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FACTORS AND OBJECTIVES I HMILITARY PROCURBHENT
2 Janunry 1948

QENERLL McEINLEY: Lodics and Goatlomen, this norning wo aro »ri-
vilesed to hove ns our locturer iajor Genoral Clinton F, Robingon who

. is currcntly tho Secretary of the Nnticnal Socurity Hosourccs Board,

Throuzghout the war General Robinson headed the Control Div1510ﬂ of
the Contral donagoment Control Ageney of the Army Service Forcos. In this
capacity he porticipated. actively oand docisively at .the top staff level in
the investipgntion, analysis, .and sclution of the meny organization nnd
mrangement roblens which facod tho Army Scrvice Forces, Among the nany
problons handlod bty Gonoral Robinson were thosc relating to purchase, which
were of bngic importenco,

In view of thec brond nanagenont control agpocts of hls wartimo experi-

ence, Generpl Robinson's talk will, I ~m sure, prove nosi holpful in sciting

 tho organizational and administrativo foundntions for your curront problems

in the purchasc phase of this course,
T taice aroat plousure indeod in introducing Gencrnl Robinson.

GENERAL ROBINSCON: Gaod morning, sontlemen; Goneral McKinley., 1 am

ceing to confine oy tolle this horning to one speeific phasce »f procurc—

nent, thnt is, the srsanizatiosnal nspects ~F purchasing supplics nnd oquipe-
nent for the Armed Forecs. That phosc hos boon tho subject of much discus—
sion and debate, both in the past nnd ot the prosent fime, It wns a nnjor
subjoct of discussion in the henrings thoat led up to the Naticnal Security
Act which was passced lnst July. The finger >f inefficicrey hes becn pointoed
at nilitary control of procurcment. Sv—c~1104 duplication in procurcnunt

is held up as a veory terrible thing. On tho othor hand, how wany timos have
woe heard that it would be the rulnation of one of the nilitary scrvices

or o branch of - servics if it lost the nnwcr to vurchase its cequipmont.
There arc advaentes of centrnlization and thore nre advecates >f decentrali-
zation, It scoms that overybody has hils own idcas on this subject and
ovorybody 1s an expert. Lot us attompt this ncrning to annlyze sonme ol tho
specific problenms invelved, in ~n objectivo menner,

The first considcration. $hat arisce is whother tho Arnod Forces should

i purchase their cquipnent and supplics or whother this responsibility should
rest in a civilion ngency ~utside the Hilitery Zstablishnent. This caumc
. up scvernl timcs during the war, Mr, N¥elson, in the War Production Boord, had

the nuthority to tronsfor procurenont responsitility frem the Army ~nd Navy,
Ho never excreised it, and I belicve he never hald any intentisn of Ading
so. On tho nther hond, there were a great many inddviduals in the War

~Profuction Board wh~ A1id advocate the transfer of purchnsce rosnonsibility




tc WPB or sone other civilian agency. At one tine during the late war
thls proposition was seriously considercd in Congressioncl committces,.
I can recall personnlly prepored testinmony to combni that idea.

Now, there arc twe siles td the questisn, nst just one, The -
argunents for a eivilian ngencv arce not without merit, It is irmoriont
that the officers in the Armed Ferces, who have: anything 9 &0 with this
problem, understand these argumonts. The chiof argusents ore ‘in the
following vein: -

In tinc o war the Armed Scrvices have a trencndous task to do, withe
out bsing sod’led with the sdditicnal, complex task of procurcment. We
tine procurument roquircs cxtensive uconﬂmic‘ccntrols and o cluse Circetic
of 21l the underlying factors of production, such as materials, 1lnbor,
facilitics, powor, and transporination. In accordance with ocur type of
goveranient, this liroction nnd control must te cxercised by the civil sidu
of tho Government. ' The argwicnt gnes, therefore, that procurcnent cannot
be rendily. separated fron thesc controls. Mony itens of military cquipner
have their oounterparts in essorntinl civilinn pruluction in wrrtine., The

argunent continues that their prolucticon in tine of war shouldl nat be
leldcdf c¢twoon the militnry ant civil., Civilians are noro versed ond ard
better qualified to handle proeurencnt and duul witn Andustry thﬂn are tho
officers of the Armed Scrvicos. .

These were the chief oonsideratisns that led to the ercation of the
British linistry of Supply in World War II, Thet Ministry, which wng com-
pletely independent of the Military Establishment, ns well as tho:British
Ministry of Aircraft Production, which was nlsc independent of the
Military hsthllshme“t dlenmcnstrated uring the war thot the procurencnt
of nilitary supplics and cguipnment can Le plaoged 1n the honds of o c1v11
agency wltagut disastrous rcsults. « : Co

I have talkcl to- nany Brltlsn officcrs who think that our systun is
bottor, On the other hand, I have tnlkod to mony British officers whe
think that their systen is better, as o matter f fact, after the war wae
over, the British considered tic pﬂrfcrHHBCO'*OJﬂ eanough. to conzine the
Ministry of Aireraft Production with the liinissTy of Supply and to retain
vhe latter ns a pernanent agenecy =f their goverament to purchase susplics
and equipment for the Army, the 4ir Force, . and partlally.for the Favy.

