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COLONzL STAjzt$: Gentlemen, we have with us this morning under the 
auspices of <the Organization and-Administration Diirision Xr.. Ralph I). 
Hetzel. You have all been furni9hed.a copy df his biography and I see no 
reason for repeating it. Unfortunately, however, we left one thing out. 
That is, I@. Hetzel is also a member of the %unpower Advisory Group to 
the National Security Resources Board. Presently he is assigned as the 
Assistant on Labor Relations to the Secretary of Commerce. 

His subject this morning is "Organization for'Xanpol.ser.lt The reason 
for a lecture of that type at this'time is twofold: First, to present 
to you the problem of setting up and operating an organization vhslzlch vi11 
be able to expeditiously and efficiontiy implement required manpower 
controls in time of an emergency; the second yeason-probably more impor- 
tant-is to somehow set up and, integrate or coordinate these controls 
-Kthin the framework of the nation& economic mobilization plan. 

. 
Gentlemen, 13. Hetzel, _ ' ~ > 

MR. IiETZEL: Thank you, Colonel Stamm. 'I understand, gentlemen, that 
some of you have just been listening to a lecture by an export* 1 should 
like to be qualified in a field where I could be sure I :iras really an 
expert. In the manpo%r 'field everybody is an expert. 

The more you find out about the manpo?T:er experience and the more you 
try to find out, the less sure you arc; of the solutions. I 7zould like for 
that reason to talk primarily on some general principles r:hich I think 
must prevail in any consideration cf manpower organization, 

It seems pretty clear to me that when we move into a mobilization, the 
character of the emergency as it comes upon us will determine the character 
of any organization which is established, The most valuable thing that 
we can have is a thorough understanding--and I should hope a common agree- 
ment--on certain principles which would govern the form of organization 
necessary to'carry out the functions that we agree on. 

It is quite clear that in any mobilization in the near future, or any 
mobilization .that comes when employment and civilian pursuits are as high 
as they are now, manioy?e'r will be the scarcost resource almost immediately. 
That differs from the condition atthe beginning of the late war when man- 
pol7e.r did not really become scarce until V,Q had gone through extended 
periods of meeting and coping, first, T;&th.shortage of facilities and, 
second, sith shartages of materials, FGr these reasons, manpoi?er becomes 
much more the control-stick of the whole economy in planning any future 
mobilization. 
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was, TQS issued by the Var Production Board, requiring that consideration 
of the tightnes s of the labor market areas be made ono of the: prim do- 
terminants in placing procurement. This time Directive No. 2, or the 
substance of it, is probably near the first in -E-LO order of business. 

Because of the discrepancies that occurred--and they ~orc glaring 
enough--between manpower, production, and procurement last time, the 
assumption has been made that the answer next time lies in a single-line 
control over the management of production and manpwer. Such is the or- 
ganization cxpcrtls 
areas of authority. 

answer when-policy differences arise out of differing 

I, too, used to think that was the answr, and there TX~G occnslons 
during the late war when I stror@y advocated it. I hvo very p3.v:: 
doubts nc:;. In the first place, . thp limitations of the tluny n bn j-qr in 1 . " Au 
administration are soon reached in n war administration, .You can't 
expect one administrator to cover more than just so much of nn area, 
Sooner or later the accumulation of problems in the area of cornprehenSion 
becomes too great for any ordinary human being to deal :-rith. 

But more &aportant, I think, is the fact that manpwler is essentially 
an area problem. It is based in the area of manpowr supply. Production 
and procurement are industry and commodit;r problc::ls T:^iich nre dw.lt A.th 
as industries and as commodities. The basic elcmont in the steel industry 
is a group of plants centered in a half dozen cities in the Unit::d States; 
and :;rhen you .dcsl vritl- I steel, its distribution and its production, you 
deal Tfith those plants, The manning of those plants, hwevcr, comes out of 
a manpower pool in Pittsburgh, one in Cleveland, one in Chicago, one in 
Birmingham. Each pool has to b2 divided among facilities in that community. 
Whoever manages the manpovrer for the steel facilities has to consider at 
the sxcc time the relationship of the handling of that pool of monpu:rer 
for other things that are going on in Pittsburgh, Cleveland, and Chicago. 

