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PERSONNEL FOR STAFFING WAR AGENCIES
' 10 January 1949

WR. NIKLASON. General Holman and gentlemen: - When you reach the
"fmnélphase of your course in May and are searching for solutions to
the many complex problems which are involved in the development of a
comprenensive economic mobilization plan, you ‘may find that the devel-
opnment of practlcal, realistic measures which will assure the prompt
‘staffing of your proposed war organizations with competent personnel,
presents several perplexing. aspects.” As an aid to you in your approach
to this problem we have a speaker who is particularly well qualified
to discuss the subject of personnel for staffing war agencies. As
director of the division of the Office of Human Resources of the
National Securlty Resodrces Board, he has spent considerable time work-
ing on this problem, and I am sure his views will be very helpful to
you. 1t is a pleasure to 1ntroduce ‘Mr., Warner.

MR. WARNER: Mr. Niklason, General Holman, and ‘gentlemen: I suppose
that I should say it is a pleasure for me to be here. That is the
customary thing. I am not so sure, however, after talking with a
friend of mine the other evening during a social engagement. He told
me he was going to be present this morning and said, "You are going to.
be talking with a group of potentially very high brass.* Now, he said
it, of course, in a very friendly and respectful way. "I don't know: .

- whether he was trying to frighten me or make himself feel godd because
he was in that potentially high brass group. However, I really do
welcome the opportunity to meet with you and to dlSCuSS thls subJect.

I would prefer to take the view that I am 51mp1y opening up the
topic for further discussion; because I ‘believe that I am not ready-—-
I know of no one today whé is ready--to. give, you;final. conctusions in this
area. I intend to . follow some notes that I have here, on which I have
some time marks so I will keep one eye on the notes and one eye on the
clock. .

In kicking off I want to point out that what I say does not neces—
sarily represent the official view of the National Security Resources
Board. We have not as yet made a pronouncement on thls subgect. But
my comments do repreaent some of our ‘thinking.

Furthermore, I am taking a little French leave of the toplc and
not covering the whole area of civilian stafflng. I am limiting my
remarks this morning to the problem of Htaffing civilian war agencies-
with Key personnel. I think the problem of key personnel is somewhat
different from the kind of problem you have in general or mass recruit—~
ment. Moreover, the technique and procedures that you might use in
the two areas are somewhat different.
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Now, what do you mean by "key personnel?" Vihat are we talking
about? Well, when I speak of key personnel, I have in mind those
persons at the top level in the civilian war agencies who have the
major responsibility for both line and staff kinds of functions.

If you take the past war as a guide and apply it to the division
level in the hierarchy of organization, you will have the kinds .
of positions that generally are occupied by key personnel. However,
when we speak of key personnel we can't limit curselves to the war
organization. ¥e have to talk in terms of what is needed in the
civilian components of the iilitary Establishment, the proposed

war organization; and also . the old line government departments that,
as a result of war, might expand their operations. The. reasons are
that you draw from a common pool of manpower and you have some com—
petition. You can't isclate the people who are in the war agencies
and deal with them alone. o

If vou define key personnel in tnat broad manner, you have, 1
would estimate roughly, about 5,00Q people, in what we normally-
speak of as the grade 15 or P-8 level, based again upon World War
II. If you go down two grades lower you would have an estimated -
20,000 key people running the civilian war organization. That includes,
as you well recognize, the kinds of people and kinds of compstencés:
waich cover the whole area of economic activities in which this country
engages. ' ‘ : ' '

Now, what is our problem? I believe it is to try to develop a plan
- for quickly staffing these key positions-in all the civilian war agencies
with the required numbers of people and the reguired kinds of the very
highest guality. I think we have to go oné step further and consider
ways and means-—at least ideally we need to—of having these people.
"made ready® to assume_immediateﬂassignments in case of war. Now, how
can we solve the problem and accomplish our objective? B

WellQ,ﬁg&bé‘a'simple, quick solution is this: A national service
act under which we have all of the citizens of the country calaloged,
earmarked, and I would say trained; an act which glves someons the
authority to put everyone where he thinks the best job can be done.

Now, T don't know what the, President of the United States thinks
about universal service. Nor:.do I know what the high military have -
finally concluded. My own view is that universal service .is fraught
with many practical and political obstacles; and that, while we ought
to push forward in our thinking about both the policy and administrative
phases, I believe we need to think through a substitute, a more immediate,
practical solution of the. problem. So my assumption is that we are not
‘zoing to have 2 universal service act until certainly 2 later time; so
we. need: something prior.to that. ’ '
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A1l rlght. “Then what’ mlght be-another klnd of solution of the:
problem? Well, another one might be a very highly developed system
of reserve corps, one which glves the individuals a real status,
which pays tnem, selects them, tries them out and tralns them, and
pernaps has some of the features of tne mllltary reserve system. o

There dre serious obstaoles to putting 1nto effect such a novel

: arrangement as a formal executive reserve corps. ' Some people think

that it would build another pressure group, particularly if it is to

be filled with representatlves of industry. Others point out that =

it would give industrialists the impression we are in the process of
reglmentlng them, I don't believe these’ obgectlons should stop our

- study of & reserve system of some sort. It deserves a great deal of
exploration, But I have for tne moment set aside those two possibilities—-
universal service and a formal executive reserve oorps~~as not belng
immediately practical.:

_ Now, gettlng down to brass tacks, what can we develop in the way
of a stopgap. arrangement for the moblllzatlon of key personnsl? At
the outset let me review here some of the things that are actually in-
process and about which you no doubt have some familiarity.

