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PERSQNNEi FOR ST~FFiNG WAR AGENCIES 

i0 January 19&9 

iR. NIKLASON: General Holman and gentlemen: When you reach the 
+Zinalphase of your course in May and ara searching for solutions to 
the many complex problems which are involved in the development of a 
comprehensive economic mobilization plan, you may findthat the devel- 
opment of practicil, realistic measures which ~ll assure the prompt 
staffing of your proposed war organizations with competent personnel, 
presents several perplexingaspects. ~ 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 Security Resodrces Board, he has spenh considerable time work- 
ing on thi~ probiem~ and l am sure his views will be very helpful to 
you. It is a pleasure to introduce+Mr. ~arner, 

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 L. : 
whether he was trnjing to frighten me or make himself feel good because 
he was in that potentially high brass group. However, I really do 
welcome the opportur~ity to meet with you and to discuss this subject. 

I would prefer to take the view that I am simply opening up the 
topic for further discussionj because I believe that I am not ready-- 
I know of no one today wh~ is ready--to:~ive+~ou~f~a~cono~usionm:in this 
area. I intend to follow some notes that I nave 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 wa~ to point out that what I say does not neces- 
sarilyrepresent the O~ficial view of the National Security Resources 
Board. ~e have not as yet made a pronouncement on this subject. But 
my comments do represent some of our thinking. 

Furthermore, I am taking a little French leave of the topic and 
not covering the whole area of civilian staffing. I am limiting my 
remarks this morning to the problem of~taffing civilian war agencies 
with ~ey 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?" V~hat are we talking 
about? ~ell, 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 occupie d by key personnel. However, 
when we speak of key personnel we can't limit ourselves to the war 
organization. ~e have to talk in terms of whag iS needed in the 
civilian components of the ~iilitary Establisl'~ent:, the proposed 
War orsanization, 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 isolate the people who are in the war agencies 
and deal with them alone° 

If you define key personnel in tnat broad manner, you have, I 
would estimate roughly, about 5,000 people, in what we normally 
speak of as the grade 15 or P-8 level, based again upon ~orld ~r 
II. If yougo 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 cpmpetenc@s: 
which 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 civilianwar agencies 
with the required numbers of people and the required kinds of the very 
highest quality. I. thinkwe have to go One step further and co~sider 
ways and means--at least ideally weneed to--of having these people 
"made ready!' to assume imlnediate assignments in case of war. Now, how 
can we Solve bne problem and accomplish our objective7 

~ell, maybe a simple, quick solution is this: A national service 
act under which we have all of the citizens of the country cataloged, 
earmarked, and I would say trained; an act which gives someone the 
authority to put everyone where he thinks the best job can be done. 

Now, I 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° ~'ly own View is that universal service is fraught 
with many ~ractical 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, 
practicaisolution Of the problem. So my assumption is that we are not 
going to have a universal service act until certainly a later time; so 

we need;something p~iorto that. 



All right. Then what might be another kind of soluti0n of the 
p~oblem? Nell, another one might be a very highly developed system 
of reserve corps, one which gives the individuals a real status, 
which pays them, selacts them, tries them out and trains them, and 
perhaps has some of the features of the military reserve system. 

There are serious obstacles to putting into effect Such a novel 
arrangementas a formal executive reserve corps. Some people think 
that it would build another pressure group, particularly if it is to 
be filled with representatives of industry. Others point out that 
it would give industrialists the impression we are in the process of 
regimenting them. I don't believe these objections should stop our 
study of a 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 corps--as not being 
immediately practical. 

Now, getting ddwn to brass tacks, what can we develop in the way 
of a st0pgaparrangement for the mobilization Of key personnel? 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 the first thing you ought to have in your stopgap arrange- 
ment is some systematic analysis and recording of the persons who were 
incumbents in these key cSvilian positions during the last war° That 
at least w6uld give you something tangible todraw on if the civilian 
war eff0rtwould agai~ be placed in the hands of one or more civilian 
war administrators. As a matter of fact, a list of wartime incumbents 
of key position s has been prepared and is available inthe National 
Security Resources Board~ Wherever possiblewe should alsO obtain 
evaluations of how well the incumbents of ~orld ~ar II civilianwar 
posts actually carried on their responsibilities. 

The second stopgap arrangement, following 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 we brought together the current 
rosters being used now by a number of departments of Government, some 
of which had a fairly longhistory, as, for example, the roster developed 
by the ECA. It was thought by the persons inthe State Department, who 
had the responsibility forECA in the planning stage, that the kinds of 
pebple on a roster of persons who had been selected to do a civilian 
occupation job would be suitable for ECA. In developing our consolidated 
roster, we found others in use in the city in a number of departments. 

