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Interview with Mr. Wilfred McNeil
June 7,1976

Condit: Mr. NcNeil, I would like to capture on tape some of the things you were
saying at lunch. Would you repeat, please, your comments on Secretary Johnson's
resignation?

McNeil: In the summer of 1950, there was a buildup against Johnson in the press. It
came to a head on a Saturday. 1 got a call in the office, asking whether it was true
that Secretary Johnson was resigning. | called Steve Early, at Buming Tree and
asked him, and he said there was nothing to it. Later, that afternoon, he called
back. There must be something to the rumor, he thought, because he was hearing it
from too many sources.

On Sunday morning, | was with Early at his home. We decided not to call
Secretary Johnson at his home in Ctarksburg, West Virginia, but rather wait until
Monday. On Monday moming, Steve and | were in the office at 7:15 a.m., when
Johnson arrived. He knew right away that something was wrong, because Steve
Early never came in until 10 or so. Johnson wanted to know what was wrong. Early,
without hesitation, told him "he had been fired.” (I would have taken half a day).
Johnson said that he would go to the White House to see the President and find out.
When he came back an hour or so later, he said—"You're right. I've been fired.”

Well, there were four of us sitting in the office talking things over—FEarly,
Marx, Leva, Admiral Davis, and myself. There had been gossip about the

possibility of Symington taking over as Secretary of Defense. It was an accepted
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‘fact’ that he wanted it. We asked ourselves, who would be best for the
Department, who would Truman have so much respect for that he could never resist
asking him. That had to be General Marshall. So Johnson’s resignation named
General Marshall as the man who should succeed him. “Somehow” it was leaked to
the press. That aftemoon Truman called Marshall. 1t worked. At least, it meant
getting the best man for the Department of Defense.
Condit: What were Marshall’'s major contributions during the year he was Secretary
of Defense?
McNeil: 1 guess you'd have to say, his integrity. The Congress and the public really
respected him. That was the main thing.

Administrator was not his forte. Bringing in Lovett to be, in effect, a general
manager made the combination a winning team effort.
Condit: How did the policy of limited mobilization for the Korean War come about?
Did you have any part in the adoption of this policy?
MecNeil: There was great pressure for going to a full mobilization basis. A lot of
people wanted to rush into a rapid buildup, convert industry, buy everything in sight.
But, in fact, we did have a substantive stock of some items available from World
War i1

Sometime around the first week of December 1850, | wrote a remorandum
to the Secretary suggesting that we didn't need to go all out, that the best thing to do
was to move up gradually but do it selectively. We should get what we needed for
Korea and be ready to move ahead rapidly if we had to, but not to rush into more

than was necessary. Later that day, | asked Lovett if he had seen the memorandum.
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He said he had, but didn’t give me the satisfaction of saying anything more about
it—at that moment. Later | found that Marshall had accepted the philosophy.

Condit: What made you worry? Was it Symington's suggestion for full mobilization

that worried you?
McNeil: Well, Symington, but there was also a great deal in the press too. The Air
Force had just gotten its divorce from the Army, and it took time for them to settle
down. They were seizing every opportunity for rapid expansion in the Air Force,
even beyond their capability to do it.
Condit: Well, when did you know that your memorandum was accepted?
McNeil: When Marshall said, “l want to take this to the Cabinet this afternoon.”
Condit: That was the day you wrote it? The day you gave it in?
McNeil: Yes.
Condit: And then did Truman write an okay on it?
McNeil: 1assume so. At least Marshall testified to the concept a few days later.
Condit: And Marshall and Lovett stayed with that right on through. Now, while we
are on that, what about the stretch out in 1952 for the fiscal year 1953 budget?
Were you the author of that also?
McNeil: Well, I probably contributed but, | was rather the action agent in carrying out
the agreement between Marshall, Lovett, and the administration. | certainly didn't
dream up all the ideas.

You have to go back to the philosophy of the organization. In following
Forrestal's philosophy of organization for the Department of Defense, there needed

to be a mechanism that would provide some internal checks and balances. if you
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had one group advocating something, you ought to have another group coldly
analyzing it to see whether you want to buy the whole idea or proposal or not.
Invariably, you come out with different answers because you are on a collision
course on many policies. That's where good solid citizens like Marshall, Lovett,
etc., and as | mentioned earlier a lot of the senior military, show their great value.
Senior military people may make some exaggerated statements in their speeches.
When you present the pros and cons, say, of an extremely rapid buildup, and show
that that is not in the cards, you will find that a great many will accept a modification
although perhaps their speeches may not sound like it

My concept when | was named the first Fiscal Directar of the Navyin 1944—
Forrestal’s concept really—was that we should pull the programs and the money
together and try to point out the weaknesses, etc., etc., so the seniors could make
decisions. My staff and | were accused or charged many times with making policy.
Perhaps we did, but we didn’t develop positions with the idea of making policy. We
did it with the idea of assembling the facts and figures and coming out with a
balance sheet—which frequently dictated policy. We got credit for doing it. But
actually, what we had done was to deal, in the case of the Air Force later—1952—
with the fact that they were not making progress toward a 143-wing force; they were
not even getting above 90, and going over 120 was all you could expect in the next
couple of years. Therefore, they didn't need as much advance authority as they
might have thought a year or two before that. When you make up a balance sheet
and show that they don't need that authority to achieve all they are physically
capable of, you can get a policy decision. In fact the decision shows for ftself.
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Condit: This morning Mr. Lovett said something about one of the great contributions
of his term being your perfarmance budgeting. | wonder, while we are on this
subject, if you would just like to go ahead into question 4 and talk about
performance budgeting?

McNeil: Yes, 1 will. First, one of the typewritten questions you sent up here the day
before was about Wilson and his group.

Hoffman: That is probably my question.

McNeil: Why he was so calm, so apparently calm and unperturbed about the
strength of Russia, and so forth. Is that it?

Hoffman: Yes, sir.

McNeil: Well, it goes back to the balance sheet idea again. Asan example, | wrote

a paper in 1959, which the Reader’s Digest wanted to publish, but | couldn’t do it

under my name because it was in part at least State Department business. Senator

Prescott Bush finally used excerpts from it. It was published in the Reader’s Digest

about June or July of that year. | have only this one copy but you can take it, if you
don’t mind mimeographing it, and you can send it back. | started the article this
way. Reverse the situation: Give us the Russian capability and give them ours, |
wonder how we'd feel? | try to show that certain types of aircraft located in Mexico,
Venezuela, etc., are not too different from our having fighter type aircraft which could
carry a big weapon in France, ltaly, etc. If you pretend you are ptanning for both

sides, 1 think you tend to avoid excesses and omissions. It might in some instances

" Prescott Sheldon Bush, “To Preserve Peace Let’s Show the Russians How Strong We Are!™ Reader’s
Bigest, 75 (Juty 1959), pp. 25-30.
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force a more rapid buiidup; in other cases, it might indicate we are in pretty good
shape—let's don’t go wild. But it also depends on adoption of a basic philosophy.
Are you going to have Defense on a feast or famine basis, as we did before World
War 11?7 Or are you going to build up a reasonable strength and maintain it so long
as there is trouble in the world? So you adopt that policy. It answers a great many
questions.

Condit: Does performance budgeting allow you to do that?

McNeil: it tends to force decisions based on fact and the exercise of judgment.
Condit: When did it really come into effect, Mr. McNeil?

McNeil: Well, the act, which authorized it, was passed in September 1949 but it
was known that it was a five or ten year job to get the program underway. The
performance budgeting system covers a series of administrative procedures. In this
Department, it is not like an administrative budget for the Department of Commerce
or Labor, where you are just budgeting for salaries, rents, paper, and so forth. It
must cover procurement, maintenance of equipment, maintenance of stations,
operation of ships, aircraft manufacturing, services facilities such as providing post
exchanges, elc., etc.

When | was made fiscal director for the Navy, | wanted to get the basic
planning and funding organization so organized that it become an internal check
and a balance mechanism and provide a better means of control and direction. |
wanted a procedure so that the commander of a ship would be a customer of the
Navy Yard. As a customer, he would “squawk” at the price or the quality of the work.
While you could have somebody go out and make an examination or have a
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management engineer produce a study, it would never be as effective as to have
the customer riding herd on the shipyard (supplier}, having the customer ride herd
on the printing plant as to quality and numbers and price.

That type of thinking gave birth to a part of Title IV of the Amendments to the
National Security Act, which were passed in September 1949. That is really part of
the budgeting process, although some peopie wouldn'’t recognize it as such. Title IV
provides for industrial or commerciak-type activities to be organized as commercial
business ventures, which means it is operating under a working capital concept.
First, we got authority from Congress to take money which had lapsed and to bring
it back to life to become the working capital of these “corporate” enterprises. To
establish the working capital didn’t cause any expenditures as far as the public was
concerned, but it gave a memorandum figure against which you could write checks
untit you could collect from the customer.

The first industrial fund activity started was in the Pentagon basement, the
printing plant. Subsequently, everybody who got printing done in the Pentagon was
charged forit. The printing plant could not determine the numbers of copies they
could have, but it did charge them with the cost of the operation. Immediately,
everybody who wanted printing done had to take a ook and see if his own budget
could support it. It provided a constraint. Up to then you had a budget for printing
but everybody reached in on the shelf and took out what they pleased without

accountability.

Page dstermined to be Unclassif
fteviewsd Chief, RDD, WHS .

o W03



The first large organization established under the industrial fund was the
Military Sea Transportation Service, which we started out with, | think, about $85
million working capital.

Condit: Was that MSTS or MATS?

McNeil: MSTS. Now comes the most important part. The Army, right after the
divorce of the Air Force, wanted to do the housekeeping for the Air Force, wanted
to keep all the functions they could. But the Navy didn't want to do any
housekeeping for anybody else because they felt that any dollar that went into
housekeeping meant one less dollar for purely Navy purposes. Some mechanism
such as corporate organization or a working-capital operation, where everybody
paid for what they used, was the only way you could get single service performance,
get a single service to do housekeeping for others.

The minute the Navy knew they would get reimbursed on a tariff basis for the
work they did for the Army, Navy, Air Force, Marines, and State Department, they
gladly would run MSTS. Meantime, Air Force, Army, and everybody was critical of
MSTS because it charged too much. That's exactly the kind of atmosphere we
wanted to create—where every shipper was squawking about the tariffs. And when
four stars and three starts, etc, started to squawk, they had much more effect than a
gold-embossed report from a management engineer. Then instead of budgeting for
200 ships to operate and steam anywhere anybody wanted, you budgeted for the
service you wanted rendered—for moving x tons of material from San Francisco to

Korea, or for carrying so many people. You had flexibility to run things more
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Before the MSTS was started, ammunition ships used to be idie in San
Francisco harbor for an average of 50 days as | recall it. Once MSTS got going, it
was so managed that the average layover time was less than four days.

Condit: How far did you carry this forward during Lovett's time?

McNeil: MSTS was started before Lovett. But it was a continuous process. | was
fucky, because every boss | had supported me, and Lovett supported me beautifully.
I brought a copy along of the Committee Report (No. 1064, 81% Congress, Ist
Session) which—there aren’t many copies around any more—tells the reasons for
some of these things.

Another type of operation, certainly related to performance budgeting, is the
authority to pool funds for a multi-agency task. When | went out to Bikini for the first
A-bomb shot, | couldn't help but see | had known it before but that series of
experiments provided it—that Army, Navy, and Air Force, practically every activity of
Government, had some experiment or something going on out in Bikini. Admiral
William H. P. Blandy had 189 pots of money that he used to operate Bikini, 189
different allotments. That's a hell of a way to run a railroad! So | wanted legislation,
which I got from Congress, which made it possible to dump 189 different pots of
money into one management fund. When Admiral Blandy’s successor went out to
Bikini he had one “pot of money” to operate the experiment. We got authority form
Congress to charge each one of the 189 according to the estimated cost of each
activity.

That's important, because GAQ could not look behind the distribution. If we
spent $10 million, we distributed $10 million in costs. We couldn’t distribute $11
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million. Because of the competition between entities of the Government, you
couldn't, from a practical standpoint, charge one any more than a responsible
approximation. Yo u had to prove what you were charging for, but you didn't have to
get down and worry about the odd cents. This management fund idea really made
so much sense. Well, take a bus [ine running around San Francisco Bay area. If
you had only one bus line serving, Navy wasn't going to do it, Army wasn't going to,
and Air Force wasn't going to. But you could have one running under a
management fund, picking up all the school kids or workers for some activity, and
you could distribute the cost on the basis of head count at the end of the month.
That might be just an example. Any reasonable solution. But again, it fies into trying
to put a price tag on the services rendered or the material purchased.

‘Performance budgeting” was in a sense what Hoover labeled it.

Condit: Can | go back to Secretary Johnson for just a moment and my first question.
thave seen what you have told Dr. Goldberg before about Secretary Johnson and |
was very glad to see that assessment. | think it is a more rational assessment of the
Secretary than is the usual case, because he was certainly subject to the press
buildup against him. But how would you assess our military posture at the start of
the Korean War on June 25, 1950, and to what forces would you attribute that
posture?

MeNeil: Well, | think you have to go back to the directions that Truman gave
Johnson. That's been one of the things that the press and the public never
understood about Johnson's efforts to cut back. He was in sympathy with it, but he

did not do it on his own initiative. On July fifth, shortly after Johnson came aboard—
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Frank Pace was Director of the Budget—Truman had the Secretaries and the
Chiefs at a meeting in its Cabinet Room at the White House. Johnson, Early, and |
were there, in addition to service secretaries and the Chiefs. Truman laid out how
he wanted expenditures controlled, expenditures of previous and current budgets
controlled: He put a limit on new obligational authority in the new budget, as | recall
$13 billion, of which half a billion was for stockpiling and critical materials. Not a
solitary Secretary or Chief made a complaint. | objected, because a couple of
things weren't possible. After quite a little argument, Truman said, "Well, you work it
out with Frank Pace.” 1 did, that afternoon, at least taking the stockpiling out, still
leaving the budget about $13 billion—an effective increase of a half billion dollars.
However, to meet that figure required a lot of cutbacks. This was directed by
Truman.

Condit: This was on fiscal year 1950 or 18517

McNeil: 1951-—this was July 1950.

Condit: July 19507 On both budgets?. . .. Both.

McNeil: No, July 1949. | am sorry, July 1949. That was a pretty sharp cutback.
Also he set an expenditure limitation. The Navy jumped in right away and made the
program adjustments awfully fast. When you cut back, if you cut back

quickly, the result is minimized. But if you let it drag one-two-three-four-five months
and then make program changes for the last two or three months of a year, it will
virtually wreck you. Navy did it very promptly, but Army didn't remodel their

programs for five or six months, and as a result programs were seriously affected.
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McNeil: Yes, so they absorbed their—1 hate to say "share”—their target. They did
that in less than 60 days. We had 10 months to absorb the cutback. The Army took
months before they got their rework of their plans, and it hurt the Army very badiy.
Condit: General Lemnitzer is very bitter toward Secretary Johnson about the Army
cutback.

McNeil: They were, but part of it was their own fault. ltis like the New York City
situation now. If you have trouble, you had better get in and fix it quickly; then the
cutback doesn't have to be as sharp and as difficult to save the same amount of
money.

Condit: Well now, the budget for FY 1951 was set at $13 billion by Truman, if |
remember correctly.

MeNeil: $13, maybe a little more. Frank Pace was Director of the Budget.

Condit: When the war came in June 1950, the country blamed Secretary Johnson
for the cutbacks. Now, | understood that perhaps it was his style of cutting back, that
he was very flamboyant about it. Is that true?

McNeil: This is quite true. | said itin a different way; | said the public acceptance.
Condit: That's true. Public acceptance was nil, wasn’t it?

McNeil: | am sure he sympathized with Truman, so he didn’t object too much. But
Truman was the one who directed the cutbacks.

Condit: Well now, when Johnson testified before Congress, he said something to
the effect that the country was in better shape to move ahead, to mobilize. It wasn't
in a better readiness posture, but it was in better preparation to mobilize than it had

been for years. Would you agree with that? Page datermined to be Unclassified
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McNeil: Well, it certainly was true compared with the times before World War | or Il.
Condit: What about from 1946 on?

McNeil: No, I wouldn't think so.

Gondit: We were less prepared in 1950 than we were in 19487

MgcNeil: Not in degree, butin numbers, yes. There had been a pretty sharp cutback
in numbers since 1948,

Condit: So you really wouldn't buy Johnson's statement to Congress?

McNeil: No. But overall, you were in pretty good shape from the standpoint of

materiel because of what was left over from World War Il. As far as Navy ships
were concerned, they were practically all new. Ships—good for 20 to 25 years——
had only been at sea for five or ten years, so that you were in better shape than you
were before World War Il. You didn't have to get certain kinds of artillery, rifles, etc.,
but the Army was pretty well in difficulty as far as numbers of personne! were
concerned.

Condit: To what do you attribute Truman's passion for economy?

McNeil: Well, { think there were a lot of people who agreed on a balanced budget,
and he didn’t think, as Forrestal did, that we were still in trouble in the world.
Condit: Did you feel that the Services were able to use the money efficiently after
the war started?

McNeil: To a degree; that is all relative. | don't think they bought many things they
didn't need. |think that ali of us probably went along with more money for the Air
Force than they could properly use in 1952 and 1953. That article right there gives

a little explanation of it. The Air Force was heading for a 143-wing air force at the
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time, which we thought, was a little strong. Anyway, it was a target and we knew that
we wouldn't reach it for two or three or four years. But when we got along into 1953
they had only gotten to a point where they had a force of 93 wings, some of those
still not in readiness condition. The interim goal was set at 120 wings, which was a
cutback. That, plus the fact that they hadn't got as far in 1952 and 1953 as was
originally planned, meant that they had excess obiigational authority or buying
power. That was the reason for the cutback in 1953.

Hoffman: | would like to pursue that. That budget was the one you designed
originally. Why was the excess authority allowed to remain in there in 19527
McNeil: Well, obligational authority held in resérve doesn't cost the taxpayers any
money, if you have it under control. And this was pretty well under control, This was
a decision under Truman, once the Korean War started, not to take any action to
remove the excess. The excess developed gradually, slowly, because the Air Force
was certain they were going to have 120 wings right quick. They were certain that
Boeing, etc., etc., were going to come through a little faster than they did with the
design. This indicated any number of facets of the Air Force operation; they just
didn't get organized quickly. The Chiefs, the Secretary of Defense, and men of my
own rank were influenced a bit, thought they would get along a little faster. The Air
Force was a new outfit, and they didn't have the necessary internal logistics support.
The old Signal Corps of the Army used to do their buying for them, remember? |
think we probably all thought the Air Force was more competent to get things done

than they really were.
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Hoffman: You were the author of the precise figure that was put in between the
revision of FY 1854 budget and the initial 1954 budget?
McNeil: Oh, | am sure, but it wasn't a final figure. It was a result of a current lock,
rather than it was trying to make a final precise figure. After that, we got to the point
where we again had budgets for the future. They were based on target plans and
figures, yes. But not at that time.
Hoffman: Well, each year, in the office papers of the Comptroller’s office, | have
come across a figure that would come down from the NSC, sometime in November
usually. A precise, allowable defense spending figure. Now, | am wondering who
was the author of that. Were you the author, the Bureau of the Budget, Secretary
Humphrey?
McNeil: 1would say that the NSC staff—~Bob Et were primarily responsible but we
weren't paying too much attention to them. That was after the fact, because actually
most of the work had been done before those figures were gotten together. it
disturbed me very much that they did planning in this order. To me the time spread
from initial planning and the transtation of such figures into budget terms was entirely
too long. The year in which you were going to operate was 18 months still in the
future. That's the reason | got the Director of the Bureau of the Budget to assign his
budget people to the Department of Defense. You knew that happened, didn’t you?
it was the only Department in the Government to do that. We sold the President on
the idea of allocating 30 or 40 people from the Bureau of the Budget to the
Department of Defense to shorten the time between plans and budget submission
to Congress. They were afraid they would be seduced, but we reassured them that
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they would have “keys to the safe” and know whether we were trying to unduly
influence them. According to the law, you know, the budget is supposed to be
submitted in September. By doing this DoD didn't have to submit & budget untii
December. That was done in order to shorten the interval between the time you got
your authority and the time you used it. If you could get it out of Congress on time in
early spring and final planning had been done in November/December, that meant a
shorter time between planning and program implementation.

Condit: Mr. Lovett has written more than once that the budget process was one of
the major means by which the Secretary of Defense could control the OSD. How
does that work?

McNeil: it is very simple. The Secretary of Defense or Secretary of a Service can
sign directives till H— freezes over, and not much will happen. But to shut off the
faucet is a sure way to stop something; or if he fumnishes money, it is a sure way to
help it along.

Condit: How much authority does the SecDef have to stop the money?

McNeil: Virtually complete. More than they ever exercise.

Condit: He can just tell them not to use it?

NcNeil: Sure. Don't allocate it. Now they are getting to a point in Congress, of
course, where Congress is questioning the apportionment process. The President
doesn’t have as much authority under the apportionment process as he used to
have.

