and to appraise the IMP necessarily involves us in these c~ntrove
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Dr. Yeshpe in his lecture gave attention ckiefly to the vnrocurement
aspects of nlanp" ; for industrial mobilizetion. Attention in my lec-
ture this morning mill ve fixed rather on the broader aspects c¢f mobili~
zing the.American ecornomy for war. These are the aspects highlighted in
the Industrial Mobilization Plar proper end relate ecnecielly to over-zll

governmental org ?nizatlon for mebilizing end running the natione 1 gconony
in wartime. Tne putlic heard very little and xpew less of the difficult
nroblems involveﬂ in planning for wartime procurement. They hedrd s

greet deal in the years immediately preceding the outbreak of the war
about the IP, Whet they heard and the impresssiorn mzde upon them was of
great importence, for, in the last apalysis, it wes the public wiich de-
cided the fate of the IMP. It is imuortsnt to stress one other point at
the outset. ne sccount which I shall -nresent todey is in no sense finel
end definitive. It is necessarily tentative and sugsestive, especislly
2s 1t relstes to the action of the President and his immediazte zdviscrs,
for essentirl bodles of records ere not yet aveilable for exanination.

e data is fer from complete, yet in many respects the main outlines of
he picture are fairly clecer =nd not likely to be changed matesrielly.

The problen has beer stated ir the outline irn the form of three
gucstions. ,

1. Why wag the IMP not put into opcration when war ceme?
2. Whet influence did the nlanning sctivities of the

Armed Services heve upon industrisl mobilization
it wes actually carried out in 1539-19457

,;

. Whet wsaknesses in the olénhing program and in the
aporoach mlennina evnlulr the limited influerce of
tne I’TP?

The discussiorn of these questions involves one in subjects t
highly controversial, not so much beceuse of the neture of the
but rather dbecause of the many controversial issues with which
became entangled, both political and pcoﬁoric in character 7o
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and since kardly one of us has kept clear of thesec cortroversics,
element of nrbjud1c° end bise of course erters into it. It is 1portant
to recognize the element of bias and so fer as possible to sllow for it.
For that reason I want at the outset tc c2ll your attention t5 the bias
wkich necessarily colors my own.thinking on these provlems. I bslong
among the so-called "liverals" in rezard to the gconomic and scciel
issues which have been the center of controversy in recernt years. I have

. beer. an active supﬁorfer of the. Wew Deal 2nd I heve shared ths tradi-
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ticnal American prejudice against the milltarJ which the past two yeers
in the War Department has altered without eliminatingz. To be aware of
one's own bias offers a certain protecticn agsinst 1t. I woul, nvitc

in the interest of as objective a consideration &s possible of
“lem. I might add that there is a certsin advantage in epproaci
nlenning story with a "livers1l" bias since the chief opposition to th
ceme fro®m the New Deslers. It is important that you become aware
viewroint ir cese you do not share it.

1
your ?ttentlon to your own bias, whatever it mar be, as well as tc my own
n

’

ly twenty years certeoin
ents.devoted » lerge
g and meneging 2 we
s

We start out with certain fects. For nesrl;
officisls end agencies 1n the War 2nd Nsvy Depprt
part of their encrgies to the probl@ms of mcbil
economy. This long continued work culminated in ¢
“otriligation Plans, el?bor9t66 in Cthr< ve oann

(

1
becn carried on. To the 5re:t disappointnent'of the plerno

crs, the I
as such wes rcver put into operation. Indeed, for 21l practicel purpsses
the Plen was thrown intc the waste basket a2lthough it wnd the planning
activities lesding up to it were by no means without influerncs.

The first point tc be made is the rather obvious one thet at no
time 4id the I¥P or s#ny version of it obtein rnything Ovproeching vice
suoport from ecither the general public or from the Congress It wes do-
signed to be 2 netionel industrial mobilizetion plan buu ‘ron beginning

to end it wes never more then tc use the accepted term, en army IP. I
we are to understand ths public recoption of the IMP if must be rocognize
thet eny vlen of this kind woulé keve nad tough soing in the ycers pre-
ccding the recent war. The periol of the twenties #nd thirties wes

of course & period of mounting enti-wer and isclationist sentimernt. This
wes in mart owing to the resction thet f-llows every poriod of wer but

it was grertly irncressed by szome of the revelatisns of the nostwer yoers
especially by the revision, os & result of historiecal rcserrch, of *he
Noffizial® wartime explanation of the ceusos =nd ¢oels of Worlé Wer I.
Ye discovered thet the Allied wowers fought less for demccrstic icesls
then they did for territory epheres of influence and tho othor objoctive:
‘of power politics., The american nublic learneé toc thet the bdlame for
the outbtresk of the wer rested on the Allies £z well a2s on Germeny.

One pherse of this resction ageinst war was the
ageinst war profits in the twenties by thc Amcricen
" veterens' orgenizations. In their protest against
industry wes mobilizeé in the first World f»r they demand
next war industry snd wealth be conscrinted es well ~g men. This &
tion "ulnlnctpd in the inguirics of the Yar Policies Commis
1821, herded.by the Secretary of "er, which in its finsl rcm
beth the conscription of weslth ?AC the eliminstis £
It was in the coursc »f this investigation that the
zation Plen wes Tirst made publlc.

