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ADMINISTRATION IN THE F E D E R A L  GOVERNMENT 

31 Augus t  1959 

GENERAL HOUSEMAN" General Mundy, Gentlemen; We are 

starting off on a beautiful Monday morning with the beginning of our 

second week of academic instruction. I hope you are all nice and 

sharp. 

Today the lecture is Administration in the Federal Government. 

As you will remember, last Wednesday we had a lecture on the subject 

of the Federal Government and the American Political System. That 

lecture and the discussion periods involved with it were more or less 

concerned with the textbook solution to the problem. 

Today it is likely that we will receive information which will enable 

us to have a more practical understanding of actually how things are 

done and how work is accornplished within the Federal Government 

System. 

Our speaker this morning, Mr. Roger Jones, is eminently qualified 

by experience and by background to give us some enlightenment on our 

Rub~ect today. In 1933 he first entered into the governmental service. 

He then became a member of the Central Statistical Board and later 

went to work with the Bureau of the Budget. After World War II he again 

joined the Bureau of the Budget, and as of last September he became 

Deputy Director of that bureau. 



T h i s  F e b r u a r y  P r e s i d e n t  E i s e n h o w e r  s a w  f i t  t o  t a k e  m o r e  a d v a n t a g e  

of  M r .  J o n e s ' s  t a l e n t s  b y  a p p o i n t i n g  h i m  a s  C h a i r m a n  of  t h e  U n i t e d  

S t a t e s  C i v i l  S e r v i c e  C o m m i s s i o n .  

T h i s  i s  t h e  f i f t h  t i m e  M r .  J o n e s  h a s  b e e n  w i t h  u s  h e r e  a t  t h e  

I n d u s t r i a l  C o l l e g e .  

M r .  J o n e s ,  w e  a r e  h a p p y  t o  h a v e  y o u  w i t h  u s  t o d a y  on  t h i s  p l a t f o r m  

a n d  I n o w  i n t r o d u c e  y o u  t o  t h e  C l a s s  o f  1960 .  M r .  J o n e s .  

MR. JONES: G e n t l e m e n  o f  t h e  1960  C l a s s :  It  i s  v e r y  m u c h  of  a 

p l e a s u r e  a n d  p r i v i l e g e  to  b e  b a c k  h e r e .  W h e n  I m a d e  m y  t h i r d  a p p e a r -  

a n c e  s o m e  y e a r s  a g o ,  m y  y o u n g e s t  s o n  s a i d  t h a t  n o b o d y  d e s e r v e d  m o r e  

t h a n  t h r e e  s t r i k e s  a n d  t h a t  I p r o b a b l y  w o u l d  v e r y  d e f i n i t e l y  f a n  ou t  a n d  

t h a t  I m i g h t  a s  w e l l  g e t  o v e r  t h e  i d e a  a b o u t  b e i n g  a p u b l i c  s p e a k e r .  I 

h a v e  l o n g  s i n c e  g o t t e n  o v e r  t h e  i d e a  a b o u t  b e i n g  a p u b l i c  s p e a k e r ,  b u t  

I h a v e  h a d  a n  a w f u l  l o t  of  f u n  in  t h e s e  a p p e a r a n c e s  b e f o r e  t h e  I n d u s t r i a l  

C o l l e g e  of  t h e  A r m e d  F o r c e s .  It  h a s  b e e n  a p l e a s u r e  a n d  a p r i v i l e g e  

t o  b e  w i t h  y o u .  

I h a v e  t r i e d  a f e w  t r i c k s  t h a t  I k n o w  in  t e r m s  of  m y  m e t h o d  of  

p r e s e n t a t i o n .  L a s t  y e a r  i n  f a c t  I t r i e d  t o  g e t  a l o n g  on  t h e  b a s i s  o f  

t a l k i n g  f i r s t  f r o m  n o t e s  a n d  t h e n  g o i n g i n t o  a l i t t l e  ad  l i b b i n g  on  s o m e  

s u b j e c t ~  a n d  g o t  m y s e l f  i n t o  d i f f i c u l t i e s  b o t h  w i t h  t h e  c l o c k  a n d  in  

t e r m s  of  m y  o w n  t h o u g h t s .  

So t h i s  m o r n i n g ,  w i t h  y o u r  i n d u l g e n c e ,  I a m  g o i n g  b a c k  t o  w h a t  I 
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t h i n k  i s  p e r h a p s  t h e  b e s t  m e t h o d  f o r  t h i s  k i n d  of  p r e s e n t a t i o n ,  a f o r m a l  

t e x t ;  a n d  t h e n ,  s i n c e  I a m  g o i n g  to  b e  a b l e  t o  s t a y  w i t h  y o u ,  w e  c a n  t a k e  

o n  t h e  i n f o r m a l  d i s c u s s i o n  a l i t t l e  b i t  l a t e r  on  p e r h a p s  m o r e  p r o d u c t i v e l y  

t h a n  i f  I a t t e m p t e d  t o  r e a d  y o u r  m i n d s  a n d  m y  o w n  a n d  t a l k e d  a l l  a t  t h e  

s a m e  t i m e .  

A d m i n i s t r a t i o n  in  t h e  F e d e r a l  G o v e r n m e n t  i s  a p e c u l i a r  k i n d  o f  

t o p i c ,  a n d  y o u  c a n  d o  a l m o s t  a n y t h i n g  w i t h  i t .  T h a t  i s  w h y  I h a v e  h a d  

s o  m u c h  f u n  h e r e  i n  p a s t  y e a r s .  

a d i f f e r e n t  a p p r o a c h  t o  i t ,  a n d ,  

This morning I am going to t ry  to take 

if you find it unacceptable, all I can ask 

you to do is to wait and take me on a little bit later. So, with that, 

General Mundy, if I may, I will pitch into the middle of this thing. 

Too often in recent years administration has been referred to as a 

science. The assertion has carried with it an assumption that adminis- 

tration is susceptible of scientific accuracy, and has reached the point 

of scientific maturity which requires that it be governed by fixed, 

unchanging rules. The thesis also asserts that in proper application 

administrative science will have no basic differences of method or result. 

I want, this morning, to advance an opposite point of view. I do not 

dispute the fact that science has served administration well in our day. 

In my judgment, however, administration is still an art and will remain 

an art. I think this view of administration is implicit in the word itself. 

Administration, as you know, comes from two Latin words: ad-2~n 

the direction of, or toward", and ministrare--"to serve. " Service, in 
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any connotation, has never been governed by absolute abstractions or 

scientific rules which are equally applicable in all circumstances. 

Neither does administration have the concern of science with ends, or 

ultimate reasons. It has, on the contrary, always maintained the clos- 

est identity with means of getting t he job done, and thus has followed 

the dictionary definition of an art as "the systematic application of 

knowledge or skill in effecting a desired result. " 

So much for semantics. If I may illustrate my own view by the 

oversimplification of stark contrast, I ask you to consider four examples 

in administrative history. Administration as practiced in ancient Rome, 

in the France of Louis X_IV, in the Soviet Union, and in the United States 

presents vastly different concepts of service. They are more than dif- 

ferences in the structure and powers of government or the aptitudes of 

men to learn how to govern. And only in recent times has science 

entered into any of the concepts. 

In t h e  R o m a n  r e p u b l i c ,  a d m i n i s t r a t i o n  w a s  a h i g h l y  p e r s o n a l  a r t ,  

s u c c e s s f u l  o r  t h e  r e v e r s e ,  t o  t h e  e x t e n t  t h a t  t h e  a d m i n i s t r a t o r  w a s  a b l e  

to  g u e s s  t h e  p o p u l a r  w i l l - - h e n c e  t h e  l i t e r a l  c o n s t r u c t i o n  of  t h e  w o r d .  

A d m i n i s t r a t i o n  w a s  in  t h e  d i r e c t i o n  of  s e r v i n g ,  a n d  i t  w a s  no t  a d o r n e d  

w i t h  a n y  of  t h e  s c i e n t i f i c  m e t h o d .  In t h e  e r a  of  L o u i s  X I V ' s  b e l i e f  t h a t  

"L'~tat, c'est moi, " administration was a cold, impersonal exploration 

of every means to enhance and solidify the power of the monarch. It 

was the crafty application of a political philosophy, and there was nothing 
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at all of science in it then. In the Soviet Union, administration, as such, 

should have no place at all, if the Marxist-Lenin ideal means anything. 

Every man will know his duty and do it. The state will "administer" 

itself. The excesses of administrative zeal shown by some Soviet 

officials may be artful in a strange and warped way, but they certainly 

are not governed by scientific rules. This dilemma presents just another 

evidence that communism still has a long way to go to iron out some of 

its most bitter and discouraging inconsistencies. 

That brings us, then, to the United States. There is little dispute 

that this Republic was founded on the twin concepts of service and rep- 

resentation, so far as the role of government is concerned. (Of the 

purposes of government I shall speak in a moment. ) To that extent we 

are closer to the Romans in our concept of administration, but we have 

institutionalized the art, and we have stripped it of the calculating des- 

potism which led Rome from republic to empire, and which was equally 

a reason for leading France from empire to republic. We have, in the 

process, made administration a much more flexible art by training our 

administrators, thus giving over the assumption that enough of them will, 

by God's grace, appear when needed. We have also discovered how 

some scientific laws and much scientific methodology can be applied 

with good result to administration of government affairs We have made 

administration a basic part of "social science. " To give examples, we 

have greatly improved administration by adopting scientific methodolog'y 
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f o r  t e s t i n g  a p t i t u d e s  of p e o p l e  to p e r f o r m  c e r t a i n  t a s k s .  S i m i l a r l y ,  

we  h a v e  m a d e  a d m i n i s t r a t i o n  m o r e  e f f e c t i v e  by  u s i n g  s c i e n t i f i c  m e c h -  

a n i z a t i o n ,  by f i n d i n g  tha t  a p p l i e d  p s y c h o l o g y  h a s  u s e s  beyond  the  l ab -  

o r a t o r y ,  by d e v e l o p i n g  and u s i n g  a d m i n i s t r a t i v e  s t a t i s t i c s ,  and by  

a p p l y i n g  the  s t a t i s t i c a l  m e t h o d  of a n a l y s i s  to  m a n y  p r o b l e m s  of m a n -  

a g e m e n t .  But I s t r e s s  a g a i n :  S c i e n c e  h a s  b e e n  u s e d  e x c l u s i v e l y  to 

i m p r o v e  m e a n s .  

W h a t e v e r  m i s t a k e s  we  m a y  have  m a d e  a l o n g  the  way ,  we have  a d h e r e d  

a l w a y s  to the  b e l i e f  tha t  o u r  i n s t i t u t i o n s  a r e  a m e a n s  to  an end .  H e n c e  

the  m a n a g e m e n t  of t h e m  can  be  no m o r e  t h a n  t h a t .  We have  a l s o  i n s i s t e d  

tha t ,  f o r  a l l  i t s  c o n c e r n  and s u c c e s s  in  c l a r i f y i n g  n a t u r a l  l aws ,  s c i e n c e  

and the s c i e n t i f i c  m e t h o d  have  s h o r t c o m i n g s  w h e n  d e a l i n g  wi th  t h i n g s  of 

t he  s p i r i t  and wi th  n a t i o n a l  i d e a l s .  Both s c i e n c e  and the  s c i e n t i f i c  m e t h o d  

have  had a p r o m i n e n t  p l a c e  in the  A m e r i c a n  w a y  of a d m i n i s t r a t i o n ,  and 

t h e y  h a v e  r e m a i n e d  m a t t e r s  w h i c h  r e q u i r e  the  a r t f u l  c o m b i n a t i o n  of 

a b i l i t y  to do wi th  a b i l i t y  to p e r s u a d e ,  a l l  s t i r r e d  t o g e t h e r  w i th  an  a r r a y  

of c o n s t i t u t i o n a l  c h e c k s  and  b a l a n c e s  wi th  w h i c h  a d m i n i s t r a t i o n  has  had 

to l ive ,  and u n d e r  w h i c h  it ha s  t h r i v e d  g r e a t l y .  

