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The attached no~e on Priorlty ~ye sug~este~ 
~ helpful to ~lear up some of the interes~ing 
-question~ a~ked during m~talk oefore the ~oheol~ 
~otes may be of interest to those particular 
of~icer~ aeklng questions, 
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November ~, 19~7. 

~4morsn~um for Major Nix: 

i, On pa~e I is the statement "Priorities are not necessary 
~.x~ept in c~se of shortages '~. Your Paragraph 6 emphasi~e~ the ne~es~ 
• slty for ~iving functional studies a higher rating with reg~,rd ~o 
plafinin~ than commodity studies, 

~. N~w~. our studies of commediti~.s~ of raw mat~,.ri~is, an~ 
the finished product~ is our only means o9 ascertainin~ where these 
shortages lle~ Requirements come first~ allocations of facilities 
cue second@ Where allocations have been cormeetly made it means 

that the load has been properly balanced on the industries, to b~ ~ 
!at~r cot#outed and balanced by th~ restrictions of power, labor~ 
transportation, etc. Our allocations and our industrial load for 
fabrication is the primary thin~ for us to adjust~ 8o far, the 
greater bearing cn this adjustment will come from ot~r increased know- 
led~e .of c~m~odities~ ra~ ~ materials and finished products. You have 
already stated on the fiyst page that our knowledge of sequence of 
needs e~Iminates priorities, it would then seem that the methods for 
enferein~ priorities would follow the completion of our knowledge of 
requirements and ~ mat~'rial~ I m other ~'~rds, p~iorities should not 
be~n to be enforced until t~e emergency begins,. 

3~ I believe there is a weakness in your plan ~ the one yom 
s~y ~r. Rubens has commented on. I get from re~din~ the paper that 
you will have no control over any of the ranks of zeoondary o~d@re~-~ 
ueyond the prime eontraoter~ ~hat you will leave the priorit~ co~troi 
to the p~tri~tlsm of the average American ~itizen. ~hls looks to me 
a bit dangerous and is not supplyin& the assurance that ~-e require 
in ~ar time. ~ ~e not believe that the i ~  of the country 
would be able tQ police themselves of the grafters in their ~dst to 
allow this to be put into effect, 

~. In all o~er respects I think ~our paper on "Priorities" 
is very good and will ~iv~ the ela~s some subj.eot for mature thought® 

Enel~ 

Lt~ Colonel, medical Oorps, 
Chief~ Plannlu~ Brar~h. 
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~E~0RA~D~ - 8olonel Fife, 

I. Ish~edyeu outline of~hese no%e~, ~ o n ~ a y ,  
~b~in~ prepared by Letham). 

i0/~i/27. 

2 .  ~ I inten~ ~e strese points in these notes befereArmy 
Industrial Celle~e, 11/7/27~ 

~. if yeu have time to ~lance ov~ these notee and wish me 
~o emphasize some in preferenee to o~hers or omit some entirely, 
please in dleate. 

4~ I ~o not intend to rea~ these notes but have furnished 
eopy te smhool. I sha~l talk from the outline ~hloh I showe~ you, 
(par~ i, above)° 

R. R. NIX. 

J 
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AR~iY I~DUSTI~IAL COLLEGE, 
ours% ~Z = 9 8 

ORGA~IZATION AND FU~,CTiO~S OF THE 

PRIORII~ S~CTION~ O.~SI~, 

Major Roll. ~ix~ O.D. 

(~otes on Co~ferenoe) 



i~ A~loea%i@~ o f  F~oil!~ies obviates the necessity f o r  

priority as between mili5%~ 2" sad rJ~val orders with pessibl@ ex- 

ceptlons in the case ef Jointly al!ooated facillties. 

'~~i~h prcper ~ileostions ~nd the therewith und~r= 

atandln~ b~ industry ef its task, the me, easily fo~ 

¢lebo~a~e priority control of ordt-rs is les~ned ~ - 

Annual ~eport~ .A,~,%~.~ 19Z7. See Oiro~l~r No. 4 of 

7/1/18 81assi~ing Orders Autom~tic~l J y~ 

"A plan ~hieh provides for performance by ~ates 

Or in ~quenoe eliminates priori~e~ because i% in= 

eludes them or i~ =m~ be said ~hat ~he plan estab- 

lishes priorities ar~ e~eh de~nd has first prlo~ity 

when its tlme arrlves~ The pl~ns ~hen ~pproved by 

the President wi ]i ha~e first priorlty. 