~
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Public disillusionment with war reached its veak with tke :5 isclos—
ures of the munitions investigation of the Nye Committee seversl yerrs
lrtér. This nictured the United Strtes as getting irnto the first Worlad

War through the influence of Wall Street, the "international benkers,"
sné Big Business generally. ZEegardless of where the truth lay, the
nublic in the midst of 2 grest fewreszion wes ir a2 mood tc beliove the
worst of Big Business ané the bvankers. This investigation

-publizity to the IMP Tut it wes bed publicity. The Nye
highly critical of certain feastvres of the Flen. It or
arly the mcthads propesed for controlling lzbor. It we
ernloyers would abuse the machinry for s

congerintion woulé be uscd ps & clud agrinst
workers. The failurs to n2dont snecific messurn
wer profits wes criticired =nd tho »nrice contrel me-gurs
were held insdequate. ’

Public determination to oniﬁ enta
in the neutrelity le leticn 19?: 2
5 f) 4

gis cn

of war by oroviding for srms b es’ aorinst s
to understend the anti-wer SSnulﬁvr* of the thirties, it irportvert to
remenber that behind it ley the treditionnl fmericen distrust of ond
ﬂntaponism toward everything military. Thais Jdistrust has rocts going

eeply into our colonial and Britisk pest. It nes beer zop:t alive by the
dksllxu of 2 democrestic »nd individualistic pecple for military rarnk,
osrganization, order and ¢isciplinc,

Against this background of spti-~wer, snti-nilita s i
sertiment we.must place the sensstioncl nubllﬁi*y givan the I¥P =s the
irternetionel crisis develored in the late thirties., With the growing
prosnect of another lerge scole wer, the IMP scquired something more then
academic importence. Jourralists found thet it mede excellent copy. In
the numerous articles sppeering on the Plen emvhasis was placed or the
Plan os 2 "blue-wrint for dictatorskip," on the mush-buttorn comnleteness
of the plan and its rendiness -for immediste opsration, and on the alleged
secreey. of certain portions of tre Plen ?néftke wreparcticns under it. A
fnw auot?tions will illustr=te ¢ > zind of publicity siven the I'F. An

ticle in the Anmericen M°;9z1ne (Do vald Ke vhoe, "If war comes —— Uncle

Sbm?: Filen for Youll DL“meLT 1977} declared: "A colossal war plsn hes
been dravn up to control at the outsct virteully ‘every. phese of A=crican
Tife .... no metter what your sey, your occcupsrtion, if you ere over six—
teep,.vour pl on thc bld“—b”l“t':or war is elresdy marked." Agsin

r. the Cbrvstlen Centu rv (E. E. Fey, "i'-Dsy Merches On," January 17,1938):

-h succession of disconderting surprisecs whinh-*ﬂrkoé the S
munitions investigetion nroduced nothins helf €o startling
as the IMP...... Here for the first tirme. this couniry is confron
the fzet that totalitarian orgenization for wer mesrs for us als
dictatorship of ths tyne we seec in Germeny.....Ilts basic purposc
te fasten e military dictatorship upon the country." Anciner writ
the Americen Mergury (Gordon Cezrroll, "Wher Americe Marches to
July 1978) declarcd: "If the rccent moves 1o enlarge the Suvreme Co
and to reorgenize the Tederal Goverrment were sufficient to awaken the

(Dd
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public from its amiable lethargy, the truth about Americals offic

f inl
robilization plans for war should arouse the country to a stete of suder—
charged alarm.....there cxists in Weshington todey an authoritastive
government blue-print to create 2 dicteiorship in the United States

mmediately wer is declared." Agein in Forbes (Cetober 1 1979): "The
Admiristration's mobilization plens contemplrte an instent centrrlizsotion

of military control over the ontire eﬂonomlc life of the netion.........
(tnb IMP is) adout twenty NEAs rolled into orne."

Obviously publicity of this kind was herdly calculeted to creat 2
public welcome for the IMP. 075 ion of » more fundementel cheracter
then that crested by such ~rti ¢ from litorals sné lefiwingsers
2nd centerad ir the Few Derlers. Among this group the distrust of the
military wes wmerticulerly siron They were eccustomed to associste the

ilitary not only with war Ttul Wluh conservatism and the maintenence o
the status quo -— politic: eccnomic and gsocial. Throuchout history,
as they resd it, the militery were commonly found giving sunmart 4o the
classes who wero in mowar and orwosed to "reform." They sew no meteria
cherge in this sllirnce between the militery s»nd conssrvatism todey, re-
calling the freguert use of the militery irn conrection with strikes i
TS
LS

th strikzes in
& menner unfavorable to the workers. They noted, too, tke close associe-
tion of the srmed services with business and industry 22 & result o the

mounting requirements for munitisns and matcricl.

The New Deslers had, however, 2 more direct resscn for dislikin
IMP. It was exclusively 2 product of ihe srmed services. It was true,
of ccurse, thet the stet atory avthority snd responsibility for industrial
robilization plenring telonged to the servics '

nade little effori to obtein the asdvice and a

ed sgencies sné gra f s I h
unfortunate that the zivilien agoncies of the Federal Government werc not
brought into the nlenning nrogrem, These sgercies, »ftar 211, had a
vested interest in metters felling within their jurisdiction. They
raturally had no desirc to be pushed rside in time of wer Uy & grows of
super-agencies. Theoy foresew their esction programs recduced in scone 2nd
femiliar end mossibly unsympathutic

greatly weekened oy wrr agrencies unfes
vith these programs. The terms of tho InP reflected 2 distrust by tie
nilitery of bureaucricy £né big government which was naturelly noi shered
ty the key mern in the Pdministr?tion. Moreovér, the civilien sgencies
were generelly st=ffed 2t the top level by New Deslers in contrest with
the Wer 2nd Yavy Departments which were not. These civilisns believed
thet 1f the IMP were put into operetion the socisl cbjectives for wrich
r fisnting for yeers would be threatered. They romembercd
e first YWorld War in weakening the reforms of the Roase—
2 nistretions ~rd belicved thrt the New Deal's sccial
objectives wers =%t stake especielly the status 2‘J‘g rs of organized
labor. Any lingering doubts they mey heve hed regerding the IMP were
wived out by the Tlunt statement ir the 19395 edition that the yersennal
to men the key supcr~egercy, the Yar Eesources Adnministration, "shounld
be obtrined from the wetristic Busiress leeders of the raticon." The Yew
Dealers were here vresented with the nrospect of heaving the most imnort-
ant of the war azencies, one cxercising extraordinary control over the

