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PROCUAE [E T PLANIITIG

SECTION I - FUNCTIONS OF PROCUAHEMELTT PLalS DIVISIONS

1. General.- The general mission of the Procurement
Plans Division is that of giving effect to the statutory
powers of the Assistant Secretary of Var in Section Ha of
the Tlational Defense Act pertaining to "supervision of the
procurement of all military supplies *** and the assurance
of adequate provision for.the mobilization of material *¥%*
esseatial to wor~-time needs," insofar as they apply to come
pleted 1tems or their componeats, The Divaision is wotb con-
cerned wita basic commodities, like wool or steel, nor with
what moy be ealled comtributory items, such as fuel or power,
Other lectuies covered phese phoses of the procurement probe
lem,

2. Specafic Functions.-~ Flowing out of this gener-l
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mission are peacetime funclions os follows:

e« To supcrvisc ~ad coordiantc the procurcmeat
plomning  ebivitics of the supply crms ond sorviccs,

. To review, analysc, rnd coordin~tc the pro=
curcmoent plons preprred nd submitted by the supply arms ~nd
SCI'V1CCS.

&+ To coordincte pl-us for cl-sscs of mctorinl
involviug morc thrn onc supply ~rm Oor sCTVLCC.

d. To prepcre plons for supervision of /T pro-

—

curcmncnt .

3 Mexr Funetions,~ At she outsct of wer, plamung
of the perce~time type ccoses ond the Plownniag Branch of the
Officc of the assistont Scerctory of “or 1s rcorg-mzced into
the Procurcment Br-uch,

The Procurcment Plens Division bocomos the Pro-
curcmont Progross Division with functions to be discussod
lotor 1n this loeburc,

LT s A Ao e S S S o B, -ty dvndy

their procurcment cetivaitics, ineluding procurcment pl-nning,
The role of the assist~nt Scerctery of W-r is tht of su-
pervisor. Ho preseribos tne form ~ad goner-l coptonts of
plong to b submitted, oxamaincs ond coordin-tcs them when
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submitted, auad renders such other assistance as i1s prac-
ticcble., Dictation in matiers of detail properly within
the sphore of the supply arms and services 1s carefully

avoirded. The initiative rests with the supply arms and

services where 1t must always romoin 1f Quny real results
arce to be obtained.

SECTION II - NECESSTTY FOR PROCUREMET PLaIMTIG

5. Timc Element,- as tame 1s of the csscnec in var,
1t 1s obvious that a nation prepared to throw i1ts traracd
wan po-er promptly i1abo the conflict, backced by munitions
porcr, has an cnormous cdvant-gse over an opponcnt not so pro-
crode The importanc. of cerly deployment of n-tional pover
therefore nceds no nrgument, Troops i1n bobttle are helploss
1thout munitions, Suecess tacrcoforc l.rgely depends on
~degucte supply cither from +or roscrves or from ncy produc=—
tion or -~ combainction-of both, Wer posorves orce costly in
their ~ccumul~tion cnd meantencnee cnd should be held -t the
minimun necded to bridge the g p until ncv production c-n fill
~11 nceds. HNo- production, ~s corly am possible, ond 1n cdo-
qu~tc qu ntitics, 1s the go~l of procurcmont plcrming.

6. FProcurement Confusion i1a World “ar.-~ "When war
was declared there was a general haphazard rush of the supply
branches to place war orders each supply branch made 1ts own
contracts with private industry without regard to the neceds
of otner depertments."™ This sounds familior but 1t does

not refer to our own experience., It i1s from Platoff's ac-
count of industrial problems in Russia in 1914 {(Army Ordnance,
harch - april, 1931). Yet how similar was OUr OWR ©XPeTriCuce
in 1917! Largely to kecep the Wor Department housc i1v order
in the noxt cmergency, the National Defensc Act of 1920
placcd supcervision of procurcment plans with the Assistant
Scerctary of Wor and mcde him respounsible for on orderly pro-
ccdurc in ~llocoting the coxasting production capreity ~mong
the Army procurcmcnd “goneics, with appropri-te rcscrvoations
Tor the Navy mnd civilian roguircments.

