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RDN~NCE PROCUREmeNT ON M-DAY 

An announced by Colonel Jordan 3 the subject I will 
discuss is "Ordnance Procurement on M-day"~ or what would the 
Ordh~ance Department do to put our plans into effect? How 
would the Department expand? How do we expect to keep the 
period of confusion to a ~nimum? 

Your studies in this course will bring to your 
attention the absolute necessity of making proper plans 
for munitions procurement in the relative tranquility of 
peace instead of having to make the plans as well as $o 
perform the procurement under the stress of actual warj as 
was done during previous ~+~ars. Therefore 3 i propose to pass 
over the phase of peace-tinge planning and talk about the trans- 
ition of American industry from production of the things of 
peace to those of war. 

It is not an easy thing to be certain that we are 
thoroughly prepared. Difficulties by the hundreds ~ 
~enerally the unexpected --are bound to arise on N-day. 
How to meet each and every situation with the minimum of 
delay is the question. 

I have heard that the Japanese have a doctrine 
that no questions should be raised or explanation asked 
after the order of mobilization. That doctrine is ideal 3 
but not possible unless a nation is thoroughly prepared. 

We would be glad to find a policy in relation to 
preparedness that is automatic and fool-proof, i wish I 
could believe such a policy could be invented. If we are 
to succeed in initiating and carrying through a program 3 
~-~e must not begin by flattering ourselves that it can be 
accomplished by the simple and easy device of passing a 
statute or two. ~;~e must never fall into the comfortable 
delusion that when ~e have passed some laws we shall 
have made ourselves secure. Our policies and program will 
require continual action that is vigil~,~ntj resourceful and 
resolute. We must be ready to jump in many different 
directions with changing conditions, 



~Te also must realize that planning is not the 
actual solution of the problem. Our plans are merely thought 
out lines of action. The circumstances may call for any 
quantities of our standard product~ and in any combination. 
Our plens must be elastic enough to permit of rapid 
production in any case. There is no magic solution. 

The responsibility of procurement of ordnance in 
peace-time offers no particular difficulty. The needs" of 
the Arms are such that they can be easily met by production 
at the government m: nufacturing arsenals~ supplemented by 
purchases from conm~Tcial organizations. 

CI-~ RT I Our present producing facilities are: 

Rock Islc nd Arsenal, Rock Islandj Illinois, where 
we design and have limited production of artillery material 
and terLks; 

Picatinny Arsenal~ Dover~ N.J. 3 is the Ordnance 
Department's experiment?i "~nd research powder and explo- 
sive laboratory. Here are developed our powders~ high 
explosivesj metal components~ loading technique~ and 
pyrotechnics. It produces propellant powder and loads 
ammunition; 

~±atervliet 2rscnalj near k~ib~ny, N. Y.j 
light and heavy guns and their accessories; 

manu fa c ture s 

]!!~atertown Arsenal J adjacent to Bostonj Mass. 3 produces 
seacoast and railway ~un ~ '~ ,~ railway and anti-aircraft 
mounts. It operates a metallurgical lobor~:tory for use by the 
entire Department; 

Springfield Armory, Springfield, Nasa j 
arms design and producing center; 

is our small 

Frrnkford Lrsenal, near Philadelphia ~ Pa.~ has the 
most diversified vfork of any arsenal. Its products include 
fire control instruments3 metal components of ammunition~ 
and small arms anmmnition of all types. 

6~ar existing manufacturing arsenals have an 
important place in the scheme of industrial preparedness. 
In time of peace we look to them to assist in the develop- 
ment of new designs and the improvement of existing materiel. 
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~~e depend upon them for production~ at least to a sufficient 
extent to uncover production difficulties~ standardize methods 
of r~.nufacture 3 and determine costs, It is through these 
m~,ns that the art of manufacture of ordnance is kept alive. 
They serve as centers for the training of personn~l to assist 
in the inauguration of mass production, 

In the early months of war 3 arsenals will be an 
important source of manufacture of such urgently required 
materiel ash hey are capable of producing without nmturial 
expansion of facilities, To permit our arsenals to undertake 
a large incr.~aso in production facilities immediately after 
the outbreak of war would seriously interfere with these 
vital functionso 

Though wc are referring specifically to procurement 
in this talk I I must remind you of the storage 3 issue and 
maintenance problem of the Ordnance Department, The stocks 
of materiel in storage represent our reserves of supplies 
available for the equipment and supply of troops during the 
e~.'rly period of an emergency before nuw production bccomes 
available. The prevention of deterioration of this material 3 
even under the most careful ~.nd efficient storage conditionsj 
and its rapid issue to troops~ present serious problems. 
Later 3 there arc the o~ -." ~' z~.p~..ir~ ruquired which cannot be 
perforated by tht field and are turned in to an Ordnance 
establisbmlent where oult~.~ble facilities ~-re avail~ble, 

