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WARTIWE A_'UNITIOv PRCODUCTION

16 December 1946.

GENIRAL McKINLEY:

- Gentlemen, +this morning we are fortunate in having General Hardy
with us, from the Ordnance Departnent, to talk cn a subject that is
near and dear to nim, I thlnk, bJ'Vlrtu” of the gray halrs he accu-
mulated during +he WaT. o )

General Hardv is a graduate of the Rensselaer Polytechnic Institute
and alsc Harvard University, where he received his M.B.A, in 1934, He
has had a great deal of Army schooling, having gone through Ordnance
Technical School, Ordnance School of Application. He graduated from
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the Gommand and General Staff School in the Class of 1939,

Just prior to the outbreax of war, General Hardy was on duuy at
Charlegtown, Indiana, where he suner"1sed the construction of the
Charlestown Ordnance Worlks, cne of the largest smolkeless-ncwder nlants
in the world, Frém there, he went to St, Louis, where he was the Chief
of the St. Louis Ordnance District.

His next assigmment, and a very 1mnort@w+ assignment, was in the
Office of the Chief of Ordnance as Ohiof of the Ammunition Pranch, where
he spent most of *he war. e is now the Ohlel of i litary Service in .
the Office of Chief of Ordnance. )

His subjeet this morning is "Wartime Amnunition Prodactlom. I
take great pleasuré in introducing General Hardy to vou.

GENERAL HARDY: o

Genﬂral oklrley sawd I had received conqlderqble schoollnf dﬂrlrg
my Army Service; that is true. -As most of vou know, durlnb peacetine
we went.to’ school a lot, Gowseauently, T am ﬁarflcuWarly intérested in’
schools; what you try to accomplish at schools; how many officers should
g0 to the various schools; what training they should get, and whether
they are used after their course is completeéd on duty appropriatev%o
the ftraining they have had. C '

Some of the schooling I had camé after 1 had the experience. I
cleim it is wrong for an officer to go through life backwards. fe
should get a lot of “training and then go to duby rather than taks the
duty and then get the training.




I seldom know encugh to keep my moubh shut, so I have been criti-
cizing personnel policies and the way they send people to school, After
the war, I wound up having the ~111tarv Service whiech, in Ordnance, in-
cludes all the military personnel, civilian personnel, and training. So
at the present time I am not on duby pertainiag to anqunitlon, but am
selecting officers for various assigmments; trying to get instructors for
the schools where thev are in demand, and assigning students to schools.

I tell vou these things because I accopted the invitation to come
dowmn here not with the idea of just tallking about what might be con-
sidered a favorite subject, bocausce I spent most of my service on
emmunition, but in order to add my little bit to what you gentlemen are
doing, to see what the school is‘like, and to talk with General XicKinley.

When we talk about amwunlxlon, we usually stard of f by telling how
1ittle we had upon the outbreak of war and then explain what theoy did
during the war, That, 1 believe,applies to many products.s I would like
to do it a little differently this morning. I would like to talk about
amrunition procurement first; why it is different;. why so many people
talk about it; and why there was so much criticism of the Ammunition
Program in the early stages of the war, T

Normally, when the Staff considers ammunition, they figurc the
requirements to meet whatever operations they have in mind, and they talk
complete rounds. They want a million 105-HE rounds or five Hund“bd hand-~
grenades or three million anti-tank mines, or what have you.

It seems very simple when you are talking about complete rounds of
ammunition, You have got somotklng that goes in a gun or that is hun
on a plane, or put into a man's hand, and it functions--or it shoalds

Yhen it comes to the procurament of ammunition, we do not talk

complete rounds., They are the end product only, The real problem in
armmnltlon is thb procurement of an endless numbeor of comnonents--ex-
plosives, ohemlcals, and various types of loadings, such as shell-loading,
bomb-loading, bag-lcoading, and so on. Zach onc of these operations is so
large that it constitutes practically o scparate industry in itself. For
example, we procured TNT in such guantities we built separate plants just
to mgke the TNT. We built severaliof them. In connection with THT we
had to get toluens.  So.we went into the oil industry. We got additions

to oil refinerics.. e even built a whcle new refinery.

Back of that is acid and baclk of: that is ammonia. We constructed
“seven ammonia plants which, you will find, collectively equalled the
total previous capacity for producing ammonia in the United States, So
each component was a matorial’ m1+h1n itself.

When we talk about shells, we - are talking about a machining in-
.

dustry; not a few isolated items procured in thousands but procured in
millions,
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So %hat as far as ammunition procurement is concerned, w2 can break
the problem down into production of metal components, that is, fuses,
boosters, shells, and what not; procurement of explosives, related
chemicals, and acids; various types of loading and assembly into complete
rounds, which is done after your varicus cowmponents have been leoaded,

. usually in the sanme loadlng Dlant whore the principal type of leoading is
‘performed,

Then we get te the heart of the problem, which is scheduling. In the
Army, we talk about scheduling, we talk about requircments, and we talk
about programmcd procurement in a large and heavy way. The reguircments,
as T said before, ars handed to the procuring services, Thoy are depend-
ent upon the operations the Staff has in mind. Yhen those guantities are
handed to us, we have to produce within the time limit specified, if
rossible,

Qur trouble is not turning around and saying %o the Staff, "Tou
vant a million 103-H%, We will give you five hundred thousand this month
and five hundred thousand next nonth and there vou arce.” . Or if they want
five hundred thousqrd a month, saying, "We'll got up to that cavacity
within three months,” Our mein difficulty comes in scheduling all of the
parts and materials necessary to maks those rounds so thot when we get
the final product ocut of a loading plant it amounts to what our rogulrc-
ments call for,

Host of you, I belicve, arc familiar with the Army Supply Progron
we had during the war, the so=called MPR-20, which specifiecd the amounts
and types of ammunition reguired, Under the second linc we had +he pro=
grammed procurement, somctimes referred to as the Schedule of Produchtion.
Those schedules, as for as amunition was concerned, were made in my
officc~-the ones which were programmed procurement--and most of them were
by guess. :

I brought a book dowm here -his morning, which I do not intend to
pass around, but I want to hold it up as an cxample. Then we had war-
time expansion in ouwr mortar smmunition, this book was used with all its
vages--1 don't know how many there arc, DJach page is filled with lists
of contractors' estimates, guantities of labor, matorials, and machine
tools reguired. That was the summary of our first cstimate.

