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- MA”POWER PROBLEMS IN THE NATIONAL SECURITY RVSOURCES BOARD
lu February 1950

+ . COLONEL VAY WAY: Gentlemen, in our course on manpower plannlng
agencies of the Government we started out with an address on the Selec-
tive Service System, in which we had & very splendld talk by General
Hershey. ‘We then went into the Department of labor, in which we had a
talk on the United States Employment Service from the Director of the
Bureau of Employment.Security, Mr, Goodwin. We then had a discussion
on the Munitions Board's menpower planning, by Colonel Tally. This
morning it will be our privilege to hear about the National Security
Resources EBoard from the Chief of the Uffice of Manpower, Mr. Robert L.
Clark, who will talk to us on "Manpower Problems in the National Security
Resources Board." '

: MR. CLARK: General Vanaman and gentlemen. It is a very real
pleasure for me to have, the ‘opportunity of 'speaking from this platform..
-»T have had numercus opportunities to coms down here and listen to other:

people speak, and I have been impressed with the quality of the questions
which were asked the speakers. I hope at the end of my lecture that you

will fire at me. the same kind of auestlons thet you have thrown at the
others., I am used to. having questions thrown at me, aend won't be
. disturbed by their hature if you want to be perfectly frank in asking
me what We are doing or what we think we are doing.

I have been 1mpreSSPd with the need. for the people.in NSRB and
the staff of the Industrial College and the War College and other
military institutions in the United States to work very closely together,
“We' dre all-‘in the same business,. and I have ths feeling that we can each
 contribute to the. thinking of the other. We can needle one another into

doing things that ought-to be done, I dor't think that needs to be |
‘-limited to-governmental organizations. . It is important that. private -
organxzatlons work w1th thu Government, a8 wsll. ‘

C Onn of the reasons why we in thc Manpower Cffico would like to
do a little experimenting with the Industrial College is that I understand,
for instance, that. you are going to experiment in the field of correspond-
ence training.,. That is a field that can disssminate very w1dely the
thinking that goes on hers in Washington, and that puts that thinking up
against the background of .reality for the people who. are taking your
correspondence course out where the job.is .going to be done. Since you
are just getting into-this program of training by correspondence, we
‘would like very much to sit.down with. the faculty and the‘students‘of

”the institution who are planning that program, becausc we have some ideas,
" we think, that would be helpful in getting. such a program under way; and
we alse have some -ideas which we would like to see tried out. ,

-1
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~We are not going to limit our activities to governmental
institutions, We .are already having conversations with some of the
colleges and universities in the United States. That is a rich resource
for research and study. Those colleges and universities in a good many
instances are looking for something that they can get their teeth into.
They also have resources which we don't have for making the studies., In
the first place, they are on the ground. : : ‘

' We hesitate a little bit in getting very far into that field - .
unless we can work with a governmental institution which has somewhat
the same problem. We feel that the Industrial College and the War.
College do have somewhat the same problem that we have, and perhaps
they can help us to work it out. Also you may be interested in some

of the findings that we are able. to get from the colleges and the
universities. ' - : o

I think it would be useful this morning, before getting into
the formal part of my lecture, in which.l am going to try to describe
"the problems that we. have in manpower planning, to sketch very briefly
‘for you the organization of NSRB and our place in ti. .You are familiar,
of course, with the place of the Manpower Office; but I would like to
‘recall to your minds again the fact that the Board is organized with a
chairman and two major staff offices that we call Resources and Require-
ments, and Program Coordination, which I would like to say a little
more about later on. Then there is a series of so-called planning
offices. ‘ I

Anybody taking a look at our organization would think that we
were organized to take over the war production job when war comes,
beosuse, looking at our planning offices, it looks as though you.seg
a nucleus of the old wartime agencies. We have an Office of Production,
which looks like the WPB; we have an Office of Transportation and Storage,
which looks like ODT; an Office of Economic Management, which looks 1like
OPA; an Office of Manpower, which looks' like the War Manpower Commission;
and so on down the line. But that is not true. The reason that it-is
not, as you well know, is that it has been decided that it is not wise
to try to staff a planning agency which can take over when war comes.

 In the first place, the kind of people you get for planning are
not the kind of people that you need for actual operation.. In the .
second place, you never could have a staff large enough to encompass.
the enormity of the job that has to be dono. Even when this old philosopl
existed in the Board, we thought that we had to have_somewhere,betweenv
800 snd 900 people just. to get the job off the.ground; and some people
had the idea that the agency would be much larger than that. That would
have been a very cumbersome agency at the Presidential level. It would
‘have. been larger than any other agency at the Presidential level. . There~
fore, what we are trying to do is to get this planning job pushed ouk to
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'\ﬂthe people who are goxng to hdve to do the JOb when war comes. That-'
_means the people in the military establishments, the people in the
'establlshed government departments.

. '5 I happen to be one of those people who think that we are going

" to have .to bring a great dedl -of new blood into the. Government . when war
‘comes, because people get themselves fitted into certain patterns. of ’
operatlons which they will not do in wartime. But there can. be a nucleus
of know~how in the other- departments, and when the war comes, we can
'expand on thst.

“Now, ' getting down to the Office of Manpower itself, it is
organizéd=~~I shouldn't say "organized,™ because. ‘there is no organization
of the Manpower Office as such. After all, there are only 13 professional
positions in the Manpower Office--but there are areas of plamning which
break naturally. We have tried to staff our office with people who have
_d.thorough understanding of thosé areas.. We have also tried to staff

_this offiice with people who are versatile enough so they can cut across
'“a number of areas, because there is no one mnrea of’ manpower plannlnv
Whlch is” self-contalned. : :
, The areas of planning of the Manpower Offlce are these° The first
“one is the Resources and Requirements, which is- -responsible for a broad
study of the manpower resources and the probable requirements: ‘that will
be placed on the manpower pool in wartime. Then there is a second area,
an interesting one, Military Personnel--the question of the proper utiliza-
tion of military personnel, the machinery necessary o recrult it, ths
Selectlve Servies System, and all that sort. of thlng. The*third is the
area of recruitment, placement, and controls. That is an area which was
reprpsented by the activities of the War Manpower Commission in the last
" ware. In the fourth, we have the arsa of industrial training. I want to
ftalk just briefly about that a little later. Finally, the fifth is the
“’area of labor relations, which is the area represented by the work of
fthe Mediation and Concllistlon Service and of the War Labor Board in the
Vlast War. : o '

- - This morning I Would like to dlscuss ‘with ycu the problems w1th
“which we are faced and some of the solutions which have occurred to us.
We don't have &ll the answers. Wé have very few answers. .

