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A BATTLE-aXE TO BOTTLENECKS 

Executive Officers of ~e Arrv's Pfocur=ment Dmst~scts, Gentlemen of the 
Supply Arms and Services ~nd Students of Industrial ~4ob~l~zatmon 

You and I are engaged mn a common buslness enterprmse The Presl- 
dent, by and ~zth the edvlce and oon~ent of the S~naTe, has aopolnted me to a 
3ob someone has charact~rlze@ as busmn~s msnager of the 9sr Department 
~l~tary orders hav~ ssstgnea vou to the f~eld as my agent~, to ~ashmngton 
as my collaborator5~ or +o the Army Industrlal Coileg ~ ~s students of supply 
preparedness to tramn yo~ ~or o~mmlar dutmes It is our ~ob to achmeve for 
Amerlca d~e ~ucces~fu~ industrial mobilization of mt% ~esources for ~ny 
emergency It is oul 8uLy merc~less±y to apply the battle-axe to any bottle- 
necks that threaten to retard %er-t~me o~o~ctlon of munltmons 

I hav~ orought you here together today for s round-table dmsc~sszon 
of our problems, for ~n ~nvcntory of our assets and of our lmab~lzt~es ~nd 
for a general survey of the ~ork ahead Th~s ms the f~rst meet~ug of ~ts 
kmnd and I am confident that ~t w~ll bring d~vzaenas to you ~u a better un- 
derstanding of your 3obs and to the American taxpayer zn mere effectmve sup- 
ply preparedness 

I am especlally happy to welcome you, the Eyecutlves of the Pro- 
curement D!strtcts You a~e on the f~rlng llne of the !ndustrlal front 
You are the plannlng ag~its st the point of executlon You ~re the connect- 
ing llnk between the ~ar Eeoartment and the factor!es ~h!ch are to produce 
the needed munltlons You are 5he mlsslonar]es ~ho must make converts to 
the cause of industr~al mobilization Upon you rests the respons~bml~ty to 
appraise the ~ndustrzal forces of the nat~on and to measure the load they 
are able to carry To you both the A~my and ~ndustry look for expert 
knowledge and ~ntellmgeut gumdance ~n all matters pertamn~ng to supply pre- 
paredness 

Of your many achlevements, I frequently have spoken, both in publlc 
and in private 

In the survey of arer~c='s ca~aclty to )roduce n~mltlons of war, you 
and those ~ho preceded you in thls hlghly important ~ork performed yeoman 
service You vlslted more than t~enty ohousand indastrla~ p±ants. You 
took your shopplng llst of requirements furnished you by your brarch chiefs 
and found facllltles to manufactule practlcally all of our mlllta~y needs. 
You uncovered our most serious boztlenecks and put the spotllght on tnose 
items that threatened us with pro~ctlon delays Sou kept the ~zmy informed 
of the latest tec~hnologlcal developments in Industry 



..... ~As~ a re~su±~ oz~o~cgr'~u~°~oneermng ~ork, we have selected ten ~ g ~  
thousand plants to ~ch we have gmven definite war schedules of oroductzon 
I commend you for a f~ne p~ece of work. I am satzsfmed that the mo~t ~m- 
portant ~tems required ~n our war procurement program have been allocated to 
faczl~t~es ~ell able to produce them. 

~ay ~ commend you for anothc ~ accompl~shmc~t In the awakening 
of publmc open±on mn America to the s~gn~fic~nce of ~ndu%tx~al mobilization, 
you have played a very helpful role ~n the course of the last seventeen 
months my duties here ca~rmed me to every section of the country where I 
addressed almost one hundred dmfferent audiences on the subject of natmonal 
defense Wherever ! found sn executive of ~ orocurement ~strzct on the 
~ob, I noted newspaper representatmves more responsive to our message, ~n- 
dustr~al leaders more cooperative toward ou~ needs and the oubl~c more mn- 
terested ~n supply preparedness than zn other parts of the country Gentle- 
men, I salute you for s ~ob wel] aon~' 

Our oarpose zn gettmng together today, however, ~s not merely to 
s~ng prazses for cast oerformances I ~ntend to d~scuss your shortcomzngs 
sust as freel~ and ~ust ss frank!y There ms a bmg ~ob ahead of u~ The 
demands that i sm about to m~ke u~on you ~mll test your ab~l~ty, your ~n- 
genu~ty and your resourcefulness I am confident that you w~ll fulf~l! my 
expectations 

