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CJLO? L'ST Ahm. ‘ ,e;w1th us thish afternoou an old fr 1end of
the Iﬁﬂus r1a1 Colle 280 Jr, Wil 1am Y. E1liott, & tember of. the staff

of the thOUl of" Government,of Parvard Un1vers1ty.‘ He has partlclpated'
acthQl” in both an a&v1sory and adm1n¢strativé capacinj in government
here in,sthlnsuona The subJect of ‘his lecture thls afternoon’wlll be-
"““vanl a+1on for Clv111an Peqvlrements. ‘

DurLag uha last war Dr. E1110+t was; closely assoclated-wlth

Q. aas actlvelj partlclpated in civilian reqdlrennnts
in a ,artlhe pcrloq.r InaSﬂuch as 'we consider. that .an economic mobiliza-
tion plan &8nnot Ye ‘como lote wltnout maklng adequate prov131ons “for
civilian requlzementu, we *eel tdaﬁ it is partlcularlJ timely that you

, PGCPlVV a lect re of this klnd rlght now. For that reason, I take great

PN
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A Du. T‘LLIO’"T ’ Colo“el Stamm and embers of the Indusurlal
Co’l 206 of the Armed Forces: I 1iks t6 beé thought of as'a friend:of
~the Colleﬂe,’ I hope that Jlll continue, I have usually spoken my
mlpd preLtJ *rankAy herg, and T have alwajs erijoyed the discussions

~that have resu¢tad from ibe talks a8’ much as anytblng in Wthh I have
taken nart.

, T“e Tnous ridl College obviously is" g01ng to have o treémendously
ul.flcuTt. sk not onl} in actual ope"atlons but in staff work 4n the’
‘gourse of . any future war, a nrosgect which all of us are ‘looking at
today with myes morﬁ open than ever’ before.. Tf you W111 take the trouble
to look over the remarﬁs that I have made Here over the pust feir jpars,’
Syou” w111 sbe:uhat the 31tuqtlon wlth which: Ve, are con?ronted is mo - :
surpr se so far 'as I am doricernsds - When I'5vas. "Vice-Chariman for

Civilian Roculvemonts, I vory. nearly was firéd out of the- War Production
BOer for trying to -attack conditions to Lend-Lease to Russia in the :
, last scages of the war ; and I cértainly wanted to stop ‘thé priorities
on their r‘ponvors1on pro~ram,"wh1ch rated, ‘with milita ry triple A
- priorities,” alead of evorythlng excepb ‘the Maphattan Project, e con=
tinued delivering these reconversion Lend-Lease suppllbs for Rusgig-=-
until the last three or four, nonths=-t60ls, turbines, ' gcnerators, and
many. of the things thiat are the most cribical needs of Russia for her

TR pbtantlul SlnCL trunsferrlng ny ‘v;v1t1es after VJ-day'up to the

CUEiLL," whcre  ‘have! baer.in ong cana01ty*ou “‘another and am now staff
director for a:couple ol congresSx‘*al- ' eg, it has been my hope
that we coulﬂ stop ‘that bu81ness sooner have. It has been an

- inecredible spactacle; 1“hlch hlstorj “wkll write do¢n ds our folly.-I
hopo not adding”the: nostqcrlpt "Whom tbe gods W1sh to destroy they
first make mad,"
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cut down the operation of uhe ClVllldn economy rmore successfully than
in any other way. The simple device which was used was to say to the
branch, chiefs in the ¥War Production Board and the division directors,
"Unléss you control your material with.an L and an i order and limit

it to its essential uses, you will not get it imported." That was very
persuasive. Leon chderson, as head of the Office of Price Administra-
tion and CGivilian Supply, was extremely useful during those days. To
his credit be it sa2id that he was prepared to take strenuous measures
with the civilian economy. He was often far more rigerous than the
industry divisions of the Office of Production Management or later the
War Produ0u10n Management were themselves., But his persuasions, which
Wwere publlc and in the nature of berating, were not always so effective
as the simple device of saying, "You don‘t get the imported materlals
unless you control them." ~

It is very usc?ul to have- one simple power that will enable you
to say "No," and it is essential in the organization of the civilian
aconony phat that power be conferrsd at. the earliest stages and used
sensibly with due clearance, with complete staff work to gear it into
the military effort, and at thc same time with a full realization of
the gssential el mnnts of ‘the civilian economy which are indircct war
components and which maintain its efficiency.2s a productive system.