o - Now we are- going to dlscuss the proparatlons which must be made
to mobilize monpower for the successful prosecution of a modern war.
"'Lett's start off by putting the process in its simplest terms. The process
"1s like one of logistics. The Joint Chiefs of Staff develop the strategic
"plans and -accompany them with the neeessary assumptions and other guidance.
””” ‘The armed: services, with the aid of the Munitions Board,. convert. these
“plans into military persomel requirements and into military productlon '

items., These in turn, by a modified process of iuter-industry 'economics,
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are transmutsd into energy, industrial capacity, materials, and transporta-
tion. .Finally, all these requirements are recalculated 1n terms of man-
'pow'r for each maJor segment and for the total._ sy

What 1 constructed here, mentally, was a vast pyramld with the
planning of the JCS at the apex, thus all the production facilities; and
finally we come down to the base, which is represented by manpower.: ‘This
deseription of the planning process is, of course, a gross- over-simplifica-
tion of what we must go through to arrive at the end result. .Our-discus-
sion this morning of all the phases of -mmnpower plannlnv w111 be evidence
enough of this.

- Let us ‘take the manpowsr program step by step, starting with the
requirements for military personnel, A plamming document of the thirties
stated that it was inconceivable that the United States could ever suffer
a shortage of men for military service,  We thought that about rubber once,
but we’ woke up one cold December day in 1941 and discovered that our major
source of crude rubber supply was cut off by a netion of little men who
were. supposed to be unoriginal in their thinking, deficient in basic ‘tech-
nolegy,. and woefully weak in that essential arm of modern warfare--airpows:
Even the ships loaded with the precious commodlty, rubber, were- 1ntercepte
on the high seas. :

In order that we don't make that m;sta&e agaln, or any part of
" it, let's ses, "What are the facts about our manpower resources?!".

Only a few months ago. ‘the NSRB conducted a. prellmlnary test of
the. feasibility of the armed personnel strength requlred by the strategic
plans of the JCSe I am sure you are all familiar with that. As:youw
well know, these plans call for a larger armed force, more qulckly
mobilized, than we have ‘ever attempted before. -

ThlS test résulted in a clear lndlCdthn that when the needs for
manpower for the armed services and for the war-supporting economy ‘were
added together, the 1mplementatlon of the strateglc plans appeared

" infeasible. As you know, the JCS are now reviewing their plans in the
light of the findings of this study. I imagine they are not only review-

" ing the strategic plans, but also ths methods by which the armed forces
~caloulated their requirements. ' ' oo SR

It should be clearly understood that our total manpower picture
has ‘not improved since the end of the last war. In spite of the marked
increase in the size of our population by 1955, therz will be fewer -
*persons of primc mll;tary age in our population than there were at thv
start of Vorld War II. I might define "prime military ags" by saying
that it is the group between 15 and 26, which we consider as the strlklng
arm of our armed forces. This is due, of .course, to the- abnormally low
birth rates in the depression yﬂars.. This situation will not correct
itself for almost a ‘decade. S . ' P
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If you will bear w1th me, I'would llke to glve you a few
populatlon figures which you may want to nut in your notebooks because
they w111 further 111ustrate that th@ nanpower situation has not improved.

SRS ; In 1945 We had a populatlon of about 140 mllllon. In 1952 we

s Wil have a popuiatlon of about 153 million. The most important popula-
tion group as a source ‘of workers consists  of the males 20 to 64 years

0lde. In 1945 about 42. mllllon, or 30 percent of the total population,

- were males in this age group; while in 1952 the number of males in this
age group will be about 43.5 million, or 28 percent "of the total popula-
tion., This is a relatively small percentage change in itself, but there

‘are ‘several other population changes of a similar nature that have an
important combined effect on the labor force ‘potential. For instance,
:there has been an increase in the percentage ‘of children and older persons
_and a decrease ‘in -the proportion of women without young childreh. The
net effect is that if the 1945 ratios of labor force to ‘population in
‘yarious . -age and sex groups are applied to the 1952 population forecasts,

. +the total labor force in 1952-would be 71 million, or 44 percent of the
~population, as compared with 66 mlllxon, Qr- 47 percent of the population, .

;¥w»kn 1946, : This means that for any speOLfled level of living it would

take a larger proportion of the labor force to prov1de civilian nheeds in
1952 than in 1945, It seems probable also that the amount of munitions
“required per person in the armed forces will be greater 1n any future

‘ emergency than was the case in World War II.

Another indication of the ponulatlon squeeze on the potential size
- .of.the armed forces is obtained from an. anrly81s of the military-age male
population.. Applying the peak morld War II ratios of armed forgces to

© population for spscific age groups would yield armed forces of only 12.6
million in 1952 as comparéd with a 12,3 million peake in World War II.

It is thus perfectly obvious that any s1gn1flcant increase in armed forces

" strength csn be obtained only by taking more youth, older ‘men, limited

-~ gervice personnel, and women into the services.

With this as a backgrouna, I Nould like to dlscuss mllltary man-

- - -power. requirements. It is fortunate, that we can start with military
- requirements.. Here we have a segment of the total labor force which is

pretty well measured but still of menangeable size. If we started our
studies at the other end, with the total. wartime labor force of 65 to 70
-~-million people, we might find ourselves in the unenviable position of

- the man who kept going around and around the elnohant trying to decide
whers to plck him up.

Thcrofore, we . have to start with nllltary personnel requirements
. y sarvices. And here it is importent that we have as accurate an gstimate
.-of -needs-as it is 90551ble to maks. I would like to impress this on you
gentlemen, because: any inflation of the flgures at this point will lead
,to compounded srrors in the calculation of supporting services and of
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direct war production. A&nd to be really accurate and meaningful, these

-figures must not be stated in terms -of gross numbers, but in terms of
the kind of manpower needed. ‘ o S :

‘ This emphasis on the kind of manpower needed is very important,
for there are some psople who don't yet fully understand the complexity
of modern technological warfare, with its requirements for specialized
skills, When it is pressed upon’ them, they like to fall back on the ,
inevitable statement that, after all, wars are won in. the last analysis
by the foot soldiers slogging through the mud. L

Of course a well-balanced military_force neads “the foot soldier,

but it also needs the banshee and the B-36., Indeed, the Department of

‘Defense and its armed services and the NMSRB know full well that modern

technological warfare, as well as the supporting industrial economy,

“'requires a complex of skills and a variety of specinlized knowledge  never

required before,

It is hardly necessary to point out to this audience the enormous
technological changes which occurred late in the last war and have come
tumbling one upon the other since the war ended--new weapons, nsw aireraf
advanced types of underscas boats, new materials, and new methods of
manufacture. All these roguire highly skilled persomnel in the military
and crack téchnicians in industrial producticn, ’

v  For purposes of this discussion it is no longer necessary to talk
about the total labor force of 70 million peoble., We can talk about an
infinitely smaller number of persons--~those with an acquired technical
skill or. those with the requisite aptitudes and trainability for the
acquisition of skill., The real, the most difficult, manpower problems
center around that small group. The first job, then, is to determine
what the military requirements for these persons are. : .

