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Mr. John F.  Gordonj Vice-Pre~dent~  General Motors Corporation~ 
was born 15' May 1900 in  Akron~ Ohio, He was graduated .from the  
U. S. Naval Acade~ in Annapolis, in June 1922 and received an engl- 
nesting degree from the University of Michigan in 1923. Mr Gordon 
has been with .General Motors Corporation since 1923 and has held 
positions in engine design and development with the Cadillac Motor 
Car Division in Detroit and in design and development of aircraft 
engines with the Allison Division in Indianapolis. In 1946 he be- 
came Vice-President of the" General Motors Corporation and General 
Manager of Cadillac Motor Car Division. In July 1950 he was 
assigned as Vice-President in charge of engineering in the Central 
Office and in January 1951 he became Vice-President in charge of 
Body and Assen~v Divisions, the position he nov holds. Mr. Gordon 
is a member of the Society of Automotive Engineers: Engineering 
Society of Detroit, and the American Ordnance Association. 
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MAINTKINING READINESS FOR DEFENSE PRODUCTION" 

25 Februaz7 1952 

CAPTAIN MARCY: Gentlemen, the great industrial capacity of the 
United States has long been recognized as perhaps our greatest 
military and econoni¢ source of power. World Wars I and II have given 
ample demonstration- of this fact, provided time is available to divert 
industry from its normal peacetime pursuits to a war effort. Perhaps 
the most challenging problen that faces the country today is the fact 
that the present international situation may not give us the tim that 
we have always bad in the past for. this diversion. 

This central problem of economic and industrial mobilization has 
occupied the study and time of l eaders  of the  Government, i ndus t ry ,  
,and the milit~. We are fortunate thls morning in having a dis- 
tinguished industrialist, who has devoted considerable study to this 
problem, as our guest speaker--Mr. John F. Gordon, Vice-President of 
General Motors Corporation. 

Mr. Gordon, it is a pleasure %o welcome you to the Industrial 
College %o discuss this problem with us. 

M~. GORDON: Captain Marcy, Ceneral Hol~. . ,  o f f i c e r s  and students  
of the  I n d u s t r i a l  College o f  the  Armed Forces.  I r e a l l y  apprec ia te  
the  honor and the  oppor tun i ty  of  speaking to  you t h i s  morning on the  
subject of WM=~dz~ug Readiness for Defense PToduction, e because any 
contribution that industry may make toward the establishment of such a 
programwould certainly be lasting in value %o the Nation and to 
industry. Although my business connection has been with General Motors 
for many, many years, I wo~Id llke ~ review for Just a moment the 
extent of ~ own activities in defense ~ production dnring the last 12 
years as an indication of in~erest in the subject. 

During most of 1940 and all of 1941 and 1942, I was employed by the 
Allison Division of General Motors at Indianapolis on the deslgn, 
-development, .and product ion of A l l i s o n  a i r c r a f t  engines .  In 1943 I 
t r a n s f e r r e d  t o  the Cad i l l ac  Motor Car DiTlsion as ch ie f  engineer  on 
the light tank program, which involved the M-5, the M-8j the M-19, and 
the M-24 light tanks and gun motor carriages, with participation in 
other  programs invo lv ing  landing v e h i c l e s ,  snowmobiles, t ank- recovery  
vehicles, personnel c ~ e r s ,  and self-propelled artilleryo 

The four  years  fo l lowing  the  war were devoted  to automobile produc- 
t i o n  at Cadillac but those years were also punctuated with several 
Phase I and Phase II studies on ordnance equipment, leading up to re- 
establishment of Cadillac as the producer of the Light Tank T-~I-EI in 
1950 and 1951. 
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Much of my time during the last two years has been devoted to con- 
tract negotiations and related activities on the current preparation 
for production of the F-84 ThunderJet at Kansas City, the T-48 medium 
tanks at Grand Blanc, Michigan, the T-41 range finder at Detroit, and 
the Grumman designed S2FI at a new plant which we are Just getting 
under way at Arlington, Texas, So, as you gentlemen can readily see, 
the record is one of almost continuous participation in defense produc- 
tion for our armed services sparming a period of well over I0 yearso 

The scope of this lecture has been outlined as follows: "How can 
American industry achieve and maintain the optimum state of readiness 
for all-out war production for a protracted, but indefinite, period-- 
concurrently with achieving and maintaining optimum civilian produc- 
tion under the free enterprise system? What steps can industry, un- 
assisted, take toward this objective? What assistance is required 
from government? How do present governmental policies either assist 
or hinder the attainment of this objective and what corrective 
measures are indicated?" 

Let us examine the problem in its natural historical relation, which 
entails the transition from a period of commercial goods production into 
a period of combined military and commercial goods production. 

There can be very little doubt of the fact that the American free 
enterprise system provides sufficient incentive to encourage the 
production of civilian goods at a rate beyond our national rate of 
consumption. The exportation of goods and services for the years of 
1948, 1949, and 1950 exceeded the imports into the United States by 
some 15 billion dollars. Th~ are currently estimated at the rate of 
6.5 billion dollars per year by the Council of Economic Advisers, 

The value of gross national product per year in constant dollars 
has increased by more than 20 percent in the last five years, which 
exceeds the rate of population growth in this country by a ~ubstantial 
margin and demonstrates the ability of our economic system to increase 
the standard of living of the people during a time of relative freedom 
from war. In such periods, this nation has sufficient capacity to 
cover the requirements for consumer goods and furnish a certain quan- 
tity for export into other areas. 

But how about the productive capacity of the country for military 
defense items in the next emergency? What are the actual needs from 
that standpoint? We can only really study the facts on the established 
historical basis of some six or seven years ago, when this country was 
engaged in global warfare and had approximately 14 million men in the 
armed serviceso 

With pe r ha ps  some minor  v a r i a t i o n s  o r  a x c e l ~ i o n s ,  i t  can  be  s a i d  
that military production capacity was sufficiently great at that time 
to furnish our services with an overwhelming superiority in numbers 
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aga~us~ ~ n e  enemies t h a t  were a r r ayed  a g a i n s t  u s .  

