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General~Williams has spoken of the necessity for the or- 

iginal formation of the districts. Thst necessity and the benefit 

eg them was shown over night. The minute we got on the job in 1918, 

the manufacturers were enthusiastic over us, and came to us with 

all kinds bf questions, and instead of being held up for mmch needed 

money on their vouchers all during the warjin my district not a sin- 

gle payment was held up over twenty-four hours: often with imcom- 

plete papers. But in every case all papers were properly completed. 

They kept faith. 

The districts are quite different in their work, organi- 

zation and province. Take the Bridgeport District at one end with 

highly concentrated, fabricating, and on the other end the Cincimma- 

ti District with products of both the North and South bringing in 

complications, and also not developed in the Southern part indus- 

trially or from a manufacturing standpoint but with a great manu- 

facturing potentiality. (NEW MATTER) ONE MAN DEVELOPED FRC~ THE 

RAW PERSONNEL IN THE SOUTH ONE OF THE BEST SHELL MACHINING WORKS 

IN THE COUNTRY, SO MUCH SO rTHAT WE RECC~ENDED SPECIAL RE@OGNI~ 
"4 

TION FOR HIM AND IF SUCH PLANTS WERE TO BE KEPT AS STANDBY SOURCES 

OF SHELLS :THAT HIS BE ONE OF THEM. One ~no;handles one district 

cannot necessarily handle another. From what General Williams 

said; he dthinks I can handle Cincirnlati, but I do no,/know what I 

would-~ ~0 i a t  ~Br idgepor t .~  

7[~ [i?:i ~ i am g o i n g  t o t  o u c h  f i r s t  on some o f  t h e  d i f f i c u l t i e s  
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we had. The work was very intense from the start and continued so 

up through the Armistice. I think you all understand the reason 

for the district offices - the difficulty of clearing through Wash- 

i~gton. Everything was held up on account of the very volume. 

The old arrangement of having everything cleared through Washington 

is analagous to a one-man organization in industry. That is effec- 

tive if the organization is a small one and the business not over~ 

large. 

Take ~ marble works for example,--the quarrying and 

selling organization of same. I ~  ~ " ~ ' 1  ~ ~'"~,.,,.,~,~,~.~.,~,, ~,--.S. ,.,,,..,,,.~ T~here are 

few complications,--only a few lines to follow. The War Department 

can be operated exactly the same way in peac@ time, but the ulti- 

mate object of the :far Department is not for times of peace but 

for times of war when the mass of work of all kinds suddenly in- 

~reases tremendously and time is the essence. ,~ 

I also make the comparison that all the work we are doing 

is the creation of an insurance policy against war, but in consld- 

ering it at all, it must be looked at from the standpoint of a 

major emergency. 

The one-man organization, if large and functions compli- 

cated, is impossible. If you will excuse me for being a little 
@ 

j.. 

personal I will give as am example ~what happened in a car works of 

which I later became receiver. The president of that works insisted 

upon giving out every bit of stationery used, and bossing the man 
e~ 

with the wheelbarrow? The inevitable result was that they got in 

trouble. The same thing would apply in the centralized War Del~art- 

ment in case of a mmjor emergency, It simply can not be done. 
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A centralized or one-man organization could be likenet~uivjc~ ~ 

to a pyramid standing on an apex. It is resting on a small base or/~ 

an organization chart upside down. That illustration, by the way, 

was taken from an article by one of our good manufacturers during 

the war,--the National Cash Register Company of Dayton. 

The decentralization is analagous to a well organized 

large corporation. It is the only effective organization for a 

large body. Por example, the General Ivlotors and United States Steel 

Corporations, with various subsidiaries which act as independent 

~uits but come together for a general conference and action on gen- 

eral policies. 

The work that we are doing in the field is voluntary on 

the part of everybbdy exeept~the executive assistants. Therefore, 

the chiefs must have some influence and standing in their commun~- 

tles and should have the magnetism that make'men willing and anx- 

ious to take part in the work. 