And so the head of the Steel Division in the Office of Tar Production, 
or yrhatever it is called is not in a position ,to say ;,+at shnll be dent: 
about the procure ment and management of manpower for Carnegie-Illinois 
steel plants at Pittsburgh. And at tine same time the wnager of the r-tin- 
potrer pool in the city of Pittsburgh is- not in a position to dictate what 
shall be the circumstance of the steel industry's prcduction, nor decide 
whether or not the plant in his community, for production reasons, should 
have more or less manpower. 

I don't mean, by emphasizing this distinction, to minimize the wry 
urgent necessity for the closest relationship b&cJeen the Tao operations. 
But I think it makes clear the grave difficulty of administering maspo7wr9 
production and procurement under a single common line of authority. 
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. . you xhat kind of organization I need to. cttrry.it out.*' There is scricus 
danger that organizational planning,will be sterile bless it is based 

.' on the ability to tell those who:are to become responsible, y&at kind cf 
job they have to do and then demonstrate 'that the fern of organization 
which you propose iS an'effective way of doing that jc;b. 

There arc abdut seven,.simplystated but much less simply qerated, 
'areas of business in manpower mobilization: , 

First, keep people vrherethey.are needed. I think there is great 
danger, particularly.if we plunge into an intense mcbilization immediately, 
that serious economic losses will occur because people mill around, looking 
for a place in tho mobilization. Sharp changes in prcduction take place 
right away in a. mobilixation'period, There are large dislcdations in 
particuur plants; some of them will shut dwm for a while; a l;)t ef then 
will change their product; production will be moved around; nw plants 
will be moved into areas and old ones closed down. Gur last experience 
she-:rs that there is a tendency for people to start rushing around izxcdi- 
ately to f::ld some pl%ce to light. If you-can hold'peoplc still for a 
while, it is a very important thing to do: 

Sccoqd, move people where they are needed. This means to move thorn' 
cnly where they are needed, with a full understanding in planning pro- 
duction of the, manpower consequences vhen a plant is built in the desert. 

. 
.Third, divide the men between the Armed Forces and civilian life. 

Fourth, recall for work people r&o are not 'nox norking or not nciw 
considered in the labor force, 

Fifth, use'ithe most valusble skills and establish the maximum utili- 
aation ofVths people you~have got. 

Sixth, get :Irorkers to produce the most 
produ&tivity. 

And last, but not the least 3mporta'nt, 48 to get prodWticn placed in 

iheg can, to increase their 

'relation to the supply of labdr. That, too, is a.manpowcr responsibility. 

I would like to talk r'or just a minuti about what might be the likely 
magnitude oI +'the job vith which you xould,be faced in a wrOime manpower 
organization, % now h&vs bctieen 58 and 60 million paople xorking at 
some folm bp employment, and'our so-oalled availabl.& labor force rnngcs 
beixecn 60 and 62 million; When we move into a yar econoiny-a changing; 

,pattern of'the use of the labor force'i,s created. In additibn the labor 
pace itsel'f may grow to.a total af.68, 70 or 72 million. If the crisis 
is serious enough there WC plenty no-k now working T&O can do some kind . 
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If manpovrer becomes the shortest,itom, then does the &n.npower au- 
.th&ity make the decisions about transportation,' and production, and 
prqcuremtint? I dcn't think it can. The main elements of functional 
organization must be kept separate, in goverrmxnt. Ther.: Cl1 have: to 
be production authorities, procurement au%horities, pnd transportation 
authorities who have the main rxponsibility for their pzrt of the jc,b. 

The only way efficient operations can,go ahead in those circumstan- 
: ces is by thorough coordination. 'I do not see how it can be avoided. 

