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GE}~PJ.L HOL'.,,L~N: The Ordnance Deoartment of {he Army ma-ntains the 
closest ties with its sister services--the Nawj and the Air Force. 
This is necessary because of the r~mny types of -~eapons, am.~unition, and 
equipment that it furnishes to the other services. The Department also 
maintains close contact ~,~ith science and industry. If it is to furnish 
efficient weapons, it must keep abreast at all times v, ith technol.cgical 
progress, with nev~ production processes, and ~*ith ne~ materia%s ~;hich 
may have application in the military fields. 

It has therefore become a yearly tradition here at the industrial 
College to invite the Chief of Ordnance to speak from hhis platform and 
bring us up to date on the pla~ming and production problems vi~.ich con- 
front the Ordnance Department. %~e are highly honored today in having 
v~ith us 9~jor General Everett S. Hughes, ~vho ~'as been an Or<nanc(~ officer 
since 1911 and Chief of Ordnance for the past t!-~ree years~ General Hughes. 

GEI,]EPAL HUGHES: General U.olman says I am do~-~ here for the purpos e 
'~'~~ because i ~ not of bringing you up to date. I ~,~,nt you to skip t.=~, ..... 

up to date re:/self. Thincs are cbsr~ging so rapidly tl~ese days th~: + ,~;~hat 
is agreed upon at nine o'clock in the morning is frequently upset by 
nine thirty. That reminds me of the fact that ;~;hen i am inv'ted to speak 
to a gathering of this kind on some concrete problem such as production 
or procurement, I al'.~;ays think that there is something more fundamental 
than that ~,~hich should be discussed and should be understood by everybody. 

I ,:;as talking just no~.,; with some of your instructors v~bile having 
some good hot coffee° Every prob!sm that they ~a_s~d and every statement 
that they made can be traced right back to some question of organization, 
some question of h~'; men deal -~th one another to get a job of ~,;ork done. 
I am not going to preach to you this morning, but I just ,~;ant to start 
off by saying that no .matter ~.~-hat concrete problem you haw~, back of that 
is the question of organization, the question of individual rcsponsibiii%,y, 
and the question of experience and knov~!edge in the field in ,;;hich the 
officer is operating° 

Another thought that occurred t o  me ; ' ~ - n _ ~  I ~ras sitting t~erc~ talking 
~;ith these officers was the fact that there have to b~- in th,~ Army men 
~',~ho know both the combat side and the industrial side, ~,:ithin certain 
limits. One of %he chief oroblcms that bothers me ss Chief of Ordnance, 
and that bothers the Ordnance Department, is the fact ths:t we are 
constantly subjected to inquiries as to requirements for study {~nd re- 
quirements for ~;ork, which come from the minds of men ~,;ho have not had 

1 



sufficient knovFledge of, or sufficient association with, the large job 
of getting billions of dollars worth of equipment m~nufacturcd and into 
the hands of troops. I have never been a student of the Army industri~l 
College. I have,however, spent a lot of time at service schools. But 
to m~ mind you people have the greatest opportunity in the ~r!d to be- 
come those balanced people whom ~e need not only in the Army~ but in the 
Air Force and the Navy; people who can talk both languagcs~ v:he can 
interpret these requirements of the combat man into the requirements of 
the producer, the industrial man. 

It is more evident every day, since all of these superagencies have 
been established in ~L~shington, that ~e do not have enough men in the 
Services wearing the uniform who understand that great distinction and 
that transition stage from the military characteristics of the equipment 
on one side and the question of ~%chine tools and tolerances and scecifi- 
cations on the other side. That is all I am going to talk about from the 
standpoint of organization, although I shall bc tempted many t2~ss this 
morning to stop and call attention to the requirement that I have set up 
here--a knowledge of organization and how to get the job done, 

The L~&ssion of the Ordnance Department is, I third<, familiar to all 
of you° I will show you a chart~ to review brief]_y for you the purpose 
and organization of the Or_dns~qce Department for gett'_ng this job of 
procurement done° (Chart ~:.~as not repro~.uced.) 

The chart is weighted with colors° it shoves you the 89 u_nits in 
our field estab!is.hment, which are organized for the specific purposes 
of man:~facture~ procurement, and supply. '~e start v.4th o~m .~.~ 
m~nufacturing arsenais~ which at .the pr<;sont time do "-II of oLu ~ nrocurem< 
We have next the district offices~ 14 in number, located all over the 
United States in industrial centers~ The district offic<s, v~orhing with 
the arsenals~ process the .~o~u~m~nt orders v.d~ich come out of the 
Ordnance Office. Then our depots .are the n_]_::ccs to which the supplies "-~ 
shipped and from which they ~re distributed to troops. 