I have found it also a great advantage to be able to work 

harder than anybody else in the organization and be willing to tackle 

any question, no matter how new or complicated. As to the functions 

of the districts in an emergency, time is the essence, al is the 

Case all up and down the lime. Very large quantities of special 

material are required. There is always a lack of industrial fam- 

iliarity with Ordnance material itself. It is necessary to mostly 

use existing equipment for production, It is necessary, therefore, 

to Promptly select the industry with a view as to the plant equip- 

ment, geographical location, persoRuel, morale and special refer- 



°noes ~to .: the !:labor::marke~. %ransportat ion f aciliti es., rawmat erials, 

.... As an example, take the contract for 155 ~Howitzer gun 

carriages, which was put in~,a plant that had been manufacturing 

safes.: ~ Whenl first visited it they had accumulated some machinery, 

but when they:.started all they had was a little half-worn out mach- 

ineryi_~nd a rather~ poor building. Someone who had to do with the 

placing of that contract told me there ha& been a beautiful list 

of machinery s.nd eqniunent on ~paper. The contract was placed in 
I" 

good ~th, ~ut it was a mistake. That contract/would never have 

been placed by any of us in the field in that factory. 

The m-anufactu re~ of gun carriages is a very fine piece 

of fabricating of structural material both in assembly: and machin- .... .~ 

e~y. I would have put it if possible in a car works for the reason 

that the manufacture of steel cars is about as fine structural as- 

sembly as I know of, and the standar~ of accuracy is high. This 

principle is :illustrated by the fact that railroad and street ~cars 

tanmot.be turned out economically-in the same shop. One will be 

too.good.-or the"~othe r not good enough. : -~ 

~ ..... ~I::do~not speak.~critically ,of the placing of this parti- 

cular order with the Safe Co. It was undoubtedly done conscien- 

t ions ly--with.:~ the - =inf o1~nati-o n at hand. 

In~,the~.new~programm we are following, there~will-be S ome 

sqnaze p egs~in~: zou~a~:holes, b~t I: ~hl,n~ .they will be fewer. In, :: 

fait:~.was,:~.tha~ wl~ioh ~ ~ we~c~a~l~? ~the'~ "pie..-~-~late~- case. - i cone ezra• in::.----~ 
-.. • -i ~:~ . 'i~ ': "-:~ ~- " : " :~ " i -%:~~- ' 
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Indiana•~ho• t~d~•been  m a k i n g  wooden w a r e  g o t • a  c o n t r a c t  f o r  mach in ing  

4.7 she!ls,~ They made a great mistake in equipping with too! light 

machinery as we immediately discovered on a brief inspection, They, 

too, were adting in good faith, but did not have the know-how. That 

is a matter we will have to know,--the equipment ~n a factory, what 

machinery would have to be used, etc., and check the same up for the 

purpose to which it is to be applied. 

• That brings another subject up. Each district organizes 

in its own way. I have right along side of me a consulting board 

consisting of engineers, and if any problem comes up that one or 

more ef those engineers can not at least make a good start on, I 

would like to knowwhat it is. They can cover practically every 

b r a n c h  o f  m a n u f a c t u r e .  

The lack of complete survey of facilities and personnel 

was very clearly shown in two other contracts, also at Indianapolis. 

They were making rifle grenades. One was as fine a factory as one 

would wish, with splendid machinery, room, light and good labor mar- 

ket. A casual inspection showed that they did not have a proper 

conception of the necessary "flow of material". They fell down ab- 

solutely. I went to the other which was a little dark factory, many 

years .old,-.dirty, material scattered all oSer the place; they turned 

out the rifle grenades desired in the quantities desired, and made 

money. • The other went into the hands of a receiver and liquidatsd 

With their caPital ¼practically disslpat ed. 

~ i The necessity of knowing more than the physicalplan and 

Seeing ~the - mere st at ement of~ a concern before letting~ the contract 

is ~ery, important;. ~l~have had experience in just• that in Connection 

~ith :~bmsiness. ~ The\ first ~thlng~ I look at Ina factory ~iS~,~he~ morale. 



BY walkingthrough it you can pick ~rp a whole lot,--you can see the 

te~n work, etc. I would hesitate to put a Government contract in a 

factorywithout morale smong:~the men unless there were means of over- 

coming that and improving the condition. The personnel from top down 

is a matter that shoul& be looked into very carefully, and there are 

other means of looking• into the resources and the probable success 

in the operation of a contract./~! 

