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THE'l&E OF TFIE; XXEXU'TIV'E OFFICE OF' TX: 
PRESIDtiNT IN NAR ORGANIZATION AMD ADMIXISTTtiTIO:$ ' ,, . . . 

2’ &me 1947 ,’ 

G1Q:RAL &hSi:i:i:i:i:i:i:i:i:i:i:i:i:i:i:i:i:: Gen-i;lemen,~%hj.s morning I take plea-sure in.W..l- " 
coming here an old friend, I&r. Donald C. Stone. Mr. Stone is one of j&a 
nation's leading experts in the field of public administration., Re has 
been promiAent in numerous government and academic organizations conccrn:ed, 
with ma-nagement planning and public admi&.stretion. Such or+.iznticns ,inclqd 
the CincZnnnti. Bureau of Governmsntal Research, the Internatlon& City.. '1 
Managers Association, 'the Public Administration Service, of whioh he has 
been the Executive Director, and nearly a dozen Federal agencies. Siwe 
1939 ui= Stone has been the Assistant Director in Charge of Administrative 
Managsmkxt in the Bureau o$' tho Hudgat. ii3 has i-oprescmtud'this Go+sm- ", 
men-t in many international conferences, His subject this morning is, "The; 

-/Role of the Exooutive Office of the President in War Orgsnizationand Ad-, 
ministration" with particular reference to the Bureau of the Budget: I 
take extreme pleasure in introducing Xr. ,%one. 

MR * x!!om: 'General McKinley and members of the College: I agrocd, : 
with alacrity VFhon I was invited to come over a?ld meet with you today,"bo'- 
CBUSS I have been greatly interested in thc'program that you have been 
pursuing. It happened to be my lot to play a little part, more precisely 
I might say, to be on hand when a groat: many of the principal decisions 
;;rore madc during this past war relating tb the civilian side of mobiliza- 
tion. I had also some opportunity'to work in olosc relationship with the 
military side. . 

_ 
As I reflected on ~%a+ might bc of most interest to you, I thought 

I might dwell largely on thj P onviron~tint in which decisions got made in 
wartime. , In approaching that, I th+k it ,might+bc worth while to .ta.ke a 
quiok,,look at the Buretiu of-the Budge% and at tho office o.fthe prcsi- 
dency itself, to seu thti diffcronce -that e:Sists in their peacetime. and 
wartime opcqtions. 

The Bureau of the Budget is an agcncy.in ths Exscutivs~ Wfice .of the 
Pr&ident, established originally by law in.1921, T'~find that there is 
not much known about tho Rurct?u of,the Budget exoept~~by a fcyr people ::lho 
have close contact with it. Most people in the qovernment, cf,course, 
and many other people know that it rovio~s the estimates of,appropriations 
that the departments submit, and armaally gets out a big book, . 'i;:c: jq$i~g 
seven or eight pounds, IYhich the Presii2ent si;ndr; up to Congress. 
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Some people know that the Suroau reviews report forms before -they 
can be used for collecting informatio3. ,from business r-3 s tx'b 1 i s hmc~ nt s and 
from other groups in the pppul.ation. The top o.f"icial.s know, or they soon 
learn, that they may no-t go up on Chc Hi1.l and testify on proposed legis- 
lation before a commit&c of Conga ss without clearing what .tho;y jntond 
-to say with the Bureau to find out whether i-t is i-n accprd with %2~ pro- L 
gram of the -i?rosident, That the Bureau participates a&i.vely in the pc-- 
para-tinn of reorznnization plans, Exccu-tive ardors, and o+,hor nct3on.s r~- _ 
lating -to over-all arlrninistra-tivc aanapment and tha5 i-t assists a~yxnci.~:s 
i r. -kke improvement of' their internal mnnago:~ont is not so well ~~ndc~s~~~~~d. 
The s:: are just 2 few skolc’~on .functioris which the Buronu pi;rforms, Tlzo~ 
giLTo onl.y a hazy picture of the day -to-day operation of how the 3urca.u 
functi on3 in d~nling with the goncr.al. :;$rcarfi of nst:iolia that must 'bi; :t3kon 
ce:ni;ral.ly in the Gosorruncn"; and by -the Prosidcnt. 

I 2h.i:& that -the> r01i: of the pr<.~ ~i&~ncy is oven J.CSS understood ~t'r~rrn 
khc role of +A!-: lhn-Ocali of tilti: Uud,yA. The Constitutional s-tatanonts rc:- 
lntir,g to -i;hc Preaj~don-t ax-0 vvry simple, VX-JT olr:mC?n.lXr', and extr::!ordj." 
rmrily good in their fl_e::i'bilLty, They permit the dovcl.oI>mont of the 
pi::-:.idcncy in the light of cxpi.:ric:>,nce and n.e,?d. 'Rhi.lc 'th0 Constitu%ional. 

. . provrs 1on.s s,.L*:c cx-t;rzmoly br‘oad on the one hand, ;yc;-i; the &c:;idcnt has beon 
wullcd in with a myriad of minor Iaw:; nnd rof.;".lstions. ici-i; I; imc? s the \ 
President is given. great grants of nu~thority. In tims of s-~;rc:~s ho can 
oxc?rcisc this authorityiT 11 oontra,Tt , when. it was dosirod to mo-C: -tho:;o 
little marbl.o pillars there on .tho stroct be-&eon our building and -the 
whi-to 1:101as0, -the PresidonC, had to rquo::% an. act of Congress -to do i-1;. 
Eero wc se0 sonic of the anomaly. 0.f this oi'.ficc. 

WJLX. we think of t32 pro si.donc-y3 it; seams to mcz 'YE2 must consider ni; 
lea::t f:ve diffcrunt &cots of that office. T:loso of us in -2~ &~cutivo 
Branch ordinarily think of 'chc: I?r;:~;idont, first, in -torno of his functions 
35 Chief .$x~3cuI;ivo. T~~Q :-c' >,a;; can iric:~ti.j?f in his operations what you 
might call -thz f;onora:l m:-,r:::g:,r CL? -i;hc ikwcuti-ic Eranch, <.:Ithough ho is not 
thc;t in the: soncc that a depnr-tmur3; hen?',: or th;: g(~n;:raL mancgcr of a Iargo 
i.txVjs'cial ~~tablishm::p.-t j,s :I gon;rcl manager, ‘~JC~C:LU$O he h=S SO ?il.cl~;~ 

other functions to perform, 

SCCOlld, -tine Prcsidunt is ,cilso CoInma~.~dor in %.ic;? and is ohaygd wi.~~l?. 

tha conduct of foreign affairs.. Bis rosp"n:;ibi:i.i‘tfos for -the conduo% of 
4cor<?ip affairs and as Chief IZxocutiix? and Com-nandcr in Chj.of ar.o .cor;stantl~~ 
affoo0e(! by other rcsponsS.bil.itics that ho m72s.t d2sohnrp, Hc ha 3 a, rc>- 
sponsibilitp IS pr,r$y loader. 
tr2 o~ffi‘co, and he has 

Elk is the chi.s. sf of' -UK! party ?~~hich put him 
'co rai~~ain -t&e pqrty .orgqniiatjon and eEe&i-vc 

rebLtiO%l.shi~~S Wfith his party d~~~~J.~ h3.S inCur,fh?~~y~ 
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Third, the: President is a. jqri:.s(;11-tatj.vc of the pimph of the ~ntirs 
Nation. He is the only official in ~tho hi-ie'd. States who reprc:sonts all 
of the people. l;?zen we &ink of 421~ significance of that in torm3 of his 
responsibility for national leadership, we sea that. it transcends w1y 
responsibility that hs has %Q discharge as Chief Executive or party 
loader. 

l!bxt-th, there is his lsgislative role, The President is the chief 
la-a malx?r . Fsw psoplc think about thsit aspect of his functions,' Xany 
lams originate under his lca$ership; Momover, the rsquirement %h%t 
every piece of lkgislation must bcrir his sbgnaturo if it is to become e 
lax and that his veto roquiros extraordinary action of Cqngress' if the 
will of Congross is‘ to bi: uchiovcd 0vcr.th.e purposoa af thy President 1~33~s 
tb,.t +A?.2 Dr c; 0 ?i!d:;niI mus-k. p~2rticip92, 5.otivcly ix thi: who10 logislativo pro- 
CL 3'. i'l& L'Llrt5or tics him back i&o the party, buttrosscs his role of 
v--tionc.l Icndcrship, . . . md distinguishes his rcsTonsi.bili-tic:: 35 Clli~:'~f Excsutiv: 

4 Fh'th, the President is the caremonial hoad o,f the.Mation. 11~ i:: the 
person who receives fortiign ambassadors, 
those'thi~gs 

IIo is the person who conducts 
Y&A.& the hoad of the State must cond?+&. . 

