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COLONZL STAlii:s Gentlemen, we have with us this morning under the
auspices of the Organization and Administration Division iir.. Ralph D,
Hetzel., TYou have all been furnished-a copy of his biography and I see no
reason for repeating it. Unfortunately, howsver, we left one thing out,
That is, Mr, Hetzel is also a member of the Manpower 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 Manpower." 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 which will
be able to expeditiously and effi01antxy implement required manpower
controls in time of an emergency; the second reason--probably more impor-
“tant——is to somehow set up and integrate or coordinate these controls
within the framework of the natlonal economlc ﬂoblllza tion plane

Gentlemen, lr. Hetzel, - ST ' ‘

MR, HETZEL: Thank you, Colonel Stamm. I understand, gentlemen, that
some of you have just been listening to a lecture by an expcrte I should
like to be qualified in a field where I could be sure I was really an
experte In the manpower Tield everybody is an expert,

The more you find out about the manpower expericnce and the more you
-try to find oub, the less sure you arc of the solutions. I would like for
that reason to talk primarily on some general principles vhich I think
must prevail in any con31derat10n of manpower organization,

It seems pretiy 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 agrec-
ment--on certain principles which would govern the form of orgunwzatlon
neccssary to carry out the functions that we agree en.

It is qulte clear that in any moblllzatlon in the near future, or any
mobilization that comes when employment and c1v111an pursuits are as high
as they arc now, manpower will be the scarcest rcsource almost immediatcly.
That diffcrs from the condition at :the beginning of the late war when man-
power did not really become scarce until we had gonc through extended
periods of meeting and coping, first, with shortage of facilities and,
sceond, with shortages of materlals. For these rcasons, manpover becomes
much more the controlustlck of the whole economy in plgnnlnv any future
mobilization. ‘
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was, was issued by the War Production Board, requiring that consideration
of the tightness of the labor market areas be made one of the prime de-
terminants in placing procurement. This time Directive Nos, 2, or the
substance of it, is probably necar the first in the order cf businesse

Bezcause of the discrepancies that oceurred--and they were glaring

- enough=--betwecn manpower, production, and procurement last time, the
assunption has been made that the answer next time lics in a single-linc
control over the management of production and manpowere Such is the ore
ganization cexpert's answer when policy differenccs arisc out of differing
areas of authority, ' S

I, too, used to think that was the answer, and therc wer: occasion
during the late war when I strongly advocated it. I have very grave
doubts ncw, In the first place, the limitations of the human being in
administration are soon reached in a war administration., You can't
expset one administrator to cover morce than just so much of an area,
Sooner or later the accumulation of problems in the arca of comprehension

becomes too great for any ordinary human being to deal with,

But more important, I think, is the fact that manpower is essentially
an area problem, It is based in the area of menpower supply. Production
and procurcment are industry and commodity problens which are dealt with
as industrics and as commedities. The basic element in the steel industry
is a group of plants centered in a half dozen citics in the United States,
and when you deal with steel, its distribution and its production, you
deal with those plants., The manning of those plants, however, comes out of
a manpower pool in Pittsburgh, one in Cleveland, cne in Chicago, one in
Birmingham. Each pool has to bz divided among facilities in that community.
Whoever manages the manpower for the steel facilities has to consider at
the samc time the rclationship of the handling of that pocl of manpower
for other things that are geing on in Pittsburgh, Cleveland, and Chicago.

