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COLONEL JORDAN'S REMARKS INTRODUCING 

LIEUT. COL° EARL NcFARLAND 

It gives me a peculiar pleasure to introduce the spe~er 
this morning because he is a member of my Corps, the Ordnance 
Department, and a friend of long standing. ~aong the outstanding 
pieces of work he has done I feel that I should invite your atten- 
tion to the fact that he organized a Nachine Gun Section of the 
Carriage Division, Office, Chief of Ordnance at the outbreak of the 
World War and was in charge of the Small i:rms Section, Engineering 
Division later. He also organized and was in charge of the Air- 
craft Armament Section of that office. He was specially designated 
as special assistant to the Chief of Ordnance, authorized to 
represent him on all mstters relating to Trench Warfare Materiel, 
Small Arms, and ~achine Gun Mat@riel, ~d later was in charge of the 
combined Small Arms and Antiaircraft Armament Division of the Office 
of the Chief of Ordnance. 

He has been Professor of Ordnance and Gunnery at the 
United States Military Academy and is a graduate of the Ordnance 
School of Technology, Ordnance School of Application, and has an 
M°E. degree from the Worcester Polytechnic Institute. He is a 
graduate of the Command and General Staff School, the Army Industrial 
College, and the Army War College. 

We are particularly fortunate in having him address us on 
the subject of the Organization of the Office of The Assistant 
Secretary of War because he is the Executive Assistant in charge 
thereof. I know of no better way to express the debt that the Army 
and the Ordnance Department particularly owe to Colonel McFarland 
than to read the citation given him when the Distinguished Medal was 
awarded him. It reads as follows: 

"First in charge of the design, development, and 
production of all machine guns, automatic rifles, and 
accessories thereto for the Army of the United States, 
for service in organizing the industries of the country 
to meet the unprecedented demands for automatic arms 
created after the entrance of the United States into 
the World War, and later as special assistant to the 
Chief of Ordnance in charge of all matters pertaining 
to small arms, automatic arms, and eqUipment." 

It gives me great pleasure to introduce Colonel McFarland. 
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Colonel Jordan and Gentlemen: ,- . . . .  i 

Colonel Jordan, you are a very gracious introducer. 
You are very kind and very generous. 

The subject which has been assigned to me.by Colonel 
Jordan and which you will observe from y:.~ur weekly schedule 
of instruction is very limited, deals vri~;h the organization 
and duties of the Office of the Assistant Secretary o£ War~ 
but excludes all those intere,sting and importm~t duties 
-pertaining to :the procurement plam~ing activities, :the current 
procurement activities, and the absorbing subjects to which 
you are devoting your close attention this year in She course 
of instructi0n followed at the Army Industrial• College. 

• ~en I realized this Situation, it seemed to,me 
that ther:e was litt!e~or'nothing left for me to talk aboutj 
and what~ I dosay maybe entirely familiar to all of YOU. 
In fact, I think ~there is nothing ~ne~ on my particular 
subject; but perhaps ,my:arrangement may cause you to think 
of it in ad£fferent:way, or it may, at least, recall:~to - 
you things and conditions that have slSpped from your minds. 

To,begin ~Elth, the Office o£ the Assistant Secretary 
and ~its .organization are both dependent upon the well-known 
part of the N~tional Defense Act, known as Seetion--5-a.. ~.This 
is a section that is referred to and rea~, time and time 
again. S0-;I ~shall read it again at the very outset o£ my talk. 

~: ~ "See, 5-a. Hereafter, in addition ~to~suoh 
duti~es as may be assigned him by the Secretary of 
War, the Assistant Secretary o£ War, under;the ! 
direction of the Secretary o£ War, shall be 

charged with supervision o£ the procurement of all 
. mil iSary suppli~es and other business of the War 

-Department pertaining thereto and the assurance of 
.adequate provision for the mobilization of materiel 
and i~dustrial organizatilons essential to war-time 

• : n e e  a S .  -:  , . :  : .  

P l e a s e ; n o t e  p a r t i C ~ a r l y  t h e  p h r a s e  in the s e c t i o n  

w h i c : h : I  ~ h a v e , j u s t  r e a d .  w h i c h  s a y s  ' Y u n d e r  t h e  , d i r e c t i o n  o f  t h e  
~ ~ - r  I !  Secr.;et~r~uo~; j ar;~ because I shall speak of ~his again. Also, 

please~l~et me ;call attention to the two words "pertaining 
tlhezetQ",: ;~ec~use these words limit; the AsSistant Secretary 
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supplies and does no~Ts&mpiy.~me~'i~"other business of the War 
Department ''• of which there is much, which, ef course, is 
handled under the supervision of the Secretary himself and 
naver comes to the attention of the Assistant Secretary or 
of his office, : : . " -  - ~  ~ ~  

, ~. '~:. : ; "The organization of the Office-of ~he Assistant 
Secretary of War is designed to meet the missions of the 
officee And these missions are defined by Section 5-a of 

' t h e  A c t .  

