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THE PLANNING BRAIICH, 0,A.S.'.

Colonel Miles and Fellow Students of Industrial Prevaredness

This morning we are scheduled to discuss the Planning Branch
of The Assistant Secretary's Ofiice, Perhaps I am supposed to leave
with you a very definite idea of just how the War Departrment intends
to procure the great quantities of material 1t will need 1n the event
of a majgor war and just how 1t waill coniribute to preparing the
country to change from a peace economy to one where all of our
national resources are employed primarily in support of a war effort.
But I am not going to do this in the sense that you v1ll be gaven
approved solutions, Te will get much further 1f we think out loud
in regard to certain fundamentals of our job and consider the bases
on which we should proceed rather than the details of procedure,
50 1n my opening sentence I addressed you as Fellow Students of
Industrial Preparedness. You in the College lLere nay be consider—
ed as freshmen in the subject —— those of us who have been studying
the subject for years may be thought of as seniors —— but none of us
knows all the answers. Those documents which we call plans 1n my
office represent the best solutions wrch we have been able to
arrive at for the presenl, but nothing is more certain than that
these plans will not be carried out just as written, It is beyond
human forecasting powers to foresee the conditions under which
industrial mobilization will be effected and 1t 1s for this reason
that we have no final solutions to any of our problems, Te should
keep 1 mind that our so-called plans nust adapt themselves to tae
conditions exasting ab the time of their execution —— we cannot
expect that circumstances wall fit themselves into the plan, Con—
sequently, the men who are to carry out the industrial mobilization
in war are of equal importance to those who are now making the plans
The former must make the plans work and we shall indeed be fortunate
1f those making the plans are also prepared to carry them into ex—
ecution  That s the ideal toward vhich the Tndustrial College and
the Planning Branch are working.

'e may well ask ourselves what are the bases upon which our
studies should proceed, in order that our plans nay contain essential
data and yet leave that flexabality necessary for their adaptation
to the circumstances under which tney may be evecuted, I recall
very well the early days of the Planning Branch in 1923, when a
group of officers was assembled i1n the rear of this wing of the
lunitions Bualding to find out first of all what the problem of
industrial mobilizataron involved. Section 5a of the National De—
fense Act had become law, but 1little had beea done about 1L. The
chaos of the "orld ‘"ar period was still fresh in the minds of these
first officers of the Plamning Branch, The voluminous records of
the 'ar Industries Board had not yet been made available for eon—



venient reference, so these officers had to begin their work in an
unexplored field, rica however in material imiting to be digested
and organized,

In the intervening years, since the Planning Branch and the
Industrial College began tneir vork, 1t has become clear that the
duties lard upon The Assistant Secretary by Section 5a involve two
dastanct but related activaties. The first and of most direct
importance to the . ar Department is assuring that supplies and
equipment needed by the Army will be avairlable +then needed. This
we call procurement planning., The second task 1s the broader one
of preparing, as far s 1t can be done by planning, to place the
country in a position to carry on a major war on the economic front,
This 1s made necessary, as ‘e all kaou, by the fact that modern war
between great nations has become totalitarian war —— i1nvolving
every material resource andé every element of the population.
Although tmis second phase of the problem i1s not so clearly speci-
fied in Section 5a as 1s the funcbion of procurement planning, the
wording is such as clearly to imply that industrial or economc
mobrlization was clearly visualized by Congress when the section
was added to the Wational Defense Act,

"e all understanc, of course, that Section 5a refers only to
The Assistant Secretary of " ar and that the Navy nas no simlar
legaslation, In the early days of procurement planning, this fact
may have had sore influence in postponing joint procurement planning
by the two services, but the situation has long since been remedied,
The establishment of the Army and Navy l"unitions Board, by ad-
mnistrative action of the tuo secretaries, has nrovided tne meeting
ground vhere worocurement plans osrepvered separately by the two services
are compared, coordinated or combined in a monner that appears most
effective for the natiocaal defense. Here also the tio services vork
together on the comron problem of economnc mobilization of the
country as a whole to uhich I have just referred, the results of
which are embodied 1n the document called #"The Industrial Ilobilization
Flan®,

I should like to point out here a few of the fundamental dife
ferences between Navy and Army vrocurement planning as they appear
to me. The problems of the two services asre simlar but vastly
different in scope, The Navy, as the first lire of defense, nust
have 1ts fleet in being on M-Day and largely provided wath the
armament, ammunition and other crivical material needed for it to
function. On the Army saide, however, a maxirum effort may require
the expansion from a peace-time army of say 400,000 to a force of
4 mllion men — a ten to one expansion. On the supnly side, how-
ever, such an army vould require something like a 20 to 1 expansion
in procurement. It would appear, therefore, that adequate provision
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for this expansion of vprocurement is vatal to the ' ar Departrment,
Thig fact explains vhy the ar Department feels 1t necessary to
1nitiate many studies in connection with industrial preparedness
and to carry such studies into far greater detail than the Navy,

To a nation comnitted to a small standing army, plans for the

rapid e.pansion of that army in an emergency &appear esseantral and,
in these days of mechanication, the orgamszing of American industry
for i1ts part in the program means the effeclive ucvilization of
rerhaps our most irportant resource for delense.

