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Major General Elbert Iouis Ford, USA, was born in IHlford,
Connecticut, 2 December 1892. Ile was graduvated from the United
States Military Academy and commissioned a first lieutenant of
Coast Artillery, 20 April 1917. On 1 July 1920, he was transforred
to the Ordnance Department. e received temporary promotion
to the grade of brigadier general cn 2 June 1943 and permanent
promotion to that grade 24 January 1948. General Ford is a -
graduate of the Ordnance School, the Army Industrial College,
and the Command and General Staff School, He has been an instructor
at Yale University and the Ordnance School. Soon after our entry
into World War ITI, General Ford was sent to Londen as chief of
the Maintenance Division for Ordnance in the Europecan Thoater.

In 1942, he was made chief Ordnance Officer, Allied Force
Headquarters. He served as Chief of Staff, NATOUSA, from
February 1943 to April 1944, and was then assigned to the
Office, Chief of Ordnance as chief of the lzintenance Division,

ield Services. In 1946, General Ford was assigned to the
European Theater as Theator Ordnance Officer, In 1948, he
assuned command of Aberdeen Proving Ground, On 1 November
1949, General Ford was sworn in as Chief of Ordnance, which
position he currently occupies, Among the medals awarded to
General Ford are the Iegion of Yorit with Cak Lcaf Cluster,
the Distinguished Service Medal, and the Belgian Order of
Icopold IT.
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CURRENT ¥OBILIZATTON PLANNING FOR ORDHANCE FRODUCTION
g ey 1950 .

GENFRAL HOIMAN: Gontlemen, Ordnonce cxpenditurcs for weapons
and ammunition increascd from 50 million dollars in - 1939 to over
30- billion dollars in 1942, That is big busincss by any standard
of connarlson._ -

"Such an expansion rﬂquzrcs tho moximum in carcful planning and
oxport managcmont. Tt reguires closc coordination and a sound organ-
ization. ’

NOGd*uSa to say, many valuable lessons wore 1oarnod bj the
- Ordnance Department through its wartime experiences. Those lessons
arc being applicd daily by Ordnance in carrying out 1ts currcnt and
mobilizationvplanning rosponsibilitics.

We are honored this morning in having as our gue t speaker ilajor
General E. L. Ford, the Army's Ch;of of Ordnance, You first met him
last October whern we went to Ab erdeen Proving (round, at which time he
was the Commanding General of the proving grownd. ' General Ford's war
service included important assignments in North Africa, in Europe, and
here in Washington. He was appointed Chief:.of Ordnance 1 November 1949.
He is a graduate of the Army Industrial College, Class of 1932a

General Ford, it is a great oleasure to have “OU'W“th us this
morning and to have the opportunity of hearing you discuss "Current
lellzatlon Planning for Ordnance Production.” -

GRNERAL FORD: Admiral Sabin, General Wolman, and ‘members of the
Industrial College. ‘I welcome the opportunity to come here to tallk
about industrial mobilization and what we are doing about its I don't
know of any subject that is more important to us right now than industrial
‘mobilization and the things that we must do in bime of peace if we aré
‘going to get ordnance materiel as well as other materlel in the cvent
w@ get into’ another Ware . : -

Out of “brld'ﬂar I there came an appreciation of the need for
industrial mobilization and procurement planning, so that in the event
of any future war, industry could get into the nroductlon of ordnance
items in a much shorter time than ever before. World War II demonstrated
~the benefits of preparedness planning and emphasized the value of CWOSu
teamrvork bétween industry and the .Ordnance .Departmente. It is our
continuing aim today, in industrial : mobilization plarning, ‘o incre ase
and strengthen the mutuval understand¢nc ‘of industry and Ordnance con-
cerning the huge productlon job which may confront us agaln some day.
To achieve this aim, e endeavor to (a) maintain a strong, woll-informed
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organization and (b) conduct a planned program of industry preparecdness
with maximum participation by industry.

