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CAPTAIH

Gentlemen, Gemersl Rawlings, from ths Alréraft Scheduling Unit,
ight Tield, is here to telk to us this morniveg primarily sbout the

overations of the Aireraft Seheluling Unit during the war. The Alrscraft
Scrzduling Thit has hesn touched unon by some snesksrs thet vie have had
her:tofore, but no one has =ver comprehensivaly reviewed what that very
importent argesnization 2id during bthe war. 7T think it will be of tho
utrast hensfit to the students %o have this orgunizaticn deseritead and
how it overntes,

ct

1 Rawlings gradusted from Hemline Universisy in 1627. He is a

Genera

sraduate of the 4ir Corps Primery Flyiung School and ths Advanceﬁ Tlying
Schomal 2nd tha Observaetion Course. Hs renorted to. drizht Field in 1925
and sneat Swe ye-rs cthere as Chief, Administration Branch, Fleld Service
Division. After two yeors et darvard University he returnsd to ¥rignt

Ficld ms Assistant Zudget Officer and subsecuently was made Howd of the
Resources Jontrol Sections During World ¥or TI Genéral Rawlines _
functioned ss tHr2ed of the Alreraft Schedulirng Unic, working directly with
#PE, =nd is largely responsible for the trewsndous cxmension of the

aircrzft industry during the wsr. 4t prasent he is Chis«f of ths Procure
\Fert Mvision W/é fir dHetericl Cormand, ¥Wright Ficld. His subjuet is the
Coordination of Procuremsnt.

GEITTRAL ZaWLIVGS: _ ‘ :
Ceptnin “enning, Colonel Rrown, snd students of the first Industrisl
College of cthé iLrmed Foress: It is certzinly a nleasure end s »nrivilergs
to he here with you this mernirng ~md bo try to give vou = littls
n

d of The airecraft nroduction proeram as we went through it during

Tt is my nurnsse te revisw Thls production task whicthr we have Lo 13
throush, in two wswvs: first, to give yosu the orgenizstion that was used;
o

and, s2conaly, o rive vou a garncrial raview Of'OhET”+iﬁﬂS. v oonly
vurrpsse in Jeoing that is to ley ths hackrrourd from "910 we can draw
som¢ cenclusinons that, it s:zurs to mz, should be benclficial to the armred
forces in =ronaring for anothsr smersency. '

I am going to %tnlk from the lswel of thi Airer:ft Schedulinag TUnit
in my discussisn because thei wes wnere T opsrated., I will try hriefly _
to shew you how it fit into the avir-:11 military preduction orrenizetion.
I went to pardor any though® thaet ws are dwslling ton much on th:
irﬁrafﬁ Schzduling Un.t, hecouse it is not wiuh that in mind th=t I ax

oing it.
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THE AIRCRAFTY

-

I will discuss the role of ASU in World War II's joint frmy-Wavy-2llied
Fations=Commereial eircraft oreductisn prograr--in computing =11 matericlse
corvontnts-cquipment-tools requirad, in encourrging full utilization of
211 items; in r@l‘emjn~ or przventing production holtlonzcks csuszd by
critical shertzecs; in guidins the oroduction and distribubion of
critical items to setisfy joint tectical needs; ard in discharsging
csrtaln resvonsibilities delegated ﬂj the War Production Zoard.

In these zetivities, 45T relizd on the resourcafulness of Amcricen
industry--the peacetime sireraft manufacturers and ths wertime voluntoors,
the automctive industry, tho quirﬁfﬁt builders, thousands of bhig and
little factories and shons. ASY followed the nolicy of indiecating
objectives and limitations, und depended on industry to determine hew
results could he best sccogplished. Problems wors approasched on an
iadustry-wids basis whorcver posszible, Army and tlevy versonnel assigned
to revresant ASU werked coonerstivily as single orerating units, withous
svecial favor to the individusl services. Success was “u: larcely to ths
fact thet sircraft pirsonrel handled %11 sircraft pronloms., (Co*menting
or the accornlishments of ASH and its vezrent orpanizations in Washiaeton--
the Aircraft Production Roard asnd the Alirersfit Resources Control Office--
Chairmen J. 4. Krus of the ar Productiszn Fosrd suzid thst "the APR-4%00-
crismization, in the cenirsl dirceection of the sireraft production

vrograr, hes hsom one of the finest znd most succsssful examoles of
coordinated federal activity develonsd in this war. Ltr. to Bris Gen
W, Tewlines, Admirnistrator, ASY 5 Soptomber 1945.

will describs soms of th~ generel cxnericnces of industry s’id AS
ir desling wich nroblems concsrning =1, connsr, inconel;
iur, monyle—m-- d”ubaul“( cvliinders, arm¢menﬁ, bearings, =lectrical
orics, engings, fit: Aardwars, instruments, olzo struts,

bl o~
oclurminaen, St

aC 283

pronzlliers, numps, rub-e¢ vilves.eseetoolses.sand rany othsr items
vital to the producticn of ulrcraft. '

THE RACE ¥OR FRODUCTINN RESOURCES

)

fny sttem:t teo chronicle the contribution mads khy ASU to Fhrld Wer Il's
rav o]

gizantic airecraft sroduction drogrem musé “e arafaced by 2 curscry rovisw
of ths ovents which led © ostablishment of such on orzanization.

nt the Burocoen dermccracies bred lost
the r that Girmany weuld have an overboaring
2dvan Buroneon production frent was brasdsncd.
So, ¥ 125 1n the United States in 1937, follewnd

o

by Gran % cuthresk of wer in
British war plune orders incrsassd. Ry 1940, thoso

rilitary planes on ordsr with Amsrican nroducers the
Army zad In Moy, 1940, sghordly after tho i
Dunkerque, Prasidint Rcoscvolt issucd his farous e
rcseurcefulness of American industry--ssked for the nrodusti-n o

2, French and
f ies nad more
Jnlted States
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50,000 military planes?nef yeér.. At that tlmv, the industry was gesrcd
to producs only 2,000-3,000 planss annually. (Americen militery aireraft

.nroduction rﬂachcd its noak in 1944--~~--96,369 planes.)

‘The race for productlon resources was on. Confusion rcigned. BEach
sirersft menufacturcr wes justifiebly anxious to obtain his total needs of
facilitics, tools, menpowsr, and metorials .to mect wer-swollen commitiments.,
Cogplications rrsulted from conflicts betws:in the nceds of the Army Air
Forces {4&F), Nevy Burceu of Acroneutics (Buser), Allied Nations, end
cssontisl commereisl aviation. Therc wes urgent nced of an organization,
with representation for =11, to coordinatc production schndules and the

low of materinls-componcnts-aquioment-tools, Each manufuecturcr had to
rceeive what wes needed to most his schedule, yot no manufacturcr could
be pirmittod to stockpilc st the sxpensc of sthors. The Joint Army-Navy-
British Puschasing Committee, aftér s study of the proposad eircraft
production scheduloes prepared by the Committee for Kati-nal Defensc (Mr.
. S. Knudson, Chalrman), agroad with the nucees1ty for such an
organization.

