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MAJ. GEN. W, H. TSCHAPPAT'S REMARKS
Introducing
COLONEL FRANK A. SCUTT, AUX. RES.
FIRST CHAIRMAN, WAR INDUSTRIES BUARD

Thig 1s the last of a series of lectures which has been
given in the Ordnance Office every week during this winter.

We are fortunate today in havaing as our lecturer Colonel
Frank A. Scott of Cleveland. Colonel Scott came to Washington in
1917 and was Chairman oi the General Munitions Board, later on he was
a member of the War Industries Board. Sance the War he has continued
to take an interest in the military affsars and wes for a time Chiet
of the Cieveland Ordnance Distract.

Colonel Scott has taiken for his subject this morning "Some
Lost Opportunities of the Wortd War'. I take great pleasure in
introducing ~

Colonel Frank A. Scott
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SUME LOST UPrJORTUNITIES OF THE WORLD WAR
By Colonel Fraunk A. Scott, Ord. Res.
(Chairmen, General Munitions Boerd,
War Industries Board, L917)

The Army Industrial College
~ Apraii 5, 1937

General Tschappat and Gentlemen.

I understood the General to say that I had taken as my
subject (I did in the sense that he tendered i1t to me and I accepted
1t) the title "Some Lost Opportumities of the World Wargy The General
assured me that I might coniine myself to industrial mobilization of
the.war as a whole, and after I had accepted I pondered that - in-
dustrial mobilization relating o our own country, iost opportunities -
and I saw that I had tet myself in rather deeply because most ot the
things that I would have to discuss would probsbly be the creatures
of my own brain. I was supposed to appraise and criticise my own
children, so I decided the (General probably believed that I knew enough
oi—;he Scriptures to hnave at least two things in mind: one, the
Beatitude "Blessed are the mercifui for they shall receive mercy",
and the other "Now abideth faith, hope, and charity, and the greatest
of these 1s charity " I came to the conclusion vhat aiter applyang
vhose two I maght even go ahead with this appraisal of my own progeny.

In any endeavor to appraise "Lost Opportunities", we must

iirst define Yopportunity". Just how are we using that word®? Is an
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opportunity merely something which, 1f embraced, would have produced
beneficent results, or is 1t also that group of objectives which, after
the event, appear to have been attainable, but the seizing of whach at
the time was impracticable because of momentarily insurmountable obstactes?
When I say "momentarily" I do not mean Just a moment - something that
was temporary, could be seen by the men on the ground but could not be
seen by us after the events. In this field we have scope for limitless
criticism and argument. It is the happy hunting ground of the easy
chair critic. Meny an evening in my comfortable library - studying the
ever fascinating subject of the Caivil War, I have ended the war 1in
1863 (simpliest thing in the world to do} by merely having Meade, at
Gettysburg on the evening of July 3, move forward from his left, and
then, throwing in his whole force irom Left to raight, rout Lee's weary
soldiers. Later, I have captured tnem all when the swollen Potomac
held them on 1ts north side for five hngry days. Now that 1s very
easy to accomplish. If you will go up on Cemetery Ridge you will see
how easy 1t was, remembering that over on the left there was only
McLaws Division and Hood!s Division, they had been badiy cut up the
day before, Lee's trains were just behind those two divisions to

their Left, then came the area from which Pickett had made his charge
ana the troops in that were badly cut up, then Hill's Corps, which had
not charged, had been rather inactive, and then nothing more until you
get way around to Johnson's Division at the foot of Culp's Hill, where
they had been driven and pinned down. It 18 periectly easy, in my

library, to end the Civil War right there. General Meade evidently

o



N e ST FEET TREE

TR T R TR ARG A e Ty o Ty S,
? Foom, gg_w
A
s 4

recognized diiiiculties not so apparent in my library, which made my
counterstroke too hazardous. Now, from that point we could develop

an argument as interminabie as eternity. Were the obstacles he thought
ansurmountablie really so aifficult? Did he recogmize them then and
govern himself accordingly, or were they discovered later and used by
his friends to defend an omission®? And so on and so on.

For our purpose today, I seem compelled to confine my comments
to those things which, 1f performed, would have assisted our industrial
preparation, and which might have been attainable, but either were not
recogmzed or were considered and not adopted. In review, 1t may appear
that my opportunity as Chairman of the General Munitions Board in 1917
afforded limitless possibilitaes and I missed some of them. That may be
so. As I recall 1%, however, 1t seems to me that my first reaction was
that there was a crying need for coordination, and instinctavely I
struggled tor those procedures that would contribute to progress, and
even more, and much more important, would avoid a descent into chaos!
It 1s very hard for you officers who may not have been here in 1917 to
preture today just what began to happen in 1917. A1l the procurement
departments of the Army and fave of the bureaus of the Navy that had
procurement powers instantly began to compete with each other, with the
pressure of millions of appropristions behind each one, compete with
our atiies, and compete with civilian industry without any decision as
to priority, and 1t was becoming chaotic faster than you can believe
untess you just happened to be where you could participate in some of

1t at the time.
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Congider, seriously, just how we, as a nation, enter upon war.
In countries where conscription exists and mobilization 1s a mere matter
oi order, the declaration of war is followed instantly by positive, nation-
wide, thoroughly organized activity. In England and the United States
1t 18 very different. In our country our military services are restricted
and governed in time of peace by numberless statutes which have no reier-
ence to war; and, when war is declared, these limiting statutes are not
automatically repealed. It may be possible that today there 1is an
act that repeals them, I do not know. There was no such legislation
in i917, so atl those limitaing stetutes, «nd I had a list of them
prepared by an Ordnance Officer, were still in effect after war was
declared. Consider in addition, 1if you please, that i1n 1917 war was
ceclared on Aprail 6, the Selective Service Act was not passed untail
May. Now we marvel about the cantonments  Some people who know sbout
such things marvel tvhat we got cantonments ready as prompily zs we did;
other people who do not know about such things marvel thst 1t took so
tong to prepasre them. But aiso mervel at this faect we had ninety
miliion dollars appropriated, we were ready to go, but Congress had not
decided how the army was to be raised, whether by the velunteer system
or by conscription, and 1t was impossible for the General Staff to tell
where they wanted the cantonments untrl they knew how the men were to be
drawn. You can see that deciding for the volunteer system would lead
you to believe that the bulk of your army would come from certain areas,
deciding 1t by conscription 1t would cnenge that division, and so 1t was

the second and possibly even the third week of Wey before we got
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. direction as to where the first cantonment was to be located  that
was (amp Devens at Ayer, Massachusetts. And yet war had been declsred
on April 6. ‘'he appropriation bill to supply runds tor war contracts
was not passed until June. WMeanwhile, 1t was a penal ctiense ior a
contracting officer to execute a contract involving expenditures for
which no appropriation had been made.
To buttress my own views (my views of course being based
on the experience of that time) at this point I gave you the ifollowing
from General Hagood's volume "We Can Defend America," page 173,
"puring the years of vpeace we are afraid
thet somebody will take advantage of the Government —
that 1s, munition mekers, the trusts, the matlefactors of
great wealth, or even the Army oificers themselves.
We bulld up a hair-splitting system of administration
and supply that befogs all of our war plens and in-

voives us in such a tangle of red tape and impracticable

procedure that the whole thing collapses the moment
war breaks out.?

That 1s lLargely due to these peace-time statutes that limit the
activities of the War Department in various directions.