~ u u ~ a u ~ u r ~ g  c a p a c i t y  l s  r e a l l y  needed f o r  such  .a glga~tic 
task# the  r e p o r t  of  t he  C i v i l  Product ion  A d m i n i s t r a t i o n  ~ t e d  Nove~, 

i ~  i n d i c a t e d  ownership by the  U, S, Government a t  t h a t  t i m  of  
1,6~i In " nee P lants and 969 expansion 
, August 19h5 the. aeconstruct :Lon 1~ 

dispoSitlon Of the  f o l l o w i n g  a t r o r a  

, __ . .~- -~ v7 ~ A c v r ~  eagIJ1e a~ air~r~ .... 

- p a  ;. d 16 a i r ,  r a f t  m o d i f i c a t i o n  ~la ' , ,~ 8 ~on S .... f--~ _~, -- p nte~ containing aPproxlmate~7 
~ J ~  ~ o z  z J . o o r  8 9 a o e  * 

This collection of plants~ listed f o r  disposal as surplu8~ involves 
aueh ~ore f l o o r  spaoe than  the  e ~ t i r e  General Hoters  C o , r a t i o n  has  i n  
use  icuh  o f  ai craZt and engine 

quent 
op:l.n:l.o, 
be  
t h e  
an 
o r ;  

Right at t h e  present tame industry, knows that it is being asked to 
establish facilities for needed defense materials at certain rates to 
meet an emergency requirement with emergency capacities. These 
emergenoF measures approximate the same approach to. the need used 
dur ing  t~e  l a s t  war and which r e s u l t e d  i n  t he  cons t ruo t$on  and subee ,  

ants  t h a t  I J u s t  ment ioned , .  S H U T -  

a l  i n  ~he quart, 
e l y  be r ~ q u l r e d .  
.d keepinx our 
inda Inlte 

s purpose of  deve lop ing  and ~ p l e -  
a t  t he  l e a s t  p o e s i b l e  c o s t ,  we. 

p lan  and m l n t a i n  i t  from now on.  
Perhaps. an i n s u f t i . o i e n t  pe rcen tage  of the  p u b l i c  a p p r e c i a t e s  oP acoep ts  

t h e  f a c t t h a t  p r o p e r l y  prepared  and u t i l i z e d  i n d u s t r i a l  p roduc t ion  i s  
o n e o f  t he  mos~ d e c i s i v e  f ac to r1  i n  any i n t e r n a t i o n a l  con f l i c t : ,  i n  t h i s  
m e c ~ c a l  age ,  The f e v e r i s h  P r e p a r a t i o n s  of t he  Nazi government p r i o r  
to Wo~id War II indicated their understanding of the need for indus~al 
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power and p repa redness .  The d i c t a t o r  i n  f o r c e  a t  t h a t  t ime  p l aced  
a b s o l u t e  c o n t r o l  of the  r e sou rce s  and p roduc t ive  c a p a c i t y  i n  the  hands 
of a few individuals, who did what they pleased to accomplish their 
ends wi~h~At politleal or human ~nsiderations. 

The i n d u s t r i a l  f o r c e  gene ra t ed  i n  G e ~  could  have conquered 
Europe and a l a r g e  p a r t  of  t he  world  by c o m e r o l a l  r a t h e r  than  
m i l i t a r y  warfa re  had t h e  program been d i r e c t e d  by men w i t h  m o ~  
intellige~oe and understanding. This experience is cited in an 
attempt to establish the fact that well-managed and disciplined 
industry can direct its effort toward war or peace and can be 
effective in do~-.tion through either channel. 

Such i n d u s t r i a l  p reparedness  cannot be  had a t  "no c o s t , "  bu t ,  i t  
can b e  p rov ided  by a dominant i n d u s t r i a l  na t i on  wi thou t  l o s s  of t h a t  
p o s i t i o n  of dominance and wi thou t  undue hardsh ip  on i t s  peop le .  Such 
preparedness is certa/nly invaluable when the ability to defend ova- 
selves has ~o be considered a necessity. 

Since  we f i n d  m i l i t a r y  p roduc t ion  to  be e s s e n t i a l  t o  the  p r e s e r v a -  
t i o n  of our Nation~ why no t  s t a r t  a ~ a r r a n g e m e n t  o f  ou~ i n d u s t r i a l  
f o r c e s  i n  t h e  most e f f e c t i v e  manner so as to  provide  a dominant m i l l e  

f o r c e  when t h a t  f o r c e  i s  needed? Such a f o r c e  would c o n s i s t  ve ry  
l a r g e l y  of  m i l i t a r y  products~ wi th  g rea t  c a p a c i t y  %o produce more of 
t he  same~ backed up by t e c h n i c a l  development groups capable  of p e r f e c t -  
i ng  advanced t~pes  o f  weapons and o the r  smal l  groups of  h i g h l y  t r a i n e d  
p roduc t ive  manpower and s u p e r v i s i o n .  

I f  t he  i n d u s t r y  de f ense  program i s  to  be adequate  f o r  an i n d e f i n i t e  
period~ i t  must be deve loped  on the  b a s i s  of  an i n t e g r a t i o n  of  t he  
productive capacity for military material with the productive capacity 
for civilian material, or cont~nplate repetition of a period of shifting 
from one type of material to the other in varying quantities as the 
international situation is altered. It is d~fficult to envision the 
probability that this Nation will always have either the time or the 
money for the acquisition, construction, or disposal of the necessary 
facilities to do the Job. Under normal co~ercial conditions we can be 
oertJ~n that idle floor space, idle machine capacity, manpower, or tech- 
nical excellence will never be available without forcing the country 
i n t o  p e r i o d s  of  subnormal p roduc t ion  of consumer goods.  The p r e s e n t  
pe r iod  exempl i f i e s  t h e  f a c t  t h a t  any a c c e l e r a t i o n  of t he  r a t e  o f  p ro -  
d u c t i o n . o f  EU.ttar7 equipment r e s u l t s  i n  cutbacks on c o ~ e r o i a l  goode~ 
i n c r e a s e s  t h e  shoz~ages of  such goods due t o  reduced produotion~ and 
r e s u l t s  i n  reduced employment and reduced produc t ion  r i g h t  a t  t h e  t ime 
when t h e  Nation demands the  maximum p r o d u c t i v i t y  and employment. 

