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INDUSTRIAL MOBILIZATION COURSE
January-June 1946,
e . . 15 January .1946,
GENERAL. ARMSEHONG: |

Gentelmen, the speaker this morhing 1s cne of the distinguished cit-
izens of the United States to whom the Army and the Navy and the Govern-

. ment'in general look from time to tlme when they need assistance, partic-
"ularly in the field in which this College is Interested. Mr. Baruch was

the outstanding American citizen until recéntly on whom we could call for
aid in time of emergency. I Jjust sald to Mr. Hancock that it seemed to
me that he was the crown prince, the successor to Mr. Baruch. His answer

. .to that was, "Well, possibly Mr. Baruch would not like that®; but I em sure
“he would. ' - : .

Mr. Hancock, among other things, was a member of the War Resources
Board, of which he will have something to say this morning. More recently
he has been the chairmen of a committes of civillans, admirals and gen-
erals who have studied the problems of education in the -field of industrial
mobilization for the Army and the Navy, working on this ocommittee with

" _the Industrial College since last June, Our report is about ready to be
"submitted. : . .

We in.the College are extremely grateful to Me. Hancock, as the coun-
try ought to be, for his interest in the business of industrial mobili-
zation. I think we can safely say that ‘among the civilians to whom we
mist look for guidance in this important work the country has no peer to
‘compete with Mr, Hancock in the outstanding positions today in this mat-
ter of helping us solve our problems of industrial mobilization. Mr. -
Hancock will tell you from his long and profounc experience what he has
gone through in this industrial mobilization plenning and give you some
pointers as to the work that you have to 'accomplish in the next six months.

Gentlemen, Mr., Hancock,

‘MR. HANCOCK:

General, that halo does not Quité fit; and I do not feel comfortable
under a halo anyway. . - Con

I think I am going to follow a routine here which I like. I hope it -
will fit your views., I purposely did not prepare any talk, but made some
notes, I hope I can follow: them., - - ‘ '

. I firet want to give you a ﬁiﬁ'éf'history. Back in 1926 we had the

idea in this country and elsewhere in the world that we could be the gain-

ers by lessening naval ermsment particularly. In that year we had the
great navel disarmament conference of the world. There came over here
from Britain a Lord Riddle, a great publicist, a man of high standing and
much in demand by the public. One Sunday morning Lord Riddle left Wash-
ington on the train and settled down in a club car and very comfortably
located himself, and was surprised to find his picture in the rotogravure
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section of the paper. Ho was still in a bit of a glow when the conductor
came along and asked for his ticket., He went all through his pockets, dbut
not a trace of the ticket could he find. The conductor said, "You are
Lord Riddle, aren't you?" Iord Riddle said, "Yes. How did you know?"
"Well, I say your picture in the paper this morning, didn't I?" Riddle
replled "0.K. You did." The conductor tried to put him at ease by say-
ing, "If you are Lord Riddle, it is O.K. with me if you don't have a
ticket." "Iord Riddle said, "It may be 0.K. with you; but if I haven't a
ticket, I am in a hell of a fix, because I don't know where I am going.”

I have my ticket here, but I still don't know quite where I am going.

Another reason for making these notes and talking from them was this:
I did not want to try to temper any opinions. I find that when I start
to write and rewrite, I take some edges off. I do not mind in this matter
“being a little rough, because you are going to take the edges off anyway;

'*.Tahdfif I start taking off edges and you take off some edges too, 1t will

- 'be too soft a product. So I am deliberately trying to keep in my com-
ments and appraisals a little roughness.

~In the First World War I happened to have charge. of naval supply
purchasing for the Navy Department. I was the man on the War Industries
Board from the Navy in the Requirements Division. I made it a hobby, I

suppose, then, and in the years since then when I was with Mr. Baruch,
to work on naval preparedness, more than military preparedneee., We: had

...a part in the Hhrley Board report.of soms yéars ago. 1% probably was 8o

‘~@ufar back in hietOry that ‘some of - you do nct even know it existed
B The underlylng bit of philosophy I have gotten out of all of this,
A Having -had & chance to watch twg. ware dt very close range, is the -con-
© clusion, which' may e a bit philosophical, but I think it is real, that
Hegel was wrong when he said, "The only lesson we learn from. history is
that we learn no lessons- from history." 11 would" like to change that:a

;:w:bit I thlnk we do learﬁ ihat history repeate‘our tragedies. .3,_~”a

I think I 1 arned that pretby clearly out i my experience in the
o leeh war. “L shduld not. say. lask-war. . “There” iS'nc last war. I sup-

. :pose T should say’ "priO“ war“ or "latest war;" “Théré were tragedies
insthe first war Which arose Dbecansge we did not know. We were. -not ready.
;. We had - no dream of the’ eize .of .the -Job we had ‘to do* There were. trage-
..dies in the second wer in that we -31dn't. learn ‘from the experience of the

»- o, firet war,

Now, what should we have learned. from that first war?  What did:we
think we had learned? Wherein had we failed to carry conviction to. the
country; first, to the Congress, and, not less importantly, to the Exec-
utive? That is, gentlemen, the cutline ‘and’ scope of what I plan to talk
;about today. o

Comlng down from.my hong. :in Scarsdale.’ yesterday morning I rode with
Allen Cregg, head of the Rcckefeller Foundsation, I was. carrying a bag:
and a portfolio. He said, "Where are you.going, John?" I said, "o
Washington.” '"What to do?" I told him about this venture today., He said,
"Well, in medical terme I euppoee you dre going down to perform an autopsy._
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He said, "We good medical men"--and he put himself in that class--"think

‘the, best way to: learn is to perform an autdpsy."™ ‘That may be true in

medicine but I am ‘not sure it is true in history.A

~ One thing we learned in the last war certainly might have been put
in various ways. One men said, "We learned that the elements of war are
the four M's--men, money, morale and materials." That is easy to remsmber.
Other men said, "It is the three M's, It is men, men, men." I stress the
second concept so far as you are concerned, because I think the quality of
the men ‘on ‘the Job is the over-all important factor in any war planning.
That applies not only to the Army and the Navy, but ‘it applies to civilian
industry as well,

There cannot be any defense for the kind of mistakes that were made
in the previous wer, the No. 1 war. If one wants to be softhearted he can
say, "We had no idea of the size of the war. We had had fifty years of
peace., Materiel became an important factor in war far beyond the capacity
of man to understand and plan for." But the fact 18, we had gone soft in
both services. I know in the Navy Department we had gone soft. That is
retrospect on my part. I did not quite see it then, but cértainly it must
be clear today. o :

We were afrald of men in industry in the last war. We had some rea-

.~ son for it, I think, The men in the services wanted to have authority and
'_reeponsibillty clearly lined out by statute or by executive order. ‘Outside
of the Services that was not thought of much in World War I. We were in-

clined to coast along and find out from the press who was the boss and -
who was the man who won the contest of strength. But after the lines of
authority wore laid dowvmn clearly, the Servlces were in full support of the
civilian agencies helping in the war effort.

~Also we did not know in World Var I for whet kind of men to seek, We

' went through this same kind of shaking down process until Mr. Baruch and

the rest of them in the superagencies took it over. In the prior war, as
well as. in this war, there had not been any attempt to find the kind of
man to do the kind of job that had to be done. We had to go through thie
trial and error method and political battle until we finally found the man,

Then I think back to the experience of all of us between the wars.
You will undoubtedly be called upon to read the Hurley report. It was a
well-set-up idea, by a Jjoint Congressional House and Senate committee,
public citizens, and service men, But the report was forgotten about by
the time we came to the latest war--almost forgotten about

Pacifiem was rife in this country. It got so far that it invaded the .
War and Navy Departments. That is & rather broad statement and may not
gseem quite right, but it had gotten here. Here to my mind 1s the proof:
The question arose about the character of the war mobilization planning;
and, in order to avoid public criticism we stripped those plans down so
that they would tell nothing and give no basis for an attack. ILook 1t up
in your history and see if that i1s not true.