In addition %o those plants that I have mentioned, vJhich are shov;n 
on the chart, we h~ve a num_ber of stand-by pi.-"•nts, [~:ring the v.~:~r they 
v.~.de specific items of ordnance which are not, as you kne'.:J, co~..qmercia! 
items° ~,~e are keeping those plants in sto.nd-by condition for any ~ .... s~- 
emergency, i'.,iost of those plants require a lot of money to ~.~.L~:.~n~'~*~; v'~.~ 
are spending as little as we h~.ve to on ~nem for the purpose of' ~-~ .... ~q,~- 
ing the machinery. Vie are going to l~t the roads~ the railroads, and the 
buildings go to pieces if va; can't get the. money to keep them up<. 

The Ordnance Department is organized on the basis of the greatest 
possible decentralization. We v~su~!~e the next ~,~ar as bezng one in 

_ _ " tn,- ~ fret which aerial destruction will b~ the order of the dsy~ ~',e fee! ~ ~-~ 

~Tr~-. ~.-'. r ~- "~• ~ .~i 
.i .~ ~; ,~ . . . .  ~ ..~ ~. • 



• : : ) . , . . .  , .  . , , { , - ~  . .  -, .  
' i ~  , - . ~ " : "  ' . " : : J '  ~ ' .  " i .  ~ :  ' 

, ,  i ~" . ; ' t  " ,  " " 

the cave into which we are goin~ to have to retire ~'~hen the bombing 
gets a little hea~, it ~,~ll not be possible to control to the extent 
that we have in the ~mst all of the various activities of the Department. 
So we are fighting evez"y day the questions which come to us from the 
field. We are insisting that the commanding officers of ~ those establish- 
ments use their brains, their initiative, and their experience, ~:n~ ston 
asking us to solve all the problems vgnich are bouhe. ~ng them. 

D~j theory has been for a great many years that the accumulated error, 
the acctu.~ulation of small errors, made by co~v~anding officers in the field 
is never so great as the one or two errors committed by some centralized 
authority° I th~_uk" that it is being proven that, while commanding officers 
are ~aking mistakes, they have never yet made a mistake which disturbed 
the whole Department. 

I am against goverr~nen't by CAF-5's. There has been too m u c h  of "~-t in 
the past; unless we ~/.~tch our step, there is go'tug'to be too much of it 
in the future° It is impossible--and I am talking, of course, only for 
the Ordnance Department--for us to spend .... ~se_~ 7~- all our ~1~rocu".~ e.:~:nt funds 
from Washington° For the fiscal year 1949 we hays Io3 billion dollars° 
A part of that, 680 million dollars, came out of our appropriation for last 
year, under the heading of "OSASA," "Orchnance Stores and Supplies, Army." 
We have out of the total fund of 1.3 billion dollars about 500 million 

. ~ a~tu~e that v:e lavcn~t the dollars for actual orocurement. ~ take the .... 
ability in Washington to do all of the thinking, ms~ke all the decisions, 
get all the reports, and do all of the work that is required ~o efficiently 
procure 500 million dollars worth of equipment, Ithas bccn proven during 
the last three years, much to my satisfaction, that by getting everybody 
into the game and giving them a fecling of responsibility for their portion 
of the job, we get everybody interested and there is less gov3rr~.cnt by 
CAF-5 ' s. 

In addition to utilizing the services of the Ordnance office::s and 
Ordnance civilian personnel in the Department, we arc utilizing to a voiD" 
great extent the services of 17orid ?Jar II contractors--industria].ists and 
manufacturers. We are doing that through the organization kncv.'n as the 
American Ordnance Association~ formerly kno~.~n as the Army Ordnance Associc.- 
fiChe (It unified too ~ , r b . ~  the ~ -'~" ~ ..... Un~!c.~io.~ Bile was ~asscd. ) Rog?rdless 
of its name, it has done a ve~r fine job, inasmuch as it has set uo a 
series of technical comJnitteese Under the leadership of high-r!~klng, 
well-qualified civilians~ there arc committees which are dealing ~rith 
am~qunition, fire control, and artillery. To those committees we can re- 
fer at any time any technical problem v:hich has from any point of view 
an aspect of ~.mss production. 