Condit: | can see the President, but | didn’t realize that, in addition to the President,
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MgcNeil: Il tell you a little story. Shortly after the Unification Act was passed, the Air
Force operated as if everything they did was secret, top secret. They had a lot of
fun classifying material of an administrative nature. When they were up before the
House Committee on Appropriations in 1850 or thereabouts, Congressman Harry
Sheppard was trying to get them to put on the record what they did out at San
Bernardino on the Safety Board. They said they couldn’t telt him because it was
classified. This went on for about an hour. Meantime, one of the clerks of the
committee called me and said, “You got troubles up here. The Air Force is in
trouble with Taber and Cannon and the committee and they won't talk.” | said,
"Okay, I'll come up.” Just as | arrived, John Taber—did you ever hear of him?—
Condit: No.

McNeil: He was the senior Republican on the committee. He squirmed out of his
chair and he said, “Gentlemen, you may be right. Maybe this committee doesn't
have any authority to look into such operations. We are interested only in those
things that take money, and if this takes no money we have no interest” The next
day there was a truck backed up under the steps of the Capitol and about three tons
of reports on San Bernardino were delivered to the committee! That is a true story.

Condit: Can the SecDef on his own say the Air Force won't get money that the

Congress has appropriated? Although Congress is now raising questions about it.
MeNeil: We used todoit. We used to do it frequently.

Condit: Youdid it for him?
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McNeil: Well, it was not done without his knowledge. He may have not known the

exact figure.

Condit: | see.

McNeil: Forrestal understood that.

Condit: In wartime it is harder to exercise that, isn't it?

MeNeil: In the first place, no Secretary would be irresponsible, he wouldn't cut off
funds just for the fun of it.

Condit: No, he would realize he had a possible fight on his hands.

McNeil: Sure.

Condit: How did wartime affect that? Didn't that change the relative power position
of the Secretary and the Services?

McNeil: War changed the amounts more than the procedure.

Condit: He would have to cut off more before he would have any power?

McNeit: Yes. For example, consider an allocation to the Air Force and the Bureau
of Aeronautics. You might allocate 80 percent and withhold 20 percent, until they
got a flying-hour program approved. Their original flying program might have been
50 hours per pilot per month, and maybe it developed that 35 hours was just about
all they were going to have this year from the standpoint of the availabiiity of aircraft
and the necessity for training. This apportionment process is really quite a powerful
process. Forrestal understood the need and use of it. Lovett and Wilson did too. |
don't think some of the others quite understood its use as a management tool.
Hoffman: You really used that apportionment process quite vigorously in the overrun

problems associated with the FY 1957 and 1958 budgets. In fact, looking through
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the period from early 1957 onward, you began to have trouble with Brundage. He
cut below the various apportionment figures you wanted, which were pretty much
austere figures to begin with.

McNeil: We had problems with the apportionment process right along.

Gondit: Where does NSG 68 fit into the Korean War years? How far did we try to
implement NSC 68 in addition to fighting the Korean War?

McNeil: Well, I am a little fuzzy on that, on the exact impact of that now. NSC 68
was kind of a target, not necessarily something we were going to achieve at any
exact date. ltwas kind of a target we wanted to get to at the end of the road
dependent in part on the availability of funds, but there were a lot of detours getting
there.

Gondit: That represented a new look at the possible threat of Russia to the United

States and our comparative position?

MeNeil: The big change in strategic concept, | guess you would call it, was in 1953,
when Eisenhower named the “good new Chiefs,” as the press called them. One of
the first things done at that time was to send the Chiefs down the river on the
Sequoia for four or five days, with the idea of their coming back with an agreed
philosophy and possibly a change in concept, hopefully with an agreed upon plan. it
didn’t quite come out that way, but the net result in trying to determine priorities was
to ask, "what was the most serious threat we have?' That would be the nuclear
threat. So there was an increasing emphasis on the Strategic Air Command and
Air Defense. Increased emphasis on those, and lesser emphasis on ground

support operations. This was primarily for the reason that you probably weren't
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going to maintain year in and year out in Europe and elsewhere a three-million-man
army, but you would put a high priority on air power by being able to retaliate to save
yourself from “disaster." It was felt that, in the case of ground forces, you probably
would have more time to develop and work out requirements as to numbers of men,
supply training, and so forth. That was probably the biggest change under lke—
when Ike asked for a new or current concept.

Now, Radford, Chairman of the Chiefs, knew what that meant. So did the Air
Force. Army never quite understood what that meant or did not choose to. |
remember that General Ridgway came up one time with several of his staff, quite
provoked about our action on the Army program. | said, “Listen, you were there
when we took the Chiefs to the White House and explained the concept to lke."
When the new Chief got back from the Sequoia, Mr. Wilson took them to see lke
who spent three hours questioning them and talking about it. Ridgway finally said, “|
thought that was just an exercise. To implement the concept | reduced Army buying
by 5,000 trucks. This was an example of this new philosophy that lke and Defense
agreed on.” In our staff work, we were merely carrying out the agreement, which had
been developed by the Chiefs and approved by the President about July 1953 (It
might have been June). While the paper itself didn't say so many airplanes, so
many troops, and so forth, there was a philosophy that somebody had to interpret
into numbers. We did that, and we caught hell for a while, but it was the philosophy
that had been agreed upon.
Condit: Well, that was the problem of postwar cutting back. What were your

reatest problems during the Korean War? Page determined to ba Unclassified
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McNeil: Well, | recall one budget, 1 forgot which year it was, that was submitted for
$104-106 billion. it wentto Congress in 1954. Some people thought that was
evidence of a very silly operation that is permitting the submission of plans that
could not have been financed. | never worried too much about such criticism; |
always thought the smart thing for Defense to do (and still think so) was to list
everything they might need. Then go down and start culling out the weak items. ltis
one way to establish priorities.

it is just this simple: When the war was over | had a 1941 Oldsmobile. It had
a hole in the floor mat where my heel rested from the accelerator, the bumper was
bent, and so forth and so on. | went out one Sunday morning and made a list of all
the things that dam thing needed, and it would cost about $500. | wasn't going to
spend that much on an old car, so | came out with a $103 total bili and drove it for
two years more. Weil, the tooth was off the low gear bui | never used the low gear
anyway, | always used second, so | didn't have to fix that. | straightened the bumper.
| used mastic for my rubber mat. So | came out with a fraction of the cost.
Condit: You sound like Ron and me.
Hoffman: | have a car with a hole in the muffler right now.
McNeil: No, but ! recall a lesson | learned right at the end of the war (1945). Admiral
George F. Hussey, Jr. was Chief of the Bureau of Ordnance. At that time the
proximity fuse was one of the great new ideas, and it really was a very important
thing. But there was still development work to do on it, although it had been used in
the fleet for a couple of years. At that time, to live up to the President’s limited
spending and so forth, we had used the allocated target; and the Bureau of
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Ordnance didn't have a single nickel for the further development of the fuse. Well,
we got that fixed. But if he had been “permitted” to list everything he thought he
needed, that would have been on the list. As | say, we caught it, and there was
money in the budget for it, and development continued. But somewhere up through
that pyramid structure, it had dropped out.

Condit: Thank you very much, Mr. Secretary. That is the end of my list of questions
and | will defer to Ron Hoffman now.

McNeil: One maore thing, about your performance budgeting. The Army in all its
history never had its common leased property under financial control. Starting back
at the time of the Spanish-American War, the Navy had a small fund of about $200
thousand for “papers and pencils,” which they then charged to the user. During
World War | that got to be a pretty big Sears-and-Roebuck type of operation, where
stuff on the shelf was charged to the fleet or whoever used it.

We got authority in Title IV of the National Security Act to require that all
property be kept under money contral and that common use property be kept in
what is known as stock funds. One reason for the name is that some people in
Defense, in Navy in particular, knew what that meant. It meant that all common use
supplies, like paint and so forth, would be under control of the “Sears, Roebuck
Corporation” in each Service. For anything taken off the shelf, or if Navy got some
stuff out of an Army warehouse, the user had to pay. lt was charged to that project's
operation for that year. See what | mean by the so-called performance budgeting?
We were trying to get everything charged to the user and for the purpose it was
used. We were trying to get such efficiency into the place that a guy at Bolling Field
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who wanted to build something or repair something could draw 2,000 feet of lumber
and be charged for it. Then if he used only 1,000 feet and he took the other 1,000
feet back and put it in the store, he would get credit for that. You no longer would
have stuff sitting around unused, because you would get credit for it if you took it
back to the store. All this without any supervision and without any argument
because it is self-auditing—the customer squawking about the supplier and the
supplier annoying the customer. tis always two-dimensional.

Condit: This started in the Navy, then?

McNeil: 1t started in the Navy in a small way, then we expanded in the Navy, and
then we got it into the Army and pretty well into the Air Force. But not quite. Air
Force didn't want somebody to know quite what flying hours were costing, so they
were slowest to get on with it

Condit: General Lemnitzer has told me to ask one more question, and that is, what
shouid | have asked that | haven't asked? He told me | had missed out on the right
question when | finished his interview; so now | always ask.

MgcNeii: | happened to write that report, for Carl Vinson in the House, that tells the
story of the financial structure (No. 1064). | consider that very important. Each time |
get a new batch of people around here, | go around and peddle it, not because |
want to run things but just to show them what authority they do have. But some of
them aren’t using it.

Now they have got some new wrinkles in Department of Defense budgeting
and that is the DSARC ouffit (Defense Systems Acquisition Review Council). The
DSARC is nothing but an organization to go over weapons systems. Well, we used
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to do that too, only we didn’t do it formally. We used to get the ideas of the
Research and Development Board, or go down to the old Munitions Board
chairman or somebody. In fact, we used to do it in our shop, but we didn'tdo it all
ourselves. For example, we had lunch with John B. Macauley down at the Research
and Development Board to get ideas on missiles.

I will tell you a story. We are having trouble with the Army and the Redstone
Missile. Nobody objected to their going ahead and trying to develop a missile, but
the Army wanted to really equip themselves with a short-range missile, which they
called mobile. It wasn't mobile, it wasn't even moveable, because it took a truck
train about 40 miles long to support four missiles. And after you got liquid oxygen,
you couldn’t charge and arm it for several hours. It only had a range of 150 miles,
and it really was a bad thing. Things had gone on pretty fast, because meantime
solid fuel had come along and was possible.

| remember, Mr. Wilson and | went down to see lke in Augusta, which we
usually did a couple of times each year. Atthe end of that, | told Mr. Eisenhower that
the Army had made a claim on this (Redstone), and | had stricken it out. | said,
“When we get back, | am going to leave it out, but | will encourage the Secretary of
the Army and Chief of Staff to come over and squawk and make an appeal. | want
you to hear this story.” He said, “Well, no, if that's the case, take it out.” | said,
“Okay, but | think they can do this: it really is possible to have a solid fuel missile that
weighs 10,000 pounds, that can be broken into three parts, so that it is mabile and
can be frucked, because solid fuel is ready to go any time.” lke said, “You can?" |
said, “Yes, lam told itis possible.” He said, “Well, do you want to put some money
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on it?" Isaid, "Yes." “How much?” | said, "Oh, | guess $10-12 million would get it off
to a good start this year.” He said, “Okay.”

I came back and went down io see Secretary Brucker, Secretary of the Army.
| said, “Mr. Brucker, | told you that Redstone wasn't in the cards: | just talked to the
President about it, and he agrees to taking the money out of Redstone.” He went
through the “overhead,” but he came down in a little while. And ! said, “Listen, you
have a great opportunity with this solid fuel missile, because it will have a range of
250 miles, with a growth to probably 400 to 450, and it is truly mobile. Why don't
you get out your book of Greek mythology and let's get a name for it? | have to tell
George Mahon (House Appropriations Committee) tomorrow morning about what
we are going to do, and that the Army is going to do this. 1 would like to get the
Army name in there, standing in line, you know.” Remember the missile we had for

anti-aircraft—the Army Nike, the Hercules? He said, “We are not going to use

Greek mythology any more.” “Well, | said, “call it the Black Jack if you want to.”
That afternoon we had a meeting with all the Secretaries and Chiefs to wrap
up the budget, and Brucker must not have thought | was there; | was sitting at the
end of the table. Brucker had a little paunch, you know—patted his arms like this—
and he said, “Gentlemen, | have an important announcement to make. We have
decided to discontinue the Redstone missile. We now have found we can develop
a missile at 10,000 pounds, using solid fuel, with a range of . . . . There are people
who want us to name it the Black Jack, but we are not going to do that. We have
decided to name it the Pershing.” And that’'s the Pershing missile we have got
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Condit: That unbelievable.

McNeil: That's the way you make good decisions. When | made decisions | made
them look as if they were made arbitrarily, but they were not really. That was after
long discussion.

Hoffman: What about the decision in 1957 to cut 100,000 men out of the Army’s
Fiscal Year 1958 budget. Was that your decision?

McNeil: No, I don’t recall that specifically.

Hoffman: The FY 1958 bill was already in conference, and it was very late. That
was the budget that took so long to get through. in fact, that was the year the legal

authority to budget ran out, went past June 30th.

(Note: This document represents McNeil's corrected version of the first 43 pages.)
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Interview with
Mr., Wilfred McNeil
June 7, 1976

CONDIT: Mr., MeNeil, T would like to capture on tape some of the
things you were saying at lunch, Would you repeat, please, your
camments on Secrebary Johnson's resignation?

MeNEIL: In the summer of 1950, there wees & buildup against Johnson

in the press. The press—sispbed.it. It came to a head on a Saturday.

I got a call in the office, asking @é whether it was true that

JA /gw!pfv‘f THEN ,
Secretary Johnson was resigning. I celled Steve Earl‘}r and asked him, ;

end he sald there was nothing to it. Later, that a.ftérnoon, he celled i

/nk back, There must be scmething to the rumor, he thought, hecause

h hearing 1t from too man urces. ' Cpekid
e was hearing om too ¥y sources . é’ ;M@M Lt Kt

g ar Sons P Ay M]}{f{/lhlg Tl L G T 7 & TR, B i ;
st b CrLr ,L- R R by - b k3 A B 2 5 :
: on* Mo morning, Steve and T were in ﬁae h\'\Xovff:l.ce at 7115 ot

a.m., when Johason arrived. He knew right away that something was

adrin e Amacti b Lo
wrong, because Steve Early never came in until 10 or so. bt

Jes il se totomy . Gaike | un ot Aiibdann KeoiiZliom,
give—Johnson—ever—tiveminubes told him sdghbeefl "he had been fired
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(T would have taken half a day,) Johnson said that he would go ‘ewer
to the White House to see the President and find ocut. When he came

. Forcr b S Loty ‘
back,}he said -- "You're right. I've been fired."

Well, there were four of us sitting in the office talking

things over -~ Barly, Marx Leva, Admiral Davis, and myself. There

" had been gossip about the possibility of Symingbon taking over as

Fi L
M e o alerptid frct At
Secretary of Defense, He had-adweys wented it, We asked ourselves,

who would be best feor ﬁhe Department, who would Truman have  so mach
respect for that he could never resist asking him. That had to be

Genersl Mershall. So Johnson's resignation named General Marshall

a8 the man who should succeed %’\ We—pub—dt—in-the—lehber-to

Prumar—and "somehow" it was leaked to the press. That afternoon

Truman called Marshell. It worked. At least, it seawved-eibbie—dit

/béf getting the best man for the Defense Department.
CONDIT: What were Marshall's major contributions during the year
he was Secretary of Defense?

McNEIL: I guess you'd have to say, his integrity. The Congress,

Unclassified
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the public really respected him, That was the main thing.

He—wg—%a—gaedﬂdmlnistratm
ﬁ:"”‘”"ﬁ“& A ?M fhwwyu - el

W%WMM“WWK‘;

in Lovett to

CONDIT 2 How did the policy of limited mobilization for the Korean

WAr come abm;t? Did you have any part in the adoption of this policy?

MCNEIL: There wWas i‘-ﬁf@:ﬁf pressure for golng ﬁi’ a full mobiliza~

tlon basis, A lot of people wanted to ge—emd rush into a rapid

buildup,{ﬁy'—everything in sight. Bub, in fact, we did have a. et

dids Ipcctons gj e A
of—tefiover stock‘:}fa.va.ilable.fw- Lwes tm 7L

Sometime ddsr sround the first week of December 1950, I

wrote a memorandum to the Secretary suggesting thet we didn't need

to go all out, that the best thing to do was to move up gradually. ok

We should get what we needed for Korea snd be ready to move shead

rapidly if we had to, but not to rush into more than was necessary.

Leter that day, T asked Lovett if he had seen the memorandum. He

said he had, but didn't give me the satisfaction of saying anything

more about it ~- at that moment, ILater T found p‘\tt/ that Marshall had
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accepted the philosopﬁy.
L

CONDIT: What made you worry? Was itISymington's suggestion for
full mobilization that worried you?

A hivi
McNEIL: We;l, Symington, but-¥% was also a great deal in the press
too. The Air Porce had just gotten its divorce from the Army, and
it toock time for them to settle down. Tﬁey were seizing every
oppartunity for rapid expansion in the Air Force, even beyond their
capability to do it.
CONDIT:  Well, when did you know that your memorandum was accepted?
McNEIL: When Marshell said, "I want to 4ake this to the Cabinet
this afternoon.”
CONDIT: That was the day you wrote ité The day you gave it in?
MCNEIL:  Umm. &4
CONDIT: And then did Trumen write an okay on it?
McNEIL: I assume so. At least Marshall west—up—and testified to

caverp’ & LiAran
Ie=#n the,newt few doys or—twEHeks.
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CONDIT: And Marshall and Lovett stayed with that right on through.
Now, while we are on that, what about the stretch out in 1952 for

the fiscal year 1953 budget? Were you-the author of that also?

Py YWY me Ak a i

McNETL: Well, I .g§_nat4m£§xuuulﬂﬁr4%m—it, I was/the action 4 -
) ! o P>
agentr~bat-%heme—wagqagreement between Marshall, Lovetﬁ;- Lat’s

Cenhsiamty

say. I wowld be the acticn sgentyaltHOUZD I probekly didn't dream up
all the ideas.

You have to go back to the philosophy of the organization.
In following Forrestal's philosophy of orgapization for the Depart-
ment of Defense, there needed to be a mechanism that would give yﬁu/dt“”‘“&
. some internal checks and balances, If you had one group advocating
something, you cught to have another group coldly analyzing it to see

. ) ides o W"’M

whether you want to buy the whole Fhimg or not. Invariably, you
A
come out with different answers because you are on a collision

course on many policies. That's where a good =zolid citizeq‘like

Marshall, Lovett, etc., snd as I mentioned earlier a lot of the

S g i rafant - 3d;wm4; ,M&&;aa,ﬂgmfsﬁuﬁﬁb‘
senior militexy, ama_prettyfzﬁiéggggépie.. Tieey make some abhld }
’6nyMa&a,
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statements siumddmes in their speeches, wathen yeuget—rigitt down
tobusiness—they—arT pretby solid ¢itizens. When you present the
pros and cons, say, of an extremely rapid buildup, énd show that
that is not in the cards, you will find that a great many peeple

A ﬁZ;;:Zz;&aiZ:; #HEZQ“ik
will accept h perhaps thelr speeches may not scund like i%.

. My concept when I was named the first fﬁscal.%irector of

e LAt
the Navy}~~ Forrestal's concept really -- was that we should pull

the programs and the money together and try to point out the

5 awd |

weaknesses, ete., ete., so the senlors could make decisions, We {

were accused or charged many btimes with making policy. Perhaps we
?ma,w-

did, but we didn’t de—itf with the idea of making policy. We did it

with the idea of assembling the facts and figures and coming cut with

2 balance sheet ~- which frequently dictated policy. We got credit

for doing it. But actually, what we had done was to deal, in the

case of the Alr Force later -1952 - with the fact that they were not making

progreas toward a 1%3-wing force; they were not even getting above

20, snd going over 120 was all you could expect in the next couple
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of years. Therefore, they didn't need as much advance suthority
as_they might have thought a year or two before that. When you

make up a balance sheet and show that they don't need that authority -
to achieve all they are physically capable of, you can get a policy!_
YOULEReggeton decision., In fact, the decision shows for itselif.
CONDTIT: This morning Mr. Lovett said something about one of the
great contributions of his term being your performsnce budgeting.

I wonder, while we are on this subject, if you would just 1like to

go ahead into question 4 and falk about performance budgeting?
McNEIT; Yes, I will, Iﬂhaw%hnne_thimgduﬂﬂ;klﬁggne of the
typewritten gquestions you sent up here the day before was about
Wilson and his group.

HOFFMAN: That is probably my question.

McNEIL: Why he was so calm, so epparently calm and unperturbed
about the strength of Russia, and so forth, Is that 1t?

HOFFMAN: Yes, sir.

: ;\Jx_a. £o At LA prnpty y
MeNEIL; Well, it goes back to the balance sheet again. thﬁ?EfE““‘—‘“j
A

Page datarmined to be Unclassified
Reviewed Chiaf, RDD, WHS
AW EO 13526, Section 3.8

e HAR 0 6 2014

L YTy ey

o ——_



L3 e —

&
agggigggé in 1959 which the Reader's Digest wanted to publish, but
AAdby g W, i’ JRavt 4t Lea g
%uﬁa

I couldn't do itﬁPecause it was pesxXly Btate Department business.