" " , Now, if wewere to look at an Organizati:Onai chart 
/of the"Var Department We-would find the Secretary of War 
oc~u~ing the little square ~.at the top with the:Assistant 
Secretary and the Chief of Staff Occupying the two Squares 

;'in ~ the next echelon. -The development of .these.two side~" of 
the (:;ar Department into their various eleme~.tS and sections, 
you ar6'entirely familiar with. • You are familiar als6 With 
the duties which are assigned to these elements and sections. 
But..please."iotice particularly one:peculiarityj The supply 

~.-iServiCes,- such as ~ Quartermaster C6rps, ~;Ordnance Department, 
Signal Corps, etc., appear in this', chart ~ith two chiefs - 
under ~he Chief of Staff they operate in regard to %heir 

~military 'functions and under the :ASsistant Secretary of ~Iar 
they. operate in regard to their prlocurement ~functions. But 

.~iln~ 'functioning: sn their dual • capacity, we do not discover 
any over-lapping and very few border • line cases. The sam@ 

:- -.relmt~r.:exists i-.n the officeof the Assistant Secretary 
-~'.e~:War~as exists in the offices--of the General-Staff in that 

'.i:~ ~!~they~°'~r e: entfr~ely supervising agenci-'es -~ and do- i~ot operate. 

.• ~",. .... " ..... .Now,-v.~qich. of the vari0us ~duties of..the Assis~ant 
Secretary of War is the more important - procurement planning, 

..ii-ndus~ri~al. pla~ing for war, or .-current~procurement? Let 
-ime~;:zead"~t0 you a part of.Mr&- Woodringts .a~uual report which 
is~ijUst ~ now :being ~ sent to tKe printer. • • . - ' 

.L~. .~ : : : - : ~ : .  . . . .  "I--cOnsider t~t~part Of~my~statutory duties 
:.-!~ ~:.:..~:- ! dealing, with. &ndustri:~l preparedness ~ Of prime 
~:~ ~-: ~ - .~ importance... The )sub'jeC~ ' indust~r~i~&l preparedness ', 

• . . ; . ~ i . ~  ~..•. ~.~ith ~t.s: many-ramifications and)-~iversifications, 
.i/.--~ .~- is.iudeed~~-broad.~one. ~ Its:arteries, veins and 

nerves, affecting as they dd~t~e rights and welfare 
of our civilian body,, both individual-ly and 

. v .  ~. ;v ,: . . . . .  :. " collectively t}{rougl~ ~usiness ~ Of-every conceivable 
• :~.:; ~: ~-;~' [":. nature, merit Study.'~,zithout ~ end a-nd~6f a high- 
<~:~-~-~ ~~ -. calibre°: l.~feei ~that ~t!.&s:~particul~Zly ~, ~ . ~ o r  ~ 

:~ '~ ' :: .-~/' :-tumEt-e~ t h a ~  t h e  ~ ~ e S s ~ n g  ~ t u r e - O f  % h e  c u r r e n ~  .: 

~.•-~, : .......... '-~ - ~ a ~ f a i r s : ,  o f  t h e  D e p a r . t m e n t : ,  ~ t h e  d e t e r m i n a t i o n  o f  
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awards on contracts for ~suppiies immediately neededj 
the settlement of disputes in the interpretation 
of contracts in force, and ~similar business questions 
requir4ng answers before activities can be begun 
and men put to work, have made demands on my time 
which ha~e precludedmydevoting to industrial war 
planning the amount of personal attention which I 
hope to be able to ~ive to it in the future. My 
only alternative is to satisfy myself that the 
present set-up of my office is such as to give to 
this great responsibility the deliberate study it 
deserves. This I have done," 

The organization of the office of the Assistant 
Secretary of VFar that I have just mentioned has functioned 
and we think will function, but I~was so impressed by the 
remarks of Mr. Peek a few days ~ago on the human element in 
organization that I copied what he said. Here it is, 

"If there i8 anyone, impression I would like 
to leave with you today it is this. It is not the 
plan, it is not the moves that are laid out in 
advance that do the job, but it is men - just comnon 
everyday men that youwant to rely on *~° It is 
exactly the ssme in getting your supplies in time 
of ~ar.~* all the plans you may hate in advance~'-** 
for supplying an Army may be of no value unless 
you take into consideration the human element~**. 
I u~ant to emphasize the vet y great importance of 
keeping that human element alive in your preparations 
for emergency lancer on." 

