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INTRODUCTION

THE HOLOCAUST AS
DivisiON-OF-LLABOR-BASED CRIME—
EVIDENCE AND ANALYTICAL CHALLENGES

Gerald D. Feldman and Wolfgang Seibel

Division of Labor, Networks, and Organized Mass Crime

Organized mass crime is unthinkable without division of labor. The Holo-
caust is no exception to this rule but, rather, its most horrifying manifesta-
tion. Evidence related to the role of government bureaucracy was, to be
sure, already part of classic Holocaust research.! Meta-theories of the Holo-
caust have drawn on the nature and consequences of modern bureaucracy as
a tool of persecution and mass murder, the most prominent being Hannah
Arendt’s banalization theory.?

Both the planning and the implementation of genocide were carried out
in accordance with conventional division-of-labor principles. From 1939
on, the Amt IV, “Gegnererforschung und Bekimpfung™ (Researching and
Combating the Enemy) of the Reichssicherheitshauptamt (Reich Security
Main Office) with its Department IV B 4, run by Adolf Eichmann, was in
charge of anti-Jewish policy. The enforcement of the persecutory measures
was delegated to the Staatspolizeileitstellen (State Police Head Offices) or, in
the German occupied territories outside the Reich, to the Befehlshaber der
Sicherheitspolizei und des Sicherheitsdienstes (SD) (Commanders of the
Security Police and Security Service) (BdS). These core institutions, however,
were dependent on numerous other institutions and individual participants,
state and private, German and, in the occupied territories, domestic agents,
for the implementation of the “final solution.” In the occupied territories in
particular, anti-Jewish policy implied resource dependency of the occupation
administration and the Berlin central offices.? Vertical division of labor was
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eclipsed by the rivalry between different agencies, both German and domes-
tic, resulting in “polycracy” or even “organized chaos.”*

Thus, anti-Jewish policy and the persecution apparatus were obviously not
just an SS and Gestapo matter. What is more, coordination of the complex
persecution apparatuses could not be accomplished in an exclusively hierar-
chical manner. As the chapters in this volume reveal, coordination took place
in a hierarchical as well as a cooperative way and, just as the differentiation
of power within the regime or between the occupying power and domestic
authorities played a role, so did the interdependence of a variety of agencies
beyond formal rules of cooperation. To a large extent, the persecution appa-
ratus was made up of inter-organizational networks as they have been
described in political science and organization sociology literature.’

This perspective is supported by three strands of recent Holocaust
research findings.

The first aspect concerns the situation of the SS and police apparatus,
without question the core institution of the persecution apparatus. The
degree of hegemony of the SS and police apparatus—abundantly described
in the literature® —as it had been emerging in Germany since 1933 through
the fusion of party organizations (SS, SD) with the state police and its inde-
pendence vis-a-vis the general public administration, was, in the occupied
areas, again dependent on the formal structure of the occupation regime.
This, in turn, was shaped by the strategic goals of the occupying power, but
it did not follow a standardized plan within these goals as is revealed by the
situation even in a region so highly homogenous as German occupied West-
ern Europe.” In one way or the other, however, division of labor meant col-
laboration of indigenous institutions and individuals.

The second aspect concerns the range of the anti-Jewish measures, mainly
the relationship between economic and repressive police persecution. The
“Aryanization” of Jewish-owned businesses was not controlled by the SS
and Gestapo but instead took place under the jurisdiction of the
Gauwirtschaftsberater (Regional Economic Advisors) of the Nationalsozial-
istische Deutsche Arbeiterpartei (NSDAP) in cooperation with the self-
administrative chambers of industry and commerce and the free professions,
as well as the local governments, law firms, banks and insurance compa-
nies.® In German-occupied territories, the jurisdiction for “Aryanization”
and the spoliation of Jewish assets in general lay with the regular civil or mil-
itary occupation administration, which was again decisively dependent on
domestic agencies.’

