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THE ROLE OF LHE XECUTIVE OFFICF OF THE
DRESTDEKT Ik WAR ORGANI?ATION AXD ADMIVISTRATIOJ

‘2 June 1947 ‘ :

GENERAL McXINLEY: Gentlemen, this morning I take pleasure in .wel- -
coming here an old friend, Mr. Donald C, Stone, Mr. Stone is one of the
nation's leading experts in the field of public administration.. He has
been prominent in numerous government and academic organizations concerned -

with management planning end public admlinistration. Such orpaﬂwzatlong anlud

the Cincinnati Bureau of Govermmental Research, the Internationui.City .
Managers Association, the Public Administration Service, of which he has
been the Executive Director, and nearly a dozen Federal agencies. Since
1939 HMr. Stone has been the Assistant Director in Charge of Administrative
' Mﬁnagemont in the Bureau of the Budget. He has ropresented’ this Govern-

ment in many international conferences. His subject this morning is, "The -
/Role of the Executive Office of the President in VWar Orgsnization and Ad-

ministration" with particular reference to the Bureau of thu Budg@t. I
take extreme pleasure in introducing MNr, Stone,

MR. STONE: General McKinley and members of the College: 1 agroed -

with alacrity whon I was invited to come over aud meet with you uoday, ba-g

cause I have boen greatly interssted in the program that you have been
pursuing. It happened to be. my lobt to play a Llittlc part more proo:soly
I might say, to be on hand when a great: many of the principal decisions
were made during this past war relaﬁing to the civilian side of mobilizae=
tion. I had also some opportunity to work in close relationship with the
military side, - - : .

As I reflectad on.vhud might bc of most interest to you, I thought
I might dwell largely on the environmsnt in which decisions get made in
waxtlme.t In approaching that, I think it might be worth while to take ‘a
quick-look at the Bursau of the Rudgot and atb the offics of the prosi-
dency ibself, to seo the difference that exists in their peacetime and
wartlme oporztlonu.' . '

. The Burcau of the Budget is an aanCJ in thv Fxoca+1vx nglcv of the
Prﬁng nt, established originally by law in 1921. I fwnd that therd is
not much known about the Burcsu of the Budget except by & few poople who
have close contact with it, MNMost people in the Governmment, of course,
and many other people kmow that 1t reviews tho estimates of appropriations
that the departments submit, and amnually gets out a big book, weighing
seven or elght pounds, which the FPresident sonds up to Congross.
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' Some people know that the Buresu reviews report forms before they
can be uged for eollecting information from businesgs egtablishments and
from other groups in the pppulation, The btop officials know, or they soon
learn, that they may not go up on the Hill and testify on proposed legig-
labion before & committee of Congress without clearing what they intend
to say with the Bureau to find out whether it is in accord with tho pro-
gram of the President, That the Bureau perticipates actively in the nre-
paration of reorganization plans, Dxccutivs orders, and eother actions re-
lating to over-all administrative managoment and that it assists agencies
in the improvement of their internal management is not so well undergtood,
Theso are just a fow skoleton functions which the Burcau performs, Thoy
‘give only a hazy picture of the day-to-day operation of how the Burcau
functions in doaling with tho gemeral stresm of actions that must bo token

coentrally in the Government and by the Prosident.

I think that the role of the presidency is even less understood than
the role of the Bureau of tho Budgst. The Constitubional sbtotements re-
lating to the President arc very simple, vory elementary, and extroordi-
narily good in their flexibility, They permit the development of the
presidency in the light of experisnce and nesds While the Constitubtional
provisions are extremely broad on the onc hand, yet the President has boen
walled in with a myriad of minor laws and regulations, At times. the )
Prosident 1s given greot grawbs of outhority. In timss of stress he con
exercise this auvthority, In contrast, when it was desired to move those
1ittle marble pillars there on the gtreet between our bullding and the
White House, the President had to reguest an act of Congress to do il,
Hero we sec some of the anomaly of this offico,

When we think of the prosidency, It scems to me wo must considsr at
least five different facots of that office, Those of us in the Executive
Branch ordinarily think of the Prosident, first, in torms of his functions
ag Chiof Hxecutive, There wo can idontify in his operations what you
migh? call the peneral mnnogor of tho fxccubtive Branch, slthough he is not
that in the sense that a department head or the gencral mancger of a large

industrial ostablishmoent is o genoral monager, becnuse nhe has so many
other functions to periorm,
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Sccond, the Prosident is dlso Commonder  inm Chied and i
the conduct of foroign affairs, His responsibilities for ©
forcign affairs and as Chief Bxgeutiwve and Commonder in ChI
affocted by other reésponsibilitics thobt he must discharge, He has a ro=
sponsiblility es porty leader. He is the chielf of the party which put him
in effico, and he has to mainbain the party. orgapization and sffeotive
relationships with his party during his incumbencye

charged with
he conduct of
It
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Third, the President i1s a represcntabive of the people of the contire
Nation, He i1sg the only official in the United States who reprcsents all
of the ﬁboplo. Then we think of the significance of that in torms of his
rosponsibility for national leadership, we sec that it transeends any
rosponszblllty that he has to discharge as Chief Executive or party
1eaqer. c '