In peace; the work of thu Ordnance DGpartmcnt is 
carri~d on by some 520 ofiicersj 2;400 soldiers <~nd Ibom 
6j000 to II;000 civilian cmployees~ depending on the amount 
of work on hand, Operated by the Ordnance Department are 
the six manufacturing arsenals already mentioned~ 13 
storage depots~ i proving groundj ~nd the 14 Ordnance 
Districts, Personnel and tecb_nical infomn::tion is rzlso 
furnished for supply ~nd maintenance work at military 

S post~ o 

CFJ~RT 2, ~' r.Jur,~o~ ry ~x~..~n~ .-~.tlon'. of our activities can be 
portrayed by a brief cxaminst.ion of annual appropriations, 
The chart show:3 graphically in millions of dollars 3 Ord- 
nance Department ~ "".~-~ ¢iscal years 1910 to ~.pproprm~.b~ons for _ 
1958. It is to be noted that our appropriations ran ten 
to t,'~elve millions of dollars a year prior %.0 thu World 
v,..~r~ and th appropriations v~ere in about the same 
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amount for several years after the war. Beginning with the 
fiscal year 1956~ there has been a considerable increase so 
that, this year the Ordnance Department is spending approxi- 
mately $25~ 0003 000 of its own appropriation and several 
millions of dollars apportioned by obher branches and 
d~ partment s. 

During w~r years~ appropriations naturally were 
increased tremendously- amounting to three billion~ one 
hundred million during the fiscal year 19183 and four" 
billionj two hundred million in the fiscal year 1919, 

Just one word about current Ordnance appropriations, 
The increased amounts in recent years have been principally 
for the. procurement of modern equipment for the existing 
Army 3 and parti~.uiarly for mechanization s anti-aircraft 3 and 
seacoast defenses~ and for augmentation of the war reserve of 
ammunition~ air~.raft bombs 3 and so forth, 

Our war reserve shortage of equipment and a, mmuni- 
tion on th~ new Pretective Mebilization Plan is approxi- 

~' 55 mat, ely .~ 0~0003000 This is based on a force of 750 I000 
menj all to be available for the Theatre of Operations by 91-N 
plus the requirements for special def~.nse projects. This is 
about one-half ef the cost of the shortage under the. 1933 
Mobilization Plan, 

This is a large figure~ but~ as a people~ we still 
spend armually for cigars and cigarettes three times as much 
as is appropriet~annuaily for opers.tion of the entire War 
Department, 

Broadly speakingj the most important and also the. 
most difi'i~,ult responsibility of th~ Ordnance Department is 
the war-time prc~.urement of Ordnance materiel in the time 
~.nd in the quantities required. How we are organized and 
what actions become necessary at the outbreak of hostilities 
is the issue under discussion, 

We can visualize a picture of N-day. Telegrcms 
to the fourteen district headquarters will in turn initiate 
telegrams to thousands oi' manufacturing plants, Many plauts 
will know exactly what they are to produce and when deliveries 
are to b.e expected, Th~.y will review d.rawings and specifi- 
cations will analyz~ their plans in this new production and 
will proceed to n~o~.iate ,;on-tracts in tl~e districts, 
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Even so, take my word for itj you will be astonished 
to witness improvisation~ lsst minute efforts at coordinationj 
and the crying need to do many thi~ which should have been 
done before mobilization. 

As the machine starts to rollj will there be a 
complete and prompt determin~ tion of requirementsj of design 
and priority? Plan as well as we may~ we still probably will 
be forced to improvise~ for war least of any activity conforms 
to fixed r~les. 

Immediately 3 estimates of the funds required must 
be submitted. The Ordnance Department will be in a position 
to submit these estimates at once. Vfnile we cannot predict 
what Congress may do I I believe that i~ reasonable to ass~mne 
that if it votes for a declaration of war it will not long 
delay the action necessary to provide the funds required 
for its successful prosecution. In any eventj pending the 
passage of the appropriation act~ remaining balances under 
current appropriations could and would be used to inaugurate 
the most urgent steps necessary to get the program under 
way promptly. ~ 

In this connection~ it is to be noted that the 
requirements of funds for the operations of the Department 
for the first two years under the 1935 Mobilization Plan 
are approximately six billion dollars, 

In generalj initiation of procurement will be 
secured by the follov~ing actions : 

a. Orders to mobilize; 
b. Directive from the General Sts ff giving the 

approximate size of the force to be 
mobilized; 

c. A recomputation of requirements; 
d. Check and completion of drawings and speci- 

fications under revision; 
e. Appropriations of the necessary funds and their 

allotmant to procuring agencies; 
f. Appointment of District C~iefs as Contracting 

Offic<~rs and Inspectors of Ordnance; 
~. Instructions to Districts stating the procurement 

program is in effect; 
h. Negotiation of contracts; 
i_. Distribution of drawings :~nd specifications to 

contractors; 
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j. Aid to contractors in securing the necessary 
machine tools~ raw m terlals# labor, power snd 
transportation~ 

k. Decision of superagencies as io priorities. 

