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Colonsl Lewis Sanders was born 11 June 1877 in
Tew York City. de was graduasted from Stovens
Institute of Technology with an M.%. degres in
1898, He has had sxtensive sxpsrience as a
rasaarch, mining, and industrial enginssr. A
rasarve officer since 1915, he commandad a fisld
artillery battalion through World War I. During
World War II he ssrved as Chisf of the Reemploy-
ment Division of ths Selsctive Service System and
also servad as consultant to ths Senate Committes
on Military Affairs, particularly with rsgard to
s National Servies Act. He is now an industrial
consultant with officss in New York City. Colomsl
Sandars actad as manpowsr advissr to ths Hoovar
Commission on Rsorganization of ths Faderal
Govarnmant.
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NATIONAL S®RVICT IN WARTIMT

2 February 1950

COLONTL V4N WAY: Colonsl Baish, fsllow mombers of the Industrial
Collsga, Mr. Gelvin, and othsr distinguishad gusstsy Daspits:our s : i
success in winning tha shooting part of the last war, ws did.our man-

power part of ths job wastefully and not too wall.. Imegualitiss in:. :-x " 7.
ths trsatmsnt of individuals in mony casas wars ths-ruls rathsr ‘than..i ... .~
ths axception. If we ars to be successful ‘in anothar smergsncy, W3

must have probably more stringsnt controls and csrtainly mors efficisnt
procadures if ws are to obtain ths maximum suppOrﬁ~of~the*p90ple,.with0ut
which W3 cannot achisva the best utilization. National servies has basn -
frequently brought up as a solution to our troublss. Whethar it is or.

not dopsnds on many things, not the least of which is the dafinition of

ths term. ' ‘ :

Our spsaksr this morning is w»ll gualifi=d to giva us guidares .+ -
‘on that point zs w21l as on many other points connactzd with what ws
undsrstand by ths term "netional ssrvics."™ -As Chisf of ths Resmploy-.
mant Division of tha S3lsctiva Service Systsm and as »xpsrt cousultent
to the Senats Military Affairs Committzs during ths last war, Colonsl -
Sandsrs had an ampls opportunity to gst adsquats background of knowlsdgs
and expsrisncs on which to base his words this morxing. We teke great
pleasura, tharsfors, in walcoming back to tha Industrial Collsgz our
old friend Colonsl Lewis Sandars, who will talk to us-on "National

Service in Wartims." ‘

. COLONIL SAND®RE: Colomsl Baish and fallow students: It is
always a privilege to participate sven to a very minor axtent in the
work of the Industrial Collegs of ths Armed Forces. As We have no
actual national servics law on ths statuts books, I will bass my
discussion on ths Austin-Wadsworth Bill, with some slight amendments
which I think ars needed on it and ths rules and rsgulations T drew up °
for that bill and discussed with Sanator Austin and which wers approved
by him. R £ : P R

Until 1959, ths United States will-have availabls less military
and industrial manpowsr than it had in 1942, owing to'a zons of shrink-
ing population covering & pariod of sevsral years. Unless - mors afficisnt
use is mads of manpower by both the armed forces and industry and "
agriculturs than was tha case during World War II, ths Unit~d States
will be unabls to maks as graat a War sffort in a new world war as it~
did in the last; howsvsr, all ths 'signs indicate that in such-an
avantuality ths nesd will be for a substantially grsater sffort on-our .
part in a new war if ws ars to have a roasonabls axpactation of victory.
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In 1943 ws £511 short of attainabls production cbizctives on
~ovsr 30 itsms of military aquipments by amounts of from 3 parcent to.
over 30 psrcent. Although thsrs was mores than sufficisnt idle labor -
available for ths work, it rsfussd to undsrtaks it, In 1944, it was
nscassary to taks squipment from divisions in %raingngfto,gupply;ﬁhaw'
~nzeds of th» thaater of operations, and in Octéber of that year ws ran
out of infantry raplacemsnts in ths Turopean invasion. -Our lack of:
afficisnt uss of manpowsr would have lsd %o a prolongation of tha war:
with inéreased loss'of life and graater sxpsnss if all ths uncontrollabla
slsmsnts had not broksn in our favor; that is not apt to ocecur a sacond
tims, :

: Ths successful opsration of a national ssrvics act is mainly
a psychological problsm and it will bs first studiad from that aspsct,
Ths opposition to national sarvics lsgislation may b3 considsrsd in
sevsral groups bassd on ths rsssons for ths opposition. ~

Most important both in siz3 and influsncs is organizzd labor,

Its opposition stams from two major considsrations: o

: 1. Ths traditional opposition of th= laaders of organizsd labor
to ths intsrposition of any form of authority, obligation, or loyalty .
batws=n thams3lvas and ths membars of thsir unions. Th» lsadsrs s23k .
to b3 ths sols raprasantativss and voice for thair mambarship; thay
want mass loyalty to ths Unitad Statss through themsslves as raprasanting
labor rathsr than individual loyalty by ths membors of ths unions. -You
understand that is no r2flsction on tha loyalty of organizsd labor. It
is merzly the way ths lsadsrs want to prassnt it. The lsadsrs of organ-
izsd labor havs consistantly opposad national sarvics legislation,
Selective Service legislation and ssrvies in ths National Guard.

- 2. 'Thy leadsrs of organizad labor ars afraid that national
ssrvice lagislation will be usad to braak up thir unions although
thay have naver bssn abls to show any menner in which 2 national servies
act could bs so misussd. o o : =

Next in importancs, although not in influsncs, ars ths manu~ -
factursrs, A ma jority of ths manufactursrs objsct to hational. ssrvice
bacauss they fear that thoy will bs doprivad of all powsr in sslscting
o imploysss and will bs forecesd to take ‘pzople whom they 'do not want into -
‘thair“establishménts. ~The manufactursrs had just ths opposifts fear to
that of organizad labor; th»y wers afraid that national servica;WOuld
bs usad for the purposs of building up strong union organizations in
thsir. factoriss. . This fagling was particularly strong Whenﬂthey'W9rs
dealing with government officials, many of whom had bsan using ths .
powsr of governmsnt to build up unions or to favér a particular union
and who wsrs. attsmpting to force thsir privats brand of socisl philosophy

upon industry.
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Ths pacifists: constjtut° 2 numerous and very artzculata group.
Their obijsctions rast on wishful thinking and ignors facts. Thars is
the'samz typa of difficulty to bs faced in discussing nstional sarvice
with tham as thsr> would b2 in holding » ssrious dlscusslon‘w1tn th2
inmatas of 4 lunatic asylum. This group is olso usad as a smoks scrssn
and’ cat's-paw by groups acting in alisn intsrasts. It has besn provad
& shasr waste of tims to argus with this group; th» bast tactic is
probably to sxplain ths fallacias of thair statamants to ths sound

- ‘mindsd majority of ths public but to othsrwiss ignoras th~ pﬁoﬂfists

axez2pt whsrs thay rasort to overt or obstructlve acts,

" The final rasidus of opp031t10n is ths "lunatlc frings>" that
3xists on naarly all qusstions of importancs. Th3ss ars the pzopls
who chargsd. that national servics was. intandsd to p3rmit ’cha Prosidsnt
- to maks himsslf a dictator by giving him powsr to send any oppon3nts
out of ths country. Thay also chargsd that it was intsndad to "nation-
alizs womsn." ' : T

The graat ma3or1ty of ' ths publlc wa s 1ppaﬂantlv in favor of
somz form of national s3rvies and marsly wantad soms disputed points
“mada clsar. This graat majority did not bslong to any group that could
givs them strong ripressntation and thsir opinions wars Targaly
unrapr=sented in dlscuss1ons of -the sub]°ot.

Ths flrst staps in ths succassful on=r°t10n of a national
sarv1c° act arae-g S '

w 1. Aducata tha goansral public as to th; n“oiSSltV of the act,
spscifically what it sseks to accomplish and a detailad =xplQnat10n as
to how thz sct: will work ‘as it affacts tha 1nd1v1du11

: 2. ®Wstablish adequat3 snnguards agzlqst ths misuss of “tha-
act to dlsrupt organizsd labor and sducats labor: lzadsrs in ths opsra-
+tion of th3 act and convines: tham that thair fears ars groundlass.
Usa ths leadsrs of organizzd labor.to as great an 2xtant as is
practlcable and fair to unorgAnlzed labor in ths adm¢nlstratlon of a
natlonal sarvien act.

s 5. oat up safeguards praventing govarnm=mt officials from
'uSlng the act for any purposs othsr than that for which it was intsndad
and .organizs its opsration so as to block = any attampts to misuss such
laglslatlon. ‘Mducats employsrs to the fact that in tim3 of a national’
IMM3Irgency a natlonal service act provides th? most sfficisnt mannsr
of sscuring ths bast availabls quality of smployzas unlnflusnced by
‘anythlng 3xo=pt tha serv1ng of tha natlonal 1nt3r°st. ‘ :

There ars sevaral ma jor purposs s t0 ba sarvad by national -
sarv1ca laglslatlon. Thay ars s follows:
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1. ZKa2p propls at thair accustomsd jobs, serving th» War affort,
until th=r= is & d3finits reason for th°1r chﬁnganb tnnlr jobs.

