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~{OBILiZATION OF I}~USTRY 

You can have no apprec±at~on of how grateful a former 
Navy man feels over an ~nvmtat~ou to come oack bore for I 
~s here ~ year ago. I know of no one who can ex~emd a more 
g~ac~ous ±nv~aL~on bhan Colonel ~les. As he heard me last 
year and asks me mere th~s year, I assmue that, here as ~n 
bus~ness, a repeat order means a satisfied customer - satls- 
fmed up to now, a~ least. 

In s vezy general vmy I know th~s ~nst~tutmon, its purposes, 
its me,hoes ~nd means el propa~ng the mmlmtary force of the 
Hat IO13 ~ ~ ~o. war. I am ~pressod very much by the w~do scope of 
t~o course of sbudy here. Roalzz±ng that I cannot ab~ompt to 
cov~r my views on tl~o on~re ~[obm!~zat~on P]an, I have thought 
I m~ght make some obsorvat±ons whmch w~ll oear largely ~pon your 
general th~k~ng re3~rdzng s mob~l~zat~on plan I may be .ble 
re emphasize cozta~n points conc~,rn~n6 wl,mch o~o m~gnt not be 
~mpros~od except tl~rouGh hav~ng a ~m~lar cxpcrionce himself. 

I thmmk ! w~s at ~h~ foc~l point of all nuval procurem(nt 
work from 1914 to 191~ aur]nG bho enb~ro World War and that I 
saw o~erv aowlopmont el the war macbnery hero, ~nd part~cuhrly 
the General ~k~m~±t~ons Board and ~ho Nor Industrmos Bourd over 
themr entire op~r~tmn~ l~fe. ] worked mth all of ~h~ men a~ 
the control po~rb~ mn b~th these o~ganmzatmons. Both before and 
dar!ng the ~Tar I worked w~th rmany of your officers onsaged mn 
procurement work. it ~s out oi t~at expermence mn ~ar doys that 
these rather genor~l oosorvatzons flo~. 

I wouldn't have Vou th!nk that my oxporlencc ~mnco v~ days 
has oecn entirely free of the problems of ~ar days I~y peace 
tlmo oxporlonce ~n buslnoss has n~d many of the aspects of ~,~r 
bu~ the flo]d of operatlons has b~en dlfferono. Every klnd of 
~ttock developed ir the World War has boon @irccv~cd at banklng 
and buslncs~, bankers anc~ bus~noss men, over sowral yesrs, ouch 
one uslng mts preferred wospons. Competltors, Lbor unmons, 
stockholders, custom0rs and polJ b~clans wlth tholr output of 
la~, and rogulatlons, have brough~ me to roal!ze that the prob- 
lems of the Army and Navy in ~a~ tmmo h~ve much ~n co~uon ~th 
the problom~ of ±~dustry ~n peace tmmo. This v±smt w~th you 
ropresc~ts oooco 1,~ comparison w~th ~y oxporlo~lc~S d~Ing the 

lost fmv~ years of my _nav~l service and the twenty y~zrs s±nco 
my entry ~nto bu~ncss. 

I ~msh ~ cry much th '~b all of the men in tnc proctlromcnt 
~ork durmnG trio World War mad boon abl¢ to hove the nenoflt oi 
th~ work you are dolng here now. So far as I know no one in the 
milltary services app~oc~_atcd in qdv~aco the problo~ of t1~o w~r 



~zlo much work has been done &n antmcmpat~on el war problems 
there had not been any realmzatzon, so far as I know, of the 
scope of bhe problem. You have a great benefzt ~n that you are 
able now to buzld on an actual experzence of other men rather 
•han entirely upon future probab~l~tzes. H&ndszght always has 
been better than foreszght, but both are necessary In war plan- 
nzng. In World W~r Aays there wasn't much zn the way of war 
exoer~e~ce to look oack to~a~d except as tna~ war experlence had 
been e~bod~ed ~n the every-day operations of the servzces. 

The last war brought new conditions end the next war w~]l 
undoubtedly brlng sb~ll other conditions for who services to con- 
front. The problem w~ll still remain essentmally as one of men, 
money, morale and materma!s, but on top of all of these the w~s- 
dom to u~e tho~ ~st effectively. 

It is in hh-_s se~ent of the problem, the w~sdon to use the 
national resources offoctlvely, tha~ I can make a f~ank admmsslon 
Though I had no concern over my ablllty to work wlth bhe v~r!ous 
c~v~]!ans ~ho were brough~ ~nto posltlons of ~mportance durlng 
the ~orld Wa~, I ~was somewhat concerned in advance that they 
m] ~ht handlcap me In dolnc what I thought I could do ~Ithout 
~holr a~d, but my greatest concern ~was that unless ~helr authorlty 
vmS tO be clearly deflncd and unquostloned in the fleld of opera- 
tlons assmgned to them, the rospons~bm]~ty for la~lure m~ght rest 
~n large measure upon bho m~lmtary and naval men. ~y frank admzs- 
smon ~s ~hnt before I knew the men and worked w~th them I had 
those fears. As I worked ~v~th them I found that they wore as mn- 
tensely loyal to the cause as I. I found that there wore certain 
fields of kno~Iodgo aud expermenco ~n which they could be of 
great help to me, and I eDdoaverod so far as I could to have their 
authority clearly and author~tab~vely defined and, untll that 
~-as done, ~o surrender meth~ng of the responsibility placed upon 
my serw_eo by statute, or by ~he general public understanding so 
far es I could sense z%. ~y war experience tells me that when 
the next war comes if you can secure the services of such men as 
i(r. Baruch, ~Ir. LoT<e, l~[r. Scoth and I~r. Peck - to mo.~t~on only 
a few - you ~v~ll nave done the one most ~mportant thmng ~h~ch 
w~ll a~d the serv%co ~n ~nn~ng the ~er. 

Any man who Is golng to have the power of doclslon as the 
head Oi any beard el group has to have an unusual comblnatlon of 
the best qualltlcs of a negotlator, a conciLator, ~ w!sc selector 
el ~on, a salesman, ~ud a judge. He laltst be a good llstenor but 
must not oermlt immstcrla] thlng~ to dlVort h~s attontlon or take 
hls tzme frola the mos~ ~mportant thlngs, and he must bc able to 
carry convict!on to h~s assoc!atos that the course he advocates 
or f~nally des%desupon is the best course for ell concerned. 



