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Director, General Motors Department, United

Automobile Workers of America, CIO; Member,

Committee on Training in Industry, National
Defense Advisory Commission.

This progrem is an outgrowth of the American automobile
workers'! conviction that the future of democracy and all
that our people hold dear are dependent upon the speedy
and successful prosecution of our national defense program,

T heve discussed the general outlines of the program with
Assistant Secretary of War Robert Patterson, eand with
Philip Murray, President of the Congress of Industrial
Organizations; Sideny Hillman, member of the National
Defense Advisory Commission; and R. J. Thomas President
of thé United Automobile Workers of Americe, cio.

Upon being urged by these ljeaders of government and labor
to complete the survey, I consulted with a mumber of highly=-
skilled designing engineers, tool and die makers, jig and

fixture men, and pattern and model makers employed for years
by General liotors, Chrysler, Packard, Hudson, Briggs, Murray
Body and other automobile campanies. Individually and joint-

ly we made first-hand studies of the aircraft motor parts
and wing and fuselage assemblies. All of these men are
members of the UAW-CIO and are recognized by managements
as well as by the union as master technicians., They have
contributed to the formulation of this program which we
now present as part of laborts contribution toward the
solution of a grave national problem. Sn f :

United Automobile Workers of Amerlca, cI0, 281 West Grand
Boulevard, Detroit, Michigan

i g e et . S
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 fields of Eton. This plan is put forward in the belief that

OR UTILIZATION OF THE AUTOMOB m; mmm“nmaﬂ

 PRODUCTION OF DEFENSE.

1t used to be said, were won on the playing

. England's battles,

~America's can be won on the agsembly lines of Detroit.

‘In an age of mechanized warfare, victory has become a product- .
ion problem, The automotive workers for whom I speak think
 our industrial system a productive giant capable of any task,
provided it is not forced into battle with one hand tied be-

hind its back., They also believe that we need send no men %0

a future conflict with the Axis powers if we can supply enough e

mechines now to our first line of defense in Britain. The

machines we and the British need most are planes, and the sur—- "-

vival of democracy depends on our ability to turn them out
quickly.

The workers in the automotive industry believe that the way

to produce planes quickly is to manufacture them in automo-
bile plants. The automotive industry today is operating at
only half its potential capacity. This plan proposes that

the unused potential of the industry in machines and men be
utilized in the mass production of aircraft engines and planes.
Tt is our considered opinion that it would be possible, after
six months of preparation, to turn out 500 of the most modern
fighting plenes a day, if the idle machines and the 1dle men
of the automotive industry were fully mobilized and the private
interests temporarily subordinated to the needs of this emer-

gencye.

Time, every moment of it precious, its tragic periods ticked
off by bombs falling upon London and the Midlands, will not
permit us to wait until new mass production factories for
aireraft and aircraft engines finally swing into action late
in 1942. BEmergency requires short-cut solutions. This plan
is Labor's answer to a crisis.

Mr. William F. Knudsen says that airplane production is 30 per-
cent behind schedule. It will continue to be behind schedule
so long as we continue to rely on the expansion of existing
aireraft plents, and on the construction of new plants. Expan-
sion of existing aircraft plants means the expansion of »lents
utilizing the slow and costly methods of an industry geared to

hand-tooled, custom-made production.
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machinery, and this new machinery largely duplicates machinery = -
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itarian Europe

Packard and other companies ave stdll digging the ditches and

pouring the concrete for their mew airplane engine factories:
The Axis powers will not wait politely until these fadtories

New plents, when finally erected, mist be filled with new o

already available in our automobile plants, The machine imd-
ustry is overtaxed, The emergency of war cannot be met in the =~ -
normal time necessary to construct new plents and equip them -
with the Tequired production machinery. v R P

We propose, instead of building entirely new machines, %o make
the tools required to adapt existing automotive machinery to
aircraft manufacture. : St BTl e i

We propose to transform the entire unused capacity of the
automotive industry into one huge plane production unit, . -
Production under this plan would not replace the output of /i

the aireraft industry proper, which would continue to construet
the large bombers and planes of special design. g

FIFTY PER CENT OF o industry in the world has

AUTOMOBILE INDUSTRY'S the tremendous unused potential -
POTENTIAL CAPACITY _ productiwe capacity of the Ameri-
IS UNUSED. .  can automotive industry, end no

industry is as easily adaptable -

to the mass production of planes,.
A careful survey will show that the autanobile industry es &
whole is not using more than 50 per cent of its maximum poten-
tial capacity if that vapacity were properly:coordinated'gnd
operated to the fullest degree. # : :

The automotive industry could produce 8,000,000 cars a year.

