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NAh~PO~R BI WARTI~ CO~0~[IT_IES 

18 October 1950 

~. HILL: If there can be said to be one co~on denominator 
of wartime problems, it is that of labor. Our speaker this morfling 
is going to talk on the subject of warthue community facilities, 
which centers around manpower mobilization. 

We have thought a little bit about the subject because 
Nr. Stocking in his lecture about two ~ars ago discussed a'dif- 
ferent angle of the same subject. You will have, therefore, the 
benefit of revisiting his lect~re of April 1948, as well as what he 
will tell us this morning. 

His experience in the lVar ~anpovrer Commission and also in the 
Employment Service vrill be of outstanding value to us. He is now 
with the Resources and Requirements Division of the National Security 
Resources Board, 

BeCause of your previous contributions to'our thinking at the 
college, I take much pleasure in welcoming you, Er. Stocking, to our 
platform again. 

~. STOCKING: About ~ year ago a very good friend and colleague 
of minej ~,~. Ernest Tupper, told me that he was scheduled to deliver 
a lecture here on a subject that ~,re were vrorking on at that time-- 
"The Balancing of Resources and Requirements in Wartime." I had just 
completed reading a very entertaining and instructive book by Josh Lee 
on "How to Hold an Audience without a Rope." I brought it in the 
next morning and left it on his desk." lie looked up at me with a 
quizzical expression and said. "Look, Collis, I Imov~ you are trying 
to be helpful, but I remember that about eight months ago you gave me 
a book to read on the art of simple v~iting. After I read the cursed 
thing, I was so self-conscious that I couldn,t v~ite anything for six 
weeks. Now you come for,'rard and give me a book that will tongue-tie 
me until after the time of the lecture ." 

I mention that incident sS~nply because I am about to violate one 
of the cardinal principles laid dovm in that book~ and that is: "Don't 
start out by apologizing. Your audience will detect your deficiencies 
soon enough ~ithout you calling particular attention to'them." But I 
do feel obliged to give you a little bit of explanation, because I see 
some of my loyal and long-suffering friends who have heard ~e speak 
several times on this subject. Colonel MOses, for 5instance, k~_ows 
everything that I know about it. Then some of you were ~m the seminar 
day before yesterday and heard me hold. forth on certain aspects of the 
manpower problem there. 
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Another thin~ I want to mention is that I have been out of 
the manoo~-~er field for the past t~'~o years and have. concentrated on 
a different aspect of the mobilization problem. And now I am 
embarrassed to be reminded-that I spoke to you on somewhat the same 
subject here ~,~o years ago, and that my remarks unfortunatelTf are 
available J_n reproduced form~ so that you can read them for yovr- 
selves. So I feel a little bit on the spot. 

After I accepted the Lnvitation to speak here, you very t h o ~ , ~ . g h t -  

fully gave me a little note telling "me what you would like me to 
talk about. You wsnted me partict~:arly to discuss co~,nmunity facil- 
ities and com_munity problems J~ relation to manpower mobilization. 

If ;~ou hadn't given me that note~ .T. ~m afraid that I wou].d have 
gotten off on the ~ong track s_nd delivered -an entirely d~ferent 
le ct~a'e, be cause it ~ " o ~. na~p,,ns that d~'~:i.ng the -~ar ~ was with the War 
}~[an~ower Commission and our responsibilities were to direct the 
mobilization of labor and interplant transfer and in-,plant uti!i~ 
zation of labor. Tfnile we came into contact with the problems of 

ao_.~t!e s ~ co~zit,v ~ "~-" " the responsibility for eomm[~nity ficilities 
~" " ~ of was p~ ~marmly that agencies other than the V[ar ~anpower Commission. 

I don~% mean by that remari to indicate that these activities were 
any less ~mDortant than those that were be_ing carried on by the ~ar 
}~:~'anpovrer Com~ission. To do so would be li![e arguing that the right- 
hand horse of a team was more LmDortant than the !eft-hand horse, 
It takes both of them to pull the load. It just hap?ens that ! am 
accustomed to ~;~ork.ing on the l~=ft-hand side; and if ! bump into the 
~;agon tongue occasional!~r trying to get across $o the right-hand side~ 

am sure you ~ill forgive me. 