He mu~t s~nso which a~'c the ~mport~nt mc brats and those must be 
h~ndloO ~o ~ ~onc]us~ou promptly ~8 coundly. TDoso spcc~f~ca- 

It ~s n?pos~±ola oven to montmon many of bnc men ~ho d~d 
such ~portant ~ o~k, but ~n bhls place I ±~ol that I should 
mention I,r. B~i'or, your groat Socrotsry of Jq?. I recall %o?y 
sharply a noot~ng at Which ~omo ~ty men from the services were 
celled te{,cthcr ~o Soc~otury B~A-~r's off~co to mo~t tlse ~embcrs 
of the Br]t!sh s na fro_so\ n~ss±o~ WhO c~o over ~oon fter our 
doc!a~at±on of ~r to toll as t~o]~ oxpa££encos ~n She ~opo the* 

vo m~ght get so~m besofm~ o~t of them ~n our o a~ plann!_~g opo~a- 
t±ous. As I recall, she sesszon ned lcstod about tl~roc o~ four 
haters. ~A ~. B~!lour oi the Br~sh m~ss~on, one ~m. LaTton, ~b_o 
had bcc~ the A~o~st~ut Director o~ hun~t~ons tu~dcr Lloyd George, 
~oro the prmncmpal spc~kc~s. At the end of the ~cc~mng Socre- 
tsry Bskor ~skod thot ~,o shay fo~ ~ a few mmnutos ~ he ~ould lmke 
to rov~o~v ~ha talk~ of trio afternoon. ~tho~b ~nc a~a of a oluglo 
note ho revme~d mn ton m~uute ~ ovary mmport~nt po~nt brought out 
• n the en~mro ~ftornoon. Id? o,~n notes on the so,oral t~lks wcro 
~cry complete ~ud ~Ir. Baker d~scu~soa the po~Ls ~n ardor os they 
had boon presented ]a Lho ~ftorqoou. H~s pros~nLat±cn was com- 
plete, condensed, sccur~to, ~ud le~b ~tsolf to definite opera- 
tions because of ~hoso qualities. ~r. L~yton p~oso~tod throe 
pom~ts ~h~ch I bol~e~c ~o~o qu~tc new to ~ll of us. The f~rs~ 
related to good organmzatmo~ and he stressed the ~uportsnco of 
having o~e mnn suporv!~o end d~roct tbo ~ork of not more ~h~n 

f~vo others. H~s argument w~ s fo~cofally made ~d ! be!~_ovo ~t 
• s basically som~_d, g!s second polut of cmphas~s ,~s that all 
supp]~os and equ~,mont ~ro co_~su~blo. I tnm~< bhat up to ~l~t 
t~mc we he8 been ~ cl~ncd to look - as ~n ox~-mp]o - ufon ~rt~]- 
lary ss a p~rt of our "cspAtel ~ssots". H~s third A~omnt stress- 
ed the mmport~nce of wotcnm_~g for 'bottle necks' - a nc~{ exprc~- 
slam for u~ but ~do s~ply clear ~hen hc referred to ocean shreD- 
ping us the ootb]c neck of the t~mo. TPo vo~d,nco el ~bo~tl~ 

necks ~' AS a~ the fou~dqt~on of ~l] cffoct~Te ~ork ~, ~<,~ pla~±ng 

and oporat ~on ~. 

So f~ ~s I kno'~, Socrotal~ Danlols was the flrst mc~. to 
speak puo!!c]v ~,bcut %he m~tter of co~tro!lqng p~of~tc aurzn~ 
~qr. That ~ os a pcob]cm nnd ~!ll undoubtedly r J, ir~ ouc. ;hen 
the dec~olon lo ~ndo to control ~loflts durll~g w?r, tnc dlff!- 
culty or!sos ~s to ~I~0 cl~act~r ~nd tn~ degree of t~c \lulta- 
i! ,ms. The danger 1 see ~s thab ~ubl!c cl~m~or ~±ll sot ulo so 

much control o~ - control of such : cncractol am to r~ko it ]F%- 
poss~b]e to ~in ihc ~,r. I ooubt there ms any fornal ~ ~h]cn can 
De sot ~p now ,!~h ccrto±n~y %60% ~_t wil] ~ork ~n~aor ~thor con- 
dltlon@ st ~oma fut~re ~ar. O~ course, a groat ~oal el studymug 



can be done, but ~n the end there must be men whose ~udgmont 
zs sound, who are ontztled to end ~rmll have publmc confidence 
and respect, aud that kmnd of man w~ll be able to meet the fu- 
ture conditions, when they come, ~n the most efilclent way if 
he ~s not hankered too much bj laws f~tt~ng another smtuat~on 
such as the past war. I wouldn't be so bold as to say that 
nothmng ~n thzs fmeld should be done through legmslat~on but 
I do bel~eve that any proposed l~m~tat~on upon the sound judg- 
ment of the me~ handlmng future wars should be v~ewed very crm- 
t~cally. 

In %he broad ~spects of the organlzatlon problem I tnlnk 
thet there was a ~endency in war tlme - now carrled over ~nto 
your wal organmzatlon plans - to recognize too many mnterests 
and there sur~]ves a fear of glvlng power to some zndlvzdual. 
The tendency has been to glvo representatlon to every one wlth 
the shg~hte~t shadow of Interest in a war sltuatlon. The ten- 
dency has been to ~avo all members of a board vlewed as equal 
in power. The result ms that large boards have tended to be- 
come mere debating socze~Ios and the responsibility fo~ actzon 
• s destroyed. Th~s ~s a natural development zn a democracy in 
peace, but mt cannot long survlvo in v~r. Thoze used to be a 
cynlCal sayzng In the Navy that a board is somothlng that Is 
long, narrow and wooden - long in session, narrow ~n polnt of 
vlow, and woodou ±n results. Boards mud Co~mlsslon~ w~ll serve 
bottex mn the ±~elds of polmtmcs and policy planning but they 
fa~l as ~n oporatmng body. The need for prompt dec~smons !n 
tmme of war ~s so great that there ~s a great danger mn over- 
doing the democratic processes of peace. Nr. Baruch ~was care- 
ful to guard against Shls danger durzng hzs chairmanship of the 
War Industries Board. W~th the ultimate power of decision which 
rested In hmm there was al~ys the danger that the publmc mmght 
vlew n~ as a ~mctator under the Presmdent. I believe the ~m- 
portant thing to do ms to f~nd the men who can handle people 
and mssues so wmsely that tb~s one ~rgtu~eut ~ecd not ar~so. I 
want to stress the ~aportanco of havmng men et these control 
points ~n war p!ann~ng who are v~ewed as both tactful and force- 
ful, men who a~e never self seekzng, always famr, ~uen who support 
their ~ubordmnates, changing to ~en they can ~upporb ±f the need 
a~ises, men el broad experience and men used to making docmslons. 
In pmck]rg a man from any ±ndustry for headmng any commodity 
scot,on tree vmtal t,~ng ms to pmck the man who has the coni~donco 
of the le~dcrs of hms zndustry, 

i have the foollng on !ooklng over the war organlzatlon 
charts that too much ~achlnory is prov!dod for - probably in 
a sp1~it of compromlso ~vlth the exlstlng organ~zatlon. ! 
thlnk the need is not a los of organlzatlon but a l~ttle of 

organlzat~on The ~ar machlne must be simple so that men may 



know where authority imes and where deCms~ons are to be made. 
May I emplmsmze that mf you can f~nd the rlght men from mndus- 
try to take the key pos~t~ons promptly at the outbreak of war, 
and mf they can have a basmc understanding of what you have 
been ao]ng, and particularly if you have acqumred confidence ~n 
peace t~mes ~n these men who are going to work wmth you during 
war, you wmll soon have a much slmpler organ~zatlon than ~s now 
comtemplated. 