I think tne first thlng you ought to have in your stopgap arrange—
ment is some systematic analysis and recording of the persons who were -
incumbents in ‘these key civilian positions during the last war. That
at least would" give you something tangible to .draw on if the civilian
war effort would again be placed in the hands of one or more civilian:
war administrators., As a matter of fact, a list of wartime incumbents
of key positions has been prepared and is available in the Wational -
Security Resources Board, Wherever possible we should als¢ obtain
evaluations of how well the ‘incumbents of,World War II: 01v111an war
posts aotually carried on their reSponsibilities.

The second stopgap arrangement follow1ng the lead of some of
the things we did in the last war, is the development of what might-
be called a stopgap roster. ‘That also has been done by the National
Security Resources Board., There wé brought together the current
- rosters being used now by & number of departments of Government, some
of which had a falrly long history, as, for _example, the roster developed
by the EGA.\ It was thought by the persons in-the State Department, who
had the reSponSIblllty for ECA in the planning stage, that the kinds of
people on a roster of persons who had been selected to do a 01v111an
occupation job would be suitable for ECi. In developing our consolidated
roster, we found others 1n use in- the 01ty in‘a number of departments.

. Our experience With ;those rosters p01nts, I thlnk, to.a good -
many limitations in the roster technique as a device for keeping
track of key personnel, » * :
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v Most departments have as a thlrd sort of suoprrap arrangement their
own backlog of key people. Sometimes that is not too well s Jstematlzed

The fourth stosgae arrenﬂement is one which is being looked into
by the Civil Service. Commission, the Federal Council on Persomnel, and
the Civilian Persomnel Advisasr to the Secretary of Defense. That is
an arrangement whersby yow have ready, ‘both laws and Executive orders
that w 111 smooth out a1l of the mecnanlcal difficulties that existed
during the last war. For example, you had to have new arrangements on
leave, hours of work, and so on, Ve found, morgover, that there were
a good many occasians’ when, because we were wable to actually bring
people to their first post of duby, we lost out on getting some pretty
good people. So a recommendation has been made that a plan be worked

out for traveling people to their initial post of duty and then r eturn-
ing them home 1ate_r.l This would be taken care of either by law or
Executive order.

Those are some of the things that have boen done., As ‘TO;\l can see,
while they would all be useful, they certainlv don't answer the Droblem
in full,

Now, let us move ahead to wh;xt vou might call another phase, the
longer—time readiness. As we aparoach the develorment of this longer—
time readiness aspect of the key. personnel program, I believe we can
look at the World War II experience very briefly and find some leads
'as to vhat we should do and what we should not do, Perhaps I can use

my own experience in two war agencies to draw out some of these points..

lee a srood many other Peop 1e vth came to Iqshlngton, I came to
do one. job and ~shortly did anobh ior_kind., I came to do an organiza-
tional job, . When I get fairly we 211 started on that, they said, "Now,
you run the oersonnel end of this war agency," whlch was the Off:Lce
of Price Admlnls uretlon. : :

In the very eerly days when I wen’c. to the Federal Comc:s.l of_‘
Personnel whlch was . composed of directors of uersonnel they called
on me as a newccmer to t”le Federal personnel system, for comment on”
how we could make the thing work better., I said: "There is just one
thing you need to do and ‘ohat is to. out in my agency a represenﬁatlve
of the .Civil Service Commsmon' who. can. Dass immediately on every '
aspect of personnel- mana gement and Civil Service rules and regulations
that nomallv we are requlred ‘o take to the ClV’.Ll Serv_we Comm:Lss:Lon.

Jell they threw. up thelr 1qands :Lnltlally, because 'bhut kind of
thinking was not customary. As you know, as time progressed we did
have an arrangement of that klnd. ‘ S :

NN
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I observed also in My experience that the development of an agency
followed & pattern something like this:” The Fresident of his representative
would get on the telephone and call ir. Jones and say, "You are glected to
head up this war agency." Mr. Jones, flattered, came to Viashington and
went through a lot, of motions in getting his organizatioh started, - He B
found he didn't have time to think about the¢ problems of his agency, because
he had to.get people. He borrowed from the other Federal departments some
people who were broken into the Federal housekeeping. Then he went back:
to his friends out over the country and said to Tom Smith,. "Come to
Washington. I need you to take this. job." He knew Tom Smith personally.

He knew how good a man he was. He knew in addition that Tom Smith knew
other people and could help him build up his organization. . :

What kind of answers did he get? TWell, he found out first, "I have’
got to stay with my own.company. It is pretiy important that we do war
business." He was told, "Oh, I am already lined up with another. govern-
ment department and I can't come.” "I will come in six months.® "I am
in the Military Reserve." J¥ell, you see, he was boxed in considerably.

Well, thié dévice that Wé used_mf'drawing inipeOple who know the -~ \
area and whom we know is a perfectly good one, It is the one I refer
to as the 1little black bock device.of recruitment; it has some merit.

We had another problem that I observed and that was the problem
of the frustrated businessman, A good many businessmen were utterly
and completely unprepared to work for the CGovernment. They had been
in the habit of making decisions promptly in their own affairs. They
didn't know, and in a good mamy cases they don't know to this day, how
many bases you have to touch in Washington in order to get something
done.' They didn't know the very nature of public business.

