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The Sec~etary of War re@rats that he cannot be here 
th~s morn~@ as he has an ~n~ortant engagenent w~th some 
committees ~n Oongres~, and, as you l~no~v~ the Assistant 
Secretary is a~ay o~ a busxness tr~p. Therefore, l am 
honored to ~ntroduoe to you the s oesker of the day. It 
~s not at all necessary to ~ntrodaoo Colonel Scott who, 
among others, ~s ~ member of the Honorary Board of Ad- 

vzsors of this college~ 

You all l~emember very well the very excellent paper 
he gave to you about three months ago at the beg~nnlng of 
the sesslon of th~s college an& other pa)~ers he has g~von 
from tlme to tlme whlch have proved hlghly interestlng 
and valuable ~ndeed. Everyt9~mm~ Colonel Scott says is ucll 
worth ~hi!eo Ke has ~iven deep study to matters of Natlon- 
al Defense and partlcala~lY industr~l p~oblems that ac- 
company a convezslon fro~ peace to ~w~r; he ~v~s perhaps 
almost the flrst c±r, lzen ~f rank of the United States 
cslled ~ur~_n~ the w~r to assume a pos~tlon of ~reat re- 
SpOnslb~llty; he ~v~s C~a~rman of the General Munitions 
Board and later ~erved as Chalmnan of the W~r In~ustrles 
Board. There Is, perhaFs, no other person in the United 
States who has as much practlcal knowledge as Colonel 
Scott of the chaos and confusSon that must ~nev~tably 
accompany such an effort as mob~llzatlon of zn~ustry for 
a maDor war when such a\war comes to a people who have 
not used reasonable foresight in plannlng for such an 
emer@ency. Colonel Scott Is~p~eslden t of The ~arner 
~asey Company of Cleveland; he also ~s Ordnance Chief 
of the Cleveland Procurement D~str~c%. The Ordnance 
Department ~s much to be congratulated ou that account. 
I th~nk that I can say that no one else ~_n thxs country 
has the past and 9resent ~zno ~ledge of Colonel Scott. 

Colonel Scott - we welcome you today very heartily 
and w~th great pleasure~ %e ~no~ that your paper ~s go~n~ 
to prove very ~nterest~n~ snS ~ve w~_ll i~sten to ~t w~th 
enthusiasm. Colonel Scott ~v~ll talk on Improvisation in 

a ~aoor ~ar. 
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I~PROVISATI0~ ~S A RESOURCE IN ZODERNWARo 

T_._~$~, ~s a ,~tu~V~,, no, t a wro~ram. 

Otr study tod~y"must glance at some of the a#~vantages 
of th~ improw~sat~on of 1917~ 

There are som~ adva~ta~es ~n a program of ~mprovzsa- 
t~on in our coantry. Som~ of them I ~ll point out to 

But nevertheleSS it ~s a form of war effort ~h~ch 
~¢e must seek to llm~t to the last posslb±e degree. 

The mll~tary stren@th of a natxon depends absolutely 
on the knowledge #ossessed oy ~ts off~cerso The knowledge 
of the art of war must be maintained w~th~n the group of 
professional so]d~erSo The science of modern war depends 
upon a stuay and understand~ng of m~litary hlstorj. We 
must know ~hat has happeu~d ~n ohe pest, co2rectIj ap- 
praise the s~@n~f~cance of these events, and deduce rules 
for ouz conduct ~n the Patu~e, 

Thls vas burdensome enough to milltary men when ~t 
involve& chlefl F military sub~ects---strategy, t~ct~cs. 
terra,n, supolles. ~o~, it has come to mean all these 
and, a~ wail, the v~st fields of economics, psychology, 
and soc~ology~ ]~hat we d~d in Francs In 1917~1918 must 
oe icoo~n and applied in the future. What we d~ ~n th~ 
countrv, that made the other poss~bl~ easy or d~fflcult, 
must aloo oe ~n~n, and justly appraised. 

The flr~t of these subjects was preserved for u~ in 
a mass of ordersgsta±f offzcers' d~arles, reports of com- 
mand~ng~ off, cars, and organization hlstorles° The second 
subject has scarcely begun to appear in p~int, Nost of 
what we d~d on t~lls slde ~as l~prov~sed. 

Today, our examlnat~on revlews very hastily some of 
the actl~itles of the General ~unlt~ons Board, and of 
several other bodles whlch ware extra-legal in thelr 
nature or operatlons, and ~¢hlch, therefore, must be clas- 
slfled as improvlsed a~encles. A~nowledge of thls work, 
and its degree of serviceability, is essentlal to prepara- 
tlon for any future emer~enCyo It is not easy to obtaln 
such kn~vledge. No complete story of the work has as yet 
been wrltten. ~lhenever It ~s written, ~t w~ll doubtless 
bear evidence of a predisposition or part~sanshlp, un- 
reco~nlzed by tha wrlter o± course, but dangeroas. 
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nevertheless, to those trya~g to obtaxn the bare trut~ 
for ~u~dance or suggest~oZ. Hastory does not come to us 
w~th the purxty of a laboratory product, but d~luted, and 
often xnnoCent!y ~dulte~at~& by those responsible for ~ts 
preparation° Th~s must exc~t~ cautaon ~n us, ~hether ~e 
sr~ try~n~zto wrate h~story, or are merely readxng at. 

~i~nerefore, any rel~t~on of these performances should 
be entered auto Izke mar-rlage~ "soberly, dascreetly, and 
zn the fear of God"~ sxld not to clalm reoo~nlt~on of 
accomplishment. 

L~ke all h~storzcal data, such statements must be 
related to other events ~nd pass~bzllties of the ~dent~- 
cal per~od, ~f tnear value ~s to be justly appraised, 

To make them serviceable, we must somehow ~et the 
whole pxcture. What were ~he cond~t~ons~ What were we 
axm~ng to accompl~sh~ What resources were at our d~s- 
posal~ ~at faxed l~m~tat~ons bound us~ What l~m~ta- 
taChS that ~ere possible of removal ~ %Vnat d~d we do? 
What alternatives d~d we have ~ %{ould some alternative 
have pronused better results than the course chosen ~ 
What was ~compl~she~ v Would the same, or s~m~lar, con- 
dztlons exist a~axn~ Should ~ meet them ~n the same 
way~ If not, ~hat ~ould oe our best course the next 
time9 

For the purpose of otu. &~scasslon, we may dlvade 
impr~Isatlon Into two phases improvlsatlon !n organl- 
zatlon, and improvisatlon in mater~l~d Sull~sSst~f sup- 
ply. Occas~nnally at Is a pretense for the purpose of 
delud~m~ the enemy~ ~ore frequently, ~t ~s the oeraous 
use of resources that a/e available ~h~le awaat~n~ the 
development of Others ~chmay be praferred, 

rl~aerefore, we may defane zmprovzsataon an matera~l as 
the utal~zatlon of mu~.itlons ~¢hlch ~ ~¢ouldnot have spec~- 
faed, o~ dependence upon a source of supply ~hach we would 
not nave preferred af alla~d freedom of oholce; but the 
early acquaslt~on of ~hlchmateraelmakes at posslble for 
us to hold a flue, occugy a terrltory, or delay or caz~haan 
an opposlng force untll such tame as our or~anlzataon, 
materiel, or sources of supply may come ~ath~n the pre- 
ferred class. 