I t  i s  no t  a n t i c i p a t e d  t h a t  t he  a c c e l e r a t e d  r a t e  of m i l i t a r ~  equip-  
ment manufactur ing i s  to  con t inue  i n d e f i n i t e ~  p rov ided  t h e r e  i s  no 
war. The time factor is unknown. Are we again going to destroy or 
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disperse our facilities as we have previously done i n  ou r  haste t o  
r e t ~  t o  commercial p roduc t i on?  The pressure  to  d o s e  could  be 
accentuated by the demands of taxpayers to reduce military expendi- 
tures f o r  a war which has not  s ta r tede  Also the accumulation of an 
oversupply o f  m i l i t a r y  equipment r e s u l t i n g  from an acce le ra t ed  r a t e  
0£ p~oduction can easi~ generate a false feeling of security in the 
n~L,'o.ds-of the general public if there is failure to make adequate 
allowance f o r  the  nece s s i t y  of continuous t e chn i ca l  improvement i n  
t he  products of the*armed se rv i ces .  

While sp.eakln~ to the members of the American Ordnance Association 
in Cinelnaetl on h October 19~A, Mr. O. E. Wilson, Presiden~.ofl Genaral 
Motor~ spoke as fo l lows :  

" I  am proposing t h a t  manufacturers who are  expected to  assume 
r e s p o n s i b i l i t y  ,for the  .production of the  l a r g e r  and h i g h l y  t e c h n i c a l  
m i l i t a r y  items be prepared to  operate  dual-purpose p!aats~ which can 

• used i n  th=ee ways t- f o r  combined preduction~ f o r  t o t a l  war pro- 
duet ienj  or  f o r  t o t a l  c i v i l i a n  product ion,  few p l an t s  now being 
const~cted as pa~t of the defense and essential civilian pro&~.~m 
should be constructed with this objective; and existing facilities~ 
as they  are  p a r t l y  changed to  defense product ion,  should be e r a s e d  
so that they are flexible for these same three purposes. Deflate 
agreements and understandings should be worked out  by the  Government 
th:ough its defense agencies with these manufacturers f o r  preserving 
t h e  p o s s i b i l i t y  of  t h i s  type of dual opera t ion  f o r  a t  l e a s t  10 years 
and f o r  renewing such agreements f o r  several generat ions  i f  necessarT.  

" I t  would appear to  be t t ~  f o r  t h i s  country to t  (1) Decide t h a t  
ve need a permanent n a t i o n a l  defense  program; (2) Reoognise tha t  
m a n t ~ a c t ~  i ndus t ry  i s  one of the major elements in  such a pros~am 
and rou t  be k e p t  p r e p a r ~  a t  a l l  t imes to produce m i l i t a r 7  equipment 
%o %he l a t e s t  s p e c i f i c a t i o n s  and designs and on sho~t no t i ce  In  ade- 
quate quantities to meet full war requirements; (3) Provide legisla- 
tion such as may be requlred to permit long-time contracts between the 
Defense D e p a : t ~ s  and i n d u s t r i a l  concerns f o r  the  custody and main- 
t enan t s  of  such spec ia l  or excess manufacturing f a c i l i t i e s  as ~ be 
requ i red  f o r  war. product ionj  and which a l so  w i l l  permit to  the  extent  
poss ib le  u t i l i z a t i o n  of dual purpose p lan t s  and f a c i l i t i e s  a t  a l l  t imes 
i n  the i n t e r e s t  o f  maximumproduction and s t ab l e  employment," " 

Since t h a t  time the dual-purpose p l a n t  has rece ived  80 much favor -  
ab le  comaent t h a t  ma~ manufacturers have sslsed upon the  oppor tun i ty  
to  pub l to i se  t h e i r  own effol~,s as r ep re sen t a t i ve s  of the  most de s i r ab l e  
tTpe of opera t ion .  This i s  a shallow and inadequate approach to  the  
r ~ e d  ac t i on  f o r  a peraanent  and e f f e c t i v e  i n d u s t r i a l  defense p ro .  
U u .  

MP. Wilsou sa id  %ha~ h is  sugges%ion "could be %ha nucleus of an 
indust47 preparedness plan ~hat w i l l  be pr~etioal~ vorka~lo~ and sound 

5 



RESTRICTED 

tO a l l  concerned ."  Only t h e  n u c l e u s  of  a p l a n  has been  c la imed .  The~. ~+; 
complete p lan '  demands new concept ions  on t h e  p a r t  of government a n d  .... 
i n d u s t r y  cover ing  t h e i r  mutual i n t e r e s t s  i n  a de fense  program. .... " 

The p lan  must comprehend t h e  r e s t r i c t i o n s  and drawbacks e x i s t i n g  
i n  t h e  prement method of m i l i t a r y  equipment procurementj  so t h a t  .some 
of  t h e s e  fundamental  o b s t a c l e s  can be e l i m i n a t e d .  I r e f e r  s p e c i f i c a l l y  
t o  the:  f a l s e  conoept  f o s t e r e d  i n  the  winds of t he  gene ra l  pub l ic  . f o r  
.mmy yea~s t h a t  any i n d u s t r i a l  o r g a n i z a t i o n  which seeks  m i l i t a r y  equip-  
ment manufactur ing does  so only  from the  most s e l f i s h  i n t e r e s t  i n  p ro-  
f i t  a l o n e |  ~ a l s o  to  t h a t  d i s t o r t e d  idea  t h a t  n e i t h e r  government 
offioialsp members of our defense establlshment 9 nor industrial per- 
sonDel can be trusted to do business under the practices which ape" 
normal to private industry and trade. Business between the Government 
and industry is now suATounded by a multitude of conditions which are 
not only distasteful to the average citizenj but are wasteful of time 
and money. 

Since a good defense program should provide for maintenance of 
comm~clal production at the ~uLxlmum level possible at all times, we 
must be able %0 meet our normal defense material requirements without 
dislocation of our nor~al comaercial production| we must be able to 
expand that defense material production to a considerable degree with- 
out totally eliminating commercial production. Only in the case of 
total war can production of consumer goods be eliminated. Even then~ 
not all such goods production can be stopped nor can any stoppage be 
for an indefinite period. Obviously, these requirements necessitate a 
certain amount of "turn-around" areas~ in addition to the established 
maintenance of f a c i l i t i e s  a l l o c a t e d  s p e c i f i c a l l y  to  m i l i t a r y  produc- 
t i o n  i n  a dual -purpose  p l a n t ,  

