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%T ~ T • ~. ,~.!~,SON. General Holman and gentlemen: The effective 
conduct of war today requires that the Federal Government ass'<me 
responsibility for many managerial functions ~:hich in peacetLme are 
exercised by thousands of independent business concerns in'their own 
interest, intelligent ~vartime control of the economy is impossible 
v~thout adequate methods for collecting and using facts. ~restablish- 
ing policy for the control of indust~ and in administering these 
controls it is necessary for goverr~ent continuously to make choices 
among competing demands for resources at all levels of economic activity. 
Fiets and the methods used for collecting and applying them are mmnagerial 
tools vH_thout nhich intelligent choices among alternative courses of 
action can not be made. 

To what extent is it feasible in time of peace to m~ke crovisions 
which in case of v{ar %rill .assure that adequate factual data ~,~.~].l be avail- 
able to serve as the basis for making intelligent decisions? Our speaker, 
}vho is Director of the Program Division, National Security Resources 
Board, has studied this problem, and mmny others related to it~ for some 
tLme; I am sure his remarks on the role of research and statistics as 
implements for the operation of a ~-~ar economy -~'~!i be ve~j helpful to you. 

I% is a pleasure to Lntroduce ~. Ernest A. Tupper. 

~fll. TUPPLR: Gentlemen, I am delighted that I ",~as invited to come 
over here to pr~sent a picture of some of the problems that v:e are con- 
cerned r~ith in the National Security Resources Board. Tha subject of the 
role of research and statistics for implementing a v~ar economy is such a 
tremendous one that I don't quite see ho~:r one can adequately cover it in 
forty-five minutes; but I shall try to bring out some of thc high lights 
as I see them and suggest semi ~ of the problems v:ith v:hich we arc dealing. 

I should like to outline briefly the ccints that I intend to 
cover; so that you can follo~v my presentation a little more easily. 
First, I should like to give you some general observations ~bout the 
problems of research and statistics v~ork in a ~:~ar economy. Then I should 
like to emphasize the importance of timing, suggest to you the breadth 
and depth of the problem, and indicate to you the extremely important 
nature of the interrelationships bet~ecn these problems. }k~xt I should 
like to discuss what I consider to b~ the most esse~,~tial of all the 
statistical jobs, the balancing of resources and requirements, and tell 
you v~hat v,-e are plarming to do about it. In conclusion I v:ould like to 
give you three or four examples of the kinds of problems connected ~vith 
this important job. 
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The first thing that we all have to keep in mind is that there 
are three situations v~.ich require a gTeat deal of continuous thought 
and considerations° The first is that war may come suddenly, without 
any prior warning, ~ith little opportunity to shake off ~ ~" pe=ceu~.me 
inertia~ Secondly, ~hat the first critical hours, days, and weeks will 

. . . . .  v the go far t~vard determ~ng the eventual outcome of the war. ~n!re±,, 
size, character, and intensity of war ~re such that we have to plan bn 
the maximum and most effective utf!ization of all our resources and all 
our facilities. .. 

Adequate mobilization needs, as we see them, require giving %o 
the military as promptS, as possible, and for so long as.it needs them , 
all the resources which it can effectively use and the economy can muster, 
Doing so involves giving the Government •control over much of the res0urce~ 
of the country. It means that the Government should have that control no- 
later than M-day; and, I personally believe, as far in advance of Id-day 
as the course of world events appears to make necessary and desirable. 

The granting of or giving to the Government control over much of 
the economy means that the millions of individual decisions of business- 

~ daily have %0 be narr~Te~ men, of ~.'orkers, and of consumers, that are .,~e 
restricted , and in many cases elim/~natedo It means that the Government 
has to Start making some of these decisions~ These decisions at firs6 
must be on questions of broad policy. As the war progresses, if we get 
into a war, it means that the decisions must involve greater and greater 
detail. 

The making of decisions has, of course, to be based on facts. 
Facts are largely statistics, and the analysis of facts or agroup of 
facts usually involves the utilization of statistical tecbmiques~ The 
more reliable our facts are, ~e better o[? s~ulco and the better 
our decisionsG Effective mobilization, there£ore, depends--in my oninion 
in large .Dart--on the collection, compilation~ integration_ = _. ~ and ana!ys, is 
of huge masses of statistics. 

A s t a t i s t i c a l  p r o g r a m  i s  a r e . . : m ~ s m u e  t o  . . . .  o ~ m u . : = t _ o n  o f  a 

mobilization program~ The facts must precede the decisions. Donald 
Nelson and Bernard Baruch, as you know, both spoke of the J~portance .of 
statistics to mobilization planning in the +" ~ ac,~a~ mobilization period. 
They emphasized and re'emphasized the close correlation.between -~oh~ ade- 
quacy of thefactsand the success of '~ t1,<, mobilization egfort., 

In the last war perhaps !O or 15 percent of the people in the 
various war agencies were Classified or identified as economists and 
statisticians. But l thirA this is considerably ur..dersta~ing the amount 
of statisticalwork in those agencicso Ky or,m guess would be that perha 9 
as much as 50 nercent or more of all the man-hours snent in the various 
government war agencies were devoted to the collection, compilatio% and 
analysis of statistics. 
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The high dhvelopment of statistics in the Lhited States at the 
outbreak of the last war compared with the development of statistics in 
foreign countries, and the ingenuity which the statisticians brought 
to their work, in my opinion, contributed significantly to the speed," 
vigor, and effectiveness with ~ich the country.produced for v~.ar, and, 
similarly, to the speed, vigor, and effectiveness ~th ~hich the milita~ 
pressed the war to so decisive and successful a conclusion. 

The problem of shifting the econo~v from a free,enterprise system 
which is widely dispersed and decentralized to a wart~_me system of-opera- 
tion which calls for greatconcentration and great centralization is a 
tremendous one. Of course, as a ~ar progresses, many kinds of problems 
become more and more acute and the need for data becomes grcater and 
greater. 

