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Gentl~men 

We all regret very much t~hat the Assls~ant Secretary 
o£ War capnot oe mere today to lz~ten to the very ~ll~mzna%- 
rug talk of Cozonel Sco~t, Tee reason the Assistant S~cre- 
tary cannot be here ~s tb~t some months ago he made an en- 
gagemen~ to go to Connectzcut to be pre~enb at a meeting 
between the Industrzal =repareamess beCtzon el tee Uounec~- 
zcut Assoczatzon of ~lanafacturers and the Ordnance Dzstrzct 
Chief, They are havzng a bus~ness meeting toda# at wnzch 
the Assistant becretary ~ll be present° 

In the absence o~ the Assistant Secretary ~t zs my 
pr~vz!ege to ~ntro&uce the speaker of the day - Colonel 
Frank a. Scott, 0rd-Res., the President of the V~larner- 
Swasey Company of Cleveland~ 0hzo~ manufacturers of ma- 
chxne tools and znstr~ments of precxs~on, d~rector zn 
mar~ other ~]poztant znitstz~el enterpr±ses~ d~reetor zn 
colleges, hospltals and other publzc ~pzrlted organzzat~_ons, 
Colonel Scott zs also a member of tee Honorary 5card of 
ldv~sors of the Army Industrial College as ~ell as Chief 
of the Cleve3 and Ordnance 9rocurement DzstA'~ct. 

Wh!le ~ ~ e r y  young man as ~dust~lal leaders went 
at the tzme we entered the World War, Colonel Scott ~ a s  
among the fzrst of oar cztlzens to be called to ~h~ azd 
of our Cot~ntry sn nobzl~z~ng our ~ndustry ~or that war. 
He ~¢as Cnazrman of the General l~un~t ~ons Board which was 
later mer&ed znto the War Industrzes Board, and was the 
f~st Chairman of that Bosrdo He carrzed out the very 
zmportant ~Jork ~Jlth great skzll and good oudgment and 
la~d the foa~datlon for the sple~dld and znwaluable work 
done oy that Bosrd throughout our partxc~pa~zon xn the 
war. Fo~ hz~ very kxnd services at t~2~ %zme he was 
awarded tLe D~stznguzshed Service ~iedsl. Jnfortanately 
he thought too lzttle of hxs own self at ~nat t~ne, he 
worked unreasonably long hours. H~s friends remonstrated 
w~th h~m at the t~me but he replzed that under the czr- 
cumstances the man wa~ not ~mportant - ~t was ~he work. 
As a result he became very ~ll and xt was _not untxl 
several years late~ that he made a complete recovery. 

No~Iths~and~ng thls, he has a l w ~ s  taken a g r e a ~  
znterest z n  matters o f  Natzomal Defense and ba~  azded tle 
~ar Department on many cccaszons, addressln~ the ~sr 
College and the Army Industrlal College several tlmos. 
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Co]onel Scott, v.e ~elcsme ~eu todey most hea~txly - 
e~9 we al~ays d.o~ We feel as~urc~ that 7c~, perhaps better 
than 8rj~ ot~r ~an~ know th~ oh~o~ aqd oonfu~oD ~ev~t= 
ably result%ng to a country attemlo'~2eg to mob~llze !nd~as- 
~ry fo~ a vast ~,ar wx~hoa~ at]equate p'¢eparst~ous~[%L nl~s° 
Therefore we are go~ng to Ixsten to you~ taSk wlth the 
greatest pleastLre and ~lll beneflt by it° 

Gen~lome%, Colonel Frank A. Scott. 
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INDUSTRIAL PREPaR~NESS FOR A GRE~T DAI~. 

Ten years after the event thB prepazat~ors made for 
our last great war may well oe ~reated as h~story. By 
thins tmme they should l~ve passe~ out of the do~ua~n of 
reminiscence and not yet h~ve entered that of fable° 
An examination o~ the activities and achievements of 
that per~od, mf made thoroughly amd d~s~nterestedly~ m~y 
well y~eld valuable suggestions for our future conduct. 

We entered the ~orld Zar unprepared. That is the 
eommon verdict almost un~versally accepted. We were not 
p~epa~ed to take the f~eld, God kno~#s, but we were pre- 
pared ~n certain fundamentals, certain "nd~spensable f~nd- 
amen~als, that may have made the ~fference between sucCess 
a~d failure. 

