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LESSONS 0F WORLD WAR II AS APPL~D TO SUPPLY, 
:2~) May 1946. 

GENERAL ARMSTRONG: 

Gentlemen, the speaker this morning may not want me to tell you 
this# but I think it ought to be kno~m as part of his biographical 
back~ound. He is the youngest graduate that VMI ever had. He graduated 
there at 18. I do not know how he got in exactly but that was his age 
~¢hen he got his diploma and a lot of medals at ~4I, in addition, for 
the work he did there. 

After he left ~I, his rise, I should say, was extremely rapid 
and extremely far, so as ~he looks back over his career today, Y~. Bruce 
can see that he has held in the field of engineering and business some 
of the outstanding positions in the United States. 

I am not going to read the list because it is too long, but I am 
going to tell you that he has been President and General Manager of the 
Bartlette-Hay~Tard Company and Chairman of the Board; Chairman of the 
Board of the Baltimore National Bank; Chairman of the Board of the 
Worthington Machine Company; Director of the B. & 0 • Railroad, Glenn L. 
Martin Company and others. 

~,~at we are particularly concerned ~,rith is Mr. Bruce's extracur- 
ricular activityin the U. S. Government during World War II. He was " 
Director of Materiel in the Army Service Forces and his distinguished 
service there is well knox.~ to every officer who has served in Washington 
during the recent war. 

It is a privilege to present ~Lr. Howard Bruce who will speak this 
morning on the "Lessons of World War II as Applied to Supply. " Mr. Bruce. 

MR. BRUCE: 

Thank you General Armstrong. General Armstrong and officers of The 
Industrial~College of the Armed Forces, I first want to congratulate you 
on the change of :•name--change of constitution--of this organization. I 
thinkthat it spells a •degree of hope for the future. 

The subject of the lessons learned in World • War II applicable to 
industrial mobilization for any future emergency is one of tremendous 
magnitude. You have assigned me that whole subject but I can only 
attempt in these remarks to dra~ broad •conclusions from certain phases 
of those lessons with ~¢hich I am directly familiar. I really think I 
might spend the• rest of my natural life on it and still my effort would 
be inadequate. . • " . .  

Developments in the latter period of World ~lar iI left to the future 
a heritage that will digtat6 the strategy of any future war. Among those • 
developments ~e-the atomic bomb, jet propelled planes, self-propelled 
projectiles and radar and I •might add self-propelled large artillery, i 
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am not competent to discuss the irn~luence that all these scientific de- 
velopments will have in the future. However~ there is one conclusion 
that is deeply im(oressed on ~y mind. The conclusion is that the only 
safe policy for the Services to follow in planning industrial mobiliza- 
tion for the next war is to ass~nne that such a war will come quickly and 
without warning. It will be an all out war th~b will stretch even our 
vast productive capacity to the ultimate limit. 

It seems appropriate to review here some of the related events just 
before and during World War If. 

Before 1959 appropriations for mmlitions ~mre a mere trickle. ~en 
war broke out in Europe in September 1939, however~ the President and 
an alarmed Congress started expanding our Armed Forces in preparation for 
any eventuality. Appropriations for equipment and supplies reached 
sizable sums. Immediately following the capitulation of France in June 
1940, the '~lar Department presented a munitions program under the Pro- 
tective Mobilization Plan. This programwas designed to equip an army 
of a million men~ provide reserves of critical items for two million 
men, and build up industrial capacity for an:army of four million men. 
Cost was estimated at 5.9 billion dollars. Congress in September of that 
year appropriated four billion dollars. 

" Between June 1940 and Pearl Harbor, the War Department developed 
five supply programs, each larger than the last, finally totalling ll.6 
billion dollars. The last of these programs, based on a directive from 
the President to explore the "o~er-all production requirements to defeat 
our potential enemies" was completed in October 1941. This became the 
"Victory" program with which we started the war. It was the first 
program reasonably related to the productive capacity of the cotmtry. 

At the time of Pearl Harbor, these programs were the stimuli behind 
much of the industrial mobilization accompl_shea in 1940 and 1941 and 
which was to prove invaluable in 1942. 

The War Department's program of educational orders started in 1939. 
Somewhat later the necessary construction program was launched for 
cantonments, storage depots; port facilities, airfields and some sixty- 
odd 0rdnanceplants. By the time of Pearl Harbor, munitions production 
for the Army was at the rate of 360million dollars per month, exclusive 
of aircraft. 

Procurement for Lend-Lease.and orders placed here by foreign govern- 
ments were a large influence in stimulating our ~ar production.. 

Several civilian agencies of the Government were creaked to assist 
in the.conversion of our civilian economy tO war production, 

The Advisory Commission of the Council of National Defense gave way 
to other agencies such as the Office of Defense Transportation, the Office 
of PriceAdministration, the War~npowerCgmmission, the War Labor Board, 
and the Office of Production Management. The latter was the f0re-runner 
of theWarProduction Board and the Office of Scientific Research and 
Development. 

