Hovember 10, 198%.

MEMORAKDEM - Colonel Irving dJ. Carr,
Agsliptant Director, 4.1.0.

. The attached notes on Priority ere sug. ested
ab helpful to elesr up some of the interesting
questions esked during my telk uvefors the Kshool,
Hotes may be of inbersst to those purbicular
officers asking gquestions. :

E ' R. R. Bix,
Hajor, Ord. Depb.

1 encls
' {Supplemental Notés)




Hoveinber 3, 1927.
Memorsndun Por Mejor Wix:

1. On page 1 is the stetement "Priorities are not necessary
vxeept in cese of shorteges". Your Parogreph 6 emphasizes the necese
-sity for giving functional studies & higher rating with regard %o
planning than commodity studies.

2, Fow, our studies of commoditiss, of raw matorisls, and
the finished products is our only means of ascertaining where these
shortages lie. Requirements come first; allocntions of facilities

ome second. Where allocations have been corpectly made it means
that the load has been properly balanced on the industries, to be
later cobrected and balanced by the restrictions of power, labor,
trensper .abion, ete, Our allecations and our industrial lomd Ffor
febricstion is the primary thing for us to adjust. 8o far, the
greater bearing on bthis adjustment will come from our incresced know-
ledge of comnodities, rew materials and finished produsts. You have
alresdy stated on the first page thet our knowledge of sequence of
needs efiminstes priorities. It would then seem that the methods for
enforeing priorities would follow the completion of our knowledge of
requirements and of material, I, other words, priorities should nob
begin to be enforced until tre emergency begins,.

3. I 'believe there is s wenkness in your plan - the cne you
say Mr. Hubens hus commented on. I get from resding the paper that
you will have no control over any of the ranks of recondary efdérs<s
beyond the prime contractor; that you will leave the priority control
to the patrictism of the aversge American sitizen. This locke 4o me
& bit dangerous end is not supplying the assurance that we require
in wer %time. I do not believe thet the industrics of the country
wonld be eble te polies themselves of the grafbers in their midst to
allow this to be put inte effect.

4, In all other respects I think pour paper on "Priorities”
is very good and will give the sless some subjest for meturs thought,

JAMES . BLFE,
Lt. Colenel, Medical Corps,
Chief, Planhing Branch.

Ensl.




11/2/27,

MEMORANDYE » Golonel Fife,

" 1. I showed you outline of these nctes, londey, 10/31/27,
{being prepsred by Letham).

" 1 intend to stress pointa ir these nobes befors Army
Enduatrial College, 11/9/2%.

8. 1f you have time beo glance over these notes and wish me
to epphasize some in preference to others or omit some entirely,
plesse indicate.

4, I do not intend to read these notes but have furnished

copy to school. I sha'l talk from the outline which I showed you,
{par. 1, above}.

B, B. BIX.
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AREY INDUSTRIAL CULLRGE,
{Gourse, lvel = 1948,

ORGAHIZATION AND FURCTIONS OF THE

PRIORITY SICTION, OsRof W,

Fﬁajﬂi‘ RQ,: * Ei%, ﬂtﬁ&

{Hotes on Conferense) kovember 7, 1927,
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PN 3 R
UIGHLN BACILITIES., (Fiafo.n ™

1. #llocsbisn of Freilities obviates the necessity for

prierity &s bepween militery and raval orders with possible ex-

sepbions in the case of Jointly alloscated facilities.

"ith proper sllocations end the thorovgh und, re
st&nﬂing by industry of its task, the necessity for
@1g5arate priority control of orders is leasened” =
Annuel Bsport, A.8.%., 1927, See Ciroilar Ho. 4 of
7/1/18 Blassifying Orders Automativaliys

"4 plan which provides for performance by dates
or in sequence eliminates prioritier beoause it ine
cludes them or it may be sidid thet the plan ssiabe
lishes pricrities end esch demend has first priority
when its time arrivess The plans when appfcveﬁ by
the Prosident will have first prioribye.