. The fact, too, that clear organizational thinking had not been done -
in:advance oomplicated the problem and caused a great deal of the
frustration. Now, I don't want to give'you the ilmpression that I think
we failed to do a good job. I believe we did a good job. But I think
that a good or a common sense approach to this problem was represerited
in one of the things Mr. Bowles did. I lived through or with three ,
adninistrators- of OPA--first uir. Henderson, then Senator Prentiss Brown,.
and last bir. Bowles. - You remember, Mr. Bowles was brought in %o put = "
some business acumen into the "long hairs" of the Office of Priee . = "~
Administration, among other things. I knew well in advance of his = -
coming that he was going to do that. I figured out some things-that we '~

inside the agency could do to help him to. get ready.

First' T said: . "Let us find out how many businessmen there are in
our organization who can fill more important spots; secondly, where ‘
ean we use these academic advisers advantageously in less conspicucus _
places so far as the public is concerned? Thirdly, let us develop some -
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sources that will not only serve us as 1deas or idea men, but which
will also suggest actual live peoplc for these key p031tlons that
we have to £ill.m S

I net Mr. Bowles, I think, the second day he was in the office Y T
and briefed him. On the third day we had.a longer session. He is.
a chap wno, as you probably know, calls you by your first name at =~
the second _meeting. He sald, "Ken, I am going to haté to call on some
business associates of mine in New York to help me really staff '
this thing at the top." My reply was: "I think that is swell, I
think it is de81rable and probably ngcessary. But also T thought .
maybe you would be interested in what we have. done." So I laid on
his desk a list of fifteén mén for hié top jobs and then so on down
the line Wlth otner JObS.‘ : . :

He' picked up tnls pleoe of paper, glanccd down. ‘the. list and sald,
"Why your number five is thé man I an going to select to be price -
executive." That Wwas Jim. Brownlee. He has been with General Foods.,
“Hm," he sdid, "I wonder if you, Jim and I couldn't get together
tomorrow evening and go over this." Well, we did. I should have
explained that not only did we have names of people on this list,
but we had estimates from a number of othsr people about what these
pen were good for—wevaluatlons of them. Jim went over this list, '
#nd he too recognized people he knew. So the long and short of it |
was that Jim said, "On the b351s of what you have here I think you

~ought te nave these 31x or seven people in to see me next week w

I relate this wartlme experlonce because I believe it p01nts
the way we should go. One, we need to do what I am sure the Hoover
Commission is ‘going to recommend, that is, to decentralize the operation
of the whole personnel management business to the departments. Secondly,
we need, to build upon the little black book technique and give the
aduministrator something more than he can find himself, Then I think ,
we should do something about giving advance knowledge, advance information,
to these admlnlstrators, particularly those whcm we, bring 1nto the -
government serv1ce from the outside.

“There. is onc other p01nt that I think we dlsCOVored “We learned
during the war that there were a good many people Wwho apparently did’
not have a background of training that suited them to do certain Jobs
and yet they did. those jobs’ exceedlngly well, One. observer sald that

' was a phencmenon of the war period. He p01nt d out that in oné war ”“_.
agency, where they were concerned Wlth the” dlstrlbutlon and productlon R
of certain commodities, there was a Very ‘well-maraged ufiit that successively
had had these. kinds of people doing the top job: an econcmics professor,

a political Scienge professor, a retail drygoods merchant, ahd an automoblle

. salesman. Now,some oi _you may not: agree that that is possiblej but I think
you need bo have in mind that whils Sp601f1catlon has its place, you also
want to be able to draw into these Jobs people ‘of oapaclty and flexibility.




Now, let us get down to the more concrete kinds of readiness
measures that might be considered. I would say at the outset that
the first and perhaps the most important is clear organizational

_thinking. In other words, unless you know what your organization

is going to do, what its responsibilities are going to be, obviously
you are handicapped. Then I think we can go forward from that point
and systematize mobilization planning as we have not yet done, We
‘can systematize or manualize the process of setting up a new agency.
We need to pull out from what has been done in the past what we know
about management, so we can put such experience right in the hands of
the incoming executives. - ' S S

Then, getting more nearly to the persornel problem, why can't
we have "made ready" a trained corps of administrative management
people——they will primarily have to come from the Government—-whom"

 we can shift immediately into the task of taking these manuals and
explaining them to and otherwise assisting these new executives we .
know we will have to bring in from the outside? Those trained people
_are the ones who are going to make the organization click. '

_Next,'we,couldfprofit by repeating the kind of experience we had:
in the war, when we brought in men from the ocutside to assist war
-admiristrators with their staffing problems. Mr. Bowles, Mr. Nelson,
and others brought in substantial executives who served them as right-
hand men in dealing with this whole area of\kéygpersonnel; I believe
we can systematize that sort of arrangement in advance and have some
government people and some men from outside the Government primed.
They are the fellows who are really going to set your war organization
in motion. ' : - . ' o ‘

Butvy§u haV?_i9 go further ﬁhan that; ‘Yoﬁ:hav§ to‘bave something:
for them to. work with. For example, a moment ago I discarded the roster

idea, partly because it is so hard to keep it up to date. It is spotty.

Tt gives you a false impression of security in that there is duplication

of names..  Frequently it has been built up by a central unit which is so

far from the activities that, so far as acceptability of the roster by
the operating departments is concerned, it certainly has its limitations.

