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EXECUTIVE SUMMARY

This study report is a brief analysis of the conditions and
complications existant within the total Department of Defense ¢onventional
ammmunition production baée and its management aspects,

Tﬁe report examines the history of the ammunition producing
facilities as they were developed in World War II, and as they have
progressed up to an? through the Vietnam Era, It also examines the
managenent structures utilized by the Amy, ﬂavy, and the Air Force during
the Vietnam conflict along with the current composition of the production
base within the cognizance of the three services.

In response t¢ several Nepariment of Defense studies and reviews
conducted during the late 1960's, a Joint Fanel for the Coordinated
}Managenrnt of the DOD Ammunition Production Base .was formed in 1971 to
look into possibilities for imovroving the effective management of the
total base,

The recomendations of the ponel resulted in the formation of a
standing cross-service mqtrix organization, titled the Joint Conventional
Armunition Produetion Coordinating Group, (JCAP/CG), consisting of
general officers from the orerating levels in each of the three services,

Wien fully iaplea-nted, this organization and its subordinate stdff(s)
should form a highly workable, effective decision-making body to assure
coordination and cooperation in the mencrenient of thg total emmunition
base, Its success should yield broad acceptance by providing the manage-

ment of the bace within the traditional command and control responsibilities

jealouzly gues-ded by cach service,
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AMMUNITION PRODUCTION BASE MANAGEMENT
A STUDY IN COORDINATED JOINT SERVICE MANAGEMENT TECHNIQUES#*

CHAPTER I
INTRODUCTICN

Ferhaps the most controversial and often maligned defense expenditure
throughout the hist?ry of the twentieth century United States has been the
investment in the conventional ammunition production base, This highly.
expensive, almost totally government ovmed, tase has suffered the multiple
cycles of design/redesign, development, creation, activation and subsequent
layawvay four times in the last fifty years. Each cycle was fraught with
the same traumatic experiences, all of which were believed unique at the
time, but which eventuﬁlly energed vith each sucgeeding conflict,

This study is aimed at aralyzing an aroroach now being undertaken
within the Devartment of Defensec to obtain the best nmanagement technilgues
‘possible for this corplex and far flung industrial base within the framc-
vork of the three individual services and without overriding the existing
prerogatives of any service, The vroposed arnreach is unique and reflects
an enritone in coordinavion vreviously btelieved unworiable--and still
thourht to be so in some cireles--~but vhich shous proaise for future -
expension end avplication in this and other comnodities,

The dis~vssion arproanch to be used will analyze the history of the

proliction tase; the events leading up to the ﬁcmrtmcnt of Defense

¥AROTAIITR
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autiior anl Joes nov nsceacarily reflect the oft'icial opinion of the
Dolenze Oysieas llanare.cent Sclicol ror the Departnent of Defense,
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revised nanagerial direction; a discussion of the management methods being
planned and pursued; and finally an evaluation of the iunitiael resﬁlta of

the prosram arnd its potential,



CHAPTER 2
HISTORICAL FERSPECTIVES

During World War I the munitions industry, as we now call it, was
nminute, It consisted primarily of six Army arsenals, a few Navy ordnance
depots, and several private contractors who assumed the job of setting up
specialized manufacturing.lines to build ammunition for use of the Allied
Expeditionary Forcés_(AEF). Significantly, even these sourees did not
produce sufficient materials for the AEF until the Spring of 1918—nearly
eighteen nonthis after mobilization was begun, Ve fought the large part
of the war with British and French supplied equimment, (1:pp3=20)

Petween the two world wars the lazck of funds and the Mferchant of
Death" syndrom: canbined to almost totally éradicuto the munitions pro-
duction base to & few civil servants in the varicus depots and arsenals.
These peovle were prinarily devoted to developing methods and techniques
for production, Almoct no American nroduction base existed prior to the
Fell of France, and vhat did exist was larrely ccmmitted to Eritish
contracts for “ritain's conduct of the early stages of World Var II,
(12pr20-€4)