Our experience with~those rosters points, I think, to a good 
many limitations in the roster technique as a device for keeping 
track of key personnel. 
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Nest departments have as a third sort of stopgap arrangement their 
o~,m backlog of key people. Sometimes that is not too ~-¢ell systematized. 

The fourth Stopgap. arrangement is one ~?hich is being looked into 
by the Civil Service. Commission, the Fede.cal Council on Personnel, and 
the Civilian Personnel Adviser to the Secretary of Defense. That is 
an arrangement vYnereby you have ready, both la~-¢s and Executive orders 
that T¢iil smooth out all of the mechanical difficulties that existed 
during the last vrar. For'example, you had to have nerr arrangements on 
leave, hours of T rork= and so, on. We found~ moreover, that there v~ere 
a good many occasions" v~'hen, because ~;~ v~ere ~uable to actually bring 
people to their first pest of duty~ we lost out on getting some pretty 
good people. So a recommendation b~as b~en made that a plan ~e ~,~orked 
out for traveling people to their initial post of duty and then r eturn- 
ing them home later. This ~:rould be taken care of either by la~/r or 
F~xe cutive order. 

Those are s;ome of the things that have been done. As ..~ou can see, 
T~hile they T~oul.d all be useful, they certainly don't ansvcer the problem 

in f~li. . .. 

No~r, let us move ahead to ~-~at you m~.~ht call another ehasej the 
longer-time readiness° As ~:~e approaqh the development of this longer- 
time readiness aspect o£ the key.personnel program~ I believe T~e can 
look at the !;7or!d ~fa~ ii e~0erienc.e v~ry briefly and find some leads 
as to r:hat ~.re should do and vrhat ~.:re should not do. Perhaps ! can use 
my o~ experience .in t~vo ~rar ~,genc~s to dra~.r out some of these ~oints 

Like a good many other oeople ~¢ho came to :Iashington~ I came to 
do one job and ..s hortly did another.kind. I came to do an organiza- 
tional job. V~en I get fairly ~:rell .started on that, they saidj "Nowj 
you run the personnel end of this ~r agency," which ~'~s the Office 
of Price Administration. 

In the very early, days ~Then I vrentto the Federal C0uncii of 
Personnel ~vhich was co,posedof directors of personnei~ they ca!!ed 
on me as a nev:comer to the Federal.personnel system~ for comment on 
h~T vre could make the thing work better. I said: "~ere is just one 
thing you need .t0 do and that is t 9 P~t. in. my agency a r~presentative 
of the .Civ.il Service Commissi0m vCho canpass immediately-on every 
asoect of personnel management and Civil Service rule.s and regulations 
that normally ~ve are .required to take to the Civil Service Commission. 

t~-e!~ they thre~,r, up their hands initially.~ because that kind of 
thinking ~'~s not customary. As you knob.r, as time progressed vce did 
have an arrangement of that. kind. 
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i observedalso in my. experience that the development of an agency • 
followed a pattern something like this: ThePresident of his representative 
would get on the telephone and call ~r. Jones and say, "You are elected to 
head up this war agency," i~ir. Jones, flattered, came to ~ashingtgn and 
Went through a lot. of motions in getting his 0r:ganizatioh started. He 
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 t~e 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 t~isjob." He knew Tom Smith personally. 
He knew how good a man he was. He knew in addition that Tom Smith knew 
other people and couldhelp him build up his organization. 

~hat kind of answers did he get? Well, he found out first, "I have 
got to stay with my own: co mpany~ It is pretZy im~ortanZ that ~'~ io 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 ~litary ReserVe." ~eii, you see, he was boxed in considerably. 

Well, th~s device that ~e USed of drawing in people who know the 
area and whom we know is a perfectly good one. It is Zhe one I refer 
to as the little black book device of recruitment; it has some merit. 

We had another problem tim, l observed and that was the problem 
of the frustrated businessman. A good many businessmen were utterly 
and completely unprepared to work for the Government. 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 knowto 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 complicated the problem and Caused a great deal of the 
frustration. Now, I dontt ~ant to giveyou the impression 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 represehted 
in one of the things Mr. Bowles did, I lived through or with three 
administratc,r~ofOPA--first ~r. Hendersonj then Senator Prentiss Brown, 
and last ir..Bowles. You remember, ~r. Bowles was brought in to put 
some business acumen into t~ie "long hairs" of the Office of Price 
Administration, among other things. I knew Well in advance of his 
coming that he was going to do that° I figured out some things othat:we i 
inside the agency could do to help him to get ready... . ...... 

