THE ARMY INDUSTRIAL COLLEGE
Jashington, D, C.

Course 1938-1939

THOUGHTS ON INDUSTRIAL MOBILIZATION BASED
ON MY IXPERIENCE YITH THE WAR INDUSTRIE- BOARD DURING
1917-1918,
by
Braigadier Gencral Seth Williams,
The Quartcormasteor, U. S. Varine Corps.

larch 27, 1939,

AIC(3/31/39) 6h

~

P

4

&

£



THOUGHTS ON INDUSTRIAL MOSILIZATION BASZD O MY EXPERIENCE {
WITH THE wAR INDUSTRTES BOsRD DURING 1917-1918,

My excuse for appearing beforc you this morning is that Colonel
Miles has requested me to give you a short talk based on my experience as
a representaitive of the llarine Corps with the War Industries Board during
1917-1918,., I approach the task with nesitation as the part I played was
such a minor one. Twenty-one years have passed since those exciting times
and as I kept no notes the experiences I am to tell you about are only
those that stand ocut 1n my memory after all these years. You who have
been studying the problems of industrial mobilization have a much clearer
ricture of the funciions of that board that I could possibly have had at
the time, I was a young major in the Marine Corps in c¢harge of the Pur-
chasing Division in the Quartermaster's O0ffice. I was also 1n active
charge of the comstruction of our cantomment at (uantico., The Tact that
T was 1the solec representative of the Mariac Corps oo the ‘Jjar Industries
Boaid should have given me the opportunity to become thoroughly familiar
with all 1ts workings but my other dutiros prevented this, I did, however,
try to be present as often 2s vossiblec at the daily morning meetings of
the Reguirements Comuittee.

When bthe Wor Industries Board was first orgenized lhe industrial
gituation in the United Statos wes chaobtic. There had been a guick can-
ccllation of civilian orders just before war was declared and industry
began a scramble for orecrs from the Govermmenl. The Jar ~na Navy Depart-'
ments had no real conception of their requiioments. The Navy Departrucat
had a%< appiopriat-on for the Fiscal Year 1918 available boefore Jar wes
declared which cnabled them to plaece large contracts imrmediately, while
tne Jar Devartment had practically no funds available until after a special
aporopriation had beon made. Therofore, the two scrvices did not start
on an cgual bagis. Tac Allies had immense ordeors under contract by the
same fiims which we dosired to utilize for the manufacturing of our own
war supplics. I an trying to portray for you the apparcntly hopeless con-
Tusi10a thot oxisbed at the time that Mr. Baruch was made head of ithe war
Industrics Board. Slowly, and oh so slowly, some of thoe pieces of this
puzzle were fitted into theoir nropor places bub aid they stay there®
Thoy dzd not,

The Allies submitted theosr reguirements, tne War and Navy Departmerts
submitted their's and plans were laid to take care of them  Pcrhaps cven
b fore the oiders could be placed with the indusb.y for manufacturing and
before prrorities could be assisned, ncw roquircwents w.re rcecoived. Vory
often they were from the Commandcr-in-Chicf of the Amcrican Ixpedicionary
Force d.rmanding dclivery by gorsbain dates. This ould often reoquire a
reoccensgenert of nrioritics of all orders which had becen allotted to a cor-
tain faim. Can vou imengine the despair of a firm that had raow metorial
rolling ainto 1ts mill for onc order which had beon givea the highest prio-
rity Jhen he was told 4o lay i1t aside and stert on something clsce,
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Boecause the situation in France was changiag o repidly in the 1-
Sprang of 1918, orders wore placcd and countermanded as to priority so
oftun that tne sibuation becane cxtromely ciitical, The ratire program
threabtenca to bog down. 4 member of one firm tola mo he hod suificient

oracrs from tre Government to keep his plant running arght -nd d»y for
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three years and .11 but one of the orders bore triple A priority.
There were many others in the same predicament.

The situation was g0 serious thet 1t became necessary to resurvey
practically the entire program and assign a new series of prioritires
that took preccedent over all previous ones. If 1t had not been for the
steadying leadership and the marvelous personality of Mr. Baruch [ shud-
der to thark what the consequences mipht have heen, Neives were very
taul =21 that time., The Allies 1nsisting on their peeds ceing met, caus-
t1e belegyums from the AJEJF., all branches of the Army insistaing oa
their vrograms, the Navy determihed that they should have what they need
ed, and Tinally one youns Major trying to get a little for the Marine
Corps. You may imagine the confusion.

