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A REVTEW OF LONOUIC MOBILIZATION TOI WORLD WAR II--UNTT IT
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Last week T outlined in some detoil the adwinistrative snd org
tional dev,]m menbs which prepared the way for our war governmen
mornlng I have the much more difficult job- of tracing the zetuzl
went of the war organi zabtion and methods by which our sconomy wa:ns

_mobilized, first, of courass, for defense and then l”twr for wexr,

11 ba 1ittle thet is very new in my remarks this m')mun', i
"_mply a broad picture of the developments with which I 1
more of less femiliar as 2 result of the ationbtion we h{«ve ;ﬁ;']’,‘;z‘:f,sn l;f:, the
whole story., Bub & broad revisw suirves o certoin uﬂ~fu* rurposa, L bhind,
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brsl protlems
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the hour. The Jrf--*ﬂtrr‘“ﬂt accordingly, has to
rezson I rhall eoncentrate sbtention on whal wer:
of our wartime economy, which werce, flret of all, «
Aving

then ovor-all coordinztion, with production rec el al em~
phasig, hecanse, after 211, production was the prineinal ohjective of

economic mobilization, There wera, of oy T

asconoml ¢ mobilization, 211 of thom sszant \.‘.s] “all of them fz] agely ro-
lated to produstion, il not zetually o n"rt r)r nroda 1c,'i,,i!_on--‘prrumxrr' "':n't,
war finmeling, i nanpowrf:r' wmﬂ i n*‘om ation, zconomic werfarae, trensporte.
tion =nd &ll tho rest, aspects of oconomle mebllize-
tlon preacnted t oW "'thxnvtw v prd‘m] s of orgenization end-adminds-

trotion and of (‘OOT‘(‘h nation with tho wer nrogren aownnla,
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Feonomlc mobilization, #s wo have o
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of the Armed I*or‘(- '8 on the sle and in thoe bime required Lo meel
demends of ’t.m S Llon. TE 1 #hove 211 for & bromorndo
inecreass in totsl produc L.] on Lu maaet the tary, civili

nds.  Ib reoulx o drestlc andlll Lon of tho
methods of dirscting labor, capitzl ond indusbry into the
demand, becsuss the demands cre so radieslly different in s
as vn,l].. az =0 much graater then thosa of imz, A hu
complex orgrnizational structure must ba built up bo nrovl
direction and coordinstion snd control which ars sesential
effective production,
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On mojor points such as these there 1s general agrecment,. On the
organizational arringements and the sdministrative devices end procedures
best calculated to ctboin these objectives thers wes sndless controverss
during the war, and thers is continuing disagresment today., The work of
description and Qnu¢7910 and sppraisal of our wartime orsanization will
go on for some yeors. It has, in foeb, just begun: and it will be come
yosrs before we will have a thorough understanding and spprecistion of
all that is involvad,

Vory little =bout the wer, of courss, went according teo plan, in-
cluding the plans themsalves. We started ocut with 2 strongly isolstionist
end antiwsr public., We were gredually dravm into the conflict over &

period of mors than two yeers. Our first wertime orgmizaotion took its

shepe during peacebtime snd under the Limitotions 1mno sad by peace, lhe

scale, the duration and the complexity of the war were far ﬂrQMt wr bhan
wa had anticipated. We spent three hundred billions und more in ths
Second World Wer as compersd wibth only thirty-sixz billions in the First
World War, including =id to nlll,u. Le comprred with the ninstesn months
we spent in the First World War, we were in the second for four end &

half years. We foughbt it ﬁ’1 va the globs, in contrast with the single
Furopean front in 1917 and 1918 ' ‘

Furtharmore, the demends s upon bho economy ﬁﬁd upon the whole machin-
ery of war organistion ware in procoss of continual chenge, BRach strge

in economic mobllguatlo" wrought its new orgonizstional problems, znd
each change in the strategle situstion heod 1ts iuwpzel on war organization,
as did, of courss, in a2 somewhet s sbriking way the major dovelopments
in new materiel and wespons,

Still znother factor must be noted ond swphasized if we are Lo under-
stand and fully apprecicte the development of our wertime or zaotion.
Bhis orgenizotion wag not developad end could not poqsiHIV'd@vglop in

responsa only to the 10’1081 requirements of the stretegic and ecenomic
situstion. Orgenizations mey be plonned and drawn on ps but they

" opcrate through men and through croups of men, One of the most Jjwpor-

tant facts shout our wartime orgenization waes thet it wag hammerszsd oulb,
and it could only bhe hemmorcd oub, in ths foee of great and continuelly
changing pressuraes, tha prquurms of 2 dynomic roliticel. situstion,

This is nobt only inevitsbla, but it is desirdie under the gystem of
government thsat wo heve, a2 repreaentstive democratic government, with
lots of free spzech znd the opesretion of all kinds of pressure groups,

At every stage in the sconomie mobilization and in comnection with
every major organizational jSSu@ the question was pob what arrangement
was ideel =nd logically sound for the job. to be dons, bul rather what
arrengement. was poss

ib
2t 21l times it woe necessary to rackon with o

2 and accaptable to 2ll the pardices concerned.
f iaty of contending
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forcdes, interssts and preasures, from political parties and blocs, and
from economic groups end interests organized along occupationsl lines,
industrial lines, end regicnal iinese. Evpry mejor organizational develop-

ment and most of the minor ones had uO fece & running fire or criticlsm
from the powerful inte rests unfevorsh oly affected, irom trade and business
orgenizations, lsbor and farm organlzgtlong, end nrciesswon 1 groups, Lo‘
say nothing of editors, columnists,: radio commenteators and the likes. The
opposition worked through all the channsls used by préssur@ groups and
especially through Congress. '

co

Any major organizational or administretive change in the war povarn-
ment was sure to meet more or less opposition too from one or more of the

existing government agencies,either from the old-line sgencies and/or thb
naw war agencies afber they wers established. ¥ach zgancy natorally

sought to protect its omn interests or fh, interests of those 1t repra-
sented -and .to advence those interests,

But I think it is much more than o cazse of the wasted 1nt\rust
protﬁctnng itself thet we heve to reckon with har As the war organi-
zation of the Government ‘becams tighter, no msjor organizational zction
could he tekhn which wos not felt ell =zcross the board, So that as the
war mobilizetion adwvenced sad the situation hecame tighter and tighter,
all the ma;or agenciés had to be heard and hed to be - reckonad w1th before
making ‘any contemplatcd change, Adjus Bmentﬂ hed to ba made, adjustments’
growing. oub of reslistic coniltloxs. Byery solution to an orgﬂnizatLonal
and administretive problem was rezched oenly & ’to%‘long discussion and
long negotiation and Qccomp&ni@d by ¢ greet deal of political mulling’
end haunling both in public and behind the scanés. Those orgenizationa I
compromises: are often so rompllc ted and so ﬁllovivcl s completely to
confuse an- outsudcr, end-they freguently meke & mess of organizational
¢harts. Yet they often worked. Ideal solubions of organizational prob-

