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The National Defense Act in the famous Section Sa makes
the Assistant Secretary of War responsible for procurement
planning. The Act makes no reference to the status of a former
Assistant Secretary of War in this connection. Ia academic
parlance, so far as this College goes, moybe I have the status
of a dean emeritus! If this be correct terminology, the fact
1s nevertheless false, Before I became the Agsistant Secre-
tary, while I filled that nigh office, and since I relinquished
1t, my interest an the industrial preparedness cause has never
been emeraitus.

I can solve thie ailemma of titles by a dafferent approach.,
Whatever 1t may be as a former official, I am now a mamufacturer
so I can loock al the procurement planning wath a detached, ob-
Jective view, DPosgsibly what I shall have to say to you 1s unique
in this respect, at least I have been in contact 1i1th procure-
ment planning on both sides of the fence., Officially I served
the Bridgeoort Oranaace Dastrict during the war, Also officially
I gerved under President Hoover as the Assistant Secretary of War.
But before, during and after both these fours of duty, American
industry was my profession. Therefore my viewpoint might be
considered noutral as betueen the Army and industry. As a
matter of fact i1t 1s decidedly pariisan 1a favor of industrial
preparedaess hovever I look at 1t.

Let me first compliment your director, Colonel Miles, I
have knowm um for many years, e have served together in pro-
curement planning work. I knoy the thoroushness aand also the
broaduindedness which i1s characteristic of the man, and I envy
aay group of officers who are privileged as you are to be stu-
dents at this College uander his direction. Whether you become
experts i1n procurement planning or i1n strategy and tactics =
be you of the Army, the Navy or the Marine Corps - you are the
better for your studies here. If you do not mind a pun I would
say 1t 1s Miles better!

The real title of my brief remarks to you this norning was
sugcested by your Director: "What Cun the Procurement Planning
Officer in the Army do to Make the Task of Industry Easier in
the Next Mogor Imergeacyt?™ It 1g in the fom of a question.

In arranging my answers I vas temptea first to set down fourteen
pointe - but after all I am knom as o Republican. So with typi~
cal efficiency I have reduced the aumber to to. I 11ll tell

you vhat they are and then explain why they are., The farst carda-
nal rule a rrocurement planaing officer in the Army must follow
to make the task of industry easier in the next major emergency
1s, as I see 1t, in the veraacular, know your subjgect., The
second. 1s make up your mnd and keep 1t made up. All the rest,
good, bad and indiffereat, will follov from these two. Let me
explain briefly what I mean by these sumple rules,
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Speakaing from bitter experience of the World War, I think
99.9 per ceat of our supply preparedness mistakes in that coaflict
can be laad to ignorance. So far as I have gone in historical
research I think the same chacge can be made concerning supply
preparedness in every war in vhich our country has been engaged.
Our procurement mistakes of the Jorld War were not culpable;
they were blameless. Govermment did not know 1ts job and neather
drd 1adustry. Both sides were willing to learn but experience
proves that industry, being o going coacern, learns much more
guackly. I can cite the case of the Departmeat I know best and
in vhich I served to shov what I mean. Prior to the World War
the Ordnence Department was composed of 85 officers. Try to
1magine this handful of men underteking a production program to
the value of four aad onewhalf ballion dollars. It was a physical
wnpossibility to recruit men vho knew the Govermment problem or
wno, knowang 1t, were sufficiently versed in industrinl procedure
to do the right kind of a job. Your studies here during the past
vear have undountedly brought to light huadreds of incidents where
ignorance on one side or the other, or on both, vag the prime
cause of delay and waste. If you have not encountered ample evi-
dence that what I say 1s true, then in the remaining days of this
scholastic year toke a look at the recordl

Now the point s that officers trained as you are trained,
who know the sunply problem from A to Z, and who realize the
lamitations of the human equation, wall have Lo put your knowledge
inlo practice with as much precision and determinstion as a Lane
officer in command of troopse If you think I mean by that that
industry must be regimented in any wer task you misunderstand me.
Tndustry wall have to be led and you will have to help lead it,
Therefore should your training ever place you in the position in
after years of helping mobilize American industry for a major war
effort 1t will be up to you, knowing the pranciples of industrial
preparedness, to think in industry's terms and to give your orders
10 andustry's language, And 10 you are equipped to do lhat and
actually do 1t, you will be surprised at the results American
industey will produce,

