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ORDIHANCE PRODUCTICH rRCEIZLS

25 March 1949

SENFRLL HOLYAY: The Ordnance Depzriment of the Army maintains the
closest ties with its sister services-~the Navy and the Air Torce.
This is necessary because of the many types of weapons, ammunition, and
equipment that it furnishes to the other services. The Departmert alsoc
maintains close contact with science and industry. If it is Lo furaish
efficient weapons, it must keep abreast at all times with technclegical
progress, with rew produciion proecesses, and with new msterials which
may have application in the military fields.

It has therefore become a yearly tradition here at the Industrisl
College to invite the Chilef of Ordnance 1o speak from this platform and
bring us up to date on the vlanning and production orgblems wiich con-
front the Ordnance Department. we are higtly honored today ina raving
with us Major General Everett S. Hughes, who hes been an Ordnarnce officer
since 1911 and Chief of Ordnance for the past tiree years. (Gsneral Hughes.

GZUERAL NUGHZS: General MHolman szvs I am dovrn here for the purrcose
of bringing you up te date., I want you to skip theby, bscause I am not
up to date myself. Things are changing so rupidly thess days thet whati
is agreed upon at nine o'clock in the morning is frequently upsab Ly
nire thirty. That reminds me of the fzcbt that when I am invited to spozk
to a gathering of this kind on some concrete problem such as producticn
or procurement, I always think %that there is something more fundamenial
than that which should be discusscd ard should be understeod by everybody.

I was talking just now with scme ol your instructors while having
some good hot coffes, Bvery problsm that they raiscd and every stotoment
that they made can be traczd right baclk to some question of crganization,
some guestion of how men deal with ons ancther to get & job of work done.
I am not going to preach to you this merning, bubt I just want to start
off by saying that rno matter what concrote problsm you havs, back of that
is the guestion of corganization, the question of individual rcsponsibiliiy,
and the questlon of experience and knowledge ir tho {iegld in which the
officer is operating.

Another thought that occurred to me whilc I was sitbing tlere talking
with thesce officers was the fzct that thers have to ba in the drny men
who know both the combat side and the industrial side, within certain
limits, One of the chief uroblems thiat bothers me a2s Chizf of Ordnance,
and that bothers tlie Orcnance Department, is the faeh that we are
constantly subjented te inquiries as to regrirements for study and re-
guircments for work, which come from the minds ef men who have not had
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sufficlent knoviledge of, or sufficicnt assoclation with, ithe large Jjob
of getting billions of dollars worth of equivment marmufactured znd into
the hands of troops. 1 have never beon o student of the Army Indusiris
Colleges I havg,however, spent a lot ef time 2%t serviec schools. 2ut
to ny mind you peoplc have the greatest oppertunity in the world Lo bo-
come those balanced people whom wae nesd no% only in the Army, but in tho
Alr Forece and the Navys people who can talk both longuzges, whe con
interpret these reguirements of the combat man into the requiroments of
the rroducer, the industrial man.

- I4 is more evident cvery day, since 211 of thesc superagsncics |
been established in Washington, that we de not hive enough men in il
Services wearing the uniforn who understand thed great distinetion and
that transition stage from the military choractoristics of the couipman
on one side znd the question of machine tools and tolerances and spcclf‘~
cations on the other sicde, That is all I am going to talk zbout from the
standpoint of orgsnization, aithough I shall be tompbed many fimes this
morning to stop and call attontion to the regquircment that I have sebv up
here--a knowledge of organismation and how to got the job donca

The rission of the Ordnance Departrient is, I think, farmiliar to all
of you, I will show you a2 chart, to rovicw brisfly for you ithe purposc

and orgznization of the Crdnance Department for getting this job of
procurerent done. (Chert was not reproduced.)

