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D ~ O P I , ~ N T  ~. ,  T~IE.g~IER.AL, k~JNI.gIO}]B BOARD. 

G~ntlemen., I .am very glad to .be .here to take my part 
in the ser iou-s ~vork that.y0uare, npw doing. It is eight 
years since.; the. ti~e-., j.~he.n, the things-about, which I will tell 
you .transpired,': and ..so. I. hav~ quite the feelin.g~ tl%at I. am 
ta-lking about .work that someone else,di d and ahpu~: ~e.. ex-. 
per , ie .nces  o f - some  man o t h e r  t h a n . m y s e l f .  . . . .  ~-L,.. , ,  

- . • . . . .  . ,  • , 

• I~.is ~t~al, when I look at "this group, ~ that I should 
" oontra~t, the .number of men i,!ho are here studying the supply 
questions, and preparati.ons::necessar..y in .the. event..of a great 
.emergency, ~ith ..the meagre number of professional so.ldiers 
who were available in the. supply departments, at ~e outbreak 
of the ~orld. Uar.. There were on duty in Washington sixteen 

• men in the Ordnance Departmen.t, four in the: O:0ns.truction , 
Division of- the. Quartermaster Corps, and. so on. t,.h.raugh .the 
.. o t~he.r aepar~n.ts. The in.Zero st you men are ~aking ,,i~.~his 
work appeals strongly to me.., It means, that if., .the, .. College. 
is maintained, as I am confident it will be, enlarged and 

., developed as. natura!l~, it..will be, never again ,shall ~le face 
.a c r i s i s : ,  a s  s e r i o u s .  .,as ,t/ue....last. one,., so. poor ly ,  equipped..._ to 
m e e t  i t  a s  ~v~..were a t  . t h a t  .~ime. ...:-. 

I t  . - -i=po.Aible to oover in o=e 1ootu e,  o ,eve lon  
one might m~l~.e i t and however, tire~ th~ .@udi..~nce.mi~t.~.,be- 
com~, the problems or ~ven the g~ne.ral pr inciples, that, were 
involved in. the .work of ~he G~ner~l M~nitions Board e~d the 
~r Industries Board, so it is useless for n~ to a~te~upt to 
do i,t in that way. I-have thought, iT it were agreeable tc 
the officers of the school, that each time I ~pp~ar, the 
simple way ~;ould be to generalize insofar as that..9~pe.rienoe 
suggests to me general principl~s, and to spec.ify distinctly 
certain things and to carry, that policy on from cla's.s to 
class; then from the mimeographed copies e~ch class would 
be brought up to date, It is my understandingtha t you have 
had su~nitted to yo u a copy of the address delivered here 
in January, 19~-5, which outlined in a very genei.~1'-'way the 
conditions present in the supply dep~rtments upon the decla- 

~. ration of war in 1917. On this occasion I ~hall. allude 
particularly to the- rifle program and Csaatonments. 

.i study of our procurement.problems in 1861, 1898 and 
!817, discloses many phases of-similarity, Hm¢ever,. there 
hasbeen no genera ! study of the problems that our. country 
faced in those three crises, nor .any sufficient collating 
Of th~ soluti0ns/to.the problems| so that even.today, neither 
~o~ .no~ : I  i.hav, e ava~.~bte,  a f u l l  s t o r y  of .-the t r i a l s  of those 
times o r  o f  ou~ methods of overcoming them, Therefore, on 
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e a a h  s u c c e e d i . n g  .occasi .o~ .we .have: .had man...V: ::ofl ~the .sam~ e r r o r s .  

As I see it, through the agency of this College, we can 
bring together the his%~.ry of tl~ procurement problems of the 
former periods; v~ can.discover the answers; how sufficient 
or. insufficient .those answers were~ begin te dissect .the 

.. principles from the methods --"or, as I presume the General 
Staff.would want us to say, the-strategy, from the tactics--- 
.and discover how closely the ans~'ers of those periods ~might 
be applicable in the e~ent.~of another, great emergency.~ .We 
would find, of course, that some of the underlying economic 

" conditions would not have Changed~ -and, oh the other hand, 
that some Of the 8nSwers :applicabieat-~those periods.because 

• • of.economic conditions .then existing would not be applicable 
tO other periods. ~ That is. one of- the reasons why.l ,question 

-. the ~appolntm~n~, .i~ time of peace, of'a War Ind,~striesBoard, 
-There weald'be too,great a tendenc~ to try:.toapply ~o a 

• c~isis stillin the future.the, answere.tha.t were satisfactory 
• in the" past: as .well as the danger of~having " limited and de- 
~'fine~ &power," ~the Very. essence Of -the ~lue Of which iS that 

it- i~s . unl-~mited add u~def~ed~ ~ " -" • ...... 