During the Dattle of Britain, the '2lls of Congress echoed with the
conplaints concerning the long nobilization period end the shortages of
munitions for cur fichting forces, but little wvas sald concerning the
mrny years of tudret cuts and ec:placency on the defense amrmunitions
nroducltion base posture, Fortunately, some planning hed beon effected .
by becta the Ary and the lavy, and vhen funds vere finally made available
in 1940, they rroceeded to develon an in=house capability along with

varicus civilisn receviees for soounilien prodeetion,  Teth an-roaches



required large expehditures to buy or build plants and machinery and to
procure ranagerial know-how, Outside of sporting ammunition, there were
no civilian ammunition vroduction sources., (2:pp9-20)

Consequently, the major efforts by both services were devoted to
developing and building a vast camplex of govermment owned-contractor
operated (GOCO) and government owned-government operated (GOGO) ammunition
producing plants to supply the massive requirements of World War II,
These plants vere fully self-contained Class II iustallations designed
for mass production of ammunition end ltems. 7The GCCO plants were built’
entirely by operating contractors to government specifications with
federal funds for government ownarship, The G(CO's and GOGO's were
augnented by many private concerns as producérs of some end items, and,
more frequently, as sub-producers of conponents to the primary mass
producers, the GdCO's. In general, the previously existing arsenals and
depets agsuned thg role of technical advisors to ihe primary producers,
while their nroduction lines concentrated on problem areas and experi-
nental nethods as well as on policies ard proccdures,

Subsequent to the hostilities of World War II, the largest portion
of the munitions base was dismantled, sold off, and sinply ignored until
1950, Sreecisl lepislation in 1948 did authorize certain reserve reten-
tion cf povernnent ovmel facilities, but these were lrrrely retained ip
an "as is" staudby condition, The country fell into our well-inown mood
of comnlacency, relyinz on a pre-positicned stocknile of munitions located
around the world to sgtisfly cur needs ife—and that was then consicdered a
very unlikely "if"—the United States miiiiary might woulq ever arain be -
needed,

In this reriod, scveral new factors came unon the scene, The birih

of the US Adr l'orce as a separzte entity ereated a new management problen



for the armmnition stockpiie and the production base, However during
those formative yea:rs—and indeed into the decade of the 1960!s=wthe |
Alr Force relied largely on the Arny to continue the ammunition develop-
ment, rroduction, and supply as it had during the previous US Army Air
Corps days with only the funding aspects changed.

With the ocutbreak of the Korean Wer, the Department of Defense
evaluat:ed the management concepts of the ammunition commodity and again
found it lac%ing, The concept of the pro-positioned stockplle was
excellent except that during the interinm years it had not caught up with.
the improved veapons, handling techniciues, proper distribution, and
especially, stock deterioration, To meet the combat emergency, ell three
services managed to utilize the remainder of the World Var 11 prodt.;ction
base to good advantage, but the primery effort for its management remained
vith the Army and the Navy via the GOCO and GOGO concert, (3:pp2-11)

Subsequent to 1955 , the nanagement emphasis of gll ser'vices toward
the ammunition comodity again receded to its pre-war status, with the
base further dismantled and the war rescrve stocl:pile'manufaéture;d but -
not further improved, By 1965, history was repeating itself, end again
arrmunition shortages existed, Crisis management was required, and, as
with previous situations, individual techniques were developed, high
emphasis pleced on the rianagenent effort, and the crisis dissclved—all

at a very high monutary cost,
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CHAPTER 3
THE PRODUCTION BASE DURING THE VIETNAM ERA

A beginnine approach to evaluating the broad problem of management
of the ammunition production base rests primarily in a clear definition
of vhat the management requirements are, All three services had been
exercising this mana~ement on an individual basis, relying on inter-
service informel coordination for various aspects. The production base °
management as applied within the services has been quite clearly, but
very recently, defined ast

Including those functions portinen% to the receint and evalua-
tion of amrmunition requirenents as they effect the vroduction base;
prnduction base acquisition or release; quantitative and qualltative

canabilities and utilization; mecdernization and exransion; and
associszted decision models and manacement information systems,

(5713"&)

The key clements of this definition can be summarized as the knowledge
of -the requirenents (implying stockpile ranagement), and the ability to
deternine and control the production sources.