Lot . £ , ’ e Butes
Pred Bush finally tesk-it’ % Sigmed excerpts from it sl it %

Reader’s Digest, about June or July of that year.* I{ggizjﬂ;;émibis

one copy but you can take it, if you don't mind mimeographing it,

fo ot
and you can send it back., I startedﬁthis way. HReverse the situation:
Give us the Russian capebility and give them ours. I wonder how
we'd feel? I try to show that certain types of aireraft located in
Mexico, Venezuela, etc., are not too different from our having

fighter type aircraft which could carry a big weapon in France,

Italy, etc. If you pretend you are planning for both sides, I think
thtm chnreo %chfhﬂ frried At A gaerreen,

it~wéa;d—@rcvent—you-fwtmrﬁeing“siiix. It might in some instances

force a more repid bulldup; in other caseg, it might indicate we are
alis

in pretty good shape -~ let's don't go wild., But it ag¥l depends on

adoption of a basic philosophy. Are you going to have Defense on a

feast or famine basis, as we did before World waf IT? Or are

¥Prescott Sheldon Bush, "To Preserve Peace let's Show bhe Russians
How Strong We Are." Reader's Digest, 75 (July 1959), Pp. 25-30.
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you going to build up to & reasonable strength and meintain it -

so long as theré is trouble in the world? 8o you adopt that i

thingy-that.one policy. Xt answers a great many questions.

CONDIT: Does performance budgeting allow you to do that?
JLW-’{" b AR eesisry ﬁ;z“(g..‘_ Mﬁ L
It t. .

CONDIT:  When did it reaily come into effaect, Mr. McNeil?

McNEIL:

MceNEIL: Well, the act which authorized it was passed in September

e
Performance budgeting y%—dml#wﬂ&mmﬁmame

Seni 4 W'{’%m

of 1t., Actualiy. Lthe-budseting system covers & mumrer—ef-tiings.
K vl px,r;mm

It is not like an administrative budget for the Department of’

Commerce or labor, where you are Just budgeting for sa.la.rles , rents,
94— it Lanty Wr ’hﬁﬁ*ww
paper, and so fory‘t»m‘é"*ﬁms made fisca.l direc?bor for the Wﬁ?,\\

Ansl Ay
I wanted to get the basic naued organizetion so organized that it

A

become an internal check and balance
MW R tuttn fcens W i alrrectudg,

Chy
mechanism I wanted h&pn-tu-a.:t 50 tha_coumnders—f- commander of a
W

ship of the Navy Yard at Puget-@ound -- would he & customeD—

A b
As a customer, he would squawk at the price or the quality of %
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work. While you could have scmebody go out and meke an examination

ff:w‘v & %"W‘ﬁ"ﬂwf‘- )
or{ engineer produce a study, it would pever be as effective as to
{

Ceuppinc-)

have the cuszhmner riding herd on the s-hipyarri,rmfing the custonmer -
ride herd on the printing plant as to quality and nuwbers and price.
That type of thinking gave birth to a part of Title IV of the
Amendments to the National Security Act, which were passed in
Ml%si. That is really part of the budgeting process, although.

scmetgimes people wouldn't recognize it as such. Title IV provides
- " ' - d M mh"'ﬁ
T P e Fua i
for industrial or commercial-type activities, which means it is
alpans 4wt Uanghtn A f&*“pp’
working capitall Not—sdministretive—type activities WHETE you just

doing

repadrwork, ete,, efic. First, we got authority from Congressz to

take money which had lapsed and to bring 1t back to life to become
s ’
the working capital of these corporate enterprises. To esteblish

the working capital didn't cause any exp'enditures as far as the

public was concerned, but it gave a memorandum figure against which
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. S [N KL A L S LN S . . :

you could write checks until you conld collect from the' customer,
The first industrial fund activity started was in the
Pentagon basement, the prigting plant{éiéggg%gggiﬁho got printing -
done.in the Penteagon was charged for it. The printing plant d%d Could
not determine the numbers of copies they could have me-saybhing
E-wrd

edose, but it did charge the%;the cost of the operation., Immediately,

everybody who wanted printing done had to take a look and see if

hr, 2 Pt Praaid,
his own budget could support it. It &;f:f;;rﬁ-againﬂﬁf—thE*targe

-

budget. Up to then you had a budget for printing but everybody
reached in on the shelf and took out vhat they pleased without
accountability.

The first large organization esteblished under the
industrial fund was. the Military Sea Transportation Service, which we
started out with, I think, about $85 million working capital.

CONDIT: Was that MSTS or MATS?
McNEIL: MSTS. Now comes the most important pert. The Army,

right after the divorce of the Alr Force, wanted to do the
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housekeeping for the Air Force, wanted to keep a;l_lr héy could,
But the Navy didn't want %o do any housekeeping for anybedy else
because they felt that any dollar that went into housekeeping meant

A tha e sl Tty flanngirsag
(s

thab-tEYget che less ing. Some

mechanism such as corporate organization or a working-capital
operation, where everybody paid for what they used, was the only
way you could get single service performance, get & single service

OThELS
to do housekeeping for ewvspyIRvT—hes,

The minute the Navy knew they would get reimbursed on
e tariff basis for «®1 the work they did for the Army, Navy, Air
Force, Marines, State Department, they gladly would run MSTS.
Meantime, Air Foree, Army, and everybody was critical of MSTS

because it charged too0 much. That's exactly the kind of atmosphere

we wanted to create -- where every shipper was squawking about the

tariffs. And when W cur stars and

4
hree stars and so. fopth, started to squ&wk,kthey had much more
’W“

effect than a gold-embossed report from a management engineer,
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Then instead of budgeting for 200 ships to operate and steam
anywhere anybody wanted s you budgeted for the service you wanted
rendered -- for moving x tons of material from San Fra.ncisco,fv

Korea, or for carrying so many people. IRyeou-had-e—feworbrn

peowmmwmwmwﬁrl.

You hed ¢OEpImee flexibility to run things cheapdy, vhmt F"
Before the MSTS was started, ammunition ships used to
be idle in San Francisco harbor for an average oﬁ‘ 50 days as I
recall it. Once MSTS got going, g 20 managed ik thét the average
layover time was less than four days. Jusd—bevsuse T volkesel had
to MWM%&&O
(comtra-Costa, (aliferaia) cn-s—certaip-day! He had previously

always disecunted it and saig Lat-a—have—ttdin-dire

chree
WeeksTressE_we—wm b s~be sure." But.bce it had to be

peid for, he didn't care abDow gettipe it there two weeks, a month

L]

shead. A1l he wented to dg-fas to have 1t™ 2d up when he needed

HrrrPlr H
it; 8o he was ¢l more careful about hoy dee- scheduled. quld
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ORI RS T
CONDIT: How far did you carry this forward during Lovett's
time?
MCNEIL: MSTS was started before Lovett. But it was a continuous
Process. I was lucky, becawse every boss I had suppor'ted me, and
Lovett supported me beautifully, I brought a copy along of the
Committee Report (No. 1064, 8lst Cong., 1st Sess.) which -- theve
'a.ren’t many copies around any more ~- tells the reasons for some
of these things.

N,ear&s ﬂucfher type of operation, certainly related to

. bl L pgsa by
v M MW fb‘—u-l(" fv A ebpdetean fr
performence budgeting, sere type-of thing. When I went out to ‘

Bikini for the first A-bomb shot, I couldn't help but see‘(f I
PR Somin e

hed known it before tt but/Droved it -- that Army, Navy, Air,

practically every activity of Government » had some experiment or

something going on out in Bikini., Admiral William H. P, Blandy

had 189 pots of money that he used to operate Bikini, 189 different

allotments. That's & hell of & way to run a railroad! So I wanted
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. Ixs
Admiral Blaandy's successor went out %o Bikini, he had one pot of

L
money to operate the experiment. We got authority from Congress -

whermwe-got—back-home to charge each one of the 189 according to
€ Steamatou
the agproxiwste cost of each activity.
That's important, because GAD could not lock behind

the distribution. If we spent $10 million, we distributed $10
million in costs. We couldn’t distribute $11 million, Because

of the competition between entities of the Gcwernment, you
VH/\.
'W“MM‘M @gﬁwlpm Srbond rradde MM

couldn‘ghcharge one any more than r. You had to prove

what you were chargin%t you didn't have to get down and worry

e Aen

about the odd cents. This mensgement i‘und\really made so mch

xbpa sense, Well, take a bus line running around San Francisco '57“*? Area.
%or. If you had only ome bus line serving, Navy wasn't going

to do it, Army wasn't going to, Air Force ?wasn‘t going to. But

you could have one running under a management fund, picking up all
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the school kids or workers for some activity, end you could
distribute thg cost on the basis of head count at the end of thé
month, That might be just an exemple. Any reasonable solutién.
But again, it ties into trying to put a price tag on the services
rendered or the material purchased. "Performance budgeting" was
in a sense what Hoover labeled it «=tfle-flif4Hé lebed-—n it.
CONbIT: Can I go back to Secretary Johnson for just a moment
and my first question. I have seen what you haYe told Dr.
Goldberg before about Secretary Johnson and I was very glad to see
thet assessment. I think it is a more rabtlonal assessment of the
Secretary than is the usual case, becduse he was certainly subject
to the press buildup against him. But how would you assess our
military posture at the start of the Korean war on June 25, 1950,
and to what forces would you attribute that posbure?

‘McNEIL; Well, I think you have to go back to the directions that
Truman gave thnson.* That's been one of the things that the press

(Foed
and the public neveF reslirzed about Johnson's efforits to cut hack.
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A

He was in sympathy with it, but he did not do it on his an

On July fifth, shortly after Johnson cam abosrd -- Frank Pece was
Director of the Budget -~ Truman had the Secretaries snd the Chiefs

WQM?“‘*;VZTCM;‘;WM
ouex=bo the White House. Johnson, Rarly, and I were there, in

M
gdditicon to:{ he Chiefs., Truman laid cut how he wanted expenditures
controlled, expenditures npege-of previous,f budgets controlled; amd
#e_put & limit on new obligastional authority in the new budget,

as I recall $13 billion, of which half a billion was for stock-

piling and critical materials. Not a solitary Secretary or Chief

At
made a complaini. T scmpisired-a-bilit, becanse F-==bd g couple of

things weren't possible. After quite a little argument, Truman
said, "Well, you work it out with Frank Pace," I did, that

afternoon, at least taking the stockpiling out, whieh still Jeeft

Ly L Gy
the budget sbout $13 billion.

0 meet that figure required a lot

of cutbacks. This was directed by Truman,

CONDTT:  This wes on fiscel year 1950 or 19517
McNETL: 1951 -~ this was July 1950.
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CONDIT: July 19507 On both budgets?. . . . . Bdth.

MCNEIL:  No, July 1949. I am sorry, July 1949. Y4sg/Fnat was
ot

a pretty sherp c\.l't;b.mzlc{;9 @dﬁﬂso he gzove an expenditure limitation. -

: ry
The Navy Jumped in right away and made the, ad justment awfully fast.

Ttiimk When you cut back, if you cut back quickly, the result is

%. But if you let it drag one-two-three-four-five months

7
Hapdn Ao ~
and then change, for the last two or three months of a year, it

will virtually wreck you. Navy did it very promptly, but Army
didn't remodel their pr.ogran;f'or five or six months, &‘:gaess.w ~
s AparAatoe 6 ftndd. Payihin o Kt Lisincts A
CONDITs You said the-Navy promptly cut back on the 1950 budget?
MeNETIL: Yes, so they absorbed thelr -~ I hate to smy "share" -
thelr target. They did that in :Le-ss than 60 days, ¥-guESs. We

had 10 months to absorb the cutback. The Army took months before
they gol their rework of their plans, and it hurt the Ay very
badly,

CONDIT: General Lemnitzer is very bitter toward Secretary Johnson

about the Army cutback. F’ag_e determined g ba Unclassifi
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McNEIL: They were, but part of it was their own fauwlt. Tt

1s like the New York City situation now. If you have trouble,
you had better get in and fix it quickly; then the cutback -
doesn't have to be as sharp and as difficult to save the same
amount of money.

CONDIT: We}l now, the budget for FY 1951 was set at $13.0
billion by Iruman, if I remember correctly.

McNEIL: $13, maybe a little more. Frank Pace was Director of
the Budget.

CORDIT: When the war came in June 1950; the country blamed
Secretary Johnson for the cutbacks. Now, I understood that pgrhaps
it was his style of cutting back, that he was very flamboyvant

about it. Is that true?

MeNEITL: This is quite true., T said it in a different way; I
sald the public acceptance,

CONDIT: That's true. Public acceptance was nil, wasn't it?

McNEi’L: I am sure he sympathized with Truman, so he didn't

Q fage detarmined to be Unclassified
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object too much., But Truman was the one who directed the cutbacks.

- .
- -~

| CONDTIT: Well now, when Johnson testified before Congress, he

—

said something to the effect that the country was in better shape to

-~

move ahead, to mobilize. It wasn't in a better readiness posture,

- -
v ’ -
.

but it. was in better preparation to mobilize than it had been for

PR -

N -

years, Would you agree with that?

McNETL: Well, it certainly was true compared with the times

pefore World War T or II. ' .

CONDTT: What about from 1946 on?

i

MeNEIL:  No, I wouldn't think so.

2%

CONDIT: We were less prepared in 1950 than we were in 19487
L] R
McNEIL: Not in degree, but in numbers, yes. There had been a
pretty sharp cutback in mmbers since 1948,
CONDIT: S0 you really wouldn't buy Johnson's statement to Congressa?
&t atd
McNEIIL: No. But makexdel, you were in pretty good shape from

the standpoint of materiel because of what was left over from World

Waxr I1I. A4s far as navy ships were concerned, there were prestically
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no ney ondertul develg ive-
t

year.pestod. Shiprwere practically all new. Ships were good

for 20 %o 25 yeari%a&& had only been at sea for five or ten years,

sa that you were in better shape than you were before World War II.

fe
;e

You didn't have to get certain kinds of artillery, Put the Army
fl

was pretty wel&uaagﬁféffégg’as far as number%wwere concerned,

CONDIT; To what do you attribute Truman's passion for

il

economy? *

McNEIL: Well, T think there were a lot of people who agreed on

. . 4
a balanced’budget, and he didn't think, as Forrestal did, that we

were 8till in trouble in the world.

CONDIT: Did you feel that the services were able to use the
monay efficiently after the war started?

McNETIL: | To a degree; that 1s all relative. ; den’t think they
bought many things they didn't need. I think that all of us

Pprobably went along with more money for the Air Force than they

\

could properily use in 1952 and 1953. That article right there

F’age determined 1o
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gives a little explanaﬁion of it. The Air Force was heeding for
a 143-wing air force at the time, which we‘fhought.ﬁgs a iittlg
s£rong. nyway, it was a target and Hé knew that we wouldn't

reach it for fwo or three or four years. ﬁut when we got along

into 1953 they had only gotten tc & point where they had a force

of 93 wings, some of those still not in readiness condition. The
interim gosal was set at 120 wings, which was a cutback. That,
plus the fact that they hadn't got as far in 1952 and 1953 as was
originally planned, meant that they had excess ::Jbliga.tional
avthority or buying power. That was the reason for the cutback
in 1953.

HOFFMAN: I would like to pursue thaﬁ. That budget was phe one

you designed originally, Why was the excess suthority allowed to

remain in there in 19527

MeNEIL: Well, obligational authority /doesn't cost the taxpayers
any money, if you have g it under control. 4nd this was pretty
well under control. This was a decision under Trumen, once the
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Korean war started, not to take any action to remove the excess,

The excess developed gi‘adually, slowly, because the Air Force was

certain they were going to have 120 wings right quick. They were
certain that Boeing, ete., etc., were going to come through a
little faster than they did with the design. This indicated any
number of facets of the Alr Force operstion; they just didn't get
organized guickly. The Chiefs, the Secretary of Defense, and men
of my own rank were influenced & bit, thought they would get
along & little faster, The Alr Force was & new oﬁtfit, and they
didn't have the necessary internal logistics support. Ib-didntt
regXtyewist, The old Signel Corps of the Army used to do their
buying for Eﬁéhf%&,gQAQtAhfu!ava, remember? I think we probably
all thought the Air Force was more competent to get things done
than they really were,

HOFFMAN: ‘You were the author of the precise figure that was put

in between the revision of FY 1954 budget and the initial 1954

budget?
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McNEIL: Oh, I am sure, but it wasn't ~' i

& *
é:q‘?:t figure. It was more a J:‘e‘c.‘uﬂ:t:/< a current look, rather than.

pwyi‘

it was trying to make a lﬁ figure. After that, we got to the

Y

(I?M tﬁu W sael
point where wekhad budgets{ They were based on target Ifigures,
n

yes. But not at that time. In-ebhor-vwerdsy—we-hed—re—imstructiens
from.Ilke that yeahed—to-get—w-—numher of--deilays, .
HOFFMAN: Well, each year, in the office papers of the

Comptroller's coffice, I have come across a figure that would come

down from the N3C, sometime in November usually. A precise,
allowable defense spending figure, Tow, I am wonderiﬁg who was

the author of that? Were you the author, the Bureau of the Budget,

We oLk D,J\
5
Secretary Humphrey? o : o cw e Mf

t P{“/)M{ va‘b}.,r"“

McNEIL: T would sayrgre ‘dex\en t payihg too much sttention to

-

them. Qﬁz ’t’;at was after the fact, because actually most of the T

work had been done before those figures were gotten together.

of i

It disturbed me very much that they @o planning in this order.
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wonld-want—to-fix semetiing bt Fhe year in which you were going

to operate was 18 monthe still in the fubture. That's the reason -
\ : -

~ . " r -
b

I g[b"l: ‘the Director of the Burean of the Budget to assign his
L . L. * + —-
budget people Lo the Depariment of Defense. You knew that happened,

f .
didn't you? It was the only Department in the Goverrment te do

that, We sold the President on the ides of gllocatﬁ’.ng 30 or Lo

1

people from the Buresau of the Budget to the Department of Defense. ’é

AlnTew tf loin delituon plases bl [fusist Sufueisins b Cong oo,

They were afraid they would be seduced owvey-theye,ef-¢ouese, but

we reassured them that they would have "keys to the safe"” and

V

know whether we were trying to B}L—dnlng_.th&t
(2L enetices
we opddng to

the law, you know, the budget 1s supposed to be submitted in

' &, Lo R, OW :

September. ;@’Hi’cm.'e to submilt a budget until December.
That was eafty done in order to shorten the interval between the
time you got your authority and the time you used it. If you
could get it out of Congress on time in early spring and /q,qx!r
final planning had been done in November/December » that meant a
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shorter-&ime, . o iz a
. ; Y oS, (B M ﬁ L 3 )

/a'[ 5 SE
CONDIT: Mr. Lovett has written more than once that the budget -
process was one of the major meanél bj which the Secretary of

Defense could control the 0SD. How dees that work?

15
McNEIL: It was very simple. The Secreteary of Defense or
[ " ta
Secretary of a Service can sign diwectYy t£ill H-- freezes over,
and not much will happen. But r#=mvffers to shut off the
faucet ##& is 2 sure way to stop something; or if he furnishes

money, it I1s a sure way to help it along.

CONDIT; How much authority does the Secdef have to stop the

A

money?

McNEIL: cg Virtually complete. Jhfitrls More then they ever exercisey.

< ¢ Y /
CONDIT: He can just tell them not to use it?

McNETL:  Sure, Don't allocate it. Now they are getting to a

- o ' 3 [ -, P~ Mf
point in Congress, of course, wnere Congress is gtapging the

!
.

apportionment process. The President doesn't have as much

authority under the apportionment process as he used to have,
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COMDIT: I can see the President, but I didn't realize that,

in addition to the President, the SecDef could apportion. That's'

what I didn't know,
McNETTL: (BﬁZhﬁi I'll tell you a little story. Shortly after

the Unification Act was p&séed, the Alr Force operated as if

’ v /
everything -they did was secret, top secret. They had a lot of fun

Ll irtufy iy SnuTerst T b adiuant « badid edRn,
putding stamps ©n. When they were up before the House Committee

on Approprilations in 1950 or thereabouts, Congressman Herry
Sheppard was trying to get them to put cn the record what they
did out at Sen Bernardino on the Safety Boarad. They said they

& . ' }
couldn’t tell him because it was classified., This went on for
about an hour. Meantime, one of the clerks of the comnittee
called me and said, "You got troubles up here. The Air Force is
in trouble with Taber and Cannon and the committee and they won't
talk." I said, "Okay, I'll come wup;" s=Fwemdy—up,. Just as I
AArrasied
weaiskn John Taber -- did you ever hear of him? --

CONDIT No.

<

[P

Sa e
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McNEIL: He was the senior Republican on the committee. He
squirmed out of his chair and he said, "Gentlemen, you may be

right. Maybe this committee doesn't have any authority to 1ook£‘ﬁ’4

Joch - =

don S HI you-prebabty-ere—nipht, We are

interested only in those things that take maney, and if thia

takes no money wéhave no interest.” The next day there wés 8
truck backed up under the steps of the Cepitol and about three
tons of reports on San Rernardino were delivered to the comi.tteel
That is a true story.
CCNDIT: Can the SecDef on his own say the Alr Porce won't get
money that the Congress haé. appropriate;d? A gt &7"?’“"’ “ W

' : Aaiiiniy Gonsedmal adoit ol .
McNEIL: Sxﬂﬂyﬂé, used to do it. We used to do it cen's-‘t:-&ahly.
CONDIT: You did it for him?

