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AMERICAN E X P E R I E N C E  WITH ECONOMIC MOBILIZATION:  
WORLD WARS I AND II 

25 August  1954 

COLONEL B A R T L E T T :  Th i s  is a n  a p p r o p r i a t e  m o m e n t  to tel l  
you that  I think you have  a l r e a d y  had t h r e e  v e r y  good l e c t u r e s  th i s  
m o r n i n g ,  so,  wi thout  f u r t h e r  ado,  we wil l  begin .  

DR. H U N T E R :  A d m i r a l  Hague ,  G e n e r a l  Nib lo :  Th i s  m o r n i n g ,  
g e n t l e m e n ,  I have  se t  up a kind of h i s t o r i c a l  C o o k ' s  t ou r  fo r  you,  r e -  
v i e w i n g  r a p i d l y  for  y o u r  p r e s u m e d  benef i t  A m e r i c a n  e x p e r i e n c e  in 
e c o n o m i c  m o b i l i z a t i o n .  I have  a lot  of g round  to c o v e r .  The t r e a t m e n t  
wi l l  n e c e s s a r i l y  be s u p e r f i c i a l ,  but the idea  is to give you a kind of 
r a p i d  b i r d ' s , e y e  v i ew of the g e n e r a l  sub jec t .  I have  the top ic s  in the 
ou t l ine  i nd i ca t ed  on the e a s e l  c h a r t :  

1. Long  r a n g e  t r e n d s  in na t iona l  wea l th  and the cos t  of w a r .  

2. I n d u s t r i a l  and t e c h n o l o g i c a l  founda t ions  of m o d e r n  w a r .  

3. F i r s t  e x p e r i e n c e  in i n d u s t r i a l  m o b i l i z a t i o n :  W o r l d  W a r  I. 

4. P l a n n i n g  fo r  i n d u s t r i a l  m o b i l i z a t i o n  b e t w e e n  w a r s .  

5. Mob i l i za t ion  of the A m e r i c a n  e c o n o m y :  Wor ld  W a r  II.  

6. W a r t i m e  a c h i e v e m e n t s :  s t a b i l i z a t i o n  and p r o d u c t i o n .  

We wil l  s t a r t  out with the f i r s t  i t e m :  L o n g - R a n g e  T r e n d s  in Na t iona l  
Wea l th  and the Cos t  of War .  

As I e m p h a s i z e d  y e s t e r d a y ,  the w a r - m a k i n g  c a p a c i t y  of a na t ion  
depends  upon the ab i l i t y  of i t s  e c o n o m i c  s y s t e m  to p r o v i d e  the f o r c e s ,  
the e q u i p m e n t ,  and the s u p p l i e s  e s s e n t i a l  fo r  the conduc t  of m i l i t a r y  
o p e r a t i o n s .  It depends  ~bove a l l  on the ab i l i ty  of the n a t i o n ' s  e c o n o m i c  
s y s t e m  to p r o d u c e  a s u r p l u s  of m a t e r i a l s  and goods  above the b e d - r o c k  
r e q u i r e m e n t s  of the c i v i l i a n  popu la t ion  and of the w a r - s u p p o r t i n g  i n -  
d u s t r i e s  which  p r o d u c e  the r e q u i r e m e n t s  of the m i l i t a r y .  The l a r g e r  
th is  s u r p l u s ,  the l a r g e r  the a r m e d  f o r c e s  and the g r e a t e r  the s c a l e  of 
m i l i t a r y  o p e r a t i o n s  tha t  can  b e  s u p p o r t e d .  
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I have here a chart which illustrates this close relationship be- 
tween the size and wealth of this nation and its war-making capacity. 
I've called it: "The Rising Cost of Waging War" Several basic trends 
are shown on this chart, page 3. Let us take a look at them. 

The population figures in column 1 pretty much explain themselves. 
They show an extraordinary rate of population increase, greater than 
that of any other comparable nation, over the last 175 years. You will 
see there was a 12-fold increase between the Revolutionary War and the 
Civil War if we take the United States as a whole; a threefold increase 
from 1865 to 1917, and then as you see the rate of population increase 
gradually slows down and the increase between the two world wars was 

only 30 percent. 

The figures of national wealth in column 2 require a little explana- 
tion. By national wealth we mean the total value, in dollars, of all the 
durable property in the United States regardless of who owns it--private 
individuals, business organizations, or government. It consists mainly 
of such items as land, all buildings and structures such as highways, 
railroads, and mines on the land. It includes equipment of all kindsj as 
in factories and homes, and it includes inventories of all kinds of goods. 

In column 3 I've reduced national wealth to per capita wealth to 

allow for the rapid increase in population. 

Let me give you two warnings on these figures. In the first place, 
for much of the period covered, especially before 1900, they are only 
very rough estimates and are to be taken as suggestive only. In the 
second place, no adjustment has been made for price changes; they are 
in prices current in the years covered. The price level was continually 
fluctuating over this long period but with the long-range trend steadiiy 
upward, an increase in the price level of about 2-1/2 times, roughly, 

from 1790 to 1940. 

One further point : national wealth--and that is what is indicated in 
columns 2 and 3--is not to be confused with national'income, just as 
we don't confuse a corporation's capital investment with its income. 
National wealth is simply the capital equipment, the productive plant 
of the nation. This plant, operated by the labor force of the nation, 
workers and management alike, produces the national income, which, 
with the related term, gross national product, you will hear a great 

deal about during this course. 

2 
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I hardly need to point out to you the significance of the figures in 
columns 1 to 3. They show a steady and enormous increase in the two 
most important resoure&s for the raising and support of the armed 
forces--the nation's manpower and the nation's capital equipment. 

Now, while population and national wealth are zooming up, let's 
see what's happening to the cost of war as shown in columns 4 to 6. 
To make our major wars roughly comparable on a time basis, I've 
reduced total cost to annual and per capita costs. The figures are in 
current, not constant dollars. Even if we leave out the Revolutionary 
War, we see that per capita costs of war go up faster than per capita 

we alth. 

What conclusion do we draw from the figures in this table? 
Very clearly, the extraordinary increase in the scale and intensity 
with which our wars have been fought has been made possible only by 
an even greater increase in the productive resources, that is, the man- 

power and the wealth of the nation. 

The Civil War offers an excellent example of the close relationship 
between economic resources and military strength. The North had half 
again as large a population and approximately twice the wealth of the 

South. The North contained the great bulk of the industrial life of the 
nation and with its merchant shipping dominated foreign trade. The 
South was particularly deficient in heavy industry and indeed in most 
branches of manufacturing industry, including even texitiles. She had 
long gotten most of her supplies of manufactures from the North or from 

England. 

The North fought the war with very little disturbance to business 
as usual. There was almost nothing here of the central direction and 

control which marks the true war economy. There was neither in- 
dustrial nor economic mobilization in the sense in which we use these 

terms today. 

T h e  C o n f e d e r a c y ,  on  the  o t h e r  h a n d ,  m o v e d  f r o m  one  s u p p l y  c r i s i s  
to  a n o t h e r  a s  s e r i o u s  s h o r t a g e s  d e v e l o p e d ,  no t  o n l y  in  m u n i t i o n s  b u t  
e q u a l l y  o r  e v e n  m o r e  in  t r a n s p o r t a t i o n  e q u i p m e n t  and  s e r v i c e ,  s a l t  a n d  
m e d i c i n e ,  a n d  f o o d s t u f f s  a n d  c l o t h i n g .  In  a c l u m s y ,  u n p l a n n e d  w a y ,  
t h e  Sou th  a c t u a l l y  m o v e d  t o w a r d  a w a r  e c o n o m y ,  s e t t i n g  up  a v a r i e t y  of  
g o v e r n m e n t - o w n e d  and  o p e r a t e d  m a n u f a c t u r i n g  p l a n t s  a n d  e s t a b l i s h i n g  
c o n t r o l s  of  a v e r y  c r u d e  a n d  i m p e r f e c t  k i n d  o v e r  t r a n s p o r t a t i o n ,  m a n -  
p o w e r ,  r a w  m a t e r i a l s ,  f o r e i g n  t r a d e ,  a n d  a g r i c u l t u r a l  and  i n d u s t r i a l  

4 
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production. For example, the raising of cotton was forbidden by a 
number of states after the first two years of the war. But these efforts 
were too little, too late, and too badly administered. The Confederacy 
lost the war, not so much on the battlefields as on the economic and 
administrative fronts. 

This brings me to item 2: Industrial and Technological Foundations 
of Modern War. In the 50 years between the end of the Civil War and 
the outbreak of World War I, there were economic developments of 
great importance for the conduct of war, not only in this country but 
throughout the world. These developments can be summed up in a single 
word--industrialization. The old system of handicraft production in 
small shops with hand tools and muscle power was in steady retreat. 
Machine production, with steam power, advanced in one industry after 
another. Large-scale organization and mass production in factories 
came more and more widely into use. The revolution in transportation 
started earlier by railroad, steamboat and steamship was completed. 

A new revolution got under way at the turn of the century with the 
introduction of the internal combustion engine and the automobile. The 
coming of electric power about the same time had equally important 
results. Many new industries of vital importance for warfare came into 
existence in this half century--steel, rubber, aluminum, petroleum, 
the electrical industries, including radio communications, important 
industrial chemicals, including new explosives. All these developments 
added up to the extraordinary increases in productive capacity and war 
potential ~vhieh I have summed up in the statistics on the increase of 
national wealth and national income. 

The most spectacular military result of industrialization was, of 
course, in the field of new weapons and new materiel--the breech-load- 
ing rifle and metallic cartridge; the machine gun and rapid fire field 
gun; the new types of explosives; and so on. Many of these new weapons 
had been invented and introduced many years before, but now for the 
first time, with the new production methods, they could be turned out in 
great quantities. 

Similar advances were made in naval weapons and equipment. 
Especially important were: The shift from sail tosteam and from 
wooden to armored vessels. The introduction of the submarine had 
major consequences for naval and economic warfare. In World War I, 
a beginning was made in air and tank warfare, made possible by the 
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development of the internal combustion engine. Rapid advances were 
made in the mechanization of field supply through the large-scale intro- 

duction of the automobile and truck. 

This takes us down to item 3: Industrial Mobilization in World Warl. 
By 19 14, ground had been prepared for the conduct of warfare on a scale 
and with an intensity that were unprecedented. Huge conscript armies 
of millions of men were mobilized and put in the field. The early at- 
tempts of Germany to force a quick decision were followed by the long 
stalemate of trench warfare on fronts hundreds of miles long, inter- 
rupted from time to time by tremendous offensives mounted by one side 
or the other. The large numbers engaged, the long sustained actions, 
and the high rates of fire resulted in enormous expenditures not only 

of ammunition but other supplies as well. 

The scale of the supply problem was far greater than anything 
anticipated by any of the belligerent powers. The struggle soon settled 
down into an endurance contest in which the outcome, it became clear, 
would depend largely upon the ability of the belligerents to meet the 

heavy drain upon their productive resources. 

The main burden of the war of attrition fell upon the industries 
supplying the munitions requirements, but scarcities of raw materials, 
supporting industrial capacity, and manpower soon. appeared. Supply 
crises in one form or another developed within all the belligerent 
powers and threatened the success of military operations. 

Under the compulsion of these conditions, governments intervened 
directly in the conduct of industry, transportation, and agriculture. 
In Lhe process, business men lost much of their freedom to run their 
own businesses--to buy, to sell, to manufacture what they pleased. 
Private property lost much of its privacy. For the first time, industry 
learned the meaning of the word controls--controls over raw materials, 
controls over foodstuffs, controls over prices, profits, and credit. All 
these government controls were found essential to divert materials, 
manpower, and industrial capacity to meet the urgent demands of 
military requirements. They changed radically the functioning of the 
private enterprise economies. In this manner, the war economy was 

born. 

T h e  U n i t e d  S t a t e s  on  e n t e r i n g  t h e  w a r  b r o u g h t  to  i t s  a l l i e s  t h e  g r e a t -  
e s t  i n d u s t r i a l  c a p a c i t y  of a n y  n a t i o n  in  t he  w o r l d ,  b u t  t h i s  c a p a c i t y  w a s  
g e a r e d  to  t he  p r o d u c t i o n  of  c i v i l i a n  g o o d s  to  m e e t  c i v i l i a n  n e e d s .  T h e  
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f i r s t  and m o s t  c r i t i c a l  p r o b l e m  was  to c o n v e r t  t h i s  i n d u s t r i a l  p o w e r  
into m i l i t a r y  p o w e r - - a n d  do it f a s t - - f o r  the m i l i t a r y  p o s i t i o n  of the 
a l l i e s  e a r l y  in 1917 was  c r i t i c a l .  

Y e t - - a n d  th i s  i s  v e r y  i m p o r t a n t - - w i t h  a l l  ou r  p r o ~ c t i o n  sk i l l  and 
with a ful l  a w a r e n e s s  of t he  u r g e n c y  of speed ,  it took  f r o m  12 to 20 
m o n t h s  to get  in to  p r o d u c t i o n  on the m o r e  c r i t i c a l  m u n i t i o n s  i t e m s ,  
such  as  a r t i l l e r y ,  m a c h i n e  guns ,  p l a n e s .  

A n o t h e r  m a j o r  p r o b l e m  which  a p p e a r e d  at  an e a r l y  s t age  was  r a w  
m a t e r i a l  s c a r c i t i e s  in the b a s i c  m e t a l s ,  e s p e c i a l l y  s t e e l  and copper ;  
in fuels ;  in h e a v y  c h e m i c a l s ;  in l u m b e r ;  and in foods tuf f s .  P r o d u c t i o n  
c a p a c i t y  cou ld  be i n c r e a s e d  only  s lowly .  So p r i o r i t i e s  s y s t e m s  had  to 
be  d e v i s e d  and put  into o p e r a t i o n  fo r  channe l i ng  s c a r c e  m a t e r i a l s  w h e r e  
m o s t  n e e d e d  in the w a r  p r o d u c t i o n  p r o g r a m .  To  a c c o m p l i s h  th i s  p r o v e d  
to be a t r e m e n d o u s l y  d i f f icu l t  Sob. 

A n o t h e r  m a j o r  m o b i l i z a t i o n  p r o b l e m  d e v e l o p e d  e a r l y  in  the f i e l d  
of t r a n s p o r t a t i o n .  The  s t e p p i n g - u p  of p r o d u c t i o n  in a l l  f i e l d s  g r e a t l y  
i n c r e a s e d  d o m e s t i c  ~ ranspor t  r e q u i r e m e n t s .  On top of t h i s  w a s  a d d e d  
the huge  job of  t r a n s p o r t i n g  a n  a r m y  of two m i l l i o n  m e n  to E u r o p e  and  
k e e p i n g  t h e m  s u p p l i e d  t h e r e ,  p lus  the  h e a v y  s h i p m e n t s  of s u p p l i e s  to 
our  a l l i e s .  T h e r e  was  the f u r t h e r  p r o b l e m  of t he  v e r y  h e a v y  toi l  of 
sh ipp ing  a n d  s u p p l i e s  c a u s e d  by s u b m a r i n e  ac t ion .  We h a d  to expand  
o u r  m e r c h a n t  m a r i n e  t o nnage  on a t r e m e n d o u s  s c a l e ,  and  w e  h a d  t o  do 
it  qu ick ly .  U n d e r  the s t r a i n  of u n p r e c e d e n t e d  c o n d i t i o n s  and r e q u i r e -  
rnen t s ,  r a i l  t r a n s p o r t  t h r e a t e n e d  t o  b r e a k  down so t he  F e d e r a l  G o v e r n -  
m e n t  took o v e r  the  r a i l r o a d s  and  r a n  t h e m  fo r  the d u r a t i o n  of  the  w a r .  

T h e s e  a r e  on ly  a few ~ x a m p l e s  of the m a n y  p r o b l e m s  wi th  which  
the  F e d e r a l  G o v e r n m e n t  had  to dea l  back  in 1917 and 1918.  An e l a b o r a t e  
s y s t e m  of w a r  a g e n c i e s  w a s  se t  up to hand le  p r o b l e m s  in t h e  m a n y  dif -  
f e r e n t  f i e l d s .  In fac t ,  s e v e r a l  s c o r e  of t h e s e  a g e n c i e s  w e r e  c r e a t e d ,  

The  m o s t  i m p o r t a n t  of the lot  w a s  the  War  I n d u s t r i e s  B o a r d  h e a d e d  
by B e r n a r d  B a r u c h . .  U n d e r  B a r u c h ,  th i s  B o a r d  s e r v e d  a s  a k ind  of 
i n d u s t r i a l  g e n e r a l  s ta f f  to dire~ct and c o o r d i n a t e  a c t i v i t i e s  on the e c o -  
n o m i c  f r o n t  of the w a r .  

B a r u c h ' s  m a i n  job was  the c o n v e r s i o n  and e x p a n s i o n  of i n d u s t r i a l  
c a p a c i t y  to m e e t  the e n o r m o u s  r e q u i r e m e n t s  of the  m i l i t a r y  m a c h i n e .  
But  t h e r e  w e r e  the c l o s e l y  r e l a t e d  p r o b l e m s  of deve lop ing  a n d  o p e r a t i n g  
s y s t e m s  of p r i o r i t i e s ,  e s t a b l i s h i n g  c o n t r o l  o v e r  p r i c e s ,  and c o o r d i n a t i n g  
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t h e  a c t i v i t i e s  of  a s c o r e  o r  m o r e  m a j o r  w a r  a g e n c i e s  d e a l i n g  w i t h  f u e l ,  
f o o d ,  s h i p p i n g ,  t r a n s p o r t a t i o n ,  l a b o r ,  c o m m u n i c a t i o n s ,  a n d  s o  on .  

N o w ,  in  c a r r y i n g  ou t  t h i s  v a s t  m o b i l i z a t i o n ,  we m o v e d  v e r y  
s l o w l y .  T h i s  w a s n ' t  s u r p r i s i n g ,  a s  we l o o k  b a c k  on  i t ,  in  v i e w  of 
t he  s i z e  a n d  t h e  t r e m e n d o u s  c o m p l e x i t y  of  t h e  job ,  a n d  in  v i e w  of  o u r  
c o m p l e t e  l a c k  of e x p e r i e n c e  a n d  of  p l a n n i n g  in  t h i s  f i e l d .  

