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My. Edmond F. Wright was born in Davis, Messachusetts, 7
August 1898. He recoived his B, S. degree from Harverd in 1924 and his
M.Bo.4, from the same school in 1926, From 1926-1936 he was an instructor
in menufacturing end finance, assistent dean, and director of placement
at the Harverd Business School. He was engeged in finence and -in
investment banking in New York City end Boston from 1936-1941, During
-1941~1942 he was management engineer and an executive in the selection
department of McKinsey & Companys Yew York City end from 1942-1943 he
wes executive placement officer and secretary of the production .
‘executive committee, War Production Board, - He was with the Harvard:
Basiness School from 19421948 as assistent dean, 1ecturer on personnel
relations, director of alumni relations, and director of placement.
From 1946-1948 he served with the United Nations as executive assistant
to the assistant secretary general in charge of administrative and
financial services. ;During'theuperibd’October 4o December: 1946 he was
secretary to the Pifth Committee of the General Assembly. Ab the
present time he ig executive assistant .to the presidentfof~John Hancock
Mutual Life Insurance Company. He 18 s Boston member of the regional
committee on administrative personnel, Boston District, U.5. Civil.
Service Commission. During World VWar T he served with the U.8, Army -
in the United States and France., He is the coauthor -of several hooks
on personnel managemente '
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RECRUI TMENT OF KEY PERSOMITEL FOR EMERGENCY AGENCIES

24 Mey 1950

MR, NIKLASON: ‘Much of thefmaladministrationmwhich‘plagued the
emergency .agencics during World War II can. be attributed to the hephazard
methéds7emplbyed?in'selecting%personnel.,,In*many instences,~the‘situation
whiéh*reéulted from'maladministrationlby incompetent-pérsonne; became so
desperate that top officials of ‘the emergency agencies found it necessary
Yo make frantic pleas to experienced businessmen to. come to Washington to
bolster up sagging production programs, In the case of. OPA, public
criticism of the type of personnel employed to adminster price controls
becanme so Wwidespread that ths Congress was forced to take action. - This
resulted in a statute which made it mandatory on the 0PA to employ only
expefienced-businessmen'in staffing_cerﬁain‘positionsd N

T .One of the mest important:ofvthe'many complex problems: involved
infeconomicvabiliZation Planning is thet of devising practical, real~
isticwmeasureswwhich will assure the Prompt staffing of the war organizg-
tion withﬁcompetent/personnelgl 48 an 2id to you in your epproach to this
Problem, we have a ‘spesker who is Particularly well qualified . to discuss
the subjeet of Personnel for staffing war agencies, He is an expert in
the field of Personnel nanagement and, during 1942 ang 1943, was the
executive placemént officer of the Var Production Board, :

It is 2 plessurs toAintroduce My, Edmond F;.Wright¢' '

MR, WRIGHT: Genersl Holman, Admirel Sabin, Golenel McKenzie, .
Mr. NiklaSOngfgentlemen:' It is & 'particuler plessure for me to present
to yougentlemen a resume of the sctual experience I hed in this city
during’ the period of the late war; of the continuing contact I had with
this subject while I was commuting between Cambridge and Washington as
a member of the staff of the Horverd Business School; and; then, of ny
e€xperience more recently while serving in a somewhat similar capacity
in the Uniteq Nations, first st Funter Collegé and then et Lake Success,
with the Permission of my dean, Donsld K, Devid, of the Harvard Business
School, The last-mentioned assignment was also & matter of attempting
to build key personnel into the United Nations structure; a problenm :
that I think you can readily see was Probably more difficult than the
others, because of 1ts complex structure, as well es because of the now
59 nations which must .be recruited for and represented on the Secretariat

For those of you who are oﬁtline minded, I thought I would quickly
g0 throuzh the outline I heve prepared and present to you my thinking on
how one does select key Personnel for emergency agencies.
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Briefly, I an going %o zive a definition of terms. You may
feel that a definition is not needed, but, in this era of complex
terms, we had better have,an‘unders%anding, a meeting of minds, -on
what it is I em talking ahout.

Then 1 willidisciss the sources of supply of this rare bird,
the fellqwkwho"serves*infa1key4personnel posty the methods of tapping
that supply; and the techniques of induction. You may stete, "I
thought'this,was;selection;”v‘I'feel'that we don't zet the‘mdstyput o
of good men unless we induct ‘them well. Mr. Nikleson was right when

he said that, in the early part of the emergency period, there was &
decided inability to get men effectively Coordinated'and‘groovedbinto,» o
their jobs. 1 feel that we must heve a "precision £1t" go that we.do -

get the right man serving in the right‘spot'at‘the’right time.

Then 1 will close with the legal considerationsc.AAl¥.0f you - -
remember the issue that came up during the early part of the war with
respect to the dollar—a~yedr man, the WOC '(without compensation) fellow,
and his place in the picture as it developed at that time, - There wo?ld
not have been the Guthrie case, which embarrassed Don Welson, my semior.
for a year and a half, if great thought had been:given to the legal -
ctructure, the legal base, upon which 2 man from industry would come in
to an agency to -serveé.. » : : TR

1 would like to read what I think is & very simple Credoe -
Because of its simplicity, one may. say, MThat is not a tough professional
assignmenty Mr, Wright.! ‘and 1 would agree with him in part. 3But, as.a-

“matter of fact, one can be worn down by this tosk of a ‘search for Key . -
personnels We were truly ground down at timesl. A prief Credo, then, -

for‘Success=in7the building’bf‘afbiviliamvemergency agency, is this: .

get the right man' ab the right spot at the right timeo
- Keep him there for that perlod where his professipnal,.
administrative, or techpical}capacitiESxare tappeq to..
the fullest. Place minimum restraints and 1imitations .
upon niml A a » . N
- You gentlemen will admit that is en jmportant clause in.
government work--— : ) : S St

"Uﬁénvcompletion of his assignment, he should de
relieved to return to his regular post, " ‘ .
His industrial, professional, oF other assignment——

flor moved on to where he again directs his full capaci-
ties in a priority job." ' : S
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Tt scems o me thaffis:afsimplQJdéfiﬁiti§ﬁ:éf\Q§§GVig needed 1a.
gettin§;kezménﬁtéf$erve‘effectively in_aféivilianségengyéd S

v d ’

. Lgﬁ<meagivéWy6uﬁquick ¥ &ome per&onal”g;amplés,..With_yopr permis-
sionpggénfl meﬁ,»l.ém‘goingftbfuse nameS“ofvregular‘gepsons,‘alllfriends
L have. not asked théir?pérmisgion to.do so,,but,uin“mbstﬁihstances,
teﬂIiam'laudingfpheméfer theirfgreat.workzduringAthe'late war,

and 1 £591'Suregﬁhey'willfnp%upbjecx ta;my<gs1ng their names.

