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Giffo d was the Di eotor of cou  of : 
.... Nat-iemal. Defense -in .1916-18; Sup er~i sing-Directo r 

o f the; C ommi..tt ee, on Imd~ s t rial P reparednes s : o f the" 
• . Nav~-I Consulting ~Board i~.191g.~; and, Secretary of 

..... the .American section of the~:-Inter~Allied ~nitions 
COunCil in Paris:from July to ~ ~September, .1918. He 
is now-]~resident of .the American Telephone: and 
Telegraph Company.) - ~ " 

°. 

• Gent lemen:  : . . , • 

~.I/~ardly .k~w how to: beg~n a~ talk.on th-e~ subjeo~, of 
the Immediate pre-war conditions, the prepiration of the United 
States for .war:and .:the f~N~l waging of w~-r~,~because there are 
s O ~ny things that. -c ~Id be eai@ and so: mar."~y points 6f view 
frow_~, wBic~1 the matter ̀  :C,0uld be...apprmnS/-hed. - 'However, ~ I am going 
~0 talk.very, in~:~.l!y ~ today w~th- the• hope that i t my-prove 

~• of interes~.amdihaVe some possible vs2ue e~. ••he~ring on the 
so lu i~ i on  o f  ~ e  p-rob! ,ems-.o£-~le-~fu~a.re.  .. ~ 

" Zn 1916," : ~ "  e h~ving been at war for nearly two 
years, a numb.er Of bu-..s~:ness meni~.i.n-the, ,Umi~ted States under the 

~-I ~dership of- Howard. C.ofZin felt :that ~ something sho~..d bed:done 
.... to prepS're Our indUs.~riesiagaiust :t~he:~ossibl e time .when- : 

Amsri~a .might bel dr~wn into- ~he,~conflict, Th.eSe men ~who had 
• ..bee~"watching the si mat ion:-i-n: Eurepe;~-realized that this ~.war 

wa s. di fferen~ from previ~ASl wars ~izz ~that., i t ;w~s;a -war mot:' o n l y  
Of ~ighting men .BUt of fig~hti-ng industries, They.:,realized 

. tha~'iin,,England;a~ . ~ z ~ e i ~  ! ! ~ ,  b s e = / n ~ c e s ~ a ~ y  t.o~;convert- 
v~r~ouS jindus.~ri~i ,piants, from .~p.sace-time ..~indusi~ries ;into~ ~ .' '- 

. The G'ommittee.~.on ~ndzstr-ial Prel~redn~es,~ of the • 
 .,O0r in : 

tu~ler~ oOk to outlin6. ~ plan for', i~uo tr~ial.p r~,edness, ~ !;; :: 
• :-;~is ~om~ittee • secSre~ ~e .CO~erationl-of- ~e.personn~,-of: :~:, 

;;: ; C i v i i ;  E l  e c t r i 6 a l . ,  N i ~ n ~  :and ,-Cq~emi~l,,. ,and ~ . ~ t h  t h  e i r  a i d  =.;,: ; 

~ d m c e  •' i n  ~ m e  ~ O f ~ ; '  ~:£• •needed,  ApProxlmately ~w~ty- 
seve~.-.., tho~/,~P,r~l pl~.nt.~ were i~entor~.ed, ~.hc.~_-. q_~vert,)~e~ 



were  ultimate~v s e n t  t o  ~ash-ing~on.  An a t t e m p t  ~s ma~e ~.~ 
" ~ ~ v  

groap the plants as to t~pe of prodn~tion available for t~e 
Army ~nd the ~Na~ in c~se ~of war. ~n Ordnance officer of the 
Army was detaii~d:i-~b~go~'0v@~-~s~~invent0ries amd t o classify 
~hem according to type of machinery and equipment in the plants, 
as to wh~t k!nd of materiel they could produce if needed. This 
preparedness under t~ngaroussd a~great de~l of general interest 
on the part of industry. 

That, interest ~oubtedly aided the4passage oT 
legislatio~ by~Oongress in~ the~ Stammer ~ Of 1916. L , Th~s i egislat~ on 

• was very important fz~rm %he~s~andpoin%" O f~Prel~are~zess. It 
provided, ;among other things, i firs~t, that ~'Lu~-.t~es ~ of era9 rgency 
the President, acting throagh the Secretary:of War, could, if 
necessary; 9 u~mandeer plants in casesw~re theplant ~efused 
t croaks ma.~erial ordered by the Governnent-Or ~o~deli ver same at 
a fai r price, That, .initself, was a ;considerable delegation of 
authority a~ power to the Secretary,;. ;.Sec0n~ly, ~the ACt provided 
that the 0rdnamce Department should prepare certain jigs, tools 
and dies, and.place trL~l orders for certain munitions with 
manufacturing plants, Third, it provided for the creation of a 
very interesting piece of mschinery, ard, as it tur~dout~ an 
extremely valuable ~nl almost indispensable piece of machinery - 

.,z~mnely,~ the: O ouno if: of Nat ~on~.l -Defense: an~ a~! Adviso z~.. C c~mi ssi on. 