7. Besis for Plomnming,- Since procurcrent plonaing
1s absolubtcly nccegscry if imiti~l woar-taime coufusion 1s to
be mimimized, vhet cre the esscati~l clements of a procurc-—
meat pl-n? Such 2 plen must furmish sctisfoetory ~nsucrs to

the folloiing quostions.
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Jhat 1s wanfed”

o

b. How many are needed and when®

Where can the item be procured?

lo

4 A% what rate can it be procured®
An analysis of these elements 1s necessary to a clear under-

standing of the problem.

SECTIOF IIT - BLEI®'™S OF PROCUREILL T PLaNTIVG,

s e 0 A e

8. _flhat_1s wanted”? - There are two separate view-
points on this question - the suoply viewpoint and the pro-
curcmont plamniug viewpoint. To satisfy the supply viewpoint,
1t 1s nccossary to know what 1s to be issucd to troops. This
covers a wide range of artieles, all of /hach must be covered
by spceificatioas, diawings or other informabiom acccssary for
procurcment. The supply catalogucs arc preporced by the supply
serviecs undor the supcervigion of the Geoneral Staff and in-
cludecs over 7,000 1toms. The procurcricnt plamning viowpoinb
rccognizes thet for the 7,000 itoms on the supply lists, there
arc tuo generel catogorics,

L+ Itcms for .hich plens ~rc urncccossary boc-uso
of ~mplc norer~1l suprlyces. Yo e¢~1l tncsc Ci~ss IIT 1tcms.

b. Ttcws which proescnt procurcment difficultics
~nd should bc covered by plons. These ~ro Cl ss I 1toms ~nd
%o a lesser extent Class II presenting minor procurement prob-
lems,

The chiefs of supply arms and services aie rasponsible
for the choice of the items for which plens are to be preparcd.
The assistant Sceretary of ar 1s naturally most intercstod in
those 1tems avd nas the Procurcment Ploas Division oxamine all
Plaus for thowm iv the intercsts of coordimnaticu CIONg procur-
11g QLCNCLCS,

9. It 1s not always possible 0 base procurement plans
on the items as listed ar supply catalogues. Sometimes 1% 18
necessary Lo break up an i1tem into components for placement of
orders. Here the procurement list begins to diverge from the
supply list., The Ordnance Department does mot order complete
rounds of Y5 mm shell. It procures separaftely shell bodies,
cartridge cases, fuscs, primers, powder, high oxplo-ives, and
coutainers and brings all of thesc componcnts togetiocr at
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another plant for asse.bly. To make vhese components, 1t
must also procure items never issued to troops bub neverthe-
less necessary for manufacture, like gages and other in-
spection tools. Plans are required for all of these com-
pogeuts aid for the finished 1tem. Wo further elaboration
18 necessary to show that the procureunent list can never

be 1dentical with the supply list.

10. Therc are 7,354 1tems on the supply list as
compared with 1,169 itoms for which formal plans will be
prepacced. The procurecricwt plaanisg list changes froe-
guently as planuiag procceds It should be noted that for
such supply scrvicces as the Quartcrmaster Corps and the
L cdical Departmort whosc items arc largely commercial, the
supply list cxcceds the procurcment planmding list, while
for the Chemical Warfare Scrvice with non-commercial items
tne roverse i1s truc.

1i1. How many_of cach itoem are nceded and when? -

This questioa opens up the basic subjcet of roguircments,

hore vas no mobalization plan iun 1917 to scrve as a basis
for rcquircronts for supplics. Such wmolhods as wore uscd
yere gucsscs which had to be changed frequently. Often
procurcvment orders had littlc rclation cven to such roquirc-
mcats as cxisted. This yoar {1938) we have a woll consid-
cred mobilization plar (Protcetive Mobilization Plan plus
Four Augmertation Plans} which has rcceuntly supcrscdcd the
General Mobilization Plan of 1933. Tho chief daffcorcence be-
tucen these two plans is that the man power mobilization of
the 1938 Plan 1s only about 50% of that of tho 1933 Plan in
the first four mounths, thus making procurcment of supplics
a morc pracltrcoble proposition in thosc carly critical
months.

12, any mobilization plaa to be practicable for pro-
curcment plonning must show ultimatce troop objcetives, the
ratco of mobilization wonth by month, the rate of transfor
of unmits from Zonc of Imterior to Theatro of Opcrations, and
the distribution of the mobilization 0 corps arcas. With
these data, 1% 18 possible to computc broop rocgquiraicuts.
The Geoneral Staff provides all of this informction in troop
basis tubles.

