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~AOBILIZ~G INDUSTR:IAL xhTowm 

13 April.1948 

CCLCXEL VAKAFAh': Gentlemen, nowthat we have begun the study of 
ma no owe r we are actually amazed at'the many intriguing and interesting 
angles 0; this story. 

Today we are going to study the mobiliaation.of industrial manpower. 
We have with us this morning Kr. Paul V. McNutt, who was the Chairman of 
the Kar Eanpo-firer Commission-in World iYar II." He is going to tell us the 
story of how the Nation mobilized its manp0wer.i.n order to produce the 
munitions of Korlci %ar II. 

1~2. IvWWt, of course, needs no long introduction, So, to the faculty 
and students of. the Industrial College of the Armed Forces and to the 
visitors, I introduce Mr. Paul V. &Eutt. 

1%. McNUTT: Gentlemen: I am one of that small company of men and 
T:rornen, intimately connected with the conduct of Yiorld ?Jar II by the 
United States, who has not xritten a book. lh 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, 'IIn the. American 
Manner.! After careful consideration, I decided against such an under- 
taking, for two reasons: first, the memory of an oft-repeated statement, 
3;ould that mine adversary would write,a book;" seco&ly,a realization that 
those of us who xere charged 755th great responsibilities in connection ITith 
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 Y/ar Manpower Commission. It may vrell 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 tile necessity for such an event. . 

The question has been put many times, 'What brought about the establish- 
ment'of the War Ivianpower Commission?l~ The true ansl<Ter to that question has 
never been put.in words heretofore; 

The original 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 inspection of the Dutch East Indies and of the eastern 
portion of Asia from Singapore north to the Great Wall, Thcluding the 
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I will not bore you by reneatw what is contained in two excellent 
restricted ppblications now & your hands: t;te lecture by Xr. John Corson 
on 5 February 1947, and the statement on ItThe Activities of the W'ar man- 
po-tier Commission I1 dated 31 De&ember 1946. Unfortunately, neither publication 
attempts to cover the histori& ba&ground.of'the War Manpower Commission. 

Time does not permit me to'gi~.yau anything more than a brief outline. 
A short history of the Mar Marxpower Com&i+ssion,oxists in draft form, largely 
through the efforts of one of. the most able stalwarts of that organization, 
P7.r Collis Stocking, who is now with the Department of Labor. It is to be 
hoped that this manuscript, corm&d and brought up to date, will be pub- 
lished in the,very near future as .anofficial document. 

The War Yenpower. Commission, which ws established by Executive Order 
9139 dated.18 April 1942, more :than four montPis 'after Pearl Harbor, *<{as 
the culmination of what I have already outlined as we11 as of various pro- 
grams for the mobilization and di~&tion of the Nation's labor force. Its 
creation almost two yews after thestart Of the defence program reflects 
the lack of pressure of manpow& prQblkms’whi$e productive facilities were 
built and physical output.was being'@creesed rapidly. _ 

At the time, our labor ford? was .&ore than adequate for any prospective 
demands which the new program Qnp&%ed. Some eight million unemployed :vere 
actively seeking work inthe~‘5pring of 1949, while'working hours anl man- ' 
power utilization were far short of ~axinnun application, , The bottlenecks 
to the development of a comprehensive defei?se .program were primari>J con- 
cerned tvith materials, facilities, equipment, and end products. These 
s'temmed directly from the physic& conversion from a civilian to a war 
footing, the speed and organization of suppkf lines of raw materials and 
comporients, the development of a supply of machine tools, and the need to 

, function as an arsenal of democracy for our' friends under Lend-Lease. : 
, The immediate and compe&ling attention of.the Administration was, therefore, 

applied to these problems, with matibower considerations 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 proparing for possible 
war. The drawn out isolationist-interventionist debate in the Press and 
in the halls of Congress meant that any large-scale rapid transformation of 
the economy'was difficult and un~alatoble, ,~The~long debate over America's 
position in regard to the war ii~ mope, thq, issues of the Noutraiity Act, 
cash-and-carry, and subsoquontly the 1 impact'of the.collapse of Prance.-and 
Dunkerque meant that the American public iri its distaste for war hadonly 
been convinced that defense measures were,,necossary of the'type and,magni- 
‘tude which they could .g?asp as of that moment. : 

. 

‘. 

3’ .’ . 



seekers from various parts of the country to the new defense centers and 
pointing up the need for more adequate planning for supplementary defense 
housing and community facilities. The supply of certain key skills such 
as lens grinders and loftsmen for shipyards were being exhausted rapidly 
according to the reports of the United States Employment Service. That 
agency had undertaken in April 1941 a large-scale registration of occupa- 
t ion-cc.1 skills as a first measure of the availability of key craftsman for 
the expanding defense program. The ranks of the unemployed l>rere decreasing 
rapidly. Long-rusty skills were being refurbished for defenso work through 
the facilities of the emergency training program, Some limited job dilution 
~2s being introduced by employers to help meet the specialized needs of the 
metal-working and ordnance industries. 

By the late summer of 1941 the country generally was rcconcilcd to the 
need for all-out preparedness. Conversion of civilian production to a war- 
time footing was far along when war was declared on 8 Dccembor 1941, despite 
some temporary dislocations due to shortages.of equipment and materials. 
Sotie defcnso facilities were alrcady~producing on the gigantic scale required 

,for glob%1 warfare. Expenditures for. the year totaled 6.7 billion dollars, 
though in December 1941, the month&y rate approached.2 billion,ora 24 billion 
dollar -annual rate.' In terms of, output, during,the year, waitions h;roduc- 
tion increased over 225 percent. : 

Following Pearl: Karbor the stepped-up tempo of production intensified 
the demands on manpower. The unemployed labor surpluses had sharply 
decreased. Production was booming and production schedules cnlled.for 
manpov:or in hitherto unanticipated numbers. The exception?.1 and continuous 
armed forces drain on the male labor supply distorted all prcvio& manpower 
planning. Thpintonsificd pressure on agency programs which suddenly became 
critical as a result of the rescheduling of production to reflect tho chang- 
ing needs of,thc' fighting fronts, required more intensive and direct appli- 
cation of manpower programs to maintain the flow of labor for essential 
production.' 

