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ORDNANCE PROCUREMENT ON M-DAY

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

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 mcke the plans as well as to
perform the procurement under the stress of actual war, as
wes done during previous wers, Therefore, I propose to pass

over the phase of pecce~time planning and talk about the trans-

ition of fmerican industry from production of the things of
peace to those of war,

It is not an easy thing to be certzin that we are
thoroughly preparede, Difficulties by the hundreds —
gsenerally the unexpected — cre bound to orise on M-day.
How to meet coch and every situation with the minimum of
delay is the question,

T have heard that the Japanese have a doctrine
that no qucstions should be raised or explanation zsked
~fter the order of mebilizetione Thet doctrine is ideal,
but not possible unless 2 nation is thoroughly preparcd.

We would be glad to find a policy in relation to
preparedness that is automatic end fool-proofe I wish I
could belicve such a policy could be invented. If we are
to succeed in initiating ond carrying through a program,
we must not begin by flattering ourselves that it can be
accomplished by the simple 2nd ezsy device of passing a
stotute or twoe 'e must never fall into the comfortable
delusion that when we have passed some laws we shall
hzve made oursclves saecuree Our policies and program will
require continual action that is vigilant, resourceful and
resolute, Vo must be ready to jump in mony different
dircetions with changing conditions.



Ve elso must realize that planning is not the
actual solution of the problem, Cur plans are merely thought
out lines of action. The circumstances may call for any
quantities of our standard products and in any combination,
Our plens must be elastic enough to permit of rapid
production in any case, There is no megic solution.

The responsibility of procurement of ordnance in
peace~time offers no particular difficulty. The needs of
the Army arc such that they can be easily met by production
at the government m nufacturing arsenals, supplemented by
purchases from commercial organizotions.

CHART I Cur present producing facilities ares
Rock TIslond frsenal, Rock Island, Tllinois, where

we design and heve limited production of artillery meterial
ond tenksg

Picatinny irsenzl, Dover, N.J., is the Ordncnce
Department's experiment~l -nd resesroh powder =nd explo-
sive lzboratory, Here are developed our powders, high
explosives, mctal components, loading technique, ond
pyrotechnics. It produces propellant powder and loads
ammunition;

Wiatervliet !rscnal, necr Albany, N, Y., manufactures
light end heavy guns ond their accessories;

lotertown frsenal, adjacent to Boston, Mess., produces
seacoast and railway gun carriages, railwzay ~nd anti-aircraft
mounts. It operates = metallurgicel lnboratory for use by the
entire Department;

Springfield /rmory, springfield, Mass., is our small
arms design ond producing center;

Frenkford [rsenal, near Philade¢lphia, Pa., hos the
most diversificd viork of cny arsenale.  Its products include
fire control instruments, metel componcnts of emmunition,
and snall ~2rms emmunition of o211 typese

Our existing manufsocturing ersenals have an
important place in the scheme of industrial preparedncss.
In time of peace we look-to them to assist in the develop—
ment of new designs and the improvement of existing moteriel,




;e depend upon them for production, at least to a suffiecient
extent to uncover production difficulties, stondardize methods
of manufacture, and determinc costse. It is through these
means that the art of manufacture of ordnance is kept alives
They serve as centers for the training of personnel to assist
in the inaugurction of mass production,

Tn the early months of war, nrsenals will be an
import:nt source of manufacture of such urgently required
metericl asthey sre capnble of producing without matcricl
expoension of focilitiess. To permit our arsenals to undertoke
o lorge incrcasc in production facilitizs immedictely after
the outbrcak of war would scriously interfere with these
vitcl functionse

Though we cre referring specifically to procurcment
in this talk, I must remind you of thc storage, issue nnd
neintensnce problem of the Ordnance Departments The stocks
of materiel in storage roprosent our reserves of supplies
cvailable for the equipment ond supply of troops during the
corly period of an emergency beforc nuw production bucomes
avoilobles The prevention of deterioration of this meterial,
even under the most coareful cnd efficient storige conditions,
and its ropid issuc to troops, present serious problems.
Later, there zre the repeirs required which cannot be
performed by the field nnd cre turned in to 2n Ordnence
establishment where suitable facilities rre aveileble.

