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A BATTLLD-oXFE TO BOTTLENECKS

Executive Officers of the Arry's Procur=ment Distiicts, Gentlemen of the
Supply Arms and Servizces .nd Jtudents of Industiriel Yobilization

You and I are engaged 1n a common business enterprise The Presi-
dent, by and with the edvice and consent of the Senate, has appointed me %to a
job someone has charactzrized ag businegs menager of the Var Department
Military orders have agsignec vou to the field as mv agents, to ‘ashington
as my collaborators, or *¢ the army Industrial Collsgc «s students of supply
preparednass to train yoi1 for oimilar duties It 1s our jJjob to achieve for
America the .ucces.fur 1ndustr.al mobilization of 1te regources for ony
emergency It 1g owr duty mercilessly to apply the battle-axe to any bottle-
necks that threaten to retard wer-time nroduction of munitions

I have prought you here together today for o round-table discwssion
of our problems, for «n invontory of our assels and of our laabilities ond
for a general survey of the vork ahead This 1s the first meeting of its
kind and I am confident that it vall bring dividenas to you in a better un-
derstanding of your jobs and to the American laxpayer in mere effective sup-
ply preperednass

I am especially happy to welcome you, the Executives of the Pro-
curement Districts You are un the firing line of the industrial front
You ere the planning agents st the point of execution You are the connesct-
1ng link between the Vvar Lenartment and the factories which are to produce
the needed munations You arsz the missionaries .ho must makes converts to
the cause of industrial wobilization Upon you reste the responsibilaty to
appraise the industrial forces of ths nation and to measure the load they
are able to carry To you both the Army and industry look for expert
knowledge and intelligent guidance in all metters pertaining to supply pre-
paredness

Of your many achievements, I frequently have spoken, both in public
and 1in private

In the survey of arerica's capacity to >roduce muaitions of war, you
and those vho preceded you in this highly important 1ork performed yeoman
service Iou visited more than twenty Jhousand induastria. piants, You
took your shopping list of vequireménts furnished you by your brarch chiefs
and found facilities to manufacture practically all of our military needs.

You uncovered our most serious bottlenecks and put the spotlaght on taose
1tems that threatened us with production delays You kept the frmy informed
of the latest technological developments in industry
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thousand plants to which we have given definite war schedules of oroduction ?§
I commend you for a fine piecs of vork., I am satisfied that the mo.t im-

portant i1tems required in our wsr progurement program have been allocated to
facilities vell able to produce them.

May T commend you for anothir accomplishment In the awakening
of public opinion in America to the significance of industrial mobilization,
you heve played a very helpful role Tn tne courss of the last seventeen

months my duties heve cairied me to svery section of the country where I
addressed almost one hundred different audiences on the subject of national
defense WUherever I found an executive of a nrocurement district on the
job, I noted newspaper representatives morse respongive to our message, in-
dustrial lesaders more cooperative toward our needs and the onublic more in-
terested 1n supply preparedness than in other parts of ths country Gentle-
men, I salute you for a job well aona!

Qur ourpose in getting together today, however, 1s not merely to

sing praises for oast verformances T intend to discuss your shortcomings
Just ag freely ond just as frankly Tners 135 & big job ahead of us The
demands that I am about to mske uson you will test your ability, your in-
genuity and your resourcefulness I an confident that you will fulfill my
expectations

I want all cotbetert arms and supply services to develop ¢ definite
conception at once ol the munitions that our coumtry mey need for ats defense.
Vhenever approprisztiors comz f>rth for the procursrent of military items, I
expect no delayvy in getvting tham If an emergency ever dgain arises, I do
not want production of motors to otop while we try to perfoct another Liberty
I do not want the menutecliare of Springtields to lag so that e may have to
turn to Infaields I do not want to celay our doughboys whilz we welbd to
develop a Broiming machine gun. I do not went to comsel the Field srtillery
to give up threc-inch guns of our own famrliar design for 75's of foreign con-

struction 1 0o not vwenl o« lapss of fourteen months between tne declaration
of war and the aay that ovr fiisgt divasion, canpable of taking up « full of-
fensive, 18 nl.ced upon the fighting line I do not wsnt the exveiiences of

