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THOUGHTS ON Ik~DUSTRIAL ~03ILIZATION BASED 01~ ~Yf ~CPERI~CE 
WITH THE wAR IICDUSTRIES BO~d3 DURING 1917-1918, 

~y excuse for appoaz~ng before you th~s morning ~s that Colonel 
~I~les has requested me to g~ve you a short talk based on my experience as 
a representative of the Ilarmne Corps ~h the W~r Iudustr~es Board during 
1917-1918. I approach the task wmth hesitation as the part I played was 
such a m~nor one. Twenty-one years have passed s~nce those exciting t~mes 
and as I kept no notes the experiences I am to tell you about are o~ly 
those that staud out ~n my memory after all ~hese years. You who have 
been studying the problems of &ndustr~al mobml~zatxon have a much clearer 
picture of the functions of that board that I could possibly have had at 
the t~me, I was a young major ~n the l~ar~ne Corps ~n charge of the Pur- 
chasmng D~v~s~on ~n the Quarterz~aster's Office. I was also mn active 
charge of the construction of our cantonment at Quant~co. The fact that 
I was the solo representative of tDo ~lar~no Corps on the ~ar Industrxes 
Boaxd should ha~o 6raven me the opporttuuxty to become thoroughly familiar 
wroth a]l ~ts workings but my o~her duties prevented this. I dmd, however, 
try to be present as often us possible at the damly morning moetmncs of 
the Poqu~rement~ Corma~ttee. 

~on bhe W~r Industrmes Board was fmrst ozgsnmzed the ~nd~str~al 
s~tuatmon mn the United States ~s chaotic. There had been a qu~ck can- 
cellatlo~ of cmv~!]an orders ~ust before war w~s declared and ~ndustry 
began a scramble for or~o~s from the Goverrm~ont. The ~ar ~na N~vy Depart-' 
moats had no real concoptmon of their requm~oments. The Navy Department 
had xts app~oprmat~on for the F~_scal Your 1918 avaml~ble before Jar wss 
declared ~h~ch enabled them to place large contracts ~m~cd~atcly, ~hmle 
trio ~ar Department had pr~ctmcallv no funds avamlable until after a s~)oc~al 
aporop~matmon had boon made. Therefore, the two servmcos d~d not start 
on an equal bas~s. The Allmo~ had mmmonso o~dors under contract by the 
same fnms whzch we dosxrod to ut ~zo for the r~nufac~ur!ng of our own 
war supplies. I a~ trying to portray for you the apparently hopeless con- 
fusion thut ox~_s~ed at the txmo that I~Ir. Baruch was made head of the W~r 
Industrmos Board. Slo~ly, and oh so slowly, some of the p~ecos of this 
puzzle were fretted ~nto thoxr proper places hub a~d they stay there ~ 
They dmd not. 

The Allzos submlttod the Jr roquzrements, ~no ~far and Navy Departments 
submlttod the!r's and plans weru lald to take care of them Pcrhaps even 
b fore the ozdors could be p]acod wlth the !ndus~.y for ~mznufzcturlng and 
before prlorzt!es could bc assl, nod, ncw roqu~_romonts w~re rocolvod. Very 
often they ~ore from the Co~mmandor-mn-Chlcf of the Amorlcan ~xpodl~lonary 
Force d~naudlug dc!i~:~ry bg ooz-taln dztos. Thzs ~ould often roqulro a 
rucrranTomobt of orlorlbzos of all orders whzoh h~d boon allotted to a cor- 
taln fzlm. Can Vou !msglno the despalr of a fzrm that had raw mstorlal 

rollzng m~to robs mz~l for one order ~hzch h%d boon gzvon the hzzhost pr~o- 
rzty ,~hon he was told to lav ~t aside and s~srt on somethzng else. 

Because the smtuat~on in ~ranco was changmng so rspldly in the l:to 
Spr!ng of 1918, orders ,~oru p!accd and countermanded a~ to prlorlty so 
ofb~n that tree sltuatmon bcca,~e extremely clmtlca]. The ontlro program 
thro%bonea to bog do~a~. A member of one fmrm tola me he hod sulflc!cnt 
o~icrs fzom t~c Government to keep hls plant ru~m]n G n!ght ~nd d~y for 



three years and ~ii but one of the orders bore trmple A priority. 
There were many others ~n the same predicament. 

The sltuat~on was so serious that ~t became necessary to resurvey 
pr~ct~cally the entire program and assign a new series of priorities 
that took precedent o~er all previous ones. If ~t had not been for the 
steadying leadersh!p and the marvelous personality of ~r. Baruch [ shud- 
der to thm~k what the consequences m~ght have been. Nerves ~ere very 
taut at thst tmme. The Allies ~ns~st~ng on their needs oeing~ met, caus- 
tic belegr~ms fro~ the A.E.F., all branches of ~he Army ~ns~st~nc on 
their programs, the Navy determ~hed that they should have what they need 
ed, and f~nally cue young ~ajor trying to get a l~ttle for the Marine 
Corps. You may mm~ne the confusmon. 

