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Since Assistant Secretary Johnson tendered me the
invitetion %o eppear hers today I have femilisrized myselfl in a
very gemersl way with this institution, its purposes, its methods
and mesns of preparing the military force of the nation for war.
!Mlntmnqwnumnbmnnymmmt
1s being done here. Al I inow about it is favoradble. I =m im-
pressed very mch by the wide scope of the course of study here.
I hed thought at first that I would be sble %o suggest certain
fislds of study which ocould be sdvantageously followed by men in
your positions. After s thorough review of the scope of your work
end realizing that I cannot attempt to cover my views on the entire
Mobilization Flan, I have thought I might make some observetions
which will bear largely upon your general thinking regarding @
wobilization plam. I may be eble to emphssize certain points
econcerning which one might not be {mpressed except through having
a similar experience himself.

!mxmnthtompomtofnluﬂm—

ment work from 1914 to 1919 during the emtire World Wer and Shet 1 QJ‘
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saw svery development of the war mschinery here, sand particularly
the Genersl Munitions Board eand the Wer Industries Bosrd over
their entire operating life. I worked with all of the men at the
eontrol points in these orgsnizaticns. Both before and during the
War I worked with meny of your officers engsged in procurement
work, I% is out of that experience in war days that sthese rather
gemeral observetions flow,

I wouldn't bave you think that my sxperience since
war days has bdeen matirely free of the problems of war days. I
could say merely that the experience hes had mesuy of the aspects
of war dbut that the field of operations hes been s different one.
Bvery kind of attack developed in the World ¥Wer has been directsd
&t banking and tusiness over several years, emoch one using its
preferred weapons. Competitors, labor unions, stockholders,
ocustomers and politicians have brought me %0 reslize thet %o a
surprising degres the problems of the Amuy end Newy in war time
bave muoch in common with the problems of industry in pease time.

My visit with you represents peace in comparisen with my experiences



during the last five years of my neval service and the nineteen years
sinoe my emsyy into business, It is oconceivatle that when you come
to ask me guestions about my views I may Tind that the war days are
mmumam-mmaummm.

Iz approsching as brosd & problem as you bave before
”.‘“‘lumhilouadhhm.mnﬂlhﬂh
satisfactory 0 me %o @0 that end I am sure it would be still move
wsetisfactory %0 you, I assume that this institution seske honest
expressions of sgresment or & sagreement; noet the rubber-ssamping
of the ideas of smyone slse, btut rather a determined effort to find
the ground for & clear statement of a plam which will work in a time
of stress., Of course, I am a partissn for Navy, but I will eadeavor
to spesk fremkly, sympsthetically and clearly.

I wish very much that all of the men in the procurement
mmmmummm.muunmms«m
work you are doing here now. So fer as I imow no one in the milivery
services spprecisted in edvanee the problems of the war. While mueh

‘hlh-muundpunermwnmmnlnﬁm
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.rm»mu!hn.ot&-umatiumm
hm.autm&thmtmmtmmtemumn
aotual experience rather than upon future probabilities., Hindsight
mmmsnm&-mcnnt.muthmmu
war plamning. In World Wer days there wam't much in the way of
wWhh&h&antumtmw
hlba“dhﬁomﬁquﬂmormm.os.
ux”nmnmtmcmau.mmmm
st sll times in aymy and mavy affairs.

The last war brought new comditions and the next war
mmwmnmcmﬁw:ut»mnmn
confront, he problem will still resain essentislly ss one of mem,
mq.m.a:mm.mamo:nxe:mumuuu
%o use them most effectively.

nunm-npuctmmu-.mﬂmu
mmnwmcrnum.mxmm-m
admission. mxh‘ummmuntutyh-ndn

hmuvmmmmwnupum«w
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during the World War, I was concerned in advance that they might
bandicay me in doing whet I thought I could do wishout their aid,
thet they might bring in new procedures which were well adapted to
oommereial situstions but badly adapted to the conduet of govern~
mentel affeirs, end I was still move concerned that unless their
authori ty was to be clearly defined and unquestioned in the field
of operations assigned %o them, the responsidilisy for failure
might reat in large measure upcn the military end navel men. My
frenk admission is that defore I imew the men and worked with them
I bad these fears. As I worked with them I Tound that Shey were as
intensely loyal %o the osuse as I. I found thet there were scertein
fields of mowledge and experience in which they could be of great
help %0 me, and I endoavored so far as I ocould to have their suthority
clearly and suthoritatively defined and, until that was dome, %o
surrender nothing of the vesponsidbility placed upon my service by
statute, Or by the general public understanding. My war expsrisnce
Sells me that Af when the next war comes you can secure the services

