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IMPORTANCE OF INDUSTRIAL MOBI~IZATION TO THE 
~ GROUND FORCES. 

GENERAL ARN~TRONG: 

Gentlemen, the Industrial College i~ making every effort to~ break 
down the barriers between the Army and the Navy and between groups within 
the Army. That concept has even gone so far as to hope and expect, and 
with considerable Justification, , that the Ground Forces will take an 
interest in our work and in our destiny. I think that the reason for that 
is certainly obvious. After all, what all of us are doing here is to try 
to do a Job so that the Ground Forces and the Air Forces will get the 
equipment that they need with which to fight. 

The speaker this morning has had such a distinguished career that 
there is no need of my reminding you of his contribution to winning the war 
in Europe. But I can tell you that 10ng before that happened, General 
Devers was an outstanding authority on armor and tankwarfare in the United 
States. In that capacity he worked v~ery closely with the Ordnance Depart- 
ment'. We tried to do everything he wanted. We designed weapons" that would 
meet his tactical requirements. 

Gentlemen, I have the honor and the privilege to present to you Gen- 
eral J, L. Devers~ Commanding the Ground Forces Of the United States Army. 
General Devers. 

GENERAL DEVERS : 

General Armstrong, members of the staff, and student body: It isa 
great privilege for me to be hers this morning to talk to you. I amnot 
going to read a speech. I am Just going to talk. 

First I will talk a little bit about the Indust~iai '~ College; then I 
am going to tell you a few of my experiences that I think mmy interest 
you; finally, I will tell you what we are thinking about in the Ground 
Forces, in an effort to enlist your help, for we do indeed.need help. 

Now, about the Industrial College--when I was on duty in the Office 
of the Chief of Field Artillery, and as a student at the War College, I 
attended~ some lectures with the students of the Army Industrlal College. 
i did not realize at that time, however, the magnificent work that would 
be accomplished by your school. I have heard it said that the Army and the 
production men did not get together before the war, but I know that in 
this College all the groundwork for industrial mobilization and planning 
was coordinated. That is a matter of •record. There was great ignorance 
in the United Sta%es concerning production, procurement and delivery of 
materials. When all the confusion was going On in Washington--and, believe 
me, it was confusion-Tthe smart ones came up here, dug into these records, 
and got the stuff they needed as a basis On which to work. 

I am not criticizing anybody nor auything that was done, I do believe, 
however, in pointing out some of the mistakes that were made, for we learn 
by making mistakes. I have made plenty of them, ~yself. 

° 
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The Industrial College!s an important institution. It is imports~nt 
that we send men of vision to thls school and not all old me~, either. We 
mast bring young men in here who have a bent for this line, so that they 
can ~evel6p for any crisis that which may come in the future. 

As for my experlence--I was thrown into the tank game by a telephone 
call from General Marshall. I was tk!~own into the building game • by a 
telephone call from General Marshall. i was thrown ~ into sel6~ting air . 
and naval, bases by a telephone call from General M~z~shalL.~-?~ ' 

In the fall Of 194o, a, Joint Army-Navy Board~:~ known as the President' s 
Board of ~aval F_a~erts , was appointed for the purpose o~loc~ting Army and 
Navy bases "in Bermuda~ Newfoundland , the West .Indies and British Gulanal. 
Admiral Greenslade was the Pres.ldent of the Board~.:an~.whoe~er selected ~ 
him selected the right man. The group consisted of two Army officers and 
seven NaVy officers--so we were outnumbered seven to two:to start with. 
The other Army officer was Harry Maloney. He knew logistics and artillery, 
too., .by the way.. So they had two artillerymem there:. ~ybe it Was. a gbod 
thing they' select e d me, because I had been fighting •with the Navy, if you 
want to call it •that, in a friendly way in athletics. !n 1936 we were' 

scrapple before every game we had. Andy McFalI, who laterlbecame a,rear 
admiral, ~as Graduate Manager of Athletics at the Naval Academy and I-L,: 
held the same position at West Point. He and I were both baseball players, 
not football players. We got together and decided that we ~wouldnbt scrap 
anymore, and we never have from that day to this.~ We got together dn : 
Philadelphia, New York, Annapolis, or West Point, wherever it was ,nGces ~ 
sary, and settled our problems. We never took them higher up than we had 
to, until we were thoroughly in agreement; and we had no troubIs ~nL~L, ~~[ 
arriving at our conclusions, so I knew Just how to go over there and 
sit down with ~the .Navy on that ,Board without any qualms.. ~. .... ~. :, ~."~ 

~e were calledup and told to be pro_pared:to take~ofi ~ in two.hours 
to select our air and naval bases in the Caribbean, and that the first 
plac~e, to which we were~.~oin@:~2s called Bermuda. I was sent :.to s~e a 
staff ~offlcer in the. Munition~ Building--and here is one of ~the tblngs~.I ~ 
want to ~ get across--.~l ~2s ~:iven very definite Lustructlons at that tlm~ 
that I could not agree •to anything; that I had better look.out; that ~ 
they Were going to do this and they were g6ing to do that. The instruc- 
tions I received were full of suspicion. From there I went to the first 
board meeting... Nobody. there had ever been to Bermuda. After that, I ~ 
went to see General ~rshall, .... -, 

One of the. finest things about the Army during:this war was that we: 
had a Chief..of •Staff like General Harsh~ll, General Marshall ha~ no ' 

sUsp~clons aboutl anybody, He called a man in and gave him-a Job;• i.f the 
man~ --~,~.•~Id~h°t"d°. ~it', he.~as fired. And that is the way it ought t~be. 

.. ~ ~. ~.i.,~'~qen.~ went ,~to-G~neral Marshall's office, I isaiA~ ,','Do~."you, i kno~". ~'. 

said, so tOidhim  

~ He saldj "That,s the Pres I " :", • .~. ., ident s Board", .... .' 