. lems look nicse on paper and are useful as . objactives to aim ot, but they
are rarely achieved in real life. ' S

Flnally,-“dmnnlstrstivo arrangoments usually h;vm 4o be ada pfed to,
the k?V personslities that are involved. Of coursa, occa?loh?lly‘these
personalities can be changed or gotben rid of, either by retiring them
or by -kicking them upstelrs. MNMostly they h@ve,to ba put up with and

worked with. The administrative mechinery usvally has to be adspted to
uh@m to gr eber or:less dagree. ‘ '

For exwmplc there is o great desl zhout our verthv ordanzzptwon
thet cannot be unav¢sbood except in terms of the parsor‘ﬂlty of President
Roosavelt. . Whether you like Prasident Roosevelt or the man Whovhap;sns
to be Chief Bxecutive in any. future cmergency, you have to putb up with
him and with his personalibty, with 211 ite elaments of wesknéss and
strength, You have to operate in roletidbn bo his attitudo- ﬂmd idecs,
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for they are usuzlly the controelling ones, howsver poor they mey seom.

Also, the wer brought to Weshington many powerful parsonalitiaes
from the business end industrial world, business executives who were
accustomed to moving directly toward objectivas with ~ minimum of oppo-
sition. They were accustomad to giving orders rather thmn taking them.
They were usuzlly unfemiliar with thé ways ”nd practices of government.
Men like Stettinius, Knudsesn, Nelson, Eberstaedt and Batt mede the in-

- flpence of their personslities f@lt in ohv degrec or another upon the
wartime orgunlz tion. : ‘

I have spent some time stressing what probsbly doss nob need to he
stressed with you, that is, the dyneamiec, fluid nsture of orgsnizational
arrangements in the netional emergency. "We can't describe and we can't
understand the development of our wer government simply by means of nesct,
cleer-cut organizziional charts or in terms of logical principles of ad-
ministration, It follows that any thinking snd plenning for 2 wartime
orgenization must taks into considerstion the hord realities thet will
have to be foced st soms time *n the future but connot fully be anti-
cipated now. * We have to be sufficiently floxible and fluid to deal with
these conditions as they arise. So much for preliminariss.

Throughout 1939 2nd down to the:end of May 1940, our defense pro-
grem was handled within the frs muWOrk‘of-the existing government egencies.
Increased eppropriztions were obteinecd for procuremsnt of materiel and
supplies by the Services. The Treasury Depertment, the Justice Depert-—
ment, and other depertments waere directed eﬂrWy'ln 1939 to toke measurss
in anticipation of a possible outbresk of wer in Europe. Then in Auvuct
1939, came the sppointment by the Assgistant Secreteries of er and Navy
of the Wer Resources Board, whieh I r¢ f“rrmd to lest time, headed by
Stettinius and composbd of seven promln :nt business and proff ssional men,

Their primery job was to review the plens of the Survloﬂc for in-
dustrial mobilizetion, but they also went further snd undertook a number
of precautionary messures of preveradness with raspect to methods of
price control. They made surveys of the inwventorizs in key dndustries,
Tth locked into the problem of sk111 ad 1sbor swoply in cass war came.

The oruglnal intention of keeping thb,Nur RwSOUTC s, Bozrd. in being
to serve as a core of a key superagency in the event of war was cbandoned,
On msking its report to the President in sround the middls of October,
the Board was dismissed with tharks. And 1t was dismissed duc . to & veri-
ety of politicel considerations both internstionel and domestic, As I
noted lest waek, the Board disspproved of that fesbure of the Industrial
Mobilization Plan which concentrated zuthority in a key superagency, the
War Resources Administration, favoring coordinetion rcther thon centreli-
zation of power in a2 war economy. In othsr respschbs the Plen wes goner—
ally approved,




The. first formal orgsnizational step to deal with the prphlems of
defense was the setting up in Décamber 1939, of .the Interdepartmental
Committee for the Coordination of Defense. Purchases, that is, militsry .
purchases, both foreign and domestics  This was known as the President's
Liaison Committee. ITts purpose and functions are suggested by its name,

With the change from Sitzkrieg to Blitzkrieg in the spring of 1240
and the extraordinary success of the Nazis in the Low Oountries and France
there came the establishment of a full-scale emergency agency, the National
Defense Advisory Commission (NDAG). The legal basis for this agency was
provided, as you will recsll, by the Defense Act of 1916, which was still
on the statute books, It represented the views of the President and his
professional advisers, who wers essentially nonpolitical men, both ss to
what was politically feasible and also as to what was organizationally
-desirsble at this stage. Tha general feeling of the Prasident's advisers
at the time was thet we needed to keep our defensc organization loose and
flexible, readily adapted to any changes in the situation, domestic or
foreign. ' ‘

The seven members of the Adviéory Commi, esion includad representetives
of business, industry, lebor and agriculturas. It included liberals as
well ‘as conservatives., Accordingly NDAC was accepted and spproved by the
public generally. It consisted of seven divisions with & commissioner at
the head of cach. The three most ective divisions were those dealing
with materials, production and lsbhor: but there were four other divisions—-
. brices, consumer inbterests, transpertation end zgriculture.

The Advisory Commission, as its name indicates, hed advisory powers
only, at least to begin with, though lsber it was givan certain opersting
duties. Its functions were simply to coordinste the different aspects
of the defense program; to bring together the different agencies that
were concerned with procurement end other government zgsnciess; and to
- esbablish & link batween the procurement sgenciecs snd the industries
“producing munitions, and with lzbor. Its Job was to prod, push znd
neadle 211 those angaged in the dafense progrem; it had somehow to got
things going and to speed up sction., . Its job also was bo look ahead
and plan for thz dsvelopments which could be anticipated or might bs
expected., PRach commissioner served as the advissr bo the Prasident
in the ficld with which he dealt. The Commission worked chiefly through
the old-line agencies, especlally with the procursment branches of the
Services, and with all the agencies that had a hand in defense.

