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19 January 1946, 

Gentelmen, the speaker this morning is one of the distimguished cit- 
izens • °f the United States to whom the Army and the Navy and the Govern- 
ment in general look from time to time when they need assistance, partlc- 
ul/rly in the field in which this College is interested. Mr. Baruch was 
the outstanding American citizen until recently on whom we could call for 
aid in time of emergency. I Just said to Mr. Hancock that it seemed to 
me that he •was the crown prince, the successor to Mr. Baruch. His answer 
to that was, '"~ell, possibly Mr. Beruch would not l~e that"; but I am sure 
he would. . . . .  

Mr. Hancock, among other things, was a member of theWar Resources 
Board, of which he will have something to say this morning. More recently 
he has been the chairman of a committee of clvilians, admirals and gen- 
erals who have studied the problemsof education in the :field of industrial 
mobilization for the Army and the Navy, working on this committee with 
the Industrial College since last June. Our report is about ready to be 
submitted. 

We In.lthe College are extremely grateful to Mr. Hancock, as the coun- 
try ought to be, for his interest in the business of industrial mobill- 
zation. I think we can safely s~y thatamong the civilians to whomwe 
must look for guidance in this Importantwork the country has no peer to 
compete with Mr. Hancock in the outstandlngpositions today in thlsmat- 
ter of helping us solv e our problems of industrial mobilization, Mr~ .. 
Hancock will tell you •from his long and profound experience what he has 
gone through in this industrial mobilization pl~nnlng and give you some 
pointers as to the work that you have~toaccomplish in the next six months. 

Gentlemen, Mr, Hancock. 

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

I think I am going to follow a routine here which I like. I hope it 
will fit your views. I purposely didnot prepare any talk, but made some 
notes~ I hope I can follow them. 

idea I first want to give you a bit of history. Back in 19~6 we had the 
in this country and elsewhere in the world that we could be the gain- 

ers by lessening naval arrogant particularly. In that year ~e had the 
great naval disarmament qonferenceofthe ~world. There came over here 
from Britain a Lord Riddle,• a great publicist, a man of high standing and 
much in de--rid by the• public. One Sunday mornlng Lord Riddle left Wash- 
ington on the itrain and :sett led ~own ~ 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. He was still in a blt of a glow when the conductor 
came along and asked for his ticket. He went all through his pockets, but 
not a trace of the ticket could he find. The conductor said, "You are 
Lord Riddle, aren't you?" Lord Riddle said, '"fes. How did you know?" 
'~;ell, I say your picture in -the papor this morning, didn't I?" Riddle 
replied, "O.K. You dld." 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," Lord Riddle said, ':I@ma.y be O.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 golng." 
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 flnd that when I start 
to write and rewrite, I take some edges off. I do not mlnd in this matter 

.':. '.•being a little rough, because you are going to take the edges off anyway; 
. .'ahd~If I start taking off edges and you take off some edges too, it will 
• be too soft a product. So I am deliberately trying .to keep in my com- 
ments and appraisals a lltt.~e, roughness. 

.In the First World War I: happened ~to have .charge. of naval suP~p'lY 
purchasing for the Navy Department. I was the ~n on the" War Industries 
Board from the Navy in the Requirements Division. I made i% a hobby, I 
suppose, then, and In the years since then when I was wlthMr. Baruch, 
to work on naval preparedness, s more .than. milltary~-prepar:e~eSSo • . We:-had 

..~.a part in. the Hurley .Board reportiof some' y~ars ": ago, :It ~ prdba1~ly"~s so 
,~: .~ :.:::.: far +:b&0k In '£istdry. tha~/soms of .you. do not erei/!~ow:+~t existed. I i+ 

.< c'h ce to i•9 t, h 4w ;war  ve;r : c l i e r ge", t e- on- 
.:~~-c:Iti~.1:on, :.whi'ch ~~a~ %e a b'it philosophical,, but I think it fs"'reai,"that 

Hegel was wrong when he said, "The only lesson we learn from. history Is 
that we learn no lessons, .Zrom.,hle.to~j.+ '!i ::.I we~l'~ :l~i~'e t~: Chahgell that ~-a 

• " . : ' : - I  t h i n k  I + l e a r n e d : t h a t . . p r ~ t g y .  e i s a r l y : o ~ %  8f: :m2..  ~ e x p e . r t e n c e . ; _ l n , .  t h e  

i : day. 
• .. We had-no dream of . t.he ':slze.ief ::~h~: .~ob •~e ~hhd~'.~o 6o."; Thereiwere•;trage- 
, .61es•in ~he ssg0nd war In that we•.dldn't, isarn:frdm ;~}ie •experlence of the 

. :.:-,:. first war.; ...... 

Now, what should we have learned.from that first war?..What dl.d<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 outline and sdope 0"fwhat I plan to talk 

. : ~ b o u t  t o d a y .  - : ' '~ " 

Coming down from my home: : i n  Scarsd~e. "yesterday-morniug i rode• ~z!th 
Allen Gregg, head of the R0~kefelle~ ~ Foundation. Z was. Carrying a bag. 
and a portfolio, He said, '~Zhere are ~ou:golng, JOhn?": I said, "To 
Washington." '~hat to do?" I told him about this venture today. He said, 

I I  i p  e . . • ' • ' + [ "  " ' . . . . . .  ii~ in medlca ! .terms I Suppose" you are going down" to.perform an au.topsy. 



: i :: • • ~ ~ : !  :"~i. I̧ !:: : ! ¸̧  ~ 

.: : • : : • ,t-; ••, , " ¸ : :. ,• :- • • 

He said, '~Je good medical men"-,and he put himself in that class--"thlnk 
the best way to: learn is to perform an autopsY. " That m~y be true in 
medicine, but I amnot sure it is true in history.: 

One thln~ we learned in the last war certainly might have been put 
in various ways. One m~n said, '~e learned that the elements of War are 
the four M's--men, money, morale and materials." That is easy to remember. 
Other men said, "It is the three M's. It is men, men, men." I s~ress the 
sec6nd 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 war, 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 men to understand and plan for." But the fact is,: we had gone soft in 
both services. I know in the Navy Departmen~ we had gone soft. That is 
retrospect on my part. I did not quite see it then, but c~rtainly it must 
be clear today. : • 

We were afraid 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 
i resp0nsibility clearly lined out by statute or by executive order. Outside 
of the Services that ~-as not th0ughtafmnch in World War I. We were in: 
clined to coast along ~nd 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 were laid 6o~ Clearly; the Services were in full support of the 
civilian a~encies helping in the war effort. 

" : • 

• Also we did not know in World War I for wh~;t 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 superagencles took it over. In the prior war, as 
well asiin this war, there had not been any attempt to find the kind of 
m~u to do the kind of Job that had to be done. We had to go through this 
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 Joint Congressional House and Senate co~ttee, 
public citizens, and service men. But the report was forgotten about by 
the time we came t0 the latest war--a~ost forgotten about. 

Pacifism was rife in this country. It got so far that it invaded the • 
War and Navy Departments. That is a rather broad statement and may not 
seem quite right, but it had gotten here. Here to my mind is the proof: 
The question arose about the oharacter of the war mobilization planning; 
and, in order to avoid public Criticism we stripped those plans down so 
that they woul& tell nothing and give no basis for an attack. Look it up 
in your history and see if that is not true. 
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I am not too critical when I say that. But we: were politically m~nded. 
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 
so as to have public support of our plans. 

I hope the tone in which I say that Is 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, is 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 pr6fessiOn orashamed of the Job' the Armed Services are to do In t~m~. 
of war. :I could not quite say we were a~shamed of .it', but We did not quite 
know what 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 
C~llege sank to a pretty low level, In my mind.: .i." .~ .. 

" i ';'::̀~'. I think I recall the llne from Emerson--I .am:n0 t sure it" ls Emerson 
.. and I am not quite sure of the quotation, but the content is about right-- 

"God grant me the patience to accept those things I I cannot change, the-cour,. 
age to change those which I can, and the wlsdombo :knSw the"difference." 