!xkd.Lc:~ we miy not olhborate further; -this broad summary may help you 
to SOQ Ihe oxiviromnent in which :;pek?i.i; plans of action arc diweloped. 
It becomas less s,implc to gorfiralize about i"Jkat the PrL'sidcM.1; is going 
50 do or :<hould do, and how hc should act whezi tllc time comes to pu-t; 
plans izbo eifcct. :. 

One of -the principal roles of the P,uroau of the Bud@, as I see' it, 
As to an-Lici.pni;: how the President mus-i; perform in -those different roles* 
oven though his role ~arics widely nccording to the capacity in which he 
is acting. WhiLb~ the Ik-eau plays. no part ' &n his role of party lgad&,' 
oven hcre'it canno-t; be umiadfu2 of the way that rnyst affect his wtion 
02 other matters. The role of the ?urcau of the B:ndgo% charges trsmsnd- 
ously as the rule of th.c President changes. From o-Lx.8 wnth to another or 
ore period to another, the nationLi sitwtion has a tre~cndous sffcct up- 

' or* tho'jrolo and influcncc of the presidegoy, and, ix turn, TIpon the Bureau 
of tho Budgtit. That is one' of the things which ~0 must consider in any 
program of plannilzg for 8 future omorgc:noy, 

I think vvo can see here tho groatdifforekcc bet ~j,re~n d-&d, rol& of t;hc 
Prc-siden?; as head'of the Executive Branch and tha-5 of' the Chiaf of Staff 
i:!. the military establishment, that of a department head, or that of a 
pm-ral m;i:iager.' The Presideant ‘is only in past ,the. gcncral mnncger of 
the Uni-ked States Govonnmotit. This fivefold job 1 have desoribod,nffocts 
vitally his whole approach to ndminictration and to tha manner in w-hick 
he can use and rely on "gonoral staff" &oilitics. 

.' 
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The issues mit'n which thz President, must doal are not intcrnnl alone. 
Thq? are no-t m.at";crs that grew 3olcly out of Excc-utivo p$nn,ing and 
decision. In an important l3xecuti.w decision, the Prasidcnt is usually 
making also a political decision. EC is making a decision 'us national 
lander. EC is making a decision which ho must make in relation to what 
Congress will assent to, if not support, I-b is making a dacision in 
which he must weigh roporcussions not only nmon(l; the people of this 
courdq~, that is tluz effect on public opiaion hare, but the effect on 
world opinion. That throws the kind of docisio:l ho must m:~ko and -the 
kind of action ho must take into a co~~p~ofx~y unique setting, a setl:ri:ng 
which we must understand much morn than we do now if our cffort to servo 
the President is to bc effective. 

This aspect of governmental life presents military planning staffs, 
just as it Uoos the Burow~ of the Budget, with a wry grave problem, 0l.W 

problem 'is how to got the staff of the Bureau thinkin;; in these terms and 
in theso dimensions. Often they get i.rnmers~~d . ..I. -i ' -toc1:nica1 quosti:ons like 
how ~-TO agenoies can be consolidated or how the functions of ‘some organi- 
z atim can be changed to onable it to achieve its mission, <without intora 
proting the technical quo&ion in terms of tho othv+r questions fp?.d i 3 $$J :I(> s 
that the Tresidert must resolve, 

- Part of the problem that faces the President is getting informed. 
&ore is no way'of setting up simple and pleme3tary machinery for thc?t 
purpose. You cannot devise some' unit in the i3ur~au of+tho Sudge-t or in 
scm other staff office of the PrGsidont and say to it: "Your job is to 

,anticipato the things that tht: President must do." Staff anticipation 
results .from a program of bi.ci.lqing ind ividual..rcsponsibility into the 
:strlff a-t all lO?TOlS. 

The President mus-t cic3-t .a~~Tvico from many, many ~OUTCCS, The ,Bureau 
or the Dudget is the principal sour(;c of advioe with regard to the opora- 
tfLom3 OF -the Executi-ro Branch, its program.s, its munag~mont, and :lat~ters 
Of' that scxt. '1% cn%n-lot bo tbt: s 010 s(;uroe of information. or advice .on 
those mattws. ?Ther: it comas to high political. pol‘ioy, pnrty matters, or 

, ~uostions of na$T:bkial loadorchip; the President, of. course, gets advice 
laqely from' 0thr:r sources. I have alw~?ys advocntod that tllg arr811gmwLt n-?t 3 
in the Executive Offioe of the Pr:!sidont must bo suoh that the President 
c;111 co~>stciltly chock wl%n other pussons on the advice hi. gotc from the 
Bureau of the Budgot in conni:ction with actions that would have important 
repsrcussions within tlw Gcvorkqrmt or without. 

,You cm cdrry the pioturc further in terms of sources o.f advice which 
he must scoure from persons who arc abls to &I.-p him in his rc 1. at i ons with 
the Congress and his relations with. :the ;?ubMc; Th2 se ~.nvolve 3peech.c~:: 
and other public commitments, the porso:ls ho must SOB, and othsr matters 
of .LuhI; sort. 
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You may say I have desoribed an impossible responsibility, but that 
is the kind of responsibility which rests on the President. All of'this 
conditions the way that he must act when the. time pomes to carry out 
particular programs T'or which advance planning has been made. 

% Bhat I have outlined ooints up to the fact that there must be great 
flexibility Fn'thc organizational arrangements and working relatiowhips 
at the center of the Goverrment, Yk may not vicv the President fit~ting 
into a pattern. VQ' should not v&w the Bureau of the Budget as fit-i;ing 
into a pattern. The administrative assistants, the special assistants, 
the Council of Economic Advisers, and other bodies and individuals that 
serve as a part of thz formal and irnfTorrna1 arrangements around the 
Prs~ident--advising him, as:;isting him, providing ifi-telligence and koep- 
ing him informed--do not form a fixed strwture. 

Obviously, the participants need to know how Gey fi-i; into the .ur- 
rangemont and how they should work with one another from one month to an- 
other, But just about the time that you evaluate these a particular 
individual fits in his relationship with tha .Presiderit, you find that he 
is not being connulted any more, that changing conditions require the 
President to develop brand noTsj sources of iz,formation and. advioc, and you 
.have to adjust your own working relationships in that rognrd. 

That is all perfectly proper. It is all ncco:;sary in a democracy. 
It is ail necessary in t5.o ropublicnn form of 
1t'is.a part of the process that must go on. 

gov::rrmeni; that we have. 
'Ue ought to welcomnc? it, 

work with it, and make the best of it that w can. 

You can readily sot that in'this kind of environment most of the 
participants must be "&(3110ral.i,~~8." Yoz car-mot have specialists and 
teohnicians working a-t the con-tier axwp t in subordinate roles. Prcsidcntial 
assistants must constantly weigh spocializsd programs :wd technical consider- 
ations in the light of thcx brocd~r considerations. Thus, the President 
requires persons ,who have had VJI+L~C exporicnco in dealing with programs of 
many types, with adminintrativc coni-:idr:rations, and political factors* 
Even though p:crmanont porsonnol und.i;r civil ,~orvice are mobilized to pcr- 
form many of theso jobs, if thoy ar'o not po7,itically sophistica-i;oti, the 
product they turn out sill be inndoquats to that extant. 1 have often 
Said to my OXEC staff mcmbors that thoy.noS:d to lx politically sophis-tioated 
but not politLcally motivated. 

Anothos aspect oii^ the lesson to bo .loarned from thi;; picture is the 
f~C-t -L;?%t charting tho orgarkzation and working arrcqymcnts scrvc no 
useful purpose excep-t for analysis, One c4an dc?fino 2s n process the way 
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the organization works, the positions required, the my paopl:: fit in. 2nd 
sdjust, and the way they work around CJthGr kd:ividixch. 3ut you azx1ot 

present a valid picture in tho form of an orgartizntion ch~~rt, The more 
detxilod th,e chart is, the more mislcoding it becomes. V&at i.3 s::t up 
today vrill.. bo of little value next weak, 

Let us consider the development of organization during this ;,ant 
Km r l 1: have encountered a g-oat deal of feeling that, be cause we had not 
xor’iied out the organizational. structure necessary to fight this ~ra.r' ii!. 9. 

mannar that ~~0~l.d be accepted,, there was som failure in planning, /'; \ .' -I \:i. L.-l 
+hrs xr2yo failures in planning. 'Shore always will be failures in -ilan- 
ning. Administrntive planning can never be a J3roces::, 4 * ' ~~~21 cn pr oluco 8 :j XiE - 
thing I$iat 5: !ci.gh. official cau initial without applying vzluc-: judg&nt s 
in -th.a l.i.~&+.~ of all the conditions th.9t exist at th.e time the plan is put 
into ePfwh. A. 

In the ctse of the President, hi-, must make his j$.gm~~nts in .-the li;:,ht 
of the manifold ,factors I have mcntionod. We can n~vur hope to dovol.op 
high-level plans, particularly plms for tko over-all organizution of 'the 
Govornmont during wartime, which we can oxpefyt the Pre~sider;t to quickly 
approve. That would be a capitulation of h-is res:!~,onsib9.litic-:~s as Pre sidont 
of the 'United States. 