To place the amunition production base management problem in ite
proper nerspective, it would be well to look into the Depsatment of
Defense rolicies and then at each of the individual service techniques,
orrenizations, and ascets,

DOD directives on coordinated procurement nractices attenpted to
elirinate dunlicative effort on the rarts of the three services and so
assirned various camiodities, and Federal Supply Classifieation (F3C)
codes vithin the cormorities, to the serarate services for bhasically
sirgle nanager aprrozach, Under this concopt cach service would manage the

1

rroduetion base and rrosure nnlericdds Ter the clher services on an inter=

Jepartnertal rurchase request basis.  (6:p6)



In the ammunition commodity, this directive resulted in the Amy
absorbing total procurement responsibility for all common multi-service
munitions items except for portions of FSC 1310 (40 mm), FSC 1325 (bombs),
FSC 1340 (2.75 in and 5 in rockets), and FSC 1390 (specialized naval fuzes
and primers). In reality, however, the Amy still managed a certain
capability to produce a large part of these items as well...For example,
even though the Army was not a user of bombs, it retaincd and managed the
only 750 1b, bamb mamufacturing line, and a majority of the components
for both it and othqr Alr Force or Navy items of material, particularly.
air deliverable munitions, In essence, the Arny was assigned "lead"
responsibility for conventionel ammunition procurement,

The Nevy was essigned procurement responsibility for the majority
of those exceptions listed above, as well as its own peculiar require-
nents pertaining to naval gunnery.

For its part, the.Air Force was assigned procurcnment responsibility
only for new develomnent items vhiclh vould te reculiar to its use, and
for which the other services have no existing capability to produce,

The Air Force relied very heavily on the Amy during the most recent
conflict for the majority of its nmunitions neecds.

One peculiar asrveect of this assignment policy was that it vas only
for procurcucnt, In accordance with our ecrlier definition of the pro-
duction bace managenont, the requirements aspect renmained within the -
individual services to be transnitted to the rrocurin; service as needed,

In addition, one service, the Army, possecsed and nenaged virtually
21l of the built explosive manufaciuring capability which provided the
core cxnlosire components to the other cerviecs, again on an as nosded

basic,.



The inherent oconflict that arises out of the preceding two para-
graphs wvill become more predominant as we progress in this study; however,
suffice it to say that the coordination between the three services had to
be intense during the Vietnam War and, though it was informal, it was
successful only under a crisis menagement technique, For peacetime and
mobilization planning purposes, this coordination obviously takes on
another aspect, especially as it pertains to long-range planning for the
production base,

At this point it would be well to examine the existing management -
structures and the capabilities of the three services with regard to
the production base,

Within the Amy, all the wholesale arrmunition nanufacturing sunply
and support aspeets are contered within the US Army lateriel Commend (AMC)
and more specifically, the US Army Munitions Command, now e¢aabined with
the US Arny VWeanons Command to form the US Army Armaments Commund.(Am:CGI)
at Rock Island, Illinois, This comand nov manages twenty-five government
ovmed-contractor operated (GOCO) amvunition manufacturing plants and five
special purpose arsenals, all GOGO, These are nov all in various stages
of active production, standby, or inretive status, end constitute an
investrment of 10,8 billion. The Armaments Cormcond operates its owm
national inventory control for all Amy smmnition stocks, as well as
assets duc ovt to the other services, (5:ppl-28) In addition, the .
Army llateriel Comiand exercises command and control over all of the Amy

o

devots in the continental United Stales, wherein all Ary amrmunition

stocks and a majority of the Air Fcrcec stocks are vlaced in storare. .
For its part, the US liavy's nenarenent of the conven.tional ammuni-

tion »ro-raa is centered in the lNaval llateriel Cormand (111C), but then

srlit ateng its subordin-te sysiciis camands. Tie prinary jmnitions



manager at the operating level is the Naval Ordnance Systems Cammand
(NAVORD), except for munitions commodities peculiar to aircraft appli-
cations, which are managed by the Naval Air Systems Cammand (NAVAIR),