He,rover, to ma~e Improvasatlon ~n war render the full 
support of whlch ~t Is capable, there must be some flexl- 
bIllty an the Staff, Line, and Procurement Departments. 
We can not afford to spend much tlme assurlng each other 
that the partlcular mater1~l or source of supply is not 
all it mlght be, and, therefore, will not answer. Accept- 
ance Of supplies, or the temporary u~e of methods or sources 
whlch would not con~nend themselves, maght stave off defeat, 
or atta1~ a success. 



In brief illustrat~on ~n t h e  C~vll War, bhe First 
Cle~elcnd L~ght Artillery, which later became Battery A 
of the F~st Ohxo ~rt~llcry, was ordered ~nto West Vir- 
g~nla in Apr~!, ~863. After ~t arrived at ~ar~etta, 
Ohio, most of ~t~ harnesses ~ere made by local harness 
makers, ~ts caissons and spare wheels, b# local ~heel- 
wrz~hts; ~ts cartridges ~ere made ~n an ~mprov~sed load- 
• n~ plant~ and ~t clearly was not ready for the f~eld 
unt~l these th~n-.s weze accomplsshed, Yet ~t~ presence 
at ~ar~etta, on the border of ~st Virginia, was a threat 
to the Confedcrate movement ~n %~st V~rgln~a, and an en- 
couragement to the O~on element there, and the impro- 
vised suppl~es enabled it to move promptly ~to %~st 
Virg~nla, where it participated ~n ~o of the earliest 
~ctlons of the ,~r, both of ~Thlch vere Un~on successes° 

Th~s Battery was an improvised or~anlzati0 ~, also, 
for they were State troops serwng beyond the borders 
of their State, w~thout be~n~ mustered ~nto the Federal 
serv~ce~ but they obtained success. 

Contznu~ng C~vll VTar examples we could include In 
our program of ~mprov~Satlon the Belglanmuskets ~m- 
ported to a~nn early volunteer i~fantry° We scald not ~n- 
elude the ~rmstron~ and %Tnzt~or%h guns, and the Parrott 
guns, imported from England, because tDey were perfectly 
satisfactory eqa~pment. We continued to acquire and use 
such ~uns unt~i the end of the ~r, and for the full sup- 
ply of them we had no occaslon to estabhsh a source ~n 
our country wh~le ~e hold unthrestonod control of the 
sea° Therefore, ~Te may a~szn c l r~¢  ~ dlst~nction bet~Tecn 
~mprov~sed arms and supplies acquired abroad because ~/e 
have no developed sources of acceptable supply of our own; 
and acceptable fore~n sources of supply that repose on 
unthreatened control of the sea, 

In the late -at, ~lle the German South Paclfic 
Fleet ~s in bezng~ we could scarcely have oallcd our 
rou~e to the nltrate beds Of Chile secure, ~hereas, ~n 
the Clvll \~r, ~Ing~hlch Je held control of the sea, 
we could not have include~ zn our program of improvima- 
tlon any approved item obtalnable abroad ~:ithln the 
necessaz~.per~od..of time, even thouzh w~ had no domestic 
sources of supply° 

The same defln~tlon of impro~i~atlon which we apply 
to mun~tlons and supplles may be applled to the forms of 
or~an~zatlons whlch we may use in such acquirements. 

As we proceed, ~e shall see that r~ost of the organi- 
~atlons outslde of the strzctly m~l~ta~y fleld, and some 
wlthzn ~t, whlch we used during 1917-1918, were Impro- 
v~seeo They ,care ezther extra-legal, or they were based 
on lairs the preclse deflnltlon of ~hloh was not sought or 



tested,--so lonC~ as they forl]ed a baszs for aubhorlty 
helpful to the natlon in its tlme of peril. 

Improv~sat~on--llke s 1~e--is "an abom~natlon in 
the slght of the Lord", and ~,an ever-present help in 
tlme of trouble", and it contlnues its resemblance for, 
having served its purpase, it is forgotten as 9romptly as 
posslble. T~lerefore, exceedlnglY valuable, at tlmes v~- 
tal, work ~urlr4~ w~r, ~n many countries, has obtalned no 

place in hlstorv. 

~mon~ the great powers, there have been In the p~s~ 
and st~ll are t~vo c~asses those whlc~ prepared for war, 
and whose prep~ratlons op-~ra ted automatically on a decla- 
ra~lon of war, and those, ilke ~n~!an@ and our co~mtry, 
whose p~e~aratlons ~re al~ays ~nadequate for a major ~ar, 
and whose governmental functlons and conduct change ~rad- 
ually after a dec~aratlon, To po~Jers in the latter class, 
improvlsat!on is as esse ntlal in conduct of ~lar as an army, 
and no great army of these polders can be mebilxzed, orga- 
nlzed, or sup211ed %~ithout l~provlsatlon. 

In every war xn which these polders nave been er~age~[~ 
their ~mprovlsed organlzat&ons nave proved ~nadequate, and 
have been superseded by re~ularl~J organized machinery. In 
every war, they have sacrificed men and money, an& ~n some 
cases the ohaqces of ~nlt~al success, by failure to have 
even their ~mprov~sed mac~Inery as stron~ and scrvlceable 

as ~t mxght have been. 

In a~dd~t~on to the nounal wealmess of m~l~tary or- 
gan~zatlon due to form of goverr~nent and national unwil- 
lingness to beco~qe a m~lltery na~xon, the~e has been en- 
tx~e neglect of the very patent fact that even an ~m- 
p~ov~sed organlzatlon can be worked out on 9aper in peace 
t~me, and that ~t not only can operate, but that ~t al- 
ways h_~as to opermte ~thout ~athorlty of statttte. Where 
no Great General $~aff exists, ~t ~s alwa~s possible for 
the Army General Staff to w~sual~ze these temporary or- 
ganizations, "f it ~s ~mgressed by the nee@ for them, 
and not obsessed with the ~dea that a purely ~lltary or- 
zan~zstlon ~s necessar# or desirable. 