McNBEIL: Sure,

CONDIT: I wish I haed an example,

At T

McNEIL: Well, it was aXl done,~T“donitrgay we—did—t without
his knowledge. He may have not known the exact figure. Gh-mo,
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tﬁ.ﬁ"iéﬁﬁﬁﬂg=nﬁbﬂﬁﬁhﬁ$s.
CONDIT: I see,
McNEIL: Forrestal understood fhat; -
CONDIT: In warfime it 1s harder to exercise that, isn't it?
McMETL: In theé first place, no Secretary would be

‘ JASN 4 '
irresponsible, he wouldn't cut j&-off{just‘for the fun of it.
CONDIT: No, he would realize he had a possible fight on his
hands.
MeNEIL: Sure.
CONDTIT: How did wa?time affect that, didn't that éhange the

relative power positlon of the Secreltary and the Services?®

McNEIL: War changed the amounts more than the procedure.

CONDIT: He would have to cut off more before he would have any
power? -

McHNEILg Yes., For example, consider an allocation to the air
Force and the Bureau of Aeroneutics. You might allocate 80 percent

and withhold 20 percent, until they got a flying-hour program
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Aoy Tlers
Wpinh_yguuweu&éﬂhuy. Their original flying program weudd have
‘l < Mw 92;&_—/

i ¢ /fj!h
been 50 hours per pilot per month, and maybe You Shewght 35
hdurs was Just about all they were going to have this year from

the standpoint of the aveilability of sircraft and the necessity

for training. EventuBlYy Tt wetid-cone—owi—and-yeu-would reach .
_Eg_ﬁggi;éena&~&mﬁunt. This apportionment process is really

quite a powerful process. Forrestal understood the need and use

L o vetH ot
of 1t, Wilson did too, amd—Fovett predby-well, I don't think

b Pyt 3 Adrt 2 {/‘fhha.;cwﬁd-ﬁo/
some of the others quite readiesdwhat-it-mesnt,

HOFFMAN: You really used that apportionment process quite
vigorously in the overrun problems associated with the FY 1957
and 1958 bﬁdgets. In fact, looking through the perlod from early
1957 onward, you began to have trouble with Brundage. He cut
below the various apportionment figures you wanted, which were

pretty much austere figures to begin with.

McHEIT:  We had/%fsq‘ﬁﬂh /(p;gztionment‘;right along.

CONDIT: Where does NSC 68 fit into the Korean war years? [How
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far did we try to implement NSC 68 in addition to fighting the
Korean war?

. | ) )
McNEIL:  Well, I am a little fuzzy on that, on the exact (mp’*<

wopd¥fg of that now. NSC 68 was kind of a target, not necessarily

\d’m&f. o & ;éx./u;e.?“
something we were going to achievel 1t was kind of semething we

, ot one CES
ted t et to at the end of the ad re/ but there
wanted to g o e o road dewsoie ; % *Jé'.:i

were & lot of detours getting there,

COMII?T:  That represented a new look at the possgible threat of
Russia to the United States and our comparative position?

McNEIL: The big change in strategic concept, I guess you would
call it, was in 1953, when Eiserhower named the "good new Chiefs,"
as the press called them. One of the first things thatewss done

e,
at that time was to send the Chiefgon the Sequoial down the ri@

for four or five days, with the idea of their coming back with s@sr”

S Wikl i A riid e
poss:.blq Achange in concept, hopefully cn—-ene-thing, It didn't

quite come out that way, but the net result -ef—-t—hat was to ask,

1f

U
what was the most serious threat we have? That would be in the
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TA-BOED-tusiness. So there was an increasing emphasis on the

NieLEnd thear,

Strategic Air Command and Air Defense. Increased emphasis on
those, and lesser emphesis on ground support operations. This

was primarily for the reason that you probably weren't going to
Lo u.: (Land Sjun g
maintai[;j kin Eurcpe and elsewhere aseund.the-wezld a three- )
million-man army, but you would put a high D.égmge on air g owwen
Loy by afte A w/uﬁ&vt
" J;— i ] A
offeadt to save yourself f‘rom disaster.” th ‘

L’?f'd ' " ground forces, when you did get-inbe—actian, you probably would
AM‘W’(’
W

have more time to develop and work s out! as to supply,

training, and so forth. That was Drobably the biggest change
ot Ceanaaant

under Ike -- when Ike asked for a newﬁconcept.

Ncw, Radford knew what that meant ,pm:tah#e-ﬂ So

did the Air Force. Army never quite understood what that meant

e Sl

I remember that Genera) Ridgway came up one time with é%;d e:f

his staff, quite provoked about our action on the Army{ 1 said,

"listen, you were there when we took the Chiefs 'sarer and explained
s
o o i BF o, o
/{-}‘u to Tke." "When toEy got back from the 8 Sequeia, -L-took them
Fage daterminad to be Unciassified

Reviewsd Chlaf, RDD, WHS
IAW EO 13828, Saction 3.5

P HAR 06 2014

32

————— -




then,c:ax%lke spent three hours questioning them and ta.lklng
v Qae \W

about it. Ridgwa.y- Tinally said, "7 thought that was just an

To vunploness tht Comerpr I psdanisd Uy rucpiy by
exercise. wm& Thed

o
as—-papt of this new philoscphy that Ike and Defense agreed on."

P Grn ALEfY Aot

. [ He were merely

carrying out the agreement which had been develcoped by the Chiefs

and approved by the President about July 1953. (I might have

-

been June.) While the paper itself didn't say so many airplanes,
S0 meny troops, and so forth, there was a philosophy that somebody

had to interpret into numbers. We dig that, and we caught hell

for a whila. T,bgt was the philosophy that was agreed upon.
CONDIT: - Well, that was the problem of postwar cutting back.
What were your greatest problems during the Korean war?

McNEIL: Well, I recall one budget, I forget which year it was,

that was submitted for $104-106 Aillion. Tt went to Congress in
cefrd S, W iy M&C&Ku t/gh

I050=namme, A-dmi-wd/people thought that was,a very silly operation
but.people were-sdlly, You-lkaew, I never worried too mmeh ashbout 3¢
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&t; I always thought the smart thing for Defense to do (and still

think so) was to lis? everythin they might need, Then geo down
ahd start culling oub tdee tweaf 4 (2iws H s oma ‘g &
%qm‘)ﬂ‘“ W . 3

%ﬁsf@n,‘i% is just this simple: When the war Was over
I had ﬁ: 1941 Oldsmobile. It had a hole in the floor mat where
my heel rested from the accelerator, the, bumper was bent, and so
forth and s0 on, I went ouk one Sunday morning and made s list
of all the things that darn thing needed, and‘it would cost about
$500. T wasn't going to spend that much on an old car, so 1 came
out with 2 $103 total bill and drove it for two years more. Well,
the tooth ﬁas Off the low gear but I never used the low gear
anyway, I always used seecond, so I didn't have to fix that. T
straightened the bumper. I used mmstic for my rubber mat, So
I came out witﬁ a fraction.ﬁ)mc‘”sﬁ “ﬁi{‘
CONDIT s You sound like Ron and me.

HOFFMAN : I have a car with s hole in the miffier right now.

McNEIL: No, but I recall s lesson T learned right at the end
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of the war (1945). Admiral George F. Hussey, Jr. waes Chief of
the Bureau of Ordnance. At that time the proximity fuse was

one of the great rew ideas, and it fealiy was & very important
thing. But there was still development work to do on it,
although it had been used in the fleet for a couple of years.

At that time, to live up to the President;s limited spending and
so forth, we had used the allocated target; and the Bureau of
Ordnance didn't have a single nickel for the further development
of the fuze. Wel;, we got that fixed. But if he had been
"permitted” to 1ist everything he thought he needed, that would
have been on the list. As I say, we canght it, and there was
money 1in the budget for it, and development contimued. Bub
scmewhere up through that pyramid structure, it had dropped out.
CONDIT: Thank you very much, Mr. Secretary. That is the end

of my list of questions and I will defer to Ron Hoffman now.

P

1

e e T

e

C e —

McNEIL: One more thing, about your performance budgeting. The

Army in all its history never\h&d its common leased property under
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Tinancial control. Starting back at the time of the Spanish-
American War, the Nav} had a small fund of about‘$200 thousand
for “paéers and penclils," which the& then charged t; the user.
Du;ing World War I that got to b; a pretty big Semrs-and-
Roebuck type of operaﬁion,‘whére gtuff on the shelf was charged
rltc the . fleet or Yhoever used ift,

We got asuthority in Title IV of the National Security
Act to require that-all property be képt undey money control
and that cogmon uwse property be kept in what is known as stock
funds, One reason for the name is that some people in Defense,
in Navy in partiecular, knew what that meent. It meant that all
common use supplies, like pgint and so forth, would be under
control of the "Sears, Roebuck Corporation” in each Service,
For anything taken off the shelf, or if Navy got some stuff out

of en Army warehouse, the user had to Pay. It was charged to

that project's cperation for that year. See what I mean by the

so~called performance budgeting? We were trying te get everything
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charged to the user and for the purpose it was used. We were
trying to get such efficiencj into the place that a guy at
Bolling Field who wanted to build sbmathing or repair something
could draw 2,000 feet of lumber and be charged for it. Then if
he used only 1,000 feet and he took the other i,OOO fezet back
and put it in the store, he would get credit for that. You no
longer would have stuff sitting around unused, because you
would get credit for it if yoﬁ #ook it back to the sfore. A1l
this without any supervision and without any argument because it
is selfwauditing ~- the customer sguawking about the supplier
and the supplier annoying the customer. It 1ls always two-
dimensional,

CCNDIT: This sterted in the Navy, then?
McﬁEIL: It started in the Navy in ; small way, then we
expanded in the Navy, and then we got it into the Army and prétty

well into the Adr Force. Bub not quite, Adr Force didn't want

somebody to know quite what flying hours were costing, so they
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were the slowest to get on with it.
CONDIT: General Lemnitzer has told me to ask oﬁe more
question, and that i1s, what shouwld i have asked that I havgn't
.a.sked? He told me I had missed out on the right gquestion when
I Tinished his interview; so now I always ask.
McNEIT: I happened te write that report, for Carl Vinsgon in
the House, that tells the story of the financial structure
(Nc?. 1064). I consider that very important. .Each time I get
& new batch of people around here, I go around and peddle it,
not because I want to run things but just to show them what
authority they do have, Bub some of them aren't using it.

Now they have got some new wrinkles in Deparfment of
Defense budgeting end thaet is the DSARC outfit (Defense Systems
Acquisition Review Council). The DSARC is nothing but an
organization to go over weapons systems. Well, we used to do

that too, only we didn't do i% formelly. We used to get the

ideas of the Research and Development Boerd, or go down to the
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0ld Munitions Board chalrman or éomebody. In fact, we used to
do it in our shop, but we didn't do 1t all ourselves. For
examplea, we had lunch with John B. Macauley down &t.the Research
and Development Board to get ideas on missiles.

I will tell you a story. We were having trouble with
the Army and the Redstone Missile., Nobedy objected to their
going aﬁead and.trying to develop a missilaf but the Army wanted
to really equip themselves with a short range‘missile which they
called mobile. It wasn't mobile, 1t wasn’i even moveable,
because it tock a truck train about 4O miles long to support
four ﬁissiles. _And after you got liguid oxygen, you couldn't
charge and arm it for several hours, It only had a range of 150
miles, and it really was & bad thing., Things had gone on pretty
fagt, because meantime selld fuel had come along and was possible,

I remember, Mr. Wilson and I went down to see Ike in
Augusta, which we usually did a couple of times each year. Ab

the end of that, I told Mr. Eisenhower that the Army hed made a
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cleim on this (Redstone), and I hed stricken it out. I said,
"When we get back, I am going to leave it out, but I will
encourage the Secretary of the Army and Chief of Staff to
come over and squewk and make an 'appea.l. T want you to hear
this story.” He said, "Well, no, if that's the case, take it
out,” I sald, "Okay, but I think they can do this: It really
is possible to have a solid fuel misslle that welghs 10,000
pounds, that can be broken into three parts, so that it is
mobile and can be trucked, because solid fwel iz ready to go
any time.“' Tke said, "You can?” I said, "Yes, I am told it
is possible." He said, "Well, do you want to put some money
on 1t?" I said, "Yes." “How mach?" T said, "Oh, I guess
$10-12 million would get it off to & good start this year.”
He said, "Okay."

1 came back and went down to see Secretary Brucker,
Secretary of the Army. I said, "Mr. Brucker, I told you that
Redstone wasn't in the cards: I just talked to the President
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about it, and he agrees to taking the money out of Redstone,”
He went through the "overhead,” but he came down in a Little
while. And T said, "Listen, you hdve a great opportunity with
this solid fuel misgsile, because it will have & range of 250
miles, with a growth to probably 400 to 450, and it is truly
mobile. Why don't you get out your bock of Greek mythology and
let's get a name for 1t? I have to tell George Mahon (House
Appropriations Committee) tomorrow morning about what we are
going to do, and that the Army is going to do this. I would
like to get the Army name in there, standing in line, you know,"
Remember the missiles we had for anti-eircraft -- the Army Wike,
the Hercules? He said, "We are not going to use Greek mythology
any more.” "Well," I said, "call it the Black Jack if you want
to."

That afterncon we had a meeting with all the Sécretaﬁies
and Chiefs to wrap up the budget, and Brucker must not have

thought I was there; I was sitting at the end of the table,
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Frucker had a little paunch, you know -- patted his arms like
+this -- and he said, "Gentlemen, I have an importent announce-
ment to make. We have decided to éiscontinue the Redstone
missile. We now have found we can develop a missile at 10,000
pounds, using solid fuel, with a range of . . . . There are
people who want us to name it the Black Jsack, but we are not
going to do that, We have decided to name it the Pershing.”
‘And that's the Pershing missile we have got foday. That's 2
true story. That's budgeting!
CONDIT: Tha.t.'s unbelisevable.
McNEIT: That®'s the way you make good decisions-. When T made
decisions T made them loock as 1f they weré made arbitrarily R
bu-.t they were not really. That was after long discussion.
3

HOFFMAN ; What about the decision in 1857 to cut 100,000 men
out of the Army? Figcal Year 1958 budget. Was that your
decision?
McNELL: No, I don't recall that specifically.
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i ference, and it
' 8 bill was already in con
HOFFMAN:  The FY 195

. to to get'
‘ That was the budget that took sc long
was very late.
: thority
t. that was the year when the legal au
through. In fact,

to budget ran out, went past June 30th.
&)
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BEGINNING OF TAPE ONE (MCNEIL)

HOFFMAN: The Democrats frequentl# accused President‘Eisenhower of
being a hudget fifster {of giving too muéh‘weight to fiscal considera-
tions and too little weight to military preparedness.) The accusation
was also made that the New Look was rgally a poet facto rationale to
reduce expenditures -- th&t it was & way of Justlfying reductions,

not a really new concept, bui a ﬁay of dressing up what in fact was a
reduction in defense spending. How do you respond to that?

MCNEIL: Well, I don't think there would be any question that money
limitations affected it but I don't think you can tie in the reason
for it exaétly. Some of these thing don't happen in logical process,
sometimes they afe formed iﬂ.different forms and by the time they come
together you find that the money and the forces are pretty well to-
getper. Now in this case you were changing emphasis. Certainly Tke o
and Humphrey and so forth were committed, to a.b;lanced.budget.
Humphrey, I know, wanted to get it geveral billion dollars below where

we did get it. He csme over for lunch occasionally and would talk
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about it. We didn't quarrel with him Soo much about the fact

that he wanted it lower becsuse everybody wanted it down. But how ;
much can we bring it down without causing trouble? Well, the only
way you could do it was to have a philosophy concentrated on your

big weapons =-- place more emphasis on the big weapons and less on

the ground forces. But I wouldn't say you conld follow a trace of

e line from the President or Security Council establishing & limit

of $35 billion snd saying what forces can you get‘within it and then
eall it ironclad. Do you see what I eam trying to get at?

HOFFMAN: Yes.

MCNEIL: I don't think you will find the exact trace of & line --

it was osmosis -- movement by osmosis. s that the right word?
HOFFMAN: That is as good a word as any.

MCNEIL: Yes, I think I am sure that the President dida't think we
would be using huge armed ground forces, and I ought to repaat that
if was the prevailing consensus of opinjon. At the time, the greafest

threat was from big weapons and the most powerful thing against it
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was our developing a cepebility primarily with fhe Ai¥ Force, but
also with the Navy, on delivering A;bombs. If we were weak in

that score there could be disaster, whersas with that we would be
gufficiently powerful -- we would have time to move.

HOFFMAN: You can find a good many forerunners of the New Look con-
cepts nnder Truman with an emphasis on strategic air power, an
emphasis on delivery systems and even tactical nuclear weapons but
one new dimension in terms of expansion... -

MCNEIL: The Pentagon didn't call that the "Wew Look," the press did.
HOFFMAN: The press called it the “New Look?"

MCNEIL: That‘é where the name got started, I am gure.

HOFFMAN: Put the one new dimension of the Eisenhower militﬁry pro~
gram came from its heavy emphasis on continental defense -- alr
defense. This was intensively pursued during the Eisenhower Aﬂmipis«
tration although 1t too had been guggested under Trumen., Do you
think in retrospect that the emphasis was a migtake?

MCNETL: Well, in retrospect we spent too much money on it and we do
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not have that ﬁuch o show for it‘now. But my automobile which I
thought to be the prize of the time wore out too.

HOFFMAN: 1In the 1950s there were people in your office, especlally

in 1956 and 1957, who already were suggesting that tﬁe technolegical
requirements involved in dealing with an incoming missile were too
extensive -- that it Just simply couldn't be done within the existing
tecﬁnology and that an air defense system could not efPectively be
created. But yet fhe spending continued to go on. -- why? Was it
Eisenhower's particular conqéption, was 1t Wilson or Sprague's in-
fluence, who was the driving force, and why did they continue to pursue
the effort? Really it wasn't cut off completely until McNamara came =--
MCKNEIL: T don't know what you would say to this precizsely - we
weren;t perfect, you know. Just like this «- the Title 4 Amendment to

the Natiornal Security Act. I put that together first -- the working

capital thing and I presented it toc the Secretary of the Navy the day that

the bomb was dropped on Hiroshima and it wes not until August of 1949

thet I got it passed by Congress. At the time I thought it
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would take me 10 years to put it into effect and I didn't even get.
it then, What I am trying to say is that we often had a lot of
ideas in our shop that we couldn't get tﬁis huge masa. to accept or
methods that couldn't be changed, and perhaps it is good we didn't
get all of our brilliant ideas put into effect.

HOFFMAN: I want to ask you about Secretary Wilson again, Who made
up his imner circle of advisers? Whose judgment did he trust? Who
Aid he look to when he had to makera difficult declsion, who would
he call in to consult?

MCNEIL: He did quite a lot directly with his Secretaries and Chief's,
more than his predecessors hed done. Bub he did them cne at a time
instead of having quote "meetings." Lovett depended on the ﬁéeting
every Tuesday, or Wednesday morning a great deal., Wilson would get
Twining alone or he would get the CNO or the Secretary of the Navy
alone, FEe did a lot of that instead of having a meeting at which he
would lay down rules and regulations. So he did as they did at

General Motors where they apparently performed & lot of work by
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committees. A lot of Deople can't make a committee work. But
Genera} Motors did a lot of thaﬁ in the finance comittee, ete.

And they always had the internal checks ;nd balances where you would
have proposals and of course the finance group at General Motors
alwa}s tore it down -- the ideas pushed by the promotion and the
.ma.nufacturing side. Apparently, General Motors would get the guy
who invented the Chevrolet in and so forth and work with him for two
or three or four hours. Wilson used to do that in Defense. He would
talk teo the Director of Research, Asgistant Secretary for Yogistics.

Generally he was receptive to comments from a lot of circles.

HOFFMAN: And he worked well with most people -- with a1l the people
he had to work with?

MCNEIL: Quite well. And I think the best evidence of it is the
Alr Force which was anti-OSD in meny things and Twining,wheg ha be-
came Ch&irma.n, acted as though Wilson hung up the sun in the morning

and tock it in at night. He thought he was great. S0, yes, he got
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along pretty well with them.

HOFFMAN: His relationship with Radford was o a7

MCNEIL: Excellent.

HOFFMAN: Maybe I can come at the impact of Wilson and Radford from
anéthér angle.

MCNEIL: I'used to carry Radford's sister's bocks home from school.
HOFFMAN: 5Small world. Did President Eisechower allow Secretary
Wilson and Radford to Dlay a significant role in ;haping militery
policy, National Security Policy? Were they simply the adminis-
trators or were they also the shapers and architects? Was Wilson

largely a manager executing the President's brograms or did he affect

the character of the Programs?
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MCNEIL: I would say 60-40, something like that. Yes, he affected
the shape of the program.
BEGINNING OF TAPE #3 (MCNEIL)
HOFFMAN: Would you ey that Radford had more influence over military
pollcy than Wilson?
MONEIL: Yes, but there was no difference between them. Radford
used to go over to see the President alone, He used to go over with
Wilson sometimes, and on occasion Wilson would go .over alone. But,
I would say there waé no discernible difference between the two in
their philosophy, or ideas. Radford was a stubborn so and so you
.
know. If he had something on his mind he would carry right through.
He was, I won't say stubborn, but he was blunt -- no more than that
stubborn -~ I guess that's the right way to put it. So some people
would have trouble getting along with him becanse he just blurted out
exactly what he thought. But that didn't bother Wilson. You could
disagree with Wilson as long &s you haed a reason for it.