As a step in this direction there is currently under way within
the Personnel Policy Board a program for the integration of military
personnel classification systems with respect to skills, jobs, and
physical requirements. Heretofors the classification and coding structw
for military personnel have bsen devised independently by the individual
services and have been adequatc £0 the needs of sach individual service,
However-, since they were not comparabls, it has been impossible-to use
them +to draw up a single schedule of military personncl requirements,
except in terms of simple numbers without refsrence to gualitative con-
siderations. They have, alsc, not boen convertible to existing civilian
classification structures which describe cocupations found in civilian

life. This classification project will taks considerable time and a

substantial number of military and civilian perscnnel from the several

armed services., Then it has-been complsted, it should be possible to

eliminate maldistribution of critical skills between the military servic
to establish uniform recruitment praotices; to develop multiple physical

6

RESTRICTED




o b | inkis;”

standards which can be realistically related to military job requirements
and the -physical characteristics of the population; and at’ the .same time
it will be possible to develop more effective programs for the recruitr
: ment,‘agsignment,~train’ig,'gnd_utilizationﬁofﬁmbgéaﬁ&“wbﬁeﬂ_iﬁfﬁhefawmed

. forcese .

. This is a thoroughly sound program and it is basic to the whole
~maup9wayrplanning program,. . For that rezson it has had,the»enthusiastic
"encouragement of the staff of the NSRB. Out of it should stem & military

selection and training methods program comparable to that developed by
those segments of Amefican‘industry\faced,with'the problems of complex
technical production. = L oL

At this point I would like to consider some of the problems.
involved in assuring effective utilization of military personnel in. the -
armed forcess This matter has, of course, been the subject of considerable
_public discussion, which has in some respects confused rather than
clarified the issue. We have not as yet investigated this problem in

" i.any detail, but we recognize it as a major area of concern to us, because

" the ermed forces represent the largest single user of manpower in time .
of war. L : L S ' -

' Tentatively, we think thet the problem may arissé in part from
methods now used by the armed forces in computing thoir personnel
roquirements. It is our understanding that the following procedure is -
used at the present time by the armed forces: In the first instance a
~strategic plan or concept is developed by the Joint Chiefs of Staff.,
Personnel reQuirements'are’ﬁot explicitly stated in this plan, except .
in the most general terms. Such generslizations a5 are to be found in

the plans are.then translated by the several services intc menpower
requirements for each service. At the present time each of the armed
forces has available what are usually called "Tables of Orgenization and
Equipment," which describe in considerable detail the equipment and
personnel required for specific types of combat and support units. The
‘genercl requircments of each service are reduced to unit‘requirements in
torms of tables of organization and equipment, and the personnel indicated
" as necessary in, each particular unit, arc multiplied by the number of _
- unites of that type which it is anticipated.will be required. An ‘allow-
ance is then made for expected casualties and other lcsses, and we are
. thus given anticipated total military perscnnel requirements.

While such methods may be entirely adequate in a situaticn in
which it can be assumed that manpower will not be = limiting factor in
the conduct of military operations, it is our opinicn that they must be
re-cxamined in the light of the fact that manpower -will undoubtedly be
in very short supply beth for military and other uses in the event of
a major conflict during the next decade. While present methods of
computing personnel requirements must be re-examined in general, we think
it particularly important to evaluate the use of such methods in computing
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' mllitary requlrrmnnts for persons’ possess;pg skmlls whieh require a long
perlod &f tralnlng and ate expected £ - bé in shurt supply in military

_and, clv111an life in’ tﬁe event. of wa#¢ UhleSS economy is practlced in
the ude of crltldai ﬂkillg through 1nterserv1oe employmﬁnt of personnel ‘.-
possessing such skmlls, requlramants for thess skills will' probably be
inflated and any indicated infea51billty in meeting reqalrements will .
therefore be greater than is actually thﬁ case.

: Durlng reoent weeks several offlcers have £61d me of situations
in the .armed forces in which- highly skilled personnel were not, in their:
opinion, fully utilized. Several of the examples haye reférred to the
assignment of physicians and dentists to units in accordance with flxed
" tables of organization and equipment prepared in advancé. In several’
instances, due to the nature of the units' assignments and their proximity
to' medical facilities other thah their own, doctors a551gned to individual
_units were not actually needed; but it proved. dlfflcult to secure the
transfer of these .persons to other units because they were in theory:”
required by . their unlts under prevxously determined Stafflﬁg patterns.
As you- all know, the armed services wers at certain timds and certain”
places very short of phy3101ans. In the light of such situations I thlnk
it is obvious that we must, if possible, devise & system under which™
personnel possessing critical skills can be reallccated within a glven :
service and between the several services to places where they are most
needed. o - s

We have come o belleve that 1t wzll be necessary for “the armed
forces to dsvelop o system for the classification and assignment of
individuals which will zssure that these individuals called to m1lltary
service .and who possoss crltlcal skills will be used in nllltdry jobs
which’require those sKills for‘sticeessful job. performance.‘ Means must
also be deweloped for holdlng réqiirements for such persons to & minimum:
and for assuring their efficient use within the armed foroes once they
have - entered upon mllltary serv1ce.

ty
K3

‘We like to point’ that out, becauso gvery oncs in a whmle people

on the military side of roqulrements like to point to some of cur deficien
‘ciese . So we llkd to pick out one like this in which we think some plamin;
can be done.on the other side which will make a very important basis for
what we .are trying to dc on our side. Until certain of these determina-
tions can be made by the armed forces or the military establishment as a
whole,. some of cur basic work or some of our secondary work on menpowsr
planning cannot go forward,

Te round out cur consideration of military personnel, I would like

to take a few moments to discuss the questicn of the reserve components
and the Selective Serv1ce System.

