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General Holman, Colonel Baish, and gentlemen: I 
,,h .it in a car door 
• om getting around 
, speak from the 

lect ,te of informality 
by speaking from a Seated position. " 

Gentlemen, I brought with me a prepared script from which to talk 
about the manpow er it last night and was prepared 
to speak almost of that document.. But:this morn- 
ing. over in the very fine new lounge in the. otherbuilding, over a. coffee 
cup C.olonel Baish' indicated: that the manpower study group here is 

have been going~ about it, wha t our problems are~ a n d  how we think some 
of these problems may be solved. I am going to" do that on. the general 
thesis that your problems in the manpower course are essentially the 
same problems that we have in the Manpower Division of the National 
Security Resources. Board° 

ith your permission, let me start with the time of the creation 
of the Nat:ional Security Resources .Board~ approximately{ fifteen months 
ago~ The manpower problems we at thel Board were confronted~ 
at that time had no mlimitati National SecurityAct, which 
established.the Na~i0nal Security Resources Board, said that, among 
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I 8o 
other things, the Board would be called upon to advise the President 
concerning the mobilization and utilization of the manpower of,the 
Nation~ There were no outside or inside limits to the characteristics 
that our program should take. 

The National Security Resources BOard is now fifteen months old, 
and has;not begun to solve the problems involved in this very compli- 
cated problem of manpower, Some problems have been br0ught ~.to the f6re- 
front by reason of the enactmentj for example, of' the SeleCtive Service 
legislation,~: ~;8el2ctiv.e Service has taken one phase of mobiliz;ation and 
activated it, sol to, speak. Similarly, "the 70-group aircra~ program" 
has provided for an incr.ease ~ the. size of the labor force Which 'has 
to be 'looked at ,very much in the same manner as you would look 'at an .... 
increase in th~.-labor force in time of war. Those two tHihgs have ..... 
given us a little practice. But we found that 'the best thingwe could 
do in trying to ~talk about, manpower mobilizgtion Plarn~!ng was to tame 
the whol'e problem and try to break i t d~vn into its component parts. 
So I think,this morning one of ,the best appgoaches thb~t I C~u ]take t0 
the discussion is to indicate toyou how we have 'broken:this pr0blem 
down, what the questions are, and how we plan to go abou~ getting the - 
answers to those questions. , 

It was our judgment that ~ had to have some ba~ic ' poli~ies:, to 
follow in laying out our manpower;planning pr0gr~:, So'we dev6ted Some 
time to figuring out what, th0se. P0~licigs sh0ald be.;~ They are stated in~ 
relatively broad terms in the National Service Act; We felti'that ~;bat 
we do should not be inconsistent with th'ose' p~ovisi0ns of the: la w, 
Let me recite them to you.: ..... 

- 'In the ~first pl.ace, m~p0wer planning must ~be integrated with'other 
phases of national mobilization ihlanning, During World War.;II .the 
success of that process,, in certain areas at leas~, is questionable., 
Many, time contracts ~ould be let and plants "~ould'be'~uilt without 
consideration of the labor supply and ~manpower factor in the :area~where 
the ~reduction was scheduled. Obviously in. these days of~sh6rt housing 
We must give;even grea~er attention to the a~vaiiability of laborlin any 
area where. . . production is to be scheduled° So as a matter 'of ~ policy, we 
have enunciated the,edict 'in our shop, which is agreed' to by all hands., 
that production planning at every stage Of the g~qme .... must, ..... ~e :i~tegrated 
with manpower~ planning. 

By way of example: One of the large iron depesi~ areas Of the 
country is being looked at in terms of whether it"will' be necessary tO ~ 
transfer ~u.r mining operati~ons in the event of certain types of 
strategic casualties. The first .thing that'the 'ferrous metals group 
brought up was the question: "'~here, in the ;light of theseveral 
sources of open-pit mining available~ Should we place this projected - 
mining process? ~' They come to us. to. find'out if am~0ng the various 



bhe 
. m a n -  

con- 
hem here 

.s specipus 
er. the- 
.ole manpower 
,r r elations., 
' training--- 
;c ontr ol • 

,se measures which .~ " 
,f personnel ~nd .man~. 
get into the ,.qu.esticn, 
.ization of:.workers" 

:een t'he .report which General 
[a~rs~ it:would, be a matter of 

I 
I~cAulif, 

uniform during.:t'he iast wir. 

Z~ is that • the: labo~ force ..-should. be. , : 
that maximum 
~nied because ~ 

premdti'onS:~ and other practices. . ' " • . .: 

" talk about-thi~:... 
in a war situation and , 
eur United States 
sho oductive manpower 

it is needed -to the fullest extent possible, and 
be interp erefor i s readily.. 