Let us look a little more clogely at our first problen —-—
procurement planning, This involves first of all defining Jhat we
shall procure, The decision as to types of equipment for issue
depends joantly upon vhe using services, the Staff and the Supply
Branches, The desire for nigh performance in service often obscures
the fact that such a type may be very difficult of production in
quantily. So also delay in reaching a acecision on the type post—
pones the time for preparing ranufacturing drawvancs and specificat-
1ons, without which quantaty production cammot be initiated. So
the Planning Branch 1s much intercsted in knovaing that standard types
have been adapted for all essential equipmenl and that such types
are adapted to quantity production by private industry under var
conditions,

The cormputation of requirements i1s, of course, the second im-
portant element in procurement plaaninz, This vork 1s normelly done
by the supply arms and services upon bosic data furnished by tne

Staff, but there have been occasions in the past where tne Planning
Branch has found 1t necessary both to improvise basic data and to
compute requirements in order that progress in planning could be
made,

The thard great problem in »rocurement planning 1s —- There
can we obltain our requirements, The capacity of our government ovned
manufacturing establishments 1s small and 1t 1s estimated that per—
haps 90% of army requirements in a major tar iould heve to be met
by praivate industry. The supply branches, of course, have their
faeld organizations an the procurement districts to assist them in
locatang production facilities surtable for their needs. Thear
requests for the allocation of these manufacturing facilities Lfor
their use come to the Allocation Division of the Planning Branch
vhere they are coordinated wilh simlar requests from other services
and the Navy and finally recorded as a part of the gencral procurement
plan. You 1l hear more regarding t'us subject from the Chief of
the Allocations Division. b 1s 1n this particular activaity btnat
we endeavor to obtain the answer as to where! the malerial can be
obtained,



But the most important and the most difficult problem in pro-
curement vlanning 1s the fourth one -~ How can e be assured that
the required new production will be forthcoming in the time and
quantity required? e may have our types standardized, our require-
ments computed, and plants earmarked by allocation records for the
particular job. But all of this, hovever necessary in the 1as of
preliminary data, 1s only a paper plan unless supported by adequate
evidence that our allocsted plants can actually produce at the rate
scheduled for them in an emergency. e have long been aware that
production schedules have been accepted 1n many cases by plant er-
ecutives without any adequate study of the problem involved., The
result has been an unduly optimistic report of production possibilibies
This in turn has carried over into computations ol reserve equipment
needed, for uve must keep i1n mind that requirements are met fromw
only two sources -- reserve stocks or new production,

Only in the last year or two has the ' ar Department been em-
powered to take steps to assure that private manufacturing plants
would be able to vroduce their scheduled i1tems 1n an emergency.
Three methods are now available for the purpose and, although funds
are limited in each case, much can be accomnlished 1nth the means
now available,

The most effective method of preparing a plant for a war schedule
1s to give 1t a production order for the r1tem in peace. Under the
rearmament prograr, this 1s possible to the ertent allowed by
appropriations, altnough a part of trese funds go to the government—
owned manufacturing establishments. The necessity for competitive
bidding limits the dastribution of these orders. However, if in
conjunction vath such an order the contract requires a production
plan for the full war schedule assigned to lhe plani, the evicence
1s good that such a plant 1s prepared for its war mission. Such
procedure is now being folloved,

A second method of training now available i1s through the ed-
ucational orders program which began last fiscal year 1mth a two
million dollar eppropriation, is continued this year with fourteen
and one-nall millions, and for 1'uch sixteen end one-quarter millions
15 asled 1n the budret for 1941, TYou will perhaps study the educat-
1onal orders program more in detail later, so I shell not discuss i1t
further other than to say that 1t calls for a limited amount of
actual production of the 1tem, bubt a complete production study for
1ts marufacture 1n war and a portion, al least, of the special
equipment needed for that manufaclure. Obviously, educational orders
are lirated to special or technical mumtaions, vth wiich manufacturers
othervise would have no ocoportunity to become familiar
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A third method of assuring reascnable famliarity on the part of
privace manufacturang plants with their proposed war schedules of
production 1s through the purchase from them of factory plans or pro-
curement studies covering the schedule. General authorization for
the purchase of such data was obtained from the last Congress, This
method wall be vsed to supplement the training obtainable under the
rearmament and educational orders programs previously nentioned, for
obviously, since 1t results in only a paper plan, 1t 1s less efiective
than either of the first two methods. The program of procureunent
planning visuwalizes, hovever, that all privale plants having war
schedules 1avolving munitions difficult to manufacture will be given
some btraining for their task through one or the other alternatives
mentioned,