If you can flnd the rlght men in peace tlme and establlsh 
a mutual basls of confldence I bel±eve you w!ll be very wlse to 
leave certaln k~nds of problems to them. Without trylng to be 
all incl~slve in my ~udg~ent it seems to me you should welcome 
the best cm~l]lan ablhty procurable in these fmelds, the se- 
curing o± eooporatlon by ~ndustry, the means of making mndustry 
effectmvo, the problems of economics, pubhc morale, pubhc 
f~nanc~ng, and the losson~ng of the after effects of the war. 
If these pa~ts of the war problem can be handled wmth authority 
and mf you are glven every opp0rtunmty to express your vlows 
about ~ho effect ~pon the war operations of the servmcos, you 
w~ll be free to do the psrtzcular part of the work whmch you 
can do best and you ~lll not be dmvorted ~nto a fmeld of work 
mn whmch, ~n my op±nmon, the oxpormonco you have had does not 
make you competent to assume the sole rosponsmbmllty. Those 
cmv~lzans of the kmnd I havc ~n m~nd know the language of ~ndus- 
try and they will know how to lead rather than drmvo, but ~n 
the o~ont of noe~ w~ll know also how to drmvo. I wouldn't 
attempt to ~udge the men lu thc servmce today but I do know tha~ 
mn the World War I kne~ no man ~n the sorvzces who saw the whole 
p~oblom. The graduates of thms mnstltut~on are going to have 
a tremendous advantage over those of us who ~ero engaged mn sm- 
mmlar problems durlng that ~r, out I doubt that s~y possmble 
study of the problems involved w~ll gzvo you that proven know- 
lodge and socurmty of ~ud~ent ~n mang imelds ~h~ch zs an all 
Important factor mn a war s~tuat~on. 

I would stress the polnt that the llv!ng facts that men 
carry in tholr mJnds are the useful facts ~n tmmo of war. If 
I could say only one thlng hero today I would say tlmt prlmarl- 
ly your problem Is MEN, N~T and ~_EN - men who hsvo the confl- 
donee of the !ndustrles from ~,hlch they come, men ~ho have the 
conf!dences of the sorwces ~Ith whlch they are golng to work, 
and men ~ho have ~on an accaptod publlc standing. 

In consmderlng thls matter of men I thlnk ~horo Is one 
consldoratmon ~ich should be very strongly In your m±nds. It 
is dlfflcult to characterlzo the types by two words, but I be- 
!zero these t,vo ~rds, AD~INISTRATORS and EY~EC~21VY~, suggest 
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the division which I went to urge, I would think of the adminis- 
trators prlm~%rily as pJannors of policy. I ~uld think of the 
oxecutlvos prin~rily a~ the men who get things done. Pr~ssurc 
of war time demands, In my opinion, that the oxecutr¢os be the 
younger men - the men uudor forty. The administrators ~n ordi- 
nary course will be older men. The older men can contrlbu~e 
far more tovmrd policy and planning. Your executives will have 
to be nimble men, good open-fleld xuuners, ~ith a lot of resource- 
fulnes~, ingenuity, and vital health, with a complete knowledge 
of their ob3ectlves, their needs, thelr machlnery for getting 
things done in a legal vmy, and, above all, that human touch 
that makes easy the needed cooperation with other elements in 
the war machine. 

I see in a general way wha~ you have done for settllng 
your own problens b6twoon the Army and Navy. I tnlnk ~t is 
wise to recognize that this is ~orth while. I wouldn't try 
to c~eato the ~presslon that there v~re no conflicts bot~een 
~ho services in the last war, but I ~un convinced that when any 
conflicts arose they wore magnified very much by people ~,~ho 
liked to criticize the conduct of the war. It is going to be 
very dlfflcult for the representative of either servlce to 
accept the entire responsib] l~ty for yloldlng in any situation 
to the other sorvlce. I know that ~o in the Navy during the 
war thought flrst of our ov,n responsibility, and those who ~oro 
not k~ndly said we thought only el our o~n% responsibility. I 
~ouldn't attempt to say how true the cnarge was, buw so far as 
I know there was never a situation in ~hlch the Navy ~s accused 
of grc~bblng th~ngs f~rst ~hou the ~ar Industries Board vms not 
plainly told that ~f 5he docks!on ~ms made by responsible peo- 
ple after a sho~ng of facts, and if the L~avy then had to sur- 
render its aava~tageous po~Itlon it would do it ~¢Ith a smile. 
We occasionally d~_d 3ust that 

I havG mentioned the matter of rigidity in plans - the 
znflcxmblllty that hinders ready adaptation to ne~ sltuatlons 
1%,ell recognlzo that in your Moblllza~ion Plan it may not be 
~]se to emphasize the flexlbillty of plans. I believe I can 
stress tnls point no~¢ for I am convlncod that unless your plans 
are floxlblo they ~i~l break under the pressure of ~rar. Some 
of them ~rill break el thelr own wolght, and many others will 
be broken. 

Another danger I see ms that you may seek to control so 
many omtuatmons beyond your capaclty to control, and that in 
trying to do too mucD you will accomplish very little. From 
my o~perlenco I would say that as long as thlngs will run them- 
solves tho ~iso course of planning is to allo~ them to do so. 
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I have soon several abtempts at regLmentatzon of ~ndustry and, 
forgettmng all about the other arguments that arxso ~n connec- 
tmon ~zth thm~ problem, my ma~n dmff~culty ~s that I do not 
fznd the men u~ho have ~ho ability to plan w~dcly extended op- 
erations w~th a full knowledge of the ultmmato results. 

I am bold to suggest that your plan of the control of 9ur- 
chases through corps ~reas w~ll undergo a ch~ngo very quickly 
after ~ starts unless you very definitely lzm~t the ~tcms to 
whzch th~s control ~my be applied. Procurement ~n a ma~or war 
ms one functmon de~ndzng careful unmf~cd oporatmons and control. 

