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G E ~ , , ~ I I ,  ,.:~.._.,,~'~'~w'r'TT~:"'. Gcn.t!cncn, o u r  s~ca],:cr this aftcm~oon _.,_,,~s stood 
on this platform manytimes. He is a rather versatile individual~ ~d 
prc'~izusly has appc~.rcd as an ck~mcr[, in ~.zrf~ancc modificati::n. Today 

. . . .  )~f~ of the Army he as u~ef of the }~rocuz'cmcnt ~'oup of +he General e~- ~ 
•-,~dl! discuss po!icies~ plans, and oroccdures for military l~urc]msing and 
contr~.ctin~. As ~u ~. honorary Doct,~r of Science, conferred by "-:.is a]_r~ 
mater, h~.faycttc Col!c~c~ I take ~cat plcas~u-s in introducing.. Doctor 
2okn K. Ciroistmas, currently ~ri~adicr Gcncral~ United States f~r:D-. 
Dr.~ Clmistmas. 

C~~,~!S.~,o. ~.nk you very much~ Ccncrnl :.,~c,.~.Julcy. I hope 
.~T C~ live up to +~:~'~.~. 

I az.~. up hero m~der false pret~ncos because this talk~ as you probably 
~o-~~- from your schedule, ":ram su.oposcd to be ~_vcn by somebody e!sc. These 
cmcrgcncics do ha:op.~n. !7c ~-rc sorry up in our L~oup that it E~(l happen 
sz,~d t~hat you have to have a substitutc and not .~vcn a first-.srade sub- 
stitutc for the Lustruction you :-ere going to l~.ve. 

.. ! jud[;c that y,:.u have had a lot of ve~£ hi.L:h-l~:vcl instructors dc,~m 
hero to instruct you in at least fo~-syliablc :,,orals, such as si::@lifi- 
cation, collaboration, st-:n:i.~,rdizati,::,n, and all that k#,.nd of ti:~n~. I 
thoucht rr.ybo I would take a different apioroach to tilLS subject° In other 
v.~ords, aftcr you jot through ".~tb ell of this stuff up on thc iU!o!~l and staff 
level, somebody has still got to do thc work. So I thought maybe you :~ou!d 
lot me talk on that subject, because it i.s s,- ÷;" - ,. omc~,nzmg I ½"..~,~: a b o u t .  ~ 

~ r ]  - - least, ~.T IS~O'," something ~'b:,~t,. . . .  t . . : d ,  ~:~'~'~,,~ little about the other. _.T h,?.vc i;~?.de 
a fo'~7 ".qotcs and ::ill :-tt::.ck the subject of procure,'--unt from. that sts~n',_~q~.oint. 

! informed tb',t .,dniral Ring" 5.cst,, ..... ~ rnw; a w,y ~.~.n~ 
the,,: .general subject of coor~fJ~natio. ~" of procurer.'.ont and the procurement 

o ~ u  is g o i ~  C on in t b o  .,.=.._._T:~m~+"~,,...~Y"-q [Boe~ 'd .  T h e r $ ? o r o  I a~.. :'zot , . .  ., 

to touch o!i tbnt subject cxccpt very brief!y. 

• • 

zn~,o the ~.,,~I; cf v,-~t I am bhm:k~m_: about ~ .:'ould like 
- $,~  ~ "  ~ ~.,-" ,, - ,m~ O you to listen to a little q,~otatiou as a ....... ~ of t~,.~ scm.uon, _._ next 

t~,c you Co to Unmou Stabi~:,n~ ii' you l'~'-vcnTt ~.Iz ..... % notzcod ~ , ~o,.k 
up at the front of thc buiiS~,'j. On t,,~ left sidc~ c:~rvcd in s'.tomc~ arc 
a lot of wise sayin';s t,'~.t ! ,~ ~i,~ :,~crc s~-Icctc:i by former l~.esidcnt 
,-~ • . <:ntra.ucc it says c.s follo:.~s: L~m ....... o 0"~ the ~ ~~"+. side of the ...,].Imo~t of : . . . . .  ~ 

. . . . .  r--the :,~oa!th of "He ":..~ho :.,'ould bring memo the r:,calth of the .~ndics must ~,.r ~, 

the Indies '~ . . . . . .  =' ~ ",~z~n h",.~., So mo ms Jm travcli~._g, ,~ man ..~u.~t carry l~.or~lcdge 

<-,d.th h~.~, if hc v,otfhl brinj home kno:..~Icdg'c." 
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That is ta]:,:on fro-:: B::,m,'c!l.'s "Life of j,:.]:nson~" ~.,mitten scvore.l hv.mb,-d 
L;cars ,'.~p. It .::ppiics very p.:'rticulc.rly t~ the subject ,)f proc::~cFonto 
You h?.vo t.o kn:):: wlmt you arc L:o:].nL: .:-ftcr if you <-re {::sin.[: to brLnc 
i~omc c . n ~ c h i n  g .  

N.m G ]..ct us first scc i:hat the missi:~n of proc~-cu:,:~nt is. The whole 
rcas.-m all of us exist r~nd arc" fed and. h:~us<~.l at pvcrr~.~ont expense and 
so on is to wJm c. m~.r; that is~ all of us v:ho <re not fi<hters, and who 
for varim~s roasons, :~r~ back hero in pr,~curer".cn&~ Thoro is oniv one 
reason for us~ and that is to cot weapons .end suppli.s to the fichtinc 
l;:O~° 

The ro'-son I take the tr.'mblc to emphasize that is t-r.t : :o  .'ai<ht 
very wo].l fbrf~t it~ bcc%us~ ~. "l;hc, ]i~?.o.n nin.i is convcnion±.ly arranged so 
that v...-:~ for:~ot unpl~:asant thin<:s ~.n:l rcmombor o.t,i~ ~ tho p].casant ones° 
Already z:.an~: of us arc forfjcttinc. You can scc~ iin nmi%incs and "~ 
ta]_]<i~c to'your fricnds~ that we c~e forL:cttLnc the tr:-~.ublos~no days of 
1 9 3 9 ~  1 9 4 0 ~  ,...•.,.~'" 1 9 4 1 .  ~_,,T"t~'"u~ &."~""(]~~,,. -,.~ i $  %!r ' ,n~:-n~.  " . . _  ~ a b c u t  !9 ,1.4,  : r h - : n  r . l !  p.~u h a d  
to -!o ,,us turn a spi:pt aud suPi:.lics cezm f!ovY~.j out just li]:o wa:tcr in 
tho be.th tub. lg:~rly everybody" ~v.s become i.'0.tcrvstod in seoi2<: that ,"-I! 
t h e  forms arc Of the same widt.h~ tho sm:c colcr~ :.:nd so o~.~-~.tho ,]ochanics 
of procm~m~:ont. I% is the mission of proc~re-uont to i:ct sono stuff to a 

£0]_!o-,7 who needs it a':zfu.!!/ badly %0 :in a vm.r. Evcrk-bhin:7 o].s,o is a 
i:-oans t:~ timt cn.,.l~ n c i ;  11~.<.~ on'fo 

" ~...:. o r l . . ~nc  ..... ,on(: ~.m~ No!'.r~ a n o t h n r  . . . . . .  t}J n.-'~; comos  "~,~%., L:,~°t,. ~ o ~... u s  R a v c  ,-.-~n , .  ".- , ~ 
anc l  a re-::  !-.ave c x g c ' r ' i o r c c d  b,,"," w,.~rSo I n  r$"  o p i n i c n ~  f o r  l a c k  o f  a b e t t o r  

- ~ . . . .  .. "'~'~ :~,rlcz T h r  !i f < ; ; ' f o c t  v m r s ~  ~:_..].<.~-- tor:% v,-c m_i.r'ht c a l l  7 i o r q d  ?/a.r m ,.-_<t .. 
p l ~ ; b c ~  or fur-lincl vm.rs, w h e r e  c v c r t ; b h i n : :  ;rzs ..... -,; accnrdinj to t h e  books, 
- ~  o u t f i t  d i d n ' t  s e . i l  un,,m!"-" ,...~.-,:; . . . .  s u s p e n d e r  "x~,.:.>n~+ ",.'c..s i n  n!.'.~cc, a n d  e v e r y -  
body b.a< the ri£ht kind nf c,:,!]_ar orn, sz:..ents. .~::oro was plcr~y of t~xo 

"to lay out "hctorios or c.han%c the p].an%s ~v,:r; ,-..ppoint house]L: <iircctors~ 
ar~! so forth. Evcr}~b:-~C vans just c:zy. 

