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1 April 1949

MR. BIKLASON: General Molman and gentlemen: The effective
conduct of war today requires that the Federal Government azswure
responsibility for many‘manaheria¢ functions which in peacetinme are
exercised by thousands of indenendent busiress ccncerns in their own
interest, Intelligent wartime control of +he economy is impossible
vithout adequate metheds for collecting and using facts., In establish-
ing poliey for the control of industry and in administering these
controls it is necessary for govermment continuously to make choices
among competing demands for resources at all levels of eccrnomic activity.
Facts and the methods used for collecting and applying them sre msnagerial
tools without which intelligent choices among alternative coursss of
action can not be made,

To what extent is it feasible in time of peace to make provisions
which in case of war will assure that adequate factual data will be avail-
able to serve as the basis for making intelligent decisicns? Qur speaxer,
who is Director of the Program Division, National Security Resources
Board, has studied this problem, and many others relat-i to it, for some
time; I am sure his remarks on the role of research and staiisties as
implements for the operation of a war economy will he very helpful +o you.

It is a pleasure to introduce ¥r. Erncst A. Tupper.

MR. TUPPER: Gentlemen, I am dsiighted that I was invited Yo come
over here to prosent z pilcture of some of the problems that we are con-
cerned with in the National Security Resources Bezrde The stbiect of the
role of rescarch and stztistiecs for inmrlemonting 2 war ceonomy is such a
tremendous onc that I don't quite ses how ons czn adequately cover it in
forty-five minutes; but I shall try to bring out some of thﬂ high lights
as I see them and suggest some of the problims with vhich 2 are dealing.

I should like %o outline brisfly the pcjnﬁs that T intond to
cover, so that you can follow my prescntation a 1little morc cosily.
First, I should like to give you somo goneral observations about the
problcms of re¢search and statistics work in a war cconomy. 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 importent
nzture of the interrelationships betwesn thoss probloms, HNoxt I should
like to discuss what I consider %o bz the most essential of il the
statistical jobs, thc balancing of rosources and reguiremsnts, and tell
you what we are planning to do abeut it. In conclusion I would like to
give you three or four examplas of the kinds of preoblems connecied with
this important job.




The first thing that we all have to keep in mind is that theve
are three situations v ich require a great dezl of continuous thouzht
and considerations. The first is that war may cone uuddenly,'wlthout
any prior warning, with little opportunity to shake off peacetime
inertia, OSecordly, that the first critical hours, days, and weeks will
go far toward determing the eventual outcome of the war, Thirdly, the
size, character, and intensity of war are such that we have to nlar on
the maximum and most effectlve utilization of all our resources and al1
our facilities.

Adequate mobilization needs, as we ses them, require giving te
the military as promptly as possible, and for so long as it needs then,
‘all the resources which it can effectively use and the economy can muster.
Doing sc involves giving the Govermment control over much of the rescurce:
of the country. It means that the Govermment should have that contrel no
later than M-day; and, I perscnally believe, as far in advance of K-day
as the course of world events appears to make neces sary and desirablc.

The grantlng of or giving to the Goverrment control over much of
the econonyy means that the millicns of irdividusl decisions of business-
men, of vorkers, and of consumers, that are made <aily have to be narrove
restrlcted and in many cases eliminated. It means that the Covernment
has to start nmaking some of these decisions, These decisions zt first
must be on questions of broad policy. A4s the war progresses, if we get
into a war, it means that the decisions must involve greater and gréster
detzail. ) :

The making of decisicns has, of coursz, to be based on fzcts.
Facts are largely statistics, and the analysis of facts or a group of
Tacts usually invoives the utilization of staiistical technigues. The
more reliable our facts are, the bebtter owr stolistics and ihe betier
our decisions. Effective mobilization, therefore, depends-~in my ovinion
in large part——on uhe 00710cu10n, COF?ll&tht, r‘s gration, and analysis
of huge masses of statistics.

A statistical program is a reguisite to the formulation of 2
mobilization program. The fzcts rust vrecede the uccisions. Jon=1d
Nelson and Bernard Baruch, 2s you know, both spoke the importance .of
statistics to mobilization planring in the actual moo,“+2ﬂt on period.
They emphasized and re-eirphasized the close correlstion botiresn the ade-
guacy of the facts and the success of the mobilization effort. '

. In the iast war perhaps 10 or 15 perecent of 4he pecple in the
various war agocneies were classified or identified as ceonomists and
stat13t1c1ans. But I think tlhis is considerably understating the amount
of statistical work in those agereics, By ovm guess would be that perhar
as much as 30 vercent or more of 2ll the man-hours spent in the various
government war agencies verc deveted to the collc t_o¢, compilution, and
analysis of stetistics.
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The high development of stetistics in the thited States at the
outbreak of the last war compared with the development of stetistics in
foreign. countries, and the ingenuity which the statisticians brought
to their work, . in my opinion, contributcd significantly to the specd,
vigor, and effcetiveness with which the country produccd for war, and,
similarly, to the speed, vigor, and effectiveness with whiech she military
pressed the war to so descisive and successful a2 conclusion.