Fourth there' is his legislative role, The President is the chief
law mekore Few poople think about that aspoct of his functions, Many
lawg originate under his leadership, = Morsover, the requircment that
svory piece of legislation must bear his signature Af it is %o become &
law and that his veto requires extraordinary action of Conpreum if the
will of Comgress i1s to be achieved over the purposes of tho Prosident means
that the Prosidont must pzrti01n,tu bmtivoly in the-whole leglslative pro-
“gops.  This furthor tics him back into the party, buttrosses his role of:
netioncl loadership, and distinguishes his responsibilitics as Chiof Execubtive
* Fifth, the Prosident is the ceremonisl head of the. Nation,  He is the
person who roceives fordign ambassadors, He is the person who conducts
those things which the head of the State must conduct, - . :

Whilc we may not olaborate further, this broad swmmary may help you
to sec the enviromment in which specific plans of action are developed,
It becomaes less simple to generalize about what the President ig going
to do or should do, and hOW’hu snould act when the time comes to pub
plans int o bff ' = :

Ore of -the Drlﬂﬂlpal rolas of the Burcau of tha Budget, as I see 1t,
is to anbicipate-how the President must perform in these different roles,
oven though his role varies widely according to the capacity in which he
is acting, While the Bureau plays no part im his role of parby. loader,’
everni-here’ it cannct be wmindful of the way that must affect his action
on other matbers. The role of the Bureau of the Budgebt changes tromends
ously as the role of the President éhangc From one month to another or
~one period to anothor, the nationsl SLtuatLon has a dremondous effect up=
on the*role and influencs of the presidency, and, in turn, upon the Bureau
of the Budget. That is one of the things which we must consider in any
program of planning Por e fubture emergency. ’

I thlnk we can se¢e here the grcatd¢f¢arenccbetm>”n the rolé. of the
President as head of the Executive Branch and tha® of the Chief of Staff
in the military establishment, that of a dcnartmcnt head, or that of a
goneral manager, The President is only in part -the general manager of
the United States Govesnment, . This fivsfold job I have described affocts
vitally his whole anproaoh to administration and to the manner in which’

_he can use and rely on "general staff" facilities.
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The issues with which the Presidenmt must deal arc not intermal alone,
They are not matbters that grow solely out of Exccutive planning and
decision. In an important Executive decision, the President is usually
making also & political decision, He is meking a deciglon ns national
leader. He is maklnv & dccision which he must make in relabion o what
Congress will agsont to, if not support, He is making a decision in
vhich he must woigh repercussions not only among the people of this
country, -that is the effect on public opinion here, but the effooﬁ on
world opinion. That throws the kind of decision he must make and the .
kind of aection he must take into a completely unique setting, a sebting
which we must undersbtand much more than we do now if our cffort Lo servs
the Prosident is to be effective,

This aspect of governmental lifo presents military plamning staffs,
just as 1t does the Bureau of the Budget, with a very grave problems Cur
bfoolem is how to get the sbaff of the Bureau thinking in these terms and

n thess dimensions., Often they et immerssd in technical gquestions like
‘how two agencies can be comsolidated or how the functions of somo organi-
zation can be changed to enable it to achieve 1ts mission, without 1ntﬁr-
prebing the technical question in terms of the other ques +1ons'and issuos
that the President must resolve, '

.- Part of the problem that faces the Prosident is getting informeds
There is no way of setting up simple. and clementary machinery for thot
PUrposee - fou camnot devise some unit in the Burcau ofétae Budget or in
some other staff office of the President and say to it: "Your job is to
‘anticipate the things that the President must.do.” Stalf anticipation
rosults from-e program of bulldlng 1nd1“Ldual rosponolblllty into the
sho ff at all L’Vbls.'

) The Presidont must get advice from many, many scurccs. The Bureau
. of the Budge®t is the principal source of advice with regard to the opera-
tions of the Bxecubive Branch, its provrams, its moanagement, and matters
of that sort, It cannot be the sole source of information or advice on’
those matters. When it comes to high nolltlca] pol:cy¢ party mattnrs, or
- quostions of mafional leade ruhlp, the President, of: course, gets advice
largely from other sourcus. I have always advocated that the arrangements
in the Exccoutive Office of the President must bo such that the Pregident
can consbunbly check with obther porsons on the advice he gebts from the
Bureau of the Budget in comnnoction with actwor" that wou.d have important
repsroussions within the Govermment or withoub.

You can.carry the pleture further in terms of sources of advice which
he must secure from porsons who are ablé to Help him in his rolabtions with
the Congress and his relations with fhe public,: Thsse involve speeches
and other public commlﬁmvnts, the prSOJu he must gao, and other matiers

that sort.
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You may say I have described an 1mooss¢b19 respon ibility, but Lk
is the kind of responsibility which rests on the President, All of 'th
conditions the way that he must act when the. time comes to carry oub
particular programs fTor which advance planning has been made,
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Thet I have outlined points up to the fact that there must be great
flexibility in the organizational arrengements and working relationships
at the center of the Govermment, We may not view the PTGSlmﬁnﬁ fitting
into a patterm, We should not view the Bureau of the Budget as fitiing
into a patterns The administrative assistanis, the special assistants,

the Council of Economic Advisers, and other bodies and individuals that
serve as a part of the formal and informal arrangements arcund the
President--advising him, assisting hi m, provmdlng 1rtelJlguncs and keep-
ing him 1nformzd—~do not form a flxod ruocure. :