%e had developed the Federal Reserve System, ~thout 
which we could not have f~nanced the ~ar, we had the 
Nat~onal Defense Act of June 3, 1916, and l~.ugust 29, 1916, 
creating the Council of National Defense and the Adv~sory 
Comnn~ssAon of the Councx~. Then, after the declaration 
of war, ~n I[ay, 1917, we had the Se!ect~ve Servxce Act. 
To these legislative enactments you must add the war 
powers of the President of the United St~es -- po~¢ers 
more extensive than are possessed by any other executive 
~n the world -9 and you have a platform on ~h~ch to build 
a war machine .-n war t~me that leaves l~ttle to oe desired 

it is true these acts and powers were not establ~shed 
wlth relatlon to e~ch other, there was much that ~as not 
clearly deflned, and yet~ in the ~Jork!ng out af a war prob- 
lem, the very ~ndef~n~tpne~s gave strength and opportunity 
to act, for ~t is certainly a defenslble pos~tlon that 
wherever Congress dld n~t speclfy or speclflcally llmlt, 
• t must have been the intentlon to allo~J freed0~of action 
• n the natlon's ~nterest ~n a t~me of g~eat national emer- 
gency. Th~s, at any rate, was the attitude of the President 
and the Secretary of War, to the great benefit of our 
Country. 

Our ~ifflculty rested not so much in lack of authorlty 
as in lack of general appreclatlon of the power ~nferentlally 
conferred by these enactments, lack of expansive power ~n 
the structure of our departments w~th~n the Army, lack of 
coordlnatlon of these departments vlth each other and w~_th 
the Barea~s of the Navy, together wlth the presence on our 
statute books of numberless laws governing peace-~me pro- 
cedure that were not automatlcally repealed by a declaratlon 
of v~6/r. ~Je already had a Genezal Staff. Therefore I record 
as the ~hree greatest factols In preparatlon for the last 
war - 

The Federal Reserve Act, 
The Couhcll of Natlonal Defense, 
The Selective Service Act. 



Frcm the Na+~onal Defense Act ~,e derived tLe au- 
thcr_ty to create th~ Gene~ ~un~t~ons Boar6 ~h~-ch ~ate~ 
bcc~ne the ~a~ ~n@astr~es Board, ~o estabi~sh the a~-~s~.on~ 
of ~ndustry headed by Umllsrd Baruch, C~if~n, l~o~en~al~ 
and Godfrey, ard the departments he~de~ oy Dr. Frar!~l~n 
_~t~n, and $aruel Gomp6rs~ \'e ~evelp;ed tno po~er te f_x 
prices, to locate ne~ Tac~l~t~es, to establish priority to 
agpo_nt ana utilize the vast last of comn~ttees of ~udus~ry 
~h~ch later also @eve~pped ~nto subdxws~ons of the /or 
Industries Board; the po~¢er o~:ezczsed by the Secretary of 
~ar on ~rml 9, 1917, dcclar~rg that an emerge~y existed, 
and ordering the Supply Branches of the ~rmv to d~sregard 
t_~e compct_t~ve s~stcm ~n mnstauces ~ue~ obe Da~loll~l 
~elf~e do~ancled other methods ~n order to save t~mo or 
~rotect our people, ~n % ~ord, ~hese acts made possible the 
~s~r act~vlt~es ~n the Industr~al, f~nanc~al and co~merc!~l 
flclds thst preceded the Leve~ Act of !917 ~nd the 0ver~n 
Act of 1918° 

Heretofore I have told thls College, and I rexterste, 
tnst the crac~al tlme in our preparstlon was the f~rst four 
months. The ~cl~ef ~/as ~@ely held ~n ~nfluent~al groups 
that our Army could not coordzrzte and e~and xts procure- 
ment oepartments ~n t~me to meet the need. There ~as enough 
bzs~s for thms op~nmon tc renaer ~t dan{~e~ous. ~he plan of 
the General ~mn~t~ons Boara ~as suggested by me to provide 
a coordx.~at~ng ~nd ~n~txat~_ng body that ~o~ld stand the 
strain and keep th~ngs moving untml the A~n~y could e~and 
to take the load of ~ts part of the work. ,~y ork has ~o% 
been ~rx~ten up yet, mt has not been understood, and, of 
course, not appreciated outs~ae of the Army, but the po~n~ 
zs, there Jas no Depertment of ~[un~tzons established, the 
~r~y d~d expand and carry ~ts share of the load, ~e d~d 
demonstrate th%t the army had potential po~er~ not tho~ough- 
!y comprohen~el outside, ~e st~l have our procurement ~e- 
partments, end we no@ have th~s Army College through ~hmch 
e ~ay guard  against shy future t~reat of  emasculating 

the m~l~tcry serv~c~8~ 

Gentlemen, ! w8n~ to read you the follo~v!~g extract 
from ]r. Grosvonor B- Clarkson's ~ .Tndtstr~al Ame~ cairn 
the or~d ,at". 