That is what wo call scheduling.. Teo 4id 1t to conbtrol the parts and
materials that went into doading wlants. stress that point beocause
‘with the quentitics involved as ¢ material, labor, and facilitics, we
had constant rclationships with, and had %o got approval from, the War
“Production Board regarding materials, sites, construetion, and what not;
also from the War Manpower Ooumission as to the labor involved. w Fro-

quently, tlose gentlemen were cxpericnced in their own varticular fields
and many of the officers brought in wore unusually capable.:
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- We would go over a program such as this and we would spend a couple
4f hours on shells. They would say to us, "Do you have the answer to
the 60 or 8l-mm. mortar nrogram?" Then they would ask us that, we ¥
say, "No; we have twelve morc iteas to go over." When we did get
we would 'still have to talk about the complets round story. That is the
difficulty with ammunition.

When I first came to Washington, 2 very goed Priend of mine was
leaving--I know he was not relieved on account of his not having dono his
job well becausc he went to a bigger job--but he asked me why t
munition Progrom was criticized so much. My answer was thab it waxs so
difficult to portray in simnle language, or through simple grashs, to
those over you. The only real sgolution is to have theo procuring agency
meet the scheduleos sct bv the Staff and thon thoy will leave you alone.
In other words, if the Staff wants a million rounds, snd gebs a million
rounds, vou hear nothing further from them., But if they want a million
and you give thaa five hundred, why 21l hell breaks loosc,

Perhaps you think I have stretched that phase of fthe program. Some
of you, some day, arc going to be on War Department Staffs. I ask you
to remember, when you arce talking completc rounds, that somcbody is
spending 2 good many hours on o lot of miscellancous items whish, singly,
‘should never be referred teo the bop stalfi’s They cannot got bogged down
in the details of fuses =nd prinere and things like that. '

We have becn asked, "Why don't vou bry complcte rounds? You buy
complete tonks or you buy moin assemblies; vou buy a complobe gun: vou-
buy o complete recoilless mechonism. Phy don't you buy o complete
round?" We tried thdt years ago, in the carly stoges of industrial
mobilization. We went to some of the larger corporations in the country
and asked them in time of war would they tske on contracts tc produce
complcete rounds, They said they would not, In the first wlace, if we
went to someone who was mmchining stecl, he usuelly hed no facilities
and knew little about machining brass, coppor, or aluminum.

On top of 2ll that we hed thess cvirlasting explosives, which.are
stuck in cverything. The risk involved is so great that orivate corpo-

rations do not feel they can assume the risk. Incidentally, that was one
£~

reason {or the cosb-vlus-s~fixed-fec. contraecty +the entire risk was on
the Govermment, The large corporations nrovidcd the managenent and were
good on learning. the know=how, bub the¢ entire risk was on vour Unclc Sam.

Along with.that, as I said, bthesc various items have Lo be pro-
duced in such large quantities th:t it roquires a geparate plant for
even onc product like TNT, Due to the hazards involved, those plants
must be in the country and not in the center of a populated area. Lines
must be spread out within the nlenbs so that if onc part goes up tho rest
of it is still useable. Oonsequently, we have ncver found any way to
Just sign a fixed-price contracht with a privete manufacturcr to produce a
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finished round of anything oxcept a practicc vomb, or something lilke that,
that has no cxplosive in it.

I would like, briefly, ‘o run ovor just how we hardled the mechani
of the program. It is rathor dull, but it will give vou an idea of wha
was involveda .

Let us assume that the 8taff has sald they wandt a milliorn rounds of
105-1E per month. When we get that requirement, it has te be broken
down intc percentage of ench type. OCun eash type we have to detormine
the percenmbage of wvarious fuses, At one time wo had somcthing like
fmftﬂcn different btypes of ammunition for the 105 howitzer. 1 remember
General Barnes, who was head of our Research Division, saying it would
not be long until we had a progeotllﬁ that would de gveryvthing in the
world Lo the enomy except kill him, e had lavondar smoke, pink smoke,
grecen smoke. We hwi shells that fired pamphlcts, circulars, and I don't
know what all, As far as wo wore concerned, we could make mnvt%iﬂg that
did not golb up to as large a guantity that it csused a shortage of
material or labor; but how tho.fellows out ih tho field, up at the gun,
could carry all of those “ypes of apmunition, and have than availablc
vhen nceded, we never found out, Havboe some of vou gentlomen did.

So, when this progrom for 2 million 105's was broken down into tho
various types, we had the people in chargo of melal componsnbs, ox-
plosives and loading, gathor in o room. We asked each one what schodule
he could moet on his respective nards and materials. We listed all of
“those in pencils We took the componcuts or the loading or the material
that came up with the longest tims perlod and, depending on whobther the
offficer cr civilian wos ﬂtlnl tic or peossimistic, I changed his schcedule.
That become the official Estimate of Productions It might have shown,
for instence, thot ot the ond of five months wo would produce 10C,000
108 rounds, and the next month 200,000, the ncxt month 500,000 %nd the
next rmonth one million.

d

. The next thing was to make surc ov crybody porformed so that that
schedule would he met. In order to do that, Lkab schedule was sent out
to what we call the Field Dircotor of Ammuniticn Plants, which was really
an extension of my office in Washingbon, tubt located in St. Louvis, wherc
it wos practicaliy in the goographical center of the sixzty powder ox=
plosives and loadling plants that the Govermment had built. That oifice
broke it down further into the reguired powder, czplosives and loading
and assigned the job te the vhrious plants bueausc, in that office, thoy
follovbd'nothing but that part of tho work and woere fomiliar with the
details of cach vlant, So, when the plant itself got a schcduls, i
was not o guess. It was an order from our officc that thoy must produce:
on thaot schodulc, '

s 4
v .

In a2 similor manner wo mooL tho schedule month by month and broke it
dovm into the numbor of fuses, boosters, sholls, and so forth, In doing
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that, we had not only to takc this 105 round but wc had to take covery
other round in the whole program. In order to dobtermine tho number cof
boosters, fuscs, and primers we would need, we would hoave to take at
least thirty rounds and compubte 2ll reguiroments broken down into the
various comnonents, That is beeouse ammunition is composed of a seories
of components put together on various combinations.

I wight point out this fact: thoy arc mover in o permoncnb combi-
nation. So thore wasn't any way on earth we could take one single round
of ammunition, bresk it down, ond come up with an enswer. iicnce, the
personncl who got the reguiremonts for fuses and boosters did not lnow
vihcther they were for the 105 or any other round. All they know was thoy
nad to produce that many boosters, for instance, and someconc ¢lsc was
“responsible for sceing that the number of boosters producced woers properly
distributed in the assembly plants,

Then those reguiraments for metel parts had bheen defermincd, that
beeamc an order for thosc proguring officcrs to got thosc parts on time,

They, in. turn, sent them out to the procurement districets, who alrcady
had reoceived oample funds and ample authoribty to negetiate the contracts,
sign the comtracts, do the inspecting, and follow the shipning schedule

»
i

furnished bv our office here in Washinghbon) to vwhichever nlant the part
A " o vy

should have gonec.

