r o c u r e m e n t ,  we must  know what 

t h e  f u t u r e  p r o b l e m s  a r e  I c o n t e n d ,  and  a lways  have  c o n t e n d e d ,  t h a t  

t h e r e  a r e  enough  b r a a n s  i n  t h e  c o u n t r y ,  l n d e p e n a e n t  of t h e  grmy and  

Navy and  o t h e r  g o v e r n m e n t a l  d e p a r t m e n t s ,  so t h a t  when a p rob lem i s  

p r e s e n t e d ,  when we know what  t he  p r o b l e m  a~, the  s o l u t i o n  i s  s lmDle 
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Will you accept that I thlnk it Is ~mportant to do that The d!fflculty 

Is recognlzlng your problems Glanc!ng back to World War experlence, i 

see that some dlfflculty arose as to a certaln item, now we plan to correct 

that dlf~iculty Have we dascovered all the problems, nave we stretched 

our ~maglnatlon, Is our VlSlOn good, do we recognlze what our real problems 

are? As we recognlze our problems now, then what problems will arlse 

tomorrow? Will the problem stay the same? Those are the thlngs that we 

contend wlth. 

In deflnlng otu ~ problem, there is only one thing certaln about !t, 

and that is the fact that It is uncertaln Thlnk of the nature of our 
/ 

problem, the factors we are deallng with, the categorles of these factor~. 

We have some real factors, and then we have some we mlght call imaglnsry 

There are such real factors as industrlal fac111tles, an exlstlng plant. 

An example of what I call the ~maglnary or arbltrary factor are the 

thlngs such as requlrements, somethlng that springs from our mlnds, our 

conception of what mlght be requared, what slze Army, what klnd of tools 

we are golng to use, how much, at what tlme needed, etc. Those ideas 

change wlth composltlon of the General Staff and ideas of the Chlef of 

Staff Conslderlng that we have some real thlngs and some imaglnary 

thlngs and knowlng our problem, how do we proceed wlth it? It is always 

an uncertaln proposltlon. Now, whether real or Imaglnary all of these 

factors are d~stlnctly dynsmlc Don' t try to pln anyone doom on a flxed 

solutlon of any of these problems. There is no such anlmal. Everyth~g 

moves swlftly It should move swiftly, - th~ngs progress Don't confuse 

that progress and movement ~th the start of war p~ oduct~on where we want 
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to cut cat progress, at least in deslgn, and get out somethlng that will 

work. But preparatory to that we must cha~e our deslgns of new types of 

equlpment, it is only loglcal that we should When it comes to the 

plant set-up of the country, there is a real thlng, but agaln, somethlng 

very dynsmlc A faclllty we are conslderlng today for a certalu plece 

of work may change its product and ~th charge of pro@uct~ change its type 

of equlpment It Is a swlftly movlng matter Some of our olans will 

never be completed, never approach completlon, and not one of the olans 

we make today will go into effect on M-Day the way we plan them today. 

Just put thst r~ut down as a fact. The suallest ch~uge we can mske, all 

the better for us. But let us be prepared to adapt ourselves to these 

changes whlch are bound to come 

Consider no~hlng ss f~xed in thls pls~onlng b~slness Conslder it 

moviz~ swlftly at all tlmes You have hesrd speakel s from different 

services here General ?~esson presented to you the other day the question 

of the standard~zatlon of t~oes of materlal You know ho, ~, these types 

change from t~e to t!me You get dl~ferent ideas a~ to quant!tles, 

rates of flre, the plpellne we have to fill up, sll those e~re~slons you 

are fsmlhar wlth Those thlngs change, that idea of chenge is oefore 

you all the t~ne Nothing is flxed. 