~t takes us t ~l service, which 
~of somewhat perhaps a little 

later on. " " 



i SS 

Another basic principle is that any controls that are devised 
should,, in my opinion, be applied equally up'on employers .and employees. 
~ether you should impose, controls depends on whom you ~::are tal~ing with. 
The Nationai,~ ~-Iss ociati0n of ~qnufacturers ~ for examp!e~ indicates that 
c0ntrols Should not be imposed upon me/dufactur~ers, because they have a 
terrific job- to do and should, be left unfetter~d by the iGovernment, 
~J~hen you 'talk to trade-union people,, they say controls ..should mot be 
imposed upon. workers, because workers also Will get the job done if you 
just let. them alone. Obviously, there are bound to b.e some controls in 
a war. situation. Our thesis, that .~e have proPosed i s simple that what- 
-ever controls should have to be activated should have equal, application 
both to manufacturersand labor, '~ " ' - .... 

: "Last of alll in our plan<ning..process:in the National Security 
Resources Board., we fe.el it indispensable that there be.. participation 
all along the line at.every Step of the. process by representative com- 
munity groups in 'the country, " such:as labor., ma~ageme.nt, agriculture~ 
the ~ilitarY Services, and governmen% agencies.. After a.ll, .the Board 
which i am privileged to represent here~thiS morning is a ver~ small 
organization. It can't do these things itself.- It can only. coordinate 
and advise the President concerning the problem. That means, therefore, 
that the part of the National. Security st~.tute.which creates %he 
National Security Resources Boe~d as an S:dvisory hoard must be taken 
literally. That is to Say., the Board: must rely upon other, a~encies Of 
the Government to the fullest, exten,t POsSible in developing data which 
ere.basic to the planning process. , 

Now, moving along to .what .we .-actually think Should be.done to ge t 
some plan activated, or at :least written doyen, I s.hould perhs:ps t-ell 
you what we regard as the. ten problem areas . involved: .in manpower plan- 
ning.:" They are nbt entirel~< mutually" exclusive, but the~, are so 
identifiable that they represent areas of problems in which we have in 
turn .set up a series ofpr0jects. ..... 

The first one of these is dividing the available manpower resourcs. 
I think that is somewhat the title of~ the lecture whichwas indicated on 
the program for today. Tkat,~ of course, is an i _nfinitelY-difficult 
task, Implicit :in trying to divide the resources of .the .country isa 
multirude of problems for which the answers must be available before we 
can do anything to divide logically the human resources, of the country. 
Of course, we know that we have-roughly 63 ~ million people in the labor 
~force. We have' two million "~ at present unemployed~a very. low unemploy- 
ment:~ati0. We have no unemployment, practic&lly speaking, 

. j 

We have reoeived the figures from'the Joint Chiefs of: Staff on 
manpower requirements in connection v,~th the strategic plsns., but"it is 
not simply a question of taking those figures and applying them against 
the population. Implicit again inthat process is, first, the 
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mil~It~y-m~power~T ~ ~ a a~nc~ ~mpresslon upon how you applythese 
zlgures against the total labor population. 

-::Certa-i  " • . . . . .  

is no Qu~hion ¢ . . . . .  
~wo of re s;pite, 

" ; o  the 
fighting . . . . .  _ ~  to fool 
around ~i sion'process Was •going on. 

t N ~ a ~ t ~ e g ~ c h P l 3 ~ o e d  ' ofaaY~cgeen~emeng~°wlfa~ebett;Tratl~iI d~.~thfe ee _ 

war. Nor do th. os indicate that right now at least .we 
cananticipate ~ ~ u • " " 

: nemployed people to take up the slack 
while the conversion process is under Way. . • 

As ~e look at our national picture, we find certain statistical gaps 
Which a Statistics .are deadly 
things teresting. Nonetheless, we 
mus~ ha . . . .  erly. " " " 

-In the first place, we have to appraise the facilities "%hatlwe have 
at present for jnakin~ national manp~er estimates .' To be su 

but it won't give us ~he kin 
It vili. give us in, br~d 

canegor~es how the country a n d h o w  many people 
there are at w c  . . . . . .  

.... - ....... rce. figures, but the. Census 
won't te!lus a thing about the Occupatibnel composition of.~h@ 
population. - • .. 

Nor is the census process, according to the~ people who' know about _.J o~ 

~. Obviously, an enumerator 
says, '!V~mt does your husband~ 

a mechanic. He v}6rks d~.m at 
~u co~u't plan according to the 
ikers, tool makers.. ~ond so forth, 
~ind of rough occupational dat~ 

~o ~/a the Cens this very time tr~jJ_ng to work but a 
device, perhap 

, which will give us a great deal 
more informati ~_~_ _hal characteristics of the. l~.bor force. 

Then we ~ve to develop a program for determining the manpower . 
requirements on an area:basis. As General" Hershey sa.ys--and I think 
Colonel ~oses referred to it earlier--every time the problem comes up, 
he says, "How is this going to work in Angola, Indiana?" That is true 
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of the whole manpower problem. It is not a national proposition at all, 
except in gross figuresl. It is a series of local prohlems. So we must 
have techniques which will enable us to estimate ~ot only plan t require- 
ments, but area requirements and think of our'manpower planning process 
as a series of local problems, all Of which must be integrated throug h 
the policy at the top level. 