I said, "I wlll have to know three things. First, are we permanent 
members of thls Board. The Navy wants to know that." 

He said, "Wellj you are the President's Board. You will have to get 
that from the President. So far as I am concerned--yesU. 

"Second!'~ I said, "I have got to be able to talk Just as I think, and 
lay the cards on the table with the Navy or we are not going to get any 
air and naval bases. This is a real Job". -' 

General Marshall said, "That is easy to answer. You will be able to 
do that. Won't you need anAir officer?" 

I said, "I certainly will, and I'ii need an engineer, too". And that 
took care of my third point. 

It Just happened that I had readan ayticle in Reader's Digest con- 
cerning Bermuda two weeks before I went there. From that article I had 
learned that there is no water on the island; that it all comes from the 
skies. The rain falls on the roofs, runs off the roofs and flows into~ 
the cisterns which are made of coral dug out for that purpose. I said, 
"How In the world are you going to put two divisions on this island?" I 
remembered it was twenty-two miles long and half a mile wide. .I had to 
get a runway a mlle long. I mention thls because problems of thls nature 
are not easy. \ 

Later I had to get two members onthat board. They were not voting 
members. I dld not care about the voting. I bring that up because we 
had to have not only cooperation but also coordination. We have to be- 
l~ewe in each other and remove suspicion and get down to work. 

Admiral Greenslade's group was awonderful group, and we really 
accomplished a lot in the selection of everyone of those alr and naval 
bases. 

Later the board went to Gaantanamo, Cuba. We Army representatlves 
were not confident, and the Navy did not know too much about naval bases 
either, and certainly very few of us knew about alr bases. I really k~ew 
something about the latter, because I had to build an airfield at West 
Point. I di~ know something about wlnd and flying. I knew that one 
day the runways were 3500 feet long, the next day 4500 feet, and the 
next day they were a mile long. I sald, 'We had better make them two 
miles long to start withU. 

So much for that. 

Then I got into the building game. I went down to Bragg, and be- 
cause of congested traffic it took me an hour and a h~!f to get Into the 
post. My football experience came into play, for I .had been In all the 
big stadiums and I knew something about handling traffic. I knew you had 
to have lots of roads. 

The first day I was there we started building roads to facilitate 
t r a v e l  t o  az~d f r o m  w o r k .  The f i r s t  p r o b l e m  was t o  w l d e n  t h o s e  r o a d s .  
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..J. 
I got involved with ll-foot, 2~-foot, and 33-foot roads; ~nd I had Just . 

enough laqowledge to be a terrif'ic headache to the people up in ~Sashington 
~ho were telling me what to do on a job on which I ~.~s the boss. 

That brings me to this point: Another good thing that happened during 
this war was that we got Bill Somervell as G-4 of the ~,.~ar Department. Bill 
Somsrvell can make decisions and he can cut red tape, It took me five 
hours to get him one Saturday to talk to me over the phone. I just stayed 
on the phone and finally got him. Thauhe practically called me a moron 
over the phone. -~ ... .~'. : .... ' ~ 

• . .  . : [  ~ . i .  " : . ,  ,~ : i ,  

I said, "Bill, you can't call ~.~ a moron from ~.~ashington. You have 
to come do~a~ here on the gro~nd~ and if "I am ~ror~, ~ then;y~ can call me a 
moron, if you please, and I'will take"it','j.... ' '" ":": :-._.:iii • .. ..... .~ 

' j . " .  " . ' .  ? ~ ~ . . ~ i  : " . "  • ." • " " 

I am putting it that way because his attitude cha~ged like that .: :: 
(snapping fingers). He said, "I ~i11 have four~'men do~a~: there Monday morn- 
ing'.', T h a t  w a s  S a t u r d a y .  ..... .: . . . i : .  . ,  • ? ..~_, . . , . .  

. :  " % . : . . :  .: . • . . . . .  , - ~ . ~ ; i .  . . : .  . . ~ - . ,  ' " ' . :  : . "  ' ! ' " .  i 

I said, "I don ~ t ~an"t .~ny ~of those: peii-pUsher~.- I-:~want men Who .can 
make decisions on the ground-'.' ° ..... " 

Believe me , he, !did . not Sen~.pen~pushers. He sent road:men do~ there 
that:could m~ke decisions, and I not 0nly got my roa~s--if~i you go, do~.a~ to 
Fort~BraggV~hd look at then{; they are therei-but l'got!-26, miles more:r0a& 
than I expected to get J ' ; ~: :-~ ' ' • ~ ~" " : : ~' ~ ?: -'- .... : '~ .~. 

From~h@re j on r;wa~:it~0~"~ihto ~ the armored~ game -L, .... An~: tha%.L~r.ings 
me"-to "~he:' real ~ :sub ject ~. the t~'~ ~in "wh~ich "yoU' are interested.'.~ ~ ~..:;. ~ : ~ 

Igot into a liaison plane and flew to Fort I(nox five hours after 
I ~eceiv."e~"%ha%~e~ephone call.¢ -a n& T.6id:."not ~ fiiid :~hin~S:tmo ~ god&~- The 

• p0st"~as ~"~re J: : The 'enthus ias~-:wa~ there .~" There was p.art ~ of an 6rga~i~ : 
zation~--bUt there..~as a -~ot of "bi~kerlng.. They had n0 ta~k~.~wha~soever. ' 

I did"not"knidw a"thing aBdut t~nks ~except:that they could c-ause you ~K- 'i 
lot ofi~a~a~e if: they were:.~0od tanks ~ in %he~.hands of ~tl~e:Other felloi~ :~ 