In 1917 I was told by the Secretaries of War and the Navy that
I nad been selected to be Chairman of the Munitions Bosrd We all knew
what that meant - we had discussed that before. I teitt the White House
tor the Army-Navy State Department Building, Chairman of the General
Munations Board of this counbry, already about to enter the war.
This was perhaps March 30, 1917. T did not have s dollar of the
Government'!s money, fortunately I was able to take care of some of
those things myself, but as to the Govermment I hadn't a dolier, I

hadn't an office, I hadn't a lead pencil or scratch pad - I was Chairman
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of the General Munitions Board of this great country which was about
to assall one of the greatest military powers the world had ever seen,
and the preparation mede for it was just the statement to me. I,
tortunately, was wearing a derby hat, I wrote my tirst telegrams on
the top of that hat. You can see, therefore, how amused I am when I
read many of the craiticisms I have read as to why we did not meke
greater progress and what was wrong with the Genersl Munitions Board
of the Army and Navy in those first few weeks. The marvel 1s on the
other side I vhink the Army and Navy at vhat time did just what the
nsvion always expects them to do - the impossible

The war-time organigation of i9L7 was built up step by step,
starting with what war-making machinery we had within and without the
two military services. If you study 1ts development, I believe you
will decide that 1if there hed been no Council oif National Detense there
would have been no General Munitions Board, if there had been no
General Munitions Board there would nave been no War Industries Board
of July 1917, 11 there had been no War Industries Board of July L1917
there would have been no War Incustries Boara of Morch 1918, Each oz
these forms of organization led by process of natural development into
the next, untili we secured vhe ultimebe then ettainable That i1s the
whole story of our preparation. You men who in thas Army Industrial
Coltege may have studied the mimute books of the old War Industries
Board have seen there how one activity just naturally led to the next,
and, of course, as 1t progressed i1t brought its experienced personnel

with 1t.
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Uur steps in the nexlt emecgency mey be fewer and require less
time. Those who think the country could have stepped (and I have
read volumes which indicate this kind of thinking) irom peace into the
developed War Industries Board of 1918, can perhaps visualize a baby
stepping out of 1ts crib in the form of « middle-aged man with gold-filled
teeth and eye glasses complete. Perhaps that could be 1f the Creator
had chanced to plan 1t that way It does not appear that He did.

There was one purpose (thrs 1s particularly interesting, I
think, to men of the supply groups) underlying the orgenization oI the
General Munitions Board which should be emphasizea 1f we are Lo apprzise
Justly the vaiue of 1ts work. While, primarily, 1t was to coordinate
the activities of the various departments and bureaus of the two military
services, 1t was also designed to keep the work of those bureaus from
bogging down because of the rapid increase 1n volume, or from becoming
80 chaotic that some other general iorm of organization would be demsnded
by the counlry. The theory, which turned out to be true, was that af
the departments and bureaus were given help from the cutside they would
gradually strengthen themselves by accretions of regular officers and
reserve officers, and later by addations of powerfuli civilian help,
which would ensbie tnem successfully to meet the strain imposed by war
conditions. The natural alternstive was the organization of a great
civilian munitions ministry such as England was forced to adopt; and
this meant relegating Lo an obscure position the professional organi,a-—
tions upon which we depend in peace time and which must always be the

nucleus oif military technical knowledge and experience in war itime.
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We all know, now, that the procurement branches of the two services
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bore the strain and emerged intact. When the War Industries Board came
into power, it did not supersede the mitlitary orgenizations, 1t quite
naturally tound its functions in broader tields than those occupied by
either the army or the navy procurement branches - it became, in fact,
a super-control body governing national industrial activities at the time,
whether of war or peace. That was one of the great sstistactions of
that time +that these departments and bureaus aid come through and that
the country did not develop an education vo the effect "yes, these are
all right in peace time but when we have war we have to scrap them,
we have to get our citizens in there to do 1t " That wes the impression
that was Lett in bkngland after their wsr ond Mr. Llioyd George in his
volumes (if you gentlemen have not read them I commend them to you)
emphasizes that, makes 1t appear that 1f they hed rested upon their
profesgional services they probably wouid have been defeated.

Now I am going to enter the area suggested by the General -

some of the things that perhaps might have been done better

Price Control

liany of the desiderata of war-time orgenization or war-time
policy, which we now discuss with wonder thset they were not then immediately
recognized, adopted and applied, involve the problem of war psychology.
ithey were too far ahead of the public thought and feelaing to be instantly
imposed even by a popular war-time government. As some of you men are
young men «nd msy be in positions of grealt power in the nexv war I

would like, from that experience, to emphasize that point to you. You
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are 1n particularly grave danger of needing to have that poinv
emphasized. Ii you have paper plans snd are really ready to attempt

to launch something, when war comes you may easily ifind yourselves
launching something in which you get no support irom a country that

1s already at war, because the country does not wake up to the fact

ot what war means by the mere declaration by Congress of a condition

ot war. MNow, that 1s very hard to believe and you men who may have
been out wath the uniformed iorces at the time may not understand

1t but had you been here, or, if they have preserved ali the iiles,

1t you wiil go back into the fales of the General Munitions Board and
read the answers from men over this country that we wanted to come here
to help us 1n the begimaing and who six or eight months Later begged
for the chance to come and help, you will see that those answers were
always like the answer in the Scraipture: one had married a wiie; another
had bought a yoke of oxen, but they were not aware of the fact that
war meant that they must serve. That comes later. The things, there~
tore, that I am mentioning were not done instantly. Everyone 1n
authority recognized that the supply of essentials was bound to be less
tnan the demand. ‘he effect of this on priceg was obviocus  ‘Lhe 1deal
thing would have been to peg prices where they stood. Immediately
coiiateral questions arose- how about goods which involve imported elements,
rubber, manganese, etc.? How sbout our allies, are they to be granted
the same gcale of prices as our own government and people, «nd so on
and so on. une of the great steel companies nad a vast contract with

Japan at the time, and the price to the Japanese government wes
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considerably higher than our government would have been willing to pay,
much haigher than we would have fixed Whalt were we going to do?
Were we going to cancel the contract with Japan®? have that steel
company give Japan our arbitrary price in the United States?
Academically, we would say yes, that was the fair thing to do, but try
to do 1t practically, particularly try to do that kand of thing while
Congress 1s 1n session, even at the outset of a war, and see what
happens. And then keep in mind that what you are sitruggling for is
not chaos, not strife, 1t 1s not struggle zmong your own people, 1t 1s
progress, it is getting forwerd with your part of the business Con-
cervably the war powers of the President were broad enocugh to have
covered such action if he had deemed 1t vital to the wamming oi the
war, (and he was much interested, by the way, in that subject - price
tixing - he saw it very early «nd he continued his interest in 1t)
but 1t involved our entire financial structure. It would dislocate
many parts of the economic machinery. It would throw Congress into a
dafracult situation in relation to the interests of constituents. It
would, academically have been the proper course, but 1t was more reason-
able, more statesmanlike and in the end more infiuential toward success
1a the contlict to move slowly enough to secure the same result in
cooperation with producers, after the war spirit had spread sufficiently
1o prepare the people to make sacrifices.

We did, eventually, recognize the stark necessity for price
control. “4hat 18, as we were going to iinance the Alires and Iinance

ourselves we were going to do that by issuing bonds that had to be

10
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sold to our people, and tnat volume was going to get too vest ii

we allowed price range to continue as 1t was — we had to stop

there was no taw nor machinery for 1%t; 1t 1s, as 1 have said, an
exceedingly sensibtive subject and one difticult to cover by statute,
history proves it can not be accomplished sudgessiully through s long
period, yet in war 1t must be undertaken. Here again, i1i you study
the record, you will see that 1t passed through a process oi develop-
ment 1irst, a representative committee of the Councii oif Nataonal
Deiense headed by myself as Chairman of the General Nunitions Board,
(8na on 1v there were Secretaries Houston ond Lane, Mr. Baruch, and
one other person - I do not remember his name) then a series ot
cooperative movements of larger incustries, lumber, steel, etc.,

the General Munitions Board acting under the war powers oi the
President in conducting those arrangements and those price agreements,
and then a definite policy and organization under the War Industries
Boards of 1917 and 1918, aiso ascting under suthority of the President
We would have been the more justified in being drastic by our
knowledge that any system established contrary to Law would tall

at the declaration of peace, just fali of i1ts own weight as soon

as peace was esteblished. We must not, nowever, overlock the fact
that the statutory authority limited our discretion to "ifair and

just prices." Demand and supply could not be ignored at the outset
in interprebing those words. Now, those words, as I recall, and

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

Wational Detense Act that was passed 1n the summer of 1916, giving

11
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the Secretary of War the right to declare an emergency and also to

commandeer, evC., but the prices that he pays must be fair and just

prices. From our point of view, 1f we are Army officers, we will

say  "That 1s Congress endeavoring to protect the Govermment against

exorbitant prices by khe gseller", and the seller's lawyer says:

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

able attitude on the part of the Govermment " And so instead of

making war you make some law suits,and those will not help you.