In conjunction with the Naval Supply Systems Command, these two commands
functionally operate the major naval production facilities which consti-
tute three GOGO depots, six coastal weapons stztions, two ordnance
stations, three industrial reserve plants (GOCO), and a torpedo station,
most of which are multi-functional, and hence the reason for the
intermix in the management structure, DBeing multi-functional, these : .
installations are not specifically designated to ammunition production

or storage alone, The Kavy invesiment in ammunition vroduction facilities
represents aprroximately 32,5 billion in current (1972) dollars, (5:ppl-28)

As an adjunct to the llavy ammunition managenent orogram——-though the
Hoval lateriel Comnmand is primarily responsiiale for the support of the
US Marine Corps—-tlic Corns does directly procure imuch of its ground
munitions requirenents from the Army on militery interdepartmental
purchase basis via direct, but informal, ccordination.

The US Air Force commodity management for conventional runitions 1s
unique in thet it has no specific government operated vroduction facilities
and its !ziﬂnar:exment rrearan is 2lso snlit betwecn two mnjor cormands =
the Air rforce Lopistics Comand (ArLC) for routine rrocurenent and manage-
ment of fully develoned muniiicns items, and the Alr Ferce Systens Command
(£FSC) for procurement end man-rement of thoce munitions itens in the
varicus develomeontal stapes. Under the forner, the chiefl orerative is
the Ozden Alr llatericl Arca (COAMA) for conventional munitions and Warner
Robhinz Afr !atoriel Areca (WPAIA) Zor air launched runitions, Under
A7SC, the Armanent Develoment and Test Center (ADTC) is the contact point

arnl had cognizance for nearly one-thivd of the Air Iores pnnunl nunitions



monetary requirements during the Vietnam era and will probably assume
a larger share during a peacetime period, ‘

"‘Both major cormands rely on the Army and the Navy for actual
production of the majority of their requirements and on private industry
+ for the remainder, The Air Force's investment in current (1972) dollers
is $.5 billion primarily in develoment, test and rehabilitation
facilities, but this figure includes some equiment provided to private
industry for munitions production. |

Firure 1 repr'es.ents a falr aprroximation of the types and values of
the production facilities under the cognizance of the three services in .
terms of both manufacturinz lines and plants, A manufacturing line is
defined es that combination of equipment and facilities capable of singular
operation to manufecture, loed, assemble and pack a type line item of
conventional czrmnition, These are variably defined as ASOD peckages,
(requirin~ Assistant Secretary of Defense apnreval to establish or
rncdify) and are installed in GCGO, GOCO, end private planis, as well as
specially desigrated equirment in storage.

As can bé ceen from the foreroing fi-ures, the Department of Defense
investment in the conventional arunition production base is extensive.
Vhen eombined with the value of the stocks in the war reserve stockpile
and the anaual procureient investnent for a conflict such as tho Vietnam
era required (approximately 33 billim ar:ma.].ly), the nanazement of the
overall program takes on immense prevortions,

All threec services orerate the cormodity nonagenent on a functional
basis within their resnective corriands and rely on i;xf‘omal coordination
across s-rvice linres only vhere neceded, The only service to attenpt the.
use ol a sreclalized project manapcient on a natrix basis was the Amy

s T e . ‘ ‘e o M e 8 S L TR ~ > 2y
mder the ausdceos: of WL 'S Arny anitions Ccimeid,
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Cognizant Govermment owned |Private Plants | Industrial Value (Billions)
Service (2) | Azreements(2) (3)
L__nlants lines lines Govt.|Private
GOGO | GCCO
AROY 5 | 25 138 4d 305 Land $9.0( $.503
Fac. $108
vy 12 4 18 2 367 Land $2.3] $.019
Fac, $ .3
AIR FCRCE | 2 0 4 2 46 Land § .3} $.015
' Fac, § .1
Notes: 1. Includes equimment in storage for possible plant installation,

2. Industrial agreements are between DOD"and various elements of
industry to participate in indusirial nreparedness for
mobilization, Values of land and facilities consipned to these
agreenents are not included in the last coluan.