As a,result, there developed very quickly large-s&& local recruitment 
drives for workers not in,the labor force. Programs to stabilize turnover 
and to improve manpower utilization followed. 

'Specialized problems for clearing labor into critical places and areas 
viere initiated to fit the urgent-needs of the high-priority programs. 
Sudden shifts in production schedules occasioned.by technical or strategic 
reasons'rcsulted in cutbacks tind poduction dislocations ivhich freed labor 
locally,but yet did not add substantially to the supply availeble for use 
elsewhere. By the end of 1942~housing su'id community fac&lity limitations 
acted as effective checks to the trnnsfer.and absorptkon of .inrs~ ~I&?JCTS 
of potential in-migrant job-seekers in the conccntratcd are& of war pro- 
duction. 
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Yhere a voluntary and uncoordinated approach to manpower was adequate 
from 1940 through most of 1942, a planned and integrated manpower program 
extending to every area and coordinated at state, regional and national 
levels was necessary in order to mesh the various segments of the produc- 
tion program. These manpower programs operated to stabilize essential. 
emplo;lrtllent through controlling the movement of workers between jobs and 
directed available labor into the most urger&production channels and 
limited employment levels in less urgent activities in-order to divert 
manpo7.7er into more important uses... 

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 maiJlCained certain fixed ideas regarding the 
use. of manpower, They favored strict And, authoritative controls, an 
indoctrination which carried over from'the W-daylt Plan. Congress estab- 
lished a narrow and unintelligent@olicy in its amendments to the Selective 
Service l'aw which failed in securing a reasonably effective allocation of 
manpo& between the Armed Forces and the essential civilian economy, while 
the local draft boards made hash out. of any minimum standards established 
by the Selective Service headquarters within the limits fixed by Congross, 
Konce the planning and operation of an intelligent and comprehensive man- 
power program became practically im$ossible. 

Some of this distortion may be attributed, in part, to the lateness in 
the establishment of a central manpower agency--the '&r ZLnpower Commission 
was established on 18 April 194.2~~and the low regard that the .old-line 
procurement agencies hzd for a voluntary program not subject to the frequently 
uncoordinated or arbitrary decisions. of the. production and procurement policy 
makers., The 'Gar Nanpower, Commission in its'dealings T:sith these othzr' agen- 
cies IY~S generally considered as a subordinate factor in,the vxr ,a gency 
structure. As they saw it,' the VW was to service thcmby staffing and pro- 
.vid.ing labor in the numbers, types, and at'the time scheduled as determined 
by'the productipn and procurement agencies. The. W&X looked upon itself, 
instead, as an equal partner in tho determination.of production and pro.- 
c,uramont policy since many factors other than L&or supply T<ere respons'ible 
f.or productfon lags. Moreover, 'as was frequently pointed out, the direction 
of manpower called for exp&ience which differed markedly from that which 
applied to the issuance' of 'material priorities or the stockpiling of raw 
matsrials or equipment, .'- ' 

Only in the latter stages of the war were manpower operations integrated 
effectively with production and procurement policy, &ocal operating.com- 
mittees dealt witpi these. interrelated problems under the broad po1iciG.s and 
programs. established in Washington. Effective working relationships under 
the limitations imposed by the Itick of national,service legislntion and the 
competition between Selective.Service and the..essential civilian economy for 
sc2rc0,' abIeibodied mhle-labor were rca.sonabZji satisfactory in the latter 
stages and aided in bringing the war to B successful conclusion. 
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fOX'eCaS$S Of lT@llpOW@r lY?fipir~,?lK!i'l~$~b~ tJ@gof.wDrker .nS i.ndiC::ted by 

defense co.ntrxtsand CongressSonab-.i~pp~Opri.~~i‘ogs.t It depended for':its 
data primzr3ly.on the.Bureau of'~,czbpr,-Statisti~s~. the Bureau of Emplop-ent 
Security,.an.d.the Bureau o f ~Regea~~Ei'and, S:%at&bics~ of. the RDAC... The. Labor 

I Supply-'.and.T'rairiing: Sections-g~~forined:rel.~te~~~~ctions in conneetion,mrith 
recrui$ment and training needs* :h',l..., L.. ,. ij' ; 

;. .* I/, , !.; . . 
.' 3y and Urge these .~o'sectiails:~~s$umed~t~~'.resp~nsibility-for 'attempt- 

: ing to secure: some over-all coorQnat.ion among: the. variety,- of agencies 
operating in: the mcnpower'field,: .$ome;singXe. i&s,trument~mns obviously needed 
to,eliminatesome-of the, dup~icti%ions~of .efforf;and limited purpose programs 

I in:which the jurisdiction:minded a ‘encies were &&ividu&ly engaged, 
Q It was 

also thought that it would be possxble to formulate and,re-?lize nn intograted 
and cons is tent manpower policy. The ,instrument through !;;hich it was pro- 
posed to'achieve,.this~end zag &xitinlly .the Inpbor Division'of the NDAC 
was.succeeded .by:.the, Labor Division:of, O&and 7833. 

which 
It.should be notch thnt 

in all. .these: cases .the,,manpower responsibility was, “organized as a subor;di- 
nate unit-of the.oyer-rzll:prsduc;tiqn~planning.~gency,,undoubtedlyrefles~~g 
the current opinion tbat'manpower was not as :yet e problem of: msjor signifi- 
cance: While these. coordinat-ing,agcncies originated: ~s,inter-departmental 
po.iicy-forming bodies3vrhich:wese ~to.,utili?e:the existing field orgrnizations 

: of.the participating.units, .thero was a..tendency t,o)Exzds the development, of 
field:opornting.staffs.responeibl~~.to the ooordinrlting agencies .themselvest 

,., I.' -. :' '1 I 
A cbnsiderable.: proportion of; the efforts at. coordAkctkn in -the rn.nnpyTer 

field during this period x+re directed toward the achievement of a clearer 
delineation of tho functions and responsibilities of the individual agcncios 
concerned) generally independently o~jth~..~b~r,,Division of.the XDAC, (or 
OPX), .Bilnteral- and rn~ltilat~~al,Q.~ee~en~s were.concludod betx-ecn individ- 

'ual agencies and departments.' .Asi@e from, these agreements .the.re were 
attempts.to~effact .coordina't;ion on 

.: 
a,brd.ader scale+' of major- imporLance 1' 

i were f The activit'ies of FSA in~.nati.ona~izlrig the %-orking, procedures, of .t?le 
training program conducted.by some.:b$ its.:cons%ituent units;xid. some partial 
Efforts ‘of overFall coordinati.on:by the ~Labo,r:..Division of. XDAC (and stibse- 
quently of CPM and WPB) + :;. . : . 

