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GE~L~L HOI/IAN: Last wes ki we learned ~bout the Armed Services, 
?rocurement: Act. This is to be followed~'by lectures from repreSenta.- 
~ives of the three 8ervlces on.Army, Navy, and Air Force procurement:" 
~roblems. . . 

In dealing with the subject ef procurement, one of the most- 
:requent ~ questions which comes up- is, "What does industry.think abou% 
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:ollege has ~been.most valuable to us in every way. 

I:~&ke :greah ' leasUre in introducing to you, and in welcoming 
.o the ]Cbllege, Brigadier General John I{. Christmas, who is the chief 

• a ~ ,f Procurement Group, Logistics Division 6f the Army-General St if. 
[e will talk:to y0u on the subject of ',Procurement Organization, : 
roblems and .Pollcle 

General Christmas. ~ : 

GEITEK&L CHRIST~S: Gener&l Vanaman, General Holman, gentlemen 
,f the fahulty, ~and students: I-understand you work under a policy 
,f intellectual liberty down here, so v~nat I am giving you is not ..... 

~e years 
the 

~rocurement. " 

Of course, pracurement is an awfull~ big subject. It is SOrt 
,f like sin'~yoU can talk about it longer %ban we have time for. "l- 
tnderstand your policy is to:limit this torture to forty minutes, 
or that reason,~ I am golng to bear prlnclpa!ly on ~tne war aspects of 
.rocureient <for this reason: ~- In p~ace%ime,: it somehow takes:c~re of 

.. 
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i t s e l f .  You don't get very much and somehow or other you manage,to 
get it all spent. ' "~ - 2hey don't return .much. to ti~e. Treasury. All~of 
the answers were in the book. If you-oan read, you..will find them. 
In wartime, however, it is a sBrious matter. 

~ow, I don't like that word "procurement," because it acares 
you. You never hear anyone use it, anywhere; People usually say 
"buying," "purchasing," Or something-like,that. ;think it. is too 
bi~. 'I, personally , like that. good old Amglo-Saxon expression "to 
get a. thing.": " I f .  , . ..~,~ ~:.. you. are a commander and.you.tell someone on your 
staff, Get me ,s.o.me ste~l; get,me...:some artillery,' gun's, or planes," 
you don't ask too" seriously how he got them if you are reaTly hgrd 
up. 

. . . .  [ • , 

So t~fat.' is what.. :procurement ~i~s,. .......... • ~o~ng the item, It isn't. 
the little, simple matter. 0f.purchasing.'. That is too restricted., in " 
my opinion; althoflgh that may be.the thing the faculty wanted me to 
talk about° t~evertheless, withmy conoep~,i let us go ahead: and look 
a t  t h i s  p r o b ! e , m , o  ., . " " • 

Most people have, I am afriid, the c.o.ncept of procurement-as 
consisting of alot of fat and. baldLhe&d'ed Or~nance 0ffi'cerS,"~!iAwyers~, " 
accountants, ahd clerks, ,~~n a smoke-filled .r0bm, wearinggreen"ey.eshades". 
They d0n"t know you,an~ay.. Well,. the first essentialin orderfro". " - 
get along is to. know your job. When you goto theArmy-l~.avy"[game', a. ..... . 
lot of you Will go.. to Union Station. .Stop in front of ±t. If iyou ~06k . 
up at the top, you. ~ll, see..a:lot Of wise sayings UP there; saylings. .. .... 
which wdre selected 5y P resid.ent Elliott of Harvard. One of themruns 
this way: "He who would brin~ home the wealth of the Indies mus~ carry 
the wealth 0£ .t~he......l~dies..v~th':him, sO it is in traveling: A man must. 
carry knowledge:..~.Wi~h..him:.if he.~iwould bring • home' kno~l~dge," The% '~asi' • - 
written. ~5out. 300 years a~o, .It .is. in B0sw~ll"s '"~if¢ 6f'-Johfi~0n,'.' . :  " " 

and applies"'.ihs< as.muc.h in procu.r.e.~ent as ,it does "in,. anythingile~se,~ ' . . 
. If you don't ~nowwna5 you are doing, you can't do a:'gOod job, i am " 
sure you have recognized that in your line,. I would like you.to..rec.o~ize 
it in mine, • . . . .  

The mission of procurement:,. ~er~.~imply, .iS to ~'%for.the fighting 
man wh~t~ "hd[ ~ant~j ~et .it pr.omptly;,...'..If .you~ can.t. getwhat:he wants. 
get the nearest, thlng to it... Everything elSe..i.s Supporting to that'. • 
Every other action .you .take~all,.the papers, all the legal jarg0n, :and 
all that--is all 9orollary to,it. Procurement is to go out and g~t 
what the Chief ofStaff wants; wnat t h e  fighting man wants. " . . . . .  

Now t~e. human mind, very .1.uc~iiy~. ~forgets unplela.sa.nt ;thin~s; ,..,~ • . 
otherwise., I guess v~e Would all go .nuts~ or:. something. S0i fi~d ..... -=~ 
among a lot bf my colleagues, and. especially some of the younger men, ' 
that they a~e Iooking at procurement from~the Standpoint of 19L#+, 

2 
J 

I;~< ' l r~ , ;~  :1.t :Ilk,; H( I  i l .  l,~_fi.~),' 



when, in ~he Air Forces, in the Navy, andin the Army the ~ip~ lines 
~vere just burstfng openi All you had to do was to t~rnit like. a 
faucet. So I find our emphasis is going on efficient procurement, 
contracting, and distribution. 

Get yourself back to 1940; there was really monkey business 

. k  

If youdo any research on procurement, w~ich you may nave to 
do, please aon't Ioo~ at procurement as ~t was mn ~4f~ ~nybo~y could 
do mt mn 1~44. There ~s~no trouole then. It was almost mechanized. 
You could almost push ~ button on the thing. Industry was trained~ 
The Army was. trained. All of~ ~ere ~rained. B~t go back and look 
at 1940-1941, and so on, if y0u want t0 really do some research on 
procumement. 

e i~ 

snou] 

Ii 
~s 

the '~ 
tho~s~ t 
nobo~ ody 
askedi for"anything, ~hey said~ !'Sure: Just get it for him." There 
were no questions ~ asked. There wasn'~t.any bottom to the barrel. 

The .second thing is that we had allies out there covering the 
front unt:ilwe got ready. It took three years to g~t these factories 
bui'lt.i ~Our whole attitude was not to accept anything unless it was 
just right.~ The~ ~ would not accept a rifle if it had any kind of a 
scratchjonit. It v.~as a perfect gold,plated, fur-lined war. If you 
have got to have a war, that's a nice kind to have. " . 

But I judgej just from reading the papers (like ~;,ill Rogers), 
mayb~ th4 ~next war isn't going to be like that. idaybe these chaps, 
our enemies, are going to catch on. They will plot this curve and 
say,,l~ we lost. America has won tvrice because we gave them time 
to ~ prepare. Now let's sock theni when they're net looking. ~' That 
is.som~tP!ng to be concerned about, gentlemen. ' It is my feeling that 
in approia~hing procureme1~t for the future we.must bear in mind, first, 
the' possibility that  -~-e won t ~ have muoH~time~ and, secondly, like 
General ~Le'e; we may have to improvise;, we are going to have some of 
the fellows wearing black shoes and have a rlfle tn t iS not cut just 
right, and eat something that isn't just quite approved, and all that 
sort of t;hihg, l~aybe we won't.: But we 0ught to think about it. In 
other wordS, ~mprovisat ion. 