"~ r. Scott K/as throughout ~ fx~m belmever mn the 
creatmon of a c1-¢xllan organlzatlon that \Jould comple- 
ment the army supply sy~te~ ins~ead of supersedlng it. 
It !s probable that it ,~s due to n_m that the E~ecu- 
t!~e decls~on dld not ~mng to a department of ~qunltlons 
In the f~rst tw~o or three monc~s of the ~ar. He had a 
high oplnlon of the capaclty of the Regular Army Cffl- 
cers, and h~s consequent frleualv relations ~mth them 
d~ much to cause them to telcomo ~n an ~ncreas~ng de- 
gree the ass~stande of the \/at Industries Bo~rd. The 



eventual evolution of the Board conformed to h~ ~ 
original conception cf a c~v~Z~an organ~zot~on that 
would be ~ coordinating bocy st~md~_ng between the Army 
alld Navy an~ o~her ~ar ~n~umen~al~t~es ~nd ~ndustry, 
but ~ten~ farther, because xn xts fxeld xt becs~e 
co~and ~g. 

V~th all h~s understanding, Scott d~i not ach'eve 
complete success ~n the ~/aA Industr~e~ Board ani could 
not h~vo succeeded, because he was too respectful of 
the .~r~° A uniform to h~m was the equ~valen~ of a 
certificate of superiority ~n m~l~tary matters. He 
clearly perceived the d~re need of the ar~%y for c~z~l~an 
assistance, but he d~d not fully g~sp the need of 
c~v~l~au dom~natxon ~n st~pply matters." 

Now realSy, gentlemen, the ~oke xs not on me~ xt xs 
on those who dxd not bei~e~e~ a~ i d~d, t~et the Azmy could 
do these th~ngs. However, honesty compels me to acknowledge 
that I dsd not make the d~scovezy of the Ar~%v's potential 
po~,,er and true adoptabz~ty. I 8m w~ll~ng ~o acknowledge 
that other abler men ha¢~ d.scovered xt before my t~me. My 
w.rtue lay xn trustxr~ their d~scoverxes. 

As one example of s~m~l~r ~p~n~on, let me g~ve you th~s 
quotatxon from He~&erson's L~fe of Stone~all Jackson, {Vol. 
2, page 479-~80} 

"The C~vl! War was prollflc oE great leaders. 
The young American generals~ inexperzenced as they 
~,e~ e~ ~u ~eal ~ng wa+h ~ ar~e armies, an~ compelled 
to -~mprov~se their tactics as they ~mprov~sed their 
staf~ 9 d~splayed a talemt for co,and such as sol- 
dlezs more regularly t~ralned could hardly h~ve sur- 
passed. Neither the aef~c~enc~os ,of their mater~al 
nor the d!ff~cultles Of the theatre of v~r ~:ere to Be 
] ~ghtly o~rercome, az~l yet their methods dlsplayed a 
reTreshlng~orlg!na!ity. ~ot only in mechanlcal aux- 
• l~ar~es d~d the ~nvent~ve genius of their ra~e f~nd 
scope. The principles which govern c~v~l~zed war_+are, 
the rules which control the employment of each arm, 
the technical and mechanical arts, were rao_dly modi- 
fied to the exigencies of the troops and of tho country. 
0avalry, ~ntrenchmon~s, the railways, the tolegraph, 
b~lloons, s~gnal!~g, were ell used ~n a manner which 
had boon n~therto ur~own. ~on~_tors and torpedoes 
were for the f~rst t~me seen~ ~nd eve~ttbe ~ozr~t~ons 
of ~nfantry were made sufficiently elastic to meet 
the requirements of a modern battle-f ,old. No,- was 
the conduct of the operations fettered by an a&berence 
to convent lOn~l prac t ~c e." 
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~th~n the f~rst fou~ ~ months, the Army, Navy and 
G~ne~al ~[un~t~-ons Board~ ~n coop4rat~on, had accompl~shcd, 
~mong ot>ez tn~ngs, among 9undreSs of other %h~ngs - 

The ~stabl~shment of orxc~ f~x~ng, 
The estab]~shmeut oz pr~or~%y; 
The purchase of the r~fle plafit~ ard 

the contracts for r~fles~ 
Contracts for sm~ll arms ammunition, 
Contracts for artillery ammunition, 
Contracts for artxllery of all &dopted calibres, 
0ontracts for tha building of the cantonments, 
Contracts for equxpments, 
Contra~ts for clotn~ng~ 
Contracts for shoes, 
Cont~cts for blaDkets, 
Contracts for food, 
Contracts for the men ~o be a~lled ~n September, 

1917, 

and what, ~n aad~t~on to t~ese an~] other actu~l psece~ 
of wo~k, ~s done ~n ~eyelop~ng ~ ~ar organization and ~ar- 
m%g~ng activities, i ~ll submit by again quoting from 
~[~. C]a~kson (Dsge 45) 

