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Rear Admiral Morton Le Ring, SC,USN, was borm in Athens,
New ¥ork, in 1894, He graduated from the U.Se Natval Academy
in 1915 and resigned a few wecks after graduation, but in 1916
re~entered the naval service as an IEnsign in the Supply Corpse
He was promoted tlrough the grades to Rcar Admiral, which rank
he has held since 1943a Early in his carecr he was assigned
disbursing and supply duties in various naval ships and with
the ilarine Corps Expedibtionary Forcc in Santo Domingo where
he eventually became officerw—in-charge of the Department of
Finance and Commerce with additional duty as aide on the staff
of the Military Governors He also served as assistant to the
OLficermln-chargc of the Navy Supply Officers School in Y
ashington’and on a specigl assignment at the Naval Observatory,
TVashlnguon, De Co In 1930 he completed the course at the Army
Industrial College and then scorved on bthe staff of the college
until 1933, Ilater assignments included duty as stpply officor
of the battleship Idaho; duty at the Supply Depob, MNaval Opcrat-—
ing Base, Norfclli and in the Bureau of Supplies and Accounts
where he became head of the Purchasc Divisione In 1943 hc saf
duty as supply officer, Thirtecnth Naval District and in 1944,
as a rear admiral he joined the staff of the cormander-in-chief,
Pacific Fleet where he wes charsed with preporing and ﬁmp]cmcnting
over=all plans and schedules for supplying the combined Army, -
Novy, and Marine Corps forces curing the Caroline Islard, Iwo,
~and Ryukyu campaifnse Tn 1946 ho was ordered %o duby in the
Matorial Division, Office of the Assistant Scerctary of the
Navy and in Scptember of 1947, hc became vico—chief of Naval
Materials In October 1949 he assumcd the duties of Director
of Supply Fanagement of the Munitions Board, his current duty
assignments
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GENERAL HOTHAN: Gentlenon, abt. the beginning of our course in
Procurement we assured you that the presentations would be made at
"the policy level and not at the administrative or paper-work level.
We intend to keep that promise. - We believe that good planning and
sound policies will in themselves he conducive %o good administrations
Conversely, I don't believe that any amount of good administration can
possibly result in sound policies as a direct requirement. Our speaker
this morning, Rear Admiral Morton L. Ring, will discuss with you pro-
curement and supply management from the policy viewpoint.

Admiral Ring, through his long association in the Navy, with
procurenent problems of every characber and description, and more
recently as the Dlrector of uupﬁlv Management on the hunlulons Board
staff, has a pro-ovna xnowledge of this subject. I imagine that he
has probably forgotten more than any of us will ever know about pro-
curement and supmly.

He is a gxaduate of the Army Industrial College and also has the
distinction of having been the first Navy member of the faculty, back
in 1930 I believe.

This will be his sixth appearance as a lectursr on the platform
before the Industrial College of the Armed Forces since 1946, In fact,
he is . one of our principal consultants in procuromcn I just wish that
dach of you could have the opportunity of sitting down with him as we
have been bthe last half hour, to hear his ideas and cohcepts on the way
to get people together to come up with good, sound plans and sound thinking
in this procurement field. You certainly would have an interesting and
enlightening half hour.

Admiral, it is certainly a great pleasure to have you back with-
us and to welcome you to the college this morninge

MIRAL RING: ‘ent?cmen,'l thought I would talk to you this
murnang—~and I am going to try to make it brief-—on what T underutavd
supply management to be, parbicularly as it relates to the tyin
together of the several functions o:‘ouk,pjT management, not onl“ within
the Department of Defense (UOD), but, of almost equal importance, as
between the DOD and the rest of the Federal Government. )

My specific task, as the General has told you, is that of Director of
Supply Management on the staff of the Munitions Board. I was given an
additional task, by Mre. Johnsonts dirscltive, to serve as the DOD working
member in trying to get the General Services Administration and the DOD
together, on a policy level, on the same problems ol supply managemens.
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T want to make just a brdef statement as to the reason for thalt
latter assignment. The Hoover Commission on Reorganization, as most
of you know, made some recomméndations that later were enacted into
a law known as Public Law 152, which is the statute that established
¥, Jess larsonts Ceneral Services Administratbion (GSA)e The Depart-
ment of Defense was not too enthusiastic at the start, and when the
bill was undergoing hearings, representatives of the DOD argued rather
forcibly that it should be exempt, in the statute, from any application
of Mr., Larsonts administrative authority. The Congress wrote a measure
of protection into the law by saying that the Secretary of Defense
could exempt the DCD. :

However, the President, in approving the legislation and thus
making it law, indicated, by letter to the Secretary of Defense, that
he did not desire to have the Secretary of Defense demand exemptions.
As a matter of fact, he did not even want him to request exemptions.
Rather, he preferred that a three-man team, composed of the Secretary
of Defense, the Administrator of General Services, and the Director of
‘the Budget, get together to work out areas of understanding as between
DOD and GSA. My guess is that the Director of the Budget was intended
as a referece. ’

_ The three principals quickly decided that a working group was

" necdeds So Mr. Larson's deputy, Russell Forbes, who made & tremendous
contribution to the Hoover Commission Report, Mr. Ray Ward of the
Office of Management Standards ab the Bureau of “the Budget, and your
present speaker were selected as a working groups We have made some
progress in getting togethers The Secretary of Defense has not as yet
demanded any exemptions, nor has he reguested the President to give
him anye.

