
FUNCTIONS OF THE CO~IODITY DIVISION, 0.A.S.B. 

By ~ajor Ro~er Taylor, 0. D. 

November 26, 1928. 

Colonel Carr 
J , L ~ , u ,, 

We take up thxs mornzng the Commodaty Davasaon 
Committee, - the functaons of the Dxvlsaon in the 
0fface of the Asslstant Secretary. Masor Taylor is 
Chief of Lhat Dlvzsaon and I have asked hlm to gave 
us a set-up of its operataons. The functions of 
thls Davis~on have all been more or less obscure. 
In former classes here, and as a matter of fact, 
last year, we had a class that ~eported early zn 
the game in the course that they dad not see any 
use of the work and recommended that it be abolished. 
Of course, that created qulte a controversy among 
the students, but we flnally convlnced all the 
members of the class of the important part it has 
• n our work. 

The hxstory of the commodity sectlons in the War 

Industrles Board has been treated xn a great deal of detall by 

the men xn the Board, partxcularly, as you probably kno~, ~n 

Mr. Clarkson's book and ~r. Crowell's book, so that golng znto 

detall on at probably won't be necessary at thas tlme. You can 

f~nd it also much better told an your books, so that I do not 

think I wxll go anto xt very far more than to correlate the work 

that has been done and whlch we hope to do Lu the Plannlng work. 

I do want to poxnt out certaan features LU Mr. Clarkson's book 

partzcularly and to ment!on certain conclusions whlch I have 

drawn from these in relataon partlcularly to the commodaty 

sectaons. 

A great deal of importance was attached to the 

commodity sectlons. In all of the ~vrltlng on the subject, you 
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w~ll get, to some extent, the zmpresszon that they were the 

whole thxng before the end of the war. It seems that at was 

the practice for each office to leave the ~mpress~on that no 

other d~vls~on was of any consequence. However, the xmportance 

that is attached to these commod!ty sectlons is brought out 

partlcularly ~n the heads of chapter 17 In Mr. Clarkson,s book 

• n whlch the headlng is "The Backbone of The Board- The Commodlty 

Sectlons." Mr. Baruch attached equal xmportance to the commodlty 

sectlons. These sectmons attached sol~d frame-work at the latter 

part of the war. I want to quote somethlng Mr. Clarkson sa~d in 

hxs book in chapter 17 

~ " N r .  Baruch used to v~sualxze them as s~ty-odd 
/ neatly labeled taps, from which he and the va~ous boards, 

commlttees and dlvlslons that funct!oned bet~en the 
sectxons on the one hand and the governmental departments, 
the Allles, the publxc and the ~ndustrles on the other 
hand, could draw all the facts, flgures, ideas, and con- 
trxvances for any smtuatlon. They tapped some three 
hundred and fxfty ~ndustr~al reservolrs, represented 
ultlmately by the war servxce commlttees of the Chamber 
of Commerce of the Unlted States. 

"These taps were duplex and reverslble. Turned 
one way, they poured znto the Board the controllzng xn- 
formatlon in regard to all Amerlcan industry that was 
not controlled by those two Independent commodlty bodzes, 
the Fuel Adm~nlstratlon and the Food Admnlstratzon. 
Turned the other way, they promptly bransmltted to all 
zndustry the behests and requests of the Board." 

Th~s glves some idea of the position the commodzty sections 

occupied during the War. 

From elsewhere ~n the book: 

Imag~ne a bus~ness enterprise composed of szxty 
rs, each of whom zs experzenced zn a partxcular 

~ f~eld, but not lacking ~n knowledge of some of the 
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other fxelds and of general xndustr~al and 
commerclal processes. Assume further, that they 
are mostly men under fxfty, and that none of them 
zs stale or cynical and that they are engaged xn a 
novel, stxmulatlng, and absorbzng enterpr!se, whzch 
so dominates their l~ves that wzth respect to Its 
reallzatxon they suppress all jealousy, eliminate 
~nternal pohtlcs, and are free from self-seekxng. 
Now, put them under a loose central control whose 
purpose xs not to dominate, but to coordlnate them, 
and which gzves to every partner the full control 
of hls asslgnment accompanled by the fullest con- 
fxdence, wlth v~rtually no hm~tatlons, and you 
have the commodzty sectlons of the War Industries 
Board, and practzcally, the Board xtself." 

