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ECONCMIC MOBILIZATLON PLANNING UNDER THE NATIONAL SECURTTY ACT
‘ F 1947, .

24 May 1948.

COLONEL NEIS:  General Vanaman, General Robinson, and gentlemens
For the last nine months we have been intensively studying the various
elements involved in economic mobilization. Currently we are, very much
interested in the organizational setup of a tentative economic meobilization
plan. This is our opportunity to learn of the current thinking that is go-
ing on in the National Security Resources Board in respect to a plan struc-
ture. We are extremely fortunate this morning in having with us Hajor
General Robinson, who is currently engaged 1n the devmopment of the Naticnal
Securlty Resources Board.

GﬁNERAL ROBINSON: General Vanaman, Colonel Neis, and gentlemen: This
morning I am going to try to relate the work that we are doing in the Na-
tional Security Resources Board to what you have been studying for the last
few months. You are probably all very familiar with the National Security
Act and its organizational setup; out I'would like in the beglnnlng to say
a.few things about the Board.

In the first place, under the law the only authority that the Board has
is to advise the President. Under an Executive order we do have authority
to require other depariments and agencies of the Government to furnish us
information and to undertake planning projects for us, But it is signifi-
cant that the Board at the present time has no authority to direct anything.
All we can do is torrecommend to the President.

The legislative history of the National Securlty Act indicates clearly
that in providing for the Resources Board it was the intention of Congress
that in time of mobilization or war the Resourccs Board would become more
than simply a plamning agency, Some witnesses and some Serators and Rep-
resentatives stated in the record that they expected the Board to become an
operating organization in time of war.

The difficulty is that we never get into mobilization periods suddenly.
They grow on us gradually. There is a situation right now vhere possibly
the Board should be doing more than simply advising the President. T do
feel that, if we should get into even a partial mobilization, the issue
would have to be séttled; and I think it should be settled in favor of the
intent of the Copgress when the law'was passed.

Now, it is true.that the Board has a con31derable amount of influence.
Its membership, consisting of seven members out of nine in the President's
Cabinet, is not irsignificant. If those seven cabinet officers are in agree-
ment about something, there is naturally a great deal of weight attached to
that agreement.




four fields that probably cannot be covered complatcely by the use of any
permanent departments or agencies of the Govermment. All the other war
functions, I believe, can be performed in some permanent ‘department or
agency of the Government; and that is probably the better way.

In comnection with wartime organization, we have a  tentative roster
of key persomnel to £ill the important jobs. 4s I say, it is only a tenta-
tive roster. We have not gotten to the point of picking on any onc man for
any one post, but we do have a list of candidates.

The second large field of plamning for economic mobilization, has to
do with the administrative mechanisms that are necessary to direct the
country's econonmic activities into a war efforte I mean by that such pro-
cedures as the Controlled Materials Plan, a rationing systom, a taxation
- policy, the controls with respect to transportation, and all the systems
and devices that are necessary.

Cur philosophy in this respect is that we did a good job during World
War IT. It is true that almost anyone who was intimately connected with
it can make a prolonged harangue as to what was wrong, and probably with a
great deal of justification. But when you look at the broad picture, we
" really did a fine job, We did much better in the economic field than any
of our allies or any of our enemies, There is a“great deal of experience
here which should be helpful. Take, for example, the Controlled Materials
Plan. About two and a half years of fumbling and trying other schemes led
up to that plan, and it workede We should not throw that experience away.
We do not believe that you should go. off into a vacuum and try to draw
up schemes that have not been tried. OCur idea is to take what we had when
the war ended, try to get rid of the obvious mlstakes, and start off from
there.

However, théere is one field, in which, I don't believe, that course
~ can be followed., That is in the field of manpower. I think that the

‘majority of intelligent opinion on the subject is to the effcct that we

did a poor job in the field of manpower during World War II; and that, if
the war had gone on much longer and some drastic changes kad not been nade,
we would have been in very bad shape. The major bottleneck in war produc-
tion in the last year of the war was manpower,

We have already prepared some drafts of legislation to cover the
utiltization of manpower in time of war, Whether it will ever be politi-
cally feasible to have national service, I don't know; but we are thinking
and working along those lines.

