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Gentlemens

I bardly krow how to begin a talk on the subject of
the jmmediate pre-war conditions, the preraration of the United
States for war and the final waging of war, because there are
so many things that could be said and so many points of view
fror. which the matter could be apprrached. However, I am going
to talk very informally today with the hope that it may prove
of intersst and have some possible value as bee?ring on the

solution of the problems of the fuiure. 1
4

In 1916, Europe having been at war for nearly two
years, a mumber of business men in the United States under the
leadership of Howard Coffin felt tkat something should be done
to prepare our industries against the possible time when '
Amsrica might be drewn into tne corflict, These men who had
been watching tne situation in Eurcpe, realized that this war
was different from previous wars in that it was a war not only
of fighting men but of fighting industries. fThey realized
that in Ergland and France it hed been neces sary to convert
various industrial plants from peace-time. industries ‘into

manufac tu rars of var supplies,

The Cmnmltten on Jadistrial Preparadness of the
Naval Consul ting Board, of which iMr. Goffin was Chglman,
undertookx to outline a plan for imdustrial prepdwednss
“This Committee secured the cooperation of the persouru. o;
the five large engmeermg societies,; that is the Mechanical,
Civil, Electmcal, Mining and Chemical, and with their aid
undertook an inventory of tae indnstrial resources of this
country - especially the msmifacturing plants of the United
States; where the facto ries were located amd what they could
produce in time of war, if nseced. Approx:mately twenty-
sever. thousand plants were inventoried. Mhrs: inverinz es
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were ultimately semt to Washington. An attempt was made to
group the plants as to type of production availsble for ths

Army and the Navy in case of war, An Ordnence officer of the
Army was detailed to go over these inventories am to classify
them according to type of machinery and equipment in the plants,
a5 to what kind of materiel they could produce if needed, This
preparedness undertaking aroused a great deal of general interest

on the part of industry,

. That interest undoubtedly aided the passage of
legislation by Congress in the.summer of 1916, ¢ This legislation
- Was very important from the-standpoint of preparedness. It
provided, among other things, first, that in times of ene rgency
the President, acting through the Secretary of Warg, could, if
necessary, coamandeer plants in cases where the plant pefused
to make material ordered by the Govermment or to deliver same at
2 fair price. That, in itself, was a considersble delegation of
authority and power to the Secretary, 'Secondly, the Act provided
that the Ordmance Department should brepare certain jigs, tools -
and dies, and place trial orders for certain mnitions with
mamuifacturing plants. fThird, it provided for the creation of a
very interesting piece of machinery, am, as it turned out, an
extremely valuable ani almost ind ispensable piece of machinery -
-mamely, the Council of Hational Defense and anm Advisory Commission,

: e The Council of Nationsl Defense was cduposed of six
cabinet officers; the Secretary of VWar who was the chairman,
and the Secretaries-of the Navy, Agricul ture, Interior, Commerce
and 1abor. ~ In addition to the Council, this Act pmvided for an
Advisory Commission to be made up of ‘seven civilians. The seven
civilians were to represent different factors in the life of ths
country; that is, mamifacturing, finance, labor, medicine, etc,

s The law defined a considerable mumber of specific
duties for this organization but its main function was contained
in the words of the section to the effect that it was to craate
relations which w uld render poss ible, in time of neced, the
- immediate concentration and utilization of the resources of the

Nation, OFff hard, that Scunded like high-flown language, but

as 1 goon with the history 1 thidk you will see that that was
exactly what was needed and what was attenpted -~ the creation of
relations vhich made it possible to utilize ard mobilize ths
entire resources of the country when the amergercy came,

The Counc il and the pdvisory Commission were
actually organized in December, 1916. The United States was
stidl neutral aml it was consd ered impolitic to show ary signs
of preparations for actual war-fare, S0 We were only to.prepare
for any trouble or emergercy that might arise at some indefinite
date in the distent future. We held severd meetimzs in December

and ganuary and discussed theories -~ of how we misht prepare if
we had to. I do not think we got very fap, When we broke of £
relations with Gemary, sarly in Pebruary, the picture changed
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very rapidly and we began to tackle a comcrste job.
. Ome of the first efforts of the Advisory Commission,
which was composed of prominent men from civilian life, was to
get in touch with the factors in the country that th ey represented,
- This work was largely carried out by the formation of coumittees,

Meny comittees were formed. Mr, Compers, vho was
in charge of the ILabor Section of the Adviso ry Commission, fommed
comnittees on hours of wark, on working conditions, safety, sani-
tation, etc. Mr. Coffin, who was in charge of the Munitions and