- Obvi ously, the participants nsed o know how Luvv fit into the ar=
rangement and how they should work with one another from one month to an-
othere But just about the time that you evaluate where a particular
individual fits in his relationship with the President, you find that he
is nob being consulted any more, that changing conditions require the
Pregident to develop brand now soureces of information and advicc, and you
have to adjust your own working relationships in that regard,

That is all perfectly proper. It is all nccesssry in a democracy,
It ds all necessary in the republican form of govormment that we have,
It 'is a .part of the process that must go one We ought to welcome it,
work with it, and mske the best of it that WS CAlle

You can roadily sce that in this kind of enviromment most of the
8

d
‘participants must Dbe "vcnﬁra]i 8. You canmobt have specialists and
teehnicians working at the ccwnbtor axcept in subordinate roles, - Presidential
essistants must constantly wumyn specialized programs and bechnical consider=-

stions in the light of these broador congiderations, Thus, the Prc ident
requires persons who have had wide exzperience in dealing with progrems of
many types, with sdminlistrative counsiderations, and poll+1ca1 factors,
Even-though permansnt porsonnel under civil service are mobilized to por=
form many of these jobs, 1L they arc not politically sophisticated, the
product thoy turn oubt will be inadogquate to that exbent, I have often
said to my own staff members that thoy nsod to bLe politically scphisbicated
but not politically motivated, '

Another aspect of the lesson to bo leoarned from this picture is the
fact that charting the orvﬁniuatlon and WO”klnE a”ranﬁomcnts 58rVe no
useful purpese cxcept for analysis. Omne can dofine as a process the way
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the organization works, the positions reguired, the way.people £it in and
“adjust, and the way they work around other individusls, Bubt you cammodb
-prcscnu a valid picture in the form of an orgamnization chart, The more
detalled the chart ls, the morc misleading it becomes, What iz sot up
today will be of 1little value next?wu&k.

o
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) nut us consider the dovelopmeﬂt of organization during this past

ware L have encountsred a great deal of fesling that, because we had not
worked oub the orgenizational. struchure necessary to fight this war in a
manner that would bhe accepted, there was some failure in planning, Woll,
there were fallures in plamning. There always will be failures in plan-
ning. Administrative planning can never be a process which produces some-
thing that a high official can initial without applying value judgments

in the ]J“hn of all the conditions that sxist at the time the plan is put
inko effect,

In the case of the President, he must maks his judgmunts in.the lipght
of the manifold factors I have mentioned, We can never hope bo covejﬂo
high-level plans, particularly plans for the over=-all organization of the
Govcrnmont during warbtime, whlcn we can oxpect the ”rwadPnL to quickly
epprove, That would be a capitulation of his responsibilities as President
of the United States. . : : '

. I hove been as distressed with what Presidents have done with plans
that we have developed asg were some of the authors of the industrial mobili-
zation plans that were developed prior to this last war, I think one of

the great mistakes in planning Tor World War II wasg that the persons cne
gaged in 1t thought in wore sbatic terms than could possibly exist when

the plans would be pu" into effects They did not think in terms of the
political and social factors and all tho rost of the onvironmental fac-

tors that would bear upon decision. They did not thirk in torms of the

way tbat The President would heve bo adjust, and adjust progrossively, to
.all of the forces and factors which he must take inbo onkldoratlon.

For that réason it was not surprising t1aﬁ the ”r\hiaenb did not olgn

_his mame on the dotied lins, On the other hand, meny of the procedures and
processes which were developed and which would have pubt into effsct speciw

fic fedbures of mobilization work worc of wvery high quality.. It lg regret-
teble that the rejection of general struchural arrangem t% algo roﬂulta

in nuperous, very cxcocllent programs and procudurcs being & curdoa.

adjuste

Many persons scem to consider the fac tn~c we had to keop
ing the organization of specifiec segments of the civilian and military
establishments during the wnr to ot 8 failure of plamning, I do

"ot think that conclusion is valid, I do not believe we can aver plan
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an organization thot iz going to last unchanged from thé beginning of a
'War. If we are successful in mointaining even tho gonerel clements of

s plan and in keopimg & considerablc number of the msjor fe ntureo of «
nlan, I would say thot tho dnitial plonning had been cxtromely well dones
The chonges in technology, publlc attitudes, thc way psople work togethor,
and othor factors boaring on modera warfaro and moblllzatlon aro too

s

rapid co antloipatu all of. thom,

¥l

Even if we do anticipate a great many of +them, we have the problom of
harnessing people to work tobcther in an environmont which camnob be pre
dicteds We do not know what will'be the env1“onmgnt Nlthlﬁ this oovntrv
if we get inbo a war again at the ond of onc yoar, e do not kmnow even whab
it would be at the beginning of & war, | : o

Toke as an example the fleld of economic warfare, There was o woeful

lack of advance preparation in that ficld before ws bot in this wor and

gven during the early months of the war, We started setting up sdme pre=
" limindry mochinery, Some of it worked well, Somc. of it wos well calcue
lated, I think it would have workecd bebber if the decisions had beon made

n the light of some of the plans that had been doveloped, The Prosident
could not.get those plans supported in the BExecubtive Branch. attitudes on
the Hill and ropercussions that would take plasce in other parts of the world
were all chtors. The Govermment has always undertaken new functions with
reluctange, - g , : :

The very fact that we wont through several stages in this Fi8ld wa
to my mind healthy so long as oach stage remcdicd defects in the provious
stage and put the Government in a bebter position for carrying forward
sound progrems. The consolidation of the Lend=Léase Administration and
the Board of Econdmic Warferc into tho Foreign Zcononmic Administration was
a year over due in my view, e pressed to have it adopbed a year carlier.
There werc sevorgl reasons for the Prosident!s dctprxln» such action, This
illustrates how we must anticipate auch situations and take these addsd
factors into consideration as we develop administrative planp,

We cannot put our stocks and bonds away in a safe deposit box and -
expsot twenlty years hence to find that we have the bost group of investe

oy
menbs which could be developeds Wo cannot make invesbments in our per bonal
econcmic futurs in that manner,

Jo ocnnrot make them in that manncr in
this field of gpvernmont.