13  lonthly troop iequirements are computed as follows.
8. Initial 1ssues - The quantities required for

the orgarizations in the troop basis tables are derived from
Tables of Basic Allowances and Tables of Organization.



b. Maintorance ractor - To the monthly lssucs
1s added a maintonancce factor to componsatc for wastage or
maintesanco. The malvbcauacc factors vary widely for dif-
Torent 1toms and arc based on the oxporicacce of supply
scrvices, cithor from /orld ‘lar data or from poacc~timc
knowlcdge corrceted for probaolc war cffecets. The ncecs-
s1ty for reasonably accurate maintenance factors 1s appar-
ent 1f cxeessive total requiremeats from this factor are
to be avorded. Diffeorent meiatcenance factors for Zomo of
Intorior and Theatic of Opcrations arc also necossory,
those for the Theatre of Operctions naturally boiag greabor.

— e e S ot

plicd as a pereomboge to provide additionol stock for
toraffs of sizes ond Tor distribution throush the linc of
dopots. The perecutrgos renge from 3% to 50% For

Cl~ss I supplics, indaividu~l cquipmont cud ammuaitien,

thoy ~re ~pplicd to the mexamum wonthly roguircment for
1mti 1 1ssuc ~wd mristos~nec. Aside from - fow indivaiducl
¢~scs, tho meximum occurs ir the first month. For org-n-
1z vional couipment, the proscut toadeney 1s to opply the
distribution frctor to 1miti~1l issucs wrde c~ch month in
order to iasurc th~t theic romrains in the distribution sys-
tom the ruguired percuntege of the totol ~mount of the
perticul~r i1tem 1a usc in both tnc Zone of Inbtoricr ~nd

tnc The~trc of Opecrotions,

¢ Distributioa factor ~ This 1s a foctor op-

4. Defonse projects -~ This frctor covers the
roguirements for our oversecs gnrrisons ~nd 1is opplicd in
the first month,

8. vy reguirements - Scme i1tems for the
T'~vy _ad ilprine Corps ~re supplied by the fr Dep-rtmesnt.
These requirements ~rc ~pplied ~s requested by the ¥ vy.

14« Tho tos~l of these monthly troop requircments
described ~bove 1s shaftcd forw-rd onc month so thek sup~
ply is ~vrileble ot uhe bogimming of the mombth coneceracd.
All of the steps describod ~bove cre controlled by Goner~l
St~ff 1astructions.,

15. Thc noxt cloment brings ir tho Assistnut
Seerct~ry of Wei ~nd the supply servicos. This cloment is
monthly precurcment rcquircments, Procurcracas roquirc-
ments ~re delermined by deducting the stoek on hrnd (wr
rcscrves) from tac troop requircments ~ad toacn shifting the
figurcs forw.rd ~nother month to compcus~tec Ffor the timc
aceess~ry to deliver from the fretory to the ormy depots.
If there aue lerge wer rcs.rves, procurcment requircements
for the first fow moaths #ry bo reduced to zoro

B

) T ) £ gy

&l

%«;"\ A



16. lhere can the 1tem be procured and at what rate® -
By the steps just described, we now know what and how many
of any given item arc o be procurcd aad the months in
whieh 1cedod It 1s row practicanle to approach industry
for sources of production, for 1t must be borne i1n miad
that the govermment arsenals and depots can produce ¢nly
10% of the mumtions needed The cosrtact with industry 1s
obtained through the procurement district orgamization of
the supply scervices. The first step i1s to apportion the
monthly procurcment roguirerients to the various dastrictse
Tho district organizations survey the most suitable facil-
1tics 10 the districts and report their findings on sources
aad rates of production to the cnicefs of supply scrviccs.
The chiefs of supply scrvices tuneun obtain allocatiouns,
complcte or partial, of the productive capacitics of the
dosired facilitics frow the Assistant Scerctary of Tar.
The fi3nl step 1s that of obbainming acc.pted schedulos of
production from the allocated facilitics, or cstimabos 2l
accupted schedules camwot ba obtaincd. The important sub-
jeet of glloeations has buou covered in anobher lceturc.