of such men as Mr. Barush, Mr, Legge, Mr. Boott sad ir, Peek, you will
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have done the one wost important thing whioch will aid the services
in winaing the war., I imow of the addresses MMr. Beruch has nade
here since this institution was established, I think I knew currently
during the war exactly what his views were on all the protlems of the
war. I think you have been very wise o have drawn on him s fully
as® you have, snd I know you will be the gainers to draw on him still
more fully on every oweasion you find possible to do s0,

Any man who is going to have the power of decizion as
the head of any bosrd or group has to have san unususl combination of
the dbest gualities of o negotiator, a coneilistor, s wise shlector
of men, & sslemmsn, snd a judge. He must be & good listener but
must not permit fmmeterisl things $o divert his attention or take
his time from the most importsnt things, end he must be able %o
carry convietion to his associates that the course he advocstes
or finally decides upon is the best course for all concerned. These
specifications are my appreisal of My, Baruch.

It is impossible even to mention mamy of the men who

@14 such imporsent work, but in this place I feel I whould mention
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Mr. Baker, your great Secretary of War, I recell very sharply a meeting

&t which some fifty men from the services were called together to0 Becretar

Baker's office %0 meet the members of the British end French mission

who came over scon after our declarstion of war to tell us their ex-

periences in the hope that we might get some bendfit out of them in

our own plemning cperations. 4s I recall, the session had lasted

about three or four hours. kir. Balfour of the British mission, end

Er. Layton, who had been the Assistant Director of Hunitions under

Lloyd George, were the principel speskers. At the end of the meating

Secretary Baker asked that we stay for a fow minutes es he would like

o review the talks of ﬂu‘m. Without the aid of e single

note he reviewed in ten minutes every important point brought cut in

the entire afternoon. iy own notes on the seversl talks were very

ocomplete and Mr, Baker discussed the points in order es they had deen

presented in the afternocn., His presentation was complete, condensed,

accurate, and lent itself to definite operatione becsuse of {ts qualities.

Mr. Layton presented three points which I believe wers gquite new o all

of uas The first related to good organiszation and he stressed the
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importence of having one man supervise end direct the work of not
moye than five others, His argusent wes foreefully made and I
velieve it is basically sound. His second point of anphesis was
thet all supplies and squipment are consumable. I think that wp
to that uunmunuuuuwmmmmmu.m
of our “capitel asseta®. His third point strscsed the importance
of watehing for "bottle necks™ - e new expression for us but made
amply olear when he referred $0 ccesn shipping as the bottle neek
of the time. monmuboowwmthu
for it is st the foundation of orderly thinking and effective work
in war plamning snd operations,

8o far s I know, Secretery Dsniels wes the first man
%0 speak publicly ebout the madter of ocomsyolling profits during
wer., That was a prodlem and will undoubtedly remein ome. When
the decision is made %o control profits during war, the d4ifficulsy
arises ap to the character and the degree of the limitetions. The
danger I see is that publie clamor will set up so much eontrol or

“ﬂuu‘.mncnwmonm-ﬂunhmmm.
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I doudt there is sy formula which can be sst up now with oersainty
thet 1t will work under other conditions at some future war. Of
ocurse, a grest deal of studying can be done, but in the end there
suet be men whose judgnent is sound, who are entitied to snd will
gein public confidence and respect, and that kind of man will be sble
to meet the future conditions, when they ccge, in the most efficient
way if he is not hempered too much by laws fitting snother situation
such a5 the past war, I wouldn't de so bold as %o say that nothing
in this field should de done through legislation, end I would mot be
80 b0ld a8 to urge sn oudright delegation of powsr emtirely free of
all possidle limitation, but I do believe that any proposed limitesion
should be viewsd very criticslly.

