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INTRODUGTION = GENFRAL AUVGGTES.

nOOO—

The Seccetary of War regrets that he carnot be here
this mornirg as he has an mporbant engagenent with some
committees 1n CONgress, and, as you know, the Assistant
Secretary is sway on a business trip. Therefore, I am
honored to introduse to you the spesker of the days It
1s a0t at 211 necessary to introdace Colonel Scott who,
among others, 15 a medber of the Honorary Board of Ad-
visors of this colleges

vou all remember very well the very excellent paper
he gave to you about three months ago at the beginning of
the session of this college and other papers he has given
from time £0 time which have proved highly interesting
and valuable 1ndeed. Everythmng Colonel Seott says 1s well
worth while. e has gaven deep study to matters of Nation-~
al Defense and particalarly 1ndustrial pcoblems that ac-
company 2 conversion from peace to war; he was perhaps
almost the first cisizen 6f rank of the United States
colled during the wer to assume a posaition of great re=
sponsibility; he was Casirman of the General Munitions
Board and lster served as Chairman of the War Industries
Board. Thers 15, perhars, no other person i the Unated
States who has as much practical knowledge as ¢olonel
Scott of the chaos and confusion that must inevitably
accompany such an effort as mobilization of industry for
2 major war when such a.war coOmes 4o a people who have
not used reasonsble foresight in planming for such aa
smergency. Colonel Saott 1s president of The Jarner
Swasey Company of Cleveland; he also 1s Ordnance Chief
of the Cleveland Procurement Tastricts The Ordnance
Department s much to be congratulated on that agoounts
1 think that I con say that no one else wn this country
has the past and poresent mo Jedge of Colonel Scotte

Colonel Scott = we welcome you today very heartily
and with great pleasure. Wwe know that your paper 1§ £0iD08
to prove very interesting and we will listen to 1t with
enthusiasm, Colonel Scott will talk on Improvisation in
a Msgor War.
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TVPROVISATION oS A RESOURCE IN MODERN WAR.

This 18 a study, not a program.

Ovr study todey'ﬁust glance at some of the adventages
of the improvisation of 1917,

There are some advautages in a program 07 1mprovisa~
f1on 1n our country. Somg of thém I will point out bo

Y0oUe

But aewvcrtheless it 1s a form of war effort which
we must seek to lamit to the last possible deares.

The milaitary strength of a nalion depeands absolutely
on the knowledge possessed oy i1ts officers. The knowledge
of the art of war must be maintained within the group of
professional soldiers. The science of modern war depends
upon a stuay and understanding of military hastorgs. Ve
must know what has happened 1n uhe past, correctly ap~
praise the significance of these events, and deduce rules
for our conduct an the futuces

Thas vas burdensome cnongh to military men when 1%
involved chiefly military subgects---strategy, tactics,
terrain, supmlies. Now, it has come to kean all these
and, as well, the vast fields of economics, psycholoyy,
and sociologys What we did in France in 1917-1918 must
pe knom and applied in the future. What we did in this
country, that made the other possible, easy or dafficult,
must 2ls0 oe .nown, and Justly appraiscd.

The first of these subjeets was preserved for Us 1n
g mass of orderssstaif officers! diaries, reports of com=
manding officers, and organization histories. The second
sutbjcet has scarcely begun to appear in print. Most of
what we did on t.is side was improvised.

Today, our examination reviews very hastily some of
the activities of the General Munilirons Board, and of
several other bodies which were exbra-legsl in their
nature or operstions, and which, therefore, must be c¢clas=~
s1fied as improvised agencies. 4 Enowledge of this work,
and 1ts degree of serviceabilaty, 18 essential to prepara~
tion for any future emergency. It 18 not easy to obiain
such knowledge. No complete story of the work has as yet
been written. Whenever it is written, 1t will doubtless
bear evidence of a predasposition or partisanship, un~
recognized by the writer of course, but dangerous,
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nevertheless, to those trying to obtain the bare truth
for guidance Or suggestioi. History does aot come to us
with the purity of a laboratory product, but diluted, and
often inmmocently adulterated by those responsible for its
preparation. This must excite caution in us, whether we
sre trying:io write history, or are merely reading 1t.

Therefore, any relation of these performances should
be entered into like marriage, "soberly, discreetly, and
1n the fesr of God", and not to claim recognition of
accomplishmente. -

Inke all haistorical data, such stabements must be
related to other events and possibilities of the identi-
cal period, if tnelr value 1s to be Justly appraiseds

Mo make them servicdable, we must somehow get the
whole picture. What were the conditions® What were we
aiming to0 accomplish? What resources werc at our dis-—
posal? What fixed lumitations bound us® What limita—
taons thet were possible of removal® What did we d4o?
What alternstives di1d wc have® Would some alternative
have promised better results than the course chosen®
What was ascomplished? Would the same, Or similar, con-
ditions exist again? Should we meet them in the same
way? If not, what -vould pe our best course the next
time?

For the purpose of our discassion, we may divide
amprovisation into two phases  improvisation in organi-
zatilon, and improvisation in materi@l.amd sourses -of sup-
ply. Occasionally 1t 18 a pretense for the purpose of
deluding the enemy. Nore frequently, 1t 1s the .crious
use Of resources that are available while awailting the
development of others which may be preferred.