The Requirements Committee, of which Mr Alexander Legge was Chair-
man, had as members representitives of the War and Navy Departments, the
Allies Purchasging Group, the nead of the Stecl Seetion, a representalive
of +tl.e Raxlroad Coiwrission, and a number of others. It appeared to rie
that 1ts functions were incrcased gradually until 1t assumed many of the
funcliong of a Poliey Cormiltec. Mr. Baruch was present at many of tne
mectings, or would come in ouring the meoting to discuss questions that
had cr31scn or to teoll us of some decision the President had made. It
was at one of thesc meotings that Admiral MeGowen, who was Paymaster
Goneral of the Navy, made a statemont that I believe vitally affected
the success of the Seleetive Service Act, Mr. Baruch had come in to tac
nocting and had stoted thal the Selective Draft Act would probably pass
that day, that industry had oogun to bosicge him with requesis for ox-
cmpbion of key men, ithat the situation was servous, and must be scttled
1n the immediate futurce. After a discussion as to the formula to be
1gsued definwnge the key posibions which would bo cxeompt from the draflt,
Admiral McGowen said, 'Mr. 3aruch, I rccomncnd that you tell any firm
claeaming to have a rman who is apsolubely indispensable that your advice
18 for thom to takc the man out and shoot him tlis ifternocon at four
o'cloek. Thoy will thon nave until eight ofclock tomorrow mornaing Lo
Tind « men o replace him. Olhoiwise they way g0 to the office to-
morroy morning ana find that the man had dicd during tac night and tacn
they would be in a hell of a jam." Ir. Baruch szid, 'That's the answor,
Sam.' The aiscisg.on was diopped and we hodra no more aosout the cxomp-
tion of mon 11 kev nogitions., I presume therc were s number of cxcop-
t.ons, oub this ineident stopped an avalanche. It 1s probable that we
were tco drastic but no study had boon made and it appearcd as though
a strong attompt wis to be made to avoid the action of 3Selcetive sorviee
Boards. I fecol surc that the work you are doing in planning will pay
large divadends in holding thoe men ncoded 1n inoustry and insuring that
the others become part of lhe military machinc.

One morning a report came from the Army that a firr in New York
had corncree a supnly of Navy beans. Not only those in the United
3tatcs, but the total supply in sight for the near future. This sup-
ply was on board thrcece ships on thoir way to Hew York. The Army felt
that the firm was holding them up, and wantoed to know what was the best
mebhod of handlins, the case. Commander Hancock, onc of the Navy repre-
sentatives, said, "We will commendecr thom and dircet the ships' master
by radio to turn tho beans over to Navy represontatives upon arrival
in Now York." This action sceurcd the beans for the Army and the threat
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of similar action had a most salutary effcet on firms that might be
tompled to profitecr by purchasing more than“their requirements, well
knowing that a scarcity was in sighd and that they would be able to
re-scll lator st a large profita

A neced bthet was apparont from vhe first that boecame morc vital cvery
day, ~ad that was the cause of greet delay and confusion i1s cmbodicd in
the word STATTSTICS, A hunaced tirmes a day information was nccessary thet
no one coula produce quickly. Such quest ong == Yoy many looris arc
there in the United States that ¢ n rroduce acavy duck® How many spindlcs
een make the accessrry jarn® Porhaps the trade issociation had to be ro-
quested 1o procure the ~nswer  Pochaps therc wes no trade agsocration,
Shortlv tacrc arrived o .moll, sandy complexioned, unassuming mon, thom
Mr, Jaruch introduced to me az "ulr, Leoonard Ayres, our St-tistician !
lr. Baruch 2ckod me to find offiee gpace for him I asked Ir. Avres how
much spice he nccded and he replicd to tao ciufoet that any office would
do until he found out whit ho wes to do. Knowiny wh.t o tromondous job
was ahcad of him, T wondcred il nc was crother onc of thosc to be tricd
and found wanting, but 1n 1 very snort timc we 11 began to realize that
17 we wanted any inform-tion which in 1ts bro.dest sense could comz under
the hecading of StHatiglics, thal the quickest way Lo securc 1t was to ask
hr, Avres. He developed an uvncanny scnsc of timing He had comwilcd the
information yesterdny th .t we needed today. What - trorcadous advaatage
111l cceruc 10 thosc who hiwnelc the acxt industeiel mobilizatidn in having
availablc 2% voc beginning the statistics which heve been accumulated and
are being kept vp to date in conneclion with the present Industrial l'obi-
lization Flon,

Perhaps you will be interested ln two of tho vrobleoms wie oncountored
duc to shorfages of mrterial. The solution of thesc problem. tock fimc
and delayrd procuvrement Proper industrizl mobilizotion pl.nning would
have nbviated them.