In pecce, the work of the Ordnence Department is
carricd on by some 320 officers, 2,400 soldicrs and from
6,000 to 11,000 civilizn cmployees, depending on the amount
of work on hande Opcrated by the Ordnance Department are
the six manufrcturing arsenals already mentioncd, 13
storaze depots, 1 proving ground, 'nd the 14 Ordncince
Districts, Personncl ond technicol informotion is nlso
furnishcd for supply ond maintcnance work ot military
pOStS.

RT 2. 4 cursory cxeminntion of our activitics con be

portreyed by o brief cxeminetion of cnnual appropriations.
The chart shows graphicelly in millions of dollars, Ord—
n-ncec Department approprictions for fiscal years 1910 to
1938, It is to be noted that our approprictions ran ten
to twelve millions of doll~ars ¢ yeor prior to the World
Tnr, ond th appropriations were in cbout the same




amount for several years after the war. Beginning with the
fiscal year 1936, there has been a considerable increase so
that this year the Ordnance Department is spending approxi-
mately $2%,000,000 of its own appropriation and several
millions of dollars apporticned by o%her branches and
departments,

During wer years, appropriations naturally were
increased tremendously — amounting to three billion, one
hundred million during the fiseral year 1918, and four'
billion, two hundred million in the fiscal year 1919.

Just one word about current Ordnance appropriaticns,
The increased amounts in recent yezrs have been principally
for the procurement of modern equipment for the existing
Army, and particulerly for mechanization, anti-aireraft, and
seacoast defenses, end for augmentation of the war reserve of
ammunition, aireraft bombs, and so forth.

Cur war reserve shortage of equipment and ammuni.
tion on the new Protective Mcbilization Flan is approxi-
mately $350,000,000, This is based on a forece of 750,000
men, ell to be available for the Theatre of Cperations by 91-M
plus the requirements for special defense projects. This is
about one-half of the cost of the shortoge under the 1933
Mobilization Plan,

This is a large figure, but, zs 2 people, we still
spend annually for ecigars and cigarettes three times as much
28 1s approprieted annually for operation of the entire Wer
Department,

Broadly speeking, the most important and nlso the
most diffirult responsibility of the Ordnance Department is
the war—tine preoecurement of Ordnance materiel in the time
end in the quantities required. How we zre organized end
whet metions become necessary at the outbrezk of hostilities
is the issue under discussion,

We can visuzalize o picture of M-day. Telegroms .
U0 the fourteen distriet headquarters will in turn initiate
telegrams to thousands nf menufecturing plents., Many plats
will know exzetly what they are to produce and when deliveries
ere to b.e expected, They will review drawings =nd specifie
cations will analyze their plans in this new production and
will proeceed to negotiate sontracts in the districts.
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Even so, take my word for it; you will be astonished
to witness improvisation, lrst minute efforts at coordination,
and the crying need to do many thing which should have been
done before mobilization,

As the machine starts to roll, will there be a
complete and prompt determin: tion of requirements, of design
and priority? Plan as well as we moy, we still probably will
be forced to improvise, for war least of any activity conforms
to fixed rules,

Immediately, estimates of the funds required must
be submitteds The Ordnance Department will be in a position
to submit these estimates at once. While we cannot predict
whet Congress may do, I believe that is recsonable to assume
that if it votes for a declaration of wer it will not long
delay the action necessary to provide the funds required
for its successful prosecutiocns, In any event, 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 progrsm under
way promptlys

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 1933 Mobilization Plan
are approximately six billicn deollars,

In general, initiation of procurement will be
secured by the following actions:

Orders to mobilizej;

Directive from the General Steff giving the
approximate size of the force to be
mobilized;

Ce A recomputation of requirements;

d. Check and completion of drawings and speci-

fications under revisionj

e Approprications of the necessary funds ~nd their

allotmant to procuring agencies;

f« Appointment of District Cliefs as Contracting

Officers and Inspectors of Ordnance;

g« Instructions to Districts stating the procurement

program is in effect;

he Negotiation of contractsy

is Distribution of drawings cnd specifications to

contractors;

oo



Je Alid to controctors in securing the necessary
mechine tools, raw materials, labor, power end
transportation;

ke Decision of superagencics asto priorities.

