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~GENTZRAL VANAMAN:”'Gentlémén, we have learned muchfaboutfprocurement,
the difficulties of prbou?ement,'and,the.wheels within whesls, as it ware,
of procuremsnt in the Army ond in' the Air Force, Today we hava an_ oppor-
tunity to learn of procurement in vhe Navy and ths coordination of procures
menty T . L ) i :

Tho Industrial Col1age of the Armed Forces is very proud of our -
speaker as anétherAgraduatéfWhé hasirenderédfoutstanding service to his
country, Admiral Ring is & graduate of the Industrial College and also
sérvedJOhjthc_staff'andﬁfaCulty;'Aﬁé;walcdmg:back'to[dur"lécture‘platform'
the Vice Chief of ths Offics of Naval Materinl, Rear Admiral Morton L, -
Ring, :Admiral Ring, = 7 : R R CL o

'ﬂADerAL“RING; ’Genérgl,vanqman;;ladies.and'gentiemenii Itlis‘d‘real‘ -
@pleasur@utofbe back;With’ygd.f*I“tqld Genoral Vanaman and Colonel McKenzic
that I was not so sure but that my speech might establish a record for .

brevity, It is.ndtftoo‘ldng;‘fBut,'truly, I shall enjoy trying to answer

the questions that you may have at the ond of my talk. If I am able to
stimulats your thinking.to the ‘extent that you want to ask questions,
please don't haositate to call on me., t SR 3 o :
Last year I spoks on substanticlly the same éubjth,fbut in today's-
talk\I*will,endeavdr;tb”covcr,theaourrenﬁ_Status;of coordinztion and,
where péssibls, Willvdvéid[duplicatioh“ofTIaétMYearﬁs'1ecture.} I mention
last year's spesch only in ths svent that some of you may be inclined to
obtain furthsr informgtioh_gonc&rging my subjset. Today I intend to
start Withfa~general'cdnSidératipnfof coordination, the Natidnal’Sedurity
hct and its background, how we go about planning for coordinated procurce
ment, our.oparaiionS\sc'far‘undcr»the act, and soma of the problems wo -
are encountering, InkthiS‘Way]I'hope;to acquaint you with the situation
in procurcment 28 .1t is today. The sscond part of my - spesch will bs de-
votod to' procurement in thé Navy: - the*orgaqization~and,funotionSaof the
Office of ‘Naval Matorial and -of tho procuromont bursaus and some of the -
latest and mors important developmonts in the fisld. of. procuremsnt, T wily
also mention some unresolvad policy differonces'betwsenitho'Dopartments.

; "CQordinatipn;" I think, is onec of the moét_loosaly used and misused
wards 'in the English'langdagq,“l actually looked up its definition and .
found, according to Wobster, that "coordination™ is the act of bringing
into common action or condition, ths harmonizing, of somsthing, - Thus,
by "coordination of‘procuremsnt”ﬁwe'mean[tho'bfinging into common action,
the harmonizing, of prbcurqmcnﬁ“policias and prdéoduros,}whore'possibie,

~among'the,threedervices.'k\ §




It is rauhor Jusy o talk of cqordlnatlon “and to racommend cbdfdination,
but tho actual ta sk of coordination is & very dePlcalt day-to-day opo sration.
‘Tt can be conceived at planning lsvels, but it must bo sxcoutod--and plnaso

ronomber thls-—at oour“t*nr 1~vuls. Tts oxocution at the ope crating lovels
"is tho more difficult, but i uyu off in. d+v1a*nds. T+ cannot bo achioved
by moroly duorvclng, "Lot t bo coordlnut;on.

I say that coordlnat¢on of procwrvm‘nt is o dlf;lculu dMJ-to;dﬂv taék,
Poss1olv tha sasiest way of bringing the srvicos into common action is

; to remove tho %“fful,ncvs in their basic procur*munu laws ond statutes,

. neir policiss, and % nwr procaduras. This assumas, of coursa,. that the
£inal docisions ars-tho. @8t onas‘v “Theso difforonces have boon, ovolvad
by the Services ovor their yeers of sxistence,. sach evolvomont bulng basad’
on the diffsrent nocds and’ o@nd*u;oho “undoern mn*ch 3aoh Service has ope rAt d.
Som: of tho procadurss ~nd somoof the diffsronces arc still nu0ussqry,
some have baen rendored obsolﬂtu, Qnd others ocuid b uSQd to advantaéb o
by the Sorvice which doss not possass thom., For. “xampl,, tho Waval stock
Fund is ons such difforcncd.. va Congrsgs, many ysars 230, uthorlzvd
the Department o" the Navy .to oporatbe 2 rovelving fuand. for the ourpose of
DurchM81nv cortein supplics atv thp most advan*agsous market prlcos, hold-
ing thum in stock until necded: for issuo, and nubbJQU“W+1V churglng o
pertinoent, ~dirsct bursau upproorlatlon for thair, usv.;. ast yoar,, il
the qucstlon pariod that: followed my talk, u3n>ral "'nl Was qultv,
'uLukHSl&Stlc about how nice. it would be for tho Jvoart“ ont of tLv Army
4 such common=us.; . comngr01a1-tyov 1tcms as typowritoers coald b financed
by the Army by moaxs.of such a fani. T undorstond that the constitutional

'1avyvrs say it 13 contrary. “to tha Constitution for the Army to do ite

\ I don't know why, bicauss I am rot a lowyer, but.I do thlnk that that
simple d >vice of a. uvolvlng fund permitting 1ﬂrgu-scal ) mvly cntry

1nto b“e % vvt por common- ~usa 1tems is’ a 0'ood plan.

A Imnllc’t in any deomss on of ooord1n tion is thu assumpulon uhét
‘coordination is desired. 1t must be desirsd by th n*xnost and by uhO
lowsst echelons of tho Sorvices. 1t is not somytnln" wnlcb gan be ob-

.L

tained by forced growth. Averybody affocto d by it must b conv1noed of
;ts marlt,_qnd 21l thsé rost will follow in duc course

Bofore. g01ng further into a d;pc ssion of coordanqilon, 1ut us take

a brisf look at tho Notiona churltv Act and how it came 1nto effuot.
I should like to give you somo of uhu background which I 0“11 13d %o

the pwss°g° of the act,

As most of you know, during the early days of «orld Viar II there
were many instarices in wiich the then two Dopartments comnute d for +the
some itoms. In soms casce uh;S ‘compatitive bidding re osulted in pricc.
inereas.es and conf sion umong tho companics producing the goods. In many.
instances businzss woll beyond its capacity to producs wWas placed with
‘certain bomph‘lvs, whily obher companiis Wory olosing for lack of ordsrse
That, in wartimo, is roally o situation tuat is horriblc to contemplate.




m,Not,only,does;itwrésnlt‘in&;éﬁdﬁwe,hédpthém during thé'wéfe-sé—oailed

"jdistregséd labor areas from which peéple‘migrate-in droves, .but ve would

‘have such areas as Hartférd}fConnécﬁicut,_Where there was no labor, thers

:'pwasﬂnoﬂhousihg; thers wasgnovtr%ngpqrtgtiog,gand there was no powsr, but

" whers & surfeit of orders Was“beihg“plapéd.”'Indusﬁry'Complained_that_if‘
" was encéuntéring’difficulty in the orderly scheduling of production,
Industry dida't have +o complain; we knew it, As the. war progressed,
uhowevér;_the,Sérviceshand‘industry were able to iron.out many of these
“ early:difficu1ties, ,The'PriQrity;System, the har Powers Acts, and the

Controlled Materials‘Plan'wéreflargely instrumental in meking this co=
ordination possible. R : , :

... At the war's end,-in“cohsidering‘the type of organization and the
jprocurement'lawsfwhichlwould“be.dSSirableftq have for effective operation

‘of’prqcurement,‘numérous msthods~<some good, some bad--were proposed,

At this same time pressure was being brought from both within ang without

the Services to merge the Services and to create a Jepartment of Air Force

equal in status to the Departméntgof the Army and the Department of the
Navy,: In the'diSpussions‘and;hearings held on-this subjsct, many ex-
‘tn_vagantystatements‘were made, You‘may,not*agree with my use of the

WOrd’”éxtravagant;“ "That 'is my~opiniqn. For example, it was claimed that

billipnsiofdeIIaré'would be saved in procurement if the Services were

merged, B o , , ; : L Con

; Few péople were aware that coordination of procuremsnt within the
Services was not a new thing, Ordnance materials have been bought by the

kkmy'for,ﬁhétNéﬁy_and, conversely, by the Navy for the Army since World
War I;ﬂwifﬁ;inéraasing'tempo'upfto the pressnt date, Long prior to World
War II the Navy Bureau of Aeronautics and the thon Army Air Forces, hrough
the‘instrumentality‘ofithe Joint Aeronautical Boarad, procured for sach
other many items of'aerOnautical material, As only one exampls, all.