The existence of tu~o classes of powers ~n relation 
to their preparedness for ~ar, naturally creates two 
kinds of major w~r one, ~n ~vh~ch a natlon becomes ~n- 
volved ~ra~ually, be~innxng wlth a controversial dls- 
cusslon ~,ith another nat~on or nations, and eventually 
declaring war~ or, jo~n~n~ ~n ally who has become !~reo ~ ~e 
volved ~n that way, two, a deliberately 91anneal/mo?~-~- ~ 
ment a~a~nst enother nat~on or ~roup of nations, war 
be~n~ declared~vnen )reparations are complete. 
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~ztary preparation, znaladlng man and materiel 
power, necessarily advances from year to year upon a 
foundation of national resources. -If carried an to tDe 
limit el organlz~x4 po~er, as it can be by a Great General 
Staff, ~nd &s it ~as zn Germany zn 1870 an~ igl&, ~t must 
e%entually reach a point of maximum efflclency. Then its 
valuc ~z11 decl~ne, au~ z~s ~mmcd~ate ~se ~s demanded. 
The result---a ~var of ~gresslon. 

E~land and the Unlted States, debarred by the na- 
ture of tne~ ~overnments and the temperament of their 
people from th~s klnd of or~u~z~t~on~ are th~m~nback 
upon ~mprov~scd h~ethods of f~nal preparation. Our 
legxs~at~on ~s not n~ adequate ~o enable us to organize 
completely, Our problem, therefore, under our system of 
m~l~tary organization and our organ~zatlon of resources 
as autnorAzed b~ the National Defense of 1920, plus the 
war p~ers of the 2resident, as so to plan, provide, &n~ 
dec~de in advanc~ as to shorten thms per~od of ~mpro~sa- 
t~on, and ~ssure emergence upon a sol~@ plabform of per- 
manent organzzatlo~. 

~ necessity for ~nsert~n~ a brief pprlod of im- 
prov~satlon ~nto on; program Is a d~stlnct advantage xf 
we recognize and util~ze ~t correctly. It ~vos a re- 
s~l~ence ~hxoh ~s abse~t ~n the plans of a Great General 
H%aff~ and xt renders less probable the chance of our 
organization "going stale." 

Our latest operation, ~h~ch affords a fleld for 
study, was the improvls&tmon of 1917, The flrst eleven 
months of ou~ ~naustr~al preparetion have not yet been 
examined &s car,f~!iy as they should be. Thus far, the 
emphasis of you~ s~udy has been on the period Narch 191B, 
to the end of tn~ ~ar. 

In the ~inter and spring of 1917, the procurement 
dlv~slons of the Waz Department me~ ~ have been co-prdlnated 
for m~!ztary purposes under the Chlef of Staff, zn accord- 
ance w~th the ocaer of the Secretary of ~Var, issued in 
1916, but fez the purpose of ladustrlal nreparatlon for 
war. tney were u~oo-ordln~te@, except &s the Ordnance 
Department had at, thorlty to procure snail arms an& ma- 
chlne guns for the Sl~nal Corps and ~arlne Corps. Even 
th~s was not unquestioned. 

The personnel Of the departments of the ~Var Depart- 
ment, inoiudin@ the General Staff, was so small as to be 
barely equal to their routine ~orl<, and entlrely inade- 
quate to initiate and develop large p~oo~rams~ It may be 
that the General Staff ~a~ ~vorked out some plans of oper- 
~tlon for parblclp&tlon in the European war; but no plans 
had been lald out for mob~ llz~n~ o%~r army~ or for tralnzn~, 
equzpplng, armln~, and ~aln~alnl~ our forces in the field. 

. 



When the Generel Staff w a s  asked for mts plan for ~n- 
dustrmal mob~l~zat&on, by the Chemrman of the General 
~m~t~ons Board, ~n ~pr~l. 19!7, he was ~o~t~e ~as 
none~ he ~¢~tne~sed the devel~pment of ~ll/th~s, the 
complete absence of ~h~ch he could not undebstaud ~n 

,91.o He un@erstands nm~, ond th~s recitation ~aroh, ~ 
~s made no~ for critical but for h~stormcal reasons, 
thet you may appreciate the condmt~ons then confronting 

the War Department. 

~ - ~  .... 

The e~planat~on of th~s ama~in~ situation ~s com- 
parat~voly s~pleo The almlnmstzat~on had been re-elec- 
ted on a ~esce pzo@rsm~ the personnel of the departments, 
therefore~ ~as on a Reace bas~s, and even after ~t became 
evident that Congress ~ould declare war, there ~,ere so 
many tentative elements ~n the s~at~on as to maze ~n= 
stant action ~mpossxble° The ~m~ess~onmade on one ~n- 
vo!ved ~n these matters at the t~me was that the Pres~- 
dent had not yet ~na~cated the exact form our m~l~tary 
a~d was to take, ~nd, therefore, many th~ngs remained 
• n abeyance u~t~l ~ay and some uht±l about m~d-June. 

The si~e of the ar~y to be ~alsed was dnde termlned'~ 

therefore, requ~remert~p l~ns must be tentative, the 
method of ra~zng the ~rmy~ #he,her b~ vo~u~uteer~ng or 
by draft, was ~naetermJned~-t~e~efore, locations of can- 
tonments must be tentat~ve~ the ~se to be made of the arr0y 
when raised an& equipped, whether as reserves ~n our coun~ 
try~ or for e~rly service abroa~ was tmdeterm~ned--- 
tLerefole, operations and t~a~n~rg plans must be ~enta- 
t~ve; the size of the ~ppr~p~ ~on bxll to provide the 
funds was undeterr~ned ~-~herefore, cunsrects, e~en for 
known and ~ecogn~ed requ~emeub~, must be tentative. 
Th~s was a s~tua*~ou~ the appall_~g poss~b~l~t~es of ~h~ 
~ere not to b~come fully appareqt to us unt~l the terrific 
German d~ve of l larch, !918, made ~t clear that the sal~ 
vat,on of our cause had been a matter of ho&rs ~n Narch, 

1917, 

After not~n~ the l~ck of effective co-ozd~nat~on of 
tDe Dep~rtments ~ Bureaus ~nto ~h~ch the War De2artmenb 
w~s d~¢~ded mn 191¥~ o~r next point would nat~ra!ly be 
the beginnings of t~e elfo~ts Which f~nally o~ercs~e these 

weaknesses. 

It ~ould be xm~osszble to reclte in th~s brlef re- 
vlew all the impro~sed or~sn~z~tlons ~hat contrlb~ted. 
Such a l~sc, w'~ul~ l~t~Je ~ost of the war-t~me agencles 
o~t~Ide of the War and ~av~z Departments~ ~e must, how~ 
ever, exsm±~e e~pec~all# the Oo~nc~i of Nat!onal Defense, 
for ovt of "t, an~ t]~rc~h ±t~ actlv±ttes, developed 
those agenc~s ~hzcD w~s to l,~ve a very vltal, indeed. 
a contro,llng, ir~lueu r )~ 0~r war organ!zatlon, partic- 
ularly the General ~a~_o~ons Board and its re~azFao!e 
of±sprlng, the War Indastr~es Board. 