I am not too critical when I say that. But we were politically minded.
We had turned soft and pacifistic inside the two departments. We did not
seem to realize the importance of fighting out these issues in the press
8o as to have public support of our plens,

I hope the tone in which I say that 1s going to carry a bit of cour-
age and conviction to you men or the men who will guide the job in the
future, The job, as I see it, 1s to sell the concept of a mobilization
Plan to the Congress, to the Executive, and to the country if necessary.
But you cannot sell it by drawing back in your shell and being ashamed of
your profession or ‘ashamed of the job the Armed Services are to do in time -
of war. I could not quite say we were ashameéd of it, but we did not quite’
know whet to do about it in the services, and many civilians also did not.
We Just floated along with the tide, and military planning outside this
College sank to a pretty low level, in my mind

I think I recall the line from Emerson--I am.not sure it is Emerson
and I am not quite sure of the guotation, but the ‘content is about right--
"God grant me the patience to accept those thinge I cannot change, ‘the cour-
age to change those which I can, and the wisdom %o kndw the difference. "

T knew that line years ago, but I am frank to admit that a1l of ‘us had the
patience to accept the things as they were and we did not attempt to ‘change
them, though I think they could have been changed

, If you do not know the' 1ine from’ Johnson about courage,-you might read
__.this into your memory "Unless a man has ‘that virtue he ‘hes" no‘eecurity
" for preserving,any‘other virtue." When T iook back on this’ COmment I‘nade
““about. the reriod between the wars,I condemn myself & ‘mych &8 anybody.elsev k
. iay have had the idea that war wag remote--I ‘do-not know what--but the pres-
" Sures ‘around us were 5O great “that we wers gll lackadaisicei about the prob-
lems,

- CIVam g01ng‘tc Suggest to General Armstrcng that he giVe you scme night
‘j“work and thereby gave ite. ‘Some time‘ ‘that 'is, get ‘you to read‘a copy of a
"t tglk T 5ave here in 1939 and a copy of the report of'the War Resourcee
'Board of Iz October 1939. Th&t is the famoue report which wag' suppreesed
_by the Executive at the time, In fact it was crdered suppressed before it -
. yas prepared Tne report 1tgelf was "not’ 80 famous, byt the fact’ that 1t
“vas suppressed may have " given it some notoriety.J I will tell ycu more about
that report as I go along. ' '

In this neriod of uncertainty in both services regarding who was’
going’ to' remain Secretary of” War, Secretary of- the Navy, Under Secretary
of War," and Uhaer Secretary of the Navy the: European war started. The War
Resources Board was app01nted in August 1939. Date -that back in your his-
tory now., The nien on that board were under no instructione as to the time
for filing their report. There was nd sense of urgency about it at all.

It was an hour a day, two days a week kind of a Job if and when, as you
please,

' Well, I had been through the last mill, I- thought and. T rebelled at
the idea of our assuming that we could meet two days a week every odd week
perhaps snd do a Job Nobody else outside & few men in the War and Navy
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_ Departments, so far as I am aware, had any redlization of the need of
moving fast and moving thoroughly. But when the issue was raised, of course
the obvious answer wag to push fast for a report.

But the report was not any more than an outline as to its objectives
and purposes before the Board was informed that ite report would not be
released; that there would be three coples mede--one for the President
one for the War Department, and one for the Navy Departmsnt

I know that in two of those three places people have since tried to
find that report and cannot find it. I also know that in my papers I have
the last typewritten copy made before the final draft was taken off. It
is all past history now. The report had quite wide circulation in the Serv-
ices, but the original is not handy, so I have released my copy. The report
will be available to you if you want it, . :

o I do not want to take too much time to talk about the report ‘and its
) COntents but 1t summarized a lot of experience and it told a lot of things
L _that ought to be done that were nbt done until three years later. Mff'L

Let us try to be fair at least about this appraisal ‘of the “situation
in Washington in 1939 and 1940. Mr. Roosevelt was helping the Britigh in
every ‘way he could without getting into the war. Thére certainly is no
need to veview the desire of America to keep out of the war at that time.
I am sure an honest appraisel today would rermit me to say that no man in
public life could last if he had been prepared to talk war at that time.

I recall the 1916 election had been won on the promise to keep us out of
war, and I assume the situation was the same during the 1942 election too.
I do not want any votes, and that is the reason I am frank about it,

Men everywhere wers afraid to talk preparedness for fear of being

' charged that that preparedness move was a camouflage for a desire to. go to

; war, And men, in their minds I fear, did not have that integrity of purpose
i and courage of conviction to face that charge.

. Now, I know perfectly well that, if we had started in 1939, we could
; have had a year's head start on the materiel planning and thinking about
+ 1t even if Congress had not provided appropriations. We could have had a
. year's head start in the planning of the orgsnizational setup to handle

; these great civilian agencies that had to come to Washington in wartime,

! We could have defined their functions so we would not have had th*s over-
lapping jurisdictionsl fight for existence during the war.

‘ One day over in the White House executive office--I will not name the
: man, but a gentleman there, an adviser, not a policy man--said to me, "John,
. I do not understand why we have all these jurisdictional fights in Wash-

- ington." He was worried because he had to settle them.

He happenéd to have on the wall of his room a map of Africa, I said,

© "Well, let us just assume someothing. Iet us run a glider over all of Africa
., now, with thirty men on board; and, as we go along--hit and miss--we Just
say to the men in the plane, 'You go overboard, and whers you land you

rare king,' That 18 a nasty parallel to what was heppening in Washington,

; but it is not too far from being accurate."”
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. Just picture to yoursslf for a minute now the things we know about it.
If we had landed forty men by plane’all over:Africa-and said, "Boys, you
are king where you land," you woluld have had forty border wars in five -
minutes, I assume. We had the border wars here. o

The;waiéfwéré;ﬁbt sq'important;~but‘they annoyed‘men's‘spﬁ;s. The B
importent thing was that they delayed, and out of" that grew the other ex-

tremo--the idea of a one-man war machins. .- .

- --We vant somebody to be given a éword and a mace to slam down on the
men who will not cooperate., That does not'work in a democracy either, ;
That is always the way thoge things go. We get annoyed over the delays.
Then we want somebody with'a sword to-'cut somebody down who .will not o

cooperate. =2
-~ The .only cure I can give you 1s to find the kind of man that does not

need a:sword, the kind of man people like.to cooperate with, who 1s so. fair-

minded that his convictior ‘carries confidence to his associates. If you

camnot find that kind of men for your war machine,.you.cannbt‘in:m&;opihidﬁ)
have & onesman war machine in a democracy. -

Tt is so e@éy‘téfstért'6ff with the theme that an drgahizatién?igra.3,
sort.of & pianola. We put & record on and it plays. But it does not work
that way. . Men hdve to have ‘Convictions carried in their minds before they

can~pgpfogmj¢n th§ Job., -

,.‘ Sbﬁétﬁing‘cénibe,done:by:discipline-in”the Army -and thé'Navy.in;wa£§7}
but I do .not : '

o.not believe we can make it work in the-undisciplined field of pri-
vate initiative. 'I .would not-say that:hothing can be done, but in the end
the motive power comes from the free will of free men and does not core
from disciplins. T am talking;: of course, about: the. relations of industry
Yo this war machine. You will have a chafice,:I -am sure, to. review the =
mltitude of kinde of setups we had 'in the War Production Board, end its
predecessors alone during this war. - . - T

We were trying to change‘orgahizations;and~their_functiops 80.as to :
get rid of inefficiency but it could not be done. If we do not have faith
in one man, we appoint two and guarantee inefficiency, no decision, and no
wisdom, It only teaches me one lesson: that our organization planning
has to be built around our men and around the men we have. We cannot, in
my opinion, set up an organization plan and agsume-it. ig going to be a
pianola and play itself. It will not work that way.: ' o

Then, after we got all the agencies seot up, ws got lots of debates
end little of action. Then Mr. Byrnes was appointed tc settle the argu-
ment, Now, I am a great worshipper of Mr. Byrnes. I will tell you a story
about him when I finish this comment,. to show you the basis of my appreci-
ation of the man, ' .