Donalad Mgzﬁelﬁqn;:having,ﬂasbyou.all know,. the broad experience of
purchasing in 4 greatfmailaorderfhousé,~was;a good-man; to take over as
director of Pfioritiés‘when\the‘Supply. Priorities and Allocations Board
(SRAB)"WasififSﬁ‘setpupé“-He‘knew the.problem.of'setting,up'priorities,

end he did the Job welld, “Then, as you remenber, through the several shifts,
he“eveﬁtuail&iéame‘td,the top of*the~War-Productionquand'(WPEQf%nd.did a
&00d." job there, too. 0 o DI

il MangTof you méyfremember~myvfriend,+WallyvSkucé;_whd is working
in Toledo withfthe"Owensﬂcorning;Fiberglas,Gorpqrationu.-Wally_hadfg .
particularly effective baekground.in,General;Eleetric.und€r~ﬁblph"cordiner
and‘Charles B, ‘Wilson. He hed been' in complete charge of inventory for:

' GB, & company whigh, making the number of producte it-did,“had_agvefy‘"
extensive inventory, Wally came into WPB-andvultimately proved his
capécitiés{'aé'lfam‘sure'many of~&0u¢will‘remember,_ . v

it firsﬁ»prioritiés hédpnqﬁibeen-welltrunq;ﬂAégspmeonéfSa}Q;fak
Priority on aﬁcpiﬁical~material'was'nothing more or less than a[hunting ,
lngnseaﬁa‘pefsgpwétilthadfbo:go%ou%xahd*hnnt;fan:hiscrisicalhmaterig;,

Then' came' the Production Requirements Plan :(PRP), which .did not work, .-

Then came the famous Controlled Materials Plan (CMP), and it worked. -

Wally,anduHarOld‘Boeschenstein contributed a great deal to meking that

perticular phese work. ' It wes:their batkersund in an early essignment
th%ﬁygadé"tﬁg@.effecﬁive;tfti B R P T R T U ENE I A

In the definition of terms, gentlemen, by "key persomnel, " I -
mean those who are in control in senior Posts in an important egency
. &uxing;an;eme?gengy;ﬁériddgffI mean’ these men who, very frankly, could
‘not befbroﬁght'iﬂtoﬂtheir’30bé~throughiflet;us say, Oivil Seryice, I
am,n¢t‘criticizing Civil~Sbrv1ceLﬂiI%Serve=on,the Regional Board of
'Séléctioﬁ1fgfﬁbstﬁhg -1 em very Proud of my connection with Civil
Service. "But Arthur Flehmming, ‘who, WaSjreallyfthe~active Commissioner
during :the late war, édmi%ted‘readily‘in:the‘eafly‘part of .the war that
one'godld"hbt*eXQQct“tdffih&'oﬁfhiefregisters,but.a-minimumnbf'meﬂAWhO
could serve in-the key posts, ¢ . - .. S L
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.. My good friend;;Jim_O'Brien,<may‘bé i the asudiences . He 1s

with the Vational Security HResources Board now. - He served with Leonard
Carmichsel in building the so=celled "Netionel Roster of ‘Scientific and
Specialigad;?ersonnél;“fa'tributé.td the grest work -of those men. , They

"~ built e list, however, in hundreds of tnousands.,-My'feéling is-that

keymen, totel under g thousand in assignments in 2 war”df'the”fYPe and
‘magnitude we ,fought’last time or may fight again, I am oneé of the
‘unfortunate school that baliéVeS'it'is.fiftyénine seconds after;2359,x
end that we willinged a great number of keymen, but I would still state.
that the keymen can be numbered under- e thousands o ‘

. ‘,Iramaﬂbt“cfikicizing the existing agenciess They will get men
who will fill in the slots lower down in the various echelonss ETARL
1 spent part of last evening with one’ of your own group; &

schoolmate of. mine at the Harverd ‘Putness’ Schodl, hdniral E.. Dorsey

Foster, who reportedsi-l 'am very happy to hearthis; I have not recently
ned enough contact with it--that the Reserve bodies across bhe country
are springing up. ‘Bxcellent}: . I.think they will ‘'serve in two important

, functionss When the gong 2068 off;ftﬁey'Will_gn;to the fireﬁandrwill“pe

at their posts when action is taking place and when action from them 1§
neededs 'In“addition,,from'subh agencies, you will get good men for the .
15Wer'eche16ns;..1‘d¢n$t~thihk'it fits in es afkeynperSOnnel,sourceifor:
an emergency agency, vut it definitelyfhelps’in_the'éar}y phases
, I‘oertainly'think’thaﬁ‘we need emersency agencies right nove
I had 2 term of service with Arthur M. Hill, chairman1Qfﬁthe'National
Security Besources'Board,in,l9é8mv;Invmy;opinion“the H$RBgis_actually
" an emergency agency &b thig time, I an’ particularly pleased with the’
forthright way in which Stuert Symington iS‘meetihg”hisip*oblem today.
1 can interpret it,;aﬁdli\am‘goiﬁg to, tap some of his[re¢ent“remarks ’
during my brief talk. B ' T =
1t seems to me that, if.we ned to pess-the Netional Security
Act in ;947¢:WQ.were*reCOgniZing thatAanféﬂergenqy‘exist5d¢ So part
of my remarks this motning ére related to what we are facing today-r
an emergencyd JEORTREE LT e B, -

In the two-yeal period that 1 spent with the United Nations,
s chollenging period, I zot to know the Rassians, I think, Parxicularly
well, as 1 went out of ny way to 4o 1t,and one interested jn personnel
could do it with impunity. I remember when & request to Russla for 12
individuals had been approved by Mr. Trygve Lie, end we sald we : would
keep the posts open for those men whom Mre. gromyko nominated. 1 had
for two years a close 1nok at the Russians and have had a ' chance to
back away now and look at what is taking place in the United Nationse
1 come, unfortunately, to a rather discouraging conclusion of what
the Russian part in the United Nations is.

4 -
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o ThaY is an aside, Put I give 1t only to indicate that I believe

we;a:é'nowiin"an eneriency, end 1 would 11 © %o think tha#_an'emérgency,
recruitment poliey could be set up, could be put in'patterh'fdrm.‘ I
;ﬁﬁ?qqt”Symingﬁgn;dgeswat because, when that gong goes off "one second

TBow, " dn myrdefinitis
ir postsy . g

B TN S

ye.@gédr;b”héveﬁqglectedugde;mgn'to‘get po,
fof7J6hﬁ?E;‘Hflldringfwotld'qall me, ‘1 found that,

; 161y in fbffﬁﬂo?cafegbriéstof,men;f,IWWQS'd¢ing}alparta
yiﬁbjéséignmentVfbr'Mr,{HilldringTWhépfhé?was_staffinéfthe’Uhited States
Contrsl Gouneil i Vﬁe?éﬁtuﬁe%liﬁ.”aid=Tckyoa?,I,spépt,thfeé?ddY§Tiﬁm L
»Pﬁmbfiage-andythTee-da@g[&anﬁﬁeﬁé?gettingﬁhis;needs;aﬁd‘finaing’butvwhat
'manpowerfwas}waﬁted,“ The tws categories ares 1) the’ dogr, “br operator,

the'fell@ﬁfwhﬁfhas?théﬁkﬁoweh0w@ who really"mustﬂprodpéef and’ (2} you @éy
think I'am putting them in reverse order, but I.think ngt-.the {hinker,
, the p%gnnex;and,the.:esearghrfgl;pw? _ ) . S _

. Ad Mr. Felson
We were constantly in

f@'gf;Ihéidqérgéna thé,apératp§’;n“the‘¢mérgen¢y;jbééi¢gily;'cgme:f#mm
indusﬁry;f”lf,x'could,.fo;,Just & moment, illustrate by glving personalities,

- let me indicate what I.feel?wantheir.cOntributinh‘ahd.whérthhem;fit;'jI

hayefbothgﬁhe‘dpervand_the.thihkgrénbhe planpe:ﬁ§fellgw;;p m32§1;a§t;atipns.*

e Pe) to %now'William;E.”Levié; president of the
Owens-Illinois Glass Company;‘particularly'We11-I had an office next $o
him for atime—-l mention Bill first. It seems to me that Bill, in build ing
: his,bu?inesﬁ,émpire,nhad,what experience was later capitalized upon,

- together Wfth'that-of;his.gbodﬁffiénd;fDonﬁNelson, in putting together,

| Porhaps bocense 1 got

so effectively,. the machinery that brought inte being the véty:eff§¢§iVé
WarvProdubtion‘Board;; I do think ‘you gentlemen willlagreg‘that it certainly
‘received a high rating ip accomplishment. Bill was the doer. He thought
his‘pquléﬁ;thrgngh'wel;, but he wes a doer, . ) S
'Wﬂi'f;flfélﬁéYS;iiké[ﬁélthidﬁ'gf'thé.1écture:my deén,lwaiiaceﬁBbéff Donhen,