Meamufacturi ng, formed committess under his section. Mr. Baruch,

who had undertaken to lock after raw materials, formed mmerous
comnittees on raw mgterials, running from alcohol to zne. wr,
Rosenwald, who was in charge of the supply section of tha Advis ry
Comnission, formed amittees on cotton goots, knit goods, woolen
-goodg;?as@c%%,- cea,gnéa’edc P %0114 Godfrey formed committees om engi-
nesring and educstional work, cooperating with the colleges axl
engineering schools throughout the United states. Dr. Franklin
Martin formed a general medical board oun which were represented
the various sections of the medical warld, with sub-committees on
the mamifacture of medical appliances and apparatus of different
typess Mre Danisl Willard, who becams Chaiman of the Advisory
Commission, formed a coamittee on Railroad transportation. The
leading men of several of the rilroads were located here in
Washington, as a committee to coordinate the work of the railroads,
Mr. Willard also formed comnittess on electric railroad transpar tation,
on tel ephones ard tgl egraphs and on inland waterways. I have mot
begun to emumerats al1 of the many cormittees that were formed, but
have listed enough to give you a picture of how we started out :o

get in touch with industry aml with other activities of the country.

v

Our theory, which was, I think, right when we stgried,
wase this so far as mobilizing industry was concerned: to get all
in an industry together in a room and say, “"Gentlenen, we camnot
deal with each and every one of youe. We need to0 have the advice
of vour particular. industry to g0 on. We must know what your
ipdugtry thinks its difficulties aml problens are. We would lilke
to have you appoint a committee of, say, three representitives
Who will consult with us am give us the best advice aveilable "
It was, howcver;“ the eleventh hour and ther_e wasntt time to get
Indnstzy together on any such basis., The rext best thing was to
ascertain the leading men in an industry enl to ask these men to
Serve on a.camittess This was not as geod as it might have been -
had the industries themselves taken the initiative, but it was the

best thet could be done in a hurry. ‘

Action was also required Here in Washington as well
as getting in touch with the civilian population. Ppar instame,
the Ammy end Wavy, in purchasing their supplies, were not cooperat=
ing nor were the separate bureaus within the Army or Navy cooperat-
ing. We bad been going on the theory of a very small Army and a .
fixed Nevy for several years. When these tw departmerts were
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entarged, they immediately started in to compctc with cach
other in the market, cach txying to boat the other to it.
The Council of Watiomal Defense ond the Advisiry Comm1ssmn
-set up an orgenization, the General Munitions B rd, which -
prov:.ded machiney for coordination between the Amxy anl Wavy
and between the bureaus in each, ;

I am g littl e ahead of my story. - The General
Munit iofs Board was, to 2 certal n extent, an outgrowth of
-the Munitions gtandards Board. - Before attenpting to coordlrate
the supply bureaus of the. Amy am Navy, the Munitions Standards
Board was formed vi th the object of gatheri ng together and ar-
ranging for the standardlzaia on of soec1flcat10ns, drawmgs and
designs so ‘chat they could be furnished mamfacturers - for quantity
.production, The whiole situation was so chaotic am the tim so
short that relatively little could be accomplished .by this beard,
It was, however, in existence-anl consisted of 1nmstma1
"lﬁders in various 1ndast;1es at the +1me we entered the ware

: The General ‘wumtlons Board consi ted of the
representatives of different sections of the pdvie ¢ Ty cormnlsSlon;
that is, raw materials, supplies, ,maﬁu*‘actures, etc., and, in
-addit ion, a representahve fom each of the supply 'bmreaws of the
War and Navy departments.. Sub-committees were formede Or rders
were ¢ learsd through a Cl ea.rance Committee; priorities were estab-
lished vhen-conflicts existed; aml ome: ‘thought was given to the
question of wrices and. other problems arising in co:mnsct ion Vi th

obtaining suppliess

: A 13ittle labter on uhls General Munltl ons- Buard
proved to be a somewhat madequate organization. I ‘think i% was
- about July, 1917, some three months after we entered the war,
that the gemneral Munitions Board was changed into the War Indus-
tries Board. One difference between the tvo was that, while the
General VMunitions Ba rd included rep resenbatives of industy , the
civilians as well as ths represevta ives from the Amy and Favy
on the War Industries Board wers du'ect representatives of the
Goverment, Ths war Industr ies Berd 1nc1uded. £ive civilians and
one man reprasen{;mg the Arnmy ad one the Navyy for the various
bureaus of those two departments so coordinated théir various
activities’ that ‘each could be represented by one man, That is
a very rough descflptlon of the Ry lndustry was moblllzed in 'Lhc:

beginning of the ware.

