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1%, Walter C. Skuce was born in Ottawa, canada. He received
his eduoation &t The Ottawa Collegiate nstitute frem which he
was graduated in 1923, and in that year entered the employ of
the General Zlectric Company. In 1924, he enrolled in the GQeneral

Tlectric Pusiness Training Course and was graduated in 1931..
During the nineteen years that lr. Skuce was with the General
Electric Company, he worked on manufacturing methods in many
divisions of the company. He was on the staff of the vice
president for lanufacturing from 1937 to 1942 as supervisor

of Tnventory Control. In November 1942, he joined the War ’
Production Roard and served for three vears in various positions,
including that of director of tne Controlled Materials Plans
Division and deputy vice chairman for Operations. During 1948

he served on a part-time basis with the National Security Resources
Board in the development of nroducthion and materials controls

as part of tentative plans for emergency mobllization. e is

the author-of several articles on control of industrial inventory,
production, and materials. Since 1945, Mr. Skuce has been
associated with Owens-Corning Fiberglas Corporation, and is

now manager of the Transportablon Division,
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PRIORTITHS A1 ALIOCATIONS

‘Q,Mav 1950

COMI ”Bu? ALu. G“ﬂcraa Vanaman and gentlomen' The problem of
prioritics and allocuu*ons in the control of waptime production has
alruaay bcen ment 10ﬁod bV séveral spealers from- this platform, Mr.
Clark in nartvcular, who is with us again todar has alrcady given us
a good bit of information on this subject, T know that cach of our
industrial- committees has already oncounuorod various of the agmeots
of thlo probl om.

_Today we haVu 1nv tca an old Prlend of the college o return and
tie up some of these loose ends and ou the various parts of this problem
into propor WersnOCulvv. You are a undv acquainted with him through
his pamphlet “Control of Industrial Inventories." Committce Wo. 40 is
dequainted with him through his lecturc of last year on this same subject,
During the war ho ' served as dircetor of the Controlled Materials Plan
Division of the “ar- ?rcauct:on Board and later as deputy vice chairman
for Operations.: It is a Dleasure to welcome ‘back to ovr platform Mr,
Walter C. Skuce; who vz]l uneﬂ on M"Pri OthluS and’ Allocatlons.

MR. STUCE: Commander %a11 and- ﬂentLun“n" Tt is a nr1v1lece and
a2 pleasure for me to aopear before you Lonav Yo talk about "Priorities
and Allocations."  Vhether the subject is called "Priorities and Alloca-
tions" or #The System of Wartime Production Controls,! it is generally
the same.subaect. S : . PR

The industrial mobi ]1zat10n of American VnuUSUry for war require
central production and material control systems to assure the maximum
balanced production and dlstrlbuLlon of water¢“ls and products, -Such
central control systems ‘must be easy to undsrstand and simple to operate
in order to result in the most equitable distribution of materials
and resources to fulfill the needs of the military and talke care of
egsential c¢ivilian needs. '

In developing the system to be used in a mobilization plan in 1950
con51deratlon must be given to those control mechanvsmg used succes
fully during World War TI. The production and material control sysbpms
that are proposed in my presentation today closely resemble those that
~were evolved in World War II. However, an abtempt has been made to
eliminate the features of those controls that detracted from their most
»folCant operation durwnv the last war or those featurss thot experienced
3udgmon+ indicates should be omltted from any controls aevclonOd LOT use
in another national emergency.

The production and'mdterial’controls to be. installed at a given

time depend upon the amount of our ‘resources that are required for war
and essential civilian production. In tﬂP initial stages, prior to the
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declaration of a national emergency, the military roririrements ropresond
only a small.portion of our tobal productive.capacity. In this meriod
the military nceds and the needs of an essontial civilien nature have
been and may best be fulfilled without mandatory ordcr acccptance and
the usc of central production and material controls. ‘Then voluntary
acceptance of orders is.no longer adequate for national saowrity,. a

1imited third war powers act sheuld bo initiated %o provide the authority

necéssary to cghablish o systom of mandatory acceptance of sccurity order
and for the issuanco of production and matorial controls to assurc the
fulfillment of such requiremenbs. ' ' :

© Should volunbary- accoptance nob rasnlt in fulfillment of the noeds
for mational® sceuriby, it is proposcd that orioritics regulations such.
as Noss. 1, 2, and 3 used in World Wor IT be reinstoteds  Thesc regulo-
tions should be modified to provide for a single preference rating for
nroduction or construction of national sacurity programs, An expediting
rating of nonextendable nature should also be provided for broaking
bottlenecl items. - This single nreference rating on nroduction and .
constriction programs roquires thot orders with such identification be
given preference over unretced orders. Orders so rated nay be applied.