-2 - 



Priorities administration giving preferences to military orders began 
in F@bruary 1941. • lu August 1941~ the Office of Production Management 
began restricting automobile production preparator~ r to the conversion of 
that great industry to war. S~m~lar action was soon taken with respect to 
building construction, use of copper, and many other Civilian products. 

The expansion of facilities for fashioning the weapons of war begun 
in the preparatory period prior to Pearl Harbor was to a considerable ex- 
tent financed by private capital. The tax law of 1940 permitted the Army 
and Navy to give contractors certificates of necessity to amortize the 
cost of new plants over a five-year period for income and excess profits 
t a x  p u r p o s e s .  ~ ~ . . . . . . .  ~ 

T h r o u g h  1943,  t h e  War D e p a r t m e n t  i s s u e d  c e r t i f i c a t e s  c o v e r i n g  I t h e  
c o s t  o f  p r i v a t e l y  f i n a n c e d  p l a n t s  v a l u e d  a t  4 . 9  b i l l i o n  d o l l a r s .  T h e  
Army itself constructed some 300 major industrial plants. The management 
of these government-o~med plants presented a problem. This wasgenerally 
met through the use of private companies under a management contract. 

It must be recognized that with modern war any normal relationship 
of supply and demand is badly distorted. True competition and the auto- 
matic adjustments of competitive forces are eliminated. One can under- 
stand that o~qers and operators of industrial properties are hesitant to 
undertake the manufacture of new and unfamiliar items with risk of sub- 
stantial loss. It is therefore necessary, in order to obtain •full and 
enthusiastic cooperation of industry, to set up pricing procedures to 
minimize thins risk of loss during initial stages. As experience is 
gained~ it is possible to work out pricing procedures which will allow 
a fair re~urn to manufacturers and give. them the incentive to reduce 
waste in use-of materials and manpowe~ while at the same time preventing 
excessive profits which cannot be countenanced in output for war. 

Through 1941 our nation's production, our creation of useful, usable 
things, was increasing but we were still far from the peak of productive 
capacity. We were still arguing among ourselves about helping the Allies 
through Lend-Lease, and trying at the same time to maintain our normal 
way of life. 

December ~eventh and Pearl Harbor ¢hanged our attitude. 0verni~ht 
the Nation insisted on going all •out .in its war effOrt. 

We were then faced with the most stupendous • production undertaking 
the world • has ever seen. ~ It reached~ into every nook and corner of this 
country. It started with digging raw m~tcrial, fr0m. the earth; extracting 
materials from the air and from the sea; bringing lumber from the forests; 
producing basic products from the. s0il; reachlng.to the far corners of 
the world for needed materials and processing i these materials, step by 
step, into literally hundr.eds of thousands of end items.. These included 
every single thing that the ingenuity of man could 'conC~eive ' of as helpful 
to the creation of what was to become the greatest ~:~ar machine ever known. 

•. From Pearl Harbor0n, ~Ime was our most precious material. The need 
of speed was supreme. General Somervell, the incarnation of speed and 
forceful action~ Once used these words: 

~i -~. . - ~ . . •  • , . . • - . •  . ~. • • 
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"In those early months only one thing counted. That thing ,~as 
speed. Speed in getting into military production; speed in head- 
quarters itself; speed on the drawing boards of the planners; speed 
in the s1~ps and mines, in the forests and on the railroad~and 
watelw~ays; speed in the ports ~ud the new depots and camps; speed in 
making decisions and in carrying them out. " 

I will not dwell on facility e.xpansion. It Was unbelievably rapid. 
It fortunately started before Pearl Harbor, due to the purchases of our 
Allies, due to Lend-Lease activities and then due to our ownwar planning. 
~,~Te had difficulties, particularly with the tremendous expansion of the 
machine tool industry and the general machinery industry. The facilities 
problem reached its peak by the end of 1942. It remained with us until 
war's end--often in the form of a question as to ~hether we should use 
critical materials and manpower for immediate production or in the crea- 
tion of capacity to produce more critical materials. 

~terial shortages showed a rising scale of importance through 1942 
and19453 by that time having become more critical than facility expansion. 

Beginning in 1942 and continuing almost to the end of the war, con- 
trol of materialswas concerned with making the visiblesuppl~r go farther 
and in trying so to distribute materials asto get maximum balanced 
production. 

i [" ! 

The first attempt to solve the materials Droblem was the priorities 
system. It[~soon developed ~thatsuch a System could not~ however, deal 
~rith afundamentalconflict. If all high priority orders were filled, 
sho~tagesbecameso severe in some fields that low priorities got nothing 
at all. Allocation became essential. 

Early attempts at alloc~tlonwere not successful maLuly from lack of 
an adequately designed procedure. ~hatwas required was the ~011ity of .... 
claimant agencies to determine~ith reasonable accuracy what they needed 
and to match this ~rith complete supply data in the control agency. 

