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RE Ii RgCT  D 

• AN APPRAISAL OF THE~AR ECONOMY 
AND ITS. AD.MINISTRATION 

5 June 1950 

23 I 

CO~.DER LE~RTON: TOday,s subject is a humdinger. VJe had 
three .criteria: for the selection -of the man whom we were going to ask 
to present the subject. He had. to be able to speak with experience and 
wiZh authority, he .had to have ideas about the' future, and he had to 
ha~ea lot of nerve to take on the subject, " :- 

Our speaker today is able to speak from experience; he was 
in .the ~arProduction Board and i~ts predecessor agencies all during the 
war, ~and as each reQrganization took place--and there w~re many--he took 
on, many n . . . . . . . . .  ew responscblimtmes. He has mdeas about the future; 'if you 
have been reading the papers, watching television, or listening 'to the 
radio, you have heard his name mentioned several times lately. And he 
has a lot Of nerve, because he took on the job, 

I~j'is a great deal of pleasure to have Mr. Batt, an old friend 
of the Inc~ustr.ial. College,. come back .and talk to this year Is class. 

' Nr. ~Tilliam L:" Ba~t. 

N~. BaTT-' At the risk of being personal, I ~ would like to take 
a moment to identify my experience ........ v~th ~rld ~Jar ii so that You may 
know a little more precisely the background against which I make my 
various informal remarks this morning. 

.On l_ June 1940~ Icame here to serve isMr. Stettiniusl deputy 
"in the old National Defense Advisory Commission, intending, as many 
cmvliiems did in those days, to stay two months, but ending with a tour 
of duty l of six land a' half Fears. 

On about 20 December 19he; %he National Defense Advisory 
C~on~nission having proved to be too cumbersome for the job which 
clearly faced it,. the Office of Production Management was formed, 
with ~o Knudsen and Mr..Hillmana~s codirectors. Nr. Roosevelt, with 
his facile imagination, felt there couldnot possibly be any disagree- 
ment between ~r' Knudsen and ~ Hilhnan, and~ therefore, he thought 
he would have labor and management ~th divided responsibility. The ~ 
principle was all right but the arrangement of divided responsibility 
would never have worked if llr. Hillman had not wisely submitted himself, 
in all except purely labor matters ~o I~. 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 iasted until Pearl Harbor, 
although it was obvious before Pearl Harbor that its days were numbered° 

The l~Jar Preduction~Board followed and lasted through the war, 
with I~r. Nelson as its chairman through most of the years. Subsequently 
Mr. ~"Jilson of General Electric became executive vice chairman and }4r. Krug 
later became cN/irm~u~ I was one of the vice-chairmen of the ~J~Jar Produc- 
tion Board during the latter part. From the first of the war, we set up 
what was called the Combined Raw Materials Board to coordinate our 
materials requirom~'nts ~th those of Our allies, Great Britain and Canada. 
I was the lunerlcan member and the chairman of the Combined Raw ~aterials 
Board. Similarly, later; I was the .American member and chairm~ of the 
Comb~ined Production and Resour,ces Board. Thus, my experience was net 
onlywith our o~n problem butwith that of our allies as well, 

.... I d~ not intend to makea formal address today~ You gentlemen 
haVe'been Spending the greater part of a year stad~M-'.ng in detail how 
a war economy ought to be conducted, add I am just on~ individual, l~i~e 
"One M~"-s Family," talEing of ~the experiences :cf several ~years. ag~ 

I don~% pretend to be' Tight on any part of it. , But if an emergency 
shou&d develop in the not~t0o-memote futile, I think you will agree .that 
some ~f the lessons ~e learned in ]:~orld "j~ar II are lessons which you can 
take into account in another emergenc.y and perhaps save some time. I 
would like for you to regard .me merely as representative of a great group 
of American businessmen who came down to try to do what they could ~ 
an earlier day and ~hom the country would need again even .serieus 

difficulties on the front to arise. 

i have tried'to set this problem out in the simplest ferm I co~3.d 
devise~ I think it is, 'in one sentence, what was your job as military 
men and ours as civilians- "Toget out of our Nation ~s ec0no~y the- 
largest amount of things most urgently needed in the least possible time." 

In the doM~g of that job, ths%e are four major ±tems, that have 
to be dealt ~ith~ (3.~ manpower, (2) materials~ (3) priorities; a~d (h)~ 
as an over-all end product, production . . . .  

,., . • 

You, will of 7curse, agree with me that the mobiliza-ti~n of e~r 
economy in Worl6 ~a:-~ i '[ was without precedent at, any. time in history 
and in any co~'~try~ ~,~e amazed the world--I.-think ~'e amazed eutselves-- 
in turning out as mush material as qulckly.as "~2 did and~ by and large~ .... 

with'-as high quality° - - 
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I :want 'to emphasize to you men in uniform a conclusion I have 
that I hope you ~ll share° It is tha~ ~here was something--I hope 
there still is something.-in the ~nerican system, quite independent of 
our physical facilities as such, that made this production possible. 
It is ~ fact that we had the finest body of productive equipment in the 
world, and.l 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 Our production. 
Therefore, I hold before you:as a number-one objective in any emergency 
that.our work shall be done "~ith the purpose of getting the greatest 
possible cooperationout of the civilian body° 

I have sAidmany times that a war is fought by the N~litary, but 
that it belongs to the people, and it is they v~o make it a success or a 
failure. Complete cooperation between the military and the civilian is 
therefore more and more essential° That was more vital in ~:~orld ~~ar lI 
than it was in World~Var I, and it will' be more essential in ~2orld i:~ar III 
than it was in ?Jorld~'ar II. 

. . . .  " again I speak from Now,. there is always--when I say"always, 
the background of the past and not of the present--a tendency on the 
part of some of the millt~to regard a war as their ovm ~articular show. 
Theyoveremphaslze. security; they ~nderestimate the civilian; they w~mt 
to do too much too. faSt. I should'say at some point or other, because I 
remember putting it in my notes, thatthe only thing the military sees 
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 s that is one of the less urgent objectives° 

I am convinced that, in a ~sely administered war program, the 
ovar-all control of production and use of materials is a high-level 
ciVilian job. I would never give it to .the military~ I agree fully-- 
indeed I would insist-'that there must be active :cooperation between the 
military and the civilian. 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 is necessary is not likely to be so well received from the military. 
That is partly factual, partly emotional. 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 ~.~th 
the military~ 
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I ~-~o~.±e to digress for a moment to tell you about the size 
mnltl~_ orogran of World Uar II. 7re had a good many ideas in of the " " " ~ q  ~ 

!94! as to ;~hat the militsry would nocd in the event of a .mr and ~::hat 

the " -' economy-,,,as capable of producing. The estimates .~ro all fern loss 
than what ~,:~as needed and what was produced. But at the end of 1941 ~m 
thought %,ie had a pretty good pictui~c: as to hoT; many planes and tanks 

the country r:as capable of turning out. 
• / .-. , . 

Pearl-Harbor came. i wcok afto~ that I,,~. Churchill came o~or 
with his r~li:tory advisors and L~rd: Boavorbrook; After a f~ d.ays~ 
},~..Roosovol% culled I~. 7rallaco, !~. Forrostal, [h ~, Pattorsonj L~. Lovctt 
(for Air), ~. Nelson, l,.~. Knudson, I~. Henderson, ,e, nd mysolf over %o 
listen, as he put it, to ~:Imt I,,~, Churchill thought the United StY.its 
ought to produce no~-,, that ~-m -~;oro in the war together. ChurChill turned 
to Boavorbrook and asked if he would not outline the program, and Boavcrbrook 

: roqu~r om~au~ came but with what~ to us, was the most shoching s~u~zmr~ of " ~~- 
. . . .  t ~ m u  the that one in his wrong n~nd could have dreamed up and the suggestion '~ ~ 

American econo~-,,-ms porfcutly capable of ~ producing them: " !~5,O00 plancs, 
'75~000 tanks:~ gun co~tegories of s~_~:ml~ ..... d" a ~ size, and so on. 