1%
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The role of. the President and tho role of +the Bureau of 'h& Budvxt
and the other sbtaff facilities of the Pres ident, as I have & ;
.change groatly in wartime, I you asscased the current pos itio of the
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Prosident of the United States, you would find’that in the last three
months his position has changed tremendously, Six months ago thore was
even tzlk that the President ocught to resign, that he ought to let a
president bz selected from the major. party, instead of having the snomaly
under our Constitution in which we find the counbry tcdays Both the fact
~of a divided government and changes in public attitude and conditions put
the President in a constantly different position--a differdnt position in
"all of these captcities I have m@ntiomed. There are thlags he can do 2s
the Chief Exocutive now that he could net have done six months ago, ond
there are things within his authority ho.cannot do. The imminence of wnr
changes the situation far more than anythln we have scen in this .hor

. period of six months,e

There are & number of reasons why the Prosident's position is strengthe:
in times of stress. First, of course, the Nation turns to the Prosident.
for leadership and expects him to acb. Many of the 1ittle obstacles put

in his way in normel times to block action are forgobbten as the clouds of
bigger issuecs begin to roll up on the horizon, His POcJtl(* as naticual
leader, his pOulthL as chief law maker, his position as Chief Bxecutive
and Commonder in Chief, and his position in the comduct of our foreign
relatbions all become creﬁenquu¢1j clarified, Bickering over minor ncgobia-
tions that he is carrying on with the heads of other cowntrics docliros as

the country beccmes alerted to the critical issucs,
. r

Along with this change in onviromment and status, the Presidont must
of nocossity make a greater array of decisions. The tType of d001310ns al-
so change, He can bogin to delegate decisions which ho could not have
delegated before, because ho could not have getton by with it beforec. He
can meke his influence felt to a much greater degree within the dppart-
‘menbs and agencles of the Government. During peacetinme we have commerce
prograns, - weg have the interior progroms, we have agriculture progromse
Speoial inborcst groups are neturally concerncd with these programs above
all else the Govermment does, Likuvwso individual members or committecs
“cf Congress who are concerned with %}uso"aotivitiés tend to view them in
a proprictory lighte, The problem of gebbing coordination, of achieving
unity, is perfectly tromen duus, bub not of 1“L5 and death importance, But
when war appsars on the horizoen, ccordinaticn beccmes of 1ife and death
importance, A% the beginning only small measurcs to osbablish strong

direction and coordination can be tukwn. Greoter shrides con be taken as
we arce able to subordinate these partilcular interest pro gf&m& and the as=-
sertions of imdividuals and of individuel d@p&rtmenUQ as to what they

wanb, 1f thoy- do not £it into the necessities of the larger emergency which
the sountry faces. '

AlL of this has g vitel effect upon the way the Bursau of the Budget
can function, In critical periods the Bureau of the Budget then has a




single overriding objective to which it can relate the programs of the
individual agencics, It can, for ingbance, initiate, cut out, or rcorieut,
under dircction of the Preosident, all sords of asctivities within a dew
partsent which in peancetims are thought of as concerning that department
along; and, while there may be some squawkKing, the actions which the Bureau
initintes and the President takes succeed, - At othor times the chances

of ‘thelr succeeding may not he very great, , '

In a war enviromment, the military forces themselves burn much more
‘toward presidential leadership then they do in peacetime, The President's
role as Commandsr ih Chief begins to emerge. He becomss a strong man., Mo
metter who 1s President, the Presidency becomes a strong office, If the
porson who 1s in office should not be a very strong person as an individual,
those individuals and staff offices such as the Bureau of the Budget that
surround him, that advise him, would all contribute strength to hid office,
This szccounts for some of the contrastsz that we have now as compered with
the early stages of our country, whon the Government was simple and the in-
stitutional aspeots of govermment wore not highly developed,  Jm theso days

“the presidency has become an exeeodingly strong office by the force of
¢ircumstances. ' ‘

" Part of the problem of making that officc strong, as it must be in
warbime, is, of course, coubinullby in tho stafll resources of the Prosident,
I think probably one of the greatest contributions the Burcau of the Bud-
got makog is the conbinuibty that it provides. It knowe what has happoned
boforc, It knows many of the forces that are ot play and, therefarc, what
is likoly to happen if the Prosidemt takes a certain action abt a particular
timo, It ig, therefore, in e position to help bring the right people to-
gother whon tho President approaches a problem that needs & dscislon.