After various experiments with the allocation of some items, the War 
Production Board adopted the Controlled Materials Plan In November 1942. 
The plan did not get into full swing until the second quarter of 1943. The 
basis ~ras the allocation of specific quantities of critical raw materials 
to claimant agencies. These agencies in turn sub-allotted to their con- 
tractors. Itrepl~ced theProduction Requirements Planwhich allocated 
materials through!ndustrlalchannels. 

The Army Service Forces claimed that the Production Requirements Plan 
was unworkable, since it did not tie allocations to end items or to pro- 
ductionscheduling~ and ha~the Controlled Materials Planwas the proper 
approach to the Problem. Thesuccess of the Controlled Materials Plan 
bears out the Army's point of view. 

By the end o~ 1943, most raw:materials Problems had been met in some 
way Or another. Basic fabricating facilities had beenexp_anded. Do~- 
ward adjustments in the pro~orams of the Armed Forces had brought them into 
line with estimated production. Conservation progr~s had substituted less 
critical materials for more critical materials in the specifications of 



many end items• Curtailment in civilian use of critical material 
became effective in 1943 and finally the Controlled Materials Plan with 
close supervision of inventory accumulations achieved an orderly distri- 
bution of ra~.Imaterials° 

After theproblems of plant facilities ~ud raw materials came under 
reasonable control, the problem of industrial labor shortages began to 
grow. At the beginning of war in Europe the United States had consider- 
able unempl03~ment and a manpo~er st~plus. Normal emplo~nnentpractices 
took care of the initial expansion of industrial production for war. How- 
ever, as more men were inducted intothe Services and war production in- 
creased, man:oower shortages developed and became acute in many fields in 
1944 and 1945. Strikes aggravated the problem. If the war had continued, 
a more positive allocationand control of labor would have been necessary. 
We attempted to solve the problem throug!~ ~ various expedients such a~ draft 
deferments or exemptions, recruiting drives, employment ceilings, priority 
of referrals, improvementsln employee relations, better community facil- 
ities and even by returning men actuallyin the Services. ~nese devices 
were not fully effective• 

No satisfactory system ~as developed during the war for determining 
labor requiremen%sof the production programs on a broad scaleandallo- 
cating labor to the essential programs in accordance with their priorities. 
l~ile we translated, with reasonable accuracy, the end items programs into 
basic materials and components, we did not translate them into manpower 
requirements. This added to the difficulties of directing labor to essen- 
tial jobs in accordancewith their importance and priorities. 

Closelyallied to shortages in materials and labor was adequate pro- 
duction schedullr~. SchedUling on the required scale would have been 
extremely difficult even if firm requirements could have been established 
a year" or more in advance and there were no shortages of men or materials. 
The fluctuating nature of war ~de the problem even more difficult• Unex- 
pected strategic and tactical developments constantly lead to changes in 
the character and quantity of items to be produced. Procurement agencies 
had to act on the best estimate of likely contingencies if they were not 
to be ca~ht short or 10ng. Close production scheduling on a monthly basis, 
coupled with the ability to make rapid shifts in production between items, 
was essential. 

Initi~lly, the Army Service Forces ~ production scheduling was 6enerally 
on a ont~[ly basis at more or less uniform rates It soon developed that 
shortages and rapidly changing demands made it necessary to gear the sched- 
ules more closely to available productive facilities. Under the Supply 
Control System developed by ASF for control of inventories and procurement, 
production schedules of principal items were revie~;ed monthly to insure 
that procurement was at rates consistent witlh defrauds. 

I particularly invite your attention to this final Supply Control 
System. I believe that a tLorough study of it, the reasons for its creation 
and t~e results t~.at it accomplished ~..~ill amply repay you students of the 
supply side of modern war. It asser#oled and brought out into the open the 
numerous factors of replacement issues, initial equipment, operation re- 
quirements, inventories, stock levels, procurement schedules, returned stocks, 
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so we could see what we ~ere doing and bring about an approach to 
balance. One of the things that it proved was the impracticabilityin 
supplying military forces of having various phases of supply such as 
requirements, inventory control, procurement scheduling, in separate 
water-tight compartments. We cannot bring them too close together. 

~ere must be coordinatedover~allpolicies covering these phases and~ 
yet have operations decentralized. 

~e impact of Az-my requirements on the whole economy due to the need 
for facilities, materials and l~oor was necessarily tremendous during the 
recent war. It will be in any modern war.. The Armed Forces must, of 
course, deal~th and look for support from other governmental agencies 
having the interests of particular segments of the economy in their chaz'ge. 
During the last war some agencies were permanent departments of the 
Federal Goverr~ent and otDers were civilian war agencies created for" spe- 
cial needs. TT~ere were necessarily some delays at certain periods due to 
duplication, lack of clear-cut definition of responsibilities, and some 
overlapping of functions. This was natural in meeting new problems such 
as were bound to develop in an all encompassing emergency of this type. 

We had a series of trials and errors to develop workable procedures 
in new and uncharted fields. The Army, for instance, was and should have 
been a strong partisan in pressing for its needs. So was the Navy. So 
were some of the civilian war agencies. ~at was proper and necessary 
because mighty decisions had to be made and without thorough presentation 
of the interests and requirements of all concerned the proper final choice 
might have been delayed or never reached. 

