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ORGANIZATION & FUNCTIONS CF THE WAR INDUSTRIES BOARD

Gentlemen, I feel it is a great privilege to have this -opport~
unity of speaking before you.

. I have tried to sketeh out the ideas that I want to give you
today. I have talked with Secretary Davis and it seemed fo me that the
best thing I could do was to give jrou .scme. idea of the Gifficunlties we
met: during the World War along the lines in which you are all interested,
our actual experiences in supplying and equipping the armies of the
World War, and the resulting expansiow of the War Departn ment' for that
effort., I am going to be pretty fraink about things, otherwise what I
say would be of little value, &ll of our fallures. I wanv to say, cah
be traced either to lack of preparaticn or lack of organizaticn. There
was no failure during those days. that can be traced to any othe cause.

oy o I th*nk it is generally known .that no effective preparition
for war had been made by uc, that is for the industrial effort, This
was more or less true in all other countries, The maghitulé of the
_ industrial effort had rot been anticipated, or, if anticipated, ohly
. partially realized. .

In our own cox.ntvyc in 19’6 tne manufac*ure of mnitions and
equipment for our owh 8rmy was at a low ebb.: The arsepals which usually
had been kept going in time of.peace, were. nearly shut downs During the
month of November, 1916, I remember that at our arsenals we produced
only eleven hundred Springfield rifies and yet Springfield rifles were
the one thing necessary immediately if war should ceme, The arseaals
had seldom gotten %o.such & low ebb before'and, I believe, never since,
For lack of funds ohly the key men were keps at work and even in
December, 1916, when visiting the arsenais, I discovered thet men were
being let go, key men - the finest.mea we h2d, With affairs in this
condition we declared war, April 6th, 1917,

Our supply bureaus were: then rapidly expanded and immediately
began to contract for the neoeéssary muritions., @uick tables of require=-
ments were furnished, based on & million men perhaps, and &s sooh as
procurement was well started a new tablé of requirements woéuld be present-
ed, and everyone kept on the jump doubliing up orders on our new contracts.
- That, of course, was a necessiiy of those times and you know something
of the expansion of the bureaus, For example, & department of three men
would be expanded to about thres hundred men in two or three months.

The contracts, as I said before, were placel rapidly and it was necessary
that they should be, : ' 2N

”he suppTy bursaus were very ably managed not only then but
all through the war, by energetic officers who knew their business and
were successful - but they were: too successful., As you remember, in the
latter months .of 1917, many of the industrial seetlons of the country
had become congested, - Wages were soaring, labor was overcrowding certain
towns causing a serious housing shortags, and the power situation was
desperate. The confusicn seemed to incrsase every day. v
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 mpe railraads became almost paralyzed’in the f£all of 1917.
A11 availdble sidings vere crowded vith cars, empty and loaded; storage
focilities were hopelessly inadequate and over-texed everywhere, &ven
open air storage. It seemed at thet time as though all production of
supplies Zust Cease. :

iost of the people have forgotten tne hopeless conaition of
our industry late im 1917. At that. tire a Senator of the United States,
in a drapatic speech, stated that the Uar Department hed practically
* ceased to, function. This caused & grecs sensztion but I assure you
. that it was practically true. Decexber, 1917, was the darkest month

of ‘the ertire war for us - that. is, to those VWho knew our real conaition.
The sitwation seemed so hopeless and there szemed to be no way out of it.
Yet at that very time light was beginning to break. The point-I- want to
~impress is®that this confusion hzd been caused by the supply bureaus,
‘ant by supply_bureaus I mean principally the army supply’ bureaus. They,
of course, had placed their orcers \here each best could, competing with
each other to get materials and offering high aré get higher prices to
get quicker deliveries,. In some cases competition was direct, for in-
stapce, in buying motor.trucks -~ every bureau .wanted them. Obe bureau
would, for instance, bid agzinst other supply bureaus for a plant having
a gertain capacity for mmking steel forgings. -In this way the situation
I have’'described was brought about., The factories, machine shops, etc.,
were tied up and prices becae ruinously high, or would*have been so if
they had continued, The trouble was ceused by the success of the bureaus,
not failuré, &nd through no failure of industry, The trouble was lack
‘of direction or .lack of coordination, in the absence of an overhead
‘controls: . : : Rl 2