• I knew that llne years ago, but I am frank to admlt;'that all ofus had the 
patience to accept the things as they were~ and we did no~ attsmpt:~o"change 
them, thoug, h I think they could have been changed. 
':" " ' • "" ' ."" .i" ~i '" ..'. '.;'.." : ," .'.':." . .." .'. 

""- ' :if' you do not know the liUefromJ0h~/son about coura~ge:,i ~; m.~ht' ~ead 
... this int o your memory: "Unless a' man has "that. Vi-rtuej he ~h~s~:no~-~ec~ity 
ii..fo.r ~re~6rving Any other' V~rtue.." . When ! ~iook ba~k ~on ! ~thIs ~:Cb~en~ ~ :T ~de 
.... at'an%..the ~eri0d b~t~een the ~W"ars~ I condemn: my:self" a ~Ch • ~: an~d~! e~e~ ~. 
~ay ~have :had "th~ ~ id@a that 'wa%:"was re~iote, -I 'do "n6t " know wh~%-L ~-b~i~. t~e: ~re s- 

"" •Sure:s ~arotU~d ~s "w~re" :so • gfeat"~that :we: were ~a.li •ilacka'dalsical: ~b:oht • •the:. :~rob- 
lems. , ......... ':: .:. : .:...' 

"%~Ik.~.'.~i~a~ he.~):/•i.n i•:•1939 , @d a • ~.o~9 oZ ~he ~'~ort ~o~ the ~ W~r: ~0urce~ •~ 
• oa.r~ ~0f ~" 0Ct0~~ r. i939; : Tha~" is :the '~Us' .re~rt"which' was" Suppre@sed 
• bY' I t h.e!:.E~e.~utiV ~:'at :%.h@' ~t:iime ,~:: flu fact ~it ~wa-s: O~dere~ !Sup~pr~Ssed ~e~re:: it 

. ~ L~as p.~epare'd, Ti~e :. t~port ~It'S.elf was n:6'~ ~i:sO • fh~oU:s~: BU•t ' the • fa~t •"t~t ' ~% 
~": •was SUppre'~sed<~'.haQ~e:giveh it Some: ndt~'ri•~ty::\'::I 4ill ~eli yod"more about 

that report as ~ go along. ": " " "-:- :" .~i. /~.~.::~ : !~.:.-....:-. :.:::.~ .-. 

' "~ 'J~:%hiS ~erio~ :of uncertainty in both; 6erv~i6~s r@~Ard~n~ whowas 
going :%o: ;remain Secretary 0f:War, Secretary o'f "the ~Navy, Under/SecretarY 
of War~ "and U~der Secretary of the Navy the~:R~rop~:an 'war Started; The War 
Resources Board was appointed inAugust 1939. D~%@ "%hat '~ack in your hls- 
tory now. The men on that board were under no 'lhs%ructions as t~ the time 
for filing their report. There was no sense. of urgency about it at all. 
It was an hour a day, two days a week, klnd of a .JOb, if and when, as you 
p l e a s e .  . . . .  ':~ . • 

Well, ! had been through the last mill, i".thOught; and. I rebelled at 
the idea of our assuming that we could meet tWO days a week every oddweek 
perhaps and do a job. Nobody else outside a few~men in the War and Navy 
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• Departments, so far as I am aware, had any realization of the need of 
moving fast and moving th~r~aghly. But when the issue was raised, of course 
the obvious answer "was to push fast for a report. 

But the report was not any more than an outline as to its obJectlves 
, an~ purposss before the Board was informed that its report would not be 
i released; that thers would be three copies made--one for the President, 
. one for the War Department, and one for the Navy DePartment° ' 

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 bopy made before the final draft was taken Off. It 

~' is 'all past history now. The report had quite wide Circulation in the Serv- 
e' ices,~but the orlglnal Is not handy, so I have reieased my copy. The report 
i will be availabl@ to you if you want It. ' 

~ ,  I do not want to take toomuch t~me to %alkabout the rep0rt and its 
. Contents~but it summarized a lot of experience anti'It •told a 10t~ of things 

that 0ughtl to be done that ~ere n~t done until three' years later. ~ : ' i 

lint us try to be fair at least about this appralsal"of"theLsituatlon 
in Washington in 1939 and 19~0. Mr. Roosevelt was helping the British In 
everYway he could wlthout getting into the wa~. ~' There certainly: is no 
need to review the desire of America. to keep out of the war at that time. 
I am .sure an honest appraisal today would permit 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 ass~ the situation was the same during the 19~2 election too.. 
I do not want any votes, and that is the reason I am frank about it. 

Me n everywhere were afrald to talk preparedness for fear of being 
i 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 

.! 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 
it even if Congress had not provided appropriations. We could have had a • 
year's head start in the •planning of the organizational 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 this over- 
lapping jurisdictional ~ fight for existence during the war. 

On~ day over in the White House executive office--I will not name the 
man, but a gentleman there, an adviser, not a policy men--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 ~hem. 

He happen@d to have on the wall of his room a map of Africa. I said, 
"Well, let us just assume something. Let us run a glider over all of Africa 
now, with thirty men on board; and, as we go along--hit and mlss--we Just 
say to .the men in the plane, 'You go overboard, and where you land you 
are king.' That is a nasty parallel to what was happening in Washington, 

! but it is not too far from being accurate." 

m 5 " 
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Just picture • to-you.rs~,if for a 'minute now' the things we know ab0.ut It. 
If we had landed forty me~by plans~ all over~Africa:.an~, said, "Boys, IyOU 
are king where you land," you W0hld have had forty border wars in f~ve ! • 
minutes, I as sum.e ~. we had the border wars here. " 

The :  w a ~ r s i ~ r e ,  n o t  so  ; ~ m p o r t a n t . ;  ~ b u t  t h e y  a n n o y e ~  m e n ' s  s o u l s .  T h e  
important thlng was that t~y delayed, and out of •̀ that igrew the' other ex- 
treme--the idea oT a one,man war machine. .... 

-We want somebody to be given a~sword 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 those ~things go. We get annoyed over the delays. ~ 
Then we want somebody with~ a swor@ to.'cut somebody down who •will not , .... i 
c o o p e r a t e ,  .. . " . . . . .  : ~-. "' ,'~ 

. . , j .  ' 

. .  .only.  cure I can g i v e  you i s  t o  r = d  the  kin  o f  does  n o t "  
n e e l d  .a: s~¢ord  , t h e  k i n d  o f  ~ n n  p e o p l e  l i k e .  t o  c o o p e r a t e  . w i t h , . . w h o  i s  .so. f a i r -  
minded that his convictlo~'carries confidence to his associates, if you 
cannot find" that kind of man for your war machine, you cannot inl my option, ~ 
hayed 0new,n, war machine in a democracy. " ~ " ~ " 

It is so easy .to start off ~ith the theme~ that an 0rganizati6n Li~ a, ~ 
sort ~f a pianola. We put a record on ~ 'and it plays. Bu.t it does ~ot?work ~ 
that " wa~, i Men have ~ to ~have c0nvictions uarried in their minds befo.re ~ t~e~ ~ 
c a n " p e l r ~ o r . m  o n  t h e  j o b ,  . . . .  " ' .  . . . . .  • • , : . . . .  i i  ~ , .  '~ " :~-~'" 

, ~ s o m a t h i n g '  c & n i b e  d o n e  b y  d i s d i p l i n e . ,  i n  t h e  A r m y . a n d  t h e  ~ N a v y i  i n ~ . w a r i  "i~ 
b u t  I d 9. n o t ~ ~ e l ' ~ e V e  ~e Can make ~ i t  w6rk~< i n  t h e u n d i s c l p l i n e d  f i e l d . '  b f : ' p ' r i =  
vate initiative. ' I .would- not'say that, nothing can be : done,.:but in the en~ 
the motive •power comes from the free will of free men and does no% come •. 
from discipline. I ? am ta.~in~j, d~f. dour~e,., ~bOu~: the: r..slations of. industry 
to. this war machine, You .will .have ~ 'chan-ce,~,~I ,am .sure, to r@view t~e 
~ltltude of kinds of •setups we had Jin the War Production Board, &nd' ItS ' " 
predecessors alone during this war. ~.~ .~  ~" ' " ~ : :  " . .  i. I . . . , ~  . . ' ,  i 

We were trying to change" orgahiza~io:~s ~and. their f~nc~ion s so as to 
get ~rid of inefficiency but it could not be ~done. If we do not have •faith • 
in one Ean, 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 assttme ,it. is going to be a 
pianola and play itself. It will not work that way.. ~ 

Then, after we got all the agencies set up, we got lots of debates 
and little of action. Then Mr. By,nee was appointed to 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- 
atlon of the ~n. .. 

