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CAPTATY WORTHINGTON:
are very fortunate this morning to have as cur speaker Dr. William
Y. Blliott, & member of nhe Departmant of Government at Earvard University.

During Werld Viar I, Ur. Blliott served in the 1l4th Field Artillery,
30th Division, ﬁﬁE.w. Dur; Worlid iar IT, Dr. Ellictt served in ‘ashing-

ton as a consulitant to vari 013 govern agencies, including the Natiocnal

Defense Advisory Committee and the Office of Production Hanagement. He was
the Director of Stockpiling and Tra rtation and also Vice-Chairma

Production Board.

Civilian Requirements, all of ih

The subject of Dr. Hllictt's lecture today is: "Civilian Requirements
in Wap, !
m dar.

DR. BLLIOTT

ington and gentlemen: This room gives me a slightly
fumny Pae¢1np. th last time T =zaid anything in it I had the temerity to
Har

7
redict to the nz‘V Va. C 2 2 downfall of France;

pred ces; that was in late
1929, The ge g o me at that tims thought, I am
svre, that I bout something about which I had some
knowledze. liy arguxeﬁt was L, 1 I thought the French, frightened anc
unprepar@d in aviatior o waapons, were geitting bored with the so-
called ! maowy“ wayr hat the Dritish never got borsd with aAything be~
causea txe;-were ) r @ and consequently lived in a perpetual
state of boredom. Tell, it to be more co:rect than we had any
right to think at the time.

LOOAWA{ ack ncw on that period, I many of you gentlemen
and certainly I, had made Fubtile and usel Ho get =tock iles of
strategic materials——an obvinusly necess do=~for & ears, 1he
first memoranduwn that I prepared for Iire _OOQ>VLTU before he w inbto
office was writben on that Lowlc, urging him--I hope with some persuvasive

)

reasons—--hHo g le the war debts of the First Viorld “ar in rebum for
strategic mate 18e Think what a N-L Bronce 1L "ouLd have mrde

U
1
k)
L

entire conduct of the war if we had

u' C+ Q

limited extent, rather than having 1s

our staff work and disrupt ¢n~13trv ns beca had 1
planned out the scale of ths magnituds our y‘qukr) cntsy or laid in even
a sbock of strategic materials. )

1
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The Var Department was often criticized for its inadequate requirements
in the first years of the war. ITul we must remember that both its «-Day
plan and the “ar Resources Board wers rrject@d by fcosevelt. In the Suwmer
of 1940, when I came to Vashingion with Ed Stettllldu, Don Helson, Bill
Batt, anﬂ 3 few others-—-in late Iay or possibly early Juns--we knew very
iittlae about the reguiremenbts. Ve were sebt up only as an Advisory Commissicw
with no headl It would have ruined our preparation for war had we taken

completely seriously the minimum figures that were presentsd to us, for
planning facilities Tet, it was not the fault, in any real sense, of the
Armed Forcas. Thau is going to be the key of my remarks about civilian
requirements this morning

Planning for any kind of po]icy W“a ever depends on the objectives of
the policy. The strategy keys thf ics. The fact is that the planning
had not been done to“—sidﬁ in & whatever, nor was it compatible with

3 .
*h +@mner and © i vc:"ment to be willing do it, Cur
Arerican people, perhaps, ius weren't oreparsd by their history or lsader-
ship for this effort.

I remember, at the set up & Commlttee on Administra-
Management, on whicl f member, z lunchecn conversabion
Yr, Roosevelt which t2il you about without a“y oreach
1fidence. In 1934, z assigned me the job of sebi
It nemorandum on the se stafl and secretariat, I
! essity for having £f around the Pregidenht compara
what lr. Forrestal 13: pud renort, based, if you lilke, on the
”ﬁre"aW model of the Bri on Imperial Defense. I though® this
vould fﬂrq1°h, in a quist thout eostentation, the strategic »nlan-
nlﬂg and follow-up in industrial organizablion that was obviousliy necessary

in the kind of world in which we ware

Mr. Noosevelt, whatever aili v
person in analyzing, at that time at 1east, the danger
I may give it 2s my psrsonal cpinicn e
ably about his analysis of the s
story, but it is a story for the
paring the couwntry for war. A
to pressure pelitics in ths way
before our eyes, he felbt unable to
bezged him again in 1937 o considsr

g a very shrewd
the Axis powerse
very consider-—
ers. tnat is another
see thn necessity for pre-
ad of a democracy vulnerable
evidencad
view I 1
hllLtV of aoing it

very quietly, without any Dubl;c Ly by merely set 1g up this Brecutive

£

Policy Council which was

mhrvonlc form bv 3111 Phillips, as

Under Secretary of 3 t was initiated for the purpose of
bringing together ate Depertment,--I do not think we
can limit it only t t least the b@glnulng,—~in such a
way as to have thoss services in ntinuous contact and have zome joint
planning accomplished.
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But when we reached the subjisct of setting vp a ar Production B
being, in skeleton form, which, in my opinion, is wore necessary nov than 1t
was then by a thousand ner cent, e said: "I can't do that for several
reasons.. In the first place, I3 will be treated as a1 g s
by this pacifist country. And, in the’ recond nlace,
would ran away vwith 1t." Despite . Baruch ran

on the bench in lafayette Paric!

T give you that mercly as a
alities that sometimes alfect very
ond reason was the more imnortant of il
had done excellent work in the First U&

would be useful end, as an elder imarn, could be
position. EPut that was the Preside: nosition. T was i
who was to run 1t. After all, he was the President. Someone must

nt'ls

The reason I bring

planning, before the last
nant, There was no pl:

It was obvious from
were going to have to fLwn
Italy. Certainly aftor
Rhiineland, nobody couvld
of those vatems was
'72"*7L133?“e
not like %

Yeas50.

w L think, politicelly, the any
analysis of requirements for civili: ta because thev affect th
ture of the requirements of war. stand the gravest danger of
fighting the last war over aga in my judgment, will nct
nermit us thet luxury. The French 3t this yrar that technigue, Izny a
battle has been won on the plrzi the Brivish, but I'il
be damned if T don't belisve mor * them have been lost thers,