I am a little radic.rl about this° I have h',~co..,.,~:~" so from the stand- 
point that, as General Ho!:~n said~ i have been around ~,.c rdnsnc.J De- 
partment a long timc It occurred to me "..vhen I ~'.-as a youngster ~:~ot 
did not have _iD the Department any Ordnance, officers and engLnecrs who 

~) ]q- ~U, :7~ ̧~ iT ~> Y ,q<--7" ~ :~-= ~', 



.; .'2" ,';" ", . 
, \ IP '  . ' ~  ,, , -, ~ . . . .  . , , . ~ .  )~ ~ . - . , : ~ ' - ~ , '  ~ .'~X:._~'<-~. ~: ~ _ . : ~ : : "  

knew mass oroductiono. We had a lot who thought they did, Sore -~...~ o~__c.,r~~*~ ~- 
after man~s2act~[ring IO or 15 tanks at Rock Island Arsenal, became #. 

"tank expert." Somebody else, after manufacturing !0~000 refunds of 
ammunition at Picatinny Arsenal, became an "ar,~uasition expert." 

That is no longer true. The whole orocedure of the D~s~ .... :_.~ now 
is to secure from ind~:stry a mass-production job. By a mass-production 
job I mean millions of rounds of aF~_.<mition and thousands of tanks and 
thousands of ~ns and thousands of trucks, l:)l:en you get into a r£_ss- 
production problem, the only people who are qualified to deal with th.st 
problem from a mass-production point of vi6~. ~ are people ~zzho have been en 
gaged in the pra'c%ice of mass-producing something° There are tricks in 
all trades, and the only people who can help us to manufacture at a rapi 
rate are the people who have been accustomed to manufacturing something 
else at a rapid rate. 

So !e% us take, for example~ the question of s n~v item of equipmen± 
for the Ordnance Department~ It is probab)4: ver[/ sirX!ar, or m2.y be vet 
similar, to something that was made during World W.ar I!. In that case 
there are some men in the Unites ~ ' . . . . .  " S~..~ Who ~ made that p.~rticular 
item, but who during World ]~\nr II were never permitted to exercise thei_~ 
o~,'~m ingenuity on it, They didn't h.nve the time to stop and redesign th~ 
item of equipment at the beginning of the war. ~.ey were forced nnder 
circtn.~stanc.ss prevailing at that time to manufacture that particular it( 
as fast as they could° The drawings and specifications, however, con- 
tained many things which were not appropriate for mass productJ.on. The." 
men are being given a~ opportunity now %o helm us design those items £nc 
get the drawings and . ~ "¢" ~ ~ s so~cm_icao~.on~ for them in such shade that they ca: 
be mass produced ,-st ,~ rapid ratco ~n are s<~_ng, in ~1-3~ opinion~ un- 
~aralleled support on that from everybody who is engaged in ordnance pr, 
duction now, or who may be ~_nteres ~ in ordnance mass production l.uter 

That work starts in the research c.nd devs.lopment fieid~ Heretofore 
some Or6~nance engineer or Ordnance officer h~.s sat behind a desh or a 
drs:,..ing board devising things--a £uzc is one ~exc~mo!e---.::ithout any regar 
to the type of machine tools which will be required for the production 
of that fuze. It s£y so hap~,en that by dr!~wing ,~. curved line instead o 
a straight onej he may ~s.ke it necessary to haw" a spocS.~l tool to mskc 
that curved surface. But if we subr~it that fuze desisn to the r.~?~n ~~'ho 
is going to have to produce it, who is going to }-ave to Siud all the 
machine tools required to produce it, we get an entirely differcnt poin 
of view on the thing. Ws ~.ay get a fuze that '.:.~lll operate just as -..:ell 
and is e.s~sier to r.anufacture than the other one t, hat was dcsign,-,d purel 
from a thcorctica! point of view° 

The next important item .~- ~ a. • ~ v_~,, ties in . ~ o . . ~  orocurcmcnt point of ~ ~:- 
ver~/ definitely v~dth the mobilization planning requirements:. There is 
..~ Public Lm~.~ 413, which I suppose most of you are fami]iar v.~ith~ In 
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general, that law requires procurement by advertising. But the la'zc also 
contains 15, 16, or 17 exceptions to the general requirement. It permits 
the placement of an order vith industry ~,.<£thout advertising if by so do- 
ing industrial mobilization can be promoted~ or if a manufaoturi~~g facilit~ 
can be kept in operation--one that ~:~de a fuze during the ",var, ~,~re see a 
requirement for a large nu~,l:~er of those fuzes now or in the future~ so 
under the law we are permitted to place an order under the exception to 
Public Law /+13 £ n  order to keep that manufacturer up to date on the }.'.no~,... - 

hay of producing that particular fuze. 