~ i ; h ~ d " [ l e a ~ n e d ~ - a n d • : i t " ~ S  ~ goO~l: " , . . .  i . , .  - , .  ...... ,-: . . . .  , .  th~ng to kuqow th~s~-the reason t:he' 
French coula not stop the German tanks. I said;~b'I i ~oul~ ~ lil(e to i be: ~i 
co~and of their artillery. I would stop those German tanks':. I made 
that boast to General Voorhees in Panama in 1939'. He~s~a~:gre~t tank 
man, a very serious tank man and very sound in organization, l~aat I 
l e a r n e d  ~ a  s ' t i ~ t "  ' w e '  d f ~  " ~ o ~ " h ~ v e  a "  ~ ~ j e ~ t  i t s ,  .',. ~ . ~ .  ! h a ~  ~ h i g h -  e x p i ~ ' s ~ v e  . 
shrapnel, but ~ .did n~t h~v~:~a ' prSje~ctli~" that l ObtuSe' punc%~tre ~.yth~:' 
and the "~ 0r~uancd :~ di~n' t ~ave on~ '.I ei%h~r. ::' They"ha~."n0t been" ~hinkin~" ab0ut 
t h a t  r e q u i r e m e n t .  " ' " ' : ' ;  " ~ - " " : ~ : " :  ~:"~'"~": ~ " : ! : ' ~  ~~- " ~ :  " ~~ . . . . . .  . .i 

I found a light tank with a p0~.er plant that would push it along and 
get the great speed %hat George Pat~dn:~t~d. The'y had a little popgun 
up in the turret that they called a 37'~'Then ! looked at the medium 
tank. They had a popgun up in the Zuazret, and belo~.z they had a 7~, that 
somebody had cut the end off because it hit the trees. That is a fact. 
And the power plant in that tank could not move a medium tank an3~here. 
It ~.~s a radial engine which did not have the horsepower. I think it had 
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250 horse power, if it had that much. So we did not have anything. 

The first thing I did was to fly up to Aberdeen. The ~rhole Ordnance 
Department met me there. That conversation was v6ry interesting. I had 
with me two men. One i~uew engines and the other' ~nqew radio. The later 
alsq knew tanks. All I knew was that I was going to get fire power in 
the turret or thro~ the tank in the river. 

They had a tank there with a turret, but they still had a 37 in it. 
They ~erelputtingmachine guns every~There. The influence there ~as that 
of cavalry trying to run like horses at a great gallop without thi~ing 
what it took to do the Job. 

The first thing we insisted on was a p r~@er directive to the Ordnance 
Department so they could go ahead and develop a tank. I said, "Get the 
biggsst 75 you can and get it in that turret. I don't want a 57. I want 
machine guns. That tank is no good. It won't do". 

They had already gone into production on ~he tank with the 37, and I 
learned that it took a year to stop production; that it was going to take 
a year to develop a power plant; that somebody developed the engine, some- 
body else developed the rear end, somebody developed the thing that went 
between; and when ypu got the horsepo~er, you broke what was between. ~en 
you fixed that, you bttrst out the rear end3 and by thattime you needed 
m6re horsepower. 

Then we got into the numbers racket. The President said, "We are 
going to have 25,000 tanks", All the Ordnance thought was, "How are we 
going to get 25,000 tanks?" Of course, they used the argument with me, 
"Well, we are going to give them to Lend-Lease'E. I said, "I am the guy 
that will suffer. If Lend-Lease gets the best stuff, I will get ~.hat is 
left'!. Actually, that is what happened~ Lend-Lease got the good tanks. 
It took me a year to get production stopped and get a new tank on the line. 

~en Lev Campbell came into this game in Ordnance3 I came up to a 
conference with General ~rshall. In that Conference I said to him, "Be- 
fore you do one thing you have to get all this motor equipment in one 
department--Quartermaster or Ordnauce'!. ~ 

He said, "~ere ~ould you put it?" 

I said, "i am not playing favorites. All l want to do is to go to 
one party. I don't want to go to two. I already have been chased all 
over Washington to get papers approved from basket to basket'!. 

He said, "If you had my job, what would you do?" 

I said, "I ~zould put it in Ordnance, because I think they have the 
organization that can do it. The Quartermaster has a big Job and he can't 
handle both". 

Then the noxt thing we had to do ~s to move to Detroit. Bill Somervell 
did that. He also stopped the numbers racket. Because what would ~e get? 
l~Te would get engines here that are makeshifts, piecemeal stuff. Chrysler 
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built one. They had five carburetors in flve aifferent places. 

If we learfied one thing in the last'~my we learned~: the spareparts 
trouble. I made a speech in Detroit, that I think is a matter of record, 
in which 'I told~ them that the war was going to be won or lost on spare 
parts. Within twenty-four hours industry was on the spare parts Job. 

Now, Lev Campbell came with Barnes and hls group to Detroit, and I 
met hlm there. The Ground Forces tried to put a blanket on me. I am. 
brlnglng these things out because you have to fight these damn reslst- 
antes that ten&to hold you back. I was not ambitious nor was I trying 
to build a separate army. I told hlm so. I was merely trying to get a 
team that would work wlth another team. I was flrst trying to, get my 
own team together, but I ~s not going to be stopped by any red tape. 

We sat down •in an office in Detroit and we could call In any engineer 
Inthe clty of Detroit. ~.;e could have called them all together. I cannot 
tell you a~l the things that happened there, but ~ got to know industry. 
We were the using group. And industry Immediately said, "You are our• 
customers. You are the people we are going to please'!. And when we got 
that spirit, we got the team Work. Then we went places. Lev was always 
a gre~% leader. He was always willing to do anything. : .... ~ .... 