I recall well a conversabion with Assistant Secrctary McCloy just as
he was leaving offices. We woro discuseing the arrangements to be mads in
carrying oubt the President's declsion to abolish theo Office of Straftogic
Services. In talking sbout the problem of getting coordination and the
effect that changing personalitics have on that problsm, he saild something
like thiss:  "Hore I om ebout to leavo, I don't know who is going to come
in as my successor, Avery bime therc is 2 noew Secretary of Stabe or a
new Seeretory of War we have a whole new set of relationghips to establish
through SWNCC," He went on, "The main job that you folks in the Bureau
of the Budget have iz to keep continuity in the functioning of sush a-
body as SWNCC.," Hore wo sec ome of the mein contribubions which the geum
oral gtaff focilities of the Prosidont con moke for him, '

Let me try to translate what this.means in current mobilization plan-
ning. I will briefly swmarize what scoms to me to hoave boen the inndo-
quacies within the FEzcceutive Branch in the past, In this I am reforring

e
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to inadequacics in the Exccutive Office of the Presidont, in the
monts and agencios, in the milid tnry‘uatabWWUsamru»~i aloquactuu

wo-along the 11n¢

The f’r 5t ncraﬁLﬂ]y'wau Eho Tailure' to anulanatw the con 151
der which we would go to war, We failed to awnticipate that o pri
gepeot of our war program would bo thot the United Stotes would

the arsenal of democracys.  Wo falled to anbicipate the Lend-Leas
until wo were in ﬁhe middle of the crisise The Neubrality Act v
wonderful example of failing to anticipate the conditions of tﬂo
world, The opuratlng plang for Bolective Serviece was anothor. oxomple,
I hope wo are not now planning to oporats our manpowsr conbtrols on
ization on the basis of the selsctive service gystem that was developod
_‘Glrxng World War I. %o gob by this lost bime bocouse we wers foxtunnua
in having o great oxcess of munpnwer,\warbwouWWrLV +scn‘1ca11J “rainod
_maﬂnorcr, in contra st with other countriecs, ’

We failed to anticipate the msture of the war iﬁs@lP It is undors
standable Why we did this, why we had thoso failures, BEven tho ial
plann ofr the War Department itself had to be scravpeod. 3taff of the Burean
of the Budget, os some of you may recall, wssistod the Ar Forces for
sovorai months belfore FPearl Horbor in developing an crgand on which
would enable it o expand from a small unLt t@ an usta%]i'
million or more porsonse We worked on the problem of progr
and' s chodu11nm for two or. throe yoarse Thoro woro ﬂouﬂtﬁﬁuvohamges
p.\ QLT o

. Tho character of now weapons, the character of the combht operations
themselves, the arssg in which the wor was going to be fought, that it
would be more thon a £WUaJront war, that wo would be on the dolensive ini-
tially were not dﬂt1010wb04. '

The main conclusion teo be dravn ig thet we cannot anticipate nmony
things, therefore we should not be on the defensive aboub plans merely
becavse thoy have'to bo chango Wo must plan with all intensity, but woe
rust recognize that a plan is only & hasoe on which ww make a new plan os
new factors can be forogoen, . '

Thoge are the obvious and wollepublicized deficisncisns of cur prewar
planming, There are a few other things vwhich arc less obvious or wt any
event less publicized, One of thesc, it seems to me, is the denger that
we may be lod into belicving that a botbor olun cOI OO Loly flmﬁ
boetter amticipation of the conditions undesr which o war will bo wagod.

I

Truc, we will get be bhor plangs but'a bubber antic sipation alons is nob
going to solve all our nrongm.,,some of which I wis

polnte

sh . to focus on ac‘uhk
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One-not suf flcﬂently understood or odbllclzed lesson we can draw
from exzperience is that indusitrial and economic mobilizalbion on the
one hand and militery mobilization on the other can occur without mobili-
zat4on of the Govermment as a whole and of the Nation az a whole, This
assumption leaves out the vital fact that the President's role iz of
the character I have depicted here, and that we have the problem of
£itting economic mobilization and military mobilizabion into the mobili-
zation of the total Netion and the tobal Government. Mbroover, I find
little recognition that mobilization must take place in the type of onviron-
ment I have mentioned end under the leadership and responsibility of a
political offloﬂal, the Pr651dent of the ﬂhntud States, K
Another lssson, it.seems to me, is that wo must avoid rigidity, even
in the initial plans, if we are to keep our minds flexible, It sesems to
‘me that we must deal much more in currently useful gemeralizations of how
46 proceed than in detailed crgenizational plans, In plannlnﬂ for the
last war, it seemed to me that ws failed all along the line to put in foot-
notes for contingencies, for alternetive approaches, for the fact that we

must scrap plans and. dovolop new ones for differ snt phases as the phasos
progress

One of the grest owstac]cs whlch I frdnkly set before you is the

Pac* that the Prosident does not have sivilian staffs that ars adeguate

engage in advance planning of total national and governmental mobili-
zat:oq. The National Security Act of 1947 now bofore Congroess makoes.
provision for plananing machlnery. Parenthotically, may I say thab tho
. amendment to this bHill han&xnb tho name of the Nationel Defonsc Bstablishe-
ment to Natiomal ¢ fourlﬁJ Organizahion is unfortumate, The problem of
mational security is not alome & problem of military socuritye It is.a
problem of mobilizing all the rosources of the country. This bill provides
for a National Security Resourcus Doard and a National Scourity Council
which would take the lesd in the brosder type of planning and programming
that I havo mentioncd, Military planning and sconomic mobilization plan~
ning will always be handicappod ss long as wo do nob have a dynemic spear-
head for ascross-tho-board nlannﬂrg.