The idea =f going over the nast as n indication of the future is fatal.:
This cowntry, in m my_ Judgment, is ro e inevitability of war
within a period of 15 wyears, unllus cc*+win very difficult political decim-
sions are m“dﬂ soon,. LIt will be most fortunate if 1t can provent that war
by taking action, as could have been taken before this lasbt war, of a pre-
vartive chorocter within Lu time limits of the next five wvears, s
versonally, do not belisve that the couwntry will itake the necessary action.
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T believe we will repeab all the errors that democracy has made befors in
refusing to recognize the real nature of the Russian system today, which is
the only gource of any dangsre

You may think what I am saying is rc% apcoszte to what I am zoing o
talk to you about. I think perhaszs I ¢ show you that it is,

L had a lonz conversation with Stalin after I had resigned from ihs
Ylar Production Board=-I wasn't among those gentlemen in that Roard who fol-
lowed the Harry Hopk;na line~~and I was told in auSULa, over some Vanka, by
one of our hosts, that T had cazused them a lot of difficulty in the W.P.B.
I had, I tried to stop lend-lease to them following the second bhattle of
Fhar kov, certainly 211 of it for their » nost war reconstruction., Lend-lezs
waen't created for this PUrpose. I also asked the United States to stop
delivery of electronic egquipment, radar, and everything else after it was
certain they could not take care of the Germans in their own territory.
Yiost of all, I objected to priorities being given to them for rebuilding
Russia over the post war years that would delay our ovn reconversion. That
was the point ab which the conflict bec&me critical and I make no bones
gbout that

-

Az a lifelong student of politicg-——sa

looked into the fdceb 4nj felt the ch
studied their system, fully anprecis

tarian character and quality; its 3

far as I have lived--and having
T e rulers of Russia and
ggness and its totali-
ubtle wropaganda than

that of the Nazis; 1ts superior fifth column within our own country, assiste
by fellow-—travelers in high plau@ﬂ, T am conv1nced that the danger from that
system to ours is greater, and will be greater in a fulurs war than the one

we have just gone through.

¢t
9

Qo
o

trategy will be entirely different. I do not
niliar rigmarcle aboutb the nature of modern warfare with
ns. L am not tallking aboul atomic weapons only, but j
tets, and supersonic planes and things that are n
Russians. But the main thing is: that the insidious p
nage, sabotage, and infiltration of cur systom by that systom
is possi 0]3 helo, where no counier-mecasures on our part are possible against
them thers. Until we realize tnun, and act uccordlngl s, we stand in the

— U
gravest possible danger of having a war that } reaks upon us in days, with no
Britain in front of us this tdme; with the distances subsbtantially annihi-
lated by the possibility of deliwvering weapons either by planting them like
mines in our cities, or from either n‘arby baszs or borne from very far
distences in destructive mass that can certainly be crippling; by an encny

whom SWTDTLSC is 2 natural i
a

to all totalitarian syst%mq);
as they 1it on Finland;

s
eir ally, Hitler--and he was
sheir ally—-beat them o the

nd also the DBaltice He beat
then to the Jump, to his own des iht but, any way, it
was a near thing,.
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If that is the case, ths whole rhilososhy of civilian requiremen
affected by it. BEver if it isn't the case, any kind of major war tha
are going te fight will be of that character, wheither I have selected
precisely right analyS_S of its souvrce or not, no matter from what source it
comese. A war in whick the world is divided in support of the United
Wations, if such a thing is pessible, wonld nevertheless involve the same
glement of immediacya There would not be the two years that we hacd as a
period of grace irn Yorid War II, and the more than a ye: really tvo or
&

ar
"’
three years in World War T--we Jidn't get into it until 1917--to get ready.

Therefore, the whole organizztion of civilian requirements will be an
entirely different nroposition from the one we had this time. Ve got slong
with s reasonable degree of success because, you see, e could intervene
almest at the time we chose. Japan kicked us in, but we were nearly Seady
for it. DBritain was holdlnc Nortﬁ Africa, the Fediterranean had not been
closed, and there were a numhe other factors of a faverable character,
aéwzsteJ try that Providence heretofore has been so censisbent in
nrotecting drunken men, Loolo, and ths United States. Iy only propesal on
this is that we ouﬁlt not to press Providence too far; and that, in conse
quence, we will not have that schedule that Jack Swall of the C.P.A. has
gone over with you, of several slow sbages in our preparation to go inte the
next war.

ntirely different
>1ly those industries that
~emain bo be grabbed,

probvlem. It will bhe & %at'e“ of gre-
can be used and those materials and
among other things, in every dirsction.

Under mﬂrooﬂ draft, the Army, Navy, and the 4ir Forces, under what I
preswne 1s now decidad tc bo a Dle“f of merger, will have their plans made
for such an eﬁﬁwwracy. ‘oct of this sort of leap into wer, all-
out, on the civilian re quirom**ts is very drastic and requires thinking
through. Instead of n;v1nc fat %o live on, gradually oo“lng off area by
area, by Limitation and ¥ Orcders, and by the persuasion of industries,
secgment by segment of the civilian economy, the situation will be that of =
quick, surprisc war for which we had not plammed in detail with all the
staff planning--not just blueprints, but an apparatus in beinz. 1 am
assuning that planning and ITollow~through will not be done, and I do not
believe it will be. Of course, the 1deal would bs to keep a W.P.B. in
skeletal form, with plans all seb and reserve personnel ready to operate on
a day's notice. On the basic assumpbtion thait this organization and pre-
planning won't be doneg, which I propose to cxamine, civilian requirements
wrould bc in the folleowing order of priority. Friority proper without con-
trolled quantitative allocations is, of course, doomed to inflation and usc-
lCuSPCSS. Definitely planned quantities and ear marked plants for produc—
tion of them must be decided upon. It is obvious that the basic public

o
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gervices are dirsct war needs and nust be so treated; wbtility systems; thes
railroad systems and transportation systems must be left functioning for
military purposes. But Lhat even those systems in a quick war of =
he haciklog of replacement and diversion
o}

n

and attack would not be given t
the economy that we were able to alford them in this war. They w

to be mainbained. They could not be refurnished, rehabilitated, ju

fud

going, on a bars bones basis at basi.
I prepared at least 20 memoranda in the War Prod
in 1940, on the need of getting hundred tho

nTOVaS?Oﬂ,
the war. that

WAy 8e riov S'}' wrbing

an aqequate rolling stock and
that wsre so easily handled, dur
4 3

dong a great deal withoubt in ¢

D9911V‘01r biggest t“d”“UOfu@u'ﬁﬂ e s

nversion to peace, cams of

x stock., At every L owas

ﬁrapavortatlon system Woulm did, but
effort, and considsrable ﬁrodvcajnn : tals, anizn-A

diverted, during the height ; the war

1 remember ons night
ia“ry pODV“NG drawn' memoranda
Clay Williams &nd me
beep trying unsuccess
ission, just »efore 1
e sald by )u per cent. That

