ATRCRAFT PRODUCTION
2 March 19L8

. TR
A M‘/‘ 1 K

CONTENTS
Page
SPEAKER--Brigadier General H, A, Shepard, Chief, Procurement ‘
Division, Air Material Command, Dayton, Chio............. 1
GE}JERAL DISCUSSION:‘..oo-‘.ot"‘.'..CQl'......o.Q ----- 00 8% an e v s 11

Publication Number LLB8-100
THE INDUSTRIAL COLLEGE OF TH& ARMED FORCEZS
WASHINGTON, D. C.

M @S ASPE ™



* ATRCRAFT. PRODUCTION

2 March 1948

COLOWEL GODARD: About twenty-five years ago, or to be exact, in
1922, I took a course in public speaking under Dale Carnegie, The
basic principles which he taught have been gathering dust on the shelves.
of my mind ever since. But one thing I recall very well. A point that
he constantly made in the discussions and teachings that he gave us was
that there are certain attributes in a lecture that are absolutely
essential. He used to say, "You should never cross all the T's and
dot all the I's," Another point.he used to make was, "Leave your
audience something to think about. Give them something to chew on.
Don't wrap everything up in a plece of paper, so that they haven't
had any mental gymnastlcs 1

If we were to rate our speaker today on the basis of the perform-
ance we had from him last year, he would have a series of A's, I am
sure. Certainly I can't remember any lecture we had last year that
was more thought-provoking and more stimulating than the one we got
from General Shepard., It is a pleasure to welcome him back to the
College and a privilege to present him here, General Shepard,

GENERAL SHEPARD: Gentlemen, I notice in looking back over the
transcript of my talk last year that I was presented as Chief of the
Procurement Division at Wright Field, I was a little bit afraid
Colonel Godard was going to remind everybody that I am Chief of the
Procurement Division, and I had planned to_ say that our duty -at Wright -
Field covers both procurement and production, In these days and times
I like to consider myself a production officer, because, based on
experience, the worst thing that happens to a production officer is
to get in the dog house pretty regularly; but from what I read in
the papers, far more serious things can happen to a procurement officer,

I was told before coming here today that I should not repeat
the things I said last year. It was not indicated as to whether
talk last year was not well received or whether they just wanted
to avoid repetition. In any event, 1 am going to skip last ycar's
remarks and simply remind you that,»if you have seen the transcript
of that talk, you will remember that'I mostly covered the various
levels of alrcraft production before the war, during the war, and .
what we thought was going to happen in this present period; and that
I also dwelt at length on the production problems that we had in
changing from those various levels before the war, during the war, and
after the war, . I went on then to point out how we were arranging
our planning to proceed to the higher levels of production of a
mobilization effort, and how we could, we thought, take advantage of
the lessons learned in the previous production period.
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and we actually have some of those creatures around. Well, .the airplanes
that we are building and flying in that category would have to be
changed about in a fairly extcnslve degree in order to build them in
quantity. :

We had a good reason for buildiﬁgithem'the way we had chosen to.
We didn't plan to build very many at the time we went into the production
order, It is really an accelerated service test order., So it wa
cheaper and faster and better all around to settle on the configura~
tion that we picked. But the fact is that it doesn't have enough
produc1b111tv at the moment to permlt rapld expansion to 2 much higher
production rate.

" Another one of our current problems is generated by the fact that
we have a most unbalanced distribution of business, particularly
throughout the airframe industry. . When we went to work on our fiscal
year 1948 program, ‘we discovered to our horror that we had about 85
percent of our dollars in three companlbs, when actually there are a
total of fourteen major companles, eleven of which we mostly deal with
and they are screcaming for business, That certainly has its effect
on our ability to produce thingse: S :

Not only in the airframe field but in the component field as
well we find ourselves with an unbalanced distribution of busincss,
with the result that there aré manufacturers coming in almost every
week and saying, "We arc full. Take your choice, What do you want -
us to. work on——gulded missiles or: the fire control systcm?" So we
have to sit down.and take the bitter.pill of sacrificing something we

want in order to get something we want a little morec.