C o r n e l l ' s  g r e a t  h i s t o r i a n ,  the  l a t e  C a r l  B e c k e t ,  s u m m e d  up t h i s  

a s p e c t  of A m e r i c a  as  a n a t i o n  in one of h i s  l e c t u r e s  on " F r e e d o m  and 

R e s p o n s i b i l i t y  in the  A m e r i c a n  Way of L i f e .  " If any  of you  w e r e  p r i v i -  

l e g e d  to  know C a r l  B e c k e r ,  you  w i l l  i n s t a n t l y  r e c o g n i z e  h i s  f a v o r i t e  

d e v i c e  of r e c o u n t i n g  s u c c e s s e s  of the  pas t  by  p o i n t i n g  to n e e d s  of the  
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f u t u r e .  I quo te .  

" W h e n  a l l  i s  s a i d ,  wha t  is  n e e d e d  f o r  the  s o l u t i o n  of the  d i f f i cu l t  

n a t i o n a l  and i n t e r n a t i o n a l  p r o b l e m s  tha t  c o n f r o n t  us ,  and t h e r e f o r e  f o r  

the  p r e s e r v a t i o n  of o u r  i n s t i t u t i o n s  and  of the  l i b e r t i e s  t h e y  w e r e  c r e -  

a t ed  to s e c u r e ,  is  m o r e  i n t e l l i g e n c e ,  m o r e  i n t e g r i t y ,  and a h e i g h t e n e d  

s e n s e  of r e s p o n s i b i l i t y .  We n e e d  m o r e  i n t e I l i g e n c e - ~ t h e  k n o w l e d g e  

r e q u i r e d  f o r  u n d e r s t a n d i n g  the  s i t u a t i o n  and f o r  d e a l i n g  wi th  it  e f f e c t i v e l y .  

We need  m o r e  i n t e g r i t y - - l e s s  d i s h o n e s t y  and l e s s  of the  f e e l i n g  tha t ,  in  

p r i v a t e  and in pub l i c  l i fe ,  o u r  c o n s c i e n c e  is  c l e a r  if  we  keep ,  wi th  w h a t -  

e v e r  s l i c k  m a n e u v e r i n g ,  w i t h i n  the  l e t t e r  of the  l aw.  But wha t  we n e e d  

m o s t  of a l l  is  a h e i g h t e n e d  s e n s e  of i n d i v i d u a l  and c o l l e c t i v e  r e s p o n s i -  

b i l i t y - - l e s s  i n s i s t e n c e  on n e g a t i v e  r i g h t s  and the  u n r e s t r a i n e d  p u r s u i t  

of i n d i v i d u a l  s e l f - i n t e r e s t ,  and a m o r e  u n i t e d  and r e s o l u t e  d e t e r m i n a t i o n  

to c o n c e r n  o u r s e l v e s  wi th  the  pub l i c  good and to m a k e  the  s a c r i f i c e s  

tha t  a r e  n e c e s s a r y  f o r  i t .  

" T h a t  is  on ly  to s a y  tha t  the  p r e s e r v a t i o n  of o u r  f r e e d o m  d e p e n d s  l e s s  

upon  the  p r e c i s e  n a t u r e  of o u r  c o n s t i t u t i o n s  and l a w s  t h a n  it  d o e s  upon  

the  c h a r a c t e r  of the  p e o p l e . . . "  

When  one s a y s  t ha t  p r e s e r v a t i o n  of f r e e d o m  d e p e n d s  upon  the  c h a r -  

a c t e r  of the  peop l e ,  he  is p o s i n g  a c h a l l e n g e  to s u c c e s s f u l  a d m i n i s t r a t i o n  

tha t  is  v e r y  g r e a t .  

T h r o u g h o u t  o u r  h i s t o r y  we h a v e  m o v e d ,  s o m e t i m e s  s l o w l y  and 

b l i n d l y ,  s o m e t i m e s  w i th  g r e a t  l e a p s  t a k e n  in  the  p o w e r  and l igh t  of 
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inspiration, toward the improvement of democratic irstiLutions. We 

have been spurred on by belief that they needed improvement both as 

a means of governing and as a protection for the basic purpose of our 

Government just referred to--preservation of freedom of the individual 

and advancement of the public welfare. Considering the vagaries of 

human nature and the imperfections of any form of social organization, 

it is nothing short of miraculous that we stand where we do today, the 

undisputed leader of the free world, the most powerful advocate of rep- 

resentative democracy the world has ever seen. And we have got there 

because we believe as we do; because we have backed our beliefs with 

military, economic, and social efforts which are almost beyond under- 

standing. We have also demonstrated greater success in administra- 

tion than critics of our national policies would have us believe. In short, 

we have made democracy work by good management as well as by high 

and steadfast ideals. 

Force of arms and constant pounding from the forging hammers of 

social and economic growth have moved things along, on the whole, 

much faster than we have learned how to manage them. At every step 

of the way there has been absolute necessity for improvement in admin- 

istration, and we all know the truth of the old adage that necessity is 

the mother of invention. In our national development, administrative 

advance had to come in order that we might control our own creations. 

Even the most tolerant of democratic republics could stand just so much 
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inefficiency, waste, and disorder. 

In his most recent novel, "The Young Titan, " Van Wyck Brooks 

points out how the first real joint effort of the colonies--the successful 

expedition against Louisburg in 1745--was an exciting prophecy of the 

great power that was to come. At the same time his accurate descrip- 

tions of the errors in planning and executing the expedition make it evi- 

dent that even elemental military or political or business administration 

was aimost totally absent. We lucked it through, 

other "first times" in our history. Fortunately, 

a s  w e  h a v e  s o  m a n y  

we  h a v e  h a d  s e n s e  

e n o u g h  n o t  to  t u r n  o u r  b a c k s  o n  l u c k  a s  a t e a c h e r  o r  to  f a i l  t o  r e c o g n i z e  

a d v a n c e s  i n  a d m i n i s t r a t i v e  t e c h n i q u e s  w h e n e v e r  t h e y  h a v e  b e e n  d i s c o v -  

e r e d  a n d  a p p l i e d .  I r o n i c a l l y ,  w h e n  a n  a d m i n i s t r a t i v e  g e n i u s  h a s  

a p p e a r e d  o n  t h e  s c e n e ,  h i s  m i r a c l e s  h a v e  b e e n  s o  q u i c k l y  a c c e p t e d  t h a t  

h e ,  h i m s e l f ,  h a s  o f t e n  b e e n  f o r g o t t e n - - C o l .  H e r m a n  H a u p t  a n d  h i s  h a n d -  

l i n g  of rail transport in the Civil War, for example, or Harold Smith 

and the reorganization of the Federal Government before and during 

World War H. 

Two additional major facts about our progress to maturity in admin- 

istration stand out in relief. First, lessons learned from failure have 

been important in advancing administrative techniques. This may 

betoken an empiricism that is scientifically unacceptable, but it also 

epitomizes the constancy of change in the American way of life and our 

dogged refusal to be licked. This lesson is aptly illustrated by the 

promptness with which we recognized in 1942 that the war effort must be handled 
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by special war agencies--not by assignment of war functions to old- 

line agencies already burdened with adjusting their programs to 

wartime conditions. 

Second, improvements in administration, 

mechanization, decentralization of authority, 

including such things as 

and quick recognition of 

Federal responsibility for regulation (radio, TV, and pipelines, for 

example) have added immeasurably to our capacity to make the most 

of the two major contributors to social and economic growth. These have 

been, and still are~ in my judgment, rapid industrial development and 

even more rapid development of means of communication and movement. 

True, this very speed now makes it vastly more difficult to govern than 

it was 200 years ago, but at the same time skillful use of new adminis- 

trative techniques has kept the difficulty under reasonable control. 

As I indicated earlier, we have institutionalized our Government. 

Here again our action grew out of necessity. The vast expansion of 

Federal functions since 1929 permitted no other course. Just as rapidly 

as we have made decisions to do collectively, through the Federal Gov- 

ernment, things which we used to do for ourselves (if we did them at all) 

we have had to forge new administrative tools to insure that the resulting 

effort was impartial and continuous in application, equitable in result, 

and quickly responsive to demonstrated need for change. Three illus- 

trations will suffice: The concept of social security was made adminis- 

tratively feasible through the institution of old-age and survivors 
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insurance. Protection against the hazards of an uncertain employment 

market was made possible by the State-Federal device of unemploy- 

ment compensation. Administrative formulas have been needed, and 

have been found, to insure success of any one of the Federal grant-in- 

aid programs (in fact in all of them)--whether it be large like that for 

constructing an interstate highway system or very small like that for 

the training of licensed practical nurses. Each program, once embarked 

on, has had to work. The public, and their representatives in Congress, 

and the special program constituency all have demanded that it work. 

If it has faltered at all, the blame immediately has been placed on poor 

administration. Even massive error in proper estimation of need has 

been overlooked as a cause of failure, as, for example, in continuing our 

farm price support program unchanged after World War II. Faulty 

administration has continually caught the criticism and has been assigned 

most of the blame for the surpluses that plague us. This kind of silly, 

but persistent, seLf-delusion has never yielded to the most brilliant 

administration. Perhaps that leaves us something to work at in the 

future. But it is no act of chance that administrators have pursued the 

goal of more effective administration with zeal and have hoped that it 

would turn out to be the common solvent for every governmental problem. 

Of course I do not write down good administration. It has grown 

into a position of major importance in handling Federal affairs. As I 
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have already indicated, 

a minor sort, 

Government. 

it can, and frequently does, work miracles of 

and it is a key to control of our complex, institutional 

But its lasting success can be assured only when it is an 

adjunct of effective leadership, a sound plan of action, and the inspira- 

tion for a new try when failure overwhelms. None of these is the hand- 

maiden of science in the pure sense; yet all of them become more artistic 

when making full use of scientific methods appropriate to the circumstances. 

At this point I should acknowledge that I have attempted to paint with 

a broad and somewhat philosophical brush. I have tried to indicate why 

administration has grown and become ever more important in the Federal 

Government. If I have failed to leave a clear impression of what the back- 

ground is, perhaps I can clear things up in the discussion sessions. The 

demands of time now require that I become more specific for the remain- 

der of the lecture period. I have three more assigned subjects to discuss: 

Administration in relation to national security preparedness; adminis- 

trative and management problems in relation to the enlarged tasks and 

responsibility of the Federal Government, which I have touched upon 

in the background discussion; and current and emerging problems and 

future trends in administration. 

My discussion of what administration has and has not done in the 

field of national security preparedness also will be philosophical rather 

than historical, chiefly because I believe you already know the cihronological 
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h i s t o r y  of the  Na t iona l  S e c u r i t y  Act b e t t e r  t han  I do. F o r  e q u a l l y  

obv ious  r e a s o n s  I s h a l l  l e a v e  out of the  p i c t u r e  the  t a c t i c a l  a d m i n i s -  

t r a t i o n  of t r o o p s ,  and p l a n e s ,  and sh ips ,  and m i s s i l e s  in  the  f i e ld  

and at h o m e .  