Actually it v~ll not be as simple and automatic in 
operation as it sounds. The small nucleus of personnel in 
the peace establis~nents will be working under tremendous 
pressure getting the procurement program under wayj while 
at the s~me time building up the organization by bringing 
in the additional personnel needed for the very great 
expansion involved, 

Before the procurcm@nt Frogram can be initiated 3 
the Ordnance Depo~rtment must know the approxin~te size of 
the military force which the ?{~r Department contemplates 
mobiliz~g ~nd putting into the field, To initiate procure- 
ment on the basis of 5j000~O00 mcn~ when a force of one-half 
to two-thirds of that size will be organized~ of course 
is not logical. The devotion ef timej ~mergy~ and money to 
the expansion or development of facilities for the production 
of supplies greatly in excess of actual requiremtnts~ ~ill 
result in delays in the production of supplies ~ctually 
ne~ded during the early months and ~;ill b~ a waste of time 
and money. 

B~sed on the approximate size of the force to be 
mobilizedj procurement requir~ments will have to be reTcomputed 
in approximate terms. This will be sufficient to inaugurate 
procurement and minor adjustments can be me de later. In 
fact~ it has to be realized that any plan adopted initially 
will have to be changed frequently ss the war progresses~ 
resulting in changed requirements for supplies. We can 
only hope that these changes will not be too greet or too 
frequent. 

It must be realized that once having committed 
ourselves to a procurement program on a certnin basis~ it 
is not possible to suddenly step-up the production rate. 
Material increases in the rate of production will require 
time. A decision arrived at in the sixth month to 
mobilize twelve more divisions cannot be made effective 
immediately. 

There is also the problem of drawings-and speci- 
fications. Progress is constantly bringing out changes 
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and developments that tend to render current designs obsolete, 
New developments give rise to new standardizations, We 
:ttempt to keep our drawings fairly up to date in peace time~ 
but some of them may require revision on the day of mobili- 
zation, These revisions will have to be accomplished quickly 
prior to procurement, 

As an example of the magnitude of the work of 
preparing drawings 3 thirteen hundred drawings are required 
in detailing the anti-aircraft director M5 3 approximately 
twenty-throe hundred drawings are required to manufacture the 
tank~ less its armament and its equipment 3 and eighteen hundred 
and fifty drawings are required to manufacture the 5-inch 
anti-aircraft guns and accessories, 

Simultaneously 3 the procurement districts will be 
notified of the size of the contemplated procurement program 
and directed to proceed with procurement. Each district will 
in~r~ediately organize on a war footingj and begin at once the 
negotiation of contracts with the manufacturers with which it 
has schedules of production for the procurement of supplies 
required by the contemplated military effort, 

Fundamental for the ef£ective mobilization of 
industry is the decentralization of procurement into fourteen 
districts into which the United States has been divided for 
this purpose. I believe this decentralization of operation 
will be our salvation in war, 

The underlying purposes of the district organization 
arc to keep the work of the Department from bogging down 
because of too great volume in one office and to leave the 
handling of local problems in the locality. It is not an easy 
step from peace to war. It is not easy to convert industry 
from its normal peace-time products to the munitions o£ war. 
It is not easy to secure these munitions in the time required, 
It is not an easy task to spend six billion dollars wisely, 

It is for this reason we must rely on "Captains 
of Industry,, as our district leaders, Men who can bring 
us a wealth of business experiencej men of sturdy business 
acumen and of unfailing loyalty. Many such have accepted 
service in the district organization as Chiefs of the 
Districts~ Assistant Chiefs~ and members of Advisory Peards t 
while others are commissioned in the Reserve Corps. 
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CHART Z. The following chart shows you a typical organization 
of a District Office. Based on this typical chart 3 each 
District has an organization varying slightly to agree with 
local conditions. You will note the two main divisions under 
the District Chief~ namelyj General ,Office and Nanufacturing 
Services, The General Office Division contains the usual 
Administration 3 FTscal~ Personnelj Property and Traffic 
Divisions. The Nanufacturing Service is in effect a , 
misnomer- it should probably be called "Procurement" Service, 
This latter Service is divided into Divisions 3 based on the 
type of material allotted to the District, This chart 
parallels the organization of the Ordnance Office, , 

At this point let me correct an erroueous impression 
rather prevalent tod~£} nemely; that the districts supervise 
and direct manufacturing operations s,t the contractor's plant. 
This is grossly in error. Primarilyj the districts negotiate 
contracts; perform inspection I accept and make payment for 
the goods delivered. 