The chart is weighted with colors. It shows you the £S unils in
our field establishmont, which are orgenized for the spocifie purposcs
of mamafacture, procu‘vmodt, and supplye We start with owr soven
manufzeturing arscnnis, which at the prescent time do s1l of owr zrocureric
We have next the distriect officas, 14 in number, locoted all over uhD
United States in industrial centers. The district offiecs, working with
the arsenals, process the nrocurement orders wiilch come out of tn
Ordnance Office. Then our depcts are the vloiccs to which the suovlies or
shipped and from vhieh they are distributed %o sroeps.

In addition to those plants that I havs mentioned, which cro shown
on the chart, we have 2 mumber of stand-by plants, During the vwar they
mode specific items of crdnance which are not, 2s you ¥nowr, commercizl
items, We are keeoping those plants in stﬂnﬂabv conditien for ony immedis

i i
emergency. Host of those plants reguire a lot of moncy o meinftain, e
are spending zs littlc 2s we hove 1o on them for the purpose of rzindoin-
ing the machinery. Ve arc going to lot the roads, the railroads, and thr
bulldings go to piecos if we can't get the monsy to keop thom up.

Y

The Ordnancs Department is orgoarnized on the basis of tne grcatest
possible decantraijization, Nﬁ visualize the rexd wnr as being onc in
which zerial desiruction will bs the order of the dey.  vie fool that fror
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the cave into which we are going to have o retire vhen the beormbing

gets a little heavy, it will not be possible to control to the extent
that we have in. the npast zll of the various activities of the Depertment.
So we are fighting every day the questions which come 1o us Irom ihe
field, e are insisting that the cormmanding officers of those establish-
ments use their brains, their initiative, and their experience, snd siov
asking us to scolve all the problems which are hothering them.

iy theory has been for a great many jrears that the accumulated error,
the accurmlation of small errors, made by commanding officers in The field
is never so great as the one cr two errors committed by some cent“alized
auvhority, I think”that i% is being proven that, while cormanding officers
are making mistakes, they have never yet made a mistake which disturbed
the whole Department,

I am against govermment by CAF-5ts, Thers has baen too much of 4t in
the past; unless we vatch our sten, there is going to be too much cf i+%
in the futurec, It is impossible--and T am talking, of course, only for
the Ordnance Department=-for us te spend wisely a2ll our procurement funds
from Washington. For the fiscsl year 1949 we haves 1.3 billion dollars.
A part of that 580 million dollars, came out of our appropriation for last
year, under the heading of "0SASA," "Ordmance Storcs and Suoplics, hrmy.”
We have out of the total fund of 1.2 billion dollars zbout 500 leLion
dollars for actuzl procurement, T teke the atiitude that we haoven't the
ability in Washington to do all of the thinking, méke 2ll the dPClSlOno,
get all the reperts, and do all of thz work *“at is regquired wo efficicntly
procure 500 millien dollars worth of eguimment., It hes bocon nreven during
the last threc years, much to my satisfzcilon, that by getting everybody
into the game and giving them a fecling of rbspon31oll*t" for their poriion
of the Job, we get everybody intersstcd znd there is less govarrment by
CAF-51's, .

In addition %o utilizing the services of the Ordnance officers and
Ordnance civilian persommcl iIn the Depertment, we arc utilizing te a vory
great extent the services of Worid Wer II coudrucuorSnwiddLutrw clists and
rarufacturers, We arc doing that through the orgznization inewn as the
American Ordnance Association, formerly known as the Army O*dnunce Associn-
tion. (It unificd ‘oo when the Unification Bill was rassed, s Fogordless
of its name, it has done & very fine job, inasmich as it hes sct up a
scrics of tochnicel committees, Under the leadership of high-roarking,

sell-qualified civilians, there are committecs which 2rs deonling vwith
armunition, fire control, nnd ortillery. To thosc commitbecs we con reo-
fer at any time any technical problem which has from any ocoint of wvicw
an aspcct of mass production.