There 1s one ma jor influence vhich may not be readily apnarent
in your studies here, I understand that speakeis regresenting the
orofessions and trades address you {rom time to time and thus ac-
quaint you with the progress American imdusbry s makin;, year by
years This progress increases irdusbrial power so thal today the
industrial power of the United States - and I merely state a well-
hnown fact - 1s the greatest the world has ever known, None of
your speakers as able to present a panoramic picturc of that powere
No adequate record of it exists from the standpoint of national
defense because 1t has not had bo be harnessed for war. Do not
make the mistake of believing that the power of today 1s no greater
than 1t was twenty years ago.
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Bul 1f you have absorbed simply the problem of warivine pro-
curement and 1f you have gresped the pranciples on which the solu-
tion to thab problem 1s based, then as a procuremenl planning offi-
cer your background will he factual and in all your contacts with
1ndvsbry, 1n peace as well as war, you will keep uppermost ir mind
two or three cordinal wrainciples, Industry has a big stale in
this country, hrgger than any one factor of our economic life,
Therefore 1t ll help delfend the country even to the point of
annihilation 2f that be necessary. Everything takes time, and
industry, no macter how competent or how well equipped, cannot
do lhe physically impossible, Time cean be saved but 1t cannot be
eluminated, Therefore be patient and humane and consicerates
Industry does not demand exorbrbant retwrns, All that 1t wants
1s to lave and produce a reasonable retwrn on its eirforts, There-
fore do not penalize industey any more then every factor of the
ugbion will nave to be penalized in taime of war,

Lastly, do not mcke the tragilc mistake of believing that
book knowledce 1s final, One of our greatest evils bodsy 1s the
Lootloose yrosessor, vho fral the sheltered precincts of his
laboralory thinks he 1e the world's best economist althoush he
mey never have had to mect a payrolls This injunction I give not
bo you cspecLelly b co all of use Let us not be so lfoolish as
to believe that because we lnow 8 thing or two we know 1t alle

For the second of my vro ooints, I intend to gractice whet T
preach. I say to youa make up your mind and keep 1t made up, Pro-
curement plamuing 15 no place for indecisions Indecision in war 18
equivalent to defeals I have noted what (.. Johnson, the Assistant
Secretary of war, has saird about not chenging standards in time of
ware That oolicy, 1f followed, would be a godsendes Do what you
can to see that 1t s followed,

Now samply because you are lo straive for defimitencss do not
think that I urge you to be hidebound, Every professional man has
a greater right to stereotyped thinking than has the soldier. So
your proolem 1s to keep the principles ol procurement planning be-
fore you and 1o hold to then fasl, let the application fit the
gaven sibuation,

May [ use the words of a great soldier of today to express
wiat I have in mind® Lel me quotc to you two paragrephs by that
distinguished Bratish soldier, Major General J., I's C, Fuller, He
expresses what T have in rond better than I could ever attempt to
do 1te lle says

"The fect, however, remains that we cannol put the clock
back, Taradey harnessed electriciby, lwilbur Vright inveated the
first prectical aeroplane, llarconi vasuly improved wireless trans-—
‘mssion, ond Harbcr discovered hovr to extract nitrogen fron the
aire, These men were not soldiers, neither were they directly
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employed by soldiers, yet their delvings into the mechanism of
nature have clenged the whole outlock of ware Uhy? Because

peace and war are onc and the same activity in tw different Fforms,
they are two concepbions of one and the sane i1dea, for war 1s an
1sotrope of peaces

ihe sumewe danger in war 1s not that the scientast all
cease to help the soldier, but thel the soldiec will cease to
understand the scienbtist, and, bound as he generally as to the
old methods of wai, will be unable to evolve aeu and more ecoNOIl~
cal mebhods oubt of the nev and more economicel devices science Jro—
vides haim witne Wothing 1s .iore depressing than to look veck upon
the Jast War and waleh gerersl alter general, throvgh misuse and
opacity of mina, throw away one invention after the other, or
attempl to anJly new weapons liake old ones, and consequently
sacrifice lens and hundreds of thousands of lives unnecessarllye
Even today, years after these events, the use tanks were put to
by the Britaish Haigher Command Ls a pacture so 1llogical that one
1s compelled 1o believe with Schiller lhat against stvpraity the
gods fight 1n vaine Millions of pounds worth of machines were
hurled into the mud and thousands of lives sacrificed, and this
600 years after Bennockburn was [ought — a battle whach clearly
showed bhet armovr wrll not float on water,!

