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MOBILIZING INDUSTRIAL MANPOWER

13 April 1948

COLONEL VANAMAN: Gentlemen, now that we have begun the study of
manpower, we are actually amazed at the many intriguing and interesting
angles of this story.
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We have with us this morning wr. Paul V. McNutt who was the Chairman of
the War Manpower Commission in World War II, He is going to tell us the
story of how the Nation mobilized its manpower in order to produce the
munitions of World War II.

Vr. McNutt, of course, nee
and students of the Industrial
visitors, I introduce Mr. Paul
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v, McNutt.

MR. McNUTT: Gentlemen: T am one of that small company of men and
women, intimately connected with the conduct of World War II by the
United States, who has not written a book. In that connection I must
confess that I prepared a preliminary script for a work to be published,
with a title which seemed particularly appropriate; namely, "In the. American
Manner." After careful consideration, I decided against such an under-
taking, for two reasons: first, the memory of an oft-repeated statement,
"yould that mine adversary would write a book;" secordly,a realization that
those of us who were charged with great responsibilities in connection with
the war were too intimately acquainted with the events which transpired to
appraise them properly. I hope to place in the archives before too many
months a factual history of the War Manpower Commission. It may well take
the form of classified material. Its sole purpose will be to assist those
into whose hands such an undertaking may be placed in the future. God for-
bid the necessity for such an event,

The question has been put many times, "What brought about the establish-
ment of the War Manpower Commission?" The true answer to that question has
never-been put- in words heretofore; ’

The or1g1nal conception came to me on 10 June 1939, when, clad in frock,
coat with top hat in hand, but without - shoes, I backed out of the august
presence of the Emperor of Japan, bowing three times during the process. I
had just completed the last part of my first tour of duty in the Far East
as United States High Commissioner to the Philippines. The task assigned
was a quiet tour of insgection of the Dutch Bast Indies and of the eastern
portion of Asia from Singapore north to the Great Wall, including the




I will not bore you by repeatiﬁg{what.is contained in two excellent
restricted ppblications now in your hands: the lecture by Mr. John Corson
on 5 February 1947, and the statement on "The Activities of the War man-
power Commission! dated 31 December 1946. Unfortunately, neither publication
attempts to cover the hlstorlcal bacxground of “the War Manpower Commission.

Time does not permit me 4o glve you anything more than a brief outline.
A short history of the War Manpower Commission exists in draft form, largely
through the efforts of one of the most able stdlwarts of that organization,
¥Mr Collis Stocking, who is now with the Depariment of Labor. It is to be
hoped that this manuscript, corrected and brought up to date, will be pub-
lished in the. very near future as an OfflClal document.

The War Hanpower: Comnlss*on, whlch was °stabllshed by Executive Order
9139 dated 18 Aprll 1942, more ‘than four months after Pearl Harbor, was
the culmination of what I have already outlined as well as of various pro-
grams for the mobilization and direction of the Nation's labor force. Its
creation almost two yoars after the gtart of the defence program reflects
the lack of pressure of manpower. problems while productive facilities were
built and physical output was bezng 1ncreased rapidly.

At the time, our labor force was more than adequate for any prospective
demands which the new program 1mplied. Some eight million unemployed were
actively seeking work in the spring of 1940, while working hours and man-
power utilization were far short of maximum applicatlon. The bottlenecks
to the development of a comprehensive defense program were primarily con-
cerned with materials, facilities, equlpment, and end products. These
stemmed directly from the physical conversion from a civilian to a war
footing, the spoed and organization of supply lines of raw materials and
-components, the development of .a supply of machine tools, and the need to
., function as an arsenal of democracy for our friends under Lend-Iease.

. The immediate and compelling attention of the Administration was, therefore,
applied to these Droblems, with manpower con31derat10ns very much subordi-
nated. ) . :

Furthermore, the tempo. of the defense program was restrained by the
receptivity of Congress and the public to the idea of preparing for possible
war. The drawn out isolationist-interventionist debate in ‘the Press and
in the halls of Congress meant that any lorge-scale rapid transformation of
-~ the economy was dif flcu]t and unnalatuble. ‘The long debate ovor Americal's
position in regard to the war in Europe, . the issues of the hcutruthy ACu,
cash-and=-carry, and subsequently the mpact of the collapse of France.and
Dunkerque meant that the American public in its distaste for war had only
been convinced that defense measures were necessaxy of the type and magni-
'tude Wthh thoy could grﬁso as of that momient. . : :
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seekers from various parts of the country to the new defense centers and
o d 2o P |

pointing up the need for more auequane planning for suppliementary defcnse
hou81ng and community facilities. The supply of certzin key Skllls such
lens grinders and loftsmen for shipyards were being exhausted rapidly
cording to the rcports of the United States EmpWOymbnt Service. That

nad underteken in April 1941 a large-scale registration of occupa-
skills as a first measure of the avallablllty of key crafismen for
nding defense program. The ranks of the unemployed were decreasing
-rusty skills were belng refurbished for defense work through
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{ the emergency training program. Some limited job dilution

