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A REVIEW OF ECONOMIC MOBILIZATION FR WORLD WAR IT ~ UNIT I

6 May 1947

DR, HUNTER: This is the first of two lecturcs entitled " A Review
of Teonomie Mobilization Tor Torld Wer II." It will be a review , not
of economic mobilization as such, bub simply a review of the orgeni-.
zational and administrative aspects of cconomic mobilization, since
that is what this scebion of the course is concorned withe This
morning I plan to spend my cuntire time on the background for the
defense and war perlod., But you needn't be alarmeds I don't plan o
go back to the Middle Ages for ny p01nt of doparture, as I did in my
Loast lecture herc,

It is hordly possible, I think, to get a clear ooncoptlon of

wartime organization execpb in torms of earlier tronds and devolopmowts

e

from the Mrst TWorld War on, but ospecially sinco 1932, Ve are all.
famlll¢r with the fact that the ground for the cconomic mobilization of
Russia and in Germany was in active proparation in tho thirtics, It is
no less true that the organizational and administra ﬁlvc founddblonp of
our war economy were being lald in this same period, not cons clously
or intontiorally, but none the less cffeet tively. It is Wlth Lhcse
founduﬁ¢ons that I shall dcul this morninb;

It is my basic contontion thot for a nation such as ours the

“problem of wagifig war on the noonomio side is primarily one of managé— e
ment, above all, public m&nagomwnt. With the greatost natural resources

and industrial capacity in ‘the world, the tremendous accomplishments in:
war production during the vor are nobt surprising. . For the last half
century we have been the world's greatest industrial nation, and out
lead chead of-the other industriol nabions has bcen a wide onee The
prineipal business of this country, as one economic historian has said,
for the last cehtury has been business. Our ablest talent has gono
into this field and mot into the arts, into the professions, or public
serviocoss . . S S J ,

We. have bcen; of course, exbroordinarily sucscssful in the mahage—;
ment of business and industry. On the o*lér hand, the management of
publiec affoirs dur;ng the period of groat 1ndu°bﬂ1u7 growth of this
country has nover been ;nvtba g to braF ofe Quitc’ the contrary‘
Whether in tho localy sba be, or Fedoral Governmenb, the record of
misgovernment is little short of appmlllnv 1f'wc 20 back three guarters
of a century only. St

Lt the same t1w0 tho uovo"nmcrt 1t<elf i this country has long.
boen vicwed with disbrust and suspicions Ve hdve boen one of the most
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dndividualistic hGonTCq in the world, lar#olv hoeausc of the circunstonces

of our naulonmlbexpor1enoe. Until reéont years the public generally has
subscribed to the view that that govermment is best which gévérns least,
Even during the nineteen thirties this view was widely held, and it is
still widely held, among the upper sconomic and social levels.:

Yet in spite of the dis
r

rust of movernmcnt and in spite of the
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organizing and rumning a vast and complex wor governmenb. We: shifted
with great speed from an essentially private enterprlsc economy Lo one
which was in many respccbs a totﬂlltarlar BCONOMY . '

'j_{,i cized buresucracy, we

A war economy, of course, has this much in common with a totali-
tarian economy: It is a centrally planned, centrally directed, and

nontrmal 111 nnv\“!-wn']'\nrl L34 AT AYART Tha rmwAafid matdora Avrine mmr 3 a avhave
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dinated to national welfare ng the main driving force in the economy.
The normal controls of the maerketplace cannot safely be relied one. In -
fact, the principal mechanism of peacctime control--the price systome-
is itself in wartime a major objeet of eonbtrole There are many other
controls CSSOntlal in a war cconomy Llat you arc all familiar w1th, '

.

accust sd ¢ r 15, as I have lu.uj_ua.t u,‘have
to be exercised from o central Olnt, by the Federal rather thon the
stote goverrnments. As o result of this sibtuation, the war strain in
our socieby has been greateot in that area wheve wo have been weakest--
in the field of public affairs, and, above all, in public administration.
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For all these reasons I am inclined to beliete our greatest home
front achievements during the war were in the field of organization
and administration of public affairse. Thabt is nobt intcnded. as 8 plug
hich nnﬂnmq'\'!'tr £10.000
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a year is celllng for most Jobs, ¢

To describe the administrablon of our war econony as a greab.
achievement is not %o imply in any sense that it was accomplished.
smoothly or efficiently, because obviously, as we all know, there was
a greoat amount of blundering and many serious misbakes were made., Yet

T +hinlk 94+ 4 Paldr Laq sayv that we never suffered a mador orsani L a1
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breakdawn, We suffered perhaps o good many minor ones. We did correct

in bime the worst of our mistakes, I think it is falr to say we did a
mach better organizational job than our tobtalitaorian enemies with their. -
much=occlaimed efficiency. Considering the size of the job to be- done.

and the unprucﬂdentod character of the job, on tLe whole it was woll done.‘
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coonomy, I think we have got to look beyond and bencath the formal
Dlwnnlnp for wnrtlmc ormanlzqhmon. Suco seth admlni tration
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:ﬂuccessfully we had té have administrators who were familiar #ith the.
methods, the. problems, and the difficulties of administration, especlally
public admlnistratlon. e had 4o have the ability to adapt old organi-
zations to new purposes aud to get them workinge We: had to, have a public
capable’ of'understandlng the necegelty for new conbrols and capable of
acceptlng them and falling in with them.

