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Colonel Jordan and Gentlemen 

As Colonel Jordan has sald I w~s an Instructor here for 

four years. I have been on th~s platform many t~nes but never 

before as an outslde lecturer, so to speak. Th~s mornlng I w~sh you 

would recelve me as an Instructor back for a day's duty - an asslstant 

to Major Best on thls problem. 

I have not prepared a formal talk. I would llke to have 

you consider th~s session as ~nformal as your ordinary conferences. 

If you wlsh to Interrupt at any tame to clarlfy some poznt do not 

hesltate to do so. We wlll have a questlon perlod later and if you 

are interested xn any polnts whlch I do not brlng out or want to have 

somethlng explalued in greater detall I v~ll be glad to do that. 

There has to be a startlng polnt to thls talk so I have to 

make some assumptlons covering your preparatlon for the toplcs I shall 

present. Having read your current Problem No. 18 It ~s assumed offhand 

that you have read and know something of the plans forming the background, 

namely, the War Department Mob~llzatlon Plan, Industrlal Noblhzatlon Plan, 

the Basle Plan of the Offlce of the Asslstant Secretary of ~[ar, your Supply 

Arm or Servlce ~obll~zatlon Plan, and perhaps many of you have had the 

opportunlty to examlne a Unlt ~ob~llzatlon Plan pertalnlng to some pro- 

curement dlstrlot. I assume, also, that you know all of the ram!flea- 
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tlons of the zlg-zag llnes involved ~n the standardlzatlon as to types 

(not oommerczal standardization) so thls part of the p~eture ~ll be 

omltted. I assume, too, that you kno~v somethlng about requlrements, 

thexr bas~s and all factors enterlng into their determlnatlon. We v~ll 

not dlscuss these factors. 

We w11! devote ourselves th~s mernzng to the problems per- 

talnlng ma~uly to the dlstr~cts. While It ~s true that all the Ordnance 

D1strlct Executlves acquire some knowledge of the common and speclal 

problems of other d~strlcts galned through dlscusslons at our seml-annual 

meetings ~t w111 be better for me to deal largely wlth the work of the 

Detrolt Dlstrlct. It may seem platltudlnous to mentlon the mlss~on of 

a dlstrlct of floe slnce you are fam111ar w~th the underlying prlnclples 

of decentrallzed procurement but I state it nevertheless, namely, the 

msslon of the Detroit Ordnance D~strlot ~s to purchase Ordnance ma~erlel 

prescribed as to type, quallty, quantlty, and dellvery rate by the Chlef 

of Ordnance. Please note that the mlsslon ~s not procurement in the 

broad sense of preparlng deslgns, speclflcatlons, etc. but is conflned 

to such functlons as oonstztute the ordlnary work of purchasing. 

In our operatlon we have to be governed, of course, by certaln 

• nstructlons and pollcles enamat~ng from varlous sources and I want to 

say at the outset that I cannot f~nd any bas!c defect, ~n my open, on, ~n 

any policy under which we are work~ug. The polxc~es are purposely flex- 

ible so that every s~tuat~on can be met xn spirit ~f not according to 

the very letter of the law. 

We will go f~rst ~nto the matter of apportionments. Thls ~s 

where the d~str~ct work actually starts ~Vhat ~s done ~n the Washington 

off~ces of a supply arm and servlce ~n respect to apportlonments needs 
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some explanatlon. You know the governlng pollcles - an equltable dls- 

trlbutlon of the load in the country - apportlon~ng quantlt~es of an 

item to approprlate sections where the industrles most nearly allled to 

that item are located. Other factors exert thelr influence too, but 

we will start now wlth apportlonments from the dlstrlot v~ewpolnt. 

In some oases apportlonments are recelved w~thout any prellm- 

inary notlce, but usually a letter is rece!ved asklng what the dlstrlct 

can contrlbute to~ard the productlon of a speclflc ~tem, and from the 

data contalned in the dlstr~ct files it is usually posslble to make a 

prellmlnary report thereon wlthout oonsultlng fac111tles. When the 

canvas of the dlstrlcts is completed the formal apportlonments showlng 

productlon requlrements by months for ~vo years is sent~the dlstr~ct 

offlce. 

The monthly requlrements under the apportlonment are not to 

be ~nterpreted as loglcal or even poss!ble monthly produotlon rates. 

Take for example the apportlonment to the Detroit Dlstrlot for automatzc 

plstols whlch runs somethlng llke thls: M-I - 33,000 unlts, M-2 - 19,000, 

~-8 - 23,000, and from M-5 to ~-2~ only 2000 to 3000. Well, you know 

very well that you cannot get produotlon of any item l!ke thls in one 

month. Consequently, the dlstrlot offlce has to break down the appor- 

tloned requirements and set up a loglcal produotlon schedule. First, 

• n the normal ease of our spec~allzed Ordnance productlon we can wrlte 

"zero, zero, zero" for the flrst three months' productlon. Then seleot- 

Ing, to the best of our 3udgment, the month in whlch productlon can start, 

we strlve for a partlcularmaxxmummonthly production, scaling up the 

rate gradually from the flrst month of production to the month of maximum 
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productxon and retaln that maxxmum through a certaxn balanced period, 

then reduce It toward the end of the ~ second year. 

Of course the production rate so estlmated n~ght exceed the 

planned, converted capaclty of any available fac~llty. In th~s case 

we carry on negot~atlons to determlne Bust what quautlty and what rate 

of productlon can be reasonably attalned, and estlmates are revlsed 

accordlngly. It Is usually found that the apportlonments have to be 

dlvlded between several producers and, In fact, !t ks the pollcy in the 

Detrolt D~strict, wlth the exceptlon of two or three items, purposely 

to use two or more faclllt~es for the production of any item. Naturally, 

you can see the w~sdom In thls. 

Right at this tlme we are speaklng of contacting manufacturers~ 

and let us see what facalltles we have at our dlsposal. V~hen thls game 

was flrst started there was a scramble for facllltaes for allocatlons 

based in most instances upon our record of the war work done by the 

dlfferent companzes. There have been many changes slnce these flrst 

allocations were made because a lot of the companies have gone out of 

buslness or have comblned wlth others, or the products currently manufac- 

tured have changed to such an extent that the equipment as unsulted to 

produce the deslred munlt~ons ~tem. Today, however, we have an up-to- 

date last of golng concerns whach have been allocated slugly, jolntly, 

or held as reserved agalnst whlch capaclty credlts may be requested, 

and approved by the actlon of the 0fflce of the Assistant Secretary of 

War or the Army and Navy ~un~tlons Board. 

The easlest contact is w~th the slngly allocated fac~llty. 

In all other cases conslderatlen has to be g~ven to the schedules placed 

or the contemplated schedules of other pu~chasang agencles. After 
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mulllng over these problems a selectlon zs made of the plant most 

sultable and available for the nego~latlon of the new schedule. 

In maklng the flrst contact wlth a faclllty it Is good 

policy to consult the head man of the concern in order to fam111arlze 

hlm wlth the ~ntent of procurement planulng and to secure hls v~ll~ng- 

ness to cooperate. Also, from tlm~ to tlme, and certalnly when a new 

D~str~ct Executive arrives on the scene, ~t is expedient to see the 

hlghestman in charge to determine the w1111ngness of the company to 

contlnue ate contrlbutaon to the cause. 