: , I would like to point out that the *Jre‘oafatlons
for munitions and supplies faor the Ordnance, Quartermaster, ectc.,
were only a part of the problem of mobilizing the country for
ware Ve had labor, finance, education, engingering, medicine,
and various other problems to deal with, We 2lso had the problem
of the general morale of the countrye Far. mstance, imrediately
upon breaking off relations with Germny, we Were flooded in
Washington with ietters and tele grams: from all over the United
States, thcmsan@s of ’rhen, offenng sefvzces to the govermment,
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for the most part free service mmd in any capacity in vh ich the
Govermnent wished. It was a very inspiring time. Wow, vwhat to
do with all these offers of help., Wwhat we actudl 1y did was to
answer all of them with o unsiderable care, thanking the writers
and stating that if an opportunity arose, we would be very glad
to get in touch with them. This had a very stimulating effect on
the attitude of the public toward the Govemrent.

Out of the handling of these various offers for help
arose clearly the necessity of decentralizing. A meeting of the
governors of the states was called and they were each urged to
form State Councils of Defense. State Councils of Defense or
Committees of safety were formed and after that anyone desiring
to help who could not be used in Washington was referred to his
or her omn State Council. These Councils were, in turn, frequently
organized into sub-councils - dowm to swall towns or villages,
and in that way the person who could not leave home, or was not
fitted for any particular duty eway from home, found an outleb
for enthusiasm and willingness %o help. The wamen of the country
were very anxious to be of real 2id so the VWomen's Committee of the
Counc il of Wational Defense was formed by same of the leading
women of the country, anl they, in turn, organized state committees
and cammunity ¢ cmittees, thus helping the enthusiasm and mord §

The question regarding the conservation of food
arpse very early. large supplies were constantly needed in
Burope and it was felt that when ouw Army was raised it would be
difficult to obtain what would be requiyred; profiteering wuld go
ons prices wuld go up, etc. The Council of National Defense asked
Mr. Hoover to return from Europe and conswlt with it., AS an out-
growth of that confererce, the Food sdministration wes fomed.s It
W rked very satisfactorily even before adeqr ate legislation was
provided. . ;

The Shipping situation was very inwilved at that
period, We had a Shipping Board but it was not on particularly
cooperative temms with the shipping men of the countrye. The
Council of National Defense formed @ committee on shipping and
had some success in bringing together the leaders in the field
of shipping and the (overmment represeratives with regard to
operat ing and building ships.

Tlie codl situation becane serious. The need for
production and the qiestion of profiteering arose. A camittee
on coal production was formed, made up of representatives of
labor, of employers and of the general public. That committee

later was superseded by the ruel Administration.

There were other important commitbtees such as the
Aircraft Production Board, the Commercial gpconomy Board, etCe .
By means of an Interdepartmental Advisory Committee, made up
of representatives of all the Goverment bureaus, duplication
of effort in the various departments on matters that related
directly to the war work was avoid eds 75
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: The National Research (ouncil, an organization of
distingaished scientists Who were amions to be of service,
was adopted as our research organization and they cooperated
vith us through the war on probleis of .:ressarch., . The Watal
Consulting Board became a department of inventions. The |
Chember of Qommerce of the United Stetes wanted to keep in
touch so that it could advise its own menbers, as well as
the govermment, and a represnetative of the Chanber was made
an assistant to the Director of the Gounmcil of Nationsl Defarse
aml spent a great deal of his time in the Directorts office ~
in that way tying in the Chambers of Commerce with the Govern—
ment, : : : ol Sd e ut

A very useful bureap .of statistics was formed and,
for a ppriod of time, was in effect the Statistical pivision
of the War Department. Our man, in charge of that burean,
~had an order from the Chief of Staff which pemitted him %o
get infomation from the various departments of the war Depart-
ment and we compiled figures and charts which showed the progress.
in production of war materials, etc. Latéy, as was quite proper,
the chief statistician and a large part of his office force was
taken over by the Amy and he became the Chief Statistician of
the War Department. e v . . £

I have just touched on thevarious factors which
entersd into this problem of getting started. It was scme~
thing 1ike a picture puzzle. Everyone had an idea of _Some-—
thing that ough% to be done amd done immediately. Qver the
period of the first few months, those pieces were made to
rit into the picture and in a short time we had a semblance
of an organization whith created the relations that made
possible the mobiliztion of the resources of the country.