Viewed a8 an opersting agency, which it was only in small part,
the Adviseory Commission was something of an edmindstrativ: fresk, . Tt
had a body with geven legs, each lag acting independantly, but without
eny head. There was no chairmen. It had a socrstzry, ¥r. MecReynolds,
an old~line civil servant; but he declined to opsrste in any sonse as
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ch,ir.._ an, Sil’lCC in the esrly months the Gommission had no rm(-w‘rflno;
esponsibilities, 1t didn't do too badly. Tb wss simply a group of men
whlch met fulrly often for the discussion of common problems. In a num-

ber of matters its members rozched a certein amount of common sgreement.
on over-all defense policies. But each commissioner was primarily an
edviger to the Frasidsnt., He reported directly to the FPresident. He
wss responsible only to the President.

As we moved further along into the defense progrsm snd zs our
national objectives became somewhat clearer with tho advence of th>
war in Europe, an advisory commission became lass znd less ¢
to the Jjob in hand, Advice end suggestions and verbal nes .ara very
useful when you arc moving csutiously along towsrd rather mewtnd and

uncertain goals; bul es the size of the defense program mountﬂd, &s fe-
At T34 mna. meeaht ne tonls ond moterizls bagsn to et bight anrt ot
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areas; as orices begen moving up in a somewhat alerming fashion, s
some facilities beceme overcrowded and othesrs red i

usad to tcko on defense
jobs, or to expend plant and squipment for that purpose, it becawe hoce
-sary thet more zction of 2 dircet kind be taken.

Py

5 lass z
" from an advisorv commi s
c-wv»\ advice. So the Com _
the direction and guidance necessery in the ”tlon of our resources,
By sta atute and by Executive Ordsr the Lommls Jon dld scquire certsin
operzting functions--contract clearance, tex on entitrust certification,
end the issuance of prioritiss. 3But thoy’w0r3 not in 2 position to use
those powers very effectively. IRL”OZuIHgLV in performing its mejor

1
sion which <)
zn,lm'wm"‘n‘n came ine

role of coordinsting the netionel defense affort, the Commission was
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organ izatlon, and by the. lack of an opereting hsad.

So finally in January 1$Ll, the Commission wes replaced ss the key
production zgency by the Office for Production Mensgement. In the opin-
ion of many if not most observers, ths Commission hed outlived its use-
fulness by some months, The controlling factors in the deley ﬂpp“brnd
to have been gl"inCiEPlly pOL tical. All L‘u"‘;u”‘i the summer and fall
of 1940 the country was in the midst of 2 prosidentisl campeign, and
it seemed inadvisable to take eny steps which would upset the nice
balance of interects and viewpolnts thet were repressnted by the mem-
ber°h1p of the Advisory Gommission.

11 S

was mor A all
zor civi Now D@dll L ege

You hod to have & production man, @ busi-
a compaign in which Prosident Roosavell's




principal sunport came - fvom 1z bor, Th 2t was a step which obviously could
not.be taken,_for political reasons, : ’ '

There was, too, a great deal of disagronm@nt as to the precise form
which any reorganizetion of. the defense program should take., There were
many agencles and personalities and interests which had to be reckoned
with and consulted. - The technical edministrotive problems involved hed =

to be carefully explored. There were nmeny and conflicting pressures.

The OFPM, therefore, respresented a number of compromises, and . in
many respects it was no Dreat advance over the Advisory Commission., In
one respect OrM wes a step.away from the centrelization of the defeénse
vrogram represented by the Advisory Commission,’ Only three of the ori-
ginal divisions of NDAC were transferred to OPM--those concerned with
production, meterials end lahor. Nelson, who as Coordinator of Defense
Furchases was, in effect if not officially, the eichth member of the
Commi ssion,. beceme head of the new Purchases Division. The Bureau of
Resesrch and Statistics of the Advisory Tommission wes likewise vlaced
in the new production agency. Bub other functions of NDAQ were not taken
over. = In other words, this became in literal fact a spocialized produc-
tion agency focusing its sttention on simply one sspect of economic mobi-
lization, although the principel one,

- The problem of & head for OPM was resolved, you -will reczll, by the
much-ridiculed administretive invention of ¥r, Roosevelb, bhe double-
headad GXGOubqu, with Director Ceriersl Knudsen opersting along with
\ssoclate Director Generel .Hillmen, However, illoglcal and administre- -
tively unsound this epreared, there is something to be said for it, for,

cas wag pointed oubt in The United Qtet@s 2t W@r, tho sysbem did Work
fairly wall

An OPM Councll was provided for, consisting of the Director Generel,
the Assoclate Director General, and the Secretariss of Wer end Navy, ’
This had the adventage of bringing together the key officiels concernad
with production &b this stage. Bub it did result in ¢ tendency to con-
centrate, on direct militery needs, somewhsat to tha noglect of the brosder
proklems of sconomlic mobilization. " ' ‘

~ The functions assigned to OPM.were very similar to those of the
Advisory COommigsion in the production fiold--advising,” planming, stimu-
lating end coordineting in metters releting to defense production. From
Januery to lste August 1941, OBM had conly the.some limitéed priority no“urs
that were oxercised by the Advisory Jommlssion, covering only orders
placed-directly by the Army and the Nevy. At the end of August the
President delegated his enlerged priorities autherity to OPM. This new -
prlorlf_vk anthority covered forpign purchases, civilian supplies and -~
subcontracts s well as direct militery orders.  OPM was also given

R @ r—ﬂ
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powers to place compulsory orders and requisition property, powers not

often exercised but nonetheless very usbful es ¢ threat to brlng reluc-
“tant comparies into line. - :

" The csteblishment of OPM cub the hsart oult of NDAG hut the Commis-
sion continued to meet until lete October in 1941, In its contacts with
the ﬁrm] end Navy, however, it had to operate through OPM channcls. The
remeining divielons of the Advisgory Commission were one by one split off
end sot up es separste agencies in the defense program, The hgricultural
Division sventuclly became the War Food ddministration which, in =ffect,
oparated under the Department of ‘griculture. The Transportation Divi-
sion in mid-December 19L1, beczme the Office of Defenge Irensportation,
and verious steff units of the Commission beceme the Office of Wer In-
formztion, the Office oi Civilien Defense, the thlonfl Housing Agency,
and 50 on. |

Next in lmportang« to the estsblishment in the OFM of the diviuioné
concernad with production was the merging of the consumer protection and
the price stabilization divisions of the Advisory Commission in the
Office of Price /dministration and Civilian Supplics (OPACS) in fpril
1940, T will rescrve further commnt on the price control organization
until leter, ' : o