.2~en he finished, .m. Roosevelt co~mcntod t ..... t~ :of co~so, hc 
C had to send a message to the engross in'the next ",;ock~ th0.t hc =:ould like 

to sot Us up as a co~.itto.o~'of the r;h0!e, with I:~,. "Jallacc~ ~cho was then 
Vicc-Prcsidcut~ as a sort ~ of chair~:zn~ and that he v~ould like us to take 

-, s up with paragraphs for his ,message to the Congress the next t-,'~o &.y to come 
'- ~ objective ,of the as t0 %~hat he o'aL~nt to ask the Congress for as -oh~ 

United States for ~.:or prcpcration. . 

• r ~ L !  ' . ~  
U o  d i d  t h a t . "  O f  e o u r s o ~  w e  . c o u l d  i o t  c o n c e i v e  i t  p o s s i b l 6  t o  .~. k ~  

~,,, ~" ~" ~oerfeot!y well that ~ "'~ 125~000 plcmes. In the first place, -,~ ro~z~a ~ 
wo could produce depcndod on whether ..'t~c wore. pmoducing . ' l . 2 5 ~ 0 0 0  cubs oz  4 

~ ~o-o But ",o cane up witi~ a l~rcgfan of Nhat -.-:c thought 
125, Ouo something 
rms all this country could possibly do. ! ~hink the nunbor o_f ta~ks -.ms 

• ÷~-- ~.~r,.c~, ~ r;ith 37-mm. guns, olancs o~ ~,,~e 45,000, ~and t h o s c  w e r e  . . . . . . . .  o ~ .  ~ .-# . . . . . . .  "~"- . . . . . . . .  ~ - 

siZC--qS~OOO~ a u d  so-on . . . . .  : -- 

- A f t e r  we did our job and .~Pr.otc tho para~T~.phs in thc f&s!"_,ion in. 
- l" -~ r ~ l ~  ~" " " -'~" ~ ~ : ,  t h o u g h t  .~n~3 o u ~ . . ~  t o  g o  i n t . o  . t h e  P r c s i d e n t  ~s  n e s s a g . o ~  

l~i,-IOi~ , ~ 0  " ' " " 

~- N e l s O n . a n d  I . . t o N c  t h S m  o v c r . . . t o  t h e  l l ~ . i t e  Hous':.~, ' and{ l o f t  t h C n .  % h o r . c ,  - ' , ' ,~  ~ . . . . . .  

%70 Listened with keen" anticipation te.:the President ~s address, to tho. 
~ , ~c ' the ~cssagc c a n o  Con~rcss a few days after that. To our ~ . m ~ a z c r : . m t ,  ~:;non ... 

out, hcrcr~6rc those old Benvcrbr.ook g.$.guros substantially unchanged. 
Uo wore ~hockcd beyond ~-~ord, s.. And ~o,~ this country ;-~ent. to :.work, a.nd =jo 
wore actually Sot. up to pr.oduco 75,000 tanks. . . .  .-- . "" 
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Ue would have produced 75,000 tanks if anybody had been able 
to use that many, an~ larger in size than was original]~ contemplated. 
%~'e did produce 108,000 planes in 19h3, with a large percentage of 
heavybombers, and we could have produced 12~,OOO if it had been 
necessary. All ef that because we had misunderstood the capacity of 
the American economy! . .  

In 1938 or 1939 1 was chairman of the EngineeringDivision of 
the National Academy of Sciences. General Arnold then h6ad of the 
Alrv~qrces, was very much interested to know whether, in the event of 
an emergency, the.=~ automobile industry could produce aircraft engines, 
and he ~ave Us @>0,000 to make a study. ~e could make a prettygood 
study ~vith ~50,000 then, and we set to work. ~e got the best ~utomobile 
people; the people who were then producing aircraft engines~ Pratt & 
~hitney andWright; 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.. I% 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 so-it went across the board. This economy did things vhich 
itso%~ proponents had not believed possible. Machine guns, for example, 
were produced by Pontiac in lO 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 W~ich 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. 

Parenthetically, I got to know Lord Beaverbrook very well. One 
day after the war was over, while we were chatting in Lonion about our 
experiences, i told him that I thought he had made a very serious mistake 
in persuading the PresidenD to up our figures; because we actually used 
up a gre~at deal of :manpower, material, and plant capacity providing for 
things which we dich%rt need. ];~Je were, as I said, prepared to build 
75,000 tanks and had plant facilities and machine tools for that purpose. 
The surpluses, o£ course, would have been relatively wasted. I said to 
Beaverbrook, ,,Arentt you ready to agree now that you ma~e a basio mistake?. 
He said, "Yes, of course, I am. But it came out in a way:touch, different 
from what I had anticipated°" He said, !5~e alvJ~ys thought you Americans 
were subject to discounts on everything. ~,e would h~ve b~n tickled to 
death to get 45,000 tanks, but we thought the only way to g~t hS,0OO 
was to ask for 75,000, s/%d I convincedthe President of that; ~e thought 
that when a person asks you fellows for twice as much as he expects, he 
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1o , q ~ . ~  i . . . .  > , . . , ' ' "  

gets half as much and thus about ~,fnat 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, a fairly inefficient thing, in the 
sense that there is a lot of crosscurrent and a good deal of wastage, 
but in Wartime that democracy produces something that no other form 
of government ever has produced." 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 good strategically, but there will be only a few 
who will be able to get the best out of the economy of the countzyo 
They may be relatively unsung heroes, but they are the ones who ough~ 

to be cultivated in any military setup. 

Now I want to talk a little about manpower. That is my number- 
one item. It is the first thing you have to deal with, and it Seems to 
be the easiest thing to deal v&th. 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 tak~ too many people too quickly, as I 
said a little while ago, and ~ anxiety on your part to get men into 
uniform so that you can see them, count them, and start marching them 
somewhere. I watched all the training phases of VTorld !~Tar II intimately, 
and, as a layman, I would conclude that men can be trained faster than they 
can be equipped. If I were running another war program, I would m i~e the 

enlistment of men a somewhat secondary operation. 

There is, of course, the great dsmger of drav~dng too many skilled 
men from industry in too short a time. Skilled scientist~ and technicians 
don't belong in uniform at any time unless, in the services, they are 

used in those particular capacities. 

In our business in Philadelphia, Where w~ manufacturere ball and 
roller bearings~ my associates tell me that they Were constsntly in the 
uncertain position of not knowiig whether and ~%hun to promote a young 
man, Because the chances wer~ that they no sooner would get him broken 
into a new job than the military would put a uniform On him. qhat 
problem ought ~o be looked at because some of these men--such as those 
who run four-, six-, and eight-spindle automaticsF-w°n't seem to you to 

be highly skill~d men, but they are, for their particular function~ very 
highly trained. In so far as practicable, their qualities ought tO'be 
used where they make the greatest contribution to th~ final objective. 

So I say again that I would put manpower in the hands of a very 

high-level civilian, with the best possible military liaison. 
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Now I turn to resources, in which field I speak with a little 
more direct knowledge, v:e always overlook the contribution of private 
stockpi~les, not government stockpiles, and the general pipelines in 
America~ industry when we are trying to decide how self-sufficient 
we are. The resources that lie in this great stream of A~erican 
production, are tremendous in amount, and they must be used to the 
maxlmum. 

New sources of critical materials, of course, h~ve to be encouraged 
at home and abroad, and it is inevitable that you v~ll run into proposals 
for: subsidies for less efficient production. That immediately becomes a 
great stamping ground for political pressures. The politician who sees a 
~han~e of getting something for his district with Fedora-1 money, under 
the pressure of war, if he is a good, smart politician, will "be out 
working for ito So there will be on every hand, this pressure for 
subsidies for inefficient production. 

~J;e got some additional production out of such subsidies during 
thawar,~ but not in very large amounts. There are huge volumes of 
many low-grade raw materials in the United States. Those raw materials 
gcnor~..lly are not.being, commercially utilized in peacetime because they 
are low-grade and thus make a great demand On both equipment and men 
for their,utilization. ,,But still in the emergency, they must be used in 
order for(.the public to feel~, among other things; that it is making its 
contribution. It is a good psychological step, even if.its net results 
are not too large. 