The problem of shifting the economy from o free-enterprisce system
which is widely dispersed and decentralized to 2 wartime system of opera-
tion which calls for great  concentration and greet centralization is a
tremendous once Of course, as 2o war orogresses, many kinds of probleoms
bceome more and more acubtc and the nced for datz bocomes greoater and
greater, ‘ .

In laying oubt 2 statistical program we have to establish cortqln
objcctives and certain goals of the same types os we establish in our:
productive process or the militory establishes in laying out its program,
We have to examine owr requirements for dota, We have to evzlustc our
resources for supplying the data. We have to schodulc our production of
statisticss And I think, vcry importartly, we have to think 3in tcrms of
standardization, simplification, conservation, and the elimination of
waste to the same extent 25 we do in our productive 5rocuss 33 a

The statistical problems are big, challenging, interesting and
diversified, I think they are worthy of a2ll the effort that we in the
civilian agencies and you in the military agencies can rut into them.
They are worthy of all the intelligence, 21l the imaginaticn, and 21l
the ingenuity that we can give them.

I should like to touch brief’y cn the problem of timing, In
trying to plan the work that we are going to do in the Progrom Division
we think of it in terms of four stageses The first is the prewar stage.
The second is the emergency period, perhzps the twe, three, four, or
five months after the emergency arises, The third is the longer stage
of a wars The fourth is the postwar periode The latter, while remote,
is nonectheless exceedingly important. Whatever we have at the end of =
war is something we will hove to live with for a long time. Ve must have
our thinking adjusted to heving that period at the snd of o war as
satisfactory as the urgencies of the war will pormit

On the breadsh un” depth of the statistics problcws-I should
like to give you a few examples to show thc rangn of the problems that
must be studied. In thc last war we 2ll know that we had o rrglstrﬂtlon

for the draft. That was a huge statistical undertaking.‘ That was
resources survey. e had the registration for retioning. That agaln
was a huge statistical undorteking., It was in o scnse o roquirements
survey. Ve had the work of the Armed Services in identifying and classi-
fying the monpower at its disposal for the purvosss of assigning and




rezssigning people in accordance.with their skills, their experience,
end their aptitude. That again was a large statistical project, a
resScurces survey. ‘

e nad the mwork of such agencies as OPA in comneciion vwith price

‘control., OFA had to study all of the cost-preofit-price rmlJuJorsP‘ﬂb
“in all indusiries and trades. a:d frequently in thie cases of 1nd1v1dugl

companies. Naturally, that worl waz all based on acceunting vrocedures
and statistical procedures argd analysis., L

We had the project, with,wtich‘some_of you ray have been familiar,
called the Resources Protection Board. That azgain was a research ana
statistical undertaking,  The Rescurces Protectlon Board undertook to
study the naturs of our productive prcessses with a view toward determinir
the «reas where critical bottlenecks might occur, the places where a large
percentage of the production of a particular commodity, a particular
machine, or a particular product was concentrated, with a view toward
determining cur vulnerability to attack or to sabotage, That all had to
be done on the basis of a’study and an evzluation of industrisl statistics

Interestlngly EﬁOLVh that study, as it uroare$ued provided such
useful information that I belleVe it was responsible for the thinking that
develcped about strategic¢ bombing. From that analysis we got the insvira-
ticn feor studying the eccnomies of foreign countries cn the assumption
that in their productive processes they were probably organized somewnat
the same as we were. Many similar eyamplos could be cited.

Next I would like to move on-tc the irterrelationships of the
various preblems that we face in & war eccnomy. These interrclated
problems mean that we must have sz number of interrelsted decisions.
Interrelated dec151ons shculd be based on interrelated statistics.

Take tke ‘case of autemobilgs, for example; the szme thing would .
be true of a2lmost any other commodity which you m,_gh+ select., We will
want to know how mary'nutorob+¢os we ere golng %o nesd in cese of another
war. o know we are going to heed 211 the fzeiliiies of the auitomobile
companiss to produce our armements far a war, In order teo toke some
steps in the direction of mobilizaticn planning, we mus* de crmine what
cur requirements for automobiles zre going to be--ihe reguircmeniz of ihe
military; the rﬂquircmepts of civilians in industry, in trade, 2nd in
municipalities. We have to determirne in great detail, what our regquire~ -
ments will be. Similarly, we have to determing what our resources will
be. Our resources, as I think of them, are the autcmobilas.that are in
the hands of distributers on the dey thc cmergency arises; - the automobilas
that comc off the production line as industry is converted.to war; and
the autemobiles that can be recapiured from nonessertial use., If you

LI

measure your resources ogainst your raquiroments, you may find what you
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neaed X ears morc thon you ~re going to hove avail-ble, Thot figure wiil
determine the specd with which you could convert the automobile industiry
to war production. Tt is a quostion of statistics.