- - ~ h e C o u n c l l  c~f N a t i o n s Z  D e f e n s e w a s  cc~nioosed~of- ;s ix  
c a b i n e t  O~f~cera ;  t-he S e c r e t a r y  o ~ ~-~ar ~ o % v ~ s  -the@ ~ c ~ r ~ a n ,  

~. ~and-~he Z e c r e t a r i e s  ~ o f  t h e  t~vy-~ Agr~Oul ture~ I n t e i " i o r ~  C o ~ e r c e  
,~. ~a~id:~sb~o:r. " ~n addi~t ion  t o  t h e  Cou~i l : , - .~ . th i s -~c t  p~~v~ded f o r  a n  
A d v i s o r y  G o - , n i s s i o n - t o - ~ e  made .-Up o f  ~ s e v e n c i v i l i a n s . - ~  The seven  
civilians were ~o represen~ .d~eren~ fac~6r~ ~:in the iife Of the 
country; that is, manufacturing, finance, ...... ~ • I abe r. medic ins, etc, 

~-. " ' . T h e  l~aw ~ef i ,ned  ~ a-  co n s ~ d e ~ b l e  ~ -nam~ ~ o f  ~ ~ e c i f ~ c  
:d~ti~es for--~:thi-s; o r g a n i z a t i o n  5ut -  ~ t s  ma in  ~ n c t i o n  was c o n t a i n e c l  
i n  t h e  wgMs-  o f  ~ e  s e c t i o n  t d  ~ ~the e f f e c t  t h a t  i t  w ~ s ~ t o c r e a t e  
rel~tions which ~ uld ~render.~ossibie, in t~; of need, ~he ~ 
~ e d i a t e .  c o n c e n t r a t i o n  - a ~ . u ~  i ~ i z a t i o n  ~.Of ~ e  r e ~ u r c  es  o f  ~he 
i~at-~on. ' ~o f f  ~ n d ,  ~ that ' ;~so~nde~ I i k e ~ h i g h , f l O @ n  i a ~ g e ,  bU~ 
as l-,g0 ion~v~th~-:the.:.-his~ory~ 'i th~/~.y0u -~ ii-see~t2~ - that\ was 
exac,tm~ ~w~ ~ was neeaea~.an~ w~t ~ ;~~ptea ~, the~.creati.0n of 

entire resources of the country when-~t~e ~ ~brge~y~"~ame, - ......... .... 

-. --~l~e 0oumc-~l-~- the A~v~sory d~i ssion mere. 
actually organized .~in December~-~i916,".~ T~ e Umi~e~ S~ateS~.W~/s_.~,. 
sti~1 neutral~m~:-;..it~was c0ns~ered~::-~oiitib - ~0 showaz~ signs , 

da e:.In the.~distant~ .f~u.re,:..~-we.heid ~evers~.~meeti~.b~ in/DeCember 
and ~smuarF ~n&~-scusse~:.thebrl.es~,- of ~bW~e mig~ ~ ~re~ie-~f 
we ~ ;~o~ :;~ ~: ~ o  not~:~imk~: ~-~-go~' v e ~  :~fa~. i - i : - :~  -we .~ r0ke  i,~.~ -~ 



very r a p i d l y  and we. bsaam; te - tack le  acomcre te  jobl; " " , 

. ~;~.- ....... ~-~:~. Oneof the first efforts of the Advisory:Commission, 
which was composed of p~minent men from civ.ilia~ life, :~S~to 
get in t~ch with- the factors in the country that they represented. 
This work was largely carried out by the formation of c_~i-ttees. 

- Ha~V q~muittees were formed. ~Er. Gompers, vho was 
in charge of the Labor Section of the Adviso ry Oo~nission, fomed 
co~nittees on hours of wc~l~ on working conditions, safety, sani- 
tation, etco Nr. Ooffin, who was in charge of the ~nitionsand 
~.~anufactui~ng, formed committees under his section. ~r: Baruah, 

~ho had undertaken-to look after raw materials, formed numerous 
committees on raw. m~terials, running from alcohol-to ~ nc° ~.r. 
Rosenwald, who w~s in charge of the supply sect[ on of the Advise ry 
Commission~ formed 2(xmn~- ...... 