A shortape of cotton duck and ficilities to manufacture gsame was one
of the e rlicst shortares that develoned in the cotton ssction. The Navy
had preserted large 1equirements while the Army requiiements were nuce.
Just at this time a repilesentative of the Simmons Bed Conpany asked me to
examine a folding stveel cob that he felt was superior to Lhe folding
canvas cot and one that they were prepared to manufacture 10,000 per day
and thet irey coula sell at the same price as the Government was paying
foir the folding cravas col. As a rosult of this examination the ! irine
Corps pl=ced an oraer for 30,000 cots I pelieve the Army's first order
was for 500,000 The cotton section was therefore cuavled to place a
ban on 211 cotwon ouck for folo.ng cots eaceprt for overscas shipments.
The requirencats for thic he~vy type of cotton Auck were thus rcouced
by approximately 4,000,000 yards

One of lhe shorbages which ceveloved 1n the first stapes of the war
was plankets. tlen in cantonronts could wov gol their proper rest 1f they
coula nobt be warnm abt night It may not sound like a largpe problem but
because of insistent demands from high ranking officers 1t took valuable
time to explain that every offort was being made Lo procure 2 sufficient
supply. Every ¢ffort was made to spced up the manulocturcrs, special
handlirg wee muoviacd to deliver the f.nished p.oduct direet to the points
where they were most necded Word wes passcd to wholosalels of heavy
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was sufficiently heavy to cub into blankets. A stream of these men cane
bo Washingbon. Samples of the material were cegLamined. f saitanle, the
wholesaler was told to have it cut into eirght foot lengths bound on both
ends. An informal contraci was nugotiated, and shipping instiuetions give:
Contracts had to pc written out, Care had to be takon that e-relul record:
werc kept to insure that roport could be made to the Army of the exact dais
tribution ordercd. The Army bad o modify their rcpular distributing
system, You who have sorved is Supply Officcers know how great a taimc
special handling takes 14 & situation like the above.

A point that i1s vital to industry and onc which was neglected to a
large oxtent during the Yasy war is that steps must be taken to insure
prompt payment for supplies, Industry has $0 mcet payrolls wath cash
cvery weck, Mony cases of fraptic contractors came to my attention. This
situation beeamo so scriows that finslly we were authorized to pay for
sunplies using the bill of lading as ¢vidence of delivery. I cannot om-
phasize too strongly the importance of lhis question of prompt payment
egpeerally to the <mall businoess man who was not bhacked by unlimited
millions 1n credit. The Marine Corps sccured proferential treatment in
many cascs because I could gay te a manufacturer 'Brins, me your bill of
lading znd I will give you a check 1n fiftoen minutes.” The contractor
would then Prequently felegraph the monoy home to meoet 2 pavroll,

I do not gnow what plans huve beon made t0 mect this situation, but
1t involvoes such a decided change from ponco time methods that 1t warrants
very serious considoeration. Payment on delivery at a distant point from
placc of manufacturc will nol meot the satuation. Ualess Yhe rarlroad
situation 1s infainitely betteor than i1t was in the last war, the shipment
may be lost for months an the traflie jam, It was almost imrossible to
get freight cars through from the liow Pngl nd Stutes becauge of the rail-
road jam around licw York, and the jam at the Potomac Yards hore i1a sash-
ington couscd tho L rinc Qorps gruat trouble., FEven in the v ry (rst
months of the “wr hile I was suporintending construct.on of our canton-
mont 2t QU wmtico, Va,, the Goorge A. Fullor Co, molnlainca & lorge erow OI
men who aid nothins, but g0 to tho placos whore shipment of mnterinl ori-
ginated cnd ride tne shipmont through to (uantico. o also malnbalacd =
crow at tne Potomie Yards who continually soarched the yardg for cars
consigned to yuantico,

As a rogult of my cxpericnee I beliove that the Admiaistrator of the
War Resources Administration and ihe heads of all divisions thereof shoul
be Arawn from civil life,
lst - If ve have officers of the regular services capable of filling thes
positions they will be desperately needed oy their respective services in
sositions that no civilian can £ill apgeeptably,

2nd - The Crvilian source ls so hugse that men perticularly equipp~d for
gach position can be gelected,

3rd - dany of these positions must be filled by men vho are personally
wcceptable to the Administrator snd in vhom he has absolute trust., They
magt also be filled by men who will bo trusted by industry,

The fourth reason that I hate to boueh on but teel I rmust 1s -~ that any

-4 -



B - - - - A g ©
s

officer detailed to head sny of the divisions may find nimself very much
hampercd by predsurc from officers senior to him.

hav I 1llustrale my second reason 0¥ a bricl description of the one
section that [ congidercd the most cfTicrent, the most dafficult and one
that functioned full brast from lhe day ol i1te organization  That was
1he Steel 3ection headed by Mr. Replogle. He brought to Washington a
group of men fiom the lndustry, esch hichly skillod in his pardicular
branch such ag vig 1xon, lirht sheete, heavy ste.l, construction steel,
cte., Tacy were mon who o0 their own knovledre knew every important man
end fzeilaity .n their line 'n the United Ibateo <nd what was Just as 1m-
portant cach ot these men brou ht his personal sccretary, who spoke the
oame language snd koow the same people os his chief In dealing with this
section onc immedi~tely sersed thal he v.os aenlins with a group who knew
what 1t all was obout.

