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COLONEL BABCOCK : General " ' Holman, distinguished guests, and gentle- 
men of the College: The Bureau of the Budget in the Executive Office of 
the o - ,  ~reslaent seems to be knovm to most people as the agency that adjusts 
congressional appropriations. }~ny of you have had experience with hear- 
ings before Budget committees and probably think of the term "[~udget" 
merely in terms of dollars, financing, and that sort of thing. The fact 
is that the Bureau of the Budget has many other activities. One of the 
most important of these concerns the organization and administration of 
.the F~deral Goveri~ent. 

Char ,speaker this mornin~ was the Assistant Director in charge of 
administrative management in the ~ureau of the Budget from 1 9 3 9  until 

. i, hlcn tim~ he became the Director of Administratio:i ~ith t}:o 194=8, at ~" " '* 
Eo'momic Cooperation Administration. This morning h e  will speak on the 
subject, "Role of d~e Bureau of the Budget in Economic ~obilization 
Planning." i~. Stone has visited the Industrial Coli~ge before and ad- 
dressed a previous class. We profited greatly from his kno':qedge at that 
time. It is a gr~at personal '" " ~" .~ ~.ono. and i know you will all join me in 
again welco.~ing to ~h~ College, i{r. Donald atone. 

Z,;~, ST01~E: General Holman, Colonol Babcock, gentlemen: I am de- 
lighted to come back here again and join in your discussions. ~</hat I 
would likG to do first is to describe to you some of the prob!cms that 
confront the President in connection with effective plannin~ for ~mcrgoncy 
periods. I shall speak with oarticular reference to the role the Bureau 
of the Budget plays in the process. The question which is most important, 
of course, is tho question of how to got top-level toamv.'ork among the 
different units and officials who are advising the President so that when 
the time for action comes, there will be the essential coordina'tion and 
speed of decision v:hich the occasion requires. I shall also talk about 
some of th~ actual problems of mobilization in time of emergency. Those 
comments will b,~ based on the experience of th~ last ~ar and on my cxp,cr- 
lance in trying to help n~aorous o.goncios got started. 

There are ~,~o typos of planning that must be carried on. First, there 
is the planning for mobilization--the planning of th3 actual[ measures, the 
steps and the proCedures which might be activat,~d at a future date. Second- 

ly, there is the planning of the steps that can be taken at the prosont 
moment for making roaSy for an emergency. The second type of planning is 
the more difficult. 

Both typos of planning must fit into what I have often called the : 
11 o 7 . L "  • unotab~ environment of dcmo cra.,io govor~ucnt." In a democracy we have 
to carry on thos~ planning activities in an environment in which there 
are many skeptics, in which there is groat diversity of opinion, and in 
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which we are always :_~=~.__~.a~,,~,4~ut upon sccuming rcasonably unanimous supoort 
from the several branches of the United States Govor:c.mont. ]'TO caroler 

.~h~ Bureau of the understand the role of the Presidency, and the role of * .~ 
Budget as the principal staff arm of the Presidoncy.~ without: giving some 
thought to the unstabio environment in which they must operate. 

Perhaps I might identify first of all so:no of the activities in which 
the Bureau engages. Then we can soc how it actually operates in the 
"unstable onvirorar, ont." 

Colonel Babcock has made reference to the budget procosst to the 
question of estimates and appropriations, and to the necessary adjustments 
which have to be made r,~h,un the Executive Branch fools that approprictio:ts 
are insufficient to carry out its moods. That, of course, is, in ore 
sense, the heart of the Bureau's functions. Vie hav~ in this ce~untry 
and in th3 Federal Government a particular concept of budgotingo ]i% do 
not view it as a matter of adding machines; nor do we confine the talents 
needed to theso of accou.ntants and bookkeepers, instead, we view the 
budget process as the major nee.ms through which a groat variety of ".oolicy 
and program decisions ar~o made. it is a process that involves the use of 
specialists who are experienced in the subject matter with which they arc 
dealing. Therefore you will find in the Bureau of the Budget persons who 
are dravm_ from ewJrt~" fio!d of activity in which the Federal Govorr~nent 
engages. The Bureau fories to maintain a reasonably sophisticated staffj 
capable of coping with and advising the agencies with respect not only 
to program issues, but also v:ith respect to the administrative policy and 
other considerations that inevitably arise vlhonover a budget estimate is 
considered. 

But this process of dove!oping and executing a budget in the narrower 
sense is only one of s~vera! major functions that the Bureau carries out 
on behalf of the President. In carrying out its administrative ~,~.anagoment 
f~nction, the Bureau scrvos as the principal adviser to the President on 
questions of th.o organization of the Federal Govornmont. These ouosticns 
include the a!Iccation of f,~ctions to inportr~nt a~encios, the mood for 
securing bettor mar'_.agcmont, an/ the constart problem of obtaining bettor 
coordination among the different departments and agencies as well as with- 
in individual departments and agencies. The Bureau has a substa:~~tial staff 
for carrying out its administrative managom.ont function--the staff num..bored 
about a htmdrod persons while I was there. Sir_co then, corgrossiono~l cuts 
have reduced %he nttr, bor somewhat° Indeed, gentlemen, the Armed Forces are 
not the only ones with budget difficulties; the Bureau of the Budget has 
many of its own. 

Within "the Administrnti-/o K:anagomont Division of the Bureau th~re is 
a unit that is concerned with-the malmor in which the United States organ- 
izes its functions abroad, and what its ad~'inistrative ro!atiomships are 
with international agencies. You will therefore find representatives of 
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the Bureau.participating in the delegations to most international cop_eer- 
ences. Virile I was with the Bureau i served as an adviser to ~,~ro Stettinius 
and the American delegation at the San Francisco conference; I was also a 
member of subsequent delegations to' the General Assembly. Later I became 
a member of a standing committee on administration of the General AsserYo!y 
known as the Advisory Committee on Administrative and Budgeting Questions. 
These assig!~ents ar-o indicative of the part the Bureau oiays in bringing 
about bettor a~!ministration in th~ Gov~rrm~ent on a national and international 
lev~!~ 

Another rosponsibility of importance "to our present discussion is the 
legislative coordination function cf the Bureau. One division of the 
Bureau of the Budget serves as the arm of th~ President in securing co- 
ordination .~-ithin th,~ Ex:~cutivs Branch for executive action on legislation. 
No department may submit a proposed bill to the Congress or submit its 
views'to a committee of Congress regarding any bill under consideration by 
that committee without prior clearance and approval by the ~;ur,~au. This 
is done in order to determine Whether or not the proposed bill or the views 
of the agency are in conformity with the views of the President, All pro- 
posed Executive orders go to the Bureau for c!oaranco before they ar0 trans- 
mitted to the President. In this process of clearance, the Bureau consults 
the" various agencies that have an interest in tho subject matter so that 
when an agency is informed that its proposal is in com"ormity or is "in 
accord"--which is a standard term that is uscd--v.~ith the program of the 
President, that agency knows that other ~.goncics arc charged with support- 
ing the proposed legislation. Of course, wo all know that agencies do not 
always abide by the ru].cs ~nd that there is at times a good deal of ";chat 
you might call, frarJc!y~ "insubordination,," but by and largo the Bureau's 
process of c!oarance produces a high d cgroo of coordination in handling 
the problem of legislation for the Hillo 

A bill passed by the ~.~o houses of Congress comes to the Bureau for 
scrutifly and rooort before ~ " .... go...~ to thc President for . slgn~. L,ur~. The 
Bureau solicits the views of th~ agencies affected nnd determines v;hethcr 
the Bureau should recommend to the Prosidcnt'thnt hc approve or vote the 
bill. If the Bureau suggcsts a veto, it submits to the Pro~idont a draft 
of the veto message. This is a function that is littl:~ kno~:rn and little 
u~_derstood, but it is an important doric6 for the coordin~.tion of agencies 
of the Executive Branch. 