~+~- c~ .... ~- ..... u~ cu~on goods, knit goods, v~Olen 
, .. ~ OOCl . 

g°°ds~,~a~, e~eUJ ~r, ~oll~s Godfrey formed con~ittees on engi- 
neering and educational wor1~ coowerating with the colleges a~L 
engineerLng schools throughout the United States. Dr. Franklin 
Eartin formed a general medical board on ~hich were represented 
the various sectioh s of the medical warld, with sub-cc~nittees on 
the ma~facture of medical applianoes and apparatus of differen~ 
types. ~ l~r. Dauisl ~7illa.rd, ~ho became.Chairman of the Advisery 
Oommission, formed a cc~nittee on Railroad transportation. The 
leading men of several of the railroads were located here in 
~'7aahington, as a committee to coordinate the work of the railroads, 
~r. lVillard also formed committees on electric railroad transpmztation, 
on telephonesan& telegraphs and on inland waterways. I have not 
beg~n to ezramerate all of the mar~ comnittees that were farmed, but 
have listed enough to give you a picture of how we started out to 
get in t~uch ~ith industry ami with other activities of the country. 

Our theory, which was, I think, right whe~ we st@rted, 
wa~ this so far ~s mobilizing industry was comoerned: to get all 
i= an industry together in a room and say, "Gentlemen, we cannot 
deal with each and evezy one of you. We need to have. the advice 
of your iBrticular, industry to go on. We must know what your 
.im~l~ry thinks its difficulties a~__ problems are. We%ould life 
to ~e you appoint a committee of, say, three represent&ti~es 
Who will consult with us ~z~ give us the best advice available.." 
It ~s, howo~er~ the eleventh hour and there wasn, t time to get 
~&~s~:together on any such basis. The me.xt best thing was to 
ascertain the leaAing m~ in an industry aml to ask these-men: to 
serve on a.c~itteeo This v~s not as good as itmight have bee~ 
had the industries themselves taken the initiative, but it was the 
best that c~Id be done in a hurry. 

,Actionwas also required ~ere- in Washington as well 
as[getting in touc]i with the civilian popuiation. F~ insta~e,- 
the Army_ and Navy, in purchasing, th eir sup~li es, were no t c ooper~t- 
ing mar we,re.t~e., separate -bureauS.-wi th in t~e Army Or Navy cooper~t- .,. 
iz~-:-Vle~h~d been geing:on~-the . theory e r a  very small A.r~ ~ a . 
fixed;.-Eavy-f~or.)severa~ yea-rs~: .When these t~o departments were -~ 
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emlarged, they ~mmsdiately started in . to  :compote ~th, ~oa~h . . . .  
other in th@market, .oath ~ing ~o boat the other t o  it... 

..... .T~e;.o.o~c.$1. o£~ i~a-t ional Defense ~-nd~h~ Advis~:ry ~ommission- 
-~set: .;up ..an or gani zati o n , ;  .e.::General-~-ni t ionS- Bca, r~, ~:-whia~-:~- :~' 

" . : _ ~ P r ~ o v i d e d : ; m a c h i n ~  for coo rgdnation:~et~een t h e  ~ A n n y ~ - " i , ~ a v E  
" . . . .  --:..and ~b e t w e e - n . - t h e  b u r e a ~ s ; . i n . . e a q . h , . t .  . . . .  .-, ~- -: - ' 

-~-- - -I area .li.ttle..~head of~mys~ory.;. The General 
. ~anitio~s Board WAS,; .to a certain - extent, am outgrowth -of- . 

.. • ~.t~e. Mun~$ ionsstandards- Board,- "~" Befo re attsmp ting to co6 rdim t e 
" .the' Supply bureaus of the.ArmF a~ Navy, the Eanitions Stan~rds 

Board was formed-~ th the ~bjec.t:of ga~he~-ng toget her~nd ar- 
:r.a~ing for .the stand_ .azdiza ~ on of specif.ications, ~rawings.-and 
designs sO that~ they could '~e.!farnishsd m~Zactui~erS - .fc~ • quantity 
/productiomo ~ Them~ole~situation was so chaot-ic a~! the t~-m~ so 
.shozt .that 2el~ti~ely little could ~e s~somplished .by thisboa rd. 
.It was, howeve~ in exis~ence-.a-md consisted of in&/st~;a~! 
• :leaders in ~arious in~astri.es .at .the time.two enteredtheLv~r, 

i~he Gen.'eral kaxnitioms Board-coms~ ted of the 
representatives of dif.ferent sect[ one of -th-e. AdVisory Cor~ission; 
that.iS, raw. mate~ial.s~ suppl~es, .~. ~f~ctur.~s, -etc-i:" and, in 
addit ion, a rep~es.e~at-ve fmm .~Tnh.: pf.-the supp!-y-bm.res~s of the 
~lar and Navy departm.en%.s . . 8ub,.c .~mmittee s w~re-f~med, Orders 
were c leared~ t . ~  ~ h ~ c ~ e a r a u . ~ e .  Oommit_tee; priorities w e r e  estab- 