A% the Teginning of World War II, in Gormany, nilitary proecurcricnt
rested with thu Arny, the iir Force, and tho Navy, With the German dcfont
in Russia In the winter of 1941-1942 ond the Gorman roalization for the
first time thot an all-out industrial nohilization wrs nocossary, nroCUrCes
nent for the Army was lergely taken sver by the Speer Hinistry, a civilian
aS0NCY. Subscqucntly, Speer to-lt over .the direction of procurencnt for
tho Navy and fianlly the Alr Forco, - This civil control of military procur
pent in Gcrmnny was far fron unsuccessful, A8 a natter of fact, Spoer
veneged to alnost triplo the output of munitions from the carly part of
1242 t» thc fnll »f 1944,
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, Here in the United States, tho Armedl Services hove ~lways clained

that respansibility forr the purchnsc of their cquipnont: and supnlics

rust rost with tho. servﬁces.; ‘The chief wr;ujont tc surport this clain

lics in.the intinntc r01”t101l1f riilitrry oporations ond nilitory sunply,
including ﬂrocurcmynt. .The . suwply arecoss . storts with Tescarch ond dovelop-
mont ond roquircnments, which are depondent upon -tactics rnd stratogys IS
then. moves through procuromcnt, %2 -etorazo, Adistritution, issuo, ~nd
finolly salvoge. To 1ift mrocurOJAnt'“ut of that chain would break the
chain. HMilitary oporntions aro aepcndont uson supply, and rcsprn31ollity
for one nust mean rcsponsibility for tho ‘thor.,

-, The argunonts qo on with sudh statcments It is impracticnl to
nake up o shopping list of iiilitory supplics an? equipnant in tinc »f war
- ond turn it over to gome othor ngoney for oxecution. Regquirements and

production schedules nust nocossarily bo -in o constont state of revision

:‘,tb neot chrnging, strotegic nud tactical conditions. Front-linc experienco

mast be proumfly reflected in the p:oduction line,

uow, hers wo have two J ianetricnlly opposod points of views, Wo also
kove oxperience for both arrangenents and fairly succcssful experionce for
-both mothols., .To ny nind tho nud »f the problon is gericwhat ns follows:
On the one hond, militnry procurcnont in time of war is intinntoly rolatod
to 211 the economic eontrols rnd production controls recessary in a nodern
total wair, On the other hend, nilitary procurcment is intinntely relnted
to %%r.tofy? toctics, and is an intinnte part of nilitory supply, One
rrinciple of orsanization is thnt you shoulﬁ ecombine ns nearly as posgsibloe
rclated functions, Fror this bnsis wo rre pushod in oprpsize dirccilons.
Wrich is more importent, the first reletionship or the second, in sottln,
tho orsanizational pattdrn for nmilitery procurenentt? »

, I versonally consider thmt thére is no perfcet leution %0 the
aroblcm. I favor nilitary rosponsibility. IU chicf renson for deing so
is thnt the nest immortant consideration in time of war is nn effoctive
Arny, Favy, -ond Air Force. We nny be able to afford sone incffoetivencss
in the civil supmort of tho Armed Forces, but wo cannot affsrt to teko
. any unnccessnry step that might impair the Armed Forces themsclves. In
~other words, the onld rosult wo aro nfter is the dofeat of the cneny, which
we aghiove primorily through our Arned Forcos., Therefore, the emphosis
. should be on nmeotins the nceds mni congiderations of the Armed Forccs.

. Ia addition, in somc memsurs, i% is pessible to compronise nost of
the ndvantagzes of c1v1110n contrsl, although the : espon51b111ty igs lodgzed
in ‘the Hilitary Services, Supervision °f procurcment by the civilian
‘.under sceretarics of tho three departnents and the civilion choirnon of
" ghe Hunitions Boord; the.use of gqunlificd civilinns in koy sositions
 within the procuvrenent nzoncies of thg services, cither in or out of

'Al'unlforn, ylus a thorough rcaliz"ticn of the industrirl ani ccononic factors

1nvalvcd £0 a long way toward nceting. tho "rpumgnts for civilian control.
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‘I think thot is obhut’ what nnrpcncd in the Arny and Hovy - during the
1nte war, The War Depnrtnent, undor Sceretary Pattorson, had a thorsuch
realizotion of ‘the civil sidc cf the nilitary procurcnent problen. nnd lkop!
very close control of the YWar Departnentts procurcnonts I thirk the szne
situntion cxisted in thé Kavy., Thero was & very-liberal use of quelified
¢ivilions in key positions, A4As a matter of fret, at 'ne extensive pericd,
suring the war in the Aroy - Scrvico Ferees, the purchasc -ond production
Aivisions of that sraonization wns headed by 'n c1v111an 1n c1villwn clothe

‘ The Fatisnnl Sccurity Act of 1947, at least by implication. hre gone

. 1ong way townrd scttling the debates It leaves military nprocurcient in
thc hanls of the Arny, Hewy, and Alr Porco, and glves coordinntion and
suporvxsion of prdeurcnent within the Military Estoblishmont to the
Munitions Board, which is part »f the staff of the Sccretary of Defonsec,
It chorges the Munitions Bonrd with military requirements, procurencnt
assiznnont, stondardization of swncificntlons, ﬁrior1ties, ostznntcs of
orodnetion, and rocormmendaticns 1or combining procursnent npgencics,