. . % P . o .  _ , ~ Y !  S ~  .... o_, . . . . . . . . . . . . . . . . . . . .  . .Io is my nerson%l ,Jp.~.~i:..~ a T --r .... "/> yoL b f',,:" wFa% 
Ip. 

~:.: f $ '.'.~.O•T'.]L . _ L.. .~.V, . .  { . ~ C ~ o o  ,. I hLIVO ro.'R], in the papcrs---:p:,u ¢.~.;nlt ]p..vo to ' .... e . . . . .  b,, . . . .  -" ' 
-~ ...... * I;-~ -~,~f rcniize that somo of thcsc '~+"~=-~ ,~-~,~-~--i.:,~ of ,~u~s 

~p,,~cn ,smar~,~ or .-ir.nt cot s-;~,'.'~rt':~.m! ...m;>~t Ic.arn enour'h to hii; ",zs 
f i r s %  w i t h . : ' u b  . . . . .  . , ~  ,_~,,<,~n-~ . i f  t h a t  i s  s<'~ y.c'u o . r c  _n:% .-'oin'<., . 5o. .h,'~,~_., ~ a f ' o _ ~  
l i n e d  v z a r .  Y o u  a r c  j o i n : :  t o  b_avc 5o  ,::c-b o u t  r.n<. p r o c u r e  !.%,--J.i;-',:~nr< :]_n~ 

and n o b  by l,,cinr . . . .  ..~ =no r f cc t i . : ~n i , : - , t , .  

• ~ ~ i .  ~_L -I~ ~ ] tak,or_ t o ; > i c  ~od~ j  n~u !:.]Io I L  ] . s  .~.0r u . k . : ,  r : ,%~: .~ l !  •,<~.v . ] l f . v c  & s  iTO" 

tel=n( ..... nt,., of %]~c nrocc<l'~'os an:.- thc tcc]z~iquos, a,,. ~i~-c top :.¢ ">ui" 
• =ucJ.y onou h %c. have ono~ but the Services in a pcrfoct v.~ar~ if :.:ccrc ..... ._ 

h : .  <- ,  .~ I : . !P~:  ~ the ~ , ' t " , . ' ] , ,  t h : . t  "~  . . . . . .  ,'11]] o u IOO !£0:'.q1",9- 
' " r a s s  r o o t s "  " . . . . . . . . . . .  ~" r o t t i n F  
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o:.u po[l.nos .'.]_J..J_l.C~il.t~iL!ol Then, if you d:n,t hc.vc ti:.m to 
do a porZcct jcb~ you just have to. cut out some of thc r.mfincrmnts~ 
to take a different ~ ' ~" ~ .. ~npr~.:~c_i perhaps to it as th::~u 'h next time v:e will 
"be in a situation like i~obo.rt E, l, cc or somobo0¢- c].sc~ who had t5 do a 
job r~ith izr-,:Ioquato .... "~ ~ ,: . A % J  ~ , . i Z  . $ . ,  ~ • 

Instead 'of taLkJ.i~Zto you fron or[3m=iz~.tional :iia<-r~'m~s }..nd on thc,.ories~ 
<d,.ich kind of t~.2k is very h"~rd to folloD- if iI; is ~:.~t <J.ven by s:):~e- 
body who is an export at i%~ and I certainly s~.~ not~ :[ thou:;{~.% ~.::o n".mld 
take a n  actual article if y o u  ~:il! boar :~-ith r : -e.  l,ut us j~sl, S o t o u ~  
~:m:..j.na{,ions joins like chil'~en listcnin.!", to a fair? talc, each one of 
yen and you and you, .igOr has just boon doc].areC. S-:.::~oh,:m:>~ you h.~.vc. ~ lan:_Iod 

• O, ~ . ~  J~n : 3.  -~ o~. p r d c t r c o m c n D .  T h e y .  ,_  h a v e  s a i d ~ .  "l~c,, h a s  boon cd, i:hc~ I r ~ d u s t r i a l  
Col].Cgc'. Ptrt h]/:1%n tho.tl He 7:~<x'.rs <'All aL, oli% it. il Yell h&vo jlls+o 
arrived ag Detroit. Y,mm ,job is to i:ct mc,S.im:~, tanks for the Ar:.~.yo 
~:~a.~Lne you have just landed in a plane at the Do'broit hir~0ort; you 
re{.istcrccl for a ro,;m at ~" hot,:.l and you are D;)in£ to ~.,)rk~ 

V,~at are y o u  <;oin£ to do? We].l, Vou probably h::~vo n . . ; - c r  soon a 
:.-.odium tank. ..~.-.iou you would like to {lot a handbo,>k an:- s,so a picture 
Of (';~e • 

- ,he ; .  ~rc, u. " c o  oi1 "Dh<; I'CL.~C ' . . . .  .'. C f . l ~  %11~ o-.~-~..-,~ ] v  ,] .. ,-.- r~ "-'-~ "[~]lO. ¢~'"~ ~ 
• "" ~'" ...... " -" lii vrould like i.o haw" t,.~.<.: sn~;:cific-- DoI:~.rt>71o~ s.F.~ ,a,<..;~i!.;!,,[.t.,on ctIld S~j~ . . , 

ations f o r  a .,,(-.,4~ .~. - .~,  i.,.: .... i~ J ....... k l "  

• Wo].l~ :.i.%~rbo this XOI].ow 72±]_I sa~'~ ",7e are w<.<t'ki~l/ :)n this 9,11i~0.{-3, 
• ~"- " <-- W.-, .... ~ ..... :~ c <,..:.~:<i[;t o e bein~ ........ ~ ..... 

You say~ "Oh,". 7,'o o~:-ait wait for them," 

Then ~,~ 'a ....... ot ~ ?lane an-7...",~ ,;Imn~. to the proir, cr ......... , <. rD . . - ) , . ,  j<.,D. O.q ~ .. 

. .  1 . . . .  • ] , Tn Detroit tL,~'rL." ]-;altE>,::.ns %c,' b:m L.hm propcc_', arsenal c~ev,.~t.o,. ~o coz:~v~.t 
vo-iicl<~s. You "o d;im %hero and you find %bat ''~ ," ..... ~,nt- C" h::.J.vo O-L~a~'.inifs for 
the latest typ~ of t~ak, 

You w.~t to know ho,.~" r.!ap;j <]r.:.r'd~i:s there, are, :fc..u hr:vc.n~t b.;~.cn i_n 
~..~?.~ business velar much, Cc)lr,nol Crawford~ the C,O. out Shere~ ta]ces you 
d- ,  - . o!m, ~ ] )a r t ' . c~ , . fhc ' . r  n o d c l  o,.,~: %,0 the onT]J.nocrinj (lei;artm~n% and shows you ~ ~ 

o f  mcdiu .v , ,  t a n k ~  w h i c h  ]~,,..',Fi:~c-~s., t )  l:,e c ~ . m r o n t l y  ..... "~-""o~'~;~,.n . . . . . . .  1~'~. ~-..c;'" s h o w s  
y-el a pile of five. "bhous~.n:i ,¢~-a~d.:o¢]s. Those are ch-aT,d.n,Ts .uaC.c by %he 
0rch'~'.nco Dopartnont. Tlmt d.omsnlt J.nc3mdc the dra~vin:;s for the s±,art..'~r ~. 
the en:j.nc~ the s72omcl<)hotci:~ r.:.dar equiz:mnb ~ and <!! %h.t ]dnd of stuff. 
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... .. ,,a:,es quite a You ask h'u: :::or a set of those dra:.;d.ns:s. :Te].!~ that ~ '- 
:'iuile° :le says~ "I don~t aa:e all. %he ~mints. lie have some of the brovm 
prints~ but not all the blue :?gints," You would' be lucky~ let :me tell. you~ 

. .  ,.. " ~ -  } : l a y b e  if the d~-avJn~,s were all ta~:re, they ar~ under revision---changes 
La,,oe the :'ound Forces ]:ave :round tlm+,, they bc::.nL .~" "~,~'"..~u on them. " ~" don~,b 

like t!,c., way the gun ha::c~os'~ and they :-rant to make a chan~;e, in :x:,."-'~ gun., 
moun~. The Si::r~l Corps ,,~,~,ts to puo 4.n a new radar sS.cht, So the 
Co::u~andin~ Officer is ~o~no_ o to tom~?orize~ with you and say you can have 
tl~ec thousand'of these d~-awinSs next ,.:cckt but two thousand of them are 
under revision. 