The Requ!remen¢s Co~mu!ttee, of whlch }~Ir Alexander Legge was Chazr- 
man, had ab nembers represeotatlves of the War and Navy Departments, the 
All!es PurchaSlng Group, the head of the Stool Sectlon, a representative 
of tLe Ra!lroad Colur!SSlOn, and a number of others. It appeared to ne 
that its functlons were increased gradually untll It assumed many of the 
functlons of a Polmcy Co~u~tt~c. ~Ir. Baruch was present at many of tao 
meotlngs, or Jould come In aur~ng the meeting to dmscuss questlons that 
had ol]~on or to tall us of some decms~on the President had made. It 
was at one of these meetings that Adm~ra! ~cGo~en, who was Paymaster 
General of the Navy, made a statement that I bclmove vmtally affected 
the success of the Selective Service Act. )~r. Baruch had come in to two 
mooting and had stated tha~ the Selective Draft Act ~ould probably pass 
that day, that ~ndustry had oogun to besmoge hmm with requests for ex- 
emption of key men, that the s~tuatmon was serious, and must be scttlo~ 
~n the mmmed~ate future. Aftor a dmscuss~on ss to the formula to be 
mssuod defmn~n~ ~ the key pos~ons whmch would be exempt frog~ the draft, 
Admiral IdcGo~on sa~d, '~m. 3aruch, I rocom~ucnd that you tell any f~rm 
clamming to have a 9~nn who ~s %osolutoly ~nd~spensable that your advmco 
ms for them to take the man out and shoot hmm tl~s ~fternoon ut ~our 
o'clock. They wm]l then nave until e~o~ht o'clock tomorrow ~¢ornmng to 
frond ~ ~n to repl~co h~. 0tho~so they ~ay go to the off~co to- 
morrou morning aria frond that the man had d~od durmng two nmght and tnon 
they would be mna hell of a jam." }'r. Baruch sazd, 'That's the answer, 
Sam.' The alsc~ss±on ~as d~oppod and ~e hoara no more aoout the exemp- 
tion of men i ~ key ~os~t±ons. I presume there ~cro s number of excep- 
tions, cub th~s mnc]dcnt stopped an avnlancho. It ~s probable that ~o 
were too drastmc but no study had boon made and ~t appeared as though 
a strong attempt was to be made to a~om8 the actmon of Soloctmvc oervmce 
Boards. I fool sure that the work you are doing mn planning w~ll pay 
largo d%v~dcnds ~n hold!ng the men needed ~n mnaustry and mnsurmng that 
the others become part of the m~l~tary machmnc. 

One mornll~g a report came from the Army that a flrm mn New York 
had cornerea a sup?)ly of Navy beans. Not only those in the Unlted 
Ststcs, but the total supply in slg_ht for the near future. Thls sup- 
ply ~Tas on board three shlps on tholr ~y to Now York. The Army felt 
that the flrm ~as holdlng them up, and ~antod to M~ow what ~as the best 
method of handlln% the case. Commander Hancock, one of the Navy repre- 
sentatives, sald, "l'Jo ~ll cormmendaer them and dlrcct the shlps' m~stor 
by radlo to turn the beans over to Navy reprosontatlvos upon arrlval 
in Now York." Thls actlon secured the beans for the Army and the threat 
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of slm~!ar action had a most salutary effect on firms thnt might be 
tempted to profiteer by purchasing more than'thelr requirements, well 
kn~{ing that a scarcity ~,~as in sIch$ and that they would bc nble to 
re-sell later at a laz6o profit; 

A need thet was apparent from ~he first that became more vltol every 
day, ~nd thut was the cause oi greet delay and confusion ms embodied ~n 
the word STATISTICS° A huna±ed tlr~es a day information ~s necessary thst 
no one coula produce quickly. Such quest ons u~ }-o~ m~ny looms are 
there ~n the United States that c n produce heavy dack ~ How many spindles 
csn make the nocosscry yarn 9 Perhaps the trade ~ssociat~on had to be ro- 
qucstad to procarc ~he onswor Perhaps there ~cs no trade assoc~atlon. 
Shortly there arrlvod a ~mall, sc~ndy com~01ox]onod, uz.as%umlnz men, ~hom 
~(r. 3aruch introduced to me as ~'i~h-. Leonard Ayros, ou~ St~tistlci~m ' 
~r. Bqruch c skod me to find ofl~co space for him I uskod Vr. ~ros how 
much splco ho needed and he replied to trio u~foct that any office would 
do until he found out whut ho ~ss to do. i~ow~ns wh~t a tremendous ~ob 
was ~hcad of hzm~ I wondered if ao ~as srother one of those to bc t~led 
and found ~ant~ng, ou~ In a very snort ti~o we ~ll began to realize that 

if v~e ~,~antod uny ±nform~t]on which in ~ts broadest sons~ could come under 
the b_eading el $tltlstlcs, that the qulckost w~j to secure it ~as to ask 
~m. Ayres. He dcvolopod mn t~ncanny sense of ti~mng He had comoilca thc 
i~formatlon yesterday tD t we needed today. What ~ troz~on~ous advsnt~go 
rill eccrue to those ~ho h~nalc the next industr~sl mobillzati~n in h~v!ng 
available at ~no beginning the statistics which i~eve boon ~ccumulatod and 
are being kept ~p to date in com~ocb]on with th( present Industrial ~obl- 
llzat ion Plain. 

Porhsps you will bo Interested in two of the oroblcms ~o encom~torod 
duo to shortages of m~terlol. The solution of tho~c p~oblemo took tlmc 
and dolny~d p~ocuremont Proper industrmal moblhz~tlon pl~nnlng ~uld 
have obviated them. 