© The Office of Production Management was
functional 1invs with thrse divisions:
ties. The weskness of this type of organization was that each divisioh
tended to funptlon more or lass independently, heving its own direct
contact with the lrmy, Navy, end other egencizs.. Eech division, too,
had its own commodity or industry brynchcs. The result was thet there
was a great dezl of duplication, overlepping end resulting confiision.
Business men znd menufacturers secking eontracts often had teo meke '
contects with each division seperately.

org,n1z*d moznly along

ry
%

Thurc were two importent staff dlviﬂlons in OPii.
over from the Advisory Comm1551on, was the Burcau of Research end Stetis-
tics. It served es o kind of brain trust for the orgemization end did
the essentiel job.of gathering stetisticsl date for 211 Divieions, Then
there was the Production Planning Board, set up to formulste long—rqnge
policies. The top exscutives simply didn't heve the time, teken up es’
they were with ths day-by-day problems,. to consider many of the broader
issues end long-range policies. On this Plenning Board there wers two
representatives from =2zch of the Services, ¢rom,l“bor,‘from industry,
plus several public members. Coo e

This Board pleyed an important part din oht ining thﬂ-fqut compre-

hengive statements of ovér-all defonse r@qulremants,vlncluding foreign
atd. Tt is interesting to note thet in-June of 1941 this Bozrd proposed

Production, Purchases and PFLOTL—‘

Onc that %a;:taknn-



thet the OFM Council advise the Fresident to put the 1939 Industrial
Nobilization Plan into effect immediately. Thsot, of course, was not
done,

In the reorg¢nlzablon of OPM that took place in.June 1941, however,
the organization along commodity lines provided for in the Industrisal
&dblllzatlon Plen was sdopted. The duplication of commodity.brenches
in eech of the older divisions of OPM wes eliminated in this manner.
These branches were distributed among the thrue'divisions, with respon-.
sivility for each commodity confined to a singlé'division. Industries
in which production problems were primary were placed under the Produc-
tion Division. Industriss in which the problems were primarily those
of purchasing, for example, fcod, clothing, textiles, were placed in
the Purchases Division. Where the problems were principally thoss of ‘
importation or allocation, the industries were placed under the Priori-.
ties Division, for example, tin, rubber, mica, lead, zinc, etec. Indus-
try advisory committees were estsblished to serve as contucts with in-
dustry in the commodity ueot1015.

,There;Were other rszorgs nizations,_of couras, bthat took place on
OPM, but time will not permit their considerction. For exampls, the
reorganization of Septemb v 1941 added two new divisions: Materials and
CGivilian Supply.  The commoditj sections were renamed industry and com-.
mod]ty branches and were rea ssigned among tho divisions with the Pr10r1~
ties Division et this timo relisved of all commodity brenches. . The.scale
of operstions at this stage of the wsr compered with that ih the First
World Wer as suggested by figures of persomnel. At the peak of the First
World War the War Industries Board had total personnel of shout 1,600.
At the beginning of 1941 the Advisory Commission had sbout a thousand.
Twelve months leter, when OFM passed oubt of the picturs, it hed some
7,500 employees. On 1 July 1942, six months leter, WPR had 18,000 on
the peyroll, ' :

Two other orgenizational developments of special importance took.
plece in 1941: the trensfer of civilian supply from OPACS to OPM end -
the creation of the Supply, Allocstions end Friorities Boeard (SPAB).

The first chenge wag the result of & contest between OPM znd OPACS ovor
priorities control as this relsted to ne terials for meeting civilian
requircments. The difficulty here grew out of OPACS! respon31b¢lltd o
for eclvilian supply. This agency, headed by ths dynamic Leon Hpndgrson,
insisted that it could not porform its mission unless it had the powe
vo assign prioritiecs to meterials necessary to supply the requirements
of the civilian economy. This contest was clossly tied in with the con-
troversy going on at the time between the two agencies over the curteil-
ment of civillan production, ~The Office of Froduction Menagement, with
its industry end commodity brenches lergely staffed with industry man
showed no great =nthusissm for reopid curtu¢1m>n+ and conversion., OFACS,




staffed at the higher levels with carcer eivil qervamts;'uniVersity
professors and economists, had surprisingly enough in view of its
resp0ﬁ81b111ty for civilien Qupply, taken the initistive in driving
for all-out conversion of J_uuubuly to wer production.. It was & strong
an production as

r 1O
and pers1sﬁent advocate of the curt dlment of civili
the 1ﬁ,1op' The on%hnmﬂ,

h _esf mathod .of fnvr1ng convers ion to war prod Y .

of ths. conbest betwenn OPM and OPACS was a decision in August 1941,
concentrate pri orlty nuthor'lty in 2 single egency, OPM. Hcoordinglf,
Civilian Supply’ transferred to OPM and OPAGS thercupon beceme eénd ro-
mained OPA,

The second importent orgenigzational cheonge was shr
f SPIB at the end of August 1941, The crestion of § § o ste
he direction of centralization, eftur the splitting up‘of the defenss
rogrom which attended the bre kjng up of NDfC, In efféct it superseded

he OPH Council, since it was given greater powers than‘tho Gounecil and
ad authority over both OPY and OP:4, '

The OPY Council, with the two hsgads of OFM end the Secreteries of

War and Nevv, was overwelohted on the side of militzry cleiments T+
Wil auu P A\ N VJ s WL WV S LWL JLULLJ. ALt th_l, [a S R wej LW RS l!l.L.,L..L_sJ(_.lty LAGLIICLIVUOD . Ju

not only had two leltary repragsenteatives, but Mr. Kdudsen was genereslly
partial towsrd the militery. In the new setup the claiments for Lend-
Lease, Russisn eid, and civilian raqulrﬁmﬁnt got mere of a voice in the
production pollcy. ‘

. SPLB 2lso prov1dbd o mesns .for ovofrldln% to some degree the reluc-
£ the industry-minded OPM divisions to drive for all-out curtail-
civilian production and conversion to mllltary_productlon. Its

p.included, in addition to the two heads of OPM and the Secre-
e War end Navy Depertments, the edministrator of OPA (Hen-

d rcon), the Special issistant to the Pr@sident on Lend-Lésse (Hopkins),
Vice President Wallece, as cheirman, ond Donald Nelson, es exécutive
secretary. Politically, SPiB was & less conservetive group than the
OPM Gouncil. ' ’

L5 A2 el OLL

. SPiB was @ top policy group without operating functions. ILs Job
was to detormine total dofense roqulrnmoﬁtsg to allccate r_sources as
.between m111EQrv, civilian requirements; and ?cnercl Ly
to provide-- COOleﬁuti n fo d fenqe éf¢ort.