Anyhmv~ you have gotten thincs stirred up~ They v.il! have to come 
tb~'ough v,d.th someth:Lu~ to give you, You ]:ave recciv~,da im.-btorn~ which 
most of you perhaps think of as a specification, Seldom is thcre a spcci- 
ficatfon ~%'itten for as complicated an ~r~tmcle as ~, tank° ~'be specifi- 
cation consists o£ a large <,r-u .~ u p of draftings. Each drawing~ i£ necessary~ 
would have a reference to ono or several speoi2ications saying :'~Imt kind 
of steel go~s into the traok~ :that kind of rubber goes into so:he oi' the 
parts~ an~ so on, lu:yho::~ you have cotton those :~%lo,.rs ~ ~" oO--~:g o • 

~{ow~ we will asS~m:e that you are to find some place to make it. 
.~e!!~ if you are luc!qT~ there v.~ll already be a plan out for'the medi~uu 
tank for ha!i: time - " . . . . . .  ' . ~ :_!:~ capo, cmb~, l<:t us o~ of the Buick CG:ma.:y. . . . .  ~ 
Company has bc~n assi:~cd to the &-ch:anco Dcl.~rtmcnt to :make medium t?.:Jcs. 
~'.~.t :s if you dr,: luck%-o If you v:ent out to&%y, you v:oul~h:Zt :..rind any- 
thing like that, You'v:ou!d probably find on t:m same plane -,,:on'-'-' you, i£ 
you are from the Army~ :: coup!o of Co-~cttL,.k~ maw,! captains ",~,~ a couple 
o£ go-:cttin:; A~- Force £cllo::s. "They prob.nbly arc already at the ~ " ' . . . ~ U  I .'T.,<: 

plant ",.-h~:.: you get t::oi'C:o An)::~.y~ you h~vc, ...... to .± ~'" o.'- '~''#, for your sha~.'e. That 
is the way it is today. It may bc t]~t ,-:=, no>:% wool:o I dontt I~_o::: when 
the ne.xt :.var is cominc,. P, ut I ~:d<::'stood from :o,:~ .... Scrv::.c:~ schools 'c,.,:.:~:," + I 
hav~ ai:tended that v.'c should always prepare for the -.::orst. T:':en if we 

~. v~l:,~u : : n d  ',me cot a disti::o~:ish~d caroer~ o('ot " } r o a l : ~  t h a %  i s  " -~"- 

. ', '- You ~mo:r from the So you ;o out now to £ind'a ~)lace.to make t~.n~s, 
late war~ :rhich you have studiod~ that the automotive ifidustry did a pod 
job. You -'~ll prot~bly find i:,i~%t Buick will do it agcSm., So let us :~ss~une 
t~at you TS_n out over the "~,- • ..:~,y capta~ b that you ]~.vc persu:~.ded h~: to go 
so::epb_ace else; th:rb the Air Force 2ellowls taxi broke do:.ur :~.nd you ,got 
thcr~ first~ and you hay8 gotten the Buick people si~:cd up~ and they 
sry~ '"L'o vC_ll ioo~ at it," 

"The next thing you have to decide is something that is very ftu~da-- 
mental~ on which you prob~J~ly have had lots of ar$~onts do;m here, ~2b arc 
assm.-~linc now that ~;ou }-~:ve made a sale to l,!r, Curtis~ the President of the 
Buick Division~ that'tl-is very difficult job is one hc c?.n handle and that 
he :~dll undertake iT,, 

4 
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]:io:'-,'~ w~mb arc you goin S to ask h'~. to 'take on? Re,-..,smber~ i.n 
t:h:e of ,':zr t!:cce firms don{t have a "::a!os department; they. have a 
sales-resistance delmrt:.ucnt~ because there is much more business than 
tb.ey can handle° It i.sn~t any f::n for them anjnow, bat ;yo'o have con- 

,=.aL, e ".S :,~r, -,r." p c' -..,O ..,..~..... %]]0 • ~.;.n~c~., :d-::. :~o,, yOU ]la~'c ̀ %0 ~ :'- ~lp :/our mln'~: 
w h o l . ~  tauk? Are 7"ou ping t o  m.ake a contract with h~,m for the co:,g.e,%o 
tar!:? This thin S h.'_'.s Lt:;(.',<:~ 25~[.:/)(1) l;;.:rbs." Is ho 2"oil.nj to go arotm.c! s.nd 

- - ~ . ,  - ~ - ;  ~ ' ' - '  ~ '- -'- " ' . - l , ~ , , g ?  btU~ tl',~ - . ; h e o l s ~  b r a c k s ~  .oa~z:t~ r : ~ d  .... :.'.n~ a ! l  ~,.~:~ kin,.',, eL' 
Or are you zoins i:,o proc:~re it by bits and piec,;s? 

v~.-, . . . . . .  -~ you.  d o  i t  f i r s t  I am n o t  + - ~ ~ n ~ ,  t o  b e  f : m n y ,  . , . ~ . . t~ ,~ . .  ;(~ay i n  t},~, 
<l.:,.ce. d o ~ c n d s .  o n  wh::~t k~nd_ _ o f  t h i n g  y o u  ":.re m,~,.~.~..~'""~ .... S c c o n d ~  i:[" y o u  . o i c k  

1 0 ~  Of Cf.'.SOS yOU :."01! I ~, ['C.:, P.P<F frO-- t h e  ~ a ' o : : f  method of doing i%~ i n  ~ " . . . .  
c~.,.,...~_,.O " tO " '  . . . .  ' "  t h e  tan ] . ' _  c].o7.~_, i n t o  " " :  ': '" ' " ~ - "  d . u c b i , : , ] : ~  b , . c . m l , , c  i f  ~ro~z . . . .  " , ~ ,  ,.,.:...,.,.,.. . _  a , J o u . ,  .L]  . . . .  ~'~ 

o r  a h u n : h ' e d ~  o r  £ : i f t : : : e n  hun@~:~d d i f : ' e r e n t  p i e c e s  an, : i  ma] :o  l i t t l e  b i t s  

o f  c o n t r a c t s  - I ~  o v e r  t h i s  c o u n . ' : , r v  f o r  :~ . . . . . . . . .  So .=ns  %o . . . . . . . . .  . . , , . o - - , c  p R r b : ~  y ' o u  : i r e  " : " 

~ . .__i ,0 yotll ~ ]:av,.. t o  sc~t u p  s c h e d u l e s  to :::st? .~.]_ t h o s e  things : : f lo : ,d .ng  - ; , - t  

p].ac<~ a n d  g o t t : i . n E  t h ; ) m  a k l  i ;o  ~'-h ".,:ou a , ' .  & ' "  ~ ~" ' • ~z,, p_n:,, to ::ave to build an 
a-~/£u].].y . g o o d  tear,: and t r a i n  ..... ~ '~ 