First I said: "Let us find ou~ how many businessmen there are in 
our organization who can fill more important spots; secondly, where 
can we use these academic advisers advantageously in less conspicuous 
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 ~ideas or idea men, but which 
will also suggest actual live people for these key positions that " 
~ve have to fill." 

• - r 

I met l~r. Bowies,:.l think, the second da~ he was in the offic'e :: ~ ..... 
and briefed him. On the third day we had a longer session. He is ..... 
a chapwhb., as you probably know, calls you by your first name at " ~ ~ ~ L: 
the second'm@eting. He said, "K@n, I am goi.ng to ha%~ to cal~. on some 
business ass6ciates of mine in R~w York to help me really staff 
this thing at the top." ~£y reply Was: "I think that is ~z~ell. I 
think it" is desirable and probably necessary. But also I thought 
maybe you would be interested in ~'hat We have done." So I laid on 
his desk a list of fifteen m@n for his top jobs and then so on down 
the line with other jobs. 

, _ . • . 

He picked up this piece: of paper, glanced dowh the list and said, 
"Why your number five is th% man I am going to select to be price ....... 
executive." That %'as Jim Brownlee. He has been ~}ith General Foods. 
"Hm," he said~ "lwonder if you, Jim and I couldn't get together 
tomorrow evening and go over this." ~eli, we did. I should have 
explained tha~ not only did we have names of people on this list, 
but we had estimates from a number of other people about what these 
~en were goo~ for--evaluations Of them. Jim %ent over this list, 
~nd he too recognized people he knew. So the long and short of it 
was that Jim said, "On the basis of what you have here I think you 
ought to have these six or seven people in to see me next week." 

I relate this Wartime experience because I believe it points 
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 
administrator something more than h'e can find himself. Then I think 
we should do something about giving advance knowledge, advance information, 
to these administrators, particularly those whcm we. bring into the 
government service from the Outside. 

-There is one other point that I think we discovered. We learned 
during the war that there were a good many people' Who apparently did 
not have a background of training that suited them to do certain jobs 
and yet they did. those jobs exceedingly well. One.observer said ~ that L;'~ ~;:: 

• was a phenomenon Of the war period. He pointed out that in one war ....... 
agency, where they were concerned with the distribution and production .... 
of certain commodities, there'was a very~well-manage~ u~it ~- ~hat successively 
had had these, kinds of pepple doing the top job: an econ0mic~ professor, 
a political Sci#nq@ pr0fessor, a retail drygoods merchant, and an automobile 
salesman. Now~some bf you may ~ot~agree that that is possible; but I think 
you need to hav~ ik ~. mind thatwhile specification has its place, you also 
want to be able ~ to draw into t:hese jobs people of capacity and flexibility. 
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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 ~nportant 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. 
~e 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. 

Then, getting more nearly to the personnel 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 taskof taking these manuals and 
explaining them to and otherwise assisting these new executives we 
know we will have to bring in from theoutside~ Those trained people 
are the ones who are going to make the organization click. 

Next, we could profit by repeating %he kind of experience we had 
in the war, when we brought in men from the outside to assist war 
-ad~yistrators With their staffing problems. Mr, Bowlesi Mr. Nelson, 
and others brought in substantial executives who served them as right- 
hand men in dealing with this whole area of key personnel& Ii 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 ~re really going to set your war organization 
in motion. 

But you have ito go further than that. You have to have something 
for them to woyk 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. 
It gives you a false im~ressi0n 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 operatingdepartments 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 and organizations. 
I say. that because We have to ss@d t~is idea around v@ith 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 
departments of government responsible for developingsources of people, 
either government pe0ple or organizlti6ns~ you may ha~e 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 o£ a~riculture, since it will 
be working in the planning o£ economic mobilization in the area of 
agriculture, should take the responsibility for developing the source 
of key personnel in the field o£ agriculture. 

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 duringthe war, developed a technique 
which divided up the areas of responsibility covered by the Council 
sQ that in each of the major divisions of science they have ten men 
scattered geographically over the country. ~hen 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 device which has been used to a degree is the committee and 
task force approach. There you take the position that you are going 
to bring in businessmen and others to work with us on our current 
problems. Maybe we will get them to think through problems o£ a 
mobilization plan £or a particular industry. ~e will provide that group 
with a permanent executive secretary~ who will give it continuity, ~nd 
who will be the person to carry over from the prewar period to the aa~ual 
war period whatever is developed bY the task group. 