One thlng)We had was British influence, outside. We had.not fo~ht 
anybody.., b~t our stuff' was~ belng .used or golng to be ~used, ~and. the • British 
were getting llcked ou~ ~ onthe desert. . Every time they; started', s0metlr~ing, 
first one thing and then another went wrong. Actually it was..~the~lac~, of-:.' 
f lre power that did it. They had no gun. All through this war, we suf- 
fered from a thing .called an. 88~ a~ 0bsolesce~it Ger ~n gun, a~dsr/~ go6d 
ona., with a good proJectile~ ..~ HoweVer, the Germans really lost the~ar be- 
eause~ they were Inflexlble.. They~cOula~ not get a better gun.. SO. every-:~ 
thing they developed carrled ~ that ~r~e~un. T~ey could not ~et e$en the :. 
88 later. . .• ." ~i~.: • .~ .•.~..•...~ .:•~ . .•-~:•: • :. ~. ~•~ 

~ ~We had to put compasses on'tanks for ~ the'Bri~sh~ we ha~ ~ to get a~ :. 
compass that the metal did not affect one way or another, because one 
c o u l d  g e t  l o s t  • i n t h e ,  ~ e s e r t .  .-. ~ .  ~ . .~ ,~;. ~-~....~~ .,.~ ,;,~: .~:.  -. ~.: , . . - ~  

T h e n  w e  w e n t - t o  w o r k  o n  t h a t  o ~ l  b b s m ~ : .  ' . Y t  ~ W a ~  w o r s e  ~ t h a n  e n  a i r -  
plane cowl board. It had all thls ti~ipar~-'stUff and~$as a l w a y s  0ut : o f  
order. 

So I made a comment one day, "If you put more effort Into getting 
running gear an~ not so much on the c0wl board, you would :get somewhere", 
That weeken&' when I arrived at Detroit,' the Chrysler~C0rporation ha~.:~n 
engineer working on it,-and he showed me a blg box .full:~:of'stuff.~that he :- 
had taken off that cowl board. He took the cowl board and fixed it up 
the way he thought It ought to be~ and I took one look. I didn't need a 
board to tell me. I said, "I wlll approve that. Now we will go into 
production:'. I have al~ys had a good ~fellow with me. to Check me, be- 
cause I needed somebody. He said, "NOw, wait a minute, Gene~. .~ Let us 
check this thing". We had to put one more light on the cowl board, that ~ 
is all. 



Then we could not get production started. Ever yth'~ng we had to do 
took us a year. We had to go up to Canada to find oUt why We' ~coui~n0t 
g~t our engines started in cold weather. Every(thing we took. up,,there 

~.was tln-panny. It all broke down. It all had to~e re deslgn~d and re.- 
made; ~t took a year to do it. They did a woz~de~ul/Job ~ 'get~ing~u~. by 
the critical points " " ~ : .... ..... ....... 

We never ~.id get an engine for a tank 'until th~ very'las%~, psLr~'~0fl 
the war. Ford sts,~ted ~ to design a tank englne~." "~'k wantedl ~ t  hUhtired 
horsepower; "I told Wilson Of Chrysler that if he could get ~welve hundred, 
he had better start on twelve hundred. He did start on it, ~ ,;~ 

~en we.' got the Ford ermine, I insisted that Se get ~en.of them-%not~. 
one. or two--an~.do, all I the testing we wanted to ~o~ . . . .  , .. • 

We were having clutch trouble about that time. We. were getting more 
weight than weneeded. "We p~escr:ibe~he' biggest gun. that ~ .could ge t 
in a tank wlth the highest muzzle velocity, anda lightened upper tu~.~. 
with a shorter recoil~ giving us more room, and ~a cro. ss,c.ountry mobility 
~o.f .:.~O~ to 3~ -miS~e.s an,haler. ~'crossA'~couzltry~Obility d~eS. n~t.~.mean a I ~hing 
.to'.me any. more. '.~ .. ~;- " ~" " ~.. i~.. i: . ."ii . .... ~ ..-~..~i< -~,.. 

~ .  We prescrlbe~ as much-armor prbteCt~'i,~n a s we cQuid~get ~us~ sO.the 
weight would not ge over thlr~Cy, toffs. ~ ~Wi~n that decislon ~de, "immediately 
we had to compromise on thirty-five. Actually the weight w~s thlrty-slx 
and ~half o~ some of them, ... ,....~.;.i:....,~ .. .... ;~. '. • .... "~ .... 

,. What happer~ed w1~en ,we: got the ten m@tor, s?~" i"i had :t6 Se:b"Up a 1~attal~. 
ionoC troo.ps ~ at Fort Kncx, 'an~ ! ~i~ not'have to teS~t only one~:motor.. I 
had .to ~est fifty 'ta~]~s--three medlu~ and t~o .l~ght, as I remember; ~ one 
~-had a Diesel engine, and ~one h~d the Chrysler .e~.in@. and onehada Ford 
engine. .I. guess we had to test the radial motor# a ]qrlght,'.; Then we took 
the Cadillac. I guess we had ~ six. " ' . . . .  ~. . ~  

We ran those tanks twenty-four~..hours a day, three shifts, with .one 
hour of maintenance out for each shift. At night we ran on the hard road 
from Louisville do}m to the nezt town, It was a ~Ig, wide highway. There 
@as not much traffic on it so we blocked itoff. In the daytime we went 
on a cross-country course. Some days the mud was two feet deep and other 
days the dust was equally as deep. 

If somethlnghappened to one of those motors, nobody touched it. I 
was not going to have any e~ert mechanic fixing it up and fooling me with 
one tank. I had seen that before. That whole motor was taken out and 
shipped to Detroit by truck. You would be surprised how we developed that 
400-hour, 800 horsepower engine. I think it is 7~0-od~ horsepower, but 
it does its Job. ~ 

Then we got invo~red in tracks. ~,~ were fightlngtractlon. First 
we could not getthemon the railroad trains. They were too wide. 

What is ground pressure? They told ~c that to get ground pressure, 
you take the width of the track, multlplythat by the length~ then divide 
that by something an&~ you get the ground pressure. Being a poor mathematician, 
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I could not figure that out. 