Therefore, we may define improvisation in materifl as
the utilization of munitions which we would not have speci-
fied, or dependence upon a source of supply which we would
not nave preferred i1f allowed freedom of choice; but the
early acquisition of which materisl makes 1t possible for
us to hold a line, occupy a territory, or delay or camhain
an opposang force until such time as our organization,
materigl, or sources of supply may come within the pre-
ferrad class.

However, to make improvisation in war render the full
support of which 1t 13 capable, there must be some flexa~
b1lity in the Staff, Iine, and Procyrement Departments.

We can not afford to spend mich time assuring each other
that the particular materi&l or source of suppdy 1s not

511 1t might be, and, therefore, will not answer. AaAccept-
aace of supplies, or the temporary use of methods or sources
which would not commend themselves, might stave off defeat,
or atfain a success.
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In brief 1llustration in Lhe Crvil War, the First
Cleveland Iaight ALrtillery, which later became Battery A
of the Fiest Ohio artilicry, was ordered into West Vair-
ginis in April, 1883, Alter 1t arrived at Marietta,
Chio, most of 1tc harncsses were made by local harness
makers, 1ts calssons and sparc whecls, by local wheel~
wrizhts; 1ts cartridges wore made 1n an improvised load-
ing plants; and 1t clearly was not ready for the field
mntil these thia~s vere accomplisheds Yet 1ts presence
at Marictta, on the border of West Virgainia, was a threst
to the Confedcrate movement in Vest Virginksa, and an en~
couragenent to the Union eloment there, and the impro-
vised supplies enabled it to move prouptly inte West
Virginia, vwherc 1t participated an two of the earliest
actrions of the war, both of which were Union SucCeSSGS.

Th.s Battery was an lmprovised prganization, also,
for they were State troops serv.ng beyond the borders
of their State, without being mustered into the Federal
service, but they obtainad success.

Continuing Civil War examples we could include in
our program of improvisation the Belgian muskets im-
ported 10 arm early volunieer infantry. We coald not in~
clude the armstrong and Whirtworbth guns, and the Parrott
guns, imported from England, because they were perfectly
satisfactory equipment. We continued to scguire and use
such guns until the end of the Var, and for the full sup-
ply of them we had no oocasion to establish a source an
our eountry while we held unthreatcncd control of the
sea. Therefore, we may agein draw o distinction betwecn
improvised arms and supplies acguircd abroad because we
have no developed sources of accephable supply of our owng
and acceptable foreign sources of supply that repose on
unthreatened control of the sess

In the late -ar, vhile the German South Pacific
Fleect was 1n being, we could scarcely have callcd our
route to the nitrate beds of Chile secure, whereas, in
the Civil Var, dnring wvhich /e held control of the sea,
we could not have included 1n our program of improvisa-
tion any approved 1tem obtainable sbroasd withia the
necessacy period of time, even though we had no domestic
sources of supply.

Tne same definition of improvigation which we apply
to munitions and supplies may be applied to the forms of
organizations which we may use in such acquirements.

As we proceed, we shall see that most of the organi-
gations outside of the strictly militacy fireld, end some
within 1t, which we used durang 1917-1918, were impro-
vised. They -verc either extra-legal, or they were based
on laws the precise definition of which was not sought or
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tested,——s0 long as they foried a basis for aubhority
helpful to the aation 11 1ts time of peril.

Improvisation~-1like 2 1ie==15 "an abomination in
the sight of the Lord", aad "an ever-present help 1n
time of troubleM, and 1t conbinues 1its rosemblance for,
having secsved 1ts purposc, 1% 1s forgotten as promptly as
possible. Tuercfore, exceedingly valusble, at times vi~
tal, work duriag war, 1n meny countries, has obtained no
place in history.

Among the zreal powers, there have been in the pasbh
and st11ll are two classes those whica prepared for war,
and vhose preparations 0p srated automatically on 2 decla~
ration of war, and those, like Tngland and our comntry,
whose preparabtions ere alb.ays inadequate for a mejor War s
and whosc govcrmmental functions and conduct change grad~
ually aftsr a declaratiOn. mo powers in the latter class,
1mprovisatiocn 18 as essent1al in conduct of war as an army,
and no great army of these powers canl be mobilized, 0rga-
nized, or supplied without 1mprovisations

In every war 1n waich taese povers nave been engaged,
their amprovised orgsnizatlions nave proved inadequate, and
have been superseded bv regularly organized machinery. In
every war, they have sacrificed men and money, and 1n Some
ecases the chamces of 1mitial sucCesSS, by failurc to have
even thelr improvisad macllnery as strong and serviceable
as 1t might have Dbeen.

In sdditron to the no.mal weakness of milirtary or-—
ganization due to fosm of government and national unwil-
lingness t0 become a military natviol, there hss becn en=
tire neglect of the very patent fact thet even an im~
prLovased organization can be worked out on paper 1n peacu
time, and that 1t not only can operste, but that 1t al-
ways has to operate vathout gathority of statube. Where
no Great Genersl Staff exists, 1t 1S always possible for
the Army General Staff %o visualize these temporary OI-
ganizations, :f 1t 18 impressed by the need for them,
aad not obsessed with the idsa that a purely wilitary or-
ganizetion 1s necessary O desirable.