~ lished v h e m ~ c o n f ! i c ~  ~" existed~ a]~l s~me:thought was givent0 the 
;. -~ q~-est!on.of pri~es .and_6~'hsr probl@ns .arising in c6~nection ~d .th 

. o ~ t a  i m i n g  smpp!ies. : - . . . .  - _ • 

A ! i t t  l e  1 a t  e r  ~ o n  t h i s  G e n e r a l -  ~ m i t ~ o n s -  B c a r d  
proved ~0 be a somewhat in~equa'te organization. I -think i't v~s 
about July, 1917. some three months after we entered the war, 
that the 8emeral ~_.~anit~ons Board ~.s.- .changed ~n~o the W~.r Ind~s- 

. t.n'es;Boardo One di~fer.ence bet~ueen ~hei~vo ~w~s that,- whiie the 
G ~ n e r a l .  ~_~aniti0ns B~ rd inc lud@d r@ resen~at~es ~ : indnst~ , .  the 
Ci.v~i~s aswell ~s~--~'ereresen~atives-fxom the • " ', 

• ? ° - . . • ° .  ~ - . . • . 

on me .~r Industrzes Board were d.=rec.t/represen-tatzves ~the 
.~vermment. )The V,~r; I~dus~r!es B~;rd.inoluded,.£.ive civilians .am~ 
one mare relmese~iug the Arn~ ~ .one ~the .Navy~.-for:~he; v~r~o~s 
b~ream~ of those .two depa~-tments so coordin~ted.thei~-vario~~; 
activltiesithat .~each-cGaid be repr_ese-n~.e~ by .On~ ~m@nt.T~%~ . i s "  - 

: . . . . . . .  . .Z wou-.t_d l i k e . . : o ,  p o i n t  d u ~ . . - t h A t  t h e !  n r e p s ~ a t . i o n s  ;~: 
for muniti o'~s, a~zl ~Ul~pli es f c~ the. or~msmc e,: Quartermaster,,. etc, 
were only a part of the problsm;6fmobil~zingthe Coumtry for 
w~r. We had !abor, f~nce,, education, ~e~@ine erlng, medic iue, 
and various~o.ther problems-, t e deal Wi~h: .-We ~Is o had ~the- problem 

v l a s ~ i n . g t o n  ~ w i i ~ h . i e t ~ e ~ - . a n d "  ~t e l e  g r . : a~ ,  f r o = .  ai.l.':, o v ~  ~ . t he~ . :Un i ted  .': 



for the mos~ part free service ald in any capacity in vh ich the 
@overmentl..wished, It Was: a-very :insplring~ ~ e . ,  . Now, .~hat to 
do ~th fill :these offers of-.help,. V~h~t we actuallydid-was to 
.answer ..all of then With co nsiderable ~care, thanking the wr,iters 
and s-tat lug"that if an opportunity-arose, -we would ~ b e. veryi-.glad 
to get in touch with them. This had a very stimulating .effect on 
th e attitude of the.public toward the Govem~.mt.- 

.... ~ " Out of ~ e handling, of these ~arious Offers for help 
aroseci~rly"the.n~ess ity of decentralizing, Ameeting of the 

' ~ ~g6vernors ~of the, states was. called and theF were each.urged to 
'fO~.Stat@ i~oumcils of Defe~/se, :State-Councils of-Defense.or 
" Commi-tte-es~ Safety were formed and after that anyone desiring 
to help ~o could not b e used in V/ashing~ ~a ~s referred to his 
orher own State Council. These Coumoils were, in turn, frequently 
orga-n~ed intb sub-councils - doom to sm~ll-towns or. villages, 
and. in"~at Way ..the person v4ho could not lea.ve home,, or was not 
fitted for any i~articular duty av~y from home, found an outlet 
for enthusiasm and willingness to help.. The women of the country 
were very anxious to be of real a~d so the Women, s Ocmnittee of the 
Councilof l~ational Defense was formed~by s~ne of the leading 
wom~u of thecountry, anl they, in turn, organized state committees 
and c~wan!ty committees, thus helping the enthusiasm and mc~sl 