Actually it will not be os simple and automatic in
operation 2s it sounds. The small nucleus of personnel in
the peace cstablishments will be working under tremendous
pressurc getting the procurement progr~m under way, while
at the some time building up the crgenization by bringing
in the addifional personnel needed for the very great
expansion involvede - “

Before the procurcment program can be initiated,
the Ordnonce Department must know the approximete size of
the military force which the Wer Dopartment contemplates
mobilizing snd putting into the fields, To initiate procure-—
ment on the tsis of 3,000,000 men, when 2 force of one~half
to two~thirds of that size will be orgenized, of course
18 not logicels The devotion of time, energy, end money to
the exponsion or development of freilities for- the production
of supplies grectly in excess of actual requirements, will
result in delays in the production of supplics actually
necded during the early months and will be a waste of time
and money.,

Bised on the approximate size of the force to be
mobilized, procurement requirsments will have to be re computed
in approximate terms. This will be sufficient to inaugurate
procurement end minor adjustments can be mode laters In
foct, it has to be reelized that any plen cdopted initially
will have to be changed frequently 2s the war progresses,
rerulting in changed requirements for supplieses We can
only hope that these changes will not be too greot or too
frequent, ,

It must be realized that once having committed
ourselves to 2 proecurement progrem on o certain basis, it
1s not possible to suddenly step-up the production rate,
Meterial incrcases in the rote of production will requirec
times A decision arrived at in the sixth month to
mobilize twelve more divisions connot be made effective
immediately, |

There is also the problem of drewings -and Speci—
fications. Progress is constently bringing out chonges




and developments that tend to render current designs obsoletes
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.
zatione These revisions will have to be accomplished quickly
prior to procurement,

As an example of the magnitude of the work of
preparing drawings, thirteen hundred drawings are required
in deteiling the anti-aircraft director M3, approximately
twenty—threce hundred drawings are required to manufacture the
tonk, less its armament and its equipment, and eighteen hundred
and fifty drawings are required to manufacture the 3-inch
anti-cireraft guns and accessories.

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

Fundemental for the efdective mobilization of
industry is the decentralization of procurement into feurtecn
districts into which the United States has been divided for
this purposes I believe this decentralization of operation
will be our salvation in war.

The underlying purposes of the district organization
are to keep the work of the Dupartment from togging down
because of too great volume in one office and to lcave the
hendling nf local problems in the locality. It is not an easy
step from peace to ware It is not easy to convert industry
from its normal peace—time products to the munitions of wars
It is not casy to secure these munitions in the time required.
It is not an easy task to spend six billicn dollars wisely,

It is for this reason we must rely on "Captains
of Industry" as our district leaderss Men who can bring
us a2 wealth of business experience, men of sturdy business
acumen end of unfailing loyalty. Many such have accepted
service in the district organization as Chiefs of the
Districts, Assistant Chiefs, and members of Advisory Roards,
while others are commissioned in the Reserve Corps.



CHART 3. The following chart shows you a typical organization
of & District Office. Based on this typical chart, each
District has an organization vorying slightly to agree with
local conditionss You will note the two moin divisions under
the District Chief; nemely, General Office and Manufacturing
Services., The General Office Division contains the usual
Administration, Fiscal, Personnel, Property and Traffic
Divisionss The Menufacturing Service is in effect a
misnomer -~ it should probably be called "Procurement® Service,
This latter Scrvice is divided into Divisions, 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 today; nemcly, that the districts supervise
and direct menufacturing operations &t the contractor!s plant,
This is grossly in error. Primarily, the districts negotiate
contracts, perform inspection, accept and make payment for
the goods delivercd,

Districts will assist manufacturers in obteining
production znd will keep the Chief of Ordnence advised as to
the stetus of production, However, the responsibility for
production will rest with the contractor, and the district
will not supervise, control or interfere in this menner
expept within the terms of the contracts, In other words,
we do not tell the menufacturer how he has to produce the
product. We will guide end aid him ~ wec will help him in
his difficulties — we will give him the drawings and sp.ci-
fications, ¢nd his job is to produce the item in accordance
with thoese drawings end specifications,