It is vroducing approximately 4,000 000. These unpsad,plant-“
reserves, as shown by the figures g{van in the reﬁeral-rraqg

Commission's report on the Motor Vehicle Industry are greater
then the total motor plant capacity of Englend, Germany, France,
Italy, Russia and Japan combined, Adapted to plane production, .
this unused potential capacity would give us world plane suprem-

acy within a short time.
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. ‘At present the automotive industry never operates at more than
80 to 90 per cent of its maximum potential capacity, and then
only for a few months each year. The rest of the year it oper-
ates on reduced schedules, and many plants shut down completely.
~ If automobile production were spread evenly over a l2-month
 period, it would be possible, without reducing the total out-
put of automobiles, to convert a large portion of this machinery
to the manufacture of planes.

During the automotive year ending last August, Nash used only
17 per cent of its productive capacity; Dodge used 36% per
cent. Nash, working at maximum capacity, could have manufac-
tured its total output for the 12 months in 49% working days;
Dodge, in 111 working days. Chevrolet, the largest single
producer of motor cars, turned out over a million cars durling
the last model year, and yet used less than 50 per cent of its
potential productive capacity. The main Chevrolet Motor plant
at Flint, Michigan, produced 380 completed motors per hour at
the peak of the 1937 production season, utilizing all four of
its complete motor machining and assembly lines. At the present
time, at the peak of this year's production season, the Chevrolet
Flint plant is producing 282 motors per hour, with one motor
line stending completely idle, while the three remaining lines
are operating on a two shift basis, Since 1937, Chevrolet has
built a new motor plant in Tanawanda, New York, which at the
present time is producing 65 complete motors per hour, with &
plant capacity of 90 motors an hour., This would indicate that
at the peak of the production season Chevrolet is only building
347 motors per hour, with an actual capacity of 470 motors per
hour. With an unused capacity of 123 motors per hour at the
peak of the production season, it is obvious that Chevrolet

has unused reserve which becomes tremendous during the months
of reduced operating schedules,

The availability of automotive production facilities for plane
production in Chevrolet is again shown in the case of the Chev-
rolet Drop Forge plant in Detroit, the largest drop forge shop
of its kind in the world. If this shop were operated at full
capacity, it could produce all the drop forgings required for
the production of 500 airplane motors per day, and still supply
the Chevrolet company with sufficient drop forgings for 1,000,000
Chevrolet cars a year. Skilled labor to operate this shop at
full capacity is available. Other forge shops, including the
Buick end the Dodge forge shops, are also working at far less
than capacity. (See appendix for -shop equipment and production

schedules. )
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oh from all indications may continue y

11l defeat our national defense program, An additional

~~ burden is placed on the already overloaded machine tool industry.
. We propose to short-out the process by building only the tools, =~

dies, Jjigs and fixtures necessary to convert idle automotive

machinery into plane engine machinery. A few special machines

will be necessary, but these will be but a small part of the
total equipment. In this way a job that will otherwise teke

- at least 18 months can be done in six months,

; Cartain.basic machines are necessary to build both automobile
. and aireraft types of engines. These include gear cutters, gear

shapers, secrew machines, bullards, drill presses, punch presses,
broaching machines, turret lathes, various types of milling mach-
ines, various types of lathes and Fay machines, lapping machines,
various types of grinding mechines, die casting machines, forge
presses, header machines, foundry equipment, welding and riveting
equipment .

AUTOMOBILE INDUSTRY The plane has three main parts:
ADAPTABLE FOR STAMPING engine, wings and fuselage. Just

OF WINGS AND FUSELAGE. as there is unused capacity for
_ . the production of motors, so there
is unused capacity for the production
of the wings and fuselage. The large body plants and the parts
plants have metal stamping equipment now used for stamping out
parts for the body of the automobile which can be adapted to stamp-

“ing out the parts which make up the wings and fuselage of the plane.

