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. AN APPRATSAL OF THE WAR ECONOMY =
AND T7S ADMINISTRATION |

5 ’Juhe'» 1950

- COMMANDER IEVERTON: = Today's subject is a humdinger. ¥e Had
" three criteria for the selection of the man whom Wwe were going to ask
td: present the subject. He had to be able to spéak with experience and |
with authority; he had to have ideas about the future, and he had to
have a:lot of nerve to ‘take on the subject. - o

) Our speaker today is abl% to speak from experience; he was
inqtheaﬁar*ProductionuBoardkand‘its predecessor agencies all ‘during the
war,wand:aneaeh'reqrganization'took place-~and there'wére:many——he took
on-many new responsibilities. He‘has;ideas<about”thq.future;'if you -
have been reading the papers; watching television, or listening to the
- radio, you have heard his rniame mentioned several times lately. 4nd he

has a lot of nerve, because he took on the joby = 0 . L

' It,'is a great deal of pleasure to have M, Batt, an old friend "
.. of the Indhsynial,College;'come'ba6k~and,talk to this year'!s class.
‘MTETWilliam'Lthaﬁt,v e : R - co

MR;rBATT:T:At~the'risk‘ofnbeing personal, I would like to ‘take -
2 moment to identify my experience with Wearld War IT so that you may
know a little more precisely the backgrrund against which I make my
‘various informal remerks this morning. o : R

o On 1 June 1910, I.came here to serve as Mr, Stettinius! deputy
"in the old National Defense Advisory Commission,'inténding, as many - -
civilians did in those days, to stay two months, but ending with a tour
of dutyﬂof'Sixjand,a'haIf'years., AP o ‘ .

On sbout 20 December 1940, ‘the National Defense Advisory
Commission having proved to be too cumbersome for the Job which
cIearly»facedVit, the Office of Production Management was formed,
with Mr, Knudsen and Mr. Hillman 4s codirectors. Mr. Roosevelt, with "
his'ﬂacilevimagination,Lfelt‘thefejbould‘not possibly be any disagree~ -
ment between Mr. Knudsen and Mri Hillman, and, therefore, he thought '
he would have labor and management with divided responsibility. ‘The ™
principle was all right but the arrangement of divided responsibility
would never have worked if Mr. Hillman had not wisely submitted himself,
in all except purely labor matters o Mr. Knudsen. I was one of
Mr. Knudsen's two deputies, primarily concentrating on raw materials,
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as generally I did all through the war. OPM lasted until Pearl Harbor,
although it was obvious before Pearl Harbor that its days were numbered.

The War Production~Board followed and lasted through the war,

with Mr. Nelson as its chairman through most of the years. Subsequently

Mr. Vilson of General Electric became -executive vice chalrmen and Mr. Krug

1ater became chairmene I was one of the vice-chalrmen of the Viar Produc-
tion Board during the latter part. From the first of the war, we set up
what was called the Combined.Raw~Materials'Board't01coordinaté our
materials requirements with those of our allies, Greab Britain and Canada.
I was the American member and the chalrman of the Combined Raw Materials
Board. Similarly, later, I was the American member and chairmen of the -
Combined Production and Résources Board. - Thus, my experience was not
only with our own problem but with that of our allies as welle: - -

‘I de not intend to make a formal address todeye You gentlemen
have been spending the greater part of a year studying in detail -how -
a war economy ought to be conducted, and I am just one individual, like
u0ne Man®s Family," talking of the experiences cf several years agos

I don't pretend to be right.on any part of it. . But if an emergency
should develop in the not-too-nemote future, T think you will agree that
some 6f the lessons we learned in Vorld War Il are lessons which you can
take into account in another emergency'andaperhaps save some time. I
would like for you to regard me'mereiy'as,representative'of a great group
of American businessmen who came down to try to do what they could in

an earlier day and whom the country would need again evén serious -
difficulties on the front to arise. SRR IR

¥ have tricd to set this problem out in the simplest form I could
devise, I think it is, 'in one sentence, what was your job as military
men and ours as givilianss "To get out of our Nation!s geonomy the- '
largest amount of things most urgently needed in the least possible time."

In the d@ing of thai.job, fﬁefe are'fbur'm3jor items, that have
to be dealt with, (1) manpower, (2) materials, (3) priorities, amd ()"
as an over-all end product, production. AT A O

You, will »T acurse, agree with me that the mobilization of eur -
economy in World War 11 was without precedent at -any. time in history
and in any country. Ve amazed the world--I-think we amazed outselvege—
in turning out as mush material as quickly.as we did and, by and large,,
with-as-high quality. = S IS L T .
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I want to emphasize to you men in uniform s conclusion I have
that I hope you will share, It is that there was something——I hope '
there still is sometning<-in the american system, quite independent of
our physical facilities,as-such, that made this production possible.

Lt is a fact that we had the finest body of productive equipment in the.
world, and I give it all due credit, but the vitality of our democracy
and the competitive system in the United States were, in my judgment,
greater factors than the physical equipment by itself in cur production,
Therefore, I hold before you as a number-one objective in any emergency
that our work shall be done with the purpose of getting the greatest
possible cooperation .out of the eivilian body, » .

Iihave said'many timés_that'a war is fought by‘the military; but
that it belongs to the pecple, and it is they who make it a2 success or a-
failure., Complete cooperation between the military and the civilian is

therefore more and more essential, That was more vital in Yorld Tar IT
than it was in World War T, and it will be more essential in Vorld Var IIT
than it was in %orld War II. : S ’ '

4 Now,. there is always-—-when I say "always," again I speak from

the background of the past and not of the present~ea tendency on the
part of some ‘of the military to regard a war as their om particular show,
They;overemphasize-security;'they'underestimate the civiliany they want
to do too much too. fast. ,I,should‘Say at some point or other, because I
remember putting it in my notes, that the only thing the military sces

at the beginning is to get as many people as possible in uniform because
that, to them, is tangible evidence of equipment for the war organization,
In my estimation, that is one of the less urgent objectives., '

.. I am convineced that, in a wisely administered war program, the
over=all control of production and use of materials is a high-level. o
civilian job., I would never give it to -the military, I agree fully--
indeed I would insiste-that there must be active cooperation between the
military and the eivilian., But I would put-the final authority for the
production programs, not from the point of view of strategic necessity,
but from the point of view of general over~all balance, in the hands of
the best possible civilian group I could put together.

