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Gentlemen, I am very glad to be here to take my part
in the serious work that you are now doing. It is eight
years since:the. time when. the things about which I will tell
you tra.nsplred ‘and s0. I have quitc the feeling that I am
talking about Work that someone else did and a.bout t.he eX=
periences of some man other than. m,yself. PR £ ¥ R

It is no.tural When r look at this groru.p, that I should

contrast. the number of men who are here studying the supply

gquestions, and preparations. necessary in the event. of a great
emergency, with the meagre number of profess:.onal so.ldlers

‘who were avsilable in the supply departments at the outbreak

of the World VWar. There were on duty in Washington six teen

-men in the Ordnance Department, four in the Construction

Division of the Quartermaster Corps, and so on through the

.other departments. The interest you men are ‘taking in this

work appeals strongly to me. It means that if.the College
is maintained, as I am confident it will be, enla.rged ahd

_developed as naturally it will be, never again .shall we face
a crisis, as serious as the last one, SO poorly equlpped to

meet it as w8.were a‘c that time.

It is- 1mposs:.ble to caover in one lecture, houever long
one might make it and however tired the audlence mght be-

. come, the problems or sven the gencral pr mc;plcs that, were

involved in the work of phe General Mdnitions Board and the
War Industries soard, so it is ussless for me to attempt to
4o it in that way. I have thought, if it were agreeable to
the officers of the school, that each time I appear, the
simple way would be to generallze insofar as that gxperience
suggests to me general principleés, and to specify dlstlnctly
certain things and to carry.that policy on from class to
class; then from the mimeographed copies each class would

be brought up to datee It is my understanding tha t you have
had submitted te you a copy of the address dellvered here

in January, 1925, which outlined in a very gene. ral way the
conditions present in the supply departments upon the decla-
ration of war in 1917. On this occasion I shall allude
particularly to the rifle program and cantonments.

4 study of owr procuremeny problems in 1861, 1898 and
1817, discloses many phases of similarity. However, there
has been no general study of the problems that our country
faced in those three crises, nor any sufficient collating
of the solutions to the problems; so that even today, neither
gou not I have available a full story of the trials of those
times or of oun methods of overcoming them, Therefore, on
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each succeeding occasion we have had many of .the samg errors.

As I see it, through the agency of this College, we <an
bring together the history of the procurement problems of the
former periods; we can discover the answers; how sufficient
or insufficient -those answers were; begin to 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 answers of those periods might
be applicable in %he event.'0of another. great emergencys We
would find, of course, that some of the underlying economic
condi tions would not have changed, and, oh the other hand,
‘that some 0f the answers ‘applicable atithose periods.because

" of - economic conditions -then existing would not be applicable
to other periods.. That is one of the reasons why I question
' the appointment, ih time of peace, of ‘a War Industries Board.

There woild bé too:great a tendency to try to apply to &
crisis still in the future . the answers . that were satisfactory
in the past, as-well as the danger of having limited and de-

~“fined a power, the very essende of the value of which is that
it i's unlimited and undefineds gRE ey r

2 "

The activities of ‘the Confederate Government during the
“Civil War are worthy.of oar study because we will find in
many respects that they have a peculiar bearing on-a situa-
tion of major war in which, as we know, the entire resources
of a nation.~ huian, moral and mterial,’ - must be made
- available. The-South gave us that kind 6f an example and
- much better than the North, becéuse the North had con trol
- of the sea and accéss to the markets of the worlid throughout
the war, whereas the South was biogkaded with increasing
effectiveness. The South had torely almost entirely upon
her owh resources; and the Story of" the development of those

. pesources is a very-interesting snd instructive one, par-

ticularly the development 0f their Ordnance Depariment,
because in that field of mamufacture they were much behind
their adversaryd B : LA LAl FRanit
OUR PROCUREVENT PROGRAM CANNOT REST UPCN A THECRY OF
ASS PRODUCTION FROM THE BEGINNING. ' . i

