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The meeting was called to order at 3:15 p.m.,

COLUNEL PHILIP: This aftemoon we heve the pleasure and privilege of
having Colonel Corput with us. He is the Commending Officer of the S5ignal Corpe
Ground Signal Agency end he has kindly consented to come over and tell us a
little bit about his organization which comprises all of the latoratories.
Colonel Corput.

COLCHEL COEPUT: The Signel Corps Ground Signal Agenoy hae as its
assigned mission the control of the development of all Sigmal Corps equipment
sxcept thet equipment actually used in aireraft or in connection with the
navigation of wiroraft. Thet eliminates airborme equipwent and elso elimin-
ates such things a2 redio beacons snd blind lending equipment. Weare in on
that one with one set only. You notice I said, "Control development."”
Actually we pre doing very little development in the Agency. Carrying on
from there it is also ny respomsibility to furnish to the Procurement Dis-
trict the necessary informstion to permit them to place & contract, to assist
these proocurement distriocts durlng the fabricetion of the equipment, to see
to it that engineering bottlenecks are corrected, and when deliveries of
equipment start, to work with the Procurement Distrioct and the Inspection Zones
to see to it that the Uovernmmt gets value meceived. Therefore, taking a
unit of equipment fromthe time of its inceptionn until the time it wears out
and becomes obsolete, it is mine except that I do not sign a contract, I do
not do the expediting or eny of the various negotiations end renegotistions
you go thkrough and I do not do the routine inspection, but the technical
responeibilities for the equipment sre mine, with those exceptions, from the
oradle to the grave.

I care to the organization in 1938, gt which time it consisted of
eighty-two civiliens end six officers. It reached its peak strength last
sunmer before the Procurement District was teken awsy, a peak strength
of approximately fourteen thousand. Our figure now is approximately sight
thousand civilians snd three hundred officers. To compare it with the peak
strength we had before you would have toa dd Colonel Philip's streagth to
that. Between us we probably have about nine thousend civilians, That is
e differsnce of five thousend from the pwak.

I think the next thing is to give you e brief discussion of what
the table of organizetion is. You have been given copies of it. I will
go over it on the board and explain why it is set up in this way. In that
comection I would like to point out that since-I hgve been in the organi-
zation it has been reorgenized, has had about four or five major reorgani-
zatione, and minor reorganizations contiauously besides. The orgenization
has not remsined static. It has to be fluid to adopt itself to changing
requirements. It has had four or five major reorganizations. This present
organization is the outgrowth of my personal experisnce with the organization
since 1936 when I ceme to it.
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To start at the top of this orgenizetion, you will find right
along that it is m little bit different from what you nommally find. One
rengon for the difference is the n mber of officers and number of civilians 1
have. In & standard Army outfit where you have the Articles of Viar %o
back up your derands end don't heve to worry avout Civil Service Regule-
tions, you give an order and thet is an order and you don't heve to worry
ebout it. They still operste with one officer responsible for ten men
whereas I ar operating with one officer responsible for twenty-three menj
g0 I heve had to be rather judicious in the use of my officers. We start
8t the top with the Comranding Officer (See Organizetion Chart~Exhibit I)
end we go down to the Executive Officer and to my four major operating branches.
I would like to point out right here that my Executive Officer has a de-
toured path that comes arouad lire this (illustrating on blackboerd ). The
only time that my Executive Officer is involved in the Jjob is where it
affects more than one of the mejor operating divisions. If it affeots only
one, it does not go through him, il goes direct; in other words, he is my
man whom I have between me and my opersting peopls eo thet when matters come
in he sees thet the ball ien't dropped. It only goes through him if it
concerns me and more than one of my operating divisions. It is & little
different from the normal setup where you think of everything going through
the Exaecutive Officer.

We start out with the Engineering Division and that ie broken down
into various groups. 1 will discuse those in detail later, but in this
division all the mctuasl engineering work is done, all of it. Remember that!

e come to the Quality Control Division. This is the outfit that
I hold resoonsible to ses to it that what tris bunch over here (referring
to the Engineering Division) invented is produced. They are 1ot an emgineer-
ing outfit. They do no engineering. Hemember thatl

And I have my two ogerhead outfits over here, the Service Division
end the Meteriel Division. The Service outfit ie my overhead group and
tekes care of the Adjutant's Office, my guards, motor transportation, personael,
payroll, intelligenee = all the dirty worl necessary sc thet these peoplse
(referring to the Engineering Division and Quality Control Division) cen
concentrate on their own specific jobs., The linteriel Division is my own
privete procurement and distribution service to teke care of my Laboratory.
I buy my own davelopment modela, mlso my housekeeping materials. I have
this divided up into two major groups, the Procurement asnd the Storage and
Issue. I have these normal;.ppendages up here, Fiscal and Control. They
are no different from what they ere supposed to be anywhere. The Control
outfit is supposed to be my planning outift. Actually the way I am using
it I er conbining the two, Bxecutive Officer end Control Divieion. The
Control Division only comee in on something that "covers the weterfront™,
because these outfits have control divisions of their own. The caly tine
the Control Diviesion comee into the picture is where two of the divisions,
two or more, are concerned., The Fiscel outfit keeps track of my cash and
my cost accounting and budgets, and things like that.



Coming back to Imgineering, I have the sngineers scattered. That
was done for a purpose. I have three major branches of engineering that
interfere with esch other, redio communication, radioc direction finding,
and redar. Those physically have to be seperated. If youarse irying to
line up & radio direction finder and somebody is sitting in the next lot
hanmering eway with & 2.5 kilowatt set, obviously that is golng to "jazz"
up what he does mad radar interferes with everybody. Though it was nec=
essary to have three mejor separations, we started out with Squier Labora-
tory at Fort Moamouth, end it wasn't blg enough, so that means I have four
laboretories. I originally had a nice building there which I couldn't throw
to the wolves, Lut which could not hold any of these three (referring to
radio communication, radio direction finding, and radar). So I have For:
Monmouth Laboratory = that was the original laboratory, which these three
outgrew = Eatontown Signel Laboretory, Camp Coles Laboratory and Camp Evans
is radar. BEestontown iz RDF and Camo Coles is radic oommunication. They
have other thinge which have been fitted in there, wire and meteorology,
sound and light, ete.

