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IMPORTANCE OF INDUSTRIAL MOBILIZATION TO THE
' GROUND FORCES, : :

GENERAL ARMSTRONG:

Gentlemen, the Industrial College ls 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 Justif;catlon, 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 speaksr 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 long before that happened, Gensral
~Devers was an outstanding authority on armor and tank warfare in the United

States. In that capacity he worked very closely with the Ordnance Depart-
ment. We tried to do everything he wanted. We designed weapons’ that would
meet his tactical requirements.

. Gentlemsn, 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 is a
great privilege for me to be hers this morning to talk to you. I am not
going to read a speech. I am Just going to talk.

First I will talk a little bit about the Industrial College; then I
am going to tell you a few of my experiences that I think may 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--vhen I was on duty in the Office
of the Chief of Fleld Artillery, and as & student at the War College, I
attended: some lectures with the students of the Army Industrial 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 41d 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 States concerning proauction, procurement and fdelivery of
materials, When all the confusion was going on in Washington--and, believe
me, it was confusion--the smart ones came up here, dug into these records,
and got the stuff they needed as & basis on which to work.

I am not criticizing anybody nor anything that wes done, I do believe,
however, in pointing out some of the mistakes that were made, for we learn
by making mistekes. I have made plenty of -them, myself.
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The Industrial College is an important institution. Tt 1is important
that we send men of vision to this school and not all old men, either. We
must bring young men in here who have & bent for this line, so that they
can develop for eny crisis that which may come in the future.

As for my experience--I was thrown into the tank game by & telephone
call from General Marshall. I was thrown into the building game by a
telephone call. from General Mershall. I was thrown into selecting air
and naval bases by a telephone call from General Marshalli: . . .
) : . R 12 MRS AP T :

. In the fall of 1940, a Joint Army-Navy Board, kmown as the President's
Board of Navel Experts, was appointed for the purpose of'locating Army and
~ Navy bases in Bermuda, Newfoundland, the West Indies and British Guiana.
Admiral Greenslade was the President of the Board,-and:whoever 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 artilléry,
too, by the way.. So they had two artillerymen.there. Maybe it was. a good
thing they selected me, because I had been fighting with the Navy, if jou
want to cell it that, in a friendly way in athletics. In .1936.we.were’
scrapping before every game we had. Andy McFall, who later became a resr

~ admiral, vas Graduate Manager of Athletics at-the Naval Acadsmy and I v
held the same position at West Point. He and I were both baseball players,
not football players. Ve got together and decided that we. would not scrap
.anymore, and we never have from that day to thise.. -We got together in -

~ Philadelphia, New York, Annapolis, or West Point, wherever it was néces-
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 tioubls in. ..~
arriving at our conclusions., So I knew just how to 80 over theres and
8it down with the Navy on that Board without amy qualms, = = °

’

it :

We were called up and told to be prepared .to take:off in two hours
to select our air and naval bases in the Caribbean; and that the first
place to which we were going.was called Bermuda., I was sewt ‘to €de a
staff officer in the Munitions Buillding--and here is one of -‘the things: I
want to get across--I was given very definite instructions at that time
that I could not agree to anything; that I had better look . out; that
they were going to do this eand they were géing 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 Marshall, : .

One of the.finest things about the Army during: this wer was that we.
had a Chief of Staff like General Marshall. General Marshall had no ’
suspicions about anybody. He celled & man in and gave him.z job;. if the
men ¢1d not'do it, he was fired. And that is the way it ought to be. -

o ,;fﬁhéh;iuﬁeﬁt;iﬁf&;ngeral,Marshall's offiée;hilsaid; Do you kmow "
what kind of board you put me on?". s g e

TR Teou ity e L, TS [N
IS 2P : O

He said, "No". So I told him,

; He s@id;j"That's the President's Boéfd“, o

T 2 -



o B
{.,f* Gy 1::‘

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

He sald, "Well, you are the President's Board. You will have to get
that from the President. S0 far as I am concerned--yes"

"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 1les & real job".

General Marshall sald, "That is easy to answer. You will be able to
do that. VWon't you need an Air officer?"

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

It Just happened that I had read an article 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
skles. ' 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 & mile long. I mention this because problems of this nature

&re not esasy.

Later I had to get two members on that boerd. They were not voting
members. I did not care about the voting. I bring that up because we
had to have not only cooperation but also ccordination. We have to be-
lieve In each other and remove suspicion and get down to work.