: ,. : . . i. '. , . . 
The chiaf char~cterist~cs‘;of-‘all’ these agreements wer.c that they rep:, 

resent partial approaches to': the ‘general @roblem and ~usuially dealt with 
, only- those restricted areas .inwhidh~twe,~'or .more .individu~l ,agcncies of. the 
.Govcrnment VXX% able ,to take steps.{i&clariPy~g ~thsirmutusl rcsponsibili- 
t,ies x,d relationships with respect, to’, a particnlnr problem jzrrd .mode: of 
oper2ticn, ~S~ignificantly~ .there:$as;sn in'cre%s~~., if:,~nything,~:in.the number 

,of.~.a&eements concluded dur~g.,rO~e:~~iod:~~~n, labor supply matterswere 
.o$tensib,ly being coordinated:on ZQY: d$@;r+&LiL'lba&is,: which may indicate that 
attempts to, es,tsblish gene&l pal-icy-: were effecti+e in’,spurring on the 
development of .functi.o.~P’,coordin~ti;on’.. : “‘.’ : : 

.:: . - .,’ .‘. , . 
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The, agencies participating -in the 'training program were also very 
productive of interagency agreementsboth- amo.n,g themselves and with other 
~geritiiei3. These' agreements were largely concerned.with clarification of the 

:scope of the .different types of.training.el$ne~t~ion of the responsibilities 
and functions of.‘the various agenci;es cpnduatJng, training programs, snd 
development‘of~~cooperative arrangements with:agencies carrying en closely 
reltited'.functions. : . . ,, -. .(. . . -.: . ._' '3. , 

'The Federal Security Agency through three;.of its constituent u&its--the 
BFS, ~JyAj and Office of Education--had broad responsibilit,ies r:rith regard 
'to 'ma~por;\tcr zspocts of the defense. program. .With the mounting urgencJi of 
manpowcr'demands 3.t became necessary to take steps to&rds the. coordination 
of the activities of its subordjnate units, .,Individual agreemcn~ts'bet&een 

'these agencies were already in existence but .the ]SA in 194x made‘.an effort 
to achieve over-all integration of. the three agencies concorned. 

'. Tn I@rch'..lJ41; ColorielFrank$cSherry was appointed.Director of Defense 
'Trainingj Federal Security Agency., ,His .,duties.inoluded,thc.formtiation of 
policies, procedures, snd. organizition for the constituent'units, super- 
vision of their.functioning,' and.I$,aison with'the OFPi and other 2genci& 
dealing with dcfcnse training;- '. 

*Machinery for effecting the desired coord$,&tion.was cstablishcd at the 
Federal, State and local levels, A number of field agents were to be 
assipcd to'the Office of the Director to ser.ve mainly as trouble-shooters. 
r\iati&ljl,.State and local~Council,s of Administrators were estab1ishe.d 
consisting bf one representative of each of the'three agencies .concerned. 
Those. coticils v&.re charged with the responsibility of deciding- all questions 
jnvoivdng the..consideration of'two or more of:the constituent agCnCi.eS in 
the &Per-&e' traintng program+;. Fwctions were formally allotted among them 
b':$'uch 'a way that .the Employment Service was to be primarily resporisible 
for the furnishing of labor market.information on which decisions concerning 
the establishment of training courses mere to.,be ,made. 3'1 additfon'the 
Em$oyment Service was tp be the official recrjuiting and pl,i,&mcnt 'channel 
for the training program, : . . /' I:_ . . . 

.: ;. '.'. ' 
The lines of authori.ty,in thi&apparatus, 

.' ', 
while..~clearly ,dcf'incdi jere 

'nevertheless of-a tenuous character; with,po provis$on for colL&tive' 
responsibility between the variou$i~4.i~o,ve~st ;.,:: LJn+jub'te,dly this was in. some 
degree inevitable in.view of the fact that two .of'thc 'participating jgencics 
wcrc not-always able to .exerefse.effectiVe .cqrit~ol over,the actions of their 

;ro@&otitatives:in the State and I+@. couno,X&. stice the onlyl$.es af 
.authorit'$-\Ter'e &hose between the members, o;S, thej cour@ls and their s?$?r- 

: X.&&S or thoir own: organization. .qence none of the. councils was subordi- 
nate to',@+ 6thcr:.council. '. .- .. _ ,. ;. . ::,: .I., 

'. ,.. 
'. .'. " . . :. 

'11' . 
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There were.other limitations to the effe,ctive functioning of the Supply 

Committe'e sys tern. .The regional cha$rmen weredline offgcials of the BES in 
the Soc+al Security Board. 'They might'have-hdd some functional responsibil- 
ity to the Labor Division of OPEiI %lirough the National'Labor Supply Committee. 
But inasmuch as their full time and'$ncreasingly heavy regular activities 
were concerne.d.with manpower problems and operations of the BES and affil- 
iated State Services for-which they were,respoti&ble:'to,Washington, the 
Regional Representative; substantially maintained the point of view .of their 
own agency and felt li,ttle responsibility for the, program con,tent or the 
paper' policies of the Labor.Divislon. I.. 