It scems unlikely to mc that this situctiosn would be changed in tine

~of war unless there should be a really disastrous breakdown on the prri

of the Military ZTstablishment in carrying out the procurcncnt rcspnsibili

‘- ty.  On the contrary, I visualize that ovor the yoars, ~nd particularly if
‘we got into® anothor war, the Munitions Beard will heconc & streas aseney

in coordinating, supervising, ond direeting the preocurcnent snd related

activities within the liilitary Establisbuent. It nay evep dbecomne on

operating agency for ecomion funciions and common suprnlics: I wisunlizo
thet 1t nay cven carry ou sosne of the activitios that wore lodzod in the

“Wor Production Board in the latc war, which were very eloscly rolnted tc
military production. : .

Ecre is an important point though. It nust bo ronlized that, oven if

the rosponsibility for procurcnrent is elsarly lodged in a nilitery cstabe
lishnent, this respeonsibility cannot bo ecrplotoly sclf-comtnined nnd
independent. In tine »f war, the production of nilitary cquipnent ond
suprlics is depondent, as I srid before, on eccornomic control and controls
cvor 211 the undcrlying factors »f préiuction. Those controls aro nccos-
serily a civilian funecticn, #ilitary precurcncent st be subject to the

poslicies, romulatisns, and nethods T the civil agoncios of the sovernnent

>

‘that are involved in thesc eontrols in time of wnr, such agoncies ng the

Office of Wer lichiliznticn, Office - Dofensce Transnsrtation, 0fficc of
Yor Menpower. Tho preoeurcement agencics withian tine Hilitary Esteblishmont
must toake a Brc?t neny pGllClus and ro nulatlons fror thﬂso a:enclcs.

Assunin? that thc_r0ponsibility‘fﬁr,nilitnr} procwrenunt will lways
reat in the jilitary Establishmont, the sccond major consideration thot
ariscs ie, how shall it he orgwnizoi within the Hilitary Igtaulishmont?
During World Wer 1I, there were eight najor procurcnent ‘ngencies, includin
the Adr 7 Foree, ~nd several mincr-snes in the War Departiment. There wercg,
likewisc, a number in the Navy ﬂ-rrtment. '




This largs number of separate procurement agencies within the
National Hilitary Estoblishnoent hos heen wointed out ~s inconsistont
with the iceca of unificaticn and as an inofficiont nethod of crgonizing
this responsibility. Much has been writtern and sadd about o single
rroecurenent agency for the Military Bstoablishroent. It has boen elrined
that such on ogency would save large suns of noneys I werscnally have
Bocn involvod in trying to make cstimatos of how nuch wiuld e saved, ond
I can assurc you thot nost of tho cstinntes aro on very tonusus arowiis,

On the other hond, the clainm has toen mndo that tho Havy, the Lir
Porce, the Army, or the various bursaus an? services within thesec throe
forces, could nst possihly operate effcesively wiless they hod control of
their own purchasc of supplies and eguipment., Hore sgain in ny spinicn
there cre two sicus to the gquestion, ' '

Let-us look n% some of the factors in more detail,

The first thing I think wo have to {o ig to soc whnt nre the
activitics that constltute this word proenronent, Thoy fall ints threc
Aistinet catesorics, T )

The first cotegory includce such nntters as procurcnent requlntions,
pricing, contract provisions, bHiilding natholds, renegcstintion, and nethods
of yayments In cther wirds, nll tho adninistrrtive sillo of the ~ctivity.

Tho sccond group of activitios invelved in procurenont is the pro-
graining phase, This involwves the deterninution of reguirerncnts, being
sure that the cntire progran is in bnlencs, thot there arent too many
suns for the anmmition, This lenls %o the protlen in tine of war of
alleccating notericls, monpower, ond facilitics ir short supply in cecordance
with o bolanced progren, '

Thon, the third large catcsory of functions, which uizht be teormed
the eperating eide of the job, is the actunl nogotintion or awarding of
contracts, the placing »f orders, tho adninistration of contracts, follow-
up on production oxpediting, inspoetion, delivery, and nccoptance. In
analyzing the organiznticonal predlens wo aust keep theso throe types of
activitics in procurcrent well in rind, '

* . s

Now, thore is nc virtwo in unifsrmity just for tho sake of having
unifornity. On the cther hand, uniformity on the administrative side of
the precurcnont Job can bring valuable rosults and in ny nind is cssential,
It is a roal advantage to such o company as Goncrnl BElectric to desl with
the Army, Wavy, coad Air Forcc on the samo torns and under the sanme systons
and nethods, Thoro is a rorl cdvontage in picking out the Dest methods
that are Zeveloped in any onc part of the orgonization and using then
throughout the critire orgmnigzation, There is a real need for what zight
e termed o universal systen in thesc activitics %o prevent conflicts and
malpractices,
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Regardless of whnt clse ig 2onc about organizing the procurcnent
Jjob, within the Eilitnry Establishment it sccenms obvicus that there rust
be a contral, wiforn supervision cnd Airection »f the adninistrative
functions involvod, Tbis ¢on be necomplished by having a top stnff
rrrangzencnt, with elsar-cut authority in this rospoct, such ns the
thunitions Board, or it could Be done through the nechanissa of a siagle
procurecrcnt agoncy. .