The question regard~.~ the conservation of food 
arose very early. Large supplies were constantly needed in 
Europe and it was .felt that when our Ar~ wee .raised it ~ould be 
difficul t to obtain w~-t would be required; profiteering .~ould go 
on~ prices ~o'~ld go Up,. etc, -The Council of-National Defense asked 
Nr, Hoover- t o return ~ fr ~ ~ ~ ^ --~ - ............. ~-'~_P~ . ~  ~ U . ~ u - I . ~  ~'~l~n I~. As ,an out- 
growth o-f that conference, the FOOd Administration was fo~ned. It 

vo raked very. sati~factori/ly e~en before adeq~ ate legislation was 
p r o v i ~ . e d ,  .~  . . . .  . . .  - 

. ..- ?~ '  : -  , f "  - . .  

" The Shipping situation was very involved at that 
p e~i od. we had a Shipping Board but it .WaS not on part~cular~v 
cooperative reruns with the shippingmen~of the-country. The: 
Council of Nat ional Defense formed ~ committee on shipping and 
had some s~cess in bringing together the leaders in %hefield 
of shipping and t~ C-overmm~t represez~ti~-es with regard te 
op ~r~.t ing Stud buiIding ~ ips, 

.... ne. coal situation b~can e serious. The need for 
production sad ,the q~estiom of-profiteering srose, A c_~mitt-ee 
on-coal pro,.~ct:ion vms formed, made up of representatives of 

labor,~,of .employers and of the general public. That c~a~ittee 
l:ater~was~-superseded by ~the Fael Administration. ...... 

. :- . 

.. ~ h e r e  w e r e  o t h e r  i m p o r , _ t a n t - : c ~ i t t e e s . . s U c h  a s  t h e  

Aizcraf t i Pr0duction Board,. the~ Dc~merc-ial Economy~Bcard, e~c'... 
BY means of, an. Interdelm~r~mental Advi-~sory. O~it~e~ made up .~, 
ofrepresent~tives of .all,he Gowerrmen~ bureaus., duplicati,on/. 

. ' ~ i ~  ~ • ~,.,'-:,' . ' ,  . . . . .  • 

-5- 



;was adopted ::~s:-our.!~esearch org~nizat .~On a~d~ h hey -cOo~". r ~ !  
: ~-kJ~:.~'-~ s-~,through :the war .  -on .-pr obi ~ s  -o f .. r e s e a r c h ,  . T h e  ~Ta~al 

Oh~mb m- of O:c6~erce' :.of :the United States wanted to I~ ep in 
touch so that it could ~vise i~s own m.~nbers,: as well as 
-the Gove~nmaat:, ~md a represnetati~e of the. Chamber Was.msae 
an assCs~ant to.~.~he Di.r~tor of the 0 ~ I  Of Nati0mal Die~mse 
• a ~ d  s p e n t - a  g r e a t  ;~sal-- .of h i s . t ~ m e  i n  t h e  D i r e c t o r ,  s e~f.icei~.- 
, in.;~h:a~-,way tying-~n! the-! Oh~mbers o f ~me-rc e with the GOvern- 
-meat. - ~ -"; " " . . . . . .  . . . .. -. ;. .:. _ 

• ~ . ~ - " .  " . . .  " L .  - . ~ - . . _ ' : ~  - .  

" " U s e f u l   ureau . o f  :st atist cs was-i_ rmea and, 
f0.-~ . a - ~  riod of:time,:-was .in effec~ the-Statis~.~cal DiV.ilsion 
of the ~V~r-Dep~rtment. Our-man, i n - c h a r g e  of that bures~,: 

.ha~-an or~er.fr~-the Ohief of Stuffwhich pe~nitt.ed..him .to-.- 
:get 'infonmation ±~om t ~ e  various departments o f - t h e ~ r  Depart- 
merit -~nd we Compiied-.fig~res stud charts which shc~ed. the progress~ 
in p~.d~?.c.tion of war .mater~Is, etc, L~"~, a~ w~s quit.e.proper, 
the chief Statistician a m d . a  ~.rge part of his office, force w~s 
tak~a over by the Army and he-b.~came the.Chief Statistician of 
t h e  War D e l ~ r t ~ n t .  ' -. - .. - "  -~. -. 

-I.::t~aV.e ju st.-touched on - t h e  various fac to rs Which. 
--,_ . .entered imt.o-this: probl~--of getting started, It was .sc~e4- 

t h i n g : l i k e  a picture!~puzzl.e, Everyone hadan idea of.some- 
thing that ouch,t to be done and: dome ~edi~tely..~0ver the 
~eriod~ of:the, f~rst few mon~..~, those pieces were ~de to 
~fit into the pioture,~.an& in. a s h o r t  t~mewe-had a s e m b l a n c e  
of an organization which created the relations that made " 
possible the mobili~-tion of .the resources ~ Of the country. 