In the broad sspecte of the orgsmizetion problem I
“mtwtccmunminwmutmnag
a fear of giving power to some individusl. The tendency has been %0
give vepresentation to every cne with the slightest shadow of interest
in & war situstion. The tendenay hes been %0 have all members of a

board viewed as equal in power. The result has been that large boards
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tended to become mere debating societies and the responaibdilisty for
actida was destroyed. There used $0 he = oyniesl saying in the navy
thet & board is something thet is long, narrow and wooden - long in
session, nerrvow in point of view, and wooden in results. Boards snd
Oonmissions will serve better in the fields of politics snd poliey
planning but they fail as sn operating body. The need for prompt de-
cisions in time of war is g0 great that there is a great dsnger in
overdoing the demoeratic processes of peace. lr. Baruch wes careful
% guard against this denger during his chaiymenship of the Wer
Industries Foard., Wi th the ultimate power of decision which rested
in him there wes always the danger that the public might view him as

s diotator under the president. I believe the importani thing %o do
48 to find the man who can handle people and issues so wisely that
this one srgument need not arise, I want %0 stress the importance of
having men st these contryol peints in war plamning who are viewed as
both taetful and foreceful, men who are never self seeking, always fair,
men who support their subordinetes, chenging to men they cen support

1f the need arises, men of brosd experience snd men used to making
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decisions. In picking a man fyom sny industry for heading sny commodity
section the vital mu. is %o piek the msn who hes the confidence of
the leaders of his industry,.

I have the feeling on looking over your orgenization
charts that you have provided for too much mschinery and that you have
done this in e spirit of compromise with the existing orgemization. I
shink you need not & lot of orgsnizetion but s little of organization,
Do keep it simple so thet men mey know where suthority lies and where
decisions are sc be made. I fear you are keeping the operating menm,
peartioularly in the proourement field, too fer removed from the oo-
ordinating sgency. I venture that if you stert the war with such a
plan you will change it very guickly. I believe that problem warrants
further study eand I emphasize that if you cen find the right gen from
industry to take these key positidns promptly at the cutbreak of war,
snd if they osn have & basioc understending of what you have been doing,
and particularly if you have aequired confidence in peace times in
thess men who are going to work with you during war, you can make &

mueh simpler orgenization than you now contemplate.
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If you omn find the right men in peace time sad establish
e mutusl basis of confidence I belisve you will be very wise % lsave
eoertain kinds of problems so them, I appreciate that a great deal of
work here is being done in s field quite outside the ususl experience
of the services, but the informetion you sre gaining in certain fields
will etill be scademic learning. You will not have that hard experience
which alone will result in security of judgment, so I thiak thet par-
tioulsr field which is outside of the experience of the services should
be left to the wisely chosen civilians. Without trying to be t00 par-
stoular in my judgeent it seems to me thet the securing of cooperation
by industry, the mesns of making industry effective, the problems of
esconomies, public morale, public financing, snd the after effects of
the wer, suggest the field in whieh you should welcome the best
sivilisn abdbility procursble. If this part of the problem can be
wauumwuunmnvnmwuu axpress
your views about the effect of the pleaning upon the operations of the
servioces, mmumuhﬁomm:mottumtma

muhtmummmcuawuto-muor“u
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whiech, in my opinion, the expsrience you have had does not make you
competent o assune the sole responsibility. These oivilians of the
kind I heve in mind know the lenguage of industry and they will kuow
hl‘lcl.‘dutMrthaMn.mtinthmtdaﬂﬂumvdn
how to drive. I wouldn't attempt to judge the men in the service
today but I do know shat in the World Wer I knew no man in the sare
vices who saw the whole problen. The gradustes of this instisusien
are going to have & tremendous advantage over those of us who were
engaged in similar problems during that war, but I doudt that any
possitle study of the problems involved will give you that proven
knowledge and security of judgment which is en all important factor
ia » war situstion.