You can do that sort of thing; we could have done 1t countless times.

I am just introducing these things for you gentlemen to reflect upon,

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

1t I were doing 1t again I would go slowly enough to know that when

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

perhaps be pushed out of the road, and 1f ailowen to remain there

would delay you longer than the voluntary delay that you would accept.
It may sound 1conoclastic, but my personal view 18 that

1t 1s as impracticable to consider eliminating profit from industry

at the beginning of a war, 1n a democracy such as ours, as 1t would

be by fiat to provide that the war should be fought wathout anyone

becoming too hot or too cold, or being allowed to go hungry or lose

sleep., 1 think one is just as reasonable as the other to be estab-

tished by Law at the oulset of war. 'Lhe oniy effect, and I am sSaying

this dogmatically because I want to impress you with 1t, oi course,

I may be wrong, oi an efiort to peg prices oif material .nd labor

at the outset of war would be seriously to disadjust the entire

12
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economic sbtructure, lead to an incredibie amount of chiseling both
by capital and labor, «nd, to the extent that these things would
delay progress, menace the possibility of uitimate success. How
could we enforce such a system without having, tirst, either esgtab-
Lished a sparit of cooperation, or second, provided some means of
poliicing labor, industry and commerce? Think about that. How are
we going 1o do 1t? Suppose we tomorrow might be reguired to under-
take 1t? President Wilson submitted those very thoughts to me when
I axscussed with him price control in 1917. He said: "Scott, do
you want a statute® Do you want us to pass a law®™ Well, I did not
because I do not know how you can draft a law to accomplish 1t.

That 18, I do not know how you can dratt a Law that 1s going to be

80 clear as to what 1s meant that nobody warii dare to take you into
court and try to hold you up while you are endeavoring to do 1t  And
80 the President, the two Secretaries, and myseli fell back on the
thought that we must have the cooperation of industry, which you can
always get when there 1s a war because indusiry ais Juét as patriotic
as we are, and when you have their cooperation they police themselves.
Say Lhe men in this room agree to maintain certain groups ol prices
and somebody in this room begins to do something different, that
immediately becomes known to their competitors, you do not have to
have amy police out Lo discover it, the competitors teil you  "A,

B, C, and D are breaking thas rule®; you have only to deal with &,

B, C, and D, you do not have to police the whole industry. 1 suggest

that you reflect on that just now, because the olher is so easy,

13
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pleasant, natural. Ui course, we do not want people to make money
out ol war, I agree with that. It is our method ot stopping 1t
that 1s important

You wilt discover, it 1s always an advantage to fight onty
one wer at & time, and, as 1 see 1t, to take on & fight waith an
enemy people and our own people at the same time might prove burden-
some. When we fixed the steel prices some enthusiast suggested
that, as I then had the steel group in hand, now we change that
Pittsburgh base rate, which was one of the pieces oif machinery of
the steel industry from the time there has been a modern steel
industry. He was an enthusiast of the Govermment and a patriot,
he thought that would be a fine thing to do. I said to him
"Let's tight one war at a2 time - we are iighting the Germans now,
not the American steel industry." It was ten or twelve years after
the war before they changed that. It would not have helped us,
although academacally the genbleman was raight.

Priority

ithe need for establishing priority between the various
departments and bureaus, and between the two services, was immedilately
recognized and guite effectavely determined and enforced. We dad
not, however, undertake to enforce 1t as between war requirements
and ordinary civilian needs until arter the esvablishment of the War
Inaustries Board in July 1917, and 1t was not thoroughly entorced
by adequate organization until aiter the establishment of vhe War
Industries Board of March 19i8 Now, in that iirst group, priority

between the departments of the Army, bureaus oi the Navy, and generally

L4
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beltween those services, I have no coubt we can pick up countiess
instances or littie chiseling operations within the departments

and bureaus - somebody thought 1t was ciever to do that We did not
have time to bother with that kind of thing, we knew 1t could happen,
1%t was not worthwhile to pick the man out and discipline him for it.
We knew as long as the machinery was established in the larger

gense, 1t would go over when there was anything oi any real importance,
that would be noticed, and priority would be esvablished, but I
haven't any doubi that men, moved by their desire to help their own
particular part of their own special department, avoided those things,
and 1t was not carefully policed. However, all the larger things
were well done. President Wilson, 1or instance, wanted all steel
sheetvs and boiler plate, etc.,, to go first oi all to the cestroyer
program, (things like that) and that was attended to, that was
important, there could be no chiseling on that.

As I see it now, at the outset we were tvoo considerzte of
civilian incustry. Perhaps our thinking was cloudea by Englend's
early motto — "business as usual " Lhat has been proclaimed rather
broadly, but, whatever tae explanation, the proclesmation of "essentzal
industries", which I think was a proclamation ot the War Industries
Board of March, 1918, should hsve appeared earlier, «nd priority,
based on that definition, eaforced so 1ar as necessary to expedite
war requisitions ‘Lhe decree of Revolutionary France in L1792 shouwld
have been our guide: "All France, and whatsoever 1t contains oI men

and resources 1s pub under requisiticon " If we had had a simple

L5
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act of that kind, just those words, and the President to enforce 1t
~— but vhen, of course, we are telking about defining the war
powers ol the President, which 18 an amusing thing, too, by the way.
Ii you went an example of a thing that 1s indefinable and undefined,
1t 18 the war powers of the President of the United States, that is,
we are talking about trying to put 1t into form of war. Such a brosd
decree might have helped us at the outset ‘the President, you will
remember, did in an address say that he wanted "torce without staint
and without Limit" - something to that effect, and we acted on that.
‘Lhat 1s, we acted on that theory, but this 1s quirte definite  "What-
soever 1t contains of men and resources is put under regquisition®.
President Wilson would have been justified in i1gsuing that
decree in Aprail 1917, in the United States It stated the fact and the
probablie need, but, politically, 1t was dafficult, perhaps impossible.
Qur people had not yet awakened to the signifacance of war. Now, I
am telling you this from the point of view of = man who was right here
on the inside of 1%, saw 1t day by day and hour by hour for the first
ten months. It took months before the American public really absorbed
the tact estabiished by a declaration of war, namely, we had but two
alternatives of which only one was thinkable - peace with honor or -
defeat! TYou would be surprised at the number of people who came down
apparently under the impression. "Well, Congress has declzred war,
yes, but of course they could adopt a resolution tomorrow and take 1t
back again® — that kind of a haphazard attitude toward such a subject

as a dectaration of war, and yet as the war machine rolled on the spirit

16
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01 war grew in our people, then those same people were ag drastic as
we wished them to be It 1s of the peginning I am telking, because
1t 18 when war begins that you men who are here are going to have your
dixfaiculties, 1t 1s the first six weeks, say, that you should be
thinking about and, 1f you wish to worry, worrying about.

Decentralization

The andustrial procurement program was aided by the de-
centralization obtained by dividing the country into procurement dis-
tricts. ‘“This might have been accomplished eariler, i1f we had possessed
the personnel. Here again war psychology was an important factor.