So I think you might consider trying to improve this roster process

by developing "sources" both in terms of individuals ard organizationse '

.1 say that because we have tossed this idea around with representatives-
of the various departments, They point out that if you divide up-the -
whole task either in terms of function or commodity areas and hold the
departmentsroffgpveznment'reSponsible}for\developigg_sourCes_of'people,
either government people.or organizations, you may have Some duplication,
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but still there are a good many advantages to this process., They say,
for example, that may be the Department of Agriculture, since it will
be working in.the planning of economic mebilization in the area of
agriculture, should take the ‘responsibility for developlng the source
of key personnel in the field of afrlculture.

The Research and Development Board, as you know, through its Human
Resources Group has gone far in developing panels of individuals. The
The National Research Council during the war, developed a technique
which divided up the areas of responsibility ecovered by the Council
sa ‘that in each of the major divisions of science they have ten men
scattered geographically over the country. When the Council wants to
get an accurate and timely view about either a contract, an institution,
or an individual, they use those people as their eyes and ears and some-
times as their brains, That in general is the idea behind this systematic
development of sources of key people.

Another dev1ce whlch has been used to a degree is the committee and .
~task force dpproach.. There you take the position that you are going
to bring in bu51nessmen and others to work with us on our current
problems. ' muybe we will get them to think through problems of a
‘mobilization plan for a particular :Lndustry¢ We will provide that zroup
with a permanent executive secretary, who will give it contlnulty, and |
~ who will be the person to carry over from the prewar perlod to the aanual
war perlod whatsver is’ developed by the task group., :

Tnat system has some merlt. Certa 1nly it is a decentralized approach,
which in itself has a good many. advantages. Morever you can observe
people on the ground, which is something we didn't do before World War -
TI. Ve frequently took oné person's word that "He is a good man" and '
didn't have any more incisive evaluation.

On. the side of the disadvantages, I think it may be difficult
to0 cover the.whole area of economic mobilization by the technique of
task committees. We have done some of that in the Netlonal Security
Resources Boerd, and it has been prOposed elsewhere.-

Whatever we do in brlnolng in outside peOple to help us-—our task:
in wartime is so great that we can't possibly do all of it with the
people we have inside on either the military or civilian staffs—I
think we are going to have to take another look at what the Government
itself can do. I have suggested some things. 1 want to suggest briefly
another.f That the Government undertake, and should T think undertake
very shortly a p081t1ve oxecutlve development program w1th1n the Government
itself. :

. A progrem of executlve development ‘has several obJectlves—~f1rst,
building within the Government itself strong potential executlves,
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_secondlyb pulllng good people from the out51de 1nto government positions
that can be manned =5 well,or better by outsiders. "I don't know whether
or not Mr. Hoover discussed this with you, but the Hoover Commission did
recommend something of that kind, It may take a little time to sell a
workoble program of thls type. BT AR SR

The mavy‘s study undertaﬁen at the 1n5tence of Secretary Forrestal,
which examined industry practices in the development of executives, 1
think, p01nts the Way Yo some klnds of thlngs whlch can be done in h
government. i : : : '
Now, the point I am making is this: There is a great deal more we

can do inside the Government to develop our own executives. As a matter
of fact, there is a little question among some observers as to Whethenie"
the experienced businessman is as goed-ds some people think he is for
certain kinds -of jobs. There are people who feel that you may not be
able to really ‘solve your problems by dependlng ‘upon the experienced
industrialists or businessmen to come in: and do a war job as infrequently -
as we hope to have to do it. : -

Then let me say Just one furtner word about this key personnel reserve
COTPS . I pointed out a moment ago that there are a good many problems
connected mith it, Would you try to set up a reserve corps that covers
broadly the whole civilian government, or would it be restrlcted,to units
or departments. that might be engaged in mobilization activities? Would

it be restricted to the planning groups, such as those in the National
Security Resources Board and some others? - How would you finance it?
What kind of status would you give these peOple? How could you sell a
program of -a kind which would keep up the interest of men over a period
,of years, from the standp01nt of the money involved in doing 1t?

I talnk the whole area needs a good deal more tnought than we have
given it heretofore. I. believe this program of giving: -advance knowledge
and advance information to incoming executives—-—showing- them, partlcularly
outsiders, what they can expect, what they can and cannot do in govern— .
ment ;3 eliciting their cooperation and participation in advance in working
out some problems we are confronted with here--is extremely 1mportant and .
has great poss1b111t1es.v : :

In this general fleld I belleve you should know zbout the kind of-
vthlnklng that has been done in the Navy Department. I -don't believe
I am giving away any secrets when I talk about it. The management
engineer of the Navy has had submitted to him an analysis of a civilian
executive reserve corps., I think you might find a reading of that ’
memorandum very. interesting and profitable. It is a very systematic
analysis which suggests answers to such questions as: “lhat are the -
jobs that we have to fill? What kind of people do we need? Where are

9
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we going to get them? What kind of techniques and devices are we going
to use to ‘get them? How are we going to indoctrinate them in advanced""
ind so on. They estimate that, so far as their civilian war activities
are concerned, they have about five hundred p081tlons to flll.