Finally, the destruction of the economic existence was inseparably con-
nected to the physical extermination of the Jews. Although organization of
the deportations was the exclusive domain of the Gestapo, the plundering of
the last personal assets and belongings prior to deportation required coop-
eration with a large number of regular authorities, for instance, as has been
reported for Germany proper, with the residential registration offices (Ein-
wohnermeldeiamter), fiscal authorities, housing offices, district courts,
employment offices, and further with the chambers of trade and commerce,
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trade guilds, savings banks and other banks, and, last but not least, with the
Reichsbahn (state railroad).'® In the German occupied territories, this pat-
tern was repeated, despite considerable regional differences. In the final
phase of the victims’ complete defenselessness, there was a downright
“enrichment race™'! in both the “Aryanization” and the plundering of
household and other personal belongings between the Gestapo and the
finance administration'? and, under the supervision of public authorities,
between companies, private individuals, and banks.'3

The third aspect concerns the interrelation of the differing segments of
tactical and strategic German warfare and occupying politics with the mass
murder of the European Jews. The studies by Aly,'* Dieckmann,'S Gerlach,'¢
Gutberger,'”” Heim and Aly,'® Herbert,'® Miiller?® and Friedrich?' describe
the interlocking of varying logics of action and interests within German
warfare and occupation politics and their effects on the initiation and imple-
mentation of the Holocaust. This reflected the “polycratic” conglomerate of,
for instance, health policy, population politics, economic planning, agricul-
ture and nutrition, and warfare. Toward the representatives of the respective
spheres of interests, the SS and Gestapo apparatus acted partly as a partner
in cooperation and yet partly as an opponent within the sphere of their
respective interests.

However overwhelming the diversity of actors and institutions involved
in the persecution, the ways in which division of labor was linked to perpe-
trator agency have, by and large, remained unexplored. The present volume
focuses on these issues.

One important fact to be acknowledged is that the formal status of divi-
sion of labor varied substantially. It ranged from highly formalized and
tightly coupled relationships between participating agencies to ephemeral
and loosely coupled linkages between individual actors. Weberian bureau-
cracy with rigid rules and hierarchies did play a crucial role in the prepara-
tion and execution of persecution and mass murder. German fiscal
administration with its endeavor to confiscate as much of the Jewish assets
as possible is a prominent example.?? It would be misleading to assume,
however, that the machinery of public administration always acted in accor-
dance with the conventional rules of hierarchy and regulated cooperation as
far as the persecution of the Jews was concerned. A striking phenomenon is
the self-initiative of local and regional authorities, which often took inde-
pendent steps of anti-Jewish discrimination and persecution years ahead of
central Reich regulations, and then asked for central coordination for the
sake of homogeneity.2> While this largely reflects the influence of local Nazi
leaders in municipal administration, state administration, too, rigidly imple-
mented anti-Jewish regulation without central initiation or coordination.?*
Moreover, public authorities and the Nazi party organization were not just
acting as law-abiding agencies. Bribery and corruption were an integral part
of the persecution.?

Other organizational forms of persecution were much more informal,
and yet at least as effective as public bureaucracy. The spoliation of Jewish
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assets, the “Aryanization” of Jewish-owned firms in particular, required a
vast array of expertise and institutional assistance. Banks, brokers, law
firms, investors (often former competitors), and intermediaries of the Nazi
party as well as local and regional administration formed networks of spo-
liation and persecution whose extension and structure are illustrated in sev-
eral chapters in this volume.?¢ What made those networks stable and
effective was, above all, the mutual benefit of those involved.

Networks and the presumptive source of their formation and stability
make us aware that, although individuals persecuted the Jews in obedience to
orders and in accordance with their own anti-Semitism, neither hierarchy nor
ideology was an indispensable prerequisite for the active involvement in mass
crime. As the chapters in this volume illustrate, individuals contributed to the
radicalization of anti-Jewish policy without following orders or a particular
commitment to anti-Semitism. Apparently, the motivational basis of perse-
cution was much more encompassing. However extended the variety of
motives of persecutors and their helpers, motivation was not just contingent.
What several chapters of this book reveal is the coordinating and legitimiz-
ing role of professions and institutions. The looting of Jewish property or the
“Aryanization” of Jewish businesses, for instance, was certainly stimulated
by crude enrichment. But many accomplices had only limited opportuni-
ties—if any—to enrich themselves personally. Rather, they fulfilled what they
perceived as an obligation toward professional standards and institutional
roles as bankers, insurance representatives, lawyers, civil servants of the fis-
cal administration, etc. Those roles and standards, however, were not strictly
binding. They certainly provided strong incentives but also left considerable
leeway for personal choices.