Of course, the biggest gold mine :is in conservation and particularly 
thorough simplicication, and standardization. The thing t[hat makes our 
domestic economy so great, this competitive force--in which the customer 
is king and competitive industry makes all kinds of. ~hings it thinks the 
customer wants; there is nothing like it anywhere else in the .world-- 
results in an enormous amouht of material not being used most 
efficiently in an: emergency° ~e were a little slow ~th this in. .  the 
last. war, but. next time,, we ought_ to . be mUch quicker in demanding that . 
~udustry slmplify~ Donserve, eliminate ~Jaste, as a first opera'tion~., and 
the type of speci~fication that is a part of our competitive. ec¢nomy, 
that is~ the lush type ~f specification'-gold-p!ating a thihg if you 
think you can sell it-,ought to go @ut ~uicklyo 

Substitutions ,must be made.. ConsPicuous Savings in the last 
war were such as these: ~e ended with a quarter as much chrome in 
armour plate as the services had been confident was vitally necessary; 
a third as much tin in tin plate, and so on. 

Scrap collections must not be' underestimated~ because, again, 
while they donIt yield much, they are part of the psychologlbal approach 
to public cooperation. If I keep emphasizing that, it is because I want 
you, if you v~ill, to agree with. me that ~ou have to bring the public 
along even if much of v~at it does is not so.efficient as you might like 
to see~ Scrap collection is one way of bringing that about. 
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~-r ~ tendency to underestimate 
As to requirements, just as tn.,r~ ~-~as a 

the productive capacity, there T.'as a great tendcnc~ to undorestimatO 
requirements. !7o underestimated everything at the beginning. Then, 

• " ] 2 n o r  o ~ - ~ a s  .:~hen Tm got into stride, u,e overestimated everything. '' ~ paddin~ 
• r~S 

at all levels. Everybody ~-;ho touches a requirement in any of your sorvlc~ , 
if a check is not put on him, ~ill pad. That is because he ".-,'ill conclude 
that being on the safe side is ~.~iso and that he ~ill got no p~ticular 
ro~-mrd for being ocono1~..cal. You I~o~ bettor than I do ho~., thos.~ things 

I ~ ~ t~.i~.t competition betT1oen the services has bean moral-or ~O~O 
loss eliminated. During the last ~-m~ Tie .so0nt too mucl~ of our time. 
settling squabbles bbtv~een ~he services. The competition bet ~:,'ocn them 
~-ms shock~'ng. I have no reason to doubt -that great strides have bean 

made in that direction. 

The sorviccs themselves ought to decide the relative merits of 
their" pr.ograms and come up: T:ith a final need. They ou~ht to knoT~ ~-~hcthcr 
tanks, landing craZZ, Or somo+~hing else is going to come first and not, 
leave itito 'the Fr.6sident and political pressures and to the Uar Production 
Board to settle, k:hi6h is the r:ay many of those. ~-og~Sms .~-mrc handled. 

I must not fail to cmphasize ~" the genoralr~luctanco of 
t~,~ ~itSa-v to recognize velid civilian needs. You are charged Tilth 

. . . . . .  ~ . : .  ',~ ,~. " , .  ~ . . . . .  . ~ . ,  ~ , l i k ~ i . ~ . i . ~ ,  b e  t h a t  a n y t h i n g  

that does not dlvbctly contrxout to tho.(~inn~hg ef:...'th~t.m'ar is needless 
.... ~h~ is uhat h~p~en~d boforo.~.~and I suppose that 

and ought to be stopped. ~ '~" 
is ~,,'hat ~ill happen again, It is very diff-i~U!% to dr a~.~, a line. But it 
does: not do much good to stop makgmg sb~.ff0thihg ;,'hich do O~s ,not use critical 
materials and -:-hich uses-hen for T~hom, at the moment, there is no other 
particular need, just for the pleasure Of stopping it. 

There I think you make maxim~.~ hoad~,mY through the generous .use 
of industry advisory committees. A groat part of the accomplishment of 
the V~s~ Production Boc~d Tms duo to its ra~h0r good use of oivilian 
advisory co~mtittoos out of ind~r~.. Tl~oso ,men :hhvc to .be b~:.ought ~i~ 
not to be .leCtured tO;. ~u~ ~Ith ~ i]high Senso.'of moral res~.oonsibility.to 
bring.their expor~ knoT:lodg , ;-chich yo~ canno~- possibly have,;~.to boar. Tie 
the end of doing thatovor at the moment .no:~ds ~6o.bd '~dono. ~b#:ong.h-them 
you can make tlie most' cz_octxve ua0 :ofr:~hatovormat°rials you~havd, because 
they e~r0.just as pe~triotiC qitizous: a s  you are~if they e, re ~/~d ~o water 

i 

instead of driven. . < ,  . . . . . . . . . . . .  .: . . . . .  

Ond~'of ~TPBts groat ~rob!ems, of course, ~.ms cofltgo! of materials 
and the flow of al!oc¢~tions~ I he[~'~ no reason t6 doubt, as I indicated 

:." " ~ ' " " ~  "~ ~ " ~ h o  T f a r  Produdt~(~n. Board--porha~ s 
at the beginning, that an ~.gency ~x'.<~ " " 

~,-~s~n~ thct authority, it is an o . . , ~ r ~ . -  
NSRB--is the proper ~m.y of . . . . . . . . . .  - 

• Our Roq,,ig0monts -Co~rrittce, sot up ver..y~.soon 
ordinarily difficult job. - ,  - 

after Pearl H-~bor, had some tough going, ~o;s some of-.you may tom:ember. 

8 
-" ,.[ ~ . ~ . { _ . ? ~  . . . .  

" .  " , •  i . " :  , i k . ~  " 
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i think on~ mistake ~e made--I kno,~ one ~;ist~ke I mame--~:~as in 
movin~ too fast ~_na too roughly. One coule see an dnsv~er quite clearly, 
but there i quickly found that the military cannot be driven any more 
easily than can the civilian. ~%e made the ~.istake of thinking that, 
because they ~;ere in uniform, tn~y ~oulm take orders from us, the same 
as they'~ere accustomed to takin~ orders from each other. But it did 
not work that way, and we had to learn that we had to sell the military 
before a progr.~_m could finally be adopted with any possible likelihood 
of accepta~c e . 

Then th~,re is the big question of priorities, ~ho gets ~'~hat, 
when, and at what rate? You may hav~ an muswer to that, g{~ntlemen. I 
haven't. ~e tried everything. Sometimes it worked. Sometimes it didn't 
work. 

There is one piece of machinery that can be used for critical 
programs that can be isolated. ! will take just a moment to tell the 
experience with the landing c~aft program. ~,hen the C~annel invasion 
was beginning to shape up in the middle of 19h3, somebody awakened to 
the fact that we did not have nearly enough landing craft. It was one 
of those things that had fallen between the cracks. It wasn't a Navy 
job; i~ ~:asn't an Army job. i don't remember the details, but the fact 
is that the plans for that invasion were well along before it was 
discovered that there ~'0uld not be enough landing cr~afZ to move the troops 
Which would ~e ready to b~moved on D-day. So, by the President's order, 
landing craft took numbdr-one priority over eve~ything, ~ncluding aircraft, 
for a short period. 

Then the Navy thou6ht it had a field day, becaus@ ~lybody can go 
places with an overriding priority, and the Navy proceeded to try to 
exercise it. ~ll, there was a v~r~r wise Navy fello~'~', ~dmiral i~!ike 
Rbbinson, who heaeed production for the~Navy. He asked me for an Over- 
riding priority, and I refused to give it to him. He had -a Presidehtial 
directive, i tried, to convince him that there was a method we had not 
tried so far that I would ~like to experiment with for 60 days, If it 
didnTt work, then h~ could :have his ..... ove~riding ~r'~orlty." 