2. . When p=0pla arsz aljowad to chang» thsir JObS for thsir own
intarsst, mak: surs that it is not‘datrimentql‘to th~ War-effqrt,

: 3, Insurz the full dnvolopmant of th» manpowsr rasourcss of
a community bafor> outsids labor movas into it, which ”LW&YS craatﬁs
additional housing and trﬂnsportatlon problqmo..

4. D15tr1but= skillsd labor b3twzen sxpanding 1ndustr1=s ,
so0 as to obtain maximum total production and avoid ths wasta of man-
powsr and resources that result through employers raiding sach othesrs
labor force ‘by outbidding sach othsr in the matter of wages. . -

_ 5. Move: surplus menpowsr from araas whers it’is-nbt nesded
for the war effort to locations where it is requirsd. ' .

8. Hold labor turnover to normal proportions.
7 'Keép absentesism down to a rsasonsbls: amount.

‘8. Arrangs training programs to train skilled replacsmsnts
for msn drawn for the armed forcss,

The foundation for ths opsration of & national'ssrvics act is
a manpowsr inventory or census. For this purpose, ths rsgistration
under the Sslsctive Service Act should be sxtsnded to include all males
and famales within th2 rengs of working agss. This was a provision in
the original draft of ths Sslsctivs-Service Act of 1940. Social
Security numbsrs should bs sntsrad on ths ragistration card to parmit
corralation with the Social Sscurity records. Sslactivs Ssrvice Boards
should be used for this ragistration, but the rscords should bz '
processed by the Bursau of thz Cansus and th= Bursau of Labor Statistics
which ars expsrisncsd in and equippsd for this work. Selectlve qerv:.ce
has neith»r ths necessary sxparisncs nor squipmsnt. -

A fundamsntal raquirsment for ths most efficisnt and sconomical
opsration of national sarvice legislation is the maximum uss of sxisting
government ag3ncies in.ths field of thzir experisnce and equlpmJnt.

It will bs nscessary to hold a chack rein on them to pravant thair
seizing upon ths opportunlty for permansnt amgrandlzsmant of thszir
own agancles. - A : :

It is important to kaeep trsck of shifts'in~employm3ht,-not only
of the quantitativs movemants, but of ths shifts of individual skills,
Reports of such shifts ars regularly mads in conmsétion with Social .
Sscurity and the mschanism alrsady sstablished by that organization
should b= used for this purposs instsad of setting up a nsw agsncy.




. The Social Sscurity System can also b3 usasd in timy of psacs to provide
a perpstual invantory of skillsd labor, togsthsr with-its location.
This will b3 of gra2at aid in advanes planning for a possibls smargsncy.

In World War II it was n3cessary to improviss an agsncy for
handling ths mobilization and utilization of nonmilitary manpowsr. .
Tha rasult was a compromiss organization that; by its very naturs, -
could not bs gfficisnt, S : :

The first objsctivs would be to pravent undesirabls shifts in
ths labor force motivatsad by self-intsrest but injurious to the natiocnsl-
interest. This could bs accomplishad by a rdgulation prohibiting any
employsr from hiring a psrson not clsarsd for smploymsnt by. ths propsr
govarmment authority. Whils this is tantamount to forbidding an o
individual to sesk nsw smploymsnt without governmsnt authority, it is
. psychologically ths bstter approach as ths individual fasls less
regimantsd; tha regimsntation being dirsctad to ths smploysr.

; Such an order should probably allow frasdom of amploymant, within
an industrial community with tha sxcsption of spaocilfizd critical
industriss, but clsarancs should bs raquirad for movsmeant from ons
community to anothsr, ‘ o

" Whils ths powsr to ragulats assignmants to tasks in tims of war
should bs comprshsnsivs, its sxsrciss should b3 rastrioctsd to ths -
minimum requirsd for ths accomplishmsnt of our objsctivss. Thsrs
should b2 no ragulation for th~ mers sakz of rsgulation. Paopls
_should not bs "dirsctsd" to remain at jobs at which thay ars alrsady
‘smploysd.and whar~ it is dssirsd that thay continus. Thzy should bs .
subjectad to dirsction only when thay sssk to laave such jobs without
adequats rsason and whan thair contsmplatsd changs of occupation is
datrimsntal to ths war »ffort. ’

e Th> ragulation shggested is in ths naturs of an smsrgency measurs
~ intended to maintain stability of manpowsr resourcss whils datailsd

plans and regulations ars bsing worked out. Such plans should bs rsady -
long bsforz any =smergancy as a basic part of any stratsgic plan,

, Ths policy govarning ths utilization of mAnpowsr must first bs
3stablished. Ths major olemosnts sntering into ths dstsrmination of *
tha policy ars:: ' - : »
2. 'The,size-of ths war effdrt.
- be ~Sizs of ths armad forcas.
Q;f:Equipmant and suppiies fdr thqfarm@d,fércés.

d. ‘EQuipmant.andeupplias for any alliss.

5




e.:'Réquirémsnts~from-agricultura.‘

Neads of ths: olnlmn populatlon-

‘»*g: Locatlon of naw: plants for war productlon.

POlle detﬁrminations must be mad> on tha fol70w1ng 1t3ms as
a basis for’ regulatlons tndsr which both tha Sslsctive Ssrvies Act and
*-a natlonal sarv1ca aot must cpﬁrata» ~

':1.: Tha parcentags of 1ts raquxramsnts for skillsd msn. and
p@clallsta of 'th armsd forces which shall bs supplie=d by drawing
skillsd men from civilian ocoupations. This is a critical dscisionj
if insufficisent msn of ‘the nscassary skills ars supplisd, ths armsd
forces will bs ratarded  in producing & trainsd force rsady for combat;
_if too many men ars withdrawn from industry, the equipmsnt and supplying
‘of ths armsd forcss will bs ratardsd and thsy will have dafsatad thair
own objactives through having dsplstad th= production forcss upon which
thay ars .d2pandsnt, Thz optimum point must b2 sought that will producs
the maximum trainsd, squippsd, and supplizd armsd forces in ths minimum
tims. : '

2. Thﬂ*usn'of limitad servioa man‘by ths armad“forcas..

3., Dstermlnﬁtmon of’ percentaga of thzir requlraments for
sklllad man to b°'furn1shad 3ach typ> of 1ndustry.'

4. Dﬁtarmlnatlon of th= p°rc3ntage of normal requ1r~m=nts to
_ba allowed as a rationing basis on 211 tha important itsms .for civilian
consumption. Thare ars in sxcass of 154 major it-ms 1nvolvad and many
mor3. that ara 1mportant. »

- 5°, List: of-lndustrias that ara'to;be’limitédjin,thair usz of
‘*,manpower. N - Ceed R .

‘ 6. . Industriss and ocoupations that are to b» denisd manpowsr
*‘as ths n 3d for th» servicss of thossingagad in thas? occupations
arisds, oo UnD e e U

.7« Policy on supplying manpowsr nisds for agriéﬁlfurj;'it
cannot again bs allowad to bacoms 2 refugs from military ssrvico.

8. Policy as to rate of wmithdrawal of skillad work3rs of
combat ags from industrial and war production jobs. ‘I havs beasn
unabls to work oUt eny policy on: this subject which is;both effi=
vciant and squitabls. The policy that will most nsarly serve ths
national intsrazst is to defar ths drafting of such.skillad msn to
th? last possible momant in ordsr to k22p production at th» highsst
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possible point. This is unjust to ths individual bacausz by ths tims
hs antsrs the armdd forcaes all ths skillad jobs havs be3n mannsd, non=-
commissionad officers appointsd, ‘and ths most promising msn from ths
ranks sant to officers training schools: 'Ths armsd forcas ars unabls
to uss thass late comsrs to ths extsnt of their‘ability and mﬁst'QSejl
them as basic riflsmen or th= squivalsnt. - - BT e

: - Whils ths national intsrast takss praczdsnez ovsr personsl
intsrsst, it must, navarthslsss, bs sxarcised with dus rsgard to squity
and also with considsration of ths sffact on gansral morals., Th»
policy which I would rscommsnd would bs that, after tha raquiremants

of ths armed forces for their initisl cadrs of skillsd man havs Bson
mst, the voluntssring of ‘skillsd men bs parmittad on a quota basis.