ﬁ“ FTﬂlﬁa _”
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The organized and velunteer reserves of the several serv1ces,
- with their rosters enormously oxpanded as a result of the war, represent
-.a potentlal drain on cur 1ndustr1al economy more serious than we care to
contenplate. If the reserves were to be called up without regard to a
general mobllizatiun plan, it could lead to & very serious disruption of
our program for convertlng our industrlal capacity and getting war produc-
tion 1nto hlgh gears,

It seems very impcrtant to the staff of the NSRB that ‘there be’
a very careful review of the reserve strength of the armed services,
and that the rosters be held to manageable size. We will than know who
the reserves are, where they live, and somethlng about their occupatlons
and the industries in which they are employsd. Only then can we measure
. the impact of the1r withdrawal upon 1ndustr1al production. ‘

There are some ‘assential industries today, with only partial
1nformatlon on the reserves in their employ, who are becoming sericusly
concerned about what would happen to their productlon of critical items
if there should be an 1ndlscr1m1nute oalling up ‘of the resorves. o

The Selectlve SerV1ce System presonts a dlfferent problem. The
machinery of the system as we know it was designed to assure an adecuate-
amcunt of able-bodied manpower to the armed services and at the same time
assure the equitable treatment of all those called upon to serve. In the

~light of the technological demands of modern warfare, this is noct encugh.
We must inject into the system a new kind of knowledge, and to some extent,
new methods, w1thout sacrlflclng the essential elements cf the "cld,. They
‘are the essential elements of which you are very well eware, which, if
disturbed, would create a situation in this country that may make 1t very
dlfflcult for us ‘to get in qulckly with full bubllc reception. '

As you know, the 1948 Selective Service Act provides for defenment
by occupaticnal categories, a provision not contained in previous Selective
Service 1eglslatlon. This was the first legislative recognition of the
.~ need to husband cur limited supply of critical skills, Even the 1948 -

- law, however, does not recognlze the fact that the armed services, too,

have an increased need for specialized skills. The next step cculd be

a specific authorization for inducticn by skill categories whenever

necessary, I might say at this point that induction in this manner is
not now prohibited by law, but is such a sharp break with tradition that

it should probably be rccognlzed and approvad by the Congress befcre 1t :
~ is undertaken,

- Ths prasent Seloctlve Serv1ee Act will expire in June and the
Admlnlstratlon has asked £ér a continuation of the law, The chlaracter of
the extended act will ddubtless be the subject of considerable debate
within and without the Congress in the next few months, It is probably
not appropriate tc anticipate that debate hoere,
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“So much for the problems uf military personnela

After we have determlnod the requirements for mllltary perSOnnel
and arranged for its corderly w1thdrawal from the industrial eccno Oy, . We
can concentrate on mamning the factories and the farms for the producticn

of direct military items and the war-supporting goods and services. Here
“again it is important. to have the facts, but perhaps more important to

develop methods for getting the facts quickly as the scene changes. Man-
power cannot be stockpiled in fixed quantities at a fixed place.

A count of skllls today in an industrial area would probably be
worthless long before a war was upon us. For this reason the NSRB is
concentrating on the collectien of only the broadest meaningfﬁl statistics
and more particularly upon the methods and techniques--by grouplng, by
sampling, and. othéerwise=-to be surs that we can measure manpower require-
ments and resources when we he Ve to.

To this end the Manpowor Office of the NSRB has a number of -
studies just getting under way. One is to improve tlie naticnal estimates
of manpower requirements, a study which involves the grcuping of end
products into classes tc simplify estimating and then to translate them
into manpower. - Another study is. the development of techniques for
estimating military withdrawals for selected industries, geographic
distribution of these industrises, dnd the manpower requirements f\r all
cther industries.

A more specific peacetlmu study, but cne requiring the devolup-
mont of new techniques, is the further developmsnt and refinement of the
list of crltlcal ccoupations. This, of course, invclves the analysis of
key occupations requiring an extended training time--now set at two years--
and developing techniques for estimating the supply and prcobable wartime
requirements for these cccupations.

In the event of war those techniques-will be used in gatting the
facts. Certain requirements items will then be set on the debit side of
the lédger and certain resources items on the credit side. We will total
them up and tske a lock at. thu character of the dsficit, for there surely
will be a deflclt. o

IP the manpewer deficits are in o particular industry; we may be
able to cVverccme them by bringing in new workers; by changing the produc-
tion process, or by substitution. If the deficit is in a geographic area
we can bring in worksrs from the outside cor reallocate contracts to-areas
of manpower supply. If there is an cccupaticnal deficit, the answer is
to break the task down to a number of jobs requiring lesser skills or tc
provide industrial training. R@r ly is any one devics used, but rath
a combination of remedies, -

%

10
™ QAR 17 TS
RESTRICTED




RS Tk @y T o 14zg
fﬁ%&ﬁiﬁjf{”ﬂkégfﬁ ii”%‘ix» S |

Up to this- 001nt we have “been talklng of requlrements, w1th some
 mention of the. methods of modifying. them._ On the .regource side we need
“to discuss the ways of expanding the labor force-~its recruitment, trans-
fer; and placement, and its utilization to the fullest advantage by industry.
C We should discuss ‘the measures which are necessary to move workers to, or
fkeep workers in, those positions where they can be most productlve, and

finally cover the methods for mlnlmlzlng the loss of productlon as & result
of labor dlsputes.

Then 1t is becoming very important they we have comparable
studles by areas. One of the problems which has been frequently raiséd’
and has not been given full enough consideration in mobilization plannlng,
"“in my opinion, is what we would do if the country were ssgmented into a
number of reglons by mnamy action, each one of which had to proceed on
its own for a while. We cannot face that kind of problem until we. under-
stand - somﬂthlng about what ths problem 1s in glven 1ndustr1al areas.

v ~ In all these studies of menpower res ources and requlrements we -
believe we are going to be greatly aided by the material which is turned
up by th@ so-called Annex 47 of the Munitions Board. There we are’ goxﬁg )

to have some basic facts, I think, both on the area basis and the
industrial basis. We are going to have to do some other thlngs whcn it
comes to our resourcms by occupatlonsm .

I would like to talk just a littls bit about thls ares of recruiter
ment and placement. That is one that I knew you are 1ntsrested in. -

ALl the ‘studies we have mada snd all our exnerxence poxnt to uhe
'probabillty that very soon after war breaks out we shall be faced with
a shortage of workers, ¢ hope to be able to anticipate, or have methods
for auickly aetermlnlng, Nhat the shortages are, the nature of the short-
ages, and their geographic location, ’ Lo

But 0vercom1ng the defiocits will not be casy. We make it partlcu-
larly difficult for oursslves=--and there is no alternatlvm-wby taking B
from our industrial work force for military service ths most varsatlle,
the" strongest phy51cally, and the most moblle elements of our mannower :
supply . , , C

The flrst and .most obvious job 1is to kﬁep workers from shif ting
’1ndlscr1m1nately in the first weeks of the we Ihis can best be done
by controls on hires. The United States Employment Service, which-
'admlnlstered these controls in the last war under the aegis of its parent:
agency, the War Manpower Commission, would probably brezk down before it
got started if anything like universal controls were instituted. . This
is where the area statistical studies and advance plannlng become useful.
It is quite possible that we will be able to anticipate where the critiesl
areas are go;ng to ‘be and prepare specixlized controls to be applisd only
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in those areas.. Or, if we understand our occupations thoroughly, we
may be able to fit our early controls tc ¢ertain oocupatlonal groupings..
Studies . looklng toward this end are not under waye.

