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Introduclng 

COLONEL FRANK A. SCOTT, AUX. RES. 
FIRST OHAIRM~N, WAR I~-DUSTRIES BOARD 

Tnls zs the last of a ser~es of lectures which has been 

glven an the Ordnance Off lee every week durlng thls wlnter. 

We are fortunate today an havlng as our lecturer Colonel 

Frank A. Scott of Cleveland. Colonel Scott came to Wasbangton an 

1917 and was Chalrman ol the General Munlt~ons Board, later on he was 

a member of the War Industrles Board. Since the War he has contlnued 

to taXe an interest In the mllmtary affslrs and was ior a tlme Ch~e± 

oi the Cleveland Ordnance D~s%rlct. 

Colonel Scott has taken for kls subject th!s morn!ng ,Some 

Lost Opportu~!t~es of the World War". I take great pleasure in 

~ntroduc!ng - 

Colonel Frank A. Scott 



SONIE LOST t;P~0RTUNITIES OF THE WORLD WAR 

By Colonel Frank A. Scott, Ord. Res. 
(Chaarman, General ~un~tions Bosrd, 
War Industrles Board, 1917) 

The Army Industrlal College 
Apral 5~ 1937 

General Tsch~ppat and Gentlemen. 

I understood the General to say that I had taken as my 

subject (I dld in the sense that he tendered it to me and I accepted 

it) the tltle "Some Lost Opportunltles of the Worl~ War{ ~ The General 

assured me that I mlght conilne myself to industrlal moblllza~1on of 

the~war as a whole, and after I had accepted I pondered that - In- 

dustrlal moblllzataon relating to our own country, lost opportunltles - 

and I saw that I had let mysell an rather deeply because most o± the 

th~ngs that I would,ave to dascuss would probsblybe the creatures 

ol my own braan. I was supposed to appraase and cratlcase my own 

chllaren, so I declded the General probably belaeved that I knew enough 

ol the Scraptures to have at least two thlngs an mlnd: one, the 

Beatatude "Blessed are the merciful for they shall recelve mercy", 

and ~he other "Now abadeth laath, hope, and charity, and the greatest 

ol these as charaty " I came to the conclusaon chat alter applyang 

~nose two I m~gnt even go ahead wath thls appralsal of my own progeny. 

In any enCeavor to appralse "Lost Opportunltles", we must 

larst deflne ,,opportunlty". Just how are we uslng that word~ Is an 



opportunlty merely somethlng whlch, if embraced, would have produced 

beneflcent results, or is it also that group of ob3ectlves which, after 

the event, appear to have been attalnable, but the selzlng of whlch at 

the txme was impractzcable because of momentar!ly insurmountable obstacles ~ 

When I say "momentarily" I do not mean just a moment - somethlng that 

was temporary, could be seen by the men on the ground but could not be 

seen by us after the events. In thls fleld we have scope for llmltless 

crltlclsm and argument. It is the happy hunting ground ol the easy 

chalr crltic. Many an evenlng in my comfortable llbrary - studylng the 

ever fasclnatlng subject of the Clv~l War, I Dave ended the war in 

1863 (slmplest thlng in the world to do) by merely having Meade, at 

Gettysburg on the evenlng of July 3, move forward from h~s left, and 

then, throwing !n hls whole force ~rom left to rlght, rout Lee's weary 

soldlers. Later, I have captured them all when the swollen Potomac 

helm them on its north slde for flve hungry days. Now that ~s very 

easy to accompllsh. If you w!ll go up on Cemetery Rldge you will see 

how easy It was, rememberlng that over on the left there was only 

McLaws Dlvlslon and Hood'~ Dlvlslon, they had been badly cut up the 

day before, Lee' s tralns were just behlnd those two dlvls~ons to 

thelr left, then came the area from which Pickett had made hls charge 

ana ~he troops in that were badly cut up, then Hill's Corps, w~ch had 

not charged, had been rather Inactlve, and then nothlng more untll you 

get way around to Johnson's Dlvlslon at the foot of Culp's Hill, where 

they had been drlven and plnned down. It Is perzectly easy, In my 

library, to end the Clvll War zight there. General Meade evldently 
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recognlzed dli1icultles not SO apparent in my llbrsry, whlch made my 

counterstroke too hazardous. Now, Irom that polnt we could develop 

an argument as intermlnable as eternlty. Were the obstacAes he thought 

!nsurmountabAe really SO a~fflcult? Dad he recognize them then and 

govern hlmself accordlngly, or were they dlscovered Later and used by 

hls frlends to defend an omlsslon ~ And so on and so on. 

For our purpose today, I seem compelled to confine my comments 

to those tb~ngs whlch, if performed, would have assisted our industrlal 

preparatlon, and which mlght have been attalnable, but e!ther were not 

recognlzed or were consldered and not adopted. In revzew, zt may appear 

that my opportunlty as Chalrman of the Genera± ~unltlons Board in 1917 

aflorded llmltless posslbllltles and I mlssed some of them. That may be 

so. As I recall it, however, it seems to me that my flrst reactzon was 

that there was a crylng need for coordlnatlon, and ~nstlnctlvely I 

struggle~ ~or those procedures that would contrlbute to progress, and 

even more, and much more important, would avold a descent into chaos! 

It is very hard ior you oiflcers who may not have been here in 1917 to 

plcture today just what began to happen in 1917. All the procurement 

departments of the Army and f!ve of the bureaus of the Navy that had 

procurement powers instantly began to compete wlth each other, wlth the 

pressure of m111!ons of approprlstlons behlnd each one, compete wlth 

our allles, and compete with clv111an industry wlthout any declslon as 

to prlorlty, and it was becomlng chaotlc laster than you can bel~eve 

unless you just happened to be where you could partlclpate In some of 

it at the tlme. 
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Conslder, serlously, ~ust how we, as a natlon, enter upon war. 

In countrles where conscrlption exists and mobll!za~on is a mere matter 

oi order, the declaratlon of war ~s followed instantly by posltlve, natlon- 

wlde, thoroughly organlzed actlvlty. In England and the Un!ted States 

it is very dlfferent. In our country our mllltary services are restrlcted 

and governed in tlme of peace by numberless statutes whlch have no reler- 

ence to war; and, when war is declared, these llmltlng statutes are not 

automatlcally repealed. It may be possible that today there is an 

act that repeals them, I ao not know. There was no such leglslat!on 

in i917, SO all those llmltlng statutes, and I had a llst ol them 

prepared by an Ordnance Offlcer, were still in effect after war was 

declared. Conslder in addltlon, iI you please, that in 1917 war was 

aeclared on Apr!l 6, the Selectlve Servlce Act was not passed untll 

May. Now we marvel about the cantonments Some people who know sbout 

such thlngs marvel that we got cantonments ready as promptly as we ~id; 

other people who do not know about such thlngs marvel thst it took so 

long to prepare them. But also marvel at thls fact we had nlnety 

milllon dollars approprlated, we were ready to go, but Congress had not 

declaed how the army was to be ralsed, whether by the volunteer system 

or by conscrlptlon, and it was imposslble ior the General Staff to tell 

where they wanted the cantonments unt!l they knew how the men were to be 

drawn. You can see that decldlng for the volunteer system would lead 

you to bel!eve that the bulk of your army would come from certain areas, 

dec~dlng i~ by conscriptlon i% would cnsnge that dlvlslon, and so it was 

~he second and posslbly even the third week of May belore we got 



dlrectlon aS to where She flrst cantonment was to be located lhat 

was 5amp Devens at Ayer, Massachusetts. And yet war had been declsred 

on Aprll 6. T2e approprlatlon bill So supply zunds 1or war cont±-ac~s 

was noS passed untml June. Meanwhile, it was a penal o£1ense ior a 

contractlng olflcer to execute a contract involvlng expendltures !or 

whlch no approprlatlon had been made. 

To buttress my own vlews (my vlews of course belng based 

on the e~perlence of that ~mme) at thls polnt I glve you ~he i ollow!ng 

from General Hagood's volume "We Can Defend Amerlca," page 173. 

',Durmng the years of peace we are afraid 
that somebody will take advantage of the Government - 
that ~s, mun~tlon makers, the trusts, the malelactors ol 
great wealth, or even the Army oiflcers themselves. 
We build up a halr-spllttlng system of admlnlstratmon 
and supply that befogs all of our war plsns and in- 
volves us !n such a tangle of red tape ana mmpractlcable 
procedure that she whole th~ng collapses the moment 
mar breaks out." 

That ms largely due to these peace-tmme statutes that l!mlt the 

ac~Ivltmes of the War Department in varlous directmons. 

In 1917 I was told by the Secretarles ol War and the Navy that 

I had been selected to be Chalrman of the Munltlons Board We all .~new 

what Saat meant - we had dmscussed that before. I felt the Whlte House 

i or the Army-Navy State Department Bulldlng, Chalrman of the General 

Munltlons Board of t~s country, already about to enter the war. 