S c ,  s p o : z ] . : i n 8  o f * t h e  cahogor l<r ,  o £  c o m o l i c : : ~ t e d . ,  o~A~: 'ncc_ . ~ v S _ t h  < h i c h  
I l m v e  s o m e  £ a m i l i : ~ r i t y ~  I , . , o u ! d  t r y  t o  C:cb hL.~ f ie  t a k e  a s  .... uc_~ as .  h e  
c o u ] . < t  ' : n d  d u l i v e ~  . . . .  '~ . . . . . .  " " ,.l.•; t a n k  t o  run ' r,J~.uy ".,~_tn fiv~ sallons o:? g:tsolxne ~:~ 
%he. t . : ' .nk~ ,:ts.~:c,t:  g e t  "t-ri th a n  ~ .... or , .o : . )~ l~ ,  ~ .... it ' l ~ l ' ~ ' l v  . . . .  ~ 
c a n  o r  ".~i3.i t a k e  t h e  , . : h o l e  j o b °  

T k . z L ,  : ' r e  o " , h e r  b ~ e s  o f  . . . . .  ~c" + : : h e r e  . . ~  ~. equ.Lp ..... n, this rulu doe's n o t ' a p p ] _  V ,  

S o  a l l  I c , ' :n  d o  i s  t o  r e : i b r  b : , c ! - ' t o  t ? , e  o l d  p r o v c r b ~  q u o t c d  oar l " . ' , . c r~  t t m t  

t ,  h c  m o r e  y .... ~ ' "" ~" "" ~-' " " . . . . . . .  _,,no . . . .  o o u ~  o-l,~ j o b  . , u u h  y o u " g o  o u t ~  t h e  " , ' . + + ~ "  : t e c f L s i o n  5~ou 

0331 mcJ.cOo 

"You :'.o:,; h a v e  .... :~ccl~,~" ~ ~ci~ E ~ . ssurae~  t o  k- ....~ s " ~ o.~t  m u c h  of uh,. t:.'nk m a d e  

under that one strong mana.~cr~ep.t as yOU crn, You %~<].k to the m;-na,~.. ........ 
abouo .buildinc the tanks, There is a group of men %_,_0_. ,: .vho c.ro ski!led 
~ makir:~, other pooplu ~:,:~'lc ~nd Jm gettins ~"~,'~+~ 

l,',ov, b t h e y  a", 'o ~OfLn~ t O  s a y ~  "How m a n y  o£  t h e s O  .do  p 'ou  v r a n t ~  
' - . ~ , ~ h - m : , ~ o n .  T h e y  s o . ~  " 5 o  h a v e n l t  g o 0  t l . ' o  Colonel?" YOu p h o n e  ~o~a~ to ~" . . . .  :" ~ " "" ' 

r o q u f f r e m c n t s ,  T h e y  a r e  w o r k i n c  o n  + " ~  ~b..oy a r c  s i t t i n , ~ . :  u o  n i g ~ - t s  

~n the Puntagon~" 

t ........ if Sou arc a. sc!c, ctcd of ...... z..~ ~,ou S o  t h e  c h h n c . ~ s  :~re ~ ' ~  " ? ~ , . - ~  o :r,-;n~t 
bother ::.beul, that~ '-ou '.,il.l m ' c  ~ ' ~  from what ~r')u liner; ~.bout the lal, o 
...... .- that you :.,:~II 'mz.nt .?.t lu~.o~ ton 'bhousam.. oz them, you .... " 
"Let us [.lot ten thous'tn'i : : . r i d  lot us hope that -,.,c won~b miss :it %oo much," 

LF'~ -')':k i ! :F|.[[, ['| }:~/'. ,,7'" ~.,: ...... ] ~ .... !:!Ii~'/i !.~:'" 'k'~ I' .... "~ "-" ; f'-', ~J [..ii' '̧''] "':~ i_ J "~ 
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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 another 
thing that he is going to want to know more than the number and that is 
the production rate, He will ~nnt to l~ow if it is to be a hundred & 
month. If it is a hundred a month~ he can do it all in one buildinge 
If it is two hundred a month~ he ~:ill have to put a ~dng 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 concerned with, 
They ~tre just shelter. He ~ got to ~ve machine tools, He looks at your 
dra~:ings and says. "I have machiner~ to make this n~nber of articles a 
month~ but if you want three h~mdred~ I have got to get more tools. I 
have to have some ne~ special machinery," and that ~ill take nine to ten 
months to get. You have to tell ~fu~ the rate. The chances are you will 
have to guess, at that Tigure too. 

So n~z: you have told tkis man ho~.: many tanks you v,w.nt, .You have 
told him the rate. You have told him you ~..rant him to r~kc as much of 
the tank ~;s possible. Probably ho ~,'.ill make it all except the Q1ns and 
the radio set 

You set up your purchase policy, You are going to do it by pay- 
in$ that experienced management to deal -,',ith six or seven hundred sub- " 
contractors. You arc going to pny them to settle or avert labor strikos~ 
to hire scheduling and transportation people~ draftsmen, and c.ll that kind 
of thing, He is going to do t1~t :.for you. He is used to doing it. You 
are going to pay for that. 

You probably will have to ~,ke a cost-plus~u-fJxed fee contra6t 
or one of th,oso other typcs~ because he has n,:w~r madc~ tanks beforeo 
If hu charges you a f~£ed price and is smart--~znd he is or he -~;,ouldnlt 
be there--he ~.,:ill charge you the outsidt figur% v:hieh is more than you 
should pay. You donlt ~rant to pay that~ so you have to pzy him the 

act~zl cost and a foe. 

No~;;~ to get dov,~ into that you may have to get yourself a la~.',Ter ~ 
sn accountant~ and some other people who are contract specialists. The 

° 

governmcntls methods of purchasmng and procuring are comploxo The book 
of rules would probably be as big as the Now York City telephone dircctory~ 
but reading not ,ncs~ly so interesting, It b~s in there all the rules and 
regulations for. 'an ordcr!y~ ~,-,~:-,]~..~ bu~incsslika procedure, , 

If you are lucky, th:.:t book -,.,~uld have boon cancelc'd or mo~iified 
t~ by some emergency Ic~.gislation, But it may be t~.~t the next ~:~r ;;ill come 

so fast that vzo Still ~,:P._ll have to follo-..:r t?nt book. Then v.~o ~.-'<II have to 
decide r~hether to follo~,~ " that book or to got the tank. I can1~ give you 
any advice on that, but t~t situation r..ight come upo 
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Then you have to arrang~c fox" government-furnished equipment; 
Even if you'arc !uc!cj cnough'to get a complicatcd itcm like a tard~ 
an airplano~ or a'battlcship~ that is the grcat bul~ of it~ m~-dc by one 
stron[[ manag, om.mt~ there --~ill be p'~..~'ts .on it that are secret or hard to 
get or that arc ~ationcd° So you have to arrange for them~ for things 
like armor plat% radio sc, ts~ and ra(L'~. Tho-~'e ~.;i!l bc sure t2 be in any 
fairly complicated item some ~ovcrnm..,nt--ovmed equipment to arrange to 
f,,rrnish that ",~ay. 

So you h~vc'to go perhaps to another department~ to the Na~d, 
to the Signal Corps~ to the'Air Forcoj to get contributory essential 
parts to ~o into tills thing~ ~.~hich you canlt deliver to your friend 
overseas ~mt;l.l it has tho~o things on it~ If you dontt have to go to 
the Navy or the Air Forcc~ you m~y have to ~o to the ,_~m~.l Corps for 
radio and to the Engineers for an accessory or something else. 2~t~ takes 
a lot of arr{~ngin!7~ b~caus.~ t,h~y have thcir o-~m fish to fry too° That 
radio for tb~'..t ~* ~- o~.m~ may not be their most imoortant thinG. It may be 
that radar zor tnc Air Forces is tAelr biggest problem. So you havc 
anoth or fic]it. 

