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dealers in France and Germany. Shortly thereafter some orders began to come in
from Prussia, which were especially welcome because exchange rates happened to
be favorable,

One of the most exciting of the personal experiences published in the 1863
catalog concerned James M. Wilson, later to become a captain in the Kentucky
Cavalry. The account of his adventure, which was reproduced in Cleveland’s well
known book, Hints to Riflemen, tells how Wilson, “an unconditional Union man,
living in a strongly disloyal section of Kentucky,” had been threatened by his
neighbors.

In consequence of this, Capt. Wilson had fitted up a log crib across the road from
his front door as a sort of arsenal, where he had his Henry Rifle, Colt’s Revolver, etc.
One day, while at home dining with his family, seven mounted guerillas rode up, dis-
mounted and burst into his dining room and commenced firing upon him with revolvers.
The attack was so sudden that the first shot struck a glass of water his wife was raising
to her lips, breaking the glass. Several other shots were fired without effect, when Capt.
Wilson sprang to his feet, exclaiming, “For God’s sake, gentlemen, if you wish to murder
me, do not do it at my own table in the presence of my family.”

This caused a parley, resulting in their consent that he might go out doors to be
shot. The moment he reached his front door he sprang for his cover, and his assailants
commenced firing at him. Several shots passed through his hat, and more through his
clothing, but none took effect upon his person. He thus reached his cover and seized his
Henry Rifle, turned upon his foes, and in five shots killed five of them; the other two
sprung for their horses. As the sixth man threw his hand over the pommel of his saddle,
the sixth shot took off four of his fingers; notwithstanding this he got into his saddle,
but the seventh shot killed him; then starting out, Capt. Wilson killed the seventh man
with the eighth shot.

In consequence of this feat the State of Kentucky armed his Company with the
Henry Rifle.

One of the most colorful tributes to the effectiveness of the Henry rifle came
from the Southern soldiers themselves. Sawyer tells how “Major Claudman of the
Ist D.C. Cavalry, in a letter to Mr. Winchester, said that when he was held in
Libby Prison he often heard the enemy discuss the merits of the Henry rifles and
he heard one of them say, ‘Give us anything but that damned Yankee rifle that can
be loaded on Sunday and fired all the week.” ” 1°

In Letters from Lee’s Army there is the sober comment: “We never did
secure the Winchester [Henry] whose repeating qualities made the enemy’s cav-
alry so formidable towards the end of the war.” 1!

Operations during In the absence of large Government contracts, Winchester was unable or
the War Period \twilling to take the risk of expanding the Company’s facilities beyond the phys-
ical limit imposed by the location of the plant, which remained at 9 Artizan Street,
until after 1865.' To John W. Brown, of Columbus, Ohio, who had suggested
that the organization might move into larger quarters, Winchester replied on May
4, 1863: “We shall go into an Armory, as you have in your eye, but we must creep
a little longer. By and by we hope to walk and then we shall soon be in a position
to drive.” Eventually he was able to make good his prediction, but not until after
the war was over.
38 Operations as a result remained on a relatively small scale. The average
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Plant of New Haven Arms Company in 1859
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The Company made other experiments with ammunition, and in January
1863 reported “an improved cartridge with the powder compressed, by which the
power is much increased.”

Rising costs of labor and materials also contributed to management prob-
lems. As early as October 1862, Winchester explained an increase in prices: |
“Lead, copper, and steel have advanced 50% within a short time. Our ammuni- {l
tion costs us $12 per 1,000. We shall stand this for awhile in hopes of a decline;
‘|‘ but if costs advance more, or continue on at the present high prices for any con-
i " siderable length of time, we shall have to advance the price of ammunition. It is
‘ very annoying to us, as it must be to others, to be constantly changing prices; but

with the state of the market we have no choice, as we are not safe in guaranteeing
| the price today to be the price tomorrow.” The following month he noted “...
| the immense increase in the costs (gunsmiths to whom we used to pay $2 per day,
\ are now getting $4.50), has made it imperative on us to sustain our prices firmly
to save us from loss, if not ruin.”