-. - . . : : - .  Amo:~her thingthat y o u - p e r h a ~ s - k n e w  i . s . t h a t  ~ nearli 
every one in,,the UnitBd:States..wh0 had-a pet hobby.~s : d o ~  " 
h~e.: in.washington trying to ride-that hobby as a ms~u~ for ..... 
wimm.ing:,the war. That wasqUite-~..problsm with • u s , .  f o r .  .= 
Wile ma~- o;f;them:.were-us-ef~l, others were :disturbimg. factors. 

In the fall ~. f~rth~ step was taken by the War 
Industries :Bosrd..and we get.back to_ whs~:~we: .originally woul~ 
h~ve d~e haa .we.had time.: ~We dissolved '.sl.l ~he c.c~mittees~.-: 
of inaustryo.. There had ...been;some c.riticism :in.. Gengress about 
t h e n  ,.and. t _ - t ~  t h a t .  c r i t i o i sm. .was - . f a_ i~4-  ~ .. I-. d o n o t  think. . : -- :  ~.-. 
for one moment tha~. :the:. rel~-t.ion.~s used• unfA.iriyi,~ bu~.:fan~.i.- 

• mentally it ~s not the best; nobod~ omld .tell when s~eone 

• mi~!t:.possib~y:::-.ha~.~, a~a~se~.-i t , ,  i a n d / . . t h ~  vOu!d :~avS ,  t h r o w ~  
c l . . o ~ o f : - ~ t s t r ~ t , / O n - ~ e ~ T ~ o l e - - s i ~ a t i o ~ ~ : :  .v~e wen~-..to)the',:-:;~ ~::, !-... 

o f  t .h:.e~,o~n := . ; .~s t~ ies~.:;~ : . ~e re  by ' " : r e ~ r e s e ~ t - i o n - o : f  ;:th e - . :~ - ;  i- ,~i! ~ -. 
- dnstrles and .not ..the. dual. =e~:t-~.~sh~p:Of(~e~esen~:'~g Bo~;-~~::;i !;:. 
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~ ~..~. an-~us, t~r~ an~. ~he go~ernment was ~ obt-aiued. - That is wha~ I 
~ ~consider.~ th-.~e~in~l, proper~.o.~Fmn~Zat ion of industryl in rel~tion 
-to the~Go~ver~ment in-time o~ ";-ro~bleo I coul~ go on indefinite- 
-ly with this story Of mobilization but it seams to me that the 
pa._~t I have c o~ered, namely, the ea'.-oly part of the preparation, 

-011e 
is one which vould be most interesting today. 

I would like to point out the lessons , as they 
: app ear t o m e, o f~ what i saw d~:. ing that p eric d~ First, I 
vould like to refer again to the situation between the Arn~ and 
N~y and the I s~k 0 f cooperation bet~ee~ ~ the burea~ v~ thin the 
Arm~ ~ Navy. That , of coheres, v~s quite a serious matter and 
should it exist ~iU in time of trouble • ~ould be equally as 
seriGu~. Second ~ and this :particular thing i s~ I believe, the 
most iE@ortsmt -the lack of information amd knowledge on the 

part of the Army as to what it needed° In looking back, it is 
inconceivable that the Army knew as little as to its needs as it 
diE. • • 

WS broke off re,ticks with Germ~y~ early in Febn~ary. 
• On the 14th we requested the War Dopartment for info~nmation con- 
cernin@ requirements. We asked for an estimate for equipping au~ 

"maintaining -~n ar~ .of a million men in the .~ield. for a Imriod of 
ninety days; what wo~ul~ be needed in the way of clothing, sho~s; 

machin~e guns~ rifl~, ~_~nition ' etc. On Feb~ar~ 28th, two 
weeks later. ~eyet had no infornr~tion. FiniaL!y, nothing for~h- 
coming early in Earch, We got hold of a retired Army c~ ficer. We 
knew nothing about the requirements~ but certainly we could not 
attempt to discuss matters intelligently with i n~ust~ unless 
we knew w~t the Arn~ wanted, so we sat in the o ff~e and made 
up an estimate of what we thought the Army ought to need - what 
i~ would take to equip and maintain an army in the fieSd. That 
estimate was submitted to the War Department for correction, 

and Came back about Narch 23rd with but a few mino'r corrections - 
0K~d by the Ohief of SSaff. I tell t~hat story not to be critical 
as to what happened, but to impress upon you gentlemen the fact 
that it is perfectly hopeless to talk about preparinguntil you 
know what it is you want and what you are trying to get. 