Proof of this is provided by the tentative plans being made by the
automotive industry at the suggestion of Mr. Knudsen to manufacture
parts of the wings and fuselages for large bombers.

A survey of the large body plants will show that their equipment
for pressing and stamping metal parts are also not being used to
full capacity. Murray Body, Briggs and the Fisher Body plants
show a 50 per cent overall unused capacity in their pressrooms.

Striking is the sxample of the Fisher Body plant in Cleveland,
which contains one of the largest pressrooms in the industry.
At present it is operating at but 40 percent of capacity, although
automobile body production is now at its peak. In 1936-37 this
plant made all the stampings for Chevrolet bodies, employing 9200
employes. Today it employs but 3500, for Fisher has built a new
lent at Grand Repids, Michigan, further adding to body ca¥acity.
?See appendix for equ{pment in the Cleveland Fisher plant.
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- Technical problems are involved, ¢

- Gies to stamp the lighter aluminom a1l
That these problems are not insuperab

Murray and Briggs are already ipiz

- bombers, = . R

SKILLED AND

. 5 S Bk1168 Tabor \niResstsary to thd
PRODUCTION LABOR  ‘out the tools am »ﬁ'_s;gstz-guu-_gqﬁ-@*
AVAIIABLE IN THE . adapt these various types of automo
AUTOMOBILE INDUSTRY. . tive machinery %o plane production,

~ The auto indust:

: 7 reservoir of ski. ] 1 2

world, More than 35,000 tool and die workers, jig and fixture

men, pattern makers, draftsmen and designers, and allied crafts-

gen are employed in the auto industry at the peak of its tooling
rogram, Shn Bt bosn Rt e

labor in the :

Tooling is even more seasonal than production. Each year thousands
of the industry's most skilled craftsmen work at top speed for a
few months to complete the necessary tooling work to agapt the old
machinery to the new models. When the tooling program 1s.completed,
only a skeleton crew of these skilled craftsmen are retained for
maintenance and duplicate tooling., Three or four thousand skilled
éraftsmen are shifted to ordinary production jobs while more than
10,000 are laid off entirely until their labor is needed for the
next tooling season. N g :

During the past five years more than half of the tool and die
makers in the industry, or more than 10,000, averaged less than
six months work per year. At the present me there are approx-
imately 3,000 tool and die makers unemployed in the auto industry;
some 2,500 have been transferred to ordinary machine-tending pro-
duction jobs., Many of the remainder are on a short work week,

In addition to the men who are unemployed, those working on pro-
duction and those employed only part time, there are at least
2,000 tool and die men who have permanently gone into production
jobs because of the short work year in the tool and die industry.
These mechanics could be cambed out of production departments
and made available again for tool and die work.

Thus in manpower, as in machines, we have unused capacity; the
highly specialized and valuable skills of 7,500 tool and die
workers are available to do the necessary tooling for the plane
production program here outlined.
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'poration, a division of General Motors, 1s now
d models for a new b ?gas%fnmﬁtchryslar'alaoﬂff- ok
eis ‘new models, for which some dle work is likewise =
under way. If the automobile industr : S
. for new models, it will absorb these unemployed tool and die ~
- workers, However, if the introduction of new models in the
auto industry could be delayed for six months, from 12,000 -

try goes ahead with plans

%o 15,000 skilled mechanics could be made available to build

- the necessary tools, dies, jigs and fixtures for the production
of an all metal pursuit ship on a mass production basis, =

The tool end die shops of the automp$ivb:indd3try likagfﬁé.tddiﬁfi

and die workers themselves, are partially idle. le 90 tool and . .
die jobbing shops in the Detroit area affiliated with the Automotive

Tool and Die Manufacturers Association employ 7,000 tool and die
workers when operating at full capacity. In addition to these
shops in the Association, there are some 75 additional tool and
die shops which employ 1,500 tool and die workers at capacity
production,

In addition to these independent enterprises, there are large
tool and die departments within the auto, bo&y and parts plants
proper. These are known as "captive®™ tool and die shops. These
great "captive™ tool and die shops have a capacity beyond the
available manpower if all the skilled men in the entire industry
were employed on a full time basis,

A typical example of the tremendous unused capacity of these
captive shops is that of Fisher Body No. 23 at Detroit. This is
the largest tool and die shop in the world. It builds the sheet
metal dies, welding bucks and fixtures, and special machinery
for all Fisher Body plants in the General Motors Corporation.