On 22 April 1941, the Secrosary of War--with tho approvel of the
Scerctary of tho Navy, the Diroector Gomoral and Associcts Dircctor of
the 0ffice of Production M&nagemcnt (later the War Production Boerd-%PB),

- and with the concurr.nce of the British Supply Council----created the

Joint Aircraft Commlutms {JiaC), composcd of two reprascntatives from ALF,

. two from Buiir, two from the office of Production Mansgement (OPM), and

‘two from the British Air Commission. This Committcc was ompowerod to
scheduls the delivery of all aircraft, Simtulteneously, ASU was croated
to aet "ag o cuntral clearing ageney fer a2ll the equipgent ¢nd matcerials
nocessary to mairntain the JAC dirsctive seWodules," { VD Directive,

22 hpril 1941, Avpendix 1l.) ASYU was the »oint of contsct butween .
government war productibn ugencies and the aircraft iddustry.

AST wes a policy and sunervisory orgaonizstion, commosed of an AAF,
BuA¢r, ahd. British mombore-- with an Administrator (ALF Membsr),
Assistant to the Administrator, and a Recordsr. (Nembership of ASU at
the time of diisolution: Brig. Gen. E. W, Rowlings, 78., Administrator
and AAF Membor; Caoﬁ.‘J. e #Heldon, USNR, RuAcr Merber; snd Col. 7.
Sturmy -Ceve, British Momber. Past mombsrshinp:  For the LAF, ¥aj. J. F.
Ezrly (now CoL}), Col. P. Schnseherpur,. and Col. E. ¥. Powers {now Maj.
Gen.)s; for Buier, Comdr. 2. J. Commell, Capt. D. Royee {now Rear Admiral),
Capt. L. D. ¥&bh, znd Capt. Co H, Gillillion. Col. Cuve represzented the
British throughout. ¥WPA was =lso renrescnted until 1942). Its functions
were carried out under delegated suthority by 44F personnel at Viright
Field, Ohio, in conjunction with attachsd EBuidsr ~fficsrs. AuF nd Buder
rroducticn:-officers &n ths Districts, Regicns,. and Piants slse performed

J functions, Opurnting personncl numbered nlmost three thousund ot the

. pesks (100 Navy OfflCurs).
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Although the chain 6f command under which ASU operatsd underwent
chenges, there was no deoarturs from its original functions and
"rodponsibilities. Created to act under the suthority of the Aircraft
Froduction Section, Office of Production i}

Hanagement (WPR), ASU on §

December 1942 became a psrt of the mewlveerented Aircraft Productin

Pesrd (£PR). On 19 February 1943, the iireraft Resources Control Offirc

‘(-QFO) was created; henceforth, ASY acted urder the authority of APR
through ARCD. {Origiral mombers of APR were €, B. Wilson, “PB's Preoduction
Vice Cheirman; Lt. Gen, #111ism S, Knudsca, Wsr Dept; ¥aj. Gen. N. P. Echols

sr Admiral Bslsh Davidsor, Puner, V]rst Director of ARCC was T. P.

rw1r‘~t now Civil iseronsutics Administrotor. Ses APRE-ARCO-A3T Chart, -

Q?Dundlx 1Y),

LA T
1..;‘[', i

Cradit for ASU's accomnlishments belongs Jointly to industry and AlF-
Buicr parsonnel, Gfficcrs, enlisted versonnzl, and eivilians in the twenty
odd ASU opersting branches nnd in the District offices at Hew York,
Detroit, Chicage, ¥Wichitne, Los fngeles, and Atlenta did an outstinding job
for the Scrvices. (4SU operziing . brunchss: Bhsiec Dets, Special Studies,
Commonsnt Records, Procurement Records, Ci2, Aluminum and Magnesium, Stucl,

‘Non-Ferrous Mebals, Hon-Metzllic Materisls, Redistribution, Tecols,
armament, Besrings, Electrical, Herdware, Iastruments, Lending Gears, Oleo

Struts, Power Plant, Pronclliers, Pumps-Valves-Fitzings, Rubbor, snd
Miscsll=neous, Lh‘Sn franches operated at different tires undY the
Productism Survey, Industricl Plenrsing, Productisn Resourees, Production
Zon+rol Resources Control, Aeronsuticrl Eguinrent, and Industrisl

P? litics Sections. Sce Rosocurces Control Section chert, Appendix V.)

INDUSTRY COOPTE:/ TION

v

& besic policy of A3YU wss e cooverate with and utilize irdusiry to
the utmest, The industry formed Alrcrsft War Production Ceuncils ezrly
in the wiar, member asircraft compsnies pooling their resources snd "know
how" for the ™e¢nefit of the overell prozrasr. These Councils, scting as
clzaring houses, were of invaluabls sssistance. (The Councils: aticnszl
flreraft War Producti-n Council, ¥ashingben, D.C.; Alrcraft War
Productinsn Council, Los Anpelés, Cleifornis; fireraft "ar Productinsn
Council (East Coast), New York, E.V.; and the Central Airersft Council
(rutomotive Council for War Productiocn), Detroih, Michigen.,)  Industry
me-tings oonsorad by ASU to nrovide iidustry-wide understanding of
critical to =i¢ their spzedy sclutinsn. (322 sppendix TI1, Index
8f mimts ~ A3Y "Weoting of Airfreme Ripreseatatives and Contributing
Subcortra: 3 by 400 odd noonle at Diyton, 4-+5 August 1041.
SiMj‘Gr 3 »1d o wany ocensions, the last 17 January 1248

sgerding the ¢

'%11vﬁ" of late

situntion existine in sluminur follewicz the Gorman
ustry Advisory Cormitiecs. wers forned ameng

suoplicrs of comvon items to study the causes of criticnl shortazess an
ocorrend sctions necessary for relisf. (Industry fdvisory Comrithocs

covoerad thess compenents: (1) fistings ard valves, (2) hvdrasulic
sotusting eylinders, (3) hydr=ulic oumps, (4) fusl and vecuunm pumss,
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(5) sperk nlugs, (6) starters, (7) rmagnetew, (3) generstors, (9)
curburators, (10) hydrsulic hose ass ankllrs, (11) winterizetion hese,
(12) packing rirngs, (13) cleo struts, ete.). ASY encoursgad industry
cosnaration by avoiding the issusnce of regulations of s teo detailed
rubure, limiting report forms to the practizcal needs of current situstions,
and distributing criticsl irformation as widely as possible by porsonal
wtcct- by telenhons, latte rs, wires, charts, booklets, ard inform-tion
as. {(Sve 4SU Informstion Bulletir ard Flow Charty inpendiccs VI
). ASL- focused av <ntl”“ on the few hundred olants which actually
80~907% of 21l matsrials-comuoncnts-couinment-tools and thersdy
to "erncwed under" by @ madc of doteoil,

Y

A8TU's function wes "to maintein th: directive (oroduction) schedulss”
issuzd by JAC, Lus<d on tactical nseds. JAC schedules for airframss end

PR
S0 3e

"\

schedules wers officially releazed in the name of AST,
point of contsct with the industrv, setuslly ASY had nothing
their development,

Howecver, in the spring end surmer of 1943, /87 414 weke o study of

the ezeity of indusiry to nroduce the schedulzd nlines with the then
=vnilabls matericls and other resowracs, whieh resulted in th: tipst "
working" sphedule {known =s "W-1"), Prior to '"V-l, the desirzd or "

tarzzt" sechedulss wore so much hishsr than ' rosources would
nroiucy thst ov.rsll praduction SJmLuimGS suitered, Plwnes which could
rave been comnleted wire deprived of eriticel items, while these same
items were incorperatsd in othsr »lanss which could not be comoleted
until much lsztsr. An imoortant missisn of 437 was to aveid this whaors V(r

vossible, diverting critical items frow planss which could aot "fly away"
\ro*ﬁt ¥y To those which could,

netils chunges eausad constant fluetustion, incrzases and
L?ﬁ schedules Teor the nroduction of veriois =lane models.
sreszntoed sorious orehloms in the control of produsstion
reaniring the constont wttention of AST end industry.