I am a little radicel zbout this. I have boucome so from the stand-
point that, 2s General Eolman,said, I nave been arourd the Ordnonee De-
partment a2 long time. It occurrzd Jo me whon I was 2 youngstor thadt wo
did not have _in the Departﬂcnu any Ordnenc: officors “nd enginesrs who




knew mass production, We hacd a loi vho thought they did. Some of icer,
after manufacturing 10 or 15 tanks av Hock Islznd Arsenal, bhecan
"tank expert." Somebedy else, after manufzcturing 10,006 rounqs of
ammunition at Picatinny Arsenal, became an “anmunltlon exzert.

That is no longer true. The whole nrocedure of the Department ncw
is ‘Yo secure from indusiry a mass—producticn job. By & mass-produciion
job I mean millions of rounds of ammunition and *Pouaanus of tonks and
thousands of guns and theousands of trucks. Waien you get into 2 rzss—
production problem, the only peopie who are qualified tc' dezl with: that
vroblem from a mass-production point of view are peonle who hovs besn en
gaged in the practice of mass-nrodecing semething. There arc trighs in
all trades, and the only peocple who can help us to manufachure ai 2 rani
rate are the people who hove bgen accusiomed to manufzcturing someitbing
else at a rapid rate.

So let us take, for example, the question of o now item of eouirment
for the Ordnance Department, It is probably very simllar, or may be vor
similaer, to something that weas made during World Var II. In that case
there are sorme men in the Uniited Staies who have mode thet p"“‘"cu*er
item, bub who during VWorld War TI were nover pormitied to exercise theilr
own Ingenuity on it, They didnft hiave the timr %o stop ond redesign the
item of equipmcent at the beginning of tho wer. They werce forecd under -
circumstancss »revailing at that time to manufzcture thot particular I
as fast as they ecould. The drawings and snecifications, hovever, con-
tained many things which werc not appronrizte for mass production. hot
men sre being given an opportunity now to kelp us design those items nm
get the drawings and sevecceifications for them in such shapc that thoy cu
be mass produccd at ~ rapid ratc., We zre getting, in wy opinion, un-
paralleled support on that from evervbody who is engnged in ordnance pr:
duction now, or who may bs interesicd in ordnance mass production 1o

That work starts in the resecrch ond development field, Heretofore
scme Ordnance engineer or Ordnance officer hes sat behind ¢ desk or ¢
drawving board devising things——o fuze is onc exomple--sithout any regor
to the tyme of machine tools which will be reguired for thoe procuction
of “hat fuze. It mey so happen thot by drawing 2 curvad lino instead o
& stralght one, he moy meke it necessery to hove 2 specinl tool to mcke
that curved surfocc. But if we submli that fure desion to the mon who
is going to have to produce it, who 1is going to hove to find all the
machine tools required to produ::n it, we gct an endirely differc
of view on the thing. Vo may get a fuze thot «will operate Just o
and is ezsier to manufnachture than the other ons that was designod purel

from a theorctical point of view.

The next important item from a nrocurcmont point of view ties in
very definitely with the rebilization plannlng reihlrﬂﬁentsg There is
Fublic Law 413, whick I supposc most of you arc familizr vithe In




general that law requires nrocurerent by advertising. PBut the lzw also
contains 15, 16, or 17 excnptlonu to the general requirement. It permits
the placement of an order with industry withoub advertising if by so do-
ing industrial mobilization can be promoted, or if a manufacturing facility
can be kept in operation--one that made a fuze during the war. Te see a
requirement for a large number of those fuzes now or in the future, so
under the law we are permitted to place an order uncder the excenticn to
Public Law 413 in order %o keep that manufacturer up to date or the know-
how of producing that particular fuze.

In my opinion that is a perfectly setisfactory law. The only dif-
ference of opinion that ever develops belween those of us in the Ordnance
Department and the pecple who are under the law recuired to 0. K. those
excentions is that occasionally we think that an order should be placed
under an exceptior to Public¢ Ilaw 413, but the Office of the assislant
Secretary says, "Advertise." Then sonebody will quote us on the order
for about z third of the wurice that we expected %tc pay; so we ars com-
pletely thrown off base for ancther six months because while we were try-
ing to do one thing we saved some money. Then w2 gea into the q“f“+ion
of vhether or not it is advisabvle to spend “kat exira norgy for the sur-
nose of rmainteining that know-how or stve the moncy bec""so of our limited
budget. And whea T talk sbout our 1,3 billion deller budget, that doesn't
mean that we are nobt limited as to or dontt worry avout the budgetb.