'.' Th@ :activities of :-th~ Confederate Government during the 
Civil:War are worthy-of 0fir Study because .we wi.ll find in 
many respects that they have-a peculia.r'bearin@ on:a situa- 
tion of major war in which, as we know, the entire resources 
of a nation:-h~nan, moral and mater~al,: must be.n~de 
availablej The-South gave u's"that kind of an-example and 
much.bet.ter than-the North~ because ~the:North had co~ trol 
of~ the:.sea an~ acc@s's to the markets oZ the world throughout 

• b ~ o okade&'.with increas in~ ~ the .war, whereas' the South was -± 
~ :effectivenesso' The:SeraPh had tdre"_,.y almost entirely upon 

her owh resources ~ "a-nd the st o~. of' "~ne ~evelopme~ t of .thee e 
' resources is m ~v~Jry in'~eresting sad inStr~c~ive one~:l~r- 
-ticul~rly:the, development Of-their Ordnance Department~ ~ 
because ~n that field' ef manafac~ur'e :they were. much-behind 

t h e i r  . a d v e r s ~ ' r y . J  "; ' ~ ' " : :  ~ " " ' ~. " 
i :  ..." '~ 

' O U R  PROCUREI~NT PRO@R/aM CANNOT REST : U P O N  A THEORY OF ':~ 

MASS PRODUCTION FROM ~ HE.GII~NING."' : ~ " ~ '::~ ::'!' "~: 
. : , . : ; ~ . , .  • . : ~ .  ~ - ;  . : ' ~ :  , .  } * "  , : ' :~  ~.: . .  : ; . ~ - . 

' Now I am ge ~ti~ g within -the ;zone ~of: fi re,'- I l~now. -How- 
ever~ as I believe'what I say,. I will.": emphssize tha-t our ~ 
procurement program cannot rest upon a theory of mass 

. . . . .  ~e ~ 6an ~ represent our." fu1:l ;av~i fable m~-li f~ry ~ nBnpower~ ,:In ~: 
,:.begln~ ~g.4 @e:  mus~ f @ e d . . o u r  :!b~ tt I e  fin@ -::from-o~ re~serve~, 
l-lk@ ~- the' :~r~#laoemelut ~ f  ~-~the ::c embat~nt :'brai~che:sA ::~ ~e :~:p~'0 ~ 

'- curement : :pr og.ram :~must ~ be :~6h~m'~l-"~five:~n~mus~" aizn ',~:o ~egi-~ 

 o estly,  ut -as i 
:) ~ ~:: :: ~ -~... 



resembiance bet~veen industria~ preparation and direct -mi-litary 
action-. • I- think it will help. yOt~ men., particularly those who 
come f rom combatant branches, of_. . t-#e i r .<~,  .t._o b_ear.t:his i n  

.. mindo " I n  both cases .~e must .beg in. jmm~,di&tety wSth..Wh~tever 
resources ofme.n and .ma~terial are. availa#le. .T.hat, of course, 

which I-have s.tressed- before r e l a t e s  t o . t he  #roblem o f  t i m e ,  :~: . . . . . . . . .  
and,, euri.ous.ly enough, one. of the th ings:  z 'observeS. =t~m. t mome 

" military men did not haw Sufficiently. !n mind, .Time. is .the 
one element which must not be lost, You may lose men and 
money; ~o.u may.be able .to replace men andmoney, .but.you can 

. 

never replace,  t ime i o s t ,  - .: ..-.. " . . .  " 
. ,  " , . . - - . .  " . ~  - - .  . _ ' . .  - . i ;  : -  ' . - "  • " 

.NOw as  to. the . u t i l i z a t i o n 0 f m e n  and materia.l:-at-hand.. 
I am-.~%kln 6 the Ordnaace...Depar~ment. in... the l a s t  :war ..as .an 

• 4xample o 'There iwere.  s ".~-.teen- o i ' f { ce rs  .on. ..duty in.-V/as.h~ngt.on 
:.and they: be6an, immedia.tely .upon receipt. -of orders,.._t e ~ 
f~mction as i f .  they zJere~ Sixteen hundre.d. They: undertook 

• " the.ir program~.~on " the lar.gest. ~cale .the.a given t.o them,-.. 
and.~Qarried. it. -..on.l as best g.he~ .could , .s .trengt.hening- their 
personnel as. they went., I. wil.l .use .the rifle situation,-' 
later on, to illustr.ate, th e .effect i#enes.s..0£ ~ .t. procedure. 