"The functional ~n~t~m~ntallt!es of the Board 
dsvelpp~a rapidly afte~ the formatlon of the ~ar 
Industries Board In August, 1917. The prlnc~-plo 
of pr~orltles wa~ well establlshed, as also its 
administration. Conservation ~as ~n full swlrg. 
Clearance, on paper at least~ w~ work~rg smoothly. 
The v!ta] Inter--&]lA~d Pucchaslng Comm!sslon had 
been f~m~ly establlshed Pr~_ce-flx~ng ~ maklng 
a good st~rto The appraisement of resources was 
steadily golng on and headsman ~a~ belng m~de ~n 
the massing and sy~tema~!zat~o~ of A~equ~re~ents. 
Th~ labor d~v~slon ~as funct~onxng effectively. 
The commodity sections were busxl~ at ~ork, as far 
~s they had been cre~ted. W~le the mach~-ne as a 
whole was not yet f~ll~ng the vo~d ~n '~he great struc- 
~t~ue of xndust~al un~llce~_on ~n sapport of the 
A~ny and N~vy ~nd the ma~ntena.~ce of the national 
• ndustz~al fabric, it was already taking much the 
f~n~l form ~n which ~t ~a~ la%r ~elaed so s~ccess- 
~u!ly. T~me ~as lost ~n the gradual growth, out at the 
same t~mo each functional actxv~ty, ~s a resalt of 
the gzadual process, met w~th ~tie oppos~txon when 
proposed. The machine was one that ~;as developed 
rather t~mn pro~ected. It ~as the child of experience 
and of obvious necessity, and not the product of 
theory. Each part worked when ~ntrod~ced because 
~t wa~ manifestly needed°" 



The Assmstsnt Secretary Cro cell and Ca_2ta~n ~icon~ 

goner~l d~scusslofl cf car~ ~ ~n~ustry 

"The chief value of the Ge~eral ~d~n~t~ons Bo~rd 
~s that ~ts e~_oer~er~ po~n~ed t~e ~y to ~bsolu%e 
~ontr0~ the on~ fac%or ~hat could save the ~Br en- 
terprises. On J~l~ 28. ~o17 a~ter less t~an ¢oa~ 
months of existence, the Central ~mnzt~o,.~s Boa~d gaw 
~#ay and v~as stcceeded by the War Industries Board. 

Th~s procedure constituted zn rea!~ty a reorgani- 
zation of the Gene~a/ ~lun~t~_ons Board. I¢~. Scott~ 
even then f~ght~g against evhm~st~on of brs~n and 
nerve, ~ss made chairman of the ne~ U~r Indtstf~e ~ 
Boar~[, vh~ch st~ll cont~n~ed to be pa~t of the Council 
of National Defense, although ~-ts ~mport~nce ~as so 
greet that ~t qu~te overshado~ed the pa~ent organ~- 
~st~on~ It st~il possessed no ]eg~l authority over 
the execuIsve depa~tment~ ot't ~ro~ ~he date of ~ts 
~ormat~on ~ts actual authority began to gro~,° As 
controll~ng organization ~t bec~ e~f~c~ent, ~nd 
efficiency was s the-n% ~vh~ch the ~ederal departments 
sorely needed. The departmental nead~ ~raaually en- 
forced the cooperation of the u~execa~ ~ve Jet !ndus- 
tr~es Boa~d Ul~On the procurerent otfeCUSo 

Th~s ~ not occomp~ ~she~ ~n a hurry. For 
several months cftor the !or~at~on o ~ t ~e Board, the 
confusion ~ Industry co~t~n~ed. In fa~t, Am~z~c~n 
~ar ~udustry d~d not cross ~he d~v~_de un+~ tne i~to 
autumn of 1917. A±t~r that the contzcl g~ned on the 
d~sorgan~zat~on, becom~r~ absolute aboat four month~ 
later. 

The eff~clcncy of the '/ar Industries Bos~d, as 
formed from the General ~lun±t~ons Board9 w'~s die to 
the e÷flc!e~y of zts organ~zatlon° For the flrs% 
tame tone, fete ~ct,_vi~es ~n ~n~s~r~al controJ ~e~e 
brought ~ogether ~ s~ngle bcancnes of the Bo~rd and 
placed under the d~rect~cn o~ s~ngle executives." 

No~z you have before you the ch~efcrltlo~sm~ and con- 
cluslons of keen observers of the early actlvltles In 1917. 
To my mind, these crztlelsms argue for several thlngs~ all 
el which a~e now poss~ble~ 

F~Tstt. the centralzzed control of proculemsnt wlthul the 
Army~ coo~ Ins ted w~th the Navy° The Act of J~ne 1920 ~oures 
opportunity and autnorlty lot thls. 

. 