In laying out a statistical program we have to establish ccrta~n 
objectives and certain goals of the same types as we establish in our" 
productive process or the military establishes in laying out its program. 
~chave to examine our requirements for data. We have to evaluate our 
resources for supplying the data. We have'to schedule our production of 
statistics. And I think, very im.portantly, we h~ve to think in terms of 
standardization, simplification, cons ~ ~ " e~ ~.~tmon, and the elimination of 
waste to the same extent as we do in our productive processes. 

The statistical problems are big, chal!snging, interesting and 
diversified. I think they are worthy of all the cffort that we in the 
civilian agencies and you in the military agencies can put into them. 
They are worthy of all the intelligence, all the imagination, and all 
the ingenuity that ~:e can give them. 

I should like to touch bri~f!y on the problem of tSming, Ln 
trying to plan the Work that v:e are going to do in the Program Division 
we think of it in terms of four stages. The first is the prewar stage. 
The second is the emergency period, perhaps the two, three, four~ or 
five months after the emergency arises. The third is the longer stage 
of a war, The fourth is the postvrar period. The latter, ~fnile rezote, 
is nonetheless exceedingly important, l~hatever we have at the end of a 
war is something we will have to live v~±th for a long t~e, V~e must have 
our thinking adjusted to having that period at the end of ~' v~sr as 
satisfactory as the urgcnci-~s of the war will permit. 

On the breadth and depth of the statistical problems I should 
like to give you a few exar.ples to show the r~nge of the problems that 
must be studied. In the last vrar we all kno~-; that r.~e h~,d :~. registration 
for the draft. That was a huge statistical undertaking, That v.~as a 
resources survcyo We hs.d the registration for rationing. That again 
was a huge statistical undertaking. It "~vas in a sense a requirements 
survey° V~c had the work of thc Armed Services in identifying and classi- 
fying the manpower at its disposal for the purposes of assigning and 
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reassigning people in accordancewith their skills~ their experience; 
• _a~ again was a large statistical project, a and their aptitudeo ~'~ ~ 

resources survey. • . 

~::~ had the work of such agencies as OPA in connecbion with price 
control, OPA had to Study all of the cost-profit.-~rice relationships 
in all industries and trades, and frequently in the cases of individual 
companies.. Naturally, that work v;as all based on. accounting ?rocedures 
and statistical procedures an./. analysis . . . .  

We had the oroject, With v:hich some.of you may have been familiar, 
called theResources Protection Board. That /gain was a research and 

The Resources Protection Board undertook to statistical undertaking. " 
study the. n.~.ttn'~ of our productive processes ~ith a view toward determ!nir; 
the ~eas where critical bottlenecks might occur~ the places where a i=.~ 
percentage of .the production of a particular commodity, a particula r 
machine, or a particular product ?.,-as concentrated, with a vievi: tov.~ard 
determining our vulnerability to attack or to sabotage~ That all had to 
be done on the basis of a study and an evaluation .of industrial statistics 

Interestingly enough, that study, as it nrogre@sed, nrovidedsuch 
useful information that I b@lieve drwas resoonsible for the thi~d.ng that 
developed about strate~id bombing~. From that analysis v;e got ~h~ insoira- 
tion for studying the economies of foreign countries on-the assumption 
that in their productive processes they were probably organized somewh:~t 
the same as we were. Many s~.ilar examples could be cited• 

]-•c .•. 

Ne~t I would like to move on-to the interrelationships of the 
vaz~ious problems that v.Te face in a war economy~ These interrelated 
problems mean that we must have a number of interrelated decisions~ 
Interrelated decisions should be based on interrelated statistics. 

.Take the:case of automobiles, for examole;the same thing would : 
be true of a~ost any other commodity "~;'hich you mi. ght. select. We will 
v~'ant to know hove ma.ny, automobiles ve are going to need in case of anoth@r 
vmr. ..e i<now we are g-oing to heed all the facilities of the ~u~omob~.le 
eomoanies to produce .our armaments fo, r a war /~i Order to t ........ some 
steps in the direction of mobilization plann'.ng, v..'e must determine "chat 
our requirement~ ~ ~o~ automobiles are going to be--'shc ~ ,4 ........ • r~.q1..=r~ ....... of the 
military; the requirements of civilians in industry~ in trade, and in 
municipalities. We have to determine in great detail~ .v.Fna.t our require-. 
merits -~vill be. Similarly, we have to determind v:hat our resources ~,.~i!l 
be. Our resources, as I think. Of. them, are the automobiles.that are in 
the h'~o.ds of distributors on the day. the emergency arises;-the automobiles 
that come off the production line as industry is converted .to v~-ar; and 
the automobiles that can be recaptured from noneSse~tia! use. If you .... 
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need X cars more than you r going to have avail~ble. Th:~t figure will 
determine thc speed with ~:hich you could convert the automobile :hndustr~j 
to -~var production. It is a qucstion of statistics. 

In determining the requirements for autor~obil¢s you hay<: to think 
in terms of the kind of ~ar you might have to fight, Were it ~'ould be 
fought, and the transportation problems that would be involved. Wether 
you need more or less automobiles will depend in part on the extent to 
which you propose to use other forms of transportation. A determination 
of the extent to which you are going to use other forms of transcortation 
~ill depend on the availability of gasoline, on the availability of rubber, 
and on the availability of other critical items that are needed in the 
transportation industry. Bear in mind that al~ through this we are talk.lug 
about tons of rubber, gallons of gasoline, millions of passenger mikes, 
freight-ton miles, and so forth--all statistical data. 