Now, so far as indus*rial wmokilization olamming is concer n,a, our
purpose is to keep our nlanning and our current productlon hand in hand.
all %oo frequently in the past in all sorvices——1 make no exception to
this--there has becn a planning cdivision off in the coernecr of the oflice
some place whers men are calmly, without any feeling of rush or immediacy,
planning to do something, There is 2 man right on down the hall who is
actively engeged in doing something. 4As a conscquencc, Just vefore svery
viar we find our safe filled with mimeecgraphed planse. Somebimes when war
comas, thosc safcs are not even opened. Usuolly they arc opencd, and
somebody looks 2% these plans and throws them in the weste b“skct, and
the neople continue to do what they bave beon doing all through the years.

In the Ordnance Department we are trying to avoid thot narticular
situation. The planners and the current opersting peopla are trying as
best thoy can to rork aleng the same lines, In otheor vords, if curront
procurcment ¢an be conducted in such o fashion as Lo promobto indusirial
mobilization, we do it that way, For that rcason I have no plonning
division in the Depordment. I hove Wwwo or throe offlcors whic zre my
alter cgos on O_unnlno, whose job it 1; to keop me reminded or other
peorle in the office reminded of the fuel thet plonning is s4ill o very
important part of the gome, boeause e very fraguently feorget the futurs
in attompting to solve the nine olclock sroblom,




But I think that planning 53 a vory

imporinnt aspect of procurcmenta

Thz one greazt thing that makes +the Indusirizl College worth whils is ih

Tact thot you men nave for an "hnrrczabl: variod of time—-several menthe
a

- e
an opportunity to sit on the side lines and bocome thoroughly ccogusinied

with what is going on, vwithout having to be worried by current work, 5o
nt least the theory of procurement is becoming second nzturc o you, and
that will put you a2 great step forward when you actuslly got inbe curron
work.

We buy what we are told to buy. The usval way in which we arc told

to buy something is by someons running somec quintity collecled from tha
lables of Organization and Fqulpmvnt on IBM mzchines, Thecy look ¢
totzl and we are told to buy that quantity,

During the wor we bought cmmunition to such an extent that we now
have in gencral somewhere bebween 30 2nd 50 percent of that cmrhnltﬂOG
left on hand. There are various reasons why tunt happened, The firss
and principzl roason is the fzact thot no combnt cormander would ¢ver go
into battle until he is certain that he has cw;v""“wnr cox u“ tely under
his contrcl. He doesn't want to roiy on toae convoy systenm, ho doosn's
want to trust the Air Force and he doesn't mant to ﬁrusu ‘15 suneriors
in the resr. So, in order to fill these pipe lincs that overybody tolls
about, we produce enormous gquantities of itoms.

At the other end of the vipc Iincs these things come out jn mezger
guantities, so meager ot timcs that when o combat officer listins Lo us

discussing the mriter of roducing the wnu1ﬂctuglnp requircnonis Jor

ci' 'm

Torla War II, he soyss "Wo con't go ulon~ vwith you on that, bechuse in
Tialy we ran cut of I05-milliimetsr orrunditicne Inm Sicily we ron out cof
something else," It may be thot ukc dﬂd tenmperarily run out of someth
but thers wos plenty of mehnltlon iw the world. TH Just didn't %a 20N
to be at that particular swet where ther wantod it ot that particvl:r )

so the gconersl allegation is thaﬁ we diédntt mnle enough.

