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I N D U S T R I A L  C O L L E G E  OF THE A R M E D  F O R C E S  
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Mr.  John  W. P o c o c k ,  Booz ,  A l l en  and H a m i l t o n ,  a t t e n d e d  the 
C o l l e g e  of W o o s t e r  w h e r e  he r e c e i v e d  h i s  B . A .  d e g r e e .  He r e c e i v e d  
h i s  M . S .  d e g r e e  f r o m  the M a s s a c h u s e t t s  I n s t i t u t e  of T e c h n o l o g y .  
A f t e r  c o m p l e t i n g  h i s  g r a d u a t e  s t u d i e s ,  he j o ined  the A r m s t r o n g  C o r k  
C o m p a n y ,  s e r v i n g  fo r  o v e r  f ive  y e a r s  in  v a r i o u s  e n g i n e e r i n g  and  
e x e c u t i v e  c a p a c i t i e s ;  he spen t  two y e a r s  in  i n d u s t r i a l  and p l an t  e n g i -  
n e e r i n g  w o r k ,  b e c o m i n g  s t a f f  a s s i s t a n t  to the v ice  p r e s i d e n t  of m a n u -  
f a c t u r i n g .  D u r i n g  W o r l d  W a r  ~II, as  an  a s s i s t a n t  ch i e f  e n g i n e e r  of the 
A i r c r a f t  D i v i s i o n ,  he was  r e s p o n s i b l e  fo r  d e s i g n ,  too l ing ,  and p r o d u c -  
t ion e n g i n e e r i n g  in the s i z a b l e  a i r f r a m e  p r o d u c t i o n  o p e r a t i o n  e s t a b -  
l i s h e d  by the A r m s t r o n g  C o r k  C o m p a n y .  Today ,  as  a p a r t n e r  in  the  
f i r m  of Booz ,  A l l en  and H a m i l t o n ,  M a n a g e m e n t  C o n s u l t a n t s ,  he  i s  
a c t i v e l y  engaged  in  i n d u s t r i a l  p l ann ing  a s s i g n m e n t s  wi th  and fo r  bo th  
p r i v a t e  i n d u s t r y  and the A r m e d  F o r c e s .  
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DR. R E I C H L E Y :  C o n t i n u i n g  o u r  s t u d y  of P r o d u c t i o n ,  we  c o m e  
to a s u b j e c t  w h i c h  i s  of i n t e r e s t ,  no t  0n ly  to m o b i l i z a t i o n  p l a r m e r s ,  
bu t  a l s o  to b u s i n e s s  l e a d e r s  who  h a v e  to p r o d u c e  the  m a t e r i a l  f o r  w a r .  
P l a n n i n g  f o r  the e x p a n s i o n  and  c o n v e r s i o n  of i n d u s t r y  f o r  w a r  p r o d u c -  
t ion  i s  v i t a l .  Bu t  in  th i s  p l a n n i n g ,  i t  i s  a d v i s a b l e  to g ive  s o m e  
t h o u g h t  to the  p r o b l e m  of r e c o n v e r s i o n  to a p e a c e t i m e  b a s i s .  

O u r  s p e a k e r ,  Mr .  J o h n  W. P o c o c k ,  ha s  e x t e n s i v e  k n o w l e d g e  of 
t h i s  s u b j e c t  and  h a s : h a d  w i d e  e x p e r i e n c e  in  the f i e l d  of m a n a g e m e n t .  
As  you  k n o w ,  he  i s  a m e m b e r  of the  f i r m  of B o o z ,  A l l e n  and  H a m i l t o n .  
T h i s  i s  h i s  s e v e n t h  a p p e a r a n c e  a t  the  C o l l e g e  as  a m e m b e r  of o u r  
g u e s t  f a c u l t y ,  and ,  I m i g h t  add ,  on  e a c h  o c c a s i o n  he  h a s  d r o p p e d  m a n y  
g e m s  of w i s d o m .  

B i l l ,  i t  i s  a p l e a s u r e  to w e l c o m e  you  back .  

MR.  P O C O C K :  I t  s e e m s  to h a v e  b e c o m e  a r a t h e r  r e g u l a r  t h i n g  
f o r  m e  to s p e a k  to the  I n d u s t r i a l  C o l l e g e  on the  s u b j e c t  of c o n v e r s i o n  
a n d  r e c o n v e r s i o n  in  i n d u s t r y  as  a p a r t  of y o u r  p r o d u c t i o n  s t u d i e s .  
Y o u  h a v e  a l w a y s  b e e n  good  e n o u g h  to g ive  m e  l i b e r t y  to r o a m  a t  w i l l  
o v e r  v a r i o u s  p r o d u c t i o n  t o p i c s - - o f t e n  you  h a v e  no t  h e a r d  the  t e r m s  
" c o n v e r s i o n "  and  " r e c o n v e r s i o n "  m e n t i o n e d  b e y o n d  the  t i t l e  of m y  
l e c t u r e .  I h a v e  r e g u l a r l y  t r i e d  to b r i n g  to you  a s u m m a r y  of the  f e e l -  
i n g  of i n d u s t r y  c o n c e r n i n g  i n d u s t r i a l  m o b i l i z a t i o n  p r o g r a m s  a s  I i n t e r -  
p r e t  i t  and  h a v e  a l s o  f e l t  f r e e  to s a l t  in  c e r t a i n  of m y  own  f e e l i n g s  
c o n c e r n i n g  the  s u b j e c t - - a l w a y s ,  I h o p e ,  i d e n t i f y i n g  t h e s e  a s  p e r s o n a l  
o p i n i o n s .  

In p r e p a r i n g  m y  l e c t u r e  f o r  t h i s  y e a r ,  i t  o c c u r r e d  to m e  t h a t  i t  
m i g h t  w e l l  be  a u s e f u l  e x e r c i s e  t o  r e v i e w  s o m e  of m y  p r e v i o u s  u t t e r -  
a n c e s  so  a s  to p r o v i d e  s o m e  c o n t i n u i t y  and ,  m o r e  i m p o r t a n t l y ,  e l i m i -  
n a t e  r e p e t i t i o n .  In  d o i n g t h i s ,  I h a d  p o i n t e d  up to m e  the f a c t  t h a t  
d u r i n g  the  p a s t  s e v e r a l  y e a r s  the  g e n e r a l  a t t i t u d e s  and  f e e l i n g s  of i n -  
d u s t r y  and  m a n a g e m e n t  h a v e  u n d e r g o n e  s o m e  c h a n g e  in t h i s  m a t t e r  of 
m o b i l i z a t i o n  r e l a t i o n s  w i th  the  G o v e r n m e n t  and ,  i n d e e d ,  t ha t  m y  own 
t h i n k i n g  on s o m e  of t h e s e  s u b j e c t s  was  c h a n g i n g  b o t h  as  a r e s u l t  of 
m o r e  e x p e r i e n c e  and  a s  a r e s u l t  of the  c h a n g i n g  a t m o s p h e r e  s u r r o u n d -  
i ng  m o b i l i z a t i o n  p r o g r a m s .  
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I t  s e e m s  to  m e ,  t h e r e f o r e ,  t h a t  i t  i s  a p p r o p r i a t e  to  o p e n  o u r  
d i s c u s s i o n  w i t h  a c o n s i d e r a t i o n  of  s o m e  of  t h e s e  c h a n g e s .  I t h i n k  
t h a t  a s t r o n g  f u n d a m e n t a l  s e n s e  of  c h a n g e  a n d  t h e  t r e n d s  to  b e  e x -  
p e c t e d  in  the  f u t u r e  c a n  s e r v e  a s  a u s e f u l  b a c k g r o u n d  f o r  y o u r  p r o -  
d u c t i o n  s t u d i e s .  A f t e r  a l l ,  y o u  m e n  w i l l  b e  in  m a n a g e m e n t  p o s i t i o n s  
i n  t h e  m o b i l i z a t i o n  p r o g r a m  a n d  w i l l  be  f a r  m o r e  c o n c e r n e d  w i t h  
g e n e r a l  a t t i t u d e s  a n d  e n v i r o n m e n t s  t h a n  y o u  w i l l  b e  c o n c e r n e d  w i t h  
t h e  d e t a i l  of  e x e c u t i o n .  So I w a n t  to  s h i f t  m y  t h e m e  j u s t  a b i t  t h i s  
y e a r  a n d  c o v e r  s o m e  of  t h e  d y n a m i c  s h i f t s  w h i c h  h a v e  t a k e n  p l a c e  i n  
d e f e n s e  p r o d u c t i o n  a t t i t u d e s  a n d  e n v i r o n m e n t s .  

A s  a n  o p e n i n g  p r o p o s i t i o n ,  m a y  I s t a t e  m y  b e l i e f  t h a t  " C o n v e r s i o n  
a n d  R e c o n v e r s i o n  of I n d u s t r y "  i s  n o w  a n  o b s o l e t e  t i t l e ,  s i n c e  I b e l i e v e  
t h a t  t h e  a b s o l u t e  c o n v e r s i o n  a n d  r e c o n v e r s i o n  of  i n d u s t r y  i n t o  w a r  
p r o d u c t i o n  a n d  o u t  o f  w a r  p r o d u c t i o n  i s  a n d  w i l l  b e  n o  l o n g e r  a g e n e r -  
a l i z e d  p r o g r a m .  P e r h a p s  a b e t t e r  t i t l e  m i g h t  b e  " I n d u s t r i a l  P r o d u c -  
t i o n  f o r  D e f e n s e ,  " o r  " I n d u s t r y  to  t he  R a m p a r t s " - - i f  y o u  w a n t  a S u n d a y  
S u p p l e m e n t  l e a d .  

I n  t h e  p a s t  w e  h a v e  h a d  a g e n e r a l  i n c l i n a t i o n  to  c a t e g o r i z e  i n d u s t r y  
i n t o  s e v e r a l  c l a s s e s .  A t  o n e  e n d  of  t h e  s p e c t r u m  w e  h a v e  i n d u s t r y  
w h i c h  i s  c l e a r l y  m i l i t a r y  i n  i t s  n a t u r e  a n d  h a s  l i t t l e  i f  a n y  p u r p o s e  in  
b e i n g  b e y o n d  t h a t  o f  p r o d u c i n g  w a r  m a t e r i e l .  T h e  m i l i t a r y  a i r c r a f t  
i n d u s t r y  a n d  t h e  o r d n a n c e  i n d u s t r i e s  a r e  i n  t h i s  c l a s s .  A t  t h e  o t h e r  
e n d  of  t h e  s p e c t r u m ,  w e  h a v e  c l a s s e d  t h o s e  i n d u s t r i e s  w h i c h  p r o v i d e  
s u p p l i e s  a n d  m a t e r i e l  to  t h e  A r m e d  F o r c e s  i d e n t i c a l  o r  s i m i l a r  to  t h e  
p r o d u c t  w h i c h  t h e y  t u r n  o u t  f o r  o u r  p e a c e t i m e  n e e d s .  T h e  c l o t h i n g  
a n d  t h e  f o o d  i n d u s t r i e s  w o u l d  b e  t y p i c a l  of  t h i s  g r o u p .  I n  b e t w e e n  w e  
h a v e  s a n d w i c h e d  t h e  l a r g e  g r o u p  o f  i n d u s t r i e s  w h i c h  w i l l ,  o v e r  a 
p e r i o d  of  t i m e ,  c o n v e r t  t h e i r  n o r m a l  c a p a c i t i e s  f r o m  t h e i r  p e a c e t i m e  
p r o d u c t  to  t h e  m a n u f a c t u r e  o f  a s o m e w h a t  d i f f e r e n t  p r o d u c t  f o r  d e f e n s e  
s u p p o r t ,  p r o d u c e  t h i s  p r o d u c t  o v e r  a p e r i o d  of  t i m e ,  a n d  w h e n  t h e  
f i n a l  w h i s t l e  b l o w s ,  r e c o n v e r t  to  t h e i r  p e a c e t i m e  p r o d u c t .  

I w o n d e r  i f  i n  r e a l i t y  t h i s  m i d d l e  g r o u p  h a s n ' t  b e e n  s t r u c k  o u t  o f  
t h e  p i c t u r e  to a g r e a t  e x t e n t  b y  t h e  t r e n d s  o f  p l a n n i n g  a n d  t h i n k i n g  
d u r i n g  t h e  l a s t  s e v e r a l  y e a r s .  T h r e e  b a s i c  c o n s i d e r a t i o n s  s t a n d  o u t  
i n  m y  m i n d  in  c o n n e c t i o n  w i t h  t h i s .  A n d  to  a g r e a t  e x t e n t ,  I b e l i e v e  
t h e y  a r e  i r r e v e r s i b l e - - a t  l e a s t  i n  o u r  m a n a g e m e n t  g e n e r a t i o n .  