In my opinion that is a pe._.ec~ly satisfactory law. The ~" on._j dif- 
" r ference of opinLon that ever develops be~een those of us in the Ord~uance 

Department and the people who are under the la~ required to Co K. those 
_ccas~on~l.,_~ we think an exceptions is that ~ -; ~ ~-- that order should be olaced 

under an exception to Public Law <..13, but the Office of the Assistant 
Secretary says, "Advertise." Then somebody ~;;ill quote us on ~h.. order 
for about a third of the ~._c~. that we exqoected tc pay; so we are com- 
pletely t_hro~,'~n off base for another six months because ~:d~ile we ~ere try- 
ing to do one .tn.mns we saved some money. Then ",,~e get into *~-o question 

~hao extra money for ~ne pur- of whether or not it is advisable to spend ~ + '" 
pose of F~.intaining that know-how or save the ~ .... ~.m.<~ because of o~ur limited 
budget. And when i talk s.bout our io3 billion do!!s.r budget, that doesn't 
mean that we are not 14,mired as to or donit worry about the budget. 

Now, so far as industrial mobilization planning is concernad~ our 
purpose is to keep our p.~_anning and our c~rrmnt ~roduction hand in hand, 
All too frequently in the past in all servic.ss--I ~.ke no exception to 
this--there has bee~ a planning division off in the corner of the office 
some place where men are calmly, ~,;ithout a~.y feeling of rush or i~r~.ediacy, 
planning to do something. There is s. man right on do"~.ua the hall who is 
actively engaged in doing someth~ngo As a consequence, just before ever~j 
war we find our safe filled -,.~-ith m/~.eographed plans. Sometimes ~hen war 
comes, thos-6 safes are not even opened. Usually they arc openod~ and 
somebody looks at these plans and thro~':s them in the ~:aste basket, and 

~i tb.rougl: the years. the people continue to do what they have been doing ~ 

In the Ordnance Department ~'~e are trying to avoid that oarticular 
situation. The planners and the current opera-Ding peoplm are trying as 
best they can to ~.,york along the same lines° In other ~ords., if current 
procurement can be conducted in such a ~,.~.~on as to ~romotc industri~.l 
mobilization, we do it that way° For that reason I have no pi~,.nni.ng 
division in the Dopartmento I have two or three officers M:~o are ~/ 
alter egos on p!anning~ whose job it is to keep me re~&nde,d or other 
people in the office reminded of the f~ct that p!~.nning is still o very 
important part of the game, because we very frequently forget the future 
in attempting to solve the nine ore!oak oroblem. 
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But i think that planning is a w~.ry imoortant ,aspect of procurement. 
The one great thing that makes the " ; ..... " . ~n~us ~ ,_a~ College vrorth while is t]= 
fact that you men have for an ap<reciablc meriod of ~m,::~--se~-'~l -~.onths 
an opportunity to sit on the side lines and become thoroughly acquainted 
v:ith what is going on, ,..,_~hou~ having to be worried by current ~.,~ork: So 
at least the theory of procurement is becoming second n.-:.ture to j-ou~ and 
~n~ ~ ".rill put you a great step fo~:ard when you actually get into eur:'::n 

work. 

We buy what we are told to buy. The usual v:ay in which we are told 
to buy something is by someone running some qu<;ntity col!cctcd from the 
Tables of Organization and Equipment on .IBN machines. They look at the 
total and we are told to bu~ that quantity. 

During the war we bought ammunition to such an e~ent that v:e now 
have in general somewhere betv~e-cn 30 and 50 percent of that a~.m:unition 
left on hand. There are various reasons why that happened, The firs-5 
and principal reason is the fact that no co~:fDat ce:mander would ever So 
into battle ' until he is certain that he has evc~-thing completely under 
his control, He doesn't v:a_nt to rely on the convoy system~ he doesn.'t 
vmnt to trust the Air Force and he doesn't want to trust his suoer!ors 
in the rear~ So, in order to fill these pipe lines %hat ever:.Poo~" ta_'2:, ~ 
about, we produce enormous quantities of items. 

At the other end of the pipe iincs thcse things come out i n  meager 
quantities, so meager at times that "(:hen a combs.t officer list.:ns to us 
discussing the ~?.tter of reducing th~ man'afacturing reof]iromcnts for 
Vfor!d V?o.r II, he says: "'...',re can't go a!on~7 ";:ith you on that~ beo~.use in 
Italy we ran out of i05-.millimetor a:.-~::unitiono In Sicil:: :.,'e r:.n out of 
something else," It ~ay:_,. be t~,~ ~. ~sncv did temoor~.r'_!y• . run out of ~,~,..-~+'~~,. 
but there was plenty of a..~m..mnition in the world, it just didn't happen 
to be at that particular s]Oot ~'h<.r(" the:-wanted it at that particular t: 
so the general allegation is that we didn't rm!.:,:: enough. 