:
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whole life of the nation, in. the hanés of men wvho h?é bittcrly fou nt the
Few. Deal program of reform.

Yot snly did industrial mobilization plenners feil %o seex tho co-
operation of the civiliesn agencies but they showed little swer of
hie assistance which might heve been obtained from vrofessional &
tions #nd. experts in the fields »f npublic adniristretion ~nd governme
economics, populetion studies, psychology, socinlosy ond other relrted
-social sciencas. If they consulted other organizetinns than business
schools 2nd such conservative institutions es Br0fK1n“o, it mede little
imoression on the record It is significent, ton, thet there anzemars to
have .been little if any contact of importsnce between tne militsary plan-
ners end wrket wes the key vlanning sgency of the Rensevelt Administration,
1935-1941, the National Jescurces Planning Board, charged with the pre-
parztion of plans #nd nrograms for the davelonment, conservation #nd use
of our natural resources snéd bota directed ~nd largely staffed oy SOAlﬂl
scientists. It is worth noting thet Jurins the defense meriod con:
able numbers of economists, nolitical scientists ené@ nther sozisl
iste were called to ¥Weshington #nd pleyed o very influentisl rolc
ing the wartime system of administreation, thet is, in ac¢tually nob
the economy for wsr. Is it surprising thot such men spowed little =
queintznce with or interest in the peper nlsn of the services?. The gulf
between social scientists and the military wes scercely leoss wide though
herdly so deep @s. thet which separated the military -nd the New De-lers.

4nd of course meny social scientists were - infected with E=w Derlisnm.
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The only quarters where the IIv"D had enythinz like # favcorable recep-
tion was in business end lndustr This was Adue in‘pﬂrt, 2f course, to
é“/'\

’
the fact that thege srouns were ?1rc 2dy. on & terms with the militery.
Business men 2nd the militery gencrelly understosd each other, they
shered some of the same preconcentions =néd their relations in procurement
"were mutually setisfactory. The trust of tke militery in busingss wes
reflected in the IMP itse¢lf, »s noted earlﬁér. It was reflected in the
frequent consultation with leading dbusiness men ?ré irdustrialists in the
study of »lanning orobtlems. This is illustrated by the roster of -ivilian
lecturers invited to spesk befcre the Army Inbustr1e7 Csllege during the
" thirties. RBusiness lezders, espacially the heads of the rnation's 1 vvest
esrporetions and executives of trade associaticns, made uc by fe
largest single group lecturing before the Uv11b§b- Sccirl Scienti
other then economists (who were wreeminantly busines: school ecoromi
were almost entirely missing frem'the list of lecturers and out of ¢
430 lcctures orly » hrndful wére given by rmern who might bo loTelled Few-
Dc lers. ' - -

.}
1
15-0-#1

uonqu1tﬂt~on of bublne s #nd industry in rlanning wes summlcmented
by an extensive nublic reletions progren to acouzint business men with
the IMP #nd the menner of its omerstion. KNuch of this work was érne by
the Assistent Secretery of War persornelly ond his activities were suvole~
mented by that of numercus cdistrict procurement officers. The work of
meking plant surveys end inventories wes of course of greest immortance in
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making the Plen known s2nd the prospect of crders to come naturally- éid
' voke antagonism toward the Plen. There wes also the importent
c relstions work of such influentisl o gﬂnivﬁfions ps the Lrmy

e Association ond the Neavy Incdustrisl Associetion.

The attitude of Ccngress toward industrial mobilization nlanning wes
something clse ~gain. The subiect of incdustrial mobilizetion wss under
consideration pretty continuously during the thirties. 4 great nbany
bills were intrcduced on the gubject but without favorablc ection. In
1928 at least thirteen Qifferent bills were before Congress. Sonator Teft
Z., Ohio) in December, 1940, inirocduced » bill which in effect =roposed
to implement the IMP in importrnt respects. It would have set up the
equivalent of a War Resources fdninistretion as » super-agoency. It was
not adonted. ‘ o

1

Such then were the attitudes of the general nublic and of various
irfluential groups toward the IiP when ir the lete summer of 1979 the first
step in putting the Plan into operstion was taken with the copointrent of
"the War Eosources Bosrd. ts formetion was eanrnounced on 9 August 1939,
by Assistent Secretary of Vier Johnson srd Assistent Secretary of the IHevy
Zdison. By their action the IiP got off to what secrmed like on errly and
therefore suspicious stert. The war situstion in Burone was rnes rlng 2
climex; runitions producition in this country was growing urfer forei
orders; our own defense wrogram wes Zetting under slow way, =nd the 19*9
revision of the IMP wes virtaully complet es Board was