_ .~dml__ otru~..on arc. analyzed In the Bureau the principal oolicies of t~.c ;. "~ ~ ~ '~ 
for their fiscal and budgetary implications. For instance, ~n~ Bureau 
spends a grca~ dca! of time appraising the effect of prcgra.~s of the mili- 
tary establishment upon our economy and upon the rest of the budgetary 
programs of the Govorrnuent. The Fiscal Division serves as the connecting 
link between the Bureau a:~d the Co~cil of Economic Adviscrs. 

oh~ coordina- There is a division of the Bureau that is concerned with ~ ~ 
tion of statistical and related research activities of the Government. 
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This divisicn aims to sac to it that one dsoartmcnt is not co!Iocting in- 
formation from industrial ostablishmcr:ts at th.~ same timc that anothcr 
agency is starting to collect material which may in cart dup_!icato the 
first izx~ormation. The main effort, of course, is to secure coordinated 
actier among all the agencies in their fr, ct-gathoring activities. 

So much for brief discussion of the ~-. .... "~ ~ a . . ~ g ~ z ~ t ~ n  of the Bureau. 

The Bureau is looked uoon at times as an agency h~ving groat authority; 
i like tc thir.~, of it as an agency t~-at has influence. Actually, it h-~,s 
very littl-~ ~uthority, ns such. it is the President who has tho authority° 
But oven the President, while granted under the Constitution a tremendous 
ar.~ount of power and responsibility which in tim~'s of emergency ho ~ can 
exorcise--when public support ~ill urdorgird it, finds that in poacotimo~ 
when the programs of the farmer, or the cotto~ grower, or business, or 
other special groups become the major preoccupation of the Governmcnt~ he 
ac,tually may have very little authority. T.~o tend to forgot, I think, the 

.. bearing of this limitation of authority upon the processes of planning 
and of docisior-making. The nuclear of ].a~.:rs ~Jhich keep the President from 
doing the most trivial things--things which u_nder any sensible arrangement 
you would leave to the President ~-r to a department head--is enormous. 
• ~er~n~ss, the Pr,~zd~.~t h.ns groat residual authority under the' Con- 
stitutior. He is Co~/~mndor in Chief. He is the Chief head of state charged 
with carrying on _our foreign ralations. And if he has public suppert~ he 
can act--he can take actions which in ordinary timos would bring charges 
of ~uccnstitutionality, illog.~.!ity, and so on. 

?{hen c. program is under consideration in which a section of the public 
has a tr~mcndcus ameur.t of interest, or u, hcn a specialized program is be- 
ing urged by •only a small pressure greup~ the ability of the Bureau of 
thc Budget to ~_~].uc~.c~ ," th.~ course ~;f o-¢~r.ts may be narr:~wly limitodo On 
the other hand, whcn we are at war or m,--bilizcd for a major purpose, it 
is rolativo!y casy to subordinate the pressure of a particular interest to 
the national good. The p:;int ! want to make is that planning by the Bureau 
of the :Budget, cr by .the NSRB, or the ~" - . . m_±ztar 5, establishment, or any other 
executive agency, has to bo i.u terms ~'f the conditions, the political in- 
stabilities, and the fc.rccs which exist in any domc~cratic setting and which 
may be • " ~ ' ~ " ~ ~ ,~+~, oxp~co~c tc boar at tn~ ti.~.~o the plc, ns are ta be zmpl~m ...... d~ 

Now this brings up several eonturcs ,,~ the oI~nni~e nrocess which I 
should lik.~' to co,neat upon briefly. Lot us take as an illustration this 
problem of make-ready pl..~.-, ..... ~ in connection with stockpiling, or th ,~ prob- 
io~.~ cf aircr~.ft production faci!itics -,.:hich arc -to be hold in e, star_d-by 
position. Wo ir.~ediatol,f find ourselves invc, lvod in ~'x~r.~moly difficult 
questions which ultimately arc resolved not on the basis cf pure analysis 
of facts regarding the sp,~;od with which ",':o shcuid bc able tc mobilize, but 
on the basis cf what is achievable within the social and political setting 
in which we work. 
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It is impossible, of course, to be fully ready for an immediate mobil- 
ization for total war. The economy could not stand it, Technological 
changes take elate so rnpid].g thct """ "~ constitutes being ready at one 
moment is outdo, t~d a few months !at:~r, oven a few days later. Public 
opinion would not stand it. V.hat you can do at any ono moment depends on 
".;hat the public r;ill support• <hi!¢ o's might rogr:~t our Io ck of prop_~.rod- 
muss at nny given time and fool t_~..~t our na ~_cna_ security is endangered by 

• fn ~.,~,'~ i't just h~oo~ns., to bo a fact of l~_o aria ~o.. have to out up :,ith it. 
i'[~o ~ust therefore do our best to educate the public, educate thu' people 
in Zov.'.r':%:~.unt, and educate the Congross as to the probl.~ms th.ut do exist. 
~/bs% of all, v:o must be r,-alistic in what wo are proposing• 

Take th,) question of '~iroraft production, !~o cannot maintain in peace- 
time the productive capt.',city to produce v;ithin two months %he quantity of 
airplanes r.'hich, if :"at did come, v/o v/ould want to have produced during 
the first month of that ~<ar. impossib!o-' The question for the plar~uors 
is, ~:~hat is the practiczd d~'groo of being in a state of roadinoss.®~ 

On the other near, d, there is the problem of s~ru~%,~c matorials~ Take 
the question of nntural rubber., Th.)r<~ v:e know that th~ source of supply 
might be cut off :~ithou% moons of compcnsatinL for thi~ loss~ The planners 
might decide that we could take a loss calcul~tod risk hero° The exorcise 
of a groat doai of .~ud~monto . . . . . . . .  nn~ r~st-a~nt is ...... ~,~ud in selecting those 
things which will keep, not only this country, but also the other demo- 
cratic co<mtri)s with ~:hich we are al!i~d, in th<~ mo~t f!oxiblo position 
possm~lo, r)cognizing oooromic and political roa~ti.os so ~.au-she fastest 
oossiblo .~ction can be secured when the time com~s. ~(uch of our plam,~ing, 
it scorns to me, s~f~ld be in ho~,~ ~ to move fast ~:hon tim~ is of the essence. 