* Now I am getting within -the zone of fire, I know. HOw=
ever, as I believe what T say, I will emphosize that ouwr
procurement program cannot rest upon a thecry of mass
production from yhe beginning any more thapn our initial army
can represent cur full-available miiitary manpowers .In the
beginning, we must feod .our battle line from our reserves,
like® the replacement of the conibatant branchess The ~pro=
curement prOgram‘muSt5be-éﬁmdlétive”and=must-aim'to begin
modestly, ‘but imrediately, ‘and multiply as it proceeds.
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It may help us to remembcr that therc are many pomts of
" resemblance between 1ndustr1ai) preparatlon and direct military

action, - I think it mll ‘help you men, partlcularly those who
come from combatant branches of ‘the Army, to bear this in

‘mind. In both cases we must begin . immediately with. whatever

resources of men and material are available. That, of course,
relates to the problem of time, which I have stressed before
and 4 curlously enough, ohe of the thlngs 1 observed that =mome

mllltary men did not have sufflclently in mind, .Time is the

one element which must not be loste You may lose men and
money; you may.be able to replace men and money, but you can

never replace tlme lost.

Now as to the utlllzatlon ‘of men and materlal at hand.
I am- taklng the Ordnance. -Department in the last war a&s an

'~example. ‘I‘here were sixteen officers on duty in Washg;ngton
~and they began, 1m:1ed1ate1y upon receipt .of orders, to

function as if they were sixteen hundred. They.undertook

" their program-on the largest scale then given to them,
‘and carried. it on.as best they could, strengthening thelr

personnel as they went. I will use- the rifle situation,
later on, to 1llustrate the effectlveness of tie t procedure.

We must concentrate our. greatest strength at the point
of greatest need or. opaortum,t_y, Just a a.general in combat
would undertake to have. his- greatest force .at the point where

he aimed to pene trate. or where. his defenses were weakeste.

In the last war, the equipping of the soldier and furnishing
him housmg and living facilities when he was first called to
service were the. two points on which the Ordnance and Quarter-
master Departfnents had to concentrate their strength in-the
beginning, You w i1l find that the very earliest contracts
‘let were for the equlpment of the .soldiers so. ‘that-when men
were called to the cantonments. they ‘would have things with
which to make themselves comforf#bié from the day they ar-
rived, ‘You will recall that in 1917 the. Ordnance Department
furnished certain of the personal equlpment which is now
supplied by the Quartermaster. 3 5

Continulng this I:a.ral.tel- we. must retain control of our
organizations and procurement program, mzintaining orderliness
in both. - We can develop a confused action .in the-procurement
departments, as easily as the armies d1d in the Battle of the
Wildernesso You gentlemen who have stud:.ed that . particular
battle will recall that after the troops were set in motion,
on both sides the commanders lost contact with them. Even
small units at times were out of touch with their commznding
officers, who did not know which way their commands were
faclng, _or whether they were. succeecmg or fallmg. At the
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end of the battle, after General Longstreet had been wounded,
the Confederate charge was hdd up by Lee until he could dis-
cover his situation. ' The Federal lines hzd been strengthened
during that luid, and the Confederdtes lost a chance for a
considerable successs We 'can 4o just the same thing in the
supply departments by letting our programs become confused -
"as we surely will have ‘tendencg§ to do with the enlarged and
inexperienced personnel reguired under war conditions. It
is just as important to our success that we avoid that as if
‘We ‘weré in the fields ' ' = o Sty
In both brunches of military activity_thg presence of a.
sufficient staff, trained to handle the problems involved,
is essential for the greatest resudts. That has been recog-
nized for a long time in the combatant branches, ard this
College is the: first considerable evidence we have had of
recognition of it by the procurement branches. Actions have
been lost and potentially*great'resuits have been minimized
because of poor staff work, the best example being the: Seven
Days fighting around Richmond. If the Confederates could
have ‘concentrated their forces, as their orders directed’
them t0 do, they might have destroyed the Federal Army; but
- -poor staff work lost the opportunity.