~against any produccr or supplicr of rcguired products or basic materials

cxcept as qualificd in prioritios regulations. Records of the damand
for national defense will be mairtained to measure.the impact of these

rated requirements on cur total SUNPlY e

Tt was proved. during the 1last war that preference ratings of
veried importance,- for example, AA-l 1o, AA=5, did not.prove effective
and caused many difficulties which could have been avcided if 2 single
preference  rating had been used. Because there were ratings of varied
importance, purchasing was often improperly affected by the relative
importance of the preference rating the wurchaser held, Improper . .
delivery of high-rated orders ahead of schedule also resulted. Turther-
more, there was continual demand for upgrading of preference rating
authority because preference ratings of varied importance affected |

- procurement.

The effect of a multiple rabting systen was +o. continually change

‘order boards, thereby detracting from high production efficiencys . TH.

becane necessarylto‘nullify'the effect of the mulbiple ratings by ,
"freezing" order bosrds on certain components'and-other~items~in'short’
supply. The constant "leapfrogging® of orders with varied nreferences,
with resulting dispuptive changcs in procduction schedules, svbstantially
reduced. production and aggravated shoriagos. The freezing of order ..
boards, nullifying multiple ratings, vecane necessary in order to attain
higher production levels on many of the most urgent itemse ’ '

Ta addition to a priority system, it 1s cssential that specific
controls be prepared to direct the. production and/or distribution and/or
conservation of materials and products in short sunnly.
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During World War II a system of "I and -"M" orders.was used to
direct the production of products and materials into types or forms
necessary for security roquirements. Since priority merely gives prefer-
ence to rated requirements within supply, such production control orders
are necessary to inswure adequate supply of required cssential materials
or products whore differcnt products may be made with the same manuface
turing facilities, ' : o ~ S

- Wherc the unlimited production of civilian products that use large
quantities of scarce materials and components may cause considorable
loss and disruption in balanced production, it becomes neecessary to

reduce the production levels permitted on certain civilian itéms, such -
" as automobiles and rofrigerators, and to establish distribution controls
and conscrvation mcasurcs, to conserve scarce matcrials and supplics and
insurc full employment, in order to support production for mnational -
security purposcs, including essential civilian needs.: These orders arc
designed to cover'most of the critical materials and nany component and
end prodict items, so that they 'may be recady as required. Fxamples. are
such materials as stecl, copper, aluminum, lead, tin, rubber, and zinc,
and such end  products or programs as machine tools, clectric motors,
construction, and so on,. ol o

The controls used in World War II should be revised o the oxtent
necessary, consistent with foresecable conditions, so that, should nced
for their issuance arise, thoy will be available and rcady to be put into
immcdiate use. EE T SRR S

If requirements’ for national security reach a maghitude where
militery and cssential civilian ncods excecd production capacity, prior-
itios will ccasc to be effective without over—all control of military
and cssential civilian programs. At this point it is necossary to: bo
ready -with the national requircmcents for sccurity purposcs.and to -
determine, with thHe aid of military and ¢ivilian claimant agencics,
the maximum wer production, construction, and cssontisl civilion ncods

that are doable within the available matcrials and resources of the Nation.

. In order to,acbomplish this national programming Jjob for full
mobilization. of our resources for national sceurity, the Controlled
Matorials Plan was developed in World War IT, using steel, copper, and
aluiinum as "common denominators.” The purpose was to mcasurce military
and essential civilian progrems ageinst productive capacity so that
programs and capacity could be matched and balanced rroduction vrograms
authorizced, With programs kopt in line vrith the avallability of these
‘three materials it was found that generally all other matcrials could .
be made available to support the established programs. ¥ith this basic
method to guide authorizationh of balanccd production”programs, supported
by prioritics and production and distribution orders, cffcctive results
were achieveda. ST TR ‘- ‘ S
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Steel, copper, and aluminum were uscd as common denominators because
of their major importancc as basic meterials in militery and essential
civilian nceds. Stecl is of goneral. importance to nractically allsVhard.
goods! products. Copper is of particular significance in ordnance,: com-
munications, -Signal Corps, ond in cleetrical cquipment of meny kindse

Aluminum is of major importance in detormining o doable aireraft’ program.

Tn addition to the Controlled Iatorials Plan, during World War 1T
there was doeveloped a control to authorize tho production off certain
products not requiring stecl, copper, or aluminum, but items which .
closcly resembled the typo of products that were made. of steel, CoOppir,
or aluminum. PR 11-A provided a method of production authorization for
the manufacture of items under this regulation similar to that employed
in CMP for ¢lass B product producerss. - - " o

-

To give you an example of this type of item, suppose. you had a.
producer who provided an sssembled motor compressor unit on.a cast iron
base. Manifestly he manufactured the cast iron base and did the mounting
of these other wnits; but he didn't actually have to buy any steel,
copper, or aluminum per se for his particular job.  He bought his
components and assembled them on a cormon base mit. We brought him
under the plan through that regulation because his operation so closely

resembled the other kinds of producers that operated under CMP.