-~ That is partly psychological. In our democracy such dictation
as. 18 necessary is not likely to be so well received from the military.
That is partly factual, partly emotional.s I don't believe that the
military can get as much out of a democratic economy such as ours as a.
civilian can get out of it, provided there is a proper type of civilian
organizational setup and that it has the right kind of relationship with
the military. .
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T tould like to digress for a noncnt to tcll you about the size
of the initial progrean of World Tar IT. e had a good meny ideas in
1941 as to what the military would necd in the ovent of a war and vhat
the econonyvas capable of prodicing. Tho estimntos yere all far less-
‘than what was necded and vhat was produceds Bub ab he end of 1941 wic
thought we had a protiy good picture:as to how rmony plancs ond tanks
the counmtry was -capable of turning oube R ’
Pooyl Horbor cames & weck after that Mr. Chwechill came over
writh his militory adviscrs.and Lord Boaverbrooks After a fou 4oys, -
I, - Roosovelt called e, Tallaco, s Forrestol, Iie Patterson, Hre Loveltt
{for Adr), . Nclson, Mr. Lnudscn, X endorson, gnd: mysclf over to. .-
listen, as he put ity to what lIire Chur chill thought the United Sthtes
ought to produce now that we wiere in the war togethere Churehill turned
+0 Boaverbrook ond asked if he would not outlinec the program, ond Beaverbrook
care out with what, to us, was the uosb shocking swmary: of requircemnentcs
thot one in his wrong mind could have dreamed up and the suggestion that the
Anerican cconory was perfcctly capable of producing then: 125,000 ploncss
75,000 tonks, gun’ catcgorics of similar oxtreoordinery sime, and SO one | <
“Then he finished, l¥. Roosovelt cormented that, of coursc, he
hed to sond a mossage bo the Congress in“the noxt wock; that he would like
to sctus up a8 o cormitoe. of “the whole, vith Mre allace, who was ‘then
Vice—Prosident, as o sord of chodrmeng and thot he would like us vo beke
" the noxt o deys bo come up with paragraphs for his message to the Congress
as to what he ought to ask the Congress for as tho objoctive»of the -

United States for war praparations

"o did ‘thate Of eourse, we could not conceive ib possible to noke
125,000 ploress In the first placc, we realized perfectly well thot what
w¢ could produce depended. en whothor fic wore producing 125,000 cubs or
125,000 somcthing clscse But we conc up with a progran of what we thought
vas all this country could possibly doe I biuink the nurber .of tonks vas
45,000, ~and those vicre tanks lergely with 37-mme guns, plancs of, average
§i70—~75,000, and S0 0N - a: e e : '

TAfter e @id our job and wrotce the paragraphs in thg.fashion'in.f,
vhich o thought they ought to go into the President's message, PR
e, Nelsén-end I.took thén ovér--to tho Vhite House  and 19££fﬁh¢m‘ﬁhorc.“j
“in 1isboned with kecn anticipation te.ghe Prosident's address to the '
Congress o fou doys after that. To cur amczenent, whon the nessage canc’
out, hore werc. those old Besverbrook figures substantially unchangcde

o were’ shocked boyond wordse And ycb this country went to.werk, ond we
wore actunlly scb up to produce 75,000 tanks. BT
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e would have produced 75,000 tanks if anybody had been able
to use thdt many, and larger in size than was originally contemplated. E
we did produce 108,000 planes in 1943, with a large percentage of :
‘heavy bombers, and we could have produced 125,000 if it had been

necessary.  All of that be

the American economy !

cause we had misunderstood the capacity of

. In 1938 or 1939 I was chairman of the Enginecering Division of
the National Academy of Sciences. General Arnold then head of the
Alr Forces, was very much interestod to know whether, in the event of
an emergency,~tha‘automobile;industry could produce aircraft engines,
and he gave us $50,000 to make a study. . Wie could make a pretity good
studymwith;%S0,000 then, and we set to work. e got the best automobile
- people; .the people who were then producing aircraft engines, Pratt &
Whitney and- liright; and men out of the services., After about four
‘months; we came up with the conclusion, "No. The automobile industry
could not produce an aircraft engine to the standards required by the
services." It was a unanimous report. Yet, within a year after we were
in the war, they were producing some of the best aircraft engines that

were ever built, -

, And s& it went across the board. This economy ‘did things which .
its. own proponents had not believed possible. -  Machine guns, for example,
were produced by Pontiac in 10.percent of the time that the Ordnance -

Department had set out as reasonable,

I am ready to conclude that, similarly, in another emergency,
with the advances which industry has made in the last several years,
what we could do would surprise all of -us, if we were sure that we got” .
the best out of industry towards that objective, = - - Co

Parenthetically, I got to know Lord Beaverbrook very well. (ne
day after the war was-over, while we were chatting in London about our
experiences, “I told him that I thought he had made a very serious mistake
in persuading the President to up our figures, because we actually used
up a-great’ deal of .manpower,
things which we didn't neced. :
75,000 tanks and had plant facilities and machine tools for that purpose. -
The surpluses, of course, would have been relatively wasted. I said to .
Beaverbrook, "Aren't you ready’ to agree now that you madc a basic mistake 79 .
He said, "Yes, of course, I am. But it came out in a way-much:different
from what I had anticipated." He said, "se always tnought you Americans
were subject to discounts on everything., e would hzave been tickled to . -

death to get L5,000 tanks,

material, and plant capacity providing for
We were, as I said, prepared to build.

-but we thought the only way to get L5,000

was to ask for 75,000, and I convinced the President of that: ue thought
that when a person asks you fellows for twice as much as he expects, he




gets half as much and thus about what he needs." He said, "I learned
something about the American people,® and I agreed, ' "I think we all
have, and that is that in peacetime the democracy we have over there
is likely to be, in some respects, 2 fairly inefficient thing, in the -
sense that there is a lot of crosscyrrent and a good deal of wastage,
but in wartime that democracy produces something that no other form '
of government ever hes produced.t I submit to you again--it will be

a theme that runs all through my remarks—-—that there will be plenty

of you who will be geod strategically, but there will be only a few
who will be able to get the best out of the economy of the country,
They may be relatively unsung heroes, but they are the ones who ought
to be cultivated in any military setups ’ - R

Now I want to talk a little about manpower, That is my nuiber—
one item. It is the first thing you have to deal with, -and it seems ‘to
be the easiest thing to deal with. The country has lots of men around
doing a great many things that seem to be unessential. Ergo, put them
into uniform at once. I suppose there always will be a tendency-on the
part of the draft machinery to take too many people too quickly, as T
said 2 little while ago, and an anxiety on your pard to get men into
uniform so that you can see them, count them, and start marching them -
somewnere. I watched 21l the training phases of Vorld War II intimately,
and, as a laymansvI'Would:conclude~that men can' be trained faster than they

-~ can be equipped. If T were running another war program,'Iiwould make the

enlistment of men a somewhat secondary operation.

There is, of course, the great danger of drawing too many skilled

men from industry in too short a time. 8killed scientists and technicians

don't belong in uniform at any time unless, in the services, they are
used in those particular capacitics. : o

' Tn our business.in Philadelphia, where we manufacturere ball. and

 roller bearings, my associates tell me that they were consbantly in ﬁhe

uncertain\pOSition.of not knowing whether and when to promote a young
man, becawuse the chances were that they no sooncr would get him-broken

" into a mew job than the military would put a uniform on him. That =

problem ought to be looked at becausg some of these men--such' as those:
who run four-, six-, and eight—spindle‘automatics;—Won’t seem to you to

be highly skilled men, but they are, for their p&rticularjfunctiOn,;ve?y’
highly trained. In so far as practicable, their qualities ought to’be

‘uscd where they make the greatest contribution to the finalvobjective.

S0 I say again that I would put manpower in the hands of a very
nigh-level civilian, with the best poss;ble‘military Tiaison.. .