This balancing of resources and requirements is one phase of the 
picture. Another pPmse is, "What can the industry pro~ice or what should 
it produce if it is to be converted?" That again is in part a statistical 
problem° Of course, the engineers and the tecP~ioians can make the best 
decisions regarding the products the automobile industry or the electronics 
industryand other industries can produce; but, nevertheless, statistical 
~ork comes into it in the sense that it is all expressed in terms of square 

~.~ms of skills, and feet of floor space, in terms of v~orking space, in .... 
in terms of machines. 

Assuming that ~,~ar could break out, the availability of such data 
as I have been discussing %,ould show -¢~hether you should freeze the sale 
of automobiles the first day or whether you should continue to sell auto- 
mobiles for some period before freezing ssles. If you were to freeze sales 
of automobiles, that would necessitate some provision for rationing them. 
YoU must have a kno~vledge of the price at ~ich automobiles were to'be 
sold. The price, of co~se, will be determined by the initial cost, plus 
the cost of storage and maintenance, and things of that character. 

In the process of converting an industry to the production of 
armaments, i% means that there is a !o% of idle inventory and ~2~chine~/ 
in the plants ~at must be moved out in order to provide capital for 
conversion and in order to relieve working and storage space. It means 
that n~v supplies must come into the factory, n~v m~aterials, ne~ machines, 
and new equipment. These nef.,r supplies, hen machines, and e~ipment must 
be moved on a relate4 and integrated basis. And all of this, from the 
initial determination of requirements and resources through to the alloca- 
tion, as I see it, is based to a very large extent on the collection, 
compilation and analysis of adequate data. 

The most fundamental job of all, in our opinion, is the planning 
of the ~ork of balancing resources and requirements, and the conduct of 

• the balancing operation if and when you get into a war. 
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A determination of requirements involves detmrr.J.ning the-~ ~-~.7 
components, end oroducts, m~npov."er, the "~ .... ~ ~" • c-n.S . ~r~r..s~_.or~_ u_.on, so cn across 
the ~ ~:~.=o u~:esc requirements ~ ~ ~ m o  ~ be wno!e range of resources. It means ...... ' .... 
specified in terms of specific programs, such as ]~c.~CI shipbuilding progra 

, " . @e~-.~rtm~nt of Agriculture will or for example, the .orograms.~<;hich. the r ~o ~ . . 

carry on, It means bre~king :the Navy's .ship program do~.'aq into the 9ropos 
destroyer escorts or s.ubmarines or whatever types<of other shi p programs .. 
~ +  " :  . ,  
_ o  may have. :. 

In. the last v:-~r you may,remcm..ber, there •~,':as reiati~ely little 
effort made to integrate the allocation of these various~ resougces~ Cne 
g~ou~ of oeoole aliocatc~ mate.rials~ ~ + ~  group made mrmpov.~e- ~ avai!abl 
another group ~iloc~=~d ~r=nsport~,_on,: and so on~ are now struggling 
..and. wi!l continue to slruggle for.some months to come,• uith this challong 
• ~h,~se various resources can be " ~,-°~ ~ and very impertant problem of how ~ 
so that the-right things are avai!ablc at the.right place~ .:.at the ~.<,.h~ 

rl~h~ quantity.. That is & job r~hich we; didnlt t~,ckle time, and in the "~ ~ : 
before. ?ie are gding to have to tackle it in t-he Qvent of another m~ar. 

The second oroblem,, v~'hich is new, or will bc neu" to us in the .cvc 
Of another war~ is the problem of breaking, dov.un thin ~-"'~m~,m~+s ~ on _~ geogry=p~ 

• i m , ~ .~ ical basis.- In the last r.~arwe d~.dn ~ nave to do ,~ha~,.~ 7,"e ~..'il]. have to 
do it if we get into another war~ first, because wc .are .plannin~ e~er.~al] 

.... integration of all the resourccs-~vith all the requirements° Secondly, 
wc have to face the possibility, that we may suffer sqmo.damaco "and .some 
loss of facilities ourselves as a result ofenemy-action. 

[ 

The thing to remember is that some of o~m~ ,resources are mobile 
and some arc immobile. T~e can move matcria!s and products any pl,~ce in 
the Country,. but wc canlt move facilities so cas:ily, ccrtc.inly not after 
they are fixed~ we canlt move manpower so .... -:~-- r .... d_~o,, Trnnsportation and 
electric porter resources arc ~ome~<,:::=.~ immobi!co So if v;e develop our 
figures on a national "~.sis ~.nd forget about the ~ .... " ~ • . . . o e o s ~ h m c < . . _  b r c . i k d o w n ,  

and if we then lose so~,e of our ~:~-'~+.~<~ ~:,-e cert~.inly -~ c._nno ~ do this 
~bo~--t]'~: ~ is, "~mless over-all integration job that i haw0 be.~n ~L.l:<mng~ " .... ..~ . -- ~. 

we.have ~nfo~m=~].on on a local or rcgion~l basis. . : 

.. "Having r determined the resources :and requirements f0r[ .gn.y ps.rticu] 
" product, the next pr6blem i.s to decide., what you are going to do about th( 

'prospective shortages. ~.re are anticipating that in man~ instances we ar~ 
going ~o face terrific ' snorta~es, There is the croblem.of deciding 

" whether to use critical resources to expand facilities and to' what exten~ 
There is a problem of deciding how you are going to cut back requirement, < 
That, of course, involves relating all the factors one agiiDst 'the other: 

• the factors are, of course, expressed most often in. te~s] of~'= .... ~ 

The oroblem~ after the oolicv .d~cision's are made, as to ~.,'.~l~_~,t is 
going to be done--of doimg the actual job of get~ing the ~_,~ht materials 
and various other resources at the right places at the right timeZ-,is an 
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operating job° Of course, the operating job can be handled only in terms 
of who needs what and how much, and the answers must be in the form of 
statistics o 

