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ADDRESS OF COLONEL FRANK A. SCOTT.

January 15th, 19256.

INTRODUCTION - Colonel H.B. Ferguson, Director of Procurement.

Gentlemen, we were addressed yesterday by Nr. Crowell
who had a very large share in the work of the War Department.
This morning at the Army War College we heard the talk and dis-
cussion of Mr, Baruch who was one of the chiefs of the War Indus-
tries Board which was organized with authority of the President,
March, 1918, But in the meantime, as we gather from our studies
and memory, there were many things that happened. The question
of a war of the magnitude of the last had not been thought out by
any one in authority, Many men did know, however, that the Army
wore shoes and clothing, required food, shelter, etc., so that
the wholg body of the Army and its officers were not entirely
devoid of all knowledge of war and war requirements. General
Crozier spent a large part of his life talking about it,

So we entered the war, The question as to how to co-
ordinate the various purchasing activities and expedite the pro-
curement of munitions was uppermost in everyone's minde As a3
matter of fact, the neck of the bottle was transportation by ocean;
therefore we did not have the necessity for the rapid stride in

producing munitions we might have in the next war. The above
gives us some picture of the trouble we were ins

A gemkleman was called to town to look into the situation
and make an attempt to work out some answer., You can see the
task., Mr. Scott came to Washington for that task., A great
majority of the munitions and supplies actually used in France
were started and came through due to the efforts of Mr. Scott,
He, ih conjunction with the Army and Navy, was charged with that
work,

I take great pleasure in introducing to you a man that
we might say was a friend of Industry, a friend of Preparedness,
and a friend of your Country — Mr, Frank A, Scotts



COLONEL FERGUSON and GENTLEXEN:

It is a great pleasure to be with you men, and a
special pleasure, in view of the conditlons that I saw here in
1917, to realize that our Government has taken the step, by the
passage of the National Defense Act of 1920 (vhich in my opinion
is dnly second to the passage of the Selective Service Act) to
place our country in a position so that, militarily, it can have
that standing in the family of nations which its situation, its
resources, its people and its attitude toward civilization
justify.

I congratulate you gentlemen beyond words on the fact
that you are charged, as you necessarily have been through this
College, with the task of working out.the opportunities of this
law, I can at the same time assure you that while you hgve the
opportunity, if you do not improve it, if you fail %o meet the
responsibilities vhich that Act places upon the supply depart-
-ments of the Army and Navy, you can expect in another war to be
superseded by a civilian organization as you might easily have
been in the last war; as were the supply depariments in England.
There was a steam roller going here in 1917 and if the Army and
Navy Departments had not been able to.meet- the requirements of
the situation, they would have been disposed of, as in EnglancC.

I had the choice of making a general preparedness talk
this afternoon, or of addressing you somewhgt as a college pro-—
fessor might wnen dealing with certain ideas before a class. 1
think, if it is agreeable to Colonel Ferguson, I will follow the
latter course, laying myself open to certain questions, perhaps
-~ inviting eriticisms on certain others, and thereby inciting
curiosity as to same of the things which I will recall.

In regard to 1917, I will probably tell you much that
you know, although I have encountered officers who did hot know
that which seemed clear to men who were here, There are some
ofRicers here now who were here then, but most of the men vho
are here were either too young or serving too far from Washing-
ton to have a clear view of what was going on in Washington.
Very few people seem to have retained an impression of the in-
adequasy of the machine with which we entered the war, I should
tell you, in the beginning, that I have the greatest affection
for the Army and have always had, and therefore anything I say
that seems critical is so only of the conditions, and not of
the service, I know tiat it is the country itself. that is usually
at fault and not those that receive the blame in most instances.
If trouble begins, however, the Congress by those two great Acts
I mentioned, the Act of May, 1917, and June, 1920, has now put the
military services of the coubtry in a situation which they have



never occupied before, and has distinctly passed it directly

up to you to work out your salvation and the salvation of your
country, If you do the task well, it becomes not purely a mili-
tary work but Becomes. the greatest of all constructive acts for