I am going to Skip along pretty fast through the Statls%ical 
. ,  ~e,~.d under the aus- devices. B~t there are projects which are moving ,~ '~  

pices of the 1~anpower Division ~ of ~ the National Security Resources Board. 
They are being carried out m~.inly by the Bure~n of Labor Sts.tistics, by 
the Bureau of the Census, cmd by the Employment Service; all have 
statistical groups and field services which 9on d~velop the kind of 
information needed. 

This is perhaps a good 'exs~nple of how the Board has had to farm out 
its work. ~e have no statisticians, no. PeOple who csn get this kind .of 
information or work out these.techniques, .Therefore., we must rely com- 
pletely upon the statistical services of..the other government agencies. 

One other interesting project, which I la~Ov¢ you are all f~miliar 
with., being in the m~upower field, is the Lnput-output process of 
estim~zting manpower requirements. The idea is to t~e, let us say, an 
order for a battle~hip and work backward right down into tNe lumber that 
has to go into the transom and the steel that has to go into the con- 
struction, figuring at every. Stage along the line in terms of dollar 
production how many people and what kinds of peoole this will require, 

"" .k 

The Air Forces are moving ahead on testing the feasibility of tl~ese so- 
called industry-composition studies, these input-o~tput studies, to see 
whether or not that process is a sufficiently valid one to use in 
estimating mshpower. It hasn't been proved such as yet;-but if it is a 
usable process, it will certainly behelpful %o everyone concerned with 
estimating requirements. 

Before leaving that statis~ice~! picture, I wo~id like to say that 
the National Security Resources Board'is running what we call m series 
of feasibility tears 'based upon certain figures which the Munitions 
board has developed, which are focused on manpower, a n~mber of end 
items.~ and a number of strategic materials, such as steel, ~lumin~m, and 
so on. Those figures are being farmed~ out to the Department of Labor 
and the Dep~rtment of Commerce to determine the impact of these pr0jec~ed 
figures upon the civilian national economy. Perhaps the result will be: 
"No, we can't support in the civilian economy the s~oumt of production 
anticipated end the snnou~nt Of labor ~nticipated," or, "Yes, if we 
tighten up our civilisn belts, we can," or, "Yes~ the civilion economy 
con support thins kind of figure estimate." 
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• ,-. " Ohe of the other problem areas in which we are working has to do 
with military personnel. In this connection, our relationship is a 

he Selective 
udies Can be 
will be vah" 
uirements and 

the internal military utilization, I ~ will pass quicldy~ over them, 

. . . .  f a method whereby military 

• That one 

their skills. : - 
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Le Government, • 'among~ .them .the 
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:al inawar situation...Our ' - 

identify ~ th~ . 
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able to use . . . .  ,all. mean C~ose p a r t i c i p a -  
t i o n  of Sole ~encies i~ the Ci~lian 
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Another. process ~hi, ch. I ~want to mention before~ I leave, mi:.!itary 
manpower planning, is the development so far aspossib,le of Standardized 
physical requirements. I think that the Munitions B~rS]upon the 
urging of the SvlectiveSer~ce ~System ' and also toa lar:ge extenti..on its 
own initiative, has developed pretty well a standard 6f.' pbysic~l req:aire- 
ments. Again, depending, upon the 'degree to which..ipbysical, requi~emehts 
are necessary in military jobs, we •should think not0nlyabout standard. 
physical requirements, for all military jobs, but alsoabout" minimum 
physical requirements for certain types of jobs•,, for..nonc.ombatant .j obs 
at least. . . , .... .. 

The basic ~ job in time of war in terms of. gett:ing manpower where 
you need it is the recruitment process. %~ge~all it getting people ..where 
tEey are needed:andl.inducing them to stay On the.job. Obviously, in 
time of war people iare ..nOt very much different from what :Zhey are in 
time of peace. So, therefore, wehave to look for incentives whiCh will 
induce peoPle to move from one kind of job to another. Obviously, one 
of them is the wage incentive. Another. one is patriotic motivation. 
A.third one is theavailabilityof housing and other conLmunity facilities, 
which came to be quite a critical consideration in the last ear. So in 
our job ~e have broken down this whole recruitment process into a number 
of differenZ StUdy projects, which we hope will move ahead quite rapidly. 