We are conscious of the fact that this problem is so vast and so 
tremendous that there is only a ~art of it which can be done in pe~.eetimeo 
To do the kind of job that has to be done in ?rart~ne or was done in the 
last war involves millions of pieces of paper, it involves billions of " 
figures and hundreds of thousands of man-hours in collecting, compiling~ 
analyzing and integrating this informa-tiono You just can:t do anything 
quite as vast as that in peacetime° So w e  hzve to try to determine what 
is the best approach~ Our decision has been that a considerable r~art of 
our emphasis over the next fifteen months should be devoted to planning 
and that only part of our efforts should be devoted to the actual collec- 
tion of data. I woul~ like to explain in greater detail specifically 
what we propose to do~ 

First, we-are very conscious of the'fact that~ regardless'of how 
carefully we plan, how long we have to plan, and how well we p!an; when 
an emergency arises, nothing we have will be entirelsr adequate~ It vzill 
be impossible to shift over in any very short space of time from usual 
peacetime operations into the kind of operation that is required ~ war- 
%Lmeo Therefore we are putting a considerable amount of thought into the 
kind of circumstances which may arise or the circumstances which may exist 
if an emergency arises~ We are considering the'kinds of data that will 
be needed from other agencies of the Government~ the kinds of data that 
~.~%11 be needed from industry, why the information vN_ll be needed, who will 
need it, and how it will. be put togGther and used° So we are. %hir~ing 
that in an emergency periods a certain amount of stop-gap procedures will 
be necessary. 

On the longer-range job'we are p!anning to c ollect~ ~N_th the 
assistance of security ag3ncies, detailed figures o~ security require- 
ments. That, of course, is from the N~tional ~'" i* ~..llm oar~£ Est ~bLis hment, 
the Atomic Ener~ Commission, and the ~(aritime Co~.~.issiono ~fe expect t~ 
emphasize the bills of material approach to the development of those 
requirements and any ethel - approach which seems to offer the opportunity 
for producing information which is adequate~ 

For the war-supnorting segment of the ~c~n~ ~=~ we arc not plan- 
ning to collect any data by the techniques that we are proposing to: 
develop in the next fifteen months° Instead, we are going to rely on the 
general statistical approximation techmique which is now beilig use@in 
connection with determining the feasibility of the Joint Chiefs of Staff 
plans° But we are, in this i~uterv~ning period of fifteen months, going 
to decide what agencies vcill be olaLmant agencies in the event of ~ another 
war. ,We are going to decide the kinds of' ~.,~l~..~ v.'hich they should report 
to a central war agency~ We v,~l! attempt, to determine the tec~m_iaues 
and methods which should be employed in making these estimatcso ]Tc ~Jil_~. 
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test out as manYo of these tecbmiques as possible in actual op~c~o 
in the various government agencies. And, finaiiy~ ~:e will determine the 
vray inwhich the allocation procedure will be related to the development 
of requirements. Then as a further step ~e will establish a basis for 
following up on the allocation procedure to deternine the e~ent to w~ich 
and the way inv;hich policy decisions arc being carried out, and the 
effectiveness with which the procedures are working° 

You'have here • in the Industrial Co~leg~ a series of charts which 
we prepared~ entitlod~ "The Program Balancing Cperation." I therefore 
will not go into any further detail about the way in ~:hich the operation 
is being planned~ I believe those of you who are most interested could 
get much more out of these charts than you could if I were to try to 
describe the oro~osed procedure. 

There are three or four problems involved in this important job 
o£ balancing resources and requirements which I would like to mention 
briefly. I selected them, not because they are necessarily the more 
J~portant problems, but only to indicate the range of the problem~ which 
must be studied. 

For the first example I should like to take the groblem of idle 
and excess inventory. !;,.ten and if v.,e get into a war, production of 
many things is going to be stopped and many others limited. That means 
t',at a good number of businesses are going to have inventorics ~.,~hich the$ 
cannot use and which other people can use° There is a tremendous job 
involved in moving copper~ steel~ aluminum~ textile fibers~ chc.micals~ 
and so on %bmough %he whole range o£ co:mnodities, from the places where 
they are--but car~not be used--to places v~'herc they are needed. 

In the last war the operation which moved millions and mill.ions 
of pounds of ve~ ~ critical items in idle and excess inventor~y was handlec 
largely as a statistical technique~ In the latter stases of my vrork ~it] 
the I~J-PB, I had charge of the Inventory and P_equisitions Branch~ ]!Fe at 

..... t v~e needed, one by one as first thought we vrere going to find things *~ 
they were needed. We shortly realized tlmt there ~,~ere hundreds of thou- 
sands of inventories of copper~ of steel~ and of a!umin~m th~'.t had to be 
moved and'that the individual approach vrould not vrork. So we developed 
a very simple statistical technique~ one of mandatory reporting. !;e 
prepared questionnaires and sent them to individuals and companies we 
bmd reason to believe held inventories they couldn't use, :\re requested 
them to identify the oroducts~ ~uhey had--mill shaoes, and ~orms, ~ , sizes 
and specifications, and all the other detail required to identify them 
for a possible alternative use. 

The informa%ion that v~ms reported ~'as centrally tabulated and 
w-as made available to all the offices of the 7~!PB; there it was to be mad 
available for examdmation by people who needed material -,'~hich they had 
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been unable to obtain othe~,~ise. That will have to be done again come 
another war. If vze can have it plarmed in advance and have the tec~m.ical 
work done, v.;e can save a tremendous amoun+~ of time. 

The next point I should like to make is one in cor~nection v:ith 
dete_~mining conmm.er requirements° This is an extremely urger.t ~,nd 

"~-~ to be ' "~ important ~ob and one t .... t b~s tackled very soon. ~:gaz~:, zs we 
see it, the job is to get to the mi!itar-£ the ~zxim~am resources vrhich it 
can use effectively ,and which the econo.~ can supply. 

