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LESSONS OF WORLD WAR II AS APPLIED TO SUPPLY,
2% May 19k6. : :

GENERAL ARMSTRONG:

Gentlemen, the speaker this morning may not want me to tell you
this, but I think it ought to be known as part of his biographical
background. 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
when he got his diploma and a lot of medals at VMI, in addition, for
the work he did there. .

After he left VMI, his rise, I should say, was extremely rapid
and extremely far, so as he looks back over his career today, Mr. 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, dbut I am
going to tell you that he has been President and General Manager of the
Bartlette-Hayward Company and Chairmen of the Board; Chairman of the
Board of the Beltimore National Bank; Chairman of the Board of the
Worthington Machine Company; Director of the B. & O. Railroad, Glenn L.
Martin Company and others.

: Vhat ve are particularly concerned with is Mr. Bruce's extracur-
ricular activity in the U, S. Government during World War II. He wae
Director of Materiel in the Army Service Forces and his distinguished-
service there is well known to every ofiicer who has served in Washington
during the recent war. '

It is a privilege to present Mr. Howerd 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 Tirst want to congratulate you
on the change of ‘name--change of constitution--of this organization. I
think that 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 drav broad conclusions from certain phases
of those lessons with which I am directly familiar. I really think I
might gpend the rest of my natural life on it end still ry effort would
be 1nadequate. : : S ‘ a

Developments in the latter period of World Var II left to the future -
& heritage that will dictate the strategy of any future war. Among those’
developments are the atomic bomb, jet propelled planes, self-propelled -
projectiles and raedar and I might add self-propelled large artillery. I
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ar not competent to discuss the influence that all these scientific de-
velopments will have in the future. However, there is one conclusion
that is deeply impressed on my 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 assume that such a war will come guickly and
vithout warning. It will be an all out war that will stretch even our
vast productive capacity to the ultimate limit,

Tt seems appropriate to review here some of the related evente just
before and during Vorld War II.

Before 1959 appropriations for munitions were a mere trickle. Vhen
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. Approprictions for eguipment and supplies reached
-gizable sums. Immediately following the capitulation of France in June
1940, the War Department presented a munitions program under the Pro-
tective Mobilization Plan. This progran was designed to equilp 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.

" Be'tween June 1940 and Pearl Harbor, the War Department developed
five supply programs, each larger than the lest, finally totalling 11.6
billion dollars. The last of these programs, based on a directive from -
the President to explore the "over-all production requirements to defeat
our potential enemies" was completed in October 1941l. This became the
"Victory" program with which we started the war. It was the first
program reasonably related to the vproductive capacity of the country.

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

The War Department's progrem of educational orders started in 1930.
Scmewhat later the necessary construction program was launched for
cantonments, storage depots, port facilities, airfields and some sixty-
odd Ordnance plants. .By the time of Pearl Harbor, munitions production
for the Army was at the rate of 360 million 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 war production. .

Several civilian agencies of the Government were created 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 Price Administration, the War Manpover Commission, the War Labor Board,
and the Office of Production Management. The latter was the fore-runner
of the Var  Production Boerd and. the Office of Scientific Research and
Development.: :
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Priorities administration giving preferences to militery orders began
in Fébruary 1941. = In August 1941, the Office of Production Management
began restricting automobile production preparatory to the conversion of
that great industry to war. - Simller action was soon taken with respect to
building construction, use of copper, and many other civilian products.

The expansion of facilitles for fashioning the weapons of wer 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 proflts

tax purposes.

Through 1943, the War Department issued certificates covering the
cost of privately financed plents valued at 4.9 billion dollars. The
Army itself constructed some 300 major industrial plants.” The management
of these government-owned plants presented a problem. This was generally
met through the use of private companles under a management contract.

It must be recognized that with modern war any normal relationship
of supply and demand 1s badly distorted. True competition and the auto-
matic adjustments of competitive forces are eliminated. One can under-
stand that owners and operators of industrial proverties 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 this risk of loss during initial stages. As experience is
gained, ‘it is possible to work out pricing procedures which will allow
a falr return to manufacturers and give them the incentive to reduce
waste in usé of materials and manpoweyr while at the same time preventing
excessive profits which cannot be countenanced in output for war.