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 has to have the information flowing up to him on which to 
make a Judgment in advance, so as to prevent friction points •from devel- 
oplng, rather than to try to cure them after they have torn the Nation to 



pieces. That was not the concept here. It was the best • that could be done, 
and Mr. Byrnes 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 so fond of hlm. 
Thls 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 
a~mlnlstrative law,in thls country. I hope none of you have had to live• 
with it too ~mch. I have, and it is not too pleasant a tool with which 
tollve, But the assumption is that under a~mlnlstrative law the, Congress 
Is not wise enough to prohibit • wrong acts; and therefoze the Congress ap-. 
points somebody to decide In hls own wisdom what is wrong. Now, that theme 
has been growing in Europe markedly and here•for the last twenty years. 
It Is the basis of a great deal of our governmental machinery in Washington. 
Thattheme of a0~Inlstrative law seems to have crept over; into the plans 
for military mobillzat ion. 

The assumption seems to be somehow that when a statute is passed and 
a 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 ~gencies 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 pleased to flnd so many senior officers here who have • had ex- 
perience in the field ~ud have seen these problems. If ~ou do not get it 
done this time, I would llke to take you out and shoot you all, because I 
swear to you that this is the greatest chance we have had, with two fail- 
ures fresh in mind--I do not mean military failures, but two organizational 
failures an~ materiel delaFs. 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 s~rlze some o~ the needs that I see today° My 
trouble ordinarily Is that I Just turn the tap an~ can keep on talklng.for 
months. You do not have the endurance and I do not have the courage to 
stay that long. But I would llke 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 llke to have you think of these. Then, as .Ge~neral Armstrong may plan, 
I would be very willing to answer any questions that are asked after the 
session is over. That will glve me a chance to make my talk shorter if I 
talk of the things I am interested In, and glve you a chance to ask.ques- 
tions on some things that you are interested in after I have finished. But 

,~ I am working toward the close as fast as i know how./~ 

/ The first thing that I see that ought 't~ be; done is to make an ap. 
pra$sal of the flaws in the assignment of duties and responsibilities to 
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each civilian organization, in other words, the scope and the policy, We 
ought to head toward the simplest possible organizational setup as planned 
for war.and its nearest possible approach to being in skeleton form, ready 
for.~xpans:i0n" in t'.~ ~0f war, 'or in time .of need, if you wish, Men must 
know where authority lles • and where decisions. ~ are to lbe made. " " ~ "! 

; ." 

There ough t to be a Current selection of personne~i available for and 
competent to do the key Job~. I rather assume from some jobs I have been 
called on to do that there are no such files as that in Washington ~ .t0d~y. 
And yet Washington's Job is men, the three M's--men, men, men. Yet we are 
trying to find men .t:o-~staff General Lucius Clay's organization in Europe 
and for General MacArthur in Japan, and we have nobody in Washington w'ith 
a recozd of thoSe who might be available, and also competent.. I think 
that ought t0. be0ne ~:of the Job's. General Armstrong and I have talked a- 
bQut that prevlously and I know he has it in mind. ~ 

. i Next there ought to be ~an understanding of the ikmctions of all war- 
tfm~ a~ncies to be established Intime of war; and that understanding 
ought to be in the minds of all sudh,~eople in government and industry and 
in the services. But the next:tlme put it into the statute and do not 
make it subJec~ to political pressure groups and amateurs in organlzati0n 
matters, who do not know the~ services or the service needs or the war 
mobilization program. Let us not fiddle around for a year or two if a 
next war. comes. Let: us not fiddle around with the uncertainty we had this 
%~me, because nobody knew where we were going and there~was nobody Who 
could te~i them. ~ ~ " . ~ 

. , . , , . 

Then for you men in the Army and the Navy I counsel you to build your: 
peaoetime, organization, particularly on all aspects of procurement, to 
parallel the civilianwar machine, which in turn ought to parallel as 
best it canthe 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 g0vern~nt. There has to be, I am convinced, more 
down to earth specialization on this Job of procurement. I take tho.t all 
through the field, the whole field, from requirements to the last ditch'- 
transportation . , . . . .  

I doubt very much ~ if the men in the Navy I have known, and the men 
in the Arm~ that I have known, have a chance to get experience through 
their fln~rs and hands as a part of their lives, except in a class room, 
to get experienue with handling problems of log~atics in general. I am 
reasonhbly ,~u~re th.ey are never going to get it, a¢iess that is made a 
special f~.~tion of the Services. Even then it '~zill not work unless the 
Services change their views. 

The men who saw 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 bymen 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 sea in ships"--and now I am going 
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to add--"and they that go forthwith troops"--"they shall share and share 
alike." Until that principle is recognlzed--that logistics work is im- 
portant and tremendously important in wartime, yOU are not going to at- 
tract the klnd of men you need. 

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. Neither experience is 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 goneral philosophy. I have always seen that~he 
happy ship is thetaut ship; and I have seen that the happy organization 
in industry is the organization where the people can see an active Job 
three• years ahead. I would prophesy for you men that youhave a happy 
life ahead of YOU, because this is the kind of Job that is always going 
to be in process of being done an& never be dane. 

• I would not want to assume that l hay0 give:dyou a life-t~ Job; 
but I can say out of my forty-odd years of experience since college days 
that I 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 conceive 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 totalk to you, be- 
cause I do not know anywhere else in America where I can find as large a 
gr0up~ofmen with one undivided'loyalty..a loyalty to the entire United 
States. I thank you. ', . 

GENERAL ARMSTRONG: 

~hank you, Mr. Hancock, for that magnificent talk. 

Mr. Hancock has emphasized the importance of men in theorganization. 
I want t ° put a first question to him concerning the or6~nizational set- 
up that was provided in the 1939 Industrial Mobilization Plan and to get 
his opinion as to its effectiveness in carrying out the missionof In- 
dustrial mobilization. Could you answer that question? 

MR. HANCOCK: 

The plan that was set out in the Mobilization Plan was not followed. 
Ifit 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 

/i had no idea of what the service men and industry men know as llne and 
staff organization. That is the basic thing that broke 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 s~y, through the 

• whole war pla~ing. There was confusion about whether the controls should 
' cut across material and all functions relating to it or whether the func- 
"tions should • cut across all materials. There was no ~eclsion as to who 
was the boss; and, still less, a decision as to picking a man who was com- 
petent to be the boss~ 

R 

• ~ Tha~ i~ ,hot said. to be .critical. Th e. prqblem cannot be avoided in ~ar- 
tim.e~: you o an avoid, a.!ot but ino~ a ,~I.. The men who have• worked with or- 
ganization problems can see it as plainly as can be. But those men we~'e 
not in favor politically or politically acceptable to Washington 'during 
the period, let .u.s say, 1938~ ~an~. :1939', ~ and until thel end of the war. ~ 

• " • : : . ;  • •  . :  . . . .  . • . ! . • • . !  . . .  . . ~ . 

: :"~'~Any questio{qs, .gentlemen' -: . i ' .i~:"i. : • : i . : :  .: : / ' : : ' : ~  : " " ~': " " " ~ 

DR. ANDERSON : . . . . . ~  ...: - . .~ .: : : i. : '  :~,:., 

: Mr. Hancock, In wh~t .way did~the ' report of the War:Resources Boar@ 
differ from the. Industrial MobIZizatien Plan of"i939? .... :./ '~ ~ 

• ? • .  • 

It was no.t markedly different • .from the mobilization plan as drawn by 
the Services. But the plan adopted by the Government was different from 
"~ither. 