17. Tho form cnd contonks of procurcment plans to
be submitted to the Assistant Secretary of Var for approval
are prescribed in Ciccular No. 2 of the Plasmigg Branch.
Tnis circuler deals with the details of plaas and pres-
cribes arong other tnings the use of Form 1, an abstract
of the status of plaus for any given item where plans are
NEeCEessary. The form provides for the assembly of the
dwta discussed 1a the previous paragraphs, including the
metehiag of requirements agoinst production, the cumila-
t1ve shortages or surpluses, and other pertinent facts
port~ining to tne 1tem. What appecrs on this form is often
the culminction of severcl years' work on development cnd
test of the atem, the assombly of techniccl data, the com~
putction of requirements, and the locotion of freilities
Tor which cllocotions cnd cecepted schedules hove been ob-
t.1ned. Sometimes cr 1tem reguires more det~1l than Form 1
provides., Such i1tems, or groups of items, cre covered by
gsupplement~l plais, some of which, like the Orducncoe plcons
for ~rtillery 1tems, are quibte clcborcte.

SECTION TV - uDUC..TIOJAT, ORDERS

18. 1In the currert fisc~l yeor, ~ unew and pr-cticcl
clenoent h~s becn injoctcd imbo the procurcrient plens program.
This 1s the oduc~troacl ordors progr-m. It h~s beon re-lized
for yorrs th~t the best gu-r~ntoc thrt nonuf-cturcrs who ~ro
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scheduled to produce noa-commercial muditions iwn time of
war can actually make good on therr estimates i1s to give
them small orders in time of peace to gain experieunce 11
the problems of tooling, routing of work, and identifica-
ti1om of choke poimbts. As a faet of historical interest,
1t might be noted 1uv passing that r. Howard Coffin, dur-
ing his survey of industry in 1916, wrote to Senator
Chamberlain, Chairman of the Senate Military Committee,
urging legislation for practical educational work in
industrial plants, The 75th Congress finally recognized
this aced in the Bduecational Orders Act and authorized
2,000,000 a year for five years to financc educational
orders for the most i1mportaat non-commercial items. In
the program for the present ycar, you will rcadily recog-
nize the aimportance of the following i1toms now being
handled from current appropriations:

Scmi~automatic rifle

Recorl mechanism for 3" A.A. gun
Forging of 75 mm shell
Machining of 75 mm shell

Gas mask

Anti~aireraft searchlight

19. What will be the effect of an educatiocnal order
on the war procurement of an i1tem® A conerete example, the
aiming circle, will meke the effect clear. The monthly
troop requirements for this item start off with a heavy
imtial M-day need followed by sizable monthly initial
eguipment and replacement reguirements undil complete mo-
bilization, when the demand becomes stabilized as a replace-
ment proposition, The present production curve for this
1tem indicates that liltle production can be expoctod before
the 4th month and that 1t will be the 7th month before max-
imum production can be reached, MNMcaawhile the requircments
curve duriag this critical pericd has beca diverging from
tne production curve so that a large doficit exaists in the
5th month 1r spitc of the application of the cxisting stocks.
An cducational order is now placced in the picturc. It has
its offoet on the production curve by climination of some of
the timc-waesting but noverthelcss nceessary proparations by
the manufacturcr to got sbarted. Maximum rate of production
18 obtaincd in, say, the 4th month rather than thoe 7th monthe.
The deficit in the 5th montn would be roeduccd to approxi-~
matoly 50% of what 1t would have been had therc boon no ocdu=
cational ordcr. It rught be argucd that the production curve
might be brought oven further back and porhaps climingtc the
defieit 1n the example given. This ideal can hardly be rea-
lized as there 1s an irreducible minimum of preparatory time
required even if an educational order has been used.
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20. & vital secosdary effect of educational orders
1s on the sizc of war rescrves. Obviously the morc ncarly
now production can meet the nccds, the loss tho rescrve
n.cessary to bradge thoe gap until producbion 1s an. accom-
plisncd facts As roscrves arc c¢xpoansive of accumulation
and mainbcuance and difficult to burld up to proper sizc
from pcacc-timc fuids, moasurcs aimed at reduction of tho
M1NIMUR War CCSCIVLS assumg pripary imporbance. It 1s
no phentasy to insist that tho cducatioanal ordors program
properly developed wizll be the chrof measurc i1in roduction
of theoorctical roscrve requiroments.