. peacee. 3, End Fasansios W PR :
Y Potentially we are the great@st nation on earth because

_ of .our natural resources and ‘of our advancing populations While
our natural resources and area are not as vast as Russia's, the
ingenious character of our people, our lines of transportation
and communication, etc., make our resources so much more available
than theirs that we can place ourselves ahead of them, Therefore,

~we can say that with three million square miles of territory, with
one hundred and ten millions of people, and Wwith the aptitude of
these people for the arts and sciences and for Ffightings with our
own natural ability to act quickly in a crisis, if we put ourselves
in the position vhere we can ‘make ‘our resources available, .there
is no nation or group-of nations that is going to attack us. Let
us assume that it .is so. We are going to attack no one elses
Only once in our history have we acted in an aggressive way toward
a -nei ghbors R : st

- . Therefore that would put us, with our altruistic attitude
toward the rest of mankind, in a position to have the most potent
voiee for peace in the world. Military preparedness, as you
gentlemen see it and as I see it, is-the most remote thing from
waging war. Ve are not asking our country to sustain a great
navy or a great army; we are asking only that the army and navy
necessary for peace-time purposes be so rei nforced by laws and
plans and reserves that, in the event of a necessity for making a
military preparation, we oan do's0 with sufficient rapidity to
overcome any one vho might wish to attack use In the lasiy war
this was not true. We had the attitude common at all times -

we mistook military- resources for military strength, How, as &
mytter of fact, they my be only a weakness to us, as they are
whenever they delude us into a feeling of security.

You gentlemen have a fine system, I have secen somethirg
of it through the help of Colonel Ferguson and the various con-
ferences I have had with the Assistant Secretary of War. The
system will do a great deal , and then it will fail because no
system is worth much without real men in the operation of ite The
greatest thing that can happen to you gentlémen passing through
this ColleRe is that in your course you learn this system and,
primarily, that you learn the . fundamentals of the military problem
so that you will not drop into a military rut which in the event
of & real need leaves you without initiative; without ‘oppor tuni ty
to act other than as your instructors have thought to provide for
yous Of course I know you are developing that, Tre purpose of
tre College is that you should develop ite One of the things
I would want to emphasize often, and it is the last thing the
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military man shduld have emphasized from a ci’éilian, is that
- the only thing that really counts in war is time, If you lose
~.time you are helping to lose the war,

: We find most often, in military hisppry, that the time
lost in every war, either in the supply department or on.the
- field, has frequently been the turhing point, To illustrate,
* during the Civil Var, -on the first day of the Wilderness, General
_:Burnside was .expedted about five.in.the morning, and he did not
. --appear until about ten, and-vhen he did appear so much had happen-
-ed- that, -had he been there three or four hours earlier, it would
have made a different story of :that .first day. :
- Now, :as in-military preparation so, also, in naval prepar-
ation; to illustrate, the Monitor appeared in its run down here
the day after the Merrimac had attacked the Federal fleet, It
was -twenty-four hours too late to.be a complete success, but
Just in time to prevent destruction-of the :fleet. Had there been
a delay of twenty-four hours ithen the lMonitor was being constructed,
. the Naval history of the Civil War might have been different from
. what.jt was, - . S pEG
_ War is sustained no less by the physical thaa by the moral
.resources of the people; and vhatever is done, therefore, to break
down the morale -of the population, whether it is waste ‘of life in
- Yhe field, waste of money at home, or mistakes in extending new
facilities in the supply departments, which makes it clear to
civilians that time is being lost, breaks down the morale of the
country and helps to lose the war, In the case of the last war,
some of the British War Department groups were so slow in recog-
nizing conditions that vhen confusion arcse they were promptly
superseded, - : w