In oonclusion accept my apologies if I have appeared to you
to be academics I have certainly anot intended to ve. I plead
gualty that I have tried to present to you two very sirple truths.
And I am hearvily sincerc when I say thet 1 you take kindly to
them and will put them into action vhenever occaszon of fers, you,
as vrocuremenl plennming offwers, wall have done much to make the
task of industry easier in the next major emergency., Indeed in
my numble opanion you will have crowned any American military
effort wath victory.
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@ I w:aulé like to ask about the impression among industry now as
to the personnel we hope to use in the control of the industry during a
ware Iz 1t supposed to be civilian or military?

A I think that they feel in a very much happier frame of ming
because they feel that as far as the Army is coneerned and the Navy,
they are going to have & much oleaver kmowledge of what they want, and they
realize that it wmill have to be a combination of both officers and civil-
ians, -and we hope tnat they will be able to piek ones that know the most
out of the particular industry that they happen to be in. 1 think that
was one of the tough jobe during the World War, some of the people that
were sent to the various plants. It was nobody's fault; they didn't have
enough of the raght type to go around, ihey weren't well versed on what
they should do. I think that you men here have the greatest opportumty
of anyone in the Army to be able to educate and send for th the right
type of meny and that is one reason that when we started here a few years
ago we said we would gradually have to pet the age limit down. We are
hoping that the man under forty-five will develop and beat the fellowbver
forty-five after s while, and so this age limt wall come down and we {eel
that by the time M-dsy eomes, 1 1t does, we will have a2 corps of men
that is so far superior to anything we had in the World War that they will

be very compstent with imdustry, I den't suppese you will have enough

o
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men by that time. l ’

Q The reason I asked that question is that a very great masny of our
readable columnists keep warmng the country that the Avmy snd the Navy
plan o take military personnel and put them in charge of huge industries
in this co mbry, and naburally we don'l feel that they can conpete with
a man who has spent a life learning the manspement of these industmes,
and I don't think we have any ambibion.

a That was never the intént. I don't care how pood & man is,
he ean't go into a new plant and suporseds the regular management because
it would take a long while 1o get its ALl he ean do 15 to aesish and
watch and see what is being done and see if ho is gebting what the Army
or the Navy went. That day would mever come where you would ever have
anyone go in and take chirvge of a plant. By the time you got through
it would be & good deal like the Covernment rumming the railroads. When
they got through there were no railroads,

D I would like to carry that thought just 2 little further and
perhaps phrage it & 1Little differently. It hag seemed to me for sometime
that the question on which the disagreement amses is, jJust where should
the line of demnreation come betwsen the military man trauned in the Army
and the industrialist trained in industry, Whers should the one pick up
and the vther leave off?

& I thank that the one that comes in from the Army should see
every order that comes to that plant and if any orders not either directly
or indarsctly in the interests of wimning the war come in they should not
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be fllled. I mean that a man coming in from the Army or Havy would see
and follow whal 18 being produced and see that nothing else is rTun ir.
Take our own case - instrument cubbing tools. They sent two officers
there. 1 sand, "leave us alone, let us produce. You can see every order
that comes anW" %o lost all of cur commercizl business. Vhen we gob
through we had to begin over again, We didn't sccept any orders excepb
those that had been spproved, That is more or less what an Army officer
in procurewent would do, follow 1% and see how 1% can be speoded up.

But as for running & plant - never., They are not suppossd to, and they
certainly couldn®t do it as well as those there now.

Cenersl Wesson: This is a very important thing thav we are tallong
about. I am glad that it has come up because I would like to say a word
about it« There is an impression getting asbroad. Ceortain remarks that
have been made about this College are being interpreted, of course, in-
correctly, that the Army is trairdng & lot of people down at this College
and elsswhere to run industry. That makes a terrible imprsssion out in
the world, a terrible impression, gentlemen, I gm telling you, anc that
ought to be combatbed. 1 don't know what is the best way to do 1%. OF
course actions speak louder than words. In my corps we are combatting
it by our actions because we have many opportumities to be closely
affiliated with industry,

I{ may be that somebody should wderteake to answer some of these
allegations which attempt to establish the fact that the Army and Navy
are setting up an orgameation and training men to run industry. We are
not doing anything of the kinds What we are doing 18 that we are trvin

ints.

to train men who will work out waith industry plans to meet our requilfrem
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In the Ordnance Department, and I am sure in the other corps, we nover
fail to point out that we have %o depend upon industry to de this work,
Wie are not trying to tell ihem how to do their Jobe Wo are trying to put
our problems in front of them ana work out with then a plan for doing it.
Of course when war armves there has o be some control of indugtry, and
the control should be measured by the conditions that existed. We should
let indusbrral freedom govern as long as it will, I think Mr. ¥rank Seott
brought that oul very forcefully., Of course there will have to be some
superagency for the allocations of power, and that sort of thing, but in
that the Army is s:de by side wmth the industry that is doing it and
trying to get from this superagency a proper division,

Bo let us take every occasion to combat this insidious thing because
it is ineidions and 1t is making a very bad impression, I don't lmow
whether I have seid too much or not, but I feel very strongly about what
I have said,

¥re Payne: I think you are sbsolutely correct.