"Chart 1, page 15.-~The Ordnance Departmont, as you probably may
knowr, is responsible for providing and-”servicing ordnance matoricl
required for the' Army and, as assigned, Tor the Navy and the Air Force.
Breoadly speaking, ordnance materioci consists of small arms and automatic -
weapons; artillery, including mortars; firc control cquipment, ammunition,
and explosives; bombs and mines; transport and combat vehicles; roclkets
and guided missiles; mobile repair shops; army, light aircraft and related
parts, accessorics, materials, and equipment. o

The Washington office of our organization includes (a) three staff
offices, namely, Iegal, Inspection,_Comptroller, and " (b) four staff
divisions, namelyg”Research'and(Development, Industrial, Field Service,

and Personnel and Training, "

The keynote of Ordnance organization is greatest possible decen-
tralization. We believe in delegating responsibility and authority
to commanding officers in field eStablishmenﬁs.“AAs a result, most of
the real work of theé Ordhance Department today is done in field establish-
ments. To illustrate this: Only 1.6 percent of the total ZT Ordnarnce,
military and civilian personnel, are in Viashingtons 98.4 percent are
located.in various 2T Ordnance fieid establishments, These include:

1. Two fully active proving grounds--White Sands and Aberdeen——
engaged primarily in research and development testing.

2+ ‘Office of the Field Director of Ammunition Plants and 31 stande
by plants.~-~The majority of ‘these plants have the mission of producing
chemicals and explosives and of loading all components of ammunition:
and bombs. Also included are two stand-by proving grovnds, Jefferson
and Erie., (Jefferson is partly active.) Two plants are equipped to
produce -small. arms ammunition and one plant can produce centrifugally
cast gun tubes (up to 105 mm,) and firish-machined heavy cannon. These -
plants were World Var TT producers which have been retained mnder military
controls They have 1ittle or no civilian éounterpgrt. For administrative
purposes during peacetime, three plants are under the jurisdication of
district offices. The other plants are under the Jurisdiction of the
Office of the Field Director of Ammunition‘ﬁlants as Joliet Arsenal.

3+ Eight manufacturing arsenals-~Springfield Armory, Fraonkford,
Rock Island, Picatinny, Detroit, Vatertorm, Tatervliet, and Redstonc,—e
These arscnals have techrical responsibility for assigned groups. of
items. They can produce small_quantitiesvof‘certainvqritical items
not readily obtainable from private industry, They also serve.as
model or pilot vroduction plants. The production facilitias:of the
majority of these establishments are anyvwhere from 50 percent: to 90
percent in stand-by condition at the present time.
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4. Fourteen district offices.~—Fac ?ioe is assigned a geographical
area of the Nation. BEach office is resmon5¢ble for procursment planning
of orcnance materiel and for maintaining contacts w1thv3r1vate industry
~within its assigned area. In wartime, these offices procure the magor

vortion,. of ordnarce materiel obtajned ?iow orlvabe industrye '

5. Thnruybtwo oepots.—~Tn se establishments are responsible for
receipt,. storage, issuve, malnnenancc and surveillance of all ordnance ~
~suppliess - In-the ZI as of 1 January 1950, there were on hand 3.8 million
tors .of general ‘supplies and 7¢3 miilion: uons ‘of ammunition- qup'a les,
with a total.valuation of -12,6 ©billion dollars. S

In addition to the services of officers and civilian personnel of
the Ordnance Department, we are obtaihing valuable information and
assistance from manufacturers anc industrialists through the organization
now lnown as the American Ordnance “Association. The great'work being
carried on by the association is well demonstrated by the contribution
made by the technical committees of the technical division. These
comnittees consist of groups of specialists in certain fields of industrial
actlv1tj. Tney nrov1de a veh cle bv means. of Lulch our Ordnancc emvv 1GETS

'ufacturlng processes, manufacturlna +ocnn1qhes, and dovelOOWGntu in
vndustry apollcamlu to ordnanco ﬁatcrLel. ST S

It hes been cald nany tlmes before and I shall contlnuc o reiterate~—
private industry again must bo. relied upon to produce the bulk of munitiens
in another emergency. It is one of the morc important premiscs upon -
which the industrial mobilization planning program of the Ordnancc
Department is based. Cur arsenals and stand-by plants are- quipnod.to
produce only a minor’ “ODthﬂ of the total orcnanco mator:el neaded. dn -
an emergencys. : - L

Ls” you lmow, there is no privately ovmed munitions industry in our
country, except possibly for cortain UO”thg tyves of weapons and
ammunition. The ubilization of privatcly omed plants for the proquctlon
of ordnanco 1tcmo usually requires converswon and r0uooL1ng..' :

In some €ases cop81dcrabl~ dOlTVo would rooult in Gtt¢hd Uroductlon
of ordnance items-started. Thereforé, the prlmurj oogoctlve of industrial
mobilization plannlnﬂ ig to find ways and mcans for getting volumc production
of munitions from private industry with the lcast ‘delaye To atbain this
objective, we are conductlng a plannced nrogram of industry proparedness
in which industry i is being cncouraged to participate to the maximum - g
extent. This program. ¢ncludes, first, m0b11¢Z3 tion Drocurement M*ann1ng,
and, second, Jndustry prenarecness measures. -

In moblllzaulon ‘procurement nlannlnﬁ we tell a nanufactnrer, through
our district: office system, what 3tems we Jant him to produce, how many
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we need of each, and when they are needed, If the manufacturer agrees
. .that he can and will nroduce the items for us, we proceed to obtain =
. firm allocation of capacity from the Munitions Poard. . Our mobilization
Procurement plamning is being done under procedures preseribed.in
Hunitions Board Annex 47, (The new title for this is Hmitions Board
Production Allocation lanual, No. 90-1.)