HOFFMAN: We talked earlier at lunch about the fact that Wilson was a
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man who in contrast to others around hiﬁ both within and outside of
the Defens; Department was very self assured. In the face of & lot

of the controversies and reports of the 1950s -- the bomber gap, the
Killian Report, the Gaither Committee Report, -- which were all very
diré, very pessimistié, Wilson, seemed unperturbed. I have also

gone through some papers of General Bonestesl, especially some thinés
he wrote cn the NSC Planning Beard as the Defense Department's
representative, and he also appeared very belligerent, very worried,
and quite disturbed about the fubure. But in contrast, when you look
at Wilson, he seemed to be iess -- how should we say -~ less anxious
about the capability of the United States in any kind of confrontation
with the Soviet Unlon. What would you attribute this to? Is this

an accgrate‘reading of him? Did he know something other people didn't
mow? Was it more a manner of judgment than information? He Just
didn't seem to think thgt the Sovlet Union was Len feet téll, as did
Tor example, the Symington Committee.

MCNEIL: Well, I think the answer to that is -- of coursge, you are
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right. He wasn't about to jump out of a window every
morning when he read the cables. It was largely his background,
where he was balancing the pros and coné. He tried to put things

in perspective. Yes, Russia was & problem bub they weren't God
Amighty. In the words you mentioned, they weren't ten feet tall,
and if you reacted each éime they moved you would inevitably overdo
and shortly you'd £find the reactions moving back in the peaks and
valleys again. That will happen with all history.and it will happen
in the future. Bo, a lot of it is experience., ILet me tell you a
story about Wilson. 0Olga and I stayed at the Wilson's one New Year's
weekend, That evening we went overlto their country club. Wilson
and I drove over early and Olga and Mrs. Wilson came later. We were
talking about Chrysler which had developed & new model, narrower oub-
side and wider inside -- something like that. Chrysler had recently
dropped from 20 some percent of the market to 16 aor 17 percent but
with this new cer and engine I remarked to Wilscn that Chrysier would

. F1
now give General Motors a little trouble. He wasn't worried. You
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seej ne said,” 95 percent of the cars being sold today are repeats.
The guy who owns a Pontiac goes back end gets another one. Only
five percent get something elsd'and he said 'bnce Chrysler had lost
them they won't get them back for ten years., If they do everything
right they will have a three year peak and drop off and at the end of
three years if they do everything right, which they wen't, they may
get back to their original market." Of course, Chrysler never has.
8o it is that type of thinking; of knowing what w#ll happen among
pecple and the way they think, and among feorces and how long it will
take to develop them, and so forth., I think if you think things
through you just don't -- you don't go crazy -- neither do you go to
sleep on the job. I can understand how he felt because tha£ was the
way he thougﬁt.

HOFFMAN: ©So Wilson wasn’t as provoked by the Killian report as
others were?

MCNEIL: That Killian was pretty solid -- pfetty decent -- pretty

solld citizen.
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HOFFMAN: But the report was very serious in its implications.
MCNEIL: Sc often Chairmen of these damn Commititees don't even re&ﬁ
the report before they sign it. Do you.think FPitzhugh read sll of
the reports of his blue ribbon committee? He didn't reed the whole
buginess.

HOFFMAN: No, I am sure he didn’t.

MCNEIL: I em not even sure he read my dissent.

HOFFMAN: Would you =ay of the reports that occurred in the Defense
Department during the Wilson period that the Killian Report was the
one that had the greatest impact on the budget?

MCNEIL: T don't believe I cen answer your question,

HOFFMAN: The reascn I say this is because you wexre alﬁays véry much
opposed to partisl finsncing -- full financing was the hallmark of
your positicn in budgeting -- and of course the missile program did
go on partial financing. They virtually pulled out all sﬁops in ICEM
and IREM development after the Killian Report.

MCNEIL: Y¥es, if you have a policy of full funding, you keep away as
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much as you can from partial financing, but all these things are

relative. Take shipbuilding. Yoﬁ might go along with a veriation

of partial financing if you hed one item or two items in the program

that you had to order a year or two before you laid the keel., You

l might also have advance funding for atomic reactors. Perhaps it

would influernce yaﬁ to know that the reactor could always be used in

some other program 1f you didn't use it in this one. Next if you

are building a new base you might want financing for the whole bese

but you wouldn't be violating your principles if you went along with

cne runway running north end south and three hangers, instead of two

runways and seven hangars, in other words a useable increment. Or,

right at the moment the idea that worked for Fairchild, from which

thé Alr Force eventually wants to acquire 732 A-10 airplanes. They'll

order them by year. This year's order will be 66, and next year it

will be & mundred. .So you don't fully fund all 732 at the moment.

HOFFMAN: The defense budget under your direction was composed initially

of obligational authority end expenditures and then you developed the
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category of direct obligations: It may be an artificial question,
but which of these three components do you think was most influenced
by military and foreign policy objectiveé during the Wiison period? i
Or more precisely did the new look have a counterpart in terms of
budgetary policy and the operation of your office? Was the concept of
direet obligations not only a means of controlling finances but in
addition a way of encompassing and compromising different objectives?
MCNEIL: Well, let me go back Just a little blt. When Forrestal first
gave me a job in 19kk, I was to start an office called the fiscal director
because at that time the Bu;eaus were all geparate, They asked me if I
would do it. Well, really I wasn't the only person or pérhaps the best
peraon to do it. At the fime the philoscophy was you asked fér, oh, 10

or 20 percent more than you ever expected to get. Forrestal sald,"What

do you think about that philosophy -- should we pad the thing?" He

sald, "I'm told that in government that's the right way to do it," T

sald, "I think we ought to go for what we ought to have, and try to

prove it." But I said, "We will probably pay = penalty for it, the
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first year or two we try it." It so happened that year, I think

the Navy budget came out within $300 of what we asked for, which was
around $5 hiliion so we didn't suffer tﬁe first time around. I
thought we started to build some confidence in the Taebors, the
Cannong, the Mehons and people of that kind, and we were doing our best
to be quite honest sbout the whole thing, figuring it was good sales
talk, For exemple, for years they used to give me & $150 million

fund which we didn't have to justify. One yeer we only used $7 million
and I remember Congress said what do you want $150 million for next
year when you only needed $7 million this year and I said because the
only way we 8re going to get this money is over our dead bodies if we
have a true emergency. We got the $150 million again, So i think

you have to work awfully hard to establish credit,and if they believe
that you are doing right, I won't say they won't cut you some time
because of philosophy or something else, bhut chances are you are going
to come out looking pretty goed.

Actually, I would say that whether you had a Korea, a New Look,
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or whatnot, we would have done the same thing as'f&st; ‘We were
learning, too, you know. If we hed been able to go to school and éetA
some of these things we might have done it the first year or twoc but
we were inventing and trying out and in fact, doing some of those
things for ourselves before we ever started to show them to the Secre-
tary or the Department ol Defense or the Bureau of the Budget. Probably
we &t times.did things we shouldn't have done. That $5 billion you
say we took away in 1954, perhaps that ought to have been down a
billion or two if we had been a little sharper. I don't think we lost
any money and I don't think the {axpapers did becsuse we didn't use it,
but, it would look a Jittle betler on the record if we hedn’t been
guite so abrupt.
HOFFMAN: By 1957 you had fully developed your financial plan which
really rationalized bgautifully the entire budget process. It laid
out fof the fiscal year all your sources of funding, obligations, and
gxpenditures. It certainly helped the Congressional Committees to
understand the budget pfocess. You educated them, And ironically
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that was the cne Hisenhower year that Congress attempted to reslly
pare the budget.

MCNEIL: Yes, that is true ﬁut, I stili think your Department is
smart to go up with as solid a package as you can go up with, one that
is complete and understandable. I just can't think of any other ans-
wer.

HDFFQAN: Which membgrs of the Congressional Committees did you find
the most perceptive, the most understandéng and informed?

MCNEIL: Welld, the House, the House Subcommittee, of course, because
they spent ninety days, six or eight hours a day on it and several of
them used to make extensive field trips between sessions. Their staff
was failr, pretty good. Thée Senate staff probably had greater influence
on the Senators because 8ll of them were on too many Committees., I
think the Department of Defense was fortunate for a good many years

in having some pretiy able, solid citirzens on our Committees -- both
the Armed Forces and Appropriations,

HOFFMAN: Mshon has always been a good friend of the Pentagon.
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MCNEIL: Yes, also Ford who was there for ye;a.rs, Iaird, Minshell, a
ntmber of pret%y solid citizens.
HOFFMAN: Iet me ask you a guestion abcut. one aspélet of the Defense
program whicﬁ was always controversisl, the Mutual Defense Assistance
Prograﬁs whose expenditure operations your office controlled after
1955. From that time on the services were no ionger able to abuse
the program in the way they had previougly. Pid Wilson think this
program was worth the money it was costing? The Services cerfainly
iooked longingly at% that resource, especially the Army. Although
they were later reimbursed, they were the ones who were forced to pay
the bllls initially.
MCNEIL: Well the Army got and sold an awful lot of second—ﬁand
material,
HOFFMAN: Yes, until you book control of the books they sold secondf
"hand materisl but billed for snd subsequently purchesed first-hand
equipment.
MCNETL: They didn't charge the discount even if the meterial had been
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HOFFMAN+ Did Wilson consider this program warﬁhwhile? The reason

I say this is beceuse most of tha‘reports from the Services on the
status of those nations whoée military forces in Eurcpe received sub-
stantial amounts of equipment were always negstive. It could be that
they were gaying this in an effort to meke a point in terms of scarce
resources being wasted. Of course it could also be that they beliéved
this tp be the case, but Irwonder 1f Wilson felt as committed +to this
program a8 the President did?

MCNEIL: The President was committed %o it.
HOFFMAN: Absolutely. Was the Dgfense Department as committed to it?
MCNEIL: I womld guess it was, although you would find more objectors
over there, But as far as sny official formal action is concerned,

I think they sall bought the idea., You salways run lnto the fact that
Colonel Whosit, or General Whosit, or Admiral Whosit felt that if you
do something like that I could use 1t much better, And T am not sure
that the conflicting ideas on the thing didn’'t keep us a little closer

on the beam than it would have otherwise. I never got excited to see
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some of the objections come in, they just might help you do the
right thing. Boy, you get one of these big machines swinging in one
direction without anything working in oépposition and you can do some
awfully silly things. There were service people who thought that we
could do better with it -- that we could do better with the resources
than by allowing it to go abroad to some of our allies. There was
plenty of that, but it didn‘t affect official policy. They weren't
fighting the President, at least not that I knew of .
HCFFMAN: If I can ask you a very specific question, and I wiil Ere-
face it by talking about 1957 and the issues involved in the formation
of the fiscal‘year 1958 budget. At that time the Army had sbout one-
half billion dollars of, unapportioned, uncbligated funds and
pecause of your financiai plan I was finally able fo determine -- and
I don't know 1f this is the right term to use -- the amount of free
money that each of the services had, I assume that this was the
amount of money you believed it necessary for them to have -- the
regulred flexibility g0 they could pursue certain avenues if the need
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should arise. The Army hed about one-half billion af that time but
because of the budget format you designed Congress was able %o cut-thét.
Actually, the half billion was in the procurement account.

MCNEIL: Is that the year that Congress transferred moneylfrom the

Army stock fund?

HOFFMAN: Yes, that's right, yes.

MCNEIX: Which happeﬁed almost every year. But, that was one of the
first years.

HOFFMAN: ‘The Army had been living off the Korsan War money since 195k,
especially the funds that were either recouped or deocbligated. The only
other steady source came from the MAP relimbursements., So they got down
to the point where they had one-half billion left and they lﬁst it that
year. You wanted them to keep it, you felt they needed it, Blaisdell,
your budget director, felt they needed it -- that they needed to have
this money in their account. But they lost it. And T am curious if
you had in your own mind all the time & precise figure as to how much

i ? .
free money each service should have? A rough figureﬁmwdaamMmdmbeUndmﬁmed
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MCNEIL: No, we didn't have -- I don't think we ever had it targeted.

I always like to have a litile monsy in the corner.

HOFFMAN: Yes.

MCNEIL: You just mentioned one thing that made me thiﬁk of one major
change that we had because of this legislation. Throughout the Army's
history it'always had annual money for procurement. I tried to gat
them to use no yeer money. Agein it was part of an idea of how to

get more efficient use of your resources. In the case of annual money,
any Department of Government that has annual money, once they meke

s contract, that's it. Even if they don't need the damn stuff after-
werds, they still get delivered because what's the use of cancelling
it7 They cen't uge the money. We had trouble putting it 11:1 the Army
ané terrific trouble in the Alr Force in the beginning, but by getting
continuous type money for the Army, Newvy, Alr Force procurement --

the Navy alreedy had it for shipbuilding ~- we really improved the
system. After that you could go up to June 30, and not buy the stulf --

you could wait to July S5th if you wanted to. Instead of rushing around
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madly in April or May to buy an airecraft that hasn't beem tested,
you don't lose your shirt —- you don't lose a damn thing by waiting
untll let's say August 1. Next, if you got an éireraft or tank or
sansthing that is not proving out, you can Eancel it and buy what you
do need. That's exactly what you do in.thg family; you cancel oub
something and go buy something you do need. The real problem was how
to gel the program manegers to look at things thet way. It took three
or four years to where we could even get them into thet frame of mind,
to look at the.billions of doliars of ocutstanding contracts to see if
there was something they didn't need. Now, I am afraid, because of aome
of the unfortunate things that have been dme recently, the program
managers are going to lose zome of the authority they had for complete
Flexibility.

When I was head of the money for the Navy we initially were
Tunning the war from about LOO different appropriations. I wanted to
get it down so we had specific appropriations for allowances, ﬁrocure—

ment, and maintenance, with one main allotment, and one report back.
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That report could then be broken down in any way accounying wise
that you chose. But take Blandy, as I say out in the Pacific, witﬁ
189 allotments., It wasn't even run righ£. Anybody that would run
one of those things honestly was nuts, since all you had to do was
account'fo; the expenditure some way. 8o to return to my original
polnt, this chenging to continmuing type money, I think, was one of
the important.economies thet we created which never sbcws -~ it
really never shows. .

HOFFMAN: Brundage and others at the Bu:eau of the Budget frustrated
your intentions since they wanted the recoupments when they occur;ed.
They wanted that money to go back,whereas you wanted the Services
td be sllowed to keep it.

MCNETL: That's the only way you are going to give Colonel Whosit
some incentive to look over his lousy precgram ané take out the Junk.
It is just that simple. No, never ﬁake ewey incentive to correct

an error, to deo something "right."

HOFFMAN: How would you evaluste the capability of the various men
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who were Directors of the Bureau of the Budget? How would you rank
them performance-wize?

MCNEIL: Dodge was probably the best, aithough he was there too
short a time. He was pretty good because he understoed what "the

broad picture"” was and he was smert enough to have & feel for what

| was gZoing on. He might not know whether 89 or 100 was the correct
figure but he knew the answer was somewhere in the nature of a
hundred. Rob was a good technician but not a program man. Hemember
Lawton? Did you ever hemr of Lawton?

CONDIT: Korean period.

MCNEIL: Frank Pace? He could take a ?DO word briefing and dis-
course on it for 30 minutes in a very authoritative manner.. He was
good at taking the staff work and using it to bolster his arguments.
HOFFMAN: What about Brundage? I know what you think of Brundage
because I saw something you wrote one time which waes certainly
pncomplimentary.

MCNEIL: I just wonder if it will ever De in a position where he ean
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HOPFMAN: You wrote one tiwme , . .

MCKEIL: He wasn't honest.

HOFFMAN: . . . you said, that he coulﬁn't design a budget to
finance batﬁle nomuments.

MCNEIL: Did I say that?

HOFFMAN: Yes.

MCNEIL: I was complimentary that day., For example, the type of
thing he would do -~ when we had the first Navy missile -- wﬁs ig
the Viking . -- little small missile that could get up 75 miies.
Well, anyway, the scilentists got busy and they improved the program,
Over at the Buresu of the Budget, they said it would cost $15 millipn.
We took a look at it and being very knowledgesable of ccurse‘on the
subject -~ never having gone to school on the subject ~- we guessed
$30C million., So I had a fight with Brundage and told him it would
cost $100 million and he wouldn't buy it. Next they sent it up and
the budget was $6 million. It started with that figure but from

there it went to $15. We had to use some Pentagon money for the
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second or third incremenﬁ of that and the fourth incre@ent as well.
Bach time Brundage would sa& if you letAme have this monsy in the‘
Pentagon we will go along with a suppleﬁental if you need it. His
word wasn't good.

HOFFMAN: Yes, as far as the supplementsal, yes.

MCNEIL: We didn't want & supplemental if we didn’'t need it.
HOFFMAN: He wanted you to finance the Vunguard alone?

MCHEIL: I.said it would cost over $100 million which it did.
HOFMMAN: Yes. That was a supplemental o Fiscel Year 1957.
MCNEIL: Your memory is mucﬁ better than mine.

HOFFMAN: I'm just working in those records right now.

END OF TAPE 3‘

BEGINNING OF TAPE k4

HOFFMAN: If I can getb back to another guastion about the budget.
The fiscal year 1958 was a tight one when it came out of your
office and Congress cut 1t fwrither. Then the 1957-1958 recession

occurred in which it would seem the reduction in Defense expenditures
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played a contributing role. Of course you got an upswing in ex-
penditures in 1958 from the Defense Department in part because of
Sputnik but also, I imegine, in an efforg to try and curb the reces-
sion that had developed. Do you think I am correct in suggesting
that the cut in the Defense budget contributed to ﬁhe recession of
19587

MCNEIL: I would doubt it because the lag in spending which would
result from the new obligationsal authority would come much later.
However, I think you would f£ind a very shallow dip, although I don't
recall the exact figures. Still I would gquestion whether it had any
important significance for the recession.

I do remember when Studebsker ran into trouble, Tke gavé Wllson
the job of seeing if we could keep Studebaker alive. It was about
the only time we ever did use any mon2y ?ecause of political pressure,
or rather because of economic and politicﬁl pressuies. Tke gave the
job to Wilson, and Wilson told me to figure out some way to keep the

company from going undexr. Had it happened that would have been the
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Biggest commercial bankruptcey in history. And, to that.extent, we
did do what you are talking about. In that case, I think Wilson,
no we both went up to Detroit to see thé Pregident of General Motors
80 he wouldn't bid on the next little bunch of trucks. Or if not
that if he would buy Studebaker, one of the two. Well he didn't do
either. Then, we arranged to buy three years worth of trucks but at
the rate of $2500 or soume such.number per year in order to give the
banks and so forth some idea that maybe Studebakexr would be in

- business tomorrow. We gob Curtis Wright to buy one plant up near
Detroit, I see him oecasionally and he still kids me about buying
the plant. I remember we 4id that to keep Studebaker alive because
we thought that would trigger & lot of unfortunate consequences.
Tnat's the only positive thing I can think where we uzed Defense
money for economic or political purposes. I just thought, or rather
Tke thought, it would be a bad desl., Anyway, the way it worked oub
wag fine, because we went to Internaticnal Harvester and ‘they also

agreed not to underbid. That's the only btime I know of when things
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were rigged.

HOFFMAN: Actually -~

MCNEIL: Incidentally, we didn't pay Studebaker any more money than
they had bid the last year; they had won last year's procurement and
they got the same priée for the new ons. We were trying our level
bést to keep them in business, Tt was not a give away in any shepe or
form. We just didn't feel that such a large rumber of employees go-
ing nut of business would help the economy and that's true.

HOFFMAN: In 1954 the administration also thought of using the Da?ense
budget as a partial measure to stimulate the eccnomy. There were

some messages &nd letters between your office and the Burean of the
Budget about this. They were specifically interested in pumping &
little more money through the military public works program, Of course
you had been working very hard to-restrain spendiné and you couldn't
reverse course that quickly.

MCNEIL: The only time I remember we did anything though, was the

Studebaker bankrupicy.
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HOFFMAN: Actually, in 1954 your personal opposltion prevailed and
nothing was dcne about it. How would you assess the influence of
private contractors on the Defense Department’s budget operations.
It must have been especially difficult in the 1950s as the specifica-
tions for new systems became increasingly complex to make decisions
on the programs these people advocated., The Defense Department mgst
alwsys be under héavy pressure from these interests.

MCNEIL: Yes, they are, but it is manageable, I think.

HOFFMAN: With the right people?

MCNEIL: I said a minute ago that today they have an outfit down
there called DSARC. You are familiar with thet? DSARCY

HOFFMAN: Yes.