Through l9hl our nation's production, our creation of useful, usable
things, was increasing but we were still far from the peak of productlve
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. ‘

Decetiber seventh and Pearl Harbor'chehged our‘attitude. Overnight
- the Nation insisted on going all -out in its war effOrt -

We were then Taced w1th the most stupendous productlon undertaking
the world has ever seen. . It reached. into every nook and corner of this
country. It started with digging raw material from the earth; extracting
materials from the air and from the sea; bringing lumber from the forests;
producing besic products from the soil; reaching to the far cormers of
the world for needed materiels and processing these materials, step by
step, into literally hundreds of thousands of end items. These included
every single thiing that the ingenuity of man could conceive of as helpful
to the creation of what was to become the greatest war machine ever known.

From Pearl Harbor ‘on, " time was our most precious material. The need

-of speed vag supreme. General Somervell, the 1ncarnat10n of .speed and
. forceful action, once used these words
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"In those early months only one thing counted. That thing was
speed. OSpeed in getting into militery production; speed in head-
quarters itself; speed on the drawing boards of the planners; speed
in the shops and mines, in the forests and on the railroads and
vatervays; specd Iin the ports and the new depots and camps; speed in
making decisions and in carrying them out." ‘ .

I will not dwell on facility expansion. It was unbelievably rapid.
It fortunately startcd before Pcarl Harbor, due to the purchases of our
Allies, due to Lend-Lease activities and then due to our own war planning.
Ve had dirficulties, 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 gquestion as to whether we should use
critical materials and manpower for immediate production or In the crea-
tion of capacity to produce more critical materials.

Material shortages showed a rising scale of importance through 1942
and .194%, by that time having become more critical than fa01llty expension.

Berinnln“ in 1942 and continulng almost to the end o; the war, con-
trol of materials was concerned with maeking the visible supply go farther
and in trying 0 to distribute materials as to get max1mum balanced
production. :

The first attempt to solve tho mhuerlals problem vas the prlorltles
system. - It-soon developed that such a sgystem could not, however, deal
with a fundamental conflict. If all hizh priority o”ders were .filled,
shortages became so severe in some fields that low priorities got nothing
at all. Allocation becamc esscntial.

Early attempts at aTlocat¢on were not successiul mainly from lack of
an adequately designed procedure. What was required was ohe ~abllity of*
claiment agencies to determine-with reasonable accuracy what they needed
and to match this with 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 was the allocation of specific quantities of critical raw materials
to claimant agencies. These agencies in turn- sub-allotted to their con-:-
tractors: It replaced the Production Requirements Plan which allocated
materials through industrial channels.

rqhe Army Service Forces claimed that the Production Requirements Plan
was unworkable, since it did not tie allocations to end items or to pro=- -
duction scheduling, and that the Controlled Materials Plan was the proper
approach to the problem. ‘The success of the Controlled Materials Plan

bears -out the Army's point of view.

BJ the end of 1943, most raw materials problems had been met in some
vay or another. Basic fabricating facilities had been expanded. Down-
ward adjustments in the programs of the Armed Forces had brought them into
line with estimated production. Conservation programs had substituted less
critical materials for more critical materials in the specifications of
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many end items. Curtailment in civilien 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 raw materials.

After the problems of plant facilities and rew materials came under
reasonable control, the problem of industrial labor shortages began to
grov. At the beginning of war in Europe the United States had consider-
able unemployment and & manpower surplus. Normal employment practices
took care of the initial expansion of industrial production for war. How-
ever, as more men were inducted into the Services and war production in-
creaged, mannower shortages developed and became acute in many fields in
104k and 1945, Strikes aggravated the problem. If the war had continued,
a more pogitive allocation and control of labor would have been necessary.
We attempted to solve the problem througr various expedients such ag draft
deferments or exemptione, recruiting drives, employment ceilings, priority
of referrals, improvemente in employee relations, better community facil-
ities and even by returning men actually in tre Services. These devicee
wvere not fully effective. '

Ho satisfactory system was developed during the war for determining
labor requiremente of the production programs on a broad scale and allo-
cating labor to the essential programs in accordance with their priorities.
While we translated, with reasonable accuracy, the end iteme programs into
basic materials and compenents, we did not translate them into manvover
requirements. Thie added to the difficulties of directing labor to essen-
" tlal jobs in accordance with theilr importance and pricrities.