On'the'othérrhend, it NG, conius10
c2rtain amount of crossing
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Supply Division in OPM. £8 head of OP: hé was 2 member of SPLB, 4s
a member of SPiB he could help overrule any dgcision teken in OPY with
reference to his Division of ”‘vlllan upply Nelson was not only head
of the Purchasss Division of QP but 2lso Executive Sucrotﬂry end key
mén of SPiB. He was in 2 position therefére to sxercise considerable
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authority over Knudsen snd Hillmen, his supzriors in OPM,  In fact,

Mr. Neleon, os Executive Secretsry of SP/B, would communicste SFiB's
decisions to Mr, Knudscn, who in turn would pess them down to Mr, Nelson
as head of the Purcheses Division. Thess things didn't czuse too much
of 2 problﬁm, but the situstion was not suited for qmootn worﬁlng under
stress, -

Peerl Herbor clearazd the way for stresightening out meny of theso
organizational difficulties, With the declarstion of war thers was no
further doubt as to whet our netionzl objectivas wera., L grast deal of
the bickering snd quarreling thet went on betwesn the dl*f>rwnt groups
was elimineted, " We were ready as ¢ result of Fesrl Herbor to move into
a rcally tight production organization.. This was, in fact, compellad
by the new production gosls that wers esteblishad by the. Fresidont and
his advisers, Total defense expenditures in 1941 added up to sbout
eighteen and 2 heolf billion dollars. The go"l for 19L2 was gob at fifty
billion of dollars, a figure which hardly n'mcd 1mpoqodb1\ 2t the tlwe.

Ruorganlzatlon of the wer ﬂffort Yook place undv the Txecutive ord@r
of 16 Jamuery 1942. This esteblishad the Wer Froduction Bozrd under &
single cheirmen, who was chargad with full power ond euthority to com-
plete ‘the mobilizetion of cur rosoure:s., Si B was cbolishéd., The War
Production'BO?rd, it is true, had the same pervonnel 2s SI.B, but the
Boerd had sdvisory fuﬂct1ons only. Nolson s choirmen was directed by
thc Irwsldant (1) to exercisc generel direction end control over the

ar procurement end production program; and (2) to determine the poli-
01es, plans end procedures of all fﬂﬂ“r' agenclies with respect to pro-
curement and production, ineluding everything from specificetions right
down to purchesing, plent construcbl ny, conversion, finencing and 211
the rest. All federal agencics were: alrﬂctud to comply with policies
esteblished by Mr. Nelson. His powsr was further increased when the
Yresident delegated to him the additionml powers of allocation granted -
by the Second War lowers fct., If he hed so desired, Nelson cou]d have
taken over procuremént from the Services, so grest wass his zuthority.

Fetually the sweeping powers granted Nelson or, rether, his abilﬁty‘
to exercise these powers, wes subject to very reel qualificetions.  He
was dependerit to a large degree on other sgencies for putting his poli-~
cies into ,ffect,,espu01ally on the Army and the Navy. Bucking the de-
pertments which were charged with responsibility for ‘the conduct of the
" wer was not to be lightly undertgk@n, obviously. Thera wers smple oppor-
tunities for cbstruction, not onlj by the procurcsment swrvzcos, but by
every one ’of the vovornmpnt “g“nCLus affected.

NQTSon s abllity to axercise his pow r depsnded to a2 large dogree

on the skill with which he used 1b. Obvicusly, if he made 2 me '
things, if he created o great deal of friction and disturbonce ond bog-
ged down the production program, he would heve to go. He had.to meintain the
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confidence not only of the Iresident, but of Congre s #nd the general '
.public, He had to get rssults 1'"_Lthouds t00 much - PrxctLon end uontrovvrsy
‘and without too many zppeals to the 1rosv dnnt,.v : :

Nelson was given the top production job for a number of reasons.
From his first defense job in the Procurement Division of the Treasury
‘he had risen steadily in the estimation of all concerned. He had besn
advanced to more and more important positions, ending up as Fxecubivs
Secretary the key man, of the Supply PrlorltlLS and.Allocations 5osrd

‘He showed from the first a capacity to see the econcmy as a whaie.
He was not s3moly production-minded; he was national econothmlnded, in
contrast with some of his predecessors, who had been primsri ily Lndustrym
minded or service-minded, He saw especially the importance of maintain-
ing the civilian economy in a state of strength if maximum production was
to b° obtained, - Furthermore, as hs points out in his "Arsenal of Demd e
racy," he learned a great deal from his year's experience in the Federal
Government under the National Recovery Administrstion. He learned then
" one very important thing~-thet in the Covermment, in contrast with busi-
ness, there can be no streight lins to an objective. ¥ou have to pro-
ceed usually over a zigzag course. There are too many groups, oo many
interests, to be considered and consulted, too many attitudes and oan~
iongs to bo reckonod w1th to permit an bvmn, Strul’htllﬂe advanc )

F*nally,-the major reason for giving Nelson the job was that He'
belonged to thst minority group among the top executives within the
defensg organization that had been plugging for zll-out production;
in’ cortrast with the ceutious, go-casy pollcics of his predecessors
who, as industry-minded men, were grestly concerned about what the ex-
pvansion of facilities would do to their peosition in the postwsr period,
having in mind the 1afge under—utllWZGtwon of DTOdUCtTVQ C&Dabitj’in the
thirtiss.

- The initial organization of WPB was for the most pert simply a
modificstion of that teken over from OFM. There were six major divisions,
dealing with purohasvug’broductlon, meterials, labor,: induq+ry operations
and civilien supply. The most important of thess divisions was the Divi-
sion of Industry Operztions, which had the responsibility for, (l) carry-
ing out conversion end carrying it out guickly, (2) directing the flow
and supply of meterials throughout the war industries, and {3) scrving
as é“center”far 211 industry contucts with the War Production Boerd.