MCNEIL: Which is ncthing but the research work for the procurement

T

people and they now have the people who do the inspection work, etc.
We used to check all those people before -+~ we just didn't do it
formally. Our records are probably pretty lousy, becguse a lot of

this wasn't written down. A lot of things we did were never put into
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foréal memoranda or notes., We did check them out pretty thoroughly
and this is probably geing to sound funny but they chegk themselves.
We used to ha;e é lot of contractors stdp in and say hello --
Walter Grummen, Jake Swervel, Bill Allen, of Boeing. God!, they
were all cats and dogs. They would come in and sit down and talk
for ten minutes. That sounds like pressure, but listen, Boeing can
tell you more sbout what is wrong with Douglas than your own analyst
will. vaing Roth used to be the world's best &t ﬁigging out the
dir‘b.... So he wouid bring Grummsn and Swervel in and we would talk a
little while and we would get a pretity good feel of what the other
guys were dolng in the factories.
HOFFMAN: So, it works both ways.
MCNEIL: It wc;rka both ways 1f you do it right --

Yep, that's budgeting. No, listen. You talk to Macy and they
cap tell you what is wrong with Gimbels. Irving Roth was the -- 1f T
may digress Just a moment -- was a very unusual person. I don't know

if he nad finished the eighth grade, but he had a knack of getting
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people to talk fo him, I remember his experience with Fred
Thompson, FPresident of Thompson Products, TWR. I used to keep

" Roth on the road half the time. This time he went out to Cleveland.
He had pever bheen to Thompéon Products and I told ﬁim to stop in

and see Fred Thompeon. So he went in and a blonde secretary was
gitting at the desk. Roth just breezed in and said "hello Sweetheart®
is Fred in? He had never met President Thompson. "He's busy” -~
"it's all right I just wented to sy hello to him," so he opened the
deoor and that was aboul 3 o'clock. 5 o'clock Fred Thompson said,
"Irv, come on, Jlet's go out to the house and let's have & drink."

At 7 o'clock he said "Irv, would you mind staying for dimer, and
after dinner we will go down to the plant. I've gol sone tﬁings I
want to show you." So they went down to the plant at 9 o'clock and
Thompson opened the safe and brought Roth some papers. That's typical

of Roth. I would get thrown out on my ear. I would have been out at

five minutes after three, but Roth was there 811 evening till damn
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Tall you ancther story. I used to let him go with Lt. Gen.
Tom Bdwards in Alr Force Procurement, Anfway, he was going on &
trip out West and I used to arrange for Roth to go with him. They
went out to Bzeing, and the next morning I had a call from Roth. He
sald, "Boss, do me a favor will you? I'm going to be down in
Douglas'® office tomorrow morning. Will you give me a ring and tell
me to come back guick, that you have a Friday afterncon flap?" Okay,
so I waited until the next morning and called him. He was down in
Douglas' office in Los Angeles. I seid, "Irv, we have a flap golng
on, can you get back here right quick?” "Okay, boss.” So he came back.
On Monday when Roth came in I said, "What's cooking?” He says,
"Well, General Irvine - " did you ever hear of the name M&jér General
Irvine -" he told his aide to call Howard Hughes and said, 'Listen I
want some starlets out at Palm Springs; I waﬁt them for & party.' HNext
Roth said, "I lmew that you didn't follow too much what wa did individu-
ally, but you didn't want me hooked in an officisl way or anything like
that. go I thought, well, Trvine probably won't make the arrangemenﬁs,

but if he does, I will stay for the party, end if he doesn’t, I've got
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an excuse to leave.”

Well sbout four months later the Navy couldn't get any Pratt ‘and
Whitney engines to test the F-4 -- m Navy plane but the Air Force
developed the engine. The Navy couldn't get the engines. 8o I told
Irv to g0 up to General Irvine and tell him that I had just received
some information from Califcrnia that there were some questionable
practices going on out there and I was going to have en investigation
unless a couple of engines were in that F-4 right Fpick. The Navy got
clearance for the engines at four thet afternoon and there was no in-
vestigation of Howard Hughes. And they were delivered.

CORDIT: Business is done in interesting ways.

HOFFMAN: If I mey I'd like to ask you about snother issue? I sense
from scme of the materials I have covered that in 195k several steps
wefe taken, some of which have not been recorded, toward the Uniteé
States entering Indochina. I was surprised to find out, for example,
that there was a good deel of budget matefial prepared on that con-

tingency and thet your shop worked actively on the project.
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MCNEIL: Indochina?

HOFFMAN: Indochina -- into Vietnam. What generally do you think ﬁere
the operating factors? Whai were the reasons that Eisenhower ultimgxe;
ly decided not to become involved? We know part of the story -- the
fact that Ridegway wanted between six and eight divisions? But it wounld
seem that miore than numbers ?ere involved. If Eisenhower had been
willing to enter Indochina in 1954 he would have had to reverse every-
thing he had worked for since taking office. Not only would it have
required more manpower but it would have constituted a Airect criticism
of the ldeas of the New Look.

MCNBEIL: You mean he was against a ground wer in Asia?

HOFFMAN: Ground war in Asia -~ right, so I am wondering if.&ou have
any sense of how seriously the matter was considered?

MCNETL: I den't remember that there was any reeally serious thought of
it. I do remember that I was over there twice, in 1956 and 1957 and

that I saw Lt. General Sam Williams. I saw that staff building and again

naybe by osmosis but without Intention it is quite possible we were moving
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in that direc'tion Just becsuse we thought some of the .policy nskers in

the Government, were with us. T don't think it was very serious as far

as we were concerned. It could have ‘been but I don't remember.

HOFFMAN: There wasn't any serious taslk?

MCNEIL: I was in Selgon the day that the French gave up and left.

Quarles and I were there. We took the review of F‘r.ench troops_at the

last formation. I ‘remember that the military sssistance group Wér

there -- the MAAG group -- hed been lncressed substantlally, purportedly

for training only,

HOFFMAN: In 195k%

MCNEIL: It wasn't too big in 1954 -= 1957 was much bigger. 1954 wms

250 as I remember.

HOFFMAN: Yes, but it g?t to about . . .

MCHNELL,: 150(; when I was there in 1956,

HOFFMAN: 15007

MCHRELL: As I remember 1t.

.HGFFMAN: That's elvilian and militery, or is thet strictly military?
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MOWEIT: I was thinking military.

HOFFMAN: 1I've seen some deployment figures on that -- I will have to

check on those figures.

MONEIL: I conld be wrong.

HOFFMAI\‘_J: It stayed the same once 1t reasched a; certain plateau.

MCNEIL: Stayed the same and went to & lower level for a while, too.

HOFFMAN: Six hundred and seventy-five to seven hundred are the figures

I've generally seen., There was s slight increase z.ibmre, but not very

much. If you compere that group with other groups across the world it

wouldn't loom that lerge.

MCONETLY No, I don't recall that there was any real thought of golng

into Southesst Asia on the ground.

HOFFMAN: Well, the suggestion hes always been that Rlsenhower consulted

Congress and if he could have secured Congressional backing end also ac-

quired the collective participation of our Allies that he would have con-

pidered golng ahead wlth the intervention program, But it seems to me

that such a step would have in 50 many ways defested the objectives that
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he had been working towerds.

MCNEIL: I don't reecall 1%,

ROFFMAN: It has never struck me as being a very serious sort of exercise.
He did inform members of Congress and there were discuggions, but there
wasn't any actlion of amy serious nature ip yoﬁr office and 1t would have
to be 1n your office; they would have to start getting the O&Mlmoney
increased.

MCNEIL: A 3.ittle. bit, yes.

HOFFMAN: Thet wouid be reflected there.

Let me introduce something else. In all of the changes in the Rug
gets of 1954, 1955, 1956 that involved bomber production -- and especially
B-52 production -- your office took a mmber of steps both to save money
end inerease production. To sccomplish this you reduced lead time and
at the seme time upped production. The latter step satisfied the Congreg~
sional crities, but by reducing leadtime, especially in l956, you were
able to also reduce the budget regquest. When I look at fiscal pollicy as

reflected in youwr office, I always try t0 make a connection between Fiscal
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pelicy, forelgn policy and milltary policy based og intelligence
evaluations but there is always some kind of discontinuity. For
example, what it suggests is that in the.case of the B-52 you.increase&
production from 15 to 20 a month to appease Congress. Bubt at the same
time to meet your other goal -- to save money -~ lead order time was
reduced.

MCNEIL: If you cen't lick them, Join them?

HOFFMAN: Yes that is the sort of thing. Is that the way to réaa it or
pot? It was the one thing'that Tinally dquieted Congress down,

MCNEIL: Oh, I wouldn't put that much emphssis on it. I'd put more emphssis
-on the faet that you started with léadtime and up Fo a certain extent it
wonld be & more efficient way to run the program., But all you have to
do is bave two and one-ha;f years lead time on a B-52 and you are going
t0 encounter trémendous waste, particularly on an aircraft which is deve-
loping through sll the different A, B, ¢, D, Eand F medels, ete. Al
you bave to do is have two and a half years leadtime on a B-52 and you

will £ind that tall services, wing services, fleps, ete., all could under-
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go change and you would have to scrap them, The shorter the leadtime you
can get between the time of the decision and the time you get the -article,
the better -- up to a certain 'poixfxt. The shorter the lead time between

your decision and the article, the more efflciency there is likely to be,

as long as you can mske it reasonably orderly. General Motors, of course,

was the master in short lead times, General Motors Truck Division, for
example, for years ran on an eleven day supply. That was s weaknesso too.
In case they had a strike they had nothing. If a‘strike hit & supplier
3% affected them, but they kept thelr ear to the ground pretty much. ]
And if they were llkely to have a strike, they over ordered on the
parts so they were seldom caught oft base. Ceneral Motors alwsys had '
a short lead time. That 1s one of the reasons they made Eo-percg;xt on

sales sgaingt 10 percent for somebody else. So Wilson was in favor of

£
" ————— s

short leadtime. It's true too that you didn't have to have so much
new obligational authority for each year's aircraft procurement. A1sC
we tried to meke an effort to have reasonably stable schedules, and that

was very important for Congress. Check back far enough -~ you'll find
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30 or 4O talls out of Wichits for B-52s before we got a hold of it -=
before we found that the Air Force was rushing two months produc‘tit;n cﬁ“
talle before they got the fuselsges and fhe wings straightened out,
EOFFMAN: Maybe I tend to lock at the budget too much ad a political
document. I remember a Jjoke that Henry Glass told me, It'as one that

he says you told him when you were talking about the budget. You sald
that the budget is always & Judgmental issue at best and you told the
gtory about the guest in the New York Hotel. He was a frequent guest and
he always had the same bellboy and on this trip he gave the bellboy a
bottle of whiskey. The next time back -~ you remember this story -- he
asked the bellboy how he'd liked the bottle of whiskey? "Just about right.”
"What do you mean, just about righ't‘.?." "Well, if it wes too bad I couldn't
drink it end if it was too good you wouldn't have given it to me,"”

MCNELL: That's budgeting.

HOFFMAN: I guess T alvays look for that dimension in %, that there are
always contrary influences working that influence where you went to move

and how fast. |
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MCNEIL: Consciously, or subconsciously, I em sure that has happened.
Subconseiously it is bound to ha.pﬁen, ‘uounci to exert influences on the
problem noc matter who ls dolng 1t. But, ‘if you afrive to do it you can’
dao it reasonably falyr -- get the evidence on hoth sides. I would not szay
we Were never influenced by pollitical sltuations, I am sure we vera.

If we had something we knew we couldrn't sell, or couldn’t buy, we prob—
ably modified it somewhat to the polnt where we could. T am sure we did
that sometimes.

HOFFMAN: Well, as an example, I would again Iike to go baeck to that per-
gonnel eut in 1957 -- when you had tc mske a cut somewhere.

MCNETL: T think we were up to the polnt then when we were getting ceiling
budgets.

HOFFMAN: Yes, that waes after you hed the overrun in fiscal year 1957,
you had almost a $3 billion overrun. You began to get warning of it in
Jaguary of 1957 and it wee quite clear Wy June., At the same time these
OVErTuNsS were Cccurring you were worklng with Congress on the fiscal

yvear 1958 budget. - The Army reduction was a critical decilsion becsuse the
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Army had been holding at 5 miiiion men for several years end was suddenly
cut tb 900 thousend. Ry cutting persommel you could eut fast spending
money in both the personnel sccounts and in operation and maintenance
accounts, That was a declsion that certainly had politieal dimensions.
You had to keep those programs with special priorities, and the reduction
in personne; would be one that Congress could understand and that would
create the least amount of controversy.

MCNEIL: I am sure that you could probably trace it back to a celling
budget approach.

HOFFMAN: It was a celling budget. It was an expenditure ceiling where
the President, Brundege and Wilson had agreed not to expend above $35

in fiseal &e&r 1958, Then came Sputnik. What difference did Sputnik
make in dudgeting? ITid the 11d go off after that?
.MCNﬁI&: Na.

HOFFMAN: Tt didn't make much of a difference?

MCNEIL: TNo, because there wasn't much you could do that quick, Any

ineressed effort on the U.S. missile programs really had to be carried
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out by the people already assigned or slowly recruited afterwerds., It
vasn't something you could just go out and double overnight. At least,

88 I recall, we didn't think so. You had to start the day after with the
same number of pecple you haed on Morday. It would take some timé before
you could get resl acceleration. Anyway to my knowledge there wasn't

too much restraint in that field on money, or programs, if you could

find the right people to do the work.

HOFFMAN: The resson I ask this is because of the small bit of iromy in-
volved. When I follow your office through the 19508, from late 1940s
through 19508 you are lncreasingly building greater controls to discipline.
‘the spending process, the appropriation process, the obligation process,
the expenditure process, the control over MAP money, the control over

all obligational authority, the apportiomment process, the allocation
process, these are gll being ‘refine_d and you had meshed them together in
the financial plan used for the operation of the fiscal year 1958 budget.
80, everything is consolidated, controlled, and disciplined; it was rx_ea.lly

an impressive sccomplishment. In many weys this symbolized the essential
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direction in which the Administration had wanted to go -~ and when this
ig finally all rationalized, and mede ccherrent, then comes Sputnik, and
I Just wondered if the same smphazis and tone could continue on budgetary
diseipline after Sputnik., If I'm not misteken the deflcit for 1959 was
$12 biliion,

MCNEIL: T take 1t back. I can't relate ceritain events to specific bimes.
It has been 20 years, almost. But, yes, I doé't remember 1f It happened
within one wonth or six months bub there was the dgcision to go ahead
with two thousend mile missiles -~ one for the Army and one for the Alr
Forece, not knowing which one would prove out. And of aourse, there was

a lot of talk about an ICEBM at the time but nobody knew quite how to
bulld it, so we put tﬁe emphagls in TBOR and JUPITER., Those were two
duplicating programs that went on conecurrently., The Army had Frobably
done the most sdvenced work -- by having Wernher Von Braun, They had done
more thinking about rockets, and, they had worked with Redstone, so the
Army reelly had a leg up. The Air Force wanted to get into the business

very badly, and that was through THOR. You financed both THOR and JUPITER
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with the idea that you would eventually select onfa of them, psrticularly
after the ICEM program didn't seem to be developing.

END OF TAPE PCOUR

BEGINNING OF TAPE FIVE

MCNETT:: The Navy joined the Army in order not to be left out. They knew
as well &8s you and I sitting right here thet they were not going to go
aghead with 1iguld oxygen in the confined space of a submarine. They.knew
damn well they weren't. They kept thelr hands in the program until they
econld Pind some way to develop solid fuel miesiles, and, of course, that
wag the bagis for Polaris. _So, yes, there was increaged emphasis bubt as
far as the total budget was concerned it wasn't & huge percentage. T am

not sure if you lock back if we didn’t take some alrplane mohey for thet.

Wi, f—m—T

It was- all in one procurement account.
HOFFMAN: Would you say that the top officlals in the Defense Department
and the Administretion were as unnerved by Sputnik es the rest of the

country? I nnderstand Wilson wasn't. He allegedly made ome of hig

typleal remerks when he sald 1t was s good trick -- we could do it anytime.
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Yet it had an enormous psychologicsl impact on theVCOuntr;. I wonder if
this was feli .as much within Administration?

MONEIL: Mot as much, no.

HOFPMAN: They took more heat from Congress afferwards, of course. Con-
gress reversed completely once again, and went from calling for restraint
to emphasizing the need for a much greater spending program. Were you
surprised that the Soviets could do that?

MCNEIL: T think 1t was s surprise to some people, and some people thought

they were probably developing somethlng but they had no proof of 1t, I

would say there was no panie. I don’t recall any panie.

HOFFMAN: The concurrent misslle development, of course, had been golng
on pricr %o Sputnik.

MCNEIL: Yes, but the Alr Force wans strugg}ing desperately to get into o
the nmlgaile business., They were doing scme work on it, no guestion., As

a metter of fact, they were slmopt heck snd neck at the end of six months,

ag I rmber it. VWe setually did.t"i't carry the progrsm too far although I

we did send a few to Turkey. And after several years ATLAS came along. ,
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HOFFMAN: What about NAVAHO? ‘Thet had been cut out just & bit earlier.
MONETL: NAVAWO, yesh. That vas the winged missile, wasn't 1t7 That was
8 btough one to cancel, too.

HOFFMAN: I waas surpriéed that NAVAHO wae cut, I was surprised when I
came across it because in many of the reporte that came from your office
the argument was to cut SNARK and continue NAVAHO. I heve looked and I
haven't quite figured out yet why this recommendstion was reversed. They
continued SNARK until 1962.

MCNEIL: It wasn't done right., We wested mongy on the missile business,
but =~ T suppose we would do 1t again if we had to -- do 1% all over.
HOFFMAN: It was slways the insurance argument that prevailed. I know
it must have driven people crazy to get duplications of systéms. You
get 15 different military systems to do ome Job, You would like to say,
well let's Just have one system, that's enough,

MCNEIL: All we could do wes centralize the arguments. One manufacturer
would come in and say that the other guy's product isn't any good. Or

we would go down to research and development, they had different ideas.
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We would talk to Army research pecple, and so forth, and they would get
confidential and tell you what was wrong with the competition. I th:.nk
you have to keep those channels open -- .sift out the chaff ~~ and
give the rest of it to the boss to mske the final declsion. In research
you frequently can't get a decision, because people just don't know emough about
'it, even the experts. In fact, it was an outsider that convinced me that
the Persl;ing missile wes feasible, John B. Mc%ﬁey. He used to be
Presldent of Esso Research. I used to have lunch with him about once or
twlice & week., T wes right across the hall from him, and we went down and
apent some time with two or three of his staff acd that was realliy why
I told Tke that there was a possible substitution for Redetone. Redatone
just wasn't feasible, but 1t kept the Army in business and it kept Von
Heaun cccupled. Incidentally, Von Braun is with us in Failrchild at the
mement, T see him every week or so. He is a Pretty good guy. They asked
me st Fairchild what I thought sbout hiring Von Braun? I told them I
thought it ﬁas a good idea, but I didn't think they could afford him,
After deallng with X-teen billioms, ete., ete., in Huntsville, how do
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.you get him into a little company where a million dollars is & lot of

money? But do you know, he is stinglier than the rest of us? He really ism.

HOFFMAR: Of course, the Army did have experience in transporting heavy
missiles. At least they were gupposed to ﬁave geen lugeging around the
CORPORAL in ZFurepe and I know it was a pretty blg pliece of equipment.

It was supposed to have been deploye&.

MCNEIL: They always talked about solid fuel, but they couldn't make 1t
work, because they didn't have enough puﬁh per pound which 18 the way

I would describe it. Finally, they did get 1t so there was enough push
for pound., It mede I'vlarlis feasible.

HOFFMAN: One more guestlion in this regard -« in 1959; ..

MCHNETRL: T left in November of 1959 when ITke bhad s year to-go. I guess
I was ggtting to be 0ld and I was damn nesar hbroke, too.

ROFFMAN: The sﬁggestion has been made that 1f the Army had not sought
to remake 1tself into an atomle force but had instesd stuck to its more
traditionsl role it might heve actusally been better off.

MCNEIL: Well, the blg change in the Army -~ I can't identify it -— I
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can't recall the exsct date hui; the Army, for e long time, was committed
to a moderate size regular Army with the expansion under war time eondi-
tions to 100-105 Divisions, that sound right?

HOFFMAN: Wartimg ~- 85, T think.

MCNEIL: 85, well as I remember it, it was 100 divislcons or theresbouts,
with the re;ult, that they had their damn force scettered so thin around
the country on s base structured for expansion, that they had nothing to
shoot with. The blg problem was trying to get the‘Arnv, it was not the
Army'as idea incldentally, to take sbout four dlvisions of their so-called
elght or ten divieion force, and make it a ready force -- as ready as the
Marine Corps brags about. That was the most important change in the Army,
hecause i1t took a long time to get the Army dowmn ;bo a reasoneble figure
for mobilization potentisl. A tremendous effort went into getting the
Army to recast its .mobilization structure.

HOFTMAN: There was always a conflicet between the Army, Navy and the Air
Force over the mobllization base. I do not think 1t was ever qulte re-
solved as to whether it was going to be a six month mobilizatlon base,

i ified
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g three month mobilizetion base or n three week mobilization base.
MCNEIL: That®s true. The Army wes really going wey overboard. But they
developed their atdborne divisions, I remember, down at Fort Bragg and -
they flnally zot to about four divislons that were, what we call ready,
in Marine Corps terminclogy. In fect the Army's four ready divisions
were the bhiggest threat to Marine Corps. Yea, the Army wanted to take
aver the Merines for yeai's. They didn't have & preyer as long as they
were following that mobilization philosophy ‘becausfa they ha@ nothing to
ghoot with. Fut once they sterted those fowr or five ready divisions the
Marine Corps was forced ©0 laok to 1ts tail.

HOFFMAN: You wouldn't bave liked thet, T gather that you always trusted
the Marine Corps. You believed that they knew how to watceh their dellars
and unlike the other Services, where you placed a tighter rein, you were
really more Flexible with the Marine Corps budget.

MCRETL: That's right -~ by nature they were s thrifty outfit.

HOFFMAN: I noticed that.