1~hy were the Russian tanks that wide? It must have been to get through 
mud. Well, we had bridges. We got involved with bridges, and we had to 
redesign them. T~e Treadway bridge is the greatest thing thathappened 
in the war. The only thing that stops a real army is water--ditches, cul- 
verts, and things llke that. That Trecdwaybridge got us across in a 
hurry. Otherwise we would have been stopped every time we came to one of 
those obstacles. 

What I am trylng to emphasize here is this: ~e in the field must 
tell you people on the industrial end what we want. We have to be able to 
tell you what ~te want. We cannot have fifteen different things coming in 
to you. There must be one final thing. 

Do~ at Camp Polk I saw a battalion crossing a ravine. All of them 
got stuck e~cept two. Those two followed the contours. I was sitting 
under a tree watching and studying it, a~.d I sai~, "No wonder. ~e have 
to have wi~twac~ ~The~length doesn't ms~e a~y difl~e~enoe. Y0u never get 
stuck on the level. The only time you get stuck is when you have only a 
few plates on the ground, and the only way you can solve that is to get 
width in the tracksq~. ' ~ge did not get them until to~mrd the end of the 
war. The Germans had them and the Russians had them. 

just one word on mobility. The Gerz~ans took the 88 gun and put it 
in a tank and put a lot of armor on it and could not move it anywhere. 
Baldwin andall that crowd criticized us. I will take them to town any 
time. We had to make decisions a year ahead of time. We could very 
easily have gone ~ong. But we were not ~rong on the tank. }~e were 
right on the tank, because we had fire power and mobility, and with them 
we had pretty good protection. With a good, trained crew we did not 
suffer too many losses either. You count the number of tanks we lost 
and then the number of casualties in those tanks and you would be surprised. 

Where were those great German tanks? Every one I saw--and I saw 
at least three hundred of them--was backed up in a to~, shooting one 
way or trying to get around hills. All we had to do ~s to go around 
those things. 

Hitler, when he tried to get me in the Alsatian Plaina year and 
two months ago~ had plenty of those tanks with his forces. He Was try- 
ing to get them against us but he could not get them there. ~z~e knocked 
them all out before they could get there, because they could not get 
across the culverts. 

We have many problems to thi~k about. }~e won the ~ar because we had 
fire power and mobility, and with all that, Drotection and training, all 
balanced in a team. But we have to think those things out ahead of time, 
and that is where you come In--in the planning stage. It takes men of 
executive ability and vision robe able to make decisions that will get 
things done. 

We have bcards. They are necessary. I had all the 'know" men I 
could get on those bo~ds--efficient men, too--men who will stand upand 



P 

'pound theidesk to get t he i r  point .  The way I:h~u~led myboard at Knox, 
: in order t~o get r.esults, was to meet with them'once a week.: I crossed 
: off many of the projects with red pencil and said, "Forget them!'. De- 
~ tails "can bog you down. We concentrated on the necessary things and I 

fixed prlori.tles. I let them all have their say; , After that, I became 
the' supreme cour.t Judge and said, "This is the way it will be done. You, 
Bill, are responsible. Get on a train tonight and go to Detroit and start 
these things rolling. Get working with this man and that ~n!'. One man 
carried the papers through. , 

Actually when the first Sherman tan~: were made,, the •blueprints were 
fixed up at Aberdeen and brought to kTashln/ton and carried from desk to 
desk here until we got" the O.K. on them and got them,out. I tried to get 
them started, because we were making too many Grant tanks. They were a 
shell. The fire power was in the wrong places. They helped out in the 
interim period, but they certainly slowed us up. 

The point I want to make clear is that we have to keep in close 
touch With industry. There must be coordination between Army, Navy, and 
Air Forces. The plan has to come from a central organization. You can 
be realistic if the •people in the field, on the water, or in the air 
who are going to use the equipment can tell you what they need. 

What are we goLng to do in the Ground Forces? ~.lell, we are in this 
atomic age. We have to do something. ~Te have to get our teeth into 
something, something that we can give to the public. 

The Navy, comes out and says they are going to carry the atomic bomb 
on carriers, and they are going to go over and drop these bombs all over 
the place. But whom ars they going to fight today? •There is no other 
navy in the world to fight except the British Navy. l;~at are they going 
to do? 

Then we have the great Air Forces over here. They are going to 
carry these five thousand miles and they are going to drop atomic energy 
bombs. They are going to destroy people. What happens after all this? 
We poor Ground Forces are between these two high-powered lobbies, if you 
want to call them that, being squeezed tcgether. We do not have much to 
say except this: "If you ~on't keep us i~ •the team, you are certainly 
not going to get anywhere, because whom d~ the Air Forces have to fight?" 
They talk about 35,000 planes in the Russian. Army, but what kind of planes 
are they? They have no range. They cannot go anywhere. I am not saying 
we are goLug to fight the Russians. ~ i am Just trying to cite an example 
of the greatest strength. 

~hat is happening? I say you Air, Army~ ~ and Navy people are for 
one purpose--I am selfish about thls--and that As to carry us over to 
take over the ground and hold it after you do the Job for which you are 
there. So do not forget, we still be!or~ to that team. ~.[e maynot be 
running backs, but ~.~ are surely goin~ to be tackles and guards and cen- 
ters.' We must have a team. . . . . . .  