The Munitions Board could dstermin2 on a month-to-month basis ‘ths
number of skilled mon in each locality and by types of skill who could
bs allowad to transfar from production work to ths armed forcesy volun-

toering could b» parmittad up to that numbsr.

Items on which policy detsrminations must be mads eontinuz as
followss : : ' :

9. Policy as to shifting skilledeorkers from plant to plant
and betwsen localities. : : S -

10. Policiss on training nsw worksrs, both on ths Jjob training
and training in schools, L R '

11. Policy on introducing nsw worksrs in plants covsrad by
union contracts. Unions havs argusd in court .that rramploymsnt pro-
visions .of. ths §slsctive Ssrvics Act wars invalid whsn conflicting
with union ssniority rights bscauss it invalidated thair contracts, ;
On ths othsr hand, our various pizess of war lagislation maks ths 7
n2eds of ths Nation suparseds and cancsl any privat: industrial -
contracts with which thay conflict. Ths point to b3 covarsd in this
policy is to pravant union contracts from obstructing or rstarding
the war offort, but to insurs that ths war controls.over manpower' =
ars net used for 3ithsr th» purposs of undsrmining ths positicn and. -
rights of th: union or th» purposs of changing thes labor r2lations of
ths smploysr so as tc sarv: th» cbjzetivas of a union. ' R

- Th» following facilitiss ars nsedad Ffor policy making and
administration: ' _ : N R

o1 A modification of'tﬁ% Selactiva Sarvies Act‘m&king-it'
possibls to both eall groups of men by cccupational skills and defar
groups by skills., ’
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.2, Mann1n» tables pr°pared for all-: 1ndustrlas, show1nv ths
- employees nesded by skill and number for a2 given production. ‘Thesa
. provad -their value in World Wer II in 'detsrmining manpowsr nosds ot
an industry and ths rate at whidh withdrawals oould b2 made by Sslsctive
Service for ths armed forces without ratarding production. They ars
the most effsctive means of determining ths legitimats n3seds of a
- plant for manpower snd an effac tive tocl in preventing labor hoarding
and waste. - ' Lo '

: 3. Organization tables for tha armsd forces show1ng numbers,
.8kills, and physical rpqulremsnts. :

4., Point evaluation of industrial jobs-~sssential for ths
evaluation of & manning table and in-determining r~placsment policiss.
-Many industriss already have such systams and the prccadura is well
establishsd.

5; Manpower analy51s and invantory for the Nation.

6. Detérmination of the requirsmesnts for maintaining the
civilian population on a wartime standard of living adsquats to
.ma2intain morals through a war of ssveral ysars' duration. .

The following aganclas would b3 reququd for pollcy making .
and for -administration:

1. National Sscurity Resourcss Board for over-all polloy
'maklng on bshalf of the Pr°31dent. '

2, The Munitlons Board for raconciliation of ths dsmands of -
+the armsd ssrvices, War Productlon, and ClVlllan Supply, and Ssrvices
for Manpower. ’ ‘

_— : ¥ 3. uelectlve Service Systsm for:ths rcglstratlon of all ,

- psrsons and for detsrmination of those who ars dsfsrrsd from work
calls, thoss who may be callsd for work only within thes arsa in which
they livs, and those who may be called for work-outsids thair arsa
of residencs. :

4. Bureau of ths Census to tabulats and maintain currsnt all
registration data and to furnish population data.

5. Bursau of Labor Statistics to analyze all .data partlculﬂrly
manpower nsads for war production #nd 1naustry

6. Department of Agriculturs to analyze nzeds of agriculturs
and to administer coopsrativs plans for afficisnt uss of manpowsr,
squipment,  and fertilizer in agriculturs.

“l
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7. Dspartment of Commsrca to analyze n3sds of civilian popula-
tlon for consumsr, goods, nonéssential 1naus*r1@s,, 260, and o,
work cut plans for ths most 3ffici~nt usa of 3x1st1ng productzon and
-dlstrlbutlon facilitinss,. : £

8._ Uhlted \tatas Jmploymant Sarv1ca to.act as tha admlnlstra—
o Bive agancy in transmlttlng diractivss, at th» local lavsl, on th-
'”u53 ‘of manpowsr; also as th» offl 9 of racord for m)npowar uhlllzatlon.‘

. 5.'9. 'woclal ecurlty Agancy to malntaln racords ourra;t on

shlfts in the’ lcbor forea,: e EnE
10 War mobilization centars, to bs formsd by civilian volun-

tosrs, to organizs community sorvices, such as child cars, marksting,
stc., s0 2s to ralsass ths maximum numbsr of psrsons for smploymsnt
in production., . Also to conduct campaigns for se,urlng voluntaers-
for production work from among thoss not normally in tha:-labor -
“.marksts Halp solva p3rsonal problams, szcurs closing of unnscsssary
=stabllshm3nts, ate.

| 11, Shop commlttaes of 1abor and manag=m‘nt to solv3 qu=st10ns/
arlslng withln a plant. ‘ cF o h

12. . Industry committsss to complats JOb ratlng within a\ch
1ndustry, to $3curse ghnarlc JOb tltlas and descrlptlons, etcC. -

In ragard to proceduras, 1t is assumpd that at th= outbraak
of a national smsrgancy thars will b2 in sxistsncs military and
industrial mobilization plans whish will guidas oparations.for at::
~ laast thy first fsw.months. This parmits ths making of ‘dzcisions:
in conformlty with comprshsnsivs plans. ' The raquiramsnts of th3
armsd forces for ths first six months both in raw manpowsr and cadras
of skillad men would bs known; war production schadulss for six:months
with allocations to spscific factorizs and n33ds for manpowsr would
haws'bsan determined; 2nd a: partial 1nvantorv of manpowsr through:
 ths statistics of the Bursau of ths Cainsus and data furnlshed by
g othar govarnm°nt dapartmsnts would ba availabls, SRV

The following staps ar: suggssted as = lovlcal approach to
- tho mobilization and utlllzﬁtlon of tha manpowar of tha”Ngtlon~to m°et
a’ major emargancy. . - P 2 S

SR PER proclamatlon by tha Presldant settlng forth tha 1mpsra£1ve
n3ed: for ths effactlve mobilization of -th3" human resourcas of tha .
.Nation and outllnlng tha.staps. to be taksni "

-

_2 . An __ﬂ,.xs,c;u.t_:iye ordsr. prohibit 1ng, P
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a. Any employer from hiring a psrson not at the date of
'the ordsr rsgularly residing in or rsgularly employsd in thes district
in which ths smployer is situat=d unlesss ths.smploy=z has a clearance
card from the United States Smploymsnt Servies at ths point whar
tha employss r=gular1y lives or is amploysd, countsrsignsd by tn°
United States Tmploymsnt Sarviecs for the district of the amployar.

b. Any smploysr from hiring smployss2s from certain
spacifiad typ?s of industriss within his territory, unlz ss thz
employes has besn clsarsd by the local Unitsad Statss meloymont
Service. :

3. Selsctivs Ssrvics registration:

a, of all’persons, male and famals, within ths ags
limits of ths Selsctive Sservice and National Servics Acts, roagistra-
tion cards to contain information én -amploymsnt.

b. processing of rsgistration cards at 1ooal lavels, by
volunteer teams of schooltsachers and pupils and sntaring data on
punch cards by local concarns possessing punched card accountlng
equipment.

Co Clas31f10atlon and analy31s of punch card .data at
local lewsl by industrial concsrns in acoordanca w1th 1nstruct10ns
of ths Bursau of the Census.

d. Furnlshlng of local data to tha local agancl=s of
Salsctive Servicse and the United States Employmant Ssrvics, Transfar -
of data to th> Bursau of th» Csnsus. -

‘4, Public sducation campaign on nscsssity for and opsration
of national ssrvics.--This must includs clear information which will
s3nabls sach citizan to do his or hzr -rols in tha natlcnal ds3fsnsa
and will b3 ths msans of reacaiving information whan in doubt. (I dars
say that itsm is ona-thlrd at lsast of ths succassful admlnlstratlon
of any law whatsoavsr).