?. 



The word~ of ~he provision of the statute ~h~ch 
authorized the Councxl of National Defense made ~t ooss~ble 
to ut~l~ze the structure ~t authorized ~n a much broader 
w~y th~n tne lau~uage suggests at a f~rst reading° The 
Cha~rmsa of the Councxl of National Defense, ~he Secretary 
of ~Var, IVe~ton D. Baker, one of the ablest Americans who 
ever occupied tha~ off~ce---a la~vyer of great courage ~nd 
resoarcefulness~--and the very able D~rector of the Coun~ 
c~l, Walter So G~fford, of Ne~ York, now President of the 
American Telephone & Telegraph Company, were qu~ck to 
recognize and ~se~ to their utmost possibilities, the 
po~vers and ~mpl~catlons conferred by the Act° 

It is fair to include ~n our l~st of ~mprov~sat~ons 
all of the organizations au~ a~enc~es ~vh~ch eventually 
evolved from the Counc&l of l~at~onal Defense, 

The fiist of these to be intimately related to the 
Army and ~Tavywas the ~anitlons Standards Board, or~anlzed 
in ~arch, 1917, Thls body~as charged ~ith the ~uty of 
standardAz~ng munitions production for the Army and l~avy. 
It was comgosed entlrely of manufacturers° E. Ao Deeds, 
of the Dayton Electr:c Laboratorles Company~ J. vA Otterson, 
Presldent af the W~nohester Arms Company; Frank P. Pratt, 
Vice Presldent of the General Electrzc Oompany~ Samuel 
~. Vauolal~, President of the Baid~in LocOmotive W~rks, 
J° bo Vsndervoort, of ~oot and Vandervoort, Mcl~ne, 
llllnols, s~d Frank A. Scott, Chalrmano 

After a prel~m~nsry survey of the oondltions in the 
Army Departments and Navy Bureaus~ ~ dlvlslon of the flrst 
work was arranged ~s follows~ 

Small arms and am~unlt~on - Mr~ Otterson 

Artillery - ICr. Vauclaln 

Art111eryAmmunltlon - Yr. Vandervoort 

Fuse productlon - Colonel Deeds 

Gau~es aud small tools - Nro Pratt 

Fire C~n~rol ~nstruments 
and optlcal glass - Mr. Scott° 
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The reoorts of these gentlemen are some~L~ere in your 
archlves no~v, and they weze the baszs on ~hlch vast ac- 
tzvltles ~¢ere d3~elopea, ~hlch contlnued th~oug boat the 

war. 

It was pos~ible for the Chalrman to report, wlthln 
J~e~v days~ that the subject of standardlzatzon was pure- 

ly academlc for any purpose ~,the w~r then so clearly 
ahead of us, and that wha~ was/real impo~tance was the 
co-ordlnatlon of the several Departments of the Army and 
the Bureaus 09 the Nacy ~n thelr re~.atlonshlp to the re- x 

..... ~-~- ~ the country. The. Secre ~o~ o 

tarY of W~r thereupon asked f o r  an out lzne of some/~ or 
~anzzat lon  which would Ineot the s l t u a t l o n .  Thls r e s u l t e d  
zn the sug~estzon of tne~v~anzza tzon  of  the Genezal 
~un~tlons Board, ~h~ch/for~ed of a representatzve from 
each of tne Departments of the Army and the Bureaus of bhe 
Navy, o~e off~-cer representzn~ the General Staff of tLe 
Army, and a civ~Iza~ representative from each of the fou~ 
chief dzv~s~ons of the Coun~zl of Nat~on~.l Defonse, wzth 

F. Ao Scott as Chairman. 

As vzewed from wzthzn the De~tments by the newly 
appoznted Chazrman, several facts rel~tln~ to procure- 
ment were very plazn---most of them d~squ~et~n~---the 
chzef one belong ~ha~ our exporzence zn the Army and 
Navy Departments, up to that rnoment~ had been to acquzre 
a Izm~ted amount of mater~l from an unlzmz~ed source of 
supply, undez conOztzons of severe compet~tlon ~hzch had 
protected the mz~c~rY b~anches ~n the n'atte~ of qualzty, 
price, and de!~vcr~. Ue ~ere about to reverse that sztu-- 
atzon~ Otu m~nufscturzng experzence zn arsenals and navy 
yards had been to p~odace a comparatzvely lzm~ted number 
of each zte~, ~nder condzt~ons of no p~rt~cular stress~ 
~v~th the resalt that our product reached a hzgh standard 
of q~alzty on a baszs of production ~¢hzch, in most ~n- 
stances, had to be regarded us ~ l~oorato~y prooesso 
We were about to be called upon almost to reverse that 
oond~t~-on. Unde~ ~ w~r conditions, quality could be mazn~ 
tazned only so lo~o ~ as it d~d not zn~rfere wzth the prO- 
ductZOn of the quantzty necessary for nauzonal safety~ 

Our relations wl~h zndustry theretofore haa been 
protected, both as to capital and labor, by the competz- 
t~on fo~ our ous~.nesSo Now, there was to be no compe- 
t~t~_on, and both capital and labor ~ere to be force~ into 
cha_,Lnels new to them and to us, and we ~ere to be compel- 
le~ to develo~ new relatzonsh!ps, ne~ ~nethods of control, 
and of protection for the men who ~ere to conduct the 
dealzn~s, and foz the znterests of the Government. 

. 



In our prevlous experience, one of ~he most nnpor- 
rant elements be be ~uerded and cons~aered teas cost, and 
now we were to be faced %~tn a condlt~on %~hereln the most 
~mport~nt element ~¢as the sav~ng of t~me, ana, next, the 
savln~ of !~fe. In both was ~nvolved the salvation of 
our cause and our country, and although money had not by 
any means been rendered ~materlal, ~ts ~mportance zn the 
.~utat~on had been les%ened to an amaz~n~ extent. 

