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. ~ OBgA~ZATiON & FUNCT.I.ONS OF. THE.WAR .IND.USTR.IES BOARD 
• " . .t " 

Gentlemen, I feel it is a great privilege to h~ve this ~opp0rt- 

unity of speaking before you, 

I have tried to sketch ou~ the' ideas that I-v~nt to. give you 
today,. I have talked with Secretai'2 .Davis and:ih ~eemed to me that the 
best thing I cou",.d do was to ~ive ;~ou .some. idea of :the difficulties vle 
met during the World War a-long .the lines ,in ~hich you are all i-nterested, 
our actual experiences in supplying and equipping the armies of the 
World :Vlar, and the resulting exp~nsio.,J: of the War Department' for that 
effort., I am going to he pretty frayk about things, otherwise what • I 
soy ~ould .be of little va.!ue~ All of our fa-'.lures.: I ~ant to say, can 
be traced either .to !acl." of preparation or lack of organization. The•re 
was no faiiUre during those days-that, can be traced to a~.~ athe~ cause. 

• I th~nk it is generally known :that ne effective prepa-ration 
f.or..war h~d been made b2 us, that is for th.e industrial eff~rto This 

• .was mor.e or le.se true in all other countries, The magnitu~@ of. the 
• indus, trial effort had not been anticipated, Or, if antici~ted, o~ly 

• partially realized° 

$ In our own countny~ in !9...6.~ the manufac~xtre of munitions an~ 
equipment for Dur .own ai°my'was at a low ebb-: The a~senals, which usually 
had. been kept going.., in .time of.paace~ we:-e, nearly shut do~~n~' During the 
month of November, !916~ I remember that at our arsenals we produce~ 
only eleven hundred Bpringfield rifles and ye~ S~:Ingfield rifles were 
the one thing nec.essary immediately if war Should come~ T~e arsenals 
h~d seldom got.~en ~o.such a-low ebb before'-and, I believe~ novel, since, 
For lack of funds only the key'men were kept at ~ork and even .':.n 
Deaember, 19!6, when visiting-the ars.en~is.. I discovered"tha~"men were 
being let go, key men - the finest~mem we had~ With affairs in this 
c o n d , i t l o n  we ~eclared war, April 6th, 1917o 

. Our supply .bureaus were:'then rapidly expanded and immeaiately 
began to contract for the necessary munitions, Quick tables of require- 
ments were furnished, based on a million men perhaps, and as soon as 
procurement v~s well started'a new tahl@ Of requirements wou.~d be present- 
ed, and. everyonekept On the jt~mp doubling up orders on our new con.tracts, 
That, of.c0urse, ~was a necessi'-~y of those times amd-you know something 
of the expansion of the bureaus° For example, a department of three, men 
• would~be expanded tO about three hundred men-in two or three months~ 
The contracts, a~ I said before, 4yore plae.e6 rapidly and it was necessary 
that:they should be~ • . 

• . . - . ~ . . 

Th~ supply, bureaus were ver~ ably managed, not only then bu~ 
all t~oug~-the war, by energetic officers who knew their business and 
Were suc~ess£ul -~but .-they-~ere. too successful., As you remember, in the 
latter montlls .of igi7~.man~v., of the in~l-omtrial" secti~hs of the cbuntry . 
had become • ooages,t~ed.~ . V/ages were. so~ring labor ~was overcrowding certain 

j j . -  . . -  . | , 

tOWns causing-a serious •housing .shortage, and' the power .situa. ~ion ~ms 
desherate~ The confusion seemed ~o• incr~se-e~ery day, - 

..:. -- . -. , : . . ": 

• "i @ 



i n  %he . ~ a ! l . o ,  1917 ..The r~ i ,  lrc~d~s.'~ ecame~, a l t o ° s t  pa~aly.lzed~'. . . . . . . . . . . . . . .  :~ ~ • 
A l l  a v a i l ~ b i e  s i d i n g s  ~-/ere crov~ded ~ / i t h  c a r s ,  empt~ and . l oaded ;  s t o r a g e  
fscilities were hopelessly inadequate and over-taxed everywhere, even 
open air storage, It seemed at t~hat time as though all production of 

• sup~lies ~upt caa se, " ~ ~ ' - ..... 
•., ' . . - ~. . -~ 

Most of the people hsve forgotten the hopeless condition of 
our .industry late ~m 1917, :At that. ti.'~ a~ 3enator ~of the United states, 

":~n a araz.~tic .speech, sta~ed tha~t t~'e .~ar Dep~rtn~nt ha practically 
~ ceased ~o: ftuiction, ~his caused ,a gre~ sensation but-I a,s~re"you 

that it wh's practically true, December, 191?, v~s the darkest month 
"" o~ 'the entire war'.for us .t~.at, is, to those ~@zO knew.our real condition, 