Yow our allocations and guotas impwort shipoing wers
carried out, Clﬁw"H¢1“1dms vies bhel orosecuted at the time Zor some kind
cf & tobacco deal against the Jﬂtl‘lrusb Lawr, so T didn't look him up

t o) ki

-
jus+ took the orﬁer to Clayton-~you have to interpret your orders, you
know; Jjust a 1little slin on Harry's gart and signsd by the President as an
orderd Admiral Land washed hids hands of the whole business and said he
would take no responsibility for anything like thab. 3o 7il1l Claylon and I
got togethar, sat dowvm, and agreed to cut 1wports Tha rasults afforded
about 20 ships nd as many to the Army that they would not have
gotten otherwise,
The civilian regquirements of the country are not capable of being cut

indefinitely in that manner, Ve Uen* over that brutal draf' with a com—
mittee of experts from vnrious ane e -ﬂuna, nd 3

oy sbudles, that the war sunmo
tained, and that goes quite a
in. Tt is desirable in the ﬁ'
lauwndered instzad of having -

your
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extrenely necessary to have bus
neople to work. Aubtomobiles and motor busses
and ruck" must e kert up on the 10248,

The second major priOTlLT for al

ment, would be repalr servicss to keep U

Production of new egulmment is almost entirely
”

fore, becomes bSOlNuGlV critical

o

ivilian requirements, in my Jjudg-

: ism functioning.
nued and it, there-
s ices, and men Lo
service existing equlbmen* e nrov . Delieve me, nat part of the
civilian economy is not kept functioning, you do not ¢ full efficiency
of your labor market. TYou do not possess the ability to fully mobilize the
entire pepulation, You can talk 1t d, bwt heople cannot function
efficlently unless they can move Ifreely; unless they can live with that kind
of an econcmy of effort that ericen home nroducss, that permits women
to work outside, urhampered suming menial tasks. ng machincg
rafrigerators, eJ@n vacuun

C

B
)

o
H
O
=
&)
H
"3
&
!A_.
ot U
He Ui«
H O e O
3
St
[N

o,
%

. esnecially oll furnaces, plurmbing,

7 dmportant point to get into the thought 2 Who
X 1

a T e ghi
are dealing with this prob . I di@ rot myself fully under &
cause I spent the first two or three wears bel 1awd~oo lﬂ“ procding the
generals like Somervell and Gross, and some of the others, uo trv to get
them te be tougher, to stop i damned transpordts around from the

Philippinss clear to the Bas ey couldld noet help 1t because their
By ef
o

orders told them o get their mili personnel there the chsapsst way
possible. I sed aze every time I goit an opnortunity. But
during the last yesr of the war I ""ckcc that. He ran along on our
fat just as long as we could, We wax gi  to lose effici ‘
to change our figures to fit facts just as vou muub revise you

fit policy in any other of an operation.

I do not
that your ) %
civilian economy‘woﬁld haw
exceptad guantitics of »r

t

to get

tun it becomes
cuts q
absolute. Tlans must be laid,
nilitary conversion,
The economy must
ansportation,
OTLCTLY o 1 thinlk there are

be sufficlently protected. I
and so forth-~things that aff

DY

1.

2ch, sesica 21ly, th
othars that must be eouallv protechea,

war cconomy going must be protected. It was found time after b %
any of thesc were lwwzte;, almost alirays bottlencck .items developed whic
affocted those in the eivilian sunpox

Along with that, the supporting cconomy that is neccssary to kec
1as}

S0 that the third m
aconomy. That is the
2R
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difficult of de f inition. A great deal of the staff work was done on that in
the Cffice of Civilian Hequirements in Leon Hendsrson's day for the rest of
rp

the Board or O. P. M. They talked ahout rock~bottom cconom75 but when they
began Lo examine it, it turned out to be impossible te handle it guite thatv

waye. The British, in their ovm experieunce, when they were "backs against
the wall," concentruteo, For instance, the* rverambulator production in one
war factory, and the Cermans ot thatl It turned oubt to be an exceedingly
bad business from the noint R morale of England. The baby crop
increased--with a lﬂttle adventitious 3p from other guariers--and the
result was that prams became an article cof absolate necessity. You ju
can't do without things of that kirc here are a number of items of
lute basic clvilian use that are not luxuries in any sense, but that are

just a pert OL 11v1ng You simnly canrot zo below that level without losing
efficiency in war. You have to have yvour planning carefully drawn ud in’
time to protect that lesvel of vroduchion of e ocntlmLu.

Civilian necessities is the fourth level priority, in my Jjudgment.
Put in order to gzive them scme ?ro%ecr‘ﬂn a limited amount of ‘ ct¢01

has to go on. Pro*“am for these amounts must be treated like
naintenance programs. For instanco, in a b !
were naking walkie-talkies and using every d
our hands on and the facilities for maling tuem, we cut {
50 ver cent of the normal requirements for grv-cell batteries ifor g
farm radios-~farm radios are not elsctrically hocked up--there were not only
political repercussions stemming from the Yhite lHouse and Congress, but
there developed a situation whers the famers wera out of touch with the way
effort in ways that were delstericus to them. They could be cub 50 per cent
witheut harmful result, but no more.

Then there was the problem of batteries for hearing-aild devices,
These are characteristic examples. The need for hearing-aids for war
woriers was great. '

Anocther problem was the installation of gas and electric renges in new
hoqunv for war workers. Thege had to be installed in areas that were not
erviced by other forms of nower. They were absolutely essential. People

ulmply'woulu not move into or worls in those communities.