SECGIION V - VALUE OF PROCURE .FIT PLA.S

2l. Valug to Supply Scrvices.+~ Thc objsctive of
rrocurewent plaus 1s to provide chiefs of supply services
with workable arrangeiients $o carry out their procure-
ment missions. The sirplified Form Mo, 1 1s designed to
iuclude only the essential data aud to 1.dicate at pll
times just how the supply service stands for cay given
1tem. Revision 1s also cagys Frobable choke points in
produetiom bececome evident ovd lead to o scorch for a
solutioa, Somocvimes ¢ chrage of design to improve pro-
duction possibilities ariscs out of ¢ plon discussed
with ¢ m~muf-cturer, Impossiblc deficits which c-nnot

be met by av-ileble freilitics oftca ~pperr ~nd force o
cheuge 1 sore fecture of tno progrom,.

22 If Forwy 1 ¢~n bo completed for -n itom, 1t
¢ n be produccd in tmac of wgr, siacc 1l besic dota
cre % hond, If, for cexcmplo, the drowings ~rc not
~v~1lcble, the wrning 1s plein th~t the procuring
~geney is not reody, Costs cnd shipping deota olso
“ppe T on Form 1 ~nd bhrve their velue in mrking up wor

ppropri~ticn estim tes ~md for tr-asport-trou require-
ments,.

23. Thais form h-~s ~nother v~lue for comput~tion
of tae w~r reserves vhich should be mrint-ined, The
gre~test monthly cumuletive shortage is ~scert-ined by
inspection. This ropresonts the ueccess~ry anerc~sc of
cgisting stocks 1{ there i1s to bo a0 short ge bofore
productica ¢ n be developed., The stock plus the cumu-
1~tive short~ge gives the thoorctiesl wor rescrve. The
Froteetive lobilizetion Plru ~1th 1ts slower mrn-power
mobilizetion rceduccs the aceess Ty W I roscrves to more
1crsonrble fagurcs th n wos the cnsc with the 1933 Pl n,.
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curement plarns are rever enbirely cowplebed bub must re-
main fluid and respousive fo revision as the factors
charge  Often the scrubray of a plan comploted scveral
yoars ago indicascs that somec vital change has taken
place which has not boon coverod by a rovision. I have
11 mind owe plan whieh was apparcntly complotc but hod
the frtel defeet thot the fiem scheduled to produce the
1teom 18 aow out of busincss. Pl.ous arce of v-iuc oaly -s
long ~s thoy arc complcetc & up-to~d-tc,

24. JValue to Assistant Secerebtary of Jar - Pro-

25, The principal duty of tne Procurement FPlans
Division 1s to 1 spect the plaas abstracted on Form 1
and evaluate the picture prescnted. These abstracts
give an accurate portrayal of the status for a gaven
1tem a-d show whether tho chief ol scrvice concorned
1s prepared to procurc. Progreoss con be cvaluated. If
sigrificant shortages .ro appoaicnt, the chief of scrve
1cc 1s requosted to rovicw tac sitution with a view bo
improvoment., DMost import. 4t cnolic poiunts ccuscd by
short.gos of roew matoericls, mechines, skilled 1l-bor, or
other f~ctors c-n boe doloetcd -nd spoeicl studios uudor-
t.ken to corrcet thor.

26 Tnese plens also provide o broke for mo-
bilization plans. Obviously tae moo-power curve must
be dependent on the supply curve. If the procurement
progran cornot meet the troop mobilizeiioi, this fret
must be brought to the attention of The Geoner~l Stcff
s0 that the mobiliuctioa enn be brought awmbo liuc with
supply possibilitics. The abradonment of the 1933 lL.o-
biliz~tion Pl~u w s coused by just such a f~ailurc of
supply pl-as to mcoot the mooiliz vion curva,.

27. Coordin-lior studies of items procured by
one supply service with rel-ted atews in other supply
services form ~n import-nt duby of the Procurcment
Pl~nsg Division. R-dio cquipment, procurcd by thce Sign~l
Corps, 18 inst~llcd 1a t-nks produced by the Orda acc
Dopertment ond ~irple-ncs by the wir Corps Gos
shells ~rc procurcd by the Orda~sec Deprrimont, filled
by the Chemiecl T-rf-ro Scrviec with g-scs procurcd by
them -nd then tuineca over to the Ordu-nec Doprrimewt
~grin for i1ssuc, Anti--irer~ft cguipment is procurcd
by the Ordn-nec Dop-riment -nd tho Corps of Engincors.
Such 1toms must be coordinnted 1a their procurcment s0
th~t the cnbtirc progr-m ¢ n be kopt in b~l-ncc. It