; Another thing that you perhaps know is that nearly .
every one in the United States who had a pet hobby was down
hers in washington trying to ride that hobby as a means for
winning the war. That was quite a problemn with us, for
vhile many of them were useful, others were disturbing factors,

In the fall a further step was taken by the War
Industries Board and we got back to what we originally would
have done had we had time, -We dissolved all the camittees
of industry. There had been scme criticism in Congress about
them and I think that criticism was faivr, I do not think
for onme moment that the relation was used unfairly, but fundg—
, mentally it was not the best; nobodk could $ell when sajeons
might possibly have altised it, and that wuld have thrown a
cloud of distruct on the vhole situation. We went to the
industries themselves, thmwugh the ghamber of commerce of the
United States, and got them to appoing war service committees
of their own industries. Therehy represemtation of the in-
dustries and not the dual relationship of representing both
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--an: 1nd_ustrv and the governmeut was obtamed. That is what I
- :-comsider the final, proper organization of industry in reélation
to the goverment in time of +rouble, I could go on indefinite-
1y with this story of mobilization but it seems to me that the
parteI have covered, namely, the carly pvart of the preparation,
is ohe which muld be most interesting todayv.

X Would like to poiant out the lessons, as they
. appear to me, of what I saw during thst periode First, I
wuld 1ike to refer again to the situat ion between the Army and
Navy and the lack of cooperation between the bureaus vi thin the
Amy ard Navy. That, of coarss, vas guite a serious mabtter and
should it exist again in time of trouble wuld be equally as
seridus, Second - and this vparticulsr thing is, I believe, the
most important ~ the lack of information amd knowledge on the
part of the Amy as to what it needed. In looking back, it is
inconceivable tnat the Army knew as little as to its needs as it

did,

We broke off relatiors with cemany early in pebruary.
. On the 14th we requested the War Department for information con-
cerning requirements., We asked for an estimate for equipping and
maintaining an a‘rny of a million men in the field for a period of
ninety days; what would be needed -in the way of clothing, she s,
machine guns, rifleS, gmiunition, etc. On Febma‘r‘y 28th, two
weeks later, we yeb ha.d*no information, Finally, nothmg forth-
coming early in March, we got hold of a retired Army o ficer. We
knew nothing about the. requirements, but cevtainly we could not
attempt to discuss matters intelligently with irdustiy unless
we knew what the Army wanted, so we sat in the office and made
up an estimate of vhat we thought the Army oughkt 0 need = what
it would take to equip and maintain an army in the field. That
est imate was submitted to the War Departmen% for correction,
ard came back gbout March 23rd with but & few minor corrections -
0Kfd by the Chief of gtaff. I tell that stoxy not to be critical
as to what happened, but to impress upon you gentlemen the fact
that it is perfectly hopeless to talk about preparing until you
know what it is you want and what you are trying to gete

Now, when we ccme to the story of drawings aw
specifications, that situation was hopeless. There were no
adequate édrawings and specifications for even the Springf ield
rifle, because the Govermment arsensls had been making them for
so long that they did not need drawings aml there were, therefare,
none to be tirned over to outside mamfacturerse

There are same other points that are helpful, One

is that we made same mistakes on the ll'l’GbI’l"cl%thIlS 0f our committesas,
The Committee on Coal Production, for instance, was an irdependent

commitbtee and finally became an indepenient organization. There
were long periods, when the Railroad Adminis tratlion, the War Indus-

tries Board and the Committee on Goal Product ioh, Wh:.ch later
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becane the muel admini stration, could not agree on anything,
The organization needs to be more closely coordinated under
one control than we had i, - It was not serious but it is some-
thing to be remembered in the future so that sanehow all these
" agemi es having to do with the production and transportation of
materiel can be brought together. » .