Admiral Greenslade's group was & wonderful group, and we really
accomplished a lot in the selection of every one of those &air and naval
bases.

‘Later the board went to Guantanamo, Cuba. We Army representatives
were not confident, and the Navy did not know too much about naval bases
elither, and certainly very few of us knew about air bases. I really knew
something 'about the latter, because I had to build an airfield at West
Point. I did know something about wind 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 said, "We had better make them two
miles long to start with", :

So much for that.

Then I got into the building game. I went down to Bragg, and be-
cause of congested traffic it foock me an hour and a half 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 rosads,

The first day I was there we started building roads to facilitate
travel to and from work. The first problem was to widen those voads.
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I got involved with 1ll-foot, 22-foot, and 33-foot roads; andAI had Just
enough knowlecge to be a terriiic headache to the people up in Washington
who were telling me what to do on a job on which I was the boss.

~ !
i

That brings me to this point: Another good thing that happened during
this wer was that we got Bill Somervell as G-4 of the War Department, Bill
Somervell 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. Then he practically called me a moron
over the phone. i A ST .

I said, "Bill, you can't call me a mcron 1rom.waeh1ngton. You have
to ‘come down here on the ground; and i{f I am wrong, then you can call me a
moron, ir you please, and I- Wlll take it"‘”' ceee

I am putting it that way because his attltuae changed like that SR
(snapping fingers). He said, - "I will have four men down there Mbnday morn-
ing". That was Saturday._( N :

I said, "I don't want any’ of those- Pen-pushers - T“want men who can.
nake decisions on the groundt, co T T

‘Believe me, he 'did not send’ pen-pushere. ‘He sent road'men ‘down there
that could make decisions, and I not only got my roads--if you go-down to
Fort Bragg dnd look at them, they are chere~~but I got 26 mllee more roaa
than I expected to get. < SRR

From there 'on T -was: theovn into the armored: games -And that brlngs
me"to ‘the real 'subject, the thing in which you are interested: o =

I got into a liaison plane and flew to Fort Knox five hours after
I recaived ‘that’ telephone call; - and Tdia” not “find thlngs too’ goo& The
. post vas- “there. ‘The ‘enthusiasm was there. ‘There was part: of an organi-’
zation, ~but there was a lot of bickering. They had no tanke wnatsoeVer.3
I aid not know a thing abbut tanks: except that they could cause you & -
lot of aamage if they were gooa tanks in the hande of the other fellov..i

T nad learned-—ana it was a good thlns £ know thls»-the reason the‘
French could not stop the German tenks. I sald,'”I wvould like to.be in-
command of their artillery. I would stop those German tanks', I made
that boast to General Voorhees in Paname in 1935, He was'a greft tank
man, a very serious tank man and very sound in organizatlon. What I
learned wes’ that we aid not’ have a prdgectile.‘ We had high expiosive
shrapnel, but we did not havé'a _projectils’ that eduld’ purictitre anything;”
and the”(rdnance’ d1dn't have one elﬁher.i They had not been thinklng about
that requirement

I founé a llght tank with a power plant that would push it along and
get the great speed that George Pattdn wanted. They had a little popgun
up in the turret that they called a '37. ' Then I looked at the medium
tank., They had a popgun up in the turret, and below they had a 75, that
somebody had cut the end off because 1t hit the trees. That is a fact.
And the power plant in that tank cculd not move & mediuu tank anywhere.

It was & radial engine which did not have the horsepower. I think it had
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250 horse power, if it had that mmch. So we did not have anything.

The first thing I did was to fly up to Aberdeen. The whole Ordnance
Department met me there. That conversation was very interesting. I had
with me two men. One kmew engines and the other knew radio. The later
alsq knew tanks. All I knew was that I was going to get fire power in
the tarret or throw the tank in the river.

K}

They had & tank there with a turret, but they still had a 37 in it.
They were/putting machine guns everyvhere. The influence there was that
of cavalry trying to run like horses at a great gallop without thinking
vhat it toock to do the Job. .