Chart 2, page 16.~-Mobilization procurement planning is being done
for those items which it is expected will give us production troubles
in an emergency, e have segregated these items into three groups in
order that planning for them may be done ‘on a priority basis, " These
groups are: ‘ " -

1. Ttems of primary importance.
2« Ttems of secondary importance,
34 Other items,

"Ttems of primary importance! inelude 231 major items and major-
combinations which are essential to combat, difficult o manufacture,
and require a long production lead time. The 231 end items in this
group, when broken dowm for‘planning; actually number about 700 pro-
curement items, Capacity in about 1,000 plants of prime contractors
will be needed +to rroduce these items. Planning for this group began
in fiscal year 1948 ang will be completed during the fiscal year 1951—-
that is, completed bub subject to continued revision as requircments,
items, and over-all plens change., ' o

"Ttemg~of secondary importance! inciude(hajor itéms; not in.tho:
first group, as well as itonms such as accessorics, tools, and cquipment.,
The total number of procurement items in this group is about 350,
Capacity in about 500 plants of prime contractors 1ill be nceded. Plane
ning vwas. initiated for this group in fiscal year 1950 and will be well

along by the.end of fisecal year 1951,

e expect to do some planning for "other items," such as replenish-
ment componcnts, which will be neccded in sizable quantitics and which

may give us some trouble in production. This group may number more than
1,000 procurcment items. To expect to get wnder way on planning for this
group in fiscal year 1951, - S S T

‘The "Combat Vehicle Area Plan" is an oxample of the planning baing
done for a particular family of items. SO
“Chart 3, vage 17.~-For the: purpose of conducting industrial mobili~
zation planning for production of . tanks and allicd. combat vehicles,
Detroit Arscnal has -divided the Nation into five general arcas corrgsoond- -
ing to the dispersion of heavy industry. Thesc arcas ore:
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1. Bastern Seaboard, comprising Mew England end tho ifiddle Atlantic
States. : : Co

2, The Rochester, New York; Huntington, Test Virginia; Detroit
trianglc. o '

3. The Chicago, St. Louis, Cincinnati triangle.

4s The deep Soubth, cxtending gonerally from -Atlanta to Houston,
and north to include Nashville and Memphis. .

5, The Pacific Coast, from Los Angeles to Scatile.

Fach arca is to be sclf-sufficient, insofar as possible, In the
production of combat vehicles. For example,-an area will have ab least
one primary manufacturer; sources for components will be developed
locally within the area, so far as pssible., Seventeen primary manu-
facturers have been selected tentatively. The planning is being con-
ducted through the district offices and in compliance with ifuniticns
~ Board Lnnex. 47 procedures.

One of the Nation's leading industrialists, who had considerable
experience”in World War I, continually strecsed the importance of
developing, designing and production engineering ordnance equipment
so that it could -be produced in quentity in time of war. This man was
Colonel Frank A, Scobt, once head of the General lMunitions Board, and,
for a time, the War Industries Board of World War I. He particularly
pointed out a matter, which is just as important today as 1t was thenj
namely, that we must never base our plans for the procurement of ordnance

on items which have been manufactured only in the laboratoriss. He
advised most sbrongly that we have a program of educational orders. The

_ idea behind these educational orders was twofold: TFirst, the actual

production of certain .specific items was a real education to industry;
‘and, second, all the machine tools and manufacturing alds acquired under

the ¢ontracts were to remain government property, ready to he put to

use on l~day. This idea is esscntially in cffect today.