We must concentrate our. greatest..strength at the point 
of greatest need or o.gportunit~, just-a-a..~general in ~ombat 
woul~ t~nae~-itake to  ~ve .  hi-s:-g~.s.a.tes~ . . force.at  the .point .where 
he .aimed to  penetr&t.e., or. ~here. h i s  defenses .were .we .skeet., 
~in the last vc~r, the equipping Of the soldier and furnishing 
him housing and living facilities when he was firs~ called to 
service'were the. two :points on w_hich the 0r.d~an.oe. an~-Quarter- 
master Departments had to concentrate •their strength in-the 

• beginning, You ~,~1 ll. find. that the. ver.~. ear lies t. contracts 
let were for the. equipment of the .s01diers so.:that:-when: men 
were called to the..oantonments, the~ •.would have .things with 
which tO make. t..hemselve.a comfor~&~ifr0m the day they at.- 
rived, • YoU will .recalI that in. 1917 the .iOrdnance Department 
furnished certainof the personal equipment which is now 
supplied• by the. Quartermaster . . . . .  .. . " 

.Cont-lnuing this .F~rallel:...we must retain .control. of our 
organizati0ns and pr ocurement program., m~intaining orderliness 
in both. We can devel 0p a co~fus ed :act ion .in .th e~ proc ~r em~n t 
dei~rtments..aS easily as the armie's ~id in the.- Battle of .the 
%7iI derhe sS~ You gentlemen who have s tudied that~-parti0u l at 
battle will recall that after the~troops .were set in :motion, 
On both  sides, the  comn~nder~ lost contact  wi th  th.em.. Ev.en 
small units .~t times ~ere out of touch~.with their commanding 
off&cers~ who. aid not know ~ni ch wa~ .their commands were 
fa~ing,~ or ~ther~.~hey .~w~re sucoeedin~or.~failiag, .At. ~the 

~ . . , i ~  , ,  ~., - L ' ; . - ,  " ~ ~ . ~ - .  . " . .  - ' - "  " " " " 



end of the battle, after General Longstreet. had been wounded, 
the 0onfedera-te 0]~rge waS~heid up by l~e~unti1'he could dis- 
c over~i s si tuati onJ : T~ ~ Federal ~ne s h~d been s tr.engthene d 
during th~t<lu~, ~an~ the Uon~eder~tes lost a chance for a 
consider'able success, We[~can d0just the~same ithing in the 
supply- departm@nt S by ' letting ~our programs becdms ~ co~fused - 

" as we surely will have tendenc.g~'.to do ~ith the e~large d an d 
inexperienced personnel-reouired under vzar ~Cobditions. it 
i~ just aS important t0 our succes:s ~ that we avoid that "as if 
"we ~were in -the f iel~d. ~ - " .... 

In both br~nches of military activity :.t.h9 presence of a. 
sufficient staff, trained to handle the problems involved, 
is essential for the greatest resu~%ts, That. has been reco~- 
~n~zed :for a.iong time • :in the- combatant-branch4s, and'%his 
College is the;-first considerable evidence we have hadof 
recognition of i-t by t~ procurement branches, Adtions have 
been lost. a,~ poten~iall-ygre~t results have been minimized 
because of poor staff wor~, the- best example being~h~ 8even . 
Days fight ing around Richmond, If the Confederates could 
have -c oncentrated their ~fo tees,: ~s their orders dlrected ~ 
them-to do, they might have destroyed the Federal Army; but 

- poor ~ staff. Work lost ~he opportunity. ..... 

We needthe trained staff we"are g0ing tO obtain through 
this College ; indeed, aS-wsm.liS: now .so .tremendously depend.ent 
upon the material resources of ~a oountry~ we risked that~kind 
efa staff .today more" than ever before' in military hiS©@~y, 

' I w.ill touch on two general subjects dealt ~.vith by tie 
~eneral Y~anitions Board, reminding ' you first of ~what i.%old 
you[ in- the pr6vious lecture,, that the .Board ~vas a group @@m- 
pos:ed primarily .of efTicers of the Army and the Navy who ~ad 
associated with them certain civilians, there having been 
delegated to the officers, from their respe0tivebranch~ 
chiefs~, authority t0 represent tliose chiefs andcarry the 
"legal pc~ers which applied to the ~ respective Chiefs. 