, But even w1th g llmlted hlrlng control, the early 1mpact upon
the’ employment service is dlsconcertlng. We are trying to devise ways
and means for simplifying the control process and leaving the treined,
and on the whole very competent, staff of the employment service free.
to do its primary job of recrulumcrt seleotlon, and placement.

‘After the labor market has been temporarily stabilized, our plans
call for an all-out effort to expand the labor force and for an orderly
transfer of workers in the labor force . to £ill the gaps left in industry
by the early inductions. The first and greatest resource.is, of course,
women.  But the recruitment of women brings its own attendent problems..

 When we take the housewife out of thé home, we must be able to provide

day care facilities for the chlldren,,expinded-laundry facilities,
bekeries, etc. Industries which have not had extensive experience in

. the employment of women often have to make substantial adjustments in
~the production processes. In our industrial studies we are trying to
~ determine what industries and what jobs are most appropriate for the

emploympnt of women.

For instance, when we suggested to the shipbuilding industry that
it might have to employ some womer, the shipbuilders on the west coast
said, "We can't use women." But we had another shipyard that you all
know on the east coast which had a successful experiencé in the employment
of women., We want to find out why that was posslble on the east coast
and try to find out why it wasn't possible. on the west coast and than
porhaps the Bast and West may for once meet.

The other major sources of new manpower are older workers and

)foréign labor. You probably read what Bernard Baruch had to say recently

about keeping our older workers active and productive. ®With our popula-
tion growing older all the time, the usé of these workers bscomes more
and more significant, Our medical advances are doing more than just
lengthening life expectancy. Many of our oldsters are hale and hearty
and useful long after retirement age. At the same time our pension systen
both public and private, are tending to remove these workers, with all
their accumulation of knowledge and skill, from the labor market. In war-
time it will be well worth our while toc draw theses workers back into full
production. It would be well if industry would experiment in peacetime
with the use of at léast 2 limited number of these workers to determine
how they could best be utilized in the case of ‘an emergency.

You all remembsr the use we made of foreign workers in the last

war. Mexican workers were used almost exclusively on the farms and as .

maintenance-of-way labor on the railroads, although a few were used in
12
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wthe car shops, ‘soms of them advancl ‘nto skllled ocoupatlons.: Workers
““from Puerto Rico, Jamalca,‘aﬁd thu Burbddos were used exten51vely on the
farms and in the food-pr000831ng 1ndustry.' ‘Cenada, at great expense to
itself, provided us w1th lumbﬂrgacks 1n thq dong timber and wood pulp
ylndustry‘ ’ : ‘

"~ The problmm in‘ ths next war w111 hOWﬁVBr, be samewhat dlfferont.
Here again the technologlcal advances ‘have diminished the need for -common
- labor, especlally the type that works in gangs, as do malntenance-of—way
workers arid workers in the blg agr;cultural operations of the West: It
1w111 be far more advantageous for us to maintain the mass production .
‘»machlnery and agricultural equipment tban to go to the very great trouble
"of brlnglng in unskilled labor.

Some consideration is belng given to the pOS&lblllfy of brlnglng ‘

-in skilled labor from allled or f'riendly natlons, soeolally if it can -
be done from any natlon NhlGh is being overrun by the enemy. To do this
would involve some studies in’ ‘peacetime of the skill potential available
in these countrxes. You are perhaps familiar w1th the so=called "sonsus
of Amerlcas" whlch is contemplated this yeare. At the same time that we
are taking our census here, certain census dats will be collectcd in the
countries of Central and South Amerlc¢, and extensive work has been done
to get the data collected in & manner which will make it comparable to
‘the information collected here, This will 1nclude limited occupational
data SOmeWth comparable to our own.

Useful and neoessary though it is to expand the labor . force, it
must be recognlzed that, except for the older workers and a few of the
women who have retained some of thelr skills, we are adding to the labor

'force only sheer manpower. It is the skilled worker that we ‘need the most,
and he can be obtained only by transfer from unessential jobs to those
.required for direct military production and for war-supporting industries.
Several steps can be taken to expedite this transfer. First, materlals,

' energy, and transportation facilitics can be withheld from nonessential
industries, thus reducing employment in those. jndustries. Secondly,

rigid controls can be placed on hiring in those industries; and, finally,

7 coxllngs can be 1mposed to reduce. further their employment rolls.-

, - But even if you have forced workers out of these 1ndustrles, there
1s no assurance that you have made them available for employment in another
Findustry. There is no use for01ng workers out in Sioux Falls, .South Dakota,
“unless it 'is ‘possible to transfer them to the aircraft manufacturing plants
“in Wichita, Kqnsas, or somewhere else where they are badly needed. The
major incentive used last time to accomplish this was the wage incentive,
“dbut that is like playing with fire. It is safe to use only if it is
':controlled. If in the early. days of the war we dlsrupt the whole wage-'
price relatlonshlp, we will have créeated more havoc than the end results
warrant. We are studying the proper use of wage and other incentives.
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But. our main approach must be to arrange for the orderly transfer of these
workers by offering them satisfactory and steady employment, at least
decent minimum housing, and assurance that they are making the greatest
possible contrlbutlon to the war effort.

Next time we:should probably pay for the transporﬁation'Of the
workers, although this has some dangers. It is possible to slow down
the migration of workers by the very fact that you nay transportation.
The worker will tend to wait for the cumbersome govermnmental machine to
arrange and pay for his transnortat¢on. It would certainly not be well
to pay transportation expenses in the very early days of the wal, when
the first mass movement of workers ‘takes place., After ths major shifts
have been accomplished and our most urgent demands are then identified,
it may be possible to go into labor surplus areas and select specific
workers for transfer with all expenses paid.

, At this point it might be well to digress for a moment and discuss
the whole guestion of so-called national SﬁrVLCP ~ ¥c one has ovbr defined
exactly what we mean by national service, but in general it me'ans placing
on the individual worker an obligation and the right to serve his country

~4in industry at the point wherc his occupational skills will be most
. productive in furthering the prosecution of the war. It is the last
:measure, short of martial law, likely to be imposed on the 1ndustr1al

economy .