As the Depart~en~s of ~he Arm~ aud the B~rea~s of the 
Navy ~vere then operat-,~o~ they ~ere c ~moet~r4 ~th each 
other, w%th ou~ AIJ-,es, and ~,~h c~_v~i~an ~ndustry. The 
natura3 consequence ~vas ~nterfe~en~e and price s b~mulat~on~ 
Th~s ~nd~ ~ated a need for pr~orlty contcol, as ~ell as co- 
ord~nat~ono The lo~al powe~-s of the ~avy, ~n dea3zng ~¢_,th 
xndust~y, d~ffe~ed from uhose of the ~rrny. Their procure - 
merit ~vas also mo~e central,zed ~n the Bureau of Suepl~es 
and A(co~nts. They t~,cn advantage of thexr opportunxt~ss, 
promptly, ~ntel~gen~y, and very effectively, and their 
co-opera~on ~vas euceed~-~/~ helDfulo 

R~ght here, ~t ~l~ould be redorded that on the day-- 
about I~mrch 29th, i9i?--that the order of the Secretary 
of 1~ar and the Secretar# of the Navy ~vas be~n~ c~rc~lated 
~n the Depa±~tme~ts, d~re~t~g the des~,~nat~_on of officers 
as represent~t~ve~ on tAe G~.De~s! ~h~r_~t-:ons Board, a co- 
ordinating memo~aa~om of the Gen,~ ~ [ S~ff was also being 
clrcalated b2 B~ lo~aa~ er General--then Ma~or--Ps!mer ~. 
P!erce~ ~n the A~y Dep~ituents. th~s ~ndlcat~n~ that th~s 
general pl~n had also b~en con~ ~.~ered at ~he War Co!le@e. 
The ordex of the Seoreza~,es~ be~r~g i~he broader, was fol- 
lo~¢ed; and Geuera± P~erce became the representative of the 
General Staff and the personal representatlve of the 
Secretar~v of Jar on the Geqeral ~[un~t~ons Board, Sub- 
sequently, h~ became the f~rs~ representative of the Army 
on the ~4ar Indastr~es Noard, organized Au~t~st Ist, 1917~ 

It is no~ necessary to e z a ~ . l u e  the powers delegated 
to the General ~[un~t~ons Board. The action of the Coun- 
c~l of National Delen~e wa ~. as foiiov¢~ 

'~80LVED, That the Seczetary of War, as 0halr- 
man of the Co~acil of !~at~onal Defense a~d under au- 
thority of tne Act Of Aa~ust 299 1916,~V~Fer the oo- 
ord~natlon of ~ndostrzes and resources for ~ne 
national see~r!~y and v~elfare,,, ~ and under the spe- 
clf~c aa~hcr~ty .~ the Act, ~,~ch provldes fez the 
appolntment of' '~quoord~nate oo~e~"' shall appoln~ 
a General Mun!t.cu~ Boa~d, CODmC!I of National 
Defense, to be compose~ of Army and Navy Department 
hezds o~ officers appointed by them and representa- 
tlves appolnteJ bj the Advlsory Commlssion, tl~e pur- 
pose belng to co-ordlnate the buylng of the several 
Departments; asslst in tl~e acquirement of ra~¢ 



materxals and mantlfacturlr~ faC111tles; the estab- %~J[~ 
llshln~ of precedence of orders, etc, includln~ the 
ordinary commercxal and ~ndustr!al needs and the m~ll- 
tary requlrements of the nat~on~ Such commlttee 
shall have no au~horlty at thlS tlme to issue pmrchase 
orders, make contracts or b~nd the Government ~n ~ts 
purchases, all these thlngs to be done, as at present, 
by the respectxve depsrt~nts, The Chalr~an of the 
Commlttee, ho~¢ever, shall have ~uthorlty tO requlre, 
when necessary, that certaln (o0nfllct~r4} purchases 
be not made untxl the same, with a full statement of 
the facts, have been submltted to tl~e Secretary of 

War or Navy," 

The flrst membership of the Board was announced as 

follows, 
Frank A. Scott, Chairman 

From the Army. 
Br~g. General Thomas Cruse 
Colonel F. G. Hod~son 
Colonel H. FiSher 
Lleut. Oolonel J. E. Hoffer 
Ma~or Palmer E. Pierce 
~la3or Charles Wa-llace 
Captain A. B. Barker 

From the Navy 
Rear Admxral H. H. Rousseau 
Rear Admlral W. S. Capps 
Colander R. H. Lel~h 
Commander T. Ao Kearney 
Doctor R. C. Holcomb 
Pa~nnaster Jo H. Hancock 
L~eut. Colonel W, B. Lemly, ~arlne Corps 
Mr. L. Me, H. Howe, representlng the Secre- 

tary of the Navy 
and representat~vms of the follow~n~ committees of 
the Advisory Commission of the C0unoll of National 

Defense. 
Raw ~ateria!s, Bernard--, Baruch, Chairman, 

L. L. ~ummers, 
Industrial, Howard E. Coffin, Chairman, 
Sappl~es, JuLus llosenwald, Clmxrman, 

Chas, E~s amman, 
l~ed~clne, Dr~ Frar~ki~n Nart~n, Ch~xrman, 

~. F. S~mpson, 
The Secretary of the General Lmn~t~ons Board, 

Chester Co B01ton~ 

At the flrst meetln~ of the Board on Aprll 3rd, 1917~ 
a commlttee of the flve sen~or officers was ~ppolnted to 
draft a plan of procedure~ N~hlch was adopted by the Board 
on Aprll ~th- 
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-The Ntu~t~ons Bosri of the Council of Eationsl 
Defense in committee assembled deems ~t ~ertinent at this 
time to reco~ize and enumerate the foll~¢Ing 

"a. That questions of actual purchase of maber~al 
are not to be handled by ,,'The ~lunlt~ons Board."' Its 
duties o~ the contzary, ~¢zll be confined ~n so far as prac- 
ticable to fac~l~tatln~ the u~rk of purchase and supply 
a~encles now exlst~ng zn the War and Navy Department 

Organlzat~ons. 

"bo That the mlss~on and purDose of the country is 
as set forth in the ~essa~e of the President. 

"c. That this cou~alttee strongly affi_~Tns its in- 
tent to maintain in so far as may be practicable the 
existing o~der of things in the industrial condition of 
the country, the order of delivery of military and naval 
material, both domestic an& foreign, as provided under 
existin~ contracts, will not be a!stmrbedunless aosolute" 
ly necessary to meet requirements ~nlch may deve!pp in 

the future. 

"d. That in the executlon of present and in placln~ 
future contracts for military and~vel m~terlal careful 
consiaerat~on ~iII be ziven to industrlal requlrements so 
far as practlcable. 

"e. ~Fnat order of pr"orlty of delivery of various 
kinds of mater_al requlred by the War and Navy Departments 
w111 be deternln~d so far ~s possible by co-operation be- 
tween the various Bureaus and Offlces of these Departments 
d~rectly concerned and that full conslderation ~lll be 
given to the importance of early and prompt dellvery of 
materials under contract, or subsequently ordered, for 
shipment abroa~ to belll~erents friendly to the Unlted 
States. 

"f. That it is the op~nlon of this committee that 
immedlate actlon should be taken by appropriate author- 
Ity to insure the integrity and malntenance of the In- 
dustr~al organ±zatlon of the country in relation to 
preparatlon o£ military and naval materlal and to em- 
~haslze the very hl~h mllltary importauce of such In- 
dustrlal work. 