&



clioke poiats 1u these related i1vems are discovered, the
chief of service concerned 1s roquesbed to bring the i1tam
1 to balance with the rest of the program

SECTION VI - PROCUREI LT PROGRISS DIVISION (TR)

28. FPrincipal Objcchives - 4l the boginning of
an umergeney, tnc Procurcment Plaas Division bceomes tho
Procurcment Progross Division. The priuvcipal objcctive
1s supervision of procurcoment with as little interfor-
vnec as possible with the actual procuicment by the ro-
sponsiblc supply scrvice, This is accomplished meinly
by obscrvation of progrcss and the applicavion of pres-
surc whenover procurcmcut difficultics causc the program
to fall bchind scheduloc.

29, Scetions.- The war plar of the Procurcmout

rrogress Division provides for organization into threcc
scetions.

Procurement neview
Contact and Purchase Information
Procurement Analysis

30. Procurement Aeview Sechtion.- The peace-
time duties of the Current Procuremert Branch of the
Office of the Assistant Secretary of var aie merged with
the Procurement Review Section bub the policies are
cuanged to suit war conditions  ltawny of the restric-
tioms on peace-tame procurencut must be relaxed to the
grcatest oxbent cousistent with lcgal procuremcent of
supplics whieh must bo obtained rapidly. Currcut study
of pcacc-time regulacioas indicates what rostrictions
will have to bc romoved or changed. Among others, ad-
vertising and competitive badding regulations will have
to be chan_cd, particularly for non-cormercial itcms.
Howcver, for most commercial iturs, competitive bidding
7111 probably still bce ocmplovede.

3l. Obther dvties of bhis seclion will be (1) to
supervise icterbra: ch procuremeat and foreign purchases
and (2) to i1nvestigate aad settlc suca conflicts inm
imstructions and procurement mebthods of the various
supply scrvices as raise obstaclos Tto procurcment and
arc not thc concerm of somo othor division of the Tar
Procuremeat Sramnch.
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32. Comtroct and Purchase Infommtior Scetionm.-
This scetion 1s the coutrcl soucce of informution in the
lor Deopartmeat on procurcricat. It 1s alsc tac liaison
cgeney with the supply scrvices ond the othor procurcmerd
«geneics of tho Goveryment, The outbrock of woer will of
coursc braing a flood of controcctors to VU-shingbon sockiag
busincss from the assistent Scerctcry of 7 r ~s procurc-~
nent dircetor of tac Tlor Departmont Ifnc Combr-ct ~ad
Fuich~sc Informriion Scebion will rocoive theso mon, give
thom such informrtioan ~g is ~v il ble »d send wost of
them boek to decl with tho procurcnont distriet from which
they e ma. If restrictions rrc placcd on procurcment,
this section will also review conbtracts of the supply
services to 1i1sure that the restrictions are followsed.
Close liaison with the Legal Division is also mainbained
on all legal gquestions relating Lo coutracks

33 Frocurement Aralysis Section.- The Procure-
ment Aaalysis Section i1s the principal tool of the
Assistant Secretary of Jar in supervising procurement.,
Its work 1s nainly statistical., Tnc facts about piog-
ress aad their eqnalysis to give a btrue picture of the
situation are fuadamenlal to control of the wnole pro-
gram Its most wrportaast duty 1s to locate choke poants
where procuremeut 1s lagging and warn all concerued
where pressure nust be applied Properly orgauized and
gr.ressively maanaged, this Scetion mighbt conceivably be
the norve ccrvor foir coordination of the thole procurc-
meub progran.

SECITON VII - REVIET OF STEPS IV PROCURE W' PLaNING

34. The slide wow oux the sercon shows lhe various
stops requircd to carry o mew non-cormorelal item from
1ts origiual genercl perfoimance spueific~iion by the
using, arm througa oll the procosscs accussary to final
procuruliunt plen Theic are 33 of tacsce stops undor
the Ordacncce Dopeortriont cyelc shoun ov the glide The
first 19 of tnom dcooling =raitn devilopment to stroadarcd-
1zot20m h~ve becn doscribod 1a anobher lecturcs. Tho
othor 14 stops "rc couccrcd with cctivities ~fher
st ad~rdiz tiron. Lo tholl eyele ruguircs yo~rs for 1ts
complction,.