In the earlyv stages of the war, there was o tendency to count up
the number of rounds of ammunition and add up the tobal reguircments of
various componecnts. Then thoy would tell a vprocuring officcr that he
should buy a million bocstors for cxomnle, ho went ocut and bought hoostors
until Hell wouldn't kWold thom. He got thom from tho place he could goet
thom quickes®t, with the leoast investment cf machine tocls, 2nd what nobe
He did an cxcellent joh. )

But perhaps 2 boostor was an item that could be procured quickly.
The fellow next to hiim had an order to »roduce a corrcsponding number
of cartridge cascs. The cartridge cases wers being made of brass. The
Sall Arms Program wos toking nearly all ¢f the brass in the United
States.. The follow could net get thoe nocessory brass.  He could not
malke the cardridge cascs., As o consequcnce, we wound up with o warc-
house full of hoosters ond no cartridge cascs, We had worchouses filled
with shells, nowder, TNT, and vhalt have you, that we did not know what
to do with, < :

"The program became very much out of balance, As vou gentlemen
know, the first shortage of wmatorial, causcd a lot of difficulty until
C.lLP., the Gontrolied daturials Plan, was put into sffeet and had
operated long encugh Lo be really cffcctive. Thers wore shorbages in
many lines without relation to the importonce of the program.

"NWow the W.P.B. was not very bashful about telling the War Deoart-
ment about its mistakes. At one bilme, in late 1942, as an sxamplc of
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what I have just boon cxplaining we had 955,000-155 shcll-lorgings.

fow we couldan't hide those. You lmow how bl.g 155 1is (1Y1d1cating),
about six inghes around, When yvou got nesrly o million 6f those, you
can't simply. stick thom under your ‘csk. Well I henrd about that overy
fiftoen minutes. We had no eopacity sot up to machine them. o wers
asking for steel for other shells in the progrnm. ALl I would ever get
out of W,P.B,was,"why did vou hog all of the stecl in the million
shells?" Then you added up the tcppnbc of thosc, shells, it was o blg
factor,

3o our biggest problem wos to get this progrom in balance ond: find
o way to solve the scheduling which I spoke about. We did that, as I
described, by breoaking it down into bite and picces and sctbihg o monthly
schodule for everyonc Lo shoot for. For instomcc, if we had o hundred
thousand - aompononts to be prodwscd in the third month, we did not want
o hundred thousaond on our hands in the sccond month. Weo wanted them in
the third month., Therc wasn't any n01nt in got+1ng aheod beoause it was
only g01nr to throw the whole nrogram out of whack

Poople say to us, "How did you control itt" Welil, if some nrocuring
of ficer placed a contract for delivering a hundred tnou nnd rournds in the
third month and some manufocturcer vroduced them in the sceond month--
we didn't give him any kind of shipping instructions--that left a rather
difficult storage problem on the’ oontraotor s part. Then woe cut his
contract back., We had that nuch authority in the war, 46 canccl con-
tracts, reduce the cxtent of them. e just ocut them off, when recessary.
We had veory little trouble after industry and our vrocuring officors
21l over the United States realized that we had to stick to & monthly

schcédule and cverybody was sheoobting for +the onc rate, nct o half-dozen
rates,

In the . districts covering the United States we had to give cvery
American manufncburer an egudl part., We had the smaller woar plaats
with us. A -groat many ammunition manufacturers are very smalls so the
smaller war plants could not sce why thoy could not zot busincss. But
vhen vou had farby-tawo people ﬁdklﬂ” the same fuse 2and you weretrying to
digtribute their product to 211 of the differont loading plants, vou
had 2 tromepdous problem on your hands, Cna fellow would give vou a
carlow once a montk th, the noxt fellow once o week and o big manu-
facturer would turn out a c«rload ersty t&ouuy‘n1ﬂut¢s.

How, as vou can imaginc, “ll‘of that had to be eontrolled. We
did it By a regulating s"ﬁtsm.'-W! woere successful in thot by goting
pcople who kmew railroc ading tnorou”hLV in our offiee, so that they'
could tell the ammunition people how to work with the railronds.

Along that some lino, whon you btake so moany people, so many monu-
focturcrs--the forty~two, lor instance, that I mcntlo*l‘f‘—-makinm onc
fuse, you connot get them 2ll to make anything ~like, no mattcr how



(=3

u

RESTRIGTED

you spocify or »ropore vour drawings. Thore i1s alwavs o variation ond
always a differcnce bA*vccn the inspectors.

e solved some of thosc difficulties by using vh‘u we called
Industry Integrating Commitboss, which you must have hoard sbout before,
That consisted of taking cvery manufacturcr of the samc item, forming
them into a commlittec, asking one of the better monufacturers to act as
an assistant chairman, and he controlled the group. We told him the
over-nll schedule we wanbed.,' We gave him o key inspoector, the besst
Govcrment {nspcctor of that particular item, we had, We asdignod an
officer o him. The assistant chairman furnished thce clerical holp
from around his own nlant. He had no authority to isswe an order *o
cny other contractor, but he ceuld tell the officer with him what he
wanted, provided he did not violate any laws or rules. That officer,

turn, issucd the nccessary orders in the namc ©f the Chief of Ordnance,
The key . inspector was sent from plant to plant and refereed these various
cmmunition progroms. He hod the final say in the acceptance or re-
jeetion of material,

e found also that one manufactursr might not be mecting his
schedulc becausc he was out of material whilo, -at the same time, another
onc had a whole vard.fulle. We got the fellow with the full vard +o
give some ©o the: fellow without any material and in that woay we bullt
“up production,

General Compbell tound out he got morce fuses than the Army reguired
»w1Lhout the nccessity for building those plants which had boon originally
schoduled fo¥. construction. ¥e had to gut propor cleoarance from the
partm of . Justice beenusc, udder the law, if manu urer ok
Departmont f Justice 1T . der the 1 facturers sponk
o caeh other, exchange material, or show any infersnco that thoej C
to exn the By t 1, fersncoe th tl ar
fixing o price, they will be subjeet to fine under the provisions of
voarious laws. That clearance was obtained ond the minubte the war wns
over, we withdrow it., '