"g. The Board recognizes the !mport~nce of super- 
vlslng future cormultmeuts of United States n~nufactur~s 
for delivery of materlal to foreign purchasers and that 
all such p_~ospectlve foreign commltmen~s shoald be sub- 
ject to approval by competent authority in order to pre- 
vent interference ~zth prompt dellvery of more urgently 
needed mllltary and naval materlal." 



Arotu~d ohls plaz of 9rocedtcre was to dewelo9 the vast, 
complicated, and essential act~vlt"-es of the General I~iun~- 
t~ons Board, and~ s%bsequentl~, the W~r Ind~stc~es Boar~[. 
In th~s plan, also ~, m~ybe seen the beginning of the thought 
that grew ~nto the Wa; TWades Board, and other activ~tles, 
A reading of this plan is worth while as e~zdence of the pre- 
science and ~ood sense of these off~cer~ whose th~n/~n~ ~s 
so clear and sotu~d on the ossas~on of their very f~rst ~ather- 
xr4 under the ne~¢ authorization. ~hile ~eaaln~ the ~0re 
ceed~n~s of these earlF meet~n~s, ~th their ample testimony 
of the ~b~l~ty and mental grasp and an~erstand~ng of these 
officers, ~t ~s amu~n~ to recall that even at this very 
time there were enthusiasts outside the m~l~_tary branches, 
who thought our cause ~o~id be a~ded by scrapping all tl~s 
talent and beg~naln~ alresh ~ith inexperienced clvIl~ans~ 
War does produce a f~rm of nmdness: 

Now."le~ us examine thi_s pioneer war-mal~n~ body. 
Was ~t %/lsely concelved 9 Did it answer ~ts purpose ~ 
Was ~ts vaiae recoo~n~ze& at tha~ t~me, sa~d xn such way as 
to conf~rm the soundness of the Idea~ 

On these points ~¢e have evidence from a valuable 
source. In h~s leaves from & %~r D~ary, ~ajor General_ 
James G° Harbord, on D~ge 14ij~h~ch ~ecords Septemoer itn, 

1917, has ~rltten~ 

',The Genergl [Pe_-shing) has a plan for co-ordlnatlng 
the pu~p~ase of our sever~l su991y gepartments, WhiCh 
strs~ely enoUgh seens never to have oeer~ attempte~ be- 
fore. Each supply department has Its oven purchasln~ 
offlcers. When supnlles are needed they go into the 
market for bids, wlthout regard[ for other branches of 
the arm~- o2 othez departments of the govarr~nent. 
They bld agezns~ each other, they pay dlfferen~ 
prlces for the same thlnSs, and often one supply de- 
partment will be out for artlcles wl;ich are on hand, 
s~plus and unneeded, !n some other. It is bad enough 
in peacetlme at home b"~t ~_n the theater of %vat, three 
thousand miles f~om A/nerzca, where prices are hz~h, 
and not only o~rsel%es but o~r ~!lxes a~e In the 
market fo_ ~ every conce!vao!e klnd of mun~tlons of ~ar 
and army supp!~es, It %~ould mean ruinous pr~ces, ~n- 
ev~sble sho±ts{es in certain con~modltles, and equally 
~nevltable frick%on with our friends°" 

"He (%ie Chlef) Is organxzlng e General ~aroliasi~ 
Board, an@ intends placln~ Colonel Dawes ~n charo~e of it 
as C-enera! Purchasing A~ento The tltle is really in- 
accurate~ for it xs not ~es~red that Dawes shall ,do ant 
actual b~v~r~ or have ~ %V mone~ a%courltabll~.t~v 

15. 



The severai..s#pply departments are. each .to name a 
P urcnssz~ Off~cer,.and.these men.are to ~onstztute 
the Purchas~n~ Bosrd, reportxng to Dawes~ He wzll 
co-oraznate thezr effo~s~ prevent com~et!t~ve bl&- 
dzr ~ against eaah~ othe~,~ or o~ Al1~eso" 

Observe that th~s P~r~as~ng Board was also extra- 
legal~ In other words, zt was sn ~mprov~sat~on. Here, 
then, ~n France, exactly flve months after the sane ~ork 
was begun ~n the Unmtee States, ~e f~nd ~he Commander- 
~n-Ch~ef of the American Army struggllng to work out Zo~ 
hls purchases aoroad a progza~ which had been ~n operation 
four months ~n the Departments at borneo The first reac- 
tion from thzs d~scovery ~s s g]o~ of sat~sfactlon at thzs 
conf~rmat~on of the necessl~# for the General ~%unmtzons 
Board, and the wzsdom of ~ts organization, the secon~ ~s 
a feel~ng of aeep chagrin that our staff work should have 
been such that General Persnzn~ d~d act have full ~n- 
formation, and his board established, by July Ath, ~n- 
stea4 of Sep~emocr &tn. The fact ~s, our staff personnel 
zs w~llmng to function as z staff ~n peace t~me. and ~nen 
war comes they a~e as anxious as any ~nfautr~Tnan to get 
~¢~thzn so,bud of ~he g~s. There was a sad scampering from 
staff departments during the early months of the ~ar, ~¢mth 
a consequence that ma~ th~ngs ~/ere overlooked that m~ght 
have been handled had s greater n~mber of expermenced 
off~cers remained. The Marzne Corps has pre-empted the 
slogan "F~rst to flght." In the next ~¢ar, let them re- 
ta~n zt without spch keen compet~tmon from staff offxcers 
~,~hose traxnxng and talents are needed else~here~ 

While the commendstlon of thls adoption of the ~dea 
by General Persazng and hms staff ~s encouragzng, ~t zs 
not enough to g~ve a fznal approval to the sotu~dness of 
the plan zs applied over here. Encouraged by th~s, no~v- 
ever, we may d~g st~l! deeper. 

What were some of the earllest accomplzshments of tl~ 
General ~iunltlons Boar~ ~hlchmay be clalmed as 3ustmiylu@ 
~ts ex~stence~ 

F!rst of all, it lessened ~he cnaotlc cond!tlons in 
the supply d~pactments, and gave a polnt on ~hlch to fo- 
cus Indus~rla! actlviule~. It bec~me a war clearlng house. 
it inltlated many essertlal movements for born the Army 
and the Navy. Thus, for example, through Its efforts, or 
wlth its co-operatlon, the rxfle p~oo~ram, the orzglnal ar- 
tzllery program, the fzrst artzllery amznunz~lon pzogz~n~ 
the constrt~ct~on of the cantor~ments, the orzglnal cloth- 
ing and equipment of the fmrst quota of drafted men; the 
estabhshmen~ of przo~_tles, price control, an~ the op- 
eratzon of prlor'~ty duazno the flrst eleven months of 
the war, and many other t~l~ugs unnecessary to De ~eczted 
zn thzs d~scuss~o~, ~¢ere provzded for. 
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The f~rst ~]ar Industrles Boazd, ss or6anzzed August 
1st, 1917, Cas less of an improv~satlsn ±~evertneless, 
• t must be ~ucl~ded ~n our llst of ~mprov~sed agenc~eso 
ALTHOU@H APPOINTED BY ~HE P]~F, SIDE I'T, AITD ACTI~TG ULCER HIS 
AUTHORITY, IT REPOS~ ON NO DEFINITE STATVdTE ~NACTED BY 
CONGRESS, NOR DID THE PRESIDENT, IN THE ~1DRCISE OF HIS 
~JAR PO~CE_~S, GIVE ~UC~ D~FINITB~ ~IRECTIOII TO THE BOARD AS 
TO THE ~CT C~Iq~TEL5 IN WHICH ITS ~01~C SHOULD PROC~o 