In that connection it is important to know how little, if necessary, 
the vrar-supporting segment of the econo~j can get along wit~., without 
impairing the amo-~nt of goods that it can produce for milits~y purposes. 
Of course, the requirer.ents of consumers would vary, dependin.~ upon'-~-here 
battles were being fought. If we were fighting on our ov,.m doorstop, 
presumably requirements would be one thing. If battles v:ere being fought 
abroad, presumably consumer requirements would be greater. Also I think 
consumer requirements would be determined sc~,vhat by the stage of the war, 
whether v.~e are at the begirming of a v-at, the middle of a war, or the end 
of a war. 

Consumer requirements are exceedingly difficult to calculate. 
You can estimate how much electric power, gssoline, or oil !nlt into a 
particular machine will be required to produce a certain amount of work. 
You can estimate how m~ny calories a day a ~,n needs to do a particular 
kind of work, and how much clothing he needs in a partieul-~r part of the 
country to do ~ particular kind of work. That is good in theory. But 
when you come to put it into practice, you ~ve to reckon with individuals' 
minds. To what extent ~ill individuals condition their thinking to a 
given situation and be willing to make the kinds of adjustments that have 
to be m~de. To what extent ~,ill they take less of a proven quality 
particularly if they .have buying porter to ourchase more goods of ]:ighor 
quality? 

I would like to mention one sx,~mol ~ in that connection v:hich has 
come to my attention. I understand that the British at the outbreak ef 
the war curtailed the production of cosmetics to about 25 v~rccnt in 
volume. They found out shortly after the curtailment that the curve of 
war production started going dovm. As a result they set up po-,:-der rooms 
in the munitions factories and m~%de it ~zndatory for the girls to use 
cosmetics three times a day. If the report is correct, thely found that 
the curve of war production started going uv.,v~.rd. 

We hope to initiate very soon a comorehensive study of consumer 
requirements, utilizing to the fullest extent possible the various 
agencies of the Government and at the same t~no utilizing some of the 
talents that are available outside of the Govermm.ent. 
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IY6- next" point is in connehtion with one I mentioned somev~hat 
earlier; namely , that there is a .big job of integratinz the allocations 
of various resources. In World %tar II, you ~Ii reczll~ we had two types 
of allocation control, One ,;:as the CI,[P type~ a vertical control, where 
the materials for special PrOducts were allocated first to the services 
and then to prime con%raetors~ then to the subcontractors, and so on dd<~. 
the line. There was also the horizontal contro!where .allocations were 
made to users straight • across the board, regardless of the •user's el.ace 
in the productive orocesso 

As a result of the fact that those horizontal and vertical control 
were not integrated, it l~,~pened, on occasion , th,~.t decisions made at the 
highest . . . . .  policy level v:ere subsequently ch<~ed ~-~ a lower opers.ting level 
For example, Steel might have been a!lo~ated . . . .  to orcduce a given m~.~.~.+.~*~~ .... ~.~_~ 
of automotive.equipm.ento Official's in ch~.rge of ~'~m~s, ball bearings,.. 
wheel asseFblies," lead for b~,.~er!es, and so on.might upset the aliocs•tio 
of" steel by prov3.ding lesser quantities of ..... -'~ • m~ o~ . . . . . .  _,s and components than 
needed to produce the Same quantity of automotive equipment. 

].:~e ~;,ril! nave to figure out some way, in the' event of ,_note.e_ 
~ogevhe~. ~ too policy decision shoul emergency, of tying these things ~ ~ ~ The 

extend right do~,'a~ through the entire system, so that materials v,<i!! flow 
smoothly into parts, into components, into end products~ to the nlaces 
where the~> arc needed and at the time they ure needed--all moving fol~,vard 
on a balanced schedule. 

:: • The last point".l should like to make is the one which always 
should be recognized when you get to dealing v:ith eceno'mists and statis- 
ticians. • They are hungiry and thirsty for figures. Usually they never 
can get enough of the-u. In the last war there -~-.ms a tremendous flow of 
paper into ZTashington--of course, th,:.t mc'ans a tremendous flow of 
statistics. The flo~- at least in the early st~.ges o.f the )~.zo.r ~.<r~.s such 
that it eouldnTt possibly be d~s~ed, The m.?.tr:rial frequently v, as staci 

h:.,na-e it~ We up in corridors or packed into cases because nobody could ~ "* 
must • m,M,~e every oossible effort to find Vr,~.ys of "'~-'~ . C~'O~--.~ s dc~:m to a minim~ 

- our requirements for statistics. 

We must •have • some kind of a centro.lized control over data toques 
*I am told that:.in the !ast*~mr there';¢cre many instances r.-hcrc the man- 

: " hours which w@nt into the collection, compilation a~d analysis of corral: 
figures were greater than those ~¢hich went into the actual oroduction Of 
material that moved as a resu!% of the processing of this paper. This, 
of course, applies chiefly to the allocation of ma[-erials in small amotm 

J.. .u • That,< you very much, gentlemen, for your at~en~zon. I should be 
very happy to try to answer any questions you may hcve~ I should v:arn 
you thal we kno',;. ~ many of the problems, but, so far~. all too few of the 
an~vers. 
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But before we start on the questions I would like to make one 
observation. Some eight or ten weeks ago we received through the 
courtesy of the Industrial College a copy of the Nobilization Plan which 
was prepared by the last class. I went tPrough it very carefully and 
v~s particularly impressed by the excellence of the job, the stJ_mulating 
thoughts and the problems that it suggested. I thought so ~ell of it 
I insistedthat the senior people in my division go through it carefully 
for the benefit which I thought they could get out of it. The comments 
on it have been extremely complimentary. I thought it would be pleasant 
for you gentlcmen to know that yourwork is being studied, reviewed and 
appreciatedby other agencies around to~. 