As a s imple exp lana t ion  of what wight  be cons ide red  an i d e a l  
arrangement ,  I would l i k e  to  speak about t he  new p l a n t  which General  
Motors i s  a r r ang ing  %o b u i l d  a t  A r l i n ~ o n ,  Texas, f o r  s imul taneous  
assembly of S2FI airplanes and Buick-01dsmobile-Pontiac automobiles. 
The ground floor area in t h i s  building will total approximate~7, one 
million square feet, of which approximately 400~000 square feet will be 
used in the aircraft-manufacturing operations, with the re~!~nder allotted 
to the assembly of automobiles. A large portion of the facility is 
usable for both commercial and defense purposes~ such as offices, draft- 
ing rooms, power pisnts, receiving and shipping fa¢ilitiesj railroad 
sidlngs~ parking areas, hospital~ library, tool rooms~ and maintenance 
areaSe 

This p l a n t  can remain i n  p roduc t ion  on bo th  a i r p l a n e s  and automobi les  
a t  va ry ing  r a t i o s ,  I t  can i n c r e a s e  the  p roduc t ion  of  one and dec rease  
the  o t h e r  i n  a ~nimum l e n g t h  o f  t i m e ,  or  go to  maximum capac i ty  on e i t h e r  
i t em in  approximate ly  t h e  t ime r e q u i r e d  to  e s t a b l i s h  t h e  f low of  the  
needed m a t e r i a l .  
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A portion of the floo~ area of the plant is not requi~ed for 
capacity production on autonobile assembly, but the idle 

~ i o n  aS a percentage of the to t a l  w i l l  be r e l a t i v e l y  small and the 
~tial cost, plus the maintenance over a long period of years~ will be 
fa~ laSS in  ou~ opinion that  would have been spent has the f a o i l i t t e .  
been authorized for present emergency production alone. 

It is also possible that the time required to meet an emergency 
ai~ht well be more important than the cost if we recognize the fact 
that the time it takes to go tc war depends more on the production of 
equlpien~ than it does on the training of the soldier. 

In the past  the technical  development of rail&tar7 equipment has 
been the r e s p o n s i b i l i t y  of arsenals  or small organizations having 
l imi ted or negl igible productive f a o i l i t i e s  at the i r  disposal. Th~s 
~ o~edure is  no longer adequate. Industry knows that our to ta l  

duStr ia l  strength must be mobilized quickly in  case of war or 
~ e n t  threa t  of war~ and consequently i t  must have a continuously 
actiVe pa~t i n  ar~ adequate defense plan preceding the  time of emergency, 
The development of such an i n d u s t r i a l  defense plan cannot be ca r r i ed  out 
e~le~7 by personnel of the Defense Department~ by committees, or by 
business repr~sentatlves appointed to government offices. Our working 
industr~ must oarr~ out the plan and must have a ma~or part in develop- 
ing the plan~ together with the policies and the legislation necessar~ 
to its estab~shment, But industr~ is also incapable of car~g that 
load alone. It needs the active interest and cooperation of labor and 
gov~nment in  working out the  pz~blems involved-.whether those pPoblem 
encompass new tTpas of contracts, extending over decades, whe~ they 
involve contlnu~ engineering and development and test without active 
supply of units or whether they merely involve recognition of the 
roq  t for , nt  nce i es ent s  .by fa i ties 
as i ~ i l i t a r y  requirement and a part  of the i n d u s t r i a l  defense plan.  

There are~ without doubt~ ~ n ~  rillS&cult problem connected+with 
the p lans  ~hat have not been ant ic ipa ted  oz, mentioned, On ~he other 
~ d f  there are ~my ele~entl  in  the present s i tua t ion  that  indioate  
*,he ~dequa~_. ~ our .present. planning ineofa~ as tndu~z7  ~e eonoernedj 
and union 8~1~ ~a~e  ~o produce the neceeea~ ~Llitaz7 i t m  as soon ae 
i~ i s  desired and needed. 

X ver l  r o c ~  e~u~y on the roq~rementa in the p r e p r o ~ L o n  prep~. 
ra~on to t  ~ ,  ~ a o t ~ r i n j  of ~he F-8~-F a~ Kanoao Cit~ ~dLoa~ed the 
nlld.tO~ .8j~7~,10~ ~ - h c t ~ r l  Ot Woz*k bet&re the ~ r l t  a{~93~rle eeJl be 
so.IOdide The lead t i n s  required i s  rye Fears& The~e nUSt be a better 

 en nt and b  ess.  here of 
o n  nave ja~ne~ enoush ~ e n e e  ~n the las~, l0  Fears unda~ the  pro& 

eel6 plan that you, d 11kelF be to cooperate in such 
~ J ~ e l l  L~d O~ defense qeno/eo are in~ereg~ed and w:tlling to under~ 
~ k e  thed~ re |poet ive  sha~s  of the ;~.obZe,n. Thank yeu~ 
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QUESTION: I was v@ry much interested in your idea of handing over 
to industry the whole bill of goods, so to speak, on the capacity and 
types of items and the quantities needed at a particular time during a 
war. Doesn't that also visualize an organization in industry? I 
would like to have your concept of how industry itself should be 
organized to do the planning, designate the plants, and so forth, and 
do t h e  work. 

MR. GORDON. I agree with you that it is quite a problem. I might 
say that at the end ef World War II we recomended to the Government • 
continuous operation of certain facilities that we had operated during 
the war, on such a basis that we could keep our staff and keep the 
operation going. That was particularly true of the tank program. We 
were very much interested in that, because during the war we had the 
responsibility for designing and producing not only the light tank, 
but  a l l  of  t he  o t h e r  v e h i c l e s  which had components comon to  t h e  l i g h t  
tank. We felt that there was a necessity for such a programo In other 
words, we didn't agree that we were going into a time of peace forever. 
We were not quite able to do that, because of the requirement for cutting 
down the financial needs of the program. Nevertheless, we did continue 
working with Ordnance the entire period of time after the war with the 
idea that we were going to get back into the business. 

What we were able to do was to establish a product study group in 
the ~ corporation that devoted full time to the design and development of 
ordnance equipment. We have been in a continuing program of designing, 
developing, testing, and producing ordnance equipment for the Govern- 
merit that has no direct relationship %o our commercial business at all. 

We feel that it does require a new concept, in other words, a 
realization that defense production is an integral part of our business. 
It is not something %0 be turned on or off in the future. The security 
of the country, in ~y opinion, requires better realization by industry 
of its obligations in the national defense program. 

QUESTION: How effective do you think the industry advisory committees 
are in this situation of maintaining readiness for defense production? 

MR. GORDON: I think what is needed actually is not so much advice 
on the program as doing the program. An advisory committee is not going 
t o  do t h e  program. 