~iorlt~es are not necessary except in ease 

of ~shorta~es. ~he importmn% thlz~ is to take the 

General Staff statement of dire~t ~litary prioritie~ 

or the sequence of military needs in finlshe~ 

arti~l@~ and determine the resultant sequence of 

ind%~strlal needs. %~here the needs exceed ~he sup- 

ply~ the n~gds " must be reduoed or~th~ supply in- 

oreased~ Until they are the ssme~ we have no plan - 

only ~ pro Joe% or vagus hope" - Ool~ H,B~ Fergusen~ 

G/i8/26~ Serum %0 Plannin~ Br, 
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2~ For th~ purpose of extending P~erentlal ~:~ea~m~.nt ~o 

war orders over civilian nec~ these w~r o~.d~r~ ,m~y all be ~raded 

"A '~ by appropriate eertiflca~e of Purchasing officer on ~e order. 

Like certificates may au~ematicaiJy take care of in4irect require- 

~@nt@ back ~6o %he fsrms~ mines and ~Or@S~S, ~hls 
deoentrm!iz.,~t ~ on 

or automatic a-:~tion s~rv~s ~o tie in the silooatlon of a ~oxli~ 

~or finlshe~, Products with orders in the £a@ilit}o for in'~ermedi~es 

an~ ~aw materials ~ithou~ the neoessi%~ ef alloos~in~ a}l fa~iii~ 

ties the whole wa~ ba@k through i ~ • 
n~erm~dzates~ rg~ mat~ial~ ete~ 

% ~ale faOtO~'y plans and spe@i~i~ Prod/resent plans .may serve to 

cockerel- this flow of ~.~ate~la] as f~r as these plans go they can 

no~ be ~x2ecte4 ~e OOVe~ ~h~ millions of i~ems e~Sraced in this 

m~t~mat~.o classlfic~tlon of orders. 

/~,' ~.n JelnSl~ a],l~oa~ed facilities 
where ~he mi.~ta~y . 

n eoesslty in ~m@ of wa~ does not UpSet ae~epted schedules of 

Prodt~otlon or faO~Ory Plans Prepare~ in peaoe~ the rating ~A ~ of 

all war orders shvuld p~OW9 s atisfae%ory® A Ya%in~ "AA" should 

serve to g~an-~ h~gher Prefdrenoe when i'h becomes ne@~sss~ for 

one or more war o~ers to dlspla@~ ",., orders~ ~[~'~'"~ orders .s.~e 

not amtomatlo~ ~n~S r a~ing iS, g~ante~ only by Oentrai Priori%~ 
office, 

% 

4~ Automa,tie rating~ of ordor~ ~? oert~fio~tes of pur~ 

ehasln~ Of~le~als m~y lik~is~ apply to critical es~e~ti~l 

civilian needs arranged in olas~ "B", "a~d wlt~ ~ ~er%ifi~ates 

in classes "C '~ ,., 
(ino!udlag Pie~ge~). 

2~ 
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5. A centralized control of th~ flow of ra~ ~t~r~alB 

.(i.e, steel) or Intermediates (i.e, moto rs~here practicable 

by mean~ of ee~ed£ty ee~btees using a~Schedule Syste~"~ will 

insure deliveries in accord with military ne~s without %he neces- 

sity for rating the orders within such facilities, This is a 

form of "rationing" ~ich r~ght ~pply to any crlti~al and ~tra~e~le 

matcriala. To ~2ao~e: 

(Extract from Reaor~s, V,~ar ~ndu~tries Besrd~ 
Inquiry into effect of the ~sr upon Indu~try)e 

~'Questlon: ~/kfter ~he eontra~ts were let~ ~am~ 

th@ q~es%ion of ~he supply 09 the m~terial %C the 

Government plant or to the Govsr~n~ contractor or 

~ub~contractor~ This was effeoted through priori- 

"AnS%'sr~ [~eS, end later~ ~.ithi~ the last fe~ 

months~ on a sched~ie system'~ 

. "Question: ' Explain that". 