Though the human element is" powerful - and may be 
all po~verful after a Plan is working,- the organization itselfj 
especiallY under our ~.ondition of Changing personnel, must 
be sound and logical, and ~igned to work ~th v~atever personnel~ 
may be available, until time permits more suitable or agreeble 
personnel to be selected. 

.... Having outlined the organization, le~ us see what 
~!S the background of this effico~ of the Assistant Secretary of War. 

The First Assistant Secretary was one Thomas A. Scott, 
appointed by Abraham• Lincoln in 1861. Mr. Lo B. Ingersoll, 
librarian ̀  of the War Department ~ Library, prepared in 1879, a 
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history ef the l.rar Department in. which he says, concerning 
this period of the first Assistant Secretary: 

- . . : . ' t  ! ,~: . i i~. '  ~ ' . : ' . . ' ~ :2  :.- :.-'..:.:" ~- ..... • ~" ' - . ._  " . .:~ ~:"~- 

: " i ' : " : ' " : - ~ ' " :  ~:- " : , , T h e - : @ ~ s ~ - t o p e ~ r a t i o n s  ~ O f . t h e  War  t h u s  r a p i d l y  
" " - " " '-sket'chedthrew'updn ,the ~far"-Department an additional 

: '- - .... amount of " labors: :almost Incredible. To supervise 
" ~ the adminlstrative: :af~'airs~pertaining to the Depart-" 

" ~ merit during this long period of-the republic's 
peril woul~haVe been beyond the capacity all'cited 
to man. Early in the war Secretary Cameron, seeing 
the absolute neces:sity-'0f direct aid in the discharge 
of his duties, by-:ordermade Colonel Thomas A. Scott 
'assistant Secretary"of ]~far,' and he remained in the 
position.during ~. Ca~.--.~ron's further charge of the 
war office. Later, the office was created by law 
and eventually-three assist:.~nt secretaries of war 
ware authorized. These were P. H. Y-~atson, Jo]m 
• Tuck~er, and C. P. V~oioott, Upon the d'ecease of ~r. 
V.~olcott, Mr. C~arles A. D~u~-~vas-appointed, Mr~ 
~ats.on, who had ;lbng been the law parther of Mr. 
Stanton was his principal lieutenant, and was 
c.onsulte-d bY him on all occasions of doubt and 
dii:ficult~. Mr. Tucker had general charge of the 
matter of l~r.ge contrac~s, and a special super- 
vision of the chartering of'-steamers and stemmboats. 
Mr. ~folcott had bhe supervision ~of %he correspondence 
of great extent and vari-s1~y gro~ing out of the 
extraordinary circumstances of the war; as, for 
example, with the governors of States and other 
p:~rs.:ons-of importance or having bus-lness of 
:unusual imp.ortan0e .with-the Department. Thus 
Sebretar~ Stanton had about him and in his immediate 
direction a personal staff whose Services during 
the war were invaluable." 

. . , . . . , -  

• .-BUt :in l866,:itheW~ar being ended, the office of 
the Assistant s~cretary was-a~01ished, not to be re-established 
until 1890, i24 year's .later,. during the presidenc#":~f Benjamin 
Harrison.. The: law reeS~blis.hing the office merely says : 

"There shall be in the Department of War an 
Ass'is-tan~-Secretary. Q~f War who shal!~be, appointed 

• -by -the President by and vrith the advi.oe ~ and ~onsent 
of the Senate and shall be enti.tled to a salary of 
$4,500 a year~" and who Shall perform ~ such duties 
in~ @he Department I of Vf.ar ~. as "~'shalY ~: b~: pr:s.sb!r-i~bsd by 
t h e  Se  c ~ e- t .a~y :~ o r:: .may  b e r e q u i r  e d . b y - i  aw~ : '~ :  ~ :  
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T?is ~as the office about which N r. Benedict Crowells 
• in 1918, made %his remark: 

"The ancient office of The Assistant Secretary 
of liar has long been more or less of a political 
sinecure3 a place of considerable honor almost ~th- 
out practical value or responsibility. The Office 
had become an eddy into which had drifted a few 
incidental and inconsequential ftuactions, none of 
them directly related to the business of waging 
a war. It characterizes the officG to say that 
its principal duty had been administering the 
national cemeteries." 