A third areca in which we are having considerable trouble with our
current production is in our effort to produce undeveloped articles.,
e have found that many of the equipment items that go into the air- -
planes are far more compllcatcd than anyone ever dreamed they would be,
and their developm :nt has not progressed as rapidly as thc "long hairs'
thought it would. " So we are trying to grind out on -a daily schedule
different patterns and pieces of equipment thc final configuration of
which is not yvet know That' certalnlf, if- any one thing can be con-
sidered our most crltlcal problem, is it. :¥We have too many undeveloped
ltems of equlpment commlttbd to: productlon contracts,

The fourth cons1deratlon that ids 01v1ng us considerable trouble
in production today is our poor judgment--and I say "poor judgment"
and mean it--in trying to c¢hange: the configuration too rapidly. We
have been trying to keep up with - the Joreses, but we didn't know who
the Joneses were; at least, we dldn't ‘know what the Joneses were doing.




it was going to take more drawings for the fire-control systim on the
airplane than it would take for: the whole airframe itself, I alluded
to the number of drawings because that is an execellent indication of
the complexity of producing that article. But here we have a pretty
fancy-looking airplane of a considerable size requiring fewer drawings
and therefore a lesser. amount of productlon effort at present than

the fire-control system, which comprises a couple of 50-caliber guns
jammed back in'the tail. Ye didn't know those things when we made

our preduction commitments right after the war. ' Those production
commitments are now coming home to- roost.

There are innumerable other examples of our ignorance of the
complexity of the equipment that goes inside our present-day "tin can,"
And I am not trying to alibi or excuse ourselves, But it is a fact
that our ignorance has contributed to our presunt positlon.

Stlll another condition that contributed to our present dilemma ‘
was our willingness to accept the spellbinding performance proposals of
a number of the manufacturers., They were all as intercsted as we'in
offering something attractive that would justify procurement and producs
tion. So they got their engineers as busy as they could and came up
with the most fantastic performance advantages. We took one look at-
then and said, "Gee, it 1ooks good to us too" and we signed up for them,
Again it was the psychological condition of the time which generated
some of the problems that we have had. :

You are wondering, I am sure, what we are doing to try to get out
of this bu51ness, how we are ever going to get the production. I
wonder about that mysclf, but I think, "Well, conditions are improv-
ing every day." Ve ar¢ making some specific improvements in our think-
ing and our planning. e are applying the very bitter expericnce that
we have just come through., We are conce ntrxting on these throe general
areas in an effort to assure that next year's alrplanps and those of
the vear after will come out on sc hedule, ,

The first place in which we ars deing our constructive work is in the
design stage of the article. .You heard me say that one of our current
problens is a lack of consideration of produ01b11 Ay in the ﬂ051gn.

e conolderwd that, sure¢; but we didn't consider it enouvn. So now

we are being very surn that we do-consider it gnough. Y%e in the Air
Force go out to 1ndustrv in muech the same manner as thﬁ Burrau of
Aeronautics does with circular proposals asking for suggested designs.
Our special proposals today contain a requirement that the manufacturer
give us considerable dbtﬂll on the producibility of the article that

he is sugscstlng. .



I will tell you frankly that we don't know whether we have gone
too far or not. I think if you:want t6 engage in somec of these men-
£zl calisthenics that Colomel Godard was talklng about, we can well
con51dbr the prudence of going ahead with any such plwn as requiring
the manufacturer to use. oroduction-typo toollng on bprrlmcntal models,
He are net sure.

But we are surc of one thing--that we have to obtain more produc-
ibility than we ever obtained before in our experimental designs.
Therefore we have to move at least in that direction. How far we can
move in that direction will be determined only after we gain a little
more experience, - But it is just a good problem for you to sink your
tecth into. RO C

The second area in which we are devoting considerable emphasis——
and I would say, the primary ¢mphasis at this time--is in trying to
figure out how to insure' thé availability of this equipment that goes
inside the airplane., I ascertained from Captain Harrison just last
Friday that our sister service is doing exactly the same thing. They
too are tired of hearing manufacturers say, "I could build this airplane
if you would just supply the government-furnished items." They, as we,
are doing everything in their power to improve the availability of the
government-furnished equipments Now, that, again, must be corrected
in the design stages. o - '

Component development must be initiated.in.sufficient time to
insure that it can be accomplished by the time yolt put together your
experimental airplane. You will find then:in the Air Force rescarch
and development program the beginning of a new model or a new type in
a manner that will producs the envelope of the article. In other words,
this year will find us laying down a new medium bomber in our Air
Force research and development program, but, contrary tc past exper-
ience, you will not find us next year g01ng ahead and frying to con-
struct either the mark up on it or the experimental airplene of that
particular type. You will find instead that next year we arc pouring
our research and development money inte ‘the fire con trol system for
that airplane and into the bombing system, into the powcr plant, or
into the propeller if it is going to have a propeller. The yoar after
next you will find that we are doing the same thing, We arc develop=
ing the components of that airplane. We will not put develecpment
naney into a-contract to build-the experimental article itsclf until
we are assured that we are going to have the components to put inside
the article. Now, that, whether you know it or not, represents a

radical departure from past practlce, in at least thb Air Force devel-
 opmental field. I am not sure of the position of the Burcaun of Acro-
nautics. But we have changed the thinking of our research and develop-
ment people simply because we could not produce the articles after
they had considered them developed.
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So they have a solution that,should improve their component
availability in the Burcau of Aeronautlcs. We "have one that we think
will insure our component availability.' But again I say, we are not

always getting the equipment that we would like in the end-item.
Nevertheless, both services must employ some interim measures such as
those to permit the delivery of" ‘alrplanes that we are now putting
on crder. Ye cammot either of us afford to continue the past perform—
ance of having airplanes on. contract and no dcllvery.