One of them is to look a~ Our total emplo~ent exchange: situation 
of the country. As yon know, .we now have a State-Federal Emplo~nnent 
Service, with 1,800 local offices situated in every city • and Village of. 
any size all over the court.try, through which, by and large, employees of 
war production industries would be processed in one way or another. 
We~are studying the referral andanalysis technique which an employment 
office should use in time of war, to the end that it can be a speedy 
process and that the traditional red tape of government will not be 
interposed at every Step of the game when we .are trying to get people 
on the job. " " 

One unique approach which has been sugge.sted to u_s, whichperhaPs 
is worth a gre.at deal of aonsideration, is .that only the nonessential 
producers should .be required :to Us@ an employment service in time of 
war:. The theor.ybehind that is an interesting one. It' mea~s that as 
you .enter a war situation in a full period .of production and employment, 
what you have to d6 right away is-either toconY.err, Or to both coh.vert 
and cut down nonessentials..- Well,it has Been sugg.ested by large groups, 
representative groups I should s.ay, %hat, after Ell, employers know how 
to hire workers, at the gate, and that,sfter all, workers know where to 
go,to l_ook for jobs.. So they say: "Don!t bother those fell~s in the 
first days of the War.. While you are i.gettin~ sts~ted,leave the essen- 

" . . But, tial producers free to do their own hiring. " :they say~ "s!a~ y.our 
government controls on maup~ver immgdiately on the nonessential 
producers ." 
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In connection with':legis.lation toimplement that process, our 
General C09nsel-'S O£fice, ih cOllaboration . with our division~ has 
written up~a 'statu%e, .th'~ t~rms ~of Which :-I Won't go into in ~ ~y ~etail 
V~lth y0un~ If any:0f you should be interested in it,l ~ould'be • , ~ -" 
glad" tO.~ ~alk~it 0ver~wi.th<you I &n detail. 'I% provides,, generally j-tha:t 
atthe ~outse% of .a war there ~vould first be controls throug.h the 
imp~si~tion}?of Ceilings. It provides for transportati0n Service by 
government subsidy, for workers' settling-in allowances, for. ~uos±dlzed 
to£raining., for the:nationalization of employment. as well ea the creation 

a nat{ional employment: s~rvice, end for.certain other factors which 
would ~ carry ~ out in general way- some ~of t.hes~ controls-~which, i ihave " 
. justin.mentioned. , It is entirely probable that furthe'r legislation v,~ll~ 
have. to be prepared which, may go a much greater distance in terms of 
nationai~ser~Jice control. I Will leave that.for a.~ew minutes and come 
back to it later. 

• In passing from r~crUitment.~ we have: this tremendous"problem .of 
utiliZation tO work out. We have the questi:0n of the hours of ~ork. 
What-i~ the 0Ptimum .. number Of hours in a-week that we can get :productive 
wbrk oUt of a worker? How~.do the plant-' s working~ conditions affect ' 

-~e have the whole 
It. ~is especially 

. d e v e l o p  what 
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techn~iques we can in adw~nce, because such deve!opment is a long and 
technical process. At the time of mobilization there just ~ould not be 
the peri'od available to-make the kind of intricate studies that are 
contemplated here. It is qu~te possible that some of the industry rela- 
tionsi centers of the colleges could take on this kind of project ~nd 
work out job families, simplificatio n techniques, and so on. 

-Another thing wewan~ to take a look at is the relationship between 
lab0r-managemcnt contracts and the utilization process. Are there 
:s~odndard .provisions in peacetime collective .bargaining. agreements v~hich 
have" the effect ' of impeding productivity? - Of course, we. know there are, 
We know tlmt in certain contracts or certain arrangements you may have 
a carpenter doing a particular piece of work and he has to put in a 
little switch. He can't put it in. He has to get a ~mlon electrician 
to put it.in.: Yod~. know the bricklayers can lay only s.o. many bricks a 
day, and so on. Those &re. peacetime, contract agreements which, in war 
perhaps should be looked at rather sharply if we are. going to take %he 
question of productivity seriously. 

In expanding th~ labor force we are right up against it, because we 
don't have, as I mentioned earlier, the potential of an unemployed 
group. So we want to make studies right now Of several facsts of. the 
manpower picture which in time o~f war would facilitate rapid expansion 
and get into the labor force people who are not normally theze, ' 

We want to look at all the Federal and .state. laws, the state la~s 
particularly, which r estrict~,~hours .of work, child labor, woman labor, 
and so forth. Those include the Old age and survivor insurance laws of 
the States, which many times preclude pensioned ~workers from taking 
gainful employment at the risk of losing their pensions. We ~V~ut to 
lock at thoseto the end that, at' the time of an emergency, arrangements 
.could be made withthese states to set aside., those~,laws at least for 
%he dUration. ' " 

W e  want to take a look at the Government's responsibility for 
providing housing ahd: community facilities sa~d services foz people who 
would be brought into the labor force. Particularly is that true of 
housewives, who could come to work and who would be glad to come to work 
if there were any facilities for taking c~e of their children, and that 
sort of thing. 