However, we find in War Deoartment Orders of 1890 
and~for the years following, directives s~howing the Assistant 
Secretary of ~ar to be charged ~th n~u.~rousduties, including: 

Record and Pension Office Business 
Clemency cases and prisoners at military posts 
Claims and accounts 
Sales of subsistence to Civilians 
Privilege of occupancy of War Dept. land 
Open Market Purchases 
Matters relating to National Ceme~ries 

So Mr. Crowell may have been ~:~iting somewhat freely. 

Between 1890 and 191q, Assistant Secretaries came 
and went, some well-known in their day and remembered now; 
but in 1917 began a series of Assistant Secretaries, all of 
whom are very familiar to us because of their interest in smd 
association with the development of industrial mobilization 
and industrialplans. 

Let me read these namest 

Name ~Pnence Date of 
Appoiated Commission 

Administration 

Benedict Crowell : Ohio 
William R. Vfilliams Virginia 
J.Mayhew l~i~ainwright New York 
Dwight: F. Davis ~L% s s curl 

/ 

Hanford MacNider Iowa 
Chase Be Robbins Iowa 
Patrick J. Hurley Oklahoma 
Frederick H. Payne : Mass. 
H_arr_y He ]~[oodring Kansas 

Nov. 12, 1917 7~oodrow Wilson 
July 30, 1920 " " 
Mar~ 28, 1821 Vrarren G. Harding 
I~ar. 5, 1923 " " 

Calvin Coolidge 
Oct. 16, 1925 " " 
Jan. 12s 1-928 " " 
Mar. 15,1929 Herbert Hoover 
Apr. 28~ 1930 " " 
Apr. 16, 1933 Franklin D. Roos~e~ 
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Now, how did the present organfzation of the Office 
of the Assistant Secretary of War -- that is, the designation 
of duties to the Assistant Secretary of War - come about? 

In 1903, the Congress of the United States acting 
under the stimulus of that grand states..~an and friend of the 
Army, the then Secretary of War, Elihu Root, created the 
General Staff of the Army. May I read a few extracts from 
the General Staff Act: 

~:.~':.~"The Chief of Staff, under the direction of 
the President, or of the Secretary of ~7ar, under 
the direction of the Presidont, shall have 
supervision of all troops of the line and of the 
Adjutant General ' s, Inspector-General ' s, Judge- 
Advocate ' s, Quartermaster ' ~ Subsistence, }~edical, 
Pay, and Ordnance Departmen%s, the Corps of 
Engineers, and the Signal Corps, :~I. 

~"AII "officers detailed in the General Staff 
Corps shall be exclusively employed in the study 
of military problems, the preparation of plans 
for the nationaldefense, ~-~:~ and hereafter 
members of the GeneralStaff Corps shall be 
confined strictly to the discharge of the duties 
of the general nature of those specified for 
thematic, and they shall not be permitted to 
assume or engage in work of an administrative 
nature that pertains to established bureaus or 
offices of the ?far Department, or that,~*~ 
would involve impairment of the responsiblity 
or initiative of such bureaus or offices,~ 
Provided~, That all pay and allowances shall be 
forfeited by any superior for any period during 
which, by his order or his permission, or by 
reason of his neglect, any subordinate shall 
Violate any of the foregoing provisions of this 
s ection~*~" 

~' 'It is quite evident that Congress intended to 
have its mandate carried out. 

Prior to this time, 1903; the supply bureaus of 
the -far Department had become powerful machines in the Army 
and in ooliticso Their relation to the troops of the line 
might have become a case of the ,~ail wagging the dog", and 
the General Staff Ac.t should have rendered %hfs condition~ 
But the Judge Advocate General off.the Army later stated: 
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"'UnmistakablM, whether wisely or not, Congress 
i has sought to preserve untouched the special 

jurisdication of each oe the several bureaus of 
the ~ar Department.~ '" 

~ .  , 

And we know that immediately prior to our entrance in theV~orld 
War the SupplyBureaus were practically independent Of the 
General Staff and of each 0~her. ~ether on account of the 
law or because of the strength t]ney had built UP, they had 
mm~aged to resist General Staff Control. 

The ~orld ~;ar showed, I think, that the efficiency 
of our General Staff in its distinctly military functions 
and in its staff training, was greatly s~erior to the 
efficiency of thesupply departments, in their functions of 
procurement and industrial relations. 