This brings us directly to the problem of planning mobilization raoasuros. 
A groa t !osson ~:~ns lear.nod during thu past war; +namely, that if w e  try to 
plan the finn! operational stops v.'!~ioh are it~rolvod'in ocon.~mic mobilization, 
"~ v~o try-to clmrt or dot~'~il the organizational ~,rr .... s+~,L~.~to~ and if wo 

,,.u. + +~ mssumo .+n+t v;hat wo arc planning or charting is something that v;ill auto- 
.,~,~aticaily be both accoptab!.o ar.d applicable at the time whom w o  he.re to 
imp!smear it, :re arc st.~rting .an a w~ry, v)ry.falso assumption° As I 
suggested earlier, as v:o come closer to 9. no:tied of emergency, the faster 
time moves and t~'o ~r~,~-~r %he number of factors in the ,-,~" ~ .... , o_.z~ro ....... nt that 
chang o ® 

The Industri~l I~,iobilization Plan of the At+% ,.. ~d .... Navy i[unitions Board, 
which you must have discussed at l ungth, vms developed on ~n impossible 
assumption; namely, th<~t the i['rosidurt could s1~ +~ ,+is ham+,3  ~ o  it and moti- 
vate the plan over night. First of all, som.u of the ,'~ssump%ions in the 
planning ~o_+ longer wore true r,hon .... ~a,; <~.ctuz! '~-'~_,m<,, of ~' ~ '-~'~ --r ~ , . l v ~ "  6~+0~ co.mo~ and 
+L. ~ • +hor.~ wore a aurA+or of factors which had not boon auticipat.'.-d Secondly, 
no Pr~+~d+1+t~- or responsible official_ ca!~ acc:+~pt somothiug oLan--+od+ at a 
different p+riod by a group that has n+v+r b+.'cr.+ rosponsibl:+ to him without 
being assured himsulf that the stops arc ~'till appropriate for tlio occasion 
at hand° 
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" .~These are the reasons why the President could not accept that plan~ 
Unfortunately, many good things in the thi~ing and the pla~ming were 
likewise pushed aside. As a result, there was a great deal of trial and 
error which need not have taken place if the planning had been not in 
terms of drafts of orders, specific charts, and defined funcomono of units, 
but had been "~.ere in -terms of an analysis of the problems that would have 
to be dealt with, the factors that ~¢ould have to be considered at the time 
the decision needed to be made, alternativ~ approaches that might be used, 
and in terms of typos of clearances and support which would have %o be 
s~cured. There was a tremendous amount of agony in Jashington, as some 
of you knm~, ', when it appeared that the fruits of ~his o!anning .... 
were refusQd, and there was a feelin~ of, ~e±~., this is a rejection of 
the plarming procass itself," 

I found a nravalont idea during ±,he war that if an agency goes through 
a series of reorganizations or adjustments, it moans the initial planning 
:yes bad. That is not nocassarily truo~ For what you can put into effect 
at any one moment is al-,,ays restricted by a lot cf factors over ~:hich you 
me?/ have no control and ~,¢hioh could not be foresaSn at the time the plans 
l';oro ~ado, 

Take, for example, the field of economic v:arfaro u~hich ~,~as one of our 
groat headaches during the '~;'ar "and one in ~:~hich so:no inept measures were 
tahon. Very serious col~soqucnocs gray out of the fact that there had not 
boon a broad enough base in the planning. There ~.:as sorm exceptionally 
good planning, ms a matter o/" fact, for such things as the intcrnat.ional 
flow of co~noditics, preclusive buying~ b!oc.~d~, etc., but there ",',-ore 
not enough persons in gcncral e, dministrativc positions in the Govcrr~:ont 
vTho understood those problems or :bhu basic assumptions upon v,:hich economic 
warfare is conducted. In this case, as in others during the u.a~, ",'.To 

• . assumed that if ~'e had a good <,rogra~.T and got the President to agree to 
it,.wo" could_ ~ut. it into c~c~.~ ~ Hm¢ev.~r, if tnurc~ ~ is broad resistance to 
a plan and if the people do not .understand it, the President cannot sign 
it. It took a' year after th,~, initial proposal -~~ras a~v~±opcd bolero the 
President :ms willing to issu~ t~..., Executive order ;'¢hich finally ccnsoli- 
dated Lend-Lease, '-~ ~n,~ Board of Economic ~Zarfaro, and certain other octivi- 

. . . . .  ~ to tics, into the Foreign ~'~conomlc Adminis~r=t~_on. ±~ ought have boon 
done t~;o years ear!ior, but the ground~..'ork had ~-~ot boon done vzcll~ and 
unfortunately the unauspic.ious ini'tiation of t'n:: agoncy plagued it during 
its l'ifotimo. 

A m a j o r  prob!om in mobilization prior to ~,{-orld War ii, and bof6re the 
actual declaration of ~.;ar, was that public opinio': did not support the 
taking of stops ~,~:hich needed to be taken. Therefore, take v;hat stops you 
can whom you can and l:)t the other steps go until later. 

Thc important goal in planning this typoof ;~ctivity is ~-:ot to have 
a blueprint of uhat the oromanization should look like in the first stago~ 
and than what it looks like in the second stage, etc., but r~tn~r to have 
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an analysis of what things must be done first and the process by moans of 
which they arc done. Then you will need an analysis of the preparations 
needed for the second stop. An organization chart prepared in advance for 
the second phase is useless because tlno experience of the first stage and 
the now. and developing factors in the situation are going to have a oontrol-- 
lh%g influence on what no ads to be done orz, anizationally ir~ the second stage. 
The thing to do is to have a planning staff working or. the problems as 
you go through tho various stages. 

Lot us now consider the planning to be done by the 17ational Security 
Resources Board ~nd th~ relation thereto of the Bureau of the .o ~ ,., . ~ u . _ . g . . . t  o I 
first came in contact with the question of the National S,,,ourity Resources 

oh~ unification of the Armed Bo~,r~ in the bill-drafting stage as a part of ~ ~ 
Fcrces issues, There were impor"cant issues involved in th_~. legislation. 

" c, nd trio There v;oro those who wisnod %o put the Nation~l Security Council ' " ' 
• , ~J- National Security Resources Board in such a o~rong position that thzy could 

function almost indopundm:t of executive o.uthority, "and the Prosidznt 
would de.facto be bound by their actions. That, in my '- ",~>" ~pl ....... , would:- not 
.only have presented an intolerable si-buation, but would lmvc boon a blow 
to responsible, democratic govorrnaent, Such adviscrb, b<;dios should help 

.... e~nt should be bound neither by the President re.eke his docisio.r_s; th:z P .... ~ ~'~ 
their actions or by nny other single source of ndvico, nor pressured to 
acc3pt them. 

The job of the President is a type of job totally different from that 
of the head of a particular department. We have to thi'.~.-_ of the President 
not" or~ly as the Chief Exocutivc, the general manager, and the Corr~aandor in 
Chief, but also as the national loader, the head of a political party, the 
person responsible for foreign relations, _and the only person eioctod by 
all the people. He is the final point on which the democratic forces and 
pressures ~ the Nation converge, and ,:very decision whio4~ he makes has 
to be raado in the light of all those ocnsidor,~tions. A.ny other person 
making the decision would make it from the viewpoint of his special interest. 

In making the Prosidoz~clr effective it is necessary that th~ President 
be able to mobilizz adoquat3 sources of advice and information. Uhilo the 
planner may say :~nd fool that ho has ~ho. right answer--at least from a 
technical standpoint--it cannot be the right answer so f::~r as the President 
is concerned without ~o~!., o~',~ put into , ~ broader context. Ho has to reconcile 
it with all the other decisions that have. to be me.do. 