Pratt;and’Whitney products needed by both +the Then Army Air Forces and

the Bureau of ‘feronautics wers procured on Navy contracts bocause Pratt
and Whitney was assigned to the Navy on a plant-cognizance assignmont
basis, I was told by 2 man from the Bureau of-Aeronautics; as another
example,:that‘it'was'necessary for the Navy to have only two people at +he
CuftiSAWright~plant;j‘That.happens to be an Air Force. assignment plant,
ALl the goods we got out of Curtis-Wright wers procured by the Air Force,
Our' people wers thsre simply for the'purposefof'passing the necessary’
papsrsjthfougha,‘During'WorldJWar 1%, food snd lumber-~both very- important
items ddllareWiSe--were‘seourad‘throdgh coordinated procurement, Bighty
per cent of the Navy's and all of the Army's food requirements were bought
by the latter's Quarta:master,Corpsy LUmber'was;purchaSGd by -the latter!s
Corps of Enginsers, ' We had the véry“sucoessful’o?ération‘offthe Quarterm
master Corps duck pool, infWhiqhihll;r;quirémenﬁs'for cotton duck were
funneled into the “office of“the“Quaktermaéter'Gonéral and. contracts placed
by him, 4o e T T T EEREEERERS £ :

o L . : .
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The outcome of all thesc scussions and consvdurat*ons was the

National Sccurity Act of 1947 whlcq provided,. Mmoné~Othr tnlngs, for
unificaticn bhu not merger and’ for’ JrQ’QF .coordi natién of sorvice
procurcmints “ The act suts Porth ba51c DO]ICV ‘ru'latlnO~ to. coordina tion
of" procurdnunt ungds vhich the Serv1c 3§ AT [OW Op: srating f.ﬂnls aﬂt ’
furthor states that it shall bo T dutv of thg Lunitions: Board, uﬁdcr the
dirsction of tho Sserotary. of DdfdﬁSv ﬂnu in support of strategic and
logistic plans praparsd by tﬂu Joint C’ fs of $taff, o coordinate the
sppropricte activitiss withir unv""tlon Bilitary 48uﬁDllSﬂm ont “ith e
rogard to industrial muuturs, including p“oourVQJnt pluns of the ‘pmrtrunts
and agoncios comprising the dstab¥ishmont; to recommend assignms nt of
p*ocurum,nt responsibilitiszs ameng - thé sovoral military ssrvices and to
plan for ths gruatost possible l‘ocutlon of purchasc authority of tech-
nical squipment ond commoneuss itoms on the hasgis of 51ngla-3upartmﬂnt
procurs smonts and to maka r,communmu ons to regroup, combins, or dissclvs
o’ intor-Servico agencius operating in ths. field of procuramvnt ‘
umnrner as to promote =fficisncy and sconomye. :

) *:t.thq.uunitions’Boafd moy ok appropriato stups to .
eliminats unnocsssary duplieation and ovorlapping of . offort in the field
: ated o the Board the

of wrocursmont, thi Jgerotary of WJaofoenss has dolog
anthoridy to mdmL final:.doeisions of the allocotion of p;oca”‘m nt re-.
sPOn31oL7:tJ Wmonv tqq‘throg Dﬂ*“r*‘ 1tg of tho Fational :.ilitary Establish-

ot
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Nov 1wt us return to 2 consideration of how ons obtains coordination,
irst, of courss, thors must be planning. ¥What typs of plonning? In this
rea are iﬁcl&déd the laws and statutes and tho pollcivs and rulss govern-
ing procsdures, Y ou all ¥mnow that Fublic Law 413 ‘(Armed Svrv1cvs Procur“-
mont Act) was pass;d by thv 80th uongr iSS e This 1°w, which was eruﬂtly
discussed lors by the A ssistant Sseretary of the davy, tho donoraulv_mark
Bdwin Androws, who, by the way, played a major rolq in s‘curlng its cnact-
nvrt, gives the 8¢ rvhvgs, for ~the 1rst t‘m,, unrform procur mvnt,l spis~ .
lation. ’ ‘ :

Fir
ara

The noxt step in mak 1nm»ooordan*"on sosicr is to ostablish, Whors
the Scrvicss. I say
£

DOonlul«, uniform ﬂrocvrom snt pollcl 'S among e A
"whore possiblc” becsusc.in many cases the difforont nos cds and conditions’
undsr which thi 23rvicas op““atv may maks it dimpr thlClblv te havs com= -

platoly unlform Dollc"“ or pr rocodnT oS, i
Sinoe sorly this y~ar thors has beon in oxistonco an iﬁ+°f;0““VIGu
ad hoc .committec which has bodn working long and hard on the deftlnv of
ThoArmod Services Procursment Rogulations. Half of this job ‘has booen:
completbaed, and ths roma 1ndvr will be fjnLuQVd carly inm 1949, mh ad hoc”
committee- utilizes tosl Hcommlutuas of op:rating ¢ntcr-Surv10u pvrsonnvl
to draft . the various sbotlons of ths {*gqutlonb. Those regulations will
provids for mor: ncarly uniform. nolicios in the fields of financs, purchase,
contract sdministration, inspuction, priecing, and so on,.




Par“nthutloally, ‘t e sny hurv that;"vcry timc I spoak of %ho
formation of a committioe youfshould romombor that, so far ag I know, BT
body haks any loosv puoplv. I thlnk it is probﬂbly 2 hoalthy thing that
~the only way wo ean-got anythlng dona among tho thrse D°p¢rum,nts is

to imposc upon. tho paoplv who must live and suffor undor tho rvsultlng
document, tho ruspons1olllty for its initinl proparation, I think. that-

T is lmportant. Vo have no group -of exXports==1.know this is truc in the
,'Navyn-who havv noth¢ng to do but sit down and form committogs, Jollncly,
“wo say . thatiso and so is. CDO (comm1+tee “uty only,, and it is aTmoct
(:that bad in somu cusgs, but ‘pra; ctical people who hawve to lle and: v ork
unds v the rosult ting docum nL ary. usually oharged with tho rvsnons1b1¢1ty

for 1tsmpruparablon.A i thlnk Wa gut bottor donum,“ts th at way, '

..

L Back Dvpartm nt w171 Joursc, drazt its own bro durgs manual
-undur the Armad. SuslG 38 Procurﬂm,nt Ro alavzons, and those manunls will
rufloct Cthuln diffoeroncos in Mctua¢ struCu1rv or the Dﬂnartm,nvu. Tho
Department of the Army hos its DTOGermant dlotrlcts.; ‘We do. not have
the counterpart of that, Vo are building up, as I will touch upon in o
fow momants,» type of control—p01ft‘1nsta1,“t on which will, in g :

Jasure, approach the - procurcnvnt-dlsurlnt situation; but it is an
organization that is going to bQ much mora Tightly cont rollﬁd from
‘Vhshlngton as' ra sgards pol¢01, than arc the dlSuTlOtS.

Leav:ng th> arsa of pTann*nﬂ for coor”in 1on, we conv Lo a oonsldur-
j‘atlon of tho various mothods of Op*ratlng under coordinatod prqguremvnt
Throe prlnclpal oporating msthods have boon developade  Tho first w

call COllubOPthOn of buyers," in which. tho oomt;actlng officors . of

cach Serv1co work in adgacgnt off:c 2se Thors thay ars ablo to oxchange
vlnformﬂtlop 56 that. tney may g t to trade at ths soms tims. Undor
_that situation, wach is rospons1b forﬂule‘own invitation to bid and for.
thf,rosiltlng cortract B o B o Ty

Th' sooond nathcd 4s a ]01nt-buy1ng ﬁgoncy st \ff hu partlclpat-
,1ng Ssrvices and rusponwblv to thoss Sﬂrvioas.w~}p Aavc’two sxamplas of
that. Onc is the Armed bervices. odical Procursmont Agency in Brooklyn,
Now. York, which. ‘buys all tho modical Hupyll 28 and. equipment. For the. throe

Dopartmonts. 'Tho othur is tho Armod- Sorvizes Potroloum Purchasing Agsncy,r‘

o Lwnlcn operatgs harv Jn 'aohln"ton and is a 7o1nt]j stafs ud organlzatlon.

: Thu tnlrd matnod of. procurvmvnt vAQd tnu ong Jhloh th, SVWFutq directs
we use to tho groatoest exbong practlnaoLv, is sxvqluwsurv1co Drocgrow*nt,
in which M,l Bha: roequiromonts of the throo Dopartmonts for a glvuﬂ
'commodlty CluSSlflCQtlon arg bought bv onv Dupartmz%t. '

, Durlng thA huarlngs on margur and on. unlflcat on. Wnlch I have bro-
viously mvntlon‘d singlo=Sorvicae as s1gnm3nt of procurcnent camo in for
rmuch dlSCUSSlOﬁ.; Propononts of. thvysystvm claimed many advantagss were
poss1b1u under its use, It *llmlva ad compotitive purc -hasing; 1t was
efflclcnt and oconomlcal 1t ruquxrvd only a m1n¢mum of roorrﬁnlzatlon




ez

and rooric ntﬁt’Ou_ll ordu to sot up the qd’lﬁlstrﬂtlJv proc‘dur° nocessary
to cconollsh this typc of procurcmant; and, basically and mest i 1portunt,
it provided a singls point of contact for' industry, which perﬁltt“d in
dustry to betiar ploxn its production, ~ Thore were ooponunts of singlo=

Servics ‘Procurcmont who cla 1m¢d that its advanta Word thy*vuhcorvtlcal
and wore not always possiblu. of bain g roalized Thoy’doubt“d that it

- Would incrsase officicney or rvsult in mors ,conOWloal _operationy They -
claimed that in many instancos aad1+1onml porsonnel uould bor required.
In thecase of technieal itomse-and that was probo bly the hardest-hurdls

to overcome-~it was vory forcibly stated that the dox velopmont of sources

-of supply and oquipmont would b advorsely affected and the contrel of

cnnlc“l parsonncel rosponsibla for thi lwqal >vv10ﬁm*nt of tho itoms would

z 1o sscrud.