The present policy of industrial planning of the Ordnance Department
is to contract with:industry for detailed data, plans. and preparedness
measures for the mass production of end items considered essential to
mobilization. This program consists of three parts, namely, Phase I--
exploratory studies; Phase II--production preparation measures; and
Phase TII--limited production oxders (educational). '

 In Phase T, exploratory study contracts are placed with selected
manufacturers to obtain their recommendations concerning specific pro=-
paredness measures which will contribute most gffectively and rapidly
to an acceloration of production. *
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Phase IT measurcs arc contract placed with qualificd man
for +the purpose of implementing selcected preparcdinsss moasuro
those recommended oy industry wnder exploratory study contrac
contracts cover planning and preparation short of quantity manufacbure
of the product such as: ' '

1. Engincering for high production. .

2. Production planning,

o
e

3+ Resourccs planning (facilit €s, equipment, materials, and nanpowar) .

a2}

4o Tooling and tool design and nanufacture,
5« ilenagement planning,

6. Planning for subcontracting,

In Phase-IIT of our planning, namely, limited production orders
(educational), contrachs involving actual production of “ho product may
be placed with selected manufacturors. This type of industry Proparcd-

ness measure resembles very much the pre-forld Viar IT educational ordor..

During the period beginning in June 1947 and ¢nding in Jung 1950,
We expect to have placed 99 Phase I_contracts,’amounting to 1,123,000
and 56 Fhase II. contracts totaling 324,350,000, The first Phase IIT -
(educational order type) contracts are planncd for the fisecal yeor 1951,

An example of one of the Phase T studics completed to date is tho
one for tho reactivation of Take City Arsenal for production of small
arms ammwnition, Remington Arms Company--operated LaketCity,during'zho
War--made the study. Romington offored threc plans for consideration,

The first plan was based on the assumption that no preparedness

‘measures or preliminary action would bo taken prior to M~day. Under’'this

plan, Remington found it would take 36 woeks to 2ot into full-secale pro=-
duction, : : :

Under the second plarn, it was assumed that thc.following'proparodﬁQSS,
steps would be taken, (1) pertiaclly rchabilitate the plant prior to i-dey,.
(2) provide a stock of row materials and supplics sufficicnt to maintain
the plant in production - wmtil a sustaining delivery of these items dis *
established aftor ~day, and (3) putting into shepe, ready for operation,
a pilot line in each of four manulfacturing buildings capable of producing
50,000 cartridges per-day,. This plan would cost £5300,00C, exclusive of
cost of raw materials, supplies, and spare parts and would save 10 weeks,
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_The third plen assumed that, prior 4o iday, the entire plant will
be rehabilitated for full-scale production, that the plant will be in
production on l-day at a-rate of 50,000 cartridges per day and thatb,
after i~day, production would be increased as rapidly as possible to
target production quantities. Tt was estimated that the third plan
would save aboub 22 weeks over the first (or no preparedness plan. It
would cost 5 million dollars initially, together with a continuing”
annual cost of 4 million dollars. This would involve continuous operation
of the arsenal at the pilct rate of 50,000 rounds per day in each of the
four manufacturing bulldings. '

The esbtablishment of an Army-Navy Steel cartridge case facility is
another important preparedness measure in vwhich we are participabing.
This project is unique in that it iz a joint effort involving the Navy
Burszau of Ordnance and the Army Ordnance Department. It .is a very good
example of unified effort.

This project is for the purpose of eguipping a zgovernment~ovmed
facility to manufacture steel cartridge cases in sizes up to and including
120 mm. and 6 inch. Yo commercial counterpart exists for the manufacture
of the steel cases which this facility is planned to produce. = The

facility chosen is the Navy Ordnancc Plant located at Iouisville, Fentucky.

The reason for wanting to make large-size cartridge cases out of
steel instead of brass is twofold, namely: First, it is cerbain that
cartridge case brass will be in such short suoply in another emergency
that fabricabion frem steel will be absolubely necessary; second, brass
has certain strength limitations vhen used in larger-size cartridge
cases and in application involving high pressurcs.

Efforts have been made for some bime to find satisfactory ways and
means to produce cartricge cases from steel. -The steel cartridge cases
manufactured in World War IT were inferior, as-a goneral rule~-writh the
possible exception of the threc—inch and 40 mm. sizes. '

 The technology of steel cartridge case manufacture is highly
involved andl difficult, compared with fabrication from brass. Under
the joint Army-Navy project, the methods and processes of -all manufacturers
who have had experience in stcel cartridge casc production are being
studied. Tt is thought that by getting all the best knovwr-how togather
and incorporating it in one facility, satisfactory steel cartridge cases
of even the larger sizes can be produced. latest findings show we can
make 90 mm. cascs .end that there would be no speclal problems involved
in the 105 mm. cases,  Studics are being continued for sizes up to 120
mm. and 6 inch. ' ’

Tho‘facility is to be equipped with tools and tocling designaed
for the job. The manufacturc of large-sized, stecl cartridge cascs
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requires heavy, long-stroke presses., These presses are not now available
in the quantities needed in an emergency. Shortages also exist in the
related hydraulic systems and attachments. ' '

The facility, after establishment, #ill be placed in stand-by, Tt
is estimated that existence of this facility‘on M~doy will gain approximately
"nine months of invaluable time in the production of steel cartridge cases
in an emergency. '

The industry pPreparedness measures which I have discussed so far are
those which will be performed for the most part wnder contract with private
industry. There is another group of preparedness measures which are per-
formed at arsenals. These are ¢ . '

1o Preparation, revision and distribution of drawings and technical
) data « ‘

2+ Improvement of manufacturing processes.,
3+ Improvement of inspection methods .