:bocommlt myself any more than I have con this toplc of 'a reserve corps
other than to say that I bplleve it is sametnlng that we.need to plow
1nto pretty deeply. : : _

Finally, somebhing we can get going on in the longer-time project
is a more systematic industry—-government interchange system. That
might be an arrangement a little short of the reserve corps. You people
in the hiilitary Esteblishment are already ahead of us civilians because
you do.have arrangements for assignments. to industry; you have legls—
lation that permits you to put your people as observers and interns in
industrial establishments throughout the country. Such arrangements
spould be a two-wzy proposition. We ought to think again of the
educational possibilities for 3ndustrlallsts to be assigned to govern—
ment and vice versa.

I have a couple of mlnuues left in which I want to discuss what
we could do in the next phas=, the action phase. We must be prepared
%o go into operation immediately. I will pass over that by simply -
saying that tentatively I believe Key personnel problems, deserve at
least a very strong staff function in the war organizutlon.

Let me make these concludlng commentss: First, that while it seems
to be a ready answer to our problem to suggest the establlshment of a
single agency which will either plan or execute this key personnel
program, I think that devite has some.limitations. I believe you
might lose the great advantage of a system where you get the partlclpatlon
of the keymen in the department which has most responsibility for the
~activity and knows most about it, and who therefore knows the people
out over the country. I don't velieve, however, that you should permit
wnet I would call uncontrolled decentralization. There is a need for
© a balance wheel organization to perform such functions as: to minimize
duplication and competition among various agencies; to coordinate their
activities, through persuasion primarily; to stimulate studies of
'problems; to serve as a clearing house; and where necessary and advisable
to develop uniform policies and recommendations on the national position
to be taken. We should avoid anything that cuts into the enthusiasm to
be found in organlzatlonal units having the respon81b111ty for doing
the job.

ilso % would say- tnls‘ Whatbver we work out that seems to be good
management for wartlme may have some real potential value for peacetime
operation,. I would Judge the uffectlveness of a measure for- tlie wartime

10
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use in terms of the smoothness with which you can shift from beacetlme

to wartine operations. There are a great many policies and admlnlstratlve
arrangements’ for handling key personnel that we ought to be using rlght .

now; and if we used them now, our problems in Wartlme would be mlnlmlzed.

* I would say, tod, that the value to the- aovernment of having outstandlng
key perscnnel in wartime . is of sufficient - importance to requlre our military
and civilian agencies to avail themselves of the best brains in. the country
in recruiting these leaders from business, labor, agriculture, and educatien,
I think you might get them to buy the idea that it is profitable for them.
to participate from the very start in the planning phase of mobilization,
Moreover, private interests in the country will benefit if both the c1v111an .
and mllltdry war organlzat+ons are adequately staffed. ,

. Now,: the task of flndlng creative leaders and deve10p1ng 1ngen10us .
administrators certainly does in my judgment demand. continued topside
attention. All the physical and material resources we can amass will'
never substitute for brains and Judgment at the helm, Certalnly it is
a big assignment if we are going to correct .the deficiencies of World
War IX. ' -

Wie should have a charter to follow, as was suggested. by Patterson
Frenchfwhen1he»evaluated;our‘wartime personnel,experience, which would
“fumish us with three kinds of people. Ve are looking for people with
perspective and insight into the nature of the governmental processes.
That is a pretty important thing. I don't believe you can underestimate
it., If they don't know about the hature of governmental processes in
advance, I.think we need to .give them that information. Secondly, we
are looking for leaders without blases. . The detached, objective individual
of ability is the man we: seek. Flnally,we Want peop;e who know how to run
an organlzatlon. : v

Well, that is . a: good—s1zed order. I,hQVE'tried.to indicate some of
the ways T think we might tackle that order. I recognize that in certain
places I have been quite Aindafinite, and, you may feel, evasive. However,
T want to thank you for the pr1v1lege of belng invited to be here., I am
now at your mercy.r : Sl : : ,

QUESTION. IL we do have an- 1ndustr1al moblllzutlon plan whlch we all»
agree on, don't you think it would be possible on a yearly. bas:s to have
the leaders picked for the various jobs? \

. e

MR. WARNER'i In other vdrds, can we crystallize our own thinking -
so that we can pick an individual for: a- glven Job° It vertainly will
taku tinme to get- to that p01nt BESETEE :

I ralsed that questlon Wlth Al Nlckerson, a member of the Board N -
of the Socony Vacuum 0il Company. Mr. Nickerson spent- six weeks with- .-
us in the Board for at least two purposes: first, to really give us
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some needed leadershlp, and, secondly, to give again an 1ndustr1allst
‘an opportunity to work with a group that .is d01ng a planning job in the
field of economlc moblllzatlon. » ‘ .

[

I sald, "Unless we can get to the point of really outlining our

. mobilization job so that we know what is involved in it and can select
. people for specific assignments and train them in advance, as was
recommended; 1nc1dentally, by- one of the committeesof Congress, who

. said, 'Let us have a number of people trained from industry in advance
- to go into these jobs'~~unless we can do that,'we are going to have
to accept the general principle or theory that executive ability is a
certain quantum which, when you find it, can be applied to almost any
. kind of job. Now, you are an oil man." I don't think he will mind
my saying this., It isn't going to be generally circulated. "You are
an oil man. Do you think you have the competence to come in and head.
up the sugar program of this Government°“ ' .

‘He hesitated and then said, "Yes,I do.“,

Then I said: ¥#The reasons why you can do this are these, aren't
they? You have had broad experience in industry. You know the technique
"of what it - is to be an executive., -You have the mental ability to master
new and compllcated programs in a hurry.“

He sald,'“The weakness is that it would take valuable tlme for me
to get to 'the p01nt where I can be on top of this job."