Fortuna-'ely, the finc.l terms of reference cf the National Security 
0ouncil and the National Security Resources Board v:.oro _'~% too bad. The 
President, as .you know, is now taking s÷~ns~ • tc _~m.pr,:-,,, ~ th,:m. In actual 
practice v.'hat counts is the way the President breathes lifo into the mech- 
anisms which depend on the way ~_~ u~os ana develops them, 

But the National Security n. ...... ~ ~o. ur~s Board, it s~,~ms u,,:, r;~ ~,~ started 
off on the wrong foot~ As you all know, this job of plannir.g is a tough one. 
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The easiest thing to do is to take action on tho tangible and immediate 
things~ but that is the action which, most of all, corrupts staff v~m.rk. 
Ge1:ora!ly, planning b..,~s',"' frozen out bv~ the ~"-,~-~...~cy~ of st~.~_.~ ~ people to 
raviovr documents and to approve things which are p.~,ssing.over their desks. 
It is difficult be try to ~-~ " .... the " bnl~ about future and tc try to nnal vZO 

~- " ] • L . 
abstract ~hlngs it is much simnlor to take a ~iec@ of paper reflecting 
an action of current importance, look at itj and decide whether it looks 
all ~'~. lsht or whether so.nobody, also ougnt~ to rcvie~~, it. That ~nu~'n tend- 
ency existed in a good m~ny persons in the National Security Resources 
Board, ..__u ..... the ~,'~-~rd~. began to make the :nistako of nrooocupying, itself with 
theoperating •actions of the current day. 

• . fhor.o ::as '.~.Iso an assu:nptior~ by the Bo'.).rd--and I had numor'..'us dis- 
cu.ssions with the m~mbors in an attempt to dissuade them from the assump- 
tic;---that %h.o NSRB would "n~..uco..:~ the nucleus for c, poratin6 the agencies 
to be ostmblishod in time of emergency. Such an assumption v~,ill both 
~,Tock planning and obstruct creation of a dynamic .... "~ ~p~r~tL~ o agency , be- 
cause if staffs are c.c.ncornod with. the position in which they "..';ill find 
th.~ms.~iv~ ~" " ~.~- at the time o~ trarsfor from the planning stage to the operations 
stage, tb.oy are gc.~n s to bo thinking about :.Potations rather than planning. 
Th~ kinds of norscns .......... for planning are usually s..:<..uowna~ different 
from those required for operations°_ Of course, the unroa!'~s~c~ part of 
it is that .... ~ . . . .  ...,n~.~ the crisis comes the aoc~szcL as to ",'~ho is g-~ing to handle 
operations becomes a matter of personalities '::no ..... ~cr forces which exist 
as of that day. As a rule, it is not the planning person ~.,-hc has boon 
working on ~he dcvc!oomc,-~t of idcas ~'Fno is the.son, or who c~.n be choscn. 
If he has done a goc.d job, he usually will have disqualified himself." 
I have often chafed, as have ethers -,,rith whom I have bccn ass,ociatod, under 
the feeling that not enough rcc.:~gniticn ~.~ns givcn tc us and cur plans° It 
is the man-.~ith a sense of public leadership, the man v.~ho can be identified 
in the public .';yo, who will incvito.bi~: bc sclcct.cd, and ~.=o mi.ght as well 
recognize that from the start. 

• Another factor which indicat-~d that the NSRB .s~.~ off on the ~'~ong' foot 
was its interest in exercising ccntrc.lsl When questions ofselective service 
and -• .... "," .... . .~, . m .... p.. ..... r x'.~crc coming un in legislation, NSRB wanted t * boca;me an cnera- 
ting agency wi.th c.:ntrcl functions. This kind of ccntrn! fs inimicml to 
thL ~, p!a~n.zn~ orc, Ooss B.ca.~.~,. of %he ~ ~'s . o ..... ~cara prooccupati.'.u~, r;itn all sorts 
of details, it did not ccmo to real {zrips "~ " - "  of : . L~ , r .  the j(b developing the 
plans -chich v.;oro necessary and which :.;,::uld be usofu! in ti:.no cf stress. 
While I have not fc!lov:o~l the NSRB very closc!y in these past.:!mnths, I 
have noted a considerable shift in thir~ing, o.nd I hope that it r~il! spread. 
throu{hout the 'on%ira organization. 

Part of the prDblem, of oc.t~rsa, is ~ottl:. 6 the oarticiDnticn and support 
of the civil c~gonci.~s of ths Govornmonto In times .'~f pence it is hard to 
get them to concentrate on the need for planning fcr. w~r. !ghon they de.; 
they sometim.os operate in an umrpalistic way. I recall one a£ency which 
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made a proposal involving the emplo}~.ent of about ~,000 individuals before 
it even had a plan of action or program of what it was going to do. It 
just ~vanted a lot of money to engage in this work because it didn't v,~nt 
to be caught short again. That is one reason why it is often necessary 
to s~t up new agencies rather than use old ones ~:hen war oc.m~s. 

The Bureau of the Budget has a number of responsibilities in connec- 
tion ~,~ith mobilization planning. First of all, it needs to give the fullest 
possible support to worthy planning efforts v:hich are going on in the NSRB, 
in the military establishment, in the civilian agencies, and to programs 
such as this training course hers in the College. That means that it has 
tomahe its support tangible in the form of ap[~roval of budget estimates, 

The Bureau can be useful in building the rols, tionships between civilian 
agencies and the NSRB. The Bureau, of course, is far closer to the Presi- 
dent than the NSRB is. The NSRB and other similar agencies haw~ important 
roles, but unless th~y 'work together they v~ill ~.:,,ork at cro:~s purposes. 
The "prob!om is ho~.-~ to got them to coordinate their of forts. 

Tho Bur.~au can ho!p define th.~ man{taro of th,:~' NZRB :~nd of the various 
agencies. It can help bring about joint staff ~.~ork in connection ~'¢ith the 
organizational and administrative questions -~:hioh arise. ~:he ~:SRB staff 
should be in constant consultation "~lith that part of the Bureau of the 
Budget staff v:hich is ~':erking on pl~',ns for the general structure of the 
Govornmanto %:lhon I lo~t the ~uroau we had a program ~lhioh looked ahead 
for a considerable period of time and ":'hich a tt.~mptod to identify some of 
the future problems, so theft "~:ye could pl~n i'or an appropriate Federal struc- 
ture %o moot those problems. =,70 found that ~'~,e had 'he Ohango :~ lot of our 
thinking about every six months and that, as ~:o identified nov~ factors, ~vo 
had to take them into consideration ..... : 

Another question referred to above is whether you should use existing 
agencies or sot up now agencies. Theoretically, you should us:~ existing 
agencies.. Sometimes, unfortunate!y, the old agencies cannot move fast 
.enough; therefore, you have to sot up ne:,~ agencies., This is an important 
question in the planning process, and t/no Bureau of the Budget is probably 
in the b:~st position to advise on it. 

Let ,us assumq that a period of crisis comes; a o~roat manor now mo,':Lsures 
'rq-~ have to start the hays to be instituted and new organizations sot up.. ~ :~ 

process of dotting a~rocmont as to v:hat ~:il! be s3t up, and v;e have to make 
adjustments in the pro.vious .plans in order to moot • t}%e situation as it 
actually exists at the ,period of crisis. It seems to mc that in dealing 
v;ith this kind of subject d,.~i'ng this period there :~,vould h~vo to be almost 
complete un:.~nimity b ot~.~;oen the staff "~orking in the Bureau of the Budget 
and the National Security Resources Board. 