Closely allied to shortages in meteriale and labor was adequate pro-
duction scheduling. Scheduling on the required scele would have been
extremely difficult even if firm reguirements could have been established
& year or more in advance and there were no shortages of men or materials.
The fluctuating nature of war made the problem even more difficult. Unex-
rected strategic and tacticel developmente constantly lead to changes in
the character and quantity of items to be produced. Procurement agencies
rad to act on the best estimate of likely contingencies if they were not
to be caught short or long. Cloee production scheduling on a monthly basis,
coupléd with the ability -to make rapld shifts in production between items,
vas essential,

Initielly, the Army Service Forces production scheduling vwas generally
on a nontily basis at more or lesz uniform rates. It soon developed thrat
shortages and rapldly changing demande made it necessary Lo gear the sched-
ulee more closely to available productive facilities. Under the Supply
Control System developed by ASF for control of inventories and procurement,
production echedules of principal items were reviewed monthly to insure
trat vrocurement was at rates consistent with demande. - :

I particularly invite your attention to this final Supply Control
Systen. I believe that a tlhorough .study of it, the reasons for ite creation
and trhe results that it accomplished will amply repay you etudents of the
supply side of modern war, It assembled and brought out into the open- the
numerous factors of replacement issues, initial equipment, operation re-

- quirements, inventorlee, stock levels, procurement schedules, returned stocks,



B0 we could see vhat we were doing and bring about an approach to
‘balance. One of the things that it proved was the impracticability in
supplying military forces of having various pnases of supply such as
reguirements, inventory control, procurement scheduling, in separate
water-tight compartments. We cannot bring them too cloese together.

There must be coordinatecd over-all policies covering these phases and
yet have operations decentralized,

The impact of Army requirerents on the whole economy due to the need
for facilities, materials and labor was necessarily tremendous during the
recent war. It will be in any modern war. The Armed Forces must, of
course, deal with and look for support from other governmental agencies
having the interests of particular segments of the economy in their charge.
During the last war some agencies were permanent departments of the
Federal Government and others were civilian war agencies created for spe-
clal needs. Threre were necessarily sowme delays at certain periods duve 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 smergency of this type.

Vle had a series of trials and errors to develop workable procedures
in new and uncharted fielde. 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. That was proper and necessary
because mighty decisione had to be made and without thorough presentation
of the interests and requirements of all concerned the proper final choice
mignht have been delayed or never reached.

The Army always recognized that in war it would be dependent upon
civilian govermment agencies for general mobilization and utilization of
its resources. It always knew, in spite of thae rumor that the Army wanted
to teke over the function of the WFB 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 and large, cmootl: working arrangements were in effect by the end
of 1943 Between the Army, the War Production Board and the other govern-
mental agencies concermed with the winning of the war. The Military Serv-
ices must be concerned with the effectiveness of the operation of the
civilian agencies. Teamwork on tihe part of all is required to win a war.

My vplea is that we attempt tﬁrough proper planning now to minimize the
time needed to work out that teamwork.

It will always be necessary to nave 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 requivred greester utilization of the full resources of the
United States than ever before in its history. ILebor, industry, agriculture,
transport, scientific krowledge and researc:h and the Armed Forces were all
egsential in victory. XEvery civilian activlity, to some degree, was affected
by war. Practically all of them contributed in some measure to the war effort.
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We had governmental controls over rav meterials, manpower, industrial
facilities and production. We controlled food and transportation.

Up to World War II, 1t 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 War II, however, brought us to the very limit of many resources.
Throughout the entire war, there was no period in which there were not
limitations on the production of some essential item of munitions.

According to Mr. Krug's report on "Wartime Production Achievements,"
the Nation's total output of goods and services rose 50 percent from
1939 to 194h4 and at no time during the struggle did the .war effort take
more than 40 percent of this output, leaving for the civilian economy a
gross amount of commodities and services greater than 1t absorbed in the
prew*w good years of 1937 and 1939. During these war years, there wes

ationing of many items of civilian use and drastic curtailment in the
civilian production of many items using materials in critically short
supply such as steel, copper, lead, wood products, cloth, leather znd a
catalogue of other materials. Shortages of meterials in many instances
occurred because of manpower difficulties. The Var Production Report
further states: "Throughout the war the people at home were subject to
inconvenience rather thgn sacrifice."

