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POLICIZS, PL.NS, .WD PROCEDUHES FOR MILITARY PURCILEING 2D
COITR.CTING

9 January 1948

| GRNERAL JeXINLIY: Geritlemen, our sneaker this afbernoon has shood
on this platicrn moany timisse He is a '[‘ wbhor vorsatile individual, and
provisusly has appecrced as an oport in Oednonce nodificati-n, Todey

n
4

as Chicf of the Procurcncnt Group of tho Senoral Staffi of the A y]
~will discuss policics, plans, and procodurcs for .1_.11tgr~r murchasing and
contracting. &s an hor ora:';,' Doctor of Seilence, conferrod by s alma
nater, Ipfc.fo*te Collcgs, I take L;r'cr';* pleaswre in irntroducing Doctor
John E, Christmos, cu--...wlj, Eripadicr General, United Statas J:r:w.

Dry Clristmas

LNELLL CIIRISu 1St Thonk you very nuch, Gonera ._c‘\..dll(: I hope

-

L)

I an up here wnder folse proetences hucouse this talk, as you probably
lmor from youwr schoedulc, was supposcd to be miven by somcbody clsce Thess

[ g
»

cueroonceics do hapnone Lo are sorry up in our group that it Add happen
and that you heve to have a substitute and not cven & first—grade sub—
stitute for the instruction you rere seing to Love,

o I judge thet you have had 2 lot of very high-lovel instructors dowm
here to dnstruct you in ot loast i‘mu*—-s;;'llabh wordg, such as sinplifi-
cation, collaboration, ctondardization, and all that kind of tidng, T
thourht naybe I v;)uld tole a difforent anproach to this subjeels In other
words, after you ot through wdth oll of tl._s tull up on the Aobel and staff
level, sonmcbody h.’.'.S stz.d.. ~ot to do the works So T th::u_.%l*t naryhe you would
lot me tolk on thnt subj“ct, beeanuse it is somcthing I know choute b

st, T lmowr soncthing ¢ o arh thoet and 1ittle aboub the other. T hoave mde’

a fow 'mtu., and il obtock the subject of procuranent from that standpoint,

T ap informed thet lanirael Hing yesterdoy qove a vory Jine talk on
the seneral subject of coordination of srocurcment and the procurchent
work that 1s soing on in the ku nitions Boerd, Thercfore I am not oodng

to toueh on that subjeet cxeopt very

To et you into the syirit of what T om thinking abaub T owould like
:,rou to lluLC]‘ ta a little quotatisn cs & basis of tids sormone ~The noxs

time you £o to Union Stati~n, 1f you haven't alvoady noficod 1t, 1otk

up at the frent of the building, On the loft side, cnrwed in Ct’“‘l“ ore

a 1ot of wise scyincs that I om told wero solecbed by former Iﬁ-cs:.o.ult

M liobt of Harverd, On the leit side of the entrance it saps cs follows:
Yo who would bring hone the weolih of the .‘[nfl'-c-s mist earry the ‘"',ul’rh cf
the Indics with hime So it is In tro val": r".f*. 4 onman rwst corry kmowlsdro

writh hin if ne would bring home kmovlodce!
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That iz toboen Prow Bogwelltc "LAfe of doimson," wreition coveral hundrod
ears o:me  Ib o aprlies very particularly to the subject of wrocuremont,
Ten howve to know whet you are colaps afber 18 you are o3ins to bring
nome anybhing,

N\w, let us first seo whot the mission of procw”-:':::nt ise Tho whole
reagson 211 of us exish cnd arer fod and housaed at svermicnt expense and

50 on is to win oowary wnot is, ail of ue o fron }t firhters, and who
Tor v-:zrlr‘vf' rensons, oo neck hore in prr:=curcmcnu, There is ~nly one
rcasen for us, and that i= to et wespons ond suppli s to the -L._,ht...nb

LGY -

The rengson I tnke the trouble to o*ﬁpm size thot is thnt
vory well fhrcet it, boenuss thy nm oan nind is conveniently
that wz for-ob u:zhlur;g(.n{ uh.?.nf;s Al remEihor dw-d thec rvleasant o*ms.
adreacy mony of us arc forse Tw oW CON STU, in wwiltinge and in
tolldn to'“")u. fricnds, l.o,u wo are forootting the tre ubl 'sime days of
1939, 19,,0 and 1941, Dvorybody is thinking absut 1944 g ien 21l you had
to do wins turu o epi-oob ond supplics cauwe flovrin: -sut just ililbo water in
the L_,tn tub, Meorly cverybody acs Locong Intercgted in sceirns thot <
the forms are of the same widbh ) the same erlear, nd 5o on—the ,Locimnncg
of vrocuwrormont, It 1s the nission of procuraes ﬂnt to ¢t some stulf to 2
fellow whe naels 1t aw s oodly to vin a wnve,  Dverything clscis o
ncans to that ond, not Hie onile . )

-’ +

L

Ny, anothor thing conos iagt of us bove cuwpericnesd ang VAr
and o o have experionced e wirse.  Inowy opdnicn, for lack of a bettor
tern, wo nichb eall Warld War T oond dorld Uhr I porfeet wars, [ulde
plated or fur-lined wmrs, whero ovorytl';:’_n SRS 0N :‘-.ccnrrli_ o to the books.
A oomtfit dddnth sail wihil overy suspendor button wns in place ond every—
body hool the richt kind ~f ecllar cornoments, There vwas nlonty of tinme
“to lay out factorics or chon-se the plants overy oppoint housing dircetors,
ant so iorthe Dvorything ws just cray.e