Now, the third area in whlch we are devotlng considerable effort
to 1mprov1ng the production avallablllty of ‘our end-items, namely,
11rp1ancs—-and the same thing is true of current equipment items-—-
is in phasing our production 1mprovements.v Yie are tsking what you
might consider a conservative ‘attitude about accepting suggested
iriprovements, either suggested by. practlcal necessity or suggested by
manufacturers to evolve a more ‘saldble artlcle, or . suggvstud by our
mm(marpwﬁmmumcﬁﬁ&ms,Wm,asmmhasmwﬂu want a
continual 1mprovcment in the teehnical excellence of thb production
article. %e are phasing those't anges.' We are insisting that if
we have a little better gadget here and a 1little better: gadget there,
we will wait to introduce it when we.lntrcduce a .new model or a new
type. o ' '

For example, we start out to bulld the B-BO airplane, Wwe will
be building B-50's for several years, g are not going to put all:
the most recent developments of all the llttle equipnent items in
those B-50's. A B=50 is a B-50- from start to finish. When we take
the B-50 out of production, then we will have ample opportunity to
include all the new fancy gadgets’ that are cropping up in our labora-
tories in the successor to the B-SO. - ‘

So, as 1 say, we are 1n51st1 g upon 2 pha51ng of the changes in
production. But when we think it is: 1mportant enough to pcrult the
introduction of some changes by model 1mprovem&nt we are insisting
upon realism in our production -estimates, Wwe are no longer btaking
without a detailed examination the,suggestlons of our manufacturers
and our own people that, “Sure,. We can put four more feet on the wings.

‘e can put fifty 1nches mnore 1n‘tie fuselagc. Surz, we cen give you
this higher-thrust cngine, That is not much of a change, Vie can
accommedate that prptty omsllj; : : -

That old stuff is-over. '%ewhavb stoppcd ‘that. “then people
offer proposals like that now, we'get busy and find out what is wrong
with the present prodaculon.v"feftalk at kength about that. ‘e try to
ascertain what position that manufacturer would be in if we didn't
change anything by next July. Xould he be on schedule then?




I don't meamn to leave the impression for an instant that we are
going to forget about all the things that I talked about last year.
Sure, we arc going ahead with our mobilization planning. 7e are
determining the requirements for materials and for facilities and for
‘manpower. ¢ arce working with the mqnufacturars -n detailed plans
so far as our money will permit. ‘e will go ahead later to the higher
levels of production required by our mobilization effort. But at the
same time that we arc going ahead with those plans we are devoting

our primary interest to getting articles delivered today.
That is all I have, I thank you very much.

COLONEL GODARD: General, I would like to say that this entire
audience, sitting as a combined faculty, has rated your 19h8 talk
with a perfect rating. I think you have galned ancther A to add to
those you earned here before.

COLONEL #cCULLOCH: How far have the current mebilization plans
progressed? Arc they coordinated with the aircraft industry to any
extent at all?

GENERAL SHEPARD: Our mobiligzation plans are accomplished by the
aireraft industry. We have provided the industry with our require-~
ments for mobilization rates and quantltles and they are telling us
how they are going to deo it, :

The progress to date has been primarily that of computing the
resource requirements,  the requirements for materials and facilities,
manpower, and such. The industry has not pregresscd very far along
the lines of what we call direct preparedness mcasures, in other words,
preparing their shep layouts, all their operational data, =and their
shop releases. They have not selected all their vendors, subcon-~
tractors, and things of that nature. %e have primarily concerncd
oursclves first with getting basic resource information, so that we
could coordinatc that with and combine it with the requircments from
the other scrvices to ascertain whether or not our requircments are so
far cut of line that they would have to be corrected before we could
really get into the detailed planning,

QUSTIWN: ¥e were told in a seminar the other day that the Air
Force wants the output of the entire automotive industry in the event
of another war, that is, to make things for the Air Forcc., Is there
anything you can say about that, sir?

GuNuRAL SHEPARD: It is incorrect.
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