As an illustration, there Is a large company In Detrolt v~th 

whlch some plannlng actlvlty had been carried on prlor to ~y arrlval, 

but an order to satlsfymyself that the presldent of the company knew 

what was golng on I delayed my flrst contact untll an appointment could 

be obtalned wlth th!s head offlc~al. In dlscuss~ng our wozk w~th h~m 

he dlsplayed great interest in the broad plcture and made ~ntelllgent 

inqulry into many deta!ls. As a result of the meetlng he instructed 

hls force to ald us In every way posslble and the net result has been 

the acceptance of about a dozen schedules of production after an expenda- 

ture of thousands of dollars by hls company. 

After thls flrst contact the company usually deslgnates a 

s~ngle representative to deal w~th plannlng officers an subsequent 

negotlat~ons. Thus in Detrolt where three Supply Arms and &ervlces 

are deallng w~th one fac~llty all representatives negotiate their 

schedules w~th the same ~nd~v~dual, thus obviating to a large extent 

• nterferences which m~ght otherwise ar~se ~n such schedules. Th~s 

arrangement, together w~th the occupancy of Do~nt off~ce space where 
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problems of mutual znterest between the plannlng representatives can be 

readily dlscussed, leads to prompt understandlngs. 

Let us consader the sltuataon exastlng at the General Motors 

Corporatlon. We representatzves reached an early agreement as to the 

partzcular plants of thas Corporatlon whlch would serve our various needs, 

as for znstance the understandlng that there would be no interference an 

the Cadillac Dlv~saon by the Ordnance and Quartermaster in o~der that 

aarcraft enganes mlght be produced there, and another case, where early 

productzon of Ordnance materaal was requlred by converszon of parts of 

several plants, the Quartermaster Representative was able to revlse hls 

schedule for earller productzon of has requarements. When these agree- 

ments were transmltted %o the General Motors plannlng representatives our 

negotzatlons proceeded wlth practlcallyno interference. Thls cooperation 

between the servlces rendered unnecessary a lot of correspondence wlth head 

offzces an ~ashang%on. 

Another problem arlses an the handling of some apportlonments. 

VCzth the exceptlon of ammun~tzon components, whach are apportzoned 

separately, other more complex atems may be scheduled in thear entarety 

or broken down an such manner that several pr~ne contracts can be placed 

for the components thereof. Thls breakzng down of complex items ~s not 

always prescrlbedby the Ordnance Offzce, hence the declslon In such cases 

rests with the Executave. As an ll!ustratlon, the Detrolt Dastrlct 

recelved an apport!onment for complete tanks (less armor plate) and, 

because of reasons whach need not be brought out here, it was thought 

better to arrange for the manufacture of the tank englne separately, thus 

resultlng in havlng two prlme contracts on that por%lon of the tank 
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apportlonment made to the Ordnance Dastrlot. 

In the Ordnance procedure, partlcularly in the Detrolt 

Distract, it as not the pollcy to trace down the oontrlbutory requlre- 

merits in any great detail. If thls practlce were followed greater 

dafflculty would arlse in the placzng and admanastrataon of contracts, 

so it is deemed better to pass ~h~s task - and it is a task, too - along 

to fewer prame contractors who an turn can arrange to get the contrabu- 

tory goods. 

We must be perfectly frank in our dlscusslon thls morn!rig. 

I do not v~sh to crltlc!ze any other Supply Arm or Servloe but I wall 

say that some of them go into great detall In worklng out the source of 

oontrlbutory requarements whlch are normally supplled co~erclally for 

a peace-tlme trade so great that any war load whlchmght arlse would 

make lattle Impresslon thereon. 

In negotlatangv~th a fac111ty for a productzon schedule It 

Is necessary to have certaln anformatlon about the Item under oonsldera- 

tlon ~n order to assure both the manufacturer and the D~str~ct Offlce 

that approved schedules are reasonably accurate. We cannot go to a 

fac~llty and say, "Can you make 75 mm. shell?" wlthout tell!ng the 

management in a general way at least what types of machine tools will 

be requared for the work and, too, when it comes to the questlon of 

rate of productlon a company Is lost unless ~t knows what our pract]ee 

has been in the matber of tlme of operatlon of the varlous components 

of the item. 

We are fortunate !n havlng for many items, unfortunate in not 

havlng them for others, the socalled "Descrlptlon of Nanufacture" and/or 
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"List of 0peratlons". These descrlptlons have been of vast asslstance 

to me and while not a slngle one of these descrlptlons flts the partlcular 

method of manufacture that wlll be followed by any partlcular war-tlme 

producer, the informatlon does ald materlally for purposes of comparlng 

the equlpment on whlch the descr~ptlon is based wlth the available 

equlpment wh!ch the fac111ty has, and from th!s comparlson, if addltlonal 

equlpment Is requlred, machlne tool shortages can be based upon modern 

tools whlch permlt rearrauglng or comblnlng of operatlons, and flnally 

to arrlve at a falr estimate of the productlon rate. 

We should be able to glve all facllltles havlng schedules 

complete drawlngs and speclflcatlons, and thls seems to be an appropriate 

tlme to brlng up this matter. You mlght ask the questlon, "Are we ready 

today - - can we push a button, so to speak, and get the wozk started 

promptly after negotlatzng the contract In so far as the work Is affected 

by speclflcatlons ~" Well, the answer In many ~nstances is, "No", be- 

cause we haven't the speclflcatlons in proper form nor are they all up to 

date. I cannot enumerate Item by Item how we stand in thls respect, as 

we are fully prepared In some instances and poorly prepared !n others. 

We ~n the dlstrlcts are looking to the offlce in ~ashlngton to ~mprove 

thls sltuatlon, and condltlons are !mprovlng all the tlme. 

Another factor in worklng up a productlon schedule is to 

determine hew far we should go ~n the planning. In other words, carry- 

ing it to the ultlmate, should we strlve to complete a factory plan ~ 

A factory plan, ~n my open,on, ~s the ultimate ~n planning. In ~ts 

preparation every component of the ~temmust be stud~ed ~n detall to 

determine every operation, the type and quantities of machine tools 
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and other processing equlpment needed; and the arrangement of the machanes 

in the shop setup. A factory plan for an alrcraft englne may fill a 

book thas deep and about thls square (~llustratlng). Now, should we 

ask a faczllty to go to the expense of preparlng such a study ~ I know 

what it costs to prepare some of them. We made anestlmate v~th one 

facllzty flndzng that It would anvolve an expendzture of about $150,000 

to make the detailed plans for fare out of twelve items that we had 
/ 

placed wzth that facllzty. I thlr~ the company would have been w~llzng 

to do it but I would have been ashamed to be a party to the agreement. 

You can readily see that progress in d slgn leadang to change of types, 

followed by the standardzzat~on of new Items, w111 decrease the value of 

a factory plan about flfty per cent. Hence, zs it worth the trouble and 

the expense to plan an this amount of detaal? I mlght say, ~wthout 

answering the questlon "yes" or"no", that so far as the Detrolt Dlstrlot 

is concerned we have not a szngle factory plan of that nature and ~t is 

not llkely that we will have unless the 0rdna~ce 0ffzce sees It in a 

dlfferent l~ht. 

In completlng the schedules of productzon to meet the full 

apportlonment of an ~tem to the dlstract there is an informal agreement 

reached, usually an wratlng. In thas agreement no questlon of prlce as 

razsed but the manufacturers slmply state that they v~ll accept the 

speczfze schedule, zn quantztles by months over a perzod of two years, 

and that they believe the rate can be met. 