1917-1918 repeated

If you 1n this groun are on the job, I «m confident that most of
our Vorld Var tailures will be eliminated If you prerare nlans thet are
sound and adequate, Congress will savport us, industry 11l sustuin us, pub-
lic opinion v1ll bacg ue and the man ot the front, in whose 1ntersst all our
efforts must be made, will bless us and thenk us

I therefore enjoin uoon you the necessity *or knoving al ail times
Just what 1tems you erpecl to wurn over to maps wroductzion 1n «n emergency
Once you heve establishbad your list, 1t becrmes ercumbent upon you to prepare
ana have available for .mmzacaiate uss lhe drewings, the soecifications .nd the
manufacturing dete nseded by those vho r111 be asked to produce trose 1tems
Constant shifting .nd caanging of drevings and goecifications, you must avoid

After contracts «rz let, changses in design will not be tolerated You may
be called uvon at any time, long befors M-dsy, to furnish industry vith the
necessary deta to go shzad on the production of many critical items The

time to verfect your druvinge .nd specificetions, tnersfore, .e right now -
today

kecords of the Plunning Breanch of my offic-» show that about seventy-
five percent of the spscaficataons znd dravings nesded for the information of
industry have been comoleted \hen proposals wers issued recently for edu~
cational orcers, I 'as delirhted to find that the necessary drawings and speci-
fications wnere svailable at once for the sami-automatic rifle, the gas mask,
the searchlight and the other items .o far apiroved Therse still are more
than twenty-five vercent of our items, many of them vitel to our cause, for
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wILLLL HSPECLIICITIONS andrdrawings have LOL jyou il L A53Lets £
quarters done 1s far from compisbe I therefore direct you to bring all o

your specifications and drawings up to date with all possible dispatlch EE?if o

The next bottleneck that I want broken s that of standardization
Because the responsibility in this vhase of sreparednsss 1s divided, [ ask for

harmony and cooperation towara 1ts achievement among all those concerned
You of my office, members of the Viar Depertment General Steff, line offacers

and supply officers - all of you must “or¥ togethar toward siandardization
of equipment. W1thout standaraization, mass production will be impossible

In the interests of standardization you must <trive toward the
simplification of military machines and weapons Some cegree of complexity,
I realize, is inescapable but we must try {o hold 1t to a minimum hen
faced with the alternatives betwesn a complicated, delicalsly constructed
machine of superior performance and one less verfect but more easily adjustable

to mass production, we must choosgs the latter Wy may have to sccept some-
thing that 1s eighty percent erficient which we can obtain rather than wait
for a more perfect item which mey he just around ihe corner The standard

may not bhe the most efficieni tiat can be visvalized but 1f M-day comes to-
morrow, we will have to go to piroduction on that basis

Keep before you as a constant reminder the purpose you expect to
accomplish wath & varticular wespon or machine In a certain foreign coun-
try designers adhere clos.ly to that principle snd strip all non-essentials
from their amportent 1tems o1 war eguipment For instence, i1n the single
seater fighter airplane »f itnat country they have avoided all complicated 1n-
struments, intricate construction snd extra veight They heve left out the
self-starter They havz mede the radio equioment readily removable so that
in an emergsncy 1t vill cerry ammunition instead Thzy even have built
the pilot's cockpit to accommodate only small men In short, having de-
termined that the purpose of the single sealter fighter airplane is to
maneuver ond to shoot, they bave eliminated 211 items of equipment not ger-
mane to these opurposes

To sum up, may I s¢y that I shall exvect in the very near future
to be informed by my Planming Branch that all supply arms and services have
determined a standard type for all their important items of suvply and have
avarlable for immediate use the dravaings and specificataions and a2l other
data needed for thesir mamufacture

May I elso wern you at this time that despite the begt of well
laard plans, M-day 1s mors than likely to prove to be something other than
what we expected e must, therefors, keep a certain degree of flexability
in our plans In computing our requirements for supply, we must be pre-
pared to meet the needg of changiag strategic situations, not only at the
outset of ¢ campaign but throughout its raprdly chenging scenes

There ars a number of cther matters of wvatal importance to the
realization of our industrizl mobalization program whach I would like to
take up with you but find my time inadequate to deal vith them fully They
will be considered in grealer detail in other meetings srranged for you by the
Planning Branch T do wantu to outline briefly, however, the cuties that
I expect of district executives in the field

1 want each of you to reappraise your district procurement plan
in the light of the most recent economic and industrial trends