No:~ on the fc.cilitics~and plc::se bear in m.~n~ that facilxtics 
inciudc L~mt most ]_J:.por~,:I.t item of maclfi_no tools. Those Buic~ build- 
ings arc not "~:,.'orth .... "~,,,@°',nxn<,~ cxccpt to keep the ra'.n off° U.'hcn you get 
out to this h~?othctical Duick p].ant~ tnc. c :,'ill bc a lot of lovc~y 
buildinss there, They ar,:~ not ~.-,~orth an~%hin~ except to keep the rain 
off y.ou~ cxccpt ~?or the tools in the tool room. That is the plaSc #:hcrc 
they ma]-o jigs and fixtures. The rest of tint stuff you dontt -"4- . 
You can't us,,, ib to ~,la~.c'--~ ta~s. Th~.~~ stuff is there for one purpose 
only~to maple Buicks quick].y~ cheaply and ,.oli, A~id-:,'ho.n they arc good 
at that~ they arc ~.nostly s}ceia], and they c.re no good to ~uo So you 
get a truck and move it rx.~b out in the -,yard and put a tarpaulin over it. 
~cn you :,ill bc (~.~.no].nt~. You h:'~ve a million square .._cc~ of floor 

space and nothing in there, 

Then you have to get a list from the manufacturer of the t oo.!s 
he ~-~ants. Then you come do~,m to Uashington to scc if you ca~ get yotm 
share of the machine tools thdt have been put in storzge as -~:{ar reserve." 
There you r~m up against yo~xr colleagues from other scrvmcos and bureaus~ 
maybe friends with :d~om you ~:;cnt to the industrial Co!logo; You ma V n~.~;c 
t o  outmaneuver t h e m ,  T h e m  .~hcn ~oU ~ ~..;et " '  ~';~ t]~.t ' ~"  ~ , n r o u o . ,  C:~,.~].n~ y o u  ~-o to the 
machine tool people in the, w~,,~. Production Board if <:c have one. Ittakes 

.a,_~C n_n,~ time to s::±, one up. You go there and try to get yo~r • ~ "~ '-' tools, 

You have to get financing: General Foster is the uam~ I under- 
stand, to go to and talk to :'..bout that. This priv:~-to man isn't zoing to 
put his money into this thing, You can't blame h~m. h'e may put'a li~.<ited " 
amount in if the product is something that he is interested in in ooacet.!me. 
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But by "~,~d larce t'ncle S~,u is ,'o~ns to "m~y the '~-~ ~,'~t." !% is a 
complex, a "-;~.~ technical natt<x:' to d) that° ! Ltm not ~..i-o ~__+~J .... to ~o ~ ~%'t' 0 
that~ but %hzt is o,~e.o? the first questions +~+ --~ ~ 

if w, tr came to(hy~ as we are postu!s=',:.J.n~ pr,~. rrc'tldhave to ,set. 
mcterials by the method tl-at i heard Oenera! }.~nuds,:-n-described as having 
said at a ne~.~tim6 in the first p~.rt cf.lYorld Yfar II. They l~d a n~.mtbcr 
of meetings to ccquaJn~t people v;ith v..T.a~ was called the Controlled Y~=.%,er-~ 
i<Is Plan. That was a w~ry c.o::,.<'16x but very useful pl;-n for sce~S that 
m . r - t e r i a l s  ~ c t  t o  t h e  ~'~-'~j_~.,~-: p l a c e s .  

Vea~ioRs !oc~,~ ,~o had t~l.,~.~, ab",ut ~ho _'oz~.=, .... ~.~.~.'~ i.he :.~o%hOcLS used 
in" the _P=.~n. ~ " T,~hcn the ~-, ..... -~.~t~ .... ~o ,~ was about ov.sr~ U~e~. • v.~y this -,:as told to 

. . . . . . . .  ,:orx~d for" General I(r=adsen m me~  a m a n  i n  t h e  b a c k  o £ - t h e  r o o f  w h o  ~ ' ~  . . . .  ~ " 

..... ~ ,-~,,tor f::-ctor~ s,?.id~ 'll donlt quite u..de~s~.]~~, - +~ .A tp.~o~' ~ C~neral. Do you 
~ 4  .~ ~ 7  - f 1 .... mind tellinq r~ o=.~}~ .,¢,~ yeu now set materials .ms eom~arcd r~th before 

~"'"~.'~ w a r ?  ' i This is the q'.iote, d ans,-:e9 of t~nor,~._~ ~q lu~.ds~'~", .m. "Joe~ you just 
~.7-; u a-~,,~ - ~. . . . . . . . . .  :,t t h e  s a n . e  o~s ~.-:.~u did ~o ,~  . . . . .  . . . . . . . . . . .  , Y o u  S o  o u t  a n d  s c r a t c h  l i k e  h e l l  

• .L l q  % £ o r  t ~ - ~ m  " T h a t  is ~ h e  way ~ . . . . .  . . . . . .  , . . . .  u :Lre j ; o m n i ]  t o  jet materials ~n ~ . ~  ~ature~ 
i~n m~ ~ o p J r ,  J . o n ,  ' 

But yot~ prime contractor can help you to :-~.t subc.,,ntr~.ctors. ?[e 
~<[].I say tint this is a g o , q  s:~i~:!; n=nufacttu~sr, l-{o will ]mow a lot of 
good sour'CeS; There may be seme special sprinjs that he ~.'on't knm,.," about 
"i~ this tank~ somebhinstbs, t is nc,,;° He has never hoard about it. But 
he Imovrs there is a follov: don~ J~ Pemnsylvania ~,-~o has made some of th,.-,so 
~ peacetL~ae~ and mdybe he knot:'s how to ::rake the:u° lie may have to help 
you to fin~ sources. 

..,.b:Ll;now~ let us ass, rue +~"~+ evcr3,i;hing is cozy-° Vou ~ ..... your 
a o n ~ r , ' : ~  ~ : n m c h  £ o r  a d e q l  ! . ! k s  t,.~..~t . . . .  y T:.o ~ ...... q u . , ~ e  t h i c k °  T h e  a v e r a g e  

~ a  m z S n ~  n,~t " ; "  "" . . . . . .  ~ He "..'ou!d l ' a v c  to h a v e  ~Ln~u~ o~ ...... all the wo~ds in ~ 
" .H°vr . . . . . . . .  " w h c r e a s e s " ~  a s  th - : ,  b o y s  c a l l  i t  a t  t h e  

shop low.',l° You b_avc your da-a¥,ings~ those five tl~c;usa'~.d drn:d.ngs. Y--u 
h:~v<; ~'.:~u ~ m , % c h i n o  t o o l s  i n  ~ '  "~ _..~,~ "" L,-IO~ O~ a n d  s o m e  ] . % b o r  t r . z i n e d ,  r - ~ " + ' g c . u  r . s  

~, .............. .; or proctu~in.; or purchasing officer arc not tbs.-cugl~ }fc,u 
can't sit bac~ and ~ - ~ ' e  d ~ ~ ' " " .... ~,.~ ,:'~n:~-:~r~it ~o.L ~ that ~romotion ant so £orti~.~ beca'ase 
your work is just star'%inc. You have ex~sditin : to do. That is ",'hat 
C~n,.,r~.l i~udsen .,as talld_n.U about.° 1~,':a% is when ~ou go out and get the 
stuff° 

......... ~ a" piece el" p:tper-? .... the .... ProckucL, z.on ~'~ ..... Y , ~ u  m a y  ~, . . . . .  , . . . .  ~ . . . .  . a  -~ ~ -  ~ "  o , ~ .  ~ tb~.t 
• " t.~,,)us ...... t~ns of bar stock° that is ~ust says you ~re cntmtle~ to ~ ~, ~ ~n,~ But 

a p i e c e  o £  ~ e r ~ "  ","','~ h a v e  t e  j e t  -~r, a t r a ' n  a n d  ;x" ~ . : . ~  ~ t h e  s t e e l  

m ~ " q  a n d  s e e  + . } ~ ,  t h a t ~  %~d  t~ .~ 7+ ;  ...... ~ . ~ 1 o ~ : .  Yr>u ~ . . . . . .  t 

bef.:,re scie oth~:r ......... {,~77 ,.~-~,, ,.~_:~.s ta.ken th-: s f,.~'eman out to di..~'..er or scicthing 
~'~nd soot n s tuf f ,  i d - . n l t  bi, v .~ t o  - b e l l  y o u  f e l l , o - ; s  a b o u t  , , = . . . t ,  