Reports on apportionments shoving the accepted schedules 

placed wzth all contractors for a slngle Item are forwarded to Washington, 

and upon the receipt of s~mzlar reports on the same ztem from other 
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dlstrlets the Ordnance Offlce is then prepared to wrlte the procurement 

plan on that item. 

You mlght have a questaon ~n your mlnd about the dlfflcultaes 

whlchmlght arlse in the event of cha~ged requlrements aud apportaonments 

made to the dlstricts. Needless to say, ~f the War Department Nob~llza- 

tlon Plan Is changed it v~ll undoubtedly affect requirements, but depend- 

ang upon the degree of change involved the Supply Arms and Servaces 

would determlne whether or not an alteration in thear apportaonments to 

dlstrlcts should be effected. What are the factors involved In maklng 

such a decas!on? You must reallze that an our whole planning scheme 

the solutlon of practlca!ly every problem ~s an estamate, that !s what 

we are dealangwlth - - estlmates. When we speak about a schedule of 

productlon negotlated on the bas~s of manufacturlng so many unlts in the 

thlrd, fourth or slxth mon~ etc. there are so many factors involved 

that we cannot hope to recelve anythlng but a good estlmate. In fact, 

as a bas~s for the computatlon of requlrements estimates aga!n come into 

the plcture In respect to organlzatlon equlpment for an estlm~ted mobll- 

Izatlon rate of man power, estimated rates of flre, etc. The estlmatlng 

In the dlstrlcts as conflned to schedules of production and unless re- 

vlsed requlrements resulting from a new ~ob~lizatlon Plan are ralsed more 

than ten or flfteen per cent the apportionments to the dlstrlcts v~ll 

not be greatly affected. That Is just my opanlon - - take ~t for what 

• t ~s worth. 

many of you undoubtedly wall be ~nterested xnkno~w~ng what 

effect the adoption of new standards w~ll have on the dastrlct planning. 

Thas ~s best answered by remembering the pohcy outlaned ~n respect to 

preparing factory plans. There has been a great deal of d~scuss~on of 
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thls subject and where plannxng is greatly affected, as In the case where 

factory plans have been made, it has been proposed that a standard be 

frozen for a speclf!c number of years. On the other hand, speaklng for 

the Detrolt Dlstr~ct, we are not greatly alarmed about changes in type. 

Suppose, for instauce, that a new standard of a llght tank comes out 

soon. We v~ll know in general what ~ts characterlstlos will be wlthln 

falrly narrow llmlts, namely, as to v~ight, wldth, length, armor, trans- 

mlsslon, etc. If the new standard has one more wheel here or a new gear 

there it would not affect our accepted schedule In the sllghtest degree. 

Of course we v~ll have to advise the prospectlve manufacturers of the 

change and replace the old drawlngs and speclflcatlons in thelr files. 

Remember that v~thout a factory plan fol the tank it has been posslble 

to place a schedule on the basas of a study of speclf~catlons and the 

examlnat~on of about 160 drawlngs out of many thousands whlch w~ll be 

needed when productlon ~s inltlated. Thls as as closely as we attempt 

to approach the planned productaon of an item of thas klnd. For a 

sampler atem- the forging and machlnlng of a 75 nnn. shell - any ~k%~or 

change in the deslgn would not affect the planning setup. The manufactur- 

ers will not have made dles, Jigs, flxtures, etc. for the present standard 

and certalnly the same forglng equlpment, lathes, etc. can fashaon any 

new standard as well as the old. We cannot change from a three-lneh to 

a slx-lnch shell - that as a dlfferent propositlon - but for the same 

type of item the problem of maklng annual changes is rather anslgnlflcant. 

Except for the question of personnel, whlch is an important 

part of dlstrlct work, I have covered In a very rough way the work of 

the d~strlct an respect to apportaonments, contacting facll~tles, obtain- 
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ing the acceptance of the schedules, etc. Have you any questlons in 

respect to these topmcs at thas pomnt? 

Q. You haven't mentloned elther prellmlnary or detaaled 

surveys. The supply arm or servace bases ats apportlonment on the 

survey and that comes farst, as that true ~ 

A. I wmll speak of that later, thank you. Any other 

questlon $ 

Q. You spoke about the lack of drawlngs and speclflcataons 

when they come out, presumably from Washlngton Could you tell us 

some%hlng about the prmme reason for that - lack of personnel or slow- 

ness of standardlzataon of articles, lammtataon of funds, etc. ~ Is 

there any way in whach you could suggest that that be corrected ~ 

A. I thank you have glven the answer. Certamnly the 

Ordnance Offlce, my own branch, as alave to the necesslty of havmng 

good spec!facatlons. We do not have to be warned about that. It is 

a matter of necessary tlme, personnel and funds. For anstance, I had 

a schedule practacally placed for a tank before I had any detailed draw- 

Ings. Later, to make that schedule stand up ~ lattle better, we fur- 

nlshed about 160 drawangs and went anto further deta!l, but we still 

could not manufacture the tank v~th the informataon we had then. On 

the other hand, the tanks are beang made now at Rock Island Arsenal, and 

all of the drawings and specaf~cataons are available there, so we have 

no fear that they wall be supplaed the dlstract when needed. 

W~th reference to standardlzataon, when you start th~s process 

you know what tame it takes to complete it. But when the stake as 

reached where the pilot is manufactured every part has to be made to 
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speclf~eatlon and after test the dra~Tlngs requlre revlslon before real 

productlon can be started. The preparatlon of the drawlngs and thelr 

d!strlbutlen for thls purpose can proceed quloklyo 

Q. You spoke as though you thought great improvement could 

be acoompllshed along thls llne. How are you go~ng to do it * Stan- 

dard!zat~on is a slov¢ process and you haven't got the personnel, probably, 

to do all thls draftlng, etc.? 

A. Of course I have no sympathy at all for thls delay in 

waltlng for standardlzat~on of new thlngs. We have to flgh%, as I see 

it, wlth the ~Teapons that we have or that we have already proved ~n pro- 

ductlon. It woula be rldlculous to start a hlgh powered production 

program of some item unless we have definite assurance that ~t will per- 

form satlsfactorlly. We cannot take chances l~ke that. So I thlnk 

that If we have drawlngs and speclflcatlons of the items whlch we know 

wmll work we w~ll be pretty well off. We never perfect anythmng - just as 

soon as a new model is standardmzed, new mmnds, or the same mmnds wlth 

more experlence and imaglnatlon, w~ll start on somethlng else, but we 

cannot contlnue that way forever; we have to stop at some polnt. 

Regardlng prelimlnary surveys, I do not know howto descrlbe 

the dlfference between a prelmmlnary survey and what mlght be called a 

"later survey". I have never made a prelmnnnary survey except of facll- 

itles wlth whlch we do not plan to place prmme contracts. Facllltles of 

th~s category are held In reserve for asslgnment to facllmtles havlng 

accepted schedules. The era of maklng prellmlnary surveys Is practmcally 

at an end, smnce we now have records of nearly all facmlmtmes v~th whmch 

we expect to do busmness. Subsequent surveys are mn the nature of 

negotmatmng a new or revmsed schedule. If, however, you want to make 
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surveys for the purpose of determlnlng the potentlal capaclty of industry 

for maklng a certaln class of Items, that is another proposltlon entlrely. 

Personally, I see many objectlons to that scheme, ob3ectlons in the way of 

belng impractlcal to accompllsh, not as to the deslrablllty of it. I do 

not thlnk we will attaln that end - not for a good many years anyway. 