, Now I turn to resources, in which field I speak with. a2 little
more direct knowledge. Ve always overlook the contribution of private
stqckpiles,,not,government'stookpiles,'and the general pipelines in -
American industry when we are trying to decide how self-sufficient. - i
We arg, The resources that lie in this great stream of American - -
productionfaxe;premendous_in amount, and they must be used to the

maximum,: o S : o -

New sources of critical maferials, of course, have to be encouraged
at home and abroad, and it is inevitable that you will run into proposals
for subsidies for less efficient production. That immediately becomes a
great stamping ground for political pressures. The politician who sees a
chance of getting something for his district with Federal money, under
the pressure of war, if he is a good, smart politician, will be out
working for it. So there will Be on every hand, this pressure for
subsidies,for'inefficiant pp0duction.‘ - : o

the. war, but not in very large amounts, There are huge volumes of
many low-grade raw materials in the United States. Those raw materials

- generally are not.being commercially utilized in peacetime because they
- are low-grade and- thus make a great demand on both equipment and men
-yfor;their,utilization,=~But,still.in the emergency, they must be used in
order for:the ‘public to feelﬂ”among,other:things,.that~it is making its
contribution., It is a good psychological step, even if its net results
~are not too large, S : : Lo

Ve got some additional production out of such subsidies during .

- Of course, the biggest gold mine is in conservation ond particularly
thorough simplicication, and stendardization, The thing that makes our
domestic economy so great, this competitive force——in which the customer
is king and competitive industry makes all kinds of  things 1t thinks the
custome;-wants;wthere,is_nothing like 1t anywhere else in the world-—.
results in an ehormous amouht of material not being used most = .-
efficiently in an emergency, Ve were a little slow with this in the =
last war, but next time we ought to]be,much,quicker'in;demanding'tpat" '
industry simplify, conserve, eliminate waste, as a first operation;.and
the type of specification that is a part of our competitive ecenomy,

- that is, the Iush type of specification--gold-plating g thing if you
think you can sell it~—ought to go eut quiekly. |

Substitutions must be made,. Conspicuous Savings in the last -
war were such as these: We ended with g-quarter as much chrome in
armour plate as the services had béen confident was vitally necessary; .-
& third as much tin in tin plate, and so on. S =

Scrap collections must not. be" underestimated, because, again, .- o
while they don't: yield much, they are part of the psychological approach ' - -
to public cooperation. If I keep emphasizing that, it is because I want
you, if you will, to agree with me that you have to bring ‘the public
along even if much of what it does is not so efficient as you might like
Yo see, Scrap-Colléction is one way of bringing that about,
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) As to requircments, just as thore was a tendeney to undercstimate
the productive capacity, therc uas a great tendency to‘unGOrost'Jatc
requircments. e undorcstimatod{éVerthing at the boginning. Thoen,
when wo got into stride, wo overcstimated cvorything,  Thorc was padding
at all levolse DLverybody who touches a rogquircment in any of your SCrviccs,
if a check is not put on him, will pad. That is becausc he will conclude
that being on the safc side is wisc and that he will got no particular
rovard for boing ccopomicals’ You xnow bebter than I do how thost things
£0e ] ) ' ' : .

I hope that competition betweon the services has been more” or
less eliminatede During thc-last‘war”ﬂe'spént oo much of our -time .
sobtling squabbles between the services.  The compcbition betireen them
ras shooking. I havc no reason to doubt that great strides have becon -
made in thab dircetions o : o o :

The scrvices thomsclves ought'to‘dccide'%he'rolativo merits of
their” programs and comc uwp with'a final ncede” They ought to know vhother
tanks, landing craft, or something clsc is going to come first and nob.
leave it to the” Prosident and political pressures and o the Tlar - Production

Board to aettlc;'ﬁhiéh is the vay many of thosc: programs 1ere handleds

' T mast not fail to cmphasize again $he ‘genoral réluctance of
the military to receognize volid civilion needse You arc charged with

winning & var, and1y¢urfimmcdiate'reaction'iﬁblikclyiﬁbibc that anything
that docs not directly contribute o the wrinndng ef+that.-wor is ncodless
and ought to be stopped. ‘That is what hapﬁgnod'bcforoyﬂand I supposc thet
is what will happcn againe It is vory difficulb to draw-a linc., Bub it
docs. not do much good to stop making Somothing which doos mot usc cribical
moterials and which usos men for whon, at the moment, bthefe is no othor -
perticular nced, just for the pleasurc of stopping’ ite S

There I think you make moximum hoadway through the .genorous msc
of industry odvisory committecse A great port of the accomplishment of
the Tar Production Boord was duc to its rather ‘good. use of civilion
advisory committces oub of‘indushﬁy;~hThbscfmbnihavc<to.bo brought dny -

not to be loctured to; Bt with o high'sersc of moral responsibility.to
bring . their cxpcrt'knbwlodée,.vhich ybqwqanndﬁfpossibly howessbo bear to
the cnd of doing whatovor at the moment riccds To-be-donc. Through them

you can meke %he‘mostﬂofoCtivo q§éfdf'whatcvor“matofials you.havd, becausc
they arc.just os patriohic.gitizqns‘as rou arc——if they wrc 1dd to water .
instead of driven. . o A SRS A

Onc ,of WPBs groat frobldms, of coursc, 1ias - control of materials’ .
and the flow of allocabions. I have Mo honsbn to doubt, as-I indigabed.

at the beginning, that an agénéy“iiKC‘%ho'Wnr‘ProductiénABoard—;pcrhaps
NSRB~-is the proper way of cxcrcising. that oubhoritye It is an extra-

ordinorily difficult job.'iOur'chpiﬁcmomté*COmmittcc, got up vory:.soon
aftor Pegrl Harbor, ha ‘scme tough going,'as*somc_o£~you»may romerbers
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I think one mistake we made-~I know one mistake I mage--was in
moving too fast and too roughly. Cne could see an dnswer quite clearly, -
but there I quickly found that the military cannot be driven any more

~easily than can the eciviliun. We made the mistake of thinking that,
because they were  in uniform, they would tuke orders from us, the sams
as they were accustomed to taking orders from each other.. But it did
not work that way, and we had to learn that we had to se¢ll the military
before a program. could finally be adopted with any possible likelihood
of -acceptance., T R s '

Then there ‘is the big,questioh of priorities, who gets what,
when, and -at what rate?- You may have an answer to that, gentlemen. I .
haven't. e tried everything. Sometimes it worked. Sometimecs it -didn't
work. ’ S o :

" There is one. pisce of machinery that can be used for critical
programs that can be isolated, I will take just a moment to tell the
experience with the landing craft program. Vhen the Channcl invasion
was beginning to shape up in the middle of 1943, somcbody awakened to
the fact that we did not have nearly enough. landing craft. It was one
of those things that had fallen betwecn the cracks. It wasn't a Navy
Jobj it wasn't an. Army job., I don't remember the details, but the faect
is that thé plans for that invasion were well along beforc it was -
discovered that there would not be enough landing craft to move the troops
which would ke ready to bemoved on D-day. So, by the President's order,
landing-craft-took‘numbdr-onefpriority.over everything, including aircraft,

for-a Short.period'

~ Then the Navy thought it had a field day, because anybody can go
places with an overriding priority, and the Navy proceeded to try to
exercise it. Well, there was a very wise Navy fellow, admiral Mike
frobinson, who hcaded production for the Navy. de asked me for an over-
riding priority, and I refused to give it to him. He had =z Presidential
directive. I tried to convince him that there was a2 method we had not
tried so far that I would }ike to experiment with for &0 days. If it
didn't work, then he could-have his overriding priority.