At the beginning, dollar-a-year men were «ll still too involved in
their own affairs to respond as they did after their relatives and
neighbors appeared in uniform  After the call was sent out ior
September, the scene changed very very fast bnd men who declined to
come at first were petitioning those in power down here tor an op-
portunity to gerve. Their brothers, their cousins, their brothers-in-
law, their gons were going out, 1f they were older they wanted to
teel they were doing something.

War Credits Board and Capital Issues
Commission

We may be charged with deliberation in the establishment
of these agencies (I am admitting that we may be charged.} Now we
review the occasion, 1t 1s obvious that private capital and credat
could not alone bear the burden of war expansion. We encountered the

problem, first, in making the contracts for rifles in May 1917. To
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have acted more promptly, or to have anticipated, conceivabiy maight
have been better, although I have no evidence of actual disadvantage

to our program Perhaps you gentlemen, in your studies have encountered
this, nevertheless, 1t was so obvious that I think that was the thing
we could just as well have omitted. But here again, we face the fact
that no objectives had been stated How could we plan in detzii until
we knew the problem® Even the President was probably uncertain as

to Just where and how to apply our rorce, until the situation created
by Ameraca's entry clarified itself enough to determine strategical
objectives. TYesterday, in this magazine of the New York fimes, I
noticed an interview with General Pershing and a general article

about General Pershing, and in that I observed these things, =spparently
eminating from General Pershing "When called to Washington, General
Pershing had no ankling that he would command an army of two maliien
men. It was notv even certain that the United States would do more
than heip i1inance and supply the Alties. He was first informed that he
was to lead a2 division in France - a mere symbol of Americz in the
tield. Qut of a clear sky he was then told that we would send a vast
army overseas &s fast as davisions could be trained and transportelzon
become available ¥ Now, I do not know about that as applied to General
Pershing, but I do know that that reflects the kand of thing that

was said to those of us who were in authority here and who wanted to
know what we were to do That 1s, whalt was the progran? what were we
aiming at? “his 1is another quotation from that same article "We

had to write our efiort in France on a2 white sheet of paper. Secretary
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Baker said  'With our economic output already at full tide to supply
the Aililes beiore our entry, we had to meet their increased demand,
paic ror by our loans to them, we hed to build the cantonments to train
the two million men, and to equap and arm them and transport them and
their supplies across the Atlantic'". You will observe that 1f you
were told ain March 1917 that you were to get ready eventually for an
army ol possibly four one-haif millionsg, your attack on the probiem
would be very aiiferent from being told that perhaps we should figure
the requirements of a million men, a part ol whom would probabiy go
overseas. 1 said to General Tschappat earlier this morning- "I

could write a real criticism (not this kind of a friendly cousin,
member oi the ramily craticism), bub 1t 1s no use IL wasn't anybody's
tault. The President of the United States himself did not know clearly
what was best tor us to do, we were all just digging 1n the best we
could, boping that 1f something happened we would have shetter encugh
to protect us - that kind of an operation. Even the President (I

want to repeat this to you) was probably uncertein as to just where
and how to appliy our force, until the situation created by America's
entry clarified itself enough to determine strategical objectives

You will remember the French General, General s Who wes 1h
our country, came to Washington in those esrly days and asked us

Just ©o send the manpower. They dic not ask ior arms, they wanted us
to conscript our men, ship them to France, they would train and arm
them to tight. Well, that is one phase that had to be considered at the

moment - you see, nothing was clear. lhey made that clear to him
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pretty quickly atter they got at it, but nevertheless his mere présence
here would react on men who were trying ito plan something else.
Publicity

T do not know whait you will think of thig, I do not know
what to think of 1t myself Une omission may have related to the use
ol publicaity - we may have had an exaggerated idea of the harm 1t would
do our cause to have enemy countries intormed of our preparations, or
our own people disappointed by over-optimistic prediction TWe, there-
tore, gave little, comparatively, to the press Our program might
have been reversed. Perhaps one way to break the enemy morale was to
emphasize, even exaggerate, the spectacle of Americs frolling on her
ioe." We had the men, money, material, why not ilef the worlid know we
would have a million and a quarter additronal rifies by the end of the
first year, five thousand guns from three inches up within sixteen
months, artillery and small arms ammunition without limit, four and
a half mitiions of men, and so forth® Those were all things that we
could have published. It certainly would not have been likely to
Wgive aid and comiort to the enemy." Instead, we all adopted a policy
oi silence, we duid not tell the world much sbout what we were doing,
and we retained our attitude of proud silence even when the world,
because 1t was uninformed, proclaimed that we were not coing anything.
Take my word for it, they did too. Now, as a matter of fact, no un-
prepered nation in the world!s history ever took care oi 1ts allies
and at the same time armed and equipped itself as promptly as did we.

Yet, while we were right in the midst of the program, & great national
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figure, an ex-President, in ifact, came out in a contributed editorial
on "Broom-~stick Preparedness." Were we too timid; too modest, too
sensitive of the appearance of vaingloriousness®? In addition to all
our other "“experts," should we have had at least one P. 'I'. Barnum?
1 do not kaow

e

Ponder this, however, two subjects certainly received ample
pubticity - asircratt and standardized motor trucks. You men who
were abroad perhaps do not remember what happened to those two sub-
jects. Was vhat helpful or harmful® Were the enemy disturbea snd our
own peopie encoursged”? Remember the attack that Congress made on the
Secretary because of the failure to carry out the aircreit program,
whach had been so publicized?

Industraal mobilization bears a strong resembitance to the
conduct of armies. When action has been decided on in the field,
plans made, orders issued, and the troops have been put in motion,
there 1s litbtle a commander can do until contaet i1s established and
the action develops. It 18 merely for him a period of anxious waiting.
pimrlarly, in the preparation of munitions, atter specifications have
been decided upon, guantities determined, contracts made, there 1s a
period of time during which material, men, and machinery must be
assembled or redistributed, jigs, tools and gages mamifacturea, and
during this period, to the inexperienced, nothing seems to be happening
- no tinished article appears. It 1s while we are in this dead-water,
and before the current of apparent progress i1s reached, that 1t 1s

essential to maintain the interest and enthusiasm of the public by

properiy directed and sufficiently restrained publicity. ALL old-
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fashioned people in the room will remember that in the country, when
the minister stopped in unexpectedly 1or dinner, after direction had
been given that the family rooster be decapitated, scalded and piucked,
and before he appeared as a chicken stew, there was little for the
Larmer host to do but endeavor to sustain the tlagging hopes and antici-
pations of his minister guest. You can encounter a situation exasctly
Llike that in any great program of munition development, and the question
1s what you are tvo do with the minigter during that period after the
rooster has gone to the pot and before he 1s on the dining room table?
I thaink that 1s a subject that will have to be interpreted when the
circumstance arises.

Should we consider the possaibilaty that we might, by too
much publicity, even start a ravairy between departments or individuals
which would create newspaper reputations not based on either efficiency
or accomplishment, and yet with a degree of public support that could
prove embarrassing? That i1s serious. 1 said to Mr. Baker (I happened
to be sitting beside him in a meeting) that I was going to come down
here, that I had a laittle paragraph on publicity, and that I thought
on another occasion I would be for 1t He was shocked, rmmediately
said  "Oh mercy, that i1s terraipiel! Why no, no, I would not be for at.m
Then he suggested this thought "Build up cheap newspaper reputations
of men who have a flare tor advertising, and no cther 1lare, and the
substantial people will be overloocked. "No, no", he said, "I am
terribiy against that." So here is the thought+ Should we consider

the possibility vhat we might, by too much publicity, even start a
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rivalry between departments or individuals which would create news-

paper reputations not based on either efficiency or sccomplishment,

and yet with a degree of public support that could prove embarrassing?