That system has some merit. Certainly it is a decentralized approach, 
which in itself has a good many advantages. Morever you can observe 
people on the ground, which is sometnin5 we didn't do before ~orld ~ar 
II. 7~e frequently took one 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 
to cover the whole area of economic mobilization by the technique of 
task committees. ~e have done some of that in the National Security 
Resources Board, and it has been proposed elsewhere. 

~hatever we do in bringing in outside people to help us--our task 
inwartime 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. I want to suggest briefly 
another: That the Govermnent undertake, and should I think undertake 
very shortly a positive executive developmenv program within the Government 
itself. 

A progra m of executive" development ~as several objectives--first, 
building within the Government it'self strong potential executives; 



second/[y~pulling good p~ople from the outside into government positions 
that can be manned as well, or better by outsiders. I don't know whether 
or not Mr. Hoover discussed this with you/but the Hoover CommissiOn did 
r~commend something of that kind. It may take a little time to sell a 
workable program of this tYPe. 

The ~avy's study undertaken at the instanceof Secretary Forrestal, 
which examtned industry practices in the development of executives, I 
think, .............. %o some kinds of taings which can be done in 
government. 

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 whethe~ 
the experiencedbusinessman is as good•as 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 depending upon the experienced 
industrialists or businessmento come in and do a war job as infrequently 
as we hope to have to do it. 

Then let me say •just one further word about this key persom]el reserve 
corps. I pointed out a moment ago that there are a good many problems 
connected~ith it~ ~ould you try to set up a reserve corps that covers 
broadly the whole civilian government, or would it be restricted 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~ 
~hat 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 standpoint of the money involved in doing it? 

I think the whole area needs a good deal more thought t~lan we have 
given it heretofore. Ibelieve this program of giving advance knowledge 
and advance information to incoming executives-'showingthem, particularly 
outsiders, what they can expect, what they can and cannot do in govern- 
ment; eliciting their cooperation and participationin advance in working 
out some problemsweare confronted with here--is extremely important and 
has great possibilities. 

In this general field I believe you should know about the kind of 
thinking that hasbeen 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 interesZing and profitable. It is a very systematic 
analysis which suggests answers to such questions as: "~hat are the 
jobs that we have to fill? What kind of people do w6 need? ~here are 
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we going to get them? ~hat kind of techniques and devices are we going 
to use to get them? How are we going to indoctrinate them in advance2" 
And so on. They estimate that, so far as their cfvilian war activities 
are concerned, they have about five hundred position s to fill. 

~ell, I believe all of that thinking is to the good~ I am not going 
:~ocommit myself any more than I have on this topic of;a reserve corps 
other than to say that I believe it is something thab we need to plow 
into pretty deeply. 

Finally, something we can get goin~ on in the longer-time project 
is a more systematic industry-government interchange system. That 
misnt be an arrangement a little short of the reserve corps. You people 
in the Military Establishment are already ahead of us civilians because 
you do,.nave arrangements for assignments to industry; you have legis- 
lation that permits.you to put your people as observers and interns in 
industrial establishments throughout the country. Such arrangements 
should be a two-way proposition° We ought to think again of the 
educational possibilities for ,iadustrialists to be assigned to govern- 
ment and vice versa. 

I have a couple of-minutes left in which I want to discuss what 
we could do in the next phase, the action phase. ~,e must be prepared 
to go into operation immediately. I will pass over that by simply 
saying that tentatively I believekey personnel problems deserve at 
least a very strong staff function in the war organization. 

Let me make these concluding comments~ First, that while it seems 
to be a ready answer to our problem to suggest the establishment of a 
single agency which will either plan or execute this key personnel 
programj 1%hink that device has some limitations. I believe you 
might lose the great advantage of a system where you get the participation 
of the keymen in the department which has most responsibility for the 
activity and kno~s most about it, and who therefore knows the people 
out over the country. I don't Oelieve, howeverj that YOU Should permit 
what I would call uncontrolled decentralization. There is a need for 
a balance ~heel organizationto perform such functions as: to minimize 
duplication and competition among various agencies; to coordinate their 
activities~ through persuasion primarily~ to stimulate studies of 
'prgblems~ 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 organizational ~its having the responsibility for doing 
the job. 