Another t.hing we are working on, and which we worked on during 
".World T{ar TT, is the legislation vchich was ,enacted in 1916 c.oncerning 
-the importation of foreignworkers. There was only ascratching of the 
surface in our importation of foreign labor du.ring World War II. We had 
some Mexican beet sugar workers oa%d some Mexican railroad workers, Some 
Canadiem workers and some people from down. in the British Lndies. That 
importation didn't amount to much ~ in terms of n~.nubers; it was hemmed in 

I0 
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made upon t?~t. great-nati0n~t~l',res::~hr, ce<.,.. ~Ye.lhs, d: t h e  V-program o f  the 
N~vy  :and s imi : t~ , r  p r 0 g r ~ n s : , ' o f  t ~ , e ~ r D ~  ' an~ A i r :  F o r o e s ; : ,  We D.re t h i n k i n g  
of. initiating research: ~roDe6~S,_ .~e~~aps in Lc oli~.~bor~-tion with the 
American C-ouncil. of Educ~ati6n";an>~ .other. interested groups, like -the 
National. Research,Council ,~and. P~:rhaps~ the office of Edu-~ati-on, In that 
way it might be possibl~ t6"deveiop far more precise data. than we have 
now as to the plant capacity of institutions of higher education. I 
don' t know, but I" would.~gues~:.that ~the .presidents of those institutions 
might be gl~d to see such ,- study made.~ l.,t'hink-they would be glad to 
'aeesome :sort ef adw~nce plDnning, on .th0 part of. the Governments includ- 
ing the Milif~ry Servi.ces,:,as %61what types of demandswould be made 

.-; upon institutions of hi, gher education come another war,. We haven't 
moved forward with' that project~ because-it is an intricate one snd 

" would be qu.ite a costl~ one'~ '":W$ do .want. to .talk' it' over~ however, with 
• ' '~ .., ~,he~du,c"a%io.nal experts,":of!.the coun.~ry to.,see whether or not it has any 

..,w..o~th-w~leness about i.t, .... .. 
~ -: ..  

~".,:. ~ The Settlement 'of l~bor ' d i s p u t e s  isanother very important- proposi- 
:tion .tb~t we "have'.,te think .:abOut"'at 'the present, time. We expect within 
the ;nekt 'few..weeks .t.o 'receive a comprehensive 'study, which was let to 
the IndUstrial._ 'Relations . Center of the." University of Illinois on a. con- 
tract basis', comprising a critical .~-~alys.is of the W<,~r Labor Board's 
experience during World VTa~ Ill ~ When we re~elve that study~, we hope to 

.-. s~t down w~th man~:.gement and v~th labor to try to figure out whether or 
not a Tight approach to this' Whole question .of the avoidance of labor 
stoppages or work stoppages caused by labor disputes in time of war 
.wonld not be another management-labor Conference at tNe Presidential 
level. At that level we could develop' certain "no strike, .no Io.ckout" 
agreements, and we could determine what type of War Labor" B card, shou!d 
be. created for arbitration purposes during -a . war , and-What types of 
,labor grievances could be carved Out as..ones "which Would not be regarded 
as-:~requiring, a work stoppage. Awhole series of la~o r problems perhaps 
could be taken out of this compuls0ry arbitration process and thus " 
re~lieve: that' potentiGl ~VD<r Labor "Board: of a lot of paper work that they 

. had.to-do during the last war..= And, Colonel,Baish, ifthat study would 
be:of interest to the group "here, we would be very glad to make it " 
available immediately upon receipti~ even before we publish it, I think 
Jris go~_ng t0~be a;!.exceIlent d0cu'ment',. Each' chapt.er--and>there are 
%on:. of them--was written.by Someone 'Who was on, gaged very. deeply in the 
war labor, picture in the last"war. Most of them-now arb. leading profes- 
sor.s in leading colleges--Harvard, California, ,~ad so on. We. are 
looking forward with a gres.t deal of interest to that study or project. 

We could talk a long time .about Wages .end wage stabilization, bu~t I 
will. pass along simply by indic<~,ting that .wage stabilization obviously 
is something which.csnqnot be treated in a vecuum. It must be ..related to 
the staBi.lizatioh .of prices and profits.~ We in the manpower picture are 
co,ncbrned with wage stsbdlization: because'ithas such a. decisive effect 
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problem, We. 
G stabi!ization 

over-all picture~ 
o • 

.... : " we. are dealing. 
ms which 

ap] 
Dr. 
wh~ 

position in the National SeCurit. ~ . We are not yet in a 
Position to~ ~d~ise the Pr~esid~nt, • It is a complicated iquestion~ But =e 
have tried to•break down some of the problems involyed in it, 

We feel as a matter of principle that in a Country such as ours, 
where the initiative ;and the common sense and patriotism of the people 

t is 
ve 

a 

din 
for 
tinc- 

tion between our traditional concep~ 0fcompulsory military service, 
where you ~orkfor/the ~ Nation, and compulsory national service, where 
you work for the Nation, %o be sur~, but once removed. You work for an 

individual. 