4o Establishment of pilot lines for trial production of small
quantities of items., ‘

5. Design, procurement, inspection,'storage, maintenance and i sue
_of ordnance inspection gauges, : - - ‘

We are also maintaining in storageé over 24,000 items of machine tools
and production equipment--much of which was accumulated under the JANMAT
brogram.

In conclusion, I'd like +o shoir by means of these charts how all
these activities fit into our over=-all funding program and how ¥e are .
Spending the Ordnance planning dollar today. S -

-

- Chart 4, page 19e=-0ur funding programs: consist of four categories,
namely: - ' ‘ : S :

»iQ. Category I--Reserve Flants;

2e 2C§tegony I¢;7Hachine quls and ?roductibn Equipment.i
3a‘vCategony‘III?—industry*Preparedness }baéures.

4. Category IVe=Planning within thé Depar%ment of Defecnsec.

During the fiscal year 1950, 25 percent of cur planning dollar is
for Category I, namely, the maintenorice of our. stand-by plants and
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stand-by portions of arsenals. A very small amownt of this category
is spont for inspection of 43 ordnance production facilities in the
¥ational Industrial Plant Reéscrve.

Seven pergent of our plamning dollar is for Category II, which
includes the maintenance in storage of 24,000 reserve machine tools
and for activities connected with ordnance inspection gauges.

- Sixty-four percemt of our nlanning dollar is going: for-Category

.. ITT--Industry Preparednéss Heasures, including Phases I, II, and TII
contracts with industry, for other preparedness work at arsenals

connected with drawings and specifications, improvement of manufacturing

processes- and inspection methods, and for establishment of pilot lines.

Four percent of our planning dollar goes for planning within the
arsenals, district offices, and- stand-by plants., Included in Category
IV is the mainbenance of shop-apprentics schools at 13 establishmentsy '

Chart 5, page 20.7-This chart will give you an idea of the trends
in Ordnance industrial mobilization planning funds from fiscal year: :
1947 through fiscal year 1951. This chart shows funds anpropriabed,
budget eshimates now before Congress, and the funds for the ltanl program.

Tn fiscal year 1947 we spent 22,8 million dollars for activities
related to mobilization planning. This is an estimated figure since the
“funds were actually included in a number of various accounts. In fiscal

year 1948 we had our first separate .and distinct funding program for
industrial mobilization plaming. Tt amounted to 15,1 million dollars.
Tn fiscal year 1949 it increased to 23.7 milllon, and this year Lo
46.9 million dollars. lMuch of this increase is attributable to the
tank piogram.as shown on the chart. e have asked for 4548 million

.

dollars for fiscal year 1951. Only a slight increase over fiscal year

v
b

1951 in the funds“required for fiscal year 1952 is expected a this time.

OUESTION: Tie had quite a problem during the war with our powder
frequently coming.in too small lobs and having great variations between
1ots. Does our industrial mobilization planning give relief from that
condition? o : - : R

GEITERAL FORD: Vell, T have a powder expert here.: Colonel Davis.

COIONEL DATIS: T think that the whole trend of our ammunition
people is to be able o make bigger and bigger lots., Ve have soma
other powder problems that are so. much worss then that one right now.
We havée some problems of materials for the powder manufacturer that
give us more concern than we have ever had before in the powder business.
Do you want me to go into that? S LT ‘ C
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- GEWERAT. FORD:  You night as well po inte it. Do you want it of f
the récords ‘ ‘

COIOWIL DAVIS: I% can be on ‘the record; everybody knows anout it
now anvway, I think it 4g a zood subject for “his IrOUD,

e started yvears ago with flashliess powder. e started 30 years
ago in two very c¢ifferent ways +o make powders that were flashless.,
One was to burn the incandescent narticles up before they gOt,outside .
the muzzle of the gun; the other was o keep the powder cool so that‘those
particles never became incandescent. The first tyve of powrder prevailed
for many vears ang the cooled 4ype of powder was not used much., e =
pleyed with +hen for many years, ths Navy and the Army, but flashless
powder has become g very different thing today.