As the defense program moved forward at an accelerated pace in the fall 
of 194&,.interagency diffeyences of opinion, particularly between the FSA 
over the responsibility for the labor supply program became more pso- 
nounced. Specifically, the officials of the FSA dbjectod.strongly to $hat 
they regarded as a tendency for the Labor Divisidn of CPU more and more to 
assume operating responsibilities. The chairman of the Social Security 
Board xent so far as to suggest that in order to clarify the situation, all 
the branches of the Labor Division directly concerned with manpower activ- 
itios -bc transferred to the FSA, Fnd that the Labor Division might confine 
~tscZf:'to,,the formulation ,of general. labor polic$es, ..1 : ,,, I 

.:": 
The focal,poi.nt of disa&eement was the relationship between the'BES and 

the pbor. Supply Branch, BES contended that its reg-ional representatives, in 
the+ capacity+ Chairmen of the Regional Labor Supply Committees, were 
bcirig'subjccted'to dual direction,' for the operating sta:ff dealt with them 
di&tly.&ther than through.the BE,@, in matters concerning the Regional 
Labor Supply Co&ttdes.' To obv$ate this difficulty the offic$als of the 
Bursau,rdco~ondcd.that BES be formally rccoe$zedas the operating agency 
for the ,Labor.'Supply,Brnnch., &.s$c to thq thinking of the Bureau and Board 
xas the ..convfction that manpower 'prob:lems, and, the measures rkd&sary to 
cope with .them, 
the hands'of 'the 

xere fundamentalJy matter,3 which would: rest primarily in 
Employment Servke; and'that, ,thcrofore, manpov@r adminis- 

tration should be centcrcd around an employment service which would"be 
rdsponsible for all phases of labor supply;cpWiting.activitics. " '. . . 

I 
Throughout the last quarter of'1941 discus:!ions were held between 

officials of the FSA, OPU,:and the Bureau of,:the Budget 5-n an attempt to 
rcconcilothe existing disagreement,' The various proposals dksagcd the 
appointment of a National DirGctor‘ of' ltjbcjr Si,zppl$ 'to'supervise the operat- 
+g activities of the constituetit ,&its of'b&th~FS,A arid OPX;' However, the 
agenCies were not able to agree on,$,he det$ils of administrative relation- 
ships 'involved, cspccially with regard to t,k'.questidn of control-over field 
operations. Finally, the issue &sc,cmpromisod in characteristic fashion 
by the crcati.,on, of a n&v po'sitibn~,and,by shif.ts' in personnel, ., 

.- ’ ,,. 
i :’ 
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Cn 16 January 194.2, the Labor Division was transferred in its entirety 
to. the’ %ar ‘Production Board;‘,~ftho.u~’ ‘any change ti function or organization. 

, / ? : ;.;. .. 
Fo significant developments .o-co&ed durtig :.the first quarter of 194.2, 

though there was. some consideration’given to ‘the+xpansPdn of the Labor 
Supply Committee structure and broadening, i&s Yepreaentation to extend it 
down to. State and local :levels. The:. USES representative at each level would 
act as Executive Secretary to &he proposed ‘Intereiepartmental Committee on 
Labor Supply. ..,. I 

- Basic. ,economic Zai&ors ‘%ere ::tbe.ones which actual&~ brought about the 
:Pong;sduiht ,cent-ralkza5ion’ of -authority to~$ian”&~J.--direct‘ the : .&ti.on 1 s 
manflower.: The; labor ‘supply .groblem i.nitial~yi~(&‘n ‘%Q?@). had been one primar- 

; ily of fbiding. :jobs ‘for ‘unemploye’d: workers; ;‘By’.&ril l942; however.,: accel- 
: erated war: production and .the very sharp ‘&zreas’e.’ in .-the. size df the :Armed , . .! A, Forces ha:d shrunk unemplojnrient- by ,almost .two-thf;rds:‘:from its ~A,pril’194(1 
:‘, l&Vel; Thr’ee., *m jbr supply prabJ.ems: now confronted ,the I+atiah. 

.’ ..; -. ;, : I ., ._ : ; ,: .’ : “:,,’ , :.,I..’ ‘, : : : ..,. ,.a, A ‘general shortage of skil’lied.~orkers.:L~.Industr.i.~l wak ‘production 
?Jas’ ra’pidly .a.bsorbtig .the nationaX jsupp~y of” s,ki'lled: worker& .A tiore 

” intensified. trainings ‘program tia$ op., ‘fir&~ pri&ity ,in solv&ng .this problem. 
,I)’ ,, I. ..’ _ . , :‘ :, y,.:: ;.. ,.; ., ‘..:., :, :, ..; . :. *. .” .. . 
” b.~“. .Local.shortages of: labor* & ~11: kinds in: skilled,: semis~kille’d, and 

unsk‘i.l.led.~-Iti, some areas partYcularly 5.n. ‘those’localities ,having key.war 
.’ pl.ant$ such ‘3s. the ccastal shipbuilding areas, -.aircraft building areas, etc., 

: ~th.ePe existed acute shortages of all: types.‘ of ilabor. Other ‘areas, however, 
: .. , 1 laektig in. war..production~ faoilities,. ‘had,a ‘surplus of workers:. ‘: In certain 

: ‘New EnglMd cities .not far ‘Prom NewXork .City,~ tlrorkers wee urgently needed, 
yst the local offices of the United States. Eq%$nent Service Zn New. fork 
had a surplus of applications for jobs. Qoom towns” throughout the Nation 
Nero cry&g o&%‘Ew:f%rkers whil’e,$.n’ ‘the: nearby rurzl. com~unittiss a labor 

*’ .. surplus was’ r’eTrtcd’.i In the~~.wes:t&%s t airplane :a& shipbuilding: centers 
a? serious- Pabar:.&iort’age existed :Wh%Xe at: the ‘same. time .jusrt across the 

‘. mountains .%o: ‘the; East- labor .wa$ ~le&i.fuX.’ &qqy plants shutdown due. to 
.priorj~ti$~of maSe&als for 5Var ~~roduc~~on::j.-re4u~t~g ,in. Wze;n#ayment iunless 
war plants ~rer&. r!za#rby’. to ‘absorb? ,&heiworketi8 I ‘.. The’ e,colllomio changes: in the 

:- :-; Na’ticn ‘$ fndu&rial life.: brought on :by inere,a$ed viar, production :gnd ‘a8 
resulttig &crease ,$.n civilian production up set the existing peacetime 