QUESTION: Ny question has to do with your last point brought out 
in your lecture. I haveread a number of statements by various ~ndus- 
trialists to the effect that they didn't particularly object to giving 
the Government all the figures they asked for, but they did object to 
giving the same figures so many times and in many cases to -~he same 
people or to several different agencies. You have indicated that you 
"received so many that you couldn't use them. V~Tmt, if anything, is being 
done to cut down on these questionnaires or what-have-you that go out, so 
that the government people can get what they need and what they can use 
but so arranged that the various agencies can get it from one ~lace 
instead of seventeen different people going out and asking the same man 
the same thing? 

• ~. TL~PER: I thi~< that two or three points can b~ made in 
Connection with that. One, we should not lose sight of the fact that 
industry likes to gripe about the Govermment and the Government likes to 
gripe about industry, So you are going to hear about the bad things, not 
about the good ones. Regard!css of how good a job is done, it wJ.ll never 

be satisfactory. 

Second, there'is in the Bureau of the Budget a Division of 
Statistical Standards, which under the Federal Reports Act must review 
and approve every questionnaire sent outby a~v goVerr~.ent ngency which 
goes to ~vo or more companies or persons, 1%~hink,'to a degree that is 
an effective control on the requests for data. But, because you have 
somewhat d~plicating functions lodged among different agencies of the 
Government, you never can completely correct this problem or kee~ it 
under control unless you do something more funda, mental with the organiza- 
tion of the Government. 

In our ~,~ case wc are very conscious of the fact that comc an 
emergency, ten people are going to be called to Washington the first 
day, They are going • to get on the ohone and each of them is goir~ to 
call ten more people. So in four or five days you are going to have 
five hundred or a thousand people, who haven't worked together before~ 
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in a building somewhere trying to make decisions. And, because nobo~ 
wantsto make decisions v~thout facts, they'are all going'to start o~ 
on their ~,m hook trying to get information. 

To preventthat we are figuring on two things° Cne, we are plan- 
ning to go around to the ether people in NSR3 and elsev~ere around tow 
and say: "Come an emergency, what is the minimum amount.of data that 
rill be needed to make the kinds of decisions tha~ will have to be made 
in the first two or three months?" ~#e expect to ask them to justify .to 
us why .%he data are needed, hmv they would be used, and. so on. 

Then what we propose to do is to put these requests together into 
anover-all form or two forms or five forms or tenfdrmsr~vhatever may be 
required--and get intergovernmental clearance and.app~val of theme-I am 
assuming that our program in th:is connection~:i!Ibe approved; at the . 
moment it is more or less a paper plan that we are vmrking on in our:..ovm 
division, which hasn't been approved° If it is approVed then we ~%ant to 
go to some of the mere important and more influential people in industry-- .... 
those ~;ho help to condition busSmess thinking--and askthem to review<, the 
forms withus to. make sure we are being realistic and practical with what 
we intend to ask for and tying the questions in v:it?~ the wa~in v~ich 
business keeps its records. 

We also want to have a preventative program. In other vrords~ if 
an emergency should come tomorrmv and we. had worked out what ! am talking 
about, then we would like to go to the Chairman of the top agency and say 
"Here are the facts your people v~ll want tc get. " Here are the thinga 
you must insist that they do not try to obtain, and here is the ~;ay to gc 
about insuring that we have a minLmum amount of confusion resulting from 
data requests." . 

QUESTION: ~ question has to do with industry surveys~ Can you 
tell us if ~ ~ bhe~ e is any marked • change in the way industries have been 
surveyed before the war and v,~at they are doing now? Is there a change 
in the amount of survey~g that is going on? or is there any change? 

~o Tb~PER: You are referring to surveys by the ~ ..... :~a~on,=! Z~ilitar 
Establishment and NSRB? . .  

Q~STION: Yes, and before the war by the I,,Smitions Board. 

~,~. Tt~?PER: So far as I know, the NSRB is doing practically no 
surveyingo The policy' 6f NSRB at the moment is to keep a very tight 
control over our people, to keep them from guing to imdustry and asking f 
information. ",r " ~.e feel that a tr-smendous amo'~mt of in/ormatmon is aiready 
available in the files of the Government vfnioh ought to be examined to 
see what },:e have be.fore "~,.~e start going, out and getting additional data° 
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I know that the ~nitions Board and the Services are making sur- 
veys, but I must confess that as yet I haven't gotten far enough into 
what they are doing to express any thoughts that would be of any value. 

QDZSTION: Do you anticipate needing any specific le;~islation to 
facilitate this statistical data gathering program? 

~':~. TUPPER: In connection with that there is ]egislatfon--I don~t 
know whether it is identified as a Third Zrar Powers Act or ngt---but there 
is a legislative program that the general counsel of NSRB, with the assist- 
ance of many people around the shop, has developed. It is in good shape. 
I am sure that, come an emergency, legislation ~ould be made effective 
quickly. The legislation, since it ~,,~Ii provide for the granting of 
priorities and the making of allocations and all that sort of thing, ~ill, 
I am sure, at the same time provide for getting the essential data. 

QUESTION: In connection with the allocation program that you 
referred to, under Annex 47j the Military Services are making extensive 
allocations at this time. How is that going to be tied in with the 
civilian requirements and those available for the military nhich NSRB m~y 
come up with after it has a further chance to study Annex &77 In other 
words, how far is your 50 percent going to be adjusted one way or the 
other? 

~'~. TL~P~R: Are you ta~¢ing about the allocation of capacity? 

QL~STION~ That is right. 

~v~. TUPPER: That is a rather embarrassing question, i %himk that 
there may be some differences of opinion about the v~y in v rhiCh capacities 
should be allocated. And, of course, if the Services should proceed to 
allocate capacity~ithout regard %o the needs of these capacities for 
certain types and quantities of civilian pro~ction, steps are going %o 
have to be retraced and decisions that have been made rill haw to be 
changed. 