By the sane tﬂkon. in- the programning functions of procurcnent, thor
nst also be o high degrec -f wrifernity anu751nqu cirectiocn in tings of
war.

Now, thcsc activities of programing in tines of peace arc nst very
importont and wo sften lose track -f thems The reason th 1y arc nat so
importont in time of pemeo is thot thore aron’t viry neny shorsascs.  The:
is no necossity for arn clloecation or o priority systen. Iveryboldy con pre
ruch 70 off and huy whot they nced without getting ints eonflict with
anybody clsc,

But that is not true in time of war, In tine of war the situntion
corpletely changes. There nust.be o syston for tol iP? er re of thosc
programing functicns, You con't ﬂcrmit the procurcnent ngencics to cormp
coninst coeh other for the availnblce facilitics, moteorinls, and lnder,

While nn Ofrre351ve, go~-rretting Ordnnnce Departnent in the army, or
o sinilar Quartermnster Corps, is a highly -es¢rﬁble thing, it cannot be
worizitted to get more thon its shore, boecouse, if it Ases, it will throw
the entire_procuromont program cut of alonce. :

Tot l rccuirembnts for mutcrl s, fucllitles, l“u“r, ondl anything ols
in short supply must bo determinod rnd compared with that which is nvail-
rble, or that which is nllottcd %5 tho Military Services by some cutsile
civil agoncy, such ns the Office of War Mobilizntion, Then nllscations
have to be made to the procurcnent h,cnc1cs in accor&qnco with a balonced
precurcnont program, :

Neoeossarily, this mast be o centrnlized Jjob. - It is the only pessible
way of doing it, There must bo an ageney ab the ton of the Hilitary
Bstablishment to perforn this scrics of functions snd to suporvisce the
corresponding activitics within the procurenent ngencics below.

A gront ical was said during the war nbout the size of the staff thnd
tho Army Scrvice Forces hed and how rmuch larger it woas than'anythlnb of
that nature during poncétimc. Woll, hcre is ono ~f the rensons that
that staff was large. Thero were certain operating funetions that just
had to be perfornmed ot the top level ns o contrrlized mntter, You hal
to bring a2ll the roqulrcnonts tO"othcr, ndl then up.  You had to. trcgt
the total hv“ilablllty in cnc spct. You then hod to ralc alloc~ticn

e
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rnd do it in a way thet would zive a balancod program, You cen't leav
such a2llocations t¢ the Ordnance Desorinent, the Qunrtormaster, the Jnvy,
or thc Alr Force,

In tho third or sporating prrt of the job, it 1s possidle to achicve

an effcctive performmnece through cither o singlc procuroment aaoncy oT n
runber of agencics., It docen't nako a great deal of differonce to my wny

¢f thinking., Even if you coneentratod “11 tho procurcnont in ono nooncy

in ‘the {iilitary Dstrblishment, the very next day you would have to turn
aroind ond begin to Aivide that agoncy into cormdity divisisns. On the:
wholé, we hove 1t divided on the basis of conmeditics now, The Tochnicol
Services in tho Arny are, sencrally speaking=—not eompletely, btub gonevally
sponking, orzanized for the purchaso of supplies cnd cequipnent on a cornodity
hosis.

ﬂow,rtherc ig an advantnoso in hﬁﬁinu these comuedity divisions in a

siuﬁlc procurcment ageney, That sdvontage lios in the fnct that you thus
tet then orgenizationally close 5 the othoy two nejor entegories of

functlﬂns that I an talking obout, which ‘havo to be in o top ageney. Tho
‘,h vontage of hoving these opereting functions within tho throe departnents
of the Military Letoblishnent or within saervices or hurcaus 2f the thrce
Aornartnents, liuB in. this fact-—whon thoy opro thcre, they arse closcr to
thc-user.

It -sooms to o that all this arqument obout the organizaticnsl leoccotion
of thc operating phasos 'of yrocurenont responsidility is a purcly rekative
nattor, Frob one standpoint, the idonl situation woul? o toc hawd the usor
responsible for purchasing his own suplies and oquipnont, -hoﬁ, theercti-

cally, hc would got what he wanted when he wonted it, Of coursse, this is
impossibles The tactical units of the Armed Forces cculd not flbnt and
rrocure cqpipmont at the sanc time,

Toke the Dcpartncnt of tho nir Forco at tho present time. That
departnent has concentrated all its lA:'o'::1..1'01)'1cm.1: and reclated anctivities in
one matoricl commond for the cntire depoartnont. Go to one of the
technicol scrvices of the arny. rd you will find within it ~ soparate little
cell for precurcncnt. ‘

The arguwients are rclative in mnothor phase, whiech has tc dc with

particular iteris, Some iteus you cmn-proctically buy »ff the shelf, Other
1tons. such as battleships arc hardly a procurement activity : nt-alls  They
arc ‘co ngtruction provloms. It is the lifforeonce hetween going in ond buy-
ing o neccktic in o storc and having o house built for yoursclf, - Cerinin
~weapons arc oxtronely irportsnt to the user, such as airglenes, toniss, or
aireraft corriers. Other itens, such as food, c¢lothing, ond ~~solinc are
just as ossential, dut they are nore or less teken for gronted, There is
not tho samc objection to contralizing these as there is to the more
irpartant itcns. :