The re 2 urgency of tha various suthorizad schedules was
Yotermined by thi Alrer+ft Prefersnce List issucd by JaZ. This list

i
ths wmodels of sirnlines sezordine So their tacticnl urzencyv: GROUP
nirimental mogels and cortain very hich orierity onrosrams; RO II,

I’

the more urgsnt nlanes; other modsls were 3ivided amons lewer nrefersncs
rrouns nceording to urpanev. The Prefersnee Lish used as - last
r=sort, whon the conflicting 1”t~r”st" of antheorized nreduction schadules
cculd not othuerwiss be balanced.
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In'additi“n to these thousands of individual shortages "cured", fer
more wera rslieved or avoided by preventive mezns such as Requirements
Studies, Controllbd Materials Plan, Production-Distribution Guidance, and
Industry Material Controls.

REGTIREMENTS

Total reguirerents of matcrials-components-equinment necesssry to

13V
obuild the autherized aircraft schedules were dovelened by 457, to assure
an orderly flow of these items %o industry. ’

For intelligent nlanning, the itcms needed for the exne nding air-
craft orozrem nad to be determined, es well as the items required for ‘each
type of plane. It was essentinl to know what was needed, whaen, where, and
in what guantity, sufiiciently fer in sdvance to =assure capdacity to satisfy
the needs. It was necessary to know what suppliers must be exnaonded
further, =t what time, 2nd to wnat degrec. Rasic information was
obtained throurh bills of materials, surveys, snd special studies.
fecuracy of this beasic dets was absce lutfly essentinl to sound recuirements.

BRills of ¥atsriels from manufacturers contsined information whiqh
made possible short-notice, machine, caleulation of overall requirements.
(& Bill of Matcrials is a czdrtlt tive .and descriptive listing of 21l raw
and semi-frbricsted materials (s xccpthv processing materilas), and all of

the Government Furnished Equipment and purchased parts requireé by the..
manufrctursr znd his subcontrectors to vroduce one complated end product--

aa airplane, engzine, or csrburetor, ete., Including name or identity of

ench item, form,.size and descripiion, specifications, unit of measure

quuntlty, flow tlmr.) £ Bill of Yaterials including xllO] ste-1l, for
example, indicated guantities »er »nlane, spuc$¢1cutlons and sucb variables

23 heat troatment, whether hot or ¢21ld rollsd, whether normzlized and the
like. Almost any type of information, such as the exact number of
fittings, sun mounts, or lnstruments, necessary for sny Syre of nlasre, or
for 211 nleres,could be cormputed, Reouirements were recalculsted as
immortant changes were made. ASU ollocﬁ;d over 9,100 Bills of Matorials
covering 6,000-7,000 itc 241 21 Dats werce mainteained in 2
complete library of army-Navy Snec
Manufacturers' handbooks and c-~tal

ms demanded speeislized rissarch--"special" studies, of

which ASU made 60 on'ccmroq“ntc and equinment items, and 224 on mcterials.,
st 2cl

{(See 11 of "Sneeciul Kequir nts StudlcF’ ~sppendices VIII, TX%, X and
XI).
sircraft Hvéraulic C€il was the subjoct of o "speeinl” study. This
1 had t iithstnnd temncratu wing froam 700" o
0il had to withstnnd temncrature s ,.L,_n rom Te helow zecro to 140

above. The dcvéleopment of reguiresments entailed secking information from
many sourccs. (Sources of information for study on sircr-ft Hydraulic
0il: Bills of lMaterials, specifications, contrscts, purchase orders,
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o drawings, and aircraft manufzcturers.

Technical . Orders, ng
oa*ht from tho Navy Buresu of Asronzutics,
s

Additionsl informat s

Burccu of Suwnly snd iccounts, Winterizotion Office, many units of ATSC's
.vﬁflnngth Division (ourticulurl" irmament, Instrumerts, Alreraft
Leboratorv, Zguinment Lavoratory, “sterials Lakoratery), Air Sgrvies Sunnly
2nd Msintenunce groups, odificntion Centers, and from United Natiorns

Lisison 0ffie:, Lsnd-lease Administreotion, ¥War Production Board, flreraft
sescurces Contrel Offics, sud the rescarca group working on oil et
Pernsylvania State University under directive of the National Defense
teseerch Comuittee.) Reouircments wosre covercd in twelvs separste orojoct
from 1842 to 1945, including oversll noeds for setrsleuwn basc and caster
hess oils, unit rhn“-*»mrvts ser airnlene forell models showing uses in
S% rJt hrekes, rirfromes, sunurehargers, sute-vilots, oil sage liues,

ron

, pronellerz, hasching gear, jetiison latches and cy11rd:rs.
were olso mads of the kvéreulic oil components, such os netrolsum
and pelv-iso butvlane, of ecryloid polymer HF, and high-
sr-wolrht zlcchols.
inother "sneeizl" study covered friction-tyve besrirgs snd bushirg
Dus to 2 large number of critical shortames, engine menufectursrs urzad
an expansion of bheuring febricating crpnrcities. ASU made o 18Z-nope
study, covering bearing resuircments for each engine authorizsd to be
prcduced. The report geve engine manufasiursrs, their bearings
vendors, the first resl knowlsdge of ovorall reouirements., Af o mecting
A

4
N LY
’-
e

cat Field, the findings of the study wore
. that no expansion of #he arina
shortages could be ¢

of engine menuf:ucturers at
revensled and maasufsciturers
industry was nezded, thet ¢
schaedulirg, ’

.In chtaining besic informution as te greoss reoulréments, it was
necesssry at Limes to comsider cxisting inventories and worxz in nrocuss,
and whethsr the rate of deliveries from supsliers peramitied efficient
nroduction schedules. Fer exsmple, the feronszuticnl Eculpment Record
(Flack Zook) compercd the remuirements and svailebility of Government
Furrished Bouinment ntsded for the nroduction wnd maintenance of zircraft.
Informtion uscd iz comreiling this ducpru was: (z) ~uantity of iters
required for suthorized zircraft schedules adjusted monthly for shop

N

. . 1 Y / ~ .
comnlstions, modific..cinns, sparss, and m1sc~llnncous; {r) "to dnte"
receints by circraft memufactursrs end Governmant wars house invantories;

(c) estimneted futur: monthly nrodu ctiﬁn v GFE surlizrs. Thz Eccord
served as o bhusis for deterwiniag the rate and <mount of exczsses and
Azficiegncies in oroduction and nroecurement; for the adjustment of owar
end under nroduction; for the initistion or ceresllation of procurement.
Such = devics was shsolubely eszenticl to nropsr utilizstion of components
and eornonent nroduciny covecity,

L8 exnarience irndiented thet volicies, wrocedures, an?d ?”OC”WO?k
for the develoomont of reasuiremsnts must e riven fop nriority in -ny
onurstion concerning rrnterisnls-componsnts-cguinment-tools; that maxinur

+
- al v
conrdinntion with the nracticsl operations of industry muyst b

~8-
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accorplished to assure re:ssonsble acnuracy in requircements.