. Flashlessness wag important to ug nany ysars ago. It is le
now. So far as detection of batteries is concerned, it is of Iittie
importance to US any more, If we have g technically equipped enemy, he
can pick us up by thig so-called invisible 1ight, Tt doesn 't help not

to have flash, T like to get rid of flash sometimes on Havy vessels
because it blinds the fire~control peoples It 4is important in our tanls
to be able to avoid flash, but vo can 26t the flashlossnoss in a much
easier 7ay than the way I am going to teil you-about, '

e have another need for another lkind of flashless powder. Fitro-
guanidine is g peculiar sxplosive, a freak amone cxplosives, in that 54
is the coolcst high exnlosive kmotm.  Guanidine itself is a urca-like
substance which so far in production has becn rade only from calcivm
cyanemide which wag the original major nroduct of the5Amorican qyan@nide
Company. . Today nitrogusnidine ig important to us in making a powder
that still has the power of other powdsrs, but it is 50 ceol that it ig
not only Ilashless but it doesntt erode the gun, and this is the day of
the automatic weapon. Cur antisircraft guns arc getbing more and more
like machine guS . : -

The Navy !'s-exnericnce vith the 3"/50 ang the other 3-ineh automatic
guns is that with the nitroguanidine poirder the gun tube lasts threo
times as long. o can mako guns chcapcr than we once did, The problem
is entircely one - gf logistics, the supply of the guns, the time it takes
to change tools, gearing up an industry with extrs tools with welght
they can 111 afford to carry aroumd. So we apparently must have nitro-
guanidine, But-if we face the problem of eXpanding +the production of .
calecium Cyanamide, with all the horrible input of electrie power that
it takes, we are Just sunk. e are not going to have it, that's all.,
SO now we are in the struggle to find out how to make nitroguaridine
from materials we can easily get, Tt is a problem that is giving both
the Bureay of Orcnance and ourselves more- concern novr than anv other
connected with propellant powder; in fact, so much more that it is our
big problem and it is a good industrial mobilization problem.
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QAUESTION ¢ General, could you give wus the latest thinking on any
possible merging of the field forces with respect to the Departments
of the Army, t he Navy, and the Air Force? For instance, I think the
Army has a totalof 64 field offices or distirict offices, the Navy has
numerous offices, and the Air Force has asbout seven. Is there any
thinking on consolidating them, saving money on overhead, or any plans
in ﬁhaﬁjdirecbion? : : ' ' '

G‘TVR“T FOEB: . T think +here has been a lot of thi nkln0 on. the
problem, but I haven't known of anyone vho came up with any outstanding
advantage fér consolidation. After all, we are sach in a certain field
of commodltios for:which we are respon51ble for their 6631gn, uevelonment,_
procurement, supply, and maintenance., For example, the Quartermaster is
in the textile field and all the other field items which “the Quarter-
master supplies. So what would be gained, you might say, with the
Quartermaster and Ordnance consolidated, so far as the procurcment job
is concerned in our particular commodity field or classification? The
same .is pretty generally true with the 4ir Force and the Burcau of
Ordnance of the Navy Debartment.

You know therc is such-a thing as cross-service procurement which
exists today. For instance, the Ordnance Department of the Army is
responsible for the procurement of all trucks. e do the procuring and
we - sunoly to the Navy and the llarine Corps machine guns, small arms
ammunition, and small arms, as well as trucks. You nrobably know what
we provide for the Air Forco--items in the form of bombs, ammunition,
and aircraft armament. -So with the working out of this cross-scrvice
procurcment, there is not so.much of an overlap of the' job, as I scorit,
out in the fluld therefore, I am not sure just what would be. g11ned :

hat vrould. be tho advantage of trying to bring thuLhCT a Tot of organi-. .
zations which are csscntially o*ae:rv:xt:l_ncr under a rathor_dlsblnqu and
fairly clear-~cut nission. R ’

OUESTION In that connoctlon, sir, probably onc of the things we
have beon concerndd with here is the scheduling of plan* capacity, that
sort of thing, and, of course, the ASPFO's camc into cxistonce. AOUldf,_u_
you say their creation has boen successful. or JOanlC]al in coordinating;v‘
the activities of thesc specialist procurement agencies, and do you
think--it has becn suggested—-~that they should or should not’ bccome e
active field repre SPAUauzvos of the Mﬂnltlons ?oarﬁ in Lno event of Jar9