Secon~ the super,=co ~trol of zesouroes, andustry 
laboz~ przces; and praoriby through some supmr~body such 
as the ~sr Indus hrzes Boa,'4 of 1918o 

Th~s may be ~ed, ~n war t~me, through~the National 
Defense Act, or through the exercise of the v, ar po~ver of 
the Presadcnt. He c~n e~erc~se such super-control ~n 
t~me of war and consequently he can delegate the r~gnt co 
exercase at~ The best proof of th~s pudding ~s the fact 
that ~e have already oaten it. 

Th_~rd, the tra~nang of our m~l~tary men so that they 
full# appreciate the need of xndus~r~al a~d to ~n a wa~ '. 
Th~s ~s being accomgl~shed r~gh~ here in th~s College. 

The f~rst request I mzde o~ the General. Staff, aftez 
my appo~ntmcnt, ~as for a copy of any program or plan 
~,~orked out by the General Staff College for the mobiliza- 
tion ef Lnaustry. The reply ~s that there was none. 
Could there oe a more ~mpressave evxdence of unpreparedness@ 
The General Staff had been kept so small~ and had been g~ven 
so lattge opportunlty for a general survey of our m~!~t~ry 
problem t~at ~ts entare Zime and energy l~d flo~ed ~nto 
~h~nnels ~elated to the use of m~npo~Ter ~ ~sr for f~ght- 
~ngo As ~f soldxers could fxgh~ w~thout materiel. 

Today o~a ~ ~vhole m~l~taA~y program xs stall out of bal- 
ance~ notwithstanding the g~ve lessons the war should 
have taught us~ so that ~roc~eme~t, even mow, ~s be-.ng 
g~ven far too little cozen&oration ~u the general malatary 
scheme. ~/e know no~ that ~he manpower problem xs a lesser 
one than ~he proolem of m~ter~el. 

Perhaps to the ultra-m~llt~rry mxnd, the actawt~es of 
such a school as the Army In6ugtraal College nmy seem re- 
moved from the f~eld and servxce o± a ~old~ero No man can 
be a great soldaer who can,%not appralse h1~ resources and 
their avaxlab~l~ty. T~me was ,~hen tn~s was not necessary, 
perhsps; but inaall modern, mzjor ~va~s at h~s been. General 
Grant may not have out~mano~mvred and out-fought General 
Tee, bu~ he d~d ~u~o~ th%t he had superaor resources at has 
back, and he fought hxs c~pa~gn of "attr~txon" wx%h full 
confadence an the result. 

The best that can b e sald of the General l~iun~taons 
Board end the War Industrles Board of 1917 is tha~ they 
saved the normal structure of t~e Army~ they accomplashed 
a vast amount of vltal work ~rgently needed~ they worked 
to~ard centralzzatlon of responsab~ity~and authoraty. 

In Congress and out of ~t, zn the c~itlczsm of bhe 
work of these early or6anlzatlon@~ me consaderat~on has 
been gaven to the fact that no 9rovas~on was made for the 
personnel comprzslng them- so t~t, for znstance, all 

. 
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t~e clvlllan me~ .be~  and the Chairman of tl~e Gener~l l.u- 4 ~ 
n_t&ons Board ~eve here at the~ o,~n e=~peanse. Th~s be- ~q~" 
came a co-=nouplace lstor, bub ~n the early d~ys of lhe -ar~ 
befo-e people recognized bbe pa~emo~n b nee& ion sor~zce~ ~t 
was ~o ess7 m2ttor tc locate just ~,ge rzght man~ ~zho a~ the 
s~me t~mc wss ~ll~ng to leave home and bt~s~nes ° and pay 
h~.s ray fez the prx~,~lege of se~vxn~. 

Even the stud~od end[ k~ndly cr~t~c~s~s of Cr~weIA 
an@ of Clarksor om~t cons~orst~on, I am sure, of thins 
very heavy hand~csp. Indoed, no ~t ~ all ov~r, 7 s~ 
amszed st the efficiency of these hastily scranble@ up 
organlza ~lons. 

Pars!lei to the vo]unts~y am¢ ~ ~ende;e& by ~ndustry ~n 
the early d~ys~ was the ac [~on of ~be ra~Irosds ~n organ!z- 
• ng for united action on c>e~r ov'n ~n~t~at~w. Sabsequently 
they were taken o~or by the Government, b~t for the f~rst 
few months they ser~e~ vo!un~ar~ly and took vPmtever leg~l 
~-sk was ~nvoived ~n s~ch un~-ted action. 

The ~J~r Traae Boa~d ~vss not one of the ear] zes~ ~ar 
control bod~.es, although ~t should l~vc boen~ for at the 
outset a n~nbor of us s~w that control of vztal totems ShOUld 
be gazncd zmmod~ate!y to avoxa loss through e~urt, as well 
as to prevent such ~tems from creeping ~nzo th~ enemy 
countrzes ~brough roundsbout channels. 