T4 is my perscnal opindon, snd T an sura ol o
T have read In the popors—you dentt hnve to have access
dncanonbs—ihint we rust ronlize U
have whien smart, or i --ht ~ot smarts and micht learn mnuf“
firgt writhout ~erning T that is 80, Fou are nob oing
lincd war. You arc ~oins to have to gt oub ~nl mrocurs

and not by hedng o opor

RN

~
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et sone of these ootontd ~Acaics of -urs
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t is for ”L” roogon vheh U ohieve talen as iy .mphl_c

roefinononts of the T)]"<‘C\,x?’ CoS DI

A

N yoaed ryna 4. 4 - [T
N Lhc toc‘,-_'.:.ct_ucs. at She top <f e Ao

Services in o oerfoct wmr, I e are lucky onow o hove NSy but L
* Morass rootoh g_\'.-:-:-r,‘,o_cL to cotting thn ";’-,i pIEe sust be bed, montlonin
2
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s:: we oof the points and difflendiivss  Then, i you dontt hove dine to
do a perieet Joby poun just howve to cuv oub song of tnc rafincnents—
tu take o ddfferent approach perhaps to it 28 thouh noxt tinc we will

Yo in a situvatisn like Hobort Be Loc or somcbody ol sg, wWho hed to do o
job with inadequate neanse

Tnetead of t2dking to you fron orpanizotional dla rhns ond o theorizs,
Which kind of t2lk is very hord to 21105 A0 3t 1s nob cdwvon by songe
body who is on expert &t ity and T cortainly an nety T thouht wo would
take an actual article if 'ﬂu will bear wilth nc. Let us just et our
iInasinations oins Liks chllvron —llSt'\.,"lln“ to n foiry tole, oach ono of
sou and you and yone TRr hos just boon declarede  Srnwhiow ;,-wu have landed
in o job of procurcments They have said, "He has bocn ot thoe Industricl
Colléus Pubt him “n thate He kuors :‘.l:l. aboul it 0 iou hove justh
arvived at Dr_: broitse Your job is to ot nediun tenks for the Armye
Ima-ine you have just landed in a plone at the JJLL;I‘?JJ.L nirhort; you
resistoerad for a room 2t @ hobol nnd you are roine: Lo work,

+ Vet are you eldng to do?  Vell, you prebably have novor scon a
~odiun tank, ’""' ¢ you vould like te st o handbook and sce o nicturs
of oree :

the Ordnanco
gooeifice.

Then vou ool on thy wire :’
Denertment in Voshinobon and say,
“‘

e arc yrorking on this thing,
htee bc:np vorizodite it

P

¥ say, "Oh, ey %o ean®s walt for thomg!

Then porhons you ot on o nlane 2nd oo dotm bo the propor nrscnnle
In Dotrolt thers Iu.mn‘“" te boe the propor, arsencl, devatod to combatb
voalelis, Tou o dwim Thore and you find thnt ther have dravings for
Tatest tve of toanke

You want to know how mony dravings there arce, You hoventt Loen in
thot business very mach, Coloncl r‘1-'“nord the C€o0s oul there, takes you
dovwn to the enrincering deparitnent and uho"r:s yr\u Jhwt narticovior modcl

af ﬁ_gwdi\.;‘. tank, which horoons 42 be ewrrontly & Llce [ ghovs
yau o pile of five bhoustnd drawinegs, Thosc dre 108 nade 1“";:' e -
Ordr.na‘,nco Departrents  Thot Sooson®s dnclwle the t.I"C.a'-,’f.i.I’l'-‘fﬂ {or the stortor,

the envdne, the sporcdinetor, rhdar equipnent, and o1l th i idnd of .,tufi‘ .
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You ask hin for a set of these drawingse. 7lell, that ftakes quite a
while, e says, "I dontt have all the mrints., ‘e hive some of the brown
printz, but not all the blue prints," You would be lucky, let me tell you,
if the dravdngs were all theres HNaybe they arc under revislon—~—chanses
being made on thems. kavbe the (@ound Forces have found that they donlt
like the way the gun handics and +‘1h} want to malic @ change in the gun
nounts The Signal Corps wants to oul 9n a new radar sight, So  the
Commanding Cfficer is going to vemporize with you and say you con have
three thous and ol these drawings noxtb 1':(301«:, but two thousand of tihom arc
undor revisilons ‘

-

-

1'17

Anyhow, you have gobten thaings stirred up, They will have to come
throush with something Lo give yous You have récelved a m‘bt““ n, which
mest of you perhaps think of as a specification, Seldom is there a spuel
flc\lulon written for as complicated an article os o tanlk, %he spoeifi- -
cation consists of o large group of drawings. IHoch dra \rmb, if necessary,
would have & recforence to ont or scveral specilications soying what kind
of st(‘ ol goes inbo the track, what kind of rubbor goos inte soie of the
parts, and 5o on. {myhow, you have gotien thosc follows roings.