- Here I say, parenthetically, that the trouble with an overriding -
priority is that.it.gets applied to everything., It is applied whother it
is needed or not.. It'will go for toothpicks in the restaurant and for
every conceivable thing that any of these plants want, and haven't been .
able to get. ' : o

I said to Admiral Robinsony. ¥I!11 tell you what we will do. ‘e
will take the smartest man we: have: in. the "ar Production Board and detail

him to your office, if you will take the smartest man you have and put.
the two of them opposite cach other at a table; you will agree with me that
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for 60 days you won't ask for an overriding priority on anything that
you don't need. If it is a bottleneck itom in any one of these plants
building ‘lahding craft, then you can have an overriding priority = -
against ¢verything. But if they don't need it, they don't get it."

He didn't feel very happy about it, but he agresd to ssce how

it would work. It worked perfuctly. The production of landing craft
reached ‘extracrdinary figures and did not particularly hurt anything
clsé, because they really needed only a few itemss - They needed thoséf
desperatcely. They did not antagonize other programs; they did not
incur ill will scross thé board. If he had been given his way, every-
body in Washington would have been shooting at him in 60 days because
he would have been ruining cvery other program. In this way, it dia
not particularly hurt any other program, and the job went shead.

So I would suggest that one of the partial solutions to the
priorities problem is isolating specific high-level programs, putting
them in the hands of just a few first-class fellows, both civilian:and
military, and giving them a1l the authority they need to expedite those
programs, = ‘ o S

Tn the field of production some extraordinary things were done
simply because of one quality, good management. You will find that the
bag-loading statistics of Vorld Var II are amazing, if you cver have
time to read them. Do you know who loaded most of that-powder? Such -
people as soapmakers and cameramakers. Why? They did not know anything
about the job, but they knew managemént. Procter & Gamble, as an j
example, who completed onc of the first bag-loading plants, had a finé
top~level management group, and it was big enough so that its people
could take off all they needed, without hurting the soap business,: and '
throw it into this job, the requirenents of which were about the same as
those of anything else, from a management point of view. fwanagement
speaks a common language, just as the military dous, and once it can. - -

identify-its problem, it will find the quickest way of dealing with it.. o

You will run against the héadache of small business in-any war,. '
partly because, again, it is the déesire of the'small fellow in the
commnity to do.his part, and, second, bécause it is a fine political
football. I think it has to be aggressively taken up earlicr than we .
took it up, and without fingers being crossed as they were'in the last''
war, because, -again, while it won't yield a_great'déal, in my judgment,
it is a necessary part of enlisting the rank and file of' the people of the
country. : o T T '

At an earlier date than we did ity the production of some of the
big consumer items--automobiles, refrigerators, and so on--ought to be
stopped cold in their tracks. I would not propose to stop all civilian
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“TOQUCtLOﬂ, but some of those big consumers of cr1L1091 materizls,
steel sheetb partlculurly, and at the same time peonle with large

nanu?ac+ur1nﬂ rganizations ought to be stoumed protty QU“CSlJ and

put to work on somethlﬂp olse.

rphe military erTuSCHBaLlVOS in the last war always under estimated

the value of tfansporta ones They are likely %o underestimate it again.
" Cars and locomotives have to be maintained. -and built. You should keep
your eye on our transportation systems

V'But;I would Cé*tajnly stop travel+n° at 4 rate that we did not
attempl before, partly because we were in the hands of very strong
political pressuress It seemed a shame nob to stop people from '
travelings Thatis one of the first things that OUﬁht to be done,

- because people who travel use up a lot of rgnsnortauwon and a oreat
many other tnln 5 neeoleesly.

You will run into the power nroblem. I expcct that you will

Lnde"CSulmaue ‘the amount of power. Certa_lly we dide You will find

reat SOClal pressuress 1. Ickes may have told you something about

19t vhen he sooxe to you but he may not have told you the story the
way I”wou]d., ™ opportunity to Lvlld public power out of a war buaget
is a teﬁptaulon that no poJ¢t101an can overlocks Some of it will be
wise, and some of it mon't be wise, but therc will be heavy pressures
you will hawe to. contend Jlfh.~ ‘

Incluen+a1ly, ‘you will find your omm engineer group in that
same positions If there is a military onginecr here in tho room, I
want to tell him that they have now a lot ‘of stuff that does not have |
any sound foundation. But they get 1 wonderful pork barrel help—and
Tar is an oven better opportunity than pcacotlme. They are hLman like
cvcrybody clsc, and they go to tomm. : :

As 4o drocuromcnt, some items of- grocuromont ought to be, in
my Judgment, civilian, but all common civilian-typc. items ought to- oe
pooled between the services. Shoes, for exarple, ought to be bought
by onc persons I am not vovy much concernced about who buys them, so
long as s%ocs are bought for all the services by one pcrsons. Blankets
are anothc ample._ ST e ' R :

Your e 1ons with labor will be V'l.drh dl”LicU % in anothor war

“than uhC] mﬂ“o in the last onc. I sympathizé witi nho';,l*c" who has
to deal wwith that problom in another emergency. The big union lcadors
arc .going to conc in and demand pex “tlclpatlon. I shall bc surpriscd
if they don't. . Howover zood thay arce as lecaders of organized labor,
- they unll not bo uscful in Dlannlng ‘and cxceuting a war trogram, cxcept
in so far as thoy carry the mox alo of the dOrKvTS and the unity of the
workers, and so forthe. ° ' e
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The Unlon lcadcrs u111 demand purtlcxp sbion, T suspect, in
detail plamnings I think, in the intcrest of the war coffort, that
should be denicd to theme But thoy should have & substantial place
‘on broad planning boards, on training, and on civilian dofensces They
"should have-a partlc+vaulon that maLos them fecl they arc a port of
the program, but it ought to be apwll 'd to the things Shey can do and
do well, and not to the arcas which thoy will be ook:.nr7 upon. &g 4
mcans of cnlarging their personal prostige as suche

I talked bricfly of the desirability of o "phantom" ordor.
T would. like to sce the National Sceurity Resources Board gob that off
dead centor and go somevhorc with it—-not nccessarily in the form in
which it has been uscd, but in such a way as to substantially. climinate
what would otherisc be the incvitable lag between the boginning of an
emergeney and the time vhen wanted requ1rvmcn ts can begin to flow——dovn
%o a point mherc factorics arc actually cutting metals If somcthing is
not donc about that lag, the result will be a t;cwondous loss in materials
and nanpovcrs