Without going outside our own history, we can recell Generals

Gates and Wiitkinson of the Revoiution, and General Butler ot the

Civil war. Those men were well publicized. Did their accomplishments

Justafy the degree of acclaim and public contidence which their

publicity programs produced” Did their temporary populsrity aid the

cause or did i1t injure more efficient officers who were not good

advertisers” I am afraid i1f I were deciding 1t today, except in

that period that I i1ilustrated by the farmer, I would stiil be

against a wide publicity. In other words, I would stiit want to

scrutinize that very closely, and apparently I am a littie more Liberal

on that point than Mr. Baker. I do not know the attituae of you

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

The Assistant Secretary of War

I have studied the program published by authority oi the
Assistant Secretary of War, entitled "Industrial Wobilization Plan,
Revised 1936 " (I assume that 1s the last revision of the program)
It evadences much painstaking study and labor, and the organmization
plans and outlines will, without doubt, save time and «void waste
of energy and much working «t cross purposes in the next emergency.
7o be of greatest service, oi course, 1t should be kept ilexable in
certain of 1ts sectrons, until the nature of the probiem and the

means available are known.
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You gentlemen, being of the regulsr service, of course
most of you know how much I love the two regular services so I may
say things ifrankly to you, not as coming from a civilian but as a
man who tries to look at your problems as you look at them. You are
having great disadvantages in everything that you do compared with
civilian inoustry, primarily because you are not entirely your own
governers in the sense that fongress has to supply you with means
You cannov, as a board of directors could, vote and establish your

own iinancial program. That 1s one disadvantage The other disad-

vantage 18 that in military orgamszation we have to proceed from rank

AN

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

of competition except when 1t comes to war, those of you that happen
to make up your mind dogmatically can shut off everything from the
organization below you 1f you let your minds operate that way 1In
industry that may not be done because competition forces a showdown
and that showdown has to come every year when the balance sheel 1s
published to the gtockholders, so you do not find industry becoming
too cogmatic because 1is competitors would presently put them out of
business. ‘Yherefore, when we in the Army and the Navy begin to make
paper plans we have to remember whet I =sm now sayiag that 1f havang
once made the plan, even though the kaleidoscope has rolled over two
or three times in the meantime, we will not change it, then a paper
plan would be worth nothing, then you would be very much better off
to start just as you saw the world the day war was declared. I do

not know which of you gentlemen may be working on those plans, but
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toke my word for 1t (I am telling you what the faet will be), if
your paper program does not fit the world on the morning that war

18 declared you will be worse off than if you had no program, because
you wili have machinery set up to do the wrong thing. O0f course, I
do not mean I would not make a paper program, I would make 1t, I
would be airaxd I had not made 1t quite raght and I would watch it
every day of my life,as long as I had anything to do with 1%, to see
1f the changing time reguired the plan to be changed. As Lowell
sala: "New occasions teach new duties.”

I venture to quote a few sentences to show you how at
one 18 the opinion expressed in this document with opinions, formed
from experience, which I had written into this address before I
resd The "Mobilization Plan.m

"Army and navy procurement planning must be coordinated ¥
That 18 a quotation from this plan of The Assistent Secretaryls
Offzice.

"Plans must be practical rather than theoretical.®

"Emergency measures become effective primarily through
the support of public opinion." I think that 1s very well said.

Ii 2t 2s anticipated that 1n this discussion I will
undertake to set up an i1deal organizstion to direct and conbrol
industrial reguirements for the next war, I must relieve that expec-
tation. 1 am not even thinking of that approach to the probliem. 5o
tar as I know, the simpie formuia of growing warriors by the process

of sowing dragon's teeth became obsolete some time «go. War, now, is
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Just a bitter business 1o be driven with incredibie force and velocity,
but stiti just a business, controlied and lamited by 1ts resources:
handied wisely or recklessly by 1its management, and succeeding in

the end by resson ot vision, coursge and industry directed by com-
mon sense. lhat 18 as I see 11, and thet is all business is

Assuming I am raght, we will enter the next war, as we did the

last, irom the platiorm we then occupy, and that pitatform wiil be
tormed oi the laws, military procurement agencires, customs and
prearranged system as then developed. We will never spring full
armed irom the brow of Jove, as Germany tried to do We seem able

To do that only in the books written after each war by the wise,
silent ones who, while we make our i1irst struggles, stand by with
pencil and noteboock to record our ungrsceful antics. Right in this
book (copy in hand) I encountered the name of a man vo whom we
appealed in the 11rst few weeks oi the war and who sidestepped the
question, yet here he 1s now telling us how to go to war. I wall

not mention his name because there i1s no use. He was one of the

wise, silent ones who, while we were making our iirst struggle

stood by with pencil and notebook to record our ungraceful antics,
and he has so well recorded them that he 1s quoted i1n this book.
Doubtless there were masny shortcomings of our early war organizations,
but 2f I had to cite one subject oniy which would have contributed -
most to progress I would say 1t was a definite statement of our first
overall requirements, (2i we could have had that, that would have

been the most important thing) givang prancipal items, approximate
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guantities and the time schedule desired. When I say "overallihm I
mean Lhe iarger matters, not the details, not: how are we going to
arm and equip a battalion down to the last button? - I do not mean
that, I mean the big things: how meny cantonments are we really
going to want? where are they going to be for twenty-seven or iorty
thousand men”? As 11 turned out there had to be questions like

that that could have been approximately accurate snd promptly answered.
I have been told, 1n recent years, such a tabie existed. General
Tschappat di1d not tell me that, but another Yajor General of the
Army dad. It 1t dad, 1t was well hidden, for during the first ten
months of stremuous endeavor I never heard of 1t. However, the Magjor
General saild there was a program of requirements ior & million men
that had been in existence tor some time prior to the war. It i1s
rather amusing 1f our orgamization is such that we can get up a
document as important as thet, go to war, and be unable to find
anybody who knows there 1s such a document or where 1% i1s. 1In its
absence our attack was piece-meal, as 15 the case with green troops.
‘that camnot be charged to anybody. Keep in mind that even these
things I am saying critically here cannot be charged against an
individual. TYou camot say. "“General So and So%, or, "Mr. 5o and
So was responsible for this or that." It 1s in the situation.

It 1s Uncle Sam's way of casually getting into a big day's work.

We pinch «nd starve our military services in peace time and then,

in a2 war emergency expect them to pick results out of the blue.
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Ana we do - T mean, we civilisn populstion. It 1s the way or all
unsrmed nations, conspicuously England and the Uniteo States.
Personally, I would not chenge i1t if the alternataive had to be a
nation armed and prepared for aggressive warfare, for instance,
Italy or Germany. However, there 1s s sensible, saie and economical
middle course which our people gshould be encouraged to take. The
Assistant Secretary of War's office 1s making a notable contribution
toward this end,

The National Defense Act, with broad powers assigned to
The Assistant Secretary of War, the division of our country anto
procurement areas organized by departments, with a definite assignment
of avaiiable facilities; and many advances in the detsil of organiza-
tion, will heip us in the next emergency, if we do not grow too
dogmatic now. FEven so, take my word ifor 1t, you will be astonished
to witness vhe improvisation that will stiil be demended and the
crying necessity for coordination as soon as the machine starts to
roll,

Will there be a complete and prompt determination of require-
ments as to design, quantity and praoraty? Willi naval requirements
be coordinated with ermy requirements from the outset? Etc., Ftc.

In those days we had an Army-Navy Joint Board. I appealed to it
immediately ~ let's see your minute book, what have you been doing,
what 15 1t we are to coordinate here? There had been no meetings

of the Joint Board. The Joint Bosrd had existed on paper; gentlemen
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had been oppointed and were serving in the District of Columbis,
but the Chairman had never had them together. As you Looked at the
vable, there was something that was getting ready, but was not
ready That 1s one of the dangers, of course, of paper organiza—
tion. Plan as well a8 we mey, we will stalt be torced to improvise.
"For war, least of all, conforms to fixed rules, but itself 1in most
caseg has to form its plans to suit the occasion as 1ts own resources
allow." Ii you wall permit, I would like to give you that sentence
again: “For war, least of all, contorms to ifixed ruies, bul itself
in most cases has to form its plens to suit the occasion as 1ts
own resources allow.! I think all of us that are trained wilil
agree to the truth of that, and, by the way, 1t 1s from Thucyaades,
Chapter 122, Book 1.