I thoreTore vrge that the Army snd Navy Munitions Board b.
absorbed by the WArs Resources Adminigtration ot the cerlicst vossible
moment Aafter a mobilization bocome. 1mmiacnb The lar Resoviccs Adminls-
tration will b eome, as tne Jar Indu.teices Board finally bocame, thr ab-
solute diet.tor of the 1ndustrial 1.fc of tn> ratlion Sucn an cxtiame
step may b. glogced over in the early stageos bul 1t surely follows cnd T
am rirmly of {ihc opipion that thise supcr goverenment should b controlled
by the civiliwn clement of che (ountry

Iy I 1llustrele by «n ianc dent tnat camc Lo my attontion how fa»
reaching the rovere of i1he ™1 Indu. brice Bo~rd bocerme. A cortoin tredo
assocl tion couwieeted with ftho hrrderre busicoes came 0 'Tasghingcton Jith
blood 1a toeir oyese They would noc wgroe 50 vertain Holiei s theat hed
beun preccer_bed oy the Tar Indasbrices Jcard They woere £iven a hearing
After oersous corcidertviol tn. hr Taaw.bric. 3oaxd adbcred to uts pro-
vioug decision. Th aAssocirabior Chorirman info.mced dr  Barueh that the
agsociation would not follow this decision. M, Baruch su_rfested tacy go
hom-~, talk thc sitva Lo ovol wieh the firms 1nvolved ind 1f ot bthe cnd of
another veck they hne n, further reco mendatiols o wnke he woula oc
rondy o listeus Afbor tne mecebias hod dissclved Lr. Baruch modo the
casual romcik thab he wondcred how tooy coula onvrate at cll if they dad
not roecive an, co .l Tor nower or reilrosqea ¢org 10 ship their fiaished
products The paoxt weck they were oteir ad agrecd to comply with the
origin~l policy a8 issucd by the for lnaustrics Board.

The puropogse of nmrocuccmert rlarnins, s defincd 11 the 1936 Roevision
of tho Inausteral Lobilizobion Plan i t0 iasurce timely and orderly pro-
auetion, fabricet.ion, eond supply of moiorial reyuired by the Arrmy nd
Navy during - nationol cmerrcney  The principlc on wnreh all plans ~rc
Laccd sre then dcofined I heertily ~gree with theso princirles ~nd os-
pee1clly the cmbodiment in the plan of sllocoting Iraustrial Facilitics
I m Zcarful, bhovevir, thot thoe priuneiple 9 laia dowm 1s nob suflicicntly
brond, ond that ~llcentions mode in pereo time will not be sufficicntly
compr~hosrs1ve to nve.d groal confusion ~t the beginning of the noxt natior -
al crcrgeney. I note tnot 2 piurogr-oph in the 1ntroduetion to the Industra-
al hobilaization Plin sbtatcs It wos cuickly foune nccessary to begin oxor-
cising ° governncatal countrol over tne csacntitl raw materiels, labor,
power, ti-msrortation syslems .nd vioducing fecilitics, ond to dircet their
use for those nurnoscs which world best mect the nimcdiate necds of the
nction as o whole ' Why do you 'mbicipabtce nytnirg differcnt the noxt time?
If you do oxpact bhe same situ~rtica to :rasc how era 1t be alleva ted
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cxeopt by allocation? In the light of my cxper:cncce it appears to me
that whon consideration is given to powor, labor, bransporbation and
motorial that - critical problem will cither cxist or will develop

1n the procurcment of practice lly all of our requircments and that the
bast plan would be to aecccpt this viow, allocating facilitics as rapidly
as 1equirements c¢on be detormined and thot this same praineiplc shonld

be continued during the national cmergeney until it could be determined
that o eratical problom would not develop, It will be simple to discon-
tinue alloeckions but a1t will be most difficult to impesc thor cfter a
eritienl problom once begins to devolop.

In vicw of my cxpericnce and my prescent quby you can rcadily ima-
gince that I have been inteonsely inborested in watching the plans for
induetrisl riobrlizalion being whippod groduaslly into shape, This plane
ning will be the means of soving millions of aollars, bub that 1s not so
vital s the foaet that wmonthe will be seved, and the next time we will not
heve Allies $0 hold tho front linecsg for us for o year.