A shortage of cotton dack and f~c~lltles to manufacture same was one 
of the e rllest shortaces that developed in the cotton sectlon. The Navy 
had ]oresented large lequlrements while the Army requirements were mute. 
Yust at this time a replesentatlve of the Simmons Bed Company asked me to 
examine a foldlnc s~eel cot that he felt was soperlor to the folding 
canvas cot and one that they were prepared to mo_~ttfacture i0,000 per day 
anc] thet t~oy cou!~ sell at the same price as the Government was paylng 
fol the fold]no c~nvas cot. As a result of tkls examtnatlon the I ~rlne 
Corps pl~oe@ an oraer for Z0,000 cots i oelleve the Army's first order 
~as for 500,000 The cotton section was therefore enao] ed to place a 
ban on ull cotton ouck for fola~nc cots e~cept for over-seas shnpments. 
The requi.~enents for this ho~vy type of cotton ~uck ~e~e ~hus reauced 
by approxlmntely A,000,000 #ards 

One of the shortages which aevelooed in the ilrst sta~es of the war 
was olankots. ~Ion in cantonments cou!~ uo~ get thel~ proper rest if they 
coul~ not be ~w~zm at nlght It nag not sotu:d llke a lar6o problem but 
because of insistent dom~qnds from high ral~ing officers i~ took valuable 
time to exp!~in that every ~ffolt was being made to procure a sufficient 
supply. Every effort ~as ~mdo to speed up the manufmcturers, special 
handlmr~q wee ~ovlaod to dcl~or the f~nishod p~oduet direct %o the points 
where they ~ero most needed Word ~os passed to ~holosalols of heavy 
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~as ~uff~c~ently heavy to cu~ into bla~!~ets. A stream of these men came 
$o ~lashmngton. Samples of the ~tor~al ~ore examined. If sa~taole, the 
wholesaler was told to hav~ it cut ~nto o~ght foot lengths bo~uud on both 
ends. An ~nformal contract was n~got~atod, and shmpp~ng ~nst~uctmons g~vo, 
Contracts had to co written out, Care had to be taken that c~relul record • 
~oro kept to ~nsuro that report could be ~ado to the Army of the exact dms 
tr~but~on ordered. Th~ Army had to modify themr regular d~str~but~ng 
system, You who have sorvc~ ~s Supply 0ff~cors Fa~o~ ho~# groat a t~mc 
specmal handling takes ~ a situation l~ke the above. 

A point that ~s vital to ~nd~stry and one which was neglected to a 
large extent during the l~st w~r is that steps must be taken to ~nsure 
prompt payment for supplmes~ Industry has to meet paymolls wmth cash 
every week, ~any Cases of frantic contractors came to my attention. Th~s 
smtuatzon became so serious that finally wc were authorzzed to pay for 
sunpl~es us~ngthe bill o~ lading as ~v~denco of delmvery. I cannot om- 
phasmzo too strongly the ~mportanoe of thms question of prompt payment 
esgec~allyto the ~mall business man who was not backed by unlmm~tcd 
mlll~ons mn credit. The ~arine Corps secured preferential treatment ~n 
many cases bECaUSO I could say to a manufactuzor 'Br~nL me your bmll of 
lading end I w~!l gmvc you a chock ~n fifteen m~nutos. ~ The contractor 
would then ~roquentlv telegraph the money home to meet a payroll. 

I do not i~_now what p]ans have boca made to moot thls sltuatlon, but 
it involves such a decided chance from peace tlmo methods that It warrants 
very serious considcratlon. Payment on dollvcry at a d~stant polnt from 
place of ~nufacture will not moot the sltuat~on. Unless ~hc railroad 
situatlon is !nfln~toly bettor than ~t ~ms ~n the last ~r, the shmpmont 
may be losb for months ~n the traffic Dan~, It was almost ~mFoss~blc to 
g~et freight cars through f~om the l~ow Engl nd States because of the ra~l- 
road ~am around ITc~ York, and the ~am at the Potomac %~rds hero ~n ~ash- 
Ington caused the ~ ~r~no Corps groat tmoub]c. EvEn mn the v ry l~rst 
months of the ~,,~r hmlo I was suporlntond~ng construction of our canton- 
mont at Qt ~ntmco, Va., the George A, Fuller Co, mamnba~nEa ~ l~rg~ crew o~ 
men ~ho a~d nothing but go to ~ho places whore shipment of mo tor~ul ori- 
ginated and rmdo bno shipment through to ~uant~co. ~o also mamnta~ncd a 
crow at the Potonnc Yards who cont%~ually searched the yards for cars 
consigned to ~uantlco. 

As a result of my experience I believe that the Adm~_nlstrator of the 
War Rosource~ Adminlstr~t~on ~nd the heads of all divlslons thereof shoul~ 
be drawn from clvtl llfe. 

ist - If ~e have off!cots of the regular servlces capable of fm!llng thes 
posltlons they ~±ll be desperately needed oy thelr respectlve services in 
j?osltlons that no civll1<~n can fill a~ceptably. 

2rid - The C!v111an source is so huLe that men psrtlcularly equlpp~d for 
each posltlon can be selected. 

5rd - ~auy of these positions must be filled by ~n ~rho ure personally 
~cceptable to the Admlnlstrator and in ~om he has absolute trust. They 
must also be fllle8 by men who w~ll b0 $~usted by Industry, 

The fourth reason that I hate to bouch 0u but l eel I must is - that any 



offzcer detailed to head shy of the dzv~s~ons nmy fmnd nmmself very much 
hampered by pressure f~om offmcers sen~or to him. 

~,±ay I mllustrate my second reason oVa brmef desc~ptmon of the one 
section that i considered the mos~ cff±c~ent, the most d~ffmcu!t and one 
that functioned full breast from the day el rots orLan!zatmon That was 
the Steel 3ectmon headed by Nr. ReploGle. He brought to Washington a 
croup of men f~om the industry, each hmGhly sk~llcd mn hms particular 
b~anch such as ~£~ iron, l]chb shoots, heavy ~to~l, construction steel, 
etc. Tncf were men who Of their own kno~ledcc knew every ~mportant man 
and fac~l~ty ~n their l~ne ~n the United States ~nd what was 3ust as ~m- 
portant each oi tho~e ,non brou%ht hms personal sec±etsry, who spoke the 
came language ~nd kaow the same people ss h~s ckmof In dealzng wmth thms 
section one ~mmod~toly sePsod tl~at he ~ ~ s ae~!~n~ w~th a group who knew 
what ~t all ~a~ ~bout. 