S o m e  of the  c l a i m s  as  to what  would r e s u l t ,  a d m i n i s t r a t i v e l y ,  

f r o m  e n a c t m e n t  of the  Na t iona l  S e c u r i t y  Act  s e e m  a l i t t l e  r i d i c u l o u s  

w h e n  v i e w e d  wi th  the  h i n d s i g h t  of 12 y e a r s .  In the  l ight  of t h o s e  o r i g i -  

na l  c l a i m s ,  one m i g h t  have  though t  tha t  i n t e n t i o n s ,  w o r d s ,  and l e g i s -  

l a t i ve  h i s t o r y  would  a s s u r e  s e l f - e x e c u t i o n  and i m m e d i a t e  s u c c e s s  of 

a l l  tha t  the  Act  i n t e n d e d  to  a c c o m p l i s h .  Of c o u r s e ,  no s u c h  t h i n g  hap -  

pened ,  as the  t r a g i c  d e a t h  of S e c r e t a r y  F o r r e s t a l  p r o c l a i m e d .  

U n i f i c a t i o n  of d e f e n s e  e f fo r t ,  to say  n o t h i n g  of i t s  m a n a g e m e n t ,  was  

not,  is  not ,  and w i l l  n e v e r  be s o m e t h i n g  wh ich  can  be a c c o m p l i s h e d  by 

d e c r e e ,  or  by t idy  and l o g i c a l  a d m i n i s t r a t i o n .  N a t i o n a l  s e c u r i t y  is  not  

jus t  m e n  in u n i f o r m  and w e a p o n s .  It c o n c e r n s  i d e a l s  and t h ings  of the  

s p i r i t .  It a l s o  e n c o m p a s s e s  m i s s i o n s  tha t  canno t  a l w a y s  be c o n s i s t e n t ,  

and,  m o r e  i m p o r t a n t ,  

o v e r  e v e r y t h i n g  e l s e .  

d e m o c r a t i c  i n s t i t u t i o n s  and ou r  p a s s i o n a t e  and of ten  b l o o d - s o a k e d  d e f e n s e  

of t h e m  and of the  d ign i ty  and i m p o r t a n c e  of the  i n d i v i d u a l  deny  any p o s -  

s i b i l i t y  of d e f e n s e  c o n c e p t s  w h i c h  a r e  o v e r r i d i n g  and p u r e l y  m i l i t a r y ,  

i m p o r t a n t  though  m i l i t a r y  p o w e r  is  in  the  w h o l e .  That ,  g e n t l e m e n ,  i s  

why you a r e  h e r e .  
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N e v e r t h e l e s s ,  the  i m p o r t a n c e  of m i l i t a r y - p r e p a r e d n e s s  a d m i n i s -  

t r a t i o n  would  not  have  b e e n  r e c o g n i z e d  w i t h o u t  the  Ac t .  Unt i l  p a s s a g e  

of the  N a t i o n a l  S e c u r i t y  Act  we had t e n d e d  to  c o m p a r t m e n t a l i z e  m i l i t a r y  

a d m i n i s t r a t i o n  and to  de f ine  it p r e t t y  m u c h  in  t e r m s  of e s t i m a t e s  of the  

s i t u a t i o n ,  t a c t i c a l  d e f e n s e  p l a n s ,  and not  v e r y  e f f e c t i v e l y  c o o r d i n a t e d  

l o g i s t i c s  s u p p o r t ,  w h i c h  was  o f t en  a l m o s t  t r a g i c a l l y  u n r e l a t e d  to  the  

p r a c t i c a l  p o s s i b i l i t i e s  of o u r  e c o n o m y .  The  y e a r s  s i n c e  1946 have  

b r o u g h t  in to  o u r  w h o l 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  p r e p a r e d n e s s  a 

r e q u i r e m e n t  fo r  bold ,  e f f e c t i v e ,  and d e v o t e d  a d m i n i s t r a t i o n ,  w i th  the  

c i v i l i a n - m i l i t a r y  t e a m  w o r k i n g  t o g e t h e r  on e v e r y  a s p e c t  of  t h e  p r o b l e m ,  

and w i th  the  s e r v i c e s  p r a c t i c i n g  u n i f i c a t i o n  w h e r e v e r  p o s s i b l e .  We 

h a v e  c o m e  to r e c o g n i z e  tha t  the  b e s t  e q u i p p e d  a r m e d  f o r c e s  in the  w o r l d ,  

the  m o s t  b r i l l i a n t  s t r a t e g y ,  and the  m o s t  s u c c e s s f u l  t a c t i c a l  d e p l o y m e n t  

and  u s e  of t h o s e  f o r c e s  wou ld  a v a i l  l i t t l e  if  a d m i n i s t r a t i o n  b r o k e  down.  

And tha t  a d m i n i s t r a t i o n  has  cu t  a c r o s s  e v e r y  a s p e c t  of o u r  n a t i o n a l  l i fe  

and e c o n o m y ,  and a l m o s t  e v e r y  p r o g r a m  of the  F e d e r a l  G o v e r n m e n t  f r o m  

a g r o n o m y  to z o o l o g i c a l  r e s e a r c h .  It cou ld  do n o t h i n g  e l s e  w h e n  it w a s  

r e s p o n s i b l e  f o r  s p e n d i n g  m o r e  t han  50 p e r c e n t  of o u r  n a t i o n a l  b u d g e t .  

A l m o s t  i n e v i t a b l y ,  a n y  c o n s i d e r a t i o n  of t h i s  s u b j e c t  l e a d s  to s o m e  

i n t e l l e c t u a l  t h r o a t - c l e a r i n g  of the  v a r i e t y  we  a l w a y s  d e s c r i b e  wi th  the  

c y n i c a l  q u e s t i o n ,  " W h i c h  c o m e s  f i r s t ,  t he  c h i c k e n  o r  the  e g g ? "  A c t u a l l y ,  

f o r  ou r  p u r p o s e s  I d o n ' t  b e l i e v e  it m a k e s  m u c h  d i f f e r e n c e .  It i s  as  t r u e  

to s a y  tha t  one c a n n o t  a d m i n i s t e r  w i thou t  a p l an  a s  i t  i s  to s a y  tha t  one 
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cannot plan unless he has faith that the plan can and will be carried out 

successfully. Administration is needed whatever the sequence. 

Perhaps the greatest handicap that both defense planners and defense 

administrators have had in the complex and rapidly changing world of 

the 20th century has been the undeniable need to act in order to meet 

not only the expected but the unforeseen and the unforeseeable. This 

need shows no signs of disappearing. It has been highlighted across the 

whole area of preparedness: Witness Sputnik, which some did expect; 

Suez, which was unforeseen; and the Korean War, which I stoutly main- 

tain was unforeseeable. It is exactly in situations like these that good 

administration comes into its own as an art, and, increasingly, with 

the aid of science. Its presence assures that instinctive action has some 

chance of success and that a more considered plan and execution of plan 

will be promptly forthcoming. Its absence can only mean chaos and 

dismayed inefficiency. 

Experience with the National Security Act also has led the way in 

reversing some administrative trends in agency and program manage- 

ment which grew up in the staff-dominated years of the depression. Two 

developments, I believe, are worthy of specific mention. First, in 

defense matters we recognize more and more that highly impersonal 

control of such matters as budgets, production schedules, and personnel 

will not work in such a way that preparedness is a verity rather than a 

hope. Controls must be integrated to the greatest extent possible with 
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p l a n n i n g  and c o m m a n d  r e s p o n s i b i l i t i e s .  Th i s  has  had  i m p o r t a n t  r e p e r -  

c u s s i o n s  f a r  b e y o n d  the  c o n f i n e s  of t he  P e n t a g o n .  

Any b u d g e t  m u s t ,  of c o u r s e ,  r e f l e c t  a p l an  of a c t i o n  g e a r e d  to 

p o l i c y  d e c i s i o n s .  The  d e f e n s e  b u d g e t  m u s t  m e a n  p h a s i n g  of p r o d u c t i o n  

s c h e d u l e s  w i th  d o l l a r s .  T h e y  m u s t  be  kep t  in p h a s e  by a d m i n i s t r a t i v e  

d e c i s i o n s  t a k e n  by  m a n a g e m e n t  i t s e l f - - n o t  j u s t  by  d e c i s i o n s  of s t a f f  

a d v i s e r s  o r  e v e n  by t h o s e  who m a k e  the  c o n t r a c t s .  And s o m e  of t he  

d e c i s i o n s  m u s t  be  t a k e n  in  f a r  p l a c e s  and in  d e p a r t m e n t s  and a g e n c i e s  

w h i c h  know no th ing  of m i l i t a r y  m a t t e r s  but  do h a v e  r e s p o n s i b i l i t y  fo r  

m a j o r  s e g m e n t s  of n a t i o n a l  p o l i c y  and w e l l - b e i n g .  S i m i l a r l y ,  t h e r e  is  

no s u c h  t h i n g  as  an a u t o m a t i c  da t a  c o m p u t i n g  j u d g m e n t  of m e n  and  w o m e n  

t h r o u g h  whom d e f e n s e  p r e p a r e d n e s s  m u s t  be  a t t a i n e d .  When the  N a t i o n a l  

S e c u r i t y  Act  was  u n d e r  c o n s i d e r a t i o n ,  the  o p p o s i t e  w a s  hoped  f o r  and 

w a s  e v e n  f o r e c a s t  by s o m e  who  though t  h i s t o r y ,  t r a d i t i o n ,  u n i f o r m s ,  

t r a i n i n g ,  and the  n e e d  f o r  w o r k i n g  to k e e p  the  c i v i L i a n - m i l i t a r y  t e a m  

o p e r a t i n g  would  g ive  w a y  to the  p r e c e p t s  of a s t a t u t e .  P e r s o n n e l  and 

b u d g e t  m a n a g e m e n t ,  t h e y  thought ,  cou ld  b e c o m e  a w h o l l y  s c i e n t i f i c  

and d e t a c h e d  e x e r c i s e  in u n i f i c a t i o n .  Th i s  did not  t u r n  out to be  the  

c a s e ,  and I m u s t  a d m i t  tha t  s o m e  of the  e v i d e n c e  to p r o v e  the  f ac t  

b o r d e r s  as  c l o s e l y  on i n s u b o r d i n a t i o n  as  e v e n  o u r  f l e x i b l e  d e m o c r a c y  

c a n  s t o m a c h .  At t i m e s  the  i s s u e  w a s  m o r e  t h a n  d i s a g r e e m e n t  b e t w e e n  

m e n  of good wi l l .  I b e l i e v e  tha t  t h o s e  t i m e s  a r e  b e h i n d  us ,  in  the  m a i n ,  

b e c a u s e  we have  l e a r n e d  o n c e  a g a i n  tha t  the  m a c h i n e r y  of the  Ac t  i s  
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properly concerned with means, not with ends. 

Because of the force of its words, I should like to quote from 

George F. Kennan's summation of the case against highly impersonal 

personnel controls. It is set forth in his stimulating article, "America's 

Administrative Response to Its World Problems. " I have taken some 

liberties with this quotation in the sense that I have cut out some bits 

and pieces that did not seem pertinent. He says: 

"There is no such thing as an abstract, objective evaluation of a 

human being, independent of the personality of the one who judges. 