In England, perhaps the chief subject that came in for
criticism was supply of artillery and ammnition, You gentlemen,
- in your studies, have no doubt developed the change which Lloyd
George, a civilian, made in the first twenty-four hours after he
. took charge. IIr, layton, a member of the British Mission, told
.us the first act of Lloyd .George, who had no knowledge whatever
of war _so. far as: 1 know, was to call in the artillery contracts,
multiply the figures by five, and hand them baock to the contract=-
ors, That, I take it, is a thing vhioh you gentlemen must not
. permit to ocour if you are in'a position of responsibility when
.We go into the next war.. ' ; e

You know, of course, that there wére good and justifiable
Teasons in the minds of the President and the Cabinet of the United
- States for not suthorizing military premration prior to March,
._191'1,“5,0 it is useless to discuss how Wwhy we found ourselves in
.. the situation in which we were at that date. From all points of
View cur leaders felt justified in faintaining a certain status,



At a risk of seemimg to talk about myself, I will say
that in March, 1917, I received a notice from the Ordnance De=
partment to report here to become, as I understood, Number 1
_Reserve Officer, In the same mail there came a letter from the
Sedretary of War asking me to come to Washington, When I arrived
1 showed my secretarial letter to General Babbitt, and he took
me tg the Secretary's office, The Secretary said they had in
mind what ‘they were going to call a Munitions Standards Board,

. their thught being standardization of the needs of the Arny and
the Navy, They were proposing as members of that Board, lir.
Vauclain of Philadelphia; a great manufacturer; Mr., Otterson,
vice president of the Winchester Repeating Arms Company; Colonel
Deeds of Dayton, who had been quite a leading figure ‘in fuse
manufacture for the Allies up to that time; Mr. Pratt, vice
.president of tiae General Electris Company; lMr. Van Dervoort of

. Moline, I1linois . (who has since died); one of the few suocess-
ful large shell mnufacturers for the Allies; and myself,

. It was d little late in the day to begin standardizing
the gunitions for the Army and Navy. “We all agreed after a
short study that in our opinion standardization did not mean
much, We got down instantly to the preparation-of subjects that
would be of more immediate importance. Mr. Otterson took charge
of a study, in conjunction with the Chief of Ordnance, of the
small arms situation in all factories available in the United
States for that.purposes Mr, Vauclain, with Mr. Crowell, who
was then acting as Seoretary of the Artillery Committee, uader-
- took a similar study for artillery production; Nrs Van Dervoort
- for artillery ammunition plants; Mr. Pratt for gauges, Jigs and
fixtures and more especially the study of gauge production,
Very important decisions were arrived at as to vhere the master
gauges should be kept, whether the gauges would be made at the
scene of production or whether there would be a central gauge
plant, ete, To Colonel Deeds was assigned the subject offuse
production. Those reports had scarcely arrived here when war
was declared. T L < %

; : In the nmeantime,-as Chairmen of the Board, I had been
. studying the position of the supply branches here, and the
oppor tuni ties for developing the contact of these branches with
¢ivilian industry in order. immediately to increase their effect-
iveness, It must he remémbered that in 1917, our laws relating
' to the military arms of. our Government were enacted prinataddly
to cover peace-~time conditions. The Navy is naturally always in
3 more self-contained situation than the Army, but the Army was
v?ry greatly limited by statutes, proper encugh for it¢s peace-—
time control but vhich limited it greatly whenm the neocessity
for expansion was thrust upon it by a declaration of war, as
nore Of.these statutes were automatically repealed by the decla-
~_ration, .It was & penal offense, for imstance, for a contracting
. officer .to sign a contract for certain articles for which an
appropriation had not previously been made, No department had
the right to increase its office space within the District of

e
T e O B E A e SR LR G S e




- Columbia, and there were many other regulations, proper enough
no doubt for the conduct of affairs in tlne of peace, but im-
possible ih time of war,

Each supply department was governed, as well, by .separate
statutes applying only to the individual department, as by gen-
eral statutes of uniform application to alle Thus, for example,
the -Quartermaster was authorized to6 obtdin those things required
for shelter, clothing, and feeding the soldier; the Ordnance De-
partment similarly authorized, to supply his personal equipment,
arms, ammunltions, etc.} ‘the Med1ca1 Department his, medical care,