5. Call for voluntssrs, having spscifi=d skills, to furnish
ths technical and artisan cadrs for th» armsd forces.--Volunt=srs-
would be limited by quotas in sach arsa and within critical war pro--
“duction industriss. Also instructions to Sslactivs Service Local
Boards ‘for calling r=gistrants with the raquisits skills should thsrs
bg any daficisnéy in ths numbsr of voluntessrs to msst ths call,

6. Call for voluntsars with rsquisite skills to m2at initial

assigned requirements- of war industriss undsrgoing rapid axpansion.--
This call to bs on a local basis with ths numbsr accsptabls from sach
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district and from what industriss spacifisad. ~Many of thsass péréons
would bs callsd for tsmporary assigmmsnt to s3rva as.instructors in
training ths local labor supply for war production. jobs, - -

7. Organization of war mobilization cantars in zach community
mannad by voluntssrs rapras=nting all types of organizad sffort in
tha ‘community.--The primary task of thiss contsrs is th» dsveloping
of all ths rssources of ths community to the .support of tha war sffort. .
Thair first task will b3 making availabls for war work of all typass
“the maximum possibl-» numbar in ths community. o . .

8. Proparation of "Manning Tablas" for all industriss dstsre
mining ths numbsr of parsons and .dsgrass of skill which s3ach plant
is entitlsd to smploy; and ths praparation of "Rzplacemsnt Schadula s"”
dstarmining ratss of withdrawals, by classss of skill, by Sslactivs

Service for sarvics.with ths armsd forcss.

8y Prepération by‘tha.loeal béards of Seiactiﬁe Séfvica;of
lists of voluntsers for: war production or othsr industrial jobs; and
- parsons to be allowsd to volunteser in any of ths following classas:
a. Unlimitsd, accepting any assignmint tondsrsd.

b.: Unlimitad as to location, but iimiﬁadhaé;to typs of

work,
- ©. Limitsd to spscific lbcalitiés,/unlimitad as tb't§pe
"~ of work, - ' : . oo o _ o
. d. Limitsd to spscific localitiss and to spacific tybéé
of work, . o SRR R :
R 2.  Limitsd to hom» éommunity,,but uniimiteﬂ as.té ;yéé
of work, - ' B ' S
Do ~f.  Limited to homs éommunity-and'to'speéific types of
work., AR A e ) -

_ .+ Voluntssrs .shall not bs ‘callad -for any othar class of job .
-than th: on2s for which th2y havs voluntssrsd., If callsd for. ths
typs of task for which thsy have voluntasrad and th? assignment is
rafused, ths local board shall classify them as to liability for call
~under. ths provisions of ths national ssarvies act, bub without- :
prz judics bscauss of their rafusal of tha assignmant.,

10, Ths local boards of Selactive Sarvies shall dsetarmine ths
liability undsr ths national ssrvies nact of all ragistrants who havs
- not voluntasrad, undsr ons of the przcading classzs--{a) to (),

~ inclusiva. Initial classification shall bs in thz lowsst class

11 - .
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justifisd by th- circumstancss of ths r=glstrant but always subjzct
to raclassification if th» manpowsT situstion bacomas: crltlcal.

In 013581fy1nw wom3n and malas undar 20 ysars of ags for

'1lﬂbllity for sarvics outsidz th3ir homs arsa, account shall bs

takan of th3 pr3sencs in other localitiss of ralatives and clos»
frisnds with whom th» rsgistrant might livs if assign3d to duty in-
such arsa. Thass r=g1str1nts shall not b3 assignad to othar than
thase arsas unlsss thars is a manpowsr shortags pr=V°nt1ng filling
of th2s83 posts by othar raglstrants. ' :

11. 7stablishmant of 301nt manag~m3nt lobor committses in 2ach
plant for handling mﬂnpbwar‘problems; ' ‘ Lo

12. Promulgation of regu]atnons govarning tha hiring Jnd
recruxtlng of 1abor.-~Thcsa should covar ths follow1ng p01nts,

a. Ths Unitsd Stabes Tmploymont Ssrvics will bs tha
admlnzstratlve agancy for carrying into effect ths- pollcles on

employmcnt, it will havs no policy making powers.

" b. Local TU. S. Tmployment offlces will bp thn offics
of record for smploymént in their district. . .

c. Tmployers will advise locgl Unitad Statss Tmployment:

Service offices of their need for smployess and will bs advissd by

them of the allocations made to them from the current supply of

manpowar.

d. Regquisitions on local boards.of Sslsctive Servies for

1ndustr1a1 manpowsr will b2 mads through ths local US3IS office.

g, Loeal USES will notlfy ths local war mobilization
csntar of the needs for racruiting psopls not normally in th° labor
forca for 1ndustrlal work. :

_ f. All clearances of individuals for changing jobs or
moving to othsr areas for amploymsnt will bs mads through the local
US1S office. WNo parson moving into an area will b= sligibls for
employmsnt without a clearance card from th» district of origin
counter51gnad by thﬂ off10= of tha district to which hﬂ movad.

: ' g All °mployars may hirs at the gat° but only in
accordancs with ths guotas of which thsy havs besn notifisd through

“th» USTS. . Bnploysrs shall notify the local USTS offics of all hirings

and ssverancss.
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o - USES offices shall direct those sseking smployment
to employers in accordance with the directives they receive from the
regional manpower directors representing the National Seecurity Resources
Board and the Munitions Board. They shall not attempt to hire or
assign workers to specific plants except as requested by the employer.
The employment function of the USES will probably. be used mainly by
employers who do not - maintain their own ewployment offices.

is When & call is made upon a dlstrlct to supply industrial
manpower to another district, the local USRS office shall call up from
the lists of volunteérs supplied them by the local Selective Service
Boards those;personS-wh0~have volunteered for the localities and types
of jobs specified in the requisition. Those voluntsers who refuse to
accopt jobs in thes classification for which they have volunteered shall
be Gertlflod to their local board for classification.

o If the requlsltlon cannot be filled from thc list of volunteers,
the war mobilization center shall be called upon to securs additional
volunteers. Any deficiency not coversd within 10 days shall be met by
impartial selsction from: the proper group cla351flcatlons made by tha
looal boards of Selectlve Serv1ceo ’ '

en local employsrs have labor that has boﬁn declarﬂd surplus
or beyond their quota, "the plant "menagement-labor committee" shall
certify to ‘the -local boards for examination and classification thoss
employees whom they consider thu most equltablc &nd most-¢fficient to
transfar to other plants. , »

If volunteers are insufficient to f£ill ths needs for industrial
manpower, only pwople without immsdiate dependents should bé called up
to f£ill vacancies 'in the first instance. Only if thess two sources ars
insufficient to fill the call, should registrants with dependent families
~becalled. Since:national service is part of the obllgatlon of every
citizen to contribute to the national defensé in tims of emergency, there
is no mors reason for moving the family of an industrial worker with him
to & job assignment thanh there is for moving the family of a man called
to serve in the armed forces to camp with him. The movement of +the
family puts additienal strain on overburdened hou31ng and transportation
facllltlnsn :

Some of the speeific’ problems*-mov1ng of the family w1th the .
workar .--This was provided for in the national ssrvice logislation
drafted durlng'World'War II, but it is in my opinion unsound and
detrimental to effective vrosscution of a war. It represented appease-
ment dlrected to reducing 099051t10n to such lnglslatlon.

Moving a worker to s lower pald Job is largely an academic’
question. With few exceptions, pay is proportionate to skills; war
production requires a great incroase in skilled workers so that in
nearly all cases it will be & matter of upgrading workers called for
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job assignmsnts. In th: 2xceptional cass, whsrs circumstances force
the assignment of a worksr to s lowsr paid job, ths worksr should bs. -
paid only ths regular wags of th? new job. Msn in the armad foress:
ars paid servies pay rsgardlsss of what they sarnsd in civil lifs.,
The . sams -sacrificas, when nscessary, must bs mads by ths industrial
worksr sincs his obllgatlonq derlve from th2 samz sourcs as those in -
ths m:lltary searvics : o

employm=nt rlghts.--Pbrsons as31gnad to jobs through calls
or who voluntesr for such jobs in respons~ to.czlls should snjoy the. -
sams reemploymsnt rights as mambers of th3 armsd forcss. Thoss changing
jobs, except as abovs, should not have any rsemployment. rights.,

Ssniority of male workers.--Under most union agrzsmants, worksrs
with ths highest ssniority have the first call on day-shift jobs. Thse
exerciss of this right intsrfered with war production in soms casss
during World War II becauss mals worksrs insistsd on day jobs when it
forced womsn onto night shifts, for which it is far mors difficult to
sscurs famala labor. Union seniority rights of this type should bs.
suspendad during an smergsncy whsn they interfsra with ths war sffort..