Here I say, parenthetical.ly, .Z~&t the .trouble with an overriding 
priority is that,it, gets applied to everything. It is applied whether it 
is needed or not. It~c[ll go for. toothpicks in the restaurant ~nd for 
every conceivable thS.ng that any of th~se plants want, and haven't been 
able to get. 

I said .to Admiral Robinson, "I'I!• tell you what we ~i!l do. ~;.3e 
w~ll take the smartest man we halo, in the ~ar Production Board: and detail 
him to your office, if you ~,lll take the smartest m~n you have and put 
the two of them opposite each other at a table- you will agree with me that 
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for O0 days you won't ask for an Overriding priority on anything that 
yo~ aon't need. if it is a bottleneck item in any one of th~se plants 
building landing craft, then you can have an overriding priority 
against, everything. But if they don't nee~ it, they don't get it." 

.~e didn't feel very happy about it, but hc agreea to see how 
it would ~ork. It worked perfectly. The production of: landing craft 
reachecextracrdinary figures and did not particularly hurt anything 
~lsc, because they really needed only a few items. They needed those 
desperately. ~hey did not antagonize other, programs; they did not 
incur ill ~ill across the board. If he had been given his way, every- 
body in ~iashin~ton would h:~v~ been shooting st him in 60 days because 
he would have been ruining every other program. In this way, it did 
not particularly hurt any other program, and the jobwent ahead. 

So i would suggest that one of the partial solutions to the 
priorities problem is isolating specific" high-l~v~! programs, putting 
them in the hands of just a fe~ first-class fellows, both civilian and 
military, and giving t~em all the aUth9rity they need to expedite those 
programs. 

In the field of production some extraordinary things were done 
simply because of one quality, ~ood management. You will find that the 
bag-loading statistics of !(orld ~;'ar II are amazing, if you ever have 
time to read them. Do you know who loaded most of that.powder? Such 
people as so.~pmakers and csxneramakers, y~hy? qhey did not know anything 
about the job, but they'knew managemdnt. ~rocter & Gamble, as an 
~xample, who completed one of the first bag-loading plants, had a fine 
top-iuvel management group, and it was big enough so that its people 
could take off all they needea, vdthout hurting the soap business, -and 
throw it into this job, the requirements of which were about the same as 
those of anythingelse, from a management point of view. ~anagemcnt 
speaks a con~on language, just as the military do~s, and once it can 
identify'its problem, it" will find the quickest way of dealing with it. 

You will run against the headache of small business in anywar, 
partly because, again, it is the desire Qf the small fellow in th~ 
community to do.his part, and, second, because it is a fine political 
football. I think it:,has to be aggressively taken up earlier than we 
took it up, and ~ithouZ •fingers being crossed as theY were'in £he last: 
war, because, again, ~ile it won't yield a great deal, in my judgment, 
it is a necessary part of enlisting the rank and 'file of ~ the people of the 

country. 

At an earlier date than we did its: 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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production, ,0ut some of these big consumers of critical materials, 
steel sheet particularly, ~ ~na at the same time peo~fle with large 
manufacturi~og organizations ought to be stopped pretty quickly and 
put to work on something else. 

,.at alway, unoe~ ~stmmated The military representatives in the last ",~r .... ~ ~ " 
the value of transportabion. They are likely to underestimate it aqain. 
Cars and locomotives have to be maintained and built. You should keep 
your eye on our transporta-i:.ion system. 

But I v;ould certainly stop traveling at a rate that ~e did not 
attemp'~ before, partly because we ~ere in the hands of very strong 
political pressures, it seemed a shame not to stop people from 
traveling. Thatis one of the first things that ot~ght to he done, 
because people who travel use up a lot of transportation ~nd a great 
many other things needlessly, 

You will run into the power oroblem. I expect t~a-0 you will 
underestimate the amount Of pov;er. Certainly ~'e did. Sou ~.'~i!l find 
~ea~ social pressurizes. ~a~. T~.~o ~ ~ ~ -~,~.-~ may na~e enid you sometnzng about 
that r;hen he spoke to you, but he may not have told you the story the 

~i"~ way I would. The opportunity to buz~d public po~~er out of a u, ar budget 
is a Zemptation that no politician can overlook. Some of it 7~ilI be 
~-;ise~ and some oi it won't be ~;';ise~ but there v,'il! be ~v ~.eavy pressures 
you will have tO con~5end ~.~ith. 

Incidentally, you ~-~il! find your ~,~;n engineer group in that 
same position. If there is a military engineer here in the room~ I 
-c~ant to tell Dim that they have now a lot of stuff that does not have 
any sound foundation. But they get ~'onderful pork barrel helo---and 
war is an oven better opportunity than peacetime. They are human like 
everybody else, and they go to to~.vn. 

As to procure~]ent, some items of y~ocurement ought to be, in 
my judgment~ civilian~ but all colmuon civilian-type items ot~ght to be 
pooled both;con the services. Shoos, for examp].e~ ought robe bought 
by one poi~son. I am not very much concerned about 71ho buys thorn, so 
long as shoes are bought for all the services by one person. Blankets 
are another example. 

~our ~ ~l~lons ,;!tn labor :ill be more difficult in another vJar 
than they ~'crc in the last one. I sympathize ~".L'On the z c ± ± o v ;  ~;!~o has 
to deal ":;ith that problem in another emergency. The big union leaders 
are going to come in and demand participation. I shall be surprised 
if they don't. Xo-:;ovcr good tho~ a,~c~as loaders of organized labor, 
they ~ill not bc uscf~4l in planning and executing a 7;at i~cogram, uXcept 
in so far as on~ carry tho morale of the Workers and the unity of ohc 
v;orkors, and so forth. 



2372  

The Union leaders ~-~i!l demand particip~:ticn~ i suspect, in 
dctail planning~ i think, in the interest of the ~ar effort, that 
should be denied to thcnu But they should have a substantial place 
on broad p~anning boards, on -braining, and on civilian defense. They 
should havc a participation that makes them feel they are a psrt of 
the prog;am, but it ou~;ht to bc applied to the things thc~ can do and 
do ;;ell, and not to thc areas ~-~hich they ;;ill bc looking uoon as a 
means of enlarging their personalprestige as such. 

I talked briofi~ of the desirability of a "phantom" order. 
I ~,7ou!d like to see the .National Security Resources Bosrd get that off 
dead center and go somo~;horo 7Jith it--not necessarily in the form in 
~-;hich it has boon used, but in such a 7;ay s.s to substantial!y,,eliminato 
~-;hat ~7ould othe~','iso be the ino?¢itablc lag bet~-~oon the beginning of an 
emergency and the time %:hon :Tantod requirements can begin to flo~-;--do~,'n 
to a point ~.':hero factories arc actually cutting recta!, i f  something is 
not done about that lag, the result ",';ill be a tremendous loss in matcria!s 

and manp~Jcr. 

I have just one suggestion for the }$ational Security Resources 
Bo~rd. I don~t think you v~ill got a satisfactory list of roquircmcnts 
from the services for oriticai items such as ball and roller bosrings. 
T~at the services hill be wanting t~-,'o yosrs from no~-~ r n y ,  and probably 
should, be very much di£foront fron ~:;hat they-i;a~t today, and so forth 
and so on. But you could go to us, for instance, and no could give you 
a ~ist of the .standard things that ~;cro v;antod in %he last ~Tar  and to 
rJhioh ~-;o could q~ickly" shift over, or ~Thich "~70 migb~ perhaps bc running 
on emergency day, and so avoid the loss of our manpo~.7oP. Then~ as 
quickly as you get to us the items of "square" balls and "rootangul~" 
roliors~ and all that sort of thing, v;hich the services arc sure to want, 
~.;e will have a going organization to deal u'ith them. But I ~gc you 
that something needs to bc done to fill that gap; othcm-;iso, it 7~ill 
represent a long, painful loss. 