CONTROLLED MATERIALS PLAN (CiP)

In the fall of 1942, the mass of shorbtagzes created by the comstantly
expanding war progrem made it okvious that the production of war weapons in
practical bhazlance with war noceds rsquired an overall system for controlling
ths nurchase and use of nroduction materials in addition to the contrcls on
wany individusl items.

The Controllesd Matorials Plan(CMP) was develoned by WPR. Under CIP,
nurchasc 2nd use of the oriticsl and large consumption materials--aluminum,
stzcl, and conner-wes guided; other materials were exnected to become less
critical as a by-nroduct of CIP. '

Rasicslly, CVP was simple. The WPR selected the government offices
coucerned with the nroduction of wer »roducts and essential civilian goods.
These were called "Claimant Agencies" and ineluded the War Demartment, Navy

enartment, Officé of Civilian Supnly, etceve=fourteen (14) in =21l. The
Claimant Agency for the ALF and Ruder was ARCO, reonresanted by ASU. PBRetween
thcm, these Claimsnt Agencies renpegented 211 industries using aluminum,
stesl, and copner, exeent in the casc ou an industry which furnished the same
product for several Claimant Agencies--in which case, the indusiry, as to
thet oroduct, was represented bty an Industry Division of #PR or in a few
coses by ASU. :

The Claimant Agencies end Industry Divisions determined the controlled
tri snd WPF's Requirements Committee
allotsed the materials available., Bach Claimant Agency and Industry
Division re~sllotted the meterials to its "Prime Consumers". Secondary
consumers ooritinued re-allotting until the controlled materials had filtered

~dowm” through the rcroduction chain,

. In the early dsys of CMP (and throughout its life on some items) there
were insufficient guantities of these critical materials available to mest
21l the requirements of the aircraft pregram; sllotments to =zircraft
menufacturers were freguently less than smounts requested. This situation
reouired careful plemming and constant vigilance on the nart of ASU and
industry. Quantities =zllortted were determined by first scrsening the
individual roouests of manufacturers down to their mirimum necds and then
applying an arbitrary cut bascd on the »reference grouning of the nlanes
involved, The screcning consisted of (1) comparison with the manufacturer's
Bill of Meterisls, (2) commsrisorn with recuests =nd allotments for »reccding
neriods {and oth:r inventory and corsurniion rceords), (3) covnarison with
amounts stated to be »ut into sroduction, -and (4) discussions with

manufacturers' rersonnel. Preference rroup rotines ware annlisd to all

reguests, but cuts were larger for lower groun nlanes, (S8¢c "Instructions
for Meking Fourth Quarter C!P 4llotments" and "Procedure for 3crsuming,”
Aonendices XIT and ZIII).

~Oe
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A53:0's C¥P nersormcl processed mors than 61, 47% soplicstions for
3 * H

elietments from 7857 srime manufscturers =nd 1355 commonsnt susplicrs,
cinvolving mere than thre. end o nslf billion pounds of fluminum, seven
billion nounds of stecl, sand = half billion peounds of conper ond alloys.

CYP's raal contribution was ibs encouragemsnt of the full use o
available matord io the hest current adveatoge. In the Third Quar
134&, actusul dllo nts to thw gircraft industry wepe substrnticlly 1

GEN reguests, ﬁnd y&t the industry wss able bo meet schadulss bzen
the steadily imnroving uti;lzutljn of muterials.

H -
d—H~)
.30’

PLODUSTING 4ND DISTRIBUTION GUIDANSE

Meny meterials-~ componcnts- cguipmeni- tools werz in such' short

sunnly ot fimss that special cetion wes necessary to dotermine whet sheuld
be vroduced =nd to whom =nd now it should bs Qistributed, (Fxemples of
items which necded speciel atisntion for st least a limited time wers:
Yaterials:  Alumiwr (Porgings, Prossings, Unsctbings, Tmpact Extrusions,
Cesnines); Cadmium; Cenmer illoy Strin, ‘od ”ullrx, and Bar; Co%ton Duck
2nd Viebhing; Acryloid HF Polymer; Gdsolln Inconal ¥ash; Lumber (Aireraft)
daonzsiur (Sand, ™ Hold, ond Die “nstlngs, She 1t , mxtrusicns,
'1nt<; Menal; Nicksl; dylon; Stesl Forgings
tireraft); Tungsien. Cormonents; anti-Fricticn
ing ic mcnt, Actwatorsz tutomatic Pilots, Homh Arming
Uontrols, Carburetors ¢ Tyn2), Cireuit Grsukers (Blectrierl
Comnressors, Distrihutor Heads for fliison Enrines, Ensine Mourts, Filters,
“1**1nz , Fuel Indicetors snd Transmiitters, Fuel Injocticon Systems, Fucl
Gyro Flight Instrumoents, hardwsre, HyZraulic fe2uruvlotors,
ﬁ"lr”Jl". Pumns, Hgs=, I'ﬂ¢t :mg, Inkterccolszrs, Lemns (Instrurments),
Lending Gewr, Ketractors, oto*q {"**ﬁ*ionel‘ﬁP), Motor
Protcetors, 011 Cool TS, Ol .5 Struts, 0u~u1 tors {Supercharger snd Yatar),
fovtoe (Tire Onsings, Tubes), Shofts (Flexivle),. Slieve Resrings, Qw-tvffs,
(Elcctricsl), arrcts, Vacuum ?‘““s, Velves, #heols znt Rrokes. }. Some
items, of which the sireraft industry was.chief consumer, could he
controlled by corrichive aatior of 430. (From ths total soundazess
nrcduced; nircroft coq«uww” of s lurinum. 79~ 2447; carhon stcel 17,
steel 10-16%, clectric furnceé ailoys Au-SOn, steel forzinms 20-257;
commercial 11m~,r 5'; cetten duck 25-924%; methvl re hee
nylon. for scverel Months 109%,  These sstimstos verics )
Others of which the aircraft 1ndAstry wos o2 osmall, hut vitel consumer
rocuirsd olosd coor”*n“tlon with BPX «<nd other arencies fto nssure il

sroness of nireraft nseds, and “rom,. cntion on short:s T
Snecinl Aluminum ) Thee" 4 in .
Undur Seeretary of War Dqtuf”"or rajortfd on 17 ¥arch l 2 the t ()
VPR Llurimum-iagnesiar Division Noull assembls the mipnimum "beston down"
recuircments of sluminum, daterming Cﬂ““"ltv for vrodu01"r izech Porﬁ, and

Y
4
[

3
W

~~
(9]
ol
o]

>u

cCir, arUveng

notify 4SU the quentities svailsble for mireraft; (b) i zuide
distribution teo the eireraft induswry; (¢) P would tgke uh 1“f~ in

] Ove
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coordinsting mill fohricetion with manufactursr usage of "sisndard" items
such as shzot, tubing, rivets, wire, rod, bar, and ASU would leasd -s to '
"spedisl itwms" such as forginszs znd pressines; (d) WPB would hendle scrao,
c:=1lling orn ASY where necsssary.). HMethods of guiding productiosn and
Gistribution, used by a2ll AST branches sre illustrated in the following
paragranhs.

t

&

INTORWE TION ON SOURCES

Sources from which criticesl items could ne obtsired wera made kimown
to industry throurh cotnlegs on sluminum oxtrusion dies <ond users,
.ccmrutetor aonper hur, ard othor items. A11 breonches mzintcinzd close
touech wit* supnliers ~and therefore were farilisr with onen spots in
rroducSian sehodules.