Assignmsnt of worksrs to closed and union shops.m-Thls should
bz to.the . sxtent that ths availabls supply of workers psrmits prafsrencs
in a351gnmant to shops covarad by agr23ments of this typs, and prafarenoe
should bs givan to (a) persons alrsady membsrs of th? union GOncernad
and (b) persons who stats that thsy zrs willing to join ths union.
Pzrsons joining a union bzcauss of assignmont to & shop covarad by -
agr2:3ments of this typs should not b2 requirad to pay the full initia=~
tion fsg=-=-psrhaps squal installmants over a pariod of 20 months. No one
should bs compzllsd to join s union bacauss of assignmsnt to work in a
closed or union shop. ' : : -

Labor turnover. ----- This posad on3 of th2 most serious obstaclas
to ths sfficisnt uss of labor during World War II. It averagad 84 psr-
cant par annum. In sss3ne3, it . is a psycholog1cql problsm. Provantion
of ‘unplannad and undesirabls labor shifts, as previously outlinzd,
should substantially radues ths cause of labor turtovar.

Th2 objsctivs of national S?rvicé should bs to control and
r3gulats labor turnovar, not to abolish it.

, I would suggsst an objsctive of 1.5 paresnt turnovsr par month
or 18 pereont per annum and that 3ach sstablishmant be allotsd a quota
on this basis on Whlnh applications for ssvsrancs could b3 proessssd:
within ths plant by ths joint managamcnt-labor commltt,, with right of"
app?al to local boards on ths part of thosz whosz applications wsrs
dsnisd., In thz case of small smployars, thoe quotas could b3 set on a
community basis whars ths numb2r of smploysss is too small to uss a
plant gquota. :




Applioation for a severance psrmit should be mads on an
official form and filed with the plant oommlttee or: ths communlty
" conter in the case of small shops.

The regsons for requestlng sevarance should bs clearly stated
as well as ths intentions of ths appllcant in ths mattsr of futurs
employment. %Hvary assistance in filling out applications should be
given employsas by personnsl departmsnts or special advisars at the
war-mobilization csntsr; both to ss2 that a clear statemsnt is mads
and to find tha basic reasons for the desirsd ssvaranca.: Fraqusntly

... .8ome &advics and aSS1stanca 2t this point may solvs ths individual's

problam and:’ result 1n 2. withdrawal of* ths application.

R A llst of prlorltles -should bz astabllshad for rsasons for
. . granting a:sevsrance pormit. -At th2: top of th@ list should bs family
'";hardshlp casas and at .tha. bottom mars restlassnass and dlssatlsfactlon.

R An appllcaﬁlon should be good for threa m@nths aftar filing or
until: actad upon.  An- appllcatlon should b3 ranswabls at ths and of
thres months and upon such ranawal should retaln its relatlve posltlon

on ths llst of applloatlons,A :

L For psychologlcal reasons, thare should b3 a prov1sxon for"
 grantingsven unreasonabls requssts for ssvarancs aftsr a sufficisnt
-, lapse of tims regardlss of merit or quota. I would suggsst, &5 & =
trial rsgulation, that any aspplicstion for a s3varance- parmit that -
had basn ranswed sach thras months should ba automatlcally granted, -
nonquota, at tha and .of 24 months., : R '

S Thara should b3 smargsancy powsrs granted the 1oca1 agency of
tha NSRB to grant severancs parmits in excaptlonal hardshlp casss
out81de quota limite. : .

: Dlscretxonary pOWers should be vo8tad in an approprLata commlttee
to grant sevarancs permits, outsids quota llmlts, for movements within
,,thslr arsa which will not adversn]y affact productlon--for example, an

'exohange of workars bstwsen local plants. Applicants. for ssvsrancs
psrmits whoss ragussts havs been dsnisd should havs . tha right.of appeal
to & local-appsals’ board:astablishsd by’ tha NQRB.;,This board should
also handla tha nonquota local severancas abova. ) T

Absenteslsm is probably tha second most. sarious obstacle to
afficisnt use:of manpowsr in war: productlon,'lt was gsnarally ovar’
7 psrosnt. during World War II. An, abssntes rats of 3 peresnt looks:
- like a-sound: objectlve.: The problam'is a oomblnatlon of: psyohologlcal
and phy31ca1 factors requiring much skill™for sucecassful handling, 8o
many factors are 1nvolved that only the sallant p01nts can be touchad
upont hersy - , s :
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. 1. Whilé ths sblution must be'fundamentally on -a coﬁstruqtivé
approach, certaln d1$01p11nary faatures ars nscessary. '

2. ¥o overtlme for Saturday or Sunday work should be paid any
worker who has not: already worked 40 hours in that wesek.

3. TWvsry worksr absent without authority should bs obliged
to appear bsfors the managemsnt- labor.committes of his shop to 2xplain
ths absencae. Any unaxcused a@bsence should bz noted on ths worksr's ’
record and raducs ths ssniqrity by some spscifiad amount.

4, An honor roll should be .postad in each department, listing
thoss with & satisfactory rscord of attsndanca. Thars should also bs
listed ths psrson.with the poorest record.of attsndance if it is below
8 certain standard, I would not list mors than on2 dslinquznt as it is
a greataer incentivi to. othsr dslinguents to kszp off ths list than it
is to get off it aft°r balng publlcly postad. '

5. “ducatlon is tho first constractlva otep and this is
particularly nacsssary with womsn and girls not normally in ths labor-
merket. During ths last war, many in this group bscam> intoxicatsd
with the easy and libsral spsnding mensy thsy wers making. Thair wagas
wsrs nearly 211 nst spending monsy sincs most of this group wars not
under ths nacsssity of working for a living. Thay wars pron= to taka a
day off for shopping, to g3t a "permansnt" or to sntsrtain a visiting =
friend. They n33d sducation as to ths vital importance of thyir job to
ths war offort, The support of which thsy daprivs ths armed foreces
whan abs~nt from .work aﬁd the 01tr10t10 sorvics which thsy. owe thalr
country.

6, On ths constructivs sids, arrangsmonts should bs madz for
stores.and baauty parlors to rsmain opsn sevsral nights a wask for ths
axclusivs -uss of war production worksrs; ssrvica to bs dsnlad anyona not

" producing an . mbloymmnt card,

o Te A gan@ral 9ducat10n campalan aga1nst absanteelsm should be '
conducted by the public relations committss of ths war moblllzatlon
center and psopls should bs invited to submit for solution porsonal
problsms that intsrfers with thsir rcgulﬂr attandancs at a jobs

8. Committsss- should bs sat up in gach s=ot10n of 2 communlty

for local ssrvics. ® 3very worksr -should know how to gat in touch with -
the local committee whesn hzlp-is nzsded to msst en 3mergancy. Local 5
cormitbeas should bs notifisd by ths smploysr of all. amployeas abssnt
without known cause so that o committes mambsr can maks an immediats
call at th> worker's homs to sse if hslp is n33dad or to uncovsr casas )
of unnzcessary absencs A typs of cas3 whars prompt assistancs can ba’
rznderad is whars a girl is baing h2ld from h3r job bacauss har mothsr,
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who has younger childran; isﬂillyand ths girl has to take ovar the
housshold rasponsibilitiss:’ In most cusas, it can bs arrangsd for a

nzighbor to taks ovar cars of the housshold. :
' Some of ths types of cooperative services that can bs arrangsd
that will rslsase peopls for war production work ars: : : c

. 1. Vhers several young mothsrs live in ths samz mnaighborkood,
ons can cars for ths children of ths group during the day, for which
sarvice the othsrs should pay hsr, thus rolsasing the othsrs for produc-
tion jobs,. : ‘ o ‘

2;‘»Marketing for worksrs to bs dons by nsighbors.

3, Homé,laundry and mending'for worksrs by nsighbors who ars
uneble to undertaks jobs outside thsir homes. - .

‘ 4, thhing dishes, préparing’meals ready for'cobkingg ste.,
for production worksrs. ,

a1l of théSe serVices‘should‘ba’paid for by the'Workar but they -
will requirs organizing and supsrvision by ths -community center. ' .

o There,érd a numbef\ofvitéms of importencs in ths sfficisnt uss
of manpowsr, which I shall not taks up your tims to discuss sincs they -
ars not psculiar to ths administraticn of a national ssrvics.act. - Among
tham are: : o SRR SR

a (a) ‘Appranties schools and ratas of pay4during training. -
{b) On ths job ﬁraining and.ratss of pay.
(¢) wqualization of,wagéé.