These thre~ laboratories I have here are my major development
lsboratories (referring to katontown, Cam» Coles, and Camp Evens). They
develop equipment. The requirement comes in for a telephone central.

That will go 4n to the Eatontown Laberatory whieh have RDF, wire, sound

and light, ete. So the switchboard would go in there. The switchboard,

one of these rear area switchboards, involves & lot of things besides just

a switchbosrd. 1t involves & truck, maybe. It involves batteries. It
involves nowaer units. And anyone of those thre¢ we will find in a radio

set and alao in & radar set. I watched the people build radio sets, radar
sets, and wire equipment. They sit there in their lovely laboratories

with & nice big bench and a 13t of electric outlete along their wall. They
design the electricsl perts of the set proper, the redio receiver and trans-
mitter, but they don't design & power unit or any trucks for it; they for-
get about the new battery pesck necessary. The chances are they forget sbaut
the cordage. In other words, the development engineer that worked on a
radio set wants to work on e radioc set and nothing else. What happened

was they rushed around at the last minute end started to pick up the bits
and pieces”, and came out with & set, The result was thet we had many
different power units, may different types of cordages, etc. So I took

Fort Monmouth and gave then &ll the things that "cover the waterfront",
power units, betterles, microphones, hesdsets, fecsimile and alsc ocom=
ponents like ocondensers, resistore, sockets, etc. In other words, this
outfit up here (Fort Monmouth) is my laboratory of "bits end pieces.”

How if I get a requirement in to build a new rader set - let's
take an elaborete redar set = it will inelude the radar set proper; it
will inelude possibly a radio communicetion set, vire communication equip-
ment, truck, trailers, power units, end thet will involve betteries, micro-
phones, hecdsete, end all thier other junk over here. The way that is handled.
is this. The prime responsibility for the development of the redar set .
goes to +he Tadar Laboretory, but they sub=contrect the development of the
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redic communicetion which goes to this outfit (Camp Coles), the wire
comtunication equipment to this outfit (Eatontown), end all the "bitse

and pieces™ down to this outfit (Fort Mommouth). This gang here (Radar)

is responsible, you might say, for writing the epecifications for these
other people (Camp Coles, Eatontown mnd Fort Monmouth) to go under. Then
it is all supposed to come out the far end of the spout with the right
enswer. One advante:ze of that is thgt the men who dosigned the power

vnit 18 a man that designs power units for a living, thet is his hobby and
he is interested in getting out the best power units and as few powsr units
&8s possible. The same thing is true about batteries end miorophones and
heacdsets. I have been trying to put this into effect avout a yeer and a
half', Every once in & while I find s power uait ln one of the lalLora-
tories hidden away sc 1 come out and taske it to Fort koamouth. I found

one laboretory that wes growing fungus in three places, It wasn't a
laboratory thet was supposed to be doing it. It was this one (Camp Coles).
Every room you went in there they had e little box, all kinds of glass,
sweat all over the walle and lamps = they had the most uncoordinated fungus
program, I can't afford to have thet., I don't heve enough people.
Certainly I don't have enough supervisory personnel.

How before I get eway from the Engineering Division are there any
questiong on that.

§. Did I understand that your fungus growlng function is in
Fort Monmouth?

COLCNEL CORPUT: Yes. This is my "bites and pieces” and, my
fureau of Stendards.

€. Colonel, the fungus, was that for the testing of the different
sata?

CIOLONEL CORPUT: One of the things they got into in the South
Pacific with their equipment was that it grew long whiskers inside. They
have some bugs that like to east wvarnish, paraffin end things like that,
and the set comes out with whiskera; it becomes shorte-circuited.

Q. VUhere do you handle tubes?

. COLONEL CORPUT: Tubes should ba in Fort Monmouth, but since
my tube fecilities were in Camp Evans, I had to put it over in Camp Evana,
It should e at Monmouth but I physically don't heve the space to pubt it
in MNonmouth.

Wow, so much for the Engineering. Remember this
i8 the outfit thet does all the engineerings They have all the micro-
voltsrs and monkey wrenches, soldering irons, ete., over here in this
Engineering Division, these verious lesboratoriss.

Now, the other outfit you are interssted in is the Luality Contrnl
Division. Thet is the outfit you will meet face to fece most often. The
Guality Control Division has four msjor brenches = Specifications Clear-
ence, Field Engineering, Maintenance, and Project One. Let's take them
in order.
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Specificstion Clearsnce Branch = the responsibility for digging up the
engineering data for a specification rests with the Engineering Division.
Remember I said that the responsibility of these people (Enginesring
Division) wes ¢o tell what wes to be bought. They do that by preparing