‘We need the trained staff we are going to obtain through .4!
this College; indeed, as ‘war -is’ now so tremendously dependent /
upon the material resources of a country, we reed that kind
of a staff today more than ever before in military hisbory.

I will touch on two general subjects dealt with by the
General Munitions Board, reminding you first of what I told
you in the preévious lecture, that the Board was a group com-
posed primarily of officers of the Army and the Navy who had
associated with them certain civilians, there having‘been'
delegated to the officers, from their respective branch.
chiefs, suthority to represent those chiefs and carry the
legal powers which applied to the respective chiefs.,

There was nho power in the“Board to contract for anything
or to put the Government®s signature to any paper. The:
Board acted to a certain point, ‘then the respective officers
would report to their departments the Board?s opinions on
subjects the departments being free to act thereon, or,
in case it was desired, to start all over again, It was
'by no means an idéal form of organization for making war,.

. but it was a tremendous advance over the departments acting
separately. o e s illo

: ; : e 2

There Wwas al§o authority given to the Board, under the
Nationmal Defense Act of June 3, 1916, to fix prices; that 1'
authority having apparently been transferred to the President 2
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and the Secretary of Var by that act, and by them delegated
to the Board., The Board had, associzted with it, many
committees of industry formed ‘under the Authorlty of the
Amy Appropriation Act of August, 1916, giving the Council
of Nationzl Defense authority to organize subordinate bodies.

Those committees rendered a great service, They furnished
essential information and saved a tremendous amount of time.
I am sure their judgment was as disinterested as it could be
from men who were involved in a’ particular calling and espec-
ially trained init, I am satisfied that those men. a1l
endeavored to ner:orm a true and patriotic work, and that
they put their knowledge and ability at the serv1ce of the
Government. At the same time, the form of drganlzatlon did
create a situation that was embarr4531ng and hard to defend
when it was charged that those wen were d01ng buslness with
themselves. :

That situation was one of the reasons for brlnglng for-
ward the cost-plus contracts, the thought being that in fix-
ing and llmltlng the profit they relievéd everyone of
criticism, Another reason was that in many cases people
were going to be requlred to perform services which: they

- had never performed ‘previously, and therefore had no means

of knowing vhat the, ‘value of the services mlght be, what
the cost of materials and cost of labor under war cond1t1ong
might be, what dissensions might arise during the war, etc,

Now, referring directly to the cantonment gubject, a
very serious problem and one Which has drawn a considerable
fire of criticism since. After a number of years, and much
thought, I am still unable to see how the Gover nment could
have carried forward that tremendous work under the con-
ditions it faced in any manner better than the one se;ected,

“and still have attained the same degree of success. To aid

En France, we had to have troops; to organize troops we first
required cantohments. September was the latest date allow-
able., Success in that undertaking was abs lutely eesential
to the success of our main effort, You men who served in
the. combatant branches and saw the very slight margin of
time by which we won, know that we could hardly have hoped
for success had our drafted men been called two months later.,
That delay would have endangered the Allleu cause.,

It was the plan’ of the General Staff to establish thirty-
two cantonments, sixteen for the National Guard and sixteen
for the Regular Army, At that time, the Selective Service
Act had not been passed and there was a question whether
that would be the form of service or whether we would proceed
under the old voluteer systeme. S0 long as that was an un-
settled question, it was impossible for the General Staff te
decide ‘where the cantonments should be located.

5e



Ohe of the first inguiries received by tle General Muni-
tions Board was whether the new army could be housed under
canvas., The Board was used in many cases as if it were a
_branch of the Great General Staffs lany of the fuhctions
of the General lunitions Board resembled those of the Great
General Staff in.CGermany. I should like to have the sighi=
ficance. of thut brought to the atteation of this class..