Time will not nermit me to do more than mention 2 number of
other important activities of tne Planning Branch., Of course, 1ts
personnel also functions on the Army and Navy ) unitions Board, of
which you wall hear more later. In the past year, the Planning
Branch has taken on the duty of supervising budgetary estimales for
procurerent planning in the ' ar Department, and assists in the de-
fense of tnese 1tems before 1 .e budget and Congress, It aas import-—
ant duties with respect to legislative ratiers and war contract
forms. The administration of the strategic materials stockpile
Jlegislation and the recently established Clearance Comnittee of the
Army and Navy 1 unitioas Boerd, end the gensral acceleration of planning
activaty, have added materially to its work in the last fev months,

In closing, I should like to leave wath you the thourht vmta
which I began. That our plans can never be considered as finsl.
Tie must continually look for bLerter factual data and revise them
accordingly. Our allocatsons, for example, are not dependable untal
they have been proved so by some method sucn as I have referred to
above, e must be prepared to adapt {he factual data vhich have
been collected as a result of ouwr planning to situations quite
difierent from what ve anticipate. Colonel Scott, in his tallks to
the College, calls this "improvisation". The cvents of the last
fevr moaths have emphasized the inevatabilaty of this factor, So,
1f I cre bo sum up the entire subject of nrocurerent planning, T
vould <ay that 1t requires facts plus practical men, plus fle-ibilaty,
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Biscussion following lecture by
Colonel Harry E. Ruwheriord

at The Army Industrisl College
Janusry 6, 1940

I don*t %know whether this cuestion is apropos right % this time or not

but Hr. Starnes indicated the other day that he, as & member of Congress,
was Tovorsble to appropsiating momsy to set up some mumitions plants to
catch up on that part of the program and then put tnen eside until such

time a8 they mey be needed. I gathered from his remarks that perheps that
policy hes been considered. The uestion I'd like to ask is how does the
Far Depuriment stand on that proposition?

Well, it is rather a ticklish situstion. (O0ff record)

Thet brings up & good ~uestion ss to whether the Wer Depertnont should BXpand
ite munitions activities, whether thepe should be more governmeni-ovned
establishments. I think, as a2 whole, thet 1% 15 not & wise idea, The e

are certain cases where there 18 no exasbing conm reial industiy that can

be converted. There sre powder plants, losaing plants, and there are
probebly chemical plants, and whet not, that hove no coz ercasl counterpart,
and thé?@ is no possibility of finding something you can convert. There

are caéeﬁ wheie those actavities, unless they rre crested by Government, will
lcave's 4&ry definite gap in our procurement plens. ¥e can'i po:sioly get
plants F; produce vhe i1tems needed 1n the propsr time. How there are s

few cafes like that where probebly some expansion of Government cctiv.ties
would be justified, bub that, on the whole, in my judgment, wo.ld not be the

i/
naﬁé because we snow thst when peace comes, when these plantg are n- longer
!
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needed they stand in reoserve snud become cbsolete. The expense of maintaine
ing theu is great and wless they are peintained the chances ¢ e they will not
be usable when you want thezm 20t r o long »er.od of prace. It seems to e
thet our betier z-proach, with those few excertions, where there 18 & eritical
situation involvad, would be to demend on private industry which slways keepe
itself ressonably up to debe with r speet to equpment; depend on that
industry to comvert itself 4o ar purposes, and to keep cur lins perfocted
and rignt up o dete a3 far ns possable, I thank that probably dur.ng

the lagt wer we went too fer in cresting sonme of cur munitionsg ordnarce
plants. They hove beon 1dle ever since. Bome of them have rented out
fagalit.es to privite firms becouse they haa no use for the buildings and
those facalitics are tobally mavesdle or ancepeble of bexng used now for

the ,urpose for which they were built beseause we were unsble to Leep thenm

up bo dete durdng dhis lony peraod of prece.

Colonel Hiless Jmy more qmeestlons? Any westions by the Feovliy?

Colonel Borden: OColonel, would yom tell us an nmore detcil ~boak ¥ a1s pew
division that is following the foreign orders; just what 1t s noung?

k. Yes, tast ie cvite an invevesthg development thet 1 lustrites how flexible
‘our plmns have 4~ be. Thece wnruiries from foreign councr.cs for mmritions .
to be produced in this country were dribblang in at a slox rate prior to
hugust. Then sll of z sudden they became overvhelmng, especially atter
Sewtewber hen wor was declared. They hod been handled in sn informsl way
ptegedang that, but the job got so large it co.ldn't be brudled wnat way.

