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SOME PHASES OF TnDUSTRIAL BOMILIZATION

I have not prepared a speech; I shall merely discuss
with you the problem 1 have been assigned by yow commanding
officer, In the amount of time available this morning I shall have
to lumit myself to outlining topics of possible interest.

First of all I wish to praise the army officers who have
attended the Harvard Business Schoole The School 1s hard and re—
quires a great deal of works I have a great deal of admiration
for the officers who, having come to us many years after their
school days, were willing to come back to school again, work hard,
compete with able, younger men and usually succeed in graduating
from our School with very high rating. There 1s no question as to
the fact that graduate business training i1s necessary for officers
detailed to such an important and businesslike task as that of in-
dustrial mobilizatione

Industrial mobilization work 1s the link between the Army
and business, between the fighter and the grower or producer., Such
a delicate link cannot be handled except by men of superior abilaty,
knowledge, training and personalitye

For thg purposc of providing men who right handle such a
Job, tne Army Industrial Uollege was founded by a wisc Secretary
of War who also deciacd that beiore attonding the Army Industrial
College Army otficers should be detailca to the Harvard Business
School so that thc business knowledge they would acguire could then
be applied to problems of industrial mobilizalion First in a
theoretzcal way at the Army Industrial Collegce and then in practice
in procuremcnt work,

If properly used, Army officcrs vho have not only attended
the Harvard Graduate School of Lusiness and the Army Tndustrial
College but who also have worked hard and assimilated the itroining
of thesc two schools should be oble to ronder very greal service to
the Army.

It 1s often forgotuen that

(A) a school cammot make something out of nolhang,

(B) a student takes out af a school a baggage the size
of which 1s an darect proportion to his indivadual cffort,

(G) mere attondance does not mean very much,

(D) after leavaing school a trained man must be uscd
properlye

B and C arc distinetly up to indivicuals who have becn pravileged
cnough to attend schoolse A and D are daistinctly up to the frmy.
I somctimes wondcr rhether A and D arce handled wath as much carc as



they mighte Since onc of the main purposes of sending officers
to these two schools is to train them for industrial mobiliza-
tion, 1t would be a mistake to send to these schools officers
whose characteristics, training, and experience arc not conducive
to thce ultimate handling of industrial problems and 21t would be
a mistake of ccual importance 1f officers have successfully as-
sumilated such iraizning not to usc tnem in the most efficient
manncre I might also add that 2t would be regretioble of at-
lendance atv the 1rmy Industraal College were used to too great
an extent as o “stopping stone" for officers who have neither
tne beckground nor the inclination to work on andustrial mobili-
zoetions To be successful, a work of tlis kind must be handled
by o groap of men of not too daiversificd background, fair
homogeneity, and the individual members of which erc all ani-
mated by a decided interest in the common causc ond ideal, The
work to be done 1s deerdedls group work or team vork, Soms of
the principles teab you would usc in the field to get good team
vork must alsc be usced herce

The first amprossion 1 would Jake to leave with you
today, thercforc, 1s as follows  The fecl that the srmy makes
1t a praclice to detail officers Lo school so as to prepare
them for indusbraal nobilizabion means nothing unless

ls The goal to 1each 1s clearly stated and understood.

2« Officers are selected corrcctlys

3« Officers who have acquired the knowledge are used
where they should be,

Too much cannot be said about selection, training and
proper use of available officers. Successful industries know
that and arc constantly reminded of 1t by comoelition. The Armys
which 1s nol constancly submitled to active competition, might
perhaps forgot 1t.

In one of the early graduvatang cxercises of this
College, a General, who 15 no longer in Washingbton but whom wo
all rcspected, made the following statement to one of the
graavating classcs of tne army Industraal Collecgee. '"The success
of t'. next war, gentlencen, 1s Jargely in your handse" That
abatement was jJust a stetlument at the time, an interesbing
stetum nt to make upon graduvation, but leday when we hear aboutl
war, and when a great many pconle scem to think there is a pos-
e1b1laty of war spreading, when the time may soon come when
people wall say to the Army, "What have you becn doing during
the past 20 yoeers? thal sleloment tekes a new light. It means
more to us ard I would like Lo bring 31 to your attenbion, to
add somcthing to 1t and to more or lcss rephrase 1t along other
lincse
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Gontlcemon, 1t 1s not only the success of the noxt war
which 1s 1n your nands, but also the futurc of the nation after
war 18 overes A real victory is onc out of which thc victo:r
emerges strong economically, politically, as well as militarily.
Such a result cannot be obtaincd 1f to wain on the bettleficld
a natlaion must wreck atsclf nternally and gave up the instatu~
tions and i1deals which 1t ts brywng to prescrve and defende. At
the prescnt tane there is such a thing as a plan of industrial
mobilizations In 1916 therc was no such thing, Nincteen
seventeen was a moss, but since there 1s now a plan e are lcd
to belaeve that 1940 will be a successy Such a poant of view 1s
dangerous as there 1s scrious doubt os to the velue of thc plan
and also sinec nothang has been done to decide beforehand who
should carry 1l out and to give whocver will have to carry 1t
out an opportunity to acquaint amself with the work to be doncs
When we bhink of an industrial mobilimation plan, we arc obscssed
by the cxpericnec in the last war and sterting waith the many mis-
takes made 1n the last war we try to corrcct thosc mistakes, but,
gentlomen, that 1sn't cnough, we must do better thon that, We go
on thc simple-minded theory thab 1t 1s enough to have power and
with poweor anybhing can bc donce I am hcre to say to you that the
problem 1s not like thet at all, the problem 1s not sctting up an
organization to take indu.try over, The problem 1s, to ny maind,
to kcop industery as (lose as possible to what 1t 15 todayes The
problom 1s not to go blindly on and say, "We have 2 program and
when war starts we shall get laws passcd by Conercss and with
thore laws we shall have ability to do whatever we want," Gentle-
nen, I would like to say this to you, we arc going to slccp on the
theory that in 1916 there was no plan and now we have a plan, I
would like to say that, whilc a plan 1s better then no plan, the
main fundamental problem 1s to nave men who have rceceived the
recessary training, not only general training but spceiralized
training, so that thosc men can slep wn smoothly and carry one