T have just onc suggostion for the Hational Sceurity Resourccs
Board. I don't think you will zot o satisfactory list of requirements
from the sorvices for oritical items such as ball and roller bogrlnvs.
That the sorvicoes will be monting two ycars from nou mey, and probably
should, bc very much diffcrent from what thoy wont today, and so forth
and so on. But you could go to us, for instancc, and we could give you
s 1ist of the stondord things that were wented in the last war und to
which we could quickly shift over, or which we might porhaps be running
on cmergeney day, and so avoid the loss of our manporcts ‘Then,. as ,
quickly as you get to us the itcms of "squarc" balls and "rectengular
rollers, and 2ll that sort of thing, which the scrvices are surc to want,
we will have o going organ;z obion to doal with theme Bub I wrge you
" that somcthing nccds to be donc to f£ill uhat pup, othnrmlsc, 1t will
'.ro;roucnt . long, painful loss.
’ I would likc mercly to touch on onc of the succnﬂsos, as 1 sce
it, of thc Uar Production Boardj that is, if it covld possibl y be avoided.
we nover permitied men to run a division of aon indusbry out of which they
canc.  Of coursc, iic paid a cortain price for that in lack of expcricnces
We did not mind Staf&lﬂg a. leLSlon Tith cxperts out of .a perticuler
f£icld, bubt we wanted to have the hoad of a division not dealing with the
problcms of the industry from which he camcs E never touched a ball or
rollcr boaring problem during the war. That ‘gave us 4 cortain 1ndop0mdonco
from attack, and, whatcver it was, 1 think you will agrec that the Var
Production Board came through the war history writh o comparatively clean
rocord, so far =s porsonal. bias 1s concerncds
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I urge you again thot you cammot win the kind of ar wc ave
going to face, without the maximun cooperation of the civilisn CCONomy.
You will do the stratecgic job in your stride--you arc, traincd for that,
and yow won't have any compcotition from the outside, oxccpt the Honday—
morning guarterbacking that you alieys got from Congress-—but dontt
overlook the fact thet most of Jou will not be production mon, end most
of you will not be public relaticns men, and you must bring the civilian
along with you in such o way thet he focls this is nis war as well os
yours and that you are fully conscious of the fact that you nust have
his support, ’ e : -

Now, gontlemen, I would like to have an opportunity to:onswer -
some questions, I took & 1ittle morc time “hen I had intonded, because,
&8 you realize very well, it is a long and involved subject, and an ‘
older man has z great tomptation to reams If I seid some things thot
annoy you=—I think I havo-—or raised questions in youwr minds, I would
like very much ‘o have you shoot qucstions abt mee It docs not follow
ot all that I will have an answor in cvery cascs - : ‘

COMMANDER IEVERTON: Lot's have the questions nowe

. QUESTION: 1, Ba Ty you madc o point of gtating that the military
underestimated the nced for transportation, That may be so0, sir, bub,

inasmuch as you maede a point of that, I would like +o compare what you

said with something I recad last night in "The United States at Tar .t

& publication proparcd by the Burcau of the Budgete In that book it is
said that, despitc the fact that the ODT was dovm on bended knce, it was
the WEB that stopped the production of frcight cors ond passcngor cars,

iRe BATT: Yos, we did--bceouss of militery pressurcs  You soc,
e were very shert of sheot ond plate; and tanks, landing croft, and
ships made a.tromendous droft on owr supplics. Evory time we balked
about approving another thousand froight cors, ve oncounbtored vigorous'
mrotest from the military. - ‘ = : ‘

I understond the Hroblem of peioritics. I morcly want you, as
military pecple, to sce that when you toke something. ooy from the
transportation requircment for somcthing clse, you ocught 4o be quitc
surc’ you knovw vhat you arc doing. Thorc will be tincs whon it has to be
donc, but don't undcrestimete thé transportation nceds. That is the point
I want to mako. ' R o

QUESTION: Sir, you hove stoted a prineiple thot was followad

tiroughout the war in The Uer Production Board; that is, nob to dllow
X B p 2 2 . . -

a man %o head up, at loast, & divisien involving his o industry.




im. DATT: Thero is one cxecpbion that I remorber.

QUESTION: Yose < pivink we heord &bout_uhgt the ouucraday;

lJ a nut.‘rd Ollc . . o A
IRy BATT:  Hoe T.did not have amything to de it th LHLB.

fras Tckos! problcm. T4 was bhi gboel dndustrye Ilckes | brought all

oil pe rﬁlc right 1n and tuwrned the oil busincss over bto thom. I b‘ll

=

1",

J b

o_a

'y
a
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i,

he vias absolutely wironge .
QUESTICH: ’1ilc it nay not be strictly comnprronlic, the
mriheiple you stotod scoms bo fall, to some extent, in the sone category

f
es hoving-the frry, Hovy, and Adr Torce during poaccbime, and then, wwhen
wjor storts or ”m‘“‘t into an CECrgoneys rutt1n~ the Navy in thoe Arny,
the Army in the Adr Forec, the Air Force in the . J”ng ond sccnmblcng
thert L]] ups ' - :

f

How, if production and thosc rclationships arc 50 cxcocaln Ly
inpor tent——and Lhov mrobrbly will bo cven morc so-in the nexb wor——
why should wc Aot 2llow the men who “va the Pro‘t»st cxpericnce within
any given ficld to teke cero of thot ficld during the omcrgency and thoen,

‘aftor the wor has beon ¢ 0n, if pos ulb]C’ scbble tnc differcences and the
uphc:vmlg thet wore causcd during the war? It looks to re as though vic
arc” ctu 1y 1n an oros in which vic cannot afford to uastce -

IR EATsz Thet is»rcggonabic. The British did it'your Y.
sosonse in my judgnent, why it 48 nob the:best waye:

.

First, thot man is always subject to gread political and public
criticism.: ‘lc had some dlfllCLLL“Cu.: lo olnost brokc the ropu utotions
of *wo or throe very finc men ot the outset, bofore vic oursclvc s had

bocome oricntod to whot o subscquently 2 acdopted as a pf*hClblo. if ¢
man docs soncthing favorable to his industry, he is very vulnerablo.on
the "HE11" and in the nowspepers. Have cxperts ava ilablc, of coursc,
but don!t have o mon maklng top-level docisions aboub his owm-industry,
if ou-can ¢ VOld 1t. - e R o :

-Sccond——and thls rodson is oquully vg¢1d-ta 4 man knous too
pell what cannot be donce f¢ou rmust hove at the hoad of o division
Someonc ho ‘docs not know cncugh about the thing to seoy it ,cannot be.
donec, bub who has an objoctive, as farfetched &s it night scom, and
tho will say, "You fcldows s&y you cin nit do it, but we cre going to
do ib.® It is amazing hou many. tincs. the ySGJHtU s of thc technical
cxperts in an 1ndust"" were oxcnwdoa Just. ovcauso scncboc said they
had to do its =
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I wovld like to carry that o bit further if
"reoson is much nore importent then the £
weyy do you Lhiak the British failed?