I ho*vi: beon as di strosscd with qhat Prr:sidon.ts have don: with pl.ans 
that YE? have dweloped as xcro 3 one of -0~2 author 2: of the industrial mobi‘l.i- 

za.tion plans th0.t mc3re dovelopc;d prior to this Las-t 'war, I think one of 
the groat mis,tnkl::s in planning for World 'i'ii'ar II ms tha-b the persons cn- 
gaged in it thought in more stztis tornrs than could pos:;ibly exist when 
the plans v~puld be put into ofPect. Th::y did not think in terms of tht: 
poli-tical and social. Cnctors and al.1 tho rust of KY> invironmontal fac- 
tors that 7~'oul~i bow upon di:cision. They did not t,hir.k in terms of the 
wagr that Vi0 Prosidont would 'iie:;:2 to ndjust, and adjust .~wogrci::sivol.y, to 
all of the foroas and f~ctor.5 which hc must take into consideration. 

For ,that reason it ~3s not surprising that the Prcxident did not sign 
his name on the dotGod line. On -the othi:r hand, x~a21;r of G.r: procedures and 
prpmssss rvhic~ wre c?i:;r~~l.oped and ~whje&. woul3 have put i.:d;,o -effact speci- 
fio i‘caturco of mobilization work wro of very hi@ quality*. I,t; ft.3 ragret- 
tsb1.c that i&o rejection oi' gonorol. :::tructural. Cl P 1' X3.g CXl:.: i--t; X also rcsul-i;ed 
3.32 n~qorous, very excollcnt programs and prowdur:: s 5;;i.n; discurdod, 

Mmqf porao.nn :isc;rs $0 ccnsj.dep 4;lj.u j'- -. .,,,i; that ~v"e had. to ket:.p adjust-' 
ins the orgnr_izatiox or' specific 8 :> $rl:yy& $j 

cstablishnients during; tho 
of th.:! civil.inn and mi!.i.tr~y 

'::ny to i-r;f':l&<- .ct rk failure of plann:i.ng, I cl0 
no% think tha:t conclusion is wlid, 1: do not believe we cm owr'pinn 
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an-drgnnization th3.t is ghjq to last; unch&yed from thd hi?giKKI,ilg Of tl 
‘.x2 r l If we are successful in maintaining even th:? grmx21 clamants '0:“ 
11 pl,?n.and in keopiag a oo#.sidorablc 'nmber of i&e m, jor fi?UtUreS Of :. 
plan, 1 mouml& say that the in5tiaJ. planning had beon cxtrcmoly ~~11 done. 
The ch.angos ill technology, public at;tii;UdeS, .tho W&Y poop10 ~~rork'to~~thdr, 5 d 
sknti other factors bo,2ring on ~odcrn vwfaro and mobilization are t-00 
rapid -to anti&,~'to all. of -+,'n@m, 

Even if we do anticipate a great many of them, k2 have the problwz of 
hztrnosslng people to work together in an cnvironmont which cannot be pro- 
dictcd. lk do not know rsfha-t will. 'be the environment within this country 
if wa g&t into a war again at the cnd.of ono yonr, "h-c do not know uven what 
it would bc at theboginning of u war, I 

Take as an example the field of economic ~mrfare. Thoro ~1s a wo6ful. 
lack of advancu propnration in that field boforo WD got in this war and 
t%vcn during the early months of the war. l& s+jar";sd. :;o-tting "p smc: pr+. 

limin6ry machinery, Some of it -::orkod wel.1. Some of it'ws will. cal.cu- 
latcd, I think it would have worked better if tho decisions had buen made 
in the light of some of the plans that had bocrz dwalopod, 
ooul-d not.get those plans supported in tiio Exooutive Sranch. 

The Pre ,sicic!nt 
MAitndos on 

the Hill and roporcussions that would take place in other psrts of tho bi:orld 
were all f;?Ctors, Tho Gaver+mc,nt has always undertaken new functions with 
reluctance,' 

Tho trory fact that mo wnt through scvoral stages in this fiGld was 
to my mind healthy so long as oath stage remedied defects in the previous 
stage and put ,tho Government in a better position for carrying forws.rd 
sound programs. The consolidation of the Lend-Lease Administration and' 
the Board of ~konod.c Vkwfarc into ~t!so Foreign Y:c,onornio .Admj.n,ist;rat~on. was 
a yanr over due in my vie-w; 'KC pressed to have it ad:jptod a year carlior, 
There were 'sev3rql reasons for the Presidm.tts deterring such action, 
illustrates how we .must anticipate such 

This 

factors into consideration as 
situations and take these added 

vfo develop sdministrativc plans. 
. 

Ke cannot put our ::tocBs and bi:rds 
expect txwnty years henod 

away in a safe deposit box and -, 

m n-t s 
to .find thct we have the b:st group of invest- 

~?&icli oould be doveloped; ?k 
economic futu& in thn,t manxor* 

c xnno t make imcs-tn.;nts in our per ional 

this field of government, 
'b%z cnr1r_ot make -t hm. in that ina:~xor ;m =. 

The role 'of the President and the role of the D:aroalu of ths z~dgdt 
and the other’ staff facilities of tht; I?rcsid;?nt, as 1 h_rvo suggostod, 
chartgo gYsatly in wartime, If you ass""""' .,uo~d th,A current position of the 

~“~q~~~a~~~;~~, </ ,, ‘, y.-r __~.~~~~.-~-~ .--- ~-.~~~~~,-,~~~~,-,~~,;-;-~~-. ---A- -‘A- .=~Aws&--- *. 



President of tl%c United States, you. wcm.ld find.' that i3 the I.ac~t t;lxfci: 
nonths his position has changed tremortdously. Six man-ths ago th.?rG 17:::: 
cvon talk that the President ought to resign, that hi ought to lot a 
president b-o selected From the major,party, j.nstcad of having t'ho nhamaly 
under our Constitution in which we find -the country tcday*. B&h the:. f'a~t 
of a divided govcr~~& and changes in public attitude: and conditkns ,p?uk 
the Presidoalt in a constantly diffcxent positicp-a diffordnt positrio in 
all. of thosi cap:xitiss I haye mentio~.xod, These arc thi:nga hi-: c&n do cs 

' -the Chief Exocutivs now th2t ho could w-t ha-w done six moI;ths ago, and 
-tlfiel-e are things wj.t;hin his authority ho. cannot do. The immfnence of TOW 
cbmges tha situntioti far more than zqfihing VE have seen in this sh.ort 
period of six months, 

There are. a number of reasons why th& Prosident~s~ poszI.tion. is strOngthe: 
in -i;imes of Strc3ss. J?irst, of CCU~SQ, the Eai;ion %urn:-; to tlr~ Prcsidcnt 
for load&ship 2nd expects him to a&, I@&y of the Ii.it%lo obstas7.c :: put 
in h-js way in normal t, imi:s to blo& abtiou arc; forgo%ten ns tho cloud:! of 
bigger issues bogin. to roll. up ‘on ,tho h.r>riznn. F1'j.s pc sitirn as y2ati x:.nl 
li:adcr, his positior: as chief lam x~9kcr, his position: Ei s Chic!? EX~'~utive 
and Comwndcr in Cbie,f, and his po,siLLon in th.o conduct of Our toroip'~ 
relations all b&come trc,!x.xxIously clarifiedv Dj,ckr3'ring over minor mgotia- 
%iqns that he is czrying on with the hoads of other countri5k docllI+.?s as 
the country beocmes alortsd to the cri.tica:! issues. I . . '.. 

Along with this change in'onviroxxxxlt and status, -Kline Prcsido:1C E%S~ 
of ix3ccsi::ity make a grsntor array of decisions. The typ of dccisio?s al- 
so shanl;c, Ho can begin ,&o dolegato decisions which ho could hot have 

,dclpgatod before, bccausc? ho cculd not have gcttcl", by with it bs‘forz. 13~ 
can m&e his influence felt to Q xuch goates dograc: within ‘the .dopart- 
ments and aGtiz.cios cP the Govt"r:~xQwTt. During pcacotiao WC ha-To comm,cfce 
pryyams, we h:kvc thi: inkrior programs, .CJC hm~z ngriculture ;?rogrzms. 
Spxial interest groups are3 ikxturall~r oonccr~.~d with those progrnrns above 
all else the Govorrmi,n.t d.oes, L-jj<;;>;Jj.; 2 individual mc&ers or or;rrLmj-t;toc;s 
cf Con@ws:: $A0 arc3 'c03cern.od wj.*th 't?j.c;GO activities tend to vie27 thorn in 
a proprictory light. The p*o'bZcm u.? ~wk7E.n~; coordination, of qchisving 
unity, is prfoctly trxxondous, bat not of 136 and death importance, But 
when war appears an ?;hc 'hotiizon $ ocordln,a,tiox bt:cc;ic;! s of Xi% and death 
importamc. At the bcgizxixg only smal1. :ilc?as6!,wcs to 0 sta'bl. i sh str onf; 
dirixtion nrld coordination. can be tal~~zn~ Gi-0atGr SWbridi:s W.n b0 t&X311 iL0 
wo are 7;blo to subordinate those particular interest progams and the as- 
serticns or" inditiduals and of individual d~pnrtmenks gs -to what they 
want ,, if' they- do zot; fit i.nto Ync nrccesnitis:s r ,f thr: l.argw emor~;ency which 
-the *ountrp fades. 