35. Svep Fo 19 1s faivrl st wdrrdiz~tion. Fol-
loming this step for ~ time there ~ro two lincs of r~e-
tivity Ta Step 20~ the Ordu~nce ‘cr P1l~ 18 Divisior
reoucsts ~ bosis of issuc from the usiag ~rm, tho using
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inn (Step 2la) 1ecomneads a basis which 1s approved by
116 General Stuff (Step 22a) and returncd to the
Ordnance "'ar Plans Division for waslage factors {Step
2%a). The wastage factors are supulied by the Ordnance
or Plans Division and retwined to the Genersl Stafl

for epproval (Step 24). After approved wastage factors
are provided, the problem goes back to the Ordnance ‘far
Plans Division where supply and procurement requirements
are computed (Step 25) and furnished to the Industrial
Service, JVhile these activities arc i1n proeess, another
sories iavolving wuch detailed work is carried on within
the Orduance Department, The drawings end specifications
(8top 20b), woik on gage desiga, check of voleranccs,
cte, (Stop 21b), the preparation of a deseription of
marufacture (Step 22b), and the determination of spare
norbs 2nd nccessories for mainbteuance (Step 23b) are
11volvaed 1n this series. ‘1th the 1uformabtion from the
two seiries of steps at hind, the Industricl Service

toen tentctively copportioans the aecessory production to
districls for study (Step 26). Each district, offer
survey of suitcble plents, i1eporls the production
procoticcble from bhe District (Step 27). The Industricl
Service thea issues fin~1 cpporiioments to districts
~fter t~king into ~ccount whot the crson~ls cow produce
{S8tep 28). Tne Distriet obt~1as cccept.d sehedules of
produetion from allocated manufacturers for ats appor-
tromment and sends copies to bthe Industrial Service to
serve ag a basis for the procurement plan {Step 29). The
Industrial Serviee prepares a procurement plan for the
1tem (Step 30) which 1s approved by the Assistant Secre-
tery of 'r (Step 31) and returned to the Industrial
Service, A copy of the approved plan (Step 32) 1s pgiven
to the Ordnonce Field Service to 1adicate plamied ac-
cretions to stocks Tor issue aad the Ordnance VWar Plans
Jivisior 1s advised as to production so that any defi-
ciencles cull be i1eported to the General Staff (Step 33).

SEGTION VIITI - DESCRIPTIONS OF MulTUFACTURE A D
PROCURML B[ STUDIRS

36. Bufore closing my romarks, 1t 1s esscatial
thiat you have some coneceptica of several obtner fundamen-
tal detuils of procurvgont plonning, which I have barcly
nentioncd.

37+ You have hcard frequently of descriptions of
lanufacture (Step 22b) which arc handed over to o maanu-
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Tacturer along with specifications and drawvings so thatb
the mamufactuier can make a production study surtable
for his own plant. I will now pass around for your in-
spection a very fine example of a descraptioca of manu-
facture, the Upsetter Method for waking 3™ A.a shell,
M42, This description was made at Fraakford Arsenal
and is the arseunal melhod for wemufacturing this 1tem.
Incidentally the description i1s for an item which 1s
likely to remain standard for a comnsiderable period of
tuae  Tho procurcment ccguirement is 648,000 a month,
a sizable mwass production problom.

lote that the description covers the following
csscatial information

a. Soumc genoral wotes ow the arscnal's shop
nractice crpericnec {Lcicral i1aformation).

b. The general drawings

c. The list of operaiions showing tools,
number of operasors, outpul, a'd tne fixtures, jigs,
tools, aud gages.

de. The ball of 1mterial per snell and per
100,000 shell.

©&. 'Tae contracsor's inspectior ard the Gov-
ernment i1nspeetione.

£  Pac shop layout.
£e 4 list of machiucs rcguiica.

h  Tac dramngs of gages, tools, jigs and
fixturcs.

I% 18 recdilv apprccrated how valuacle this com-
pilation will be Lor a commercial manufocturer who has
never produced this shell., It 1s worth from four bo six
months in getting sborbed.