d. The Wer ResJurc

set up 2s a kind of civilian =zévisory cormittee to assist the Army and
Yavy Munitions Bo“rd with its plans for 1nﬁu trizl mobilizetion. More
specifically, it was recucsted tc review and perfect the Plan prepared
under the direction of the ANMEB 25 a basis for nlacing the Urited States
on & war footing. Assistert Secretary Johnson informed the 3oard thet in
the event of an emergency, it was expected that 1t would become en
executive agency with broad wowers similar to those of the War Industries
" Board of VYerld VWar I Purtherrore, on the outbresk of hostilities it
would be converted inté the key super-sgency cazlled for in the IMP, the
War Resources Acéministration.
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tusiness end industry. Edward Stettirius, Jr., Chairman of the B
U. S. Steel, wasg made cheirmen. Then there was John Loe Pratt cof
¥otors with its Dupont affiliations, Robert E. Wood of ﬂe?re Roct
Company, Walter S. Gifford of A. T. & T., ohr Kanecock o Lehnan
tenkers, and two men who were nct in business bdbut who bocaus; of
conservative and generally pre~business views were regarded Ty 1iN
of the New Deal type e&s allics of Tusiness: Earold G. Moulton, P
dent of the Bronckings Institution snd Karl T. Compton, President
Maseachusetts Institute of ”eﬁbroloty r. Sompton was commities cheir-
mer. of the Naticnel Association of arufacturers and a member of numerous
othier business and scientific 2ssocjations. The Brockings Instivutiocr

it should be noted, terded to te "ec rdcd y Yew Deslers as one of the
nrincipal intellectual propns of the COﬂOU‘c status guo.
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The personrel of the WRB included some of the leading blg nan
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The pudblic reaction to the sppointment of the Board was divided
rlong conservatlve, leftwirg llves. ~ The Yew York Times, 11 Augzust 1939,
declered that the annointment of Stettinius ard his associstes "should
reassure the public against the fesr thst it mizht be made the inst
ment for oppre<31on" and the Wall Street Journal, 28 September 1939, a
few weeks later declared thet the Board was "genﬁrally recogrnized 2s an
unusually well intesrated body cornteiring #s 1t did men thoroushly re~
"presentative of 21l departments of gconcmic effort." Oritics from the
1eft' joined by some from the rizsht, nowever, were quick to point out
‘that the Board contained representetives of rneither sgriculture nor labor.
The reaction from the Few Deslers s one might expect was particularly
snarp. It wes one thing for the armcd services to dbuild their paper
plans in peacetime when there wes, little likelihood of anything coming of
them. It was quite another thing to move to impleoment these plsus ir a
ceveloping international crisis. OCne of the first of the columnists to
react was the team of Pearson =rd Allen in "Washington Merry-Go-Roungd"
(W=shington Times-Herald, 11 Secpterber 1939): '"Under this plen, Roose-
velt's hard fought New Deal reforms will be pretty much screpped.
Instead 211 powerful controls are to be established which virtually con-
stitute 2 dictatoriesl form of govermment, Industry will welcome with
hallelujahs the end of the Netional Labor Zelations Boerd ~nd the finish
of the Wage-Eouvr Act...." -

Harold Ickes in a public Town Hell debete with Hugh Johnson spoke in
even stronger terms (New York Times, & Cctober 1939): decls rirgs thet the
WRB was: "A potential nucleus for en ertra~legal autocr=cy, whica in
case . of war,....would destroy both imericen democracy 2nd the Roosevelt

administration's social reforms. {Suck a boerd wonld be an oligharchy
ﬁn"edby) @ hend-nicked group hélding ro msndate from the peonle and there-
fore'rot responsible to th,.peo,lc." ‘

The unfavorsble comment was not confined t5 Fow Denler s; Cwen L.
Scott, writing in the Wighinston Star (8 Cctober 1939), referred to the
"remarkeble ineptitude of the er Devertment" in ricking "big neme" indus-
trialists for the WRB and f?iling to e2pnoint a2 ¢ingle reprosentative
of labor, "tks Fation's »nr iMPr/ rasource,” Once of the first to smesk out
‘was Generel Hugh Johnso“; strong supporter of the IMP. He declarcd that

t

'

t

aclar

it was-out of the uupstlo 0" have men ﬂlth the buvlnpss affil irtions of
_th1~ group on the WRB. -The Boa ard, with its Morsen-Dupont ccnrest

could get no popular sugport. The Var Departrmert was "qumbd" to e

‘such men and the men werc "dunb! to accent. Its apn01ntm“r* wes, he
deelarcd, "An imcradible politizal dlonder." It wes ebsolutely ossertial
to have & labor member ( WaShingtbn Daiiv Yews, 22 :ugust>1939).

ithin six weeks of the 53.01n+nont of the WEB, Mr. Roosevelt announ-
ced that on the - completinn of its ‘report the éctivitios of the Board would
_come to en end. In this manner, the promising first step in putting the
IVP into opération proved a complete wash-sut. Othor ?PCUOTG tnen the
.personnel of the Board were of course involved. Wer had in the mesdntime
‘broken out' in Europe. The Fresident had dcclared a linit=d national
emergency and the repeal of the arms embargo feature of the neutrallty




the first "must" on the Administration's 18€‘519t vE LTO~
n had been proposed first in the hope of deterring the
rogran of aggression. With Europe ot wer, it wes held

t mericen incdustriel capacity be made aveilsble to the

es. 12 President crlled = suacial session .of qongrebk, September 13,
onsi der the revision of the neutrality legislation. ke was gnuite
idently anxious to vprevent isolationist Corszressmen from naking cepitel
the IMP, WRE, end the personnel of the WRB. EHe sought tc nley down
anything suggestirg thet the United States might become involved in the

L’>’d -
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A depsrimentel siturtion £lsc hed

TB A verscnel feud wes seid to ween Secretary

nd Assistent Secretsery of Var oohns on, According to Wasl
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in the summer of 1979, the men had not beer on sneaking tcrm
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time. The lesnguage of the Defense Act of 1920 seemcd to g
independence 5Ff status to the Assistsnt Secretsry 2s regsc
fer industrisl mobilizetion. A% eny rete the apnointment

made without consultatior of the Seeretery and ¢ g
of ite apwointment was made winilo he wes 2way in Paneme.