Now, it is in regard to eivilian requircments that T want to
address wy rcmqr s to you Loday-—flrst in terms of the organization
which the title suggests; secondly, in terms of some of the operating
problems that will be, in my judgment, very different in any future
war that we might fight from what they were in World War'IIl; and thirdly,
in the light of thosc two foregoing problems, in terms of lookwng at
the sctup that we ought to be contemplating at this time in relation’ to
the National Security Resources Board and the National Sccurity Council.
in adequately treating this problem of the civilian economy before it is
too late. Wiltpout several well-studied alternative plans we have to
improvize and do mazy unplanncd and unwise thlngs as a rasult.

Let me start off by saylng that in a general way the problem
of the organization of the civilian economy in wWartime has preoccupied
the British, of necessity, since the creation of the Committee of
Imperial Defense, which was one of: Balfour's most far-sighted steps in
1504. The humiliation of the Boer War and the sudden rise in the tempo
of the danger signals in Burope, with the threat of Germany to the
British at about that peried, resulted, of course, in their taking the
situation in hand and in the creation of this Committec of Imperial
Defense, on which, to some extent, our own machinery has been modeled--
not slavishly or conscwously in all instances, however. Addressing
itself to the same problems, our National Security Council has nec-
essarily begun to set up the same kind of commlttevs and subcommittecs
and so on.
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Then, too, the scientific brains of any country are much better
used as scientific brains today than they are when put somewhere on a
kitchen-police detail or in some other form of "military" activity. A
man who today is really in the forefront of nuclear physics, for.
instance, I suppose there is no argument, is not a fellow you would want
to have even in a very important military.command; and as a youngster, he

is not likely to be available for such. There are dozens of other fellows,

perhaps hunureds and thousands, who are as good or better than he is in .
that way. '

So the exemptions, the classifications, and the kinds of reserve
occupations that have to be worked out to protect the basic elements of
a war-supporting civilian economy, assuming we zll agree on an.all-out
war effort, are very important military factors, Two large—scale wars
close together, the change in the goverfning classes and the tempo in
England, the disappearance of cheap coal, its economic position gen-
erally, and fifth-generation capltallsm (or ca~PIT—a~llsm, as they
proncunce it) have all had their effect on the passing of the British
Wmpire. But & very important cause for its decline could be written
down as being the fact that, a generation of leaders in England was
killed off as volunteers in the first months, in many instances, of
the first war, often even before they had an opportunity to become the
officers whom they logically should hsve been. A very wasteful use of
manpower and serious in its conseguence! If you read the honor rolls
of the dead in Oxford or Cambridze or any other college in Englend, the
names of that lost generation--and it is more than a ﬂeneratlon~—are a
terrible commentary on the gap between the generation of Lloyd George
and Baldwin and so on and the young leaders who should have been taking
over, A young man like Eden, who was not really a notable fellow at my
time in Cxford, is able to go up to the top because the competition is
not very keen. That is the result, to some degree, of this slaughter of
talent that I am talking about. I think you have to consider~-and I am
urging it on you because military men are so apt not to consider that as
part of their military rroblenmthat the proper use se and safeguarding of
the irreplacable part of manpower, your top national brains, is a very
critical part of the war effort. Any war that we fight in the future
is not going to be one in which there are just front lines, that is, so
far as the distribution of risk i's concerned., It is more likely to be
more evenecd ur_than anything we have seen in the past, 'so far as this
country is concsrned and so far as I can see.- The manpower problem is
one that any kind of an organization of a war etonomy has to consider,
.and pnoagq menpower has to be left for essentlal civilian economy.