v
roduced by employers to help meet the specizlized needs of the
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Te _L.Luqu.‘y p;uuub.uzg on the gigantic scale required
ditures for the year totaled 6.7 billion dolluas,
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terms of output, during the year, munitions produc-
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armed forces drain on the ma abor supply distorted all provious manpower

plenning. Theintensificd pressure on agency programs which suddenly became
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ing needs of the fighting fronts, required more intensive and direct appli-
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As a. rcsult there developed very quickly large—scale local recruitment
1

drives
7es

and to improve manpower utilization followed.
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Spec1allzed problems for clearing labor into critical. places and areas

were initiateéd to £it the urgent needs of the high-priority programs.
Sudden shifts in production schedules occasioned by :technical or strategic
rezsons resulted in cutback$ and mroeduction dislocations which frecd labor
locally but yet did not add substantially to the supply availeble for use
elscwhere, By the cnd of 1942 housing and community facility limitations
acted as effective checks to the transfer and absorption of .large numbers
of potential in-migrant job-seckers in the concentratcd areas of war pro-
duction.



Where a voluntary and uncoordinated approach to manpower was adequate

from TQ/ﬂ *H'w'nno-h most of ’10/9 a2 Nlarnmed and intecrated manmewer mPeoram
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extendlng to every area and coordlnated at state, regional and national
levels was hecessary in order to mesh the various segments of the produc~
tion program. These manpower programs operated to stabilize essential =
employment through controlling the movement of workers between jobs and
directed available labor into the most urgent. productLon channels and
limited emnlovment Won'Iq in less 'm"man+ activities in order to divert
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manpower into more important usesSe-

Interagency rivalries which operated in other phases of the production
program were not uncommon in the manpower field. To make matters more
involved, the Army and Navy masintained certain fixed ideas regarding the
use of menpower. They favored strict and authoritative controls, an
indoctrination which carried over from the "M-day" Plan. Congress estab-
lished a narrow and unintelligent policy in its amendments to the Selective
Service law which failed in sécuring a reasonably effective allocation of

nanpower between the Armed Forces ‘and the essential civilian cconomy, while
the local draft boards made hash out of any minimum standards established
by the Selective Service heaaquarters within the limits fixed by Congress,
Honee the planning and operation of an intelligent and comprehensive man-
power program became practically 1mDOSSlble.

Some of this distortion may be attributed, in part, to the latensess in
the establishment of a central manpower agency-—the Viar lanpower Commission
was established on 18 April 1942--and the low regard that the .old-line
procurement agencies had for a voluntary program not subject to the frequently
uncoordinated or arbitrary decisions of the production and procurement policy
makers, The Wor Manpower Commission in its dealings with these other agen-
cies was generally considered as a subordinate factor in the war agency
structure, As they saw it, the WMC was ‘o service them by staffing and pro-
viding labor in the numbors, types, and at the time scheduled as detcrmined
by the production and procurement agenciese The WMC lookcd upon itself,
instead, as an equal partner in the determination .of production and pro-
curﬂm&nt policy since many factors other than labor supply were respon51b1e
for production lags, Mbrcover, -as was frequently pointed out, the directio
of manpower called for experience which differed markedly from that which
applied to the issuance of materlal prlorltles or the stockplllna of raw
materials or equlpment.- } : ;

Cnlj in the latter stagcs of the war were manpower operations 1ntegrated
effectively with production and procurement policy, Local operating. com-
mittees dealt with these  interrelated problems under the broad policiés and
programs. cstablished in Washington, Effcctive working rclationships under
the limitations imposed by the lack of national service legislation and the
competition between Selective- Service and the. essential civilian cconomy for

cHrcb,’ﬁble;bodibd male  labor werc reasonably satisfactory in the latter
stages and cided in bringing the war to 2 successful conclusion,.
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forecasts of manpower reguirements: by types:of worker as indicated by

B PR
defense contracts and Congressional- approprlatlcns. It depended for its

data’ primarily oh the Bureau of: Labor - Statistics, tke Bureau of umnloyment
Security, and the Bure%u of -Reseanech and. Statlstlcs of - uhe NDAC,- The Labor
, Supply-and. Training Section- performed: related'uunct ons in connection with
vrecrultment and tralnlng needs.. feie o L '
RN
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:1ng to secure some -over-all coorgdination among' the variety of =
operating in the menpower field.. Somne:single irstrument was oov1ously needed
to.eliminate some-of the duplications:of effort and limited purpose programs
“in:which the. jurlsdlct;on-mlnaed a%en01es were individunlly engageds It was
also thought that it would be possible to formulate and, reslize en integrated
and consistent manpower policy. The instrument tbrouah which it was pro-
posed to-achieve this'end Wes initially the- Labor. Division of the hDAy,'which
was succeeded by the. Labor Division:of. OFM and WPB, - It snould be noted that
in all these: cages the manpower respon31b111ty was ‘erganized 2s a subordi-
nate unit-of the.over-all: production-planning -agency, - undouotedly reflecting
the- currenm opinion that manpower was not as yet a problem of msjor signifi-
cance, While thess coordinating.agenecies originated: as- 1ntpr~deoartmont'l
Aﬁ0L10y~form1ng bodies -which:were to, ubilize: the existing fiecld organizations
of -the participating units, there was a. tendency towards the development of
field, operqtlng staffs- rosyon61ble to the coordlnntlng ﬁgen01ﬁs themsnlves.
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A cor51der:ble wroportlon of: the efforts at coordinntzon in the ma npower
- field during this period were dlrectcd toward the achievement of a clearer
delineation of the functions and respon31b¢11tles of the *nd1v1duul agencies
concernedy- generally independently of : the Labor Divisioen of- the NDAC (or
OPM)s Bilateral and multilateral agreements were concluded between individ-
-ual agencies and departmentss’ Asxde from; these agrcements there were _
attempts to:effsct coordinatien on a broader scaley Of major importance -
were: The activities of FSA in-nationalizing #the viorking proceduras of the
training program conducted by some-of its.constituent units, and some partial
efforts of over-all coordination: by the Labor DlVlolon of NDAC (and subse-
qunutly of OPM and WPB\ S : o : Lo