Also I would say this: Whatever we work out that seems to be good 
management for wartime may have some real potential value for peacetime 
operation, il~ould judge the effectiveness of a measure for t~e wartime 
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use in termsof the smoothness with which you can shift from oeacetime 
to wartime operations. There are a great many policies and administzative 
arrangements~or handling key personnel that we •ought to be using right 
now; and if we used them now, our problems in wartime would be minimized. 

I would say, to6, that the value to the Government of having outstanding 
key personnel in wartime isofsufficientimportance to require ou~ military 
and civilian agencies-to avail themselves of the best brains in the country 
in recruiting these leaders from business, labor, agriculture, and education. 
I think you miglft get them to buy the idea that it is profitable for them 
to participate from thevery start in the planningphase of mobilization. 
Moreover, private interests in the country willbenefit if both the civilian 
and military war organizations are adequately s~affed. 

Now, the taskof finding~creative leaders and developing ingenious 
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. Certainly it is 
a big assignment if we are going to correct.the deficiencies of World 
War II. 

We should have a charter tofollow, as was suggested_ by. Patterson 
French when he evaluated ourwartime personnel., experience, which would 
'Tomish us with t~eekinds of people.-~e 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 nature of governmental processes, in 
advance, I think we need to .give them that information.. Secondly, we 
are looking for leaders.v~thout biases., The detached, objective, individual 
of ability is the man we:seek. ~nally, we want people who know how to run, 
an organization. 

Well, that is a good-sized order. I have triedto indicate some of 
the ways I think we might tackle that order. I recognize that in certain 
places I havebeen quite :~u~afinite, and, you may feel, evasive. However, 
I want to thank you for the privilege of being invited to be here. I am 
now at your~mercyo 

QUESTION: If we dohave an industrial mobilization plan which we all 
agree on, don't you think it would be possible on a yearlY basis, to have 
the leaders picked for the various jobs? 

MR. ¥@AP]~ER : In other word:s, can ~e crystallize our own ShS~nking • 
so that we can pick an indiwldual for a given job? It ~erta~nly wili 
take time t0 get.to that point. . . : • • - 

I raised that question with.A1 Nickerson, ~a..member of the Board 
of the Socony Vacuum, Oil Company~ ~r. Niekerson spent, six weeks with 
us in the Board for at least two purposes: i~irst, to really give us 
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SOm~ needed leadership; and, secondly, to give again an industrialist 
an opportunity to work with a group that is doing a planning job in the 
field of economic mobilization. 

I said, "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, incidentally, by one of the committees of Congress, who 
said, 'Let us have a number of people trained from industry in advance 
to go into these jobs'~unless we c~n do that, we are going to have 
to accept the general principle or theorythat executive ability is a 
certain quantum which, when you findit, can be applied to almost any 
kindof 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, "Ye% 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 andcomplicated programs in a hurry." 

He said,,'Theweakness is that it would take valuable time for me 
to get to:the point where I can be on top of this job." 

Now, I don't know how to give a more precise answer to your 
guestion:%han this= I doubt that we can really train people for 
specific jobs. ~e ought to look more for breadth of Zraining and 
experience and then develop a system which rounds out experience in 
several types of assignment. In the military you now give career 
Officers some varied experience before they getint0 a specialty area. 

QUESTION= Onyourreserve program and your rosters how would you 
coordinate the personnel on 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 their services more than 
you will? .... ~ " 

MR. WARNER: Yes. I thick you have a good point there. Any kind 
of roster system, or any kind of reserve system, if uncontrolled, would 
have some duplications in i~. I think what you would try to do, however, 
is to gradually weed:out overlapping and duplication. ~enyou 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 individual's capacities. Agai~ le~me~ay~ 
should be a system which permits an~iu~ividual t~haVe a g@od deal~f 
personal discretion in determining what he does, 

Now, you can point out, as your remarks imply, ~ha% with s~parate 
rosters you would have the Government as a singl~ employer ~ going after 
the same individual in five departments~ HenCe ~he public would get a 
pretty bad impression of how we operate; %hat would beanother e~idence 
of bungling o~our part. 

Perhaps we should weighttne advantages of decentralization heavily 
and cutdown overlappingor duplication byassigningtoa given depart- 
ment the responsibility for developingkey personnelsources. 

qHESTION: %~hat is your t1~inking with regard to retaining the 
presen~ government organizations in a future emergency rather than 
setting up an entirely new watt,he or~ar~zatiqn? 

MR. WARNER: You have asked me a question that is out of my field. 
That questionb~s been kicked:aroUnd ~hlstownagood deal. 