, - The Production Committee in the Commlttbe of Impurlﬂl Defense
was a third one. Largely speaking, the Ministry of Froduction in
mglanq came out of that. Our War Froduction Board fulfilled the com~
bined functions of the hlnlstrv of Supply and the Ministry of Production
in Zngland. I think ours is a bett:r arrannemont - 1 do not see any




us from_somc of the most gh stly mlstakes of thls wa r,.lncludlng puylngv
a price to Russia to come into it in the’ Far: E‘wé when we ought to. have
threatened her. to kpep out of" 1t. That'vas i _‘1lure of 1ntelllwenoo, a
complete, mluundbrstandlng of the. Jap&nese nositlon in manchurla, as
Donovan and otners have aﬂmxttcd and for reasons that one necd QOt go
1nto. o S ; “ - B Y :
, _ IR R

Contriol of subvrr31ve wotrv1 ties becomes ‘a very important
part of thHis picture, particularly as-in « country like ours today
sqbotuge and fifth-column activities: may 1"eadllj gharge the whole “indus<
trial poténtial of the countr v.in a very limited “time, - I y01 recall, .
taevore from Hesabi Range, on which the stesl production in this country
dcpeﬁds uc'un appallln¢ degree (at least 80.or 90 porcont), paASSes
through the Soo Locks, of which modernlzlng and exbwns1un was b01n6 done
by a formnr Chief of T“ng:m Sers=-l forget his ‘name--during the w I
got in on that when the Escanaba by-pass problym.was dumped in ygldp.
”W‘tkouﬁ_being paid two or three 'billion dollars," he said, ”1f T were
a Yazi agent, I could put o few drums of high explosive in the stream,
with Tudders, fins, and moters on them, and Stop this war sretty
Quwcvlw gso far as this country is c¢oncerned,"  That mzy hove been an
cxwégcratlow, but krock out the Soo TLocks and you would.do sémething:

vretty drastic, It would take a long time to put some of them back 1L
hey were Ynocxoa oub propbrly.. And:those thlnﬁs are Kroww obgectlves.

"S

Ths Russiarns were known to have -their eybs on them d ring the
recent war, They picked them out as- something to be thinking aboub--
rot the Vazis, the Russians. e are beginning to- got stories and con-
firmations of 'things ©of that sort, 'They are not idiots about thése
things, POUtl”pGCkS in- our‘tr nsportatlcn system ahd port facilities .=
could be bTOhélt about without dreaming up the effects of atomic weapons
cn citiess. You don't have to have them to dé'a job, Baoterwolo¢1ca1
and other types of warfare arg thlngs not to. be bandied about in discus-
sions by laymen, ﬁo”vvvr, atOmlc weapons ao heve their importance; they
are bound to play a rols agalﬂst us, too, 1n qny'war that begins in or.
lasts into the 19507s, Whatever méthods are usod, fifth-column and
subversive #uCu1VltluS con culb. down thu~product1ve capacity of a oountry
31Lply Anrwllxn( ¥, 50 that" our:who offort nlvnt be entirely different
in ‘cheracter, Ve w1rht have togcar ~on, ‘on 1¢mplng basis rwthcr than
a full-producticn basis. unlcss 7e nrope ly thken thosc things into
account, The whols civilian econo c“erippled so that little
would be 1lgft ﬂxcnh* for the woar usgs ﬂocdod for surv1vm1.
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durebie geods, such as rﬂfrchrQuors and wasnlng mach*nes«-lf the. repair
parts and servicipg dr“vluPt goings, ‘Tnlnb - like, washlng machines and
1LUpury qo”v1nes aolp mainbte 1n_the gfficiency of “the Amorican home and.