No one element can dominate, nor'can the dec,ision about any one element 
be made wi<hout consideration of the problems of the, other.perts. 

Manporzr,itself c&n never be really allocated, It is quite i'a s;,r 
to say that so many pounds of tiohper or so many tons of steel shall go 
to a particular point at a particular time. There is a roasonabie ex- 
pectation that it will do so. It is a great dzalmorc difficult, in 
fact quite impossible, to order so many man-hours. of labor to a par- 

,ticu$r point and expe& somebody to be able to deliver the man-hours 
.in the s?am+: sense that .the copper can,be d&varcd.. In manpower ad- 
ministration , government must depond very heavily on directing the floW 
of Lmanppwer'to particuiar uses, &s&d on substantial and constant turn- 
"over which can be directed to most urgent netids. 

. . . 
Xhen I took beginners* economics, we were showed a chart of desires, 

which pictured the ticonomic man and a scale of the various Sxds he 
: wonted fulfilled. As his peak wants were satisfied in turn, a new dc- 

sire box-me $he peak one and then thc.t had to bc the first to be satis- 
fie . .d . 

The concept of that sort o,f chart is useful in some of the earlier 
stagtis of administering manpower, 'It points out that there r;,Lli be a 
constant flow of manpower wnich can be directed in turn to those uses 
which appear to be most urgent at the particular time there are some 
manpo&r, rjsources to spend,. 

I , 
Yhen the& is such‘s condition, it is clear th?t wage payments and 

working conditions aro'of very serious moment. We kidded ourse:lves 
during th&,late war--or at lecsi we tried%? kid the public--that the 
adjustment o f wages should have nothing $o'do with the administration 
of manpo\fJt;-r, that it related wholly to'thc stabilization of the economy. 
it was not so at all. 

Of course, much of the manning of war plants was accomplished be- 
cause the places whc!re manpower was needed most were those places which 
were able to raise ivages before: wage stabilization cr which hcd no fixed 
pattern of part practice which held them down.. Therefore, in shipy>r&, 
airplane plants, and other facilities of that sort conditions of work 
and werges were established which cnablcd them to recruit people by of- 
fering them better wagtis and better working conditions. . . 



It is obvious, too, that the sound management of xnpowcr rcsourccs 
require that unrestricted voluntary enlistment be stopped an? unrestri&.od 
calling of rcscrves to active duty be ondod. I think it is pcrfoctly ~,!s- 
sible y!hcn calling reserves to provide a screening c~omparab3.o to t!ic 
screening to be given before inducting'mon under Selcc-tivc Scrvico. "uut 
it is too groat a risk, it seems to me, for the military to un?crtakL to 
call reserves just because they arc rescwcs, without giving the most 
careful thought to the impact on the economy. 

One other aspect I want to mqntion in this conncctix~, and thni; is 
physical standards for induction. f 30 not sot how the military can hopr.? 
to draw the physical cream of the national manpower at the vcxy outs& and 
still maintain a civilian economy which ~?~ll give the N&litary Establish- 
ment the support it needs. The Armed Forces must be pro;Tared to divide 
the manpower wit'n industry in a way which will assure effo~tivc nu?>ort 
of the Klitary Establishment t~s well as-the maximum efficiency of the 
direct military functions.' Tha5 means using in military xn-combat jobs 
women and men not .qualified for combat. It means char&Q; the approach 
to military physhon'l standards and it means starting out, if possihlc, 
with physical standards t&t stick all the way through. 