And so the head of the Steel Division in the Office of War Production,
or whatever it is called is not in a position to - say what shall be donc
about the procurement and management of manpower for Carncgie-Illincis
steel plants at Pittsburghe.  And at the same time the monager of the ron-
power pool in the clty of Pittsburgh is not in a position to dictate what
shall be the circumstance of the stecl industry's preduction, nor decide
whether or not the plant in his community, for production recasons, should
have more or less manpower. '

I don't mean, by emphasizing this distinetion, to minimize the very
urgent necessity for the closest relationship between the two operations,
But I think it makes clear the grave difficulty of administering manpower,
production and procurcrment under & single common line of authority.
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you what kind of organization I need to. carry it out." There is serious
danger that organizational planning will be sterile unless it is based
~on the ability to tell those who'are to become ruspon51blc, what kind of
job they have to do and ‘then demonstrate that the form of organizaticn
which you prODObO is an effectlve way of d01ng that jobe

There are about seven, simply’ stated but much less simply ‘ocratod,
arcas of business in manpower mobilizations _

, First, keep people where they are needed, I think there is great
danger, particularly -if we plunge into an intense meobilization irmediately,
that serious econcmic losses will occur because people mill around, locking
for a place in the mobilizations Sharp changes in production take place
right away in a mobilisz atlon periode There are large dislocations in
particuldr plants; scme of them will shut down for a whilej a lot of then
will change their productj production will be moved around° new plants
will be moved into areas and old ones closed down, Our last experience
shows that there is a tendency for people to start rushing around irmedi-
ately to fiad some place to lighte If you can hold people still for a
while, it is a very 1nportant thing to d0s

Second, move people where they are needed. This means to move them
cnly where they are needed, with a full understanding in planning pro-
duction of the: manpower consequences when a plant is built in the desert,

.Third, divide the nmen between the Armed Forces and civilian lifc,

Fourth, recall for work people who are not nor working or not now
considered in the labor force.

Fifth, use\the mnost valumble skills and establLsh the maximm utili-
zation of the people you -have got.

Slxth get workers to produce the most thev can, to increase their
product1v1ty. S :

Angd last, but not the least important, is to get prodﬁation placed in
'rélation to the supply of labore That, too, is a.manpower responsibility.

I would like to talk for just a minute about what might be the likely

magnitude of“the job with which you would be faced in a wartime manpower
- organization. We now have between 58 and .60 million pcople working at
some form of cmployment, and our so=called available labor force ranges
between 60 and 62 million, When we move into a war economy, a changing

. pattern of the use of the labor forece’is created. In addition the labor
pace itself may grow to a total of 68, 70 or 72 million. If the crisis
is serious cnough therc arc plenty not now working who can do some kind



If manpower becomes the shortest item, then does the nanpower au-
»tnorlty make the decisions about tr“nsoortatlon, and Droauctlon, and
procurement? I den't think it co The main clements of functicnal
organization must be kept separa te in government, Therc will have to
be production authoritics, procur@mgnt uuthorltlcs, #nd transportation
authoritics who have the mein rVSpon31blllty for their pzrt of the job.

The only way eff1c1ent opezatlons can go ahead in those circumstan-
ces is by thorough coordination., I do not seé how it can be avoided,
No one elemecnt can dom;natn, nor ‘can the decision about any one clement
be made w1§nout consideration of the problems of the¢ other-perts,

Manpower itself can never be really alloceted, It is quitc easy
to say that So many pounds of copper or so many tons of steel shall go
to a particular point at a particular time, There is a rcasonsble ox-
pectation that it will do so, It is a great deal more difficult, in
fact quite impossiblc, to order so mony man-hours of labor to a par-
‘ticular point and expect somebody to be able to deliver the man-hours
in the sam: sense that the copper can be delivered,  In ménpower od-
ministrauiop, government must depcnd very heavily on directing the flow
~of manpower to particular uscs, bascd on substential and constoent turn-

- over which can be dirccted to most urgent needs.

When I took beginners! economics, we werc showed a chart of desircs,
which picturcd the economic men and a schle of the various ficeds he
- wanted fulfilled., As his peak wants were satisfied in turn, a new de-
sirc became the peak one ond then that had to be the first to be satis-
fied, '

The concept of that sort of chart is useful in some of the earlier
stages of administering monpower, It points out that there will be a
constant flow of manpower which can be directed in turn to those uses
which appear to be most urgent 2t the partlcular time there are some
manpower r2sources to spend, :

then therd is such" condition, it is clear thot wege payments and
‘working conditions are'of very serious moment. Ve kidded ourselives
during the late war--or af lecst we trled‘to kid the public--that the
adjustment of woges should have nothing to do with the administration
of manpower, thzt it related wholly tothe stabilization of the economy.
It was not so at all.