Thors were fow facts or stat ist¢cs available on which to predicate a
dzcision. It Would be idzal if we could test tho different mothods of
procurément for oa ch cO“ﬁOd'tJ and could-t ,un muasur" the reosults expected
to be obtained undor caech method,  From this test wo gould couﬁlude, and
logically conclude, which is the better form of procursment,  However,

data of this nature arec not avallab*v, and in cach case tho comm wodities:
and industrics and orgorizations are so diffuorunt that what might hold
tru“ for one conwodlty mizght not hold truc for anothor cormaodity.

- In ordcr to carry out its assignmont under tho Notional Sccurity Act,

B

ho tunitions Board has sstablished o Frocurosment Policy Council composad
of ons mambor and on: altornate frOﬁ *aCh‘D;p*rtment. Tha Army: momber of
this Council is Major General Danicl Nocw, who ruucntly rgl;av9dvGenoral
Orval Cook, Gorermw Cook is an Adr Fercoe man who was on loan o the
Department of the drrwu ienoral Noce is a longe-time Army man, He is-
Jﬁouty te Lisutenant Gunoral Aurand, who is ths Dirsctor of Logistics for
tho prurtndn+ of tho drmy, Tho Air Force moember is Major Genoral Powers--
"Pop" Powcrs, "Pop" is Deputy Chiof of latoricl under Licutenant Geroral
Craigs I have been nominstod as the Navy nmombor and,-as you know, an the
Vice Chief of Haval faterial. Thoe altornate for Gensral Noce is . Jack
Christmas, brl cdi;r.Gqural -an old Ordnance man; for the Air Force,
Brigadicr Goneral Kosslor; and Yy mltsrm te is Hear Admiral Braine, who

)

is in ths Cf Ilcv of Faval Matorial and in charge of our Production Division,

"The Council studics tho various commodity fio lds, dstermldvs which
fields roguire utt rition, initintes action and works with reprosentatives:
of tha Dopartmonts to QOVleD such rules of procsdurc as arc required
‘undsr thoss policiss, thzn makas raco rwndations to tho lunitions
Beard on tho aSSLLdm’nt of purchass rosponsibility,

* The poople whoss nan

amos 1 have given you--Noco and Christmas, Powcrs
and Kosgslor, Braino and Riwg--aru ca td]ﬂl“ average c¢itizons posscssed of
“only that anount of information that a oxng period of service has bqun us,

= Weo hﬂ*, 16 orystal balls, ¥ d "% Lno" the bost way to maks a purchas
Bocauso, I think, wa arp Pt snough to rcﬂllZu,hOW~1lttlv
novar attempt, or sold ompt, to makos arbitrary decisions.,

$d
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7t We nede soms and tuoy didn't work, That was dons in an fforb to rut Sonc-
»Tthlng dOﬂu quickly., : '

Our nornal procvdwr" 1s to ostablish task committecs composad of

represontatives of the tochnieal sorvices, of the Navy buroaus, and of

“the Departnont of tha Air Forcs Alr. kotorisl Command o sit dorn and

recormend to us what they think cught to be done, ¥e have to have some

reghrd for porsennsl llmltat101$ in sach ugbmrtmuut,~ These cormittoss

hevs worked lonmg and hord, I think you gontlomen weuld be hoartencd by

the nunber of times that thoe Proourvmont Pelicy Council roeccives o unnzninous
rucommvndatlo from the working GCTJSuﬂﬁuﬁlVCS of tho Departmonts,

- e hﬁvo a “OllcV that works thls ways:  If a tochnical servics, burpau,
or the Air Materiel Commard doss not agrec in the assigmment and it como
up:to the Procurcment Pol*cy uounczl o5 o split decision from thy task
committee, we then oxtond to thoe chisf of the + ,>canlvﬂl service, of the

© bursau, or the appropriate ropresentative of the Alr watoriel Command a
chance to be heard by thi Procurement Policy Council, o have not yot

made g split recommondation from tha Procuromont Policy Council to the
Munltlons Board on purchase assignuonts, ”u operate on the tloory that’

at sons kovsl orother a- duc‘sxon has to bo made,  Take the casc of auto-’
motive equipnent. I montioned to Gonoral Vznaman and Colonol lieKoenzic that
I made mysolf a very unpopular man in ths Navy by agrooing that the
Ordnance Department of tho Armf weuld buy. Havy commorciale- type automotive
Cequipmont, Since that doeision was made somo tims ags, I have heard

from the iarine captain dssigned to tho *otrJi Ordnancs District and from
an Irishmon by the nane of uass:iy, who is the P=4 or P-5 onginsor, that
thcy did not realizs the 0y could got such finc treatmont from an Y ou*fit

as they are>gutt1ng from army Orifmncv at Dutroit,

I would liko tc tsll you about a hemoly llutlv incident $hat occurf\d
reoeutly, ‘because I think it spells thu differonce botween the success
and failuro of these assignmints onco thoy urv made,. Ons of ths bost
friends T have in the Army is injor Gonoral | .. B, Quinton, . General Holman
knows him, Some of tho others hero pronaolv Lnow hilng cortainly the
Ordaanco people ought to know him, "Bix" ond T wors at the Industrinl
Colloga e together from 1929 to 1933, ¥o arsc close frionds. He called me
one dﬂy and said, "The Wavy ncods 75 ambulancos. ‘o aro going out for 15,
Your spucifloatlons arc scmowhat lengthy, You describo what yoquant.in
26 pagés; wo do the sams thing in 6 POZes, ce . Iwill
gou you uhu avbu‘ﬂﬁ 38 you nced, won't you agrue to usc our.spscifications?”
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It was a very: porsuasive awtumant, tut I was smart endugh not to bite
on Bix's first offor. I said to him, "Let me call vou back," :

As a result of. tho nallnhack two men-~one from our Modical Service
-and one from the Burcau of Yards and Docks, whors the automotive engincers
arc=-went :over to talk Lo Mr, bharllﬂ HJ’l*r, the civilian ongincer of the
Ordn nco Dupurtnvn _ Out of Ltho confsr*ncJ came a final rosolution of tho




o'

tions under tho a051gnnsﬂt %ill bo much smoctz: if the t

problom. I don't know tho length of tho rosulbing
son told that 1 _Army has a bottor specification,
wasg. about 9 page “Uoe saved 17 pages of mimcograph pap

vitation to bid that wont oub, S

"

r o oo vh in-

e

I firmly boliove that wo con UCCuud only asspoopls got te Pnow caoq

othor==1 hope to the extont op calling sach otlyr by tq ir first navos

or their nicknamss--and only as tho purchasing poople roalizo that thore

is imposcd upon them a tramgvdxls ‘=Qpnr“‘o a2t lonst as

goced a'j ob for tho roguiring Jopartmint as 1 oV
peoplo. They sheuld try to do what ko Sur 3 the Quartor-
wast r uorpg did for thoe HNa vy during: Jow of many instancos

whoro tho Yuartermastor drmy barkot izagoe did a botter job

for txu Bavy thon 1t 3id for its owr is protty good sorvice.

I don't Vncw oP any bathor,

Now W will zat back to the sproch,

.

Fal 1.