In determining the reguircments for autemobilecs you hove Lo think
in terms of the kind of war you might have to fight, wvhere It would be
fought, 2nd the transpertztion problems that would bz involved, Whether
Fou need more or less automobiles will depend in part on the extant 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 “ransportation
will depend on the availability of gasoline, on the availability cf rubber,
‘and on the availability of other critical items that are necded in the
transportation industry. Bear in mind that all through this we are talking
about tens of rubber, gallons of gasoline, millions of passenger miles,
freight—-ton miles, and so forth--all statistical data,

This balancing of resources and requirements is one pnase ol the
picture, 4nother phase is, "What can the industry produce or what should
it produce if it is to be converted?" That again is in parb statistical
problems Of course, the engineers and the technicians can make the best
decisions regarding the products the automobile incustry or the elsctronics
industry and other indusiries can producej but, nevertheless, statistical
work comes into it in the sense that it is all expressed in te¢ 5 of sguare
feet of floor space, in terms of working space, in terms of skills, and
in terms of machines.

Assuming that war could break outb, the availsbility of such data
as I have been discussing would show wnother you should frecze the sale
of automobiles the first Zday or whether you sbould continue to sell auto-
mebiles for some period before freez1pg sales, If you were to freeze sales
of automobiles, that would necessitzie scme provisicn for rationing them.
You must have a knowledge of the price at which auwbomobiles were to be
solds The price, of coursc, willi be determired by the initial cost, plus
the cost of sterage and maintenance, and things of that character,

In the process of converting an industry to the nroduction of
armgmrnts, it means that there is a lot of idle inventory 2nd machinery
in the plants that must be meved cut in order to provide czpiial for
conversion and in order to relieve working and siorage spacé. It means
that new supplics must come into the factory, new materizls, necw machines,
and new equipment., These new supplies, new machines, and eguipment must
be moved on a rclated and integrated basis, And all of this, from the
initiel determination of regquirements and resources through to the alloca-
tion, as I see it, is based to a very large extent on the collection,
compilation and anzlysis of adeguate data,

The most fundamentel job of alil, in our onlnlon, is the planning
of the work of balancing resources and rcqulrbmentw, and tre conduct of

.- the balancing operation if znd when you get into o war,




4 determination of requirements inveolves detormining the noserizl
components, end snroducts, manpover, the irznsporitation; znd so on oCross
the whole range o_,reoourccs, It means that thoesc requircnents musy be
specified in terms of specific orograms, suchk as invy shizsbuilding srogro
or, for exszmple, the programs vwhich. the Jepartment of Agricvlture will
carry on, It means brezking the Havy's ship program dovm into the oropes
dostroye; escorts or Suﬁmarinea or wheiever iypes:of other ship vrogrzms -
it may have. o '

In the lost wair, you mey remomber, thefe was relatively little
effort made to integrate the allocation of thosc various. THSOH?C&S& Cne”
grous of pecople allocaied matorials, another groud made manpower availabl

another grouo allocated ur:nsoortatlon, and 30 on, ¥We cre now struggling
and will centinue to struggles for some months %o come, with this challeng

e

and ve ery importont problen: of how these various roscurces’ can be intagrat
so thet the right things are sveilablc 2t the right place; at the right
time, and in the rizht quantity. . That is o job which we didn’t tackle
before, Ve are gding to have to tackle it in the ¢vent of another wor,

The sccond problem,. which is new, or will be now to us in the ove
of another wer, is the protlem of brezking dowm the 'figur@s on o geogrant
ical basise. - In the last var we didn't hove to do that, e will have ‘o
do it if we get into ancther wnr, first, beccause wo gre glarnlng over=all
integration of all the resourcos. with mll the requircments. Secondlyy
we have to face the possibility thot we way suffoer seme damago and some
loss of facilities ourselves as a result of encmy ac tion, S

The thing to r;“cmbor is that some of our roscurcss cre mobile
and some arc immobile. YWe can move matorisls and products any plrec in
the COuntry,‘but we contt move facilitics so casily, cervainly not after
they are fixed, we con't move monpovcer 56 rvxii;yn Tr"HQQOW*"‘Won and
elecctric power resourccs oroc somewhot lmm bLTOa So if we develop our
figures on o natlongl bosis ond forgot nbout the geogrophical breskdown,
and if we then losc sore of our f‘“¢7“t ies, wo cerbzinly cannot do this:
over-nll ﬁntbgrbtion dob that T have besn talking nbor tmntk-g unicss
vie - -have informztion on & loeal or regional basis, ‘

- .. "Heving, determined the resources and raquirements for any particul
product, the next problem is to decide what you are going to do about the
prospect1Ve shortazes, ‘e are anticipating that in many instances we are
going to fzce terrific shortages. There is the croblem .of decicding