On the first of December, Forbes, Ward, and Ring expect to submib
a report of accomplishments under this task to~our principals—-the
Secretary of Defense, the Administrator of GSA, and the Director of
the Budgete They.will probably, if they like the report, transmit it
to the Presidents He may want to transmit it to the Congress; I think
he probably will. '

T can tell youthis and I believe in it: I don't think I have sold
the Department of Dofense, or the military departments, down the rivers
Russell Forbes says he thinks that he and I are probably two of the
noblest characters in Washington, because he is constantly criticized
as the man who is playing a game of give-away and giving everything to
the military, and I assured him that all my former friends in the Havy
Department were classifying me as the man who is giving away everything
to the civilianse. ‘ :
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So I think we are probably doing a pretty good jobe Actually,
I don't think the agreements have hurt any one of the three military
departmentss I think they represent a rather considerable contribu~
tion to what the taxpayers ought to be looking for, which is some
business administration sense in a field that sorely needs business
administration knowledge and techniques,

I think I ought to give you just a little definition of what I
mean when I use the phrase "supply management." Firsty; out of the
Hoover Commission Report comes this definition of supnly: Supply is
defined as "the task of providingeeoSupplies, materials, and equipment
required for the operation of the Federsal Govermmente” Bearing in
mind that the DOD operations within the above definition are the materiel
support of an actual or potential. combat force, it may be seen that
supply management intvolves coordination of effort in the various fields
of supply operations, be they command or noncommand operations, in order
to obtain the meximum materiel support at minimum cost, :

Currently, I am having a bit of a debate with Major Ceneral Pierson
of the Joint Staff in trying to get lired up a proper concept of Munitions
Board .and Joint Chiefs of Staff relationships if the field of supply
managemente A number of years ago some "genius," in the Department of
the Navy I think it was, set up two definitions, splitting the field of
logistics into two parts--the field of so~called "producer logistics" and
the field of "consumer logistics." TWhat has happened to us is that, -
instead of regarding the logistic support systenm as one integral thing,

I find people on the Joint Staff are saying that the Munitions Board belongs
in the field of producer logistics and the Joint Chiefs in the field of
consuner logistics, '

I told General Pierson that +this reminded me of the storv of the two
boys who, being very friendly, went into partnership in a cow, ‘They sub-
Sequently fell out, and since they were not working together any nore,
they decided to cut the cow in halfe One boy liked the "moo" end, “and
the other boy liked the milk ends Bub after the cut had been made, neither
the "moo" nor the milk was very satisfactory, : S

I am strongly in favor of a "whole cow" philosophy as it applies to
the materiel Support system of the armed scrvicese I think it is less
than smart to have the Munitions Board issuing policies that will be
applicable to the requirements, to the mrocurement, and to the traffic
management of supplies until they reach the firsh military depots; and for
the Joint Chiefs %o say that the Munitions Board has now no interest in
maintenance, storage, and issuc, or in those things that had to be
started at the tine you bought your goods, one example~-such as packaging;
that the Munitions Board has no interest in the consumer phase,

Packaging is a good example of thate Our industry advisory committee
has told us that one of the real problems confronting us is in bhe
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palletization of large-caliber shells; thab if we can devise a gogd
system of palletization, we will do a greab deal for the stevedoring
effort at the port of embarkation; that move tons can be carried more
miles by a palletized load than can be carried 1f hooks are put on each
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shell and it is lifted up that waye 38o it is a very. attractive program.
T think that the Munitions Board would bs much less than smart to
prescribe a packaged load for loading at the Port of San Francisco if it
has to be discharged at some vplace in the far reaches of the world where
the stevedore battalions overseas don't have the heavy cquipment necessary
to handle ite I don't think it is up to the Munitions Board to establish
the table of organization and equipment for each stevedore battalioi.
T do think it is up to the Munitions Bosrd, having an interest in the
packaging problem, to be able %o recoménd to the Joint Chiefs of Staflf,
"Tf you can éstablish youwr receiving wnit with capacity to handle a load
of this size, we can do the following things for you; most importantly,
we can ship more tons more miles.”

T think we will resolve the problems I am going to keep on trying
until we do. :

The several functions of supply management as they are generally
understood in the Department of Defense encompass such things as procure-
ment, which the General mentioned, TYow may or mey not recall that in

 Public Law 413, or the Armed Services Procurement Act, the Congress re-
quired that the Munitions Board assign the procurement function, to the
greatest extent practicable, on what is known as a "single procurement"
basise We have a definition of single procurement. The narrow definition
of course would mcan that the Corps of Engineers of the Arny is to buy
all the lumber for all the services,  While there are many examples of
procurement assignments of that type, I think the basic intent of the
Congress was to aveld competition between the several technical services
of the Army and thc bureaus of the Navy and between departmentse So that
any sound form of procurement assignment that avoids overlap, duplication
of effort, and competition is basically in response to the intent of the
lawe The last figure I saw, based on the dollars of our procurcment
budget, is that some 81 percent of owr botal expenditures are now handled
under some form of coordinated buyinge

TInherent in the Armed Services Procurement Act is the issuance of-
procurement regulations so that procurement policy as between the Army,
Navy, and Air Force will be reasonably similar. I think the box score
to date is that 13 scctions have been issued, 3 sections art in process,
and we are having trouble with those 3 sections. Obviously, the last four
scctions arce the hardest oness We did the easy ones first. ‘

We are still having trouble with the accéunting for government-
furnished property in a contractor!s hands. We wre having trouble with
the termination sections There the trouble is that, as you lmow, the
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Comptroller General of the United States was not in favor of the Contract
Settlement Act of 1944, and the degree of finality in settlement which
the Comptroller is willing to accord to procurement officers has not yeb
been settleds We are having trouble with our pricing section--the
establishment of a pricing philosophy for the armed services.