The most significant thlng that we have done in the field of adminis-
trative mechanisms is an omnibus bill of war powers. In other words, we
have- wrltten in orie draft legislation all the. powers thet the Executive
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Finally, the fifth category of actlthles might properly be termad
industrial mobilization. It has to do with military procurement Dlannlng.
Here is the main dividing line now between the Resources Board and the
Munitions Board. The Munitions Board is a.sbvaff agency for the Secretary
of Defense, to coordinate and supervise current procurement and planning
for war procurement within the three Military Services, Here is where you
get right down to the core of our industrial preparedness. What will pay
off in time of war is to be in a position where the procurement agencies of
the three Services have made plans with the individual menufacturers to pro-
duce the end-items that the Military Establishment will require. Everything
else that we have been talking about is really a service toward that end.

As you probably know, the Munitions Board is doing a grcat many things
in this field. Some of them are of direct interest to the Zesources Board,
and we are cooperating with the Munitions Board in them, The allocation
of productive capacity is now going on. Unfortunately, we suffer here
again from the fact that the procurément'ggencics do not have a definite
idea of what vill be required in time of war or the quantlt“es- so that
the production planning that they can do with General Motors or General
Electric or whatever firm it may be is on rather tenuous grounds.

I think one of the most significant things the Munitions Board is doing
is the unification of all procurement regulations, It.is my understanding
that within another thlr’cv days the Munitions Board will publish a completc,
single manual to cover all procurement activities in the three Services,
That will be of enormous help to the manufacturers in case we get into
another war.

I doen't know whether you know it or not, but the lMunitions Board has
made single procurcrent assignments to the extcnt by dollar volumc of
about 70 percent of the procurement of the Military Establishment. That
is a very significant thing.

The Munitions Board is also embarkeéd on a standard nomenclature and
cataloging system. Undovbtedly millions of dollars were wasted during
World War IT because we did not have such a system. It is not an easy
thing to do; and if the Munitions Board gets it done within the next couple
of years, they will have done a remarkable job.

] So much for the over-all piCUure of what we think cconomic mobilization
iss ILet us look for a few minutes at the present situation.

In the first place, I don't believe, as some of the. newspapers are
trying to make out, that we are in a period of even partial mobilizationj
znd certainly we are not embarked on a -full mobilization. There is much
public misunderstanding about that. We are getbing twenty or thirty letters
a week from manufacturers 2ll to the effect of, "I heve this plant. What
do you want me to make and where and when do I get my contract??
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very large staff. Our objective is about three hundred and fifty.’ We are
making use of the other departments and agencies of the Govermmente. Fract-
ically all the projects which I have mentioned this morning are under Ty
in some other agencies of the Govermment, Primarily what we are trying to
do is to initiate the proper progccts, review the resulis, and coordinate
them with other projects,

In addition to the other agencies of the Govermment, we are making
extensive use of people outside the Government. TFor example, we have a
transportation study going on at the present time, covering all forms of
transportation. There isn't anybody on our staff who is an expert on trans-
portation, That job is being done by a task force of people from private
life who had experience with the problem of transportation in the late war.
They are doing it voluntarily, without compensation,

There has been some talk about the relationship of the Munitions Board
to the Resources Board. It is true that the Munitions Board wes doing
things that properly under the law now fall under the Resources Board. It
is true that they are still doing things of that type. Cur relationships
with the Munitions Board are very close., We work together day by daye Any
legalistic determination of Jjurisdiction between the. two is of no real
intercst to our staff, or, I believe, to theirs.

In closing I would like to sa y that I believe the Russians understand
just as well as we do the importance of being prepared industrially and
econonically for modern war., I believe that in addition to having a proper
arnmed force the next most important thlng that we can do to deter the
Russians is for them to realize that we are preparcd to turn this world's
greatest industrial machine of ours into war rapidly, if we have to. I
think vhat they appreciate, more than anything else, is thot our industrial

apacity is so much greater than theirs, ' If we arc preparcd te use it for
war, it will probably deter them as much as anything else. That is the
main principle behind the work of the Na tlonal Securlt" Resources Board.

COLCNEL NEIS: Gentlemen, I understand that this afternoon some of you
are meeting to make a vital deeision in respect to your plans. I under-
stand that the imtegrated versus the coordinated concept is going to be
given serious consideration this afternoon. It seems to me that this is
amnusuel opportunity for you gentlemen to ply the spesker with questions
that might help you make that decision. '

QUESTION: Could you tell us a little more about the draft of the
National Service Act, its composition and how it would function?