Our theo_.~3 - is t?:s.t the combat so!di~r has .... e<;(~-q badly o~o__ed,'~ 4 ~ R'e h. 
~.~ case tim point now° ]!;.~. ~ ,~.r~ ~ wor]ci~g on a sevsn-oound rifle. I :ic.n't k: 
what the present rifle weighs~ but it is oro1~ably about IO ootunds~ We 
going to says three pounds. But I am just as sure as i am of eaything 

the world ~ ~ . . ~ ....... ~h~.~ if a soldier is equipoed ~.~,~ith a seven-no~und -: rl.o thre 
" . , , 1 , ~  b u _ Q e  pounds of other gadgets ~..'il! be hung on nlm~ bec~,use thP.t is , ~  "~-" " '  

procurement planners want. So that problem is receiving a lot of discu 

sion these days~ 

The theory of the Ordnance Department is that the production c<-p=ci 
of the United States will net bc so large for the possible next :,p=r as 
was for World War II~ If o~ thirking is all corrcct~ there ,..',-ill be 
temporary stoppages as a rcsu_!t of bridges dcv:n, roads outj bui/.dJ.nss r, 

plants partially destroyed, There will be delays~ ®ar theory, %herefo~ 



is that we must start with the minimum load, that we m~ist get do~m to 
bedrock, and not have on the airplane or on the battleship or on the 
man in: the field anything but the essential items. !~e know full well 
that after war P~s been declared conditions will change and there ~m~.~ 
be a lot of unforeseen demands coming up~ 

I am positive %hat, no matter what crystal ball we look into~ we 
are not going to have the same United States production that we had be- 
fore° Therefore we must start with the minimum and provide for these 
contingencies that are botund to occur° So ~e are starting first ~J.th 
the Tables of Organization and Equipment~ v~ieh are easily preparedbut 
very, very difficult of fulfillment from a production point of view° 

So far as some of cot special problems are concerned~ ! want to 
discuss here a few specific examples which cive us a lot of ~orry and 
cause a lot of discussion in the Department. 

One is the sedan problem~ There seems to be an idea thai. the Air 
Force, the Navy, and the Army do not need sc~d~ns, Therefore if you ta~.: 
about a seS~.n, ~verybody who has anything to do .:.~.th appropriations s~.ys: 
"You don~t have to have it." ~ ' ~ ~ uonsequen,~_y we use ~ee~s~ ~ . But jeeps_ cost 
more to buy and they cost more to r'.~no We could save a lot of money if 
we could just get around that word "s~dan." I don~t know what to call lt~ 
but it is a sort of obstacle that ~e can't get over very wello 

Then there is the "~" quc~ umon of trucks. We have in the Army--and I 
speak now only for the Arms--an actual requirement of 93~000 trucks.. At 
the rate we are going, the Army will soon be on its uppers~ i~Ve just won~.t 
have those ~urtioular items of equipment which did so much for mobility 
during the war and which were praised so highly by every commanding 
general all the way from the top dov~m. Trucks enabled the field forces 
to get from point A %o ooint B rapidly and in order° The trucks that ~ve 
have were beught principally during the years 1942, 1943~ and 1944. They 
are already overage. We are spending an enormous ~moun~ of money in their 
repair and rehabilitation° ?~e are sending them all over the world--to 
Greece and Turkey and other points--and the problem is not only one of 
difficulty in maintaining these trucks, but one of extreme difficulty in 
maintaining mobility in the Armed Forces. 

Here is another little example of the difficulties of procurement. 
Not long ago it came to my attention that we are erecting at Frame, ford 
Arsenal an assembly line for the production of jewel beari~s for watches. 
I throw this example out because it illustrates the difficulties that we 
sometimes experience with industry.. The three big watch companies of the 
United States--Waltham, Elgin, and Hamilton--are now buying their jewel 
bearings from Switzerland~ but they know as well as we do ths t in the 
event of ~r that supply of jewel bearings will probably be cut off. So 
they want us to set up a line for research and development :in and produc- 
tion of j~zel bearings° 7 
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?le have taken the point o£'vie~v that jewel bearings are a cor~..ercial 
product, and that the industry, if i% has any patriotism ~t~hatever, should 
take steps to invest some of its ~n money in the solution of this prob~_em 
in the ms.nufacture of these bearings° It .may be that after the Air Force~ 
the Army, and the Navy have gotten together, ~'~hich they havenlt as yet~ 
they may subsidize the industry to a certain extent by giv~_'.ng them 15 or 
20 or 25 percent of the total cost of going into the manufacture of je~::e! 
bearinga in order to promote industrial mobilization. 