‘whether to0 use critical resources to expand facilities and to what exten?
Thers is a problem of deciding how you are geing to cut back requirements
That, of course, involves relating all the fachors one zgdinst ‘the other,
the factors are, of course, expresueg most often in- bver S of'figurés

The Droblem, after the ﬁollcv dzeisions are made, as tc whkat is
going to be done~~of doimg the actunl job of getting the Tl‘ht meierials
and various ouuer resources at the right places at the right time=-is an




operating jobo Of course, the operating job can be hendled enly in fterms
of who needs what and how much, ond the answers must be in the form of
statistics,

iy

o

Ve are conscious of the fzch thot this problem is so vast and sc
tremendous that there is only a cart of 1t which czmn be cdone in peacetine.,
To do the kind of job that has tec be done in wartime 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,
enalyzing and integrating this informetion. You just can't do anything
quite as wvast as that in peacetime. So we have to try ta detzrmine vhat
is the best approache, OQur decision has been that a con31derab1° rart of
our emphasis over the next fifteen months should be devoted to planning
and that only part of our efforts should be devoted %o the actual collec
tion of data., T would like %o explain in greater detzll snecifically
what we nropose to doe

{

First, wo are very conscicus of the fact that, regerdless of how
carefully we plan, how lorng e have to plan, and how T"ELLJ. we plan; when
an emergency arilses, nothing we haove leJ be entirely adequate, It wdll
be impossible %o shift over in any very short space of time from usual
neacetime operations into the kind of opsratier that is requirsd in war-
time, Thereforc we are putting a censiderable amount of thought into the
kind of circumstances which may arisc or the c1rcumstﬁﬂcns wrich may exist
if =n emergency arises. We arc considering the kinds of data that will
be necded from ctler agencics of ths Govermment, the kinds of data that
will be needed from industry, why the information will be needed, who will
need it, and how it will be put together and used, So we arc thinking
that in an emergency period, 2o certain amount of stop-gap prucedures will
be neccssary,

On the longer-rangc job we zre planning to collcct with the
-assistance of secu rltj’”"'pclmaj deteiled figurcs on S”CUTltV reguiregs-
ments. That, of coursc, is from the Fatienzl ¥ilitary Dstablishment,
the Atomic Energy Cormission, and the Yaritime Commission. uO‘CXO“Ct teo
emphasize the bills of matcrial approech te the devclozment of those
requirements and any other approach which séoms to offor the opportunity
for producing informaticn which is adequatoe,

For the war-supporting segmcnt of the cceonomy, we zre not plan-~
ning to collcet any data by the techniques tha%t we arc proposing to
develop in the next fifteen ronths. Instead, we arc goirg to rely on the
general statistieal approximation technigue which is now being used in
connactlion with determining +he feasibility of the Joint Chisfs of Staff
plans. But we arc, in this intcrvining period of fiftesn months, going
to decide what agencics will be cloimant ~gencics in the cvent of amother
war, We are going to decide the kinds of detail which they should report
to a central war ageney., we will attempt 4e deotormine the tochniaues
and mcthods whiech sheould be employed in making these ﬁstln b2se  cin ill

7
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test out as many of these techniques as nossible in cctual operations

in the wvarious goverament agencies. and, finally, v3 will determine the
way in which the 2llocation procedure will bte related o tie develepment
of requirements. Then as a further step we will estoblish o basis for
following up on the 2lleocabion procedure to determine the cxtent to vhich
and the way in which policy deecisions arc being carricd oul, and the
effectiveness with which the procedures are working.

You havs here in the Industrial Collegz a serics of cherts which
we prepered; entitled, "The Program Balancing Cper(tlon T therefore
will not go into any further detoil abeut the way in which the opesration
is being planned. I believe those of you who are most interested could
get much more out of thess charts than you could if I were to try to
describe the vrovesed procedure, '

There are thres or four problems involvsd in this important job
of bzlancing resources and requirscments which I would like to mention
briefly. I selected them, not because they are necessarily the more
important problems, but only to indicate the range of the problems which
must be studied,

For the first example I should like to tzke the croblom of idle
and excess inventory. When and if we get into 2 war, production of
many things is going to be stopped and mary others limited, Thot meons
t-at a good number of businesses are going to have inventorics which they
canrct use and which other people can usee There is 2 ftromendous job-
involved in moving copper, stecl, aluminum, textile fibcrs, chomicals,
and so cn through the wholc range of commodhulou, from the placcs where
they areg—-but cannot be uscd-~to wlaces where they are ncedoed

In the last war the cperaition which mcved ﬂll]Wons and millions
of pounds of very critical items in idle and excess inventory was handle
largely as a statistical technique. In the latter stages of my work witl
the WPB, I had charge of the Inventory and Fequisitions 3ranch. Ve at
first thought we were going Yo find things that we needed, one by one as
they were needed. Ve shortly realized that there were hundreds of thou-
sands of inventories ol copper, of steel, and of zluminum that had to be
moved and that the individual approach would not work. 5So we deveicped
a very simple statistical technique, one of mandatory reporting. 'e
prepared guestionnaires and sent them to individuais and companies w
had reason to believe held inventories they couldn't use. e requested
them to identify the products they had--mill shapes and forms, sizes
and specificaticns, and 211 the other detail required to identily them
for a possible alternative use.