- We are making every effort, however, to expedite the completion of
the regulations. Their complebion is long past dues

Yesterday I had the privilege of addressing the American Standards
Association. While the Munitions Board has a Standards Agency and is
busily engaged in gebting oub specifications and standards, it happened
that yesterday the major standardization effort that those people wanted
to hear about was our cataloging effort.

We have a Munitions Board Cataloging Agency, and as part and parcel
of the agreement between Forbes, Ward, and Ring, Mr, Larson ‘has delegated
all his cataloging authority to the Chairman of the Munitions Board. So
that Captain DeKay of the Navy, who is the Director of the Munitions
Board Cataloging Agency, with power of decision, by the way, is working
on a Federal catalog and not just a DOD catalog. It is a massive under-
takinge

Maybe I ought to say right at the start that we are never going to
print a cataloge We expect to do sufficient nanming, numbering, and
describing of items on Ifive-by-cight cards so thabt in whatever form a
bureau, technical service, or the Air Materiel Command wants to use it,
each will call the same item hy the same humber. That is the final goals
I think we would be stupid %o assume that today we can get out a card,.
and tomorrow every one of the Ordnance Corps 150,000 blueprints is going
to be changed, or every one of its 5,000 bin tabs is going to be changed.
They are note We would completely disrupt the supply system by doing
thate The end aim, however, is that wherever the thing appears, wherever
it is necessary to tallk about this item, someday it will be called by one
name, one number, and one descrintion. What we propose to do in the

“dinterim is ‘o cross-reference from the oxisting systems to the Munitions
Board Cataloging Agency's system so that)therc will be a cross—reference
approach to the final goal. V.

Mr. Johnson, when he was Secretary of. Defense, issued instructions
that we speed the cataloeg program to completion, It is a big one. It
is our hope that within anothcr 12 months we will have gone through the
identification phase of cataloging. Ve still have a lot of work to do
in classification. We still have a 1ot of work to do considering the
impact of the catalog system upon the existing supply systems. We arec
talking about something that would be on the order of <¢5 million cards
when we gelt through. : ' ‘
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Probably the most important thing we must watch while we are going
through this next 12-month period and specding up the completion of
the identification phase is this: The military departments will be
busily engaged with expanded procurement dollars, buying many more now
items that we have never heard of befores If we are going to have a
catalog system worthy of the name, we must cstablish a method of intro-
ducing those new items into the catalog system with proper descripltion
and proper numbering at the time of procuremente If we dont!t do that,
we will make the mistake that was made with the old Federal Standard
Catalog, which was a fine still-camera picture of the itcms on hand
at any given instant but did not include new current iltems.

: This is the problems I£ T number the fingers of wy hand, 1, 2, 3,
Ly end 5, that is pretty good, because 1 never cxpott to grow more than
five fingers on that hands Bub if, like a polliwog, T could grow another
fingor and it happened to it between No, 1 and Noe 2, obviously what
T must do”is either call it 1.5 or number it over herc as No. 6. Con-
sequently, our catalog systom is devised to introduce an item into the
system wibth a number that does not describe the bin stowage of that
particular items T could number the existing fingers 1, 25 35 %4 and 5,
and call the new one 63 and even though the new finger, by sizc, might
more properly fit between 1 and 2, we have another way of telling what
the thing is, and we can add more fingers into the system as fingers

appear to be necessary for introduction into the system.

That is a rathor important differcncc. And I cormand to thosc of
you who are interested in cataloging a study of the problem of cataloging
Federal Government supplics so that you can intiroduce new fingers into
the sysbtem by means of accepted numbers for these other fingers, without
worrying too much whother your sizes actually f£it in, in sequence with
the numbcerse. :

To date, I am told, we have cataloged—-—~that is, described and
numbered-—over a million items. When we geb through, there will probably
be somevherce between 205 and 3 million itemse

T would like to touch now very briefly on the subject of standards
and specifications. Probably the cotaloging effort 1s the best
standardization tool we haves I don't know whother it makes too much
difforence whether we try to standardizc first. and catalog what vwic have
left, or whebther it is betber to catalog everything we have and then
put our standardization intelligence on the business of e¢jecting from
the system the necdless variations in sizcoe The latter aprroach is whab
we arc usingsy I think it is sounda

We have, to date, in conncction with spccifications, completed
about 30 percent of the Jjob, and there are existont today some 5,500
military and Federal specificationse. We have a long road ahead of us
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in this specification field, not only because we have completed just
about 30 percent of the Job, -but basically because the whole process
of getting out Specifications is much too slowe

They tell 4 story of the Federal Specifications Board—-it might
as well have been the Munitions Board Standards Agenoy«#which, alter
vears of effort, quite recently turned out an approved Iederal specifi-
cation for spittoon cleaning brushes; this was several years after the
last spittoon disappeared from the last government office, '

it takes ‘oo long, and the resson it takes tco long is thaty in-
the Federal system, the Federal Specifications Board is composed, I
“bhink, of some 77 technical committees, Ind with the necessity of -
referring back and forth to every government bureau, agency, office,
and what have you, where a man can hold up something just by refusing
to answer a letter, it is not a zood mass production systen. .