& 8pec., but engineers are lousy spec. writers. They forget all the nice
little standard paragraphs. They will tell & man that he will have to use
standard condensers, but they forget to tell him the specification number.
They turn out & lousy spec. These people (Enginesring Division) prepare
an outline of the specificetion and cover the engineering requirements end
thea it goes over to this outfit, Quality Control Division, and the Speo.
Clearance Section gets it. This outfit (Quality Control Divieion) doesn’t
have any authority to do eny sngineering. They cannot change any engineer=
ing requirement set up by this one (Engineering Division). They cen make
sure thet the spec. i# in the proper form, that it is complete and all
the proper clauses are in there. It is a review of what is done by this
group (Engineering Division) and also the processes of printing are taken
care of, ste. That makesz people very unhappy. It makes Washington wmhepoy
and sometimes the procurement districts unhappy, but in the long rum it
will mean less irouble bscause the chances are you will come out with a
better apecification. For every time it causes deley, it will save time
ten times over because it is written down according to the "rules of the
Medes and the Persians.” That is the reason why the .Procurement Districts
have negotiators and contract writers. The negotiators don't write the
contracts. You have specielists for those, to teke an snalogy. My Field
Engineering are the people that you are golng to be dealinpg with a great
deal., These are the "Indians"™ thet ere out in the field to see that

the stuff that is manufactured is menufactured in such a way as to have
usefulness in the hands of troops. That is their primery mission in

life, Equipment that we have bought in the last few years, in many cases,
has never been built before. There have been many contracts where we
haven't even had a model. We had a desire and have written that desire

up in a performance specification and it has been necessary for the devel=-
opment to teke place at the seme tire that the production did and that

is a very tricky setup. The normal procedure of having the drawings snd
specifioations hos practically been non-existent for the last three yesrs.
It is necessary then for somebody to run out to the menufacturer’s plant
end interpret the specifications. And that is done by the Field Engineering
Branoh of the Quality Control Division. How you might say, "Why don't we
take the engineers out of the leboratories to do that?" Actually we do,
but when I take the engineer here (Engineerinz Division) to go to the
ménufacturer's plant he walkes over here (Quality Control Divieion) and goes
out that door and not this one because this man's primary responsibility
is seeing that the Government gets what it pays for, This men (Engineer-
ing Division) says what it is end this man (Quality Control Division)

sees to it thet they sre delivered., The minute thiz man (Engineering
Division) starts out to & menufecturer's plent, his responsibility is %o
this man (Quality Control Division) to see that the Govermnment is not
getting short chenged. This fellow over in Quality Control has all the
setup for meking things legal. If the engineer walks out of this door
(Engineering Division) he is apt to oblizate the Contracting Officer for a
half million dollers on a change.
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You, gentlemen, have been watehing Industry work in the bounding
deys of peace and you know that Industry never sent an engineer out by
himself, except very seldom and then they would call him a sales enginser.
In pescetinag, they would send a man out of the commercial part of the
firm slong with the engineer to meke sure he didn't telk out of tumm,

Thet is the same thing. That is the purpose of this. HNow, these boys

of the Laboratory, as I say, are not frogen. If Colonel Philip has trouble
with one of the countracts snd wants help, I go to Colonel Raynsford and he
goes to his commercisl man and also borrows some men here (Engineering
Division) and they go out together. Like this man Peterson. He was out
for sbout a month and a half and is going out again., He came fror here
(Fatontown) and went out as a representative from this section (Field
Engineering Brench) .

Carrying that back to an individual set, if we start to buy a set
that 18 still rather nebulous, the pecple that know the engineering phases
of it ars apt to be transferred over here (Quality Control Division) lock,
stock, and barrel and work for this man (Field Engineering Branch) until
production i8 underway and then go back home and become engineers apgain.
But when they cross the borderline, they leave their monkey wrenches
and screw drivers behind. Thet is another reason for not sending engineers
out in the field unattended. Engineers alwaye want to change thinga. There=-
fors, they always go out from Quality Control and not as engineers. The
Meintenance Brench is designes to see to it that the necessary ritusl is
gone through with to see that the equipment opsrates satisfactorily after
it is delivered. They prepare and keep up to date the maintenance list,
liets of spare parts, "bits snd pieces,"” etoc. Also their basic directive,
which I am not able to do very much about becsuse I haven't enough per=
sonnel, callsa for them to rush around end inspect the shops in the in-
terior, snd the shops over in the theaters of operation. Again I have
troubles with people wenting to do engineering. I find them inventing
teet seta, but if they need a test set invented they should go back to the
leboretory here (Camp Coles). Everytime I find one of these men with a
microvolter in his hand, I transfer hin over to the Engineering Division,
This (Ground Maintenance Branch) is a peper work organization as it is
setup now. Their responeibility is to eee to it that meintenance lists
are made up for every plece of equipment sc we know what to buy to keep
them going and the muintenance lists are made up for svery plece of equip=-
ment so0 we know what to buy to keen them going and the maintenance lists
are ket up to date.

Then I have a Project One group which they eall Equipment Improve=
ment Brench. That is a misnomer. I don't like that. That is what we oall
it, but nevertheless it is wrong. Just by calling it Project One and
remembering the discussion is better than thinking about it by that title.
We et & greet many reports back on equipment. We get log sheets beck.

We also get letters "belly-aching®™ sbout things. We send observers out
to the meneuvers and overssas to get information about the egquipment and
they write resorts. Allthat information is no zood to us unless we do

=B=



something about it. So this is the filter place (Equipment Improvemant
Branch) where all the information comes in. It comes in to the Project
One gang, the so=called Equipment Imorovement Branoh. The unsatisfactory
revorts all come in to them. When a given plece of infomation comes in,
they can do one of three things with it. If it is an isolated instance
they file it sway and don't do snything. If it comes in meny tines,

there are two possible courses of action, They cen either change the

et or change the maintenance list. That decision has to be made, whether
the set should be changed or whether the maintenance list should be changed.
Now, suppose, for example, that we mssume on & given set the life would be
five hundred hours and we find that in that set one particular tube has
only a life of three hundred and fifty hours. They will have to analy:e
the situstion and &ee what will be involvei in re-designing the set or
whether it wouldn't be preferable to buy some extra tubes, If it was

five hundred hours that droppe” down to three hundred aad fifty they
would probably tell the Maintensnce people to change the tube practice.