. Tha Procurenent POlluV ucuncll attonpts  in osach cass 16 btxnn thu
< =

of service persennsl in rogard acls that opora-
res S Grvzﬁus

are in acecord with the. eruWMJnuatlbL malo.

purchase assiy

b & in
in sach bob rtoment thess procurcnent authord
~which are ¢ssénbial to the main b*uancu oP h‘ i combat
forces and that w ; 13
assign:d currant pi
meet assign.d war vy s of
procuranions s tiu 1 r cporational
and ﬂrran4zut¢,Aa a e h it is supposed to
work. Any. procuraes lished 1m ad: qiuuu provision
that tho noeds of the T}Qv¢ridb Dopartments’ sotis! rt rily s
sither through rapre sntation in bhie purchasiy aniza or by

appropriate neans

e maks cur rocormendations for purchasc assignmont in accordance
with thoe ¢lassifications usnall shed In the ¢ issud of "U.S. Standard
Comuodity Ulsssification,” This does not mean that we have to follow ‘
that book rigidly. Ve can split major groups whonover “sound Judgm,ut @nd
practical considerations indicate the desirability cof 30 So for
a8 practioable consideration 1 e iz limited to vud~1bu 18, Wi th
the understonding that ass:g:m mts -of compononts 1 oraT]V 913
thesa of the ld-ltumS. '

)
ok

sormends
bhu.

v Th Procurcnent Polic
to th man1+nons anrd

Counc 1 is takon wup-at & nsobing of tho buni j 1 Jw 3y ch is composcd
of, as I am sure you know, Mr, Derald Garponter, thoe Ghairman; Mr, Barrows,




~.the Under Secretary of the Air Force; Mr, Kenney, the Under Secretary
of the Navy; and ‘Mr, Gordon Gray, the Assistant Secretary of the Army,
These}people approve the~assignment or disapprove it and send it back
to the Procurement Policy'Counoil’for‘more work, Following approvsl,

.. the ‘implementing decision is madse. Lo o

“Purchase‘assignments~leave with the requiring Departments re-
. Sponsibility for. (1) stipulation’of quantitative and qualitative and |
. delivery requirements; (Z)fbudgetary‘juStifiqatiQn’and'bontroi of funds;
(3) research and development to meet its requirements; and (4) dis-
.tribution, storage, and issue, ’ ' ' E L

% ' The Wholefsubject of ‘distribution, storage, and issue, of - course,
o is a separate matter,. There is 'a so~called Distribution Policy Council
_-of the Munitions Beard which is trying to iron out differences. in ‘that

field. That is not a function of the Procurement Policy Council,

, The procuring Departments get responsibility for (1) purchasing;
- {2) coqtré@taédminisirationj'(&) arrangement for inspection; (4) arrange-
ment for transportation; (5) sponsorship in the development of joint

‘military or Federal specifications, when possible (I tried to- give you
én'example.of this in the case of Quinton's telephone call to Ring); and
(6) developing recommendations as to standardization, - o

I said before that the implementation of a purchase assignment
decision is somathing that has ‘o be done by the operating personrel
Who,are_actuay;y.engaged,in the procurement of thess items, -

‘ MNunerous differences still exist in the fis¢al and budgetary
‘policiesvandbprodedures_of the Servicss, The Services differ in:basic
‘methods of financing contractors; in tho quarterly vercentage ex-
penditure. reguirements of procursment funds,. and in the exchange of
funds, " There are dissimilarities in the methods of making progress
~-payments, Different forms arc still use in the administration of
coritracts, The Services have different inspection procedures, and °
~ their specifications differ. - L ' S T s

. - The procurement assignment program is well under way dbut. only a few
of the assignments which actually have ‘boen made in the last six months
:Jhave,been.fully,implemented;f“ erhaps an examination of the hand-tool
assignment.programeill illustrate the roason for a lag in implementing
-these programs. It took several months after assignment to indoctrinate
the ‘personnel concerned, A.gradual'ohange-cver period is required. Re-
quirements already in the mill have to be processad., Becausec of theo
expacted incroase in volumé; the:Navy Burcau of Suppliss and Accounts,
jwhich.istre&ponsible for the procurement of this commodity, has had to
oxpand its organization, Each of the Services has had to become more
-intimately acquainted with. the forms, procedures, and personnel of +the
-other Departments. Knowing the man who is deing the jeb is a:first
requisite for the roquisitioning office if it expects to gt ssrvice,

X
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~ Some of the prool»ms remaining will be rémoved once the Munitions.
Board Cataloging Agency, the Munitions Board- ‘Standards Agency, and an
Inter-Service Matérial Inspectlon Comuittes have agrsed on uniform
. nomenclature, uniform spp01flcat10ns and . standards, and gimilar inspcc-
%iom proccdures and a551vnmvnt of nnupvction functions, The Munitions
Board agencies are mannud of course;: by working nursonncl from cach”
of the Denartments. :

You mlﬁht woll ask mo At this point "If you toll us of so man;

dafflcultlbs nampering the implemontation of any purchasé ass**nmant

nle

ewhy don't. you wait until you hava resolved soms of thosc dwffﬂcA_uloq

bofore meking the ass signmont?™ That is » pretty good question, I be=-

. lieve that tho bost answer to it is that ta« guickest way to brlng into
.thu open. our many nrOOQdural difforences is to moke the assignme nt - first,
Slnco we have decld 4 on ut111a1ng o the fullost sxtent possible the
system of s1nglo-S°rche procuroment, tho opano“—ov“r, I boliovs, should
be made now; and WH.unou*A *hun .ﬂ* 4o work on thoe r\so¢ut;on of djf cr-
onces so that smooth opcrationm undor the qvhtva can be ODuQ;n‘d a8 soon

~as possible. Thore arc many things on which you can put your Puonlv to
‘work, Wo find that when & purchasc a 351gnmant has boen madu, there is a

trom REAOUS effort on the part of thoe psople concornsd o rosolve 21l

differonces rogarding that particular commedity group. Jh“n wo. comoe. to

tb“ quast*on of which came first, the hon or tho oggy or, in our casc,
¢ purchasc assignmoent or ths resolution of difforoncos, we in the

‘Procurem¢nt_Pollcy Council agroe that making the purchase assigrmont is

tho.first“thing to do. .
Tho.. bcst Droof I th;nk of 'huthur coordinated pwoourvmvnu 1s puyln
off in dividends to tho Jvrv¢cas ig the offcctivoncss of its opetration,.
I don't. know of anyonc who wants coordination just so thot ho ean’ claim
to have it: Wo arc going to'make an attompt soon to ‘chéck on the adminis-
trative savings, if any, and tho efficicucy of service rendered under the
‘ghange in type.of pVOﬁuremont .In sonncction with sav;nms;fan inter-
Service commltte  has. drafted o qu’stkonna1r= which wmll Bo forwarded o
“ithe Services for bthe furnishing of information in cdnnd: tloﬂ tnur 'luh.
A similar study .of tho offect on industry Wil bo mado At the samo bime
; the Munitions Boord staff. . Whon these studics arc comple ted, I hope

; w will have sufficiont information - to be abls to say wo dTG'uffGCb“ﬁg

8 rual qavlngq-and o+ want to-have iu as blg as p0331blo.

-

Unfortunatuly it is never 901ng to be DOSSlblv o ccu&atvlv medsure
" the savings achieved by s1n¢10~S rvice purchash ass:gnnﬂnt as opp05ud to
mu]t1—s&rv1cc buying, Thu_Oﬂly way wo could do it would bo +to go out to
a manufacturer and say, "We now have a- s1nng~Serv1ov‘purchasv assignment.
‘How would you have bid if. this had'not bsen a sinﬁgo-Sorvicé7purohaSG
ass1gnnent?"‘ The ﬂanufﬂctarer will laugh at you. : s

: Our. r 1 area of sqV1ng in SlﬂPlG—SuerCu purchﬁsu~asolgnm ont, in
my opinlon, is tho fact that, for the first timo -in many commodity ficlds,
total National Nlllturv Bstabll shmont rogquirement for o given commodity




will be prvsuntod to 1ndustry avﬂ tho buycr will be Qb]u to’ s“y,‘"For thls
three monﬁhs' thls six months’, or this twolve months! Durlod hore is |
tho grand’ total of roqui vuvnts.' Snarpen your. D\“Cll and give us'a bid,"
That 1s rood buylng. - ' , : '

Mu hopc to be able to obtaln nere e ,“pl ste infeopmation rogarding
tho cfivctlv*nuss of tho old and the new mothods of procurenenty - Those
data will concern the offoct on tho milita ry responsibilitics of tho
'Surv¢ccs. ‘Are thoy receiving thi right Quantity and quality of supplics
at tho right tims? ‘General Christmas has cuphasizad the point that the
first- dutv of o s2 rv1ca organizatidn is to fulfill tho v requirenents of

Sits ope fatlnA feree Do-wo- £ind our rescarch.and cv>lopn ot boing
'1Np3dud7 Has oortrﬁl of pr“cwroz¢nf boon lost? Aru the now procedures
infloxible and complicated? On.the zeod side: hre we 1ctua11v writing

ifﬁwar céntracts?  Is indus stry botber abls to schodulo its production?
What uxanpl=s oan w find of price. Q“Or‘qSuS duu to the changs?

(.