The first thing we insisted on was aproper directive to the Ordnance
Department so they could go ahead and develop & tank. I said, "Get the
biggest 75 you can and get it in that turret. I don't want a 37. I want
machine guns. That tank is no gocd. It won't do's

They had already gone into production on the tank with the 37, and I
learned that it took & year to stop production; that it was going to take
a year to develop & power plant; that somebody developed the engine, some-
body else developed the rear end, somebody developed the thing that wernt
between; and when you got the horsepower, you broke what was betwsen. When
you fixed that, you burst out the rear end, and by thattime you needed
more 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 ne,
"Well, we are going to give them to Lend-Lease". I said, "I am the guy
that will suffer. If Lend-lease gets the best stuff, I will get what is
left". Actually, that is what happened. Iend-Lease got the good tanks.,

It took me a year to get production stopped and get a new tank on the line.

Vhen Lev Campbell came into this game in Ordnance, I came up to a
conference with General Marshall, In that conference I said to him, "Bs-
fore you do one thing you have to get all this motor equipment in one
department--Quartermaster or Ordnance".

He said, "Vhere would you put it?"

I said, "I am not playing favorites. All I 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 would 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 next thing we had to do was to move to Detroit. Bill Somervell
did that. He also stopped the numbers racket., Because what would we get?
We would get engines here that are mekeshifts, plecemeal stuff. Chrysler
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built one. They had five carburetors in five different places.

If we learned one thing in the last war we learned the spare parts
trouble. I made a speech in Detroit, that I think is a matter of record,
in which T 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 Caumpbell came with Barnes and his group to Detroit, and I
met him there. The Ground Forces tried to put & blanket on me. I am.
bringing these things out because you have to fight these damn resist-
ances that tend to hold you back. I was not ambitious nor was I trying
to bulld a separate army. -I told him so. I was merely trying to get a
team that would work with another team., I was first trying to-get my
own team together, but I was not going to be stopped by any red tape.

We sat down in an office in Detroit . and we could call in any engineer
in.the city of Detroit. We could have called them all together. I cannot
tell you all the things  that happened there, but we got to kmow 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 spirdit, we got the team work. Then we went places. Lev was. always
& great leader. He wés always willing to do anything. = - E

‘One thing we had was British influence outside. We had not fought . - -
‘anybody, but our stuff was being used or going to be used, and the British
were getting licked out on the desert. Every time they: started: something;
first one thing and then enother went wrong. Actually it was.the lack.of -
fire power that did it. They had no gun. All through this war, we suf-
fered from a thing .called an 88, an obsolescetit Gérman gun, a darn zood
one, with a good projectile.’ Howsver, the Germans really lost the: war be-
@ause: they were inflexible. - They'‘could not get a bettér gun. So every-:
gging they developed carried- that-one sun. They could not get o¥en the -~

later. : S SR SO I e e R

" “We had to‘put'compasses on' tenks for the British, We had to get a -
compass that the metal did not affect one way or another, because one
could get lost in'the deésert. - BOE LT e DS T

Then we went to work on that cowl board. ~Tt'was worse thén an air-
plane cowl board. It had all this tin-panfiy stuff and’ was always out of °
order,

So I made & comment one day, "If you put more effort into &etting
running gear and not so much on the ¢owl board, you would ‘gét somewhere",
That weekend when I arrived at Detroit, the Chrysler 'Corporation had- #én
engineer working on it,-and he showed me a big 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 we. I said, "I will approve that. Now we will go into
production”, I have always had a good-fellow with me.to ¢heck me, be-
cause I needed somebody. He said, “"Now, wait a minute, Gene¥al. TLet us
check this thing". We hagd to Put one more light on the cowl board, that
is all. :

—65e
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Then we could not get production started Everything we had to do
took us a year. We had to go up to Caneda to find out why ve ‘coiild not
gbt our engines started in cold weather. ZEverything we took up.there
. wasg tin-panny. It all broke down. It all had to be reuesigned and re~

‘made; 4t took a year to do *t mhey aid a wondefful Job in gettlng U, by
the critical points. L s :

We never ¢id get an engine for a tank until the very last par+ qf
the war. Ford sterted to design & tank engins. "I wanted eight hundred
horsepower; "I told Wilason of Chrysler that if he could get twelve hundred,
he had better start on twelve hundred. He aid start on it, .