Colonel Miles: There 18 no question at all, gentlemen, but what vou
hit the nail on the heads In some way we should combat the insidious
propaganda which has emanated from o few well~meaning people who just don't
know what they are tallking about,

Ceneral Wesson: I don't kmow whether they are well mesmng or not.

Hxs Paynes In my warious talks around the country where I am talking

to industry and various mixed gatherings, I have beon trying to impress

upon them that indusbrial preparedness does not mean producing a lot of
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the articles themselves, All we want industry to know 18 to know eveorything
"it shall r&qm:ré , gages, 'gmﬂﬂ ,‘ and fixtures, to produce. Take a typical
casey that order you gave the other day to Vanchester. That doesn't mean
they are going to produce but got the eguipment ésufficient o produce
and know how to praddca ‘8o that on H-~Gay %ﬁa’; will have pubt them at least
¢lghteen months ghead of the games On many er the orders it is simply
the "know-how", nob to go to work and produce & 1ot of articles you don't
require at thé present momente ;

! In Colonel Seott's lecturs to us earlier this year, speakang in
the matter of when the superagency, like the War Resources Administration,
shiould e seb up; hia thought was that the big nen ";,hra% would be required
to £ill the important jobs on that agenty would not be available early
in the war, He was mf’elrmng back o ‘the experience in the last wer
whe}% he said it 'tmal; aa’;‘;e;*al months before the real bag men were willing
to leave their business and come and taks the dollar a year position.
Yot we have heard recently the thought expressed several times ihat 1n a
big emergency the War Rescuirces Admnistratoon should be set up early.

A I think it would be much easier to set 1t up thie tume than
last time. They all realize they should have come into the prebure much
earlier, I don't think ym; would have any trouble in the nexi emergency.
That War Industries Board would not be filled by the same men because
they w@uld be a Pew years too old, 1 think they learned their lesson
on thaty I thunk it would b set up gcfcci and guiock.

G@ioml Hiles: Certainly if they are not ready all the missionary

work that has been done Jds to no avail,
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Mry Payne: In the next war we have to furnish our own material,

i have told them we would have a different situation next time, In the
last war England and France furnished the materisl and we furnished the
mens BNext time we will furmish our own material. The situation ig
entively different. There iy no comparison. These human beings that
think they can draw & check and get something for it! They can't any
mores It has to be made. We wull have to depend on ouwrselves only. I
don't believe we will get anything from anybody, the next time,

I waz wondering if any of you apprecisted what Cermany got when she
got Czechoslovakia by way of the smount of materiel that she received.
It is perfectly appalling, what she scquived overmighbt. I don't lmow
what the percentage is, but it is very high, a tremendous lot of the
things that she nesded.

Cemeral Wesson: I have seen the mumber of airplanes. Cernany
bas the best equipped amy in Burope,

Q I was going to ask about profits in war. Do you feel that
profits should be limited to 10 percent or 80, or shoulc they be laft
alone?

A I thisk i x5 211 darned nonsense, They are going to take 1%
away from you anyways They way they run the profits tax I don’t think
it makes any difference. They ave Just talking sbout somethirg they know
very little abouby spparentlys

Q There wes a point expressed from this platforn about the fluidaity

of mongy in hand, Once an unsorupulous man gets 34 in hand 1t is hard to
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get 1t back and it flows out into various places, but the honest men who
keeps a fine set of books gets hit by the fax direetly and allows the man
who 18 ungeprupulous aia) exepsg profit.

A  The type of industry that would be available on Y-day I thank
you will find homest. It is only the small wnit that maght be & lattle
difficult, but not the larpe ones, I don't thank you would have any
#1fficulty there, and with the audits that are made and the checking by
the income tax people that are made today, I don't think there would be
any loophole there at all. If they don't get you the first year, they
do the ném. - l

'@ TWe have had lots of lectures from ‘hhei platform with reference
to industry toward war profit, taxes #nd all that. Would you care to
eXpress yam; ¢aaf;:»:‘i.n:%.\:m as to what you think sbout the present type of
contract forms that are usaé, or what type of contract forms are going
to be of most interest to industry, and just how industry feels toward
the method-of contract?