Mr. Byrnes had to settle those debates in the atmosphere of a judge
in a debating society; and I say, frankly, that is a hell of a way to fight
a war, Somebody hds to have the information flowing up to him on which to
make a Judgment in advance, so as to prevent friction points from devel-
oping, rather then to try to cure them after they have torm the Nation to

-6 -



2. =

pieces. That was not the concept here., It was the best that could be done,
and Mr. Byrmes was a. grand citizen; but it is the wrong idea to subject even
as capable a man as Mr; Byrnes to that Job.

Now my story about Mr, Byrnes to tell you why I am 8o fond of him
This will be off the record.

(Mr. Hancock spoke off the record for a few minutes )

‘I think a part of your problem has been the growth of the idea of
administrative law-in this country.’ I hope none of you have had to live
with it too much, I have, and it is not too pleasant a tool with which
to 1ive, But the assumption is that under administrative law the Congrees
is not wise enough to prohibit wrong acts; and therefore the Congress ap-.
points somebody to decide in his own wisdom.what is wrong. Now, that theme
has been growing in Burope markedly and here for the last twenty years.

It is the basis of a great deal of our governmental machinery in Washington.
That theme of administrative law seems to have crept over into the plans:
for military mobilization. . . :

The assumptlon seems to be somehow that when a statute ls passed. and
& man is appointed under it he has the requisite experience to act wisely.
There are cases where it has happened, I would not want to go beyond that.
But I only suggest the wisdom of getting clearly chiseled edges on the stat-
utes which I hope you will have drawn over the years to cover these grants
of powers to civilian and also war agencies in the event a future war
comes., There is no time for debating on principles that could have been
put down and could have been learned in advance of the need and could have
been applied when the time of need came,

I am so pleesed to find so many senior officers here who have had ex-
perience in the field and have seen these problems, If you do not get it
done this time, I would like to take you out and shoot you all, because I
swear to you that this is the greatest chancd we have had, with two fail-
ures fresh in mind--I do not mean military failures, dut two organizational

© fallures and materiel delays. If we cannot put it down into understandable.

words that the man in the street can read, we are not as good men as we
ought to be.

Now let me try to summarize some of the needs that I see today, My
trouble ordinarily is that I just turn the tap andé can keep on talking for
months. You do not have the endurance and I do not have the courage to
stay that long, But I would like to try to highlight some things that I
think are important., I am not going to try to cover this whole map, but I
would like to have you think of these. Then, as General Armstrong may plan,
I would be very willing to answer any questions that are asked after the
session is over. That will give me a chance to mske my talk shorter if I
. talk of the things I am interested in, and give ycu a chance to asgk-ques-

+ tions on some things that you are interested in after I have finished But
“ I am working toward the close as faet as I know how

" The first’ thing that I see that ought to ‘be. done 1s to make an ap.
praisal of the flaws in the assignment of dutles and responsibllities to




each clvillan organization, in other words, the scope and the policy. We
ought to head toward the simplest possible organizational setup as planned
for yar .and its nearest possible approach to being in skeleton form, ready
for expansion’ in time -of war, 'or in time of need,. if. .you wish. Men must
know whero authority lies and where decisions:are to. be made. T T

There ought to be a current selection of pereonnei available for and
competent to do the key jobg. I rather assume from some jobs I have been
called on to do that thers are no such files as that in Washington today.
And yet Washington's Jjob is wen, the three M's--men, men, men. Yet we are
trying to find mon to ‘staff General Lucius Clay's organization in Europe
and for General MacArthur in Japan, and we have nobody in Weshington with
a record of thoSe who might be available, and also competent. I think
that ought to be ‘one of the jobs. General Armstrong and I have talked a-
bout. that previously and I know he hae it in mind. , '

 Next “there ought to be an underetand*ng of the functions of all war-

timg agencies to be established in . time of war; and that understanding
ought to be in the minds of all such-.people in government end industry and
“in’ the services. ‘But the next:time put it -into the statute and do not
make it subject to political pressure groups and amateurs in organization
matters, who do not know the services or the service needs. or the war
mobilization program. Iet ue not fiddle around for a year or two if a
next var, comes. Let us not fiddle around with the uncertainty we had this
time because nobody knew where we were going and there was nobody who
could tell them. c :

- Then ;or you men in the Army and the Navy I uounsel you to bulld your
peacetlme o“'anization, particularly on all aspects of procurement, to
parallel the civilian-war machine, which in turn ought to parallel as
best it can the organization of producing industry in America.

- Next I think there has to be a new view not only inside the services
but in the whole of government. There has to be, I am convinced, more
down to eaxth speclalization on this job of procurement. I take that all
through the field, the whole fleld from requirewents to the last ditch--
transportation.

I doubt very much if the men in the Navy I ‘have known, and the men
in the Army that I have known, have a chance to get experience through
their fingers and hands as a part of their lives, except in a class room,
to get experience with handling problems of logiztics in general. I am
reagsonably ~ure they are never golng to get it, uv-iess that is made a
special function of the Services., Even then 1t wiil nct work unless the
Services change their views. ‘

The men who gaw the Army in the last twenty years will recall that .~
the men who gained advancement were the men who served with troops; that
the men who got advancement in the Navy were generally men who served with .
the fleet., And rightly so. But this job of procurement and logistics in
wartime is too important, in my opinion, to be handled by men on rotating
duty. There is an old line in the Bible that might be quoted with a slight
adaptation. "They that go down to the esea in sghips".-and now I am going
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to add--"and they that go forth with troops"--"they shall share and share
alike." -Until that principle is recognized--that logistics work is im.
portant and tremendously important in wartime, you are not going to at-
tract the kind of men you need, ‘ o

I am saying that out of a background of seeing this kind of problem
“in industry for some twenty-five years. I spent a little over fifteen
Years as an officer in the Regular Navy. DNeither oxperience 1@ adequate,
but they both tell the same story, and it Just could be that I am right
~ in that matter, ‘ : '

. Now for one bit of general philosophy. I have always seen that the

‘happy ship is the taut ship; and I have seen that the happy organization

in industry is the organization where the people can see an active job

three. years ahecad. I would prophesy for you men that you have a happy

" life ahead of you, because this is the kind of job that is always going
to be in process of being done ard never be done. "

I would not want to assume that I have glven you a life-time job;
but I can say out of my forty-odd years of experilence since college days
that T do not know any more engaging interest than the kind of work that
you are taking on now. I have never seen any. I cannot concelve of any-
thing more interesting than this kind of job. -

Now, one final word. I have been around enough political matters,
political groups, to appreciate all the more a chance to talk to you, be-
cause I do not know anywhere else in Americe where I can find as large a
group ‘of men with one -undivided loyalty--a loyalty to the entire United
States, I thank you, - ST e

GENERAL ARMSTRONG : . .
Thank yoﬁ; Mr. Hancock, for that magnificent talk.

) Mr. Hancock has emphasized the importance of men in the orgesnization.

I want to put a first question to him concerning the organizational set-
up that was provided in the 1939 Industrial Mobilization Plan and to get
his opinion as to its effectiveness in carrying out the mission. of in-
dustrial mobilization. Could you answer that question?