Another pzoblem implicit in nati~al service, we feel-.and we are 
certainly not experts in the business-is this: If the G0vernment should 
assume the responsibility for compelling people to go from one place to 
another hDd tO W6rk~bere they are told, • :tlhe Government mu~ think about 
tNe assumption Of ~certein Correlated responsibilities • Obviously one of 
those i~is ~t~e r@sponsibility of the Government to pay the way of the 
worker,s to the new place and to provide them housing, transporte~tion, 
~d families~ Perhaps--and this is a pretty criti- 
cal ights 

in the j0bfromwhi 
Situation you would have if you tried to .pres erve the re-employment 

peopl e who had baen ordered 
was difficult enough to 

~to ~dministe~ ~hct in the Ci~li~ Governmemt where re-employment rights 
were provided. It would Certainly be a complicated administrative problem 
to try to administer snch a re-employmemt system in the civilian: ~ 
industrial picture. ~ ~ " , 
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Second, ~if you do provide certain emoluments by reason-Of the .com- 
pulsory movement of workers into 'war production,..wouldthat not. act as 

impediment to voluntary movement? V~no would- want to move over. to .take 
a job on a voluntary .basis if he didn!t get these emoluments which would 
come ~,~ith compulsory movement? Would that ~not probably serve; to stifle 
that very initiative upon which we should..like to depend in planning our 
..manpower mobilization? On the other side of the picture it is obvious 
that we could not. allow in another, war the labor piracy, the solicita- 
tion of workers from one plant to-another, the inordinate: migration, the 
• ab~enteeism, and all. of %he. other multiple, evils which~ were so r~mpant 
in World ~¥ar II. Sommvh~re between those two extremes there may be a 
place which would be at .least a starting .point. We think we>have perhaps 
an approach to that in the controlled employmen't plsn which I mentioned 
te you earlier in some detail~ 

Th@n there is a third thing. General 'Hershey miy!ha~e menti~ed 
this to you~ I believe he'did. I,have heard him say it before/time and. 
time again. As ~ bureaucrstof some twenty yeems standing, I feel per- 
fectly free in saying this, I he.ve, some question about the..-capaGi~y of 
a bureaucracy Zo a~ninister a national service plan of the kind to which 
I have seen referred. It would Cut so deeply, into the rigl~s,-ithe 
hopes , and the privileges of American. citizens that it would, take a : 
~eat dealof ~is.dom in its administration. Certainly some..prac~iee 
Would be needed on thepart of a government organization befor e it would 
be equipped even,to think abDut the problem in terms of its adminisDra- 
~ivefeatures. Therefore, there is some doubt, asto whether theoou~try 
should undertake any n&tiona~ service program. 

As you see, I. have tried to straddle .the issue° I'havedone it 
deliberately, because we haven't any answer. But we do feel thatour 
obligation is to consider b.oth sides of the picture, then try at least 
~o identify the problems inv~!vedandto have the answers studied and to 
some extent settled. 

We might be in a,. difficult situation, however, if we entered a war 
with a national service law at the very beginning. Itmakes me think of 
the story, which youprobably all haw heard before, but I will take a 
chance that some of you haven't, It is about a girl who ~was going to 
getmarried, who came home one day and said to her mother, "! just can't 
marry John." The mother said, "I don't see ~hy not, Mary. The invita- 
tions are out and everything is all set. The church is ready, the 
reception is ready." Y~ary said~ ';I just can't marry him. I learned 
today that John is an atheist. He d,oesn't believe in God, Mother. He 
doesn't even believe in hell." The mother thought a moment and then 

I l! said, "He doesn t.believe.'in.:hell?. Ms~i said, '!No." "Well, k~ary, you 
go right ahead and marry John. Between the two of us he wil! soon find 
out. I' "I sometimes think if we rush precipitously into national service, 
we will soon find out. 



I ~have v~th me, I think my, time is up. I believe there is a quest!on 
period. If so~ i would • be glad to try to s_uswer any ques%ions the group, 

mi~h~ave!. " . ' ," 

D m e  

~mes 

D U  • 

~at  
is going t ° happen.~! • - 

olonel I~oses sh.euld, answer that-qnestion, 
He is Weused itin.the last war... Sometimes 

~aid, 
,work 

• • ~. -. 

i don~,t t, Perhaps it 

describe' withthat anomalous p~ase "voluntary compuIsion." 

In certa~ instances that perhaps would, work, Naybe it would apply 
to ,thei, medieal ~ doctors, I think Colonel Moses will agree ~ith this. 
The Assignment.Service, whi'ch recruited physicians for both the Army and 
Navy, always had thst as a "big stick,." Physicians were commissioned if 
theywanted t0/be,-but the one or two or three t_hat were not commissioned 

= I ~would ,l£ke .,to. t h i  e 
~woul'd b e an e duc stiomal ~ .p on 
which the Nation wQnld depend in t~e o£ war,-management, labor, s 
agrlculture~conscious of this program and working along witbit tothe 
end that they would want to do these things" rather than to be forced~into 
them. 

