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G~,~RAL HO~,,~N: Gentlemen, our iectvre this morning is the last 
of the series on the orientation for the organization and management 
of the ~:ational Government. Please note closely the word "orientation," 
because throughout the co~,~rse we hooe to have much additional material 
and information for you on both organization and manazement. 

Our speaker is Dr. John D. ][i!!ett of Col~ubia University. 
Dr. :?:illett is a very versatile man° He is an educator, an ad~:Jnistrator, 
and an author. During ~Yorld War I! he was a colonel in the ~]~. He 
has held man;z important nests in o:.u" various Federal executive agencies. 
This morning he ~'~i!i discuss for us our achievements and failures in 
economic mobilization dr ring ~br!d War Ii~ I am s,~re that this talk will 
serve us as a very fine starting point for o:~r :,:orh throughout the year. 

Dr. ~/liliett, we are certain3$ ve~ glad to have you with us this 
morning. Vie appreciate i~:mensely all the fine counsel and t~ne!y advice 
you have given the industrial College in the past. 

DR. MILLETT: Gentlemen, General HoLman makes me out a good deal 
more formidable thou I reall:: a~n. You may discount by about 50 or 60 
percent those exceedingly flattering remar~,~s. 

I remember only too ~rell 8;1 evening in the summer of 1942 when I 
went to a house in C~orgetown that ~as being rented b~ one of my 
colleagues from-Columbia. He and a'aother member of tke economics depart- 
ment were f;here~ and -÷re spent an evening holding a post-morton on the 
~~ar to date. As a matter of fact, they ~,Tere having a great deal of f:?n 
vrith me. Because the t:'~o of them were economists and I came from the 
deps:'tment of gover:%~ent at Co!u~bia, ~e :rote sometimes on opposite sides 
of the fence. :,:ore p~tic~lar!~ these t:ro men ~-~ere ve~, much concerned 
about the oretensions of those oeooie :~ho talked so much about organization 
and management. These economists :~ere at that time in the War Production 
Board, struggling through all the various difficulties that this job en- 
tailed. They kept going after me all evening long: '~:cre are you 
organization exoorts that you cannot solve some of those problems :m are 
struggling ~'~ith these days?" I am afraid I did not come off very well 
~tith them, and I am not so rome that so-cal!o4 organization experts have 
come off very well either during the ~var or aftc~vards. 

But there ~,mre at least these ' " ex uenuatlng ci~ c~nstanc~ s : There 
:fore a great many problems of the ~rar Defied--and of %odeqT~ of course-- 
that vzere not organizational. I think ~70 become confused on that score 
from time to t~uo. It seems to me thgt the rcal3~r basic oroblcms can 
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probab!~r be characterized as problems of policy~ program, and procedure, 
and that the organizational and management problems sort of tag along 
after those. Don:t misunderstand me. _~ am not suo.~es~mno~ ~" ~ that the 
organizational problems are un~nportant, because it is organization that 
provides the framework thorough which those problems of policy, program~ 
and procedure have to be decided. But I don't care ho~.r good an organi- 
zation seems to be on paper or i~t theory--is not going to be vo',D- effec- 
tive in the absence of individual decisions and rea~. leadership to get 
these problems of poiicy~ pro~ram, and procedure settled. 

Let me illustrate what I mean by one or ~vo examples. We had 
during l~forid ~.~ar Z!--I am sure we have now and a~e going to have in the 
near furtive--some important issues about tb.e ext@nt to ¥¢h~ch smaller 
business companies should be used ~q a war production effort. There is 
not a basic question 0£ organization at all. I hne~,'r very sir~cere men 
who'argued two sides of the'problem. Finally, a decision had to be made 
and~ in large part, I '0hink~ was made on political grounds. There ~rere 
business corporation executives ~,rho felt strongly that, if large indus- 
trial'enterprises we'r'e loaded ~p v:ith con bract requirements and co~.~it- 
merits, their would by ve~TY necessity have to bring in smaller busines~ 
~nits "be work on the job with them. There were others -~ho said that~ i£ 
large corporations ~'.rere.loaded r,p with all kinds of co~.:~itments~ they 
would simply expand their industrial el_ant or find ~-ratrs and means of 
keeping the job "~¢ithin their ovrn confines~ ~d smaller business entities 
~:~ould not be utilized ~ the war production effort. I don't lc~o~.~r that 
there is verTf much evidence that is goi.r.g to satisfy us today on either 
side of this issue° l~,~e tried ~oth expedients~ ~'rith varying results in 
different 2ieids. 

Or take the matter of program--there ~'ras certain~r a difficult 
struggle d~ing the ~;rar to find a method of adjustir.g ~il'.ta~r and 
civilian requirements so that they could be matched vrith~ our econo~ro 
I don,t believe it -~ras ever done on a veer satisfactory basis9 it Yras 
done on a rather rough basis. From about November 1942 and for the re- 
mainder of the vra_~, the division of o~ resoi~mcos in practice ~:rorked out 
pretty ~'rel!. It seems to me ~-re st~.~bled into the ~articu_7_ar program de- 
vice whereby the War Production. Board said he~'r much the armed forces 
were to get, and the Joint Chiefs of Staff decided ho~'r that total vzas to 
be divided among the Afmy~ the -~Ta~F., and the Air Forces. That progrm'~ 
determination, ! think, probably had more to do ~-~ith ironing out the ore- 
cedural difficulties of controlling rat: materials than ~a~,.7 of the so- 
called ~lans--the Production Requirements Pls~ and later the Controlled 
Materia~_s Plan~or amy of the other devices that vro attemoted d~ring the 
~-lar. 

don't want to got involved in these s~,ormes except just to point 
out that these are matters that cannot be settled simply through organi- 
zations! ideas or through the help o2 crganizationa! advisers. I thimk 
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the organizational advisers did a considerable mno~nt of good work 
during the war. I would have to say that, of course. I think that 
many of our managemen~o programs that yore u~dertaken at various tLmes 
throughout the war aocomoiished more th~q many people had any right to 
exoect of them when the war first got uhder way. lh~t I ~ontt care how 
many management exoerts are floating aro~nd--,and we had many of them in 
Washington during the war ~rears--~-~e can never substitrte the management 
or organizational adviser for some basic decisions about po!icy~ progr~z, 
and procedure. That is one thing Z want to make sure you 1~_uderstando 
You should noL expect too much of the "boas,to" 

Another thing I would !iks to make clear at theoutset is that a 
tremendous mu~o~u~t of iitorat1~rs has become available, ~n one v;ay. or ~other, 
about our organizational end acb'inistra~ive exoeriences of World W a r  !I° 
I am not going to try %o revfev; all thatliterattu~e here this morning. I ~re 
sume that d~ing t~e c 'u.',.'e, o:;" this y~ar, befc~-e, 5"ou=. finally escape new June 
you will have gone over much of this ~'~r;,ting. I wSll sS~.,ply illustrate some 
of the types of v~itten materials that are now available° 

There is~ for example, about the War Production Dosaod~ an official 
histor%~ that runs over a thousand ~?ages--,that ".s just the first vol~m~e. 
The second volume never was puo~,_s.~ed. There is I.~° }Jelson~s nice accor~t 
of how he went to ~'~ar with the Army. There is a ovb!ic relations officer,s 
account of how the '~ashington War,, locket? from the vantage point of that 
particular .~ublic relations -~-~ ~ ,~ .~.~. . .c~r .  ± have never been able to find any 
really good excuse for that book. ~here are. other books as well; for ex- 
ample, one called '~fartime Productf.on Controls," by three men who ~ere do~nq , 
.~m the second and third echelons of the org~mization of tho War Production 
Board. 

There sa~e -bhree different ~uuofficial histories of the War Food Admin- 
istration. Those accounts o£ t)~at particular z~rori" are some of the best 
accot~ts ~'m have ans~horo about any kind of r~ctivit~. There is an official 
histo~ in several small volvmos, of the Office of Price Administration. 
There is em official historj~ of the Petroleum ~. Administration for War. 