Amy further questlons ~ 

Q. Colonel, the thought I have ~n m~nd zs in connection v~th 

the advlslblllty of the Navy obta!nlng blueprlnts for allocated alrcraft 

facllltles. You stated that there is no factory plan for any fac11!ty 

that has been allocated to the Ordnance Depot ~n the Detrolt Dlstrlct, 

and that there is a questlon as to how far we should go in thls conneo- 

tlon. We know there will be no d~fflculty In obta~nlng approprlatlons 

and funds for the prosecution of the war after M-Day. The Navy, however, 

cannot walt untll M-Day to start its war-t!me productlon schedules wlthout 

sufferlng a great handlcap in operatlons. The Navy must be ready to 

f~ght on M-Day, espeolally in a certaln color war. Thus the sooner its 

war-tlme productlon schedule is started the better. In your opan!on, 

do you belleve the Navy should obtaan blueprants of alrcraft facllltles 

as far an advance of M-Day as practlcable to enable the Navy to be ready 

as soon as possable ~ 

A. You are referrlng to the prlnts, etc., of the factory 

where thas engane or plane v~ll be manufactured? 

Q. That is correct. 

A. I can glve you my own opinlon on that, and at is based 

more or less on a prlnclple. I do not belleve an many pranczples of 

management, wlth whlch text books are replete, but thls one Is appll- 
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cable, vlz., you must not tell the manufacturer how to do hls job. 

The questlon that you have asked falls in that category. You are 

interested, of course, in know~ng whether the plant has space adaptable, 

perhaps by converslon, for alrplane constructlon, but do you need to know 

more than that ~ You glve the company some informatlon about the type 

and slze of the plane to be built and it is then up to the manufacturer 

to arrange produetlon. So what ~s the need of gettlng blueprints of 

that plant ~ We are assured by every faclllty havlng schedules that 

there is factory space available. We do not care whether the facallty 

llnes up equipment and machlnes here or there. In fact, we could not 

tell them how to do !t best to meet the dafferent condatlons ~n the many 

plants. That is the pranolple - we gave them the 8obs and hold them 

responslble for results. We are always w~lllng to aad producers of 

specaallzed Ordnance materlel when advaee along technical lanes as re- 

que ste d. 

Q. i would llke to go back to the matter of lack of speclf~ca- 

tlons. In the matter of tanks, you saad you had schedules of productlon 

before you recelved the specafacatlons and drawangs (af you have even got 

them yet I do not know). I would llke to know speclf~cally Bust what 

you had In your possesslon, or what would any other procurement offacer 

need to get the artacle produced 9 In other words, how do you transmit 

the informataon to the producer of what you want unless you have the 

speclfacatlon for the item? Just what informataon Is in your possesslon 

v~thout those thzngs? 

A. That isn't an embarrass~_ng questlon at all. I w~ll tell 

you the means I used and If you do not th~nk them proper you nmy say so. 
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There isn't necessarily a scramble between all the supply arms and 

servkces for fac~lltles and for capaclty credkts, etc., agaknst reserve 

facll~t!es, but we do not want to delay. I would not have been able 

untll very recently to negotlate schedules, although I knktlated the work 

two years ago. I had about a half dozen photographs of the tank, I had 

a few assembly drawkngs. From the assembly drawlngs of the transmlss~on 

the general over-all dimenslons, thzckness of case, etc., were readily 

determknable and only one questkon arose wlth reference to the ablllty 

of the producer to handle the work v~th ava!lable equkpment, the questkon 

related to the s~ze of the largest transmzss~on gear. Havlng determzned 

that a gear cutter of the necessary slze for thls largest gear was ava11- 
P 

able there was no problem rema~nkng so far as the gear s~tuatkon was con- 

cerned. Manufacturers do not care whether there ~s a bushlng kn one 

place or an antk-frkctlon bearlng in another - that ks Dust stralght 

every-day work for concerns w~th whlch we deal. The same procedure was 

followed In other components of the veh!cle and ~t is now deflnltely known, 

even in the absence of complete drawlngs and speclflcatlons, that that 

partkcular tank can be produced at the promlsed rate. 

Q. Yes skr, kt answers my questlon all rlght, but there ks 

all thls fuss over standardlzatlon and knowkng the peculkarltles of the 

servkce generally for unkformlty and spl~ttlng halts, ~t seems to me that 

thls thlng actually is, In just the words the Colonel has used, a very 

very rough estlmate. After we have gotten all th~s thlng, we are not 

only estlmatlng what we want, we are estlmatlngwhether we can produce it 

or not. We are not sure what we want and haven't got the drav~ngs made 

for it. The plannlng and equipment sectlons are stall argulng over the 

pltch they will have on a certakn thread and a thumb screw some place. 
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We talk about factory plans - we haven't got the dope on the item we 

want let alone the place we are golng to build it. We are still golng 

to have a lot of delay and are never golng to obtaln early productlon 

unless somebody gets busy, determlnes what they want, and puts ~t an the 

hands of these people. Early in thas course we heard a lot about 

machanang, retoollng, tlme studles for labor; a lot of our men running 

around on production floors to check up on thls and on that, and you 

brlng the photograph of an ~tem and tell them ho~ blg the blggest gear 

is - I stall do not see it. 

A. Thank you for brlng~ng up that questlon. I palnted the 

worst plcture for you I could. The example glven, the lzght tank, as 

the latest standard type atem apportloned to the Detroit Dastract and 

my descraptlon represented the roughest sort of prellmanary pls_unlng 

whach has to be undertaken, such procedure as not necessary ~n the usual 

case but I wash to relterate that companles experlenced in that type of 

manufacture are able to make a reasonable estimate which can be backed 

up later ~n more detaaled planning. The quantlty requlred of any one 

facllaty as not large, about 2,500 to 3,000, and the three companaes 

havlng accepted schedules all agree that w~th thelr huowledge of the art 

they can handle the work properly - and thls w~thout much or any addltaonal 

equlpment. If, however, the quantl~y to be produced by any one fae~llty 

were 10%000 t~uks the s~tuataon would be qulte dlfferent an that a close 

check would be requlred to determane the full shortages of machlne tools 

and related equlpment. Pls~nlng for slmpler items, such as forging and 

machanlng of the 75 mm. shell, Is complete an all detaals. We have fur- 

nlshed the manufacturers complete drawings and specafloatlons wlth descr~p- 
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tlons of manufacture and have obtalned llsts of machine tool shortages 

necessary to meet the maxLmum productlon rate. 

Any other questlons ~ 

Q. I w~sh you would say a few more words about allocat!ons 

in the dlstrlcts, that Is, surveys on whlch the allocatlons are based. 

We understand that practlcally all the facll!tles that are deslred have 

been surveyed and are now allocated, so that work is belng dropped ~ 

Q. I thlnk that most of the plants have now been surveyed 

and allocatlons made or capaclty credlts obtained to cover present 

apportlonments, although when new ~tems are allocated to the dlstrlct 

addltlonal surveys and resurveys mlght be requlred. We know the normal 

products of the facll!tles and can in the flrst instance formulate some 

oplnlon of the best available faclllty to approach. For example, a 

short tlme ago the Detrolb Dlstrlct fete!red an apportionment coverlng 

the llght llmber. Upon examlnlng the deslgn ~t was found that two 

classes of products were needed, namely, the wheels and llght pressed 

steel work. From the records available in our offlee we kuew where to 

go for the wheels and that phase of the problem ~s settled, however, 

the wheel concern could not do the pressed steel work. We k~ow that 

there are perhaps 20 facllztles ~n the dlstrlct capable of taklng on 

the order for the steel work but a further survey Is requlred to select 

the one best equipped for the work. In thls case only one prlme con- 

tract w~ll be ~nvolved s!nce the wheels v~ll be prucnased under a sub- 

contract by the prlme contractor. 