It is easy to read anyti~ing. ,Bill Jones can see they are to 
have these miscellaneous tanks~ or so many bexes of serum. It is all 
there. They can-read it in the equipment tables. 
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However, there is a more important phas~ to consider. Suppose 
t • 

you have to make the command or managerial decision. This stuff 
~as to go over. If you don't send it over right away, they will 
lose the war. ~:~hat can they go without? -~hat. can you substitute? 
You really have to USe your head'. This answer is not in the books. 

So if, in your quiet moments, you have thought about this kind 
of thing, maybe you won't be so shocked when it comes up. ." 

I understand you have already had Public Law 413 discus.~ed very 
ably. ~ noticed in your curriculum book that Admiral Ring is going 
to talk to you on the coordination of procurement .under Unification; 
that General Brannon is going to speak to you on the legal aspects 
of procurement. So I am not going to show you any fancy diagrams or 
talk to you formally. 

Howeve'r~ I thought you would bear v~th me if we took up an 
actual item. It happens to be a land item. I like to talk about 
something I know about. On land, nowadays, the tank is pretty well 
recognized as being just as essential to the Army as the airplane is 
to the Air Force, or a battleship or carrier is to the Navy, I 
have also takenthat because it is a complex item.. The procurement bf, 
say, soap% "or things of that sort, is relat£vely easy. There are people 
making it and if you are willing to pay for it, well, t['~ey will be 
glad to sell it to you. If your demands aren't exorbitant~ you wfll 
eventually get 10ts of soap. 

Let,s take a difficult one--a tank, airplane, or aircraft carrier. 
They are really hard. Suppose a war should break out and any one of 
you are "it." You have to get going on this tank business. You have 
just finished your course of study here in the College. You go out to 
your new station. They sentlyou because of your record. Y'ou hsven't 
been there long enough to know about the customs and procedures. Yet, 
you" have to get going on this tank business. ~ow what would you do?. 
What do you have to do? 

The very first thing you have to find out is if'we have a design 
that the fighting man likes. Then, if you have that, you first must 
have some drawings and specifications. That just means you have to 
go out and tell people what youwant. Again, the thing is so complex 
you can't recite it and say, "I want shoes sized seven, D width, and so 
on." It isn't enough. It~would take you days ;and months to recite it. 

You have to study the drawings. You might-think that is a simple 
matter. An article like a tank is designed,, largely, by the Government~ 
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that is, by the Army in this case. There will be a large stack 
of government drawlngs, but %hey wmll not be suffmcment. There 
v~ll be thousands of commercial components in there for such 
thing s as generators, instruments, and things like that. You 
must~have all of those. And theywill have te be right. 

Then therehasto be a specification. Practically every 
drawing willsay, "This hss to be made out Of this quality of forged 
steel, or this kind o£ brass, or this kind of copper or alloy." The 
specificationsmight mike anice .40 foot shelf. You must have all of 
those around. A fellow can't make something if you don't tell. him 

what he is to do. 

On your net assignment you would be lucky if you found all that 
in order. That is not criticizing anybody. First of all, these 
things are in a state of flux. For example, on th~ new M-26, or 
Patton tank, already in procurement, they are now making changes. 
So you nave to get all those revisions in there and get all of those 

drawings together. 

If you are luc~y, you mlgh have a set of those drawings in 
shape. Before you have that, you haven't anything. ~ Tha% is oneof 
the things that industry can't help us with. The only way the Army. 

, I ° • "t the Na~y, and the Air Force can do anytningahout It is o have their 
drawings and specifications ready~ we didn't in the last war. In 
many cases, I tnlnk we are better off now. But we are not perfect. 
It isn't a very romantic thing. It takes a lot of work to get out. 
the drawings. It would take probably a year • for a hundred engineers 
and draftsmen to get out the' dra~ngs, charts., and graphs that I 

mentioned. 

So then youare ready to go to work, If you are lucky, you will 
have' your drawings. You are not going out ther~ with your m0uth 
hangingopen. If the manufacturer says, "?~hat do you want? ~hat do 
you want me to make?" you want to be in a position to say, "All right. 
Here are the drawings. The truck is outside, m If you can do that, 
you have been victorious, 

Before you can go to any manufacturer you have to know whether 
you can use him or no~, Naybe there is someone from the Air Force 
already out there, He flew out. He could get a plane~ you couldn't. 
Maybe the Resident Naval Inspector has already been there, He wants 
them to make torpedoes if the plant hasn't been allocated. .,ii three 
of you hav e to wrestle with this chap in industry, 

You see, our Government doesn't run like Hitler's. You can't 
just have somebody up here in R@search and Development or the Munitions 
Board say, "That plant is going to make so and so" because the plant 
manufacturer will say, "The h--- you say." First of all, he ~ants to 



make, quite naturally~ something he knc~s about. Suppose he is a 
truck manufacturer. If you needed any of his trucks, he would 
first want to do that. Secondly, he wants to make something he 
thinks he can do. He doesn't want to make a bad performance for 
his country (or bis~c~rporation) , so he must be listened to. 

We do have the mandatory order. I can tell you, having been 
connected with spending over 15 billion dollars i~ the Ordnance 
Department of the Army~ that in the iast war the m~ndatory order was 
never used that I know of. You don't set work done in that way. The 
way you get the manufacturers working with you is to have them do .... 
something they know about and haw them cooperate with you.~ So the 
first thing you must have is an allocation. B~t allocations are not 
given out unless the manufacturer a~reed witch it, You would be in 
competition with your Navy coll~agu~ ~:ithyour Air Force colleague:, 
on this thing to see if you c oul~ get into the shop. 

The ideal orsaniZation is that we have all these plants allocated. 
That doesn't mean just the main plants. Suppose you have the Intennational 
Harvester's factory at Moline, Illinois. When they made tanks in this 
last war, they had some 3,300 subcontractors working for them. Sojyou 
see, it would be somethingto put them all together. So you have to 
get these foundries, gear-cutting works, wire mills, and all kinds of 
people to support this thing. Our staff in the Munitions Board i$ wcrk- 
ing assiduously with the three departments to get that facility allocation 
accomplished. Without it, there would be much more confusion. Another 
thing, I:don't thirLk there would be enough money in the country to have 
all of these ready on D-day. There is bound to be some scurrjing around 
to get the stuff. The allocation of facilities is an enormous job. 

That is not all--some of the ~epartments are" pretty lucky--the planning 
you can do for procurement. You can have all of~/the contracts, written, 
with a red seal on them, ready here for the people to come in arid sign. 
Everything is just as pretty as you would want. The thing is all.filed 
with colore~ tabs. But even v~th all that, you are still playing paper 
dolls. 

In my opinion, the:great~st preparedness measure is tc have a 
limited amount of productigm, going on. ,The Air 'Foroe~is doing that. 
It has be~n brought out in the Finletter report entitled "Survival 
in the Air Ag~." There is no preparation that beatshaving a little 
bit of something going on. It's like usSng a car. If you run along in 
first gear, you can aceelerate mu~h more quickly than if you have to 
start from a dead stop. That is even more so in the matter of production. 