~ve st~ll haven' t defined our problem The next too~c I sm going 

to br~_ng up doesn't define the problem It ~s something that ~sn't a 

problem. Sometimes the negative ~s as good as the positive approsch 

One throng Is the s~ze of our war load ~s not our probl~n Thst ~s often 

mentioned Peace-t~me procurement of supples to eqump our Reg~ular Army, 
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~Tatlonal Guard, etc ~ is compared with the war-tnue program, ±ncreaslng 

it forty or flfty-fo!d, thl~_~ing tb~t the very slze of the orogram 

olesents a oroblem. I don't say that it doesn't present any problem, 

it does, out it isn't the blg problem. In the flrst place, war loa~ on 

indnstry as not a super-nnposed load Remember ~b~ t. If 2ou remember 

Dr. Frao~y T s talk on the economac comparason of dmfferent countrles, 

you reallze the posltlon of the Unlted Ststes an comparlson ~ ath the 

oLher countr!es of the world. ~@e know we are the is~gest !ndustrlal 

country. Now, what capaclty have we to proauce these atems of munitions 

in war? The slze of the program does not bother It is because the 

load is the essentaally absorbed loaa. Perhaps you saw an your sta- 

tlstlcs course a curve showlng Industrlal productaon of the Unated Ststes, 

~he Department of Labor statmstlcs You may have observed that fram 

1919 to 19~9 there was enough ancrease in the productlve capacaty of 

the country, not w±th reference to a speclflc industry but for the 

whole country, to take care of our whole war load in dol]sr value. The 

World War load, whlch, ancldentally, as as large, af not larger, than our 

contemplated plant load for the next war, was essentlally 85 percent of 

absorbed load durang the World War Steel proonctlon was lesq, I be leve, 

in 1917 and 1918 than in previous years, some of the prevaous years 

turning out qulte a bat of steel for foreagn productaon orders whach 

was really non-essentlal to ou~ Amerlean neeas There wes no ~ncrea~e 

In stee] prod~ctlon durang the war that was wholl& absorbed With the 

ancrease from 1919 to 19~9, which was mn dollar value, to take care of 

our entire load, we are s~tt~ng pretty well when at comes to the que%t~on 

of the total load. Let's remember that and not th~nk of the s] ze of 
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the program as belng a sez lous ~roblem. 

I would say that our real problem arlses from a productlon of non- 

commerclal items by facilitles lacking two thlngs flrst, the proper type 

of equlpment to produce it, and second, a knowledge of how to Droduce at. 

I thlnk that Is our war procurement problem Other problems whlch we 

recognlze and suggest solutlons for we can handle fairly well by an orderly 

management of o%u ~ agfalrs, recognlzlng these problems ~nd provldlng for 

thelr solutlon, wluch means oust oroerly admlnlstratlon all the way down 

from the Presldent through the agencles, the chlefs of the servlces, and 
/ 

down through the dlstrlcts to your industrlal plants. It Is just a auestlon 

of good, common sense management. 

You have been told by the personnel of the Plannlr~g Branch and 

perhaps by others of reqturements, apportlom~ents, allocatlons, accepted 

schedules of productlon, factory plants, but I don't know how ~nuch detail 

you have had and I don' t know how much to go into them However, let us 

start wlth the flrst thlng that really ~nfluences our plsnnlng work, namely, 

the apportlonment to the dlstrlcts I am speaklng essentlally of ordnance 

now, although my remarks cover plans for the productlon of all non- 

commerclal materlel A certaln item Is apportloned in a certaan quantlty 

to a dlstrlct That is based upon the requlrements as broken down by 

months It isn't broken down here in Washlngton It shows that we need so 

mar~ the flrst month, and knowlng we can I t get that many, it Is broken down 

to get a reasonable dehvery. A d~strmct office receiving that wmll have 

to break that down into what may reasonably be expected as a sound 

prod~ct~on scheeule, one whmch can be acco~ohshed by the fac~!xty we 
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want to do that job So we make a survey of fac!htles, flndlng one which, 