MR. HANCOCK:

The plan that was set out in the Mobilization Plan wes not followed.
If it had been followed, I think we may have had a good organizational
setup, - .

The rest, of course, is speculation. I do not know what would have
happened if something had been done that was not done. But. in general
terms the thinking broke down because the men who were making the plans
had no idea of what the service men and industry men know as line and
staff orgenization., That is the basic thing that dbroke down. They did
not know where power flowed. ‘They did not know who was responsible,
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One cynic, seeing the plan setup of the whole of the civilian war
agencies in the latest war, said that it would have been a right concept
if the chart headed this way (vertically) would just have tipped this way
(horizontally). There was utter confusion about the functional or staff
groups and the materiel groups, or line groups we could say, through the

" 'whole war planning. There was confusion about whether the controls should

“cut across material and all functione relating to it or whether the func-

“tions should cut across all materials. There was no decision as to who
was the boes; and, still less, a decision as to picking a man who was com-
petent to be the bosa. .

That is not said to be critical. The problem cannot be avoided in war-
time.  You can avoid &-lot dut not all., The men who have worked with or-
ganization problems can see it as plainly as can be. But those men were
not in favor politically or politically acceptable to. Washington ‘during
the period let us. say, 1938 and 1939, and until the end of the war. .

,GENERAL ARMSTRONG; . o T
Any QueStiORS, gentlemenv Sl
DR. ANDERSON: L o e T

C Mr. Hancock in what wav did the report of the War Resources Board
'differ from the Industrial Mobilization Plan of 1939?

MR. HANCOCK:

_ It was not markedly different from the mobiiizétién plén as drawn by
. the Services. But the plan adopted by the Government was different from
@ither., ' ' ' o

DR, ANDERSON:

There certainly were some differences, were there not in the recom-
mendations?

MR, HANCOCX:

Vory little. So far as I can rocall, there was a definition as to the
kinds of agencies needed, whether 'inside the War Production Board or out-
side. The thing we were all fighting for was the simplest possible kind of
organization, set up first of all on materiel lines following the pattern
of industry and backed up by the war producers,

I do not want to give you a distorted view. . I do not want to depre-
ciate the services at-all. But I think modern.war has ‘shown one thing:
The Services use the tools that industry has produced, which the Services
hedped to produce or to design in large part; but I think we in the Serv-
ices were inclined to minimize the importance of building our organization
around the existing groups, the men who produced the we » tools, I think
that concept is going to attract a little more interesi. I am going back
to a vague memory of six or seven years ago in trying to define this--the~~
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file will be available and I suggest.you leave it to your night work-.I
think there was very little appreciation of what had been done, That was
not the pattern that was followed in setting up the war agencies, not by--
well, use your own explosives, :

A STUDENT :

Mr, Hancoca, you stressed the importance of the procurement Jjob and
you thought that procurement was so important that it could not be left to
rotating officers. Would you be willing to go a step further and say that
procurement as distinguished from requirements is so important that is
“should be handed over to a central civilian governmment agency which functions

, in time of peace as well as war? -

MR, HANCOCK:

No, I would not. I would cover the whole problem of requirements,
procursment, trensportation, storage and isswe. I would stress this point,
I think, to come back a bit: There is no term trat is clear in my mind as
to the scope of procurement, - I deliberetely threw out one word too--in
' the hope of being all-inclusive--logistics.

I think by the time that the officers, generalizing now, get to be
around thirty-five. or forty and have shown a capacity in this field, they
ought to be trained for it. They should not be rotating afterward. , They
ought, to be encouraged to do that kind of work rather than being encouraged
to go to sea the day the war starts and leave the supply organization suf-
fering all the way through.

Now, on the other asyect, do I favor it being done by civilians in
peacetime, well, that has been attempted. I do not want to appraise it,
You can make your own appraisal or ask anybody who knows. I do not think
it would work.

The difficulty, I think, is this: There is very little allurement to
" a clvil service job in Washington, Outside of the British Government, so
far as I lmow, there is no allurement in that kind of job anywhere. I sug-
gest, with all deference to Capitol Hill, that, 1if the pay is more attrac-
tive, we may assume you will get better men; but I suggest you may get

more "lame ducks," That has been the way it has worked in my forty years
of observation. " :

A So I come back to saying, got the key men. I do not care where. I

do not. believe ve can bulld up a civilian agency that can do the buying
for war. There will be a better caliber of men to draw from in the Armed
Services if they have been trained for the Job. And I think they can 4o .
on the average & better Job, even if they have not been trained for the Job,
than the Iind of civilians you ordinarily get, with a very few exceptions.
But I am sure, so far as my observation goes and what has happened in my
1ifetim9 the service men, if reasonably well picked for the Job, even with
not much trainlng, can do a better job than the civilian agencies In peace-
time and.will afford a mucleus for an expanded organization in wartime.
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- Do not- forget that the men’ who are doing the buying -and doing the f'
planning must have: the confidence of tﬁe ‘men who are using the tools of
var. If you do not“havé that, you Havé nothing. That is a strong state-‘
ment, but that is decidedly so. Wherever a procurement organization does”
not heve the confidence of the men who are using the things they procure,
I do not care how good a job they do, they will not accomplish the needed’
result., War is won by teamwork and by confidence, I think, more than by
any other thing, with ‘the possible exception of morale, if you will,

A STUDENT:

I have a second question. How do you avoid or regulate the competi-
tion which exists between the procurement officers of ‘the different branches
within a service and among the Services? In other words, do you by'neces-
sity have to have a War Production Board or something gimilar?

MR BﬁNCOCK

. "Sure; you have to haVe a civilian war agency. 'so far as I know, iﬁ :
never can be done insgide the service. Procuremsnt has to be coordinated

I think, however, that that argument about competition is a pretty
well~phresed sCreen, - Wheén ve' look at the basic concepts of - group pur-
chaeing--I ‘am ‘riot saying the¥ are always carr*ed out now, ‘because. I know
they are Hot-wwe see that there is &-tine up tO'which com@etitive bidding
will gerve adequately and fairly for~all concerned ‘The thing is to have
gomebody who has the Jjudgmént &nd the' understanding to ‘be able to say at -
what time it does not serve the need. Any mistakes that are made are pretty
well washed out by any ordinary war tax law if renegotiation does notAget
them‘first ; . ‘

Now, the whole difficultv in - that field of super layers of power af-(
fecting pricos is that, when you try to cover up mistakes made by the pro-
curement men on prices, you guarentee that we are going to have bad duying.
T ‘could not create a more effective plan 1f I wére trying to make procure-
ment men,’ 16t us say, a bit careless about the prices they pay for .goods
when they know they have two' screens taking care of the problem after it
gets by them. One is the renegotiation.boerd and the.other the tax law. -

I think some preliminary work has to be done somewhere, maybe bere,
to decide what is the basis of a fair tax law and what is the basis of a
fair profit in wartime agencies in awarding wartime contracts. Untill somse
basic concepts of that kind have been cleared up and put into the statutes,
Jou are going to have a lot of confusion in the field. Meny men will err
too far on the side of private industry. Many will err too far on the side
of limitation of profits,

I only suggest one thing; that, whether profits are inequitable or
not, they are the most powerful motives in the production field. If some-
one can find a better incentive, I am all for it. But I do not know where
it is yet J do not want to see profits eo curtalled as to involve losing
& war. I am not for big profits éither.: "I would give industry tHe chance
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to make it and then tax it away viciously, surely fairly but firmly. The
fun of getting it is what makes things g0, '

A STUDENT ;

You urge us to crystallize our mobilization plan and do all in our
power to have that plan made into statute., Is it not true that the Joint
Planning Board prior to this war tried with no success-at all to do just
that? Do you recall what the difficultiee were that they encountered?