The Natlonal Security Resourcss Board has not taken a public

" position on the enactment of national service legislation. At the

present time we are in agreement with ths Department of Defenss that the

.early xmp081tlon of nationzl service legislation, unlrss the war opsned

with unforesesn and sxtensive disaster, would be unwise. The traditional

‘frecdoms of this Nation are so firmly fixod in ths public CODSClOUSﬂDSS
“that any departure from the normal flow 6f a free labor mgrk@t; a8

radical-as this one, should come only after the psople are fully prepared

" to accept it, This is ons guestion on which industry and labor fully
-agree .« o ’ ' Coe s '

Those who offer it as a panacua ofton look upol it as a control
only upon labor, Irndustry knows full well, however, that it too must
accept corresponding controls when this one is imposed. If we say to a
man that he must work for a certsin aircraft factory, we must say to
the employer at the same time that he must hire the worker and must -
provide the conditions of employment that will make him most productive.
Otherwise we would find ourselves in a stalemate intolerable in time of
WaXr «

The problem must be considered also in the llgbt of the noncontro-
versial fact that in an all-out war effort the overwhelming ‘proportion

’of the working population are eager to contribute their: utmost to the
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natzonal effort. For +hl$ overwh
_.the 1mport@nt thlng is ok~ cOmpul, :
To subject -this ;vast majority of %oop’"
., labor dlreotlon system ‘could servé’ to
individual initiative and’ enthu31 {
war effort depends; o T

Sy

lmlng

'f :an‘arbltrgry
‘ualltles of

“_ﬁThe machlnery necessary to’ adml lster a. natlon@l surv:ae act(
could not.be set up ovérnight. ‘ALY the possible axisting fac;lltles\
" available at the béginning of thé war will be thrown 1nto .the task. of
,selectlng and inducting men for theé armed forces and attempt1n$ to
. recruit for and transfer workers into our vastly expanding. 1ndus+rial
‘. madhlne.d In the later ‘stages of the'War, when the labor market has
;become stabilized and the first major withdrawals foz mllltary serv1ce
have been accomplished, it is aulte-p0881ble th¢t we. gould. lnstall af
. necessary, either a full-fledged natioriel service ‘system ,or a. llmltbd
- gystem covering only restrxctad geogrqphlc areas. or certain skllled
‘occupatlons.'.-» Sy L e . : R SRR wq,,

Earlzer this mornlng we: discuss@ﬁ tha possxhle payment of trans-
portatlon to.expedite the transfer of workers from arsas. oﬁ 1abor supply
~to areas of labor demand . In the transfer of workers, there is ~nothsr .
problem which is.looming large these days.  This.is the effect of the
private pension movement on the mobility of our }abor force. You are all
‘fPamiliar with the problems we encountersd in the last war w1th the,,,
transfer of workers who had built up extensive seniority and other rights
‘with their employers., The 8ifficulties we had then will be intensified
;n a.new war if there is a. Wldespread Jytun51on of privats pensmon plans
in ‘this: country. Added to the furthur extension . of seniority, rlghts
.which is going on all the time, the present movemcnt would greatly restrlct
“the voluntary transfer of skilled worksrs in the very important .mass:

. production industries., It will partlcularly affect the skilled. workurs,
: who are the onss building up the most substantial pension rights.

e The NSRB is fortunate that it does nct hava the rospons1b111ty
~for. worklng alone on this probllmm It is of suech a gerious nature. for
other than national defensc r2asons, that both tho ”xu utlvc Branch of
the: Government and tho Congrpss ars trylng to fl“d a solutlcn. Industry
and labor too ars deeply concernad, - If no oth 12y solution has been arrived
at-before the beginning of ths next. WuIN“lf we, have one s~it seems to us
that we should be prepared to. pr0v1d° rorutha travsfyr of the workers*

- benefit - rlghts “to some OOﬂSOlldhtbd, govarannt-opvrwted fund firom which
“benefits would be paid to the worker onrrcachlng retirement age or -from

: Whlch relmbursem‘nts could be mzdf\back o arlthe pon51on funds when
~the war is over, The NSRB-will be work i

f w1th other goverrment departmwnts ’
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.Ths problem of manower utlllzatlon was not licked in the last
war, and the NSRB is conv1nced that .it has .a major obllgutlon to ses
that o utilization program is nl nned and ready to install on the oub-
break of war.  The Government has 'a very rénl interest in seeing that

‘the labor force of each employer is working under conditions which fully

utilize the skills aVullable and that the workers are abls to reach
optimum production. I?‘vez‘y power ‘at our command must be. drawn upon to
enforce the fullest utilization of the limited manpower available to usa.
In wartlme the ‘manpower agency,’ the production- agency, the Munitions
Board, and the armed services must act v1gorous1y and in unison to stamp
out the qutaﬁg of this v1tq1 resource. :

The Office of 1 Vanpower is also taklng a fresh look at the problem
of industrial training. We are trying to avoid what we consider to ‘have
been an error in the last war, when we built cur training program around
the vocational schools.  There is evidence to indicate that the most
significant vocational training done in this country is done on the' jobe
Therefore we are starting out with what we call industrial training--
apprehticeship training, on-the-wob training, advancing-worker training,
foremanship training, and, finally, the Dackaged training program we call

. TWI, training within industry. TWe are then working back from that point

to the cooperative training Drograms with the .schools, training which

takes place partly within the plant and partly in school classrooms or

laboratories. Finally, we Hope to determine the raesidual pre-employment
or supplementary training which should bc done by the vocatlongl schools
themselves. . .

In carrylng out these studies we ~are-'scrutinizing. the training
practices, of American industry in order to understand the framéwork upon
which the war training program will have to be built. TWe find for one
thing that those training programs ars most effective which are not con-
ducted by .professional trainers., The training programs which get the
best results are nrograms which line offlcers plan, supervise, nnd 8ven

.conduct.

Closely allied with these other problems is the problem of labor
relations in time of war. In our wartlme planning we are interested in

_three phases of labor'relatlons - everyday management labor cooperatlon

at the plant and community level; the mediation and conciliation process

in the séttlement of labor disputs; and last, the org¢n1zat10n of the
final dispute-settling machinery represented by the War Labor Board in
World War IT: The NSRB some time sgo commissioned a group of labor

economists who are fully familiar with the operations ‘of the National
War Labor Board in World War II to moke an extensive study of the activit:
of the Board--its strength and its weakness. This study will be complete«
some time this month and will® fovm the ba51s of our program for devising,
we hope, .a faster-moving and more efficient operation in any future
emergency. .In any- plannlng JOb»«and this to all intents and purposes has
beeri done in this onee-reviewing what happened the last time is always a
part of the job. )
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- We are also studylng the experlence of the Medlatlon and Concilia=
tion \erv1ce and will attempt to.- develop ‘Plans- to expand and strengthen
that service to a point where it can effectively cut off. labor disputes

.. 'before: they reach the state where they have to’ ‘be - referred to the final

dispute authorlty. e are very anxious to ‘avoid the situation Whloh
occurred in the last war, when the dockeéts of the War Labor Board wers
ohoked with cases whlch should have been settled at & lower level.