Ef it was one hundred and fifty they would probably %tell the Eaginesring
Division tn change the set; probably get out a modification kit to take
care of the difficulty. This Project One gang has to maintain a case
history of every set. Also they hsve to prepere "bed bug"” letters be-
cause there is nothing that gripes the people in the field as to write

in and not get any answer. We get, however, letters at the rate of

three or four hundred a week and you can't give ther sach a separate
enswer. So we are trying to get up "beg bug" letters. You probebly

know the story about the man who wrote to the Pullman Company complain-
ing about a bed bug he found ia his berth. Back comes a letter from

the president of the company saying thet they were indeed very sorry to
hear that such a thing could happen, that they had never had a complaint
of that kind in all the forty cdd years they had been in business, that
they had fired the steff, end had fumigated the car, ete. It just happened
there wes & little slip of paper clipped on to the letter which said,
“Joe, esend this guy the 'bed bug' letter."

Mow, one of the questions that oomea vup is when does the respon-
sibility go from this outfit (Engineering Division) to this outfit (Quality
Control Division). It is very hard to decide someti-es. This is develop-
ment up to the tire the dralt of the specification is tumed over to this
group (Quality Control Division). Then this group (kumlity Control Division)
is supposed to "herd it™ on from there.

Now, for reasons of continuity even though we are dealing with some=
thing that is stlll very much in the engineering stage, the Procurement
District is goigg to-have to keep this outfit (Nuality Control) in mind also
because eventually this out fit (Quality Control Division) is going to carry
the ball and we don't want to seand a man in there without his imowing the
story. Even on a brend new pisce of equipment, where this gang (Engineer-
ing Divieion) haven't even started a specificetion, it is necessary to
involve Quality Control in it the minute we start demling with the Fro=-
curement District so there will be a case history built up on the eguipment
and Quality Control will be able to take the Lall when this fellow (Engit;t.r—
ing Division) finishes carrying it. It won't be dropped in the middle of
the play. The fact is that I have Colonel Msier and Colonel Raynsford
running these sections and they are very cooperative and I maintain no
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wetarstlght compertments. With a little experience the friction thet
hee existed in the pest betwesn the Procurement District and ourselves,
will iron out. The Frocurement District's channel of comnunicatioa is
norrelly through kuality Control and they stould have Quality Control in
on it because if they don't there will be a time when the Procurement
District will have to deal with Quality Control end they won't know what
they are talking about,

How, let me gee, I have an outline of pointe they wanted me to
cover, “"Funotions end reeponeibilities of laboratories under SCGSA."
Well, the laboratory, as I ssid before, is responsible for what it ie and
fur duing only engineering. Therefore, uader the heading they have hers,
"Design®™, the Laboratory Engin“ring Division is responsible for design.
The next subject heading was "Test.” By "test™ now we are distinguish-
ing that from inspection. "Test™ is to determine what it is thi first
tire around. Inspection merely means, "Keep it the same way."” Incidentally,
this outfit here (Quslity Control Division) is forbidden by law to own
ricrevelters, mecakey wrenches, and sorsw drivers. If they want some-
thing tested, they heve to send it to the Engineering Division. And
cbviously the gang that tests it must spprove it. This outfit (Engineer-
ing Division) is responsible for what it is. On new development uatil speci-
fications are jelled, the chennel is more or less between the Procurement
District end the Engineering Divieien with lieison to the Quality Control
Divigion. Oradually it shifts until in the final stagez it is over here
(Guslity Control Division) with the channel back to the laboratory. As I
seic before it is difficult to say in & given contrasct just when you shift
over, It is a game that has to be played with a lot of ocoperation and if
it doesn't operate with ccoperation it won't work. There is a fundamental
difference between peper work and engineering and thqr are both inwvolwed
in eny contract we heve. | e
"Changes in equipment under contraet™ - the changes in equipment
under contract cen come up through verious ways, It can ocome up as an
unsetisfactory report, in which case it goes through Project One group, end
if they decide a change is necessery it pgoes to the Engineering Division.
They deeigr the change, make the necessary changes, and come out with a
draft of the spacification ,hich goes over to the Guality Contrel Division
and down to the Procursment District, the same as & new piece of eq ipment.
There are changes thet come up froem the manufacturer. The menufacturer
finda out he can't get that and asks, "Cen he use something else?™ That
has to coms back here (Quality Contrel Division) and go over here (Engineer-
ing Division) end back sgain. HNow, if it were to go from the menufacturer
direct to the la‘hon‘tnrya it is very apt to resuvlt in the lsborstory esaying,
"Oh yes, that is fine," and then a few weeks leter the manufacturer points
with pride and seys, "The laboratory told us to do iy, so we won't deliver
eny sets this month,"” or "The sets ere going to cost twice as much.” So w
don't l=t the engineer in the laboratory telk to the manufacturer about
thinge like thst without haying the commercisl man with him. Everytime this
man (Quality Control Division) suthorizes a change he is either going to
pey for it, in which case it is golag to be sent over to Colonel Fhilip,
or he is going to say that the eh&nﬁt will nnt involve any increased cost
or change in delivery or some such "eye wash" es that. Ih other words
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the lawyers have to get their finger on that.