MR HANCOCK

Well first, they were not as good men as you are. I réally do not -
recall the difficulties. »

First, basically, America does not like to think of war, But it tekes
a Tixity of purpose and 1t takes wisdom. Do not forget also that I said
~ this job will never be done. It will be in the process of being done.
- You are not going to arrive at heaven in a. single bound. All I can do is

to 81"6 you the direction and get you on the 'beam so far as I can in that
direction. .

I do ot recall the difficultiee beyond those and the fact primarily
that nobody made tt his business to do it. It was everybody's business .
literally, and that meant it wasg nobody 8 business. There were no crusaders
for the idea of getting this done after 1924 as I recall it. I belleve
the Hurley Board was in 1925. There were no crusaders for the theme after
that. Everybody was busy, I think, trying to avoid a depression or try-
ing to get votes or the usual ma.tters and problems of life, It is going
to take somebody to de a crusader. I think it can be done. I do not know.
It will be done only if men like you try it. It will not be done if you
slt and wonder whether you can do 4t. That is the best answer I can give.

A STUDENT

I have another question closely related to that one. I would like
to know what your explanation is of the failure to activate the Industrial
Mobilization Plan by not declaring M-day. And, whatever your explanation
of the cause may be, how can we avold it next time?

3

MR. EANCOCK:

I do not know, I am trying to find an answer to that one. I do not
Xnow why it happened the first time, let alone how to avoid 1t the next

time. But I will try to sketch for Jou a little bit of the background of
it. ’

I think you will recall that Secretary of War Woodring was in Panama
when Under Secretary Louls Johnson and Acting Secretary Edison of the Navy
at that time wanted a war resources board. Woodring came back from Panama
and gald, "There will be no war resources board in my department.”
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It was a popular guestion around Washington whther the two men were
talking to each other at that time. I 4id not take that too seriously.
But I do rocall that neither one was here in May of 1940 or thereabouts.
In other words, there wae not mmch continuity in the civilian setup, the
top policy-mzaking setup, for either War or Navy at about the time this
issue arose,

We happen to have a great genius for that. Go back to the first war.
There was almost the same thing in the War Depurtmsnt, as I recall. Mr.
Garrigon resigned under dispute with the President about the ‘draft and Mr,
Baker came iIn, So we seem to have a genius for changing the socretaries
of War and Navy in the face of war. That is’ one of our great traits.

That is partially why we had troubla,

GENERAL ARMSTRONG~ oo e ,

Mr. ‘Hancock, is not one: of the reasons'a’ characteristic of the Ameri-’
' can people? I am Just rodding a- ‘remarkable book by Professor ‘Randall, of
_the University of Illinois, on the 'life of Lincdln. It concerns princi-
pally his war ycars. What I see 1n there is exactly what you brought out
here, and that is that Lincoln's hands were absolutely tied after the
gjquestion of ‘Sumter cam$ up, ‘Even if- he had - had'the pOSSIbility of doing
anything; there was not mich chancé of doing'anj constructive operation
Ak ally Els hands were tied; bocause, 1f he had taken a single actiqn, it
.would have been considered & warlike move .

‘..‘.:.’: [ S N}

L ¢ Tiow, tho pont: Tiwent to:sut to you; Mr. Bk is, are wo Hiot
always: ‘going té ‘face that- unless Wé ‘get more realistic and gay that the

.:muclous,: at all eévents; .of ‘the top civilisn’ agency;-the war,Production

‘Board, or whatever you want to call iU-~should be established in time of
.peacey- Yocauss, If we wailt until the emergbncy to “set up such an agency,
there is always going to be hesitation and people saying, "You cannot. do
1t, becausc it will make our potential enemy say we are teking a warlike
move.“ Now, that, I think is fundamental and T would like to. get Mr.
Hancock's views on the- subject**~-v , . .o

MR, HANCOCK: - = - T

You and I work in cahoots, But let me find a note, I hoped I could
get by without telling the reasons for it, dbut Genersl Armetrong made me
bring it out in the open. :

You may recall one: point that I made. Here is the way it went: T had
spoken flrst of the simplest possible organIZational setup as planned for
war and its nearest possible approach to being in skeleton form, ready for
expansion when and 1f neoeded. This is the reason for, that statement. We
alweys shy away from.-it and hate to face- ‘the’ issue for some reason., If
~we do-not get those things down in a’ ‘skeleton form, then 1t is too drastic
a move and we somehow or other- just cannot swallow a thing like that when
it comes time to do so.

I think also we can fairly say this: I did not say it then; so I em
not critical. But as I look back to the summer of 1940, I think I can
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appreciate & little Bit more the position of the men whd. came in -as sec-
retaries of War and Navy and the under secretaries of War and Navy., I
marvel thoy did as well as thoy did, because this tremendous machine is

a hard job for anybody to understand in a hurry, and the man 1s going to
spend a long timo before he is able to know on whom he can rely or on whom
he should rely in tho organization, That we have done as well as we have
is a great tribute to all concermed. '

I anm partisan, I admit; but I think the war was won by the Armed Serv-
ices and American industry and not by Washington, If I were going to pass
credit around, there is credit to spare all over; but down in my heart I
do not’ believe that the Washington ‘war machine outside of the Services did
anything like its share in bringing about the victory. Others will dis-
agree, I know. Maybe I am partisan, but that is where I think the credit
goes. :

It 1s Just so easy to get things down on blueprints, but I have never
yet seen a blueprint that will turn anything around and make it go anywhere.
It takes;men to do that, That is why I<étrass,men s0 mnCh in my talk.

A STUDENT:

I am not completely satisfied.

MR HANCOCK
That 1is good
A STUDENT:

) General Armstrong said they passed a Selective Service Act, but I do
not see why we could not have declared M-day and the Industrial Mobilization
Plan at the same time

MR. HANCOCK:

I agrece with you. I would Just change a word. I did not catch your
point., I am sorry. Washington did not see it. I have quarreled on Capitol
Hill with everybody in my political party there, the one that adopted me,
because they could not seem to see the point

Back in the summer of 1939, as I recall it, or 1938 they gave the
War Department the pitifully small sum of about eleven million dollars for
educational orders, trying to test out the ‘production of lesading war tools,
and the war abroad was on in 1939. All we could talk about here were the
two extremes, black and whilte--we are or we are not going to war, arguing
whether we would be engulfed in the European war or not be engulfed in it.
Nobody sat down to take the middle course, Nobody had the courage of con-
viction to do it, nobody in the Government They had to see 1t in dblack
or white.

They could not talk preparedness ' in any event. Go back over the
record and, so far as I know, there was nobody trying to differentiate except
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to get on either team, over here or here, right or left, if you will. One
group was determined to get into the war if it could. The other group was
determined to stay out if it could. Preparedness to one group msant going
to war. It did not have to mean going to war at all, and yet there were
perfectly competent men up here in Congress at the time--that is not hind-
sight--w%o were not able to  see the issue 1n ‘that term

:7 it g W had been half as resdurceful as I. see it, in selllng & _pro-
_paredness plan as we vere in- political 1ssues,‘it oould have been sold to
‘ z?the country VGry easily, I- think But I do not know.umv, S i

- I‘A STUDENT -v“._"*’.' Co RS

Mr. Hancock, you bring oub: Colonsl Franklin e point a 1itt1e fur*her-
. In. the First' Wbrid War we: had.a wartime’ draft It was. the first time we

"; }had an honost- to-God draft law thet Vas' really effeqtive early iri the war.
L. This time we- WOrked on 2 @raft Yaw that ‘wag started before-we actually got

_ into the Pighting. - DOeq not thiat Point the way that ve are about ready,
AT we. unfortunately ‘have another world vwer to fight, that we can have in-

'Lfdustrlal mobilization written into the laws of the country prior to get-

:?”ting into the war? Or at least when we start it? I.would Say, prior to
it. Are wo not trending that way now? ‘Can’ we not .develop it to- the .point
that wo can have it? I think that is what Colonel Franklin has" in mind--

'" itthat nov is: the time to start to work on industrial mobilization.m_AJ

MR. HANCOCK

That has been my text right through--let us get going. I think the
time is ripe now. But I am sure if we wait ten years, history ‘will bs’
forgotten by that time. :

RPN

GENERAL ARMSTRONG: | o

I want to say that that is the thesls on which we operate here to-
day. We are not waiting., We propose to get something out: of thig class
that will be rcasonably consgbructive: ahd’ suffic1ently good.to do something
about. it,: beoause 1t is unquestionable that, espeolally in:an atomic age,

, ;we cannot wait.’ we "‘Colonel Franklin, are definitelJ working on that line

of oporatlon.