I th~nk, in attemptxng to read between the l~nes 

in the books on the subject, that one xs led to the concluslon 

(I am, at any rate) that most of the erganxzatlon charts of 

the War Industrles Board, the descrmptlon of their orEanlza- 

tmon, and so on, were wrmtten mn an attempt to deal wmth the 

board work. They were, zn ether words, a statement of how the 

machine worked, rather than the design on which the machine was 

bullt. In the f~rst place, in the War ludustrmes Board and 

its predecessors, It was found dzff~cult when they flrst 

started off, to know organxzing along funct~onsl Iznes, as I 

understand zt, and as they went along they found a great deal 

of dzfflculty. 

When a problem of power came up ~t was not always 

recognzzed as a problem of power. It was f~rst recognlzed as a 

problem In wheelbarr~vs, so that xt was very dlffzcult to 

classify It as a problem of power and not an actual problem of 

wheelbarrows. So they began gradually to classxfy that way, 

and the commodlty commzttees were set up and began a sort of 
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industrlal fUture for the Industrles Board. 

These elements expanded and became of more and more 

~mportance so that they practically over-shadowed the other 

worklng dzvls~ons of the War Industries Board. As I make at 

out, they spoke of the d~ffzcultzes that were zn the functional 

branch of the War Industries Board. The commlttee gathered 

statlstlcs and all the necessary facts. They listened to com- 

plalnts from industr~es and complaints from government depart- 

ments and even from the c~vIllan populatzon, and attempted to 

stralghten out these dzsputes and complaznts and naturally 

passed on many of their problems to the functional dlvlslon, 

or to what I call the service sections, whzch I wall explain a 

little later, and when a declslon had been reached higher up, 

as you may say, It was passed back agaln to the industr~es 

through the War Servlce Co~multtees. 

In the formation of the War Industrzes Board 

orlg~nally, and ~ts predecessors, they called at Y~ashlngton here, 

men who were experlenced LU thelr subjects as speclallsts, but 

unfortunately to start wzth, they asked the men to advzse and 

help the Government an its procurement problems and at the same 

tlme left them to represent thelr industrles. Now thls was very 

dlff~cult because the men were trying to serve two masters. 

They were trylng to do their best by their own buslnesses and 

they were tryln~ to do thezr best by the Government and w~th 

the best w~ll in the world, they naturally failed. So they 

set up a change and those men, most of them, have glven good 

s ervlce to the War Department. 
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The Chamber of Commerce of the Unlted States used 

xts influence vxth industrxes to appoint war service commxttees 

to deal wlth the coordinated sectxons of the War Industries 

Board. 

Now chiefly, from the past to what we are tryxng to do 

now, and what we hope we wxll be able to do in another emergency, 

the Commodzty Divls~on of th~s offlce is organized to plan In 

such a way that the branches will be able to procure those thlngs 

whlch are necessary for a war and that they should be able to do 

~t wlth the least posslble dlsturbance to cxv~l~an industrles. 

I th~nk ~t would be unreasonable to expect at th~s tlme to f~nd 

that we had organized or establ~shed methods which are the same as 

those of the War Industries Board. 

It has been often sa~d that we cannot expect to use the 

same methods now to keep out of trouble as was used by the War 

Industrles Board to get out of trouble. The War Industrxes Board 

had questions to consider which were xnvolved wlth ordlnary peace- 

tlme activities of the country as well as those of the Government. 

The very large orders that had come from the Army, the Navy, the 

Sh~pp~ng Board and the raxlroads threw ~ndustr~es ~n th~s country 

Into somewhat of a condltlon of anarchy and the War Industries 

Board had one k~nd of people ~n mlnd when they undertook to comb 

thls out. 

Of course, we suppose that if intelli~ent plann!ng had 

been used for some years before the last war that these problems, 

most of them, never would have arisen. At any rate, we hope so, and 



we are trylng to fxx xt now so that they w~ll not, or com- 

paratively few of them, arlse xn the future zn the 0fflce of the 

Assxstant Secretary. 

I got up a sort of trxck organization chart whlch 

looks somewhat dlfferent from or~anlzatxon charts of the office 

whzch you have seen before, but ~t ~s meant to tell the same story 

an a lxttle dzfferent way. I have done thzs, not that I want to 

exhabat the whole organazataon of the Assxstant Secretaryls 0fflce, 

but at seems to me that thzs Is the easiest way to ludacate what 

the Commodaty Davls ~on zs and what zt has to do. I am attemptzng 

to show some old facts zn a new way and to gzve you an ~dea as to 

what and why the Commodaty Davlslon is. 