GENERAL RCBINSON: I don't think I can. I am not familiar with all
the details. I know that we have alternative plans.




QUESTION: That is the point I am getting aﬁ, They are responsible
to0 one man? : ‘ '

GENERAL ROBINSON: Yes. On the second question, we should have industry
divisions in the Vlar Production Administration in the same way we had them
in World War II. There was a division in theé War Production Board-for vari-
ous end products and for various materials. I contemplate that we would
have the same thing. '

QUESTION: Ome of the criticisms of that was that an industry had to
go to five or six different plqces before it got anything done,

CENERAL RCBINSON: T do not belleve that the difficulty was in the
basic organizational concept. It was: in the product assignment. This
finally Got pretty well stralghtened out in the War Productiorn Board.

QUESTICNs General, in the 1ate war we had an Office of Civilian Defense
and a Foreign Economic Administration. It seems that we will prebably need
then in another emergency, Where do you thlnk they should be placed 1n

thls structure we are setting up?

GENERAL ROBINSON: My personal belief--and this is personil because
many people do not agree with me--is that the Office of Civilian Defense
ought to be a separate agency under the Secretary of Defense. If it is
not there, it ought to report directly to the President.

The Foreign Ecoromic Administration embraces the hardest group of func-
tions to organize in wartime, because they cut across almost everything
else, We have given somec thought to it. ©Cne idea is to set up what might
be called a coordinating agency, possibly under the National Security
Council, and then let the Treasury Depariment, the Cormerce Department,
the State Department, étc., each carry out its part of economic warfare,

If it is not done in that way and we try to set it up all in one adminis-
tration, then we get into conflicts with these other departrent

_ QUESTICN: Sir, we h_ve been told that one of the difficulties in
proper planning has been the lack of accurate and complete statistics.
Is the NSREB making any plans to get those statistics in peacetime?

GENERAL RCOBINSCN: Statistics of what?

QUESTIONER: Almost all basic information, chiefly on the individual
plants, what they can produce, the availability of materials, manpower
information on specialists, and so on.

GENERAL ROBINSON: I do not think any generalized answer can be given,
There would be little point in trying to get in Washington in one place
all the basic information about every industrial plant in the United States



',QUESTTON' Thét ansﬁefg ny questidh except for.ohe point, sir; and that
"is the ques tion of whero would productlon for civilians fit in. Would that
be left in the open? - ' '

GENERAL ROBTN ON; No,  That would be a War Production Board responsi-
blllt’v’. Lia - i . .

QUESTION: I have accumulated about three questions, sir. One is in
regard to public relations. It seems t0 me that the public should know
something about the plans going on and that various. parts of the public
should be utilized so that they will have some confidence in them., I would
like to know if anything 1s being done along that- llne, S

Another question conceruns an agency for ca¢cu7ation of civiliah re-
quirements, including defense, to feed the. 1nformatlon into you, as the
Yunitions Board does. : '

The third gquestion, if you will excuse my asking so many at one time,
is with regard to whether you are doing anything about training. people
whom you require for your own Board or whether there is any such scheme
' envasaged.

GEFERAL RCBINSON: As to the first one about public rslations, I do
not visualizé that any Office of War Informatien would ever be under NSRB.
That is a function of a separate agency. It. should be-directly under the
President. We are not even doing any planning for an Cffice of War Informe-
tion. o ' : '

e are trying to keep business and industry abreast of vhat we are
doing, what we are planning. As a matter of fact, we are getting them to
review almost everything we do. As we go along, 1t is our idea that we
should make public as many’ of our plans as possible and not lock tkem_up
in a safe somewherea

As to your second question about civilian requ¢remenus, we already
have the Department of Commerce at work.trying to meke an estimate of
what some of the essential 01v1llan requirements would be in case we got
into another war, Ve are not concentrating that all in one agency. ‘The
Department of Agriculture should do the same thing for foocd. We have asked
the COffice of Defense Transnortatlon to do the same thing on transpor q‘glon.
Wie will collect all those requirements. S S

As to your thqu questlon about uralnlng, I suppose you meant the staff
of NSRB. o

QUESTICN: You sald you have a’ prnsent staff, ul‘ of one hundred or

not quite that and that you need two or three hundreda How are you going
to get them if you dont't initiate some scheme of training?
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QUESTIONFR: I gathered that your Board was stymied a little bit and
so was the Munitions Board,

GENERAL RCBINSCN: That is correct.