Waivers are with us always. A manufacturer can't get a certain
definite kind of & gadget thet we cell for, 30 he ealls in with tears
running down his face, "I would like to have a waiver. I°d like to use
something else,” or he takes a contract and then he can't deliver just
exactly what we calle” for. We call for a transmitter that pute out =
hundred watis and his transmitter puts out seventye-five, 80 he weeps
bitter tears and calls for a waiver. Colonel Philip has the "P" Line
hanging over his head and he wants the manufacturer to deliver. Hhe
calls me up and says, "Can we waive?™ I have to cmsider the service
usefulness of the equipment., If I think it will impair the service
usefulness I can't grant & waiver without going to the ultimate consuper
might be the Air Force. If the Alr Force asks me for a hundre” watt
transmitter and I waive it down to fifty, they get very mad about not
getting value received. If the case is sufficiently greve, I refer it
back to the Air Corps and say, "A hundred wati receiver can't be delivered
for six months, but you can get this fifty watt receiver.” They either
oome back and sey, "We want them at fifty watte] or "Nothing doing." I
can't meke that kind of a decieion myself, On the other hand, there are
some kinds of decisions I can make. The question came up on & certain
direction finder belng bought for twe purpcses, one was for air navigation
and the other was for a radio intelligence company. The specific require-
ment was that it should be accurate, let's say, plus or m'nus a half
degree, or something like that, and the menufacturer was coming along
with most of them that good, but some of them running up ms high as two
degress. Colonel Philip and I telked it over and I told Colonel Philip
that all the onee that were over the origiral requirement, but under the
two degrees, provided they would send it ¢to the radio intelligence company,
would be all right becguse the range they wera going to use it for was
short; if you are just worrying sbout some enemy radio station over on
the other side of the hill, a couple of degrees doean't make much differ-
ence. But we oouldn't waive for the other purpose. In that particular
instance I would waive for one branch but not for the other. It was
unfortunate that they all were going to the Air Corps so it didn"t help
Colonel Philip any. I have %o limit my weivers to decisions that don't
meterially affect service usefulness. Thecretically, I know what the
stuff is to be used for, end these points come to ze end 1 either say we
can waive it or I will have %o go to higher authority.

The third heading on this agende is the "Quality Control Divieion."
Item one is ™A1l information cleared through Guality Control Division."
I pointed that out before. Officially all information goes through Quality
Control, although in the early stezes on the contract going through there
is largely a liaison matter., That is for the protection of Colonel Philip
and the Signal Corps as well as for me,

all=



If he depls with the engineers, no one engineer can dnswer all the guestims
but he will try to do it. This grouvp of men (Quality Control Division) lmow
which enginaesr to go to for what, You take one of the compliepted sets lilke
the AN ,J’}JIFN::L I defy anyone engineer to be avle to answer all the questions
on that set, There are twenty-five or thirty distinot types of gears that
era going to require distinot engineers to mnswer the guestions on them and
it would be geking the Procursment District too much to expsct them to know
which engineer to go to, unless they 5o to the Quality Control Division, or
unless they want to build up a stgff the size of the one I have. They will
be ept to go to the wrong engineser.

The next item ia "The need for a single clearance point.® I have
peinted thet ouwt. All operations are coordinated,

The next item is "Was the inspection zone properly notified?™ I
think I will pet into that for a minute, Up until a year or so ago, the
laboratery up hars actuslly did all the inspection on the production equip-
ment but that was not sconomical. Now, I shouldn't say the laboratory did
all inspection, but a large portion of it., General Farmer of Philadelphia
did a 1ot of ity Dayton did e lot of it. There was one time in the Newark
Western Electric Plant when there was a bunoh of enginesrs from Wright
Field, from the leboratory end from Philadelphis, 8ll in the same room
in:paoung condsnssrs to go into the three lines of squipment . It becume
obvioua that something had to be done about it, that all routine inspection
would have to b® centralized. So they set up t.!n Inspection Agency under
Colonsl Harrie with his headguarters out in Dayton. EHe has inspection
tones around the country and resident in!pictnrn in all the mejor plantt.,
Remember I told you we bought this from the “"glesm in an engineer's eye”
standpoint, We dm't know what we ere going to get until it is finished.
Sometimes we have to build a lot of them before we are sure. Colonel
HBarris, with the type of personnel he has, can't inspect equipment of that
kind. Ceolonal Harris inspects on asssmbly-line basie. He is oparating
the thing with "§25.00 a week™ type of persomnel. Hs bas to, There is not
enough high olass engineering help available to do it eny other way. So
until we find out whether the red light ought to coms on or the greem light
ought to come o0n, I have to have en engineer out there to sheck the equip-
ment. So we come than %to what we cell “a pilot run stege." This operates
mtil a definite inspection procedure is set up complete with chapter and
verse in writing, so you can hire Mary and say, "You do this,"” and you hand
her m little sheet of paper and say, You connect the red wire to binding
post one snd the green wire to binding post two and push the button on the
front of the panel marked "XI™ and if the light comes on, the set is gll
right ." That i2 all she has to mow. In some cases I will have a field
-ngmur in the plant and Colonel Herris will have a resident enginser.

We won't teke amything until both men say it is all right. This man
(Enginesring Diviuiﬂnf say8 it is okay from an engineering standpoint.
This man (Inspection Agenocy) counts nuts, bolts, and screws. So long as
it is in the pilot run atage, we have both these pecple in the plant and
sach cn® has to sign the acceptance slip on a given set. After we get the
bugs out of the equipment, get an inspection procedure written up, we kill
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the pilot run end put it in s production rum. This man (Quality Control
Division) comes home, This man (Inspection Zone) cgrries on. If something
goes sour, if it is a minor matter, this man (Inspection Zone) will call
back through various channels and gets himeelf the field engineer back
there to get thinges straightened out. If it becomes very sour we will
call it back into the pilot run stage again, and I will move in on the
plant with my engineers and sotually take over the operation of all in-
spection and get the thing straightened out an if necessary, change the
inspection procedure. I will give you an example of that. We had one
manufacturer who, without telling anyone about it, - this is eomething
that happens all the time, they change something without telling you -

he changed the material in the grids of his wvacuum tube from & hard to a
soft platinum, Theres waen't a test that showed that, but by the tine
the tubes were delivered to the depots, eighty per cent of the tubes were
broken. There was hell to paye. So a brand new pilot run was started.
We had to develop a new test procedure to insure that they couldn't slip
a s50f% grid on un, something that they had never tried to do before.