DR. A~Y)EESON: 

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

MR. KANCOCK: , 

V e r y  l i t t l e ,  sO f a r  a s  I c a n  r e c a l l ,  t h e r e  w a s  a d e f i n i t i o n  a s  t o  t h e  
k i n d s  o f  a g e n c i e s  n e e d e d ,  w h e t h e r  " i n s i d e  t h e  War  P r o d u c t i o n  B o a r d  o r  o u t -  
s i d e .  The  t h i n g  we w e r e  a l l  f i g h t i n g  f o r  w as  t h e  s i m p l e s t  p o s s i b l e  k i n d  o f  
o r g a n i z a t i o n ,  s e t  u p  f i r s t ,  o f  a l l  o n  m a t e r i e l  l i n e s  f o l l o w i n g  t h e  p a t t e r n  
o f  i n d u s t r y  a n d  b a c k e d  u p  b y  t h e  w a r  p r o d u c e r s .  

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 sho~n'one thlng~ 
The ~ Services use the tools that industry has produ6ed, which the Services 
he~ped to produce or to design in large part; but I think we in the Serv- 
ices were inclined to mln~m~ze the importance of building our organization 
around the e.xlsting groups, the men who produced the w~ : tools. I think 
that concept i.s going, to attract a little more Interes~ ° 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 suggestyou 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 STUDE~ : 

Mr. Hancock, you stressed the importance of the procurement Job 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 civillan government agency which functions 
in ~ime of peace as well as war? 

MR. HANCOCK: 

No, I would, not. I would cover the whole problem of requirements, 
procurement, transportation, storage and issue. I would stress this point, 
I think, to come back a blt: There is no term that is clear in mym~nd as 
tothe scope of procurement. I dellberatelythrew out one word too-,In 
the hops of being all-inclusive--loglstics. 

I think by the t~methat the officers, generalizing now, get to be 
around thlrty-five, or forty and have shown a capacity In thls field , they 
.ought to be ~ralned for it. They should not be rotating afterward.. They 
ought, to be encouragedto do that klnd 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 aspect, do ! favor it being done by civilians in 
peacetime, well, that has been attempted. I do not want to appraise it. 
You canmake 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 Civil service job in Washington. Outside of the British Government, so 
far as I laaow, there is no allurement In that kind of Job anywhere. I sug- 
gest, with all deference to Capitol Hill, that, if the pay Is more attrac- 
tive, we may assume you will get better men; but I suggest you m~y get 
more "lame ducks." That has been the way it has worked in my forty years 
of observation. 

So I come back to saying, get the key man, I do not care where. I 
do not believe W e can build up a civilian agency that can do the bu~Ing 
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 do 
on the average h better Job, even If they have not been trained for the Job, 
than the kind of civilians yo u ordinarily get, with a very few exceptions. 
But I am sure, so far as my observation goes and what has happened In my 
lifetime, ths service men, if reasonably well picked for the Job, even with 

; not much training, can do a better Job then the civilian agencies in peace- 
time and.will afford a nucleus for an expanded organization 'in wartime. 



• D o . n o t f 0 r g o t  t h a  t t h e  m ~ n ! ~ h ~ : h ~ r ~ ' ~ - d o ~ g  t h e : b u y i n g - a n d  d o t n g  t t ~ e  ! : ~ 
p l a n n i n g  must havs-the;:confidenc@' u~:~e-m~n~:Who , are u~Ing the' tdols of ~: 
w a r j  If you do n6t..havs.~that, - ~ ~ . . . .  ~ ~ " : ' " ~  you ~avs nothing. That ~is a strong state- i 
ment, but that is deoldedly so. Wherever a procuremsnt organization does" 
not have the confidence of the men who are using the things they proc.ure, 
I do not care how good a Job they do, they will not accomplish the"need_ed 
result. War is won by teamwork and by confidence, I think, .more than by 
any oth'er thing,. Wlth the possible @xoepti0nof morale, if you will. 

-. I have a second question. Howdo 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 s~m~!~r? " ' 

M R . . H A N C O C K :  " " ' . . 
• : . ~ , ~ . .  ~ - .  . : :  .!. : . : ~  . . . .  • . .~ . . : .  . . : .  , . .  

: " S u r e ;  y o u  h a v e  t o  h a v e  a c i ~ i Z i a n  w a r  a g e n c y .  • S o  f a r  a s I  ~ n o w % : % t  "~ 
never can be" d6ne inside the .se.rvic~.. -Pro~urement :has to .be coord~uats:d, i 

I think, however, that that argument about .competition i.s a .pretty 
well-phrase~ screen.. When We: lo0k ~t: the b~slc"conc~pts"of .gr0up' pur- 
chasing~-T am~fi0.t Saylng 'theF are~a!~ay~'::carrTed , "out ~ow,"because I know 

t p f e y :  ' a r e  . ~ 6 t ~ w e .  s e e . : . " t ] i ~ t  t l i e r e '  ~ s  ~ : . t i m e  ~up"~to ~ h l c h  : c o m p e t i t i v e  b i d d . ' i n g ,  i 
: w i l - l " . ~ e . r v e  adequatelyand' fai~rly ' f 0 r  ~a:li c0ncerned. T h e  thing iS to. have 
s0mebody ~ho has the ;Judoment abe the"'understanding"to be able ~t0.1 say at ;~ 
what time it does not serve the need. Any mlstakes:that are made are pretty 
well washed out by any ordinary war tax law if renegotlation, does not get 
them first. " ~ .. ! . z  • ",: .: . . . .  : .  ' . . .  .... ' ~.  " 

-No~, the whole dlfflC~1_ty"in-~hat"fi'eld.0f sUper'layers of power af-" 
fecting prices is that, when you try to cover up mistakes made bY the"pro:~: 
curement men. on prices , you .guarantee that we are. going to ha.ve .bad buying. 
l-could not create a m6re" effective plan "if ! were"trying to make procure- 
ment .men, let ~ us s~y,a bit careless abotrt the :prices"they pay for.goods " 
when they ]mow they have .tw0 screens taking care of the problem after it 
gets by thcm. One is the renegotiat:lon board and the other the ~ tax law. " 

I thir~k some preliminary work .has to be done somewhere, maybe here, 
to decide ~hat is the basis of a fair tax law and what is the basis of a 
fair profit in wartime agencies in awarding wartime contracts. Until some 
basic concepts of that klnd have been cleared up and put Into the Statutes., 
you are going to have a lot of confusion in the field. .Many men will ~ err 
too far on the side of private industry. Many wlll 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 s~nall for it. But I do not know where 
it is ~ yet. I do not want to see profits so curtailed as to involve losing 
a ~r.' ' I am not. for big profits either. ~ ~I would give industry t~e 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 go. 

A S T U D E I ~  : 

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 sucoess-at all to do Just 
that? • ~ you recall what the difficulties were t~mt they encountered? 

HA *CK: • 

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

First, basically, America does not like to think of war. But it takes 
a fixity of p~r+pose and ~it 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 h+aven in a. single bound. All I can do is 
to •give • you+ the direction:and get .you on the beam so far as I can in that 
direction~ 

I do not recall the difficulties beyond those and the fact primarily 
that nobody made i~t his business to do it. It was everybody's business 
literally, and that meant it was nobody's business. There were no crusaders 
for the idea of getting this done after 1924, as I recall it. I believe 
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 matters and problems of llfe. It is going 
to take somebody to be a crusader. I th~k 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 
sit andwondor whether you can do it. 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 avoid it next time? • 

MR. HANCOCK: 

I do not know. I am trying to find an answer to that one. I do not 
know why it happened the first time, let alone how to avoid it the next 
t~me. But I will try to sketch f~r you a little bit of the background of 
it. 

I think you will recall that Secretary of War Woo&ring was in Panama 
when Under Secretary Louis Johnson and Acting Secretary Edison of the Navy 
at that time wanted a war resources board. Woodring came back from Pe~m~ 
and said, "There will be no war resources board inmy department." 
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It was a popular question around Wa~shlngton:w~ther the two men were 
talking to each other at that time. I did not take that too seriously. 
But I do recall that neither one was here in May of-1940 or thereabouts. 
In other words, there was not much continuity in the clvilia~ setup, the 
top pollcy-N~klng setup, .for either War or Navy at about the time this 
issue:~ ar0se. ..... 