Tf there 1s a war, Jond if industraal mobilization fails
i that next war, 1t will nol be becausc of the lack of a plan,
1t wall be because of not cnough ability displayed in sclecting
and training men, also in not making them famarliar wath Lheilr new
Job ahead of timce

ITn thais conncetion, Lot us look at industry and scc some
of the thaings we may learn from i1ty First, in the solden cra bo-
fore 1929, wec had & typc of indavidual which 1s slowly disappcaring
and that 18 very fortunate. He wag a universal naan who could do
anything at any times He could work cqually well ain Boston or San
Antonio, Texass The man was probably a nice fellow, looked very
woll, talked casily, didn'l know very much about anythang, but he
was an idea of the typical ideal busincss nanager, the ideal company
prosideonte.  We have made ono discovery, end 1t 1is that that type of
universal mand 1s a washoul in industry and that we cannot run



companics any aore with wmen who know nothing about any of Lhe
functions which arc perforned undcor them. Ve have also dais-
covored that that man cammot kecp the respect of others,
particularly his subordinates if he docsntb understand the full
neaning of the ocders he ¢xves. Usually that type of man would
not know how Lo cxecute wost of the orders he gives. Onc of

the outstanding, evolutions in the nanagement of corporabions in
the last ten years has been the diascovery that we need non wno
cither arce well teained tn production or mon who are well trained
in soles, according to the conmpanyls nain problen. As a uattber
of fact, to my raind 1f you will study a nunber of companies which
have failcd in the last tharty years, you would recalizc that 1t
was bceausce of poor sblecbtion of wcae T cven somctires o so far
as bo state thet 1f ITabor hod had the r. ht to appoint managcnent,
Ar 2 s reat nany cases laborts sclection would probably nave been
bettor than our sclecvions nave beon. Hov your questacn is why
do I say thal? I say that to you, gentlanen, becouse in the Arry
you hove exactly the sare problene T wash to draw your attention
to the Tact that the time of the universel persom who can be
shipped from one job to another, within tro weeks, or vwo months,
does not cxist any wore. People have Lo be trained, have to be
reasurcd, and have to be judged, oo lhe old simplc slogan “The
richt man in bhe richt place' i1s truer today than in my mind, 1t
has cver becn in the history of the nation. Thet problom, to ne
18 probably what you would find to be the weakesh situalion an
the plans of nobilization of a great wmany natzons]

Yesterday morning we werce discusesing the foreicn pur—
chasing problcn of sonc European nabionse bt 18 clear that vhile
thesc nations had a "paper plan," such plan was very poorly workcd
out and had no practical valuc, Trained rnen to carry out the work
had not beoen sclected, and when the sclectzon was finally made
nueh tinc was loste Already in the war which i1s nowv going on we
sce the bad results of poor planning followed by bed sclection of
untrainced andividuals unfaniliar with the work to be donc,s In such
cascs, wrong nen arc picked for at least bwo roasons

1, No tine for rood sclection,
2+ Sclection nade by politiciars who do not undor—
stand the problon,

we 1.8t realize thalr to ouila up an organizalion takes
tine, and tnot cven the best of nwen need vige to leern thoir Jobs.
Your cuty i1s to insist lbat nen who va'll heve to assume respoasi—
bility in wertine should be cercfully seleocttd durine pcacc. It
mi~ht be mentioned thal no emount of publicity will transform a
vrorthless porson into an able onc.