I doubt that ~he problem of prlcos for suppllcs Is golng 
to be solved by any formula or ~ule developed during tzmes of 
peace. I oaw no formul~ ~vh~ch ~zll adequately meet all s~tua- 
tmons. I stress ag~mn that the soundness of your prmce pOllcZos 
znvolvcs many f~ctors, the esscntzal one of ~¢hlch is the judgment 
of ~h~ p~rson dote~umnzng the polzcy at the tmmo. Of course, 
compe~]tzvo bmddmng ms the zde~l situation ~n peace t~me ~vhon 
supp~es ordznar~ly ere ample. In war tzme ~t ~ll styli be the 
best polmcy out ~n s ]~m~tod fmela. Of course, ~t ~s easy to 
condomm, cost plus contzacts, and fmxed prmce contracts wzll cure 
some of ~he dmffmcu]tmes, but they ~ll only create other pos- 
stably worse d]ffzcultmas. The ~udgmont ~vhmch can doc~do the pro- 
babmlztzes ~n ~avaucc as to ~h~ch ~v~ll be advantageous mn the 
end ms the ~udgmcnt ~hzch ou~ht ~o be ~ocured and put to ~ork 
on the prob3 c~. A croat deal c_~n be ~lono ~n developing the plans 
of procedure for the best poss±bl¢ flexzble przce contract, but 
It ~ould bc tnorou~nly uz~A~c to provl(~o for ~ts use ~n all case~, 
or to proh~bmt xts use zn sny case. 

Unles~ the men In the servlces have changed slnce my day 
you Army men ~,,~nt servmce in ~he fleld on the outbreak of ~ar, 
just as the ~a~y men want servzce wlth the fleet. Thzs personal 
deslre ms too strong and the tradlt~ons are too powerful to 
have thins fact dlsregardea zn connect±on with your plans for 
~r. ~±y only ~ujge,b~on ~s that the men mn operatmons and in 
war plannlng remcmn ou the~l jobs and posslble thls can be mane 
easler If it ms ofllc~ally recognlzed In advance that thls war 
plann!ng ~oxk is more znpo~tsnt professzonally than most other 
actmve service. The ~ransztmon from peace to war operavlons 
cannot be off acted other~lse. 

Durlng the war there was a great deal of mlsunderstandlng 
about the u~e of com~landeerlng powers Of course, the wold 
"commandeer ~' has several connotetmons ~hzch gzvo rzse to fear 
There are obvlously polztzcal dangers in the ray of themr exten- 
sm~e use. I thznk we all reco£nlze that mf we are to commandeer 
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plants and fac~imtmes we put the Government mnto busmness and 
we assume a tremendou~ responsmbml~ty agamnst ~he day when the 
war is (~nded There are many situations, hOWever, ~n whmch 
commandeering orders serve a very useful purpose. They maj 
well afford a protection to a manufacturer agslnst co~muercmal 
contracts. It there ~s any aoubt about the legal power of the 
government to f~x pr~ormt~_es ~t ~s only fair to protect the 
manafactu±or through the use of thms u]t~mato power There are 
tames ~hon ~t ms ~so to show bhe poss<bml~ty of using thms 
power, and w~th ~omc kmnds of people ~t has to be used occas~on- 
ally. I tn±nk very few cases of that type arose ~n my expermenco. 
I ~ccall only t~{o, for zndustry was gon~znely suppor~zng the 
war oporatmons. There are t~mes too ~h~n certamn goods are re- 
quzred ~hon ~t ~s d~ff~cult to determine whst the price should 
be, where ±t m~ deomrablo to have production st_rtod, and to 
leave the questmon of price for later settlement. A comman- 
deering order mn thms case protects the contractor absolutely 
and enable~ ~ mm to start prod~ct~on If a contract ~ero to be 
awarded ther~ }~oula be delay whzch mzght be serious 

May I uggo~t that, In my oplnlon, the men ±n the servlces 
ord±narily glw too l~_tt]o attentlon to the attitude of Congress 
The s~urLo charge l~e~ aca~nst men lr buslncss. Aam~ral }lacGow~n, 
~no ~as my chlcf d~rmng ~ar aays, rocognmzod the need end the 
opfortunmt7, s~d the result was that we spent no t~me attending 
Cong~osslonal mnvostmgat~ons and so ~;~ wore loft free be do our 
work. It ~s v~ry d~sconccrt]ng, i ~m sure, to have ~o Go to 
Cap±tel Hzll on the defensive Good tactful orocedare ~ould 
certainly suggest that you ~o there at the r~ght t~m ~ ~nd ±n 
the z~ght manner ~h u program that deserves conszdorat~on 
and a~proval, and that you as not ~m~t unt~l ~ar to recogn±ze 
thot the Con&woss must halo faith ~n the sorvzces and they are 
not jo±n~ to got ~t ~n a hurry ~_n the ~,;oltor of uor. The t~me 
~o do thms ~s ~n peace tame ona over a long enough per~od to 
have boon off octavo borer< ~r stsrts 

Another matter of D~ocoduro of war days deserves sormous 
crmt~cmsm There was an ~ttompt made to bridge o~or dof~ c~s 
In organlzatlon through i1~zson off leers. In u~g opznzon, thls 
plan pro-vlalng some contact and some ~_owledge wqs better than 
dolng herb!rig, bu~ xt ~as uot much bettor So m~n~f men zn such 
pc ;mtmons had llr~itod knonloage of the operations of ~hemr own 
office and hzd no autho!~_ty to do anytnlng on ts behalf. Thog 
provldea c cbsmlol through d%ich znformst!on mlght flov~ both 
~%ys but they served no other purpose. Thc cxpcrmcncc of ~tr 

d~ys rguc~ strongly that operctlng men shoula rJprcscn~ auth- 
orlty on boo9ds and cormult~ees and boa constltuent pnrt of 
sucn groups. Unless operating men are members of the 
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coordznatzng group and have authority, t~me wz]l be lost and 
uncertainty wall perszst. A group of lzazson offzcer~ meets 
the cynical Navy def~nztzon of a board more sdequ~tely than 
any other group the h~an mznd coula deszgn for thorough an- 
effect zvenes s. 