"Ans,:er: ~About four months a@O, be~Innlng abou~ 

July, it became evident ~hat in certain ~ommoditles# 

plstes~ shapes, projectiles steel an~'rall p~'hicularly, 

"" the Government ~ s and Allies" requirements w6Te goin~ 

:tO be equal or ~re~ter than the produ~tion~ ~t then 

became a question of ~istrlbu~ion of steel ~s between 

~he various @cvernm, nt Depar~men~S~ The Director of 

Stsel ~ugply Inau&ur~Ated a system Of schsdulin~ mills, 

allotln~ to e~ch mill a given .tonnage .f a ~iven oom~ 



modity fez eaoh of the Oovernment Departu~ents~ The 

~quir~snts o~ e~ch mill for each Government D~part~ 

meet ~or each commodity ~e~ e ~ubmitts~ to the Oireotor 

el ~ ~te~l S~pply ~Id ~hen ~II such requi~'ements had 

~,ee~ ,~'eoeived f o r  any ~iven month~ a tria-I balance 

was, struck between the total r~quiremen%S both for 

each mill an~ for the 6o~modlty itself and the, prob~ 

~ble pro4uotion~ ~{hen such req~irement~ were in ex- 

Cess of the total eXpeoted produc~ion~ i~ was neoessar2 

to oonfer wi~h various Government Departments and ad- 

Just the requirements to actual production~ After 

this had been effe~te~, ~omplete schedules for each 

.rail! for shipment to each Government Department during 

each month were sent to the various mills. A letter 

w,~S sent to the mills with instructions ~hat they se- 

cure from the conslgnee.an order of ~reference as t o  

the various orders to be shipped up te ~he total ton~ 

'n~ge, Instructions were also ~ivsn the," mill theft the 

emact tonnage as ne~rij~ as possible a~signed to each 

~onsi~nee should be shippeO~ Explanations of under 

shipment or over shipment were zequired from ~seh mill, 

The mill~ were required to subm/t at the ®nd of each 

~onth a abatement showin~ th~ ori~in~l tonnage ailoted 

%0 each consignee and the amount ~hipped to each con- 

si~n~, That was our method when we had more asked 

for than ~.~ eoul~ possibly produo~ and it ~orked out 

C~ 



wetl~ I t  became evident i n  Ju ly  tha t  ~here might 

be a ~ood deal o f  controveray be~een th~ Govcrnm~n~ 

Dep~rtmsnts as  t o  th~ preference a~ong themaelves® 

~he best ~ay t o  a~just these differenoes seeme~ tO 

be'by talk'in& I% over with th~ various Sove.vnment 

departments, The ~nergenoy Flee% was the big detaand 

and -~e roughly' allocated about 45~ of the plates and 

shapes to be produced in the country to %he ~Emergenoy 

Fleet and if their requirements exoesde~ the 4G% they 

were requested to e~t down as a whole and also on in- 

di~id.ual mills,' " - memo,, ~/16/17, 

I. A flat of facilities plac~d in Classes I, If, XX~ an~ ~V 

Should be puhilshed for th~ information and.~uld~ce of' all con- 

corned, (lS e e Cirmular ~0~ ZO, 9/3/18), 

~, Main faotors used in determining c!assiflcatio2s of 

facilities are - 

(~) % Capacity utilized by wa~ orders or essential 

orders 

(b) ratings of smch order, i,e,, "~", nB", '~C ~' and 

~D", or importance of produ~ and time 

product was require~ 

(C) need of pe~rticular industry for.stimmlation 

due to its intrinsic value and because 

of peace economic ee~d~,t ion~,  i~e. 

s~gioal ins trument~= 



51 Glas~ified faeil~ti~ mould i~c!ude all allocated 

faoiii%ies ~nd such unsllo=ated facilities and industzies as %he 

mil~ts~y ~nd economic situ~tisn~ %vould de~nd. 