.. $tz.b~ili.$y of ,Iabdr; S'orne.~ T&-m of nationAwid3 control YT$S urgetitly needed. : ;.-. ., *. , , ;. e-.: _ . . . : : ., ,,. ” ~ / “’ :, .- .. ‘..,. :‘,( ‘,.., .:; :. I 
., ..,:,“c .’ ‘i:‘& ,i@n;dtigj ,&ot~l; F~h~r$a&$.Q$! .m&p&&r . .-LA :glanec 3rito. the future 

v>.‘ith; -$tcj’,.F&&tly fio.r’ca+ed :+rap $b;d;&tion ‘~.fo~~to~~-~~f. ~,-rc:~s~~g demands 
... for lab&r 45~; me& the ‘challenge of :twenty$ow : hour ;- ‘three-shift operation , 
. .‘nev,?%& ‘plants,’ ;and .the pers.or+eI: ~re$ri.rc?nent’s of ‘the iArmed Scrvicos ; It 

was “es-Lima&d; (A@5L~~CL942~) that’ an :additioial .th&w?~.mi’llion workccs vrould 
: be ,nceded I t& rc8dh peak munittonS.:-pro~uct.io‘tl~ : :T.he &rmed. Sarvizes would 
: ” ,,&bsorb ebo& r@.ne, .million more ‘sales from the civilian ‘.labor. ,.f or co . -Lhemploy- 

_, inent’ ,numbcYo~d %nly:‘thrce wil’lion,;~:~J$here wer‘e. these .%rorkcrs to be found? : ,.i _ ’ :. ; ‘, ‘,.:’ : ..: ,. , ,, . I ,_. -1 . . 
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dealt-with the Office of ,Production.M&agement or the War Production' Board 
, . 

as equals at the top level-,of administration, .Hence, these bureaus tended 
.to operate their own programs within the Federal Security Administration 
in which the'labdr supply situat$onwas,not too critical; these'independent 
actions were not too serious in,their.effect on the national economy. 'They 
,did tend, howeirer,, to render the activities of the Labor.Division that much 
less 'positive and reduce its, efforts.at-interagency manpower coordination to 
a succession of we&k and generally,ineffective directives; 

In this situation'the unsuccessful discussions initiated in the fall of 
1941 by the Bureau of the Budget with the Federal Security Agency and the 
Labor Division of the Office of'Producti.on $Ianagement in order to resolve 
some of the basic conflicts became very sQn,ificant. Znmediately followtig 
Pearl Harbor I raised the question of a central manpower agency at a cabinet 
meeting, The resultant recommendations.of a cabinet committee appointed to 
consider the proposal envisaged.a.@npower Mobilization Board which would 
incorporate various policy-making functions,- This proposal was substan- 
tially the work of %echnic,ians ~f,4he;Bure~~~'o~.Employment'Security of the 
Social Security Board in the Feder+$Securi,t;;ir: Agency. It was not specific 
as to the agencies to be included~~.$der the;?oardqs direction. The -Bureau 
of the Budget concurrently indicated to the President its interest in a 
plan.which would. avoid the duplications andcrisscrossing of authority 
which had characterized governmenta& manpor@r ,operations to date. Their 
com7$omise:plan, after weeks of discussion with some of the principals 'con- 
cerned, would have consolidated within the proposed manpower agency only 
the Selective Service System, the 1,abor suppLy functions of the Labor 
Division (now of the War Production'Board-$',' and certain statistical' fund- 
tions of the Bureau of Labor Statistics. Other agencies were *'to conform 
to such policies, directives, regulations, and standards as the Administra- 
tion may prescribe in the execution .of the powers vested in him." 

Unless the controlling authori% rested in the same hands as the princi- 
pal labor supply agencies of the .Federal Security Agency, this plan would 
repeat-the' mistdkes.of' the earlier devices for manpower coordination in the 
Labor" Division of the Office of Production Management (and War '?roduction 
Board). 'r-f any other agency head were to administer the program, the 
United States Employment Service and the manpower, training agcncies.within'. 
the Federal Security Agency would obviously,have been excluded from any. -" 
policy or program determination. Sub,jec,t as they.were to different: degrees 
of coordination within the Federal-S&urity Agency, the net effect would 
havelbeen a.sories -of bureaucratic levels of authority from the,new manpower 
Administrator by means of directives .through.the .Federal..Security Agency to 
the Socitil Security Board, or ,$fice of Eduoation,.thence to the USES or 
other constituent parts of theagency-w,ith similar conflicts of authority 
and interpretation of responsibilities. :- 



The Executive order simply went a few steps'bcyonq the man>oi,ver-pattern 
alroady:established in the Labor Division of the '%ar Production Board but 
strefigthened it in two major parti'culars (a)by elevatying thepolicy and 
coordinating functicn to a level equivalent to that of other civilian war 
tigencies such as WPB and Selective,Service and (b) placing the responsi- 
b'ility for its administration in the ,cerson of the Federal Security Adminis- 
trator who in .that capacity directed the line opcratj.ons of,thc principal 
civilian agencies in the field of labor supply, chiefly.the United States 
Employment Service. 
'. / 

I A greater degree of 'unified administration was, however, inevitable. 
It ~w+s, undoubtedly, pushed at every opportunity withjn the l!iar Manpower 
Commission. -The inadequacy of the. coordinating approach W.S quickly 
demonstrated, .Farticularly in regard to the. production 2nd procurement 
branches and Selectj.ve Service of which authority; powers, and entrenched 
status permitted them to treat with varying degrees of ind-iffcrcnce the 
orders and manpower proposals of the War anpower Commission. The VJar 
&npower Commission had virtually no voice in procurement policies which 
determined the size and location of the'jndustrial labor demand or in 
decisions concerning the nu.mber,and kinds of.men to be withdrawn for mj.litary 
service. The Selective Service Sys%sm and the labor supply organizations of 
the War.and Navy Departments remained largely autonomous. Xoreover, the 

. cumbersome and top-heavy administrative organization of the Commission 
rendered ineffective any operating programs it could nominally institute. 
Internal conflicts arose a$ to how much of a role the USES should play, 
that is, whether it should function as the:principal operating arm of the 
Commission as advocated by old-line officials of the Federal Security Agency, 
Bureau of Employment Security now in positions of responsibility j.n the Xar 
&npower Commission, a point of view opposed by the new staff brought in - 
from".outside who included key personnel from the Labor Division of the Y&r 
Production. Board. Another cause for prolonged discussion wzs v;hether the 
VW should develop a large staff of its own or remain as an appendage to 
the FSA. These differences in emphasis, of function and responsibility 
inevitably resulted in stalemating the Commissionls internal operations 

: throughout the first seven months. of its existence.. 
. . .,.. .’ 