Tn order to facilitate advance measurement of the impact of military
requirements on productive capacity, and for use as a part of the Con-
trolled Materials Plan when and if it is put in operation, bills of '
materials should be completed promptly on important military end items.
Tt is estimated that bills secured on'two or three hundred important *
military end items, based upon materials and component needs experilenced
in World War IT and modified to present design of comparable items, plus

. new known items which the military would require o wage war,-would give
the data réequired. From thé bills of materials on these items there can
readily be developed statements of-r@quirementé/in‘tormS'ofasteel,wcopper,
and aluminum and-other critical materials and components, based on. .
alternate plans of action contemplated by the militery, simply by mulbi-
plying these items by the quantities of. each reguired ‘for the . considered
military programs-desigied by the Joint Chiefs of Staff. e

Tt is estimated that such a 1ist would approximate- 80° percent of
the total demand of the military for: stecl, conper, and aluminum and
would permit measurement of the feasibilityfoﬁ'ényVConsidored prograims.
Two to three hundred bills of materials, reprosenting 80 percent.of
the military requirements, could be..used .as key items, to which would

be applied multipliers developed by logistics from Joint Chicfs .of

Staff alternate plans, which would permit measurcment of the impact,
of those military requiremcnts on our ontirc supply of basic materials
by which production ig measurcd in America. : -
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~Bills of ma *rldls 1Pst“uct10ﬁs QT d in World War IT in conjunction
with thoe Controlled atoriels Plan could be wscd withoud revision, and
the required bills could be developed.

Obviously, timing is 2 vory important factor. Tho timetakle and
~the nsed fOr'taklnm tho above actiong arc guite spceu abives but the plen
and. the orders nced %o be complete and roady for quick and or derly issuance
if, as, and whon roquired.” In the event of a national ome crgency, the
limitation” orders on civilian nroduction would nccd 4o be l;uUQd'”"hOht
delay. The time necessary to convert plants now engaged in maxing
civilian products over to Droductxon of war DrOdUCtu shoulﬁ be oarefu]lj
1nveut1gated. .

, Ii might be rnauonab1e te eanct tnat_xt would take 18 months to
get the first tank produced from a tank arsenal. te don't lmow what the
cycle time 1s for converting civilian units in general over to war pro~
ducing units. I would est"mate that an average time for such ccnvoronon
~ would be somewhere in the nelbhborhood of six months.

Now, each industry has peonle wno can. give very effective informa-
tion with respect to the experience that they had along that line and
tell: us about how lonz it wonld take them to switch over from the manue
facture of sewing macnwnes, let us say, to the production of radar
conpo ents. They ﬂoVC all b@ n through that before.

There is also a need fow Peonlnw the people that they have in such
productive units employed on these faC“llLWP g, because the labor force
is as important a part of a facility as the machine teools and the plant.
S50 to make an orderly conversion we must know the time that it is going-
to take to make the transition, because the transition time also divects
rhat kind of control system to u"*'qule going thrcuga a transition period.

Durlng the early stages of this. convér’ion we:mod priorities and
some L and M orders wovld be the only rractical method. oP control. The
transition from prioritics to CMP ohOh*d be -anticipated to hecome effec—
tive by the time the plant conversion is substants al]y nearing completlon.
Three months must be allowed for an ordorTy truns ition Prom a pri or1ty
‘system to a CMP ystom.

Prior to the declaration of a national emergency it is rossible
that the defense program may grow Lo such oroportions thet it will not
be doable if the present. proﬁuc,hon”of‘civ11¢an end ivens iwm conduoted
at present levels. Therefore, certain production limitation orders
may have %o be issued on materials and civilian end items in order to
assure the production of items nesded for national security.

Prior to this time, to assure acceptance and production of national
security items, it may be necess ary. to ilgssue priority regulations, modi-
fied as descriked above, in order Lo give prefersnce to national oecar"ty
items over civilian items. . : ‘
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,Ibﬂm%1Mmtm$mmofmwmmMnmﬁm%wwlmmwﬂﬁIhwe
described can best be summarized and arranged as follows:: EE

1. A simple mriority system with one rating to cover production
and construction for national security regquirementes, It iz contemplated
that contracte for’such requirements would be automabically assigned a

rating at issuance, and that such rating would be extendable. ‘Such-a

system will eliminate the tons. of paper and loss of man~hours and btime
that were required in the early days-of the priocrity system used in
World ¥War IT. A botbtleneck breaking, nonextendable rating wovld also
be provided. o \ o : o

2. Production, distribution, and conservation orders may be issued
as required, similar in nature to those used in World War IT, but
revised to meet the conditions prevailing in 1950. ;

- 3, L Controlled Materials Plan would be developed and ready for .
use, in much the samc form as the plan evolved in Vorld War IT. =

" 4o The operations of the War Production Board during another
national emergency would be decentralized in a manner similar to.that -
vltimately evolved in World War II, with fiecld offices -conveniently -

Jocated for betber operation.