Now, what is this atomic bomb Going to do? No one knows. They talk 
about Hiroshima and Nagasaki. I see pictures and talk to people who have 
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been there.~an&:~:l i'ind that,%If you are behind a C~ncr.ete::~ali on.the ~r~ght 
side, :you will llve. Windows are torn out or pus~'e&"~out. IT you areunder- 
ground~ apparently nothing happens. I am not too~ wbrriod, about this thing, 
after we know what it is about. Do not be selfish s:U. this game. Let us 
work it out, What can we do now that will have to~.d6 wlth the security of 
our coquetry? That is what we are interested in. I:am not interested, in 
the Army, Navy, or Air Forces except in that.team:~relationship. " 

The only thing I kno~.~ that we can do is ~hat We are ~oing in the 
Ground Forces. We are taking the experience of the last war, as you are 
doing here, You men have all had experlence~ you are" recording it. I 
hope you are recording it on one sheet of paper and not in books, because 
nobody will read your books, .Just get your concluslons~'-if you can~ on one 
sheet of paper, If you are going to get a stack of books~ the research 
boys will have some fun; but they are in the minority when it comes to 
fighting.. They do not even do research until, the W~~'iS Over~ : S o  let us 
get it3 .where ~e can, in Usable form, That is" where your expe#ie~nce 'comes 
in; and that is why it is important.for you men to..re~ord your ~experiences. 

- .~ ' .  ~ ~ . .  ~ i . . ' . ,  : :  : / : . " ' , .  "!' ' . ' i  . :  : "  

. That is what we are doing. We are h~vlng cor~fe~nces~t~ r~cdmmend" 
necessary developments, We started at Fort Sill with the ArtillerY. .We 
are bringlngal~. "the Art-iller~tog~ther tZi .re.. We. are gettl~ :~i~ of this 
branch b~siness~;~ That ~as nothing-bu~ '" ~ . . . . . .  ric=d organiz~t'ion.that ~ , . s t 6 ~ p ~ d , : ] p r o g -  

ress. We are removing .barrier:s,: We-Late: ~crosSihg. ~the.: ~l.i~e~t ~ . ~ ~ i ~  ~ '::~ :- ' 

J::, . . . .  W e  • brought ~ • :  •tho,biw~illan •rosSarCN ~ ,ahd dev~lopmeht :~eopio ~o discuss 
~le~t~.onlcs and guided:-missileS•. •. We, got i~hem ~teres~d'~h OUr~!p~Blems. 
We: ~re going t~ ~eep ?them :interestod 'l h- our' probl~ms~ . ~We ~ =.~re .~b~h:g~ to : 
get Int~.: ths~:~u~iversitiesl an~ :interes-t them~In~our ~: prb~l~.~, ~ThlS' i~!~bt 
going to be selfish, but we are going to take everything we can get. to! 
help us out. ~ybe guided missiles will do away with all this expensive 
equipment and. savage.the ~orld. :-~&.. ::""~-,.. ,. i ? ? ~.~'.~, ~ ~:'. ,,-::'. ~ ~'.. : .~< ; 

. " " . T h e n '  ~ e  a ~ e  g o - ~ . n g ~ : ~ o ~ n  t o  ~ F o r ~ .  K ~ u o x  a ~ u d  ~ ~ 0  . t h e :  i S a m e  t h i n g  ~. w i t h - ~ O r ,  

.We.. are going to nav~. the.conclusions recorded. We are .~o!ng"to do the 
s a m e . w i t h ' : t h e  . ~ n t r y ,  . . " ' . ' - .  " ~'~.~-:: '~ ..~ .' ~': . '  . "  ' " "  ~ ~ ~  .. . . .  ~ ' "  ' 

' • . ! i Under.-the S impson,~ Board ~ plan, which- we 'th.ink -will: co~e O ~ t . I n : . a  week 
or.so, Oround,.Forces: w-ill have: s~k armies-sitting on nine service com,,-- 
mands~ but there will"'be: ~ straight oomm~nd. The "Ground ForcesSeadquar- 
ters.will command the Army and the Army~gill"co~mand the service ce~ds. 
The services of supply and administration, however, - need not"co~:e through 
the Ground Forces Headquarters. TheY can go direct to Washington. How- 
ever, if som~t~i~ goes .~.~rong, then my people step in. ' 

• . . " ~ : "  - . ~ " . . .  

~.~hat ~e are trying to do has nothing new about it. First--there 
can be onlyone command. The co~mnnder does not needto be concerned 
with things that~are mot In his baili~ick, There is no reason why he 
should keep extra cards on personnel at his headquarters. I~ all the 
commands I have had--and I have had them all, theater ' command and all-- 
-I have kept my staff small. It has always been half of 'another kind of 
staff,-half of it because I believe in quality •rather t~an~quantity. I 
always believe that the only way to cut down on paper work and get 
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~ h e r e  i s  t o  keep  p e o p l e  w o r k ~  so t h e y  do n o t  w r i t e  so much b~-~ .  
They t h i n k  t h e y  have t o  p r o d u c e  some th ing  t h a t  t a k e s  a l o n g  t ime  t o  
r e a d ,  i n s t e a d  o f  g e t t i n g  i t  down t o  one s e n t e n c e  o r  two s e n t e n c e s .  Most 
of the problems have ~nswers. 

My headquarters will be simply a coor6inatlng headquarters for all ' 
the six armies in this country, and the school command. 

We are taking the equipment which came out of this war, and the stuff 
that is on the drawing boards, pushing it forward, and trying to keep 
abreast of research and development on which we are going to spend a 
great deal of time and money. But we are not goln~ to spend all the money 
on equipment alone. We have much equipment and we-think there ough~ to be 
an interval of five years in which to pursue our research and development. 
Maybe we should equip a few units until we are sure of what we need and 
how we are going into production. Right now, particularly, we do not 
know where we are going, and we have a lot of things to test out, There- 
fore we are going to equip the units we have with what we have, and equip 
enough units with later developments so that we can get experience to 
carry on from there. I think we are sou~u& in that. 

I am concentrating on my school command an~ replacements.• If we fell ~ 
down in this war, we fell do~.n~ on replacements. Not that we did not train 
them, because we had a very highly developed system of training. ,We know 
it takes seventeen weeks, not eight weeks. We ~o not think we are going 
to shorten that t lme. 