GENERAL FORD: I am just going to-give you my opinion on that and
maybe Colonel Davis would carc to expand on it. The organization that
I mentioned, where we had the procurcmont headquarters and districts,
funetioned 1n World “jars I and II, and I am satisficd thev aid an out=
standing job, I sce -nothing wrong with that org%nlzatlon. It 4
definitely truc that mon oyt in the field cannot do that Job unless
somebooj gives thom the mecans bj whlch they can do ite. In tho event
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of war, thore arc going to be some rrioritics~-prioritics of materials,
of manpower, orioritics on cverything probably across the board. Some
high~level agency will have to poerform the high-level function hecause
that isva high-level function; there is no question aboubt it.

he
i

Now. so far as .the organization in the field is concerned, there

has to be some scheme of things which is rational. You can't have every

Tom, Diék, and Harry going into the same plant. You must have some-

body who says, "This plant is particularly adapted for ordnance materiel,"
Therefore, the Ordnance Department should do the planning for the utili-
zation of the capacity of that plant, ‘and what have jyou, right across
~the board for the procuring agencies. That has to be coordinated and ;

that is coordinated again essentially in the Munitions Board. Colonel Davis.,

COIONEL DAVIS: There are two things in this scheme of using the
ASPPOYs and other field-agencies of the procuring services for. staffing
Hunitions Board offices early in the emergency: In the first place,
they strip the services of the key, trained people just when they need
them most. That is not even sensible so far as T am concerned.,

There is another consideration &.very broad one; that is, the
Munitions Foard is necessary for these broad policy determinations
which General Ford has mentioned. In . my opinion, the minute the
Mimitions Board gets out in Lthe ficld offices and gets o mingling
around with the working people, it begins to lose its usefulnoss.

Another factor which we must apprreciate is that the technical
services and the burdaus » the agencies of the three departments oub
in the field jobs, have already shown themsolves in one war %0 be ablc
to improvise and cooperats and to do i% beaubifully. - I was chief of
an Ordnance district in the early part of the war and, with the fir
Force and Navy people in that same industrial center, whon the Tar-
Prodtiction Board came out with certain dicta, we all followed them,
but there were numecrous things that we needed to keep out of one-
another's way, and we did it. That happened in so many industrial arcas -
that I think it is the way to do the ‘job. If ve give pcople some '
initiative out. in tho field, they are goinz to get better jobs done than
if everything is. spelled out by & superagency that has 'all the wisdom.
You just give the Army,-tho'Navy, and the Air Force the procurcment
responsibility in the field; they will do:it. So the fewer rules we
have and the fewer field offices of the superagencies, the better for
all of us. : o ' o

QIESTION: - In regard to the five self~contained tank producing ‘
areas, I should think that those primary éontractorS'would have various "+
preferences and practices developed relative to the suppliers of material, .
service parts, with whom they prefer to subcontracty Does it cause you

any difficulty if that network of subcontracts and services does cross

those boundaries, or are you able to keep those areas self-contained in

that respect? : ‘

12
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GENERAL FORD: .Colonel Engler has worked on thatb type of progranm
in some detail. , '

COIONEL ENGIZER: These five geographical areas have been sot up
ideally on the basis that each area will bhe self-contained_and within-
each area we will be able to get, not only the assembly of the completed
vehicle, but the manufacture of all the components; in other words, we
will get subcontractors and the sub~-subcontractors within that area.

The present planning is that the contractors themselves in these given
geographical areas will look for and search for the subcohtractofs to
manufacture the componsnts going into the major assembly. How they will
be aided by tvo differcnt agencies: first, the Detroit Arsenal which
will have essential planning responsibility; second, they will be

aided by the key engineering facility for that particular vehicle. Tn
other words, the whole "setup is based on having a commercial facility
which is designated as a ey engineering facility. That facility will
have complete responsibility for all the drawings, all the relcase of
drairings, all of the engineering. The other facilitics which asscmble
that vehicle in the othor localities will be satellites to that key
facility. That will be ideal as we will be able to get the complete
~vehicle from the given arcas we recognize that as we go along. Te may
find that we. cannot get certain components, or certalin parts, or certain
. materials from this arca, in which case we may have to ' bring them in
from--tre hope--not farther then an adjacent arca.