SPRCTWICATIONG, ST/IDLRDTZ CRSTITUTION

5
-

j
-
0

Uxparicnce or investignticn ofter showsd an "easier to get" item
would serve oractic«l'production nosds as well as the critiesnl item. For
examply, on 2luminum sxtrusions 1i was nscescsry to resort to substituticn
of rolled fnrm scetions; the uss of 143 olumi rum 5‘loy instead of 2485;

e zecevtunce of rrndom lénzths; the fehricacion of miuwirmum runs; the
lrxntlcn af tolersness; the use of sxisting oand comron dics; the
andardizaotion of shapes. On other oluminur covmoditics-tubir&, wire,
rod, ber, shoet, strin o "gonestandord™ Drovrim'Wfs vegun in 1942,
requlrlvg 130 =poroval hafore any snecinl sizes or shuapes colld be
fhric E

[&]

Bmergancy (¥.5.) Steecl proer: o rosult 3 im aircre ft

ent of its nesds in the desirabls "trJﬂWc alloy" . frades.
j "Substitution of mrlDlAAmlan hnrnrrpt St:els
inmls and Double Alley Crv4as".} LY Standard Iublny, Pivg } 2nd Hoss

Fittings ward recuired., {35ee ST Dirsetive Fo. 32 "Alumimum 4110y
Tubing Sizas").

Othzr substitutions wars
gonmor rod, tunine for rod in

tarrned for hisnly finished surfs

Pnssphor ‘"cnz for bzryllium
irilled secreow mschine narts; reugh-
and so on through tv-ry wmoiericl and

comnonent,

-
A

aerisnes has “roved that substitution s loss
only ho wsde «ftor sxhAustive study of the
e desirved matorials

Por c¢x-mrle, =t one

short tiet a wond subshitutisn™

zngin.erines, osraduction

' cr. could e worked oub, aluminum was ~veilebla.  ilsc woodyin

e item boing substituted, subsscuently hecame critiesily shori. The -
on

s .
net result was confasion arnd deley in rircraft nroduction. Coome
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FAREHOUSING

Certain specinl items of aircraft gquality werse order by manufacturcers
in relatively smell lotse However, minimum ccorowmicsl production runs in
suzplicrs' pleats were .too larcge to permit filling such smell orders, nor
could emergency small orders be filled. Consequently, 4SU {(in cooperstion
with WPR) sponsored 2 progr:m consisting of 18 warchouses, strategicslly
locatsd, which stocked aircraft stsels to prevent criticel shortages and
vermit small procurements; other warchouses stocked hardware; tube, pipe,
and hose fitvings; valves, etec. (Sec 4SU Directive No. 8"issembling of

initial Warchous: Stonks of Lircraft Tube, Pipu, and Hose’Fittings, Parker
Tyne Valves". ) he steel warehousss zlonc filled 200,000 small orders,

1 4
arcehouses for this nrogram wers selected by the ndustrj anc weroe
normelly in the warehouse husiness =ad therefore posscssed the "know how"
of this kind of onmerati-n,

REDISTRIRITION OF SURPLIUSES

o a nlant wers radistributed to other nlants to fill

Ttems surnlus t
eritical shor‘"go ﬁSU sncournged the redistribution of surnluses zrmong
tho aireraft nlsn as "norme 1" bJSln sse In addition, in ths fall of
1842, voluntary reglsters were sstahlished in the District offices fto list

surnluses of standard aluminum, stozl, and conn~ Yy gvsilable in aircrafi
vlants. This plan was suoclementsd by « rorular 28U form to exnedite
transfers. In 1943, the recisters were ceatralized at Wricht Field,
and other "stend«rd items wers added- switches, heosrings, motors, etc,
In visw of immanding terninations in 1844, ihe emphasis chanzed from the
ralief of critical shortagss to gencral redistribution. The ASU registsrs:
were abolished and » Hemorandum of Understanding wes exscuted 2 ay 1942
batwoen ASU, AAF, Puher, =nd letals Roserve Comoany (RFC), under which
2luminum, steel, conner, and other stendsrd items were reported to an
sgent of Yetals Ressrve Company (RFC) for redistribution through -
comnereisl warcnouses., These reports were screoened for shortages by ASU.
This arrangement was 2liminnted 15 ¥ay 19486 to place 4ll plant clearonceas

under terminotion regulatims.

DIRECTIVES AND A4y PREFERENCE jis

Sometimes ASU or VPB issued dircctives or &fAA smergency oreforence
ratings =2s o genocral control; for ¢xamnle, on fibreplss for thermsl and.
sccousticnl insulatiorn, fPB‘issucd Ar/. ratings eneh month to cover
aircraft orders recommendcd by ASU.

PRODUCTICH GUIDANCE

;SU infermed short item sup~lizrs whsat to nroduce and to whom to
ship without binding the supnlier to do so. ASU loosked cver ths sunnlisr's
order board and advised which orders wsre most imnortant, bhuzsed on JB8C
preference grounings; or suggested n compnlete rescheduling,

ba

~12~
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In meny cases the JAC suthorized schedulss wers ziven to suncliers
regularly for use in nlenning end scheduling. ¥%here an item was esnecislly
critical, continuous assistance was given on facilities, manpower,
engineering, specifications, meterials, schedulings, snd other nrohlems
oraventing nromnt deliveries. Frequently, nersonncl wes nlaced in plants
to nssure aggressive action.

A number of meotings (similar to thosc of Industry Advisory Commi ttees)
were held at ¥right Field in which the bearings industry wes informed of
nroduction protlems and fubturs schedules. By kseping all manufscturers

closzly in touch with schcdule changes on aircroeft engines, it was oossible
to forecast reauirements and utilize manvower &ni machine tools in the
most elficient marnsr.

PRODUCTION SCHEDULING

Bolenced distribution of items in short -supply was ofiten attained by
r2scheduling the planned shipments of suppliers, Estimated requircments
plus supporting data were obtainsd from munufacturers. Sunnliers copacity
was then scheduled to narallel mznufacturers' suthorized production
schedules, flow timss, inventories, and urgencies. (Sce A3U Directive No.
12 " Authority fer Scheduling and Alloeation", Aonpendix XVI)., Information
was procursd in a simnle and dirsct way- visits, tslenhone, wirc, mail or
forms.