But your subject is a very JJnports~t one. We rotund that in 
civilian mobilization one of the most major considerations is what is 
done in the come.unities. Of course, you have to start out by estab- 
_].ishLug national goals. You have to figt~e out the size of yonr 
armed forces that you are going to have. You have to figure out ~rhat 
part of Z~rour facilities and reso~a-ces ~rill be devoted to the pro- 
duction of munitions, You have to. calculate ~rhat part ~'~ril_~ go to 
other uses--~~ar-supporting and essential civilian production° But 
the moment you start to tr~ns!ate these into specific ~roduction 
schedules~ you run smack into the question of community participation 
and con~nunit~.- action. 

At the time that the National Defense Council was activated prior 
to World War II, all o~r data ~rere on a nat'.onal basis. Indeed, ~~e 
were thinking in national terns. T[e talked abo~t the nati6nal income, 
the national production'level, the national steel capacity~ the 
national power capacity, the national employment, national ~nmemployment, 
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and so o~. But as soon as ~ Started to ~aj ~ ~- out a program for mobi- 
lization, we'discovered that these national aggregate~ were of little 
use, that is, after we got past the planning stage. 

The reason they-were of little use is that, encept for perhaps 
a f~v professions, there is no national labor market, but a series 
of indapendent or semi-independent labor msa-kets. For example, a 
surplus of labor in Hartford, Connecticut, doesn't do you much good 
with respect to a shortage of labor in San Diego or vice versa. I 
realize that durin Z the last war we had the greatest geographical shJlt 
of population ever experienced by this country or an~r other cotuutry; 
and I further realize that o~r labor force by and large is the most 
mobile labor force on the face of the earth. Yet the propcsition 
stands that what is done in the community by the conm~nity is one of 
the most imoortant features leadLng to the success or failure of your 
civilian manpower mobilization. 

At the time that the "phony-crar, or the "sitzkrieg" burst into a 
blitzkrieg, with the invasion of the Low Countries, I was with the 
United States Emplo}unent Service. One of the first things we did was 
tosit dorm to try to devise a labor market reporting system that 
~vould give us the information ~e needed for administering a manpower 
pro gram. 

One of the essential elements of" that system was an analysis com- 
mtu%ity by community of the population, its age and sex characteristics, 
the number in the labor force, and an estLmate of ti~e numbei, of addi- 
tional people that could be brought into the labor force should the 
war production activities be exoanded. 

The backbone of that system was the employer's report. We asked 
all the lsmge employers in every community and a great'many of the 
smaller employers to resort to us--as a matter of fact, ~re ~:rent out 
to the plant and got the report--the number of people they currently 
had on the pay roll and the number of people they expected to add to 
the pay roll during the next 30 or 60 days. On the basis of this in- 
formation we were able to classify every important industrial com- 
m~uuity in the United Sta~s as to whether it was an area of labor 
shortage or an ares. in which labor was simply tight with a prospective 
shortage in the near future, or an area where there ~as an abundance 
or a surplus of manpovrer. 

It would lead me astray from the ma~n subject today if I were to 
go into the details of how this labor market .information was used in 
the direct mobilization scheme. It did become, however, the backbone 
of the manp~er program~ and that program included the establishment 
of an emplo~ent stabilization system in each community, the establish- 
ment of a s~stem for settingceilings for the different employers in 
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the con~mt~nity, an@ a system for the issuing of statements of avail- 
ability for directing workers that were available to employment of 
basic importance. 

It had many other uses. One of them was that on the basis of 
this area classification ~e were able to exercise some influence upon 
the allocation of contracts. At that time~ there ~ere seven or eight 
million people unemp!oT~ed and that made the nroblem very difficult. 
But we could foresee that this situation ~as ~oing to change and 
change very drastically. At that t~.e General ~.<,[cSherry was head of 
the Labor Division in the Office of Production ~,,[anagement° Z~e went 
to talk to General Somerveil about the situation and called his atten- 
tion to the fact that this was golng to become an acute nroblem in the 
ne~ ~ future. ~Te recognized this fact in,mediately and at that th:~e 
issued advice to a]! procua-ement .... ~ '- .... o~...mc.~rs t~..at in the s~arding of con- 
tracts they must take i::.tto accotuat insofar as possible the manpo~ver 
situationj and that where there was an alterna.tive~ contracts were not 
to be n!aced in areas of labor shortage, but in areas ~,~here the labor 
was s~rn~_us or adequate. 