QUESTICN: Is the answer then that the military musi act instead of
asking gquestions of industry as to what it can do for us, that the military
must take the initiative?

GENFRAL RCBINSON: You must haVe some idea of how'many airplanes you
are going to need, how many tanks, how many destroyers, and so orn.

QUESTION: GCeneral, recently I counted about 360 separate agencies
under the Executive Branch of the Govermment. That was during the ware.
It would seem to be an extraordinary. job. to coordinate all those functions,
particularly when some of those-agencies had more or less’related functions.
To get back to a prior quest 1on, it would seem to me that, because there
would be so many of these agencies, when industry tries to get the answer
on manpower, material, facilities, allocations, itransporitation, and power,
it has so many places to go to that it is almost 2 hopeless task to get the
answer in some instances. Would you remark further on the coordination
of those functions? ‘

GENERAL RCBINSCN: Suppose you pub all economic war functions in one
agency; suppose you put n npower, trgnsportetlon, electric power-—-every-
thing—all in one agency; if you were rumning that agency, what would be
the first thing you would have to do? TYou would have to set up a manpower
division, you would have to set up a transportation division, and you would
have to set up many other divisions. Before you got through you would be
right back where you were. '

QUESTICN: At the present time the President coordinates 360 industries
or agencies, ' :

GENERAL ROBINSCN: There weren't that many that were of any real
importance, Under the scheme that I was outlining, there would be four
very important ones of a temporary emergency nature and probably five or
six of a permanent nature.

I might say in that connection that we are also working with the Hoover
Commission (the Hoover Commission wass appointed by Congress, as you
remember, to make a study of the over-all organization of the Covernment)
and have presented the idea +to it that whatever scheme they come out with
ought to be ad aptable not only to peace but to war.
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GENERAL ROBINSCN: We have recormended to the Hoover Commission that
they shovld seriously study the problem of regional boundaries in the United
States, with the idea of requiring all the agencies of the Federal Govern-
ment to follow the same regional boundaries,  Whether or not that will be
done or recommended by the Hoover Commission, I cannot tell you. It gets
nore complicated here, I think, than it does in England bccause we hdve .all
our State and local governments to worry about, If you dre thinking about
civilian defense, its backbone is the munlcloal and state health, police, and
fire departments,

The only way, so far as I can see, to organize civil defense in the
United States is by states and municipalitics, If the regional boundaries
of the civilian war agencies were the same, then we could have an over-all
pérson in each region from the Office of War Mobilization who could exercise
some influence in trying to get coordination in the case of a real emergency,
perhaps exercise some real authority,

QUESTICN: If the regional boundaries are state boundaries, sir, wouldn't
the states rather resent instructions from above? j; :

GENERAL RCBINSCN: That 1s one of the problems to be worked out. I don't
mean that every agency rust have the same number of regions or have a region
for every statecs That would be ridiculous for some of them, What I mean
is that one agency might have four offices in New England corresponding to
four states and another agency might have only one office for all of New
England but the over-all boundaries of that. one would contain the four states.
If you approach it from that angle, then you would never have any over-
lapping between them. ,

COLCNEL NEIS: Ve have time for one more questlon from the student group.
How about our Public Health people?

QUESTION: This 1sn't in respect to public health.
COLONEL NEIS: Go ahead.

QUESTION: I assume that in your NSRB organization you now have the
production side, the manpower side, the transportation side, econonic
mobilization, and the administrative sides You also said you have a bill
that would cover all the necessary war powers, Is it a bill that would
. change the NSRB into the Cffice of War Mobilization and in which these

branches that are in NSRB would immediately take over the jobs that you
are using them for now, the plgnnlng jobs? ~

GENERAL ROBINSON: We have somethlng of that kind in nind. Cur staff
is organized into these four major groups-that I mentioned before, plus
some others. Undoubtedly the people who are in those staffs, in case of
an emergoncy would go to these emergency agencies when they are set up.
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