Q. Thls questlon may be somewhat beslde the po!nt, slz, but 

you spoke of the splendld eooperatlon between the procurement services 

in Detrolt and then you spoke of the lack of unlformlty, that is, go~ng 

to extremes on breaking down contributory materlals. In our study here 



/ 

we flnd that the ~ecre%ary of War has hls War Counc~l; that the Chlef of 

Staff has has General Counczl, but we do not fand where the Asslstant 

Secretary has an S.A.S. Couneal where we could have a round-table dls- 

cusslon and the Chlef of Ordnance and the Quartermaster General, etc., 

work out some unlformlty. Concernlng the procurement dlstricts, there 

as no unlformlty there. If we could always go to the buslness man and 

be more or less unlform I thlnk it would be much better. Based on your 

experlence here and your experlence in the fleld, w111 you please tell 

us what the reaction to that mlght be y 

A. In my op~nlon, strlv~ng for unlformty as an end is a 

stupld procedure. Why do you want unlformlty ~n anythlng ~ It is true 

that unlform~ty of actlon as sometlmes necessary. Before you prescrabe 

zt you must be sure that the end demands it. If we become standardlzed 

• n procurement plannlng and war procurement we w~ll never functlon 

effloiently. What are the problems ~nvolved and what are the goals to 

be obtalned in the case of all planning and procurement agencies? Is the 

problem of buylng commerclal equlpment, the leadlng problem of the Quarter- 

master Corps, the same as the procurement of specaalazed Ordnance equipment ~ 

You see the tasks are d~fferent and the procedure of necess!ty must be 

dlfferent. The Ordnance 0ff~ce doesn't Insmst upon havang standardlzatlon 

organlzatlons or methods of operatlng among our own dastraets. You must 

reallze that the management for the procurement of automotlve equapment 

and artillery ammunltlon in Detrolt mlght be qulte allog~cal for another 

Ordnance Distract purchasang Small Arms All of us wolk under certaln 

basle pollcles, modlfled ~f necessary to flt the task assagned each 

d~strlct. 

(Reces s) 
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i want to take up next the problem of personnel and tell you 

how the districts have planned both for securing and tralnlng Reserve 

Officers, This matter has received much attention and has been a 

subject of discussion at the varlous meetings of the District Executive 

Offlcers, consequently I can speak v~th a knowledge of the situation in 

other districts as well as my ova. Some of the offices are blessed or 

cursed, whichever way you look at it, in havlng their full peace-t~me 

allocation of Reserve Officers from which not only the key men for the 

heads of the various dlvlslons of the office can be selected, but junior 

officers as well have definite assignments. Such dlstrlcts are able to 

hold perlodlo meetings of the whole group, and in addlt!on the heads of 

divisions meet at other times to work out plans in detail for their 

speclflo assignments. This is an extremely fortunate s!tuatlonwhen it 

exists. In the St. Louis District the Reserve Officers are so interested 

in their assignments, due in a large part to the influence of their 

Executive Officer, that they go into a plant of an allocated facility 

and actually manufacture an item which the plant is scheduled to produce 

in war-tlme. That is one side of the picture. 

My own story is quite different. When I arrived in Detroit 

there were about 18 Reserve 0ffloers on the llst out of a total of 94 

required for war operation. Of that number fully 25 per cent were dead- 

wood and some of the others were not fully qualified for any assignment. 

To build up the reserve the only means available is to commlsslon R. 0. T.C. 

graduates and other candidates in the grade of Second Lieutenant and 

through thelr army training and business experience they may become 

qualified for assignments ~o these key positions, but this is lookLug 
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many years ~n the future. In the meantlme the Detroit D~strlct will 

have to obtaln clv111ans for the prlnclpal asslgnments in the organlzatlon. 

Th~s plan is feaslble as our Dlstrlct Chlef and hzs asslstant are both 

c~vil~ans and w~sh to remain so during war, and we can requ~s~tlon other 

quallfled personnel accordlng to job speclflcatlons who can, ~th inten- 

slve study, enter the offlee and perform thelr work satlsfactorlly. 

In regard to the younger offlcers now asslgned and those who 

will be commissioned over the next few years It is planned to asslgn them 

to inspectlon work. The Army Inspectors of Ordnance assigned to the 

varlous plants w~th thelr eommlssloned asslstants constltute the largest 

group of commlssloned offlcers requzred by a d~strlct offlee~ consequently 

thelr tralnlng is now dlrected to that end. The tralnlng camp at the 

Unlverslty of Mlchlgan Is well equipped to furnlsh thls instructlon. 

There is a gage laboratory at the Unlverslty on loan from the Detrolt 

Dlstrlct used prlmarlly for the tralnlng of our offlcers. 

In our Unlt Plan It is proposed to move that gage laboratory 

to Detrolt and to secure two dupllcate ~tems of the equlpment for ~nstal- 

ment in the three largest facllltles and for the purpose of checklng 

• nspect~on gages furnished by the Department, 

Stepping forward for a moment I m~ght say that ~n accordance 

w~th our War Plan these ~nspectors w~ll be called to active duty as 

quickly as possible after ~-day. Then, depending upon their ~nspect~on 

assignment to the various class~flcat~ons of Ordnance materiel to be 

purchased, these officers will be sent to establishments where ~ntens~ve 

training - probably s~x weeks - w~ll be g~ven to f~t them for their 

• nd~vidual assignments. For ~nstance, ~nspectors of automotive equip- 

ment v~ll go to Rock Island Arsenal, for smnuun~t~on components to 
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Frankford Arsenal, and for small arms to Sprzngf!eld Armory. Upon the 

completzon of such courses the offlcers wzll be asslgned to the varlous 

plants for the tralnlng of clvllzan sub-znspectors and it is hoped that 

a trazned force wzll then be available at the tlme productlon starts. 

Referrzng agazn to the probable use of clvzllans zn the place of com- 

mzsszoned offzcers In the Detrolt Dlstrlct I thznk we must use commas- 

saoned offlcers as the Government representatives in clvllaan plants. 

Before turnzng to the problem of war procurement I want to 
whzch 

enumerate the anczdental dutles %@/fall upon the shoulders of the 

Executive. Of course we have a normal correspondence between the 

Ordnance Offace and the dlstract and wlth facllataes. Also, we functlon 

as agents, so to speak, for other supply arms and servlces not repre- 

sented here ~n makang surveys. As to the reports we are requzred to 
a 

make on current plannzng they are certaznly not numerous. It Is not/dlffl- 

cult task, not too much zs asked of us. Aslde from such routane as 

personnel, strength and flsoal reports whach we send in monthly, our 

reports conslst of correspondence which keeps the Ordnance 0fflce znform- 

ed of what we are doing. There are more or less runnlng star!siloS 

rather than perlodzo reports. Some of the dastrlot offloes of other 

supply arms and servlces make weekly reports of actzvatzes. I v~uld 

hate to make a weekly report on my own work for at would not be of value 

In shoving defznlte progress over such a short perzod. We make an 

annual report of the status of apportlonments showlng where schedules 

are placed, quantlt~es, month of maxzmum production, money value, and 

items of that sort. 