It is here that anti-Semitism did play a crucial role in two dimensions.
One is that many peripheral but indispensable actors within the persecution
apparatuses shared anti-Semitic stereotypes and approved anti-Jewish mea-
sures in general. Removing Jews from entire industries and combating them
as a group of uncertain loyalty to the Reich were what many outside the
orbit of the SS and Gestapo perceived as justifiable and appropriate even if
they did not share the idea of physical extermination. Once anti-Jewish
stereotypes had been adopted, principled resistance against more radical
steps of persecution was very unlikely. A second function of anti-Semitism as
state ideology was coordination regardless of personal conviction. The anti-
Jewish agenda produced signals that were unmistakably simple and unam-
biguous and, thus, could be taken into account independently of individual
persuasion. In combination with the permanent threat of violent coercion,
state anti-Semitism played a powerful role in homogenizing the action of
tens of thousands of “helpers” who would not have taken the initiative to
persecute the Jews themselves but did not hesitate to comply with the perse-
cution once it was initiated by those in power.
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The Structure of Organized Mass Crime
and Moral Responsibility

Regardless of its uniqueness in history, the Holocaust shares crucial charac-
teristics with organized mass crime in general, of which the present volume
stresses networks and division of labor as predominant structural features.
Organized crime is obviously a structural phenomenon, but a merely struc-
tural perspective entails obvious risks of misinterpretation. Criminal action,
like any kind of human agency, is embedded in social structures in the sense
of regularities of interindividual relationship, but crime as such is commit-
ted by responsible individuals. Assessing the degree of personal responsibil-
ity is what the structural analysis of organized crime should be ultimately
aiming at. As the sense of moral obligation remains the very basis for dis-
tinguishing between right and wrong, the analysis of formal and informal
structures of human agency can never exculpate individuals whose wrong-
doing is beyond any doubt. But the analysis will nonetheless reveal regular-
ities of interindividual and interorganizational relationship that enhance or
reduce the risk of individual wrongdoing.

Networks are a particular case in point. Interindividual and interorgani-
zational networks are portrayed in the relevant literature as an alternative to
conventional governance in terms of public and corporate bureaucracy.?’
Deeper insight into the nature of organized crime, however, challenges such
appraisals. The evidence presented in this volume, both empirical and theo-
retical in nature, supports the assumption that informal, network-type
mechanisms of governance on the one hand and traditional bureaucracies on
the other hand were equally effective in mobilizing human resources for evil
purposes during the Holocaust. Certainly, one important difference between
“good” and “evil” networks resides in the macro-political order in which
they are embedded. But networks as a type of organized crime per se repre-
sent issues of judgment, leadership, and morality. The leadership of net-
work elites may be designed either to mobilize or to demobilize human
resources. The mobilization of networks of persecution, for instance, was
dependent on intellectual capability, moral judgment, and ideological zeal.

However, when it comes to organized mass crime, moral judgment is
obviously not only a matter of the leadership of criminal elites but also a
matter of the compliance and support of rank-and-file participants. Support
of participants and organizational cohesion, as described in organization-
theory classics,?® are fundamentally ambivalent phenomena based on an
interplay of selfishness and legitimacy. On the one hand, it is precisely not
the willingness to cooperate for the sake of common goals which makes
organizations stable, powerful, and effective. Rather, individuals use orga-
nizations for personal purposes such as income, career promotion, etc. The
decoupling of organizational performance from personal commitment to
organizational goals makes organizations much more effective than cooper-
ation on the basis of shared goals, the reason being the enormous diversifi-
cation of motivational sources. Networks, reaching far beyond the



6 Gerald D. Feldman and Wolfgang Seibel

boundaries of formal organization, even enlarge this diversity. On the other
hand, despite the dominant role of personal purposes, individuals are not
unaware of organizational goals and no sustainable integration or true lead-
ership can be based on immoral organizational purposes.?® That is why
organized mass crime is intrinsically connected to legitimating concepts and
ideological rationalizations.

The very ambivalence of organizations as such makes the structure of
organized mass crime robust and vulnerable at the same time. The robustness
stems from the decoupling of individual motivation from organizational
goals, which makes “organized evil” decisively more dangerous than mobi-
lization through shared goals or beliefs. The reason is, again, the enormous
diversification of motivational sources.>® The opacity and blurriness of net-
works do not help to reduce those risks. The fact, however, that individuals
(accomplices, “willing executioners,” “collaborators,” etc.), in spite of all
their selfishness, remain aware of organizational goals implies, first, that
accomplices remain accountable for what they are doing even when they act
in networks that are fluid and opaque in nature and, secondly, that the sepa-
ration of organizational goals and individual motivation is limited by the
quest for legitimacy and identity.3!