It is quite obvious that the further in the futu& rre g:o, the: zorc' 
the ratio of military effcctivenoss omphnsizes materials instead of mndn. 
As that occursf the Military Establishment must face up to a division in 
manpower th.at reflects that emphasis. It is particularly true in regard 
to scieitific and technical personnel, It is pretty oh-pious that the 
overwhelmin$y,large number of scientific and technical Tcrsonr_el are 
going to achieve their maximum effqctivonoss outside the Armed Forces and 
that keeping thorn whore they are nocdcd is going to bc 3nc 3E the: ,ri.:x"' 
responsibilities of a manpoxcr agency in any future m~bilizntipn. one 
of toda3r's big problems is the lack of such person&l &sin& out of 0'xl.I‘ 
loss during t1hc late war of a very largcLvolumo of a&xl or Dotcntial 
scientific ad tcchnisal persolmol. 'Ye can% afford to 20 -t&t agnins 

I ham just two more items to discuss with you; First, is the 
question of whnther or not national service is needed. 'I cex%hxcstly 

' toll you that I know wh& national service means. It certainly :xans 
diffcrcnt things to different people. There vas during the laio war n;:> 
common agreement u?on the form of appropriate nation?.1 scrticc lava. 
Na.tiow.1 scxxico~probnbly means legal sanctions 2f some sort to cr,fcrco 
whatcvcr sys-tom of manpower mane.gcmcnt is decided upon. Embraced in th~et 
definition is the proposition that if we move' slowly into a r.~zbilization 
the systcn of manngemcnt of manpower can,& set up gnd o;?cratod in the 
early stages without the sanction of 1~. ,. 



same time exercising the govcrzzcn't*s ,rcsponsibility fcr makin; the' 
decision on the events, It takes a high dc~rcs of 'diplo:?ccy to carry 
that off effectively. 

Tiiosz arc a31 the. points I wnt to make this morning-. I hpc i.2 
dcalin;; -;rith general prinryiplcs that I Cid not dc_nrivc you of a detail&. 
discussion of organization -&ich would have bccn~valuabl~ t:> y!;u, 7herc 
is, I% sure, in the litcraturc that you d.11 hc readin:; and :~mon: tke 
experts on your own staff a vo1u.m of 
anything I can give yoti.. 

sqccific inf3r3aticn :;:orc azlu:~Fle than 

QUESTIOM: This ywstion @bably has sovcral parts. In our rccoz?t 
visits in talking Cth industry, iC ccux out t::st labor had rest:-ictc;?, its 
o~rn productivity by nrbitrrrry limitations on the ntwibor of pic:ccs that a 
particular machine too 1 opc'rat,or mig;ht produce. They osti&toC tk cxtczt 
cf this limitation in'somc cases t6 be as high as 50 percent lcf the man's 
capacity to produce, The question is, in the aotivitics of the -<Jar man- 
power boards and allied o~gmizntions Wring the mar, was this qu;stinn 
seriously considcrcd, and, if so, what were the means that :wrc discassod 

.as to how to prevent this limiting of ;?ro<uctivity? 

XX. IBTZEL: I think it is fair to say that it ::& cxtensivoly d5sw 
cussed * One of the very early com~lnints dlich cnncs t.2 the r?::.npx~r 
authorities -:Jas the complaint that there YKX~ ::rithh:)ldin; :f me,ximum+ 
effort on the ~7nr-t of labor, oithor by indivj.dual iiccisi2n or r:ith th2 
encouragement of labor organizations, 

Thl= solution 7i:hich was gonerally agoed upon was that :rou ~suld elicit 
mwimum production only by convincin:: the lcadcrshi? of lab 0 1' :%d-1 the 
workers themsolves of tho urcect necessity of that. I think that it is 
fair to sa;~ that the organized labor pe3plo never ag-cc tp.nt +&LL' r"cCr; ction .,""I.& 
is as great 3s mana~oAment says it is. I have never seen ,2. situation ~!2crc 
it was possible to Sot quite an unbiased analysis sf the ~xte:~lt and dcg-cc 

f Yithhcld.inl;, but the record in plant after 'plant Turin:; the war 
&at the increase of ldmr~prodtictivity clicitod by @32iw; the 