The arsenals placzng contracts lu our areas often ask for our 

servlces as inspectors. We have plenty of tzme to perform that work 
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and, too~ it Is educatlonal. 

There Is scarcely a d~strlct that has not some research 

problem confrontang It. In one dastrlct it may be one thang - in 

another somethlng else. It is the deslre of my Chief to effect ~mprove- 

ment in machlne tools better adapted to the manufacture of ammunltlon 

than any equlpment now used an our arsenals. While it Is true that 

there is plenty of machlnlng capaelty in the Detroit area for shell of 

callbers up to 81 mm. the use of suohmach~nerywould be very anefflcaent. 

Through the foreslght, knowledge, and generosaty of Yr. Dow some machlne 

tools of new design for shell turning have been produced in Detrolt and 

after exhaustave teats at Fraukford Arsenal were sold to that establlsh- 

ment at the nomlnal price of one dollar each; Frankford ~s now in the 

market for three or four addlt~onal tools of these deslgns. In addltaon 

we are trylng to dev~lop a source of productaon of hydraullc presses for 

forglng projectales, whlch operatlon as the choke pelnt in my area in 

the manufacture of artillery shell. 

So far I have sald nothlng about the organlzatlon of the 

offlce. You undoubtedly knew in a general way what we have. Ordlnarlly 

there is a Dlstrlct Chlef, an Assistant Chlef, and one regular Army 

0fflcer as Executlve, and one stenographer. Thas as our entlre peace- 

t~me personnel. The type of Chlef you have is a blg element In the 

success and ease of accompllshlng the work. If all d~stracts had the 

type of Ch!ef I have - a manwhose name w~ll open any offlce door In 

Detrolt - the work would run smoothly. He Is a very keen, elderly 

gentleman who can be depended upon to glve exee!lent advlee on any 

matter presented to hlm, he does not bother me in the routlne work of 

the offlce and I try to bother h~m as l~ttle as possible. You must 



have Ohlefs of that callbre. 

To show you what ~t means to have such a Dlstrlct Chlef I 

will glve you an lllustratlon whlch came up ~n a meetlng where several 

cltlzens representatlve of industry were In attendance for the purpose 

of dlscusslng rev~slons of the Adousted Compensatlon Contract. In thls 

meetlng the questlon was asked, "Who is golng to be the contractlng 

offleer ~" mr. Dew replled that as Dlstrlct Chlef he would be respon- 

slble for negotlatlng and executing the contract. Thls comment was 

then made, "Then there won't be any regular Army Offleer around here 

te deal wlth? That's flne. If we can get in a room w~th Nr. Dew in 

thls negotlatlon and talk w~th hlm for half a~hour we are sure we can 

reach an early agreement wlthout any long, drawn-out process involved." 

There was a general agreement expressed on that vlewpolnt and I have 

heard others make inqu~rles along the same line. I am thoroughly con- 

vlnced that we need the lead~ng~tlzen of the communlty to serve as 

Chlef. Mr. Dow knows everybody of importance In Detrolt, they respect 

h~m, know hls Integrlty and know that he will deal v~th them in a buslness- 

llke way, serving both the interests of the Government and the welfare of 

h~s eommunlty. 

(Desplte th!s clvlllan vlewpo~nt expressed wzth reference to 

deallng wlth Army Offloers we should not have any inferlorlty complex 

in deallng wlth these men.) 

Since the purpose of peaoe-t~me planning is dlrected to,yard 

the preparatlon on M-day, or prlor thereto, If we can move ~n advance 

we should be able to start the negotiation of contracts w~th llttle, ~f 

any, delay. To effect speedy negotzat~ons we must call to actxve duty 
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zmmedzately a few Reserve Offzcers (other offlcers~ll be mobzlzzed 

when need for thelr servzoes develops) together wlth the employment of 

a few key clwhans as heretofore mentloned. Wlth the peace-tlme 

personnel so augmented contractors wzll be assembled and thelr mlnds 

refreshed on the types of contracts whloh may be available to them for 

the productlon of varlous items. 

Where flxed przoe contracts are agreed upon some two must 

be allowed the contractor for the computatlon of all costs involved and 

flnal!y an agreement upon the unlt prlces when the contract Is later 

executed. Where it is necessary to use the Evaluated Fee Supply Con- 

tract s or zts equlvalent, less tlme ~I! be requ~red~ zt Is hoped, zn 

gettzng started. Speaklng of thls latter type of contract, there Is 

bomud to be some dzscusslon of Its te~2s, prlnclpally the factors of 

rental and fees. I regret that thzs new contract as presented to the 

dlstrzots for comment included the proposed speclflc flgures coverzng 

these two factors. I belleve that when war comes contractors are 

golng to earn what publlc opznlonw~ll let them earn, If publle opzn~on 

demands that they work for nothzng, they v~ll, if everybody zs maklng 

a lot of money they v~l! be allowed to fall zn llne. 

Desplte plans made by any purchaszng agency, war procurement 

will fazl unless there is cooperatlve actlon by all purchaslng agenozes, 

at least those of the mzlztary servzces. Certaznly we cannot have any 

super-pollcemen in the dlstrlcts telllng the varlous Chlefs how to run 

thezr job. That zs out. In the mzlztarymnd there is frequently a 

doubt about organ~zat!ons working ~ndependently of each other, wzth 

dependence upon cooperation for the avozdanoe of confllcts. I do not 
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hold with that view. As an example, today zn Detrolt where representa- 

tlves of the Quartermaster Corps, Ordnance and Air Corps have 3olnt 

offlce space many chances for squabbles have arleen but we have had none. 

The mllltary servzces must stlck together - glve and take to obtain best 

results in the procurement problem as a whole. With senslble men in 

charge we won't need any polxclng. We do not need a resldent represen- 

tatlve of the 0.A.S.W. 

On the other hand, there mlght be tlmes when the purchasing 

agencles of the mllmtary servmces w~ll be in unanimous agreement on a 
not 

mutual problem, the solution of whlch is/wlthln thelr power. In such 

cases they mlght ask Zone Headquarters or the O.A.S.W. for a representa- 

t!ve to meet wlth the Chlefs and brlng back the story to Washington to 

effect a solubzon, probably Involv~ng some superagency But even thls 

contingency Involvlng a speelal representative n~ght be avolded if close 

llalson is malntalned wlth any superagency's representative in the 

field, In fact, th~s functlon is consldered so important in our 

war-tlme setup that llalson is a staff functlon of the 
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offlce of the D1strlct Chief. 

There are, among other functions planued for- joxnt offlce 

space for the military procuring agencies, commun!catlons, transportatlon, 

trafflc management; post-war adsustment; cla!ms, publlclty, etc. A 

justlflcatlon for ineludlng the functlon of post-war adjustment may need 

some defense. ~ery often there as a great obsectlon to any mentlon of 

thls functaon slnce mlztary mlnds are prone to consader sltuations out- 

sade the maln objectave of w~unlng a war. I w!ll explaln my op~nlon 

an thas way. It as quate posslble to choose from two or three ways of 

dolng any~ng one whach w111 cause less dasturbance of the economlc set- 

up. I am the last one to recommend any delay am actaon af the tlme to 

conslder a cholce of methods would retard productaon. However, af 

economlc problems of adjustment after war are glven d111gent study we 

mlght be able to formnlate policies of operatlon whach v~ll include 

cognazance of adsustment w~thout affectlng adversely the productlon of 

munlt lOBS, 

Another atem should be stressed, namely, publlclty, we thank 

thls matter so very important that it has been set up as a staff funetlon. 