T h e  f i r s t  i s  t h a t  of  a n  e x p a n d e d  d e f e n s e  b u d g e t .  U n t i l  v e r y  r e -  
c e n t l y  o u r  c o u n t r y  h a s  b e e n  a v e r y  l o w  " p e a c e t i m e "  s p e n d e r  f o r  
d e f e n s e  p r o g r a m s  a n d  p r o d u c t i o n .  P r i o r  to W o r l d  W a r  I I ,  d u r i n g  t h e  
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t w e n t i e s  a n d  e a r l y  t h i r t i e s ,  o u r  d e f e n s e  p r o d u c t i o n  t o o k  a b o u t  1 p e r -  
c e n t  o f  o u r  n a t i o n a l  p r o d u c t .  J u s t  b e f o r e  t h e  K o r e a n  s i t u a t i o n  b r o k e ,  
o u r  d e f e n s e  p r o g r a m s  w e r e  t a k i n g  a b o u t  5 p e r c e n t .  ( P l e a s e  d o n ' t  
h o l d  m e  to t h e s e  e x a c t  f i g u r e s ;  I a m  s t r i v i n g  f o r  a n  o r d e r  o f  m a g n i -  
t u d e  a n d  n o t  t he  f i n a l  d e c i m a l s  of  t h e  a r i t h m e t i c i a n .  ) T o d a y  o u r  d e -  
f e n s e  p r o g r a m s  a r e  t a k i n g  n e a r e r  10 p e r c e n t  of o u r  n a t i o n a l  p r o d u c t ,  
a n d  p e r h a p s  e v e n  m o r e  i m p o r t a n t ,  t h i s  a p p e a r s  to b e  a g e n e r a l l y  
s t a b i l i z e d  l e v e l ,  s t a b i l i z e d  by  n e c e s s i t y  a n d  r e c o g n i z e d  in  n a t i o n a l  
p o l i c y ,  f o r  m a n y  y e a r s  t o  c o m e .  

L e s t  t h i s  o r d e r  o f  10 p e r c e n t  s e e m  b u t  a s m a l l  f r a c t i o n  of  o u r  
p o t e n t i a l ,  l e t  m e  c i t e  a f e w  o t h e r  f i g u r e s ,  w i t h o u t  a t t e m p t i n g  to d r a w  
p r e c i s e  c o m p a r i s o n s .  A t  the  p e a k  of  W o r l d  W a r  II  o n l y  a b o u t  33 p e r -  
c e n t  of  o u r  w o r k e r s  w e r e  w o r k i n g  in  i n d u s t r i a l  o r  s e r v i c e  a r e a s  f r o m  
w h i c h  o u r  d e f e n s e  p r o d u c t i o n  e f f o r t  w a s  d r a w n .  Y o u  s e e  e v e n  d u r i n g  
t h e  w a r ,  w e  s t i l l  h a d  a g r e a t  r e q u i r e m e n t  to s u p p o r t  o u r  c i v i l i a n  p o p u -  
l a t i o n  w i t h  s e r v i c e  s t a t i o n s ,  g r o c e r y  s t o r e s ,  d r y  c l e a n i n g ,  e t c .  

F u r t h e r m o r e ,  e v e n  w i t h i n  t he  m a n u f a c t u r i n g  a n d  s e r v i c e  a r e a s  
a p p l i c a b l e  to  d e f e n s e  p r o d u c t i o n  m u c h  of  o u r  c a p a c i t y  w a s  s t i l l  t u r n i n g  
o u t  c i v i l i a n  p r o d u c t s .  T h u s ,  a n y  p r o u d  c r i e s  a t t e s t i n g  o u r  " 1 0 0  p e r -  
c e n t  c o n v e r s i o n "  w e r e  b a s e d  m o r e  o n  e m o t i o n  t h a n  k n o w l e d g e  of  t he  
f a c t s .  

A n d  t h e  s a m e  p a t t e r n  i s  e v i d e n t  i n  e m b r y o n i c  f o r m  in  t o d a y ' s  
n a t i o n a l  p i c t u r e .  T h e  i n d u s t r i a l  a n d  s e r v i c e  a r e a s  a l r e a d y  c o n t r i b -  
u t i n g  to d e f e n s e  p r o d u c t i o n  o r  w h i c h  w e  w o u l d  b r o a d l y  c o n s i d e r  a s  " c o n -  
v e r t i b l e "  o r  e x p a n s i b l e  h a v e  p e r h a p s  28 p e r c e n t  o f  o u r  t o t a l  n a t i o n a l  
l a b o r  f o r c e  a n d  a b o u t  t h e  s a m e  o r d e r  o f  o u r  p r o d u c t i o n  c a p a c i t y .  R e -  
l a t e d  to t h i s ,  o u r  d e f e n s e  b u d g e t  no  l o n g e r  i s  j u s t  a d r o p  i n  t h e  b u c k e t .  
A n d  t h e  u s e f u l  v o l u m e  of  t h e  b u c k e t  i s  s m a l l e r  t h a n  the  u n i n s t r u c t e d  
m i g h t  r e a l i z e .  I t h i n k  n o w  y o u  s e e  t h e  p o i n t  I a m  l a b o r i n g  t o w a r d .  

T h e r e  i s  e n o u g h  m o n e y  in  o u r  d e f e n s e  p r o c u r e m e n t  p r o g r a m s ,  
b o t h  n o w  a n d  p r o b a b l y  f o r  s o m e  y e a r s  to  c o m e ,  to  p r o v i d e  s o m e  c o n -  
t i n u i n g  w o r k  f o r  m o s t  o f  t h e  c o m p a n i e s  w h o ,  b y  c o m p e t e n c e ,  c a p a c i t y ,  
a n d  i n t e r e s t ,  w o u l d  b e  c o u n t e d  u p o n  to  m a k e  u p  the  b u l k  of  o u r  m o b i l i -  
z a t i o n  s t r u c t u r e .  T h e r e  w i l l  b e  u n b a l a n c e ;  t h e r e  w i l l  a l w a y s  be  t h o s e  
w h o  w a n t  m o r e ;  b u t ,  b y  a n d  l a r g e ,  w e  c a n  t o d a y  p r o v i d e  m o r e  t h a n  
p a p e r w o r k  e x e r c i s e s  to  o u r  p o t e n t i a l  p r o d u c e r s .  

A n d  so  m o r e  a n d  m o r e  o f  o u r  c o m p a n i e s  h a v e  in  b e i n g  s o m e  s o r t  
of  a p r o d u c t i o n  p r o g r a m  c u r r e n t l y  t u r n i n g  o u t  m a t e r i e l  f o r  t h e  d e f e n s e  



e f fo r t .  T r u e ,  th is  p r o d u c t i o n  m a y  be r u n n i n g  p a r a l l e l  to s o m e  n o n -  
d e f e n s e  p r o d u c t i o n - - i t  p r o b a b l y  i s - - g i v i n g  wha t  I l a s t  y e a r  c a l l e d  the  
dual  p r o d u c t i o n . p a t t e r n .  But  at l e a s t  i t ' s  a d e f e n s e  p r o d u c t i o n  p r o g r a m  
in  be ing .  And w h e n  you have  a p r o d u c t i o n  p r o g r a m  in be ing ,  y o u r  
e m e r g e n c y  p r o b l e m  is  not  so m u c h  one of c o n v e r s i o n  but  r a t h e r  of 
e x p a n s i o n  of y o u r  n u c l e u s  o p e r a t i o n .  Whi le  such  e x p a n s i o n  c e r t a i n l y  
has  i t s  h e a d a c h e s ,  they  a r e  v a s t l y  l e s s  than c o n v e r t i n g  f r o m  s c r a t c h .  
I t ' s  s i m p l y  the d i f f e r e n c e  b e t w e e n  s t a r t i n g  f r o m  the 5 0 - y a r d  l ine  
r a t h e r  than at y o u r  own goal  l ine .  

The ne t  of a l l  th i s  ? E s t a b l i s h m e n t  of a d e f e n s e  i n d u s t r y  in  b e -  
i n g - - l e s s e n i n g  the  c o n v e r s i o n  and r e c o n v e r s i o n  p r o b l e m s  and sub -  
s t i t u t i n g  go ing  p r o g r a m s  fo r  p a p e r w o r k  e x e r c i s e s .  

The s e c o n d  b a s i c  f a c t o r  i s  that  of the  g r o w i n g  c o m p l e x i t y  of ou r  
w e a p o n s  s y s t e m s .  

This  m a t t e r  ha s  b e e n  b e l a b o r e d  by m a n y - - m y s e l f  i n c l u d e d - - a n d  
m y  i n t e n t i o n  is  not  to e x a m i n e  the p r o b l e m  of c o m p l e x i t y .  Today  I 
w i s h  m e r e l y  to a c c e p t  th is  c o m p l e x i t y  as  e x i s t e n t - - a n d  p r o b a b l y  con -  
t inu ing  to g r o w - - a n d  to e x a m i n e  i t s  i m p a c t  upon our  d e f e n s e  p r o d u c -  
t ion p r o g r a m s .  

At the o u t s e t  le t  m e  s t a t e  c l e a r l y  that  I b e l i e v e  this  g r o w i n g  c o m -  
p lex i ty  of our  w e a p o n s  s y s t e m s  o v e r s h a d o w s  a l l  o t h e r  f a c t o r s  at th i s  
point  in  t i m e  w h e n  we c o n s i d e r  ou r  d e f e n s e  p r o d u c t i o n  p r o b l e m s .  
Qui te  a s i d e  f r o m  the p r o b l e m s  of m i l i t a r y  o p e r a t i o n ,  r e l i a b i l i t y  and  
e a s e  of s e r v i c e ,  i t  m e a n s  t h e s e  th ings  to p r o d u c t i o n  m o b i l i z a t i o n .  

It m e a n s  a f a r  m o r e  i n t r i c a t e  and s p e c i a l i z e d  p r o d u c t i o n  s y s t e m .  
C o m p l e x  p r o d u c t s  i n e v i t a b l y  b r e e d  c o m p l e x  p r o d u c t i o n  s y s t e m s .  Our  
p l an t s ,  our  e q u i p m e n t s ,  our  too ls ,  our  p r o c e s s e s  b e c o m e  m o r e  i n t r i -  
ca te  and  r e q u i r e  m o r e  p r e c i s e  i n t e g r a t i o n  and c o n t r o l .  

Today  I a s s e m b l e  m y  s t ab l e  p l a t f o r m s  c o m p l e t e  wi th  double  i n t e -  
g r a t i n g  a c c e l e r o m e t e r s  in  an a i r  c o n d i t i o n e d ,  t e m p e r a t u r e  and 
h u m i d i t y  c o n t r o l l e d  r o o m .  W h e r e  i s  the h a s t i l y  c o n v e r t e d  s e w i n g  loft  
in  wh ich  I a s s e m b l e d  au top i lo t  c o m p o n e n t s  in  W o r l d  War  II ? Today  
m y  f o r g i n g  p r e s s e s  t o w e r  s e v e r a l  s t o r i e s  high.  W h e r e  i s  the l igh t  
h a m m e r  of ten y e a r s  ago ? Today p r e c i s e l y  c o n t r o l l e d  f u r n a c e s  t r e a t  
m y  t i t a n i u m  and I w o r k  i t  hot.  W h e r e  a r e  the s i m p l e  d r y - i c e  c o o l e r s  
I u s e d  on m y  17S and 24S a l u m i n u m ?  
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Now, of c o u r s e ,  t h i s  o v e r s t a t e s  the c a s e ,  but  the t r e n d  i s  t h e r e  
and  we can  p r o b a b l y  on ly  s u b m i t  to i t ,  n e v e r  t u r n  it back .  B u t  th i s  
m o r e  c o m p l e x  p r o d u c t i o n  s y s t e m  m e a n s :  

1. M o r e  t i m e  to get  p r o d u c t i o n  f a c i l i t i e s  r e a d y  and f a r  g r e a t e r  
p r o b l e m s  wi th  s p e c i a l i z e d  f a c i l i t i e s .  Do we have  the t i m e  o r  r e -  
s o u r c e s  to c o n v e r t  c o m p a n i e s  tha t  h a v e  not  b e e n  in  the s p e c i f i e d  
f i e l d  ? 

2. M o r e  m o n e y  f o r  o u r  p r o d u c t i o n  b a s e .  How f a r  can  we  a f f o r d  
to s p e n d  to c o n v e r t  the b a s e  ? 