May be this poor man you select has never made the artic!e before. 
The article he had been making was as much like whatvyou want..:sr 



training at Fort Benning is to actually being over in the war. 
T~eo~e SOmebody in our manage" ~nt must decide in each case 
how much moneyforprocurement planting; how much money for actual ~ 
producing of the articles. It doesn't have tc be so v~ry much 
for current procurement, but it should be continuous. 

So pl~ase bear in mind that..~ d, on!t want to s@ll industrial 
mobilization (w~ich is an ele~ short; I'll come 
to that later cn as a part of have to try and 
see the big picture. You potential Commanders and Staff officers 
should always try to s~and back and see th e picture. Don't get 
oversold en one thing, like some of those people selling medicine 
that is gc~d for both dandruff and flatfoot. There is nc Such 
solution in this game. So remember to stand back and get a broad 
view. Be sure you consider a11$he elements. 

I mentioned briefly a.little while ago selling the contractor. 
1~ei!, facilities maintain in peacetims sales departments. In wartime 
they quite naturally maintain ~a~s~r~$~t~e departments. For some 
good reason, no d(;ub~, there a~e Sti~i ~ i~t: of small firms and even 
scme good,sized firms that have n~ver d~t ~th the Gov~rnmento it 
is just one of thcse mysterious ~ings, ThQy:ar e not accustomed to 
our system. They have been to6 busy ti stUdy it. Now your college is 
sending team~ cut to acquaint them with o~r problems. 

Ncw: ~@hen representatives in industry see that the Procurement 
Regulatic:ns 10ok like a New York City telephone directory~they will 
get thicker later on--they immediately get frightened. YoU have to 
wln their conf:idence. Ycu have, tc ~ convince, them you are just an 
average AmeriCan boy who, instead of going in the automobile business, 
went in the Army business. 

You have to get acquainted with them. They~ar-e used tc doing 
• , ~" m business with individuals. They don't want uo cc~ e down here to the 

Pentagon. ~ T~ley dcn,t•want to see the direct~.r cf such and such a 
branch. They Want to get h~)~d of Some individual so they can proceed 

to do business. 

In rocuge~ent, if yt:~u will make acquaintanceship ~ith the ke~men 
in industry, in th~ engineering socletmes and trade ass o~matlonS~ your 
path will c:ertainly be smoother. The pay-off iS that you will know 
businessmen. Th@y will give y~u all kinds of advice and he!p, If Zou 
write them an official letter and ask them What they think about so 
and so, they Often won't commit themselves. But if you ask them over 
a cup Of Coffee, they may say, "~:$ell, I think this whole thing is " 
crazy; Joe. You ought t'o do it this way." It will pay off in wartime 
for ~he Armed ~Foroes procurement personnel..to continue the efforts 
going on nov~.~ .~to get. industry: to ~know what kind of people we are; to 
.get to know individuals.. You can't do too much of that, in my opinion, 
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I think this policy of the Industrial College is goingto.pay off: ' ' ' 

a thousand percent in that way. 

The second reason, "of course, •that tflexdon't always like to 
do business with the Government ~is they don't want to be overloaded. 
The fellows who. can stand on.tkeir own. feet and make money_ Hn peace- 
timeare the fellows who can do. the. job. Some of the dollar-a-year 
men, the smart chess Won't take on too much. So you are going to 
have to convince them of the. importance of your project. They don't 
want to come a .cropper on any~>hing. Zf they had to manufacture any- 
thing like a torpedo, they would be afraid of it o They ~Vould say,~ " 
"We don't wan~ to do-that class o£ work," You will .nave to convince 
those people and help.them out~ 

You will have to convince~the contractor that this thing won't 
hurt him;-that he won't lose any money, He has been brought up.,. all: 
his life> to Shand on his ovm feat, : There isn~i any pay check coming 
in from any place regnlarlyo He hms been used to sta~ding on his o~m 
feet... He has. been used to thinking of efficfency and cost° Row he 
would have an entirely different thing to think about° You wiil be 
amazed at him; he will be amazed at•you. If you live with th.ose 
chaps--go out .on.one of those courses and serve a year with industry-- 
you will learn from them and you will, at the same time, make it easier 
for us to win the next war. 

The next thing you have toworry about with him is subc~~.~.actingo 
His natur~al desire in many cases will be to oet~ you to e.~.~.,~ some 
additional buildin~ put some more machine too'Is in for him~ and 
so on. There are a number of reasons for that:-!.le is thinking of 
his~past, usuallyo He knows .that if.he actually controls the wliole 
operation he will make more money, and so on. 

[ 

That is not so much now but, it takes a long' time to change ~- 
people• But if we have the bad situation of 19dO that I mentioned 
earlier, .you v~,.Till have to say, ~'!nstead of putting up this building 
and waiting, for all these mi!lin~ mac.hines, let me find you a place, 
say this.brewery, down. in. Sto Louis. You can send ,your gear blanks 
down thwre~ "for macnining.~ ~~ ", o = ~ , n  g o x n g t o  r.'esist t h a . t o  

Certain industries are used to-it; others will fight: it. I know Geheral 
Vanaman has had experi@nce in. this subject.,_, ~,~+ ~.~, is a- part of. the 
procurement., officer's job,,you see. ke has to get a~ay from ihi~ d.esk, 
all those o~f.fice people, and all t~~a~, smoke° He has. to get ou]t..and 
move around. .. 

The next {hing.you have to decide on is the method of procurement 
There are all kinds of Vfews on that kind of thing, Our .experience in 
the last war proves there are a lot of different ways., to skin a cat. 
I advocate if you have a complex a,rticle like a tank--and it is 
complex--you try to get some strong management that makes automobiles, 
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or compressorsj or tractors, or Something lik.s that, ~o t@ke over 
the whole tank, or as much of it as possible. You don't want to 

~.~rKS~ a n , , ~  ~&wy~rs. ~laVe to hireall the expediters, ~ ' " ~ ~ " "~ 

The Air For.cos use successfully a somewhat different system, 
"~mth a verF high proportion Of gogernment-furnished property. That, 
no doubt, will be discussed here later on. '. i .d°n't know ~x~coly ~n~ 
.~O~mw:~o~n~ ~ocr but: it work'ed. The~,~ got an av~ful lot of airplanes 

in a. ~u~r~ • 

Curiously ~nough, in the early days of the war--this actually 
happenCd--a sm~ii business group came down and said they wantad all 
the drawings of a tank. We told them how hard it was to make. However, 
they thought we would get this little shop out at Squeedunk .to make 
the wheels and a furniture company at Jamestown to make £he seats. 
~eli, to make a long story short, they picked up all of the easy stuff, 
the easi~r carts of the tank, And right here I would like to say nobody 

was anxio~ 
such a ca~ 

of contra( 
to the me ~ 
equipmen~ 

ion, and in 
from hundreds 
,so your minds 
each type of 
if you are 

going to ~ Force Procure- 
Jepartmemt in 

ment metb 
• -. ~-~,-- ~A ~:~rhar, s the Nav~ has a ~hird method, one connection wl~n ~nK~; ~,~ p~ w ~ "J 

with whi6h I am not familiar. 

bring that up because  here is sometnng else in the air 
besidesI ~mmidity. Someone always wants to standardize everything. 
I moan the shippingtickets are all going to be a certain len gt. h. 
Th~ywil!all be of the same Color. You are all going to do the 
same thing, Whether you are buying ladies' hats, the l~ashington 
montumcnt, or something else. But industry doesn't work that way. 
And I don't know whether we can do it or not, I think the activities 
and products of the Armed Sexvices are too diverse. After all, we 
h.~ve to live with industry. ~e don't have a charter to make industry 
over alt~ioUgh some of us may thin!< so. Even in time of war we don't 
have a ch--.rter to make it over. ~e nave to adapt our situation to 

industry. If we don't, I think we are sunk. - .  