The only definition of a man's worth that has reality is the image as 

seen by another man, and that image is a reflection of--and a reflection 

on--both of them. 

1, 
. . . one cannot realistically depart from the human personality 

in its most intimate sense as the basis of selection and promotion and 

handling, generally, of personnel. To attempt to make this departure 

is to operate in a world of unrealities, dealing not with men themselves 

but with distorted shadows of them at the price of inefficient, wasteful 

use of their talents and sacrifice of that particular enthusiasm and 

devotion that come from the assurance that one's official fate is likely 

to be a reasonably faithful reflection of the quality of one's effort. 

"... It is also true that no personnel system can be properly oper- 

ated, even in a moderately large organization, without some centralized 

system of record-keeping and without the invocation of some general 
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c r i t e r i a  d e s i g n e d  to g u a r d  a g a i n s t  the  a b e r r a t i o n s  of the  b i a s e d ,  un jus t ,  

o r  e r r a t i c  s u p e r i o r .  One canno t  l e a v e  m e n  e x c l u s i v e l y  to the  m e r c y  

of the  m a n  t h e y  happen  to w o r k  fo r  at any g i v e n  m o m e n t .  

"But  what  is  i n v o l v e d  h e r e  is  the q u e s t i o n  of the  w e i g h t  to be  g iven  

to the  v a r i o u s  c o m p o n e n t s  of a personn~:~ d e c i s i o n .  It i s  m y  c o n t e n t i o n  

tha t  the  p r e p o n d e r a n t  v o i c e  shou ld  a l s a y s  be tha t  of a s u p e r i o r  who 

knows  the  m a n  p e r s o n a l l y ,  who has  f i r s t - h a n d  k n o w l e d g e  of h i s  p e r f o r m -  

a n c e  in h i s  work ,  and who i s  i n t e r e s t e d  in h im as  a h u m a n  b e i n g - - n o t  

tha t  of r e m o t e ,  u n s e e n  i n d i v i d u a l s  devo id  of e x p e r i e n c e  in the  s u b s t a n t i v e  

a s p e c t s  of the  w o r k  of the  m a n  t h e y  a r e  j u d g i n g  and p r o t e c t e d  by t h e i r  

a n o n y m i t y  f r o m  the  r e a l  r e s p o n s i b i l i t y  tha t  r e s i d e s  in  the  s h a p i n g  of the  

fa te  of i n d i v i d u a l  e m p l o y e e s  of the  g o v e r n m e n t .  So long as  the  l a t t e r  

s y s t e m  p r e v a i l s ,  the  p r e m i u m  fo r  the  i n d i v i d u a l  e m p l o y e e  wi l l  c o n t i n u e  

to  l ie  not  in b o l d n e s s ,  not  in i n d i v i d u a l i t y ,  not  in i m a g i n a t i o n ,  but  r a t h e r  

in the  c u l t i v a t i o n  of tha t  n i ce  m i x t u r e  of n o n c o n t r o v e r s i a l n e s s  and c o l o r -  

l e s s  s e m i c o m p e t e n c e  tha t  c o r r e s p o n d s  m o s t  ap t ly  to the  v a r i o u s  b a n a l  

d i s t i n c t i o n s  of which ,  a lone ,  the  b u s i n e s s  m a c h i n e  is  c a p a b l e .  " 

With  c h a n g e s  in a few f i g u r e s  of s p e e c h ,  a p a r a l l e l  i n d i c t m e n t  could  

be  d r a w n  of m e c h a n i s t i c  b u d g e t  c o n t r o l s ,  o r  any  of the  o t h e r  k inds  of 

s ta f f  f u n c t i o n s .  The  i m p o r t a n c e  of t h i s  type  of a n a l o g y  fo r  A m e r i c a n  

administration is the fact that we have rejected it, and to this extent 

and 
we do not stand four-square/typical of the administrative effort of some 

too 
of the other great countries. They have tended to become/scientific 
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in their administration. 

The second development I wish to mention is more dramatic. The 

demands of national security preparedness have reversed administrative 

collectivism, which some thought the National Security Act had decreed. 

We now accept the sounder, and older, doctrine of individual authority 

and responsibility. The National Security Council has never been, and 

will never be, more than what the National Security Act says it is--an 

advisory body to the President. It cannot administer our defense pro- 

gram. Its character will not be changed by requiring it to meet at reg- 

ular intervals or by adding statutory members, illusions which numerous 

persons at both ends of Pennsylvania Avenue (not including Presidents 

Truman and Eisenhower) have found attractive from time to time. 

Likewise, in defense policy execution the Secretary of Defense has 

got to be boss. No strategic directive and no committee ever bossed 

anything. I do not deny that some of the great figures of World War II 

and some scholars have tried to give another impression. The Secretary 

of Defense will receive directives from above and he will give orders to 

those below, but in either event they must be administered. He cannot 

leave interpretation and execution of those directives and orders to 

the clarity of their own language or to the diffuse responsibility of 

committees. Similarly, he cannot assume that the service secretaries 

need nothing but the direction or guidance of an order from him to bring 

about balance in our defense effort. 
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The N a t i o n a l  S e c u r i t y  Act  has  fu l ly  d e m o n s t r a t e d  tha t  i ts  e f f e c t i v e  

a d m i n i s t r a t i o n  r e q u i r e s  d e l e g a t i o n  ou tward  and d o w n w a r d  of a u t h o r i t y  

to act ,  and tha t  a u t h o r i t y  m u s t  be c o n c e n t r a t e d ,  not  d i f fu sed .  It goes  

wi thou t  s a y i n g  tha t  w h e r e  t h e r e  is  a d e l e g a t i o n  of a u t h o r i t y  to act  t h e r e  

m u s t  a l s o  be a t w o - w a y  w i l l i n g n e s s  to a s s u m e  r e s p o n s i b i l i t y  fo r  the  

d e l e g a t i o n  and fo r  the  r e s u l t i n g  ac t i on .  We have  c o m e  a long  way b a c k  

f r o m  the  p r e c i p i c e  of a s s u m p t i o n  tha t  l o g i c a l  o r g a n i z a t i o n  and t idy  

m a n a g e m e n t  at the  top wi l l  a u t o m a t i c a l l y  p r o d u c e  a p r o p e r l y  f u n c t i o n -  

ing  m a c h i n e .  The n e e d  fo r  l e a d e r s h i p  d o e s  not  s top  in the  f r o n t  of f ice ,  

and c o o r d i n a t i o n ,  no m a t t e r  how good,  i s  no s u b s t i t u t e  fo r  i n i t i a t i v e ,  

c l e a r  l i n e s  of a u t h o r i t y ,  and a h a r d h e a d e d  w i l l i n g n e s s  to hold  a c t i o n  

a g e n c i e s  and o f f i c e r s  a c c o u n t a b l e  fo r  t h e i r  s u c c e s s  o r  f a i l u r e ,  wh i l e  

at the  s a m e  t i m e  a c c e p t i n g  p e r s o n a l  r e s p o n s i b i l i t y  fo r  d e l e g a t i o n s  m a d e  

to t h e m .  

In s u m m a r y ,  a d m i n i s t r a t i o n  of n a t i o n a l  s e c u r i t y  p r e p a r e d n e s s  is  

not  an i m p e r s o n a l  t h ing  w h i c h  s p r i n g s  f u l l - b l o w n  and e f f e c t i v e  f r o m  

c r e a t i o n  of the  s y s t e m ,  h a t c h e d ,  as  it w e r e ,  l ike  an egg  in an i n c u b a t o r .  

It m u s t  be w o r k e d  at.  It i s  an a c q u i r e d  sk i l l ,  not  an i n h e r e n t  v i r t u e ,  

and n o w h e r e  in g o v e r n m e n t  a f f a i r s  has  t h i s  b e e n  p r o v e n  m o r e  d r a m a t i c a l l y .  

T h e r e  has  b e e n  one p o t e n t i a l l y  d i s c o r d a n t  e l e m e n t ,  and it  has  s l o w e d  

t h i n g s  down f r o m  t i m e  to t i m e  un t i l  we  aould  be r e a s s u r e d  tha t  a l l  was  

we l l .  Our  p r o g r e s s  in a d m i n i s t r a t i o n  has  b e e n  g e a r e d  t h r o u g h o u t  ou r  

h i s t o r y  to the  c o n c e p t  of m a k i n g  d e m o c r a t i c  i n s t i t u t i o n s  w o r k  b e t t e r .  
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F o r  the  pa s t  12 y e a r s ,  and to an e x t e n t  n e v e r  b e f o r e  e v e n  d r e a m e d  of, 

o u r  d e f e n s e  e f f o r t  cou ld  not  be  d e m o c r a t i c a l l y  o r g a n i z e d .  In e v e r y  

i m p r o v e m e n t  of the  N a t i o n a l  S e c u r i t y  Act  we  h a v e  m o v e d  f u r t h e r  in  

the  d i r e c t i o n  of c r e a t i n g  an o r g a n i z a t i o n  c a p a b l e  of r a p i d  and d e c i s i v e  

a c t i o n .  Th i s  m e a n s  a u t o m a t i c a l l y  tha t  we  h a v e  m o v e d  in the  d i r e c t i o n  

of h i e r a r c h i c a l  o r g a n i z a t i o n  and h i e r a r c h i c a l  d i s c i p l i n e ,  w i th  a l l  of 

the  t h r e a t s  and d a n g e r s  i n h e r e n t  in pu t t i ng  i n s t a n t a n e o u s ,  t e c h n i c a l  

e f f i c i e n c y  a h e a d  of e v e r y t h i n g  e l s e .  

If t a k e n  l i t e r a l l y ,  t h e s e  d e v e l o p m e n t s  wou ld  have  s u g g e s t e d  a r a t h e r  

t e r r i f y i n g  a d m i n i s t r a t i v e  p r o b l e m .  T h e y  wou ld  h a v e  s u g g e s t e d  tha t  un i -  

f i c a t i o n  of the  d e f e n s e  e f f o r t  bade  f a i r  to c r e a t e  a t h r e a t  to  f r e e d o m ,  and 

to  p l a c e  in the  h a n d s  of a few the  m e a n s  f o r  a d e s p o t i c  and c o m p l e t e l y  

u n d e m o c r a t i c  e x e r c i s e  of v a s t  p o w e r ,  i n c l u d i n g  the  p o w e r  of a t o m i c  

w e a p o n s .  

A c t u a l l y ,  I b e l i e v e  the  p r o b l e m  is  not  as  t e r r i f y i n g  as  it  cou ld  h a v e  

s e e m e d  at f i r s t  g l a n c e ,  c h i e f l y  b e c a u s e  we h a v e  a c c e p t e d  the  t h e s i s  

t ha t  I have  t r i e d  to d e v e l o p  th i s  m o r n i n g - - n a m e l y ,  tha t  the  a d m i n i s t r a -  

t i on  of o u r  n a t i o n a l  s e c u r i t y  p r e p a r e d n e s s  p r o g r a m  h a s  b e e n  and w i l l  

c o n t i n u e  to be  c o n c e r n e d  wi th  the  m e a n s  of c r e a t i n g  and m a i n t a i n i n g  

n a t i o n a l  s e c u r i t y ,  not  w i th  how the  p o w e r  to a c h i e v e  tha t  end w i l l  be  u s e d .  