Anolher Jesson ono should Jeern fror industry is thce nced

for a pgreat snowledee and aporeciation of production problems, of
products and ratecrials uscd,
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In a period of increasinc taxes, overhead, etc., 1n a
period of increasing technical development, industry has readily
learned that so as to function properly, 1t had to pay more at-
tention than ever to production matters. To you, thais 1s 1w-
portant because 1t means that you will find most indusbraal con-
cerns staffed with able production winds who vall be more able to
assimilate their peace production to war reguirements than they
were 1n the last war. On the other side of the picture 1t means
that you yourself should be sufficirently trained in such problens
so that your requests and plans can be understood and carried out.
There must be give and take, also mutual respect between you and
mndustry. Your understanding of production, which in wartime 1s
the main problem, must be such that you can readily discover who
are the men in differcnt companies whom you should consider as key
men and on whom you should rely in time of war. Mistakes arec al-
ways to be expected, but their cffects will be small if belireen
you and manufacturing men on whom you depoend there is mutual re-
spect and conlidence based on knowledges It 1s one thing to have
signed a war contracl with a manufacturer, but 1t is another and
more dafiicult onc to be certain that Lt can be carried out,

& thard poinl, which should be of interest to you because
none of us can figure out vhat the importance of a problem will be
1n vartime, 1s the evolulion of the attitude of manufacturers to~
ward labor unions and labor in goncral. There are two ideas of
handling labor. Onc 1s Lo handle 1t with a gun, they work, and 1f
they don't work they krow vhere they can go. The second 1s becing
overly nice to them, go into the plent and arrange for a baseball
field, send a nurse Lo the home to tske care of the kiddies, and
things of that kand., It was amazing to mc to see that many manu-
facturers who worce doing these thangs and then suddenly had a
strike would say, "How ungratefvl labor 1s. Look at thosc beauti-
ful lunch rooms we have given Lhum, ook at all thosc nurses who
go and take care of thom, look at the becautiful Iighting units to
take care of their cyes, and those ungrateful men go out and slrikedt
Those manufacturers were so surprised and recdy to give wp because
the men were ungratefuls Goentlomen, lhat method 1s Just as bad as
the farst onc. We sre now realizing that 1t i1s stupid ond should
have becn gaven ups That method was one of buying monts souls you
might saye i

We objected to men organizing, we objected to men getting
togevher, we objected to men asking for more wages, to men asking
for shorter working hours. May I osk you a question® Is thcre
anybody ain this room, you don't nced to answver coxcepl to yoursclves
mentelly, who doesn't want to be paid morc® Is thcre anybody in
this room who wouldn't like to work shorter hours® Ve object to the
mon orgoniziang themselves, but gentlemen, why do you go to school,
why do my mon go to Business School, why go to college® To learn,
yes, but T wall tell you bhat consciously or not, you went to col-
lege for the seme reason thet a man joins a union. They vent there



to belong to a group, Lo belong beo a smeller and smaller group
so as to oo able bo get help and places in the "rorld. TWhen a
man 1s kicwed out of work he goes back to his scnool, to his
union, or nc writed haclk to the college, or he goes to sec a
fracernaivy brother, or to someonc Lhal belorgs to tnc same
society of some sort that he bclongs bto. That is what we are
trying to do. Vo arc trying to orgonize oursclves into groups
that ¢"n help one ~nothere Whot can the vorker do vhen he is
oul of a Job? Dotbings Why should not the men orgemize? T
will fight as much as anybody, agoinst labor recketceoring,
against cheep umion leaders, against ccmagogucs, etcs, but I
wish to sey to you that there i1s no sense in wasting your time
ana getting blue in the foce an “agnting unions.

Unions are bad or good, bubt also manufacturers are bed
or goode ILabor lcaders arc racketcors or sincere men, pub manu-—
facturcrs can olso be recketcers or sincerc mene. I dont't believe
the ratio of bao men 1n any once of those groups is very difforont.
T belicve thot e arc slowly rcalizing that our task i1s to help
labor to develop intelligent leoadershipe I shall be heppy when
the dey comes, and 1t wall come, when out of 1y graduaving class
a percentage of my men will go into union work, At that btame the
problem w11l be unaer wey towerd a solvtion,

That problem of labor 1s, of coursc, of major importance
to you during the ware !y cxpericnce 1s that the so-colloed labor
problem of industry is nothing but the sum totel of mistakes made
by cmployerse. I say to you that in your sclection of keymon,
tind out waich oncs have tnat particular ability, tlbhat mental
nonesty, vhich 1s ncecessary so that labor waill rcspoet the person.
Do not com. to the conclusion thet becausce in the Government war
set-up there wall be a beerctary of Labor, or man in charge of
human resources, whatcever you coll it, who may be a foirier union
wan, or anytnirg yod like, that thet in 1tself will solve your
labor wrobloms I hope that a majority of your kiymen in indus—
trial locol dastricts, cte., wall be men whosc views on labor
w1ll be sance To mwy niind, the first requircnent to lced ren is to
heve ¢ full understanding of the oracrs that you gve end a full
understandang of now lhosc ordcrs have to be carrazd out. That as
trve in the ficld scrvice of the Army and 1l 1s very truc in n—
dustrys.