I want al] co~bot~u~t arms and supply services to develop s definite 
conceptmon at once of t~ ~ mun~tmous that our country may need for ~t~ defense. 
Vhenever approprmst~oms come f~rth for the procu2ement of m]iztary ~tems, I 
expect no delay ~n ge~tzng them If an emergency ever ~gamn armses, I do 
not want product±on of motors to ~top ,~hmle we try to perfcct anoth=z Lmberty 
I do not w~nt the manu!~ct.~r¢ of Sprmngf±eids to _lag so that ~ e m~{y have to 
turn to Enfmelds i do not want to aelay our doughboys wnmle we w~t to 
6evelop a Browning machzne gun. I do not ~ent to como~l the F~eld llrt~llery 
to g~vo up threc-mnch grubs of our o~n famzl~ar desmsn for 75's of foremgn con- 
struct~on I ao mot v, snt a lapse of fourteen months bet~een the declaratmon 
of v, ar and the aay that ot, r f<~st dzvms~on, cal)ab]e of takmng up a full of- 
fenszve, ms pl~ ced upon the fmght~ng Irene I do not want the exoe~ences of 
1917-1918 repeated 

If you ~n thms grouo ar~ on the ~ob, I ~m confident that mo~t of 
our Vorld ~ sz lamlures wml! be elmm~nate8 If 7eu l~r~ar ~ o!ans tb~ t are 
sound and adequate, Congress w~ll sapport us, industry ~Ii sust~.mn us, pub- 
l~c open,on ~ ~ii bacx uo and the man st the front, ~n whos~ Interes~ all our 
efforts must be made, ~,zli bless us and thank us 

I therefore en2otn uoon you the necesslt2 +or kno~, ing at sil tlmes 
just wDat items you e~_poct ~o u~rn over to ma~s oxoductzon in ~n emergency 
Once you have establ,~sbea ~our list, mt becomes ercumbent upon you to preRare 
ana have avam]able for ~mmeamate use the drowlngs, the ~oeclfmcat!ons ~nd the 
manufacturmng data needed by those ~ ho ~l!! be asked to pro@uce ~ose items 
Constant sh~ftmng ~nd cnangzng of dr,~,ings and ~oec]f!catmons, you must avold 
After contracts arc let, changes mn design ~,zll not be tolerated You may 
be called uoon at ~n? I t~me, long before ~-dsy, to furnish ±ndustry ~ ruth the 
necessary ~sta to go ahead on the production of many c~mtzc~l ~tems The 
t~me to oerfect your ~r~znf = ~nd spec~ f~cat~ons, taerefore, ~s r~ght now - 
today 

kec~rds of the P!~nn±ng Br~nch of my offlc~ show that about seventy- 
flve percent of the ~pecmflcatlous ~nd drawmngs needed for the information of 
industry have been comoleted ~ hen proposals were Issued recenLly for edu- 
catzonal orders, I , as dell~hhed to ~ind that the necessary d~a~ngs and specl- 
flcatlons ~ere available at once fo~ the sem~-automatlc rlfle, the gas mask, 
the searchllght and the other items ~o far aporoved There still are more 
than twentv-flve oercent of ou~ ~ l~ems, m~uy of them vltsl to our cause, for 



~n±~n ~p~ciimc~rons an~oraw~ngs nave no~ y~o o~n ~ ± ~  ~ ~ 
quarters done ts far from complete I therefore d~rect you to bring all of 
your speclf~catlons and drawings up to date ~th all possible dispatch ~ j ~  

The next bottleneck that I want broken ~s that of s~andardazat~on " 
B~cause the respons~b~l~ty ~n th~s ohase of orep~reduess ~s dmv~ded, i ask for 
harmony and cooperation towar~ ~ts achmevement amon~ a±l those concerned 
You of my off~c ~, members of the ~ar Dep~rtment General Stsff, line offacers 
and supply officers - all of you must ~ork together ~oward standardazat~on 
of equapment. ~athout standara~zat~on, mass production ~iI be ~mpossable 