The Ar~y always recognized that in war it would be dependent upon 
civilian government agencies for general mobilization and utilization of 
its resources. It always knew, in spite of the rumor ~iat the Army wanted 
to take over the function of the ~,~B and control the economy of the country, 
that civilian agencies and not the military should make the allocation of 
resources between civilian and military use. 

By.~nd large' smooth working arrangements were in effect by the end 
of 1943 b~etween the Army, the War Production Board and the other govern- 
mental agencies concerned with the winning of the war. ~ne Military Serv- 
ices L~ast be concerned with the effectiveness of the operation of the 
civilian agencies. Teamwork on the part of all is required to win a wax'. 

My plea is that we attempt through proper plarming now to minimize the 
time needed to work out that teamwork. 

it will always be necessary to have advocates for our varied interests. 
Let us also have the means of promptly and efficiently obtaining a con- 
clusion on the direction to take. 

World War II required greater utilization of the full resources of the 
United States than ever before in its history. Labor~ industry, agriculture, 
tr~usport~ scientific l~_owledge and research and the A~ed Forces were all 
essential in victory. Every civilian activity, to some degree, was affected 
by war. Practically all of them contributed in some measure to the war effort. 
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kre had governmental controls over raw materials, manpower, industrial 
facilities and production. We controlled food and transportation. 

Up to World War II, it had been customary to consider.the potential 
resources of the United States practically unlimited and amply sufficient 
for any war in which this country might become involved. The demand of 
World ~.,~Tar II, however, brought us to the very limit of many resources. 
Throuchout the entire war, there was no period in which there were not 
limitations on the production of some essential item of munitions. 

,,~.~. • ,, 
According to ~.~. Krug's report on ..artnne Production Achievements, 

the Nation's total output of goods and services rose 50 percent from 
1939 to 1944 and at no tS~me during the struggle did the war effort take 
more than 40 percent of this output, leavi~.g for the civilian economy a 
gross amount of commodities and services greater than it absorbed in the 
prewar good years of 1937 and 1939. During these war years, there ~.~as 
rationing of many items of civilian use and dz'astic Curtailment in the 
civilian production of many items using materials in critically short 
supply such as steel, copper, lead, wood prod~.cts, cloth, leather and a 
cata~!ogue of other materials. Shortages of materials in many instances 
occurred because of manpower difficulties. The ~ar Production Report 
further states: "Throughout the ~ar the people at home were subject to 
inconvenience rather than sacrifice." 

Without detracting from full aopreciation of our magnificent indus, 
trial effort, these facts clearly point to the conclusion that during 
the latter part of the war period~ when war production was limited by 
~anpower, a more adequate manpo~.¢er control might have drawn this manpower 
from civilian production to the betterment of war production. Laws are 
only effective when the public approves. I suggest that with intelligent 
plans and with the needs clearly defined, the public ~.~ould recognize that 
industrial~ manpower, too, could be more effectively used if allocated 
under appropriate civilian controls. ~.,!e might as :cell recognize the fact 
that we cannot enforce any la'.T Unless it is over~he]m~ngly backed by 
public opinlon. 

In studying the war effort of this country on the homefront, I sug- 
gest that you examine the statements made to our examiners after VE-Day-- 
I think it is Vice Admiral Spoor--at any rate he was Germany's production 
czar du'4ng the latter part of the war. According t o  Speer's testimony, 
German industry, operating under absolute dictatorship, had the same 
diffiCulties~ the same disruptin G shifts in production and the same short- • 
falls and the same conflicts between different divisions as we had in this 
country. This testimony indicates to me that Gei~nany, using dictatorial 
power, did not do as good a job as did we with o~ democratic form of 
Government, ~,~e can, however, save much time by using the hard won ex- 
perience • ~" • rom this war in any future emer~ency~ 

And now may I summarize briefly: 

i. There should be promptly completed a bro~d plan I for industrial 
mobilization Of the United States for any future alT-out war. The work 
should be carried out. no~.~ when the experiences of T.'.Torld War iI are fresh 
in the minds of many who had a part in the industrial war effort and whose 
experiences and conclusions are available for aiding the preparation of an 
industrial plan. 



II. ~e should keep in operation even if in skeleton for~ the 
material controls so vitally nee~.ed in wartime. We should make constant 
economic studies of changing requirements of materials and manpower. 

III. The principles of Supply Cor_trol as practiced in the Army 
Service Forces mi{~ht be well applied to plans for all procurement, lnclud- 
ing as well studies of wide geographic distribution of suppliersand 
proper allocation of contracts in accordance with manpower available. 

IV. Of equal importance is the need for unremitting pressure be- 
hind our research and development program. 

V. Experience certainly emphasizes the need of ample stockpiles of 
materials for ~hich there is enormously increased demand in time of war, 
especially of those materials we obtain in whole or in part from other 
countries. 