, Those commitbtees, I might say, came-in vory handy also in, m“kxng
dj*stmcnts in the progroam. The armics in tho £iéld nover wanted the
same amount or tho same tyvpes of ampunition for any exterded period
of time. We actually, in onc instanec, scnt out a tclegram on o
aburdsy afterncon and cancelled every contract for a certain item
and the following Monday morning we roinstatod the some +h1ng because
the Southwest Pocific had sont in o roguisition for that material,

©

Wz did not make much hex ~artilleory o rimunition during'thc early
~rt of the war., It was thought thot bombin" would solwve the situntion.
Meon the Armie got in I4aly, arcund CGassino, the hervy arsillory crme
into promingn Y We cxpanded that program trCﬂ”Qd°Uu1V. Just as soon
ag the cxpansion wos wnderway I roceived o letbor to cxplain by ondorsc-
ment why we were procuring o coertoin heavy type shell when the stock

on uund e.s of the first of January was gréater then the provious twelve

el -d
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months' cxpoenditure. During the time that povor floated around the
Staff, whorever 1t wont, tho stock had dronpcd dovm o zero.  We were
signing contracts for now plants,

S¢ there was o constont chango in *Lv\.,'3vprogr:m1o “We cvut down onc
item while wo were building up another.  Te werc trying o get the pro-
gram in balance, We found, in order to do that, we could take theseo
comnittocs with' overy manufacturer making o cortain itom and ask them
to meoot in some contral place, say, Chicago or Oincinnatl or 3%t. Louwis.
1 would ge %there with the change in the program that wos wanted. e
vrould have, somctimes, one hundred or a hundred and fifty conbractors
at that mecting, We would let each one come up and tell me any roesson
why his contract. should not be cut or chomgeds Beforec we loft tho
wmecting, T set a now . rate for cach monufocturcr and, colleetively, the
tobal was tho ratc which the War Doportnont duSlred. ‘

We found thot worked out vory well., It mado it casy for somconc
like myself to do it gquickly. We found out one very important fact:
‘Amcricon manufocturcrs do not like to have any of their contracts con-
cciled. They all hate to lose any business--naturally. If you got
them all togethor in one room and explained the whole nrogram and told
thom the truth, they would all take the cut and soy nothing about it
But if you told onc conbrachor you were going to cut his contract in
half, or cancel it, he would be dovmn vour throats ncxt weel., He would
go talk to hi Gongrcssmcn and everybody clsec vhencver he thought some-
body was bcxag favored, If vouw will get thom 21l in one room and oXe
plain your whole program to-than, tacy will do anything,you ask, take

any ﬂu* or make nny caamgo, and you v1ll NoVEYT have any Lroubiﬁ thh
cany of them. ’

s

I think that is narticularly important, to £cll the mamifacturcrs
wht wo are trying to do, That oven anplied when we wore trying to
got thom idborestoed-in industrial mebilization. You sco, we have so
many programs that are so scerct that whon we 4alk to manufactursrs
we don't tull them onything., MNow if they don't know what we are trying
to do, naturally tnvv cannot help us,

the 514 s%ock wav ol looking at iﬁ,
have prior to the war as Jdr ss equipnment vas concerned?
have spnough Re coabout, so we might 28 well drop that, ° ﬁo*e"" r,
‘we did have & few things which turned oubt +o be very important.  The

Ordnance Department 2d kept an oflice in Wilmington and an officer

and a cnvﬁle of Jcivilians. That officer worked along with Dupont and
dercules drawaag vn plans and designs for explaosive plants and chemical
plents, so. that wnc1 the war came the ChleL,OL Ordnan-e did not have

2o run end end of ‘the plank, He had a rathsr com-
prehensive plan of expansion I'sy various “ypes of powdér ild e -
plosives, That involved raw materials, tyoes of alwnus, gize of lines
safety distances, types of construcetion, and so on. lhaw saved v ’
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a tremendous amocunt of time

In addition to that, occasionally 2 little money was available
and Picatinny Arsenal hcbtually purche sed some amm onia-oxidation towers
and othir types of couipment which take o long time %o builds Thcse
wore stored at the arscnale. Vhon this expansion canmc along, those
picces of ‘equipment, which were tho most difficult to get, were pulled
out of Picatinny and sent to the new nlants., It permitted those plants
to start much more rapidly then originally contomplated,

T my . ﬂan, it was fot the'fact that we 4id not have the zmau-~
nitidr that was so important, but it was the fact indusiry had.no éx-
perience inm wmaking any type in any quantity. As an example, we had at
”1c@tinﬂy,Arselﬂl a series of buildings bullt as we got a few dolla
now and thein. They were not a production line by any stretch oif- the
imagination. We built only four bag-loading plants during the war.
I, personally, happened to bc at the first one., It was overated by
Goodyear Tire. It was based on their 11@ as of straight-line producdtion
to got guantities--based on the processes used at Picatinny. The first
line to go into operation makirg the 105 charges graduadly crzot up o

" some three thousand charges per eight hours, per line. I think the
Picatimmy rate, according to the original design, for a day's work
would have been twenty-soven hundreda ' B

The plant cnginsccr came to mc, with o broad grin on his facc,

and said, "Say, we're up to threc thousand, We'rc over what Picatinny
said a line would doo" I would not admit it to him, but I only kidded

hinm beeause we really wanted more. 1 said, "Whon you get up to four

thousand, come back and we'll tall it over." Beforc the wor cnded,
they prodused cloven thousand charges on that same line in cight hours!
tinc. N . ‘ N

‘We did not have anything like that. 7o néver considered that as
a part of pregaredencess., We doveleped o now uhi g once in awhiloc and
we made a ﬂa;f—uozcn of thcem. Wc made thon by It Td mothods. We made
enough rounds or guns, or what nave you, for the ficld scervice tests,
After all, 1 qduoirv docs the qua tif& production in this country. They
can sct up 2 small line in neacotime and got as many as they can on
onc shift, working a certain number of days a wooke

ritain woy.

Another exsmple is L ot we had always made THT in a
D ent about

cer
We. had built o lot of THT plants. Thors had  bocn an expo im

moking TNT under a process callpd ruverse nitration. After onc of
these plants was operating orptty well, the coperator thought he would
try this reversc nitration on'a brdad sculo. He tricd it out on one

line and then went on to. his wholb plant. ell, we finolly trebled

r

" the output of THT per line, ner day; cub the cost morce than in healf;
and we shut dovm sohc of thu TW“ plants. Te astually “tore.down onc
plant right in the niddle of the ware It had been built us ot Lake
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Ontario, just outside of HNiagara Falls,

To ny way of thinking--this is my personal ildea--a little money
spent in making TNT, even if you took it out and threw it into the
ccoan, mizht have developed a process like thaot and we would net hove
built so many plants. We would have saved endless time.