The uw/ium came up, "Phat sre we goling to do cboat WE'F e hod to gave
thege ;/;eaplee an ansker and whob sord of an organization should be sebt up

for “2/4: There wes nothing imsediately In the Army snd Hovy Hunitions Board

/ -
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thet locked suitable bub we remecbered thet duraing the ®orld Bar lhe

¥ar Industries Board had an allied purchasing cowraission connecled with
it. In its esrly days it hod = clesrence compntiee set up in it to clear
domestae orders and keep them from getuang in ench othors way. ¥ell, the
logical development from thebt thought was thet the Army-llavy ¥unltions
Boerd is in a position o do some of this work, 80 we picked oubt some =en,
& couple of nen from the Boa~d and seb them up as & clearance comcaliee

to make thewe contacts. We have contaclt men in ewce of the su ply branches
that are interssted and the inmguiries thel sre made by Soreig. couniries
for thede nsterisls come to this cormitiee. The Havy 1s, of course, very

imph intersgted an ite

+
~

It 1z working very nicely so the resuld is thess fe.lows get an
imvediate answer 2o Yo the possiblliiy of getiing the . terials they need
and whether 1t is possible ¥ use our designs for equipment for wnear
particular use and so on. You see the sdvsntage of having it sork ocut
that way is thut we can direet those inruiries %o allocated firms that we
would like to have get experience in the manuwlacture of this ecuipment, so
it works directly in with our plansg ip the way of an Eduecstional Order, you
might say. Any of this business being plsced, especially if 1t is for our
own design of egvipment is adding very meterially to the resources in tnis
counbry for prodvection in the event we need that production iwxselves. Does
that snswer whet you had in maind?

Perfectly. Right along that line sopposing s plant zas allocated up to

250 pornte for our Army and Kavy wartime orderg snd a foreign government
should name that fmeility as a preferred siirce and want very much to place

an order with that concern. ¥Would we, under our present policy, & prove that?

o
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Well, thet reises a very nice gquestion. It hes Lorgeiy 1o do #i.h the
political situstzomn. My oo way of looking at it, .n. I .on't mmow helher
evpryone would look ab it the .ume way, is tnn. those p.ople over tnere

we are furaishing meberials to sre really fignting the war we may hove to
fight here in the course of tae next few years if we get 1n 1t, and tnai
the best thing we can do with our menufseturing facailites 1s to anke
avaiichle to them vhe resources thev they nesd, If I 1sc the dec.sion, Itd
be w1iling B0 go bo ke point of sscrifieang e re of oo own certwl prodiie
tion 1f necessary to belp thex -ulj mov alone, _.nply rrserve cans city, Tor
after all 3% we wre nob using vhe i1oserve caproity Shere 13 a2 orilcuddr
peint in keeping it For pocsible emergency. 17 we have cu-rent -rders in
there that wre requived for our own resrmement progrem wny then the situstien
ie dalferent. I'd even go %o wmue ocxtenl of po.sibly favoring them under
schbual production to give them some of the t'inm, s they nced becsuse I feel
they are fighting whe same bavile we may be Tishiing in tne course of o
fow yeurs.

How that iz not 2a orthodox way of lookimg av 2t bubt I thank probably
in the long run 1t would be belter tor us if ve looked av 1 o4zt way then
if we trisd %o hesn over backward 2 litile foo far in getiing our own e L
ment .p shers or gevtang & complebe supply of our cwn o vipment,

Itg la.ke to ask iF sny Iaguiries uve been recsived fron Germeny to _ure sge
munations in ihis sounwrey? N

{0 record)

I vead on article in wne Times-Hersld lost night to the eflect thet a

mexber of Congress ncs proposed that tne Cov rnment sell o Finlend 10 #2000
Gerand rifies at the nominal price of %1.00 e~ch for he ~urpose of expezincnd

m'gxbw



A

Ae

Qe

&e

Ge
b

ey

,
gt A
anid topb. Have you had & reaction from that?
I saw it gyself, bui thonght thet 1t 18 probably one of those balls you
never heur any more sbout. We need tnose curgelves too such,
I don't seen to quite understand how these foreign o iers come into your
hands. Are they sent to you by the Buste Department under ihe adninistrge
tion of the neutrality sct?
That 1s right. ¥Bhat usually ha-pens is tha® the mission comes over and
comes to the embagsy of the couniry concerned. They semd them irmedie tely
over to the State De-artment, Through = working arrangemnent se have hagd
for a long time, the State Dopsrtment imsedizately sends them wowm to the Bar
Bepertuent and they are duly sceredited and they see what .g vanted and
after considerable diseussion buek and forth the thing is cooraincted Lad
the country knows what it can look Zore It 15 cone throagh the State Bepurtm
ment jiret of all,
Is there any cooperation bebween the State Deportment and the Hovy Department
on these multers?

isfron
sbsoluvely. This committes I .peak of{ the Army-Novy Munitions Bosrd ,
ané the Navy has equal control.
Does 11 operate wnder the State Depsrtment?
The Aruy-Wavy Wunitions Boerd Gommities was set up by tho President and
approved by the Presidentawsy back in July, and of course the Lroy-Nevy
Hunivions Bosrd reports dareetly to the President. This w2s & sub-commiiiee
of the Army-Navy Yumitions Board that wag wovroved by the Presuident to
bandle thiz particulsr situsvion and the incuiries come tarough regular
channels down through this Bosrd and presuasbly this Bosrd is handling it
a8 dirceted by the Prosident,
-5
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Does this Bozrd ¢ .ngider mmaitions, menw'actured icems and rew naterials
ag well? I sotaered thot they dad.