When you first began your planning for wer preparedness
I think %00 much emphasis was placed upon index cards covering the
facts about industry. I think the preperation of these cerds 1s @
fine thing for treizing the men in the service. It will educate them

in the problem dut I doudbt very much that the cards themselves will

provide much usable informadfon for war, I would stress the point
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that the living faots thet men oarry in their minds are the useful
facts in time of wer., Records will provide a oollaterel sid, I
would not dimeard them but I would sttach very little importance
o their usefulness in time of need. If I eculd say only ome thing
mm:mmmsmnmmﬂuum.mm
MEN - men who have the confidense of the industries fyom which they
come, men who bave the confidences of m\;m with whieh they
are going to work, end men who have won an socepted public standing,
In considering this metter of men I $hink there is
one consideration which should be very strongly in your minds, It
is @ifficuls to cheracterize the types by two words, but I bdelieve
the two words, AIMINISTRATORS and EXECUTIVES, suggest the division
which I want %o urge. xwmw«mmuommmu
a8 planners of poliey. I would think of the executives primarily as
the men who get things done. Pressure of war time demsnds, in my

opinion, that the executives be younger mem. The administrators in

ordinary course will bde clder men. The older men can contribute far

more toward poliey and plamning. Your sxecutives will have %o be
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aimble men, good open~field rumners, with a lot of rescurcefulness,
ingenuity, and vital bhealth, with a complete knowledge of sheir
ohjectives, their needs, their machinery for getting things done in
a legal way, end, above all, thet human toueh that makes sasy the
needed cooperation with other elements in the war mashine.

I hope there will not be $00 much of an attempt made
to set forth in statute the whole war powers of the president,
Wthout attempting 50 g into the legel aspect of this guestion it
| seeus toc me clearly established that the President hae whatever war
powers bhe chooses so use and for whieh he can seoure public support.
It may be argued that a specific statute proves that he has the
support of Congress and therefore the people. The danger in the
situstion ie thet, just es meny of your officers in the Norld War
endeavored to find specific suthority for their sots and hesitated %o
do snything when they could not find the suthority, you mey find your-
self hampered in & time of need, It seems to me that any specifie
grant of suthority must be understood &s not in limidation of the

war powers. 1 ses in & gemeral wey what you have done for settling your
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owmn problems between the army and mavy., I think 1% is wise to recog-
nize thet this is worth while, I woulda't try to ecreate the ime
pression that there were no confliets between the services in the last
way, dus I am convinced thet when any gonflicts arose they were
magnified very much by people who liked to critieize he econduct of
war. One of the 4ifficulties you are going to have in these fields
of operstions is thet it is going %o be Very diffioult for the
representative of ei ther service to accept the entire responsibility
for yielding in sny situstion to the other service. I know that we
in the Nevy during the wer thought first of our m\‘Wmtv.
-lthunomutknnyuuntwumanyorourmu-
sponsidility, I wouldn't attempt %o say how true the charge was,

Wt 80 far as I know there was never a sl tuastion in whieh the navy
was accused of grabbing things firet unless the War Industries Board
was plainly told that if the decision was made by responsidble people
after a showing offects, and if the Navy then had to surrender i%s
advansageous position it would do 1% with e smile.

xmuumuunwotuuuuw-w
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faflexibility that hinders ready edaptation to new situatiocns. I
well recognise that in your Mobilization Plan 1t may not be wise
%0 emphasize the flexidbility of plans, I believe I cen stress this
point now for I am convineed that unless your plane are flexitle
they will bresk under the pressure of war., Some of them will break
of their own welght, and meny others will be broken.

One point o whieh I think your attention should be
particularly directed is in the field of sllocation or the division
of resources of the country. Of course, this plan of allocation will
meet the requirements of the amy very sasily., It will solve for the
army the problen it met in the last wer., If it is sduinistered with-
out regard for or with slight regard for the interests of the
eivilien population or of other governmental reguirements you mey
be sure in advence it will bresk down early. Another denger I see
15 that you msy Seek 0 control 50 meny situations beyond your
cspacity to control, end that in trying to do %00 much you will
sgcomplish very little. From my expérience I would say that as

long s things will run themselves the wise course of plamning is
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to allow them %0 do s0. I have seen seversl sttempts at regimentation
of industry and, forgetting all ebout the other arguments that arise
in eonneotion with thie preblem, my mein difficulty is thes I do not
find the men who have the ability to plan widely extended operations
with & full knowiedge of the ultimate results.