VI. ~,~en expanding material and manpower to the ultimate limit, there 
must, at every level, be some referee to rule on the relative importance 
of needs. There must be as ~ere was in the late war, a referee between 
civilian needs and the ~r~litaryneeds and again as between the needs of 
the several military agencies. The referee should not be a coordinating 
agency but should have the power to co~m~nd. 

In strivingfor the ideal in the form or organization or procedure 
we can not permit o'~'selves to become too inflexible in our thinking 
because we are dealing with human beings and human impulses. The ideal 
in organization, to my mind, is a difficult-to-obtain combination of 
centralization and decentralization. We must have centralization of policy 
but to get the maxim,~m amount of enthusiasm and dynamic force we must lean 
to decentralization in operations. To get the drive which is essential 
in critical times it may sometimes be necessary to compromise to some 
degree. Too m~uy layer~ to an organization may minimize the possibility 
of vlsibleerrors but m~y create the greatest error of all in stifling in- 
itiative and driving force in lower working layers. 

VII. In the Army as a unit and especially in the Azmy Service Forces, 
with ~;hich I am familiar and which produced close to two billion dollars 
of materiel per month, there was developed a t&[pe of organization that 
worked. It can be improved but basically it was soundly conceived. Do 
not tinkel- with it too much. 

VIII. I urge that close contacts be maintained between industry and 
the Services. Expand the present program of exchanging members of both 
groups for reasonable tours of duty. We need more understanding by 
industry of what the Government and the Services are like and als0 more 
understanding by government and service personnel of what makes industry 
tick. 

IX. We l~ow that manpower or lack of manpower controlled production 
in the latter paz.t of World War II and we can reasonably conclude that in 
any future wax., if' it continues for any length of time, manpower will have 
an even more dominating control. We should therefore develop~a system by 
which manpo~;er will be measured for end items and their components just as 
material was measured under C.M.P. 
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Further, any broad Industrial Mobilization Plan as outlined in 
"I" above should set forth what national manp~rer controls we believe to 
be necessary for mu all-out effort. 

In conclusion, I wish to emphasize once more the need of advance 
planning. Starting where we left off at VJ-Day, we must review and ana- 
lyze the procedures in effect during World War II on all phases of pro- 
duction. We cannot afford to lose the systems that worked. We must per- 
fect them and fill the gaps so that they will be ready to put into immedl- 
at~e effect should we again have war. 

I thank you very much indeed for letting r.~e appear before you. I am 
Sorry that I cannot give you a talk on the rest of my life without having 
to make an added presentatlon. . .  

GE~Kn~AL ARF~TROh~: 

Mr. Bruce, you spoke of the ASF and your recommendation that there 
shotuld be a minimum of tinkering with it. What would be your views on the 
making of changes that would strengthen it or make it more effective as an 
• organization ? 

~{R. BRUCE: 

~at i had primarily in mind when I said you should not tinker too 
much with the organization that was successful was that there are points 
at which the organization could be improve& but what I feared was that 
someone might undertake to substitute a more functional organization for 
what, in World War II, was an objective organization. 

I went through World War I as a contractor. I do not think that I 
would have lived through it if I had not been close to Washington. We had 
Purchasing on the top floor, then Engineering, and then l~'oduction, and 
finally, Inspectlon--each on a separate floor. To get action on any item, 
I almost wore myself out going from floor to floor, up an6. down, and back- 
ward and fo~ard. It would take me several days to get a decision that I 
ought to have gotten in a half hour. • 

Based on the experience in ~Jorld War I, we organized for World War IX 
in a common-sense way. We w~re objective. A mam~actt~er of some item of 
ammu~_ition could get his decisions in the main from one man. He did not 
have to go from one functional organization to another. The whole produc~ 

•tion problem was split up on objective lines. Ordnance items were divided 
• into a number of divisions. Each of these divisions in turn were furtl~r 
divided so there was a very much decentralized organization. 

The difficulty with a functional organization is that there is no 
clear-cut dividing llne between the functions. They overlap and are inter- 

• dependent. You cannot l put the functions each in a watertight compartment 
and expect to operate expeditiously or efficiently. We should certainly 
adhere to the Objective type of organization as far as we can go, with a 
broad centralization of policy making at the top. 



GENEP.~L AI~I~TRONG: 

Mr. Bruce, I think that nearly everybody here is in agreement with 
you on the functional organization and its disadvantages. Now, sir, would 
you think that the Army Service Forces might have caused some of that 
additional layering that you object to, and we think quite properly? 

MR. BRUCE : 

The ±tSF took control at a period of feverish production activity. It 
was staffed largely with ne~ men in new jobs. It took some months to 
shake do~aa. Throughout the war there was continued increase in effective- 
ness and in the smoothness of its operation. Toward the end~ it was as 
near a model as could be. 

I do not see how it is possible to decrease the layers from the ASF 
staff organization do~au. No matter ~zhat this staff organization is called, 
there is need for some authority over the seven Technical Services of the 
A~F. There must be uniform purchase policies, over-all direction ~f 
material control such as C~'~, over-all direction of storage , distribution 
and shipping, over-all direction of supply control and common representa- 
tion of the seven services in dealing with other agencies of the Govei~- 
ment. {~ithout such a grouping, there would be chaotic conditions, with 
the seven services each making its o~au policies and dealing with other 
agencies of the Government. 