3, Values are in 1972 dollars.,

4. Source: References cited; 5, pages 1-23 to 1-28,

Figure 1: The American Aimunition Production Base .
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Here it was felt that those items largely vproduced by the Army and
requiring interservice coordination could best be managed with designated
project managers., Consequently a F}{ for the 2,75 inch Rocket and a FM
for Bombs and Explosives (including fuzes, fins and components), were
established primarily to direct the develomment, produetion, scheduling
and responsive cross service coordination,

Both project management organizations accomplished their mission
successfully during the Vietnam conflict, The Offic~ of the FM for
* Bombs and Explosives was phased out at the end of hostilities when the -
need for intensive managenent decreased, and the DCD realigned the pro-
curement assigzmment for conventional bomb production to the Navy in order
to place the producers and the users as closely related as possible,

The P!f for the 2,75 inch Rocket was transferred within the Army
Vateriel Command to the Army lidssile Carmaand in June 1973, however it
still retains resnonsibility for tri-service coordination,

The Arny also utilized a totally in-house project management
ccnecept for its ovm manaogement of mortar and artillery amﬁnition, though
this also included coordination of support to the larines, These two

{s operated from o very'snall matrix orgainizationnl base designed
prinarily to coordinate the develorient and production aspects cf the
conpronents within the US Army Munitions Catand,

ds a more recent develorment, the Ammy has established a Projcct‘
lanager for llodernization of the Army Argranition Froduction Base as of
June 1973, This offlecc is a matrix organization satollited on the
US Armmy Armements Command to oversce and coordinate the modernization .
aspects of the base--a topic that will be discussed below..

Within this background, anothor major element of the ammunition

nrodueiion tase revolved around thn estinaied condition of the facilities



and equiment. As vas indicated in chapter 2, the majority of the
facilities were developed and procured in the early 1940's with c;nly
little cr no improvement and updating since that time, Mamufacturing
processes date back to methods used as early as World War I and do not
reflect current state-of-the-art capabilities,

Subsequent to the mobilization actions of the Vietnam conflict,
the Department of Defense initiated several actions to evaluate the
management and the condition of the production bese, One of these
wre 8 cor-issionine of the Logistic 'anagerent Insiiiute (L.I) to
conduct an on-going and extensive review of the condition and operation
of the DOD ammunition facilities, The LMI study addressed itself
primarily to the govermment cymed rlants and in swumary stated that:

1, The plants ere outmoded and in poor rhysical ccndition,

but continued to produce at rates fzr in ercess of peak World
Var II rates,

2. The fact that two devsrtments mrnarve the base with
occasional duplication and at occasional cross purposes is not
effectively enploying the linmited resources of the goveriament
investment, espccinlly for a long ranze basis. (7)

The LI'I study also provided other recommendations concerning layavay
practices, maintenance, planning, comparison of private versus government
ownership, retention of local managerial personnel, and analysis
rrocedures for the varicus production lines manageonent,

Simultancous vith the LI study, the Arny realized that mumerous .
technolopical chanses could be made to achieve far greater efficiency
and effectiveness., !‘any of these vere available on small scale and could
be implercnted into the current plonts for limited, thoush obwvious,
Improvaent, It soon beceme aprarent that improving dated equipment .
vas only joing to have this limited result, and if the production bace
vwas Lo re~nin vieble for eny lanpth of time, extensive replacement and

riodernization needed to be acconupli-hed,



Consequently, an overall modernization plan amounting to $2.4 billion
was proposed in 1968, This vas subsequently raised to $3,6 billion end
approved for accomplishment during the period 1971 to 1981. This plan
is now under the auspices of the Project Manager referred to above., (5:pp4=12)
With this background describing the production base as it was managed
in 1971.and as it is constituted, including a description of the overall
condition, thoe following chapters will deseribe and analyze improvement
efforts being undertaken to solve the wide array of problems related to

the production base management,
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CHAPTER 4
JOINT SELVICES STUDIES

In 1968, the Department of Defense convened the Joint Logistics
Review Board to evaluate all aspects of the DOD logistics systems as
they operated in support of a limited conflict such as the Vietnam War.
The final report of the board wvas published in 1969 and includes a
portion specifically: addressing the conventional ammunition support.
(7:pp93-105)