I b e l i e v e  tha t  o u r  d e m o c r a c y  is  s t r o n g  e n o u g h  and s u r e  e n o u g h  of 

i t s  own s t r e n g t h  to c o n t i n u e  to d e m a n d  tha t  a l l  of i ts  i n s t i t u t i o n s  r e m a i n  

m e r e l y  i n s t r u m e n t s  fo r  the  e x e r c i s e  of p o w e r  w h i c h  f lows  down f r o m  i t s  
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u l t i m a t e  s o u r c e ,  the  peop le ,  t h r o u g h  l aws  e n a c t e d  by  t h e i r  e l e c t e d  

r e p r e s e n t a t i v e s ,  and  a d m i n i s t e r e d  in the  c a s e  of o u r  n a t i o n a l  d e f e n s e  

t h r o u g h  the  C o m m a n d e r - i n - C h i e f .  We know tha t  he is  the  one e l e c t e d  

r e p r e s e n t a t i v e  of a l l  t he  p e o p l e .  F u r t h e r ,  in  A m e r i c a  we s t i l l  s p e a k  

of the  " A r m e d  S e r v i c e s ~ '  and tha t  i s  a c o n s o l i n g  and an a c c u r a t e  n a m e .  

W h e n e v e r  we  h a v e  had doubts  we have  d i s p e l l e d  t h e m  by c o n v i c t i o n  

tha t  the  a g g r e g a t e  of i n d i v i d u a l  e x e r c i s e  of s t a t u t o r y  a u t h o r i t y ,  w h e t h e r  

v e s t e d  in the  c i v i l i a n  o f f i c e r s  of the  D e p a r t m e n t  of D e f e n s e  o r  in  t h e i r  

p e e r s  in o t h e r  d e p a r t m e n t s  who  m u s t  s h a r e  r e s p o n s i b i l i t y  fo r  d e f e n s e  

p r e p a r e d n e s s ,  wou ld  be c o o r d i n a t e d  and c o n t r o l l e d  by r e s p o n s i b l e  a d m i n -  

i s t r a t i o n  and c o n s t i t u t i o n a l  r e s t r a i n t s .  The  P r e s i d e n t ,  in  whom a l l  

e x e c u t i v e  p o w e r  is  v e s t e d ,  cou ld  not  d e m a n d  o r  p e r m i t  l e s s .  Of c o u r s e ,  

t h i s  has  p l a c e d  a s t a g g e r i n g  b u r d e n  on the  P r e s i d e n t  and it  d e m o n s t r a t e s  

how r a p i d l y  n a t i o n a l  w e l f a r e  d e m a n d s  the  s i m u l t a n e o u s  e x e r c i s e  of a l l  

of the  P r e s i d e n t ' s  m a n y  r o l e s - - e x e c u t i v e ,  c h i e f  m a g i s t r a t e ,  c o m m a n d e r -  

i n - c h i e f ,  a r b i t e r  of f o r e i g n  r e l a t i o n s ,  p o l i t i c a l  l e a d e r ,  and l e g i s l a t i v e  

l e a d e r .  D e s p i t e  a l l  of o u r  n e e d s  f o r  wha t  m a y  a p p e a r  to be  u n d e m o c r a t i c  

a d m i n i s t r a t i o n  in the  s e v e r a l  p a r t s  of o u r  d e f e n s e  e s t a b l i s h m e n t ,  the  

w h o l e  r e m a i n s  e s s e n t i a l l y  d e m o c r a t i c  in  r e s u l t - - t h e  p r o d u c t  of r e p r e s e n t a -  

t i ve  g o v e r n m e n t  and the  p r o c e s s e s  of d e m o c r a t i c  c o n s u l t a t i o n  and p o p u l a r  

d e l i b e r a t i o n .  If we e v e r  p e r m i t  o u r  G o v e r n m e n t  to f a i l  in  t h i s  r e s p e c t ,  

o r  if the  e l e c t e d  head  of the  p e o p l e  e v e r  i s  f a l s e  to  h i s  r e s p o n s i b i l i t y  

to  t h e m ,  o u r  C o n s t i t u t i o n ,  o u r  w a y  of l i fe ,  and o u r  n e e d  f o r  a c o o r d i n a t e d  
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defense program will already have disappeared. 

This discussion of administration in national security preparedness, 

and the general background which I attempted to draw at the beginning 

of the hour, have pointed fingers at both of the remaining topics assigned 

to  m e .  At the  s a m e  t i m e ,  i t  ha s  t o s s e d  f a c e t s  of t h e m  abou t  wi th  l i t t l e  

r e g a r d  f o r  t h e i r  own l o g i c a l  and r o u n d e d  d e v e l o p m e n t .  F o r  t h i s  I do 

not ,  at  l e a s t  at  the  m o m e n t ,  a p o l o g i z e .  My p u r p o s e  h a s  b e e n  to i l l u s -  

t r a t e  the  g e n e r a l  n a t u r e  of the  a d m i n i s t r a t i v e  and m a n a g e m e n t  p r o b l e m  

w h i c h  we m u s t  f a c e  in r e l a t i o n  to the  m a j o r  t a s k s  and r e s p o n s i b i l i t i e s  

of the  F e d e r a l  G o v e r n m e n t .  To a l e s s e r  e x t e n t  I have  s u g g e s t e d ,  o r  

l e f t  r o o m  fo r  you  to i n f e r ,  wha t  s o m e  of the  c u r r e n t  and e m e r g i n g  p r o b -  

l e m s  m a y  be .  We can  d i s c u s s  t h e m  i n f o r m a l l y  in a few m i n u t e s .  I 

have ,  h o w e v e r ,  s a id  l i t t l e  o r  no th ing  about  f u t u r e  t r e n d s  in a d m i n i s t r a -  

t i on  as  I s e e  t h e m .  

It s e e m s  i n e v i t a b l e  to m e  tha t  g o v e r n m e n t  w i l l  b e c o m e  m o r e  i n s t i -  

t u t i o n a l i z e d  b e c a u s e  i t  ha s  no c h o i c e  e x c e p t  to b e c o m e  m o r e  c o m p l e x .  

We m a y  not  wan t  it  tha t  way ,  but  w o r l d  p r o b l e m s  show no s i g n s  of 

a b a t i n g  in g r a v i t y  o r  n u m b e r ;  n e e d s  of a r a p i d l y  g r o w i n g  p o p u l a t i o n  at  

h o m e  wi l l  r e q u i r e  m o r e ,  not  l e s s ,  pub l i c  a c t i v i t y ;  i n t e r d e p e n d e n c e  of 

men and their joint activities in our politica% 

can only be enhanced by modern technology. 

social, and economic life 

In the face of what to me 

a r e  i n e s c a p a b l e  c o n c l u s i o n s ,  I s e e  n o t h i n g  in  the  a d m i n i s t r a t i v e  f u t u r e  

w h i c h  d e s e r v e s  m o r e  a t t e n t i o n  t han  the  n e e d  f o r  m o r e  and b e t t e r  t r a i n e d  

a d m i n i s t r a t o r s .  L e t  m e  e m p h a s i z e  the  w o r d s  b e t t e r  t r a i n e d .  T h e y  m u s t  

be  b e t t e r  t r a i n e d  not  on ly  in the  t e c h n i q u e s  of m a n a g e m e n t  of g o v e r n m e n t  
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affairs but they must also be trained at successive steps throughout 

their careers in the ideals and basic values of representative democracy, 

and the history of democratic institutions. By no other means can we 

give our administrators of the future a sound basis for measuring their 

own success and for sitting in judgment on the doings and achievements 

of other forms of government. This requirement goes as much for 

political administrators as it does for career administrators, and I 

include all military officers in the career administrator group. We 

cannot afford to take belief in our institutions for granted any more than 

we can take for granted innate ability to administer them. Both must be 

taught and retaught. The day is long past when the American people can 

subscribe to Andrew Jackson's simple, but even then hardly accurate, 

pronouncement that the duties of all public officers "are so plain and 

simple that men of intelligence may readily qualify themselves for their 

performance. " 

Aside from providing more continuous and better training for admin- 

istrators, we should also consider how we can better organize and con- 

duct the highly specialized programs which grow from the complex 

scientific technology of our age. The Government must get and keep its 

share of scientists, but it cannot do so by artificial devices. Personally, 

I do not believe that the answer is to be found in such obvious gimmicks 

as a department of science or further separation of engineers, or doctors 

of medicine, or physicists from the normal processes of government 
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c o n d u c t e d  in the n o r m a l  w a y  by p e o p l e  who,  f o r  the  m o s t  p a r t ,  w i l l  not  

be  e n g i n e e r s ,  d o c t o r s  of m e d i c i n e ,  o r  p h y s i c i s t s .  

B a s i c a l l y ,  we  n e e d  w i d e r  r e c o g n i t i o n  tha t  the  s c i e n t i s t  h a s  d i f f e r e n t  

m o t i v a t i o n s  and s e e k s  d i f f e r e n t  r e w a r d s  f r o m  o t h e r  p e o p l e .  He w a n t s  

and  n e e d s  a m a x i m u m  of f r e e d o m  and a m i n i m u m  of p o l i c y  d i c t a  e x p r e s s e d  

in  s t a t u t e  o r  o r g a n i z a t i o n a l  d i r e c t i v e s .  His  c h a l l e n g e  is  the  unknown,  

and  in tha t  r e s p e c t  he is  m u c h  l ike  the  p i o n e e r  in h i s  d r i v e  to  look  and 

go b e y o n d  the  next  r i v e r  o r  r a n g e  of  m o u n t a i n s .  L i k e  the  p i o n e e r ,  a l so ,  

he m a y  or  m a y  not  wan t  the  c o m p a n y  and s u p p o r t  of o t h e r s  in h is  v e n t u r e .  

Th i s  is h a r d  on a d m i n i s t r a t o r s ,  but  t h e y  m u s t  r e c o g n i z e  it and  l ive  wi th  

i t .  A d m i n i s t r a t i o n  s h o u l d  not  be  c o n c e r n e d  wi th  the  wha t  and  the  how of 

the  s c i e n t i s t ' s  a c t i v i t y  but  w i t h  b e i n g  s u r e  tha t  the  r e s u l t  i s  put to p r o p e r ,  

p r o m p t ,  and e f f e c t i v e  u s e .  Th i s  i s  a new s i d e  to a d m i n i s t r a t i o n  in o u r  

day  and it p o s e s  s o m e  i n t e n s e l y  i n t e r e s t i n g  q u e s t i o n s  f o r  f u t u r e  a d m i n -  

i s t r a t o r s .  