So we saw, as a result, the difficulties and the 
changes in wldch the Supply Bureaus were involved in the 
latter part of 1917 ~Id in 1918. And it was at this time, 
November 12, 1917, that 3~r. ~nedict Crowell was appointed 
Assistant Secretary of ~Tar,~d it was his exp~rience between 
this date and Novembe r ll, 1918 - one year to a day, that 
gave him such strong convictions regarding Section 5-a of the 
National Defense Act of 1920o 

At this point, I would like to read extracts of 
testimony before Congressional Co~uittees regarding this 
section. 

Concerning reorganization of the l~ar Department at 
t h e  end of  1917, Mr° C r o w e l l  s t a t e d :  

'5~en things began to go ~wrong with the war 
industrial Pr0gram, the Secretary of ~:[ar saw in 
this ~/aused office (of ~he Assistant Secretary of 
~far) tho opportunity to give to the War Department 
the thing whicl~ it then most sorely needed - 
industrial ability at the top of its organization. 
In November, 1917 , he called to the office a man 
whose training and experience had been entirely 
in the industrial field, and burned over to his 
administration all the industrial activities of the 
War Department - gave to him literally a blanket 
commission to. rescue ou r war industry from the 
plight into which it had fallen~ and~ There- 
after the Assists~t Secretary of }~ar was the 
industrial head of the l?ar Department." 

t . . . . . .  
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: / "  ' :  M r .  Crowe l i : , ,S : te -S{ imonybGforo  t h i s  connni t tco 
showed that he wanted the :Undor:secr~tary of i:~ar to be the 
:Director Of Munitions iand Charged bylaw diro'ctly v~th full 
responsibility for al& aCtiVities relating to munitions 
supply. That is, he would divorce the Undersecretary from 
the Secretary, and set upan agency independent, at least 
in its-procurement activities, fromtheremainder of :th e 
F£ar Department, From Mr. Baker's testimony we shall see that 
the words "under the direction, of the Secretary of ~Tar",. 
ap2earing in Section 5"a, were insortod because of the 
testimony of Mro Baker himself. It would be interesting to 
Speculate on how the ~arDepartment would n~v b e functioning 
and what the status and organization of our office would be 
if those fewwords "under the directi0nof the Secretary of 
~r" had been omitted. There,s anintcresting problem for 
you. If you work it out, I should like to se,~ the answer. 

Mr. Crowell's testimony continues: 

" "The Chairman. ~'~ouldyo u have the Director 
ofMunitions an Army:Officer? 

Mr. Croweli: No,' a civilian. 

The Chairman: You would not even commission 
him? 

Mr. Crowell: No, I Would not. 

Senator Chamberlain; !~Tny? 

Mr. Crowell: It is a question for a man with 
an industrial mind~ and.I: d9 n0t think it is possible 

~0 fin- d such men in thdArmy~ I think it is important 
that he Should ro~ain his C~villan status. His 
deaiings are all industriai d~ialihgs with the great 

..... : industries of the country,: ~:~ :~il! see no advantage 
.... to be obtained by pu~ti~gl him i~n uniform. 

' ' : A .  very good stabemefft, l~~hink, and still 
. " " " : applicable. -: " ! . -  ::~: . 

. ' .... ab0u% this 'sam~ ti~e,~v~e have the Chairman 
o f t h e  House ~ : M i : l i t a r y : A f f a i r s  C ommi:tt~ee;:i Mr .  H u l l  of Iowi, a 
helpful friend 0f the.Army, saying: : ~t: E i:: 

' :  ~ "To Speak fra~ly ih:refere~ioe.~o this, this 
subcommittee: is a: little:We~ry~bf the friction that 
exists between the bureaus and the staff on the one 
side, and between the different bureaus themselves; 
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s~d if we could get it straightened out in the 
• law, prescribing certain general principles, by 
which the bureaus would govern themselves, and 
the General Staff govern itself, we would be 
happy." 

And then we hear Mr. Bs/cer: 

*~"l~y assistant, ~,,Lro Crowell, is very much 
in favor of havin G an inelastic statutory provision 
which will put the supply bureaus under the Under- 
secretaryo I think he is ~:~onE~ about that. He 
and I have talked it over many times and I think 
he is wrong for this reason: He believes that in 
ti~:~es of peace you c~n get a man to be Undersecretary 
of ~ar who is a captain of industry and has had so 
much business experience that he can be safely 
intrusted v~th such responsibility and not be 
subject to very much supe'~-vision by the Secretary of 
War in the administration of the supply bureaus. 
I do not believe that. 0rdinarily, I think you 

. A_ 

can ~:!e~ men of prominence and large experience to 
hold the csbinet offices or the first places, but 
I do not believe that ordinarily you can look forward 
in fizzes of peace to getting men of w~ry large 
experience to occupy the undersecretaryship or the 
assistant Secretaryship. 