This unsatisfactory experience in the development of an organizational 
pattern and a. recognition of the'need foP'8tructural simplification was 
coupled with an awareness of the increasing'.pressure of the manpower situa- 

' 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 
p&pose&Executive order which.would transfer to the Commission all employ- 
ment:offices and d&Tense tra.injng functions vested in the Federal Security 
Agency:' Executive: tider 9247 of.l.7‘SGptember 1942, therouFon, gave the 
War Manpower Commission.~rime'responsibili%y.for recruitment, training and 
placement of the civilian labor .fbrce. . ~:i 
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Publ'ic",and~private .op&i&‘$as.l peiierali~~,~~.t?_2~'.to the $$a Of 

natidnal service legisl+$Zon at,.th~'!t~~.~:.;~he:~Pr~si~~nt di& not p&ss -. 
: the is&when it secrned.;e~~~nt:',t~tj.:C~ngreSs-:.~ou~d not b& 'receptive 

'to vesting~compulsory .co,nt&lsjin":the hand&of -t+,k $'&. .?he internal ,' 
diffz'renks within the. 'RXC~b&t~$ea $$,&3t@fifst1+a~iye off&ia.li &d tEe 
Management-Labor CommiXtee representatives'airer the iss,ue of national 
se,ryicc,~legislatipn were reported !,in. the .prc,ss;;~ : The Commi,tte& point of 
vieyr,yJas reemphasized through the line. td the 'P$e+.dent through his 
l~Iia~or,C&inet~~ ~dvisers~~ : ; '+' ' -_ ' :.' ' 

. : 
The President; having determtied .the unfeasibility. of prss%ing the 

issue,' decided to strengthen the WMCl very tiuch 'in.ltie itith the recom- 
mendations of the Iv!anagement*Labor Policy Committee6 These were embodied 
in Executive Order Noi 9279 of 5 December based on a draft erepared by 
FlYC officials. The order,als.o required'the -termination .of all voluntary 
enlistments and greatly stqengthened.the posit;i.on.'of,.the ?&nag&ant-Labor 
Policy Committee with.vfhich'the 1~C,;~Cha&$$~~as nom to consult before 
triking;any action relating to '$&ip$ek: pr$gr&~s$ .. 

I , ,.': I '. .: 
FEth this last Zxkcutive 

,. 
order the bVMC3i~~lly had cvolved'into -an 

operating agency r::ith a spccsfic responsibi'lity to regulate the hiring 
of labor for civilian work through'the Employment Service and to control 
the recruitment, of'military majllwTer-' throtigh the. Selcctiv& Service System: 
The stage ~rss not set for a rapid development of a field organization 
extending into all principal labor $a,rket'area's and local officas of the 

\' Emplojment Service; The order also committed the Administration definitely 
to a program of mobiliz.ing'civilia~ manp:ower: by voluntary methods rather 

'than. through the application of' punitive &n&ions authorized by national 
scrvice.logislation,.~ The issue was not; hdWe+er'j' finally resol-&d,at this 
time.. It lyas'to re.+r sev3ral i@es during the nejtt few years, 'and prq- 
posals for national service were not ,fina&ly.tib,andoried until April 1945. 

I _ 
To'secapitulate, any re?listic' discussioh'pf manpower espocts of 

'ihdustrial'modilization must take into acdount the&-and 'other cxpcriences 
in world R$r II. This is necessary.*even .though.'t'hat experie,nce was in 
many res'~ects. unique. 
the luxury.of. follov:ing 

No other major-power could hive possibly afforded 
our .course, It is a cecord of poorly coordinated, 

action and,- :at 'times, of.extravaganck which vce' c'o'uld never afford in case 
of <another &merge&y. + '- ,'? '- 

: . ,.' '.. . ,j: ., 
You.wi.l~~r~call~the~.dj,re predi&ions 'I&at .wero“bandied about.in " 

January i942,.?&en the last pas$e&gsr $arlrolled off the assembly line. 
&IX's "as to be the spartan econb@;og Mars.,.: Luxuries'were to be out and" 
we'were to endure..privations herdj'.t,$ore" urj&enmed of if we were' to- strike 
down the Suggernaut t+hich IV& oU% 'f& a quick kill, 
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With the declaration of the'emergency the Employment Service 
immediately made an inventory of the -5 or 6 &lion workers v&o had 
registered with the local offices and.were seeking employment, These 
applications were analyzed in order.to. determine where the indi><-duals 
were located geographically and wha:t skills and vqrk experience they 
possessed. Special attention was given to those.qualified for employ- 
ment in shipbuilding, machine tool5 and aircraft manufacturing industries 
which 'y;rere 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.bas@,for organiz-ing recruitment 
drives to man the rapidly expanding munitions industries, It'also indicated 

,where and in w'hat occupations ,pretrQning was necessary to meet the demand 
for workers that was to develop.subsequently, In addition, it later 
supplied valuable information with $espe,@.$o wfiere nevT facilities could 
be established ,and contracts all&#+@ to more effectively utilize' our 
labor resources. :. 

.r 
The Employment Service also &dertook $0 classify the various industries 

and activities in accordance with their importance to the war effort.. The 
system of classification was adopted by the,Nar'Nanpower 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, 
essentialv;ar production, and civilian economy. It was, therefore, neces- 
sary to. develop thc.machinery and principles for determining y?hich activ- 
ities and which occupations were to have prior claim upon the manpower 
available. The classification of. indust,ries .that was started by the Employ- 
ment Service was subsequently adopted by the ?/Jar Production Board, Selective 
Service System, Army, and Navy and these agencies together with others 
participated ti the work of the. Essential ~Activities Committee .establfshed 

.‘by the 'War Nanpower Commission.' . . ._. 
. 