I again have to confess that there are 5ust so many problems 
involved in this whole field and there are so many people interested in 
this particular problem of facilities that I have thought I should stick 
to some of my more immediate knitting. Since I am not too familiar with 
the various aspects of this problem as others, I'ii have to ask to pass 
by this question. 

~UESTION: You mentioned the ~;~oolllzatzon Plan developed by the 
class last year at the Industrial College. Has ~RB agreed upon or 
developed a plan that is s s far advanced or developed in as much detail 
as this student plan for an organization for the conduct of war? 
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is no. We donTt have anything that corresponds to the n~agnitude, range 
and the extent to which you have gone in your plan. 

It would be som~vhat ~nfair, however, to leave the impression 
that NSRB has not been doing a lot of constructive work along this line .... 
in the case of our o~aq shop, for example, we have taken the •position that 
if we are" going to try to plan the resources and requirements balancing 
operation, which involves planningwork for all agencies of'the Governmen 
the intelligent ~'ay to start is to plan 0~ operation first. So we have 
spent a great deal of O~ ovm t~e in trying to figure out what are the 
jobs that have to be done over the next two or tb_~ee years and what are 
t.he relative priorities of the jobs. 

Vie b~ve broken o',~r plan do~m intoprojects. I think in'our shop 
we have forty or fifty different projects, i'fe have broken each proj:ect 
dc~tu~ into the purpose and objective and the• ~rocedure we ~',-ill foLlow~ the 
way in which it is related to other projects, and set time schedule.s• for 
ourselves to accomplish the first stage, the second stage, the third stag 
and succeeding stages. 

That platting job for our o~uq shop-,:as completed 6niy about three 
~,,~eeks ag6, and since then we have diverted our people to ~,:orking on the 
projects. So I w6uld say that momentRrily, you £el!ows are uhead of us-- 
at least on paper° But as soon as we can overcome some of the difficulti 
~;re face, and with ~,'rhich you are familiar, we ~7ili give you'a t0ugh'standa 
to meet. .... 

QUEST ION: Would ~ " ~ ~ ~ ~ ~ you ~p~r ..... e the value of business sts, tistics 
that are -presently available , such as those col!eeted by the Department] 
of Agricuiture; the Department of Co,~merce~ and many other agencies of 

s.,<~:~s ~_cs ~.'i~.ich are collec~ the GoverrLment, and also the normal business ~' '~ ~ 
in great volume and mumbers, Could there be any feasible cb.~nge in the 
method of collecting those statistics to make them more useful to you:? 

I~'R. TUPPER: As I indicated, at %he outbreak of the p:.r.r we had 
a highly developed and excellent st ..... m~Ic~! system. But it wasn't 
adequate" for war purposes. 7;e needed a tgemcndous amount of additional 
information. The system to obtain that additional informatio~ was 
initiated during the war~ and, as the war progressed, lots of things ~.';er~ 
learned. To~',rard thc end of the war there ~'.'s.s resl!y r. very f%nb reoorti~ 
sys t em. 

At the end of the war v:ith the need for cutting back all. govcrnm, 
activities and the emphasis which was olaced on economy in certsin areas 
the work of the Government in the collection, comcilation and correlatio:, 
of statistics tended to go do~mq hill, "~ *~ . . . . . .  e m o i e n - t ~  ± would say that 
the statistical services are not at all ~<dcquute~ They ,ore not in the 
condition they should be in view of the critical situation the world is 
in today. 
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One of the more important projects that has to be initiated by 
NSRB is some kind of an evaluation of our statistical machinery, the 
kinds of information ~ zre getting~ in terms of our mobilization needs. 
If such a job is done, I am satisfied that we are going to find ~-e have 
terrific gaps and inadequacies which have to be overcome if ~c are going 
to be preparcd to meet the kind of an emergency which rzy sometime arise. 

QUESTION: To what degree have you arrived at any basic policy 
decisions ~ith respect %o, for example, the question of civilian recfaire- 
ments as ~tched against the military requirements or anything of that 
sort at this time? Have you made any policy decisions as to the austerity 
basis of civilian life in comparison to ~hat it was ~m the Last war, so 
that you could then go ahead and figure out the civilian requirements? 

MR. TD~PER: ! cantt say that'a policy has bc~n fon~ulated or 
has not been formulatcd. As you know, -~'e h~v~ been without a permanent 
chairman for three or fo~ months. That policy must be formulated at 
the highest possible level. So far as o~r division is concerned, we are 
not at a level vYnere a policy as important as this one v:ould be formulated. 
It could only be formulated by the Board itself. 

QUESTION~ Have you adopted a policy as yet ~ith reference to the 
number of end items and mnterials which ~o into v:orking these balance 
sheets out? 

l:.~.. TL~?PER: In connection with the Program Balancing Operation 
charts I referred to earlier vre attempted to work .out n spe(:ific list 
of items ~'hich v~e would want the military to report on and ~.~ specific 
list of items we want the various ci%~ilian agencies to report on in the. 
first collection of data, Those items contemplated getting those products 
which consume the largest percentage of copper, steel, alu~d/num, and" 
perhaps a few other co.~noditics, ~.~Te were considering rubber, lumber, 
petroleum, and one or tv.ro others, 

Since we prepared our originial plan and made our presentation, 
the budget of NSRB has been looked at a little bit more caref~lly, l'fe 
originally planned an operation which involved using a hundred people 
over the next fifteen months. That contemplatud getting t!mec or four 
hundred major items of military procurement and five or six hundred ~njor 
war-supporting products. It involved making estimates tv~o cr tkmee times 
in the course of the next fifteen months. 