In 1931 Fisher Body Plant No. 23 employed 4,800 tool and die
makers at the peak of the tooling program. In 1940 Fisher

Body Plant No. 23 employed 1,400 tool and die makers at the peak
of the tooling season. At the present time (December 13, 1940)
this plant employs only 175 tool and die makers, and even these
few are on a reduced work week.

As important as the tool and die worker is the engineer who
designs the tools and dies. Here, too, the same situation
repeats itself. There are in the Detroit and metropolitan

area about 2,100 designing engineers. Their drawings would

be needed for the new tools and dies required to adept automo-
tive machinery to plane production. Designing engineers, like
tool and die workers, are largely unemployed between tooling
seasons, Here, too, a six months delay in new automobile models
would make available an ample supply of these highly necessary

skilled men.

GENERAL SERVICES ADMINISTRATION

National Archives and Records Service Papers of President Franklin D, Roosevelt

- FRANKLIN D. ROOSEVELT LIBRARY '
g3 HYDE PARK, N. Y. i O.F. 4234




 Just as there is no shortage of skill

8-progrem

~ industry, so there is no shortage of unskil
; L

the defense program, there

mobile workers unemployed O
ands of young people in automo
welcome an opportunity to work

le production areas

THE PROGRAM .= We propose that the President of th
IN OPERATION, : States appoint an aviation produc
i - of nine members, three represe

; government, three representing mana

and three representing labor. We propose that this board be giv
full authority to organize and supervise the mass production of
airplanes in the automobile and automotive parts industry,

The first task of the board would be to organize a staff of =
production and tooling engineers and assizn them to make a plant-
by-plant survey of the industry to determine the capacity of each 5
plant, and the extent to which is is being utilized. i T A

The next task of the board would be to break down a blueprint of
the type of plane chosen for mass production into its constituents
parts and allocate the various parts of the engine, wings and
fuselage among the different automotive plants in accordance with
their unused capacity and the kind of work to which that unused
capacity 1s best adapted. Work is to be parcelled out with an
eye to spreading it as widely as possible, for much quicker results
will be obtained if each plant has to cope with but one .or two
problems of design and tooling. As contrasted with the present
method, which dumps half a hundred technical problems into the

lap of one manufacturer who must build an entire engine or plane,
this method has all the advantages of division of labor.

The production board should have power to allocate the tooling
and designing necessary among the various tool and die shops in
accordance with their capacity and their specialized qualifica-
tions.

Power to appoint inspectors for each plant in accordance with its
part in the general plan should be ziven the production board and
there should be close inspection of each part manufactured before
its release.

e propose the establishment of a central motor assembly plgnt to
which all completed parts shall be shipped after they pass lnspec-

tion.

SRR R AR Y T A, ) S e b et s
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e tomotive industry. ha ised. space as
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- ( a plant which produced only 371 cars lasp year, and which at

the present time is completely idle) be leased by the
Sent 48 3 . government
for a central motor assembly plant, The plant is large enough

for five assembly lines with a daily total production capacity

of 500 complete aircraft engines a day. The plant could be
operated on & three 7% hour shift basis and the unused machinery

now in the building could be placed in other pl -
with the general production plan. r plants in accordancs _

Similar methods can be applied to the manufacture and agssembly
of the wings and fuselage, and here too there is ample unused
floor space for new assembly lines. Six complete floors of &
building one block long and a half block wide are available at

Fisher Body Plant No. 21, Detroit, which formerly made bodies

for Buick. (This work has now been transferred to Fisher Body
Plant No. 1 at Flint, Michigan.) Several floors are also avail-
able at the Fisher Body Plant No. 23 in Detroit, and there is
also floor space available at the Briggs Highland Park plant

and at the o0ld Ford Highland Park plant.