All this means that the district organization must take a 

great deal of responsibility became, as I see it, in the absence of 

other information from Washington, the district's recommendation for 

a contract is final. It also means that the district must be ~ery 

jealous of interference. There are always some persons, officers or 

civilians, who want to"snoop around" in the district and we chiefs 

have to be very high-handed about it. I have a case now. Someone 

has been through some of the Ordnance factories doing something. I 

have not found out yet what. I always insist that they muxt report 

to headquarters, stating their errand before visiting a plant doing 

ordinance work. 

The specific allocation of plants to the different depart-• 

ments is going to be of greatest advantage and lessen the difficulties. 

It will mean no bidding between departments and no bidding by cost 

~lus contractors. In peace time planning much preliminary work can 

be accomplishe& at little expense to the service. Information as ~ to 

requirements may and must be disseminated. A nucleus in the organ- 
. . ~  ~-ii~. " ' . ~ - - . - : ' . ,  ~ u i~ ~ " 

ization: ~ould be kept in training; a tentative contract should be 
-~  . .  : i  ~ . . . . . .  ~ ~  ..~.,~ - ~ " 

awarded. No:matter how complete the plan now, new and unforeseeen .... 

problems arise. I have, i~;handling my. organization, this in min~ 
-_ .,!!_~:~ ~ : . .  ~ ~ ~ ,~ _~. ,i~;i!~i ~ ~ : :  , i . - F  . . . . . .  ~ :  " - ~ ~ ~ ~ 

and-when d~fin, it e plans are made, I have always said ~'It is all right 
. -~ ~ ] i . i  ~ . : - . . : . : .  - : . . ~  - ~ .  ~ - / : : . - : . . . ! - ~ . .  ... . : ,  .-.~.~.-,~ ;~i. ~. ~ . ~ f ~ . ~  " ~ . . . .  ~ " ~ ~ ~ / ~ - "  : ~ ~  



to plan~that , w a y ;  but bear in mind:that:in case of war it will not 

always :be according to pre-arranged program. Be ready to jump any- 

w h e r e o "  . "  - ~ . . -  

A n  instance of this was the tanks during the last war. 

We had to-~ump into it,-'an ~ entirely new product. A change in hand 

grenades was another. Theywere changed after manufacturing started. 

The trigger apparatus would not work. 

The district organization must always be capable of read- 

justment to meet new ~onditions arising. It must be resourceful, and 

inlti~tive must be encouraged, p~mltted and developed. I have 

created~personnel with just this in mind and continually harp upon it. 

Taking up the co-operation of headquarters with districts, 

this mesas a definite line of responsibility and correspondence. Hav- 

ing ample authority limited by possible interference with the general: 

progrsm and a complete organization in skeleton, of coarse,at this~ 

time. The having of authority but with the knowledge on the part of 

0~r superior that this authority will be used with good judgment. 

On Engineering, co,operation v~ith headquarters, a direct 

line for .receipt of information in new design and change of design. 

These should be kept at a minimum and have ref@rence to existing 

facilities and interchangeability with previous or parallel product. 

It is ~somewhat analago~s to "service~' in automobile parts or machims 

tool parts,~ ~A complete unit~of war material i~ rarely made by one 

plant although'it:should be in one contract. ) /  • ~ ~--"~ 

~ Referring to existing facilities, the ',mule" of the next 

war in m o inion will~ be mainly the Fcrdson tractor. It ~is commer- 

elal andlc@n be ~ery readily adap te-d fQr a ,great many purposes of : 

war and can be readily chauged to some extent for some uses other 



than original intention. I have not discussed this with General. Wil- 
• . - . 

lisms~ it is ~mst my own theory. This is used as an example of pos- 

sible adaptation. 
s~ Addcr~d~ ~ 

We had a great deal of difficulty regarding tolerances in 

~ome respects. I will illustrate that with ~un carriage spades. 

The tolerances on the spade was very smmll and fine. As I see it, 

it does not make much difference. The object is to get material that 

will function and not with a satin finish. During the war General 

Williams gave us these specific instructions,--"to get shells that 

will shoot. I do not care about the finish". To give an example 

on interchangeability, the transmission on the six-ton tank, the 

Renault type tank,- the parts were assembled from many sources. My 

recollection is that we adopted a selective assembly so that the 

whole unit would work but that every cog from one transmission would 

not take the place of a corresponding cog~ The replacement of a com- 

plete component is easier than assembling a part of it. This was all 

approved, by the way. The replacement of some parts iS a factory job. 