Without detracting from full appreciation 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
manpover, a more adequate manpower 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 deiined, the public would recognlge that
industrial: menpower, oo, could be more efiectively used if allocated
wnder appropriate civilian controls., We might as well recognize the fact
that we cannot enforce any lav tnless it is overwhelmingly backed by -
public opinion.

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 Admirel Speer--at any rate he was Germany's production -
czar during the latter part of the war., According to Speer's testimony,
German industry, operating under absolute dictatorship, had the same
difficulties, the same disrupting 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 Germany, using dictatorial
power, did not do as good a job as did we with owr democratic form of
government. We can, however, save much time by using the hard won ex-
verience Irom this war in any future- emerﬁenCJ.

And now may I summarize brlefly

I. There should be promptly completed a broad plan for industrial
mobilizetion of the United States for any future all-out war. The work
should be carried out now when the experiences of World 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 alding the preparation of an
industrial plan.



IT. ¥We should keep in operation even if in skeleton form the
material controls so vitally needed in wartime. Ve should make constant
economic studies of changing requirements of materials and manpower,

III. The principles of Supply Control as practiced in the Army
. Service Forces might be well applied to plans for all procurement, includ-
ing as well studles of wide geographic distribution of suvpliers and
proper allocation of contracts in accordance with manpower available.

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

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

VI. Uken expanding material and manpower to the ultimate limit, there
must, at every level, be some referee to rule on tine relative importance
of needs. There must be as there was in the late war, a referee between
civilian needs and the Military needs and again as between the needs of
the several military agencies. The referee should not be a coordinatlng
agency but should have the pover to command.

In striving for the ideal in the form or organization or procedure
we can not permit ourselves to become too inflexible in our thinking
because we are dealing with human beinge and human impulses. The ideal
in organization, to my mind, is a difficult-to-obtaln combination of
centralization and decentralization. We must have centralization of policy
but to get tre maximum smount of enthusiasm and dynamic force we must lean
-to decentralization in operations. Tc get the drive which is essential
in critical times it may sometimes be necessary to compromise to some
degree. Too many layer= to an organication may minimize the possibility
of visible errors but may 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 Army Service Forces,
with which I am familiar and which produced close to two billion dollars
of materiel per month, there was developed a type of organization that
worked. It can be improved but basically it was soundly conceived. Do
not tinker with it too much. »

VIITI. 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 Govermment and the Services are like and also more
inderctanding by governmment and service personnel of what makes industry

ick.

IX. We lmow that manpower.or lack of manpower controlled production
in the latter paxrt of VWorld War II and we can reasonably conclude that in
any future war, if it continues for any length of time, manpower will have
~an even more dominating control. ‘We should therefore develop a system by

which manpower will be measured for end items and their components just as
material was measured under C.M.P.
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Furtl:er, any broad Industrial Mobilization Plan as outlined in
"I" above should set fortl: what national manpower controls we believe to
be necessary for an all-out effort.

In conclusion, I wish to empkasize once more the need of advance-
planning. Starting viere we left off at VJ-Tay, 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 immedi-
ate effect should we again have war.,

I thank you very much indeed for letting we appear before you. I am
gorry that I cannot give you a talk on the rest of my life without having
to make an added presentation, :

GENERAL ARMSTRONG:

Mr. Bruce, you spoke of the ASF and your recommendation that there
should 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?

~ MR. ERUCE:

What I had primarily in mind when I said vyou should not tinker too
much with the organization that wae successful was that there are points
at vwhich the organization could be improved but what I feared was that
someone might undertake to substitute a more functional organization for
vhat, in World War II, was an obJjective organization.

I went through World War I as a contnacto I do not tblnk that T
would nave lived through it if I had not been close to Washington. We had
Purchasing on the top floor, then Engineering, and then Production, and
finally, Inspection--each on a separate floor. To get action on any item,
I almost wore myself out golng from floor to floor, up and down, and back-
ward and forward. It would take me several days to get & decision that I
~ ought to have gotten in a half hour. -

Based on the experience in World War I, we orgenized for World War IX
in a cormon-sense way. We vere obJective. A manufacturer of some item of
ammunition could get his decisions in the main from one man. He did not
have to go from one functional organization to enother. The whole producs
_tion problem was split up on. ckjective lines. Ordnance items were divided
“into a number of lelsions. Tach of these divisions in turn were further
. divided so there vas a very much decentralized organization.

ime d1¢flculty with a functional organization ie that tbere i8 no
clear-cut dividing 1ine between the functione. They overlap and are inter-
dependent. You cammot put the functions each in a vatertignt compartment
'~ and expect to operate exredltiouslv or. eIflciently. 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.