- Now, I don't know how to give a more preclse answer to your
" ‘guestion“than this: ‘I doubt that we can really train people for

-"spe01flc jobs. ' We ought to look more for breadth of training and

experierice and. then develop a system which rounds out experience in
several types of assignment. In the mllltary you now give career
offlcers some varied eXperience before they get: 1nto a. spe01a1ty area.

_ QUESTION. On your reserve program and your rosters ‘how would you

) coordlnate the personnel or.those rosters with the requirements of
other agencies? People of that ability and quality are certainly known
in departments other than yours. Aren't there apt to be other rosters
and other reserve programs which will require thelr serv1ces more than
you will?"’ . L

MR.. WARNER. Yes. I think you have a good point there. - Any kind
of roster system, or any kind of reserve system, if uncontrclled, would
have some duplications in it, I think what you would try to do, however,
is to gradually weed. out overlapping and dupllcatlon. When you get.to
your action stage of mobilization,. however, you must devise arrangements
whereby you do make some assignments in terms of what seems to be the
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greatest need for that 1nd1v1dual's capa01tles, Agaln, 1et me say it
shculd be a system which permits an“individual to~have a’ good deal :9f-
personal dlscretlon in determinlng what he does.-

Now, you can point out, as your remarks imply, that’W1£h oeparaﬁe

rosters you would have the Government as a single empleyer going after

the same individual in five departments, Hence the public would get a

4215

pretty bad impression of how we operate; that would be another ev1denoe -

of bungling on our part.

Perhaps we should weighttae advantages of" decentralizatlon heavily
and cut down overlapping or duplication by assigning to-a given depart~
ment the reSpon31b111ty for doveloplng kay personnel sources. ; :

QUESTION. ‘Vihat is your thinking Wlth regard to retalnlng the
present government organizations in a future emergency rather than
,settlng up an entlrely new wartlme orsanlzatlon.;_ :

MR WARNER: You have asked me a question that is. out of my fleld.
That questlon ‘has been klcxed around this town a -good deal, :

' Thére are some advunta 268, it seems: to me, in having the present
departments of government do a lot of thinking and planning about: the
war activity of which they will become a part or of which their top
employées are likely to6 become a part., For exampls, you couldn't move

into the war food picture without pretty heavy reliance on ‘the Depart— -

ment of Agriculture, could you? You are likely to find within the

Department of Agrlculture today a good manJ peOple competent to deal R

Wlth-the subgeot.

No matter ‘how competent are the people you set up in some central
planning agency in the field of agriculture, they would still have to
work very closely with the Department of Agriculture in this plannlng
stage., The problem though, of whether or not in the war period you
have a separate agency or farm:out operations to various departments
of govermment is a combination of administration and politics, I :
think it has been: p01nted out that we didn't want to have everything
handled within the existing departments in the last war because of-
political——in the sense of-—policy implications, First you have the

prcblem of getting support by Congress.  Secondly, you have the problem -

of ballooning the ‘old line departments, - Thirdly, you inevitably‘heve
a problem some day of bringing them ba¢k down, ~Fourthly, of course,
you have a problem of coordination at the top. So my own view then
would be that “in the- planning stage you have to use the departments

right up to the period of wax operatlon. “Then you need to be ready to

shift 1t over to a separate war or5an1zatlon.~"'

13
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Let me make it clear that I am speaklng absolutely unoff1c1ally,
because this: is.a pelicy question: whlcn w111 be determined .by . someone
olse, probably: the Pr961dent. S < ) .

QUESTION. hould you care to dlscuss brlefly the problem of recrultlng ’
your people on the city level to administer.the various war agenc1es—~tne
draft boards, ration boards, manpower, - and s0 forth——and how far ‘those "
should be volonteers and how far Federal employees°

IR. WARNER: ‘Vihen e were- at the peak of rederal employment we had ,
3 million and about 700 »000~plus .employees in the civil Government., In
addition we had in the last. war over 300,000 who were so—called "without
compensation® people. Now, of that group the larger number was in ration
boards and other klnds of local boards. : :

I think that you Wlll find people who can do that sort of work and
who are available ready and willing to do it on a voluntary basis. My .
point is not whether they do it for us with or. w1thout pay; rather it is
whether you can work out an arrangement whereby you can really give those
people direction and get them to follow orders. ' The recruitment of local
boards, I think, clearly should be:the: respon81bility~of‘tne.local units.

There are a lot of preblans connscted with getting volunteer people
to work efficiently. But I would say that only as a last resort would
I want to put them on the Federal payroll, There is a great advantage,
certainly in community relations, when you have those pe0ple thinking
:thatthey are a part of the war efiort and are making some. sort of con-
tribution and sacrifice to-the war effeort, .

QUESTION: My questiohs nave to do with housing. Did you have any
- difficulty in getting peopls tec Washington at the time you waated them,
.because of lack of housing? If so, is any thought. being given to correct—
g that in the. future. S ' S R
. AR , - . )
MR. WARNER. Thm answer to ooth parts of that questlon is. yes.
Those -of you: gentlemen who were here Quring the war know.what the.
housing difficulties were.. I am still in the house where I was when
I came here, but I have. a prospect of mov1ng in ten days. That is
as far as I have gotten, o . .