I would like merely to touch on one of the successes, as i see 
it, of the ~Tar Production" Board~ that is, if it could possibly bc avoided. 
-~';e never permitted non to run a division of an industry out of ~-~hich thcy 
cauc. Of course, ~;c .ps~id a certain price for that in lack of expcrioncc. 
~;[c did not mind st~f.-mng a division v~iZh experts out of a pa~ticulsr 
fiold~ but ~:ie ~-;anted he Nave the head 'of a division not dealing ~-;ith the 
problcno~ of the industry from which he came. ~ never touched a ball or 
roller boarimg problem during the ~mr. That 'gave us a cor, tain indcpondcnco 
from attack~ and, ~-;hatcvcr it ~~as~ I thin~yod ~-;ilI agree that the Tfar 
Production Board camc tl?rough thc 7;ar history ;;ith a comparativcly clean 
record~ so far as personal bias is concerned. 
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I urge you again that you cannot win  the kind of , . : ~  r,'e are 
goinz to face, without the ,~imum cooperation of the civilian economy. 
You ~,'ill do the "strategic job in your stride--you-e~-c tr.~mno~a" "~ for that, 
and you r;on~t have any comoetition .~om the outside, except the 2%nday- 
morning quartorbacking that you always got from Congress--but don~t 
overlook the fact that most of you will'not be produc.tion men, and most 
of you will not be public relations men~ and you must bring the civilian 
along with you in such a way that he fools this is his wca ~ as well as 
yours and that you arc fully conscious of the fact that ~-ou zm'st have 
his support. 

g .~n ,  omen3 i w o u l d  l i k e  t o  ~ . v c  a n  o p p o r t u n i t y  t o  anm-Jor 
some  q u e s t i o n s °  i t o o k  a l i t t l e  m o r e  t i m e  t h a n  I h a d  i n t e n d e d ,  b e c a u s e  3 
a s  y o u  r e a l i z e  v e r y  w o l t ~  i ~  i s  a l o n g  a n d  i n v o l v e d  s u b j e c t ,  a n d  a n  
older man has a great temptation to roam. If ! said some things that 
annoy you--I think ! have-,or raised questions in ,7o~a ~ minds~ I would 
like vor K much to have ~.-ou shoot questions at moo It does not foll~'f 
at all that ! will have an answer in every case. 

. COIt~.~hD~R LE~RTON: Lot!s have the questions now. 

QUESTION: L~ ~. Dart, you made a point of stating th~.t the i£li6~-y 
underestimated the need for transportation. ~ ~'- ~h~.,~ r~y be so~ sir~ but~ 
inasmuch as you made a point of thatj I would like to como~u.e what you 
said with something i road last night, in "The United ,~t~.t~s~~ ~ " at Ufar," 
a publicatio1~ !mopared by the Bureau of the Budget. In that book it is 
said that~ dcspitc the fact + • ~ho.~ t h e  ODT w a s  down on b o n d e d  k n e e ,  J. t  : ; a s  
the VfPB that stoppcd the production of freight cars and passcngcr c~s. 

},~. BATT: Yes, v;e did--becaus~ of military V'cssurc. You see, 
u,c wore very sho~'t of shoot and plato; and tanks~ landing ~aft~ and 
ships madc a,tromondous draft on our supplies, Every time we ~-~",-,-. 

about approving anoth'or thousand freight c~s, we enoountored vigorous' 
protest from the milttary. 

• . . .  . 

I undorstand the oroblom o£ priorities. I ~ .~ .." ..... 
. ..... o _ ,  c.f.y . . . .  . . n t  ~rou~ a s  

military people, to see t~at when you take something ai)ay from the 
transportation requirement for something else, you ou@ht to be quite 
surd you know ~;hat you are doing ~ • ~hor.~ will be times when it has to be 
done, but don~t underestimate the ~' -" tr~nsportatmon need. That is the point 
I want to make. 

0 ~ , .  ~o- have stated a principle tnao was ~U,~STIO~[. Sir, ~ ~ ~ ' fol]:o'JOd 
tl~oughout the ~7~u~ in ~'~ ~n3 - ; L ~ . i ' " ~ o d u c t i o n B o a r d ;  L,n~.~ Is, not to allot., 
a ~ a n  t o  1 n~ ~ , .....~,.,_ 

n ~ . u  up~ a-o l ~  .... ,.~ a d i v i s i o n  i m ,  o l v i n g  h i s  o:¢n i n d u s t r y .  

13 

RE TR C RD 



2 3 7 4  

~'~ DAT7 . . . . .  exception that T r e m e m b e r .  f..~, .. . ~ lhc~l ~<j is 'one 

, rm  % ' ,  "% " " + ~ "  " ~ "  q U E S - i O ~ .  Y e s .  i t ! - i n k  wc  h c c r d  .... ) ,~ut  t h c t  t h e  o~-~or ,  r ~ y . .  

Standard Oii~ 

Wl b f l  15~. -~ . . . . .  i ve .  % d i d  n o t  .... a n y t h - l n , "  t o  do  t h t . t ,  zz,<.b 

:was i c H 6 s  I p r o b l e m ,  i t  :-ms t h !  s t o e !  i n d u s t r y ,  i c k o s  b r o u g h t  a l l  t h e  

o i l  p e o ~ ! c  . r i g h t  i n  a n d  t r a n c e d  . the  o i l  b u s i n e s s  o v e r  t o  t h e m . . i  t h i n k . ,  

h e  ~-iS.s a b s o ! u t o i y  w r o n g .  

p " " ~ w  " -  may be " ~" " ~USai~Oz;. %;]lilc it not s-briot]$" compar,~.ol,z~ %he 
~ihCinlO .you ~,.~,~(-{ seems to fall~ to some extent, in %he same oatsgory 

a s  have[rig ..%he " J o~ c.., ... .... ~rr:~.y~ Navy~ and Air F ,- ~ during poacc'bimo~ and then, .... ~,.n 
~" r .... c putting the },~a~ in the Army~ :;c,~ ~ s t a r t s  or :-:o g o t  into an ~.m ~n y~ 

% h o P ~ m y  i n  tllo iir Force, t h e  A i r  Force i n  %hc .Navy~ a n d  s c r a r a b ! i n g  

thofi . a l l .  up. 

- ~+-,~-', • cxcoodingly i, Iow~ i f  orocluction a n d  t h e s e  r o l  .... ~.o,.~o,:~ps a r e  s o  
i~portant--and %hey u~'obr:bly will b e  o v e n  m o r e  so in the rio;:.% ~.:em-- 
. . . . .  " o~p . . . . .  cn~ w i t h i n  

S±%OUI~ 1"70 ~,~.V,~ b~ O~.%,~S u ...... ~ , E' ~ ~hy ~ r] ~ot :al!m:~ the men t;ho ~ .... the .... ' ~" 
any given fio!d to take care of that ~.mold during %~%e umergency and thon~ 
after the :-;az ~ has boon ~;on, if possibl.e~ settle the diffor{-ncos and the 
upheavals .the..% worc caused during the w~? It looks to me as though ~~o 
c m o  actually in a n  a r e a  in which : m  cannot afford to waste, 

!1'~. DATT: That is rcasonab!o. The British did it. your way. 

T h e r e  a r c  ~r;o r o a s o n s , . i n ,  my gadg , . , en t~  why  , , t  i s  n o t  t h e  b e s t  . . . . .  , :  

Fjrst~ that man is a].~s subject to ~oat :p,sli%ical and public 
criticism. ::o had some difficuitios. 77o almost broke -bho reputations 
of two or tb~oo very fine men at the outsot~ bo£oro ~.;c oursolw~s had 
become oriented to ~-~hat we ~ubse~uently ado~0tcd as a pr:i.nciplo. If a 

• . - , • 

~.,70 man does something favorablc to ~"~ indusbrY, ho ms vcry vulnerable on 
the "Hill" and in thc newspapers. Have exoerts availabic, of courso~ 
but don~t have a man making top-level decisions about his o-~'m industry~ 

if yOu.can avoid it. 

oecond--anG tlHs ro/s0n is equally va.,_md--tm,.t man knG•~s too 
~~cll what cannot be done. You must have "at the head of a division 
someone.who ~doos' not knoN enough about the thin~ to say it ,cannot be. 