“ Winchester was especially interested in the performance of the Company’s
products and in correcting any faults that users experienced. The Henry rifle did,
g in fact, develop two weaknesses. One was a tendency for the firing pin to break,
attributed by Winchester to pulling the trigger without ammunition in the chamber;
the other defect arose when the magazine became dented. To one captain he ‘
i | wrote: “I regret that the metal in the breech pin should have failed in so many ‘
| of the guns furnished your company. We have used the greatest care to have them f

perfect and of the best material. It is the weak point in the rifle, the most impor- i
i tant we have yet discovered, but it is easily [corrected] and shall be remedied in §
I ~ the next lot, which we are now commencing.” In the same letter he cautioned |
w - against pushing up the plunger in the magazine and letting it fly back against the ‘
| cartridges, as this damaged the magazine and prevented the ammunition from

feeding back into the breech. ,
s While Winchester was receptive to suggestions about improving the Com-
i pany’s products, there were limits to the amount of changes that could be under-
w taken. As he noted to one correspondent, all the improvements the latter had

suggested could be made, for example: “. . . increasing the length of the barrel
| and breech, and adding globe, telescopic or other sights; but all or any of these
alterations would require time and expense, which, in the present scarcity of hands,
and the hurried demand for our rifle, we can not possibly give in to at present.”

In spite of being forced to sell largely to non-Government markets, the New Position of the
Haven Arms Company emerged from the war period with a greatly improved Company in 1866
financial position and prepared to adapt its operations to meet the contingencies
of postwar adjustments. Virtually bankrupt in 1860, the net worth of the concern |
was approximately $354,000 at the end of 1866 (see Appendix G-1). The dealer
contacts made during these years gave the Company the nucleus of an established “
marketing organization to carry on its postwar commercial business. Furthermore, }
certain of the features of the rifle, such as the smaller caliber and the rapid fire, ‘
which had only limited attractions for the military authorities, became increas- ]
ingly popular among hunters and frontiersmen. ‘
These were important considerations for an arms and ammunition manufac- 41 {
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turer during the postwar years. With the end of hostilities, the industry as a whole
was greatly overexpanded. Foreign purchases took up some of the slack in military
demand for a few years, until those countries built up their own small-arms pro-
duction facilities. But this demand was not sufficient to support the entire industry
and a large number of firms went into receivership. Those that survived did so by
adapting and diversifying their production.

The New Haven Arms Company was not immune to the sudden slackening
i of business that followed the end of the Civil War. Partial sales figures indicate
that only 470 guns were sold during the last quarter of 1865 and the first half of
1866. During the same period only 672,000 cartridges were marketed. A continu-
ation of these conditions could have been embarrassing to the Company, for the
balance sheet indicates that a considerable portion of the assets was made up of
inventory and the cash position was low.

Winchester, however, was not discouraged by the outlook for the future.
Over the preceding nine years he had learned a great deal about guns and ammu-
nition and their manufacture. Early in 1865 he began laying plans for expanding
operations by applying to the Connecticut Legislature for a new corporate charter.
In July of that year the State Assembly granted a charter for the Henry Repeating
Arms Company with permission to carry on business either in New Haven or
Bridgeport. Capital stock was set at $500,000 (par value $100 per share) with a
provision that this figure might be increased to $1,000,000. No attempt was made
during 1865 to re-form the organization under the new charter, but in 1866 Win-
chester sold his share of the shirt business to his partner, J ohn M. Davies, which
freed him to devote full attention to firearms production.!® He also moved to identify
the organization with his own name, by getting the Legislature in 1866 to change
the title of the new corporation to the Winchester Repeating Arms Company.®

Meanwhile Winchester’s growing stature in the community was reflected in
the fact that he served as Lieutenant Governor of Connecticut for the term 1866-
1867. Thereafter he was commonly addressed as “Governor Winchester” by his
friends and business associates.

The Henry Rifle Two incidents, involving the use of the Henry rifle in 1865 and 1866, offer
g b i e B prologue to the subsequent tremendous popularity of the Winchester repeaters
in the West.

The first of these came late in 1865 and marked one of the earliest experi-
ences of the Indians of the Rocky Mountains area with the deadly effect of a
repeating firearm. For nearly two hundred and fifty years there had been more or
less continuous conflict between red and white men armed with single-shot guns.
3 The chief and most effective tactic of the Indians was to maneuver within charging

distance of an opponent and tempt him to fire by offering one of their number as
a target. The brave involved, unless he was disabled, and his companions would
then rush in and overwhelm their white adversary before he could reload his
firearm.

How the Blackfoot Indians of Montana tried this same maneuver against
two prospectors armed with Henry rifles was told by one of the white participants
to Paul B. Jenkins many years later. The two white men were former Union sol-
diers who had kept the Henry rifles issued to them just before being mustered out.