• £ 
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You know all about it, Bu+ that is the v.~ay it is done, Tha~5 is the 
way it is done in competition. That is ~at made American business, 
~d it is not such a bad tl~ing te get out and scratch a little° 

7{e will assume that ycu have gotten this far. Then you are 
really going to have a lot of other worries, There are the engineering 
changes. In Detroit at the peak on automotive products like tanks they 
had six thousand engineering changes a month. Those changes came about 
because the combat people didnet like those tanks~ didnVt like the way 
they were being made. After ~II, they are going to use them,, Or it 
might be because the War Production Board told you that you couidntt 
use nickel any more. So you had to change your dravings and tools from 
where you were using nickel and make it carbon steel~ Anyho:~ there werc 
six thousand engineering changes a .month~ that was the peak° Changes 
averaged about three thousand a month. 

The manufacturers ~:ero v~ry good about that° They do that 
frequently in their cvm industry. It is a very hard thing to demonstrate~ 
though. It is a technical thing. And wh<m you g;t on committees to 
improve our purchasing techniques~ they will stand im.provement. 

~- The other changes that will worry you in manufacturing are the 
"Changes in requirements. You ~#ill be Just getting along fine~ and you 
v~ll be getting ready for throe hundred tanks a month~ when you get a 
little piece of paper telling you to change that requirement,. Then just 
as you have cut that fel!m,; back and cancelcd the machine tools~ you get 
another piece of paper almost the next day that say% "Get it up to 
four hundred," 

That is annoying, but it can't always be helped. ~'~(.~ don'tcontrol 
a war. The enemy does, ~Vc are only fighting it~ The follows at the :other 
end m~kc the requirements. But after you get expericnce~ those things 
level elf. They have their highs andtheir lows9 but you can plot: the 
curve and say "Keep it about here Until those fellows level dorm their 
thinking," You learn that as you go along. You learn to roll with the 
punchcs, You can't put that in the regulations~ but you learn it, 

I will go quickly over the rest of it. You have to arrange for 
spare parts. How many of them do you want? Spare parts are the hardest 
things to deliver~ because in the early days of the war you get credit 
for end-items--they mak~ the headlines. Spare parts are just a word° It 
isn't until about the third year that you become really interested in them. 

Also the manufacturer doesn't care too much. To hii~ the tank is 
all parts, He makes these parts off drawings, He doesntt care whether 
he delivers a p~rt in a box '.,~'ith grease on it and sends it to Europe that v~y~ 
or ~:¢hether he assembl~:~s it ia a tank s.nd de].ivers it t}iat ~;:-2o 
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The tank is just .as hard to m'C,~ "~s Spare parts. Ha doesn't really care. 
But you have to ma~ce up your mind -~hich -~w~y you want them delivered~ and how 
m~ny~ 

Then there is the inspection. Then you are really in trouble, 
because wh:~re arc you going to get your ins~:~ctors? A lot of them wiIl 
be drafted° A lot of them '.vi].l bu of tb,~ t$~pe who look in a book and, 

it o~>~-,s it must have 31 percent l:]nse~:d oil J.n the paint~ ~'~n~r~ won't 
let the tanks &~ if thc~: haw; only 29 pc;r~n~ ~,'ut you had bettez • let 
thorn go if it is 29 perc.;nt~ if yo~l hLve ~ ..... L ........ : ~o moet~ o.v 7ou will 

.... ,S.. ~bom. or you ~i!! hear hear from the Headquartcrs; ~,~'~"~, if it is ~ ~'-~ , 
f r o m  W ~ . s h i n g t o n ~  .&n i h s p e c t o r  m u s t  Use j~,d.i:~,o~,L .... So .  '-;-'~('..,.~l_,-. t h e  •book 
says that this ,an.~c must hay.:: so much leau nc ~ ~uch ~::ns~cd o.~I in the 
paint~ you have, got to use hour head,. You don~.i -. -,~r,o% :;o l~t the manu- 
facturer cheat you on that by putting oz~!y ben i.'<:z'cem: of lead in the paint 
when it should be thirty percent, if you !at hL<: do ~hat., h:~ is going to 
beat Uncle Sam out of t~ousands of dollar~ But if yc.u are goin~ to get 
tv~enty-five tanks in a rush and you have to get them on c, boat or ~ des-- 
troyer or something, you had better just take them with ~.,fl~atew:r p'~int 
is on them and chase after your money adjustment later on~ 

Common sense inspectors like that are extremely hard to gqt. 
They weren't doJmg that before. Th~,y donTt have the advantage of knov~ing 
~.vhethcr the paint is important or not. There may be p.laces where the 
paint really is important~ such as if you are going to store these things 
some place for fivc yea, rso But th~ Jnsp<{ctors that yqu hire J:n wartime 
under thc Civil Service rulcs, ..uvon if you cou].d pay them more, would " 
not normally have that kind of brains. You don't get them at that sa]~arY~ 
and ~,ou. canrt got colonels. or capt~ins~ :. 

Then you hav,: to d~cidc about T~ckaging. You c:~n gut ~nto mor$ 
trouble about that. But if you have made this beautiful article~ and if 
you ho~ven't :,~Tappod it all ,~p right and it gets to the Philippines and 
is just .'~ piece of junk, you have fallen do,~m on your job. There ~'~as 
nothing know in industry about that. They had their o-~.m buo.~n ..... ~. ~hoy 
don't ]mzve their products ly:Ln~< around like!; that. ,:Ja must take tl-~.e leader-. 
ship in that. Today v;o aru in pr~,-tty good. shape in the combined National 
D~fense departm~-~nts on. pea" ..... ~ ..... ~-~o~ 

Then YoU. have to decide "-. lot of other things about deliver, How 
do you want it delivered--ov~r the road or by rail? 

Soma articles P~r, very compl~x~ lik~ a tank or an airplane. You 
have to t<~kc the most that this manufacturer u&].l giw~ you. 7CLI of them 
may not maku the s~,me contract with you. But, anyho~r, you tak(; the best 
he will give you. So you send the tanks from the factorj..~s !.o son :inoot 
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or modification center in the Zone of the Interior. V~ile you are at it 
there has been a couple of hundred more enginecrinq chances come t?mough, 
So you have to buy those new parts and put th,m~ in because you don~t ,,'~nt 
your coll~-a~es overseas to ~et an outmoded art~.cie. This is an essential 
step in production. 

Now~ i~ you are the kind of man I think you are you have followed 
the book only ',vhcn it '!:as n.~cessary and you haw: disobey,.::d the book-÷.~h.<n 
it :.~as necessary, and your friend in th,:~ combat theater is nov~" ~ettinc 
tanks at th< end of about two years~[~ood tanks and enough spare parts. 
You h a v e  d o n e  a g o o d  job~  a n d  I hop,'.,' t h e  ~ . a n u f a c t u r c r  i s  g, c t t i n g  9 a i d ~  
b . ~ c a u s e  y o u  h a v e  s.~on t h a t  his a c c o u n t s  a r e  a u d i t e d ,  i.[" b.~ c, c t s  no  monc'y~ 
hc  i s  m o s t  l i k . , : l y  t o  s t o p ~ d o n ~ t  f o r L ; e t  " , h a t ,  I f  h e  i s n ' t  pc. id~ y o u  h a d  
b~-tber cot on top of th~tt~ bocaus~ that ~.'il]. sto~ pro,~uction, !f thor< is 

• H ~ , y  c a n  t h o l  D -t~.  Ih,,.~ ar,:.~ ~mrm, i n g  no n i c k e l  i n  the: jul.:c b o x ,  n o  m u s i c .  '" ~ ' . . . . . .  j 
a privat~ corporation and th<f l{'~v.: to be on their toes and do this .for 
money. You c:m~t expect them to do othe.~'.H.se. They are not a charitable 
institution and they are not the Govorr~ncnt, Th..~ laast little th:]mC like 
tlnt~ especially v;ith a m~nll company, ~,ill stop them° If they can't meet 
their pa},roll~ you nta~- !rove. to go dom~ to the bank u.'ith the" man ::,.nd help 
him Ze t a loan for his pry roll, If you ~.,,%11 vouch for h~m~ he will get 

it. Hov:evcr~ that is not my sp<~cia!ty. Somebody else v,...-Lll talk to you 
about that. You Jill be talk<-d to about t~mt by some e=port psoplo. 