5+ Bills of material should be comnleted promphly on major itoms
of a military nature covering approximately &0 percent of these ‘total
needs. By securing such bills of material on important itoms only,.
good bills may be secured and industry would be relieved of the burden-
some and needless task of preparing bills of materials on- items of small
material content that would have 1ittle or no effect on the over-all
requirements for full production. :

6. The National Security Hesources Board showld have in readiness
complete plans and proccdures for the sroduction and material controls

necessary for industrial mobilization. 'In developing these controls:

and their supporting internal systems for administration, the Natlonal
Security Resources Board should work with other government agencics
concerned and-with industry task forces so that if and when such controls -
are neccssary, they will be-available for use without costly delay. ‘

QUESTION: Is it your plan to cstimate at an sarly stage how much
of the controlled materials will be roquired for wer production angd then
%o allow the rest to continue in civilian production? If the answoer to
that is in the affirmative, why wouldn't it be better to approach it
the other way around and allow only the estimated minumum to go into
civilien production, allow those controlled motorials owven to accunulate,
if it should happen that way, for a time? Woulda't thab oo better,
because of the Taect that cstimated roguirements for war purposcs are
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only ostimates and thé actual nueds may turn out Lo be groatér and bocauso
it would scem that durinz a wer we should save all tho potentinlly scarce
matorlﬁls until we arc sure that wo have ¢nough to win the war?

MR. SYUuE ~There arc threc 's in manufacturing--men, mateorials,
and m Aachlnea‘" There is a corbaln period of time required to change from
civilian to war product ione First, there is tholjoh of gc%tlnv’plants
converted from civilian vroduction to production of military itemse Iot
us assume for: tnp muarpose of this discussion that conror51on time is six -
months. For those six months they would cdntinue some civilian production,
go as to kecep thei worhwng force intact. Of coursc civilian. mroduction
would be discontinued as production for national defense roqui"od diver-
sion of mo r, matcrLuls, and nacnlnes. ' '

It is my rccommond@tlon that We measure the impact of military itoms
through the use of bills of materials., For that vurposc WO should‘get
good bills of materials on 21l military itoms as quickly a an,
expressed in terms of stecl, coppor, and aluminum as comnon dcnominators.
Such bills of matcrial can bc moasurable agoinst capacity in terms of
those three basic metals, v will also cnable us to measurc the impact
of the military program on ﬁho productive capacity. Thon by the use of
L and ¥ orders we can restrict c3v11¢gn OTOG"“t¢O“ mere and nore as roguired
in order to make way for the inercasing m;lluhry roduction. ‘

- There won't be nced for an over-all control system mntil such time
as plamts are rcady to cowsume large quantitics of “stoel, comﬁer, and
aluminum.  In order’ for them to bé able to do that, plants will have to
be converted from eivilian nroduction to war Drodu“+1on.‘ here is a
nlcetf of balenece reguired tn cn*ver* vo full wartime production. First
of all, the objective is to list all the military items wproduced that
are going to use stocl,” copper, or wlumlnumg and they will be givon prefor-
~encc. At the same timo, there is need to keep the three 1fs of proﬂuctﬂon
stabilized to as gront a deogreo as ve-cane As inroads arc made by
nilitary prodhctLon, we want to mO@p a nucleus of producing units intact,.

Te have to recognize the uanger of shutting off more civili:
nroduction than required, thus rendering. people unemployed, in ord
build up a bank of military materials. oueel com OaanS, fow examg: :
never make a practice of stocking steel, Some steel is stocked in the
dealers ' warehouses, but the stecl compaples themselves do not stock
steel, They haven't the storage space for it. So there has to be a
continuous flow of steel, and economics enters into the problem.

The easiest way of keeping the three H's intact is to do a complete
Job of conversion based on program reqvlreﬂ ntse. Therefore, the sooner
we get”nrowram requirements measurad, the sooner we kuow what their
impact is on facilities. Such ¥nowledge offers the opportunity of doing
an intelligent job during the transition pericd.
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to be produced fir

QUESTION: © Tn many cases of doubt that would come vp, which way
would yow resolve the Qouuﬁnntowarc more curtailment of clvilian Pro=
duction or- less curtailment of civi ilian production? :

e’ snoqu-is ue.mandatorm order thab
he accepted; so preference 1o 301ug +0.
tens all Lb” way +hrouch. That s done by
g no choice in it, as long as military items have
t and c1v111Mr \rooramu are rnlcwah d to sccondary

s &
- 3
requlru the milxta“y orders to
be given. to the mil i
mandate; so there i

8

A

nosition.