Districts will assist manufacturers in obtaining 
production ~md will keep the Chief of Ordnance advised as to 
the status of production, However~ the responsibility for 
production will rest with the contractorj and the district 
will not supervise~ control or interfere in this manner 
exoept within the terms of the contracts, In other words 3 
we do not tell the manufacturer how he has to produce the 
product. ~e will guide and aid him- we will help him in 
his difficulties -we wili give him the drawings and sp~ci- 
fications~ ~nd his job is to produce the item in accordance 
with these drawings ~'nd specifications, 

Insofar as possiblej the fixed price contract 
will be used 3 although it is recognized that this form will 
not be applicable in many cases 3 and provision has been 
made for the use of an P~djusted compensation form of 
contract ~here necessary. 

The fixed .price form for the purchase of supplies 
and construction is to be used where procurement may be on 
comp,etition or negotiation, The greetest advantage of 
the fixed price contract is that it is the customary method 
of doing business, Other forms may seem sound theoretically 3 
but they do not always work out so well as they might in 
practice. 



~" ~ ~ 
Howover~ there will be many cases where a contractor 

will not be in a position to bid a fixed price or be able to 
take a fixed price that is satisfactory to the goverr~nen$, 
The article may be an item of ordnance that has never been 
manufactured in quantity. The contractor may be more anxious 
to protect himself from loss than to make large profits. ~For 
these and similar situations there has been developed the 
adjusted compensation contract- a cost plus contract designed 
to limit profits and g~'ard the manufacturer against loss. 
I will not go into the details of this contract as I believe 
this is a'subject for later study in your course. 

A word about war profits and price fixing: the 
fixing of price levels is a major element in eliminating 
excess profitsj but it is not the only element. Price 
fixing alone cannot accomplish the desired result. It 
must be supplemented by reasonable and effective procedure in 
letting contracts, and probably by excess profits taxes. 

During a wsrj the enlarged requirements for war 
materials m,--,ke it necessary to use the product of the high- 
cost producer. It~ therefore 3 becomes necessary to set 
pricesj if they are set~ at a level which will make it 
possible for each producer to turn out his part of the 
nation's requirunenZs without loss to himself. 

In the preparation of munitions~ after the speci- 
fications have been decided uponj quantity determined, and 
contr~i:cts made~ there is a period of time during which 
material and machinery must be assembled~ or redistributed. 
Jigs~ tools and gages must be manufactured and during this 
period to the inexperienced nothing se<.ms to be happening~ 
no finished article appears. 

I think the average man not familiar with manu- 
facturing operations finds it hard to understand why it 
takes so long to get into large production of munitions 
after War is declared. He reads in the papers that Henry 
Ford turns out 3 s~y~ 8jO00 automobiles a day~ and other 
companies also turn out large numbers per day. The 
automobile is a fairly complicated looking machine and 
he wonders why we cannot telephone to Mr. Ford today and 
have him~ begin turning out gun czrti~,,ges at I say 3 8~000 
a dayj in perhaps a we~k or so from receipt of the ordere 
The answer is that Mr. Ford was not able to get into production 
of 81000 automobiles a day until he'had spent over a year 
preparing his factory for that production~ and that it would 
take him even longer to prepare his factory for the production 
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of gun carriages s because it was not originally designed for 
that purpose. 

Factory buildings with metal Working and cutting 
machinery are only the foundation of modern manufacture. 
We must have much more than this for economical ~md rapid 
production - the factory must be "tooled up". It takes 
engineering skill and expert knowledge to design the new 
tools and appliances needed 3 to make the necessary 
alterationsj and to relocate the old and new machinery for 
effective production of ordnance materiel. 

If the demand for guns and ammunition were as 
great and continuous as the demand for automobiles~ American 
industry given time would meet the demand, 

To give some idea of the extensive job 3 consider 
converting a company m~nufacturing "sporting rifles',~ or 
a company manufacturing "c~iculsting machines,, 3 to 
manufacturing semi-automatic rifles or machine guns. 

E~e~ part must have just the right shape and just 
the right dimensions within small tolerances to permit it 
to work properly with adjacent parts. Unless the parts are 
constructed with the required accuracy~ the weapon will not 
function properly. 

The difficulty of whittling all of these parts out 
of a steel bar or rod I even with the aid of modern machineryj 
and the difficulty of laying out fine measurements individually 
are so great that the cost of one or a few rifles made by 
hand is very great. 

Most of the partsj before goir4~ to a m~.chine shopj 
must be cast or else workedj hot or coldj under presses or 
hammers, In this forming of the metal 3 punches I dies or 
rolls are used~ and these generally have to be special for 
every part, It takes engineering skill~ and an expert knowledge 
to design these appliances, and frequently experimental work 
must be done before the most satisfactory appliances are 
determined, 

When the forgings have been made I they must be 
machined to the greatest exactnessj frequently to the one- 
thousandth of an inch. It would be slow and costly to 
measure off and mark all of these forgings and machine them 
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or to determine the dimensions by use of measuring instruments 
or gages during the process of machining. To avoid this 
expensej we use aids to manufacture called "jigs" and "fix~ 
t~es"~ which are appiianccs for guiding the cutting tools 
of the machines or holding the work on the machine so that 
each surface 3 when fir~ished# is of correct dimensions and 
correctly located ~ithin allowable tolerances. 