Thls was perhaps March 30, 1917. I dld not have s dollar of the 

Government's money, fortunately I was able to take care of some oi 

those ~.hlngs myself, but as to the Government I hadn, t a dollar, i 

hadn't an offmce, I hadn't a lead pencll or scratch pad - I was Chalrman 



of the General Munmtlons Board ol thls great country whlch was about 

to assaml one of the greatest mml!tary powers the world had ever seen, 

and the preparation made 1or it was 3ust the statement to me. I, 

iortunately, was wearing a derby hat, I wrote my ±mrst telegrams on 

t2e ~op of that hat. You can see, therefore, how amused I sm when I 

read many of the crltmcmsms I have read as to why we dmd not mske 

greater progress and what was wrong wlth the General Munltmons Board 

ol the Army and Navy an those ±irst few weeks. The marvel ms on the 

other slde I ~hinK ~ne Army and Navyat that time dm~ just what the 

nstlon always expects them to do - the impossiOle 

The war-tmme organlzation o± 1917 was bumlt up step by step, 

startlng with what war-maklng machlnery we had wlthln and wmthout the 

two mml!tary servmces. If you study mts development, I believe you 

will declde that ml there had been no Councll ol National De±ense there 

would have been no General Munltlons Board, if there had been no 

General ~unlt!ons Board there would nave been no War Industrmes Board 

of July 1917, m± there had been no War Industrles Board of july 1917 

there would have been no War Inaustrles Boara of M~rchlglS. Each o~ 

these ±orms of organlzatlon led by process o± natural development Into 

the next, unt!l we secured the ultimate then attamnable That is the 

whole s~ory of our preparatlon. You men w~ Lu thls Army Industrlal 

College may nave studied the mlnute books o± the old War Industrmes 

Board have seen there how one actlvlty Just naturally led to the next, 

and, o± course, as it progressed at brought its experlenced personnel 

wlth it. 
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our steps an the next emergency may be fewer and requlre less 

%ime. Those who thlnk the country coul~ have stepped {and I have 

read volumes whlch indlcate thls klnd of thlnklng) Irom peace into the 

develope~ War Industrles Board of 1918, can perhaps vlsuailze a baby 

stepplng out ol its crlb an the iorm of ~ mlddle-aged man wlth gold-~!lled 

teeth and eye glasses complete. Perhaps that could be iI the Creator 

had chanced to plan it that way It does not appear that He dld. 

There was one purpose (th!s is partlcularly interestlng, I 

thln~ to men of the supply groups) underlylng the organlzatlon ol ~he 

General Munltlons Board whlch should be emphaslzea if we are to appralse 

justly ~he value of its work. While, primarily, it was to coordlnate 

~he actlvltles o± the various departments and bureaus ol the two mll~tary 

servlces, it was also deslgned to keep ~he work o± those bureaus from 

bogglng down because of the rapld increase In volume, or from becomlng 

SO chaotlc %hat some other general iorm of organlzatlon would be demsnded 

by the country. The theory, whlch turned out to be true, was that if 

the departments and bureaus were glven help from the outside they would 

gradually strengthen themselves by accretions of regular ofilcers and 

reserve olflcers, and later by addltlons of powerlul clv11!an help, 

whlch would enable them successfully to meet the strain imposed by war 

condltlons. The natural alternstlve was the organlzatlon of a great 

clvillanmunltlons mlnlstry such as England was iorced to adopt~ and 

thls meant relegatlng to an obscure posltlon tae professional organiza- 

tions upon which we depend in peace t~me and which must always be the 

nucleus oi m~l~tarytechn~cal knowledge and experience ~n war t~me. 
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We all ~now, now, that the procurement branches ol ~he two servlces 

bore the straln and emerged intact. When the War Industries Board came 

into power, it dld not supersede the mllltar~j organlzat~_ons, it qulte 

naturally ±ound its 1unctions in broader llelds ~han those occupied by 

elther the army or the navy procurement branches - it became, in lact, 

a super-control body governlng natmonal Industrlal actlvlt!es at the tlme, 

whether of war or peace. That was one ol the great satls±actlons of 

that t~ne that these departments and bureaus ald come bhrough and that 

~he country dld not develop an eCucatlon ~o ~he effect "yes, these are 

all rlght in peace tlme but when we have war we have to scrap %hem~ 

we have to get our cltlzens in there to do !t " That wss the impressmon 

~hat was felt In hugland after thelr wsr ~nd Mr. Lloyd George in hls 

volumes (if you gentlemen have not read ~hem I commend them to you) 

emphasizes that, makes mt appear that iI they hsd rested upon their 

professional services ~hey probably would have been defeated. 

Now i ~m going ~o enter the area suggested by the General - 

some of the th~ngs that perhaps m~ght have been done better 

Price Control 

~any of the desiderata oi war-t~me organization or war-t~me 

policy, which we now d~scuss w~th wonder thst ~hey were not then ~mmed~ately 

recognized, adopted and applied, ~nvolve the problem ol war psychology. 

'lhey were too Jar ahead of the publzc thought and feelang ~o be ~nstantly 

• mposed even by a popular war-t~me government. As some of you men are 

young men =nd may be ~n pos~t~ons of great power ~n the nex~ war I 

would l~_ke, ~rom that experience, to emphasize tha~ point to you. You 
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are in partlcularly grave danger o5 needlng to have that poln~ 

emphasizea. Ii you have paper plans and are really ready to attempt 

to launch somethlng, when war comes you may easily ±ind yourselves 

launcD_tng somethlng in whlch you get no support Irom a country that 

is already at war, because the country does not wake up to ~he lact 

oi what war means by the mere declaratlon by Congress ol a condltlon 

ol war. ~ow, ~hat is very hard to believe and you men who may have 

been out with the unlformed 1orces at the tlme may not understand 

it but had you been here, or, if they have preserved all the imles, 

iI you Wlll go bac~ !nto the flies of the General Mun~tlons ~oard and 

read the answers from men over t~s country that we wanted to come here 

to help us in the beg!nnlng and who slx or elght months later begged 

for the chance to come and help, you will see that those answers were 

always l!ke the answer in the Scrlpture: one had marrled a wlle~ another 

had bought a yoke of oxen, but they were not aware of the lact that 

war meant tnat they must serve. That comes later. The thlngs, there- 

~ore, that I am mentlonlng were not done instantly. Everyone In 

authorlty recognlzed that the supply ol eSsentlals was bound to be less 

Snan the demand. The effect of thls on prlces was obvious The ideal 

thlng would have been %o peg prlces where they stood. Immediately 

collateral questions arose- how about goods whlch involve imported elements, 

rubber, manganese, etc.~ How sbout our allles, are they to be granted 

the same scale of prlces as our own government and people, and so on 

and so on. one of the great steel companmes had a vast contract wlth 

Japan a% %he time, and the prlce to the Japanese government was 



conslderably hzgher than our government would have been wllllng to pay, 

much D!gher than we woula have flxea What were we golng to do~ 

Were we golng %o cancel the contract wlth Japan 9 have that steel 

company glve Japan our arbltrary prace an the Unlted States 9 

Academlcally, we would say yes, that was ~he falr thlng to do, but try 

to do zt practlcally, partlcularly try to So that kand o± thang while 

Congress as in session, even at the outset of a war, and see what 

happens. And then keep in mlnd that what you are struggling for ms 

not chaos, not strlfe, it is not struggle among your own people, it is 

progress, it is gettlng forwsrd wlth your part o± the buslness Con- 

celvably the war powers ol the Presldent were broad enough to nave 

covered such actlon If he had deemed it vltal to the wannlng o~ the 

war, (and he was much anterested, by the way, in that subject - prlce 

i lxlng - he saw it very early ~nd he contlnued US interest in it) 

but it involved our entire flnanclal structure. It would dlslocate 

many parts of the econommc machmnery. It woulO throw Congress into a 

dzi~acult Sltuatlon in relatlon to the Interests of constltuen~s. It 

would, academlcally have been the proper course, but at was more reason- 

able, more s~atesmaniake and in the end more Iniluentlal toward success 

mn the conillct to move slowly enough to secure the same result in 

cooperatzon wath producers, alter the war splrlt had spread sulficlently 

~o prepare the people to make sacrlflces. 

We dld, eventually, recognzze the stark necessity for prlce 

control. °lhat iS, as we were golng to ilnance the Allles and i~nance 

ourselves we were going to do that by zssulng bonds that had to be 
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sold to our people, and that volume was golng to get too vast l± 

we allowed prlce range to contlnue as It was - we had to stop 

fhere was no law nor machlnery £or it~ it Is~ as i _have sald, an 

exceedlng±y sensltlve subject and one dlfllcult Zo cover by statute, 

hmstoryproves it can not be accompllshed su~sslullythrough s long 

per!od, yet !n war it must be undertaken. Here agaln, l± you study 

the record, you will see that it passed through a process ol develop- 

ment llrst, a representatlve commlttee of the Councml ol Natlonal 

Delense headed by mysel± as Chalrman of the General Munit!ons Board~ 

(sna on l~ ~here were Secretarles Houston ~nd Lane, Mr. Baruch, and 

one other person - I do not remember h~s name) ~nen a serles o± 

cooperative movements of larger in~ustrles, lumber, steel, etc., 

~he General Munltlons Board actlng under the war powers oi the 

Presmdent in conductlng those arrangements and those prlce agreements~ 

and then a deflnlte pollcy and organlzatlonunder the War Industrles 

Boards ol 1917 and 1918, also actlng under authorlty of the Presldent 

We would _have been the more justlfled in belng drastlc by our 

knowledge that any system establ!shed contrary to law would lall 

at the declaratlon of peace, just fall of its own weight as soon 

as peace was established. ~e must not, however, overlook the fact 

that the statuto~r authorlty llmlted our ~Iscretmon to "lalr and 

just prlces." Demand and supply could not be ignored at the outset 

in inSerpretlng those words. Now, those words, as I recall, and 

you probably have the documents and can look them up, are in the 

Natlonal Delense Act that was passed mn ~he summer of 1916, glvlng 

ll 



<] Ii 
the Secretary of War ~he rlght to declare an emergency and also to 

commandeer, e~c., but the pr!ces that he pays must be lalr and just 

prlces. From our point of v~ew, If we are Army officers, we will 

say "That is Congress endeavorlng to protect the Government agalnst 

exorbl~an~ prlces by ~he seller,, and the seller's lawyer says: 

"No, that is Congress endeavoring to protect us agalns~ an unreason- 

able attltude on the part of the Government . And so instead oi 

maklng war you make some law sults~ and those will not help you. 