lhe chief characte rlstlcs of c~ll these agreaments wers t} 4 they rep—.

resent partial approaches- to:the general problem anfl usually dealt with
.- only- those restricted areas-in which tworor more individusl agencies: of the
. Government were able to take steps. in: ClurlfYth their:mutual responsibili-
- ties and rclationships with r;smect to.a particular preblem:and.mode: of -
“operation, -Significantly, there was an increase, if~ﬁnyth1ng, in: the number
.of -agreements - concluded durlng the - perlod'when Jabor supply matters were
.o5tensibly being coordinated:on an: ovgr~all basis, which may indicate that

- attempts to establish general policy were - effectlve in-spurring on the

. development of functlonal coordlnﬂtlon. - ,

.
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The agencies participating‘in‘fhe'training:pfogram.were also very
productive of interagency agreements. both among themselves and with other
agencies. These agreements were largely concerned with clarification of the
“scope of the different types of training ellneatlon of the responsibilities
and funéctions- of:the various agencies conductlng training progrems, and
devélopment of ‘cooperative arrangements with, agen01es carrying on closely

related functwons.; : ; o

The Federal oecurlty Agency through three of 1ts const;tuept unlts—-the
BES NYA; and Office of Education--had broad responsibilities with regord
1o manpchr aspects of the defense program. With the mounting urgency of
" manpower demands it became necessary to take steps towards the coordination
of the activitics of its subordinate units. . Individual agreements between
‘these agencies were already in existence bub the FSA in 1941 made an ef fort
to achieve over-all 1ntpgratlon of the three agenc1es conCaned. .

.....

‘Tralnlng, Federal Securlty Agency. Hls dutles 1ncluded the ;ormﬂlatlon of
‘policies, procedures, and organlzatlon for the constituent’ unlts, super-
vision of their functioning,” and. llalson with the OPM and other agencies
deallpg with defense tralnlng. - : ' '

. Machlnery for offoctlng the de51red coordlnatlon was c¢stablished ot the
Federal, State and local levels. - A number of field agents were to be
3551gned to the Office of the Director to serve mainly as trouble~shooters.
National, ‘State and local Councils of Administrators were established
con31st1ng of one representative of each of the three agencies concerned,
These cotncils were charged with the responsibility of deciding all questions
1nvolv1ng +the-consideration of two.or more of the constituent agencies in
the ‘defense’ training programs ;. Functlons were formally allotted among ‘them
in“such a way that the Employment Service was to bé primarily respon51ble
for the furnishing ¢f labor market.information on which decisions concerning
 the cstablishment of training courses were to.be made. Tri °dd1tlon the
‘Emoloymcnt Service was to be the offlclal recrultlnﬂ and pla Cyment ‘channel
for the- tr ining program. P ra e o -

The lines of authorlty in thls apparatus, whllc cLeﬂrly deand wcre

‘nevertheless of a tenuous churactcr, with no provision for colloctlve
rnsnon51b111tj between the various:levels, . Uhdoubtedly this was in somo

degree incvitable in-view of the fact that two of the participating dgencics
- were not! always able to exercise effective control over the actions of their
';ropresbntatlves in the State and loecal coun01ls, since the only lines of
“authorlty ‘were those between the members of thel coungils and their super-
visors or their: ovm: orgﬁnlzatlon. Hence none. of the COUﬁCllS was subordi-
nate to any other coun01l. v : '

o
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There were other llmltatlons to the. effectlve functioning of the Supply
Committee system. The reglonal chalrmen were. line officials of the BES in
the Social Security Board, They might have ‘had some functional responsibil-
ity to the Labor Division of OPM through the National Labor Suoply Commlttee.
But inasmuch as their full time and increasingly heavy regular activities
were concerned with manpower problems and operations of the BES and affil-
iated State Services for which they were résponsible to mashlngton, the
Regional Representatives substantially maintained the p01nt of view of their
-, own. agency and felt little respon51billty for the program content or the
paper. p01101es of  the Labor D1v1510n.