"I make no reflection ~Thatever upon the men 
who have held these places in the iTar Department, 
or any other department; they have been men of 
good quality, but you can not look back upon the 
Undersecretaries of any public department, with 
now and then a striking exception, and discover 
men who have been very largely successful in 
private affairs," 

Then he goes on to say: 

~'~ LeE me illustrate ~rhat I have in mind. 
[f the SecWetary of ~/ar is a la~Tfer, like Mr. Root 
or Mr. Taft~ he eould undoubtedly want as an 
assistant dr undersecretary a man of very large 
industrial ~ e::perience, if he could get him, to 
have charge of the supply bureaus. That would be 
~,rhgre he ~:rould feel the need of assistance most. 
But supposle the Secretary of ~:~ar is a man like 
Y!r.~ Schwab - and I can easily imagine Mr. Schwab 
being Secretary of ~;ar - if ~[r. Schwab were 
Secretsmy of War he would not want someone else to 
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be in charge of the supply bureaus and ordnance 
idep'artment; that would b~i~the part.of the job he 
would want for his o~ special talents, and he 
would•vrant a lav~Ter, probably, as undersecretary, 
a man who could deal .-.~_th the intricate legal 
problems that are constantly arising in the ~Tar 
Department." 

Thus was developed the familiar Section 5-a, vrhich 
is the text for every sermon we preach sild the authority for 
everything we do. But this Act, which controls such a vital 
part of oi~ efforts, itself contains an anomaly. It says 
that the duties of the General Staff shall be, among other 
things, to prepare plans for the ~'obilization of the Nation's 
material resot~ces in an emergency. But Section 5-a charges 
the Assistant Secretary with "the assurance of adequate provision 
for the mobilization of materiel •and organizations, essential 
to •war-time needs." 

It appears ~hhat the provision in the lavr pertaining 
to the Assistant Secretary was new; and that pertaining to 
the General Staff was eld, having occurred in the National 
Defense Act of 191S, and' Was not changed to make it consistent 
with the new provision of the law. 

Hov~ever, in the summer of 1921, ~he often mentioned 
Harbord Board with Major General James G.; Harbod as its head, 
met in Uashington to study and report on various phases of 
~rar Department organization. The conclusions of the Board 
are comprehensive, very interesting, and very important. 

In defining• the duties of the General Staff, the 
Board did not omit the words "material resources" but in the 
General Orders that followed and in the Army Regulations of 
today, these words are omitted, thus removing any doubt er 
danger of conflict concerning the duty and responsibility of 
planning for the mobilization of the material resources of 
the Nation - this duty is •left exclusively to the Assistant 
Secretary of Uar. 

There is a feeling in certain quartezs~of the Army 
that the Assistant Secretary of ~!~ar shouldbe removed as one 
of the principal characters in the ~surrent War Department 
picture and placed ~n the scenery merely as a "stooge" without 
statutory responsibili~es -in the position occupied by the 
Assistant Secretary of War prior ~to the arrival of ~ir. Crowell. 
One of the student groups at this institution a year or two 
ago submitted a study called i"Plan A", which proPOsed that 
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the present statutory duties of the Assistant Secretary of :~/ar 
be removed from: ~s:~<charge and ~bec0me the .responsibility of a 

.<second Deputy Chief~ .of-Staff; that ther e be .two .Deputy Chiefs 
. of<Staff: on e oha~ged with supervisio n of .f:uncti0ns now 

exercised by the General Staff, the other charged with the 
statutory functions now exercised by the Assistant Secretary of 
War. A chart of such an organization would, be merely a straight 
line •chart, showing the. Secretary, the Assistant Secretary and 
• Chief of .Staff in the main vertical columm with the First Deputy 
.Chi0f of Staff and the. Second Deputy Chief of Sto.ff branching 
from the rectangle representing the Chief of Staff. ,The organi- 
zations under the first and second deputies would, in turn,, be 

• similar to the organizations now under the Deputy Chief. of Staff 
• ,and the Assistant Seer etary of War. 

The advantages of this plan, as given by this student 
gr,oup, were only t~vo: . .  

• I~ Simplification .of procurement management structure. 