We  h a d  b e e n  a t  w a r  n e a r l y  a y e a r  b e f o r e  o u r  i n d u s t r i a l  m o b i l i z a -  
t i o n  b e g a n  to  m a k e  r e a l  h e a d w a y .  No t  u n t i l  13 m o n t h s  a f t e r  we  e n t e r e d  
t he  w a r ,  in  A p r i l  of  1917,  w a s  t he  W a r  I n d u s t r i e s  B o a r d  g i v e n  t h e  p r i -  
o r i t i e s  p o w e r  e s s e n t i a l  to  m a k e  i t s  d e c i s i o n s  s t i c k .  

T h e r e  w a s  s t r o n g  p u b l i c  r e s i s t a n c e  a n d  s t r o n g  i n d u s t r y  r e s i s t a n c e  
to  w a r t i m e  e c o n o m i c  c o n t r o l s .  F o r  e x a m p l e ,  t h e  a u t o m o b i l e  i n d u s t r y  
s u c c e e d e d  in  o p p o s i n g  a l l  e f f o r t s  to  r e s t r i c t  a u t o m o b i l e  p r o d u c t i o n  
u n t i l  t h e  s p r i n g  of  1918.  One  c o u l d  r e l a t e  m a n y  s i m i l a r  t a l e s .  

K e e p  t h i s  in  m i n d :  T h e  s h e e r  s i z e  a n d  c o m p l e x i t y  of t h e  a d m i n i s -  
t r a t i v e  job  o f  s e t t i n g  up  a n d  r u n n i n g  t h e  i n d u s t r i a l  w a r  m a c h i n e  m a d e  
t he  p r o c e s s  of  m o b i l i z a t i o n  a s l o w  a n d  f u m b l i n g  o n e .  

Of c o u r s e ,  a s  y o u  w i l l  r e c a l l ,  we d id  w i n  t h e  w a r ,  a n d  t h e  m o b i l i -  
z a t i o n  of  o u r  e c o n o m y  w a s  in  m a n y  r e s p e c t s  a g r e a t  a c h i e v e m e n t .  
W i t h  o n l y  a s m a l l  h e a d s t a r t  f r o m  a l l i e d  o r d e r s ,  we b u i l t  up  a w a r  p r o -  
d u c t i o n  s y s t e m  of  t r e m e n d o u s  c a p a c i t y .  We s u p p l i e d  o u r  a l l i e s  w i t h  
g r e a t  q u a n t i t i e s  of  f o o d ,  r a w  m a t e r i a l s ,  a n d  m a n u f a c t u r e s .  We r e -  
c r u i t e d ,  t r a i n e d ,  e q u i p p e d ,  and  t r a n s p o r t e d  to  F r a n c e  a n  a r m y  of  o v e r  
2 m i l l i o n  m e n .  We m o v e d  f r o m  a n  e c o n o m y  w i t h o u t  c o n t r o l s  t o  one  
w h i c h  in  m a n y  r e s p e c t s  w a s  m a n a g e d  a n d  c o n t r o l l e d  b y  t h e  F e d e r a l  

G o v e r n m e n t .  

B u t  a g a i n s t  t h e s e  a c c o m p l i s h m e n t s  m u s t  b e  b a l a n c e d  s e r i o u s  s h o r t -  
c o m i n g s .  O u r  s l o w n e s s  in  e s t a b l i s h i n g  c e n t r a l  d i r e c t i o n  a n d  c o n t r o l s  
o v e r  w a r  p r o c u r e m e n t  a n d  p r o d u c t i o n  c a u s e d  g r e a t  d e l a y s  a n d  g r e a t  
l o s s e s  in  m a n p o w e r  a n d  m a t e r i a l s .  A n o t h e r  s e r i o u s  w e a k n e s s  w a s  
o u r  f a i l u r e  to  r e s t r i c t  s h a r p l y  n o n - e s s e n t i a l  p r o d u c t i o n  in  o r d e r  to  
f o r c e  i n d u s t r i a l  c o n v e r s i o n  to  w a r  p r o d u c t i o n .  T h e r e  w e r e  m i s t a k e s  
a n d  d e l a y s  in  d e t e r m i n i n g  m i l i t a r y  r e q u i r e m e n t s  a n d  in  s e t t i n g  p r o d u c -  
t i o n  g o a l s .  T o o  l a r g e  a s h a r e  of  l a b o r ,  f a c i l i t i e s ,  a n d  m a t e r i a l s  w a s  
a b s o r b e d  in  t o o l i n g  up  f o r  p r o d u c t i o n .  In  f a c t ,  w a r  p r o d u c t i o n  w a s  j u s t  
g e t t i n g  i n t o  h i g h  g e a r  w h e n  t h e  w a r  c a m e  to  a n  e n d .  In  m a j o r  i t e m s  of  
m a t e r  i e l - -  a i r p l a n e  s ,  s h e l l s ,  a n d  a r t i l l e r y - - t h e  A m e  r i c a n  E x p e d i t i o n a r y  

F o r c e  w a s  s u p p l i e d  c h i e f l y  b y  o u r  a l l i e s .  
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This  b r i n g s  us  down to i t em  4, P l a n n i n g  b e t w e e n  W a r s .  Our 
e x p e r i e n c e  in W o r l d  War  I d rove  h o m e  two v e r y  i m p o r t a n t  l e s s o n s  to 
the m i l i t a r y  and to the A m e r i c a n  peop le .  One was  the v i ta l  and funda-  
m e n t a l  r o l e  of m o b i l i z i n g  the p r o d u c t i v e  r e s o u r c e s  of the na t ion  in 
m o d e r n  w a r .  The s e c o n d  Was the u r g e n c y  of p e a c e t i m e  p lann ing  for  the 
p o s s i b i l i t y  of w a r ,  not only s t r a t e g i c  p lann ing  but ,  of equa l  i m p o r t a n c e ,  
p l ann ing  fo r  the l o g i s t i c a l  suppor t  of m i l i t a r y  o p e r a t i o n s ,  tha t  i s ,  fo r  
i n d u s t r i a l ,  o r  as  it h a s  c o m e  to be i n c r e a s i n g l y  ca l l ed ,  e c o n o m i c  m o b i -  
l i z a t i on .  

Our  n o t - t o o - h a p p y  e x p e r i e n c e  in W o r l d  War  I l ed  to the r e o r g a n i z a -  
t ion  of the m i l i t a r y  e s t a b l i s h m e n t  u n d e r  the D e f e n s e  Act  of 1920. One 
c l a u s e  in th i s  e l a b o r a t e  ac t  a s s i g n e d  to the A s s i s t a n t  S e c r e t a r y  of War  
r e s p o n s i b i l i t y  for  " the  a s s u r a n c e  of a d e q u a t e  p r o v i s i o n  of m a t e r i a l  and 
i n d u s t r i a l  o r g a n i z a t i o n s  e s s e n t i a l  to w a r t i m e  n e e d s .  " Th i s  c l a u s e  
p r o v i d e d  the b a s i s  for  n e a r l y  20 y e a r s  of i n d u s t r i a l  m o b i l i z a t i o n  p lann ing ,  
as  it  was  then  ca l l ed ,  by the W a r  D e p a r t m e n t - - n o t  only for  the War  
D e p a r t m e n t  but  for  the m i l i t a r y  e s t a b l i s h m e n t  as  a whole  and for  t h e  
Nat ion .  

With in  four  y e a r s  of the p a s s a g e  of the D e f e n s e  Act  of 1920 t h r e e  
a g e n c i e s  w e r e  se t  up to c a r r y  on e c o n o m i c  p lann ing  a c t i v i t i e s  u n d e r  
t h i s  ac t .  In 1921, the P l a n n i n g  B r a n c h  was  e s t a b l i s h e d  in the  Off ice  
of the A s s i s t a n t  S e c r e t a r y  of W a r .  Th i s  b r a n c h  c a r r i e d  the m a i n  p l a n -  
n ing load .  It was  n e v e r  a l a r g e  outfi t ,  o p e r a t i n g  m o s t  of the t i m e  with 
25 or  30 o f f i c e r s .  

In 1922, the A r m y  and Navy  Muni t ions  B o a r d  w a s  se t  up to c o o r d i -  
na te  p r o c u r e m e n t  p l ann ing  b e t w e e n  the s e r v i c e s ;  but it w a s  s o m e  y e a r s  
b e f o r e  the A r m y  and Navy  Muni t ions  B o a r d  began  to o p e r a t e  e f f ec t i ve l y .  

In 1924, the A r m y  I n d u s t r i a l  Co l l ege  was  e s t a b l i s h e d  to t r a i n  A r m y ,  
Navy  and M a r i n e  o f f i c e r s  in p r o b l e m s  of p r o c u r e m e n t  p l ann ing  and 
i n d u s t r i a l  m o b i l i z a t i o n .  

I n d u s t r i a l  m o b i l i z a t i o n  p lann ing  as  c a r r i e d  on d u r i n g  the 1920's  
and 1930's  was  h a n d l e d  u n d e r  two b r o a d  c a t e g o r i e s .  The f i r s t  of t h e s e  
was  p r o c u r e m e n t  p l ann ing  and was  c o n c e r n e d  with the spec i f i c  r e s p o n s i -  
b i l i t i e s  o f  the A r m e d  S e r v i c e s  fo r  p r o c u r i n g  al l  t h e i r  e q u i p m e n t  and 
supp l i e s  in an e m e r g e n c y .  It c o v e r e d  such  i m p o r t a n t  m a t t e r s  a s  c o m -  
pu ta t ion  of r e q u i r e m e n t s  fo r  p r i n c i p a l  i t e m s  of e q u i p m e n t  and supply;  
l oca t i ng  i n d u s t r i a l  s o u r c e s  of supply  and m a k i n g  p lan t  surveys~ a l l o c a -  
t ion  of i n d u s t r i a l  f a c i l i t i e s  as  b e t w e e n  the supply  s e r v i c e s  and b u r e a u s  
Lnorder  to avoid  c o m p e t i t i o n  fo r  such  f a c i l i t i e s  wi th in  the s e r v i c e s .  
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T h e  s e c o n d  c a t e g o r y  of  i n d u s t r i a l  m o b i l i z a t i o n  p l a n n i n g  h a d  to  do 
w i t h  m o b i l i z i n g  t h e  i n d u s t r i a l  a n d  o t h e r  e c o n o m i c  r e s o u r c e s  of  t h e  
N a t i o n  in  s u p p o r t  o f  l a r g e  s c a l e  m i l i t a r y  p r o c u r e m e n t  c a r r i e d  on  w i t h i n  
t h e  m i l i t a r y  e s t a b l i s h m e n t .  I t  w a s  c o n c e r n e d  w i t h  p l a n n i n g  f o r  t h e  c o n -  
v e r s i o n  a n d  e x p a n s i o n  of  p r o d u c t i v e  c a p a c i t y  t h r o u g h o u t  t h e  n a t i o n ,  n o t  
o n l y  t he  m a n u f a c t u r i n g  o r g a n i z a t i o n s  s u p p l y i n g  t h e  A r m e d  F o r c e s  
d i r e c t l y  b u t  a l l  of  o u r  p r o d u c t i o n  c a p a c i t y  a t  a l l  l e v e l s  of  t he  l o g i s t i c a l  
p y r a m i d  t h a t  I d i s c u s s e d  y e s t e r d a y .  I t  w a s  c o n c e r n e d  w i t h  p l a n n i n g  
f o r  s e t t i n g  up  a n d  o p e r a t i n g  t he  v a r i o u s  k i n d s  of  e c o n o m i c  c o n t r o l s - -  
in  o t h e r  w o r d s ,  w i t h  a l l  c i v i l i a n  a s p e c t s  of  m o b i l i z i n g  t h e  e c o n o m y  
f o r  w a r .  

I t  w a s  t h i s  s e c o n d  c a t e g o r y  of p l a n n i n g  w h i c h  a t t r a c t e d  t h e  m o s t  
p u b l i c  a t t e n t i o n  a n d  i n t e r e s t .  I t s  e n d  p r o d u c t s  w e r e  a s e r i e s  of  s o -  
c a l l e d  I n d u s t r i a l  M o b i l i z a t i o n  P l a n s ,  t he  f i r s t  of  w h i c h  w a s  m a d e  p u b l i c  
d u r i n g  h e a r i n g s  b e f o r e  t h e  W a r  P o l i c i e s  C o m m i s s i o n  in  1930 a n d  1931.  
T h r e e  f o r m a l  r e v i s i o n s  of  t h i s  P l a n  w e r e  i s s u e d  a s  g o v e r n m e n t  d o c u -  
m e n t s  in  1933,  1936,  a n d  a g a i n ,  f o r  t h e  l a s t  t i m e ,  in  t h e  s u m m e r  of  
1939.  

T h e s e  P l a n s  d id  t w o  p r i n c i p a l  t h i n g s :  

i .  T h e y  i n d i c a t e d  a n d  d e s c r i b e d  t h e  v a r i o u s  t y p e s  of  e c o n o m i c  
c o n t r o l s  b e l i e v e d  e s s e n t i a l  f o r  m a k i n g  i n d u s t r i a l  m o b i l i z a t i o n  e f f e c t i v e  
in  s u p p o r t i n g  m i l i t a r y  p r o c u r e m e n t  a n d  s u p p l y  o p e r a t i o n s .  

2. T h e y  o u t l i n e d  t h e  o r g a n i z a t i o n a l  a r r a n g e m e n t s  to  be  p r o -  
v i d e d  f o r  a d m i n i s t e r i n g  t h e s e  c o n t r o l s  a n d  f o r  p e r f o r m i n g  v a r i o u s  
o t h e r  f u n c t i o n s  r e q u i r e d  to  c a r r y  ou t  a n  e f f e c t i v e  m o b i l i z a t i o n  of  o u r  
p r o d u c t i v e  r e s o u r c e s .  

T o  a v e r y  l a r g e  e x t e n t  t h e  P l a n s  in  t h e i r  p r i n c i p a l  f e a t u r e s  w e r e  
b a s e d  on  t h e  e x p e r i e n c e  of  W o r l d  W a r  I b o t h  a s  t o  p o l i c i e s  p r o p o s e d  
a n d  a s  to  o r g a n i z a t i o n a l  a r r a n g e m e n t s ,  w i t h  s u c h  m o d i f i c a t i o n s  a s  t h i s  
e x p e r i e n c e  s u g g e s t e d  a s  d e s i r a b l e .  

So m u c h  f o r  t h e  b r i e f  r e v i e w  of  o u r  i n d u s t r i a l  m o b i l i z a t i o n  p l a n n i n g  
in  t h e  1 9 2 0 ' s  a n d  1 9 3 0 ' s .  W e ' l l  s e e  s h o r t l y  w h a t  h a p p e n e d  to  t h e  p r o d u c t s  
o f  t h i s  p l a n n i n g - - t h e  I n d u s t r i a l  M o b i l i z a t i o n  P l a n s - - w h e n  w a r  c a m e  in  
1939.  

T h i s  b r i n g s  u s  t o  i t e m  5:  M o b i l i z a t i o n  of  t he  e c o n o m y :  W o r l d  W a r  
I I .  L e t  u s  t a k e  a l o o k  a t  s o m e  of  t h e  h i g h  p o i n t s  of  e c o n o m i c  m o b i l i z a -  
t i o n  f o r  t h i s  g r e a t e s t  of  a l l  w a r s .  



6i 

There were important similarities to the experience of World 
War I. In both wars, we moved from peace into war by degrees, by 
a succession of small steps, and, as you will recall, with great reluc- 
tance. In both wars, our role for many months was to support the 
economic mobilization of our friends abroad by providing materials, 
munitions, and financial aid. 

In  the  s e c o n d  W o r l d  W a r ,  we  f a c e d  m a n y  of the  s a m e  b a s i c  p r o b l e m s  
of  e c o n o m i c  m o b i l i z a t i o n  a s  in the  f i r s t  one ,  t r e m e n d o u s  m i l i t a r y  r e -  
q u i r e m e n t s ,  i n s u f f i c i e n t  i n d u s t r i a l  c a p a c i t y ,  and C r i t i c a l  s h o r t a g e s  of  
e s s e n t i a l  r a w  m a t e r i a l s .  We f a c e d  the  s a m e  p r o b l e m  of  a c c e l e r a t i n g  
the  c o n v e r s i o n  of  i n d u s t r y  to  w a r  p r o d u c t i o n ;  the  s a m e  p r o b l e m  of d e t e r -  
m i n i n g  r e q u i r e m e n t s  and  of  a d j u s t i n g  r e q u i r e m e n t s  and  c a p a c i t y ;  the  
s a m e  p r o b l e m  of  u p w a r d  s p i r a l i n g  p r i c e s  and  of  e c o n o m i c  s t a b i l i z a t i o n  
t h r o u g h  p r i c e  c o n t r o l  and r e l a t e d  m e a s u r e s .  

T h e r e  w a s  the  s a m e  p r o b l e m  of  s e t t i n g  up and s t a f f i n g  the  h u g e  
e m e r g e n c y  a g e n c i e s  to  h a n d l e  the  v a r i o u s  m o b i l i z a t i o n  f u n c t i o n s .  And 
a l l  t h e s e  t h i n g s  w e r e  c a r r i e d  ou t  w i th  p r e t t y  m u c h  the  s a m e  c o n f u s i o n ,  
b l u n d e r i n g  and  p u b l i c  c o n t r o v e r s y  t h a t  we  h a d  in W a s h i n g t o n  in 1917 
and  1918.  

B u t  t h e r e  w e r e  i m p o r t a n t  d i f f e r e n c e s  in the  two  w a r s  and  t h e s e  I 
w i s h  p a r t i c u l a r l y  to  s t r e s s  : 

1. T h e  s c a l e  of  the  m o b i l i z a t i o n  e f f o r t  w a s  v a s t l y  b i g g e r  in 
W o r l d  W a r  II t h a n  in the  f i r s t  one .  We  f o u g h t  in t h e a t e r s  a l l  o v e r  the  
w o r l d ,  i n s t e a d  of  c h i e f l y  in E u r o p e  a s  in W o r l d  W a r  I. We w e r e  f u l l y  
a t  w a r  44 m o n t h s  c o m p a r e d  wi th  o n l y  18 in  the  f i r s t  w a r .  T h e  d i f f e r e n c e  
in s c a l e  c a n  be  s u m m e d  up in a s t a t e m e n t  of  c o s t - - t h e  d o l l a r  c o s t  of  
W o r l d  W a r  II w a s  a p p r o x i m a t e l y  10 t i m e s  t ha t  of  W o r l d  W a r  I. 