You can do that sort of thlng; we could have done it countless ~imes. 

I am ~ust introduclng these ~h~ngs ior you gentlemen to reflect upon, 

I do not know the answer. My own answer would be the one I gave - 

l± I were dolng ~t agaln I would go slowly enough to know that when 

I started I would not have countless obstacles to overcome that could 

perhaps be pushed out of the road, and if allowea to remaln there 

would delay you longer than the voluntary delay that you would accept. 

It may sound iconoclastlc, but my personal vlew is that 

It is as impractlcable to conslder el!mlnatlng profit Irom industry 

at the beglnn~ng ol a war, ~n a democracy such as ours, as it would 

be by i~at to provide that the war should be fought wlthout anyone 

becomlng too hot or too cold, or be!ng allowed to go hungry or lose 

sleep. I thlnk one is 3ust as reasonable as the other to be estab- 

l!shed by law at the outset of war. 'lhe only effect, and I am saylng 

thls aogmat!cally because I want to impress you wlth it, oi course, 

I may be wrong, ol an eflort to peg prlces oi materlal ~nd labor 

at the ou~se~ of war would be serlously to dlsadjust the entlre 



economlc structure, lead to an Incredlbie amount of ch!sellng both 

by capital and labor, ~nd, to the extent that these thlngs would 

delay progress, menace the posslbllity of ultlmate success. How 

could we enlorce such a system w!thout havlng, i~rst, e~ther estab- 

l!shed a splrmt of cooperatlon, or second, provmded some means ol 

pol!clng labor, industry and commerce9 Thlnk about that. How are 

we golng %o no it ~ Suppose we tomorrow mmghtbe requlred to under- 

take itP Presldent Wilson submltted those very ~hougnts to me when 

I a~scussed wlthD!m prlce control in 1917. He sald: "Scott, do 

you want a statute ~ Do you want us to pass a law 9" Well, I dld not 

because I do not know how you can draft a Law to accompllsh it. 

That is, I do not know how you can dralt a law that is golng to be 

so clear as to what is meant that nobody w~ll dare to take you !nto 

court ann ~ry to hold you up while you are endeavorlng to do It And 

so the Pres~en~, the two Secretarles, ann myseli fell back on the 

thought that we must have the cooperatlon of industry, walch you can 

always get when there is a war because industry is ~ust as patrlotlc 

as we are, and when you have their cooperation they pollce themselves. 

Say ~e men ~n ~h~s room agree ~o maintain certain groups ol prlces 

and somebody in thls room beglns to do somethlng dlfferent, that 

immedlately becomes known to thelr competltors, you do not have to 

have any pollce ou~ to d~scover ~t, the competltors tell you "A, 

B, C, and D are breaking thls rule"~ you have only to deal wmth A, 

B, G, and D, you do not have to pol~ce the whole industry. I suggest 

that you reilect on that 3ust now, because the other ~s so easy~ 

±3 



~ , ~  ~ --~ ~ ~ ~ ~ ~  ~ ~ T ~  ~ ~ ~ ~ ~! 

<i 1 
pleasant, natural. 01 course, we do not want people to make money 

out ol war, I agree wlth ~hat. I~ is our method ol stopplng it 

that is !mportant 

You Wlll dlscover, it !s always an advantage to llght only 

one war at a tlme, and, as I see it, ~o take on a ±!ght wath an 

enemy people and our own people at the same tame mlght prove burden- 

some. When we fLxed the steel prlces some enthuslast suggested 

~hat, as I then haa ~he s~eel group in hand, now we change taat 

Pittsburgh base rate, whlch was one of the pleces ol machanery ol 

the steel industry from the t!me there has been a modern steel 

industry. He was an enthuslast of the Government and a patraot, 

he thought that would be a l lne thlng to do. I sald to h~m 

"Let's ±ight one war at a tame - we are i lghtlng the Germans now, 

not the ~eracan steel an~ustry., It was ten or twelve years after 

the war before they changed that. It would not have helped us, 

alt_hougA academacally the gentleman was rlght. 

Prlorlty 

lhe need for establlshlng prlorlty between the varaous 

departments and bureaus, and between the two serv!ces, was ammedlately 

recognlzed and qulte effectlve±y determlned and enforced. We ~id 

not, however, undertake to enforce it as between war requlrements 

and ordlnary clvlllan needs untll azter ~he es~abl!shment oi ~he ~ar 

inaus~rles Board in July 1917, and it was not thoroughly enlorced 

by adequate organlzatlon unt!l alter the establlshment of ~he War 

Industrles Board ol March 1918 Now, in tha~ x~rs% group, praoraty 

between tae departments of the Army, bureaus o± the Navy, and geuerally 
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between those services, i have no aoubt we can p~ck up countless 

• ns%ances oz llttle chlsel!ng operatmons wlthln the departments 

and bureaus - somebody thought it was clever to do that We dld not 

have time to bother wltn that klnd of thlng, we knew It coula happen, 

it was not worthwhile to plck the man out and dlSClpllne ham lot it. 

We knew as long as the machlnery was establlshed In the larger 

sense, it would go over when Zhere was ar~thmng oi any real ~mportance~ 

Lhat would be noticed, and prlorlty would be es~abllshed~ but I 

haven't any doubt that men, moved by thelr deslre to help thelr own 

particular part ol their own speclal department, avolded those thlngs, 

and ~t ~as not carefully pol!ced. However, all the larger thlngs 

were well aone. President Wllson~ ~or instance, wanLed all steel 

sheets and boiler plate, etc., to go flrst ol all to the aestroyer 

program, (thlngs l!ke that) and that was attended to, that was 

Important, there could be no chlsellng on that. 

As I see !t now, at Lhe outseL we were ~oo conslderate of 

clvlllan Inaus%ry. Perhaps our thlnklng was cloude~ by England's 

early molto - "buslness as usual " lhat has been proclalmed rather 

broadly, but, whatever the explanatlon, the proclsmatlon of "essentlal 

indus~rles", whach I ~hlnk was a proclamatlon ol Zhe War Industrles 

Board ol ~arch, 1918, should hsve appeared earl!er, ~nd prlorlty, 

based on that deilnlt~on, enforced so zar as necessary ~o expedlte 

war requlsitlons The decree of Revolu~lonary ~rance in 1792 should 

nave been our gulde: "All France, and whatsoever IL con~alns oz men 

and resources is put under requisition " If we had had a s~mple 



~ f T ~  ~ ~ ' ~ v ~  ~ V ~  T~r~ ~ } ~ t ~ ' ~ " ~ ' ~ ~ ? ~  ~ ~ ~ ~--v ~ ~ ~ ~ ~ ~ b ~ ~ ~ 

act of that ~ind, just those words, and the Pres!dent to enlorce it 

-- but ~hen, of course, we are tslklng about deflnlng the war 

powers oi the Presldent, whlch is an amuslng thlng, too, by the way. 

IZ you want an example of a thlng that is indeilnable and undeflned, 

it is the war powers of the Presldent of the United States, that is, 

we are ta/x!ng about trylng to put it into form of war. Such a broad 

decree mlght have helped us at the outset The Presldent, you will 

remember, ~id in an address say that he wanted "iorce wlthout stlnt 

and wlthout iimlt" - something to that effect, and we acted on that. 

~hat ms, we acted on that theory, but thls is qulte deflnlte "What- 

soever ~t contamns of men and resources ms put under requ~sltlon". 

Presldent Wilson would have been just~fled In issulng that 

decree mn Aprll 1917, in the Unlted States It stated the fsct and the 

probable need, but, pol!tlcally, it was dlfflcuit, perhaps imposslbie. 

Our people had not yet awakened to ~he slgnlilcance of war. Now, I 

am telllng you thls ±rom the polnt of v~ew of a man who was rlght here 

on ~he inslde of it, saw it day by day ~nd hour by hour for the llrst 

ten months. It took months before the American publlc really absorbed 

the lact establ!she4 by a declaration of war, namely, we had but two 

alternatlves of which only one was thlnkable - peace wlth honor or - 

defeat~ You woul~ be surprlsed a~ the number of people who came down 

apparently under the ~upresslon. "Well, Congress has declare~ war, 

yes, but of course they could adopt a resolutlon tomorrow and take it 

back agaln" - that k~nd of a haphazard attltude toward such a subject 

as a declaration ol war, and yet as the war machane rolled on the sp~rlt 
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oi war grew In our people, then those same people were as drastlc as 

we wlsned them to be It is o± the oeginnlng I am ta/X~ng, because 

it is when war beglns that you men who are here are golng to have your 

diiflcultles, it is the flrst slx weeks, say, that you should be 

~hlnklng abou~ and, if you wlsh to worry, worrylng about. 

De centrallzatlon 

The industrlal procurement program was alded by the de- 

centrallzatlon obtalned by dlvld!ng the country Into procurement dls- 

trlc~s. Th!s m~ght have been accompllshed earller, If we had possessed 

the personnel. Here agaln war psychology was an imoortant factor. 