"hospitalization, etc- the Corps of Engineersj fthe Signal Corps,
and’ s0 on throughout the Army, The Navy differed, in that the
Bureau of Supplies and Accounts had a somewhat wider Scope than
any-Army Department. - It was perfectly evident to anyone studying
this problem, that those departments, acting separately, would
destroy themselves, and create an impossible. economic situation
the moment they ehtered the competitive £ield to secure thelr
requirements, Uhcle Sam was paying the, éntire bill and yet, you
see, he was about %o go into competition with himself and with
his Allies., It ‘/as an unthlnkable thing that the Quartermaster,
for example, shou 14 tun up the’ prices. to the point where it would
be impossible for the ledical Department to secure cotton duck
for stretchers, or the Oranance Departdent to secure cotton

duck for kit carriers, haversacks, etc. You can multiply that

“éxample by number less other articles. .Remember, also,. that the
‘game competition deve10ped betxeen the Army Departments would
Immedia tely become effective as agalnst the burcaus -:of 'the Navys
the Army and the Navy together would then be competing with
the Allies, and the entire group would . be :competing with civilian
indus tries.’ "There was no existing method for.controlling.selfish
manufacturers, éxcépt to commgndeer their- plants; which was a
useless resort. Contemplating this, you should get a very ;good
plcture of the chaot1c p0551b111t1es of- ﬁhe sxtuat1onn

i Mhe General Staff of the Army. undoubtedly had it in its
power to coordlnate some of the things .that might be done by
those departments, ‘but not completely so. ‘I believe at that
time you would have found laws which were quite spec1fic as to
vhat the Quartermaster might do hlmself vihat the Chief of Ord-
nance might do, etc., ard if they found . that their skrvice was
in particular danger, 'they would not permit the General Staff
or anybody else to dictate what thev should do, Coordination
could not come by order, . A

Gentlemen, in your life, your training makes it essen-
tial that you obey orders, You are accustomed to accept orders
‘more readily than civilians do, and you often, no doubt, have a
feeling that a certain 31tuat10n should be governed by oruer and
some one should make that order. But you also know that back of
those orders is a due sense of responsibility on the part of the
issuing party, And so, if 'the Secretary of War had issued direct
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erders -on certain things, the law is such that order might have
gome under question, The Chief of a supply branch might have
questioned it; the Judge Advocate might have questioned whether
the Chief could be relieved of his, responsibility under the law
by such an order from the Secretary. I am emphasi®ing this te
try to get the situation before your minds, and in order that
you may see the possibilities of counfusion that existed at that
tilIE. 2 ° { 3

. If an endeavor had been made to éorrect this situati on
. by new statutds, it would have required too much time to deter-—

. mine the form of such statutés and sécure their enactment. There-

fore, as it seemed impossible to correct the conditions either
by direct orders or by statute, the ‘qnly method, -and the one
accepted by all, Was cooperation between the: departments for
~ their mutual support, and for the welfare of the Government and
. the progress of the war, This cooperation took practical form
in the organization subsequently knowh as the General lfunitions
. Board,.and eventually developed into the War Industries Board,
The Chief of each department and bureau delegated, 10 an officer
s0 much of his power as might be essential to enadle that man
to agree with representatives of ‘other departments, similarly
authorized, in connection with essential things, Among the most
essentlal of these things.were priority; the allocation of the
hew facilities nceded throughout the country; agreement between
~ the d:e'rpartmen‘cs en prices as to how high each was willing to go,
for at this ¢time there had been no price fixing and perhaps ho
thought of it, : ‘ il LR R '