The membership of the ~ar Industries Boa;d, as an- 
nounced by the President, on Ju2y 27th, ~91V, ~vas as 

follows 
Frank A. Scott, Cha~rm~u 
Br~. General Pa~uer E. 2~erce, Repre- 

sentln~ the Army 
Rear Admiral Frank F. Fletcher~ Repre- 

sentln~ the Navy 

All~ed ( Zo ~. Barucn, Raw ~ater~el~ 
Purchas~c~ ( R.S. Brook~n~s, F~n~she8 2rod~cts 
0omm~ss~on ( R.S. Lovett, Priorities 

Hugh Frayne~ Labor 

We must not miss the significance of th~s small Board 
~n place of the much larger body, It ~s intezest~ng ~n 
th~s study to observe the advance ~n p~wer of our ~mpro- 
v~sed organization fzomApr~l 4tn, to July 2Vth. Now, 
~ts &pposntment comes d~reot from the President, and 
thence folwald he associates n!mself more and more x7~th 

• ts ~olk. 

At the time of its crestlon, in ITarch, 1917, repre- 
sentation was ~Iven to each Department affecte@o Four 
months later, we observe these delegated 2o~¢ers of the 
Army and l~avy Deoaztments concentrated in a s~nGle reD- 
resentat~ve for the ArmsT, an8 a s~n~le reDresentatlve 
for the Navy. Obvlously, the Presldent and the Secfetarles 
of ~r and Navy are now persuaded of the utlllty, saneness9 
and d~slntereatedness of the Board, and even the most con- 
servat~ve officer ~s ~7 thoroughly educated to the f~ct 
that no Army or Navy Department can play a ~ne ~nd ~n a 

modern ~ar. 

It ,~v@s not untll ~arch, 1918, that the e~erlence 
already obta~ne8 from these improvlsed organlzatlons, 
enabled the Presldent and hls advlsors to concentrate 
the p~Jer ~¢hlch ~as cove~ed by the President's letter 
of L1arch &th, 1918, to ~r~ Baruch, the ne~i Cha~r1~n of 

the ~ar Industrles Board. 

Therefore, the flrst eleven months of the wal ~, ~nth 
all thelr tremendous actlv~tles, ~vere covered by impro- 
vlsed organizations in thls f~eld, and the Amerlcan sup- 
plmes and mta~itlons f~rnlshed our troops, as ~¢ell as the 
housln~ fac~lltles enjoyed by them in tnls coantry,~were 
probably all the results of !mprovlsed oz~aulzatlonSo 
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It ~ould not have been u~itil t~le campaign of 1919 that 
the armies ~ovld have begrn to receive the full benefit 
of the v, ork ~eTelooed under the ~ar Industries Bozrd after 
~arch, 1918o At the same time, it must be recognized 
that the ~ork of that Board, d~'ing the Period North 1918, 
to ~he signing of the ar~Istice, was required in order 
even to make posslo]e the o~oduotion of iteus arranged 
for prior to the authorization and orgslqlzatlon of the 
Board~ It is to be hoped that ~t will remain clear that 
this endeavor to @aline the wo_-k reflects no underestl- 
mat~_ou of the oo~e~ ~ efforts, and aooompllshments of the 
great or~aniz~tlon w~Ich we ~'~ae,7 as the War Industries 
Board at the time the armls~ice was signed. 

Any one sbudging the activities of the first six 
months of toe war can not fa~l to note the activities 
an~ performances of the Staff, the procurement depart- 
ments, and t iese im~rovlsed sTencles ~ ere inextricably 
inter;oven and acted and reacted on one another. To give 
one exam21e ~hich covers t~e production of the 
Springfleld~nf]eld ~°Ifle: the survey of the available 
rifZe-makin~ eqt~ipment in this coventry ~as made by the 
~unit%ons S~ndards Board~ the ~des of p~archas!ng the 
2n~iish vlf±e mach~ne~ in the ~snerlo~n plants originated 
in toe 0rdnancs Lgpazt~ento {be ~,e~ot~atlons with the 
English ~cre condacte4 and con~um~ateg, By an officer of 
the Gene~l }.t~i~t.ons Boo, d, the ~orm of contract coverln~ 
rifle ~n~l'~cture was ~ra~n by an 0rdnanee Reserve officer, 
the ~ch~r~ery was inve~torle~ ~nd ta.zen bver by offlce_~s 
of the Ordnance I~par~ment Another exa~21e, the building 
of tl~a cantonments the stady of the cantonment construc- 
tion problem was made by a colmuibtee of the General 
Munit~oi~ B~srd~ the Construction Di~saon of the Q,~arter~ 
master's Deps.rt~nt was charged ~th the duty of const~°uc ~ 
ring the cantomusnts, the sates were selected by the 
General S?sff, the 2r_ces for 1Dmber were fixed by ~he 
General ~un~tions Board, the ta~.k of iooati~g oont~a(tors 
eq~pped to do Lhe ~o~k was allotted to a commlttee of 
t~e Gener~l ~un%~r~s Board, ~he form of contract employ- 
ed was a 0olnt produc~ of that Coi~ni~tee, the War Depart- 
ment, and the General ~lu~%it~ons Board. 

.~hlS, doubtless, is enou~ ~o ~how h~w the poverty 
of 9erso~ael ~_n toe regoiaz aepart~enls ~as made good by 
us±n~ te~oo;arg organ ~ z~tlons ~ and the ,zork accomplished 
within a 9er~od of t line ~h:~h ~uld have been absolutely 
out of the quest%on ~f tLe rega2ar departments had oeen 
left to do It u~is~ppo~ted, In facg~ mf ~he departments 
had not been r3~nforce~ by these ~p~0v~seE organizations, 
they zoul8 h~ve broken d~,~ the ~oat~ence of the coventry 
~oa!d have oecome e~hau~,÷ed, a~_ot ~e ~rou!d h~ve seen 
zreat elv~l~_u o~g~n~ ~a~ ~on fozme~ t~ d~ the ~ork~ as was 
done in ~.~zlan~ ~p.~.set3on saved tlle dsy~ 

16. 