Some tLme later on this ~,r~]cip!e'was included in a much more 
emphatic way ~m Production Order ~Too I, issued b~ the ~far Production 
Board. Already the Plant Site Cor~nittee of OP~,'I was trTTing to take man- 
nower considerations into accotu~t in the establishment of new facil- 
ities, B~t there are other ~hlngs that you have to take into accou_nt 
in trT~ing to locate new faci!ities--s~ch th.~gs as the adequacy of 
electric pov~er, proximit}~ 50 transporta%ion~ and so on. So there ~?ere 
a great many new facilities built and a great man~ contracts awarded 
in areas that were later to become areas of acute labor shortage. 

But that partly demonstrates the inefficacy of any simple formula 
for resolving this very difficult mannov~er problem, because you have 
to nnt contracts where facilities exist. That is the nri~e considera- 
tion, particularly if you want to speed un war productio~ you have to 
put the contracts where the machines already exist. 

V[hen you start using these facilities ~.ore intensively~ as Z~-ou 
do when you move from a 40- to 48-hour week, or to around-the-clock 
onerations, you simply must'have more manpovrer. Even a v~el!-estab- 
lished industrial communitzr~ one that is accustomed to cyclical 
fluctuations--for examnle, Detroit--is bound to feel a manpov~er pinch 
when you expand war production. .in DetrOit from !940 to 1943 there 
was an increase in population of 544,O00~ an increase of about 26 
percent~ to br:[mg the total population of the communit3T ~<n to 2~880,000. 

In September 1943 the in-migration ~{as still r~aning at the rate 
of about 12~OOO a month; at the same ti~.ue there had been a terrific 
increase in the use of women in the Detroit area. From ~ay 1942 
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to September 1943 the emp~.o2nnen~ of ~omen increased from about 50,000 
to ]_94,000, an increase of something like 2~5 percent. Ford alone 
was employing over 35,000 v~omen in his plant. Yet at that ti~.e it 
was estJ~uated that the shortage of manpower in the ensuing three 
months would s~ount to 25~OOO persons. 

So you just can 't avoid deal~ug ~tith community problems if you 
want to effectively utilize your ~povter. Comuunity problems are 
co~nt~nity-~vide problems, ~.d they have to be dealt ~ith in the com- 
munity. I thi~.~Ic the i~oortance of the co~mm~ity problems is reflected 
in the people who were appointed by President Roosevelt to serve on the 
Congested Tgar Production Areas Gormnittee. He chose bussr men, already 
overloaded with ~tar burdens, ~nc!uding such oeoole as Harold Smith~ 
the Director of the Dureau of the ~.dget~ Robert Patt, erson, Under 
Secret~ry of ITar~ Ralph Bard, Assistant Secretary of the Navy~ Donald 
Nelson, Chairman of the War ProductLon ~oard; General Fleming, head of 
the Public Works Agenc~r~ John ~.~ranford, who ~,~as hea~ of the Housin~ 
Agency~ and Paul l~cNutt, who was Chairman of the War ~anoo~ver Commission. 
These were the men that were appointed to assist the co~u~ity in over-. 
coming its difficulties th~.t ~zar production had thrust upon them. 

The areas in which the~ had to render assistance included the Puget 
Sound area and the Portland and Vancouver areas. Their were simply 
mTamped With ~ar contracts. Then there were San Francisco and'Los Angeles, 
which had at times very acute problems ~Jith respect to housinc, cor~ercial 
facilities, and transportation. Then there ~ras San Diego, where the naval 
base there accentuated evei"y co~ntuqity problem you could think of~ and 
the city had all of the problems of Los Angeles and San Francisco, Plus 
some of its o,~n. ! see Charlie Little here. iJe can probably tell us of 
the situation that existed inthe Beaumont-0range region in Texas, in 
which inadequate medical care, inadequate garbage and sevrage disposal, 
and disease control itsrked like a spectre over these ~o cities during 
the Y~ar. Then there was ~@askegon ~hich had the ~rho!e calender of orob- 
!oms~ incl~ding inadequate housing, medical care, police protection, 
food~ fuel, and recreation. F/~oxville, Tennessee, suffered from lack of 
recreation and inadequate childCare. Then there Were the southern com- 
~mnities of Key %~[est~ Pensacola~ and Mobile. All had problems Of a 
very acute nature with respect to community facilities. 