MCNEIL: Whether it's rugs on the floor or what not. For example, they
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bought sbout one hundred thousand tles from the Alr Force for 174 --
cost about 50¢ new and the Alr Foree didn't like them -~ they weren't

quite the right sheade. The Marine Corps bought them for 17¢. - Sure, 1f

you had children wouldn't you Judge them the same way? If they were thrifty,

you wouldn't check them quite so cerefully. They had fewer rugs on the
floors and watched thelr telephone billls to & greater extent. Joe
MeNarney, did you ever hear of Joe MeNarney? He used to be the number

2 man 1n the War Department during the war?

HOFFMAN: Yes.

MCNEIL: And later he was president of Convair. He was 1n the Pemtagon.
He had four sters at the time and he and I were given the job by Louls
Johnson to go through and see what actlvities we could chsnge to develop
8 gystem of more- detrliled planmming., So we ﬁeld what might be called
bearings for a monmth or so. We sat down every day, and the services'
salesmen would try and sell us on their ldeas. The Marine Corps had

a quartermaster for yesrs -- qulte & guy. He had been quartermaster for
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years, and wag not subjlect to the usuml roté.tion every three years, so0

he had heen around about 30 years. And, Pete, name Pete something -- I

knew Pete pretty well, Joe MceNarney d.id_ﬁ‘t know him. 50 we got down to

6 point, and finally we walked across the hall a,nd Joe McNerney said,

"listen, we have squeezed these people hard enough, we have gone far

enough.” "No," I saild, "we haven't gone far enough yet. You know,"

I said, "Just look at Pete -- if he starts to perspire, we have done rll

we dare do. But we haven't reached that point yet because that guy has

got stuff squirreled away all over the world."” When he started per~

spliring that night, we quit.

(CNDIT: 5nid you take the McNarney commlttee, the Mansgement Committee,

very seriously?

MCRETT.: Yes, but it was Just a one-time~over affalr.

CONDIT: I see. Did you feel that it really achieved very many ef'fi_ciencies? -
MCONEIL: HNo. It echieved more cutbacks than 1t did efficiencies. Efficiency,
some statione were closed as a result that shouid have been closed, yes.

CONDIT: Were some closed' that should not have been closed?
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MCNETL: Perhaps. I doubt it though. Right at that time, the hig Job
was getting things back under control again. Because when you have a
vertime affair, with forts and warehouses all over, in every county seat
and town all over the nation, you have to do samething. You are going
t0 meke some mistakes, but you have to sguesze 1t down somewhere,

CONDIT: Dddn't that McNerney Committee become the Mensgement Committee
for a look at the internal O0SD organization?

MENEIL: I don't th:i..nk they did very much inm that for O8D. For the
Department as a whole, yesa. They %’eally had two things. McNarney had
the management committee, then we did things separately at the same time.
For example, the new wind tunnel down in Tullahoma, Tennessee. Joe and
T spent three or four days on that one. I don't know 1f we did it in his
capacity as mansgement committee or we ald it separately. U%No, T would
saj; the management committee did the two.

HOFFMAN: Talking about reorganizaetion, -- how would you sssess the
importance of the 1953 reorganization?

MCNEIL: Rockefeller, let me see. That didn't change things oo much, it
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chenged the titles more then arything elae, Wheré you called gomeone the
Chairman of the Munitions Board hé was now called the Assistant Seéretary
for Supplies. T didn't think it made to§ much difference. The zane hgld
true for the Research and Development Board. We had him there before --
had the medical too -- so that dldn’t chenge too much. Nor did it change
the philosphy of operation., But on the other hand the McNamars approach

and what the Navy has done recently is really terrible I think. Thers

wag & time when the Navy had the lousiest locking crganization chart but

the best organization I lmow of becsuse you had the gupplier and the user
in competition, which I think is very héalthy. In other words you had
the user, which was the fleet, and the shore staff which was the support.
The user would alﬁaya complain about the inadequacies of the'supporting
establishment. And the supporting establishment would elvwaya complain
about the unreasonable requirements aﬁd dempnds of the opereting force.
But that’s precisely the sort of tension you always want to keep. The
Nevy has lost it, the'Army never had it; and the Air Force reelly hasn't

8ot 1t either. With MeMemera's changes we now have three pyramid structures,
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go 1t iz hard for an opposing view to get circu;ation within sxy of the

aervices.' To the extent thet the Alr Force can have a detective force

ferreting out alternative ideas -- you might comﬁensate for part of the

weskneass -- but it doesn't replace a system of irnternal checks and balances.
Le?_me give you another example. In 1946 the Govermment wes getting

to & point where they wanted to change the freéuencies with which you

could use communicetions. Certaln ultra-high frequencies were being used

Yy Navy which ha.d.. +o be turned over to the publie, The CNO wrote a memo-

prandum to the Buresu of the Ships direeting them to procure crystals and

50 forth, for the vhole fleet. The Bureau of Ships didn't have enough

money, so I met the Chief of the Bureau of Ships in the hallwey one dey

and he said, "do you know what that demn MeNarney is doing?" . I told him

I would meet McNerney. We did and within en hour we agreed on g five

yesr program to replace the eguipment which was feasible. Under a pyramid.

structure, things like that would be buried. So, I think the Forrestal

philogophy of organization is by fer the best, but I don't think we will

ever get back to it -- barring another war.
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HOFFMAN: Maybe I am not as c¢lear on Porrestal as I should be but how

would you define the Forrestal philosphy of organization?

MONETL: Well, the development of hav_lng. the support or the supply and

logigtics function in competition with the user.

HOFFMAN: That's your idea, that's not Forrestal's.

MCNETL: Well, ., .

HOFFMAN: You are giving credit where credit isn't due, I think.

MCNEIL: BEasgy to sell.

HOFFMAN: No, that 1s defimitely your philosphy.

MCNEIL: TForrestal just didn't put the words on it but that was nis phllo-

gophy. That's were I lesrned it.

CONDIT: He bought it from you.

MCNEIL: To, he deseribed it in better terms than I could though I don't

think he ever wrote it out on paper.

CONDIT: Why did he search you out in phe very beginning? Why did he bring

you along to the 0SD?

MCNEIL: Accidents happen! The first time I met Forrestal was in 19%3.
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I had a difference of opinion with the Naval Air people who had an amphi-
bious glider program. I had teken a look at 1t, and didn't like the looks
of it. My Jjob then was disbursing officer for the Navy, which T wasn't-
qualified for either. 5o we had this argument and he told me to come up
with a revised program in & few days. We met again, and Forrestsl aspproved
it, and that was the end of that.

Now, I will tell you ancther story. A little while later, Forrestel
invited me to lunch one dmy, I think 1942 or _19@3.. I had come down on a

bus that morming and had read the New York Herald Tribune, Forrestal had

been cut the night before and had mede a speech on the civil service,
comparing it to the British system, I read the darn .thing going down;

I know no more about the civil service than the man in the moon., Or the
British gystem. I did have the advantage of reading that column that
morning. SO when he asked me a couple of questions, T answered. Well,

A it was strictly mccident. I had developed & couple of ideas though that
Forrestal flinally approved; so he created the post called the Fizesl Director

of the Mavy in 194h. He asked me 1f I would take off the uniform to do 1t,
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end I told him no, that I didn't want to teke off the uniform. He wrote
me a note to wear civillan clothes when T chose. That was the solution at
the moment.

HOFFMAN: Maybe he just didn't want you to go back to The Washinghon Post.

Did Forrestal give you the name "Gz;a.y Paninence?"

MCNEIL: Which?

HOFFMAN: In the Pentagon you were referred to at times as the "Gray
Eminence." Maybe that wms something nobody told you mbout, but I came
across thet term as & code name for you.

MCNEIL: Gray?

HOFFMAN: The "Gray Eminence."

MCNEIL: Nobody ever sccused me of being an eminence.

HOFFMAN: Ch well, it was & term that I found when DPeople were referring
to you. It suggested, in clearly :espectful tones, your authority.
MCNETL: T think I hesrd it one time, but I don't know. Actually, I don't
think we did anything that wasn't a ressonably decent transiation of what

the boss would do. I don't think we dreamed up any ideas of our owvn, at
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least fot too much. We saw sometbing, we wouid develop it, but we

dldn't write reports for any of my bosses, as such, I went to gee him

about something and meybe he would write a memorandum on it. T have one
right here that I Jjust brought along ap an idea. Here is one I wrote, no- it
was for Admiral Shemap. The only reason I wrote that wes becauss Sherman's
secretary was gone. I wrote it and sent a copy to the.Secret&ry 80 he
could call me down if he didn't 1like it, This was the one on the forece
gtructure of the Navy that T told you ;z‘bout earlie:;'.

CONDIT: What about Mr. Garlock, was he a helpful person?

MCNEIL: VYes, he @s not a greet thinker but he was ewfully good on
execution., Terrific capacity for work, pretty savvy, and he was gaod.
He'was goad.

CONDIT: Who else wes helpful?

MCNEIL: Oh, golly, I had 30 or 40 of them that were good. That was what

I was saying before you came in this noom; I was lucky that I had some

awfully good people. My Job was being & catalyst among some very bright

peoplea.
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CONDIT: Well, who selected those people?

MCHEIL: We a1l dig.

comcé_: You hired them?

MCHEIL: We all did. Somebody iz bright, brings in somebody else vho

is bright.

HOFFMAN: ﬁaybe I am wrong about thls, but I get the impression that
during the budget process every year, and especially at the big tent
shows, =something was always rigged. FEach year thé'services wouwld come
in and present thelr cases. You were slways ca#t in the role of the Devil's
Advocate, of cu‘tti.ng below vwhere you knew in fact the fimal figure would
énd. up. And Secretary Wilson could then play the role of good fellow
because he would alweys give them s little more, but I'm certein th.:;:m
you both worked out that figure before and knew precigely where you were
going,

MCNEIL: I imsgine he put the figure in before we started.
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HOFFMAN: But he had to get the figure from you!

"MONETL: Well, maybe. T didn't tell you about his trouble with the
chaplain, rlié Iz

CONDIT: The Chaplaein?

MCNETL: The Chaplain. We were having one of these tent shows and the
Army had about 40 Generals and 50 Colonels present. Tovett and I were
sitting at the hesd table and we were golpg through the Army's reguest
and Lovett sald, "Now we will listen to the Chmplain Corps." Someone
gaid to me, "Mac, if we cut any money out of the Chaplain Corps it will
come out of bibles and secramental wine." The Major Gemeral of Chaplains§
got up and said, "Let us pray.." There were about & hundred people in
the room but efter he quit prayling you could have heard a pin drop.
There was absolute silence for -- oh, 10 seconds or 15, although it
seemed like a couple of minutes. Then he finally said, "You know my
frame was never bullt for a chair like this." That broke the ice,
everybody laughed and that was the end of the ineident. I remember it,

"Let us pray.”
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Budget declsions certalnly were not made undlaterally and in
the dark. I used to arrange for the Chief of Staff and the Secretary
of the pervice to go see Wilson, Lovett, or even the President if they'-
didn’t like 1t. In fact, I forced Mex Taylor? when he began crying
about some tmngs s to go see the Presgident. The President virtually
threw him out.
HOFFMAN: Considered him & parochial general, huh?
MCNEIL: Max Teylor was a-wonderful guy, but he is hard of hearing. He
wouwld agree to things a:.nd then go back and the Generals and Colonels
would say, '"You mean you agreed to that " Next day he would meet with
the Cheirmen and the Joint Chiefs and say, "I didn't agree to that."
He hadn't heard 1t. About six weeks before Radford retired, Twining
ceme in to see me and he said, "Mee, you have known Raddy for years,
came from the same home town and so forth, will you do something for
us? Idfe,” he said, "1s unpleasent down here becsuse of Radford and

Taylor, They are at odds the minute they come through the door." 1
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said I kind of sgree with Radford, but I1'11 go see what I can do. So

I went down to see Radford, and he said, "Yes, I know all about it."
"Well," I said, "you have only got six weeks before you retire, so why
don't you be nice to Max? Besides," I said, "what difference does it
make?" So, I went back and told Twining I did my best but I didn;t
know 1f 1t would work or not. A month later Twining became Chairman of
the Chlefs, and about two momths after that he came in and put his feet
on the desk. "Mac,"” he said, "I am awful sorry I got you imto this.

I now think after having been Chalrmen and dealt with Max for a little
while, I thipk Raedford is the most tolerant man in the nation.”

CONDIT: The most tolerent man in the nation! Well, Taylor really must
have been difficult.

MCNEIL: Taylor and his wife are the most delightful folks in the city
of Washington, both then and now. My wife and they play cards regulsrly.
He 1s pretty good. He has learned a lot in the last 10 years.

Actually, most of his broubles with those senior to him stem

from hig being hard of hearing and not wanting to wear a hearing aid.
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Basleally, though he is a very nice person. He is smart. He can spesk

a mmber of languages. He accepted his duty in Korea in Korean, ih Gérmany
in German. He is gquite a student.

HOFFMAN: 1Is that right? I never realized that.

MCNEIL: He always keeps himself in shape; he looks like a soldier.

As a West Folnter he was a good superintendent.

HOFFMAN: How would you compare him with Ridgway?

MCNEIL: Well, they are entirely different people.. At a desk T wouldn't
pay Ridgwey much mind, but walking around the 38th peraliel with a grenade
sWwinglng he vas magnificent.

HOFFMAN: Just wasn't cut out to be & planner.

MCNEIL: Yes, not a planner.

CONDIT: He is a combat general.

MCNEIL: Yeah, he was like Bull Halsey. At a desk Halsey wasn't much

of an operstor.

END OF TAFE 5
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MCNEIL: You always have to think of what kind of Jobs these men can
rerform best. We have 2 funny habit in America of thinking somebody who
can run 55 yards for a touchdown on Saturdsy can do everything -- that
is not zlways true.
HOFFMAN: In the Wilsom period you get a distinct impression of Ridgway,
Taylor, Ra&ford, Twining. IWhat about Carney?
MCNEIL} Smart 1ittle Irishman. He was in charge of the Dirty Tricks
Department for Nimitz out in the Pacific. And he was pretty good at it --
pretty good at it. Mlck was all right, he was noi one of the great Chiefs
of Naval Operations. He had been with NMimitz. He had a good following,
pfobabl& not as much a2s Halsgey, but he was pretty popular with the fleet.
And on the whole he was a pretty good CNO. But he didn’'t do anything
to establish a basis for the future, He was not effective as far as a
thinker, planner, ete. but he was a good operator.

Nimitz was great from the sense that -~ well take Mimitz in contrast
to King. 1 knew King. I had the privelge of working with him for some

time. He was extremely able; he knew the detalls of every englne;
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technically, he knew his bumsinesa. And he was a very dogged individual.
When he knew something, he stuck to it. et his staff was defini{;el:;r
gecond rate, not competent. Now Nimitz.was Just the opposite. When he
went to the Pacific and later became Chief of Naval Operations, every
one of hils senior staff was Chairmean of the Chiefs or the CNO. Nobody
that worked for King ever got the top Jjob. Everybody who worked for
¥imitz was on top because hé selected them. Carney was one, Fechteler
was one, Sherman, who was probably the smertest of the entire generation,
Those were tha type of péople that Winitz had around him Nimitz then
became the judge. One morning I had an idea I wanted to try to sell.
Nimitz asked, "Will it take too long? Will-you come in Seturday?” I
said, "Sure.” So he got to Radford, Sherman, Carney, Fechteler and
that morning I laid out my story. They asked questions for an hour or
two. They didn't like 1t very well, none of them. Nimitz didn't say
one damn word for three hours, except tap his fingér about like that.

At the end of three hours he sald, "Mac, you are quite a salesman, thank

you-gentlemen," and that was the end of the show. 8o he slways kept the
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right people around him. As I say, he became the judge between the ideas

‘promoted by several very bright pecple. Like Carney, Carney was bright.

Fechteler was an old sallt, salty seadog. The kind you always read about,
Again out in Guem when he was there he had Sherman and Radford and
his staff. All day he listened to the a.ré;mexits about the next day's strdle
at Honehu. Finally ss Commander he said, "Gentlemen, I think I would
send two carviers, not four,end I think that would be aécurate. Thank
you very much Gentlemen," and that was the end of the discussion. No
commands, no squads right, =quads left. That's why Nimltz was one of
the really great CNUs.
HOFFMAN: Under the New Look, the Navy did pretty well considering the
general orientation of the philosophy and the fact that it was somewhet
divided within itself, with Rickover and his supporters fighting the
rest of the Nevy establighment.
MONETL: Rickover did a good Job,but he takes credit for seversl things

where others should be given credit., The Bureau of Ships, for example,

was the agency which developed the idea of cutting the flrst seven attack
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submarines 1n two and putting in a mid body, That coneept didn't come from

Rickover. Rickover's program.ﬁas advanced probably two to three years,
but somebody else had the idea of putting a mid body in seven attack
submarines. We got Polaris in there awfully fast. In fact, that program
probably is the model for all big programs for the future. Admiral Raborn
did = beautiful Job on that one. Kept his headquarters staff to about

45, used all the available gkill and talent in the country. They were
all pepped up. No blg program ever came along s0 fast, 8o cheap, and

got action 50 gulckly and has been s0 successful.

Raborn came down one dey and said, "Mae, T am in troubie.' We Just
had a test yesterday and the nozzles, which had originally been develcped
for the liguid fuel miseile, burned out in less than a minute., I said
to the secientists what the hell happened? The seientists apperently
didn’t figure out or didn't reelize that the nozzle temperature for solid
fuel was 'T,OOOD instead of 3,500°. Tt burned out oo quick.,"” I said,

1 1.

"can you get it fixed?" He said, "I hope so.” "What about the people
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who made the mistake in the first place?” He said, "oh, I would like

to try them but I have got six others I would like to put into business.”
"How much is 1t going to cost?"” He sald, "About 10 million each." I
sald, "That's an awful lot of money, Jjust to correcf an error and I don't -
have that much in the petty cash draw, but I will go and see the boss,"

I went to Wilson and he sald, “Well, why don't you go sheasd and fix it?"
Oksy, I walked out and to0ld Red to get going. It didn't take very much

to fix 1%, but there's a case where you had to mak? a guiek Judgment.

If you stall the thing 90 days you really have a bill on your hands
becruse your one-hundred million month overhead continues regardless,

plus you're not getting the right system. 8o there was a case where you
couldn't spend too much to get that thiné fixed and fixed quick -- assuming
you could get it fixed. That was something Wilson would get in 10 sec-
onds where somebody else might take a month to try and figure it out.

He recognized that the minute yoﬁ haeve a hiteh your overhead goes on and
you can't stop 1t even though all your productive work stops. 'What

are you telling me for,” he said, “go Pix 14"
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HOFFMAN: Tt is iniereéting that in the 19508 you should have parsllels
within the services. In the Alr Force you had the contiﬁental defenée
mission which never generated any real enthusissm as opposed to the
strategic bombing concept. Similarly, much of the Navy was never

really enthusiastic about submarines as compared with its surface ships.
This suggests that you must hove civilian direction to insure that the
services pursue the intended direction.

MCNEIL: With the pyramids they have today, the service secretaries don't
exercige much suthority. It hurte me very much to gee those pogitions
downgraded.

HOFFMAN: They are really downgraded now.

MCNEIL: It is terrible, terrible. Middendorf is nothing bﬁt a selesman.
He runs around with a briefcese selling something; he hasn't managed ﬁhe
Navy.

CONDIT: Bot wasn't the start of it right from the very beginning of

urd fication?

MCREIL: Very shortly efterwards, yes. It has been weakening over the
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last 20 years.

CONDIT: The moment they were out of the Cabinet, it seemed to me it began.
MCNEIL: Thet's correct, the Eﬁre&u of the Budget and . . . . Marx Leva
saw things quite differently than I did. When he was in the DNepartment

of Defense, he sold Trumaﬁ on the ides, and Forrestal probably dldn't
fight 1t quite %s ptrongly as he would have five years earlier. That was
when they figured he wasn't fegling too well. Forrestal believed in a
pretty strong Army, Navy and Alr Seerebary.  In bt?er words, you would
have a holding company with three great, strong operating companies.

And what you do is tie the three together. I wish we would get back to
that sometime. Probebly can't. 05D has taken too much of it.

CONDI'T: Well, with the Secretary of Defense hgving 81l this control over
budget -~

MCNEIL: He has alwsys had that.

CONDIT: Yes, but 1t 1s one of the other factors that has been playing
along with the lessening of the Services' roles -- the Service Secreteries'

roles.
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MCNEIL: Well, the Service Secretary gets someone to give him two or

three trips, and he gets the band played a little bit, and he makes a

speech or two. It is hard to come home -and meske tough decisions.

HOFFMAN: In the case éf the Air Force and the Navy during the 1950s,

do you think they were forced to follow some of the programs they didn't

want to pursue because of the strength of the Secretaries? TIg thisz what

you are saying?

MCRETL: T would ssy no, not. . .

HOFFMAN: Did Quarles, for axample, force the Alr Foree to pursue continental

defense intensively whereas it would have preferred a more gradual approach.

MCNEIL: To a degree, yes. Actunlly, T said it First in reference more to

the scores of decisions that you make from day‘to day, where there are

differences of views within the Services. Under the pyramid gtructure,

Middendo?f, for example, doesn't heer of the Navy's troubles. It used to be

ﬁhe Secretary would hear of it within minutes. So you have two waye to

menage a blg organization, one is %o manage by exception, which I wouid

do, try to do, and the other try to run every detail. When T was President
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of Grace I didnft try to run the whole thing; I tried to rig it so that
the real troubles would all come up and hit me in the face the first thing
in the morning.