I think Russell Forbes will make. a tremendous contributicon to +the
Specification system. He was, under Mayor LaGuardia, the Commissioner
of Purchases of the City of New York, He was the head: of New York
Cityts Specilication Committeées. e is a firm believer in the fact that
Specifications, a perfectly wonderful thing, can be misused as well as
useds : : ‘ :

- We find, for instance, that in a certain government agency-—and I
will not name it——even for the most minute purchases, where a runner is
sent down to the nearest hardware store %o buy two screw drivers, if
there is a Federal specification for the screw driver, the runner will
very carefully ask the clerk behind the counter, "Are these in accordance
with Federal Specification “Uﬁpﬁw—&mpﬁy~Umpty~l?"' The clerk will probably
Say, "Mister, I don' know " The runner will say, "If you dontt knovw,

I'd better go to the other hardware store," TIf he ‘finds soriebody who

Says, "Yes, this is in accordance with the published Federal Specification,"
the runner will happily buy ite He‘has no intention whetever of SUbD-
Jecting the particular tool %o any test or inspection to insure that it

1s in accordance with the Specilication,

} Obviously,4them,we_&fe,stupid b0 use a printed leaflet Specification,
even to mention the thing, in connection with an of f-the-shelf purchase.
And I think we will come ‘up with something on that very soon,

L am not trying to downgrade the importance of Specifications. AIl
I am trying to say ds that whatever tool of business managemert you have,
try to make sure that it is used with intelligence and not with stupidity.,

‘In talking in New York yesterday, I found a tremendqus amount of
intercst on the part of the members of +the fmerican Standards Association
as to, why did we want to be so restrictive 3in owr military specifications?
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Why don't we pay more attention to producibility and less to the
military demands for specific departures from commercial standards?
Tt is a very persuasive argumente

T was privileged to listen to a distcussion between a former chair-—
man of the Munitions Board, Mre Carpenter, and a very important citizen
from Chrysler. The Chryslsr man was belling Mr. Carpenter, "Your
militery specifications for automobive vehicles are preven'ting us from
really producinge" And he had a wonderful argument thab if we could
accept commercial standard vehicles, we could pretty nearly crush the
enemy under the tonnage of the vehicles that we 2ol

' There is the opposite side of the picture., Would the vehicles
work in salt water or close to it? Would they work up north where
they might have to work? Would they work in the desert sands?

There is a very nice balance and a very high order of intelligence
that should be applied to the military demand for those essential
departures from civilian shbandardse. The military representatives ought
to be in a position to derand what théy must havee They must not be S50
stupid as to insist -to the end that we make industry's task of  producing
more difficult than it has to ve. Industry has enough trouble, anyways,
with government contracts, without giving it that burden.

As between Forbes, Ward, and myself, we are really working in the
£ie1ld of standardization and specifications, and I hope we will have
some improvements in that situation shortlye

The Munitions Board has a responsibility in packaging, which I
‘mentioned earlier in my talk in connectbion with the relations with Tthe
Joint Chiefs of Staff. We have a very effective industry advisory com-
mittee helping us in that figld. I was amazed when I was given the
figure some time ago~—-and I think this will interest you~-~that nearly
6 percent of the procurement dollars allocated by the Congress for pro-
curement of hard goods goes into packaginge That is .a lot of money.

Tet us take the Navy. I know sonmething about that. The Navy con-
sistently does more overpackaging than anybody I have ever Seel. Any
of you who have had housechold cffects moved and packed by the Navy know
what it pubts on. I think the lavy was using four~by-fours the last tine
it shipped my household goods. And it gets very costly. If we had smart
packaging of household effects, they would arrive with a minimum of
damage, and & minimum of cost nob only to the Government in pubting the
packaging on, bub £o the officer in shipping weight. And when you get
as old as I am, you have plcked up so many attachments that you are always
over your shipping weight. Consequently, every pound extra in packaging
comes not only out of the Governmentts pocket in putting it on, but out
of the traveler!s pocket as well.
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It is necessary for us to keep the closest possible contact we
can with a very finely organized industiry, so that the most modern
techniques and advances in the art will be reflected in what we are
trying to do. We do have a good outfit on the staff of the Munitions
Board working there. ‘ '

T touched on purchase assignment and procurement policy earlier
in my talk. One of the problems  always confronting us has to do
with those two magic words "small business." And it is guite a prob-
Tom, . o ; :

Small business, as I see it, rocks along pretty well in normal
peacetimes, The cynic might well say small business rocks along pretty
well because it getS'enough'subcontracting.business through its normal
commercial channels, so it is not interested in government business,
That may be true. Bub at a time when limitation orders are cutting
out certain civilian production a smaller businessman who is used to
‘doing business as a subcontractor finds it rather difficult to get
‘enough work to keep poing. He then turns ‘o the Federal Government.