As I mentioned previously, I feel that the program has to be handled 
by working industry as a part of its job, just as it handles all the 
other factors involved in the production of co~,ercial equipment. In 
other words, I think that the continuous development which is going on 
in metallur~ in processing, in machining, and equipment, in heat- 
treating, material development, and so forth, should be applicable to 
defense items Just as rapidly as it is applicable to comercia! items. 
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They will never be on that basis unless industry is an integral part 
of the program between emergencies rather than Just during an emergency. 

I might say t h i s t  Any large i n d u s t r i a l  organisatlon is bound to  be 
equipped with personnel who are capable of handling all the different 
types of metal fabrication. Whether it is forging, or castingj or 
mechining, or asses~ling, essentially the same processes they are using 
for their commercial items are applicable to military items. To the man 
i n  t h e  p l a n t ,  once a p a r t  i s  reduced to  a drawing to  which he can apply  
dimensions and t u t o r i a l  specifications such as heat-treating, surface 
harda-4ng, and tolerances, it makes no difference whether the part goes 
I~t~ aisplane, a tank, an automobile, or a machine for making shoes. 

a piece to be produced; and certain types of operations are required 
to produce that piece regardless of its end use. 

If we can integrate--and I feel quite sure that we can--the produc-. 
tionj design, and development of these individual pieces into our normal 
systemp I see nc reason why they can't be handled exactly the same as 
comercial goods are handled. We have done it repeatedly in shifting 
from comercial production to military production. Our proposal is to 
have it maintained on that basis all the time rather than shifting from 
one to the other and assuming each time that we can dispose of facilities, 
that we can scatter our people, that we can put our plants out of 
c o m 4 s s i o n ,  and then  put  them back i n t o  the  same program. 

QUESTION- Would you discuss some of the factors leading to the 
location of your new Texas plant--that is, site selection? Second, in 
a case where the Government is going to put new facilities, and they are 
to  be c o n t r a c t o r - o p e r a t e d ,  do you f e e l  t h a t  t he  c o n t r a c t o r  should  h i r e  
t h e  a ~ c h i t e c t - e n g i n e e r  and do the  c o n s t r u c t i o n  h i m s e l f ,  or  do you t h i n k  
t h a t  t h e  Government should h i r e  t he  a r c h i t e c t - e n g i n e e r  and do the  con- 
e t r u c t i o n  h i m s e l f  I or  do you t h i n k  t h a t  t h e  Government should h i r e  t he  
a rch$~tec t -engineer  and merely  l e t  ~4m c o n s u l t  w i th  t h e  c o n t r a c t o r  as  to  
what he wants t~ p lace  there? 

MR. C~RDON: Well ,  t h a t  i s  r e a l l y  q u i t e  a few d i f f e r e n t  ques t ionso  
First, as to the slte selection for the plant in Taxas~ a part of the 
site selection was ours and a part was the Navy Department,s. The Navy 
Department was interested in having increased production of aircraft 
designed by Gz~mano Our original proposal was a dual purpose plant in 
New Jersey, hut they preferred to have the added production at a point 
that was a greater geographical distance from other Grtwman production. 

Due to the fact that this plant will be a dual-purpose facility for 
t h e  making of automobi les  as w e l l  as a i r p l a n e s ,  our  usua l  procedure  
would l o c a t e  the  t h e  p l a n t  i n  a geograph ica l  spot  which i s  commercial~7 
f a v o r a b l e  f o r  t he  d i s t r i b u t i o n  of t h o s e  au tomobi les .  In  o t h e r  words, 
t h e  genera l  p lan  of o p e r a t i o n  i s  t o  b u i l d  the  automobi les  where  they  
a re  so ld  r a t h e r  than  t o  b u i l d  them i n  one l o c a t i o n  and then  sh ip  them 
to  where t hey  are  so ld .  I t  i s  ve ry  much more economical  to  b u i l d  the  
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parts and assemble the automobiles in the distribution area rather than 
to build them all in one location and ship them as complete cars, 
Inasmuch as this is a dual-purpose operation~ both the coHaercial 
characteristics and the military characteristics apply to its location. 
I sight add that this plant is very close to the new International 
Airport betweenFort Worth and Dallas, making it unnecessary to 
establish new airfield facilities for test-fl~ing of the aircraft. I 
think that covers the site part of the question. 

As to the design of the plant, I feel that anybody who is going te 
operate the plant certainly should have enough information at hand to 
determine the type of plank, the size of plant, and the structure that 
is required to do the Job. In this particular pl~t, the design is 
based on its dual-purpose function. All the bulky equipment which i8 
involved in processing automobiles is placed on the second floor~ so 
that it is an entirely free first-floor operation. It is not expected 
that we will have to move or tear out that automotive equipmen t to go 
to the f~Lll estimated production of aircraft in the plant. The equip- 
ment on the first floor will be set up in such a way that it can be 
moved and rearranged relatively easily, so that as the requirements 
change for the manufacture of airplanes and automobiles, the rearrange- 
ment will be in furtherance of the concept of d~-1-purpose operation. 

QUESTION: You commented a t  l e n g t h  and ve ry  w e l l  on the  s o - c a l l e d  
Wilson P lan  of  dua l -purpose  f a c t o r i e s ,  des igned  to  reduce  t he  long 
lead time necessary to get facilities together. Is it not true that 
about the same length of time is required to gather together the machine 
t o o l s  n e c e s s a r y  to  equip t h a t  p l a n t ?  What a r e  your  thoughts  on g e t t i n g  
t h e s e  t o o l s  t o g e t h e r ,  so t h a t  you would have them ready to  go when you 
had your plant ready? 

MR. GORDONs Well, I sight say that we have had considerable 
experience in the automobile business in introducing new models. We 
do it pretty frequently. Mar~, many times we will make a complete 
change in the design of an automobile at the time we introduce a new 
model, and yet we can do that without shutting down our plants from 
actual production for a period longer than a few weeks. 

We can do it because we have groups of people who are working on 
the machinery, on the processing~ on the subcontracting structurej on 
the material procureme~t~ and everything else needed for the new model 
concurrently with the production of current model automobiles. When 
the ~ime comes to shut down the plant to make the model change, we 
have on hand all the tools and all the equipment required for the new 
parts. We think the same planning procedure is applicable to the pro- 
duction of aircraft or anything else. 