} As the defense program moved forward at an gccelerated pace in the fall
of 1941 interagency differences of opinion, particularly between the FSA
over the responsibility for the labor supply program became more pro-
nounced. Specifically, the officials of theé FSA objected strongly to vhat
they regarded as a tendency for the Labor Divisicn of OPM more and more to

- assume operating responsibilities. The chairman of the Social Security

Board went so far as to suggest that in order to clarify the situation, all
the branches of the Labor Division directly concerned with manpower activ-

“itics be transferred to the FSA, and that the kabor Division might confine

1tsolf to the formulutlon of general 1abor p01101es.

, Tho focal pomnt of disagreement was the rolatlonshlp between the BES and
the Labor Supply Branch, BES contended that its regional reprosentatives, in
thclr dapacity as Chairmen of the Reglonal Iabor Supply Committces, were
_]belng subjected to dual direction,' for the operating staff dealt with them
vdlrocﬁly Tather than through the BES, in matters conccrning the Reglonal

Labor Supply . Committees. To obviate thls dlfflculty the officials of the
Bure eail recommended . that BES be formally recognized as the oporatlng agency
vfor the Labor Supply Branch, ‘Basic to the. ‘thinking of the Bureﬁu and Board

as the oonv1ct10n that ma npower problems, and, the measures ncccssary to
COpu w1th them, were fundamentally matters which would rest primarily in

' the hands of the Employment Service, and that, thercforo, manpower odminis-

tration should be centercd arcund an employment service which would be
rospon81blo for all phases of labor supply operutlng act1v1tlos.‘

Throughout the last quarter of 1941 discuss1ons were held between
officials of the FSA, OPM,.and the Bureau of the Budget in an attempt to
rceconecile the ex1st1ng dlsagreement. ‘The various proposals env1saged the
aop01ntment of a National Dircctor of Labor Supply to supervisc ‘the opcrat-
ing aetivities of the constituerit unlts of both FSA and OPM. However, the
agencies were not z2ble to agree on the detalls of administrative relation-
’shlps involved, espo01a11y with rcgard to the" questlon of control over field
: operotlons. Flnally, the issue was compromised in characte ristic fashion
»by the Crowtlon of a new 0081t10n and bJ shlfts in personnel,

13




On 16 January 1942, the Labor Div131on was transferred in its entlrety

 to ‘the War Productlon Board wlthout any change ln functlon or organlzatlon.

No s1gn1f1cant developments occurred durlng the flrst quarter of 1942
though there was some consideration given to the- expan31on of the Labor
Supply Committee structure and broadening its represeritation to extend it .
down to State and local ‘levels. The! USES représeritative at each level would

-act as Executive Secretary to -the proposed Interdeoartmental Committee on

Labor Suboly.

- Basic economic factors were: the .ones  which actually brought about the

:long=sought ‘centralization of -authority to plan und-direct the Nation's

' manpower.: - The: labor: supply problem 1n1ulally {in 1940) had been vne primar-

<

ily of finding ‘jobs for unemployed workerse By dipril 1942, however, accel-

erated war: production and .the very sharp increasd in the. size of the Armed

% Forces had shrunk unemployment by almost -two-thirds from its April 1940
*ilevel Three magor supply problems now confronted the Natlon. ‘

T

A general shortage of skilled workers.-»Industr:a‘ war productlon

- was’ raﬁidly absorbing the national supply of skilled workers, A more

1nten51f1ed tralnlng Drogram.was of first priorlty 1n solvxrg ‘this problem.

Local shortuges of: labor of all klnds in: skllled semlskllled, and
unskllled «-In some areas particularly in ‘those: 1oca11t1es ‘having key. war

‘ plants such 'g@s the cogstal shipbuilding areds,-aircraft building areas, etc.,

~-there existed acute shortages of all: types of labor.  Other- areas, hovever,
2 acking in. wars production faollltles, had asurplus of workers., = In certain

 New England cities not far from New:¥ork Glty, workers were urgently nseded,

yet the local offices of the United States Employment Service in New York
had a Surolus of applications for jobs. "Boom towns" throughout the Nation
were crying ot foriwrkers while in the nearby rural communities a labor

" surplus was reported. In the westicdast-airplane :and shipbuilding centers

' a-seriocus laborishiortage existed while at: the 'same time just across the
‘mowritains 4o they Bast. labor was plenkiful, Many plamts shut-down due. to

priority:ef materials for war produckion. ‘resulbing in wemployment inless

war plants werg mearby:to absorb:the workers. - The economic changes in the

- -% Nation's industriel life brought onm By increased war production :and a.

raesulting decrease in civilian production up set the existing peacetime

”:st blllt' of 1abor. Some form of natmon4W1de COntroT ﬂﬂs urgfntly needed.

[ An Lﬂpcndlng total sbortag& of mahpbwer A glhncc Jnto thu Auturc
xlth 1ts'gro°t1y inorcased wap produetlon foretold of increasing demands
for labo¥ to: meet the challenge of twenty~fouﬂ hour, three-shift operation,

 new ‘war plants, :and the personnel vequirements of ‘the ‘Armed Serviecs: Tt

was “estimated: (April1942) that an:additional three million workers would
be ‘needéd t& reach peak munmtlons productlen. ‘The Armed.Services would

'?nabsorb abovt nine million more sales from the civilian Yabor “forco. Unemploy-
‘ment numberéd Only_three mllllgn.‘ Where were- these- -workers to be found?