Howry, we will assume that you are to find some place to make ite
Well, if you are lucky, there will already be a plan out for the medium
ank for hall the capocity, lot us say, o7 the Buick Companye That
Compony has bobu'asl" ncd to the Ordnonce Department to moke medium t"”ﬂ(s.
Thet is 1f you 4re lu ch,,o If you went out today, you wouldn'!t find any—
tliing like thite  Yousweuld nrobably £ind on the same wlane vrith you, it
Jou are from tne Avmy, o couple of r‘(}—ﬁct'h‘i rg novel cantalins and o couple
of go—getting Ale Force follovse - Thoy probodly arce nlroady atv the Bulck
plant vhun you ot thorcs Angmy, j’Od have to fight for your sharce That

is the way it is todays To may be LJL.u vy noxt weoke I dontt know whon
the next war is cmninf*. Put T understood Lrom tho scrvied schools that I
have attondud that we should '“'L"':a.;,rs prepore for the vorste Thon 1T we

b
cot & brook, that .T_:s clvet and we pet a dlstinguished carceras

So ou o out now Lo findra vlacc.to make tonkse You knowr from the
late wer, vhich you have studicd, that the automotive industry did o sood
jobe Tou will probobly find thot Buick will do it ageine So let us wsswme
thnt you win out over the Havy coplodn, that you hove persunded him to go
someplace clscy thnt the #ir Force fellow!s texd broke dorm end you got
there Tirsty a.nd. you have gobten the Bulek veople si r-mq up, and thoy
cuyy Wi Wwill Llook an dl."

“The next thing you heve to deeide is something that is very fundo-
mantg-l, on which you probably hove had lobs of arguments dovm herc. o are
assuming new thot son hove nade o sale to Mre Curtis, the President of the
Buick Division, that this very difficult job is onc¢ he eon handle and that
he will undertoke 1te ’
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low, wiat arc you poing to a to talko on? Remember, in |

time of wmr theos firms ﬂﬂn‘” hovs denartrments thoy have a
sules—resistoance deparument, becaunsc there is much mors msiness than
thay ean handle, It isntt any fun Zor Lem ary vhow, Zut sou have con-—
rincad ‘r"i’* Now you have to malie up your is hw oeling 0o >
vitily tan Te you go"v- Lo m% a cor’rr cv with hin for the comnlo
venlk? r“‘1" thing has cbort 25,00 v*"“Lu. Ts he going bo ~c around and
buy t 12 '.‘mbls, wolis, cpadnt, ra dJ y gehe, end all that ind of thing?
Or are you golng o Drocure ?'..t ey b:u,u znd plecas?

T am not trying to be funny. Thntever wey you do it in the first
vlice deponds on what kind of thing you ore naling, Sceond, 1L you pick
the vwong ne’rl,nd of lmur' 1t, in lots of cascs you ~ontt 20l ony ro—
dnetlon, muse iT you doeide to bresk the lanl dovm fnte aboub filty,
or o hunﬂx'rzd, or Tift.cn hundrod ‘eront pivces and mnlie Tittle Lits

11

&

of contiracts over this bhosc

p’ll’"ﬁ Cs JOU

Lave to sob up schedulces to | thooe thnings to your
placo and gotting thom a_l Yo arg going to have to build an
avrfully sood team and trad ,La,., to do thate.
Sc, spezking of the cutegory of complicntst erdnonce, vith ~hich
T hve somo fan h' :~r3 LJ, T would btry te ot ain to take ag much ag he
o e
T viltn five

this tonk ready to rmuw’

.-“!
Sl

could md dliv
the tonk,
can or Wi

ng yor cot vdth en orobilce
o .

tnko wholn jobe

the

vl mng

o
sl

There 3
S5o 211 T enn
the more you
can mako,

e o :, \.u.
do is to
know abondt tho job

typos of equipment thi
y nckto tha old proverb,

“fhen you Tgo out, tho Lo
J s

o :I‘ 'F)

- -

Tyt At dico not

grllons of grhgcline in

g3

LB

ol
D2

1ikely th

""‘ul:: doos nob amly,
CB_L.\, l)

sarlicr, ‘th.w

Shbor ‘lbc.u_ ion Jrou

“Tou noy have deeided, T rnssume, to ot as much of the tonk made
nder that ono strong mantgemcent as you cone  You 0l to the monopoment
cbout bnilding the tanks, Thare 1s 2 grovp of men thore who are skilled
in making other people wock cnd in geutd ing ro 351105

Nowry thoy arc E;olng To ooy, MHow many of these do jyou want,
Golonol?"  You phone dovm to Tishingtons Thoy soy, "o hoven't got tbo
roquiremeriss They arc "'or'}:wn on thu. Ther arc sittine uo nights

In the Pentopond!

S0 the chineus

are tiat i€ you ore o
hother —bout thote ou will guess from what o lmow
v that you will wont least ten thomsend of thone

hope th t v aontt

"ot us gob ton thonsoand mnd Lot us

5

sclocted of fic

oA

s ou won'lt

-rmout the 1ate

B0 you 847,
rioss Lt too muche!