_gaveaﬁﬁ?fﬁéﬁtimehl‘ﬁaﬁwsrﬁdﬁ%ﬁéa,frﬁm'busiﬁesﬁ'sﬁﬁool?.'Hé used to say that

th?;&pQQéSSful{hﬁSinSSSmgn‘WO?%S ﬁtﬁselfkoufsQf'a‘Jbb-f Bill Lévis worked
himself;but,or}atjpbﬁ_;He would seé-thé.problem;ugetQit/up{hanﬂ\%lQle but
surely cleanfuq-egdh‘andiewgry segrent of}itzuntfi»fiha11X'the,jgbjwas‘
done. ' o SR AR

. . Because of the warm,acéﬁaiﬁtéhbééhiﬁpﬁetweenpus»nWhenfl was

fkfﬁa?@lihg for the Harvard Business Ech001'aﬁtez»théfbéléJiQnshibQWaSE

made, I would ggtgtq.quedofgmdkyalkfﬂhto:Billkq'dﬁfiQeJ < There would
Togios @ thing on his desk, I would askc hinm something.about his
¢business;ghe,wouldfopenioné-dra%ér,'take dut“oneygiecejof_éapar;,put .
ﬁtb?chnﬁ?bl;Shéét intfronﬁ.df>hfm,,aﬁd’give any. answep at all, He was
athaﬁitY?éﬁof.busineﬁsmanrand, iﬁ'myibook}‘was'bQSjcallyua‘déer«.‘Of‘

.00235?'ﬁ§”65uli'ﬁhiﬁklﬁé;l,;too; but action was his forte.




It was basically‘fromyindustryqthat we had;to draw~this‘type
of man. ‘ ’ o S

uet me jump to anotber categorye' Very. often those of us- Wwho
have given part of our lives to ‘the academic work are accused of living .
in the "ivory towers" end cannot get to the lower-plt levels. 1n many
of the eﬂergencv agencies in ‘the last war.,I think the professor dld a
good jobs I could draw on ny good friend, Linéoln Gordon, 28 an = .
illustration, He 1s now in Paris with ECA; closely ‘cooperating with
Averill Harrimens Professor Miltoh Katz of the Hhrvard_Lew School. is
. another one I could draw on. Bincoln Gordon wes in the. categiry of the~:
thinker-—the’ planqer-who saw the concept of what was ‘wanted,; set up - -
the planning at the top 1evel, gsaw that dlrectives were” impleﬂented to
follow out that pollcy, and in. that wgy made his great conurlbutlona

1 thlnk thp 1ndustr1al laboratories, more and more, are sources
from which we can draw key personnel. My good friend, Adolf Ao Berle,
Jr., recently, in addressing a group in Bogton to which' I ned invited

fhlm, made a very keen observation, I thougnt, He stated that with the
coming of the great Industrial Revoluxlon and the developmpnt of ,
industrial lzboratories, scientlsts were brought together to maké 90551b1e
the huge industrial cepacity of this Natlon. So. the laDOf?tOrles that
are - being ‘developed ipdustrially 4ow sre a source from which we. do. get
good key personnelD

- The last tlme 1 se 8 Gharles Bo Wllso “he told me that 25 men

.,of General Electric were serv1ng with Dre Karl Compbon,, former pre51dent

of MIT, who was In charge of the Eosearch end Dcvelopment Board, Office
of Defenses

; My next obsorvation, gentlemen. concerns the ﬂethods of tapplng
the. supply. - How did one get the needed” fellow during the stress of war?
He was serving, in all instances, in en importent post in nis company

or in his home community. He was, profess:onally,A a man much in. demand.
. Therefore, whet was, the technlque of literally 1ifting him from hlS base
-where, in all instancesy he was needed, to Washington, to serve in an
emergency agency, OF in the &ivlsion of an' emergency agency?

: anore gettlnb into that, let me make a few qualifying statementso
1t is my contention that the cold war that is now on is & conditloner for
the recrultment of good key personnelg Tepping ny NSEB. ex9°r1cﬂce: 1 can
say that, in making an appros ch to men in dyfferent industries, with the
hope that they would gilve X® pumber of months, or-a year to a year: ‘and’ 2
half, toward settin* up a given area of’ TSEB, 1t was the realization that
there is a ¢old war on.that. enabled us to' say to theny H@entlemen, this 18
a contribution that 1 think is =2 must. ! A‘"eld war becomes' & condltloner
of those who“ we antlclpate mey be ellglble for our key—personnel list,




Such -as. that of "the tHirties- vould be o condit¥oner,

ar
»”

- order 46 keep people golfig. ™ “TE Yoy’ will,. we wi LI hierve & WPA syste

L time.

- as T thinke gy dépressionm_] “hope we never ézdin see e’ de

.

[y

0% but: £eel ver Bzain be permitted
oUgH P61t in e devression whioh we saw'in 1983, 1 ..
. we réach such a period, ‘RFC or its counterpart will ~
be- coming'in with. loans .. The Government, will Bé éoming ‘1n “with assistance
ond seying, "You'can't 14y gre mgn Shonsand men, UF.  Manufscturer. We -
will see thatryou;gém-an'ﬁfc}lbépﬂoi,any-osher:énargenby&body“lbaﬂ‘iﬁlx,;
, L oT. al ) : bt
under great er direction of"the Tellow who . had: beeh. the erployer 4p "to ‘that
@@elf%hatfwe?bannbt”agéfﬁ‘reéch; as I say, such trough’ points,.

i 'f"wQﬁ%ﬁHe*other hand, that;pxocgﬁs&in;itself is;g%génditidngr,;:Wef"
can then expect we coulg say to a person, "You have dorie a good job in -

- keeping Lmployment up., Therpe is an energency now ‘on, -afid’we need you .

fé:atwthisﬁéaint}f@e¢need*you'at,that point, _I:thinkjthé“fésponséfWOuldL,._

‘be mord nearly ‘ready ‘because of ‘that,

S “.fThélnzv%,z?' I*ama vb,é];_i- ever, gentlenxen, in the work'of my 'gb_él¢.;;:f,ii~en&;'i
G-:rényi_lle Clark, .thea.framer‘:-of:?the Selective Sepvice sot of the First

WQI‘l’d‘;%gi‘ oo He alsohad g great‘deal %o 'do with “the Selseti ve Sérvice

- 4t for World War II here {n ‘Washington. I- t‘aink‘::the'pétsdnawmitakes"

G;énnyaClark%ﬁ-place in*#he‘déﬁtfWaf,Willkwrife.a;“&ireétiVéikéctfﬂg?f?ﬁ
rather than a "selectivet acts 1 also think that it will béa fa1l |

mangower. and womangower. draft’ dct that will zo- through, " If that is so,

-----

then we will . get ‘the response ‘that would be ‘needed to get kiy ‘personzel
Yo come here,  It.ig an’extreme thouiht, I admit;. however, 1 do think 7).
it will be an all-out war, and, if it is all :oudy within 60 days:there (x
eould be -the.difference between defedt .and sucpesss - ~Thefefore, there will

3 : ' . mdy, a "4 " rather than-.a "selective!

be in my book, take what’ form”it mdy, - "directive"
service law written for World War L2 R T

. s s N : SeilE
.- s EE A S R L ; i

: : 'Ti‘lio;ée ‘three. ﬁh“ings',; tnen—»—-cold war, depresswn,an@ directive p’qw'e'i"fs-...
are conditioners of the re eptivity 65 the- individugl.pointed out to come

in and serve in an emergency agency. . All right,- 'Hpv.:f"gip*jye t&p° the “Supply?
) '.”.,;_I?‘e;_‘i:\éps;.;my gréatest pléaSurein the. type: of .atsignment I had here

""m;;wasz‘iinggm; wwastserving ‘wi th*Sidney J. Weinbers. - ‘Hé ‘was very close to
Donald Welson apd ig véryiclése £o Charlie Wilson today.  Donald Nelson
gave Sidney. the task of doing ‘the key-personnel ‘recrui tment. I' was linked
Up with Sidney dm ‘that. é”'s‘si-;grfmen'@_wlfiézif‘i_?ﬁ;. was glven to s in Januvary 1942.
Yet Sidney,: Kelth Fumnstod, ‘who' i‘s’_h‘owf't.;n‘e president’ of Trinity College in