¥e




dealt.with the- Offlce of Production Management or the War Production Board

as equals at the top 'lpv;:'l of ndm'm trahnn_‘ Hence, these bureazus tended
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In this situation the unsucc sions initiated in the fall of
1941 by the Bureau of the Budget eral Security Agency and the
Labor Diwvision of the Office of- nagement in order to resoclve
some of: the basic conflicts became ignificant, Immediately following
Pearl Harbor I raised the qoestion oi ntral manpower agency at a cabinet
meeting, The resultant recommen d cabinet ommlttee appointed to
consider the proposal envisa ged M bilization Beard which would

incorporate various policy-makin
tially the work: of +pﬁhni iay S-Qf_thﬁ Ruﬂe

» This proposal was substan-
of: Employment Security of the

By e bt

mic
Social Security Board in the Federal Security Agency. It was not sp901flc
as to-the agencies to be in‘1udpd,und9r the Board’q direction. The ‘Bureau

~1’)

of the Budget concurrently dlcated to the Pr651dent its interest in a
plan- which would avoid the duollcatlons and’ crlsscr0351ng of authority

which had characterlzed governmental manpower operations to date. Their

"~ compromise- olan after weeks of discussion w1th some of the or1n01oals ‘con-

cerned; would have consolidated within the proposed manpower agency only
the. Selective Service System, the labor sunnlv functions of the Isbor

Division (now of the War Productlon Board), and certain statistical func~
tions of the Bureau of Labor Statistics. Other agencies were "to oonform

to such policies, directives, regulatlons, and standards as the Administra-
tion may prescr 1b in the executlon ‘of th@ nowers veqtpd in hlm."

Unless the controlling authorltv rested in- the same hands as the princi-
pal labor supply agencies of the deeral Securlty Agency, this plan would
repeat ‘the mistakes of the earlier devices for manpower coordination in the
Labor" Division of the Office of Production Management (and War Production
Board)., If any other agenOV'headowere to administer the program, the
United States Emoloyment Serv1oe and the manpower: training agencies: Wlthln
the Federal Security Agency would obviously have been excluded from any
policy or program determlnatlon. Subject as they were to different degrees
of  coordination within the Federal Seécurity Agency, the net effect would
have'béen a-seéries -of bureaucratlc levels of authorlty from the.new manpower
Administiator by means of dlrectlves through ‘the Federal Security Agericy to
the Social Security Board, or Office of Education, thence to the USES or-
other constituent parts of the ‘agency with 31milar confllcts of azuthority
and 1nterpretatlon of respon51b111tles.

‘:L7:m




The Executive order simply went a few steps beyond the manpower pattern
already ‘established in the Labor Division of the War Production Board but
strengthened it in two major particulars (a) by elevating the policy and
coerdinating functicn to a level equivalent to that of other civilian war
agencies such as WPB and Selective Service and (b) placing the responsi-
bility for its administration in the person of the Federal Security Adminis-
trator who in that capacity directed ‘the line operations of the principal
civilien agencies in the field of labor supply, chiefly the United States
Emnloymbnt Service.,

A greater degree of unified administration was, however, inevitable.

It was, undoubtedly, pushed at every opportunity within the War Manpower
Commission. ~The inadequacy of the coordinating approach was guickly
. demonstrated, particularly in regard to the production snd procurement
branches and Selective Service of which authority, powers, and entrenched
status permitted them to treat with varying degrees of indifference the
orders and manpower propesals of the War Manpower Commission. The War
Manpower Commission had virtually no voice jin procurement policies which
determined the size and location of the industrial labor demend or in
decisions concerning the number -and kinds of men to be withdrawm for militery
service., The Selecctive Service System and the labor supply organizations of
the War. and Navy Departments remained largely autonomous, Moreover, the
cumbersome and top-heavy administrative organization of the Commission
rendered ineffective any operating programs it could nomlnally institute.
Internal conflicts arose as to how much of a role the USES should play

that is, whether it should function as the principal operating arm of thb
- Commission as advocated by old-line officials of the Federal Security Agency,
Bureau of Employment Security now in positions of responsibility in the War
Manpower Commission, a point of view opposed by the new staff brought in
from. outside who included key personnel from the Labor Division of the ¥ar
Production Board. Another cause for prolonged discussion was whether the
WHMC should develop a large staff of its own or remain as an appendage to

the FSA., These differcnces in emphasis of function and responsibility
inevitably resulted in stalematlng the Commission's internal operations
i‘throughout the first seven months of its ex1stonce..