Cur theory is thot the combat seldicer has boen badly 5901lod e h
2 casc in point now., Ve arc working on o sevon-pound rif T don™ v
what the present rifls wsighs, but 1t is probably aboul 10 sounds, wo

- o

golng to save threc pounds. But I am just 2s sure as I am of anything
the world that, 1f a soldier is equipped with z seven-pound rifle, thrce
pounds of cther gadgets will be hung on him, bocruse that is what the
procurement plenners wante 3o that problcm is reeeiving ¢ lot of discu
sion these days.

The theory of the Ordnance Department is that the »roduction capncl
of the Unitcd Stotes will net be so lorge for the possible next wnr os
was for World War II. If our thinking is 273 corrsct, therc will te
temporary stoppoges as & rosult of bridges dewn, reads out, bulldings &
plants partially uest”OJuau There will bc deiays. OCur uhoo“v vherefox
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is that we must start with the minimum load, that we must get down to
bedreck, and not have on the airplane or on the battleshio or on the
man in. the field anything but the essential items. We know full well
that after war has been declared conditions will change and there will
be a lot of unforeseen demands coming use

I am positive that, no matier what crystal bhall we look into, we
are not geing to have the same United Stales production that -we had be-
fore. Therefore we must start with the minimun and provide for ilese
contingencies that are bound to cccur. So we are starting first with
the Tables of Organization ard Equipment, which zre easily prepared buv
very, very difficult of fulfillment from 2 production point of view,

So far as some of our special problems ars concarned, I want %o
discuss here a few specific examples which pive us a lot of worry and
cause a lot of discussion in the Department.

One is the sedan problem, There seems to be zn idea thal the Air
Force, the Navy, and the Army do rot necd sccuins, Thercfore if jyou falk
about a sedan, zverybody who has anything to do with sporonriations says:
"You donit have to have it." Conscquenily we usc jecps. 3ul Jecps cost
more to buy and they cost more to run, We could save a Lot of meney if
we could just get around thot word "sedan.m I don't knew vwhat to call it,
but it is = sort of obstacle that we cenit get over very well.

Then there is the qucstion of trucks., Ve have in the Army--and I
speak now only for the Army--an actual requirement of 93,000 trucks. At
the rate we are going, the Army will soon be on its uppers. We just won'it
have those particular items of eguipment which did so much for mobility
during the wor and which were praised so highly by every comnanding
general all the way from the top dowr. Trucks znabled the field forces
to get from point A to point B rapidlry and in order. The trucks thot we
have wore bought principally during the yezrs 1942, 1942, and 1244. They
arc already overage., We are spending 2n enormous amount of moncy in their
repair and rchabilitation,  ¥We are sending them all over the world-—-to
Creece and Turkey and other points--and the problem is not cnly ons of
difficulty in maintaining these trucks, but one of exirsme cifficulty in
maintaining mobility in the Armed Forces.

Eere is another little example of the difficulties of procursment.
Not long age it came %o my attention that we are erecting at Frankford
Arsenal an assembly line for the production of jewel bearings for watches,
I throw this example out because it illustrates the difficulties tlat we
sometimes experience with industry. The three big watch comnanies of the
United States--Wialtham, Elgin, and Hamilten~—-ere now buying their jewel
bearings from Switzerland, but they know as well as we do thet in the
event of war that supply of jewel bearings will probably be cut off. So
they want us to sed up & line for research and development in and zroduc-
tion of jevrel bearings. "
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e have taken the point of view that jewel bozrings are 2 commercial
preduct, and that the industry, if it has any pztriotism whetever, should
take steps to invest some of its own money in the solution of this problem
in the menufacture of thesz bearings. It mav be that after the Lir Force,
the Army, and the Navy have gotten togethor, which they haven't as yoi,
they may subsidize the industry to 2 certain extent by giving them 15 or
20 or 25 percent of the totel cost of going into the manufzcturs of jowel
bearings in order to promote irdusirial mebilization.

Then we have the problem of manufacturing steel cartridge cases. I
give this as an example of a procurement possibility in time of war frem
a mass production point of viow, whereby you may get something that doesnt®
contain strategic rmaterizls, We fesl that if we can develop the steczl
cartridge case to the point where it can supplant the brass cartridge casc
we will have done something for industrial mobilization.