2. Improved liaison bet~veen using arms and supplying 
services. 

The disadvantages listed included: 
<! , . ..... , ; 

• .1. !Change of statute and abandonment of present 
procurement planning, structure in vogue since 
1~20. 

,2..Abandonment .of progress in organization and in 
. indoctrination . . . .  

3.~bandonmontof managementstructure which has boon 
satisfactory.- 

~,,'.: ~,. -.:< ~<:~ " - ,~~ 4. -~Navy' Department might not . c o o p e r a t e  with Army 
: ~ , - : .  ..... ~:..'.,:.-L~ G e n e r a l  S t a f f .  

..... 5. p,!anning Section of General Staff could not be 
expected to function better than present 

:.~-~: "-.-.~ .;: ,il .i),<- ~ '.::: , ! . ' . ~ ....~..: p l a n n i n g s  e e r i e  n : o f  OASTJ. 

6. General Staff not suited for civilian contact. 

g) General Staff is Organization of men not trained 
~i~.. <-<,.,< i, <~ ~ i : . . : : i ,  i~ :  :~, .>1=,along_~ .. l i n e s . . ,  ,.~ o f . : i n d u s t r y .  , . or.. p o l i t i c a l :  . e c o n o m y .  

~,-~ ......... Reallsg,-:.:l~,.soe. no,me.~it .in such a .pr.oposal; and frankly, I don)t 
" r.i~ . t h i n k i t  i s . , w o r ~ h _ w o r r y i n g  a b o u t  b o o a u s a I  f o o l  S U r e .  t h a t  t h e  

_informed .industria-l.,interests of.,the nountr.y and ~he informed 

-ll- 



members :0'f: :Congress are ~thoroughly .:~n~Cord: with the ~pr:es en~ 
organization, ~and that if a ~ re0rg~nizatio~:~:aTong the lines~mentioned 
should be 'prO~6Ssd, 'it would have v~!en~: bppoSition~ and meager 
support.- - ...... ., :~ ~ : ~--- - .... :,.~-: ~.;. : :-." : i 

• In addition to these s~atutoryduties :that vJe have been 
discussing,: the Assistant Secretary of~'~ar has "such other duties 
as may be delegated by the Secretary,_" THese d e~_egated :duti. es 
are important ~' They are listed in Orders E% a :','i/at Department . 
publication~iw~ich is no~ given ~m}eral ~istribution but ~hich is 
of frequent ~dse in the offi~C:eS"of ~he S~cLretary and the Assistant 
Secretary': Orders E specifies that t~he Se~.~retary of ~$kr reserves 
to himself final action upon papers • relating to Certaini~sUb~ects 
which are listed. The orders then assig n to the Assistant 
Secretary Of ! iVar, the supervision and~necessary action upon 
matters including: All his statutory d~ties and certainn0n- 
statutory duties which, from time to time,~ have been delegated 
to him by the Secretary, ~Some of the more interesting of these 
latter may be enumerated: 

The sale or disposal Of surplus supplies, equip- 
ment, plants, land or other facilities. 

Claims, foreign or domestic, by or against the War 
' Department , including those~LL~re:~ulting from the operation 

o'f aircraft. ' ~ " ' 

The purchase and sale of real estate; the lease of 
~ ~ •real -•estate for the use Of %he:~War~Department; the 

granting of leases or ~ii6ens.es, etc. 

~.!~~-~:~Clemency cases"inmftiga~t~On~r remission of 
sentence by courts'martlal. ~ .... 

" ".- The activities 6f~the Na~ionai Board for the Promotion 
of ~!fle Practice'said Civilian Marksmanship. 

.: i- :.i-- . ~ Matters: rela~ing to-~a-ti"ona-l~~emeteries. 

Reguia%fons far buria~l .expenses of deceased military 

personnel. 

And certain other matters. 
• - -~ . . . .  ,~ ~" - ~ "'!~ .i~:-:~' ~: 

~:: :~-~ - ~ .::! For these delegated~-~@Uties~-?the Assistant Secretary of 
~ar actually becomes the Acting Secretary of ~.iar, and is removed 

: fr om the sqnare' :.he :Usual ly o C~oUpi e s .on'!an~"~ohart ~: of i~ the ! ~i~a~ i ii Depart. 
~ment :a~d" 13ocupies th~ same'Square a~~i~e~Se~r~ary, ~Thus~h~ e has 
~:~he f~cil~ie~s n:6~ ~fiiy of: his o~.~6f~iice-!but :" 6!~:the:~ol'e~ ~ar 
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Department at his disposal and can use any in its proper sphere. 
If, in his delegated@uties, he becomes involved in a question 
which pertains to one of the General Stall,sections it is entirely 
proper for him to refer the question to the General Staff instead 
of referring it to the officers in his o~m organization. This 
was illustrated at a time when matters pertaining to the National 
Guard and the Organized Reserves were delegated to the Assistant 
Secretary of War. In dealing with these matters, he merely became 
the agent of the Secretary and handled the questions exactly as 
the Secretarywould have handled them, that is, through the Chief 
of Staff and the General Staff branches and divisions concerned. 