" , " ~ and dono~ but whb has an objective, as farfcfiohod cs it ,llsnt socm~ 
~-:ho ~:,i!l say~ "You fol-!o~,:s say you can It do it~ but we are going to 
do it." It is amazing ho~-~ many times the estimates of the ~oc~mmc~l, 

O O C ~ . U S O  . . . . . . . . .  ~ ~ - ~  exports in an industry w o r e  .exceeded just " -~ ~ -~ '~bod , ,  said +~,~,,r 

had to do it. 
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QUESTIOH: I would like to carry that a bit further if i me;j. 
! think your second'reason is much more important than the first. But, 
vioT~in~ it that r.,ay, do you think "bho British failed? 

...... ,.;, did not do nearly so ~:go~,d~ a job as tncj 
could have done. I say that ~ith groat affect&on for the :.=~itish and 
considerable !~otvlod~o of -;~hat they did accomplish, in zV judgment they 
could have accomplished more, r~'ith o~r principic. 

QUESTION: As contrasted with the objectives tl-~t r~cro being 
worked on by the D~B, what do you consider the single greatest problem 
that you had to solve in production? 

I,R. BATT: Priotities and allocations of materials. As Americans 
r~'e can Produce pretty r~cll. I tried to sur~.s~izo that in ~~V opening 
sentence--to get the most possible Out of the oconon~ in the quickest 
p s~_ol~ ~m~. I regard'this as the big ~ob--tho bos~ use of ma~crials~ 
decisions as to ~)re,~@~o ~...~-~ ....... ~ both civilian and ~.i!itary~ and t:ithln the 
military, and then the fl~ of materials to those ~:ro£~nms in ti-e-most 
efficient. T;ayo 

COI~JA~$~L~ I~'~VtTOi~: Uas it because the nroblem was ~igger or 
because you had tc fight with more people? 

l~i~. BATT: I started by saying one o f  the_handicaps was the 
competition bet~eon the services themselves, much ef v~l:icl], competition 
r~o had to fight tl~ough. Each servico~ of course, u'ent out for its o;vn 
~rog~am t-~ith generally very little regard for ~hat anybody else had to 
do. They ":~ould come over to our placej and tnoy .r~oul~ T.~ork at all kinds 
o f  l e v e l s - - y o u  know hey,,. ~ '  .... ' un,.:b is done. .7c used up a 1ot of our time 
tryingto l:ocp them in the best possiblolinc.o I know ~h-~.,o ~ is a. cloudy 
ansr~cr~ but the question-,'as not too dear. 

QU#~]STION: it has boon verified by all the speakers ~The have 
appeared hero that our system of'allocations .i~itially ",-~as too complicatod~ 
somoTzhat confused, and changed :to0 rapidly, so that a priority issued one 
day Tiould not amount to anything the next day. Hm~. do you think that 
should be Imndlod in the future? 

}R. BATT: There is a good dehi of substance to that~ but part 
of it ~rose from the fact that o~ "  'programs did vitally change. ,2~.on 
in Ns~ch 1943 we lost 13 out of 15 ships csl-rying bar~ite from the 
Cs~ibbean, and our whole aluminum program looked as if it -:Joi, e shot to 
sixes and sevons~ nationally something drastic had to be done, and there 
was a chan~c in programs ir~uodiatcly--an enormous plant in Phiiadelnhia 
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to build aircraft from stainless steel aJm~craft~ our projocts~ -::hich 
~orc huge in size, for getting a!uminous clays outside the country to 
replace bauxito~ 7;±th high priorities9 and then" the building7 of ships 
at an ono~u:iously accelerated rate. Ufo lost 500,000 tens of shipping 
in the month of i hrch 1943. If the encr~ submarine campaign had not 
bccn so successful in that month, ~c ~:ould not have had those changes 
in programs. That ~:Jas the basic ciemcnt in the situation. 

But ~-~c had within the 7for I~,oduction Board a good deal of 
competition as to kinds of prograrm. There cA~c personalities in any 
organization as big as that. And the services ~:;crc pulling and hauling 
at us. Thcy ~lerc trying to g~t control over ~rioritios, and ti;cy 7,,arc 
trying to get al!ocatcd to theT:~olvos blocks of material ~hich they could 
cxocnd at their ou, n dis~ctien. That kind of thing ~:~cnt on. So that the 
picture proscntcd to the historian is a vcry Confuscd one. 

That is ~hy I said I dontt think-~-:c had a closr enough experience 
over a long enough po~iod to justify moj at lc~st, in s~:ying, "T!iis is the 
~~ay you ought to run priorities." i gave you merely one example of a 
method of handling a strategic pro~nm, :~hich I think is basically good 
managcment~ and -:Jhich I think ~:ff~li ~:ork. But, obviously, you cannot do 

that for every pz, ogram. 

QUESTION: l~r. Bait, in ",.-,,hat scnso ~m.s the U~'ar l~_eduction Board 
n bo~rd? i understand it did have ~o for~.~2, mc~.~crs, but it seams to me 
it ~as a straight line o~.~5~anization that operated that-::ay--and it should 
have bocn. ~ vms it a board, and, if so, in -,-:hat ~vay ~:cs it a board? 

}R. BATT: it depends on what a board is. i~T~on you have thc 
Under Sccrotary of Y~ar, thc Under Sc.crcta~y of the Navy, and non like 
}.~. Hopkins on your hoard, ~.-:ithout a veto, yon kn~-;" you must u, alk prett~ -~ 
gently. You have to be sure that you operate, actually, ~ith a more 
effective ~[~njority than you -,:,,ould nco¢!~ if you had a voting beard. .Yith 'a 
voting bosa~d, you can scttlc cacl~ issue b~ countinz the number of chips 
that fall on enc sidc or the other ~.-~hcn the votc is taken. It is true 
thc t sole autho;~ity rested in one man, the cha~':.uan of the [rar Production 
Board, but hc had these other high-level brass sitbin~ -u~ound his table, 
'ind hc had to ta]:o a lot of time to be s~"o t~iat hc 7~as not going to stop 

too hard on any important toc. 

Does that o.nmJcr your qucstion. 

QUESTION: Then :~;las it a board in the corporate sense of thc u'ord? 

~. BATT: Oh, u~. In the corporate sense of the ~Jord~ a board 
votes and has power. Each individual member of the bo~d of directors 

has as much per:or as any other onc. 
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QUESTION: The peop!o you mentioned did not share any administra.- 
tire responsibility, did they? The chairman of the board ~as the gUY ~~ho 
~-~as stuck and the guy v;ho acted• 

I.R. BATT: That is right. 

QUEo~!ON. T.q]cre T~ould you put Selective Sorvicc--T:horo it ~;,as in 
the last Tar, or under the over-all manpo~-~or control? 

I,~. BATT: i think I would put it under the over-all manpower 
control• But, as ! said, nV contact with manpo:~cr was tore from the point 
of vio~ of men needed in production rather than with the active administra- 
tion Of manpower.. 

I ~-~ould sts2t training~-:ithin-industry prow~ams -~- ~ thc outset-- 
or I :~ould have industry start them--to l.~reduco men of the skilled training 
such~ns is r~cquircd for g~oat numbers of inspectors, and the like, for" 
~~hich we don~t have:an ~ adequate training facility in the United States, 
cven mn pc~.cotlz,o, i w~l sa~ pa'~"onthctically to you that ~,o graduated too 
maw bachelors of engineering, and not enough masters and doctors, and'not 
enough me n in the interned,ate gradc,-good electricians, good buildors~ 
good gauge men, and thc like. That is a type of training that "American 
industry needs badly. It is a sadly neglcctod part of our cducation~ and 
it is the first thing that ought to be taken up as one of the manpo:~or 
control operations in another cmcrgcncy. Tic :~oro despcratc!~}~ short in 
L'orld [Tar II. ITo tr~ined 1.7 million men in this sort Of thing, but ~-~orc 
slow to organize. In ~Dr opinion, it "as net fully app'~cciatcd by industry 
until toward thc end of the ~ar. 

QD~ESTION: -flat db you believe could have boon done .duringtb:o 
T:ar that ~::,ould have been most effective in improving the over-all 
coordina~hion bot:-:ccn thO various :mr agencies, to minimize differences 
among then and to settle quickly the differences that -.,'enid ~ise? 