If there is good sense in acknowledging that moral indifference is basically
an unstable mind set,3? this will also affect the moral indifference of accom-
plices: Hence the potential influence of moral standards and, not least, exam-
ples of civil courage and moral leadership.’3 Raising moral costs for
accomplices can make the decisive difference and, therefore, is an important
element of public awareness and policy. What Holocaust research reveals is
not just the structural complexity of the persecution machinery but also the
failure to observe the most elementary moral imperatives. Sustaining those
imperatives remains as much an obligation as analyzing the linkage between
“agency” and “structure,” without which even the highest moral standards
will fail in a world of complex organizations.

Organization of the Volume

The present volume is organized according to three principal configurations
of division of labor and mobilization of individuals and agencies for perse-
cution. The three thematic parts are introduced by prominent scholars in the
field, Christian Gerlach, Gerhard Hirschfeld and Wolfgang Seibel, and
Michael T. Allen. A concluding part is devoted to general issues of network
analysis and division of labor when it comes to Holocaust research.

Part I with chapters by Wolfgang Dierker, Dieter Ziegler, Philippe Ver-
heyde, Martin Dean, Jonathan Petropoulos and Frank Bajohr, refers to
rivalry and competition as intensifying rather than impeding forces of per-
secution. Precisely because the persecution machinery was neither mono-
lithic nor exclusively hierarchical, distribution of jurisdiction and power
remained often blurred and contested. However, competition among indi-
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viduals and agencies and eagerness to conquer or to defend jurisdiction in
Judenangelegenheiten (Jewish affairs) rarely caused persistent friction.
Rather, as with competition elsewhere, the result was a growing effort to
outperform rivals, which crucially radicalized the persecution.

Part I with chapters by Alfons Kenkmann, Gerard Aalders, Marc-Olivier
Baruch, Isabel Heinemann and Wendy Lower provides an alternative view
on the consequences of division of labor. The chapters in this section analyze
how perpetrators aptly coordinated their respective interests and strategies.
This may prevent us from overstating the image of “organized chaos” as an
ingredient of Nazi rule. Persecuting and annihilating the Jews were at the
core of Nazi Germany’s policy in all of Europe during World War II. While
it is undeniable that division of labor and the network-type blurriness of
jurisdiction and competencies had a particular impact on the implementa-
tion of the Holocaust, the perpetrators often were smart and energetic
enough to overcome the disadvantages of administrative fragmentation.

Part III with chapters by Wolf Gruner and Gerald D. Feldman, sheds new
light on the relationship between decentralized initiatives and central coor-
dination when it comes to anti-Jewish policy in Nazi Germany. In the
domains of both police repression and the economy local or non-govern-
mental actors either initiated measures against the Jews or skillfully antici-
pated and operationalized what they perceived as the will of the ruling
clique. The vertical axis of division of labor and reintegration is of particu-
lar interest. In some instances, as in the case of the municipal administration,
decentralized agencies used traditional techniques of self-coordination in an
effort to homogenize and thus radicalize anti-Jewish policy. In other
instances, as in the case of the German insurance industry, anticipatory obe-
dience led to flexible adaptation vis-a-vis the regime’s anti-Jewish agenda at
the expense of moral and professional standards.

In the concluding part IV, Jorg Raab and Wolfgang Seibel provide a dis-
cussion of networks, division of labor and the Holocaust from a social sci-
ence perspective. Networks are more than just a metaphor. In recent
decades, research has made considerable progress in the measurement and
visualization of the informal relationship between individuals and institu-
tions. Making networks of persecution measurable and visible is a most
challenging task. Moreover, taking individual intention and its impact on the
persecution seriously requires a reconciliation of methodological individual-
ism with structural analysis. This implies building hypotheses on how divi-
sion of labor and the differentiation of power within the persecution
apparatus affected both the room to manoeuvre and the incentive structure
of the perpetrators and their “helpers.” Building and testing those hypothe-
ses remains a challenge to future interdisciplinary research.
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