-Somebody apparently has told most small businessmen that the only
thing to do is to come down %o Washington and get a government contract,
and then the trouble really starts, Many of them are simply not capable
of becoming prime contractors, although they can and do prarticipate with
tremendous effectiveness as subsuppliers, and they can and many of thenm
do teke smaller contracts for the simpler type of item, :

One of the biggest problems that confront us, though, in a period
of creeping mobilization, which this Rorean incident might be called,
is the fact that widespread advertisement of the Government!s business,
of course, tends to decrease, and negotiation of contracts tends +o
increase, complicating the problem. We cannot be expected to broaden
the base of owr negotiation by bringing in some 200 to 300 people to
negotiate an important prime contract,

There is another function of industrial mobilization planning tied
up with current procurement and it boses a wvery serious question. We
have a mobilization plan whereby, in tine of ‘mobilization, certain plants
are allocated to certain technical services, bureaus, or the Air Materiel
Command.  The question, is, are we now mobilizing, so that a given con-
tract should be placed with plant "A" on the industrial mobilization
planning basis? And if we are to place it there, can we possibly do it
by formal advertisement and competitive bidding, or should ve negotiate
a contract outright? ‘ ' o o

Our trouble of couwrse is that this is not all-out mobilization,
The Congress has notb given us a blank check for procurement of hard goods.
And what we are faced with is a Procurement Act where formal advertisement




and compebtitive bidding are still the law of the land; where We do wanb.

to get some of owr planned producers into the business of doing it where

we donl't nave widespread, outright authority to negobiate; and where our swnall
business friends are everlasbingly hammering home To Us that every btime i
we negotiate a contract we are cutbing out the so-called smaller concern

from participation in government nrocurenents T4 is quite a problem.

Tn the material inspection field, we axre making, and will continue
to meke, some efforts, noping to aveid the overlap and duplication of
yasted trips by qualified materiel inspectors. If a men is in a plant,
he ought to be able 1o do a job for anybody, nrovided "anybody" is buy-
ing something he is capable of ingpecting. We have had a good many
examples of wasted time ond vasted effort by having too many inspectors
from the Navy, for instance, visit a plant in a given period of time
when almost any one of them couwld have donoc the” job. We have that
dif ficulty compounded «s between the Army, Navy, and air Forces

Tt is not our intention to develop a. single massive inspection
service, but to try to evolve a system, noct only within the Deparitment
of Defense, bub someday a8 between the DOD and the GSA, S0 that we can
avoid the masted effort and wasted time of needless inspection trips.

The last subject I am going to touch on with you we call distribu-
tion., Consumer logistics is what the logisticians would call ite It
is that subject which is currently in debate betueen the Joint Staff and
the Munitions Board staff. ' ‘

I think that a good'distribution systen could well he called the’
keystone of bie sunnly structircs Tt deals with storage, maintenance,
jssue, end movement of supplies. Its function includes the means of
applying materiel controls to assure positive coordination of plans and
action necessary to provide effective materiel support for military
operations. :

On 17 Hovember 1949 MWr. Johnson 1ssued his Department of Defense
Supply System girective., In it he saicd that he manted éach of the three
military departments to man and operate a supply systoms He wanted cach
departmental systenm completely responsive %o the commond element of that
system, And when he-talked of a Departmont of Defensc Supply System,
he talked cboub threc systems so ‘common’ thabt oross—servicing at any level
of supply will be possiblce So the Departmont of Defense Supply System
is composed of an Army system, & Navy system, and en Air Torce sysbem,
someday so devised that at every level of supply cross—servicing will
be practicablee Everything thot I am trying to do in the Supply Manage-
ment Directorate of the Munitions Board is tending tovard that common—
ness of effort in the Army, the Navy, and the Adr Force supm1V’systems.

bty
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It is a difficult matter. During the discussion period we had prior
to this hour, someone asked me whetier or not the dissolubion of the
So—called policy councils T had working with me~—Procurement Policy
Council, Distribution Policy Council, Production Policy Council—~helped
or ‘hurte I think it probably helped because I have fewer papers to
repare as -agenda itens for the councils, I think it definitely hurt
so far as getting ahead with the Job is concerned, because through the
creation and maintenance of those councils I was able to get th
Assistant G~4—let!s put it that vay—for the consideration of npolicy
natters. There is a great deal more'running that has to be done now to
try to go back to the departnents and interest those people in doing a
Job for thenselves that must be done, I will hever, so long as I stay
on tie staff, attempt to have orders issued to the three departments
until I have done the very best I can 4o, persuade the »eonle wtho have
to live under the rolicies that those policies can operate under their
systems. Rather than let one department continue rapidly going in one
direction, with two going equally rapidly in another cdirection, we must
do a little giving and a 1ittlevtaking3 il tle mattor is of sufficient
importance, to come out in the end with a Depavtment of Defense Supply
System that will work across the board anywhere, S

Let me touch very briefly‘on[traffic managenent and . transportations
The Secretary of Defense decided sone time ago to take the field of
traffic nmanagement as a current onerating function avay from the Munitions
Board and to establish what is known as the H13iters Traffic Service, the
director of which reports directly to the Secretary of Defense. It is
a very fine group headed by a nost distinguished'gentleman, e B. G.
Plowman, who has done a lot of good. The Munitions Board, then, in that
field, retains only mobilization planning for rensportetion needs and
is not concerned with current traffic management., '

I have already given you a reference to the efforts with GSA, T
an staggered by even trring to figure the amount of worl that remains
to be donee It is an interesting field of effort, I thinl: that every

step we nmake in the direction of getting more closely together will be
useful, : i

I firmly believe that we in some areas have passed and in many
othor areas are rapidly passing from the status of a "have! nation to
a "have-not" nation, I Tirmly believe that we cannot afford to fight
another war on the basig of, "Let!s order another siipload, Therec. is’
plenty more where that came from." I think that in such time as remains
to us between now and the next all-out war we should engage oursclves
as busily as we possibly can in effceting sound business administration
prineiples and policics in owr military supply system, and do it without
interference with the right of the commandor 4o got the goods he needs,
but always alerting him and advising him as to cconories achicvabic. I
think that cvery foot~pound of cnergy we can nub on that rroblem will help
us if we ever got into anothor TIAY » ' ’ »
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T hope I have given yow SOME 200d for thoughte Thank Yol

QUEST 10 Hould you explain o mey sir, the procurement functions
of the Mnnjtions‘Board outside policy making?