This wnsatisfactory. experience in the development of an organizational
pattern and a. recognition of the need for structural simplification was
coupled with an awareness of the increasing pressure of the manpower situna-
" tion. In order to'take the necessary action to deal with these problems,
the - Chairman of the War Manpower Commission transmitted to the President a
proposod Executive order which.would transfer to the Commission all employ-
nent’offices and défense training functions vested in the Faderal Security
Agency. Executive Order 9247 of 17 September 1942, thercuron, gave the
. War Manpower Cormission. prime respop51b111ty for rGCletPtnt trﬁxnlng and
placement of the civilian labor. force. e
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natlonal qorvwr*o '}acra q7 ation ‘q+ +hn'+1~mn ;’Thb PreSldent digd uv't p.l.t:bb
¢ the issue when it saemed ev1de £ that Congress would not be receptive
1o vesting compulsory controls;in ‘the hands of the Wi, The internal
differences within the WMC between top admmlstratlve of ficials and the
Management-Labor Committee representatives over the issue of national

service lcgislation were reported:in the _Press,: ‘Thé Committee point of
view was reemphasized through th@ llne to the Presldent through hls
‘ ”Iﬁbor C“blnet" ﬁdVlseTS¢-

The President, huv1ng determlned the unfe351b111ty of prestsing the .
issue, decided to strengthen the WMC very much in line with the recom-
mendations of the Management-Labor Policy Committee, These were embodied
in Executive COrder No. 9279 of 5 December based on a draft prepared by
WiC officials. The order also requiredthe-termination of all voluntery
enlistments and greatly strenzthened the DOSltlon of -the Management~Labor
Policy Comnittee with- Whlch the WMC:Chalrman Was now to cnnsult onfore‘

aklng any actlon rolatlng 1o manpowe' programs. -

With thls last mxeoutlve order the WMC.flnally had ovolved into an
operating agency with a specific. responsmblllty to regulate the hiring
~of labor for civilian work through the Employment Service and to control
~ the rccrultmunt of military manpower through the Selecctive Service System.:
The Stage was not set for a rapid development of a field organization
extendlng into all principal labor market areas and local offices of the
. Employment Service. The order also committed the Administration dpflnltely
" to a program of mobilizing civilian manpower: by voluntary methods rather
“than through the spplication of punltlve sanctiohs authorized by national
‘scrv1co lbgislatlon. The issue was not,; however, finally resolved at this
tims.. It was to recur saveral times during the next few years, and pro-
posals for hat onal service were not flnally abqndoned until April 1945.‘

To reca pltulatc, any. realistic dlscuSSion of manpower aspects of
‘ihdustrial mobilization must toke into account thesc and other experiences
in World Wer II. This is necessary: ‘even though that experience was in

many respects unique. No other maaor power could have possibly afPorde

the luxury .of following our course, It is a record of poorly coordinated -
action and, at times, of extravagance mhlch we could never af ord in case
of another. cmergency. - R _;,a - ‘

- You. w111 recgll the dire predlctlons that were bandlod about. in _
January 1942, when the last passenger car. rolled off the asscmbly line.
Curs was ‘o be the spartan economy ; of - Mars. Luxuries were to be out and
we were to endure privations henetofore undreamed of if we were to strike
dovn the Juggernaut which was out for a qulck kill,
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With the declaration of thevemargency the Employment Service
immediately made an inventory of the 4 or 6 million workers who had
registered with the local offices and were seeking employment. These
applications were analyzed in order.to determine where the individuals
were located geographically and what skills and work experience they
possessed, Special attention was given to those .qualified for employ-
ment in shipbuilding, machine teol, and alrcraft manufacturing *ndustrles
wblch were already expanding- ' ‘

'This'inventory was quickly followed up by the initiation of a system
for currently reporting information that would reveal existing and chang-
ing manpower considerations and requirements on an industrial and area
basis, Such information provided the basis for organizing recruitment
 drives to man the rapidly expanding munitions industries, It also indicated
‘where and in what occupations Dretraining was nsceSsary to meet the demand
.L()l WOII&GI'O Uhdb Was b() QBV&J-LOP Suosequenu_l.y.. m aanLlOn, lTJ .L"Tf'r
supplied valuable information with respect to where new facilities could
be established and contracts allocated to more effcct¢ve1y utilize our
labor resources. S : .

The Employment Service also wndertook to classify the various industries
and activities in accordance with their importance to the war effort. The
sysiem of classification was adopted by the War Manpower Commission and
made one of its most important tools in channeling workers. The demand for
manpower would arise from three competing sources: the Armed Forces,
essential war production, and civilian economy. It was, thercfore, ncces-

- sary to develop the machinery and principles for determining which activ-
~ities and which occupations were tpihave prior claim upon the manpower

available., The classification of industries that was started by the Employ-

ment Service was subsequently adopted by the War Production Board, Selective

. Service System, Army, and Navy and these agencies together with othhrs
participated in the work of the Essential Activities Committee.established
by the War Manpowar Commission.

Betwcnn May 1940 and the end of 1941 the defense program.developed on -’
all fronts: large commitments were made for new plants, facilities, tools,
and equipment, - In view of the fact that the imminence of a manpower
shortage was not generally appreciated at this time, commitments were made
involving a considerable number of workers who were nOtZIVQllable in the
particular localities, thus requiring a large volume of -in-migration and
in mgny instances the construction of housing and other community facilities.