- (d) TIncsnmtiva Wagés.
(a) <Cost of‘liviﬁg adjustménts;

. Thérsvis oﬁa ﬁoint,‘hdwever, Which;should bo discusssd bscausa . -
its importance and its sffsct were almost complately overlooksd during
the last war, This_is~tha;qv3rmaﬂning-of‘a'plant,:notrinlreﬁpectAto its
equipment and scheduled rate of production but in relation to ths actual ~
rate of supply of materials and subassembliss. This was producive of
much inaffiCiancy and wasts of labor.: :

”The_eﬁpioyer'§~hénd,wés largély foroed'invthis~mdttar‘becausa;

in‘yﬁé ebsanca. of any governmental: authority to assign labor, ‘gach -

manufacturer had to grab labor whan hs could gzt it and keep it on'his -
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pay roll sven when only half busy; otnarW1se hs had no assuranoa of
gettlng 1abor whan badly nesdod.

v The greatast output over a period of months w111 be obtained
whan labor supply is so rsgulatad in proportion to materials supply
that there is always a sllght surplus of th2 lattsr on hand and not
when & plant is so overmanned that it 1s comsbantly using up all
matsrials on hand and having %o Wait for fresh supbliaSu

To. summarizew=-ths sola purposs of a natlonal servics sct is
the efficient moblllzation of th= Nation's mznpowsr in tims of smargency.

Regimentation of the psopls is no part of the ob3=ct1ve of a
natlonal service act.,

Ths primary means of the admlnlstratlon of =z natlonal service
act ara: (a) public:.education, . (b) 1nd1v1dual information, and (c)
leadership. .

Policy and principles must b= made at ths national lavel,

Administration must bs at ths local l» vel with ampls discrstion
vestad in the local officials to handls intslligently all problems
arising without beaing hampsrsd by inflexibls rules and ragulations.
Local authorities should primarily adm1n15t=r principlss and p011c1es
rather than rulss and ragulatlone.

Powsrs to assign lsbor and ths polics powsrs of a national
servics act ars sss2ntially for that small minority who not only
rofuse voluntary coopsration in any community effort but who also maks
sffactive coopsration by the majority impossible. Traffic police are
for the small number of motorists who through thair violation of common
sensa traffic rsgulations would maks it impossible for noarly all othar
motorists to comply with such regula tions.

I want to 2omphasize that no law and no rasgulation is a substitute
for administrative obility and leadsrship, but on ths othsr hand, ths :
sblest administrative ability and leadership ars halpless without ths
powar to snforce disciplinz. Thz ablsst commandsr in ths world couldn't
win battlss without disciplins and ths toughast dlsclpllnarlan w1thout
1eadershlp would only loss battlﬁs. ' SRRUE

COLON’L VAN WAY: Wb have a number of gussts hars and I would
liks to assuré them that thsir questions are as weloomP as thoss of S
ths students, - o

QUISTION: You spoke of tha National Security Rssourcss Board
as being the central board or agency for policy. Now, when you gat
into ths opesration of a total war, I don't sss how you ars going to
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'prsvent-all thysa agenciss from 3ncroaching upon thé'fighté-éf ons
anothsr. If Wwe go into a national ssrvics act, do you think ws will nasd
a separate agsney for control of opsrations? o o

v, GOLON@LiéiNDERS: My understanding is that thé'pléns ars that
in an emsrgency ths National Security ReSourceS‘BOarq-Will devalop out
of its.sxisting structurs ths nscessary opsrating agsncy.. -

L;QUESTIONER:' That is the objection we find with thaApfesent
setup of NSRB, It is just a policy agency in pescstime ‘and there is.

no-setup to translate it intb'sn‘oparating,agency forfwar.

. COLONIL SANDTRS: Well, I can't answer that vory well bscauss:
that is & matter of legislation and Prasidential policy; meither of
which I am in a position to spesk for, : ; : '

If the National Security Resources Board has abdicatsd its func=
tions as a planning agency and raduced itsslf t6 a mers advisory capacity
then, of courss, it will becoms necessary in an smergency to crsate a
special ageney to perform the functions which it was axptedtad would be -
part of the work of ths NSRB, - : o -

‘Such a spscial agsncy will havs to bs at Cabinst laval sincs all
~policy making in connsction with ths mobilization of manpowsr in a
national smergoncy is a. function of ths Prosidsncy and 81l policiss must.
roflsct ths Prosidant's visws. - '

various. astablishad governmsnt dapartmentsvand agsnciss. havs basn e
antrustsd with only thoss functions that ars normal to thair paacatims
activitiss. That nons of tham ars given any policy making powsrs but,
on ths contrary, they mersly 3xscuts policy that has basn detarminad .
at ths Prasidantial levsl. Thsy afe'givan'thé:minimum'of ogpprtuni%yf_g;--'
for s2lf~aggrandizomsnt or for using a tims of war for putting aeross.
pet projscts for which they havs bsan unsbls to obtain approval in tims
of paace. ' , L o S

It should b2 notad that]under-the plahs that havs bsen discﬁssed‘““"

QUISTION: Colonsl Shndars, from your vsry sxeellsnt pras3ntation - -
I assums that you ars in favor of notional: s3rvics. I would apprsciate
soms - commants 8s to why you fasl it is nscessary and how ws can insurs '
that ws can got out of thass controls and,. 13t 'ms say, down our present
democratic road aftsr the smsrgsncy? ' S

~ COLONTL SANDIRS: First, ws f£oll bslow possibls production in .
World War II by ovsr 15 percsnt dirsctly dus to ths luck of such controls,
as provad positivsly by our production figurss snd ths idls worksrs in
the country that ws couldantt gat whars w3 wanted them; secondly, national
service lagislation is 9ssantial at ths vary bsginning of a war and not,
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as a lot of paopls advocats, waiting until you find out that you nesed
it, becauss soms of ths ob]ectlves of national service legislation
. bacoms impossibls of attaimment if you don't have it from the start--
primarily mass migrations of labor which upsst ths entirs economy and
planning. of the coantry. You can't undo thoss things oncs thsy havs
" besn dons; there was a vast amount of housing that would havs besn:
.unnscessary if we_had pravented those mess migrations. .
As. tb'following ths democratic road, thare is a complete illu~-
sion that a democracy is a sort of go-as-you-plsass affair.. That is
only anarchy, not democracy Democracy is build not on sverybody d01ng
as hs pleasss, but on sverybody having an squal obligation. You haven't:
a single fundamental thing in a desmocracy that is voluntary. Taxss -
are not voluntary; going to school is not voluntary; public sanitation
is not voluntary; traffi¢ regulations are not voluntary: It is the
equal obligation of svery citizen that mekes .z dsmocracy. There is no
such thing as saying, "®verybody go as you plsass and the dsvil taks the
. hindmost." If you want to know why you can't do without comtrols, you
only have to look at rationing. Volunigry rationing is an impossibility
because ons woman Will not curtail ths food of her childrsn whom she-
considars mora 1mportant than ths Nation. The womsn nsxt door.who is
patriotic and willing to go along and cut down on her childrsn's rations
will not do it when she ssss har neighbor failing to comply. Shs is
willing to do her part, but she will not carry the other women's -
rospons1b111tles. She will carry har own-load but not ths other woman's.

. In th> last war ws trisd to‘take of f the restrlctlon on gasollneﬂ
and go on a voluntary basis whan we got a surplus of gasolins, but ws
had to goback bscause svarybody was violating it without any cohscience.

QURSTION: Inherant in your dcflnltlon of dsmocracy, I supposa
.a correspondlng systezm should also bs a univarsal conscription program
for.the conscription of industry in tims of war. Would you comment on -
that, please? : ' ' ' '

 COLON®L SANDWRS: Ars you distinguishing bstwsen a Sslsctivs
Service System and -a constription system? In othsr words, Wwe have set
up Selsctive Service for ths military- obligation of the citizen rather
than conscrlptlon serv1ce whlch differs in principle. v :

_QUESTION?R:ﬁ That apnllas, 51r, to people. ‘How ‘about produce
tion facilities? S , S

_ COLONTI, SAND®RS: We alrsedy have production facilitiss undsr
~such obligation. Ons of the paragraphs of ths Sslzctive Servics Act of
1940 placed svery industry in ths country at ths disposal of the Govern-
ment, with penalties to the employer of having his 1ndustry taken out
of his control if ha falled to comply. S
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; - QUISTION: - I am really refsrring to soms concapt of universal

‘servicethat wz havs heard and studisd about which indicatad that it

~ should not- only refsr to individuals but also to things liks capital,
profits, end so forth. It appsarsd to'ms inhsrent in your dsfinition

- of democracy, ths common r3sponsibility and obligation of working, that

thors might bs soms comperabls sxtsnsion of that concapt. Do you think

thars should bs soms comparable afforts in thsss othar linss?