3. M o r e  t i m e  and  e f f o r t  to t r a i n  o u r  w o r k e r s  to t u r n  out  an  
a c c e p t a b l e  p i e c e  of w o r k .  And a p r e m i u m  put on h i g h e r  l e v e l s  of 
s k i l l  and  b a s i c  i n t e l l i g e n c e s  in  the  l a b o r  f o r c e .  In f ac t ,  the  r e q u i r e -  
m e n t s  f o r  d e v e l o p m e n t  of f u n d a m e n t a l  s k i l l s  as  opposed  to s i m p l y  
h a r n e s s i n g  a d d i t i o n a l  m a n p o w e r  t h r o u g h  c o n v e r s i o n  of l a b o r  f o r c e s  
m a y  p r o v e  o u r  b i g g e s t  s t u m b l i n g  b l o c k  in  e x p a n s i o n .  Can  we  r e a l l y  
c o n v e r t  l a b o r  f o r c e s  as  r e a d i l y  as  in  the pa s t  ? 

4. M o r e  c o m p l e x  p r o d u c t i o n  m a n a g e m e n t  c o n t r o l  and  d e c i s i o n  
p r o c e s s e s .  Th i s  pu ts  an  i n c r e a s i n g  e m p h a s i s  on m a n a g e m e n t  k n o w -  
h o w - - t h a t  m u c h  o v e r - u s e d  t e r m .  Can  we  r i s k  d e v e l o p m e n t  of t h i s  
k n o w - h o w  in  " c o n v e r t i n g  m a n a g e m e n t s "  o r  w o u l d  i t  be d e v e l o p e d  too 
l a t e  in any  e v e n t  ? 

I ' v e  s t a y e d  a w a y  f r o m  one poin t  w h i c h  s h o u l d  be of c r i t i c a l  c o n -  
c e r n  to o u r  p l a n n e r s ,  bu t  w h i c h  goes  b e y o n d  the i m m e d i a t e  t h e m e  of 
t h i s  l e c t u r e .  Th i s  i s  s i m p l y  the  r u l e  tha t  g r e a t e r  c o m p l e x i t y  l e a d s  
to g r e a t e r  v u l n e r a b i l i t y .  O u r  p r o d u c t i o n  s y s t e m s  wi th  t h e i r  i n c r e a s i n g  
c o m p l e x i t y  w i l l  be  f a r  m o r e  s u s c e p t i b l e  to k n o c k o u t  o r  c r i p p l i n g ,  
e v e n  though  the p h y s i c a l  d a m a g e  m a y  be r e l a t i v e l y  s m a l l  and  i s o l a t e d .  

A c o r o l l a r y  to th i s  m i l i t a r y  v u l n e r a b i l i t y  a s p e c t  i s  the g r e a t e r  
l i a b i l i t y  of f a i l u r e  of o u r  p r o d u c t i o n  m a c h i n e  s i m p l y  b e c a u s e  we  h a v e  
not  d e s i g n e d  o r  p l a n n e d  we l l .  

We h a v e  so  m a n y  m o r e  t h ings  to t ake  in to  c o n s i d e r a t i o n  in b u i l d i n g  
o u r  p r o d u c t i o n  m a c h i n e s  today.  B e c a u s e  of t h i s ,  I th ink  we h a v e  a 
g r o w i n g  r e q u i r e m e n t  f o r  an  a c t u a l  t e s t  r u n  o r  p r o v e - o u t  of o u r  p r o d u c -  
t ion  s y s t e m  by the  a c t u a l  p r o d u c t i o n  of  o u r  p r o d u c t .  A g r e a t  dea l  of 
t i m e  and a t t e n t i o n  m u s t  be  s p e n t  by o u r  p r o d u c t i o n  o r g a n i z a t i o n  in 



o r g a n i z i n g  the p lan t  p r o g r a m ,  and an e v e n  g r e a t e r  a m o u n t  of t i m e  
s p e n t  in d e v e l o p i n g  the k n o w - h o w  r e q u i r e d  to o p e r a t e  th i s  p lant  a t  
ful l  e f f i c i e n c y .  The only  w a y  to p r o v e  it  i s  to r u n  it .  F u r t h e r m o r e ,  
once  in  b e i n g  and p r o v e n  out ,  the b e s t  w a y  to k e e p  s u c h  a p r o d u c t i o n  
m a c h i n e  in shape  is  to a c t u a l l y  k e e p  i t  r u n n i n g .  

An o p e r a t i n g  p l a n t  ha s  genu ine  a p p e a l  in at  l e a s t  two a d d i t i o n a l  
w a y s :  It  c r e a t e s  a s t o c k p i l e  of w e a p o n s  s y s t e m s ,  thus  a d d i n g  to i m m e -  
d ia te  m i l i t a r y  s t a t u r e  and i t  c a t e r s  to an i n d u s t r i a l  i n t e l l i g e n c e  w h i c h  
h a s  a l w a y s  found i d l e n e s s  d i f f i cu l t  to a c c e p t ,  e v e n  in s t a n d b y  p l a n t s .  

The  ne t  of th i s  i s  to r a i s e ,  in  m y  m i n d  at  l e a s t ;  the  q u e s t i o n  of  
w h e t h e r  we  can  c o n s i d e r  a b r o a d  c o n v e r s i o n  of i n d u s t r y  as  t e c h n i c a l l y  
f e a s i b l e  any l o n g e r ,  o r ,  g r a n t i n g  we  s e e  s o m e  o p p o r t u n i t y ,  w i l l  we  
h a v e  the m u c h  g r e a t e r  t i m e  r e q u i r e d  today  to go t h r o u g h  wi th  the  c o n -  
v e r s i o n  p r o c e s s .  

I d o n ' t  b e l i e v e  so.  I b e l i e v e  tha t  t h e r e  a r e  m o r e  p o w e r f u l  a r g u -  
m e n t s  than e v e r  b e f o r e - - b e c a u s e  of the c o m p l e x i t y  f a c t o r - - o n  the  s i de  
of m a i n t a i n i n g  a d e f e n s e  i n d u s t r y  in  b e i n g  and  d e p e n d i n g  not  upon  c o n -  
v e r s i o n ,  but  upon  e x p a n s i o n  to c a r r y  an a c c e l e r a t e d  p r o d u c t i o n  l~ad.  

The t h i r d  b a s i c  f a c t o r  u n d e r l y i n g  ou r  c h a n g e d  p r o d u c t i o n  p l a n n i n g  
p i c t u r e  c o n c e r n s  the m i l i t a r y  s i t ua t i on .  

T h i s w i l l  be a s h o r t  d i s c u s s i o n  f o r  two r e a s o n s :  F i r s t ,  I ' m  no 
m i l i t a r y  e x p e r t - - a n d  I ' d  r a t h e r  not  be  at  the m o m e n t ;  s e c o n d ,  I ' m  not  
so s u r e  the m i l i t a r y  s i t u a t i o n  is  s u c h  a r a d i c a l  d e t e r m i n a n t  in  o u r  p r o -  
duc t i on  p r o g r a m s  anyway .  

We e v i d e n t l y  have  a m o n g  o u r  c o n s i d e r a t i o n s  the p o s s i b i l i t i e s  of 
c o n t i n u i n g  b r u s h - f i r e  a c t i o n s  s i m i l a r  to K o r e a ,  e i t h e r  s i n g l e  o r  
m u l t i p l e .  We have  the p o s s i b i l i t y  of a swi f t ,  u n h e r a l d e d  a l l - o u t  a t t a c k ,  
the d e c i s i o n  c o m i n g  in a few days  o r  w e e k s - - a  " s n a p  w a r .  " We h a v e  
the p o s s i b i l i t y  of a l o n g - t e r m ,  a l l - o u t  s t r u g g l e  s i m i l a r  to W o r l d  W a r  II.  
And I ' m  s u r e  t h e r e  a r e  v a r i o u s  c o m b i n a t i o n s  of t h e s e .  

But  the b r u s h - f i r e  a c t i o n s  can  be  s u p p o r t e d  to a g r e a t  ex t en t  by 
o u r  c o n t i n u i n g  d e f e n s e  p r o d u c t i o n  at  ou r  p r e s e n t  o r  s l i g h t l y  e x p a n d e d  
b u d g e t  l eve l .  Some  e x p a n s i o n ,  y e s ,  but  no m u l t i p l e  e x p a n s i o n  o r  
g e n e r a l  c o n v e r s i o n ,  e v e n  though h e r e  we wou ld  have  the t ime .  
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The b r u n t  of s u p p o r t i n g  an a l l - o u t ,  snap  w a r  m u s t  be  b o r n e  by 
p lan t s  a l r e a d y  in  p r o d u c t i o n  and by s t o c k p i l e d  m a t e r i e l .  T h e s e ,  aga in ,  
a r e  the p lan t s  in p r o d u c t i o n  u n d e r  ou r  p r e s e n t  budge t s  and the s t o c k -  
p i l e s  a r e  t h e i r  p r o d u c t i o n .  T rue ,  we m i g h t  i n c r e a s e  th i s  a c t i v i t y  if 
the t h r e a t  a p p e a r s  to i n c r e a s e  s u b s t a n t i a l l y ,  but no l o n g - t e r m  m u l -  
t ip le  i n c r e a s e  o r  c o n v e r s i o n - - s i m p l y  b e c a u s e  in th is  way our  e c o n o m y  
could  b e c o m e  u n b a l a n c e d  to a d a n g e r o u s  point  and k i l l  off ou r  way of 
Life as  s u r e l y  as  the H - b o m b ,  a l though  a l i t t l e  m o r e  s lowly .  So ou r  
p r o d u c t i o n  in  b e i n g  m u s t  c a r r y  the l o a d - - e x p a n s i o n  p r e p l a n n e d  p e r h a p s ;  
r e c o v e r y  of c a p a c i t y  a f t e r  i n i t i a l  a c t i on  p r o g r a m m e d ,  yes ;  but  con -  
v e r s i o n  of o t h e r  f a c i l i t i e s ,  too la te .  

P r o d u c t i o n  s u p p o r t  of an e x t e n d e d ,  a l l - o u t  w a r  does  b r i n g  s o m e  
p o s s i b i l i t y  fo r  c o n v e r s i o n .  But  the above  c i t ed  t e c h n i c a l  p r o b l e m s  of 
c o n v e r s i o n  r e m a i n .  As  fo r  p lann ing ,  the b ig  q u e s t i o n - - a s s u m i n g  
f e a s i b i l i t y  of c o n v e r s i o n - - i s  c o n v e r s i o n  to what  ? It s e e m s  to m e  that  
we h a v e  l e a r n e d  in  the pas t  15 o r  20 y e a r s  t h a t  any r e q u i r e m e n t s  we 
m i g h t  f o r e c a s t  today  would  m o s t  p r o b a b l y  be d r a s t i c a l l y  c h a n g e d  in  
v iew of the  ac tua l  r e q u i r e m e n t s  d e t e r m i n e d  once  the p a t t e r n  of the 
ac t i on  was  a p p a r e n t .  Our  o r d e r  of b u s i n e s s  would  be  to f i r s t  r e p a i r  
the d a m a g e  and r e c o v e r  the c a p a c i t y  of ou r  d e f e n s e  i n d u s t r y  in  b e i n g ,  
expand  th i s  as  r a p i d l y  as  p o s s i b l e ,  d r aw in as m a n y  new p r o d u c e r s  as  
p o s s i b l e  to s u p p o r t  the m a i n  p r o d u c e r s - - a n d  l a s t l y ,  c o n s i d e r  con -  
v e r t i n g  o t h e r  p r i m e  i n d u s t r i e s .  

The ne t  e f f ec t  ? Aga in  in m y  m i n d ,  c o n v e r s i o n  p r o b a b i l i t i e s  a r e  
s e v e r e l y  d i m i n i s h e d .  

S u m m i n g  i t  a l l  up, I b e l i e v e  we a r e  f a s t  going to the i n d u s t r i a l  
p a t t e r n  of E u r o p e ,  w h e r e  a p e r m a n e n t  and r e l a t i v e l y  s i z a b l e  a r m s  in -  
d u s t r y  ha s  long  e x i s t e d  as  a p a r t  of t h e i r  i n d u s t r i a l  e c o n o m y .  T h i s  
d e f e n s e  s e g m e n t  of ou r  i n d u s t r y  i s  d e v e l o p i n g  our  new s y s t e m s ,  p r o -  
duc ing  our  w e a p o n s  s t o c k p i l e s ,  l e a r n i n g  to be  h igh ly  e f f i c i e n t  at  t h e i r  
t a s k s ,  and p r e p a r i n g  an a d m i r a b l e  b a s e  fo r  expans ion .  