Then we have the problem of ~n~_facturing steel cartridge cases~ I 
give this as an example of a procurement possibility, in time of ":~ar from 
a mass production point of viev:, whereby you may get something that doesn ~- 
contain strategic m~teriais. We feel that if we can develop the steel 
cartridge case to the point ¢rhere it can supplant the brass cartridge case 
we wil~ have done something for industrial mobilization. 

No~', I have talked long enough, I could summarize it by saying that 
I havegiven you some specific examples, I ~nve talked about concrete 
things, and I want to close, as I started, by saying that all these thin~s 
go back to understanding, they go back to expcrienceo They go back to 
t~illingness on the ~rt of the men in the Uniformed Services to work to- 
gether to help solve one anotherls problems° I think--and I soeak again 
for the Ordnance Department .... that we have through the years maintained 
the closest liaison possible with thc Na~ from an ordnance ooint of vle~v, 
not only in research and development but in procurement as well. i thief,: 
the same thing is going on n~v from the standpoint of the Air Force. 

I think that there is too great a tendency, due to ignorance o£ what 
is actually going on and ~<uhat has been going on for years, to ta}:e over 
from the topside and try to set up unified control and standardization of 
procedures v~hich, after all, depend upon men° You can't standardize men 
under any circumstances° 

I ~vill be gl<~d to ans'.,.:er any questions. 

QUESTION: General Hughes, in ~'~ "~ .... nn.l...o for industrial mobilization 
ho-J.,- is the Ordns.ncc Deptlrtmcnt kept posted on the mznufc.cturcrs ~ ~,otential 
ities? By that I mean, how are you keot informed on tecb_nicc.! advances ir 
the machines and changes in the capability of manufs.cturers due to b~isine ,~ 
and other conditions, ~,~i'th respect to thinss thmt they mmde in Tfor!d 7;ar 
II and that they may not wish to ~.,ke in another emergency? 

GE~ERAL IIU~IES: Ans~.~ering that first facetiously~ due to this se~2- 
depression~ v..'e are more fully ir~formed nm, than ~:~'<~ ~-:er,~ six months ago. 
We are getting calls from everybody in !~'ashington and from all over the 
country telling us about their industrial oapacity~ Vie are getting a lot 
of information that we ~,~ere never ~.ble to secure before tbmough ou:a best 
sources of information~ 



But we'insist that these companies~ before informing us here in 
Washington, keep o~ district offices i~formedo ~Te won't tolerate a 
manufacturer coming to Washington and trying to exnlain to us here about 
his industrial capacity° Ours is a system of operation'by delezation, 
and our 14 districts are h~ very close liaison v/~th the industries Ln 
their 'areas. 

Tb_ere is a system, v~th the details of ~hich I am not entirely familiar~ 
operating under the Munitions Board, ~'hereby the result of a plant survey 
is made kno~m to'the ~,(unitions Board through us; so we have f~.irly good 
information as to plant capacity. 

Our main reliance is upon the people who m~de certain items during 
World War II. We are not advocating plant surveys, I have never seen 
any sense in sending a mat no matter how e~erienced, into a plant to 
count the number of lathes, shapers~ and grinding machines, or the number 
of tool makers, that a manufacturer has and then using that s~mvey to try 
to determine whether be can make a crankshaft for a 155-millimeter g~n; 
It is surprising the ability that can be displayed by any manufacturer, 
~,~hether large or small, in making something if you ~ant him to make it~ 

Through these technical con~,ittees of the AOA~/e are keeping possible 
fuze ~anufacturers informed of our requirements for fuzes and our specifi- 
cations for fuzes. ~e are keeping the powder manufacturers imformed the 
same way~ and the fire control men the same way~ Every time there is an 
advance in any procedure involving mass productio% v~ hear about it~ be- 
cause some fellow in that industry says at one of these coz.mittee meetings~ 
"I don't want to make it that v/s.y" or "I don't ~ant to make it of that 
material. I donlt want to ~uke it ~ith that tolerance." So ~e let him 
set his ~m standard on the thing; if it still ~:orhs, ~e adopt that method. 
I don't think there is any great lack of ir~ormation either v;my. 

QUESTION: V~at is your method of preventing this gover,.nment by CAF-5's 
that you mentioned? I kno~:~ you mcntioned decemtralizat.ion, but I also 
knov~ from expericnce that a fello~" out in the field will often ~ite in 
and want a piece of inform~tion, not a directive; but, a CAF-5 or some- 
body on tD~at level will send back in the name of the co~anding general a 
directive~ Pretty soon you donlt havc this decentralization that you want. 
I was wondering what provision you have to stop that sort of th~ng. 