The situstion wee still further aggrevated by the publicatior in the
soring of 1939 of Leo Chorne's_Adjusting Your Business to ¥Yar, In this,
the eighteen mege mobilization dlen was expancded into a book. That was a
skeleton plan wes #iver flesh. Cherne described in considera deteil
Jjust how the orzerizetiorn under the Plen would operate 2nd in mnat'wpys
busincse wouléd be offected. He was careful to gsszire businsss men that
while this wes ¢ plen, it was not a New Deel plen, end thet busiress had
nothing to fear from Li{. The took =spneersd to hrve the espuraovel of the
W=r Department end £ kind o7 quasi-official authority sirce 2 sis-hundred
word preface wes written by Assistant Secretsry Joknson. Cherne acknow-

!
ledged assistence from within tho VWar Department and ro cne car read the
book without recelizing thet much of the meterial must have teen obtei
from this scurce It was not until late Sentember that the President
learned of the oook ag.a result, it wes roported, Qf KEr, Woadring's cz1l
ing it to his attention. A swnecial cabinet =eeiing was held on uentember
h es

26 primarily to consider t issue raised by the uher e Book. -At a press
conference after the mesting, both the Fre sident ané Kr. '006“ irg Cis-
cleimed in etrong torms any official apnrovel of the boo Mr;43005riug

~went farther, telling the pross that the Ver Devariment was not seiting
up eny wer boerds oand that he hoped it never weuld. It was et this con~
ference that the President snrounced thet the YRR would meke its resort
and disbend within 2 shert tire., The sismificance of these statcments is
suggestvced bty the fact that Corgress hed just convoned in svecial session
(Septemser 21) to revise the neutrality legisleticon.

*tually the "E2 did rot meke its firal report until Fovenber 24 vho
it was @ismizsed with theniks. Its report wes never made publice dpsnltb
repeated demends that this & done. The remsscns for this are probably
not to be fournd ir the rature of the report which was quite unsersa tlonal
Evidently thﬁ Presldont V'nted to wrevent the opponents of his nrogron
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from obtezining any new source of ammunition. As poirnted cut by U cokn

Hancock ir his recent talk before the Army Industrizl Colleg:, tte T O-

posals of thy VAB report &id not differ materislly from those outlinoé in
IMP. The repsrt made numersus suggestiosns regarding detsils of the

‘Plan #nd the overstiorn of the orgenization vproposed OJ it but only ors

mejor change wns proposed. The IMP mrovided for the centralization of
virtuelly =11l eccromic authority in whrt has tesn descrlb 2d &5 @ super=
super-sgency, the Yer Resources Administretion. The WRB disagrecd with

this end proposed rather to place the mejor super-agencies on the seme
level of euthority. Tke Board toox 2 strong stend for the principle of
goordinstion as against that of centralization s provided for in the Plar

d a favoratle cerly stort deve
or the IMF. Iverytaing scemed

loaded against its suc~“<s —~ tne domestic politicel situstiorn, conditi
within the ¥Yer Demertmont ond ?bove 211 'he internetionel crieis Some
elements in the nicture of-cou“ ch?nged with the edvence of t“p emnar-
gency but the basic split in 1ntbrp and outlonk reverled at the bhegin-
ning was to continue throughout the defanse verlod. This was the split
between New Dealism as represented my the Prasident, his advisors end

the heads of the major civilien agen01es and conservetism as reflected

in the armed scrvices, especislly the Wsr Department, and in the IMP with
its orogram for close conperation between the rmilitery 2nd busiress in

- tne ﬂobilizﬁtion erd renagemant of a wer economy.

It ig clear that what 2t first sce
lomed into o very poor begirning indeed

n)

b

The socond 3h2v9 in the mobhilization of the American eccnony for the
B Y
second YWorld War is highlightcd Co ssin

v the caresr of the Advisory Commi
to the Council to Netional Defense (NDAC). Ir the six months which in--
tervened between the disbanding of WRE and the osteblishment of NDAS

. evenis moved repidly. Early in Fovember the isslstionists went down to
defeat with the revision of the reutrality lesislation law which ner—
mitted belligerents to twuy runitions on 2 cash end carry besis. 3By en-
abling the A11lied Powers to buy munitions here, this lew helved LAmericsn
industry gesr up for wer. The neational defense program getacred neesdwey
under the dircction of the War and Favy Departments with the hrmy =nd Navy
Muritions Boesrd pleying the lesding rolé in *he planrning end coordineting
of cdefense- 0roéuct10n.' The work on educa tvonﬁl ord=rg end nrciuction
studies was spceded up ~nd & bpflnnir was mede in tho stockpiling of

stratecic materiels and in the pprv 128¢ of reserves of machinery.