The real operating centers of WPB were the 1nﬂustry branche“ which
were under the Division of Industry Op xretions, There were several
staff agencies, of importance in WPR. ‘There was the Planning OomM1ttu,;
a small group of first-class men who served Nelson as a kind of brain
trust. It made m<ny'baq10 StHdl”S oLPcnt1a to 1on9—ran ge p?ﬁnning,




analyzed trends of civilian productlon in “elat on to nationsl income and
prepared studies of national income and gross national product snd-of

industrial capacity, meterials and lsbor supply: There wes also an Office.

of Progress Reports, which kept the chairman informed of 2ll prozrews in
monthly reports. TFinally there was the key R@qulrembn+s Committee, mnjo
up of representetives of the principzl cleiment agencies. TIts job wa
thet of assembling a1l the estimates of raw materisl requirements from
the vardous cla$mants and reducing the total estimsted roqulrem“nts to
fit the availeble supplies, and then allocatlng the supplies of o=l
major material among the claiment sgencies. ' :

Durlng the ;1rqt yuar and a half of operntnons thers were sevaeral
'reorganlzatnons before WPB settled dowvn to what was essentially its
final form. The number of operating executives reporting to the chair-
man was reduced, 0ld divisions were combined or 2liminated, and new
ones were zdded as productlon emphasie shifted from exponsion end con-
version of facilities during the early psrt of the fighting war period
to the development of satisfactory techmiques for distribution of raw
materials during the later months, and finally to bringing order and
balance into the various comnotlng progrems, as the production program
tightened up nd sbrctbpjc objectives buCcm” firm, g

The general trend was Soward concs ntrutlon of ruthorlty in the hands
of & very few operating divisions, by combining some divisions, and by
elevabing other divisions to the position of steff agencies where they
were limited to advisory functions, At the opzratlnb end responsibility
was concentrated mors and more in the hands of the industry branchas,
which were clevated to the steatus of industry divisions. Bventually
each indUstry division became pretty much sutonomous and S“1f4sﬁpporting.
Bach one hes been des Crlbud ns in itself a llt tle War Produc LOH Board,

More interesting than the details of these internalfdevelopments‘
were the relations of WFB to the other agencies. The authority which
Nelson was given by the President was far more swesping than anybhing:
found in the First World Wer. He was granted full authority not only-:
over production, but over procurcment &s wsll, In & very real sense
Nelson beecame the direscting head of the Amaricen wer cconomy. Only. one
major powar wes Wlthhumﬁ from h1m, and that was the wcwer ovar prices.

Whether Nelson_could,heve usad 11 tha dutho*1t7 grented him is
debatable. T think it is very doubtful that he could, But even if he
had wanted to and had tried to use all his euthority, there wers too
many powerful interests =nd personslities that had to be reckoned with.
The record, however, shows that Nelson had no dasire, nor any intention,
of making the WPB the top supersgency under which all production end
procurement agencics would operste., At the outset hz considersd care-
fully and deliberately the metter of taking over procurement from the
services, but he rajzcted the ldea, If we can sceopt his zccount, the
problem rather was to keep procurement from taking over production.




He showed om variouS<OCCasions his recadiness to give up power
rather than to get more or to use 211 he had., Here agsin 1t is debat-
able whether. this was en lement of strength or of weskness in Nelson
as an administrator. : ’

He mgd; a ae*%rminpd flwht to nr@vnnt the loss of a major function
in only one instance, so far as I Know. . That was the case of the Divi-
sion of Qlvilian Requirements. There was a2 determinad move within Qon-
gress and out to set wp civilian requirements as an independent claimant
agency outside of WEB so thet the civilian economy would get what was
necegsary to its efficient functioning instead of having to geb along
with leftovers. This movement did mot succeed, due to Nalson's opposi-
tion.. '

To some extent as a result of Nelson's policy the nrinciple of

keoping all production a single production agency was violated in sov-
ral cases. - These wers the cases of the so- P”ll’d commodity czars. Ths
idea of royalty seems to have g peculiar fascination for ths American

eople. Since the czar as a historic institution is behind us, we are
inclined. on occasion to idealize 1%, to escape from the frustrations often
associated with democratic methods. Under conditions which seom to call
for prompt ond decisive action, the dsmend for o strong man 1s not un-

usual even in peacabtime. During the war, setting up ¢ czor was with
many a favorite prescription for getting out of zeube production diffi-
culties in critical industrial arcas. - Give one man full power to deal
with ths situstion.

The difficulty with this solution was that our economic war or-
ganization as a whole was built up aleong functional lines. We had
seperate organization in the main to deel with every major function
production, procurement, price control, trensportation, foreign trade
labor and so forth., To give one organizetion powsr to deal with all
these functions with ”“vDOGL to a perticuler commedity or industry
obviously cut across the work and controls of a veriety of functionel
agencies. To insure success in one criticel progrem by this method
might hamper or endanger the success of a ruumber of other programs.
Although czars were proposad for a number of different commodltics,
aotual]y only four were set up--oil, rub or, solid fuels and food.

As it worked out, the violation of tl fuPCuLOHL7 principle of or-
ganization was not as great as at first sesmed to be the-cass., Take
rubber, for example, a variety of agencies woere involved in the *ve]on—
ment of rubber--~the Rubber Branch of WPB, the Board of Economic Warfeore
the Office of the Petroleum Goordinstor, OPA, and so forth. There was

a great deal of confusion snd slow progress in mesting the goels sat.
The situstion baceame critical.




So the Office of the Rubber Director was established in the middle
of September 1942.. The Rubber Director was given full power, subject
to certain limitations, over rubber, Other agencies were directed to -
carry out verious aspects of the rubber program under -the direction of
the Rubber Director. However, technicdlly at least, the Rubber Director's
office was set up in WPB and he got his power by delegation from ¥r. Nel-
son, . Also OPA's authority over rubber prices was not interfered with,

Again take the examples of oil and solid fuels, Here we have 2 good
many egencies involved, some. twenty in the case of Oll. The Interior
Department had certain pescetime responsibilities with respect to both
0il and solid fuels; so there was a certein mesasure of excuse for placing
control over tham under the %acretary of Interior, Ickes was first made
Petroleum Coordinetor in May of 1941, with only edvisory and coordinzting
powers, Then the Fetroleum Administration for War was set up in December
1942 under Ickes. Technicelly it was an indspendent agency reporting
directly to the President, JActually it functionad in many respects as
an industry division of the War Production Board and was subject in some
respects to.the policiss ond directives of Nelson., It was subject also
to OPA with respect to prices and rationing, :

Similarly the Solid Fuels Administretion centrslized policies and
plenning in this field under Mr. Ickes. ﬁctualWy, it was no more -a free
agent than was the Petroleum Admlnlqtr :tion for We

Thc case. of the Dspartment of Agrlculturo and the Food Czer iz some-
what more complicated, It is unnecessary to go into the detsails hers,
The defense problems of agricultural production were handled for a time
under the old Advisory Commission in its Division of Agriculture, With
the brnakup of NDAGQ, this division was transferred to 'the Department of
bfgriculture. For some months in 1942 2 Food Raquirem@nts Committee was
set up which reported to the chairmen oP ths War Production, Bosrd. Fi-
nally in December 1542, full r“sponqibiljtv and control over food”was
transferred to the Sscretary of Agriculture. The Food Requirem-nts Com~
mittee was ab011qhed end g1l WPB activities and personnel concernad with
food were transferred to the Department of Agriculture. In the War Food -
Administration we had some tthg ﬂpproacnlng a separabe War Production
Board for food. . : : :