GEg~PAL HU~HES~ There arc lots of w~ys todo ire One <~ay is %o ~ulk" 
dov~ to the m~il ~nd record room in the morning, look at the incoming mailj 
and put a red pencil on all such things saying, "Return to sender." That 
happens very frequently. 

Another way is to make it herd on a superior }':hen he ocmcs in to me 
with a problem on ~,~hich hc has not thoroughly learned this Imssono I can 
put him through a little cross examination as to v~:ther this is a CAF-5 
recommendation or a recommendation from higher authority° 
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I don~t know if there is any answer to the thing. As a matter of 
fact, I know there isn't any answer to ito So let us just pass to the 
next question. 

QLSESTION: Does the American Ordnance Association conduct any surveys 
as to the capacity of its memfoers to manufacture your articles? 

~E~.~RAL HUGHES: D'e don't do that through the AOA. ~at we have done 
is to ask the people vd~.o actually ran those ~ ~ p_an~s during the ~<ar ~,~, ~]o 
back into some of their stand-by plants that th-ey operated and s~.~, .v 
them for us~ For example, we have dov~ in Houston the Dixon Gun Pi-~.t~ 
costing 50 or 60 million dollars, ~.~hich was erected during the ,.~sr for. ~ 
the construction of centrifugally cast g~ns. The man who operated ~nat 
plant has recently gone through the olant and given us his vie~v as tc 
whether or not it is ready for operation. ~'~e have done that v:ith Procter 
and Gamble on some of the loaazng olants that +.,b~e~ ooer~ ~d~ In other 
words, ~'e are still counting on the people ~ho ran those during l~or!d 
~ar II to go back and make that s~vey regardless of ~~hether they are 
members of the AOA or not. 

Q~STiON: General, in reference to the jewel-bearing problem, was 
there any effort made in connection ~_th the goverr~aent~s financing of 
Waltham to pressure that company into jewei-bcaring .manufacture? 

GENERAL HUGHES : No. 

QUESTION: In conr.ection ~z~th your depending upon your old sources 
of supply, is there any confusion arising through the i',initions Board's 
action in allocating manufactur(~rs? 

GEh]ERAL HUGHES: The answer is, yes. 

QL~---STION. General, I am interested in yo~u~ attitude toward the ~-~o~_= 
lines. We have heard quite a bit about them. It seems as though pipe 
lines are rather essential from ms~u~ ~ people's ooint of vie~7, but i thipfi< 
probably you thirk they may be unnecessary and v~mstefu!o I wonder if' you 
v;ould say more about that. 

GENERAL HUGHES: I didn't say for a moment that pipe lines are not 
necessary~ Take caliber 30 small arms ammunition as an example, v:here 
we made about 35 billion rounds of ammunition and had over a third left 
after the war® No~, why did we make so much? First of all; v~e manufactu: 
a month for the zone of interior requircments~ then we manufacture tue 
months for transit requirements~ then we manufacture t~'~ro months for over- 
seas requirements° Then we manufacture some more, until u,e get up to the 
point -~~here we have an eight-month supply in the pipe line. 
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Let me illustrate this a little better~ because this question runs 
into production capacity, it runs into strategic ~teria!s, it rv~_s into 
tool makers, and it runs into everything in the world. It should be 
thoroug~hly discussed and understood° 

~hen I went to North Africa in the spring of 19~; my first query 
was: "How ..many days' supply of food do we have on hand in Nor'~h A£rica?" 
Nobody kne~-. After about ~o weeks I asked agaim~ and still nobody knev~o 
They said they couldn't answer ~ h a °  question, because there .... ~ ~  105 
different components ~n the ration and they couldn't find out ~.o~,. .- much 

~hey had aro~nd~ So I sai~, "~'~ke pepper~ salt, olives, and so forth + ~ ..... 
17 of the most important iter.~ of the ration--flour, sugar, b~ans~ bacon~ 
and so forth--and equip yourselves vrith some flashlights and ~o out and 
count those particular 17 ite~o" After they counted them, they said, 
"We have enough for 105 days'rations in ~Torth Africa." At that oarticu!ar 
time the United States civilian population vras depriving itself of all of 
these 17 items that it could possibly spare, and then some. As a conse- 
quence v.~e had in the heat and dust of North ~rmca ..... 105 lays' supply. 