That eight weeks' business is simply an emergency solutlon for some 
of our problems. It has been the ceuse of a lot of grief because trainees 
are not soldiers at the end of eight weeks. They know very..llttleo They 
know how to take care of themselves,, but they do not know much else; and, 
unless they get additional training, which Is hard to give them •overseas 
because of the fact that they must go immediately on guard duty, they are 
not fully, tralned. 

We are going to concentrate on the schools, which are in grand shape. 
~,le are not going to call them schools, elther. We are going to try some 
psychology and call them "ttulverslties" and "colleges". 

Our schools have learned a lot about pedagogy. We have proflted by 
the experience of all the best instructbrs and educators in thls country 
and In England. Industry taught us much and, in turn, learned a lot from 
U S .  

Our schools are well set up. ~.~e have the staffs and we know where 
to get the instructors. The ROTC will become a real course. Hlstory Is 
important. I do not think for one minuto that an Army officer ought to 
go into a college and teach history when the greatest historian in the 
country may be in that college. We need ~hat historian to put across 
the military side of the history that we want. That will be much better-- 
to tie the colleges into our team. 

If the president of the college should object to one of our courses 
on the basis that it is not up to the standard of his college, we are 
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going to knuckle down and change that course. ~ ~ " 

...... FurthermOre, we .are going to try to make ~e Natlonal Guard and the 
Organized Reserves into going organizations with modern equipment. With 

.,a forty-hour week .and nothing to do on Saturdays and Sundays, there is a 
.... gr~.at, possiNil~ty of. having some real training• • • in these units. 

Anotherthing ?~e"must ~ do is m~ke Staff officers more flexible--and 
this ~rings me to the 'subject of leadership. Leadership, to me', means 
just 0he thing-ogetting the Job done today that ought t0 be done, Wen 
if i~ iS w~. png~ ~ You can certai~y Start tomorrow to correct it. ~ But 
ify0u si~ and wonder what you ar~ goin~ to do-vy.ou will be doing that 
for.a we~ek: " 

'. to boards that i'takel twoi* eks to  up  nds and 
to bring mesa plan. They eh0uld have beent~inklng about ~.hat I wanted 
two weeks before and had it ready. A ~ ~dec~sion 'arrived at inforty-eight 

• hours is generally better than one that is mulled over too long. 

~e need flexibility of m~d ~nd f!exlbillty~0f 0rganizatio~n.i~ ~~en 
~y0u.ana~..yze many of the weaknesses of ~hi~ ~war, they canbe traced :~o 
faulty organization. . . . . . .  ~ ' . . . .  ~ "  ~ '  ~ " ' " ~ " ~ '  ' ~ " " ~  " '  

• " . • i , : ' " ~  ... ~ ~ ~ .~ ~ " 

...... One .of the greatest examples of flexibilit~ and coordination in this 
.. L~' .Ha~ I. to do with Ge0rge ~ ~Patton"s ~ ThUd ~rmy ~d Pa%c~, s Seventh ~%rmy. 
'iii ~J~:~a~ ~ d  of the ~Sixt~ Arm~ Grou.pl; ~nd th6~ Beventh Army. Th~ Tkird 
~.~ iw~S O n. my nor%hand ~as ~under B~ad!. ey. ~T~ere iwas am.pie iopportu~ity 
"i'f.0r co.~plic'~ti0ns, for ther~ ~were two great ~nerals c0~dlng tl~ose ~'~ ~ 
ii~!~i~-'P~tbh an.d P~ttqn-i,~ot~ "havi~g ~at-i~tegrity ani ~Singl~ness '~of 
" purp'0s'e,~ ~u~ of" wldely dif~ ~ i~ ~pe~s~nallt~Os. ~They ~ Could ~have been ~. 
at each other's throats all the time. Then, too, you c0h-ld }~ave 'had 

. .De.vers ~and Brad!..ey .fighting a s to whose prerogative it was to do this 
a~/d do" ~hat, hut that ~ not th~"~ay wehandled the Job. Bradley told 
-~att6n that ~e coui~ ~0 a~'~%hlng ~as long as he~ repbrted what it was-/and 
I told Patch the 'sa~e $Hing. We c~ossed boundary li~es frequently. ". 

'~ .... '~if there was infiexlbility indivisionS,~ you did ~ not get anywhere° 
But .if a division commander said, "I ~m~nt to pass thTs division across 

~ to y0ur rear"/and the other division commander said, ~"Go ahead--Certain 
hours are free", but did not ask~ "How ~ny trucks are you going to put 
there?" and then start counting them--you got somewhere. 

When we weht . through the Siegfried Line out. 'of the Alsatian Plain 
across the Rhine River there~wa~ no doubt in mymind and I am 'Sure there 
was none inlP~tchl, s or Patron's b~"Bradley,s'm~ds/ithat WeL were going 

• to. bounCe across that rlver and get Our Job done. ~That Job was to de- 
Stroy the German armies west of the Rhine. ' , 

• .. . . ,. 

Capturing cities i s a lot of bunk.. ~at you are after is the indlvld- 
ual soldier that is causing the troublei?_~ the world. It is not airplanes, 
nor Ships, nor weapons. It is the indivi(-al. 

B~t what happened? Patton made his break. He got all the way to 
Cologne, came across the ~.~oselle, an~ cut do~ the Rhine. ~,~aen he did it, 
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he spread[ out his front~ He was immediately followed by the forces of the 
Eleventh Armored. Then he had a big gap, an~ he asked me for the Twelfth 
Armored Division , which was slttLug do~a~ in ~y bailiwick waiting for the 
break-through. He thought he was going to have trouble getting it. • He 
called me on the phone. I said, "George~ it will be on its way in an 
hou~,~ It went up there and it went into the gap. 