Hartford,fnyself 2nd others who' worked ¢losely with the problem.would

admit, ‘that, on an ny,n "B, M MG, np 4 "B vasis, we probably just: barely

missed g flunk grade ‘because we. wend out - to get men under g h~it-or4mis‘9




R ) r_:..@"i“;ﬁ”"’if\‘sf‘/’f,"\’é?’.[ﬁ [BATI
ﬁaﬁﬁf%ﬁé I;%iél&y ﬂ ;§1&Q&? y'ﬁﬁﬁgy

system, There was no oderliness %o it, We would be called -into & sesslion
and told, "We need this type of;person.“ And many a time do 1 remember
walking into Sidney's office and hearing him blast over the phone in his
own inimitable way, "Don't. you knoW;théré‘ﬁ,a-war;bn?"_org“Listen, this is
your war, too, you know." 3By that technique, we were plasting men oub of
their jobs and bringing them to Washington. We eould and did use. the
patriotic motive argument. I believe that the jnduction done by us was
wre@qhed,‘gentlemen, but we did get the job dones : Do

L 1 enlisted at the age of 18 as an ambulance driver in World War I.
Actually, when I got fo an evacuation.hospital;in,Erancev5u5t,before
Chateau~Thierry scrap, 1 didn't know what a tourniquetvlooke&,liken ~May
,tnaining_waéfwrexched; “¥et in this last war~~you‘gentlemen'played~a part
Cinlit and,kﬁﬁw;&training,wasia very impertant glement in building the fight~
- ing man. - % i L N : ' Sy Lo

o 'Qné»difference betWéen“Wonldiwar I snd World War 11 ‘was the training

‘concept on the military front. And in the next war, World. War_III,zwe‘will

.-have to jo something about that training of key personnelﬁfor_emergency
agencies.  There pust be a period of good induction and training.

, "1 would like to cite the case of my good friend, Wilson Palmers
Wilson graduated from the‘HarVard'Engineering.SQhoql‘When 1 was graduating
from thefﬁarvardvBuSineSS'Schbol. We went abroad together that summer.
» Sidney.phpm@ﬁ:Wilson'bne day. at that time Wilson was the Vice—
_ president and general manager of United Shoe Machimery Company. Beverlys
Massachusetts, He 1is a man of proven competencé. He-had a bresk that: -

- comes to?féw“yOungrmen;”,After Wilson hes been there about four or five-
_ .years, his boss had a stroke and died, and Wilson was the only one. compe-
tent. to §tep'into hig_p;ace._‘gggyoung;as he was,,hé went into a very
Aimportant poste. He was convinced over the phone by the Mont!t you know

g_thegéﬁs,aAWar ont" teéhni@uélof Sidney,. ko come down to Washington.

TR ;_-ﬁere-I waﬁl,wi%ﬁféné‘of m&xcloéest:éol;égé”bdddiés withiﬁ a-matter
.of twg;buildings;away.frpmfme‘anafm aian't know it. It -showed how. Sidney
and I failed %o coordinate OquSEIection Process. SR : ' :

N WilSon‘was,therﬁfor'éix weeks’and_théjﬁwent h9me§;'Six"wéeks»later
Sidney found that his bird had flown the coops By that time, Wilson Palmer
.- was doing very important work back in»Bevgrly,'and; bbviously,_we'didn‘t

+'geﬁ hinm again. Th t.is a criticism of our failuré<to'induc5~well.

“1 recall;well the time a-wealthy jeweler of New York City, making

-his product in my nome State;’at Attleboro,, came. down greatly disturbed
#hﬁq hé had not. been galled into service. Again;there~was a man who was
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- ready bo serve.  He warted it for power, He wanted thefpreétige_of
having ‘sérved. I think he felt that“he'coulq;ﬂwithin the next weelk,
move dut?Mr;’Nelsonkand take over. But it wes a misconception on his
‘part, ded’seleétidnﬁpqués$es“WQuld have proved to us if he was or
1Was‘not.éligibleﬁfor our interest, ‘ o '

. Many persons, wers brought in' with no effective coordination of
induction into théir jobs, In the next war, the key personnel will have
to ‘be indu_ct-eid; well, . : SN , . o

S 3 wouldflikg,to 6ell'thé story of a'veryupersonal-friend of mine
Yo-whom I s0ld the ‘ides of going to Vienne o serve as the head: of the
Ecoromic Division of ‘the Uniteg States Cdntro;‘Councilg'iﬁe said, "On one
basis will I consider it, and that is that I ve flown to Vienna with two
assistants just so that we can ‘study our problem, While General Hilldring

balked 2 bit, the men wes of such capecity thet the request wes granted,

6o the bwelfth of October of that yeer, .Generel Merk. Olatk ias

coming in from Vienna to address an Anericen-Italisn group in New York
City;"Myffriénd'who was to fly to Vienna learred of it end said, "Why do
I heve t§ 20 to Vienna when I can seo Merk Clerk in this country?" For
SQme”ﬁeééon»knbwn only to Mr, Clark, the two never met, I lpst my good
birdl He seid, "If I can't be 8een by my new boss in this Country, Im
not serving,with‘yOQQﬁ, Jhat is éhqther,illus;ration showing that we must
plan and. induct well, R ‘ . ‘ =
. © First, sell the ides. Then see that there.is a course of trai?inge
1t should not be & course of treining in which you feel you sre just going
through the treadmill, Give a reaiistic course of ‘treining., See that the
man understands the stetus in which he will serwe. ‘Find that precision
fit 'that I think 1s‘so.necessary.. ' . S ;

" Hathaway Watson is in the group here, ard Hath could perhaps
verify fhefdezaiLé'of,what I'am about to say, ‘This story was one that

- B4 S$Ebtigiﬁ8-$oldvmé,: He said thatUWhenkhe'was at 71 Broadway (U8
Steel Gompany);Voérhees; the comptroller and finance officer'had;a7Véry
competent assistant, We will eall“hHim Carpenter. When there was &
Problem, one of Bd's bells would bé pushed, and in would come Carpenter
in response,’ Ed;would'outline for him the problem from; let's say, .the _
bresident of the American Bridge Company and say, "Get the facts and let's
see if we caﬁ't‘let'the.presiden§'haveuthig'answer tonight." Carpenter.
would go. out and come vack with the basie fagcts needed for the proper
review and splution of, the problem,’ - They would_beAstudieg{by 3Zd and any
committee he ealled together, and the decision would be réndered that v
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Tren Bd, as youvwill,remember,vwaS~called-to.Washinthn vy ..
Mr. Roosevelt‘early,in,L94Q,, Ed said that, shorfly after taking v\jﬂ_
over the Lend-Tease assignment, he knew he had %0 have & guy: named.
tGarpenter® in his next office. So he elaborately instelled him in
nis next office and had the bell system set up. . The,first-main-

. problen came up, he pushed the hell marked "Carpentery! and in ceme .
garpenter. They sat down, they.decidedjwhat,further facts were«needed
and Carpenter went out, but he never came backl I feel we must see
that the induction is such that the‘“Canpéhters“’come‘back«and do their
Jyey =, s | fat ‘come back =TT

Let me just'briefly,‘then.‘gd into the lezal considerapions}-'
centlemen, and indicate why I do not feel that those legal considerar
tions are going to have the same_weightvplaCed upon them next time.

~ They will not be the hurdles they were before. The Guthrie cases
won't ‘arise to embarrass "Doneld Nelson 1I," whoever he might be.

1 am sure you ere all acquaintedeith the:two'categories of
WOC (without compensation) gndAthé~dg}lar¢a~year.man,v_I'am sure many
of you have heard this storyd World War-I‘also]haquollar—aeyear'men.