In gpatc of 21l the pleonming we can do, I cannot visualize a smoothly
runaing machinc, There wvill be great confusion, there will be constant
change in requirements, but most confusing of ~11 wiall be the rapiré
changcs 1n prioritics duc to chon‘es in the military situation. Thosc
situations will change over night, but when 2 great manufacturing program
has becn once started 1t 18 all hell $o try to stop 1t and sbtart somothing
clso,.
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DISCUSSION

following lecture by Brige General Seth Williams, U.S.M.Cs
The Quartermaster, U, S. Marine Corps

March 27, 1939

Re General Williams, you mentioned the necessity of going
to the trade associations for information from time to times To
what extent do you find the itrade assocrations' data or informa—
tion as presented to you colored by selfish interests?

A, T think very little, I think that our commodity com-
mittees knew enough of the jealousies in the particular trade that
they were able to control that pretty welle The lack that we
experienced in trade associations' information was that they knew
the normal places of manufacture and the economical places to
purchase 1t, but just the minute we went over a 100% of their
production they didn't have any i1dea where to go and get some
other firm to manufacture 1t. That 1s one of the things that
your survey, to my mind, i1s most important, where you know the
productive facilities are not sufficient you are planning sources
to buy the rest of 1te

Qe General Williams, you stated that you thought that the
railroad situation would probably be worse in another emergency.
Is that on account of the rolling stock?

As TYes, and the deteriorating roadbeds and lack of main-
tenance of the last ten years.

Qe TYou spoke about allocations. dJust how far would you
go with allocations? Would you allocate facilities for manu-~
facturing of blankets today*®

O .
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A. Yes. I would allocate facilaties for everything that
I knew the requirements of today. I would go 100% 1f 1t rested
solely with me,

Commarnder Dunham- General, may I ask my peremnial question®

How would you keep those allocations up to date?
Ae That 1s your problem,noct mine.

Commander Dunham, It seems to me 1t would be an interminable--

an absolutely impossible task to keep them up to datee I might
observe this—if we went to a system of allocations in peace-time
to the extent of allocating for everything, then we ran into not
the greatest emergency imaginable but just a medium-sized emergen-
¢y where we didn't need: all the facilities for which we had allo-
cated, then how would you pacify those who dad not receive orders?
As I don't know., But you start out this program with
competitive brdding and you give orders to the firms who can
manufacture the most economically or who are the most anxious
for orders., Now, they are going to have to take those contracts
at a reasonable price. Perhaps there is 204 of the industries,
the higher brackets, who haven't war orders. They manufacture
for the civalians. How are you going to keep them from making
a brg profit? How are you going to keep the irresponsible bidder
who needs work desperately and he reads over the specifications
and says, "Well, I guess I can make that", and he doesn't know
the cost and he is a low bidder and gets the contract and you
frigure you will gebt the resulis of that contraet in six months

and you get nothing, How are you going to take care of that on

-2 -



LA e Wman Ty meTe T Y e T e ke T TR TR s oymE e - ; AR
i

competitive bidding® Now, in peace-time the Navy takes care of

1t under certain things. They have an acceptable list of badders.
That 1s to do away with the irresponsible bidders. The Marine
Corps is trying an experiment in that which I hope to get results
fromes In 1934 and 1935 the Marine Corps increased the quality

of 1ts umforms very materially, and, fortunately, for our first
order we were able to secure a contractor who really could make
the goods that the specifications called fore. Then the cheap
woolen manufacturer began to come 1n and he Just bit off something
that he couldn't do. But how could I prove 1t? He had backing
of a mllion dollars and we gave him an order of fifty thousand
yards of our winter field unmiform materiale For the Marine Corps
that 1s over a year's supply. We didn't get an acceptable yard
from him in over a year., We bought against the contract last
November, There was a penalty of §$rR5,000 for the higher price

we had to pay. He lost at least $30,000 trying to make this and
they are in bankruptey. Thas 1s a lattle out of my line, but we
have started a method of purchasing. We have asked the Bureau of
Supplies and Accounts to let us make an acceptable list of manu-
facturers of woolen clothing. We have sent to the entire trade

a notification that we will establaish on July 1 a list of accep-
table bldderzx}zo get on that last they have to produce for us a
sample of the cloth that meets our requirements, That waill prevent
anybody from bidding on that unless he has personally made a piece
of that cloth and knows what our regquirements are., I had three

letters in the last three weeks from goods manufacturers and they
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said, "I think 1t 1s the most advanced step the Navy has ever
taken". Well, being an the woolen business they didn't know
that the Navy has been doing it with other things for a number
of yearg and they have a very large acceptable list for many
different items. It 15 a perfect Godsend but how ars you going
to do 1t 1f you don't do something to get rid of that irrespon-
sible badder? I am afraid of him as mwch as anything. How are
you going to prevent a firm from badding on two contracts when
he can't do more than one. He wants to pile up ahead six or
erght months so he bids on one for the Navy and gets 1t and
bids on one for the Army and gets 1t and then he can't do bothe

Q. Can you tell us how cooperation i1s effected between the
War Industries Board and the other agencies such as War Trade,
War Labor, War Planming?