A T think 3t all depends on what'you have to buy. It iz very
easy Lo get & price on anything that 1s standards These educational
orders that are going to be plaé\ed will guve them a 1little line on nrhfa’s
they will be able to produce, and the quentity, and they can easily give
a price a.%gr getting into production. Durding the late war certawn ‘
artidles we were buying weré gradually reduced as we got into pm&actzion
end fouind out vzs&}aﬁ they could be made fm:f after they got the Ybugs® GutT
After they get thei:r dmw&ngs and gagea,f tools, Jigs and fixtures, so ﬁh\?y

can produce in quantity, then the price sutomgvically comes down. “
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Goneral Wessons Don't you think that an generdl industry prefers
a flzed price contrant?

My, Payney &hsaluwiyﬁ a8 goon as they are jable w get one. They
can start off on a watchful walting wntil they find out what the cost is,
&;ﬁ the quantity will reduce S,t; Byveryons will say they want a fixed
price where it con be obtained and as soon &8 it cen be obiained.

Q I would lilke to got some further ideas of yours on this question
of standardization. I den't think i"‘b'hew is snything more importent. You
must not change standards in war time. OF course that is oppossd some to
%;i:xe iden of progreges I think whet you meant, of courde, is thal you would
not change your standards on a particdlar contract, standmrds adopted on
%i«&w?nga you progress have a hew ‘;nadeal. Tou will set that stendard up,
stert a new coniract and swing in on that one?

& fes, the only trouble is whether or not you would have to start
from scrateh, whether you would have time to do thats We should not shift
during war, You should gel your idess now and gebt your machinery, tools,
Jigs and fixtured, and then sit tights " There is o question but that during
war somgthing will come along whii:sh will be an improvement, Any changes
that #1211 be made will simply be to maks production easier, that is all,

' g You ars familiar with our system of gllocationss The point has
been ralsed ::.n some of the hypotheticsl = tuabion studies here at thel
College wherein & company would campla%.n because they had not received
orders after being alloeated for production, l Row, %3:;@ thought has occurrad
also in that connection that in line wath what you s#id & moment ago

wherein you were 7‘2*1%11&:115* estopped from producing for commercial consump-

t1on during the war and losé & Iot of yow business. There might be

& "o [ wﬁw
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argument on the other side that a firm gllocabed might be glad not to be
called upon to produce end thersby bulld up a position over his competitor
who is sngaged on war work.

&  Of course the snewer to that is what we have to make. Hvery-
thing that we make would be absolutely what was needed in time of war,
and 1t is easier for the Covernment to go to the larger manufacturers,
which does gve the emall units & chance %o develop commercigily, They
did during the last wars They cantt gpend dine ging avound to these
emall plants that hove twenty-five people and get any production, You
have to go the voad of least resistance and get your supplies from the
larger preducers in any line, I think that is true and it does give, in
every line, ihe small manufapburer who is gobilng under way an opportunity
to get somewherey bubt he hag a difficult dime pettang his raw maberials.
For instance, stesl -~ I imagine those menufasturers who haven't Covern—
went orders have to wallt some time for steel,

Oeneral Wesson: Yes, 8ir, and a correction for the situation he
brings up is being attempted by not takine 811 of & man's eapacity. Ve
sre only teking & certain fraction of thelr capaciby in these war
sllocation orders.

¥r, Payne: The next time will be nuch betber. The last time they
ook everything we hady and more Yoo,

Colonel Miles: Wé do want to thank Ceneral Wesson for nis romarks,

I think that we nesd 1o ergage a 1ibtbtle more accurately in couwbabiing some
of this propagands directed against the College, The gentleman who spoke

-
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to us the other dsy, My, Cherne, was very emphatic about that point,

and T thaink that some definite steps must be teken, OF course, many
stops are being taken indivectly, as Colonel Payne pointed out. Vherever

i we have & preparedrness minded individnnl, he lmows the arswor. He knows

thet we are nob brying bo regiment industry, but that we are tryuny to
cooperste with industry. Perhaps 1t is Just as well to let some of

these people have their innings - let them get out on & linb and keep

’ ; it upy and they wll come down with a great thud,

Ve certaiily want to thenk Colonel Payne for coming here ths
morrings I have never been with him yet that I havern't gope pway from
mim with gome very hard common sensg puint of view which comtactwith
hin has brought owt, I am sure everyore of us will go awgy with an
inecressing Pespent for him and for that same gosd hard common sense

walch has made him the man he iy, and, gentlemen, he's @ real man,
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