Now, if th i s  p r o d u c t i o n  p a t t e r n  i s  t rue ,  t h e r e  a r e  s o m e  i n t e r e s t i n g  
sh i f t s  in  ou r  p r o d u c t i o n  p l ann ing  p a t t e r n  w h i c h  dea l  wi th  the p r o d u c t i o n  
s i d e  of  ou r  m o b i l i z a t i o n  p lanning .  With a d e f e n s e  i n d u s t r y  in  b e i n g  and  
o p e r a t i n g ,  we have  f a r  l e s s  n e e d  fo r  a lo t  of p a p e r  p lanning .  T h i s  i s  
b e c a u s e  we a r e n ' t  p l a n n i n g  so m u c h  any m o r e ;  w e ' r e  p roduc ing .  

F r o m  the s t a n d p o i n t  of p r o g r a m  e f f e c t i v e n e s s  t h e r e  is  no c o m p a r i -  
son  b e t w e e n  shuf f l ing  p a p e r  and  cu t t ing  m e t a l .  My f a v o r i t e  s c r i p t u r e  
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on th is  point  i s  f r o m  Dr .  A l b e r t  S p e e r ,  H i t l e r ' s  M i n i s t e r  of W a r  
P r o d u c t i o n .  Dr.  S p e e r  h a s  s a id :  

"The  R e i c h s w e h r  dea l t  wi th  a r m a m e n t  p r o b l e m s  t h e o r e t i c a l l y .  
I n d u s t r y  g e n e r a l l y  had  no g r e a t  i n c l i n a t i o n  to p a r t i c i p a t e  in  th i s  
p r e p a r a t o r y  w o r k .  A f t e r  1933, the W e h r m a c h t  w a s  t h e r e f o r e  
f o r c e d  to bu i ld  up huge  a d m i n i s t r a t i v e  o r g a n i z a t i o n s  . . . T h e s e  
o r g a n i z a t i o n s ,  c o n s i s t i n g  of o f f i c e r s  and c i v i l  s e r v i c e  o f f i c i a l s ,  
c o n d u c t e d  p u r e l y  t h e o r e t i c a l  d e l i b e r a t i o n s  . . and  b e c a m e  so 
l a r g e  tha t  they  m a n a g e d  only  to k e e p  e a c h  o t h e r  busy .  T h e y  c o m -  
m i t t e d  wha t  m i g h t  be c a l l e d  m e n t a l  i n c e s t ,  and  w h e n  r e a r m a m e n t  
got a c t i v e l y  u n d e r  way ,  a l l  of the m i s t a k e s  w h i c h  l a t e r  l ed  to the  
s u r p r i s i n g l y  low l e v e l  of a r m a m e n t  p r o d u c t i o n  w e r e  a l r e a d y  
e m b r y o n i c a l l y  p r e s e n t .  

"We w e r e  at  a g r e a t  d i s a d v a n t a g e  b e c a u s e  ou r  r e a r m a m e n t  
had  b e e n  p l a n n e d  too long on a t h e o r e t i c  b a s i s .  " 

Now, of c o u r s e ,  i t ' s  f a r  m o r e  e x p e n s i v e  to cut  m e t a l  than  to 
w o r k  wi th  p a p e r  p l ans ,  but  o u r  p r e s e n t  b u d g e t  a l l o w s  fo r  qui te  a bi t  
of m e t a l  cu t t ing .  

You note  Dr .  S p e e r ' s  r e f e r e n c e  to the d i f f i cu l ty  of g e t t i n g  i n d u s t r y  
i n t e r e s t e d  in  pape.r  p lann ing .  M a n y  of you have  had  the s a m e  e x p e r i -  
e n c e .  Mos t  any  c o m p a n y ,  m o s t  any  e x e c u t i v e ,  m o s t  any w o r k e r  w o u l d  
r a t h e r  put h i s  e f f o r t s  a g a i n s t  s o m e t h i n g  that  h a s  a t ang ib l e  v i s i b l e  payoff .  

Now tha t  i n d u s t r y  s e e s  t h e r e  is  b u s i n e s s  to be had ,  and f o r  s o m e  
t ime  in the f u t u r e ,  the e x p e c t e d  r e a c t i o n  i s  one  of i n t e r e s t  and  a w i l l -  
i n g n e s s  to s t ep  up m o r e  d i r e c t l y  to the d e f e n s e  p r o d u c t i o n  p r o b l e m s .  

I th ink th i s  h a s  had  one o u t s t a n d i n g  r e s u l t - - i t  i s  b r i n g i n g  top 
managemer~ t  m i n d s  f u r t h e r  in to  the d e f e n s e  p r o d u c t i o n  p ic ture . "  When  
w e ' r e  p a p e r  p lann ing ,  m o s t  c o m p a n i e s  " j u s t  go a long .  " T h e i r  p r i m a r y  
i n t e r e s t s  . a r e  in  o t h e r  d i r e c t i o n s .  Top m a n a g e m e n t  t r i e s  to c o u r t e o u s l y  
avo id  b e i n g  d r a w n  into  p a p e r  p l a n n i n g  and  l e s s  e x p e r i e n c e d  peop l e  a r e  
d e l e g a t e d  the t a sk  of w o r k i n g  wi th  the s e r v i c e s .  But  w h e n  met~il i s  
b e i n g  cut ,  top m a n a g e m e n t ' s  i n t e r e s t  h e i g h t e n s  and  you  have  a d d i t i o n a l  
p o w e r  b r o u g h t  in to  the p i c t u r e .  

With o u r  i n d u s t r y  in  b e i n g  and wi th  ou r  m a n a g e m e n t  i n t e r e s t ,  we 
s h o u l d  be ab le  to shi f t  a g r e a t e r  s h a r e  of o u r  p r o d u c t i o n  p r o g r a m  p lan -  
n ing  load  o v e r  to the s h o u l d e r s  of i n d u s t r y .  We have  t r a d i t i o n a l l y  
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bough t  c a p a c i t y ,  l a b o r ,  m a t e r i a l ,  and  not  enough  have  we s o u g h t  
m a n a g e m e n t .  

I n d u s t r y  h a s  b e e n  p r e t t y  s u c c e s s f u l  in  th i s  c o u n t r y  f o r  qu i te  a few 
g e n e r a t i o n s .  I n d e e d ,  the s t r e n g t h  of the c o u n t r y  h a s  r i s e n  p r e t t y  m u c h  
in d i r e c t  r a t i o  w i th  the g r o w t h  of i n d u s t r y .  Th i s  g r o w t h  of i n d u s t r y  is  
the c o m p o s i t e  g r o w t h  of m a n y  i n d i v i d u a l  u n i t s ,  e a c h  e n g a g e d  in  p l a n -  
n ing  how they  c a n  b e t t e r  m e e t  the f u t u r e  as  they  s e e  i t .  L e t  us  c a s h  in 
on s o m e  of th i s  p l a n n i n g  a b i l i t y  of o u r  i n d u s t r y .  

Now wha t  a r e  go ing  to be  m y  m a i n  c o n c e r n s - - o r  s h o u l d  be  m y  m a i n  
c o n c e r n s - - a s  I ,  the  p r e s i d e n t  o r  v i ce  p r e s i d e n t  in  c h a r g e  of m y  c o m -  
p a n y ' s  p r o g r a m ,  look  f o r w a r d  to a d e f e n s e  p r o d u c t i o n  p r o g r a m ?  L e t  
us  t a lk  abou t  f a c i l i t i e s  f i r s t  and t a k e  a look at s o m e  of the c h a n g e s  in  
m a n a g e m e n t  t h i n k i n g  tha t  have  t a k e n  p l a c e  in  the l a s t  few y e a r s .  

If m y  p r o b l e m  i s  new o r  a d d i t i o n a l  p lant  s p a c e - - a d d i t i o n a l  b r i c k s  
and  m o r t a r ,  t ha t  i s - - i t  i s  p r o b a b l e  tha t  I w i l l  be  g iv ing  g r e a t e r  c o n -  
s i d e r a t i o n  to i n v e s t i n g  m y  own c o m p a n y ' s  c a p i t a l  in  the  e r e c t i o n  of 
such  f a c i l i t i e s .  The  r e a s o n  fo r  th i s  sh i f t  in s e n t i m e n t  i s  to a g r e a t  
e x t e n t  a r e f l e c t i o n  of the m o r e  s t a b l e  e c o n o m i c s  a n t i c i p a t e d  wi th  de -  
f e n s e  p r o d u c t i o n  in  the  y e a r s  a h e a d .  T h e r e  is  enough  b u s i n e s s  to m a k e  
d e f e n s e  p r o d u c t i o n  w o r t h w h i l e .  The  d e m a n d  s e e m s  to be  f a i r l y  l e v e l  
off in to  the f u t u r e  and  the r e t u r n s  on the  i n v e s t m e n t ,  w h i l e  if not  a l -  
w a y s  up to m o r e  n o r m a l  c o m m e r c i a l  s t a n d a r d s ,  a r e  at  l e a s t  m o r e  
a t t r a c t i v e  t han  the u p - a n d - d o w n  o p p o r t u n i t i e s  of a few y e a r s  b a c k .  I 
m a y  s t i l l  look  to the G o v e r n m e n t  fo r  c e r t i f i c a t e s  of n e c e s s i t y ,  p r i o r i t y  
h e l p ,  and so f o r t h ,  but  b a s i c a l l y  I a m  p r o b a b l y  m o r e  w i l l i n g  to u n d e r -  
t ake  m y  own f a c i l i t i e s  f i n a n c i n g  today  than I w a s  t h r e e  y e a r s  ago.  

I do n a v e  one  though t  tha t  h a u n t s  m e .  Tha t  i s  the m a t t e r  of g e t t i n g  
m y  m o n e y  b a c k  on t h e s e  f a c i l i t i e s .  I know that  any  i n v e s t m e n t  on m y  
p a r t  i s  go ing  to h a v e  to be  w r i t t e n  off in  the y e a r s  a h e a d  i n c l u d e d  in  m y  
c o s t s .  H e r e  a m  I, wi th  the e n t h u s i a s t i c  c o n c u r r e n c e  of the s e r v i c e s ,  
r e l i e v i n g  the G o v e r n m e n t ' s  f ixed  f a c i l i t i e s  o b l i g a t i o n  by the e r e c t i o n  of 
f a c i l i t i e s ,  u s i n g  a good p o r t i o n  of m y  own c a p i t a l .  But  th i s  i s  go ing  to 
have  to be  i n c l u d e d  in  m y  cos t  of do ing  b u s i n e s s ,  and  the h a r d w a r e  
p r o c u r e m e n t  peop le  in  l a t e r  y e a r s ,  l ook ing  at  the c o m p e t i t i v e  c o s t  
p i c t u r e ,  w i l l  be  s t r o n g l y  i n c l i n e d  to go fo r  the l o w e s t  p r o c u r e m e n t  c o s t  
r e g a r d l e s s  of the f ac t  tha t  m y  own c o m p a n y ' s  i n v e s t m e n t  h a s  e a s e d  a 
p r e v i o u s  b u r d e n  of the G o v e r n m e n t .  
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While  i t  c a n  w e l l  be a r g u e d  b y m y  c o m p a n y  that  the o v e r a l l  p i c t u r e  
t h r o u g h  the y e a r s  m u s t  be t a k e n  in to  a c c o u n t  and  i m m e d i a t e  c o s t s  f o r  
h a r d w a r e  p r o p e r l y  r e l a t e d  to the p r i v a t e  i n v e s t m e n t  p i c t u r e ,  w h e n  the 
p r o c u r e m e n t  n e g o t i a t i o n s  get  down to the h a r d  and  f a s t  d e t a i l s ,  s o m e  
of t h e s e  f a c t o r s  tend to be  f o r g o t t e n .  So th i s  i s  one n a g g i n g  c o n s i d e r a -  
t ion  in  m y  m i n d ,  and to da te  I ' v e  not go t t en  too m u c h  r e a s s u r a n c e  on 
th i s  point .  