~J
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It is nlso relotive with respeet to tine. You get o new wonpon and
there is alunys that tondeney--it is o good ono-=to pull it out, moke it
soparats, cophasize it. You go throunsh the years and 1t loses that initi
inportance. Porple tegin to take it for granted. Thon thoy don!t much
are who buys i, A4s, for example, tho Army bduying all the rifles for th
Havy. : N - :

This leads up to tho guegtion of iu»licato pracurcnent., Dupliention
with reference to procurenient hns been a very looscly uscd term., Seme
" pecple hove the iden that if thors are two seporato ormanizatisns purchas
ingz, that is dupliention, 3By .nﬁlicnte proeurencnt I ncan inc purchase
of substnntlnllv the sene iten by mere than one procurcnent asency. - That
is all I mcan YWy “it,. such as bod shects hy the Quartermaster nnd the
Surgcon Gcnorml o1 fuol oil by both the Arny and the Hovy..  Except for &
notural hunen tondency not to wead $o glve wp-anything, not to wont to
chrnge, there seoms 42 nie 4o ba Littlo oxcusc for prolou.1nh real duplien
tion in procurcnent..

Hy personal viow in this whole oatter is that we should doué for a
single rrocurcnnnt agency witain cach of the threc deopart cmts.  The slr
Force to ~ll mrocticnl purposes alrendy inas 1%, The Army is probably
farthest away fron it, Renl dup tentlen in procurenent should bo clininn
‘ed by procurcrent .assisnment to the nrineipal usor, Then, I think that
there would be tremendous advrntnges in heading for o singlo.procurchent

accncy for common items for =1l throe services, 0On tho other hoand, I wou
ceptinue emphasizing and leaving cut of that stercotyped orzonization
1mportant new develenrients in equipmont, so they do zet the attention noc

%o bring them to the fore, , - :

© The third major considerntion in tho organization of nilitary wros
nent is that of contrnlizoation vorsus decontralizaticn, Sond cfficors

sny thaot in World War II the Army hod o dccentralized system, whereas the
¥avy had a ecentralized systen, Thoso words "ecentrelization" and "deeontr
zation' nrc used rather 21illy. Thoy nonn dAifferent things to difforont
reople. Lot us snalyze it a littlo nere closoly.

rirsy, we have the proposition of concontrating pdeuromont operatio

in o hondguartcrs office, versus decontralization on o regionnl basis.
such as the procurcment distriots of the vorious toechnleal scrvices of th
Arny, Anothor wny of stoting the propesidion is this: Which is heottore-
Dr‘ﬂanuthn on o cormodity basig or.on a seosraphic basis? By that I
nonn, should we concentratc the purchase of .all guentitics througn one of
-or shculd wo purchase all iteus in a given area through one cffico in
that ~rea? Thero arc distinct nc'w'mt wes %0 both nethods nand there arc
ulstlnct disadventeg 708, ) : : - -
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‘ Pirst, take the distriect or rezinnal type of orsonization. One of tho
chicf ndvontoses is proxinmity to and nere intimetc rolntisong with-the
producers in that nrca, Then therc is the advantase thrt the monufacturers
do nzt hove t2 Adenl with nore than one ~overnment offico, Rezional 1
osremndzation froilitates inspoction, procuroment expediting, ns well as
the adninisiration of contracts. It also cids in coordinntion and
corperation on a loenl bhasis with -thor oponcics of the Gevernment,

Some of the lisadventnges of this regional tyvo, :f crursc, ore itho
Inck of unifernity and coordinntion in thc purchage of the sane it
throushout the United States; tho Aiffieculty in denling with natic
manufucvururs and uith industrics as a wholos.

rc
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Lo,

nl

The corilodity basis af orgﬁnization has a mront deal of morit, Thot
‘brsis on the whole mhkos it casier to paralled the commercial nnd “usiness
rroactices in the United Svatca, It mininizes the probvlons of denling; with
a wanufacturing inlustry as a wheole such as tho autorotive industry, It
facilitetes proper procurenent planning enil scheduling, and the placconent
of contracts, The commedity basgls pornits the placing of the eperating
procurcnent cffice in close proxinity to the conters of industry. An

cxorple wos tho Tonk Autonetive Contor of the Ordnonce Departmont in

Detrsit during the war. -Another oxomplo was the fact thot tho Quartor-

nastor concentrated tho purchasg f shoos in the centers of the shoe ine

dustry in Boston and 8t, Louis, scnothing you couldn't Jo if you want %c
purcly regional org unizatlon.