42  They began mining borax in the heart of the Blackfoot Indian country, knowing
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it was only a matter of time before the Indians would attempt to wipe them out.
As retold by Jenkins,

One morning the two young ex-soldiers had hardly begun the day’s operations when
they saw the enemy approaching in force and knew that they were in for it. Some forty
warriors dismounted at a distance, approached to nearly gun range, lay down in the
grass and began deliberately to creep in, spreading out to surround their supposedly
doomed victims. Once in range, some began to expose themselves for an instant, bob-
bing up in the hope of drawing a desperate bullet, but always doing so two at a time in
the hope of getting the guns of both whites empty simultaneously. One of the youths
caught the idea from the fact that two Indians always showed themselves at the same
instant, and said to his companion: “As soon as they get near enough, we'll fire together.
They’ll rush us the moment we both fire; and then’ll be the time for you and me to do
some shooting!”

It happened precisely as he foresaw. With full magazines they agreed to bring on
the decisive charge. At the word of one, both fired as two warriors showed themselves
above the grass for an instant; and the moment that the two flashes and puffs of smoke
were seen simultaneously the whole band of Blackfeet sprang to their feet and dashed
yelling in on their supposed temporarily unarmed and helpless victims. But those two
guns kept on firing! Shot after shot kept pouring from the guns over the low log breast-
work, and to the indescribable horror of the warriors who considered themselves already
victorious, man after man of their number fell shrieking or silent in the prairie grass as
the deadly and unheard-of continuous firing blazed steadily at them; and that at a range
so short, chosen for the final dash to close quarters, that few if any of the young rifle-
men’s bullets missed. To halt, to wheel and dash madly away in any direction to escape
the ceaseless fire, were moves of but an instant; but as they fled the guns kept at them,
and only a few escaped unhit. Reloading their magazines the youths sprang from their
rude barbette and ended the desperate work by leaving alive no wounded victims. Indeed,
for the effect of the thing, they riddled every corpse with innumerable bullets and dragged
the whole number to a heap at a distance beyond rifle range of their fort, that the sur-
vivors might return and contemplate the fatal results of their terrible encounter with
weapons that obviously appeared never to need to be reloaded at all.

From that day no other attack was ever made upon that pair. Not only were they
thereafter immune, but the one of them I later knew told me that passing Indian bands
would make wide detours to avoid even the neighborhood of their cabin; or, on meeting
one of them, would rush off to a distance for fear of coming into any proximity with the
awful magic of death that they had so terribly exhibited. Once, he told me, meeting an
Indian whom he had reason to believe to have been one of the survivors of the fight, the
brave, with a face of horror exclaimed, “Spirit guns! Spirit guns!” and was off as fast as
his pony could gallop.'7

The second incident involved a brush between “the law” and some stage-
- coach robbers. Neill C. Wilson, in his book, Treasure Express: Epic Days of the
Wells Fargo, tells how the stagecoach carrying a large shipment of cash was held
up and robbed by three armed bandits near Nevada City one May day in 1866.
Steve Venard, the former town marshal of Nevada City, did not join the posse
that set out after the robbers but, armed with his Henry rifle, picked up the trail
at the point of the robbery and followed it into a steep and rocky canyon to a point
where his way was barred by a waterfall. To let Wilson continue the story:

Climbing doggedly with feet, knees, and one hand, Steve Venard reached the top of
this fall. A half-shattered log led to the base of the islet. The man-tracker advanced over 43
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the bridge, stepped ashore around a granite block, and came full on Jack Williams’ ghost.
The ghost was cocking and leveling a long .44 revolver.

Williams and Venard sighted each other at the same instant. And at the instant,
Venard’s rifle leaped to his shoulder. Also, at the instant, Venard saw Finn, alias Kerri-
gan, drawing bead on him from the summit of the islet.

No time to change targets. Venard drilled Jack Williams’ ghost directly and speedily
through the heart. A flip of trigger-guard and another half-ounce cone of lead was in
firing position, just where Tyler Henry had once pledged Mr. Winchester it would be.
The second shot, dispatched before echo of the first had caromed off the cliffs, sped
upward and spattered on the canyon wall, having entered Finn’s skull below the right
eye and toured his skull en route. A scramble for the top of the islet proved the third
bandit vanished. Venard kicked leaves over the Wells Fargo buckskin bag which lay
beside Finn's body, took new bearings on the ravine that still mounted by big, wet
terraces in front of him, and set up its eastern face.

Bandit Number Three was doubling and twisting like a hare along the steep brush-
covered hillside. Venard’s rapid shot all but nipped him. The quarry turned at bay, full
of fight, as its dust spurted in his face. The next shot out of the pursuing Henry explored
his heart, sent his spirit winging and his person crashing downhill into the canyon.

The rest of the posse found Venard sitting on the buckskin bag, communing with
his plain old, well oiled rifle. The odds had been three to one and the three had been
under cover while he had advanced in the open; each adversary in that one high-blazing
instant had held fair bead on him; yet here they were. Three dead men, two of them still
clutching cocked revolvers, and one live deputy. But—four expended bullets. The Henry
must be getting old. Steve Venard was regretful.