) ©° 'COLONIL SANDTRS: I do, and they alrsady sxist. We havs thsm
_in thy Sslsctive Service Act. T _ v

- QUBSTION: .To carry that thought & little furthsr, soms psopls
héve ‘expressed the thought that labor would object to national service
‘unless ‘thers is-also conscription of facilities and national oparation
“of plants, and that sort of thing. Would you cars to give us your. views

on the validity of that thought and the sincsrity of thes psople who
. expressed it? A SR R A L
‘ COLONSL SANDWRS: Yes. Largely that was an illogical objsction
bscauss we had already conscripted industry. Ths only argumsntativs
point thera was that, I belisve, soms labor lsadsrs contendsd that
profits should ba restrictsd. If you appliad thair lYogic to the profits,
" them you would apply it to wagss, and thay would havs been sstoppsd from
- wartims wagses. In othar words, it was incintive profits, countsrbalanced
by taxation of sxcess profits and ransgotiation :of contracts on ons ‘side
against incentive wagss to labor on th> othsr sids. In othsr words; ws
. in‘a demoeracy have-apparently’ reathed the point where during war we
‘bribe all our citizans to bs patriotic. If it is on that basis, it
" . should bs.on ths basis of equality. If you bribs ons, you hava to bribe
them all, : e :

QURSTION: I understand from your prasentation that you do
proposs to maintain wagss as a kind of incsntivs o labor to go along
with this plan. In othar words, you don't proposs to pay ths worksrs
Who ars bsing forcad to work under this plan or whoss work is being
regulated under this plan, in accordancs with ths pay of military
parsonnsl? S ’ : _— " -

"~ COLON=L SAND®RS: Oh, not.at all, Pay tham the going industrial
wages. TWhat we should avoid is ths crazy thing ws had in World War II
whore: We had employers bidding against ons anothsr for smployses, bscauss
thars was no other way to man thair factories, Thay just kapt bidding
up wages,. - :It was not & proper incentive. I believe incentive wagss
- @rs.econcriically:sound, but thsy must bs put on 'an aconomic basis.

B QUTSTION: . Getting back to ths dsmocratic principls, it is recog=
nizedﬂthat<pe@pls;canfbegdraftéd into ths military service and ths wagas

they g3t th3rs don't amount to nearly so much as incsntive wagss that the
othsr boys will continus to draw 3ven undsr tha Selactive Ssrvice Act,
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and that has b°en a factor in th: morals in ths armed forces to g csrtain
sxtent, Once you have ths Selsctivs Sérvice Act, isn't it bettar to
taks ths step first and rscognize the obligation of the 01tlzen to support
the country's war effort and squalize that waga? g »

, COLONTL SANDWRS: I doubt ths soundnsss of that osvchologlcally
and sconomically, After all, leadership of armies and lzadarship of:
industry are all psychological. I have never led troops that, after you
had really weldsd tham into & unit, =ver. thouvht about what their pay
was or thought about what the pay in industry was.' They became soldiers
and ‘had the fesling of soldisrs and ths esprit de corps.of soldizrs. You
would haVS'tha impossible. situation in industry that you would gat if,
for 1nstance, you had the Regular Army on & peacetims scals of nay and
then for war you had a voluntser. army that you wers paying twice-as much
right alengside of them. You wou-would have the same trouble in industry

with two sets of psople, one with ons rgts of pay and ons with a complatsly

diffsrant rats of pay. We should have incentivss. We should have
regular industrial wagss, but we should not have ths same compatitivs

bidding for labor on the basis of pay that has no rslation to productlon.
That was the mistaks wa mads. :

QUISTION: Colonsl Sanders, with raspsct to ths workars thom--
salves baing shiftsd from job.to job, how about ths. S3niority rights:.
that they had in their othar jobs and how about th> happinsss of tha .
workers thamsﬂlves? Of courss, in wartims your happinsss goes by the

‘poard, but the contsntmsnt of ths workers is sine qua non, it seems to:

me, to maks thi plan work. In a 'military outiit a .guy can g3t unhappys -
but he will land in ths guardhouse, and hs knows it, so hs keeps his. -
d1sgruntl=m°rt ‘to himsdlf. If a man is disgruntled. on th2. job in 01v11
life, and on a largs scala, it ssams to m3 that would operate to kaep
th2 plen from working. .

COLONTL SANDERS: That is what I pointsd out as bsing a major
factor in the operation of any natlﬂnal servica act, that it is® psycho=
logical and rasts on tha basic idze prlmarlly of peoplm voluntsering for
the 4ob and only as31£n1ng paopls whars you couldn't .gat sufficisnt
voluntasers and whars you would have the support of ths whols community.
Under that type of administration,.l think you would havse as disgruntled
peopls only malcontents that you never can -satisfy under any 51tuatlon .
whatsoevar, th2 psople who ars liks the Irishman who was cast up on

- sen coast. Whsn h> cams to, hs asked whers he w@s, and then he Suld,

"Whatever the Govaermment is hers, I am agin it."

QU"STION My question concerns th° rasponolblllty of th= ,
military and of ths civilians for doing datailed planning on ths working
lavel to maks national ssrvics legislation work. . In our past lscturss,
panels, -and raadlng, ws have run intc ths argumsnts from ons sxtrome to
ths other: TFirst, mersly saying th> American psople cannot be coercsd -

and rsgimented; you can lead a horsz to watsr, but you can't maks him
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z:driﬁk;'that}they ara'uﬁpatriotic_and nsad wags inCantiVGs} sacondly, - -
that the Amsrican psople ars mors- patriotic than we give ‘them cradit

- for; that if they are reslly sold on paticnal servics lsgislation they

will accept it, especially if they ars brutally shocked by sabotags or
atomic. bombing or something of that sort. In view of that possibility.
‘that war may come in that brutal way, ths Amsrican pecple will bs sold
much quicker than ws think on ths legislation; and it would bs the
“unforgiveble sin not to bs  ready with industrial planning of ths work
load, My question is, therefors, who would bs ‘responsibls for doing this
~planning at this tims, the military or ths civilians; and to what extent,
“and. what would you suggest might bs done furthsr in order that ws might
bea.ready? - IR S IR ’ C '
COLONSL SANDARS: = I think it is a-joint military and civilian job
bacause it is the correlation of war production and civilian maintsnance
~during war and the building up of ths armed foress, interlocking tha
whols: through planning agsnciss., At prosent, start with ‘ths National
‘Sscurity Resources Board and the Munitions Board and govérmmsnt depart-
‘monts, such as the Departmsnt of Labor, ths Dspartmsnt of Commsres, and
the Dspartmsnt of Agriculture. What we havs to avoid is ths kind of
planning wa: suffsrad from in World War II, in which we had very carafully
drawn up plans, but not ons of which was fcllowad whon ths war was
started; evsrything was improvissd, - - '

‘I think one troubls was that ths Prasidant for gsertain politieal
reasons didn't want to follow thoss plans, Ths othsr raason was that
every men familiar with th> plan immadiately leavss +ths desk whers hs
hasfbeen‘working and ths now man on ths job is askad for somathing in a
hurry, ‘and is faced with nins volumss of plans. It is much quicker to
improviss than it is to look through all thoss volumes to find out'how
to do it. So any plans must havs tied to thsm 2 cadrs at lanst familiar
with thsm to maks them continuous; otherwise thsy ars just dead volumes.
in-a library, In other words, plans will rast on thsir administration. .
If yow haven't anybody thers that knows them excapt by looking ‘through
an index from day to day, thsy simply won't work., SRR S

- QUWSTION: = Sir, in your plan havs you taken into’consideration
the' education of scisntists. and medical doctors; if so, how ars you
going to gat thoss paopls in that fi»ld into ths desirable serviecs, in
ths military or in industry? ' o ‘ ‘ o

COLONSL SANDERS: Yes. During World War IT, I 'advocated the’
theory in relation to those in sducation that no man should bs daeferred .
°n account of his training for & profession, provided that he would not,
within ths spacs of two years, be abls to function in his chossn profgs-
sion. . Wa simply did not have snough manpowsr to lsavs any of them out
of the-armed foraess for ths saks of thair futursy otherwisa thsrs might
not bs any futurs st all, : ' o - ‘
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Second, in ragard to your scisntific menpowar alrsady in
1ndustry, my own analysis of a number of industriss during World War II
showsd that this division of irrsplacsable men varisd batwssn 7 percent
and & meximum of 11 psrcent of the persommel in industry. The majority
of those men were wsell beyord military age anyhow, so thars you came
down to a very small factor in manpowsr. The =lsctronics 1ndustry is

' probably an sxception to that, whers ths bulk of irreplaceabls men ars
young, but in most industriss, that is not trus, Following the 7 par-.

. ¢cent to 11 percent of irreplaceablss ws had about 10 percsunt of the
men who could be replaced in two years and other groups of 10 to 15
percent to & group who could bs replaced in periods batwsen six months:
and two years, and 50 psrcent of all psrsomnsl in any typs of industry
who could bs raplaced in ons nlght. Of course, you couldn't taks out.