Well no -~ the zeneral msterials thet zie not in tne nsb re of speculie
sunitiong are nobt handled. W®e fesl that 23 not ocub _ine, and th t ithey
cught to make their contacts witn scme other source, lirsetly =ath the
vennors of those articles. Ve are keeplng ourselves within our own .ield
but vhere we can give vhen 8 litile assistandeor o sy, restion of co.raze we
are trying to do it. On the «hole we keep curselves enilrely within the
sunitions field.

Has there been any plan made forf;rccurﬁﬁant set-up in forelzn coun.r es
in the event we would gel ini. some difficulty with amother pover?

¥o, nothing hes been done on thal to sny degree of def.niteness. There
will De raw -atveraials coming from <broad trat will be hardled by our forelgn
trade setb-up thet «e have under the Army-liavy Funmitionsg Board or uvhe War

Resoarces Adwinistrstion, but on the whole we Jegend on our own resources

T

and enasavor to provaide within our owfi domestic boundaries whai we need to
CRYTY Olie \

& furiher gquestion along thot line. Is there any particul-r rcoson thai
the Planming Branch is limited to domesitic res wrces’

We hove oo be suce of whed we cen gt ana we canft be ~ue f aaything from
abeosd. That 1s why we are bringing in -trategre msterial. It i, very
pozsible thst the ses laneg to the Dubch Frst Indies mui'hit be cloged ond
we couldn't _et rucber, so we put rubber in <uw: astock ales. On uvne other
hend it 18 entlrely reasonsble do tihank th:r thore sca lanes may be nept
open for & lung periocd of itine. ¥We siill have cur stock pile, but the
wecertainty as to the sea lanes nmakes 1t necessary that =e provide within

4&6‘
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cur own houndaries here the metorials we are g ing to need. There iz a
enence that thoss resources may not be avalleble 2na ve must cake provision
to meet that particulsr s:tustion.

Since we have chenged this conference into z foreign order ¢ nference there
is & cuestion we would like to ask with reference to contract. Can you, or
will vou, tell us whether procurementslsns are being mace .n 41 r.ca un er
fixed price contract or cost-plus contracts. Befose you snswer bh b, 1%d
lxke to zgk one that will give a chance to geb swey Trom foreigm orders. In
connection with Bducsiional Oruers are we baxing such steps in connection with
asserted cost of mumufscture or establishing cost accounting systems thet

we can procure o & faiwed price eontract wnen we actually have to procure

it from these people whoe are gebtang BEducetional Ordera?

Well, your favst ruestiony I don't imow whot lhey are coing on ihet. We have
kept ourselves clear of any dirsct relstion belween the purchasers of these
naberizls and the vendors of them. Thet 1s something thet 1s the r private
buginess snd tbhey do thed shichever way they can do 1t best.

T rege.d to the cuestion of fixing proces on our war contracts, we are
meking studles of costs all the time, of course, but e belaeve our new forms
of contrachk sre suff.ciently flexible 1~ permit us ito get a fair cosl determina-
tion in settang up those contracis. Generslily we tse a fixed rrice c-atract
vherever pogssible. I{ you can come to an agreement with the manuf:ciurer on
& fixed price, well snd good, bubt there will be cituations where you cannot
setile on a fived price. There are several ways by which you cen do 1t
Probably ine aoct flexable way 1s — if you have an order for 50,000 of the
item, put in 2 pilot order for 2,000. Keep sccurate account of the cost

e
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through cost sccounting methods for smanufecturing that pariticular lote.

Thet is the basgis for &8 [urtber and larger order. It may be thal you get
sufficient date to ensble you to arrive at s fixed price for the w.ale
50,000, Haybe you will have to have a zecond pilot contraet for 10,000,
but eertainly by thet time you ought to have an icea of vhat the cosb 18
Does thet sngesr your cusstion?

The thought hed cecurred fto ne trazt the Fdueationsl Order could be used an
& pilot epnirset, Thot is, I understend Bducationel Orders are given in
ponce tine -~

Thot 1s right.