The existcnce of tuo classes ol powers 1n relation
to their preparedness for war, naturally creates two
xinds of major war Ons, In shich s nation hecomes 1in-—
volved gracually, beginning with a controversial dis-
cussion ivith another mnation or natlons, and eventually
declaring war, Or, Jolning an ally who has become 1n~

. ~=AQeTesl 78

volved in that way, two, a deliberately planned mové—
ment against snother natioa o group of nations, war

being declared waen Sreparations are complete.
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Miditary prepaiat.on, itacludiog man and materiel
power, necessarily advances from ycar 0 year upin a
foundation of national respources. -If carried on to the
limit of orgsnizimg power, as 1t can be by a Great General
Staff, cnd as 1L was in Germany in 1870 and 1914, 1t must
eventually resch a point of maximum cfficiency. Then 1ts
valuc will decline, ana 1tS :mmediate usc 15 demandeds
The result———a war of sggressitn.

Eagland and tae United States, debarred by the ns=-
ture of tneir govermments and the temperament of their
people from this kind of organization, are thyown back
upon improviscd wethods of final preparation. Our
legislation is not now adequate $0 enable us to organize
completelys Our problem, therefore, under our system of
military orgenization and our organization of resources
as sutaorized by toue Natiomsl Defense of 1920, plus the
war povers of the President, is so to plan, provide, and
decide in sdvanc. as to shorten this period of 1mpro¥isSa—
tion, and assure emerzence upon s solid platform of per-
mancnt organization.

The necessity for inserting a brief period of im=
provisation i1nto ous program is a distinct advantage if
we recognize and utilize i1t corrsectly. It Bives a re~
silicnce vhich 1s ghseut in the plans of a Great General
Staff, and 1% rendors less probable the chance of our
organization "going stals.”

Our latest operation, which affords a field for
study, was the wmprovisation of 1917. The first eleven
months of our rnoustrial preparation have not yet been
gxaruncd as carfvlly as they should be. Thus far, the
cmpnasis of your s.udy has been on the period March 1918,
to the end ol tag war.

In the winter and spring of 1917, the procurcment
divisions of the War Department may have becn co~prdinated
for military purposes under the Chief of Staff, in accord-
ance with the oraer of the Secretary of War, issued in
1916, but for tae purpose of iadustrisl vreparation for
war, tney were urco~ordinsted, except as the Ordnance
Department had gvthority to procure smnall arms and ma~-
chine guns for the Signal Corps and Marine Corps. Even
this was not ungquestioned.

The personael of the departments of the War Depart-
ment, including the General Steff, was so small as to be
berely equel to their routine work, and entirely inade-
guate to 1nitiate and develop large programs. L1t may be
that the General Staeff bad worked out some plans of oper—
ation for participation i1n the Earopean wars but no plans
had becn laid out for mobilizing our army, Or for training,
equipplng, arming, and maintaining our forces in the field.
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When the CGenerel Staff was asked for its plan for in- %@3
Justrial wmobilization, by the Cheirman of the General
Mmitions Board, in £pril, 1917, he was told, kgexe was
none, he witnessed the develfpment of 311/th ngs, the
complete absence Of sthich he could not understand in
Mareh, 1917. He wmderstends nov, ond this recibation
1s made no. for critical but for historical reasoas,
thet you may appreciste tne conditions tnen confronting
the War Depariments

The ewplanabioa of this swazing situation 1s com~
paratively suaple. The ajmia1ss-asion had been re—elec—
ted on & pesce programy tae personnel of the departments,
therefore, was on a peace basis, and even after 1t became
evident that Congress would declsre war, there v.ere S0
many tenlative elements 1n the s.tuation as t0 make 1n=
siant action '"mpossible. The impressitn made on one in-
volved in these matters at the tume was that the Presi-
dent had not yet inaicated tae exact form our military
a1d was to take, end, therefore, wany things remained
in abeyance until Mey and some uhtsl about mid-Junes

The size of the avmy to be railsed was dudetermined—=
therefore, requiremert-plins must be tentative, the
method of raiszag the ormy, whethes by voltunteering Or
by draft, was vnaetermined——~=~thel efore, looations of can~
tonments must be tentatives the vse to be made of the arny
when raised and squipped, whether as reserves in our coun~
try, or for early service sbroad, was wndetermiaeds——=
tLerefoie, opgrairons and trainirg plans must be penta-
tive: the size of the arprypriab’on p21l Lo provide the
funds was undetarrined-——therefore, contracts, even for
Tnovn and Pecogaized requiiemenbs, must be tentetitie.

This was a situation, the appall.rg possibil.ties of whicn
were not to become fully appareit to us until the terrific
German diive of lfarch, 1918, made 1t clear that the sal-
vation of our cause had been a matter of hours 1n March,
1917,

After noting the lack of effective co- sdination of
the Departments and bBureaus into whach the War Jejartument
was divided 1a 1917, our next point would ratirally be
the beginn.ags ol tue eiforts wailch finally overcare these
weaknessesS.