The stage had been robbed at 4:30 a.m. It now was noon. The treasure was back in
express company keeping by two p.m.

The governor of California commissioned Venard a lieutenant colonel of militia “for
meritorious services in the field,” and the express company made over to him its $3,000
reward money and, with considerable celerity, a brand new, suitably inscribed sixteen-
shot Henry. It had become fixed policy with the express management, when a man
‘ showed himself adept at gunning bandits, to present him with a fine rifle and its hearty
{ compliments.18

4
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sales that carried through the following year, but beginning in 1909 and continu-
‘ing through 1914, the yearly total of guns sold averaged over 290,000.

To a very considerable extent this expansion of Winchester’s sales paralleled
the growth of the entire firearms industry. No exact comparisons can be made as|
the Census did not report physical production, and combined pistols and revolvers
reporting the value of the industry’s products during these years. The combined
figure reported for 1889 was $2.92 million, for 1899 $5.45 million, for 1909
'$8.06 million, and for 1914 $10.54 million.

Judged by these and other data, Winchester was in about the same relative
.~ position in the firearms industry in 1914 as it had been in 1890. Even so, it
would be a mistake to assume that the growth necessary to maintain this position
uld have come without any attempt on the part of the Company to push sales.
According to Emerson’s well-known observation, the world will beat a path to
e door of the most skillful manufacturer. Experience seems to show, however,
 that quality alone may be insufficient to build and maintain customer interest. The
 well-worn paths are much more likely to lead to establishments whose products
are brought frequently and forcibly to the attention of the public.

In any event, there was no tendency on the part of the Winchester manage-
- ment to test the validity of Emerson’s generalization after 1890, even though by
-~ that date the reputation of the Company’s products was based solidly upon their
performance. An increasing amount of attention was given to keeping the “paths”
to the New Haven establishment clear and in good repair. The Company’s
- emissaries were sent out, charged with the responsibility of seeing that the public
\ was well acquainted with the virtues and qualities of Winchester guns and am-
munition.

With the increased emphasis on selling, the principal marketing channels ~Marketing Organization
ere undisturbed; merchandise being sold to jobbers or wholesalers who in turn
tributed to retailers, but the marketing organization was gradually elaborated
‘and expanded during the succeeding twenty-five years.

This expansion was reflected in the personnel of the management and an
~ expansion of the group. From 1890 to 1900, Hooper continued to be responsible
sales. Sometime during this period the general supervision of the sales force
s put under the direction of Irby Bennett (no relation to T. G. Bennett), gen-
ceral agent for the Company in Memphis, Tennessee. In 1897 William R. Clark
‘was made advertising manager.

Hooper resigned in 1900 and Hodson was elected vice president and treas-
~urer. To take over Hooper’s work on sales, Harrie S. Leonard was appointed
istant treasurer. Shortly thereafter, the supervision of salesmen was transferred
to New Haven, and around 1907 a sales manager, Seneca G. Lewis, was ap-
pinted.

For a number of years after 1890 the Company seems to have been con-  Raising the Profit
cerned with raising the low-profit margins on guns that had come about during
1881-89 period. There were several alternatives open to the management. The
ation might have been remedied simply by raising list prices, without changing #
- rebate and discount pattern. Such a move would have no doubt increased

ces to the final purchasers. On this point the officials were apparently con- 177

Margin on Guns
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vinced that many of their customers would either be unwilling or unable to pay
higher prices, or that other concerns would not raise their prices correspondingly
and would take away a considerable amount of business. With two exceptions,
therefore, list prices were unchanged during the twenty-five years beginning in
1890.

A greater amount of sales at the same price would, of course, increase total
profits even with a low margin per gun. As already noted, sales did in fact increase
remarkably during the period, but not until after 1897. With or without increased
sales, profit margins could also be increased by cutting manufacturing costs. Inso-
far as contract rates are an index, production costs were lowered, the index fall-
ing about 31 per cent between 1890 and 1904. (See Appendix J-5.)

Finally profits could be raised by cutting trade discounts and rebates to job-
bers. This the Company was able to do. The jobbers’ mark-ups were cut approxi-
mately in half during the period; an indication, in part at least, of how desirable
the jobbers and retailers felt it was to handle the Winchester gun line. (In the
absence of general information on jobbers” discounts and rebates in other fields
during the period it is not possible to determine whether the margins on Win-
chester products were out of line.)