Beti;-een 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'thatthe imminence of a manpolver 
shortage was not ganerslly appreciated at this time, commitments were made 
involving a considerable number of workers who ,were not available in,the 
particular localities, thus requiring a* large 'volume of.in-migration and 
in many instances the construction of housing and other community facilities. 
At the same time, other areas wore’ignored.ti the. @location of plants even 
though community facilities and.manpower were available. This lack of 
coordination resulted in some very;serious problems in the subsequent period. 
Gnce the facilities were’:located. the subsequknt flolv of ccntracts was pretty 
well determined and the effectiveness of the use of labor market inforrra- 
.tion was to a large degree~limited. '. 

: , 
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No, ok ??miliar T$ith. our ~~$&%,@e: ~&+++.&ce 'WlU-f,ail to recognize 
that. it tvould 
ovcrttiken-by 

be' nothing shcrt' of .a, ,~~tlonal;':Oadrstrophe..~~ere ne ‘e.g.2'ti.':" 
a nctional emsrgwz;)i :$$thou$ $-i*&.~adequ~te: pl+s 'for the" 

utilization of o.ur ~~npo~'tcy,r,~sb~Ces.;'~Sn @ie 'first' place, ir,+ r:re not 
likely'to'enjoi- the luxury of fi~~~'~~c~~,ed'by'oW..all~cs--time for us 
to rock along with hit-and-miss) '.tr'ilal-and&ror methods,with,,acti+n po&t- 

.poned until we are confronted wi%h a %a$ &?$'&s'L In, the lstc,,rTar c,tthe 
'end of .t~?o' years' of. nonbelligerency,,,andt~~e years of war, we encountered 
the'most desperate 'manpo3ver probjl;&s;th$s cd.~try:,has..ever expcrieqced. 
some, but not:all,.'of thase;~~;.qbl~~'~~re"due $o.'cu~? inability 'to fully 
utilize our reSo&ces rather-t&&'tc,'the @~dequ&y of the rogources them- 
selves. In this connection, le%me simply &$ner~~e some.of the things.tha t 

we should'be doing immediately @.the inter,&~ of nation,al security. 
', _ '. (I : 

* 
li'%e. should have .d complete~,b&epri.nt, of 'the manpower requirements of 

the Armed, ForceS.in -cas,c of .war. ; ; .',‘: :I :, .., ;...,: 5 
:, *. 

,, 
.: ', : ., I, 

,2, This blueprint shoul? cm’t,?#‘,detal;l~d .i&ormation,as to'the'supplies 
end m~ttiri,el needed to maintain t~e'~Arme+J?c~cCes.~. I .a ..', ,: .,,._, :' , : I. ; 

3, It Should also ,ir@.ude an e$'t&te'.of c$vi&an:requirt!me@ts.brokcn 
; ., dowp by the different categories of fibi&@ $r6duc$s,T , ‘, 

&. Infb~~~~ti,~~'should'be.]tr~s.lctcd '~~fo'~~~po~e~,rcquir~rn~nts for the 
?iifffe&nt industrial,ac~ivit~?s., The .mil~~,u^y'.and.civilisri requirements 
should be reviewed 12s to feaslibflit~~of..~uch.progr~m8 &'light 'of our'men- ..I .:. ,, 

, power resources* ) ., :: ' 
,I . i.. 

I 5; Stick;',? 'raview may r$&l t&at ,C;he .needs. &ceod our manpo~or ccptlc.ity 
and tidjustmorits.mC~~ 9-r be made in var'$c,tis ~o~~ccts: of 'the pro.&ati td bring it 
within the range of. fe~s&iLLty. Zi"'e', f '.I', * :;: ; : 

. . . . :.'.) ; / , ;; 'I 
6; .&I-, it &ay: hc decide.d t@t such a program is. ci'>G " Lircrsibii:' only 765th the 

establishment of very strict contrcfs bh tik$xnver~;. Kthis, turns out to 
be t@ cqe, '. it is necessary to examine the feasibility .of.,such:controls. 

., .:' 
..'. . . 

7. .It is also necessary'tb cbn~ic$e~ t$e't& of~,organization 2nd 
facilities,that will be necess$ry"'to c&y 'cuttthe manpyoi' mobilization 

,:'! 'pr&@m decided upon'cs: pece,ss?~y.. ',. 
* 

.,. .,, '. 
'. .,, ..:. ',',; .,,. ., 

I.). ; :: '.' ; .: . 
Above all, we must appro& t~'~rcb~&m:~f3?om a bioad per&ct,ive along 

the lines I hzve suggested and n&become bog$e:d.do~rn in a'mpra,ss'~cf petty 
details which are so fresh in ourminds .from dealing with manpower problems 
on an emergency basis as we did inl"the."i:~~~;'~~~r3, ;.:kt the same tir;z, 13;~ 
must be equally careful not to take~:refuge“iri sweep~g'gcnor3lizations and 
preconceptions. I am impressed.by the fact that almost ev~y 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. Would you care to comment on a few 
points they should consider in forming this plan? 

XR.XcFT:TT: Of course, the one pattern, of national service legislation 
which we may examine very carefully is .the one established by the Vnited 
Kingdom. Xith due geference to.o,ur guests who are here, and by reason of 
my contacts with the man v<ho was'myopposito number during the ~;ar (now 
Cabinet Eiinister Bevin), I have a feeling wa accomplished as mu&with our 
system as Rritain~was able to accomplish with its very strict law..' 