This report rccognized certain menarerisl difficulties in the
ammunition procurenent methods and in the ammnition production base
as vell as an appraisal of the declining condition of the facilities
end equirment, It further addressed itsclf{ to some rather confusing
volicies reparding the DCD investment in governnent owmod facilitiee,

Specifically in the managericl area, the board recomnended:

~ The military devartnents initlate a joint review of
armnition rrocurcrient resnonsibilitics for purroses of

rocormendine existing chenzes to DOD Instruetion 4115.1

(on rurchace assirmments) includins adjustients in existing

eanability through transfer of facilities as required...

| -~ Comanders vith amunition logistie resronsitility

in tie of war (should) retain a nucleus etaff capability

in peace,.. (7:07146=148)

The Boord presented cther reccnmendations concerning supply and
sunvort activities, requirements computations, snecialized ranagement
actions, and vrocurcrent policies; hovever the above. tuo ere ilie mort
directly applicable toward the foliow-on efforts.

Acting on the recommendetione of the JLRE report, o.né in en ever-

growin~ concern for nanarement improvenent in the exvensive arvmnition

nroduction base, the Assistant Scereizyy of Deense (Installations znd
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logistics) in lMarch.1971 requested his counterparts in the three services
to establish a joint panel of high level service representatives to

study and develop a coordinated management system for the emmunition
production base. (5:pp 1ii)

The study was to be conducted under the auspices of the Joint
Logistics Commanders (JLC), consisting of the Commanding General, Army
Materiel Camand (AMC), the Coamanders of Air Force Logistics Command
(AFLC) and the Air Force Systems Command (AFSC), and the Chief, Naval
lateriel Command (11:€). The penel was to consist of general officers ang
staffs from cach of the three services and vas charged to report its
findings and recamendations by June 1972, The panel bore tha title of
The Joint FPanel for the Develoment of a Coordinated lanagement Systenm
for the DOD Armunition Production Base (JCAP),

The punel and its subordinate task grouﬁs exanined the requirements
as they effect the retention, acquisition, support and release of the
production base; operations, including utilization scheduling and coordi-
nation; modernization and exnansion to mateh requircments and manufacturing
technology; nanagenent decision models; management informetion sysiecus;
and organizational rolicies, rrocedures, and training, In short, the
ranel exanined every ssnect of arrmunition mannarcement to determine the
various effccts on the needs of the rroduction base,

The final rermort of the ranel resulted in fifty recommendations t;>
innrove the omration of the prodnetion base, encomrassing every facet
of the toial (D base, Tventy-one of the ranel's recommendations dealt
vith a »roposed preduction base manazement system, Those recamendations
veeuliar to the managenent aspects are switarized below:

That there be established by the Joint Logistics Comanders,
2 Joint Cenventicnel Lo-unition Troduection Coor inntine Sroun
(JC:‘.T‘/C":), witit a suprortin: full-tise operating zroup, to forrulate
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and operate a coordinated system for the production base nanagement
aystemo

This group should, under the direction of the JLC:

. Provide an effective coordination procedure for operation
and maintenance of the total DCD conventional ammunition pro-
duction base.

Exchanre information on amrroved vrograms, mobilization
planning data, and related information to ascure coordinated
planning at the operating level.

Develop nodels and management information systems to aid

in industricl preparedness vlanning, five year production
allocations, and facility resource allocation,

Exchange information on the introduction of new items in
viev of their impact on the production base,

LExchange information on rroduction base safety, sccurity
and transrortation nceds coumron to the entire ammunition
production btace management,

Exchanre inforiiation on nroduction base nodernization and
expension to match production base requirements,

Attenpt to staniardize definitions, costing procedures
and renortinc methods as emnloyed by the services with regurd
to the ammunition nroduction base., (5:pp x=:cxv)

Figure 2 1is a schematic diagram of the JCAP provosed management sysitenm
as it vas prorosed and imnlemenied by the Joint Logistics Coamnanders, The
Commanding General, .US Army !unitions Cormand, (now the US Amy Armaments
Command) vas avpointed the chuirmen of the JCAP/0G, with the other members
fran the prime operating comnands of each of the three services as showm
on the fipure, BEach nember apneint ‘i a colonel/captein to git on the °
operating group (JCAP/0G)., The coordirated mana;;e:;xent structure is shown
on firure 3,