There are many memoirs .that have been published. ! already mentioned 
I~. }[elsonts. I hope ]rou don,t mind Ji' I stop for a moment to p~.ss off a 
personal prejudice of mine. The best ch~.ractori~.s~tion of 2fr~ l,[c!son~s 
memoirs is that which appeared in %!]e "Satui4day R.oview of Litorat~ro~" by 
a man who was not involved in the war effort but %;he is a journalist ~miting 
a good dec.], about economic mattors o He added~ Lu a closing sentence of 
his review~ .~.~. Nelson has now added to the official histories of the %;ar 
the Sundasr comic supp!cment." 

There are the memoirs'o£ ~5~. Hull. There u.~o the memoirs of 
},,~. Stimson. Incidentall~r~ ! think this book is~ in many wu~js, some of 
the best ~riting we have. There is the book about I!6r. Hopk~n~s by l~r. Shezu?ood~ 
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which ! certainly rate hiqh!y. There are ma~.7 othe~ 'memoirs, inc!uding 

now that of Admiral Leahy. m h e - r , e  are " '  "~ ~ 4  ~., . . . . . .  any other ~of ..... ms,! historie ~- 

that are constantl~ appearing these days. 

i and the Navy~ as ~rou knov/~ have been cub- The krm~, % 1 " e  ~._r Force~ . o 

lishing their own official histories. Thus far~ I believe, none of-those 
deal with some of the organizational a~d procurement problems~ but there 
are such vol~zmes in preparation. Perhaps before this year is out some 
of -these v~.!l beccme available to ~,ou so that 5~ou T~on ~% always get the 

s.~o~, just from the side of the !VPB. 

T want to ~ ma~,.e clear that I mn no% tryin~ as I said~ to revie]v muir 

of these books, I am not trying to'draw my remarks here from %mess books 
but rather from ...my ov.m observations~ my ovm exnerience, and such judgment 

as I am capable of -~ ~ ~ ~: ~" ~ ) ~ e ~  C ~ o - t i ' 3 .  o ,r,,, 

will de .my best to be fair° Tilers are times when i cannot~ as I 
have illustrated for you~ But ! am glad %o say that the advanta~ze in 
having a college or ,.~,.~.''4"~"~i%v~,..,.,. ,~ ~ professor to give this kind of talk is that 
he is free to sa;~ smythins he v{ants to~ ~4 he will not be relieved of hts 

con,s_and for it the next day. 

" . ..ha,~ is .-- 1~r emphasis here is entirely upon prob±ems m * 14!.:el~ to be mis- 
. ac~omn±_o.m.en.~s were tremendous, and T am not "'~ understood~ too O u r  " " 4 ~-,-~ ÷ 

tena_ng to belittle them. in any vray. But I "think it is more heinful and 
more Lnstructive for our nurnoses r~.gh~ now if ~-e concen~arate o "~r attention 
upon the problems that ~Tere enos'entered in the organization of our mobili- 

zation exnerienco in World War Ii. 

With this by way of background, let me make t h e ' f e w  comments. ! wish 
to state about o~ vrarti.:ue oxperf,.ence. First of a!!~ our wartime organi- 
zation evolved out of exnerience and out of nar%icu!ar circ'~r.stances. It 
was never nlanned at s~ny one t~ue. It was h o v e r  laid do~m on a gr.~ud b!ue- 
nrint. It'resu!ted from a nrocess of deve!onment and evolution. 

At the time the vrar ended most people seemed to fee_",_ that we had a 
pr:e~by good organization. I ha~e no doubt %hat, if the ~aa " had lasted 
another sL~ months~ another year~ or another two ?ffears~ we v.ouid have had 
considerably more organizational experiment. ! cam scarcely imagine any 
k~nd of long-term effort in which a great many adtv.stmsnts in organization 
~rou!d not be made o So when ~$e stop to think %]:at the organization pattern 
develoned at the end of the war was necessarily a good pattern, we must bear 
in. mind that it ~-ras probably prott~r sat'.sfactory for the immediate circ~mm. - 
stances th...,.t exist@d in the winter of "_,944-3-945 and the srb~uer of 1945. But 

7 - ~ , ~  ~7 7 ~r  i f  t h e  w a r  h a d  b e e n  d i f f e - ~ e n " . s ,  o r  i f  L t  h a d  g o n e  o n  l o n g e r ,  we ~ . . . . . . .  
would have had some different organizational experience. 

t...:io o ....... z~tmon Plan The question, is often a-sksd: T%,H~r was the Industrial ,..''~i - " 
• . . _  ,..:,_ f . ~  C - O  ~ of 1939"--vrhich was primari~T an organizabiouai p7s~--"not put into ~,~ ..... " 
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There are severa2 reasons. T bbink they are fairly good reasons. They 
may be s~nmnarized under these headings: that the pl~n tended to be some- 
what inflexible as to circumstm~ces; that the pl~ was not entire_~y suited" 
to +,,he political problems that were encountered in !940 and 19LI~ and that, 

" ' ~  because of manor different personalities at different from that t~,e on, 

places in the GoverDment, we had to make adjustments and from time to time 
to change arrangements as seeme4 necessary. The plans that were ].aid out 
were probably pretty good plans, but it just was not expedient and it ~zas 
not altogether desirable to carry them out at any one time, because th@y 
did not f ' . t  a particular s" ~ "  "- '  mtua~mon as m0 existed at a particular moment. 

The structure at the end of the war, it seems to me, had three pri- 
mary elements that you must const~tb~ .~ keen in mind. There was, first 
of all, a congeries of agencies that had developed around the Presidency. 
The ~o a~ost important of these b~r the end of tbe ~v~'. certa~'nly were the 
Office of Vfar ~Iobi3.izat~m and Reconversion ~ud the Joint CDiefs of Staff. 
There is now, ~.~cz~en~±.~7 ~ an unofficial history of the Office of Vfar 
I.:lobilization and Reconversio~ which,! think, is a ve~r good stupor. It is 
called "Presidential Agency,'~ ~r Herman Somers, who ~.:~as a member of the 
staff of that-agency. We do not have a stu~¢/ of the Joint Chiefs of Staff 
published yet, but there is an official histo~,- in preparation. 

The second level of organization brought togetl~er ten or more very 
Lmoor rant ~ ' • a.~phaoetmcal agencies, renging from the War Production ~ • 

- . Eoard and 
the Office of Price Administration to the War Food ACm~istrat.ion, the 
Petroleu~l~ Administration for ~az',, the National ~rar, Labor Oooara,~ the ~TatJ.onal 
Housing Administration, the Vfar Shipping A4~ninistration, the Office of De- 
fense Transportatien~ the office of .~ "~ • • 

- ~clent:;.fmc Research and Development, 
the Foreign Economic AdmLnistration, the War i.~s.npov~er Commission~ and others° 
Those I have mentioned., i thinl<, are the most important ones. ! believe 
you have been hearing about them. .if you have not, Z "m~ sure you are going 
to hear a good @ c a !  more before you are through. Then, at the third level, 
were b~e Army, the Navy, and the Air Forces° All these agencies had to be 
w~oven together into some kind of operating oattern. Tn~.ot' -~ ~robab]v,. . . . ~  ~ o r e -  

sented the most ' .~ -'- • mport~.n~ single a m~nagemen-~ problem that existed throughout the vrar. 

This organization rras big9 J.t -~Tas spra~Jling~ it ~,'as in many r~'ays 
wasteful of manpoT~er. It vras an emergency organization. A!nost all the 
bodies I have mentioned rJerc emergency ar~encics. There were continuing 
agencies of the Goverrmlent, of cot~rse, tb.%t had important ~rartimo respon- 
sibilities. There was scaroe.]c.~ s~ly so-called "old'line" agency that did 
not have m~.y ~ar 8uties to perform during the ~.~arj from the State and 
Treasury Departments to small agencies c~d bureaus like the Bureau of 
Standards. But the main component carts of t]lis wartime economic mobili- 
zation were emergencTr organizations ~. I think~Te are going to have much de- 
bate in the next few months about whether old, continuing agencies are the 
best to carry out emergency duties, or ~'rhether there ought to be separate, 
newagencies to carry them out. 