We have had & lot of ammunition since time began. e never mado:.
any drastic improvements. In this cxpansion progrom we went out and
asked the L cading mmnulqotu ers in the United States to holp us. Tl
had Cocd-Cola help us. Thal scoms far-fotched perhaps, but they make

. .crnough Coen~Ooln and spread 1t around thoe country, We also called on
Proctor & Gamble to help out. They said, "Did vou ever stop to realize
thoat at Plcatinny Arsonal vour officors spond twenby-Iive years ond
maybe for teon or fiftecn yonrs out of that time they work on somvthing
like ammunition. They got o broad cxpericnce and lexrn an owlul lote
"o couldan't hope to compote with them, Bubt on a narticular round we
arc making, we make morc in o weck than any of your fellows saw in the
preceding twenty “c;r ' Thot, gentlemen, was literally true, ‘hen

we made Uifty thousand rounds of something, we though® we had o lot,

"They mode some thing 1lu@ five million o month. On that particular

round, ofter o month or two, wou couldn't tell them much.

Take our 1oadlng program. o aad always pourcd TRT through a
series of buckcts. t was indeed quite hazardous. They dewiscd a
‘bucket with sixtcen down-spouts, hented with sbheom te ¥ecp the THT
molten, They would draw it up through a voacuum, lobt it flow over and
111l all sixteen buckets up o a preseribed levels Thon it finally hit
the prescribed lovel, the axccss would gravitato into an overflow.

The cleectrical industry devised Zeray cﬂulowbnf that permitied us
to looV inte shallse. You could tell whether theoy were protty solid or
had 2 hele in them. If they had a hole in thom, they might pop out

and away would go wvou and the gun.

Those kinds of things, I think, arc important, It is not so im-
portant that vou have warchouses filled with things, which may beeome
obsolete next woolk.

ol

General 'licKinley spoke of my being with the powder plant which
was the blggest ia tho world., That is tTrue, Ve had s"xty plants=--
witich was almost inconccilvable«=that cost aboul throe billiion dollors.
They ran from five thousand acrcs to twenty thousand s oros, most of
them with a thousand bulldings, or more, on thom, It s hard to cx-
plain, so you con concclve how big thobt progrom was.

The thing that brought it o my atbention first wos we hu h“rd*v
gotten underway when 2 samplo of the powder made at Indiana was sent
to Aberdcon for test. In those days we were mnot allowed Lo say "ves”

. RESTBIGTED
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or "nol" %hp Proving Ground sent the rosults or to Washinston and
sthingto{ id wiether the powder was good or not. Byentualls v they

SR R TR T | VO R

told us. Sbme fellow would oall me up on the tel *phonb and say, A 107

of the powder you sent to Abcrdocn nos heen tésted, We think it is all
. N A N 3 A MGy woe e

right,but it is just on the edge of th: sne cations. So we held a

n v
debate about it. Iiaybe we could have a robost. -He said, "Miat I wont
to mow is, now much of that powder did vou wmakce? How much have you
made sineo you sont that test in?" I said, "This ant. “hile
yvou fellows have bzon 148 llng around, we've made threc milliion more

_poundss So if you don't want a few morc woarchouses fillced up with

e
(o]
o
(e
2
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powder you'd better say ¥Fyes' or fnot," The plant produced a million
“pounds 2 day, bosides some other things. A million pounds of smoke-
less powder a day is guitc 2 lot of powder. That was only one of seven
plants.
(Referring to Gharts)
. inhese red lines (indicating) show the actual production in 1842,

1943, 13844, and 1945; also vhat was projected for the balance of
1ﬁé5-46. Of course the war ended, so thev guit. Bub vou can sce
there was o steady increase., 1 want to briﬁ” out that fact bocause
that shows therc was a steadv increase everywhere. That steady in-
erease aifected the amount of mabterial we used; the amount of sie ecl,
brass, and other materials, So we werc having brouble continuously
b" imposing a tremendous load on American indus stry.  That went up

in 1945, You con sec we were going pretty nearly to five billicr
dollars' worth of ommunition,

s

These (1nd1ca sing) show tho montnly rates, how bthey went up at
various th, They only started to come down following V- Day,

Wow the impertont point to bring out is that in bebtwesn we had
montaly deliveries of 90-pm. ommunition, as an cxample, up herc in
January 1944, In April 1948 we worc on our way up 2gsin and in June
1945 we went back'dovn apain. So that whon vou out back sn the com=
ponents I told you about, thot would show up somothing like *this (in-
dicating). The people over us and the Staff would say, "o have given
vou relicef on your matorials, and what not, beeausc we hoave cut your
‘requircements down on an importent item like heavy somunition.”  But
the 80 and 8l-mm. mortar ammunition went through the rcof at ap=
proximately the same timc. Your tobal bombs uppod and staved vp, So
that, over 2ll, the impret w-s tremendous,

Tow back in 1942-43 it was not so bad. Then it came to the Fall
of 1944 and Gencral Glay vas flowm back Trom Surojpe and the General
Stoff and all tho top groun of poople got togother on account of the
stringent shertage of artilleory ammunition and wo went out at that
stage, at tho beginning of 1945, and startod to build plants and spont

“three hundroed and somo million dollors on odditional facilities,
machine tools, and cmployed cighty thousand merc men, that was getbing
protty near the squccze. That was the hard part,
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Another. thing I-would like to bring out is thot, on papery tallkin
complecte. rounds, this is casy:s . you want that many; you dop’t want so
many; you tell +the people to sbop, Dub cvery time vou say you do nob
woant so mony rounds of $O=mm. ammunition, vou cannct out back Lo that

point (indicating) from herc (indicating) in less than soveral months.
You have got steel and brass coming ocut of the mills. You have forgings

coming

g3 you havc machinings coming, You have vour whole pipeline filled,

Wow if you should stop like that (snopping the firgors), the whole thing

collopsecs ond vou losc your meni the conbrastors, in turn, lose tholr

ontracts. If the services do aot want theom, they will go out and scck

copmcrcinl business. After all, they have got do live. It is thoir
busincss to 11vo and not just sit down and do nothing.