'xl s 

cooperation of pco;2le in the plant YCLS quite.remar?cablc. 
vclunt nrg 

I -:ould like to make one other point on this: After all, :t.? a ~-cry 
large dcgrec, the successful eliciting of labor pro2ucti:~n is a :nana~zmcnt 
responsibility and it vroulL! bc a mi+~ako on both Jab-r's part cnfl YXXXL~C- 
nerzt 1s part to assume it rests alone: +ith o&,ganizcd labt~r. 1-t; Fs T!WLa,<C- 
merit's responsibility to see that the :=,rodustion in the pl2.t 1s 8:' or- 
ganized tlzt working poop1 c cQm’p~*oducc at their maximum. Xm,y ,? f the 
restrictions have zri.scn fro?i a bclizf of'thc mm in the ;olat that if 
they wzrk too .fast they will &t laid off, and~wh::n they arc lai:! eff,. 
they don‘t get >aid. , / 
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The Var Manpower Commission said, "Oh, wait a minut;e.* All you do is 
determine the urgency qf production; The question of.Irslether or not that 
urgency .requires-more-men to be referred to &particular pl&t is a 
deoision that has to be' examined.& the basis of & undc&anding of the 
handling. of manpower 'in tlie plant,‘. If ,C,h,e plant. is not' utilizing t::osc 
people, if the pislit is. not accepting referrals on a reasonable basis,,thcn 
your urgency. has to be set wide an< the,manpower pri'ority is l.o'~wr,than 
perhaps the production urgenoy would indicate," In Ahe only day we could figure 
out at that time to solve the,issuc alas to have t%ro tiomtnittecs. I% found 
in actual operation they*operat&d'.as one and .oftcn didn't .cven boti;zr to 
change chairmen. , -. d 

QUESTI& One of the first decisions to be made in determining the 
size of tho Armed Forces, it seems to me; would be dopendont upon how 
much opuipmcnt could be purchased, which* in turn, is dcpcnB6n-t upon how 
much manpower-is available ? 'Can you tell me'how you can come up ~5th a 

final figuro, except through trial'and error* to say ~7ha.t the qs::-cr is 
going to be? '. 

ML, HET?23L: Vo have been '&bating that for some time. 'Thcrs are 
some people who don't agree ;Cth mc, 
think that It is possible to &art 

That. is :vhat makes the. debate. I 
talking, at this stngc of your manp6~cr 

mobilization planning,, about likcljr and fcasiblc divisions of manpo~~:cP,. -* ;. 

based uion, if you liko, economic models,- 'as the ccono~~lists call. them, 
or theoretical plans. This takes into acco~-when you,tal.k abou'; hi- 
much manpower you want in thc.;Armed Z'orccs--.a corollary calculation as.tb 
how much manpowr you nced'on the production side +o suppbrt that. 

So you will build up a scrias of,.c$lculations T:;hich say that if you 
arc going to take 10 million men into the Armed .Forccs, you fill need this 
amofint of productibri to support them. .JP you arc going ta t.akc 15,nillion 
men, you arc going to nccd anothei-. level of productioti to support thorn. 

As you-go'into those calculg.tions, .you raise 2 3:holo sorics of questions; 
L'hat arc you go&ng to produoe? What kind of equipment? 
are -you going to fight in tCiTlS 6f*equipmcnt? 

Xhat X.nd of w,r 
And so on. .so tila$ the . : 

process becomes, i'f WC have time, a process of intcrchancz, based on 
these quantitative deductions, a,process of intcrqhnngc and agrcc?2cnt : 
until you reach 'the point where you'oan pretty generally a&c as to ~&t 

. . I,g+ P ,foa%ibld' level- ofmi$5,?%,$,manpov{oy~ to support. under ths' assu?qMons ,I*' 
which you also agree on. 1 don't WC any oZnor iw.y ef doing it oxccpt 
by that kind of process, 