On the other hand, if you use the coxmodity bagis, thon you set into
an ovcrlapnlnb of 2ll the -functions that you Have to coarry out on the
. ground, such ns inspoction in the rlants., You nisht have o dozen Siffercnt
inspectors mnder a purely cormodity basgis in onc city, onch one indorcndent
of thc other and roporting to o different unit baclk at. hondquarters,

_ Here azein there is no yerfect solntion, We rmist resolve the problen
by attempting te utilize the best in cach nethod of orpanization. It is
ry personnl view that preferenco ousht to de given to the enrrodity basis.
4t least procurenent vlonning, procurcment scheduling, placerent of contracts
sheuld be carried sut on that bnsis., Therc shouldl be o contral offiec for
. each conno&ﬁty. Distriét or goopraphic officoes should then be eonfined '
purely o the activities that can hut be Aone on tho ground, such as
“inspection, production expeliting, and the dny by day ndninistration of
contractss In othor words, what I on sunmestineg is thnt theore Lo ono ceontral
operating offiac for onch .comuoldity or sroup of gimilar cormcdities, The
United Statos would alsc be divided into n nusher of procurcriont districts.
Theso districts would work for all the commodity divisions but with limited
fonctions,
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There are rmany other troublesome problens in the orsenization of
procurcment. Thero is the question of independont inspoction for quantit
and quality. There is the question of rolationshin to rescarch and
dovelopument, There is the question of standardizmntion of specifications.
There is the very troublosowme question of tronsloting rnﬂidly the exporie
of the fizhting forcecs in the ficld inte desirnble chﬂnbus in dcsirsm in
the production line; sercthing whieh I don't belicve wo have cver solved
sqtlafactorlly. S

There is tho provlem of the rclationship of the procurcment organtzar
tion to budgetory wnd fiscal organization. Thore is tho larse ficid
of relating storaze end distribution to procurcment. The timo nllctted ¢
ne this amoraning doos not pornit me to go ints thosc matters in dotail,
What I have nttempted to do rathor is to discuss the thrce nejor ceasidoy
tions in the overeall protlon of orgenizing procurcnent,

To summarize, these throe najor considerations ard:

First, the problen of civilinn versus nilitary rOSt,n31bi11ty. That
has-Toen settled, at least £5r the tino bbinq. by tho Netionnl Sccurity
Act. But beeause it has boecn sctfled, T don! t think we should forget it.
We should understond the. c1v111.n .sidos

The ncxt cor31dcration is haw to orsrnizo nlllt Ty procurcnont with
the Military Establishnont itself. Thot Aivides itsolf into two najor
phases, The first is a single procurcment ageney. versus o nubor 0f" DO~
curcnent ~gonelsse I there cro nuibelr of procuroncnt ngencics, there
mast Do o top staff agency for twe groat - sroups of functions in procurce
nent, the adninistretive functhﬂs qnd tho pro*r,nm1q~ functions, Tinall
- there is 4 problem of cory w0dity versus ares organization, contralizntion
versus docentralization, There, I think wo ought to fovor the cormodity
basis.but try t- combine theo best fonturcs of the distrlct type of organi
zntion by assimning to the distrizts the functicns of & riore or less
routinge noture which can better be porformod near the manufacturor or in
tho plant. . e o

e

Regardless of my personal viows on the problcn of orhaqlzlnh ailitor;
procurencnt, or rcvwrdloss of yours, I an surc->f one¢ thing! In tho
cergonization of nilitary procurcnant we are nct depling with an cxnet
scicnce but in matters of jud grent.  The only thing that I - strangly urze
is that wo try to onalyze thg probleng involved intellinontly and dis~
passionately, and that we attermpt to find the nost cffecotive: SOldtlun
without prejudice, SOTVIGO yr1_c, ny yrccnﬂccptions. :

Thank,you very iuch,
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GENERAL McKINLEY: Gentlenen, you hnve there o 1ot of fond for
thouzht, Goneral Rebinson has vory kindly offercd hiwusclf for questioning.

'QUESTICN: -Should tho OP& or the nilitnry handle wricc control?

‘GEUERAL ROBINSOM: Therc nre two ronsons for using yprice control in
“wortine, Onoc is o5 on incontive for production, The utker ronson ©oT price
control in wbrtime is to protcct consuners,

On' the whole in the late war there was little price control of
nilitary Iteoms, They tried to hold price coilings on thé hagic nztorisls
~in short suyply thnt went into military items, but so far os the csst of
of the cnd-items wog eoncerned, it wos wrotéy nuck doft up to tho arny
and the Uovy, VWhethor thot i3 thoe test woy ~f doing 1%, I dontt kaniow. ‘
It is truc thet if the nilitary procurcnent is not subjeet to colliugs,
vou vogin to endanger your cconomic stabilization program,

QUDSTICH: General, you gtated that you fovor the cormmdity tync of
purchreing and you rcatrictod your discussion teo thoso thinss within the
“ildlitary Services.  Whet is your attitude townrd commodity purchascs
whiich aro used extonsivoly thraugiout tha G”v*rnnont. o nllL trice such
things as office supplies, as an oxormle. heuld thoy bu purchosed Ly
the military, by the Woar Production Board, by the Trocsury, or by whon?

- GANERAL ROBINSOM; Treasury Procuronont, It could be, ond I don't
than thot you would got into too smch trouble, Fron one stendpoint, the
closer the purchreing is bto the user, the better off you are, Fron the
othor stondpeint, thnt is not truc--tho bottor off you nre with contralized
procurcnent, It is a question of Juésmont as to whero vou actunlly Iut
procurenent, Toke your ch;ice. rowlly.