ADMIRAL RING: The inmitions Board has no procurement functions.
Tt buys nothing, makes no contracts, has no MnoNey »

The Munitions Board has the ghatubory responsibility of assighing
responsibility for pwrcinases PhotographiC equipmon’ty for instance, for
the three departments has been. assigned to the Air Force. Dumber has
been assigned Lo The Armys he Arigy Sscretary, of course, reassigned
1t 4o the Corps of Tingineerss Newy buys all +he solid ruels—~the coal,
coke, and 80 forth, The lavy buys hand 40018 iedical goods are bought
by a Jointly staffed procurement arency of the tliree Surgeons Generala
Petroleum is bought by an armed services Petroleun Furchasing Agency,
also Jjointly staffed by roprescnbatives of tue three pilitary departnents.
The shaff of the Munitions Board recormended and the Board approved the
acsigmment of the responsibility in these casess ’

, The Ifunitions Board has an imporbant fapk in connection with the
final promulgation of the procuremeﬁt regulationss Tf we find, for
instance, thalt under the orocurenent regulations we zeb a complaint from
s contractor that he visited Vright 7ield and got one interpretation, that
he visited the Detroit Tank Arsenal and got 2 different one, and that
he visited the Navy Tlectronics Supply Office in Chicago and got still
anobher interpretation of the sane nolicy, then it is the responsibility
of the staff of the Board o Pring togebhor the mrocurefent authorities
of the three departmentsﬁ—not of the technicel services, but the current
Procurenent man of Gmd, a similer man in A-4, and a girmiler man in the
Depar tment of the Mavy—to slert them to differences in apniication of
a DOD policye Tt is a policy matbers it is not a procuremcn% functiona.
The Munitions Joard has no purchasing responsibility as suche
QUESTION: Amﬁmd,wmﬂdymzmmetodﬁémsa]iﬁﬂefwﬂwrtm
agrecment. betueen the 0S4 and the DOD, that is, with any particular
yecormendations you might have to change thatb agrocmcnb? '

-

} ADMIRAL RIIG: Agreenments, Coloncl, have run to a number of different
fieldse £ den't know whether Fou have reference to any particular agree—
ment, such as the agrcemenb on’ cataloging, on comnunications, on utili-
ties othor than communications, oOn toaffic managencnb, and so ons Or

docs your rmind run back to the statute? :

QUESTIONER The original agreement as a resull of the statube.

VTRAL RING: It would really g° back to the original decision
of the President as a result of e statute, becausc the way thab
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developed, as I tried to explain to you, as that a letter was sent by
the President to the Seeretary of Defense, saying, in effect, "Please

do not ask for exemptions, but, rather, sit down with the Ldministrator
of General Services and the Director of the Budget and work out nmutually
acceptable agreements as +o how each of vou ghall operate in the sare
Tield, :

I would have no desire, Colonel, to abrogate or to ask the Presi~
dent %o change his basic instruction to the Secretary of Defense until
I found thet we have been hurt, I have yet to find that we have been
hut, o | SRR

I think we can work out nutually acceptable understandings of +the
functions of the civilian and of the functions of the militery in connec—
tion with any phase of the effort, : ce S

e have an agreement, for instance, which is satisfactory to General
ieClelland of +the Joint Comnittee on Cormunications and Electronics, in ‘
the field or communications, which is something that the military commanders
hold rather close to their hearts., That plece of paper vas signed within
the last week, ' ' : :

Let's take warehousings T hope thet we will have an over—all register
of dearal‘deernment-warehousing availability,

I hope that when we go into a given area, instead of being in competi-~-
tion with +le Post Office Department,<or,somebody~else, we will have a
systeir’where the Federal Governmentls neceds as-a whole will be “reated on
& good, soynd basis. If we have an appreciation of tach other!s needs,
rather than just Saying, if we are wearing a uniform, "That guy doesnlt
count; he doesn!t wear g wiiform. " Areas of understanding can be vorked
out at%considerable-saving.to the Government, - ‘ R

I have no hesitation in supporting the intent of the Pfesident,

and so farrI have failed +o find that we have been mrt. 'I“Will holler as
loudly as I can vhen I think we are being hurt,'but I have not seen it as yet,

QUESTION: Sir, you mentioncd that industry is interested in the
progross of your catalog works I worder if industry is coopcrating in
such matters as, for instance, the numbering of ball bearings and othsr
things that vie take off the shelf, ' ~ ‘

ADMIRAL RTIG: Tt s cooperating very splendid 7s as I nentioned
to General Iolman before this meeting, :

We have had a very fortunate.thing,happon to us., Mr. loward Coonley—
I believe his present title is Director of Conscrvation of ‘the Hational
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Security Resources Board—mwas on the platfoerm yrith me yesterday, and he
spent three quarbers of his ~ime talking about cataloging and how ruch
industry could gain from participation with the Tederal Government in
the cataloging progralils.