alloiy women to go to &O”k in a factory becauge they don't heve 0 bpond
all s working ﬂt home, In the long run you in the n military
ffort\are Yno.g'ﬁner' you have-g.labor supply. instead of having the
1ng clothes 11kt“é old Way. There nust be- repair ﬁartc and
HopAs) rust he a tzem@ dous ‘backlog of things that will kﬁon
going "ot its bas c:nLW1numLTevols in a high pro ducc on :
1 urs, . O flciency depends on ¢le ctric mobors and
gadgots o save human lobor for nQre productlve RYERE

&

KRN .
Cails Go0

coonomy

48 to rationing, thcro must be enough in the ratioﬁing inven~
) the,raqlon good, or you will, just get into a horrible mess.
It is betbtar ﬂot'tc'ratlcn °omet1mcs and let. the~distfibutior £0 - com-
pletely to pot, with all the inflationary end bad effects that t that
taon to ration something in a way that is completely ine-
2d uot based on adequate pipe lines and inventoriss., Bubt
e things that have to be ratlbned—-we looked ot o few of
this war, gasoline, fuels, and I think in. any future war we
tu it With‘clctllng of an ess ential, character pretty quicklye-
s early as. poss1ble. v Lo o

one %hiﬁ; qomlles to nrlco lelng.r THe‘econamy'must‘be' _
‘s should be dote- qu¢ckl‘ not the way the 0PA 4did it -
ware  The "general mox" thing that they pluned them-
ms on invite tlon to upgrading and line-shifting. If
zengral meximum" rogualtion permitted .o porson. to

ks 1f nroflt at. “the ]qul at which he had besn previously
285, It nct deny him the right to shlPt from one type of -

controlls
during %
selvoq on

}.J.

doing bus , .
produetion, to.:r“th Whﬂt lid he do? He immediately shiftcd up the

line to the luxurv ”“ulcle, thre he made maybe fifteen percont by a
higher price; and he 2id not go on ﬂaklng low~-cost undorwear or. some-

b5

tthg of that klﬂg, tnv tnln”s thﬂt the ordlntry man has. uO havo.

" In-TPB we. o
the war, orme i an obg ct losson. I NOULd regommend 1t as an’
inmeliate. step to be tal Yo Just froze every
tyne of production thst'a mqnufaoturur s eﬂgagud in, except for his
war contracts. He went on making tho some. lineof shoes with what was
left of his civilian productlon. He couldn't upgrade them. We took
that right out of the OPA's hands; and there was no. problem’about shoes

at any time during the var that gouldn't be. licked, though we 2id have
some difficulty with baby shoes (”hlte) and-a. fow items of that sert at
cne timd or ancther. W3 “ot shoes . at. reﬂsonable prices and wo:let them
moke o reasonsble prefit, Fe didn't try to - squepze all ‘the profit out
of them, s’ somﬂ-o¢ the ”1stah@ h.t all-out" boys -did:in OPi, Yo did hold

them down to a 1line that did not permit uggradlng and uptradirg and
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“nr Production Board proper running another part of it, all arguing with
one another and having to go up to Vinson every few wecks or months to
straighten out the guarrel--and we often didn't get it straightened out
then! That didn't make any ssnses :It is easier for the OPA fellow to

resist pressure under that system, He will say, "I have ‘nothing ‘to do
“1tr produstion, Go over and talk to the branch chief in WPB." The
branch chief, too, passcs the buck,, "Elllott, in the Office of Civilian
Reguirements~~hets the guy thatiwrites those orders. Go cver and see
him about them. He's trying to do this, that, and the other, and so on,"
That's nice as a way of "passing the buck,® but it is not very sensible
if you are trying to accomplish a result and get something done.