=k
ot 0

We found 1t necessary to arrange distribution by rationing, with pre-
ferred categoriss. There had to be a priorities set up, but also enough
producticn had to be going on to meet ration claims. In this connection do
not forget that a most important factor is the military vse of a great many
civilian items. Refrigerators had to be supplied for blood plasma at the
hospitals, Vhile we secured an inventory and stocknils of existing re-
frigerateors, nevertheless that stockpile finally ran out, and we had %o
take some of the limited production of slectric refrigerators for sirictly
military purposes,

(o3
-
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In addition, and just ag imvortant I daresay as any other thing, we
were using up our share of the oroduction of pe ni c¢illin, and drugs of that
sort, for the most essential eivilian health.
Now it is in that area of planning that staff work becomes absolutely
t0o ssge what facilities you are going to keep golng with manpower
r that purpose. Take, for sxamnle thing as osimple as the best use of
Timken bearing plants in 1940. Then the N avy went te Timken In 1940
nd 1941, and sald: "Wlat can you make bssides axles and bearings?", t
Timken peopls said: '"For Cod's sake, who'!s going to make the avles wvou and
the Army have to use? What happens LO essential transworbation? ‘hy divert
us to doing some other thing for you and conseguentiy t g intc a con-
version problem? You will then have %o turn us back to axles and bsarings.’

To pick out the facilities and have them earmarked so they ars already
3 prorving war sconomy & chance

et with orders, and geing, is to give the supy
te do its job.

of *the wmilitary planning in th
nd nail because it did not tal
=zt military oversinsurance, I did
ssequently proved, I think bewond
',kt then. Bob Patterson tried to
am elght million sleepln"—bab c Tz throat-—1it cost three yards of
c\Abﬁc cotbon textiles of the best sort I every yard that was pui jnto a
leeping-bag--in mid-1845 for a campaisn i
; uuat Aumoo" uj Tmen, or use 317 those bags, even if

18 5
year of the wer that 1
civiiian es»;nt n
not hesitate to do so and
any peradventure, that it was ri
”

enouzn
ad figu
n't make was UOPrWV
i1als 14k riorkmen
ke cotte I thuvohu i
ed the rea Oﬂ&ulﬁ levels, but
s 1 sliept in e gleeping~bags up in
s found them rather nice.

hnOOfvlanni g e earlier had
what they had to have to
The supnl NeS Wore, in som @ Ins
were net still convoying, and a fow
when T balked to them in G -4, said:
stuff up on us the way they're deoing
Vis have no warchousss. Give us sbocks

in several theaters ai
monrths long. I
things. Thg boys in the P

those fellows from piling
Te haven't any place to

R

s Q\.‘t j.
month and a half and a ste
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pipeline and we're okay." It is a little hard for the field to get to them
sometimes, You all know about that too.

But that planning had been based upon the necessity of turning a
civilian econcmy=--in textilszs, let us say-—over to military uses, without
an adequate gtudy of the mills in the country. It was knocking the props
out of workmen's clothes and gloves. We could not get them for use in the
hot rolling mills for a while, or for picking cotton and corm. If any of
you have tried to shuck corn without }Fm, you know it is pretty tough. OF
course, thers ars some men with horny hands that can do it, but it isn’t so
good. You must have worlmen's gloves.

We alsc tried to stop the women ITrom wearing blue jeans. It gobl to be
fashionable to wear denim, oven heavy denim, and all the girls with aice-
looking hips went around waring blue jeans when the blue ﬂcano, by right,
should have gone to the farwe;u and workmen. Ve did stop it eventually
after a great strugsle and many Congressional investigationse. Dut, you see,
there was no adequate preparaticn f\ Dreserv1hg that essentisl part of the
civilian ecornony and for nine months we ran with 15 to 20 ner cent of the
amcunt of denims we needed for worlmen. WGanq wear ouwt in nine months.

A man ecan make a pair of denims last for nine months, but not a year.

[N

You must have an arrangement o lacement and replenishment foz
things that are basic--work clethes and things of that kind. That is
I mean by a war supporting economy.

3+

Then there is screen-wire. The Havy was using it for tow-tarzatis, for
sleeve-targets, and things like that and we weren't able to keep ocut
malariz. The Surgeon General vas raising hell because we couldn't do it.

- h)

It is nice to be in the saddle, gentlemen,
both ways. I had been on your side of the
got switched over to the other side 1t was
meny types of thin

bubt you must think about this
fence for so long that when T
a revelation o me to learn the
ngs which really had to be done.

The rationing system, imperfect as it was, at least was adequate to do
the job. Ther@ Wprq periods when gasoline shortages on uhh EBast Coast
threatensd to p trucks, transportation, and things of that sort. It is
an obvious les son that the civilian eccnomy and the supporting economy can
only be protected against ; 1l*tary requirements if rationing is tough, if
it is really put into effect and made to work; otherwise, the military have
a perfect right to move in.

I do not think it is a secrst any longer and I don't need to keep it,
though T kept it very carefully at tq time, that a very large part of the
L and M orders that wrent on the books for materials in W.P.B. was

accomplished as much as anything elss by a very simple device. All you had

~10-

P

vy
* (.
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to do was say to a fellow who was allecating a material, "Lock, brother, you
put an L and M order on the use of that material and cut off thoqp unessen—
tial uses or else you won't get any from abroad by imporis into this

country and the stockpiless are not zoing to be opened up to you."

It is essential to maintain that hold on the situation. Bubt waen you
have secured and maintained that hold on the situation through absolute im~
port controls and war orders, you must orotect things like civilian healths

RS

oy y - n ~And o
LAV WDV UG LV L il e

The vt
J.‘_L‘./fy itvuo v

The feactor of the civilian economy which is a true supporting economy
cannot be neglected., You cannot opsrate efficientl y on a2 "bare-bones"

basis. A basis of efficiency must be malﬂt ined. There is a very greatl
digtinction. V/hen people are forced to b are-bone basis they become
deficient. They cannot duce. Jqpy wust be kept on i

And, depending on the strategic situation, this ought

er
highest possible degree.

There 1s no use in being idictic about the matter. I never could
follow the reasoning of Bob Patterson who used to say: as long as we
allowed the civilian population to drinkk Seven-Up——which by the way was in
the War Food Administration bailiwick and not mine, although that did not

bother me too much~--he covld not see any reason why we shoulcn't give Tirst
n

¥ o w

priority to the Russians on thc1r reconversion; tnﬂ7 2t least had fought the
aaros o T svamAd A trmaem dem e T vire Alad vre o ot Fhe wrag AmA +hat
Wdi a LoUseda ToO ux B LAl U &4 (S VT ) SRR $1 A0 4 .L O URl:i v wlit wWdal Cubila Uditiw

C
we were doing guite a job to help hem fight it. That was a po
I think was a little idiotic 1id s0 to him then and I'11 say so to-
morrow, What the hell? It!