We happen to have a great -~nlus for that. Go .back to the first war. 
There was almost the same thing In the War Del~rtmsnt, as I recall. Mr. 
Garrison resigned under dispute wlth the President about the draft and Mr. 
Baker came in. So we seem to have a genius for c~glng the secretaries 
of War and Navy in the face of war. 'That is one of~0ur grea~ traits. 
That is partially why we had troubla. ' 

• • . . - :  . f 

GENERAL ARMSTRONG: 

Mr~ Hancock, Is not one of.the.reasons'a characteristic of the Ameri- 
can people? I am Just readlng a!~rkabie bo0k/by Prefessor/~afi~li, 'of 
the University of ~ lllinOi~, on the ~'l~fe of LindOin. ~It concerns jprlnci.- 
pally his war years. What I see Ln there is exactly what you "br0~ght-out 
here, and ;that is that Lincoln's hands were absolutely tied after.the 

 .::qu st±on  of,s  or aoi  
a n y t h i n g , -  t h e ~ e " ; ~ a s  n o t  ~ e h  . c h ~ , n c ~ : b f  U d 6 1 n g  L a n ~  c o n s t r u c t i v e  o p e . r . a . t ~ o n  

• :..~ .[: ~a~ . a l l ,  -H~s: han~@'  w e r e :  ' . t . t e ~ ;  I ~ e c ' a u . ~ , '  l~~- 'he ! . h ~ d " t a k e ~ n ~  s " i n g l e  : a c ~ l o ~  ~ I~ 
: w o u i ~ .  h a v e  . b e e n  ; c o n s i d e r e d  ;a' : w a r t i m e . .  m o ~ e ~  ~ :" -~  : ~ : ~ " ": .~. " '~ .. ': .... " :~ .... ... 

:~" .~ay~,.;go!ing ,to :face. t~at'-.. ~n..~ s~ .we '~ t ~ more-' ~e~li'~t ±~: ~d say that the.. 
. •.•..:i.nuc,~eus;~ at all, even.t~.;' :of. ;t~e. ~ ?-tdp clvili~.:.a~ncy£.,t~e war • ProaucZ~onl ; 

:Bo.~rd: ,  . o r ; w h a t e v e r  ;~ou." whnt , t ~  o a i ' l - : ~ g & , s h ~ u l d " b e '  " e s ~ a b l i s h e d  ~ n  '6~me:of 
. ...~eace,:. ~bcaus~~ • If. we wa,~l~ ;un~ii: the: ~rgeh~y"tO ':set up: such ~n agency, 

there is always going to be hesltatlon and people saying, "You cannot; do 
it, because it will make our potential enemy say we are taking a warlike 
move." Now, t~t, I think is fundamental~ and I would like to. get Mr. 
Ha~cock~':s-:views. o n  the : s u b ~ e c t : j . . :  . . . . . . . . . . . .  - " . . . . .  ' ''~: : 

• • " " " i " • ' 
" "  / - .  ' . .  ~ : • . . :  . . : .  

MR.  H A N C O C K "  . ' .  . . , . " ! ' : . . . "  :.:-.- , . . . . : .  .. - . .  . ' : : . . •  i ... :: 
,,~ !.~:..- • .., , .. .-.. .. . 

You an~ I work in cahoots. But let me find a note. I .hoped I could 
get by without telling the reasons for it, but General.Armstrong made'm~ 
bring it out in the open. 

Youmay recall one: point that I made. :Here .is the.way it went:" i had 
spoken first of the simplest possible Organizational setUp as planned for 
war and its nearest possible approach to being in skeleton fo~m, ready for 
expansion when and if needed. This is the reason for. that statement. We 
always shy awayl from.it and hate 't6 f~ce! the i Issue~ :f0r some reason. If. 

• we: do.not get those things down In:"a-':skeletonfe~.~'t;hen i~.Is toe drastic 
a move and we somehow or other .Just ~c~nnot ' swallow. ~ ~t.hing' like ' that when 
it comes time to do .so. .  . . . . . . .  ' ' ~ • ' " . . . .  " . . . .  . . . . . . . . . .  

I think also we can fairly say this: I dld not say it then; so I am 
not critical. But as i look back to the summer of 19~0, I think I can 
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appreciate a little Bit more the position of the men who came in as sec- 
retarles of War and Navy and the under secretaries of War and Navy.~ I 
marvel ~hey did as well as they did, because this tremendous machine is 
a hard Job for anybody to understand in a hurry, and the man is going to 
spend a long time before he is able to know on whom he can rely or on whom 
he should rely in the organization. That we have done as well as we hays 
is a graat tribute to all concerned. ~ 

I am 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 ~ar 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 
gee s. 

It is 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 stress men so much in my talk. 

A STUDE~T: 

I am not completely satisfied. 

MR. HANCOCK: 

is good. 

A S UnE : 

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 agree with you. I woul& Just change a word. I did not catch your 
point. I am sorry. Washington did not see it. I have quarreled on, Capltol 
Hill with evol~jbod~ in n%y political party there, the one that adopted me, 
because they could not seem to see 'the point. 

Back in the m!mmer 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 leading war tools, 
and the war abroad was on in 1939~ All we could talk about here were the 
two extremes, black and white--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 ta see it in black 
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 



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 ~oup was 
determined to stay out if it could. Preparedness to one group meant 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 tlme--that is not hind- 
sight--who wer~ ~ot ~ble t~see the issueIn that term. 

' "~ . .... " .~... we, -had been hs.lf as~.l~ac~irceful', as l.see it, in selling. .a. pre- 
" pare~ness.-plan as we were in..po3dtlCa~ Issues,'~ it could have ~been sold to 

m ooo , you. ou  Oo onei 
..~ ~. In.. tho.~ First" ~6rrd War we; haa.a Wa~t.lme: :~af~.L~" It was. the- T~rst tlm~ we 

• """• i i:.hld, an honost-t~LGod:•di~aft'.' law ~that•••~a~ '• ~ea'~:..effe•~tlve @ariy~.~ t.he war, 
: : :.i: ~iThisi~%~- ~ :wo~Sd onis. ~ft..l~r~'that iWas"iStar.tedi~,befo.r~-~e '-~ ~6~%ually got 

• i .,  int • a out• r ao, 

: :. :i!f '~W.~: unfoztuna~ly "h.avel ~oth~r .~or:~ war :to fight, that we can' ha~ In- 
• .i :. idustria.l-~obillzatf0n written into the laws of the country prlor to get- 
....... ting into the war? Or at least when we start it ~ I.woula ~ay,:prlor to 

it. i~-e we not trendiug that .way now? ::Canwe .not develop It-%othe~.~polnt 
that ~we can have :~t? :i think ~that is ':what Colonel Franklin has ~: in mind-- 
..that now is the~%:ime:to s~art, to work on Industrial mobilization. 

m c0c - .... 

That has been my text right thr~u~-~iiet US get going. I think..the 
time is ripe now. But I am sure if we wait ten years, hist0~y'•w~ll %@' 
forgotten by that tlme. 

GENEP~L AR~&%~/RONG: 
:":i"iTS ~I:: ~. 

I want to say that that is the thesis on which we operate here to- 
day. %,.;e are not waiting. We propose to g.et something :ou~. 6~ thls ' class 
that will be. reasonably. ~0ns~ruc~i~e~::ahd~.'s~f.fi'cie, nt/:y.good..'.t0 :d0 s dmething 
about ~ it.~ : :b~ caus.e .~ lit .is ttuquc s:tionab'lO'. that, e spe c i~l!y in. ~an atomic age, 
we~ cannot[_~ait." "We , Col0nel Franklin, are definitely working on that llne 

• " " of 0poration. 

A STUDENT : • • 

Is: it not a ~ fact that the reason the thing happened as it did was ~ 
because the or~anizatlon of the Armed:Forc~s~Was such that the leaders in 
both forces were line offlcers.:and the first thing they think of is troops? 
Is it not a fact that if we had organized a little more powcr-ln the ma- 
teriel branches of both so,riches,: we c0ul@~have brought that~to the f.roat 
a little more strongly and maybe ~t th~ time we ta!ke.d of ladustrial~.0raers, 
educational Orders, we could have: ~ had ' enough powe r to-~ut~-ovdr an or~n~ .~ 
Ization that: woul~ have carried us on through.~ ~,. wo.ula ~n~t ~ have ~.een. ' • .. 
fighting at the end of these educational orderS'for: .so me~way tO put the ~. 
men who got the educa%i0nal orders into the businass?..At ,that time we 
still had competitlvs bidding. A good source, is established by some means 
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/ i ~ / ~  I ~ ~i~ r ~ . ~ 

or other, but what &an be ~done With that source after it is establi'shed? 
If we had had the backing thatthe people in the line had with this draft 
law, by giving us somecentral 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 ha~ a 
much more orderly production of the things we needed inthe war. 