]

The information thet was reported was centrally tab"lafed and
was made available to all the offices of the 5PB there it was te be mad
available for examination by people who needed i material Lh_cn they had
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been unable to obtain otherwise., That will have to be done again come
ancther war. 1f we cen have it planned in advance and have the technical
work done, we can save a tremendous amount of time,

The next point T should like %o make is one in commscilon vith
¢ztermining consumer requirements. This is an extremely urgent and
important Jjob and one that has to be tackled very socn, iAgzain, as we
see it, the job is to get to the military the maximum resources which i%

can use effectively and which the economy can supnly.

In that commection it is important to krnow how 1ittle, if necessary,
the war-supporting segment of the economy can get aleng with, without
impairing the amount of goods that it can vroduca for m¢11tcry TUrCoses,.

Of course, the requirements of consumers would vary, depending upon vhere
battles were being fought. If we were fighting on our own deorstepn,
presumably requircments would be one thing. If battles were being fought
abroad, presumably consumer requirements wonld be greater. Also I think
consumer requirements would be detarmined semvhat by the stogs of the war,
whether we are a2t the beginning of 2 war, the middle of 2 wer, or the end
of a war, :

Consmmer requirements are sexceedingly difficult to caleulate,

You can cstimate how much electric power, gascline, or cil put into a
articular machine will be required to produce a cartzin amount of work.
You c¢an estimate how many calories a day =z man nceds to do a particular
kind of work, and how much clothing he needs in a2 particular pert of the
country to do & perticular kind of work. That is good in theory. Bt
shen you come tc put it into practice, you have tc recken with individuals'
minds. To what extent will individunls condition their thinking to a
given situation and be willing to make the kinds of cdjustmﬂnts that have
to be made. To what extent will they toke less of o proven quality
particularly if they have buying power to purchasc more geods of higher
quality?

v I would likc ito mention one cx % in t connecticn which ha
corie to my attention. I understznd that thc British ot tho outbreak of
the war curtailed the production of cosmetics to about 25 percont in
‘volume. They found out shortly after the curtailment that the curve of
war production sbtarted gning dovm, As 2 result they sot up scvder rooms
in the munitions factorics and made it mendetory for the girls to use
cosmetics three times a day. If the repert is corrcct, t}af found that
the curve of war productiion started going upwnr

We hope to initiate very scon a comprchensive study of consumer
requirements, utilizing to the fulles*t extent poszible the various
agencies of the Govermment nnd 2% the samc time utilizing some of the
talents that arc available ocutside of the Government




My next point s in connpctlon with one T men+Loncd somevhat

oar71rr'

nzmely, that there is o big job of integroting the allocoiions

of verious resources, 1n World War II, you will rec2ll; we had two types
of ullocation control, One was the CLiP type, a vertiecal conircl, wvhere

the "] G
‘gnd then
the line

rizls for spccial products were allocated first to the services
%o prime contractors, then to the subcontractors, and sc on dovm
. There was also the horizontal conur01 where allocnticons were

made to users siraight across the beard, regardless of the wuser'!s nlace
=2 , 5

in the ©

- were not
highest

For excmple, steel might hove been allocated to preduce a given quanitit;

procuctive orocess,

Q .

As a result of the fact thet those horizental and veriical cont
integrated, 1t happencd, on occasion, thnt dceisions made at th
policy lovel were subseqhbnt*y changed 2% a lower operating levo
.
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of sutometive equipment. Officials in cinrge of tires, bnll becrings,

wheel zs
of* stecl
ne“uod t

SCFb;lCS, lead for batieries, and so on might upset the aliseatio
by providing lésser qugntltlos of Jm:cr$n-s and compenents than
o vroduce ths same quantity of automotive equipment.

We will have to figure out some way, in the' svent of another
cmergeney, of tying thess things together. The top policy decision shoul

Coxtend T

ight dewm through the entire system, so that meterials will flow

smoothly into parts, into compencnts, into end products, to the nlace
“hcre they arsc necded ard at thc tlﬂb they arc noeds d——ﬁlT moving forwarc
bulhncad schedule,

" The last point I sheould like %o make is the one which alunys
should be recognized when you get to denling vith sconomists and statis-

ticians,
can get

They are thg“J and thirsty for figures. Usually they rever
enough of them, In the last war there was a tremendous flow of

paper into Wﬁshlngton—-of course, that means o tramendous flow of
statistics, The flow at least in the early stages of the war was such

that it

couldn'™ possibly be digesteds The material frequently wes stach

up in corridors or packed into cascs because nobody could handle it. Ve
must make every possible effort to find wrys of cutiing dovm to & minima
our rcquiremcnts for statistics. ‘