Outstanding example of idle floor space is the Murray Body
Corporation in Detroit, the third largest body meking corpora-
tion in America, Since its loss of the Ford body contract,
Murray is not producing a single automobile body. There are
234,375 square feet of floor space in Building 107 in Murray-
Plant No. 1, 300,000 square feet available in Building No. 121.
and 20,000 square feet available in Building No. 129. This avail-
able space will probably be needed for the contract Murray has :
obtained to stamp the metal parts and assemble the wing sections
for Douglas bombers, but there is still 200,000 feet more of
modern floor space in the Murray plant vhich is now being used
for storage. This could be turned to the uses of this production
program. -

Similar is the situation at the Fisher Body plant in Cleveland,
The third, fourth and fifth floors of this building are now being
used for storage, and could easily be made available for assembly
lines. This plant at one time made all metal stampings for Chev-
rolet bodies. Additional floor space is also available in the
Cleveland area.

A final assembly plant would also be needed for the job of assemb-
ling the engine, wings and fuselage into the completed plane. TFor
this ourpose we suggest the construction of cheap flat hangars in
the open space around the Wayne County airport. Completed engines,
wings and fuselage would be trucked from the sub-assembly plants
to these hangars and the completed planes could be flown from the

airport. Similar flat hangars could be erected for final assemblies

at the Cleveland airporte.

e

a
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We suggest that the sub
Placed under the control

The first few thousand planes produced will not meet 100 per cent
performance requirements, for in mass production of planes as in
mass production of automobiles a few thousand jobs must always be
Tun before the "Bugs™ (technical problems of machining and assembly)
are worked out.- This is not serious since the first few thousand = =
Planes will more than meet the requirements as training ships.

The automotive industry workers believe that this plan is the only
one which offers hope of quick production of planes. It seeks solu-
tion of our problem not in the costly and lengthy work of erecting
entire new plants but in the efficient organizat{on of existing idle
manpower, machines, skills and floor space. : _

By dividing the parts among many manufacturers, the greatest possible
number of minds is brought to bear on the production problems involved.

Though we propose payment of a fair profit to eaeh manufacturer in
accordance with his share in the work, we can foresee the fears this
pPlan may arouse on the part of some managements. They may prefer a
method whereby the sovernment finances entire new engines and aircraft
bplants. Aviation companies may look with misgiving on a production
brogram that would inevitably cut the cost of planes by putting their
production on a mass production basis. But we believe the average
management executive would not put forward these selfish considerations
at a time of crisis.

Labor offers its whole-hearted cooperation., All that labor asks is
intelligent planning, a voice in matters of policy and administration,
recognition of its rights and maintenance of its established standards,

The merit of our plan is that it saves time, and time is our problem.
Normal methods can build all the planes we need - if we wait until
1942 and 1943 to get them, This plan is put forward in the belief
that the need for planes is immediate, and terrifying. Precious
moments pass away as we delay. We dare not invite the disaster that
may come with further delay.

* % k %k % %
WDT.mwW
uopwa
cio

GENERAL SERVICES ADMINISTRATION

National Archives and Records Service Papers of President Franklin D. Roosevelt

FRANKLIN D. ROOSEVELT LIBRARY
HYDE PARK, N. Y. O0.F. 4234




_NAME OF COMPANY
5

Chevrolet
Pontilao
Oldsmoblle
Buick
Cadillao=LaSalle -
General Motors Truck 56,410
Plymouth : ~ 5b2,;610
Dodge 378,610
DeSoto : 81,599
Chrysler i - 103,210
Ford-Mercury ’ 1,2?9,003
Lincoln 52,803
Graham 21,067
Hudson-Terraplane 125,207
: Hupmobile 300
{ Nash-Lafayette 86,696
Packard 121,301
SR Studebaker - 104,931
> White-Indiana 14,036
Willys 65,308
et #GRAND TOTALm-5, 068,803 4,228,706
e g .
Total General Motors 1,906,588 1,846,815
Total Chrysler 1,115,720 869,980
Total Ford 1,311,716 ‘936,681
Total "Big 3" 4,334,204 3,653,3’?6