This lowering of jobbers’ margins involved the risk that the big jobbing
houses, which the Company was especially anxious to keep, would withdraw their
business. The jobbers were presumably compensated to some extent after 1897
by an increased volume of business, but there were complaints that mark-ups
were too narrow to be profitable. Winchester apparently lost a few of its accounts,
but seems to have been able to replace them without serious difficulty without
changing the jobbers’ margins.

While Winchester was interested in keeping prices to the dealers and cus-
tomers reasonably low, it was insistent that prices should not go below established
or conventional levels. For this reason the management moved vigorously to pre-
vent price-cutting that began on a serious scale after 1900. By this date jobber
margins had been substantially reduced and while the Company believed that
these discounts and rebates gave both the jobbers and dealers a reasonable profit
margin, it realized that such margins had to be protected if jobber and dealer
loyalty were to be maintained. The Company also wished to avoid giving the
public the idea that its products could be bought at cut prices.

One source of price-cutting came from firms which, because of the prestige
of Winchester firearms and ammunition, used them as “loss leaders” to attract
customers. The other source of price-cutting came from the mail-order houses,
especially Sears Roebuck & Company, which followed a policy of selling mer-
chandise whenever possible at prices that were generally below those quoted by
retail dealers.

Prior to about 1904 Sears Roebuck had observed Winchester’s price policies
on guns, merely challenging price competition, and in the case of the Model 86
rifle, offering a cleaning rod free with every purchase. In 1901, referring to the
Winchester firearms, the mail-order house stated in its catalog: “We would be
glad and perfectly willing to sell this line at lower prices, but the manufacturer
restricts the selling prices and would not supply us with goods if we were to sell
below these printed prices. These prices are guaranteed to be as low as offered
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any reliable dealers in the United States, and should you be offered these goods
er by any dealer you would confer a great favor by advising us, in order to
?givc us an opportunity of adjusting the prices.”

In 1904 Sears Roebuck took the first step toward cutting prices by offering
|, Winchester take-down shotgun as a premium for every $300 worth of goods
gpmchased from the mail-order house. T. G. Bennett took quick action and on
November 26 of that year wrote the Company’s sales force and the trade stating
Jﬂlat because of this plan, all quotations on guns had been withdrawn from Sears
‘&R_oebuck and that the Company had cancelled all orders.

il This action by Winchester evidently affected the Sears Roebuck stock quite
mptly because the latter concern wrote to one customer on November 23,
xplaining: “The reason our stock is exhausted and that we are unable to state

e fact that the Winchester Repeating Arms Co., has deemed it advisable to dis-
-continue selling us owing to the fact that they consider our profit sharing plan
. as being a cut on their line of goods. . . . Our profit sharing plan has
ated so much disturbance and agitation among dealers that the Winchester
peating Arms Co. . . . has considered it advisable to sacrifice our business to
er the interests of the other dealers who are almost universally in favor of
ge profits and opposed to a profit sharing plan similar to ours . . . Understand,
s not our intention to cease selling Winchester goods . . . We will continue
sell them but . . . we are compelled to receive our supplies from sources
er than direct from the factory.” 2

Sears Roebuck accepted Winchester’s challenge by quoting the Company’s
uns in its catalog for 1905 at prices below the restricted retail levels set by the
) mpany. For example, the Winchester standard Model 1897 repeating shotgun,
restricted to a minimum retail price of $18 by the Company, was offered for
'$15.50. At the same time Sears Roebuck stated in its catalog: “While we will
ladly furnish this Winchester Repeater for only $15.50, since we can furnish
ou the celebrated Take Down Model Marlin Repeating Shotgun, a gun we con-
er worth $10.00 more, for only 55 cents additional, only $16.05, if you want
repeating shotgun we would advise by all means you order the Take Down
lin Repeater.”

Sears Roebuck resorted to various devices in order to obtain Winchester
s. Fred Biffar, manager of the Sears gun department, who appears to have
aken the chief responsibility in the contest, established at least two dummy con-
erns, the Clinton Hardware Company of Chicago, and the Model Sporting Goods
mpany of Evansville, Indiana, and through them purchased guns.

Biffar was able to get some of his suppliers of other merchandise to order
uns for him and in some instances, European houses received orders which were
- reshipped unopened to Sears Roebuck. Certain retail dealers were offered a five

er cent premium for Winchester guns, being instructed to be sure to display
Vinchester guns in their windows and appear to be doing an over-the-counter
‘business for the benefit of the local jobbing houses. To conceal the identity of
pliers, the serial numbers on guns were filed off.

Winchester was able to cut off supplies to the mail-order house in various
s. Dealers who were discovered selling to Sears Roebuck were prohibited from
chasing Winchester goods. The Company formalized and increased the rebates 179
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