I an convincad 1at thy- advantagos outw 1rh the diSﬂdvantagas,.and
‘I hopo ston to- hQVV more- adequato ‘proof. of’t i' $tatoment. I still don't
‘expoot to slow that wo hqu~SQVvd many billions of dollars, . ﬂOﬂ@Vbr.'1What
wo do expect is an ords orly procurement. bVSt i canablu of s‘rv*n our
mylltﬁry orgallzatlons at mlnlmum cost

I prcmlsed to mako hls a short spsncq, ard, as usus 1 I am- ramollnr
too lonm - I will try to maku hi u;sacond Hart,shortor. :

; ! 1111 new! try to covar- th rgaplzatlon for procurumont in thu Navy,
, particul rly as it djff=rs from that in the Army and the dir Forca, I winl
also try'to Wuﬂtl@l a. fow of our, stlll unre solve 4 wrcbl ChlSe :

In tnv Navy, orocur*nant author:ty is ve steu in “uu Jburcau CHlufS.
I don't want any. @arines prosont to fool badly sbout ny. calling the Cormmande
ant of ‘the Marine Corps-a bureau ch¢e;, but, for the sake of clwrlty
le t's ca1l tb=m all ou;eau Gul‘fS. ' »
ihc f0110w1h0'buraaus de all thulr buylnh in ”MShlq&tO Burcau
-of Aeronautics, bM31cally in its airframe and engine contracts and in
the initial lot of sparecs going with thom; tho Burhau ef Or‘hﬂncu, which,
of course, buvs guns, ammunition, ;lru—CuﬁtTOl oquipmant,. and such mAturlul
145 that' the Bur3au of Shlbs, which is ocur cont tracting agency for ‘vossels,
main: nropuls*o“ equipment, and c’rtaln of tﬂo large and very ;naort nt
t pes of snlpuoara equlpmvnt.y : , :

Tﬁu f.‘ollow1nb bur saus 1d offlcos buJ in: Jasnlﬂ'ton and at fisld
offices: Naovsl Research, the nar1ﬁ“ Corps, tho Burzau of Suppliss and.
Accounts, and the Burcau of . Yards and Docks, The Burcau of Yards and
Docks is our counturpart of your Corps of Engincers in the Army and is
\Jprlnclpall ccnc>rnud w1th public~wmrks constructzun contracts,  The
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Buroou of Supplics and dccounts, the closest thing we have to the Quarter-
mostor Corps of tho army, 1s cur jonsral, .cormon-usce-iton buycr and in its
TR own. f1 ‘i fdnil 5, uBRdor cur supply systom, Tuch of the sparc-parts buy-
A Cooing £ ochrical burcaus, It haidlos clothing and is the requiring
o ﬂr.Navy subsistonco. ' :

, 3 and Sur" ory, as I have thlﬁ‘yru, buys ‘enly in the ficsld
throurh the ééint- ving a"v“cy, the Armod Sorwvices nwjﬂc¢1 Pru,urenvnt
Ageucy. '

:hllg«l T“C~bulzu that this is a talk on pro “urhmgnt I want to touch
Just for o minute on cur Navy supply sy VJ, which I munuloﬁud bafeors,

e move establishod o supply s¥stom which finds us with "control p01ntsv
in operaticn,  Thu Offlclul B 13 is "Sup gly—Domanu Conuvnl Point," Theso:
rol shormine ro qwi naonts, hSlMu, of courss, ﬁLl the: informa-
. : they proours, and thoy diroct ' listribution of Navy
\ hoir control, ¢ wholo systom can porhaps be explained
i the rolationship between tho Bursau of Aoros
/ f Supplis il deccupts, ond the Aviation Supply

As T hevo alrondy indicatod, the Burcau of fero-
¢ with prmgraws approved by the Chiof of Naval Opcra-
rl ‘Wltlal paru.. '

.o
I

s}

g sviation Supply
s and fLccounts
ic 1v1ca fur shed b viation cnginecring '
oqu irzz;”ts and: v*ocurus the sparce parts needed
g
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Offioe,‘uhuqr man
but with adsquoce
perso qul, detormine

o 8
for maintenance. SO,'nl,b, tho Sl:‘au Parts Supply Cenbor, the Ordnance
Stores Offics, o q't‘no-Yards' and Dochk Supply 0ffice are field functions
serving under hotn the Bursau of Suppl "ps'ani Accounts, for manag goment
contrel, and tho so-ca 11ﬂd thﬂW“C&l Dursaus invelwved, for tuchnxcal
L. ongincering assisbtance, Tho Bureau of Supplics and Accounts zs ‘alone .
L concorned in the Gensral Steross Supply. Ot"icu {"gonaral Qt@r=s bﬁlng

n ~our torm for ths some 250,000 housckoeping dtoms we nood) and in the
o Clothing Supply Office. . - T . SR
Navy nrhcuromqnt is fl““?Oud both by obwuct appropriaticas, which
would ve for .ships, aircraft, and publ:c-wcrks constructloﬁ, by goneral
aoer)rlauions directly under tno bur"aus, such as: for maintenance.of
hips, ordugncc, and so forth; and by revolving funds, which fun Js'“re
controlled by +hu ur=au of Supplics ond uccounts. I have already m ntloned
cne of our funds, tho Naval Steelr Pund, which is uscd to finance T“rc* sure=
nent of common-use‘lboms, with orodits o the fund coming duc when issucs
for final use arc nads. utvthut timg, of courss, thore is'a cqar"ﬁ'to” _
or of thy dirocet buruwou aoprﬁpriatians.l Thore aro other rovelving funds,
vbut'I thirnk that rofurence te the Fﬂval Stocx Fund is sufficisnts s

<o In tho,Office of

avol Motsrial we sro definitely concerncd with
procurcrent. . ko cnuneinte prorurudvnt policy and chock f for compliance
with pelicy., A1l rescarch contracts in oxcess of $50,000 and all cone

- tracts in ’kCuSu of /100,000 mist bo avarcvsd in advancc of oxccution as

O - R




to business aspects by the Office of Naval daterlal Approval as to

logality and form of contracts is sccured through’ the Office of Gonural

Counsel, . He is a civilian and is separcte and’ apart frem our Jud

- Advocate G“boral. Tho Judge Advocats Go moral of the Navy, in &uhural--

~this is'not the limit of his duticse=is tho military law alv*Sﬂr of'th

Secrctary. The Gonsral Counsel is tho > procuremont iegsl adviser of 4

. Sucrutary. The General Counsel werks with the Office of Naval matvrlal

but is not subordlnata to . us, - Hls subordinates work in the con tbracting -
buroaus,~ Lo

Just as I feel that uffeotlva coordlnatlob cf nr*cxrvmunu hetwse \
~partmpnts can be achievsd only if oeprating porssnncl bolioevs in tnu'
systcw and want te make it work, ‘sa alsc do I feel tfat offective Navy
control can bs had only if po]lcy is gonorated clese to tho burcaus an
thoir probloms, I have a great avorsion to the "Ivery Tower" control
methqd’whorabyfyOu-wrlte o, boek and say, "Don't lothx 40. I don't think
it;worKS. o : o R

»
’

Pollcy ooordlnatiwn w1th the Army and the Air Fo rec nust ‘bo achicved,
This is o functlon of the Office of Naval Moterial, Ve have not < vt roe
solvod all of -our poli cy diffueronees, Lat moe cite o Pey:

ile The. uuthorlty of coatractin" rfflcvrs in rhlatlo to cost
inspectors (in the Army you ‘call thon audltors) and to material inspoctors.
In the Navy we use a systonm of functional speeinlization, with more outhor=-
ity being vested in tho inspectors than is the casc in. the Jdrmy and the k
Air Forcu.~ Vo 1ike our systoem cf chocks and balancoes,” Our frionds in the
- Pontagon and ot i fright Fiold profor to lot the contracting officer recoivo
,rccommvndations ‘but vest zp him the finnl authorltJ to make d cisions.,

2; The quustlor of amprov&l of 1ncruasus in wage structuro under.
ccst-tvpe coptracts., The Army and iir Ferce have proposb& tha use of o
,Dupartmvntal'wa 1@ Board for. final ap roval of wage inersasos, this in
order to hold dcwn labor costs in ontracts, Laber costs, ary, of coursg,

a tremondously dmportant element in L contracts, Voo share their view with
regard to. tha necessity for helding down costs but ars worrisd about the
1npllcatlon of establishing a dcpartmartal beard for final approval o
wago-increase agreemonts, Wo don't want to subjoet thé Dugdrtﬂ‘nts to oven

.a ~Suspicion that we are trylng to cntar into managenent-labor wagze confor-

ences, I don't think we can afford toe Oovzously, T am giving you the-
Navy side of. thls argumsnt much more than I am giving you tbo arbu;enus
~of the oth or two. I an not trylnt to p01n+ up thess problons by ‘saying

that thv Navy is right. I am simply giving you vory briofly some of the
things on whlch we have not yvt ro acqa ag grocmont, :

. N

3« The Navy and tho Air Forcs dlff*r on the yolvcy of u511“ cost-
plus-fixed=foo contracts for largo-sc%lv production- “jobs. Wo fool that v
these contraots have thv lpqst 1noont1ve to manufa cturors uo h 31d down costs

»
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and that they arc vory “xp=nsive to adminigtor. ' The cxponsc resulis from
tho nccessity for hav1am a vory large and highly poid cost-inspection serve
icce. 4t pruso“t wg have. enly feur centracts of this type on production

jobs, Tﬂu Adr Force,’xvr nany very scund roascns=-ond I am anprociative

of thosc roasons--has many morc,

i

T 4. Ve have not yobt resclved our Jifferonc ¢s policy-wisc on the
pvrcvrtagu of fge in- *pcvntL"eftyps contracts, e fecl that cnoa first-
run preoduction job tho-fo s snould be kept dowm fﬂlrly low, -+4s wo got dnto
the fcurtn- and flfth-run nromuctlo" job on an incontivostype contract,
whors the manufacturcr has boon able te cut devm his nrcwuublcr costg, ‘as
a roward tc him for saving the Govermaunt mongy=-=and th ke what 1s done
in an 1ncuvt1vu—tyné COD+rQCt-—Wu foecl tnat he ocusht to have o slightly

hlbhvr PvTCuBt&be of fes,

I havo'toubhed'hﬁ four fairly. importaut differsnees. -2 can and wo
will rosclys Those l*ffdre ses, It will take ws tims, bubt we are moking
rOLrCess, ' ) ' a

Planning for procurcment in ovent of a national cﬁ“ £enoy consunes
a great deal of the time of ocur preocurcment planners. “Warbiume controls
will apply tc.mc$t of tho materials-and_servioos noeded to preduce ocur -
cquipment, Weo nust be roady to hopotiante contracts Uauvr war conditions..