NOw you have a/factory for~your tanks and some supporting sub- 
contractors. The cdnoractor has said he can handle t~at kind. of . 
work. "Ho~ many, Colonel?", he asks. ?iell, you hadn't been thinking 
about it; you had too much else ~o do. "V@hat are the.requirements? 
You find we:have a new mobilization p!an~ we'll get the new require- 
ments out next February." ~I%'s November now,) The IBNI mach.znjs 
are all busy On some other things--counting necktles, or some~nlng .- 

like that. - 

!. ..... : 
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You wonder what to do. .You are a well-trained officer. For 
twenty or twenty-five years you have always done what you were told 
and not strayed teo far afield. Nhat are you going to do? You are 
going to have the moral coura6e to estimate the requirements and 
give.the contractor a figure. It doesn't make much difference whether 
you tell him lO, O00 or 50,000 bscause he can't make many by the 
time they get those figures ou~, anyhow. The second thing is that 
he doesn't care about your requirements, believe it or not. All he 

wants to know is the monthly rate of production. I can't emphasize 
that too much. That is thel only thing he cares about. How many a 
month do you want of this thing? Thatdetermines his pay roll; how 
many shifts ne works; how manytnousand square feet of floor space 
he needs, and so on. 

He must have that. But if you don't give him that rate, the 
first thing you know--suppose you need 50,000 tanks--you s~y, "It 
isn't necessary to nave them all right away.,. Zell, suppose he 
builds a factory that can make 10,O00 a month. If you are lucky, 
in five:months after the factory is finished, you would be through. 
You would ruin our country that way. ~e did a little of that last 
time. 

So you must • set.a production rake, That rate must be som@ 
compromise between the ability to make at the earliest what the 
fighting man wants and the ability of the country td handle the 
facilities. He will ask you for a rate, He is not remotely inter-" 
ested in'the total quantities so long as you pay him from day to day. 
That matter of fixing a rate doesn"t come up enough in peace, I 
don't know whether it is included in any of your literature down 
here, or not. But I can firmly defend tz~at. I ask you to be sure to 
consider that question of quantity per nlonth, In procurement you 
must state the rate. -. 

The next thing this chap i~ going to talk:to you about is 
facilities. You are goizg to Have to fight againsthis desire to get 
new facilities, which is a natural.gr9wt h out of his business Success. 
Secondly, if ~e has a fixed-price Contract, you will encourage him to 
do that. Suppose he hasbid, und'~r a fixed-price contract, on a 
queer Army design of an item~ (say a chair), he had never made before. 
~ell, if he has a great big order, it will pay for him to get a big 
streamlined factpry. The bigser and better the factory, the more 
money he will make. That is the natural urge. He has made a firm 
bid. His next job is to make tl~at chai~. True, you want a lot of. 
cnairs but at the same time y0u don't want him to wai~ two or three 
years and build himself a brand-newfactory if he could make use of 
some existing facilities. ~ ~ • rh.at ms sometnlng 7ou have to bear in 
mind: People don't change. This man has done this wonderful job of 
building up American industry by efficient production. In other 
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words, .,he, is thinking unconsciously of the cost. e!ement, whereas you 
want to get something done quick!y, and partly regardl@ss oflthe cost, 
But you ~ave~to furnish him., in any Case,. certain buildings, tools,~ 
equipm~ntj jigs, and fixtures. That.is an element of procurement-.. . _. 

I don't know -ivhether I am trespassing on someLhing that is. in • 
a la.ter lecture or not, butwhat. I am trying'to .say here is that pr.o- 
curement is. not the simple meeting with people ~k,. 
m ke a t h0 s nd tankS, your price  Pl, c  n ent 
so on. That is not procurem.@nt. Thatis" .not the kind of pro ur: 
we know o£ ~in war. Y0u have to ~et facilities for this chap.. '.You 
must try to wangle out of the iJ~dr Froduction Board, or whatever.' 
agency we have in the next.war tha~" does the allocating, the things 
he needs. You will • have to-find them wherever you .can--carbarns, • 

br-eweries, .or ga~ges. 

True,. the contr ~ctor ~-~I! do some of it, but you will have to 
do it too, especiallyif he .is: &dyerso tolit- You mayfind he doesn't 
like it. In. that" Cas'e'. you v~ill have to w~ him Over ahd Show him 

" that this-stuff that ths subcontri'ctor [makes iS all right; " 

ii!!!ili!!ii~iii~~!i~~~i~i!ii~!!i!idud, cil ill. !i'~ i!!. .i a ii ; !li!iil '!,, !!!! !! i i" i,.i I illif!, i ! " ~.!;'-i i !lg~ng 
for a fixed price. ,• If the contractor asks. for enough money o-n'.a. 
fixed-price c0ntract in order to protect, himself, you will pay too 
much. -If. he asks too little, he will be likel~ to fail. Yau want him 
to go. along i or he ~von't be any good to you. 

You are forced ~o. makea cost-plhs-a-fixed-fee type of contract.. 
The public has the erroneous idea, on that type of contract, that the 
more a.man~spends on the tank th~ more profit he gets. That isn't so. 
You will agree with him that thistank .is: estimated, when it gets into 
quanti~ty production, at ~80,000. You are going to ~ant so many of 
them•. 'YoU agree on a'.fee. He gets that fee whether the price goes up 
to twic~ that or goes do~lbelow that .set fee, So there is .no urge to 
him to m~ke the ,tanks more expehsive. 

You negotiate a cost type .of contract which requires that the. 
Government- . out. auditors in, tn~re to sea. tn~t. the. bills, and, the pay • 
rolls he submlts ar.e ~ight., V~hen he says he bought ~.l,O00 ~orth of 

. . • 7 7 "~ _~ ste~l last week and somuch copper, a~ o:f tn~t. must be •in.order•. The 
.Government has to audit'that report. You must audit it promptly~ too.. 
Yt°UnhaV~ethspaY'ohpmy tAft:rm~il ' ~euisnlttrun:ing.at~,charity organiza- 

And in many cases, under la'~s which do not exist now~, the 
Government will i-,ave to finance him--not many of the bigger companies 

Ii 
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but the smaller ones Will have to be financed. The inventories 
and pay rolls required are too great. They can't take car@ of it. 
So you will have to go to the Chief of Finance to arrange that. I 
don't know whether you are goingto have a talk on that or not, but 
the war f%nancing of industry is a very important thing. No matter 
which way yo~ look at it, in the end Uncle Sam pays for every, thing 
in a war. You can't expect the manufacturer of a line of goods he 
didn't know anything about to take the ris~. He hasn't any control 
over wage rates, by and large, or even the prices of commodities. 
So you can hardly expect him to take much risk. Just be mentally 
prepared for the fact that Uncle sam is really financing this venture" 
and hiring this man to do it. 