GENERAL AP~TRONG: 

~h ~. Bruce, I happen to knoT." yot~r vie~,,s on renegotiation, and I think 
it is important, in view of our interest in pricing policies in the In- 
dustrial College3 to have your statement as to your vie}Js on renegotiation 
included in the record. ~Tould you be good enough to tell us that? 

MR. BRUCE: 

That is quite a question. Well, ~Then reno~otiation was adopted, it 
certaLr~ly was the best of the alternatives that seemed to be in sight and 
renegotiation was admirably administered. I tltii~k the opinion was very 
nearly unanimous in industry that the renegotiation group was fair, 
scrupulously fair, in the way it h~udled reneGotia~tions. • 

On the other hand, of course, in production in this countr~f in normal 
tJnnes, the stimulant is self-interest; it is the profit motive; and that 
is what has built up this country. • !,ghen at war, when tremendous produc- 
tion is the goal, ~ze want every influence in the world that will add ar~ ~- 
• th~iG to the drive for production. • Now if we were fighting on • our •o~a 
shores and the t Tar were close enough and if the entire population had a 
vivid appreciation of ur~enc3~# we could forget about it; but when the ~tar 
is a long way off and when we have censorsDiD so we do not hear promptly 
about what our fighting forces are doing a~id suffering--I guess that cannot 
be helped--we do not work up this i~tinct of self-sacrifice to the proper 
pitch. Well, the existence of reneGotiation means that in the placing of 
contracts, prices ~.~ere not made as close as they would have been if there 

had not been renegotiation. 



Both sides will say, "T~at is the use of oum quarreling about this; if 
we make too much money they will t~e it a~¢ay from us;" so prices 
stabilized at a higher ceiling than they would have if there had not been 
renegotiation. 

%'Pnen a comparLy's production brings its profits into the renegotia- 
tion zone, the company knows it and when the company spends for advertis- 
ing, maintenance or any other purpose, the company is spending someone 
else's money. Human haturo being what it is, there is, under this con- 
dition, a certain lessening of the urgency for conservation of labor and 
material, especially so when the company is meeting its schedules and 
its expenditures pass the examination by the Internal Revenue Bureau. 

Then there is another thing. I have had four or five instances of 
this in my o~ experience where we were urging somebody to adopt a radi- 
cal change in procedure that would save a ~ood deal of manpower and met 
with a great deal of resistance. The fellow would say, "?~ll, we are 
meeting the schedules and we are making more money thanwe can keep in 
renegotiati6n, why ch~.ge?" 

So i have an idea that if we adopted a policy of close pricing with 
r~ricing at reasonable intervals, depending on the profit being made and 
with tax schedules:which left a trickle of profit to remainwith the con- 
tractor , moneyw6uld be saved for the Govermuent. I believe therewould 
nationallybe more production, because this policy would tend to save both 
manpower and material. This is my personal view. 

...GENER/~L AI~\';STRO~.T@: 
:.. .. 

.... • . . ~I' might say, sir~ that it is the view that we hold to do~n% here 
rather like that idea ourselves. -,  

~:iq. BRUCE: 

Well, I felt that xcay for four years. 

L.• 

.. ;. 

QUEST ION: 

' ]...AssumJn~ that the AST. organization was sound and that the errors in 
it ~,;ere due to human frailties rather than the organizational structure, 
do you feel that by bringing% in, say, the technical services el the Air 
Forces, and bureaus of the Navy, within the ordanizational structure of 
the ASP, or some similar organization, we would have had too unwieldy an 

• organization? 

>~. BRUCE: 

You mean if we had the Air CorPs and the Navy? 

• QO STTON : . . . .  

B u r e a u s  ~ i th~n~ t h e  s t r u c t u r e  o f  t h e  ASF. 

• , . ~ "  . • . ,  

We 

. . . . . . . . . . . .  I f _  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  



b~. BRUCE: 

The thing you would have to do--you would break it do~aa into three 
or more parts. (Laughter) 

QUE ST ION: 

Mr. Bruce, you mentioned the allocation of labor in the productive 
processes. How far do youthink that our people would go in a national 
service law to control those allocations? 

MR. BRUCE : 

I believe if we had Mao~ what we wanted the day after Pearl Harbor 
we could have gotten it. Nobody can answer that question because of 
public opinion in this country--and there is no use kidding ourselves-- 
we will never put over anything unless we are backed by public opinion. 
kre cannot enforce it; we might put it over, but we cannot enforce it. It 
would be like Prohibition; it cannot be enforced unless publiC opinion is 
overwhelmingly back of it. 

~,!hat is very clear in my mine--toward the end of this war, there was 
the War Production Board presumably in Charg e of production in the country 
and the main element that was limiting production was under the War Man- 
power Commission; it was cooperative but it Oust did not make sense to 
have that split the , as I saw it. 