He is going to have to decide whether to do it all in one build-
ing or whether he is going to ask for more buildings. So there is ancther
thing that he is geing to want to kmow more than the number and that is
the production rates He will went to lmow if it is to be a hundred 2
monthe If it is 2 hundred a2 month, he can do it 211 in one buildinge
If it is two hundred 2 month, he w+ill have to put a wing on.. If it is
three hundred a month, he will have to put two wings up,

But it is not Just buildings that he is going to be concorned with,
They are Just shelter. He has got to hove machine tools, He looks at your
drawings and says. "] have machinery to maoke this number of articles a
monthj but if you want three hundred, I have got to get more toolse T
have to have some new, speeial maehinery," and that will take nine to ten
months to get. You have to tell him the ratcs The chanees arce you will
have tc gusss. at that Tigure tooe ' '

So now you have told this man how many tonks you wonte You have
told him the ratce You have told him you want him to make as much of
the tank os possibles DProbably he will make it il oxcept the gans and
the radio scte

You scb up your purchase policye You arc going te do it by pay-
ing that expcricnecd monagenent to deal with six or seven hundred sube
contractorse You arc going to poy thom to settle or avert labor strikes,
to hire schoduling ond transpertation people, draftsmen, and «ll thot kind
of things He is going to do that Jer you. }'-Ic is used to doing it. You
are going to pay for thate

”

You probably will have to mokc a coste-plus—o—fixed fee contract
or onc of those other typcs, because he has nover made tanks boforce
If he charges you a Tixed price and is smart—and he is or he wouldn's
be thcre—he will charze you the outside figurc, which is more than you
should pay. TYou don't want tec pay that, so you have to pay him the
actual cost and a fece

«

Mow, to get dovm into that you may have to gt youn:'sﬂ_i‘ o lowyer,
sn accountant, and some other people who are contract spec1u¢15t§. The ’
governmentts methods of purchasing ond procuring cre complc:\:‘ TIlO.bOOk
of rulcs would probebly be as bip as the MNow York City telephono dircetory,
but reading not ncarly so interestings It h':‘.s in there all the rules and
regulations for an orderly, logul, busincsslike procudurcs ‘

If you are lucky, tint ook would have been cancelad or mo\'i‘i.,i’iod
by scme emergency loglslationa Tut it moy ve that the next ".mr“.';lllnc?me
s0 fast that we still will have to followr that book Then woe '1.11 hzve to
docide whether to follow that book or to cet the tank, I ean!t give jyou
any advice on that, but that situation might come uDe
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Then you hove to arranpe Tor govornment—furnished ecqui
Even il yourare lucky cnough”to get a complicated item 1ike o

en cirplenc, or asbattleship, thot is tho greot bulk of 1t, m

strong munasen-nt, there wrill bo ports on it tant arc seeret

get or thet are rationced., So you heve Yo arronge for thom, f
like nrmor plate, rodle sots, and radips Thore will be surc t
’ 3

foirly cowpllcatcd itom some sovermmunt-ovmced equivment to crie

furnish that my,

So you have to go perhcps to another department, to t
to the Signal Corps, to the Air Torecy, to get contrlbuuory cs
parts to go into this thing, which you cun!t deliver to jour
oVorseas untll it hes thoro things on it, If you don't howve
the Navy or the Air Foree, you roy hove to go te the Signel G
r“dio and o the Engincors for an acccessory or somcthing olso

o lot of arronging, beeaunss thoy have their om fish to frir t
rhdlo for thet tonk may not be thoir most impertant thing, I

pment s
tank,

~dc by one
or herd ho
or things

3 be in any
e to

-

ke Mavy,
sential
friend

to go Lo
orps for
- T ‘un.l&C

20. That

t mey be

that radar fob the Adr Forces is their bigrost problem.  So you have

snothor €irht,

Newry on the foeilities—aond please bear in mind that
inciude thot most Jipertont Stem of machine toolss Thosc Buil
ings arc not worth auything emeept to kcep the rain offy Tho
out to this Iypothetical Dulek plant, there will be 2 lot of
buildings there, They are nob worth anything cxcopt to koeep

ol J)u, cxccot flox bhﬂ tools in the teol room., Thot is tho

facilitics
ck builde
n you pob
lovely

the rain

nlacc where

they make jizs and fixturcse The rest of that stulf you donft it
You can't use it to make tanks, That stuff is thure for onc purposc

only—to make Buicks gquickly, cheavply and well, And whon the
at thot, they orc mostly speeinl and they ore no good to you,
get o teuck nnd move Lt L"ub out in the Jurd ond put o torpe
Mien you w1l be disavpointeds  You have a million square 20
space and nothing in there,

Then you have to get o list from the manufocturcr of
he wants, Then you comc down to Jashington te scc 1f ou can
share of the machine teols thit have been put in storage as W
Therc you run up cgainst your collungues from other scrvicos
meybe friends with whom you wint to the Indusbtrial Colloges
to outmoneuver thom, 1h m vhon you get through that chaldn, ¥
mochine tool poople in Lhe Wer Production Board 37 o have on

time to szt one up. IOu ro there aend try So gt your mochine

You have to pet finoneing, Ceneral Foster is the man
stend, to go te and talk to shout thots This pwmvxtc men ion
pat his moncy into this thinge Tou can't blame nim, Ho noey
amount in if the product is somcthing thot he is inteorested i

y arc good

Sao you
ulin over it,
t of floor

the teols
el your
JOT TUSTTVCe”
and burc gua,
Tou mey have
ou o to t e}
Co It tal
tools,

s I undur—

'L soing to
putta linmited -
n in pcocotime,



pu+ by and larpge (necle roing to Mpoy the freight,” It iz a
pl c and Toennical r to do thate T omonot polng to go dnto
thclt, but that is one of the [irst questions thet will come upe