Now, when we come to the story o~_ drawings a~ 
specifications , tha~ situation was hopeless. There were no 
adequate ~Lrawings and specifications far even the Springfield 
rifle, becs~se the Government arsenals had been m~ing them for 
so long that they did not need drawings aml there were, theref~e~ 
none to be reread o~er to outside m~faoturers. 

~ ...... ~h-ere are some other points that are helpfUl. One 
- . . - . . 

is that we m~ds some mistakes on the interr&lations ~of our committees. 
The Go~it~ee on Dos! product ion, ~ for instance, wa~i ~n indepez.~lent 
committee ~n~ finall~ becs~ne ~n independent organi~zAtien. There 
were long periods~ where the ~i!~ad Administration, the war Indu~- 
tries Soar~ and the 0ezmitteeon Coal Prod~ctioh, which later 
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becaae the Fuel Adm~zais~tio~. could not agree On az~f~hing. 
The organization needs to be more closely c oordin~ted un~er 
on~-c~n,trol ~han ~ ha~ i ~ - - .......... 
thi~:~ ~ t0i b.e remembered, in~th e.:~fatu~.:~s.o~that s ~mehow-~a~li~!~these 

" ~ a g e  ~ e s . h a v i n g  to . ~ 0  W i t h  ~ the  - ~ro~c~ion~ZA~. ~ra~. por~a.tion o f 
materiel c a n  bebrou~t together.. . .. - :. , .-. ~:-: . . . .  ~ ~ • 

Amo th er .thing is the question • .o f polio ies .on v~ri o~s 
matters. Some of these can be settled in advance; for instance, 
~hat.Are~we going to do about prices? I hope-t~t when you are 
th~ng~ ..on this you will zealize that some of tha theozies sb out 

.-pr!ces./am~ how people ought to do something ~or .not~h~mg, etc. ~II 
not work.- After all~ -if ~ou are in ~. war wh~t, you. .~amt:~.:is.~.~d win 

~s~d.not ~try .out-.~ s~.e.theories° ~en we went into .the .~r, one of 
.the ~ir. st .things that happened w~s: the sale of.a i.~:rge .amount of 

-:.copper..~. ... .for-abo~t i~ cents p.er l~m~. to-.t!~..Go~ernn~. ,..~hen. the 
market price approximated double that° If such .a precedere hs~. 
.been-annour~ed to the press-by the .president as a great-patriotic 
act and all pro~ncers urged to ~. likewise, w~t do you , .  ~suppose 
vould hs~e been the result? If theentire countr~.bamn 
notified that business men-were expected .to furmi~y~a~r.~Ce 
to .th e Gevernn mt dn~ing ~th e war, they. w~uld hav.e be~ fc~ced to 
s~at~ . down their factories. When we went.into the ~r, welwan~ed 
production. It was not a question of patr!6tisn but. ~ question 
of making the mac.hinery w~ k, That means no_~ excessive .or ,profiteer- 
ing prices, but those t~iat will produce what the country must IBv.e. 
S~me-n~n .is going to make more money than @nether, b.scaz~e .i~ '. 
he. can ~ prod~c@ more che~p!y . EXCess pro~itg, can be eliminated 
by taxation- .r~th~- than r~d~cingpr~ces -~n~ cutting Off ~-roduction. 
There were many theories - one t h a t - e v e r y t h i n g  should bebough~ on 
the basis ofcost,plus ten percent, These- th~ ties, ~fortuz~tely, 
were not a d o p t e ~ .  / .  " '  

Tho prico ~a ost ion i S n~ "go vory c~nplicatod, but 
-if f2~ore is no~ .s~ne study made-of it _~-~ sGne ~l~n worl~d out 
in-advance, We wJ_ll fihd some of these--fali~cies up ~ n  in case 
o~ .an~ emergency, and if they Were--ad~ted, th-~ mig~r~ do seri~z@ 

h ~ m e  • i ~ . . . . . .  