I an bold to suggest that your plan of the countrol of
purchases through corps areas will undergc a change very gquickly after
war starte unless you very definitely limit the items $0 which this
oontrol may be spplied, There are meny things that emn be done in
the corps areans whioh need not confliot with broad objectives but I
believe these actions are ordinarily limited to using existing personnel
snd material and that you esnnot permit them to ¢reats new facilities
end material. While I am a believer iz decentralizasion in business
situaticne I am oonvineed thet you cannot withstand the complaints
mé;n be made fro: the operetion of a plan without iimitations

upon the renge of sctivities of the corps sres coumanders. FProoure-

ment in a major war is one function demanding ecareful unified operstions

and consrol.



Unless the men in the services have changed since my
day you Army men went service in the field on the cutbresk of war,
Just as the Navy men want service with the fleet. This psrsonal
desire 12 too estrong and the traditions are too powsrful %0 have
this fact disregarded in connection with your plens for wer, If
the men who heve been working on these problems at the outbhresk
of war are to be allowed to serve wit: the fleet end with troope
I thinr you are running e very grave risk., My only suggestion is
that the men in operstions snd in wer plamaning remein on their
jobs snd possibly this can de made sasier if it is recognized in
advanee that this war plemning work is more important professionslly
than other active service, The transition from pesce t0 war operations
osnnot be effected otherwise.

There seems to have orept intc the thinking of some
shet 1% would de good to eliminate sll competition between the
services., I em quite ready %o sgree that competition in procurement
“tﬂlhmdwmnnd.htumuutwu

ma-n-nxmumummuum.m Hsving
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a high standerd of performance atteined by either ssrvice is probably
the best incentive for & good performance on the pert of the other,
but this competision must not @ g0 fer as to multiply demand and
raise prices.

I doudbt that the problem of price for supplies is going
hh-lnlwlntomhnnhmw during times of pesce.
I saw no formules which will adequately meet all situations, 1 stress
again that the soundness of your price policies involves nmany factors,
the essential ome of which is the judgment of the person detemmining
the policy at the Wime, Of course, compesitive bidding is the {deal
situation in peace >ime when sapplies ordinarily ars ample. In war
sime in & limited field 1% presumably will be the best pelicy. OFf
course, it is sasy to condemn cost pjus contracis, and sone of the
difficulties arising under them will de cured by fixed price con-
tracts, The judgment which ocan decide the probabilities in advance
as %o which will be advantageous in the end is the judgment whieh
muum-&mamumm\am A great deal

unmumn.mm-urmmmmmdm
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flexible price contract, tus it would be thoroughly umsise %o provide
for its use it all cases, or tc prohibit 1ts use in aay cass.

During the war there was s great deel of nisunderstanding
about the use of commsndeering powers. Of course, the word ®aornandeer®
has seversl ocomnotstions which give rise to fear, Thers are obviously
political dengers in the way of their extensive use. I think we all
recognize that if we are % comusndeer planta end facilities we put
the Covernment into business and we assune o tremendous responsibllity
sgainst the day when the war is ended. There sre many &itustions,
however, in which comusndeering orders serve a very useful purpose.
They may well afford s protection %o & mapufacturer againet commerecial
contracts, pwou-ymn sbout the legsl power of the govern-
ment t0 fix priorities it is only fair %o protect the manufagturer
through the use of this ultimate power. There ars times whem it is
“h”ﬂpmwammam.u‘dmmmﬁ
of people it has to de used oceasionally, I thin: very few cases of
ﬁt“muwwﬂmo. I recall only twe, for industry

‘lmmm‘rwum. There are times too when



oertain goods are required whem 1t ig difficult to determine what the price
should be, where it iz desirable t0 Imve production started, and %o leave
the question of price for later settlement. A ocommandeering order in
this case protests the contractor sbsolutely and enablez him %o start
production. If 2 contract were to be awarded there would be delay
which might be sericus.

May I suggest thss, in =y opinion, the men in the
services ordimarily give too little sttention %o the attitude of
Congress., It is not @ifficuls to have many friends in Congress who
know what you are doing, who are oconvinoed of its soundness, and who
are ready to defend you sgsinst suy unfriendly or unfair attecks. I
wouldn't want to see the services get intc politics tut I do believe
shere is & very definite field of work for both serviceas with Congress.
Admirel MaoGowan, who was my chief during war days, recognized the

need snd the opportunity, snd the result was that we spent no time

attending Oomgressional investigations and sc we were left fres to do
our work, It ie very déisconcerting, I sm mre, %o have %o g %o

Capitol Hill on the defensive. Oood tactful procedurs would certainly
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Suggest theat you go there =t the right time and in the right mammer
with a progran the: deserves consideretion snd approvel, and thet
you o not wait until wer %o recognize thet the Uongress must have
falth ic the services and they are not going % get 4% infa hurry in
the welter of war. The time o do0 this is in peace time and over &
lomg mmough period to lmve been effective before war starss.