There was DO power in the~Board to 'contract for anything 
or to put the Government's signature to any paper, ~ Th~ 
Board acted to a certain p0~nt~/the~ the ~respecfive officera 
would report tO their departments the Bdard~s-opini0ns on ~ 
s-ubjects~; the~ deoartments being ~ree ~o act ~b.ereon,'~ or, ~ 
~n case ;it'-was desired, ~to s:tart all overagain-o .... It v~as 
:by. So means an id~I form ~of organ~ zat ~on for makmng wa.r_,.~. - 
: but it ~ x#s~ a~ tremendous 'advance over ~ the deRartmen~ts aefing 

There~-W~s~ a-ls'~o"aut}~ority ~' ~V e'~ %b 't~ ~Bqard~; ~-i ~h~e 
Nat~-'onal~ .ge@ense ~Abt oil Jui@ ~' 3,~ 1 1816, t0 TiX prices ;~ ~6t 
authori~.y having apparently been transferred to the President 

~o 



and the Secretar~ of Uar by .that act, and. by them delegated 
.... :to theBoard, Thei Boardh~d,-assooia:t@d ~ v~ith ~ i~, ~y 

~ oommittee.s":of' industry formed under the Authori ty of the 
ArmJy 4pl~oPriation Act ~ oT A~st, 1916, ~ giving tl~ Council 
of Nati ohil Defense authority to 6rganize Z subordinate bod ie s. 

" Those committees render.ed a grea~ service. They furnished 
essential informktionand saved a tremendous amount of time. 
I am sure their judgment was as disinterested as it could be 
from ~n who were invol~ed ina" part.'icular calling, and espec- 
ially trained in it, ~am satisfied that thosel men. &ll ' 
endeavored to perform a t'rue and patriotic w6rk, and that 
tl~ey put their knowledge and:ability at the service of the 

~.Government, At the same time.~ the, form of c~ganizationdid 
create • a situation • thatwas em,barrassing and hard to defend 

when it was charged that those m~n Were. doing bu{iness ~;ith 
themselves, ' ' ~ " 

That situation was one of the reasons for bringing for- 
wa:rd the co.st-plus contracts, the tho..ught being .tllat in fix- 
ing and limitihg the.. prof.i..t they..relieved everyone of 
oriticism. /h~otl~erreasb~. Was.. th&t in m~ny oases •people 
-Wsre going t'o be re~tuire~ to p.erform services w.hicl/~ they 

. ~d never performed 'preViously'., and- therefore had no means 
of knowing what 't..~e. 'value. 6f th e servloes mi~at, be, what 
the cost Of ~terials-and cost of labor under war conditions 
migh t be, what dissensions might, arise during the war, etc. 

Now, referring directly to the oantonme'nt qubject, a 
very serious problem and one t~h.i'.ch has drawn a considerable 
fire of criticism since. After k number of years, and much 
thought, ~-i am Still unable ~O"~see how the Government could 
have carried forward that tr~m'eneuus work under the con- 
ditions it faced in amy m~nner better than the one selected, 
and Still imve attained the same degree of success, To aid 
• n France, we had t0 have trbops; t.o organize troops we first 
require@oantohmentsw September was the; latest date allow-- 
able~ Success in that undertaking was absolutely essential 
t~-ths success of o u t ,  m~in effort, -YOu =en who served in 
the. combatant branches-and saw the-very slight margin of 
time .by-w~iich we won ~ know thA~ we could hardly have hoped 
for success had our draf%edmen ~eeh called two months later. 
-That delay would have enda.~red the Allied cause, 

: .. • .. 

:'- It was the plan of the General Staff toestablish thirty- 
two cantonments~ sixteen for. the National Guard and sixteen 
-for the Regular Army, At that time, th~ Belective Service 
ACt h~d not been passed and there was a question whether 
that would be the form of service or whether we would proceed 

- ~  under ~he old voltmteer system. So long as that was an un- 
settle~ question, it was impossible for the General Staff te 
desi.de ~..Where the cantonments should be located, 

5.. 
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tions BOard was ~hether the ~ne~ ,a~my~ •ooul~ be honsed~ under 
canvas. The. Board was used in ~ny;~.cases &s if it wera.a 

• ..branch of ~he.Great Gener,! S~taff.,~ L~m~. of Sh@ functions 
of the General 5~%nitions Board resembled those of the Great 

• General Staff in~;Germany, I.should like .:to ha~e the signi- 
• ficancs~iof that brough~ to th e atten~ionof .thisi-slass-. 