Cf course, much of the¢ menning of war plants was accomplished be-
cause the plgces where manpower was needed most were those places which
were able to raise wages before wage stabilizotion cr which hed no fixed
pattern of part practice which held them down., Therefore, in snlpvﬂrds,
airplane plants, and other ficilities of that sort conditions of - work
and wages were established which enabled them to recruit people bv of -
fering them better wagss and better worklng condltlons.



_ It Ss , that the sound munaﬁement of manppowcr resources
.require that unrestrl ted voluntary onllstmont be stonncﬂ and unrcstri ct:l
calling of rcserves to active duty be ondeds I think it is perfoebly no
siblec when calling rescrves to provide o sereening comparable to the
screcening to be given before inducting mer under Sceleetive Scrvice, Dub
it is too greab a risk, it seems to mec, for the military to undortalc to

call roscrves just because they arc rescerves, without giving the nosh
carcful thought to the impact on the economy,

s obviou
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Onc other aspcet I want to mqntion in this councection, and that is
physical stondards for inductions I do not soc how the military can hope
to draw the physical crcam of the national manpower at the very outsct and
still maintain a civilian cconomy which will givo the Military Establishe
ment the support i1t ncedse The Armed Forces must be propared to divide
the monpower with industry in o way which will assurc effective support
of the Militory Establishment as well as the maximum efficicncy of the
direct military functionss That means using in military non=corbat jobs
woren and men not quoalified for combate It means changing the approach
to military physicol standards and it mcans starbing out, if possible,
with physical standards that stick all the way through.

It is quite obvious that the further in the futurc we o, the more
the ratio of military effoctlvenoss emphasizes matorials instead of men.
As that occurs, tho Military Estoblishment must face up to o d¢ivision in
monpower that roflects that emphasis, It is partlcularly true in rogard
to scientific and bechnical persommel, It is pretty obvicus that the
overwhelmingly.large numbcr of scicnbific and technieal personnel are
going to achieve their maximum cffectivencss outside the Armed Forces and
that keeping them where they are nceded is going to be onc of the orime’
responsibilitics of a manpower ageney in any futurc mobilizatione One
of today's big problems is the lack of such porsonncl arising ous of our
loss during the late war of a very large.volume of actual or pobonbial
sciontific and technieal personnele Ye can't afford to do that againe

I have just Two more items to discuss with you. Firgu, is the
question of whother or not nationel service is needed. T canty honestly
' toll you that I know what national service mcanse It certa inly means
different things to different pcoples There was during the late war no
common agrecment upon the fornt of appropriate national service 1xu.
Notional scrvice: probably means legal sanctions of some sort 4o cnferce
whatever system of manpower managemont is decided upons Embraced in tqat
definition is the proposition that if we move slowly into a nobil ’
the systom of monagement of manpower can -be sct up uﬂd operated in the
arly stagos without ‘the sanction of laws
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full and ¢a1r consid cratlon has been given to their julgnent and at t
sonc time excercising the governmontts reswon31bllity for makin;
B

decision on the cvents, It takes a hirh degroe of Jlﬁlom sy b
that off coffecetively.
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Thosc arc all the points I want to make this morning, I hope in
dealing vith general prineiples that I did not deprive vou of a deotailed
discussion of organization which would nmvc been valuable to you, - Therc
is, I surc, in the literaturc that you vill be reading anJ anmens thoe
cxperts on your own staff a volumc of speeific information rorc valuable
anything I can give yola. ‘ ’

QUESTION: This quostion prabably has soveral parts.  In our recont
visits in balking with in uqtry, it came oub that labor had restrictel its
ovm productivity by arbitrary linitations on the numbor of ploces that o
particular machine Gool operator micht producce Thoy cstimated the oxtont
cof this limitation in somc cases t6 be as high as 50 pcreent uf‘thu nants
capacity to produce, The question is, in the activitics of the war mane-
power boerds and 21licd organizations during the war, was this gquestion
scriously considered, and, if so, what were the mcans thab wore discusscd
-as to how to prevent this limiting of productivity?