The fact that the members of the JCAP/CG repres:ent the comunding
renerals of the overating emmnition monamement acencies within each of .
these services reflects a dedication to insure compliance with ihe decisions

N - o ' LSy 1E Qg ) b I T T S | c an . - - >
el U proaup.  Thess are the 1ndividuzls that Year the aonzecnonces oi
;

conclliance versus non-connliance and oidy ctand to lose by the latter,
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This single element. of the system takes the pronosal out of the "ad hoc"
panel concept and places it in that of 2 true working element dedicated
to constructive management.

A particular element of the coordinated menarement structure surrounds
the models and the management information system which are envisioned to
be developed, Tho models to support the coordinated management include
such topics as material acquisition for a five year procurement and pro-
duction plan; item acquisition/rroduction trade-off for decisions regarding
stocknile emparison.to production capabilities; make or buy analycis for
decisions as to vhere within the base items should be produced; facilities
maintenance for comparison of reactivation periods to layawvay standards
and maintenance nolicies; industrial preparedness for conparing mobilization
assigments to capabilities; and facility modernization and expansion to
plan expenditures to meet producticn rcquircm.ents. None of these models
were in existance at the time of the panels recmniendations; hovever, they
adequatoly refleect the type of declsions facing the ccordinated nanagement
structure to achieve the most efficient armnunition production base,

Indeed, they arec the type of management tools that could have been used by
ecach of the services individually; but wvithout total production base inmt,
they z:oulci not be as effeective a5 in o coordinated approach,

Like the iodels, the nroposed manazement information system provides
en insirht as to the workings of the structure, The data considered by the
panel a5 erucicl to a ccordinated decision making procedure include such
itens as:

Peacetlne and industrisl preparedness requirenents data (all .
services).

Facility capabilities and capacities.

) o -ty gy B G Yo - + v > 24 .. - 5 - i gl
Brancwch ant! develomiont amunition itcnms pro-ramed for

neoduchion,



End item unit production costs.
Modernization and expansion faectors,
Mamufacturing methods and technology.
Security procedures,

Plans, programs, end budgets pertaining to the ammmnition
commodity,

Given an idea of the typos of information and decision models envisioned
for a joint service management structure such as the JCAP/CG and 0G, we get
some perspective of the problems facing this management system and its
purpose for exiating.. These factors have all teen utilized by the indiv'idual
services nreviously; howvever, with a dynamic organizational structure set
apart from the day-to-day overations, they can be combined, coordinated,
and utilized to the advantage of the entirc base as vell as the individual
gervices, The problems bccome very real in terms of decisions, expenditures,
individual service policies, and DCD broad goa.'l.s..

As an jmvlementation plan, the JCAP ponel vrorosed a full establish-
nent of this structure, tc include develoment of the management infore
nation system (}MIS, and the models over a five year period, with irmediete
objectives to be acéomplished during FY 73, short term objectives to be
acconplished in FY 74/75,. and loncer ranve objectives geared for FY 76/77.
Irnedinte objectives ineluded establishing the organization, beginning
nanual rerorting, conduciing concept studies on the various nmodels and.
developin~ the system specifications for the 1S, On the short tern basis,
the otjectives vere aimed at continued develoment of the IS, operation
of the nodels as aveilable, building files, and prog*famning tasting and
training personnel toward long-texm roals of imrlenenting the over-all
systen and using 1t for a coordinaled amwunition production base

marnaren~nt systen,



If approved and successful, the JCAP proposal would represent a first
in planned and coordinated manacement of a commodity corruon to all services
wvhile still retaining the individual service prerogatives and cognizance
of their interests, It is implied that the operating comaends would comply
vith the decisions of the JGAP/CG vith the goal of a DOD-wide cost effective-
ness, however it is not unreasonable to assume cooperation in view of the
comparative trade-off advantages to the various services, Besides cost
effectiveness, each service would stand to gain sure knowledge of its
production rcquireﬁeqj satisfactions,~~both for peacetine ana mobilizatiqp
needs,——broad lnowledge of the production base capabilities, and assured

coordination to avoid future c¢risis management,

22



CHAPTER 5
EPILOGUE

On 20 June 1972, the Joint Logistics Commanders directed the
establichnent of the management structure outlined in the previous
chapter, Implementation was to begin immediately with regard to the
aspects within their (JLC) cognizance. Those recormendations beyond
the JLC control vere forwarded to the respoctive Service Secretaries 3
and to the Secretary of Defense as aprlicable, (5)