GENERAL ARMSTRONG:

Mr. Brucc, I think that nearly everybody here 18 in agrecment 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 ASF took control at a periol of feverish production activity. It
was staffed largely with new men in new Jjobs. It took some months to
shake down., Throughout the war there was continued increase in effcctive-
ness and in the smoothness of its operation. Toward the end, it was as
near a nmodel as could be. '

I do not see how it is possible to decrease the layers from the ASF
staff organization down. No matter what this stafl organization is called,
there is need for some authority over the seven Technical Services of the
ASF. There must be wniform purchase policies, over-all direction of
material control such as CMP, 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 Govern-
ment. Without such a grouping, there would bé chaotic conditions, with
the 'seven services each making its own policies and dea*lng with other
agencies of the Government

GENERAL ARMSTRONG:

Mr. Bruce, I happen to know your vicws on renegotiation, and I think
it is. important, in view of our interest in pricing policies in the In-
dustrial College, to have your statement as to your views on renegotlation

~included in the record. Would ycu be good enough to tell us that?

" MR, BRUCE:

That is quite a question. Well, when rencgotiation was adopted, it
certainly was the best of the alternatives that seemed to be in sight and
renegotiation was admirably administered. I think the opinion was very
neerly unanimous in industry that the renegotiation group was fair,

- scrupulously fair, in the way it handled renegotiations.

‘On the other hand, of course, in production in this country in normal
times, the stimulant is self-interest; it is the profit motive; and that
is what has built up this country. VWhen at war, when tremendous produc-
tion is the goal, we want every influence in the world that will add any-
-thing to the drive for production. Now if we were fighting on our own -
shores and the war were close enough end if the entire population had a
vivid appreciation of urgency, we could forget about it; but when the war
is a long way off znd when we have censorship so we do not hear promptly
about what our fighting forces are doing and suffering~-I guess that cannot
be helped--we do not work up this instinct of self-sacrifice to the proper
pitch. Well, the existence of rencgotiation means thet in the placing of
contracts, vprices were not made as close as they would heve been if there
had not been rensgotiestion. '



Both sides will say, "What is the use of our gquarreling about this; if

ve make too much money they will take it away from us;" so prices
stabilized at a higher ceiling than they would have if there had not been
renegotiation.

then a company'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 woney. Human nature being what it i1s, there is, under this con-
dition, a certain lessening of the urgency for conservation of labor and
material, especially so wiien the company 1s meeting its schedules and
its expenditures nass the examination by the Internal Revenue Bureau.

Then there is another thing. I have hal four or five instances of
this in my owm experience vhere we were urging somebody to adopt a radi-
cal change in procedure that would save a pood deal of manpower and met
with a great deal of resistance. The fellow would say, 'Vell, we are
meeting the schedules and we are making more money than we can keep in
renegotiation, why change?"

So I have an idea that if we adopted a policy of close pricing with
repricing at reasonable intervals, depending on the profit being made and
~with tax scheduleg which left a trickle of profit to remain with the con-
tractor, noney’ vould be saved for the Govermment. I believe there would

natlonally be more production, because this policy would tend to save both
manpover and moterial. This is my personal view.,

* GENERAL. ARNSTRONG:

‘ 'nght say, sir, that it is the view that we hold to down here. We
rather like that idea ourselves. z

MR. BRUCE:

Well, I felt that woy for four years.
QUESTION:

. Assuming that the ASF organization was sound and thet the errors in
it vere due to humen frailties rather than the organizational structure,
do you feel that by bringing in, say, the technical services of the Air
Forces, and bureaus of the Havy, within the organizational structure of
the ASF, or some similar organization, we would have had too unwieldy an
. orgenization?
MR. BRUCE:

' You mean if we had the Air Corps and the Navy?