Our i.nvesti~tion~ of ~he ~anvas~si;~uat~=on tooi~ in~o, ac- 
count a l l  canvas avai labie '  ah~ gav~e u~ ample, eyidence tha t  no 
maturer how~hete~ogeneous ~d unmilitary an appea!]~ance]~he _ 
General.Staff might be, willing~ to approve, it was .a pn~sicaA 
iimpossiblility, tO. house those%me~ under, canvas. ~-,Therefore, 
there ~ve~e. two. ways, Open, .-~ ~one-i ito bi.lle~....t!~e~men~, an~d the 

/ o ther , i  to  put the m in t  o ~. caatonments,- X tU~derstand t h a t  sin ce 
'the war the questionof billeting has again b0me for@ara~ and 
i~ viewed with more approval than previously, 

i~.~. '.,. rule-General Staff..deoiaed theft as, soon as :they ••could 
learn definitely that the ~elestive. Service Actl was to pass, 
they woul~i develop sixteen .cantonment's- built Of wood, but 
they.~, did . . . .  not~ ~hen, ,sele~. . .the final •sites=.. ~ ~n.. ~ that.. . ~ interim.. . . 
-the~ B0ard,, with ~the Rich .of. the Con struction: Divis ion.. of the 
Quartermaster ~C0rps,~workea up ands- devel0ped.a p!an of ~aotion 

.~ :to ~be .follo~edlas ,soon as the, General Staff gave the, wore. 
. , , . . . "  ~ .  . ~  . , ~  . -  : . ,  . ~ . ,  , "  , , ~ • . . , - ! . 

The men working tn the Construction DiVision" at that time 
weze~ ;~jor.: Littell,~ ~jor~ Dempse~ and- Captains .~v~rshall and 

" Ourr~, -.Those men.. were cha.r.ged ;.wi~h the ~uty ~of- clring, for 
i every.a.rmy post from ~inei~to the, Phi.lippine_s, and', in addi- 

• i~ tion,9=eImring: to,build thirty,twO ~i~ies of forty thousand 
people eaoh,-~within a Reriod ~/~ four .months. That .sounds 

: amusing now,~but .it..was not at ~..tha:t, time~ ~ <The _men of the 
Son straction Division.were. brav~ ~-men,~ and I. am glad t o ~ay 

.... a tribute i to ~hem,i~ Undextaking the wo-r~,.~.nder ,.the authority 
" Ofl th~,'~.Sec~etar'y Of, war~,-~they :wet e tr@~sferred bye, o~der .of 
"~ their ii chlief t-o a.~ building .whe~ e -the.? dep~.rtme.nt,, c0~id . expand, 

anE began tO call their. ResePve Corps men who had had con- 
straction experience th~ou~ho.u~' the ~country. ~ 'Major -Littell 
received ~an order to .re~or.t direct t o .the~Seoretary ;of War 
 oas to av i  any zOS   rom r outi e  
drove the work fo~vard :at a~rFte:.-mak!ng it possi.b! e, t~re- 
port to'the General Staff, in $eptember, that tl~ buildings 
were ready:for~sixtyPer.qen~ of the merit0 be oa~e¢~[ AS I 

'-- " ~emember it ~ the~ number hal ~.been .izcreased ~util~ the. six.ty 
~ -@ rCent ~epresented About-~he ent ~z'e ~ number or~nal-lylcalle d 

f6~ fin ~y= As you men who ~went ~t~ the can t0nmen-~s, :~know, 
.... by November we were p~acti~12 h~sed.~d~the O~dn.ance~,De- 

"~ste~ =C6r~§' ,~ith ~.t'S~bed@ing~. eto.,L So tha~ the. delay ~re- 

e limina ted ~and ~0f ~no ~ gr~eat ml£tary ~ o~nsequenoe. ' ............. 
7.: - 
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:,.., .~. tTO.: dgveloped, the., method_ of.  approaching t h a t  proolem... 
,~ ~m. t.~e:.e~..erie~.e~ o~".t~~.~'~'~ i ~o.~aer co~p~-~:;i~ ~ eS:tab- 

i- ::~ ~re.~e.: ,a O~.~y:'Or~. its':o~: 13~e.i a~:<~.Co~:e~ ~'-~. ~,.i,~. 

with t h e i r  l~roblem~ .... The g~her&lmethods empio3,&l ~ e r e ~ o -  
cepted and followed ~hrough, It was absolutely im~actza'.able 

..... to do.that bE a strai~h.t contract system~ Most.of the sites 

- even @ee the g r e t a  fo rhz~ '  wo~-i6. ': Ya ,Y~nk i S  a g0oE ~am le -  . ":. .. .- . : ......... . . p .... . ~. P 
-. -a forbs~s-.~., second gr.owths~.%hat, one Ooliid n o t s e e " t h e  top-  

' " . og rap~Y  Of':i.the'.Siae~ i : .  i.-~. . i i_ - .  . .  : ,, . .~, 

~inding a vv&~er"~up~!y, brit~glng-in p~wer and li'ght::, p(ztting 
...in a .sa. t.isfactorE, d.r...ain~ge sys~em.,..arranglng transportation 
-'l~'nes, _5.uildingl h6usin~ f~ciiitieS fo~ ' t roo~s  . .  v:h'i~h, as  