IR. BATT: I have an ans~,~er to *~L~.u,~ and it ~.p~_m~ ~ ~ "~o in peacetime 
just as ~1011 as in ~-Jartir.~. Tie. ought to adopt the British prac.tic~ of 
a cabinet secretariat as ne~.r±y as ::e can oonstitutionall~r, l have 

• ~m- "Tg) - .I advocated:that nal~- tines It is so;.-.othing th~.o ..... ula hc.vo, saved us a 
groat deal of trouble in ~.-ssrtilue. This briofl~, is the :nay it T;orkod: 

.,z 

You kno",-~, o[~ Cabinet is ilia'. ~a ,T:hool -::it, hou-t a ri:u, . The hub is 
the President and .the spokes ca o the idabinct o£ficor:s, and no high-level 

. ..1 ~i S device ties thQn together except thd ~ oslc~c.n~ 0ffiCo, ~-.~hich is substan- 
tially a political operation. I ~,~ould hope that the ~i~esidont .T;ould sot up 

~,bznot officer -~-;ould a very high-level nan in the TPnite House and each C ~ " 
pick a nan :~ho is very G.loso to the Cabinet head, th6 seiectod ~:~cn con- 
stituting a CaN,not se,c~otariat. They ~.7ould ciean out a 'lot of the dirt 
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~m,y didn't their bosses got n~ccd up in and about ~;shich most of the time " 
kno:-~' anything. That is the best ~~ay--thc only ~m,y--I l(no~~, of for ironing 
out that friction bctv;ecn agencies. 

]7c had ~ uucn loss of it at the end of the 7;or because :~c did have- 
a groat many mor~ so-co.!led intcragoncy groups at that time than ~0 had 
at the beginning. Vfc have the .Dritish'to-thank, ~i part~ for that, bccausc, 
for the first tv;o or tl~rcc years, they conspicuously out-organized us in 
dcaiing -~-~ith-pro~.~ans as bct-c~cen Governments. A~V of you <;he sat in on 
thosc thousand-and-one meetings ~-;ith the British ~o'~ that, -;;hen the mccting 
T~as bogun~ the Ibitish kmm:; cxactly r;hat thcy ~.mntcd and rd~o ~Jas going to 
~. muc~ of the time c~.rry the ball for them. Uost of us came into the ndctings - ~" 

nQ% hsving much idea 7;hat the subject'~~as about~ lct alonc~z-;hat line ~;c 
v;erc gging to take. And the chairz~n, 7~ho -;ould a~.ost alr;ays bc an American, 
~-~ould s~:)ond tOO much of his time talking about, yesterday ~s golf Or thc 
~.-~cathcr, or ann-raring thc telcphone~ and it r;ould take" t{s.a long, long time 
to got an .anm,-~cr. Im.tOr on ~,-;c became better organizcd~ :;c ~;ould hold cur 
meetings in advance, develop a line, and go into the meetings 7~ith the 
British. Icn~-~ing something about ~;hat ~ m  could deliver. 

, ... • 

QUESTION: }:9. Bait, assuming that tl~c services do got together 
and .coordin~qtc ...... r,~,sOn,.o_~ ~ r~o!l on rcquircnents, and. on thoi~ priorities, 
r;ha~ cl~angc~ if ,any~ ~-~ould you rccormucnd in the actual l~ocuronent 
rosponsibi.~it;ics during ~mr~. and v;D~b, typc of coordination bctr,'ecn the 

military and;a U~B setup? 

}~R. BATT: l.~ot bcing a .orocuroucnt oxpcrt, I touchcd on that only 
very bricfly, i said tn~,t I thought ,.I~ ccr~?,on items ought to bc ;,Tocua~ed 
tDrough one source. I doubt very m~ch if you ~-;ou!d 7;ant strategic items 
to bc pr0curcd except'by thc specialists in each branch of the service. 

• . .. 

- ~ ~ ~ of the most cxpcr ionccd In the 7far ProdUction Board-:~o n~,c~ some 
p~rch~sin~g people in thc country in the last ~-m~. Someone ough~i to Hhvc 
them agai n. That rm.s the ~;ay Nelson, Hc~rison~ and Folson, as cxanplcs~ 

c :~ne into government service. 

Bc~ring the overlap bctr~con the services, I don:.t i.%avc any basis 
for conolaint as to the actual physicai ,15rocuronont by the sc~.viccs ancc 
the item ~tsolf r;as decided upon. I think that is one of t.hc/procbdu~cs 
that ~-~as not .very much sub~cct to criticism in the last rmr, possibly 

because as a profession it is about thi s cnc in ~.~c~ as in peace. 

QD=ESTION.: Under r~hat status Would you i bring in key civilians? 

7;ould you .b~ng tl~m .... ~n as~. dollar-a-ycar.lmqn , .  ., . , ,c,,r. .~;~!~l~ . you,~ .... ~rsng~! re t!~°mu~rezn 
a t " a  g o v e r n m e n t  S a l a r y  bm ~;...say~ (~15.'~ OOO .~o...,,20,000-.~.. ~ c ~  ~ .. ~.n . . . .  q "- 
t h e n  to savor ti~Ci~- connections ~'~i%~ industrY.? "' .... i 

.. - ~. 

i~. BATT: ~_uor~ I thiuk the British ~.~cro much ~;ms~r .than."q-;c r,,orc. 
! tn~n..c I They insisted on paying a nan. the salary of the job, but--and ' '~" ~' 

quote then corr.cctly--thcy did not object to his ~,~-~ a ~ ..... ~:', ,;" up the 
difference. But Zhoy{!uado it. a matter of public record. 
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! think it is um~iso--I Zhink it is ~oractically inpossib!e--to 
ask a man in nornal civilian lifo voluntari~ to give up his "X" dollars 
a year and cone dc~-m here at what the Government :Jill pay him. You may 
say that is a ~oat unfairness because that is ":~hat is done to you. :Tell, 
that is one of thc problcus that has to be rccognizcd. Dut the mnn in 
private lifo -:as largo privatc ce;-~uitncnts. He may hc.vc an expensive 
home, ins~'ancc~ and thc like, and unlcss you actually ~raft everybody 
thcy-aom~t come at the salary of thc job. 

If you try to hold them to that, you get the :-ind of thing that 
happened in OPA. i~h~n Leon Henderson set up the. Oe£ice of Price Administra- 
tion, he would not have any p~-t of the dollar-a-year business. He was 
going to have men quit +,.heir connections and take the pay of the job. 
Period~ They ~'~ere to be flne, unselfish public servants, bhat did h~get? 
He got just exactly ':~hat he could pay for. He stem.ted, them out at ~3~000" 
o r  s o  . a n d  T ~ . . . . , , ~  < -. tn].nk his too job ca~'ried a sala'.,,y of about ,~,oO0, ~Thich on]~r 
a handful of people got, He got youngsters graduating:from school~ he 
got teachers ~Tho were not making much and felt liere ~;'as a 'chance to les~n 
something and got a little more pay, he got young la~~gers on the make--he 
got a heterogeneous collection of inexpe~ienced people who ~.:,or0 ~.'orth just 
what they wore being paid. 

For the first t~;o years; OPA was the ~::orst fouled-up program Jm 
this t~m. Uhen ~ontiss Z~:-:n, who had boon a Senator and vms head of a 
big Detroit utilities company, and later Jim Brou:n].oy ":mrc brought in to 
head it up~ they found the system so frozon~ partly because" of the Civil 
Service machinery which had been used in connection ~:-ith it, that they 
could hardly budge. I say, 7:ith all intent to be fa~ ~, that the OPA ~-Jas 
one Of the least realist, ic of the a:~oncies in ~,Jartimo. 