I mentioned Mr. Peek's rei~rk that regardless of 
perfection of paper organization, lthe Personal element was more 
important than the chart, So in the relation of the branches of 
the Assistant Secretary's office, the personal contact establishes 
the relationship. I am sure each section imows what the other is 
doing and t~t there is complete harmony and understanding. I 
can say also that our relationship ~ith the General Staff is 
harmonious and friendly and, though we have had some bitter 
disagreements~ we think We have settled them as amicable as have 
the different divisions of the General Staff settled their ov~ 
differences. 

The Assistant Secretary of !'~ar has a representative on 
the Budget Advisory Conm~ttee of the ~ar Department so we have a 
voice in that most important activity of the Army. The Executive 
Officer of the Assistant Secretary of ~ar is a member of the 
General Council - that wry po,werful body composed of the G-s 
and the Chiefs of Arms~and Services of the l~kr Department. And 
the Congress itself l~s created the V~rar Council - consisting of 
the Secretary of ~kr, the Assistant Secretary of ~ar, and the 
Chief of Staff, :I have observed that the recent election has 
inte zTered ~vith the office routine of our two secretaries but the 
f~r Council has regular!y been held each dayat noon. I consider 
these meetings a most~imp0rtant feature of the operation of the 
V~rar Department. It dra~st0gether the three chief officers in a 
close and informal way,~Permits each to become acquainted with 
and understand the difficulties and the problems of the other, 
and develops a mutual rsspec~ an@~friendship that makes cooperation 
easy at a time when you expec~ it to be hard. 

i The law reads: ~ 

"The Sedretary of ~r, the AsSistant Secretary of 
l~kr, the General of the Army, an~the Chief of Staff 
shall constitute the ~ar Council of the ~v~r Department, 
which council shall from time to time meet and consider 
policies affecting both the military and munitions 
problems of the ~r Department, Such questions~shall 



• " . : - . . ' .  " - : ~ : ~ i  

be presented to the Secretary of ~ar in the War • 

Council, and his decision with reference to SUC~ 
questions of policy, after consideration of the 
recommendations thereon by the several members of 
the War Council, shall constitute the policy of the 
War Department with reference thereto." 

In speaking of the War Council, the Harbord Board says~ 

"*** the lawdefinitely brin~ about within the 
War Department organization, that essential element 
of military efficiency, the subordination of adminis - 
tration to co~nand, by placing upon one authoTiSy 
(the Secretary of .~r) the decision as to questions 
of military policy." 

This 7~ar Council is a fine institution - little ~alked 
of but great in effectiveness. 

This completes the list of topics I have noted f6r 
discussion. If I wero to summarize the essentials of my talk I 
think I would say: The organization of the Offico of the Assistant 
Socretary of War, simple and elastic, stabilized for the moment 
hut ready for modification with the rapidly changing conditions 
of government, is so designed as t o~arr~ out in peace-time, 
normal or emergency, or in war-time, the duties givon to the 
Assistant Secretary by statu~e~amd by d elogation. 

And now h~ving finished, let me aid one idea that I 
haven't mentioned before; and I'll put this idea in the words 
of Mr. Frank Scott, of whom you all know. In answer to a question, 
after a lecture here a year or two ago, ihe said: 

"He are pretty well p~r2p~red to procure necessary 
war supplies for the next ~ar .. Our plant capaciti@s 
are w0zked out and allocated ~ and we haws sufficient 
capacity for the war effort. We can get munitions and 
guns :and airplanes and trucks. It looks encouraging 
for us, Bnt, all of these plans are based on the last 
war| D6n'-~-cleave your imagination in the b0~tom 
drawer of your desk, I ~ant to ask you if the next 
war, industrially, ~ll be like the last one?" 

Thankyou, gentlemen, it. h~s been a privilege to 
appear before you. . . j _ : : ~ , ~ . . ~  ~ . , ~ : . .  

" : . . . .  . . . . . .  . . . . . .  - ] 4 -  • "  .- , 
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