It would be impossible to recite in this brief re-
view sli the improvised orgaun.zations that contribateda.
Such 2 1sgo would 1alave wost of Lne war-time agencies
putside of the War and «&vy Departmentss We rust, how-
ever, exam.ne efpecially the founc=l of National Defense,
for ovt of "%, and thrroogh cis activities, developed
those agencies which w=12 12 have a very vital, indeed,

a controsling, 1nuluen r On Oul WEr organization, partic—
wlariy the General "uni..ons Board and i1ts rerackanle
offspraing, the War Industries Board.
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The wording of che provision of the statute which
authorized ihe Council of WNational Defense made 1t oossable
to utilize the structure 1t authorized in a much broader
way than the language suggests at a first reading. The
Chairman of the Councal of National Defeunse, the Secretary
of War, Newiton D. Baker, oge of the ablest Americaans who
gver occuphed that office-~-z lawyer of great courage and
resoarcefulness~~—~znd the wvery able Director of the Coun~
c1ll, Walter S. Gifford, of New York, now President of the
American Telephone & Telegraph Company, were guick to
recognize and dsSe, to tneir utmost possibirlities, the
powers and :mplircations conferred by the Act.

Tt is fair to include in our list of improvisations
all of the orgamizations and agencies which eventually
evolved from the Council of National Defenses

The fiist of these to be in.imately related to the
Army and Navy was the Munitions Standards Board, organized
in March, 1917, This body was charged with the duty of
standardizing munitions production for the Army and Navy.
It was composed entirely of manufacturers. H. A. Deeds,
of the Dayton Blectrzc Laboratories Company, J. v. Otterson,
President af the Wanchester Arms Company; Frank P. Prati,
Vice President of the General Electric Company; Samuel
M. Vauclaia, President of the Baldwin locomotive Warks,
Je we Vandervoort, of oot and Vandervoort, Moline,
Illinois, aud Fraak A. Scott, Chairman.

After a grel-minary survey of the conditions in the
Army Departments and Navy Bureaus, a division of the first
work was arranged as follows:

Small arms and smmunition = Mr. Otterson

Artillery - MNr. Vauelain
Artillery Ammunition ~ Wr. Vandervoord
Fuse production - Colonel Deeds
Gavges =and small tools = Mr. Pratt

Fire Ccavrol mnstruments
and optical glass - Mre. Scobtt.
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The revorts of these gentlemen are somewaere in your
srchives now, and they werse Yhe basis on which vast ac-
t1vities were d3velopeas which continued throughoat the

Viars

1t was possible ror the Chairman t0 report, within
s few days,; that the subgect of standardization was pure-
1y academic for any purpose 8§ the war taen so cleably
shead of us, and that what was real impocstance was the
co~ordination of the several Departments of the Army and
the Bureaus of the Navy in their redationship to the re-
sources aad prodvebive ability of the countrys. The, Se?{?“gghn
tary of War thereupon asked for an outline of some/ot OT— Tl
ganization which would mect the situation. This resulted
in the susgestion of tnewggganlzatlon of the Genexral
Munitions Board, which/formed of a representative from
each of tne Departments of the Army and the Bureaus of the
Wavy, one officer representing the CGeneral Staff of tle
Army, and & civilian representative from each of the fowm
chief divisions of ithe Coundil of National Defense, with
F. A. Soott as Chairmen.

As viewed from within the Depa: tments by the newly
appointed Chairman, several facts relaling to procure-
ment were very plain——-most of them disquieting---the
chief one beiung Jhab our experience 1a tae Army and
Navy Departments, =p t0 that moment, nad been to acquire
s limited amount of materigl from an unlimited source of
supply, under cond1510ons of severe competstion which had
protected the milicary branches in the matter of quality,
price, and deliverys e vere about to reverse that situ~
st1on. Ouw Menufociuring experience 1iil arsenals and navry
yards had been to piodace & comparatively limited number
of sach 1ter, under conditions of no particular stress,
with tae resalt that our product reszched = high standard
of quality on a basis of production which, in most 1n-
stances, had 1o be regarded 18 2 1aporatoly Procesds
ye were sbout to be called upon almost to reverse that
condition. Under war condit.ons, guality could be maln-
tained only so lorg as 1% did not interfere with the pro-
duciLioa of the guentity necessary for nationzl safety.

Our relations with i1adustry theretofore haa been
protected, both as %0 capital and labor, by the competi-
tion for our pusiness. Now, there was to be nd compe-
t1txon, and both capibal and labor vere to be forcea into
chamels new to them and to us, end we were to be compel~
1ed to develovw new relationships, nev methods of control,
ard of protection for the men who were to conduct the
dealings, cnd for the interests of the Goverament.
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In our previous experience, one of the most impor-
tant elements to be guarded and consiaered was ¢ost, and
now we were to be facoed witn a coadition wherein the most
wmportant element was the saviag of time, ana, nevt, tne
saving of Iiafe. Ia hoth was involved the salvation of
our cause snd our country, and although roney had not by
any means been rendered jumaterial, 118 importance in the
grutation had been leasened to an amazlag extent.

o

As the Devpartuenis of the Army and the Bureavs of the
Navy were then operat.nz, they were ¢ mpeting vith each
other, with oub AlJ:ies, and wath civ:liian industry. The
natural consequence was interference and prace sbtimulation.
This indi-ated a nced for priority contoel, as well as co=-
ordination. The logal pows.s of the Navy, an dealing weth
industry, differed from those of the frmy. Their procure=
ment was alst wore centralized in the Bureau of Supvlies
and Accoants. They boecx advantage of thelr opportunitdss,
promptly, xatelligent?y, and very effectively, and their
co~Operation was ewceedingl, helpiul.