If the correct steps were teken fo beep track of cosis, it seems to me thet
we would heve z polnt esteblished in pesce time so we can immediately step
into & fixed price conbract when we stert procur<-sent from tnese peo, le

sho received Educationsl Ovders. Thet was the prant of sy ~usgbion; whetrer
we are actuslly tsldng thoze stens now in comnection with Tducati nal Orderg.
One of thne v ouniresents of Fducational Orders is thet an estimzte be nade of
the cogt of producing the item wmder that method by which they have worked
out their production plan. I dontt think those estimetes are going to be
perticulsrly neeful. Under an Bdueational Order you meke o very few of the
item and the rest is & study of the seuipment, of how you would re-arrange
the plent in order to get into production orders. That 1s =11 paper work
and 1% ir based largely on estimaves. OF course they ore of sone use bub as
we get inte guanbity production costs go domn snd the grcalter the ~usntity

the lower the cost. I think if the Government ticd itself up to a fixed cost
1t

in thst wsy/would get the small ond of the deal before they got through. There

are better ways of finding eonsis than through Fducstional Urders.
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By .uestion is parily curiosity and purily « It xg my impression
that the Arerican Army, except for the tame ¢t the cloge of ihe first Rorld
¥ar, was praclically ignorsnt of the malivary secrets of the other armies.

It zlsc a-pears we are in a good horse~trading relatiomsnlp with other
countries right now. Has anything been done to Jind oub any of iLioe secrous
these penple hsve, for example the British, thet =ight be of value to us?
That is one resson why we headed thaig thapg 21l up un.er ithe Armyp-Hevy
Hunitions Bosrd; sc we would know what orders are being plsced in this
eountry znd what they nre for. ¥e are geviong all the nformruion toet is
availeble from thet source. As & palter of fact I don't ‘haink they hrve disw
covered anything psriticularly stertiing so far. .

Persornnel seems to be most imporient in c&rrying Zﬁy plan raght now. HRaght
now these officers are hendiing dusl sssignments by being on the srmy-Havy
Hunitions Bosrd. In tinme of wsr would they be moved up into tne Hunitions
Board only or would they contimme to have cusl Punct.ons?

The ¥unitions Basrd would be so busy it wouls toke theix full times. I think
what woulld happen would be thet the best men, the older men, more e periencsd
meny would go to the Hunliions Board bubt their understudies would coatimme

o carry on in the 0.4.8.Ws As I $¥isualize if, and ss I imdicated in the
former part of my telk, there will be a grest many (usstion. thel will mean
adaptation of owr plam %o new conditoons or comuitions we heve not visuw.laned.
You mart have someone in the Hunltions Board thot will make the cocisions that
nre necessary. Trere %iil be a great meny -uestlone, say beluween the army
and Wavy, ap to priority when the sirategrc situation becomss clesr. OSay Lhat

now we divide e Mertin Plany for aireraft £if4p-fifty betoeen the frry wnd

Navy., It mey be the strategle situstien w11l re uire the Navy to have v1l of”
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it or the é;my t¢ heve sll of 3t. That deeision has to be msde promptly

sad the Arny-Novy HMunitions Bosrd would be the one to asxe 1d. You can't
carry any declsion to non-militery people %o make because they don't amow

all the facts and they cught not be asked to decide on ruestions inat are
military in character. In ftime of an ezergency the Army-Bovy Monitions

Board would have to heve the best personnsl on both sides of the Army and
¥avy and be ready to give those decisions. Now they could draw from the
Planning Branch, snu from the Havy and get 2 real .orking organization.

It i3 gulce evident, of course, that probably the most importent qecisions
would be mede in the Army-Hovy Huniiions Bosrd so theit the senlor men would
go to thad Board and the second line of men, the understilies, would coniinue
to carry on in the Planning Branch. I don't think they . ould perform sny
dual funcrions bevause they would a1l be busy and i1t would take their full
tinge

Does the Plepning Branch anticipate any interference in allocsting and in
vrocurenent planning, empeeislly in key facirlities, due wo # long term Avmy
or Havy peacetime orders? ¥het I have in mind is that Bethleh.m Stesl t.0k
tne entire bomb conbtract for the last year and [ vnderstand that will
necessitete considerable acbivily inm the shell shop until et le st J.ly, W1,
but sle hés not allocated any bomb bodies for wartime nanuf-cture ond I wnuer-
gtand the entare facilities of thst job are allccated to the 2ruy snue Havye
If war at@éﬁe& next July what are you going to do, throw those bombs outl

The p@llﬁygéﬂ%aﬁiisheé.by the Avmy-fuvy Humitions Board a .aiwtle shile ago,

a year or mire apo, was thot sny cuwrrenmt orders inm an allocalted pi-nt on H-Day
would ﬁﬂé‘ﬁlﬁh}’ be carried to completion. That, of course, 15 entirely loyical.