That is why I suggost that early in the: progranm we ¢carmark military
itens with prefcrence ratings, which will automut19317y assurc thelir.
prior attention. We will not be on a complote priority systom during

tha transvulon wer“od nor will production of civilian itoms he- completely

denicd. 0'v11“ have a mericd of transition during which civilians will
be up against ths problem of humbing aroind to eet matoerials while being

forced *to glvo prefercnce to national defense reguircments. The national

“‘defense roquiremente arc given first “7aﬂo in production schedules, and

civili an items fall into place ag therc is room for them.

“”ESPIO” 7ou have indicated that whon ths bell rings, the military
reprosentatives are goinz to ot out their stamps and cuwh prefoerence
ratings on their orders. Granted that thore will be some lag of fime

. vhere civilians will have to do a bit of hunting arownd, howr do you

propose in that, poriod of transition to take carc of the produccrs. of

sesential civilian matorials, like the wmachine tool producor, the manu-~

facturer of ncw fire trucks, and all that kind of busincss thabt is
clagsificd as pretty osscntial? As thosc priorities star flovwing dom
into uno'vcnr{i us niches, T understand uLMt thoy arc cxiondable so that
they can got dovm to ths subcontractors. Dub wha soms vwhon you bogin
to accumulate the prioritics and put undue stress on those subcontracting

units? Do you usc only the block buster snvelal spiority, or do you

forescc the time when you may have to Jump from a 31nw1“vband ‘ychq to

a multiple-band O“vLor

MR. SXUCE: T b Bi‘v; you arce zs;inﬂ about t? rec quostlions in oncG.
To take the first part of £ho quéstion, I suggest giving praforence
ratings to the military for ¢bg'13qLirJ wrts during the carly proparcd-
ness period vhen such ratings are on~omsbrwlcﬁ to be roguirced. Frior
to & national emcrgency, I doubt that nonay provided r" Conrrfsu
rould producc enough total domand. Lo Caﬁ%“.luc% disruption in the
productive facilitics of tho conrt;y.- Tu wosn ', “nt¢1'wu&7 on in tho
so-called defensc period In the last var that you couldn't procure all
the essential. civilian iteoms and nutnf e that were reguired for the
sustenance of 1ife and to keep America in a state of repalir.
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As a matter of fact, there were no OTOVLSBOHQ made for general
repalr and maintenance until about the time of the Production Require-
ments Plan, which was either late 1940 or 1941. There was recognition
of the fact that such provisicns would have to be made; but all we
were asked to do then in the central production agency of this comtry -
'Naa‘*O\ﬂegalize'1arcenj. ‘Nobody knows what it wonld tale to keep a
‘plant in-a ‘state of repair, or to take care of your nlfe's nasnxng
machlne, or- tov bake care of the famlly cars

The brooleﬂ of when to do something about ess&nt al c1v111an require-
ments really didn't appear in sharp focus wntil late 1942 in the last _
war, and by late 1942 e were approaching the pealk of national securltj
requirements, That indicates that in the early transitional period e
don't have the impact on essential civilian requirements that we have
when nutlonal security broductlon antuoaches capacity...

- Second, from the standpoint‘of establishing preference ratings

with a rubber stamp at the time orders are 1ssucd the last time we took
& punitive attitude about using a preference ratlng,and~said,rﬂDon't

use it uwnless it is absolutely nccessary." At that-time I was supervisor
of Inventory Control at the General IZleciric Company. Inventory.Control
also included ordmr placenment, and in those days. it also included the
handling of priorities and allocations. We often wished that somebody
would tell us whether the item ordercd was more important than refrig-
erators, vacuum clcuners, and “other’ talngs. There was no way of knowing
whether it should be- q1ven nreferences wnether it was a national sccurity
requlrercnt. '

- In ordor to establish a proferred sta tﬂs for-certain orders, we
were required tofind somebody to process a document called a PD-3
certificate, e found that the officers in the field had not been
bricfed on handling such matters. They were very loath to sign one of
these certificates, for fear it might causc thom some difficulty,
becausc they had not beon wivon'ordcrszto process these certificates.
Finally the ora@rv ‘came turour oo .

But the stack of papers that had to be handled to try to get national
security orders given recognition was a real burden. -We no.sooner got
such orders recognized and. a priority rating established than the Govern=—
ment changed: the rating. system. = Then what was done? They issued a P
order system, under which everything which was A-l-a was shifted . .to
AA-1 and we started revising order boards. = T

e ought to identify national defense requirements. We ought to -
Imow what they are in terms of the control elements. I described to you,
as ‘shown by the bills of material. We ought to identify the requirements
~that are going to be given preference over the civilian reguirements.
And then we should Lave control mechanisms’ that will enable 1us to shub
off civilian production as the militery impact grows greater, so that

9

e
S

- RESTT

v

ICTE

:.ﬁ’
1

&

\/

o

""ﬁ
Id




2216

there will be enough facilities and enough material to produce the things
we need to defend our country. ' - ‘