Our wartime orgsnizat'.on)~fased primarily upon emergency agencies~ 
did a lot of creakJm.g,> T have a].ready mentmone..., a fact you are v{ell 
awsa~e of~ that there were many verbal battles ~ ~iifashinzton during the 
war, i am happy to say they ~ere all no~ bet~veen the ar~t:ed forces and the 
civilian agencmes~ The civilian a~sencies had a great deal of ft~n fighting 
smong themse!ves~ There were some first-class sq<~.bb!es in this term 
during the war that never involved anybody in "mniformo There were squabbles, 
for example~between the War Production Board ,em.d the Na%ionai Housing Ad- 
ministration, maC. very bitter battles be~:~-een t~:e V,~sm Production ;-3osa~d ~md 
the War }~anpower Commission° On occasion there were some controversies be- 
t'.teen the OPA and the LTat'onal Ear Labor Board that did not get very much 
attention° And there were some ve~-y mice battles be-~,'een the OPA and the 

~, ~ • . ~..~ IFar Food .~clm_.n~strao_ono So there vras a lot of creaking and, a !or of 
groaniz~g that went on ~m this wartime organiz~tion,, 

I think it is Jmportant to look nero soec~£i~a~ly~~ _ , ,. hovrever~ at some 
~l]IS ofga~.!~za ~,,on as of the problems that a~:ose at the various levels of ~" " " ~" 

I have briefJy outlined it,to 3<ou, At the presidential !evel~ as _- have 
said., the two most important asencies ~'rere the joint Chiefs of Staff and 
the Office of 7Iar ~'~obilization ~<d Reconversion. Vfithout much question~ 
the most importar~t single problem that vre had constant]~r to face here was 
the problem Of the relationships of these aCencies and of the mndmvmca:a±s 
vrho r a n  them t o  t h e  Presmm.en.,,  T h a t  :'s~ a _ o n ~  c o n t i n u i n g  p r o b l e m  t h a t  
e x i s t e d  b e f o r e  t h e  wa r  h a s  exis - t .ed  s i n c e  t h e  war~ i t  i s  n o t  an  e a s y  p r o b -  
l em at any time to settle. 

It is a little difficult for manor o£ us  in %his co~t~g to m~derst~nd 
the distinction, be~veen the President and the Presidency as an ~stit~..- 
tion, Today there is not much q~estion aboat the fact that the Presidency 
as an institution has become tremendously ~@ortant to err ecor~omic and 
political wel!-bei~ in this co~.tz~ The nrob!em is just herr the Presi- 
dency as s~n. ~s~m~mon is goin 5 to onerate :Ln ot~ s2rstem o£ governmont~ 
There ,are no .final o~m-rers :that I !mow o£ to this ov.estion; nor .have I 
ne~r~  t h a t  an~,bo~<y e l s e  knows o£ ~ .yo  

The Presidency is headed b3 ,~ a single individual. His position is 
<mique among systemsof government. The Presidency is an ilidigenons pro- 
d~c%~ it seems to me~ o£ this co~nntry and of our historical deve!ooment. 
The difficulDy is this: How far cs~n we go in institutiona!iz'mg the Presi- 
dency and still not harbor in the organization rivals-tothe President. 
If you will read about the Presidency at different tL~es, or the Presidents 
of different times, you will find that no President can ever afford to keep 
an active rival in his o7~ £smi!y. It vrill cause discord; it will cause 
all ki-,~ds of troubles. One of the things that interests me most in Sher- 
wood~s book on Hopkins is this: II~ ~. Sherwood s~zgs Ho.~kins really became a 
good, trustworthy presidential assist::m.t vrhon he had recovered from one of 
his early sick spells but reaJized he was too sick a maa ever to try to 
run for President himsel= ~. Apparsnt~ the only wa~ ~ we can get some man to 
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~ork loyally and carefully around t he  V~nite House is to have him in the 
last throes of a mortal illness. 

Yet this is scarcely a management prescription. Maybe it is the 
best we cando under the circi~mstances. It just is not 5ha the cards, it 
seems to me, ever to expect, on an individual personality basis, to place 
around a President strong persons who could become potential focal points 
of political discord, ohic~nery, jealousy, and manipulation. I amnot 
above suspecting that what many of the people with the prescription, "Come 
on boys, let'sreally get a strong man up here," want most of all is dis- 
cord, jealousy, and a creeping paralysis. They are not so much interested 
in accomplishment as they preach. That is just my ovm observation. You 
may take it for what it is worth. 

That was a tough wartime problem, it is a tough "cold War" or "hot 
peace,, problem,-whatever this is we are in now--and it is going to be a 
tough problem ahead of us. 

~/ way of perspective, ~ have been reading during the last couple of 
weeks a histo~r of the Civil War. Nore particularly, ! have been reading 
the Sandburg and Randall biographies of Linco]~]o I was ve~ much interested 
.in watching the ways that Lincoln, as a wart~ne President, had to meet the 
same problems that ~,~r. Roosevelt had to face in the forties and that some 
Presidents tuudoubtedly are going to face in the fifties. 

I don Tt know any pat solution, encept, as I said a moment ago, the 
last throes of a mortal illness, to settle these problems of work.~ng re- 
lationships at the presidential level. It seems pretty clear that those 
working relationShios are going to be of vital imoortance. 

There are other anm~rers. .If vre knew all the details about the re- 
lationship of General I:farshall to T~. Roosevelt~ I suspect we would find 
there one possible pattern of relationship. That relationship has been 
hinted about yet it is apparent, for instance, that General Narshall is 
not going to say anything more about it--he is that kind of z~. It is 
obvious that ~. Roosevelt is not going to say anything about it. And I 
am not sure we are ever going to know the details of it. ~t that relation- 
ship was made possible, it seems to me, by the fact that General ~farshall 
is the kind of person he is; and that he was in uniform, had the long tra- 
dition of the m~iform about the proper position of a military adviser, ~md 
~as very careful to stay in that role. It is inconceivable to me that a 
General ~cClellan could ever have operated--he never did--the way General 
~rshall did. It is too much to hope that a man of General ~:cClellan's 
over~vhelming ambitions could have or would have operated in that way. And 
~'rhen you get a civilian in there without that militia7 tradition, and es- 
pecially a civilian vrho has had a considerable political career, you have 
a tough problem on your honds. 
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The second big issue at the presidential level relates to the exact 
amount of au%hor_~ty and responsibility and the de~ree of detail that shall 
be decided upon s~d performed at that level.~ The experience of the OV~q~{ 
is exceedingly informative in this respect. I think Justice ~nes' de- 
cisions on this score we~e excee@:ing><~-Wise decisions. The whole philos- 
ophy of how he conceived of his Office .o£ War ~,~obilization is very well 
set forth in the little book by }A ~. .Somers. ! v~iil leave it to you to read 
that. ~ o~m feeling is that the prescription that Justice ~nes had for 
his responsibilities was the k~nd Of prescription that is quite vrorkab!e. 

~iil sum it un in this v~%7: it is very hard, app~entJ$, fora high 
echelon to behave like a high echelon. In lar:~e part I think Justice ~.~nes 
did. 

:~nother part of the problem was the relationship that was to exist 
between the high agency settling some of the economic problems o£ the.,war 
on %he one hand and the Joint. Chiefs of Stsi'f, which vras concerned with 
the military strategy an9 ooerations-of the ~<'ar~ on the other ~ ~ ~--" !~n~. ± • ~...u S 

had to be worked out mostly en-a personal basis. I think the wa ~ General 
!.,{arshal!, agaffn~ in large part~ as the dominant persona!it~/ on the Joint 
Chief of Staff, was able to work out those relations with Justice ~rnes 
on a purely personal basis led to many o£ the satisfactory arrangements that 
¢.id exist between the two agencies.. That was another one of .the trouble- 
some Drob!ems, and I think it is going to be a continuing troublesome nro- 
lem in the management o£ a war%ime or prewar mobilization experience. 