Insofar 2s possible, the fixed price contract
will be used, although it is recognized that this form will
not be applicable in many cases, and provision hos been
made for the use of an ~djusted compensation form of
contract where necessary,

The fixed price form for the purchase of supplics
and construction is to be used where procurement may bc on
compectition or negotiation, The greatest advantage of
the fixed price contraet is that it is the customary method
of doing business. Othcr forms may seem sound theoretically,
but they do not always work out so well as they might in
practice,
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Howcvcr, there will bc many cases wherc 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 government,

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 ~ 2 cost plus contract designed
to limit profits and guward the manufacturer against loss,

I will notg into the details of this contract as I believe
this is a subject for later study in your courses.

A word about war profits and price fixings: the
fixing of price levels is a major element in eliminating
excess profits, but it is not the only element, Price
fixing alone cennot accomplish the desired result. It
must be supplecmented by reasonable and effective procedurc in
lctting contracts, and probebly by excess profits taxes.

During a war, thc enlarged requirements for war
meterials make it necessary to use the product of the high-—
cost producers It, therefore, bccomes necessary to set
prices, if they are set, at a level which will mcke it
possible for each producer to turn out his part of the
nation's requiranents without loss to himself,

In the preparation of munitions, after the speci-
ficetions have becn decided upon, quantity determined, and
contrects made, therc is a period of time during which
material end machinery must be assembled, or redistributeds
Jigs, tools and grges must be menufactured and during this
period to the inexperienced nothing se.ms to be happening,
no finished article appcars, '

I think the average man not frmilier with manu-—
feecturing operations finds it hard to und.rstend why it
tekes so long to get into large production of munitions
after war is declared. He reads in the papers that Henry
Ford turns out, s&y, 8,000 automobiles o day, end other
companies also turn out large numbers per day. The
sutomobile is a fairly complicrted looking machine ond
he wonders why we cannot telephonc to Mr. Ford today and
have him begin turning out gun carrizges at, say, 8,000
a day, in perheps o weck or so from receipt of the order,
The answer is that Mr, Ford was not able to get into preduction
of 8,000 zutomobiles 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



of gun carriages, because it was not originally designed for
that purpcse,

Fectory buildings with metal working and cutting
machinery are only the foundation of modern manufacture,
We must have much more than this for economical and rapid
production ~ the factory must be "ooled up", It takes
engineering skill and expert knowledge to design the new
tools and appliances necded, to make the necessary
alterations, and to relocate the old and new machinery for
efifective production of ordnance materiel,

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

To give some idea of the extensive job, consider
converting a company menufacturing “sporting rifles", or
e company manufacturing 'calculating machines", to
menufecturing semi—automatic rifles or machine guns,

BEoafl part must have just the right shape and just
the right dimensions within smell tolersnces to permit it
to work properly with adjccent parts, Unless the parts are
constructed with the required accurncy, the weapon will not
function properly,

The difficulty of whittling all of these parts out
of a steel ber cor rod, even with the aid of modern machinery,
eand the difficulty of laying out fine measurements individually
are so0 great that the cost of one or a few rifles made by
hand is very great, :

Most of the parts, before going to a mrchine shop,
mist be cast or else worked, hot or cold, under presses or
hammers, In this forming of the metal, punches, dies or
rolls =re used, and these generally have to be special for
every parte It tokes engineering skill, and an expert knowledge
to design thesc appliences, and frequently experimental work
must be done before the most satisfactory appliances are
determined,

When the forgings have been made, they must be
mechined to the greatest exactness, frequently to the one-
thousandth of an inche It would be slow and costly to
measure off and mark all of these forgings and machine them
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or to detcrmine the dimensions by use of measuring instruments
or gages during the process of machining. To avoid this
expense, we use alds to manufacture called "jigs" end “fixe
twes®, which are appliances for guiding the cutting tools

+of the machines or holding the work on the machine so that
each surface, when finished, is of correct dimensions and
correctly located within allowable tolerances,

Even when jigs and fixtures are used, constint
exomination must be made to see that the parts are of proper
dimensions. To facilitate this checking, we use measuring

evices called "gages", cnd to prevent crrors due to weer
of gages we check the goges by the use of accurate measuring
instruments., There are some strndard commercial gages, but
the great mojority of grges for any job are special for thet
Jjobe

In the Springfield Riflc, Model 1903, there arc
93 different perts to the rifle, requiring 103 different
dies, 463 different jigs and fixtures, 506 different special
cutting tools, 1320 different working gages, end 1339 dif-
ferznt inspection gagese.