Right here, 1t suould be redorded that on the day-
about March 29th, 191%--that the order of the Secretary
of War and the Secretary ol toe Navy was being circvlated
in the Lepartmerts, dire~t rz the designation of officers
a5 representstive, on the Gsnsssl Muritions Board, a co-
ordinating memoranavm 0f the Gensizl Staff was also being
circalated by Brizaaler Gemeral--ihesn Major-—Palmer Ea.
Pierce, in the Ary Depritments. thus indicating that this
general pédn had also beer voasidered at the War Colleges
The ordexr of tne Jeccrevarics, being the broader, was fol-
lowed; and General Prerce becane the represenlative of the
General Staff and lae persoaal representative of the
Secretary of Jar on the Geqeral Munitions Board. Sub-
sequently, he became the f.rss represeatative of tane Army
on the War Industries Eoard, orgenized August lst, 1917.

It 1s nov necessary to eraine ibhe pcwers delegated
to the General Munitvons Board. ©Tae action of the Coun~
¢il of Wational Deftenste was as Tollows

YRESOIVED, That the Secxetary of War, as Chair-
man of the Council of National Defense and under au=
thority of tne Act of Aasust 22, 1916, WFRor the co=
ordination of indvstries and resoarces for tne
nat:onal cecrri‘y and welfare®! zad under the spe=~
¢i1fic aatherity .» the Act, winsch provides for tae
appeintmeat of * ‘fupordinate pocresnt shall appoint
a General Munit .cns Boaecd, Council of National
Defense, t0 be composea of Army and Navy Department
heads oc officers spoo.nted by them and remresenta=-
tives appointed by tne Agvisory Commission, the pur-~
pose being to comordinate the duying of the several
Departments; assist in the acquirement of raw
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materials and manufacturing fac1lities; the estab~
11shing of precedence of orders, etc, including the
ordinary commercial and 1ndustrial needs and the mili-
tary requirements of the nation. Such committee
shall have no suthority at this time t0 issue purchase
orders, make contracts or bind the Government 1n 1ts
purchases, all these things to be done, as at present,
by the respective departrents. The Chairman of the
Committee, however, shall have authority to require,
when necesSsary, that certain (confllctmg) purchases
be not mede until the same, with a full statement of
the facts, have been submitted to the Secretary of
Jar or Navy«"

The first membership of the Board was smnounced &8
follows,
Frank A. Scott, Chairmsn
From the Army.
Brige. General Thomas Cruse
Colonel F. G. Hodgson
Colonel H. Frsher
ILieut. Colonel J. E. Hoffer
Major Palmer E. Pierce
Major Charles Wallace
Captain A. B. Barker
From the Navy
Rear Admiral H. H. Rousseau
Rear admiral W. S. Capps
Commander R. H. lexgh
Commander T+ A. Kearney
Tontor R. C. Holcomb
Paymaster J. H. Hancock
Iieut. Coloael W. B. Iemly, Marine Corps
Mr. L, Mc. H. Howe, representing the Jecre-
tary of tne Navy
and representatives of the following committees of
the Advisory Ccmmission of the Cpuncil of National
pafense.
Raw Materials, Bernard M. Baruch, Chairmen,
Ls Le Summers,

Industrial, Howerd E. Coffin, Chairman,

Sapplies, Jul.us Rosenwald, Chairmsn,
Chas. Eisemzan,

Medaicine, Drs Prankiin Martin, Chairman,

P Fe Simpson,
The Secretary of the General lumitions Board,
Chester C. Boltone

At the first meeting of the Board on April 3rd, 1917,
a committee of the five senior officers was appointed to
draft a plan of procedure, vwhich was adopted by the Board
on April 4the
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wihe Mualtions Boasrd of the Council of Ratzonesl
DefensSe 1n committee asserbled deems 1t vertinent at this
tims to recoguize and cnwiwerate the following

"a., That questions of actual purchase of maberial
are not to be handled by "'The Munitions Board."? Iis
Juties on the contrary, will be confined in SO far as prac-
ticable to facilitating the vork of purchase and supply
agencies now existing 1n the VWar and Navy Department
Organizations.

wh, That the mission and purpose of the country 18
as set forth in the Messaze of tae President.

#e. That this comnttee strongly affirms 1%s in-—
tent to maintain in so far as may be practicable the
existing order of tnings in the industrial condition of
the country, the order of delivery of military and naval
material, both domesvic snd foreigu, as provided under
existiny contracts, will not be uisturbed unless apsolute -
ly necessary to meet requirements woich may develpp 1in
the future.

nd, That in the execution of present and in placing
future contiacts for military and mmval material careful
consiaeration will be ziven to industrial requirements S0
far as practicable.

"e, That order of prrority of delivery of various
kinds of mater.al required by the War and Navy Departments
w1ll be determin~d so0 far «s possible by co~oOpecation be-
tueen the various Bureaus and Offices of these Departments

irectly concerned and that full consideration will be
given to tae importance of early and prompt delivery of
materials under contract, or subsequently ordered, for
shipment abroac to belligerents friendly to the United
States.