MR, HETZEL: I think it is foir to say that it wos extonsively dise
cusscd. Onc of the very oarly complaints which came to the numpower
authorities was the complaint that there was withholdinsg of meximum
ceffort on tho part of 11bor, eitheor by individual decision or with tho
encouragement of labor organizabtionse

The solubion which was gonorally agreed upon was that von nould clicit
maximum produetion only by convincine tno leadership of labor and the

workers themsclves of the urgent necessity of that, I think thot it is

e

fair to say thot the organized labor people never agree thot the rostriction

is as great as maragement says it ise have never scen o situntion whore
it was possible to geot quite an unbiasced cnalysis of the oxtent an” derree
of withhelding, but the record in plant after plant dur rinz the war was
that the increase of labor productivity clicited by getting the velunbary
cooperation of pcople in the plwnt was quite remarkable,

I would like to make one other point on this: After 2ll, - t> a very
large dogrec, the successful eliciting of labor production is a manazoment
rosponsibility and it would be a misbtake on both lab.ur's nart ond managee-
ment's part to assume it rests alonc with organized labor, It is managce
ment's rcsvouulbility to sec that the production in the plant is &2 ore-
ganlzed thoat working people, can nroducc at their maximume. Hany of +ho
rostrictions have arisen from a bollcf of the men in the plant that if
they work too fast they will rot laid off, and-when they are 1laild off,
thoy donf't get paid, . [
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The War Manpower Commission said, "Oh, wait a minute, All you do is
determine the urgency of production. The question of whether or not that
urgency requires-more men to be referred to aapartlculal plant is a
decision that has to be examined 6n the basis of an understanding of the
handling of manpower in the plants - If the plant is not utilizing those
people, if the plart is not accepting referrals on a reasonable basis,, then
your urgency has to be set aside and the manpower pf10r1+y is lower.than
perhaps the produc+1on urgency would indicate.” The only way we could figurc
out ‘at that time ‘o solve the issue was to have two cormittecse Wo found
in actual operation they operated as . one and often didn't even bother to
change ohalrmen. . ,

QUESTION: Onc of thé first dccisions to be made in determining the
size of the Armed Forces, it secm$ to me, would be dependsnt upon how
much eguipment could be purchased, whloh in turn, is depcndent upon how
much manpower is available? Cdn you tell me how you can comc up with a
final figure, cxccpt through trial and error, to say what the answer is
going to be?

MR. HETZEL: We have bhoen dvbatlng‘that for some time. There arc.
somc people who don't agree with mes That is what makes the dcbate, I
think that it is possiblc to start talking, at this stage of your manpower
mobilization planning, about likely ond foasible divisions of manpowct,
based upon, if you like, cconomic modcls,.'as the cconomists eall thom, -
or thecoretical planse This takes into accoutte=whon you talk abou’s how -
much manpower you want in the Armed Forcoses=a: corollary caleulation as to .
how much manpower you need on the production side to support that.

So you will build up o scrics of. ealeulations which say that if you
are going to take 10 million mon into the Armed Foreces, vou will necd thi
amotint of production to support thom. -If you arc going to take 15.mi1110n
men, you arc going to nced anothef lewel of production to support them.