Strange as it moy seem, meny menufacturers of
metal products do not have many of the machine tools
necescary to produce ordnance, Production of commercial
products is often performed on special machines designed
for the job only. As a result, most of the contractors to
whom we have allocated ordnance 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 ... 3,306

Enging Ijathes © 5 9 & 5 0 5 8 80 00 000 B O 0e e lO.’ 600
Automatic Lathes ® % 0 0 0 0 8 0 5 90 8 00 E W S e O e e e 0D 5’ ;‘370
Turret Lathes ® 9 0 06 0 0 8 B O 0 S 0N 00O 0 s 09 8O oD 6, O?O

R/Iil:}iné"; Macllines ..Clt..l..I..I.....C.....O.. 6.’500
Forming and Stamping PresseS eseeseeseccesceses 5,00
Hydraulic Presses & Bulldozers seeseecessessss 1,900

CHART 5. According to the American Machinist Survey of

1935, there are approximately 10,000 lathes of all types
installed in plants in the United States., I am representing

~] 1=
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CLART VI,

this number of installed lathes on & ber chart and have noted
thereon in cross-hatched red the approximate number of lathes
on hand at our six Arsenalse It is to be noted that the
number of lathes at Arsenals represents less than tiwo per oent
of the total on hand in the country, The existing shortage

of lathes for our war production is represented by the
extension of the bar to the: right.

Of course, it must be our constant endeavor to use
more and more of the existing lothes and thus deerease our
requirements,

And now a word about the geographical distribution
of the loads Our existing Arsenals are capable of produeing
about 5% of our requirements in a maximum efforte. Private
industry must produce the remainder.,

In this country the locations of commercial manu-
facturing plants have been dictated by peace time cconomic
considerationse These industrinl areas mey or may not be
strategically safe, but we must accept the situation as it
existse The industrial effort involved in a major war is so
grent that, broadly speaking, all available suitable
industricl capocity must bear its share of the burdene.

The following chort shows the distribution of the
Ordnonce wor loade The figures in squares on this chart
show by Wor Dcepartment Zone the percentage of the total
wer load for Ordnonce, in terms of money value, epportioncd
to each zZonce The figures in circles indicat® the proportion
of industrial products produced in cach Zone, in per cent of
the totnl value of such products in the United States in the
year 1929 As is to be expected, therc is genercl agreement
between the two percentogese In other words, the Ordnence
war load 1s distributed in approxim~tely the same proportions
2s the peace-time productive capacity of the nations It does
show, however, that the war load for the Chicago Zone (Nos R)
is proportionally grester than for the others., Note that
more than one-~third of the Ordnonce load is in Zone 1, com—
prising New England, New York, New Jcrsey cnd Eastern
Pennsylvania,

When we break down the Ordnence wor procurement
into classes of items we find that the northeastern section
of the United States has o for greater importance to our
war program than the above figures indicatc,
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Ninety per cent of the inspection gages to be
produced will come from Zone i, and more than 80% from
New England, for the simple recason that the industry is now
concentroted 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 stendpoint of strategical location, and the
question of having existing small arms compenies take over
commercial plants or build new ones in the middle west is now
being studied. The prospects of success in obtaining early
production in such plants is highly problematical. Based on
World Y%ior experience, the best that can be expected is about
one year,

In the scme way, 35% of the early production of
small arms ammunition comes from the Hertford District.
In this case, new focilities must be provided os well os
the exponsion of existing facidities, Plens now in
preparation contemplote thot all expansion will teke place
west of the Aprdlachion Mountains.