I desire each of you to study again the aistribution of the load
within your district to insure yourself that, in the light of the latest
~hanges in productive capabilities, your existing industri«l organizations

re to be used to their fullest and best advantege
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I warn each of you against over-confidence in the ability of yourv:;zﬂ““éb i
allocated facilities to produce promptly on war schedule the jobe assigned &Jmf
them Ve hope that Congress will give us « sufficient stock of muaitions
to tide us over untal industry 1s ready, but unless the study of the pro-
duction problem, of the design of equipment and tools, of the plant layout,
of the training of workmen end of the tuning up of the whole system for the
job 1s completed in advance, some of your allocated facilities will not be
ready on schedule

I expect each of you *to comb the lists of 1llocated «nd reserved
facilities to eliminate concerns for vbich sllocavions are not desirable

I insist that sach of you cooperate with procurement planning
exscutives of other services and that all of you act jointly on metters of
common 1ntersst

I demand that each of you become familisr not only with the faca-
lities to whick auties already heve been allocated but with the total in-
dustrial resources of your districtc You musg”, thoroughly blanket your
assigned areasg We cannot afford Lo overlook any source that can supply
the Army's ne=ds i1n eny emergency The survey of industry must go on con-
tinuously It mu=t be done thoroughly You must be familiar with every
potential war-producing facility 1a your district

Jur shopping list for items »f wer equipment includes seventy-
three hundred srticleg or nrocesses of production s 1tn your help, we
have found producti-n fzecilities in imdusiry for prectically all of them
In an emsrgency, more Lhan n.nely-nins and twenty-five one~-hundredths per-
cent of our nseds, industey, voor ghort notice, will be able to produce,
Our bottleneck, hoiever, is in that other three-fourths nf one percent,
represented by Oifty-five criticel items co diffaicult of nroduction, so
different from ordinary pIesce-time neeas that industry will not be able to
produce them 1n mass v.tnout soms eaucation There ars «bout two hundred
and fifty out of our ton thourand allocated nlants that connot, without
further educalion, perdioru tn 1r allobted var-time tasks an the oroduction
of thess vital items or processe. that have no counterpart in civilian use
I vant you to know trat we in Washington are familiar with that situation
we intend to oresent a br._elf to Congress Lo jusitify educational orders for
gyreryone ol theso .itens und we sincerely hope that the necessary appro-
oriations vill follow

The rzed for education<l orders, both industry end the var De-
partment have recognizea for jeais Durang the lust cession of Jongress,
we convinecad the country »f this nsed and got our first educ-tional order
project LAs a 1esult of our furst two million dollars, we expect to break
the bottlenecks in the production of semi-automstic rifles, recoil mechanisms
for three-inch snti-sircrait guns, forgings and machinings for 75 millaimeter
shells, gas masks and searcnlights we have made a good start

I want to assure you men in ths field that we in the Var Department
will not be satisfisd until we nave convinced the Congress and the American
people of the necessity for educaticnal orderg to indastry for the ramufac-
ture of every omm o. our criticel Iifty-five items

In conclusion, let me summerize our imrediate objectives

Pirst, the establichment of stenderd types for «1l1 critical items
and the completior of the necessary drevings, svecifications and manmufactur-
ing data ready for immeciate use in any erergency,

g

Second, the comnletion of our industraisl surveys to levelop thor-

oughly the inaustrisl capacity of a1l procurement aistricts,



Th1id, the prevaration of allocated plants for their war schedules
by means of current ordsrs for production, educational orders and production

plans, 4o BE
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Fourth, the completion of the organization ard the training of
the personnel reguirsd to expand our peace procurement orgenizations to var
strength

Finally, the early completion of contract forme adequate for all
anticipated war conditions and simple snough to be readily urderstandable
both by industry and by the representatives of the War Department.

Supply has taken on e n=v dignity an wa. planc and those charged
with industrial praparednes.s mist riss to the level of {hzir new responsibilaty
Armies no longer go into battle to live of” the conquersa land They must
be suslained from their ovm supply bases and from their own depots behind
the lines They must be supported ey itheir om farme rad by their own fac-
tories, by their own 1ndustry and by their own labo: It 1s your job to
keep our industrial front strong and solid The Army has placed its trust in
you I am confident 1t 18 well founded

END