Tnerce heve been oxeesses in the lebor movement as thore
have been on the erployer side, The demagogues and politicians
who have used Jabor as tools for their polibical ambitions or as
excuses for tneir vindictive Vgetting even" attitude have no
place 1n wartine, The damage they rnay do in peacebime, particu-
larly if supported by a government which fands 1t politzecally
expedient to cater to their destructive whims, goes a long way
toward preventing a nation from showing the spirat of unity whach
characterizes a strong nation. A nation disturbed by internal
struggles 1s always weak and a2 prey to attacke Strong armaments
are uselcss without internsl uwnatye.
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A government has the choice betireen praisirg the beauty
of loafing or the beauty of work. Il 1s usually very hard Lo shift
from the first alternative to the second without much difficuliy.
A war or a scare ol war usually helpse. The nation, however, 18
unprepared and undesirable measures are necessarys

To manufacture, we need skilled labor., Present policles
do not give young men any incenbtive in that direction. It s your
duty Lo bring these facts to the attention of those people in the
government to whom you report-—the Nation should know that under
certain conditions you cannot carry oub your task.

I vould like now to touch on anovher problem, which 1s
also of great importawnce, and shouwld be of interest to you., That
1s the diflerences and the relationship betwecn engincering and
production, whicn, to my mind, shoula be one of our kcy problcms
in twure of ware I have said beforc that a plan is very nice but
that men arc siill morc imporiant, I am amazed at the fact that
in a great many places pesople co not understand that designing for
production purvoscs is centirely different from what you might call
cnginecring dosign, ard 14 theire i1s any aarger of war I should like
very much vo suggest to you that renowod cifort should be nade by
you in the consideratior of mobillizalion problems in making ccrtain
that tne goods that jou vash to order or have ordercd, have heen
desiened for production purposcs. The vorst problem in manufactur-
ing 1s changing models, or i1s changing from ore procuction to an-
other, and that i1s your problen, to have a grovp of production men
who can work closely vath cngincors so that you can casily and
with a deeaded degrec of safety and ceortainty as to time ~nd
guality, go ahcad and have the goods manufactvreds. T am ready to
repenrl to you that as far as I am concerncd, with the c4pericnce
I hewre had in industry in changing production, ito say to you
blindly wathout lmowing what your plans have beom during the last
feow yaors, that the morc you hcar of the possibility of war the
morge ycu should go back to your speceificatbions and say to youre
sclves—H"Has 1t beoen donc on such a basis that we arce roady for
production wath the smallest anount of change in the manufacturing
sct-up™ You should gect more clcarly than cver n your mind the
basic diffceronce botweon ongincering desien or dcesign for produc—
tions I know any number of cormenics, Lhe narics of which T could
give yow, which at the present tare losc moncy becausc of thet
particular probleom, That, gontlcmon, 1s a metter ol lLezdorship,
It 18 a matter of krowing your production mecn, knoving your cn-
gincors, and being able to make them coordinetce their thinking.

I knovr of onc company, 'riicn, during the last tvo years,
wade some maberial chonges, bocause their firances were such thet
they necded something nowe Averybhing looxed wondcrful on prplr
and 1t wos all shoped out belfore vhe production men Led o chence
on 1t, The loss wes probobly tun million dollers and ¢ delay of
ersht months in bringing oul the ncv modcl. ALl of th~t bocousc
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of lack of concontration on the part of the monagement as to the
relative wmportance of tnce two thingse I would lake to say to
you that we don't design goods so we can open the files and be
proud of our wonderfvl technical plans, geb our friends and say
"Look at that masterful discovery and look al the beauty of thet
now designe'! We design goods for one purpose and that s to
meke tham so we can use lhem at the tame we want them, Now to
do thal rcquaircs a greab deal of cxpericnce and training, and
buorang 1n mind Lhe one point . have mace beforc, I vould like
agoin to draw your atlention to thc amazingly intricate problem
which you arc facing. Nov, what will happen® The more tiae
you take to make the shifb Lhat yov would have to make in case
of crmergeney, as I heve sead beforc, the more you 1ll be super—
scded by political powers becausc the public will get pervous,
politicians will get in and the senc period of thinking and
proparation 11ll be over. People will dennnd action in any
shtpe or manner, at any cost., Taus I meintasn that the indus-
trial problem which hes to be handlcd under thosc circumstances
and in that kind of atmospherc i1s bound to bc a messe. Your
problon 1s not to take industry over, as far as I can see 1t,
your problem 1s to know loday cxaclly whel you can use and how
you can use 1te I know I am nobt tcllaing you anything now, TYou
have heard 1t from people who know much morc ebout 1t, but I
would likc to repcat it to you because my work is vaith industry
and so I say to you——1f and whon, and I hopc b docsn't come,

we have to think aboub war as something to be faced, unfortu-
nately the training period will be over, You wall not be able
to say "Let us leern what the job to be donc is," Vhat you do
at thet line will never be donc well,

Two days ago, coming on the train, T mede e last of
slogans, or you might say romerks, which scemed to me intcerest-
g, mn ny simple-minded way of looking at things, in commection
with the question of war busincss and preparation for war, and
here they arc

1. Your lifc us army men 1s to be forgobtten and to
be sct aside because 1n peace jou arce uninteresting people
uatil the dey cones 1 hen you will be blamed for nol havaing gotten
rc dy. I admit 1t 15 2 very corplicated lafe, but you have to
accent 1t.