As you go'into theose calculation s, .you raise o wholc serics of qucstions:
Yhat arc you going to produce? What kind of equipment? ¥hot kind of wa
arc you going to fight in terms of cquipment? And so one “So that the - .
proccss bccomes, if we have time, 2 process of interchongc, based on

these guantitative deductions, a process of interchange and agreoment
uitil you reach the point where you can protty gbnprxllv agree os to what
--1p. a foagiblc lcvel of milliazy manpovwer’ to suppert. undor tho asguiptions ™
which vou also agréc one I don't scc any otacr woy of doing it oxcept

by that kind of proccss. -

QUESTION: "The plant cxcoutlvc of a ocrtmln orgohization we visited
spoke of an- incident that happéned in thc past war that prescnts quite a
problem. The Government bullt a plant to producc a product that is mado

in pcacctime under highly competitive conditions and on an incentive basis.
The wage established in'this government-built plant v'-as a flat raote
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I am a stPong belicver in the proposition that the regular agencics
of Government, where théy are suitable and where they have o comparable
civilian responsibility, ought to be thé places where our nuclcus of
industrial mobilization planning is put; under the general dircction of
the National Sccurities Résources Board. . If that principlc wore applicd
in reply ‘o your question, theon I would say that the Department of Labor
ought to be told now that it should be making plars for the mobilization
of manpower and should be equipping itsclf so far as it and tho Board
thought ncecessary for moeting a futurc cmergencys’

I would add only this, that it might then be decided when we got into
o war cmergency that you wanted to cstablish an Office of Var Manpower
cutside of the Labor Department and to draw from the Department the staff
that had alrcady been working on mobilization. That is a decision which
can bc made when it has to be made,

QUESTION: My question has to do with the problem of the cxemption
of scicntists and cngincers. Almost any kind of large crganization which
uscs mechanical cquipmont or any sort of technical cquipmént has its
compleoment of scicntists and cngincers of various degrees, ronging from
technicians up to really competent PheDe's and still you and scveral other
spcalkers havo cmphasizoed this oxomption of scientists from the Armed Forces,
e are aétually onc of the largest users of technical equipments - In the
late war, while we might have misused some of our men, there werc many
arcas where wo degraded our operations duc to a lack of wdoquato technical
personncl, .

I wonder if, in moking these recormendations, you have made ony serious
gualitative study of the requircments of the Armed Forcos in a future war?

MR- HFTZEL' I would like to try something out on you. Onc of the
things we have always debated in dealing with thb Selective Service is the
cxtent to which it should bc used for making calls for technical personncl
or particular occupations, That is based on the judgment of thosc respon-
sible for the monpower in the Armed Faerces that they ought to get their
sharc ond quota of men in thosc skills, based on elaborate calculations
which -they have madcw=and they arc darn good==of the relationship botween
civilian jobs and military jobse :

I have looked at some of that material and I wondercd whether. or not
in the ond the nceds of the  Armed Forces in a lot of the cascse-not in all,
I wouldn't think of saying dlle=would be mct more cffectively by not taking
people who have a related occupational oxporlonco but by troining now men
directly to the mllltary necd.

I think that is related for examplc, to the problem we ron into on
the industrial side during tho wars Tthat is, we used to swoat blood about
skilled lens grinders becausc we didn't have anywhere near cnough on our
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The sccond problem is how do you mect their home responsibilitics.
In a godd many places -some quitc remarkable undertakings were found during
the war, wherc nursery schools were sct up and provisions madce for peonle
to comc into the workers! homes to take care of the kids and hClp kcon

EAVIIN R & 84 wiile AV LIRS R e

the housec in shapes A lot of thosc things werc organized.

Iy ovm feeling is that to a very large dégrece those arc mattors vhich
arc solved most cffectively in the community, bOG&UQC people in the cone
runity know the probloms of their ovm wives and othor pcople's and how
they can best be solvede

.

COLONFL STAMM: Mr; HotZGI; on behalf of the Commandant, I wont to
thank you vory much for a very finc lceturc,

(3 May 1948--450)S,
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