2. In the  s e c o n d  p l a c e ,  the  m a t e r i e l  r e q u i r e m e n t s  w e r e  
f o r  i t e m s  t h a t  w e r e  no t  o n l y  m u c h  g r e a t e r  in n u m b e r  bu t  f a r  m o r e  c o m -  
p l i c a t e d  and f a r  m o r e  d i f f i c u l t  to  p r o d u c e  t han  t h o s e  of  W o r l d  W a r  I.  
C o m p a r e ,  f o r  e x a m p l e ,  W o r l d  W a r  I a i r c r a f t  and t a n k s  wi th  t h o s e  of  the  
s e c o n d  w a r .  O r  t a k e  the  w h o l e  n e w  f i e l d  of  e l e c t r o n i c s  w h i c h  p l a y e d  s o  
v i t a l  a r o l e  in the  s e c o n d  W o r l d  W a r  in s u c h  a r e a s  a s  r a d a r ,  f i r e  c o n -  
t r o l ,  and  c o m m u n i c a t i o n s .  

3. In the  t h i r d  p l a c e ,  b e c a u s e  of  the  f a r  g r e a t e r  l o a d  on o u r  
p r o d u c t i v e  r e s o u r c e s ,  we w e r e  f a c e d  in the  s e c o n d  w a r  wi th  a f a r  t i g h t e r  
s i t u a t i o n  wi th  r e s p e c t  to  m a t e r i a l s ,  f a c i l i t i e s ,  and  m a n p o w e r ,  and  w e  
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h a d  t o  d e v e l o p  m u c h  m o r e  e l a b o r a t e  and  m u c h  t i g h t e r  c o n t r o l s  
o v e r  t h e s e  r e s o u r c e s  in o r d e r  to  m e e t  o u r  g o a l s .  

4.  F i n a l l y ,  e c o n o m i c  s t a b i l i z a t i o n  p r e s e n t e d  a m u c h  m o r e  
s e r i o u s  and  d i f f i c u l t  p r o b l e m  in the  s e c o n d  w o r l d  w a r .  The  e x t r a o r d i -  
n a r y  e x p a n s i o n  of  p r o d u c t i o n ,  t he  r i s e  in the  l a b o r  f o r c e ,  and  the  s h a r p  
u p t u r n  in t a k e - h o m e  p a y  p l a c e d  an e n o r m o u s  p u r c h a s i n g  p o w e r  in the  
h a n d s  of  the  p u b l i c .  T h i s  w a s  done  a t  the  s a m e  t i m e  t ha t  p r o d u c t i o n  
of  c o n s u m e r s  g o o d s  w a s  b e i n g  cu t  down  at  m a n y  p o i n t s .  T h e  r e s u l t  
w a s  the  b u i l d i n g  up of  t r e m e n d o u s  i n f l a t i o n a r y  p r e s s u r e s  w h i c h  t h r e a t -  
e n e d  the  s t a b i l i t y  of the  e c o n o m y  and the  e f f i c i e n c y  of  w a r  p r o d u c t i o n .  

Let us now consider the actual mobilization of the economy as the 
war emergency developed from 1939 on. First, let us see what hap- 
pened to the Industrial Mobilization Plan. Actually, the 1939 revision 
of the Plan was completed some weeks before war broke out in Europe 
early in September 1939. A War Resources Board--as it was called-- 
of leading business men and industrialists was appointed early in August 
to review and evaluate the Plan. In the main, they expressed approval 
of its provisions, although their report was not released until after the 
war was over. From this point on, however, nothing happened accord- 
ing to plan, and for all effective purposes the Industrial Mobilization 
Plan was tossed overboard--ignored is perhaps a more accurate term. 

Why  w a s  i t  t h a t  a f t e r  a l l  the  y e a r s  of  p l a n n i n g  e f f o r t ,  the  m a i n  
r e s u l t s  of  p l a n n i n g  w e n t  in to  the  d i s c a r d ?  T h e r e  is  t i m e  h e r e  to  s u g g e s t  

on ly  a f e w  of the  r e a s o n s  : 

1. K e e p  in m i n d  t ha t  the  I n d u s t r i a l  M o b i l i z a t i o n  P l a n  w a s  a 
p r o d u c t  of a s m a l l  b r a n c h  w i t h i n  the  p e a c e t i m e  m i l i t a r y  e s t a b l i s h m e n t .  
As s u c h ,  the  P l a n  h ad  no o f f i c i a l  s t a t u s  and  c a r r i e d  no a u t h o r i t y - - e v e n  
w i t h i n  the  m i l i t a r y  e s t a b l i s h m e n t  e x c e p t  in a l i m i t e d  w a y .  N e i t h e r  the  
P r e s i d e n t ,  the  a g e n c i e s  of the  E x e c u t i v e  B r a n c h ,  n o r  the  C o n g r e s s  w e r e  

o b l i g e d  to  p a y  an y  a t t e n t i o n  to  i t .  

2. T h e  g r a d u a l  w a y  in w h i c h  we  b e c a m e  i n v o l v e d  in the  w a r - -  
o v e r  a p e r i o d  of two  y e a r s - - w a s  u n f a v o r a b l e  to  the  a d o p t i o n  of  the  P l a n  
f o r  the  P l a n  w a s  b a s e d  on the  a s s u m p t i o n  of  a s u d d e n ,  o v e r - n i g h t  t r a n s i -  
t ion  f r o m  p e a c e  to  w a r .  I t  w a s  d e s i g n e d  to  go in to  e f f e c t  a s  a w h o l e  

i m m e d i a t e l y  f o l l o w i n g  a d e c l a r a t i o n  of  w a r .  

3. T h e  I n d u s t r i a l  M o b i l i z a t i o n  P l a n  f a i l e d  t o  win  f r i e n d s - -  
enough  f r i e n d s  and in the  r i g h t  p l a c e s - - a n d  i n f l u e n c e  e n o u g h  p e o p l e  to 
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s e c u r e  i t s  a d o p t i o n  and  i m p l e m e n t a t i o n ,  e i t h e r  in  the A d m i n i s t r a t i o n ,  
in the  C o n g r e s s ,  o r  a m o n g  the  g e n e r a l  pub l i c .  B y  too  m a n y  p e o p l e  
it  w a s  r e g a r d e d  wi th  d i s t r u s t ,  s u s p i c i o n ,  o r  doubt .  By  s t i l l  o t h e r s  
i n c l u d i n g  m e n  h igh  in the  A d m i n i s t r a t i o n ,  the  P l a n  w a s  r e g a r d e d  a s  
u n r e a l i s t i c  and  of l i t t l e  .value.  F o r  d e ~ l i n g  wi th  the  a c t u a l  c o n d i t i o n s  
of the  e m e r g e n c y  a s  t h e y  d e v e l o p e d ,  I t h ink  it  i s  f a i r  to  s a y  t h a t  o u t s i d e  
of the  m i l i t a r y  e s t a b l i s h m e n t  the  I n d u s t r i a l  M o b i l i z a t i o n  P l a n  won  l i t t l e  
s u p p o r t  e x c e p t  in s o m e  b u s i n e s s  a n d  i n d u s t r i a l  c i r c l e s .  T h e  P l a n  w a s ,  
in f a c t ,  one  of the  f i r s t  c a s u a l t i e s  of the  E u r o p e a n  w a r .  

So m u c h  f o r  the  P l a n .  Now l e t  u s  s e e  w h a t  a c t u a l l y  h a p p e n e d  f o l -  
l o w i n g  the  o u t b r e a k  of the  w a r .  T h e  a c t u a l  c o u r s e  of e c o n o m i c  m o b i l i -  
z a t i o n  c a n  be  f o l l o w e d  m o r e  e a s i l y  if we b r e a k  it  down in to  two p e r i o d s ,  
and,  a s  i n d i c a t e d ,  I wi l l  t o u c h  on ly  the  h igh  s p o t s  w i t h i n  e a c h  p e r i o d :  

F i r s t ,  t h e r e  w a s  the  d e f e n s e  p e r i o d  wh ich  t e c h n i c a l l y  c o m e s  to  an  
end  wi th  P e a r l  H a r b o r ;  s e c o n d ,  the  p e r i o d  of fu l l  m o b i l i z a t i o n ,  s a y  f r o m  
the  m i d d l e  of 1942 to t he  e n d  of 1944. T h e r e  i s  a l s o  a t h i r d  p e r i o d ,  t he  
p e r i o d  of  d e m o b i l i z a t i o n - - w h i c h  I wi l l  h a v e  no t i m e  to  go in to  h e r e - -  
w h i c h  g e t s  u n d e r  w a y  on the  p l a n n i n g  s ide  as  e a r l y  a s  1943. 

L e t  us  t a k e  the  d e f e n s e  p e r i o d  f i r s t .  T h e  two m a j o r  o b j e c t i v e s  of 
the  A d m i n i s t r a t i o n  in t h i s  p e r i o d  w e r e :  (1) a d v a n c i n g  the  p r e p a r e d n e s s  
m e a s u r e s  n e c e s s a r y  to  p l a c e  t h i s  c o u n t r y  in  a s t a t e  of d e f e n s e ;  (2) a s -  
s i s t i n g  B r i t a i n  and  h e r  a l l i e s  to  ob ta in  t h e  m a t e r i a l s  and  the  a id  e s s e n -  
t i a l  to p r e v e n t  the  N a z i  c o n q u e s t  of  E u r o p e .  

In p u r s u i n g  t h e s e  o b j e c t i v e s  the  A d m i n i s t r a t i o n  w a s  f a c e d  wi th  
m a n y  p r o b l e m s  and  d i f f i c u l t i e s ,  bu t  I s h a l l  c a l l  y o u r  a t t e n t i o n  to  o n l y  
two of t h e s e  d i f f i c u l t i e s  : 

In the  f i r s t  p l a c e ,  i t  i s  i m p o r t a n t  to r e m e m b e r  t h a t  d u r i n g  m u c h  
o f  the  s o - c a l l e d  d e f e n s e  p e r i o d  we d i d n ' t  know wha t  we w e r e  p r e p a r i n g  
f o r .  We w e r e  p r e p a r i n g  to  d e f e n d  the  c o u n t r y ,  y e s ;  but  d e f e n s e  a g a i n s t  
w h a t  and  a g a i n s t  w h o m ,  w h e r e ,  when ,  on w h a t  s c a l e ?  

In the  s e c o n d  p l a c e ,  the  A d m i n i s t r a t i o n ,  t h r o u g h o u t  t he  d e f e n s e  
e m e r g e n c y ,  w a s  f a c e d  with  s t r o n g  and w i d e s p r e a d  pub l i c  s e n t i m e n t  
o p p o s e d  to a n y  i n v o l v e m e n t  in the  E u r o p e a n  w a r ,  a s e n t i m e n t  wh ich  
found  a c t i v e  e x p r e s s i o n  in  a s m a l l  but  p o w e r f u l  i s o l a t i o n i s t  g r o u p  in 
C o n g r e s s .  The  A d m i n i s t r a t i o n  b e l i e v e d ,  r i g h t l y  o r  w r o n g l y ,  t ha t  i t  
m u s t  m o v e  s l o w l y  and  c a u t i o u s l y  bo th  to g ive  pub l i c  op in ion  t i m e  to  
m o v e  a r o u n d  to the  A d m i n i s t r a t i o n  v i e w  of the  g r o w i n g  t h r e a t  to  
U n i t e d  S t a t e s  s e c u r i t y ,  and to p r o v i d e  the  i s o l a t i o n i s t  b loc  in C o n g r e s s  
wi th  as  f e w  o p p o r t u n i t i e s  as  p o s s i b l e  f o r  o b s t r u c t i n g  the  A d m i n i s t r a -  
t i o n ' s  d e f e n s e  p r o g r a m .  
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F r o m  the  o u t b r e a k  of  t he  w a r  to  M a y  1940,  a f e w  m i n o r  s t e p s  w e r e  
t a k e n  in  t h e  d i r e c t i o n  of  m i l i t a r y  a n d  i n d u s t r i a l  p r e p a r e d n e s s .  H o w e v e r ,  
t h e  m o s t  i m p o r t a n t  s i n g l e  a c c o m p l i s h m e n t  of t h i s  p e r i o d  w a s  a p o l i t i c a l  
o n e - - t h e  r e p e a l  o f  c e r t a i n  k e y  p r o v i s i o n s  of  t he  n e u t r a l i t y  l e g i s l a t i o n  
of  1935 a n d  1937.  P u b l i c  c o n c e r n  l e s t  t h e  U n i t e d  S t a t e s  be  d r a w n  i n t o  
a n o t h e r  E u r o p e a n  w a r  h a d  l e d  to  t h e  p r o h i b i t i o n  in  t h e s e  l a w s  of  t h e  
e x p o r t  of m u n i t i o n s  to  n a t i o n s  a t  w a r .  

E a r l y  in  1939 t he  P r e s i d e n t  t r i e d  to  g e t  t he  r e p e a l  of  t h e  n e u t r a l i t y  
p r o v i s i o n s  w h i c h  w o u l d  s e r i o u s l y  h a n d i c a p ,  in  t he  e v e n t  of  w a r ,  t h o s e  
n a t i o n s  a l r e a d y  t h r e a t e n e d  by  N a z i  a g g r e s s i o n .  T h e  f i r s t  e f f o r t  a t  
r e p e a l  w a s  d e f e a t e d  in the  s p r i n g  of  1939,  bu t  in  a s p e c i a l  s e s s i o n  of 
C o n g r e s s  c a l l e d  s p e c i f i c a l l y  f o r  t he  p u r p o s e  in  t he  f a l l  of  t h a t  y e a r ,  t h e  
P r e s i d e n t  go t  t he  m o d i f i c a t i o n s  h e  w a n t e d .  T h i s  a c t i o n  c l e a r e d  t he  w a y  
f o r  G r e a t  B r i t a i n  a n d  h e r  a l l i e s  to  p l a c e  l a r g e  o r d e r s  f o r  m u n i t i o n s  on  
a c a s h  a n d  c a r r y  b a s i s .  

On the whole, however, during the first nine months of the war the 
general public and the Congress were very cold to the idea of building 
up our military strength. Let me cite just one example. In revising 
the military appropriation bill, the House, in January 1940, reduced 
the Administration's request for 496 new planes to 57 planes, and 
entirely eliminated a 12 million dollar item for an air base in Alaska. 

All this was changed by the success of the Nazi Blitzkrieg in the 
late spring of 1940. The sweep through the Low Countries was followed 
by the capitualtion of the Belgian Army and by the disaster of Dunkirk. 
Almost overnight, the defense position of the United States became 

serious. 

The Administration moved quickly to meet the new situation. On 
25 May, the Office of Emergency Management was established to assist 
the President and to coordinate defense activities. This was done under 
the Reorganization Act of 1939. Three days later the P~esident estab- 
lished the Advisory Commission to the old Council for National Defense-- 
a statutory hang-over from World War I--the first in a series of key 

defense or war agencies. 

The Advisory Commission had advisory duties only, although in 
time it was given certain operating duties. It was without a head--not 
having even a chairman. Each of the seven members had cognizance 
over a certain phase of the defense program--industrial materials, 

. 

industrial production, price stablhzatlon, farm products, transportation, 
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and  s o  o n - - a n d  e a c h  m e m b e r  r e p o r t e d  i n d i v i d u a l l y  to  the  P r e s i d e n t  
a l t h o u g h  t h e y  did c o l l a b o r a t e  to s o m e  e x t e n t .  

W h y  did the  P r e s i d e n t  s e t  up an o r g a n i z a t i o n  a s  i n a d e q u a t e  a s  t h i s  
a p p e a r s  to be  i n s t e a d  of,  s a y ,  p u t t i n g  in to  e f f e c t  the  p r o v i s i o n s  of the  
I n d u s t r i a l  M o b i l i z a t i o n  P l a n ?  

The main reason was simply this: The Defense Act of 1916, still 
on the books, provided authority for reviving the old Advisory Commis- 
sion. To have taken any stronger, more effective action would have 
required Congressional authority and would have given rise to prolonged 
debate and possible defeat. 

Weak and ineffective as the Advisory Commission appears on paper, 
its accomplishments were far from negligible. Under such men as 
William Knudsen, Stettinius, Leon Henderson, and Ralph Budd, the first 
steps were taken to speed up and coordinate the defense program. These 
men.operated as high level expediters and trouble-shooters, needling 
and prodding the various elements in the defense pzogram--business 
and industry who were reluctant to convert to war production; the Armed 
Services who were slow to raise their sights and to break away from 
slow-moving peacetime procedures. 

F o r  all its w e a k n e s s e s ,  the Advisory Commission's activities 2e- 
sulted in valuable experience and training for a growing body of officials 
and staff employees. Lack of authority didn't prevent them from coming 
to grips with many of the key problems of economic mobilization. They 
learned what these problems were and something, at least, of what 
needed to be known and done if these problems were to be solved. 

In the  y e a r  and  a h a l f  b e t w e e n  the  f a l l  of  F r a n c e  and P e a r l  H a r b o r ,  
t h e r e  w a s  a s t e a d y  r i s e  in the  t e m p o  of o u r  e c o n o m i c  m o b i l i z a t i o n ,  
bo th  to  h a n d l e  o u r  own r e a r m a m e n t  p r o g r a m  and  to  p r o v i d e  i n c r e a s e d  
a id  to  B r i t a i n  and  h e r  a l l i e s .  

In M a r c h  1941, the  L e n d - L e a s e  b i l l  w a s  p a s s e d ,  a c t i o n  m a d e  n e c e s -  
s a r y  b y  the  e x h a u s t i o n  of  B r i t i s h  f u n d s  f o r  p a y i n g  f o r  m u n i t i o n s  o b t a i n e d  
f r o m  the  U n i t e d  S t a t e s .  In e f f e c t ,  t h i s  a c t  p r o v i d e d  the  b a s i s  f o r  a l l - o u t  
a id ,  s h o r t  of  a d e c l a r a t i o n  of w a r ,  to B r i t a i n .  I t  m a d e  u s  in a c t u a l  f a c t  
t he  a r s e n a l  of  d e m o c r a c y .  I t  a l s o  a c c e l e r a t e d  o u r  t r a n s i t i o n  to  a w a r  
e c o n o m y .  