- QUESTION: On a recent trip some of us heard a representative of
industry statc that during the last war practically anyone who had a
shop could zot a contract for producing shell cascs, As.a rcsult, a
large numbcr of shells were put out that werc of poor quality. . Ho _
went bn_thcn to state that in the produciion of stecl shell cases he believed
“the total production should be put in the hands of--T think it VoS-
§ix producers. Could you give us your opinion on this idea of having
‘Just a few concorns put . out one kind of cquirment? ". :
GENZRAL FORD: Then you say shell cascs, do yqu meen the cartridge
case or .the projectile? . - B

 QUESTIONER: The cartridge case.:

‘ GEﬂERAL FORD:- Well; T am going. to give you one answer, at least
give vou a thouvehty then, T will again ask Colonel Davis who has had

S0 much. experience, particularly during the war, to answer you more. in
detail,;'I think it was proved in the last war~-T am sure it was proved
in World War I--that we did not make full use of our industrisl capacity
in the great United States to produce munitions. There were areas—-7T
don't have the factsw-but T am satisfied there were areas where we did
'not(ge}lthe production that was possible out of that particular srea,

.13 - _;
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In general, this whole industrial structure of ours is a little
more than a General lotors Corporation, a U. S. Steel Corporation, and
a Chrysler Corporation, and so forth. That is not the industrial
s»ruc+ure of the United States. The industrial structure of the Unite
States is some large comnanﬁoa; but with thousands of supporting comper
as weil as +housands of companies that are producing a product of their
ovn. So the industrial structurc of the United Stat gs——as I see it,
although you fellows UTOD@D7V Imovwr more about it than T doj you have

studied it rec“nuW"—-ls not a few or a large number of large facilitics;
it is 1ittle facilities all over the United States, and T say in any
future war we had bettor be n” pared to make.use of the eantire industrial
capacity of this country. Tri doing that, we arc going to upsect uho
normal peacetime cconomy -and the-othor mpart of the cconomy of the country
that has to exist in Limo of war, if,wo'can spread the load, so to socak.

Howr, so far as the guality vou get in tbc way of ordnance matericl,
1t depends on a lot of things. One of thom is having good drawings and
specifications; sccond; good gauges third, .some manufacturing know-hov,
uochn¢qup, and so forth, all prcpurex in stend-by that can be nut in the
hands of a fcellow and show him how it has beén done and how it bhas been
done sucoossful¢J, then, having well-trained inspectors who know vhat
they arc qo1ng~~uho don't throw a lot of stuff oub bHecause of some
dimension that is of no 1mnortwrcc, but'who are able to pay abtention
to the 1uportaat things and the vital things so far &s the dimensions
and speci f"cat“ons are concerned. It is a pretiy tough job to get the
great number of qualified ordnance insfectors vou need in the @vent OL
war, but it is a Job, something we have to pay some ati tention to; in
time of peace. in training these inspectors. ' : o

COIONEL DAVIS: The centleman 7ho as‘cd the question. about. steel
cartridge cases just voiced the official oninion of the Cartrid: ge. Case
Comriittee of the American Ordnarice Association. Ve had durwng_ﬂbrld'ﬁar
IT Army and Navy contractors for cartrildge cases in the number of 98, o

I believe. Steel cartridge cases are zoing to be a very‘difficht uem

to fabricate. %We can mak better cartridge cases out of steel than we’

ever made out of brass in every callher, but it is a difficuls engineering,
technical production problem. So the idea of the Cartridge Case Cormittee
was that, instead of trying to educate 97 people, we had better cut it
dovm to, at least, 20, or oometalnv like that, with the idea that we o
would take the 7a“vgr stamping companies that Had éngine eripng o r@anizutidh3

and pcrhaps tae/'woulu be ab;e to stand on their own feet. In other v rds,!'

we were t3k1ﬂ9 the cartridge:cases out of the sr 12ll Miisiness field. Tpere
arc plenty of things that the small concerns,. the sma71.euam ping facilitie ‘
can producu without just getting anmse¢vea into: ﬁTOLbLO making steel

cartridge cases, :

CAPTATN IOOMIS:. "’ell, general, I see the “ime has run out on us.

On behalf of the Commandant and the College, I thank you for a very fine
lecture. '

(19 July 1950--350)8
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CHART NO. 4

FUNDING PROGRAM ORDNANCE FY 1950
(MAINTENANCE OF MOBILIZATION FACILITIES AND

INDUSTRIAL MOBILIZATION PLANNING)

TOTAL PROGRAM —- §46.9 MILLION

I — RESERVE PLANTS

= MACHINE TOOLS & PROD. EQUIPMENT

I

— INDUSTRY PREPAREDNESS MEASURES

19
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B == - PLANNING WITHIN THE DEPARTMENT OF DEFENSE




CHART NO. 5

© ORDNANGE DEPARTMENT
 ANNUAL FUNDING 'PROGRAMS =
MAINTENANCE OF MOBILIZATION FACILITIES AND

INDUSTRIAL MOBI LIZATION TRAINING

MILLION
DOLLARS .
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