And another thing; the country was split up into four zones: No. 1 
was the critical labor zone whore there was a shortage; No. 2 was the 
anticipated zone of labor shortage; No. 3 was the twilight zone; and No. 
4 was the zone where there was plenty of labor. :';e would go to extremes 
in all four areas and find that the components went back to No. 1 area. 
And we had no effective control over it. ~Tnat I mean is that there would 
be a terrible struggle and there would be calamity howlers but there is 
no reason whir the use of labor should not be divided exactly the way 
material was divided. 

If, in the early part of World ~,Tar II, there had been better means 
of measuring labor demsnds and if there had been the system through which 
we would have kno~m the impact on different localities of the contracts 
we were placing~ we certainly could have lessened the number of extremely 
critical labor areas that came into being. 

I know of the calamity howlers over the CRY. There was one period 
when it was so new to industry that it looked like it was bogging do~aa. 
There were all kinds of calamity howlers saying that this thing just 
would not work. And there were all kinds of remedies suggested. 

After quite a stru~le we agreed upon a remedy which might be called 
"education. " The way it was implemented by the AS~ ~ was to assign two 
officers who were saturated with the problems of C},IP from its beginning. 
We drafted seven other handpicked men out of the divisions of the ASF, 
not because of their knowledge of CMP but because of their special 
ability~ and these seven men received the most intensive course in C~V~ 
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instruction that we coul~[ imagine. Havinz ta~ken•this course, we then 
secured five men from each of the seven Technical Services and went through 
the same course so that at the end of one week we had some forty specially 
selected men who !~ew CMP and were satt~ated with all of the many detail 
problems. From this point we spread out over the country and at the end 
of either sixty or ninety days we had indoctrinated 8,900 people In the 
United States as to the workings of C~ and what they had to do to get 
material and to eliminate the delays and conflicts. 

Before this campaign of education, the ~reater part of my time was 
spent over CI~L ~ problems. To this day, it is vividly in my mind having a 
manufacturer tell me--'This damn thing will not work." 

Dumin S the campaign of education3 the complaints began to die down 
and by the tLme the program was completed, CMP had ceased to be the 
"problem child" of the ASF. }~e made it work. 

The same kind of procedure applied to manpower would bring about the 
same result. There is no mystery about it. 

QUEST I0N: 

B@. Bruce, would you try to handle t~hat through the labor unions? 

~. BRUCE : 

No. 

QUEST I0N: 

I ~ould like to belabor . . . . .  that point a little l.lo further, ~E~. Bruce. 
Taking into consideration the entrenchedposition in ~¢hich labor is in the 
United States atpresent and the ~oparent pop,or that it has in the con- 
siderationof the national labor la~z--we rim into i~. Baruch's objection 
there too in that you nationalize labor to ~•~ork for the private gain of 
private Individuals--what would be your view on the matter of nationali- 
zation of the industries in which this national labor law would work? 
Those people would then be working for the United States just the same as 
men in uniformand notHenry Ford or someone else? 

R~. BRUCE: 

! havenot dra~.~ that specification, i have left that to the ~reat 
wisdom of you gentlemen. I have not drawnany specifications. I do not 
say there should be absolute universal service such as you assume; there 
~oul~ have to be a very Critical situation and atremendously strong pub- 
lic opinion back of it or it could not be enforced. 

I remember very vlvidly when Engl~d passed such a thing back in 
1~lorld War I and the next day they had 4003000 railroad people quit. m~hey 
could not put them all in jail; the thing collapsed. We cannot go any 
further than over~zhelming public ••opinion is behind us. . .  
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You asked about labor unions--would ~ze ttu~n manpo~,zer over to them? 
No. But I would cooperate ~rith them. Their cooperation ~vould be absolutely 
essential to make any plan fully effective. I would have them in the group. 
We must get everybody who is interested into our Group then try to work 
out the thing. We must Get the views of everybo@~. But I would not turn 
it over to such an agency as ti~t 3 or any agency, in fact. 

QUEST 10N: 

}~. Bruce, to pursue that question Oust a litt].e further, you stated 3 
I believe 3 that if the war had continued there would have had to be more 
positive allocation and controls of labor. Now i assume from your last 
statement that you have not dra~.m a specification on the national service. 

RR. BRUCE: 

~O. 

QUEST I0N: 

~at other controls wore available to us that we do not use, short 
of national service? 

MR. BRUCE: 

We were getting pretty close to it. We were competing with oo~selves. 
~,ie were drawing all the people fronl the textile mills of the South into 
our factories because they could go into e~u airplane factory--nice, clean 
work--and make more money. We ~rere drawing people from the woods; they 
did not like that job much anyhow, so a shortage of labor developed in 
the cutting Of timber in the woodsj and in textile mills; we could not 
recruit labor for the copper mines; we could not recruit labor for the 
lead smelters and lead was critically short. I think, if the war had con- 
tinued~ we would have had to control labor Zurther than ~,,re did~ but we 
would have had public opinion back of us. 