Even when jigs and fixtures are used 3 constant 
examination must be made to see that the parts are of proper 
dimensions. To facilitate this checkingj we use measuring 
devices called "gsgcs" ~nd to prevent errors due to wear j 

of gages we check the gages by the use of accurate measuring 
\ 

instruments. There are some standard commercial gages.' but 
the great majority of g~ges for any job are special for that 
job. 

In the Springfield Riflu~ Model 1905~ there arc 
95 different psrts to the rifle 3 requiring 105 different 
dies.' 465 different jigs and fixtures 3 506 different special 
cutting toolsj 1520 different working gagesj and 1539 dif- 
ferant inspection gages. 

Strange as it may seem.' many manufacturers of 
metal products do not have many of the machine tools 
necessary to produce ordnance. Production of commercial 
products is often performed on special machines designed 
for the job only. As a resu!t~ most of the contractors to 
whom ¥~e have allocated ordnanc~ products will have to 
install many additional machine tools before they can 
proceed at full speed. 

It has been estimated that the present Ordnance 
requirements for machine tools approximate $183.'000.'000. 
The chart shows a few of our largest requirements.. 

CHART 4. Internal & External Grinders.' cylindrical ... 
Engine Lathes 
Automatic Lathes 
Turret Lathes ........................... 
Nilling Nachines ........................... 
Forming and Stamping Presses ................ 
Hydraulic Presses & Bulldozers .............. 

5 , 5 0 6  
• . . . . . . . . . . . . . . . . . . . . . . . . . .  I 0 . , 6 0 0  
• . . . . . . . . . . . . . . . . . . . . . . . . . .  5., 270 

63070  
6.' 500 
$.,,2.00 
1 . ' 900  

CHART 5. According to the American ~lachinist Survey of 
1955.' there are approximately 210.'000 lathes of all types 
installed in plants in the United States. I am representing 
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this number of installed lathes on a bar chart and have noted 
thereon in cross-hatched red the approximate number oE lathes 
on hand at our six Arsenals. It is to be noted that the 
number of lathes at Arsenals represents less than two per oen~ 
of the total on hand in the country. The existing shortage , 
of lathee for our war production is represented by the 
extension of the bar to the: right. 

Of coursej it must be our constant endeavor to use 
more and more of the existing lathes e.nd thus decre~se our 
requirements. 

And now a word about the geographical distribution 
of the load. Our existing Arsenals are capable of producing 
about S% of our requirements in a maximum effort, Private 
industry must produce the remainder. 

In this country the locations of commercial manu- 
fact~iring plants have been dictated by peace time economic 
considerations. These industrial areas may or may not be 
str~,tegically safej but we must accept the situation as it 
exists. The industrial effort involved in a major war is so 
gre.~.t that 3 broadly spuaking 3 all available suitable 
industrial caoacity must bear its share of the burden, 

C}_ART Vi. The follo~,~ng chart shows the distribution of the 
Ordnance w:~r load. The figures in squares on this chart 
show by War Ik~partm~nt ~one the ~rcent~ge of the total 
w~,r load for Ordnancej in terms of money valuej apportioned 
to each Zone. The figures in circles indicat@ the proportion 
of industrial products produced in each Zone t in per cent of 
the total value of such products in the United St.~tes in the 
;~,~ar 1929. As is to be expectedj there is general agreement 
between the two percentages. In other nords~ the 0rdn~nce 
war load is distributed in approximately the same proportions 
ms the .peace-time productive capacity of the nation, It does 
show 3 howev~r~ that the war load for the Chicago Zone (No, 2) 
is proportionally gre~.ter than for the others, Note that 
more th.~<n one-third of the Ordnance load is in Zone i~ com- 
prising N~,~w .Engl~%ndj New Yorkj New Jersey r:_nd Eastern 
Pennsylvania. .. 

~en we break do~ the Ordnance w,rr procurement 
into classes of items we find that the northeastern section 
of the United States has a f~ur greater importance to our 
war program than the above figures indicate. 
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Ninety per oen~ of the inspection gages to be 
produced will come ffrom Zone i~ and more than 80% from 
New England~ for the simple reason that the industry is now 
concentrated there. 

Aside from the capacity of Rock Island Arsenal~ the 
only plants now capable of producing small arms are located 
in New England and Upper New York State. This is an undesirable 
situation from the standpoint of strategical location~ and the 
question of having existing small arms companies take over 
co~ercial plants or build new ones in the n~ddle west is now 
being studied. The prospects of success in obtaining early 
production in such plants is highly problematical. Based on 
World '~:;~ r experience~ the b~st that can be expected is about 
e r i e  ye ~.r. 

In the srme way~ 35% of the early production o£ 
small an~s ar~mnition comes from the Hartford District. 
In this cas~ new facilities must be provided as well as 
the expansion of existing facilities. Plans now in 
prepar~tion contemplate that all expansion will take place 
west of the Ap~lachian Mountains. 