"f. That 1t 1s the opinron of this committee that
wmmediate action should be taken by apsropriate guthor-
1ty to 1nsure the integrity and maintenance of the in-
dustrial organ.zation of the country 1a relation o
preparation of military and naval material and to em—
bhasize the very hizh military importance of such in—
dustrial worke

"g. The Board recognizes the importance of super=
vising future comnitments of United States manufscturekrs
for delivery of material to foreign purchasers and that
all such prospective foreign commitments shoald be sub-
jgeet to approval by competent suthority in order to pre-
vent interference with prompt delivery of more urgently
needed military and naval material.® )
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pround c¢his plax of procedire was to develop the vast, .
complicated, =nd essential activities of the General liuni- e
t1oms Board, and, sybsequenbliys the Wer Induastries Boarde
Tn this plan, also, may be seen the beginnlog of the thovgat
that grew into the Wa- Trades Board, and other activities.

A reading of this plaa is worth waile as gvidence of the pre-
science and good sense of these orficers, whose thainking is
so clear and sound on the oseasion of their very first gather-
ing under the new authorization. While 1eaaing the pre
ceedangs of these early meetings, with their ample btestimoay
of the ability and meatal grasp aad anderstanding of these
officers, 1t 1s amusing to recall that even at this very
time there were enthusiasts outside the military branches,
who thought our cause wovid be arded by scrapping all thas
talent and beginning atresh with inexperienced civilians.
War does produce a form of madaessd

Now, let us examine this pioneer war=~making bodys
Was 1t wisely conceived? Did it aaswer 1its purpose?
Was 1ts valae recognized at thatv time, and in such way as
to confirm the soundness of the idea®

On these poants we have evidence from a valuable
source. In his Ieaves from s War Diary, Major General
James G. Harbord, on page 141, which i1ecords September 4th,
1917, has wraittens

nThe Genersl (Pe~shing) has a plan fer co-ordinating
; the purphbase of our several supply departmeats, walch
strangely enough seerms rever to have peen attempted be-
fores Bach supply department has its own purchesing
officers. When supnlies are needed tney g0 into the
market for bids, without regard for other branches of
the army o> other departments of the govarnient.
They bid against each other, they pay drfferentd
praces for the same things, and often one supply de~
partment will be out for articles which are on hand,
surplus and unneeded, 1n some others It 1s bad enough
in peacetime at howe bt in the theater of war, three
thousand miles f.om America, where pr.ces are nigh,
and not oniy ourselies buil our allies ace 1n the
warket for every conceivable kind of munitions of war
and army supplies, it vould mean ruvlaous prices, in-
eviveble skortsges in certain commoditles, and equally
inevitable friction with our friends.™

3 % 3k %Kok S ok e e ke ok ok

e (tae Chief) 1s organizing a General Purchasing
Board, and intends placing Colonel Dawes in charge of 1%
as General Purchasing Agent. The title is really 1o~
accurate, for 1t is not des.red tnat Tawes shall do any
actual buyrng or have g1y money accountability
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Tne several supplyv Jdepartments are each to name g
Purcnssing Officer, and these men gre t0 constitute
the Purchas.ns Bosrd, reporting Lo Dawes, He will
co-orainate their ef{oris, prevent competitive bid-
ding against each other or our Allies.”

Observe that this Parcaasing Board was alse extra-
legals In other words, it was sn 1mprovisation. Here,
then, in France, exactly five months cfter the sane work
was begun in the Unitea States, we fiad he Commander-
1n~Chief of the American Army struggling to work out Ho:
his purchases aoroad a perograr which had been 1in pperation
four montns 1n the Departmeats at home. The first reac-
tion from this discovery 1s & gJlov of satisfaction at thas
confirmation of the necessity for the General llunitions
Board, and the wisdom of 1ts orgenization, the seconu 1s
a feeling of aeep chagria that our staff work should have
been such that Genersl Persninz did aot have full in=-
formation, and a3s board establisaed, by July 4th, in-
stead of Sepvempcr 4tn. The fact is, our staff personnel
18 willing to function as a staff in pjeace time, and waeh
war comes they are as anxious as aay infenteyman to get
within sound of the guns. There was a sad scampering from
staff departments during the early months of the war, with
a consequence taat many things were overlooked that might
have been handled had s greater number of experienced
officers remsinec. The Marine Corps has pre-empted the
slogan "Fairst to fight." In the next war, let them re-
tain 1t without such xeen competition from staff officers
vhose training and talents are needed else vherel

While tne commendetion of this adoption of the idea
by General Persaing and his staff 1s encouraging, it 1s
not enough. to give a final approval to the souadness of
the plan as applied over here. Encouraged by this, now-
ever, we may diz 56111 deeper.

What were some of tne earliest accomplishments of the
General Munitions Board which may be claimed ss Justifying
118 existence®

First of all, i1t lessened the cnaotic conditions 1n
the supply depastwents, and gave a point on which to fo=
cus 1ndustrial activicies. It beceme a war clearing houses
It 1nitiated many essertial movements for bota the Army
and the Navy. Thus, for example, through i1ts efforts, or
with 1ts co-~operation, tae rifle peogram, the Original gr-
t1llery program, the first artillery ammunition progcoen,
the constrvction of the cantonments, the original cloth~
ing and egquipmeant of the furst quota of drafted men; the
establishienc of priorities, price control, and the op~
eration of priority durln, the first eleven moaths of
the war, and many othe: bt.ulings unnecessary 40 be recited
in this dilscussion, were provided fore

14.