At the same time, other areas were ignored.in the alloC?thD of plants even
~ though community facilities and manpower were . avallnble. This lack of
coordination resulted in some very serious. problems in the subsequent period.
Once the facilities were located the subsequent flow of contracts was pretiy
well determined and the effectivensss of the use of labor market informa-
tion was to a largé degree limited.
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o No one familiar w1th.our wa ';m experlence‘W1ll fail to recognize
that it would be nothing short ofg nationa 1‘oqtgstropho were we ﬂgﬂln e
- overtsken- by & national- emergoncy w1thout more: adequate. plans ‘for the
utlllzﬁtlon of olr manpower- resources. “In’ the first place, wé arc not
likely to énjoy the luxury of tlme purchased by our alllbs—-tlme for us

to rock along with hit-and-miss, trlal-and—error methods with action post-
:ponod until we are confronted with a Feal crlsis.' In ‘the late war ot the
‘end of two years of nenbelligerency. ‘and throe years of war, we encountcred
the'most desperate TMANPOWEr . probloms thls country -has.ever experienced,
Some, but notrall,-of these. problems wére due ‘to.our inability to fully
utilize our resqurces rather than to the 1nadequscy of “the resources theém-
selves. In this conrectlon, let me simply enumerate some.of the things-that
we should be do¢ng 1ﬂmed1?tely 1n the 1ntnrmst of nﬂtlonal socurlty.

1. We. shoqu huve a complzte blueprlnt of the manpomgr roqulremcnts of
the Armed Forcas 1n ‘case of war..ll, : : v ,

2. This blueprlnt should contain detailed 1nformat10n as to’ tho oupplles
and matorlel needed to malntaln the Armed Forces. 'i;:

., 3. It should also include an estlm&te of c1v1lian rsqulrcments§broken
u;_vdown by thc dlfferent categories of flnlshed products,' o

- 4. Informatlon should be trapslmted 1nto manpowor raqulremonts for the
dif ferént industrial activities, The m.lltary :and . civilian rnqulroments
should be reviewsd as to f0351b111ty of such’ programs in llght 01 our mon—

power resources.

.5 ouch “roview may rov;al that the needs exceod our menpower capacity
~and adgustrcnts ney be made in vsrious aspocts of tho orogrﬂn to brlng it
within the rvnge of- f3:31b311ty. ¥‘f;"'~ SR 4

. 6. Or, it mey: be decided thut such a program is f:ﬁSlblo only'mlth the
¢stablishment of very strict controls on manpower. If. this turns out to
be tho oﬂso, 1t is noccssary to examine the feaslblllty of such controls.

e Tt is also necessa ry %0 consider the type of- organ1uatlon ﬂnd
"fPClllthS that will be necessary to ca rry oui the Tanpower mob111zatlon
.!:progr“m dbc1ded upon 25 Necess?a ry.‘“ ‘

Above all, we s t aporoach ths‘problem from a broad persJoctvve along
the lines I hcvm suggested and not become bogged. down in a morass ‘of petty
details which are so fresh in our: mlnds from dealing with manpower problems
on an emergency basis as we did in ‘the ‘1d%e /war. At the same timec, we
must be equally careful not to take refuge in sweopln ‘generalizations and

preconceptions. I am impressed by the fact that almost every time that the
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QUESTION: We have a committee now which is studying a system for
national service in a future war Wbuld you care to comment on a few
shou onsi ~

nainte thavy
poinis They sine

R.LEPFTT Of course, the one pattern of national service lcglslatlon
which we may examine very carefully is the one established by the United
‘Kingdom. With due deference to.our guests who are herc, and by reason of
my contacts with the man who was my . opposite number during the war {(now
Cabinet Minister Bevin), I have a feeling ws accomplished as much with our
SJstor as Britain was able 1o accompllsh with its very strlct law,.

It is always easy--or you think it is easy--to get thlngs dono 81mply
because you have a law. That does not necessarily follow. Tt is hard to
accomplish things by persuasions But where you can have a team that will
vork together as wo did have a teame-well, at least during the last guarter

VWi e S BY ViilL A Ldg VS Cada A s ] L o W& S ) MRe W

of tho_war-th1t worked together, then there are no limitations on tho
accomplishmentse. . .

I must say in tribute to the Labor-Management Committec of the War
Manpower Commission, on which was represented the head of the American
Federation of Labor, the CIO, the three farm organizations and the two
business organizations, that that group during its entire existeonce failed
of a unanimous vote only twice, both on comparatively minor matters, e
was the situation at New Bedford, Massachusetts, which even the Lord himself
could’not have settled. Management was out with labor; labor was out with
'manavemont both were out with the Government, It was an impossible -situa-
tion, Thoroforo, that was reflected in the action of the Labor-Management
Committee., The Labor-Management Committee at’ the,nutlonOI level was
reflected throughout all of the communitiess '

The rest coust p an, thrn it was p0331ble at the local operatlng level
to get all interested agenc1es togetheo, Yas effecthive, :

Not so many yogrs ugo I appedrod beforc the Congress of the United
'Stqtooa—thnt was before I was cha rged'w1th any governmental responsibilities-—-
and urged, in no uncertain terms, that we draft everything: manpower,
capital, I thought we should tagke it all over in time of war,. As I say,

that conclusion was a reflectﬂon of some of my garlier enthusiasm.