CHART 7. 

Looking r t the load problem on the basis of money 
value of present day apportionments to districtsj we find 
the following : 

Boston ......,.,.~152j0003000. 
New York........o 157~000j000 
Philadelphia .. Ij200~ 000~ 000 
B Itmmo~e...... 
C inc inn~ti .... 
Detroit ....... 
St. Louis ..... 

122~ 0003 000 
260; 0003 000 
5643 0003 000 
410j O00j 000 

Hartford ......$5553 000 I000 
P ochester ..... 268~000~000 
Pittsburgh .... 4283 0003 000 
Cleveland ..... 2093 0003 000 
Birmingham .... 196~ 000~ 000 
Chicago,....... 6403 000~ 000 
San Fr ncis~o.. 7j000~O00 

At the present time we are making m~ny readjustments. 
The load in Philadelphia ~nd the New England Districts will 
be r~duced insofar as possible~ and transferred to the mid- 
w,~st. ;Je also in~end to place a number of bomb~ pyrotechnic 
and explosive apportionments on the west coast. 

A recent study of the propellrnts for the Ar~yj 
N~vy rnd M~rine Corps shows a two-ye~:r requirement of 427j 
000 tons~ -pproxim~tely I~000 tons gre' ter than the powder 
manufsocturud during the World War period. The present 
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available yearly capacity in the United States today is 
approximately 5~I00 tons0 The present stock of propellants 
on hand is approximately 22~ 500 tons. The big deficit must 
come from new facilities. The most optimistic est~aates 
indicate that maximum pmduetion cannot be secured before 
N plus 12 months. 

I also want to say a few words about loading 
plants. These plants take the metal components of shell 3 
bombs and fuzes and fill them with their high explosive char 
charges. They also put up powder charges and assemble the 
ammunition into complete rounds ready for issue to the 
service. T1~s work is non-commercial. 

In vie~ of the fact that practically nothing similar 
to the operations at loading plants is conducted in civil 
life, and due to the strict laws and regulations in all states 
and localities applicable to the handling of explosives~ it 
is considered advisable that these plants be supervised 
directly by the Ordnance Office in Washington. 

CHART VIII. The loading plants that will be operated are 
enumerated on the chart. 

Firstj we have our existing plant~ Ficatinny 
Arsenal. We do mot plan for any large expansion of the 
facilities at Picatinnyo Its principal functions will be 
(a) to completely utilize th~ existing facilities on a 
two-shift bas~s and to produce the laaximumpossible 
without ne~ construction; and (b) to train, personnel for 
our other loading plants. 

Second~ wo have five renow~tion plants currc~ntly 
renovating ammunition. These plants ~ill be conve~ed to 
loading plants. No major expansion of these plants is 
contemplated~ and their primary function will be to su~ple- 
ment the production of Picatinny ~rsenal as quickly as 
possible. These five plants are shown on the chart ...... 
D~l~w~re (New Jersey)3 Curtis Bay (Maryland)~ Nsnsemond 
(Virginia), Charleston (South Carolina), stud Savanna 
(lllinois). 

Third; there are to be placed into being large 
production plants built on government-owned land~ using 
existing buildings insofar as possible. These units are 
called First Phase Loading Plants; and will be located 



at 1'obyh.~.rma (Pennsylvania), Delaware (New Jersey), Curtis 
Bay (,,~,r~ l~:nd)~ Nans:~mond (Virginia), Erie (Ohio), and Edgcwood 
(Maryland). These plants :...re designated on the chart by tho 
solid d~.rk blue circle. 

Fourthj the Second Plm.s~ Loading Pl:"nts, designated 
in solid red 3 ~.r,~ the new loading plants which will be located 
on the l::nd th::.t will b {~ leased .or p.urchased. The plans for 
th~:s<~ pl:-nts t:.kc into consideration both the str;.ttegic and 
production situations that may exist~ :nd their erection is 
contemplated at : 

RauschsV, Pa.j in the Phil~:delphia District; 
S..:,.undors Stat.ion~ P,~., in the Pittsburgh DistriQt~ 
Bridgeport .:':nd Carpenter 3 Alabama; in the 

Birmingham District ;. 
King t s Mills 3 Ohio; V~urtland and Louisville, 

Kentucky; and Nashville, Tennis in the 
Cincinns.ti Dist. rict; 

~,':o pl,-Tnts in the Cleveland District 3 one in Chicago 
and one in St. Louis District - the tentative 
loc~_tions of ~,'.,'hich have not been selected. 

It is intended th~.t these loading pl:..nts be of 
- - " ~ t ~  medium siz~; employing ~t.pproxll,~. --ly 5,000 people; ~.nd that 

they b{.. locnt(~d within r~asonable automobile distance of a 
dependable source of labor, During the World ~Tar we built 
very large !o~:ding plants including villages for housing 
pGrs.onn.-~l. Today, v~it.h the universal ownership o£ auto- 
mobiles by iabor; the construction of millages will not be 
n~cessary. As ~. result v.~e c~:n have plants of moder: te size I 
thus decreasing the hazardj and have more plan±s, thus 
distributing the risk. 