How if 7-Up can be manufactured without taking away our basic trans—

pertation, all right. I Stonoeﬁ V—Dp from being shipped during the gasoline
strike and cuv down + W ; U then
out enti 1 for
doing it - D Y ople, ey else were
in on it. Fortunately, for all concerned, lt dldn't last long. ﬁaw-wk@n

we began to cut Coca~Cola
so much on the same side of ths feonce,. It Was ull
to hell with the civiliansd

Ty

The morale of the worker is something to be thought of. Moving pie-
R ~ '3
¥ )

and Ampaamanta h effort if it ig roine o be
L IA i AP S U N0 5 R O

<. amusemenyv AU LD \.J Llln wu WO

8 ]
ong, dravm-out affai
eople to stay in new war communibie

ture
al considered, if you are going to get
pe

But from the point of view of any manpower draft, from anything slse,
in the next kind of unplanned surprise war that element of the sconomy will
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be open game, fair game. It would have to be tecause of the very nature of
the strategic reguirements.

Now how do you figure the necessary volume of these things? How do
you program them? Believe me, that is the most difficult job I have ever
undertaken, and I have played quite a lot with statistics, figu ros, and
requirements; I helped set up the Hequirements Committee and the Combined
Board's staffs, You know you are safe, as a general slide-rule proposi-
tion, in saying you don't need, in a rationed item, more than a low year's
production--1933-1934~~in order to keep a reasonable degree of efficiency.
therefore, you pick the base period, which is like depression times. If
you cen maintain that flow, on a ”atlon@d bauls, you are probably all right.
Tt is not efficient; it is not the best rate that you can uss, bubt you do
know that the people can get alonz. It would not be the most efficient
basis. Adjustments must be made in individnal items. A base period is the
lowest period of civilian wse, eliminating the Army's production, subtraci—
ing the men from the civilian users and adding the babies. That is a very
big item.

Ls soon as I got in, I decided to do something about it, adding the
nopulation statistics on 2 realistic projection basis for the increasing
number of infants under four years old: infant shoes, knit sweaters, under-
wear, things like that., Believs me, if you want to have morale among the
fathers in service, they want to know that their veople at home are getting
these esgential items. It must ke done, The figures must be adjusted as
carefully as you are abls to adijust them. The "s mpling” technigue might
ve used. we had very pood aid ir jng that frem Roper, Gallup and others.
None of these things can be thought about on an unolanned basis.

g

4-
Le w
n doj
S Y A
T

Iet me summarisz
wrouid cdo all this prey
war with no nlannjﬂg

emarks by talkino abou+ the planned basis, whi
lon in advance, I fear we won't, 4 8 i

it would be ”lS”UDLLV“ in the extrems
over & factory having nrep
ocuction of automobiles, perh 205 camnletely
¢ itiss, stockpiles of military supplies, etcs
would also mean b.abb all raw materials because, by hypothesis,
1s basis there would be no tockpiles ready at hand, ea rmarkéa'with
orioritics and allocations for different categories already assignad
ransportation must be figured out so as to wmaximize the efficisncies of
ivery. -There are low-grads domestic ores available in the United

tes, and transformations in your techrology that you can falil bhack on

¢ you are living on ths stockpile if you are cut off. I do not think
we will be cut off any more unlsss our ports are wrocked completely., I
thlnc the day when any power could keep us from controlling the scas may be
gone, although the Schmor¥pl sub that gave us trouble is now being made by
and for the Russians. I think we actually stand ruch more danger of being
smashed at the industrizl centers.
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But, it is not equally true that no foreign power can prevent you from
getting the production of those thingse A power that can stop, by strikes,
production in India of manganese or mica, or can jeopardize your access to
any of the other forty basic minerals which we had to have in this country
in some quantities, in addition to domestic supplies, is a different propoe
sitione. That is not a nawal contrel proposition any longere

A stockpile is essential from that point of view, and a fairly large
stockpile at that. In fact, let us consider it in this way: eivilian ree
gquirements can best be assured in reasonable proportion to the war by the
avoidance of unmecessary waste of manpoewer in developing new facilitieg fo@
treating the low-grade ores, and that sort of thingeethe kind of thing we
had to do in connection with bauxites We had to do ite I tried to get it
done a year before it was done. T wanted the aluminum division to go over
to nedium~grade and low-grade bauxite from Arkansase Just about that time
we lost a hundred ships going to the Guianas for highegrade ores and we
couldn't afford that. But to save ships from subs we finally made large
scale conversion to the lime-soda-sinter processg with domestic ores. It wae@
extremely wastefules It took components out of every program you can pos-
sibly think of. DBottleneck components: it hit high octane; it hit rubber
production; it hit aireraft carriers, escort vessels; it hit everythinge
Using bauxite of low-grade character required a process that had to be come
pletely changed from the old process, It would have been much better if we’
had had two or three million tons of high-grade bauxite in stock, deliveredy
or at the plant that could be used, thus eliminating the necessity for this
shift of tremendous technological nroportionse -

The same thing would be true in the case of manganese, gentlemene New -
processes will cut down the proportion of manganese neededes Also, you can
use lowe-grade manganese and you can beneficiate it. OSure, and the miners
raise hell to get wou to do its Bubt what is 1t going to cost you, not only
in dollars but also in manpower, facilities and time? You simply can't
afford it. You can change specifications for a lot of thingse Ior instanceg
yeu can use Alabama graphites for a crucible that will last one~third the ’
time that a Madagascar graphite crucible will last you, and oneehalf the
time that a2 Ceylon graphite crucible will last youe. But what is the sense
in it? You are wasting your manpower,

We have begun to understandeeand we wnderstood it late in the war-e
that manpower is also a great bottleneck when you have to draw on it, as we
will have to draw on it in any future war, to the limit of the bottom of
the barrels Every time you have to protect some man as a specialist for
something and take him out of the military reserve, you are wasting striking
power and supporting power. It 1s a critical thing you are doinge Theree
fore, you do not want to waste it,
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A planned war would have the following characteristics that would tend
to change the civilian requirements problem and make it a more intelligent-
ly-handled one: It would have, first of all, a polidical attitude toward
the war that would take steps in time so that it might not happsn. If it
did happen, it would happen in a favorable way. But that is outside of
your bailiwick and mine.