Locking st the load problem on the basis of money
velue of present day apportionments to districts, we find
the following:

CHART 7. |
Boston «.eeses..e$l32,000,000, Hertford e...ee$355,000,000
New YorKeeeeeosos 137,000,000 Rochester ..... Q68,000,000
Phil~ndelphia .. 1,200,000,000 Pittsburgh .... 428,000,000
Boltimoresssess 122,000,000 Cleveland +.4.4 Q09,000,000
Cincinnati «..s 260,000,000 Birminghom «e0e 196,000,000
Detroit svesees 364,000,000 ChicagOeseeeees 640,000,000
St. Lovis +..ee 410,000,000 Sen Frinciseoe.s 7,000,000

At the present tine we ore moking meny recdjustmentss
The load in Philndelphin ond the New England Districts will
| be¢ roduced insofar us possible, ~nd transferred to the mid-
weete e 2lso intend to place a number of bomb, pyrotechnic
and explosive cpportionments on the west coast.,

A recent study of the propellents for the Army,
Novy end Mrrine Corps shows a two-ycor requircment of 427,
000 tons, cpproximately 1,000 tons gre: ter than the powder
menufocturcd during the World War periode. The present

oy .



available yearly cepacity in the United States today is
approximately 5,100 tons, The present stock of propellants
on hand is approximately k2,500 tons, The big deficit must
come from new facilities, The most optimistic estimates
indicate that maximum pm duction cannot be secured before
M plus 1% months,

I also want to say a few words about loading
plantse These plants tsake the metal components of shell,
bombs and fuzes and fill them with their high explosive char
chergess They also put up powder charges and assemble the
ammunition into complete rounds ready for issue to the
service, This work is non-commercisl, :

In view of the fact that practically nothing similar
to the operstions at loading plants is conducted in eivil
1life, ond due to the striet laws and regulations in 211 states
and localities applicable to the handling of explosives, it
1s considered advisable that these plants be supervised
directly by the Ordnence Office in Wlashington,

CHART VIII. The 1oading plants that will be operated are
enumcrated on the chart,

First, we have our existing plont, Picatinny
Arscnal. We do not plen  for any large expansion of the
freilities at Picatinny., Its principal functions will be
() to complotely utilize the existing facilitics on o
two--shift basis and to produce the maximum possible
without new constructiony and (b) to train personnel for
our other loading plants.,

Second, we have five renovation plants currcntly
renovating emmunition, These plants will be converted to
loading plants, No major expansion of these plants is .
contemplated, =znd their primary function will be to supple—
ment the production of Ficatinny 4rsenal as quickly os
possible, These five plants arc shown on the chart —
Dclewore (New Jersey), Curtis Bay (Maryland), Nenscmond
(Virginia), Charleston (South Carolina), ond Savanna .
(I1linois).

Third, there arc to be placed into bcing large
production plents built on government—owned land, using
existing buildings insofar as possibles These units are
called First Phase Londing Pl ts, and will be located
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at Tobyhanna (Pennsylvania), Delawerc (New Jersey), Curtis

Bay (Maryland), Nonscmond (Virginie), Erie (Ohio), and Edgewood
(Merylond)e Thesc plents cre designated on the chart by the
solid dark bluc circles

Fourth, the Second Phasc Loading Plonts, designated
in solid red, arc the new looding plants which will be located
on the lond thot will be lcased or purchaseds The plons for
those pluants teke into considerction both the stritegic ond
preduction situvations that moy exist, :¢nd their ercction is
contcmplated ats

Rouschs?!, Poe, in the Philcdelphia Districts

Soundors Station, Pa., in the Pittsburgh Districtj

Bridgeport snd Carpenter, Alabama, in the
Birminghem Districts.

Kingts Mills, COhioj Vurtland and Loulsville,
Kentucky; ond Neshville, Tcnn,, in the
Cincinnnti District;

Two plants in the Cleveland District, one in Chicago
nd one in St. Louis District -~ the tentative
locotions of which have not been sclected,

It is intcnded thot these loading plonts be of
medium size, employing approxinatcly 3,000 people, snd that
they be locnted within reasonable cutomobile distance of a
depcndable source of labor, During the World Var wc built
very large lozding pleonts including villages for housing
personnzl, Today, with the universal ownership of auto-
mobiles by lcbor, the construction of villoges will not be
noeessarys A5 o result we can hove plants of moder: te size,
thus decreasing the haznrd, ond have more plants, thus
distributing the risk.