: On January 1, 1918, the Government took over the-railroads.
A single control of the feilroads made possible many things impossible
before, and by means of embargoes and. other -deviees traéks were gradually
cleared and traffic became normal, About the szme time “the Var Industries
‘Board, the rood Acministretion, Fuél Administretion, War Trade Board,
Shipping Zoerd, and others gradually nad becoue strongly orgenized and
Were piven tre.gndous pOwWers. Tney used these powers wisely cnd con-
fusion was gradually replaced by & hug machine, working swoothly and
efficiently. ' . : 8 ¥, Jaae £ :

Please note that most of the corrective measures appliedzat
this period lay entirely beyond the scope and powers of the War Depart-
ment, The new administrative bodies wentioned above derived their power
direct from the President, ‘who gave his power very freely tomen he knew
and trusted, These men were all civilians. -This vast pover will never
be given to the Jar Department and, further, the War Department alone
gould never have unscrambled this omelette into vhich industry had been
mixed, The credit really does hot belong to the Wer Departuent for thal
piece of werk which took place between December ,1917 and 1Ry 1st, 1918,

In 1918, the supply burezus continued their excellent work, .

'magnéd-by excellent, high-principled officers, As I have said before,
tpey were energetic men vho had merely worked too wedl and without

direction. Lach bureau acted as ap independent unit-without &an over-

head -control, eaclfworkd within itself, The trouble was apparent, A

re-organization was clearly called for,
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That re—org;nl at;on began in December 1917. A capable overhead

,degartment was needed =nd & &t once, & body tu~t had time to do a 1little
thinking. The 'lar Council was the first etep in that direction. That
'body wa's mde up. of 2bout ten men; the secretary of nr, tne Assistant

ec*etary of Var, the Chief of gtaff, and the best offlcers available
were detailed to it, the latter being relieved of all other duties.
Ileetings were held daily and some of the overhead work was teken care of
in this nay. The iar COUﬂCll functioned very well during this perlod
but 1t was not 8 perm nent solution of the kroblem,

i The Var Degartment then ‘consis ted of fourteen onarate &eparfments
'each reporting cirect t0 the Secretary of ar. The Ceneral jtaif was one
of these degartnents. In the .orgarizetion chart of that time the SEcretary
of Var was at the head and the fourteen deo;rtnents vere placed on the
ame level, below. It is clear that &n overhead body was needed .to Jntpr-
fvene between ‘these bureaus and the ‘Sgeretary of iar.

e had tdipbey the'laww'of the time. ”he Cverman Act had not . been
pessed. Ve found thet the Generc~ staff had been given suificient powers
but they had nevér been able to assert themselves. .The General Sto’f had

fbeen weaker tnmn ﬁhe bureaus. /e decided to. expend -the General: otaLf

AR thut tirie the General : tatf consisted of comnxutees studV1ng
varlous m111tarv suogects aad reachlng its d801510n3 by & majority vote.
SUch "an organization Vias clearly unfitted for admlnlstrctlve viork., ' The
new plan was acdtually worked out in the evenings by two roung ofiicers who
had no previous knowledge of General Staff work. .Fhey gob im touch with’
many ten Who wére qualified to @ advise them and who told them &ll they knew.

“The result was. the orgaﬁization‘which_continued almost unchanged for
some years Time.  The Chief of Staff wes given an executive department and
wé added the: eto flve great divisions, the . Military Intelligence Division,
Division -of QOperations, War Pluns Pivision, Division of Purchase, and the
Division of Stomsge @i Yraffic, the two 1le .tter being merged to from;the
Jurchase, otorage anc Trafric DlVlSlon.

The Purchase, Htordge opd Trafiic Division becaie the overhead depart-

Zent of incustry anc of the supply bureaus .1mmedi?té1y starting the vork

of Girecting and coordinating these bureaus. “This orgarization took hold
rapidly, but in the meantime proauction hzd to be rept -0ing at full speed,
#€ could not stop while we reorgunlaeda It migkt be said, that the actual
re-organiz:tion of the Genersl Ltaff started in CLNUETY, 1918, ahd was
-completed by lley.- completed so far as sugh tq1ngs are ever completed, Dur-
ing the sumoer of ‘1918 tre rurchase, ctorageé ind tYraffic Division strengthen-
ed its own grip on-the situation to such an entent that a duplicetion of
Work was soon 01ng-on end the bureaus were beglnnlng to be hampered by too
uch overhead,; vhich was a uatural reaction, e were plehning to give the
bureaus mo re freedom When the Zrmistice” relleveu us of further worry in

thet respect, ‘
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e ipclusion of the Diviesion of yrsaese, Ltorage, @nd “reffic in
tae Ceneral Staff vas 2 metsure 0f lepdl CuipedisliCla Its personuel Wes
mogtly civilian business men :nd ircustricl exserts conaisuioned for the
purposes It led notiiing to wo with tne General ptadf propeér. It function-
ed under tae uLssistant oecretary of Jar wi.0 then LECa.ae the Lirector of
Junitious.