As it is now, of course, we lose by shutting down the work of 
act,,nl production betweem emergencies. We lose all the time that it 
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takes ~ get into actual production again. We don't think that is either 
econemlcal or the correct way of doing anything--to throw all these 
people out of work while we are getting ready to make something else. 
Our noml proced~ure in a~most all msnufactu~ing is  to c~ on with 
no~ production while making provisions for changes in the product, 
even though that involves an entirel~ new design. It couldn't be othex~ 
wise. 

Q~ESTIO~ I no t i c e  with  i n t e r e s t  the  machine-tool  problems on the  
tanks t h a t  you had a t  ~our Cad i l l ac  p l a n t .  The indus t r~  was so f a r  
sho~t i n  the  capac i ty  needed to produce machine t o o l s  t h a t  you took 
them ~r~ m the  ~ k  p i l e s  and r e b u i l t  those t o o l s .  I am i n t e r e s t e d  i n  
s m  on  how c a n  pre e t h e  s o  
that it won t have these cycles that it seems to go through in its 
industry. 

MR. GORDON: T might say that on the Cadillac tank T-~I-EI, when 
the Gmergenc¥ came up and we were asked to build that tank, I went over 
to  t h e  a r s ~ a l  and t a lked  with i t s  r e p r e s e n t a t i v e s .  They sa id :  "We 
w i l l  be in  a p o s i t i o n  i n  30 days to give you the  drawings f o r  making 
the  tank.P Mind you, we had never seen the  tank; never had even see~ 
a mock-up of it. Because they would be in position to give us the 
drawi.gs: on the tank within 30 days~ there was anticipation of getting 
the pnO~am going almost i~edlately~ 

I said: "Do you realize the fact that we have no facilities and no 
place to do this? We have no organization to do it. We have no 
ma~nw. We have no tools. We have had no stud~ of the processing 
r e q ~ e ~ e n t s  ~ ~ l d  t h i s  tank. We have to s ta~  out f i r s t  of a l l  to  
f - -  - i n d  or bu i ld  a p l a n t .  We have to  r e c r u i t  the o rgan iza t ion  to  do the  
Job. Then we have to  get  the  machinery, to  e s t a b l i s h  ~ the  subcont rac tors ,  
and do a l l  of  the  o ther  th ings  needed. Drawings are  f i n e j  but we have 
an awful l o t  of work to  do before  we can even use the  drawings on the  
Job," 

That is exactly what we had ~o do. If we had been a pa~t o~ that 
program prior to getting our letter on the job, we would have had a 
~ t  deal  of t h a t  work done. Our process ing people would have s tud ied  
the  opera t ion .  We would have had the  ac tua l  e~gineer ing a n d  des igning 
done and a l l  the wachines on hand when the l e t t e r  came. 

n o ~  procedure i s  to  c a t t y  out a l l  the  phases of the  program 
conourTQn~l~ and no~ wai t  u n t i l  we get  the  complete veh ic le  des igned  
and the~ s q z  "Now we are going to  s t a r t  to  produce t h i s  t h i n g . ,  By 
the  tame we get  to  the po in t  where we r e l e a s e  i t  f o r  product ion,  we have 
a ~  done a l l  the  work t h a t  i s  requi red  to e s t a b l i s h  the  subcont rac tors ,  
t o  g0t o ~  Ba tp r l~ l s  l i n e d  up, and get  our machines and t o o l i n g  r e a ~ .  
There i s  ~ o ther  ~ to do i t  t h a t  would be s a t i s f a c t o ~  from t h e  t~me 
and ~ t y  s t a n d p o ~ t .  
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On.-that particular vehicle, I might mention, inasmuch as it~1~s 
des igned  by & group t h a t  had no r e a l  p roduc t ive  capac i ty ,  we had to  
s t a r t '  i n  a lmost  immedia te ly  wi th  a complete r e d e s i g n  of t he  v e h i c l e  
and adapt i t  to  t he  commercial p roces ses  and equipment t h a t  we could  ~-- 
get. For example, one of the things we knew would be impossible t o  
get would be armor castings, and we had to redesign it for forgings. 
We had to make more than  5,000 changes t he  first few months t h a t  we 
had the drawings in our control. 

~ESTIONI In furtherance of this dual-capacity idea, would you 
say that there would be an opportunity to change the characteristics ~- 
and components of civilian-type items if you had a look-see at the 
military characteristics of a transport vehicle or combat vehicle, 
primarily a transport vehicle? Would commercial industry change any 
of i t s  i dea s  as to  the  c o n s t r u c t i o n ,  so t h a t  i t  would have components 
t h a t  would f i t  r e a d i l y  i n t o  t h e  m i l i t a r y  v e h i c l e s  and have the  charac-  
t e r i s t i c s  t h a t  are necessary for m i l i t a r y  use? 

MR. GORDON: Yes. We have done that. We had many cases of that 
during the war. For example, the new light tank engine was an adapta- 
tion of the Cadillac engine. That was also true of the M-24 and the 
M-19, quite a few of the LST's, and so forth. There were many cases 
of Ordnance's adaptation of passenger car units. 

We t h i n k  i t  would be p o s s i b l e  to  do t h a t ,  t o  q u i t e  an e x t e n t  a t  
l e a s t ,  i f  i t  were t he  i d e a l  t h i n g  to  do.  Ac tua l l y  I d o n ' t  t h i n k  t h a t  
it is the ideal thing to do, because I think it complicates the ser- 
vices procurement problems entirely too much. I think that most of 
t h e  equipment,  such as eng ines ,  t r a n s m i s s i o n s ,  and so f o r t h ,  t h a t  a re  
u s e d  i n  t h e s e  v e h i c l e s  should  be s p e c i f i c a l l y  des igned  wi th  t h a t  
s e r v i c e  i n  mind. 

That is very heavy-duty service as compared with anything we have 
in the corRercial world. Of course, having been an engineer all my 
life, I am very strong for designing a component for its end use 
rather than taking something designed for some other use and trying %o 
make it adaptable to another similar use. I think you are much better 
off if you go at it the new-design way. 

QUESTION: It ~akes a long time and a lot of effort to disseminate 
and implement any controlled materials plan. Would you please comment 
on the feasibility of continuing or discontinuing the present Controlled 
Materials Plan when critical materials are no longer tight? 