During. bhe war we nlt upon varlous dcv1ces for solv1ng tnat problem.‘”
It was mainly:a doubling-up. prop051t10n, because the increase in hou51ng
didn't keep pace w1th the influx of people.v -

We have 1n the Board, 1n faot, 1n the Offlce -of Hum°n Resources of

vwhichT am a part,. a.unit that -eoncerns. itself with hou81ng and community"
facilities. That unit has “been confronted: with the question you raise.
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Another part of our Board's responsibility concerns not only the - .
dispersion of industry but also the dispersion of government. We have
a problem of trying to estimate how big a civilian group is needed in
- Washington, how big it would become during another war. As a matter

of fact, the number of Federal employees in Washington never has been
so high as most people think. As you may know, at the present time,:
.of the 2,100,000~plus in the ¢ivilian Government only a little over
200,000 are here in Washington; and when there were 3,700,000~plus,
the ratio was a2bout the same. o Coe

QUESTION: It seems»to_mé'that‘before ydu éstabiiéh rosters for

key personnel it would be essential to have some idea of what your
organization is going to look like. o - R :

'MR. WARNER: That is correct.

QUESTION: Because it is conceivable that an executive who can
do a good job in one type of organization might not be able to do it
in another. Has your orzanization done anything on the organization
‘of the war agencies up to this time? A ,

MR. WARNER: - Yes, we haws, %When T said "stopgap measures". I meant
exactly what I szid; namely, Buab in pulling together lists of former
incumbents or getting roster information you are doing it on the basis
of what existed in the last war until someone tells you exactly what
the new organization will be, Ws have in the National Security Resourses
Board an Office of Mobilizatioh'Planning.and,ﬁrocedure3 which concerns
itself with precisely the problem vou raise; that is, what will be the .
organization and what will be the responsibilities of the various
organizational units? %e will need to gear the whole program on key
personnel into whatever organization is developed. I think meanwhile
we can do some’of the other things I have mentioned. P ’

QUBSTION: .Am I correct in the impression I received from the talk
that you believe the men who are engaged on the theoretical .or academic
side of work, the college professors, should properly not be placed in.
executive positions ‘but should be placed in staff jobs where. they

wouldn't be concerned with line functions? a

. MR, WARNER: I am glad you raised that question. I am.very happy
‘to try to answer it. On the basis of my observation in Washington -
during the entire war period, I would say this about college professors,
on the one hand, and about businessmen on the obthers - ' -

I have seen businessmen who ‘Were just 25 theoretical and academic
as college professors. . There are a'good many of them. I have seen
businessmen who have "gone into an oerganization and’ floundered around




as much as any college professors. On the other hand, I have seen
academic people, whom we think of as'theoreticians, who were able. -
to get into the complicated wartime problems and do a much- cleaner
job than businessmen. I think the thing you have to recognize is.
the difference between big government on the one hand and blg bu51ness
on the other hand. {

I thlnk, ‘then, that the answer togur question is to be found -in
the cut of man himself rather than whether he is a college professor.

or a businessman or anything else. There are somé college professors

who should be staff men. There are some who have had substantial
administrative experlence. We can capltallze on that admlnlstratlve
experience.

I asked Chester Bowles'a similar question not too long age. I
said, "What is your judgment on this: How do you evaluate the relative
competence of topside businessmen and”topside‘civil.servants?"

He replied something like this: "It has been my experience and
observation that the best are about the same in both fields, 1 did
observe, however, that the academic man and the career government
official were generally more capable of - gettlng into and thinking
through complex problems than the men from business." Then he went
on to say: "I believe the Government itself; while it must continuously
make use of men from business, must do much more than-it ever has

‘before in préparing within government the kind of people who cannot

’

only in peacetime but-in war assune many of the most responsible
positions,”

That is what he said, and I add this: Don't misunderstand me.
I don't say we can't use these men from the outside. We will have
to use them. The trick will be to use them on the kinds of things
in which we in government or in the military customarily do not have,
experience. The solution will be to give them promptly the aid tkey
need to get acclimated to tnelr new. 30bs.

QUWSTION. To what extent do you. feel that wartime executives
should be 1ncludnd Wlthln tne LlVll Service rules and regulatlons?\

‘MR, WARNER: TWell, that is a little dlffloult questlon to answer, ,
because I don't know what you think of some of these Civil Service rules
and regulations. iy answer to it is. thls._ In peacetime and wartime.
the executive group needs to be handled somewhat differently from the
rest of the people. That is wihy I get back to the premise I like to
stress: Good management 1n a war. perlod is also good management in a
peace perlod ‘ :

In the second place, if you give your departments pfactically
the whole say in recruitment and appointment and so on, you have the
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answer., ‘That means that you have flcx1b;e pdmlnlstratlon and you
minimize your central control authorltj. L '

QUESTION'“ You teld us abeut stafflng war organlzatlons. I
would like to ask a question about key staffing., When you are in a
big hurry and get a lot .of these people in, you are tound to make
mistakes,  Laying aside for the moment the question of determining
which are the mistakes, because some of them may be just stepping en
the wrong toes, and assuming you have been able to figure eut the
ones who are mistakes and weren't any good—-—and ‘that may include the
persons ‘you just mentioned who were. proper men for peacetime but net.
worth anything when they get over to war—would you care to comment
on how you are going to get rld of these and replace them by people
who can do the Job7 :