The great iesson Oof OnE wWel cpoliceble to jour perticular work 1s
corion to &1l countries - & whn By DE enlisted apc treined in & shert
tizwe to mele & good soldier, out the oroguction of iunitions recuires
quch more time. Wnst point wes not reclized before the :orld wels rhe
next lesson is thet & SroEy™ Jovernaeht organizetion cannot be worked out
“during war time except &t a trezendous szcrifice of tiue,. money aupG use of
skilled brains whica should be Coing. soue thing €lse at that tiue.

4L proJjar organization for our next wer, if we ever have ohé {znd ve
et asoure that we are going to have onel, stould be worked out and set
up now, & skeleton Kept in opeing &rxd oper=tion in peace time even if the
xethod of edimihistration is not so cirect or quite so good and necessitates
soxe sacrifice in efficiency curing peuce time. Ihe only excuse for the
iar Degertment's being in existence is preparation for wer, The war or-
ganization of the War Department should, I think, be cherted pretty plainl
because we &re here now &iG gong Lomorraw, apé by the tiwme war COIes again
none of us mey be alive, RessOnsibilities of each officer should be .clear-
1y defined on this "&ar time clart &nd if war comes the cecretary of War
can then merely fill thece vecaacies with the OrOopel men.

In this conrection I ¢annot help but remember a point thet was
‘prought out by President oosevelt in one of his books in which he was
describing some of the coauitions which existed in ‘ashington Guring the
.gpenish tm'rican ar. 'He called on the chief of a supply bureau and
fourd him very much ¢istributed. The chief remzrked "Here I have been
working for years &na Lkve just got my burecu running smoothly, and
néw this wer coues aloig snd spoils everything". /e must not again
get into this coucition.

sssume that sou w0 have & gook origirization chart and the personnel

skeletonized., If whr cougcs the secretary of .ar has merely to get out
this chert and mnie his appointments. ALl he has to ao is to see that
no scuare negs ere out in row.¢ holes. : 3

Assuume thot the Vior Depart.ent, &s ves the case in 19176 is n%t ready
» wer; then the [ecretary of Jor must spend TEhy weary d%?s/%"ﬁ Snning
Jroper orgehization, working out the duties and responsibilities of each
soition =aud bzlancing these cucies oroperly. The sersonality of each
pointee must be known aré allowed for. wesponsiblities must be ba lance
Jovers, without overlap or conflict, 1/e vere badly overworked during
e Jorla =r on ecoount of I&Vihg to ¢o these things which could &and
snoulc 7z ve been planued beforé. '
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In concluding I want to emphasize some points - to me they are
very important. I want to say thzt the Var Department 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 bcards will be needed again, The vast power wielded by the var
Industries Board through its chairman, for instance, will never be handed
over to the Var Department. If they were, & military dictatorship would
be the result end you know that the American people will never tolerate
such & thing.

I think that it should never be forgotten that the work which this
College is teaching is army work only in time of peace. As I see it, in
time of ‘peace army officers must transact the business of the \/ar Depart-
meht and busines: training is, therefore, necessary. Plans for industrial
mobilization, under the Wational Defense Act of 1920, must also be made
by the Var Dgpartment in time of peace,

" A proper war orgarnization must &lways be kept in mind. Army officers
are valuable to the country on account of their krowledge of and experience
in military metters and when war comes, (&nd I remember in the last war
this was true) all officers are needed for military duty, and all officers
want military duty. Zarly in the next war of ficers doing non-military
duty will be relieved and assighed military work, their position being
takeh over by civilians, whether com:issioned or not. I think all of-
ficers should welcome this plen because there is little glory and much
grief in performing this duty in time of war, The greatest war efficiency
is bound to result when military matters are handled by ofiicers who
understand them, sha vhen the purely busihess metters of the war are
handed over to business wmeh, :

This is as far as I have outlinedmy talk, ana my rather sketchy
notes certainly Go not do the subject justice, but if there is anything
I have omitted thet you would like to ask about, I vould be glad to
answer any questions,