To recapitulate then: on March 31st there was formed
“%he "General Munitions Board, -consistihg of a representative. of
‘each department of the Ariy and -bach bureau of the Navy;.one
representative from each of tie 'advisory'departmén‘cs of the
Council of National Defense, of which there were four; One repre-
sentative of the Generel Staff and tw men representing each of
the two secretaries., This, &s jou see, made a rather cumbersome
body, I was asked Yo not take the examination of the Ordnance
Department for a commission, at the first meeting with the Secre-
‘tary of VWar, but to remain out of uniform and take up the work
Which he suggested,.the explanation being that were I %o acocept
my commission I gould not.act as Chairmap of this Boards A4S a
matter of fact, before we got thraigh we had oa the Munitions
+ Board five admirals, Capps, Fletther, ‘'Rousseau, Zane and Rixey.,
We had several generals,.colonels, majors, etec. The army officers
agreed that their interests and the interests of their .departments
would be best repz_‘es'ented by one officer, General Pierce; the Navy
the same, by Commander Hancock, later succeeded by Admiral Fletcher.

This shows you where cooperation will sometimes go further than
the law, ; . ’ -

: The first authority for the Munitiohs Board was the
Council of National Defense: ® :
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"RESOLVED, That the Secrétary of Var,
as Chairman of the Council of National Defeunse,
and under authority of the Act of Auvglist 29,
1916, "for the coordination of industry and re-
sources for the national security and welfare",
* and under the specific authority in the Act
which provides for the appointment of "subor-
‘dinate bodies", shall appoint a purchasihg
" board, Council of National Defense, to be cog~
posed of army and navy department heads or
officers appointed by them, and representatives
appointed by the Advisory Commission, the pur-
pose being t0 coordinate the buying of the
several departments; the establishing of prece=
dence of orders, etc; including the ordipary
comnercial and industrial needs. and ‘the military
requirements of the nation, Such committee shall
“have no authority at this time to issue purchase
orders, make contracts or bind the Government in
its purchases; all these things to be done, as at
present, by the respective departments, The Chair-
man of the Committee, however, shall have authority
to require, when pegessary, that certain (conflict-
‘ihg) purchases be'fidde mntil the same, with a full
Etatement of the facis, have been submitted to the
Seoretary of War or Navy",

The day after that.resolution was adopted by the Council
of National Defense, and sent to the Secreiary's office, the
Board requcsted that the phrasing "purchasing board" be changed,

~and that the Board be called the "General Munitions Board", There
seemed to be a suggestion in the name (purchasing board) that we
were trying to bresk down the very things we were anxious to sus-
taiﬂg #he‘right of the departments: to manage their own affairs.

_ Ten the Board, on the day of its first meeting, analyzed
its powers, which were very considerable, hotwithstarding the

seeming looseness of its organizatioa, because of the designated
responsibilities of the chiefs, The following is a plan of pro-
cedure as adopted by the Board, April 4, 1917:

- "Plans of Procedure of Munitions Board
of Council of National Defense
Approved and Adopted
April 4, 1917,

. The Munitions Board of the Council of National
Defense in committee assembled deems it pertinent

at this time to recoghize and enumerate the follow-
ings
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a, . That questions of actual purchase of
material are ‘not to be handled by the "lMunitions
Board", 1ts cuties on the contrary will be -con-
fined, insofar as practlcable to facilitating the
work of purchase apd supply agencies now existing
in the Var and Navy Deparuments' orgamzatlons.

b_. That the mission and purpose of the country
"is as set forth in the Message of the President.

" Cs That this committee strongly affirms its
Aintent .to- maintaln insofar as may be practicable
~ the existing order ef things in *the industrial con-
dition of the country; the order of delivery, of
military and naval material, both domestic and
-foreign, as provided under enlstlng contracts, will
hot be disturbed.unless-absolutely necessary o meet
requirements vhich fay develop in. the future,

d« That in the execution of present and in plac-
ing future contracts for military and naval material,
careful consideration widl be given to industrial
requirements so far as practiéable.