L"L;)r, a5 W ore I Dskmlﬁﬂ.ﬁ-:‘r,n,,, 7o mondd have to ol
. - 1 - Ve i< - . = Ty -
timt I heard Gonorsl Zadson- descr _-o d as having
2t N O T ,
first port of Vorld Tar I, Thog d o .nurhor

ncet t poople with whats was enlled the
2ls Plon, Thot wes o vory eorplon but very useful pla
t 5 mlaccSe

Yarions lecturars had talikod cbut tho forms and the ethads us
in the plan, i'.‘fhcn the roeting wos about O\f.:l" the vy this wes told o
me, 0owin in the back of tho roonm who In ked for Gercral Frmdsen in

o notor foctory snid, "I dontt quito un ders tond that, Genercl, Do you

mind telling re s:‘..-“.mr tary you now got maberials as comparcd writh boefore
viie war?  This is the guotaed angwer of Gencral Knudson: "oe, you just
ot thom the same as you did befarcee You 0 out and screbch like hel v
for thome" Thet is the way you ore odng to set motorisls in the future,
n ry opiniona ' "

Bat jour prime controcter ¢on help you to b subewmniractors.  We
will soy tint this 1s o socd soring ronufactursr,  Hoe will oy o 1ot of

sond sources,  Tacre oy be scme srceial sprinss thet he ton't lmow about
in. U!Alu D.J‘.u., 81 Lf‘LuJ.L-_l': L}lqt il‘: N7y T G h(.s nover "'-"-I‘" ‘..)O'U.u i-'b. Bu.t

he ¥nows there is o follow dovm in Pormsylvanis who hos node some of thasc
in peacebine, and maybe he knows how ‘b neke thom, e may hove to help

your to find sowrccs, ‘ , .
Tigll now, let us assuno t}mt evcr_,‘hhinf is eozy. You have your
Cnn‘a“':ct, vhich for o denl 1*’" tha t omny be quite thick, The overage
=an alsht not uwnderbtand 21l the words in it. e wuld have o have
[FOTe  Iom DoV 21l your "““cr gases", as th. bors call 1t ot the
Ea
L

2 1&..
shep lovele  You howe your dravings, thoso five thousend dr:uci_ngjs u

have your mechine tools in there, and some Labor trainzd.  2ubyou os

contrn tw oor procurins or purchasing of aroe not *"*‘“’“’1"‘1" ¥rm
can't git ncl; and guoke and walt for that proootion and s ...OI‘"&‘l, baeouse

Cenornl Hmdsen wos talkias ahouvte Throt is *::'Emn ol o oud
sbuif,

Four "o"‘r is just gtortinge. You hove cxpediting: to don, Th
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d gotten that stufd, I donlt:
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You know all abeut it, But that is the may it is dones Tha% is the
way it is done in competition, That is what made American busincss,
And it is not such & bad thing to get out and scratch a little,

We will assume that ycu have gotten this far, Then you are
really going to have a lot of othir worries, There are the engineering
changes, In Detroit at the peak on auntomotive preducts like tanks they
had six thousand enginecring changes a monthe Those changes came about
because the combat people didn!t like those tanks, didn't like the way
they were being made, After all, they are going to use them, Or it
might be bucause the War Production Board told you that you couldn!t
use nickel any more., So you had te change your drawings znd tools from
where you were using nickel and makc it carbon stecl, Anyhow, thoere werc
six thousand engincering changes 2 menths that was the pbakn Changes
averaged about thrce thousand a month,

The manufacturcers were very good about that, They do that
frequently in thelir cwn industry, It is & vory hard thing to demonstrate,
though. It is a technical thing. And when you git on committees to
improve our purchasing techniques, they will stand improvement.

- The other changecs that will worry you in manufacturing arc the
‘thanges in requircrments.,  You will be Just getting aleng fine, and you
will be gotting ready for thrue hundred tanks a month, when you get a
1ittle pilecc of paper telling you to change that requirement" Then just
as you have cut that fellow back and canceled the machine teools, you get
another piece of paper almost the next day that says, "Get it up to

four hundred,"

. That is annoying, but it can't always be helped. “le don't control
a war, The encmy doss, W¢ arc only fighting it, The fellows at the ‘other
end make the requirements. But after you geb exporicnee, thess things
level off. They have their highs and-their lews, but you ean plot: the
curvc and say "Keep it about herc until those fellows level down their
thinking." You learn that azs you go along. 7You learn te roll with the
punchese  You can't put that in the regulations, but you learn 1t

T will go quickly cver the rest of it. You have to arrange for
spare parts. How many of them do you want? Spare parts arc the hardest
things to deliver, beeause in the early days of the war you get credit
for end-itcems—they make the headlines. Spane parts arce just a word, It
1qn't until abeut the third year that you become really interested in them.