C;  T p, ~ q ' ;  • r.~,~, IX This next chart shows in gGneral terms the produc- 
tion that w~ can reasonably anticipate from theso loading 
plents. It is to be noted that the production for the 
first three months is vcry small~ s-nd at the begirming of the 
third month production .incr(~ases gradually until the sixth 
month. This is the effect of the First Phase Plants. The 
Second Phase Plants ,:'.re not expected to st~.rt until the., 
eighth monthj ~.:nd will not reach maximum production before 
the twelfth month. 

The converted renovated plants and the First 
Ph~.:se Pl.:~.nts will be government-oper.nted, similar to any 



other Ordnance establishment. We expect to contract with 
commercial firms for the construction and operation of the 
Second Phase Plants. The Ordnance Office will control the 
flow of metal components and explosives to these plants and 
will inspect their products, 

I believe the loading of artillery ammunition 
and bombs is one of our most difficult and important problems 
of war-time production. The loading plants arc really, 
assembly plants~ handling components made by many different 
manufacturers and assembling them into complete rounds, At 
eachj thore is the ever present risk ihseparabie from the 
handling of' explosives. 

In conclusien~. I may say that the peace-time 
planning which we have carried on for the last eighteen 
years has had results. The drawings and specifications of 
our products are in better condition than ~ver before in 
peace time.. War production has been apportioned t,o Districts 
and in large part to plants. Plans have been dr~.~m up for the 
production of many classes of articles, The extent of the 
demand for equipment and supplies by manufa.~turers have been 
anticipated. There has bec, n considerable instruction of 
Reserve Officers and others in the production of Ordnance 
material I b~lluv~ our efforts at planning will save us~ say 
three monthsj on the average, in arriving at production. 
Additional time may be saved~ or time may be lost~ during 
the transition period depending upon how things are handled 
during that time. 

Industry will be with us during this transition 
period~ as it was during the last war I with this difference: 
This time~ each plant ~iI know immediately what to do~ 
where,o.s~ in the last war~ it was weeks or months before 
some firms knew definitely what their jobs wer~ ±o be, 

Failure of Supply in an emergency~ if it occurs 
at all~ is most likely to hap-:,en in the transition period, 
The success or fc.ilu~u of the oper,~tions of the: Ordns.nce 
~_.partment will be determined largeloY by its efficiency 
during this most important period. 
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DISCUSSION FOLL0~JING }2~JOR GENERAL TSC~htPPiT'S LECTURE 

Colonel Jord~:~n : Gtntlemen 3 the Chief will ~,ns rv~r 
any questions you may desire to ask, 

Q, I v~ould like to ask one question. We have heard 
that you have discontinued the Baltimore District and 
established an office nc~r Wilmington somewhere. Wbzt is 
the r~,c.son for th<;t; sir? 

A. V/ell; it w~os not intended to discontinue the 
Baltimore office permanently. This is a tc~mporary measure; 
principally brought about by the d~sire to concentrate on 
planning for powder. W:: have found it better to use the 
pc;rsonnel jointly for that purpose in the Philadelphia 
District for' th~ time beingo It was not intended to pcrma- 
n ;ntly ab,:ndon the Baitg:~orc District• 

Q. Ocn~ral; it that requir<~ment curve on loading 
for the !9~S or the new protective mobilizr~tion plan? 

P It is b<<s~d on the 1935 plan. 

Q. Will there be some g~.in in the protective 
,mobilization plan? 

~:e have no ,:_ccurate figures on that yet• 

~.~ It would s e, m they could cut that hump dovm 
consid,:~rebly up to Z-3. 

Q• Does the Ordn~nce D partment place educational 
o ~~.~'~ with proposed ordnance manufacturers? 

A. We do plaou orders on the outside~ but they are 
not educational ord~ in the technical meaning ell hat temo 
Th~ tem~ ",~ducr:tional orders~' has gotten to mtan orders 
piaccd with firms that have accepted schedul~s of wartime 
production ~vithout r~gard to advertising° Of course wc 
would need legal authority to do thirst. We have had no 
legal authority and have placed no ~ducational orders° 
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Q. Gcneralj if this is permissible 3 I would like a 
little, enlightmcnt on one topic. By trying to break do~ and 
decentralize procurement of ordnance t.nd letting industry Imow 
so~,ething about the needs of the r rmed forces~ it se~.ms to me 
that, there, is a danger that ev,~ntually foreign governments 
~,~ii bc in possession of all of our plans for tanks or planes~ 
or wh.~-~.tev~r it may be. The thing I would like to know~ if it 
is permissible is how we can let industry know what .t, he needs 
of the armed fcrc~.,s ~ ~.r~ s nd at the same time keep the knowledge 
from foreign governments of what we plan to get? 