The last war could have been stonned very easily any time up to 1937
with minimal effort. In 1932 it could have been stopped with a very short,
sharnp engagement with Japan, even if Japan had forced a showdown, # 55
In 1936, when Hitler reentered the ihineland you could have gobten rid cf

itler. Now you cannot stop this next war quite as easily. Dut if I am any
Judge of the situation, one thing ig certain: Russia doss not want war.

It cannot support it at this time. They will fight it if they have to and
they will make a damned unpleasant job of it. Iut their vransportation
system is in desperate need. Stalin got mighty pleasant when he talked
about 10,000 locomotives that he needed right now--that is three times our
annual production, by the way--and a couple hundred thousand freight cars
{just a bagatelle in the Five Year Flan). BEvery commissar and every planner
right up the the Gosplan people told us that their plans do not depend on
imports. Oh, noj don't let us think they depend on anything they are going
to get from us! How they can plan withoul those dynamoes, generators,
turbines, and raillroad equipment, I don't know., They must slow up and purgs
again, if they don't gzet big imports. They are flat on their backs as to
transportation equipment. Another thing, Russian labor doesn't maintain
“what it has for a very long time.

The trucks that rolled out of the Stalin auto plant looksd like a
Jerry-built model cof Studebaker, They are modelled exactly on the Stude-
baker assembly~line. They don't run long; they are so damed light. Some
of them don't start when they roll off,

But they are clever people., I am not trying to low-rate them. Vhen
they get Germany hitched on to their system and the manpower of the Far
East, then I don't like the looks of it. And they are going to hook them
on, if we let them. Don't make any mistake about it and don't let anybody
tell you differently. I am not a2 war-monger. I have five boys and one of
them is still in the Army. I gobt through the first one feeling that T had
had enough of that kind of thing. I know what it is like. But I do try to
use some sense aboul preventing it. These fellows--if you counld just sense
the odor of fear that goss up in thot system, the ruthlessness; the fact
that when they get deliveries they tell you, as one of them told me at the
Ballet, "ie mean to take you." They were just as friendly as anything you
could imagine--butbt just as ruthless. As to their whele operation with the
idea of a single-~party line, you can go back and read that chapter on "The
Orand Inguisitor" which was written by Dostocvski  about the episode during
the period of the Homan Church; it fits the Soviet system.
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We operate politically wmmder handicaps like Tallace's backers. The
P B I P ahenld he +talorn immediateTs M Ay xnr'\—Yl Mot e Falrar Tgrqd
.LU.i_n.!.\J\'\l_\..U.(J-;Js DUGLJ.:: [EE ISP RV S i) uou\.u-.l. AL LT LT LY . 410y SN N SO 2" VL ) ucu\,uu, (AN
we need them and we must lkeep on nlugging for them and improve our politicas

system until we finally get them. ¥We need, first of all, of course, an In-—
tegration of our foreign policy and a backing for it. %e won't get that
irmadiately. But beyond that we have to nlan for what will hapnen whether
or nct we get it,., That means that we need to go out--all outw-azt all costs
and without any regard whatever any more than we did during the war, for tho
development of those scientific new weapons which give wilitary oUlUflOrL
at this moment.

T remember Torrestal, before whom you may have gathered and for whom I
heve a very high respect; cailing me in one day when we had been worrying
and sweating out that fl”%u Fall $n 194G==~that was after he got in office in
the *finter--and sav1“f Those admirals keep talking to me about a Ttrain®
we have, supporting btrain ships. ind s '”hafe are these ships?! And
they say, "ie grab them,' I said to cbmm ‘Wél;, go and grab them, then

em,
we'll have them. Don't talk and on them until you can show me we have
them in handi'!

That urgency is very. important to me, I
we need now, and something you can do something
appropriaticns have been cub very drastically in Ponn s

£3

P BUTE. *f yoa use
your own priorities, I would certainly out the funds where they will count
the moste

Some people think thab to let Germany starve is sheer idiocy and simplr
playing inte Stalin's hands. T do, myself. Yet, I think the Army did the
right thing in cutting the civilian supnlies for Cermany because the howl
for that will be felt and finally they will get the MOney « I think that is

1

just a tip. Remember to vut it where it counts most in the next war.

How I am an old artilleryman and it gees pretty hard with me to realize
that the 75 is an antiquated weapon--and was in this war. You know, vou

Just can't heln it. It's like a cavalrymen who feels unhappy about tanks
and that sort of thing. But, for God's sake, we have got to get out of that
frame of mi The Army's onn organization h"" to save manpower by thinking
and planning in new terms.

In connection with such a nrogram, a general %tafl, not limited to the
Army but placed at the top of the President's staff, is more than ever

Ll
&

(D

ment.

necessary ©o Integrate civilian planning in peacetime with war procu

Thers arc some alemenbs in that, I think, that you can knoc aff pretty

uickly. That staff must be tied into uon resse How I have worked i rith

Congressional Committees-—~at the moment I am it h the ColmO“ Committee.
\I

Those fellows rsally mean well. If you werc in their position, in all

P

15w

Ce kg e
R
A

RuSTRICTED




RaSTRICTaD

probability you would behave pretty much as they do because, after all,
they are subject to elections of the character they are going up against
soon. They will begin to rely on the staff people to help them out. Tou
know, Congressmen cannot, in the very nature of things, cover all the
globe. A Committee system with a staff of an expert character, such as
made the President what he is today=--and it did make him; that is, a good
staff made him. '

Now below that level--I agree with Jack Small--~there must be an
industrial reserve callable at any time. Thal is necessary. Bui I want
something much more than that. I want a Yar Production Board in being all
the time with a skeleton force operating with a tis-up in industry; that
has these men on call in industry. When the Germans were cub out of the
General Staff after the first war, do you know what they did with the member
of General S5taff? They pub them into business. They did a remarkably good
and smart job in that because 1t educated those officers two ways. Further-
more, they had a small problem in teking over industry when they were under-
way again. They had key men all up and down the line.

Now the Army and Navy called people in from business, but it was neces-
sary o break them into the new way of doing things. You see, the thinking
speaking as a frisnd, Mr. Patterson
ng about which I used to argue with
him in 1940: staff assignments, Staff assisnments perform too small a
part of an Army career and are not sufficiently specialized, especially in
intelligence and technical matters. In any case, they do not give that
intimate contact with the interior of production problems at this bime which
is a very basic part of getting people tc do it. Therefore, you must have
civilians to helps. You must have a force that will look oubside at the
total economy.