Ancther metter of procedure of war days deserves
serious eriticimu, There was an attempt sads $0 bridge over de-
feots in orgsnization through liaibon officers, In my opinion,
thie plen providing some contect snd soms knowledge was better them
doing nothiag, but it was 2ot much better. 5o meny men in suck po-
sitions hed limited knowledge of the operstions of their own office
and had no suthority %0 4o saything on itz behelf., They provided
@ channel through which infommstion might flow both wayes but Shey
served no other purpose. The experience of war days argues strongly
that operating men should represent authority on bosrds and comuittees
and be s oconstituent part of such groups, Unless operating men ave

menders of the coordineting group and have suthority, time will be



lest and uncertsinty will persist. A group of liaison officers
meets the oynicsl Nevy definition of & board more sdequately than
any other group the human mind could design for therough ineffective-
ness.

I would like o tell you one of the very interesting
experiences I had during the War, We land made & controet for the
purchase of a shipload of shellze for delivery in Calcutts, Indis.
Due to the shortege of camuercisl shipring we had %o send & naval
sollier so Caloutta %o bring the shellsc % this countyry. While
our collier was en route to the Orient carrying a cargoe of coal to
Manila we were dimmayed to learn of sn embargo by the Indian govern-
ment upon the export of shellac. Following the advice of offiecials
in the State Department I went %o see kir. Broderick, the commereial
attache of the British Exdassy. He gave me a very interesting state-
ment of the ressons why he could do nothing in the matter. The
essential part of his srgument was that the Indlen Government was
a colomial government, was snxious $& exercise ite owmn sovereigniy,

and thet the Home Government was reluctant to interfere and might



Jose if 1% attempted to do so. VWhen I left him I started weliing
u-mucnumcoammammmu.mncm
Building. Itmdhthukornunuuﬁlhuthttm
pritish Navy could mot live twenty-four hours without Menils hemp.
At onoe I saw Secvetary Beker, who assumed that I carried the
.Mtyerwuuﬂuy.alnwmﬂ;num-c.uttem
Governor Gensral of the mnmm{;ms for the plecing of an
embarge upon the export of Henile hemp. A very few days aftorwards
nmuﬂmtnnrxnshmalnmwdmwtomstm:tlk
situation and I told him that I preferrsd to bhave relations with kEr,
Proderick with whom I had had other dealings. When Mr, Broderick
m“mullﬂut.ﬁtupﬁtnﬁom&mdﬂuuﬁn.
wummunnummt the initistive had been mine.
tmmumu-mmmcmmmpan.wmt
was an insular government, msmmmuouumm:
“Mﬂﬂhﬁ!“ﬂlﬁd‘hﬁmuthﬂ.
mmcmmnmmtu.amm.mm

“mwmm.-lmnvmwmmm



was released. I cite this illuetrstion out of meny sxperienBes of
war days for I am convineced that s thorough study regarding all of
the essentials of war, perticularly rew materiesls, would give ine
formation and power of tremendous valu® - power for our own sdvansage
snd for the enemy dissdvantage., It would implement your officers with
a2 tool we 414 not possess. We were able to depend only upon our own
ltmited experience in the field but after the eivilian experts were
hers we had a great deal of help from men such as L. Le¢ Sunmers - s
veritable eneyclopedis - who knew the way %o put pressure on every .
sach #isustion. ¢
If you will forget the purely personal part of this
story and sbsord its lesson fully emd then realize the possitilities
in wise snd extended operstion you will have cne of the greatest powers
in the next war,
Adove sll, have these words of Presidemt Wilson %o the
Atlantic Fleet, beoeme a part of your hedit of mind: "You will win by

hu‘uwuw“mmnawumuun‘pm.'

Thank you, sirs,