When we. get the Ford engine, I inc ssted that We get'%en of them--not
one or two--and do-all the testing we wanted to ao.  ' N

We were having clutch trouble about that time. We were getting more
. weight then we needed. We prescribea the biggest gun, that we could get
in & tenk with the highest nmuzzle velocity, ‘and & l*ghtened upper ‘turret,.
with a shorter recoil, giv;ng us more rooum, and’ & Cross- ccuntry mobility
of :30:t6 35 .miles an- hour. Crossacountry mobillty does not mean & thing
.toxme any more. s - : oo =

" We prescribed as much armor protect 2 88 We could get aust BO the
weight would not go over thirfy tohs.' "Wita ‘that ‘decision mede, immediately
we had to compromise on th¢rty—five. Actuelly,theeweiuht wae thi:ty-siy
: and a half on some of them. “§*"e : St

What happened when we got e ften mﬂtors? I had to set up a battal-;
ion'.of troops at Fort Knox, ‘and I &id not have 10 test only onse. motor. I
had -to test fifty tanks--threé mediums and two light, as I remember, one
-hed a Diesel engine, and one had the Chryeler éngine and one had a Ford
engine., I guess we had to test the radial motor, & Wrightﬂ ~ Then we took
tne Cadillac. I guess we had six, - . o

We ran those tanks twenty-*our ‘hours & day, three shifts, with ‘one
hour of maintenance out for each shift. At night we ran on the hard road
from Louisville down to the next town. It was a big, wide highway. There
vwas not much traffic on it so we blocked it off. In the daytime we went
on & cross-country course, Some days the rwd was two feet deep and cther
days the dust was equally as deep. .

If something happened to one of those motors, nobody touched it, I
was not golng to have any expert mechanic fixing it up and foolling 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
LOO-hour, 800 horsepower engine, I think 1t is 750-odéd horsepower, but
it does 1its Job. )

Then we got involved in tracke., We were fizhting traction. First
we coculd not get them'on the railrcad tralns. They were too wide.

What 1s ground pressure? They told un.> that to get ground pressure,
you take the width of the track, multiply that by the length, then divide

that by somsthing and‘you get the ground pressure. Being a poor mathematician,
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I could not figure that out.

Why wexre 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. THe Treadway bridge is the grestest thing that happened
in the war. The only thing that stops a real army 1s water--ditches, cul-
verts, and things like that. That Treadway bridge got us across ina
hurry. Otherwise we would have besn stopped every time we came to one of
those obstacles,

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

Dowvn at Cemp Polk I saw a battallon crossing a ravine. ‘All of them
got stuck except two. Those two followed the contours. I was sitting
under & tree watching and studying it, and I sald, "No wonder. e have
to have wide trackSy The length doean't make any difference., You never get
stuck on the level. The only time you get stuck is when you have only &
few plates on the ground, and the only way you can solve that is to get
width in the tracks". We did not get them until toward the end of the
war. The Germans nhad them and the Russians had them.

Just one word on mobility. The Gernans took the 88 gun and put it
in a tank and put & lot of armor on it and could not move it anywhere.
Baldwin and all that crowd criticized us. I will take them to town any
time. We had to make decisions a year &alL._ad of time. We could very
easily have gone wrong. But we were not wrong on the tank. We were
right on the tank, because we had fire power and mobiliiy, and with them
we had pretty good protection. With a good, trained crew we did not
suffer too many losses eitlier, You count the number of tanks we lost
and then the number of casualties in those tanks and you would be surorised.

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

Hitler, when he tried to get me in the Alsatian Plain a 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 zet them there. e knocked
them all out before they could get there, because they could not get
across the culverts.

We have many prcblems to think about. We won the war because we had
fire power and mobility, and with all that, nrotection 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 to be able to make decisions that will get
things dcne.

We have bcards. They are necessary. I had all the "know" men I
could get on those boards—-eff101ent men, too--men who will stand up and
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;'pound the desk to get their point The way I handled ny board at Knox,

~in order to get results, was to meet with them 'once & 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 pr;orities.. I let them all have their say. . After that, I became

" the’ supreme court judge and said, "This is the way it will be done. You,
Bill, are responsible. Get on & train tonight and go to Detroit and start
these things rolling. 'Get working with this men and that man" One man
carried the papers through. s

Actually when the first Sherman tani - were made; the Dblueprints were
fixed up at Aberdeen and brought to Vashirzton and carried from desk to
desk here until we got the 0.K. on them and got them'out. I tried to get
them started, becaunse we were meking too many Grant tanks. They were &
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 meke 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 & central organlization. You can
be realistic 1f the people in the field, on the water, or in the air
vho are going to use the equipuent can tell you what they need.