I therefore vrgo that the Army snd Navy Hunltmons Board b 
absorbed by the W~r Resources Administration ~t the c~rl~ost ~os~mblo 
moment ~fto~ a mobmimzatmon bocomo~ ~,mmn~n~ The ~ar Rosou~co~ Admln~s- 
trot±on w!!l b come, as tnc ~r Indu~trzes Board f~nal!g b~ came, th~ ~b- 
~olu~o dictator of tl~e ~nduotr~al l~c of tn~ ±atlon SUCh an ext-~omo 
stop ma) b~ glossed over in the o~r]y st'ices but it sumelv follows ~nd I 
am ilrmly el the op<a~on that bh~s super government ~hould b controlled 
by the civl]~n element of ~hc (o~ubry 

L!ay i m]]ut, trebo by ~n incident that come to my attentmon how i ~r 
roach~uG tD~ ~o,,,cr ~ of the ~c,~ indt<tr~es Bo~rd boc~mo. A cortr~n tre~ 
assoc~ ~on co~nocta8 ~vmth 'he !prd~-ro brush,cos came to ~ashmu£ton ~mth 
blood mn tm.±r eyes. TheF would uo~ ~{~roo so ~(rmamn polzem s thst h~d 
been pr,xcr_bod oF the hr In~a~br,_co 3card They w~ro graven a hc~r!ng 
After ~er~ous conc~dor~omo~ ta~ ~r Ina~trzo~ i~oard adbcrod to -ts pro- 
v~ous doc~mon. Th ~ssoc~at~or Cho~_rman !nfo~mc~ ~r Bart, ch that ths 
assoc~atzon ~ould not follow th~s doc~smon. L ~ .  Baruch suggested tncy 60 
hem-, talk the smt~t b~o~,_ o~± ,~h the flrms ~m~olvcd ~nd ~f at ~ho end of 
another ~.ook they hoe n~ ~ ft~rthor roco ~mnd~t~o~ to ~,~nko he woula o~ 
ro~dy to l±stca. After tao mcot~r~g h~d d~s~oi~od }.v. Baruch m~dc the 
casual r~m~k thab he wondered how ta~# cou]a op, rato at all mf the# d~d 
not receive qnj co ~! for power or re~iroaa cers ~o shlp their f~nlsh~d 
product, T~o ~ we~k they ~,~o o<ck nd acrood to comply w~th the 
or~g!n~l policy as mssuo~ by tke ~,r lna~strmos Board. 

The purpose of TJrocu~cmort ~!grnTl~ us ~ofl~c~d In the 1956 R~vlsmon 
of the inau~tci~] l~obl!zZ~lon Plan ms to Insure tmmo!y and orderly pro- 
ductlon, fabrlc~t~on, end supply of m~t~lal requlrod bg the Army nd 
Navy durmnc ~ rJ~tmonol omcrccncy TI~G prlnc!plc on ~n~ch all plans ~rc 
baaed ~ro then deflnod I h~srtmlg ogroe ~t~mth these prlnc!rles end os- 
pocms!ly the onbodlmont ~n @he plan of Al!ocat~n£ l~austrlal ~ac111tles 
I ~m _~arful, _, ~h~ pr~uc~ ~ ~s l~l~ do~<n ms not suifmclcnt!y 
bro~d, cn~d ~hat ~llecntlons n~odo in po~co t!mo wmll not bo sufflclcntly 
compr~hoi,~mvo to nvo_d gr, nt confus!on qt the begmnnlng of the next natlo~- 
a! cmcrg~ncy. I note tnet n pz~ogr~ph mn the ~atroduct±o~ to the Industrm- 
al I,.ob±Im~atmon Pl~tn s~atos ~!t ~.s qumcklF ferule, necessary to b~g~n cxor- 
czsmng ~ govcrrn~cntai contro$ over tDe oss,~nzl~'l r~v matcrm~,is, imbor, 
po~er, t~nsrortatzon oystoqs ~nd n~oduc~n6 foc~litmos, snd to d~roct themr 
use for those purpooos whmch wo~]d b~st moot the !~ucdmato no(ds of the 
nrtmon as s whole ~ ~hy do you ,nb~cmpabc nybnmrg dmffercnt the n~xt tzmo~ 
If you do expect bho somme s~tuot~on to ~rmso how csn ~t be tallow ted 
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cxcept by allocation? In the lz&ht of my cxperscnco ~t appears to mc 
that when cons~d~.rat~on ~s Clvcn to power, labor, transportat%on and 
~utor~al that ~ critical problem wzll olther exist or w~ll develop 
~n the procurement of pract~c~ lly all oi our requirements and that the 
b3st plan would be to accept th~s v~ow, allocating facilities as rapidly 
as ~oqu~romonts c~,n bc dotorm±nod and that th~s s~nno pr~nczplo should 
be continued durlng the national omcrgoncy until ~t could b~ de~urm~nod 
that a cr~t~c~l problem would not develop0 It w~ll be s~mplo to discon- 
tinue ~llocc~ons but ~t w~ll be most d~ff~cult to ~mpo~o tho~ cftor a 
c~t~cal problem once begins to develop. 

In vxcw of my experience and my present auty you can road~!y ~ma- 
clno that I have boon !ntonsoly interested in watchlng the plans for 
industr]~l nob~llz~itlon bolng whipped gr~dually !nto shape. Thls plan- 
nlng will be the moans of soving mlll~on~ of aollars, but that is not so 
vltal ~s the fact that months will be s~vod, and the next t~no ~c ~J~ll not 
l~vc Allies to hold the f~ont l~nos for us Zor a your. 