As  the  d e f e n s e  p r o g r a m  took  on l a r g e r  and l a r g e r  p r o p o r t i o n s ,  the  
p r o b l e m s  of  e x p e d i t i n g  and  c o o r d i n a t i n g  the  w h o l e  p r o g r a m  b e c a m e  
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increasingly difficult, and the Advisory Commission became less and 
less adequate for the job. In January 1941, it was replaced as the 
central defense production agency by the Office of Production Manage- 
ment--OPM. 

O r g a n i z a t i o n a l l y ,  O P M  r e p r e s e n t e d  a c o n s i d e r a b l e  a d v a n c e  o v e r  
the  A d v i s o r y  C o m m i s s i o n .  It  w a s  s e t  up a s  an  o p e r a t i n g ,  no t  s i m p l y  
an  a d v i s o r y  a g e n c y .  It  w a s  g i v e n  c e r t a i n  p r i o r i t y  and  o t h e r  p o w e r s  
w h i c h  the  A d v i s o r y  C o m m i s s i o n  l a c k e d .  W h e r e  the  A d v i s o r y  C o m m i s -  
s ion  h a d  no h e a d ,  O P M  w a s  a c t u a l l y  s u p p l i e d  wi th  two h e a d s  : W i l l i a m  
K n u d s e n  of G e n e r a l  M o t o r s  w a s  m a d e  D i r e c t o r  G e n e r a l  and  S i d n e y  
H i l l m a n ,  a p r o m i n e n t  l a b o r  l e a d e r ,  was  m a d e  A s s o c i a t e  D i r e c t o r  G e n e r a l .  
T h i s  m u c h  c r i t i c i z e d  a c t i o n  w a s  p o l i t i c a l l y  a w i s e  m o v e ,  f o r  l a b o r ' s  
s u p p o r t  as  w e l l  a s  m a n a g e m e n t ' s  w a s  e s s e n t i a l  f o r  e x p e d i t i n g  the  d e f e n s e  
e f f o r t .  A c t u a l l y ,  t h i s  a r r a n g e m e n t  w o r k e d  out  f a i r l y  we l l .  

A n o t h e r  i m p o r t a n t  o r g a n i z a t i o n a l  a d v a n c e  c a m e  in  A p r i l  1941 w h e n  
the  O f f i c e  of P r i c e  A d m i n i s t r a t i o n  and  C i v i l i a n  :Supply w a s  e s t a b l i s h e d  
u n d e r  the  d y n a m i c  L e o n  H e n d e r s o n .  

In A u g u s t  1941, a n e w  a g e n c y  w a s  s e t  up to r i d e  h e r d  on O P A  and  
O P M ,  and  to  c o o r d i n a t e  the  e n t i r e  d e f e n s e  p r o d u c t i o n  p r o g r a m .  T h i s  
w a s  the  Supply ,  P r i o r i t i e s  and  A l l o c a t i o n s  B o a r d ,  SPAB,  a top p o l i c y  
ou t f i t  w i t h o u t  o p e r a t i n g  f u n c t i o n s .  V a r i o u s  o t h e r  d e f e n s e  a g e n c i e s  w e r e  
a l s o  e s ~ a b l i s h e d  p r i o r  to  P e a r l  H a r b o r .  

T h i s  b r i n g s  u s  up to  P e a r l  H a r b o r .  L e t  u s  s e e  j u s t  w h e r e  t h i s  
c o u n t r y ' s  m o b i l i z a t i o n  e f f o r t  s t o o d  a t  t h a t  d a t e .  

By  the  end  of 1941, we h a d  a t o t a l  m i l i t a r y  e s t a b l i s h m e n t  of m o r e  
t h a n  two m i l l i o n  m e n ,  and  f a c i l i t i e s  f o r  a g r e a t l y  a c c e l e r a t e d  t r a i n i n g  
p r o g r a m  w e r e  w e l l  a d v a n c e d .  All  m a j o r  t y p e s  of a r m a m e n t  w e r e  in  
p r o d u c t i o n  by  t h i s  t i m e .  P l a n e  p r o d u c t i o n  in D e c e m b e r  w a s  at  t he  r a t e  
of 25 ,000  a y e a r .  T o t a l  m u n i t i o n s  ou tpu t  h a d  r e a c h e d  a r a t e  of on~ 
b i l l i o n  d o l l a r s  a m o n t h .  T h e  m a i n  o r g a n i z a t i o n a l  s t r u c t u r e  of t he  w a r  
a g e n c i e s  h a d  b e e n  e s t a b l i s h e d .  D e s p i t e  the  c o n f u s i o n ,  c o n t r o v e r s y ,  
and  c o n f l i c t  c e n t e r i n g  in t h e s e  a g e n c i e s ,  and  d e s p i t e  the  o v e r l a p p i n g  of 
f u n c t i o n s ,  the  l a c k  of c l e a r - c u t  a u t h o r i t y ,  and  the  a b s e n c e  of e f f e c t i v e  
c o o r d i n a t i o n ,  t h e s e  a g e n c i e s  w e r e  in be ing~ w e r e  s t a f f e d - - t h o u g h  s t i l l  
e x p a n d i n g - - a n d  t h e y  w e r e  a c t u a l l y  o p e r a t i n g .  

F i n a l l y ,  the  a t t a c k  on P e a r l  H a r b o r  b r o u g h t  abou t  a u n i t y  of n a t i o n a l  
purpose which did much to speed up economic mobilization in themonths 

ahead. 
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P e a r l  H a r b o r  m a r k s  the beg inn ing  of the p e r i o d  of a l l - o u t  e c o n o m i c  
m o b i l i z a t i o n .  Wi th in  the next  t h r e e  or  four  m o n t h s ,  t h e r e  was  a 
g e n e r a l  r o u n d i n g  out of the s t r u c t u r e  of w a r  a g e n c i e s .  A n u m b e r  of 
d e f e n s e  a g e n c i e s  w e r e  r e o r g a n i z e d  on a m o r e  e f f ec t ive  b a s i s  and with 
i n c r e a s e d  p o w e r s ,  o r  w e r e  supp lan ted  by new and s t r o n g e r  a g e n c i e s .  
A n u m b e r  of new w a r  a g e n c i e s  w e r e  c r e a t e d  to f i l l  gaps  in the ex i s t i ng  
m o b i l i z a t i o n  s t r u c t u r e .  

Under the First War Powers Act of December 1941 and the Second 
War Powers Act of March 1942, there was a general beefing up of the 
authority of the war agencies. 

Now, in dealing with the period of full economic mobilization after 
Pearl Harbor, I'm going to limit my attention to two central develop- 
ments--those relating to production, and those relating to economic 
stabilization. 

Let us take a look in a general way at the production problems 
which we faced in this country following Pearl Harbor. They were the 
problems, of course, associated with getting war production into high 
gear with the greatest possible speed. Pearl Harbor settled the basic 
issue of what we were mobilizing for. Very plainly, we were mobiliz- 
ing for all-out war on a global scale. Although our over-all strategy 
in this global war was not clearly defined until 1943, it early became 
clear that military requirements would far exceed the highest estimates 
of the defense period. Moreover, these requirements would be far in 
excess of existing industrial capacity to meet. 

The p r o d u c t i o n  goa ls  of the A r m e d  F o r c e s  w e r e  r a i s e d  aga in  and 
aga in  as  the i m p l i c a t i o n s  of the g lobal  job to be done c a m e  to be m o r e  
fu l ly  g r a s p e d .  The m a j o r  p r o d u c t i o n  p r o g r a m s  i n c r e a s e d  r a p i d l y ,  not 
only in s i ze  but  in n u m b e r .  T h e r e  w e r e  not only a i r c r a f t ,  a m m u n i t i o n ,  
nava l  ship ,  and tank p r o g r a m s ,  but t h e r e  w e r e  a l so  huge m i l i t a r y  c o n -  
s t r u c t i o n ,  m e r c h a n t  sh ipp ing ,  and e l e c t r o n i c  e q u i p m e n t  p r o g r a m s .  
B e f o r e  long,  a l and ing  c r a f t  p r o g r a m  was  added.  T h e s e  and m a n y  o t h e r s  
w e r e  s i m p l y  the top l a y e r  i t e m s .  

M i l i t a r y  end-items p r o g r a m s  had to be s u p p o r t e d  by  p r o g r a m s  for  
the p r o d u c t i o n  of the m a t e r i a l s ,  e q u i p m e n t ,  and f a c i l i t i e s  r e q u i r e d  in 
e n d - i t e m  p r o d u c t i o n .  F o r  e x a m p l e ,  the e x p a n s i o n  of p r o d u c t i o n  in 
Q r i t i c a l  m a t e r i a l s  such  as ,  s t e e l ,  a l u m i n u m ,  c o p p e r ,  r u b b e r ,  c h e m i c a l s ,  
m a c h i n e  too l s ,  i n d u s t r i a l  e q u i p m e n t  of a l l  k inds ,  and c o m p o n e n t  p a r t s - -  
the B i t e m s .  New p r o g r a m s  w e r e  con t i nua l l y  be ing  b r o u g h t  into the 
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picture adding their demands to existing ones and throwing exist- 

ir~g plans into confusion. 

Now, it always takes production program~ ~ considerable time to 
get under way because of the extensive and time-consuming planning 
and preparatory work--in other words, lead time. The further along 
the various production programs got, the greater the pressure of their 
demands upon all supporting programs. Before long, major programs 
began to interfere seriously with each other by Competing for scarce 
supplies of raw materials, components, facilities, or manpower. Mili- 
tary programs obstructed each other as well as essential supporting 
programs. Total requirements were apt to add up to double or more 
the total capacity to meet those requirements. Soon everybody was 
battling everybody else to get what they needed for their own programs. 

Obviously somebody, some outfit had to step in and bring some 
kind of order out of this chaos. Some outfit had to ride herd over War 
Production as a whole. Somebody had to bring the many competing 
and conflicting production programs into some kind of order and balance. 
Somebody had to be responsible for increasing productive capacity 
where capacity was most essential, and somebody then had to undertake 
the difficult and painful job of dividing up available supplies among the 
many competing programs and tlieir claimants. 

The war agency that had these jobs thrown right into its lap, of 
course, was the War Production Board--the agency which succeeded 
and absorbed OPM and SPAB early in January 1942. Donald Nelson, 
as chairman of WPB, was charged with full power and authority over 
the entire war procurement and war production program. His authority, 
given him by Executive Order of the President, was far more sweeping 
than anything granted to Baruch and the War Industry Board in World 
War I. In a very real sense, Nelson was made the directing head of 
the American war economy. Only one major economic power was with- 

held from him--authority over prices. 

The story of the War Production Board's hectic career, of course, 
can't be told here. For much of the duration of the war, it was the 
storm center--at any rate the major storm center--of the whole mobili- 
zation program, and Nelson and his policies were, and indeed continue 
to be among those interested in the field, controversial subjects. 

Now let us have a quick look at the course of economic stabilization. 

The vital importance of economic stabilization, primarily through price 
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c o n t r o l ,  was  r e c o g n i z e d  f r o m  the beg inn ing .  All  who had  s tud i ed  the 
p r o b l e m  a g r e e d  on the n e c e s s i t y  of e a r l y  and e f fec t ive  ac t ion  in th i s  
f i e ld .  T h e r e  was  s o m e ,  but  not too m u c h ,  d i s a g r e e m e n t  on what  had  
to be done to m a i n t a i n  p r i c e  s t ab i l i t y  and th rough  it e c o n o m i c  s tab i l i ty .  
But to s e c u r e  publ ic  suppor t ,  to s e c u r e  t h e  a c q u i e s c e n c e  of the v a r i o u s  
s p e c i a l  i n t e r e s t  g r o u p s ,  and to obta in  the n e c e s s a r y  a u t h o r i t y  and b a c k -  
ing of C o n g r e s s  was  s o m e t h i n g  e l s e  aga in .  T h i s  a r e a ,  as  you m a y  r e c a l l  
p r e s e n t e d  s o m e  of the m o s t  d i f f icul t  p r o b l e m s  of the m o b i l i z a t i o n  e f fo r t .  
No w a r  a g e n c y  was  so c o n t i n u o u s l y  and b i t t e r l y  u n d e r  a t t a ck  as  the p r i c e  
c o n t r o l  a g e n c y - - O P A .  

Now jus t  why was  th i s  the c a s e  ? Why was  it that  a p r o g r a m  g e n e r -  
a l ly  a g r e e d  upon by i n f o r m e d  m e n  as i n d i s p e n s a b l e  to an e f f ec t i ve  m o b i l i -  
za t ion  had  such  c o n t i n u o u s l y  rough  go ing?  Why was  OPA opposed  so 
b i t t e r l y  by i n d u s t r y  g roups ,  by t r a d e  a s s o c i a t i o n s ,  and even  in C o n g r e s s ?  

T h e r e  a r e  lo t s  of m i n o r  r e a s o n s  tha t  could  be c i t ed ,  such  a s  the 
r e p u t e d l y  high p r o p o r t i o n  of c o l l e g e  p r o f e s s o r s  on i ts  staff .  But the 
b a s i c  r e a s o n ,  I f ee l ,  is  th i s  : P r i c e s - - i n c l u d i n g  the p r i c e s  of l a b o r ,  
w a g e s ,  i~ents, e t c .  - - a r e  the m o s t  s e n s i t i v e  point  in the p r i v a t e  e n t e r -  
p r i s e  e c o n o m y .  Touch  p r i c e s  and you touch  the pocke tbook ,  you i n t e r -  
f e r e  with p r o f i t s ,  and you d a m p e n  the m a i n s p r i n g  of the e c o n o m i c  m e c h -  
a n i s m .  About the only s t r o n g  suppor t  and e n c o u r a g e m e n t  OPA got was  
f r o m  h o u s e w i v e s  and  a few c o n s u m e r  g roups .  

The s t o r y  of O P A ' s  s t r u g g l e  to e s t a b l i s h  and hold  the p r i c e  l ine  in 
the f ace  of v e r y  g r e a t  odds a g a i n s t  it is  a c o m p l e x  a n d  c o n t r o v e r s i a l  one.  
T h e r e  was  the m o r e  o r  l e s s  con t inuous  s t r u g g l e  to get  adequa te  a u t h o r -  
i ty  f r o m  C o n g r e s s  to do the  job~ and t h e r e  w e r e  c r i t i c a l  o c c a s i o n s  in 
which  C o n g r e s s  w i thhe ld  with one hand  the a p p r o p r i a t i o n s  n e c e s s a r y  to 
m a k e  e f f ec t i ve  the a u t h o r i t y  which  it gave  with the o t h e r  hand.  

Al though a f t e r  a t i m e  OPA was  m o d e r a t e l y  s u c c e s s f u l  in ho ld ing  
the f ron t  door  c l o s e d  a g a i n s t  p r i c e  i n c r e a s e s ,  p r i c e  s t ab i l i z a t i on  was  
h a m p e r e d  and  se t  back  th rough  the s ide  door  of wage  i n c r e a s e s ,  both 
open and c o n c e a l e d ,  tha t  is  f r i nge  b e n e f i t s ,  u p g r a d i n g ,  e t c . ;  t h rough  
the back  door  of p a r i t y  p r i c e s  fo r  m a n y  a g r i c u l t u r a l  p roduc t s ;  as  we l l  
as  by w i d e s p r e a d  d o w n g r a d i n g  of qua l i ty  and the e l i m i n a t i o n  of s o - c a l l e d  
low e n d - i t e m s  by m a n u f a c t u r e r s .  

E c o n o m i c  s t a b i l i z a t i o n  w a s n ' t  a c c o m p l i s h e d  by p r i c e  con t ro l  a l o n e - -  
tha t  is  by the r e g u l a t i o n  of the p r i c e s  of c o m m o d i t i e s ,  s e r v i c e s ,  and 
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rents. Wage• control was, of course, a critical phase of the stabilization 
program, and this had a long and controversial career of its own during 

the war. 

A n o t h e r  u s e f u l  a d j u n c t  to  p r i c e  c o n t r o l  w a s  t h e  p r e m i u m  p r i c e  p l a n  
b y  w h i c h  g o v e r n m e n t  s u b s i d i e s  w e r e  g i v e n  to  h i g h - c o s t  m a r g i n a l  p r o -  
d u c e r s ,  c h i e f l y  in  t h e  c r i t i c a l  m e t a l  f i e l d .  T h e  s u b s i d y  m e t h o d  w a s  
l a t e r  e x t e n d e d  to  o i l  a n d  to  c e r t a i n  f o o d s ,  

S t i l l  o t h e r  e s s e n t i a l  f e a t u r e s  of  p r i c e  S t a b i l i z a t i o n  w e r e  f i s c a l  
m e a s u r e s  d e s i g n e d  t o  r e d u c e  i n f l a t i o n a r y  p r e s s u r e s  t h r o u g h  h i g h  t a x a -  
t i o n  a n d  s a v i n g s  b o n d  p r o g r a m s  to  a b s o r b  e x c e s s  c o n s u m e r  b u y i n g  p o w e r .  
A l s o  i m p o r t a n t  w e r e  r e s t r i c t i o n s  u p o n  c o n s u m e r  c r e d i t  and  i n s t a l l m e n t  

b u y i n g .  

H e r e  we  a r e  a t  i t e m  6 in  m y  o u t l i n e  : W a r t i m e  A c h i e v e m e n t s :  
S t a b i l i z a t i o n  and  P r o d u c t i o n .  D u r i n g  t h e  w a r  y e a r s  w h e n  t h e  s t r u g g l e  t o  
g e t  p r o d u c t i o n  a n d  to s t a b i l i z e  t he  e c o n o m y  w e r e  u n d e r  w a y ,  i t  s e e m e d  
m u c h  of  t he  t i m e  a s  t h o u g h  t h e s e  p r o g r a m s  h a d  n o t h i n g  b u t  s e t b a c k s .  
A c t u a l l y ,  v i e w e d  in  s o m e  p e r s p e c t i v e ,  a f t e r  t h e  d u s t  h a d  s e t t l e d  a n d  
t h e  c o n f u s i o n  h a d  q u i e t e d  d o w n ,  t he  a c c o m p l i s h m e n t s  in  b o t h  a r e a s  w e r e  
s e e n  to  be  v e r y  s u b s t a n t i a l .  