All of th.i.s has a vit01 effect upw the .~ay the :i),uroau of tho Budgot > 
cm function. In critical periods .i;b Bureau of tia Ijudgot t'r~e~ has a 
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s:PrgLe overridi:ng objective to which it GtXl Ii-l?lfAtO -thG PI-O@-ZilS ..I? th0 
i.n~l.vidw% ngcnci:: 8. Xt can, for irwtancc, initinto,. cut out, or rcorimt, 
undol; direction of tho Prozidcnt;, all sorts of octivit:ios x5'thj.n a de- 
partrmxt which in peacoi5.m.~ are thought of as concwzing that 
dono; 

dc?p?: rtn~~,nt 
and* whila thorc mny bc s0n0 squaxEing, tho clc"6ion.i; which the BWGLIU. 

ini-tir,lei: 2nd th.o Presiden-i; takes wcceod. At other timo s th;:: ch'~~nci!s 
n I , 0~: r;~zi.r succeeding may not bo very great. 

^ 
XI-I. a -cirecr environrpont, the military forocti themselves t,urd mwh more: 

Ate-ward pro, ~idontial lsndorshfp than they do in peucetime. ITf;qi: pye s.jdon.i; ' s 
role a:: Cornmand::r ih Chief bogins to ornorgo. Eie 'boco-mc:s. a Arong main. MO 

ticdAxx who is We:;ident, the Presldcxwy becomes a strong ofPzi.co. If' -I&> 
person who is in offioc should not be a very strong person as an indi.vidual, 
those i%dividuals and staff off!iccs such as thy Ruroau ol the Ijudgot that 
s;xr:rbund him, that ad-vise him, wouLd a3.1 contrj;2Dutc ntri:ngth to hi::: ~.f:tl:io~. 
This accounts for some 0:‘ the. contrasts thal; wo have no-w as compar!:d with 
-!-?a~*~ early stagi; s of our couxtr;jr, when the Gowrr;mc:nt wa:: sl.mple and the: in- , " 
&i.-tu.tional aspcots of gO"c'r~ment wc:re not hi@lXy dovo%opcd.~ h those days 
ttzc: presidmoy ha;; bccomo an oxaooding3.y strong office by thu foroc of 
cirou.m.stancos. 

Part; o.? the: problem of making that office strong, a:: it most be in 
XEiirtiGlr:, is, of wxwn~3, cont;intxity 522 thC: :;t:ifi' r,,," ~~wurc~:': of th3 Prcsidcnt. 
X think probaKty one of the greatest contr~.buti.ianc tlio 33uroau of the F$x& 
get mrikos~ is the continuity that it provides. 2% knowc what has hc.p.,c~~i:d 
bo@oro, it knows many of thi? foroo:: that are 2% plr-.y %A, thorofaso, x&o=C 
is likely to hGppon if tho Fri:,sidvnt takr:s EI certain action xi; EI pcrticulnr 
1 . vmlc~ I% is-:, thorcforr 

Prcxid& 
in B position to h$lp,bring the: right ,pcopl.c to- 

@Aver whem -the approaches a problem that noods a decision. 

1 recall. ~1.3. a oonversntian with Assistx~~ Sccrc;tary McCl6y just as 
hc was leaving ofi'icc, % wo~o di,~w.::xIng tint arrangements to bw mdo in 
carrying out thi> Prcr.~id~nI;~s dmi::ion to abolish the Office of Strategic 
Scsvicos. In talking about the problem of @%.ng coordination and the 
cf.'.Eect that changing pursonali:tic;s have on thnt problzm, ha said. somuthi~~g 
like ul.is : '%eri.: I am abut to lenvo, J dontt know who in going to cow.? 
ig. as my su~wssor. 3hwy time thwc 3.;;: u mw Secrr;trlrg of Ststo or a 
now Secretary of War wo have a whole: new :x9; of. relu.&xlships to onta?~lish 
through SWWC." EC? wont on, "'l?k+a main Job that you fol.ks in ths Eurvau 
of thc~Budg:A hava ic to keep continui~tjr in th:: functioning of' swh a 
body us STmcc~ " Hero IVO se2 0x10 of tho main contri'bxxtionc whi.ch thG eon.- 
crel staff faci3.i.ties of the Pr:isidon”l cc?11 nako for him. 

'. 

Lo-t m try to trar).sIi.ate whr;,t ,t;hio .m@nr& in current mobilization plan- 
ning . I wil1. briefly swr~;arizc what SCOrQS to me to hcim boon +Jhc: iP,^,di;- 
quncics mithin the Txo c1ri;ivo Branch in the pa St;. In this 1 3x rc;forri.ng 
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to inadequacies 21 -i&c Exocx1tj.v:: Of:?j.cc 0.::' t'h.CJ '~~osl &3:-J.';, i.l-i thi; do jy .x-t - 

: mmt:; and npmcio s, in the I~lil.‘-;tnry 0 s-kdJl. i s?xmr:t --in~doqit,aci1-:;3 a ___ 1; -ik: 

-(gffV ,, aLt3ng kbo linci . 

The firs-t sertair!.ly was %hcs Sailura to anticipah> the C 0pcii.t ix.:: 7x-b- 
dcr -c:rhich WC would. ;;o to war, Pih failed to a~rticipati: that 0, p-ixc:‘.p~?l. 
qspe st of cmr war progr”” wou:tc? bo th,r,t 4&c! \J~i.l;c~ d St 2-t .I: s wou~. (1 ix X:ITZ’; 
-‘&. 0 arsenal of dom0cracJr. We falilod to al’iti~;i.p&: i;hr.: J.J~:!?d..-Lu<~,;c i&!n 
unt i I. ‘LX mm ?.II ‘the middle of I& crisis, l’ho k.atral.itv Act was a 
wontiorfv.1 e,xmplb of Pall.i~,g to ar~t:i.cipalm fAx-i i:oildi.ti.oI.J.8 0-f t;hG p?-c sotit 
vmr3.d. The ~p<:rati:t~g pl,~:le JOY J~lr;&:iv~ &>r~~i.~c> ~$22 WIO+,~<~:C. OXST!‘i’;jlO. 
1 hope WC?' CLZ?i: IlOt; EOW +.LX:rii?Y~~ tO i:~XK"t" O!LI IKLJ?.~OVT~X COZ!.l;rUl:3 ~C.X?, ILYjlJi:!- 
izatiorl on tht: basis of 'r;he st33.r~ctivo 

&ri.n~ X0rl.d rk+- f. 
Gorri.co cy::-tc:m -tha-t W~2:: dovolol~~~~ y \J 

WI.: go-t; by K!yj.s hsi; .f,i~~~; bt,: ~tl~l s-z;’ ‘v>.[> id<:;r”,< ,E’or-i;~~~~~\ 1;~ 

’ ir,,hwirq 2. groat OXCBSF: 0:'" '1111;k Izp !:Kd'ii'o ?r , -parti. cul.ar?J tc: ohJQicnlly ?m,imd 

iml?.~JDT;rcr, in con-trast with c~thi:r cowtrrics. 

WC fail.od -i;u xlticipntc the: a.~.-t;mo of the x.r i-LsolI’. It is m:d.or- 

stn~dab1.e why we did this, why we h:?.d th.or;o f,‘,y, ::, :t [,lJ” 3 ‘? I, I, l aw!l thu initial 

Dlnns of the War Depclrtm;xiz ibcclf ILad .to be ssr~;~p~;d. L 3 t xx of -tlx A.-a- 0 I\ u 
of tine Eudgot, as surx~ of you my rocaxll, a!3 g .i St:? ri t;h? .i.rryr’ .k j--r j?Or (2 es jf cJr 

sovcrnl nior~th~ bf:>l’<l.ri> Pcrxl. FI~rbo:r in ~Iovc~.o~~s~ 371. cr,~~~~l=;i:~:~..t;5.on ~.C.ch 
would. ~.tiblc et to ex:pawl h-012 rl sxa3.3. unit to a?n o::.tahl.i::~~~~ic:1~t;. of f; cx2.plo 
Eli 1.1 i 03 0 1: Hi0 ri; 5) w :: Oi7.8. We we rhd on i&3 p r olslom of ‘~ro~:;r.:m dcLLe’J.opl~.~3rrt 
nnd sch(!daling for two or. thfoo yams. Thoro wurc~ oonstxmt charge:: ids. 
pl.am. 