Our investigation of the canvas situation tock into ac-
count all canvas available and gave us ample evidence that no
matter how heterogeneous and unmilitary an appearance the
General Staff might be willing %o approve, it was a physical
impossibility to house those men under canvass - Therefore,
there were two.ways open = one to billet the men, and the
"other, to put them into.cantonments. I understand that since
the war the question of billeting has again come forward and
ig viewed with more approval than previously.

The General Staff decided that as soon as they could
learn definitely that the Selective Service Act was to pass,
they would. develop sixteen cantonments built of wood, but
they did not then select the final sites. 1In that interim
the Board, with the aid.of the Construction Division. of the
Quartermaster -Corps, worked up and- developed a plan of action

"to be followed as soon as the General Staff gave the. word,

The men working tn the Construction Division at that time
were lMajor. Littell, lljor Dempsey and: Captains lMarshall and
Qurry. Those men were charged with the dudy of caring for
every army post from laine to the, Philippines, and, in addi-
_tion,ppeparing to build thirty-two gites of forty thomsand
people each, within a period &8 four months. That sounds
amising now, but it was not at that time, .[The men of the
Gonstruction Division were brave men, and I am glad to pay
" a tribute to them.. Undertaking the work.under the authority
of tre ' .Secretary of War, -they were transferred by order of
their chief to a building where the: departmsnt could expand,
and began to call their. Reserve Corps men who had had con-
struction experience throughoug the country. Iajor Littell
received an order to report direct to. the Secretary of War
soas to avoid any loss of time from army routine. They -
drove the work forward at a rate making it possible to re-
port to the General Staff, in September, that the buildings
were ready for sixty percent of the men to be calleds As I
remember it, the number hal been increased until the sixty
percent represented about The entire number originally,. called
for in ¥ay. As you men wao went to the cantonmenis Iknow,
by November we wene practically housed and the Ordnance De-
partment was ready with its personal equipment, the Quarter-
- master Corps with 1%s bedding, etc., 50 that the delay re-
sulting from that possible difficulty was almost entirely
eliminsted and of no great military @onsequenceée
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. Wi . developed.the, method of -approaching that propblem.

frem the. eyperlences of the DuPoa% Powder Companv in estab-

,'llshlng HoPewell. Vé knew that the DuPant r‘cmxany had’

. . &rected a city of .its oW, We. asked Colonel Buﬂknﬁ“, e,
’ Tallman and certain. engvneers of she D1 cont uompany t0_gome
inere, to’ brlng their plans and teil us "how they proc eded

with their problems The general methods’ evaOyed were ac-
cepted and followed through. It was absolutsly imbracticable

.. .to do that by a, straight contract system. Most.of the sites
'.selected were. of such a. nature that a. contrac+or could. not
‘even see the ground for his wolk. Yaphanx is a good éxample~-
‘g forgstséf second growth so that ~One could not see the top-

:iography of . the 31ﬁe. e g i

. " Do ask a contractor tp make a b1d whlch wou]d 1nclude
flndlng a water supply, brlngjng in power and light , putting

..in a satisfactory drainage Gyauem arranging vransportation
"llnes building housing facll ties Tor troaps - wh'ich, as

you gentlemen recall, -were cbanged in tne mjdsf of Operatlons
to ‘accomodite companles of large size, e+c., boppltals,

,refrlgeratlng plants9 huatﬂhg oldnfs and more hasdware,

plumbing faicilities and ‘wrought irch pipe tuan were in the
country at that time, etc., was impracticable, You can’

_.See that if thirty-twe.contractors had been let locse to
'bldgagalnst each other fér those faci 1?193,‘1t would have

been a physical impossibility.to fu¥nish a bidi and if &

* bid 'had’ been furnlsnel ths unca erta1n elempnts would have

produﬂed for the qC*B’Dﬁbnt a;*hnr manJ ulfflcult:es with
ths contractor strugglLrg (7] do scmefhlng he cculd not do

.‘;Lndér war ooniltwozs3 or resulted in a groau loss of time.
* The Govermment was hot lodk‘ng for diff: culties = it was
o lcdking-For camps and to have ‘the . camps rpady when ‘the
tr00ps were called. That might ‘mean the 11fe of the nation,.