Th~ ~here is the need that seme usa in in~try~ 
/come into t h e  Go~er~ service in t i m e  o f  w~r. I think you .... 
should f~g~ r.e on having to take into the Uar Department some ex- 
periencod.lndastr~l men ~u-.time of ~ r .  - y o u  cazm0 t .~.axp~t to 
-handle -~y, yourselves -. sl ! th see ~in~ Strial problems iU-~-m~jOr / 
emergemcy. You- should have'~scme plan in m~u~ aS tO ~here y~:i 
are going.to get Naemen:-youwil! re~i~e.-~.. . ::-.. -ii~i .. -~ ~ y-~ .~- 

- - . - • . - " " - • - . . ' - -  " ' :  " " - ! " -  " - . ; . - ) - , ' ; ~ : ;  " . - " - '  . - .  . . . . . . .  ~ .  • . -  ~ ' : , ; "  L . ~ . ' ~  

. . . -  _ 

~ sn6~her Ph~$:is fhe ~' dsVelelame~ Of ~ n~ i~: 
apparatus and design, and ~mprov~nen~s. I think maz~ people 
inch stz'y have t h e " s a m e :  e x p e r i e n c e  w i t h  ~ regardltb that. I f  ~he 
engineers reany have! their full ~~y, it.!'is p0 ~ss ibis" that nothing 
woula" ever ~be pr od~ ed . for 'they ~.~ a l w a y s  thi~ of ~Som-ethi~-/~: 



• i At is you ~m~, in c~,se o~r, anl ~ then go ahead and order that, 
Then ~plaoe the e~gineers ~ a ba~ilding where they can continue 
to work out s~nething better but not interfere with iths product iota 
of what we ~2st have and s~e ready to prodmce. 

~uother thing is the plans for procurement of 
sApplies~ plan as best you can and do not try to procure every- 
thing from one pl~eo You will dam up the whole trs~sportation 

system and get the ~ck of the bottle so small that it is per- 
fectl~ u~eless - to say nothing of serious housing~smd labor 
probl sns ° 

It seems tome that there are some simple things 
that can be done in advance Of an emergency. If you keep in 
mind at the offset that they are s~mple and relatively few but 
of great importamce, I believe you can meet ths~. If, on the 
oth~r hand, you try to mobilize in advance all of the things 
I have been talking about, you will ~ail. 

Some suggestions have been made that the Council 
of National Defense a~ the Advise ry Oommission be revived, I 
ha~s given serious thought to the suggestion ~, in my jud~n~, 
it vou!d not be effective during time of peace. It spreads over 
too ~Ach g~un~ to be ~eful and would more likely be engaged in 
figuring on the cost of living, or same other ge~ral study rather 
than a~thing s~ecifie au~ down to brass tacks. I believe the 
Act should ren~in on the Statute Books and am convinced that, in 
another emergency, t~o organi2tion should be revived promptly. 
That is the best moans for pro~iding the necessary contact of the 
civilian world with the Governme~. 

I have been thinking that what you ought to have 
is a snail Advisory Committee of leaders of industry, to advise 
with the Secretary of War and the Secretary of the ~vy. That 
c~1~,~ittoe should consist of, say, fi~e or seven men B~o have had 
some experience perhaps in the war, and to whom you can present 
your plans which you have underway and get their advice a~ 
assistance° You need these men not only because of thdr advice 
to you, but such an organization will create a relationship 
between the work you are doing and the industries o$ the country - 
it will gain their ccmfidence ~ aid you in keeping in taAch. 

~he most important thing is to plan definitely what 
it is you want. This plsm is goimg to charge constantly, but it 
must be kept up to date, together with the drawings ani spec ifi- 
catioss necessary, andp~rhaps same of the jigs, tools and dies 
that are required@ You should have s~ne sort of comtact ~ith 
maz~fact~rers s2~ industry so that you will have a general idea of 
where to order the material required; fol~ns of contract need to 
be ~established in advance az~ price policies established under 
vh icl~ you are going to operate ~hm~y6u get into war. 
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It is t.rae that you-_..cam~-t r~a~. a~ such plum ~erfeet, 
• . ~, but if ~ O f it ~_~eem:.dome:~em!we:,:~went-~i:im_t~ ~e ~7orld .~r 

:. :, :: ; , .... 

I had the privilege of being over in France on the 
Inte r-Allied ~nit fen s Board dm r/ng. the war ~a~i I can s~-y, wi ~h 

"-~bns~d e.r.iBls.,_u~i&e, that ;w~!gh @iI .the stumb.!~g o-z ~heLUmite~ 
..tates,:~.:therel isnot a ~hi~g-which she needs to b~;~ashsmea of. 
• during the,:World:.War.. ~ St~-rtiug as we l.had to, we-accamgli~B~ 

~,::r~narkable :;vO~.mk., i~ job the country can well be p~d -Of.-,. :- 
But at that, you cannot really be satisfied with any job that is 
not done the best it possibly c~n b e~. and in t~e event of another 
~r. {~e must~ ~start i~i".bettsr p.rei~,re~... ..... 
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