A STUDENT: e

Is. it not a fact that the reason. the thing happened as it did was .
 becduse the organization of the Armed. Forcés was such that the leaders in
"both forces were line officers.and the first thing they think of is troops?
Is it not a fact that if we had orgenized a little more power-in the ma- .
teriel branches of both services, we could have brought that ‘to the front
a little morc strongly and maybe at the time we talked of industrial orders,
educational orders, we could have:had enough power to-put over an organ-.;
ization that would have carried us on through.  .We would not have been
fighting at the end of these educational orders "for. some.-way to put the
men who got the educational orders into the business? ‘At that time we
still had competitive bidding. A good source. is. established by some means.
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or other, but what dan be :done with that source after 1t is established?
If we had had the backing that the people in the line had with this draft
law, by giving us some central agency that could pass upon changes in
procurement that were obvious at the time, I think we could have had all
our systems of purchase lined up at an early date and could have had a
much more orderly production of the thinge we needed in the war.

MR. HANCOCK:

- . I agree with all.you have said, But the trouble comes back--I say
this out of self-criticism--to the fact that I think our service men gen-
erally tend to insulate themselves from the probleme of industry. I know
very fow officers who would take a day off and go to visit the plants in
the various types of industry. I do not know of anything else that would
be quite so helpful as to get out and get a feel with your fingers of how
‘things are done and why they are done that way. ' -

I think a part of our problem has been this problem of rotation,
Men get thrown into a job in a -hurry in war.” They do the best . they know
how, with little time to think about it, But until this whole field of
logistice planning, to my mind, is put in the hands of--God forbid the
word--carecr men, men who are rigidly screened and competently trained
and held to high performance of duty, there will be no good plans.

¥ always find that for some reasgon power flows to the men who can
‘use it. If the procurement men in the Services, had had the competence
to envision this and had won the confidence of their: services, the results
would havc been different. They made the very best effort. But I am not
sure they made the very best effort to do all that could have been done o
gain confidence, o . :

- And confidence generally comees from competence. The men who know how
to do their jobs are the men given confidence by others. I cannot say
whether that is trve in the Servicé. But pretty generally I know that in
corporation life “he second asuistent vice-presisent, if he has the stuff,
is the boso excep’s for hiis titie on the books. The mar who is compatent
i1s the man who ceu swing things, It is net only a matisr of salesmanship.
It is a matter of just downright hard, fighting knowledge of the stuff.

I think there 1s a lot to be ‘done, partly in the recasting of service
ldeas, along the line of which you speak., I think there has to bc a rec-
ognition that the wartime job is a different kind of Job from the one thet
men would get experience in in the Servicen in reacetine. The procurement
Job of the Services in psacetime is 2 fine traivirg grouad, but it gives
almost no measure of the kind of problem that coxes in war.

A STUDENT:

It scems to me that the biggest problem that faces us is getting the
Industrial Mobilization Plan accepted as a ctatute. Just. backing up for
a2 minutc, granting that it is the job of our Government and that we are
either in a state of peace or in a state of war or in a state of transi-
tion from one to the other, it seems to me that it is more of & coalition
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job with the other departmcnts of Government, and not Just ome that can be
hendled by tho War and Navy Departments. I was wondering if you have any
suggestions as to how wo might best sell this thought to some of the other
departments or other people and the agencies or interests in the country
who are not interosted in minority, selfish interests, but are interested
in the problem as a whole. ' '

MR, HANCOCK:

I hoped you would give me the answer to that. I think the first thing
to do is to find out what you beliove in, after study and examination, if
you like. If you once find what you yourself believe in, you can sell it.
You can scll it if you believe it and have confldonce in it. ‘

I had an intcresting experience a fow. years ‘ago, & new one to.me. I
have appoared before many Senate and House committees on contract eettle-
ment. I belicve if a men goes up there Immersed in the subjéct, -knowing
it as wellias anybody .can kmow it' reasonably; :helwill win by being sincere.
I cannat guarentece i%..-I do.nét know anything c¢lsc in 1life that.cad be
. guerantecd. But I swear we will not win any othsr way, and there is a good
" chance. thet. we will if we try-1t. It is worth the effort, . I lmov if we
""do not try it, we will not win, ceeer e T

. Now, the question is. how we influence other departments, How-do'we
influcnos ‘any’ mén enywhere in’ 1ife?  We influenc s men ordinarily by imow-
ing our-stuff and being straightforward.. I do nut have any aptnoss. in the
field of psychology. T.do-not kméw-about such-tcols. ‘The only tools I
have .to. work with ‘in hy problem are to kmow defir.itively what I want and
why T went 1t and then be straightforward cnough 6 comvince other men’that
that is what they want toc, = The motivé power comes from that. It is team
play,. if you like. It is not solély intellectuzl, It 1s convietion, con-
fidencs. end earnestness. --There aré some men who tan help out on publicity
‘and same_men who can help out on public relations.. - That is out.of my field.
"I do not know anything about it. It is too heavy & tool for me to use and
I would probably cut my own throat if I tried it, :

A STUDENT ;

Bearing in mind what you saild abopt the wave of pacifism after the
last war and the result it had in severely limiting the activities of the
Services, it appears to me that this is the time, i:® we are ever goling to
do it, to educate the public, - From what little I kriow it is my conviction
that if the American public wante something, 1t 1s going to have it that
if we can scll it to the public, we will get. somewhe re. ‘ '

It is a tradition in our Military Services that army and navy officers
do their job and say nothing. But when every other {targe organization in
tho United States uses publicity to the greatest extemt and the Armed Serv-
ices depend on virtue alonc, they usually come out se cond place.

The point I am trying to bring out is, we cannot be propagandiéts;
but it scoms to me that, if the problem is as importatit as 1t is--and I
think most thinking people think it is--it at least dgrserves the: thought
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of some type of publi¢c cducational campaign. I think we have enough facts

to shqw to back it up., I think it is oné of_the things we have never done.

GENERAL ARMSTRONG:

I think, gontlemen, that I should announce to the class that you have
sltting over here on my left flank the Commandant of a new school in the
Army. I think you would be interested in that, Captain, because it is a
school that was started up to train officers in public relations, So at
least you see on the Army side that there is some agreement with your view'
that public relations must be emphasized. :

I am delighted that>General'Palmer is here with us this morning, so
that he has had a chance to-listen to this discussion and hear at least
one important plase of the army and naval activity.