CHART IX. This next chart shows in general terms the produc—
tion that we can reascnably anticipste from thesc loading
plontse It is to be noted that the production for the
first three months is very small, cnd at the begimning of the
third month production increases grodually until the sixth
monthe This is the <ffeet of thce First Fhese Flontse The
Szcond Phosc Plents oroe not expected to stort until the
cighth month, snd will not rcach meximum production becfore
the twelfth month,

The converted renovated plents and the First
Phise Plunts will be government—opernted, similar to any




other Ordnance establishment., We expect to contract with
comnercial 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 onc¢ of our most difficult and important problems
of war-time production, The loading plants arc rcally
assembly plants, handling components madc by many different
manufacturers and assembling them into complete rounds, At
cach, there is the ever present risk inseparable from the
handling of explosives.

In conclusicn, I may say that the peace~time

~ planning which we have carried on for the last cightcen

years has had results. The drawings and specifiecations of
our products arc in better condition than -ver before in

peace times. War production has been apportioned to Districts
and in large part to plants, Plans have becn dravm up for the
production of many classes of articless The extent of the
demand for cquipment and supplies by manufacturcrs have becn
anticipateds There has becn considerasble instruction of
Reserve Officers and others in the production of Crdnance
m2tcriels I belicve our cfforts at planning will save us, say
three months, on the avcrage, in arriving at production,
hAdditional time may be saved, or time may be lost, during

the trensition period depending upon how things are handled
during that time,

Industry will be with us during this tronsition
pecriod, 25 it was during the last war, with this differences
This time, cach plant will know immediately whet to do,
whercas, in the last wer, it was wecks or months before
some firms knew definitely what their Jobs werc to be,

| Feillure  of supply in en emergency, if it cccurs
at all, is most likely to hep.cn in the transitien period,
The success or foilure of the operstions of the Ordnence
Depertment will be determined lergely by its ¢fficiency
during this most important pcriod,




DISCUSSION FOLLOWING NiiJOR GENERAL TSCHAPPLT'S LECTURE

Colonel Jordun: Gentlemen, the Chief will answer
any questions you may desire to ask.

Qe I would like to ask one question. We have heard
that you have discontinued the Baltimore District and
estoblished an office ncer Wilmington somewhere, Whet is
the reason for that, sir?

As Well, it wes not intended to discontinue the
Brltimore officc permcnently. This is.a temporary measurce,
principally brought acbout by the desirc to concentrate on
plenning for powdcer. Wo have found it better to use the
personncl jointly for thot purpose in the Philadelphia
District for the time beinge It wes not intended to permie
n.ntly obrndon the Baltirmorc District,.

Qe Gencrel, it thot requircment curve on locding
for thec 1933 or the ncw protective mobilization plan?

He Tt is boscd on the 1933 plan.

Q.. Will therc be some gnin in the protective
mobilization plan?

Lo Tie hove no cccurate figures on thot yets

Qe It would szum they could cut that hump down
considerably up to M-3.

Qe Docs the Ordnoncece D.pertment placce cducational
ordcrs with proposed ordnonce manufacturers?

Ae We do plect orders on the outside, but they arc
not cducotional ordcrsin the techniccl menning of that term,
Thg term "oducational orders™ has gotten to rmean orders
picecd with firms thot have accepted schedulcs of wartime
production without rcgard to cdvertisinge Of coursc we
would necd legel authority to do thate We have had no
lcgonl cuthority ond hove pleced no cducational orderse
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Qe General, if this is permissible, I would like a
little enlightment on one topics By trying to break down ~nd
deeentralize procurement of ordnance rnd letting industry know
sorncthing about the needs of the r~rmed forces, it seums to me
thet there is a dengoer thet eventually foreign governments
will bc in possession of 211 of our plans for tonks or plenes,
or whutover it may be. The thing I would like to know, if it
is permissible is how we can let industry know what the necds
of the armed fore.us arc snd ot the some time kecp the knowledge
from foruign governments of what we plen to got?