%O &lc;r~~tOi'. Of EC%' VJtXi~ClIX, th ChCiI3.t>tf>r Qf th0 COI2bbt UpCKitiOE,9 

thmx C;3.v0 s, the 3.~33. G in wFA.ch th0 ‘WW Q3B gC;in{g t0 bC> foU,ght, th0.t 5-i; 
WOUld be m0r C? th%ll. 0 kLW--fr oJ?t ‘VCW, that w:; muld bcl: on the di,f;,liSFVO i.(:i- 
q.al2.y we10 not mticipxtcd, 

The nnin conc3.us ion to h6,! draixt 2:: thr:lt WE: c,unno-t an?i clpnte mny 
thiq c , t"lwrei"cre Wi3 should not bc: on the d.c:.formive ,a.boui; plans mral.y 
bocaucc -they h&iLw~ to 'ho chnngiirl, ~E’o mm;:. pl. an with al 1 I.r&cnr: tty, but IYO 
rms-t rscognizo -that o. plan i.:; c:nly t: ba:;:: on which -AU m&c: a :LUW pkm as 
nw factor p tag be ~o~‘-!RI~w, 

‘rhti 00 arc the obvious aad wc I. i - p74 Z j. 0 j. z c E3 622 i c 5.9:; 0 i 0 s + 'c.1 f :;ur IS;- cmr 

plailniI-L[~. There arc a f3.m othar th~~~l;;S ~I&i&. crc les j ctm~.o~~s or zt aqy 

evsnt less pblicizr3d. on0 of ?A0 F1 d , it Gec?;3s, to X(3, i 3 %h.b dS.:r?.{; Or -thCit 
VW nay be 3.ud inl;o bcli!.:virq, that a bwt!;or plan C2Pl C(.xW so:L:Ay frrim a 

b~-l'r;~3- ar~ticipation of tho oord.itia:,.n uadcr which :, wsr ‘-,irill bs ~.xy;~;G. 
TP.ILr;, WC will g~-t bctt& plcr:.~g ; bul; a ~~~“lyt::~ aa-t:&na-tion :,lC>lL,:i j. s nc!-t 
going -to solve al.1 our problem, so:&3 of which I -wish to focus op EL-%. Lh.2 
poi&. 
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One not sufficiently unrierstood or publicized. lesson we can draw 
from experience is that industrial and economic, mobilization on the 
one hand and military mobilization on i;'ne other can occur without mobili- 
zation of the Gavw~ent as's who& and of the Nation &s a whole, Thi s 
assumption leaves out the vital fact that the President's role is of 

the character I have depidted here, and that we have the problem of 
fitting economic mobilization and military mobilization into the mobili- 
zation of -tile total Nation and the total Government. l'dor~over, I find 
little recognition that mobilization must take place in.tho tqypo of CXN~FOM- 

ment I have me?rtioned and under the leadership and rcs$onsib.i.lity of a 
political official, the President of the Unit& States, 

I . 
Another lesson, it seems to me, is that we must avoid rigidity, even 

in the initial plans, if we are to keep our minds flexible. .It seems to 
me' that we must deal much more in curr*ently usef$. generslizations of how 
t6 procreed -than in detailed organizational plans, In planning for the 
last war a it seemed to me that we failed 911 along tho.linc to put in foot- 
notes for contingencies, '$0~ aJ.ternaSivo approaches, for the fact that wo 
must scriq3 plans and develop new ones 'for difforont phases as the phases 
'progress, 

One of the groat obstacles which I Frankly ant beforr: you is the 
fact that the President does not have oivilian staffs th.n,t arc adequate 
to engage in advance planning of' total national and gav~rwontal mobili- 
ZEr-biO’ll, The 1Tational Security .Ao,, * of 1947 now boforo Gongross 'makes 
provision for planning machinery. Paronthotioally, may I sajr that. tho 
amendment to this bill changing the name of the %,ti.onsl I)efi~nsc TZstabIfsh- 

The p?oblon of ment to T%tional Security Organization is urfortunate, 
m-t ional security is not alone R problem of military soc~urity. I,i; is a 
problem of mobilizing all the rr?sourccs of the country. This bill provides 

1 for a Xational Security Rosouroos '3oard and a Eational Soourity Council. 
which would take the load in the bro5;dor 'qfpc of planning and programming 
that I havo montionod, Nilitary 92annin.g and ooonomic mobilization plan- " * 
ning will nlw~*ys bo hsndicap;Jod as210n;; a,s m do not have a dfllnmic spoar- 
hea% for across-the-board planning. 

Looking at tho problbm in +&is light, the plsnning job most, of.' 
course, head up ccntrw2ly in the Gov~;rr~.~:nt undvr th:: Pr~~sichnt, and 
gust utilize all the faoilitics and rosourcos of the Govornmsnt. .?%a.% 
will give you B place for fitting fn your offor, c in a much more ~ff’3cl;ivc: 

manner than you can do nw, I would oncourage you to pound t;h~ tablo and 
orate about that 2nd do anything you can to bri.r,g about a j racognition of 
the nead for those central, o,or-al?. govornmr~n.ta% p3.annin.g facil.i?;dcs 
for mobilization, bccauso you will always bo greatly hMK~i.cnpp~! iuntfl. 

they are craatod. 



Peading that, or (x-on aftor such fac,:i.l.?.tics CUx3, &I; Up, ik 503ZI%3 
to rw that mobilization, plnnxi.p.& 6l:o~.;ld r:?c::i~ro i-t:: pxatos-t offort ir. 
&7020pix?~ pl'ogrwl roquirem;:nt:: o;i;' tot,al rao123.5.zaticm4 Zn i~2vontoryiug 

the rosourcqs that are avail&Io, axd in dok~mrining how the ~::so~u~cc.~s 
$&a-l; CI”C l~~mj.labl.o can bi: COEVO~C:~ $0 nc‘W- ~o~KM;: 77kich 'w-j.7.J. Ri, sd 

to bo &+olopc;d at l.~tor ,@xm?n to fill up the e;“pc, Tim t ‘kL s cm1 0” 

the pl.nco 8 vdxxe WC had se mxh -trouble; in tki.o 23G.t umr. Br; did r?ot 
idcrl",ify the program gaps; s&e;:>. 1irrj (iid, ~ci did i)Ot fil.~L th..(?l3. Il.2 SOOTt 
enough. 1 '- 

IL&y2 qpin %2 can driiw a '2u::son Wm thu cnrlior, industri~xl mobil.L- 
zation pl.~II.--?XW~~ly, that ..~wc sh<jill.$. do n:: %horougl~-pimy a ;job 25 wc 13:m 

"ia $~~~j.ng 'c&o procedure ;: ~through ~whj.ch thasc pro@r"am:; can 'bo ~C.:CX d in 
vi-th ~22Ok o",hor 2.nd with the tot a,1 r:f?ort 3rd ix Jccoping tT10,7t: proccd.uros, 
WhO~thGr t;hG;y arc rorllls or dra_t:;:s of CorLtracto or d.m.:i% of’ l.c;gisl.ntion 

or z-c: ::crm: per6@rXK?l 0.r w%atc+i.wr 4AOy ,m";?, c03.!~~ttfl3Ki$ zdjustod to 7N2Ct 
the nc?ti' c oxditioas ins afar a:;, WC: caz mdxi,~~3~-b~~ -t;b "rz -, _I .I_ -b.< l 

.I &of. w0 Oi.Lgh”G to go Sl.0nl.g on do-tfL%lod oreanj.zn-t;iounl 

On Qlr: oth1:r hand, 

~schmo 3; pnri;d.c7rlarl.y 

for the over-all. opcmtim of the Go~wm.m~;xt in a w.r w-i sis, Ia..:ccusc I 
do not ba:i.ovc: that azy -prccii;s and. :mwt I cx!. OUR ly c3.r ? ncribcd.~ plmi -uwt can 
be dove;]. opod will. :::-wr work or ~ci; ac~oplxd. !Tc shou3.d tldxk cdx:~.rt it 
and dcwlop c 30-t of hypotheses and. gcnorali.zo.l;iona, v> shoujd do a1.l 
-the advmoe . t. .T_ work thn-i; t'z r:an; but the dmgw LYL ~l;i'tw.ng :1.-b dow,~ 013, a 
chart in v,, I -ikink, -t&at in -iA0 2013f; 12~12 it ~si.32 a20~t 3rj.~if2p t::r:;tl q7 by 
jl:liikiz~. i.mm 

';f 
- '& SSib1.W th0 tlCCO.pt33.iCG Of th> OVl,r-d.1. ~?l~~?., with $hc c o:-xeqwnt 