The foundatlons for ﬁhlu success were laid in the period between
the two. wars, as I have indicated. I would like %o start with the
Fodoral Govarnmen+ a5 it was before the First World War, I will show
you a chart of that later on and put it up alongside the chart of the
Government in the New Deal periode

Tho deeral Governmen®t bhack in 1916, bcfowe the impact of WALy WaS -
“one which consisted of ten cabinet dopartmunts. We are all familiar .
with thems  The last of those to be estublished as o separate department -
was Labor, in 1913, Then there were a handful of independent establish-
ments, nob. morc than a hendful,.

- Another feu%uro of the Podordl DXPCUulVO Broneh in 1916 we.s the
absence of any sysbem by which the President, as the Chief Executlvo,
could control the adwinistration of the different cabinet departments
and 1ndcpondont agencicse = The various cabinet departments were pretty
close to being independent administrative ostablwshments, responglblo
dlroc+ly to Congress rather than Go the Prosident.

“Now;“beCause of the weaknosses and limitations of the Exscubive
Branch on the eve of the First World War the wartime functions of the
Government werd handled largely outside tho framework of the Fxecublve
Branech of peacetime, Becouse of tho linited adminisbrative resources,
the emergency ‘organization developed very slowly, even after we were

 fully comhitted to the war in the spring of 1917, It was not unbtil,
May, 1918, thirtéon months afber we enbered the war,-that the President
was given by the Overman Act, administrative powers adequate to war
conditionse It was nob unbil Septembor, 1918, fthat our war organization
was at all complete. Then threo months later the war was overs

We won the war, of coursc, but the mamner in which we won the war
was nob something to be proud of on tho home front. Thore were long
months of fumbling, mistakes, ond delays. Serious breakdowns occurrcd
~in the shipbuilding and airveraft programs and in reilroad transporitation.
At the end of the war we were on the verge of a breakdowmn in artillery
production oand the moter trans port sibuation was so serious in France -
that some believed that if the war had gone on mueh longer, our effordt. -
there would have come t0o a standstill. We made btremendous contfibubions,
at any rate, to the war efforlt in nen, maberials, and money bul, as wu
know, we rollod 1&rgoly on our allies for major items of oqulpmcnt. e

Tho po~ﬁwmr yoars brought o reburn to a condition 1abclled
"normalcy in the relabions of government to the economy. Tho Republlcan
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rule, of course, was marked by reaction against war and prewar trends
Soward big government and towerd the cembralization of federal authoritys
The Executive Branch did not actually contract. It continued  to expand,
but rather slowly. The total number of employecs increased from some
525 thousand to 580 thousand between 1922 end 1932, The expenditures

in those ten years inersased just about 10 percent., The development

va.s chiefly by way of an expansion of the old agencies and services.
A few néew ones were added~=the Federal Power CommisSLOn, the Ebdcral
Radio Commission, and the Federal Parm Loan Board.

Then came the depression and with it the extraordinary expansion
of the Executive Branch, I have tried to show on this chart the
Executive Branch as it was in 1916, and the Executive Branch as it was
in 1936. The conbrast, I think, is evident enough.

Alongside the ten cabinet departments and the series of old-line
independent agencies on ‘the secc.:dl row of this lower chart we have
several groups of new agencicse. We have a group of regulatory agencics--
the Securities and Exchange Comaission, the Federal Communieations Com- |
mission, the National Labo# Relations Board, and so on down the linoc,
Then thére was a new group, conccrned with relief primarily--the ICA,
the CCC, and g6 forth--and three other groups concerned with credit,
with insurance, and with proquctJon controls.  Quotations marks ought
to be put around that phrase "production control" there, '

The MRA Hhrough the code autloriblrn, as vou may recnll, atbempted
to raise the level of industrial production by providing favorable
condibions and wiping oub unfalir brade practices and the likes” The
basic purpose in the industrial field was bo expand produetion, because
during the early depression years the production of nondurable goods
“had follen 20 to 25 DC”Cth ond the production of durable goods had
fallen nearly two- thirds., 'So thot these measures were indirectly o
form of production control.

L

»

Of course, in the field of agriculture the Triple A was concerned
with the control of productiord in the reverse direction. They sought
to inecrease prices by curtailing production. The farmers werc given
payments to roduce acreage, / ’ )\

As a result oP these developments there was a tremendous. 1ncreasc
in the size of the Executive Branchi-from 582,000 in 1932 to. 836,000
in 1936, The great bulk of that inecrease was in these now agencies.

In 1936, 1ncldonbﬂ11y, the number of Tederal employees here in Washingbon

wag exactly to tho J*honsm:ld the sume as at the peak of the wor period,

Jf course, much morc important than the mere incrcase in size were,
the new economic functions baken on by the Foderal Government., For the
first btime in o large way in our hisbory in peacebime the Govermment
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undertook to direct and control certain features of our economy, as
indiocnted by the chart here. TWe ‘have only to compare these agencics
set.up in the thirties ond thc1r fncbions with those of a war adminis-
tration to see mony very real siumilaritless. The objectives and the
probloms were different in the modin, but the mcbhodu ‘ot least hmve a
certain s1m11ﬂr1ﬁy. ’ ‘ » o : . . .
Another_foature of interest in the deprossion program was the
imporbont placo which planners h d in it, even though there was far
more improvising, as you will recall, and perhaps pretiy poor improvisings
Weverthelass, there was o good’ do l of plaminge - Much of this plaming
was of the brain trust variety, but therc was A good . donl of more formal.
planning ih coch one of the major agencies. “And then-o plonning agency
wos sob up, the Habional Resources Committee, which later boeame the
National Resources Planning Boarde :

I think cnough has becn so 14 to indicate that the Now Deodl in its
econoric aspeets was o kind of mobilizabion of the resources of the
nabion, not for war, of coursc, but agalns tho poactime war of tho .
time, if. you want o dramotizo, lt o ‘war aQQ1nsﬁ tho foréos of thc
depreos¢on. ~ , .