Critical shorteazes of stecl wers avoided by "nut and' take" re-
scheduling of mill shioments. Unen advice from ASYU, WPR directed the
removel of a specified tonnage of steel from mill schedulcs sand the
substitution of mor¢ critical tonrege. Normelly the tonnage thus removed
did not hemer other aircraft oraduction., " Put end teke” wasz mode
possible by 2lloy stesl mills revorting monthly "melt schedules”" to WPRE,
which led to WPBR's directing certain mills %o leave orpenings in "melt
sahedules” for eritical =irecraft srders. Some larre menufacturers
voluntarily informed ASU of their reguirements and orders each month; in
one cssy, by zlirinsting ste:l for which the manufectursr could wait and
substituting stee urgmntly neceded, receints of his critical recuiramsnts
rose fror 30% to 05% in four monchs. 48T was preparing to exnand this
voluntary arraagement fo the 50.manufacturers consuminz 8% of all sireraft
stzel, howover, :n CIF was adepted the »len was drovped.

ASY worked directly with st:cl forge shons in adjusting totel forge
schedules witnin the cipacitiss alloted to vircraft. Thess shios
submitted o 1list of «ll orders re cvivod so that ASY could werk with the
manufacturers to ¢ffect « reduction of orders to minimum requirsments:and
r@latlve Urgeney.

Fachine tools for aircraft were schoduled throush the VPR Tools
division. &4SU rsnressntatives visited tircraft and then tecel sunnliers!
nlants, ~lone or with a WPR *‘“*ﬂsentatiV“ to effect the best scheduling.
Order beerds were frozen for 899 doys sch-Trozgr for the subsenuent 0

’

_‘_,_,—c
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Bleetric=l lt“”S illustrate cormonents which were under ths copgnizsrce
of YPE, but of grest concern to the eircroft industry. Considera*le troubls
wus nccasionsd by these items beinge so far down the nroduction and
contractual chzin that sunoliers r:ceived notice of enpinzaring, modificazion
and like chonges only at tha last minute. ?bst'oA the Electricsl Erznch's
nrogr-un and schednling work was in cenjuction with %P7, oexcent fo
nroduction guidarce which wss eztonsive

The full

'RESTRICTED

frequently recuircd the

~1100”u10n of

sunnlisrs! cshae Ltl to assurc sdoouate distribution.
were similar o ”nrodactlsn scnsduling”, vacﬂt more strlvt end detoiled.
CTho of racuir:iments was comparatle 4o CFP »nrocedurz. Soa

Anveniices -XI1 and XI

rs for ths fevrisaticn of

.

zluminumr

. The scarcity of dies and homre
forgings forced the alloeatior of this comwoldity by individual »nisces until
Donerzer 1844, | This wroprem wes onc 6f tre mesit successfu.. Manufreturers
Zisted the ferpgings rzguired and when neoded on 2 simnle ASU form.  ASTU then
scheduled the 57 fo gé shops fabriczting aireraft forgings on the basis of
conacities allocsted to ASU by WPH, On 1 July 1543, %PE's Forgins 3zctioc
srggoonsitle for o aocities, moved to Eright Fisld for cleser oordl.nv¢ﬂn

spacially .concarned
izr based divs

with ASY.  The
gtructursl membeors

e vy wa

of

with forgings

uam] rSe

o]
tic
S
cr

r

sirsraft steel tudbin-s, e¢ven more snecialized_thﬁn othzr aircraft stesls,
was w«llcested from 2C mills as carly as wry 192, as a mesns of bringing
the non-airersft tubing »nroducers into the &er”"ft nrogram sllocation

continued throughout the wEr.

nh nlana
ATOLYIMS,

modal,
Alleocat

to f£it e
airplane

Zngings
nraduction was

and propellers were teilo
nllocaoted to match laote

me
ad

e

Or =~
st JiT
e

ranorts showed totzl requiremsnts for sach plane model, ecch conitrect
scheculed to comnletion, and the meanufactursr's shon schedule or cstimate of
production rate, to indicete whethor schedulss we:ld be meb. At times,

credules wers decelersted due to =
cknrred nlana wehedules, or coﬁpletion

Druvuctlon of urgently nneded svare narts.

1zg in oroduczion on new or raiicnl
of enrinss was delaved fo rermit
Engine allcertians wars issued by

ly

4SU, sithcush srenered by ‘Hu JEC Tnoine Sub=Commitiec. Pronellsr schedulos
ver s dc,"vc-:lo“mq by 4£4F and Zuler senarstely-szlthoush in close cocnorewion to

minete duplicsticn of nroduction or exporiment and then inecrmorcbzd into

the AST propeller "Rlack Rook" ot ' ¥right Ficld.

Cleo struts were allocnted soven befor: Perrl Harhar wh

was buing exnanded beyond the two cormanics then manufaecturing Te
Trirty-four comnenics wére”f£¥aally in the rrogram at its neck iningsg,

=jis
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Twenty-eicht strut modzls were ellocated tc thuse new sources., The
alloe=tion renorts nrssented a cemnlcte nicture of the ovarall strut
situation for thexisting suvnlisrs and those heing develoved. Allecation
“eontinued during 1942 beceuse of machire tool shertasges. Toward the end of
thet yeeor, rasw materials, esmecially steel tubing and forpings, became
extremely criticel, making esllocstion during 1343 necesssry. & drastic
eut-back in svsres normtted the onding of sllecation as of 1 Sentermber 1944,

Aireraf® hydraulic =nd instrurment hose wes zllocszted by the Rubher
Rureay of YPR ot ronthly meetings in Washington, ASU subidtting the claims of
hose assembly~man1*Jcturers, Sunnly Division of AT3C, =nd the MNewal Aviagtion
Supnly Office.  HRenresentatives of the rubb-r comnnnies attendes these
inzs 2nd es%imeted their manufacturing ceracity for the ensuing month.
Allenckicns were made accordinely. Through coonvration of the rubhar
crmmanles, oroduction of certsin sizes was concentrated in a single comnany
e Lﬁ through it might he of = sizs which persented msny manufacturing.

difficulties. Another form of cocveratisn wasz lending equipment from one
COH“?“y ta 2nothaer in order te incresse overall nroduction.

44F and Buhsr necded a det able end-fisting which could be removed
from unservicesble hoss and reused with new hosz. Eerly in 1943, =
jotaehable fitting wes szlected as &N Standard, but the sole suoplier could
not produce the total requiremcnts. 4n I"Husurv Advisory Committes wes
orzznized. The Committes's setivities led t~ scverzl othor companies
secenting licensss to make the fitting. &3U assisted in nrocuring necessary
eguisment and machine tocols, olaaring nroduction, axd l7or—ting distribution,

UL AGEYCTE

SIMCLE PROCURY

w2

Lumber zni plywood were orocured through’ the Corns of Enginesrs, with
ASTY suthenticating all elrcraft ordasrs. At one tims a representative of
A3U was statinngd at the-Csntral Agency Offics in Portlesnd, Orecgen. All
ensian duck and wehhing erders fer sircraft were scr°5ncd *hrouvh £3T for
»urehess ny bthe Tusrtermaster Gensrsl, Tﬁf?waCthllL Nepont.