1Re BATT: Yos. Thoy did not do nearly so gocd & job o3 thoy
could have doncs I say thet writh great affoction for the Prit -
considerable knewledge of what thoy did aceo saplishe In ory Judgnont thoy
could have ﬂcooxplﬂshﬂr rore, with our p"”ﬂClplO :

QUIS,S‘TION : As contrastod with the objcct ivcs thet wrore b ing
worked on by the WPB, what do you con51dcr the single grontcst nroblen
that you had to =olvc in preduction?

IR ufxlT' Priotitics and allocations of matorials. As. Amoricans :
tic can produce ‘arcu"by 11011. I tricd to surmarize that in -y ovponing
son+onec-—to f"Ou the 1"1os+ possiblc out of the oconorry ﬁn ’oﬂo quvckod: T
poss sible tines I rcgard this os the big Job-—=thc best use of 1utorlelo,'
decisions “”\UO ﬁPO”rmﬂS, both civilian and rilitary, and ithin the

militery, and thon the £flow of meterinls to these wrogromsin the nost
cfficient ways : : ‘

¢ the prebleon was bigoor or

COLLA Uﬁﬁl V’ 10 Tlos

LU bocaus
beeeuse you had te fight with nore poople?

MR« BATT: T started by soying sne of the hendicaps mas the
conpebition betwcen the serviecs. thons sclves, much of which conpetition
e had to fight throughe Each scrvice, of cowrsc, went out for its ou
progran with generelly very 1ittle rogrrd for what, Ln"body'vJQG hed bo
- doe. Thoy wmould cone over to owr place, ond they.would work ot all kinds
of levels——you know how that is dones o used, hyvu‘lOt of cur tinc
trying to kOOp then in the bost. p0551b10 dince. I lmow- tnls is o. cloudJ
-ansver, but the question n-es not toe decrs

- QUESTION: 1% hes bocn verificd by ﬂ1¢ thc speakers whe have ’
eppearced horc thot our systen of allocctions initially was boo complicated,
sonmerthat eonfused, ond chan oa bog rapidly, so that o priority issucd one
day 1ould not armount to ﬂﬂvthlng he next daye FHow do you think that
should be hﬂqdlcu in tho futuLe? ‘ :

ﬁR. BATT: There is o gocd deal of substence thaty bub

part
of it wrosc fron tlc fact that our'pm grons did vxtally change Yhon
in Harch 1943 we lost 13 out of 15 ollDS carrying bouxite frrn thoe

Caribbean, and our whcl aluminua progranm looked as if it wrero shob o
sixes and scvens, naturally oOﬁCthlh” drostic hod to bo dano, and there
was & change in progrons 1nncc1atoljh-en crornous plant in Philadelphia

15
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to bulld aireraft fron stoinloss
vyicre hoge in size, for ,f:."utln a to
roplace bauxite, with high prioritics; and then” the building of ships
ot an cnornously acceleroted rates o lost 500,000 tons of shipm ng

in the nonth of larch 1943, 1If tho cnery subnarine canpaign hed not
been so suecossful in thot nmontly, we would not have hod those changes
in progromse That wes the besic oloment in the cituation.

i 10l aireraft; ouwr projocts, which

luninous clays cutside tho counory
itd
L

Bub e hod within the Wer Production ':d o good deal of ©
conpetition ag to lkinds of progrons. Thore ;:L p rsonalitics in any
orge.nizc’c' o cs big os 'bhst. And the sorviccs werc pulling and hauling.
ot us. They wore trying to get control over }X‘Z‘.Ol"lt.LOu, and they were. -

trying to getb 'ﬂ"! ocated o therﬁolvw b]oclfs of noterial which they eculd
cxpend ot their ovm diserction, Thot lind of thing went ons So that the
picturc prcscntod to the historien ds @ very confuscd onde

That is why 33 I don't think we had 2 clear cnough oxporionce
over a long cnough period bo justify mey ab lc"st, in saving, ‘FTliio is the
way you ought to run prioridics " I gove you mer cly onc oanplc of &’
nethod of hondling o stratogic progrom, which I think is basically good
managenent, and which I think will worke But, cbviously, you cannot do
that for cvery prograe : :

fa
1o

QUESTION: Ir. Batb, in what scnsc wos the “iar Production Board .

2 boord? I understend it did hove pro formn nonbers, but it scens to ne
it was o straight linc orgonizabion Tthot operated that may--ond it should
have becne O was it @ b ardy und, if s0, in s whot EEVERRE it 2 board?

‘ IR. BATT: It deponds on what a board is. hon you "”‘vr‘- the
Unéer Sccru ery of Vor, the Unau éx,cx'ct ry of the Nevy, and ncn like ‘
Ir. Hopkins on yowr board, without o v Vobe, you ¥now you nust walk pre ~tty \
gentlye  Tou have bo be surc thet you opcra'te, actually, ith a norc:
cffective majority bthan you would nocd if you hed o votdng board.  With:
voting board, you con scttle cach issue by counting the number of chips
that fall on onc side or the other when bhe vobe is taken. Tt dis truc -
thot solc authority rested in onc men, the choirman of the ar Production
Bourd, but hc had tliese othor high-lcvel br ss U:Ltt:mw around his teblo,
‘ond he had ‘oo tele o lotrof time to be surc thobt he was nob go:mg to sucn
too hard on any 1'1“01"’& 1t toC, : : _—

Dogs that answer your qguestione

QUESTION: Then sras it a board in the corporatc scnsc of tho word?

IR. BATT: Ohy nc, 'In the corporatc scnsc of the word, o board
votes and has povore soch individud 1 mcnbor of Lno bowd of dircet o_'s

has os much power as anmy othor once

16

REST RT@LE




i R377
REST \M“L A

- QUESTION: The peoplc yow nentioned did not sherc any administro-
tive responsibility, did they? The cheirmen of the board was tho f*uy wtho
res stuck and the guy who acted. L : . :

"1R. BATT: Thot is right.

QUISTION: Thhore would you put Sclective Sor vicc--—uhefe-‘i’o was in
’oho 1¢~s‘c Tar, or undcr the over=2ll manpovicr control” ‘ '

-:r.r”-.Ry. BATL: I tid nl* I would put it under thc ovor—-ell nenpower
control, Bub, as I said, ny contact with monpoucr uas nere from the point
of vicw of aon needed in produbtlon r ather than w:.th the active administra-
tion of mo npow'vor. '

~ I would stg:r‘o tI""lnln{"'r-m"* thin-industry DI'O"‘I'"I 5 ob the Outuct—"'
or I would have industry start thon~—it6 produce rnen of ”oho skillecd training
such: &8 is required for groat nwbers of mspoctoro, and the like, for-
which ve don't. have:an' adequate training foeility in the United States, N
cven in pcc cotimes I = 111 soy parenthetically to you thet e groduated too
many baehelors: of cnginccring, and not cnough masters and doctors, and’not
cnough 1.1c_n in the 1;1tor*.10diaz’cc grode——goed clectricions, good bullders,
good geuge neny and the.like.  That is a type of training thot Aherican |
industry nccds _badjy. It is © sadly ncglected part of our cducation, and
it is the first thing that o&gnt to be taken up as onc of the 1“"npOTIOI' '
control . opere tlons J.n another r*ncr&cncy. e mere duspor“tcly short in
World Var II, o trained le7 nill :Lun nen in this sort of thlnb, ub wor
slow to orgenize In sy op:.n:.on, it e not .thly approciated by i ._nduw
Ln’bll to‘.ercﬂ tho end of the war. S s