If the item v needed snd the plant 1s set up and goang, Lhe ecunomigfthlng 1a
to completé tae order, That may upset the allocation that bss peen mede for
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that perticular piznt and I think there will be ceses where the allocstions
we are getting up in pescetime will not be particulerly applicable znd will
have 4o be changed. Thot is why I say the Army-Navy Hunitions Board hes got
to be made strong and sctive immediately on E-Dey so it can declde suek
vusstions such as that, Ve must realize thet our zllocations are the besit
solution that we can foresee st the present time but not nececgar.ly the
final sgolution. ¥e must adjust curselves » the situ tion, the strategic
situation that .evelops on E-Day and it won't be uniil E-Day, or very rueh

before thet day, thet we can see whal those situst.ons ere and adjust ourselves

o them.
Ge {Colonsl Jolnson) Hejor Huff is just being polite to you. He wanbs to know
3
why we can't change them now. \

Ae. Thak is something for the Ordnance Derariment; they have the responsibility
for thats

e Whrt I bad an mind io thet this is the bisgest bomb order that has ever been
placed. 4 lobt of new bidéers came in on this order lest year and I zealize
that legelly it cculdn't be done, but thet svder could eove been divaded micely
between four or five dilTerent plants 28 we had a lot of fac.lities for that,
What T also had ip mand is thst 211 ls my understanding thci vl..¢ are key
faeilities - there are certain plants thot can nake certa.n i1teus —— they
are the ohly zaeilities you heve and your recidremcnts ore much _roanter as
those plants are the only ones that can =mske the ivem. The steel facilaty
may re tied up with pescelime orderg and thail woula delay us a2 monlh o W8,
Could you actuslly shift those contraels? Is there any provasion under which
they could be ¢hifted?

&+ By thls peacetime, this less essentizl business, do you mean cowvercisl business

Al



A

ha

Ca

b

s

Yt ,
ﬁJ§§ *
%‘ﬁ L

I mean essentiel wartime - War Deperviment usnd Hsvy business. For instance,

or for the Services?

take thas particud r bomb contract., If yom were aubporizsd Yo heve them
negotizte with other firms to f111 the order, place cruers wilh oth.r Zlants,
and within twe or thres months be gelbing bogbs as fagn 3 you eruld load
then, ang thereby you could iake over tne facilaly of Bethlehem for what

you wanl wo use it for,

I dontt know what the answer to that situst.on vovdd be and you centt find
the auswer until H-Doy comes pretby close to ug and you cowlu deternine
whether you aeeded bowbs first or thas other smverial. How 1t zmaght be

that bthey would hsve to curbsil part of the order for Ponbs to let something
elge ip that ne cne else could produce. On the ochey hand, bombs mrght be
the mest imporbant thing on the list and you then let them complete tneir job.
In pescelbime we can¥v fix priorities bebween iteuzs, I 1t 18 & land war that
is one thang, 17 = Havy wer, whet 18 something else. If axrplanes are couming
ageinet §e meybe we will neefl bombs and meybe we will not. Whet I am
primarily inverested in i gelting the sebtup inm such e posilaon thet we can
make those decisaons prompily, based on thisz siretegic situation that nay
arise., ¥#e sll reslise that changes in cur ellocabions will aave %o be m.de
and enangss 1n all of our plans will have to be made. How Just wnat the
porticnlar solubtion to thot cage i I don't believe snyone can say wnbal
B~-Day is pretby close to us and we know whether bombs araf;nhlghﬂr FPLOrLLY
onn our ligt than forgings, or awrcralt g;ime, or samething eise.

Bell, say there wes s pescelime contract, eould thit contrsct juet be cane
celled when war storted?

If 1t is wridten in his contrsct.

Ko, it ie not writben in.
12w



ks OF course if 1% iz private business under Bection 120 you coula do tiata
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IT it is Government business someone hws o rscch a deg.sion as to whelbhsr
the item wnder current msmufacture is more importsnt thali omething you

want to put into the plant, If the Govermment thinks it worihwhile to cancel
the contract and pey them sll the damages that would result from cancelling
iv, they can do thal.

It would probebly tzke considerable negotistion and dime to shift it zround,
wouldnkt it?

Well, we hove owr plans sve going to be complete and are trying to anticipate
these condations as much as possible go thers vill be a minumum of thate

In spite of everyithing we are going to be sble to do in peacetime, we will
have mony situstions such as you refer to. ¥We must gel our orzenization ready

to handle those things ag they eome UD..

Colonel Bilews Subjecht to the remorks mode by Colonel Rutherford, you snow very

Ge

;. %

1

well what you would do if you had to do itj you'd go aznesd and do it and say,
*Let the chips fly where they wall®.

How we huove two other -pegoersy and we do nov went to keep Colonel
Rutherford too long, willing as bhe ls ¥» saswer ocur cuestions. Are there
shy othar . uwestions?

In comnection with & sbudy I am msking I wounld lake to knov whether any of
the perscimel of the Army-Hevy Yunitions Bosrd wkll gzo to the fdminastraiion?
Har Hesources Adninistretion?

¥es, do you consider there sre sny probiems in connectaon with personnsl for
thoze two seb-upa?