Now, I havce talked long cnoughe. I covld summarize it by saying that
I have given youw some specific examples, I have talked about concrele
things, and I want to closc, as I started, by saying that 2ll these thinss
go baock to understanding, they go back to exporicnece They go back te
willingness on the part of the men in the Uniformed Servicss to work to-
gether to help solve ons ancther'!s problems. I think--and I sposk again
for the Ordnance Department--that we hove through the yvears maintained
the closest liaison possible with the Navy frem an ordnance woint of vigw,
not only in rcsearch and develonment but in orocurement as well, I think
the same thing is going on now from the standpoint of the Air Forco.

I think that there is tee great o tendency, due to ignorance of whot
is actually going on and what has besen golng on for years, to iake over
from the topside z2nd try to set up urnified control snd standardization of
procedures which, after &li, depcnd upon men. You con't standardize mon
under any circumstances.,

I will be glnd to answer any questions.

QUESTICN: Gencral Fughes, in vlonning for industrizl mobi
how is the Ordnance Department kent vostcd on the monufzcturcrs! molential
itics? By that I mean, how ar: you kendt informed on technicerl advaness ir
the machines and changes in tho capability of marufzeturers dve to busines

and other conditions, with rcspset to things that they made in “orld War
IT and that they may not wish to make in another cmergency?

GENERAL HUGHES: Answering that first facetiously, due to this
depression; we are more fully informed now than we worsz six months
We are getting calls from everybody in Washington and from all over
country telling us zbout thair industrinl cavacity. Ve are getting
of information that we werc rover nble to sceure before through our
sources of information.
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But we-insist that thesc componiss, before informing us herc in
Washington, keep cur district offices informed, We won't tolera’z a
manufactiurer coming to Weshinzion and trying ito exnliain to us herz about
his industrial capacity. Ours is a system of operation by delegziion,
and our 14 districis are in very close liaison with the lndusrr.w in
their areas. '

There is a system, with the details of whichk T am not entirely familiar,
operating under the Munitions Board, whersby the result of a plart sur"eJ
is made knownm %o the Munitions Boara througk usy; so we have feirly good
information as to plant capacity.

Our main reliance is unon the pecple who made certain items during
World War II. We are not advocating plant surveys., I have never seen
any sense in sending a man;, no mzttér how experierced, into a plznt to
count the number of lathes, shapers, and grinding machines, or the number
of toecl makers, that a menufacturer has and then using that survey to iry
to determine whether he can make a crankshefd for a 155-millineter gun.

It is surprising the ability that car be displayed by any wanufucture¢,
whether large or small, in making scmething if you want him to make it.

Through these technical commititees of the ACA vie are keeplng possible
fuze menufacturers informed of our requirerments for fuzes and cur specifi-
caetions for fuzes. Ve are keeping the powder manufzcturers infermed the
same way, and the fire control men the same way. Every time there is an
advance in any precedure involving mass productilon, we hear azout it; be-
cause some fellow in that industry says ot one of these cormmithee reetings,
"T den't want to make it thot weyt or "I don't want to make it of that

material, I don't want to m uKC it witn that tolerazrnce." So we let hinm
set his oim standord on the thin g; im it still -rorks, we cdopt that mothod.
I don't think there is eny gr at lack of information either way.

QUESTION: %hat is your method of sreventing this government by CaF-5's
that you mentioned? I know you mentioned deccutrelization,; but I also
know from expericncce that a follow out in the fizld will often vrite in
and want a piece of informatien, not a dircctive; but, a CAF-5 or scme-
body on that level will send back in the name of the coenmanding general o
directivee Prebty soon you donft have this decentralization that you want,
I was wondering what provision you have to stop that sort of thing.

GENERAL HUCGHES: There arc lots of ways to deo 1t. Ome way is te walk”
down to the mail and record room in the morning, look 2t the incoming mail,
end put a red pencil on all such things saying, "Return to scnder.”  That

cppens very fresquently.