This is holy it ~vor, kod during the past ~.var.. The Bureau often identi- 
fied an arua in ~;¢hieh some type of action needed to be tak~r,, or some type 
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of administrative machlnery.noed~d to-!o~ sot uo,:::In sOme: cases this 
happened as a ~e~u_~- -~ ] ~'~'~_ an. a-nai~sis.~,vithir-., the Burcad;often it would come 
from outside--the mi!~ftary ostablish~!$nt-or sobs ¢iviiia~. agency. .Uhich- 
ovor.~the caso,wo ummlly w6rk6d~,up %h:~. plan and draft~d~tho r~6ccssary 
Executive or~Icr. ~ When the mow head of the ~unc~'~ ~ w a s  sc.lcctod , .... v "~ our .... d 
over to him, if" hc wished, the n pp~opriato staff morn:oct' of' the Bt~cau to. 
assist him in carrving"~OUt the, initial stens in .the organizatiOn of the 

• L. : { . , • ~ • 

• agO~_cy. • ' ' 

l.t. so,ms to me % .... the " : • ~!a~%0.rm!.'Sccurity Resources Board could give 
a gr~:at..dc:~.l :of help of th~dtkind. . . . . . .  Or, .the: ot}icr n~4~a; .... I tnlnk" ' - it is a 
qu~s~i,on O f  sYlc'ctivity.: In One situation it might bc somebody from the 
Bureau of the Budget who could, help; iq,ancthor •situation Somcbody from 
.%l~o: . . . . .  ~~SRB, .or the right porson nmgn.~" ~ bo~ found in some other ag.oncy, I do 
not.,.: .... th-ink .~h-~ ~'-,~ ~'~~norc ~ is ~,n~ $!nglo. ,oattorn .... by ~,~hich we" c~n approach theft 
tv~.~ of problem. : 

One of the most Valuablc assc,~s in prcpar~.tion for planning .is the 
~vailabilit,f cf persons who..<am: no~ %o do thing~s ~vhoO_ ~ne time comes for 
doing things.~ Perhaps the most valuab! p .cor.tributi.on ~ of advance planning 
is that,, as a result of ~,"~ -~o~.so=~ exist v.q:o" hav~"qir.~ady thought. . tnr.ugn" o ' 
tl-oso, problems; they kno,,,,"th.j difficuitio.s. Th~/,_~ ..... ~a~,.,~ :q'n~qlyzcd the things 
which have to bc cOpedwith, so that on.the.day forhctior.-thcy arc in a 
position to give g o o d  adv ic ,u ,  as to whet is timely ~nd~qpproprii.~c.~,t that 
particular • mcment~ :Ind.ood, 'the avc.i!a.bility of g~0d.advic~ in a cris~s is 
the most.prcci'ous asset ycu can l a v e . . . "  " . :' 

The experience of starting the Economic CooperationAdministration was 
quite iDt'~rcsting in this respect. Sometime durin~ the" thirtios--I was 
not in the G ....... oz~,r ...... nt thon--i headed a consulting crganizatio D. v.,iuich re- 
organized city, state, and celerity gcvcr~,on~s, as ~..~bll as Pcdotal agencies. 
During.that periodl"sdrved~ as consultant for about a dozen staff agohcics 
and holocd to ostablfsh them. :~ =h~ diff,:,~,rcncc b~%uv6cn tha~ pcriod and the 
period when wo ~:.,'cro: d.rg.dnizing ECA was tre..ncndous 'in that wc ~ad a reservoir 
of pcrsc.nls who could ~ bc drafted ov~rnicht to ~Ip g~t ECA on !~s way. 

lrocall hew, v;hcn the Social Security Beard, the Work Pr. oJocts Adminis- 
tr .... ~o_~, tn.~ TIA, ...... d ~.th.o~ ,~s~:~O~os ,~orc starter, s, i taikcd with Don Bell, 
who -cas ,acting director <,f'thc Bureau of.the Budget. I said, "Don|t you 
have some staff members whom'you can ,assign t;-, work ;~'ith ~hesc agencies-? 
Rq~crc can ,~vo find some g~od. persons ..vn.; know how to hoip thcm..on matters 
of organization, who will help the,:~, avert the mistakes of ether agoncios~ 
who k n o w  v:hat it t-~kOs t o  - " ~  . ~ . ~  a p r o g r a m  g o i u g ,  who c:~:r, w o r k  o u t  t h e  w h o l e  
s c h o m e , . o f  i n t e r n a l  co,~m.m~¢ic:.".tions y . ~ t h i n  t h e  a g e n c y ,  v;h..c kncv, '  h o w  t o  g e t  
the budget prepared, ~,:.~c c a n  sot 1.1o th5 intcrnnl':arrau,zcr:mnts, and who can 
do all the I01 other things -~vhich nccd " "~ ~" a c i n g .  The answer ~,,~a.s theft t!~qscl .: 
p e r s o n s  j u s t  d i d  n o t  e x i s t .  • The  B u r e a u . o f  t h o B u d g o t  h a d  S t n r v o d  i t s e l . f  . 
a n d  w a s  ~ant, b l e . t c  S u p p l y  .a s t n f f  f o r  s u c h  w o r k ° .  As  ~ r e s u l t ,  t h e  a g e n c i e s  
floundered an~- each one made almost the s,~-mc mistakes which the others had 
raade because they did r.ct l~arn much from one another. 
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With the growth of the Bureau of the Budget and d~partmsntal adminis- 
trative management work just before and during the war, ~ tremendous amount 
of experience was gained. ~fhen v~'e ~started ECA, th0 •Cu~.ulative experience 
paid off and, as a result, wire.in 24 hours after 2~. Hoffmann took office 
we were able to get going. In addition, there had been som~ advance plan- 
ning which was very useful. As a ~:~atter of fact, we used those advanced 
plans to help us make major organic decisions on that first day. floweret, 

4 we did not try to freeze anything. We ~ere careful to leaw~ nearly all 
major organizational arrangements open for the first month. Before we 
stabilized, any part of the organization, we mobilized the planning staff 
by calling upon the advice of p~rsons experienced in the planning and ad- 
ministering inter.national ..... " ~co ~om~c activities who wore glad to hol~ ECA 
for the first ~eoks. As a result, we have not had to .go through tl~o 
customary s~rios of reorganizations. 

In setting up ECA, v~o moved gr'ad~ka!ly. We tried to refrain from making 
decisions which wore postponable--particularly when ~;'s knc~I thai'conditions 
surrQunding that decision might C~ngc and that any "decision ma~e at the 
moment would have to be changed too. ~% are no~',, in the process of making 
an analysis of the whole ECA operation and we arc in a solid position to 
make substantial chnng~s, if they arc nocdod, as we :~1ovo into the next 
chase of our operations, zh~ important point is that ~ithin 24 hours 
after starting ECA YJo had p~opl~ u, crking with us who could, undSr their 
own steam, launch a planning staff, sot up the budget, engage in prepara- 
tory work, activate administrative services, establish a personnel program, 
and work on other problems of this sort which roqufro specialized talent. 
It seems to me that this is ~ process ~vhich you people hero c,t the Indus- 
trial Calla'go should emphasize so that duti<;s such as those may be per- 
formed effectively ~vhcn the occasions actually arise. 

The final thought which I should like to throve" out fpr disoussion--i sos 
the. time has gone by ~o I cannot elaborate on it--concerns an area which 

m O • I fbel to be of the utmost importance. -~ my mlne, the most crucial issue 
in the world of today--a vzbrld.~,hich is so larg01y concerned with ideological 
battles--is the problem of~ ~osyohologic°l effort, and %1~:, ~ ~orobl~ o~,~ build- 
i ng:~into all our operations the fundamental :~ore,1 and spiritual qualities 
that will enable the things we are doing to ~nduro. 