MR. HANCOCK: 

I agree with all.~you have said. But the trouble comes back-°I say 
this out of self, criticismo~to the fact that I think our service me.n gen- 
erally tend to insulate, themselves from the problems of. industry. I know 
very few officers whowould 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. 
MQn get thrown into a Jo~ in a.hurry in war.' They do the best they know 
how, with little time to think about it,; .BUt un~Jil this whole field of 
logistics planning, to my mind, is put in the hande of--God forbid the 
word--career men, men who are rigidly screened and competently trained 
and held to high performance of duty, there will be no good plans. 

i 

I always find that for some reason power flows to the men who can 
.use it. If the procurement men in the Services, had had the competence 
to envision this and hadwon the confidence of their~ services., the results 
would have been different. They made the very best effort. But I am not 
~ure they made the very best effort to do all that could have been done to 
gain confidence. • 

And confi&ence generally comes from competence. The men who know how 
to do their jobs are the: men given confidence by others. I cannot say 
whether that is t-~e in the Service. But pretty generally I know that in 
corporation life ';ho second as~Jist~nt vico~-presi~.~nt, if he has the stuff, 

~nu boss excewt for :~7~s tltl.e on the bo~.ks. The man ~..zho is competent 
is thQ man who ca~..~, swin~.~ thi:%~ It is no- only a matter of sale sny~ship. 
It is a matter of .Just .downright hard, fighting knowledge of the stuff. 

I think there is a lot to be "done, partly in the recasting of service 
ideas, along the line of which you s~eak. I think there has to be a rec- 
ognition that the wartime Job is a different kind of Job from the one that 
men would get experienc~e in in the Servico~l in peaceti~ue. The procurement 
job of the Services inl p~acetlme is a fin~ traiz.Jg gr::~]~nd 3 but it gives 
almost no m~asure of the kind of problem t~t comes in ~.~ar. 

It seems to me that the biggest problem that faces us is getting the 
Industrial Mobilization Plan accepted as a statute. Just backing up for 
a minute, granting that it is the Job of our Government and that we are 
either i~ a state of peace or in a state of war or in a state of transi- 
tlen ~~rom one to the other, it seems to me that it is more of a coalition 
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Job with the other depart:~cnts of Government, and not Just cue that can be 
handled by the War and Navy Dep~rtments0 I was wondering if you have any 
• suggestions as to. how we might best sell thls thought to some of the other 
departments or other people and the agencies or interests in the country 
who are not interested in minority, selfish interests, but are interested 
in the problem cs a whole. 

MR. HANCOCK: 

I hoped you would glve me the answer to that. ~ I thJnk the first thing 
to do is to find out wh~t you believe in, after study and examination, If 
you llke, If you once find what you yourself believe In, you can sell it. 
You can sell it If you believe it and have confld.ence ~ it, 

I had an into.restlng experience a few. xear~.:ago, anew one to.me. I 
have a~rpoar~d befo~r~ many Senate and House c.omm1~t~ees on contract "settle- 
ment. I! believe If .a man.goes ~p: ~here. imm.erse'd .:~n: ~he subJ&ct,....know!ng 
it as well:~aS anybody.can know. it' ~sonab~y~ :.he..". Will wln by. being.~sinc ere. 
I canno't gUarantee ' it/. ;I d~ n~t:know~an~ing e:~se in ~l!.fe that..can be 
guaran.~ed..;. Bdt I swear we .wl:l!n6t win any.o~h'~ Way, and there Is a good 

" 'chance.that:W~:~.rill if we try:It, ~t:isworth t~e effort..I know If we 
..,:,;.. . . . . . . .  . , . . ., .. ... . .. ,. . ';'.!". 

do not try it, we wlll not win. .. ,...!....~:~ :~ . ~.: .-": • 

.No~.,...the que Stio~ is. how. we :inf.-lUence..othe r-.. de partment s ~ ..How d.c. w 
.i~fiuc.n.c.~ any: men ~Ywh~re in: li.f~? : Wei'inf.iue~c 3 mbnordlnarlly by..;know- 
'~g ou~.stuff 'and: :be ip~g stralgh.tfo~war~",. /I do r~t .hAve" any aptness, in: %he 
field ~f~:.psycho!Og~/i Iii~ol, not.kn~w-ab~ht S.uch.~.t¢..ols. '~The only tools .I 
haw ..to..work:with :in ~ •problem are ' t0 ~kn0w 'de flz.ltlvel~., what I want and 
why ~iw~on~ ~ It .and then be straightforward enpugh., to .conVince other men that 
that is what they want .too:. Th~~m0t!?e.~..p0wer -coz.~s from that. It is team 
play.,:: i~ you llke. I.t !s.not::solely.-intellectual, It: is conviction,, c0n- 
fld~n.c. @ and earnestnes.s~. :iThere :are sOme men :who ' ~m~n. help Out on publicity 
and .some menwho can he.lPlout onpublic relations;. That is Out,of my field. 
~Ido not know -a~3rthlng about it. It is too heavy a tool for me to use and 
i. wo:uld probably cut my own throat if I tried it. . 

A STUDENT : 
.... • .:, .! 

" Bearing-in mind what you said abop.t the wave ~f paclfis~ 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•golngto 
do it, to educate the public.-From what littl~-.-Y kz:ow it is my conviction 
that if the American public wants something, it Is ~oing to have it; that 
if we can sell it to the public, we will get:somcwhe re. 

It is a tradition in our Military Services that army and ~avy officers 
do their • job and s.ay nothing. But when every other I~arge org~laizatlon in 
the United States uses publicity to the greatest extg,nt and the Armed Serv- 
ices depend on virtue alone, they usually come out second place. 

The point I am trying to bring out is, we cannot be propagandlstsj 
but it seems to me that, if the problem is as Importat~t as it is,-and I 
think most thinking people think It is--it at least d~serves .the~ thought 

; . ' . ;'~. ". . , ..-..~.~ : : • 

• . .  • . . ~ ,! "~' .. . 

;:':' ,. '.: .... .... : ~.. • .~, 
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of some type of public educational campaign. I think we have enough facts 
to sh0~ to back it up. I think it is one of the things we have never done. 

GENERAL ARMSTRONG: 

I think , gentlemen, that I should announce to the class that you have 
sitting over here on m~ ~ 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 i 
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 
tha t he has had a chance to-listen to this discussion and hoar at least 
one important phase of the army and naval activity. 

MR. K~mCOCK: 

I am surprised ~ blt that the question comes up, although it is a 
natural question~ But I think if any man in the service were on duty In 
Pittsburgh, Cincinnati, Detrolt, or where-not, if he made known to a few 
friends his interest in any field, he would be in demand as a public speaker 
at a dozen lunch clubs in twenty-four hours: T~t Is not ~nufactured • 
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 t line 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 three 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 dream about, because the American public, businessmen particularly, 
love to have ~ luncheon clubs, and they love to be talked to. It is far 
more easily to listen than to read. There is great genius in America for 
organizin~ luncheons and club dinners, and what not. It does not require 
any organized effort to educate people in that field. " 

A STUDE~Y: 

The only thing the~e is that the problem Is so big that I feel a lot 
of officers in the Navy, and, I imagine, a lot in the ~am%y, do not have 
the facts at their finger tips. I certainly think that within the 
Services educational material based on the 3evel of the la~n and 
not of an expert along.these lines would be highly effective as a means 
for these 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 h lgh 
for a Rotarian luncheon or anything like that. I think a certain amount 
of that information would be very valuable. 