Now y o u  h a w  ~, done  r . l !  t h o s e  t h i n g s  a n d  g o t t , m  thes ,~  t a n k s  o v e r  t o  
the European. Theater of Oper::tions~ So let me summ:-rizc v:~ry briefly s6me 
of the troubles that I think you :.,~II have rml into. 

First~ gettinl] the dr'v~~,in~s and specifications ~. I l~mo~.v some of 
you already are going to ask v:hcn this Iccttu'e is over~ ~'.,".~y weren't some 
of tho,~e ready for the last ",vs, r? One reason is t~mt it takes ski!led per- 
sonncl to make those drawinjs and specifications and that takes 2j.~proprl- 
ations rnd so on~ That is one reason we dir,~t h'Lvo a lot of them r,~ady the 
last time. I am old and lock at the seamy sid:~ of life. I dontt think v,.'e 
can a!lo~:; it to be that <:ay the next time becaus: the, ,memy fs not goinR 
to -give us this nice v,'armin~:~-up ..period. Thzt is. goin~ to be the trouble.The 
mamu'acturers are going to say~ ,Sure ~ Colonel~ I ,:JiLl mak,~: anything you 

f'-ctory starting on t,h< fifth of the month. T~er<; :~re the -,,;ant i n  my . . . .  . - -  . . . . . . .  "-~ ~ -~-~. ~ j o b  
drm~..-~-ings? '' That-is one t]~n{ ~, yo~i h&d bette~. ,rozry about Lt ,,ou ,,~t ~ 
whore you can do somethi~',g about ft~ such as the General Sta./'£. That is 

one place Jhero you can help, • : 

The other is to find out v:]m.t the r<~quiremonts are. 16 doesn't 
make so much difference v,T, eth.,r they are accurate or not. It doesn't 
make any difference whether you s::y it is n~no thousand or t;,'~ivo thousand~ 
because you won't [jot them until r/0out the third ycmr "uD'm'.~F,, So you v.%ll 

II 
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have plenty of.time to correct the fig~rcs. So almost any ;~m_y that you 
fiLmre requirements is perfc~obly ~tll :<.'ight. You d o n ' t  have to say nine 

~ thous,?nd, nine hunck'od.~.nd s,.~v,-nt2 • t-.re. Just use round figures. They 
are plenty zood enough. 

Then something th-~t you ouc>i~t to ~,~'or~ about but that you can do 
something about is the tTppe of porsomnol ~-llich you got to dG?l v.Eth procure- 
meat. I meal botil tile mliformed enos and people in the other kind of 
clothes. Donlt i~ioro them. Thc.y are <?.n ;v,;fully important ol~mo>nt. 

But most of }"eta new people donlt !mor~ hor~ to negotiate, That is 
:~.~here a lot oi] this trouble c:unm from that -~;e h..'~d on contract settlement. 
Contracts yore m;;do by £ellov...-s ~vllo :,vero doing something else before the 
:rar. }b.ttm::lly they madu ::listakos. So :'~ould you~ or you, or you. Tlm:W 
made plei\ty of mistakes. So ',..ould you if you i'.~ent out tomorroY, ~ morni~C 
to make a contract on soaP.thing that you dJ.,dnlt ]~o'.,~ an;/ohinj about. The 
only-~,..-,~.y to do it is, to haw.~ the kind of tr.<inin~ that" they uive in t he 
f~my i,'-n.~.nco School an.d in the. H:'~rvard Business School s nnd places like 

Then tilere are the ong~ueoring clenches, I don't think t.]iorc is 
,?.n;Fbhing you can do about t~em, If one of you v~.nts to achiovo~ so?.othJn~g 
outst.~_udin,s.~ you mi~]ht do it there. ! a~?.it defeat rr~.yseli'~ or rather .re 

' must accept and p!_~a~ for on~]~-ioor:Ln.g chances. Ths  i:?.Dortant business of 
tile allocations of plants and machine tools is being ~.,~orkcd on v.:ry h.nrd 
no:.r by <'zll t?mce De~%rt:-ients. 

r r ~ ' l  . ~ic l:tst tllinj, .dd.ch perhaps is the ti:inu you are most concerned 
r..itl b but which I tried to say in the early p:'~rt o£ my lecture is not to 
be considered as the end~ but merely the raor<ns~ is "~!I the processes, fnrm~j 
rccJ.lations~ and so on that :~ use:. ~hcy :?,re col).plex and they ~e diverse. 
There is very skili'ul r;ork going on there. I ~:a sure Ad:iir;~.l ~in~g referred 
to t;;u staneb.rdization of our contracts~ forms, and procedu~co,~ ~c~. ,?.s~ 
r:ho gc~ advance pavements and who does not. A lot of that, is ve...y n,;ccss- 
ary. It ~jnit v,in the ~,rar for yet b don't be nis].o~d. I am only ~o1 ~-,-~.,.,~.~.~ 
for at-self. But th0ro is a ~ ..... o field for ~mlprovcment thcrc~ for incrc,?.sed 
logistic, efficicncyo 

On the other h<'tnd it says in Disc Unification Act,' in Section 213~ 
th.ut the }h-d.tions Board is to do certain thJ]iCs to i~provc procurer:-cnt 
to the extent .or-'ctmc'-~Ic," " h You .rill f~iid that Indies' hats~ ~;J.rolanes~ 
and locomotives arc not in the s:~::-e c!ass~ because t h e : r e  arc tr::de 

; , ,nrl~, to P.~.]'~o "15110 sc~e t,~,"po of practices _in each field, li-~ybc you dealt "" ~ 

contract with a builder of locomotives that you ",- ~ ..,~nu to're:the ritil a maker 
of ladies! fats. But that is boinll rror]<od on very hard, arid I think ;~e can 
lick that. I~ :/Ii ~ ':- " . • .,in ..... it somerrh,'~t' e~sl.:~r~ too !t ~,vonlt cot yotl those 
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tanks too much ~ .-~.ster~ but the manufacturer will be less annoyed -~vith 
you. He ,von't say~ "All you cb.r.~ Ar.r.O, officers ~'.nd all yore: • red tape," 

Novr~ you micht ~,:{onder vrhatis beinc done •about all this. There 
is a gmeat deal bcinc done° " I don'.t have %b 'tell you that "~l~c Unification 
ACt put that on the books~ that it is'n(;cessary to do somethinc abo.ut 
procurement. If you read. Section 213~ which is probably old business to 
you~ you -,~dll see that it is not put Ln there Ln Lndefinite or [;eneral 
lang~mce° It te'lls thc Hunitions Board to do a lot of spec'-fic things 
about procurement. Even bcf6re this Act ~:ms passed~ the Yunit.ions Board 
was doing that kind of thins° 

No~," ~c have a Prochromunt l>o!icy Council, consisting of ASniral Rinc~ 
and Generals Pov~'crs ~.na Co ok~ ,..azu;q covers the improvc=:cnt of procurement 
{m all aspects~spccificati.'ms~ inspection~ contracts~ forns~ advancc 
pa~ents~ ~..n,~.~ "~ cbntract sct+.icment. In £act~ he may have told you ="~.~a~," v,-e 
arc working, on the ~sis of mc.kin~: a syllabus ~:rhere there will be three 
coiumns~ the ",','ay the }~a~7~ the f~rmy~ aud the Air Force have it~ so :.-,,e. can 
<:et it all straijhtened out. Th:~.t is a big: job and it is bci:.~g v..'orkcd on 
b2.,- very capable people. 