Take for example the plates on the gun carriage. It would be practi- 

cally impossible to replace one of the plates, made of toughest alloy 

steel in the field. 

There are certain requirements from the district offices. 

0c-operation is the first one. I think the district~ should be rated 

as office~are, insofar as the ~ ~  will apply. We must realize 

that we are big cogs in a big wheel• not independent units. We have 
i . . ,  ~. ~ " - " ~-: . . . .  

to have sense and ability,--horse xense and somewhat specialized 
. - " -  : . . . .  ~ ~ . . -  - ~  ~ • ~ 7f /:~. :~ .. 

ability all through the organization. We must have a spirit of be- 
~..~!_~; . .;~ ~ ~ . ~ ; ~ . ~  . . . . . .  - . : . . . . .  : - • . ~  . • . . . . .  . . 

ing w i t l i n g  ;to work  wherever  we-are  put aria use our a u t h o r i t y w i t h  
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dl s cre~ i on. ~ 

~ I have turned down applications ~or co~_~issiens from ~m-~ 

reserve officers because they wanted a higher position 

than I had a place for, and were not willing to take what I had 

to offer. 

In 1918 each district was organized in accordance with 

the ideas of the respective heads. I organized with a whole lot 

of young fellows who knew nothing about the job,--no more than I 

did, and that was nothing. We learned together and became ~-pret- 

ty good district before the end. The only order I ever gave to a 

man coming into my organization was, "There is your job. Go to it." 

That is the only one I ever got from General Tripp. 

The importance, especially ~t the top, of keeping the 

picture of a job in mind, not losing the perspective by grinding 

on the details, is great. // 

When my executive assistant came out to Cincinnati he h~d 

had a considerable training on technical matters, but none on the 

d Q • etalls of this district job So for the first two months I scarce- 

ly gave him an assignment, but had him come into my office and we 

talked by th~ hour as to the planning, size and scope of the Sob 

we were undertaking. He runs it now when I am very busy. The fi- 

nal result of all that is, my executive assistant does all the work 

and I get all the credit• 

It is a m.istake, in my opinion, to over-m~m, and over- 

SPecialize. I was shown, with pride, by another district~ their or- 

ganization chart. I made upmy mind then that they were over-manne~ 

and ran the details down~:to too fine~a point, ~They had an assign- 

ment for every •little thing. ~I~think-it a:mlst~ke but that~chief 
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is runnzng that ~o . One reason is that any extensive and detailed 

plan made will be busted because new things will come up and changes 

be made early in the proceedings. My idea is to organize for the 

main positions only, and have a reserVoir of reserve officers and 

civilians to pick from and put in any place needed, but with a nu- 

cleus of personnel for everything and ready to do any task. It is 

necessary to know men and how to size them up, in substance, to be 

good soldiers and play the game. 

This last principle should exist from top dov~a, stud to 

cooperate and help other districts. One new chief spent about a 

week with me. We never discussed a single contract or product, but 

talked about the general plan and picture. He has started very suc" 

. . - . - 

cessfully. On the other hand, we must not be unduly interferred 

with. Washington should lay do~ua the job to be done and leave it to 

the districts to accomplish it in their own way. The man at the 

head of the district is or should be such that undue interference 

and direction as to details will diminish his effectiveness and taS~ 

his attention from the main job. - 

We passed a claim, carefully investigated, and knew the 

contractor intimately. Tried the case in cold blood and made the 

award, not at all to the satisfaction of claimant. The first thi~ ~ 

I knew the~ contractor was sent a contract to sign for six hundredl ~ 

dollars~instead of twenty thousand, He i came in to ascertain what 

this meant. ~ By the time I got the answer I was in the south. It 

was fa~from satisfactory to me' ~ The~Washing ton body went direct 

instead ~f t~eugh my office, i wired my office notto pass any 

morelala~s~as! io~~as ~ hat order stood, My usefulness was ~ gone ~.:~ 



if this principle prevailed. The matter was settled to the satisfac- 

tion~of~all and I have~had a claim .reversed. ~ ~ ~ 

The head man must always hold his perspective. On the main 

0r~nance work I declined to go into a single detailed contract unless 

there was something special that needed me. On clalms I would not do 

it unless there was some great complication or important general ques- ( 

,ion up., 

The job of a district chief is a civilian job, a plain bus- 

iness, proposition, It is necessary, of course, to have the uniform:~fc~ 

a groeat many functions, but I hope that in the final result the military 

end will-not un~uly dominate,--that is, I hope it will not go too far, 

for even with the proper backing,from Washington, such as we get from 

Gen. Williams, the district~/chief, in uniform, will be liable to 

ual interference and trouble and they tell me it is very risky for a 

man in uniform to tell the Secretary of War where to get off, as I had 

to do in one ease in 1919. 