MR. GORDON: When critical materials are no longer tight is a .very 
important qualification. Well, maybe I am a little bit biased, but I 
think we are suffering from an overcontrol of materials at the presen~ 
time. Just recently I have had the opportunity of talking with quite ~~ 
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a few people in thesteel businessj I find that they share that viewL~ • ~ 
rather strongly--that we are suffering from overcon~rol at the present 
timee 

As far as continuing it after the emergency ¢onditlons, I would be 
wholehearted~ opposed to that. I think it is contrary to the concept 
on which this country was organized and has grown %o its present staturet 

QUESTION: To what e x t e n t  has  i n d u s t r y  as  a whole a c c e p t e d  your  con-  
cep t  o r  Genera l  Motors '  ooncel~ of i n d u s t r y ' s  r o l e  i n  de f ense  p lann ing?  

MR. GORDONz To a c o n s i d e r a b l y  l e s s  e x t e n t  than  we would l i k e  t o  
s e e .  I might say  t h a t  t h e r e  a r e  some people  who h a v e  been s p e o i f i c a l l y  
opposed to  i t .  I t h i n k  ou~ concept  o f  t h e s e  t h i n g s  r e a l l y  s t e a s  back 
to this facts General Motors is very large, We actually have under our  
control better than i0 percent of the total metal-fabricating capacity 
in the United States, At the present time we are operating about I0~ 
plants o 

We took the position during the war and during the present emergency 
that if we had over I0 percent of the metal-fabricating capacity in the 
United States, then the least that we could assume as our part of the 
n a t i o n a l  de fense  program would be the  e q u i v a l e n t  o f  10 p e r c e n t  o f  t h e  
requirements of the armed services for anything made ef metal. 

As a result of that, we are involved in a large number of operations. 
Practically every division in the corporation is involved in something 
connected with the defense effort. I will give you a few of them. 
Cadillac is involved in the light tank and tank transmission progr, m~. 
Buick is involved in the J-6~ Jet engine and also in the tank trans- 
mission program. Pontiac is making the T-~6 cargo carrier and the 
Bofors gun for the T-I~I, and r6ckets. Oldsmobile is making rockets 
and 90-mm guns and is involved in quite a lot in the way of forgings. 
Chevrolet has the lO~-mm shell manufacturing. A. C. Spark Plug has the 
Sky Sweep and aircraft navigational computers. Fisher Body has the 
T-~8 tank, the Bullard vertical lathe, and a large portion of the 
F-8~-F airplane on subcontract. Buick-Oldsmobile-Pontiac assembly 
division has the F-8~-F at Kansas City and the S2FI in Texas. Then, 
of course, we are involved in aircraft engines al~ea~y--the J-33, the 
J-3~, and others. Our Diesel divisions are involved in power plants. 
Ternstedt division is in range finders and other instruments. I 
could go on almost indefinitely with a list of equipment in which we 
are involved in General Motors. Our anticipated production of 
defense items during this current year should run in value over two 
billion dollars I with a production rate during the forth quarter 
running around ~0 million dollars per quar~ero 

I think naturally we are in a position to understand and realize 
what defense requirements are as a par~ of the over-all defense pro- 
gram and what par5 industry must assume in order to take its actual 
sharee 
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QUESTIONI I admire  your  condemmt ion  of  t h e  p r e v a l e n t  a t t i t u d e  
that industry and the military can't be trusted %o get together. 
Along that line, I would like to have your reaction %o the impact of 
the tremendous number of qaestionnaires and reports required by - 
government agencies of your company and of industry generally, 

MR' GORDON~ Well, since we have the limitation of the Bureau of 
the Budget approving all of them, we haven't been as much bothered as 
we used to be. That really cut down on the number of questionna£res. 

They d o n ' t  bo the r  us as  much as you might a n t i c i p a t e ,  l a r g e l y  
because  we have an o r g a n i z a t i o n  which i s  capab le  of  hand l ing  t h a t  
type of thing. They are much more bothersome to the smaller business 
on the subcontractor side than they are to the large contractor. 

QUESTION~ One of our manpower problems in determining the 
feasibility of military mobilization plans is the nature of American 
industry. We have no way of knowing for sure what the component parts 
problems are and what the production facilities problems are. I was 
wondering i f  you t h i n k  i t  i s  f e a s i b l e  to  ge t  a more a c c u r a t e  computa- 
t i o n  of those requirements that industry can use. 

MR. GORDON: That i s  a v e r y  b ig  problem.  I would r a t h e r  have 
somebody t a l k  about  t h a t  who has g iven  more t ime  and s tudy  to  i t  than  
I have, I have looked into it, but I have felt that personally I 
donor know how it can be handled adequately at the present time, 

One of" t h e  main f a c t o r s  t h a t  makes f o r  d i f f i c u l t y  i s  t h a t ,  i n  many 
of t h e s e  p i e c e s  we a r e  t a l k i n g  about  we have t h e  p r o j e c t e d  r equ i r emen t s  
for an article that is still pretty indefinite as to design, as to 
materials usage, and everything along that line. I am very glad to 
have i% so. In other words, I wouldn't want %0 be in a position from 
the technical standpoint, where we have complete ~nformation now on 
what we are going to be expected to make two or three years from now. 
If we ever get into that position, I am sure it would be obsolete 
before it ever reaches ~ production. There is apt to be considerable 
difference between the actual requirements two or three years hence 
and what we t h i n k ,  a t  t he  p r e s e n t  t i m e ,  w i l l  be t he  r equ i r emen t s  t h e n .  

QUESTION~ In what you propose as the best t h i n g ,  to do, in the way 
of making industry an integral part ef the defense pla~n4ng, are you 
thinking of what happened in Germany, where they really got the co- 
operation of industry in the production of military end itmms all the 
way through?  

MR. GORDON: Yes.  Except t h a t  Z t h i n k  i% was by c o e r c i o n  r a t h e r  
than  c o o p e r a t i o n .  1 t h i n k  a much b e t t e r  comparison would be t h e  R o l l s -  
Royce r e l a t i o n s  w i th  t h e  B r i t i s h  Government. I t h i n k  we w i l l  have %o 
admit  t h a t  i t  has worked q u i t e  w e l l  i n  t e c h n i c a l  e x c e l l e n c e  and i n  
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r a p i d  development i n  t he  program they  have  sponsored and a c t u a l l y  
ach ieved  over  t h e r e .  What g r i pe s  me i s  to  see t h i s  count ry  t h i n ~ n g  
t h a t  on the  J -65  p~ogram we had to  go to  B r i t a i n  f o r  J e t  engine  designo 
I don'  t l i k e  t h a t .  