10s s -t;'no fir:c! pi& mid &ovd. p.k-o&dwal .wd C-Lxz-td-by ;I'eaaturos of 
the npro dcta&d >,ro&~dural p1.xxnj.q;. 
sholal~d bi: 3A&tatcd Liz 

The 'hca -t;hO.-!! plxm 04’ this sort 

I: .oar1- -ti;?;r?c "Of 1.0 i?d;~cr 
advnnco, as often sugp>,c;tc‘;d, raakos xx ,+uddm.- 
Tmy cl' &ii :.:uri:.l~~ 12ational pmL!.yd. s in ti1.c of 

P 

, Thcrs j, (pi' final -thoq;ht th-t :r: :$xal~d I.iB3 to -t!lrOtv &J-t, I ml 
ri:fi.2yriq; to a probl!:~~ x&i&. cc;rtainl,g fact;:; '-the osur~try -today 5.1: a ~q?- 
tlltlt i2.0 O';hCl* p?L'<>blC?l f.iCCLI it, A ::: " :'!3 c or-1 ::: i. 3'3 1" %ho con%inge~-cius under 
:.:.$j,& 'y.rir :s,ay ;xl-j.6~, lb:: cKy. 8'2~: --b&qri j,nc:c(~- c-i vi 0-l /t-L>..--t>,ey a.8 thi-, product of 
iLm:togicnl conf:.ic-t, You have o.ctm, heard U-x phrns~, "$:'i;:> v,Q:~ the 
;.n.i]-ri-i;ayy ba-i;-!;lc, &-tj ‘k::<; &;~!~ rl(7-i; y:f; '*(c)y: +?:c: ba.&],o of j&:az, -;;ho ~r,r 
0-f -:i &yn 0 " t ,c.o* 

It ~s0~x.m to me tl.ipt today th.0 WL cko s-t 1. i.?-ik rim:, -2~.o ?kLOl. 0 '7p!:;:r T&J~l 
'of our Gowrrlrr~r L-t dox-.e;:;-';iogl.ly Rf$ TjQ$C> GXtJry C&It OLX f0TC~~j.L ~lrr~g;~~:;, 
wi?.::'c&2r +~lqr be rcPj,i.:f ppq;rf~:ns or vrha-tOv~r they jqr bo, is that yi'o km-vi2 
no-t ~xovcn into, 3~ fakxi.~ of t50::~ progmm tbo ;;l.mon-i;~ 0.~ r?ali2r~~:r:~cy 
WhiCh WOrC XOPCE. ov3p’ iA? yc:fW:: 5.:&O tl!o Vijry -i’ayJ1:ic of &<:i co&trTJ as 

WC d~3al-b nitA CEO orisis af-i;or another* R: t:~nd to think I$&, 2s' :iw' 
dov::lop 021 cc0mxi.c prcyym, 3 fisf:al prograsl, or po].jtj.caj. mcjc7.7.r~fj~ 
Tim can solve corm of thi: gonf'f.iots that mist aro~;~~l_d'-~h~~ world, 
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Wo arc; dealing, as you s 0' well lmow~ with rr; wor1.d OS tromcadous 
iswta'bi:!i.ty'. 1% is unsttlblo beo:ausc: pcopI.e O.X undxblo or irra~trimd. 
Tl:c adequacy with vdxich those pcoplc; CXJ. approach t: now' s itua'i. i or? do - 
pends upon the extent to which thay can bring into'play what pnycholo- 
gists call nc&ogical pro~osse:;; in oth0.r wc;:*ds, the oXtWIt t0 :WhiCh 

they do not hive to use logic', thct is, wi,sdom and knov.rIcdgo in r;nking 
now dcci sions or in arriv3.n~; at a conclusiovl c\s to who.% they .sho~2d do. 
1.:; dcpmds on tbc oxtcnt to which they do things spontnnoousl-j booxLmc: 
t11oy arc? conditioned as a result of onviromcnt and training; to opwato 
or ro'3,ct is d particular way, 

, yho Yxr(~ Upmting (3: pOqfh, taking; than but o;r Choir. soc,ial, 
groups, out; of their fami.J.ios, out of their communl.tic-;n, oi' course, 
brings cbout %I trcmcndr;J. 7 s unbalance in the cx'ten$ to which p~:rsons hclv‘ij 
to :mIp: theso logical dc!c:isions. Most hwxaz being:; do not possess the 
s"cabilii;lv nLd capnc5ty to make many decisions. '*"hut is why s 0 matif in- 
i,~~vidual~ break down undcjr the strain mil d:;vel.op cgcoontrici-ties, 
f’rwstmticm~ -J Poara and other mgxtal and 3pir:i.tu31 s%ressos; 

The mm0 fat% of vmr pro,duccs a brealxlo~~l 9.2 sooial i3.Stitutic~31,s 
2nd ind,ixidual :stnbil..i.ty. 3% m~ls4; $hu:; be proparod; Per chow. p~-:rs~';ns 

' falter L&d& tlzo strain and find themcc1Tjos cmlght ir, t'iq ins!,o-urity 
tlwt arisoc ~j.hw they fosl inadoquf,te fo:r doaILinG with their c:.~v:iro~~~c:!~ 
they grasp at the Sdsw which the social otructuro holds xx% 'to %h& 
fror; Yhc "top. iiad ~1.1 sw,*i:r ,-'cllo worlrl -iiho m6in idea that is bc:ir:.g 'hando(2 
out to thcsc folks is the idea of Colr~~uniszn. 

T?o hold up the merits of' the domocrcltic form of life, but xc mainly 
talk about it rsthar than live it. It .sc::ms to mo that ?c;~~oc~acy is a 
probl.c?n of indi?iclua.l J.F~ing, a r;r,?y.of life, the mny a p rs~n lives In 
his relationship With his fcI!_ow pc"pl.r:, thoeo with, whom hc' ocjmcs in 
contast in the office, in ,tlli; fanlil-r .-j, or vfh~rovcr hc is .. J. major prob- 
lem of mo~ilizatioti pl~z~zing in g~~ti!;i:rlg rc;:;dy for any crisis that may 
coma is incorprxating this -uvcly of dcarnccixcy c: 9 'I p Wt Of OUJ: in&i.4-idual 
Xly Of iZLCti3l~, of incorpdr~~ting i.t :in ths ~organizaticn of whibh wc aPo 
n part, c!f assorting it and livir?g it abroad, of bringing; it in-t& all 
df‘our rcla-tionsl-rips with th;: couxtarios and poonl6s wi,th wkic h TIC; are 
dcnliag. I-t in liot something to bc kc-p-t 0% =. shelf and drr;;tcd r>ff when 
a spwd1 is made, 

I It s ocms to 1X' ;;;w must give far more a+Aon.tio~ to th5.c: wh0l.o f.ioJ.d 
of pubiblic apinia and human behavior, axxl of the psyoholo@cLl aspoets 

* 04' those ideas whicki hwe on&uri:~g guzli-ty. 'Unless VW can rro%d the 
moral values rind the roquicites 

thc?-i; 7~ ars 
Of demOCrati K:ife bto d.l'af' the plcms 

x.zaking a?-Ld cxrg than f'orwrd nzl c dynamic and dffoctivo 
basis 9 the tcchllolo~ical and other %ypos o$ mbilization plamxing arc 
not going to be yory ef:l'fjctj,m;, ' 
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Those are some of tha thoq$ts -&a% occurred .to ;me as I looked over 
yoUX pr0grEan am% though-k CLb0L.d what in z13y own cor.tac-k Wit?: thi: pri;Godsos 

of government daring the: last fW,r years rn~&.t bc of most inkcrest, I do 
not knos:r, Goncr~.l. McIGxL!xy, whcthor I have -touched on ~~nything that is 
3xx~. I silp:~oso most .of the;;0 things are old subJ'~cts to you, but at 
lcas't thost: arc the best though& I have on -this subjact, . 

c2.mEaL. lA$!maJEY: may m-0 no-l; at aI.1, old, 
Ar'i there uny yu.ostiOns ? 

They arc? c-:xce:L;mlt. 

.' 

A ST,tlXEkT : Do you boliwe t;hnl; form&l.j..z ing. and ~t~~n.dard.fsing "the 
'WhFto ~~oi.as(3 officw $0 p.~ovidl,: the, Pro::4.&$& ~5th a gcno~al staf-t ~wou1.d 
Go o.f? ~SS~:?CWLO~ i,o- Lho prr:cj$e)ncy in fo&,tili~.-l;ing. pl.z~~ for ~,oonoxd'ic 
mobZliiation or $or natiorial security? 