We mus® have some kind of a centrolized control over dots roques

“T am told that-in the last-wmr thovce were wany instonces vhoere the mon-
“-hoirs which went into the collection, compilation and analysis of certai:

figures

were greater than those which went into the actual oroducthion of

maberial that moved as a result of the vrocessing of this puﬁ”l. This,
of course, =DD11 k=) cnlnfly to the allocpulon of materials in small aroun

‘Thank you very much, cent_umen for your attcnticn. " T should be
‘very happy Yo iry tc answer zny questiorq you may hove, I should warn
you that we know many of the problems, but, so far ; 2ll too few of the

answersa
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A But before we start on the questions I would like to make one
observation., Someé eight or ten weeks ago we received through the
courtesy of the Industrial College a covy of the ilobilization Plan which
was prepared by the last class. I went trrough it very carefully and
was particularly impresszd by: the excellence of the job, the stimulailing
thoughts and the problems that it suggested, I thought so well of 1t
T insisted that the senior pecple 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 gentlemen to know that your work is being studied, revieved and
appreciated by other agencies around town,

- QUESTICH: My question has to do with your last point brought out
in your lecture, I have read a number of statements by various indus-
trialists to the effect that they didn't particularly object %o giving
the Govermment all the figures they asked for, but they did object to
giving the same figures so many times and in many cases to the same
pecple or to several different agencies. You have indicated that you
Yeceived so many that you couldn’t use them. What, if anything, 1s being
done to cut down on these guestionnaires or what-have-you taat 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 1t from one vlace
instead of seventesn different people going out and ssking the same man
the same thing?

MR, TUPPER: ‘I think that two or thres points can bz made in
connection with that. One, w2 should not lose sight of the fact that
industry likes to gripe about the Government and the Government likes to
gripe about industry. So you are going to hear about the bad things, not
about the good ones. Regardless of how good a job is done, it will never

be satisfactory.

Second, there is in the Burcau of the Budget a Division of
Statistical Standards, which under the Federal Reporis Act must review
and approve every questiomnzire sent out by any government sgency which
goes to two or more companies or persons. 1 think, to a degree that is
an effective control on the requests for data, But, becduse you have
somewhat duplicating functions lodged among different agencies of the
Government, you never can completely correct this problem or xeep it
under control unless you do semcthing more fundamental with the organiza-
tion of the Government,

In our own case wc arc very coenscious of the fact that come an
emergency, ton people are going to be called teo Washington the first
dsy, They are geing to get on the vhone and each of them is going to
call ten more people. So.in four or five days you are going o have
five hundred or.a thousand people, who haven!t worked togethor before,
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in a building somewhere trying to make decisions., And, because nobody
wants to make decisions without facts, they are all going'to start off
on their own hock trying to get informaticn,

-

To prevent that we are figuring on two things, Cne, we are plan-

‘ning to go arcund te the sther people in KSRB and elsewhere around town

~and say: "Come an emergency, what is the minimum amount of data that

wildk be needed to make the kinds of decisions that will have to be made
in the first two or three months?" We expect to asi them to justifly to
us why the data are needed, how they would be used, and so on. 4

Then what we propose to do is to put these. requests together inte
an' over-all form or two forms or five forms or ten forms--whatever may be
required-~and get intergovernmental clearance and apnfbv41 of theme. I anm
assuming that our program in this connection will be approved; at the
moment it is more or less a paper plan that we are working on in our.owm
division, which hasn't been approved, If it is avoroved then we “ant to
go to some of the more important and more influential people in industry-

-those who help to condition business thinking--and ask them to review the

forms with us to.make sure we are being realistic and practical with what
we intend to ask for and tying the questions in with the way in which.
business keeps .its records. .

We also want to have a preventative programs In other words, if
an emergency should come tomorrow and we had worked cut what I am talking
abcut, then we would like to go to the Chairman of the “Lop dgency and say
"Here are the facts your people will want tc gete ~ Here zre the things
you must insist that they do not try to obtain, and here is the way to gc
about insuring that we have 2 mini mum..mount of confusion resulting from
data requests." : ' ‘

QUESTION: iy gquesbtion has to do with industiry surveys. Can you
tell us if there is any murkod'chbnrc in the way indusitries have been -
uurvoyed before the war aind vhat ithey are doing now? Is thierc a change
in the amount of surveylng that 1s going on? Or 1s there any change?

MR. TUPPER: lou are rcferrlng to surveys by the lHational iiilita
Estqbllshment and hSPB° -

QUESTION: ~ Yes, and before the war by thn itunitions Board,

ME. TUPFER: Sc far as I know, *the NSRB is doing gractically no
surveying. The policy &f NSEB 2t the moment is vo keep a very tight
contrel over our people, to keep them from guing to industry and asking f
information, ¥We fesl that 2 tremendous amcunt of intormstion is already
available in the {iles of thb Government which ought to be examined to
see what we khave before we start going. out and getting additional data,




I xnow that the Munitions Beard and the Services are making sur-
veys, but I must confess that as yet I haven't getten far enough into
what they are doing to express any theughts that would be of any value.