A n o t h e r  p r o b l e m  wi th  s t r o n g  f o r e s h a d o w s  of f u t u r e  d i f f i c u l t y  is  a 

r e d e f i n i t i o n  ( a l w a y s  an  a d m i n i s t r a t i v e  job)  of the  r e s p e c t i v e  r o l e s  of 

p o l i t i c a l  and c a r e e r  e x e c u t i v e s .  V e r y  s l o w l y  we a r e  l e a r n i n g  tha t  the  

t r a d i t i o n a l  b l a c k s  and  w h i t e s  of p a r t i s a n  p o l i t i c s  a r e  of ten  not  s u s t a i n -  

ab le  in  the c o m p l e x  l i fe  of o u r  t i m e s .  N e v e r t h e l e s s ,  a p e c u l i a r  kind 

of lag  in o u r  p o l i t i c a l  c u l t u r e  m a k e s  us  b e l i e v e  tha t  m e r e  a c c e p t a n c e  of 

p o l i t i c a l  a p p o i n t m e n t  in any  F e d e r a l  a g e n c y  m a k e s  a m a n  a p o l i t i c i a n  in 

the  p r i m a r y  s e n s e  of t ha t  w o r d .  We t end  to f o r g e t  t ha t  the  p o l i t i c a l  
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e x e c u t i v e  o f  t o d a y  m u c h  m o r e  o f t e n  t h a n  n o t  h a s  h a d  l i t t l e  t o  do  w i t h  

p r a c t i c a l  p o l i t i c s ,  a n d  h e  i s  s e l d o m  a j o b  s e e k e r .  He  i s  p r i m a r i l y  a 

b u s i n e s s m a n ,  o r  a p r o f e s s i o n a l  m a n ,  o r  a s c i e n t i s t ,  o r  e v e n  a c o l l e g e  

p r o f e s s o r .  H e  h a s  c o m m i t m e n t s  t o  o t h e r  w a y s  o f  l i f e ;  h e  s e r v e s  h i s  

G o v e r n m e n t  o u t  o f  a s e n s e  o f  d u t y ;  a n d  h e  d o e s  n o t  w a n t  t o  s t a y  s o  l o n g  

t h a t  h e  l o s e s  c o n t a c t  w i t h  t h e  w o r k  f r o m  w h i c h  h e  c a m e .  He m a y  a d v o -  

c a t e  t h e  p r i n c i p l e s  a n d  a i m s  e s p o u s e d  b y  t h e  p a r t y  o f  w h i c h  h e  i s  a 

m e m b e r ,  o r  h e  m a y  b e  r e l a t i v e l y  i n d i f f e r e n t  t o  t h e m .  B u t  h e  i s  n o t  a 

t r a i n e d  p o l i t i c i a n  a n d  t h i s  f a c t  o f t e n  g i v e s  h i m  a b a d  t i m e  w i t h  t r a i n e d  

p o l i t i c i a n s  w h o  r e s e n t  b o t h  t h e  l a b e l  h e  w e a r s  a n d  h i s  l a c k  o f  c o n c e r n  

w i t h  p a r t i s a n  p o l i t i c a l  m a t t e r s .  A s  t h e  P r e s i d e n t ' s  r e p r e s e n t a t i v e  in  

a n  e x e c u t i v e  j o b ,  t h e  p o l i t i c a l  a p p o i n t e e  m u s t  t r y  t o  b e  t h e  d e f e n d e r  a n d  

d e v e l o p e r  o f  p o l i c i e s  c o n s i s t e n t  w i t h  t h o s e  o f  h i s  P r e s i d e n t  a n d  of  h i s  

p a r t y .  H a v i n g  d o n e  t h a t ,  h e  o f t e n  f e e l s  f r e e  t o  a s k  f o r  h i s  r e l e a s e  in  a 

y e a r  o r  s l i g h t l y  m o r e .  

T h i s  r a p i d  t u r n o v e r  i n  p o l i t i c a l  e x e c u t i v e s  p o s e s  v e r y  r e a l  p r o b l e m s  

o f  c o n t i n u i t y  a n d  a d m i n i s t r a t i o n .  No t  t h e  l e a s t  o f  t h e m  a r e  t h e  t w o  m o s t  

o b v i o u s :  (1) n o  t w o  m e n  a r e  a l i k e ,  h e n c e  f r e q u e n t  c h a n g e s  i n  l e a d e r s h i p  

c r e a t e  d i s r u p t i o n s  i n  l e a d e r s h i p  o u t  o f  p r o p o r t i o n  to  t h e  a b i l i t y  o f  t h e  

t w o  m e n  i n v o l v e d  in  e a c h  c h a n g e ;  (2) p r o g r a m  m a n a g e m e n t  i n  d a y - t o - d a y  

o p e r a t i o n s  m u s t  b e  c o n t i n u o u s ,  h e n c e  a n  a c c e p t a b l e  m e a n s  o f  p r o v i d i n g  

c o n t i n u i t y  m u s t  b e  f o u n d  in  t h e  c a r e e r  s t a f f .  T h i s  m e a n s  t h a t  e a c h  p o l i t -  

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

a s s u r a n c e  t h a t  h e  c a n  r e l y  o n  t h e  a b i l i t y ,  t h e  i n t e g r i t y ,  a n d  t h e  o b j e c t i v i t y  

o f  t h e  c a r e e r  s t a f f  u n d e r  h i m .  T h e r e  i s  n e i t h e r  t i m e  n o r  r o o m  f o r  

l o n g  p e r i o d s  o f  s u s p i c i o n ,  t e s t i n g ,  a n d  m a k i n g  do  w i t h  t e m p o r a r y  e x p e d -  

i e n t s .  We m u s t  l e a r n  h o w  t o  o r g a n i z e  a n d  r u n  o u r  p r o g r a m s  s o  t h a t  a n y  

n e w  p o l i t i c a l  e x e c u t i v e  c a n  b e  q u i c k l y  a c c l i m a t e d  a n d ,  s o  t o  s p e a k ,  

l e a r n  to  h i t  t h e  g r o u n d  r u n n i n g .  

T h i s  m e a n s  t h a t  c a r e e r  p e o p l e  c a n n o t  b e  d i v o r c e d  c o m p l e t e l y  f r o m  

e i t h e r  p o l i c y  f o r m u l a t i o n  o r  p o l i c y  e x e c u t i o n .  I t  m e a n s  t h a t  w e  m u s t  f i n d  

e f f e c t i v e  a d m i n i s t r a t i v e  m e a n s  of  s e p a r a t i n g  t h e  p o l i t i c s  o f  p a r t y  f r o m  

t h e  p o l i t i c s  o f  p o l i c y .  T h e  m o r e  c o m p l e x  o u r  G o v e r n m e n t  a n d  t h e  m o r e  

p e r v a s i v e  i t s  p r o g r a m s ,  t h e  m o r e  we  w i l l  h a v e  t o  r e l y  u p o n  c a r e e r  

e x e c u t i v e s  to  b e  t h e  p r o g r a m  m a n a g e r s  a n d  t h e  s t a f f  a d v i s e r s .  T h i s  

m e a n s  t h a t  t h e s e  c a r e e r  p e o p l e  c a n n o t  b e  d e v o i d  o f  p r o g r a m  a n d  p o l i c y  

c o m m i t m e n t s ,  b u t  in  t h e  e x e r c i s e  o f  t h e m  t h e y  m u s t  b e  a s  f l e x i b l e ,  a s  

l o y a l ,  a n d  a s  p e r s e v e r i n g  u n d e r  c h a n g e  in  l e a d e r s h i p  a s  a m i l i t a r y  c o m -  

m a n d e r  i s .  In  s h o r t ,  w e  m u s t  c a r e f u l l y  r e d e f i n e  t h e  r e s p e c t i v e  r o l e s  o f  

b o t h  p o l i t i c a l  a n d  c a r e e r  o f f i c e r s  i n  g o v e r n m e n t ,  a n d  w e  m u s t  t r a i n  e a c h  

to  t h e  f u l l e s t  f u l f i l l m e n t  o f  h i s  a s s i g n e d  r o l e .  So f a r  a s  t h e  c a r e e r  

a d m i n i s t r a t o r  i s  c o n c e r n e d ,  t h i s  m e a n s  a d m i n i s t r a t i v e  c o n c e r n  w i t h  t h e  

p r o b l e m s  o f  c a r e e r  p l a n n i n g  in  t h e  w a y  in  w h i c h  y o u  in  t h e  m i l i t a r y  h a v e  

t a c k l e d  i t  a n d  we  in  t h e  c i v i l i a n  h a v e  l a g g e d .  We n e e d  s u c c e s s i v e  k i n d s  

o f  t r a i n i n g  to  b a c k  u p  t h e  p l a n n i n g .  A n d  m o s t  o f  a l l  w e  n e e d  a c i v i l i a n  
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s t a f f  c o l l e g e  to p r e p a r e  our  m o s t  s e n i o r  e x e c u t i v e s  to do t h e i r  j o b s .  

We need  to l e a r n  m o r e  about  and p r o f i t  by  the  l e s s o n s  w h i c h  you have  

l e a r n e d  in the  d e v e l o p m e n t  of a s t a f f - c o l l e g e  s y s t e m  in the A r m e d  F o r c e s .  

F i n a l l y ,  I shou ld  l ike  to  c a t a l o g  j u s t  s i x  m o r e  a d m i n i s t r a t i v e  i m p r o v e -  

m e n t s  tha t  h o p e f u l l y  the  n e a r  f u t u r e  wi l l  b r i n g .  T h e y  a r e :  (1) A new,  

r a t i o n a l i z e d ,  c o n s i s t e n t ,  and f l e x i b l e  s y s t e m  of s a l a r y  a d m i n i s t r a t i o n  

to r e p l a c e  the hodgepodge  of o v e r  200 s a l a r y  l a w s  now on the  books ;  

(2) an  i m p r o v e d  s y s t e m  of e m p l o y e r - e m p l o y e e  r e l a t i o n s h i p s  w h i c h  w i l l  

i nc lu de  a b a s i s  f o r  e v a l u a t i o n  of p e r f o r m a n c e  and p o t e n t i a l  in  m u c h  g r e a t e r  

s c i e n t i f i c  p r e c i s i o n  t h a n  now e x i s t s ;  (3) e s t a b l i s h m e n t  of a s y s t e m  w h i c h  

w i l l  i n s u r e  a r e g u l a r  and s u b s t a n t i a l  a n n u a l  i n t ake  of p r o m i s i n g  young  

peop le  f r o m  c o l l e g e  g r a d u a t i n g  c l a s s e s ,  and wi th  the  a g e n c i e s  a u t h o r i z e d  

to  m a k e  f i r m  c o m m i t m e n t s  d u r i n g  the c o m p e t i t i v e  r e c r u i t i n g  p e r i o d  w h i c h  

f a i l s  in the  fou r  m o n t h s  p r i o r  to g r a d u a t i o n ;  (4) f u r t h e r  r e t u r n  of top  

e x e c u t i v e s  in to  r e s p o n s i b i l i t y  f o r  and c o n c e r n  about  the  s t a f f  p r o d u c t s  

d e s i g n e d  to m a k e  t h e i r  j obs  e a s i e r ,  i n c l u d i n g  budge t ,  p e r s o n n e l  m a n -  

a g e m e n t ,  r e c o r d s ,  m a n a g e m e n t - i m p r o v e m e n t  p r o g r a m s ,  a c c o u n t i n g ,  

and t r a i n i n g ;  (5) a u t h o r i z a t i o n  of funds  f o r  a l o n g e r  p e r i o d  t han  one f i s c a l  

y e a r ,  in  o r d e r  to g ive  needed  s t a b i l i t y  to n u m e r o u s  g o v e r n m e n t  p r o g r a m s  

in the  a d m i n i s t r a t i o n  of w h i c h  e f f i c i e n c y  and e c o n o m y  s u f f e r  f r o m  r a p i d  

c h a n g e s  in a p p r o p r i a t i o n s  l e v e l s ;  (6) d e v e l o p m e n t  of a d e q u a t e  m e a n s  fo r  

p e r i o d i c  r e e x a m i n a t i o n  of n a t i o n a l  goa l s ,  w i th  p a r t i c u l a r  a t t e n t i o n  to 

the  e v e r - g r o w i n g  p o w e r  in  ou r  p o l i t i c a l  s y s t e m  of i n t e r e s t  g r o u p s  of aU 

kin  ds. 
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The art of administration has grown strong and certain of its 

strength under the American system of government. It has resisted 

efforts to turn it into a scientific monstrosity, devoid of feeling, impar- 

tial in the horizontal application of administrative norms, and ruthlessly 

destructive of the most important contribution to political philosophy 

of our system--belief in the dignity and worth of the individual. Our 

time as administrators has not yet ended. Let us be sure that we remain 

true to the heritage bequeathed to us. 