L

}k\‘w&

The first War Industries Boarcd, 2s oOrgenized August é;f’éf
1st, 1917, sas less of an improvisatipn  Nevertaneless, il
1t must be included 1n our 1list of improvised sgencles.
ATTHOUBH APPOINTED BY THE PRESIDENT, AND ACTING ULDER HIS
AUTHORITY, IT REPOSED ON NO DEFINITE STATUTE UNACTED BY
CONGRESS, NOR DID THE PRESIDENT, IN THE EXTRCISE OF HIS
}JAR POWERS, GIVD MUCH DORINITE DIRECTION TO THE BOARD A4S
7O THE EXACT CHANNELS IN WHICH ITS WORK SHOUID PROCEED.

T

The membership of the War Industries Board, as an—
nounced by the President, on July 27th, 1917, was as
follows

Frank A, Scott, Chairman
Brig. General Palmer E. Pierce, Repre-
senting the Army
Rear Admiral Frank F. dletcher, Repre~
senting the Navy
Allaed ( B. L. Baruen, Raw Iaterials
Purchasiog ( R. Se Brookings, Finished Prodvcts
Commission | B. S. lovett, Prieraties
Hugh Freyne, Labor

We must not miss the signmificance 0f this small Board
1n place of the much larger Dody. 1t 1s anteresting in
this study %o obsewyve the advance 11 power of our mpro-
vised orgenizatioa foom April 4%n, to July 27the. Now,
i1ts appointment comes direct from the President, and
thence folwaid Le associates nimself more and more with
its worke

At the time of 1ts crestion, 11 Varch, 1917, repre—
sentation was given Lo esch Department affected. Four
months later, we observe these delegated powers of the
Army aad Havy Deoactments concentrated in a single rep—
resentative for tne Army, and z single reoresentative
for the Navy. Obviously, the President and tne Secfetaries
of War and Navy are now persvaded of the ut1lity, saneness,
and disiantereatedness of the Board, and even the most con~
servative officer 1s now thoroughly educeted to the fact
that no Army or Navy Department can play & tome hand 1n 2
modern wars

1t wgs not untal March, 1918, that the ecperience
already obtained from these 1mprovised organizations,
enahled the President and his advisors to conecentrate
the pover w~hich was coOveced by the Presidentts letter
of lisrch 4th, 1918, to Mr. Baruch, the new Chairmsn of
the War Industries Boarde

Therefore, the farst eleven months of the war, with
all their tremeadous activities, were covered by lmpro—-
vised organizations in this field, end taoe American Sup-
plaes and munitions farnished our troops, as well as the
housing facilities enjoyed by them 1n tals couaniry, were
probsbly all the results of improvised Organizatlons.
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it would aot have beea wabil tae cempaign of 1919 that
the armiss world have bs«vn L0 receive the full benefit
of the work develooed under the War Industries Board afier
March, 1918+ At the same time, 2t must be recognized
that the vork of that Board, duriag the Period March 1918,
to0 Jhe signing of the armistice, veas reguired in order
gven to mske possiocle the s.oduction of itews arranged
for prior t0 the author.getion and organization of the
Board. It 1s %0 be hoped that 1f will remain clear that
this endesvor to Jefine the work reflects no underesti=
mation of the vowe:, efforts, and agoomplishments of the
great orwanizetaon vhich we kme7 as the War Industries
Boa:d at the time the srmistice was sizned.

Any one studying the activities of the first six
months 0f tae war can not farxl to0 note the activitres
and pecformances of the Stalf, the procurerent depart-
ments, aud tiese um-rovised sdencles | ere inextricably
intersoven and acted and reacted on one another. To give
one ezample which covers the production of the
Springfield=Enfield rifle:r the survey of the available
rifle-making equipment in this country was mede by the
Munitions Stgndards Board, the i1des of jurchasing the
“nylish rifie machinery in the smmericon olants orizinated
in tne COrdnanca Lapartuesat, ibhe usgotiations with the
English vocre condacted and coa~umnated by an officer of
the Generszl Ivartoms Bosxrd, the “orm of combtract covering
rifle remifccture vas drawn by an Ordnaaee Reserve officer,
the machinery was inventoried «nd tasen bver bv officers
of the Ordnauce Deparument  Anotuer example, the building
of the cantonwents the stady of the cantonreat coastruc~
tion prohlea was mede by a committee of the Genersl
Munitions Buesrd, the (onstruction Division of the Quarter-
mastects Deparirent was charged with the duty of construc-
ting the canloamsnis, the sotes were selected by the
General 3vaff, the pr.ces for lumber were fixed Dy the
General “unitions Board, the tafk of Idcating combractors
equipped to do the work was sllotted to a committee of
the Genersl Muatiidras Bosrd, che Torm of conlract employ=—
ed was a joint preduct of that Cormititee, the War Depart—
nent, and the General Muait.oms Board.

This, dovbtless, 1s eacugh to show how the poverty
of persoaanel in tae regular cepartrenis was made good by
us.ing teaporary ocganzetions, and the wort accomnlished
viithin a pgeriecd of tume vwhilh vould have been absilutely
out of the question "f tle regadar departmen’s had oeen
left to do 1t umsupported. Iz fact, af the departments
had not been reiaforced by these ymprovised organilzations,
they sould heve broken down, ihe valience of the country
woald have pecore eihausted, ard “ve ‘rould have seen a
Jreat civilian ovgsnyaatun formed to ds the work, as was
done 1n Zaglands Imp.prv.gallon saved the doya
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Nor csn we overlook che fact that improvisation has
& deeper significance then saviag time, hastening supply s
pr affording greé’cer sonvenience, impoctant as these may
be. 1ts relationship 1o national forces and impulses,
that are oubt libile vnderstood, 1s profounds. That this
point has not beean stressed by hastorisns or soldaiers
should only meke more keen our interest in Lt.