That is a partial list. It is by no means all. Charleston, South 
Carolina, at one time had a shortage of cor~mealand grits. Bruns~rick, 
Georgia, suffered from a shortage of milk. These ex~uples give you some 
idea of the nature and scope of co~n~niZyproblems in v~art~me. 

The co~nuni~r is'the only place that can resolve these problems. 
Fortunately, as I salT, they ~vere commUnity-~vide ~ character " and came 
to be r~cognized as that. They are not !~lce a sl~m district that 
unfort~_nate3~ ~ exists in many of our cities. Such districts seem to be 
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regarded as unpleasant and the responsibi!it?T of maybe social workers 
or a public-spirited minorit~i, ~ a "~var situation the whole co~nunity 
becomes involved. It may be that the newcomers Suffer'more N~an the 
older citizens, but not much more. ! mean, their cars, ~,dth ours, 
jar~ the streets. They shop in the some stores. Their children go to 
the same schools. So that you ~ust can't avoid dea!inz with the prob- 
lems that arise~ ~ you don,t deal with them, there is terrific loss 
in your mm~ower resources. 

In Dela~oit ! don it L~nov~ ho~ mealy co~nunity organizations were in- 
volved ~m trying to meet th's mm]po~ver problem ~nd keep community 
facilities in operation, but there were well over a score. The Detroit 
Victory Council was orgsmize~d to try to coordinate the activities of 
the different agencies. It alone had more than a score of agencies 
whose activities ".t was tryinz to bring to bear _in a coordinated manner 
uoon comm~nit~r p~ob_emSo ~ne agencies included ~ub!ic schools~ tlue 
Department of Public Parks~ transportation, recreation, the Federation 
of Women,s Clubs, the ~{erchants mid l,[anufacturers Association~ the 
Retail Association, the CI0, the AF of L, and a number of others that 
I can't recall at the moment° But they all had to work on these prob- 
lems. 

In Detroit in 1943, I believe it was, there was a survey made of 
the reasons for people quitting'their jobs. The second most .%nportant 
reason was to ret~,mn home. Nov~ i realize that it is a very general 
reason mud may comprehend a great many other things than displeasure 
with the cor~unity,s environment. But ! remind you again that Detroit 
was far better off than some of the communities. The ~rob!ems it had 
to deal ~rith were better'in hand than they were in a great many other 
communities. Charleston~ South Carolina, was never regarded as very 
bad~ and yet a Navy su.rvey renort indicated that !27 out of 600 seotic 
tanks that had been used in a new building addition to the city were 
overflowing and that 99 of the buildings had water in the yards. 

You canTt ~nagine how pressing some of these nrob!ems can become~ 
and'how it takes co~unity action to overcome them. In the case of 
South Ca~olina the citizens were stopped from dea!~ with the situation 
themselves because the law of the state prohibited them from making 
certain arrangements with the Federal agencies that were ready to loan 
money. The state had to amend the law befor~ the local citizens could 
take care of their o~:n~ ~roblems. 

This reminds me of one other aspect that indicated the local 
character of these problems~ One of my jobs during the war was to act 
as chairman of an Interagency Essential Activity Committee. It was a 
committee to determine which activities should be regarded as essential 
to the war effort and which ~ere not entitled to that designation. 
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The purpose of this list was to guide the Selective Service 
System in the order in which men should be inducted so as to do the 
least damage to the war production effort. It was also used'by the 
War N~n~er Commission in establishing its manpov~"er program, parti- 
c~!arly to establish priorities for routing workers to the most ~- 
portent jobs. We had an arrangement where if a man was available for 
work, he was not to be referred to an activity that was not on the 
list. Indeed, the employer ~ some cases was not permitted to employ 
him .if he sought work in an activity that was not on the listo 

When that list was first prepared, mud indeed for some time there- 
after, we definitely eliminated certain activities from getting on the 
list. ~ ~uong those not eligible were all trade and distributive ser- 
vices, all banking services, and all financial services. ~Ve simply 
took the point of ~-'±ew that T'it may be tou~, we may not have an 
adequate supply of these; but, if we don't~ we ~'~ill just have to get 
alon~ without them." 