MR. HANCOCK: 

That is right. All I can say is that, If you get on flre with the 
idea, It will spread. As I said in New York City, if s-uybody has confi- 
dence in it, it is bound to spread. 
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DR. ANDERSON: . .  . . . :  . . . :  ..~ .: . .  : . . : : : .  . . : : !  

, I n  connection with that matter of selling industrial mobilization to 
the public you probably recall more than anyone else how good the 01d In- 
dustrial Mobilization Plan was, But some of the industrial mobilization 
efforts were very mnch .criticized by certain, circles,,we might say, lib- 
erals and labor, on .the. groundthat It.represented simply one sect:ion of 
the community.. Are we going to get the support :of those people who have 
hitherto been hostile and whose support.i;, itseems .to me, Just comlng-to 
~oliticai'mathematics, is necessary i~:.we are going to get any adequate 
preparation in the industrial field?. .. ' 

M R .  HANCOCK: . . . . ~  . . . !  . .. 
• . , . • , . ' ~  ~ " . " . ?  • • ; " .  

I think your question ~imost answers ,itself. ;I think thedanger :of it 
is that we get deterred by the difficulties at the start. I think we made 
almost no effort, so far as I know, the last time to meet the['critlciem 
regarding the Mobilization Plan. We Just blow our horns and then say no 
more, I. think we can .make a splendid ~rgument insupport of a realistic 
answer made by the Army and tho.~Navy... - - . .  " " : ' ' 

. . . . . . .  :. : . . . .  . . . . . .  : , ~ .  . ~  . . . . .  ~ . . .  : ; . : ! . " .  

,i" i do: ot w   to,  h "age%id 'problem about labor,:: it.'has 
: "- always:beena problem for. .,the :. men :in. ,the .,Service:S, :.6s ~ it !is today for men 

in~:industryiit0o, J/ But I beli~e~eith~, t/iaiwell-thought'-out . plan .:of bringing 
~ m~h :iinto ;pro.cure~e.nt ...with the.-icare.er Idea.:will. get support :bettc'r -thah any- 
thing c!sc .Of..which ,I ..Ya~ow-... 'You cannot. Jam. contro!s ..do~cn pe0ples ' ' ~hr0ats 
and should not. be able t0,..jam them:&o,;m .In,,a. democracF, ~ BUt I ~believ~:ybu 

• can g6t the.ir s.upp0rt. ,.in '.adv..~ce. if 7.~.u :.~kno~ :what you: ~ant and- ify0u have 
a . . p r o g r a m ,  B u t .  . . . . .  ,yo.~L,can~c:~....,. g o  o,..~t. ~.~:d. ~e  ~li.- l ~ b o r  . a : b i t  ~ o f  ~ p h . ~ ! o s o p h y d e . - '  

SCrlbc~..~ni w0rds..that..do .~-ot ~Te- o.hi~elsd edges.:~; Ati;least £ think :it ' is 
worth thb effor-~' ~ i .- . • . . . . .  ; . . :  ~ : . .  : . . . .  ,." , :  : : : . 

" . I .W'ouid like. tO see . somebody, ge't to WaehXngton :oneei .who did not need 
any m 0 n o y " o r . v o t e ~ . .  I . . & , - , . i n k  that is the zeason that Mr. Baruch has the 
inflUk:nce th~.t he',,as~ ~ .... this coun± ry- -that : he is beholden tone one. It 
would be a g~:'oat . . . .  ~:ing if somc.Yodycould tlhink of the interest of America 
alone ¢!isrega~ding pressure g:c:':uos. That is what I had in the back of my 
head when I spohe about this b,2dy here being interested in America alone. 
The pressure g~ups..are :hero, but .somcbod3r::.has to toll the bell some. day 
on some pressure groups~ s.nd I would llke ~crsonally to find the politl- 
clan in a democracY who will do .it,. There must be someone who will do it. 

This is only a ple~-for straightfor~<a.:~d thinking and courage. 'There 
is nothing more ~n~ortan%, in ~/ mi~.O., th~u having a mc~bilization plan, 
publi,~ly supported; and i think it ~an be d.~ne if you try it. - 

I do net.believe it was tried in the last five years. I ~n~s not in the 
clrclcs trj:~ng it; so I Q.o not l~ow. ~ut so far as I am aware,, attacks 
were .~.~dc and we a?_,_ helen wo~;icring, "How feat cau we get this out of the 

. ~ • ..a Mobilization Pla~_? ,; That ",,'as c ~. Dart of the whole setup of no oontmn,~.:ty of 
policy, . I ccrtaiu~y do z<ot bl,:,.~e the men who had the jobs to do. But that . 
is the state of f.'i~ts as.lsee them,. , : :  • ~ • ~ ' ;  " 

. - ., " : ~ . . . • :'. 
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A STUDENT: 

Have you any suggestlon on 
the organizations that would be responsible 
in time ofwar? 

MR. HANCOCK: 

a peacetime proving ground for the men and 
for industrial mobilization 

Yes, l have, General Armstrong and I have talked about it, at least, 
of aproposed course for trainlngunder this College, if I get your ques- 
tion rightly. 

The General and I were talking sometime ago and we Said, "Let us make 
a little survey, a little Gallu p poll, of our own. Lot 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 h0ro. I think we both hoped they would. We 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 tq, @ man from industry who was not 
enthusiastic about it. I think th~ sgore would show that about twenty- 
five important executives of the twenty-five that I talked to wore enthusi- 
astic about it. I have been startled to find how keen they would be to 
know the men in the Service and help to giv e 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 Service in 
whom they have 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 deflnitivc 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 goo d of industry. I am not trying to emphasize 
one any more than the othem. 

A STUDENT: . . . .  " 

Some of the early planners that I have• talked to have told me some of 
their experlenccs. One of the things that they did seem to agree on is 
that ~hey never had any money with which to do anything. They could not 
get out ~nd'travel and make contacts with industry the way they: should." 
They seemed to be limited on their telephone calls. There just seemed to 
be no money available. 

Now, there is a tendency probably for that thing to grow igsin. I 
am wonderin~ whether the War Department or somebody •should not give some 
thought to having a larger appropriation given to this industrlal planning, 
so that the quality of men that you speak about who should be in the or- 
ganizatlon will be attracted to it and will not be need~led to keep their 
expenses down and so forth. 

MR. KANCOCK: . ~ 

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 con-idor in this ~ig building and I heard as fine a line of 
Irish colored profanity as I ever 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 is the trouble?" He repeated to me in shorter w.ords. 
what he had been swearing about. I said to him, "Pat, if you :would stop 
to think about the things 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 fai~ning country too, I recall so well that the 
squeaking wheel gets the most oil. If you are going to be quiet 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 automatic in this life. 
~e haY0 got. to get what we want bY taIk!ng about them, " . 

I suggest that you men do not quit onyour aations before Congress 
and do not sit back and wait for one ~an tQ carry•the, ball forthe War De- 
partment and the Navy Department. You can imobilize :a lot of Opinion if 
.yo n ~kn0w ~hat you want and have the • courage to say ~ so,i .~But YOU. cannot. 
:.get itl if.yo u are held by discipline and the bosse"s do not do " 

" I am a bit ofan, outiaw and Id°n°t mind s~eak.lng my ~0~n mlnd on 
p r o b : i e ~  i i k ~  t h i s .  The WarD.Qpar~. .men$!~y s a y  • "you• a r e  craz3 ' , :  ke.ep•::¢~:let." 

'But • ' I  am s t i l l . s a y l n g ;  i ' f  y0u"dannot go t0 .  Congress~ • •~f ~¢.ou 'are' Stbpp~d by 
.. g0vglr~entai" l~uie~ ~from .aQib~~th~tl, someon~:"Is going, tQ•take th e rospon.si- 

"- ' b i l l t Y f .  Lbutl l"'do :not"bdl ieve' t l i o  .'sorVice"men h~ve ' t r i e d  over (.t~0 years ' to 
do what they COuld to  ~ ' r e : sen t : thd i~ : ' ca se : ' : : :  " ' " i :  " . . . . . . . . .  