~0 "~.oqomodgt4" " " oOm.panie.. : . . . .  S .'Of ,,l~&~'ge :S:~. ze, [e~d o, L houri t~l's, 
refrige'rating p~/6tSo h~at" plan ~s ~d m6r4 h&~ware ' 
plumbing facilities'and "wr~z~nt {rnn pipe +.han'.~re $n"~he 
country at that time, etc,, was Imp~act'icable, You can 

. seethat if 6hir.tN-twc...oon:,ractors ~.~d been le..t loose to 
--bid~a~.i~"~ach ot)ier f~i ~hose iacili~,ies., it.,would have 

" bid ' .2~d.:.been f.urhishgd~ the. ~n~.er.tain "eleme.n.~ ..would haVe. 
produoed f6r the Gcveh'ai~ntni£her m&nydifficulties"wi'th 
t.~o-o~:t~ator " s~gu~zi~ to ~:o .s~~~e -c~o~za not ao 

-: ~ e  Go~e~=~n~: was"~ot io~-:h~ ~o:r a~f~-cu~,'ti~s" '.: i l t  was 
" " " '~c..okSgg .for. oa.mps"&nd t o' )~ve. ~.%he ..'@&mp~ ready W~en " the. 

~rbops were calle 'd.  ThAt migh~: mea~ the  life" of "the na t ion .  

This phase has attracted ~.ch atte'ntio,, and a stay 
of it is ~or)h while , bec, ause.you..men may ~on~ da~ .have to 

"~:faoe-a situation" Sad" render ~" decision ..on sOmgthing from 
~: ~Which 2ou can.see "t96ubie aris~@g.,:jas.t as t)iose..nen saw. 

it, ~f you fa~e Zh~t situ-ation: is. ~. soldier/serv~ ng his. 
co~ tzy ,  you." m~St give an answer ana ,~''forwara." ~nd 'face 
the- coi~seq~.enoos, e v e h . t l t o ~  t~e s ~ E  ~ot  be ~it0gether '  

:pleasant%;' .. The '~u~rter~s%er C0~ps,. ~y u~ili"~'i~.g' t~...e..Gen.- 
er&i Mun~ti@nb B0a:v~.and: ~r~m~ng in La, c i v i l i a n  pers..onnel 
to take care of ~hedetail:load ~ gradually"got control"of 
the situation and the:Cp~st.ruc.tio.n Divis.ion became a-.very 
e:ffeotivede~rtmeht~ ..~~_~ ~ . ./.... i.':. ~'." ~/: i~~: • " "' 

~-': ~ :The Ordm-ance Del~r~e.nt "~.to ok s im i l ~ .&c~ i  &:.:in"conne.ction 
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spr n ieic and one  hunarea. %ho and (ia  ooo) . 
Krag r i f les,   Je a b o u t  tho  nd!i( O,OO0')  Ross 
rifles and fr(~ one hundred andforty thtamand "{1401~000) to 

" o n 6 h u n d r e d  and fifty thousand (150,000} ~ Russian rifles for 
' t r a i n i n g  p u r p o s e s .  The S i x  hundred  thou@and S p r i n g f i e l d s  
were those available for issue or already in th4hands of 
troops, : .. .... . : : ~ . . :  

. . . .  The B r i t i s h  had bge:n u s i n g ,  i n  our oounZr~ ,  th ree  large. 
rifle plants-~Vinchgster, Eddy, stone and' ilion, The~ were 

~ about through with those".p!ants when we :went into the war, 
: and- suggested t~t having already received a million-rifles, 

they had as many as they needed and would either transfer 
the plants to our Government or take. the. special rifle mach- 
inery to England ~nd sell the rest in the United States, 

It was the decision of the president; the Secretary of 
War and the Chief of ordnance that our Government should 
take. over the rifle plants just as they stood, ..aliowing 
the British to finish up to their million ~ quota and then 
withdrawtheir material. Thi,~J question was'aisorefe'rr'ed 
tothe General i..~nitions Board, "• 

• When the question was asked:, "Shall'we drive this bar- 
gain as hard as it can be driven, or what is to be the .... 
procedure"?, the President's" instructions wer@ that it was 
to be a businesslike arrangement, such as wouid be made ~ 
~between two friendly partners. That was the basis upon 
which the discussion proceeded. Thej;British claimed, and 
had certificates of certified accountants to show that they 
had expended about $20,000,000 for machinery, jigs,, fixtures, 
gauges, etc,, ~hich ~-zere available for continuing the rifle 
work. ~ They sold the plants tO our Government for @gproxi- 
mately $16,000,0.00..~ . . . . . .. 