QUXSTION: 'The; p&nt;oxdoutivc of a cc&t&n organization WC visited 
spoke of nnincident'that. happbneq in thc,,past war 'chat Frcscnts c+itc a 
problem. The Govcrnmw$q 'built n plant to produco“a product th,zt .is nado 
in pcacctimc under highly com@ctitive conditions'and,on an inccntivi: basic--. 
The wage established in-'this govcrnmcnt-,buKLt plant V:as a flat rate ' 

,I , ;. . 
. . 
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. 
Iamc stkong bclicvor in the proposition that the regular agencies 

of Government, T&ere thby are suitable and whcro they have a comparable 
civilian responsibility, ought to be thB places where our nucleus of 
industrial mobilization planning is put, under the gcncral direction of 
the Bational Sccuritics Resources Board. If that principle were applied 
in reply to your question, then I would say that the Dcpartmcnt of Labor 
ought to bc told now that it should be making plans for the mobilization 
of manpo~rcrand sh.ould be equipping itself so far as it and the Board 
thought necessary for mceting'a future cmergcncy." 

1 would add only this, that it might then bc dccidcd :rrhcn wo got into 
a war cmergcncy that you wanted to establish an Office of ?ar &npo::Icr 
outside oftho Labor Dcpartmont and to dra-+r from the Department tho staff 
that had already bocn wurking on mobilization. That is a decision which 
can be made irhcn it has ,td be made, 

C$JESTION: My question h&to do vrith the problem of the exemption 
of scientists and cnginocrs. Almost any kind of large organization srhich 
USGS mechanical cquipnont or any sort of technical cquipmtint has its 
complcmcnt of scientists and engineers of various degrees, ranging from 
technicians up to really compctcnt Ph.D. ts and still you and several other 
speskors havo emphasized this exemption of soiontists from the Armod Forces. 

. Ye are actually one of the largest. users of technical'equipment. In the 
. late war, while we might have misusad some of our men, there wore many 

areas whore vro degraded our opdrations due to a lack of adequate technical 
porsonncl, 

I rrondcr if, in making thcsc,recommendations, you have made any serious 
qualitative study of the requirements of the Armed Forces in a future scar? 

MR.. HETZEL: I would like te try something out on you* One of the 
things wc have always debated in dealing I;&th the Selective Service is the 
extent to which it' should be used for,making cjlls for technical personnel 
or particular occupations. That is bas& on'the judgment of those rcspon- 
sible for the m.anpower in the Armed ~~Pccs that they ought to get their 
share and quota ef men in these skills, based on elaborate calculations 
which .thoy have made-and they tire darn good--of the relationship botwcen 
civilian jobs and military jobs. 

I havo looked at some of that material and I wondered ::zhethcr- or not - 
. in tho end tho needs of thefArmed Forces in a lot of the cases-not in all, 

I vrouldnlt think of saying all-would be met moro cffcctivcly by not taking 
people tirho have a related occupational cxporicncc but by tr$ning new men 
directly to th c military'necd. _I 

I think that is related, for example, to'thc problem WC ran into on 
the industrial side during the war. That is, we used to szeat blood about 
skilled lens grinders bcoausc we didn't have anywhere near enough on our 
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The second problem is how do you meet their how rcs~cnsibilitics. 
In a go6d many plnccs.sonc quite rcmark3;blc undcrtnkin~s xrcrc found 6urin.F 
the m.rt I!rherc nurscry sohools wcrc sbt up and provisions mdc for gw~~lz2 
to cc)rx into the wbrkcrs hones to take care of the kids and help keen 
the house in shape,; A lot of those thinGs mrc organizc2.' 

My ovz feeling is that to a wry large d6grcc thosc arc nxttcrs v:hich 
arc solved cost cffcctivcly in the community, because pi;o?lc in the cx- 
unity ~&XV the problems, zf their OWI. wives and other pm?lcls and hc-.:r 
they can best be solved. 

. 

COLONEL STAM&I: Mr, Hctzcl, on behalf' of the Comandant,.'I mxt t:, 
thank you vory mch for CL very fine lecture,' 
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