Nor can~e overlook the fact that improvisation has 
a d~eper signlfloance t~an savi~% time, hastenln~ supply, 
or affording ~reater oonvenlence, impo2tant as these may 
be. Its relatlonshi9 to n~tlonal forces and impulses, 
that are out little tmderstood, is profound. That this 
point has not been stressed by historians or soldiers 
should only make more keen our interest in ~t. 

THE V~R SPIRIT OF THE NATION FOUI~D IIZ_P~ESSION IN 
EVERY HELP~-~JL FIELD OF £0T~VI~¢ AIZ) THERE ~AS NO D~ ~- 
~VL~ ~IADE UPON 0~J9~ PEOPLE, FOR EITHBR SERVICE OR SACRI ~ 
FICE, THAT DID NOT NEET WITH AN I~BIATE IIESP01~SE. 
IT WAS THIS, PRI~IARILY, j~ICI{ ILAD U POSBIBLE CONT~0L AND 

DIP~ECT~0N BY I~,~ROVISED AGENCIES~ 

Improvisation, in its relationship to large masses 
of people, has the psycholozical and polltlcal advan- 
tages that it encourages initiative, stlmulates intensely 
m~ss activity, and crentes substantially no harz~ul po- 

litical reaotlon° 

The system of price control ~,~orked out by the General 
Munitions and the Jar Industries B~ards ~as drastic and 
far-~eacnlngo it was most ef±ect ~e, an& yet dlsappeared 
qul~4~Ith the slo~nln~ of the armistice. The labor con- 
trol exercised b7 the ~ar Labor Board of the Council of 
National Defense~ the Liberty Loan organlzmtlons in the 
several states, and the great cities, an~ the gasless 
Sundays are all ~ood examples. On the other hand, in 
hi~hl~r or~anlsed Ge~%ny, ve flndL t~ere wis almost cOn- 
tinuous friction, and many Sad ions po_oulaz reactions, re- 
suiting finally in revolution. General Ludendorf makes 
constant complaints, ~/Ithout appesrln~ to tu~e~"stand the 
cause of his difficulties. There can be no ex21oslon 
without compression, and too much conlpression al~vays 
produces an explosion, 

The interval, ~[arch to November, 1918, ~vhlch vJas 
covered by the ~ar Industries Board in its final form, 
is a most v~luable subject for examinatlon° During 
that period was accomplished ~n essential and splendid 
sezvlce~ but it represents the ~zork of regular orEanAu 
~at~on,. the frult~0 n of improvis~tlon. Soldiers ~lll 
have no difficulty in ~ppreciatlng that if o~r corn%try, 
with its vast resources of man-pc%vet, materiel, and or- 
~anlzlng ability can remain unlnva~d, or can contain an 
inva&er for the first elemen months of any ~ar, it ~ill 
be certain to overthro~v its adversary after that time. 
Our problem in any fixture strtl~zle, as it %¢as in 1917, 
will be. can we hold the first six months~ If we hold 
that lon~, ~e ~¢lll do the rest. 

17o 



~odern war ~nvolves the full p~¢er of a nation° 
Therefore, a complete p~ogram of preparedness, ~n full 
operation, ~ould br~]~ ~nto service all the resources of 
a country, and all Its spiritual and moral forces, Our 
country w~ll not now, and ~t nmy easily be that it never 
w~ll, sustain a program of ~repar~dness ~ch, automat~c- 
ally upon a declaration of war, mmy become aft once ~n ef- 
fective m~Iitary agency~ 

W~th our form of organization, and our program of 
preparedness, we must experlenoe, first, a brief per~od 
dur~ng%vhlch we must de~end on our\~ar reserve, second, 
a longer perlod, durIngwhlch ~¢e must supplement our 
reserve of n~terzel, and reinforce our wsr-maki~ orga- 
nizations by improvised me,hods, third, the final phase, 
in ~hlcn ~e wlll be utll~zlng our preferred materiel from 
preferred sources, and depend~n~ upon regularly or~anlzed 
a~enczes to conduct ~7ar activities. 

Contrasting our sltuatlon ~n 1917, ~th the conditions 
and opportunities ~n 1926, we f~nd much to encourage us. 
~nere Is more legal authority, and better comprehension ~n 
which to construct a plan of pre2aredness. The Natlonal 
Defense Act df 1920, co~centrati~ vast pm~ezs in the 
Assistant Secretary of ~a~, an@ cPar~lng hlm ~th the duty 
of provldlng "assurance of adequate provlslon for the mo- 
bzl~zatlon of mater~el and industrial organizations es- 
sentlal to war tlme needs',, ~ a lon~ stride in advance 
of our survey of Z916, and the tenuous authority derived 
from the 0ounczl of National Defense~ 

Co-ordlnatlon le now assured by authorlty of lew; 
plans are making for definite e~erclse of these powers, 
we are tra~ni~a procurement staff, we have the d~str~ct 
or~anlzat%ons, we recognize and ackno~led~e the necesslty 
for supel-contfol in e@ent of war, ~e nave a certain war 
reserve o~materIel, and we are prepared to educate the 
country to the importande of malntalnlng th~s, we recog- 
nlze a need for certain leglslatlon provldlng for the 
mobIl~zatlon of our nan-p~r. Ue 1 ~ ¢  and are prepared 
to assert unendlngly %h~t ~zhatever these thln~s me# cost, 
the ball will be smaller t~n%n the waste czeated by not 
doln~ them, omlttlng consideration of rlsk to national 
honor and secarltyo 

~vo cond~tlo~s Inevlthbly lead ~tlons into deflnlte 
mllltarlstlc programs and organlzatlon~ ~e, an accepted 
pollcy of aggressiveness, such as Germany and France nave 
adopted at certaln perlods of thelr hlstory, ~o, appre- 
henslon arlsinz out of the prox~_mlty of a strong and ag- 
gresslve neighbor. This has been the pOsltlon of France 
s~nce 1864. We are in nelther of these classes. 
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The strono~, wellL~dlsP °seal natlon that can now con- 
trlbute the most to¢¢ard any program for the contlnuance 
of peace~ is the one that oan in the ~r~efest time arlay 
~ts man=po~er ane materlel-powez for the f~eld~ %Je kno~ 
we are well-d~_soosed; we kn~ we have the man-power and 
the mater~el-po~.ler~ can ~e now exerclse the po~er of wil4, 

and the brains to make these advantages ser v~ceable~ If 
we can, then, ~ndeed, may ~e claim to be a Jea~er amon~ 
the nations. ,,'Tis excellent to h~ve a gxant ~s strength", 
and certa~-nly ~t wxll not be ty~arn~ous to use ~t to assure 

the continuance of ~nternatlon~l ~oeace. 
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