Alsa the manufacturcr docsn't eare too much., To hin the tank is
2ll parts, He mekes these ports off drawings, He doesn't care whether
ne delivers a part in a box with grease on it and scnds it to Europe that way,
or whethier he assenblos it 1o a tank and delivers it that wije




The tank is ius*‘dsrhard to mnk: ns spare parts, He dossn't really care,
But you have to make up your mind which way you wtnt thzm delivers:d, and how
nany. .

Then there is the inspoetion, Thap you are really in trouble,
bceause whure arc you poing ta get vour inspectors? A lot of thom will
be drafteds A lot of them wwill be of the type who look in a bhocok and,
if it says it must have 31 percent linscod odl in the paint, they wen't

let the tanks po 1f they hove only 29 pereens.  Zut you had bettor let
thum go i1f it is 29 porennt, if you hove o deadiins to moet, oF you will
henr from the Headquarters; ASE, if it is 2a 887 1tom; or you will hear
from Washington., An inspechor wust use jud~asii. €3, while the book
seys thet this tepk must have so much leaw of 35 wuch 1insccd oil in the
point, you have pot to use hour head.  You don:t want o let the monu-
facturar cheat you eon that by patiing orly ven pureeant of lead in the paint
whon it should be thirty percent. IF you let hin do that, h: is going to
becat Unele Sam out of thousands of dellars. But if yeu are goineg to pot
twenty-five tanks in o rush and you hawve to get thom on o boat or ~ dos—
troycr or scmething, you hzod better Just toke them with ”hlt wver print
is on thom and chase after Jqur monay adjustrment later ons

Common scnse inopcctors like that are extromely hard to get.
They weren't donng that before, They den't have the advantape of knowing
whether the paint is important or not. There may be plocos wherce the
paint really is impertant, such ns if you arc geing to store theses things
sonz place for fivs yazrse Buth the inspectors that you hire in wartime -
under the Civil Service rules, -even if you could pay them more, would
not normally have that kind of breins.  You don't get them at that salary,
and you can't got colonels or captains, -

Then you have to decide about packaging, You cenn got into more
trouble about that. But if you hive made this beoutiful article, and if
7ou hzven't wrapped it 2ll wp ripght and it gets to the Phlllpu1nus and
is just 2 piece of Jjunk, you have fallen down on your job. Thers Wi s
nothing knovm in industry nbeut that, They had their ovm business, They
dontt have their products lyLn& around like that. To must toke the leador—
ship in that, Today we are in protty uood shapc in the combinced Nutlonal
Dufense departmeonts on packazinge

Them you have to deoeide 2 lot of other things about deliver, How
do you want it delivercd—ovor the road or by rail?

Some articles ar. very complex, 1like & tank or on airplane, You
kove to take the most that this mamafacturer w1l give you. ALl of them
ray not make the some contreet with you. But, anyhow, you take the best
w will glve you. So you scnd the tonks from the factories Lo mom danal
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or modilfication center in the Zone of the Interior. Vhile ycu are at it
there has been a couple of hundred more eapincoring changes come through,
L . b & 3
So you have to buy those new parts and put them in because you denlt want
your ccolleaguas overseas to gt an ontmoded articre, This jis an csscntial
step in producthion, '

v

L)

Now, if you are the kind of man I think yon arc you have followed
tho book oniy whin it was nocessary amd you have disobey:d the book when
it was nceessary, and your fri:nd in the combat theater is nov getiing
tunks ot the end of aboul two years—gpood tanks and cnouxh sparc parts,

You have don: a good job, and T hope the ranufacturcr is gotting rnaid, - -

because you nave scon thiat his necounts are aundited, 15 he cuts no uoncy,
he 1s most likely to stop—don't foryet thate If he dsnt't podd, you had
botber pob on top of that, boenuse that will stop produciions  1f there is
no nickel in the jukce box, no masic. Theoy can't help ite Thoy are running
a private corporation and thuoy have te be on thoir tocs and do this for
moncy.  You can't expect thom to do otherwise. Thoy arce not o charitable
institution and they are not the Government. The least little thing like
thnt, espeelally with a swall compiny, will stop thome  IE they can't meot
their payrell, you mey hove to go dowm to the banlk with the man ond help
him got o loan for his poy rell, I you will veych for him, he will get
ite Hovever, thot is not my spocialty.  Somsbody else will tolk te yon
about thate Yom will be tolked to aboub that by some ciport pooplo.

Now you have done =11 thess things and gobton thes.u lanks over to
the Europcan. Thentor of Operutionss  So 1ot me summorize vory briefly some
of tho troubles that T think you wlll have run intoe.

‘ First, getting the drxwinés and spoeiticationses T lmow some of

you Already arc going te ask when this lccture is over, Why wercen't gome

of thoze rcady for the last wnr? One reason is that it takos skilled por—
sonncl to make those drawings and specifications and that takus appreopri-
ations and so one That is one rouson we didn't hawve a lot of then rondy the
1ost times, T am old and look ab the seamy sids of 1ifcs I don't think we
can allow it to be thot way the next time becaus: thu cnemy s not goling

o pive us this nice warming-up perieds Thot is zolns to hi the trouble.The
manuafacturers are going to sny, "dure, Colencle I i1l maks onything Fou
want in my foctory starting on the fifth of the month, Whori: ~re the

FrEA +

drovings?"  Thot 1s one thing you hid better worry about il wou gut a job

whore you can do semcthing chouws it, such as the General Stafe That is

e

onz placce here you can helps .