The quest{on today is ~hothor the ~roachory of corrupting t~chniquos 
and the totalitarian methods of co~nunism arc going to Survive, or whether 
"th6 concept of lifo which we have in our democracy ~!ill ~:fin out. This 
:democratic philosphy holds that ir~dividuals ,possess a personality which is 
sacred., It is b~sod upon the concept of freedom and upon recognition of 
the fact that there are certain requisites for h~nan relationships which are 
built into the nature of human beings. It holds thht these r ol:'tionships 
must %0 built on the foundations of tolerance, integrity, generosity, love, 
and all the other moral qualities ~d~ich ~:~e have learned from oxoorionce, and 
r01igion. It recognizes that man is not God but that men are brothers under 
God, Unless we build those qualities into all our actions, v~o are not~ in 
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.the world of"today' going.t6 sstabli.sh, p.lans .that will be effective or 
" '  . 4 -  " " "  " v ,  ~ " " • " " • " " -  1 " ~ . L  ' "  " : "  ~ "  • " t " ' " aaeouate for ~e co~.d._t~.on~:.~'~_ -wh.~.ch v~e.c~a.v~ ~o code, The moral~ty of 

the m~thods is: ii~ar" m.0reVi~_pb:r.tan~, than..the "g%a! @'. iec~use i.f-.methods.~ are 
• -u " " : : - i" '. ','• . . . .  ,gr~ h~,~ p p.. ~ re er ~'~oals Will/-b~:'~shah"~:ish~.~;• , The C'6m/n.unists n~ver criticize 

• or.attack d.emoCracy '0"r the!moral~ concepts t~at.:~l:i'e %ekin~ i.t. " 

• . . r f w e  WoLtld talk less-~.atou~, go=ls,..!,ess'./b'o.j.~c-Lj];,je coon:bruit aspo'cts 
of.dem0crac~, ~ and more abo~t the: integrity. 6# the moteotis .we us~,, we ~.;ould 

• ,hav~ a~u~ition which I::think -.:~ouldlbe farlmore ~ff~cti~e in .coping with 
-, t h e  f o r c e s  wl~ich ~ a r  e d p p o s e d ~ t o  d e m o c r a c y  t o d d y .  "Tha~_~ y o u .  , 

• . • " . .  ' . " . t . . , - 

cOLONEL' BABCOCk-. Well, :gsntleme~, ;@, St0n~ h~d already thought about 
this"fre~ezing ''~ romark~before he o~ssed the bulletin 5oird in the hall and 

,p 

? 
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noticed that our organization is, fr0zen,: b~t 0f "cdurse i-:o'~ Very: often have 
to unfregze things to maintain the flexibility he m.~ntion0do Some of your 
questTons :~ay' hoply I to .th£~ ;noint. 

Q[~sTIoN: Sir, you stirred up a question !If~ :myjnlnd with your closing 
remark., i don't;know whether i can ask it or ~-gt' but grsed for power is 
perhaps'0ne of t~c most corrupt influences that •'~a~ has bsen subjected too 
.It..has been siid that this greed may load to hiddcn] subv~ersion in high 
places, in ~his GoVor~mcnt and it .ecssibly ~as in Other: govePmmonts in 
history., ~ DO you have .any formula or idea how thishiddgn subversion may 
bo Combatted?" '~ ' 

• ~'~. STOEE: W'ell~ that suggests t~vo things to mylmin@. "The. first is 
this: That any effort to sot up controls over ~bhe ~ ~ " mx.~cutlvo~ which are 
other than the normal and natural legislative and.political)and public 
opinion contr~!s %hat arc in ~xistoncc, will 0rdinarily cud upby putting 
• ~ ~ ...... bhe general public intcrosto partiquiar groups in a oosition to ~h .... r~ _ 
I have c0mC to bc littl:~ worried about this question of too much po'.'/or in 
tho PresidOncy'-this also applies in state and #unicipal~:~ovorr~..cnts. I 

~ spent a number of y0ars inaugurating reform programs where p~opl.o~wcro al- 
.ways. v~orriod about power. They would say , .~'it puts him in a' oosition_ of 

, too much nuthorit~. He will become a dictator." The miin requisite, how- 
0w~r, for preventing a :person from becoming a dictator i~s"to ]uake clear 
that h.c is in ~' position of rcsponsibilit~< and a'ccouhtability. If you try 

• to take :away the responsibility that belongs in a position, you actually 
build:up "subversive". arrangements, "~::hich provide authority that cannot be 
ho~d accountabio', Therefore, we mood to b~ con~,,rn.~d ohly .as to the ade- 
quacy of arrangements v;hich.hDld -~he President hccountahlo, and which hold 
dopartmen-b hoads accountab!o,...! Howow.~r, those arrangements may not violate 
the normal roim;tionship, of. accountability in th0 0rganiz~tional hi:~rarchy, 

:. .~ On the .othcr hand, wo have to undorst-~.nd..tha t in' the long run the only 
thing that :~ill:p~sv.ontwhat you a~q:.tclking ¢.bou t i's the realization that 
%11 of us pia.y.our parts in buildin~.de~,ocrq, tic..conc~pts and processes, 
• and in building the kindof ~ra.! .leadership Which is needed. "Jc have to 
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drop our reticence and our modcs+.~ in talking about the mo':al and spiritual 
problems which ".~is~, in hu~:an rolo tionships~ including gcw~rnmont organlz- 
aticn. ~.",hon as a nation ~.,'o build moral and spiritual c0nsidorations into our 
official lifo, the kind of thing you ,~re mentioning will not find a very 
healthy climate. 

QTfl3~STION: I was very much impressed with your account of the sphere 
of authority and~ perhaps to use your word, the influence that the Bureau 
of the Budget ;exorcises. Now if you will pardon my saying so, it has al- 
~'~ays appeared to me that the Bureau of the }~udgot has stra~ed far afield from 
the purely dictionary definition of "budget," and I am just v~ondorimg, arc 
thoro any controls at all that arc imposed upon the Bur:~au of the Budget 
that ~ill prevent it from becoming--if it has not already bocor.e--a small 
supreme court? I ask that question because the remark about freezing our 

• organization was passing through i.u~; mind as you wore speaking, and it seemed 
to me that the best way to head up an economic mobilization control would 
be to use the spheres of influence and authority that bho Bureau of the 
Budget is now exercising. 

I~. STOke: Well, when ! was with the Bureau the thing ~hat I -:orriod 
about as much as an~-~hing--and no"..i, being out of the Bureau arid on th~ re- 
ceiving end of the Bureau's activities, I can look at it, of course, with 
a different perspectiw~--v~as what the individual staff members could do 
if they ox~rcisod their influence improperly. Granted; th',~ person who is a 
r0Prosontativo of the Bureau and working with a department on some program 
can press for one thing or another. His position is such ~hnt the officers 
in the dopartm:~nt want to gain his favor. If he functions in a way "~:hich 
is inimical to the best interests of the Goveri~anent, and i;? he trios to 
impose his personal vio,,¢s, instead of trying to help bring forth the best 
judgment that the Bureau--carrying out Presidential policy.--has, then I 
think he can function very im;oroperly. I h.avo soon examples of that sort 
of thing. V,~ilo I was with the Bureau I often had to chastise some of the 
staff for moving in too clos01y on things with their o-,~n vicars. On the 
other hand, the processes of accountability ',core and arc always at play. 
Even though something might have boon done for a short tim> which ~as not 
quite healthy, it was not very long before this thing came to light and 
remedial action was taken. If the ~uroau makes a mistake ~ho agencies 
pr?tost, and the Bureau's authority is so thin that it can't stand lack of 
co!u~id0ncc. Thus, in arca! sense, its authority is equal only to its 

• accepted ir~luonco. 