Then came'th§, Great Depression, and ‘a certein man from ngl Sﬁreet
was ruined, He had been a dollar-a~year man in World War I.. When

World War 11 came, he wanted his old job backd

Bat I don't think the dosllar—a-year man isicomingjup‘torplaéue
again such men as Virs Nelson or nthers who are runningua.civilian S
emerzency égency;,‘Wﬁy? . I think, for the very reason I gajegearlier;
that it will be a directive that will bring & men into an importent
post rather than a selective process. 1 think we can state to that men,

RS S

“WLook, you are doing g fine Job ‘converting your plenk to war productions -

but we need your know—how and-your“backgr~und‘here4iﬁ,WéShingtbn, or 1X' -~
point;_at‘this_timem, Youl ve got to come for the good of the causes ‘

Compensation will be just,"

1 an sure many of you neard or read recently the address of .
Stuart.Symington,"jlﬁ,was reported in all the papers. ‘The issue Whigb
he,pﬁesentgﬁ,;and"wgiqh*;sf;n point here, 1s, in his words: .
o MTp “be ready will réqﬁire all’pggsible*helpﬁ
on the part of such great orgenizations as your own
(Committee for Tconomic Development),ZQSvWSll as you -
And certainly men of;ihe‘¢aliber,of‘the,GED roster are men of great
competence—— SR . SO

“Beadinesé*wili;demand thet everyhody gives up something:
The manufacturer, profit incident bo warse.s PR
PR e o 10 T
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. .'Thathrelates,to,the fesr, you recall-it‘was“developed by the
Truman ommittes~mthat & man- coming: from industry would tend to make
decisions thet would favor hig industry, that would favor his company.
‘In'fégt,*under_JOhniLordlO‘Brian, there were four rules.which were
iséué@.t05th03efof us who were doing a recrulting Job on;this level,
I would like .to point them out, and point them up, quickly. . We zot a
diregtive which gaid; S : = - ‘

: "lo ¥o person shell bhe appointed on & dollar.a-year
- basis unless he is & map of outstanding business or technical
. ability, of unimpeachable integrity, and especially qualified
- for the work far which he is chosen, ' S

pésition'if,vwith reaSOnaﬁlé'effbrt, & nan equally qualified’
can be found and induced %o come here and f111 such position
on a regula: Sovernment salary, . : o SR

"2, W dollafra~year‘ﬁé5 éhali he appéinted to any

ﬂfﬂg3-"3;~ No peréonfshall e émﬁloyed in any position in o
‘which he will make cdecisions directly affecting the affairs
°f Bis own company, Y TEO |

. ¥4, Wo éﬁﬁointment Shall‘Be made except after o

;: :thbrough investigation of the propnsed appointee hy o
"one‘of‘t@e,investigating azencies afvthe-GOVgrnmento" an

Those were restrictions that were‘acﬁually'placedvupenwus and made
- selection bf_persdﬁgél muck more difficult, It was interesting,

" however, that, as g did find men of great capacity, -and, after the
1¥tmus—paper test of intesrity, we found them to be men who were
/Obviously;supporting the great cause, sy we could relax on some of
them, - R Pt

- The next"éase‘ﬁistbry;lrWOuld“Iiké¢tQ¢present is "that of Hilang
Garfiélg Batcheller, heed of Allegheny Iudlum Steel, - Batch was brought
in at a time when the Steel Division of the War Productisn Board, en? - ‘
ext remely important‘division,iwaéfhot going well, = One of,hisﬁpredeéegqg:aﬁ
‘had come from the drug and food ‘industrys another had come from an allied '
industry, Union ‘arbon and Carbide. " But there was nnt & man.with. the

required know-how in that important”diViéioggéf the War Produgtion Board
at the time, It was essential, bherefore, that soméore come in, and it
was Batch vho came in to6 do phenomenally effective Job, ‘&s yOutwell-kpgw.‘

5 . The vwithout’compgngationﬂ.categnry 1s one that I think will. be’
used in the-pattern'develcped,by'QiVil Service. "But it is the man from

.induﬁtryaabouqrwhom we are now concerned, And I believe we can do this—
this is my solution o the dollar-a-year prohlems '
kY ‘ s 11 : P B
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I am firmly convinced that government‘salaries.havé, in the
more recent pasty gone upe Twose. of yoﬁ‘in’unifbrmjwillfdrségreé
with me, but on ine civilian side tnere has been that tendencys A4S
you know, in ECA the top}salériesion'the'administfaﬁive levels, and
.some‘of:the'professional levels, are as high as $15,000+ Obviously, -
Mr. Hoffman and othérs——the hesds of hoards—-are gétting nore than
that. The salaries within the Government are tending upward, and 1t
is my belief they will go evén higher. Therefore, the gep that existed
“as recently as.a few years agzo is heing closed, eo that the business—
man Who'leaves~aﬂlucratiye position can ve offered a somewhat higher
salary than formerly. That will reduce the aifference between the
salary he will go in on and that which he'is zetting from his companye
So he can be given the top salary the Government pays plus & percentage
of that which he nad before, perhaps hased on”a’percentage‘of annual
income ag shown on prior income tax returns. e '

 1f will have to be on & flexible basis. I realize it is
difficult to get that in the Government, but’ib geems to me that
this technique can be used to meet & prohlem that was very embarrass-
ing during World War 11. So much, for the legal considerations.

My closing remarks, gentlemen, are ones that’sort»gf'supp?rt
why fifty-nine secconds after 2359. 1 do not nelieve that .the United
Nations great as its effort:might have heen, 1is the golution to peace.

It is oy contention that the Russians have ridden the United Nations %rain

for all it is worth, The real test will come wken the General Assembly
opens next Septemher, That is what I think Mr. Trygve Lie meant when

he said what has Been discussedeith'Staliﬁ will be apparent within
two or three months. Will they come,back?x 1¢ it is to their advantage,
they will come hacke : ' o e

T am not one who is a supporter, although I am a great admirer
of the man, of Mr. Hoover's suggéstion. I don't think‘we”Can'rule'cut
the Rassiens and -throw them out of the United Nations. It is my con—
tention that we would then have a two~world concept rather than &

" one—world concept, and we have been trying for the latter. ’

Meny of you know Mr. ‘William Y. Blliott, who addressed & Harvard
Business School group in Boston récently.. He is coming down %o present
some data on economic nobilization for war before the Congress very
shortly. He gave our group a preview of that. Bill hes some extremely
cogent reasons’as”tO'why"econoéic mobilization‘should"héve veen setb

in motion "yesterday" rather Yhen to be.set in motion tOmOTTOW.

I beliévéfﬁhat‘thbéé in authpri%y'here'iﬁ'Wééhington sho?ld he
»cognizant of the need fof setting up agencles, the need for setting up
skeletonized groups, which will have in mind the need for quick action.
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If'thatgiSpSO,.we.dpn't have mueh time 4n which t5 select,

xi:am;a.helieverwthat the war will he wonmar_lcst;in_sd days..

L ;IwamgﬁhdrCugbly;convinced~~this will he a'point understandable
tngail~o£;yau»ﬁthat.nin the next war, there won't he that differential

- ‘between the uniforn and -the civvies thet existed last time., Ve will

. have one orthe nther. I feel that g hoarding:process‘invgoed,manpower

Cwes conducted. in that way. I am »f the opinisn that you ohtained Zood

men,fputitheM«ihto'an,assignment, and kept them there. I think that the

flexivility of the next war will require zhatvallwmen‘of-capacity7he

eligible'fgr;guick-shift;ngﬁof aSSignments, : : S

H

T T -1 think of manpowervassignments,éé'the stops in an organ; it is
‘& bellows effect. - Tou need good men, -ysu should have themt b@§:sgnd,them
‘to:the point where their~capaQities,.their»extensive~knowledgé”in[a given
area, can do the most €o0d. Thet is why in my Credo I said tdke the man
' Out when & job 18 completed. Den't let hin go to seed,  You can see that
& man.can go to gged once he has done his major jobs I think some of you
nmay eriticize that:v&awpoint,,and, in‘part,'correctly;-but‘I_feel,that
' you-lose capality 1f you Put e man on one assignment ana hobble him,  He
“ought to be utilized-~again speaking of the key personnel-—to the fullest,