2s Vhen that day comes you cre further handicapped
by tne feet tnel you arc in the center of o stage wherc politics
nove 1n on you to a greater cxlonts I aduit to you tnat 2t as
unfair, You have to rerein hidden and suddenly, too suddenly,
appecar in the linelight,

3e Any amount of moncy you went bto spend in peaccirirnic
1s considercd 2 waste because politicians conld usc that noncy
to be cleeted, then suddenly vhen the tame comes instcad of boing
left outside you arce the main actors in a drama ond 1f you arc
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not ready you will be blamed. It 15 up to you to live upn to the
challenges In the last war industrial mobilization was an ex—
pensive failures Whether or not 1t will be in the next one de-
pends a great deal on your work and intelligence and I would like
bo repeat the statement of the General——the success of the next
war 1s largely in your hands,

4e The extent of the failure during the last war will
make the problem loom as a very large one in the eyes of the people
when they get excited aboub it

5¢ Politics wants the problem to be a large one because
the larger the problem looms an the eyes of lhe people the more
able politicians wall be to get their om way, and their own way
will not be to make your lives casier, I mean by that the qualaty
of your work today wall, to my mind, make the difference in case
of war asg to whether this country comes back to the type of govern-
ment which vee all want to preserve herc, or "thether it docs notes
Remember this, politicians seldom rebrace thoir steps vhon retiac--
ing thelr steps means givaing up powers

In & nation lho sizce of this onc the problem, when you
come rmght dovm to 1t, should not be one of abnormal magnitudc.
The chances are, fairst, normally thore is no danger of being
invaded, scecond, 2f you lakec a nation like France 'mith a rela-
tively small population, a large norcentage of 1ts paopulation is
to be celled to ithe Army and Navys There 1s no doubt tnat the
percent of peoplc to be called in this country would be very
much smaller, On top of that, the probloms of rew materials,
supplics, cbee, arc nol as great here. Again T repeal to youe—
we talk a great deal about the farlure of andustrzal mobilizevion
1n the last war and because 1t vas a failurc we thank a2t 1s an
amazing problem and the tendoncy is for people to think that the
only way to solve 1t would be to go from a domocratic form of
government to a dictator, Such a step might plcase some polita-
cians, as 1t thon becomes very szmple to govern!

Remember my warring—-politicirans scldom retracc thea:
steps whon 1t means giving up power. I would like to lcave this
thought with yous The size of the problom wall gt greater and
greater 1f you arc less and less preparcd, becausc of the time
clement that will suddenly be facing yous T have cxplained to
sonc cxteont that vhalt can casily and successfvlly be done in
peacctime would be poorly ond cxpensively done in vartimc.

You will agree that the main daficrence betivecen now znd
1917 1s that now we think we have a plan. I like plenmsy I lake
to s1t at home cnd meke plans and then when I have 1o do something
I rather live to forget my plan instoad of kceping my plan in
front of my cyes likc a pair of glasscse. I Jike Lo usc the olan

b
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as a directive, as an indicalion, as a goal, perhaps as a method
of vork, but I do not like to bc obsesscd by the plen beecausce
conditions will vary, now scts of circumstances will arises A
plar should be a help but 1t should not be a handicape A plan
1s a litile bat Iale 2 skeloton—-we can't cxisl waithout onc and
we want a good one, but I have ncver scen a skcleton walking and
goluvang arywhere by itsclfe. Perhaps in Washington wherce strange
tmngs arc done, you have scen 1t. I woula suggest, thercfore,
that a plan, whatever it 1s, should bc looked upon in ibs proper
lighte

I think you should ask yoursclves the threce following
gucstions, Axrce you certain of your plan® Do you know how your
plan will work, heve you conceivea how 1t might be put to work®
Between planning and carryang out therce is a large sizc ditch
of watcr, barbed wires, and cverything you can think of or thet
the Ordnance gould possibly conceive to make the aitch a most
unplcasant once My third quesizon would be, do you have men 1o
cerry the plan oul? Men who knov about the plan and vwho can
step 1n and carry 1t out any daye. Thosc, to my mind, arc the
three questions you should ask yourselvesSe

whon war starts, ndustrial mobilization is not to
brain men but to usge offcoctavely men vwho have been traincd in
peacctimc, I can't conceive of able men, vwho suddenly in war—
tame have to be traincd, beecausc after all when war starts you
w1ll have no cxcuse i1n downg thate Troining your organizalion—
ycs, that i1s entarely dafferent, but training men who have
spont a nmumber of yecrs preparing themselves for aindustraal
mobilization--that I don't think can be defendcede The problem
1s not to take industry over but to mzke industry opcrate
smoothly under now conditions, and that, gentlcemen, comes back
to fundamcntals, your abilivy to dceidc on designs that can be
mad. and yovr ability to have picked men who can give you what
you want ot the tue you want 1t. On lhat guestion of design,
I am very rmuct amazed to seo the vay the metber has been handled,
I an surprascd when 1 hecr cortain airplenc acsigncrs arc proud
of the fact that in a ccrtein pursuic plene there are x million
riveos! That is thce wrong adoa to hoves The guestion should be
HAre they rccesscry®™  That i1sm'i the way to make poods for war,
We heve many bthangs like thot waore we arc wrong in manufoctvring
instrumentls of wer on whot I would call cavalian stendords. Do
you sce what I mcan by that®? You can probably think of mony
examples!