There arc t~vo thin~-:s that I -<,'ou!d like to mention. ~ saying we 
are doin{: a lot to ~.provo ~- ~ " + '~ _ • ~,~oc~em~n~j one thinj tn~ T refer to is that 
there is a point of" d.Quin'.shin(~ rotu_~ns on v.4~at you do'i~ the v,'ay of 
standardiz~.~S forms~ procedures~ and so on. Let us take an example° You 
v~ou!dnlt vmnt to have a bill of !adinz as big as a bed shoot because a 
ship requires it in order to cot a i~oJl! descripti:~n and then use this bi~ 
v,~steful form., for a_ll.] itoi.~_s of supply, in the "~ ',: ,o~ inL,.r .... o of standardization, 
In other v,'ords~ there ere alJ.fercnces in the products ~.~th v,<hich you are 
dcalin~u° That is the reason ,,n~,-for some I00 years or more~ I suppose~ 
o~r country has had a Bureau of Ships to deal v,d_th s~hips~ a Bureau of 
l,ledicine to deal ;vith doctors~ and -~ ~" ~ ~ " ~. ~IL~,l Corps in the i[rm;y to o_analc 
co~.2~m_nicaticns. There is c, co~.-~on recoLmition by ....... J~in~ that skills and 
pr:)ducts fall into "" " . ce~.~aln specialized compartmcnts. The i~itions Board 
is rccou~izing that. They are drar.~ing all of us into this ~,7ork and they 
- - an(~ c oordin- aru "work~u~j as ~,nc team~ to jet the m~<~.~um standardization " 
at[:~n practicablc~ as ordered by the CongTcss in the Unification Act. That 
is bcinj done;, it is an excellent thinjo 

~.~,"e have the Unification L':ct to guide us. He-.'.; nice it is~ ! often 
~-'~- ti~at the three Dcpartmcnts are <:~orkins toccther so :~'eki. T am 
on a n~m~.bcr of those Hunitions Boca'd co~=ittees, mostly as an altcrnate, 
But certainly the toss,york bct~-ccn the ~trm~/~ Navy~ and Air is just as :jood 
no w as it always w~s. That means a let. That is ho~:~ ~ze v~on thc <~cr° 
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Since my time is getting short, I would like to leave with you a 
few ideas on how you can he].p. }<~ybe you can help when ~zou get in a 
position of authorit.y with those younger men who are go~og to take over 
the Armed Forces. 

The first thing is that I believe you v'ant to ].earn to do these th~ngs 
from American industry. Industrialists l~ow how to do them. They did them 
in the late war better tl~an anybody else in the world. They are doing them 
better today than anybody else in the world+ Sc get close to ,%r~erican 
industry. Get to know some of them personally. Get their thinking; talk 
with them. I think we can learn from them. We had better get them on our 
side, and th~nkLug our way if it is necessary to conw~rt them, because they 
are going to do the job. 

The next thing is out of my field, but I b~lieve, if you have one of 
these wars overnight~ not one ofth.Jsm perfect, fur-!inud, gold-plated 
~~ars, we should hav.~! wartime [)rocurcmont Lgislation right on the books 
nov.~, all v~itt~,n up. Othmr~ism you arc leaving too much action to the 
individual,, that is, you will have; to got that black book out and ignore 
~arts of~ it. A lot of us are not built tj~at way, ma~oe not enough of us 
to win a war. It is much better to have the legislation to look to. 

The n~'xt cue is that you might have the dr~+.~Inos and~s~oecificat.ions 
r<~ady.' T~nse men in industry can make suggestions on that. They can get 
men and materials and do ,~vur~F Dart of that production job. except get 
thos dre.win~s and o .... c fTc+.t ons e , .  ~ ' ~ ' ~  -~ " " ,  ~ rc;ady. That is go~ng to hold them up. 
Take a littl~ bit o(' this a~ivice like any m:inister giw:>s in a sen~.ion. 
After all, that is u'b.at this is. Rom,m~b,,~r t_h~.~ quotation. 

! 

The job of io.~.istics ~n <~ ~odern war is enormous. Pmrsonai]v, I think 
it is gd-tt,.~ng bigg,:~r. Lock at the Table of Organization tvo y~-:~,rs after a 
war. The cquiom::~nt for a division costs a].most twice as much as it did 
two 2-ear~@ ago. To+do; this enormous job you must b~ sure of all the things 
.you have to have, and "do the importan't ones first. 

• ++ . 

The next ohe sounds enormous, That is decentralization. V~.rious 
pcople have various idc?,s a~:out that. I am a d~centralizc-r. Pcoole are 
divided uD ~s much on that subject as they are on politics or taxes. But 
th?.t is my pe, rsonal idea. 

Another thing on which you find a lot of argument, espcci~lly where the 
job is enormous, +is' this job of sp,~cializing. Not all of us are spucial- 
ists~ But we don't have to wor.ry+about that, about getting too snccinlized. 
I know one big motor company in the United States that has had the same n~un 
bu~-ing p~+int for thirtyyears. That is all he+ew~r buys. But he knows 

• ew~ry paint man in this country. He loner, s the ones that are honest and the 
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ones that are dishonest, the ones that deliver on time, the ones that 
mnke good paint and the ones that make bad paint. If you want p~Jmt, 
this fellow can tell. you hove" to get it. That is one rc<~son that this 
company has cars on v:hich the oaint stays and do:~sn't fall off. 

So. don't be afraid that ~-nu are going to be too sneciali~ed. You may 
be a specialist on ordnance, i~ke there ~re specialists in ~'ndustry. 
Industry sp~,cia!iz<~s much mor'~ than we do. ~$ar is getting more complex 
all the time, so I ~'~-ouldn't g~,t u-orri<~d about being too specialized. 

Another thing is to simplify and standardize our purchasing legis- 
lation, our our. chase regulations, our nroc~',dur<:s, our forms. 

n~ fn ,h~. last one is one that i told you I believe in but I don't kncv,.~ 
ho~" to do it. E~enin this mecl'~nnized ~.go, in buying tanks and building them 
try to g~at good ~eo~le on proc~em<nt. It helps an a~f~_ lot. 

Gcntlemen, thank you very much. 

GEh~R~L McK~LEY: Ocn<~ral, in connection with your rem~rk about hav- 
ing emergency legislation on the books, how about this procurement legisla- 
tion th~.t is before Congr~ss no~? I am not altogether familiar with it. 
Ho~- far does that go in 0,nswering wh~,,t you ~re talking ,~bout? 

GENERAL CHRIST>~J~S: ! ~ou!d say that it goes almost s s f:~r as we need 
to go. But it doesn't grant ~ny war powers, as sp~c£fied in th~ First and 
Second War Pov~ers Acts. 

GEN~PIL NcKinley: Does "_t all~.'.; negotiation? 

GFZERAI, C~IS~S: It ~!lo-~'s negotiation .~n about t~n inst~nces, v~-bich 
I think ~ a war ~,~-as tD~eat~ning you could str~,tch to cover these things 
that v,~c spe~;,k of in the ~;;ay of standardization and in the interest of 
efficiency. 

G~m~L<L EcK!NIEY: That is what I mean. 

GENERAL CP~IS~7~S: L~,~t me ~ick my legal advis~:r and I think I could 
accomolish a lot in war ~'rith that la~~. I ~,m not ~, Icwycr. 

G~nZRAL !,{cK~I$]Y: Arc ~.~_+~ any more questions? (!% r~:-sy.onse. ) 

. . . . . .  pin ,.,cl,,te your ~J~,~o~:~.~ CHRISTK&S Thank y c u  w'~y rmch inde,~;d. ,Ve .... "- 
s ]-lendid talk. 
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