I bocane conv1nCod that to;attempt natlonal seérvite legisldtion during

"fWorld War TI was unwisej; that our people were not ready for it, They were

making a demonstration that a. vpluntury system would work. I do say this:
To be preparsd for all emergenciés there should be available, some place,

a very carefully .thought-out draft-of a national service sct. Bven if it
is koot as a club 1n the closet, ready to be pnlled out, it would at least
be helpful,  But certainly we should "be reddy With such a draft., I do not
urge its I do not urgo the enactment of 1t but 1t should be available for
the oﬂuse. - ‘



We kmow the feeling of our own people,. For what is now 28 years I
have spoken in-every state in this Natdon on the thesis that the best way
to prevent war is to bes adequately prepared oursclves, I believed in it
at the outset; I believe in it more firmly even today. I think our people
are coming around to that point of view. -But they have to bc scared into
ite It is not because they like it. R

' QUESTION: Mr. McNutt, would you care to say.a little morc.on the
subject of what measures should be taken to train civilians for: wor work?

MR. MeNUTT: I wculd step up.2ll the training programs we had, - We were
faced with an unusual situation. We were faced with the repercussions of
the depression, when skilled trades had cut down their numbers in order that
the scnior ones might have continuous employment, Apprenticeship training
had almost gone by the board. That situation does not exist as of today.
A1l of those plans of training within industry, apprenticeship tr°1b¢ng,
we should pick up where we left offs We have comc a2 long way in thate Ve
should study those programs and be prepared: to put them into operation
immediately.  They were quite succossful tOWQTd the cnd. They had to be,
They were the only sources of ski llmd Workers.- .

- QUESTION: Would you dlscuss some of the problnms which your Commission
encountercd in its endeavor to-sscure full utilization of negro manpower?

LR, McNUIT: Don't forgvt I had FEPC too.

The obvious answer is thﬂt thﬂre is nothlng in thls mcrld harder to
overcome than prejudicc, The only way in which we were ableto do 1t was
by demonstration by persuading a few of the manufacturers to take negroes.
We wanted tho employers to do what they ecould to get the other workers to
acccpt them~ ‘ ‘ '

I havb faced some protty tough dudiences in my life--open forums and
the like--but the toughest audience I was ever put zgainst, anywhere, any
place, was one not too many blocks away from here. The subject matter was
the’ omoloyment of negrocs on -the ‘streetcar lines of the City of Washingion,
D. C. T have becn callad most cvery name in the category, but I was ncver
before called, oubllcly, such v1le names in my 11¢c. I simply stood up
" and took ite S : ' o

*That was'a réflcctioh of a problem we have not done very much about in
2 bundred years. It is one whlch hgs to'be solvnd. You arc having it in
the Armed Forces, I notlce. " o :

But, for the most‘part, the: negroes demonstrated their capacity and a
great many employers changed their minds about: the feasibility of utilizing
that kind of labor. They changed their minds only when they were desperate.
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It is entirely possible to accomplish this purposc if USE
to a national organization again. That is one subject whi
very definite notions. I have seen it from both sides of the ]1nc. As
Governcr of my State I organized USES on the state side. I had it during
the war as a national organization. The supply of labor is not a state
problem. The supply of labor is a national problem and the United States
Employment Service should be a national organization, I make that state-
ment without equivocation. based on both theory and practice.
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11 the war manpower orvanlzatlon is set. up OTlPln 211y, as it mizght very
well be, under the Secrctary of Defense, then there will bec the possibility
to put it ultimately where it can function best naybo as an independent

an

(ulscuaswon off the rccord )

DR. YOSEPE: 1Hr. cNatt, in your lecture you 101d con51dprublc cmphasis
on the interrelationship betwenmanpower amd purch%se volicy, econcmic
stabilization, productlon, and - othor controls in the gconomy.

MR, McNUTT: Absolutely.

DR. YOSHPE: You also brought ouf the greﬁt'diffﬁculty you had in
achieving the necessary coordination among the.agsncics rcesponsible for the
administration of these diffsrent controls, In view of that, I would like
very much to get your views as to-the position of a manpower agency in the
top war mobilization structure in ancther emergency.

MR. McNUTT: It belongs in the top bracket.
.DR. YCSEPE:. Yes.

Fow I would like to clarlfy myself. We have several schools of
thought as to how this war mobilization structure might work. There are
those who feel that manpower, productlon, economic stabilization, and other
controls should be administered by agencies that are on the same level,
coordinatced by an office of national mobilization, which would ‘Aﬂr01se
brozd policy supervision and adgudlcatu dlsputas whvn these agencies come
into col¢1s;on.

Therc ars those, on the other hand, who feel we ought to go back to
the organizational pileturs developed by the prewar industrial mobilization
planners where you would establish a war reséurces administrator who would
have responsibility for it-- .
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