On the ~lay de~-m Cormuander Levcrtofl asked me ~;'hothor ! thought 
there ought to be a l~:gcr use of the o!d-linc agencies in conducting the 
Civilian aspects of a ~.~er, or whether ne~7 agencies ought to be created. 
I believe that question ::as touched on hero by}~. Ickos. Of course, the 
old-line agencies ought to be used for %heir functional fac!litios~ but 
generally speaking, I think no~~ agencies have to bc creatod~ and they 
ought to be kept just as lea • m-my as possible from the rcquf~'oments Of the 
Civil Service System as it is aS present. That is an institution u~hich 
seems as if it were designed to protect inefficient peo~le~ and you don't 
win a ~.mr that nay. You must be able to:bring people in quietly. If they 
are no good~ send then home ~;ith some kind of Certificate of appreciation. 
If you are -frozen into Civil Service , you cannot do it~ nc:.~ agencies can. 

- ." . 

QL~STION: I ~'as much impressed with ~our ~:.hy of handling Is.bet. 
You apparently fool that is a problem that is goiug-to give us. ~oat 
concern. So you are golug to give the labor leaders a rightful place in 
your high-level decisions, recognizing that they rathcr than the managers 
of industry control the laborers. In other ~.~ordsj if ~ ~- ~ho~, go along ~:;ith 
you on any program, they can convince the people they control. 
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T-~ BATT: That.~s ~ msht. 

. w i l l  y o u  . ~  QUESTION" T h a t ~  to m% is ~'~c ~n'r sound. XoT: g~.b  

the Congressmen Ln on this? Would you bring in certain ones w h o  

repr£scnt certain .parts of industry~ satr, convince them y o u r  pre~g-am is 
g o o d , ,  a n d  i c t  t h e m  g o  b a c k  a s  m i s s i o n a r i e s  t o  C o n ~ e s s ?  

i,~. BATT" I am convinced there ought to be a co:anon ~,oup in 
both {he Senate an~ the House tn~.u ~'.,.i!i be freed from their ordinary 
legislative duties sofa~ ~ ~s possible and ~:H!s devote cole .~,utu~,tm n to 

UAIO 
coordination .d.th % h a  m~!xtare effort. If that g ' r o u ?  were croatbd b y  

Congress, so that it spoke for the Congress, it ~.;ould be an enormous time-~, 

S &Vet, 

i happcn to bo one of those v;ho say thht the Trurx:,n ~o ..... mut~ ~,~'as 
a l o t  o f  t r o u b l e  f o r  

~ j "  and . . . .  _~.~,z go, a very useful ~nstitution. It made 
c'.:::l/', Once us, but it ~-Jas generally '~" we had a going over and received a 

clean bill of health from the Trt~nan Co~.m~ittoo, ~7o did not have to "aether 
the coimuittec never 

.q ° ,~ on ~hat psrt~cul~m thing again. So zar as I know, 
reached a formal finding'thc, t ,:Je did not h a v e  an opportunity to look at 
~a+.o~v ~,n~ ~ ~ say ~:~heroin : , 'o  ~nough~ it was unfair and perhaps . . . .  persuade 
i~.-~ ~ -w the cormuittoe to change its ~.~nd_ng. At least ::e knew-,;hat the co~:aumuto~ 

_ UI,I:I./IJ.~ .?r u~..,....n old a :7as going %0 .qa "~~ before it shot a t  us. T . . . .  " ' - ' ~ ] ~ " n " ~ "  ] ~ ' " ":: 'Or ~; "i~-- 

TIhilo job. 

YOU [['lust ].lave Congress in any Lli!ita~,y s]io_-: in some way or another. 

fr om the CG.a,u~DER I ~ I F ~ T O N :  ~x~ will h a v e  one n o r c  question 
. - T " ~ , ~ A t ~  T ~ . _ n  

" ] 4  q studcnts, i w o u l d  -.,.k~, t o  lot the visitors tmo~,, that -TJmI~ then, 

a a uostlou from ~,~-, of them if the, ll~a'V o o 1] o • 

~" -~d !!~ o n e  . . , ~ o  
0 . " 7T• "I r ,~.~3.~,~o QUEoT!0,',. in , ' ~ ' ~ , ~ '  the history c.f um: '~ .~ ~ ! e x  ~ 

~,- .... n ~ . ~  ~ that a g T o a t  d'ea! of the time o=~t ,c, as !ost--P erhaos as muc.~ 
,.tUO . . . .  .~ . . . . . . . . .  .~ -,-~, ,-I to the ±: - .~  

as t~o yea-to before w e  really started nroduet~on--~,o 
that there :-,,as very little comprehension of either the job to be done 

. . . . .  had to de it T~ith. !n other tlmrds~ just as 'you noutioned, 
or ~sil~t T~O HOT/-  
there :';arc und~resba ...... ~o of requirements a s  well as of capacity. 
avor~ after L,o. got that more or less in ba!aneo~ i t  seams to me uheu the 
job of the :fog Production, Boca ~d boiled dov;n~ to a gTeat entente> at,~ ,~aast~,  
in so far as things that hit one in t h e  aye e~e conccrngd, to .orc.2~-n~ 

b o t t l e n e c k s  on specific i t c m s ~  

zrom the boginning~ 7Jo do-hava a fairly clear conoop~ion oz 
the capacity'and the requirononts~ do wo need such a tz~emandous~, sprm-~ling 
organizations encompassing ovary branch 0 £  ovary industr}'? T[ou!dnl% %hat 
be too cumbersome? Couldn,t -,-:o he.re a series of a~ hoc co~m.:itteos to 
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break bottlenecks? Of course, there mus~t be some organization to tie the 
whole thing together, but only on an indust~]y basis, with a top-level 
organization that supervises'the ~hole ~orLs. 

I R. BATT: That is quite possible. ]Te 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 representation, and something gets set 
up. That is one of the troubles with bureaucracy. 

But I want to reu.ind you, a~'opos the way pro~:~ar~s , change, that 
the'military, who ought to have known in December 1944 about ~hat the 
potentialities of the ener, v were, started on a ~:hole new proD"am again 
just because we had experienced a bad setback below ' ' ~nt~,erp. Those of 
you who psrticipated in it ,:~ill remember we had a tremendous machine tool 
program and gun program, as if ~e were starting another ~;ar, and most of 
that ~;as completely ~lasted. 

~qether that ~as bad intelligence or bad use of good intelligence, 
I have no ~ay of knifing. But nobody can get more hysterical than yea 
milita~,y fell~s ~hen the going is rough. As i said at the beginning~ I 
suppose it is htuuan nature, but you ~ant everything at once. And because 
~e had that setback at the Bulge, you felt the Germans ~ere not going to 
be licked for another four years and that ~e had to have a ne~ mobilization 
of the American economy, Subsequent facts indicated that this could have 
been avoided if there had boon a bettor strategic evaluation. 

But I didnTt come here to make an issue of that. I am not qualified 
to do ~A. Your training is to evaluate strategic necessities. But I use 
that as an example Of the ~ay programs change suddenly. 

QUESTION: You spoke of scrap drives as being useful things to tie 
in ~lith the civilian housc~ifc, among other things. I have been told the 
almminum scrap drive :ms pretty much of a farce and took an a-lful lot of 
good pots from the kitchen and thro~ them on a pile that nobody ever touched. 

}~. BATT: There is some truth to that conclusion. The trouble 
~;as that the aluminum pot was likely to have either a steel handle or stool 
rivets, and any ~purity in the aluminum molt ruined it, so far as primary 
aluminum requirements are concerned. I recognized that right at the 
beginning. 

But the thing that brought the aluminum campaign criticism ~as 
that those pots ~omcn ~lero giving up ~oro allmJed to lie in City Hali 
Square ~eok after ~;ock, and it did not look as if the sacrifice ~ms 
appreciated. ~ the pots had boon taken au'ay promptly--I donlt c~e 
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whether tno~ ~ m r o  then dumped in the i-ivor, if nobody s a w  that being 
done--the public would have felt they were helping to win the .,vat. That 
is the thing I stressed in the beginning and ;;ill stress to the last. 

COI E~/~DER IEVSRTON: Thank you very much, I~. Part, for your 
very interesting discussion. 

. % .:;  . 

. . • . ,  - .  - 

(1 Aug..~195(~350)S. 
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