There are some advantages, it seems:to me, in having the present 
departments of govermnent do a lot ~ of thinking and planning about the 
war activity of which they will become a part or of which their top 
employee& are likely t6 become a part. For example, 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 Agriculturetoday a good many people competent to deal 
with th~ subject. • 

No matter how competent are the people you set up in some c~ntral 
planning agency in the field of a~iculture, they would still have to 
work very closely with the Department of Agriculture in this planning 
stage..The problem though, of whether or not in the war period you 
have a s~parate agency or farm out operations to various departments 
of government is a ~ combination of administration and politics. I 
think it has been pointed 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 hhe 
]~roblem of gettin~ support by Congress. Secondly, you have the problem 
of ballooning the old line departments, Thirdly, you inevitabl~h~V~ 
a problem some day of bringing them back down. Fourthly, of :colurse, 
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 wa~ Operation. /Then yo~ n~ed t~ be raad~ ta 
shift it over to a separate war org~zation. 
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Let me make it clear that I am speaking absolutely unofficially, 
because thi~ : is, a. po.l'%cy gSest.icn which, vril ! be determined ~by. someone 
else, probably" the President.. 

@UESTIONI ~'~ould you care to'discuss briefly the pr0blem Of recruiting 
your people on the city level .to a~inister, the various war agencies--~the 
draft boards, ration boards, manpower, and sO forth--and~how far those 
should be volunteers and how far Federal.employees? .... 

-. • , . 

. MR. WARNER: When .~:e were at . ~ ~ the peak of 2ederal employment we .had 
3 million and about 700,O00-plus .employees in the civil Govegnment'. In 
addition we had in the last war over .300,000 who were so-called 'h,~thout 
compensation" people. Now, of that group the larger numb'or was in ration 
boards and other kinds of local boards. 

I think that you will 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 without 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 responsibility of the local ~mits. 

There are a lot of problems connected with getting volunteer people 
to work efficiently. But I would say t~t only as a last resort would 
I wan~ to put them on the Federal payroll° There is a great advantage, 
certainly in community relati0ns~.~hen you;have those people thinkir~ 
.th~they area part of tne war eflbrt and are making some sort of con- 
tribution and sacrifice to the war effort. 

QUESTION: My questions nave tm do with housing. Did you have any 
difficulty in getting people to ~ashington at the tLme you wanted them, 
because of lack Q# housing? If So, is any thoughtbeing given to corredt- 
ing that in the future~ .. ..... 

MR. ~ARNER: The answer to. both parts .of that question is yes. 
Those-of you:gentlemen who wer~ here during the ~ar know,what the 
housing difficuTti~s were. I am still in the house where I was when 
I came here,.bnt-I have a prospect oD moving in ten days. That is 
as far as I ha~e gott:en. . 

During b~ wa~ we .hit ,up9 ~ various devices for Solving'that problem. 
It was mainly:a d o~b~ling, np prQposition, ~ecause the increase in housing 
didn't keep pac~ wit~.the influ~ of people. :. 

We have in. th~Beard,.in fact, I in the office of Huma~ Resources of 
v.whichl am a ~art,. a..unit;%hat.concerns ~tse~l£ with housing and community 
facilities. That unit has been conlronted~%h, the question you raise. 
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Another part of IOUT Board's responsibility concerns not only~he 
dispersion ofindustrybut also the dispersion of government. ],e have 
a problem of trying to estimate how big a civilian group is needed in 
~ashington, how big it would become during another war. As a matter 
of fact, the number o~ Feder~l employees in ~ashingtonnever has been 
so high as most people think. As youmay know, at the present time, 
of the 2,100,O00-plus in the civilian Government only a little over 
200,000 are here•in Washington$ and when there were 3~700,O00-plus, 
the ratio was about the same. 

QUESTION: It seems to m~ that before you establis h rosters for 
key personnel it would • be essential to have some idea ~f what your 
organization is going to look like. 

MR. WARNER: That is correct. 

~UESTION: 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 organizationdone anything on the •organization 
of th8 war agencies up to this ti~e? 

MR. ~{~ARNER: ~ Yes, we h~e~. ~e~ I s~id "stopgap measures" I meant 
exactly what I said; namely, ~,~ 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. ~ have in the Natioflal Security Resourses 
Board an Office of Mobilization Planning and Procedure, which concerns 
itself with precisely the problem you 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 th~ other things I have mentioned. 