Before the last war we had a procurement law that had virtually 
no flexibility in it. In the early days of that emergency, bef0r@ we 
got seriously into it, our ability to procure was very much inhibited 
by that. Ne now have this new Public Law 413, that ~r. Andrews, 
Assistant Secretary of the NJvy, spoke to you about. It states right 
on the very first page tnat when an emergency~it doesn't even say 
"war"~is declared either by the President or by the Congress, you o~n go 
ahead and buy without going through a lot of red tape. In other words, 
it makes 

our peacetime preparatory measures much more sensible than 
before. There are some eighteen exceptions, which you may have studied. 
They should have an enormously good effect on industrial mobilization 
and procurement planning. You can place a contract with a fir~ in order 
to kept it alive or keep it in operation if it is important to your war 
work; you can place educational or study orders~ and you can also 
negotiate to get a standard article. These are the three most important 
features. These are things you couldn't do oefore. 

~hen you get into this planning work, wherever you are, you now 
have a fine instrument that Congress gave us to accomplish the things 
you are learning here in the Industrial College in planning for 
procurement. It will help us to do a better procurement job in peace- 
time; much more intelligentand mhch:better procnrement in ~artime; 
and more particularly, getting ready fo r it. 

Now it isn't so flexible a law as PeOple in industry are used 
to where ~ney call up Bill (if it's p&int they watt), ar~ say, "Look, 
send over so many gallons of paint.,' But it is a big improvement. 
People in ,industry recognize that. ~e must not abuse it. 

ro o o oo to 
it took as long as a year to get a fellow 

Lo slgn a contract. Hence there was an instrumentality called a 
letter-order in which you wrote, very simplywhat you wanted. You, 
in allprobability, will have to use that kind of thing again. It is 
very seldom used in peacetime, at least in the Army. On the other 
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hand, it's , l i ke .  good~ eating~• lone can overdo, it. People. would.take. . " . . . . 
t l&e l e t t e r  ~ o r d e r ~ ; ' ~ n d  l a t e r  t h e y : w ° u l d n ' t  s i g n  u p  t h e  c e n t r a c t ,  S i g n -  
i n g  a contract (is a pretty essential things, especially with the ~ove~n- 

• " . . . . . .  ~" e o u  m ~ s t  h a v e  s d m e  • " 
ment w h e r - e ' p e r s o n n e l  Changes £~equently. " o~nc y : , z , , _ ~ z ~ ' ~  ^ _ ~  

• ' • , " . . . . .  "- " ', h a v e  to u s e  a £~oo~.-u~u=~ 
written e~idence as ~o what was: gozng on,- you . ~ ~ . ~ ~ m:ne said 

. . . . .  ted, :Bht Idontt know. one ,la,wjer ~-r~ena o~ ~ t t h ~ n  s s ~ a r  . ,, . . . . . .  , , to ~e g . . . . . . . . . .  e k ,  ¢ou , . - - d , d o  a . c o n t r a c t  mn a w e  . - ~f" both ~aw~er, s were smart they coul. , .. . . . .  . . . . 
- • , " " ~ h a t  w.hen h e , c o m e s  d o w n .  ~, ~. ~ , ask General Brannon aoout . . .  

. , . .  

r i g ,  

h a v e  t o  foa-ke:. " C a r e  m'f ; c h a t , ,  . 

• " • " b ive y o u . a r e  ~oing to You have' to set up for inspectmon. (i el. -~ .'~ g ~ ~-'-ctl'on 
receive ~some •special in.struc~ion in .ti~t subject down n~re.)I~ 
is one of the biggest headaches for the fiery .simple reason t~ha'-~,' for a 
lot Of pr:actical rea~sens, ' nobody in the Services pays too much attention 
to it. It is easy to set Up iinspeation and tell some boy tO~ memorize 
t h a t  a n d  go  a h e a d  and -foild~" i t .  D{ring w a r t i m e  y o u  w a n t  a f e i l o w '  
smart enough not to follow i~, .That is.v,'h~r, el it is hard to getLpeople. 

Going back to this contract we were talki:ng abOht, your boss 
has prO~sed a commander overseas tl~at there will be 200 tanks leaving 
the Port of-'New York.on December first. You nave only• one place to 
get them--out of a particular factory, All the others are allocated: . " 
to the Pacific or some allied nation-. You'v~[ll f~nd a lot of armor 
plate t:~at d i d n " t ' q u i t e  m e e t ' s p e e i f i c a t i ° n s *  A r e y 6 U  go!n-@ t -  e t ' a k e  it, 
or not ~ The average Joe inspector would just reject it. WeAA, zor 
one thing .he doesn't know enough about armor plate. He do.esn!t, know 
enough about the urgency. It ~ill come up to you, the resmaen~ .¢e~ow~, 
or you, the top man, a ~d ~ you are going to.have to dec~de. ~ow eve 
though that armor •plate may :be inferior in quality; you are going to 
have to ,sav.~, "~hy, sure! They've, got to have these tanks~ ..Let - them' ge 
with that armo:r plate On them." And mf ~t's too ca d, you m,~.y catc 

~ o n ,  t f  : , : e ~ t  p C h c t a l 7  ~ d P : r t ~ e  o f ~ h ~ o m ° d o ! n : : y a ~ o t ~ O U f m : ~ : t a ~ - v e ~ r s ~ : :  . "  
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You will be faced with that kind of a problem every'day~ • You 
will have to adjust the fact that for this inferior armor plate the 
contractor doesn't get paid as much. Those'decisions c~me up all the 
time. Aye you going to takethese tan~S, these guns, this ammunition? 
That is why~ make reference te this quotation on Uni~.~ Station. If 
you don't know the best grades of armor plate from a b~lliard table, 
you can't make the decisfon. Someone in the procurement category of 
tanks or trucks must know enough about this inspection to make these 
decisions when they come.up, And they will come up inevitably. 

The bad headache in the factory is that the inspectors and 
manufacturers sometimes won't bringthose things to your attention~ 
Unless he knows you or your men (as I .have ~dvocated to you), he may 
not bring.them up~ He'll go in the back room and gripe, "Those dumb 
government inspectors turned down this bayonet.because it was a 
sixteenth of an inch too longand the scabbsrd is one-half inch longer 
than the bayonet, ~haZ's. the difference,": The inspector is guided by 
the drawings. So you nave to get thosedrawings changed, in thi~ case. 
You have to correct thetolerances:hnthose.,.rejected bayonets and use 
them. It's a big headache. I don't know the.a~swer to it, except to 
have an inspection course somewherq. But we can't spend all-our life 
goingto school, . " 

J 

Now you have contract administration going and ever3rthing is 
lovely, If there were any justice in life, you would be, a]-.o,>~a,~ to 
sit. back, rest on your oars, wait for a promotion or an ove.:~-'.-a~-: 
command. But you've just started. Now you .~et out there and ~cratch-- 
and I do ~ean scratch, There will be all kinds of difficulties, You ~' 
ha.ve, to go out andsee that these machine-tools promised .you out in' " 
Cincinnati aren't picked up by some Industrial .College classmate.-of 
yours in the. Navy who wants them for some submarine project.:. ~e is an 
aggresiv~ sort of fellow. Mayb's he would go do~<.-.,., a~ ~.al~: a ~ :~ttar 
line than you do. You will have to be "on the ~ "  ~,~ . . . . .  ; ' . oal . . . . .  "- r'.~,.:c~'~ a . 5  ; J . z l  a 
game of football except in this case you don~t ,gob hurt ~'~,':]'-r- 