I n s o f a r  as  the a c t u a l  d e s i g n  of the p r o d u c t i o n  m a c h i n e  i t s e l f  i s  
C o n c e r n e d  (the p r o d u c t i o n  e n g i n e e r i n g  a s p e c t s  of the job,  the p r o c e s s  
d e v e l o p m e n t s ,  e t c .  }, th is  I take on as  a f a i r l y  r o u t i n e  t a sk .  W h e r e a s  
in  the pas t  y e a r s  I m a y  have  l ooked  a s k a n c e  at s o m e  of the m o r e  c o m -  
p l i c a t e d  e q u i p m e n t s  and  p r o d u c t i o n  p r o c e s s e s  r e q u i r e d ,  by this  t i m e  
I ' v e  go t ten  p r e t t y  w e l l  a c c u s t o m e d  to the i n t r i c a t e  p a t t e r n s  and l ook  
upon th i s  s i d e  of the f a c i l i t i e s  p r o b l e m  as  a lot  of d igg ing  but  no l o n g e r  
fu l l  of s u r p r i s e s .  The g r o w t h  in a u t o m a t i o n  t h ink ing  in the p a s t  few 
y e a r s  h a s  h e l p e d  to c o n d i t i o n  m e  in th i s  r e s p e c t ,  and  c e r t a i n l y  the  
r a m p a n t  e x p a n s i o n  of i n d u s t r y  and p r o d u c t i o n  p l an t s  d u r i n g  the l a s t  f ew 
y e a r s  h a s  p r o v i d e d  a r e s e r v o i r  of p r o d u c t i o n  e n g i n e e r i n g  and f a c i l i t i e s  
k n o w - h o w  g r e a t e r  t han  we e v e r  had  b e f o r e .  So th i s  p r o b l e m  w h i c h  w a s  
wi th  us as  a c o n c e r n  f ive  o r  s ix  y e a r s  ago,  I f e e l ,  as  I ta lk  wi th  p r o -  
duc t ion  peop le  today ,  is  p r e t t y  m u c h  w a s h e d  out  of the p i c t u r e  as  o t h e r  
than  j u s t  a h a r d ,  w o r k - t h r o u g h  p r o b l e m .  

In  a l l  p r o b a b i l i t y  I w i l l  i m m e d i a t e l y  th ink  or s u b c o n t r a c t  p o s s i b i l i -  
t i e s  to r e l i e v e  m e  of the n e c e s s i t y  of d u p l i c a t i n g  f a c i l i t i e s  and c a p a c -  
i t i e s  w h i c h  m a y  be  a v a i l a b l e  e l s e w h e r e .  The  m o r e  i n t r i c a t e  c o n t r o l l i n g  
o p e r a t i o n s  and  p r o c e s s e s  I w i l l  wan t  u n d e r  m y  own c o n t r o l ,  bu t  I h a v e  
b e e n  p r e t t y  w e l l  e d u c a t e d  d u r i n g  the  pas t  few y e a r s  to look a u t o m a t i c a l l y  
to s u b c o n t r a c t  s o u r c e s  to s u p p o r t  and expand  m y  own c a p a c i t y  and  
r e d u c e  m y  i n v e s t m e n t  n e e d s .  

F r o m  the s t andpo in t  of f a c i l i t i e s ,  m y  g r e a t e s t  w e a k n e s s  is  in the  
a r e a  of m i l i t a r y  v u l n e r a b i l i t y  c o n s i d e r a t i o n s .  I s t i l l  h a v e n ' t  go t t en  
u s e d  to the thought  tha t  m y  p lan t  m a y  a c t u a l l y  be in  the f r o n t  l i n e s  
and  tha t  I m u s t  bu i ld  in  s p e c i f i c  c h a r a c t e r i s t i c s  w h i c h  wi l l ,  to the ex -  
t en t  p o s s i b l e ,  l e s s e n  m y  p h y s i c a l  v u l n e r a b i l i t y  and m a k e  p o s t a t t a c k  
r e c o v e r y  m o r e  f e a s i b l e .  Th i s  i s  an a r e a  in  w h i c h  I s t i l l  n e e d  a con-  
s i d e r a b l e  a m o u n t  of e d u c a t i o n .  

I n t e r e s t i n g l y  enough ,  the p o l i c y  of d i s p e r s i o n  of d e f e n s e  p r o d u c -  
t ion  f a c i l i t i e s  and the r e l o c a t i o n  of d e f e n s e  p r o d u c t i o n  a c t i v i t i e s  a w a y  
f r o m  the c o a s t s  h a s ,  a f t e r  the i n i t i a l  o u t c r i e s ,  b e e n  f a i r l y  w e l l  
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a c c e p t e d .  In  fac t ,  this  v e r y  po l i cy  has  p r o b a b l y  c a u s e d  m a n y  c o m -  
p a n i e s  to look b e y o n d  t h e i r  own i m m e d i a t e  e n v i r o n s  w h e n  p l a n n i n g  
e x p a n s i o n  o r  a new p lan t  fo r  the f i r s t  t i m e  s e r i o u s l y .  And in m a n y  
c a s e s  they  have  l i k e d  wha t  they h a v e  s e e n  and have  found o t h e r  a d v a n -  
t ages ,  both  e c o n o m i c  and  h u m a n ,  to r e m o t e  l o c a t i o n s .  In any e v e n t ,  
th i s  p r o g r a m  as  a l o n g - t e r m  p r o g r a m  s e e m s  to be t ak ing  hold .  

I n s o f a r  as  the  f i n a n c i a l  a s p e c t s  a r e  c o n c e r n e d - - a n d  m o n e y  i s  an  
i m p o r t a n t  i n g r e d i e n t  in  a p r o d u c t i o n  p r o g r a m - - I  have  a l r e a d y  s t a t e d  
tha t  I a m  p r o b a b l y  m o r e  f a v o r a b l y  i n c l i n e d  to i n v e s t m e n t  of m y  own 
c a p i t a l  than  in  p r e v i o u s  y e a r s .  The b ig  q u e s t i o n  h e r e  i s :  Wi l l  th i s  
i n v e s t m e n t  pay off ? Th i s  m e a n s  s i m p l y  tha t  the p ro f i t  o p p o r t u n i t y  
shou ld  be  r o u g h l y  on a p a r  wi th  the o p p o r t u n i t y  in n o n d e f e n s e  i n d u s t r y .  
At the m o m e n t  I w i s h  to s t a y  out of any  s p e c i f i c  a r g u m e n t  as  to w h e t h e r  
th i s  i s  o r  i s  not  the c a s e  today.  But  as  you g e n t l e m e n  a r e  a w a r e ,  th i s  
i s  c e r t a i n l y  one  of the o u t s t a n d i n g  n e g a t i v e s  in the m i n d s  of d e f e n s e  
i n d u s t r y  e x e c u t i v e s  today .  

I t  s e e m s  p e c u l i a r  to m a n y  of us  tha t  in ou r  i m m e n s e l y  s u c c e s s f u l  
c a p i t a l i s t i c  s o c i e t y ,  w h i c h  h a s  b e e n  bui l t  p r i m a r i l y  a r o u n d  the p r o f i t  
m o t i v e ,  that  the w o r d  " p r o f i t s "  s e e m s  to have  a c e r t a i n  p r o f a n e  con -  
n o t a t i o n  w h e n  we ta lk  of d e f e n s e  i n d u s t r y .  I s e e  no th ing  u n p a t r i o t i c  at 
a l l  in  a s s u m i n g  tha t  p r o f i t s  in d e f e n s e  i n d u s t r y  can  p r o v i d e  the s a m e  
s o r t  of i n c e n t i v e  fo r  e f f e c t i v e  and e f f i c i e n t  p r o g r a m  e x e c u t i o n  by  in -  
d u s t r y  as  i s  the  c a s e  in  n o n d e f e n s e  i n d u s t r y .  Bu t  t h e r e  a r e  c e r t a i n l y  
t h o s e  who go out of t h e i r  way  to m a k e  such  i m p l i c a t i o n s .  

V e r y  q u i c k l y  m o v i n g  on to m a n p o w e r ,  i t  i s  m y  f e e l i n g  tha t  th i s  
p r o b l e m  is  u n d e r s t a t e d  by m a n y .  The p r o b l e m  e m p h a s i s  h a s  s h i f t e d  
in  the l a s t  few y e a r s  f r o m  that  of m e r e  n u m b e r  of w o r k e r s  a v a i l a b l e  
fo r  m y  p r o g r a m  to tha t  of s k i l l s  a v a i l a b l e .  I n s o f a r  as  n u m b e r s  a r e  
c o n c e r n e d ,  m y  p r o d u c t i o n  p r o c e s s e s  of today ,  wi th  g r e a t e r  a t t e n t i o n  
t o w a r d  a u t o m a t i c  p r o d u c t i o n ,  a r e  r e q u i r i n g  f e w e r  and  f e w e r  w o r k e r s  
p e r  d o l l a r  of p r o d u c t  t u r n e d  out .  The  p r o b l e m  I f ace  is  b a s i c a l l y  one 
o f  s k i l l s .  

Th i s  s k i l l  r e q u i r e m e n t  cu t s  in  two w a y s .  In the f i r s t  p l a c e ,  I 
n e e d  m o r e  s k i l l e d  l a b o r .  In the s e c o n d  p l a c e ,  m y  skill-s r e q u i r e d  
s u r p a s s  the g e n e r a l  l e v e l  of s k i l l  r e q u i r e m e n t s  to w h i c h  I w a s  a c c u s -  
t o m e d  a f ew y e a r s  back .  F u r t h e r m o r e ,  i t  is  h i g h l y  p r o b a b l e  that  I w i l l  
f ind  f e w e r  w o r k e r s  wi th  the  b a s i c  i n t e l l i g e n c e ,  ab i l i t y  and c a p a c i t y  to 
d e v e l o p  t h e s e  s k i l l s  and  it  w i l l  take  m e  l o n g e r  to t r a i n  t h e s e  w o r k e r s .  
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My p e r s o n n e l  s e l e c t i o n  p rog~ ' ams  and m y  t r a i n i n g  p r o g r a m s  wi l l  
p r o b a b l y  h a v e  to m e e t  r e q u i r e m e n t s  s e v e r a l  n o t c h e s  above  those  of 
f o r m e r  y e a r s .  

My g r e a t e s t  a r e a  of w e a k n e s s  in m y  m a n p o w e r  th ink ing  and  p l an -  
n ing  i s  p r o b a b l y  a g a i n  r e l a t e d  to the p r o b l e m s  of m a i n t a i n i n g  o r  
r e c o v e r i n g  p r o d u c t i o n  d u r i n g  o r  f o l l owing  a t t ack .  Q u e s t i o n s  of the  
d i s p e r s i o n  of w o r k e r s  t h r o u g h o u t  r e s i d e n t i a l  a r e a s ,  the p o s s i b i l i t y  of 
a cu tof f  f r o m  m y  w o r k e r  f o r c e  t h r o u g h  a t t a c k  d a m a g e ,  and an o r g a n -  
i z e d  p r o g r a m  to m e e t  the v a r i o u s  c o m m u n i t y  r e s p o n s i b i l i t i e s  w h i c h  
w i l l  be  t h r u s t  upon m e  d u r i n g  such  a p e r i o d  have  not  e n t e r e d  m y  m i n d  
s t r o n g l y .  I s t i l l  j u s t  c a n ' t  a c c e p t  the fac t  tha t  th is  m i g h t  h a p p e n  and  
tha t  t h e r e f o r e  p lans  m u s t  be d e v e l o p e d  to m e e t  s u c h  c o n t i n g e n c i e s .  

Next ,  j u s t  a m o m e n t  o r  two on m a n a g e m e n t .  I have  t a l k e d  so 
m u c h  on m a n a g e m e n t  p r o b l e m s  in e a r l i e r  l e c t u r e s  tha t  I f e e l  I s h o u l d  
be  s o m e w h a t  b r i e f  today .  H o w e v e r ,  as  c r i t i c a l  as  I h a v e  b e l i e v e d  the 
m a n a g e m e n t  f a c t o r  to be  in  pas t  y e a r s ,  le t  m e  now s a y  tha t  I b e l i e v e  
t oday  it  i s  m o r e  c r i t i c a l .  I a m  t a lk ing  about  the e x e c u t i v e s ,  
o r g a n i z a t i o n  and the c o n t r o l  p a t t e r n s  w h e r e b y  m y  p r o d u c t i o n  
is  s e t  up and d i r e c t e d .  M a n a g e m e n t  i s  the k e y  th ing  fo r  you  
to look at  w h e n  you  a r e  a p p r a i s i n g  the p o t e n t i a l  p e r f o r m a n c e  
o r g a n i z a t i o n s  o r  p r o g r a m s .  I s e e  t h r e e  o u t s t a n d i n g  r e a s o n s  
c r i t i c a l  s t a t u s  of m a n a g e m e n t  in c o n n e c t i o n  wi th  ou r  d e f e n s e  
t ion. 

t he  
program 
gentlemen 
of various 
for this 
produc- 

The f i r s t  t akes  us  b a c k  a g a i n  to the p r o b l e m s  of c o m p l e x i t y .  We 
h a v e  s a i d  tha t  o u r  c o m p l e x  p r o d u c t s  m a k e  fo r  c o m p l e x  p r o d u c t i o n  
s y s t e m s .  C o m p l e x  p r o d u c t i o n  s y s t e m s  in t u r n  m a k e  fo r  m o r e  c o m p l e x  
m a n a g e m e n t  p a t t e r n s ,  g r e a t e r  r e q u i r e m e n t s  f o r  p r e c i s i o n  in c o n t r o l ,  
and a h i g h e r  o r d e r  of i n t e l l i g e n c e  on the p a r t  of y o u r  s u p e r v i s i n g  
e x e c u t i v e s .  