There wes during this period some hones witkhin the War Densrtment
that the WRB might be revived but these were dissppointed. In 4Aoril 1940
ceme the Germs“‘blltgxrleg. The invesion of Norwey followcd by the rasnid
acvence through the Lcw Countries 2nd on inte Prance. Then ceme the
Ciszster of Dunkerque with the loss of thdé bulk.of British mechenized
egquipmert. Arerica's sense of security in the military resourcus of

Brit2in ond France collemsed with the Allies' defense. President Roose-
velt responded ‘with a series of measures. On May 16 he asked Jorngress
for the eporovriatior of more than 2 billion dollars for nationnl defense.
On Mey 25, tha Cffice of Dmergency Menegement wes set up to s2ssist the
President in the coordinetion of netional Axfense measures. Iour days
later the Adévisory Commission to the Council of Nation=2l Defecnse was

establishegd.
‘ -9
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This sction wae in substance a revivel of the orgenization of the
game nsme set up 28 one of the first steps in industrial mobilizatd
r the Defense &Act of 1916. It was done uncder the suih-~

s
ority of t;is ct which wes still or the statute books. Seven merbers
-were epwointed to the Commission, only threc ¢f whom i ere expected. to
serve full time at first. They wore:

Edward Stettinius Industrial Heterials
Williem H. Xnudsen Industrial Production
Sidne; illman Leabor

con Henderson Price Stebilizotiorn
Chester Devis Lzriculture
Relph Budd , Trensportetion
Harriet Elliott Consumer Protection

. The mombership of this board cont
with regpect to the ren*rsevt-tlun
the economy and to &iff rent st °dv

stroke. It must be conceqod, t00,
situation were not such ¢s could oo iyrﬂr c.

In orgenizeticn the Co~—~isgion wes #
and its executive secratsry wee regnonsid
It was a collection of ;in;le Aévisors e
individually to the Pr: '

sn enomaly for it nsd no caa
le hot %o it but to the Pres
ek of whom wes resuoneitbl
gid & firectly to hirm. At the Tirst
meeting, Mr. Knudsen asleé who wea o be *he boss, The rerly ~f the
Presicdent was, "I esm." In nractice the Commission tended incrsrsingly

to act as 2 unit end to move from r~n ndvisory to an oneratins role. The

resident degsigneted the Commission ~g thy wnrimery ssency for ihe manrge—
ment snd coordination of the mrogrem for expsnding ”roﬂuction. It wes
intended especielly *to scrve £s a clesring nouse b tw 1ol
end irdustry, lebor #nd the civilien population. In

the civiliern agency which bridged the wrn Tetween Dea
triszl mobtilization. It is very clear, howcver, the

sense the key super-agency celled i

industrial mobilizetion wounld turn, .... char
clothed with adequate auwthority to mak ;
stence, the appointment of the Commiss
In the records at prosent sveaila

lian ~administrateors of wer procuc
attentior to the possibility ¢f © &
intc conformity with the scheme cutlined in ih

The favorsble publ
sharwly with the reception ~iven the WR3,
Arthur Krock of the libersl-conservative Now
declared that the Presicdent f017ofe“ very sensible
sdvice in reviving the NIDAC, The ¢1" Tires (10 Lvy 194
ally that this was a step in the ris

[}
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advantage of the 1916 act; the next step should bYe the estabdblish ment of
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the War Resources Administrstion of the IMP. Business ¥eek (1Jurne 1940)
headlired the news: "Industry Gets Voice in Defense," and tnvreby was

relieved of the "worry that it might have to zo atout the job of armament
making under tne capricious direction of the lew Desl's left wing ......"
Corscrvetives generally and business in varticular were gratified o have
representatives of tneir own group in the two key positions at the top.
Such disappointment as liberals may have felt wes softened by th

sence of Eenderson, Hillmen, Davis snd Elliott. ILabor =nd Agricu
bnth hed representatives or the Tommission.

Although approval wss general, there were acid comments from some
of the elder statesmen. Gerersl Hugh Johnson made a strong attack on NDAC
and on the Precident for reviving it. The valusble experience of World
War 1 was being ignored. The mistakes of thet emergency were to be re-
neeted. The IMP likewise wes ignored. Much fumbling end blundering

were inevitable. r. Bernard Baruch &wpressed himself in milder terms
but to the seme effect, declaring that it wes "regrettable thst ve have
to re~travel any of the road" followed through painful trial srd error

in 1917-1918. Eov is the revival of this weak, advisory, hezd-less
agency for the important job of coordinating production for nationsl de-
ferse to be explained? Wes World Wer I exnerience with 2 weak and in-
effective NDAC ignored as Johnson cherged end Bearuch implied? A study of
the Cffice of Produstion u(rayp"ert prenared in the Budgzet Burean wnd
besed on their rocords in effect denies this. It pointe out %that the
decision to revive NDAC was bﬂsed on its known wesknesses. Asg early as
the ifunich crisis in 1928, the President 2alled in Mr. Louis Brownlow,
expert in the admiristrstion ~nd ander him the Budget 3ureau made an -
investigestion of 4or @ Wer I experience. The Budget Bureau, it -should be
rememtered served as an administretivea plenning sgeuuv for the executive
office. A memorandum drawn up by the Director of the 3Budget Zuresuw laid
down 2 number of principles which wers to covern during the defense per-

iod. These stressed, among other things, the personsl responsidility of.
¥

&
r

the President for the entire deferse effort; the use of evisting lezis~
lative avthority; the use of eristing _agencies to the fullecst extent and
the setting up of new szgencies only vhen zbsolutely nacessary; ¢nd the
sreservetion of democratic government under presidential lesdership.