4, Control of Power, Present plans ~en:hempl~te s Power 

Director and the distribution of power in case of shor%~e ~n ~o- 

cordanee %~ith a Priority Ciroulsr similar to No, 45 of I0./7/18~ 

that is in accord with the priority x~atln~ of fao~litles~ 

5e Control of Laber~ The flow of l~bor to rated ~faOiii" 

ties and ~enlal to non-~,a~ ind%~stries me~ ~ be re~ul~ed largely by 

the people themselves throu&h the ~nstrumentalltles of d~af~ 

bOa~s~ !oo~! business ~nd ~ivio organizations and stash other 

' s Employment Sez~ioe~ Labor Boards oooperatin& 
a~enc%~ ss the U.?~-. 

with Distric~ Ohiefs and Local Councils of Bational Defense, etc, 

p~i,Ori'%y Control of lebor should provide fo~" d~reoti~& %he unsto- 

p!eyed to e~s~ nt~l~ in~us~rles and ~h~uld provide a ~lmss&flcat~on 

' s %ra~es and vocatlons~ ~isoott~inE 
of ~ssent~.~l profession 

employment othem~se~ (See L~bo~ ?~,io~it~" B~!!etin ~0~, I~ 9/17/18)~ 
~, '~on~rol of F~nds, pr~or~%~ ~ontrol of funds sh~,uld 

assist in the oonse~tion of f~n~_nelal resources, labor and 

m~teri~l ~o that th~ m~y be av~il~ble for uses essential tO %he 

proseom~ion of the war. This control may be effected "by means 

' ~ ~ Federal Finance Corperatlen and 
of ~ O~p~t~l Issue Comm_t~ee~ 

other simi!az a&enoies~ ~See Circul~r NO~ i, O~pltal ~ssU~ COm- 

6, 



7, Control Of Transpertation~ Directions for pr~ferenme 

or priority i~ transportation, embargoe~, or movemen~ o£ t~affi~ 

under perm~twill be in accord.shoe with Section 400~ Transporta- 

tlon A~t of !98@~ Preferential treatment ~ill bs accorded t~ 

facilities in Cia~ses I~ ii~ iII an~ IV with the assistance of 

advisors of ~e Am&flesh Railway Asso~iation. 

8~ Cohtrel of Surplus and Non~ar ~r~ductio._.__._n~ By"ration- 

!n~ ~ power, and materials, surplus and a~n-war production may be 

curtailed~ Government C~mmodity C~m~ittees in agreement with 

C~mmi~,ees Of th~ Inou~ry ~y serve this purpose~ This ste~ 

~h' Id keep ,pace with the wi~raw~l of men from industry to the 

~clors. (See Priority Cirsulars i, ~ 5, 5, S, 7~ gl, ere), 

~UNDP-tI~ f~T AL~ o 

! .  The automatic system is based on the principle of 

~centrallzation, It should, therefore, £1t into our District 

System, ~i}~ baek bone 0£ this organization, like that of AIIo~ 

eations, is the District ~yatem~ Nothing and no one 8houl~ ~ome 

~et~een ~ bransh ohlef and his mission. Deei~lens on rating 

'ordor~ "~" and b~low and facilitle= II and below~ may be ~e~entra- 

]ize~ an %h~ ~is~rlotso -This would decentralise over 90% 0£ 

a~-~plioations~ appeals~ de~isions~ ere, 

8, Vhile industry will in large measure police itself 

onue i~ understsnds what is wanted, priorlty inspectors a~ fa~i- 

llties may b~ .requlre4 to enforce th~e re~ulations~ O~he.~ise 

the automa%!~ Syetem ~ay be readil 2 ab1~sed and d~ f~at its own 

7~ 



purpose, In ailoeated faoilities %he r~gulaz Gov~_'nment inspeotors 

should answ'?r the p~pose~ 

~, ~he re~ula~:ons and instructions (called oiroulars ,~nd 

b~ll~ns by the War industri~s Beard) neoessary t~ efl'eOt this 

automat~e p~iorlty oontr~l pl~n are to be agreed to in principle 

, and Prepare~ in draft form by the Arm 2 and ~,~aV y ~9~nitions ~o~,rd 
?' 

before bein~ smt, mitt~d to industry, procurement dishricts, and 

other agents Within and without th~ War and N~Vy 'Departments for 

Oo~'~ments'end oritiolsms. (See pa~e ~4, Par~ 8, ~'2he U.S~ Wa~ ~n- 

dustries .Beard," compiled as of 11/10/18), l'he .pLan should, ~here- 

fore~ be Intelli~ible ~o all eoncerned before flnsl approva:[ by the 

Army and Na~ ~itions BO~. 