This phase has attracted much attentlon, and a study
of it is worth while, because you men may 3cmd day have to

"face a 91tuat10n and render a decision on somathing from
“which you can see trouble arlglng, Just as thuse ren saw

1t._ If you fage that situation ds a. soldler sevvnng.h1s
country, Jou’ ‘must give an answer and go forward and face
the consequences even though they may hot be altogeuher

'pl&asant.'~mhe Quartermaster Corps,. by utllIZng the .Gen=~

eral Munitidhns Board and’ br*nolng in a.civilian perscrael
to take care of the detail load, gradually got control of
the situation and the Construculon D1v181on became a- very

effectlve department. B b s R ey St E

Tha Ordnance Department took 51m11ar actlgn in connectlon
W1th 1ts rlfle pro“lem ‘and funchvoncd veny well, . You will

‘recall that the Chief of Orénance, reported that .at Ghe. out—

break -of war there were six hundred fhousand {600, 000)

B,
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Springfield and one hundred and Sixty thousand (160,000)
Krag rifles, We bought about twenty thousand (30,000) Ross
rifles and from one hundred and forty thousand (140,000) to
“"one hundred and fifty thoussnd (150,000) Russian rifles for
training purposes, The six hundred thousand Springfields
were those available for issue or already in the hands of

" troopse

The British had been using, in our country, three large
rifle plants = Winchester, Eddystone and Ilions They werse
about throwh with those plants when we went into the war,
and suggested that 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 dnd 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, allowing
‘ the British to finish up to their million quota and then
withdraw their material, This question was also referred
to the General unitions Boarde s : 3

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 weré that it was
to be a businesslike arrangement, such as would be made’
between two friendly partners, That was the basis upon
which the discussion proceeded., TheyBritish claimed, and
“ had certificates of certified accountants to show that they
had expended about $20,000,000 for machifiery, Jjigs, fixtures,
gauges, etc., which were available for continuing the rifle
work, They sold the plants to our Government for approxi-

mately $16,000,000,

The plants were taken over immediately by the organiza-
tions then in them, for our Government, and all the details
of the transfer were worked out through many weeks while
the process of manufacture was going forwards The task
was turned over to General Thompson, Chief of the Small
Arms Division, ard he worked out the interchangeability of
the rifle parts as between the several plants, which the
British had not had in their manufactures

In the meantime, a military cofmittee, on which I can
recall General Bliss and Generzl Crozier, decided that it
would be satisfactory to use the Enfield rifle rechambered
. for Americen ammunition, so the same ammnition would be
‘available for all troopss That decision was purely a mili-
tary one and the civilians were notified thereof, It was
made so the manufacturing processes could proceed more
rapidlys : 5
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The contract between the several companies and our
Government was wvorked out originally by General James Ae
Drain, who was, g think, Ordnance Reserve Officer No. 2. He
was a practicing lawyer here in Washington, not in uniform
at that time; but he had been notified he was to be called.
HE drafted that contract for the Chief of Ordnance. It was
surveyed by the Generzl Munitiohns Board and went 'into effect.,
The Chief of Ordnance, in that instance, had secured for his
department the: performance of two very 1mportant services -
the machirery had been acquired and the contract prepared by
pebdple outside his department but by authority. of the

© President of the United States, thus saving a month's time,

The result was 2,193,000 modified Enfields by November,
1918, The arsenals during the same period added about 313,000
Sprirmgfieldss The cost of the Enfield rifle to the British
had been $42, while our modifigd Enfield cost $26, I pre=
sume that was the lowest amount paid for a rifle by any
govermment during the war. Thet is a tribute to the work ac-
complished by Generzl Thompsons