FATERTAL CONTRALS TE THE AIRCRPT TMRUSIRY

Alrecreft oroduetian =nd

controls, the foundation of all
onaraviong as te msierisls-comy

.
pguinment, were more corwlex than in
other mass wroduetion industries. Y] henvy hambir, of which thousands were
huilt, rocuired the gssamb than 30,000 serarste parts, and more
tihan 285,000 totsl narts Waen of these »nartz hed to "run the gruntlot? of
UnUSLﬂlly interdenznient iarigni“ ring, tocling, standards,
productien control, meterisl control, nurchesing, manufacturing, inspestion,
transportrtison, and rolated bs--=11 necessary onerations).

'1 0 3
(‘)
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The oroblems were multinlied by war created fastorse { Wnp eroated
factors which commlicoted materisl controls: Constant changzes in
wuthorized droduction schedules; inébility to estinate zecnurately orcbable
orogross towsrds "target" schedules; Enginecering changes dictatsd by battle
netds; JLack of time and exverieHCﬂd‘personnfl to improve ovsrations; Need
for mansgement and suvcrvisory attention on even more »rassing tasks; Lack
of rgrience as o actusl recuirements resulting in Bill of Materials
errors; Unreliasbls dsliveries frox suppliers; Finimum runs; irsdequate
centrol of "subcontrsctors.) Still very commendabls nrogress wos made.

{8 =n example of *ht coatinurslly improvsd control of inventoriss, seo the
War Production Board chert on "Alumirum Shect Shinments (P Lllls),
4nv7ntorie Alrcraft Consumption” ~which-is tyric:s1 of most materials
nd cormonents, Aodpendix X"II;}. Production = Materisl Control nsople

id their ourt in mainteining 9" stezdy stresm of airer«ft and snares to
gvery nart of ths world, and in reiucing the wests inherent in war,

X

(o8 \,3

-

From the first, it wes recosnized thet imorovements depended on ths

dey=by-dsy work of industry persormzl. To svoid criticsl shortsges and

weste, ASY urred industry to immrove controls, to keon irventories low,

ant to »lrece orders cerly cnough so thet sunrliers could omerats c;‘nolﬁrrly
(487 Dir:ctive No. 4142 "Contrsctor Procurcmert Policics", issued 17

denunry 1545, surmerized the noliciss followed ny ASY since the early years

of the wer, =nd was workcd out in cooncration with th: circruft industry
<nd, Courcils, inwendix XVIT).

-~

In ad2itior, AST kent clese contect with *ho C¥P inventory Audits
accornlished by the Alr Tachnicol Service Corarend in the nlants of AAY and
CBudor. monufacturers.  Surveys weirs cormmencced in the £711 of 1942, ss o PR
comnlisnce nrogrsm, which rapidly evolved ints a prosrsr for encourtgzing
zfficiont wmoterizl control.

TP anmnlysts- working out of Bew Ysrk, Detroit, Chicngo, Vichiteo, -

Los Anzecles, aril Aflantse- visited larger olants ewery fow months and
‘F“ilv ones' less often,  Surveys were madec of inverntory-order rzcords and
ntrol opecratioans, The informaticn-develorn:d was discussed trnorour
w1tn onerating.nsrsonrsl, sursrviscrs, znd sometin
survey wus writton un in detail and furnished e tho
local AAF or Puder coffice for use in wakine imcrovements.
to sudit Suvcrvisors and Anclysts crmhnasized nn informal, fronk, snd
connerative azoroach; npromot and prictical resulis; substontial and.

rnot
trivial orohlems; th2 emalysts duty o devilon sound and f£ull infermstion,
vir fiad by nlant nersénnel; non-tochnicol roports; roliares on the

comneny to corrsct its eonirstions in its own woy.) After industry bscome
convinced cf the coonerctive intensions of the anclysts ax’ follow-us
officurs, a very satlsfactory rrelationshi~ develoned ant o numdbar of

Iarg.r commanlecs voluntarily rcoaucsited survevs of their onerstions.

~Y 6~
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A review of the hunireds of surveys of larger nlants showed that no
two ocnhqnies 1id any Jow exectly nlike, nnd thoere was ne one "host! way
Judzed by results. Howsver, I"ajor decisions b, management and sunervision
which iritiated real imdrovoments involvsd these fimdamentals: Coordinatioen
hetwesn onuratis g 6 artments teo mssure co-won objsetives 2nd «vold
dunlications; P 1101cs te sunnort sound programs and fix responsibilities;
Procedures and naparwark nesd £o be confined e imvedists and prectical
puricsas, and mode simnle:  Oneratinns 3n~lysis wss « "must" to assure the
maximur use of 211 availabls "know how'", nartiecularly of onercting
narsoamel,  (Sew "Schoduline froup Functions,' ipnondix XIX). Onerating
rroblsme which continusd to be of cowmon conecern were: leeaSus to
rroduction; Utilization of actunl consumntion sxnericnee Feonomical
roscheduling; Mnirun ouuntitics; Forlicre-than-scheduled ruceints;
Production rates and inventories of sub-contreactors.

)-‘- QA H= 3

CONCLUSION

This report would not be commlete without 2 list of conclusions boscd
on the oparcting experiences of ASU in Viorld War II. It is believed these
conclusions--thouch not <11 inclusive--cre fundasmentel and busic feeotse
which must be romewbered in she svent of snothsr emorgency. The next wor--
if there is oneg-- W‘ll reve with such snetd that thuire m111 be no time to
learn "by e¢xvuricncs’

fne: & singls government crzouizetion gioul? be the "elearing house for
;?Bduotion" between infustry snd the sgencies which require sircrsft and
related eqguinment. Its »urnose should bo te receive infermation reszord
tactical militsry needs for individunl ulene models and trrnslste then
into nracti~nl ond reliekle nrogucticn schedules for monufactursrs and
supnlizrs, sermitving ths fast and full utilization of memnowsr, rmutarials,
tools, and facilitiss. (Mrass oreduction denends on crroful nlarning, on
finding the exsct raie of flow =t which the bust werk con bo donz, ond on’
the meschanicel efficlency ani aceouracy with which the »lorn is »~nt into

ef oot -=illicn S, ¥zudsen. ‘ ‘

a-\r'
(>l

TWC:  The Hnsic cssentisls for such scheduling sre informetion as to the
sircraft and 2cuinment neoded for tretics ur“oses “nd u1lls of Uaterials
listing the matorisis-comonints- sguinmer it reouired for the ir preduction.
The information must bo aveilsbic for “h: ovirall aireraft srosram,
Roculircements studies, scheduling, ond diastributiosn controls ors bassd unon
this hasic irnformation un? will be uscful cnly cto the degrae th t it is
corruct.

st

,
i)
~i ‘u}" B

with full rﬁqnonCi“ility and
-sncies, manufocturers, and

-]
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FOUR: The aporoach to aircraft production problems shsuld be oz a broad
Dasis sc that thne "ﬂlearin; house™ does not become losi in o mass of
details, aad wiss wjor oosporitunities to assure fulfillwen% of preduction
objectives, ,Unfer emerzency conditions, & 90 % 3ob done ranidly is besiter
than a 1009 jct which +a YCS tﬁo lorge. Attention sheuld bﬂ focused on th
reluatively smoll :Lmter of companies resgonsible for 80-30% of 211 air-
sraft oroducticn.  In World War II thess numbered less thnan a hundred
larse, ar few hundred meclwn size corpunies. Regulations must nct be