Looking at thoe problAm in this light, the plamning job.must, of
course, head up cenirqlly in tho Government undor the Prosidont, and
must ubilize all the facilitics and reosources of the Government, .That
will give you a place for fitting in your offort in a much more effeclive
mapmer than you can do now, 1 would cncourage you to pound the table and
orate about thet and do anything you can to bring sbout a rocognition of
the nead for these central, osor-all govermmental plamning facilitics
for mobilization, becausc youw will always be grostly handlcaspped until
they arc croated, P :
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Perding that, or oven afber such facilitics arc seb up, it soums
to me thab mobilization plapning sbould recelve its preatest offort in
developing program requiremonts of total mobilizatlon, iun inventorying
the rosources that are availsble, and in deturmining how the rosources
that arc available can be comverted o now programs which will ncod -
to be devolopzd at later .phases to £111 up the gopse That was cnc of
the placos whore we had so much trouble in this last war, Wo did nob
identify the program gapss when we did, we d1d pot £i11 thom in soon
eroughe - _ , s '

- Here agein we can draw o losson from tho corlior industrial mobili-

zation plane-nomcly, that .we should do as thoroughegoing 2 Job 2s we can

“in plonning tho procodurss through which thesc progroms cnn be gocered in
with ocach othor end with the tobal coffort and in kecping thoge procedurcs,
whother they are forms or drafls of conbracts or drufts of loagislation

or rogscrve persemnel or whatever they are, constantly adjusted to moet

the new conditions insofar asm we can anticipato theme On the other hand,

I feel we ought to go slowly on detailed organizational schemuss, particularly
for the over-all operation of the Govermment in o war orisis, bocouse I

do not belicve that any procise and meticulously described-plan that can

be developed will ever work or gobh adophed, Ve should think sbout ib

cand develop & lot of hypotheses and goneralizotlons, Wo should do 2all
the advonco work that woe cang bubt the danger in gobbing it dowa on o

cchart is, I think, that in the long run it will almost always ond up by
melidng impossible the accopbance of the over-nll plan, with the consequent
Yoss of thoe w pick and shovel procidural ond stand-by Features of

he more de sd prodedural nlanninge  The ide wh plans of this so
the more de procodural nlanning The idca thet plans of + sort
should be 1 ted in advanco, as often suggested, moakes me shuddery

bobbor way of assuring national paralysis in time of

I san &
Crigvse

There is one final. thought 1
referring teo a problem which coritainly focos Bhe country boday in o way
~+hat no other problem foccs it, 1o consider the contingencics under
which wor may arise, wo con soo them inercasingly as tho product of
ideological conflict, You have often hesrd the vhrase, "o won the
nilitary battle, bubt we hove not yvobt won the babtle of idouns, the wor
ofidonge " ' '

I am

: It scoms %o me that today the weokost 1indk in tho wholc opdration
. ~ - » o M
of ocur Govermmsnt domestically as we carry oub

our Ior L Programs,

) thor they be relief progroms or whotever they may be, is that we have
-not woven inbo. the fabric. of those programs the slements. of demdcracy
which wore woven over the yoeors into tho vory fabric of this country as
we doalt with ouc orisis afbor anothore Uo tond Lo think that if wo
develop an oconomic progroi, o fiscol progrom, or political medsurcos,

wo can solve some of thoe confliets thobt exist around the world,
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Ve arc dealing, as you so well Inow, with & world of tromendous
instability. It is unstable becausc pcople arc unstoble or irrational
The adeguacy with which these peoplc can approach & now situation do-
pends upon the extont to which they can bring into play what P ycholoé
gists coll nonloglcal procosses; in other words, the vxzbont to which
they do not have to use logice, thet is, wisdom and knowledgoe in‘making”
now decisions or in arriving at o conclusion as te what they should do,
It depends on the extont to which thoy do things spontancously booausc
thoy arc conditioned as a rosult of onvireommont and training bto oporato

or react in o particular woy,

. The mere uprooting of people, taking them- cut of their social
groups, oubt of their fomilies, oub of thoir commumibies, of coursc,
brings about 2 tromendous unbalance. in the extent to which persons havo
to make these loglcal decisions. Most human belngs do not possess tho
sbability and capacity to make many decisionse That is why so mohy ine
dividuals breck down under the strain cnd dsvelop egecentricities,
frustrations, fears and other menbal and spiritual stresscs,

The mero fact of war proiuces a breakdown of social insbitubions
ond individual stability. We must thus be prepared; for whon porsins
falter under the strain and find themsolves o aught in the ins “Odrjuy
that ariscs whon they foel 1nudoqumte for dualln& with thelr eavirormont,
they grasp at the ideas which the social struchure helds out to thdm
frow the Lop. And all over th@'world'bhu néin idea that i1s boing hamdod
out to these folks is the idea of Comnunlsm, ' ’

e hold up the nerits of the dﬂmocrqtio form-of 1ife, bub we mo
telk about it rother than live it, It scens bo me that democracy is
problen of individual living, & woy.of 11¢,, the way o mrson lives in
his rolationship with his follow poople, those with whom he comes in
contact in the office, in tho family, or vherover he is, & major probe
lem of mobilizetion planning in govling roady for ony crisis thot moy
come is incorporating this way of demceracy os o part of our individuanl
way of wobing, of incorporating it Iin tho organizabion of which we are
o part, of asserting It and living 1t abroad, of bringing it inbo all
of our rclationshtips with the countrics and poonlos wmth whioh We Qro
dealinge It is Aot somcthing to be kept on o shelf and dusted off when
a apccech is made,

inly
O

b seoems to me ww must glve far more attenticn to this whole ficld
of public opinion and human behavior, and of the psychological aspocts
off those ldeas whiclt have enduring quo 11ty. Unloss we can mold tho