At the beglnnlng, aollar-a-year men were =ll st111 too ~nvolved In 

thelr own affalrs to respond as they dld after thelr relatlves and 

nelghbors appeared In umform After the call was sent out zor 

September, the scene changed very very fast hnd men who decllned to 

come at ±irst were petmtlonlr~ those in power ~own here zor an op- 

portunity to serve. Thelr brothers, thelr couslns, their brothers-~n- 

law~ thelr sons were golng out, !f they were older they wanted to 

l eel they were dolng somethlng. 

War Credlts Board and Cap%tal ' Issues 
Commission 

We may be charged wlth dellberation in the establishment 

of these agencles (I am admlttlng that we msy be charged.} Now we 

revlew the occaslon, it Is obvious that private capltal and credlt 

could not alone Dear the burden of war expanslon. We encountered the 

problem, l!rst, ~n maklng the contrscts for rlfles in May 1917. To 
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have acted more promptly, or to have antlclpated, concelvably mlght 

have been better, although I have no evldence of actual dasadvantage 

to our program Perhaps you gentlemen, an your studles have encountered 

th~s, nevertheless~ it was SO obvlous that I thlnk that was the thang 

we could just as well have omltted. But here agaln, we face the fact 

that no objectlves had been statea How could we plan in detsll untll 

we Knew the problem $ Even the President was probably uncertain as 

to just where and how to apply our~orce, until the sltuatlon created 

by Ameraca's entry clarlfled itself enough to determine strategzcal 

objectlves. Yesterday, in thls magazlne of the New York Times, i 

notlced an antervlew wlth General Pershlng and a general artlcle 

about General Pershlng, and in that I observed these thlngs, apparently 

emlnatlng from General Pershlng "When called to Washlngton, General 

Pershlng had no inkllng that he would command an army of two malllon 

men. It was not even certaln chat the United States ~ould do more 

than help lanance and supply the Allles. He was flrst informed that he 

was to lead a dlvls~on in France - a mere symbol of Amerces an the 

ileld. Out of a clear sky he was then told that we woula send a vast 

army overseas as fast as dlvlslons could be traaned and transportstzon 

become avazlable ,i Now, I do not know about that as applled to General 

Fershlng, but I do know that that reflects the klnd of thlng that 

was sald to those ol us who were an authoraty here and who wante~ to 

know what we were to do That is, what was the program ~ what were we 

almlng at 9 Thls as another quotataon from that same artlcle 'IWe 

had to wrlte our eflort ~n France on a whlte sheet of paper. SecretaNj 

18 



Baker sald 'With our economlc output already at lull tide to supply 

the Allles beiore our entry, we had to meet thelr increased demand, 

palo zor by our loans to them# we hsd to build the cantonments to traln 

the two mllllon men, and to equlp and arm them an~ transport them and 

thelr supplles across the Atlantlc'". You v~ll observe that if you 

were told in March 1917 that you wele to get ready eventually ±or an 

army ol posslbly iour one-half mllllons, your attack on the problem 

would be ve~j allferent from belng told that perhaps we should flgure 

the requlrements o± a mllilon men, a part ol whom would probably go 

overseas. I sald to General Tschappat earller thls morning- "I 

could wrlte a real crltlclsm (not thlS klnd of a friendly cous!n, 

member o~ the zamlly crltlcism), but it is no use It wasn't anybody's 

lault. The Presldent of the Unlted States hlmsell dld not know clearly 

what was best ±o~ us to Go, we were all ~ust dlgglng in the best we 

could, hoping that if somethlng happened we would have shelter enough 

to protect us - that klnd of an operatlon. Even the President (I 

want to repeat thls to you) was probably uncertaln as to just where 

and how to apply our iorce, until the s!tuatlon created by Amerlca's 

entry clarlf~ed itself enough to determ!ne strategical objectives 

You will remember the French General, General , who wss In 

our country~ c~me to Washlngton in those esrly days and asked us 

just ~o send the manpower. They dla not ask lot arms, they wanted us 

to conscrlpt our men, shlp them to France, they would train and arm 

them to llgat. Well, that Is one phase ~hat had to be considered at the 

moment - you see, nothlng was clear. They made thst clear to him 
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pretty quickly alter they got at it, but nevertheless hls mere presence 

here would react on men who were trylng to plan something else. 

Publ c %7 

I do not know what you will thlnk of thls, I do not know 

what to ~hlnk of mt myself Une omlss!on may have related to the use 

o± publlc~ty- we may have had an exaggerated idea of the harm it would 

do our cause to have enemy countrles inlormed of our preparatlons, or 

our own people dlsappolnted by over-optlmlstlc predlctlon We, there- 

lore, gave llttle, comparatlvely, to %he press Our program mmght 

have been reversed. Perhaps one way to break the enemy morale w~s to 

emphaslze, even exaggerate, the spectacle of Amerlca "rolllng on her 

Joe." We had the men, money, materlal, why not let the world know we 

would ~ave a m111ion and a quarter addltlonal rlfles by the end of the 

ilrst year, flve thousand guns Irom three inches up wlthln s!xteen 

months, artillery and small arms ammunltlon wlthout llmit, four and 

a hall mllllons of men, and so forth~ Those were all thlngs that we 

could have publlshed. It certalnly would not have been llkely to 

"gmve ald an~ comlort to the enemy." Instead, we all adopted a pol~cy 

oi silence, we ~id not tell the world much about what we were dolng, 

and we retalned our attitude of proud silence even when ~he world, 

because it was unlnformed, proclalmed that we were not aolng anythlng. 

Ta~e my word for it, they dld too. Now, as a matter ol fact, no un- 

prepsred natlon in the world's hlstory ever took care o± Its allles 

and a% ~he same tlme armed and equlpped itsell as promptly as dld we. 

Yet, while we were rlght in the m~dst of the program, a great natlonal 
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± igure, an ex-Presldent~ in iac~, came out in a contrlbuted edltor~al 

on t~Broom-st~ck Preparedness." ~ere we too tlm~d~ too modest, too 

sensltlve ol the appearance of valnglorlousness9 In addltlon to all 

our other "experts," should we have had at least one P. T. Barnum $ 

1 4o no~ k~ow 
/ 

Ponder thls, however, two subjects certalnly recelved ample 

publlclty - alrcra~t and standardlzed motor trucks. You men who 

were abroad perhaps 4o not remember what happened to those two sub- 

~ects. Was ~ha~ helpful or harmful~ Were tne enemy dlsturbea snd our 

own people encouraged9 Remember the attack that Congress made on the 

Secretary because of the failure to carry out the alrcrs~t program, 

whlch had been so publ~c~zed ~ 

Industr!al mob~llzat~on bears a strong resemblance to the 

conduct of armies. When action has been dec~dem on ~n the f~eld, 

plans made, orders issued, and %he troops have been put ~n motion, 

there ~s llt%le a commander can do untll contact Is estabilshe~ and 

the action develops. It ~S merely 1or h~m a period of anxlous walt~ng. 

51mllarly, in the preparation of munitions, alter specifications have 

been dec~ded upon, quantltles determlned, contracts made, there ~s a 

perlod oi t~me during which mater~al, men, and machinery must be 

assembled or redistributed, ~gs, tools and gages manufacturea, snd 

aur~ng th~s period, to the ~nexper~enced, nothing seems to be happening 

- no ±~n~shed article appears. It ~s wh~le we are ~n th~s dead-water, 

and before the current of apparent progress ~s reached, that ~t ~s 

essential to maintain the ~nterest and enthusiasm of the public by 

pr~p6rly d~rected and sulf~c~ently restrained publicity. All old- 
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i ashloned people in the room w111 remember that in the country, when 

the mlnlster stopped In unexpectedly 1or dinner, alter dlrectlon had 

been glven that the family rooster be decapltated, scalaed and plucked, 

and before he appeared as a chlcken stew, there was llttle for the 

iarmer host to So but endeavor to ~ustaln the ilagglng hopes and antlcl- 

patlons oi hls mlnlster guest. You can encounter a ~ituatlon exactly 

llke theft in any great program of munltlon development, and the question 

is what you are to do wlth the mlnlster durlng that perlod after the 

rooster has gone to the pot and before he is on the mlnlng room table~ 

I thlnk that is a subject that will have to be interpreted when the 

clrcumstance arlses. 

Should we conslder the posslbll!ty that we mlght, by too 

much publlclty, even start a r!valry between departments or indivlduals 

which would create newspaper reputatlons not based on elther efflclency 

or aCcompllshment, and yet w~th a degree of publlc support that could 

prove embBrrasslng~ That is serlous. I sald to Mr. Baker [I happened 

to be slttlng beslde hlm in a meetlng) that I was golng to come down 

here, t~at I had a llttle paragraph on publlclty, and that I thought 

on another occaslon I would be ior it He was shocked, Immedlately 

sald "Oh mercy, that is terriDlel Why no, no, I would not be for it." 