A. Not very muche. It just didn't come under my personal

practically

knowledge. I spent/all my time down there on procurement of sup-
plies. That coordination with the other war boards was completely
over my head.

Qs Was there not a system of interlocking directives?®

A I remember that we had a man from the Coal Commission on
the Requirements Commitiee and we had a member of the Food Com-
mission on there., It seemed to work all right. Whenever the
Marine Corps needed something there was always somebody on the
War Industries Board who had the contact. I never even had to go
to any of them, but that was really beyond my knowledge, After

all, mine was a pretty small part. There were many decisions made
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down at the War Industries Board that I didn't know about. Even
Mr. Baruch didn't have the final say. There were pdlitacal
interests to be considered and the President has his say. Some-
times all we knew about 1t was that Mr, Baruch said it could or
could not be done,

Qe General Williams, I am somewhat interested in the ques-
tion of rank amd prestige on this cooperation of industry. For
instance, we have the Army Navy Munitions Board based largely on
the office of The Assistant Secretary of War and the office of
The Assistant Secretary of the Navy and we contemplate using 1t
as a sort of stop-gap unbil we get the War Resources Admimistra-
tion going. Now that body has behaind 1t the provisional statute
directing the Assistant Secretary of War to provade for the mobaili-
zation of industry. Then we hove addational provisions with
reference to the Office of Naval Operations and the War Department
General Staff, However, none of them are by any real authority.
On the other side, we have the Counezl of National Defense, It
also lacks any implementataon just like the other. However, 1t
has the rank of a number of the most important chiefs of the
executive branches of the CGovermment, and I am just wondering if
a body representang the power ¢f the two Assistant Secretaries can
bring to bear is not a pretty weak thing to attempt, even tempor-
arily, to control industry. Posszbly the second body, which has
several secretaries representing a very important section of the

executive branches of the Govermment would not be more effective?
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Now, my whole 1dea 1s that rank counts--it counts with civilians
as well as 1t counts with the Army and the Navy and are we on
rather weak ground in attempting to rely on the two Assistant
Secretaries of the Army and Navy Munmitions Board, even temporarily?

A. I don't think so. TYou are going to be the onewho has
the placiang of contracts, the one who dishes out the billions of
dollars and industry is going to be fighting for you and be de-
pendent upon you. Now, as far as higher decisions of policy go, I
don't know, but the only thing I hope 1s that you will shift—of
course, 1t can't be done in peace-time--but shift the minute you
can, There 1s one thing I didn't mention in there, but after the
war there mll be an i1mwestigation of how the War Resources
Adminastration has been handled and there had better be a civilian
up there testifying and some Army officers.

Qs I would lake to pursue that question of allocations a
1attle further. What would be your plan® How would you obtain
your supplies thet were allocated~-by that I mean as far as compe-
tition was concerned-—would you have any competition under your
allocations for speecific items® Would you go to those allocated fa-—
cilities and obtain competition, or simply enter into contract with
those you had allocations for?

As T would enter into contract, negoviated contracts, hoping
that the tax prolilem would take care of profitse. Don't misunderstand
me. I am not attempbting to ;ay that the Army Industrial College

should recommend going beyond the bounds of possibilities, but we

- b -
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did competitive bidding the the last war and 1t was a Joke. A man
came into my office and said, "Major, I have got a hundred thousand
yards of that and I need money for payroll. How much do you want™
T'd tell him what I needed and he!d say, "When can I have the money 7!
Itd say, "Send me the bill of lading and I'll give 1t to you tomorrow."
Fifty per cent of our contracts—seventy-five per cent after six
months--were made that way. We might go out and get competitive bids
on buying potatoes but we dldqft on most things. I remember one bad
on campaign hatse Mr.<Qoombsg who was President of the Stetson Hat
Company, was Chaarman of the Commodity Committee down at the War
Industries Board. A shortage developed on campaign hats. We dad
get competitave bads and a man came in from Philadelphia and said

he was the low brdder and wanted the contracis. I sard, "Did you
ever make men's felt hats®' He said, "No, we have always made
ladies' hats bubt I need the work,.," "Well," I said, "Mr., Coombs

will make the award on the advice of the War Industries Board."