After V-I Day the general thought was thab we would cut our roeouire-

ments to this (indicating), 25 an example; bub not knowing whet would
harpen to Japan we would kuop our canacity out to here (indicabting).
Thot wis almost an impossibility, That is not twenty percent of your

capncity. That docs not allow a big manufacturcr with ten thousand

people Lo run onc shift, He could not run five doys in times like that

boonugu every laboring man in the counbry woas getting double tine or

time and o half, Oonsequently, he might end up with an idlc shop. You

conmnt shut o shop down and let tho machine tools sto
start it up agoin unless you hove someonce whe knows

When they tried to do that, the stocks of shells and forgings, and
what not, on hand would ; ¢th these requirements without oporating the
shop at all. So, kceping that rgt vined copacity was a vory didf 1ou1t
thing at that time,

In order to keocp pencetime capacity out of thgse sixby plants,
we have about fﬂrtv-flmu of thom still lefs. We plan to koop about
twenty~-fiva, ‘Ihvy can be kept in stondby condition; but you might os
well face the fact that when war comes:you have got to partially ro-
equip them, got btihem beck in opernting ordere e figure it will tale
us anywhere from threc o four months to short and six months to get
into operations Sc there is no sensc in kidding ourselves on that.

s char (indioﬁting) will give you some idea of the magnitude
of the orofram starting ot the beginning of 1945. ¥ie werc actually
producing at that time 400 wmillion dollﬁrs "worth of ammunition per
month, We cropt up to that point which, ifi I romember corrgctly,
was ’ © 434 million dollars in April 1945, Then, of course,
V~E Doy came along and we come dovn in a big ard henvy way. 'fo wore
planning to taper off at around throc hundred rillion when Ved Day

camce along and we duite

HQWCVﬁr, 1t had beon plamned to-go up to 600 million dollars!'
worth of ammunition a month by the end of 1945,. That is the pProgram
wo wore working on until shortly before V- Day, It is along in hore

et

(indicating).

-] Ze

v idlo. You can't
wow to oporate it.
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This drop, vou see, after the first of the year, was caused by
the psople who wcrc,cowput1r¢ their requiroments olways figuring thoeir
requirements €o thé cnd of the yeor. If they had not usced all they
thought thoy would, thuv put it over here (1ndlcatlng) I night point
out that thie line (indicating) did go back up again,

3

he first cut was = nine perecent cut; the noxt was fiftcon to

eightcen percent. Then, following V-E Day, we wont down to this line
(indicating); that was our current schedule. Vhen we got down there

we werc asked bo keep the capocity along that gray line (indicating)--
I don't think most of wyou con-ste that; it wos in about that arens Vo
were supposcd to keep the capacity at four hundred fifty million dollars
~a month, which actually was nt thres hundred million until the Japancse
wor went up or down. .

This hump (indicating) cortainly cost.a lot of moneys, We were on

Jour way upe. e had to stard back in Hovombor 1944 and sign controcts

and order machine tocls, I think it wzs in Novembor 1944 that me ordered
something like three thousond add 1tion&l machine tools nnd T don't know

how many--perhaps o hundred million dollars' worth of new facilities,

There were a lot of cancellations of contracts bub, of coursc,
it was o lot choapor than continuing something vou did not nced. I we
hed over gotten to thab point, we would have had ammunition encugh Lo
shoot evervbedy in the vorld. I mean that is 2 faluwlous quontity. 1
do not know, in tons, what that is, but 2t this poinb it amounted to
800 thousand tons of ommunition., Eight hundred thousand tons of om~
munition is a lot.

Referring to this chart you will notice I usc "Dollars or Tons"
When you start talking rounds, as I indicated in the first part of
this talk, you gt confused,

I would like to spend o few wminutes to tcll you what we have now
and, if time permits, what we had prior to the First World War,

) We nave in storage ot the present time six ond threc-quartors
million tons of ammunition. That is o fairesized amounb. If thore
wcre to be an emergency, we have ~nnumh stuff on hand 4o sunply a size-
ablc army over @ sizeablc period of Uime, while we are starting up these
various plants and things we have ia reserve. So, you sce, we are not
back where we werc.

People say, "You won't got any moncy to maintain it." Remembor,
vou cannot simply walk away and leave 1%, You have got to have some
protection. It has to be m¢1ntaand. I, personally, 4o not belicve,
until some of it is dfmilit"rizﬁﬂ, we will ever lack money for some

tind of protection becsusc it is o dangercus thing just to leave around.
lt will reguire maintenance aﬂd renovdtion. As it deteriorates and
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becomaes obsolvto, ol coursec, we

Cdomilitarize it and scll the serap.

In addition +o that, we have 375 million pounds of smokeless powder
in storage and approxir tcly 150 millicn pounds of high explosives. So,
we are not so bad off; that ig, 25 Far as vour basic materials go.

.

JLO081VeEe

Those seem like large smounts but that emount of high
and powder amounted to anywhere from thirty to sixty days! con-
sumption during the war. In other words, we had to kesp, on ox=
plosives, about thirty doys ahead of the loading plant. On smoke-
less powder we kept sixty days ahead bscause it takes longer to make,
So the amounts we had left are not excessive from a manufacturing point
of view. The six and threew-guarters million tous dOﬂs seom guite large,
but remember the 80C thousand tons & month.

transit in this country ot in boats and a lot in the depots over-
seas that had nover boon used and was returned to this country. So I
do not thlnk‘uLu cogts are too cxeussive for what happoncd.

There was Lound %o be 6t in the plants on V-J Day, o lot in
1

I would just like to loave a couple of thoughts with you. One is
you should nlan for ammunition on 2n ovar—all,tcnnﬁgo bosis and’ bv ine
dustrics., Ve have industrial mobilization plons gradually being worked
up., Vo make reguiremonts on some bas;s. T- figure out the namber of
105's ond the number of 90-mm.'s wo will wont., Buh, in wv opinion, in
time of pu.ce you add reguiroments and subitract stocks and cone out
with arithmeticel bolancos that measn nothing. ‘

We de need to know how Big the Army is going to be that you arc
planning for; we do nocd te know tho type of equipment youw are goi
nesds You can brenk it down into ol*s ses: your 240 albnt~i* ch in
bracket, your 108's in ancther, your brass itoms in anothers In
way you czi plan on material and 1 bor. But you won't be akle to
everything.

We havon't the slightest iden, ond I don't belieove anybody can
tcll you noncctlv, whe is golng Yo make any uwrtlc“lﬁr round in any
particular war, n the first plaece, we are not going to romain static.
Fe hove to have a lot of new items and not make all the obsolote ouus.

n the second place, American industry is chonging so. rapidly that
what they do today is cbsolete naxt week, At the ond of the wor we
were actually putiting up o nloant in horth Chicngd;—l'vo fergotton the
namg=-vherc thoy made 185-mm. shells, using girls, You had to hunt o
try to loeate o man in the plocc, How thaot was my idea of push~bution
production., They made the 155 shell forgings, which is, as you know,
no toy, It is rough work cven in an ordinary forging plmnt. Here was
2 girl, surrounded by a picece of plastic and a fow buttons. She 4id

“the whole job, Somcthivg like that would take wp one-third the spoace
.and onu-half the peoplc used in the average 155 shell plant,
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Then I think we should mointoin our prescnt stocks in good

condition. As they become obsclete or too bad, throw them away. Don's
spend your money on something that doesn't amount to anything. VWe arc
faced with two situations: we either gebt o lot of money ond maintain

evorything, or else we get little or no woney and toss . away cverything.
We do not wont to lose our ncrve, o

Then, in addition tn deveoloping new itoms, 1t scoms to me thatb
in running o monufocturing line on new items, as I reforred to before,
you must work oult your techniques of nroduction; how you can make the
shift, using womon, using automatic machine tools. That is just as
importent as developing o new itoeme I wo do that, we are rendy to g0.