What are we going to do in the Ground Forces? Well, we are in this
atomic age. Ve have to d&o something. Ve 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 are they golng to fight today? There is no other
- navy in the world to fight exzcept the Britlsh Navy. Vhat 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
bouwbs. They are going to destroy people. What happene after all this?
We poor Ground Forces are between these two high-powered lobbies, if you
want t6 call them that, being squeezed tcgether. We do not have much to
say except this: "If you don't keep us in the team, you are certainly
not going to get anywhere, because whom Go the Alr 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. Tngycannot go anywhere. I am not saying
we are going to fight the Russians, I am Just trying to cite an example
of the greatest strength. S '

What 1s happening? I sgy you Air, Army, and 1 Navy people are for
one purpose~--I am selfish about this--and that is to carry us over to
take over the ground and hold it after you do the Job for which you ere
there. So do not forget, we still belorg to that team. We may not be
running backs, but we are surely 301nb to be tackles and: guards and cen-
ters. Ve uust have a team.. -

Now, what is this atomic bomb zoing to do? No one knows. They talk.
.gbout Hiroshima and Nagasaki. I see pictures and talk to people who have
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been there.and:I find that,:if you are behind a ¢dncrete’wall on the right
side, ‘you will live, “Windows are torn out or pushed out, ' If you aré under-
ground, apparently nothing heppens. I am not tooiworried about this thing,
after we know what it is about. Do not be selfish in this game, Let us
work it out, What can we do now that will have to'do with the security of
our country? That is what we are interested in. I.am not interested in
the Army, Navy, or Alr Forces except in that team:relationship. ‘

. The only thing I know that we can do is what we are doing in the
Ground Forces., We are taking the experilenco of the last war, as you are
doing here. You men have all had oxperience, you ere recording it. I
hope you are recording it on one sheet of paper and not in bdoks; because
nobody will read your books. Just get your conclusions, Af you can, on one
sheet of paper. If you are going to get a stack of books, the research
boys will have soms fun; but they are in the minority when 1t comes to
fighting.. They do not even do reseerch until the war is over. “So let us
get 1it; where we can, in usable form. That ie where your expeﬁience comes
in; and that is why it 1s important for you men to record your exper¢ences.

That is vhat we are doing we are heving conferences to recommend
necessary developments. We started at Fort Sill with the Artillery. We
are bringing all the Artillery together ti.re.  Wé are getting rid of this
branch businesg:: That was nothing but rip:d organization that’ stopped prog-
ress, We are removing-barriers.  Wé ‘are cdrogsing the lire at will,"

Joo Ve brought in the ‘civilian research’and dsveXopment - people~to discuss
slectronics and guided missiles.  We. got ‘them interested in our problems.
We:sare going to’ kKeep ‘them interestsd 'in our’ problems. “We 'dre going to -
‘g6t into the:universities and interest theh ‘in’our’ problems, “This is“hot
going to be selfish, but we are going to take everything we can get to -
help us out. Maybe guided missiles will do away with all this expensive
equipmsnx and save the world.~4v»""- e

Then ve are going aown to Fort Khox and ao the ‘séme thing with drmor,
WE'ara going to havs’' the conclusions’ recor&ed No.axe going to do\the
seme. with the Infantry. e ceoe e T R e

Uhder the Simpson Board plan, which we thlnk will come out ‘in-a week
or. so, Ground- Forces will have six armiles sitting on nine service ‘com=" "
mends, but there will be:a straight command, The Ground Forces Headquar-
ters will command the Army and the Armyiwill command the service commands,
The services of supply and administration, however, -need not come through
the Ground Forces Headquarters, They can go direct to Washington., How-
ever, tfsomethrmggoee wrong, then ny people step in,

Uhat ve are trylng to do has nothing new about it. First--there
can be only one command. -Tho commander does not need to be concerned
with things that:are not in his bailiwick, There is no reason why he
should keep extra cards on personnel at his headquarterg. In all the
coummands I have had--and I have had them all, theater ccmmand and all--
‘T have kept my staff small. It has alwaye been helf of another kind of
staff-~half of it because I believe in quality rather than-quantity. I
. always believe that the only way to cut down on paper work and get
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anyvhere is to keep people working so they do not write so much dunk.
They think they have to produce something that takes a long time to
read, instead of getting it down to one sentence or two sentences. Most
of the problems have answers.

My headquarters will be smmply a coorainating headquarters for all
the six armies in this coantrj, and the school commend.