.T~m situation Seemed so hopeless, and there s~emed to be no ~ay ou~ of it, 
Yet at t~,t very ti~ light ~s beginning to break, The :po~ht. I. V~nt ~ to 
imoress is'that this. confuslonhad been c~used b2 the supply !.~ureauls, 

'°a~d by supply bu/~eaus i mean principally the arm2 supply -~ure~u~'~> They, 
of course, had placed their er.~ers where each best-could~"Compet~ng ~ith 
each other to get ~terials and offering high ar.d yet higher prices to 
get quicker deliveries, ~,~ I-~n some c.a.~es competition ~ms ~ direct, for in- 
stance, in buyin~ motor.trucks- every bureau..~ted them, "~ On@ bureau 
would, for instance ,.- bid against other supply, bureaus for: a~:plant having 
a ..c@.r%ain. cap~city for .,making steel .forgings,...In this • wa~ '~ the-sitpa'tion 
I haVe'described was brought about, The factories, maohin~ shops, ~etc., 
were tied up and prices beca,-e ruinously high, or would°have been so if 
they had contln~ed~ The ~trouble ~as caused, by the success ~of t!~e bureaus, 

' not f'ailu~@, a'nd throughno failure of. industry, ,~hetr0uble ~s~ 'lac~ 
o f  direction or . l ack  of coordination, in. the absence o~ an. overhe 
control,. . . . '  - 

" ' On JaDuar~ l,.. ig18, the Government •took ove.r", the ..::rai ~roa~'s 
q ~.. 

Ai:~ingle control, of .  ~he ~a.ilroads made possible many ~t~in-g-s ~mpossf%le 
b@f'ore, ann ~'~- mealn s iof: emba rgoels . .and. other .device s tra6Ms were -gradu~ lly 
.cleared and traffic became .normal, i About. ~e same • time, :th@ \/at [n~ustries 
'~0ard, the Food idministration, Fu@l Administrati~om, War Trade .Board~ 
Shippinog • -joard, and others gradually had bec.o:ze -~ str0n~ly-organized and 
were hived tre~.:endou~ powers, '~he~v used ~hese powers wisel~, anG con- 
.fusion was gradually replaced by a h~1~machine, working. smoothly and 

. .  . . • j . . , • .  : . 

( 

. . . .  Piease..note that most of.the: corrective measures appliedgat 
• tY~is period lay entirel~, bey end the:so.ope and powers ~of'~the W~r~:Dep art- 

mort, ' The ne-~ a~ministr.ative bcdiesxentioned .abov4 derived~their ~P°. wet 
dir;ect ~from the President,.:who gave his powem very f,ree~y~ome~ he:knew 
an~ trus~ed, ~These menwere all civil~ans, .This Vas~ ~ p6~.~6~ ~;ill :never 
be given to the /.;dr Depart,T~nt and, further, the %Tar Department~lon e 

could never have unscrambled this omelette into ~ich industry had~b een 
mixed, The credit really does not belong to the v/~. r Department for that 
IKece of~ wOr~~hich took ~lac.e between December ~1917 and ~ ~ay. ist, 1918, 

!i:; •. 'i-:: ~n: 18"18'/ the:' s~opl~ b.ureaus. :con~iaued-their •ex~elle'n% ~Wori~, : 
m~e ~. b~ exoe llen~, hi -gh~-princ:ipl ed :Off i.oe rs~':: A~ 'i • 'i~ve :sa;ia ~ be~-ore, 

'-:•' di~ e o t ion~, La ohl. bureiu ~ ac:,te~ a s an •~" indepe ~den ~• ~i% ~- ~¢i th OUt' in 0 vet'• '• 
hea•a - co, tP0.i. " ea6 . or 'd, - . . . .  •w thiln" i.  mhe troub 1,e 
re-organization "~s' clearl$ called for, 



/o,5 
' That re'or'~nization began i!i December , 1917. A oapabAe overhead 
depart~ye/~t ~s ne.eded ~uod at once, ~ bod 2 thyt ~d tire to do a littie . , . . • .. . . c .  

thinking. The "at Council ~as the first step in t!sat direction. ~!~nat 
bo~2 was mide up. of about ten men; the Secretary; of )~:ar, the Assistant 
secretary of %7ar, the Chief of Staff, and the best officers av.ailable 
were detailed to it, the latter being relieved of all other duties. 
l~eetings ~,;ere held da,ily and some of the overhead ~;ork v#Bs taken .care of 

• . _ . ; t " • • 

in this ~-~Q. The dar Council functioned ver~7 ,:~;ell durin~ this-period • 
but it ~;~'s not a ~prm~nekt solution of the problem, 

• . . , .. . 