The functlon of the Asslstant Secretary of War in war 

t~me seems to me maght be, to use the fewest number of words, - 

procurement progress, and the Planning Branch ~s here to plan for 

thas. There may be many problems ~n the Supply Dav~saon wlth whlch 

the Assastant Secretary's 0ffzce need not concern itself greatly 

because they are szmply a dareet detail bet~veen the Chlef of the 

Supply Branch and the farms w~th which the chlefs of branches are 

dealang. 

In the case of the procurement of 75 m.m. guns and 

radio sets, motor vehacles and horses, we can imaglne that one man 

w~ll start out to procure 75 m.m. guns for one or~an~zataon and wall 

follow that problem through from beglnnang to end and ~n the course 

of hzs work he wall meet wlth comparatlvely lattle anterference 

between the problem of procuring 75 m.m. guns %nd the problem of 



procurxng radio sets. Such interference as arlses can be taken 

care of ~n the coordxnatxng agency ~n the Office of the Asslstant 

Secretary of War. Procurement coordxnat~on, however, is not the 

same k~nd of th~ng, it ~s ~n no way sxm~lar to it. It xs not a 

f~eld whxch can be dxv~ded xnto sectlons whlch dlfferent organlza- 

txons will go into from start to f~n~sh, but ~t is one b~g fleld 

whlch can only be subd~vlded by approachlng ~t from three dxfferent 

angles. The ma~n problem of procurement organization ~s approached 

from three angles and there is comparatively l~ttle of ~t represented 

by these areas here. The problem ~s over-lapp~ng throughout and the 

job zs to straighten It out. I take the three men operating the 

Division of the Office of the Assistant Secretary of War. I have 

excluded the dlvls ~on of the offxce whlch is not of ~nternal adm~n- 

istrat~on,--one of importance, but stxll not essential to the 

explanation of my ~dea. Any one of these three dlvislons, 

theoretically and ~n prxnciple, should be able to work the problem 

out sxngle-handed, but the l~mxtat~on of human knowledge ~s such 

that xt cannot be done that way. So, we have, as I say, one 

s~ngle fxeld, not subdxvxded, but to be covered from d~fferent 

angles. I brought It up here this way and th~s problem xsn't solved, 

I thought ~f I solved xt, they would th~nk I was too perfect. 

Now every commodity whether ~t be a f~nxshed product, 

an ~ntermedxate product, or component parts of raw materxal, 

(speaking of raw mater~al, ~n fact, as far as the point where xt xs 

xren ore ~n the m~ne or rubber ~n the tree) may be subdivided ~nto 

two elements which yxeld to xts creation, that ~s, materials and 

services. On this chart here, the group of services ~s represented 
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by the Industrial Dlvlslon as transportation, power, labor, etc. 

Down here, I have the Cor~odlt~es Dlvlslon which represents thlngs 

regarding materlals and endlng up wlth flnxshed products. Now the 

Plannlng Br~ch is concerned wlth the coordlnatlon of procurement 

of flnlshed art!cles, and wlthln the branch, the Industrlal D1vls!on 

has to plan the servlces. Servzces will be avazlable. 

The preponderant importance of the Commodlty Dlvls~on 

in all thls dlscusslon is due to the fact that in all materlals 

everythlng Is a raw materlal, for what is a flnlshed artlcle zn 

one thlng is a ~a~ materzal zn another, so that you can al~vays in 

separatzug those th!ngs, recoGnlze that there ~s an element of 

materlal there. 

~ithough the fzn~shed artzcle Is only resolved into 

ra~ materlals from machinery, there &s a need for organzzatlon and 

nethods. For that purpose we have orGanlzed methods up here whlch 

are handled by the Procurement Control Dzvls~on, Priorities, i~lloca- 

tlon, etc. Then methods, machznery, etc., carzy out the plans. 

Now coming down more deflnltely to commodltles, I 

may quote what the dzctzonary says the vord "co~odlty" zs. The 

exact equivalent of the word is "goods." That zs rather a large 

order--a b~g f~eld. The f~eld ~s so large that ~t cannot be 

handled by elther one man or one centralized organization, and ~t 

has to be centralized. At the present t~me, we centrahze the subject 

~nto n~neteen active commodzty committees. Le have a Great many more 

commodity committees which are equivalent and are being made active 
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as the sltuat~on demands It. These are set up, as you w111 notzce, 

mostly to cover raw materzals° The reason fo~ their gozng back again 

is that the Commodaty D~v!slon only retalns the responslblllty when 

services have been elin~nated, so that you get back to your baszc 

raw materzals. 