TWhen we geb to the point where we go to a completely measursd central
production control system, where we Madd up all the cloth we have on the
one hand" and "add up all the suite that we have to make on the other,".
so that we will have suits and cloth in balance and get uniform production
instead of coats and vests and no pants. At that point this very tough
decision has to be made, what are we going to set aside to keep America
in a state of repair? ~ : o

- We had to make that decision in the last war and it wasn't ina o 7
book,.  We set aside 7 percent. With that we tock care of all the saloons,
all the hotels, all civilian plants, the old car, the busscs, trolleys,
and railroads--we kept America in a state of repairs :

The complaints that came to us about scarce materials being used.”
to put a new rail in a bar dovm on the corner, and such things. as that,
were numerous. There must have been one-tenth of one percent of our.
total supply of materials that you could properly measure that went
into things we shouldn*t have alloved materials to go intoe But, gentle-
men, I maintain that a production control system that wrill be effective
over the whole of the country, onc that will kecp us in a state of repair,

‘one that will permit us to wage war, is not going to be so precise that

we will get 100 percent exact distribution and control. There has to

be 2 little latitude. There has to be a little give and take.

After all, onc thousand plants in this country consumed 80 percoent
of the steel, copper, and aluminum. We worked on those thousand plants.
We combed them and recombed them: They werc so big that when they scnt
out instructions to their poople, their instructions werc cven more
rigorous and pointed than the instructions we issued from Yashington,
Consequently we nceded only a small "police” force. Te had about 240
veople that went around and looked ab the books, avdited what was going
on, picked a. fow fellows up "by the scruff of the ncek! and made examples
of thom. ' ‘ :

‘ You just can't use manpover to the oxtent neccssary to do a complete
auditing job on everything., You have to concentrate on the big oncs.
The same thing is truc in getting bills of materials. In approaching
requirements you concentrate on the big demands. TYou usc your punches
vhere they arc going to be most telling in devoloping the . plan that
you devisc. . ‘ : e :

QUESTION: On a number of occasions,'I have heard the multiple- prior-
ity system criticized and a recommendation made for a single priority
systems -Up to the present time I haven't had agood, clear definition
of vhat a single priority system is and how it docs aviay with the ovils
of the other systom. Do you mind giving me an idea of the single prior=-
ity systom and how it would ¢liminate these other bad features?
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. MR SKUCM. ‘I will try to. T cither need somcthing for war or we
rdon't. Tlo cither nced something for cssontisl civilian production or
we.don't. My thinking is that wo should tag th 1c onos e, noed and not
tag tho onos we don't needs Idont't carc whother you sbamp it "Jar,!
"Priority," or "Prlorlty Toe 1," just so you ldGPtifj it. But it is
the ident lflC&thﬁ that smys tﬂwt under -the lawr of the land this
 particular order has to 0o cepted “and produced befor a civilian
ordor 'is.produccd, ‘ - ' :

A the prlorwtlas arc intoended to do, or can be expected to do,
is. to give prefercnce to oomotn"ng over somebhing clses HNow, what onter
into the use of a priority? How is it uscd? The production schedules
~for. glvon manufacturlnv opormtlons aroe ano& up, ond you maku out your
priority erdors. :

s <.

But there is anothor factor Lnat must: bc tekon into account there,-
and that is whon the itom is nceded. If T may divert for just. a minute,
we had one gentleman come into cur office in 1943, about April.or Hays
The .man locked as if ‘he was going to have a nervous breakdown on the
premloes, and he was: 3ust one of those cases. He sald, "You fellows
are ruining me, I ama DrOdUCP“ of aircraft wings. T have an 'Ef
flying over my olant.‘ I'have beaten every ‘schedule that they have
given me, and T have been commended for doing it. I am proud of the
job T have done. I have a ten-acre lot full of wings. Now you give
“me a production schedule-that cuts me to one=half the rate that I have
been goinge Furthermore, you set back your due date when those items
shall be completed. So T am going to have to lay off, not one-half of
my employees, but, based on the stock that I have stackeu un, I am
001pg to heve to lav off two-tivirds of my omopjé

At that'ﬁume, if you remember,“vc didn't have enough fuselages
or tail assemblies to put on all-the ‘airplanes that were being produced,
because there wasn't. enough aluminum. We had lots of wings, but we had
nothing ‘o put them on. There were no tails for thems - It vwasn't doing
us a bit of good to have ‘a ten-acre lot full of ‘aircraft wings. Vhat
we needed was aluminum converted into alrpluneo.. 8o.we had to adjust
that fellow back to & schedule that would it the nroduction of airplanes.
Sure, he had an fi-l-a, but he was using tnat A=l-a as a means of orocure—
mcnt w*tﬂouL anJ refercnro to uhe neﬂﬁ the t*ﬂ1ng. ‘