+ T recommend highly the Capadian alternative (and the British
controller system was the same sort.of thing) as a different kind of
oroposition. That would a2pply, in my judgment, at least to the service
industries which my shop ran. ¥e-didn't have power over price controls
in thosae, but we should have had. We- should have had the whole problem.
If there werc going to be ceilings on hotels, we ought to have done it.
%o were running the hotel problem, the movies, laundries and everything
else of that order. Certainly the service industries ought to be a
primary part of the civilian side of war controls, and they all ought
to e in one pot, Then getting a general price policy could be =2 staff
job of the top single War 2gencys

Al

The same reasoning ought to apply to textiles, in my judgment,
1cross the board, cs it 4id in Canada. With us the textiles werse not
sart of the OCR. You can argue that a great part of a war 1s fought
7ith toxtiles. Certainly, it ise. In that line they were controlled
3y o WPB industry division, = But they did- npt fail to producs textiles
in Canada for the Army thera because they had them under civilian
sontrol, rather than under Howe's Munitions control, On the contrary,

. think the Canadians did an extremely good job. They did a balanced
job and they prevented disproportionate luxury production and things
»f that sort, which werc really the gross scandal of our whole operation,

Leather is the same story.

Consumer durable goods-you can argue about, but I would put
hem in the shme category. Those are the nuclear products in the eivilian
conomy. : : :

You ¢an argue about transportation being a separate setup., It
ffects the war so drastically that T think it must have a separate
otupe - But I think thersc ought to be a much clearer line of authcrity
eading dowm from ons central war agency than there was in the recont
ar, for integrating the sntire picture. Ve had, to the degree Don
slson dida't give it up at one stage. or another, the priority power to
ntegrate that kind of thing. Yo never made it stick except on import

-
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a complote series’ of alternmative stﬁdies; with a réserve cofos,ﬁf pedple

to draw from who.weuld fit into slots in Just: the same Wwoy ‘that your
serves would, with tralnlng, evcry year, cf two or three

ome of them, two months for others, v1th a period for getting

taff tegosther down here so that they can look at the state of

m?fﬁﬂrs at one time The statistical controls should be sst up and

r:q?y to go, with bﬂblc information kept as complctb and up to date as

LI

I have just finished the Herter report for the Select Committce
on Foreign Ald, It will be out Monday., It is nct quite so large as a.
tel@phonpiﬁ re,ctory° I think it is o useful document, Nothing was
more shocking 4o me in doing that report than to see the state of the
statistics in cur system of government, since the war., I spent six of
the mest painful months of my 1life trying to iron out the shipping
statistics in 1642 and get them set up properly. We had them under con-
trol after a big fight. Wo didn't do it completely, but we made them
som: sensse e worked oub o system under the M-83 ordsr and re-
ing forms that zive you a setup that you could really check on .
¥ 2 Customs, not by adding a lot of’ nQW'machlnury, but by making .
toms workers do some things that are useful instead of what they
were ¢ or aren't., You can, do.many things of that sort, The statis-
tical controls and the knowledge of where you are in an cconomy are
absolutely essenbial to staff werke. 1 am going to concluds my remarks
on this part of it by just suggesting that this peacctime staff work--
and that ‘is what it has to be; it is not an operating propositicn--
must be undertaken to get the strategic-material problem under props
contrel, o .

ti
_)

As to stockpiling, I believe we wrote into this act (EconomiJ.
Cooperation Administration) every provision for stockpiling that I could
think of with the full backing and under.the instructions of my committes,
Nothing was more impressive than the consensus in Congress on getting
p2id back some part of our large outlay through these "deficiency
maberials,”  These provisions in several sections, but, particularly in
118 £ of Title I, got through everybody, inecluding Senator Vandenberg,
who had been bricfed against them by the State Department. He was very
sensible and level hesn iel, n fine fellow. When he heard the arguments,
he understood them; and in the late night conference we had, he sccmed
to e very just in his appraisals, <Therz it is in ths bill and no-
body has any sxcuss as an administrator of the ECA or as a negotiator,
including Aversll EHarriman, for net protuctlng our intercsts and get-
ting some stratesgic materials. That bill is well-written on that part,
(tho £C4) I will say that; and if you fellows in the Army and the Yavy

zet your Munitions Beoard, the boys over in Hill's shop, and the
rest of them to do a job on that, I'll haunt you. /La ughter/ I don't
ever again want to go through a period such as I spent in 194C and 1941

g
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furnished a magnificent leadership,ffThis resolution that he put through
the other day is the complete answer to "reform" so far as I am cone °*
cerned, .1t takes the thing by stages and by steps and in the right way.