Yo are taking the equipment which came out of this war, and the stuff
that is on the drawing boards, pushing it forwerd, and trying to keep
abreast of research and development on which we are golng to spend a
great deal of time and money. But we are not going to spend all the money
on equipment alone. We have much equipment and we-think there ought 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
¥now where we are going, and we have a lot of things to test out. There-
fore we are going to equlp the units we have with what we have, and equip
enough units with later developments so tiat we can get experience to
carry on from there. I think we are sounc in that. .

I am concentrating on my school command and replacements. If we fell ’
down in this war, we fell down 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 do not think we are going
to shorten that time. o '

That eight weeks' business is simply an emergency solution for some
of our problems. It has been the cesuse of a lot of grief because tralnees
are not soldlers at the end of eight weeks. They know very. little. 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:trained. :

We &re golng to concentrate on the schools, which are in grand shape.
Ve are not going to call them schools, either. We are going to try soms
psychology and call them '"universities" and "colleges".

Our schools have learned a lot about pedagogy. We have profited by
the experience of all the best instructors and educators in this country
and in England. Industry taught us much and, in turn, learned a lot from
us. .

Our schools are well set up. VWe have the staffs and we know where
to get the instructors. The ROTC will become a real course. History is
important. I do not think for one minutc that an Army officer ought to
go into a college and teach history when “he greatest historian in the
country may be in that college. Ve need that 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 pfesident of the college should object to one of ocur 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 the National Guard and the
Organized Reserves into going organizations with modern eguipment. With
...& forty-hour week and nothing to do on Saturdays and Sundays, there is a
'“sreat possibility of naving some real tralnlng in these units.

Another thing we' must do is make staff officers more flexible--and
this brings me to the subject of leadership. Leadership, to me, means
Just one thlng--gettlng the job done today that ought to be aone, even
if it is wyong. You can certainly start tomorrow to correct it. But
it you 81t and wonder what you are g,omb to do--you will be d01ng that
 for a week.;

I obJect to boards that take ‘two, wéeks to make up their ainds and
to brlng me & plan. They should have been thlnang about what I wanted
two weeke before and had it ready. A decision arrived at in forty-eight
. hours 1s generally better tnan cne that is mulled over too long.

S We need ”letibility of m.nd ‘and fley*bility of organlzation. When
you, analyze many of the weaknesses of th‘u ‘war, uhey can be traced to_j
‘faulty orgenization. '

oo, .One of the greatect examples of flexibility and coordlnetion in this
_ﬂwar hed to 46 with George Patton's Third Army and Patch's Seventh “Army.

. I had comm&nd of the Sixth Army. Group end the Seventh Army. The Thlrd
‘zArmy was on my north and wes under Bradley._ ‘There was amyle opportunity
Tor compllcations, for thersd vere tvo’ gfeat ﬂenerals command;ng those™
[armiee--Patch and Patton--both having great integrity and singleness,of

" purpose, but of Widély differing ‘petsonalitios. ‘They could ‘have been
at each other's throats all the time. Then, too, you could Have had-
Devers and Bradley flgnting as to vhose prerogative it was to do this

., énd do’ that. But that was not thé way we handled the job. Bradley told

‘Patton that he could ao anything &s long as he reported vhat it was, and
I told Patch the ‘same tHing. We crossed boundary lines frequently. -

If thers was inflexibillty in d1v1s¢ons, you did not get anyvhere.
. But if & lelsion commander said, "I want to pass thls divieion across
" to your rear", and the other division commander said, "Go ahead--Certain
houvrs are free", but did not ask, "How many trucks are you going to put
there?" and then start counting them—-vou got somevnere.

When we weht through the Sleefried Line out of the Aleatian Plain
across the Rhine River thers was né doubt in my mind and I am sure there
was none in Patch'e or Patton's or Braalev's minds—~that we. vere going
to bounce across that river and get our Jjob done. . That Jjob was to de-

stroy the German armies west of the Ralne. .