Priorities are not necessary exespt in osse
of shortoges. The important thing is %o take the
Genorsl Staff étatemﬁnt of direct militery prioritios
Qf the éequsnﬁa‘mf military needs in finished
articiss aﬁd determine the rasu}tﬁnﬁﬁs@guance of
industrinl nseds. Where the needs exceed the sup~
ply,'thﬁ necds must be reduced or the supply in~
creased, Unbil they sre the same, we heve no plen ~
only § project or vague hope” - Col. H.B. Fergusen,

5/13/26, Hemo to Plarming Bre
le



Z¢ For the purpese of extending érﬁfﬁrmnﬁial Sreatment vo
WAr orders over civilisn necds these wayp orders may all be Eraded
"4 by appropriate certifiecate of purchesing oficer on the order,
Like eertifiontes may sutomatically taye tars of indirset requirge
Hents back Yo the farms, mines ang forests, Inis desentralizat; on
or evtomstio mation Berves %o tie in the allooastion of g feeiliby
fgr finigh@ﬁlgro&ucts with erders in the Tfaeilivy pop inbermedinses
s7d row materisls Without the necesaity of alloonting a1} facilie
ties the whoje way baek through in%ermeéia%amﬂ raw m&t#rﬁalsg ato,
¥hile fﬁatery-pléna and speeiiie Procurement plans WRY serve to
gostral ﬁ%is £low of materiel 88 far as theose plans go Lhey ean
BeL be expsoted to 8over the milliong of items embiraced in this
subomat: o clessifiontion of ordurs.

‘s In Jeinbly allossted faoilities wheps the mi 1 bury
né&eﬁaity in time op w8y does not upset acoepteg aaﬁa&ulas of
productiop op faeﬁary plans prepared ig beane; Lthe yating "4% op
all war orders shoulg prove seticfestory, a Fabing "24" shoulg
serve to grant higher preferense when it becomes aegessary fop
Gne Or more wer orders to displace “E" orderse "in" orgers sre
not Butomatioc, fhig reting is grantes anly by Centrel Priority
ol fice,

LA ﬁntﬁgaﬁia radings of ordors bf cortificates of pure
chasing offieials may likewise apply to erition] essential

eivilian needs sryanged in olass "B", gpg with: . sertifisetes

in classes "ot . 5 {inoluding pisdges), . -

2q
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Bs A centralized smn§r01 af the fiew of raw materials
{i.8s steel) or in%armaﬁi;tea (i.0. mobors), where practicable
by meang of commodity cowmi ttees using & Schedule Systen”, will
insure deliveries in accord with military needs without the neces-
sity for rating the orders within such facilities. This is a
form of "rationing” which might apply to any oritical and strategic
meteriale. - To guobe:

{ Extract from Regords, War Industries Board,
Inquiry into efreet of the Rar upon Industry)e

\"Queatinn: taffer the aantra&tﬁ were let, came
thaAqﬁeatien of the aup§1y'of the material to the
Gevergménﬁ plant or Lo the Government eonbrector or
suh&ﬁagtractore This ﬁas effected through priori-
tiests

answer: 'Yes, and later, within the last few
months, on & schedule syclen's '

Touestiont ' Fxplain thatle

"angver: *About four months 8go, gﬁgiaﬂing aboud
July, it becams evident that in certain commodities,
plétesg shapes, projectiles s%éei end rail pmsticularly,
the Governmentts and Allies? reguirements were soing
‘to be squal or greeter than the production. It then
besame a guestion of distribution of steel ns between
the various Governm.nt Departments. Ihe Director of
Steel Supply insugurated a system of acheduling wiils,

~alloting %o each mill s given tonnsge .1 & gi%en som
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&
modity for eaoh of the Government Departmenis. The
requirements of orch mill faf eash Government Dapart-
ment for csch commodity were submittoed bte the Direotor
of fteel Bupply snd when sll such requirements had
veen received for any given month, o briel balance
was sbruck bebweon the totml requirements both for
each mill and for the ¢o -modity itself and the probe
able productions %hen such requirements were in exe
cess of the tobal expected §yoﬁncﬁicﬁ, it was negegsary
to eonfer with various Government Departmonts snd ade
Just the requirements 6 sctual production. Afber
this had been effected, cemplete sechedules for each
mill for shipment to esch Govermment Depariment during
each month were sent to the various mills. 2 letter
was sent to the mille with instructions thet they se-
cure from the consignee an order of ,reference as te
the various orders te be shipped up to the total tone
nege. Instructions wers slso given the mill that the
esact)tennags a8 nearly ns poseible assigned to each
eonsignee should be shipped. IExplanntions of under
shipment or over shipment were requived from smch mill,
ihe mills were required %o submit at the end of each
month & sbatement showlng the original tonnsge slloted
to each consignee snd the amount shiéy&d e sach sone
signoe. That was our method when we had more ssked

for than ve could possibly preducs and it worked oub

4
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well. It became eviéenﬁ in duly ﬁha& there might