Then he suggested thls thought "Build up cheap newspaper reputatlons 

ol men who have a flare lot advertlslng, and no other ~lare, and ~he 

subs~an~lal people w~ll be overlooked. "No, no", he sa~d, "I am 

terribly against that.,' So here is the thought- Should we consider 

the possibility that we might, by too much publ~c~ty, even start a 
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rlvalry between departments or Ludlvlduals w.hlch would create ne~s- 

paper reputations not based on either ei±~clency or sccomplls_hment, 

and yet wlth a degree of publ!c support that could prove embarrasslng~ 

W!tnou~ golng outside our own hlstory, we can recsll Generals 

Gates and Wllklnson of the Revolutlon, and General Butler o± the 

Clv~l war. Those men were well publ!clzed. Did the!r accompllshmemts 

justlfy the degree of accla!m and public con±!dence whlch thelr 

publmclty programs produced~ Did the!r temporary popularlty ald the 

cause or ~id at injure more efflc!ent olfacers who were not good 

advertasers ~ I am afrald af I were decldlng it today, except in 

that peraod that I illustrated by ~he farmer, I would still be 

agaanst a wade publlclty. In other words, I ~ould stall want to 

scrutlnaze chat very closely, and apparently I am a llttle more llberal 

on %hat polnt than Mr. Baker. I ~o not know the attltuae ol you 

gentlemen, of course, so perhaps I am dlspleasang you. 

The Asslstant ...... Secretary- of War 

I have studled the program publlshed by authorlty ol the 

Asslstan~ Secretary of War, ent!tled "In~ustraal Mob11!zataon Plan, 

Revlse~ 1936 " (I assume that !s the last revlslon ol the program) 

I$ evldences much palnstaklng study and labor, and the organlzatlon 

plans and outl!nes will, wlthout doubt, save tlme and ~vold waste 

of energy and much wor~ng ~t cross purposes in the next emergency. 

To be of greatest servlce, ol course~ at shoul@ be kept ~lexlble in 

certamn of its sectaons, untll the nature of the problem and the 

means available are known. 

23 



~ ~ ~ ~ 7 ~  ~ ~ ~ ~ ~ ~ ~ ~ ~ .~ ~ ~ • ~ ~L 

You gentlemen, being of the regular servlce, ol course 

most of you know how much I love the two regular servlces so I may 

say ~l~ngs Irankly to you, not as comlng from a clv111an but as a 

man who trles to look at your problems as you look at them. You are 

havlng great dlsadvantages ~n everythlng that you do compared wlth 

c!vlllan inaustry, pr~marlly because you are not ent!relyyour own 

governers !n the sense that Congress has ~o supply you wlth means 

You canno~, as a board of dlrectors could, vote and establish your 

own±inanclal program. That is one dlsadvantage The other dlsad- 

vantage is that in mllltary organlzatlon we have to proceed from rank 

to rank, and rank to rank, and, therefore, as you are under no pressure 

of Competltlon except when ~t comes to war, those o± you that happen 

to make up your mlnd dogmatlcally can shut off everyth!ng from ~he 

organizatlon below you if you let your mlnds operate ~ha~ way In 

industry that may not be done 0ecause competltlon forces a showdown 

and that showdown has to come every year when the balance s~eet is 

published to the stockholders, so you do not find industry becomlng 

too aogmatlc because its competltors would presently put %aem out oI 

buslness. Therefore, when we in the Army and the Na~ begln to make 

paper plans we have to remember what I am now saylng ~hat if havlng 

once made the plan, even though the kaleldoscope has rolled over two 

or three times in the meantime, we will not change it, then a paper 

plan would be worth nothlng, then you would be very much better off 

to start just as you saw the world the day war was declared. I ao 

not ~now whlch of you g~ntlemen may be werklng on those plans, but 



tske my word for it (I am telling you what the fact will be), If 

your paper program does not flt the world on the morn!ng tha~ war 

is declared you w~ll be worse oif than if you had no program, because 

you will have machlnery set up to do ~he wrong th!ng. Oi course, I 

do not mean I would not make a paper program, I would make it, I 

would be alramd I hsd not made mt qu~te right ~nd I would watch it 

every aay ol my l~fe, as long as I had anythlng to do wlth it, to see 

if ~he changing tlme requlred the plan to be changed. As Lowell 

sala: "New occasions teach new dutles." 

I venture to quote a few sentences to show you how at 

one is the opinion expressed ~n th~s aocument with opinions, iormed 

Irom experience, whlch I had written into ~hls address before I 

resd ~he "Mobilization Plan." 

"Army and navy procurement plannlng must be coordlnated " 

That is a quotation from thas plan of The Asslstant Secretary's 

Ofiice. 

"Plans must be practlcal rather than theoretlcal.'. 

"Emergency measures become effective primarily through 

the support of public opinlon." I thlnk ~hat is very well sald. 

Ii ~t ~s anticipated that in this discussion I Wlll 

undertake to set up an ideal organization to direct and control 

industrial requlrements ior the next war, I must zelIeve that expec- 

tation. I am not even thlnklng of that approach ~o %he problem. So 

Jar as I know, the slmple formula of growlng warr!ors by the process 

of sow~_ng dragon's teeth became obsolete some time ~go. War, now, is 
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~ust a bitter business to be drlvenwl~h incredlble ±orce and veloc!ty, 

but still ~ust a bus~uess, controlled and llml%e~ by its resources~ 

handled wisely or recklessly by its management, and succeeding In 

~he end by reason oI VlSlOn, courage and industry directed by com- 

mon sense, lhat iS aS I see it, and ~hat is all business is 

Assumlng i am right, we wlll enter the next war, as we did the 

last, Irom the platlorm we then occupy, and that platform will be 

zormed oi the laws, mllltary procurement agencles, customs and 

prearranged system as %non developed. We will never spring full 

armed Irom ~he brow of Jove~ as Germany tried to do We seem able 

to do that only ~n ~he books wrlttenafter each war by the wlse, 

s11en~ ones who~ ~h~le we make our zlrst struggles, stand by with 

pencll and notebook to record our ungraceful antlcs. Right in ~hls 

book (copy in hand) I encountered the name of a man to whom we 

appealed in the zlrst few weeks o~ the war and who sidestepped the 

question, yet here he is now telllng us how to go to war. I wlll 

no% mention h~s name because there ~s no use. He was one of %he 

wlse, silent ones who, while we were makang our zlrst struggle 

stood by w&th pencll and notebook to record our ungraceful antics, 

and he has so well recorded them that he Is quoted In thls book. 

Doubtless there were many shortcomamgs of our early war organazatlons, 

but il I ~ad to clte one subject only whlcn would have contrlbuted 

mos~ to progress I would say it was a defznlte statement of our ±irst 

overall requlrements, (li we could have had ~hat, that would have 

been the most important thlng) glvlng pr!nclpal Items, approximate 
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quantl~les and the tlme schedule deslred. When i say "overall" I 

mean the larger matters, not the details, not: how are we golng to 

arm and equlp a battal!on down to the last button9 - I do not mean 

~ha%, I mean the blg thlngs: how msny cantonments are we really 

golng to want9 where are they golng to be for twenty-seven or ±orty 

thousand men~ ks zt turned out there had to be questions llke 

that that could have been approxlmately accurate and promptly answered. 

I have been told, in recent years, such a table ex!sted. General 

Tschappat dld not tell me that, but another ~a~or General of the 

Army d!d. II !t dld, it was well hldden, lot durlng the flrst ten 

months ol strenuous endeavor I never heard of it. However, the l~ajor 

General sald there was a program of requlrements z or a m1111on men 

that had been In exlstence 1or some tlme prlor to the war. It is 

rather amuslng if our organlzatlon !s such that we can get up a 

document as important as that, go to war, and be unable to find 

anybody who knows there Is such a document or where It is. In its 

absence our attack was p~ece-meal, as ~s the case w~th green troops. 

'±hat cannot be charged to anybody. Keep in mlnd that even these 

thlngs I am saylng cr~tlcally here cannot be charged agalnst an 

indlvldual. You cannot say. "Genersl So and So", or, "Mr. So and 

So was responsible for thls or that." It ~s in the situation. 

It ~s Uncle Sam's way of casually gettlng into a blg day's work. 

We plnch ~nd starve our mllltary servlces Lu peace tlme and then, 

In a war emergency expect them to plck results out of the blue. 

27 



Ana we do - I mean, we c±vlllsn populst!on. It is the way oz all 

unsrmed nations, conspicuously England and the Unltea States. 

Personally, I would not change it af the alternat!ve had to be a 

natlon armed and prepared ior aggresslve warfare, for anstance, 

Italy or Germany. However, there is s senslble, sale and economlcal 

mlddle course whlch our people should be encouraged to take. The 

Asslstant Secretary of War's offlce as maklng a notable contrlbutlon 

toward ~hls end. 

The Nataonal De±ense Act, with broad powers assagned to 

The Assastant Secretary of War, the davlsion ol our country into 

procurement areas organlzed by departments, wath a delanate asslgnment 

of available facal~tles; and many advances an the detsll of organlza- 

tlon~ wall help us in the next emergency, If we do not grow too 

dogmatac now. Even so, take my word ~or !t, you wlll be astonlshed 

to wltness the improvlsatlon that w~ll still be demande~ and the 

crylng necessity for coordlnatlon as soon as the machane starts to 

roll. 

Will there be a complete ~nd prompt determlnatlon of requlre- 

ments as to deslgn, quantlty and praorlty9 Wlll naval requlrements 

be coordlnated wlth army requlrements from the outset~ Etc., Etc. 

In those days we had an Army-NavyJoint Board. I appealed to at 

ammediately - let's see your manure book, what have you been doar~, 

wha~ Is it we are to coordanate here ~ There had been no meetlngs 

of the Jolnt Board. The Jo!nt Bosrd had exasted on paper; gentlemen 
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had been ~ppolnted and were servlng in the D1strlct ol Columbls, 

but the Cnalrman had never had them together. As you looked at the 

table, there was somethang that was gettlng ready, but was not 

ready That is one of the dangers, of course, oi paper organaza- 

%ion. Plan as well as we may, we wlll still be ±orced to improv~se. 