The %~Tar De~rt~ent then " cons is ted Of four'teen seL~arat.e departments, 
ea~hreporting direct tO the Seoretar~s of ~,'ar. The C-eneral 3taff was one 
of these d4barb;ents, In the organ, ization chart.of ~at time the ~ecretary 
of %:~arwas at the head°and ' ~he •fourteen departments '-,ere placed on the 
same !eve l, belo~. .It is clear that an overhead bod,v wa.s needed .to Jnter- 

.vene. begween.. ,t .hese bur .eaus and. t h e  .Se .cre tar2  of %;ar .  ." 
• . ; - , ~  ~ . ~- : 

~Je had tS:obey the~la~v~" of the time. The O~¢ern~n Ac,t had no.t /)een 
D~s~ed. ~,e •found ~hat the C~neral Suaff had seen give. 9. sufficien% powers 
but '~he2 hsdnev~% been .able to assert £hemselves..The General Stnff had 
"Seen weaker ~n t//e bureaus " Ue decide~ to. expan~ ~the Genera,l; Staff, 

At t hit ti~e the General Sta[ff Consisted of cenunitSees stud~ing .' 
• . ,, . .  

9arious'~i!itarY"Subjects and re~chin~ its decisions b~z majority vote. 
S%ch ~'an 0rganization ~as clearly unfitted . for administr.ative work. ' The 
new plan was a4tually ~7orked ou't in ~he evenings b; two young officers who 
had no previp~%s kno~-~,ledge of General ~taff ~ork. ~he 2 go~ in touch with' 
m~ny ~en %~h4 ~@~-e qualified .to advise them and ~;ho told them all they knev~. 

• . . , -. 

~he result !was the 0rga~ization ~hich continued almoat unchanged for 
some .years ~ime. :The Chfef Of 3taff w~s g~ven .a n executive depart:neat and 
we aaded the'reto fi~e great c[iVlsions, the .~;~ilitary Intelligence Division, 
Division$ofOpei~ati0n's, %~# ~l.ans Division , Divisi. on of Purchase, and. the 
Divi~ibn Of 5tomage 3~}6 Traffic, the two latter bein 6 mer~d to from.;the 
Purchase, storage and Tr~affic Division. 

-The PurChase ," Stoz~ge a~)d Traf1ic Division becon.~e the overhead depart- 
.men:t. of in~.ustr 2 and. of the suppl~, bureaus,, l~ned~8 ~el 2 ~tarting the work 
of directing and Coordinating these bureaus, i~his orgar.ization took hold 
~'apidly, but in the meantime proaucti0n had to Be i:ept ~oing at full speed, 
Je could not. stop Jnile %~e reorganized. It mi£h,t be sa~d., that the actual 
re-organ~iz;.t!Dn of" the C-e/~ei'al btaff s~arte~ in january, 1918, and was 
complete& b~; i~y- completed so far .as such thinEs &re ever completed, ~- 
lag' the/,su~e r O.f'lPl8 the rklrchase; ~t0rage ind Traffic Division strezgthen- 
ed its own-grip on-the situation to such an e~itent, t~.~t ~ duplio!itlon of 
,%~oz'k ~aS ~oon ~oin~sa.and the .b~/reausi[ ~ere beginning tO i De hampered by too 
much overhe~d;~:;~liC~ - was :S ~atural rea~tioa, ~;e:were l~laknlng' to give t$~e 
bureaus mor~ .f@eedom -~Vhen the Armistioe"~elieved us of further w~rr~, i= 
that r e s p e o t ,  - ""  : 



2 h e  i~clusion of the Div.i.si.on of ?u,-'ci~se, %.tol~age, s.~.d Traffic in i 
the General ~taff ~as a me~sure of ~e~=~l c~.)edi~nc:~, ItS .]erson~.~el '~:~as 
mo~tl2" clvili~n business men ;~.nd ir.custrial ex-}ez ~ts co-"umis~i°ned foz the 
otu.~ose; it l.~-d nothing tO do ~;ith the General otaf~, proz?er. It function- 
ed under the ~ssi~t~1~t oeore'te.r,~, ~ of .Tar ~Lo ~hen became the Director of 

! u n {  t i O . u  s .  