Another thing is the question of policies on varioms
matterss Some of thess can be settled in advamce; for insbtance,
what are we going to do aboub prices? I hope that when you are
thinking on this you will realize thet some of the theories & out
prices and how people ought to do something for nothing, ete, will
not work. After all; if you are in a war what you want is to win
and not try out smme theories. When we went into the war, one of
the first things that happened was the sale of a kb rge amount of
copper for-about 16 cents per pound to the Govermient, when the
market price approximated double that, If such a proceds re had.
been ennounced to the press by the President as a great patriotic
act and all producers urged to do likewise, What do you. suppose
vwuld have been the result? If the entire country.} Daen
notifisd that business men were expected to i‘f;.rzaish/b a a:flf-fpriCe
to the Govermnent during the war, they would have beei farced to
simt down the ir factoriss. When we went into the war, we wanted
production. It was not a question of patriotism but a guestion
of making the machinery wok, That means not excessive or profiteer-
ing prices, but those that will produce what the country must have,
Some man is going to meke more money than gnother, becamse
he can produce more chesply. Excess profits can be eliminated
by taxation rather than reducing prices and cutting of f production.
There were many theories = one that everything should be bought on
the basis of cost-plus tén percent, These tho ries, fortunately,
Wwere not adopted. 2] T i
Thoprico gicstion is nd 'so vory camplicated, but
if thore is not same study made of it aml some plen worked out
in advance, we wWill £ind some of these fallacies up again in casc
of an emergency and if they were adopted, thy might do sericus

harme

: : - Then there is the need that sone mem in ingustry

“come into the Govermient service in time of war. I think you
should figure on having to take into the Var Department somo ex~
perienced-indz‘;sti'.:'al men in time of war, You cannot expegzt to
handle by yourselves all these industrial problems in a-major
anergemcy.s - You should have some plan in mind as to Where you
are going to get themen you will requires to )

Then another phase is the developmert of new
apparatus and design, and improvemerts. I think mary people in
indnstry have the same experience with regard to thate If the
enginecers really have their full Way, it is possible that nothing
would ever be produced for they can always think of something
better, The suggestion I would make is that you find out what
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it is you went, in case of war, am then go ahead and order that,
Then place the engineers in a building where they can contimis

‘%o work out samething better but not interfers with the product ion
of what we must have and are ready to produce,

#nother thing is the plans for procurement of
Sipplies; plan as best you can and do not try to procure every-
thing from one place. You will dam up the whole transportation
system and get the mek of the bottle so small that it is peIr-
fectly useless - to say no thing of serious housingsand labor
problems,

: It seems tome that there are some simple things
that can be done in advance of an emergency. If you kesp in
mind at the offset that they are simple and relatively few but
of great importamce, I believe you can meet then, If, on the
other hand, you try to mobilize in advernce all of the things
I have been talking about, you will fii,

Some suggestions have been made that the Counc il
of National Defense and the Adviso ry Comission be revived. I
have given serious thought to the suggestion aw , in my judgmert,
it wuld not be effoctive during time of peace., It spreads over
too much gmwund to be useful and would more likely be engaged in
figuring on the cost of living, or seme other gem ral study rathsr
than anything specific and down to brass tacks, I beltieve the
Act should remain on the Statute Books and am convinced that, in
another cmorgoncy, tho organizetion should be revived promptly.
That is the bost maans for providing th e necessary contact of the

civilian world with the Governmems .

I have been thinking that what you ought to have
is a small Advisory Committee of leaders of inaustry, to adviso
with the Secretary of War and the Secretary of the Wavy. That
camittee should consist of, say, five or seven men who have had
some exp erience perhaps in the war, and to whom you can present
your plans vhich you have underway and get their advice am
ass istance, You need these men not only becsuse of thdr advice
to you, but 'such an orgenization will create a relationship
between the work you are doing and the industries of the country =
it will gaein their cmfidence amd aid you in keeping in tmche

The most important thing is to plan definitely vhat
it is you want. This plam is geoing to charmge constantly, but it
must be kept up to date, together with the drawings amnl spec if i~
cat iofis necessary, and perhaps same of the jigs, tools and dies
that are required., You should have some sort of combact with
memifacturers anl industry so that you will have a general idea of
where to order the materidl req ired; forms of contract need to
be established in advance aml price pclicies established under
¥ ich you are going to operate vaen you get into war.
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It is true that you.cammot make any such plan perfect,
. but if any of it had been done when we went into the World var
the story of the early months of preparedness ani the story of
the early days of the war would have been gquite different from
what it actually was. ’ : :

I had the privilege of being over in Frame on the
Inter-Allied Munitions Board during the war am I can say, with
* -consid erdble pride, that with all the stumbling of the United
Stat:,es,"thé re is nmot a thing which skes needs to b enashamed of
-during, the 'W?rld‘ml_" ‘Starting as we had to, We accomplished
& remarkable W ¥k - & job the country can well be proud of.
But at that, you cannot really be satisfied with any job that is
not done the best it possibly can be, anmd in the event of another

wer we must start in bettsr Prepared.
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