Ancther woy 1s to mgke it hard on o supericr whon he comes in Lo me
vith 2 problem on which hec has not thoroughly learned this lesson. I ca
put him through a 1ittlc cross cxamination os o whether thic is o CAF~5
recommendation or 2 recommendation from higher authority.




I don't know if there is any answer %o the thing. 4s a metter of
fact, I know there isn't any answer to it. So let us just pass to the
next question.

QUESTIOK: Does the American Ordnancec Association cenduct any surveys
as to the capacivy of its members to manufacture your articles?

GENERAL HUGHZS: TVie don't do that through the AOAL, What we heve done
is to ask the people who actuvally ran those plants during the war to go
back into some of their stand~by plants that they overated and swux« -
them for us. For example, we have down in Fouston the Dixon Jun Fiooh,
costing 350 or 60 million dollars, which was erected during the war Jov
the comstruction of centrifugally cast guns. The man who operatod that
plant has recently gone through the plant and given us his view as 2
whether or not it is recady for overation. We have dong that with Procter
and Gamble on some of the loading rlants that ther operatede In other
words, we are still counting or the people vwhe ran thost during World
Viar II to go back and make that survey regardlecss of whether they are
rembers of the ACGA or not.

QUESTION: Gencral, in refcrence to the jewcl-beoarirg problem, was
there any effort made in conrcction with the government$s financing of
Waltham to pressurc that company into jewel-besring menufacture?

GENERAL HUGHES: No.

QUESTION: Im connection with your depending upon your old sources
of supply, is therc any confusion crising through the Muniticns Bozrd!s
action in allocating manufacturers?

GENBRAL HUGHES: The answer 1s, yos.

QUESTION: General, I am intercsted in your atiitude toward the zino
lines. %We¢ have heard guitc a bit cbeut thems 14 scems cs though pirpe
linegs ere rather esscniial from mowny people's point of view, but I think
probably vou think they may Le uwnnecessary cnd wasteful, I wonder 1f you
would say morc zbout that.

CGENERAL EUGHES: I didn't say fer a memert that pipe linss are not
necessarye Take czliber 20 small arms ammuniticon as an example, whoere

we made about 35 billion rounds of ammnition and had over a third left
after the war. WNow, why did we make so much? First of all, we menufrctw
a month for the zone of interior resquircments, ther we manufacture tic
months for transit requirements, then we manufocture two months for over-
scas requiremonts, Then we manufacture scme more, until we got up to the
point wherce we have an eighi-menth supply ir the pipe line.
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% me illustrate this a little better, bscause this question runs
into oreduction capacity, it runs into sirategic materials, it runs into
tool mekers, and it runs inte everything in the world. It should be
thoroughly discussed and understcod.

V¥hen I went to North Africa in the spring of 1943, my first qusry
was: ""How many days'supply of food do we Zave on hand in Nortin: hfrica?!
Nobody knew. After about two weeks I asked again, and still nchody knew.
They said they couldn't answer thai guestion, because there were 105
different componernts in the ration anc they couvldn't find cut Towr much
pepper, salt, olives, and so forth they had around. So 1 saii, "Iake
17 of the most important items of the ration—-flour, sugar, b2ans, bacon,
and so forth-~and equip yourselves with some flashlights znd go out and
count those particular 17 items." After they counted them, they =aid,
"He have enough for 105 days'rations in ¥orth Africa." At that particunlar
time the United States civilian population was depriving itself of all of
these 17 items that it could possibly spare, and then some, As a conse-
quence we had in the heat and dust of North Africa 105 days' supply.