-'@s  That order of priority of dellvery of various
kinds of material required by the War and Navy De-
partments will be determined so far as possible by
cooperzt ion between the various Bureaus and Offices
of these Departments directly concerned ard that full
:consideration will: be given to the impa tance of
early and prompt delivery of materials under contract,
Or subsequently ordered, for shipment abroad to bellig—
erents friendly to the Umted States, -

: £,  That it is the opinion of this committee that

immediate action should he taken by appropriate auth-
- ority to insure the integrity and maintenance of the
industrial organization ‘of the cogntry in relation to
‘preparation of military and asval material and to em-

phasize the very high m111tary 1mportance of sunh
industrial work,

. 8 Thﬁ' ‘Boax_'d recognizes the importance of super-
Vising future comifments of United States mnufacturers
for dellvery of material to foreign purchasers and
that all such prospective foreign commitments should be
subject to aporoval by competent authorlty in order %o
prevent interference with prompt delivery of more ur-
gently needed mlllt&?‘y and naval matenal“

Be




We were trying to protect the right of the departments
to conduct their own business, The Gepartments were proceeding
immediately into a situation which required them to obtain an
unlimited supply of practically everything they needed in a
limited market,

You will find that in the future, as in the case of the
last war, major wars will not be fought by single nations., If
there is another great wer, several mations will be involved
on each side before the war ends. That means a great demand
on our country's capacity for the supply of materiel; that also
means that as the eptire resources of the nation are now neses-
sary in the event of war, there wildl be an unlimited demand on
& limited supply., It immediately requirss control of two fac-
tors, priority in acquiring and in the transportation of available
supplies, and the control of rrices,

In the world's histtry, so far as I know, thers has never
been successful control ¢f prices by law, I% has been agtempted
many times but does not work, fThe only way to control prices is
with the cooperation of people who are willing o be controlled.
However, behind your back at all times there musi be a big stick .
to be applied to selfish individwals whc are Uawilling or waretri-
otic and will not cocperates The big stick vwhich gou will always
have 1is priority. Fortumately, I think 1 say thai very early
in the War, and so there was gradually developsd here %the contrel
of prices through irdustry that was absolutely effective on every=
thing which we tried it upon. We did not try it on sotton for

_ the reason, so far as I was concerned, that I did not think it
weuld Succeed] and might have re-acted harmfully on the other
things we were carrying out, :

r, Baruch.secured an arbitrary pricé, in February, 1917,
On a oertain limited quantity of copper, The first thing after
the war began was steel. That was picked first because ¢& tmat
induttry there was a forty-five percent conirol of the irdustry
»h tonnage and much more than that in the infiuence of +he indus-~
try within one 8roups I felt perfectly satisfied we could gs*%
the Steel Corporation to take = favorable view of price control.
4 certain number .of large preducers such as Bethlehem, Midvals,
~and same of the western Companies would follow the Steel Corpora-
tion and then we Would have only the smail plants to consider
and it wouli not tare long to bring them into line, As a matter
of fact, there was no club necessary, The steel irdustry marched
along with the Govermment's desires and did a tremendous and pat-
riotic work, As you ¥now, one of the things which you hesrd
nothing gahout during the war was shortage of steel, The example
of that industry was promtily followed by cther great Enduetries,
L WiZT Terind - you gentlamen that one of tne quickest and best ways
of ge*ting in % ouch with or securing control of an industry is
through thre hational organizations that exist. If we shouzd have
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another similar situation, some of you men may be in a position
where price control is one of the essential factors, and your
quick way of getting to a national industry would be through its
national associatiohe ‘ ' Pk dais