It sounds quite up to date, but was probably written about
420 B.C. The principal reason for our inability to plan the next
war probably rests in the very nature of war. That I had wraitten
betore I happenea to find amongst some notes that I had mede (had
them 1n a paper portfolio in my library, mede evidently years ago)
that sentence from Thucydides I decided I would use 1t here, but
beiore I noticed that I had wraitten this. "The prancipal reason for
our inability to plan the next war probably rests in the very nature
of war" - just the thing that he defines zor us. It demends such
expansion of thought, such superhumen expression of thought in action,
that adequate plans made in peace time, Or ot the begimning of a war,

would seem tantastic. So, 1n peace Time, We are really never making
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adequete plens for the next war, we are merely replaming the last
war in the light of that experience pilus a part of the general
progress made 1n the meantime. OQne thing to ponder 1s the fact that
aiter sppraising all the accomplishments of war time and the possi-
bilities of the iuture, we have provided a piece of organigation
machinery under The Assistant Secretary of War, and the Army and Navy
Munitions Board, which closely resembles the 0ld War Industries Board
and Generai Munitions Roard of 19Ll7. You see, we can just prove to
ourselves that what we are doing 1s replenning what we did in 1917,
whereas what we are going to do whenever we have & war 1is 1o meet
that situation with the answer to the guestions which then arise.
This may help us because 1t stimulated our thought. I ao not know
how much farther than that we will be able wo go.

In 1917 we had to begin with the organization machinery we
possessed. These were, the procurement branches of the two services,
the General Staif, the war powers of the President, the rather temuous
powers existing in the Council of National Defense - the latter
proving to be a God-send, however, when used in conjuunction with the
other groups of established authority. TYou see, we had to protect
everybody, there had to be some spirit of law in what we were doing
because we might encounter a situstion that leter would be very serious
for men who mighl have usurped authority, or something of that kind.
We can never be too thankful that the President, the Secretaries of
War and Navy, the Director of the Council of National Defense and the

representatives of the General Staff were all men of such vasion and
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flexibility as to respond guickliy to the demand to stretch thin
authority to 1ts elastic limit to enable us to make headway
promptly. OULd General Scott, Genersl Bliss, and the man they
appointed wo represent the Staif, General Palmer, were
remarkable in their flexability «nd the way they pushed everything
to the Llimat, no matter what authority there might be behind them
or absence of authoraty.

The guickest and surest method was the one adopted, the
establishment of a General Munitions Board by order of the two
Secretaries, composed of officers delegeated and authorized by the
heads of Departments of the Army and Buresus of the Navy, including
also certain skilled cavilians, thus preserving and unitang in
one coordinating body all suthority of law and Presidential power.
This was the simplest way to develop a workable machine. It
required no new statutes, 1t upset no established authority; 1t
trod on but few sensitive toes. It created, in tact, the minimum
oif reaction and consequent delay Contrast this with Mr. Lloyd
George's story of the British begimming and observe how terdy
they were in developing and expsnding compared with the American
effort Fail not to observe that they had, as well as their own
resources, all of ours to draw upon when they went into war in
1944, while we had to develop ours and at the same itime protect
the requirements in our country of Englsnd, France; Italy, and
Russia. You will remember in the article I read from the New

York Times that Mr. Baker commented on that same thaing, although
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he and T have never discussed i1t that I recall.

It I should, ain justice, say a word in defense of the
General Munitions Board of March 1917, betore concluding our
subject, (end remember that board was officers of the two regular
servicese the Army and the Navy - @ 1ine body of men right
straight through} 1t would be this: we should not expect men,
suddenly charged with the duty of orgamizing industry {or war,
to visualize their task on a scale larger than the war itself.
Therefore, Llet us all be reminded that in May 1917 even the
General Stati visualized the war on the basig of approximately
1,000,000 men Our first call under the Selective Service fct
was tor 750,000 men to appear in September.

You gentiemen of the Army are devoted to processes which
are complete and effective. Of course that is your type of
thinking  You would eliminate all elements of chance, so that
the thoroughness attained by the War Industries Board of March
1918 appeals wo you. I do not in the least minimize the vast and
valuable service to our nation which that body faithfully rendered.
I do feel, however, thalt we must recognize that i1t was a develop-
ment of a year's work and experience both in organization and
perscrmnel, It would be a serious mistaxe to anticipate that any
body of men, however capable individually, suddenly summoned to
man such an organization 1n an emergency, could even approximate

the efficiency of the Board which Mr. Baruch headed in March 1918.

Just like comparing the fighting efficiency of the First Division
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when General Sibert took 1t to Frsnce with the Fairst Division that
he brought back, or some successor brought back, to the United States.
(Same neme -~ not even as many men). It would be the same with any
great civilian organization
I had a fraend years ago who was a Jjudge, a strong member
of the Episcopal Church, who iived at Akron, Ohio. His name was
Marvin He had a Sunday School class of littie boys, and he undertoock
to explain to those boys on three different Sundays the meaning of
the omnipresence of the Lord, the omnipotence of the Lord, and the
omniscience of the Lord I am going to deal onily wath the omnipotence
oi the Lord, on the Sunday that he told the boys zbout that. When
he got all through, one little boy said: "Judge Mervin, could God
make a year old calf in a minute®" The Judge said: "I don't know -
1t would seem a strange thaing to expect the Lord to do, but, yes, I
should say, my boy, 1f the Lord wanted to He could make a year olid
calf in a minute." The little boy said. "It wouldn't be a yesr old,
would 1t?" That applies very well to this discussion of paper programs.
You hold a doctrine to which I subseribe most sincerely - 1t
1s that a good soldier makes the most of such resources as are placed
at his disposal. If everything is orderiy, regulsr and suiiicient,
so much the better and thank God zor it. But if that i1s not the cese,
and you have to improvise and adjust and readjust and try to fat square
pegs into round holes, and victory hovers on the brank, then for God's
sake, proceed with what you have and do not waat for the ideal. The

experience of 1917 1s the basis for my telling you these things.
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The latter condition faced the administration and the Generzal Munitions
Board in 1917 and we tried to meet the emergency as good soldiers should
with tnhe only means then available. Restrictions were countless,
auvhority and power were questionable, the requirements were only
partiaily defined, and constantly changing, but we did not delay, we
did not fall back behind excuses that might have been justified, we
acted, ond thereby saved months which (and we like to flatter ourselves)
may have saved the war

General Tscnappat, I am very grateful for this opportunity,
sir, to be with you and your officers and have the priviiege of

harasnguing them.
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DISLUSSIVN FULLOWING LECIURE
"ouMb LOST OPPURIUNILFIES UF L'HE WORLD WARY

by
Colonel krank A. Scovt, Aux. Res.
Firstv Chairmen, War Industries Board

Colonel Jordan., I went to teil you, Colonel Scott, how much
‘the Army Industrial College values the lectures you have given to the
Colliege at various times and how we tressure those lectures and study
them. I have in my hand here, sir, a volume entitled "Lectures by Colonel
Frank A. Scott, kirst Ghairman of the Wer Industries Board". It is a
volume 1n which your lecturesg from 1925 to 1935 are embodied, and I
want to present this to you, sir, with the affection and admiration of
The Army Industrial College.

Colonel Secott. Thank you.

Coionel Jordan. It 1s a great pleasure to do 1t, sir.

CoLlonel Scott I appreciate 1t very much, Colonel Jordan.

Qi course when I began these lectures I did not quite reaslize the
responsibility I was assuming to those gentlemen who would come aiter.
However, I believe that whatever I have said «t any time was whet I
sincerely believed at that time.