That program has been shelved, and, I thi~/<, ve~y v:iscly~ because 
this job is just too big to get it off from a dead stop, in one step, 
into that kind of operation. I am sure theft over a period cf months ~ve 
will end up "uith a better job accomplished more quickly by doing it on 
a less ambitious scale. So the ansv:er to your question really is yes-- 
we have a policy. If we were to complete our planning and then start 
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gingerly.on t h e  first steps in t h e  coliect~_¢ne.f:da-ca, v ; c  <robab]zy . . . . . . .  , . . . O ~ ± Q  

• ~ " "  ~" " " " t ~ , ' , : m - L , _ < r . ~  . . . . . . .  ~ f i v e  o r  s i x  cover three~ four or slx.ntn~.~z._ec mtVns frc.n , 
h u n d r e d  f r o m  t h e :  ~ v ~  1 ~ ~-r- ' : f  .s,-o, . . . . . . .  , . ~  ,. : . h  a" : o u . , .  ~ , ~ : " '  . . . . . .  wnc~ '  ~ c; i t  1 . ,  ~:-~d._,~_..~ ~ a s  . : 
t h o u g h  w e  w o r e  r . . . o ~ n g  z n . : ~  i ! , ~ , b " . y  ~o,  ~ . . . . .  ., ..= v: : : ,z  L i %  m.~gb,.~ De =~ . . . . .  "...e . ,<.Cu]!d 

be interestbd in n t h o u ~ . : " n d  c r  z ~ . f t c : - . ' .  , ' ~ • "'" ~.u....< ~ a  items° Of co'~rso~ if % ~ e  
were to "get into -a. ]var~ .bhen .t:~e nm~Le,-, of items-that v.~e ~..~ou!d bq. int'~r - 
estcd in ~ m . u l d  b e  " - ~  <'~ * " ~ ~  - ~ - : ~ , - ~ - - ~  , . . . .  

QL~STION: . . Y o u  . m e n t i o n e  . . . . . . .  d jusi, .:, . . . . .  . . . . .  .rig' cor..o!etod a t.~.~e s e 2 % d u 3 _ o ~  

Would you care to st2.%< jUSt ,,.tb/% i.ho <~bjeotives of that timc.,sch.,::d'ole 
are or at ~ ' ~ ~"~>~ " "  "~d~ .......... " ' , " ~  ~" "" ~ ' ~ - ~ " ~  : . . . . .  s t  w h ~ . t  t h e  N o . . ~  , ,~  . . . .  : . . . . . . . . . . .  . , y  b e  ,_.~1~ t o  d o  %o,,~:,._a .... o r e  

o" me,_,,.] .... tzon plannzng? concretciy directing the p ~icy for , ~,.- {,~ " 
,-. ( : 

ZRo TUPPER: I :.{~iI ~ ~ ~i~ you w.n,'.,.& the schedule, is. ?.s we h ~ v ~ .  

developed it in our o~'m shb~,, l-b he.s hot. been approvcd, by Dr.~Steel~<n 
a s  . y e t ,  b u t  we b e l i e v e l  i t . .  w i l l  b e .  Assur, ;Lng tb~o.t D~: , , . .S teeLman . a p p r o v e  # 
i t  a new C h a i r m a n  o f  ,NSRB m i g h b  h a v e  a semcv;he. t  d i f £ C r o n t  c o n c e p t i o n  o f  
what this schedule should be, .  Likewise, if the international situ.?.ticn 
should change one.wc¢; or thc other, I thJ.rN: the schedule -- ~' , ~ O ~ C .  h,?.v3 ~ 0  

n.~. t  s - h o u l d  .be  ~ . . . .  ~ be modified. We in the ProgTar~ Division t~.ink~ t'~ we : ........ r~ 
by I July 1950. ' We should knov: exactly what we ought to. do and the way in 
which we ought to do it, so we would have some people in our shop and a 
few people in other government a~.nc=es-" who have some ~_a_.n~n.~ for dcing 
the job of determining and oalanc~n<_ resources and requirements_ . • By o ~u~.~ ~ 
1950 the wholeplan should be laid out~ In tLe period, from ! July ].950 
to I Suly 1951, we third< in terms of mmkJmg our tests, not-preliminary 
tests, but final tests, to see how well ~;;e planned t~-is ~ -" .~ .. oh.=ns~ to collec~ 
d a t a  a n d  r e v i e w  o u r  p l a n  i n  a c t u a l  o p e r a t i o n ,  I t  w o n l d  b e  o n l y  ' a f t e r  
t h o s e  tyro y e a r s  a n d  t h r e e  m o n t h s  t h a t  we v.;ould b e  p r e p a r e d  t o .  u n d e r S a k e  
anything on any scale that any circumstances .mi~ht necessitate~ 

Now~. don't get misled by ~" ' • ~,~mn:<_n~ that ".;c . u r c  <,. bunch of long- 
haired planners who ; ; a n t  to ~ian t~is . . . . . . . .  t~-~ ~g out so carefully that every 

ohre., month: last knot is tied and that it is going to take tv:o years and ~ 
to do it. If in any year the oressure should become such that the : 
pro~ect ought to be telescoped--this again is another pro~ec t inont.. 
shop--from the ~:~ay we have it laid out to eighteen months,.a year, 
perhaps even less, we can do it But for o_~e next f£fte.e;n ~r.onths 7.:e 
Dave ~,.'orked out for each one of our projects--and, as I say,. there are 
about forty, or fifty pro~eets--exactly when we hcpe to comolete each 
phase of each project, and 'now'. We have scheduled our cperabions.: 

~,'1~, NIKLASON: Thankyou. ve~ much, ~[r..Tupper, for a very heiof 
discussion of a very difficult subject . . . .  

},:R. TU] ~ : -~ is a oieasure . . . . . . .  to come here ho~e if i~:..'c Zn ~ne 
Program Division can help you in any vmy at any time, you -~,:-!ii come over 
to see us. You ¥;ili fLnd a very re~-dy ~-~ .... I,~ ~_,~0~.~. 

(12 ],iay 1949--450)S. 
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