. DRa YOSE: Genoral, cven wherc. we follow txc commodltv qyproacb ‘of
orrunization. we find thnt the Scrvices hnve inevitadly buils up procuring
cfficos In the sanc elty or in the sanc rogion. I wmu_d'liko your comment
on the merite of a proposal which is boing considered, in. tho Army for
bringing togeother the procuring offices thot dro in tHc arne city for
n&linlstr3t1v0 housckecping and_othor functicnsg, such ns the writing of
‘centrrctunl instruncnts, legal werk, fiscnl work, cost accounting, tormina-
tion, nnd proporty disposal, which sre corron regordless of the type of
Ltem you procurc?

© GENERAL BOBINSON: If you had within tho Army cone single precurcnent
asency, you would have under that ngoney commodity divisisns, pretty ruch
the woy we hove then now, ensinooring: cquipnent, siqmal cquipnent, oll
the qunrtcrmnster iteins, ordnnnce itcms, and so forth, You wonld hove to
procure by comnodity anyway, Thoase divigiong wonldn't nceessarily be in
quhingtonp-lxko tho Datreit situnticn of tho Crdnnnco Dopartinent turing
the war, In addition you would hove ~ regisnal sreanization of Aistrict
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offices. Thc district offices--there would be only one in cach region--
could serve all thesc commodity divivions, It mny be that that is tho most
cffieient way of orgonizing procuromont. -

CO.ENT: General, I nm from over the water ~nd I just want to say
ne word about the Hinistry of Supply.  You described it as being. indcpend—
ent of the War Office ~nd tho Air HMinistry. Whilce that is perfcoectly true,
it 1s ~apt to give a rather falsc impression of how the Ministry functions
to thosc who arc not familiar with it. . I would like to make the point |
that the liaison betweon the Ministry of Supply, the War Officc, and tho
Air Ministry is very, vory closo,

GENERAL RO“ILSON' I know that, I wos over therc lagt summecr and had
an opportunity te spend four or five days ot the Hinistry., The actucl
scheduling of production, as.Il understand it, wns pretty much controllod
by military officers who were part of the Ministry of Sunply, 1sn't thnt

Tight?

COENT: Yess But that liaison is founded on samcthing doeper than
that, thot is, it is cleoarly undorstood by the War Office, the Alir ilinistry,
~nd also by the Ministry of Supply thot the Hinistry of Supply is really
the scrvant of tho War Office and the Alr Mlnistry nnd is tno”e to produce
. the goods,

GENEBAL McKINLEY: We have o vigitor from tho Ministry of Supply.
Porhops hc would like to comment on that.
St
¢ CCHiENT: As we have heard from the Wor O0ffice side, onc of our
recasons for having the Hinistry of Supply is that wo rather fought the
problen as to whether it should be o servicc procurcmont agency o a
civilicn once. While the Ministries of Supply ond Aircraft Production now
arc merged ond it sounds ns if 1t is ontircly civilion, the operntive
agoncics arc divided so thet the real work in rescarch, development, ond
Gesign is donc by eiviliams, but thc control is by militery officors in the
Ministry of Supply. The production side is alﬂost entircly civilian,
The- questions of finding crpnelty for productlon, the wholo of the busincss
of rrronging contracts, ~nd so forth, is cntirely civilian, Tho inspcciion
departmont is grently civilinn in your inspcetors and cxanincrs, but ogain
with complote Nlllt"ry control, ‘boenusc thnat is the 1nspuct10n agoncv st
the buycer,

Last of all, thcre is onc nost 1nportﬁrt thing, thot in 21l the dcvelox

nent snd proving cach comnrndant of o proving cstablishment has in his

charter that he hns dircet access to tbc Wor Officc., That prevents any
_pressurc being put on hime—during ‘the war we had sore of tho big businocss
gentlemen in tho Ministry of -Supply--to force hin to say that o particulor
. plece 'of oquipment was a good one whon in fact it wns.not, So all thosc
‘cormandants are protected by having dircct linc of prrcvch to. the War
Office to say what they th;nk.
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GENERAL ROBIESCN: I think ny fundanental irpreossion sbout it when I
was ovbr there lagt sumner is this: That there is no question dbut what
the, systen works and works well, I deudt if it would work for us boenusoc
I think you have one thing in your gevernnent that we don't hove--naybe you
have hoon ot it lonsor thon wo have. I on clwoys impressed with overything
ahout your govornmgnt hut cne thing, andl that is that you scom to bo ~bdle
to coordinatc and coopernte with sno anothor o lot better thon we do. I

“rn nlways impressed by the fnet that top poople in your goveranent can loy
aeide their own job and consider the whole yroblcr snd it very scldon
hup ons thot way in our movernnent,
 GEIZRAL LicKINLEY: Ve fundomentnlly suspeet our civil scrvonts bub
ttuy trugst thcirs,

GRORAL ROBILSON:  We funinnentally suspoect ovorybady cxee; ¥ sursolves,

QUESTION: With repmard to rclftlnp the oilitary Eroh ang to the 01v111gn,
the Hatisnal Socurity act nrrv1ﬁes that the Hunitizns Board cecordinntce
nilitery requirencnts ond correl~te theonm with the civilinn ccinony by
Cliaison with other ~evernnent departnonts. Tho ﬁztion&l Sceurity RCS“UIGGS
Brard. is nede on odviscry Board $o the President, "I don't know nkout o
Exccu;ive ordars or whet is in the wind thereo, btut I o wondering “bout
thnt coordination of nilitory requircuents. Even if they o n perfect
jcb oand get o perfoct progron, as thoy sec it, when thoy nercly hrve
icison with cther. sovernnent rneencies, how con a satisfactory job e .
lore for industrial nobilization? '