In spltc of ~ll the plonnlng~ we can do, I c~nnot visuallzc a smoothly 
runnlng r~chlno. Thor0 ~]l be stoat confu~lon, there will be constant 
chan&o in ro~]u~romonts~ but ~ost confu~in& of ~ll ~lll be the rap~d 
changes !n prlo_,~ltios duo to ch~n'os In the mllltary ~ituatlon. Those 
sltuatlons ~;lll chance ov~r night, but ~hen a groat manufacturlng plogram 
h~s boon once started It is all hell to try to stop It and start somethlng 
else, 
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DISCUSSION 

followlng lecture by Brlg. General Seth W~]lams, U.S.M.C. 
The Quartermaster, U. S. Marlne Corps 

Nsrch 27, 1939 

Q. General W1111ams, you mentloned the necesslty of golng 

to the trade assoc~atlons for Informatlon from tlme to tlme. To 

~hat extent do you f~nd the trade assoclatlons, data or informa- 

tlon as presented to you colored by selflsh interests ~ 

Ao I thlnk very l!ttle° I tk1_~k that our co~odlty com- 

mlttees knew enough of the 3ealousles in the psrtlcular trade that 

they were able to control that pretty wello The lack that we 

experienced !n trade assoclat!ons' informatlon was that they knew 

the normal places of manufacture and the economlcal places to 

purchase It, but just the mlnute we went over a 100% of thelr 

productlon they dldn't have any Idea where to go and get some 

other flrm to manufacture It. That is one of the th!ngs that 

your survey, to my mlnd, Is most important, where you know the 

productlve fac~lltles are not sufflc!ent you are planning sources 

to buy the rest of It. 

Q. Gauersl W~llla~s, you stated that you thought that the 

railroad sltuatlon would probably be worse in another emergency. 

Is that on account of the rolllng stock? 

A. Yes~ and the deterloratlng roadbeds and lack of mazn- 

tenance of the last ten years. 

Q. You spoke about allocat!ons. Just how far wo~ld you 

go wlth allocatlons? Would you allocate facll!tles for manu- 

facturlng of blankets today ~ 

~i-- 



A. Yes. I would allocate fac1!itles for everythlng that 

I knew the requ!rements of today. I would go 100% if it rested 

solely wlth me. 

Commander Dunham- General, may I ask my perennlal quest!on 9 

How would you keep those allocatlons up to date? 

A. That is your problem, not mlne. 

Commander Dunham. It seems to me it would be an Intermlnable-- 

an absolutely imposslble task to keep them up to date. I mlght 

observe thls~!f we went to a system of allocatlons in peace-tlme 

to the extent of allocatlng for everythlng, then we ran !nto not 

the greatest emergency imaglnable but sust a medium-slzed emergen- 

cy where we dldn't nee& all the facllltles for Wnlch we had allo- 

cated, then how would you pacify those who dld not recelve orders ~ 

A. I don't know. But you start out thls program wlth 

competltlve blddlng and you glve orders to the flrms who can 

manufacture the most economlcally or who are the most anxlous 

for orders. Now, they are go!ng to have to take those contracts 

at a reasonable price. Perhaps there is 20% of the Ludustrles, 

the hlgher brackets, who haven't war orders. They manufact1~e 

for the clvlllans. How are you going to kBep them from making 

a h~g ~roflt? Hew are you golng to keep the irresponslble bldder 

who needs work desperately and he reads over the speclflcat~ons 

and says, "Well, I guess I can make that", and he doesn't know 

the cost and he ~s a low b~dder and gets the contract and you 

Ikgure you v~ll get the results of that contract in slx months 

and you get nothLug. How are you golng to tak~ care of that on 
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competltlve blddlng ~ Now, In peace-t~me the Navy takes care of 

it under certa!n th!ngs. They have an acceptable llst of bldders. 

That Is to do away wlth the irresponslble bldders. The ~arlne 

Corps %s tryu~g an experlment ~n that whlch I hope to get results 

from. In 193~ and 1935 the Marine Corps Increased the quallty 

of !ts un!forms very mater~a]!y, and~ fortunately, for our flrst 

order we were able to secure a contractor who really could make 

the goods that the specaf!catlons called for. Then the cheap 

woolen manufacturer began to ccme in and he just blt off sometha~ 

that he couldn't do. But how could I prove it ~ He had backang 

of a mllllon dollars and we gave hlm an o~der of flfty thousand 

yards of our v~nter fleld unlform materlal. For the Marlne Corps 

that as over a year's supply. We dldn't get an acceptable yard 

from ham an over a year. We bought agaanst the contract last 

November. There was a penalty of ~25~0OO for the hlgher prlce 

we had to pay. He lost at least $3OjOOO trylng to make thls and 

they are !n bankruptcy. Thls as a lattle out of my llne~ but we 

have started a method of purchaslng. We have asked the Bureau of 

Supplles and Accounts to let us make an acceptable llst of manu- 

facturers of woolen clothing. We have sent to the entlre trade 

a notlflcataon that we will establlsh on July 1 a last of accep- 
and 

table bldders/to get on that last t~y have to produce for us a 

sample of the cloth that meets our requlrements. That will prevent 

anybody from baddlng on that unless he has personally made a paece 

of that cloth and knows what our requlrements are. I had three 

letters ~u the last three weeks from goods manufacturers and they 
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sald, "I th~nk ~t is the most advanced step the Navy has ever 

taken". Well, belng in the woolen bus~ness they dldn'5 k~ow 

t!~t the Navy ~has been dolng ~t ~th other thlngs for a number 

of years and they have a very large acceptable l~st for many 

dlfferent items. It !s a perfect Godsend but how are you going 

to do it ~f you don't do somethlng to get rld of that irrespon- 

s!ble bzdder? I am afrald of hlm as much as anythlng. How are 

you golng to prevent a f~m from b~dd~ng on two contracts when 

he can't do more than one. He wants to pale up ahead slx or 

elght months so he blds on one for the Navy and gets it and 

blds on one for the Army and gets It and then he can't do both. 