Out of that you had the Tenth Armored. I will not begin to tell you 
how many infantry divisions were involved, on my front. I had two •armored 
divisions and a French army facing the Rhine. I had the Fourteenth, the 
Twelx~th, and the Sixth Arm~red Divisions. ~qen Patton came in ~there and 
crossed, they crossed boundaries everywhere. I gave him the Sixth Armored 
Division and he gave me back the Twelfth and ~ the Tenth. That is the way 
we straightened that mess out. And in twenty-four hours Patton bounced 
across the river and Patch followed one day later with his troops and 
bounced across. That is the reason we were able to take advantage of our 
great opportunity there. I think the same thing happened in the Remagen 
Bridgehead...flexibility of mi~d and flexibility of organization. 

I have talked a little longer than I intended to, but I did ~mnt to 
get across those points. I am going to stop right now. I will answer 
any questions in what time is left if anyone wants to ask an2 , and if I 
can answer them. 

GENERAL AP/~TRONG: 

General Devers, so far as I can see, Sir, at the present time, the 
armament that you anticipate for the Ground Forces is approximatelywhat 
was being used at the end of the war, with slight developments.~Is that 
right? 

Not slight developments. 

G~NEP&L ARMSTRONG: 

Big develol ~ents. 

Possibly. But I am thinking about manufacturing problems and raw ma- 
terials. It would take about the same type of production, would it not? I 
mean, there would not be much change. 

GENERAL D ~-TERS 

As you know, we had an equipment board which turned in a record. 
Stilwell came to talk to the equipment board, and he turned in all the 
evidence. The board's report has not been approved. It shows in detail 
Zhe line along which ~Te are going to progress. But my idea is not to spend 
money on a lot of stuff that we already have. We can trainwith what we 
have at the moment until we know ez~actly which way we are going to go. 

I asked Dr. McNair, who is a great Bell Laboratory electronics ~u, 
"Are we going to have guided missiles? Are we going to be able to use 
the atomic bomb?" 
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He said the same thing. He knows nothing about it. So we have not 
given away any secrets. • ~.~e do not ~now~the we'i~ght.of the th'ing. We do 
not kno~ Just how to work it. We have •ideas ##om What we read about it. 

We do not believe ~n all this bunk about aerial defense. There is 
no defense againSt~a rifle bullet; no defense" against a projectile of 
any kind, unl'@ss yo~ •kill the guy at the source. There is no defense 
agalnst a missile unless we go to the source. We can wear armor that a 
bullet will not pierce, but I hate to wear armor. But if you kill the : 
guy before he shoots you, then you are not going to get hit. So let us 
not permit those people to mislead us on atomic energy. 

They keep talking about defense. There is no defense. There never 
will be any. We have to go to the source and remove it, ~ That is funda- 
mental, and that is the way we"Ought • to do dur plying. I have heard • 
the ~amnede~t arguments on that bu~iness,by :intellig@nt people, too. i 
They amuse me, because the only ans~er is to get to the so~ce; and "to ..~. 
get to the source, you have to know where to go. That requires • 
intelligence. - ................. 

' NO~.;i~what a~e ~:,e going:tO do? They tell me that ~.five br.:ten years, 
thrgu~h electronics,i we '.W~-!l beable to shoot these ;guided m~ssiies~:~n~ "di- 
rect thbm'wlthout"getti~z aboard the plane or ship that.:darries .them, :~nd 
that that will help us to get closer. We do not know that. I am one: of 
those fellows who believe that that is ~;hat is going to happen. I think 
~e are going to get it to a simpler form than we have now:. ~"~.: <: ... i~ ILl : 

We kno~7 what gas tankslare: ~ ~,;.,Te kno~:~ our!limitations in wei&ht. We 
.are after lighter weight and greater protection. The Quartermaster Corps 
is trying a protective device. It has a cloth now that"will stop a bt~llet. 
It i.s trying to ge t lighter weight materials for protection. ~,~e are going 

t o p ~ o t ~ c t ~ ' t h e  d0~g~boys. Eighty percent" of the-~asua~ties Of ~ this war 
Came from the Infantry. Eighty percent~ of the~;dasuhlties were committed 
by other than Infantry ~zeapons. So we •have:homethlngthere that we have 
to balance. 

We have to take the individt~al~ the human being, and protect him. One 
~ayto do that iS~.i~ith cloth. That will help; ~;~e-did i~ for persor~uel in 
airplanes. ~ ~The medical off'icers of the Eigi~th Alr ~rce sat-. down. and fig- 
tired 0ut a fXak suit that~prevented innumerable casualtie~ '{n the Air Forces 
You ~ould be ~oLurprised to know the number of me~ themedic~l e~'fi:ce~s"saved 
because they went after preventive z~dlci~e and did not Just-: s%ick to their 
onions and give pills. ' ; ' ~ ..... ~ " 

~:~ That is the policy Under which we are ~ working-..I area great believer 
inthat. "We have these ne~z tarmac. }~ ough~ to getenough of~themto trY 
out. ~-Ye have wider tracks. }~ nee~ better bridges. '- 

~.,~e a~e practicing all that and thinking about it an& pushing it on 
the drafting board. But we do not want to ~Taste our money on a lot of 
equipment that is obsolescent. I can tell you now that nearly every bit 
of the equipment ~,.,e have now is going to be obsolescent or obsolete in five 
year~. ~..~y waste money and energy trying to take care of it? I am for get- 
ting ri~.. of it no~.r. That is the only way I know to answer that. 
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GENERAL ARNZTRONG: 

Thank you very much. Are there any questions? 

General Devers, I want to thank you on behalf of the students and 
the faculty of the College for giving us so much to think about. It is 
a very striking talk you have given us, and I am sure that the work of 
the Industrial College will be far more effectively directed as a result, ' 
I am very grateful to you, Sir. Thank you. 

(lO May 1946--200. )S 
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