Flnally, and'perhaps‘most 1mportant, we are study:ng the ., successful
experiments in lgbor-management relations. Hers ws are going to the grass
roots in an attempt to find out’ what' the common elements are in those
. experiments which have proved effective in bringing management and labor:

. closer together and which have been able to stand up over a considerable
~period of time. Good labor-management relationships,’ developed well in
advance of an. emergoncy, are 1mportant from a national defense: point of
~ view. First, they are important because thsy are essential to high labor
productivity. It is equally important, howsver, that management and.- ,
- labor learn to live together and understand each other's problems in order
that they can work effectivsly tOgether to sclve the problems of the local
labor market area when war occurs. I am sure that sveryone in this room
remembers how vital it was that both menagement and labor participate
- wholeheartedly and 1ntelllg»ntly in the work of local labor-man%gement
-.committees. Many of the very complex problems arising in the local labor
market areas could never have been solved by directives from Washington.
In the one or two places where we tried it we failed. - It was the solid
- and patrigtic work of the loecal committess WhlGh broke the bottlenecks
and kept productlon in. nigh gear. :

It appears to me. that ‘ahyone xho takes tho p051t10n that full.
labor-management cooperatlon is 1mp0solble in wartime is a defeatist, and
defeatism is the cardinal sin in those respon31ble ror the prosecution
of a war. o S

What we have discussed this mornlng rapresents the outline of the
. manpower planning program faolng the National Security Resources Board
. and the agencies and institutions cooperating wi th the Board. It encompasses,
as you csn see, a broad range of activities. The Nationts manpower resources,
defined in terms of mobilization' planning, consist of =ll the human effort
,neoessary for waging modern warfare. Experience in the two previous World
Wars demonstratéd the increasing complexity of organizing the human resources
of the Nation Por wartime activity., The marshaling ‘of great masses of men
~==what has been called "sheer manpower"--is not enough. The advent of

‘meodorn warfare, wag‘d with the latest mechanidal and seientific’ devices,

.h~and what that means in the way of skilled operating technicians in the

grmed forces and intricate productlon prooesses at home, has compliecated
enormously the problem of: org¢n1z1ng thé¢ labor force and using 1t effec-
tively.
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Manpower planning is not, however, merely a balance sheet opera-
tion., WNo matter how fine the resources snd'requirements are broken down
by industry,-geOgraphical»area,,or,by'oqéupéfional skill,. it .must be-
‘remembered that the individual units whith comprise our manpower are
people. *Ih‘a'natiOn that treasures its tradition of individual freedom,..
manpower cahnot be treated merely as a sommodity.  Recognition must be
given to the whole set of complex.relationships by which free men have
agreed to work and live together and which in large part are the very
things about which war will be waged. Planning, to be complete and
effectiva, must ‘take these conditions into dccount.. .

, QUESTION: ~Mr, Clark, I believs you stated that it is important

to get planning work out to the people who would actually implement that

plan in-time of war. Now, soms of us got the ‘distinct -impression that

the NSRB has been very much against designating a2 wartime mission to any

peacetime organization, Would you clarify:that for me? Would you, for
. instance, actually-assign to.the Department of Lebor a wartime mission
_now or at any ‘timo ‘in the future? '

\ MR. CLARK: No. I don't think thet the WSRB is prepsred to
assign any wartime mission. It is our concept of our mission that we
should decide first what has to be done, then how to do it, 'and then to
establish the organizations to carry it out. To 5ssign o mission in

. ‘advance might, I thirnk, distort what we ‘sre going to de. The thing has
“to be,thought through pretty carefully, and then we should make the:
assignments after that. S

I am not sure that the NSRB weuld ever reach a-point where it would
assign a major mission to a given department. It will reach a point, I
am sure, where part of a mission, which could very well be carried out
by a department, will be assigned. But I think it will be =2 long time
before we ever, for instance, make an assignment of the war production
functions to the Department of Commerce. ' :

QUESTION: Would you please diséuss the plans for and the present
stabus of the program for sclecting and treining the personnel who will
occupy key positions within the- Govermment in an emergency? It seems to
e that we know sbout 95 percent of the jobs that will have to be filled.
We may not know what offices they are in. It occurred to me that we -
ought to be training people to head up thoss places or have them now,. I
haven't been able to find out whether that has been done. I om anxious
to find out whether anything has been done on that programe ' o

MR. CLARK: Probably not in the sense in which you describe ib..
If I méy amplify your question a little, ars you considering the possi=-
bility of selecting individuals in'advance who are not in the Government
and setting them up as in some sort of reserve corps and giving them
training? R

.
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o , QUESTION: The method of tr11n1ng them is not part of the
question., It is the selection of individuals from without the Govern- -
msnt to ocecupy key pos1t10ns. Thers ar¢ various measures for training
Whlch have been advanced. ' I think the method is immaterial. I think
the fact that you select the indlvzdual to head up, for instance, the
Price Section is the 1mportant thing., Training them is more or less
1nc1dentﬂl. : : :

MR. CLARK: Yes,  What you need is leadership in time of war,
Let us take copper. There are people who know copper--where it comes
- from and how it is used. They know all the. people in ths business, know
what the 1ndustry's capacity 1s, and 111 that sort of thing.

Now, therp are three places in the Government- partlcularly where
- those people exist today:- in the Munitions Board, in the N@RB, and 1n‘-
the. Department of Commercé, So far as the labor force that is used in
copper mining and so forth is concerned, " there are people in the Depart-
ment of Labor who' are fully 1nformed.

v It doesn't seem to us: necessary to earmark in advance the people
who are going to head up that organization. .As I said to you before about

the manpower oool ‘they just Sllp out from under your hands. They are
‘here today and gone tomerrow., It-is better to have some well-laid plans
for what you are going to do and have enough people around, not one
individual but a number 6f individuals, who know why that plan was made.
- I heard one of the previous speakers say it is primarily.important to
‘have the veople around who drew the plans, who understand all the pros
~and cons that were argued out® before the plans were made. It is more
important to have those people around than -to have . just a. blueprint.

Also it is much more important: to have those people around than
to have the 1nd1v1dua1 who is going to come to Washington to head it up
when the time comes+ You need to have some smart people from the copper
industry who can-be brought in here when the time comes to handle the
‘program, which you will have ready for them. You also need the people .
.who made the plans and can be avallable to give the head man the 1nforma—
,tlon when he needs it..