Poor publlclty w~ll certalnly work aga!nst us while good publlc~ty mlght 

be helpful. 

Now, as to our organlzataon about two years ago the Chlef of 

Ordnance formed a Board for the purpose of studylng and developang what 

mlght be termed a typleal dlstrlct organlzatlon. I was a member of that 

Board and we drew up such a typlcal dlagram. The word "typical" is used 

advlsedly as there was no mandate that the organ~zatlons be standardlzed. 

There was one fundamental idea on whach we all agreed, namely, the settlng 



up of Materlel Dlv~slons by classlflcatlon - the head of each dlvls~on to 

be held responslble for the management of all of the purchaslng f~nctlons 

requlred. It was agreed, too, that over the Naterlel Dzvlslons there 

would be placed a coordlnatlng offlcer whom we called Chlef of the Fur- 

chas!ng Servlce or Chlef of the Manufacturlng Servlce. The approved 

dlagram furthermore provlded for the organlzat!on to handle other funotlons, 

prlnclpally for servloe to the whole orgaulzatlon but malnly for the 

Materlel Dlv~slens. On the top of the dlagram as the Offlce of the 

Dlstrlet Chlef, has Asslstant, and the Exeeutlve 0ffloer (Our plan provides 

for keeping a regular offacer as Executlve for slx months, w~th replace- 

ment by a reserve offlcer or a clvlllan thereafter) After the approval 

of the dlagram each Ordnance Dastrlc~ was requzred to make a chart sho~ng 

the varlous dlvls~ons and functlons pertaln~ng thereto to meet the partlc- 

ular sltuatlon of the varaeus dlstrlc%s. In the Detrolt scheme we saw 

flt to place In the Dlstrlct Chlef's offlce such staff functlons as haSe 

been referred to and on the other hand we have ellmnated certaln functlons 

appearlng ~u the organazatlon of many other dlstrlcts. For anstance, our 

d~strlct has no Advlsory Commlttee for the reason that we don't want to 

tell the Dastr!ct Ch!ef how he must operate. If at any t~me the Distract 

Chlef needs advlce he can easily obtaln it from some source and an sub- 

sequent needs other sources can be consulted. Thls seems preferable to 

havlng a standlng co~tteewhlch mlght present ideas which are not asked 

for or wanted. 

In the peaee-t~me funotaon~ng of the d~str~ct the same pro- 

cedure • s followed. Whenever the op~n~on of ~ndustry is needed we 

~nv~te representatives of ~ndustry to study the problem and to assemble 

- 28 - 



/ 

for dlscusslon. The personnel d~ffers In the varlous conferences so 

called. Inc!dentally, it m~ght be mentloned here that slnce the 

Ordnance Department has the only D~strlot Chlef among the servlces in 

Detrolt, representatlves of the Quartermaster Corps and Air Corps were 
both 

invlted to partlclpate/In the choice of industrzal representatlves and 

in the conference recently held under the chalrmsnshlp of the Ordnance 

Assistant Dlstrlct Chlef for reportlng upon the Evaluated Fee Supply 

Contract. 

That covers the scope of the subject as I have outllned It. 

I shall be glad to answer any questions. 

Q. Is any part of industry in Detrolt satlsfledwlth the 

Fixed Prlce Contract ~ 

A. Yes, industry and the War Department prefer th!s type. 

It Is planne4 to use the Fixed Prlce Contract where prlces can be readily 

estlmated and agreed upon, while the Ad3usted Compensation or Evaluated 

Fee type are necessary ~n the case of compllcated Items. In the Detrolt 

D~strlct the majorlty of the contracts will be of the Fixed Price type. 

One cbjectlonwh~ch mght be ralsed a~a~nst the Fixed Price Contract is 

the dlscrepaucy in unlt prlces of two or more manufacturers produclng 

the identlcal item. We assume that we will not have competltlve bldding, 

consequently what Is one to do when one manufaoturerwants $1.25, another 

$1.20, and still another $1.30 per unit? In the absence of oompetlt~ve 

blddlng and through necesslty of using in most ~nstances more than one 

manufacturer of a slugle item we may be obllged to place contracts in- 

volvlng varlous prices. Th~s ~s logical to~, s~noe ~t would be only by 

accldent that the costs of produot~onwould be the same ~n any two plants 
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so a dlfference in prlce does not necessarily mean that one m~nufaoturer 

w~ll earn any more on hls contract than another. 

Q. To a Navy man it ~s rather perplexing to hear that the 

head of a dlstrlct IS a cavll~an. How was he procured - through 

caval servlce ~ 

A He has such an appolntment and gets one dollar a year. 

It is perplexlng to many Army people too. Once in spesklng of travel 

orders I was asked by a hagh-ranklngArmy 0ffacer how my travel orders 

were obtalned and I told hlm that Mr Dow slgned such papers. He 

replaed, "But he can't do that." Well, the fact is that the Dlstr~ot 

Chlef s~gns orders for travel w~thln my dlstrlot, for travel outslde 

the orders must come from Washangton - and my mileage vouchers have 

never been questioned. 

Q. I have made a study of the act known as S 25, it is 

the applacataon of the unlversal draft act less the labor provlsaon. 

I wonder ~f that has been dasoussed and what the actaon of industry 

would be. In short, it takes all the proflt out, leavlng practxcally 

nothlng for the manufacturer, at establishes prloratles, llcenses 

• ndustry, conscrlpts management, and has other ev~l features. 

A. I do not know what the resctaon of industry is as the 

questlon has not been dlscussed, but my own reactaon to at is unfavor- 

able in part. 

Q Golng back to the questlon of cooperatlon, I was delighted 

to hear of the cooperatlon between the serv!ces. However, from a 

practloal standpolnt there is a questlon that mlght call for some 

sort of very benlgn superagencyv~th~n the dlstrlct. You 
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sald the services should be in the same bulld!ng° Who would arrange for 

the rentlng of floor space, would you all get together and declde you 

were goang to take floor space ~ Wall each one of you have a transporta- 

tlon pool or a central one? How do you st~ud on leEal advlce ~ Will 

each servlce have an advlsor ~n technical matters and contracts $ 

A. We must be andependent so far as actual operatlon ~s con- 

cerneo. As for jolnt offlce space that could easaly be arranged~th 

the representatlve of the Quartermaster Corps slnce ~hat Corps is respon- 

slble for makang all leases. 

Q. My point is, are you going to have several attorneys who 

w111 pass on Aar Corps, Quartermaster Corps and Ordnance contracts? 

A. Agazn we must operate andependently and each servlce wall 

have its own legal personnel. The Chlef of 0rdnanoe as responslble for 
delegates 

the procurement of desagnated atems and he ~ ~ h l s  authorlty to 

purchase certaln of them to hls Dastrlct Chaef who must depend upon hls 

own personnel. Suppose, however, that all the servlces were havlng 

trouble v~th the manufacturers of the area on some point pertaan~ng to the 

Evaluated Fee Supply Contract, it m~ght be feaslble in such cases to have 

the legal representatlves meet to compare notes an order to recommend some 

concerted actlon. 

Colonel Jordan- I would llke to have you say somethang about 

the Zone Advasor and what speclflcally your obDectaon is to the use of 

the Zone Advlsor. 