Thank you, very much. 

DR. KRESS- Gentlemen, our speaker is ready for your questions. 

QUESTION: In your list of six items there at the end, where things 

can be done to improve the civil service, one of them was an improved 

and new method for rating personnel and establishing the record which 

would mean something. You also quoted Mr. Kennan in the study of 

administration, and he pointed out that the impression one person has of 

another is a reflection on both people. The present system, where almost 

everyone in the civil service gets an automatic "satisfactory, " certainly 

doesn't show this. I would be interested in having a little more informa- 

tion on what is in the cards to improve the rating system. 

MR. JONES: Well, sometimes you have to kind of tear things down, 

Captain, before you can improve them. You will note that what I said 

was that we should have an improved system of employer-employee 

relationships which will include a basis for evaluation of performance 
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and potential and much greater scientific precision than now exists. 

What I personally have in mind--and I don't know how long it will take 

to get a lot of people to agree with me and perhaps get even the Congress 

to agree with me--is that I think that all the things that we now take for 

granted in the military side of our Government as being part of personnel 

management will have to be fitted into the civilian side of the picture, 

and that these are basically all parts of an employer-employee relation- 

ship system--labor relations, if you want to call it that, in the broader 

sense of the term. But we have tended to compartmentalize. Person- 

nel management, we say, means simply those things that have to do with 

how you h i r e  peop le ,  how you p r o m o t e  t h e m ,  

We have  lef t  out of the  p i c t u r e  v e r y  l a r g e l y ,  

and how you fire them. 

until recent years, the 

i m p o r t a n t  e l e m e n t s  of i n c e n t i v e s ,  a w a r d s ,  and d i s c i p l i n e .  We have  

th i s ,  to m e ,  u t t e r l y  u s e l e s s  s y s t e m  w h i c h  d e f e a t s  i t s e l f  of s a y i n g  tha t  

a m a n ,  at l e a s t  a c iv i l i an ,  is  r a t e d  u n d e r  one of t h r e e  a d j e c t i v e  r a t i n g s - -  

o u t s t a n d i n g ,  in w h i c h  even t  you have  to s i t  down and ju s t i fy  y o u r  r a t i n g  

wi th  an e x t e n d e d  d i s c u s s i o n  of why he is  ou t s t and ing ;  u n s a t i s f a c t o r y ,  

w h i c h  a l m o s t  a u t o m a t i c a l l y  s u b j e c t s  h im  to c e r t a i n  s a n c t i o n s ,  and wh ich  

a g a i n  m u s t  be b a c k e d  up by your  pu t t ing  y o u r  j u d g m e n t  on the  l ine  in  

w r i t t e n  t e r m s ;  o r  s a t i s f a c t o r y .  Now, t h e s e  w e r e  bad enough  when  t h e y  

f i r s t  c a m e  a long,  but  t h e y  got e v e n  w o r s e  w h e n  the  i n c e n t i v e s - a w a r d  

s y s t e m  a n t i c i p a t e d  and, ac tua l ly ,  in m o s t  agencies% d i d  c a r r y  f o r w a r d  

wi th  a s c h e m e  u n d e r  which ,  if you got an o u t s t a n d i n g  r a t i ng ,  you 
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automatically were eligible for and usually got a cash award of some 

sort, or a pat on the back, or a citation; and if you got an unsatisfactory 

rating, if you didn't get fired you ended up getting demoted. This has 

meant, of course, that you have applied the great common denominator 

of satisfactory. What does it mean? It means nothing. I have made out 

efficiency ratings of that sort, and so have some of the rest of you. 

What are you doing? You take a sheet of paper and go through it and 

write the word "satisfactory" and initial it just as fast as you can do it. 

What I have in mind is this: that we will develop more specific 

information about the basic duties content of every job; that we will 

assign nouns to what that duties content is; and that we will then, in the 

process of discussion, in the process of proper supervision, in the 

process of training, and in the process of career planning, relate each 

individual, particularly those who are marked for major administrative 

jobs, as time goes on, against that kind of element; and that with our 

m e c h a n i c a l  p e o p l e - - t h e  c l e r i c a l  folk,  s t e n o g r a p h e r s ,  i n v e s t i g a t o r s ,  

a c c o u n t i n g  c l e r k s  and fo lk  of tha t  s o r t ,  i n c l u d i n g  c a r d - p u n c h  o p e r a t o r s  

and so  o n - - w e  w i l l  ge t  m u c h  m o r e  o b j e c t i v e  m e a s u r e m e n t  of bo th  q u a n t i t y  

of p e r f o r m a n c e  and q u a l i t y  of p e r f o r m a n c e  t h a n  we now h a v e .  

A c t u a l l y ,  e x c e p t  in  t h o s e  r a r e  i n s t a n c e s  w h e r e  you  k e e p  v e r y  c l o s e  

tabs  on the  i n d i v i d u a l ,  w h i c h  has  b e e n  done  wi th  v e r y  e x c e l l e n t  r e s u l t s  

in s o m e  of o u r  b u r e a u s - - I  s e e ,  f o r  e x a m p l e  tha t  the  D i r e c t o r  of the  C e n s u s  

is  wi th  us  t h i s  m o r n i n g - - h i s  b u r e a u  has  done  s o m e  v e r y  r e m a r k a b l e  w o r k  
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in measuring not only the aptitude of individuals for highly specialized 

mechanical jobs, but to correlate productivity with quality--all of these 

the 
things, if they are brought together under the overall tent of/labor- 

management relations type of program, I think will improve the 

situation very much. We have asked for the introduction of legisla- 

tion to repeal this present efficiency rating law for civilians, and I 

hope we will get a substitute law. 

QUESTION. The use of the industrial fund concept of management 

tool in administration appears to be growing. I wonder if you would 

comment on the use of it in the administration of national defense. 

MR, JONES: I am afraid, Captain, that I am just, plain incompetent 

to do that. I've got some impressions about it, but so much has happened 

to the industrial fund concept since I have had any personal contact with 

it that I don't want to seem to evade the issue but I just don't think I am 

up to date enough so that I could give you a reasonable answer. I would 

say this: I think very considerable improvements have been made from 

the administrative point of view. The first concept of the industrial fund 

was the very thing that I have been inveighing against here this morning-- 

horizontal application of a system without regard to whether it works 

in certain situations. I think many of the rough edges have been abraded 

off. That's what I have been told by my accounting friends. If I may 

duck being more specific than that, I will do so, because I am just not 

well enough advised. 
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QUESTION:  S i r ,  you m e n t i o n e d  the  n e e d  f o r  funds  to be a p p r o p r i a t e d  

f o r  m o r e  than  one y e a r  at  a t i m e .  I n o t i c e  tha t  t he  D r a p e r  C o m m i t t e e  

h a s  m a d e  e x a c t l y  tha t  s a m e  r e c o m m e n d a t i o n  to the  P r e s i d e n t - - t h e  f i v e -  

y e a r  p l an .  Do you  th ink ,  s i r ,  t ha t  C o n g r e s s  w i l l  e v e r  go a l o n g  wi th  tha t  

s o r t  of t h ing  tha t  you  a r e  t a l k i n g  about  ? 

MR.  JONES:  When  you  put  in the  w o r d  " e v e r ,  " tha t  g i v e s  m e  an 

out .  Yes ,  I t h ink  it w i l l  in t i m e ,  but  I t h i n k  we a r e  go ing  to  h a v e  to  

s n e a k  up on it ,  s o  to s p e a k ,  by g e t i n g  the  m u l t i p l e - y e a r  a p p r o p r i a t i o n  

f i r s t  f o r  c e r t a i n  k inds  of t h i n g s  w h e r e  t h e r e  i s n ' t  a g r e a t  d e a l  of c h a n g e  

in  p r o g r a m  l e v e l  r e g a r d l e s s  of wha t  h a p p e n s ,  w h e r e  y o u r  e x p e n d i t u r e s  

a r e  m o r e  o r  l e s s  m a n d a t o r y .  T h e n  I th ink ,  nex t ,  you  a r e  go ing  to h a v e  

to m o v e  in to  the  a d m i n i s t r a t i v e  a p p r o p r i a t i o n s  a r e a ;  and  f ina l ly ,  I th ink ,  

we a r e  go ing  to c o m e  in t i m e  to a c a p a c i t y  to def ine  p r o g r a m s  a i m s  and 

ends  in s u c h  a w a y  tha t ,  wi th  C o n g r e s s i o n a l  r e v i e w  of r e p o r t s  of s t e w a r d -  

sh ip ,  g i v e n  in a h e c k  of a lot  g r e a t e r  d e t a i l  t han  we now give  t h e m ,  and 

p r o b a b l y  a c t u a l l y  r e v i e w e d  in h e a r i n g s  of the  A p p r o p r i a t i o n s  C o m m i t t e e ,  

you  w i l l  be  ab le  to s t i c k  to the  m a i n  l i ne .  

Now I r e a l i z e  th i s  s k i r t s  on s o m e t h i n g  w h i c h  j u s t  g i v e s  m e  the  a d m i n -  

i s t r a t i v e  h o r r o r s ,  n a m e l y  the p o s s i b i l i t y  of the  E x e c u t i v e  B r a n  ch  p r o p o s i n g  

wha t  a m o u n t s  to a l e g i s l a t i v e  v e t o - - a  ~ o n s t i t u t i o n  i s s u e  abou t  w h i c h  I 

p r o b a b l y  f e e l  as s t r o n g l y  as  a n y b o d y  in th i s  town,  b e c a u s e ,  as  you  know,  

f o r  b e t t e r  t h a n  n ine  y e a r s ,  I s a t  a s  A s s i s t a n t  D i r e c t o r  f o r  L e g i s l a t i v e  

R e f e r e n c e  of the  B u d g e t  B u r e a u ,  and had to  d e v e l o p  e v e r y  known r e f l e x  
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tha t  a m a n  could  d e v e l o p  to p r o t e c t  the  E x e c u t i v e  B r a n c h  and the  

P r e s i d e n t  f r o m  l e g i s l a t i v e  ve to  of one s o r t  o r  a n o t h e r .  You in  the  

m i l i t a r y  have  got  to l ive  wi th  t h e s e  m o r e  than  a n y b o d y  e l s e ,  and I hope  

we  w i l l  ge t  r i d  of a l l  of t h e m  in t i m e .  