We must conbinuc our. oflcrts~-butto; I think I could hove said we nust
redouble our offorts--to socu “productive capacity Sdfflclun+ to ncct
our cstimatoed. : 1oblllzataon rvqu1r==awcs, This is essential if we arc to

gct preductich started quloklv in eass of necd and 3.1ﬁ

- ars to aveid
rloal of hrdﬁrs in soms arvdo,'u 4 cVMruh of wnru in others,e

‘ . gt

Thvre, ni‘ goursa, t1at much OVTSYWOY Lud' y
small busincss per t1c1patlon in govermaent. cont
says that it is tﬂu »xwrossoi intont of the Con

(s@ "Shﬁil business" comes in--
racts, * The Pw(curum nt Let
s:t»"t a fair proportion
of gove rnmvnt orders shall. gﬁ to 31«11 busihes cirns. The Congress
fails :d to defing what it moean by "erall ou31n“su,’ but wo have o definition,
The Co*bross failed to. »rov13cv any 1ncunt¢Vp—waymant plan for the small”
“busincss man, I*‘smmply lvft it up. to theBarvices to try to dovise ways
and means of getting that "fair share" (also undofined) of our businoss to
tha smﬁllur oonc srns, - 1t is @ trﬁmyndous‘y"ﬁrth-whaln effort, both in
getting thom started now and potting thom usod to the rigmarcle of govern-
ment red tupv that they will have te go through (wﬂ try to eut out as much
of the rod tape as wo can, but much of it is still going to rimair), so
that whon we come to national mobilization, we will have the groatest

‘practicable number of people intercested in govornment busincss usod to
govormuont business and sufficiontly’ dis porsed sc that we will not have:

2 B!

w
all of our eggs, or too mény of our bev, in onc basket,
o Thore is ruch that we still have te de, Last yoar I think I said
. eoxactly the sameo thing. Vo learn a great deal as wo (o along in working
with our fricnds in the other Services, I can tell you--and I mean this--that
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~we have made .o proat ‘dual of ‘progross in thﬂ Dast Vpar; If,Gencral
-~ Vangman cr WhOGVur is hors is Klnd cenouth to invits me bock noxt year,

I think I w111 be abiu tc”UVll you +hmt wo have mhio st*ll nore progrcss; B
Thank ycu.r R .i el R . S :

, QUESTION Slr, is an y stog boing talan to squalize thc'sﬁq“‘qfds’ :
of procuramunt within tho threc DOU&TUWOLtS? I have in mind two cxamplos.

One. is that- recently tho n SWSPApSrs ccxtaln»4 an itom aveut the purchase
- of office furniture,  In that item it was saii that tho 'ernijcgll have
‘ wcodo furp*ture, the Novy weuld navn ‘metal furnitura,. and the Air Forco

would have some cther klnd. Anothor Jxaw31, conearns thu staadards for

. temporary: constrzotxon. The standards in the Navy are quito liffore:

from those in tho Lrmy. I was wondurln“ ife arJthln is Qvluu dens tcward
having: cémmon stand rds for Urfcurc1unt. : '

ADMIRAL RING: You‘; WS askud o protty broad queStiOn;“JLet ﬁp,limit

it to furniture fﬂr the moment, Tho Procuroment Pelicy Council has just

boen turncd Jdewn by tho Munitions Bﬁavd in that respects Wo made what ‘
Capt“ln Giles calls ‘an arbltrary decision to ths effoct thot thag Dena rte
ment  of- tha Navy (thls was dong Wlthﬁut ‘the advics of a task conmlttee)
would buy all furniture for ths threa Departno s I think: that was doqu
because-Kesslor and Christmas had beoth bepr in Navy: quarturs and found that,
gonerally, thoy liked tho furniture. The obvious roesult was: ,"Lot a - guy

‘"buy who. kmows how to buy good furniture.” 1id not realize that the

Navy ord ers most of that: furniture from the ocha*ulo of ounﬁllcs of the
Burecau: of Fedaral Supply.” It is.a vorJ pretty catalop: of ru.s, furnlturc,
and thlnbs of tuﬁt king,. ¢1lustratvd'w1tb celor. plcturus. :

Sc our flrst r,cnmnoniatlon to thu Hunitions Bcarl was, 'uoslrn 1t

.: to the Wavy." The Quartermastor ¢ tonsral and tho Chiof of the Bursau of
;ﬁ,Sugnlles and uccounts roseg in $avlr wrathe-and + hoy should havb~-buoause
wo had forgotten to touch base: With them, Se hprxan Foldmanj Deputy to

Genural Lar}

in," and’ Dorsey Fo»t 2r, Chief of thoe Buresu of Suphll=s and

v:;Accoults,h ;o together and rocomended’ the 1“1101¢“r' M(1)  Laet's mwku,’
‘no- purchuse assignmont ‘and (2) 3f we have to mﬂkv aspurchase a031 snment, e

lut'l naku 1t to the Department of -ths Army, which hasg a huYInG‘OrgaﬁlZﬂ~ /v;'”

, tlon.'lfhat the. Navy has is a bunch of .catalog readors and: ord=r placers.

" The, Army has a uuylnt organlzatlon and has SﬁOCJflCatﬁOﬂS."i

Tnerufore, the Procurement Pollcy’Cuunc11 ﬂvt Mgaln and recommcnded to

“thu Munitions ‘Board that we: have no¢ purchase assignmont, - That apparchtly

procurcmont

mads the munltlons Board very unhapny bzcause it ru~arded tav~rucrmmondatlor’

a5 a, walklnb back from our basic prznc*pl of "ottl ahcaﬂ w1th ccordinated

- Tha thln is: now back to us 7 aln. 1 tnlnk--I don't knnw, bbcﬂuso\

I canqot sv~ak for the othb rs--that our recommendation is peing to be
,that uvurybouy ordor from the Buruau of P‘d“ral Supply Létulog.~

SIS R =
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- You askod a vory surlvus que Sth” with ru~ard to standards. of
ccnstructlon.

Colonel McKonzic, from his trip tc tho Pacific, and any of you who
sorved thore during tho woar know that ono of the standard argumonts was,
"hat a frightful situation it is that tho Ravy oats so .nuch betbor thon

* the Aray ! Ths Navy always has beefsteak; the isrmy deosn't have any.  The
Navy has piss and pastry; tho hLrmy dessn't have auy.' I recall to your
ninds’ the fact that the muartur rastor bought practically a]l thp fooi :
that went cverscas. tc the Navy in thu Paolfwc. ‘ : - ‘

" There .aro'oertaih'itgms on thaiﬂdVy'raticn list, certain spies s,

shortenings, and things 1like that, which will pe c vy baker o bake

a bherry pic for you. Thcsc diffoerencos .can ."”d'should:be GllAluatOd.

- . s to pork ChCyS cr DQGFStuukS,.OuV“Cu31y r\ ong o ,
- pork chops or six beofsteaks te cdch six men in. the’Paoific; hacauss our
mfﬂr ships were nct built that way. Tha first ossontial in ths dollvvry
of ‘frb51 and frozen" to trocgs in the Pacific was thv availability of -
“reefor-bexos ashore to .re 3CCive thon in aulh.‘.hp had to hav bulk: recvlgt.