Hdw,'mo‘to the effos tiveness of “the New Deal meagsures, obV1ously
there is 4. grc&t deal of controversy.. But we are nob concerned with
that heres. Thot. is beyond conmtbrovery, I think, is the substantlal
influence which these orgqnlzwgional chﬂTOPants had." upon deerﬂl
organization and administrotions The Federal Government’ underwent o
great expansiou, - It.took on many new ﬁunculons. A great advonce was
made in the centrﬂllzatlon of adwinistrative 1uthor1hy 1n the Exovuﬁlve
Branch as 1L had never been centrallzed before.

moreovor, the Tew Deal adrarlscr 310n g&ve the Goverament ox—. )
perience in dealing with cmergency situations cmlllng for largc-soalc
intervention under what were.éssential ciisis constlon It ecoustomed
the American people in all fields~-labor, management, wrlculture-—to
workinv‘with and depending upon government agencies as they never had
done in peacetimes Whebher they llked lt or not, in the main thay
worked along mlth the Government. -

Also Jdarge nunbers of business men, mexr from industry, men from the .
profess¢ons, were brought Lo'”asqlngton during the depression dnys,
especially during the perlod of the MRA. Many of them stayed bub a
shorﬁ tlmc. Others continued ‘permanently in the governmcnﬁ services .

All learned a good deal about the Governmont and about public adminis=
tration as practlced. Uhothor they learned goed things or bad things,
they léarned o great ol about how things went on in Washington. It
is surprising to see thc number of key exceubives in the war production
program who had their first cxpericnce in Washington back in MRA"Qayse
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This. experience of the thirties also greatly stimulated study and
researsh in the: f:old of adm;nlstr vtion and in the problems also of
economi.c oontrol. :

Well, it 21l adds up to this, I think: that as a result of the
depression we had in 1939, an organizational structurc and adminis«
trative skills that wore far more adequate for the job of rumning the
war cconony than was the casc In 1917, nob only in btorms of organizabion,
not only in terms of skills, but =lso in terms of practical knowledge, ’
The PFederal agenciles in 1939 were far closer in touch with more sectlors
of the economy then they had been back in 1917 or ony time previouge~
with agrieulture, with manqugLurln@ and so on across the board of
the economy,

They had vastly better machinery for gathering factual data thon
in 1917, There were numerous sbabtistical agencies, many of them very
well organized and sbtoffed. %We had A far more comprehensive body of
sbatistionl data. Though, of course, that was nob Adequabe for the
purposes of the wartime years, yot it provided a point of deparbure,

So for I have not touched on what was in many respects the mosb
imporbant administrative development of the war in the thirbicsy and
that was the reorganization of the Exccoutive Branchs. That- ‘reorgonis
zation was, I think, unquestionably one of the most lmportanb steps
in our administrative mobilizdtion for WO

A federal roorganization had=1ong been talked of.  The first
inguiries along that linc were made bdck before the First World Wars
Then during the twentics and thirties various reorganization bills
were brought up in Congresse DBub nons of them gob very for untild 1933,
when the Reorganization Act of that year. wos passcd. A bogiming had 7
been quo in the Budget Feonbmy Act of 1921, under which the Budg S
Bureau tﬂbllghud on a vory limited basiss

This reorgqnt"aowon which had long boin talled aboub was fires
carried through with success in 1933 because the mulbiplicoetion of New
Deal agencies made it almost essenbial that thore be some means of
effecting coordinations The expunsion of the Federal Governmgnt in

the early period had rnotb proooodod in a logical fashion.  So thers -
were a good many eases of agencles with overlapping funculon and
iupl*"atlng functionse L great deal of that noeded to be cleared up,

and thabt provided bhc fwrst drive for the reorganization’ of the Federal
Governmont. : Lo ' '

wa, as the iedkra3 agenceies  in the Execubive Branch became mors
numerous, the problems of supcrvision and coordination: by the President
became mone and.more diffiscult, The situation reached the point in the
early thirtles whoere soveral score federal ogenoies were roportxng
directly to the President.




~their agencicse Couscqummtlj,

"The mosk obvzous Feabure of the roorganlyaflon pluns prov1ded for -
a reshuffling and rearrangement of the executive agercles and the
execubive fanctions. Agencies weres combined or btransferred or eliminated.
Duplications wore eliminabed Yo scme eozhent,.. An effort was made to bring
like functions under or into the same agoney. BHut the progress in reor-
ganization on this side was vory slow, OdequUOf tho strong resistance -
of Congress,: Those who had a wested inter in the states, organl-

%%1onally ancaklng, onposed strong cos1stwqce to thoso changes,

°

The most 1mportunt Feauuro of the reorganization was tho bulldlng

" up of the Budget Pureau, prineipally afber 1933, It began in 1933, in

an offort to keep in sbep with the rapid expansion of foderal functionse
The full development, however, of the new budget mission did not come
until the Reorganization Aot of 19356 wont dnto cfioot.