Those are the only examples I am going to cite this _
mornings As you proceed with your work, you will naturally
feel that you are working especially for the military branches
of our Govermment. As I come to you from industry, I can tell
you tlat that is not the case. You are working quite as
much for industry in gereral 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 that could befall American industry would
be again to have the immense pressure brought to bear on it
as in the Vorld War, as a result of chaotic conditions in
the supply branches, To know clearly and distinctly what
is to be done, how raw material is to be furnished, how
prices are to be controlled, transportation and 3abor sup-
plied, is essential to safeguarding the irdustries of our
country and essential to winning a war, Therefore, you are
fully justified in calling on industry for whabever 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 tney well appreciate the value
of the work you are doinge I will cite the Advisory Com-
mittee for the Ordnance District in New York,

I realize that the answers to all the §uestieons raised
in 1917 need not necessarily apply ih another emergency.
I spoke of that in the beginning, At the same time, I know
of no way to judge the future but by the paste You have to
meet sthe 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 o0ld timey
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In 1917, civilians, very hastily summoned, played a very
helpful part in bringing order into the . s;.tuatmn heres I
dm sure it is not too much to.say that they saved the supply
' .departments of our country from the fate which befell those
in Great Brltlan. - : . g A s

i Havmg sald thls much I want to add that thus far in
my llfe, 1 have not met any other body of .men whose .patriot-
ism, courage, disinterestedness and devotion were equal to
‘the little ba.nd who were here in the Regular Service when
I arrived in 1927, I congratu]a te you who are engaged-in
this great professional service.and are continuing to main-
tain for the benefit of our country s nucleus of men who
can lead the. rest of us when the ocdasmn for 1eadership
arlses. .




General C.C. Williams, Chiéf of Ordnances
(Precedipg Open Discussion by Class)a,

The next war will be fought not on the basis of im-
médiate mass production,ang that reserves are hecessary te
tide over the: time until we can get into mass production
is one of the positions we' have to proceed on. Uhere is
ho such thing as immediate mass production, It cannot be
done, and no one should get into his mind that any kind of
2 plan can, between mornirg and night, be put into effect;
1t is going to take time to do it, and we should be able
to do it in shorter time than in the last war, We will
hot be able to get into mass production.quicker if we do
hot properly prepare ifi advance in our programs,

Capt. Elliot Snow, CaC,y U SN

You have emphasized the meaning of the loss of time, I
would like to ask what, in your estimation, is the period
in which loss of time has to be reckoned withe Is it the
planning period, during the preparation period, during the
period of deteré?ng priorities, or only during the production
peri od?

Col, Scott:

Yo have emphasized the é@zhpusness 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 ofi the
part of our Regular service to demnd a laboratory production
under manufacturing conditions in war time, I would like to
spend the rest of my life émphasizing thate It is a very serious
thing to go forward with plans and specifications, demanding
a tgpe or a yuality that reflects the mere thinking of your
designer or the operation of a drawing room, but unnecessary
in the field and almost impossible 68 mass production.

It would be well, in-my Judgment, if each procurement
department were to separate, absolutely,its development work
from its. procurement work, making it impossible to confuse
ohe with the other, In industry, we have found that one of
the surest ways to ruin production is to let the engineer
come out of his drawing room and go into the shope. It goes
without saying, that an engineer who planned something yes-
‘terday had 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 bhe .practicezl performer
allowed to go ahead, When Friceson conceived the rotating
turret, he did not wait until he could perfect a battle
crulser uut fortunately went ahead with the ilonitora.

= shOuld say Bhat so far dS practlcable, we dhou&d make
ourselves ready, in peace time, to give, gmmedlgte answers
on the problems as tney .are . confronted. There is the
_n909551ty for discovering the’ pourcges of raw naterlals, 50
that we may have materials ih the country or cont inued ac-
‘cess to sources of supply until.we can get the naterlals
into the country, This® requlres the . cooperatlon of the
Navy. As I forecast the work of this Cpllege, ¢ oordlnated
with the work of the Géheral Staff, there is nothlng in
our industrial, fimaneidl or political life, or in the life
of the country, thzt will not eventually come under the
s¢rutiny of and be evaluated by this group of mene-
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