! would llke to tell you one of the very iuterestzng 
experiences I had durzng the Waz for zt zllustrates an zmpor- 
tant polnt. We had made a conbract for the purchase of a 
shzpload of shellac for delzvery In Calcutta, Indla. Due to 
the shortage of commercial shzppzng we had to send a naval 
collzer to Calcutta to brzng the shellac to thzs country. 
~zle our collle~ ~ wa~ en route to bhe Ozzont carryzng d car- 
go of coal to ~lanlla we were dzsmayod to learn of an e~bargo 
by the Indzna )veritment upon the export of shellac. Follow- 
lag bhe advlce of off~czals zn the State Deo~rtment I ~ent 
to s~e ~. Brodcrlck, bh( eormnerc~al attache of the Brztzsh 
Embassy. He ga~ me a very znterestlng st~te.mont of the 
re~sons ~,~hy no could do nothzng ~n the matter. The essen~lal 
part of has argument ~,~as that the Indian Govcrmncnt was a 
colonlal govoz~cnt, was anxlous to oxozclso its o~ sovo- 
rczcnty, sad that the }!ome Gover~u~ont ~s reluctant be znter- 
fore and mzgSat lost If !t attempted to do so. ~,D~cn I loft 
ham I started ~a]klng down Connocbzcut Avenue on the way to 
the old State, War und Navy Buzlding. I tJ-zod to thank of a 
chocz ~to. Havzng been fzvo years on the Aszutzc statzon I 
bog that bho Brztzsh Ncvy could not l~vo t~enty-four hours 
w~tho~b ~ ~nzla hemp. At once I saw Secretary Baker, who 
generously ~sumed thct I ccrrzod the authority o< my socre- 
t~ry, and at my roquo~,t a c~blo was sent to the Go~ornor 
Gcnorol of the Phz]~ppznos askzng for the placzng of an om- 
bsrgo upon the export of Yanzla hemp. A very few days ofter- 
waras a yo~u]g n~n from bhc Brzt~sh Embassy ~wanted to talk to 
me about the sztu~tzon ~nd I told hLm that I preferred to hove 
relations ~zth Z~r. Broderzck ~vzth ~,~hom I had had other dcalzngs. 
~hen Mr. Brodorzck c~,me to sac me I dza not adm±~ my p~rt zn 
the sonazng of bho c~blc, though hc haa very dofzn~to work that 
the ]~zt~utzve Lad soon mane. I told ham zn ~lmost hms own 
~ords that the Phzlmpozne Govcrnment ~as an !nsular govern- 
ment, ~nd they woTc anxzous to asso~t thczr own soverelgnty 
and do ~d~at they could to aid zn wzrmzng the war. ~[r. Brode- 
r~ck qu!ckly saw the poznt and, of (ourse, ~ho ]hollac embargo 
was promptly released, ~_~d equclly promptly thc hemp embargo 
released. For full mccsuro I asked for ~nd secured a cancel- 
latzon of the omb<~rgo on bho export of uzrpl~ne spruce from 
Can~ds. I c~to bhls ~llustrutzon out of many experiences of 
~a~ d~ys for I am convzncod that o thorough study rog~rdzng 
all el the essentials of vnr, ps~tzcuL fly th( essentzal raw 
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mstor~ais, wlll give information and pointer of tremendous value - 
pOWEr for our own advanbage and for the enemy disadvantage. 
It ~lll mmDIGment you ~itm a tool ~o dld no~ possess, le were 
~blc be depend only upon our o~n llm~tod cxpo,~onco in bhe 
flcld but after the clvmlman e~ports wele hero we had a groat 
deal of help from ~en such as L. L. Summers - ~ vormtable ency- 
clopedia - who kn~ the ~y to put pressure on every such s~ua- 
tion 

If you ~iii for~et ~he purelv pcrson~l p~rt of thls story 
ar~ ebsorb its lesson fully and bhen roallzo the posslbzlltlos 
In wlse and extended opo,atmou you will h~%e one of the groutost 
powers in the next ~r. 

Above sl!, hn~o bhcse words of President Wilson to the 
Atlsntlc Fleet, become <~ p rt of your haolt of mlnd ~'You will 
win by the ~udaclwy of nctnod wLcn you cannot win by clrcum- 

si0octloll a~d pl~idonco." Th~nk you, ~l~s, 

AIc lob 
- l0 - 



D1scusslon followlng lecture by 
Comdr. John M. Hancock 

Partner, Lehman Bros. 

Nay 26, 1939 

Colonel M~les. Knowmng Commander Hancock as I do, it is not at all 

strange that he has chosen that last short sentence as rather an epltome 

of the way we should approach thls thlng. I certainly agree wroth h~m 

very heartily. I also agree v~th hlm that most of our executlves of 

Government ought to be young men, and I certalnly agree wroth hlm that 

we have to flnd means of making dec!slons. We had a dlscusslon here yes- 

terday !n which that questlon of makmng dec~smons came up, and I thlnk we 

came to the sane ccmclus!on you dmd. 

Are there any questions ~ 

Q In contlnuatmon of our dlscusslon of yesterday, I would l!ke 

to ask Commander Hancock what he hblnks abeat the desmrablhty of havlng 

an a~m~ mstrator of natmonal defense to coordmnate and dlrect the pollcles 

of the Army and Navy Departments in peace and in war. 

A I don't know, I haven't thought about mr. That is verging, I 

suppose, on the mdea of a merger of the Army and Navy durlng peace tmme. 

I don't thlnk we are golng to settle the questmon by v~at we say about mr. 

That ms golng to be a questlon for Capltal Hill to wrangle over for at 

least ten years. I don't belleve you cau settle it on princmple. I could 

concelve oi a smtuatlon belng so bad !n the personnel at the top of the 

Army and Navy that in order to save faces of all partles concerned I mlght 

put somebody over them, and I doubt that you will frond that k!nd of 
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reorganlzat~on except In that sltuat~on. 

I thlnk there are definite beneflts of havlng a compet~tlve splr~t 

between the two serwces, wlth some wsy to watch that they don't fall 

into cllnches, ar~ so on. I can crystall!ze ~t by my own experlence Lu 

buslness. Some of you know General Bob Wood at Sears. A good many years 

ago the suggestlon was made and urged very strongly that Sears Roebuck 

and ~ontgomery & Ward should merge. At that tlme I happened to be on 

the board of Sears and had been slnce I left the servlce. The argument 

from our polnt of vlew was that we had the management in Sears that could 

make the Ward buslness profitable, and Ward knew they d18n't have the 

management to make the!r buslness profltable. In the dlscusslon about 

the idea of a merger, the governlng point that deterred me from goLug 

%hrough w~th it was thls. I thought that Sears was a better organlzatlon, 

but I thought that one of these days Ward was golng to get a good manage- 

ment, and then you would have a beautiful race between the two companles. 

It has been for the consumers T good and the stockholders' good. I very 

much fear that had the two been merged they both v~ul~ have gone soft 

over the perlod of years. That is only an argument, it has no force. 