You have to go out; you can't do:it from your desk. You send 
a smart, aggressive youngster'Out, You tell him, "Go out t.here and 
don'~ comeback until you have tho~,m r~',a.ll.,ng4 ma ̂. -.b~,nes," .q "~" ..... ~* y,u to 
ride the train ~ith th~m~ -i want, --~.. '-~ ., 

This is the way. we. got stuff in the- last wa.~-~o i~., v':on?t. come ~¥~..~.g~ "~ " in 
if you just sit there at your desk~- So I. c.an~ advise you to do 
anything but just get" out there and scratch, " - 

I am reminded of a Story they: tell 'me about General Knud~sen. 
You know, when we were in the war~ along about- 1942, th~: Yet out a 
Controlled ~aterials Plan, which ,was a ve~-.%;- ~%:ensible :~ia~b v~m~A~eby 
eriticai materials were controlled and rat.~-~...~ed,~ . It was a rather 
complex thing. A number of lectures had to be given throughout the . 
country in Order to acquaint industry and its key people with it. 

14 



General Knuds~ntook part. At one o£ those meetings, after ~he had 
given his talk, a man in the back Of the room, whom he ~ evidently 
knew~ got up and said, "I ,m all mixed Up. I 'm a little worried. 
Tellme frankly how we get material under this new plan." The 
General looked at him and said, ~'You get it like you always got it 
when you were working ~'ith me: Get out there and scratch £or it." 
No matter what the system is, don't ~ forget that. 

There, agaih~ if you pick a good management, it will help you° 
It is used to tne expediters. It uses ~ them. Expediting is a regular 
trade~ That ~s one reason that~ in my opinion, if you had a Choice 
between placing a- contract ~ with a good management that had ne plant 
and a poor management that had a big plantj I would pick ~the former, 
~fter ~ll, in the ~echanized Age it is still brains that~win. They 
~ill get something out for you.~GoOd management will make a lot of 
difference how successful you are.and how successful We are. 

I a~ engineering 
changes. Ine is ~hat the men 
who desi~_ ....... ~ ~ tell you about that,. 
You remember th~ the radiator wasn t big enough; or on 
a new airplane there was something.wrong'Wit h the landin~ gear, They TM 
do the~best they can, Thes@ things.are very~c6mplex. You v~ll have 
a lot of bonehead <and other miStakes.on draftings th-at have not been .- 
in production for a wh'ile. ' " 

You will find a lot of thin~s on your drawings that you can't 
get. YoU have to get rid Of ~ them. In this last war, for instance, 
they first ~took all the aluminum out of the ~anks; then they went 
back and Ordered us to use all the al~ninum we could. First it blew 
hot, then it blew cold.: ~hen General Vanaman wasn't using aluminum, 
we got some. Then, in time, it got sort of plentiful. 

. 

NiCkel wasn't available for t~e making of many parts~ so we had 
to change all those parts that had niockel in them to use carbon steel. 
The carbonis just about as good but the machining/time iS longer. So 
they had to change the whole setup in the shops. That is not Something 
you will control, but you will,get it all the time to manage. 

Then the tactical requirements will be ci~anging with use of 
your equipment, Troops ~ll find things Wrong with it in the states. 
The overseas combat commands will find things wrong, • 

You will get changes not by the dozen, not ~by the hundreds, but 
ycuwill get them by the thousands. I mean that, literally. In the 
early days of production we used to get an many as 2,000 or 3,000 
engineering changes a month on combat automotive eqni.pmen~ alone. I Understand 
the figures were high also on airplanes. I don't remember the figures 
but they had plenty of engineering changes, I know. 
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I remember when I testified after the war before the .Stilw.ell 

Board on equipment for the Army I was asked why we had to, have so many 
engineering changes. ~.~,hy did it take so long to put them in? Those 
are some of the things you have" to kno~,v. Thsy will inevitably come up. 
You v~ll find this whole operation will be on you, on your inspectors. 
All of the headaches will come right up to you. That is why I say again 
to re~,d that verse on Union Station. You will know at least w~at you 
are going into. 

Thbn yo fl Will have spare parts to worry about. The manufacturer 
dcean~t care what he is making. To him, it is all ,parts~" After. he 
has made the part, he doesn't, care whether he puts it in a box labele~ 
"spare parts" Or assembles the parts. It makes no diff.erenc~ to him. 
An airplane or a tank is just a bunch of parts~ to him. He can deliver 
them any way you want. .. ~ ..: 

In the early days of the war we made as many end items as we 
could and sort of forgot the spare parts. That happened. It isn't 
any theory. 3~e were all a.party to it. Later you ~.~ll rearet it. 

• y . 

It is going to take a lot of ,moral coura.ge to say, "I have 1,OO0 
engines here. I'm going to assemble only 700 tanks and the 300 remain- 
ing I'm going to keep as spares," The manufacturer.will wonder~ the 
people and newspapers will wonder, in the early days of a war. You 
have to show some coura.~e to buck public opinion, However, in 19~2, 
in the Ordnance contracts, we wrote in that for every hundred vehicles 
the proportionate spares must be delivered concurrently or makers 
didn't get'their money. That helped a .great deal. 

Before I leave that, I would :like to ss.~ you will find many of 
your b~siness friend~ can't understand tile number .of spare parts we want. 
You see, they have been making an article comparable to ours .and it is 
running on a nice cbncrete road. Ft{rther, the fellow who needs a part 
pays for it out of his o?a~ profits. That holds his demand down; like the 
dickens. It's a good reg~lator. Just to cite an examp!~,, for one type 
of Vehicle which was a commercial vehicle:, not. a tank, our demamds were 
some thirty times the parts that that con!pany had <made'for:.theL same 
vehicle in peacetime. It:was explainable; but you have to explain, it. 
}{e is going to say, "?~ell, t~.e colonel's pencil must have slipped." 
He simply won't believe.it. He' iI. say, ~'~J~hat .in the -world are you 
going to do with allthose parts?" He doesn't think.you have room for 
them. You do need them, and weJcan.demonstrate.th~t need.. It is .just 
another case where yofl have to Sell your idea because when a man isn't 
on your side you Will get only cold acquiescence; you want' hearty 
cooperatioh. It is a part of your jgb, Start it right by knowing the 
man in peaceti~e. " " . 

Both'theAir ~ Ford@ ind the Army f0tu]d that you can't delive.r, the 
finished article from a factory, wlth five: gallons of gasoline, ready 
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- over the ground. So 
for the customer to take off intothe air or 

' ~  Dmfzerent-alledusers,°urs Tank Depots.different . . ,  , ~ .  ~ ~-~ ~ *  , , ~  Modif~cationCenters~ w e  u .  

Io% different~ 
theaters, ~ges that had to 

Also, we n~ ~. ~y--7-~ - ~ ~- w~re ~ut on in the factory, it 
, at the las~ mlnu~e. ±~ u~=j ~ ~ . . . .  ~_ ~ 

production. uon'~ 
I ~ from stability. 

much of that in the factory, for high production comes 

AI~ so, one contractor will take 6Tearer• responsibi&ity. "n the thann, already 
, "~rom one man ouwill get a tank lnclud~ g gu another. ~ ' Y . - .......... + . R~ a~ her manufacturer 

~ ~ 'tion racks, and all ~ne ~ ,  . ~ __ot _ - . nted the ~mmunl . . . . .  ent mou . , ~ • e flre-control equlpm 
is afraid and he wiAl only m~ke a tank mlnus th 

"and not much else. 