MR. WARNER" I am glad you ralsed tnat one t00, because that is
near to my heart. I thought in 1945 1 had seme good ideas on that.
I said then,-about the time. we ware wxndlng up the Forelgn Economic
Administration and I was on Mr. Crowley's staff, thet I couldn®t
-~ speak freely because I had busn Worklng with a group of execatlves
many of whom would like to stay on in the. ‘government servics; had 1
 spoken freely in that capacity, it would. have appeared that I was

either trying to find something for those executives or myself in
the way of a job. So I waited. .I found it possible to leave that
a351gnmenb and hen I dld ny talklng uftcrmard. -

I talked to some people over on Ptnnsylvaniu Avenue Who had the
respon31b111ty in this gengral area; I said,. ”how, we do have some
-duds, but we also have many good people who came into the Government,
partlcularlj in this businessmen group." I cited some specific- examples,
One was a chap aged fifty-five who had been a successful merchant, who .
had a lot of objectivensss and had done a good job during the war. He
would have remained-on if he could have been put into somethlng‘where‘
his skills would have been utilized. I said: "Now, we have these people
here. Ve need immediately to dovelop a systcm whereby we can get .an
accurate line on which are our good enes and which are not.® 1 suggested
that our civil Government after ths war would be bigger than it was when
we entered the war; therefore, I sald: "You are going to have need for
some: of’these pe@ple, so I thlnk you ought to give them con51derat10n.“

To fa0111tatu maklng your duClSlOnS you should ‘make sure that When
temporary war. service. people come in, you. don't give .them any kind of .
status that will make it hard for you to get rid of them quickly. .That
is one thing you can dos You can take a look at them. You haven't glven
them a status, 50 you develop a program fcr gettlng rld of thenm.

We had good men here. durlna the war who dldn‘t happen to get 1nto
fiorld War I and they were a littls old for World War Il., As a result
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they dldn't have veterans! preference. My own feellng is that we should

have taken that into. considervation,: But there.again we.have a.real problem

- of national policy, of whether or not - YOM @ould modlfy the Veterans' pre=-.

ference principle enough to take advantage of some of those people. You

can'do a lot for the. 61v111an servicey-you:can do a lot for the State

Department, if you can.have. greater flex1bll;ty in. brlnglng into your .

auvxiliary, people -whq .have not pecessarily. had: long: experience in either.

the State Department:. or. the: 01v11 Government, ‘buty, whose buglncss expcrlence k

. really. brought them- in llne to do: the kind of gob we need to have done.
QUmSTION.. I 1mag1ne there 15 qulte a. lot Qf agltatlon for representatlor

“on important war agencies: by various pressure, groupss I wonder .if you .

would discuss. the part played by. such agltatlon and by polltlcs 1n the

selectlon .of . key personnel, . R - , y
MR. WARNER: Well, yes, I will discuss it, I think it'is‘fitting

and proper.that our.top, personnel be selected on polltlcal grounds in

the sense that you need during: the War, and alsc in peace, to have §

topside. the kind.of people; who See, eye to eye., with your Executive. That

is a premlse tnat I‘would use. 1n trylng to talk about your. questlon.

I thlnk, noweyer, tnat after you haVe selected the klnd of people
who see eye to eye with. the Executive or his adv1sers, you will find,
particularly in war, | that those people by and large.are .there to do the
best kind, of job. they Can get dene, that you will not flnd pOlltlcal
patronage a problem. As a matter of" fect I don't belleve you find
political patronage a problem in peacetime. The patronage that you do
find a problem is.what I.would. call, personal.patronage, the "I know.
this guy" bu51ness,nand "beceuse I know hi m, he is a2ll right."

Certalnly dur ng the wa r I W&Smln ‘a pOSltlon to aoserve ‘this

: patronage buSlHGSS; I ean almost name on one hand the-. patronaée cases
that I was; involved in, and. knew ahout. Some of them were pretity interest-
ing. But thls personal patronade bu51ness is qulte another thing. That .
is a. toueh one. .-That is in.my: Judgment of even more 1mportance than some
of the pressure patronuge. . ; :

I recall one ease Where I worked for an.admlnlstrator who was trylng
to get a, llne on. 1nd1v1duals for.a. very. important policy. p081t10n., As
part, of the regort we. prepaled for that ednlnlstrator I indicated the
dezree of acceptability each individual had with several farm groups.
The administrasor's selection of..an.individual was based in.part upon
that 1nformat10n, Se. X say we.. have to take pressure groups into conr-
31derat10n. TR S R . .

) Now, I belleve you solve 1t agaln by gettlng the klnd of people
who temperamentdlly can dlsassoclate themselves personally from their
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‘private affairs. That is very difficult to do if you have a block

of stock in a business, It is pretty difficult to do if you expect

to go back to work with that organization after your government services,.
On the other hand, and again on the basis of fairly limited experience,

I have seen men from business, whose decisions with referenceyto pressure
groups affected either their businesses or their relations after the war,
who made decisions and let the chips fall where they would, I am a little
optimistic about what you ean get out of men in this country under the
kind of scheme we have when you really put them under fire. -

GENERAL HOIMAN: WMr. Warner, -you have certainly given us a very
splendid discussion this morning., We have heard here many times that
when you are able to selve the personnel problem, many of those other
problems fall by the wayside. You have helped us a great deal in our
thinking today toward the solution of personnel matters. We are very
deeply indebted to you. Thank you very much. ’

(15 February 1949—750)S/mag.
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