A% the level of command'..ng the reso~rcos o£ the !'~ation a nr~uber of 
~rob!ems arose. Should the War Prod,.~ction Board have been a "o_g~er~ agency 
than it was? Did ~.~o Nelson make a fatal mista!<e in !ettinc the ~ar Feed 
kdministration ~.d the Fetroleum Adr..,_l._,.str~-~t.Lo.... ~ ~ " o " ~ for -~ar ~et avrs~ from him? 
Should he have ~ept ~" price control within his agency? Did he make a mis- 
take in lettin~ some of the other ~,~c~os,.~,,~. ~.~ ~ot ~vay from h~s.._ centre!, 1~,~any 
people have been - ~-~ ar~u_._~g about that, and a n~mber o£ the books that have 
been vrritten since the vrar more or less take the position that ~,K ~. ~" _,'~ e ± son 

made fatal mistnkes in lotting these other civilian agencie~ grow up siong- 
s i d e  t h e  ~"~ ~,~r P r o d u c t i o n  B o a r d .  I d o n ' t  s h a r e  t h a t  same c o n v i c t i o : ~ .  M a y - .  
be  s o ;  me,-be i t  r ras  a m i s t a k e .  B u t  so  f~:~..'- a s  .! cou ld ,  e v e r  s e e  i t~  i t  
l o o k e d  : to  me a s  t h o u g h ,  f i r s t  Of  ~ ' "  ~.~..L, the War Production Eoard b~d a pretty 
big bob to do in the rsz'r Jmterials field. It !ooked:to me., also,.as ~.~ it 
was a job which was too big, a good..part of the time~ for the men who were 
in V~B. _..o~h~, had enough on their hands, cmd I think that ~e+.¢,~,= ---=---o some of 
the other things got. array was"the exoedient thing to do. 

You know,- ~ must till[ like this-because the ",'TP.P_: boys have done-all 
the snout-~.ng so =ar, ~mid the Army end of rods% of this "- -, s~or> aas been little 
heard of. So just discount par;% of ~.d~at ! s&~,. 

The V~PB had a verv big job all through the .war, tvithout any question~ 
and % think by the end o£ the war i t  ~',"as handling that ~ob pretty v r e l ! ,  
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But these other agencies did 0eve!op, and there ma~. ~ v~ll be similar ores- 
sures for other agencies i'ke them ~n another experience of this kind. 

Another problem ~,:ras how these agencies were to be related to the 
military. There has been a good deal of debate since the end of the v~ar~ 
as a matter of fact, about whether the V~PB shou].d have .taken over military 
Drocl]l~en~ent. To me, this is a zan~as'u!e debate~ but it is sti.~., ~o~nc on 
and there is exoerience--not in this country but overseas--of a different 
arrsmgement . 

In Britain~ for ins5ance, there were t~.ro civilian ministries that 
took over most militar?- procure~.~ent responsibilities dtu-ing the last war. 
These were the ~{inistr~r of Suppi~, ~vl%ich did mtst of the purchasing for 
the British Army~ and the ~.(inistry of Aircraft Production, ~.rhich vras a 
civilian agency %,hat did a]mnost all the nrocure~ent ~;~rork for the Royal Air 
Force. The'Royal Na~-y hmqg on to its procurement job pretty much through- 
out the war, although some of it has been'taken over by the };[inistry of 
Supply since the end of the ~yir. in fact, the chief civil servant in the 
~(inisbz~- of Supp]:g in 1947 told me that, outside the P.o~ral ~.~a~r letting 
contracts for warships--and Britain has not been building very malqy of them 
in the postwar period--the llinistr!.:r of Supply then boughbever~jth.i~g -~xcept 
those items dearest to the heart of the nacre Of cov~se, ! ~yaqted to know 
~hat those items were, and. be'informed me that they 7~ere four or five in 
number: rum, cutlasses, rope, and h~ocks.~ Apart from those items~ most 
of the navy procurement in ~gland has been taken over by -blue ~.Iinistz~2 ~ of 
supply, 

There was a move in Germany from early 1944 on to nla.ce ai]. thepro- 
curement operations for the C-er~an armed forces in a civilian agency, and 
it apparently ~mrked pretty well. The ~eak deliveries of mi!ita~5~ sup- 
plies in Germany vmre made in September 194L--that near to the end of.- the 
~-rar. There ~,~ras a rapid collapse after that. But the pes~k deliveries 
came as late as Se.otembor 19L4 and came under the direction of a'civi!ian 
agency. I think that is to be explainod largely ~ terms, again, of per- 
sonalitios--in terms of the personality of Alb,~rt Sveer, ~i~o was the head 
of 5he Ministry of Armaments and Vfar Production. It is to be explainedj 
also, by the fact that there ~ras a long tradition in German armed forces 
~yhich belittled the importance of Droc'~.~emont ~a>.d suoplv operations. We 
don~t have that tradition, I boliove~ in this country, ~ich fact creates 
a different situation, 

I don't doubt that ",-~e are go.in S t o  have some debates a~ain and ~'ri!! 
have to resolve some fundamental issues about the relationships be~yeen " 
these civilian agencies controlling resources and the military agencies 
doing the direct procurement operation. Those relationships are pretty 

4 ,  - t ~ T  " sensitive. They are p~et~,~ difficult to adjust ant to arrange. The~, call 
for constant attention, for a great deal of patience and forbearance on 
both sides, and considerable good. Trill. ~any'times d~ring our ~7orld War I! 
experience that good "~7i].! ~.~as not forthcoming, in high places particul~r]y. 
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I cannot leave this brief discuss,_ion of these v,:artime control agencies~ 
however~ without sayzng that i think &.~ g~a-~est fail,re of"al! ~ was in 
manpower control. I think everybo~ v~il! say that to you d~i.ng the co<uose 
of this year~ so ! am not announcing any great~ nov; d:Lscove'_,~ But it v~,s 
not so much the fault of the or~emization of the ~ar }~,[anpo~ver Co~,~iss.~on, 
it seems to me~ as it v~as a matter Of fundamental policy that was never 
resolved at ary time d,~ring the vzar, and a matter of oolitical pressures 
that w e r ,  e brought to bear. 

I th~qk the single greatest unused manpower resource that we had 
during World V~ar II v~as in o~s~ r~a~al areas,-on our farms. This is the 
v~a~ I ~in fr]ends~! and ~'infZuence'~ the American Farm Bureau Federation. 
None of ~r agricu!t~ra! friends Will love me for this. That does not cause 
me to lose any sleep. O~u" Political organization in this country is so 
arranged that o~r politica!~Drocesses tend to overrepresent rural areas as 
against ~cban areas o Our' agricultural production is so organized that v~e 
get about 80 percent oz o~r production from about 20 percent of the pro~ 
duci~g t~nitso Yet the small ~n~ inefficient producing ~mits, for various 
reasons, are kept in existence--kept in existence many times by the policies 
that o~r Federal Goverr~ent has to p,~sue as the consequence of political 
pressures. The very essence of politics is gro~-ps struggling ~-~ith other 
groups. The agricultural groups have done pretty v~ell in their struggles 
v~ith other groups in o~m society. This uas, v~ithout any question, in ~ 
judgment, the greatest si~.glc manDov~er resorz'ce of V~orld V£ar iI that ~-ent 
underutilized throu>zhout the war. 

And heaven help the guy uho ,:rants to tackle it in the next war: He 
is going to have a red-hot pots~to, Soma peop!e think that the toughest 
job of the vzar yeas administcrih~ price controls. T!ioF don't knou ant~th:/ng 

I ." about agriculture. You must kno~v ~ometn.:.ng about our agric~Itural policies 
and our agricult~rai organization Ln this country if you ~wnqt to knott some- 
thing about really difficult problems. 

Organizat'.on cannot settle a problem of this kind~ and the need ~vi!! 
have to be very much more severe than it v~'as at ~y time in World !'Var II 
before v~e tackle that one---before ~ve have ai%~ leade_~s, i suspect~ ~vho ~riil 
uant to tackle ire ! tell some of my students that, if they re~i]_y ~:,'ant 
to find emplo~u~ent v~here they ~-~il! be safe from the draft'board, they 
should g~ out'on the ~ ~. "If ~' • arm. ~mat is your goal in !ife~ go back on the 
farm~brother, and you are safe'" Yo~ may discount my vehemence on this 
score, too, 

The isSue of hov~ £ar controls arc t6 go in Our econo~y s~n~ ~rhat kinds 
of controls r,re are going to use presents some basic management problems 
that r ~ ealmy ~ount to the need and the ~ .~_ cou ..... ~,~ :to ma~re imoortant and basic 
dec~-sions. 