It is always easy--or you think it is easy--to get things done simply 
because you have a law. That does not necessarily. follow. It is hard'to 
accomplish things by persuasion, But where you can have a team that will 
work together as we did have a team--well, at least during the last quarter 
of the. war-that worked together, then there are no limitations on the 
accomplishments, 

I must say in tribute to the Iabor-Management Committee of the War 
Ranpower Commission, on which was represented i&e, head of the American 
Federation of Labor, .the CIO, the three farm organizations and the two 
business organizations, that'that group during its entire sxistcnco failed 
of a unanimous vote only twice; both on comparatively minor matters. Cne 
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 
management; both were out with the Government. Tt was an impossible 'situa- 
tion, Therefore, that was reflected in the action of‘the Labor-Management 
Committee. The Labor-Management Cpmmittee at thenational level was 
reflcctad throughout all of 'the communities; 

l 
1 

The.west coast plan, where ,it'was '$&ible at ,the local operating level 
to get all interested agencies tdgethe?, &s effective, 

lYot so many years':.ago I.appearcd before/the Congress of the United 
statc?s-- that wasbefore I w&s charged with any governmental respnsibilities- 
and urge+; in no uncertain terms, that'we draft everything: manpoiAX, 
capita1 y I thought we should take-it Ql over in. time of war<, As I say, 
that conclusion was a reflection of some of my earlier enthusiasm, 

. 
I became convinced,that to:attempt'national service legislation during 

Wo+ld War 2ZJ was unwise; that .our people were not ready for it, They were 
making a demonstration th,a't a.volunt.ary system would work, I do say this: 
To be prepared for all emergencii?s.there ahouldbe ,aveilable, some place, 
2 very:.carefully',tho,ught-out draft, of.,?. natiqnal service :a.&. Even if it 
is kept as a club in the closet, ready 'to be pulled &t', it wcuid at least 
be helpful,' But certainly we should'be regdy %thi-:2uch a draft, I do not 
urge it;- I do not urge the ondctment of 'it;. but it,should be available for 
the c.5usei.s f . . j.’ ,I’,’ 

I : ., ‘: . ‘. . . .:: 
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We know the feeling of o.ur oxn people,. For what is now 29 years I 
have spoken intevery state in this Nation on the the;sis that the best "say 
to prevent war is to be adequately prepared oursolves. 1 belieTy,d h it 
at the outset; I believe in it more firmly even today. I think our people 

nrc'coming around to that point of view.. But they have to bc scared into 
it. It is not because they like it. : . 

Qt%STIONt 1JLT. McNutt, would you care to 'say-n little moro+on the 
subjcct'of IfThat measures should be taken to train civilians for VQ..T work? 

X3. McIWTT* I wculd step up7all the‘training programs WC had. Wz were 
faced ;;-ith an &~~&a1 situation. W6 were faoed with the repercussions of 
the dep&ssion, when skilled trades .had cut do-cvn their. numbers in order th<?t 
the sonior ones might have continuous em@oyment; Apprenticeship training 
had almost gon:, by the board. That situation does not exist es of today. 
All of those plans of training within industry, appranticeship traintig, 
we should pick up TI<hcrc wo left off, WU ,havo coma a long VTay in that * y/e 
should study those programs and be~proparod:to'put thorn into operation 
immediately: They were quiGe successful toward the'end. They had to be. 
They wrs the only sources of skilled vorkers.: 1 

,. . . . 
QUESTION: Would you discuss some of the problems which your Commission 

.' encountarcd in its endeavor to&cure full utilization of negro manpoTTer? 

l$R . &IcNl?TT : Don't forget I had FEPC too. 

The obvious answer ii th,i% there 'is nothing in this pxrld harder, to 
overcome 'than prejudicd, The' only way in which we were abloto do it was 
by demonstration by persuading a few of the manufacturers to take negroes. 
We wanted the employers to do what they could to get the other, workars to 
accept thorn, '. ,. : 

I h+vc fa,ced somc'prbtty tough Gudiencc's .in my life:-open forums and 
the like--but the' toughest audience I was,sver put against, nnyxhere, any 
place, was one not too many blocks away from here. The subject matter was 
the'cmglcTym&t of nogroos on *the' 'slz%btca~ lines o.f the City of Washington, 
D. C, I have bcen.called most;avery name in the category, but I was never 
before called, Tublicly, such vile names in my itie. I simply stood up 

' and took it. .- 

‘That was"a reflection of a problem Tfe havu not done vary much about in 
a hunc$ed.ye~rs. It is one tvhich;,has to be solved, You GIX hnving it in 
the Armed Forces, I notice.. . 

" '... 
But, for the most.part;'the- negrdos 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 actiomplish this purlsose if USES goes back 
to a national organization again,. That is one subject on which I have some 
very definite 'notions., I have seen it frcmboth sides of the line., 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., 

If the war manpovfer organization is set up originally, ai it might, very 
well be, under tho Secretary of Defense, then there w-ill bc; the possibility 
tc put it ultimately v&re it 'can function-best; maybe as an indepcndont 
agency, 

( iX.scusG.on,ofi the record.) 

93,. Y;3SHPE: &. Fcf‘T'itt, .'in your lecture you laid considcrablc emphasis 
on the interrelationship botw@nmaxlpower and purchase policy, economic 
stabilization, production, and other oontrols in the economy. 

XX. McMJTT: Absolutely, 

DR. YCii-IPE: You also brought out the great difficul@ you had in 
achieving the necessary coordination among the.,agencios rosponsiblc for the 
administration of these different controls, Ii2 vien of th:2t, I xc uld like 
very much to get your views as ta.the position of a man?oxer agency in the 
top warmobilization structure in another emergency. 

UR. McK'UTT.: It belongs in the top bracket. 

.TjR, YCSKPE:. Yes. 1 

Kow I :,:;culd iike to clarify myself. We have several schools of 
thought as to how this war mobilization:structure might work. There are 
thoso who feel that manpower;production, economic stabilization, and other 
controls should be administered by agencies that are,on the same level, 
coordinated by an office of national mobilization, which would exercise 
breed policy suIxx+vision and adjudicate disputes when these2 agcncics come 
into collision. 

There arz those, on the other hand, T:jho feel we ought to go back to 
the organization~~l'picturc developed by the.prcwzr jr,dustrial mobilization 
planners 3;lheEe you would establish ,a war resources sdministrztor xho rrould 
have responsibility for it& . 