QUESTION: Tha t ao you bc,llovc cou"d neve boen donc ddI‘lng) tho o '

war that wonld heve becn rost offzctive in mprf‘v»nrr the over-2ll
coordination botweon the verious war agcneics, to winimize diffcre cnecs.
anong .thu "nd to sc‘otlc oulckly the diff orcnees tlﬁa* “"OUle f"""loO? '

"'%. BATT: I have on answor “to. thot, and.lt app_,:. cg . in .pO(‘..CO“biI‘.IO

just as well es in wartine.  orought to adept the British proctice of
a cobinct scerctoriat as rearly os we con constituti on&lly. i have _
advocated ‘thot many tincs. It is somotl hing that would hove. saved us o

cat
groat deal of ‘oroublu in '"’:r'“bldc. Tlus bvloflj,’ is 'b *."z:.‘.;\f it srorked:

You know, our- Cﬂb:mo’o is 111\. fal Lhcvl "'“tuouu o rire « The hib is
the Prosident and the spokes arc the Ca binct officers, ond no high-lovel
device tics th, o to cther oxeept the Prosident!s offiecc, which is subston-
tially o political opcretions I would hope that the Pros:.don'b ~rould sct up
o very high-lcvel non in “he Thitc House and cach Cabinct officer would ‘
pick 2 man who is very glosc to ‘the Cabinet hoad, the sclected men con-
stitut:.n o Cabinct scerctoriat. They would clocn ou’c . Lot of the dirt
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theoir bosscs goz Ji; cd up in end cbout which most of the tinc they didn't
know anything. at is the best way-—the only uay——1 mov of for ironing
oub that i‘rlctlon betirecn agencics. '

”o had much loss of it at the ond of thc vior beocausc we did have: -
L groat many noro so~ccllod interagency groups at that timce than w¢ had
“t the beginnings ‘e have the British to thenk, in part, for ‘ohﬁc, beeausc,
for the first two or threc yoars, they cons pwuously out—orgenized us in
- dealing with progrems os betieen governnents.  Any of you who sat in on
thosc thousand—and~onc mccetings with the British knou that, when the nceting
7es begun, the British knew cxactly what they wa nted and svho was gring to
crry ‘bhe ball for thone liost of us canc into the oo’clngs ruch of the tine
no’o having ruch idea what the subjcet was about, let alone what linc w
wore going to take.. And the chairman, whO would almost alvays be an Ammccn,
uould spend too much of his time talking about. yesverdayts o'clf or the
ncather, or- answering the tclephone,; and it would take us a long, long time
to got an-ansvers - Lator on we becanc botter organized, e vould hold our
nectings in adv*nce, dovolop a linc, ond go into the. nootmgs u:_l_'th the -
Bl‘l'blsh kno*.n.ng sonct‘u_ng '\bou'b wh b e could deliver. ;

v

" QUESTION:. Ii'r. Batt, cssuming bhat the scrvwcs ao ﬂot ‘oomthor

nd coordln“to reasonobly well on requirenents cend on their pI‘lOTl’ble,
‘rhat changes if '*nj,_uould you recormend in the cetuel procurc: en®

responsibilitics during ver,. and 'rl wat ‘t.ypo of coord:matj_on betueen tho

nilite Ty "nd - 17EB. sotup?- : »

IRe BAIT: lob being o procurc: aond cxﬁort, I ’oouchoo on that ‘only
very bricfly. I said that I thought all ecormon items ought to be: orocurcd
through onc sourccs I doubt very much if you would want stratogic itens
to be orocurod omcp’o by the SpOC:LC‘ll ibs in cach orﬂnch of thc sorvicc,

T In thc ”ﬂr Produc*bw on Board we had somc of the nost oxpord,onccu

purchasing peoplc in the country in the last wore Sonconc ouan..t to have
then zgoine . Thet vas the wey Nelson, Lorr:.oon, and Folson, as oxarples,
(CREERRY _into governnent service. .

Bgrrlng tho overlap beotweon the SOI‘V:LO\.,S, I don"b mv\, any bosis
for corplaint as to the acctual physical grocurcrient by the uOTVlCOS onee
the iten itsclf was decided upone I think that is onc¢ of tho procedurcs

- that vas not very rueh subgcct to eriticisn 1n the last by, boss:L’o'!y
... becausc s a mo.&’ossmn l’b is bhut the sonc in wer s :m pc"ca,. '

.. OU“"PION Unucr' 1tha t ut,.« tus % oula ou br:mg in c;y 01V11'7°ns'?
Would "ou bring ’uhcn in 28 dollg:c'-g-y ; ncn, oy wreuld you. ora,ng, thc.. in
at e govornront salw;* ofy 807, 5915,000 to. JZO,OOO yc,,.;,wn 1mqmr
Umn to scver their connoctlons 111‘bh 1nousm ¥ S ‘

IR+ BATT: The ¢ T think the ﬁl’tlu“ oo uch isor Lhan's

TIC TCLCe
Thoy insisted on poying o nan the salary of the job, but-—cnd I think T
quebe then corrcctl V-—-thcy did not ”‘DJOC'E to his corpony naking up the
difforcnccs But, the ':‘Mcu it o notbor of public racords
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I think it is umrise—I think it is nr"ctiCﬁlly irpﬂssib1c-to
ask a men in normal eivilian life vnTuntarlly vo give up his "M dollor
a yoar and CO}u dewm here at what the Government -311 pay hin.  You m&y
say that is a great unfoirness bccuusc that is what is done to you,  Ticll,
that is onc of the probloms that hos to bo reeognizeds  Bub the mon in
wivate 1ifc hos lorge privete ”OﬂdltY cnts.  He moy hove an cxpensive
hope, inswonce, and tuO 1i ko, ond unless you actually droft cve rybody
they ﬁon’t CONiC ut the sul,ry of thc Jcb. '

If you try to hold thenm to that s ¥Ou get the kind of thing that
happened in OPA. ‘/hen Leon Henderson set up the Office of Price Administra-
tlon,y he would not have any part of the dollar—aavear business. He was
going vo have men quit their connections and take +he pay of the job,
Period heJ were te be f¢ne, unselfish public servants. that did he get?
He got just exzctly what he could pay for. He sterted then out at \B,OOO”
or so and I think his top job carried a salary of about $7,800, which on 1y
a handful of pecple gote FHe got youngsters graduating from uChOOl, he.
got teachers vho were not making much and felt here was a 'chance to learn
something and get a little more bay, he got young lawyers on uhO make——he
got a heterogeneous collection of 1nexycr1enﬂed people who were worth just
what they [mere belnﬁ puld. ) Co : '
bor Lhe first tno years; GPP was the worst fouled-up program i
~this torm. Thhen Prentiss Brotny who had been a Scnator and was head o? a
big Detroit utilitics company, and lator Jinm Brovmley werce hrought in to -
head 1t up, thoy found the systom so frozon, portly bﬂCuUSO of the Civil
Service machinery which had been usced 4in connection with it, thot they
could hardly budge. I say, with all intent to be fair, that the OPA was
one of the least realistic of the ageneics in wartime. :