A, I think industry has cooperated very weXl on 
thos.; things. Z"hen we ask them to keep plans confidential 
they makL: every effort to do that. They coopcr-.t~. Of course 
it is only the engineers or the men high up in c. firm who 
would know all the pl~:ns of ~.ny piece of ordm,nce 3 like a 
tank 3 for instance° Generally they would not be knovm t,o 
many of the employees of the firm. They would know only the 
parts they work on. It is impossible to keep such things 
s~cr~t foreverj but I think wu c~:n depend upon m?.nufacturers 
to keep that kind of informc.tion confidential for a time at 
le,.~st. 

~.r' Genoral~ from the standpoint of org~:nization 
of your procurement, . districts 3 would you statej plcase~ the 
rat, sons ~,h~zt they ~,.r. organized for pe~,ce time purchases? 
Th~ rc,..~.son for ray question is there has been stS.ted from the 
platform~ I think my notes show at least twice~ the fact 
that the i, rny uses one system of peace time purchasing and 
will use another system in war. Now it isnTt true~ I don Tt 
b~li~ve~ in all cases. I notice the Signal Corps concentrates 
their procurement districts and their peace time purchases 
under the s~.me officers. The Air Corps does not~ I think~ 
andj as I understand it~ the Ordnance does not. I would 
like to gas some idea of why thesedifferent conditions 
exist 3 why th~ Ordnance happens to keep theirs, separate. 

Ao "h-eli~ the basic reason is because of the large 
~r.~,.r ti~e expansion and the desire and necessity of 
decentralizing the procurement of equipment of ~he kind that 
we have to buy which frequently involves the construction 
of ntw plants and certainly the rearrangement of plants° 
~,~I~ want to throw that into industry and have it operated by 
men ~,ho are thoroughly familiar v~th industry in that district. 



Now w-~: don~t do that in peace time because ~e have our 
arsenals, ~:,rhere w~ manufacture a good part of the peace 
time equipment. Naturally; .therefore, the arsenals are 
the peace time centers for procurement. However; we are 
decentralized in peace time too. ~~le do all our procure- 
ment at arsenals; practically none o£ it from the ordnance 
office in :~;ashington. So we ar~-, decentralized both ways 
but " " ~,o different points. The arsenals ~ill continue in 
war time too; but their purchases will be limited to those 
necessary for their ovaq manufacture. }:Vc anticipate no 
difficulty in passing from one system to the other. 

Q. Gen:~ral; what cooperation is there betvreen 
the Ordnance Department of the Army and that of the Navy 
in. procurement planning? 

A. VIu are always in touch on designs where the 
designs haw: the same purpose in vie~'~r. ~,~ie supply the Navy 
with a good many things in both peace and war 3 small a_n~,,s and 
small ar,~ ai:~Jnunition; machine guns and machine gun almntmition 
etc, ~:.nd vru also get things from the Navy. V{e are pretty 
well together on designs wh<:re the materiel is such that 
it cnn be used h,y either service. 

Colonel Best: General~ the Marine Cerps~ as you 
know; is nov~ buying some sm,.?.ll tanks from the Harrington 
comp~",ny .?.nd those ar,~ in p~duction now. Does the Ordnance 
D:~partment int~nd to use tanks of that type or an entirely 
diff:~r~:nt d.,~ sign? 

~. The Army has no requirement for tanks of 
that kind. ~/e would b~ inter,sated in that only in case 
t, hure w;erc requircmeni.s by the Infantry or Cavalry for a 
tank of that kind. 

Q. Mr. Christie announced yesterday that he had 
made his last tank s~d has sold it to a foreign government. 
Do you know' who he sold it to? 

A. No; I don tt. ~ , / / e  had an officer up there 
y...:st~rday to witness the demonst~ • I don Tt know what 
the r~::sult was. ~,'m. Christie; however; let us know some- 
thing about that tank several months ago. 
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Q. I have some hesitancy about this question. 
Has any attempt been made to obtain the cooperation or 
even coordination of our ordnance needs with those countries 
which may be expected to be neutral~ if not allies? 

A. I would say no. 

Colonel Jord~.n: Colonel Lewis~ you hsve a chance 
here to ask your Chief somothingj ~ir. 

Colonel Lewis. I den lt believe I haw'~ ,uny questions. 
I think ~e has covered the subject w~ry well~ sir. 

Colonel Jordan: I asked Colon~l Lewi& to sho~ that 
the discipline in the Ordnance Department is excellent. Colonel 
~V~les? 

Colonol ~l~s: I h~.ve no questions t6 ask. 

Colonel Jcrdan: Generalj I want to express the 
appr~ci:~'~tion of the Cell,ego for your taking the time to come 
dov, na here and talk to us. ~,~e appreciate it a great de6.1. 
Thank you very much~ sir. 
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