@
and must not demand exceccive reports.

fulnecs of industry must be used fully, "self-he

. irdustry sut in & position whers it can use its pr
"prow how"  wxith a minimum of interference from Government agencies
Industry sheuld e cons LL+”v cons taitly in the development of polici
procecduress P al cocperation, sssecizlly at oner

levels, is sssan

SI": Contrcls cve

r »roduetion and distribtution srould te utilized only
HAere absolutely essentiuvl, and eliminated as recidly as anormal
marulacturer-supnoslier relationships aospear able to take their place.
Farly slacemer.t of orders plus the schecdulingy 2f receipts from supsliers
o)

L)
he need for excessive ccentrel.
icy of encourags

tir) too larze lcventories Urrecessary

or & low i Vven*frv policy will help av

i
Irn an er senc ‘here rust te & firm 2o ranufacturers
to avoe! r

~auses

.
snort su to heoome even more zaritical, and is no advantaze on
Items in SUSDiye o

Thanks feor listenin . 1 anzsreciate the coporitunity o ssesxk’ to those who
nus i oredare {or future mctilization. . .

(A PmAT LI T TN
barsadly Dolvilias

General, you certainly covered marny very important vuints in
industrial wmovilization.

itions

reguiremsents

what should be
service level

of irening out *h»%c cont
g0 un to the ccr

i
rolling civilisn agency?

3
o+

~18~
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That was subscquently corrcctzd and ASY went throush the Army and Navy
anitionse Bosrd, narticularly on machine tocols; and I thirk it wss
scorized thet they thensclves benefitted by that, Zut 1 would like to zet
your views =zs to the Tuture orgunization.

didn't hanoen to he
u the exact recson.

P reeson wWas tast we didn't et what we wnnted. Ik wes wrobahly to
e our own fsult, in th- idntt hiave mroner renrcsentstion on
and Levy Murdtinsns Boc he cireraft »rogr-m initislly did not
: nriority in the over-all wrosraem in the oninion of air

we wars in conflict with snd in comretition with =211
her gervicos, and initially hetwesn the Alr Forces and the Burenu
autics. It wes not until we vot the bleasing of VT and set u» the
Production Hoard ond 22 thet they ozuld et ~ny -direct action
pet what I surnose en sircenthusisst would call nromer T
consideration.

ganization ot its inceotion, sc I can't
thirk I have e Dret*} ooi iden of it. I

That, of course, is o very touchy noint, I wouldn't orgue
ne othur cxecest te s»y this: You should try to regsdlve conf
lers ot the lowest wossible level in the organisstion, " ©
irelly rad this s¢t un mnde, there wers vory fuw Drohleﬂs,-u
gct, in ths two nnd & half yecrs that I was thero I Zdon't ro

inw nt orne, that ever went up to highor Hofdauﬁrt;rs, and
inly none thut vver wont to *the Sscreftory of the Npvy and tae

r ar

Mow, whethor the Army and Bevy *unitions Boerd is toc high a level in
the oncretisn, ¥ oam not surc.  Thet mey be part of the problem. I think it
vu28 arobably bscause we wore net onrosirly renresonted thers. Howewer,

Sor the ormenization had bien develoned, it worked very sntisfuctorily.

&
General, why unit trat you were narz of make greetsr uss of
the nroduction kmow- industry thet was rLcorn zed asheirg exnert

in the field of nroduciisn? Moybe I should =x»lain b 2 lictle bit.

Accorging'ﬁo ?%fures that wers nresented herc-- ond T think they were
> eireraft industry busingass indaex oxmendad
b ﬁ'r:uﬁ'i i

DY Y

.
-

St

10—
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New, hack in 13540, when th: Prosiden
3CC nlane orasrax, certoialy the neonle

b4
irmeriliy o ﬂnhﬁuc+voh wrohlem; #nd thos
£

0
hab

reonle whe were exnerts in

J3
i—lv

€
roduetion, in my oninien, “ogli hove besn onpked: inte tho thing to
narticinats se Shey were bestihle to; not to exnand 28 nsr cent, while thoe
rere £t nconle, who didrn's knew cnythinz sheut nroduct don'n

~"c':;;t is a fair statsment--T think they dessrvs o rreat den
tsesrcn end develonment, bubt they don't krnow os much =as

nerbe do.  and yot they expandcd severzl hundrsd times ns mueh as an
ginization like Chrysler ciil.

“¢ 1ts One is
2 ction. lg. & is
dry couddn't the : noonle stey
¢, ccerdinate with Fo. 2, end let the
k of tre nroduction work?

ro3sareh

coorA*nLtinh wetwoon

sretoy e in the Noo 1 fice
+

IZRLL RASLTIGS:

I thivk thag is « oreusy Snir gquestion. 1 don't i
o 1%, but I will zive vou soms reasons hack of 15, 1 woula like =zhis To
off ths record. R

ry’
9

fsio riosons nroncibly was that thore were so wmeny baslie
a isn of airersft irn kezonins tﬂcm shroast of
t weg oonew Xind of business aven for

j el thet tho nsonle that Ao the:

nnrecs in +Ha n
cvelonment thnot
industry. £las 1

out on nroiucticn in the garly shagus. ’

O

e erodus

3 e

srobenly,vou must crrive ot some
I shink ocur industrial »lisng osrobably wara not .z
1. .

;

seon Baiore Snd wWor.

vy bwtw
sourd ns

is =1 immortant seint:  whet we d4id wes te set wo
ANe orrv. iz=tion, which nad
n onursiinsns cni 7ot

I think this
industrial slenning orgervizobion, o se
littl: zroun of wlenners, who telked :
bat still the he-rts of the noonle thet wers eoi io thz rosl job
not back of th: ns rticular rrocsrsm. 8o the rosult wes thaet we feurnd our
pgonls in omerctions ©id not hilicwve in the plans. Thit is o thing wo must
be very ceroful of. B

—+
Q
>
1)
O

3
o
e

b’)

lc rerson ds thet neonle genzrally don't like o

M ap Y ‘. - Y [N S s
ney Gont't know nmuch T o think woe will

Prchably anof
get inte busins

ﬁro&uﬂtic
thet cert:.
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Dozs that answer your aucstion?

think it <oes. tnink ons thinz thet would farthsr haln slonz the
I think it 2 1 .l ! th: b 14 furcher 1 nz thet
linz weuld be if the »noenle whe Zid the rasearch and develonrent were given
o nrofit cormansurste with thelr sontrihution.

S TNAa
LTNGS

I npree with that,

L olot of that was donc ~fter the war.

CRED AL ROVLTNGE:

Of ccurse, kncw, the nrecursment Lrws of the country don't
allow for tast is n »rofit limitation. If I am corrcctly informed,
the servicus Leve azgraocd on ¢ nsw nrocuroment »ill, which is currently
2oing Shrouzn the hoonor in Congress, vhich does )rov1iu for « hisher rate
of »rofit for ruscarch activities. Fut acecording to statute that i
immos:zible te dc now

2]

any further suestisns? If not, we thonk you vsry much.
b ’ J A
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