. 8oy gentlemen, I close ny remarks by steting that I think the
,pﬁoblemgof'gétting the right man in the right 3nb at the right tinme
“is.extremely important, I think, becsuse of the conditions in which
we find~ourselves‘today, it is important that we glve great thought to
it soon. I feel bositive that all'ybuwgentlemen_agreeAWith_me that, if
we'do this, we will win the next war.' e e S

"  Thank‘you‘very much.

ne MR, NIKLASONf ALl right, gentleﬁen, we are ready for your’
questions, ' , '

QUESTION: Mr, Wright, you spcke of bringing men in‘from = ..
industry. It appears that theé men~in'the”productioﬁ‘and«t%anspo?tatiaﬂ
1ndustries in war would be %oo busy with their owm Jobs to come into
"government;management of - the econbmy,« Are_there any. other sources, -
~-such-as the service industries, the legal profession,'polﬁtibsp.and'éo ~

forth, from which ‘we can-get ten in an emergency? e '

'« - MR, WRIGHTs Let me answer‘thét,uCaptain,,by»drawihg upon my © .
illustration,of'thefe,being S%0ps in this—-the right map et the right
time, Let me give an illustration. I, 'in part, had dealings in this
‘@apisode, = - - B ;

k'+.Ydﬁ hillfhecél}lthat;‘when the,rubﬁexj%@fuation was very severe,

kWilliamSvJeffers, the heed: of the Union Pacific, although he was not &
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rubber man, was drawn from his railroad, & very important, critical

segment of the ceonony as you state. “For three months, in Washington,

he did that amazing Jjob of organizing the Rubber Division,&ndrthen

the board that supervised it, and had it runnings 1 tnink we can draw
frsm our criticel areas such as railrsads for 1imited periods; we can

tap the brains of a man sn one segment, and then 1et_himvg07back;~/That
.is‘a concept that was not prevalent in the last wars There were exceptions,
. .such aﬁ“William Jeffers, who did go back. ' ; - '

. Jeffers was & aifficult man to deal with. He wanted what he
wanted, end he wanted it quickly. I remember, in setting up his office,
his Key personnel, with him, he threatened %o «bnd overnight to Omaha
. for 200 clerks out of his office. We had to take @ very able person
in the Civil Service and put him right,outside;Jgffers! office. In
that way we«appeaséd'Jeffersq-'He did ‘his job Here and went back to his
pffice. S AR o

Lt True, you cen say it was nob quite in pig field. But he had the
know—hOW‘of organizationkingthat-instance, #nd he did a good  jobe He
. left my g00d friend, Bredley Dewey, behind him to rwn-the showWe -

I think that those critical aress musb meké their contridution
of‘brainpower.to_tbe'organizational phase of the game.. Coptein, that
is my emswer. . R ST g o

QUESTION: Would you elaborate a 1ittle on what I understood

to be yolur statement that war would really be won:or 1ost in 60 days?

If ‘that Oes true, it wsuld seem that some of these men we are talking
about wsuld-not . be needed except during the reconstruction period.

I den't see how we could carry out very much mobilization of- the econony
in 60 days. That would-have’to be done with what was in existence on
Day—1 mostlye ‘ S ‘ 3 _ : : .

MR. WRIGHT: I'can'only take a crack at thate You gentlemen
sre better in loglstics than I am. 1 don't claim: toO have thatb profes—
sional ability. R , : : L

T recell the thinking we were doinz at NSRB or that as recently
‘as. 1948, . If'theuRussians'were’to strike, they would hit key points:
e mapshalling yard in the Midwest, the Soo Canal; ong -or two ba;lnbearing
plants, a large aviation plant, and o1 psychological Purposes & large
_city. - ‘The-thing for us to do would be to strike beck end kill off
exactlyﬂtheﬁsame;things they killed nff, so that we: would start even.

R Obviously, -60 days is an sverstatement to mékévmy pointe 1
. cannot help but feel that we must be prepered for anncvernight attack;

therefore, thgsefWho'are,assigned to fizhting fires ghonld be in reserves
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© o Let me illustrate; - Bill Levis made this suggestion to Arthur
Hilly” WIn ny territory, . .you ‘can give me the assignment of belng respon-
'éible“for;glet’s-say, the automotive area in Detroit, and so-‘forth,
GiVe:tﬁ?mé'fﬁe»problemﬂoffbuilding’mywstaff 8o that we are at our battle
statidﬁs5bvarnight~;true,,Iimpingialong4~until your master plan ean
~@gain pick up that which is necessary to be done to fight back quickly,®

-

_ SymingtoﬁHmade that very point in his eddress:

T MToday 1t would seém we are already in a great
‘world struggle, a’'struggle for the minds of men. 4
- Already we are being warred azainst, not only with . .-
the new weapons of’propaganda,'espianage. subversinn,
- and "sabotage; but alss with shooting ‘when the latter,
is ‘considered necessary, o SO

"Acéordingly,fl would be hesitant'about.measuring
the temperature of this struggle. If ten brave Nevy
 fliers wers slive today, there would be nothing ‘Yeold!
"to them about what is going on.! . : o

Then he7QOES.onv£b;State that'the,concept“must-be'thought through -
and be ready for action, R ‘ _ R '

‘QUESTION: M. Wrighs,.-do you think there are any effective
men in- the labor unisns? e e o

" You Say‘itvds-a,matterfof*éf?ebﬁingﬁﬁheAmindS:of mers The lesders
of‘org&niﬁed]labor COntroluthe'actionS'bf thelr men. It occurs to me that,
if they give the men a go-ahead signal and say, Mio strike;,bbys;"-t@ere
will be no strike, o e ‘ S e A

- I once proposed & radical thing in respect .t5 coel, I said, 1
"I1f you recognize that.JohnfL..Lewis“pontrols,the,miners~aif you accept
that as a prémise~~wby not make him a major general and say, tJohn,’ you-
run coal for the waptzs - . . - . S :

. We cannpt‘legislate'that'there’will.berho.strikes,' We mustiwork
~ on“the minds of men,. . And the workers will follew their leaders rather
than industrialists because the labor unions and menagers in dindustry
are traditibnallyAqompetitiveév~Eut I‘don'f'see‘that~very many of the
keymen in your planning sre labor leaders, = . R

L We must have a team. Do you see any ab}e people in dlabor whq
could be placed on.that teamy -~ .© - AR :

15
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MR. WRIGHT: I am glad, sir, you brouzht up“thellabor‘issue.
I did not touch upon it. 1t was a very -ticklish problem in -the War -
Production Board in the early days. Eerly in,the_war'p;oduqtion L
progran, Mr., Nelson had %o rechgnize the.patt thet was to he played
by the labor boys, and we put up a very effective_&ivisiqngunder
. Joe Keenane : . ‘ o . A

Your question, sir, implies that there must be antagonism.
I just learned from one of my friends of NSRB that Bill Ellictt
addressed you here, and, if I may, I anm going'to'tap-some-of his
thinking of the night before last. Is there not'injevidence~alr¢ady

& cutting down of that severity of emotionalism hetween: the twol
You gentlemen picked”up your papers in Washington this morhing and
read that General Motors end UAW hed settled 2 very effective wage and
pension prografle Undoubtedly they have 1earned something from the GM
strike of 19454 . The recent Chrysler strike has undoubtedly had its
effect in both sides, 00 - s ST -

When under threat the way I think we will he' in our’ next war,
it seems to me we are not going th have the degree of emotionalism
that your question jmplies., It will be all for one and one for alle
I know I may be in the clouds a hit on that, wat I dontt think we i
are Soing to get to a point where there is golng to be any blocking
of en effort that would neve to be made. ~And, if my estimate of 60
days is correct, it must be mede very quickiye. I
, 1 see a degree of understending as hetween 1ahor leaders and
industry. Very frankly, gentlemen, I think we are slowly but surely

seeing the die-hard, the reactionary fellow, going out of induétry-il

I don't want to deify Bill Levis, but Bill has never had & -
single bit of labor troghle because he is 2 guy who zot o know his
c,crowd. 1 haye: been through his plants with Tim. It is emazing the
" number- of people he wnows. He knows the -lebor group. He has heen
" sued under antitrust laws, and so forth, but,'basical;y,'Bill has held
himself in a gound position in relztionship to'thel;aﬁnrers; '

1 .think the hurdle will not be 89 nigh the next time. I think
‘Sumner Siiclter would agree with me that.werare seéiqgnnl-dOn‘trlike
"to use the WOr&-“appeasement“,because'thﬁt means there~ane~going«t0-
be continual antagonisms#nbu@-certainly}there is & lessening of -
emptionaliSﬁ‘bétween'the'ﬁWbo That is the way I would answer your
question, sire S . :

QUESTION: Mr. Wright, you indicated, T believe, that one of

the prerequisites in chnosing a man for & top position would be

16
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unquestionablp;integrity,:_I believe you also indicated that you.