I took the proposal down and lr, Coombs said, "That man can't make
campargn hatse Gaive 1t to this men., He will make you a good hat."
He was about the fourth bidder so on the contract we put "Awarded
such and such a bidder on advice of contract section of War Industries
Board", That man reporited me in a letter to Senator Penrose for
splatting 50¢ a hat. Supposing a thing like that had come out in
those critical days® Mre. Penrose sent that lelter to Mr. Daniels
and Mr, Daniels sent for me personally because I knew Mr. Daniels.

Itpdidntt happen to go through the regular chaanels. Supposing that
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had gotten into the papers that I had splat 50%. It would ruvin
the reputation of an officer. One thing that I did all during the
war--I had a stenographer in my office because I was purchasing and
she was prepared, 1f I moved a paper or a book on my desk, to take
down the conversation, WWhen I went down to Mr, Damiels office that
day I seant for her to bring her book and had her read the conversa-
tion witlh this man ard that 1s the last I heard of it.

Colonel Miles+ That 1s a good tip for all of us. During the

war I had a much less responsible job than General Willaams, but I
did that same thing and I adwvase any officer who has anything ap-
proaching an executive Job during the next war to do that,

Colonel Tewms* TYou stated thst yov thought that the Planning

Branch and the Army Industrial College had producedcstatistics that
were a considerable improvement over the 1917 set up. I gather the
1mpressior, also, that olher Departments have produced statistics
that we hadn't even thought of at that period, but I am a little
disappointed in the lack of current statisticse I find an the
Interior Department that the statistics are several years old——the
very best you can gete.

A. One of the instructors who were here when Commander Hancock
was herc last year—he didn't take a very stromg view of statistics
and I think that that was his 1dea, that they weren't enowgh up to
éate. Well, most of the statistics about industry wall come out of
the brain which you get to run 1t. Bubt I think neither Colonel Miles

nor I agree with Copmander Hancock that he understood just what the
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question meant because we fourd out that industries like the cotton
duck industry——they dadn't know where to go after they got by the
point where their caivilian trade called for cotton duck, but the
thing I have always been afraid of about this Ermy Industrial money
situation—-I am not any longer—I was afraid that in your first
years Congress wouldn't give you any money for some one or two years
and that things would get two years behind and all the work would
have been wasted. I guess they would spend a lot more money on 1t
1f they had 1t.

Colonel Lewas Can you see any solution for the lack of time

limats for these statistics that are being kept?
L. Supposing you doubled the force tnat was keeping them and
securing them? Wouldn't they be nearer up to date”

Colonel Lewms  Bul the most important are kept by departments

other than the Army and Navy.

Ae Well, T don't think there is any question but that from
the first day there will be thousands of gquestions that can't be
answered.

Colonel Miles That i1s where your commodity committees come

1n tooe I think that the statistics that we have got to be wvery
careful to keep are the statisties which tend to show our own re-
quirements and our own sources that we know and then paece that
together wath what the Commodity Committees wall havefvhen they come
1nto the preture and they should come into 1t very shortly. Then

you have got something to work on and I imagine the greatest value—
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one of the greatest values of Colonel Ayres was his ability Lo take
a mlitary subject and work a statistical analysis which the mla-
tary people, because of their lack of ability to analyze, weren't
able to do.

A, And then I think he had very antimate contact with Mr.
Baruch--he personally brought Mr. Ayres here and he had a chance to
talk to people way above our heads., He followed the world policies
and followed the war and everybody knows the remarkable success he
has made since the war, He had tremendous ability. ZEvery once in a
while you have a brg man in industry, though, who was a total fail-
ure in the war. They were used to having a group of young people
under them who were doing the work and they came down here and sat
in an office without even a secretary and tried to run some great
big thing and 1t couldn't be done., Of course, our initial daffi-
culty and 1t stayed all duvrirg the war, was that nobody knew what
the Army or Navy or the Allies wanted. Thaings changed so rapidly
and I think 1t 15 going to change so rapidly in any other mobiliza-
tion, 1f 1t 1s active at all, that you are going to have constant
changes, You are going to plan or some program three months ahead
of time and start the material and then the militory ciuunation
w1ll change and you are going to throw it all away.

Commander Dunham+ It sesms to me, General, that von just

voiced very much of an argument for not going to complete alloca-
tions., There wall be such changes. I say that we should have &1l

the information on which to make allocations but to go and
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definitely make allocations, I think,will tize our hands. If we go
beyond the point of allocating for those things which we know that

we are going to have to have 1n any eventuality and that they wall

be problem i1tems-~-I think 1f we go that far and get information on
industry for the other things we will be much better off than 1f we go
the whole way.