This v:as all based upon the theory that the convoy system ~vasn~t 
working, that the Navy didn't have an~ battleships, that the railroads 
vrere not working in the United States~ and that the railroad and ~'~ruck 
service in Africa v.~as incompetent~ so somebody had to get 105 days: supply 
to satisfy himself that he had p!enty, In other words, the z'hole theo~; 
of this pipe-line business is based upon getting too much too far Ser.-:ard 
and a complete disregard of the ability of the men ,.;ho are hs.ndl~_ng the 
distribution service to do their job, 

We have a battle on right no~.,~ to try to determine :~hat the requirement 
for small arms a~unition is. Somebody has assumed that every rifleman 
is going to fire X rounds each day~ They multiply X rounds by the number 
of rifles, and then they say~ "V~e are going to have two months of that in 
the theater~" It totals up to o'" '̂  . ..... • ~g.~t months. I can't conce ~'~ of -ny 
situation even under aerial bombarc~ment, v~herc you can't get small arms 
a_~munition to the fighting men ~.i thout having eight months~ supply of it 
in the pipe line, I can't ceneeive o£ any type of ammunition being v;ater- 
bound or plant-bound to the point ~'lhere you can't get it up to the fight- 
ing men° And I am looking at this thing from the standooint of the ~ro- 
duction capacity of the United States and our ability to ~ko the items 
that are required~ not the items that somebody would like to have. 

In the advance across the Normandy beaches i had quite an argument 
with G-4 of the First Army ov:sr the fact that it didn't have enough 
ammunition on hand to justify telling General Bradley that the First ArIT~y 
was ready to attack. Well, there was plenty of a~mm~unition in England, and 
the Na~j "~as running a very excellent convoy system over to the far shores. 
Boats werc running regularly, I didnlt see any reason why the build-up in 
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Normandy could not take consideration of the fact that the boats were 
still on top of the water and operating, tntwero was filled ~.vith supplies. 
I will quote just ene. sxamFle~, ~Y.~o ; : ~ , - ~ : . ~ e ~ o u s . . .  - "  warehouses there . . . .  , . ~ , " - ~  

filled -" + '  " ' w=om gold me~,al co~s~ more g').~.t: -L 
idea ~,<as that they had to have a 90--d:<,: supply° I !.or,'% k-.~.ow vfno was usin{ 

~' of cots over ~nere; bu-o %hey certainly had --~ =-~ 

But I thirfi{ that is a ve~, serious problem~ I think it must be 
thoroughly understood by ever~oody~ because it all goes back to Wf:at we 
are go~ng %o have to make° The more you have that pi.~e line c!o~ged uo 
with stuff just %o play safe, the less chance you have of gebt'_ng made in 
this country the things you need. 

QUESTION" These technical cor~_ittees of the Ordnance Association 
sound to me l~e a pretty good device to keep the r~iitary informed on 
industry~s technical standards~ Do you thi~ that some of the rest of 
us should take a leaf out o£ your book on the use of that device? 

GE~nJ~L HUGHES: They have already done it~ if you go to one o£ these 
technical co~nittee meetings, you ~:~I! find Na~j technicians ~vith their 
problems sitting around a table with 0rdnanc¢ technicians from the Ar~ 
and the contractors right out in front A ~ - . a ~  ~ man ~ h i l !  present his 

• . u  R . . . . . . .  u ] ' l ~  ~, problem and the chairm.~n of the co..mmm~t~e says: "~?ho will t , ~ ; ~  " - " - ~ -  one ~" 
Sam Jones~ representing such-and-such company, says: "i will take that," 
It doesn't ..~.ke any difference whether it is an Arr~g e, ob~em or a Na~ 
problem. 

I don't rant to get into the question of unification here~ but I 
thirk that gradually the method which has been adopted by the ACA will 
be adopted by not only the Na~r League but by the Air Force civilian 
component° I don't know what the name of it is. 

I suppose that method is the ideal one for keeping the people who are 
going to have to make these items durin~ a war familiar with what is goin~ 
on. Furthermore, it gives them a clue as to v:here to go to get an crder 
these days, which is avsry fundamental help to them. 

QU~STION: V~at plans are beins made to ta~(~ care of the one-third 
excess of sm~ll arms ammunition that is now stocked? I think it would 
be a help in training to use that up~ 

GEI.ZRAL HUGHES- First o£ all, we haven't had the troops to use it 
up to a great extent~ The Army has only rsc~;ntly been increased, Tho 
Air Force isntt up to the 70-group program yet~ So far ~.s the enormcus 
amounts of anmmnition that ~:.~e have on hand are concerned~ I don't thir~ 
any training program has been held up because of not being able to got 
a~munition,. There is plenty of a:.~unition, and the ~'~illtaI~r Forces are 
using it. 
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COLONEL HOEFFER: G~-I Hughes i + " ' ........ ~ ~h;~.r~: that you have a~rored all 
the questions° We certainly enjoyed .7our being bsck -:;ith us a~ain this 
year. Tb~nkyou ve~j much. 

(2~ A~ril 1949--&50)S. 
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