S e c o n d l y ,  t h e r e  is  the n e c e s s i t y  fo r  t r a i n i n g  and d e v e l o p i n g  m a n y  
m a n a g e m e n t  peop le  so that  they  can  c a r r y  on wi th in  t h e i r  own a r e a  of 
r e s p o n s i b i l i t y  e v e n  though they  m a y  be i s o l a t e d  fo r  a p e r i o d  of t i m e  
f r o m  h i g h e r  d i r e c t i o n .  G e n e r a l l y  s p e a k i n g ,  th is  i s  a l w a y s  good m a n a g e -  
m e n t .  I t  i s  good to have  ou r  m a n a g e m e n t  peop l e  ab le  to m a k e  d e c i s i o n s  
on t h e i r  own w h i c h  a r e  c o m p a t i b l e  wi th  the o v e r a l l  i n t e r e s t s  and s t r u c -  
t u r e  of c o m p a n y  o b j e c t i v e s  and p o l i c i e s .  Th i s  s i m p l y  m e a n s  we don ' t  
have  to c a r r y  as  m u c h  up to the h i g h e r  l e v e l  f o r  d e c i s i o n .  
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But  u n d e r  p r e s s u r e s  and c o n d i t i o n s  of a t t a c k ,  s h o u l d  i t  c o m e  to 
o u r  own s h o r e s ,  th i s  ab i l i t y  fo r  i s o l a t e d  o p e r a t i o n  on the  p a r t  of 
m a n a g e m e n t  i n d i v i d u a l s  b e c o m e s  f a r  m o r e  i m p o r t a n t .  I a m  not  t a l k -  
ing  s i m p l y  abou t  the p lan t  m a n a g e r  who m a y  not  be  able  to get  t h r o u g h  
s o m e  t h r e e  o r  f o u r  h u n d r e d  m i l e s  of phone l i n e s  to c o n t a c t  h i s  v i ce  
p r e s i d e n t  fo r  p r o d u c t i o n .  I a m  t a lk ing ,  too, about  the  a s s i s t a n t  s u p e r -  
i n t e n d e n t  at  the f a r  end  of o u r  p lan t  who f inds  h i m s e l f  u n a b l e  to r e a c h  
by p lan t  phone the g e n e r a l  s u p e r i n t e n d e n t ,  the p e r s o n n e l  m a n a g e r ,  o r  
any o t h e r  i n d i v i d u a l s  on w h o m  he h a s  l e a r n e d  to coun t  f o r  h o u r - t o - h o u r  
a d v i c e  and i n s t r u c t i o n s .  O u r  i n t e r c o m m u n i c a t i o n s  p a t t e r n s  w i th in  the  
m o d e r n  p lan t  a r e  v a s t  and c o m p l e x  th ings  to w h i c h  we of ten  g ive  l i t t l e  
a t t en t ion .  But  knock  t h e m  o u t - - k n o c k  out  the phone s w i t c h b o a r d ,  c l o s e  
up a r o a d w a y ,  b l o c k  a few d o o r s - - a n d  you have  a r a p i d l y  d e t e r i o r a t i n g  
s i t ua t i on .  And th i s  s i t u a t i o n  cou ld  c o m e  wi th  a t t ack .  T h e r e f o r e ,  I 
b e l i e v e  tha t  i t  i s  h i g h l y  d e s i r a b l e  that  we s t r e s s  the  d e v e l o p m e n t  of 
f ina l  d e c i s i o n - m a k i n g  c a p a c i t y  at  the  l o w e s t  l e v e l  p o s s i b l e  in  o u r  m a n -  
a g e m e n t  o r g a n i z a t i o n .  

The t h i r d  th ing  that  m a k e s  ou r  m a n a g e m e n t  p r o b l e m  c r i t i c a l  i s  
s i m p l y  the g e n e r a l  t h i n n e s s  of m a n a g e m e n t  t a l e n t  to m e e t  the g r e a t  
and r a p i d l y  g r o w i n g  r e q u i r e m e n t s  of m a n a g e m e n t  i n d u s t r y .  T h e r e  
s i m p l y  i s  not  e n o u g h  good t a l en t  a r o u n d  to h a n d l e  the jobs  tha t  n e e d  
h a n d l i n g  and h a n d l e  t h e m  wel l .  T h e r e f o r e  i t  b e h o o v e s  m e  to be  
e x c e p t i o n a l l y  c a r e f u l  in  the s e l e c t i o n  of m y  e x e c u t i v e s  and  s u p e r -  
v i s o r s  and  in  the a s s i g n m e n t  of the m o s t  c a p a b l e  o n e s  to the m o s t  
c r i t i c a l  s p o t s  in m y  o r g a n i z a t i o n .  

What  d o e s  a l l  th i s  m e a n  to you  m e n  i n s o f a r  as  m i l i t a r y  l i a i s o n - -  
if I m a y  u s e  tha t  as  a b r o a d  t e r m - - i s  c o n c e r n e d ?  

As I d i s c u s s  the p r o b l e m s  of m i l i t a r y  p r o d u c t i o n  wi th  top p r o d u c -  
t ion  e x e c u t i v e s  a c r o s s  the  c o u n t r y ,  the s u b j e c t  of the  p lan t  r e p r e s e n t a -  
t ive  e n t e r s  m o s t  c o n v e r s a t i o n s  s o o n e r  o r  l a t e r .  S o m e t i m e s  I w o n d e r  
if you  people  r e a l i z e  how m u c h  a good p lan t  r e p r e s e n t a t i v e  m e a n s  to 
a c o m p a n y  e n g a g e d  in  a d e f e n s e  p r o g r a m .  

I a s k  peop l e :  "Why w e r e  you  ab le  to ge t  off the g r o u n d  wi th  th i s  
p r o g r a m  so m u c h  b e t t e r  than  C o m p a n y  X ? Why a r e  you  do ing  so 
w e l l ? "  T h e y  s ay ,  "We have  a c r a c k  tool  e n g i n e e r .  " Or  "We a l w a y s  
d e s i g n  o u r  p r o d u c t  to be p r o d u c e d ;  the  o t h e r  f e l l o w s  n e v e r  do. " And 
then ,  m o r e  o f ten  than  not ,  they  w i l l  c o m e  b a c k  and  s ay ,  "Of  c o u r s e ,  
C o l o n e l  X down h e r e  is  qui te  a guy. He  h a s  h e l p e d  us  a lot.  " Or  
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" M a j o r  S o - a n d - s o  is  qui te  a he lp .  Hope the s e r v i c e  n e v e r  f inds  out  
how good he is or they will pull him back and we'd be lost. " Or "He 

works just like one of us; he's really a key man on the team. " 

\ 

I n t e r e s t i n g l y  enough ,  I h e a r  few c o m m e n t s  about  poor  p l an t  r e p s .  
I t ' s  not  tha t  t h e r e  a r e n ' t  any.  I t ' s  jus t  that  the p lant  r r : anage r  wi th  a 
p o o r  one  u s u a l l y  has  no p r e v i o u s  s t a n d a r d  to c o m p a r e  h i m  wi th .  He 
d o e s n ' t  know wha t  h e ' s  m i s s i n g .  All  he knows  is that  t h e r e  a r e  l o t s  
of m i s c e l l a n e o u s  t r o u b l e s  and that  the A r m y ,  o r  Navy ,  o r  A i r  F o r c e ,  
i s  to h i m  a c o n f u s i n g  and u n c o o r d i n a t e d  s t r e a m  of v i s i t o r s ,  p l a n n e r s ,  
p r o j e c t  o f f i c e r s ,  i n s p e c t o r s ,  a u d i t o r s ,  and o t h e r s .  F o r  t h e s e ,  the 
p lan t  r e p  a p p e a r s  to be a u s e f u l  s i g h t s e e i n g  gu ide ,  but  not  m u c h  m o r e .  

The  p lan t  r e p  shou ld  be the who le  D e f e n s e  D e p a r t m e n t  on the p lan t  
b a s e .  He shou ld  f e e l  f r e e  to d r a w  upon a l l  r e s o u r c e s  of the  D e p a r t -  
m e n t  to m o v e  h i s  p r o d u c e r  a long ,  and he  shou ld  be  able  to p r e s s  fo r  
ac t ion .  He s p e a k s  fo r  i n d u s t r y  in m i l i t a r y  c o u n c i l s .  He s p e a k s  f o r  
the m i l i t a r y  in i n d u s t r y  c o n f e r e n c e s .  He i s  i n d u s t r y  in u n i f o r m .  

F o r g e t t i n g  the u n i f o r m  f o r  the m o m e n t ,  a s i d e  f r o m  b e i n g  a 
g e n e r a l l y  s u p e r i o r  h u m a n  a n i m a l ,  t h e r e  a r e  c e r t a i n  o u t s t a n d i n g  
t r a i t s  w h i c h  m a r k  a good p lan t  r ep .  F o u r  a r e  l i s t e d  h e r e :  

1. He m u s t  have  t r u e  m a t u r i t y .  By th i s  I m e a n  the s o b e r  w i s -  
d o m  that  c o m e s  f r o m  c o n s o r t i n g  fo r  s o m e  y e a r s  wi th  h i s  u n p r e d i c t a b l e  
f e l low m e n .  Not  the b r i s k  b r i l l i a n c e  of a p r o m i s i n g  y o u n g  i n t e l l e c t .  

2. I Ie  m u s t  have  a p e r s o n a l  a c c e p t a b i l i t y .  Th i s  i s  the k n a c k  of 
g e t t i n g  a l o n g  wi th  peop le .  He th inks  a u t o m a t i c a l l y  of the h u m a n  f a c t o r s  
i n v o l v e d  in d e c i s i o n .  He is  a c o m p r o m i s e r  and  n e g o t i a t o r  by n a t u r e ,  
but  c e r t a i n l y  not  w h e r e  c o m p r o m i s e  a f f e c t s  i n t e g r i t y .  

3. He m u s t  be a s t u d e n t  of h i s  a s s i g n e d  c o m p a n y  and i n d u s t r y .  
In  fac t ,  h e  c a n  p r o b a b l y  t e l l  you as  m u c h  about  the c o m p a n y ,  i t s  
h i s t o r i c a l  b a c k g r o u n d ,  i t s  t r a d i t i o n a l  p r o b l e m s ,  i t s  peop le  as  any  of 
i t s  top e x e c u t i v e s .  

4. And th i s ,  I th ink,  i s  the th ing  we f ind  l e a s t  o f t e n - - t h e  p lan t  
r e p r e s e n t a t i v e  h a s  to h a v e  good j u d g m e n t  and  a w i l l i n g n e s s  to t ake  
wha t  i n d u s t r y  c a l l s  " b u s i n e s s  r i s k s "  b a s e d  on tha t  j u d g m e n t .  He 
m i g h t  t ake  as  h i s  gu ide  the m a x i m  " C o n s i d e r  the t o r t o i s e ,  he  m a k e t h  
p r o g r e s s  only  w h e n  h i s  n e c k  i s  out.  " 
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Such m e n  a r e  in  s h o r t  supp ly  of c o u r s e .  The t r e n d  a p p e a r s  to 
c o n c e n t r a t e  such  m e n  in  m i l i t a r y  p o l i c y m a k i n g  o r  c e n t r a l  c o n t r o l  
g roups  w h e r e  t h e i r  t a l e n t s  m a y  s p r e a d  o v e r  m a n y  p l an t s  o r  p r o g r a m s  
i n s t e a d  of j u s t  one.  I th ink  t h e r e  a r e  r e a s o n s  fo r  this .  H o w e v e r ,  I 
do think we can  c o n t i n u e  to give m o r e  p r i o r i t y - - a n d  u n d e r  the m o b i l i -  
za t ion  e n v i r o n m e n t  I s e e  c o m i n g  up th i s  r e q u i r e m e n t  fo r  p r i o r i t y  i s  
i n c r e a s i n g - - i n  the  a s s i g n m e n t  of top peop le  to p lan t  r e p r e s e n t a t i v e  
jobs  w h e r e  a s u p e r i o r  p e r f o r m a n c e  on the  b a s e  wi l l  he lp  the w h o l e  
p r o g r a m  a l o n g  and  c e r t a i n l y  e l i m i n a t e  m a n y  m a t t e r s  w h i c h  now c log  
the c e n t r a l  c h a n n e l s .  