QUESTION :

Bureaus within the structure of the ASF,
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MR, BRUCE:

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

QUEST ION:

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

MR, BRUCE:

I believe if we had known what we wanted the day after Pearl Harbor
we could have gotten it. DNobody can answer that question because of
public opinion in this country--and there is no use kidding ourselves--
we will never put over anything unlcss we are backed by public opiniom.
We 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.

What 1s very clear in my mine--toward the end of this war, there was
the War Production Bozard presumably in charge 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 Just did not make sense to
have that spllt up, as I saw 1t.

And another thing; the country was split up into four zones: No. 1
was the critical labor zone where there vas a shortage; No. 2 was the
anticipated zone of labor shortage; No. 3 was the twilight zone; and No.
4 was the zone where therc was plenty of labor. Ue 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. What I mean is that there would
be a terrible struggle and there would be calamity howlers but there is
no reason why the use of labor should nct be divided exactly the way
material was divided.

If, in the early part of World War II, there had been better means
of measuring labor demands and if there had been the system through which
we would have known the impact on different localities of the contracts
we were placing, we certainly could hnave lessened the number of extremely
crltical labor areas that came into being.

I know of the calamity howlers over the CMP. There was one period
when it was s0 new to industry that it looked like it was bogging down.
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 struggle we agreed upon a remedy which might be called
"education." The way it was implemented by the ASF was to assign two
officers vho were saturated with the problems of CMP from its beginning.
We draited seven other handpicked men out of the divisions of the ASF,
not because oi their knowledge of CMP but bccause of their special
ability, and these seven men received the most intensive course in CMP
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instruction that we could imsgine. Having taken 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
sclected men who kmew CMP and were saturated with all of the many detail
problems. TI'rom this point we spread out over the country and at the end
of either sixty or ninety days we had indoctrinated 8,500 people in the
United States as to the workings of CMP and what they had to do to get
material and o eliminate the delays and conflicts.

Before this cempalgn of education, the greater part of my time was
spent over CMP problems. To this day, it is vividly in my mind having a
manufacturer tell me--"This damn thing will not work."

During the campaign of education, the complalnts began to die down
and by the time the program was completed, CMP had ceased to be the
"problem child" of the ASF. Ve made it work.

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

QUEST ION:

Mr. Bruce, would you try to handle that through the labor unions?
MR. BRUCE:

No.
QUESTION:

I would like to belabor that point a little bit further, Mr. Bruce.
Taking into consideration the entrenched position in wiich labor is in the
United States at present and the apparent power that it has in the con-
sideration of the national labor law--we run into iir. Baruch's objection
there too in that you naticnalize labor to work 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 Jjust the same as
men in uniform and not Henry Ford or someone clse? -

MR, BRUCE:-

I have not drawn that specification. I have left that to the great
wisdom of you gentlemen. I have not drzwn any specifications. I do not
say there should be absolute umiversal service such as you assume; there
would have to be a very critical situation and a tremcndously strong pub-
lic opinion back of it or it could not be enforced v

I remember very vividly vwhen England passed such a thing back in
World War I and the next day they had 400,000 railroad people quit. They
could not put them all in jail; the thing collapsed. We cannot go any
further than overvhelming public opinion 1s behind us. :
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You asked about labor unions--would we turn manpover over to them?
No. But I would cooperatc with them. Thelr cooperation would be absolutely
essential to make any plan iully effective. I would have them in the group.
Ve must get everybody who is intervested into our group then try to work
out the thing. Ve must get the vicws of everybody. But I would not turn
it over to such an agency as that, or any agency, in fact.

GUEST ION -

Mr, Bruce, to pursuc that question just a little further, you stated,
I bvelieve, that if the war had continued there would have hed to be more

positive allocation and controls of labor. MNow I assume from your last
statement that you have not drawn a specification on the national service.

MR. BRUCE:
o,
QUEST ION

Whaet other controls were available o us that we do not use, short
2
of national service?

MR, BRUCE:

We were getting pretty close to it. Ve were competing with ourselves.
We were drawing all the people from the textile mills of the South into
our factories because they could g¢ into an airplane factory--nice, clean
work--and make more money. Ve were drawing peoplc from the woods; they
did not like that job much anyhow, so a shortage of labor developed in
the cutting of timber in the woods, and in textile mills; we could not
recruit labor for the copper mines; we could not recruit labor for the
lead smelters and lead wag critically short. I think, if the vwar had con-
tinued, we would have had to control labor Ifurther then we did, bul we '
would have had public opinion back of us.