The last thing which the Bureau can do is to act capri3iously. We may 
.... mood action in order to got things done, but it cannot be capricious action. 

Nor cab the President act capriciously. If he wore tc act capriciously, 
just thir~k of the number of newspapers and persons in the opposition who 
would pick up such action. ~fhy, everybody except his direct supporters 
~.ro just ~:~aitir.g for som~thing like that -be happen so that they can catch 
him at it. And that is all right. That is healthy. 
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Sometimes, however, I wish there was a little more consideration given 
to the bureaucrat, that he:was not thought to be guilty of great crimes 
before they were demonstrated,, and .that there was better opportunity for 
fair .play in the whole process of congrescional-Executivo relationships. 
The great remedial fo!~ce is that system of everything being really open 
to public view, with clear penalties for ~-Tong action, if the Bureau once 
mo~ed in and took a strong position ~:ith respect to some measure which 
t!{e President did not support, its prestige would s~xffer. The one thing 
which has enabled the Bureau to be effective in those last ten years is 
the fact that there has been practically no occasion when the President 
has had to overrule the Bureau. That is because the Bureau was making 
sur& that it was doing what the President ~J.,anted. For example, suppose 
the question of rivers and harbors development :;as under consideration. 
This is an area of interest ,.Jhore all potent forces in our public life 
arc b~0ught into play. The Bureau may bo vio~::ed as the pla0o whore that 
fa.vored pro'joct Was dropped. The Bureau did not do that capriciously. 
It stUdied @he problem. It chocked back and forth ~ith the parties con- 
corned. Asa r0sult of the findings, the President came to the conclusion 
that ho :~'ould not roco~.~p, end ire The Bureau then supports his decision, 

liqlS SS, Congress, ho';,'.~vor, has the final r:ord. = ' "  pr6ce although cumbersome, 
. .prevents arbitrary action. Sometimes it prevents any action. 

"l-! 

QUESTION: ~,~ Stone, you said, I'boliovv,lthat the ~!ationo.1 Security 
R0sourccs Board could never be as close to the President as the Bureau of 
~h~ Budget is. You haven't said very much about the National Security 
Council, Of ~:~'hich the President is a member. It ~,,ould :appear to me that 
the Council should be assuming man~ of the authorities, or at least the 
ir~fluencos, that you described as functions of the Bureau of the Budget. 
Would you care to co~..ont on that? 

I~o'STONE: The Bureau of the Budget does not attempt to make any 
assumptions as to strategy. It do,us not try to determine what our o,~n~ral 
security policy shotdd be or the fundamontai types of actions or programs 
necessary in order to carry out those polioios. It does try, .hov.~ovor--and 
it has this function on behalf of the President--to see that there is co- 
ordination in the ":~orking out rand developing of those policies and that 
the machinery for doing it is good, It aims to see that there is mdoquato 
rovie'~r and consideration by all interested parties in the process of re- 
solving these policies. It rovio~.~rs financial implications of proposals. 

For example, take tha European Recovery Program.. After, a great deal 
of v!ork wo submitted the 1950 program to the Bureau of the Budget. Tech- 
nically, we submitted it to the P,-,-,~a~÷..~o,.,~,~, but on its way to him, it goes 
through the Bureau of the Budget. in analyzing our ostim:~.tos, the Bureau 
did not question the fundamonta! policias we v:oro charged -~';ith carrying 
out. They wore determined and already fixed. 'rh,~ Bureau did, hou~evor, 
raise a great •many questions about r:1-,_o "~'~ .... r or not what vlO ~':crc proposing 
would actuallybest implem~,~nt tl,.cso policies a;%d ob.joctives. As a result 
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of that process of questioning, w o  found that improvements could bo madc. 
One proposed change was taken to th,~" President for final decision. As you 
can s.oo, the !',~ational 3ocurity Council is dealing with quite a different 
pattern of questions from the questions with v;hich the Bureau of the Budget 
is d3aling; but ",:hen it comes to imp!cmcntin~ policy decisions the Bureau 
of the Budg.Jt must play a considerable part. 

Now just one word about the National Security Council, of which the 
'Pr3sidont is a member. If that provision wore b,,'ing rodraftcd, I ~:ould 
recommend elimination of r;~.fcrcncc to the Prosidcnt's bcin!~ a m)rfccro 
That very provision, you see, assumes a w=toring do~m of the Presidential 
position ua~dor the Constitution. If you think it through, you will see 
that. The Security Council is an arm of advice and assistqncc to the 
President which is to help him in carrying out Presidential r~sponsibility. 
The President is the only executive officer in the Govorr.m~,mt who has any 
real final accountability. As a result, the Security Council, the Bureau 
of the Budget, and any other of those agonci:;s which advise and help him, 
have a mission to perform which ~.~ust stcm from the function of the Presi- 
dent and which, iu tho final analysis, must bc delegated by the President 
to that staff arm. It cannot bc impcsod by any authority. The Congress 
may legislate that such and such a body may advise the President what to 
do, but if thcr~) is any roquiro-ucnt that the Prcsidvnt must follow its 
advice, it runs in direct conflict with the w)ry fundam,untal nature of 
our Government. if carried wry far, it would undermine the v~holc demo- 
cratic process which we have built. 

QDUESTIO?$: Sir, you emphasize the importance of onviro~.mont in plan- 
ning. In the .... "~ pr~o ..... world environment, doesn't it seem foolhardy for our 
Government not to have some pretty fir.::, plans as" to hmr the national economy 
would ba mobilized if w:~r should break out to,horror4 next month, or six 
months from now? 

!t,"~. STONE: It certainly ; ~ ~.o~s, and that is on.u reason ",':hy I have boon 
so concerned "about the fact that our National oocurlty [~osourcos Board and 
son{: of those other aguncios have not boon more active. I feel that there 
~way b3 a need for a bettor staff. It seems to mc that the NSR.B has not 

- . .~l ,,uat~. on i'oquirc~ I procccdod in quit3 as sophisticated ~ way c.s the ~ -  " 
am hcartoncd at recent progress, however, in that I thir~ there is a groat 
do~,l more understanding now as to v,hat no~s to bo dons th~.:~ there v.,as a 
year or t~.~o ego. i am constantly disturbed, ' ~ qow~vcr, by the" n~mT.:bor of 
obstacles that aro put in the . . . .  ,.-,~v of those ostabli~hm.,'=t~~ ,.- ~ .~_."~ch year. 

QI~STIO}!: -,o~s the NSRB have au:thoritv to make such a p~,'; as the 
Industrial Mobilization Plan? 

i'.,~o STOI,~: It has all the ~-utl'.ority that any pl¢.n::~ors i:',c~w~, but it 
does :lot hsv:; ~uthority to implement or control pl::ns 'it th~ pKgsont time, 
and in my mind it should not haw~. 
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QL~STION: Sir, in the military department th.,'ro is an i~:spcctor 
g:onoral, and his job is to make r~'guiar investigations and also to conduct 
spocia! investigations as the need may arise. Th,m~ is not, ordinarily, 
any individual u, ith that tit!o, or it is h:.rd %o find such an individual 
or job in most civilian organizations. ]:,~ould you discuss ~;:hothor or -:ot 
there should be one in an orga~tization such e.s wo arc setting up, -.vhero 
hc should fit in, and ~hat his functions should be? In other v~ords~ in a 
matter of invest i. g"~ting grqft ~',nd that type of thing, arc they simply 
looking at compliance, or organiza$icnni structure, and thinzs of that 
no. tur o ? 