QUESTION: I can see where you could use this dual-plant approach 
for the development of new facilities for some new type of fighterj or 
that where you are proposing a guided missile program you might u s e  that 
type of facility. But wou ldn ' t  we have to adapt pretty much the existing 
facilities that we have now if we got into an all-out war production? 
And~ if so~ what should we do new with the existing facilities? Won't 
it take too long to convert what we have existing now to stand.by plants? 

MR. GORDON: It will if the conversion that you refer to is required. 
We have that problem with the F-84 program at Kansas City. We contem- 
plate t h a t  i t  w i l l  r e q u i r e  convers ion  of  only a p o r t i o n  of  t he  o l d  North 
American plant into F-84-F manufacture. 

Conversion i n v o l v e s  a l o t  of  problems o the r '  than J u s t  machines and 
equipment .  One o f  t h e  b i g g e s t  problems of  convers ion  i s  t he  p e r s o n n e l  
t h a t  a re  i n v o l v e d - - h a v i n g  a d e q u a t e  pe r sonne l  a v a i l a b l e  and t r a i n e d  to  
do the Job. We are not in favor of complete conversion as such. We 
are in favor, let us say, of partial conversion of an existing facility 
into the dual-purpose program. But even then we do get into the 
requirement of shifting personnel from other plants into that area, as 
we had to r do in Kansas City. The people that we had at Kansas City 
building automobiles did not have the aircraft experience that was 
necessary; so we had to get into a major shift of personnel to get the 
right people i n t o  the plant t o  do  t h i s  job, 

We would ve ry  much p r e f e r  n e v e r  to  conve r t  back t h a t  p o r t i o n  t h a t  
we have conver t ed  over  to  a i r c r a f t  ~ f a c t u r e ,  but  to  keep t he  p l a n t  
and f a c i l i t i e s ,  t h e  space and t h e  equipment,* and e v e r y t h i n g  e l s e  i n  
Kansas City either running on a pilot line basis or keep it in a 
stand-by position; then if the requirements should changej either up 
or down~ we would be in a position to do the job needed in that location. 

sh QU~TION:. So far as production is concePned, don't you think you 
o uA,.9 ' nave ~ne pers?nnel trained in these plants ~ to do these things~ 

so ~na~ wnen war oomesj you wonlt have to shift these people atoned? 

MR. GORDON: Yes. What we would like to do over a period of time 
is to train all the personnel in all our plants to do more than one 
job. We would like to expand their skill, their ability, so that we 
wouldn't have to shift these people around. 

I t  goes beyond t h e  p roduc t ion  p l ann ing  i n  ~he p l a n t ,  I t  goes 
r i g h t  down to  t h e  l e v e l  of  t he  working people .  We t h i n k  a l l  t h e s e  
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people should be skilled in more than One Job. We think that it would 
underwrite their future Job security very much better than the present 
plan. 

QUESTION: Do I understand that your suggestion is that these dual- 
purpose plants be kept going on some level of defense production for an 
extended period of time? 

MR. GORDON: We think that would be the ideal condition, although it 
is not absolutely necessary, we do think there should be a certain area 
there which would be sufficiently large to permit the storage of equip- 
merit which is required to do defense work, so that it will be easily 
available. 

QUESTION- If the situation ever comes up, as it mayj where the 
Government is in a position to give you such a contract, what happens 
then to the maintenance force for that portion of the plant? 

MR. GORDON: I would say that if the Government is in a position to 
give us a defense contractj our position is that the defense contract 
should be continued over a period of time and not terminated after short 
duration. 

For example, in the Arlington plant~ in which we are taking on the 
S2FI, we actually went ahead and accepted a letter agreement on the 
plant that only covered 15 airpl~es. The lead time requirements for 
the plant construction were such that the Navy's appropriations cannot 
cover beyond that point. But we feel that coverage is bound to come, 
so we are actually taking on the responsibility for building the plant 
and providing all the equipment; the only insurance we have is this 
letter contract coveri~ 15 airplanes. 

We don't think industry should be forced into that kind of position. 
YI we didn't have a considerably greater interest in the Government's 
policies and programs than some people say we have, we never would have 
agreed to b u i l d  that plant. 

QUESTION: I was very much interested in your come~ts on the pro- 
duction of the T-41 light tank. As you well know, the requirements are 
not established for that tank~ and they won't be until the tank is 
accepted as an end item for production and the production money is made 
available. Did you mean to infer that General Motors would have been 
willing to come in without a contractual agreement of any sort in the 
ear~7 days of that tank? 

MR GORDON- No. But I might say that I think the Government should 
contact industry and let it be in on the development of that tank before 
there is a production requirement. 

R E S T R I C T E D  
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QUESTION: You spoke of Rol ls-Royce producing m i l i t a r y  end i tems 
f o r  s a l e  in  the  i n t e r n a t i o n a l  markets .  What i s  our i ndus t ry  doing along 
t h a t  l i n e ?  

MR. GORDON: Z t h ink  we can h a ~ V  blame indus t ry  f o r  what i s  the  
n a t i o n a l  a t t i t u d e .  We have never been mmi t ions  makers i n  the United 
States. Z think the people of the United States are essentially 
aga ins t  war and I t h ink  they are  e s s e n t i a l l y  aga ins t  war produotion~ 
excep~ as i t  r e l a t e s  to  the  defense of the  countrT. I t h ink  the re  
would be a t e r r i f i c  publ ic  opinion aga ins t  arqr. i n d u s t r y  in  t h i s  
country which set itself up on the basis of reald.ng and selling muni- 
tions to  fo re ign  coun t r i e s .  Maybe I am wrong but I c a n ' t  qu i t e  en- 
v i s ion  t h a t  possibility, I t h i n k  you would have to  look f a r  befoz, o 
you eould f i n d  an i ndus t ry  in  t h i s  country t h a t  would look a t  i t  frem 
t h a t  b a s i s .  The whole s p i r i t  o f  t h i s  country i s  e s s e n t i a l l y  aga in s t  i t o  

CAPTAIN MARCY= On behal f  of t h e  e n t i r e  college~ I thank you  f o r  an 
exce l l en t  l e c t u r e  and a ve ry  s t imu la t i ng  d i scuss ion .  

(27 o=s 19S2--?So)s/f . 
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