Every decision that affects production in any way should be made
of record because it automatically becomes part of the contract. When
you write a specification, and make up some drawinge and the drawings say,
"This little screw up here is going to be 1/4‘, 6, 32 , round head, brass,
black nickel plate, and if a manufacturer wents to chenge that to 3/8"
screw and you authorize him to do it, you heve to make a record of that
and put it in the file for this resson. There used to be only one reasen,
now there are two. You have to assume that everybody who authorized that
change might die and then the sets would be rejected by the inspector,
That wes a change in the specification so it has to be made of record.
Feason Ho. 2 is that these demn committees go around investipating from
Congress and they'll say, "My, my, he is gyping the Govemment." So in
order to aveid an appearance of evil, the moet minor changes must be re-
duced to writing. Jawe-boned agreements made in conferences are not worth
6 damn. I have been at to many conferences where nobady decided anything.
Then I would prepare myself a lovely set of minutes in which I put dowm
all the things I wanted. Practically everything had been seid at one
time or another at the conference and that was my understanding of it.

T would send it proumd to all the people who were there and if they didn't
% e%, that was law.

Tnder the next item, "Are changes reguested by contranotors
rerdt Clearad?™  Gisages aad requests Ly contrectors obvicusly
musgt be cleared &8s expsdiousliy as possible, otherwise, we don't et
production, but on the other hand, sometimes g contractor will ask for
a very innocuoue change that om the face of it deesn't seem to make any
difference sad yel might make the difference between a set that will work
and one that won't be worth a damm, So the rliannel on requesting changes
is through hers (Qavlity Control Division) to see to it that it goes to the
right individuml. If possible this outfit (ﬂmlity Contrel Divisaion) will
suswor it gnd if they can't answer it they will send it over here (Engineer-
ing Division), Ooccasionally, you will run #ntean obvious change that we don't
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give yov en answer for & couple of months because we way have to run life
testa, whioh take time. It i3 better to weit for a little while gnd find
out scmething ebout it. HNine times out of ten when the menufacturer asks
for a changs like that, it is dw to their own earlessness in not plac~
ing the orders acon smough, or they would have what they need,

The next itemon the list is "Pilot Run wve. Preduction Run." I
think I hgve discussed that guite & bit alregdy.

Item D 48 the "206 Form.," I em not very clear on that. If it is
what I thinlk it de, it is the form that suthorizes a change. The purpose
of thet is to tgke care of this 1/4", 6, 32, RHE which you went to change
into 8/3% serew, Everytims s change i made you have to £ill out the form
and it becomes part of the contract file. In that condection there are some
intermediate steps that I hgve left out here, perticularly in regerd to
producttion rims. If there is'a production run the theoretical chain of
sormend would be one of two ways depending on how the comtract is writtem .
There is a mepufecturser and down here (illustrating on blackboard) is the
laborstory end there is a question up here. "Fhet will you do with it?®"
One way of handling it aocording to Hoyle would be for the manufacturer
Yo ask the resident engineer that works for the inspection agency, ask
the inspsector, and the resident inspector may ba able to snswer it. For
example; on the substitution of the serew, He might be able to answer that.
Sometimes he can and somstimes he cannot. 'Thare are places where the
change would be disastrous. 'Scme places it wouldn't make & damn bit' of
difference. The resident inspector goss back to the inspection zone and
the zone comes to the Inspsction Agencoy Headquarters and thenathey come
down here to-the Procurement Distriet. That is theoretically the way
it happene. Then the Procuwrement District sends it to the laborstory.
Practicelly, howsver, at each one of the inspection zones, I have an
enginesr end a llaison officer, s 0 if this man (resident inspector) sends
it in to the inspection zone, they can snswer it, or if not, they call
up on the telsphone and get the answer from the laboratory concemed, if
the snswer can be given that quickly. But if the gang has to make some
checks, they say; "I will call you back,” und then meke the test and
furnish the inlfommation back. That is one way of handling it. The other
way of handling it is if the manufeeturer goes to the Procursment District
send the Procursment Distfiet in turn goes to the laboratory through the
Quelity Control. In eany case, this should be Quality Control and then the
laboretory. The contrects gre written hoth ways. In the pilot run stage
of the thing, the inepector on the ground, whom I have there, should be able
to snswer the question and 4if he can' snewer them, he calls up "home base™
ané gets the answer. DBut as I say, these telephone inguiries back and
forth ere vsuelly reduced to writing on'the 206 Form. They meke u record
of them and &t the end of the week they write down all the changes they have
euthorized during the weel,

For the "Combhined responsibility of SCGSA and the Procurcment
Distriet," the protlem, the combined problem is to ses to it that the
Government gete equipment that hss combet usefulnesa, at the time when it
will ‘do some good, end doesn't pPay sxorbitant prices for it. My responsibility



is to see to it that it has ocombat usefulness. Colonel Philip's responsi-
bility is %o see to it thst it is gotten on tize snd the Government doesn't
pey an excrbitant price. Of course, seeiag to getting it on time ls also
my responeibility because by my enginesring decision, 1 can either see
that equipment is delivered, or not, so that Colonel Fhilip and I reslly
share the responeiblity of seeing to it that it is delivered on tire.
Colonel Philip expedites it from the standpoint of correspondence and also
digging up the material necessary to go into the equipment. He takes care
of the precedence retinge, WPB end gll the other thiags that it takes to
zet components and raw materials to the proper place at the proper time.