. B0 psrcent in ons day, but any individual could bs replaced in ons day,

‘A,and all ‘you had to do was to schadula orderly raplacament bscause any-

" body, svzn a day laborsr pushing = whaalbarrOw has to know whsrs he is
going to push it. You could taks 50 percant out of ths factoriss undar
a plannsd schsdule without any impairment of' productlon, but whsn you -

-took them out heltsr-skeltar, it stood production on its h3ad.

QUISTION: - Sir, I can visualizs tha application of your plan to
industry. Would you covsr how that would apply to farmsrs? Ths thousands
‘and thousands of small farms W= have contribute to the food of ths Nation,
~but thay ars prlvataly ownad nnd muvba 3mploy only ons p3rson 2ach.

COLON‘L SANDWRS: In tha first placs,- tha small orlvately owned
“farms practically don't contributs anything to ths Natiocn. Ona-thlrd of
our farms producs only 3 percsent of our total output; another third
producss about 17 psrc3nt; and th= r3meining third producss 80 peroant.
Now tha situation of ths small farmers is ons that ns:ds car3ful handling

" bascaus3s ths littls indspendsnt farmsr is ons of ths backbones of dsmocracy,

but it has also coms to b2 a refugs from military sarviee. Plans can bs
worksd. out by cooparativs sfforts by which thair farms ca2n b2 managsd
whils th3y havs to go into war production or go into military ssrvics.
‘We took 2.5 million mors pzopls off our farms in ths last war than the
agrlculturallsts ‘said could bs taken off. Thay said it would dastroy
agriculturs. Instsad of that agricultural production wsnt up. - You
should have ssen the way peop1= flocksd off the farms whan they saw
ths factory wages and ths way thsy flocked back to ths farms wh=n tho
ordar wsnt out glVlng defarmant to men worklng on farms! :

" QURSTION: Colonsl Sanders, in your presantatlon you dlsoussad
many subjects which wers deficisnciss in our production plan during ths
last war and which you attributed te lack of national ssrvice--some of
thoss things liks too many houses and the migration: of too many worksrs.
I would liks to know on an ovsr-all psrcsitags basis--ws possibly wars
40 percsnt lsss productive than ws would have b3sn through nationel

sgrvice--how much of that ‘can ba sttributsd to lack of national sarvics
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and how much can bs attributsd to othar factors? We didn't have any
typs of producticn/plan."Wé.put contracts out without considering -
whers they went. We wersn't sfficisnt because ws built plants we had
no use for. Ws didn't control our materials, I would liks to gst from
you an expression as to what parcentags of tha deficisncy w2 could curs
through naticnal service and what perczntags was could curs threugh
determining What,we_wanted and whars ws wantsd it. ' :

- COLONWL SANDZRS: On ths things that wers attributable antirsly
to ths handling of manpower and to the question of location of . plants.
and building them where they should have baen built, wa suffarsd in lack
of production batwasn 15 and 20 psrcent from ths lack of ability to
manage menpowsr, Now thers Wers a lot of othar production troublss, dus
to ths things that you cits. Ons notable sxampls, for. instanca, was the
building of two hugs bombing plane assambls -plants down in Oklahoma
which were to draw thsir subasssmbliss from Willow Run, with ths result
that if the Willow Run plant was tisd up, it tisd up both of thoss planmts, -
You had a 900-mils road haul for all ths parts bstwsen ths’two plants.
You had a chain targst. The 3namy only had %o hit ons of ths thras targsts
to put ths whols thing out of businsss,: - ' '

5 WR. FITZPATRICK: Was thors, in fact, any mobilization plan for
anything, axcept soms charts on organizaticn in 19407 ”

|COLONIL SANDERS: 0Oh, yos.
MR. FITZPATRICK: Who had thsm and whors thay? .

_ - COLONIL SANDWRS: They wers in th» posssssion of ths Ordnancs
and ths Quartzrmaster Corps. Thers waras dstailsd sztups. ) :

MR. FITZPATRICK: What I maant was a national plan, not down
hsrs at ths Signal Corps and thoss places, but was ths 1939 Mobilization

Plan a' plan?

-VCOLONSI‘SANDERS:‘ 8o far as I know, thsre.was nons on ths armed
-forges, but there'was:ona on:war production, all of which was thrown to
the four winds and navsr put into oparation. S :

MR. FITZPATRICK: Was it any good?

COLONTL SANDZRS: That I am not in a ‘position to pass on. It
was a voluminous thing. I remember ssoing ths ‘national coding machine
‘rscords on it that showsd whsrs you obtainsd military equipment including -
quantitiss’and timss for délivery. It was dons in great detail, It may
have bgen swamped in its own dstail. We didn't svsn know how big a2 war
Wwa could fight at that tims. ‘ = L
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QURSTION: Will you amplify your uh&srstanding of tha‘induétien
of limited ssrvics psopls intec tha armsd sarvicss? T

, COLONTL SANDSRS: Yes. We did not utilize limited ssrvice. psople
to start with, and I bsliazve one rsason was that ths Army, particularly,
figures that rehabilitated wounded man would f£ill all such jobs ulti- .
mately and assigned men practically regardless of ags to combat units...
In 1944 our infantry divisions averags ags was over 27 years, ths Navy's
average ags Was 24+, and the Marins, Corps' averags ags Was 22 ysars.

The consequencs of that was that in Octobsr 19544 we were out of infantry
replacements in France and had to grab men halter-skslter out of units,.
where, in my judgment, they never should have been, give them very brief
training, and thsn shovs them ovsr into infantry units. If we had used .
“our limited ssrvice men and allocatsd those men by ags, and not mersly
by calendar age, but by physical age, because soms msn at 25 ars .old men
and some men at 45 ars young men, We could have had an averags &ags for
our infantry and our tanks of around 22 cor 22%-years, and all our combat

“units could have besn young men from sxactly the sams group of men. Our
supply depots and our linss of communicaticn could hava bsen manned
progressivaly by older men. You get avan a betier use out of your oldsr
msn by that, bscauss & lot of the oldsr m3n can b2 conditionsd for combat
if you do with thsm in a year what you dc in thrss months with a fellow
who is only 20 ysars old, - ‘ :

You can. also fight wars with oldsr men if you fight your war
accordingly. Balgrads was taken in the First World War by a German
commander whoss forcss wers land wshr divisions, agss 40 to 45. He did
some. trial mansuvering and found that Byrmarching 9 miles a day hs got
‘the same combat afficisncy as a young divisicn that had marchzd 12 %o
15 miles. So hs plannsd his campaign et nine milss a day and capburad
Belgrade. Ws can vary much increass the affsctiveness in given manpowsr
if we will uss ths Army, in jobs that don't requirs fully physically fit
men, mon that ars capabls of filling those jobs. A1l vou had to do was
walk down Pennsylvania Avenus or Consititution Avenus all ‘during the
Second World War and jou would find fine, young combat solidsrs just
presenting arms in front of doors. They ought to havs manned those
placss from the Old Soldisrs Homs. :

QUZSTION: I notice that the House of Reprsssntativs Commission
“reported quite a fow agsnciss that wers indspsndent. I don't quite
seem to know where thay bslong, who thsy raported-toé—quite a jumble of
organizations during the war. In your talk you apparsntly visualize no
placs for an organization such as ths War Menpowsr Commission, such as
we had in ths last war. Could you slaborats & littls bit on just how .
you think we should go to war nsxt time without Fresidential authority
for war emsrgency powsr or planning and how avoid some of the mistakss
we mads in the last war so far as organization of agsnciss is concarned?




COLONIL SAND®RS: Yes. I would not havs an agancy similar to
ths War Menpowsr Commission. I would havs a branch of ths National
Security Resources Board with loocal administrators having ampls authority
for passing upon policiss and plans in sach locality. I would uss as
the-administrativs agsncy, without powsr to maks any policiss whatevar,
ths Unitzd Statss Tmploymsnt Ssrvics as an agsncy for transmitting erdars,
-and kesp out of ths hands of ths NSRB local boards' asctual administrative
functions. Thsy trisd to do both undsr ths War Manpowsr Commission and
they became complstely boggzd down batwsen ths two of them. 7Zverything .
was improvised. Thsy had no dirsct powsr, Wverything was dons by
indirection. If you wantsd something done over hsrs, you pushed that
way, in th3 hope that something would jump out over thers. You would
push that ons bscause you had nothing that you could -l2gally push whars
you nssded to. You frequently got results that you didn't expect,

, COLONTL VAN WAY: I think we will close on that nots. Colonsl
Sanders, we ars greatly indsbted to you for a most excellsnt prssente-
tion of a difficult and controvsrsial subjesct that had sngrossed us all,

Thank you vsry much, '

(29 Mar. 1950--350)s.
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