T h e  plants were taken over imm~diatel2 b y  the organiza- 
tions then in thez~, for our. Government, and all the details 
of the transfer were worked out through many weeks While 
the process of manufacture was go.ing forward~ The task 
was turned over to General Thompson , Chief of the ~ Small 
Xrms Division, arA h~ worked ou~ the interohangeabi!ity of 
.the rifle parts as between the several plants, which, the 
British ~ had not had intheir manufacture@ ~ . .~ 

.... In the msantime,~a military ormmltte~e~ on which.i can 
recall General Bliss and General Crozier, decided that it 
would be saZisfactory .to use the Enfield riflerechambered 

- " for Ame~-ic~.Ammunition, So _the same ~ition w~id :be .... 
• :~-- a v a i  l a b l e  < f o r  a i l -  t r o o p s .  T h a t :  d e c i s i  on was~ p u r e l y  i aimili- 
.... t~ry-one and th6 6ivilians were notified thereof~ i :it was 

rode-sO,~t'he, m ~ a c t u r i  n g p r o c e s s e s  could'  proce-ed more .... 
rapidly, ~;.~ 



s 

..... ~ The c o n t r a c t  b e t w e e n t h e  s e v e r a l  companle~ " '  s and~'our 
-i~Gevernment was ruorkbd out  ~ o r i g i n a l l y  b y  G e n e r a l  James  A. 
.... Drain, ~ who was,~I'think OrdnanCe Reserve officer No~ 2, He 

was a practicing lawyer here in Washington , not in uniform 
at that time| but he had been noti.~ied he was to be called. 
H~ drafted that contract for the Chief of Ordnance. It was 
surveyed by the Gener~l Munitions Board and went into effect. 
The ~hief of Ordnance, in that instance, had secured for his 
department th~ performance Of it~vo very important services - 
the machinery had been acquired and the contract prepared by 
peSple outside his department, but By iuthority_ oflthe 

• President of the United States, thus saving a monthts time. 

The result was Z,193,000 modified Enfields by November, 
1918. The arsenals during the same period added about ~13,000 
8prlr~fields, The cost of the Enfield rifle to the British 
had been ~42f while our modified Enfield cost $P-6, I pre- 
sume that was the lowest amotu~t paid for. a rifle by any 
gove~mment during the war. T~t is a tribute to the work ac- 
complished by General Thompson, 

Those are the only examples I am going to cite this 
morning. As you proceed with ybur work, you will naturally 
feel tha~t you are working especially for the military branches 
of our Government. As I come to you from industry, I can tell 
you t~at that is not the case. You are working quite as 
much for indust~ in general in the United States, and for 
all those dependent upon industry, as you are for the mili- 
tary branches. In the event of war, next to losing the war, 
the greatest harm hhat could befall American industry would 
be again to have the immense pressure brought to bear on it 
as in the World War, as a result of chaotic conditions in 
the supply branches. To know clearly and distinctly what 
is to be done, how raw ~aterial is to be furnished, how 
prices are to be controlled, transportation and .~bor sup- 
plied, is essential t@ safeguarding the imdustries Of our 
country and essential to winning awar. Therefore, you are 
fully justified in calling on industry for whatever coopera- 
tion and support may be necessary, in pursuing this task, 
and i think you have ample evidence, in the attitude of men 
in our large centers, that they well appreciate the value 
of the work you are doing6 I will cite the Advisory Com- 
mittee for the Ordnance District in New York, 

I r e a l i z ~  t h a t  t h e  answers  to  a l l  ~he ~ u e s t i e n s  r a i s e d  
in 1917 need not necessarily apply in another emergency, 
i spoke of tlmt in the beginnin~ At the same time, I know 
of no way to judge the future but hy the past, You have to 
meet ~he new occasion in a new way, but at the same time you 
must be informed as to how a similar problem was dealt with 
in the old ~ime~ .... 

9. 