38. Producvion Slhudies for couversion of indi-
vidval canmcreial plants may almost be e.llcd tae key-
stoue ol thic woolc creh o1 1:idugtiicl proporcdncss whero
an cdacctioncl order hns mot boey pplicd. Such pro-
duetron studics ore <lvuys costly 1f the uccossory do-
tc1l 1s to be showr. Some (re foctorv pl ns, others ore
1marc lists of roquircmeuts. deretofore we have expected
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manufactureirs to make some sort of a production study atb
his owu expense, when he accepts a schedule of produc-
t10.  Sowe have patrioiically made such studies at their
ou1 epense but for many the 1tem has beem too heavy for
Justification 1n the corporate budget. TFor example,
certaiv Air Corps productzion studies would cost (15,000
to 20,000 per plant. Some day the Govermient will eather
buy production studics made by manufacturcers' personacl
or havec its own productioun cagincers in the districts to
salke sucn studics and sparc tno manufacturcrs this cx-
POLISC.

39. Tne productlow gstudy of tho Lyman Gun Sight
Corporation, ! 1ddlcricld, Coanceticut, 1s a good cxample
of a plan for a facility. This firm norwally makes gun
sirnts ana thercforce has cxporicncc, but plcasc aote 1n
the copy being passced around the detail for the relative-
1 small atowm, the toloscopic rafle sight. Below arc
the Clonents

a A bill of material avd preferred sources of
bcsic materials for every componeat,

b The tools and equipneunt with preferred
SOUrCeSs.

¢. The sub procuiemeat schedules for the order
(note thct therc are nome of bthesc in the plau theoreby
1rking 1t still incomplete).

d. A list of component drawiags.

c. The list of operatives, asscmbly routc shcots,

T+ nReguircments for power aond lebor,.

I do not x1ow what this plon cost the wmauwufacturer,
but 1t 1s obvious that plauniang work of this type must be
costlye.

40, 4 number of World /f&r monufoeturces wore no-
t2bly successful 1a their production of coerbtain i1tcoms and
1 ~ny rnnde up historics of their oxporicncc I will refer
to only ouc of thesc mistorics, thot of tnc Bortlobtt-
nrywerd Coivprny of brliamore, for the manmuf~cturc of
e rtridge ¢ scs. Ploosc noto ir tho cooy now being cir-
cul~tcd tnc folloving clcoments

-1 4w
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Tne list of drawings

b The eguipment.

lo

The descripiiou of operatious ad the tesbs.
4. The labor used.

e. The average oubtut per vachiue,

Probably the improved facilities of today would call for a

different method of wanufacture, but there 1s aevertheless

value 10 this study for what wmight be called the "sricks

of thc trade® in metal workirg. This compaay had to solve

problems 1m metal working «nd the hisbory tells how 1t was

dolxe. If T wore a dislricet crocubive loo%ing for cartridge
casc production, this book would be oanc of the documents 1.
my brief casc whon I visited a prospeoetive manufacturcr.

41  Somctirws ¢ losc sight, 1r our preoccupation
w1th tac nmon-couwrcieial i1tcas a d vao difficulbics 1a ob-
taining ther, of the piocurcmoat problum Tor rulativoly
sirple comnercial items where the factor of cuautity
enters largely 1alo the pieture. Q. . Procurement Plaa
745 now belig circulated 1s for o waist belt. Thers 1s
nothing difficult apout this i1tow 1n procurcement plaa-
s1ag. About 8,000,000 are regquircd im 10 wonths. You
711l nobte thot the Juarterraster Genorel proposcs to
spread this load over 20 plunts havi g o potemtial capo-
city of 46,000,000. He could of course get his produc-
tron frow o lesscr wumber of plm,ts, but the sprocd of
nroduction Lo 1vvolve ovly ¢ froctioa of pobtonbial pro-
duetiot hrs 1ts points of wisaoul.

-AGLI0 IX - CC CnUbI

42 &t besl, procuroment plocaviag 1s o long ond
todiovs tosk, imvolving tuch det-~1l.d  1d somcbiacs
wovotlonous woik. It e~1 poy no divideds unlil - wox
wicrgoney gulvomizes bhe country into mrximun etivaty.
If proporly c-rricd out on ~ goud beomis in tuac of
peree, 1t 1s re~sorble to cxpeeb thrt tac ovrly moss



production of munitions “/hich 1s 1ts ade~l ¢~u be re~-
lized Every effort hrs been m~de to est~blish ~ sound
b~sis. TYhe fuiure hrs yet to reve-l vhebner our plen-
wed runitions power will riu our next Joi,

Ok  Thotost~is of slides used 1u this lecture ~re
~v~11 ble for det~1led inspection in Procurement
rl~us Division, 0 o S ¥
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