GRIIRAL ROBIUSCN: Well, the iunitions Board is +rimarily not chorged
with industrial nobilization any morc. The Hrtionel Sccurity Hcosources
Soard is, - The primnry jobs of tho ilunitisns Board nowednys arc two, as
I sec it, and if you will reerd tho law carefully, you will scc that thoy
nro nilitary roquirgnonts ond the coordinntion rnd supervisicn »f military
procurcrnicnt.,  Thoy present thelr requiramserts to the Maticnal Seocurity
Hesources Board, That toard tells then how much thoy can havo.

QUESTION: I didn't menn to imply that tho Munitions Board was -
~was swiposed to have that, My gquestion is, who is gsoing to de it? Is
the Fationnl Sccurity Resourccs Bonrd?-

GENERAL ROBIWSOW: The Nntional Securlty Resourccs Bﬁ"rd lﬁﬂks nfter
the whole civilinn yﬂrt of it,

‘ QUESTION: The reason I nsked the question was that ~ll I had to zo
oh wag the act, and the act 1tsclf t° me indicntes that it is ~oing to te
an advisory -body %o the President ~nd that it is 7aing to have to 8o o
lot of studying,” I didn't rcalizc how it would cxercise functicns of
cocrdimation. ‘
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GEI'ERAL ROBIVSON: I visunlizoc that the Hational Seccurity Resources
Board will beecone the Jimmy Byrnes Office in the rext war,

QUESTISN: Genoral, you indicated in your tolk thet in orlder to
insurc yroper coordination in the inte war it wos necossary for sone of
“the responsiPility nornally nssigned to the Scrvices to be tnken over
By the dirccting hoads. For exanvle, Scrvico and Sunply had to ~dd wp
requirenents ond had t9 add up rossurcce, oand so forth., Granting that
thnt is truc, can we hope to schieve maxirmun cfficiendy under your ro=
orgnnizntizn pirn unless the Secrotary of Mntionnl Defense Office extends
its uct1V1ty uC include certain operating functioas,

G HTORAL ROBIVSQH: He can Gse the Hunitions Bonrd. -Thnt is what it
is for. Thet is part of his sioff for these very thincs I on talkianz
ahout.

QUISTICN: What I was trlking sbout 1s this: he is the requirencnts
sfficer to present a coordinated builget?

Aqudu ?OBIZSONy, Thﬂt is ricsht,
AR QUESTEOE:',Edwjjcan‘he‘w \yerly prenare o coordln“toa »udgot request
“unkess ho has control over fiscel datn. thﬂt'~o into thc'-ustiflcqtion
ﬁuckina W vhls requost? ;Jé,,- : T

IERAL ROBI"SOT _ H»_qas thCSﬁ »manélos._ the dhaniticns Boord, “the
Rusc reh a.i Dcvolowncnt Zoard, and the Joint Chiofs of Staff. How, he
nas in his own offlcb rizhy now, onnd of:tHe najor »Hords of hisg office, a
figeal and ﬂanagehont setup. Thot is atout ths orly stnff ho hns tuild
- oup todaJ. : . ‘ S o o

QDLSTI o I would.yus that one step further, Inasmich ~s it is

Qvorythlng nna innsruch as the work of the fisenl »ffice will dcpend $¢

a large oxtent on the validity of the statisticnl Tiscal informntion whic
the services will have, you can't wct it frem the Muniticns Dnard, thosco
estinntes ~re propared in cach one of the Scrvices, tho point I am neking
is that in osrder to be surc thet he is ochioving noximmn efficicney and t
ninimam »f expense in prescnting a coorlinnted hudset, it scchs to ne it
is quite nccessary f£or hin to ~et ints the oporational fiold,

GTHIRAL AOBINSON: To sot 1.-!1;,*0?,

QUESTION: Do zet ints the field ~f actunl ovornticn nnd control,.
Unless he tnkes 2ll the regquiremcnts nnd unloss he adls thom wp, he has
no assurance . thot .the nmaximun ¢fficicney is Leing achlioved in the ox-
pondituro of funds. in the varisus dopartients. .

G¢TELLJL£BIﬂSOL. I lon't quite follew you. lMaybe the word "3oardl
confuses sesnle, but thoe nore faoect that it is tho Munitions Board dcesnlié
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prevont it in ~ny wny fron ¢

ncting ~s o staff oroney oot part of the
0ffice of the Scerotary of Dofenso., T

~ Thet is oxactly what is “eing dsne now,
ond that is the way it is geing. ow, if you went to know how to get

up o proper budzet-~I have scme idecas on that, bub it would toke 15

ninutes to oxplain it. I don't think the nilitary scrvicos have over
¢ it preperly.

GZMERAL LicKINLEY: Gonoral Robinscn, thank you very ruch indeed,
~We certainly hove cnjoyed this immoensely.

(2¢ Moy 1948~-450)8,

15