In the short time remeining I want to touch briefly upon the orgzni-
zational aspects of two phases of wartime conbtrol which cut across the
whols field of economic mobilization--zconomic or price st bilization end
the over-gll coordinastion of the wer age encies. ‘

No aspect of tha wer aconomy oroused more conearn end racsived earlier
attention in World Wer II than priecc control, ¥xporience in the First
World War had ‘demonstrated without enyv guestion that the price system
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operating through the- fr markst simply cennot in wartlmn pﬂrform its

usual psecetime functlmn of ngustlng suppl1\s meﬂt dbmandq. The

reason for. thls is plaln.; Durlng war, we ars faced in many atrees with -

1imi ted suppllcs end.; what, A8y dn,. ﬂffoct, un11 ited dema nds.' Ihe result”

is 2 guick upward spiralwng ef prlces whlch in turn, Jf Jt 1s not Chock“d,
r L Ay “ho .
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For lack of 2 practical substitute we rhtain”tﬁc price system in war,
but-we try to keep. it under. control. But, since prices touch the lives
and interests of most of us 2t what is. ocur most SdﬂSJth“ point, thoy
are particularly dlfflcult to control, There arz tremhndou mros<ur°s ‘
brought: to:bear upon price .and ageinst effective pries’ contro] Ne rlv
all of them are: upward Drespuroq. '

11 th;s has generally bcvn rocognlz d, so thct from thﬁv’ g1nnlnd
price control had a prominent place in 211 thﬂ thlnkzna on economic mobi
lization.. The. Industrlal Mobilization Plens gove o ‘great ‘deal of etten-
tionto it,, The War Resources Bozrd of 1939, as I p 01nt°d out, had made
prelimlnkry studics with respect. to price control me quros. rice Stabii-"
lization was one of the seven mﬂgor lelSJOn? of bhe Dwfﬁnse Advisory
Gomm1551on. R

ﬁzs a result of our praotlcw in both world vnrs we "rb uccustomnd
to take for granted thiét. price conLro¢ would bhe he nd]od by > separste
agency. But, as The United Stetes at War points out very effectlv“ly,
it doesn't necessarily. follow Lhet price control should be so adminis~
tered, . Some: consvderatlon was given during. the defense, pnrnod to the
feasibility- of plecing price control in the produot1on égencles, since
prices form one .of the principal meang of controlling p*oductlon. Th@v
decision was .against such an errangsment on the ground tha 2 product;on
sgency would be primarily productlon-mlnded and largsly stafled with ’
industry, men. With producers in control,. how ould you pOS%Jblj ke p
prlces from 1nch1n@ upward” :

, With tho pcsulng of the ﬂdvxqory Comm1351on, OPLCS vas “the ihrst
major agency set.up efter OPM, The cmv111 n supply end of OFwCa, ‘88 we
have sedn, was later, tr?ncf@rrad to QPM. Retioning in turn was’ dolﬂgetnd
to OPL by the production sgency primerily becaus= of tha 2le borat 13214
orgenlzetlon of OPL whlch could be reedily used for retioning. a

Undar OF?, nrlce control wmnt throuﬂh thrm broad Dth“S. FlrSt
we *had ‘'what Leon . Hend=ruon called the "jawbone" mathod af control T
"hlch producers were worked on'by 2 combln“tlon of Whoedllnp, pareugsvon
and nsar-thrsets, This wos followad by selactive prica control, ‘appliad
- 50 commodities of particular importence. Jnallv*ww ceme in the spring
of 19&2 to th@ gonpral prics frvvzn method,
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The story of OPA's struggle to hold the line against the price
increases is a long and complicated ‘one, too long to be deelt with
here. A major difficulty arose from. the fact thet whils OPA was keep-
ing the front door ClOde agaln st -the pressure for incressed pricss,
price incredses were working: 1n through the back door of wage increases
‘and the side door of food prices; which were only in part subject to-the
influence of OPA. 'There was pressure for price increases not only from -
industry and business groups and:for:wage increases from’ lsbor but from
the various production and procursment. agencies in the Goverrment. OPA
slowly lost ground and there was darger that the Qtnbnlluﬂ-wo eggential
to mgx1mum.broductlon could neot be malntalned g

In an attempt to keep the prlce and wa ge SitU?tion from getbing out
of hend, the 0ffice of Economic Stebilization was established in the Txe-
cutive Office in October 1942, together with &n Beonomic Stabilization '
RBoard. - The various agencies with control over prices end wages were nade
subject to the suthority of the Dirzctor' of the Offico of Fconomic. Stebi-
lization. His staff, however, wes very smell and he wag obliged to rely
principelly on cther sgencies to get the job done. His Office had only
very limited success, yet to some extent it served as 2 coordinating
ogency in the field of prices and wagss and helpad to check the forces
making for instzbility in our wear cconomy. Despite the incdequecy of JES
for the job to bhe dore, it continu=d bto ssrve as & stabilizing influence.

"From the beginning, some attention had been given to the problem
of over-all coordinstion of the various zgencics concerncd in war pro- .
duction. The idea of ¢ centrel super-production agency to do the job,
as provided in the Industrial Mebilizestion Plen, was not followad.  To
somz. exbent in the early planning period the Bureau of the Budget, pro-
vided 2 certain amount of coordinstion. The Advisory Commission, by
bringing together all pheses of the defense progrem (except procursment)
in a single agency, offected @ loose kind of coordination. The splitting
up of the Advisory Commission following the e¢steblishment of OPM was a . .
step awey from centralization end in some rnsv»ots wncroaend the problens
of coordlnatlon in the defense program. .