Speaking from the point of view where I sat during the war, it
~would be a God-send if 2ll commanders and high-ronking Staft officers
would. look ot tight.

a2t the ammunition requirchments months before they g
)

' It-doos % time. to break thom down, I knowe It cannot be 4
y

minutess The reguircments toke guite a long time to compute, 3o fro-
quen¥®ly we got these panic demands--I1 say "panic’, but they woren's
rezlly panic, bub urgent demands-=that they had te have o certain item.

Now I do not sny tho top officers could have clearod that sibuati

but if thelr understudics would compute thesc roquiroments, and if Tor
s 4 ]

Commonders would apply their personal judgnent, somebvimes we might

start a lot faster, becaouse therc is o time factor in cvorybthing you
do. .

Arc thore any guestions?
GENERAL PcKIVLEY:
, Any questions?
A STUDENT OFFICER:

How did +the size of the Navy's cmaunition procuroment orogram
comparc with tho Army's?

It vas mach smeller in over-all exbont, except on the five-inch
rockets The Navy's five-inch rockebt was o lavy item. They made them
all for themselves, During the war, the Favy ordnonce smmunition nart
of it, and our part were thicker than thicves. Wo made all tho powder,
of 2ll types, for them. They had sone capacity but wo made most of it

T

Vie made most of the THT,

17

How on that five~lnch rockct, thoy made the complete rocket. e o
furnished the powder only, Thoy sent then bo our Proving Ground for-
test and the Favy issued them. o never built o new facility without

ae- DB RTMID
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consultlng the Havy's requlrements for similar material.
A 3TUD hNL LFFICMR

. Yot mentioned oevcn ammonia olunts which were ecual . te the
previous prewar capacity in the United States. I vionder if you
would comment on thoae additicnal ammonis plants that were built
during the war f6F ccamercial facilities and authorized by Ww.r,3.
withott the concurrence of the (rdnance Department, will you btell
us why those were bullt when the Crdnunce Department had slready
closed down some of their ammonia facilities,

SNERAL EaROY:
In my opinion—-
A STUDENT OFFICIR (.intcrposing):
That's winat I wont,
GINELAL HaRDYs

They were entirely uncallied for at that particular time. I
know Ordnance objected, but they were bullt any way.

May I ask if you know why W.P.B, wanted them built? ‘as it
purely & political guestion, or what was it?

That would be my suggestion, but I would not say.
L STUDENT CPPICER

Based on the plants existing, we will say, on V-3 Day minus one,

. would you care to explain the present stockpile, or the stockpile of
of ammunition now available in days or months, I mean.is.it in weeks
or months?

GENTIRAL HaRDY:

- I would say it wes in montins. At b bime 1t was scattered all
all over the world., Now it is concentrated in our depots. You can get
this Wwhole business out now wherever you want it;send it on toc any area
you want .

I would sa v it viould vat 2s 1 remember the reports we got on
rotes of expenalture, nrovbably five months.

-17 -
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A STUDENT CFIFICER:

Looking over this whole picture of the inventories we have, also
the plant facilities, particularly the end reserve »lants--being
futuristic about the thing~-we still get back to the old point of
money, Now it is aduitted, I think, that all of this, on paper, looks
good., There isn't any sense in building plants until technological
advances prove they are necessary. '

Now do you think the umoney is going to flow zny freer? Do the
current appropricstions indicate we have enough money to enable us .to
go ahead better thian we did previously? I meant, whuat are the pro-

. spects of having more meoney? Are they better than heretofore?

CENTRAL HaeDYs

Ch, yes,
A5 jﬁvT CFFICER:

Do you think we will have a fairly free nand in it?°
GENERAL HARDY:

VWie will never have a so-called free hand. The Army never has
the upper~hand. But, you see, so many of us tend to forget what we
had before, We zot used to biilions of doliars; so when we got down
to our current ap,ropriations, for instance, we received only 363
million dollars this past year. But compe red to the amount we used
to get prior te the war, this was quite generous, Where we used to
put down, for example, six and nine ciphers now you put down the six
and five ciphers, If you put the other four ciphers on the other side,
the numoer looks just as big 2nd you are where you were to start off
with, )

Now I am not s pessimistic as lots of peonle, We ask for—--I've
forgotten vhat it is-~twelve wiliion dollars to maintain some stondby
plants. Gwell, they cut us down to nine million, You see, your costis
should be wvery low, Now you take an wcid plant, If it is not actually
opernted it is going to go to hell amy way; you cannot keep it for long,
The acid will eat out part of the stuff so you have to replace 1t in
the end. '

A STUDBNT GFFICHR:

You stated that if o manufocturer produced an item in two months!
time, when he was supposed to produce it in three months, under your
program you actuzlly asked your inspectors wund contraciing officers to
see that it was produced in that time, Now do you mean to say you
actually curtailed production in order to do that?

I
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ZRAL HaRDY:

Yes; we nad to, You see, for one thing, we did not haove the
S > (<3
necessary storehcuses to vut them in. :

A STUDENT CFFICZR:

Tou started off and divided your material into two ports,
mm&J,mﬁnlcmmmkm&adeMmum*cu@mams.Zimmwrifyml
would care to commernt on the so-called commodity procurement plins

that have been advocated and vhich were, to some extent, partially
used in this war by some people,

GENEAAL HaRDY: .

.

«hot do you mean?
A 3TUDENT COFFICER

The procurement of one commodity by one crg :nLthion. For
instance, within your organization you would have a section or branch
that did nothing but procure chemicals; another branch would do notiing
but procure your nonferrous mentuls; another ferrcus metnls, and so
forth.

Al HARDY:

I think you really have to do that when your program gets so
big. You see, that is where your central control comes in.