QUZISTICN: Do you anticipate nesding any specific lezislation to
facilitate this statistical data gathering program?

MR. TUPPER: In comnection with that there is legislatior-~1 dontt
know whether it is identified 2s z Third War Powers Lct or not—-but there
is a legislative progrzm that the gensral 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 would be made effective
quickly., The legislation, sinece it will provide for the graniting of
pricrities and the making of allocations and all that sort of thing, will,
I am sure, at the same time provide for getting the essential data.

QUESTION: In connection with the alloeation program that you
referred to, under Annex 47, 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 militzry which NSRB may
come up with after it has a further chance to study Annex 47? In other
words, how far is your 50 percent going to be adjusted one wsy or the
other?

R. TUPPER: Are you talking about the alilocation ofrcépacity?
QUESTION: That is right.

MR. TUPPER: That is a rather embarrassing questicn. I think that
there may be some differences of opininn zbout the way in which capacities
should be allocated. And, of course, if the Services should proceed to
allocate capacity without regard to the needs of these capacities for
certain types and quantities of eivilian production, steps are going %o
have to be retraced and decisions +tha’t have been made vill have to be
changed. : '

T again have to confess that there are just so many problems
involved in this whole field and therz are so many people interasted in
this particular preblem of facilities that T have thought I sheuld stick
to some of my more immediate knitting. Since I am not too foniiiar with
the varicus aspects of this protlem as others, I'1l have to ask to pass
by this question, '

QUESTION: You menticoned the Meobilizaticn Plan developnsd by vhe
class last year at the Industrial College, Has NSRB agreed upon or
develoned a plan that is ss far advanced or developed in as much detail
as this student plan for an organization for the conduct of war?
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MR. TUPPER: OS¢ far as anything being down cn naper, the answer
is no. We don't have anything that corresponds to the magnitude, range
and the extent to which you have gone in your plan,

It would be somewhat unfair, heowevar, to leave the impression
that NSRB has nct bsen doing a lot of construetive work along this line.
In the case of our own 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 planning work for all agencies of the Goverrmen
the intelligent way to start is tc plan our operation first. So vwe have.
spent-a great deal of our ovm time in trying to figure out whait are the
jobs that have %o be done over the next two or three years and vhat are
the relative priorities of the jobs, :

Ve have broken our plan down into projects. I think in our shop
we have forty or fifty different projectss e have brolken each project
dovm into the purvese and objective and the procedure we will follew, the
way in which it is relzted to other projects, =ard set tims schedules. for
ourselves to accomplish the first stage, the second staze, the third stag
and succeeding stages.

That planning job for our own shop was -completed énly about three
veeks ago, and since then we have divaried our pzople to working on the
projects, So I would say that momentzrily, you fellows are ahead of us—-
at least on paper. But as soon as we can overcome som: of the difficulti
vie face, and with vhich you are familiar, we will give >ou & tough stands
to meet, ’ SR

QUESTION: Weuld you arpraise the value of business statistics |
that are presently availabvle, such as those collected by the Department
of Agriculture, the Department of Commerce, znd many other a2gencles of
the Govermment, and alsc the normcl busincss statistics viiich are cellect
in great volume and numberss Could there be any feasible change in the
method of collecting thosc statistics to make them more useful to you?

¥R, TUPPER: As I indicated, ot the outbreck of the war we had
a highly developed and excellent stoiistical sysiem. 2ub it wosn't
adequate for war purpescs. We needsd o tromendous amount of additional
information. The system to obtaim +that additional informatior was '
initiatod during the ver; and, as the wir prograssod, Lots of things wer
lezrned. Toward the cond of the wer therc was reclly o very fine roportia
systor. n »

A% the end of the war with the nced for cutiing back cll govermm
activities and the emphasis vhich was nloced on gconomy in certsain arecs
the work of the Coverrnment in the collection, compilotion and correlatio
of stotistics tonded Yo go devn hill, A% the momend, I would say tha
the stotisticezl services arz not at 2311 sdoguate., Thoy ore not ir the
condition they shrould be in view of the critical situation the vwerld is
in today.




One of thc more importont projects that has to be initisted by
NSRB is some kind of an evaluation of our statisticzl machinery, the
kinds of information we are getting, in terms of our mobilization nceds,.
If such & job is done, I am satisficd that we are going to Tind we have
terrific gaps and inadequacics which have to be overcome if ¢ ave going
to be preparcd to meet the kind of an emergency which may sometime zrisc.

QUESTION: To what degree have you arrivad at any basic policy
decisions with respect to, for example, the question of civilisn regquire-
ments as matched agoinst the militory reoguirements or anything of thot
sort at this time? Have you made any policy decisions as %o the austerity
basis of civilian life in comparison to what it was in the last war, so
that you could then go ahead and figure out the civilian requirsments?