What hapoeﬁ&d'ﬁas simply th' Th@ greatly 3ncro¢ued load fon th@

. Chief Fxecutive simply couldntt be carrled without adeguate prov181on

oF adminiebrative sosistance, Fith the handful of personal assistants

the President's office that were available bofore the.development:
oi the Budget Burecsu the President couldn't possibly begin to do the.
adulnistrative Job ol supcrvising, coordinating, and plaming, He was
lorgely. ignorant of whabs was going on in the Dxcoutive Branche He was
largely dependent for such information as he had upon the formal reports
of the cabinet hends and the heads of the independent-agencies; and,
naturally, in their reports they were not inclined to give what might
be rogarded .as a detachod, objecltive account of what was going on in
e ot Bureau under the rcorganization
plan was. given a’ greatly enl%rg ed duby of serving as the menagement sbaff
of the President, whercas in its carlier ycars the Budget Burcau operated.

Clarizsly in a mechanlonl way, to process the fedoral budw@% t1ai wasf

adoptod ¢or tho Plrst time under the - acf of 1921._v oo , ot

7

.0,

"iAst 50y, in effeot the Budg et Dureau bécame wotually the’ weacral
stad il of the Executive Branch,‘”nd I think its inteoduction in the earlv

“thirties in that oapacity is fully as important as the devolopment of -

the Gomeral Staff in the Arfiys The proparabion of the budgob, I might
say and as you perhops knaw, was end is slmply o dovice by whioh the -

Pregidontts &dm1nlstrat¢vo ontrol is cxzercised through the Budget Bureau,

Now, in,its,capacity as o general staflf of the President, the
Budget Burcau cams to perform o nwiber of mdjor administrabtive functions,
It served in the first place as a link betwecn the President and the
oxeoutivé agencics, Supplying him with information about agency activities,
programs, conditions, and so-on, acbing for him in a wido ranpe of routine
mabberse It served also as an ndministrative planning agency, making
studies and -analyses Lo discover weaknosses and defects in federal organie
zation ond in foderal sdministrotive practices. It made also long=range
studies of tho federal orgonizabion, trying to anticipate the direction
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i hings were going and to with
befors the roblemS'were actually ON USs In F't,r:uax'al it Was the functlon
of the Budget Bureau to anticipate the organizational requlrementu of the
Administration's programs o '
1ts most imporbant function, 1 think, was that of a more or-less '
continuous review, evmluatibn, and coordination of the agency brograms. :
This it aucomg.uohcd in }_Ju.;t 1":y" d"." to dél.'.'y’ conbacts with the various
agencies. Their supervision and the control that went with it were made
effsctive through the form of a review by the Budget of the departmental
requests for apprépriations. A continual check was kept on the sagencies
by the Budget'Bure&u, and the President was kept informed in regard to 1b.

ion we had these devclopments, which'
came to a puu..ﬁ. in LT0Ty W WS g‘b..l.d,xu,! on Act of 1839 ‘pI‘O'v“.Lu.bu.
for what had already been ta xlng ce==on enlargement of the Budget
Burecantls functions qlnng the line I have indidated. To give you some
indication of the scale of importance of this dovclopmont lot me say
thot during the thirties there were in the Budget Bureau about 40
personse. By 1946, chicfly developed from 1939 on, there were 600 in

the Budget Bureau.
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tive mobilization, if we can speak of it as such, for any national
emergency was prétty well begun. The foundations of our wartime - organ1*
zation were laid; even though those foundations in terms of what were to
.ccrre Iater will probably be considered inadequate. Of course, this was
not planned this way. "It was not intended for purposes of'var. Yet in.

of?cct, as I suggoetud, that is the way it workod outb.

-0

Now, of course, the formal plmnningfbr warbime organization wenbt
on all through the twentics ond thirties, as you are awars. Lt was very
little affected by the expansion of the Federal. Execdtive Biranch and by
the chénges in the Execubive Dranch, The civilian agoncies, as you will
recall, had virtuallyno hand in mobilization planning on the industrial side

or any obher sides  All the plaming for war on the organizational and

administrative side prior %o 1839, was carried on by the Services as a

result of their sbatubory responsibility. I might say that perhaps

Congress did give some attention to industrial mebiligation during the thirtie:
through the fact that a number of bills were introduced, and Congress

devoted some time to those bills.

1

- I would like bto spend a little time in reviewing this planning. "I

discussed it last fall from another viewpoint, I want to discuss it today
with respect primarily to the organizational framework proposed for ’
industrial meobilization in s series

in this series of -n’lg;ns-




This story has- been worked out in some debail by Dr, Thatcher in
his "Plannlng for Industrial Mobilization, 1920—1940." He covers it
fully there. . It resulted, as you know, in a- series of xndustrlol
moblllz&tlon plans. '

Now, “the, planners throughout the tWﬂntles and th1rt1es~were governed
by cerbain basic assemptlons or tonets, if you 11ke, whlch ‘are wnrth
reviewing bricfly, : R :

To bevln w1th the planncrs dlstlngulshed *hroughout between ﬁwo Co
aspects of 1ndu3ur1al ‘mobilization, whichy though olosoly ‘related, they
folt should be handled separately.: It was assumed or taken for granted
that the two aspocts of planning should be handleéd separately. Procure~ -
ment on the one hand was assumed to be traditionally” the function of the
Servicess No really serious consideration wos given; as far as I can
find out, to possible changes in the method .of handllng procuremente
They accepted the traditional way as the best way. Talk of & civilian .
ministry of munitions during nhd afheﬁzﬁheuFlrst World War, durlnw-the:
twentles and. the thrtlos, nud never goULon vovy fore - :
Industrlal mob:llzatlon in the broader senue of the term Was
seporated from proourument. That edlls, as you knowy for. moblllzatlor -
of all the resources of the economy, and %hah wo.s accepted throughout
as o civilian funct10n,»to bo handloa by a ClVllan agcnoy staffed by
01v111ans. S