In the mnterests of standardlzat~on you must ~tr~ve toward the 
s~mpl~f~cat~on of m~latary machines and weapons Some aegree of complexity, 
I realaze, is anescapable but ~e must try to hold mt to a mmn~mum ~en 
faced wath the alternatives between a complmcabed, delicately constructed 
machine of superzor performance sn~ one less oerfect but more ~as~ly ad3ustable 
to mass productmon, we must choose the latter ~c may have to sccept som~- 
thmng that ms e~ghby percent effac~ent which we can obtain rather than wa~t 
for a more perfect mtem whzch msy be ~ust around the corner The standard 
may not be the most effmcmenL ~at can be vzsual~zed but af ~-day comes to- 
morrow, we w~ll have tc go to p~oductmon on that basas 

Keep before yea as a constant remmnde~ ~e purpose you expect to 
accomplzsh w~th ~ oar~] m~]ar wespon or machzne In a certamn foremgn coun- 
try designers adhere c]os_ly to that ~r~nczple end strap all non-essentaals 
from thear mmportsn~ ~tems o~ w~r equipment For ~nstance, mn the s~ngle 
seater faghter azrplaue ~f that country tDey h~ve avomded a31 complmcated in- 
struments, antr~cst~ constructmon end extra v e~ght They hsve left out the 
self-starter They have m~d~ the radio equipment readily removable so that 
an an emergency it ~al] c~zry ammunmt%on mnstead The2 evcn hays built 
the p~lot's cockpit to acco~m~odate only small men In short, hsvmng de- 
termined that the purpose of the smngle ~eaSer faghter airplane as to 
maneuver ~nd to shoot, they bsve elmm~nated all ~tems of equipment not ger- 
mane to these ourposes 

To sum upj may ! s~y that I shall exoect in the very near future 
to be anformed b~ my Piann]ng Branch that all supply arms and servmces have 
determined a standard type for all themr ]mporgsnt ~tems of suoply and have 
avam!abie for mmmedmate use the dra~zng~ and specafmcatmons and ~i other 
data needed for thear manufacture 

Nay I else warn you at thms tame that desplte the best of well 
lald plans, ~-day as more than imkely to prove to be ~omethlng other than 
w~at we expected be must, therefore, keep a certaln degree of flexlblllty 
In our plans In computing our requlrements for supply, we must be pre- 
pared to meet the needs of chang!ng st~ategmc satuatlons, not only at the 
outset of e campamgn but throughout mt~ rap!dly ch~ng!ng scenes 

Th=re are a number of other matters of vatal importdnce to the 
realazation of our mndustrz~l mobliazatlon program whlch I would !ike to 
take up ~ath you but flnd my tlme inadequate to de~l ~l~ them fully They 
wall be conszdered in greater deta!i In other meetang~ Jiranged for you by the 
Plannlng Branch I do v~nt to outllne br!efly, however, the outles that 
I expect of dlstract executives an the f±e!d 

I want each of you to reappraase your dastrlct p~ocurement plan 
in the llght of the most recent economlc and Industr~l trends 

I deslre each of you to study agaln the al~tr±butlon of the load 
wlthln your dlstrlct to znsure yourself that, mn the lagbt of the latest 
~hanges in productave capab~lltles, your exastlng mndus~rm~l organ!zatlons 
re to be used to themr fullest and best advantage 



! warn each of yea against over-conf~dence zn the abml~ty of yoar~{~ 
allocated facmlltles to produce promptly on war schedule the ~obs assigned ~| 
them ~e hope that Congress wmll gmve us ~ sufficient stock of munttmons 
to tzde us over unt~l ±ndustry ±s ready, but unless Lhe study of the pro- 
duct~on problem, of the design of equipment and tools, of the pl~nt layout, 
of the tra~nzng of workmen and of the tun±ng up of the whole system for the 
~ob ~s completed mn advance, some of your allocated fac~!Atzes ~Ii not be 
ready on schedule 

I expect each of you to comb the ]zsts of ~liocated ~nd reserved 
fac~l~tmes to el~m~nate concerns for ~hmch slloca~mons ~re not deszrable 

I mns~st thaw each of you cooperate w~th procurement plannmng 
executives of other services and that all of you act ~o~ntly on mstters of 
common mnterest 