When  w o r k i n g  in  ii ¢ u s t r y  d u r i n g  W o r l d  W a r  II, I w a s  in  an o r g a n i -  
za t ion  down in P e n n s y l v a n i a  w h i c h  e m p l o y e d  s o m e  3 ,500  peop le  m a k i n g  
h a r d  f l o o r  c o v e r i n g .  Wi th in  two and o n e - h a l f  y e a r s  a f t e r  P e a r l  H a r b o r  
we had  o v e r  5 , 0 0 0  e m p l o y e e s .  O u r  b ig  p r e s s e s  tha t  had  b e e n  e m b o s s -  
ing  l i n o l e u m  w e r e  now t u r n i n g  out  s h e e t  m e t a l  p a r t s  fo r  a i r c r a f t .  O u r  
w o r k e r s  w e r e  a s s e m b l i n g  and t u r n i n g  out a i r f r a m e  s e c t i o n s .  We had  
a l a r g e  o r d n a n c e  o p e r a t i o n  t u r n i n g  out  s h e l l s  and i n c e n d i a r y  b o m b s .  
We h a d  t a k e n  o u r  l a r g e  c u r i n g  o v e n s  and c o n v e r t e d  t h e m  to the p r o -  
duc t i on  of c a m o u f l a g e  m a t e r i a l s .  We had  o u r  c o n v e r s i o n  p r o b l e m s .  
It took m o r e  than  two y e a r s  to get  t h r o u g h  t h e m  and c o m e  up to tha t  
peak .  We h a d  r e c o n v e r s i o n  p r o b l e m s  and  it took a y e a r  to go b a c k  
t h r o u g h  t h e m .  We w e r e  p r e t t y  p r o u d  of wha t  we did.  

But ,  g e n t l e m e n ,  I don ' t  th ink tha t  type of p r o g r a m  is  go ing  to be 
s e e n  aga in .  Thank  you.  

QUESTION:  If we  have  a p e r m a n e n t  a r m a m e n t  i n d u s t r y  in  s o m e  
f i e l d s  in  o r d e r  to s h a r e  the b u s i n e s s ,  t h e r e  m a y  be on ly  a s m a l l  
n u m b e r  of f i r m s .  In a c a s e  l ike  tha t ,  the m i l i t a r y  is  r e l u c t a n t  to c l o s e  
up and  w i t h d r a w  i t s  b u s i n e s s  f r o m  a v e r y  i n e f f i c i e n t  p r o d u c e r .  Th i s  
h a s  h a p p e n e d  in  the a i r c r a f t  b u s i n e s s  p a r t i c u l a r l y .  I w o n d e r  if  you  
w o u l d  be good enough  to d i s c u s s  how we c a n  have  an e f f i c i e n t  i n d u s t r y  
and  s t i l l  k e e p  f r o m  f i nd ing  o u r s e l v e s  s u p p o r t i n g  i n e f f i c i e n t  c o m p a n i e s  ? 

MR. POCOCK:  Wel l ,  we  c o u l d  ta lk  fo r  h o u r s  on that  one .  I 
h e a r d  one  of o u r  h i g h e r  e x e c u t i v e s  s a y  about  a y e a r  ago ,  "I t h ink  the  
b e s t  w a y  is  to have  one o f  the c o m p a n i e s  go b r o k e .  T h e n  the  r e s t  w i l l  

, !  
know tha t  t hey  a r e  go ing  to h a v e  to s t a r t  l e a n i n g  on t h e i r  o a r s .  

You a r e  r i g h t - - w e  a r e  go ing  to f ind  o u r s e l v e s ,  t h r o u g h  n e c e s s i t y ,  
h a v i n g  to g ive  s o m e  s o r t  of s u p p o r t  to s o m e  r e l a t i v e l y  i n e f f i c i e n t  
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p r o d u c e r s .  H o w e v e r ,  e v e n  wi th  c u r r e n t  b u d g e t s ,  t h e r e  i s n ' t  enough  
p r o d u c t i o n  to p r o v i d e  a l l  c o m p a n i e s  wi th  a l l  t hey  wou ld  l ike  to h a v e ,  
and the m o r e  e f f i c i e n t  a c o m p a n y  c a n  be  in i t s  p r o d u c t i o n ,  the  b e t t e r  
the c h a n c e s  a r e  tha t  they  w i l l  ge t  a b i g g e r  s l i c e  of the m i l i t a r y  p r o -  
g r a m .  Many  of t h e m  wi l l  be w o r k i n g  t o w a r d  t h a t - - a  p r e t t y  good in -  
c e n t i v e .  

P e r h a p s  we have  w i th in  the D e f e n s e  D e p a r t m e n t  a g r e a t e r  r e s p o n s i -  
b i l i t y  than we have  e x e r c i s e d  in  the pas t  to t a lk  d i r e c t l y  wi th  the  m a n -  
a g e m e n t  of s o m e  of t h e s e  m o r e  i n e f f i c i e n t  c o m p a n i e s  and  show t h e m  
wi th  f a c t s  and f i g u r e s ,  w h e r e  they  s t and  and how we th ink  t hey  can  get  
out  of t r o u b l e .  

Now I know tha t  th is  ge t s  c a l l e d  m e d d l i n g ,  and  I know tha t  m a n -  
a g e m e n t  Will a l w a y s  be  ab le  to c o m e  back  at you  and s ay ,  " L o o k ,  we  
know how to r u n  o u r  own b u s i n e s s  b e s t .  " But  I show t h e s e  i n e f f i c i e n t  
p r o d u c e r s  c o m p a r i s o n s  wi th  o t h e r  c o m p a n i e s ;  show t h e m  why  they  
a r e  i n e f f i c i e n t .  

But  t r y  as  we wi l l ,  we a r e  go ing  to c o n t i n u e  to s u p p o r t  s o m e  
i n e f f i c i e n t  p r o d u c e r s .  

QUESTION: Si r ,  a n o t h e r  a s p e c t  of the C a p t a i n ' s  q u e s t i o n  and  
you  po in t ed  out  a w e a k n e s s  tha t  we  w i l l  con t inue  to give p e a c e t i m e  
p r o d u c t i o n  p r o g r a m s  to c e r t a i n  a r e a s ,  t h e r e b y  c o n t i n u i n g  to n a r r o w  
the p r o d u c t i o n  b a s e ,  wh ich  to us  in t h e s e  days  i s  p e r h a p s  d a n g e r o u s ,  
w o u l d n ' t  i t  be b e t t e r  to pay a h i g h e r  p r e m i u m  today  and r e s t r i c t  
p r o d u c t i o n  to the e x t e n t  tha t  we  cou ld  s p r e a d  i t  o v e r  a w i d e r  b a s e  and  
not  l e a v e  i t  qui te  so v u l n e r a b l e  ? 

MR. POCOCK: To be qu i te  h o n e s t ,  I do not  f e e l  tha t ,  d e s p i t e  the 
o u t c r i e s  of i n d u s t r y ,  t h e r e  h a s  b e e n  as  m u c h  n a r r o w i n g  of the p r o d u c -  
t ion  b a s e  as  s o m e  peop le  m i g h t  l e a d  you  to b e l i e v e .  As I look  a r o u n d  
the  c o u n t r y ,  I c a n ' t  h o n e s t l y  s ay  t h e r e  a r e  any  i m p o r t a n t  o r  e v e n  
m o d e r a t e l y  i m p o r t a n t  p r o d u c e r s  of a i r c r a f t ,  o r d n a n c e ,  f i r e c o n t r o l s ,  
e t c . ,  tha t  h a v e  b e e n  cut  e n t i r e l y  out of the p r o g r a m .  I know s o m e  of 
t h e m  had  b ig  c u t b a c k s .  I know s o m e  m a j o r  p r o d u c e r s ,  not  in  the  
g a m e  a l l  the way ,  who in t h e i r  own m i n d s  f e e l  t hey  have  gone out  of 
the b u s i n e s s .  But  if  you  had  a s k e d  m e  to g ive  you  the n a m e s  of s ix  
c o m p a n i e s  who had  b e e n  c o n s i d e r e d  as  i m p o r t a n t  f r o m  a c a p a c i t y  
s t a n d p o i n t  in  our  d e f e n s e  p r o d u c t i o n  p r o g r a m  and  who a r e  now cut  
out  and le f t  on the o u t s i d e  l ook ing  in,  I c a n ' t  g ive you  the n a m e s  of 
s ix .  Maybe  you  f e l l o w s  can .  I th ink we have  m a i n t a i n e d  a r a t h e r  
b r o a d  b a s e ,  d e s p i t e  the o u t c r i e s  we h e a r  to the o t h e r  e f fec t .  
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QUESTION:  My q u e s t i o n  d e a l s  wi th  one  m a j o r  i n d u s t r y ,  the  
a u t o m o t i v e  i n d u s t r y .  S o m e  s t u d e n t s  of W o r l d  W a r  II fe l t  tha t  the 
c o n v e r s i o n  of the a u t o m o t i v e  i n d u s t r y  w a s  not  too e f f e c t i v e .  I po in t  
to Wi l low Run. 

Maybe  it  was  a bad  c h o i c e  of p r o d u c t .  Maybe  we m i g h t  h a v e  
go t t en  m o r e  out  of i t  if we  had  lef t  tha t  e f f o r t  wi th  the r e g u l a r  p r o -  
d u c e r s .  Do you  s e e  th is  p r o b l e m  g r o w i n g  in a n o t h e r  p e r i o d  w h e r e  
i t  w o u l d  be m o r e  e f f e c t i v e  fo r  the a u t o m o t i v e  i n d u s t r y  not  to go in to  
the p r o d u c t i o n  of any  p r o d u c t  o t h e r  than  wha t  t hey  h a v e ,  w h i c h  is  
u s u a l l y  a s e p a r a t e  l i ne  ? 

MR. P O C O C K :  I d o n ' t  know that  I get  y o u r  ques t i on .  Go ing  b a c k  
to y o u r  poin t ,  t h e r e  h a v e  b e e n  c r i t i c s ,  m y s e l f  a m o n g  t h e m ,  of the 
m a n n e r  in w h i c h  the a u t o m o t i v e  i n d u s t r y  c o n v e r t e d  d u r i n g  W o r l d  
W a r  II.  Do I s e e  in the p e r i o d  n o w  a h e a d ,  s h o u l d  s o m e t h i n g  l i ke  th i s  
h a p p e n ,  g r e a t e r  p r o b l e m s  of c o n v e r s i o n  or  g r e a t e r  p r o b l e m s  of r e -  
conversion ? 

QUESTIONi  Should  we c o n s i d e r  c o n v e r s i o n  of that  g r o u p  o r  s h o u l d  
we  l e t  the l a b o r  f o r c e  m o v e . i n t o  o t h e r  a r e a s  ? 

MR. P O C O C K :  Wel l ,  I th ink t h e r e  a r e  m a n y  r e a s o n s  to b e l i e v e  
tha t  we  c a n n o t  give as  m u c h  a t t e n t i o n  o r  as  m u c h  th ink ing  o r  p l a n n i n g  
on the  w h o l e s a l e  c o n v e r s i o n  of that  type of o p e r a t i o n  as  we h a d  d u r i n g  
W o r l d  W a r  II.  

Now I know you  c a n  c o m e  back  at  m e  and say :  " T h e r e  is  a l a r g e  
i n d u s t r y  of 800 ,000  o r  9 0 0 , 0 0 0  w o r k e r s  that  ough t  to be c o n v e r t e d .  
On the  o t h e r  hand ,  you  k n o w  you c a n  take  a look at  wha t  a c t u a l l y  
h a p p e n e d  to the a u t o m o t i v e  i n d u s t r y  in  W o r l d  W a r  II and  you  can  a s k  
y o u r s e l f  w h e t h e r  t h e y  w e r e  r e a l l y  c o n v e r t e d  o r  w h e t h e r  t hey  e x p a n d e d  
in to  s o m e  of t h e s e  o t h e r  a d d i t i o n a l  a r e a s - - a i r c r a f t ,  tank m a n u f a c t u r -  
ing ,  o r d n a n c e  m a n u f a c t u r i n g ,  tha t  s o r t  of th ing.  

At the h e i g h t  of W o r l d  W a r  II, the  l a b o r  f o r c e  w o r k i n g  wi th  the  
a u t o m o t i v e  c o m p a n i e s  w a s  s u b s t a n t i a l l y  g r e a t e r  than  that  w h i c h  t h e y  
had  in t h e i r  p e a c e t i m e  o p e r a t i o n s .  The m a i n  th ing  a c t u a l l y  tha t  we  
s o u g h t  in  the a u t o m o t i v e  i n d u s t r y  in  W o r l d  W a r  II,  to m y  m i n d ,  w a s  
m a n a g e m e n t .  L o r d  k n o w s  we had  to w o r k  to c h a n g e  those  f a c i l i t i e s  
o v e r  and  s o m e  of t h e m  w e r e n ' t  c h a n g e d  by 1945. 
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No,  s i r ,  i n  m y  m i n d ,  we c a n ' t  be  t h i n k i n g  in  t h a t  d i r e c t i o n  f o r  

c o m p l e t e  c o n v e r s i o n  any  m o r e .  