So, since these ta: 
into this one centra! 
war. . ¥ , e  h~ve never de 
interesting~ I think~ 
so far as I know,:put 
they, General Vanaman? . . 

7ou have to get them 
.,creature" of the 

5icle before. It is 
, without any consultation, 
for airplanes. Didn't. 

GENERAL VAN~v~N : Yes~ they ,.did. 

• ~ 4 S: Now I,would like to mention briefly inter- 
.... ..`.. . . : ..... ~ ' nave. It may nave 
changeabilmty. It ms a very expensmve thmng to 
been decided for you in peacetime. But if yofl are one of these 
procurement project officers in wirtime, it is not unlikelyyou will 

have. to decide it. ~e had tO. 

prohibited by time and cost. In things like machine guns, where every 

part is gauged,, you can take,he parts an~h~tat~ ~ a~r~bleb~eb~i~ 
and make guns 0ut of them, !ou can ~aKe -~ , . 
and again ma;ke machine guns, To do this takes a lot Of time; it takes 

a lot of special, expensive gauges' 

It isn't necessary to make a tank entirely interchangeable. You 
can and do ma~e them off the san~ drawing, sure; but that doesn't 
mean tney are !ntercnan~eable. For even though yeumake things off 
the sam~ d~awings, you can make errors. The michine can make errors. 
That deesfl ~ t mean they are ~in~erchangeable;~not. Until you put some- 

thing on tO: measure them, gauges. - 

at'" But you may nave to make the decision. There ~retnlngs th 
interchangeable, things that wearout, llke breecnblocKs 

musZ be ° n 
and pistons. If tf~e decision hasn't been'made for you--and o±te it 
won't have been made for y0uL~y ou must make it. It is something you 
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will have to think about. If you don't knowwhether something is 
interchangeable or not, and have to decide, youwill hold up the job. 
If ~ou donit have the information, it will be difficult to obtain. 
If you are lucky, those deCisions will have been made for you. At 
any rate, it is something to think aoout. 

, So now we get to a sort of summary of what I would like to 
tell you about wartime procurement, 

i 

Nobody can tell you to ignore all you have learned--all the 
discipline, allthe regulations, and so on. But if you have beena 
smart feilow,.have kept your eyes open, and so on, the success you 
achieve in war procurements-and, through you, having our counLry be 
successful--will depend on your moral courage, yOUr action, and your 
ener~o 

I remember one of the dollar-a-year men Who came in to help the 
Government said to me, D0ne thing it took me a long time to learn 
while here in ~as~ington is tmat some orders people obey and some 
they don't pay any attention too" If you have the moral courage, 
when these problems come up in wartime, you will know the right answer. 
True, once in a while you will get the devil for it. It all depends 
on the situation. You h~e to take that ~ chance. That is where the 
moral courage comes in. If you.don.t do that, you won't get production. 
You v~ll get just a lot of paper. It's an awfully hard thing to talk 
about. Later on the Monday-morning quarterbacks will tell you what you 
should have done. That helps, too. 

I suppose I could take a few minutes to talk briefly about procure- 
ment in peacetime. It's all in the book. Up in the General Staff, 
I am head of the P~ocuremenL Group, logistics Division. '~%e have four 
main branches in my group. We have a Current ProcUrement Branch that 
prepares contracts for the oecretary or nssistant Secretary to act on 
to the extent required, first, by Public Law 413--it is the same as 
Mr. Andrews must have mentioned--and, secondly, by certain policiesof 
our ovm Secretary. ~e work with Tecnnlcal~ " Services and see all the 
people who want business. There are a lot of them coming in. Current 
Frocurement is a very active group. 

Under this new single Department procurement t~e Army is buying 
all the food not only for the three Arn.ed Services but for all of the 
occupie~ countries. It is about a billion-dollar business. It has to 
be worried about for a new law and n~w reguiations are being tried. 

Secondly, we have a unit devoted to procurement in the last war, 
known as the Readjustment Branch. It is sweeping up all these old 
property accounts. There are some of these war contractors who didn't 
get paid, or got paid too much. There was a war on. They made mistakes 
and paid too much, or forget to save their vouchers, and so on. That 
is the section dealing with the last war. 
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Then wehave-a sect!on devoted to the nexh ~r, th~ Procurement . - : 
Planning Branch. That section occupies itself With plans for proc~e- . - . 
ment inthe[next war/:.~ It is the principal contact withthe ~uni~ions .... 
Board. Officially, it works through The Assistant Secretary of the ~ • 
Army, who is in charge of procurement.. Actually, there is much direct.: ... : 
contact and members of the Procurement Group are cn many committees 
of the ~unitions Board.. I am on a number of committees cf the .~unitiens~ 
Board, such as the Proc~rement"Po!icy/Council, Facilities C0m~ittea, , .- " 
and thingslike that. Som~:of th,~se men in the. Pr6cure~ent Planning 
Branch:are-on as many as nine Or ten.committees each: st~ckpiling 
committees,, aom~ittees..to make astudy cf~bstitutemateria!s,.and all _ ... 
of that:kind of thing~ ,They work very closely with the ~unitlonsBoard,, 
with ourcppcsit~ numbers in the Navy (Materials Division), and with 
our opposite n~mbers in the Air Force. 

The last branchw~ have is one which you will study in another 
part of your course. I will only give its name. It is the Standards 
Branch, whiCh cc~ nspection, and 
packaging. It wc Bbardts Standards~ 
Agency, 

A necessary cerDllary to procurement is the specifications. 
Without them~ youwon,t know what you Want; you won't know where to 
look for it~ ~The~, too, you have got to get some standardization. 
That standards work is a handmaiden to our other activities. 

~:~e are terribly busy in our Procurement Group with two main 
things: First, working with the ~/iunitions Board on Unified procure- 
ment under a single department. Admiral Ring ~,~ll describe this in 
more de~ai.1 when he,~ comes her 9. AI 10t of hard w~rk is going into that.. 
Secondly, :there is a ~meat deal of work being dome on various standardize- 
Zion pzograms, and things of that sort. You will take that up in another 
aspect of your work. It isn't my business to talk about standards, but 
don't get Standardization- too mixed up with procurement. It isn't 
procurement. Procurement is getting things. Another thing is the 
improvement ~ Of procurement. I mean that is a separate subject° Procure- 
ment is getting what the commander wants, as soon as you can, and as 
promptly as you can. In peaceti~L~.e, with our procurement somewhat limited, 
it is a struggle to get the right articles for the Services, especially 
right now. 

In any case, procurement is a thingworth beihg in. It isn't a 
very romantic thing but 'it is essential. Since we must have it, I hope 
some of yon gentlemen . . . .  will get into it.• I can't promise you th~t~ you 
will get any rewards out of it, or anything like that, but I de think 
you will find it interesting, I know it is absolutely essential.: We .... 
found that in the Previ0uswars people didn't pay;much :attention' to [%, 
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[t's awfully nard to get a fine young fellow into something like that. 
He wants~ instead, to get into some combat unit. Buh, someone ~as to 
do it. And if you put all of the punk ones in procurement, Lord'help 
you, for at the other end, at the front, nothing will come out; you'll 
lack s~pplies and equipment. 