Now what I am advocating here, though, is really for us to lmow what
ve are deing then to try, by prover plamning, 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.
Tamilies have to be disrupted and moved all across the country. Vhat I
am advocating primarily is a system of allocatlon so that when we place
a big contract we know tlie dreain there will be only in various communities.
I have an idea that this country would be gplit up--I do not know--into
maybe fifty or a hundred districts so that wherever = contract was placed
it would be known that there would be 20 men from this district or 50 men
from scme other district; we would know what we were doing and we would
get an over-zll measure of labor. We never did have that in the last war.

QUESTION:

Mr, Bruce; would it not be necessary to have provisions in the prime
contracts providing that thc subcontracting would have to be done within
certain geographical districts where there was adequate labor?
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MR. BRUCE:

Yes, but the statistics would have to be in order so that the right
districts would be known.

QUESTION:

I agree with you, s§ir, but I meant, would it not be necessary in
order to avoid a controlled labor plan which would be similar in principle
to our Contrclled Materials Plan, and which, if instituted, would in
effect be national service for labor?

MR. BRUCE:

Well, I can imagine an intermediate step there, Colonel, by which,
in the proposal TFor any contract, there would be prepared a CMP type of
report thnat would show you just where this contractor figured on placing
his contracts and vhat was going to be the impact, so you knew what you
were doing before you did it. I think that is fundamental. The first
thing to do is to get the information and know what you are doing and you
can then measure the impact. :

QUESTION:

Mr, Bruce, may I ask how the plants will be taken carc of that avre
located in places where there is poor lebor supply? I em talking about
what the gentlemen on The Hill call "feeding the public trough."

MR, BRUCE:

~We are going to ¢o Just vhat we have been doing. Ve will never get
a hundred percent absolutely rigld gystem. Ve will always have to
compromise.

QUEST ION:

Mr. Bruce, would you care to give us your views as regards supply-
control coordination as it relates to the theaters ol cperation?

MR, BRUCE:

Frankly, ny experience is limitcd to the home front. I have always
felt that the metter of supply control should be spread out., If the war
had pone on, it would have besn applied to each theater. They were be-
ginning to apply it to loreign theaters before the end of the war. This
control could be applied throughout the supply systemn.

I have a story on that. I struggled over supply control. Instead
of issuing an edict, I kept account. I went to 50 or €0 meetings per-
sonally--and a mecting runs from ten to scventy-five people, and it vas
not a meeting unless it lasted two hours. I remember teiling aht one '
meeting that there was no mystery about supply control., I compared sup-
ply control to the mamner in which I had recently apvralsed my supply of
liquor. I was about to run out and I bought more. There is nothing in
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“the world in which procurcement is not measured agalnst projected demand.
It-is common sense that anybody uses in any business, but 1t is a terrific
Job to put 1t into.effeet in the middle of a war. OCf course, in the early
stages there vere production reports, everything segregated, to show what
we were produvcing; then there was a storage report; then a distribution
report; and there were two or thyee others--I forget what they were.

There were all kinds of functions and each one had different specifica-
tions. The production men called it a tank when it left the tank shop;
the storage people did not call it a tank until it got its radar and
everything else on it. So there werc two different ideas on that.

Now all we did was to collect all the information on one item on one
sheet of paper and print it so everybody could look at the same thing.
I have been out of touch entirely for the last eight or nine months but I
understand that they are going further and further with the theory of sup-
ply control, 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 &0 percent in money value of the entire
program. '

GENERAL ARMSTRONG:

Mr. Bruce, I went to tell you, sir, that the Industrial College is at
least trying to accomplish a good many of the recommendations that you
have made. You can see from the mature studentsz we have here that we are
not instructing these lads; we are rcally a combined team trying to accom-
tlish just what you suggested. Ve are trying 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 these gentlemen are doing, and I can
testify that such work is being exceecdingly well done. Also the Industrial
College has vrepared and has approved a plan to send o large number of
officers, beginning September first, to industry in conformity with your
recormendation.

Your talk, sir, has becn exceedingly stimulating and interesting, and
it will help us in accomplishing our mission. T want to express the thanks
of the College to you, Mr. Bruce, for being here with us this morming.

(8 July 1946--200.)s
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