The other is to find out what the raquiroemonts arc. It docan't
malko so much difforconcs vhicthor they sre neournbe or not. 1% dousn't ‘
roke ony differcnce vhother you soy It is nine thousand or tﬂulﬁﬁ thouf§nu:
because you wontt got thom wnbil abeut the tiird seor anpiry.  So you will
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have plenty of, timc to corroet the fipurcse So almost any wey that you
fipre requivements is noerfoctly @)l righte You don't heve to say nine
-thousand, nine hundred and seventy twoe Just use round igurcs, They
are plonty good cnoughe

Then sometning that you nught to worry about but thot you can do
gomething about is thoe type of perscomncl which you go t to dool writh procurce
monte I mean both the uniformed oncs and people in the other kind of
clothes, Dontt ignorc them. They are on awfully dmportent clunent,

But most of your ncw pcople donft lmow how to nogetiate., That is
whare & lot of this trouble cume Lrom that we hed on controcet sebtloments
Contracts were mnde by follows who were doing something clsce beforce the
Vare Hotwrnlly ‘thoy m’\db uistakes, So weuld you, or you, Or Fou. Th-u;f
made plenty of mistokes. So vould you i you went out tomorrow norm..w
to mnke o contract on sonmething th::t you didn't Imor anythinz about. Tho
only woy to do it is to haove the kind of troining thatr they wive inthe
Lrmy Vinonce Sehool and in the Hnrverd Busincss School, mnd places like

tiints

Thon thore arc the cngincering changess I don't thim‘ thora is
~nrthing you can do about thom, IT onx, of‘ you wants to achicve. o’)woxhu g
outstx._m:m;._, you misht do it tA.ero. T :t dofoat f”;l_, or ra ther wo

mst necept ~nd pl?n for cnpincoring cmnmu. The | “rortb.m: business of
the allocations of nlants and mnehdnce. tOOlo is bednge worked on vory hﬁrct
ncy by 21l three Dop&rtmunts.

The Last thing, which perhaps is tho thing you are most concorned
with, tut which I tricd to scy in the carly prrt of - lectwre is not to
be considerod as the ond, but merely the neans, is all the processes, forns,
regmlations, and so on th:n wWo USCe  They re conplex and they oare d_versc
here is very skilful wovk going on thercs I om sure Adoiral Zing refcrrad
to the standardization of cur contracts, forms, and procodurcs,esuch os,
who pod advoance paynents ond who does not. A lot of that is ve.y nuccss—
arye It won't win the wor for you, don't be nisleds I anm only spoaking
for rysclf, But there is a gront ficld for improvasent therc, for incronsed
lozistic efficliencys

On the other hind it says in the Unl Fication Act, in Scction 213,
thot the Munitions Board is to do cortedin things to irprove procurcrnicnt
to the oxtent procticables  ¥ou will #ind that ladics! hats, cirploncs,
and locomotives arc not in the 2 class, beeause there are trade
practices in each ficld, Layhe you don't want to make the sone type of
contrict with a builder of locomctives that you want to make with 2 maker
of ladics? hots, Bub that is bein: worked on very hard, and T think wo can
lick thote, It will malic it somevdnt casicr, too. It won't got you those
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tanks too much faster, but the manufocturcor will be less annoyed with

you. He ”on‘t y, ATl you domn Army officers ond all your red tape,!

Now, you night wonder what ls being done-about ali this. There
is o mroot deal boing donne T don't have bd tell you that she Unification
- Act put thet on the boafu, that 1t Is'ncecssary to do something obout
procurement, If you rcaqd Scction 213, whlch is probably old business to
you, you will sce that it is not put in thors in Indeflinite or gonerz
lanpuogo, It tolls the Munitions Board to do & lot - of spoccific things
about procurcment. Ewen before this Act vas possed, the Iinitions Beord
was doins that kind of thins.

Now we have 2 Procurtricnt Poliey Cowncil, consisting of Admiral Ring,
and Generals Posers and Cook, which covers the drprovencent of procurcment
in oll os nﬂcUs-suecifﬁc"tjwns, inspeetion, contrwc,y, formg, advance

qvnonuu, and contract settlement. In faecl, he moy have told you that -
re working on tho bPSlg of moking o syll““ whore thero w “1 be thru

columns, the woy the Navy, the 4JWU3 and the Adr Forec have 1t, so-we can

ot it 2ll strai-htened out. That 1s a bl job and it is belng worked on
T Very canablic pooplia
There are two things thot I would like to menticone Inm saying w

o doing; a lot to inprove procuremoent, one thing that I refor to is that

Lhoru is o point of” dlﬁln“shln returns on what you do’'in the way of
standardizine fornms, proc»durcs, cnd so one Lot us toke an exorplee You
worldn!'t want to have o bill of 1lading as bir os 2 boed sheot becouse 2
ship “bQﬂlT‘S it in order to et o full deseriptin ard then wsc this big
vasteful form for all itoms of supply. ia the intercst of astendordizations
In other words, there ore dirforences in the products with which yau are
dealing, That is the rosson why- for some 100 yoares or more, I supnosc,
owr ccuntry has had a Burcauw of Ships to deal with ;h_pq 2 Burcau of
liedicine to deal with doctors, and a Sisncl Corps in the Army be hondle
communications, There is o conmon recosnition by monkind Lnut skills and
products f2ll into certain speciclized compartments. The Munitions Board
is recornlging thot