Even if we assume thet the Presicdent desired to put into . .effect ihe
over-all orgenization c21led for in the I¥P (whick is very dou"t*ul;, this -
reguired Congressionsl zction. But isolationist and anti~war scrntiment
was still strong in Congress ard in the country at 'r; fter all,
public sentiment.- lagged much behind the conviction of the Pr591"a:z and
others that the nation must prepare for an all-out war. iorcover, the
Derty conventions were less thean two months away. The President ne less
than his New Desl followers wes anxious not to endenser the sosial reforms
of his administratior ond he medc a strong statemsnt to the e¢ffect. There
wag a very genuine fear that these reforms would be pushed irtc the back-
ground, if not thrown overboaréd, by super-sgenciss merned by dusiness men.
As the emergency developed strong pressurs ceme from dusiness sroups for
the modificaticn of some of these reforms, especizlly the Wegner Act,
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the Wege~-Hour Act and ether labor lasws. In view of the Presidert's
st r

personality, too;'it was not 1ik° v thet at this axge of the wer omer-
gency he would willingly nlay second fiddle to.the head of a powverful War
Fesources Administration set up to run the economy. : this is ef
course spec letion for we do not krow the full story u"d WLll not xnow it
until such records as those of the Ixecutive Office ere‘ope.:*peu~ to reseerch.

It must be emphasized that ve are nob concerned here with either
Justifying or criticizing the course followsd by the Administration in
mobilizing the nationsl cconomy for wer. Our ptersst, zs I sea it, at
this point ie simply in trying to discover whai course was followed and
ry. Ve do not get very far by taking the oaltlon that the IP ought
to have. beecn vut into operation. The fact thet it was not put into opera-
tion suggests at leazst e partial failure of the Plan ond weaknesses in - the

Jlanning. At any rate, the available evidence indicetes thnal from oy 1940
1; not esrlier, the actuel planrnineg for economic mobilizeation =zad tre
active direction of this mobilization wes centersd in the Ixecutive Uffice
anl not in the Yar rsnd Favy Deprriments. In dealirg with the esrly plen-
ning period, 1938-194C, in his article on "Wer Orgsrnigzation of the Federal
Government," Dr. ‘Gulick's only reference tc the IVP is in & focirote in
which he deé ares that such plens "had little or ro effect unon the course

of events."

The most common explernstion of tné fsilure to sdort the IVF 1s the
osradusl menner in which the United 3tztes beceme involved i
economy wre mobilized for: wsr greduslly during a defense .
lasted for more than two years. Wrhen war ectually come, mobllizati
the economy was Alresdy well sdvenced. L owes impogs T
steps, to throw overboard ﬁv“r‘+31ng thet hed beoen 4o &
start according to plen. The IMP was baszed crn thz assumption of &n M-Dey,
a

—

generally accepted os the dry wer was declered or at best a few deoys in
sdvance of such declarstion. But we could not weit for H-Doy to aczt.
Hindsight is of course e2lways better ihen foressight. Yet it is not very
nrrofiteble to bleme the international situetion for teking a courss nst
anticinsted by the planncrs. It woul? be more profitable to guestion the
validity of the besic sssumption of »n M-Dey. Erd not the events of the
thirties skowr thet it wes as obsolete s much cf iths egquipment of World
Yar I? Declarations of wrr were zoing out of fashion in this period.
The China Incident, the Swenish Civil Wer, the Itslo-Ethiopien ¥er znd the
the continent 211 begen without

,

vreliminery vheses of the Kezi conauest of
,bmnefzt ‘of a formel decleration of wer. I
o

s there any doubt, “evecopt on
Turely legelistic grounds, that we were not fully committed to the war
months before Pearl Harbor? ' ‘ ‘

Bncause the IiP wes not adopted cg a ‘whole, 1t does . nol of necessity
follow that the plenni ing sotivitiss of the crmed sorvices werc without
suost»rticl influence upor the actusl course of’ economic mobilization. It
may be true that the civiliens outsicde the Wer and Nevy Departments who
by stages devised the wystem of cver-all war administretion were little
influenced by the IMP. Yonetheless the rsrmed services exercized a gresat

?_
influerce upon the final result es well as uporn the intermediate stages,
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The record shows pleiniy thet the wer administration was not. the result
alone of the plens mede »nd the messures taken within the Brecutive Office
snd the civilian wer mgencies. It was hammered out in » cortinuing andé
often acrimonious strusgle within the Fecdersl Government, 2 & in
wrich the Wer and Yavy Depsriments were so strategicslly laccﬁ,thet their
wigshes could never be ignored snd in fact were often the predoninsnt irn-
fluence. . It can indeed be 2rzued thet down to the Fzll of 1941, the eff-

ective power in mobilizing the economy for wrr wes exercised nct so much
by XDAC or OPM¥ as by the armed services through the exercise of their
authority in snrocurement. When thc funds available for procurement are

. measured in billions, the authority to place conirscts gives a pove*‘not
oenly to mobilize industry but to shepe snd mold the ontire civilisn
economy , a fact thet was better anpreciated often by civilians tian by
those who actually plmced the contrects. In/the exercise of this power
thhe services were influenced to » slgnificent degree by the idess held
by those derﬁt*ng procuremnent regardins their geals 2né the methods of
sttaining them. ¥ere these ideas s;?pcd ir en importent degree by the
pre-war planning activitiee within the srmed rervices of the Arry -néd Navy
Yunitions Board, the Planning Brench end the Army Inﬁustri?1 CQ11ege?