That is perhaps~not a very explicit answer, but I think our 
voluntary participations-approach shouldbe used first, Later we~ can move 
dnto these com.pulsor~th/the r,~ features~ whichl are just.as realistic even though 
t h e y : a r e  d r e s s e d  u p  ~ e r m  "VOluntary, ~" " " • 

DR. FITZPATRICE: ~ Why n0t doe like Mr. Be vin did--have the, power 
and not use it~ use the educational technique? I think if we don'.t g Q 
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i SO 
intothe next warl with-a national servioe act,-we, including the military, 
are gb~g to~obble, on. the question, andithe civilia~ ~roble~/is,:going. 
-.to come to a head with the potentiality of isub@ersive acti:vi-ties, and so 
on, I'f: ~here is a reason for war, there is probably,a reason for national 
service at the beginning. 

~' O'BRIEN: Dr. Fitzpatrick, the point you ~aise is probably the 
key point in the whole process. Certainly I shouldnot Want to leave 
theimpressi0n that the National Security Resources B0ard is not :very 
conscious of the need for drafting legislation, studying i%, and having 
it all ready. I think when the chips are down, the enactment of such a 
law would be a policy question which would have to be decided at the very 
highest level. It would have to be based upon ~the P~esident[s f:eeling as 

• .to thereaction of-the American public. • . . . . .  • . . . .  . . .  

'-.We have, a slightly different, situation in this country, of course, 
from what they have in Britain. In the first, place, !heyhave a leading 
trade unionist as Director of the. Ministry of" Labour and,National ~rvice° 
They have a' trade union movement in Great rmSa~n which was. far more B . ° - 

advanced than the trade-union movement in this count~j. All of these 
fact'.ors were on the side of the British system of .national service. On 

- the other hand, I believe that statistics will sh.0w that ~he ~!big Stick" 
didn't have to be used very muoh. The very fact that it was there- 
brought about 9 0  percent of the labor stabilization. 

It is qu±te possible that that will be the'best way to approach 
this problem. I personally feel incompetent to express a judgment on:it. 
The only.thing I can say is that we must look at the problem and try to 
analyze it as best we can and then determine the national policy'when 
the time comes. .. 

QUESTION: Weknow we' are short of technical skills. During the 
last war the manufacturers and the industrialistS, trained their own 
skilled workmen. Bethlehem Steel trained its welders. Other people • 
trained'tool and die makers. We are now short of those Very skillS. 
~%o is going to do anything about it? Are we ,going to remain short and 
in the event of an emergency depend upon industry to start at that time? 
Or is somebody going to do something about it now, since we do know we 
are short? . - 

i~. O~BRIF~:~: 'You raised a very cogent question. In the first 
place~ let us assume we are. short of machinis,ts, taking that, as an 
example. The Government perhaps could subsidize the training of. 
machinists, but certainly the Government could not assume an obligation 
of that sort unless it would be ready at the end of the training perhaps 
to guarantee employment. So, therefore , it leaves us pretty much in 
the situation of industry having to do the training job. 
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its- own equip some 
s/all or , ~raining 
within i with 
various industrial establishments in -laying oUt training program~, I am 
sure C 
close hhe 
end tk 01y 
onoe those figures are available. I don't !a%ow much beyond that which 
the Gove'r~ment Can do:.. There is"only one place I can think of .where 
Sk'ills :of that sort-can~ be s~toclcp$1ed ~and that is in ~he. ~iilitary 
Services, . . . • .  . ,  : 

QUESTION:: : HOw does the ~SRB e- 
,m~nts 8nd how far~:~aVe you ,gone t( 

f6r 
mitt ,~m against 
th,e civilian~capa6ity. ' ~ • • " 

Now; the g.reat imponderables in that feasibilityi test are What- you ~ 
can~egard as activities which would beeither reduced or stricken 
alt:ogether.in ~ a war situation • and ~ what degree of austerity you would 
fikure on'for a'warthne civilian,economy. Nonetheless, we haye asked 

manpower • requirements . .The latter Would include civi.lian military 
peop~ .... " bhe arsenal and navy ~mrd workers. _, They are going to 
m/ke a first .r~ ~:to: see what develops. ~- That is in process 
right-now~ . , 

QUESTION. Have you-made any attempt to convert, this PrOPOsed 
nationsl service idea in its most extreme form into terms of the number 
of people involved in the:bureaucracy that would be required te 
administer it? . -- , 

MR~ O'BRIEN: In a sort of civilian war game ,in our 6ffice we have. 
It"is an as tbunding number. We started ~th a figure of l 30.~O00 people, 
but we don't ~ end there. It depends on the degree~t o' which the Govern- 
ment assumes responsibility- for civilians, we had 30,OO0-odd people in 
bur employment exchange s~-stem in the~ last war. That is the minimum on 
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which we plan, If the Government should assume a~l these other ~obliga- 
tioos t~hat I mentioned, perhaps it would take.a great many more people. 
Frankly ~ we don~t know; but lit would take a lot of wise peopIe~ 

DR. FITZPATRICK: What about efficient people? . 