"For war, least of all, conforms to flxed rules, but itsell In most 

cases has to iorm its plans to su~t the occasion as Its own resources 

allow." Ii you will permlt, I would like to glve you that sentence 

agaln: "For war, least of all, conlorms to llxed rules, but itsell 

in most cases has to ±orm its plans to sult the occaslon as its 

own resources allow." I thlnk all ol us that are tralned w!ll 

agree to the truth of that, and, by the way, it is from Thucyaldes, 

Chapter 122, Boo~ 1. 

It sounds qulte up to date, but was probably ~rltten about 

120 B.C. The prlnclpal reason for our inab~llty to plan the next 

war probably rests in the very nature of war. That I had wrltten 

belore i happenea to flnd amongst some notes that I had made (had 

them in a paper por~folzo in my l!brary, made evidently years ago) 

that sentence from Thucydides I dec!ded I would use it here, but 

belore I notlced that I had wrltten thls- "The prlnclpal reason for 

our ~nablllty to plan the next war probably rests in the very nature 

of war" - just the ~hlng that he deflnes ~or us. It demsnds such 

expanslon of thought, such superhuman expresslon ol thought in actlon, 

that adequat e plans made In peace t!me, or at the beglnniD~ o± a war, 

would seem Zantastlc. So, ~n peace zlme, we are really never maklng 
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adequste plsns ior the next war, we are merely replannlng the last 

war ~n the llght of that experlence plus a part of the general 

progress made in the meantlme. One thlng to ponder is the lact thst 

alter sppralslng all the accompllshments o~ war tlme an~ the possl- 

blllt~es ol the luture, we have provlded a piece of organlzation 

machlnery under The ASsistant Secretary of War, and the Army and Navy 

Munl~icns Board, which closely resembles the old War Industrles Board 

and General Munltlons Boar~ of 1919. You see, we can just prove to 

ourselves that what we are dolng IS replann~ng wilt we dld !n 1917, 

whereas what we are golng to do whenever we have a war is to meet 

that sltuatlon w~th the answer to the questlons which then arlse. 

Thls may help us because it stlmulated our thought. I ao not know 

how much farther than that we will be able ~o go. 

In 1917 we had to begln wlth the organlzat~on machinery we 

possessed. These were, the procurement branches of the two servlces, 

the General Stall, the war powers of the Presldent, the rather tenuous 

powers exlstlng in the Councll of Natlonal Defense - the latter 

provlng ~o be a God-send, however, when used in conjunctlon wlth the 

other groups of established authorlty. You see, we had to protect 

everybody, there had to be some splrlt Oi law an what we were ~o!ng 

because we mmght encounter a sltuatlon that lster would be very serlous 

±or men who mlght have usurped authorlty, or somethlng of that klnd. 

We can never be too thankful that the Presldent, the Secretarles of 

War an~ Navy, the Director of the Councll of Natlonal Defense an~ the 

represen~atlves o± the General Staff were all men ol such vlslon and 
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ilexlblllty as to respond qulckly to ~he demand to stretch thln 

authorlty to Its elastlc l!mlt to enable us to make headway 

promptly. Uld General Scott, Genersl Bllss, and the man they 

appolnted ~o represent the Stalf, General Palmer, were 

z emarEable in thelr flexlb111ty ~nd the way they pushed everythlng 

to the llmlt, no matter what authorlty there mlght be behind them 

or absence of authority. 

The qulckest and surest method was the one adopted, the 

establ!s~ment of a General Munltlons Board by order o! the two 

Secretarles, composed of offlcers delegated and authorlzed by the 

heads ol Departments of the Army and Bureaus of the Navy, ~nclud!ng 

also certaln sk111ed c~v~l~ans, thus preservlng and un~tlng ~n 

one coordlnatlng body all autaorlty of law and Presldent!a& power. 

Thls was the slmplest way to develop a workable machlne. It 

requlred no new statutes, it upset no establlshed authorlty; it 

trod on but few sensltlve toes. It created, in lact, the mlnlmum 

ol reactlon and consequent delay Contrast ~hls wlth Mr. Lloyd 

George's story of the Br!tlsn beglnnlng and observe how tsrdy 

they were in developlng and expsndlng compared wlth the Amerlcan 

effort FaLl not to observe that they had, as well as thelr own 

resources, all of ours to draw upon when they went into war in 

191~, while we had to develop ours and at the same tlme protect 

the requlrements in our country of Englsnd, France; Italy, and 

Eussla. You will remember in the artlcle I read from ~he New 

York Times Shat Mr. Ba~er commented on that same thlng, although 
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he and I have never dlscussed it that I recall. 

Ii I should, In Justlce, say a word in defense ol the 

General Munltlons Bosrd of March 1917, belore concluding our 

subject, (snd remember that board was o±flcers o± the two regular 

servlces- ~ne Army and the Navy - s ~ine body of men r!ght 

s~ralght through) it would be th~s: we should not expect men, 

suddenly charged wlth ~he duty of organ~zlng industry for war, 

to vlsuallze thelr task on a scale larger than the war itself. 

Therefore, Let us all be remlnded that in May 1917 even the 

General Stai± vlsualzzed the war on the basls o± approximately 

l,OO0,O00 men Our flrst call under the Selective Servlce Act 

was ~or 750,000 men to appear in September. 

You gentlemen ol the Army are devoted to processes whlch 

are complete and effectlve. Of course that is your type of 

thlnklng You would ellmlnate all elements of chance, so that 

the thoroughness attalned by the War Industries Board of ~arch 

1918 appeals to you. I do not in the least mlnlmlze the vast and 

valuable servlce to our nat~on which that body falthfully rendered. 

I do leel, however, that we must recognlze that at was a develop- 

men~ oI a year, s work and experlence both in organlzat~on and 

personnel. It would be a ser!ous mlstame to antlclpate that any 

boay of men, however capable ~ndivldually, suddenly summoned to 

man such an organlzatlon in an emergency, coul'd even approxlmate 

the ef±ic~ency of the Board whlch ~r. Baruch headed in March 1918. 

Just llke comparlng the lightlng efflclency of ~he ~irst Dlvlslon 
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when General Sabert took !t to Frsnce wath the First D1vasion that 

he brought back, or some successor brought back, to the United States. 

(Same name - not even as many men). It would be the same wlth any 

great c~v~l~sn organization 

I had a fr!end years ago who was a judge, a strong member 

of the Eplscopal Church, who l!ved at ~cron, Ohlo. His name was 

~arv~n He had a Sunday School class of 11~tle boys, and he undertook 

to explaln to those boys on three alfferent Sundays the meanlng of 

the omnlpresence ol the Lord, the omnipotence of the Lord, and the 

omniscience ol the Lord I am going to deal only w~th the omnipotence 

o~ the Lord, on the Sunday that he told the boys about that. When 

he got all ~hrough, one little boy sald: ,'Judge Marvln, could God 

make a year old calf in a m!nuteg. The Judge sald: "! don't know - 

it would seem a strange thlng to e~pect the Lord to do, but, yes, I 

should say, my boy, if the Lord wanted to He could make a year old 

caif in a mlnute.', The l~ttle boy sa~d. "it wouldn't be a yesr old, 

would ~t~,, That appl~es very well to th~s d~scuss~on o± paper programs. 

You hold a doctrine to which I subscribe most s~ncerely - ~t 

• s ~hat a good sol~er makes the most of such resources as are placed 

at h~s ~sposal. II everything ~s orderly, regular and su~i~c~ent, 

so much the better and thank God ~or at. But ~f that ~s not ~he csse, 

and you have to ~mprov~se and adjust and readjust and try to ±~t square 

pegs ~nto round holes, and v~ctory hovers on the brink, then for God's 

sake, proceed w~th what you have and do not wa~t ior the ~deal. The 

experience ol 1917 ~s the bas~s ±or my tell~ng you these th~ngs. 
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The latter condltlon faced the admlnlstrat~on and the General ~4unltlons 

Board in 1917 and we trled to meet the emergency as good soldiers should 

wlth ~ne only means then available. Restr!ctlons were countless~ 

au~horlty and power were quest!onable~ the requlrements were only 

partlally deflned, an8 constantly changlng, but we dld not delay, we 

dld not fall back behlnd excuses that mlght have been ~ustlfled~ we 

acted, and thereby saved months whlch (and we llke to llstter ourselves) 

may have saved the war 

General Tscnappat, I am very grateful for thls opportunlty, 

slr, to be with you and your offlcers and have the prlvllege o± 

harangulng them. 
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DISbUSSIuN FuLLOWING LECTURE 
"buSh LOST UFFu~TUNITi~b u~ fHL WOHLD WAK" 

by 
Colonel ~raD_k A. Sco~%, Aux. Res. 

Firs% Chalrman, War Industries Board 

Colonel Jordan. I wsnt to tell you, CoLonel Scott, how much 

~he Army Industrial College values the lectures you nave given %o the 

College at varlous tlmes arm how we tressure those lectures and study 

%hem. I have in my hand here, slr, a volume entltled ~Lectures by Colonel 

Frank A. Scott, ~irst Chairman of the War Industrles Board". It is a 

volume In w~cfl your lectures Irom 1925 to 1935 are embodled, and I 

want to present thls to you, slr, wlth the alfect~on and admlratlon of 

The Army Industrlal College. 

Colonel Scott. 