T a k e  p r i c e  s t a b i l i z a t i o n .  T h e  c o n s u m e r ' s  p r i c e  i n d e x  w a s  f a i r l y  
s t e a d y  d u r i n g  1939 a n d  1940,  a t  p r e t t y  c l o s e  to  i 0 0 .  T h e n  i t  r o s e  g r a d -  
u a l l y  to  a p l a t e a u  a t  a b o u t  125, w h i c h  i t  h e l d  f r o m  t h e  m i d d l e  of  1943 to  
e a r l y  1944.  T h e r e a f t e r ,  i t  m o u n t e d  to  a b o u t  130 in  l a t e  19~15. T h i s  
w a s  a f a r  b e t t e r  a c h i e v e m e n t  t h a n  in  W o r l d  W a r  I w h e n  t h e  w h o l e s a l e  
p r i c e  l e v e l  r o s e  f r o m  100 in  J u l y  1914 to  206 in  N o v e m b e r  1 9 1 8 - - t h r e e -  
f i f t h s  of  t h i s  i n c r e a s e  t a k i n g  p l a c e  a f t e r  o u r  e n t r a n c e  i n t o  t h e  w a r .  

So m u c h  f o r  p r i c e  s t a b i l i z a t i o n .  Now,  w h a t  d id  o u r  c o n t r o l l e d  a n d  
• d i r e c t e d  w a r  e c o n o m y  a c c o m p l i s h  p r o d u c t i o n - w i s e ?  M a k i n g  a l l o w a n c e  
f o r  t h e  p r i c e  i n c r e a s e s  w h i c h  t o o k  p l a c e ,  t h i s  i s  w h a t  h a p p e n e d .  D e s p i t e  
t h e  f a c t  t h a t  o v e r  10 m i l l i o n  w e r e  d r a w n  i n t o  t h e A r m e d  F o r c e s ,  t he  
f o l l o w i n g  i n c r e a s e s  in  o u t p u t  t o o k  p l a c e  b e t w e e n  1939 a n d  1944 : 

R a w  m a t e r i a l s  a s  a g r o u p  : 60 p e r c e n t  
A l l  m a n u f a c t u r e d  p r o d u c t s :  150 p e r c e n t  
M u n i t i o n s  p r o d u c t i o n  r o s e  f r o m  a m o n t h l y  r a t e  of  1 /3  b i l l i o n  

d o l l a r s  in  l a t e  1940 to  a p e a k  of  o v e r  5 b i l l i o n  d o l l a r s  in  e a r l y  1944.  

2 0  ~ 



Europe's weakness was Russia's opportunity, and she moved in, 
as we know, with an aggressive program of territorial and political 
aggrandizement. There was no power or group ,of powers in Europe 
or Asia capable of checking her. The result, in effect, was the 
Wrecking of the t rad i t ional  balance of power sy s t em.  

Here we have a great paradox--a global war fought to uphold and 
maintain the balance of power system which Hitler threatened actually 
ended with the virtual collapse of this system, and there remained no 
nation capable of stopping Russia except the United States. Now, prior 
to 1945, we had been all but outside the balance of power system. We 
were like a fire department of on~ city which responds to alarms in an 
adjoining city only when fires of disaster proportions threaten to over- 
whelm that city's fire-fighting resources. In both World War I and II 
we came to the rescue of the Allied Powers only when their defeat seemed 
imminent. But after World War If, ours was, so to speak, the only fire 
department capable of dealing with a major conflagration. We were faced 
with the grim alternatives: either we must take the lead or Russia would 
take over. We were compelled to abandon our traditional role of holding 
our forces in reserve and assume the lead role, or face the prospect of 
continued Russian advance with this country increasingly isolated and 
weakened. 

Most Americans hoped, you will recall, at the end of the war that 
we might return to something like our traditional position of detachment 
from European affairs, but we soon learned that the good old days were 
gone forever. In place of the old balance of power system, we were 
faced with the harsh realit/es of a very different system--a bi-polar 
system, with one pole at Moscow and the other here in Washington. 

These, then, were the postwar developments, all familiar to you, 
which compelled the United States drastically to revamp policies and 
organizations concerned with national security. 

This brings me down to Point 2 in the outline- - "organization for 
National Security Prior to World War II. " I have tried to portray the 
situation before and after the Security Act of 1947 in a chart, Federal 
Agencies Concerned with National Security in Peacetime. Now, I have 
arranged the material in this chart under three headings: Policy, 
Planning, and Operations. Note, first, that there was no specific agency 
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charged with security policy and planning on the national level (as 
distinguished from the military service level) prior to World War II. 
This does not "mean t'nat'there was neither policy nor planning in respect 
to security; bat virtually no planning in any formal sense went on outside 

the military_ services. Security policy formulation rested almost en- 
tirely with the President, in consultation with such advisors among the 

cabinet officers as he might confide in. 

Even within the armed services, military planning as carried on 
prior to World War II was of a very limited character. It hardly existed 
before 1917 except in a very rudimentary form. In the 1920's and 1930's 
war plans were prepared by the Army and the Navy, but largely independ- 
ently of each other, until the outbreak of war in Europe in 1939 brought 

the planning together to some extent. A Joint Army and Navy Board, 
consisting of the CNO and the Chief of Staff, Army, coordinated war 
plans in those areas where agreement could be reached. Only in the 
field of industrial mobilization was their regular machinery for joint 
planning in the old Army and Navy Munitions Board. 

The relations of the two armed services to each other before World 

War II have been described by a former member of the Army and Navy 

Staff College faculty as follows: 

"... it was all too clear that we had fought all 

of our wars with an army and with a navy. We generally 
have fought two wars, one on land and one on sea. 

A l w a y s  we h a d  fough t  wi th  two s e p a r a t e  f o r c e s ;  
s e p a r a t e  in o r g a n i z a t i o n ,  in t r a d i t i o n ,  and,  w o r s t  of  a l l ,  
s e p a r a t e  in s e n t i m e n t .  Bu t  t h e y  h a d  th i s  in  c o m m o n :  
E a c h  was  i g n o r a n t  of the  o t h e r .  " 

Now,  if the  two a r m e d  s e r v i c e s  h a d  l i t t l e  k n o w l e d g e  and  u n d e r -  
s t a n d i n g  of e a c h  o t h e r ,  and  o p e r a t e d  in  s u b s t a n t i a l  i s o l a t i o n ,  th i s  was  
e v e n  m o r e  t r u e  of  the  r e l a t i o n s  b e t w e e n  the  a r m e d  s e r v i c e s  and  the S ta t e  
D e p a r t m e n t .  It was  the  job of the  S t a t e  D e p a r t m e n t  to f o r m u l a t e  and 
a d m i n i s t e r  the  n a t i o n a l  p o l i c i e s  o f  th is  c o u n t r y  d e a l i n g  wi th  o u r  r e -  
l a t i o n s  with other countries. These policies inevitably involved risks 
and commitments by the United States. These risks and commitments, 
accepted in the pursuit of our foreign policy goals, might well, sooner 
or later, involve this country in war, or the threat of war. To pursue 
such policies, obviously, without recognizing and evaluating the 
possible military consequences and preparing for such consequences, 

was a foolhardly business. 
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N o t h i n g  i s  m o r e  e s s e n t i a l ,  i t  is r e c o g n i z e d  t o d a y ,  f o r  a n  e f f e c t i v e  
n a t i o n a l  p o l i c y  t h a n  t he  c l o s e  c o o r d i n a t i o n  of f o r e i g n  and  m i l i t a r y  p o l i c y ;  
a nd  y e t ,  d u r i n g  the  1 9 2 0 ' s  a n d  1 9 3 0 ' s  ( to go  b a c k  no  f u r t h e r )  t h e r e  w a s  
v e r y  l i t t l e  of  s u c h  c o o r d i n a t i o n ,  e i t h e r  f o r m a l l y  o r  i n f o r m a l l y .  A s  I 
h a v e  i n d i c a t e d  on  t he  c h a r t  h e r e ,  no  m a c h i n e r y  e x i s t e d  f o r  t h e  p u r p o s e .  
M i l i t a r y  d e p a r t m e n t s  a n d  t he  S t a t e  D e p a r t m e n t  o p e r a t e d  i n d e p e n d e n t l y  
and ,  to a v e r y  l a r g e  d e g r e e ,  in  i g n o r a n c e  of  e a c h  o t h e r ' s  p o l i c i e s  and  
p l a n s .  

B e t w e e n  1939 a n d  1945,  a W o r l d  W a r  o f  g l o b a l  p r o p o r t i o n s  w a s  
f o u g h t ,  a n d  d u r i n g  t h e s e  w a r  y e a r s  we l e a r n e d  t he  f a c t s  o f  n a t i o n a l  s e -  
c u r i t y  the  h a r d  way .  T h r o u g h  g r i m  n e c e s s i t y ,  and  w i th  v i r t u a l l y  no  
a d v a n c e  p l a n n i n g  o r  p r e p a r a t i o n ,  we l e a r n e d  h o w  to p l a n ,  o r g a n i z e ,  a n d  
c o n d u c t  j o i n t  o p e r a t i o n s  a n d  c o m b i n e d  o p e r a t i o n s  in  the  f i e l d ;  we l e a r n e d  
h o w  v i t a l  w a s  the  c l o s e  i n t e r l o c k i n g  of  f o r e i g n  p o l i c y  and  m i l i t a r y  p o l i c y ;  
we l e a r n e d ,  a g a i n  the  h a r d  way ,  tha t  you  d o n ' t  f i g h t  a w a r  s i m p l y  to win  
i t ;  you  f i g h t  a w a r  to a t t a i n  n a t i o n a l  o b j e c t i v e s .  S t i l l  a n o t h e r  l e s s o n  t ha t  
we l e a r n e d  d u r i n g  t he  w a r  w a s  t ha t  l a c k  of  p l a n n i n g ,  l a c k  of  p r e p a r a t i o n ,  
a nd  i g n o r a n c e  a d d e d  g r e a t l y  to t he  m a t e r i a l  c o s t s  of  t he  w a r  a n d  r e s u l t e d  
in  n o t  o n l y  a h e a v y  f i n a n c i a l  b u r d e n  d u r i n g  and  a f t e r  t he  w a r ,  bu t  in  a 
s e r i o u s  d e p l e t i o n  of  o u r  n a t u r a l  r e s o u r c e s .  

The result of all this experience was that, after the war was over-- 
in fact, even before the end of the war, beginning as early as the spring 
of 1944--we got busy putting our house in order, security-wise. A 
number of studies and investigations were made, both within the military 
departments and by Congress, and there was long and, at times, rather 
heated public discussions of the major issues. The end result of all this 
investigation and discussion was the National Security Act of 1947, passed 
in  the  s u m m e r  of  t h a t  y e a r ;  a n d  t h i s  a c t  p r o v i d e d  the  s t a t u t o r y  b a s e  f o r  
t he  e l a b o r a t e  s e t  of  a g e n c i e s  l i s t e d  f o r  t ha t  y e a r  in  the  l o w e r  l i n e  on  the  
c h a r t .  T h i s  A c t  of  1947 m a r k s  the  g r e a t  d i v i d e  in  the  l o n g  e v o l u t i o n  of  
o u r  n a t i o n a l  s e c u r i t y  p o l i c y .  And  t h i s  b r i n g s  m e  to P o i n t  3 in  m y  o u t l i n e .  

Many of you are already familiar with the Act of 1947 and its 
amendments, but I would urge all of you to read, or reread, these acts 
carefully. Two bound copies are available in each of your rooms. Before 
considering the more significant provisions of this act, let me point out 
certain fundamental concepts which give meaning and purpose to the 
entire system of security under the act. There are, as I see it, three 
such concepts, and I will list them briefly: 
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I. The central concept is that indicated in the title itself of the act: 
National Security. This concept of national security contrasts very 
sharply with the traditional and rather passive concept of national defense 
conceived almost solely in military terms. Defense, military defense, 
of course, plays a vital role, but this functions within the larger frame- 

work of national security. 

2. The s e c o n d  b a s i c  concep t  r u n n i n g  th rough  the ac t  i s  that  of c o o r -  
d i n a t i o n - - t h e  c o o r d i n a t i o n  not on ly  of the  a r m e d  s e r v i c e s  in the p l ann ing  
and conduc t  of m i l i t a r y  o p e r a t i o n s ,  i m p o r t a n t  as  that  is ,  but ,  at l e a s t  
of equa l  i m p o r t a n c e ,  the c o o r d i n a t i o n  of d o m e s t i c ,  f o r e i g n ,  and m i l i t a r y  
p o l i c i e s  r e l a t i n g  to n a t i o n a l  s e c u r i t y .  Both p r e w a r  and w a r t i m e  ex-  
p e r i e n c e  had m a d e  v e r y  c l e a r  aga in  and aga in  the Vital i m p o r t a n c e  of 
hav ing  m i l i t a r y  and f o r e i g n  p o l i c i e s  that  w e r e  not on ly  c o n s i s t e n t  with 

e a c h  o t h e r  but  w e r e  m u t u a l l y  s u p p o r t i n g .  

3. The th i rd  c o n c e p t  that  r u n s  th rough the e n t i r e  ac t  of 1947 can  be  
s u m m e d  up in the p h r a s e :  " S e c u r i t y  is  e v e r y b o d y ' s  b u s i n e s s ,  " and,  
e q u a l l y  i m p o r t a n t ,  i t  is  e v e r y o n e ' s  r e s p o n s i b i l i t y .  As we e x a m i n e  the 
v a r i o u s  p a r t s  of the ac t ,  we wil l  s e e  that  not  on ly  the  m i l i t a r y  d e p a r t -  
m e n t s  but  a l l  the m a j o r  e x e c u t i v e  d e p a r t m e n t s  and a g e n c i e s  of the Gov- 
e r n m e n t  a r e  aga in  and aga in  b rough t  into the s e c u r i t y  p i c t u r e .  

Now l e t ' s  t u rn  to the ac t  i t s e l f ,  and the f i r s t  thing to note  is the 

p u r p o s e  of the law,  d e s c r i b e d  as:  

"An  ac t  to p r o m o t e  the n a t i o n a l  s e c u r i t y  by 
p r o v i d i n g  for  a S e c r e t a r y  of D e f e n s e ,  fo r  a Na t iona l  
M i l i t a r y  E s t a b l i s h m e n t  . . • ~ n c l u d i n g  D e p a r t m e n t s  of the 
A r m y ,  Navy,  and Ai r  Fo rce~  and for  the c o o r d i n a t i o n  of the 
a c t i v i t i e s  of the Na t iona l  M i l i t a r y  E s t a b l i s h m e n t  with o t h e r  
d e p a r t m e n t s  and a g e n c i e s  of the G o v e r n m e n t  c o n c e r n e d  with 

the na t i ona l  s e c u r i t y .  " 

This  s t a t e m e n t  i s  so i m p o r t a n t  that  I a m  going to r e p e a t  it ,  f a m i l i a r  as  

it m a y  be  to you: 

"An act  to p r o m o t e  the  na t i ona l  s e c u r i t y  by 
p r o v i d i n g  for  a S e c r e t a r y  of D e f e n s e ,  fo r  a Na t iona l  
M i l i t a r y  E s t a b l i s h m e n t  . . . ~ n c l u d i n g  D e p a r t m e n t s  of the 
A r m y ,  Navy,  and Ai r  F o r c e  and fo r  the c o o r d i n a t i o n  of the 
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a c t i v i t i e s  of the N a t i o n a l  M i l i t a r y  E s t a b l i s h m e n t  with 
o t h e r  d e p a r t m e n t s  and a g e n c i e s  of  the G o v e r n m e n t  
c o n c e r n e d  with the na t iona l  s e c u r i t y .  " 

b* 

In this  p h r a s i n g  we have ,  in e f fec t ,  the b a s i s  fo r  a r e v o l u t i o n  i n n a t i o n a l  
s e c u r i t y  po l i cy .  In b r i e f ,  and as the r e m a i n d e r  of the ac t  m a k e s  c l e a r ,  
the a r m e d  f o r c e s  a r e  no longer~ the so l e  g u a r d i a n s  of the n a t i o n ' s  sa fe ty .  
"It  is  the in ten t  of C o n g r e s s ,  " r u n s  the i n t r o d u c t o r y  s t a t e m e n t  of po l i cy ,  
"to p r o v i d e  a c o m p r e h e n s i v e  p r o g r a m  fo r  the f u t u r e  s e c u r i t y  of the 
Uni ted  S ta tes ;  to p r o v i d e  for  the e s t a b l i s h m e n t  of i n t e g r a t e d  p o l i c i e s  a n d  
p r o c e d u r e s  for  the d e p a r t m e n t s ,  a g e n c i e s ,  and func t ions  of the G o v e r n -  
m e n t  r e l a t i n g  to the na t iona l  s e c u r i t y . . . ,  " and so on. 

It is  wor th  not ing that T i t le  I, c o m p r i s i n g  about  o n e - t h i r d  of the 
e n t i r e  ac t  in length ,  i s  not  c o n c e r n e d  with the a r m e d  f o r c e s  at  a l l .  It 
d e s c r i b e s  the o r g a n i z a t i o n  and func t ions  of t h r e e  new n o n - m i l i t a r y  
a g e n c i e s  ou t s ide  the m i l i t a r y  e s t a b l i s h m e n t  but with vi ta l ,  t o p - l e v e l  
s e c u r i t y  r e s p o n s i b i l i t i e s .  T h e s e  t h r e e  a r e ,  o r  we re ;  The Na t iona l  
S e c u r i t y  Counc i l ,  NSC; the C e n t r a l  I n t e l l i g e n c e  Agency ,  CIA; the 
Na t iona l  S e c u r i t y  R e s o u r c e s  Bda rd ,  NSRB. Note that  T i t l e  I is  h e a d e d  
C o o r d i n a t i o n  for  Na t iona l  S e c u r i t y .  