But,  n e v e r t h e l e s s ,  be  tha t  as  it m a y ,  I do t h ink  tha t  we  a r e  go ing  

to have  to f ind a t i d i e r  m e t h o d  of h a n d l i n g  a p p r o p r i a t i o n s  t h a n  we now 

h a v e .  And m e m b e r s  of the  A p p r o p r i a t i o n s  C o m m i t t e e  v e r y  d e f i n i t e l y  

a g r e e  on th i s ,  a l t h o u g h  t h e y  a l s o  v e r y  d e f i n i t e l y  s ay ,  "Wel l ,  w h e n  we 

a r e  s u r e  tha t  c o l l e c t i v e l y  we a l l  a g r e e ,  w e ' l l  m o v e .  " W e ' v e  got  s o m e  

i m p e d i m e n t s  to i t .  T h e r e  i s  the  C o n s t i t u t i o n a l  b a r r i e r ,  of c o u r s e ,  to 

a p p r o p r i a t i o n s  f o r  the  A r m y .  W e ' v e  got a r o u n d  that  in the  pa s t  by the  

d e v i c e  of g iv ing  c o n t r a c t  a u t h o r i t y .  And I a m  not  t a l k i n g  j u s t  abou t  p r e -  

p a r i n g  p r o g r a m s  f o r  a new type  of, s ay ,  a t h i r d  p h a s e  of m i s s i l e ,  o r  

s o m e t h i n g  of the  s o r t ,  t ha t  y o u ' v e  o b v i o u s l y  got  to look out a h e a d  5 o r  6 

y e a r s  f o r .  I a m  t a l k i n g  about  the  n o r m a l  k inds  of t h i n g s  tha t  we do w h e r e  

the  w h o l e  d a r n  t h i n g  is  so  d e l i c a t e l y  i n t e r w o v e n  wi th  a good m a n y  o t h e r  

t h i n g s  tha t  it  j u s t  c o m e s  a p a r t  at  the  s e a m s  if, a t  the  end of 12 m o n t h s ,  

a l l  of a s u d d e n ,  you  pul l  the p r o p s ,  o r  e v e n  10 p e r c e n t  of the  p r o g r a m ,  

out  f r o m  u n d e r  i t  b e c a u s e  of an  a p p r o p r i a t i o n  d i f f i c u l t y .  

Now, g e n t l e m e n ,  I s a y  th i s  a l i t t l e  c r i t i c a l l y ,  but  I s a y  it to  you as  

a l s o  r e p r e s e n t a t i v e s  of t he  E x e c u t i v e  B r a n c h .  W e ' v e  got to f ind m e a n s  

f o r  g e t t i n g  b e t t e r  u n d e r s t a n d i n g  by the  M e m b e r s  of C o n g r e s s  f o r  wha t  

t h e s e  p r o g r a m s  a r e .  I a m  a g r e a t  b e l i e v e r  in o u r  d e m o c r a t i c  s y s t e m  of 
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checks and balances, and I am not at all sure that we have done all 

that we should to improve our means of communication with the Congress 

in such a way that they know what our aims and purposes are, that they 

know not only What our program goals are but how we are going to get 

there, because this is a two-way street. We've got to get Congressional 

confidence as we move along. I think we can get it if we are responsible. 

We have had too much of the almost arbitrary and whimsical kind of 

cut-off of appropriations because somebody got himself into a row with 

a given member of Congress who was an important figure either on the 

substantive or the appropriations committee. And the men who have been 

responsible for that at the other end of the Avenue from time to time 

have been the first ones to admit that the system should be better so that 

they wouldn't feel that they had been put on the spot and had to flare 

back at us this way. 

I didn't mean to make a speech, but you got me started on something 

I am deeply interested-in. 

QUESTION: Mr. Jones, could you give us an idea of the feasibility 

of establishing permanent secretariats or under secretariats in our 

government system, for the purpose of continuity at the top level? 

MR. JONES: Yes, I can. This is a two-edge sword, too. Supposedly, 

we have now permanent assistant secretaries at the administrative level. 

We have them in most of the departments. The device has worked out 

pretty well, but it was certainly subjected to all kinds of suspicion and 
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even hostility at the change of administrations in 1953. I don't think, 

myself, that we should look to the British system of permanent under 

secretariats, because I think they grow out of a different system of 

governing. Remember, under the parliamentary system, the ministers 

are, all of them, members of the then sitting government. They are all 

representatives of the elected branch of the government, the legislative 

branch. This puts them in a very different situation in terms of continu- 

ity from anything that we have in our system, where, all other factors 

being equal, it can be assumed that when a President picks his Cabinet 

that Cabinet should expect to stick around for the four years for which he 

was elected. A parliamentary government can fall at any time on a vote 

of confidence. Our Government doesn't. Therefore, you have a greater 

need, perhaps, for that kind of continuity in a parliamentary system. 

But I would say this: that, as our programs become more complex--and 

you will recall that I believe very honestly that they are going to--we are 

going to have something at the top of every department which is as com- 

pletely objective in its approach to the problem as it can possibly be 

and which has the function of supplying, for every new political executive, 

as sterile and antiseptic and objective an evaluation of what he has got 

to do as you can get. Now, I don't know what you ar e going to call this 

thing. Maybe it will be a secretariat; maybe it will have some of the 

aspects of a permanent under secretaryship. I don't know. But we are 

going to have to have something of the sort, because we just can't afford 
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to  go on t h e  b a s i s  of  h a v i n g  e v e r y t h i n g  a p p e a r  to  g r i n d  t o  a h a l t  e v e r y  

t i m e  we  g e t  a c h a n g e  a t  t h e  t o p .  

T h a t  i s  no t  a v e r y  c o m p l e t e  a n s w e r ,  b u t  m o m e n t a r i l y  it  w i l l  h a v e  

to do. 

QUESTION: Mr. Jones, a previous speaker explained to us about 

interest groups and pressure groups and their relations with the Congress. 

I wonder if you could tell us something about the effectiveness of these 

groups on the administrators and the executives. 

MR. JONES: We don't know enough about it yet, except in some 

isolated instances, to be entirely sure. Whether Operations Research, 

as a new and developing tool of management, is going to give us this, I 

am not sure, Captain, but I do know this: that these interest groups are 

a part of the mature democracy that we have developed in this country, 

and, in the Executive Branch, we have become almost too callous to their 

existence, and, in my judgment, almost too willing to pass the buck to 

the Congress by saying, "This is your problem, Legislative Branch; 

you make national policy; we are not going to talk to these guys. 

Now, at two ends of a very broad spectrum, let me illustrate. 

When I was in the Bureau of the Budget, responsible for legislative pro- 

grams, I almost never had a national interest group wanting to come 

in and tell their story to the Bureau of the Budget. They wanted to 

wait until they got before Congress. In contradistinction, at the other 

end of the spectrum, the small, really special pleader interest group 
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was forever in the world wanting to come in. Now, how would I dis- 

tinguish between the two? In the same way that we do on any other 

basis. The National Association of Manufacturers per se didn't par- 

ticularly want to come to the Budget Bureau, but the Chamber of 

Commerce of some place in Pennsylvania or a Connecticut manufacturers 

association did want to come in and put in a special pleader for some 

part of legislation that would particularly affect Pennsylvania or would 

particularly affect Connecticut. 

You can lose your perspective pretty quickly if you let this happen, 

and you can't ever be quite sure just how far they, being a part of a 

larger organization, represent the views of the large organization. 

That's one kind of problem. 

The second kind of problem grows out of the growing so-called 

professionalism, which I think is a misnomer, of many of these groups. 

They proclaim a vast objectivity about things which in the very nature 

of their charters and in the very nature of the source of the salaries of 

the people who are doing the work can't be objective. They've got to 

be pleading for special consideration for their particular interest. 

These interests I think the Executive Branch is going to have to 

learn more about. We are going to have to do a vastly more competent 

job of reading what kind of testimony is given to the Congress. In time 

I think we are going to certainly not have joint hearings but I believe we 

are going to do what increasingly the Federal agencies do now when 
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m a t t e r s  of c o n c e r n  to t h e m  on the a d m i n i s t r a t i v e  f ron t  a r e  b e i n g  p r e -  

s e n t e d  fo r  c h a n g e s  in l e g i s l a t i o n  o r  f o r  new l e g i s l a t i o n - - w e  a r e  go ing  

to have  to have  peop l e  s i t t i n g  at the  h e a r i n g s  to know wha t  t h e s e  po in t s  

of v iew a r e .  

The only  s u g g e s t i o n  I would  m a k e  tha t  we do in a d v a n c e  of tha t  is  

tha t  we t ake  the  i n i t i a t i v e  in the  E x e c u t i v e  B r a n c h  to m a k e  con tac t  wi th  

t h e s e  p e o p l e  and find out wha t  it i s  t h a t ' s  b o t h e r i n g  t h e m ,  what  k inds  of 

t h ings  t h e y  want ,  wha t  t h i n g s  t h e y  a r e  e n t i t l e d  to, why  t h e y  t h ink  the  way  

t h e y  do, w h o m  t h e y  r e p r e s e n t ,  how i m p o r t a n t  it is ,  what  the  o t h e r  s i d e  

of t he  co in  i s .  

Now, on the  b u s i n e s s  f ron t ,  i n c r e a s i n g l y  the  G o v e r n m e n t ,  o p e r a t i n g  

t h r o u g h  the  v e r y  a d m i r a b l e  d e v i c e  of the  B u s i n e s s  A d v i s o r y  Counc i l  of 

t he  D e p a r t m e n t  of C o m m e r c e ,  is  b e g i n n i n g  to do t h i s .  The Budge t  B u r e a u  

has  an o u t s i d e  a d v i s o r y  g r o u p  on F e d e r a l  q u e s t i o n n a i r e s .  We in  the  

C iv i l  S e r v i c e  C o m m i s s i o n  i n c r e a s i n g l y  a r e  k e e p i n g  t r a c k  of the  t h i n k i n g  

in  the  i n s u r a n c e  w o r l d  o n  th ings  l ike  h e a l t h  i n s u r a n c e  and l i fe  i n s u r a n c e ,  

and so  on. M o r e  of t h i s  n e e d s  to be done,  and I t h ink  it w i l l  be  done .  

You can  do th i s  wi thou t  b e c o m i n g  the  a d v o c a t e  of any  p a r t i c u l a r  

poin t  of v iew,  I b e l i e v e ,  r e m e m b e r i n g  a lways  tha t  t h e r e  a r e  s o m e  peop l e  

who, by s t a tu t e ,  a r e  r e q u i r e d  to t ake  a g i v e n  po in t  of v iew.  The S e c r e t a r y  

of C o m m e r c e ,  the  S e c r e t a r y  of L a b o r ,  the  S e c r e t a r y  of A g r i c u l t u r e ,  and,  

to a l e s s e r  ex ten t ,  the  S e c r e t a r y  of the  I n t e r i o r  a l l  have  a v e r y  de f in i t e  

39 



p r o g r a m  c o n s t i t u e n c y  and a v e r y  d e f i n i t e  s e t  of s t a t u t e s  w h i c h  r e q u i r e  

t ha t  t h e y  t a k e  v e r y  c l o s e l y  in to  a c c o u n t  the  v i e w s  of the  b r o a d - i n t e r e s t  

g r o u p s  in t h e i r  f i e l d s .  But the  r e s t  of us  c a n  be  a l i t t l e  b i t  m o r e  

o b j e c t i v e  about  i t .  

I a m  r u n n i n g  b e y o n d  the  t i m e ,  D r .  K r e s s .  You guys  t r i p p e d  the  

t r i g g e r  of m y  t ongue ,  and I d o n ' t  w a t c h  the  c l o c k  too c l o s e l y .  I a m  

s o r r y .  

DR. KRESS:  T h a n k  you  v e r y  m u c h ,  Mr.  J o n e s .  You have  g i v e n  us 

a v e r y  i n t e r e s t i n g  c o m b i n a t i o n  of the  p h i l o s o p h y  of a d m i n i s t r a t i o n  and 

i t s  p r a c t i c a l  a s p e c t s .  On b e h a l f  of the  f a c u l t y  and the  s t u d e n t s ,  t hank  

you  f o r  a v e r y  f ine  d i s c u s s i o n .  
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