Anpthew basmc dootrlne of the' plamnurs was that 1nduuﬁr1w1 mobili~
zation in“the broader sensc ¥ms to bo handled not by the old—tlmc' ' :
powoetlme, old-line agencies Sy but rother by the speclally ercatoed war - ,
agencies, the so=called super=-agencics, - This view again scems nover to
have becn seriously quostioncd by the planning agonciocse There was that
attitudo which preveilcd at the beginning cnd it prevailed to the ends.
The analyses of the problem seem never to have carried the plan to the:
point where they.considered ancther way of handling the matter. The
p0051bllltles of a dlLﬁerent arrangcmeat were never explored-

The routmne explana ion for giving control of 1ndustr1al moblllgauionf'
in the larger sonse Lo speeially created super-agencies appearcd, you will-
find, in all.the discussions of tho industrial mobilization plan, For: :
example, it was believed that the old buying agencies were busy with thoir .
regular poacoebime funotions and would not have the timc or the staff to
handle the war: jobs There wes, too, a’belicf that if the rcgular agencies
were given impértant wartimo ¢uncuvong, theoy would, in typieal bureau-
cratic fashion, never willingly rolinguish them whon the end of the war
comee There was a belioef, too, that the old buying ogenciecs would lack .
the drive in the sensc of the urgency requlrod in woarbimo. blnﬂlly, the
ofgoni zational structuro of tho war’ ooonomy wo.s based on-the agsumption
that it would be ecstablished and put into c¢ffect only when war had boen

9
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declared=-the formal M-Day conoept that we are all familiar with bub
vhich I think we have to keep iA mind in this connections .The Army and
Navy Munibions Board, of course, was to serve as the key planning agency
between the time war was declared and such time as the super-agencies
would be set up.

With the development of the international crisis, I might say, in
1939 and with Tthe outbreak of war, s revision of the M-Doy conecept did
take places It began to be recognized increasingly as the situabion
expended that the movement of this country into war, if at all, would
be gradual rather than suddens. So the planners developed in 1939, o
new three-phase concept of industrial mobilization, and the various
Mmeasures +0 be taken as cach phase appeared were oublined in some debail,
But no significant organizotional changes wepre involved in this modifi-
cobion of the M-Day concepbe ' : :

Now,”so much for the ,basic assumptions of tho planners, which, as 1
suggested, they gseem ncver to have really sorlouuly analyzed and oxamined
with & view to possible changes., - T would like now to examine briefly

- some of the organizational asoects‘of the Industrial Mbbilization Plan.

In the first place; of oourse, the wartime organization of the Plan .
was closely modeled on that in effect at the. close of the First World Wdr.
This is the 1933 plan on the chart here, and this is the 1939 edition
over here, If you compare the 1933 edition and the 1939 edition of the
plan with that on thé other chort thers, you will see the very close
similarity. In fact, Brigadier General Rutherford, who was Chief of the
Planning Branch, declared that the Industrial lobilization Plan contained
nothing news; that it proposed proctically what was eventually established
plecememl'w1th the consent and. anrovml of the people durlng the Wbrld War,

Now, during the planning pcrlod I h&vo simply picked out two of the
plans. ‘here and put the 1933 plon above, and the 1939 plan below, beoouse
I think they are sufficient to give you the main organizational pattern, -
For a while there was a good deal of, ohanW1ng so far as details of the -
plan wers concerned on the over-all side, and yet there were no major
changes in fundomentals. -

The one really significant 1nnov1t10n come in the . 1$30 wlan, in
which, to contrast it with the 1933 plan, you have the Var Resources
Admlnlstrﬂtlon. The War Resources Adminisbrabion. is. the super—apency,
and in that war f3nan01ng, war tfﬂdc,,' r labor, price control, and so-
forth were all geored into the War. R%sourous A&m_ﬁlstraﬁlon.. There were -
under the atthority of the Tar Resources Administration, Publ 10 Relations,
Selective Servicey ond othcr adml. isbrotive genclos of procurcment the
same os in the 1933 and othcr plan.. N ’

Intersstlngly cnough uhms WS thc one wmgor foqturc of tho Industrlal
Mobilization Plan with which the ”ar Resources Beard appointed in 1939 to

v
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review the Plan, refused to go along. Thoy favored an organlzntlonalv
sctup substa Lia]ly, we w111 swv, as in %hu 1933 plan,

One other magor nownﬁ that I Nould llAG to m@ko in regard to the:
Industrial Mobilization Plan is this: The plan did not: faco squaregly:
the problem of coordmnm%lnv and 1nte?r@%1ng the activities of the war
agencied with those of the rogular peacetime agencies, There was, it
is truey townrd the ond of the planning period in the thirties -a belated
recognition of the oxistence of a gradually enlargﬂd Executive Branch,
performing o . grcat many funotlon which were nov pcrformcd by the Ibderal
Government.