L e t ' s  take a b r i e f  look at e ach  of the t h r e e  new a g e n c i e s  which  a r e  
now added  t o  the s e c u r i t y  s t r u c t u r e  of the na t ion .  Of the NSC the ac t  
r e a d s :  "The  func t ion  of the Counc i l  sha l l  be to adv i s e  the P r e s i d e n t  
w i t h  r e s p e c t  to the i n t e g r a t i o n  of d o m e s t i c ,  f o r e i g n ,  and m i l i t a r y  p o l i c i e s  
r e l a t i n g  to the na t i ona l  s e c u r i t y  so as  to enab le  the m i l i t a r y  s e r v i c e s  
and the o t h e r  d e p a r t m e n t s  and a g e n c i e s  of the G o v e r n m e n t  to c o o p e r a t e  
m o r e  e f f e c t i v e l y  in m a t t e r s  invo lv ing  the na t iona l  s e c u r i t y .  " 

The m e m b e r s h i p  of the Counc i l  i t s e l f  is  v e r y  i l l umina t i ng .  As 
n a m e d  in the o r i g i n a l  ac t ,  the m e m b e r s  a p p e a r  in the fo l lowing o r d e r :  

F i r s t  the P r e s i d e n t ;  s e c o n d ,  the S e c r e t a r y  of State;  
th i rd ,  the S e c r e t a r y  of D e f e n s e ,  four th ,  fifth and 
s ix th ,  S e c r e t a r i e s  of the A r m y ,  Nav-$, and A i r  F o r c e ;  
and s even th ,  the C h a i r m a n  of the Na t iona l  S e c u r i t y  
R e s o u r c e s  B o a r d .  

Finally, provision was made for adding other members from among 
the heads of the executive departments and agencies. 
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It s h a l l  be  the  d u t y  o f  t h e  C o u n c i l ,  r e a d s  t he  ac t ,  " to  a s s e s s  and  
a p p r a i s e  the . ob j e c t i ve s ,  c o m m i t m e n t s ,  and  r i s k s  of t he  U n i t e d  S t a t e s  
in r e l a t i o n  to o u r  a c t u a l  and  p o t e n t i a l  m i l i t a r y  p o w e r ,  in  the  i n t e r e s t  
of  n a t i o n a l  s e c u r i t y ,  f o r  the  p u r p o s e  of m a k i n g  r e c o m m e n d a t i o n s  to the  

P r e s i d e n t  in c 0 n n e c t i o n  t h e r e w i t h ;  . . . "  

Note  h e r e  p a r t i c u l a r l y  tha t  two s i d e s  of the  s e c u r i t y  s i t u a t i o n  a r e  
s t r e s s e d - - o n  'the one  s i d e ,  n a t i o n a l  o b j e c t i v e s ,  n a t i o n a l  c o m m i t m e n t s ,  
n a t i o n a l  r i s k s ;  on the  o t h e r ,  n a t i o n a l  p o w e r ,  a c t u a l  and  p o t e n t i a l .  
O b v i o u s l y ,  the  two m u s t  be  kep t  r e a s o n a b l y  we l l  in b a l a n c e .  

Secondly, it shall be the duty of the Council "to consider policies 
on matters of common interest to the departments and agencies of the 
Government concerned with the national security and to make recom- 
mendations to the President in connection therewith. " 

Here in the National Security Council we have, at long last, a top ~ 
level policy agency, headed by the President, whose job is to take an 
overall view of the security position and policies of the United States and 

to advise the President concerning the same. 

The second of the new 'civilian agencies established by the National 
Security Act of 1947 is the CIA. Briefly summarized, the function of 
the Central Intelligence Agency is, to ensure under t~e direction of the 
National Security Council, a sound and adequate intelligence base for 
the formulation and execution of national security policies. Very clearly, 
if our national security policies are to be sound and effective, they have 
to be based on accurate intelligence on all matters bearing upon national 
security. Thus the job of CIA is t:o correlate, evaluate, and disseminate 
intelligence relating to national security and to perform such other 
intelligence activities as can best be handled by a central agency. Obvi- 
ously, this is a big job and an important agency. Most of you have some 
familiarity with CIA and I need not go into it further here. 

T h i s  b r i n g s  us  to the N a t i o n a l  S e c u r i t y  R e s o u r c e s  B o a r d ,  NSRB, 
in m a n y  w a y s  the m o s t  i m p o r t a n t  a g e n c y  of the  lo t ,  f r o m  the  v i e w p o i n t  
of o u r  s t u d i e s  h e r e  a t  the I n d u s t r i a l  C o l l e g e .  As m a n y  of y o u  know,  
NSRB no l o n g e r  e x i s t s  u n d e r  t h i s  n a m e ,  but  the  p r e s e n t  O f f i c e  of D e f e n s e  
M o b i l i z a t i o n ,  ODM, is ,  wi th  c e r t a i n  m o d i f i c a t i o n s  of f u n c t i o n s  and  f o r m ,  

a c o n t i n u a t i o n  of  NSRB.  

p 
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In my talk yesterday morning, I reviewed our experience in 
economic mobilization planning during the thirties and our failure to 
adopt the Industrial Mobilization Plan when war came. 

Now, d u r i n g  W o r l d  W a r  II, to a m u c h  g r e a t e r  e x t e n t  e v e n  t h a n  in  
W o r l d  W a r  I, we c a m e  to r e a l i z e  the  p r e d o m i n a n t  r o l e  of  p r o d u c t i v e  
r e s o u r c e s  in  o u r  n a t i o n a l  m i l i t a r y  s t r e n g t h .  A c c o r d i n g l y ,  e c o n o m i c  
m o b i l i z a t i o n  c a m e  in  f o r  a g r e a t  d e a l  o f  a t t e n t i o n  in  t he  t h i n k i n g  w h i c h  
l e a d  to the  N a t i o n a l  S e c u r i t y  A c t  of  1947 .  T h e  r e s u l t  w a s  c e r t a i n  r a d i c a l  
c h a n g e s  in  the  o r g a n i z a t i o n a l  a r r a n g e m e n t s  f o r  e c o n o m i c  m o b i l i z a t i o n  
p l a n n i n g .  

In the  f i r s t  p l a c e ,  e x c e p t  in  r e s p e c t  to m i l i t a r y  f u n c t i o n s  r e l a t e d  to 
p r o c u r e m e n t ,  e c o n o m i c  m o b i l i z a t i o n  p l a n n i n g  w a s  t a k e n , o u t  o f  t h e  
military establishment, where it had been since 1920, and was given to 
a civilian agency, NSRB. In part this was done from a widely held, al- 
though possibly incorrect, view that the War Department had fallen down 
on the economic mobilization planning job during the 1920's and 1930's. 
But to a larger degree, I think, this reassignment of responsibility for 
planning from a military department to a civilian agency reflected the 
growing feeling that modern warfare demanded the fullest and most 
effective application of all the resources of the nation, civilian and 
military, and that planning for the mobilization of the economy, no less 
than the direction of the economy in wartime, was preeminently a civilian 
job and one which best could be done by those most competent to deal 
with problems involving the civilian economy--that is, civilians. 

S e c o n d l y ,  t he  r e s p o n s i b i l i t y  f o r  e c o n o m i c  m o b i l i z a t i o n  p l a n n i n g  w a s  
t a k e n  f r o m  a m i n o r  b r a n c h  of  o n e  of  t he  m i l i t a r y  d e p a r t m e n t s ,  w h e r e  
i t  h a d  e n j o y e d  l i t t l e  p r e s t i g e  and  no  g r e a t  i n f l u e n c e ,  and  p l a c e d  in  a n  
i n d e p e n d e n t  e x e c u t i v e  a g e n c y  r e s p o n s i b l e  d i r e c t l y  to the  P r e s i d e n t .  NSRB 
h a d  no  o p e r a t i n g  r e s p o n s i b i l i t i e s  o r  a u t h o r i t y .  I t s  r o l e  w a s  a d v i s o r y  o n l y ,  
b u t  i t  w a s  a s t a f f  a r m  of  the  h i g h e s t  e x e c u t i v e  a u t h o r i t y ,  the  P r e s i d e n t .  
In  the  l a n g u a g e  of  t he  s t a t u t e :  " I t  s h a l l  b e  the  f u n c t i o n  of  t he  B o a r d  to 
a d v i s e  the  P r e s i d e n t  c o n c e r n i n g  the  c o o r d i n a t i o n  of  m i l i t a r y ,  i n d u s t r i a l ,  
a n d  c i v i l i a n  m o b i l i z a t i o n ,  . . "  a n d  t h e n  the  a c t  e n u m e r a t e d  m o s t  o f  
the  m a j o r  a r e a s  to w h i c h  y o u r  s t u d y  wi l l  be  d i r e c t e d  d u r i n g  the  n e x t  t e n  
m o n t h s :  M a n p o w e r ;  N a t u r a l  and  I n d u s t r i a l  R e s o u r c e s ;  M a i n t e n a n c e  a n d  
S t a b i l i z a t i o n  of  t h e  C i v i l i a n  E c o n o m y ;  C o o r d i n a t i o n  of  P r o c u r e m e n t ,  
P r o d u c t i o n ,  a n d  R e l a t e d  A c t i v i t i e s  o f  F e d e r a l  A g e n c i e s  a n d  D e p a r t m e n t s ,  
M i l i t a r y  and  C i v i l i a n ;  R e q u i r e m e n t s  and  T h e i r  B a l a n c i n g  wi th  A v a i l a b l e ,  
R e s o u r c e s ;  S t o c k p i l i n g  a n d  C o n s e r v a t i o n  of  S t r a t e g i c  and  C r i t i c a l  M a t e r i a l s ;  
S t r a t e g i c  R e l o c a t i o n  of  I n d u s t r i a l  F a c i l i t i e s  a n d  S e r v i c e s .  
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A t h i r d  poin t  .I shou ld  l ike  to m a k e  about  NSRB t i e s  in with what  I 
no t ed  e a r l i e r  about  s e c u r i t y  be ing  e v e r y b o d y ' s  b u s i n e s s .  NSRB was  
e s t a b l i s h e d  as  a B o a r d  c o n s i s t i n g  of the h e a d s  of s e v e n  c a b i n e t  d e p a r t -  
m e n t s ,  i n c l u d i n g  D e f e n s e ,  S ta te ,  C o m m e r c e ,  L a b o r ,  A g r i c u l t u r e ,  I n t e r i o r ,  
and T r e a s u r y .  F u r t h e r ,  NSRB was  d i r e c t e d  by  s t a t u t e  to u s e  to a 
m a x i m u m  e x t e n t  the f a c i l i t i e s  and  r e s o u r c e s  of the e x e c u t i v e  d e p a r t m e n t s  
and a g e n c i e s  g e n e r a l l y .  Thus ,  n a t i o n a l  s e c u r i t y  p l a n n i n g  on the r e s o u r c e s  
s ide  i s  c o n c e i v e d  as  a job r e q u i r i n g  the p a r t i c i p a t i o n  of e v e r y  m a j o r  
e x e c u t i v e  d e p a r t m e n t  and a g e n c y  of the F e d e r a l  G o v e r n m e n t .  

Now, fo r  the l a s t  ten  o r  f i f t e e n  m i n u t e s ,  I h a v e  b e e n  t a lk ing  about  
the new o r g a n i z a t i o n  f o r  n a t i o n a l  s e c u r i t y  and I h a v e  b a r e l y  m e n t i o n e d  
the  a r m e d  s e r v i c e s .  T i t l e  II, c o m p r i s i n g  m o r e  than  h a l f  of the  N a t i o n a l  
S e c u r i t y  Act  of 1947 by l e n g t h  c o v e r s  th i s  s ide  of the s e c u r i t y  p i c t u r e .  
It i s  h e a d e d  The  N a t i o n a l  M i l i t a r y  E s t a b l i s h m e n t .  As  l a t e r  a m e n d e d ,  
th i s  p a r t  of  the  a c t  is  the b a s i c  c h a r t e r  f o r  the  p o s t w a r  m i l i t a r y  o r g a n -  
i za t ion ;  and it r e a l l y  did g ive  the a r m e d  s e r v i c e s  a new look.  I don ' t  
p r o p o s e  to c o n s i d e r  th is  p a r t  of the a c t  in a n y  d e t a i l .  You a r e  a l l  m o r e  
o r  l e s s  f a m i l i a r  wi th  t h e  r e s u l t s  of T i t l e  II, if  not  with i t s  l a n g u a g e ,  I 
sha l l  l i m i t  m y  a t t e n t i o n  to s o m e  g e n e r a l  c o m m e n t s  on c e r t a i n  f e a t u r e s  
of th is  p a r t  of the a c t .  

Let me remind you again of the reasons for this overhaul of the 
military establishment. The experience of the war had demonstrated 
very forcibly the hopeless inadequacy of certain features of the prewar 
military structure. The result was a hasty revamping of that structure, 
as you recall, once we got involved in the war, and this was a very 
costly, time-consuming, and very frustrating business. This was done 
by executive order, and most of the organizational changes would expire 

with the President's war powers following the war. 

If we were to select any one major deficiency as outstanding in this 
military prewar structure, I'm sure it would be lack of coordination 
(and of any machinery for coordination) between the separate armed 
services. Even within a single service, there was not a great deal of 
coordination in some respects, and this had led to important intra- 
departmental changes during the war. This lack of coordination cut all 
the way across the board from planning through operations. It related 
not only to strategy, tactics, and doctrine, but to the whole broad field 
of logistics, extending all the way from production and procurement on 
down to field service and supply. The Joint Chiefs Of Staff Committee 
on Reorganization in commenting on this aspect of our prewar military 
establishment declared: "Adequate mutual understanding which is so 
essential to unity was lacking to an alarming degree. " 
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F r o m  the m i l i t a r y  point  of v iew this  l ack  of c o o r d i n a t i o n  was 
s i g n i f i c a n t  p r i m a r i l y  for  i ts  e f fec t  upon comba t  opera t io r i s  in the f ield;  
in o t h e r  w o r d s ,  in m i l i t a r y  e f f e c t i v e n e s s  as  m e a s u r e d  in ac t ion  aga in s t  
the e n e m y .  But C o n g r e s s m e n ,  not be ing  m i l i t a r y  e x p e r t s ,  qui te  
n a t u r a l l y  tended  to s e e  l ack  of c o o r d i n a t i o n  b e t w e e n  the m i l i t a r y  d e p a r t -  
m e n t s  p r i m a r i l y  in t e r m s  of cos t  in d o l l a r s .  The c o m m i t t e e  h e a r i n g s  
l e ad ing  to the Act  of 1947, if you have  e v e r  looked  into t h e m ,  a r e  f i l l ed  
with e x p r e s s i o n s  of th is  i n t e r e s t  in c o s t s ,  and i n n u m e r a b l e  e x a m p l e s  
w e r e  c i t ed  i ,  t hese  h e a r i n g s  of h o r r i b l e  e x a m p l e s  of e x c e s s i v e  was te  
and e x c e s s i v e  c o s t s  r e s u l t i n g  f r o m  l ack  of c o o r d i n a t i o n  in p r o c u r e m e n t  
and supply  m a t t e r s .  

A m a j o r  o b j e c t i v e  of the r e o r g a n i z a t i o n  of the m i l i t a r y  e s t a b l i s h m e n t  
was the e l i m i n a t i o n  of was te  and e x c e s s i v e  cos t s  r e s u l t i n g  f r o m  dupl i -  
ca t ion  of s e r v i c e s  and f a c i i l i t e s  and l a ck  of s t a n d a r d i z a t i o n  of supp l i e s  
and equ ipmen t .  This  ob j ec t i ve  of e c o n o m y  was a m a j o r  one b e c a u s e ,  
d e s p i t e  the r a p i d  d e m o b i l i z a t i o n  fo l lowing  the war ,  we s t i l l  had  m u c h  
the l a r g e s t  m i l i t a r y  e s t a b l i s h m e n t  of p e a c e t i m e  in our  h i s t o r y .  

All  r i gh t ,  then: How did the f r a m e r s  of the Act  of 1947 p r o p o s e  to 
dea l  with the p r o b l e m s  g r o w i n g  out of the l ack  of c o o r d i n a t i o n ?  Organ-  
i z a t i o n a l l y  they  p r o p o s e d  to a c c o m p l i s h  this  in two p r i n c i p a l  ways .  The 
f i r s t  was by p l a c i n g  the t h r e e  m i l i t a r y  d e p a r t m e n t s ,  A r m y ,  Navy,  and 
the Ai r  F o r c e  (which r e c e i v e d  i ts  b a s i c  c h a r t e r  u n d e r  th is  act) ,  wi th in  
the f r a m e w o r k  of an o v e r a l l  o r g a n i z a i o n ,  en t i t l ed ,  The Na t iona l  M i l i t a r y  
E s t a b l i s h m e n t .  At the head  of th is  o v e r - a l l  o r g a n i z a t i o n  was  p l a c e d  a 
S e c r e t a r y  of D e f e n s e ,  a c iv i l i an ,  de f ined  by the ac t  as  " the  p r i n c i p a l  
a s s i s t a n t  to the P r e s i d e n t  in a l l  m a t t e r s  r e l a t i n g  to na t iona l  s e c u r i t y . "  
His  p r i n c i p a l  du t i e s ,  in the l anguage  of the ac t ,  w e r e  "to e s t a b l i s h  
g e n e r a l  p o l i c i e s  and p r o g r a m s  for  the Na t iona l  M i l i t a r y  E s t a b l i s h m e n t  
and c o n s t i t u e n t  m i l i t a r y  d e p a r t m e n t s ,  and to e x e r c i s e  g e n e r a l  d i r e c t i o n ,  
a u t h o r i t y ,  and c o n t r o l  o v e r  t he se  d e p a r t m e n t s .  " 

As you wil l  r e c a l l ,  th is  o v e r h e a d  o r g a n i z a t i o n  was  a c o m p r o m i s e  
b e t w e e n  the d e s i r e  of the A r m y  and the Ai r  F o r c e  for  a s t r o n g l y  un i f i ed  
s ing le  d e p a r t m e n t ,  and the Navy oppos i t ion  to this  concep t .  Ac tua l ly ,  
the na t i ona l  m i l i t a r y  e s t a b l i s h m e n t  and the a u t h o r i t y  of the S e c r e t a r y  
of D e f e n s e  ove r  the t h r e e  d e p a r t m e n t s  p r o v e d  to be weak  and not v e r y  
e f f ec t ive .  

The second organizational device employed in the Act of 1947 to 
provide coordination within the military establishment was a group of 

11 



8 6  

jo in t  a g e n c i e s  d e a l i n g  with i m p o r t a n t  a c t i v i t i e s  invo lv ing  the t h r e e  
s e r v i c e s .  T h e r e  w e r e  four  p r i n c i p a l  ones ,  and I sha l l  r e f e r  to each  one 
of t hem b r i e f l y .  They  w e r e :  The War  Counc i l ,  the Jo in t  Chie fs  of Staff,  
the Muni t ions  B o a r d ,  and the R e s e a r c h  and D e v e l o p m e n t  B o a r d .  