, : OUWSTIOW In connsction with our studies of manpower we have
.discovered that there are about 30 agencies within the Government and
related to the Govermment that are working on some phase of manpower or
personnel’ worké Do you feel that a centrallzed organization is necessary
. to coordinate the efforts’of all these agencies at your level, and do
N}you thlnk ~that such agency should be your Offlce of Manpower? R

‘ We thlnk there should be some agency coordlnatlng on the basis
of setting up functions, so that all these agencies may be planning
toward mobilization in a single way. However, we find that most of them
are planning on the basis of the manpowsr experience they had during the
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last war, whatever department they were in at that particular time. Ws
are not sure that all these- manpower studies being worked out are coordi=

;:natud so as to comd up w1th somb 51nglo sort of plan.

MR. CLARK: : That is very good. Incldrntally, I would like to

‘have that list if you have it. I am sure thers are 30 of them, but I

never saw them 21l dowm on one piszce of paper.

We do think it is our function. I mentioned the assumptions which
we think are vital to planning operations in this'single agency. .One of

1thp first things our people did, as I described carlier, was to pull
togethér everything we have done: or what we have thought up to this point.
-And ‘sven before that they set down on paper the basic assumptions that

a:@_necessary for menpower planning. Now, it is our tesponsibility to
locate these 30 ¢g0n01ns-~th1s'1s cooperative between the Industrial
College and NSRB, and since you have located them for us, we will take
your 30 ond to get that story ncross to them. But first, it is our

responsibility to get o tentative program down on paper, so that we will
not be Just calling a lot of peopls together, getting around & table, and
" hashing over vague ideas, We wanbt to get = tentative program on paper,

then we can really discuss it Wlth Oach one of these agencies.

Perhaps we ean do it with all 30 at Once s ‘Perhaps we can't do

it *that fast. Maybe in the 30 you have several agencies within the

Departmsnt  of Defense. It is up to us, it is true, to get our»story acrost
to these, Deople, You are dquite right. It is our functicn and we are
doing somethlng about ‘it. Within the next 45 or 60 days we will have
something p051t1ve whlch wa can lay befone the psople who are doing man~.
power planning. '

QUESTION: Mr. Clark, I want to take issus with you on your
theory that a man who plans can't opsrate. It ococurs to me that we in

" the military plan something and then go out to do it. The flellow who

does the planning knows what he had in mind at the time, because he has
to carry it out. ‘You mlght haveé all these plans in the NSRB; but when
this general has to carry them out, hs says: "What were they thinking
of when they made their plan?" So we ought t0 have continuity in the
plann1ng operatlon. In the military we seem to have put those two things

“togcther.

That brlncs me to the point I am luqdlng up tos  You were séying
that you are’ very much intsrested in labor relations ' in industry. You

"have d1Scussed ways of setting up and getting means of solving thesec

thlngs in time of peace. Do you think this problem ¢f labor can be handle
perhaps by the Labor Dep&rtment, which is suDﬁosed to be looking after

‘the interssts of 1a bor’
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- MR. CLARK: I don‘t mean that pe0ple who do the planning should

' not move over into.an operating function when war comes. "All I mean to
say is that the type of peopls that you need for plannlng ‘operations are
not in general clear-cut operators. I don't knOW'What your experience

‘is in -the military, but there is a type of mind w;{bh can really get

down’ t0 the nub of things, can lay out all the/ﬁtos and cons, and can.

come up with very sound conclusions, which is very uséful in the planning
operation. ' Such people are also useful to the operator, but he doesn't
use them in the line; he uses them in a staff capaclty. So I can visualize
these people who are doing planning moving over in a staff capacity to the
cperating agencies. That is all T mean. That is what prov1des you with
the continuity that you are talking about.

QUFSTION° Sir,{I absolutely follow your argument against appointing
either agenoies or individuals at this period for wartime key functlons. '
I believe that would be all right if we should slide gently and grace-

. fully into war. But we are repeatedly told here that M-day and D-day
‘will be the same., If that should ‘happen, . there will be a large number
 of people under your Jurlsdlction crawling out from the debris of the

" 'first atomic bomb. I don't know whether you can get away with an order
 that involves telling the tradltlonal tradesman who does whlch with -
what w1th whcm‘

MR. CLARK~‘ My guess is that if a war should happen tomorrow,
if this bomb you are talking about should fall tomorrow, in all probability
we would reconstruct the organizations that we had in the last war, with
some modlflcatlons. We would probably call back the same people who were

"'here before. That is what, you would do if you were. in that same situation

tomorrow, because we are not prepared at the moment to do anything else,
After these other departments, however, have worked on this problem, I
would say, for the remainder of this year, we would be able to have a
terttative designation list, which wouldn't be announced then, I am sure,
but would be quickly announced when an emergency coccurs. Those would

be . orgaenizatlions which are in being, and it would be a.question of
éxpanding those already in existence. '

QUESTION: Why wouldntt you announce that 1list?

MR. CLARK: Because we don't want to freeze the program at this
point., The thing isn't far enough advanced to make these designations;
because once we make these designations, we have committed ourselves to
a specific kind of program, a specific kind of organization. We are not
ready to do that, , -

QUESTION: In your planning thus far do you feel that national
service legislation, as well as selective service legislation, will be
necessary in the next emergency? g :
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MR. CLARK: That is a question that I get every time. The NSRB
hasn't taken any official position on national service legislation., 1
am not sure that we know what national service is. No one has given us
a good definition of what it is. '

I personally have a tentative definition of national ‘service,
that is, it is placing upon the individual the responsibility and the
right--I want to emphasize "and the right"=-to serve his country in
industry at the very point where he can be most productive. ~That means
that you have not only to say to the individual, "You must do this,"
but you must at the same time give him an opportunity to work where and
under the conditions in which he will be most productive.

That mesns that national service cuts two ways. It deals with
the individual and it deals with the industry which is going to have to
provide the opportunity for him to be productive, ' If anyone can work
out all those intricate mechanisms that are necessary to see that this
is carried out, we would like to have the answer on paper snd would like
tc put it in this group of planning papers which we are ndow developing.

We have no intention of ignoring the question of national service.
We think it is' a major one. It is our intention in connection with our
planning operation to start with the most severe situation and work back-
ward, because that is what we need to plan for, If the next war is no
more severs than the last one, we can probably muddle through. But it
is the extreme situation that we are going to have to plan for., e are
not convinced that national service is or is not the answer.

COLONEL VAN WAY: I am sorry, but our time has run out. On behalf
of .the Commandant and the Industrial College, I thank you for a most
interesting and instructive presentation. - ' o

{3 Apr. 1950~--500)S.
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