Q. Can you tell us how cooperatlon is effected between the 

War Industrles Board and the other agencles such as ~Var Trade, 

War Labor, War R l ~ ?  

A. Not very much. It 3ust dldn't come under my personal 
practlcally 

knowledge. I spent/all my t!me down there on procurement of sup- 

plles. That coordlnatlon wlth the other war boards was completely 

over my head. 

Q. Was there not a system of interlocklng ~rectlves $ 

A. I remember that we had a man from the Coal Commlsslon on 

the Requ!rements Comm!ttee and we had a member of the Food Com- 

mlsslon on there. It seemed to work all right. ~lenever the 

Marine Corps needed someth!ng there was always somebody o~ the 

War Industrles Board who had the contact. I never even had to go 

to any of them, but hhat was really beyond my knowledge. After 

all, m!ne was a pretty smsll part. There were many declslons made 

-4- 



down at the War Industrles Board that ! dldn't know about. Even 

Nr. Baruch dldn't have the flnal say. There were phlztlcal 

interests to be consldered and the Presldent has hls say. Some- 

tlmes all we knew about it was that Nr. Baruch sa!d it could or 

could not be done. 

Q. General W~]]lams, I am somewhat ~nterested ~n the ques- 

tlon of rank and prestlge on thls cooperation of Industry. For 

~n~tance, we have the Army Navy Nunltlons Board based largely on 

the offlce of The Asszstant Secretary of War and the offlce of 

The Asslstant Secretary of the Navy and we cont~plate using it 

as a sort of stop-gap until we get the War Resources Adm~nlstra- 

tlon golng. Now that body has behlnd it the provisional statute 

dlrect~ng the Ass!stant Secretary of War to provlde for the mobll!- 

zatlon of industry. Then we have addltlonal provlslons v~th 

reference to the Off!ce of Naval Operations and %he War Department 

General Staff. However, none of them are by any real authorlty. 

On the other slde, we have the Couneml of Natlonal Defense. It 

slso lacks any imple~entatlon 3ust l!ke the other. However, it 

has the rank of a number of the most important chlefs of the 

executlve branches of the Government, and I am 3ust wondering if 

a body representlng the power ~/ the two Asslstant Secretarles can 

brlng to bear is not a pretty weak th!ng to attempt, even tempor- 

arily, to control Industry. Posslbly the second body, whlch has 

several secretarles representlng a very important section of the 

executlve branches of the Government would not be more effectlve? 
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Now, my whole idea zs that rank counts--~_t counts vath clwl~ans 

as well as it counts wlth the Army and the Navy and are we on 

rather weak ground !n attemptlng to rely on the t~ Ass!stant 

Secretarles of the Army and Navy ~unltlons Board, even temporarlly~ 

A. I don't thlnk so. You are gomng to be the one who has 

the placlng of contracts, the one ~ho d~shes out the bllllons of 

dollars and mndustry Is golng to be flghtlng for you and be de- 

pendent upon you. Now, as far as h!gher decmsmons of polmcy go, I 

don't know, but the only thlng I hope Is that you w~ll sh~ft--of 

course~ mt can't be done !n peace-tlme--but shlft the mlnute yot, 

can. There is one th~ng I d!dn't mentlon in there, but after the 

war there ~ll be an mnvestmgatzon of how the War Resources 

Admlnlstratlon has been handled and there had better be a clv~llan 

up there testlfy~ng and some Army offlcers. 

Q. I would llke to pursue that question of allocatlons a 

llttle further. What would be your plan ~ How would you obtain 

your supplies thst were allocated--by that I mean as far as compe- 

t!t!on was concernedJ~uld you have any competltmon under your 

allocatlons for speclfmc items ~ Would you go to those allocated fa- 

cll~_tmes and obtamn competltlon, or simply enter !nto contract wlth 

those you had allocat!ons for? 

A. I would enter znto contract, nego~mated contracts, hoplng 

that the tax problem would take care of proflts. Don't mlsunderstand 

me. I am not attemptlng to say that the Army Industrmal College 

should recorm~end golng beyond the bounds of posslblllt~es, but we 
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d!d competlt~ve bldd~ng the the last war and It ~as a joke. A man 

came into my offlce and sald~ "Major~ I have got a hundred thousand 

yards of that and I need money for payroll. Ho~ much do you want ~'' 

I'd tell hlm what I r~eded and he'd say s "~en can I have the money?" 

I'd say, "Send me the bill of ladlng and 1,11 glve it to you tomorrow." 

Fifty per cent of our contracts--seventy-fzve per cent after slx 

months--~rere made that way. We mlght go out and get competlt!ve blds 

on buylng potatoes but we dzdn,t on most thlngs. I remember one bld 

hats. Nr.~Coombs ~, who was Presldent of the Stetson Hat on car~palgn 

Company, was Chalrman of the Commod!ty Commlttee down at the ~¢ar 

Industrles Board. ~ shortage developed on campalgn hats. We d~d 

get competltlve blds and a man came In from Phlladelphla and sald 

he was the low bldder and wauted the contracts. I sa~d, "Did you 

ever make men's felt hats ~" He sald~ "No~ we have always made 

ladles' hats but I need the wo~." "Well, 't I sald, "Nr. Coombs 

w~ll make the award on the advlce of the War Industrles Board." 

I took the proposal down and IVlr. Coombs sald, "That man can't make 

campalgn hats. Give ~t to thzs man. He will make you a good hat." 