• The great ies~on of bne u~-r ,'.-p:)lic~ble to ?our i~rticular "~m rk is 
co:-.%non to all coumiries - a z,¢~n ::~.2 be enlisted anc~ trained in ~ short 

• , , out the ~Jro~uction of ~,,u~nitions reeuires 

much more ti~~,, T~t 13oint ~s not re&li~ed befor~ the ,jorld ~r. :2he 
next les~on is that s !fJroi~" govern~nent or~z~izction c~,nnot be ~orkea out 

"during ~;Rr time exceptat g tremendous sacrifice of ti~.-.e,..mone2 and u~e of 
: skilled •brains -~,hioh should be doing, so2~thi~g else at that ti~ze° 

k ~)ro,5~" or~.~nization for our z~ext ,~.r, if ~'e ever ~ve one (~:nd ~e 
must as,:t~v~ that ~;e a~fe going to have one~,, should be -~,'orkea out and set 
up no~-;, a skeleton ~ept in oeing and operation in peace time even .if the 
method of ~dministration is not so aireot or quite so gooa and necessitates 
som~'sacrifioe in ~fficienc~" dtu'ing pe~ce time, The only excuse for ~the 
\.;arDei~r'tment's being in existence is preparation fQr w~r, The war or- 
gani'zation "ef'the War ])epsrtment should, I think, be charted pretty plainl~ ~ 
because we a.re here now and gone tomorrow, and by the time ~zr comes again 
none of us:m~y be alive, Resoensibiliti'es of each office% should be •,clear- 
ly aefihed on this .;ar .~i~e Cl~%rt a~jd if ~,~r cozqes the ~-~eoretary of Wa~ 
cs.n then n~.rely fill the de -~cancies ;~ith the Drop~ men, " 

In this connection I ir:~nnot help but remember ~ point that was 
brou~zht out b~: i~resideD-t qoosevelt in one of his books in which he was 
describing so~ze of the conditions which .e:.~isted in ,;ashington during the 
.~paDfsh ~rican \.,'ar. ~He called on the chief of a supply bureau and 
fouz.,d him very much sistributed, Tim chief ren~rke d ,[Here. lh~ve been 
%vorking for ~,4ars and f~ve just ~0t' mY bureau running smoothly, and 
he,,: this ~r'oomes aloi~g 6:rid spoils everything". Je must not a~ain 

get into this condition. 

assume tho, t .~ou do have a .goo~ or.L~ization chart and the personnel 
5k~letohlzed, If ~r cb~.~S the oec~e~a~,: o f  J~r h~s merel~ to ~et out 
this ci%~,rt and make his apl)0intments, I_11 he ~s to ~io is to see _ti~at 

no ~quare ,2egs ~rs ~ut in rotund holes. 

:,t the 'i~r D 3artm~nt. a s was the case in 1917, is not readj~' • • As~tune th' . . . e,- , " " an~ #0i ~s...~ 

.. zo~ ~,:r; t~n tz.e ._~, - -. ' .  ....... l.. .... ~ ~=:,~onsibilities of each 
a ~.o2e r organiz~.tion~ working o~z~ ~n~ ~u~-=~ ~,,~., .... r 
psoition a~d bsi~ncing these au~ies ~rOperly~ The 2ersonalit$ of each 
alopointee must be k n o w n  and s.l.lowed for... _~esponsib~ities must be balanced 
bY 9~ ;;ers, ~dthout overlap or c,onf!ict, ,~Je vJere badly over~,orked during 
th,e ".;orla ,.~-r on ~czount of ?~ving ~o do these things ~~hich co~!l~ and 

shoulG have been ~l~n~',ec Defoze, 

4. 
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In concluding I ,~ant to emphasize some points - to me they are 
very important. I vmnt to say tha~ the ~/ar Depart~zen~ can never do the 
,;ork of the war bodies and boards which were brought into being in 1917 
and functioned from then on through the war. In another war, these or 
similar boards ~lill be needed again. The vast po~Jer wielded by the War 
Inaustries Board through its chairman, for instance, mill never be handed 
over to the Uar Department. If they were, a military dictatorship would 
be t!~e result and you know that the ~nnerican people will never tolerate 
such a thing. 

I thimk that it should never be forgotten tP~%t the work which this 
College is teaching is army ~;ork only in time of peace. As I see it, in 
time of peace arnkv officers must transact the business of the ~]ar Depart- 
merit and busines~ training is, therefore, necessary. Plans for industrial 
mobilization, under the i~ational Defense Act of 1920, must also be .made 
by the %Jar Department in time of peace. 

A proper war organization must al~mys be kept in mind. lurmy officers 
are valuable to the country on account of their k~owledge of and experience 
in military matter~ aA~ ~;hen war comes, (and I remember in the last war 
this was true) all officers are needed for military auty, and all officers 
want military duty. Early in the next ~Jar officers doing non-military 
duty will be relieved and assigned military work, their position being 
taken over by civilians, whether com;aiasioned or no~. I think all of- 
ficers should welcome this plsn because there is little glory and much 
grief in performing this ~uty in time of ~ar, The greatest ~ar efficiency 
is bound to result ~;hen military matters are handled by officers who 
m~erstand them, snd ~Jhen the purely business matters of the vmr are 
handed over to business men, 

This is as far as I have outlinedmy talk, and my rather sketchy 
notes certainly do not do the subject justice, but if there is anything 
I have omitted thst you would like to ask aOout, I ~ould be glad to 
answer any questions, 

. 