QUESTION: .Aml correct in the impression I received from the talk 
that you believe the men who are engaged on th~ 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? 

MR. WARNER: I am glad youraisc~ that question. I am vgry happy 
t0try ~o~answer it, on the basis of my observation in~ashing ton 
during the entire war period, I would say thisab0utcollege professors, 

• • .e~ 

on the One hand, and about businessmen on the other. 

i have seen businessmen whowere just as theoretical and academic 
as 6ollege professors. There are a good many of them. I have seen 
businessmen who have gone into in organization and'floundered around 
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as much as any college professors. On the other hand, I have seen 
academic people, whom we think of as theoreticians, wh0 were able 
to get into the complicated wartime problems and do a much cleaner 
job than businessm~n. T think the thing you have to recognize is 
the difference between big government ~n tae one hand and big business 
on the other hand. 

I think, then, ti~at the answer to~our 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 some college professors 
who should be staff men. There are some who have had substantial 
administrative experience. ~e can capitaliZe on that administrative 
experience. 

I asked Chester Bowles a similar question not too long ago. I 
said, "What is your judgment on this: HOw do you evaluate therelative 
competence of topside businessmen and topside civil servants?" 

He replied somethil~g like this: "It has been my experience and 
observation that the best are about the same in both fields. I did 
observe, however, that the a~ademic man and the career government 
official were generally more capable Of getting into and thinking 
through complex problems than the men from business." The~ he went 
on to say: "I believe the Government itself, while it mustcontinuously 
make use of men from business, must do much more than~it ever has 
before in preparing within government the kind of p eoplewho cannot 
only in peacetime but'in war ass~ne many of the most responsible 
positions." 

That is what he said, and I add this: Don't misunderstand me. 
Idon't say we can't use these men from the outside. Ze will have 
to use them. The trick will be to use them on the kinds of things 
in which we in govermuent or in the military customarily do not have 
experience. The solution will be to give them promptlythe aid they 
need to get acclimated to their new jobs. 

QUESTION: To what extent do you feel that wartime executives 
should be included within tae Civil Service rules and regulations? 

MR. ~ARhZR: ~ell,.that is a little~difficult question to answer, 
because I don't know what you think of some of these Civil Service rules 
and regulations. My answer to it is this: In peaCetim~ and wartime 
the executive group ne4ds to be handled somewhat differently from the 
rest of the people. That is why I g~t back to the premise I like to 
stress: Good management in a war period is also good m~nagement in a 
peace period. 

In the second place, if you give your departments practically 
the whole say in recruitment and appointment and so on, you have the 
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answer. That means that youna~e flexihle administration and you 
minimize yourcentral control authority. . " 

~ U E S T I O N :  You told us about staffing war organizations. I 
would like to ask a question about .key staffing. ~hen you arein a 
big hurry and get a lot ~of these people in, you are bound 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 out the 
ones whoare mistakes and Weren't any good--and that may include the 
persons you just mentioned v~o -gore proper men for peacetime but net 
worth anything when they get over to war--would you care to comment 
on ho~ you are going to get rid of tn~se and replace: them by people 
who can do the job? 

. . . . - • 

MR, ~AP~ER: lam glad you raised that one too, because that is 
near to my heart. I I had some good ideas on that. 
I said then, aboutth windingupthe FereignEconomic 
Administrationand I was on gr. Crowley,s staff,• that I couldn't 

speak freelybecause I had be~n working with agroup of executives 
many of whom would like to stayon in thegovernment service; had I 
spoken freely inthatcapaeity, it wouldhave appearedthat I was 
either trying.to find something for those executives or myself in 
the way o~ a job. So~I waited..I found it possible to leave that 
assignment and then I did my talking afterward. 

I talked to some people over on Fennsylvania Avenue who had the 
responsibilityin this gen~r~l ~rea, Iisaid,"Now, we do have some 
duds, but we also have many good people who came into the Government, 
particularly in this businessmen group." I cited some specific~ examples~ 
One ~as a chap aged fifty.five who had been a successful merchant, who 
ha~ a lot of objectiveness and had done a good job during the war. He 
would have remained on if he could have been put into something where 
his skills would have been utilized. I said: "Now, we have these people 
here. ~e need immediately to develo~ a system whereby we can get an 
accurate line on which are.our good enos and which are not°." I suggested 
that our civil Government after th~ war would be bigger than it was when 
we entered the war; therefore, I said: "You are going to have need for 
some of these people, so I thi~ y ouought to give th~m consideration," 