I recall that General Hugh Johnson was writing a column at that timo
and hecame out with ‘quito a blasb-~that was aftor the 1939 plan had bcéen -
published-~in the papers criticizing the planners for being asloop to
what was going on in the fodoral agoncies, and ho enlled attenbion %o,
called the roll of, the number of now federal agencies and poimted out
the various. wayU in which they conld be cmploycd in industrial moblll-
zatlon. g .

No scrious atbompt was made, so. far as I tan sce, to explore the
possibilitics of o wartime orgonizational sobup which would offech a
close integration of the new war agencies wnd the old-line agencies.
Such an exploration, even if it had rosulbed in a decision against
integration, would, I think, have produced substantial oengflt. in the
form of cooperation with and €rmm the peacetime agenciess They would
neéessarily heve ‘been consulbed, It would have effected, it seems to .
Moy o mueh botter coordinaticn of ackivities of the poacotlme and war= -
umML arencles whet the~war ‘actually came, : L

Why eS| not this dono? In a way it seemp o little obvious now. -
Bub’ thlng” alwayu 3ook obv1ous afber the fact, as Lhoy rarely do boforo
the fact.'

3 thlnk possxbly it was due to an inadequate 1ndorstandlng of
fodoral’ admifnisbrative trends dur:np the twontics and thirtiese It was =~ 7
due possibly, foo, to the fact that when thore was a recogiition of the ‘
existence of this greatly cxpanded pescebime este gblishment, it came so
late in the day that the difficulty of eftecting 1ntowrﬂtlon socmed too
grﬂab to nermlt t@ckllng *the Job under tho uovclop1ng bmorgoncy condltlons.

A more fundampntaT roason, QGWOV“r, I thlnk, was the djstrust of NGW
Deal a&en01es among. the. plamners, which you run into -again and again, not’
so much in outright stwtcmentn, but in the phraS(ology, in the manner 'in

waick agenicies ‘are referred Lo, 6opPCJally with reference to their use .

in wars _
In aubstxnoe, the . Industrlal ﬂbblllzatlon Plan called for. the ©8baba
lishment of a vmrtua7ly Jndepuhdeni cm“rwoncy organlzatlon to moblllzc S
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and run the national economy in war, independent, that is, of “he peace=

time Exeéutive Branch eand in a sense éxisting alongside it. In many -
respects, it was a kind of dual sebup, which was bound to give rise to
meny organizational problemss Of course, we went through the war to a

" large degree in that fashion, one organizabtion arguing that there was

no other way of handling it. But L think perhaps we went through the
wor that way because we were nobt preparcd to handlc it on any obhor

basiss We hadn!t thought in other terms.,

While the President was recognized always in the plan as the
responsible head of the war government, the administrator of the
dominating super-agency, the War Resources Administration, was the real
directing head of the war economys. In the opinion of many, that job wa
mich more important in worbtime’ even than the job of the President.
Prosidont Roosevelt, of coursc, wus obviously nobt the mon to toke a back
sest in his own adminisbration; and that featurc of the Industrial Mobili=-
gzotion Plan wos clearly Obj“GLlOﬂ&blO to him, There is no cléar evidence
that Mr. Roosevélt ever read the Industrial Nobilizaotion Plan, but that
feature of it wes called Yo his abbention in a joint meebing with the
War Resources Board in 1939, ond he set out informally his own concepbtiorn
of how thesc war agencies should be, They were all to be responsible
“direcetly to him,.

Working within the limits of their controlling assumptions ahd with
the data on world roguirements supplicd them by the General Staff, the
planners did o goed organizational job, I thinlk, without any question.
Tho organizational fromowork for o war economy was presented in main
outline. The functions of each major ageney and division were described,
Major policies were suggested, The detailed measures that were- supnosed
to be taxen at the outset were laid down.

Many of the key problems of a4 war economy were anticipated. Colonel
Neis has called attenbtion yesterd: vy to the various elements of the economic
mobilization that were overlooked by the planners, I think the prineipal
failures to anbicipate war necds were in respoct to aid to allles, ‘the
c1v111an reou“rements, and 50 Ol

Now, thé dlleculty here woas that those who planned for the military
mobilization, like those who were concerncd with industrial mobilization,
were thinking basically in terms of World War I, of an army of four
million men intended primerily for centincntal defenses The industrial
planners were necessarily controlled, T presume, by the data and assump-
tions supplied them by. the military planners. "I think whon General
Somervell was here he suggested that during thé war in thoir setup, they "
had to try to got the hoads of the military planners in tho General Staff
- to try to anticipate these things, I don't know whether that was ever
done "in the plaonning of the tnlrtl 58, vwhether the industrial mobilization
planners wont so far ds %o go out on o llmb by thom3ulvos. Evidently not.
I scc no ov1denou of its ‘
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wa, since. the planners for 1ndustr1al mobilization were not special-
. 1sts in governmsﬂt, An adm¢nlstratlon, or in economlos, perhaps it was
¢ wiso for them tosstick prétty closely to the oxpericnec of the First World
- Ware So far a8 that‘wdnt, they wore on fairly surc grounds It is veory
: evident that in its msin outline: ot least the wartime organization that
. they planned das fulfillod in the wotual deve10pmcnt of the war organl—,'
zations ‘ g
It isy of course, quite illogical and unfair, it seoms %o me, to
expect the. planners in the thirties t6 have the foresight equivalont to
our hindsight, At o minimum, howevor, wo .could fairly expect them %o
have learned all the major leéssons of the First World War; and I think
any criticism of" the nlannlnb of that period should start wlth that
‘crlﬁerxon. »