Colonel Jordan. 

Colonel Scott 

Thank you. 

It is a great pleasure to do it, slr. 

I appreclate it very much, Colonel Jordan. 

0i course when I began these lectures I did not qulte reallze the 

responslbllity I was assumlng to those gentlemen who would come siter. 

However, I belleve that whatever I have sald st any tlme was whst I 

slncerely bel~eved at that tlme. 

I hope there will be no embarrassment, gentlemen, about asklng 

me questlons that mlght sound cr!tlcal. Thls Is just a buslness - nothlng 

personal about it. If any one has the vlew that we mlght have aone 

somethlng and I have omltted to mentlon it I would be dellghted to know 

what it is. 

~. Colonel Scott, just about how soon was the first mllltary 



program adored9 Wh~d!a it conslst ox~ 

A. ID came plecemeal. We sparred to work on the requlrement 

ol a mllllon men in a haphazard way, that is, you say a mmlllon men, 

a m1111on men aolng what ~ a mllllon men mn campy a mllllon men in 

actlon9 a mllllon men in maneuver~ a mllllon men in the trenches 9 

You see when you get into the subject how va~ ~ becomes 9 We began 

taIElng bout a mllllon men in May. I belleve that the General ~aff 

actually~hought oi call~ng a mllllon men lnbeptember ~ that ~h~ 

was subsequent~ modified to t~ seven hundred fllty thousand ~hat we ald 

call. 3he mmnutes ol the General Munltlons Board wlll S~oW yOU t~&~ 

we ~arted to build cantonments on the table ol organlz~lon as 

then stood, whlch mea~ a dlvlslon of say twenty-seven thousand men, 

and before we had the bull~ngs erected the compares were changed, 

(it ms a long tlme ago, it ms hard ±or me to remember) Let us say were 

increased eighty thousand by a cha~e ol o~anlzatmon table mn ~ance wbmch 

changed our constructmon program, mncreased the smze of the cmtmes we 

were preparmng ~rom twenty-seven thousand to approx~m~elyio~y 

thousand each. All our requ~smtmons were of that so~. We started ~n 

on a~lleryammun~mon, three mnch ammunmtmon was probsblythe fmrst 

ior whmch we let contracts for a certa~ number, then expanded mt 

presently, machine guns and rmfles the same way. As I remember, we 

establms~d the quantmtyandstood rmght w~th mt untml the contract was 

completed and t~en made an addmtio~l contract. Wasn't th~ the way we 

d~d ~t, General Tschappat~ 

General Tschappat That ms correct. 
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Colonel Scott: But it was about May beiore we began to nave 

an orderly p~cture of what we were attempt!ng. 

I ~m alrald you gentlemen are too modest or a ll~le too tlmld. 

home ol you certslnly have seen th~ngs that you wonder about or that 

you crltlclze, and here you have a chance to flre fagot at the target, 

why not shootV 

Q. I± you had to do at again, Colonel Scott, would you be in 

lavor o± creating new facllatles for production or would you try to make 

a greater elfort to use the large capacltywe already have by mo~if!ca- 

taon v 

A. At all tames, mf there is any record of my personal 

a%tltude, you wlll find that I was in favor of utlllzing the faclllt!es 

we had I remember argulng wlth some one on the poant thst I would rather 

take a ~hop that had been mak!ng lawn mowers and turn at, let us say, 

• nto a shell machlnlng plant than to bull~ a new plant for that purpose. 

You have organlzatlon~ you have morale, you have the "know how" about 

many thlngs, etc. The greatest sangle dlscussmon ol that klnd was be- 

tween General Baker and mysell over the motor truck program. General 

Ba~er had h~s ov~way an that agaLust my ~udgment then. General Baker is 

dead now but I ao not believe the General modailed his vaew aiterward; I 

have never modlfaed mlne. I encountered thls embarrassment, General 

Tscaappat- General Baker, who was a good advertiser, had a motor truck 

brought over here, a hand packed one, handmade really, and he invlted ~he 

Presldent and becretary of War and myself %o be at a certaln point ~o 

inspect it, he had the photographers there ready to photograph it I 
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dld not go because I so dlsbelleved in dlvertang machlne tool hours to 

a Speclal thlng oi taat Elnd !n order to wan a war - my God, there had 

been a war goang on for four years, those troops were well supplled: 

~ell, I am talkang aS iI the General were here and he asnrt here, but he 

Still may be able ~o hear me and know that I am still doing buslness at 

the old stand. Well, I d~a not go. The Pres~ent was graclous and wen~ 

the becretary of War was gracaous and went, and after it was all over 

Mr. Baker saad- "Did you get the invltatlon?" 

"Ye s •" 

"Did you know the Presa~ent had accepted~" 

"Yes •" 

"Well, so long as you are part o± thls war-makang macD!ne when you are 

invlted somewhere and you are Inlormed the Preslaent has been invlted 

an~ has accepted, you accept." 

General TSchappat: What item gave you the most concern when 

you were chairman of the General ~unltlons Board - what item ol equlp- 

ment, I mean, an the procurement 9 

A. I thlnk ultimately boosters. We had to lace the ~act that 

all artillery laczlaties avaalable were already in use ~or the Allles. 

We bel!eved we ~ad ~o have ac!d steel ±or guns ana dlscovered later that 

we ~la not. That was a headache for a tlme. I was not very much dls- 

turbed about that because I ~new that we had great organlzatlons llke 

Allls-Chalmers and many others, about s lxteen of them, that were capable 

of ma~ng large shaftlng and they were capable ol produclng the i orglngs 

tha~ we needed !or artalleryo Of course, we had to develop our own 



machlnlng laclll~les. That was comparatlvely easy in the smaller 

callbers but we had to really step out w!th a new plan Ior the mounts 

oi the large Howltzer (I thmnk at was 9.2 - made by the btandard Press 

bteel Company ol Plttsburgh~nd some polnt in Indlana). There Later 

was a congresslonal !nvestlgatlon ol that and charges made agalns~ some 

periectly innocent ofilcers, one of whom was Colonel Hughes of the 

Ordnance Department - harshly cratlclzed for somethmng for whlch he was 

not in the least responslble. The Presldent eventually appolnted a 

secre$ board, a conf~dentlal board, of three offlcers (I happened to be 

one) and we had all the materlal made available to us to determlne the 

posltlon ol these accused men. It was just one of those things, that as, 

the men had just done their duty but the thzng had begun ~o draft slde- 

ways, at last attracted the attention of Congress, and then became the 

cen~er of a great t~oll. That was a case where we coul~ not use 

exlstlng iac!Imtles, we amd not have anythmng at all to apply and we had 

to ask that company to make large developments of addltlonal facllltaes. 

Colonel Jordan The War Industrles Board set up prlorltles, and 

there were a number of dmfferent admlnlstratlons independent of the 

War Industries Board. Were the prlorltmes establlshed by the War 

Industrles Board the ones that governed, or dad they have to have the 

approval oi these other admmnlstratlons, or was there such an understand- 

Ing that there was no questlonlng that those were the praorltles in the 

war that were to govern in the last analysls 9 

A. I thank you will flnd the record shows that the General 

Munltlons Board, 31st of March, 1917, was ~uthorized rlght back to the 
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war powers o~ the Presldent, and, by the way, somewhere there must be 

letters ~rom Presldent Wilson indlcatlng hls desire wlth respect to 

the exercise of certain powers that he regarded h~mseli as possessing 

under the general wsr powers of the Presldent. That board had ~uthorzty 

to establish prlorlty as between the departments of the Army and the 

bureaus of the Navy, the Panama Canal, whlch was then calling ior a good 

many Shlngs, and a number of other governmental agencles. I so not 

remember any conflict of any klnd wlth the other departments so I should 

say that becretary Lane, Secretary Redfleld, those c!vmllan departments, 

coniormed to whatever we established. At least, I recall no conillct 

'ol any klnd. Then when we arrlved at July, 1917, the War Industrles 

Board was establlshed, the flrst War Industries Board, you Wlll remember 

that the second one was based on the Overmsn Act whlch was not psssed 

until ~[arch, 1918. So from March, 1917 to Marc~, 1918, we were operating 

on the legal powers of these departments and the Naval bureaus and the 

war powers of the President and whatever power existed in the rather 

andeflnlte act called the Nat!onal Defense Act. In July, 1917, we then 

established a Priorities Board, headed by Robert S. Lovett of New York, 

wno was one of the great lawyers of the Unlted States, and that began to 

be a real priority organlzatlon because every move we made there was based 

on what Judge Lovett regarded as ~ound Law and any question was immedlately 

pushed into the corner because we then felt we had background, and power. 

That grew steadlly untml Mr. Baruch's board of 1918, whlch then developed 

thls list o± essentlal industrles, etc. - what was not in the basket was 

out of the basket, there was even less question, and, as you know, 
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everythlng then had ~o come un~er requlsltlon to get prlorlty authorlty 

But, as a prac~ical matter, Colonel Jordan, I ~ust do not remember. I 

th&nk I would have remembered had ar~thlng serlous arisen but I do not 

remember a slngle practlcal questlon or contentlon of any ol the great 

clvll!an departments of the government made wlth the Army I would have 

been ~2e one to have learned ~bout it because I th~k, if you w!ll read 

the record, the ultlmate power of declslon was with me and iI any one 

refused to obey I had authorlty of the President to ~ppeal to the two 

secretarles who would then assoclate themselves w~tn me, and I ao not 

remember ~ha~ I ever had to appeal. 