We would Izke to have in every one of the co~aodzty 

commzttees, the world's greatest experts on the group of commodltzes 

involved, but naturally we have not the money to pay such men and we 

de the best we can whzch I thznk ~s very good--very well. We have the 

Commodlty Commattee made up conslstang of a member of each branoh and 

the chaarman as the representatzve of the prlncipal uslng branch. 

In the war t~me erganzzataon that we propose ~e wall 

have, let us hope, the worldes greatest exert over here as chazrman 

of the Commodlty Commattee in the 0ffAce of the Asslstant Secretary of 

War. He may be a Reserve Offacer or a czvalaan, but probably we wall 

get better results from a Reserve 0ffacer for they wall f~uctlon better 

than clv~laans and we can hardly expect the army to contazn the world,s 

greatest expert, although at may be possible. 

Sznce as you know we have non-ferrous metals one of 

the committee problems here, there will be a great many sub-headzngs 

under that,- platanum, tln, etc. We can hardly expect the Chaxrman 

to be the world's greatest expert on all of them, so he w~ll have 

specaalists under h~m who are from the staff of th@ Commodlty Commlttee. 

The members of the Commodaty Commxttee w~ll be representatzves of each 

branch and zt Is most important that we should have men who are 
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entlrely famllxar w~th the uses to whlch the commodltzes are put 

in the branch, as was done ~n the War Industries Board. 

Thls we have trled to do ~n the present, that is~ g~ve 

them, or cause an autonomy, ~f posslble, exerc~slng such alternatives 

and coordination as may be necessary and that idea perhaps accounts 

for questlons ralsed as to why they should go ahead of the Commodlty 

Sectzon coordinator. It ~s proposed in war t~mes to sub-dlvlde 

the commodltles ~nto three groups. We have here Section A, Sectlon 

Bj and Sectlon C. The head of each of these will be a chief co- 

ord~nator. Now zn arranglng these ~n groups, ~t has been hard to 

flnd some basls for grouping them. I th~nk there ~s a certaln amount 

of logic ~n it, but ~n Seotlon A we have mlneral products used in 

mechanlcal and construotzon work, particularly mechanlc~l work, and 

in Sectxon B we have the co~on thlngs, the ordlnary thlngs of 

commerce whzch ordlnarzly would be the concern of the Quartermaster 

Corps, you may say, and In Sectzon C we have mechanical and sc~entlf~c 

articles. 

I mlght say that there are three prxnclpal functzons of 

the Commodxty Cow,tree. The fxrst deals ~th the necessary expert 

knowledge, presumably all necessary knowledge of the ~ar Department, 

to act as the expert ~n the Office of the Assxstan~ Secretary of War. 

The second functzon zs that of determining the best 

dzstrxbutxon to make of a ILm~ted supply of raw materials. That ~ould 

require a detailed technzcal knowledge of the uses to which the 

materxals are put. 

The thzrd functxon, and perhaps the most ~mportant, xs 

xn acting after contact w~th the zndustrxes. Now ~t should be under- 

- I0 - 



stood that the contact w~th zndustr~es as referred to here zs 

in no way the contact the Chzefs of Branches wxll have wxth 

~ndustrxes, concerns, and~vzdual fxrms, factoraes, and so on. 

It should not frequently be necessary for them to try to cover the 

whole fleld. If the Chzef of Ordnance ~s golng to procure 75 m.m. 

shell and he as the one who zs Gozn~ to procure 75 m.m. shell, 

there as no interference there, but everybody that has a foundry 

and machine shop an the country xs not go~n~ to concern h~m greatly 

after he has what he wants. The Commodxty Dlvasaon has the whole 

anterest an zt. 

Now, the Chlef of Ordnance does not care as long as he 

has contact wlth the people from whom he can get materzals and wlth 

people who take the same kznd of interest xn it that he does, the 

men who c~n gzve hlm 75 m.m. shell,- the ~ndzvlduals. The Commodity 

Commlttee, however, s~nce at is concerned wzth everybodyls requxre- 

ments zn the War Department, ~s concerned wlth the whole industry, 

and that as what they have to form thezr contact w~th. 