There is a disposition in the Army, probably in the Navy
too, but less sG& to expect more than it widl be able to obtain
from its contractors, The reason the Navy does hot do so as much
as the Arny is because the Navy is using its mterial all the
" time and has a very much better opportunity to try & thing in

the field than the Army. ; ‘

In the room where we of the Army dictate specifications,
~or in the brain of the designer, we ofben copmit our worst of~
" fensess We specify things that from a laboratory point of view
are reasonable gnd adaptable; from the field pcint of view, un-
necessary, and from the standpeint .of cost, a crime, I would
like to emphasize this particular point as heavily as possibles
About the only effect of over-emphasis in either drawings OF
specifications is to give opportunity to dishonest ccntractors
and to drive away the cohscientious producer, The reason for
this should be obvious and probably iss The man Who is no% golng
to live up to these specifications takes his chance that your
Inspection Depariment is mot so good as the departmen% thatd
dictatéd the specificaticns, and that is true as you all know;
whereas your conscientious contractor is going to expect to do
what you ask hig to do, see éhat the arvicle is what you say
you want - with the ré‘éult that your 4ishonest contractor makes
a high price on-the: basis”of your gréat demand and then furnishes
less than you demanided and your honest contractor stays out of
it or mkes & price that puts him ont, The responsibility,
therefore, will be in your own Procurement Depgrimenta

That particular tendence is dve to peace time laboratory
methods. However, almost everything in the Army must be done
by laboratory methods. The army has no appropriations permitting
-large scale manﬁfzgoti:re’-e:_‘-:cept for small arms requirements and
some chemical requireménts: Weé can have ho appropriations whioch
enable us to0 do certain things by those manufacturing processes
which will be required-in-time of war. If you look up the number
of guns produced in our arsenals in 1915 a@ad try to picture %o
yourselves "mgmfacturing" that number of gusns, you will agree
Wwith me immediately. There was one battery of 3" guns produced
in that year gad %here msy have been two fourteen or sixteen-insh
guns, with a few of each size between, '

.Most labcratory processes mislead you when it comes to speci-
fications, because the cnly thing the laboratory can do is to give
a high standard of qualitys This will suggest Yo you that thing
against whi ch 1 am warning you. My own theory, and I expressed
it to Colonel Ferguson tures years ago, is that the supply depart-

*
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ments should maintain always two sets of specifications, one

of development specifications and the other representing what

you are perfectly willing to have served out to the army in the
event we started war tomorrow, The first, the laboratory speci-
fications, should always be kept out of your procurement branches.
Onee let the procurement officer know there is something that
might be changed and you make him timid &n placing orders, 7You
produce the element "loss of time", which means expense.

On the subject of expense, I said to the Comgressional

Commi ttee examining me after the war, and I followed this abso-~
lutely, my own theory was that the most expensive thing we could
do was to lose time/ If you go into a war at all you go for
one purpose - that is to win. If you have made up your mind %o
win, do the essential things for success. The American people
will back you up in that. I have toid you previously, you must

not waste money, but when you have made up your mihd that a
certain expenditure is essential to secure military results,
spend the money and get the results. The American people are -
never going to be patient with you if they discover you have
sacrificed men to save money. Vhatever the expense may be, they
Will not care to forgive you if they discover that had you been
able to spend or willing to do S0, you would have saved lives.

Assume your schedules as Jou are preparing them are correct,
Are they timed correctly? Since you know that you want certain
things ih certain quantities, have you them worked out so you will
get your quantities within the period in which they are essential?
Seasonal requirements, canned subsistence items for example, should
be anticipated in advance, There are a great many things that are
not controlled by economic factors. On some things you can rely.
some people are liable to reach a conclusion of their own that pork
is needed in the army, then farmers will keep more pigss that flour
is needed, and they will put in more wheate '

It is a part of your Jjob %o decide what needs to be stimi-
lated; vwhat things cannot be controlled, Your time factor will
- not work out correctly unless you soive it that way. What needs
will be supplied from our country in any emergency? Some essential
things will not be supplied and in some essential things we must
recelive our importations from other countries, Many contractors
could give us a list right away, Are we preparing in any way to
meet that nced beyond the little supply that we have always in
hand? 4re we looking forward to a war reserve of those articles?
Is a war reserve Justified? Are we in contact with the Navy De-
partment so that they will protect our trzde routes? Perhaps the
Navy Department wi 11 appreciate the need but will have no ships
On nand for owr interests. If you have to have a war reserve, that
Will be one of the things in which you will have to educate Congress,

y Every business house carries a reserve as a rart of its
lnvegtory. Take hitrates for instance; if we have to0 have a reserve
-Pf hitrates it does no% become valueless the minute we store it

/e can turn it over and we do not throw our -oney away when investing
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~.in it, but can count it as part of the capital of the ’é_’ountry.