I snter that in the baok door, in that if Colenel Philip finds he can't
get a certaln gadget it may be that I ocan substitute ancther gadget that
will work just as weékl end thereby have my share of the expediting. It

is a responsibility of the two agencies that cannot be divided. The
minute either one of us surrounds himself with a water-tight wall, the
thing is going to fold up, Either we are going to get equionent that

is no good or we won't get equipment at all. If I quit playing ball

with Colonel Philip, he has only one alternative and that is to build

up an orgenizetion as blg a8 mine and I don't know where ha ies going te
get the people, unless I fire mine. There is a grave shortage of compsteat
anginesrs.,

Do you have any idea what the output of Industry was before the war
sterted on communiocation stuff? We have gone up something in the order of
a hundred in the production of redio equipment and we have gone up consider-
ably greater factor in the cperation snd maintenance of the equipment due
to the different types of eguipment we have., The equipment that was built
before the war ceme in three general categories. The biggest markst, of
course, wes the home broadcast set which was built for a price and used for
a couple of years and thrown away; the amateur squipment which was a amall
part of the total output; and the commerciml squipment, which was also a
small fraction, whichwas installed and opersted and maintained by experts.
We have increased the amount of that equipment by a facter of a hundred and
we are batting it all over the world so that the maintemance preblem, the
supply of spare parts, is thousands of tires worse than the peace time
piecture and that hes required redio techniciamne and radio engineers, all
that we can get nnd then it is not snough, both in the Service snd out.

The Air Service Command, for example, have radio technicians scattered all
over the world. Just to zive you sn idea of some of the little things

that you run into =- we have trained and sent off to the "races® sore-
thing like sixtesn orystal grinding tesms to grind quartz oscillator corystals,
oomplste with equipment. They were trained hera so that when they get out
to & theatre and somebody breaks a crystal for a certain channel 32, let's
sey, they don't have the supply problem of not having spare corystals for
that channel, end the orystal grinding tesm grinds them one right from the
quartz blank. We have these teams scattered around the theatres now. Tak-=
ing orystals, for exemple, we make more crystsls per day now than we made
in & year, two years ago. Among the erystal grinding tesms we turn out
more orystale than all Industry did two years sgo. 4 erystal grinding teem
oonsists of one lieutensnt, three or four soldiers, with s little truck.
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I weot to 'emphasize the shortage of engineers. I was talking with
He jor Craxer during the iantermission about the apparent discontinuity between
tha Procuremeat District and the enginsers. If we had competent enough en=
ginesrs, the Quality Control Division would not be negessary. I can count
the pumber of engineers I cen trust out alone, to answer questions, on the
fiagers of my hand, This gang here (Quality Control Division) are my commer-
tia 1 people that I heve to have in there to keep the system from falling down.

We ores setting up or have set up a system of teams batween the Procure-
ment Distriet and the Agency, I am goiag to have one representative and Colonel
Philip is going to have one and the pair of them will follow cne given item
frow the time it is a "gleem in someone’s eye" until it is washed up. Colocel
Fhilip*s ground rules for his men give him & lot more latitude than mine, be-
cause you cen write the rules for procurement; the ideas on contracts are
proatty well jelled end you can tell & man what he can or cannot do under a given
sot of circumstances. It is far more difficult for me to set up ground rules
on how to angwer technicel gquestions., The quastion mey be on the design of
e battery thet will stand vwp in the trepics or it may be on a repeater for a
wire line, s¢ about all my man cen do is to keep a case history of the set he
is responsible for; and know intimately all the people that might be laovolwved
in it 8o when the question comes up he cen get the right man to answer the
gusstion., So this man with his knowledge of my organization and the csee his-
tory of the case and Coleael Philip’'s man who has the corresponding knowledge
of Colonel Philip's organizetion end the autheority to make many decisiocns in
his own right, the two of them working &8 a tesm, we hope, will stireamline
production & lot more than it is at the present time. The question there is,
to build up the personnel. I started mine, in a large number of cesaes, with
engineers. As rapidly ss I can train sdministretive parsonnel, I am going te
sudstitute them for enginesrs. In the firet pleocs, if this man 1e an engineer,
unless he is a second Steinmetsz, he is going to be tempted to answer questions
he do=sn®t know anythiag ebout. The sscond reason 18 thet enginesrs are too
damn rare for me to tis up fifty-three good engineers just playing ping-pong
with Colomel Philip's correspond ng number answering fool questions about
one particulsr set. This engineer, if he is & receiver specialist, might be
enuwering ‘questions on four or five different sets. We could hege him in this
lot (Engineering Division) and hawe the commercoial men know where he can get
to him. I teke the credit for originating this tesm thing.

I think that .dn“rn the agent that you have sent down here. I will
be plad to answer '‘eny guestiona you want to ask.-

Q- I8 'a resident inspector in the war plant for the full run of the
coantract?

COLOYEL 'CORPUT: Yes. ‘He is in there during the pilet run and pro-
duction run: 1 ‘have my fleld engineer in there during the pilot run, As
soon &8 he fets Jinspection procedures lined up, he comes home and turmns the
responsibility over to this man (Inspection Zone ),

Q. Would you elavorate a little bit more, Coloael, on the extent
to which the laboratory as well as the Procurement District work and.procure
for the Air Corpe? You started out by saying we do not do very much for the

Alr Corps.
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COLCWEL CORPUT: I em sorry I did not make myself clear there. Tedo
not buy the equipment that is carried in an eirplane or, with one exception,
used in connsction with air navigation. In other words, we do not buy sir-
plane radics that go into planes, and airplane redar thst go into planee, nor
the interphone system they talk tc sach other on, nor the blind lending equip-
ment and the beacons, but the ground equipment for the Air Corpe I do buy. I
buy their direction finders, or design them and Colonel Philip buys them, I
buy the ground radar. The air-borne redar they buy themselves. Thelr wire
line equipment is bought by us and while Dayton buys the Met squipment. I
dovelop that also. The dividing line there is the stuff that makes tie air-
plane fly snd get®s them dowa to the ground, they buy all that, “ut ell the
other stuff I buy. Ths ground-to-air communicetions is designed by the Agency
here end bought by Colonsl Philip or Philadelphia.