In spite of the best laid plans a great many regulations 

must be.~busted, looking to the accomplishment of the main end,-, ~namely 

getting out munitions, and getting them to the front. In production 

the district office must be the only point of contact with the manufac- 

turer. -The one and only source to which manufacturers can look for 

authoritative information. The contrary brings confusion and the eva&- 

ing of responsibility. • It is very important to have industrial dlplo -~. 

macy.._/As an example we have been surveying plants for the past two 

Years~.,-~Au. officer from. another department came in to survey for his 

depar~tment.~-He went out to survey plants. Hedid not do it with dip- 

10macyi~,!--~ was turned _dov~n at times until-we told him ho~.L Being 

an ent ~r~e!y~ voluntary~ maturer ~pon the part~, of. the manufacturers 
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fa~t-~rsrs, it must: be done diplomatically and properly, and with 

non-interference with~labor~, as well by other governmental depart- 

. - .  Inspection. A careful consideration of the tolerances 

and limits as applied to war material produced wit~ peace time 

equipment. Most industrial plants have neither equipment or per- 

sonnel comparable to arsenals. Tolerances should be as broad as 

possible consistent with proper functionings. Instructions to dis- 

tricts should not be arbitrary, but complete information should be 

given the Inspection manager as to reasons for certain tolerances. 

Important to have discretionary authority in the District office:. 

We have to use this sometimes at any rate. In the six-ton tanks 

my inspection manager and I put on a brace that was very important 

and simply advised Washington as to what we had done and all was 

sat isfactory. 

I will not touch very much on finance but it is impor- 

tant ~to keep the finance affairs in the Ordnance Department so that 

it will be handled in the districts and manufacturers paid promptly. 

The manufacturers during the war kept faith. My finance manager 

ran ~ great many risks of going to jail. as did I, but the manufac- 

turers kept faith. We paid them money often on incomplete papers 

but there was nottrouble whatever. The honesty of the manufacturers 
o 

stands ~out, :That was shown particularly during the claims. What 

made!:the~settlement of those claims possible was that over ninety- 

five perce~t ~of the ,claims ~vere honestly :presented, 

: ~ i .  ~ The ques~ion~of --decentrali i g the department becomes 

:- analagous .. tO a . L  wel!-organ ize~ l~ge ~cDrporation such as General . . . .  



Motors Corporation, or the United States Steel Corporation. 

Such decentralization requires very accurate and definite allo- 

cation of responsibility to those in charge of the various 

functions. With this responsibility must be given ample author- 

ity to carry out the policies for which ~m~is responsible, 

This presents the problem of functional organization, 

and means the plans of the organization must be well thought 

out functionally so that there is no conflict of authority or 

divided responsibility. My office chart has many blank spaces 

indicating a functionbut not a man. In a manufacturing oper- 

ation and plan a complete chart should be devised by a compe- 

tent person, either from theory or practice, showing in detail 

all operations necessary. That, of course, refers to new ma- 

teris.l or very complicated material. It would be a big help 

if this were properly and completely worked out. The arsenals, 

I believe, are forbidden to make time studies. However, a 

digest of their practi~e or a summary should be made and ap- 

proved. A completed article should be supplied, such that can 

be easily dissembled when a part of an operation fails or pre- 

cedes that of some other contractor. 

Below is a memorandum from my assistant. " 

"During the last war many new devices were developed, 

such as tanks, gas, etc., which had not been anticipated, and 

these new devices contributed heavily toward success. Undoubt- 

edly in~ new,at the s~ne situation ~will prevail and it will be- 

Come necessary to invent, design and produce new items of Oral- 
. . 

na~ce at ~ time whenmost ' plants will be filled up with pre-es- 

" :   ablis .ed items. . . . . .  ' . . . . .  " : " • 



• "The development of new devices in an already over-crowded . 
L 

plant is extremely difficult and tends strongly to slow up the whole 

~ r g a n i z a t i o n .  One change may throw a l l  out  of  g e a r .  