Thcre is one crlkloal arca in whlch the planncrs fallcd o oap1ta]1ze .
. the experience of the First World War, They failed to gather or toc make |
" plans for gathering statistical data absolut@ly essentinl for sound ; :
' programs.and intelligent administration in any kind of war sdministrations
1 am going 6 ezp‘ain that just very br;efly and then we will call it a
\ mornlng.; wf, ..
T ere wis plenby of warning from'”brld War T on fhlc 8COTGe Clarkson ,
in his volume’ on "Industrial America in the World War," which is a classic
in this- fl@ld, virtually one of the textbooks used in the old Industrial.
Collego, stréssed that point again ond agoine "PFirst to last,” he said
i at one’ place, "in all government denwrtmpr%s, the lack of ordered facts
~ Was & qause of inacklon or mistaken actions" Again, "The Statistical
Division of the War Industries Board should have been the first one
developed teo full copacity-~actually it was the 1ast."

Wesley Mitchell, leading American economist,’ devotéd his® presidential
address as heéad of the American Statistical Association, 1919, to discus-~ -
sing the essentisl role of statistics in government, making particular -

‘reference %o our wartlme experience, 1 don't know Lf the planners over
read the Amdrican Statistical Journal or the other publications of the
Association, but this is what he gaids "Tho time we spent in framing

our war organization and getﬁlng it starsed might have been substantially
shortened had anybody in Washington been aoble to put before the responsible
authorities promptly the data they needed concerning men ahd commodltlcs,
ships and faotorles,' .

Bhtchell stresses ﬁhroughoub the vital rolo that statistics. play
in planﬂlng of any Llnd, strictly up-to=date sbatlstlcs bhat describe .

the various aspeﬂtu ofour sconamys o

Now, this was r1ﬂht aftor the war._ ALl during the twenties and the

thirties there was s steadily increasing emphasis in industry, in govern=
ment, in economics, and admlnlsfratlon on quaniltatlve anu1y31s ond

RESTRIGTED




Uﬂiﬁgéggufﬁﬂljuﬂlﬁ{ﬁgﬁyyﬁ

sbatistical controls, It was recognlzed that w1thout organlzed 1nfor-
mation the administrative official lacks o sound basis for pollcy noking
and for excoubive decision and occtione Herc in Washington the statis-
tical services of the Governmont wore greatly oxpanded along with the
othor funetions and activitics of tho Govormment, Tie werc, as I indieated,
far betber cquipped statistically in 1939 than in 1917, We know for more
as a rosult of stotistical analysis aboub the functioning of our ccdnomy.
Yo knew” far more about how it functioned than in the ocarliocr periode .For
exomple, we had in 1939, something that we didn't bogin to have in 1917,

- that 10, fairly wccurato flgurcu on notional income. '

/

But, of coursc, utatlsblos have a limitcd value except in relation
to the uses to which they are pute - Then the Second World War come, we
found that the stabisticdl data that had been collected by the various
peacetime agencies didn't begin to meet the varied ond complex require-
ments of the war economy., Ve had with that background of preparatlon a
growing recognition of the. need of the guantitative approachs Yot in the
industrial mobilizatbion pl%nnlng ho attontlon'was given to this critieal
row material of war. . - GEIOTIT

Not until three days before the actual outbreak of the war in Furope
was a statistical branch set up within the office of the Assistant -
Secretarye That came directly as the result of the inguiries of the Var
Resources Boorde Among the first things that they set out %o zet when
they mwet in Washingbon were focts and facts and focbse So that statis-
tical braanch was set upe v oo

. v
L3

.Wblﬂ, I give that simply as a case, a study, if you like, in. %‘véry'
small way of a specific problem that we. might’ h&vo been prepared o deal
with and were not prepared to deal with.

-

Naxt week ot thls time, T will at%bmpt to deal with the organzz%tlon '
and admlnlstra 1on in a brood wuy in the war period itself. o

COLONEL NEIS: Genilomon, this has been one of the most’ comprehen51ve_
talks on organization T think we hove ever hade I think we should " bake
full advanthe of this opportunluy to ply the speak cer “1th questlons. :'

A STUDENT: Could you tell us somebthing of ‘the fUnotlonlng of the
Tlar Resources Board, who't were some of the *aults of 1%, and : ahy 1u was
dissclved? s

“DR. HUNTER: Yese I have that down on the bill o6f fore for next
weeke If you would lile to have that information now, I will-give it
to youUs ’ . -

The War Resources Board was-appointed,in Argust 1939, ostens1b1y : .
and primarily to rev1ew the Industrial Mobilization len of 193 and to -
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give thc be gt judgment and corments of the nembers. of. tho board upon
the plan, 5ts foas1b111tv, how sound 1% was organlzationally and othcr-

2

A couple of weeku back I wob into the records of Iir,. t@ttlﬂlUu,‘
who was the chairman of that boord, ond gobt some light on the storv,
hlch hadn't been evident before,

According to the ascount of one . of the key members of ‘the ooard
whosé name I can't zive, it vas believed in the Government in July
1859, that the situation was particularly critical as regards our
relatlons with Japan, in fact, that we might be at wir with Japan--this
was the opinion of this member-=within a month or six weeks, How that
can be subsbanbioted. I. don's knowe . Bub certainly it is true thot Seconl
Assistant Secrctary of War Johnson had been trying to get the President
to appoint such o boiard for some nonths, and the President decided to do |
that oarly in Auguste The bourd was appoinbed on August 9th with Mr, ‘
Stebbtinius as head and half a dogon 1oaﬂlng 1ndusbr1a11vtu and flnwnclerU¢ -
as nembers of the board. : : S