JTOC’ ment

1 re
ation by having

Fow I tiought, ot first, you meant what we cal
i licat

assigament, You can certainly avoid a lot of dup
a very definite assignuent of procurement,

[ tres

<

One of you gentliemen asked about our relationships with the
Mevy (referring to the first question of the discussion period).
When it came to the new rockets, and so forth, vhich involved & new
type of powder and which was a new dpvulorngnt we had a bilg plant
out in {ansag which made most of that, The Havy got all of their
powder from that pJJnt They pave us the joo of making the powder,
They put spec1ul¢ ts ‘on things that were not of general krowledge.

A S5TUDENT CFFICER:

]

Du“ing this war I tried to soive our problem of faciliti
expansion, You made one statement during the course of yo iect
this morning which seems to indicate I can pul my hodes away because
you said we can build planbs in no time ab all; tnwu it was the least
of 21l the problems we had.  Now is that likely to e the cass in any
future emergency? Can you expund that a 1ittle further?

s
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GAIIR AL HARDY:

Building 2 shell is not much of a irick, Ve have a remarkuble
construction industry in this country and we have a very efficilent
engineering corps, when it comes o =2ctual construction--other thah
the shortige of materials and a little lubor trouble--I really never
thought it . was very difficult, ’

Our main trouble on that score wa
building and they would come along and s
cutside, or clapbeard, or something élsc.”
particular area where you were trying to build :
either cne of them; dut they hed millicns of bricks ~Vd‘LdUlb. I we
wanted them to use bricks in the construction, they would put it up
jismediately. ‘ -

.

A 3TUDENT OFFICEf:

How doas the itime factor enter inte it?

VERAL HaRDT:

If you ore going to put in a plant to make--well, just take .
nitrate acid ns an example. You would want cne of these towers they
have there, Tou could build twelve ordinary plants wiile you are
waiting for that one tower,

¥

GINERAL MCKIMJ ki

.

Yhen you say '“piant! you just ueocn the mosonry.

GEWERAL HARDY:

’1
bl
5
Ga

“The type of equipment. When I talk aboub running a manufactu

T ; 5 14 - ad 3 e ohi
linc; I mesn we sot up o certain process like I mentionsd in g“?o:ulon
with TNT., If, .in peacotime, we hod besn anywhere near QuOQO sful i

e

tion process T spoxe of, and had apnlied that to our
‘ +b one-third,

."‘x al S
nlant the

this reverse nitra
design of new eguipnent we would have avolded building
% leasS--probably nalf--of our THY plants, Yet, in tth TH
adbtual construction, so~called construcbion, is much more ‘simple than
malding the various types of equipnent which arc made out of sngial

irons, stainless stccl, and so forth,.

Now I do not mean to say you can buiid o big ouilding, 111 it
with mﬁ”h*le tools in fiftesn minutes.. That 1s ridiculous. Bub
e ".,'- ity e avydd S
vsually you will find your autamatic machinery (il you ore L't :

metal) or your complicated chiemical eguipment, will tuke much Iy
than your construction people will takse to pubt it in when they get it.

s
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There is one thing I would like to add: 'In connection with
building these plants, the sites were the difficult thing, They
rceued tremendous amounts of we ter; power, and so forth, You don't

"ind those on every street-corner. '

STUD DEST CIFICERY
You mentioned thut the Small=-irms Ammunition Frogram tcok most

of the cartridge brdus, at one stage or the other, and that thut
afl.cted sericusly the ammunition production.

LAL TANDY .

we had a tremendous. short.aze of brass, e never rexlly ran
out of toluene., uhen ever we had an excess, that went 1noo-un$ nigh-
occtune program.  Fortunstely, most of the time, when we a shortage,
we took from them without any undue trouble,

Sheet steel was terrifically short for akhile, but broiss was the
most drastic shortage we had, '

When the Small-Av igh--T hiove 1oruuttor tne
percentage-~they pf@cb whole country s far as
brass was concerned, .

We- tried to make cortridge cases out of steel, It is perfectly
possible to moke a cartridge case out of steel and have i1 function,
We were cuite sucessful on certain rounds; on other rounds, it was
just a holy mess., It was not successful and did not function well,
Besides, they were difficult to make. e did not itnke them in the
guantities desired. That was all because ve &

had 2 kew ltem, We were
trying to throw 1t inte quantity production beiore the process hod
been developed. Consequently when they made 3 million, if the heat
treatment did not hit on the ose, that mllllon was no good., But we
had to do something., It can be done and in peacetime you can work
Cit

A STUDENT CBIIC&L'

Would you coument just & 1it
equipment situction in regard fto i

think there are sufficient, we'll say,
do you think ore the future prospechts?

-“-Rnl: 14 L{ f:

I think ot the o
for as ammunition itself 1s concerned.

Iet me pult it in this way: In 1943 there was & bly change In
this program, There was greot reduction in cerioin types cfs things

RESTRI




and an increase in others., ‘It just so happencd that some of the
lozding iines, TNT lines, and what not, could be shut down,
Tmprovements in processes like I mentioned on TNT permitted nlants
to be elimin.ted entirely,

The Production FExecutive Committce of the Lar Production 3oard
and certain sections of the ASF 3taff ubt up certain rules which we
had to follow in order to determine which plants and whot coniracks
would be cancelled, and so forth. In uppL]inv those rules, it was
very difficult to apply them all when you had a large “HNWG whon
we finally decided on shutting down the Lake CHEuTWO THT lent, Lhey
said, "Lhy don't jcu Duuu down therone In Pennsylvania or Illinocisth
So we would praceed to ;ive them ail of the facts: lavor, tr"s;or—

tation, donsunption,. violds ond 2ll that business. )

It got to the point where they were influenced to o lurger

extent by the dollar, In other wowds, if yeu could make TNT for
seven cents in one plant and six and o half cents*in anothsr, we would
shut down the one vwhere it cost us seven cants, New from the short-
term view, that wis fine. But we said, "what are you going to do when
the program is chonged?? So we made up o postwsr plan for cur facilities,
we drew those plans up in 1945. Ve finished them about three days before
V-J Day. It shows every powder, explosive and loading facility we have,
They are arranged in relative order of merit--what we condider merit,
such zs their ability and their uconJu) and their loéation, water supply,
and vhat not. The Under Secretary'!s Office has tentatively approved this
balanced program, which is nhout forty per cent of our maximwa. Actually
war Assets hasn't gotten a lot of them and we ore probably going to keep

lot more unless someone finds an Yout" for them, ) ' ' '

~

30 we are prbtty well fixed at the present time on that kind of
stuff. : ‘o ' '

GIENELAL dicKinley:

Thank you very mueh, General Hardv, This has been very interesting,
We want to think you for giving this fine talk to us,

{Applause }

(11 Har.l947--350)E
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