GENERAL SERVICES ADMINISTRATION

#CGrand total also includes production of Diamond T Truok, Federal
Truck, Int!l Harvester, Ma ck Truck, Reo Truck, Stutz and miscellanw

gous whioch are not listed separately,

Source: Ward!s Automotive Reports

Note: Canadien production represents approximately 4% of the
total production,
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22 | 134,768 172,800 66 38,032 36| 36 |Cadillao
. ! _ ,
36%| 630,745 835,200 108 304,455| 174 174 | Dodge
3% - 221,318 336,000 103 114,682| 70| 70 | Studebaker
43 552,255 964,800 128 . 412,545( 201 [172 | Plymouth
Chrysler
24 494,660 648,000 75 153,340 135 | 87 &
. : DeSoto % o
54% | 163,268 360,000 167 196,732| 75| 73 |0ldsmobile
17 207,070 240,000 41 32,930 50| 50 |Willys-Overland
40 118,368 216,000 135% 97,632 45! 32 |Hudson
51 217,125 441,600 147 224,475 92 | 78 |Pontiac
17 288,384 345,600 49% 57,216 72| 63 |Nash
49 |1,091,900 [2,136,000 147 1,044,100| 445 {347 |Chevrolet
42 430,479 721,500%| 121 291,021 185 {179 |Buick
s Note: On basis of 13 hr, day,.
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SPPENDIX IXZ

FACILITIES, AVAILABLE FOR PLANE PRODUCTION IN THE
CHEVROIET FORGE PLANT, DETROIT,

The following equipment in the Chevrolet Drop Forge plant ab the
present time, which is the peak of the plagt production progream, is
operating at approximately 60% of ocapacity.

EQUIPMENT AVAILABLE

NUMBER OF SIZE OF TYPE OF
MLCHINES MACHINES® MACHINES
10 ) 8. Steam Hammer
29 2500 1bs, Steam HammeX
12 3500 1lbs, Steam Hammer
9 5000 1lbs, Steam Hammer
6 12,000 1bs, ¢ Steam HammelX
15 1000 1bs, Board Hammers
11 2000 lbs, Board Hammers
5} 3000 lbs, Board Hammers
1 250 ton Forge Press (Hydraulic
X 950 ton Forge Press (Hydraullo
2 1000 ton Forge Press (Hydraulioc
S 1600 ton Forge Press (Hydraulloc
Ll 1500 1bs, Board Hammers

In addition to the above Hammers and Presses, numerous large and
small upsetting (Header) presses are available, If the above
equipment were used at full capacity, this plant alone could

produce all the neceasary drop forgings required for the production
of 500 airplane engines per day, and still supply the Chevrolet
Motor Car Company with sufficlent forgings for a 1,000,000 Chevrolet
cars in the coming year, Skilled hammermen are avallable to

operate these forge hammers at full capacity,

In addition to the Chevrolet Forge plant, there are many other
forge plants, such as the Bulck Forge plant, Dodge Truck and Forge,

etcey, which have considerable unused capacitye
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g !tdmptﬂg presses in eha claVQlanﬂ.Fiahpr Body plan#
mﬁs ‘the pmum time, which s the peak of the BWody production

.,iif.____-..'.' npmﬁng at lesa than 50 percent of nawitr. \
: Avellable Equipment x
No, of Machines oe of Magchineés
e Double crenk presses
19 Toggle presses
26 No, 78 Single Crank presses

Numerous qpall blanking and stamping presses, _
To appradiate the full aignifioanoe.of the above 1list of equipment,
one must realize the tremendous slze of these presses, their'ooét,
‘and the time 1t would require a new plant to get delivery of such
presses. A big Toggle press, for example, stands 40 feet from the
bage to the top of the press and 1s large enough to hold and operate
a draw or flange die which itself weighs from 70 to 80 tons, Such
presses cost from $150,000 to $175,000 and it would require years to
get delivery of the number and tfpe of such press equipment that 1is
now standing idle more than 50 percent of the time at the Cleveland

Fisher plant,

Present employment in the Fisher Cleveland press room reflects the
extent to which the presses are now idle, There are 600 men on the.

' _ day shift, 300 on the afterncon shift, and 67 on the midnight shift.

In addition to Cleveland Fisher Body, every major body plant in the
automobile industry has unused press room capacity which can, with

the nebesaary speclal dies, be adapted to plane production,
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