Food and fuel were handled ~eparately f~om ~a~ ~ndus- 
tr~e~, under the iood ~n~strat~on. Food n~gnt ~ve o~cn 
separated, prope~]y, bu~ fuel ~h~ch means po~er surely ~ 
should have boon ai~gn~a ~th production, and so snoa~d 
have been w~th~n the General ~un~t~ons ana '~ar Inaustr~es 
Board. 

There ~,ere  many forms of waste~ and I ~II ~l]ustrate 
by m~nt~-on~ng onl~ one, ~.e., new d~v¢~opmon~s ~hat d_d 
not resalt in materiel which was t~mely or acceptaolo ~n 
the f~old, or effective ~hen tr~ed. 

~an~ suggestions were n~@e r r~l many of them must be 
trled. Such e~perlmcntatlon ~s frequontlD ~ e=~pcnslve, end 
often fruitless. So it ~s ~n bus!hess, bat, whereas ~n 
baseness wo are usua!]y e~-pcr~ent~ng J~tn ex~e~_enccd 
men In a ~ell-kno~n ~ ~e!d, in ~ ar ~e must frequently con- 
f~de our tasks to ~_~l~no ~n or ~nexper~euced men who are 
to wo~k ~n a f~eld ~nf~n~l'_ar to them and to us. 

±n bus~ess, our oxporlmentatlor zs nea;ly al~ays 
costly and often frultless. Is it a cavse fo~ sL~rpzlsc 
tn~t -~n war ~t should be more so~ Stpoose the loss and 
waste rzght at th~s mln~ite in the expe~imental ~n~ ae- 
veiopment departments of 1~er~ca's vas~ bus!hess orgaul- 
zat~on were sud([enly to be ascerb~ned and ~Se pugl1~ 
Would any one be pleased? We Fay re~t ~atzsf~ed zt ~o~ld 
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appear ~ pu~l~c se~udal~ yet we ~.9~ess surprise at a s,~u~- 
far s~tuat~cn ~n a hastily de~eloped ~ar~tzme or~anzzat~on. 

~fter the ~var ~¢hen every one had cooled off° ~rd mo~t 
of us were suffering frcm the depression of th2 reactzen° 
much was sa~d of ~ncom!o~tence an~ waste, and I am ~orry to 
ad~, even of fraud. ~y o~n f~rst ~mpresszon stzll ~e~u~ 
clear, the b~g men ~Jere honest, zealous, and competent. 
The lesser meu weze as honest an& zealous, butlless competent. 
Naturally mzst&l~es are made. Do we not have something under 
f~ve hundred bus~ness failures ~n our coantry every week? 
If we do~ ~n tsme of peace, does thzs not prove a t~emendous 
percentage of error and ~ncompetence anong bus~ness men who 
are not ~¢orkzng under a'~ special pressure, nor perploxed 
by extraordinary and ~alculable changes ~n economic and 
bus~ness conditions such as war ~ntroducese Why should 
ar~ one assume that a declaration of war wou&d mzracuSoue- 
ly eliminate th~s weakness from our buszn~ss personnel, and 
suddenly g~e us, for the Goverzment's serv~ce~ prod~8~es 
o~ sound ~udgment and farsightedness, even when ~eal~ng w~th 
totally unfamiliar subgects? Why th~s ss~onzshment at the 
waste ~h~ch war creates? Was !t peculiar to the World War 
o~ confzned to the experience of the Un, ted States ~n that 
ware In tho mater~al sense, has war anywhere, at ~ny t~me, 
ever fa~led to create waste e War ~s w~ste ~n the mater~al 
sense ~ so much so that zf ~t d~d not create other values 
there probably would have been only one war - the f~rst one, 

Our revze~v has no~ brought ~s to the poznt from ~h~ch 
we may contemplate the general l~y-out ~_n a ~h~ture em~rgencT. 

We have t h e  new po~ers of t~ Ass~sta~.t Secretary of 
Uar, those should take care of the Army Departments and 
posslbly the Navy. \le will have the Procurement De~aztment 
Dzstrzcts, , hzch are a tremendous adva~e over ~hat ex~-sted 
in ea~ ]y 191V. We w111 ha~e a super~bo~y v'hzch ~,lll repre- 
sent the vas% war po~Ters of the Preszdent. ~e wall ha~e the 
Federal Reserve System, and ou~ transpo~tat&on wzll doubt- 
less be even more effzczent than zt was before, That 8oands 
well as to the machine, but ~zll we be ready to feed the 
mater~al ~_nbo the machzne~ That w~ll depend t~on the ~erk 
done n~v xn thzs College and ~n the %~ar College. 