I demand that each of you become fam±iz~r not only ~th the facm- 
l~t~es to ~b~cb ~utmes already hsve been alloc~+ed but ~J~th the total mn- 
dustrlal resources of your d~strmcts Zou mus~ thoroughly blanket your 
assigned areas ~ cannot sifo~d to overlook ~ny scarce that can supply 
the Army's ne~ds ~n eny emergency The sarvey of ±ndus~ry mu~t go on con- 
t~nuously It mu~t b~ done thoroughly You must be fam~imar w~th every 
potential ~ar-produ~mng fae~i~ty zn your d~str±ct 

Our shopping lis~ for 19ems ~f we~ equmpm~nt mncludes seventy- 
three hundred srtlcles or orocesses o ~ production .ztn your help, we 
have found productzon ~scmlm+~es mn ]naustry for pr~ctmca!!y all of them 
In an emergency, mo~e ~ham n_nety-nmne and twenty-f~ve one-hundredths per- 
cent of our needs, ~dust~'y, uoo~ short notice. ~]i be able to pro~ce. 
Our bottleneck, ho~ever, ±s ~n that other three-fo.~rths of one percent, 
represented by fifty-five critical ztems so d~ffmcult of oroductmon, so 
dzfferent from oroznary p~sce-tsme neeas that ~hdustry w~ll not be able to 
produce them mn mass ~_~nout some ~aucation The~e are ~bout two hundred 
and f~fty out of our t~n +hoacand allocated olants that conner, w~thout 
further educat~on~ per£orm %~ ~r allo~ted ~ar-t~me tasks zn ~e production 
of these vmtal stems or processe~ that have no counterpart mn czvmlman use 
I rant you to kno~ t~at ~e ~n Washzngton are fam~l~ar ~mth that smtuatmon 
~e mntend to ore~ent s br_ef to Congress to ~ustmfy educatzonal orders for 
e~eryone of these ~tens an@ we sincerely hope t~at the necessary appro- 
o~tat~ons ~mll follow 

The reed for educatlono.l orders, both industry and the ~Jar De- 
partment have recognlzea eor )eals D~r!ng the l~st session of Congress, 
we convznc=d the coJntry of thzs need and got our fLrst educ~tlona! order 
pzoject As a lesalt of our f~rst two mllllon dollars, ~e expect to break 
the bottlenecks mn the productLon of s=ml-automatmc rliles, recoil mechanmsms 
for three-mnch snt!-alrcraft guns, forgmngs and machlnlngs for 75 m111mmeter 
she!Is, gas masks and searcnllghts ~e have made a good start 

! wmnt to assure you men in the fleld that ~e in the ~ar Department 
w111 not be satlsfled antll v e n~ve convlnced the Congress and the Amerlcsn 
people of the necessmty for eSucatlona] orders to indastry for the manufac- 
ture of every ohm o~ our crltmc~l i~fty-fmve items 

In conclusmon, let me summerlze our ~mredmate objectlves 

Pirst, the estab!l~hment of standard t~pes for ~ii crmtmcal ztems 
and the completmor of the necessary dr~mngs~ spec~flcatlons end mamlfactur- 
!ng data ready for mmmectate use in any m~ergency, 

Second, the comoletlon of our industrlsl surveys Lo levelop thor- 
ougn!y the in~ustrmsl capaclty of all procurement alstrlcts, 



Thild, the preoa~abion of ailocate~ plants for %helr ~ar schedules 
by means of current orders for productmon, educational orders and productmon 
plans, ~I ~ 

Fourth, lhe comple#ion of the organlzatJon ard the train!rig of 
the personnel requlled to expand our peace procurement organzzatlons to var 
strength 

Finally, the early compl~tlon of contract forms adeqaate for all 
antlclpated vrar condltmons and slmple enough to be readily urderstandable 
both by industry and by the representatlves of the ~ar Department. 

Supply has taken on s a~v ~ig~Ity mn wa~ plans end tho~e charged 
~Tith industrial preparedneos must rzss +o the level of themr new re~ponslbmllty 
Armles no longer go mnto battle to live of ~ the conquerea lend They must 
be sustained from themr ovm supply bases and f~om the~_i o~n depots behlnd 
the llnes They mus~ be supporte@ oy th~±r o~ f~rms end by thsmr own fac- 
tories, by thelr o~n Indastry and by their o~n l~bol 1% ms your job to 
keep our industrmal front strong and sol~ The Army has placed its trust in 
you I am confident it ms ~e]] founded 

END 
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