MR, TUPPER: I can't say that a2 policy has beon formulated or
has not been formulatcd. As you know, we have beeon without 2 permenont
chairman for three or four months. That policy must be forrmlztad 2%
the highest possible level, So far as our division is concerned, we zre
not at 2 level where a policy =s impertant as this one would be formulated.
It could only be formulatcd by the Board itself.

QUESTION: Have you adopted a policy 2s yet with reforence to the
number of end items and meoterials which go into werkinz these balance
shects out?

MR. TUPPER: In conncetion with the Program Balancing Operation
charts I referred to earlier we attempted to work out o specific list
of items which we would want the military to repert on ard = specific
list of items we want the various civilian agenecies 4o roport on in the
first collection of data, Thosc items contomplatod getting those products
which consume the largest percentage of copper, stecel, aluminum, and-
perhaps a few other commoditicses ¥We werc considering rubber, lumber,
petroleum, and one or two others,

Since we prepared our eriginial plan and mede our prescntation,
the budget of NSRB has becn looked st a littls bit morc carefully, Ve
originally plannad an eperation which involved using 2 hundrod neople
over ‘the next fiftccn months, That contempiated getting threc or four
hundred major itoems of military procurement and five or six hundred mjor
war-supporting products. It involved making zstimatcs two cr three times
in the course of the next fifteen months,

That program hos bucn shelved, and, I think, very wiszly, becausc
this job iIs jusi too big to get it off from a dead sitop, in one stap,
into that kind of operation, I am sure thot over 2 period cf months we
will end up with = better job accemplished more gquickly by coing it on

2 less ambitious scale. So the answer Yo your guesticn resliy is FES——
we have 2 policy. If we were to complete our plamning snd thon stoert
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gingerly on the first steps in the coli ctren of dltf; vio rroba bly woulid
cover three, four or six. anHv Tol 1+ydn ;rfm tho it Lobnrw and five or Q1X'
hundred from the civiiiar, ‘ e Soriod where it looeod ns.
though we were moving inc xLx\oiJA“' L At-might oo thet o zch$d 
be interesicd ina thoui’ﬁ¢ ar » _ items, Of course, i we

were Lo gct intc a wa then tne nuwies of itoms -thot we would be inter-

csted in would be 1ncr s,a‘VL;:' consldurnsiy e '

QUES”ION' You ncn+ﬂnnr
Wiould you carg to siote JLJu e
arc or at lezst what the NSR
concratoly dirocting the policy

g COF,¢Qt d & tire schédula.
nisotives of uqat time schedile
naoly be able to do toward nore
lization pl“nn*ng '

ving

MR. TUPPER: "I'”ill tell you wand Lhe scn»dulo 13 as we have
developed it in our oML skong It b2s hob- been approwed by Dr .; Bhoclmen
as yet, bub we belisve it will be. Assuning thht Dr. . 5ieelman cpproves
it a new Chairmen of KSRB might nave a somcvk”+ different conception of
what this schedule should be. ILikewise, il the international situsbicn
should change one woy or the other, I think the schedule would hevo o
be modified.” We in the Program Dlv sion taink that we shovld ke rreparec
by 1 July 1950. We should know exactly what wé oushit to do and fhe way in
which we cught to do it, so we would have some »eorle in cur shop and a
few people in other govermment zgencies vwio have soms iraining for deing
the job cf devermining and balancing resources and reguiremenis. 3y Julj
1950 the whole'plan should be laid ocut. In the period from 1 duly 1930
to 1 duly 1951, we think in terms of making our tests, not preliminery
tests, but final tests, to ses how well we plannad this thing; te colleci
data and review our plan in actual opveration, It would be cnly afi
those two years and three months thal we would be prepared to underiake
enything on any scale that any circumsiances might necessitate, :

>

c.+

:

. - Nowy don't get risled by thinking “hat wo sro o bunch of long-
haired plannerﬂ who want 4o yplan this tﬂ_ug cut so carefully that every
last knot is tied and thet it is goling bo tike two years and thres monuh:
to do it. If in any yesr the pressure should become such that the .
preject ought to be telescoped—-this again is ernother project in qur.
shop--~from the way we have it laid out to eighieen months, &z year,
perhaps even less, we can do it. But for the next fifteen ronths we
have worked out for each one of cur projects~—and, as I say,. +}@r are
about forty or fifty proaects——exectly when we hope wo complets sach
phase cf each project, and how. *e have schedulzd our cpser at;ons.-

A

¥R. KIKLASON: Thank you very muech, Mr. Tupper, for a very helof
discussion of a very difficult subject. -

FR. TUPPER: It is a pleasure tc come hcre. “I hope if e
Program Division can help you in any way at zny tirme, vou will coms over
to see us. You will find a vaery ready Lcluome.
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