I<~. ST01~E: ~";ell, that is a function "that" is very important and uso- 
fu!. The t~sk force report of the Hoow~r Commission on Departmental 
- ~ , J  " " ~  -~ ~,¢ano.gomoz~t represents one c~ tl,c most importar.t and useful ~obs ..... oh 

that corn.mission undertook, and I thizd{ it would b o  of intcr3st to all of 
you to lock at the report. In it there is some recognition of the function 
~:~'hich you ha%e mentioned° 

T]-orc are various ways in which that part of the function concerned 
with -,~-'~v'~ crgo, nization ~:~. ........ *" --~ ~p~zo .... is o<~rformod.. General!y, the r~, ~1~% I.. o . . . . . . . . .  

Finance 0fficcr is charged ~ith the audit phase of this work. In m~ny 
of the civilian agencies "the Budget 0ffico performs a considerable amount 
of investigative activity. ]~'h.~%~ budget office, s, ho-,v,~w~r~ are not well 
staffed and tho job is not done too v~oll. In some cases, the porsoIY.~ol 
office performs a part of the" activity. In many ago:~cios administrative 
management or organization and methods units have boon established. Dhon 
yoga. add it all up, howovor, the inspection and appraisal job is not do,no 
very well, nor is the constructive .staff work for remedying difficulties. 

Qb~ST-Oh,: Lo have had ccr-sidorab!o discussion on the pros ~nd cons 
of utilizing existing ~,~ooios ^~ the G ...... .,~-' ..... o~or~,~ .... c in n wartim,3 activity, 

~-~ "~,*" in ~ . ~ £ ~  the problems of both versus sottin~ up soecific ~,o~..cl ................... b 
mobilization end ruconvorsion, I ~:ou!d iiko to got your id~ca ou -<;hcthcr 
there should be more utilizc~ticn of' -.Y"" ~ - . . . .  19t~n~ agonoios th~n ",,9 had during 

%<~or!d V h r  II, or loss? 

!,:R. STO}$E: That is a very good Quostio~:~ and it is n difficult one to 
.... During the lost war that question ?ro~o again nnd again. Whun 

the time came to take action on such quos'tiens as c..zi_la~_~ "l" ~ production of 
maohlnory," civilian d~+~n~.(~,,,~ ~ • ocorcmic defer.so 91:d r;arfaro, price control., 

'~ .... ~ "Cau give this to X Department? etc., the question v~:as a!~:ays a:~,<~(~, ~ -,:) 
VJhat will that dopartm,~nt do with it? Ca[: wo sot up an it.dependent "el%it 
~-;ithin the department?" Time af!tcr tim.o, ' "  ~ .(r~m "th.~ standpoint of orderly 

~!~o0 0.1% ~dmlnls ~r~,xo.~, ~:'o would decide that the fu_~c .... n ought tc go .... 
established agency but ~:o would c~d uo~ ~;ith this oc~clusion: "This --~o~'~e"y 

....... v;hich it needs." won't give this prob!~m the d~<~amic attention or . . . .  3rg.~ 
As a result, in most i~st'~nocs, a z:ou" agency v~:~'s sot up. 
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Social welfare services and some of the activities dealing v.:ith 
community projects and development were fitted into existing agencies. 
The whole housing field was worked out by consolidating" existing housing 
agsncies into the N~o But in some of the other fields, tlhe functions 
did not fit into an established agency. In many cases the t~q~e of action 
to be carried out was quite different from anything that had ever been 
done. Possibly, this was a good thing from the viewpoint of the agency 
because it saved a permansnt agency7 the necessity of readjusting its func- 
tions when its emergency responsibilities were over. 

1%hick we need a great deal of study and analysis of that question. 
I hope that you folks and others are studying that problem and that you 
will have a'll the factors pro and con--not just in genera!, but by specific 
fields--which need to be considered when the decision is made, if the de- 
cision ever has to be made. 

I might go on to one other point that General Holman and ! were 
discussing during the intermission. It will perhaps cast a little more 
light on the reference I mad,~ to th~ Indust'~'iai b~obilizatien Plan. I do 
not know all the moves within the Goverrm~ont at th~ beginning of the last 
v~'ar although I saw many of -chcm and ~;as in tho bachvash of others. The 
first thing I would like to say~ ho~Jover, is that the Government was very 
badly equipped from a planning standpoint to cope with the problgms of 
the emergency when the emergency came olong. The Army c.nd ~,~avy ~,iunitions 
Board was functioning in its o~~m orbit. There was no rcal staff work going 
on c!os~ to the President. Most of the departments ~.vcre not engaged in 
any activities nhich would enable them to understand and tie ~nto the 
work vJhich the Board ~-as doing. A part of the problem ~as the lack of 
persons v;ho had boon educated to the point ~,'~h:~re they could participate 
in an intelligent ~:iay in considering at successive stages the Industrial 
Mobilization Plan. 

It seems to mo that this situation ~::as duo, in part, to the thinking 
behind the plans themselves. One thing which contributed to the initial 
rejection of those plans -~:as the fact that vJhon they vJoro ]sid before 
President Roosevelt there wore t~vo or three things in them -~vhich v~'cro 
questionable. There u'oro some assumptions that all the Pr<sidont needed 
to do was to sign his nnmo and some persons u~ould be appoirtod to run the 
situation. Grantee. the zrosldont ~.~;ould presumably make the appointments~ 
but the individuals who ~vou!d run those things ~:ould consist mainly of 
industrialists and military men working together, The President and others 
came to the conclusion that there was an idea in the minds of some -~2crsons 
who ~-;oro advocating the plans that the less the President hc~d to do about 
~,,~.~na~:"mn a~- this v~hol~ undertaking, the better. From this i thirlk_ you can 
soc vJhat might havo occurred at that point. 

Any good planr~Dr would knou the necessary sozisitivity of any President 
on this _ooint merely by a study of American_ History, Durlng" 7~orld War I 
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thorc ~,~;as considerable discussion, as to whether Congress shouid !pass an 
act that ~..oul.d take the control of the war out of Prcsidc~_t ~}lilson's 
hands and have it administered by a joint co~.mnittoo of the Congress. 
You will recall reading about the difficulties of Lincoln both ~:ith his 
Cabinct and the Con~_ross. ~?~oll, that kind of throat to the position of 
the Presidency has bcon cor~stant and col~tinuous, and FDR was nc amateur 
in that area. 

In conclusion, I fool that if wo v!c',:~ our plan-ling process from the 
over-all vic~'~point, ":-nd if wc 3ivc consideration to the n~-turc of the 
~'nviromwcnt, thc nabaro of Government, and the nature of the positJo~ ~_ of 
the Pr<;sidcncy, wc v~ill have bettor success in implementing plans at the 
time the crisis comos~ 

COL0~.~L BABCOC_;(: u~nt~...m~.i, I knovJ you have many more questions, 
but I thi~ it would be unfair .to .keep L¥. Stone after his lunch hour° 
I wish to express the tha;:.ks of both our faculty and .the studcr]t body 
for a most interesting ~nd informative prc~]-)ntation, B.-ro Stcno. 

( 8  September 1949--450)So 18 

~i.'<' .I~ ~, ,~ :~ .  ~i ~; 