If ~e know ho~J to use o~r po~ers andoopportun~t~es, 
~e are t~ strongest natlon ~n the world to sustaln a 3ong 
~r. No otl~er natlon can so readily concentrate the entire 
~t~_on~l zoower through one executzve as we can through the 
President. We w~l! not forget that, but even more zmpor- 
tant to b6 remembered is that the f~rst four mo~ths wIZl 
probably alctate the story° What would ~e be prepared to 
do tomorrow~ The worklng out of details must not be a!- 
lo~¢ed to obscure the deve3op~ent of the vast overhead 
problem~ no~ must study of the overhead, wzth ~ts 
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allurements of glittering ge.~erai~es, lead us to neglect ~ ~ ' ~  
the arrangement of details. We must, ~f t~me an~ money ~e~- 
m~t, ~¢ork out all the de~a~is of our plan, but _n any oa~e, 
and flrst of all, we must Nork out the fundamentals of our 

proo] em~ mate~-~a] S available at home, or only oota~nable 
abroad, labor,,product~on facxl~t~es, new sources of mup- 
Dly, of mater~_als, and of manufactare. 

There must be deve~pped and accepted so~e R~er ~o peg / ~  
the price of both mater~al and labor, and modify only so 
far and so fa~t as ~od~f~cat~on may be demanded by co~1- 
t~ons throughout the period of the war. 

There are essential ~ a w  materials not ~ound, or not 
developed ~n commercial quantities, w~th~n o~ own borders, 
have you arranged w~th the Navy to protect certain sea routes 
until these supplies can be assembled ~n suff~c~eut quanti- 
ties w~th~n our country?, have you stud~ed possible sub- 
st~tutes~; have you made peace-t~me contracts, look~ng to- 
ward war t~me service, v~zth the orgamzat~ons that can 
render the greatest assistance ~n these f~elds - for exampl@, 
the Amerlc~n Chemical Society, and the American institute of 
I~n~ng Eng~neers~ 

Have you studled the eventual effect of our peace-tlme 
economic or pol~t~cal programs on our ~ar-t~me eff~c~ency~ 
For example, there ~s at present a t~r~ff on manganese. 
Does th~_s encourage or d~scourage the ~mportat~on of 
manganese~ If ~t d~scourages ~mportat~on, are our natural 
supplles large enough to assure a sufflclen~ da~es%ic sap- 
ply ~n event of a longwar~ If not, ~s it net a part of 
the duty of our m~l~tar~ branches ~o bring to the attention 
of Congress the unw~sdom of th~s tariff pol~cy ~ Would ~t 
not be better to ~mport manganese and conserve our domestic 
supply~ if Lh~s seems too far-fetched, or too complicated, 

let me assure you that ~t ~s the A-B-C of real m~l~tary pre- 
paredness. It harms none, and it may, ~n an emergency, 
greatly ~nflaence our ~oss~b~l~t~es of success. Understand 
I mention manganese only as an example, by study you may 
easily develop a score of such ~ns. 

Assume that ~e have located a score of ~tems to be 
~mportea, then, in addltlon to protecting the sea routes, 
have we tonnage available for the movement~ If not, where 
do ~e e~pect to get it~ From country "~"~ But perhaps ~e 
w111 be at war wlth "A". From country "B"~ But perhaps 
"B" will be an ally of "A", or at least more frlendly to 
"A" than to as, and so on. A task of llmitless proportlons, 
you may say, and futile at the best, because none of it 
may f~t the case when It occurs. Prlnclples always f~t 
some case. I{nowledge of the prlnclple~ g~ve~ us declslon 
and strength ~n the emerger~y. 

All your work is based on suppos~tlon, and one per- 
chance !s no more wolent than another, War ~s an art, 



ar~ can not be @ef~n~d ~n set ter~s. It z~ a~so a sc~e~ce~ 
eudo ~re.~fore~ ce±~t~n ~u±es ~re fund~,ental and unch~ng.ng. 
Ce~ta~n ftnd~nerwals ~n ~:prly ana cezt~n p~ Jnc~ples of 
sa~plv ~re ~s el%crave ~u the~ ~ control of the plans of 
Hannibal an~ Alezs~der as they were ~n their coutrol of 
Na~olcon's a~_d ~el3~ngto~'s, or as they w±ll be of ours ±n 
the next emergercy. 

W~th~n our o%vn mou~try, ~n the h~sto~y el e port - on of 
oar Amer~ca'~ nst~on, we We a c]assxc mn +me problem of 
supply. Thc e~pe~ence of the Confederacy during the C~wl 
War was the e~,'pe~~er.ze~ zn l~ttle, of Germany du~]ng the 
Uo~Id Uar ° There was the same gradual chck~ng off fzom 
over-sea sources, the s~e necessity for d~zeloplng sources 
of supply ~thzn a rostrzcted area, and wzth a constsntly 
lesSenzng m~no~er, the s~e necess_ty for d~scoverzng and 
astng subs~zt~teso Do not z~glect thzs &nspzr~t~T az~d ~n- 
structzve ~ze1_d of ~eadznE ana study. 