Captain Dekay, +he head of the Cataloging Agency, was in Detroit
to talk to General Tobors and Mre Ge Tie Wilson hinsalf came in for
part of the neetings Geheral Lotors, Sastmen Yodak, Bell Telephone
Systen, “Testern Tlectric, General Blectric, and nmany small producers——
2]l have participated with us beauwbifully. :

he

does “the cataloging of the pavr nepuliar bo the  militerye In DeXay's
conyargations in Detroit he found, for dnstance, that Cadillec, in its
manulacture of some tonks for the Srmy, vias using & part identical with,
that of a landing cralt engines The landing craft people of General
Motors Diesel had givon their part a nwdber: the tank people were going
Lo give 1t enother rumber . The engineers found 1t was the same part.
Either it has to be given the same mmiber in bebh cases, or both numbers
must be cross-referenced to & single nupber.

The corrion-use item in catploging does not bother us SO much as

The ball-bearing story is fanbestic. Tb is hard for we to believe
these Figures myself, but the reduction from 300,000 separabe nuabers
to 9,000 really 1mocked me of £ my foet when 1 neard its The answer to
thet one is. this: I anm assuwing you avre in the Cadiilac class and I
am in the Chevrolel class. If vou have a bearing in your Cadillac that
goes bad, you will probably go to the nsarest Cadillac repair shop. It
may happen to be the same pall bearing that I have in my Chevrolete It
s nob to industryls best inberosts to adopt a stondard for Cadiliac and
Chevrolet and call-it the same thinge iowever, in perticipation with -
the military, and realizing what we have te do, industry will, I think,
at least accept our cross-reference wograil, SO thet e will be using
93 000——whatever the nunbor is—bearings, and we will have 9,000 bins and
G,000 cards, instead of the 300,000, The duplication that existed in
ball bearings is as obvious as the relation betwecn 0 and 300.

~ Industry is playing ball with us. 3. Coonley is our greatest
single advocate and has done a preet deal in setting us to meet the
right people in indusirys to get them interested in its

QUESTIOH: Admiral Ring, we have a larze amount of procurement now
being done by one service for another, Obviously, the contracting or
purchesing officer nmust have nis ovm inspection Yo nrotect his responsi~
bilikies. The using service, in many cases, T am sure, wants to inspect
that item also. What is the policy on duplication of inspection by
other services? '
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ADMIRAL RING: The only trouble with your question, sir, is youwr
second sentence, starting "Obviously." Tou say obviously the contract—
ing officer iwst control the inspection in order to protect himself,
That is not quite true, sir, .The agency having the pwechase assignment
is required, not %to inspect, but to. arrange for inspection. It may
inspect writh its own inspectors if that is satisfactory to the receiv—
ing agency. I% may permit the inspection to be done by an inspector
of the receiving agency. The term "purchase assignment,” under the
ground rules lzaid dom by the Munitions Board, docs not vest the pur-
chasing agency uith the sole and singular responsibility for inspection,
It is vested with the responsibility f © arranging for inspection,

. Bimilarly; with regerd to transportation, you could just as well .
have saild that, obviously, the contracting officer fmust be responsible
for transportations Icually obviously, I would say, the man receiving
it must be able to state where he wants it pub.

QUISTTCITR: I was really trying to get at the extent to vhich the
services have been successful in eliminating the cuplicatdon of inspec—
tion services, :

~ ADMIRAL RIIG: e have a very long way +o go. .One of the things
we must do--and this is most important——is to get the three nilitary
departments to have the same concept of the relationshin betucen the
contracting officer and his material inspector. Is the contracting
officer the comnlete boss? Is he advised by the material inspector?
Should the material inspector report to an authority other then the
contracting officer on acceptance or rejection of the item?

' The sane thing applies in the cost inspection field. Does +he
contracting of ficer sit wup here, with the material inspector and the
cost inspector down here, or do all three men sit at the sarc level?
What is the relative position among them? '

We don't have the same concéwt in the Denertment of the Army and
the Department of the Navy today. lajor Goneral Jack Christmas, in
charge of current procurcment, has a very good statecment. Ie says,
"I want tanks, not arguments," It is a ettty good policy.

Until we can get the Munitions Board meombers to agree on that—
we do not have agreement vet—we arc not going to get a material inspec—
tion service capable of doing the same things. '

let's assume your form is a long one. A Navy material inspector,
having possibly more authority than the Army inspector, mayv £111 oub
every part of the form, Iayle the Army matericl inspector stops sone~
where short of that, Then when you try to get cross—servicing in inspec—
tion betwcen the Army and the Havy, the llavy man will say, "The Army
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inspector won't £ill oubt the whole form and does not have that responsi-

bility. So if I let en Army man inspect, Ilve got to pubt my own man
P ?

on for the doing of the bolence of the vasks"

That is a bit of an exagzeration, bub I am truly serious in telling
vou that we don't yet have tl” same concept as regards the relationship
oetleun the contracting of¢mcer and his matc"mal inspector in the tiree
departments. Ve must zet it. Tfe have not gone Ter enough ahead in the

s

fkﬂdofaymgmceo;owmimamadmﬂlwtmnlmpauuﬁlvna ection.
URSTICH: Admiral Ring, without neaning to belabor the subject,

I uouﬁd iike to asL, in your agreements with GSA4, do you envi ision certain

areas of purchase by GSA for DOD even dwring the next‘war?