THE WsR SPIRIT OF THE NATION FOUND TXPaBSSIOH IN
EVERY HBIPFUL FIEID OF ACTIVITY, AND THERE JAS NO DB
YIAND LADE UPON GUR PEOPIE, FOR TITHER STREICE OR SACRIX
FICE, THAT DID NOT HEET WITH AN IMMERIATE RESPONSE.
1T WAS THIS, PRIMARIIYe HICH MAD- POSSI3Lo CONTROL AND
DIRECTION 3Y IMPROVISED AGENCIES.

Inprovisation, in its relationshaip to large masses
of people, has the psychological and political advan~
tages that 1t encourages imatiative, stimulates intensely
mass activity, and creates substantially no harmful po-
l1tical reaction.

The system of price control worked out by the General
Munitions snd tae Jar Industries Boards was drastic and
far-»feacnln{;, 1t was most eflectuve, and yet disappeared
quwﬁﬁ ~1th the signing of the armstice. The labor con~
trol exercised b7 the Jar Lsbor Board of the Councal of
National Defense; tne Iaberty Loan orgenizations 1in the
several states, and the great cities, and tiae gasless
Sundays are all good examples. On the other hand, 1n
haishly orgenized Germany, we find t.ere wds almost con=
tinuous friction, and many seiilouas popular reactions, re=
sulting finally in revolution. General Ludendorf makes
constant complaints, wilhout appesring to understand the
cguse of his difficulties. There can be no explosion
without compression, and to¢ much compression always
produces an explosiona

The 1nterval, March to November, 1918, which was
covered by the war Industries Board. 1n 1ts final form,
1s 2 most yalusble subject for examination. During
that period was accomplisaed en essentzal and splendad
services; but 1t represents the Jork of resular organt-
»ation, the fruirtion of 1mprovisation. Soldiers will
have no difficulty in appreciating tnat 1f our country,
with 1fs vast resources of man~power, material, and or-
ganizing ability can remaln unanvaded, or can gontaln an
invader for the first elewen months of any wal, 1t 11ll
be certgin to overthrow ibs adversary after that time.
Our problem in sny future strugzle, as 1t was in 1917,
will be. can we hold the first six months? if we hold
that longy we will do the rests
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Modern war involves the full power of a nation.
Therefore, a complete program of preparédness, in full
operation, would bring into service all tne resources of
a country, and all its spiritual and morsl forces., Our
country will aot now, and 1t may easily be that 1t never
will, sustain 2 program of Preparsdness which, automatic~
ally upon a declaration of war, mmy become al once an ef-
fective milaitary agency.

With our form of organization, and our program of
preparedness, we must experience, first, a brief period
during which we must depend on our var reserve, second,

a longer period, during which we must supplement our
reserve of materiel, and reinforce our war-msking orga~
nizatioms by improvised methods, third, the final phase,
1n whica we wall be utilizing our preferred materiel from
preferred sources, and depending upgon regnlarly organized
agencies to conduct war zctigitress

Contrasting our situvation in 1917, with the conditions
and opportunities in 1926, we find much to encourage us,
There 1s more legal suthority, and better comprehension on
which to construct s plan of preparedness. The National
Defense Act 8f 1920, concentratiag vast powers in the
Assistant Secretary of war, and charging him viaith the duty
of providing "assurance of adequate provision for the mo-
bilization of materiel and industrial organizations es-
sentizl t0 war time needs", 18 a long stride in advance
of our survey of 1916, aad the tenuous suthority derived
from the Council of National Defense.

Co~ordination is now assured by authority of lewg
plans are making for definite e.ercise of these powers,
we are training ‘a procurerent staff, we have the distract
organizations, we recognlze and acknowledge the necessity
for super~control in event of war, we nave a certain war
reserve of materiel, and we are prepsred to educate the
country to the importande of maintaining this, we recog-—
nize a need for certain legislation providing for the
mobilization of our msa-pover. Ve kmow and are prepared
to assert unendangly Vhat whatever these things may cost,
the b1ll will be smalier taan the waste created by not
doing them, omitting consideration of risk to national
honor and securitys

Two conditions inevithbly lead nations into definite
militaristic programs and organizationw bfie, an accepted
policy of aggressiveness, such as Germany and France nave
adopted at certain periods of their history, two, appre~
hension arising out of the proximity of a strong and ag-
gressive neighbor. This has been the position of France
Since 1864, We are in neither of these classes.
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The strong, well-disposed nation that can now con-
tribute tne most toward any nrogram £or the continuance
of peace, 15 the one thab can in the Triefest time ariay
118 mar=power and materiel-powss for the fi1eld, ‘e Enov
we are well=disnosed; we know we have the man=-power and ~
the materiel-power; can we NOW exercise the power of will,
and the brains to meke these advantages servicesble? If
we ean, then, indeed, Mmay weé claim to be a leader amoOng
the nations. "'Tis excellent to have s giant’s strength®,
and certainly 1t will not be tyrannous Lo use 1t to assure
the continuaace of international peace.
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