In 1917, civilians, very .hastily :summoned * played -a very 
he1pfulpart in brin~ng order into .the~.S!tuation here.,~ i 
~m sure i ~  is  ~ot too ~u~h' to.~a~ ~ the~- save~ the ~ p ~ y  

~ departments of our coUht%y from"~he fate Which .befelZ-those 
in 'Great ~ B~-itian,.' " - . - . . _.- ~ . ,  - 

. . .  : ~ :  . . . . . .  . -.:~ . . [  . ~ • 

H ~ y i n ~  . S a i d  this n i n t h ,  I W a n t " ¢ o  a d a  t h a t ,  t h u s .  f a r -  i n  
my.. life, I have not met any other body of, men .whose ,patriot- 
i'sm, 9ot~r.age,ldi~intere~'edness an~devotlon we~e.e.qual to 

..... the iittl~ band.-who :were here in .the Regalar .Service when 
a ~ i  ~e~ i ~  1 ~ .  ~' ~ ~n ~ ~U~~e you who are ~ ~a~d-~n 

this "great profession~l "~er'vice~and are continuing t.O main- 
tain for the ben~e~it 8f eu'r countr$ ~ nucleus of men who 

oc~asien fo~ leadership can lead .the rest of.us ~'~hsn ~h~. 
• 'Arfse~. : - " : " . . . . . . . .  

. - . .  ~ . - "  . " ' "  : . .  " ' . . .7  

' *  " : "  ~ " L "  . - - .  " ~ .  ~ " . "  
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General C,C. WilYiams~ Chief of Ordnance : 
(Preceding Open Discussion by~Olass}U.~ 

~he next war will he ,fought not on the basis Of im- 
m@diate mass production,aad that reserv.es are necessary te 
%id.e over the. ti.me until we can get int~ maSS production 
Is One of. the positions v~-~have to prooee~ on. ~here is 
no such thing as immsdiate mass pro duct.iont It Cannot be 
done t andno one should ge%. into hi.s mind that any kind of 
a plan can~. between morning, and ni@ht, be put into effect| 
it:is going to take time to do it~ and we should be able 
to do it in shorter time than in the last War~ ~Je w.ill 
not be able to get intolmass production .quicker if we do 
not properly prepar"e ii~ advance in our programs.~ 

Capt. Elliot Snow, C.C., UqS.N. 

You have emphasized the meaning of the loss of time, I 
would like to ask what, in your estimation, is the period 
ih w~ich loss of time has to be reckoned with, Is it the .. 
planning period, during the preloaration period, during the 
period of deter~ng priorities, or only durin~ the production 
period? 

Ool, Scott: 

"~,~. have emphasized the ~e~$ousness of this before, Time 
lost from any cause is an irretrievable loss and can be cre- 
ated in any of the periods you mention. One of the most 
serious losses apt to occur is from the disposition off the 
part of our Regular service to de,rid a laboratory production 
under rn~nufacturing conditions in war time. I would like to 
spend the rest of my life emphasizing thato It is a very serious 
thing to go forward with plans and specifications, demanding 
a t~pe or a quality that reelects the mere thLnking of your 
designer or the operation of.a drawing room, but unnecessary 
in the field and almost impossible e~ mass production. 

It would be well, in .my judgment, if each p~ocurement 
department were to separate, absolutely,its development work 
from its. procurement w.erk, making it impossible to confuse 
one with the othere In industry, we have found that one of 
the surest ways to ruin production is to let the engineer 
con~ out of his drawing room and go into the shop~ It goes 
without saying, that an engineer who p'lanned something yes- 
terday ha~ something better today, That is the law of 
progress. There must always come a time When that man should 
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be locked up with his ideas and ~he..practical ~grformer ~ 
allowed to gO ahead.~ Whe.n ~riGcson .conceived the .rotating 
turret, he did not wait u/qtil he could perfect a battle 
cruiser , but fortunateS, went ~ahead ~th-the ~oaitor~ 

I ~sh'Ould;say ~.t so far al ,~" ac.'.t!6abl8 ' l [~ ~e, ~ ~ ~a ~l ~ e  

ourseilVes" reaay, in pe&ce "tlms. ,.l t6' .give ` ~m~diate answer~ 
on the pgoble, ms"as they are confronted,. ~here is ~he 

. necessit2, for 6iscoveging the ~Ouroes of raw ~terials.;' so 
t h a t : w e / ~ y ' h a . . V e '  mat .er ia . ls  i :h  ~hs ~. ount . ry  o r  cont inu~..d a s -  

: cess. tosOurces of .spppl~t U.ntil,~e :can get  ~he ma. ter.ials 
int'o tlm d 6 u n t r y , -  .This!reclulres the~-~uooperation, of ..th~ ~ 
Na+E, ~s I forecas t  the.w.ork Of t hls  Cgliege., co.ord~natea 
w'ith ~he workof the~ Geheral-Staff, there i s  nothing i.n 
our indus tria i, fimnciil or"i~6iiticai life, or in tb.e life 
of the country, that ~ill not eventuall:¢ come under the 
scrutiny of and be evaluated, bE ,thi.s:group. of men,- .~ 
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