A. The flrst and most potent reason is that I would not llke 

to lose the Detrolt D~strlct Chaef and h~s Assistant, as both of them would 

resagn if there were any thought of havlng to serve under a Zone Advlsor; 
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unless as an advlsor we could so write hls job speclflcatlon that he 

would nelther be a policeman nor gave orders. An advasor,to be of any 

value, should be a man of some bagness and I do not belaeve that there 
a 

are/suff~caent number an this country from which to choose who would 

not attempt to take upon themselves power and the dlrectaon of actlvatles. 

Q. You place between the Chaef of Ordnance and your Chaef 

another lank who may change orders which he glves the Chaef. Is that 

not the maan objectlon ~ 

A. If that actually occurred it would be my maan objection 

but I don' t thank at would have to work that way. The Advlsor maght 

report in some manner dlrect to the 0 A.S.W. and at the same tlme the 

Distract Chief could communlcate hls report to the Ordnance 0fface and 

the declsaon thus made in Washlngton. 

Q. Can't trouble shooters from the A.S.W.'s Offlce, or 

others, do at better ~ 

A. It is my idea that acoordzng to the present set-up the 

trouble shooter would come from the Zone Headquarters. That ~s all the 

Zone Headquarters stands for so far as I know and we do not need any 

such headquarters except as resadences for representataves of the 0.A.S.W 

Furthermore, If invlted to any dastrlct offlce for consultatlon it as 

probable that a Zone Advlsor mght have a better understandang of affalrs 
would 

in hls area tha~/a representatlve from Washlngton. 

Q. Suppose you are havlng trouble v~th the Quartermaster 

and he calls the Zone Advasor to settle the questaon ~ 

A. I thlnk that a thlng l~ke thas should be determlned on 

the facts an the case through the cooperation of the contestants involved. 

If you are havlng a scrap and want someone to settle it why call an the 
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Zone Advlsor ~ If cooperation does not work each servlce Dlstrlct Chlef 

will make a report to Washington where thelr respectlve Chlefs of Servlce 

will effect a solution. 

Q. What good do you see ~n the Zone Advisor? Are you 

puttlng a llnk between the Chief of Ordnance and yhur Chlef? 

A As I have sald, the Zone Advlsor should not be a pollceman 

or act as such a llnk, but I have indlcated that the Advisor m~ght be of 

asslstance in representlng the mllltary purchaslng agencles whlch are 

unanlmously in dlspute v~th some other agency. The Adv~soz in thls case 

must come as a friend and only on invltatlon and not an intermedlate 

or Interferlng boss between any D1strlct Chlef and hls superlor in ~ash- 

In,ton, 

Q. What control do you have over dellver~es? If you have 

an allocatlon of 50 per cent of the capaclty of the company and they flnd 

they can make more money mak~ng thelr ovm product and stall off on your 

work what recourse have you ~ 

A. We have legal, moral and public ep~nlon to back us up. 

An exlstlng law glves us power to place a compulsory order, there ~s a 

provlslon that If a concern does not come up to the mark the Government 

can take over the plant. You threaten them and usually the threat works 

but if Ib does not you can take over the plant and turn out the products 

you want. 

others ~ 

Q. 

Q. You don't offer proflt to the ms.uwho does better than 

A, Yes, there ~s a profit incent~ve ~n our contracts. 

We had one example of a flrm that wanted a year to make dellvery 
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but when they found out that they mlght not get the award because of 

delayed dellvery they changed it to slx months. We flgured maybe they 

could have made more money oy the delay. If you offer enough he grabs 

the job and gets ~t ~n early. 

A. There are lots of incentlves to speed up work. If 

the war lasts a long tlme there will be repeat orders and in the 

Evaluated Fee Supply Contract the contractor gets a premlum for dolng 

the work efflolently. It ~s up to h!m to cut down costs; he gets a 

h!gher percentage fee for dolng so and If he completes it on time or 

antlclpates contracted dellvery he has a better chance to get further 

orders. 

Q. ~hen we actually get into war, wlth your experlence do 

you belleve that the automobile industry w~ll actually exceed expecta- 

tlons for productlon of alrcraft accordlng to war plans ~ 

A. In respect to the Detrolt D1s%rlct as a whole I do not 

tn~nk that its productlon potentlalltles for munltlons in general has 

as yet been tapped. The productlon, however, of spec!flc ~tems present 

speclflc problems and one of these I am sure ~s the production of alr- 

craft. ?rhlle I know very llttle about plane productlon I have heard 
by the 

the matter d~scussed M~m~a Air Corps personnel in Detrolt and con- 

sequently I am famlllar wuth some details of the dlfflculty. For the 

larger planes there are few, if any, suztable plants in Detrozt so con- 

structed that the fabrication of the fuselage and the wlngs can read1!y 

be handled, and when ~t comes to the assembly of the complete plane it 

will probably be necessary, not only in Detrolt but ~n most other con- 

vetted facllltles throughout the country, to build assembly sheds of 
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temporary constructlon form adjacent to munzcapal a~rports. From my 

~owledge of the allocatlon made to the Detrolt Dzstrlct for engines, 

production of whlch will be placed wlth the automotxve industry, I 

venture the oplnlon that that industry can more than llve up to expecta- 

tions. 

General Tsehappat I have been very much interested in the 

d~scuss~on and have been drawlng a comparlson be%~veen our knowledge of 

procurement now and the status in 1916. I remember as far as the 

Ordnance Department was concerned we started maklng a survey in 1916, 

before the war. At that tlme the Ordnance Department had had contacts 

wlth possibly two dozen manufacturers an the U. S., never any more, and 

t~e work done slnce then creates qulte a dlfferent plctureo A good many 

thlngs have had to do w~th that; the World War showed the importance of 

materlel prepa1~duess and thls work has oeen golng on ever slnce. 

Educatlonal studles have had a lot to do w~th ~t and all agencles of the 

War Department have been working on ~t. We are in qulte a dlfferent 

status now wlth reference to the relatlon of the War Department and 

indus~ry. I thlnk so far as the work from now on is concerned there w~ll 

be a contlnual ~mprovement. I agree entirely with Colonel Qulnton In 

that we ought not to go too far ~nto details in our plannlng because they 

are bound to change and it would be more or less waste of tlme, we ought 

to h~t the hlgh spots, fln& out the important thlngs and get them l~ned up. 

As he sald, it does not make any dlfference just how many wheels or bearlngs 

are an a plece of automotive equlpment, the important thang as just what 

industry can do and if we want to be ready to make that thlng tomorrow then 

we have to get busy and work it out. We can't possibly hope to do that ~n 
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peace-tl~, people Bust won't do it. However, I do thlnk there Is 

certaln general plannlng that can be done; there are certain general 

features that can be laad out that v~ll save a lot of tame and effort. 

So far as our work is concerned, I have always considered that our mazn 

functaon In the procurang branch as to place orders and tle them up ~th 

contracts and hold the manufacturer responsable. We hold h~m responsible 

in inspeotlon and primarily the dlstraets are anspectors. It Is not 

for us to go to a manufacturer and tell h~m how to do it, if we do that 

we take all inatlatlve away. It is our job to hold h~m responslble and 

make hlm do what he contracts to do. If he does not s it is our 8ob to 

make ham. That, I thlnk, s~pllfle~ the problem a lot. I was very 

much interested in your talk. 

oooo0oooo 

- 36 - 