A. If you go that far I wrll be very much happier than I am
nows But I visualize this--supposing you start another war the way
we started the last war--mobilizatien with the Navy havaing a full
year's appropriation available under General Aet of adv anced funds
which the Navy had, They got authority to spend all {that money and
they went out and contracted for i1t and the Army didn't have a cent.
The Chief of the Bureau of Ordnance called up General McCsuley, who
was my Chief at that time. They were very intimate friends. Ue
said "Ilve got to shut down Springfield Arsenal 1f I don't get some
money within ghe next week. TWe haven't got any money. Can the Marine
Corps give us an order for five million dollars worth of material?®
Of course you won't get 1t." Well, I went down to Ceneral Crozier's
office and talked with a major over there and we picked out items
tat ran into money and we gave them an order for five million dol-
lars worth of material and General Crozier started a big expansion
at Springfield Arsemal with that five million, Then the Army got

General Crozier saxd-
1ts mohey and iEx@hrERxertxRe] "You can have your five mallion
dollars back, Charlie, but if you need something, telephone me§and

I telephoned General Crozier's office quite frequently during the
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war and Ordnence, as usual, helped us out tremendously. But let the
Navy place contracts for three or four hundred million dollars worth
of materral before the Amy gets any money and you are going to

have to sort that thing all out when the war starts, You are going
to have to take away, even f 1t 1s a competrtive bids The National
Resources Administration will say to that man: "Cancel that order,
It has got to go to something else.” Supposing right now, with the
money the Army has got, 1f mobilization should come after they have
got that invested, if the mobilization came they would call for the
Navy in the fairst place, wouldn't a lot of those orders have to be
set aside or the same thing daverted to the Navy.

Colonel Miles. That brings out one point that I hadn't realized.

That 1s that General Williams 1s a District Ordnance Officer emeritus.

Colonel Williams: I have a great admirataon for the Army Ord-
nance., It 1s an interestaing thing. I heard last week an Army Ord-
nance Officer say that every Chief of Naval Operations since the
war was head of the Bureau of Ordnance of the Navy before he was
made the Chief of Naval Operations, Apparently the Navy likes them
tos -

@« QGeneral, in an emergency, to whal extent do you consider
that the War Besources Administration can use the other existing
departments of the Government, especislly the Labor Department and
also the National Labor Relations Board in settling labor disputes?

A, Don't you believe tlat regardiess of any law or anything,
your organization here is going to be the key organization. Through

this organization the Army and Navy are going to be able to fight
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the war and I think everything 1s going to have to head up with

the Resmress Admanmistration. I thank the Department of ILabor will

work--undoubtedly there will be a Department of Iabor representative
on the War Industries Beard. If you get a strong enough man at the

head of the National Resources Admimistration-~that man will be the

kingpin and we had 1t in Mr. Baruch.

Qe General Williams, you said you believed the War Fesources
Administration and the heads of his divasions should be civilians.
Now, going dow to the operating parts of these war-tame procure-
ment orgamizations, do you believe tlat the district ehmefs should
be civilians or mlytary ren® We have them both right now,

A+ I think your chiefs--well, won't there be one of each—
more or less cooperstion--won't the civilian represent the War Re-
gsources Administration and the military man represent the mlatary
departments® Who 1s the head of 1t now?

Q. Well in some branches of the Army & military man 1s to be
the district representativey in other branches, a civilian 1s to be

General Waillaiams.
daistrict chief, /If you have a crackerjack Army officer there, can

you spare him from military duties?® Won't he be called in?

Gelonel Males: In the Ordnance Department it 1s absolutely

foolish to consider msking the District Chiefs Army officers because
they will not be available for that purpose. The expansion of the
Ordmance Deparitment will be such that you couldn't possible put a
man in as District Chief. On the other hand, I think possible some
other branches would do sce You mght do so. Ordinarily, I believe

thatfiost distriet chiefs in time of war, as I understand 1t, should
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be civilians or civilians commissioned. Gereral Williams, we cer-
tainly appreciate your being with us today. I think you can all
reslize the great valve of Gensral Williams! coming and talking to
us 1n this intimate way, and 1 certainly want you to remember the
two things--one about his secretary, how he used his secretary, and
the second thing 1s how he paid his bills, and I want Campbell and
Connell to get into a huddle and see 1f they can't find some way of
presenting to the Chief of Finarce the suggestaion that bills be paid
as promptly as General Williams found 1t possible to do. General,

we want to thank you on behalf of the College for this fine talk.
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