The result*of that was that you didn't have on the list such 
things as shops, grocery stores, and activities of that character, 
~either did the laundries nor eating places appear on the list. But 
after the situation began to become so acute in some of the communities~ 
we had to make some modifications. Vgnat we did was to provide that 
certain things under specified conditions could be declared "locally 
needed." Such activities did not have s~y implication with respect to 
Selective Service operations, although it did have very .~.~.portsnt impli- 
cations for the manoo~er progrs~.~. 

We had to make this change because we found that when more women 
~ent lute the labor market and couldn,t find any place to have their 

e latuudry done, they ~'Tould stay a~zay from work a'day %o c.o th latmdry 
and perhaps another day for the ironing. Then, when they found the ~ 
shops continuously closed when they came home from a long dayts workj 
the'first thing we knew they ~zere taking a day off to do the shopping; 
and, if'those responsibilities devolved on the male member of the fmnily, 
he~ tooj had to take a day off to do the shopping, We rotund that by 
keeping these th~mgs off the essential ac~±w.~-'--'tvj list or the~ locally 
needed list v~e were really diminishing the utilization of the available 
manpower. So we made the change. 

Another thing about community problems is the variations that 
occur from one community to another. I mentioned these various things 
to give ~u a sample of the scope and character of the problem~ but no 
co~.munity had problems exactly duplicat.~g those of another community. 

Another thing that deserves mentioning--and here I d~.ink I might 
mske a general statement--is that ~ some community problems tended to be 
overlooked. I mean that the tenseness of war, the bestiality of the 
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struggle tends to engender a s~ugleness of purpose that makes us 
forget the ffmport~.nce of some of these oomunity activities in the 
midst of war. That i~ true,'I think~ of fringe activities~ such as 
recreation~ We think, W{ell~ this doesn't contribute to the war 
effort and we sho~.idn't waste otto t~e on it." 

Another thing that has to be taken into account is eating places. 
~Then more people begJa~ to work array from home~ you have tO device 
better a~;a~-from-home eating places~ in the midst of war~ since this 
takes facilities that comoete for critical materials~ this is some- 
times a tremendous problem° 

In many cases the new facilities were furnished by the plant. 
But then the qt~estion comes up, "is this a hart of the cost of the 
cont~act? Cam this be added?! r You get all sorts of problems of that 
nature. In some cases svch facilities had to be furnished b~ the 
comm~&uity adjacent to the nlant, in the form of the expansion of older 
facilities or the creation of new facilities. 

Transnortation~ which w e  take for granted~ becomes a terrific 
local nrob!em dt~g the war ° You all r~alize the ~ride use of car 
pools and hh~gs of that nature~ but that doesn't meet the situation. 
It sometimes ms/:es it more acute. So you have to establish additional 
trsm_snortation facilities to serve new additions to the co~m~n~it~r and 
to serve new nlants. 

Sometimes you have to adj~Ist ti~e schedtg_es." For example, we 
couldn't get women to work ~ a narticular pl-ant~ mutil fina!]Q~ we dis- 
covered that it was because of lack of police protection and convenient 
ho~rs of travel. The transportation facilities had not adjusted their 
sched~!es. Once that was corrected vre were able to get the women to 
acceot jobs. 

Another problem that I think is extreme!st imnortant is that of 
~dmcat~c. that mn chi!dcara. I "" " ~ ~ " Detroit !94~000 women were employed in 

that city alone. Of those employed, about 60,000 of them were mothers 
of 90~000 cf~i!dren. Half of the children wore being ts]:en care of by ..... 
relatives in the fmmi!y. The other half. was being taken care of by 
others. There vras a good deal of Federal assistance pumped into 
Detroit to establish childcaro cente2s. There'were about a hundred 
p~olicly supported chi!dcare centers, so women~ while they were in the 
plant co~ild be svre that their children ~ero being properly taken care of. 

i want to italicize this question of childcare, because it is going 
to be more ~uport~ut say t~me in the future than it was the last time in 
a mobilization. There were rot!].ions of women that came into the labor 
market for the first time du1~ing Vforld War ZI. ~udeed~ without them 
we would never have achieved the nrodv~ction •goals that we were finally 
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able to achieve. Because of the tremendous.!y ~creased birth rate, 
during the past f6~ years there are now about ~5 percent more chil- 
dren under lO years of a~e than during the war. Unless we go f~ther 
.~2 providing for childcare in case of another full mobilization, we 
can never expect women to go ~uto the labor force to the sa~,~e extent 
as did the women of corr6sponding ages in ~gorld ]Var Ii. 