.g

. ”hoy arc drawing cll of us into this work ond they
are workiss; as ong team, to ot the madimum standardization ond coordine
tisn practicable, as order:d by the Conyress in tnc Unificaticn lcte That
is being doney it is an excellent thing,

© We hove the UnifiCuuL n et bo pudde use  How ndec b is, T often
think, that tho. three Departmoents are -working torether so wells I an
on 2 rnamber of these Iunitlons Board comzitiecs, mostly as an alternatcs
But certainly the tcoamwvork betwcen the Army, Navy, and adr is just as (ood
now as it always wos,  That means 2 lote  That ds hew wic won the -wr,
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Since my time is getiing short, I wonld like to leave with you a
few ideas on how you can help. Maybe you can help when you get in a
position of authority with these younger men who are going to take over
the Armed Forces,

The first thing is that T believe you want to learn to do these things
from American industry. Industrialists lmow how to do them., They did them
in the late war better than anybedy else in the world, They are doing them
better today than anybody else in the world, Sc get close to American
industry, Get to krow some of thom perscnally. Get their thinking; talk
with them, I think we can learn from them. We had better get thom on our
sids, and thinking our way if it is ncceessary to convert them, because thoy
2re boing to do the job.

The next thing is cut of my field, but I believe, if you have one of
thesc wars overnight, not onu of thuse purfict, fur-linud, gold-plated
viaPs, wo should have wartime procurcment legislation right on the books
now; all vritten up. Ctherwise you are leaving too much action to the
- dindividual, that is, you will hav: to get that black book cut and ignore
varts of it. A lot of us are not built that way, maybe not enough of us
to win a war, It is much botter to have the lv 1sla+1on to look to.

The nexf one is that you might have the drzwings and“Soucifications
‘ready.. Thos:c men in industry can make suggestions on that. Thoy can get
nen and materianls and de every part of that production jobh excapt get
those drawinges snd snecifieations roady. That is going to hold them up.
Take a 1ittle bit of ithis agvice like any minister givis in a sermon.
after 211, tht iz what this is. Remonber the quotatien.

_The“job of,logistiés in a madern war is cnormeus. Porsonally, I thirk
it 18 gitting biggere lLock at the Table of Organization two yriars aftora
‘prar. The cquivment for a division costs almost twice as much as it did
two yoars ago. To do this enorrmous job you must be sure of all the things
you have to have, and ‘do tho important oncs first. ' ’

Tha next ohe sounk;enormous. Thrt is deeontralization. Vorious
pecoole have various idens akeut thate I am a dacentralizer, Peonle are
lelde up =25 mueh on that SUbJ“Ct as they are on politics or taxcés. But

that is my perscnal idea.

Another thing on which you find ~ lot of argument, espceially where the
ich is enormous, is this job of spuceializing. Not 211 of us arc spucial-
ists. But we don't have to worry sbout that, about getting too spocinlized.
I know one big metor company in the United Stetes that has had the same man
buying paint for thirty years. That is 2ll he'ever buys. But he knows
every vaint man in this country. He knows the ones that are henest and the
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ones that are dishenest; the ones that deliver on time, the ores that
make pgood paint and the ones that make bad paint. TL you want psint,
this fellow can tell you how to get it. That is one rruson that this
company has cars on which the paint stays 2nd doasn't fall off.

Sc don't be afraid that yov arc geing to be too sneclalized. Yeou may
be a speecinlist on ordnance, 1like there are specialists in industry.
Industry spocializes much more than we do, ¥War is gotting more complex
all the time, so T wouldn't got worricd abont being too specializcd.

Another thing is to simplify and standardize our purchasing legis-
leticn, our purchase regulations, our rrocodurcs, our forms.

The last one is one that I told you I balieve in but I don't know
how to do it. Ewenin this mechanized =age, in buying trnks snd building thenm
try to get good pecople on procuremint. It helps an awful lot.

Gentlemen, thank you very much.

GRENERAL McKINIEY: General, in connection with your remark about hav-
ing emergency legislation on the bocks, how zbout this procurement legisla-
tion that is befeore Congress now? I am not altegother familiar with it.
How far does that go in wnswoering whnat you are tnlking about?

GENERAIL CHEISTMAS: I would szy thret it goos almost as far as we need
to go. But it deoesn't grant -ny war powcrs, as spacified in the First and
Secend Wer Powers Acts.

QENERAL MecKinley: Docs it allow nogotiation?

GFRNERAL CYRISTHAS: It 22lors negotistion in sbout ten instonees, which
T thirk if a war wos throstening you could stretch te cover these things
that woe speak of in the way of stondsrdization ornd in the intorest of
efficiency.

CGENERAL McKINIEY: Thot is what I mean.

GEMERAL CERISTEAS: Iet me pick my legal adviscr and I think I could
zecomplish ~ lot in wrr with thet law. I 2m not o lrwyor.

OTNERAT MeXTRIEY: Aro thore any more guestions? (Fo rasponsc. )

GENERAL CHRISTYAS, Jhonk yeu vory rmuch indesd.  We zppracinte your
svlendid talk,

(30 January 1948--450)3 ~15-