At present only o pertiel answer of this question con T evtempted.
In some respects at lezst the influence of plenning was substantinl. For
one thing, after twenty years consideration of thesc prob “m:,,the
services knew to & far greator fegrec then in 19171918 wkat thoy wented.
It seems.clesr, too, thet their firect influence in setting what tLey
wented wes much greater in procursment.than in the broader sspects of
industrisl mobilizotion. Tre industrirl surveys 2rnd prolduction studies,
the educationsl order vprogrem =nd the allocstion of fzeilities »s hevwean
Army snd F¥avy and the verious wrocurement servizes ond bureeus kad en ime
portent educationel velus both for the =rmed services and infusiry, even

Vo

though the use made of these pr“*ar“ Ory messures wes not.alwsys or even |
as a rale according to pler The seme is true »f other vheses of nlﬁrplng

and training for wartime procurement. Dr. Yoshpe in his lecture dis-
cussed 2t some length the veluc and limitations of wrocuremert plenning.
His studies and those of gthers have reverled serious werknesses both in
the plannirg end in the menrsr ir ihich the plans were implementeéd,
perticulerly with refsrence to the vital -metter of the ~llocation of
fecilities. 3Iven when. rutbO“ltV to rexctiste contrects wes ziven under
the Act.of 2 July 1940, there wes considersble resistence to its us
e ia

Yot ornly were the suo~ly =ervieas slow to taie, ndvantage of noags ed
contracts but the Office of the Assistent Secretsry, as Dr. Yosfnv points
out, threw its supmort to competitive biddins as the ususl method. ¥With

the feilure to =2dopt the principle of contract regotistion with 2llocrted .
facilities, "the “asic structure of war plenning fvll apart.”

In concluding this eralysis cf the results of plenning for industrinl
mobilization I would like to irndicate whet appear to me es
underlying weaknesses in the planning orogram. These I offe

r rot in any
sense as final conclusions but simply rs tentative ovinions bazed on =2
careful but necesserily limited consideration of the wroblem over 2 vneriod
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of some months. They are opinions of an "outsider looking in." Despite
the many positive benefits resulting from the Pplanrning activities all seem
to be in egrecment that the results were disappeinting ir view of the time
and erergy irvested and the hopes that were hcld. In the broacder aspects

a
of industrial mobilization the failure to secure the adoptiorn of the
s generally regasrded as evidence of a failure on the planning prograx

Trhe first of the unéderlying weesknesses of the nlenning vrogram was

2 certain lack of imagirstion on the part of the plernners. This wre re—
flected in pert in the feilure to dimgnose correctly the state »nd temper
f pudblic opinion »g regsrds not only war =nd planning for wesr but as re-

o
gardsvthc roliticel implications ¢f the INP, A certain lack of imesgina—
icn is. suggested, %00, by the feilure to appraise cdequately irnterrational
rends ané developments es these bore upon tiha Plan. Ther, too, when one
comperes plenning in this field with that invelved, say, in the develop-
ment in rew. types of materiel, it does scerm as thoush there vwes & poverty
of ideas emong the planrers. The IIP esrly essumed & fornm, *er'*l copicd
from our war organizetion at the end of World War I, from which there was
comparatively little chenge. t looks very much es though plannirg got

e

into a groove — the army term ems to te 5 ctrire - from which it never
£esceped.

Mmoo ]

So far 2s the brosder problams of plann
-those concerned with the mobilizetion r~né 21
economy for war, including vlars for/ov=r—el
apnerrs to have been 2 leck of comwvetonce to

-
o+ D

suggestion is made without #ny reflcctiorn upor ﬁ;v ab1¢1ties 3% those

wio cerried on the plenrning. VWhet would you think of turning cver to &

group of civilisns, larg:ly without profaessionel “l;lt?rf 1Be

experience, the tacticel erd strategical aspects of militar

Any such suggestion would be riciculed erd Troporly so.

Defense Act of 1920 the resvorsibility for plarnning indus

tion was given to the nilitery. An i -

headed up the War snd FNavy Denartm e 1 5

carried bn by officers, by men whose ' ) 21ify the

dealing with the larger asvects of ~ob111 ec my Tor wiar, wviat-—

ever may be soid about »rocurement in tize rarrow sense of th» term, Plan-

nirg in any field is clezrly a job for experts, for professionals, not

for amatpu”c Fere was & job cgalling for esperts of mery kinds -— exverts

in admiristration, mublic »rd wrivete, ir tusiness menagement, in economic:
ft nn rmec.

and in govefnment, Jc1010fv angd ponulatigrn. T T .
services failed to sce and unferstsnd adequately all tast wes irvolved in
nobilizirg 2nd runnins, not only industry but tne whole economy, thCV can
They simply were not treined end eo

Pinelly, the plenrncrs leciked wast sceinl scientists csll obiectivity.
Trat is, thﬁv BsCAed the #bility to exclude persqnsl emotions and ore-
Judices in their 2nelysis and sporaie~l of the problems with which they
deslt, Iven the most cereful scholers never sttsin completc objestivity,
of course, but by recognizirng the probvlem of dias, it is pos:‘ble to
counteract its influence. It is vossible tc discover #nd rocognize in
- 14 -
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some degree 2t least our own prejudices and to take constarnt care to pre-
vent ther from distorting judgmernts. To he aware of our prejudices is to

be armed in -some messure against them. The study of our plenning for
industrisl mobilizetion makes it clear thet the planrers were not so
srmed. To put it bluntly, they looked at the economy but they saw only
business. In outlook r£nd symprthies they were lined up souwrrely wi
only one group, one class of &mericen society. This wes only humren =and
is understandsble enough. But wer todsy cbviously ca2lle for more than
the armed gervices—industry tesm. It is tot=l wer snd recuir L
cooperation of 211 clesses, 211 elements in our saciety.

\

(20 September 1946 ) 200-X%
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