As a pract!cal matter~ I doubt ~f you are golng to get a consolldated 

Vrar Department proper, except in a polltlcal sltuatlon where elther servlce 

loses public confidence. 

That Is not a complete answer to your questlon, I will admlt. 

Q I wasn't suggestlng a consohdatlon ~ any shape or form. 

A That is inevltable to come from it. 
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Q In a posslble set-up of two organlzatzons wlthout actually 

merging funct!ons~ 

A It Is posslble, yes. Maybe I could make a comment on the 

other polnt, as you suggest it there. I thlnk ~t would be a great move 

for the War Depar%uent and Navy Department to plck a skeleton orgsraza- 

t~on of the top men for a war ~ndustrles board ~n peace tlme and have them 

know your objectlves and know your men at the top of your organization, 

not try to make It an operatlng organlzatlon, but have ~t an or2anlzatlon 

that knows what is golng on. You would have a chance to gain famlhar~ty 

w~th the men and they to gain famlllarlty w~th you in advance of comlng 

under pressure. I don't know that it would be ~se to attempt to go 

further than that, but I thlnk certainly that should be done. 

Colonel Miles. How far in advance do you thlnk~ 

Comdr. Hancock: I'd start thls mornlng. 

Colonel ~lles: Then you wouldn't have started yesterday~ 

Comdr. Hancock: No, ~t hasn't be done. I would start it rlght now. 

i thlnk It Is an important matter that shouldn't be allowed to awalt the 

development of war. 

Q Commander, you have Dust about answered my questlon, but in 

the Industrlal Mob111zatlon Plan it !s contemplated that in this transl- 

tlon perlod from peace to war the Army and Navy Munltlons Board v~ll 

functlon untll the War Resources Admln~strator Is appolnted. Durlng th~s 

period do you th~nk the m~l~tary men could handle the mobilization of 

indnstry? 
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A Well, I don't know the mllltary men who would be dolng It. 

I would doubt it. If it is a two by four war, yes; if it is a twelve 

by twelve war, no. 

Q A great debate has been raglng in the class ~n the last few 

weeks relative to the questlon of usln~ the peace-tlme agencies of the 

Government as agalnst the creation of new agencies for these war-t~me 

jobs. I belleve in the last war the Presldent hlmself made a very 

deflnlte declslon on that po!nt. Do you th!nk the recent changes i~ the 

Government, the creatlon of the new agencles and Instrumentalltles, 

would change the sltuatlon materlally over that durlng the World ~ar, 

and over that we would perhaps not need as many new agencles as were 

created ~n the last war~ 

(Answer off the record) 

Q I am not so certaln that Major Long!no has stated the propos~- 

tlon exactly. Those of us who are for uslng the ex~stLug agencies don't 

btu~ 
belleve that they ahould be glven control,/that the control should be 

set up at the top in the War Resources Admln~stratlon. To take the 

worst example, It is 3ust the questlon of the A~mlmstrator of War Labor 

telllng the Department of Commerce to do thus and so, slmply us~n F those 

agencles that exist ~n the Government to carry out certain orders and 

not by any means leavlng controls in thelr hands. 

A If the Labor Deparhnent had an eff!clent terrltorlal organlza- 

tlon for handllng ~ts problems, I would have no ques~on about it, belng 

v~ll~ng to utilize them to carry out an established policy. I wouldn't 

create a new machine to dupl~c~te their machine but I would not depend 



upQn the Labor Department to shape thelr policy. 

Q I mxght say that the opponents of using the exlstlng Govern- 

ment agencies always shlft the issue. They have an old Emerson plan 

which was golng to turn over the ~ar-tlme control, lock, stock and barrel, 

to the exxst~ng Government departments. Those of us who belxeve ~n the 

controls at the top as being In the War Resources Acm~nxstratzon don't 

ccatemplate that idea • all. It is to let the power and the control be 

In the War Resources Admlnlstratlon, the Pres!dent tells the exlstxng 

agencies,what they say goes. Madam Perklns or not, regardless of her 

Ideas, if the War Labor Admlnlstrator wants something done, maybe Lu the 

Labor Department employment system, the order is g~ven for them to 

control employment. 

A There are thlngs they can do, I have no doubt of it. I haven,t 

been close enough to !t. You v~ll recall in my remarks about the l~bor 

Department that I sa~d In prlnciple I wouldn,t object. 

Q Along that same llne, I would llke to hear your oplnlon of 

the feaslb~llty of ut!llzlng the Securltles and Exohauge Comm~ ss!on for 

the type of work done by the Capltal Issues Commlttee durxng the War. 

A That is pretty close to home plate. I thlnk it !s a waste 

of tlme to thxnk about !t. I will tell you why. Coming back to my 

argument that !t Is the men agaln - let us look at our Commlsslon over 

there and afterwards you can check me and see if I am rlght or wrong o 

Mr. Frank, the Chairman, is a lawyer, has done some corporate law work 

on the slde llnes of flnanclal problems but never any more than on the 
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slde llnes. I don't tn!nk he ever even played in the scrubs. 

Mr. Mathews ~s a very competent accountant, knows accountlng pro- 

cedure from top to bottom better than anybody I know in that Ikeld of 

that work. 

Mr. Leon Henderson is the man - he has been a college professor, 

spent ten years at the Russell Sage Foundatlon trylng to work out a good 

soclal plan for handllng smal~oans and loan companles. 

Judge Healy was a Vermont lawyer, thoroughly honest, flne character. 

Mr. Elcher was a congressman and I thlnk a lawyer from iowa. 

Now, as a serlous question, I ask you if you had a bank and monetary 

control problem, would you put it to that body as presently constltuted~ 

I wouldn't. Now, I mentlon the partlculars here, not for the sake of 

belng personal to those men at all, but I feel qulte deeply on other 

questions related to it. I questlon very serlously whether those are 

the klnds of men who ahould be admlnlstrators of the k!nd of 3ob they 

have, but I certa!nly would f~ght on the polnt about havlng a flnauclal 

control In tlme of war in the hands of lawyers and men who have had no 

more experience wltn the reallt~es than those men. Please don't quote 

me - I have to llve w~th them. I have had several flghts with them 

before. 

Q Durlng the war dld you ever f!nd a really important matter 

where the law stood in your ~ay~ 

A No, not durlng the war. I have a dlfferent philosophy than 

some of your Quartermaster gentlemen had in the v~ar. Taere was a basic 
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philosophy entLrely dlfferent. Two Quartermaster gentlemen ~n the early 

day purported th!s bellef. They were not glven speclflc ~rant of power 

in statute to do certaln thlngs and therefore they wouldn't do them. 