At the military J_evel~ the third of these levels I mentioned to yoU, 
vTe had three separate mi!ita~ procv~emont orzanizations during the vicar-- 
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the Army, the ~a~r, and the Air Forces--and t~:ere was a minim~m mmo~mt 
of collaboration and cooperation between them, althouzh there was a lot 
of exchange of information on a more or less individual basis. Nothing 
amuses me more than to read in'the IVar ProSuction 2oard's official history, 
and some of the other accounts, about the Army and Ya~. ~ ["[~mitions Board. 
The story looks very good in orint, but I can only say'that after the most 
diligent searches during, the Q~ar, from inside the !h~Z, I was never able 
to find it. I tske my hat off to the historisms Of the lTar Product_~on 
Board if they have been able to locate the Army and Navy ~<~cnitions 2oard. 

The best report--and there is an official report--dealing with the 
relationships on procurementproblems between the three forces is the so- 
called Draper-Strauss Report, prepared by then Colonel, later };%djor 
General, William Draper, work:i.ng out of the Under Secretsa,y,s Office in 
the War ~Department; and ~.dm~r~l ~ewis Strauss, then Captain Strs.~o.ss, 
working direct34~ outof }~ Forrestal,s office in the ~.Ta~. That report 
is in multilith form~ I believe in three vol~q~es, and was published by the 
Adjutant General,s Office near the end of the war." I "-am. sure there are 
copies of it in your library, You wml! find there, I thio/~, a quite ade- 
quate record of the proour,~ment interrelationships that existed bet%?een 
the armed forces during the ~Tar. 

! want you to bear in mind that at no time d~ring the v.mr did we hate 
any such agency as the present statutor~ ~. yi~itious Doard of.' the Deoartment 
of Defense. So how the Zunitions Boar~ is going to ~xork in relation to 
the three armed forces is a kind of ne~-~ ~ nrob!em on ~rhich there is no .V{orld 
War !I experience of Shy importance to dra~ uoon, outside some of the things 
to watch for. " 

! should add one other thing here. ~$~ wartime loess firmly believed, 
and still firmly_ believes, tL~.t~.~ there smou~d~ ~ have been a fourth force 
created when unification took olace; that ghero should have been a supply 
force for all three of the mii.i..tar~j services. I am not s~n~e about that. 
I am not so positive on that score as he is, and "r havQ a good reason to 
be suspicious. 

A lesson ~~e learned in the Army Service Forces--at least I learned 
if-came from the experience of the Signal Corps. The Signal Corps had a 
good deal of difficulty from time to time in organizing its proctu~emont 
operations. Finally, in order toprocure its radio and other communications 
equipment that ~-~ent into aircraft, it set up a single procurement office at 
?/right Fieldj ::forking very closely with the Materiel Comm~d of the Air 
Forces. In 1944 General Arnold raised the question: "Since this office is 
concerned solely with the proct~romont of air materiel, ~'hat is it doing un- 
der the Signal Corps, and why shouldn,t it.be under the Air Forces? And 
since it is located ~'~ ~ l~hv here at Wright Field and all the people are here, 
why shouldn,t they just be transferred from the Signal Corps to the Air 
Forces?,, And they wore. I always figured that the Signal Corps made an 
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organizational mistake. 2 don't _~ow whether or n~t %he Signal Corps 
-~anted to keep aircrs!"t communications proc~'ement~ but let us assume 
that the Signal Cor.~s has the same feelings that any of us.wou!.~ have in 
an administrative positiop--rre always wan% tO keeo what we have sad get 
a little mere i£ we cap.. On that ass~,mo'bio:..:], I figure that the Signal 
Corps onl!ed a boner; that it s:~.ply went out and asked for trouble. 

If th.e armed forces were to create a single service for ~roeuremen% 
operat'.ons~ it would be a lot easier to transfer that to a civilian agency 
than it wo~Id be to ~ * " __ co<, mt a~] out o. + the complexity of the Navy, all 
out of the conplexity of the Air Force~ and all out of the complexity of 
the A~-m~,. I am just .... ~,~.~...= -~-~.~., a!o~g_. ~ a litt].e advice for whatever it may be 
worth. That is just one of the reasons why I am not so s~re about that 
particular ~rescriotion of ~! former boss, although myadmiratlon of and 
affection for him is great. Of course, if I had a d~ferent point of view 
and thought this whole ~rocm~'ement operation ough~ to be snder civilian 
direction, then ~ ~ would be a very hot enthusiast for s. seoarate~ sv.~o!y~ 
force, 

As i said before, we had three separate proe~mement organizations in 
the militr_my services. They had msny differences~ disagreements, and 
qUarrels from time to time° There was a good deal of competition that went 
on~ a n d  d o n ' t  l e t  a n y b o d y  e v e r  t e l l  y o ~  o t b . e ~ : r i s e ,  N o b o d y  rro,al.d e v e r  c o m -  
m i t  h i m s e l f  on  t h i s - - i  w a s  nero ' ,"  "~.ble t o  g e t  a n y  k i n d  o£  a d m i s s i o n  f r o m  
a n y b o d ~ r - - b u t  r c o u l d  n o t  h e l p  b u t  s e e  i t  many  t ' . m e s .  The,~e w e r e  some f o r m s  
of cooperation~ and some%J.mes we were comae!led to .cow,men arrangements, 

~ ' ~  Jn  my j u d g m e n t ,  t h e y  ,-o.~.,.~.y~-~"~ ~ c a ~ e  w h en  t h e r e  was  a but they came hard~ ...... ~ 
crisis of some sort. 

The three forces many times had auite different organizations and 
quite different proced~zes and policies~ and they created, difficu!ti~,~So 
}low we can get around that situation is another management problem r;e sme 
going to face--if .it, is de -~ 7 to g~t around it. I am not sO.ggesting 
there ought to be a standard prqcu_~ement operation for -the Army~ Na~r, and 
Air Force° ! don't believe that° ! think there m~.st be dif.ferences, But 
don't ever be.little the dirficuit".cs created by .these differences and some 

o£ the complexities, they crcate o 

! can il!ustra%e just one kind Of difference by th'.s ~e.:_~= sto~zT. 
Back in 1948 I was associated in a partier, lc.r ep..tcr~rise with Strl~ve 
Hensel~ who 7;as first General Counsel and. tken Assistsmt Secretary of the 
Na~ ~ during the war years. 0no e'?ening at the hotel room we were ~rt of 
reminiscing ;-:bo<~,t various matto-rs. ~..,~. Hensel leaned back in his chair 
and said.~ "John~ I Want tO ask you a cuestien seriousl~', Do you believe 
all that g~ff about the Army staff system?" Of courso~ that rras a good 
way to get me riled up, %rid i wanted to know what n~as the matter. He said, 
"I used to have long debates with Bill Harbury about that st~f system on 
procurement operat'.ons over in the-Army~ ].,Tarb~ry is a good~ intelligent 
larm~er, i-[e ought to knovr bettor. But !'[arb~my ko,~t tryJ.ng to toll me that 
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the staff system in the Army work.edj that he could sit u 
General Clav,s ,~.~,-,~ ~ s ........ -. ~ . . p there in 

. o ...... ~n~ ~'~,se proc~remen~ regtu.atmons, determine the 
legal aspects of contract negotiation and renegdtiation, and settle a lot 
of basic policy matters~ and that th~ technical services would then carry 
them out.,r Ig ~. Hen.sel said, ".You k~ow, I just don't believe that° That 
is not the way we did it .~ the Navy ~n the ~ ~ 