..... "It seems to me there should be planned engineering labor- 

a t o r i e s ,  to  be ma~._ned by t h e  h i g h e s t  t ype  o f  e n g i n e e r s ,  d e s i g n e r s ,  

etc., to develop and bring up to the point of quantity production, 

i n so f a r  a s  making  samples  and l a y i n g  out of p r o c e s s e s  i s  c o n c e r n e d ,  

of all new devices. 

"There are in existence now a number of plants, well equipped 

for this type of development work, which could be allocated ahead of 

time. 

"The whole idea is to speed up a turning out of new devices 

~nd to prevent this development work from interferring with regular 

production." 

We had an engineering laboratory of just that type during 

the war, Working mostly on automobile work. The General ~,!otors has, 

I think, a laboratory of just that type ready to do almost anything 

in Dayton. How it could be f~nanced by and for the Government, I do 

not know. It would be of the greatest importance to be able to work 

out in ~aboratories and in the arsenals a great many of the new art- 

icles to be produced and minimize the experimental work in factories 

that are, or are to produce. The arsenals are pushed to the limit 

as it is, in time of war. 

" ~he standardization of the material needed for different 

~epartments." i have Been talking about that for five years. The 

most outstanding example I know is a trailer. It is used by all de- 

~artmen~~'.:~"I:h ppenecl;~o knOW a good dee a - " " I about that because the ~ n- 

C " : :" " ~ "'~ ] - -~- : " " ' " : ...... ern furnishing most of these traiiers got into financial trouble aria 



I he lped them o u t ,  so go t  q u i t e  i n t i m a t e  w i t h  t h e i r  w o r k .  

been c r i t i c a l  f rom t h e  s t a r t  o T  t h e  numerous s t a n d a r d s .  

They have 

The require- 

ments as~ to tread, the wheel at the hub must be 58". If tread below 

varies a small fraction it is rejected t although it will work as well 

as if tire tread were exact. These articles are used by the Air Ser- 

vice, Ordnance, Navy Yard, Mari~e Corps, Signal Corps, Quartermaster 

Oorps, etc. The reason I bring this up is that there is now an in- 

qairy from the Navy. The letter was referred to me and I hope to take 

it up and get some standardization. It would be a matter of great 

econom~i~and speed if all trailers of similar capacity were confined 

to one main model, with some modifications, and to one chassis. 

The practical way to accomplish this is for an important 

product,to call s manufacturer in and consult on designs and minimize 

specialties. The American Society of ~,~echamleal Engineers has asked 

for just such a job. In the trailers, for instance, there are only 

about two manufactures to be considered. The particular erie I am 

speaking of~ is still working on army standards. My first criticism 

when I wmm~ in to help was that their product was too good. This 

very fact illustrates the matter of adoption of type so far as pos- 

sible to commercial design and commercial practice. They are making 

it on Army standards and it is impossible to change to lower standards 

because it would mean changing the entire type and design. To start 

with commercial standards and change to Army standards is sbout eqmalA 

ly hard. This company also illustrates the necessity for intelligent 

tests for acceptance; that is, a test not by one officer of one branch 

and then one from another department, but a test by a bo~d which would 

afte~ aceePti~-it~make it adaptable by all the departments. I think 

is ~ally being~d0ne so. this a . i hope " 



! _.qi. If:~$here. could be some means of providing that, after the 

0rigin~l-check o f .  a contract upon completion, any further cheek or 

auditing should not be at the expense of the contractor himself, it 

~J0uld be ~ well, There would be a great deal of money saved. Our ex- 

~erience shows that the contractor is put to a great deal of expense 

.~. checking alongside of the Government. Uhtll the sadnesses of the 

p0st-war experiences are forgotten, the cost of that extra checking 

i s  going to be in the bill, whether recited or not. 

Machine Tools. As it happens, Cincinnati is practically the 

~enter of the world for machine tools. ~u exemption of the necessary 

~ey men from draft must be made, and in order to get a line on this I 

am about to start on the survey of the personnel necessary in the ma- 

chine tool plants in the district and the same thing may follow all 

0ver the country. That brings again the matter of co-operation be- 

tween the designing departments in Washington and the manufacturer. 

The designing should make possible the manufacturing in quantity. Many 

steel castings on one contract of which I had charge developed flaws. 