Nude a~l our expen@~a~res dt~r~ng the f~rst few wee~s 
be from eppropr~at~ons ~rev~ously made an8 spec~_f~cally 
ear-marked for such expen@~es ~ 

~ust our officers rest ander the threat of penal 
statutes~ even in t~me el war~ ~f ~o save the nation's 
cause they break or avoid any such laws~ 

There are peace t~e statutes wh~c~ fo~m a d~eadful 
barrier to prompt action after ~a~ has been aeolared° 

H~y we employ c3ezks sud dreftsmen as4~ueeded, or must 
~e ~a~t for the routine of the c mv~l serwce ~ ~,ay we rent 
buildings for off~ces zr~ Cash~ngtou~ 

Heretofore, I Imve r~commended to tn~s College a st~dy 
of th~s group of l~m~t~gg~t~tutes ~ h±ch ere proper enough 
~_n ~eace tnre but a deadly menace ~n tzme of war because 
they cause loss of t~me. Tbe~ sho~ld oe sch~C]led~ ~nd t~ 
~ppropr~ate co~ttee of Congress fano~l~ar~zed w~th them 
so that they mav be automatically zepealed on a declaration 
Of ~¢ar, 

For you men ~ho are n~ actively engaged in thxs ~vor~, 
I h~@e a fzna! wor~. There ~re voices call,r@ to you ou~ 
of shadowl~nd - the vo~-~-s of soid_ers aria sa~!ors who ~ve 
already given their all for oar coant~y. There a2e ~olces 
that would call to you ~f t~%ey coup@ - the volces of the 
boys of the futo~e w?o r~ust bea~ the stru&~les ~et to come. 
They all pet!%on you tn lay aside all petty co1~sz~erat~ons 
of departments and bra~hes of service, and bulld broadly 
and "~isely. It IS hard to build a structure wh~cz m~y never 
be used, hard to scheme and plan devo redly for events which 
~zy never transpare. Ue tend to lose a sense of real~t~cs 
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~n _ c'. ,~ork, Vie are :.or u',.s c,~- o~ae~ WhO have fe!t ,_'~_&s. 

W~nston Churchxll, F~rst Lord of the Br~t~sh Ai ~ralty 
before and during the World ~Jar, ~el~ thz~ keenly an~ ~ 
expressed ~t v~vxdly, I csn perheps do no better ~han 
~eave wxth you hxs p~cture of I%- (The World C~ ~sxs, 
page 174 ) ,, 

"~t ~s easy to underrate the d~ff~eulty of 
stah work ~n days of peace, 

Xn t , :~ re  of war there xs grea~ uncertaxnty as 
to ~hat the enemy w~l do and ~h~t ~xll happen next. 
But st~ll once you are at ~er the task ~s Oef~n~te 
and all dominating, Whatever may be your s,~m~sos 
a~out the enemy or the future, your own action ~s 
c~rcumscrxbed wzth~n pract~cql !tm~ts. There are 
only a certain number of alterr~t~ves open, Also, 
you ixve xn a ~orld of realzty where theorzes are 
constantly being corrected and curbed by e*~per~ment, 
Resaltant facts accumala~e and govern to a ve~7~ large 
extent the next decision. 

But suppose the whole process of war ~s trans- 
ported out of the regzon of real~ty ~nto that of 
~mag~natlon. Suppose you have to assume to beg~n 
wltn t~mt there will be a war at all, secondly, that 
your country ~,~II be in xt ~hen xt co~e~, thlraly, 
that you w~ll go in as a unlted nstlon ~nd tnst the 
natlon ~lll be unzted and conwnce~ &n tame , and t~zt 
the necessary measures w~ll be taken beio-e it ~ too 
lat__ e, - then the processes of though~ become specul-t~ve 
xndeed. Every set of assumptzons ~hzch zt zs necessary 
to make, dra~s new veils of v~ryzng denszty An front 
of t~e dark curtazn of the futx~reo The lzfe of ~e 
tho~gntZul soldier or sailor ~n tnme of peace ~s m~de 
up of these experzences - &ntense effort, sr~d every 
concezvable d~stractzon, to'pzck out across and among 
a swarm of confuszng h~potheses what actually ~ll 
happen on a g~ven day and what actually must be done 
to meet xt before that day ~s ended. ~eanwh~le all 
arotnd people greatly superzor zn authority and often 
~n ~ntell~ge~e regard h~m as a piott~ng knave, o~ at 
the best an overgrown chzl& playzng wzth toys, and 
aaz&gerous toys at that." 

The work ~pon which you and the War College are en- 
gaged • s the most ~mportant ~n our country toaay. Any of 
the other thln~s we are dolng may be neglected, and there 
will be tlme to repa®r the neglect. Upon your vark alone, 
the lzfe of our natlon may some ~y depend. 
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