e I think industry hes cooperated very well on
thos. things. Vhen we ask them to keep plans confidential
they make every offort to do that, Thoy cooperatecs OFf course
it is only the engincers or the men high up in & firm who
would know c1l the plens of ony plece of ordnrnee, like o
tonk, for instonce, Generally they would not be knowm to
meny of the employees of the firm, They would know only the
perts they work on. It is impossible to keep such things
secret forcver, but I think we czn depend upon monufacturers
to kocp that kind of inform-tion confidential for a tinme =t
least, '

Qe  Generel, from the standpoint of orgrnizotion
of your procurcmcnt districts, would you state, please, tho
rersons thet they or. orgunized for perce time purchoses?
The rioson for my question is there has becn stated from the
platform, I think my notes show at lenst twice, the fact
that the irny uscs one system of pence time purchasing and
will us: cnother system in wore Now 1t isn!t true, I don't
belicve, in 21l coses, I notice the Signzl Corps concentrates
their procurcmont districts ~nd their peacc timé purchascs
undor the scme officers, The Air Corps does not, I think,
end, 25 I undcrstand it, the Ordnzncec docs not. I would
like to get some idea of why these different conditions
cxist, why the Ordnonce happens to keep theirs, saparatc.

Ae Ticll, the basic reason is because of the large
wer tine expansion and the desire and necessity of
decentralizing the procurcment of equipment of the kind that
~we heve to buy whiceh frequently involves the construction
of ncw plants and certainly the rearrangement of plants,

We went to throw that into industry and have it operated by
nen who arc thoroughly femilisr with industry in thet district,
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Now we don't do that in peace tine because we have our
arsenals, whers we manufacture & good part of the peace
time equipment. Neturally,.therefore, the arsenals ere
the pecce time centers for procurement. However, we are
decentralized in peace time toos We do all our procure-
ment ot ersenals, practically none of it from the ordnance
officc in Vashington., So we are decentralized both ways
but to different points. The arsenals will continue in
war tinme too, but their purchases will be limited to those
necessary for their own manufacture.s We anticipate no
difficulty in pcssing from one system to the others

Qe General, what cooperation is there btetween
the Ordnonce Depertment of the Army ond thet of the Navy
in- procurement plenning?

Ae W nre alweys in touch on designs where the
designs have the same purpose in view, We supply the Navy
with ~ good many things in both pesce and wer, small arms and
srall arws ammunition, machine guns and mechine gun ammunition
ctes snd we 2lso get things from the Navy., Ve are pretty
wcll together on designs whore the meteriel is such that
it con be used by cither service,

Coloncl Bests Genernl, the Morine Corps, as you
kncw, is now buying som¢ smnll tenks from the Harrington
company ~nd those ~r. in production nowe Does the Ordnence
Depaertment intend to use tanks of that type or an entirely
different design?

Ae The fLrmy has no requiremcnt for tanks of
thot kind, Vie would be interested in thot only in case
there werce requircements by the Infantry or Cavalry for &
toenk of that kind.

Q¢ Mre. Christie cnnounced yestcrday that he had
mrde his last tank end has sold it to & foreign government,
Do you know who he sold it tof

Ae No, I don't, 7We had an officer up thore
yusterday to witncess the demonst: . I don't know what
the result wase. Mre Christic, however, let us know somc—
thing cbout that tank scveral months ago.
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Qe I have some hesitancy about this question,
Has any attempt been made to obtain the cooperction or
c¢ven coordination of our ordnanee needs with thosc countrics
which may be expected to be necutral, if not allies?

Le I would say no,

Colonel Jordcn: Colonel Lewls, you hove 2 change
here to osk your Chicf somcthing, sir,

Coloncl Lewis: I don't believe I hove ony questions,
I think he has covercd the subject very well, sir,

Colonel Jorden: I esked Colonel Lewis to show thot
the diseipline in the Ordnnneo Department is excellent., Colonel
Miles?

Coloncl Miles: I have no questions t6 ask.
Colonel Jordan: General, I want to cxpress the
appreciation of the Collcge for your teking the time to cone

down here and talk to use Ve appreciate it a great denl,
Thenk you vary much, sir,
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