~nother Community service that deserves mention is recreation. 
This one is really a fringe activity and it is one ~aat is likely to 
be neglected. 

But recreation is an ~portant bhang. There was an agency or 
division on recreation in the Kar Commm~ity Services that was headed 
by Charlie Taft. Y_ think:his ceoole did a splendid job of convincing 
the people of the -'~portance Of recreation to -~e war effort~ that it 
was in sor~e cases a nece:~sity, an investment in on~ n~_mber one resource-- 
tlne hi, nan resotmce. 

Thezr pointed out that no recreation program on paper, as they put 
it, would suffice; that it had to be worked out in the con~utmity; that 
men ~ud women working long hours under great tension had to have some 
relsxation and rest for the benefit of the war effort and for the 
benefit of the co~nm,~nity. 

! know you are very ~:uch interested in organization and the 
different types of organization that you need for mobilization. I am 
afraid I can't be verz~ helpful in this connection. I have !ndicated 
that at the Federal level you had the establishz~ent of the civil 
defense y~'ogram. You had the Congested 1~ar Production Areas. You had 
the Office of Community War Services. You could add to those the 
Housing Agency, the Office of Education, and several others that were 
involved !n working with the cor~nunities to help them meet their prob- 
lems. But I don't th!nk that on the whole it was handled as effective]j 
as it is goi~g to have to be handled the next time. I also mentioned, 
you re~.ember, that in Detroit ther~ were more thou a score of co~mni~r 
ageucies dealing with coNm.mnity problems. 

But ~ tliink~qg about this subject it occurs to me that you have 
civil defense to consider this time. That means a far different type 
of organizat'.on and a far different set of functions. I realize that 
the emphasis no~r is on disaster relief ~n civilian centers° But let 
us hope that there will be many co~Jnunities in Which that sort of ser- 
vice will never be needed$ and I am wonderLug--and I throw this out as 
a suggestion for you to consider--whether the business of con~unity 
services might not be tied up with the ciwL1 defense organization as it 
is now envisioned and be planned as an adjunct or an integral pant of 
that organization. 
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QUESTION: },~° Stock'.ng, you mentioned that during the last 
war you worked up an inventory of manpower, age~ sex~ geographical 
distribution, and all -the other factors, in the course oC your 
talk you emphasized partim:~larly the fact that comi~unities thatare 
building uo in war work are going to have %o have cer-ha~ facilities 
an~ services--recreation, bank ~ ~- - ~  c~e~s, store clerks, and +~ 

• ~ . ~ , ~  sort of 
thing. Do you have any kind o£ quantitative ides. as %o the nmmber of 
workers and man-hom-s that would have to be provided for those services 
to facilitate actual production? 

I,_~. STOCK.~'~G: No. _You simp!~: can% get a factor o £  that sort. 
i want to emphasize that the problems varied con~unity by comm~_nityo 

In respect to the banks, when we realized that some of them could 
be declared locally, needed, we said it d~.:n~t'r ~ tsl~e am~- moremanpower 
than the manpower that was already in them. We simply said, "You have 
got,. to~ adjust yovr ho~0rs if you want to be designated locally needed, 
acDu~,t your hours so as to acco~aodate the comm~nityo" 

As to the mLn~mm req~irements for it~ ,.% ~¢ou!dn 't have any idea, 
because it would vazDr from co~mtmity to commtmi%y. 

T r'n T '~. QD~-S;_,ON: We '.~ .. J - a v e  s e e n  ~sm. i o u s  c h a r t s  s h o w i n g  h o w  l a b o r  c a n  b e  
diverted from one g~otko ~ ~ . . : o_ endeavo_ to a~otner tnaL would be required° 
If we were to apDroach the problem of ho~ to dist~ibute a very'small 
g~oup of workers, we would have to have some idea., wou!dn 't we, as to 
how many we are going to have to set aside for ser~_ces alone~ at least 
some appreciation of how many? 