I do not believe in the military control of the economy in war time.
I do not believe that we have yvet developed=-and I doubt if we will ever
develop--inside the Armed Forces a sufficiont flexibility and a sufficient
breadth of experience and scope to run the whole complex organism of our
economic life. It 1s quite enough for you to get those specialized things
hat you are responsible for producing and for getling produced. That, T
think, in the last analysis is what actually counts; but you do have to be
tied into the mechanism of staff planning, including civilian planning.

Therefcre, the third of this series of steps that T have proposed is
te have not only The Industrial College of The Armed Forces operating, as
you are doing teday, in basic studies and, I hope, geared to some real
problems, with your foothold in industry--you have a fine opnortunity to
get money that you control in subsidiss, and so onj--but to have alsc a War
Production Board in actual operation at this good moment--skeletonized,

16
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true; you would not want a big one-wwith consultants on tap who will be dow
here at least once a month and more cften if possible, with a permanent

working staff passing these things back so that the prodncti -n of weapons is
Lelv geared to planning inside the industry. If that 1s not done, then the
civi 1mn requirements are going tc be knocked into a cocked hat by a grab-
everything nolicy.

Py

is a hig job for this country if we are to live in the kind of
re living in, because it co

e
& s53 money. Bub you have some standby
Fac11¢ules and cperating plans for using them and engineering blueprintsg-——
you can't pcssibly put up something new and have it lkepb up to date all the
time with the technological processes that are continually being developads
Neither do vou have to nroceed mlth quite the ruthlessness T proposed in the
first part of wmy discussion, rubthlessuness made necessary because of lack of
planni

""“"O

I suspect we may be entering into a oneriod when war will tend, bhsca
of changes in weapons, to become a much more specialized job and, tucf fo
a less btotalitarian war, excert as a suppvoriing one. Your percentaz uf
striking-power need not be so far flung, once atomic weapons nhave besn im-
proved, You know, there is a big job to be done. Afterwards, 'b"&‘mﬂo will be
a mop-up job, but surely the decisive and critical aspects of war will
change.

use

Wow I do not think we can poss blw afford te talk zbout the underground
dispersion of plants. It 1s economi 11J commletely impracticable. But the
key installations of science must be so protected. The Swedes have shown
that some underground factories, built to protect them against expected
German attack, actually cperate more efficilently and cheaply than above
ground plants,

.

T would like %o szy one th ‘n conclusion-~the final point: civilien

requirements on this kind of an a iz have to be geared into military
requirements. Therefors, theére must ke military personnel ins%de the War
Production Board that I have i, in a very different way from thatb

which we had this time, vhere Army and Navy Munitions B ¢ personnel
sitting at desks and feeling a lated. They must be assigned jobs and
become a part of the W. P. B. thor they are in uniform or I think
you must have an intermingling of the civilisn and military that goes far

beyond anything we did yesterday.

The civilian personnel of the war will have to be under absolute orders
to report for duty. It must not be necessary to go to a company and beg
time for someone, as we had to do, and horse arouna and try to kecp him, when
he knows that his job is in danger., ‘e must mako 1t vossible for these
people to have & career that ls as much safeguerdsd by their participation
in service to the country as if they had joined the Services and come back
with seniority.
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Thig plan works both ways. That is a very ipportant sart of it, be-
*odev is al most impossible. In ths

cause bo keevn good wmen in CGovermment
Jovernment yvou cannot strike. ¥ ar
wages, or anythinz of Juab nrt.

%]

reasliize you have to

The wnersonnsl problem ies not a question simply of sxneritness, which has
been very well breatsd by Jack in his talk to wou, bul you wmust zlso
think about making the public interest coincide by

it possible for men to not, some special

on that road by
mtil you 'ot their

very sh0r+1y, a
bzginning very gquietly .
Affairs Committees awc owmlttee. d
be hishly appropriate ready for hope Fou will
ba

APTATN VORTHINGTON :
Dr, Z1lictt will now answer your questions.

DR. ELLIOTT:

-

ran ovae: time; but T will try to

1
tions if you will just bear wi

I have been so long-winded thah
ansvrer your gques

A STUDEET

How were the civilian reguirements for lend-lease determined? %ho

That's a nice one.

At the beginning of the war, r (bhe lend-lease part), the British
with characteristic skill shoved some of our people like Bill Batt and soms
38
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others into the theory of accepiing "eguality of sacrifice" as the basic
formula for reckoning how requirements were to be figured.

There wasn't any equality in earrying the war and thers wasn't any
equality in the immediacy and impending danger of the war, but we went along
on this kind of thinking too generously. The President, himself, of course
backed by Harry, or shoved by Harry, or something, tock the line that we
must suppert not only the Canadian economy, with which I was willing o go
along because it was so closely tled in with our own, on equal terms, bub
also the South American economy; and, afberwards, the United Hations'
economies. Vhen we got into that realm we were really carrying nearly
everybody in the world on our-back. Tie did succeed in stalling off the
impossible burden of some of these.

The British people had gone down about as far as they could go znd it
was extremely necessary to keep them in the plcture and pitching and pro-
ducing all that they could produce in the joint war effort.- That was
figured out by taking all the available statistical information and compar-
ing it with prewar comparative standards. - There was only one person, one
country, that we did not have the chance of shoving through our Requirementis
Committee, The British, when they reached a certain point, would go back
and say, "It is a Cabinet matter" and Mr. Churchill would come over and have
a little deal and we would have to throw our previcus deals oub the window.
But in general we made the British prove their needs.

The Russians didn't bother with that at all. & Russian told me why.
I wouldn?t mention his name because he would be liquidated; he was a very
nice guy, a good drinker, a pleasant fellow vho was ready on call to cub
your throat, We couldn't get enough nickel ourseives to put in merchant
vessels. That is the reason we are having so much trouble selling the
Liberty ships today because the piping and tubing will have to bz taken oute
The civilian population wasn't getbing nickel. It was tough all around.
The HRussians came in and upped their requiroments over 100 per cent. He
said, "That was a clever idea of yours to get the supplying of that nickel
shoved on to the British. Then we had to pay for it, not get it froe."
They cut their requirements 40 per cent, a modest 40 per cent, but it was
very useful.. They could have cut them a wholec lot more, il they hadn't
wanted a stockpile, when we had none,

Well, I smiled most amlably and we had another vodka, or 4two, and when
we were out of the rsach of the NXVD man, who had been watching him like a
hawk all the time, T asked: '"Did you get Harry Hopkins to nut that back on
Lond~-lease?" He replied, "What is it you say, 'Just like taking candy from
the baby?'" That was his estimatc of iir. Hopkins' technigue. Whaitsver thev
wanted, they Jjust went in and got i1, without figuring need or showing it
as others did,.