Vow looking at the world in those terms, we see that civilian
roequirements must be something entirely different from an easing into
a war on a two-year basis. Those L and M orders ought to be there now,
ready to go into effcct tomorrow or any day at need, The conversion
orderg ought to be there now, The limits on profit, the setting up
of every kind of fiscal control, the tax poliey, the budgetary setup--
nll'this tha Committee of Imperial Defense tried rather painfully and
somewhat inadequately to do in Fnyland. '

I tried to get Mr. Roosevelt to set up such o war plan in 1936

when we were working on the Committec on Administrative Management, I
had the confidential portion of that report on-the White House Executive
Office and Staff to do for him, He said "No, 'No War Planning Committee.
Baruch would run away with it}" Those were his words, "I won't touch
it," aruch ran away with it anyhow, maybe, - But the point was that

the President.of. the United States ‘at that time chose to let ge the

whole organizational problem of this area, which certainly had some
importance, for reasons that to him may have been perfectly adequate,

ven though they appeared to center in his fear of one man, I ncver

guite understood the importance of that decision, But I suppose g man
who viewed 1t politically and who understood Baruch better than I did
mirht have found that an adequate reason,  To me he seems to have

sarved his country well-~I belleve History’ may say more wisely than did
F.D.R, .
This time we camnot afferd to let anything deter us from that
kind of 2 step., The setup that is heing created around the Defense
Council (Thc N¥ational Sccurity Council) and the Resources Board is, in
my judgment, as important as anything we are doing, although it is
zetting far less attention thad many other things, I don't know what
the Council is d01nr. I hope it is doing something and not doing what
Burke sz2id had besen done in England at the end of the elghtcbnth contury
or therecbouts: "#e have three Secretaries -of State," he said, "and we
have just created a fourth to see why the others are uOln” nothlngo
/Laughter/ I trust that will not be its fate.

In the aresa of civilian: rnqulrembnts, the point I am trying to
make 1s that this is not going to be a nice, leisurely proposition &f
persuading and selling a lot of people to the effdct that sacrifices
are going to be demanded, that they must not advertise spcclal sales--
that is what I spent a lot of time doing during the war--and that it
would be well if they had a voluntary form of rationing. This one -is
going to be something that we will have to Jump on quickly, we will

. S U -
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have to mean business, carry it through, be wise énough not to arouse
popular resentment, get the leadership that can do it, suppress sabotage
and subversion, which you know are going to be more powerful this time
than at any previous time, and carry on as a "united nation" in a world
in which we hope to have and maintain our allies, giving them the leader-
ship and moral tone that the world requires and such as free men have a
right to demand. ' '

I think we have that leadership in many parts, in spite of our
pullbnvwl difficulties and upheavals; and it is on both sides of the
fence. But we must make it stick. And you in the Industrial College

must study it in a way that military men have never had to rack their
brains before in this country. The job that you have before you is
rnot a very easy one, but I hope you will be up to it. You have my
blessing, for whatever 1% is worth, as an ex~01v1111n requ1 ements
fellow who does not want to do it again,

OUESTION: Sir, it would seem that our need for proper
tht¢stlcs Woulﬂ apply 1n peacetime as well as wartime.