Rejections were many, resulting in extra cost and delay. Had they been 

~esigned properly at the start all that extra exoense and delay would 

have been avoided. Therefore, I think that not only more mauufscturers~ .... 

should ~ be brought in for consultation, but also machine tool men, in~ :::: L 

Order that the productmay be adapted for quantity and economy in so .... 

far as the experience of these men could help on both matters. 

i ~~~ I find that manufacturers of all kinds are ready to co-operate 



ana have just leazmed that the maehine teol men are to be at the next 

~my Ordnance Association ,1{eeting at Aberdeen. This should result in 

~ssistanoe and better understanding for both them and the Department. 

~he more complete the design and the better tested in advance, the 

less swapping of horses in midstream and the less changing of design. 

I, myself, suggested this invitation to the Machine Tool Men and for 

the above reason. 

I hope I have not bored you with my disjointed talk, and if 

~ny one wishes to ask any questions I shall tr~ to answer. 

. . . .  ~ . . . .  
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. ~ OPEN DISCUSSION 20I~C~JING ADDRESS. 
- . . . 

You speak of industrial diplomacy and said you told another 

officer how to make a survey. What do you mean by that? 

AIISW. When I want to make a survey, I have my executive assistant 

write a letter in advance, asking when it would be convert- 

lent for him to call, at the request of the chief, to make 

a survey for the Ordnance Department. 

refusal to co-operate and set a time. 

I have had but o n e  

The refusal of that 

one organization was due to a misunderstanding, and after 

I had written a personal letter, the refusal was withdrawn. 

The other man, when he started to make his survey, simply 

went direct to the plant. They asked who he was and what 

he wanted. He said "I am Major So and So", without any ex- 

planation as to his authority or errand. He was turne& 4 

down. As soon as we found out how he did it, we told ~him 

to write a letter in advance, saying he would like to sur. 

vey the plant and ask for a time convenimut to the company. 

That is an actual example. 

Ques. I would like to ask if you lay emphasis on organization 

over equipment or equipment over organizat~on, in connec- 

tion with arranging for orders in the factories, r 

You give one man a splendid plant and no organization or 

morale, and give another man a good organization and no 

plant ; the latter will get the plant and b~the former ..... 

out. I think in many cases organization is the most ira- . 

portant. In very complicated manufacturing you are no 

where of course, without fnmotioning equipment. 



What would be the advantage or disadvantage of the selec- 

tion of a civilian War Department chief to coordinate the 

activities of the various procurement chiefs in the pro- 

cur ement districts. 

~s~w. I am afraid it would result in trouble right away. The re- 

quisites for the district chiefs are such that if given a 

superior in the field there would be differences. The ex- 

isting Contract with Washington is sufficient. I had that 

thought and di~nissed it after about seven minutes discus- 

sion with General Williams. I do not think it would ac- 

complish anything and I do not see just where such represen- 

tati~ would function. Coordination can be brought about 

naturally by the use of a little tact.~0ne of the main 

~e~/~i/,~sthings is "What is this man going to do? What authority 

is he going to have? Is he going to be able to give or&ers 

to each one of the heads of the various procurement dis- 

tricts? If he does give those orders, what kind of orders? 

Where will he get his information?" 

The basic information upon which Colonel Harrison works 

: 9 the Cincinnati District, as chief must come from the Chief 

of Ordnance. That is the only place he can get it. Are 

you going to create a system whereby you will have many 

channels? We in the Ordnance Department say a straight 

line always. 



ADDENDA • • 

a. A rather interesting incident° 

Word came to us directly and thru the War Industries 

Board that a greater capacity was needed for the rough machining . 

of 155~ recuperator forgings, and at about the same time repre- 

sentatives of the Bedford Stone Club, an association of stone 

men within fifty miles of Bedford, Indiana, called with a request 

that they be given some war work or be allowed to continue their 

own. The whole region was in distress. 

An expert machine man was sent. He showed them how to 

adapt their planers to the planing of steel, and in three months , 

the capacity for this rough machining was greater than needed. 

b. An example illustrating the necessity of having 

payment in hands of the 0rdm~nce Department, the District office 

of which places the orders, is as follows: 

Imagine the result if the purchasing agent for Ford 

could not settle the terms on which payment should be made and 

could hot approve final payment. He would be at a great disad~ 

vantage and his efficiency would be lessened. 