~. O,BRIEN: ~d efficient people. 
j 

QUESTION: Yo~ mentioned the integration of manpower planni~g and 
produCtion planning. ~hat is being done up at the NSRB level on that, 
if anything? . . . 

i 

MR. 0'BRIEN: This, sir: Production plann~mg involves obviously a 
lot of things--plaut capacity, plant location, accessibility of raw 
materials, transportation factors. ~Ve, in conjunction with the Produc- 
tion Division, are including the manpower: supply factor as one of ~those 
several basic considerations to be looked at i in planning for production. 
Aside from that, to get our current operating basis, we have conferred 
with the i[unitions Board.. ~Ve have brought into contact with the :Muni- 
tions . Board. . , t he .  statistical, people, in the civilian. - side. of g . o v e r ~ m e n t ,  

so that now the Munltlons Boara rece!ves the monthly tabulations o£ the 
labor supply throughout the country, It has them in four Categories: 
tight labor areas, less tight, no% very tight, and loose.• For iestance, 
Los Angeles is a loose labor area stud Cleveland is a tight one. The 
agreement with the ~unitions Board is that, where there is a choice ~, 
where these other factors are taken into account--tr.~nsportation and Zhe 
existing facilities--the labor supply factor will also be considered. 

One difficulCy, of course, in trying to inject manp~,~er comsidera- 
tions •into production planning is the fact that contracts under existing 
statutes have ~to be let on the basis of the low bid. T ~ne next to the 
lowest bid might be from tha fellow who has most of the labor, but by 
law the contract has to go to the low bidder, in wartime, Of course, 
that necessarily wo~ld not prevail. 

To answer your question on participation, we are w or!ring togethe~r 
day by day with our production planners to the end really that there 
always will be a consciousness on the part of contract Scheduling people 
of the manpower problems, a consciousness which did not always exist at 
every level in World War II. 

QUESTION: What is your departu~re point for estimating or figuring 
the degrees of austerity? In other words, would you take some sort of 
existing stsmdard of:living and estimate down from ths~t, or would you 
take some sort of minimum or bs~reexistence level and estimate upward? 

~R. O'BRiEN: ! am o%t of my field, sir 3 in trying to snswer that 
question. Ths~t applies, of course, net only to manpower but to everything. 
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have 
with 

time. Would you care~t~o ielaborate on that? . . . . . .  

~Ro O'BRI~T:~ Of course, my snswer will have to be sortl 0f a~ 
dialectic opposition. It is fa'vorable to have full employment~ ceTtainly 
favorable to the few civilisms I see Sitting around here. It is favor- 
able to the countrY • as a whole° On the other hand, it is bad for 
mobilization planning, be~oause all of these problems in recruitment 
immediately arise when you don't have unempl0yment, when you have a full 
employment picture. It is far better to have full emplo]~nent at the 
outbreak of war than not, because then your productive • capacity is • 
greater~ bnt your manpower problem will be tougher. You have to answer 
it in two ways. 

QUESTION: You mentioned a critical occupations list, I believe. 
Would you include in that anything for postwar planning? For instance, 
would you include advanced medical students~ ~ advanced dentsl students, 
or student scientists in your critical occupations list? 

MR. O'BRIEN: Yes. Not too much from the standpoint of postwar 
planning, but from the standpoint that it takes a long time to train 
scientists or medical doctors. Also because in the first place, caly a 
fraction of one percent ~of our population possesses these high skills 
which are so critical ~d which in view of the technological and 
scientific developments of the last few years have come to the fore- 
front. Right now itis not too soon to take 'ever.v possible step to 
preserve the continuity of training of those people. 
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The Selective Service'System,informulating its deferment policies 
has called upon a group of outstanding people all over the countryto. 
advise a series of committees on this-veryproblem. They are taldmg.into 
account tha need.f0r perhaps'.cultUral planning in the poFalation, s.o you 
won't have a policy which will%rain only, biologists and engineers, but 
which will see to it that the. socialsciences will also.move for÷:ard, 
Perhaps that is postwar planning orperhapsit is just long-range Plan- 
ning. I don't know how to catalogue it. 

:. 

COLONEL BAISH: Atmyrequest}F~. O'Brien has kept ,his .presentation 
in therestricted'classification.kevel ~ so the material could be used in 

< , i ~ .  

student reports, 

~[r. o,Brien, on behalf ofthe Commandant:and the audience I want to 
express our sincere appreciation forthis fine talk..]Ve thank you very 
much for comingd0wnhereo 

~. 0'BRIEN.: I.t wasa, pleasure, Colonel Baish. 

k . 
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(7 March 1949--350)S. 
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