This wzs all hased upon the theory that the convoy systen wasn't
working, that the Nevy didn!'t have any battleships, that the railrocds
were not working in the United States, and that the railroad and truck
service in Africa was incompstent; so somebody had to get 105 days' supply
to satisfy himself that he had plenty, In other words, the whele theory
of this pipe-line bWusiness is hased upon getting too much too far Zervard
and & complcete disregard of the ability of the mer who are handling the
distribution service to do their job,

e have a battle on right now to try to determins vhat the reguirement
for small arms ammunition is. Somebody has assumed that every riflemsn
is going to fire X rounds cach day. They multinly ¥ rounds by the number
of rifles, and then they say, "Wie are going to have two months of that in
the theater.” It totals up to eight months. I cant't conceive of any
situation cven under aerial bombardment, where you can't get smzll arms
ammunition to the fighting men vd thout heving eight months' supoly of it
in the pipe line, I can't conceive of any type of smmuvnition being water-
bound or plant-~bound to the point where you canit get i1t up to the fight-
ing men. And I om looking 2t this thing from the standpoint of the pr
duction capacity of the United States and our ability to muke the iieoms
that are requirec, not the items that somebody would like to have,

In the advance across the Normandy beachnes I hnd guite an creuncnt
with G=4 of the First Army over the fact thot it didnt't have enough
ammunition on hand to justify teliing Generzl Bracdley that the First Arm
was rcady bo attack. Well, there wons plonty of cmmunition in England, ond
the MNavy was running a vory excellent convoy systom cvar to the for shores.
Boats were running regulerly. I didn't sc¢o any reason vwhy the build-up in
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Normandy could not take consideraiion ¢f tho fact that the beats were
still on top of ths watsr and opersting. .ln+?ern was filled with supplies.
I will gquote just ene awarrle. Two iremnen rarehocuses vhere vare

filled with gold mesal cots, more oolil et tran ware nscessary., T
idee was that they had to have a 90-day T ion™s kaow who was using
cots over there, but they certainiy had i of trem.

2ut I think that is a very serious oroblem. I think it mus
thoroughly understood by everyvody, vecause 1t all goss back to what e
are going to have to make. The more vou havs thai pine line clogged
with stuff jusi to play safe, the less chance you have of gebtiing node in
this country the things you nesds

o
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QUZSTICON: These technicel committeas of the Ordnence Association
scund toc me like z pretty good device to keep th nilitary informed on
industry!s technical standards. Lo you think that some of the rest of
us should take a leaf cut of your bock on the use of that device?

GENERAL HUGHES: They have already done ita If you go Lo one of thess
technical committee meetings, jyou will find Kavy technicisns with their
probisms sitting arcund a table with Ordnance technicians from thu AYTITV,
and the contractors right out in front., A ¥avy man will present nis
rroblem and the chairman of the committee says: "Who will talie that
Sam Jones, represanting such-and-such company, Says: T +wild tzke that."
It cdoesn't make any diffcrence whether it is an Army rproblem or a Na
problemn,

1 don't vant to get inte the question oP unifdication herc, bub I
thirk that gradually the metliod which has been adopted Tty the ACA will
be adopied by nct only the Navy league but by the Air Ferce civilian
camponent, I don't know what the neme of 1t is.

I suppose that method is the ideal one for keeping the peonle who are
zoing to have te make thess items during a2 wer farmiliar with what is goir
on, TFurthermere, it gives them a clue as to whers to go to get an crder
these days, which is a very fundamcrtal help te them.

QUESTICN: Whet plons are being made to talke care of
exccss of small srms ammunition that is now stecked? I t
be a help in training to usc that

GENERAL HUGHES: TFirst of all, we haven’t had the treocps So use 1t
up to a great extent. The Arry has only rzcontly been incrcascd. The
Air Force isnt't up to the 70-group program yet. So far 2s tlic enormcous
amounts of ammuriticn that we have on hend 2re concerned, I donft think
any training program has been hald up because of not bczng z2ble to gt
ummanltlonﬂ There is plenty of cmmuniticn, =nd the Miliiary forces arc

“using it.
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COLONEL HOEFFER:  Genersl Hughes, I think thni you have answered alil
the questions, Ve certairly enjoyed your being beck with us apnin this
year. Thank you very ruch.

(28 April 1949--430)3,
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