The “creation of SPAB was an attempt to bring pbout more aeffectbive
coordination., Bubt SPAB opereted chiafly.in rolotion to meterisils and.
production, and the other zspects of economlic mobilize tlon were not tuken
care of adequately. : \

With the brosd suthority that Nelson wea
procurement, -he might hove underteken an over-all COOlenctTOH job. But
by~ tompﬁrcmont he was inclined to reduce rether than to use ful]y his
authority. It may well be thet the men charged with responsibility for
production should be given the udaltional'burdon of over-ell coordinstion.
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The situztion became especially critical in 1943 with the completion
of the preparatory pheses of economic mobilization,” Expansion and con-
version had been pretity well tsken care of by this time. The problems
of materiel allocetion were fairly well in hand. The various war agencies
had built up their staffs, had gotten their jobs under control, and by so
doing developed strength 2nd self-confidoncs. Accordingly, they becems
more and more difficult to hendle. Nelson, oporsting simply and primerily
through materials control, was not sble to get the job done. Increasingly
the problem was one of getting the verious wer ”gpnciCS, production and
otherwise, Lo oparating wors.closely together., The whols war organizstion
had tﬂoht@n@d up. Any looseness of operstion, any friction, which in tha
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rly psrlod would not h:ve added up to much, became & very s:rious metter

c got to the point where our production objectives were set in terms
of,strcteglc goals and we had at 211 costs to me=t those ohjactives,

Finally the Office of War Mobilization was sct up at the end of
May 1943, end Fr. Byrnes wes elevated from Diresctor of fconomic Stabi-
lization to the new position. He contimied to operste pretty much as
he did in his praovious office, reluctent to assume en sggressive role.
But again he had too smell & steff to cccomplish much in a positive way.
For the most pert here, as in the Office of Fconomic Stebilization, he
served chlefly as a ' referce and o court of appzals in controversies that
came up bsetwsen verious g encies.  The problem of over-sll coordination
was never solved very =ffectively, Here was & mejor weszkness in our
wartime orgsnization. '

Now, Jjust 2 few remerks in conclusion,

Ls we review our reacernt experisnce In organizing ﬂnd admini stering
a war =zeonomy, it is difficult te prss snything aporoachtng firm judg-
ment upon it or upon any major aspoct of it. It is gagy, of course, in
our swivel cheir post-mortems to drew up 2-bill of particulers in which
we meke our complsints. We can frgus thet Mre, -Roosovelt should have done
this, or thet Mr. Nelson should have done thet in such end such circum-"
stancess that if only this or that officisl had dons so and so at such
and such time, 21l the grief we had with prices, with manpower, or with
materizls could have been evoided. We can go. shsad and draw up our nice
orgenizational charts. We con go ghead znd meke. 211 the corr@otlons that
are necessary to give us & smooth-worklng sotup for runming the naxt wer
economy based on the mist. 28 We mad3 with this one.

And yet, .2s I have indicated, I th1nk there is a very real denger
in this type of anclysis and this type of vrwtlcwqm, ebsontaal as 1t is.
We' must evoid the netural tendency to view wartims organizetionzl develop-
~ments simply in- terms of what is logicoal, in terms of what is desireble,
instead of in terms of whet is possible and obteineble at the time, view—
ed in relstion to the political situstion, the state of the publiec mind,
and all the pressures of numerous interested groups.
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After all, meny of the wbaknosqes and Lhe defects in our war
organization simply reflacted the conditions, good and-bad, in our .
society, in our culture, end in our economy. Wa are not likely =ither
to change these conditions or to get around them simply by some neat
orgen1Zdtlcnal device contrived on the basis of our experisncs with the
previous war or gimply pullﬂd out of the zir. We hsve:continus 11y shepad
end corrected our thinking in this field in terms of ths developing reali-
tizs of American 1life, the realities of our politicsl economic and soecicl
iife. To do this of course, we must understand thesse realiti=s- “through
careful and continuing study. We must, zbove all, keep our thinking
flexible, both in plannﬂng and in dealing with conditions wh\n the emer-
‘gency comes.

COLONFL NEIS: I think you will sgree with ms that Dr. Hunter!s
talk was a great fund of velueble informetion. I hope you teke thise
opportunity to ask him questionsyin}any ereas in which you are interested.

A STUDENT+ Dr. Hunter, I think you made this clﬂﬂr, bt in the pre-
liminary part of your talk and also ot the end you gove those excellent
reasons for not considering what heppened during World War II es an in-
dication of what may heppen in & future emergency. Do you mean that -
there is no use in moking eny formel plon? I would just like to drew
you out & little bit on that. It ssams, to me you P?‘tl?lZOd the possi-
bility of good coming out of a nice orgenizetional chart, a formalized
plan for thv future. I agree with you, but it sesms to m that is what
we egre doing. I jJust wondered if you would mind explaining.

DR, HUNTER: ‘lhen I talked on plenning for industrizl mobilization
lest f2ll, I was pretty rough on the plennsrs, I hsve modifizd my think-
ing since then somewhet. . I heve coms to feel thot within the limits in
which they had to operete it sesms to me the job was not too badly -done.

However, 1 see no objection to, and I see many reasons for, conm
tinuing to draw up pzpeéer plans end working with them. But I think therse
is a very rezl denger of plecing more reliance on such plans then should
be placad on them, I think they can be valuable. But I think thst
essentiel as plans are, we must avoid the foellng that we have all thu
answers in the plsns., I stress agein the importance of koopiﬂc in touch
with the essentisl factors of & dynemic situation, 2z situetion which is
continually chenging, in order to mske our plonnlnp effective.

We can plan to exercise and develop skills and ability to deﬂl w1th
unexpected situations. That is the most importent thing. We might assume
as a metter of course thet the chonces are perheps ten to one that the
particular plan may never be put into effect and thet the wer orgeniza-
tion as it develops under the reolistic conditions may be redically -dif-
ferent from the blueprint. Bub 1f in preprring peper plons we are able-
to develop facility in thinking through s new situstion, in dealing with
changing conditions, then it doesn't mstter if the paper plen is thrown
oside, ' : ‘




A STUDUNT: The organization that was set up, in the Division of |
Civilian Subply in SPAB sppesred to be sound. I wonder what the resson
was Tar the ostﬁblﬂ shmerit of th(‘ various czars ‘that were set across the
furiétional orgvc m"atl on. : o
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ite 2&nd I belicve thot we can presume thet this types of planning will
be maintained; but thet the specific type of plamning which gives date
on which thase people will work will not be availsbhble whon wo nsod 1t

DR, HUNTER: Your point is well ta k en thers. Of course, todey I was
trying to confine myszlf zs much as possible to the orgonizationsl cspoets
rather then with the subsbantive. It is difficult to deal with one with-
out the other, and I heve continually gotten over into the other

Of course, the key feet-finding egency thet ran throughout the defense
and war progrem was the Burszau of Research and Statistics set up originally
under Stacey May in the Defense Commission and then carried on down through
OPM into WPB. But that hendled only one of the most important ports of
the statisticel job.

STUDENT: T would like to put in ¢ further plug for the technicel
services speclally concept. It oceurs to me from your lechure thmtithey
got elong all right as long &s everybody wanted to be on the functionszl
or general staff lovel, When they got down on the commodity besis, in
the industry divisions, they didn't work so smoothly,

DR. HUNTER: BSo for azs WPB is concarned.

COLONEL NEIS: Dr. Hunter, we want to thank you sgein for this very
_ fine contrlbution.
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