So first we idGnuij Lne ntomg Lhat e necd. Wb.nnxt look at our
production schedules and we rate them ‘according to the scheduled date.
when those things must be H*oduced and delicvered. ThOo@ are the two
controlling factors—-=when we need the item and rocognition of importance-——
priority. ' '

Iet us assume that the requiroment is so great that you can't pub
everything in your production schedule, ILet us assume that, recognizing
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the mlllharv requirement, the USRB. or the.l FFar Droductlor Board, or‘ﬁhat—
ever the civilian agency is, has issued an order s witting off thc nroduc—
tion of civilian itoms; but tho requircment is in excess of the supplys
What good doos it do to put a differcnt degrce of rating on all things,
all with valid pref rencos, UHl@Sa you want 211 of thom? Why rate -them
unless you want thum° Onc day you may go ahcad and schedulc an item and
rete it A-l-a, The next day the item that mwas A-1-b is ratod up o
A=l-a and it comes in shead because it was recoived first on the schedule
and tho other item is shoved back. Thon you do that ’1u1, et us say,
a hundred supplicrs, you can sec the confusion that is croatud and such
confusion r«duajos.prdductivityo :

Priorities of diffc rent importance verc also applicd to Pomponcnts.
People who made components said, "If you will stop JUggllng ‘production.
schedules, stop switching orde¢s around, stop changing signals, we
will get 20 percent more outpub and compon @ptS‘won't be critical." So
we "froze" order boards to eliminate the effect of different values of
prlofltles and Droahctlon was ~chlea.scd. ‘

teel cooper, and alurlnum were first on the nr$or1ty system in -
the last war. Then we adopted CMP we took priorities off steel, copper,
and alumlnum, the three basic materials that were reguired by all "hard:
goods" programs. e put a CHMP symbol on orders for these MaLOrLalS .
and that was all that was needed %o assure their delivery in the specified
period. There was no dl’fercnce established between the relative Impor-~
tance of such orders. [

I believe that we need a program developed that takes into con-
sideration the requirements of all competing agenciss and competing
urgencies; then determine the total number of programs that can be made
with the total supply of men, materials, and machines; and then say,
"This is the program. These arc important things. These are the things
we must do in this period of time." By identifying those programs by
a rating or symbol we will eliminate al¢ the leapfrogging that was
brought about by different value priority ratings and was responsible

S

for cutting off about 20 percent of our broqaotlve eff1c¢en0J.

We ought to defi ﬂ“tclj earmark our national uecurntv requirsments
so that we know of their importance; so that we know that they arein
our schedules, In the carly stage of conversion to War production, all
we have to do is identify those orders that are to be given prefercnce
over regular civilian production. When we get to a point xnere require-

~monts cxceed supply, we will cut programs back within suppl; I think,
gontlemen, that this will be a more intelligent approach than the one
we atbempted tho last time. I am sure it will increase our production
efficiency. :
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QUESTICNs- If your plan is accomollshc it wrould mean thatb s full-
scale control of production under tho Controwlc Vaterials Plan ~vould
be in effect while you arc converting 1ndustrv to war prOdLCtWOﬁ.'-
Wouldn't it follow as a natural conscquence that wou would get the CHP
full-scalc control into ¢ffsct under your interim single priority system
before your ‘domand could possibly oxcsod the capacity of industry? That
15, wouldn't you catch the thing before you re ached this point where you

ould navc more priority orders than “you haa capacity to Uroduce?

MR SKUCE" I think .rlthout question that if we havo an0uh”r ﬂaulonal
cmergency in our time, ‘therc is cvory prooabllvtj that ono year of floun-
dering may be elimi natud by the plan I suggcste I think that we have
Jedarnod the hard wray that some thlngs ncad not be donv the uay'we did
thom thc 1z st tlmo. a

But, no. mabter how carnfull“ cpared we are Wlt ‘necessary control
mechunlsms, we arc not going to ovmrcomn the time that it will take to
convert our plant facilitics over to a full war program. That is going
. to take a minimim of six months, and in somc industrics longer. During
that period of time, the 1mpuﬁt of military programs is going to grow
gradvally, becausc the wheoels of production facilities won't be turning
fast énough to reguirs thc amount of materials that ultlrﬂtCWV'w1l] be
requirod.- It will always be a Qraduzl transitione.

‘But I do boliecve tﬂdt Wlbh proncr propa rat:ons m“du novw, many bills
of materials can be doveloped which v111 cnable us to measure Any DOS—
sible Joint Chief of Staff program just by working from logistics of
it, and coming up’with the number of sach one of these 1nd1v1dual war
1mplements needed, multiplying them out on tabulating equipment, and
developing the full war facilities impact. T belleve that at any place
during this program we will be able to measure the impact of your re-
quirements on the national economy, based on the obgectlve and based
on the money thwt has béen: apnronwlated.