..: .. Can we develop substitutes in time of peace tlat will be
available early enoligh in time of war? For many things, yes. The
Cermans used belts madé of paper as a substitute during: the last
‘war,-gnd they were very serviceable,

N Wha tever you do, @nd how ever wedl you do it, my Jjudgment
is-that as soon as we have ‘s war you will have. tohave a super-
control of your operations in their relation to the Navy and; in
““ turn,- their relations to the Allies we are likely to have, axd
in your .joint relations %o the civilian industry of the counirye
- Now that supercontrol, aceording to my: concepilion of i":._g'would
rest on the war powers of the President. My jodgment is that 1%
would be better not to define it bn time of peace. one of the
-best things about our form of Covernmeny-is that ia war our
. -© President not only becomes the Commander—in~Chief of the Army
. and Navy, but also becomes a dictator. There is a great, un-
defined reservoir of power oh which +the President has beea ab
liberty to draw in war time and from which he has drawn the supply
of agencies he had to set up in time of war. In the Civil Var
we saw that war power exersised in setting aside certain rights,
such as the writ of Habeas Corpuse But in the Civil War we also
saw President Lincoln refraining from discussing With Congress
what he was going to do-with the States in‘case they surrendered
when Congress_fvas'not in session, begause he believed that his
powers were sufficient to accomplish certain results necessarye

.. _ Therefore, I thixk W& will have super-controls It will
be by civilians and you might as well make up your minds to that.
Our nation would prefer that super-controk be exercised by

- civiliens rather than by men in unifomm, I think there is ho
doubt but thet the expansion of-the departuents in the last war
was t00 slow to satisfy the ‘demands of the public. It was true

'{hat the Council of National Defense.and the Menitions Board,
wpi.ch_l have mentioned t6 you, made it pos sible %o brild up a
great body of work, and eondugs that.work in a manner, while at
the same time vhe military supply departments were building up
their personnel to meét the situatiox, i :

_Wnen I ceme here in March, 1917, there were sizteen officers
in the Ordnance Depariment. They Bad to be expanded in a year 80
_that ‘théy could acquire the things necessary - millions of personal
 Equipnient for the soldierss gunssg small arms ‘billicns of rouxds
_ of adminition; control of the writing of eontracts for those thingss
control of thé checking of the contraotss They were going to handle
within a period of a year aid a ha1f, four times the amcunt of money
the eéntire Government had been spending in a years The Ordnance
) Derartmen'b, with sixteen officers ia Washington and under limita~-
tions Which meant they could not expand to the extent of one TO O,
) were about to0 be authorized to spend four billion -dollars. The first
\ days I was here I used a leaf on the desk of General Williams,
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After I had been appointed as Chairman of the General Munitions
Board of the United States, already in war with the greatest
military power on earth, I wrote telegrams on the top of my hat
in the corridors of the Iunsey Building.

There are three things which no nation can be at t.e
same time - rich, weak and safe, If you are rich and weak, you
are an invitation to attack. If you gentlemen carry out vhat
you are now authorized to do by law, you can put our nation in
a position where, because its arm is strong for war, its voice
is potent for peaces You lmay have the feeling that Fhrough
this mere paper work which you are now doing, and which may
seem drab anc monotonous at times, you are doing quite as much
towards the eventual maintenance of work peace as if you were
in Geneva with the Lexgue of Nations., That is my own justifi-
cation for the time and energy I give t0 preparedness WOrks
I hope that we will be so prepared to 0 to wer that when we
advise other people to keep the peace, they will be rother
inclined to accept the advice,
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