“

k)

Thereforo, the first thing that has to b Jono in o trying gu'.aLu~a
soldicr and a sailer r333ﬂnab1v and wqually happy on Guon; Sﬂlhah,=cr any
such O] ce=-and thoy should be made cgually happy~=~is to resclve the

point, How scon aftor an assault is compluted do we start moving in W
housekaeping items? That peoint has not yet been resclved. It ﬂu8vﬁ“
resolved if we are going te have Joo loks, who is a scldicr, anﬂ
Doaks, who is a sai lnr,' VaSCLMbly ha‘D ' '

- You have touchsed on an important question, How faor do we oo in pro-
viding living accommodatiouns, storags qccomnﬁdatloqs, reefur achnnoiatibns,‘
and sc. cn? It is 2 wost important quostion, and its proper soluticn
will have a very far-reaohnnb gffcet. aLt¢ all my heart, I Lawﬁ that’
the. proper solution is mot-roducing the o (flv th now provide more’ house-
keeping support down to the loevel of the lowsst but, rao tnvr,.nrlnblnb
~those who now grovidc Toss® up somowharas noar tho toﬁ. o

QUESTION: .1ill you touch a little more on *h3vullf‘rquO in the
fund situstion-~the révolving fund and the limite —tﬂ-oxv—yﬂar Type and
so on--and whether it is pos Slblu te havé the rov\1v1“" fund? Yhat can’
be done to maks it werk that way? S . . R o
ADNIR;L RING: I cannot wave my. luW dlnlona at you, sir, out I huard
Just rucently that the Attorney Gensral now LOll“V”S that it can be dono
for the Army, T think Congress is compltiLy sold en (1) the necessity
for the fund and (2) the fact that it has been scundly oporateds I can't,
for the lifc of me, understand, if it is truc that tho Attorncy Genoral
-now says that there is no ccnstitutional bhar to the revelving fund, why
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determined - efforts on the part of the Army and the Air rorce won't succeed
in the Congress, It will require a large initial ‘appropriation, but once
you have done that the- thlna is alnleos norev er adter.:“

I w1sh I cou;d give you mors accurate information on what the bars
‘are, . Liknow the Army has been worl <ing on ths subject for a long time
~With a lot of competent people, Any of you who were ‘here last year will
remember ‘the discussion by Ganeral iickinley and Admlral Buck, Admiral
Buck of the Bureau of Suppliss and Accounts was here; he‘ and General
McKlnley had quite an argumenb about the’ revolving fund,

t tha .;rmj and

“verybody who fnowa'about it wants it. I am surc tha
t‘tyoe of opevatvon;

¢ th
the Alf Force ars g01ng to maxe very'effort to, get t e

i

e have a case in p01nt r1~nt now, In respect to- 701nt Army-UaquAlr
Force standard slectronic components and for el'ctronlc tub>s, & very
fine proposal was madd to set up a stock pile ,not only for-issuc ‘as
needed within the: SgrvLces, but likewise for use oy the manufacturers
of electronic end items. Then 1nstaad of l“tt’ﬂg their designers run
-riot and design & resistor hers or a capacitor Ho”u-vSOMdtxln” that .
nobody had ever ssen beforse-tha manufacturer will have suandard com=
ponents evailable and ready for- 1nc‘"swon in the ond items, If we buy
them not. only for 1ssye within the Services as req¢1r=d but likewise for
issue to. manuPacturers, we will save a lot of mona v and we will get a
picce of equipment that is going to be casier for thu people in the ficld,
the ople in the air, and the psople akoard ship.to ke ¢p going. - But
we are stopped The Navy does not havg snough - money in its revolving
fund to flnanOe the whols opuration, I wish we dl but we ‘don’'t,

QU"STION Admlral, aoout “how mucb do 5 thié fdnd ameunt te'that,_/
_the Navy now has? ‘

ADMIRAL RING* It is absut a billion dollars and includss money and

storeS. R 4 L ;‘
QUESTIOW° Pas any con31d,ratlon besn FlV on to the e ett:ng up of

Joint purchasing corporations in licu of +he 81nh1e-uVrv1ce-procur smant

idea, which cornoratdons would be Joantly OOﬁJroll‘d turoarn,a board

of dlroCuOrS?

ADMIRAL'RING: Are you referring toda’ﬁinistry 63‘Supplyftype of
operation? ; v . : ' ;
‘QUESTIONER: ..nSSc/n‘blallV that, The Government has boon criticized

many times in the past for falllng to use th= corporats dUVlCu and its
advantaoes. D

X7
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ADKI L RIWG T don't 11Kv any tynu on sorv*cv functhon which gots

. so far away from the a>ratloﬂu1 ruquler:nts that it-can't he told -

definitely,. posxtlvo]v, and offsctively, "You do this at this time; and'.
if you don't get it donu,'com, and toil mo vhy." I worry about the -
cstablishment .of what I consider a tru .sorvice function at a lavel
beyond the control of thu man vho has ovaan tbu troops, flv uhv p1anvu,
or sail the ships. : :

You can set up many what i thlnk arc thorwtlcal business- advantagbs

" for tho typo of operation you rofor to, but' I think you get away from.tho

‘and procurcment ars indsparable and that

‘wonder what your thoughts are on that and

practical consideration of why weo, buy anftbLng.‘;wv don't bxy.sgppli=s'
and squipmont in the Army, in tho Navy, and in the Air Force simply. to go
through & business operation, - We must assume that we have a nmilitary
demand,- for the item, So the first thing is ge+t1ng the right goods to
thu rlght place. at tho right time. Surgly Wwe must be businesslikee

‘Surely we must try to'ssve money,. Bub.nover lot businoss considerations

or corporﬂtuestructure considurations -interfors with getting whdt ths
military'commandcr nseds when he noeds ;t.; I an SOlu on that ONGe .

QU OTI N  Admiral, in & pape“ g‘ pars d Vi xvnvra3 Lutes 'in hlS
former capneity as “alqi of tho Armyv u.r/ G0 orouo, ho said that ﬁupply
the operating lovsls should
be under the seme chief. In tho Air Forc that is not practiceds I
if thot tiss in with common -
procurcmun* b" tha - Armvd Sorvices, Co

ADuInAL RING: “It is not practiced in the Dspartmont of the Havy.
Rather. intors stingly, and just as a s;dolinht tho Air Force and the
Wavy, which, as thos. of you who read. the papers rcalize, have had a
considerable number of diffsrences of opinion regarding s*r“tbwlc ‘con=
‘cepts and other things, ar. sxtromely closc b06voth, I find, " in thoir
concspts of the relation of n“Oﬂur sront and. supply to command. A dis-
tinguished rvpresentatlvu of the Dopartmont of tho Air Force said, in
my prescence,  te an gqually dlstlnguland repressntative of the ﬂpnrtmbnt
of the Army, "You will get a Ministry of Supply opvratlon over tho doad

“body of ovory officer in the Dopartment of the Air Force,” :I ot up nd

cheored loudly because that was tho way I £61% too,
, . . . e oo
In my concopt of supply~you dctermino.requircmcnts; you procurc;
and then you storc and*issue. ‘The whole supply function, in my cpinion,
including procurement, 1 coption, nmsp sotion, storage, rodistribution,
and final disposal, MUSu bu rvupon31v“ to %ua needs of bac mnlltary
commandcr., - .

In the Wavy wo have a two~way split. Ths Chiof oP the Bureau of '

~Ships is told by the Chisf of Naval Oporations, sp\01 ‘ically. by the
‘Deputy Chicf of Naval Oposrations for Logistics, "Wo have an appropriation

for so many hunter-killor ships, so many CVB's, and so on., Procoed to

1
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“buy what. you want.  Admiral Carnoy, who - 1s “tho Donuty Chiof frof- mﬂv01

Oporatlons for Logistics, has made thet docision,  That is ths program,
“Admiral Miles, who is my boss, thu Chisf of Hawval liatorial, is intimatoly
" concurnod with how wo buy and:with ths busin.ss aspects of procurcmoent,

Miles ‘does not report to the Chiof of Haval fo:rations. Ho roports to Cw
the- n051stant Sceratary: of the Havy "y, vho, bJ 1 gatsd*aztﬁorlxy from tho '
Socrutary, has oontrol over thu ous:ndss 3spJots:of p ‘ocuromant,

Go nural Auran, ;who, unavr thv now Army or Lnlzat;opf nes bedn ,
5ot up as the hsad man of all the tochnical sorviess and “is thoe Dirsctor
of Logistics, is a combination of both Cornsy and Miles in tho Deperiment
- of the Navy, . The Havy ond the Air Forco split with regard to tho -
authority of the Under and Adsistant uucrotﬂrlas is o littl s bit d;ff“rnnt
from whet it is in the Depmrtm)nt of thu Armj '

If an Air F Forca OfflCur worys on th‘ stand, he would tcll you that-
the systo he usas is the best one, I am surs dur‘sy"”m is the best
one, I am'oqually sure that the Departmsnt of +tho Armv'conSxders its
systom the bost one, We ara _not togvthur on that or“anlzatlonal To-
‘sponsibility, T v : _ : S
“STION Admiral, you prosented the arguﬂvnt in favor of s1n51u~
Sﬂrv1cb procarumvnt 'I think th”fprlhvipal argumsnt is that it climinatoes
compa >tition in buying.  You stated thet som: people arc oppost to it, S
I bolicve ons of tho argunsnts against it is thn foar that whors ono e
Service is procurln& an itom for 'itsslf and for taw two oth:rs, whon the’
pinch comes, its own ‘poopla will probably got thu foroncs,  Have you
any commvrt on that. point of_vvlw?' : . : L ‘

s

ADmIRAL PIVG I trlad to touch on: tﬁ”t very brlufly by trying to o _
pay Colonul oK:nZ1pfa nd his group: a complimunt an saying that the R R
only really satlufaotory typs of single=Servi ¢e=procuran ﬂt opurat¢on '
is the ong whero ~the mon who is buying will try todo a bottor job for
,tno man mho rpqulrus th“n hv mlll do for his ovin D‘opl s