Now what I am advocatin C here, though, is really for us to ~aow wl~t 
we are doing then to try, by proper p!anning~ to distribute this more 
uniformly. In other words, the best thing we can do is to carry the work 
to labor. Our struggles begin when we have to carry labor to the work. 
~'amilies have to be disrupted and moved all across the country. ~nat I 
am advocating primarily is a system of allocation so that when we place 
a big contract we know the drain there will bc only in various communities. 
I have an idea that this cotmtr2 would be split up--I do not imow--into 
maybe fifty or a hundred districts so that wherever a contract was placed 
it would be kno~n that there wotuld be 20 men from this district or 50 men 
from some other district; we would know what ~,;e were doing and we would 
get an over-all measure of labor. We never did have that in the last war. 

QUEST I0N: 

~. Bruce~ would it not be necessary to have provisions in the prime 
contracts providing that the subcontracting would have to be done within 
certain geo~aphical districts where there was adequate labor? 



MR. BRUCE: 

Yes, but the statistics ~¢ould have to be in order so that the right 
districts would be l~qo~. 

QUEST ION: 

I agree with you~ Sir~ but I meant~ wou1fl it not be necessary in 
order to avoid a controlled labor plan which would be similar in principle 
to our Controlled MaterialsPlan, and which, if instituted, would ~u 
effect be national service for labor? 

h~.BRUCE: 

~,Tell, i can imagine an intermediate step there, Colonel~ by which, 
in the proposal for any contract, there ~;ould be prepared a C~P ts~e of 
report that would show you just where this contractor figured on placing 
his contracts and what was going to be the impact, so you knew what you 
~.zere doing before you did it. I think that is ftu%damental. The first 
thing to do is to get tlqe ~ormation and 1~ow what you are doLng and you 
can then measure the impact. 

QUEST ION: 

iv[r. Bruce, may I ask how the p!a~uts ~:iIi be taken care of that are 
located in places where there is poor labor supply? i am talking about 
what the gentlemen on The Hill call ~ealng the public trough." 

MR. BRUCE: 

We are going to do just what we have been doing. ~ will never get 
a hundred percent absolutely rigid system. }ie will al~,~ays have to 
compromise. 

QUEST ION: 

Y~. Bruce, would you care to give us your views as regards supply- 
control coordination as it relates to the theaters of operation? 

i~. BRUCE: 

Yrankly, my experience is limited to the home front. I have always 
felt that the matter of supply control should be spread out. If the war 
h~d Gone on, it would have been applied to each theater. They were be- 
ginning to apply it to foreign theaters before the end of the war. This 
control could be applied tl~oughout the supply system. 

I have a story on that. I struggled over supply control. Instead 
of issuing an edict, I ~+ ~ account. I ~.,ent to 50 or 60 meetings per- 
sonally--and a meeting ru~.s from ten to seventy-five people, and it ~as 
not a meeting unless it lasted two ho~s. I remember telling at one 
mee, ting that there was no mystery about supply control, i compared sup- 
ply control to the manner in which I had recently appraised my supply of 
liquor. I ~,~as about to run out and i bought more. There is nothing in 



~he world in which procurement is not meast~ed against projected demsnd. 
It~is common sense that anybody~uses in any busihess, but it is a terrific 
Job to put It into.effect in the middle of a war. Of course, In the early 
stages there were production reports, everything segregated, to Show what 
we were producing; then there was a stora6G report; then a distribution 
report; and there were t~,'o or three others--! forget what they were. 
There were all kinds of functions and e~ch one had different specifica- 
tions. The production men called it a tank ~hen it left the tarLk shop; 
the storage people did not call it a tank until it got its radar and 
everything else on it. So there were two different ideas on that. 

Now all we did was to collect all the information on one item on one 
sheet of pQoer and print it so everybody could look at the same thin~. 
I have been out of touch entirely for the ]ast eight or nine months but I 
understand that they are Goin~ fumther and further with the theory of sup- 
ply contro~ picking up categories and broadening the base. It took us a 
year or more to get our reports stabilized on 2,500 items that we covered 
and which represented more than 80 percent in money value of the entire 
program. 

GEStuRAL AP6&STRONG: 

~. Bruce, I want to tell you, sir, that the Industrial Collese is at 
least trying to accomplish a good many of the recommendations that you 
have made. You can see from the mature students we have here that we are 
not Lnstructing these lads; we are really a combinedteamtrying to accom- 
plish just what you sug6ested. ~ are tryin~ to analyze the lessons of 
this war so that a new and better industrial mobilization plan can be pre- 
pared as a result of the work that those gentlemen are doing, and I can 
testify that such work is being exceedingly ~ll done. Also the ludustrial 
College has prepared and has approved a plan to send ~ large number of 
officers, beginning September first~ to industry in conformity with your 
recommendation. 

Your talk, sir, has been exceedingly stim~!ating and interesting, and 
it will help us in accom6)lishing our mission, i ~ent to express the thanks 
of the College to you, ~. Bruce, for being here with us this morning. 
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