T do’ think that gust the sheer mechanics of th é switch—-over from
civilian production to war production is going to take a considerable
period of time. I know that Mr. Franl Shields, from’the NSRB, (who
ig in this meeting) is very conversant with the neea, with industry!'s.
help, for measuring that tran51t¢on time for every basic industry in
‘this country. I hope, under the new .and ‘invigorating leadership that
has now been provided for NSRB, and with lr, Shields? able direction
of his own 0fficé of Product«on,,therc will be a lot more objsctive
‘work done along those lines to find what that cycle of time 1s; to
earmark the people who know such things and can help develop “hat that
preparatlon cycle rill be, industry by industry; and to have on tap
those nnop l¢ who are going to be helpful in the early days of a Viar
Production program in eliminating the floundering and unce rtaintiou
which took place the last time, because they will be accustomed to
"playing with the team". and can’ ”cet ovt thei ir suits! and be "ready to

play" on short notice,
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QUESTION: On the SLbJGCu of bills of material, T lmow you said the

80 wnercent figure that you gave is not gxact. You Dﬁ’dzb} at o or three
O‘T

hundrad items could conaumh 80 percent of our resources. Howr much LﬂLth
do you have in that estimate? Do you really think it is about 78 +o TR,
or do you, think it might ba 55 to 53 and'why do wou ununr sd?

MR. SKUCE: I don'+ xnor‘w? ther you have cver Sﬂ“n'*t‘ but the
Controller of the War Production Beard, I, David MovLcl issued in 1944,
wvhen we were ut the pca of our proﬁuctlo“, a breakdovm SbUWJ“, the
amount of material that was going into overy rrogram. He showgd 28
military catcgor G8e Thosec categori' wrere then sc 9revatmd into major
product classificationse - I hlnk‘ LT 11 find that between two and
three hundred items covered by his r port detail accounted for &0 perecnt
of the total recorded amount of mubvri 1 thet was allocated %o u%r '
military estab “snwcnt. To that has to be acdded o norceontage of
materials that went into "so-called® class B products, vhicdh in *nr
were.lncorpo;atud in the m¢¢1tarv enc items. That is why I say it 1
Sabout €0 percent,® becausc it is hard to intorprot scrovs, nubs, bolts
rivets, and what not into.terms of cnd itcms. Bubt it is possible %o got
a basic measurc. TIf we are 90 percont right on 80 percont of the total,
we arce & lot better off than being a smalleor perconteosc risht on all
of them, like we expericnced in the last AT . ) ‘

QUESTION: Arc we in our thinking sbout the next wnr rcolacing

aluminum with othor materials for aircraft production and so forth?

MR. SKUCE: Yes; and T think tnao mwkos'ﬁtwﬂll the mors meo”txuu o
that we get those bills devcloped now, S0 we-can get counbterparts of those
individual items in cach class. For oxample, we have aﬁ_ummunltJOn class,
with a whole sorics of types of ammunition. I am surc. thot tho amount: -
of ‘materials that was consumed by cach tyne of amrimition is kno-1 todqy.
So, instead of figuring our requircments on tha, particular t"h~s’und
designe of ammunition that wore uscd in the 1“st wnr,'up wrould takc the
types that we know Ordnance trould 3%001fy todaw. We couwld de tho sumo
thing with field picecs. I am aurm,tﬂ we do have many . nc"_dﬁﬁ;gﬁs in:
ficld piscces. Ve ought to get ‘the, roguirements .on such Items instead of
the oncs that we used in the Tast tfar. W ought to taL¢4uhv comparable
units that go to mch up a.-given grovp in the Alr. Force, for cxample,
and dotermine what are the types of equipment roquircd, ahd.thon from
those types develop bl]]S of ‘materials, Then we arc. ta Tkinw,"oouu future
operations and decide that X numbsr of units arc going t¢ be. cmployed
in a particular arca, v con multiply the number of individunl dtcoms of
cguipment that we nd duw for a ~’vou';complomogt,a5 developed hy logistics.

So there wo have A good . bug*g in fact, a good basis in Judgment,
for approaching. tho problem that we arc talking about. I think the
time to got busy on the JOD is now. I think it can ov_dnn? by tho
pcople that we arc procuring cquipment lrom, the people vho arc making
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prototype items for the military. ¥e can procure from them as part of
the terms of nurchase, an agreement, a requirement, that they submit
bills of materials on the prototyne model. Then from the bills of
naterials on that prototyve model, we can develop IBl cards, or what-
ever system is bLesht to’use, and from them can tabulate, based on any
multiplier later given, the impact of such military items on our
national supnly of materials.
COMANDER BALL: Iir,. Skuce, on behalf of the Commandant and the
entire Tndustrial College, I thank you for a most informative talk this
- morning. , : : -
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