-

In answer to your question, I do not know how they figured it.
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A 3TUDENT:

I particularly enjoyed ycur remarks about looki
to what future wars will be like instead of all the
quated past, regardless of atomic bombs and all our
edvances, But, T supnose like any American, I was ratis ‘
say that a planned war for the futnre, although it is necessary plar v oand
you told us the steps thalt are necessary to have this nlanned wer, in your
opinion is dmpossible.

T wonder if you have any idea
not only as officers bubt as citim ey
our nolitical system to work on %LC] v plan?

3 BN ot ey
zive the Class as o vaat we,
e

sconomic or rather

Tell, sir, that's a 564.00 question. I will answer it the best I can.
do not, nonestly, know the answer to it. If I did, I would be doing m
than I am doing zbovt it now,

I wrote an article in the
tried to lay out some of these
in one that is coming out. Th
the political mechanism., We 1
gtranglehold like the one we have at

Juarterly last Soring in which I
I er1@vﬂﬁ tdis Russian si

our turo 115 todas

Again, I wrote a book about

tutional Heform," which you can e 1 g« 1 think it is the only way
we can escape fasvicm, because the Husslans are going to push us into
fagscism if we don't get adequate Just = &

would not give Jou a demooratic b i

vou that leews

They told me in Hoscow they wers going to get me, if I vas too
"eritical." They were DrbLCV frank abont that. In one way or another t

"
-

willl try because I criticized them:; T opposed them, which T shall continue

to doe. I think perhaps I understend that system.

1
hey

We ourselves must put the Prosident in a position to get a showdown in
a genceral clection in this country—--when he is in the position that Truman
is in today——gno if he is not supported, get him out and get in another
President who has party control in Congress. Give him the right, just once,
to go out to the country and to stako his lifc on tho issues confronting
them. Let Congress elect his successor, if he loses the election. I would
like %o add 50 men to the Senate c. It would be better
than packing the Court. Tor exampls, y a with two representa-
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nolicy with 15 or 20
remedy it consbitue
£ don't know whether

Nowg the other thing
terl me how you can gelt pe
until you have dealt with
who wenbt in to see Stalin with
we must do to be saved?" ALl St
boys,® or words to that effect. Uell, he is

ht bang«up Job around here, for Stalin.

of
aster,
"Jast ke

p vour hats

Aning
201Nng

on,
ar

Now I wa r2 this war and I ut
there with him it hime And T am rie a
not seem to be sble to soe thaﬁ thls is

2
lot of othsr
the same thin

.

hooare nlsyi

ﬁﬁ*x‘# 1&1%
travelers; hhe sbwde“ s
Zrouns

.ﬂicns; the
and Brib

oS “nut

S
I don't ses

P +
WANT

pr tect them and keep
that lets me telk to you
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A STUDENT:

You speak about a representation, boin ecivilian and military, on a Var
Production Board in being during pesacs,. This Schocl did a great deal in
planning mobilization from 1923 wmtil 1939, According to your view
do you believe there should be grzater representation cof business and

this Schocl in planning for future mobilization?

o
]

e BLLTOTT:
e @ -LJJ—!A_J.L.\JJ- A

Well, I doubt i1f you want them in this School. Iy view would be that
The Inﬁusnrlal COTIepe probably can do that educaticnal job with advice.
Jd.

But I do think you would want them represented in your Yar Production Board
in bein r, in which thils School, I hope, will play a very Important rols,

How, with all due respGCu to the neople who worked on this problem,
the 1Auo which were nade last time were very stupid. They were bassed on
cnrtain assumptions that'were not realistic for this narticular war and
which, if the asswantions had been wzalized, would possibly have been carri
out, that is, the conversion of whole indusitries immediately to war
purposes, and so on, without thought of the sustaining economy, I think a
good deal of that can be avoided by bringing in labor and management dnto
the advisory setup for your War Productlion Board. Bul I would think that
your purposes cf preparation by staff studies are bestter served by not try-
ing bo broadsn yourself too much zs a College, in students: but in using
businessmen and others as consultants,

A STUDENT:

In your Constitutional reforms have you considered the way this
country appropriaztes monegy for one vear, and the Constitutional limit
of two years, for the support of the Army?

ation

DR. ELLIOIT:

Yes, I think twe things can be saic t it. The policy of this
comntry is often formed more by the Anpropsriations Committees, particularly
the House but also the Senate, than by the individuzl deparbtments concerned,
a
a

and by the committees in uoncreos that are supposed to be dealing with thosa
matterss You lknow, the power of ths prrse often gives you the whip-hand to
crack. Take, for example, what tneJ did in the State Department, about

telling them not to include any "propaganda" in any of thCLr foreign broad-

L1

castse Appropriations criticism took care of that situztion. Devartments
teke that as gospel. How it is not the Congress halking; it is the Appro-
priations Committee, But it is & fnct nevertheless,.
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$um? sum anpropriat

would be the way in -
a

I think it is & gool t hold and absolvtely

ever to loss ihe powes nurse. Higtory is too
nch swept ocut renrssen institutions by losing

ish kept them by their annual appropriations system.

> ]
_ hisves the same result by lump-sum appropriations on
a capitalized 1on5—term d oelleve that the Armmy's planning
be, in all respe

thing of that sori, notb

o
be entirely &ppro,llzte

should annln? ten=-year niannin g, or any-

sssiongl scrutiny. It weoun seen te
"l"zec Tumo--anim unnrOhrlﬂoio for
ain types of development of weapons.

Pr. Elliott, T am afraid we could continue asking you guestions all day
DR. ELLIOTT:

T am sorry L have teken so long.

APTATH WORM TNGTON
CAPTATI W NTHD ‘O“:

3 o

I want to thank you for your most forward-looking talk, sir.

(14 Oct 19456 - 250) L.
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