The W a r  Counc i l ,  c o n s i s t i n g  of the S e c r e t a r y  of D e f e n s e  and the 
t h r e e  m i l i t a r y - d e p a r t m e n t  s e c r e t a r i e s ,  and the m i l i t a r y  ch ie f s  of s taff ,  
had the du ty  of a d v i s i n g  the S e c r e t a r y  of D e f e n s e  on m a t t e r s  of b r o a d  
p o l i c y  r e l a t i n g  to the a r m e d  f o r c e s .  This  War  Counc i l  was  r e n a m e d  the 
A r m e d  F o r c e s  P o l i c y  Counc i l  in the a m e n d m e n t s  of 1949, with c e r t a i n  
m i n o r  c h a n g e s .  

The R e s e a r c h  and D e v e l o p m e n t  B o a r d  was g iven  the job,  u n d e r  the 
S e c r e t a r y  of D e f e n s e ,  of c o o r d i n a t i n g  r e s e a r c h  and d e v e l o p m e n t  wi thin  
the a r m e d  s e r v i c e s  and of p e r f o r m i n g  c e r t a i n  o t h e r  func t ions  in r e l a t i o n  
to the v i ta l  r o l e ,  a l m o s t  n e w l y  d i s c o v e r e d ,  d u r i n g  the war ,  of r e s e a r c h  
and d e v e l o p m e n t  in the m i l i t a r y  f ie ld .  

The two r e m a i n i n g  jo in t  a g e n c i e s ,  the Jo in t  Ch ie f s  of Staff and the 
Mun i t i ons  B o a r d  a r e  of m u c h  g r e a t e r  i m p o r t a n c e  and of m u c h  g r e a t e r  
i n t e r e s t  in ou r  s t u d i e s  h e r e  at  this  C o l l e g e - - t h e  Jo in t  Ch ie f s  of Staff, 
of c o u r s e ,  b e c a u s e  of t h e i r  r e s p o n s i b i l i t y  for  p r e p a r i n g  s t r a t e g i c  p l a n s  
and joint logistic plans, and the assignment of logistic responsibilities 
to the three services. Strategic planning provides the basis not only 
for joint logistic planning but also for the plans and programs for 
mobilizing the economic resources of the nation. 

The Munitions Board, under a civilian chairman, was assigned 
broad responsibilities of planning for the military aspects of economic 
mobilization and of coordinating all matters within the three military 
departments relating to production, procurement, and other phases of 
logistics. The Munitions Board, was, in a sense, the military counter- 
part or opposite number of the NSRB, the National Security Resources 
Board, working, of course, within the framework of national policies as 
developed by NSRB. 

So m u c h  fo r  the Na t iona l  S e c u r i t y  Act  of 1947. This  b r i n g s  m e  to 
Po in t  4 in the o u t l i n e - - C h a n g e s  I n t r o d u c e d  in 1949 and 1953. 

As many of you will recall, the new military establishment as set 
up under the Act of !947 operated with something less than the hoped for 
results. Judged by the controversy, the confusion, and the bitterness 
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of f ee l i ng  which fo l lowed ,  the Act  of 1947 r e s u l t e d  in v e r y  l i t t l e  e i t h e r  
of un i ty  or  un i f i ca t ion .  T h e r e  is  no t ime  and no need  h e r e  for  going 
into this  unhappy p e r i o d .  You a r e  a l l  f a m i l i a r  with it .  F o r  our  p u r p o s e ,  
it  is  enough to say  that  C o n g r e s s  was  not s a t i s f i ed  with m a n y  of the r e s u l t s  
of the r e o r g a n i z a t i o n  for  na t iona l  s e c u r i t y  u n d e r  the Act of 1947, and 
in two y e a r s  c a m e  up with the Nat iona l  S e c u r i t y  A m e n d m e n t s  of 1949, 

which  b e c a m e  law in Augus t  of 1949. 

T h e s e  a m e n d m e n t s  w e r e  n e a r l y  as  long as the o r i g i n a l  ac t  and,  
excep t  for  a b r i e f  s e c t i o n  of the Na t iona l  S e c u r i t y  Counci l ,  dea l t  e n t i r e l y  
with the m i l i t a r y  e s t a b l i s h m e n t .  The m o s t  i m p o r t a n t  s ing le  r e s u l t  of 
these  a m e n d m e n t s  was  g r e a t l y  to s t r e n g t h e n  the pos i t ion  and a u t h o r i t y  
of the S e c r e t a r y  of D e f e n s e  o v e r  the D e p a r t m e n t  of D e f e n s e  ( as  the 
na t iona l  m i l i t a r y  e s t a b l i s h m e n t  was  r e n a m e d )  as  a whole and ove r  the 
t h r e e  m i l i t a r y  d e p a r t m e n t s ,  s p e c i f i c a l l y .  The t h r e e  m i l i t a r y  d e p a r t -  
men~s  los t  t he i r  s t a tus  as  ful l  execu t i ve  d e p a r t m e n t s ,  b e c o m i n g  s i m p l y  
a d m i n i s t r a t i v e  d e p a r t m e n t s  u n d e r  the new D e p a r t m e n t  of D e f e n s e .  It is  
i m p o r t a n t  to note  that  u n d e r  the Act of 1947 not only the S e c r e t a r y  of 
D e f e n s e  Rut the t h r e e  m i l i t a r y  d e p a r t m e n t a l  s e c r e t a r i e s  had p l a c e s  on 
the Na t ioha l  S e c u r i t y  Counc i l ,  g iving the m i l i t a r y  four  out of s e v e n  
p l a c e s  on that i m p o r t a n t  body.  Unde r  the a m e n d m e n t s  of 1949 the t h r e e  
m i l i t a r y  d e p a r t m e n t  h e a d s  lo s t  t he i r  p l a c e s  on the Na t iona l  S e c u r i t y  
Counc i l ,  l eav ing  the S e c r e t a r y  of De fense  as  the so le  m i l i t a r y  r e p r e s e n -  

ta t ive  in a counc i l  m e m b e r s h i p  of f ive.  

U n d e r  the o r i g i n a l  Act  of 1947 the S e c r e t a r y  of D e f e n s e  was  s i m p l y  
a s s i g n e d  c e r t a i n  du t i e s  which inc luded  e s t a b l i s h i n g  " g e n e r a l  p o l i c i e s  and 
p r o g r a m s  for  the na t iona l  m i l i t a r y  e s t a b l i s h m e n t  and e x e r c i s i n g  g e n e r a l  
d i r e c t i o n ,  au tho r i t y ,  and c o n t r o l "  o v e r  the s a m e .  The q u e s t i o n  c a m e  to 
be r a i s e d  aga in  and again :  J u s t  what a r e g e n e r a l  p o l i c i e s  and g e n e r a l  
d i r e c t i o n ?  G e n e r a l  a u t h o r i t y  in p r a c t i c e  s e e m e d ,  too m a n y ,  to be v e r y  

l i t t l e  au tho r i t y .  

The a m e n d m e n t s  s t a t e  that  u n d e r  the d i r e c t i o n  of the P r e s i d e n t ,  the 
S e c r e t a r y  of D e f e n s e  sha l l  have  " d i r e c t i o n ,  au tho r i t y ,  and c o n t r o l  o v e r  
the D e p a r t m e n t  of D e f e n s e "  and v a r i o u s  d e t a i l e d  p r o v i s i o n s  of the ac t  
s u p p o r t e d  and b o l s t e r e d  this  s t r e n g t h e n e d  p o s i t i o n  of the S e c r e t a r y .  The 
old law had p e r m i t t e d  the s e c r e t a r i e s  of the t h r e e  m i l i t a r y  d e p a r t m e n t s  
to have  d i r e c t  a c c e s s  to the P r e s i d e n t  and the B u r e a u  of the Budget ,  going 
ove r  the head  of the S e c r e t a r y  of D e f e n s e .  This  p r i v i l e g e  was now with-  
d r a w n  f r o m  them,  though d i r e c t  a c c e s s  to C o n g r e s s  was  s t i l l  p e r m i t t e d .  
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The S e c r e t a r y  of D e f e n s e  was  g iven  a Deputy  S e c r e t a r y ,  with p r e -  
c e d e n c e  o v e r  the t h r e e  m i l i t a r y  d e p a r t m e n t  s e c r e t a r i e s ,  and he  was  
a l s o  g iven  i n c r e a s e d  a u t h o r i t y  o v e r  the Muni t ions  B o a r d  and the R e -  
s e a r c h  and D e v e l o p m e n t  B o a r d .  Th rough  the C o m p t r o l l e r  of the D e p a r t -  
m e n t  of D e f e n s e  e s t a b l i s h e d  by the a c t a n d  o t h e r  p r o v i s i o n s  h e  ob ta ined  
i n c r e a s e d  c o n t r o l  o v e r  b u d g e t a r y  m a t t e r s .  

Apa r t  f r o m  the i n c r e a s e d  s u b o r d i n a t i o n  of the t h r e e  m i l i t a r y  d e p a r t -  
m e n t s  to the S e c r e t a r y  of D e f e n s e ,  the m o s t  s i g n i f i c a n t  change  in the 
m i l i t a r y  e s t a b l i s h m e n t  was  the p r o v i s i o n  of a c h a i r m a n  fo r  the Jo in t  
Ch ie f s  of Staff. H e  was  to be  a f ou r th  m e m b e r ,  wi thout  vote .  His  du t i e s  
w e r e  to p r e p a r e  a g e n d a  fo r  and p r e s i d e  ove r  m e e t i n g s  of the Jo in t  Chie fs  
of Staff.  He w a s  to be,  in e f fec t ,  the  so le  c h a n n e l  of  c o m m u n i c a t i o n  
b e t w e e n  the Jo in t  Ch ie f s  of Staff on one hand and the S e c r e t a r y  of D e f e n s e  
and the P r e s i d e n t  on the o t h e r  hand .  

S ince  the p a s s a g e  of the Na t iona l  S e c u r i t y  Act A m e n d m e n t s  of 1949, 
one o t h e r  i m p o r t a n t  se t  of c h a n g e s  n e e d s  to be n o t i c e d .  T h e s e  a r e  the 
c h a n g e s  r e s u l t i n g  f r o m  the adop t ion  of R e o r g a n i z a t i o n  P l a n  No. 6 of 
1953 as  a u t h o r i z e d  by the R e o r g a n i z a t i o n  Act  of 1949. The a n n o u n c e d  
ch ie f  p u r p o s e  of th is  p l an  was  f u r t h e r  to s t r e n g t h e n  the pos i t i on  a n d  
a u t h o r i t y  to the S e c r e t a r y  of D e f e n s e  wi th in  the m i l i t a r y  e s t a b l i s h m e n t .  
P r e s i d e n t  E i s e n h o w e r  d e c l a r e d  in s u b m i t t i n g  the p l an  to C o n g r e s s :  
"No func t ion  in any  p a r t  of the D e p a r t m e n t  of D e f e n s e  . . . shou ld  be 
p e r f o r m e d  i n d e p e n d e n t  of the d i r e c t i o n ,  a u t h o r i t y ,  and c o n t r o l  of the 
S e c r e t a r y  of D e f e n s e .  T h e  S e c r e t a r y  is the a c c o u n t a b l e  c i v i l i a n  head  
of the D e p a r t m e n t  of D e f e n s e  and,  u n d e r  the l aw,  m y  p r i n c i p s d  a s s i s t a n t  
in s l l  m a t t e r s  r e l a t i n g  to the D e p a r t m e n t .  " 

To this  end,  the R e o r g a n i z a t i o n  P l a n  p r o p o s e d  to p r o v i d e  the 
S e c r e t a r y  of D e f e n s e  with a m o r e  e f f i c i en t  s ta f f  9 r g a n i z a t i o n .  Spec i f i -  
caUy,  the p l a n  ~a~bolished two of the b o a r d s  e s t a b l i s h e d  by the Na t iona l  
S e c u r i t y  Act  of 1947, which  I have  d i s c u s s e d - - t h e  Muni t ions  B o a r d  and 
the R e s e a r c h  and D e v e l o p m e n t  B o a r d - - a s s i g n i n g  t h e i r  f unc t i ons ,  with 
c e r t a i n  o t h e r  func t ions ,  tO s i x a d d i t i o n a l  a s s i s t a n t  S e c r e t a r i e s  of D e f e n s e  
p r o v i d e d  by the P l a n  to p r o v i d e  the S e c r e t a r y  of D e f e n s e  with m u c h  
n e e d e d  a s s i s t a n c e ,  e ach  a s s i s t a n t  s e c r e t a r y  to h e a d  up a s ta f f  uni t  with 
an a s s i g n e d  f i e ld  of r e s p o n s i b i l i t y .  

Th i s  n e w  o r g a n i z a t i o n  of the D e p a r t m e n t  of D e f e n s e  as  p r o v i d e d  in 
R e o r g a n i z a t i o n  P l a n  No. 6 is shown on page  7 of the  g roup  of c h a r t s  
d i s t r i b u t e d  to you.  You wil l  no te  that  of the s ix  add i t i ona l  a s s i s t a n t  
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s e c r e t a r i e s  p r o v i d e d  for  here~ two in e f fec t  have  t aken  o v e r  the func t i ons  
of t h e  a b o l i s h e d  Mun i t i ons  B o a r d - - t h e  A s s i s t a n t  S e c r e t a r y  fo r  Supply  and 
L o g i s t i c s ,  and the A s s i s t a n t  S e c r e t a r y  fo r  R e s e a r c h  and D e v e l o p m e n t .  
P r o v i s i o n  has  s i n c e  b e e n  m a d e  fo r  t h r e e  add i t i ona l  a s s i s t a n t  s e c r e t a r i e s  
of d e f e n s e .  O the r  c h a n g e s  w e r e  p r o p o s e d  and m a d e  in  R e o r g a n i z a t i o n  
P l a n  No. 6, which  I wi l l  p a s s  ove r  h e r e .  

Now, in the p a s t  f o r t y  m i n u t e s ,  I have  c o v e r e d  the o r g a n i z a t i o n a l - -  
I shou ld  s a y  the r e o r g a n i z a t i o n a l - - w a t e r  f ron t ,  and you m a y  wel l  be 
w o n d e r i n g  j u s t  what  i t  a l l  adds  up to. The p a s t  s ix  o r  s e v e n  y e a r s  in 
which  a l l  these ,  c h a n g e s  have  t aken  p l a c e  have  b e e n  a v e r y  t r y i n g  p e r i o d ,  
a s  you wh~ have  l ived  t h rough  t hem know. They  have  b e e n  a p e r i o d  of 
a l m o s t  con t inuous  change  and a d j u s t m e n t ,  a p e r i o d ,  too, of m u c h  
con fus ion ,  c o n t r o v e r s y ,  and conf l i c t .  The K o r e a n  W a r  b rough t  a 
p a r t i a l  m o b i l i z a t i o n  which  both t e s t e d  and s t r a i n e d  the new o r g a n i z a t i o n  
fo r  n a t i o n a l  s e c u r i t y .  A change  of a d m i n i s t r a t i o n  took p l a c e  in 1952 and 
the new a d m i n i s t r a t i o n  b r o u g h t  new m e n ,  new i d e a s ,  and n e w  p o l i c i e s .  
Yet  in s p i t e  of a l l  the d i f f i c u l t i e s ,  in sp i t e  of a l l  the t u r m o i l ,  c o n t r o v e r s y ,  
and confus ion ,  I think t h e r e  is  no q u e s t i o n  that the s e c u r i t y  p o s i t i o n  of 
th is  c o u n t r y ,  f r o m  an o r g a n i z a t i o n a l  v iewpoin t ,  at l e a s t ,  r e p r e s e n t s  a 
t r e m e n d o u s  a d v a n c e  o v e r  the p r e w a r  s i t ua t i on .  

Now, l e t  m e  r e v i e w  b r i e f l y  s o m e  of the d e v e l o p m e n t s  I have  s t r e s s e d  
in this  ta lk .  The e c o n o m i c  c o l l a p s e  of W e s t e r n  E u r o p e ,  and e s p e c i a l l y  
of the Uni ted  K i n g d o m ,  at  the end of the w a r  b r o u g h t  the b r e a k d o w n  of the 
old b a l a n c e  of p o w e r  s y s t e m .  The  Sovie t  Union  m o v e d  q u i c k l y  into the 
v a c u u m  and th i s  c o u n t r y  was  ob l iged  to a s s u m e  the l e a d e r s h i p  in o r g a n -  
i z ing  the f r e e  wor ld  f o r c e s  to c h e c k  Sovie t  expans ion .  

Our  new i n t e r n a t i o n a l  p o s i t i o n  and r e s p o n s i b i l i t i e s  in t u rn  led  to a 
r e e x a m i n a t i o n  of ou r  whole  s e c u r i t y  pos i t i on .  It b e c a m e  ev iden t  that  
not  on ly  ou r  m i l i t a r y  e s t a b l i s h m e n t  m u s t  be p l a c e d  on a f a r  h i g h e r  
p e a c e t i m e  l e v e l  a s  r e g a r d s  both s i z e  and e f f i c i e n c y ,  but  that n a t i o n a l  
s a f e t y  m u s t  be  s e e n  in m u c h  b r o a d e r  t e r m s  than m i l i t a r y  p r e p a r e d -  
n e s s .  The  new c o n c e p t  of n a t i o n a l  s e c u r i t y  s t r e s s e d  the v i ta l  i m p o r t a n c e  
of the c l o s e  c o o r d i n a t i o n  of both m i l i t a r y  and f o r e i g n  p o l i c i e s  and of 
t h e s e  p o l i c i e s  in t u r n  with  r e l a t e d  d o m e s t i c  p o l i c i e s - - e s p e c i a l l y  
e c o n o m i c  p o l i c i e s .  All  t h e s e  p o l i c i e s  m u s t ,  so f a r  as  p o s s i b l e ,  be m a d e  

to s u p p o r t  e a c h  o t h e r .  