• ~ene~ ~..! Co'a~..sel's Office 
and. when ! became Assistant'Secretary of the l(a~..-, E had one of my men 
down in the Burean of Ships, or in the Bureau of Ordnance, or in the Btu~eau 
of Supplies and Accounts, and he participated in the uegotia%ion o£ con- 
tracts° None of thxs business about my" just telling them the policy they 
ought to follow. None of this business about ].ettL~g them come up with 
a completed cont:.~act for approval when it was ready for signature® ~Ye. par- 
ticipated in the whole negotiation process so that when the contract :'ras 
completed and the app.rovai was put On it, ~~e khmer what was in it~ and we 
In%ew what we wanted. That's the wa~- we operated in the ~a-~ " 

.~, ~ - ,  he said~ 
"and I know it wa,s an effective ~,'av to o~erate. I do~ 't out any ~+.~ ~ 
the sto~j abou0 ~ne wa-~ Pi'11 ~r~J]~ ~ -  • ~ -- "'~ ~ .... ~' 

...... ,~ ~ u±c Lne same 3o0 ~2ader the Z:irec%or of ~aterie! of the Army Service Forces,,, 

Well, it is just a diffe~-enoe of point of view. You knew, there is 
a long history that is n~ost fascinating about Secretaries-of ~ar sa~-ing 
that the stgff s~rstem of the I~.~y increases their contro!~ and Secretaries 
of the'~,Ta~/, with particular vehemence on the part of such a one, for in- 
stance, as Josephus Danie!s o£ World ~ar !~ saying that ~ theft had an 
Army system in the Navy~ the ~,Tavy-r~ould not onl~r go to h---, but there no 
longer wo~id be any ~nfluence left for the civilian Secretar~-~ So dif_fe~. -- 

d~2ferent,ences exist ~andThereit isareve~/traditi°ns~ ~ ~ and ~.ethods of _procedure that are quite 

e~-f~_cu;.t tO work out collaboration because of 
these differences. That is wh2 I say, don-'t ever belittle their importance 
or their existence~ because they will oonstantl~ be troubling you. 

The~e are just some of the pitfalls that we had during ~.gorid ]Tar I!-- 
pitfalls that we are going to continue to have in the ~ears %/~at lie ahead 
of US. 

Of course, we al~-~ 
--.a~.;s sbmug our snou!ders and say, '~fe!l, we won the 

war.,pride inWethedidac But ~ think m~y of us sometimes_ take a little too much 
comp!isb~nent of that fact and don 't always give enough 

credit to some of the other Darts of the story. ~" 
o. ~core ps~ticu/tarly, I 

think we had better bear in mind that~ yes, we won the war~.we won .that 
par$icular w~ under those particular circt~mstances and it d'.d'not take 
too much re~l, hard effort. But under different circt~us~ances, and ~d.er 
a greater degree of crisis---Z don,t see how we can anticipate a:~y other 
set of circ~stances.--we are ~ ~ to ~ ,  

than we had. last time° ~o~.g have lot tou..~ne.r problems to lick 

The experience o£ the war years is im.~ortant n.s ~ " " 
but any attempt slavishly to ~ ..... ~ .... ~ -~ . . ..7~ .~ lesson, as a guide, 

....... ~ .... ~ ~  or ~o ~mm~,e Our World ?/ar IY 
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experience would be foolishness~ Rather, what it seems to me ~ must 
do is to think of the fut~me in the best imaginative, intelligent terms 

• certaln amoL.nu~ 
we can. with a certain s,mo~n'0 of confidence, but with a " ~ ~ 

• • ~ ~ , but ~,'ith a t~~e - 
also, of flexibility; w~.th a certamn amount of pat .e~ce 

mendous sense of ur~encyo 

How do we reconcile all these desires? How do we geT. a ce_,.ta..n 
sz, lount of patience and yet a certain sense of urgency at the ssm~e time? 
The answer is that we need some tremendous qualities of leadership. I 
donTt mean leadership just in a few high ~laces ~-not just in the presi- 

• .,. -~- - levels not just in the high places 
dentiai levels~ net 3us~ ~ ~ h e  con~ro~ 
in the military levels .... but ! mean leadership all the way dora, through all 

levels o 

The most important part~ it seems to me, is that ure are constantly 
going to have to be aware of past experience and mice the best use Of it 
that v,~e ean~ but -~re must never ~et into a way of thinking that saFs~ "The 
boys in World ?~ar II were pretty good,~ They did a good job. Let's start 

. . are o,n'~'n~'~ to have to 
L T @ from where -oh% ~.ef~ off " ?[e cannot d.o that. We ~ ........ 

start from where we are now and build better, more sure].7~ and faster some- 
t~,.es than they did° ~ we have it constantly in ~ind that we are going to 
have to do better, I am one of those perennial optimists who think T:e prob- 

ably will • 

COLONEL BARN ~]S: This is 7on ~ last chance; gentlemen, in the organi- 
zation and management part of this or.~entau.;on, to challenge the speal~er 

on this subject. 

QUESTION: Dr. }~iillett~ in business there has always been considerable 
disbussion as to ~;~hether it is .more economical tO pay according to position, 
that is, set up the requirements of the position, set the salary accord- 

ingly~ and try to get a person comoetent,_ to fill it~a oreconceived°r to pay in o]:~uacc°rdanCeof 
with a s~ana,~ra. D~ the same tenon, in setting up 
organization for operation of the ~vartir0e economy, to what ex~eno do ~-ou 
feel a functional o,~ganiza-oion_ -. can be planned, ahead of.time~, with, respon- 
sibi!ities delegated to the various parts of the organ ~..za~m°n'~ Or ~:;ould 
you more or loss have to defer setting up the responsibilities tuqtil Vou 
see the quality of men you can get to :fill your organization and then 

build it? 
~. ~" am the sort of unortho- 

DR, ~[!LLETT: That is a tough qr.~s .,mon~ I of 
dox school of thought on that problem~ ! knm': many mansgement engineers 
in orivate enterprise who -rould give you a stock proscr~.o~-,-o in rcs~onseand. 
to that question Tn y sa~ ~ you should a~:ays build an c~ganization 
then fit people into it, i don't believe that~ I think that is not real- 

. ~ ~ n iz ~ t~ on, V~qat .~ - ,oortant th,~n org ........ 
. . . .  ~ - "  t h a t  o e o H ~ O  a . ~ e  f a r  m o r e  ~ : .~  - ~ . . . .  , - 4 ~  + ~ ,  

ms o~gsnmz tmon It . . . . . . .  -, ...... .~q ~f~ rrnt, and they ~ll 
gerber. And people arc o~ el" ~nas, z,z u.v 
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have peculiarities. ~ think we have to build a n  organizatio~ around 
people always, "-  

That does not mean that we should wait for someone to show up and 
then ~ " 

;Ju%~d an organization. W:e must recogn'.ze some definite e ~ ne ~ o_s L~or 
jobs t o  be done. I think that is v~r~ Js~port~t~ 7{e must recognize re~ 
lationships. I stress that because I think some of our pre-Vforld War "rT 
planning was deficient in not , "~" • -- 

go%~g further in t r y i n g  to specify re- 
lationships betm~een agencies ~cI ho~'r they %'~o'~Id have to ~ork together. 
We can do that, ~'Te can have a certain broa@ sense of needs and require- 
meats in an organizational sense. But my plea is~ don't be too unhappy 
~f the .~ie~ the~ does not ~rk out that way~ if you '~ 

" - - J . a T e  ~ ,o  m a k e  s o ~ n e  a d -  
j u s t m e n t s  and ch~u~ges in it~ and .-~ 2"on have %0 exoer~ment with it I 
think that has to follow. " " 

I don~t want to ar~t~e here the case of the Army S 4 • erv~ce ~orces for ,7ou peoole. Nobody b~ "-'~ 
- ,. ~ e  Ar~Z~ ~~d.ll do it~ so somebody from outside has 

to do it But it is ~ c . ~" 
• ..n ~onceivable to me that the Arm~ Service Forces 

could have lasted six months if it mad ~ot been for the e ~ ~ ""~" of p roona~m ~ 
General Somerve&lo I know the~,,e is still a little • ~ --,~ 

ar,oume:~,~ to this effect 
in the Army: "Are we going to have an Army Service'Forces next time or 
not?,, I am not qoing to get into that argon:eat now~ but I think a great. 
deal will depend on persona~i-b~ situations that will arise • _, 6 @ 

QUE-STION. Do you feel ~y advantages would have been gained if the 
Industrial },(obilization Plan of ].939 had been adopte@ and .later altered 
to fit changing conditions? 