Q: T wes at Fatontovm and I kmow thet there wms work done there on
et egquipment to be used in an airplane. There wae a gadget being built for
uge in an airplene,

COLCNEL CORPUT: Those ars sxceptions. I em giving you this genersl
ruls. In other words, it is like all rules thers are veriatioas from ii. That
one particular gadget you are referring to was built by us was becauss Wpight
Field would have to set up a Met Sesotion themselves, so they zeve it to us
and took sxception to the rule,

Q. If e piece of equipment is found unsetisfactory or & new one
developed while the old one &8 still in production, how would the Procursment
District be informed of a out~bgok or change in putting new equipment in pro-
duction? :

COLOHEL CORPUT: I will %ell you how it ie supposed to work. How it
works ie in the hande of the Gods. Thet goee back to the fundamental idea
of how we get at this squipment in the first pleace, which I should have
touched on probably and dida't. We down here do not tell the Army what it
wants in the line of communication equipment . We ars working for some customer
who tells us what he wants in the line of what he ¢alls military charscte ris-
tics. UHe wants a radio set so big that will talk for thirty miles, etoc. He
will heve & brain storm snd we build the nearest approximation to that, and we
send it back to them for test., The idea fromthe field trickles into the
board of the using arm, for example, Field Artillery, Anti-Aireraft, etc., snd
they channel the thing down through Weshington and Washington sends it up to
na, sends it to the Agency, for development. I develop it. It poes back
to the board. They approve it., Then it goes over to PAD to buy it. FeD
then come to me to find out what it is. What has happened there? The chain hgs
been from the boerd of the using arm to Washington, to the Agency and then
back to the board for approval and through Washington to F&D and then home to
roost. I make winor changes gs a resuvlt of umsgtisfaotory reporte without
telling anybody, Thet will chammel sometimes between just the Agency
and PAD. Occysionally, on 'a very important minor chenge I will send it to
the board and it will go around the whole rigmarcle again. Of course it 18
one of the minor changes, Colonel Philip and I egree on when we whould put
it in production, without saying anything to enyboday. We just tell
the menufacturer, “When can you change ", and he seys, "I cen change
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on set no, 930," and set no. 900 comes out ohanged. On the msjor changes the
board hes to meke a decizion as to how important it is, whether they want to
stop production, whether they want to continue production, end eventually
“he Heguirsmeata Section of General Harrisem's office issues the necessary
ordsrs gs to when it is to be done, Theoretically that's it. There is an
intersting side light on this thing, The normal length in peace time from
the time this thing hits the board = we will put the manufacturer over hnrll
and then we will put Jos Soldier over hers (1llustrating on blackboard),

the ultirste coasumer = the length of time from the time the idea hits the
poerd to the time it hits some soldier was seven years. So you can ses

whet we have baen up against in trying o get equipment being bought now was not
in zxistsoce in the spring of 1940 in eny shepe, form or manner. We have had
to do & lot of telescoping. Any other guestions?

2: Colonel, you mentioned both Colonsl Philip end yoursell which
means Monmouth Signal Corps Procurement District? These men have hesrd a
bit about Philsdelphia, what mabout them?

COLONEL CORPTCT: W#hen 1 ap-'i‘,i: d_!' Colonel Fhilip and myself, most
of the trick stuff is being bought by Colonel Philip, but when I say

Coloasl Philip the same thing will refer to the other Procurement districte,
either Dayton or Philadelphia.

The meeting was adjourned at 4:45 p.m. "

=18=



E SI1GYAL CORPS |
l GROUND S1GYAL AGENCY

| Commrending Offioer

 — i

CONTROL DIVISION I

s ——

i FISCAL DIVISION

I EXECUTIVE DIVISION

|

=

ENGINEFRING DIVISION

Lisison
Staff

Teohniogl
sStarf

i Fort Monmouth Sigznal
Laboratory
(Detroit Field Station)

Eatontown Signel
Laboratory

(Dugway Field Stationm)
(Tobyhanna Field Station)

Cemp Coles Signel
Laboratory

i Camp Evens Signal
' Laborstory

QUALITY CONTROL DIVISION

jipecification Clearance
Branch

Field Engineering
Branch

Ground Sigos 1
kpintenence Draach

Equipment Imnroversat.

‘Ploride Fisld Station

——

i HBrgne

L R - —

MATERIEL DIVISION

Purchase Branch

Supply Branch

Adminietrstive Branch !

e

SERVICE DIVISION

b
; Adjutant
E

Intelligence & Publie
Relationa Staff

Civilian Personnsl
Branch

Specialized Training.
Branch

Security & Building
! Maintenance Braoch

Faoilities Branch

Forms Supply Section

valsetiye Toervice
oecticn

ADHEOV 'TVNDIS QENOND S440O TVNOIS

avGdequejdeg Qg

JHVHD KOTIVZIEVOHD



g Fd g . P )

e AN " i
T A ] ¢ R S S A . < . o e

]

& m._.-r.ﬁ i ...x.w = _.,_w..q. S e 4 m- & )rn i b o R
; [ e | AN ._.._.r:.-l.-..ﬂ_....l......._.!. Adiajn V....l.... s~ .e.it....._.lu ol 11...-(.-.-_. u:.‘.l.. .ﬁ#.ﬂ. A

e -

AR L .. I.| -_«.._lr..l..u..rl.

|-_.
'.
e ] ek e -

[ .I.F..-u!_l...ir_: t_.}igﬁu r.._ie._-.t.._..;__..r

- % Loy
i T ....1?.!...,5__...1_ P AL RS e e B L L S Lis

i

&
k
E

=T TNy

ROV R T