Colonel Jordan. What I want to know Is your recommendatlon In 

connectlon wlth thls proposed war adm~nlstratlon whlch we expect to set 

up under the moblllzatlon plan. Thelr actlon on prlorltles should be the 

governlng one in all operatlons in industry in the Unlted 5tares !n war. 

That is the way The Army Industrlai College ±eels and I wanted to know 

just how you lelt about it, slr 9 

A I thlnk it is covered in ~hst sentence where I said that 

when we have declared war we have only two alternatlves, one !s 

peace wlth honor and the other is aefeat. There ~s no ground in be- 

tween, and, ~herefore, every clvlllan Industry, whether of the 

government or of clv~l!ans, taEes second place to the war machine untll 

we have won the war or are sure we are golmg to be able to wln the war. 

I aon't thlnk there would be a blt of question ~bout that. We are not 

golng to call men and expect them to glve their Lives possibly and tall 

to arm or protect them because we are letting thls man proceed w~th D~s 
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private purposes. I cannot concelve that i~ our people can see it as 

you and I can see It that ~hey would support ~hat aoctrlne. I thlnk they 

would all say "Of course the war must come flrst." War wlll make our 

Presldent a dictator as it always has - we have always had Presidents 

patrlotlc enough even though they held that vast power to surrender it 

as if they were not aware of the iact that they possessed it That Is 

one oi ~he marvelous things about thls Democracy. 

Colonel Jordan- I have a quest!on here by a gentlemen who is 

too bashlul ~o ask it so I wlll ask it ior hlm, slr. It iS very much to 

~he polnt Is it practicable to freeze design at the begann~ng o± war~ 

In o~her words, what are we to do ~ to manulacture what is standardized 

or are we to continue to make changes whach people at the ±ront want and 

delay our productlon$ 

A. I will answer that by the Scrlptures - great refuge, you 

know: "Thls ought ye to have aone and not to have left the other undone." 

Now you have to ponder that a l~ttle, but I thlnk you have to do both. 

I wouAd say the flrst buslness ~s to proceed wlth deslgns that you have, 

get that smuf± ready, [we do not have to save, we are not a poor natlon) 

and while you are dolng that proceed to amprove if you can, o± course 

get~ing your improvement anto productlon as early as posslble, but ao 

not delay productlon, do not delay to produce the rlfle that your troops 

are now using, when they haven't enough of them, because you hope to 

proauce a better rifle, do not make rlfles wlthout bayonets because the 

design you can make in the issue as not ~ulte the design for a bayonet. 

~at as what I mean in ~hat last paragraph, for God's sake go ahead wlth 
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what you have~ I saw so many tnlngs happen because we reached zor the 

ideal, we aid not do the senslble and practlcal th~g that was rlght 

there - we could have done it as well as not. Now, one ol my very very 

dear Irlends (he was a friend of mlne from boyhood), dear llttle Colonel 

Eoy Hlllman, Ordnance 0±flcer at Rock Island had the task of developlng 

the three inch gun. We encountered dlfflcult~es ol des~gm, ol adaptlng 

~ne 2rench deslgn to ours. I never had a chance to talk to Colonel 

Hlilman about how ne felt about that. He dled, as you know, durlng the 

War. Also, we were separated, he was at Kock Island and I was here. 

As I see it now, we should have 3ust done both %hose thlngs we should 

have put the three inch gun that we were accustomed to into production, 

and it was not as good as the 2rench 75 nor the one that Colonel Hlilman 

was developlng, whlch I presume is the one we now have, but a three inch 

gun o~ the klnd we had or even that old 3.2 gun is a lot better than no 

gun when you are in the field, makes the same noise, it may hlt the same 

target - even the nojse Is good. The French, so Colonel Lombard, who, I 

thn_uk, is tnelr Milltary Attache right here In Washlngton, told me 

were uslng guns that had been used an the ~ranco Persian war !n '71, they 

needed guns along the llne =nd had to use them, later replaclng them wlth 

better guns, whlch they had to make. Deflnltely, I would proceed wlth 

sZandardlzed t~ngs untll I was sure I could meet the then demand, equlp 

my troops as last as I could, and concurrently wlth that, l~ it were 

posslble, I would take the newer thang. I would not ~alt an hour If 

somebody sald "Let me have those blueprlnts an hour more, I will do 

thls and that", I would say 1~No, not the next, tnls hour., By the 
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way, !ndustry has to do that sll the time Imag!ne what the automotmve 

indus~ry would be if they were always waltzng zor the next deslgn ~ 

They say to thelr englneerlng department "Thls is thls year's deslgn, 

now go ahead wlth next year's." That is Just common sense. However, 

I haven't any doubt that there can be good arguments made on the ocher 

side. 

Q. Colonel Scott, would you care to comment on the desmrab111ty 

oi reassmgnlng procurement functlons wlthln the War Department so as to 

lead to some such th!ng as the old P.S. & T. organ~zatlon and that would 

iniluence war elfort y 

A. I ao not feel competent to ao that. You see the organlzatlon 

that I was lamll~ar w~th antedated P.S. & T. I never nave taken much 

tlme co inqulre about the establlshment of P.S. & T. I may be qulte 

wrong about ~hls but I have ~umped to the concluslon ~hat that was perhaps 

a General Stafi operatlon, or it was the General Staff comlng over Into 

the procurement and dlstrlbutlon area. Beyond that I have not gone; I 

jus$ ao not know I saw the aevelopment ol the old peace-tlme procurement 

system into a war-t~me system. You would see it II we had a war, that is, 

see the tempo step up and men qulckly revlse thelr ideas of quantlty and 

costs. Costs, you know, mount so last the moment war is declared that 

your peace-tlme method o± dolng buslness is out of the window over nlgnt. 

I Hardly understood what P.S. & T. meant. I knew that General Wood, 

who was on my board in the beglnnlng representlng the Panama Canal, I 

thln~ he was Irom ~he Englneer Corps, and General Goethals came here to 

head P.b. & T., dldn't they~ 
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General Tschappat: Yes. 

bolonel bcott. But I ao not know what it meant except that it 

was an elfort, as I say, ~or the General btai± to galn a control whlch 

they had not theretofore had and whlch perhaps ior all I know is 

saluOary. Noboay sald anythlng crltlcal o± it in thls organlzat~on. 

Q I± publlc support were assured, ao you thlnk ~hat prlce 

~ix~ng at the beginnlng of the war would be practlcable~ 

A. You mean l± ~ust the man In the street were not hostlle 

to it ~ 

~. Yes slr, iI general support could be obtalned and could be 

assured in advance could price flxlng arrangements be put into eifect 

wlthln a reasonable tlme and oe practlcable ~n operatlon ~ 

A. O± course, you are speaklng of an Ideal condltlon there. 

Tne real trouble wl~h prlce flxlng ~t she outset ~s human nature as you 

flnd It. We men of course look on the act of our Government in declarang 

war an a certaln way, we are tralned to Look at at that way, but to the 

man an the street, If he has never partlclpated, never been in ~he Army, 

zt is a word in the beglnnlng, just a new ~orm ol commltment, a headllne 

in the paper. He !s the same fellow he was ~he asy before he saw ~hst 

headllne in the paper He is just as eager to make thlrty-elght per cent 

instead of a posslble seventeen per cent as he was the precedlng day, and 

it isn't untll what that declaratmon of war means and at reaches inslde 

that man to sometnlng perhaps that has never been tapped before, w~ch we 

call patr~o~ism, love of country, and shows h~m the need ol sacrzilcmug 

h~msel± %hat he beglns to get a polnt of v!ew that w~ll supper that act. 
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What I am ±earful oi, and perhaps thms would answer your question, Is 

that II we got statutory power to peg prices ana labor that it would 

break down of its own we!ght and we would have no means of policing it; 

~herelore, we would be right back where we started, only wlth the 

s!tuatlon that we created legally when we all adopted the 20thAmendment 

and dldn't enforce it that we just destroyed respect for the zorce that 

was there. That is what I ~m afraid oi that we would create a condlt~on 

more chao~ic tnan it would be i± at ~he outset we just leave the law 

o± supply and demand and ol competition between Industrles to govern 

until we reach the place where we can getholdof it ~s we dld in l917 - 

lorry-three per cent of the sseel industry in just one man. Just one 

man had to be converted: Judge Gerry, and when we had Judge Gerry wehad 

±orty-three per cent of the steel industry Then ~th Judge Gerry's 

Irlends. Mr. Schwab, Mr. Grace of Bethlehem, King of Jones and Laughlin, 

Campbell o± Youngstown Sheet and~ube, etc., perhaps seven men, we had 

almost elgh~y 9er cent of the most crucial industry, and when we had that 

we could act. ~hey policled thelr own industry. All they needed to do 

was ~o say. "Smith isn't playing falr", you sald ~o bmlth- "Well, bmlth, 

you play lalr or no mole limestone into your blast ~urnaces." "How can you 

stop that$, "We have prlorlty. We will ~ivert it to Brown. Thlnk ~bout 

it Mr. bmlth." There was only one such case, by she way. He thought about 

it, and he ~idn't tD~nkabout it any longer than it ~ook to go to the 

long distance telephone ~n our offlce up in the Munsey Bulldlng to change 

hls mlnd. But you see there we were not policing It - ~he indus~ry was 

poIiclng itsell. We have to make war not by imposing the Government on 

12 



our people but by dlrectlng the iorce whlch our people develop themselves. 

General Tschappat We thank you very much, Colonel ~co~t. 
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