MR, HANCOCK:

I am surprised & bitlthat thefquestion comes up, although it is a

' natural question. But I think if any man in the service were on duty in

Pittsburgh, Cincinnati, Detroit, or where-not, if he wade kmown to a few
friends his interest in any fleld, he would be in demsnd as a public speaker

.at 'a dozen lunch clubs in twenty-four hours., That is not manufactyred

propaganda that we would be Creating in the Services. I am sure that when
I was down here on contract settlement, I turned down four hundred invi-
tations to speak all over the country, I did not ask for them, did not
want them, and did not have enough time for them. But I am sure that if
the men in the Service had an interest in this field and would talk to two
or threc friends, in any city where they have duty, and if they carried
the conviction to the businessmen they could get more audiences than they
could drcam about, because the American public, businessmen perticularly,
love to have luncheon clubs, and they love to be talked to. It is far
more caslily to listen than to read. There is great genius in Amecrica for
orgenizink luncheons and clud dinners, and what not. It does not require
any organized effort to educate people in that field.

A STUDENT:

The only thing the¥e is that the problem is so big that I feel a lot
of officors in tho Navy, and, T imegine, a lot in the Army, do not have
the facts at their finger tips. T certainly think that within the
Services educational material based on the level of the layman and
not of an coxpert along thess lines would be highly effective ag a means
for thosc various officers in putting across logical ideas, I mean, we
have a lot of information, but most of it is on a plane entirely too high
for a Rotarian luncheon or anything like that. I think a certain amount
of that information would bc very valuable. .

MR. HANCOCK:
That is right. All T can say is that, if you get on fire with the

idea, 1t will spread. As I said in New York City, if anybody has confi-
dence in it, it is bound to spread.
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DR. ANDERSON:

- In conncction with that matter of selling industrial mobilization to
the public you probably recall more than anyone else how good the old In-
dustrial Mobilization Plan was., But some of the industrial mobilization
efforts were very much criticized by certain circles, we might say, 1ib-
erals and labor, on the ground -that it represented simply one section of
the community, Are we going to get the support of those people who have
hitherto been hostile and whose support; it seems to me, just coming to
political mathcmatics, is necessary if we axc going to get any adcquate
preparation in tho industrial field?

MR. HANCOCK:

I think your question almosb answers itself. : I think the danger of it
1s that wo gct deterred by the difficulties at the start, I think wo made
elmost no effort, so far as I kinow, the last time to meet the’ criticiem
regarding the Mobilization Plan, We Just blow our horms and then say no
more, I.think we can make a splendid argument in~ support of a rcalistic
answer madc by the Army and the- Navy. - :

I do npt want to. get into the age,old prablcm.about labor.~ It ‘has

~ *'always been a problem for the.men iim the -Services, as’ it 'is today for men

Cin’ industry too.7 But I believe that awell-thought-out plan of dbringing
"men into procurcment with the career 1ldea will get support bettcr -than any-
thing clsc of which I know. ~You cannat jam conbrols-down peoples' throats
and should not. ba able to jam them Gown in.e democracy. ‘But I bclieve ‘you
~c&n gct their’ support iﬁ Advancc Af om kow what you ‘want and - if you ‘have
‘a probram. But. Jou, carnct. go o it a«o scld: labor -abit of philosophy de-
scribed in words tn“t do ;ot have cniﬁeled edges.. Atileast [ think it is
worth tho cfforl: R T T R R

I would like to sec sompbody get to Waohington once: who did not need
any mouey or. votca 'I +Link tliat iz the reasoh: that Mr. Baruch has ‘the
influcnce that he' uas in this country-~that -he 1s boholdsn to 'no one., It
would be a gicat thing 1f sometody could thnink of the interest of Anmerica
alonc dlsregarding pressure geouvs, That is what I had in the back of my
head when I gpole about this budy hers being interested in America alone.
The pressure groups-.are here, hut somebody has to toll the bell some day
on sone prcessure groups, and I would like personally to find the politi-
cian in a democracy who will do -it, - There must bc someone who will do it.

This is'only a plea for straigh+forﬁahﬂ thinking and courage. ‘There
is ncuhing more Important; In my mind, ther having a mebilization plan,
publicly supported; and I think 1t can be dcne if yoa try 1t.

I do nct believe it was tried in the 1ast filve years., "I was not in the
circles trying it; so I do not know. Put sc far as I am aware, attacks
were rudc and we all bensn wondering, "How fast can we get thls out of the
Mobilization Plen?: That was a vart of the whole setup of no continuity of
pO’lw“_ I certainiy do rot bliane the men who had the Jobs to do. But that .
is the state of fasts as I sec them, R . S
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A STUDENT:

: Have you any suggestion on a poacetime proving ground for the men and
the organizations that would be responsible for industrial mobilization
in timo of war? '

MR. HANCOCK-

Yes, I havo, - General Armstrong and I have talked about 1t, at least,
of a proposed course for training under this College, if I got your ques-
tion rightly. .

The Gencral and I were talking somctime ago and we sald, "Let us make
a little survey, a little Gallup poll, of our own. Lct us find out if
industry would welcome men from the Army and the Navy going out to learn
how they do procurement planning, accounting and all the rest,” the whole
field of our work hore., I think we both hoped they would. Wo feared they
might not. I was startled to find the result. So far as I know, the last
time we talked neither of us had talked to a man from industry who was not
enthusiastic about 1t. I think the s¢ore would show that about twenty-
five important executivecs of the twonty-five that I talked to wore enthusie
astic about it. I have beon startled to find how keen they would be to -
know the men in the Service and help to.give them their whole experience.

) Personally, I think it would be a great thing for industry too in
the .event of a war to have a feeling that there are men in the Scrvice in
whom they havo confidence. There is nothing that will make action so fast
and so good in the field of production as to be able to go to someone you
know and get a definitive answer to your problem, I believe that can be
done for the good of the Service and for the good of.the men in the Serv-
ice and inevitably to the good of industry. I am not trying to emphasize

onc any more than tho othexn.

A STUDENT:

Some. of the carly planners that I have talked to have told me some of
thelr experiences, One of the things that they did scem to agree on is -
that they never had any money with which to do anything. They could not
get out and-travel and make contacts with industry the way thoy should. -
They seenecd to be limited on their telephone calls. There just scemed to
be no money avallable. T

Now, there is a tendency probably for that thing to grow agein. I
am wondering wihother the War Department or somebody should not give some
thought to having a larger appropriation gilven to this industrial planning,
80 that the quality of men that you speak about who should be in the or-
ganization will be attracted to it and will not be needled to keep their
- expenses, down and so forth.

MR. HANCOCK:

That is part of the reason you men have jobs. You know, I think back
some years ago to an experience I had in a warehouse in the last war. I
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came down a corridor in this big building and I heard as fine a line of
Irish colored profanity as I evor heard in the Navy. It was directed
toward the men who made this particular chinaware and packed it and who
had the shipping list wrong and all the rest of it. -

I said, "What 1s the trouble?" He repeated to me in shorter words
what he had been swearing about, I seid to him, "Pat, if you ‘would ‘stop
to think about the thing, you and I would not have jobs if there were none
of those troubles.” And that is part of the answer.

Having grown up in a farming country too, I recall so well that the
squeaking wheol gets the most oil. If you are going to bo quict about your
shortages, you are not going to get any oil. You will have to get out and
talk where it will do some good. Things are not sutomatic in this life.

We havc ‘got to éet what we want by talking about them.,

I suggest that you men do not quit on ‘your actions before Congress .
and do not sit back and wait for one man ta carry. the ball for the War De-
partment and the Navy Department You can mobilize a lot of opinion if
Jou know what you want and have the courege to say gso. ‘But you cannot
:get 1t if’ you are held by discipline and the bosses do not do it

I am a bit of an outlaw and I do not mind speaking my own nund on
'problems like this. The War Department ‘may say’ "You are crazy, keep quiet.”
"But’ I am.stlll saying, if you ‘carmot go to Congress, '1f you are stonped by
:.governmental rules from doing that, someone 1s going to “take the responsi-

“pility; but I- do ‘not- believe “the' serV1ce men haVe tried OVOf the years ‘to
do what they oould to present their case.\ ' ,

A STUDENT o

L Mr. HanCOCk you recall that on the basis that ‘the First World Wer vas
;fgoing to be a short war wo merelj broke ‘the ground from the p01nt of view
~of the: Army and Navy on indugtrial moblllzatlon Then, proceeding on the
fact that wo did have some falrly sizable Industrlal orders for this war
“which bfoke the ground for our industrial expansion~-and this has been a
logistic war-~ is it or is it ot true that within the Departments of War
and Navy they have set up logistic agencies which can be developed and ex-
panded to more or less carry on the program and what they need more. then
anything olsc today is the program?