;:jg.t. $! y CjlTE $ ThaZ; is D. vary good qucc-tj,on., hecaus:? i-l; is' R ::ub,j:>c% 
in which' 1 fT.nc?, a great dou:i of jxtc2roo-t around %h9 ~ouz.t;ry. &ll;F. 'pr 0 - 
posals hwo bocn'mado for " s-hoi. &ti?aing oixt con.f'usion in -!A0 ?Vhi"k %x.x.~::. " 

Let me phrase my tsns.ver khj.3 wan: 2h.c: prohlom of pl.EExkl.~; -",ho orgaKi.- 
x4-tional arrx-q2mcnt:; of kho Gglrornmcnt during wx%Lmc is pert of EL prob- 
lcm c-d' plarmin~ the programs md. problems of the G~ovcrrm~~t durin11; pcaco- 
-tirlll, You. cannot pit off into on:: corc.partmc:nt n ~~rolap of plL'i:flnory' L!szd 
s qy : "Nmv, ywa '0l.k:: T-: 
Imnta for &3p:;.ng 

h<rG work: on thr: pr ograxns and adminj.sf;~zkivc a&:;ngo- 
with ap" icul.tvx al, natural. rcsOurGoB, or .foroign .$d.~.cy 

problem:: in pr:~z~otim~~, " and -20 nno";hor group s+ "TWX dGll’t n:X.?d t0 
worry about the 513 pcacotmo progrmsq 
ing xxr . " 

but y&x plan wha% my: xx: cd -to do ds?r- 
'Wctr plarlllin~, gram ~n,Lt '0:' ~oucikimo plnnning, and .vj:w vwna, 

p? (2 cxw1 so I-1 the procoso ~;'oing OL cvcry CL+, " . 

.A"l.ot of it looks rathzi cii:-:orGcr?.y, Somr: of j.t is 3. bj.t tiisordorly. 
I", i G 70-t aui-I-0 A d 
support h&l~ 

8.3 Zlnordor2.y c 0°C .?-I- -j 'Ri2 :j i*.4u _..,.. 3. :; j.-b 1 (-J (J!<S * I would. c(xk~~i~ly 
n-tar'?' wok+k; d.om a': tk:.: 3.cm01. o:I‘ the' pmsidcncg ir, r2lO.tion 

to ,thi s pr oblcm vOu 1x1~ m::ii'ciowd, Y 'hu:TV i,t; m.n;:t bo gp'ir:,r'l into and rcla-tcd 
with other pla:xni~g offorts. 

The Natiorl.sl xocurity cOLuxK!. %at if; propoac;cl k2 tlI0 NCttional ~ocmxity 

UPLI. is, I -think, a :;tmp in the ri$$h-t "cliri:Gi;io12, 1 aiu. uot q-L-lx so mu& 
conccrnod about who is on. t&z Cousxil, Tiif!:i:: ]li>C, (1s to .I:,0 v,ry ffcxib:!c, 
The:> ptt~'t that tile individuCt1:; pl.~,~y IL(>c:dz> k~ b:: Pl.~xi?,:l.(;. T~.LI, ;.xT,~z thing 
is th3.t l;hi:rr: bii some skaf.t .zan sorvir~.~; ‘the COlanCi.1 ~I-~110 ix r:;EpO~l911310 to 
f&o Prc?:::idcni; and who c~&. mold 31.o $x,ff' work j.z? this .fi::ld i&o -the resi; 
of a0 ‘pJ.:i.ming nm; staff work: under the X3-s ~:i.dr:s-t. 'T'hj. :: :; 'c,aff a$ a extant 
W0UI.d. XlCcd tcj Work 1185111 L?l glove with 'i;ho h.rec,u of the Bv.rj.~pt~ !IC: iKJUld 

have to -%io 1;hc @LUJ.E~~~ b2cj.t: j.n-to !;h.(.: Corxfls~rco @cpartrilc:nt, i&x BgrinuL- 
Lure, and the Stir and NJCTJ ?3cp~r-tm0n-t~. I+ r:h.otQd ho1.p g<,t our si,#.fx set 

. . 
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SOi70 Of .t?tC.> ?JT”~X$~~ -b!t;~er\~ S kha-t I XO?lti 092 c’-* into ’ 

ivhick. tl-to more’ ap”cific aspcx7tx of %h:s ?:1013i~~iz:*ti:,n plm c:.m “f2m2 5r: -i;l!L& 
. 

This is lj.Gt acCOl&l. i Sil;-c; ‘r,y SC+; i: ills:; lXI, 010 Bi;ELf? for -th.o &‘V :J i C?lWLi;, 

I do YLO~ thi~~k tha% COLI~~ pO~~i’ijl?/: BUCC;!.:C;d. ThO m0XciXt .Clny oiz2.g1~7 pCXS 072 

.i c 4;jmc]c&-‘;ede a;: ~~c;i’n~ tl.1~2 

l?Y i’! t.3 :t(.l, 0 ill;, 
1’ 

“‘dqnxty pros,idc11t” or’ %I10 “auxr. $!go or +A10 

ho has a o?m-way tio:r.o-t $0 IThe g:LL ows of arkn~nis i;ratiws 

~SLi-&xi. Such an individual c:~mot ourvivo ir. the polilzI.oal. Lc.w:j.r!;1~:z!ti 

klxt-.l-: i;hfs country provides o A&. ri&tl~ SO. Tha i?,~kll~W “of OUT pal.j:tri.CC2 

~y~tm ,jUst does riot permit i.t. Ia the 

zntir)n c,cul~~J sw-vi-w in th3.t sckting, 

same xay 2.0 singlo staff ori?;a5.- 

T%u ~~1l~t~p3.~~ ~110 of a3 lh~ldcnt 
.Sho~~~t which 1: talked. onrlior prccLrrd0;:: sic po~cibfJ.i%y of bin boln..g * sMT:d 
jJ;, -!&o lTp+y j-n r;&i& -th:l ChFof of $+:;aSf j. 15' :;crv&l by a Gi:ncrcl3. d'i;t\fr* 

oL.ic of -the str'2?L~;ths o:? -the Il!lm?m. 0;: .&c, I% 1 r:&y; +; 8 ,x: D. si;c:W a;:t,::,c,;ti 

is -t;:m-t .i;lrr: Prosidou;f; has o"ihcrr com;~atd.ng source R aF advice, and. r,Zcnning and 

a,-,si.skcnncc which cun of:t'sc% i-t. That j.;; (Jn(,; 0:' t;";rJ' p.;;1SOr,3 -t&y +;b .S;;r; $l->i\rO 
Offj.co of t-,],lc &-i:f:i&2& Blj.J:[. ,ylcv~r 'tit: r:. si~gj.0, 0r::j~:y:l.y i;lx-tf$:i; ~-j~j.ch hi.r~.idn 

up to ox> porr;on. .wh> servos th63‘ &"!-1r;l&J;?*~ 1zd iLands hirn~ 52x1 -r;hr? ad-r:ic:;, 

C'f~~$J~w;$ & XINIBY ; I an v:;ry XUGh +t;yp; &<>d jJ7. ;yr~l.lr ol; :;3f?vYtti 13i’1:; 

fibCl7l-f; h<CWi.“G, Shll. %‘O %ly, 8 r;,.a:;t;?r ;,?.?,I!?~‘:.ir::; ;;r!Mp 8dt?C\‘!;:::d. h I:tik~ 

-irLJad pl.a!:-ts ~withix? tk;.o acopc of Whj.C!L %hO (l‘i;ELC:r d~>~~?l.T't!~O12.tS i;!;~Uf.d PW.!rCi 

thir pl:~xig,~ 33ut 1 l;lu.& o’bscrvr: th3t ‘i271.i;. .?r)i*Cr, i: 0:i: 00 o?mr:ly WJuld w-r- 

hi.l:1~~ bar;-ipa r khg-k goup izi ' 4 xyiq.; i;o [:0-l; fr WI, ic212 Wid.GrlJTiE~ OSf:C TiZC.- 
ticir;e t)).Q i:$ormqtion th.::i; Ghoy x:u::t h:xvr: in c&y.,> ca. ,,c%ion :7-i%h 
p?m, bb0a?Lse it is in eizt type r,f I:-FI:,rIk 

-their, g2~:oral 
x)1oro most cof the, cuts cc~u~rl bc 

83$3ti,tOd %C ‘I:c nppl.i~ d W!NE CO:L~TC.;::E: CLI-l;:: 't~::ck %?A.I ~c>~::cIIx:c~ fiu~tlg, % 
., I<'&. ,yj 'j(j I&! : Tj!.:yt is a -trtlg;,dy ! 