The method of contact that zs proposed between the 

Commodzty Commzttee and the Industr~es, between the Asslstant 

Secretaryts Office, will be w~th War Servloe Commlttees through 

the Commodzty Committee. We hope that now very soon we shall 

have such a commxttee to deal w~th. Such a commlttee as that should 

be made up of the members Immed~ately detailed, or the m~ddle men, 

If you wxll, and the users, and when we have determlned, If the t~me 

ever comes when we can determxne w~th absolute certainty, what our 

requirements are goxn~ to be, we can dxscuss w~th such a war servxce 

committee as I have ~ndacated, and show them that as a matter of fact 
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there is enough to meet the Armyls needs and the Navyts needs. 

It seems ~s though all of them, represented as they are, should 

be able to tell us as to how the balance is to be taken care of. 

That ~s what we are hoplng for, but we havenft anything to show 

for it at the moment. I very much hope that Lu a year or two we 

shall have somethzng to show,--the plan made by the Chef of Branch 

to showy all requirements and the balance of the plan made up by 

the people who really know what they are talkzng about, just as we 

know what we are talking about ~n army requirements. 

The methods that perhaps illustrate the necessity for 

contact between the Commodity Commlttees and the industrles and to 

show the worklng or relatzons between the Commodzty Commlttees and 

the Branches and so on, I wzll ~ve you an example of a 75 m.m. 

complete round. 

It seems that as long as no d!ffzeulty arises, the 

Of floe of the Assistant Seoret%ry of War is not golng to interfere 

in procurlng 75 m.m. rounds. That ~s the Chlef of 0rdnancets sob. 

He goes to the factory that produces them. h~erythlng runs along 

all rlght. It should be borne In mlnd, however, that 75 m.m. zs a 

war tlme commodity, but suppose a sltuatlon comes along where the 

allocatlons have not worked out quxte rlght and there is some 

dlfflculty an obtaln~ng the rotatlng bands, due to the fact that 

the Engzneers or Signal Corps has put in an order for transmlsszon 

wlre. Doubtless, the dlff~culty lles wlth Allocation, but how can 

you expect anybody on the outszde to come down here and go r~ght 

• nto the Allocatlon Sectlon~ 
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The questlon of copper should go to the Copper Commodity 

Commlttee to see what the trouble is. The Copper Commodlty Com- 

mlttee would have informat~on regardlng the available supply of 

copper. 

Suppose ~t ~s the copper rul~ng industry, (Colonel 

Carr What industry~ Answer The copper rullng industry.) 

Now, the Commodlty D1vls~on ~s by no means a buck-passing organ~za- 

t!on, not In the least, because you always come back to th~s raw 

materlal proposltlon. Most of its connect!on is wlth raw materlals. 

It is a partlcular question and they cannot pass the buck any longer 

and when it gets to raw materlals, they cannot pass the buck to 

Servlces. That explalns the reason why raw materials are our 

chlef concern at the present tlme. 

With regard to procurement plans for raw materlals, there 

has been qulte a lot of dlscuss~on as to just how they are made out 

the way they are. They are made out by the Chief of the pr~nclpal 

using branch. You mlght say, "V~hy shouldn't the Commodlty Committee 

do It, they know all about ~t " Now the Offlce of the Asslstant 

Secretary of War has no operating functlon. The actual job of pro- 

curement has been the function of the Chiefs of Supply Branches 

always. It is still, by law. The Asslstant Secretary of War has no 

machinery for spendlng money. Its job is coordlnatlcn and as soon as 

he dabbles into thls buslness of buylng and sell~ng and transportlng, 

etc., he ~s golng to fa~l to attend to the job that he has. 

Now, in the case of handl~ng 600 tons of manganese, the 

Chief of Ordnance is responsible for the procurement of it, but 
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suppose that a sltuatlon dld arlse such as the Quartermaster 

Corps commandeering wool. They should procure it and store it 

somewhere. Has the Asslstant Secretary of War the machinery to 

do It? He certainly has not, but the Chief of Ordnance has, in so 

far as anybody has. Of course, nobody ~s very well flxed to do ~t, 

but slnce the immedlate actxon must be taken by the Chief of Ord- 

nance, • t Is r~ght that he should work xt out. He has the organl- 

zat~on and every~hlng else to do It. It ~s passed on to the 

Commodlty Commlttee as experts, not as buyers or sellers~ but it 

looks to them as if it could be done. Of course, when the tlme 

comes the real actlon contemplated is that he w111 flnd some way 

by which he can assure the other ~nterested services that they w~ll 

get the manganese that they want. 

I just brought that ~n at the end because there has 

been so much d~scuss~on on the subject. 

That is all. Any questlons9 

m ~ m  

-14- 