Th i s  new and f a r  m o r e  c o m p r e h e n s i v e  c o n c e p t  of n a t i o n a l  s e c u r i t y  
not  on ly  s t i m u l a t e d  a t h o r o u g h - g o i n g  o v e r h a u l i n g  and r e v a m p i n g  of the 
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m i l i t a r y  e s t a b l i s h m e n t  but it r e s u l t e d  in the c r e a t i o n  of s e v e r a l  i m p o r t -  
ant  new c i v i l i a n  a g e n c i e s  c h a r g e d  with key  r e s p o n s i b i l i t i e s  in r e l a t i o n  to 
na t iona l  s e c u r i t y - - t h e  Nat iona l  S e c u r i t y  Counc i l ,  the C e n t r a l  I n t e l l i g e n c e  
Agency ,  and the Nat iona l  S e c u r i t y  R e s o u r c e s  B o a r d ,  l a t e r  r e p l a c e d  by 
ODM. With in  the m i l i t a r y  e s t a b l i s h m e n t  the a r m e d  s e r v i c e s  w e r e  
b rough t  t o g e t h e r  in a D e p a r t m e n t  of D e f e n s e  and u n d e r  a S e c r e t a r y  of 
D e f e n s e  whose  pos i t i on  was g r a d u a l l y  s t r e n g t h e n e d ,  and a s e r i e s  of 
jo in t  a g e n c i e s  w e r e  c r e a t e d  fo r  the p u r p o s e  of c o o r d i n a t i n g  p o l i c i e s  and 
func t ions  in a n u m b e r  of v i ta l  s e c u r i t y  a r e a s - - n o t  only in m i l i t a r y  s t r a t -  
egy  and m i l i t a r y  po l i cy ,  but in r e s e a r c h  and d e v e l o p m e n t  and in p r o c u r e -  
m e n t  and p r o d u c t i o n  m a t t e r s .  

Time and experience, plus personalities and politics, led to the 
changes incorporated in the National Security Amendments of 1949 and 
Reorganization Plan No. 6 of 1953, and the situation, both organiza- 
tionally and policy- wise is, of course, still fluid. The adaptation of our 
governmental structure and of our national security policies to the shift 
from isolation to leadership in world affairs is not something that can 
be accomplished in a few years. 

This  b r i n g s  m e  to the l a s t  point  on the agenda  of m y  talk.  In m y  
d i s c u s s i o n  of the f a r  r e a c h i n g  c h a n g e s  in our  p o l i c i e s  and o r g a n i z a t i o n  
fo r  n a t i o n a l  s e c u r i t y ,  I have  p l aced  p a r t i c u l a r  e m p h a s i s  upon two th ings :  

First, the broadening of the traditional concept of national defense 
into the far more comprehensive concept of national security; and, 
secondly, upon the coordination of foreign, military, and related 
domestic, especially economic, policies, and the organization inno- 
vations adopted to facilitate this coordination. 

In the few minutes which remain I want to call attention very briefly 
to two other aspects of the security problem. One relates to economy 
in the military establishment; the other relates to civil-military relations 
within the national security structure. Both questions, both problems 
(for they are such) grow out of the greatly expanded peacetime military 
establishment which has resulted from the postwar situation. Depart- 
ment of Defense military expenditures alone in recent peacetime years 
have exceeded annually forty-billions of dollars, constituting from half 
to three-fifths of our total federal budget, or about one-eight of our 
gross national product. 

M i l i t a r y  e x p e n d i t u r e s  thus accoun t  for  ha l f  o r  m o r e  of the heavy, 
f e d e r a l  tax load b o r n e  by the A m e r i c a n  peop le .  H e r e ,  of c o u r s e ,  we 
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M R .  NIKLASON:  ~n v i e w  of the  f a c t  t h a t  we had  no q u e s t i o n  p e r i o d  
y e s t e r d a y  m o r n i n g ,  I s u g g e s t  tha t  you  d i r e c t  y o u r  q u e s t i o n s  p a r t i c u l a r l y  
to t h e s e  l a s t  two l e c t u r e s - - a l t h o u g h  if y o u  wan t  to go b a c k  to the  f i r s t  

l e c t u r e ,  t h a t ' s  a l l  r i g h t .  

DR.  H U N T E R :  I c o n f e s s  tha t  I ' m  a l i t t l e  a f r a i d  a b o u t  t h e i r  g e t t i n g  
m e  t a n g l e d  up in t h i s  r e o r g a n i z a t i o n p i c t u r e .  

Q U E S T I O N :  T h i s  m a y  no t  be  i m p o r t a n t ,  D r .  H u n t e r ,  bu t  it  s e e m s  
to m e  tha t  the  d r a f t e r s  of  the  N a t i o n a l  S e c u r i t y  A c t  d id  no t  q u i t e  g r a s p  
the  who le  p i c t u r e  e i t h e r .  I n o t e  tha t  the  p u r p o s e  of  the  ac t ,  in  s t a t i n g  
the  p u r p o s e ,  t ha t  t h e y  m e n t i o n e d  p r a c t i c a l l y  e x c l u s i v e l y  the  N a t i o n a l  
M i l i t a r y  E s t a b l i s h m e n t .  T h e n  a g a i n ,  in  s t a t i n g  the  d u t i e s  of the  
S e c r e t a r y  of  D e f e n s e ,  t h e y  s a i d  tha t  he  i s  t he  p r i n c i p a l  a d v i s e r  to the  
P r e s i d e n t  on a l l  m a t t e r s  of n a t i o n a l  s e c u r i t y .  

DR.  H U N T E R :  If I m a y  r e m i n d  you ,  the  f i r s t  t h i r d  of  the  a c t  d e a l s  
wi th  a g e n c i e s  w h i c h  a r e  o u t s i d e  the  m i l i t a r y  e s t a b l i s h m e n t .  The  N a t i o n a l  
s e c u r i t y  C o u n c i l ,  f o r  e x a m p l e ,  t he  C e n t r a l  I n t e l l i g e n c e  A g e n c y ,  and  the  
N a t i o n a l  S e c u r i t y  R e s o u r c e s  B o a r d ,  w e r e  a l l  o u t s i d e  the  m i l i t a r y  e s -  
t a b l i s h m e n t .  T h e  A c t  of 1947 d o e s  d e s i g n a t e  the  S e c r e t a r y  of D e f e n s e  
a s  the  p r i n c i p a l  a d v i s e r  of  the  P r e s i d e n t  in  m a t t e r s  r e l a t i n g  to n a t i o n a l  

s e c u r i t y .  

Q U E S T I O N :  I w o u l d  l i k e  to d i r e c t  m y  q u e s t i o n  at  t h i s  R e o r g a n i z a t i o n  
P l a n  No. 6, w h i c h  r e l a t e s  to t h i s  p a r t i c u l a r  q u e s t i o n .  It s e e m s  to m e  
tha t  in  the  p o s i t i o n  of the  C h a i r m a n  of  the  J o i n t  C h i e f s  of S taf f ,  t ha t  
r e o r g a n i z a t i o n  e l i m i n a t e s  the  m i l i t a r y  f r o m  g i v i n g  m i l i t a r y  a d v i c e  to the  
P r e s i d e n t .  I w o n d e r  if  you  c o u l d  d i s c u s s  the  p o s i t i o n  and  r e s p o n s i b i l i t i e s  
of  the  C h a i r m a n  u n d e r  tha t  r e o r g a n i z a t i o n  p l a n .  

DR. HUNTER: I am sure there are men here who can discuss that 
with more confidence than I can, men who have been connected with it, 
who have taken part in its operation. I have just "read the book." 
But the background of that change in the National Security Act which adde~ 
to the three Chiefs of Staff a chairman is that on a number of vital security 
issues the members of the Joint Chiefs could not reach agreement. There 
was considerable controversy within the JCS, news of which spread out- 
side of the Joint Chiefs and outside the military establishment. The Chair- 
man, the fourth member, was added, however, without vote; and here 
again, we have a compromise, resulting from the fear in Congress of 
having a single military man heading up the military establishment. 
There is a very wide spread and genuine fear of the man on horseback, 
who might conceivably, in the manner of dictators, take over the govern- 

ment. 
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QUESTION: The chart you prepared would indicate categorically 
that neither the Army nor the Navy, prior to 1939, engaged in any 
strategic planning. Is this indeed true, or should that be qualified? 

DR. HIINTER: I did not say they did not engage in strategic 
planning. If you will go down to the Classified Section of the National 
War College on the floor below, you will find a whole set of color plans, 
so called, that were worked upon in the Army. There was comparable 
planning within the Navy Department and a very limited amount of 
coordination of planning between the two services by the old Joint Army 
and Navy Board, which consisted of the CNO and the Chief of Staff, Army. 

QUESTION: Doctor, I understand that when Mr. Forrestal took over 
as the Secretary of Defense in the early planning stages, he envisioned 
39 assistants as a staff of the Secretary of Defense. As we all know, that 
has grown to be three thousand, and we have either nine or thirteen 
assistant secretaries of defense and a deputy. My question may sound 
a little unfriendly, but it is this: Will this system work when the chips 
are down, or-will we have to scrap it and adopt some other system 
that allows a great deal more freedom of action on the part of the services? 

DR. HUNTER: I haven't the least idea, Commander. We can only 
hope it won't work out too badly. We know P.hat under the Reorganization 
Plan No. 6 changes were made, and certain changes have been added 
since. There has been a determined effort under the present admin- 
istration to make the military establishment really effective as a working 
organization, not merely from the point of view of military operations, 
but even more from the point of view of a supply organization in coping 
with the problems of spending tens of billions of dollars wisely and of 
bringing down cost and introducing a greater measure of efficiency in 
the military establishment. 

QUESTION:  In v iew of the a v o w e d  i n t e n t i o n  to o r g a n i z e  and to be 
m o r e  e f f i c i e n t ,  do you  th ink we a r e  m a k i n g  any  p r o g r e s s  in the c i t ed  r e -  
o r g a n i z a t i o n s  which  c o m p o u n d  the  s u p e r  s t r u c t u r e  to the e x t e n t  you h a v e  
i n d i c a t e d  ? 

DR. H U N TER:  I th ink I wil l  dodge  this  q u e s t i o n  f o r  m y  k n o w l e d g e  
of the s i t u a t i o n  is  to f r a g m e n t a r y  to e n a b l e  m e  to g ive  an a n s w e r  that  
would be s i g n i f i c a n t .  All  I have  a t t e m p t e d  this  m o r n i n g  is  to ou t l i ne  the 
e v o l u t i o n  of the s e c u r i t y  s t r u c t u r e  d u r i n g  the p o s t - w a r  y e a r s .  But  be 
a s s u r e d  tha t  t h r o u g h o u t  the c o u r s e  of th is  y e a r  m a n y  s p e a k e r s  who wil l  
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dea l  with e v e r y  p h a s e  of the D e p a r t m e n t  of D e f e n s e  a c t i v i t i e s ,  r e -  
s e a r c h  and d e v e l o p m e n t ,  p r o c u r e m e n t ,  p r o d u c t i o n ,  and so on. You 
wil l  have  a m p l e  o p p o r t u n i t y  to put  t h e s e  q u e s t i o n s  which s i m p l y  bound 
back  f r o m  m e  b e f o r e  m e n  who a r e  r e a l l y  in t h e r e  work ing  and know the 
ac tua l  s i tua t ion .  

QUESTION: This  is  a loaded  ques t i on .  Do the s tud i e s  of the 
Nat iona l  War  Co l l ege  or  of the ICAF,  or  both of t hem have  any s ign i f i can t  
i m p a c t ,  o r  w e r e  they u s e d  in the d r a f t i ng  of this  S e c u r i t y  Act of 1947, 
o r  the 1949 and 1953 a m e n d m e n t s ?  

DR. HUNTER:  It is  r a t h e r  d i f f icu l t  to s ay  what in f luence  such  
s tud i e s  m a y  have  had.  Our s tuden t  c o m m i t t e e  r e p o r t s  a r e  c i r c u l a t e d  
a m o n g  the v a r i o u s  i n t e r e s t e d  g o v e r n m e n t  a g e n c i e s ,  e x p e c i a l l y  within 
the Na t iona l  M i l i t a r y  E s t a b l i s h m e n t  and the t h r e e  m i l i t a r y  d e p a r t m e n t s .  
If I r e m e m b e r  c o r r e c t l y ,  the c o m m i t t e e  r e p o r t  on the f inal  p r o b l e m  in 
June  1947 i n c l u d e d  p r o p o s a l s  which c l o s e l y  p r o x i m a t e d  s o m e  of the 
p r i n c i p a l  p r o v i s i o n s  of the Act  of 1947. 

MR. NIKLASON: This  wil l  be the l a s t  ques t i on .  

QUESTION: D r .  Hun te r ,  have  you had o c c a s i o n  to s tudy  the o r i g i n  
of this  f ee l ing  on the p a r t  of C o n g r e s s  and o t h e r  l e a d e r s  in the c iv i l i an  
s t a tus  which  s e e m s  to r e f l e c t  a f e a r  or  d i s t r u s t  of the m i l i t a r y ,  with a 
v iew toward  d e t e r m i n i n g  why they fee l  that way? 

DR. HUNTER:  Wel l ,  h i s t o r i c a l l y ,  of c o u r s e ,  it goes  back  v e r y  fa r .  
It goes  back  to E n g l i s h  e x p e r i e n c e .  In the Eng l i sh  e x p e r i e n c e  t h e r e  was 
f e a r  of a s t and ing  a r m y  which  at d i f f e r e n t  ' t imes  in the pas t  had enab led  
E n g l i s h  k ings  to do th ings  which m a n y  people  r e g a r d e d  as c o r o l l a r y  to 
the publ ic  i n t e r e s t .  The r e s u l t  was  that P a r l i a m e n t  even tua l l y  adopted  
the r u l e  that m i l i t a r y  a p p r o p r i a t i o n s  would be m a d e  for  only a s ing le  
y e a r  (or  p o s s i b l y  two y e a r s )  to m a k e  it n e c e s s a r y  for  the m i l i t a r y  to 
c o m e  back  for  m o n e y  at r e g u l a r  and f r e q u e n t  i n t e r v a l s - - a  d e v i c e  to keep  
them dependen t  on the c iv i l i an  au tho r i t y .  

Then in our own experience we had a taste as colonies of the oppres- 
siveness of English military authority. This was one of the causes 
leading to the Revolution. We came out of the Revolution with an acute-- 
perhaps an exaggerated--fear of the political threat represented by a 
powerful military establishment and officer class. Again and again 
throughout American political history the old fear of the military crops up. 
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M R .  N I K L A S O N :  C o l o n e l  B a i r d  h a s  a w o r d  to s a y  to y o u .  

C O L O N E L  B A I R D :  I j u s t  w a n t  to  t a k e  a m o m e n t  to t e l l  you  t h a t  we 
do  n o t  t r y  to d o d g e  a n y  of  y o u r  q u e s t i o n s .  It  i s  o u r  o p i n i o n  and  we f e e l  
t h a t  t he  p o i n t s  y o u  a s k  a b o u t  w i l l b e  c o v e r e d  l a t e r .  We  d o n ' t  go  i n t o  
the  d e t a i l s  o f  t he  a n s w e r .  We l i k e  to g i v e  the  s p e a k e r '  t h e  o p p o r t u n i t y  
to d e v e l o p  h i s  p o i n t .  

I h a v e  n o t e d  v e r y  c l e a r l y  y o u r  p o i n t  in  r e g a r d  to the  C h a i r m a n  o f  
the  J o i n t  C h i e f s  o f  S t a f f  a n d  the  o p e r a t i o n s  o f  t he  A s s i s t a n t  S e c r e t a r i e s  
of  D e f e n s e ,  a n d  I c a n  s a y  on  t h a t  t h a t  t h e i r  l i n e  i s  c l e a r  o n  i t .  J u s t  
r e c e n t l y  t h e y  h a v e  p u b l i s h e d  w h a t  I w o u l d  c a l l  t he  T e r m s  of  R e f e r e n c e  
f o r  the  A s s i s t a n t  S e c r e t a r i e s ,  s t a t i n g  e x a c t l y  w h e r e  t h e y  s t a n d ,  t h e i r  
s t a t u s ,  a n d  w h a t  t h e y  do ,  a n d  t h e y  a r e  a v a i l a b l e  f o r  r e a d i n g .  

I a m  s u r e  y o u  w i l l  g e t  i n t o  the  g e n e r a l  p i c t u r e  o f ' . t h ings  a s  t h i s  
c o u r s e  d e v e l o p s .  D o n ' t  g e t  t he  i d e a  t ha t  b e c a u s e  ~ o m e t i m e s  we d o n ' t  
g i v e  y o u  an  a n s w e r  b e y o n d  w h a t  i s  i n t e n d e d  in  t h i s  l e c t u r e  t ha t  we  a r e  
t r y i n g  to d o d g e  a n  i s s u e .  If  we d o n ' t  k n o w ,  we wi l l  s a y  so .  We t h i n k  
t h i s  i s  g o o d ,  and  we w i l l  a s s u r e  y o u  t h a t  i t  i s .  I d o n ' t  w a n t  y o u  to g e t  
t he  f e e l i n g  t h a t  t h i s  i s  a m u t u a l - a d m i r a t i o n  s o c i e t y ,  e i t h e r .  

I a m  g o i n g  to do  s o m e t h i n g  t o d a y  w h i c h  i s  v e r y  u n u s u a l  i n  the  
p r o c e d u r e  o f  o u r  I n d u s t r i a l  C o l l e g e .  I wi l l  do  i t  o n c e ,  n o w ,  a n d  i t  w i l l  
a p p l y  to a l l  o u r  p e o p l e  in  the  I n d u s t r i a l  C o l l e g e ,  i n  the  s e r v i c e  o r  no t ;  
a n d  t h a t  i s  to t h a n k  o u r  oven f a c u l t y  f o r  t a l k s  f r o m  t h i s  p l a t f o r m .  I w i l l  
f o l l o w  t h i s  up ,  t h e n ,  and  c o n g r a t u l a t e  L o u i e .  Having b e e n  a s t u d e n t  h e r e ,  
and  k n o w i n g  t he  h a r d  w o r k  L o u i e  p u t s  i n t o  h i s  t a l k ,  I t h i n k  I w o u l d  be  
r e m i s s  i f  I d i d  n o t  a t  o n c e  t h a n k  h i m  f o r  w h a t  h e  h a s  g i v e n  u s ,  f o r  g o i n g  
i n t o  a v e r y  d r y  s u b j e c t  to  b r i n g  ou t  p o i n t s ,  a s  y o u  b o y s  k n o w ,  to a s s i s t  
y o u  t h r o u g h  the  c o u r s e .  

Thank you very much, Louie. The class is dismissed. 
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