Only enough pevsonnel will go up to the ¥ar Rescurces Adcanistrotoon ve & sist
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ther in getting organized. We inow whet our plen 13 ere. Be had our War

Resources Bompd study it and they avproved it. As & matter of fact, the ,

i
- . 4
re-ort of that Board couldn't h ve'besn any more approving of the scneme

that we have worked out, if I had writbten it myself. Hy thought is thei
enough men will go from the Arny-Havy Dunitaona Besid to ¥ar Hesources Board
to got them do feeling & 1itile bit at home eno help then get orgsnized snd
moving along. Help them to become familiar with the plen as far se poosible,
if thev sren't already Tamilisr waith it because of thelr peacetime activities.
£ffer 811 & militsry mon's job is something th.t ertains to the military.
He has been trained for that and it would help as far as ,ebtling this thing
moving along smoothly up there, but I think there would be mors real
problems o be solved in the Apmy-Havy Hunitions Bosrd in tne early stages
of an emergency ‘han ihere will be in the For Rescurces Zdnindistration. Our
accent ought to be on the work of the Army-Navy ¥unitions Bosrd in thoet
esrly poriod and I think that s whers the men should stay.

Some of those men, 38 you said, are coming irom the Plemning Brarch. Do you
anticipete my difficuliy in procuriag the right type of persommel for the
Army-Hzvy Bunitions Board?

Thaet is 2 problem we have been giving & lot of thought fo. It i & daxfiicull
problem. The more wep that come up through the ranks of industrial mobilizee
tion, the eamier it 18 going Lo be., ¥We heve z 1st of men with their wsobilize-
tion assignment in the Planning Pranch, which increases it materaally, and
many of those men have mined ex-erience through the Industfial College, mnd
the Districts snd Plamning Brench, sznd all thet., 8o we have & list to draw

ont thet relieves our situszison considersebly from what it wes & few yoLTs Lpo.

Colonel Hilest Any cuestions from our visitors” From the Faculiys
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Colonel Lewisy Colomel, I¥d like to (uestion the soundness of the whole

Ae

A,

nobilization plan we have now. It sirlkes me thst car whole mebalizalaon
soheme of manwpowsr and sateriel is bhased on using the B-atlsh Nevy and
French Army sg our first Idne of cefznpe. The events of the regend car
indrenve thed the tame of the non~professionsl catizen _0l.iez 12 nusi.

Our whole scheme accerts & leg of from sax wonths 1o o year Lefoie we can

do moch of anything bub be on the defemsive. I'd like your reactaon to that,
Hell, you wt me in the position of a Harghal Foch, or someone at Con.ress
mexing our national Jefense volicy. I don't know that I sm qualified to
comment on that. Thet iz a 1ittle too broad for ze to answer there, Lewn.s,
but I don*t believe the people in this deumtry would st me for whet you ave
sdparetitly advocating. You want 2 bigger Asrmy and went 1t roady to go. I
don't know whetner any forces gould be brought ogeinst us ouler than s Naval
force «nd sarplsne ¥alding, that gould poosibly be more than sometbing like
200,000 men, =2nd when you think of an expediti .nwry force of 200,000 pen it 18
sone proposilion. Fow the Army thet we nave atb the wesent time coalo ceri:inly
handle any “00,000 men thet could land anyenere asrounc this porid of e vorlds
That 1s only = smell pard of the situst.on, so I don't kamow tirt I go along
with your apgument thet we oughu to hive a big standing army ready tc go
rmmediatelye I don't believe the people in the counvry woul. sisna for ite
I*3 1 ke to comolebe & uestion ssked before. There bave been mnnouncenents
by the frar snl the S8i~te Deosriaent about accepring tre reanonsibility of a
hemisphered defense. In vaew of thab, if we vo aceept the res omsibilaity for
a hemisphered defense would it be so for rescned &8 10 encoursge having
menyibions an this country lor the srmament of some of our Latin-Anerican stoles?

I hoven't heard enybhing tn:t would inaicete that thet » 1ld be the case, Our

] B



w;;g!t”; &3?
fones® ¥

manufacturers sre not interested in the sumitions inaustrys. They will =ork
with us becsuse the Government asks them, bub they are not interested in
meking munitions.

i« HMore money in sometbung else?

&, If & good sized order comes in that looks like a chance of mzking some .oney
probably they woulu think sboul 1%, but they arve definitely not seeking
punitions oraers snd 1t 1 being found cuite daflficult to -6% them intercsited
in them. I dontt thunk there 18 mmch chance of our developing murit.ons
industries similer to Vickers or Krupp, or any Lhke thet.

Colonel Lewis: I notice $h.t Gemeral Menu 1in France uses the tern "Succecsive \
Ppprog.amabion.” Thev .escribes the thought vou heve left with us. A

4. I am ¢ixd uneb the General ngrees with me.