Well, I was young - certainly young and probably responslble, and i sald, 

"I take a dlfferent philosophy entlrely. I have read all 1 can read 

about the war powers of the Freszdent and I am satlsfled that i am golny 

to do anythlng that I believe is sound unless it has been prohlbited." 

i th~nk they took the stand that th~s problem ~s d~vlded ~nto white and 

black zones. .Either they were authorized to do It or weren't and couldn't 

do it. My f!eld was that here was a whlte zone and here was a black zone 

and also a gray zone where I would act if I thought I could get by ~th 

zt. If I were dolng a sound thlng I had no doubt about my power bezng 

questloned. We dld things as long as we felt the Presldent had the 

confidence of the country. The questlon of what h~s powers were never 

arose. I don't belleve they ever will. Maybe you can help deflne ~hat 

the war powers are. 

Q There !s one baszc thlng whlch is frequently overlooked, and !n 

t!me of war you can fall back on it and do a lot. In the Eighteenth 

Century they created a War Department and the Congresslonal d!rect~ve 

was to conduct the buslness of the War Department as the Presldent shall 

direct. Since that tlme there has been l!mtat~on and if they apply you 

have to be governed accordangly. 

A I never had any questlon about legal support elther in theory or 

practlce. I do know that operatlons of a friendly service were hand~capped 
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because of that fandamental dLfference of approach. It arose in the 

question, forexample, when we found that early in the war there was not 

enou~h condensed milk to go around. Competltlve bldd!ng was the estab- 

lashed procedure. The War Department was frlghtened to death - the facts 

were perfectly clear and they felt they st~ll had to have competmtlve 

biddlng. I have forgotten the statute - !t is twenty-two years back In 

memory - but I knew it them. I had the f eellng that you can always 

do what is sound and safe and stand on your own judgment, if you are 

ready to take the consequences for belug wrong, 

Colonel Miles: I know exactly ~hat you mean. I w!ll also say one 

thlng, to emphaslze the necesslty for gettlng men of hlgh caliber. My 

exper!ence, whlau is much more llm!ted than the Commander's durlng the 

war, was that unless men were broad enough that it Is very easy for 

those men who came mn from clwl llfe to get into the black zone and 

stay there, afraid to get out of It because they felt that by assoczat- 

Ing themselves ~th the servlce there mlght be a tremendous number of 

inhmbmtlons and if there were they couldn't do anythlng, and they dldu't 

do anythlng. So I heartily subscrlbe to the !dea of gettlng broad 

men to correct the others. Otherwlse they just bog themselves down. 

Commar~er Hancock: I may have emphasmzed the polnt too much. I 

hope you ~ll keep it clear and certain that hh!s war plann!ng orgar~za- 

tlon Is a plannlng not an operating organ~zatlon. I thlnk that zs 

correct but there !s a llttle fog about one or two words mn th~s last 

draft I saw. The opera~ons must be left to the Deparhnent. It must 
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not be gotten out in the hands of the strangers, not because they are 

strangers but because they don't know how to do the 3ob, that zs all. 

Commander Dunham: I h~nted at my question comlng do~vn ~n the car 

thls mornlng. I will state it very brlefly. How much of our industrlal 

war planning should we make known to the publ!c at large, and how much 
k 

shomld be kept under our hats? 

A I can answer that ~n as general terms as your questlon is 

asked. If you start getting Speclflc, it v~ll be d~fflcult. I th~nk the 

important guzdepost or prlnc~ple, I would call it, in that v~uld be 

thls. I ~ould tell as much as I had to tell to gain the country's 

confldence that the serwces were on the ~ob and i wouldn't tell them 

one th!ng more. If I were settlng a broad principle, I would start 

on that. That still leaves you a black and a gray zone to wo~ t in. I 

would tell them enough to be satlsfied, to satlsfy hhe country, that the 

serv!ces were on the 3ob and ~ecognlze the problem and had a plan for 

work-~ng it out~ - that !s the whlte zone. The black zone I certa!nly 

mould not reveal any plans ~n so much detail that a sharp shooter ~uld 

be able to take commerclal advantage of knowlng what your plans were. 

Now, to try to makB that general observatlon a llttle more concrete° 

When you come to handle th!s allotment of funds for buylng materlals, 

and your Secretary has asked you to be one of a commlttee of ten to pass 

upon It, I would be awfully cagey - I v~uldn 't tell a soul what I ~as 

golng to do because zf it is known that you are golng to buy X tons of 

tln or Y tons of rubber, or what not, you are golng to be gypped. You 

are golng to create a sltuatlon that w~ll gyp you unavoldably~ so I would 
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try to cover it in a very broad, 5~aneral way. Don'b get your plans down 

to plant locatlons~ geographlcal details, for example, so sharpshooters 

may take advantage of the sltuatlon - there are men who l~ve by thelr 

wlts, you know, and you will f!nd that kind of a man taklng a commerclal 

advantage of plans that g~t too deflnitave. 

if the questlon were asked me by a bus~ness organlzatlon, I would 

say you draft for me what you th!nk you ought to tell, and I vall tell 

you where you have goae too far or not far enough. I can't qulckly tell 

yoa off-hand the llmlts. I wouldn't have any hesltat~on commenting on 

a aeflned draft. I ~ouldn' b try to arrlve at the prlncaple fars~, I would 

f~nd the actual documents and see the effects through and see ~re the 

spots are. 

Q You just sa~d that you would not puollsh plans to make publ!c 

• nformatlon relatlve to geographlcal details. Dad you have in and 

allocahton informatlon when you sa~d that~ 

A I don't l~aow hcw spec~ikc your allocatlon informataon is. 

Q A plant is allocated for certaln productaon of a aef~nlte 

item of equ!pment. 

A No, I meant an a case llke Muscle Shoals, or a new plant, 

not e~st~ng fac~l!tles. I wouldn't blnd mysalf to an allocatlon to 

anybody, i woulau't let any contractor know in advance of the actual 

allocation that when war comes he can count ~th certalnty, regardless 

of prlce or other conditaons, upon a con~nuataon of War Department orderS. 
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I would keep the control back in my ~m hand ~ I were runmmg the job. 

Colonel Miles. All of these allocations are tentatlve absolutely~ 

dependLug upon cc~dltlons exLstlng at the tlme. 

Q You certalnly touched on price control as to the dlff!cult~es 

that are going to be encountered. Would you mr~ expressing an opinlon 

as to a posslo~llty of when prlce control is golng to have to be made 

effectlve~ Of course I know the sltuat~on is golng to control that 

cons mderably too. 