in comp_arlson wlth others, req~t~res less converslon of the olsnt, less 

expanslon, usually essentlally new constructlon, Then we ask for tile allocatlon 

of that to our reserves What hsve we accompllshed up to date when we 

recelve an allocatlon for a speclflc war order? To my mlnd, rememberlng 

now the ~orld War problem and the confusion arlslng from the plachng of 

orders, I thlnk that when you have arrlved at the allocatlon stage you 

really have answered three-quarters of your Worl~ ~Tar oafficultles The 

allocatlon syste~a, to my mlnd, is essentlally sound I don' t mean that 

every allocatlon that is made is good. ~le have to correct these from tlme 

to tlme Some are made qulckly and are not good, but the allocatlon system 

as such is essentlally sound. It must not be confused wlth confhct between 

the Army and Navy Here there will be conf_] icts but nothlr~ to be appre- 

hensive aboot at all 

There are enough facllltles in the country. @The polnt, however, is 

that we have not made a survey of industry of the Unlted States When 

apportlonments are sent out to dlstrlcts it is the objectlve Lmmedlately 

to flnd speciflc plants to produce that speclflc !tern in the speclflc 

q~ntlty that you are d~rected to buy. Havlng found that, you ~rlte to 

the Department in ~Vashlngton, saylng you have found such a fae~l~ty 

scheduled to produce thls ~tem under thins one 8pport~onment You m~ght 

say the work ~s falrly well accompl~shed when you have found sources of 

supply for all these apportionments, but that isn' t the answer. We have 

to go further than that. 

Plann~9~ has had a humble begmnn~r~, ~t l~as now become of age. 
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Plannlng In the flrst instance was, we mxght say, hendlea In two ways, 

dependlng upon the loc811ty that the plem_nlng offlcer was in, the t}~e of 

buslness people there, aria the type of the executlve offlcers. Sometlmes 

It ~gs found that to go out on the golf course wlth buslness execatlves 

accompllshed more than slttlng in an offlce and worklng out details, golng 

over to a plant and te//clng to a productlon engnqeer about some schedule 

That was qulte all rlght !n the early days of plannlng I hearo the then 

Ch!ef of Ordnance say he dldn't know which method was the better. But that 

golf playlng method Is out of the plcture. We ~e plannlng on a ratlonal 

basins. It ms a sermous work because ~ndustry ~n general knows ~hat our 

industrlal moblllzatlon problems are~ and that they will be requlred to 

take a part in war. They have responded very, very well, so we don' t have 

to sell the idea 8ny more, but we do have to slt down end work on it. 

A solutlon of our defects in allocatlon xs to revlew our allocatlons, 

see that they are soundly placed, and if there is any antlclpated confllct 

wlth Navy orders whlch may be current on M-Day whlch have to be completed, 

let us go out and fhud other fac~lmtles and secure thelr allocat!on, not 

perhaps glve them a schedule, get the facts as to thelr equlpment and ab~llty 

in general to do the work, and set them up as reserve faclllt!es We 

haven't touched the capacity of th~s country yet There ~s enough capsc~ty 

xn th~s country to support an army of 15,000,000 men Take my word for ~t. 

But that ~s the next problem, to frond add~txonal facilities qualified for 

our work. 

I have ~n m~nd that the t~me element on our schedules of production 

• s determxned by these factors, the stutab~lmty of the existing equipment 
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in a plant to undertske the work wltbout buylng a lot of new machlne tools, 

thelr knowledge of the 3ob - how long will it take to learn mow to mske 

thls item. Then can we obtaln more materlal, have it dellvered at a faster 

rate or obtsln it eal!%er after M-Day by havlng more <aczlltles work on 

these jobs? The answer is no If it tskes, wlth the best toohng avail- 

able and wlth the best knowledge available, flve plants four month~ befoLe 

you csn get inltla! productlon out, then mayoe tv,o or three months longer 

before you can arr!ve at your so-called maxlmum monthly productlon ~ or 

whlch you alm, you canlt meet your needs in the flrst four months by puttlng 

flve more plants in the plctnre. Puttlng more plants in the plcture would 

glve you a greater quantlty of materlal from the f~fth, slxth or seventh 

month, that ms true, but you always ask the questlon, Why can't we flil 

that space, the dlfference In the llne of productlon? The or]y resson we 

can't f111 it is because you can't start productlon on M-Day v~Ith one plant 

or a hundred plants We want to serve industry, to flna substltutes zor 

these concerns wh~_ch we have llsted at the present tlme for proauctlom 

Ellmlnate thls questlon of confllct wlth the Navy or between other seppl 2 

arms and services, whlch has been done essentlally by our allocat~on sjstem 

except for Industrlal orders whlch may be ~n force on M-Day wh!ch shoula be 

completed. 
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