4, After studies outlined in Paragraph S~ at, ove~ are  oom- 

plowed .the f~ilow-in~ steps may be tak~,n to assure an tunders'banding 

by all ooneerned of the way the system works and to d~velop a ~oin~ 

o ~anlzat~on in time of pease. 

(a) l~ate ord~-.~rs ~AA" in jolntl)- aliooated facilities 

where ~onfiiot cannot be prevented by plsnning and the 

military o~ a~.val ' • sltuatlons so demandso i% ab~e~s %ha~ 

this rating applies to relatively few 6rd~rs in all and 

wiil depend upon a Joint A~%y ~nd ~4a~j Color Plan~ 
which 

(Instan~es/ha~e developed to dat~ ar~ op~ioal insDr~ents~ 

~ire rope~ outpost and field wire~ and sear=hllghts, V~here 

A~my and ~av~ o su#pli~ ~-e prac'uieall2 ~den%ieal ~he f~rs~ 

deliv~ies ma~ be fume8 ove~ to Navy or Ax'my aS Situation 

~e~ands without n~ess~ty for "AA" ~a~in~s)~ 

. 



(b) Publication of ratings ef f~.ei!Ities in our 

Fi mld Dlr~ctory on A location~ may have a ~ene~'ielal 

eff~t by as~urir:g the fa~iiities tha~ they shall b~ 

accorded the preferential t~e~tment des~rved, ~'his 

is feasible irrespective of ~ny ~o~nt Color Plan ~Inae 

the r~tln~ is based primarily on % Capaolty utilized 

by Class "A ~' erd~rs~ (i.e~ ;~r~.enal~, ~avy Yards, the 

Aircraft and Surgical Instruments industries obviously 

f~ll in Class I). '~:hile the character ef the industry 

may indicate th~ n::ture ~n~ ~xten% of ~!ass B~ Cana 

D orders, our knowleSge of requirements with respect" 

to oapaei~ie~ of facilities is net adequate to start 

retie& faoilltleS L~telligen~ly for ~eme time. 

5. 'This s)-s~em cannot b~ tested out- on a ~ar basi~ but t~e 

or~anlza~ion and opera,ion can b~ made intelli~bls ~ a~l =~n~erned 

by p]annln~ am Indieat~d in Par~ 4(a) ar~ (b)~ s b©ve~ ~n time of 

pea~e. 

6, ~hile shorts4~e of ;>~rsonn@l is the llmitlng feete~ ~n 

ell of ou~ ~erk there app.,re ~n unbalaneed assigmnent in those" 

who are now ~nga~d on ~ommedlty studies as ~alnst those engaged 

'on F~nctional 'tu~i@se The daily ~ob of hundreds of the~san~ of 

men i'n ~ndus~ry prepares them to amswer our eemmodlty questions 

and help sol%~e commodity probl~ms. The very heart of our control 

system - Ailo~atiens, ~ogress and R~suirements~ ~riority, Pr%ee 

Fixlng~ Labor, e%C~ is assigne~ for ~tu~y only among a half dezen 

officers i~ the Nnlted States. Pimnn~n~ in the effiee of the 

S. 
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A~sistant ~ecretarj oi" ~J~ar ~hould ke~p in step with that of th~ 

supply branmhe~, In pr~p~rlng specific procurement pl~ns the 

branches have no Guide or check list ~t p~esen~ o~ %he subject of 

P~iority~ 

7, ~'he F~io~'~y system for an indu~%~lal' Mobi!~zat~sn Pl~n 

shoul~ b~ £~,xtr~msly simp].@ an4 flexlble~ ~nd not prepared in tl%e 

presise aetall v4hich may o~ required in a Special Color Pla~, For 

exs~,p!e, subdivisiens of Classes ~'~A ~' ~nd '~A" may be required in 

~,a~.illtzes for S[~soial Color Pl&ns ~.~'~ioh simul~te 
jointly allocated ~ * " 

an actual w~r, V~hi!e one supply branch ean d~rsst prefcrsntial 

treatment of ord-rs within ~ faoillty alleo~te(~ to it a!o,ne~ to 

conform to changing military si~u~tiens or errors of esti,~tes in 

~aotor~ ~lans or ~ec, ific ~rocurement ~!sns~ dlf ~°e~'en~ priority 

rati~s may be ne~es'~ry as bet~een different supply branches ~nd 

the N&~ on orders in t h e  same faoiiihy, 

i0. 