N~. STOCKING: If you had a n&tiona! figt~re as a factor~ it would 
be very deceptive o That is to say, in each con~numity you have to 
fi~me out what are t-he'mjm.~num services required to r..ost effectively 
utilize the labor force~ vrhat kind of situation you need to avoid ex- 
cessive absenteeism and excessive labor t~u~m-over. I don't think there 
is any factor that will tell you that on a national basis. 

I think I ]~o~,~ what you are referring to. You are thinking of how 
we draw these colt~mnar charts of manpower in peacetime and show how it 
cots redistributed in wartime° Ke attemnted to g~lide this redistribution 
by establishing ma'.~power ceilings. 

The ceilings were never too effective, but that was because we 
established them late and with inadequate authority to always make them 
stick. The principle was that if you were engaged in a less essential 
activity~ you were not to haveany more mam~.ower than you had at some 
basic date. ~en workers left, you were no% allowed replacements. 
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The "essential activity" desigination also has some influence 
on the redistribution of manpower. A person who is not engaged in 
an activity that is classified as essential may decide : "The next 
time I write to Joe I want to tell him that I am in an essential 
activity too." A great many of them will desert the activities 
that are not declared essential and move over to those that are de- 
clered essential. 

Dut I don't know any way of factoring it out so that you say 
that you need lO percent of your people in this activity, 5 percent 
in another and so on. I might say too that there is a great deal Of 
dispute as to the accuracy of such figures. There are some pe0ple~ 
for instance, who have the feeling that in the last war themost 
extravagant use of manpo~er was in the field of agriculture, but such 
a poLut of view was opposed bitterly. As a result fewer people were 
taken from agriculture than from m~ny other lines of endeavor. 

QUESTION: You brought out the importance of the con~nnnity services 
and indicated that it must be done local.Tjf and that the Federal Govern- 
ment merely gives assistance° If w e  had a war very shortly, say, to- 
morrow, what would the Federal Government do to get imto this thing 
right away and see w~hat needs to be done ? Would it wait until some- 
body cried o~t that there was trouble? 

~. STOCKLNG: No. One of yot~r ~mportant things is hous~mg. 
There is one thing that all these congested areas had in common and 
that was the question of continual manpower shortages. But when you 
construct housing to relieve the overcrov~ding, the workers were better 
satisfied and the turn-over dropped. Indeed, it was very often the 
most important improvement you could make. 

Now, the first thing ~,~e did the last time--and I don tt think we 
were as well prepared then as we are now--was to engineer the allo- 
cation of materials into home construction in terms of the local labor 
market conditions. We should be able to do a better job if we had 
to do it again. 

There is a great deal of concern now about childcare in the 
Childrens Bureau in the Federal Security Agency. It is continually 
analyzing what you need in Childcare, and that provides a basis for 
a great deal of what you would need in wartime. 

Except for transportation and recreation, there are very few 
things in the ~ray of community problems for which some Federal agency 
does not feel a responsibility now. But it is not organized. That 
is why I raised this question that maybe what we need is to tie this 
up with civil defense, so that it "-I wl~ be considered and its different 
aspects coordinated and integrated. 

ll 
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QUESTION: IVould you care to discuss a little bit in regard 
to forc:img people to go into certain phases of ~dustry; either by 
methods such as A ust~alia used during the war or on a democratic 
basis as was done in some other com~tries? 

~. STOCKinG: We were the only democratic country that was 
engaged in this war that did not resort to what is describedas 
national service. That is a subject that has been under consta~.~t 
discussion since the American Legion got the introduction of the 
bill for national service in the eve~t of war in 1921 or 1922~ I 
will say for their benefit that they w~nt to great length. They 
said their believed in national service and the conscription of capital. 
Those terms were actually used. 

The question of national servicewas discl~ssed continuously 
through the twenties and the thirties, and at the outbreak of the war 
and during the war~ One of the first things President Roosevelt asked 
for was a national service act° He repeated it three t~es before the 
war was over in his message to Congress. ~cNutt, when he bec&me~chair - 
man of the War Manpower Commission when it was first estabZ.ished~ said 
"National service is inevitable°" 

But there are more problems ff~ getting national service in this 
country than most of us realize° Part of it is due to the peculiarities 
of this country~ its vast geograpllicalextent and the freedom of move- 
ment, that make it more difficult than .in other countries. 