At a June 1973 review of the JCAP/CG, the Joint Losisties Cauanders
approved a modification of the structure to expand the role of the
Comander, Armarioent Development oand Test Center as a member of the
JCAP/CG for rescarch and develonient natters, vhere he had previcusly
besn vori:inz only in & sunrortin; role to the Caimander, Ogden Air
llateriel Aree under AFLC, Figure 4 reflccts the modification to the
organization as invlemented by this step, This acfion wes taken vrimarily
because of tho expandins rolc of the munitions rescarch and develomment
end its inpaet on the joint manarcnent of the rroduction base,

The full-time stalf of the JCAP/CG and its subordinate Operating
Group has been proposed to number 55 persons for consolidation and imple-
nentation of the monegenent informsation systen and the deeision modols..
Another 208 menbers arce detailed on a part-time basis from the repre-
centative counands, Thicse veople are not centrally located, but function
vithin their resreclive operating ccomiands and sorvices as integral parts
of the orpanizetion, A &iall matrix organization at tlie US Army Armamentis
Comand scrves an the foeal reoint for 211 actions of the joint structure,

{9)
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Expressing the confidence of the Joint Loristics Cormanders in this
management systen, 'the JCAP/CG was also directed to absorb the function .
of overseeing the Joint Services Explosive Safety Program, previously
accomplished by an "ad hoc" croup composed of various members of the
three services, The JLC further expanded the mission of the JCAP/CG
to include all conventionél ammunition matters, thereby deleting the
restr:l(;tion to the production base only., Though this aspect still
provides, and will continue to provide, the largest purpose and share
of the workload to the organization, the JCAF/CG now provides an open
forum for the discus.sion and resolution of a number of interservice
problems that econtinuelly apnear in the over-all nmansgement of the
armmnition commodity.

To date, the recormendations of the panel have been approved at the
Secretary of Defense level, with the exception of four eliminated by
events and one partially approved in line with thp rrevious Joint Logistics
Review Board recomnendations, Four actions requiring the individual
Service Secretarial apvrovel are sitill vending, 'primarily avaiting
staffing action,

i
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CHAPTER 6
CONCLUSICHS

The approval of the Panel's recommendations bespeaks the potential
value of e coordinated manegement structure such as the JCAP/CG and its
operating group, It is providing a formalized basis in which to con-
solidate and errry out effective and ef”lcient DCD nlonnins vithout
elevating rroblens to the Departrmiental levels, Judging by the conditions
and the concern for the management of the arrmnition production base as
discussed in chapters 3 and 4, corrective action had to be accomplished,
and this prorosal is a very viable one, It is especinlly attractive in
view of other alternatives which could have resulted in a "fourth Service,"
or a DCD level amaunition supply agency, both of which had been discussed.
(g, 10) '

Cno of the lreys to success in this manarenent structure lies in
the joint spirit of the organization at a low enough cmmnana level to
accomplish the task, but still high enough to renresent true militery
service positions,

Another asrect of the votential success for the coordinated management
approach is the fact that the manacement of such an important and expen-
sive camodity as amunition is capable of being accomplished without
louss to the inlividual services in terms of comand, control and
service nrerogatives.

It is the writer's belief that the struecture being implemented to
ranage the ammunition rroduetion bace is the result of extensive, vell-
reasoncd nlannin~ and analysis, erd will adequately meet the requirement
for effective and efficient mannpenent of he envire Derorinent of
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Defense ammunition ‘vroduction base, The sygtem encompasses the principle
of continuity and unity of direction while providing a working base of .
personnel, information and decision-making tools to insure the most
reasonable unified approach to coordinated management within the emmumnition

supply field.
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