He was about the fourth bldder so on the contract we put "Awarded 

such and such a bzdder on advice of contract section of ~ar Industries 

Board ') . That man reported me ~n a letter to Senator Penrose for 

splitting 50¢ a hat. Supposing a th~ng l~ke that had come out ~n 

those critical days~ Nr. Penrose sent that letter to Y~. Dan~els 

and Nr. Dan~els sent for me ~ersonally because I knew ~m. Dan~els. 

Itp~n~% happen to go through the regular channels. Supposing that 
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had gotten mnto the papers that I had spilt 50~. It would ruln 

the reputatzon of an offlcer. One th!ng that I dmd all durmng the 

war--I had a stenographer in my off race because I was purchas!ng and 

she was prepared~ If I moved a paper or a book on my desk~ to take 

down the conversatlon. 1~hen I went down to 9~. Danlels offlce tD~t 

day I sent for her to brlng her book and had her read the conversa- 

tlon ~th thms man anl t_hat is the last ! heard of it. 

Colonel Miles- That ms a good tlp for all of us. Durzng the 

war I had a much less responsmble job than General Wllllams, but I 

dmd that same throng and I adwse any officer who has anyth!ng ap- 

proachmng an executlve job dur!ng the next war to do that. 

Colonel Le~s- You stated t~bst yo~ ¢ho~ght that the Plannmng 

Branch and the Army !ndt~strmal College had producedcstatlstlcs that 

were a consmderable improvement over the 1917 set up. I gather the 

mmpresslor~ also, that other Departments have produced statistics 

that we hadn't even thought of at that perlod, but I am a llttle 

dlsappoznted zn the lack of current statzstlcso I fmnd in the 

Interzor Department that the statlstmcs are several years old--the 

very best you can get. 

A. One of the mnstractors v~no were here w~en Co~nder qa~cock 

was hero last year--he dzdn't take a very stro~ vmew of statmstlcs 

~nd I thlnk that that was hms ~dea~ that they weren't enough up to 

date. Well, most of the stat!st!cs about industry ~ come out of 

the bra!n ~hmch you get to run it. But I thmnk nelther Colonel ~lles 

nor I agree wlth Co~mnander Hancock that he understood Dust what the 
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questlon meant becaus% we four~ out that industr~es llke the cotton 

duck mndustrymthey dldn't know where to go after they got by the 

po~n~ ~here themr clvllman trade called for cotton duck, but the 

thlng I have always been afrald of about thins Ermy Industrlal money 

sltuatlon--I am not any longermI was afrald that in your fmrst 

yea~s Congress wouldn't glve you any money for some one or two years 

and that thlngs would get two years behmnd and all the work would 

have been wasted. I guess they v~uld spend a lot more money on it 

If they had it o 

Colonel Lewls Can you see any solutmon for the lack of t~_me 

llmlts for these statlstmcs that are belng kept? 

A. Supposing you doubled the force that was keeping them and 

securmng them~ Wouldn' 5 they be nearer up to date r 

Colonel Levis But the most mmportant are kept by departments 

other than the Army and Navy. 

A. Well~ I don't thlnk there Is any questlon but that from 

the Ikrst day there will be thousands of questloo~ ~hat can't be 

answered. 

Colonel N~les That is Where your co~od~ty commlttees co~e 

mn too. I thm~ that the statmstmcs that we have got to be very 

careful to keep are the stat!stlcs whmch tend to show our own re- 

qulrements and our o~m sources that we know and then plece that 

together v~th ~hat the Commodlty Conm~ttees will hav~hen they oome 

into the picture and they should come mnto mt very shortly. Then 

you have got somethlng to work on and I imagmne the greatest value--- 
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one of the greatest values of Colonel Ayres was hls abll!ty to take 

a nm_l!tary sub3ect and work a statlstlcal analysis whmch the mmll- 

tary people, because of thelr lack of abml~ty to analyze, weren't 

able to do. 

A. And then I th!nk he had very !nt~mate contact mmth Mr. 

BaruchNhe personally brought Nr. Ayres here and he had a chance to 

talk to people way above our heads. He followed the world pollcles 

and followed the war and everybody knows the remarkable success he 

has made slnce the war. He had tremendous ability. Every once in a 

wh~ e you have a blg ~an an andustry, though, who was a total fail- 

ure am the war. They were used to havlng a group of young people 

under them who were domng the work and they came down here and sat 

in an offlce w~thout even a secretary and traed to run some great 

bag thang and It couldn't be done. Of ceurse, our inmtmal d!ffa- 

culty and it stayed all d ~  3 the war, was that nobody knew what 

the Army or ~Ja, 7 or the Allles wanted. T~gs changed so rapadly 

and I thlnk !t ~s go~_ng to c~ange so rapadly In any other mobal!za- 

taon, !f It Is actlve at all, that you are go!ng to have constant 

changes. You are golng to plsm or ~o~e ~r~gr~ three months ahead 

of tmme a~d o~*~ ~ th~ matermal and then the ~Lllt~ry ~"i~uatlon 

wu_ll change and you are goang to throw It all away. 

Commander Dunham- I + . seems to me, General, %hz+_ yo~ just 

vo!ced very much of an argument for not go!ng to complete alloca- 

taonso There w~ll be ~ach changes. I say that we sholfld have all 

the informatlon on whlch to make alloca%aons but to go and 
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deflnlte!y make allocat~ons~ I thlnk, wlll tle our hands. If we go 

beyond the point of sllocatlng for those th~ngs which we know that 

we are golng to have to have mn any eventuallty and that they wzll 

be problem !tems---I thlnk ~f we go that far and get Informatlon on 

industry for the other thlngs we will be much better off than if we go 

the whole way. 