I hope there will be no embarrassment, gentlemen, about asking
me questions that might sound critical. This 1s jJust a business - nothing
personal about 1t. If any one has the view that we might have done
something and I have omitted to mention 1t I would be delighted to know
what 1t 1s.

{. Colonel Scott, just zbout how soon was the first military
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program adopted? What dia 1t consist ox?

A. It came piecemesal. We svarted to work on the reguirement
of a miltion men 1n a haphazard way, that is, you say a milliion men,
2 miilion men doing what® a million men in camp® a million men 1in
action® a million men in maheuver? s million men in the trenches?
You see when you get into the subject how vast 1t becomes? We began
talking <bout e miilion men in May. I believe that the General Staff
actually thought of calling a miilion men in September «nd that that
was subsequentiy modifaed to the seven hundred ritty thousand that we aid
call. ‘Lhe minutes of the General Hunitions Board will show you that
we started to bulld cantonments on the table of organization as 1t
then stood, which meant a division of say twenty-seven thousand men,
and betore we had the buildings erected the companies were changed,
(2t 15 a Long tame ago, 1t 1s hard tor me to remember) Let us say were
increased eighty thousand by a change of organization tabile in krance which
changed our construction program, increased the size of the caties we
were preparing rrom twenty-seven thousand to approximately forty
thousand each. All our redquisitions were of that sort. We started in
on artillery ammunition, three inch ammunition was probebly the first
for which we Let contracts for a certain number, then expanded 1t
presentliy, machine guns and rifles the same way. As I remember, we
established the quantity and stood right with 1t untii the contract was
completed and then made an additional contract. Wasn't that the way we
did 1t, General Tschappat®

General Tschappat That 1s correct.
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Coloneld Scott: But 1t was about May beiore we began to have
an orderly picture of what we were attempbing.

I am aireid you gentlemen are too modest or a livtie too timad.
bome oif you certoanly have seen things that you wonder about or that
you criticize, and here you have a chance to fire right at the target,
why not shoot?

@ Ii you had to do 1t again, Colonel Scott, wouid you be in
iavor of creating new facilities ior production or would you try to make
a greater eifort to use the large capacity we already have by modifica-
tion?

A. At all tames, 1f there i1s any record of my personal
atbitude, you witl find that I was in favor of utilizing the facilitaies
we had I remember asrguing with some one on the point thet I would rather
take a shop that had been making lawn mowers and turn 1t, Let us say,
into & shell machining plant than ©vo build a new plant for that purpose.
You have orgamization, you have morale, you have the "know how" about
many things, ete. The greatest single discussion of that kind was be-
tween General Baker and myself over the motor truck program. General
Baker had his own way in that against my Judgment then. General Bsker is
dead now but I oo not believe the General modified his view aiterward; I
have never modified mine. I encountered this embasrrassment, General
‘f'schappat- General Baker, who was a good advertiser, had a motor truck
brought over nere, a hand picked one, hand made really, and he invited the
President and dSecretary of War and myself to be at a certesin point to

inspect 1t, he had the photographers there ready to photograph 1t T
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did not go because I so disbelieved in diverting machine tool hours to

a2 special thing of that kind in order to win a war - my God, there had
been a war going on for four years, those troops were well supplied!
Weli, I am talking as 1f the Genersl were here and he i1sn't here, but he
still may be able to hear me and know that I am still doing business at
the old stand. Well, I did not go. The President was gracious and went,
the Secretary of War was gracious and went, and after i1t was all over
Mr. Baker said+ %Did you gelt the anvatation?®

HYeS oM

"Dad you know the President hed accepbed?®®

"Yes . "

"Well, so long as you are part of this war-making machine when you are
invited somewhere and you are iniformed the President has been invited
and has accepled, you accept.V

General Tschappat: What 1tem gave you the most concern when
you were chalrman of the General Munitions Board - what item of equip-
ment, I mean, 1n the procurement?

A. T think uiltimately boosters. We had to face the fact that
all artitlery tacilities avsilable were already in use tor the Alties.
We believed we had to have zcid steel tor guns ane discovered later that
we did not. That was a headache for a time. I was not very much dis-
turbed about that because I knew that we had great orgamrzations like
Allis-Chalmers and meny others, about sixteen of them, that were capsble
of making large shafting and they were capable of producing the forgings

that we needed for artillery. Of course, we had to develop our own

it -
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machining facilivies. That was comparatively easy in the smaller
calibers but we had to really step out waith a new plan for the mounts
of the large Howitzer (I think it was 9.2 - made by the Standard Press
bSteel Company of Pattsburgh «nd some point in Indiana). There later
was a congressional investigation of that and charges made against some
periectly innocent ofiicers, one of whom was Colonel Hughes of the
Qrdnance Department - harshly craticized for something for which he was
not in the least responsible. The President eventually appointed a
secret board, a confidential board, of three officers (I happened to be
one) and we had ali the material made available to us to determine the
position of these accused men. It was just one of those things, that 1is,
the men had just done their duty but the thing had begun to draft side-
ways, at lLasgt attracted the attention of Congress, and then became the
center of a great turmoal. That was a case where we could not use
existing facilities, we did not have anything at all to apply and we had
1o ask that company to make large developments of additional faeciliities.

Colonel Jordan The War Industries Board set up priorities, and
there were a number of different administrations independent of the
War Industries Board. Were the priorities established by the War
Industries Board the ones that governed, or did they have to have the
approval oi these other administrations, or was there such an understand-
ing that there was no questioning that those were the priorities in the
war bthat were to govern in the last analysis®

A. I thank you will find the record shows that the General

Munitions Board, 3ist of March, 1917, was authorized raght back to the
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war powers oi the President, and, by the way, somewhere there must be
ievters irom President Waison indicating has desire with respect to

the exercise of certain powers thal he regarded himselt as possessing
under the general wer powers of the President. That board had authority
to establish prioraity as between the departments of the Army and the
bureaus of the Navy, the Panama Canal, which was then calling for a good
many things, and a number of other govermmental agencies. I ao not
remember any conflict of any kand with the other departments so I should
say that becretary Lane, Secretary Redfield, those civilian departments,
coutormed to whatever we established. At lLeast, I recall no conilict

‘of any kand. Then when we arrived at July, 1917, the War Industries
Board was established, the first War Industries Board, you will remember
that the second one was based on the Overmsn Act which was not pesssed
until March, 1918. So from March, 1917 to March, 1918, we were operating
on the legal powers of these departments and the Naval bureasus and the
war powers of the President and whatever power existed in the rather
andefinite act called the National Defense Act. 1In July, 1917, we then
established a Priorities Board, headed by Robert S. Lovett of New York,
wao was one of the great Lawyers of the United 3tates, and that began to
be a real priority organization because every move we made there was based
on what Judge Lovett regarded as sound law and any question was immediately
pushed into the corner because we then felt we had background, and power.
That grew steadily until Mr. Baruchts board of 1918, which then developed
this 118t oi essential industries, etc. - what was not an the basket was

out of the basket, there was even Less question, and, as you know,
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everything then had to come under requisition to get priority authority
But, as a pracuical matter, Colonel Jordan, I just do not remember. I
think I wouid have remembered had anything serious arisen but I do not
remember a single practical question or contention of any oif the great
civilian departments of the govermment mede wath the Army I would have
been the one to have learned «bout it because I think, if you will read
the record, the uliimate power of decision was with me and 1f any one
refused to obey I had authority of the President to «ppeal to the two
secretaries who would then associate themselves with me, and I ao not
remember that I ever had to appeal.

Colonel Jordan, What I want to know i1s your recommendation in
connection with this proposed war administration which we expect to set
up under the mobilization plan. Their action on priorities should be the
governing one in all operations in industry in the United States in war.
That 18 the way The Army Industrial College feels and I wanted to know
Just how you iteit about 1t, sair?