Dz, ELLICTT: Yes, sir, - . >
CURSTIONTR: Would it be f8381ble to have a centralized
govermmental sta tlstlcql ~~ency7 -

: DR. ELLICTT: There is supposed to be such n thing in the .
Bureau of the Budget, but for budgetary roasons it doesn't have
many to work for it. I do not want to be harsh about this, but there
arc enough statisticians running around te do the job if anybody ever
ut them together. We really have a berrible problem of that sort,
nd there 1s a lack of a sctup like the War Production Board, the
equirements Committec, the Co bined Board, and the General Staff,
tk nk one of the big military functions of your outfit hers is to
Ttry to see if vou‘can ot put some pressure, at cabinet IGVhls and else~
-whero, on that probl

H Ji&" o]

L]
ZUBSTION: There has beén considerable discussion about getting

t}o business of running the count try ‘during wartime into the hands of

ivilians,., It rwsultgd in the National Defense Act which we now have,
My question is: ' Can we, through the sort of system which the National
Defense Act se+s up, get the necessary push to have a complete system
for running th& country under the kind of .an emergency that you
visualize unléss the Armed Forces take a greater lead in it?

DE. ELLIOTT: I hope you QO. Otherwise I would bs in a bad way
in answering that question., Of course, you could have raised an even
more fundamental question, couldn't you?  Couldnt!t you have ralsed the
guecstion whether o democratic form of government with checks and balances,

17



not to worry about them, then I won't.put so much emphasis on quinine,
rubber, tin, and sc cn.," I couldn't get anybody to open his mouth cr
put anything on paper or even say "shut up." So I drew my own map of
what I thought we could count on and hold, and what I thought we
couldn't, T happehed to be pretty nearly correct but anyhon o] wént
ahcaa on:that Ba31s. %o had no other, . , : .

The point is we could not get close to any ki nd.of strategic
informaticn in the ‘ar Production Bgard, and yet we were ‘having to make
Jdecisions evaery day where such 1nformatlon was needed. Let us have all
the necessary elements geared in together in one agency in peacetlme.
That ought to %e civilian in its control and inspiration because that is
tho nature of our govermment., You cannot just put a uniform on- sonie=-

ody and say he's the boy to do it, — . '

The Chicfs of Staff have never had any trouble getting them-
selves taken seriously by anybody except Harry Hopkins, so far as I
know, and only the Russians or the British could get Harry to take them
soriously. In other words, they had their weight in wartime and they
always dos But one of the pathetic things,about this is that we starve
the 4rmy and kick it around in peacetime, but in wartime we say, "Nlraole
men, tell us how to be saved."

OULSTTOV“R That is What Hus me worrisd,. Ve don't set up the -
organizaticn to perform like m*racle men and then we are called upon to
do it .

DR. zuLICTT That!s right, However, there were o few mirocles
of leadership performed during the late war in the ranks of generals
and admirals. People whe had never operated with a division suddenly
bloomed into the greatest generals and admirals that we and perhaps the
world have ever produced in the way of handling armies and great naval
combinationss But 1 don't know what we could ‘have other than the device
that I have suggested tc you we should have in peacetime, with a ftrained
regular rescrve of people who are on call at all times as the skeleton
of this force, Bubt I am talking to the Wrong neople. I think you
pretty well go along with that, '

DR. YOSHPE:. Dr. Elliott, you made.a. strong ples for an integrated
war organization in which price control, ratlonlng, production and man-
power controls would be set up in one place for more effective war
adninistrations -

DR, WLLIOTL' At least undor o line of command that ultinmately
same back to a single head. : - :

DR. YOSHPE: Yes. I wondered whether in the light of that, you
1ight comment on the current thinking in the NSRB, “e do have a knowledge
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positions and that sort of thing in a compara tively short time, We have
nobody with long-time experience to hold the thing togethers Vell,

there are a few of them, such as Kennan and Chip Bohlen, Pcurifoy,
Ravendahl and some ﬁ‘ore:.gm Service Officers. But we don't have enough
of obrmanent civil'service or permanent government employment and wa
cdon't pay anybody enough to.make it worth his whiles

QUESTION: Doctor, would:you mind discussing the problem of
the determination of mihimum civilian requirements?