Thv needs of tﬂ" équlrlng Bervice can be met in 8 numbor of xfs.
You can do i1t, as we are attompting to do it with tho Ordnance DGOﬂrtmvnt
automotlv procurcment, by h”Vln” onv uomm1531on d officor and ono civilian
- engincer actually out thars to reprcsc 1t you, You .can do it tnrou oh '
the Army market organization, - Actually in the Army Markot Contor at
Chlcago and-in the branch officaus tavoubheut C 2 ficld, we had poeople
skilled in SubSlStquu requirsments and skille i1’spcomflc knowledgo
of what we wante d who wors able to make n=tom- spot dv0151ons.- The
situation arls s whore wo can't .got exactly what iz manb. The buyor
comes. to our peoplc and says, "Thls 1s all thoers is, Can you downgrade
this specification a little bit? Can ybu tako this?" It ig possiblo-a R
and history has amply provcd it to mo--for the requiriwg ‘people and '
the purchasing people o gt to~’thur so that the requiring poopls Wlll k
be compl stely ‘and p*rfuctly Satlsfl’d with txu ond” results It con boe done,




It “takes work,  More: than anythlng else, lt takes time for people to
~ bscome acqualntud Wlth cach othor and to know tho p»oplv in tho- oppos1t
Servica, . - R S :

COMUENT : I would 11ku 4o say a word or two about the MlLlStrV of
Supply. I just oompl ted two years thero mysolf, I think it is not
quite fair to say that the sarvicos do not w\t what thoy want through .
the Ministry of Supply. Genurally speaking, I would say that the
Ministry of Supply consists of 2 large body of “porman:nt. civilians. and
a smaller body of passing scervicy officers who ssrve thair two or throc
Cysars in tho institution., I don't think that there is any quostion |

about the scrvicos gatbing what +they want, Thoy ars thoro sitting on -
. ~top and working sids by side with tho 01V113ans. -Irf t1ny know their
~job at all, thoy should g=t what thoy want., ’

One advantﬁba that I do soe in it is tlat tha c1v1111ﬂs provide
a permanunt body that furnislos continuity, wh 1ich you cannot got with
service personnel if -they are changing at all, In that resposct, I would
like to ask how you allow for continuity in your crganization if it
consists mainly of officers whm chan o thair - pp01ntments IVEry SOVVTQI
YOoarsa. : : :

ADMIRAL RING: In tho Dunartnant of th) Navy, 31r, wo try to do 1t _
by that part of the Navy to wnich I balong, I am a Naval acadomy graduatu
whos3 eyes wore not good “nough to wnable me to boecome a commissioned
officer in the line of the Wavy. Buocouse I wanted to cat, I tharefors

v»JOlned the Supply Corps of the Havy; I am what is'known as a supply
officer, Ilbave naver commanded and will never command any ship, howsver,
I have the rank and I have the pay, thank God. I am troined as a func-
~tional specialist in thq d01ng of many of the things that your permang nt
¢ivil servants do. I am not in any way,dvcryin the volue of civil '
servants, I know what they are, and I know what t hgy can do. But T
believe I was just a littls bit more rvsponszva to tho nosds of the
Commander-in-Chicf of the Pacific and the Pacific Ocsan areas because
I wore a uniform, because I had been to ssa, baocause I was part and parcel
of ‘a comm1331onnd o‘roup. ~ S - a

I think tbat my ba31c bu31ness tralnlnb~~w1tn a bow to thae Industrlal
Colloge-atne fact thet I had a year os & student and thros. yuars as an
instructor on the staff of -tho Industrial Gollsgs, the fact that I have
done & lot of business work in my time in ths Navy, plus ths fact that
I have an allegiance to a cause, that’ I have sorved.at ssa, have mads
m¢ o little more responsive; and svon tmough ths busincss.aspscts of the
job may bo a 1ittls less waell-dons, I boliwve thot the people. who' nvoded
the suppllas got th 3m 4 11tt1, fastar ard o little bvtter.

That is a matt r of op1 vion, I am surs that you ean do it qu WAV
But I think it is very important nover to taks any functional specialty
and elevfte_lt‘to whore 1t bocomes the mastor 2nf the militory comnandvr,
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who will win or lose the éhgéqement; becomes the servant. I think ‘
it is putting tho right shos on tna 1“ft foot and vice varsa, 1 think
it is the wrong anhas1s. _ : - ~ : :
PR 7 . ‘l - . - . \ .
COML NT' or coursv, thv huad Jan, th Controll.r Of Suppll s, is,
a surv1ng offlcvr in both thﬂ anr Sidu and ths waterial side,

aDMIRAL‘RING' I hopu you w111 excusa wy 1ntxmpvrﬂt“ lancuabg in
condvmnlnb the linistry of Supply. I.Ju»t don't bolisvse in that type
of operation for a militery servico., I -have to point - out, of courss,
sir, that tho sonior survica, the Royal Navy, -rathor complotsly dis-
associsted 1ts>1f from thoe opsration of theo ulﬁlstry of Supply b=causv,_
as it said, it wantad to.gat,its oWnygqods. Isn't that a fair statemont?

'COMMENT: I agroe. with' you th ro,

GENIRAL VAI%&AN. Admiral Ring, »you have had vast exporience -in the
supply fisld, Would you just taﬁe a coupls of minutes to ovaluats your
time as a studont at the Industrlal Collagu in relation to’ the experisncos
you have had in supply? T . : e SR

ADBIRAL RING: I SUpposo that a confussion is always good for ths
souls Durl*v.b World war I, I served as. supply officor of the U.S.S.
Florlda, which was o part of idmiral Beatty's Grand Floot, CAdmirsl Rodman
was our- squadron commander. . dvery once in o while from somewhors o supply
ship would arrive with some goodss Sometinmus it was what we noodod;
sometimes it wasn't; but it was something and we wors always glad to -
get it. Frankly, I didn't know--and I moan this--that thore was anybody
by the hame of Mr. Barney Baruch or sny such thing as his var Industries
‘Board, I didn't know anything of the opsrations back hore in - -ashington--
what it was necessary to do to control transportation, to control taxes,
to control flnanclnb of new plants, snd so on, Quits frankly, it was
not until Wovember 1929, when I went to the Industrial Golloge, that my
eyss were opﬁned to the offect of a magor war upen. the Nation's sconomy.

I then realized what had to be donv in ordsr to oxercisc thoss controls,

I went back to the Navy Department for about six months after graduation
from the Industrial Collegs. I was put in chargs of the Bursau of Supplics
end Accounts ¥War Plans DlVlSlO". It was completsly unintograted with any
of the war plans divisions of the othor bursaus. In ths Office of the’
Chief of Nawval Opurations, where that intsrost should have been vaery keen,
there was littls if any coordination. I think most of the Wavy had a
basic concept that "if any trouble arisss, the Navy is tho 1 Nation's first
line of defense; so wouldn't we be smart to let tho dssistant Secretory
of War, under authority of tho Natlonul Dofonse Act, Seetion 120, go
ahead and do the planning? Vo would got tho goois when the trouble
started.” I had 1ittls to do with improving ths Navy plans system bo
cause I lasted only six months in that job.
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Colonsl McCain was kind enough te ask me to coms back as an officer
on. the staff of the Army Industrial College (IUAF now).

In thu next three yecars on the staff I learnud a great deal about
control of a lot of things, and my eyes wore oponed to tho impelling
need for s study of history as it related to the various methods
of control that had beon tried undor different circumstances. This is
noton the materials side, but I commend to you a study of what happoncd
. to the German Naval Air Force under tha Reichsmarshal, If the Gurman

submarines had had morc naval air support to spot convoys for them, I am |,
firmly convinced that they would have sunk morc ships, History, as it
relates to what psopls did under a &&Vdn set of circumstances, is a :
'tremundously interesting study. . It isn't porfect. - You cannot say that o
 because. this nation did this, we must do it, or converscly, bacauss th
notion did this, we must not do ity But it will help you==and it did
help me~==in being subjscted te forced fuedln in the way of historical
sducation, to do a great deal of thlnﬁlﬂg on whut you would r°oommvnd be ..
donu 1f a certain wet of clrcumstancos came up.

On tha nutlonal-uconcny conurol SLd@, Geﬂ,ral to get away from this
long speech and try to answor your quostion s pecifically, it openoed my
ayes to-a vast field of effort in control of thv national cconcmy in time
of stress that I didn't know oven oxisted DufOrv. I am vory happy that
I was privileged to go to ‘the Cellege. I am s=rloué'abouﬁ that,

B ‘GENERAL VANA MnN udmlral Rlnb, W3 tnank you. very much fcr your
extremely stimulating 1=cturu and fTor Jour vary w1s~ obsvrvatlons,

. (8. Dscembor 1948--450)S,
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