‘moral, values and the requlsites of democratic life into all:of the plons
thot we arc naking and carry them forward on & dynbmic ond effective
‘brais, the technological and other types of mobilization planning are
noet going to be very effective,
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Those are some of tho thoughts that occurred bo me as I looked over
Jour program and Lhougp+ about what in my own contact with the processos
of wovcrnmoni during the last few yesrs might be of most interests I do
not know, General McKlnloy, whether I have touched on anything that is
newe I suO)ose most-of these thlngs are old sub jects bto youy bub at
1east,thesv are the hesh thouvht I have on chis subjocte -

 GENERAL. MbKINLFY- Tnﬁy are not at all old. They are sxcelient,
Are there any quuotJonq? »

“A SWUUTNT: "Do you bolieve that formaTW/Jng and vtandardizinw the
White B OASﬁ offices to provide tho Progidont with a genoral shbaff would:
bo of assistanc e,to the prO"lJOﬂOJ in. formulmtlﬁg planu for sconomic
mobilization or for mational ueour'vty" .
, ¥R SIONG: That is a very good quesbion, because it is a ub 2ch
in which I £ind, o great deal of intborost around the counbry. Honmy pro-
pogale have becn made for "straightening out confusion in the White House,"

Lot me phrase my answer this ways The problem of plamning the organi-
zational arrangoments of the Govermment during warbime is pord of o probe
lem of planning the progroms and problems of the Goverrment during poaccs
timce You camnot pubt off into one comparimont o group of planncrs und - ;
say: . "Now, you folks here work on the programs and adminisbrative orrengo-
nenbs for- coping with aﬁrlqubural, natural resources, or forelgn policy
problems in peacetime,” and %o another group suy: "You don't 1564 to
worry umoub tbo@w pcw0~t1me progroms, but you nlan what we neod 4o do durs
“ing war,"  War plaming prows out of voacd Lme plonning, and vice versa,
“,.oﬁn sos tho process going on svery duy.

.

A‘lot of it looks rather disorderlye. Some of it is o bit disorderly.
It is not quite as disorderly somobimes ag it looks, I would cow sainly
sup)orw hoaving staff work done of tho ]ovbJ of the presidency in relabtion
to this problem you have montioned, but 1% mast bo gearsd into and related
with other‘planning offortoe

. The Fational Socurity'Coun il +hat is proposcd in the National Seourity

- Bill dis, T think, a step in the right dirocbion, T am nob guibte so much

conecernod about who iz on the Cou1011. Thot nscdes to be vory . floxible,

hﬁ part that the individuals play neods to be floxible.. The nain bhing
that therc be some stalf wen serving the Council whe iz roasponsible to

tho Progident and who can mold the staffl work'in this fisld irto the rost

of the planning and sbtaff work under the Preosident, This staff asaisbont
would neced to work hand in g lov with ‘bhe Purpwu of the Budgets Ho would
have to tle the plamning back into the Cormeorce Deparbment, into-Agricul-

turey and.the War and Novy Dogarﬁm@ntw. Hg - should holp goet our sights sct
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ot ~higher Jevels and do s
which the morce ‘spcacifi"- a

me of the brioader things that I montioncd, inbe’
peets of H’:’h@ mobilization plan can then be tio d.
This is not D.coompllsh\ d by ,:ommp up ounc staff for the Progident,
I do not 1:1“1111f that could possibly: succocds Tho moment any siy Olo POTs0n
ie ticke uud as boing the Mdepuby presidont” or tho Malter _c::g;) tho
Prosidonb," he has a ono-way tickot 4o the zallows of admirdstrative
oblivion. Such on individual crnnot survive in tho poll‘uu,a]. crviromeent
'blwi; this country provides. And rightly so.  The naturc of our political
abem just does not permit it, In the same way no single staff organi-
a’clm could survive in thot .Juutlng. k""’qo mltiple role of the Prosident
about which I toalked carlier precludes tho possibility of his "*oing"r'r-rv d
Cin the way in which uth Chicf of Shaff is served by a Gonoral Stofie

~ One of the sbrongths of the Burcan of the Bodget az o ghaff azoncy
is thatb u})f‘ Prosident hag other com*c‘;:.np' sourcen of adviece and planning and
assistonce which can offset 14, That is ¢ of the roasons why the dxooubive
Offico of the Prodidont will mevor be ngley orderly outfit whieh honds
up to ono person, who sorvos the Prosidont and honds h.;.m all v,,ho 8dvicte

o

EHERAL MeXINLEY: I an wvory muck cropbed in your obsorvatlions
about having, shall we say, & mosbor . frrmp sctivated to make
broad ploans within the scope of which tho of JL - departmotss dould mok
thoelir planse  Bub I uust obsorve that tho forcos of cconomy would core
,,131"1** han ipor that group in trying to got from the undorlying orgoniza-
g the information thot they nust hovs in conncotbion with thoir gonoral
,p 'm, becouse it is in that typo of work where most of the cuts could be

' expoc‘ced bo be appl:z.c.d when Congross cutbs back tho perzonnel *und,:.