A. If you go that far I will be very ranch happaer than I am 

now. But I vasual!ze thms--supposzng you start another war the way 

we started the last war--mobllazatlen ~th the ~avy havmng a full 

year' s approprlataon avaalable under General Act of advanced funds 

whlch the Navy had. They got authorlty to spend all that money and 

they ~nt out and contracted for it and the Army dldn't have a cent. 

The Chaef of the Bureau of Ordnance called up General ~cCsuley, who 

was my Chzef at that tame. They were very antamate frlends. He 

sald "I've got to shut down Sprlngfaeld Arsenal] !_f I don't get some 

money wlthln @he next week. We haven't got any money. Can the ~rane 

Corps gave us an order for fare mmllaon dollars worth of materaal ~ 

Of course you won't get it." ~Vell~ I went down to General Crozaer's 

of face and talked wlth a ma3or over there and we plcked out atems 

that ran anto money and we gave them an order for flve mmlllon dol- 

lars worth of materlal and General Crozler started a b!g expaus~on 

at Sprlngfleld Arsenal wlth that lave mmlllon. Then the Army got 
General Crozler sa~d. 

its me~ey and ~ ~  "You can have your flve mllllon 

dollars back~ Gharlle, but if you need somethang, telephone m@~and 

I telephoned General Crozaer's offlce qumte frequently durang the 

-ll- 



war and Ordnance, as usual, helped us out tremendously. But let the 

Navy place contracts for three or four hundred mllllon dollars worth 

of materzal before the Army gets shy money and you are go~_ng to 

have to sort that thlng all out when the war starts. You are going 

to have to take away, even if ~t is a compet!tlve bld. The Natlonal 

R~sources Admlnlstrat!on will say to that man: "Cancel that order. 

It has got to go to someth!ng else." Suppos!ng rlght now, wlth the 

money the Army has got, if mob111zat!on should come after they have 

got that invested, if the mobILzat~on came they would call for the 

Navy in the flrst place~ wouldn't a lot of those orders have to be 

set aslde or the sane thlng d~verted to the Navy. 

Colonel N~les° That brings out one point that I hadn't reallzed. 

That is that General ~V~lllams is a Dlstrlct Ordnance Offlcer emerltus. 

Colonel Wllllams: I have a great admlratlon for the Army Ord- 

nance. It Is an Luterest~ng thLug. I heard last week an Army Ord- 

nauce Offlcer say that every Chlef of Naval Operatzons slnce the 

war was head of the Bureau of Ordnance of the Navy before h~ was 

made the Chlef of Naval Operat!ons. Apparently the Navy llkes them 

to. 

Q. General~ an an emergency~ to what extent do you conslder 

that the War Resources Admlnlstratlon can use the other exlstlng 

departments of the Government s especlslly the Labor Department and 

also the Nat!onal Labor Relatlons Board in settling labor dlsputes 9 

A. Don't you bel!eve that regardless of any law or anythlng, 

your organlzat!on here Is golng to be the key organlzatlon. Through 

th~s organ~zatlon the Army and Navy are going to be able to f~ght 
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the war and ! thmnk everythLug is go!ng to have to head up ~th 

the Resources Admmnmstratlon. I thlnk +~e Department of Labor will 

work--undoubtedly there v~ll be a Deparhnent of Labor representatlve 

on the War Industrles Board. If you get a strong enough man at the 

head of the Natmonal Resoz~ces Admmnmstratlon--that man will be the 

kmngpmn and we had mt mn ~m. Baruch. 

Q. General Wmllmams~ you samd you bel!eved the War Pesources 

Admmnlstratmon and the heads of hms dlv~s!ons should be cmvmllans. 

N~v, gomng dow to the oparatlng parts of these war-t!rCe procure- 

ment organmzatlons, do you bel!~e that the dmstr!ct chmefs should 

be c!~p_lT~ or ~l~+ary ~en ~ We have them both rmght now. 

A. I thmnk your chmefs--well~ won't there be one of each~ 

more or less coop~rstlon--won't the c!v!han represent the ~ar Re- 

sources Admmnmstration and the mlmtary man represent the mmlltary 

depsrtments ~ ~o ms the head of it now? 

Q. Well in some branches of the Army a mmlltary man ms to be 

the dmstrmct representat~vej in other branches~ a cmvml~an ~s to be 
General V~llll~s. 

d!strmct chlef. /~f you have a crackerjack Army o~icer ther% can 

you spsme hmm from mmlmtary dntmes ~ ~on,t he be called ran? 

D@lonel N~les: In the Ordnance Department mt ms absolutely 

foolish to consmder makmng the Dmstrmct Chmefs Arm@ offmcers because 

they v~ll not be avamlable for that purpose. The expansmon of the 

Ordnance Department v~ll be such that you couldn't possible put a 

man mn as Dmstrmct Chmef. On the o~aer hand~ I thmr~ possmble some 

other branches would do so. You m~ght do so. Ord~nar~_ly, I belmeve 

tha~ost d~strmct chmefs mn tmme of war~ as I understand zt, should 



be clvml~ans or clv~i~ans commissioned. General W~ll~ams, we cer- 

tamnly appreciate your belng v~th us to day. I thlnk you c a~ all 

resllze the great val~e of General Wmllmsms' comang and talklng to 

us in thls intlmate way, and I certamnly want you to remember the 

two thlngs--one about hms secretary, how he used hls secretary, and 

the second throng ms h~v he pald has b~!]s, and I vmnt Campbell and 

Connell to get into a huddle and see If they can't flnd some way of 

presentmng to the Chaef of Fmnar~e the suggestlon that bills be pald 

as promptly as General W11_llams found It posslble to do. General, 

we want to thank you on behalf of the College for thins flne talk. 
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