DR. ZILLETT; No, i don't,, }%r reasons are political~ and T don,t be.- 
Zieve we ought to underestimate t~em,~ • ~o" ' " 

_,. t~,.mn= i,~, Roosevelt, ~<nder the circumstances of 1940 and with a ~ ~ "  
p~eozdent.~al election comffng ~% ~,~ovember, 

did not dare to suggest t;~t this country was commm~:.,e~_-'~'~--~ ~ to wsw. ! think 
that such action would have created that impression., and that he was de- 
termined to avoid that ~" ..p-tess ~-~.on. 

You can read i n  the Stimson memoirs ho-;; ~o Stfmson was soexceed- 
ingly unhappy atout ~;~. Roosevelt all during the s~mmer of 1941, because 
~£~. StJ~ason thought we ought to he fighting right then° I-le wanted war 
and he wanted faster action. ! s~mpaT/~ize with ~,.[r, St=.~mson on that score, 
but ~r. Stimson was not President~ add ~ 

~.~:r~ Stimson ~ras not concerned ~'~ith 
~'~hat ~v[r~ Roosevelt was rightly concerned with--whether the country as a 
¢~hole would support a ~;rar effort. We cannot overlook the importance of 
that issue. "- 

I 7rill cite once more something, t~la~' * was ver3,' revealing to me in 
reading about L~.coln, You ought to read what Horace Greeley ~vas saying 
mn New !~ork about Lfa~coln until the t~me when S~nter was fired on ~ The 
parallel is interestins ° Lincoln did not go to war until S1m~.ter vras C~rod 
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on~ and I don't believe he would have had a j~i%ed North behind him if 
~-~r ~ o~te, was fis:ed on. you c~not overlook -'-Jne 

he had gone to war ,~ ...... ~ 
political factor- ~ there° 

" - ~  ' ' T  ~ . - ~ - v d  
Qu~SI_.0J~" Y0~ left me in a u.,..u ~.. in the early part o£ yo1~r talk :,;hen 

you made a statement that the Joint Chiefs of Staff were given a certain 
percentage of the Nation's economyv~ith vZich to work on some particviar 
strategic problem° ~.~, question is~ I%%at body calculated that ~e~centage 

and what mechanics were gone through %o arrive at it? 

• mntere~tm ...... story~ and ! v r o :  ~ . t t  have time 
DR. } ~ ! ! . - 7 ~ , ~ .  That m s  ~ very " ' ~" ' ~ ' ~  

to give you all the detad~s, ou~ I can ke,~ch it very hasti-~Y ~or you. 

There is a pmuph!et about the requirements controversy that you ought 
to have in your library° !% was pre oared by what is knov~m as the Co~m~ittee 

on Public i@:~inistratio.~ Cases here in Washington,-, You c~ read -there the 
vZole story o£ thoreq-v_i.rements controversF~ .: did not think the soo y is 
auite fair. I told that to the a~.thor mud was given a chance to co~mment 

- - ~  result of the comments I made, and 
on it~ He did change some ~az us as a ..~ 
it is a pret±y good story, but it still has some of the anti-Army bias in -~,. 

. "  -'- i n  ~r:,_e 
, ,~ ~ v vfna% ha~r, ened was that a certain grcu~ of eco.~omms~,s 
Rou~I I~ ~ . . 

p!an~'mg agsnc~r in the 7~ar Production Board added ~:.? t h e  programs o£ the 
Ar;~r~ the Na~T~ the Air Vo~oes~ a~d the United S ~÷~ , - ~ a r i t a m e  CoP.mission; 

- ~ i943- This 
t h e ~  said t rk,  se  p r o g r a m , s  vrere beyond o ~ r  capacJ.%~ %0 ~roduce 
was done in ~he s~mmer and " ~ . ~ne~ ,3he controversy be- 

' ~ , ~  how it ~vas going to be  
gan about he~; much our economy co'ofd produce a~.,~ o 
divided among the armed forces, it vras setbled even%ua!l,Y. There was some 

~mscuosmonso The controve~ ~o, went ~ to the war ~odO.c:bion Bos~d 
vigorous ~" " " " ~ -  p a n , u , .  ~on for the Arm:<~ } ~ ' Y - F o r r e s t a l  

" ' e ~ , ~  ~ : e q s o n ~  ~ , ~  " ~ " ~  as a board. Tner were :_. • ~o~outs right-hand " 
f o r  t h e  N a v y ~  a n d  G e n e r a l  Some.twe..:l  wen% aqonr~ a s  P a t ~ , ~ - ~ ' ~  , 

' "  r much %o the surprise of everybody~ 
o ~ _ ± l o l a . ~  iqLStO y sa~rs~ " man° As the %_PPC ~ . . . .  

it was General Somerve]l who proposed the so!ution to the prooiem. There 
is that nice, handy bias again. The soluticn was this: General Somerve!i 

said that if _V~o ~.;e-son bel;_cve~ this was the ~"~ .... +" n he should co~m:i-- 
a.:~ ~,~s desires about the size o£ the direct war procure- 

care his opinion ~" .... "" n it lc tie r 
m ent program to the Joint Chiefs of ota:i. }A~ .-,else did in a. 

• " "~e t h e  J o i n t  " committee mnsm~ to A&mirai Loahy~ and it was adjusted by a 
Chiefs of Staff. A !etter'of Leahy's vrer._t bac!: te •Donald ~,~!,.~on on abo~t 
the first of December 194,2, reducing the military procurcmd~t ..... ~ s  of 

4T~4 4 - .  !.,-,~,~ ~s set by ~;~PB. , 
the Army~ the ,.~a y~ and the Air Forces within the 

That is the vcs~¢ it was done. ! think that was the most 1roper%fret 

single decision that was made in. the economic fio!d in ~.~or_,..d !'far Ii~ and T 

think the i,.nportance of that 7fnole episode and o £  that par~:icul aa~ decision 
has not been given anything like ~;ne attention it really:" deserves. 

The ~- tOcknioues that Were  Use<! w o r e  techniques of national in- 
e C o ~ o m - . ~ ,  -.. . 

come a c c o u n t i n g ,  w h i c h  h a d  b o e n  d e v e l o p e d  o v e r  r o c o n t  ~ 'ea ' ,"s .  The ;nan 7rmo 
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did the basic vrork ~Tas S~non I(uznets of the University of Pennsylvania, 
who is probably the most outstanding economist ~ the field, o£ uational 
income analysis~ , ........ . . :. 

QUESTION: Dr. ]'~,{il!ett~ 7<ou mentioned in yo~,r discussion poss£b!e. 
futra~e contro~ersy over military-versus-civilian proc~n~ement in the future. 
I wonder i£ you v¢ould like to comment on whetLer or not we have circmn- 
vented that by placing a civilian at the head of the !,[~mitions Board? 

DR. }~!L!gTT: I don't thi~k so--at least I doubt !to I think the 
issue is go.4r.g to s&-ise again if we get into a position where we put some 
reck strains on o~x' economy and are goir~g to have to impose some very real 
controls and lJ~itations m~on consumption by the civilian Dereliction. Then 
I am sure t2~is whole ar~mtnt about waste and duplicaticn sa~cl the military 
services havJng %oo fsncy ideas of what they require is going to arise 
again, just as sure as ~- am that _T_ am stauding here. 

There are ms_ny reasons--,! won't try to go into them now--why military 
procm~ement ought to be kept in the armed forces° B1~.t ! think if it is 
goin~ to be kept in the armed forces, a great deal of real effort is going 
to be required in the armed forces to do a procurement job that is real- 
istic and from which the gra~ has been pretty well squeeZed. Any real 
scandals inside the procurement organizations o£ the Armyj Navy~ and A.~ 
Force are going to ruin us all, looking at it from a military point o£ 
vi eT.f., 

QUESTIOb, T~. Dr~ .}~.llett, in recent years we have seen a considerable 
increase in Federal employees, and the costs have gone up. In the next 
war, if we allo~r these .established bureaus to handle mobi!ization~ do you 
think there will be any chance af~r the war of reducing. this large bureau- 
cracy and its cost? And do you think it is.'a trend toward .socialism? 