& T think 1t 18 covered in thet sentence where I said that
when we have declared war we have only two alternatives. one 1is
peace with honor and the other is defeat. There i1s no ground in be-
tween, and, therefore, every civilian industry, whether of the
govermment or of civilians, takes second place to the war machine unmbil
we have won the war or are sure we are going to be able to win the war.

I aon't think there would be a bat of question about that. We are not
going to call men and expect them to give their lives possibly and iaal

to arm or protect them because we are letting this man proceed with his
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private purposes. 1 cannot conceive that i1t our peopie can see 1t as
you and I can see 1t that they would support that doctrine. I think they
would aLtl say "Of course the war must come farst." War will make our
President a dictator as it always has — we have always had Presidents
patriotic enough even though they held that vast power to surrender it
as 1f they were not aware of the fact that they possessed 1t  That is
one oi the marvelous things about this Democracy.

Colonel Jordan. I have a question here by a gentlemen who is
too bashiul vo ask 1t so I will agk 1t for him, sir. It 1is very much to
the point Is 1t practicable to freeze degign at the beginning of war?
In other words, whalt are we to do? to mamufacture what 1s standardized
or are we to coatinue to make changes which people at the ifront want and
delay our production?

A. I will answer that by the Seriptures - great refuge, you
know: "Thas ought ye to have cone and not to have teft the other undone.m
Now you have tc ponder that a little, but I think you have to do both.

I wowid say the first business 1s to proceed with designs that you have,
get that stvufi ready, (we do not have to save, we are not a poor nation)
and while you are doing that proceed vo improve 1f you can, of course
getting your improvement into production as early as possible, but ao
not delay production, do not delay to produce the rifie that your troops
are now using, when they haven't enough of them, because you hope to
proouce a better rifie, do not make rifles without bayonets because the
design you can meke in the issue is not yuite the design for a bayonet.

ihat 1s what I mean in that last paragraph, for God!'s sake go ahead with

wecon? Aty Sl
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what you havel I saw so many things happen because we reached tor the
ldeal, we aid not do the sensible and practical thing that was right
there - we could have done 1t as well as not. Now, one of my very very
deer iriends (he was a friend of mine from boyhood}, dear little Colonel
Roy Hiliman, QOrdnance Oificer at Rock Island had the task of developing
the three inch gun. We encountered dafficulties of design, of adapting
tne french design to ours. I never had a chance to talk to Coloneli
Hiiliman abouit how he felt about that. He died, as you know, during the
War. AlLS0, we were separated, he was at Rock Isiand and 1 was here.

As I see 1t now, we should have just done both those things we should
have put the three inch gun thal we were accustomed to into production,
and 1t was not as good as the trench 75 nor the one that Colonel Hiliman
was developing, which I presume 18 the cne we now have, but a three anch
gun of the kind 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, 1t may hit the same
target — even the noise 1s good. The French, so Colonel Lombard, who, I
think, 15 their Mailitary Attache raght here in Washangton, told me

were using gung that had been used in the kranco Persian war in '71, they
needed guns along the line ond had to use them, iater replacing them with
better guns, which they had to make. Definitely, I woutd proceed with
standardized thangs until T was sure I could meet the then demand, equip
my troops us fast as I could, and concurrently with that, il 1t were
possibie, I would take the newsr thing. I would not wait an hour If
somebody said  "Let me have those blueprints an hour more, I will do

this and that', I would say  "No, not the next, this hour." By the
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way, industry has to do that sll the time TImagine what the automotive
industry would be 1f they were always waiting tor the next design?

They say to their engineering department "This 1s this year's design,

now go ahead with next yearts." That 1s just common sense. However,

I haventt any doubt that there can be good arguments made on the other

side.

Q. Colonei Scotlt, would you care to comment on the desirability
ot reassigning procurement functions within the War Department so as to
lead to some such thing as the old P.5. & T. organization and that would
anf luence war eifort?

A. I ao not feel competent to oo that. TYou see the organization
that I was familier with antedated P.S. & T. I never have taken much
tame vo inquire about the establishmeat of P.S. & T. I may be quite
wrong about this but 1 have Jjumped to the concliusion that that was perhaps
a General Stafi operation, or 1t was the General Staff coming over into
the procurement and digtribution area. Beyond that I have not gone; I
Just ao not know I saw the cdevelopment of the old peace-time procurement
system 1nto a war-time system. You would see 1t 1f we had a war, that 1is,
see the tempo step up and men quickly revise their ideas of quantity and
costs. Costs, you know, mount so tast the moment war is declared that
your peace-time method oi doing business 1s out of the waindow over night.
I hardly understood what P.S5. & T. meant. I knew that General Wood,
who was on my board in the beginning representing the Panama Canal, I
think he was from the Engineer Corps, and General Goethals came here to

head P.5. & T., dadn't they?

10
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General Tschappat: Yes.

Golonel beott. But I ao not know what a1t meant except that 1t
was an effort, as I say, for the General Htaif to gain a control which
they hed not theretofore had and which perhaps for all I know 1s
salulary. HNobody said anything critical of 1t in this organization.

 If public support were assgured, do you think that price
1ixang at the begimning of the war would be practicable?

A. You mean 1f just the man in the streel were not hostile
to 1%7?

4« TYes sir, 1if general support could be obtained and could be
assured in advance could price fiXing arrangements be put into eifect
within a reasonsble time and be practicable in operation?

A, Ui course, you are speaking of an ideal condition there.
the real troubie with price faxang «t the outset is human nature as you
find 1t. We men of course look on the act of our Govermment in declaring
war in & certain way, we are trained to look at 1t that way, but to the
man in the street, 1f he has never participated, never been in the Army,
1t 18 a word in the beginning, Just & new torm of commitment, a headline
in the paper. He 1is the same feliow he was the asy before he saw vhat
headline in the paper He 1s just as eager to meke thirty-eight per cent
insbead of a possiblie seventeen per cent as he was the preceding day, and
1t isn't until what that declaration of war means and 1t reaches inside
that man to something perhaps that has never been tapped before, which we
call patriovism, love of country, and shows him the need of sacriiicing

hamseii that he begins to get a point of vaew that will support that act.

1L
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What I am fearful of, and perhaps this would answer your question, is
that 1f we got statutory power ©o peg prices ang labor that 1t would
break down of 1ts own weight and we would have no means of policing 1t;
theretore, we would be right back where we started, onity with the
situation that we created legally when we all adopted the 20th Amendment
and didn't enforce 1t that we just destroyed respect for the rorce that
was there. ‘'hat 1s what I am afraid of +that we would create & condition
more chaotic tnan 1t would be 1f at the outset we just leave the law

of supply and demand and of competition between industries to govern
until we reach the place where we can get hold of i1t a8 we did in 1917 -
torty-three per cent of the steel industry in just one man. Just one

man had to be converted: Judge Gerry, and when we had Judge Gerry we had
forty-three per cent of the steel industry Then with Judge Gerry's
iriends. Mr. Schwab, Mr. Grace of Bethlehem, King of Jones and Leughiin,
Campbell of Youngstown Sheet and ilube, etc., perhaps seven men, we had
almost eighty per cent of the most crucial industry, and when we had that
we could act. ‘hey policied their own industry. Ail they needed %o do
was TOo Szy. "Smith i1sn't playing fair", you said to bmithe tWell, smith,
you play fair or no more limestone into your blast furnaces." "How can you
stop that?" "We have priority. We will diveri i1t to Brown. “hink about
1t Mr. bSmith." There was only one such case, by the way. He thought zbout
1t, and he uadn't think about 1t any Longer than 1t took to go to the
long distance telephone in our office up in the Munsey Building to change
his mind. Bult you see there we were not policing 1t — the industry was

policing 1vseili. We have to meke war not by i1mposing the Government on

i2
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our people but by directing the force which our people develop themselves.

General Tschappat We thank you very much, Colonel Scott.
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