Q U E S T I O N :  A r e n ' t  we  g o i n g  to h a v e  a d i f f e r e n t  type  of c o n v e r -  
s i o n  in  the  n e x t  w a r  ? In  t h i s  l a s t ,  we t r i e d  to ge t  a b r o a d  p r o d u c t i o n  
b a s e  by s e t t i n g  up  a g r e a t  n u m b e r  of m a n u f a c t u r e r s  in  t o t a l  p r o d u c t .  
In  t h i s  n e x t  w a r ,  s i n c e  t o t a l  p r o d u c t s  a r e  s u s c e p t i b l e  to a t t a c k ,  w h y  
no t  l e t  the  p r i m e  p l a n t s  do the  a s s e m b l y  job and  b r e a k  out  f a r t h e r  a n d  
f a r t h e r  the  p r o d u c t i o n  of s u b a s s e m b l i e s  a n d  c o m p o n e n t s  and  p a r t s ,  
w i t h  the  h a n d l i n g  f r o m  s o m e  of t h e s e  p r i m e  p l a n t s  a t  d i f f e r e n t  l o c a -  
t i o n s .  If one  i s  k n o c k e d  out ,  the  a s s e m b l y  of t h e s e  c o m p o n e n t s  c o u l d  
be  d i r e c t e d  to s o m e  o t h e r  p r i m e  a s s e m b l y  p l an t  t ha t  w o u l d n ' t  be  
k n o c k e d  o u t .  W o u l d n ' t  t ha t  be  m o r e  e f f e c t i v e  in  the  e v e n t  of a n o t h e r  

w a r  ? 

MR.  P O C O C K :  T h e  p a t t e r n  y o u  h a v e  s k e t c h e d  h a s  m a n y  a d v a n -  
t a g e s  to it .  I d o n ' t  k n o w  tha t  I w o u l d  n e c e s s a r i l y  s a y  t h a t  t h i s  w o u l d  
be  a c o n v e r s i o n  p a t t e r n .  I t h ink  tha t  c o u l d  be  a p a t t e r n  of d e f e n s e  
i n d u s t r y  in  b e i n g .  I k n o w  t h e r e  a r e  t h o s e  who  f e e l  t ha t  a d i s p e r s i o n  
p a t t e r n  i s  no t  n e c e s s a r i l y  g o i n g  to be  the b e s t  p a t t e r n  in  c a s e  we  h a v e  
an  a l l - o u t  a t t a c k .  O n c e  a g a i n ,  w h e n  you  a r e  . s p r e a d  ou t  l i ke  t h a t ,  y o u  
s p r e a d  the  p o s s i b i l i t y  t h a t  one  o r  m o r e  of the  s u p p o r t i n g  u n i t s  i s  g o i n g  
to be  h i t .  T h e r e  a r e  t h o s e  who  b e l i e v e - - a n d  s o m e  of  y o u  m a y  h a ~ e  
r e a d  s o m e  of  the  m e m o r a n d a  f r o m  the R a n d  C o r p o r a t i o n - - t h a t  v u l n e r -  
a b i l i t y  w i l l  be  d e c r e a s e d  by  no t  h a v i n g  t h i s  l a r g e  d i s p e r s e d  n e t w o r k  
type  of p r o g r a m ,  bu t  r a t h e r  h a v e  two o r  t h r e e  r a t h e r  c o m p l e t e d  c o n -  
s o l i d a t e d  u n i t s .  I m y s e l f  l e a n  t o w a r d  the  p a t t e r n  tha t  y o u  h a v e  s k e t c h e d  
t h e r e  bu t  I d o n ' t  b e l i e v e  t ha t  i s  a p a t t e r n  f o r  c o n v e r s i o n .  I b e l i e v e  t h a t  

i s  a p a t t e r n  f o r  o p e r a t i o n  t o d a y .  

Q U E S T I O N :  You  s u g g e s t e d  t h a t  we h e l p  ou t  s o m e  of the  l e s s  
e f f i c i e n t  p r o d u c e r s  by  p o i n t i n g  ou t  t h e i r  w e a k n e s s e s  a n d  s u p p l y i n g  
k n o w - h o w .  I h a v e  s e e n  t h a t  done  in  s o m e  i n s t a n c e s ,  e s p e c i a l l y  w h e r e  
we  h a d  a s i n g l e  s o u r c e  of  s u p p l y .  B u t  we r a n  u p  a g a i n s t  the  c o m p l a i n t  
f r o m  e f f i c i e n t  p r o d u c e r s  t h a t  we w e r e  s y p h o n i n g  k n o w - h o w  f r o m  an  
e f f i c i e n t  p r o d u c e r  to g ive  to an  i n e f f i c i e n t  p r o d u c e r .  How f a r  c a n  we  

go in that ? 

MR.  P O C O C K :  I k n o w  one  th ing ,  tha t  t h e r e  i s  no  b l a c k  l ine  tha t  
y o u  c a n  go u p  to and  s a y :  " T h i s  f a r  and  no f a r t h e r .  " 
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I, m y s e l f  s e e  no o v e r r i d i n g  r e a s o n  why  an i n d u s t r y  s h o u l d  c o m -  
p la in  if ,  in m a i n t a i n i n g  d e f e n s e  c a p a c i t y  in  be ing ,  p r o d u c t i o n  c a p a c i t y  
in be ing ,  we  h a v e  to syphon  off a n o m i n a l  a m o u n t  of k n o w - h o w  f r o m  the 
m o r e  s u c c e s s f u l  c o m p a n y  to he lp  the l e s s  s u c c e s s f u l  go. 

W h e r e  s o m e t h i n g  l i ke  th i s  is  done ,  the p ro f i t  m a k i n g  o p p o r t u n i -  
t i e s  of the c o m p a n y  tha t  h a s  to be h e l p e d  shou ld  be d i m i n i s h e d ,  and  
I th ink  that  n a t u r a l  f o r c e s  to a g r e a t  d e g r e e  w i l l  do that .  

We,  of c o u r s e ,  r u n  in to  qui te  a bi t  of a r g u m e n t  on th i s  s c o r e .  The  
v e r y  e f f i c i e n t  p r o d u c e r  c a n  a l w a y s  s ay ,  " L e t  the o t h e r  f e l l ow  go. We 
can  take  on the a d d i t i o n a l  w o r k .  " Bu t  I d o n "  b e l i e v e  tha t  he r e a l l y  
b e l i e v e s  that  w h e n  he  t a k e s  a look at  the o v e r a l l  d e f e n s e  p r o d u c t i o n  
p r o b l e m .  

I th ink  if you  h a v e  20 c o m p a n i e s  and  you h a v e  two o r  t h r e e  who 
a r e  i n e f f i c i e n t ,  you  w i l l  l e t  the two o r  t h r e e  go. But  if you  h a v e  f ive  
o r  s ix  c o m p a n i e s  and  tha t  i s  a l l ,  you  w i l l  w o r k  h a r d  to s a v e  any  of the  
f ive  o r  s ix  i f  t h e y  a r e  in  t r o u b l e - - a n d  I th ink  the  e n t i r e  i n d u s t r y  h a s  
to w o r k  h a r d  to s a v e  t h e m .  I th ink  wha t  i s  good f o r  w e a k  p r o d u c e r s  i s  
good f o r  the i n d u s t r y  as  a who le .  

QUESTION: In  c u r r e n t  d e f e n s e  w o r k ,  s o m e  c o m p a n i e s  t ake  t h e s e  
c o m p l e x  s y s t e m s  you  t a l k e d  about  and s e p a r a t e  out  the  job bo th  o r g a n i -  
z a t i o n w i s e  and  f a c i l i t y w i s e  and w o r k  on it in  tha t  m a n n e r ,  not  e n t i r e l y  
but  a l m o s t  i s o l a t e d  f r o m  the  r e s t  of the  p r o d u c t s  t hey  m a k e .  O t h e r s  
t r y  to i n t e g r a t e  t h i s ,  a t  l e a s t  to s o m e  ex t en t ,  in to  the o t h e r  b u s i n e s s  
t hey  do, both  c i v i l i a n  and  o t h e r  m i l i t a r y .  Would  you  c o m m e n t  on the 
r e l a t i v e  m e r i t s  of t h e s e  two a p p r o a c h e s  ? 

MR. P O C O C K :  I th ink  y o u r  q u e s t i o n  p o s e s  two p r o b l e m s  f o r d i s -  
c u s s i o n .  The f i r s t  i s :  I s  i t  w i s e  o r  u s e f u l  to b r e a k  out  o r  m o v e  the  
t o t a l  w e a p o n s  s y s t e m  into  the v a r i o u s  s u b s y s t e m s  o r  s u b u n i t s ,  and  so  
f o r t h ,  and  l i k e w i s e  the m a n u f a c t u r i n g  f a c i l i t i e s  tha t  p e r t a i n  to t h e m .  
I s a y  to tha t ,  Y e s ,  i t  i s .  Tha t  i s  the w a y  to s e t  up p r o d u c t i o n  o p e r a -  
t ions  w h e t h e r  in  one  b ig  p lan t  o r  s o r t e d  out  a l l  o v e r  the  c o u n t r y .  

As  f a r  as  the  s e c o n d  p a r t  of the q u e s t i o n ,  i t  wou ld  d e p e n d  on how 
you  a c t u a l l y  p l a c e d  th i s  w o r k  out .  I don ' t  know w h e t h e r  you  a r e  g e t t i n g  
b a c k  to the b a s i c  c o m p l a i n t  tha t  s o m e  c o m p a n i e s  a r e  t r y i n g  to h o l d  i t  
a l l  t h e m s e l v e s  and  r e f u s e  to l e t  i t  out  to s m a l l e r  b u s i n e s s  on s u b c o n -  
t r a c t s ,  and so fo r th .  A r e  you  ge t t i ng  t o w a r d  tha t  point  ? 
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QUESTION:  No,  I w a s  t h i n k i n g  m o r e  a long  the l i n e s  of c o m -  
p o n e n t s  tha t  c a n  be  p r o d u c e d  r i g h t  in the s a m e  g e n e r a l  a r e a ,  a shop  
a r e a ,  as  o t h e r  c o m p o n e n t s  that  m i g h t  be u s e d  fo r  c i v i l i a n  i t e m s .  

MR. P O C O C K :  If I cou ld  do tha t  w i th  any  d e g r e e  of e f f i c i e n c y ,  
I wou ld  do tha t  r a t h e r  t han  bu i ld  a n o t h e r  shop.  In  the  f i r s t  p l a c e ,  
t h e r e  i s  a l o w e r  r e q u i r e m e n t  fo r  i n v e s t m e n t  and  f a c i l i t i e s ,  a l o w e r  
i n v e s t m e n t  f o r  t i m e  in  t r a i n i n g ,  an o p p o r t u n i t y  fo r  m o r e  r a p i d  e x -  
p a n s i o n  w h e n  you  h a v e  to push  up p r o d u c t i o n  if  you  c a n  h a v e  t h e m  go 
s ide  by  s i d e  t h r o u g h  the s a m e  shop.  

QUESTION:  Do you  th ink  tha t  the c h a n g e  f r o m  n e g o t i a t e d  to 
a d v e r t i s e d  c o n t r a c t s  i n c r e a s e d  i n d u s t r y ' s  r e l u c t a n c e  to r i s k  c a p i t a l  
and  f a c i l i t i e s  in d e f e n s e  w o r k  ? 

MR.  P O C O C K :  No, I don ' t  th ink  so.  I don ' t  th ink ,  w h e n  you  ge t  
down to the a c t u a l  m e c h a n i c s  of i t ,  t h e r e  i s  as  m u c h  d i f f e r e n c e  as  
peop le  m i g h t  th ink.  No,  I don ' t  th ink  it  w i l l  m a k e  m u c h  d i f f e r e n c e .  

C O L O N E L  B I L B O :  Mr .  P o c o c k ,  on b e h a l f  of the I n d u s t r i a l  
C o l l e g e ,  I w a n t  to thank  you  fo r  a v e r y  i n f o r m a t i v e  and  i n t e r e s t i n g  

l e c t u r e .  

MR. P O C O C K :  Thank  you  v e r y  m u c h .  
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