I am surpriscd vo sce that in busainess onc word that
15 constantly before us 1is standardazation of pioducts, of
supplics, ctce, ond I an amazed to sce conditions cxasting in
aviation for instancce This 1s finc in peacetime, thot s the
kind of luxury wc can well afford, but in wartime that 1s wronga
It complicntes your problems, not only the manufacturing problem
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but 1t complicates your probler of mainterence ol the front to 2
degree that is unbelicvablcs We go on tne veakminded point of
vicw that we should kecep going by using paper plens wnich don't

applye.

I w2il ask you a question--are you quitc certain you ore
taking the right stond, for when war comes you wall alweys be the
ones blameds T know very well the pressure that comes to you from
industry, and taking again manufacturing, with which T am fairly
famaliar, you will notc lhat some of the companics, which really
could produce airplancs in large quantivics do not receoive Bduca-—
tional Orderse The answer is that industry objeets to it and
industry does not want the Var Departrnoent to add additional core
pcebitors.

The Army should rcelize that 1t does nov have cither
the rescarch capacity or lhe knowledge of materials and produc—
tion methods that indvstry has, The Army is often too proud of
its designs, knowledge and specificabions. It ofton ~oos on the
theory, for instancc, that becausc a ccertain prece of steel is
called a "shell' industry comnot possibly know how Lo devisc
better production netheds than the Army cen. The link betvecn
the Army's design conception and industry's capacity to producc
1s too nclastice. The Arny rust "design for production," berring
in mnd nodern production methods as they cxist. It rust desicn
in coopcratzon with those who wall have to producce wnstecad of de-
signing and tclling ndustry what it 1s 16 wall heve to meke.

Onc rmst, of coursc, rcalize thoe handicaps to which the
Army 1s subject, and 1t mu<t not be forgottecn that to get its
peaccetime appropriation the Arwy has to make compromiscs not to
the best ntercst of National Defensce However, be that cs 1t
my, the fact ronoins that the industrial riobilazation part of the
Army 18 too far romoved from industry., I have surcested before
that such work should be morc independent thon a1t 1s and thot ats
peacctine lcader should be a man of recognized industrial lraining
who should have under hin a staff of competent mnanufocturing mon.
The fact that offacers arc detealed to andustrial mobilization
work for four yecars ond later on may be shifted to other work is
not conducive to cfficiency, particularly since the loyalty to
the particular views of their branch on probloms of industrial
mobilization may not give them the freodoi ol aection and thought
which arc necessarys

Again may T say this  The arny cannot and should not
make the people think that 1t wants to run industry. Furthormore,
wmdustry cannot be run by the srmy in cace of war, Neither should
the government usc national defeonse as a smoke sercen or an oXe
cuse to run industry. To my mand, we wakc a great nistake in
letting the public belicve that "industry has to be tioken over! "
That 1s the wrong feeling to spread ond 1t 1s a fecling, which 1f
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spread voo rmch, will crcabe a great deal of troublc,

It 15 time to face facts, The well-knovm statement
which I mode before, I would Ilike Lo repeote Ib 15 a simple
stoterent and I apolegire for naking in front of you such a
simpleminded stalenenl——unless you decade Lo usc trained men,
unless you realize that knowlcdge i1s nccessary, you will not
do the job waith which you have been trusteds

I had the pleasure, a great meny ycars ago, of being
present vhen this Collepe wae started, I remomber what the
hopes of thosc who started this College werce. Coloncl Miles
1s an oubstendin:, leader and L tnank he will excuse mc for as-
suriar-, thet he would a rec wivh ne on that staterent  Notwith-
standin¢ the leedership of the School, notwithstending the
procran and the courses guven in the School, no school 1. cver
better than the students, and students got out of the school
1n proportion to their will power Lo get somcthing out of at
and in direct proportion to what they are willing to pubt in,
You should bec here becausce you arc attracted by the problems
of andustrial nobilization, because you want to give the best
you have to those probloms and because you thank that you have
the past training and cxperrerce which qualifics you Tfor those
problemse If you do not lock at 1t thset way and yvou leave thas
Collcge havang brought nothins to 1t and taking out just what
you had to take out so as to be a gentloman, thon we micht jJust
as well decide tnat the next war wall find this nation unprepareds

Rernerber vvhat I have saixd beforce  Not only the success
of the next war but the futurc of ithe type of government and in-
stitutions that ve dike bto prescrve are in your hands becsusc if
your Job has not becn a supcrior once politics will heve a _ood
gxcusc for taking thangs over in a hurry end politics scldom docs
anything very well under such circumstances,




Discussion followang lecture

by Professor Doriot
December 1, 1939

Professor Doriot, I'd like to ask your opinion, I meon you int m led that we
have created vossibly sn unforvunate opinion in the country cbout our taking
over industry. This thing we have been cCoing is hiding ow selves behind
prominent business leaders to gain the confidence of the couniry. Don't wyou
think thst 1s sound; does the country at large arpreciatc that?