• " , ~  " :  f . ' . ~  , ".' " : .  i ' . f  . ' .  .! ~" , . . ' . . 'L  : ' " ~  ' I . L  ,~'i ; . ' :  . . . , . , . r . ' , .  : . L I  : f  ; : i . "  :" . : . "  :"" ";.~ 

A STUDENT: 
' : .  . . - . :  , ,  i ~ : , ' . . .  : .~  - . , ~ . -  . - : . . ~ , , ' . . ~  : .  ~ ( . ! ; . " u -  i .~ .  : . ~ L ,  :,~- i~ - ,  ~ ' ( . : .  " / .  - " 

• : b ' : ' -  ' , i ~ "  . ' . .  , : -  ? . : . ~ .  " " :  i i ". . . ' :  • • , "  . "  i 

• . . . . . .  Mr~ ~__~nco;ck, You r o c a l l  that on.%~o ~aSls. that the Firs t .  World Wa~ was- 
~~ 'going t 6  :be a short  ~ a r  ~o men,ely breko ~t~8 g~o~nd:.fr0m 'the :point o f "v iow 

: : o f  the ' ~-i~4y 'and Navy on ind.ustrial" mobiliz~ation. ' i Then;. proceeding on the 
fact that ~o did l~ave some :fairly• slzable!:i~dUst~ial orders for this war 

' ~hich ~r0ke 'th.c groUnd:for our industrial iexpansion-~andl this has been a 
logis:tic "war-' iS it 0r is it "~0t ~e that:"w!thin the 'Departments 0f 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. than 
anything else today is the program? 

' - H A N C O C K  . . . . . .  " ~ ~ . "  : . -. .... . . ~ 

~. I do not.quite getthe content Of that question. l.believe that the 
Services have done a good Job. I still feel, however, thatin this field 
"of plazming whatthe Services have learned about ~ requirements has•been since 
February 1942, I may be wrong on that, but that is my impression. I think 
that beck, use I spent two days down here sweating it out. But when I got 
through s I did not carry any conviction to my listeners about it either. 
But si~," months aftex~ard the men in the War Production Board with whom I 
had been wrangling for two days and making ~yse].f disliked all around said, 
"Good God s if we 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--~nd I put myself in that 
group--had any awareness of the need of requirements planning until the 
need arose inthis 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 tlme 
Bernstorff ~ot hls passport in January, 1917, contemplated a Navy of one 
hundred thousand men. I could be slightly wrong, but that is about ri@ht° 
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 Inthe 
American Navy and the Merchant Marlne. Well, Bernstorff got hls passport 
andwe were certainly at war by•April. What to do about it? 

It looked falrly clear,, not too clear, no declsion, thatthe Navy would 
have maybe five hundred thousand men, and what to dog We Just figured we 
would use twice as much in wartime as in peace and wlth a Navy five times 
as large as previously planned, we added a zero to our requirements tables. 

That is literally what happened. Afterward we got a chance to measure 
the rats of flow and knew what we~.wer.e :doin~.~ But, so far as I amaware, 
the needs of requirements pla~ni~gbrokend0%rnInto raw materials partic- 
ularlywero not reallzedfullyby the men andwe dld not get any aware- 
ness on tl~ part of the Servl0es. What I am really saying is, It isa very 
important problem. 

It is also so important that the man in the service • does not get a 
chance to ~et the best experience In peacstlme and we have to get help from 
industry in training and giving experience to the Service Men° 

I believe that industry will go out of its way to further develop the- 
work and ax~erience with any men that could be assigned to that kind of 
work as a result of these training courses here. If we can sell thls i.ldea 

• of specialization , we can" get somewhere ° 

A~ STUDENT : . • 

Did"your personal Ge.llup poll indicate that, if we were able to have 
a statute that would sot up a skeleton WPB, the kind of m~n we would want 
for the chailn~an or the members would be willing to serve in an active 
~apacity? 

M R .  i t ~ ' C O C K :  

They would not have to serve in an active capacity in the first place. 
I think you could work out a plan. I am not tryin~ to fin.d the answer to- 
day to .these problems. I think if you woul~l '.make a survey of a hundred 
men who were i~re during the warperlod in key positions, they could tell 
you who the best m~n for those Jobs are. I believe you could have them 
spend a week or a month a year on getting familiar with the job. You could 
not ge~.c them to take a full-t:ime..Job.-~-: .:- .... 

• • :.. . . ) : .; 

• • ".<i " " 
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A S O EET • . . . . .  

• < • • 

In conne.ction.-wlth the. adequate .trainlng of persormel to handle the 
.. ' logistic procurement end of:the war emergency;. do you not think that with 

~ this concept of trafning reserve men who come ~rom industry, men who, for 
instance, wera ~xecutlves ~in the automotive industry, who had livedwith 
%he private, automotive industry, 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: ser~ices.are, concerned, rather than .to take 

~..(~ ' ' ArmyOfficersfro m th~ir:r~gular duties and ~send .them out to an automotive 
•-.~ :plant to learn theautomo.tlve business.ln. ~a matter of three years.or a year$ 
• .-:;!There yo~ -have .men ~ho ha~e. spent:.their:wh'Ole!llVes~in industry. The ques- 

..:.. ~ .~ien:~is,Vhy was" there not a better utilization made of .those. reserve 
possibilitles? ........... ::,...':/ ~ i;. .,:,:: .i " ~ ' ~ ~ ~ ~ ' " 

• EANCOCK .... " " ...... ' ..... t - • - ! 

, • ~. "' :i~wiLi agree $1th. yoR~..that,~our top,operating men in procurement, in 
the,! field: can ~be re serve officers, quickly •brought inbecause ~ they know 
their business and background. And I also am convinced that, .if.you have 
thirty or forty reserve ,officers-of .~he..most cOmpetent type in the .world 
• in th~i~ ~ o~n:Tield, if, they ldo not ~have policy men for over-al!,decis%ons 

~. on policy, 'p~ice ...laws, c.ontraoting, et cetera, ~there ~ would be hopeless con- 
fusion. -i ~.~ould not propose stay less utilization of those• men. I would 
suggest that because a me_n: knows.the stBel business or the cement business 

o~ or~.tho banking busln~ss~ or: any other :business does nO t necessarily qualify 
.... . him: for ~A top job. here. ~ . . - 

There is no job quite so hard as to assay men. There has been .no way 
to dete:.~mine those qualities of character that make a man able to carry 
the courage of his convictions to hls 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 on planning and policy. ..nat ought to be the most c@re 
fully selocto~ thLtng th~.i~ is done -- for th~ head,~ of your civilian war- 
time agencies, your key men. 

AP~STRONG: : ' ' G ~ L  " • " ~ " 

Mr,' Hancock, I .think that .anything more in the way of taking your 
.time and asking you any more questions would be an imPosition. 

• I want to t han~k you, sir. I think you ~ have given us many things to 
think about. That is what we hoped you would do--give us many interesting 
leads. 

Those 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 ~y 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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llke Mr, Hancock, accept some responsibility for whatwent on in the old 
days--in looking back see how perfectly obvious we operated too much in a 
military stud naval vacuum. 

We propose to do something about it. In Sact, we have already done a 
great deal about it by organizing advisory committees to the Army Industrial 
Collego from many industries, from engineering societies, f-~m the social 
sclences 3 from labor. We are not" operating down here In any klnd of a, as 
I say, military and naval vacuum. 

We have with us this morning Mr. Borchard, who Is on the Senate Mill- 
tary Affairs Co~ittee. He has been with us before. We have had meetings 
and we l~ve 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 thls Job of industrial mobilization. 

We propase as the years go ~y to increase the participation in thls 
College of civilians. I constantly quote the words of Clemenceau when he 
said that war is too important a matter to lea#e 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 llke Mr. Hancock 3 Troyer 
Anderson and all the other civilians that we have closely associated wlth 
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-flndlng Job--that we think is elementary for 
the Army and Navy Munitions Board on the planning end of It, to bring about 
a mobilization-plan that Is acceptable to liberals, labor, industry and 
everybody; and, if it Is not, to know why. 

~&r. Hancock, I thank you for your fifteenth or twentieth appearance or 
whatever it is at the Army Industrial College, not only on our Board, but 
also as a speaker. I want you 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; It will be a guide to us in the essential work that we are doing for 
our country. Thank you very much. 

(19 February 19~6-1200) 
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