Capturing cities is a lct of bunk. i/hat you are after is the individ-
ual soldier that is caucing the t”ouble in the world. It is not airplanes,
nor ships, nor weapons. It is the indivical. )

But what happened? Patton made his break. He got all the way to
Cologne, came across the Moselle, and cut down the Rhine. Vhen he did it,
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" he spread out his front. He was immediately followed by the forces of the
Fleventh Armored. Then he had a big gap, and he asked me for the Twelfth
~ Armored Division, which was sitting down in my 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
hour”, It went up there and it went intc the gap. '

Out of that you had the Tenth Armored. I will not begin to tell you
‘how meny infantry divisions were involved on my front. I had two armored
divisions and a French army facing the Rhine. I had the Fourteenth, the
Twelfth, and the Sixth Armcred Divisions. Vhen Patton came in there and
crogsed, 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 cur
great opportunity thsre. I think the same thing happened in the Remagen
Bridgehead...flexibility of minéd and flexibility of organization.

_ I have talked a little longer than I intended to, but I did went 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 any, and 1if I
can answer them.

GENERAL ARMSTRONG:

General Devers, so far as I can see, Sir, at the present tlma)'the
armament that you enticipate for the Ground Forces is approxlmately vwhat
was being used at the end of the war, with slight deve;opments. Is that
right?

GENERAL DEVERS :
Not slighf developuents. Blg develo; aents.
" GENERAL ARMSTRONG:

Possibly. But I am thinking ebout 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 DEVERS:

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
the line along which we are going to progress. But my idea is nct to spend
money on & lot of stuff that we already have, We can train with what we
have at the momgnt until we know exactly which way we are going to go.

I asked Dr. McNair, who is a great Bell laboratory electronics man,
"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 sanme tnlng. He knows nothing about 1t So we have not

‘given away any secrets. Ve do not &now “the weight of the thing. We do

not know just how to wor& it We nave iaeas ;rom ‘what we reau ebout it.

We do not’ belmeve in all this bunk about ae¥1al defense. There is
no defense against a rifle bullet, no defense’ agalnst & projectile of
any kind, unless you kill the guy at the source. There is no defense
against 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 permlt those -people to mlslead us on atomic energy.

They keep talking about defense. There 1s no defense. There never
will be any. We have to go to the source ana remove it. -That is funda-
mental, and that is the way we" ought to do our planning ‘T have heard
the damnedest arguments on that business, by intelllgent pecple; too. =
They amuse me, because the only answer is to get to the sourde; and to -
get to the source, you have to xnow where to go. That requires -
intelligence. R

- ¥ow, what are Ve golng ‘to do? " They tell me that in Tive or:ten years,
throuoh electronlcs, we will be ‘able “to shoot thess: guided nissiléstgnd di-
rect them without gettinz aboard the plane or ship that-carries them, énd
that that will help us to get closer. Ve do not lmow that., I am one.of
those Tellows who belisve that that is vhat is going to happen. I think
we are going to get it to a s1mpler form than we have now, « ~ ~ .00 i

We know what gas tanks are, Ve know onr limitatictis in wveighit. Ve
'are aiter lighter weight and greater protection. The Quartermaster Corps

trying a protective device. It has a cloth now that*'will stop a bullet.

N.It is trying to get lighter weight materials for p“oteotion. We are going
“to’ protect ‘the doughboys. Elghty percent' of the-tasualbies ‘of- thils war

came from the Infantry. Eighty percent of the tasiidlties were committed
by other than Infantry weapons. So we have rtomething” “there that we have
to balance.

We have to take the 1naiv1dual, the human peing, and protect him. One
way to. do ‘that is with cloth. That will help:. We-did it Tfor personnel in
alrplanes. ~"’he medical Oiilceru o the Eigntu Alr Force sat-down and fig-
ured out a Tlak suit that prévented innumerable casualtiec in the Air Forces

" You would be surprised to know the number of men the’ medical officers saved

because they went after preven*ive meoicine and did not just stick to thelr
onions and give pills. =~ *

That ig the policy under which we ére>working. ‘I am & great believer
in that, ' We have these new tanke. Ve ought to get enough of" thenm to try
out. We have wider tracks. We neel better bridges.

We are practicing all that and thinking about it and pushing it on
the drawving board. But we do not want to waste our ncney on a lot of
equirment that is obsolescent. I can tell you now that nearly every bit
o the equipment we have now is going to be obscolescent or obsolete in five
years., ‘hy waste money and energy trying to take care of it? I am for get=-
ting rid of it now, That is the only way I knowv to answer that.

- -



€/q
GENERAL ARVMSTRONG:
Thank you very much. Are there any questions?

General Devers, I want to thank you on behelf 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.

(10 May 1946--200.)8
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