Tofacilitate making~your decisions you should'make sure that when 
temporary war service people come in, you don't give.them a~y kind of 
status that will make it hard for you to get rid of them quickly. That 
is one thing you can do. You can tak~ a look at them. You haven!t given 
them a status, so you develop a program for getting rid of them.~ 

~e had good men hereduring the war who didn't happento get into 
~orld ~ar i and they were a little old for World War II. As a result 
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they didn't have veterans' preference. My o~m feeling is that we should 
have taken that into consideration..- But ,there, a~ai~:we,have a~real problem 
of national ~ policy, of whether or not~y,o,u~,D,eu~d,,-modify .the ~vaterans' ~pre, 
ference principle enough to take advantage of some of those peopIe. You 
cando a lot for the: bivil&an ,ser~ice,~,ygu~.@,a~, do: a lot for the State 
Department, ,if you can hav~ : greate r f lexib$~!it~ in!, bringing into your 
auxiliary, people :whe~ have not -~eges.sarily~ h ad.:~ l~o,ng ! experience in either 
the State DepartmeDt~or: the civilGov~rn~ent:,~b~t whose business .exPerience k 
really brought them-in line to de.~the kind of ,j:eb we need to have done. 

QUESTION:: I: ~aaginethers~ is qUite a 19~,of a.gita tion for rep~gsentatior 
on important :war agencies by various :Pressure.~ groups~. I wonder .if yo u 
would discuss the part played by, such agi.ta,tion and bY politics in the 
selection:of~ke~ personnel. . : : ~ 

MR. WARNER: ~vell, yes, I will discuss it. I think it is fitting 
and proper that our, tgp. personnel .be selected• .on political grounds in 
the sense that y o, u need during~,t~e ,~ar, and also in peace~ to have 
topside the kind~ of PeOPl~,iwho sge, eye to ieye with your Executive. That 
is a premise that L weul ~ use in try Sng.~.o talk about your question. . 

I think~ b0We~r,, that: af~e r you have .selected the kind of people 
who see eye to eY~ with t~e, Executive ~or~his advisers, you will find, 
particularly:in, war, that ~hose peoPl e byand large~a're:there te do the 
best kind of job they can ' get d,~qe~; :thatiyou will not find,P01itical 
patronage a problem. As a ma%te r 9f,fact, I don't be!i~ve yo u find 
pe~itic%l patronage a problem in peacetime. The patronage that you do 
find a probl_em is,what I,~oul d.~al!~personal patronage, the "I know 
this guy" ~business,,,and ','bg,cause:! know him, .he is ~iI right." 

. CertainlM,d~r~g ~he ~'ar I was~$n a position to observe this 
oatr~nage bus%ness~ ~1 can almost name on one hand the patronage cases 
that .i wAs~ involved.in and~ knew about, Some 0f,them were pretty interest- 
ing. Butbhis pe~Sgn~..i Pat'rgn/ge business is quite another thing. That 
is a:b0ughp.ne..oTh.at is i~n,,~my,~ jud~en,t~ of even too-re importance than some 
of the pressure, patronage.~ .... ., ~. 

l-recal!.[one case whe r~ I~w6rked for-an administrator who was trying 
to get a,%ine on,,:individuals, for, a,.very, important policy position. As 
part i0f t.he ~. re~9~t w~e/prepare~,fpr.tha ~ administrator I indicated the 
degree of acceptability each individual had with several farm groups. 
The administrator ~,s selectie ~ 9f~ a~.individual was based in part upon 
that information,` So !.say~we~ba,ve to~ take pressure groups into con,- 
sideration. : ~:, ;.. : ~. 

Now, I believe yg..u iSg!Ve ~it. a~ain -by getting t~e kind of peopl e 
~ho temperamentally can disassociate themselv@s personally from their 
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private affairs. That is very difficult to do if you have a block 
of stock ina business. It is pretty difficult to do if you expect 
to go back to work with that organization after your government service. 
On the otherhand, and again on the basis of fairly limited experience, 
I have seen men from business, whose decisions with reference to pressure 
groups affected either their businesses or their relations after the war, 
who made decisions and let the c~ips fall ~here they would. I am a little 
optimistic about what you~an get out of men in this country under the 
kind of scheme we have when you really put them under fire° 

G~ERAL HOINAN~ Mr. ~arner#you have certainly given us a very 
splendid discussion this morning. ~e have heard here many times that 
when you are able to s~lve 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. ~e are very 
deeply indebted to you~ Thank you very much. 

(15 February 1949--750)S/n~ng. 