Gjpyy:QJ,* p&j>; ?'z-JJzy: 1-l; is 
?2t!icr t&cm 

3, i;r:-,t;:;.2.y, 

the oppr.ator, Tip:! @!.a;-scr;: 

U; is -k&o pj,arq2,1:r 'cE~:ik ~?or::s 
art3 -&l (j:,.,;.; 2; y&() u3I’e &.;t&r thr~ir 

hc;a <in c71.t off’, DC, ?;ha$ +hct-t; ~o:I.;, -;:Qu].C .:..‘j.;~~tl j.,j,s~l,f lip &~i,? yii;hn& the 

‘rnderl.yil?.~ S’km..wfxm.; uyx; n. dli 02: j-.i, c \3Lllii jJ;> 12fJ*(J(> c;f.f~~c-l;i~~~>* 

A ;;jy~j~[ijyJ : To vhat cx-1; ix,'; di' ;:~xP,I. thin.k f&;‘1-!(? -o:.d-1.j.n.:: 
be uucd irr a ~~x-tixc orr:~~izntjo;:.? i.L‘.y,-, 
'v%T; y' ? 

tYho;r 1lECd 
n;:i:ac iea should 

!: ou.~d. WC.? k;avx> 1pb,-4 & 'k&-&y llg <; &' -bJ L!s2m? 
;?ropk; rig d.u.rin~ t2?c; last 

]'\!rpL . 
in -thi; 

:yIL' (3N'jj : I prticipc-tqd, for wamp%.oz in tl, KZ;:I~; 
early days o.z -121~: ‘(:i“?,r UE *I;0 +J:l(;th:,:r ' th 0 DO pa &T:~J y1.I; 

m.Xy~ J.j- sciz~~j,on~ 

bx:mjr or S.t:xto &o&d' S;&o 0:~; ~&;~~j-i~, 
0:;' C (:::u::J r c c: (Jr 

0c;rdxi.T~ fI+.rmtiorrn rt:latj.rg .t;o 
(2 cj 0120rllic xg.y:t'r.3:ti j.71~7;:ci;irj~:s ar:d 

OrLo of the insui?= 
s*l;?YL';c,$.o ;Qe'ct:rj.c~]~~, 

*fi.El S S OIilc~'i;~lji~g ?7@ 
tht cm:ro%antly arbsc.:, 

piz'::c1,J.;>j,v'3 bl+rj.y).y, (&C*, 
OaGO ?;hc Pro ai!:e,. I;-; ,sQ‘g -i;J;g& 'yping 

'10 whom nhoul d J~fi 
had to l%mo i'cnTarc:. od, 71":: E:* ll.()Vi S:lO?"ll CJ &:: (y c, ::*l&j i]Q% 

give 1;hcJ z"i:'s;porzs ihi:i.~ty? 
it. 

rll 

PC!? s@no of t21:: 
*IIi;rt.! yra i.; frro:.yi; r;o+,jgc;-~ii;iou. 
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out a solution the others would acoop%, JYe mat -togo-tht:r CI grc?,t YXGZ~ 
mcrmran~dn 011 thC> d.iCi”YK!ki-VC :>’ t11z-t -the J?rc::r:ihex1t could ahk, pc.dki:--!g 
out -~i?lich nltornativo soomcd to be t;hc> non-'; useful approach, 12 -this 
case the rxxin. cluster. of'oconorxic ~zxrfaro activities did not fi-t (:asilg 
in:to any 0x5. stiu.1~; agency, 

lk oorx tf~intly ran. into this s~tuc\tj.or.t with the c:stzblizhcd ~OPW& 
monts : They arc or@a:lil, cd for cnrryi.ll~ on one sc;t ‘of funations, y&y 
do no-t NI sily ac similutc: 3:~ f~mctions, Xothin;; short of a miraolc cr;n 
mom a large, fm-flwig c:-:tz2:ti?l,:i.~hmmt amy from or-s mission ,to pcrforra 
‘cmchhor mi,ssion. An organization is not just a lot of people pxk -to- 
getheri That is a mob. I% have an hrganization 0nl.y when the persons 
in it 'have be~omo habituated %o working relationships, traditions; pre- ' 
cedcnts, and. px'ocosses and have learned to react to sacb -other in such 
a way that .thoy know how othorr, are gtiing to act and their ncods. only 
in this wqr are institutionnl methods .of behavior dnvoloped. Itisthf2 
only way you C&m got a proi!lxct. It is the only my an organization can 
function, 

Our civiliarl r?sta~l.f~h~~nts on .i;ho whoio do no?, assimilate at-titudc:: 
and dootrino that muko thorn flexible. RE:pctitiw: espv1:'ii:nco, to~~othcr 
with i.narioquate pLanni.ng and mc~.nagcrial .facilitir::s, rx&x: .th-?rn currbvrsomc 
imd immovable. That was d;ho problem that; 'WA:: nlw~ys con&&&q us dur- 
ing the yj.Ti:;r. Cou.1.d WO, for htancc,. got a Pun&ion carried out btittar 
by ansi&zing it to ,tht: Sccr::t:xry of .A.grioulturo or by sottin~ up 6om.o 33~~ 
agcnc y? 

I do not tkixk W; u s;:d t?lo old. agonoir;s imoilgh, -ire XLVF: n vast prob-' '1 
loni in ~m2king +A9 &p5&m::nt3 and cgef-loios mar 0 fldltible and gc;titing bo-t'tcr 
rnan::gcmont at th top Eve:r! with IIIOL'C cL'f<>&ivi: and wield;li departmental' 
admixistr~tion, I thi;k tho.t ~&on 2, now :Cunotion oom<::; along which is a. 
sul~stn~kial departure .f'rom old function:: and .xvhich mu:~t bo brought into 
a producinz ststo $rm!~c:di::\tcly, w!:: probably would -wx.~L / t 3 s 0-t; if; u-0 as 3, 
new a f; 3110~~. This is IW~; ulwx;li;s n,c:c~~:;m.ril.y trtxo, hoi;Jcv+r, Thd p;inolppl 
loss011 in to bu propnrod ,to do it ~<:l;h~ WAY, dopondLnis UPOR conditions 
which 'i;hc?u exist. : 

As 030 illustr~:LtioIl: 1 was al-my:; opposed :;o set-Xng u;j -5% 1%~ 
Slrippiq; A~~inic.i;rn.ti,oil sopara-tu Prom thti K:ritimc Cor:uk.s~j:o;~~, Undsr 
Titl,; I of -th<: Fir s-t; 'Uar Powr:ss Act i-t would hava been possibli? to ~,x.rt; 
cl1 th<> functj.ons of the &,ritimc: Cormr.icsion. in its chai.rWx2 zXx!i 50 haW 
,plncod the 'Was Shipikg function:; also in -lb Chairman of tile &~itirne 
C&mi::::ion. This' would have placed a single ntl~:xLn~.s'trni;er ix ch~gu of 
those ini;Grrula-ttid opor.xtions~~ hs twd, i;ho dii'fusod ruspoasibiliticS 

rr;l I ‘-7 p! ;-;-y I’. ,, -: [‘;;~; :y; 1 p y7 
i .-I ? ; i !.‘; !i ,‘-. : 1::. ., 
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of tho Commissioti wwc rrmiritaizled arti two a g ::s?,c ie ,s ws r c: i r~.e 1; 5. tutc~ (IS :~~ax-to d 
for the most pxrt by p'~rsons W!a~i%g tVj0 h~t?~. ‘Chi.: c,rlcj jy :;:i:i:i; 1~1 I: p:o ct 
confus int;., 

GE~~IU~I:, Mc$XNLEY: I 'am vary mlach ir;tcrcxtod in your reaction there, 
Do you bel.iwc, in the uven-t it soems oxpiudiezi; to ;:a i; "y rxc)w c! p'?m: ,, 0, i(? c 
,znd T!~O wallt to move i'r;st md. sway .f?rom "ZhO rout inc: Old.-LzElG <2 <g OXI. c 1. .I 0 , ' po 'I.w 
should recruit huavily From t'hc 01-d apzcios? 

m :YTONx : hbsolutcby, 
thr: por~on;; who are ndjustnbl.; 

1 would -bike out of fdx: old aqmcies all 

or oourso, 
and adaptnblo cnoragh to Pit i;ho nrvx ortot;; 

you are li4oly to sn.oc>tanter corflictn mitt1 the o1.d :q;:ncy wh:'toh 
at kh: n wo had, but thciro is 30 altcrn2tive. 

2. STVllExT : Do you boliuvo that the T.CI'/ agency cou%d probabl.y best 
50 fOlVEd. 0U.t Of a plC.l:lrli:lg Xt?AC~lOU~ in the Olc! Qp::nC;y WhOSO fUl?.C’i;iO:2.s LX?u 
l?lOSt related to the ~CW furiCtiOI1S? 

IMI~ l jryy-JTJli : I do not ICTlOW. If you !;c tlmy. the rORti:r of old-limo 
ngencius, I cannot sc:c rr;any, if sny, th:tt cou3.d ho given an "3" for 
"Exccilcnt" on their capacit;r to oven plar: wh:xt they hnvo now, 

3CxXRAL lticKIxLEY: a$?, stone:, VW corkinl.y apprLci 2% your comir~~ 
hero 'amI givirxg US this rory ~n1:lghtoni:a.g talk thi:: mmning. 

& ii> 

(1.1 July l.,94-'7--45(3%, 