MR. '"HANCOCK:

;. Ido not quite got the content of that questlon I beliocve that the
Services have done a good Job. I still feel, however, that in this field
of plenning what the Services have learned about requirements has been since
February 192, I may be wrong on that, but that is my impression. I think
that becavsc I spent two days down here sweating it out. But when I got
through, I did not carry any conviction to my listeners about it either.

But eix months aftecrward the men in the War Production Board with whom I
had been wrangling for two days and making myself disliked all around said,
"Good God, if wo had listened to you six months ago, we would have ‘been six
months ahead today."
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I do not believe the average officer today--aznd I put myself in that
group~-had any awareness of the need of requirements planning until the
need srose in this war., Here I can tell you of an experience in the last
war. Wc did not know what kind of a war we were going to have, not even
remotely, The biggest Navy plan heard of which I can recall from the time
Bernetorff got his passport in January, 1917, contemplated a Navy of one
hundred thousand men. I could be slightly wrong, but that is about right.
We had done some amateur planning over the years. We had found out what
kinds of supplies--and in what volume--were used by every ship in the
American Navy and the Merchant Marine. Well, Bermetorff got his passport
and-we were certainly at war by April. What to do about it? ,

It looked fairly clear, not too clear, no decision, that the Navy would
have maybe five hundred thousand men, and what to do? We jJust figured we
‘would use twice as much in wartime as in peace and with & Navy five times
as large as proviously planned, we added a zero to our requirements tables.

That is literally what happened. Afterward we got & chance to measure
the rate of flow and knew what we were doing, But, so far as I am aware,
- the needs of requirements plarning broken down into raw materials partic-
ularly were not realized fully by the men and we did not get any aware-
ness on the part of the Servives. What I am really saying is, it is a very
Important proolem. ' ' o

It is also so important ﬁhét the man in the service does not get a
chance to got the best experionce in peacetime and we have to get help from
industry in training and giving experience to the Serv1ce Men,

I believe that industry will go out of its way to further develop the:
work and experience with any man that could be assigned to that kind of
work as a result of theses training courses here. If we can sell this .idea
of spe01allvation ve can gct somewhere. ’ '

A STUDENT

Dld your personal Gallup poll indicate that, if we were able to have
2 statute that would sct up a sxeleton WPB, the kind of men we would want
for the chairman or the members would be willinb to serve in an active
capacity?

MR, HANCOCK:

Tney would not havc to serve 1n an active capacity in the first place.
I think you could work ouvt a plan. I am not trying to find the answer to-
day to these nroblems. I think if you would make a survey of a hundred
men vho were here during the war period in key positions, they could tell
you who the best man for those Jjobs are, I believe you could have them
spend a week or a month a year on getting famillar with the job. You could
not get them to take a full-time Job v ‘ ‘
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: STUDVNT

In connection with the adequate tralning of personnel to handle the
loglstic procurement end of the war emergency, do you not think that with

" this concept of training reserve men who come from industry, men who, for

instance, were executives in the auvtomotive industry, who hdd lived with

“the prlvate automotive 1ndustry over'a long period of years--that for them

to hold reserve commissions is the answer to the procurement problem in
that field so far as the armed services are concerned, rather than to take
Army officers from theéir regular dutiés and ‘send thém out to an automotive

' ‘plant to learn the automotive business.in a matter of three years.or a yeart?

. There you ‘have men who have gpent their whols’ 1ives in industry. The ques-

T tion ie, why was there not a better utilization made of these reserve -

possibilities9 oy el

HANCOCK

I w1ll ag:ee with you that your top operatlng men in procurement in

B tbe field"can be reserve officers, quickly brought in because they know

their business and background. And I also am convinced that, if: you have
thirty or forty reserve officers of -the. most compctent type in the. world

“in theixr own’ field, 1f they do not.have policy men for over-all. dec;sions

on policy, prioe laws, contracting, et cetera, there would be hopeless con-
fusion, T would not propose any less utilization of those men. I would
suggest that because a man knows the steel business or the cement business

ol ortthe banklng business or: any other business does not necessarily qualify
; h1m for a ton JOb herc.'} : :

There is no Job quite so hard as to assay men. There has been no way
to detcrmine those qualities of character that make a man able to carry
the courage of his convictions to his associates. That is the kind of ap-
praisal that has to come from the executives., I do not believe we can ever
wait for this indefinite pool of reserves to be utilized for that kind of

-job; I am not trying to outlaw it. I do not know--but I doubt that you

can pick men out of a pool of reserves, no matter how competent they are,
for the top jobs onn planning and policy. That onght to be the most care-
fully selectod thing thab is dene -- for ths heads of ycur civilian war-
time agencies, your key men.,

 GENERAL ARMSTRONG?

Mr. Hancock I think ‘that -anything more in the way of taking your
time and agking you any more questlons would be an impos1tion.

‘T want to thank ybu, sir. I think you have glven us meny things to
think about. That is what we hoped you would do--give us many interesting
leads,

These students are, unfortunately, still so new here that we have
not had an opportunity to indoctrinate them in the concepts that we now
hold of the functions of this College and of what we should accomplish.
But I do want to take Just a moment to say that we in the Army Industrial
College--and, as I was a part of it for five years, I should say that I,
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like Mr, Hancock, accept sdme respongibility for what went on in the old
days-~in looking back see how perfectly obvious we operated too much in a
military and naval vacuum. ' '

We propose to do something about it. In fact, we have already done a
great deal about it by organizing advisory committees to the Army Industrial
College from many industries, from engineering societies, from the soclal
sciences, from labor. We are not operating down here in any kind of a, as
I say, military and naval vacuunm.

We have with ue this morming Mr. Borchard, who is on the Senate Mili-
~tary Affairs Committee. He has been with us before. We have had neetings
‘and we have them constantly where we have representatives of the State De-
partment, the Department of Commerce and the Interior, all of which have

some measure of responsibility in. this job of industrial mobilization.

We prorose as the years go by to increase the participation in this
College of civilians. I constantly quote the words of Clemenceau when he
sald that war is too important a matter to leave to the generals. The only
difference I would note is, why did he not say something about the admirals?
But we do thoroughly believe that we need people like Mr. Hancock, Troysr
Anderson and all the other civilians that we have closely associated with
us,

I assure you gentlemen that we appreciate the responsibility of this -
Problem~~to build up civilians of influence and intellectual capacity in
this country as advisers and assistants who will cooperate with us on this
teaching job, on this fact-finding job--that we think is elementary for
the Army and Navy Munitions Board on the planning end of it, to bring about
& mobilization plan that is acceptable to liberals, labor, industry and
everybody; and, if it is not, to know why.

Mr. Hencock, I thank you for your fifteenth or twentieth appearance or
whatever it ie at the Army Industrial College, not only on our Board, but
also as a speaker. I want jou to know that we are eternally grateful to
you for presenting the gospel according to Mr. Hancock., I assure you that
thls lecture will be read constantly in the months to come by these gentle-
men; 1t will be a gulde to us in the essential work that we are doing for
our country. Thank you very much,

(19 February 1946--200)
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