A I th~nk that questlon tles back to the other quest!on, when 

! answered that I would start today. I would ~t your top orgar~zatlon 

men that you can trust, stud I vould have them watching that problem 

currently and be ready to shoot just the m~uute sad not delay a mlnute, 

ready to shoot ~ust as soon as they can. What thelr plan should be, I 

don't know. It wall be a changLng slt~atlon and, sad to say, it ~ll 

be partly polltlcal. 

The only basls I can see that has a chance of holdlng publlc 

support is to recognlze that you probably, far a blanket order moving 

fast wall attempt to freeze all prlces at the outbres~ of war~ and then 

you will have to get a heat on to get them thawed out very fast after- 

wards. You v~ll be ths~Ang ind~vldual segm~ts of it awfully fast, if 

you don't, you wall lose the war. I thlnk psychologlcally you wall help 

the publlc attltlde and morale by freezlng or jelling the price structure 

at the ~me, but you wall have to recogr~ze that ~t ~ill have to get 

heated up qu~te quickly. 

-ll- 



Q When Colonel Scott was here he very much emphaslzed the poet 

that durmng the last war It took qulte a long while to get the really 

b~g men to be ~nterested enough to sever thelr peace-t~me, commercial 

aff~llatlons and come down here and take off thelr coats and put their 

shoulders to the ~heel. At the present tlme, tomorrow, w~ll you 

autlclpate hawng any dlfflculty in gettsmg the callber of men you 

would waut? 

A Yes, to have a plan effectlve tomorrow, you would. But if thls 

plan were worked out on the llne of, at the Presmdent's approval, putting 

somebody to go ahead, and if you were to p~ck the man, the chalrman,I 

venture mn three months he ~ould have a skeletbn organlzatlon of men who 

would be wllllng to come down on twenty-four hours' notlce, maybe less, 

able to tackle the job. But you will never do it unless you prepare 

them for the cond!tlon In advance of the need. To be concrete, I don't 

doubt myself that if I were to go to twenty men today, twenty men I would 

l~ke to have in that k~nd of an argan~zataon, and talk to them abo~t it 

in generalltles, - "Will you be w~lllng to come do~a here if you are 

called, in the event of the format!on of th~s board" - they probably 

would say, "I beheve I could do It, that sounds very Interestang,"but 

when they got up against the emergency they wouldn't be able to do ~t. 

But if you got them into it, wlth meetlngs, got the ob3ectlves defined, 

got them Luterested in the problem, they would be !nterested in the job, 

and I thlnk you would get them on very, very short notlce, but I don't 

thlnk you will ever get them except in a few cases otherwlse. The ~ n 

here durlng the World War on the whole, of co~rse, are not golng to be 
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very effectlve because the men who were In the War Industries Board 

dur!ng the World War who dld the best work I would say were men forty 

to flfty, and I am taklng the outs!de f!gures pretty much. That means 

that those men on the whole are gone today. There are a few of them 

left, who come to the War Industrles meetlngs every year and they mlght 

help to carry over the war-tlme experlence to a new experlence~ but 

they wouldn't do for operations. You can't thlnk serlously of plcklng 

those persons to prepare operatlons, ~th three or four exceptions, so 

far as I know. There are about three or four that could serve a very 

valuable functlon for car~g over a period of sLx months~ to get whom 

they could trust. I would get th!s organlzatlon a good deal more than 

skeleton If I were the Mussollnl of thls organlzatlon° 

Q Another question ~ch has bothered the class is in the case 

of the war admlnlstrat~ons, there v~ll also be war labor agencies, war 

flnance, and war trade. There seems to be two sides to the th~ng, that 

war labor, war flnance, and so on, people should be appolnted and report 

dlrect to the President. The other slde thlnksthey should be under the 

War Resources Admlnlstrator. I be!leve you sa~d that one man should have 

not more Than /kve reportlng to ham. You also sald that the War Resources 

Adm~ulstrator should be a planner and not an operator. I wonder whether 

all these speclf~c war agen~les should report and be appoLuted by the 

Presldent or the War Resources Adm~nlstrator. 

A You have a lot of quest!ons !nvolved In that. I thlnk I am 

golng to have to separate them. 
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I would not have our present Government organlzatlon Lf I had the 

say about that. The present Government organlzatlon ~s a denlal of every 

prlnclple of organ!zatlon I ever heard about. The number of men report- 

ing to the Presldent is just beyond any posslbllity of havlng an operatlng 

machlne. That is bluntly put but perfectly frankly put. So I wouldn't 

have anybody else reportlng to the Presldent, in addltlon to those n~v 

reportlng. I would try to narrow lhe poLuts of contact In the present 

organlzatlon if I had anythlng to say - luckily I haven't. I would be 

wrecked polltlcally. When It came to a war plannlng group, I would put 

every one of these plann!ng organlzatlons under the War Admlnlstrator and 

I would g~ve hlm enough asslstants so he wouldn't have over flve men 

under hlm. I would not glve any man a great multlpllclty of men report-- 

ing to h~m. I would have three or four v~ce-cha~rmen, ~f necessary, or 

f!ve, If you l~ke, maybe slx, but I wouldn't have a plan of a great 

number of men reportlng to anybody, and I wouldn't have too many men in 

the group. You get a debatlng soclety, whlch is an interestlng th!ng 

to have, but doesn't help. 

Q In connectaon wlth these orgaulzatlons reportLug to the 

Aamlnlstrator, you have already mentloned that prlce control would 

probably be a good deal of political trouble. 

A It would be, certainly. 

Q Do you th!nk that the Presldent should have control of prlces 

or the War Resources Admlmstrator should also control prlces~ 

A A lot v~ll depend on who the Presldent is. The Pres!dent will 

have control in the end - there l~ 't any doubt. He v~ll have a man there 

whom he v~ll trust, who will carry out h~s v~e~s. I th~nk that if the 
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Presldent were thoroughly v~se he would try to Insulate h!mself from the 

politlcal ~mpacts and turn the 3ob over to the War Resources A~nlnlstrator, 

as Wilson dld. I have no doubt Wilson told Baruch a lot of thlngs, and 

I have no doubt that Mr.Baruch dldn't tell us that ~. Wilson told hlm. 

I would have no doubt about the Presldent belng able to make his th~nklng 

effectlve If he p~cked the chief, but I thlnk also the Presldent ~uld 

be very wlse to leave the operatlon of the war in the control of that 

War Adm~n~_strator. Nowj behlnd hhe scenes ~hat they m~ght do and agree 

upon themselves is another matter. Outwardly~ that eught to be the result. 

Colonel !~lles: There seem to be no further questlo~s. I th!r~( 

you will all agree wlth me that thls talk has been very much worth~111e 

and very much down to the ground. I hope we v~ll all carry away a great 

deal as a result of thls talk. 
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