CONDIT: Mr. MeNeil, as a result of this discuseion this gfterncon, in
which you have sort of been reiliving 12 Years., . .

MCNEIL: More than 12 years.

CONDIT: . . .of OSD history, I wonder if you would like to swmmarize the
periods -- before Korea, during Korea, and the Wilson era right after
Korea. To you see major changes or major trends golng on during thoze
three periods, either contimdng or changling?

MCNETL: T don't know how to answer that, quitg. Orgenizationally, I
think the thing, of course, moves. toward a more highly centralized organ-
lzation and a lessening of the authority of the Service Secretaries.
CONDIT: The continuing: trends throughout all three periods, is that ri_ght? et
MCTEIL: Yes.

CONDIT: Do you see greaster efficiency es a continuing trend?

MCNEIL: ©HNo.
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CONDIT: Do you see each change of administration as & place of back-
tracking and reiearning and astarting over égain?
MCNEIL: That will elways be true.
CONDIT: DNecessarily?
MCNEIL: Yes,
CONDIT: Couldn't you save General Marshall from some Problems becatse
you had‘worked with Forrestal?
MCNEIL: That goes on all the time. Perhpes T didn't understand your
question. But, I would say that every new Secretary that comes in,.
every nevw Chalrman of the Chiefs, or new Chief mekes either the seme or
similar type mistakes when he comes, and probably in sbout the same mmmber.
Maybe different In character a little bit.

Hopefully, 1f one has gotten something out of the National War Cecllege,
that year is awfully valu@ble, I think. I glve Forrestal credit for that
one. The Army had the war college before which was pretty good. I

think expanding that into a National War College was right., It wasn't the idea
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of deing, of the question you Just ralsed. If men go down there for a
¥ear under no responsibilities té report to a senior, they can be free to
think snd to spend a year in associatioﬁ with Air Foree, Navy, Army and
other personnel. If they then go to the staffs, they will be much more
competent to assume increased responaibility. I think it's been pretty
good, although probably the benefit isn't tanglble, ‘I mean, you probably
couldn't take sny one individusl and say he is better. T am sure that

is all you are dolng during peacetime in the military anywsy -- teaching,
learning, goimog to school, some kind of school,

CONDIT: Korea, 1 guess, was our first modern limited war. Do you feel that
people abgorbed its lessons? Or did they draw the wrong conclusions when
they went in fér the strategic concepts of the Eisenhower period?
MCNEIL: We dldn’'t learn we had t0 win a war if we started one! We
dldn’t learn that we should win & war if we get into one.

CONDIT: BShould we win it?

MONETL: We should have woen it.

CONDIT: What would it have taken to win Korea?
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MCNEIL: We should ha.nre won -~ I am thinlring about Indochins.

CONDIT: Ch, Indochina is different. What about Korea? Should we-have
gone after China?

MCNEIL: I think MacArthur was probably right. If werhad bombed the supply
depots within a hundred miles of the border, I don't think it would have
hurt us very much. You see, we had a couple of people who didn‘ﬁ want

to use the A-bomb because they didn't think we had enough of them. I

say we dldn't think we had enough of them at the time.

CONDIT: &o, actually you supported the MacArthur %hesis: that we have

%0 win the war,

MCNEIL: T am afraid so.

CONDIT: Well, having taken the limited concept in Kores, do_you feel

that was the proof that we would follow that.in Indochina, that is, from
the point of view of the other side?

MCNETIL: I am sure that was glven some thought.

CONDIT: We certainly did try to assure them by every means that we -.could

that we were nct golng to extend the war -- the Korean war into China —-.
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we gave ﬁhem every assurance wé poasibly could.

MCNEIL: ?ith.all the power we had -~ and we still left Hanoi and ;o forth
intact --

CONDIT: Wﬁat pericd are you talking sbout now, 19657 and so on?.
MCNETL: And 1970. Once we got into it in & big way, I think we ghould
have tried to win the war. I think it could héw-e been done. Without
the loas of life we hed, without the'expense.

CONDIT: Do you think --

MCNETL: MacArthur went ashore in Inchon, That was okay. We could have
gone asghore in Hanoi too.

CONDIT: 'I'h;e beginnings of Vietnam were certainly clearly sterted in
1950-51. By 1951 we were peying o third to a half of the cost of the
Indochina war for the French. Acheson was very strong for saving Indo-
china as I recall.

MCNEIL: But he helped give away South Korea!

CONDIT: Well, wouldn't you heve to stay with the ides of limiting war in
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Korea if you maintained the limited mobilization base st home? You
were cﬁe of the people who sugge#ted that limited mobilization bése;
Wasn't there implicitAin that limited ﬁobilization base the idea that’
we would maintain a& limit on the war in Korea?

MONEIL: I think we had enough air power not to require a tremendous
increased force over what we hed. We left everything intact in North
Korea,

CONDIT: How did General Marshall view the situation in Korea? Did he
ever expresa & feeling? I understand General Marshall was very worried
about the division between the American troops of the Eighth Army and
the American X Corps on opposite sides of the mcuntéin in November of
1950, and of course it was right after the start of our offensive thab
the Chinese came in in great numbers and drove us back. Macﬂfthur then
claimed that he had forced the Chinese into a maneuver before they were
ready. But even though we forced them into a meneuver when they weren't
ready, we still had to withdraw -- very fast, let us ssy. And really,
MacArthur was quite upset about the way things were going by the end of

December. Now, why didn't Marshall say anything ahead of time about those
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deployments?

MCONEIL: I can't snswer your question.

CONDIT: Yéﬁ didn't ever see any discugsion of that? Mr. Lovett
suggested that when you have that kind of a commander in the field,

you could fire him, but you couldn't nitpick him.

MCNEIL: That's true. Of course, the Army let MacArthur act like a
spoiled child. MacArthur wag an unususal character. The Army used to
invité him to come for consultation, and he wonld say he was too busy.
The Army finally got to the point where they would send out wires

(this is not word-by-word) saying -- if you are not too busy, it would
be awfully nice to see you; if you could come in this direction in a
couple of weeks, we would like to see you. Thgy wouldn't sa&, "Report
to Headquarters at 8 a.m. Monday."‘ Think Joe Collins would send a
wire like that out to MacArthur? Of course he wouldn't! So he developed
his own uniform, his own cap. And he didn't get spanked for it, so why
shouldn't he go further?

CONDIT: Well, he got spanked finally. Do you happen to know anything
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MCHEIL: Only what I read,

CONDIT: I have heard that Marshall was. not quite so enthusiastic
as Mr. Truman said he was about the firing of MacArthur. Do you
know anything about that?

MCNEIL: All J know is that he agreed, cast some aspersions -- T
don't know if they were vicious,

CONDIT: He casi some aspersion on MacArthur?

MCNEIL: Yesf MacArthur. He said, as I hesrd or read it, that he
agreed with Trumen's achion -- I think it is time we got rid of the

5.0.B. Just what I read. That's not first-hand,

HOFFMAN: Well, talking about personalities, you were so close to Secretary

Page determined to be Unclassified
p Reviewed Chief, RDD, WHS
12 IAW EO 13526, Ssttlon 3.5

Data; WAR O 6 zow




Wilson, what were his opinions of scme of the others, of Dulles for example?
MCNEIL: He and Dulles got along guite well. Dulles ceme over quite often.
S0 d1d Humphrey. That triumvirate was s pretty stréng group of people_.
They didn’'t necessarily all agree on everything but Ike depended quite

a bit on each of the three. I don't know lii"they ever operated as

a clique. I know whenever Humphrey can.:e over for lunch there was no
question as to what he believed in, He spoke right out, But he always
did it nlecely. Dulles was a bit scholerly --

HOFFMAN: Wilson, how would yYou characterize Wils:;n in comparison?

MCNEIL: Well, as I sa.id, about every five mimites, he would come out

with something like -- like drinking water out of a fire hydrant. One
time, he got into an argunent wlth Senstor Sam Ervin from North
Carolina, Senator Ervin told a little story wixich he had actually got
-Trom Wilson. He said, "Remember what the mama whale said to the baby
whale: you only get the harpoon when you are spouting,

CONDIT: He 1s unforgetable,

MCNEIL: Just one after the other. The Mule's story 1ls one of the best.
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Farmer lost a mile and found a rope. But he would say something like
that you know which would give a pretty good sumnary to a very com;
plicated sltustion.

CONDIT: He had a marvelous homespun gquality, despite which T suspect

he was a very sophisticated man.

MCNEIL: He was a very practical individusl. He invented the self-
starter. Marrvied hils secretary, Miss Jessie. &he's quite a ganl, She
stood up for Erwin. .

CONDIT: She stood up to Eisenhower.

MCNEIL: That's what I mearn, sure. About Dulles? Sqre. She is g nice
gal. Bhe wasn’t a martinet. She was & little noisy, but not the Martha
Mitchell type,

HOFFMAN: She probably could sing, because T know & man who wes in a
veterans' hospital when Secretary Wilson and Mrs. Wilson came %o visit. o

She serenaded the troops.

MCNEIL: Probably sang the face on the barroom floor. But the peculiar
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part of Wilson ig I am not sure he wouldn’t Pplace as much weight on
the views of the Sergesnt wﬁo sat at the desk outsidg his officé 88

the four star General who eame in earlier or later. That is probably
not a correct statement,

HOFEMAN: P?obably true of Kyes -~ he didn't seem to care for genarals.
MCNEIL: Xyes was a different person altogether. He had one real
talent and that was how to place machines snd people to increase
production. He was good at that. He was only in the Pentagon for a
short time.

HOFFMAN: He sald he did a lot of cutting while he was there. No, not

muich? More smoke than Tire?

MCNEIL: Not much. He bragged about it, but not too much.

i lassified
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HOFFMAN: 1In a way, they were such contrasting personalities,
Wilson and Kyes.

MCNEIL: I knew him before he came dowﬁ here. The truck company was
in the red for four years after the Wer, never was in the black. They
put him over there and he cut leadtime down to an average of 11 days
or less and got it in the black, He was good at something like that.
He walked through the shipyard down in Washington, and he.pointed out
in 20 minutes how to make it work easier and faster. He was good at
plant layout,

CONDIT: ILeBaron told us that Mr. Wilsen used to ;it on matters and
make no decision. When he was asked, he would say, "Bob, when I
widerstand it, I'1l meke & decision.” "But," said Mr. LeBaron, “he
never understood i1t!" And according to IeBaron, Sherman Adams called
up saying that papers were piling up on his desk and he had to have
decisions and what did Mr. Wilson think?

MCNEIL: Well, LeBaron was sura at that time that you could get

electric current developed for two mills per kilowatbt, 'They can't
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do it yet. Wilson doubted some of the things that Bob was trying

to sell. Bob was on the right ftrack, but about 20 years shead of

time. Thaet is really what the story was. T can imagine Wilson sittiﬁg

on it for a long time, because Bob seldcm came in with a completed
project,

CONDIT: But they bypassed him. ILeBaron went to Sherman Adams, teld
Sherman Adams what he thought, and Shermen Adems operated on it. I
asked Mr. LeBaron what heppened when the decisions came through. He
said that Wilson really didn't know about it until the decisions came
through. I said, "Yes, but when they came through, he knew you had
bypassed him, What did he do?” And, eccording to the answer I got,
Wilson said, im, bm, hm . . . I guess it is all right." And that
was it.

MCNBIL: Wilson could make decisiong quickly and he could string them
out, too. I told you one story about Twining end the generals, when
he took from 3 o'clock to $:30 of an evening on the slipstick. He

knew the answers before he started!
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CONDIT: But he made a decision, at least, six ﬁours later,

MCNEIL: Ch sure, he made the decision,

CONDIT: Well, this was aix montha,

MCNEIL: TI'1l tell you a story about decisionsf Up in General Motors
he hed the same reputation: It was hard to get decisions sometimes.
But this happened just before Wilson came down to Washington. One

of the boys told me that Henry Ford and Ernie Breech phoned and wantad
an appointment with Wilson one afternoon, 2 p.m. He knew Wilson
would string it out, to find out what was behind the request and so
forth. 8o two or three of the other boys in the office phoned their
wives and said they wouldn't be home tonight; thay knew there was
going to be a long session. Ford and Ernie Breech walked intc the
office, and Wilson met them halfway to the door and said, "What ' do
you want?" --'to Ford. He sald, "Well what they wanted was to see if
they could get a hydromstic transmission on the Lincolin." Wilson

said, "Okay, how many do you want?”  “Well, probably 10,000." "Okay."
"How much?" Wilson said it would cost g0 much, thanks very much. And
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they went out in 30 seconds. IFf somebody asked Wilson why he did
that, he would have said 1t was very simple. First, if they used
the GM hydromatic, all the boys selling Olds and Cadillacs would say
that Tord used that in their highest priced car, while in thedr lower
priced cars they used the Fordamatic., Next, OM would make a profit
on every damn one of them,

I never had any trouble getting a decision out of Wileon, because
I told him the story completely. If I went to him with a fuzzy ides,
I probebly wouldn't get very far. BRob LeBaron was & wonderful guy.
Gets a little fuzzy sometimes; Two mills per kilowatt!
CONDIT: Well, this wes one place he wasn't fuzzy, on this Wilson
business, That story came through loud snd claar,
END OF TAPE 6 (MCNEIL)
HOFFMAN: Was Wilson well brepared for the job of Becretary of Defense?
MCNEIL: Well, if you have been president of General Motors -you are not

completely obliviocus to what is going on in the world,
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HOFFMAN: ©No, I appreciate that. Would you say his grasp of
foreigg Policy and its relationship to military policy increased-
during the period?

MCNETL: Well, I am sure it must have, but I don't think you would
know it 1iving with him,

HCFFMAN: You didn't see any majqr‘Changes from 53 through 57¢
MCNEIL: No, because as I say, he knew where France was on the map
before he hecamé Secretary of Defense. Did busimess with the Germans.
Did business with a lot of foreign people. 80, he probably had as
much background as the average person coming into that Job unless he
bad been a diplemat.. Tn fact, I'm not sure that by selling auto-
motiles around the world and dealing with agents and dealerg and
foreign exchange you wouldn't have a broader bage than you would
if you ware a diplomat, at least from the practical standpoint, At
NATO meetings and s§ forth he had no trouble getting along with his,
opposite numbers -~ none that 1 know of. TLovett, and T hate to use

the word, but it's right, was a smooth artlcle. I don't quite mean
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that the way it sounds -- don't give it the wrong comnobation,
COMDIT: He's a very cosmopolitan{ urbene gentleman,
HOFFMAN: I'd like to ask this question again by presenting it in a
different perspective. Wilson in contrast to some of the people
around him always seemed to remain composed and confident. He didn't
downplay the Soviet Union but " he was not especially unnerved by
the challenge posed by the USSR, He always tried to keep the threat,
in focus. Do you think that kind of balance is oge you are more
likely to find in a person coming out of a business community ag
opposed to a person coming out of a military background or an . . .
MCNEIL: Or an academic background,
HOFFMAN: Or an academic background?
MCNETL: I would think so. .
HOFFMAN: What would be the factors that would operate on the man
with business experience?
MCNEIL: It seems to me that some of the experience. you would have in !
business would teach you to look at the other side of the coin
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occagionally, If you are going to be in the tanker business you'd
better watch out and.not overbill. Agein, in the fertilizer busigeés
you better not establish too many planfs. Certainly that is true
in the case of automobiie production. If about a 72 days supply is

- what you experience as being right, you get a little fightened
when somebody talks about a 90 days supply. You also know you're
missing the mark if you gef down to 30-40 days supply at model change
time. I just think you consciously or subconsciously learn to S8
"Well, what is the effect if we follow this course this much longer?
Are we going too fast, or tooc far?" Or, if things are going beauti-
fully, "Where should I hedge my betq"
HOFFMAN: And, is a person from a militeary or academic backéround
golng to have thet same concern?
MCNBIL: In an ascademic background you usually start building and you
can't help getting a little dreaming in it. But you don't have to meet
the seame kind of obstacles, you don't have to go through the same

obstacle course, But we are speaking in an awfully general manner.
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HOFFMAN: It's interesting because theré is an incipient
centroversy emerging today. I don't know if' it has much of a relation-
ship to the 50s. It's a division between some leaders in business who
are advocabting closer business and commercial connections with Com;
munist nations, pushing this becsuse of their interest in gelling to
stable markets, and comiﬁg into.confrontation with people from the
academic commmities and labor uniens who are fighting this trend.
Things do change. For example, it is interesting to observe that the
AFL/CIO last year honored Solzhenitsyn who wQuld, of course, have ug
cut off all communication, all dealings and ties, with the éoviet Union
whereas many business groups are advoceting an expansion in trade with
those countries,

MCNEIL: They see some profit over there,

- HOFFMAN: Yes, exactly, they see some profit over there.

MCNEIL: Henry Glass -~ I should give him most of the credit; he helped
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me, or I guess he not only helped, he probably was 7% fesponsibie

for the talk I gave to the Forrestal Awerd dinner in February, 1950;
There we ocutlined the philosophy which ‘Nimitz called +the best
posaible solution that anybody hed camé up with yet for the Russian
problem. We sheuld do what we could to increase the standard of
living of the Russian people, because to that extent you reduce tha
changea of %&r. You do. So, I'd help do anything I could to raise
standards of the Russian people. That's the theme, oﬁe of the themes,
we hed in thet speech. I'm sure Henry has a copy of it. T gave

mine all away. That's the philosophy we cutlined at the time. And
as I said, Nimitz said that was the best basic approach to the Russian
problen.

HOFFMAN: Yes, that may be true, but the Sovief leadership has con-
sistently demonstrated a propensity for taking what rescurces they
have and concentrating them in military programs rather than in

efforts to raise their nation's standard of living.

MCNEIL: I agree, I agree. _ Page delerminad to be Unclassifiad
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HOFFMAN: That is the worrisome factor about it all,

MCNEIL: When they are short of food they have got to be nice to

other people in this worid. They are iﬁ the food'business right now, ,
aren’'t they?

HOFFMAN: Yes, they are. They are short of food w- Producing relatively
less than the levels achieved under Czarist Russia. T would gay that's
not much of & tribute to Communism. But on the other hand they main-
tain several million men under srms in Eastern Europe, with an im-
Pressive military capability.

MCNETL: The sclution to that is buy mﬁre A-10 airplanes which is
built by Fairchild end which has & 30mm anti-tenk gun.

HOFFMAN: I don't know how Wilson sbood on this issue. One time T

ceme across & memo General Bonesteel had written for Wilson., Wilson

£

later used the memo as a discussion base in the N3C. When Bonesteel
wrote the memo 1t was very strident, very belligerent, but by the
time Wilson got finished placing his touch on it the thrust of the

argument had hecome moderate, far more moderate in tone. It was such
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& striking contrast; it Just completely changed‘the whole character

of the document, T was struck by that Particular incident because

it showed me the pattern of Wilson's geﬁeral sttitude. I don't know

if Dull;s thought that way or not. Dulles' public Fronouncements

were, of course , .I.

MCNEIL: Pretty rigid.

HOFFMAN: Pretty rigid. In privéte he seems to have been more mocderate

than T would have thought, more like Wilson in that regard. Still it

is hard‘tc Pin down the sensibilities involved. Ike, of course, al-

ways sought to be moderate,although he remained wary. His attitudes

presumably carried over from WWIT when he 3aw certain limitations angd

certain assets in the Soviet Union. It's hard to pin those things

down, yet those basic attitudes greatly influence the genersl sense of

the times;

MCNEIL: Well, to go back to the feast or famine approach or philoso-

phy, I think that's one decision where we were right. T don't know

whether we are 10% short or 10% over right now, or 20% under or over
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NP
for that matter. But I think we are basically on the beam as far as
avolding peaks and valleys in gur basic current structure,

HOFFMAN: It was Eisenliower who was crificized by Congress for being
tight,but if you compare Eisenhower with what happened after WWIT, he
was maintaining the largest peace timé military establishment in '
United Stateé history. It was considersble. Ana his defense budgets,
if you measure them by the percentage of the GNP, were higher +than in
any peacetime period, lncluding Vietnam.
MCNETL: That's true,

HOFFMAN: In some ways 1t was a great selling job. of course, it's
always hard to make these compafisons when you sccount for the varied
rates of inflation and the fact that defense is always inflating more
repidly thaﬁ the general economy.

MCNEIL: Also we probably have a higher percentage of personnel in-
vastments in the budget than we do hardware. AMm I correct?

HOFFMAN: Today? Yes. It's very hard to meke this kind of evaluation.

People tend to think of the Eisenhower pericd as one of fiscal con~-
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servatism and restraint snd indeed it was.
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MCNEIL: Like I said eérlier it is not stfange to find very senior
miiitary people to he qﬁite conservativé on the apending side. When
you get them alone they have a good attitude. When they are heading
their troops in formation, that's one thing, but whgn you get them
alone it is sometimes surprising how‘conservative they are. Ike is
one, Nimitz is one. Oh, I could name a lot of them.

HOFFMAN: He certainly came in with convictions, and Humphrey certainly
encouraged those convictions. There wasn't any dissension there, You
have been very kind, Mr. Secretary in allewing us to keep you so long,
MCNEIL: Well, whether it's been helpful or not, it's been a lot of

~

fun. L D
¥
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