DR. ~.{ILI~TT~" You really want .ms to cut my throat. I will anm~~er 
only the first part of your auestion. LTo. To answer the. second part of 
the question will take a wiser man than I. ' • 

QUESTION: Doctor, you mentiohed the rcsu!ts of the decision with re- 
spect to the division of Our nationa~_ resources~ 9ieo Was there sJ~ii~ ~ 
impetus, placed, upon the ~mv._smon"" ~ " of. our manpo~;-er - at that t'cne? 

DR. ~v~ILLET.T ~. No~ That was one of the greatest mistakes and one of 
the greatest deficiencies~ in my judgment~ .of thewhole stery~ The Army 
vras under very hea~-y attack in December 1942 and Januar~r 194.3 about its 
manpower requirements° Vfe ~Tere then ta)Jd,ng about an 8~8-million~.man Army, 
and vre were brought m~der very severe criticism in Congress about the size" 
o£ that ~'my, because o£ the man.~o~:rer pinches it vras creatiZ~.g~ in. the end, 
there ~~as no formal decision and-no legislation was enacted~ with the eo'~- 
ception of some legisZation a little later deferring ag~-icult~zral vrorkers 
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from the draft, General I'~arsball did lot it be kmovm that the size of 
the Army would be reduced to about 8 million or 8°I million, mud woOld 
not be of the size originally intended. So -'0here ~~as that decision, which 
was just General Iv'iarshall's and the President's~ and which ,:ras circulated 
by- the grapevine all over Washington° There were no more forma.% hearings 

- , . .S  ,~ o . e  o l L~  , - - and no for~"~l consideration of the 4 ~. in political or a~h~TLnistrative 

pr6cessos. 

QUESTION: Dr~ l~iU_iett, in all our read'.ng end vfnat w e  have heard in 
the past tyro ~..-eeks~ ~,Te ha"~e seen and heard of the oewi]dering frequency 
with which th3 Vforld War Ii org.mization was changed. We knovr~ too, that 
we had a number of very gooa .... <,n---men with leadership sm_d judgmont~ Is" it 
~oossib!e that: t?~ey may nod hs.~e received the requisite support? Bj- "smpport" 

mean not only men and money~ but moral support and general m~derstanding 
f~om the h~ob,~ ~+~i-,x-~s Wou_Id we nerhaps have made greater haste by 

m~.~o~e those modifications too precipitous!y? not having been so ready %o ].lave ~" 
Could %.'~e have given %.h~so organizat~.ons greater time %o sh/:o do};m sad come 

out v~.th a auickor and better rosul*~? 

DR. ~,L,LT_~=T~. That is a vet5 ,~ .=eed qUcstion~ but I don't knov~" that 

anybodTff can ans~ver it. lam s~ro I can't~ 

Sometimes it looked to me as if [,,._~r,, Roosevelt Tras too pazient before 
making changes--for ".nstm~co~ in the controversies out of Yrhich evemtua!!y 

~co~:om_c .,.~¢~m.~.n=st~,.t~-o~:~ That problem did not involve- grow the'Foreign ~ ~ " .... ~ .... - ~ 
the irmy~ the Navy, and the Air Forces at all. Ire finally got a Foreign 
Economic A4kmfi-nist~-ation that was a considerable improvement over %/le various 
arrangements -that had existed nrevious.iY~ But it took time and it book 

o ~ - Foreign Eco- experiemce to demonstrate %,h.~t ~ve could have ~ometn._ng _,__~:e a 
• " - ~ n it would be an 5mnrovoment over t~e situation~ nomic Admmn.mst~. a$.._o and that 

organizational.ly~ that had existed before that time. 

I~ is true that many times there was a certain amomlt of {:~_b¢~tience 
that grew um and had to be recognized. Take },~ ickes ~ determinationthat. 
he was going to have the Petro!e~m~ ~kdminisora~mo-- for War'in has hands a~.~d 
that he was gofm, g to exercise that oo~ver in his oYm right~ and got his ova 

.~a/qoo ~ directive from the VP.;.ito House tO do so. Under the circums+ o andvrith. 
the ~ersonalities involved there, I think that action was not precipitous, 

. . ~ . , , ~ . V . . - L @  S aS It %','aS probably pretty good,, Y fi%h iI~, ~ " an administrator %o carr.y 
it out, I think the Petroler~m. Administration for 7far was one of o~ ~ really 

top-notch successful c~fo~mances in World W~ ~ If, ~vhybe I exagge~ ~a%e 
what a good job it did~ but my impression certainly %Tas tho.t it did a- 

fine $ob~ 

That does not nn~.ver your qucstion~ but it is as nearly sm easy;or as 
I cs~ give you~ Keep asking yourself that all this year. It will be one 

of the nice things you c~n think about. 
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COIO~L BARNESJ -ere have about two or three minutes, Doctor. 
7[0uld you care to say chat you thi~k about the oresent statutory orzani- 
zation? That is a suoject of a~other lecture, of course. 

DR. !{!LLETT: I vras afraid somebody would ask me that, Colonel~ 
I can weasel around that in several ways. _: kncvr some people who think 
t~at s uatutorj agencies create many d.'.f~..cu_tmes because they tend to be 
sor~ of " ~ "• -I<~ mnfl~xmo.~ and are not so easily and readily ad3usted as agencies 
created ~r Fxecul-ive order~ I think that is probably true where you ~Jant 
to do a lot of experimentinE~ and in a v~r ~xoerience you do have to rely 

cons_~ .... ao_,_e extent on ~x ~er~_mentation~ On the other ban4, there are 
certain advantages in a. statutory arran:zement ~ Our s)~stem of gover~.ent 
and otu" administrative b~avior by and !szge are such that to be able to 
rely on certain statutory provisions frequently strengthens an agency 
rather than weakens it ~z.,d the ve~y fact that it does give a certain 
amount of stability to an o~ganizatJoual arrangement may increase the dis- 
position of ~e "" , ople to ms~e %he organization ~'~ork a~d to get people in it 
Tzho cau make it ~zo.k~ "~ rathec than Lo experiment v~ith many organizations. 

I think that too much e.~:perimentation w, ith organization is a very 
~u~desirab!e thing° Anybody here from inside the Army rri!! be ~terested 
in this confess'.on.. Y think we experimented too mvch inside the Army 
Service Forces with organization. E think organization experimentation 
has to be timed to fit cris~s~ and t'ere is-a sensitivity that ms~uy or- 
ganizationa! exper0s, so-cailed~ don 't have, v£~ich is a sensitivity to 
~hat kind of an organizational chm~ge is desired and can be effected under 
a particular se~ of cirm~nstances, 

There is a @ertaim .sd:~an0age in stabi'iity,,. I don., D-be±leve~ " you 
can oass any judgmezt reaqly about the s ~atu~ory agencies. I am willing 
to give them a chance~ ~,~ore than that, Tre have them~ obviously, and v~-e 
are going to have to see ~'rhat rze can do with theme And I don't believe 
any of thestatutory arrangements v~-e have thus far~ v.rith maybe one or tv~o 
exceptions~ in m2 o~z~ 3udgment, con~it us to one ,s~...d onl.~ ~ one tray of doing 
a job. I think there ~.s still room for much flexibility in these relation- 
ships and arrangements that have been set no. I think rre can make them 
work. 

COL0f.~L BARNES: 7~e have come to the end of our allotted time. I can 
only say that, just as we knevt you vrou!d~ you have done it again. The 
apo!ause said so ,, ~.Te thank you very much for t~i~!1.~g ~o~ t:me to come dov[n 
here from Nm~ York. i~Te vzill look fo~?ard to your iectt~,re next year. 

(15 Nov 1950--350)S. 
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