Yes, I think 1t i1s sound but I can't say the cowntry epprec.=tes 1t., I cen
sey that I do believe that I am right in seying that the i1dea 1s that the srmy
w1ll teke industry over ma I can lell you th-t business men, all of them who
don't lkmow 2ll sbout 1t, do worry gre~tly about il. I .on't xow how I ¢ n say
this to you, but I know that polivicians are uelichued with the icea., Tne.e 18
s no*ation, which, on a more dignified basis, says that after & politician

has mede a mess of a navion the easiest way out is wvar end vbile he nay not
consciously wish for wsr the will tor neace 1s not 2s sirone in his minu as it
should be. When a man has struggled for a liletime to become sn iaportant
political leader 1f 3 war will create a possaibiliby of “is 1emcinine in vouer
then the will for —eace will not pe as strong as 1t would otrciwise Jc, <nd

one of the great difficulties of today.

I heve another -uestion. A cuestion ve have been debating rather furiocusly as
to whether we ought to try to meke use of these new Jdeal .unctions or wuetuer

we should just have a war industrial cdministrtion over the whole thins and
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thing and ignore them all,

That I can't answer beceuse I don't know cuite what you mean bv using the
new deal lunctions.

You bave the Security and Exchange Commission «nd such things ~-

Take thac one for a second. VThat I hove been saying to you 1is to find a
leader somewhere and I hsve told you to find out because the top men in
industrv in pescetime moy not be the one you want in wertime, cnd that, I
think has been one mistake made frequently Now thct may be the indirect
ansver.

Could you give us some surgestion as to methods thet coula be followed 1n
fostering to more honest, intelligent leadership of labor?

You know I have no bag schemes in lafe. I alvars nelieve 1n woin, a little
b1t on one step every day and my oaly solution is this  You know the
11lustr~tion of the moving prcture th t e see Lcloie our e ©3 1o «7v «nu don'i
lmow what wall meske 1t be.ter tomorrow, «nd I think the problem 1, to puild a
little on the structure eech day. I am agexnst big schemes, -nd I -n 2 zinst
big plens. If you must have a plan then have everybody do a little toward
the whole. It will tske time, but unlike some distinguished people, I don't
believe that a problem of that type can be hen?led over-night

Professor Doriot, you h-ve t-lked about a olan and we have studied itne vlen
ag 1t 18, and as 1e think 1t should be modified, and I «mov th.t some of us
think lhau the sreat inherent wealkness i1s the lack of guarantee thot the

essential element may be evoked. The need for a nlan, 2s ve 81l know, bec-me
evident in the last war. The disruption of economic conurbtlons =nd vrocuction
renwared a centralized control, well, the lest cepression ~nparently cslled

in cervain Government controls nd tocavy e heve &ll these -<-encies set up

attempting to coavrol or iron out certiin thanps 11 i1nuustey. TUh t do you
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think 1s the best guarantee that any vlan that may be involved shall be
evoked when the time comes.

I will try to answer 1t with one phr-se. It 1is the ability to carrs the nlan
out smoothly ond the knowledge on the part of the people rc¢« c,ding the plan
and that comes back to one of my statements, th.t the plan without the men
does nolhing. 7You know too, there are cases in the life of « compsny when
you have to change the management, somefimes you h~ve to chan_e four or five
keymen. Do you realize that sometimes 1t 1s twwo vears before those men
funection together as an organization and stall there asn't the exciteasent of
war, there isn't the pressure of the enemy coming, there sren't cny of those
things. I have seen cases where you get new menagcmenl in the coriczny end
you have to change two or three men, and 1t 1s two yeors before they function
as & wit. Don't expect that one day you can cell wp ten men and because they
alre goodlooking, or because they have given money, or something of the sort,
thet thet will make them industrial leaders. The fact thet a men 1s chairman
of & noard in 3 corporatron does not make him a lerder. You see there are
all sorts of things to remember.