: Wopldanotipermit them\to‘makeAdecisions;regarding,their;own company

or.indust;y. ~Did I understeng you. correctly? - ' ‘

- -,WTMR;yWBIGHT:E I;made_bo$h‘ﬁtatements.f I had hoped. that I made
the point clesr, : - : S B

. .gw-';In_the‘earlx;pa:t;of the war, the four rules I mentioned in

that connection were. given to us, As we téstedfour;menAand got to

. know them, we could;rélax-qur-guard,_so %o ‘speek; we knew they were
in there fighting to win the war, 4s o matter of fect, I can say

truthfully that the top group of War Production Boerd men, when it

__came-to.mattersjip whichntheirxindustry was a matter of concern one

,:waynon,ﬁhepq;heg,lleaned*backwardsgin‘the_right,way.

. 3o that.we do tesq,fo:ninpegrity;‘we_do,attempt_to.seekthat,
in the carlier days, they are. not given‘an assignment which would
permit them to influence a decisionktending-tomfavor their company
or.industry, -4 recppciliation»of~mx two. . statements is that, with
- Vime, I think we.get to know the men., I don't think we can eliminate
him, even as they attempted to eliminete a man from industry in the
Steel Division,. It was quickly obvious that this was not o solution,
- and they brought‘inwfrom_thg industry;anan;ofvgrﬁat‘integritY"4he
was. quickly proven So--and put. - him inuqharge“pf,the Steel Division.

S QUESTIQN: wy thought, ‘sir, was that, in early orgenization,
there will be times, before he 48 tested, when a man will heve to
- make deg¢isions regarding_hisvowq_industry.‘;Can they be\questiongd?;l

©* ... MR, WRIGHT: Thosevmustgbe_célculahle'risks, That is .21l I
can answer there,. In the early days that ls a risk, But relying:

--.on the:severity.of the situation,.I thiﬁk_theﬁperspp will gquickly
realize he mey not have. any business atwall’i§7he;§o¢6~notﬂgive.bisw

- -all to whatfthen;willfbe,a pupishing5WQr.;ti.may;be,ideéli§§§cnin

- . this, but:that,is;my‘ansypr,4 SR DUTer sy el

. If I-may, Mr; Niklasbnsfi'wbgld;like o bring. out oné point
about which one pf mycfoxmerwaSSociapgp et NSRB asked me while I,
‘was greeting them in the intermission period, He asked me to make
clearev.mymreasoningﬁwithurespect;to;theuhoar@ing;goncept; that is, .
- bo be frank with you,. put ing.menwiapumiform~andjsaying. "This is
youn'task."'vI;hope,dvery frankly, in the next war the civilian ' .
attire and the uniform will be indistinguishgble, I truly do.

.+ I am one who has been keen on'the concept of the need 9f t@e
civilian being in charge“qf,the~economymdu;ing the war, The fighting

17

~2§01



veot

g RS o o § .
R3U= RESTRICTED

LA

=

f0¥C¢§fafeiex#reme1y_impoftant,'and they are the oneéﬁthiprbtebﬁLﬁhe

civilisn. But I do feel, by the basic concept of our Government, -that
we must have the civilian-as the head directing the Qrggram“of'war;;

'1'do not went to see good cepacity closeted 4y ‘inferior tasks

‘when that same capacity could be directed at highly important and very

effective ‘echelons of war. ‘1 -don't cere whether it is in. e civilian

' ‘agency or one that is primerily military. You hobbleléapécityfifgyﬁu
puﬁ'a man;éside'at'q task and do not permit him to give of nis talents
at a more needed point when he has completed a job at the critical f
Poiﬂ%g,_l;ffﬁi very strongly about that. R B

"* 1 saw men leave: the War Production‘Bdard'to_goﬁinto‘uniform,
and my very frank and honest opinion is that the contribution of those
men to the War~effort,'in-many,instanCes. was'cdnsiderablylless_than
it would have been had they bdeen Yeft.in that wer agency in civilian

sttire. 1 hope. that is corrected in the next wer. S
L 1 pay tridbute to’the men. in uniform, but, in the interest of
the highest capacity and the best professionel or technical ‘thinking
being assigned to a given task, we need to have flexibility of action.

T hope we'do mot resort to putting men in uniform and then hobbling =
them. 1 think you gentlemen will egree with that. RO Lo g

. . QUESTLON:. Mr. Wright, " who .would "you suggest should - deternine
- whether key personnel should ,remein in civilian clothes or be:put i1

. MR..WRIGHT: How did we Llose ‘those go0d men T am” speaking of?
Let mé;tapumy:World-War-I.experience'again quickly. 1 got 4 disebllity
out of World War I, and, - therefore, 1 an-very keen for ‘the military and
want to see the military get the men they want., They must se¢ that -
the war is won.  Theirs is the fighting techniQuea"Bmtfﬁh&t h?PFeﬁ€Q?
1t was the breath of the draft, in many instaﬁces;fthgt'blew down &
fellow's neck. Then he searched for, and got, a uniforn. . In many
instances he ended up at a fesk doing thersémévbrfleaé.importapﬁrwq:k;

I am not speaking of youngErffélldws.“I aﬁvspéékyng_pf=fellgws,

1et‘§.say,,fpgm4;5¢upb nifxa¢maﬂ'of’hfgh;capacity 35 years gld,andlup
is giving_qygréatgpontributionpto his natibh-by‘sérving'jn‘afciwil;an
agency—and. certainly the threat of being bombed will be as great in
his place of unction_in'the;war'of’tomorrOW'és it would be if he were
gerving in the front lines—-I would say. the test is that of needed high
capacity and’servige,.;If~so,rsée-that he is held iﬁ-his'diviligg_pbst.

" "Don Nelééﬁ‘askéd‘me to ve chairmaﬁ of the_Selective Service
Committee of WPB, Three of us—-Carlton Heyward, & youns lawyer of
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New York;. David Levitan; and I-—sat on every cose that came up. We
deaned over-backward in saying that the men, if his was not en extremely
.im@azﬁ@nt functipn;Toughp"tbﬂgo into uniform and serve in that way. : But
in instances where you find that the cspacity is extremely high, and
Servicd is of the same ‘order, I would say you1shouldﬂsee;that»the man
.does continue for jhatfperiod<While.heVisTgood;wanfmany,inStanceS.,We
recommended that a man be given six months, beéafrse in that peripsd he
rcouiingeithat'his]divﬁsion. section, or unit wes in effective mesh with
rwthE gvéﬁ~ali3War;Pﬁddgétiou'Board,;and then service in uwniform would
”¢eﬁtainlyrbé,inzorder”forfhng”' R R T T -

Meny of you know Captain Krug. I felt that Ceptein Krug would
ﬁ.haVeﬁbeeﬁ;a‘hore_effectiVevperson had he continued in civilian attire.