But Y don't know~ You will be interested in referriug to McNutt's 
speech before the class here J~une 1950, when he discussed this sub- 
ject. I am in enthusiastic a~reement with what he said then, which was 
in effect that the most you can hope for probably is the legislative 
foundation at the beginning of a conflict for the type of progrs~n that 
the War Manpower Commission was able to achieve without legislation 
by the close of the last war~ 

But he also threw in good caution. Donrt be misled into ghinking 
that national service legisiation~ if you got it, would resolve your 
problems. You would have the same problems in a different wa~r. 

QUESTION: In a case like the baseball bats that ~rou mentioned 
it is not quite clear to me what authority in the last analysis re- 
fused the man~ufacture of the bats. ~o exercised that authority? 
~quo made the final decision that they couldn't make them? What mech- 
anism prevented the undertaking of the manufacture of bats? 

~. STOCK~IG: The question ~ras, 'YFhat would keep baseball bat 
manufacturers from manufacturLug bats if they wanted to, regardless of 
what was said here in Washington?" That has to be broken do~.m into 
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two th:ings. First, they controlled the use of copper~ ...... alum- 
inum, and other raw materials and simply stated that you had to use 
the material for What it was being allocated and nothing else. 
Indeed, it was a crime to use it for something else. So if a manu- 
facturerer was producing something for which material was not being 
allocated, and it was a scarce material, he was stopped from oro- 

ducing it. 

As to the baseball bats, shortage of material probabSj wouldn't 
have stopped them. you couldn't have stopped them if they had. the 
manpower to do it. But'by this time-the mant~facturers had swung 
away from baseball bats, and if they v~re goin~ to start producing 
them againj they had to have additional labor~ we argued that labor 
was too scarce to give them any for baseball bats~ Also this 
happened to be just after the ~ttle of the Bulgej and we said, "II~F 
Lord~ here you are talking about making baseball bats when in the 
next breath you indicate that we are in danger of running short of 

~mnt~nition." 

I might mention one other thing. ~Ve tried to get the voluntary 
transfer of workers by cl~ss~£ying locally what were the most im- 
portant activities in the ~mm'~ity and gave them a high priority for 
manpower. ~Ve said if manpower bec~e available, this is where it 
should go. Then~ if manpower was not on the loose, so to speak, we 
tried through negotiation to get people to quit the job they were 
working on and accept more important work. 

Only once did we ever try to test ot~r authority in this connection. 
l~ge thought we achieved a pretty good job through these so-called 
voluntary methods. "Voluntary" should be in quotes, because we bluffed 
and bamboozled. I sometimes disrespectfully say in exaggeration that 
I used to fee] that our manpower program was a race be~,reen ingenuity 
~nd ignorance, because every time we modified the rules of the pro- 
gram ever so slightly, it got a great deal of publicity and it got 
people co,~used. So they stuck where they were. But after three or 
four weeks they would see other people not observing this. They would 
say, ,'Joe went over there because he could get higher wages, and 
not~ing happened to him." And so other people would do it. At the 
end of three or four weeks there was a pickup in the movement of people, 
feeling free to do as they wanted to. Just coincidentally, about every 
so often we modified the rules. So that is why I characterized it 
disrespectfully as a race between our genius in getting another modi- 
fication in the rules and the ignorance of the people in finding out 
that the rules were not enforceable anyhow. 

The one time we tried to test our authority was in a plant in 
Salem. We tried to to~usfer some workers by cutting the ceiling of the 
textiTe plant way dovm so they would have to discharge the workers 
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they had and then ~'re would offer the workers jobs in a nyLgn'cord 
plant for automobile tire manufacturing. '~e did this bo!dly~ as if 
vre had a right to do it. Both management and labor j~nped on our 
necks and we got nowhere + Fortt~nately, it ~,ras near the end of the 
war. ?te tried to get a minJmwm of publicity for it. 

Niq. HILL: ~,{ro Stocking~ there are a great many questions~ I see~ 
popping up~ but we have r~m close to the end of our time. Kay I tell 
you how much we appreciate your coming dovm and how thoroughly you 
covered ot~r subject. Thank you very much. 

(2 Jan 1951--350)S. 
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