On the way down Commander Loverton csked me whether I thnubht
‘there ought te be 2 larger usc of tho old~1ino ogenc1os in Ponduc+1ng the
civilian aspocts of & L OTIOY, or whother new agoncics ousht to be cro cateds.
I beliove thet question was touched on,hcrc by -Ir. Ickes., Of coursc, the
old-linc agoncics cught to be used for their functional fao ilities, but
generally speaking, I think now age netes heve to be crcated, and they
ought to be kept just as far away -as possiblc from the rhgquOMvptg oi the

Civil-Sorvice System as it is ot present, Tha is on 1rst;tut10n which
Scems as if it were designed tn'prqtcct inefficicnt people, ond you don't
win a war that way.  You must bc ablc to bring pooplc 1n q;chly, If they

arc no good, send them home with somo kind of cortificate of approciations
If you arc frozen into Civil Sprvicc, you e nnot do 1%“ nod agencics cane

GUESTION: I was Juch 1m1ros cd w*th "our oy of handling lobor.
You apparently focl th c% is problon Fhat is going o p:vo us groat
concern. So you arc going to give the labor lcaders o rightful place in
your high-level docisions, rccognizing that they rathor than the monagers
of industry control the lcborers. In obher words s, if they go along with
you on any program, they can convince the poople thoy control.
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Q ESTEON: ”hat, o ne, is bagically scunde How will you gt
is? Tould you bring in cerboin oncs who
TCpres soitt ccrtﬂln parts of industry, S, convinee thon your “rogran is
ood, ‘and leb “then go back as Ml““lﬁnuri,ﬁ 4o Congress?
1R. BATT: I an convinced thore ought to be ¢ comon Froup in
th the Senatg ond, the House thet Lowili beo frco” from their ordinary
legl 1lative dutivs so for a8 p0331b;o and will devote scle autu;tlcn to
coordlngtlon_aztn the military cfforte If that growp were created. by the
Congress, so that it spoke for tho Congress, it uould bo an Clormous %imc—
oVGre - . .
I nappcn o0 be ¢ne of those who say that mnc'Truﬂpn C ormitbce was,
by and lerge, & vVory useful institution. It sede a 1ob of trouble for
us, but it was gencrally fodrs Once we had o going over and reeo ived &
clean bill of hcalth fron the Truman Commitbec, we aid not have to bothor
on that pQrtlcular thing againe 'S0 for as I know, the commitbec never
reached @ fornel finding that we did not have an oppo.btnltJ to look ab
prlvatolw and say stherein e thought it was unfair and porhaps persuadc

tho committec te chongoe its finding. Ab lcast we know whot the cormxittbee
vias going o say bofore ib shob ot use L1 Zluk,? Trunan aid o wortihe-
whilc jobe -

YVou rmst hove Congress in any | nilitary ehor in sonc way. or anobhor.
IR lANDQ% TEVERTON: Lv i1l have onc nore ouoqtlon from tho
shudonts. I would like to let-the visitors know ﬁhb+ Iwill iron “wt rtain
o questicon Ifrom onc of thern if they have once

QUESTION: In

roading tho histor3 of Torld Yor II, onc gebs an
improssion that a gr oot deal of the bime thol vwias 10ut——p0rhﬁuu ag uweh
as tuo yOch'bo¢0rc ¢ roally sbarted p Odth“On—éU"ﬂ duc to the fact

thet there was very little cor pr chens ion of cithcr the dicb to be donc .
or what wic hed 4o do it withe Tn obther words, Just s jFou non rhioncd,
ther¢ wierc undurcsblh“ cs of “oqulrorcnts as well as of -ea DcCTbV. - Hotr=
cver, after we got thet more or less in balanca, it soons to wc-thu the'
job of the ‘ar Productlnn Board boiled dovm, to & gre ot oxbent, ob Toast
in so far as things the 4 hit onc in the cyc arc concerncd, te ororhmnw
bottlonceks on QF“CWflc 1tcnu, ' .

if, fron the beginning, we do have & fairly clcar conc09L¢on of
the capacity and the roguirenents, do we noed such o tropondouss. sprudllng

rraxlzutLon, cneornpassing overy hranch of cvery industry? TTouldntt that
he too cunborsonc? Couldntt we hove & sorics of ad hog €O rdtbecs bo
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break bottlenecks? Of course, there nust bc some orranlzatlon %o tie “the
whole thing togetner, but ‘only on an industry basis, with a top-level
organization that suneersas the whole Horks.. -

IRe BATTt That is quite possible, e had organizations down here .
dealing with gloves' and all kinds of odds and ends. Some part of the .
industry feels that it has to have reypresentation, and something gets seb
upe That is one of the troubles with bureaucracy. :

~ But I want to remind you, apropos the way programs change, that
the military, who ought to have known in December 1944 about what the
potentialities of the enemy were, started on a whole new program again
Just because we had experienced a bad setback below Antwerp. Those of
you who participated in it will remember we had a tremendous machine tool
program and gun program, as if we wiere sterting another war, and most of
that was completely wasted.

Yhether that was bad intelligence or bad use of good 1nte111gence,
I have no way of knowing. Bub nobody can get more hysterical than you
military fellows when the going is roughs. 4s I said ab the beginning, I
suppose it is human nature, but you want cverything at once. And because

we had that setback at the Bulge, you £clt the Germans were not going to

be licked for another four ycars and that we had to have 2 new mobilization -
of the American economy. Subscquent facts indicated that this could have
been avoided if there had been a better strategic cvaluation.

But I didn't comc hore Yo make an issue of thate I am not gualified
to do it. Your training is to cvaluate strategic nccessitics. But I use
that as an examplc of the way programs change suddenl:

QUESTION: You spokc of serap drives was being usoful things to tie
in with the civilian houscuifc, among other things. I have becn told the
aluwninum scrap drive was prebty much of a farce and took an awful lot of

D

good pots from the kitchen and throw them on a pile thot nobody cver touched.

IRe BATT: Therc is some truth to that conclusion. The trouble
was that the aluminum pot was likely to have either a steel handle or suecl
rivets,; and any impurity in the aluminum melt ruined it, so far as primary
aluminum rcquircments arc concorneds I rccognized that right at the
be ginnings

But the thing that brought the aluminum campaign'crihicismjwas
that those pots women wiere giving up were alloued to lie in City Hall
P

Squerc weck aftor weck, and it did not look as if the sacrificc was
approciatods If the pots had becon taken avay promptly—I don!t carc
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vhether they werc then dumped in the river, if nobody sawr that being
donc—-bthe public would have felt they werc helping to win the ware . That
is the thing I strosscd in the beginning and will stross to the last.

, o COI@M‘LI\IDER IEVERTON: Thank you very much, Mr..Batt, for your
.. very intoresting discussione C

(1 Avg. 1950—350)8,
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