£ He-did haye.to%step.out,‘and‘later~went back to WPB,  He may not agree
with"me;'butWImfe%tftpat,;by‘the time he was put-in uniform, his effectivew
ness was so great that he would have been more useful had he been permitted
to carry on:right'thraughlaﬁaa,civilian,¢\As,to what he contributed to the
Navy, you gentlemen probably know more about that then I do. - But there

.+ i8 need tousee that a good man is not disrupted at & eriticel time. That
is my basic Pointe P : s o Yo o

S QUESTIONS I hesitate to belab0r<that;point,further,~but I think
it is an important oney ~There is avclearadistinCti§n7betwgen a purely
nilitary job, the actusl fighting type of job, and a purely civilian
Jabs but in between there-is a:vast area where jobs have besn done in

_ Some.cases by .civilians and in some cases by the military, Is there eny
Way we can drew some sort of line as to how jobs should be done?. -

. Idiother ‘words, you suggest that we should not teke key civilians
“and put them into Léséer'military;jobs; 1 heartily concur with that.
”Hdw%?ér;'isFix;possiﬁiefthat»we_can~lonk‘upon some 'of these ‘top azencies.

as nilitary and civilian;'entirely apart from the uniform, and that
f~§he:e"wOuldibe:occasions‘to;take a military man -and put him into =

_sg_¢§11ed"¢iVilian job?“or should  we makeia definite cléavage sonehow?

oo MBy WEIGHT: . Thet i the $128 question. If it is the type of
function or asssighnent that is best performed by the military-trained
- omind,. or the Reservist who has‘had'his“military;traininé;”i”would say

;Putthe militery man in that Job. . Bat if @ highly competent civilian
‘cen ‘continue to-do that Job, I would say let's ride with” the eivilian.

©+ “In the néxt war, I would like to see a”smallef‘percentage;of

o Mkeymen" in uniform than they ‘hed in the last wer. In my post as

director of Alumni Relatisns of. the Harvard Business Schosl, which
I had before and after the war, I saw a lot of business school nen—and,
obviously, I did not want to see the Harvard Business School men given
thé'protected"jobaaput,into assignments where, I am certain, their

ig.
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capacities were not utilized to. the fullest. Yow, if they could -
serve in an agency supervised by,you-gentlemen,.fine, bgt?keep»
them in civilien gttire. I thinx they. would do more for you.

It is a ‘different questibﬁ;'

QUESTLON: . Mr. Wright, to what extent do you bekieve it would
be possible tO;g@tfﬁome‘of;thiS-inductiontQr-training;process over with
in’ the immediate future, before an emergency starts? ‘In other words,
is it possible to pick, not one men only, but meybe three men, for a
key Job that we know 18 going to have to De done in wertime, tell ell
three of those men what the job will involve,.and get them to agree
‘they will take he job- when it cones, So that they cen be training

thenselves or he helped in training themselves for it in advance?.

MR. WRIGHT: You raecall. that I gave the illustration of Bill
‘Levis saying he would be willing to do his part in -the Toledo areae. ‘
T think it would be desirable if, under the Yational Security Resources
Board--1 know no other board or agency where it. might now be' carried
out--we could break down the country into aistiicts, let's says coordinate
your work with the excellent work in the Réserve,'and!theh~as§ign‘reSPOHﬁ
sible persons in eéach district to the task of doing an organizational
job; an inductive job in the hroad sense. S

' For instance, these very cards I have here are part of a file
that I keep in my office paclk in Boston--I like to think I.an keeping
it current-—of persons I think were outstanding persong ‘in the ware
They have been inoculated, they xnow how to do a Joby and they know
the‘hurdles'that’havegtd.be\overcome:in‘that'joh; For instence, &
group of those mér could be given the type of assignment I heve in
mind., : ) R T ’ C :

. M
Lo N

1 sdid to Hi.Batchéller:one ‘time, WHi, whom in your firm are
you training to téke over your job come World War IIIt# He said, "l
have,Severallihgmihd,%"1;Sa§d,gﬁl;know.whomiyou'shbuld have in mind."
And I ‘meritinned a very personal friend of mine who is vice-president
and treasurer of Allegheny ludlun.-: e

1 would like %o Sce those who did serve in the war have an
awareness of that. One -of your;former:colleagues,'Genéfal Somervell,
is ‘dolfig 1t in the Koppers Company in Pitteburgh, - 1 think he has the
concept of what is .needed. - He has- the blueprints for conversion
overnighﬁ.'fTrdef-ﬁhewbaéic problem now is one of key personnel in
certain areas within his company, but those same men could be assigned
a degree of responsibility so that they could be drawn for assistance
in the conversion from a peacetime to o wartime basis.
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Vo That sis ny feeling;-.Let1a'beuawaregofnit,»lethfbe cognizant
of it,;and'seenif'we canhotfﬂO'samethingv1n~this‘prekiminary period,
4nd. $t mﬁansua?lotvofﬁdirectiyesg‘ I:do>'tﬁknow whether the powers of
the NSRB are such that it can be done.now, but I recall that, when .
Kennéth&&dhnsonwwés‘ﬁhe:legal counsel 'of NSAB, a.very careful . study.
Wasfﬁade%df?the”inteﬁﬁ‘gf Gongpess:infpassing!the'Natianal Security

',Actfaﬂﬁlgéiﬁxandjfhere7Was,'bywtest;of,intent,;a;beliefwthat the -
‘Y“National.Security'Resources Board. eould . take on some-such task, I.
.think the people af'America'WOuld~beliéve,.if war were to strilke

quickly, sthat the NSRB should have -had something ready ‘to that extent.

‘Iﬁﬁbﬁldﬁnertainlyyhelieve ite

- GENERAL HOLMAN: Mr, Wright, do you believe the gecond and
third echelons of & new emergency orgenization can be built up before
the first echelon isg selected? I have in mind the cholce of three or
four people. They will undoubtedly went to have a great sey in the
staffing, Any one of those four would have o different viewpoint. very
vlikely,vif.permitted‘to~make his own choice., What has been your
-experlence along that line? .

MR. WRIGHT: One of the most perplexing Problems we met,
General.Holman, was Just thet, I anm now- tapping my NSRB experience,
There was dividea opinion within NSRB on selection at the time I was
serving with Fill, It was & matter of getting the second and th%rd
echelons and then saying, "Smith, will you come to Washington? We
have your organization; op saying, "Smitk, you come down and build
your own organization," In most Instances, we had to resort to
building from below up and then stating, "We have the orgenization.!
But we did, make clear to the appointees in the second and third ‘
echelons that, when the chief of the divisinn took over, it was then
& matter of seeing that they worked into his Plens. In most instances,
we would have to give asgurances that we would. attempt to use those
capacities. We were neking a very eereful selection of manpower on
-the'basis‘offcapaciﬁies,

‘ We set up in those deys & So~czlled Personnel Selectisn Board,
One of the most atle men from Civil Service was on it. My good friend,
Carlton Hoyward, now of Commerce, was on it. I picked about four or
five others. It was a matter of careful selection, in which we would

- sey, "You are heing selected, hut, as yet, this has not been staffed
topside. It is our helief thet we can sell you to the new incumbent.,

We have looked sver Jour capacities carefully,,and;theyrseem_tn‘fi}

in the present eoncept of your area. On the other hand, it might ve

~that there will bhe & new concept." And it was left fiexible in that

manner, ,
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During an emergency itself, I would state that the policy

~shoulafﬁewto get the top man and work very closely with him in

building his staff. It is his teams His batting average is going
to pay off. If he makes & posyr batting éverage,, he cen hlame 1O
one bub himsglf;jbEcause he -huilt his own organizationg Basical;y,
let txe fellow, tale the responsibility of building his steff, ~1f:
it is:goo&;~hngﬁatting average ghould he .goods His gtaff'éhould _
work witd him as closely as possibles - e T -

' 'MR. NIKLASON: ‘Mr. Wright, on. behalf of ~the Gollege, Lo
thank you for a very.stimuxating.discussion'pf.a‘difficglt pr¢blem{-

MR. WRIGHT: ~Thask yow. - -~ ° Sy
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