.,IL'{R.. ST0ME:  Thoat 1s & tragoedy!

o

GBI LL, MoK INLE It is o trogedy or that goss
rothor than b;w oper .wm' 'J'.‘}‘u:a ploamers are the o are gobbting thoir
hoods cub offy so that that group would ind ibssl p b}.’Lf‘f ulthnub the

underlying structure upcen vhioh 1t could bo mado effoctive,

~1inge agone

purly dar

. A STULERT:s  To what cxbont dn w bhink thoe old
e us <‘d in a wortime orgoanization ero thoy uso ‘i DI
wor? ould wo hove m.‘d\, hati Ger uw of wn"

Q

2 should
y; the last

- NR, “‘I’ON‘""- I partic oclpatod, frm amrﬂo, .'Ln a
in the carly days of the war ag bo whother the Doy 0roa
Jrnfxm*ry or State should toke o cortalin ,co:"zonp ro functions and
corbadn funchbions l'eﬂ'vbl'rw,uo 86y : io noberials, oo "m;ivn buy;m ute
tne of the issuecs that cons an‘oJ.v s oncs the Prosident saw Lha ’hwc’
wos something we had to move forfard or, wod, how should no o aboub 1te -
Lo whon should he give the responsibility?  Thore vas grauh competition
for some of tho mow aebivities, The Progident found it difficulhb to work
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out & golubtion the othors would accopte Wo pubt toge chﬁr o gront woany
memoranda on the alternotivos that the Prun«dort cculd *ollow, poiwbing
ows which altornative seomcd to bo theo most useful approach, In this

casc the main cluster. of economic warfare activitices did not £it casily

inM>mw'mdgMngagwwy.

4

We constantly ran into ch is gituation with tho cetbablishod dopart;
monts ¢ Tbov arec organigzed for carrvying on one sct of functions, Thoy
do not casily assimilate now functions, Nothing short of a miruclo con
move o largo, far-flung ostoblighrent away from one mission to povform'
encther migaions An orgenizaetion is not just a lob of people pub bto-
gethers That is a mob, Wse have an organization only when the persons
in it have become habituated to working relationships, traditions, pre-
cedents,. and prosesses and have learnsd bto react to each other in such

“a way that théy know how othors are geing to act and their neods, Only

this way are institutional methods .of behavior developed, It is the

only way you can got a product. It is the only way an organization can
funchbion, ' . ' :

Our civilian establishments on the whola do not assimilate atbitudes
and doctrine that meks them flexible, Reopebitive experienco, bogethor
with inadeguate planning and menagerial facilities, make thom cumborsome
end immovable, That was the problcm that wop always confromting us dure
ing bthe ware Could we, for instancc, get a function carricd out better
by assigning it to the Sceretary of Agriculturc or by sobtbing up some now
ageney? , :

- I do not think we uscd the old agoncies unoughs We havn a vast prob-
lom in making tho dcnazbmontu ond ezbneics more flexible and getbting botter
manngement ot the top. Even with more effcetive and wieldy departmental.
administration, I think thot when o now funcbtion comes along which is a
substartial departure from old functions and which must be brought inbo
a prodvucing stoate Immediabely, wo probably would want Lo sét 1t up cs o
new ngoney. This is rot nlwuys necossarily truc, howevers, Thé principal
losson is to bu proparcd to do it either way, deponding upon conditions
which bthen oxiste : : :

As one illustration: I wasg always opposed to sotting up the War
Shipping Administration s soparate from the Moritime Comoission. Under
Title I of the First Var'POWLrU Act it would have been possible to pub
211l +tho functions of the Moritime Commission in its choirmen and to have
placed the War Shipping functions. also in the Chalrmon of the Maribime
Commission, This would have placed a single ndzunéstrxucr in charge of
these inboerrelated oporation“, Instead, thv diffused responsibilitiocs
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of the Commission were mainmtained and two agencies were institubed, menncd
for the mosgt part by persons wearing Ttwo hats, The cnd rosult was most
Aooniuoth.

GEN“RAL MeEINLEY: I 'am very much intercsted in your reucbion thore,
Do you bslieve, in the event it soems cxpodient to sob up now runoies

£ . s
cnd wo want o move fast and away from the routine 01 -itmh ago

should zecrult heavily from the old agoncies?

MR STONE: Absolutely, I would take out of the old agencies all
the persons who are adgu boble and adapbtable enough to £it the new cnos.
0f o course, you ore ikely to encounter conflicts with the old agency which
ot times we heod, bubt there is no albornotive.s: :

4 STUDBNT: Do you belisve that the new agoney could probably best
be formed cut of a planning nucleus in the old agency whoso functions are
most related to the new functions?

MR, SICONE: I do not lkaowe  If you go down the rostoer of old-line
agencles, I camnmot see many, if ony, that could be given an "E" for
"Exoellcnﬁ" on their capacity to evon plan what they have now,

IMLBRAL McKINLEY: Mr. Stone, woe cortainly appr seiobe your oommr*
ia

here ‘and giving us this vory enlightening talk Thin morning,
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