Professor Doriol, I have a ruestion here which 1s about tlie backgrouncd of the
trouble between menagement and labor. It 1s dafficult for me to ut the
cuestion because 1t isn'v clear to me., What 1s vour conception of labor,
should 1ts serv.ces be considered as a2 comnodity which could be urchased on
a market condition? I am thinking of the difficultics which the C.I.O. hes
had with industry -nd which has created service problems -na h.voe, snd the
Amerzcan Telephone and Telegraph Compony ia which over a period of 3 v-ars
there hasn't been 2 single serious case of lebor disturbance. Do you see

vhet I mean by the cuestion?
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Yes, the first part of 1t as to whether l.bor is 2 co modity, I won't .xow
and I don't reslly cere, I know this, that they src not wmucnines becaurce
they heve 2 heart and they like to have things the way I do, so you ~ec I
think that 11 1s not imporvant to decide, I am not & Gomwmumnast. I uoed to
be a factorv worker myself. I don't think it s zmportant, I don't Lkink
vou should worry about 1t. Do vou see vhat I m-an by taat?

Now with reference to the C.I.0. business ana whot has heppened tuere,
and your statement about the telephone company. Remember th t there is
qurte ¢ difference between handling 1.bor in the telephone compony's <ervices
end handling lebor in #hz foundry somevhere in Michigan. I think .e nske
a great many mistakes by studying lobor by companies, don't look upon those
indiviaual examples, don't wut too much weight on them. Of course 1L can
be done, we all know that. There 1s one remerk I want to nake very forcefully
in thet way. In the strikes snd in the carage 1bot lsbor bas aone in the
past six vears, I don't blame labor or labor leaders one-tenth as much as I
blame the demsgogs, who are centrally located not far from vhere we are
right now, who have pushed those men on, ~nd Rmr the tragedy of the laobor
movement in the last fave vears I Jon't pin on labor They went crezy because
they knew they were pushed a2long and lhe bleme, to my mind, goes entirely to
the pale-faced demagogs, who have oushed those men slong and loved 1t.
Several business leaders have come and addressed us from tris lccoform, wad
all of them seem to think, po=sibly richtly so, th:% trey re ~oing to lose
f1fty vercent of their men-~poier on M Doy, osna they alicys rive us ¢ »namere h
or so 1n thexr talks to the effect that even the.r swec-ers are incispensable
because they can be used as messengers, snd I voncder .0 vouioul: 1ve U3 &
thought on that.

It 1s a fair conception that the men 1n a great mony companies, certsinly

-



a large part of the personael, should be moved off if you aeed them. If
yvou don't need them bhey can still go ahesa with vheir ock. But I think
1%t 18 normal for a business leader to come anc tell you, "I .ant to '.eep
all my personnel, I want priosiby oa anything I need, etc.", ana after oll
1f I were nead of a company I would do the same tring.

But you Imow the answ-r to yvour ~uestion 1e this — 1f you are ¢ble
to get the business man, the corporation, to respect sour lno.ledge you
won't hove any auestion  The only time you hove a cvestion i1s when he
doesn't respect your knowledge. If you tell ham vou wint Lo trke those men
oul, and convince him that you should and you don't, he knows 1t, or if vou
take them and you shouldn't, he also knows, md either one of thoce tio
things iould be bad.
T think thet ve, as a group, will vrobably not have the ssy-so as to
whether we take them, 1f a1t works the way 1t dad an lhe lcst .ar.
Who 28 going to have the say-so, 1f you don't decide now then someone elge
will decide. Now sre vou sure you know thet you have the richt to heve the
say-—-so? Are you sure you shodald have the power to have the say-so? I uwon'tt
know, I am just asking cuestiouns.
P.ofessor, I have ti/o questioas with resnect to the mobilization plen., You
have stated this morning thet you liked to think of a plan as a guiae, a
directive, 1s 1t possible that you had in mind the fact that we huve carcied
the mobilization plan into woo great a detail of pleaning?
Well, 1f I must answer, I sometimes hsve felt thet the »lan w~s a little
bat post-morten.

nuestion

The second ofst 1s thet you have stressed so much the fact thet e should

make proper selection of a good leader, that I am beginning to believe
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that you think 1f we could find tnat proper leader that ~e 1ouldn't necd eny
plan ¢t all.

You slways need a plan for the basic thinking. Now minl you, I get jour side
ol the problem. For instance, speaking of the educational orcers, they sound
awfully good in regard to prrzce, but some of them Look funny from the manu cturer's
standpoint snd I think from time to time you shoula give a little credit to
the Awerican manuf-cturers in industry for they .:e not ¢s dumb, you mov, cs
some people thaink. As for modafying the design on & product, sour vendency is
to be cleser to design and their tendency is to be closer t» proluct.on, so
manufacturers should be called in somebimes when vou concelve some o1 T ooe
things you are desaigning. I now menh who would be of enormous help in Gesign-
ing englneering functions. You should not =3y to a man "You co ihead sna n.ke
that" for while he will make 1t, at the same taime they =re spending millioas
of dollars on new processes and things of th.t type, vhich would help you a
great deal, and there 1s nc reason for you to feel that it 1s a my-cery to
make such a thing. For inslance, if General Motors decided to nake Jung
tomorrow, because they have gone crazy ond just decided they should do 1t —
alright, they could design a preity good gun too. I am us.ng suns jut for a
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simple word, I have nothing in mind.