They mete. Thoy reviewed the_plan, They went further than'foviewing '
the plane - They actually began to gobher information on inventories, to
gnther information on personnel, to estoblish a posslible Wap Resources

”'vAdmlnlotrablon, and the likes 4And then they flnally rcportcd o the. .
~ Pr051dant about the naddle of Oﬂ*ober._, ool

Thb ngmbcr of th@ War’ Reso.houu' faord mhcse confwdcntlal memorandum‘
I saw g¢xproessed.the. opin&on that the President _never saw the “peport of 3
the bodrd;. that “the boara met with the Previdant and bh@y/rmachud g% f&lr i
measure of agroement s £o the broad‘outllnos of a woar resources odminis-""
tration,: ‘Once tfat hwd boon dgrood upon, “the board did not meet ahy nore.

Of céurse, the concern of the President in the fall of 1909, din

 Seppenmber, s with the repeal of the noubrality: lmmlslutlon. Hotwras.

grpatly conocrnod not to give the is¢lationists in the country and in
Congrees any handle to use in opposition. So that that wns,plcycd dovm
ey deflnatalv. W ' . e

A oTUDmﬂ : In your reuoxrcn did you find any tlmc ]1m1t progeotod '
1nto the future.bhwﬁ the Burcou of tho Dudg cot was to plan? The rcason
I ask sbhat is that yoesturday in the scwminor, Dre Childs sald that the
Burcau of the: Budget wag’ prlﬂarlly concurned w1th day-by-day aot1v1tles
rather ‘than progocbcd~ulanu.' :

DR. HUNTER: Thoy have one division, the Division onAdmnnlstratlve
Monagement, I.belidve it is called, whosc nrlmary rosponsibility is to " -

 think, not 31mply in doy=by=doy bormu, but in long=range tormse Now,
“what "long" moans in the language of the Burceu of the Budget I wouldn't
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_attempt to saye. Thethér "long" means anything more thon oney two, or.
threé years in advance, whether. they “try to project any further than’
that, I don't knowe But it is their respensibility in that division,
‘which is héaded up by Donald Stone, to seec the federal organization
as a whole, the federal adminisbration as a whole, and to anbiéipatbe
and discover problems earliest, csp001allv developing problems, maybe
for years in the’ futurc. ; . :

A STUDENT: Doctor, you say the Bureau of the Budget is the
managing staff or the general stoff to the President, Could you
explain thot a little further? I+t seems that they may curtail the
President when they give hinm monoy for these various activities many
lees. ‘

DRe HUNTER: ~You mean bhe Burcau of the Budget curtails aot1V1tles°

“A STUDENT: Don't they do th&t?/ I. tnouwht they cut down many of
- the Qpproprlatlon ﬁmounts that he wo.s asking. fore

DR HUNTER: Well, of coursc, 1 am not %too familiar with the actual
day-by-day operations., Bub it is my undersbanding-=of course, they aet
for the President, and they are Fomilisy with his general progrwn.

A STUDENT: You moean they néver go agalnst his policy? -If he- wants
so mony billions for this agency, de they always glve it to hlmq»

DR. HUNTER: I should assume they'would never go against ite They

-might discover, when they came to worl oub a particular program, that
there were cerbain inconsisbencics involved, ecertaln conbradictions,:
certein conflicks with other agon01es' progroms, which they might find
it necessary to straighben oute So the botal amount recommended, say, .
in the Presidentt!s message might bc cut down., But they act for the
President, nof{ against him. B .

- A STUDENT: - You kepb reforrlng to the planners qurlng the uhlrbiGSb
Tho were the planners other than the military? . »

DR, HUNTER: I am talking in terms of the military planners. There
were two groups-=~those who worked on the Army mobilization plan and the
military planning oropers  There were the industrial mobiliZation planners
and those Army men in the:0ffige of the Assisbant Secrobary, specifically
in the Plamning Branch of the Office of the Assistant Secretary.” They
constituted the Army's side of the Army ond Nevy Mynitions Board, who ~
coordinated planning as between the Army and the Navys Thén, of course,
the Navy had its s:do‘OL the hrmy and,Navy -Munitions Boarde

A STUDFNL- Bub oun31de of‘thSe. How about ﬁhe Federal Power
Commission, which planned for the power for defense?. :




¢ - especially those that have astion

DR, HUNTER: I %hink you will find that every najor federal ageney,

: arograms, are continually plannings

. - They think in torms of plans’ fo# sac activities in which they. are engagedes
And, of course, during bthe thirties a great deal of attention was given

in a big way bo planning on a natlonml scalos Bub the only specifically
planning agency in the Execubive Bramch for %he Government as a whole was
the qulonal Resources Committee, as it wes first known, appoinbed in 1935,
I believe it wass Then thalt became the National Resources Plannlng Board

under the Roor*anwza+1 n Aot of 193,

COLOYEL NEIS: Dre Hunber, in comneccbion with the Department of
the Interior and the FBI, you will find that they recognized the
potential job that was going to be placed on them by the war and thab
they did some vory forwoird-looking and comstructive plamming, which paid -
dividends during the wars - That was brought out yesterdaye

We will be looking forward, Ore Hunber, bto your lecture nexbt woeke
Thark youn. : ~

(21 Moy 1942-~350)8P
¥ ‘
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