ADIIIRAL DING: The cquestion of urocurer@rt in %ime of war, Colonel,
is a tough one. I Dbelieve that e should neb establish a purchase
funchion in time of peace that, in our best | judmment, von't be effective
in tine of viar. I think we ousht to establish purchasing arrang gements
which, by orderly expansion, can be expected o do a good Job in vire
of viar. ' ’

T think the best example we have is thr present purchase assign-—
ment of tlres exd tubes, wvhere the Qrdnance Corps of the Army on gingle—
1' item purchases in excess of $10,000 will go out and buy. Purchases

under WWO,OOO are ordered off The sckedvle. '

Ve WouWJ hate 4o deny to a small post, camp, or station the right
to male small purchases of vires and tubes by the $implo expedient of
placing a telephone order <rith an FS5 supply nointe T think that the
militery can gain on the smalier purchases by that pa1tic*oation. By
the samé tonen, T think it would be equally silly for the Federal Supply
Service, if the Ordnance Corps is in the market for, say, 40 million
dollars! worth of tlros and tubes, for whotever purpose they are needed,
to try to meke other than a definite-qua ‘;by, definite~delivery, {ixed-—
price contract for that massive delivery of tires and tuves,

Sonevhere betvcen a 25 to 30 dollar bits—and-pieces order, which
ought to come off the schodule, and a 4,0-million~dollar order, uhich
certainly ougnt to be a Ilred—quanu tV, definite~delivery, ?1xoa~nr"ce
contract entered into by the Ordnance Corps for the whole mllltarv, is

he answer to your questlon. I think ‘that we may be able to work
things together by establishing a ceiling balow vhich tre will buy off

the schedule and above which we will malre a single purchase assignnent
to the Ordnance Corps of the Army for consolidated buying of militery
requirenents, ' ‘ '

T Ymow that sounds like an evasive answer, but I think it is the
only answer I can give to Tour cueutﬂOA.
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QUESTION: Admiral, I wonder if yowr problem of cataloging and
establishing a numbering system that, would permit you to introduce new
numbers between existing nuwmbers is not quite similar to the woblem of
getting new books in a library. I ask that cguestion because, as you
nay know, ther:z is a rather lengthy controversy among librarians as to
the best rethod of cataloging nevi books. I see, for extample, that the
lational iJar College Library and the Indusirial Sollege Library are using
the Congressional Library system, whereas most of the other. libraries ’
in the country use the so-called Dewey decinal system, which does permit,
by adding a nwber afber a deecinal point, the introduction of new numbers
betueen existing numbers. I wonder if %he services have nob considered
using something sinilar to the Dewey decimal systen to meet their
cataloging nroblem. ' :

ADUIRAL RING: I was afraid this would happen, because now T an
going to have to get very technical with yon, -

What the Munitions Board and the Fedéral Government are using in
cateloging is a 7-digit system of nonsignificant numbers. A1 it means
is this: This package of paper mabches comes oub with Hoe 123456%7. That
describes an Arcade Sunshine throvaray, with white backsround and green
stripes and so many matches, bub it describes only that particulor thing:
at the tinme the cataloger was ready to consider catalozing this item it
came out with Yoe 1234567. The next thing thebd the- ectaloger vwanted to
describe is my wellets That might come out Lo. 1224568, The next thing
that would come clong would be Shis box of Protecto matehes, and that
could come oubt No. 1234569,

In the nonsignificant system, the Tact that I hove a package of
matches separated from a package of matches by a number cdescribing my
wallet does not make any differcnce, because the numbers themselves are
nonsignificants. Ve tie tlhem together for supply and storage purnoses
by a separator, a 3-digit classification systen probably, so that all
natehes will appear under 101 in the claseificatioh systems e will
have "llatches, 101-1234567," “intohes, 101~1234569," ond we will simply
store them in the warehouses that WaY :

If e use anything other than 2 so—called nonsignificant” numbering
system for cabtaloging, we must wetty nearly say to owrselves, "I have
herc before me all the matches I am over going to catalog," or we will
depart from the 7-digit systen, bocause under the Dewey decinal systen
e can add beyond the decimal as far as e want to; vretty soon we would
go ogyond the capacity of the business rmachines, wvhich, I thinlk, can
run only to 84 spaces, o

hat we are trying to do is adopt the nonsignificant system,

recognizing thet a nonsignificant number will forever describe a particu~
lar article, and if that erticle disappears from the system, that nuaber
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will never be used againe But we have lots of nurbirSe Seven will
pive us up to 9,999,999 jtems, I think. If we have to add another
nwiber, we con take on anothér 10 million. o

T think the systen wi 1 work 21l right; we hope it wille

T found that precise problewm yesterday in- valking with ropragant—
'ﬁﬁ&v®$'affEastmaﬁ.Kndaka' Thev have a catalog, but they have used the
significant systeny, and it is a 7~digit system. n their system two
consecutive numbers describe itenms of the same 1rihce - Bub then when an
engineer came 1n with a split betueen tiwo nupmvers, they wvere viorried
s to whether to go to nalves or decinals, I told them to scrap that
and look av it as a nonsignificant numoer and just take the next
- available number. :

So, conceivably, this paciage of matches may bLe 1234557, or 1111111,
and this packege © folloved by 6 more dipgits, but it coes not nake any
a0

difference so long as we tie them together in uae classificotion system
as mobchese At least e hope 1t doesntte

COLOIML FARDLIBIRGH: Admiral Ring, on behelf of the Commandents
the staff, the foculty, and the student body, + thanl you for a very
informotive lecture and discussion period. - -

ADUTRAL RING: Tt has been a nleasure to be with you

(16 Jan 1951—0650)3.