DR, FLLIOTT: I did last year and it is a1l in the books That
is the recson I didn't talk about it this year. But you are a new lot,
I have fifteen minutess I will give you five minutes on it, if that
suits you. . : ' ‘

There isn't any way to de sterminie minimum essential civilian
rgqulrﬁments that is anything more than arbitrary guess work because
v can't be sure of (a) the 1mmed1ate part-of our economy that won't be
destroyed or demaged very soon in the next war; and (b) what our "allies,"
so-called, can do to help us, or what we shall have to. do to help them.
Alternative war plans should exist for several Gifferent answers to these
problems, and a different level of civilian economy would have to be
planned for each, The best thing that I can say about it from my own
experience is that an economy.limos along on a basis that will carry an
expended wartime activity on a level that is substantially at the average
prowar level in the essential itens, You can't cut shoe requirements -
below those, subtracting the Army and so on, without trouble, You can
cut ocub, if wou are strong minded enough, all kinds of luxury preductions
except women's beauty aids., Nobedy in his right mind will cut that onec.
Hot even Stalin succecded in doing that,” and Hitler and Mussolini failed
miscrably, I think we had better leave that one alone, that is, cosmetics
and SO on.

.

) Determining what are the essential things in a civilian zconomy
devends on how desperately you are fighting for your life, It is all - .-
relative to that, You could run for 'a year to two years without anybody
having any new clothes in this country, because even the babies who are
ncwly born would £ind somebody elsel!s diapers if they had to. Other
vecple have dene: it longer than that, but it wouldn't be wise to do it
The cutting off of emplovment in all these types of production suddenly,
with no shift immediately possible to war 1ndustrles would be extremely
unwisec. It would be very unsettling to Just clamp down an order and
say, "Ho more of this, .that, or the other is to be made" all at a bang,
withcut any plans for what you are going to do with the people to push
them into other .cccupations, w1thout consideration, for instance, of the
net effect,
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whoevér is to succeed Mr, ‘Hill, to work out if they.meant to do ite I.
hope that you will not run inte the usunl jealousies that do occur in
that sort of tth¢, as to who does what and who is top do and SO On,

But I am afraid that is likely to persist for. some time. The new agency
shculd hove real and unified powers to get strategic materials, to plan
end implement neccessary war facilities, with its own budget, or directive
authority on other funds. : ' '

' OUESTION: Doctor, would you mind going back to this question of
persennal?  You speak of setting up this reserve corps in pcacebime with
which to staff the agencies in wartime, It has been my impression, which
was definitely confirmed during our recent field trip, that the kind of
men we want for that out in industry now are not willing to spend the
time to come in here to Vashington for the sort of orientation of which
you speak, :

DR. ELLICTT: That's right~-as things now stand. At least too
few of them are, for any real length of time,-

QUESTIONER: How can we go about persuading them? It sesems o
me that is the crux of the whole problem,

DR. ELLICTT: I +tried to suggest that in enswering a previous
guestion. Large cnough salaries and allowances is a part of it, A
draft law in peacetimc that can't be shrugged off is ancther parbe.

QUESTIONER: I understood that was on a permanent basis,

DR. BLLICIT: The same thing aprliss. Any Nationgl Service Act
that we pass ought to contain provisions for establishing and maintain-
ing a reserve, civilian and military, as a part of the ordinary opera-
tions of cur manpower problem for war. It ought to require the protec-
tion of the jobs of the people concerned., It ought tc impose a duty of
spending a certain emcunt of time, -at the option of the Government,
with appropriate safeguards in pay. It ought to have a provision for
drafting people in peacetime. If you can take my boy and anybody elsels
bey and put them in uniform and let them get shot at in Korea or some-
vhere else, I don't see why anybody who is working for General Electric
or Harvard University or anybody else should not be under the same kind
of proposition, OFf course, it is a little hard to pick on certain
fellowss But, after all, you ought to be establishing a eserve all the
way across the board, And this manpower setup that I am talking about
neans tho legal power to enforce a universal draft for which some part
of the service would be performed during an appropriste time, Ordinarily
a fellow can manage twe weeks or a month any year, frem his business,
The service ought to be passed around among business, too., He could
take more time if it were properly done, but he must be covered in the
sdme way that the Selective Scrvice Act covered the people under that
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