In summarizing this whole thing, let me ask you to bear this in 
mind. You must, first of all, have ready some officers and civilians 
who know procurement and various categories of. Supp!y. I am not 
referring to the functionalized mechanics of proaurement; the red-tape 
:part of "it. I mean they must know the product well and know how it is 
~made. (You can see I believe in" the product-type of organization.) 

Bear in mind that quotation I ~'ead you at the beginning of this 
talk. 

Then you must have your drawings~ready, You can't begin t'o do 
your job if ~ou don't have the drawings. You must have your speclfica ~ 
tions~ You have to know or guess the requirements. (That isn't so 
much of a bugaboo to me as some people say it is.) 

There :has to be an allocation plan for the facilities ~and materials, 
or else there will be a dog fight. ~here can't be enough facilities 
for wha% we could use. I visualize it will be worse next time because 
I believe the' logistic demand'v~ll be gr@ater than the industrial capacity 
of the country, nerelore~ you will have a much harder time. 

Last of all, I'll ask you, if you get into this kind of thing, to 
get acquainted with industry. Its representatives can help you Very 
mueh:~ After. all, they are going to do this thing. If you tell them 
what you want, describe it and pay %he~ fo~ it,:they will make it. 
And they can make it. They have demonstrated their ability. They want 
to do it. But you will have to communicate with them and get to know 
them. 

Proc~reNent ~n wart~ne may briefS- be said to involve having the 
inteiligence,'energy, and moral courage %o do promptly everything 
practioabie, somewhege short of lawbreaking, in order to get the - 
necessary supplies and equipment for the fighting man; to know the 
equipment, the laws and regulations ~e]l enough to take responsibilities 
and make decisions t9 further your mission; lastly, to be in all you 
do personally above reproach, like Caesar's wife. 

Then, on to~ of all that, if me have a nice fur, lined, g01dplated 
war, with plenty of time, if you want to streamlineeverything that's 
all right ~ith me, It would be ~ nice thing to do. It would make a 
nice setup, But remember; first things must come first, 

I thank you very much. 
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QUESTION: There seems to,be some discussion on the relationship., . 

necessariiy cennecte~With any of theprocurement agencies? 

GENERAL CHRISTI~S: I believe it is essential to have the inspection 
as a part of the procurement, for two reasons~ 

First, one department of the Ar~y, in Borld ~ar I, tried having 
inspectionseparate from procurement. That was in about the middle of 

• • • t ~orld~ar~I, when supplywasn't so serious as now, ye it was serious 

and had to be changed. 

Secondly, if y~a will think it .out for a minute, you will remember 
I bore do~ on the matter of moral courage that was involved here. If 
a man is in the inspection business only, he has just one goal in mind, 
that Ss, to get the very finest quality. He v,%li be faced, at least in 
the kind ofwar we had last time and ~,m afraid much more in the kind of 
war we have next time, - " go on the quality. 
It means we must often . Emerson said, 
.~ " ~ " a there. Therefore, glt~n your w gon to a 
if the chap, who is in this knowledge 
and knows what he is doing, hasn,t the.right to restrict the inspector, 
then often you won't get anyaction, any production on time. 

But that has to be decided on a famrly nlsh level. 

QUESTIOn: But the point is, why was there such a clear-cut thought 
that the inspection should not ,be a part of procurement? ~hy is that 

still going on? 

GEICERAL CHRISTMAS: ~ell, there aredifferent kinds of people, 
just like We have differen t kinds of churches. There are some who 
believe in what~is called the "functional'[ type Of organization. 
That means t~leywouid hive the reslearch and development, the procure- 
ment, inapection, shipping, and distributlon, and so on, e~ch a separate 
ac~rity and responsibility, That type organization works best,~(I believe) 
for an organization that handles only one type of product, lik$ a cement 
company. Any a~ency handling a diversity of things canbest divide the 

o . . . . . .  

things up on a product blasis for management purposes. 

Now, in a very larg@ operation, this chief inspector, to wnom 
would he report? If he.d~sagr~es ~ith the procurement officers, who 

sett,e It. 9ilI that go all the way up to the Secretary of will ~ " 
Defense? Someone hasto referee this sort of thing at a decentralized 
level close to the essential facts.. 
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In my opinion, the weak feature in ha~in~ a separate inspeCtio-n 
departm~ntand other ssparate functional departments is that all of 
the decisions have to go up to "papa~" Eventually~ he Will be a 
nervous wreck. I don't believe in a big o~ganization that would bS 
so satisfantory. You can get a lot of good arguments on the other side, 
tob~ I'm sure. - 

QUESTION: In connection with this question of cost, do we have 
trouble now getting the manufacturer and.the contractor to agree as. 
to just what is cost On such things as research and development expenses? 

GE]~RAL~ CHRIS~iAS: Do we negotiate contracts now2 

QUESTIONER: Yes, sir. 

GENERAL CHRIST~S: ]~e nave had a reasonable amount of tronble 
&bou%~thatthing. But there is about to be published by the Munition~ 
Board-~gt has~.ibeen agreed to by the three departmental secretaries in 
charge of p~ecuremgnt~a book on cost principles. Either by reference, 
or inclusion i~ the contract, the contractor will be told before he 
does any business that there are certain things the Government does 
not pay, those it w!IX pay. Thence was a lot of argument after this 
~ar on contract settlement on thing~ lik~ that. 

In one type of contract you pay him for all reimbursable expenses; 
on the other type, you negotiate a fixed type of overhead. You check 
onlyhis pay roll and bills of materials. ~hen you negotiate the 
overhead, you leave ou~ these non-allowablethings, of which advertis- 
ing is one; certain excesslve salaries, high traveling expenses, and 
things o~ that sort. Donations is another thing they argue about. / 
Most companies help th@ American Red Cross, the ~CA, and so forth. 
But Uncle Sam is going to mi~s that one also, I thinkS" ~ .r. 

CAFTAIN I J~LLER: This new Army organization We read about in ghe 
papers, will Zhat affect your pf0curement organization? 

GERERAL CHRISTMAS: I believe not. It has this effect: There 
are two Deputy Chiefs of Staff. One:worries about the present, thel 
other about the future. As youheard briefly, the ProCUremen%Group 
handles both aspects of procurement. 

However, there is one change that affects logisticsbut do~s 
not affect procurement; that .is, the assistant Secretary of the Army, 
at th~ present time N_r. GOrdon Gray, where formerly he had Charge of 
procuremen~ only and was my chief (through the Direct0r of•LOgistics), 
is now in charge of all logistic activity. So he is.the Director of 
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Logistics--superior ali the way a~ross the board. 
made i n  p r o c u r e m e n t . .  

No change has been 

GENERAL HOLgAN: Gentlemen, I think there are two things that are 
most outstandin~ from the fine talk we have heard this morning: The 
first is the requirement for vital leadership all the way through any 
procurement or production program. Second~y~ there is never a dull 
moment in procurement or production work. 

G e n e r a l  C h r i s t m a s ~  we a r e  d e e p l y  i n d e b t e d  t o  y o u .  I am s u r e  we 
will all remember this,most excellent discussion for a long time. 

GENERAL CHRISTI~iAS: Thank you very much. I enjoy talking on 

this subject. 

(I February 19Z.9--750) S/rang 
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