be » Q@oé dsal of conbroversy bebtween the Govornment
Departments ag to the prefersnce smong themselves.
Ihe pest say to mdjust these differsnces seemed to

be by talkiné 14 over with the warious Government
depsrimenis. The HDmergenoy Fleet was the blg éémanﬁ
and w&'rﬁughly'ailoaatad about 45% of the plabes and
shepes to be produced in the country 1o the Imergency
Fleet and if their requirements exceeded the 45% they
wers requesies ﬁ§ gut down as = whole and also on in=

dividual millse! ™ - Memo., 5/18/17,

N n .
oS -~ ~
VITHOUT FACILITIES. { ¢ pdiseg Fdta sy

1, A list of fesilibies placed in Classes I, II, III snd IV
should be published for the informetion and .geidance of &il‘eanm
cerned. (Gee Uiroulsr Hoe 20, 9/3/18)e

2s %&1n facbors used in debermining el&asxfic&txana of
facilifies mrs -
| | {a) % capacity utiliszed by wer orders or essenbtisl

orders}
(b) ratings of such order, i.8., "A", mgt, "C" and
s "p®, or importance of yradnié‘and time
product was required; '
{e) need of parbicular industry for stimnletion
dua to its inbrinkie value and bscause

of peage coconomic conditiong, i.es

surgical instrumentss
bo




‘%; Classificd fasilities would jrolude all allocatsd
Panilitics and such vnallocated facilities and industriss as the
ailitery and economic situntions would demands

4, OGonbrol of Powers Present plans sontemplute s Power

Direcbor and the aigtricubion of power in omse of shorbsge in ace
cordance with a Priorily Ciroulsr similar to Hos 40 of 10/7/18,
thet is in accord with the priority rating of fagilibies.

§, Control of Lebors 1ihe flow of labor te rated faolli~

tiés gnd denial o nop-val indusbtries may be reguleted lergely by
the people themselves through the instrumentelitvies of draft
boarda, égﬁgl pusiness snd eivie arganizatécng and such other
agenplies ad ghe U.Se Empleyment Sepgicsn, Labor soards sooperabing
with District gniefs and Local Counsils of national Defenss, etCe
Priority Control of lebor should provide for dirocking the unem=
ployed to sesential industries and ghould provide & plassification
of essential professions, sredes and vocations, aiscoursging
eaploymont otherwises (Seo Lebor Priority sulletin Hos 1, 9/17/18)

6, Tonbrel of Fandss Priority control of funds should

asgist in the conservetion of pinanciel resources, labor and
material so that they may ne aveilable for uses essential to the
~»pros&au%iaﬁ of the war. IThis sontrol mey be sffected by means
of ahﬂapitai‘iesus Committee, Federal Financs Corporation and
other similer agencieses (sos Circular Noe 1, Capitel lesue Com=

nittes, duted 8/4/18)e

Be
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s Control of Transportstion. Directions fer preferenae

or priorvity in transportation, eMbRIgoes, or movement of Lraffie
under permit will be in eccordance with Seebion %Qﬁg Transporbas
tion Aot of 1080, Prefereniial troatment will be scoorded we
fecllities in (lossen T, 1L, 1I7 and IV with the assishance of
advisors of the Anmériean Reilway Assoscisbione

8« Cohtrol of Surplus and Nen-¥er Preductions By'ratione

ing" power snd waterisle, surplus and mon-war production mey be
curtailéd, Government Commodity Coneitbees in égraement wit
Commiziees of the Industry mey serve this purposss This step
sh' 1d keep pmoe with the withdrawal of men frowm Industry te the

cclores (See Priority Circulars 1, 2, &; B, 6, 7, 21, ete)s

FURDAMENTALS,

1o The aubomstic system is based on the prineiple of
decentralization, It should, therefore, £ii into our Distriot
Bystems The back bone of this organizabion, like thot of Alige
aatiuﬁs, is the District systems Kething snd no one should come

cetwgen o branch chief and his missione Deeisione on rabing
orders "%# and below snd fasilities II and below, may be deconirpe
lized in the disbricts, -This would decentralize aver 90% of
epplications, appenls, decisions, oto,

8s ¥hile industry will in large messure polise itsels
énae:iﬁ understands whatliﬁ wanted, priority inspectors et fasie
lities mey Ee‘faquirad to enforce these régul&tion&ﬁ Otherwise

the automitic syctem ey be readily sbused and & feat ibe own

7o




purpeses In allocsted faeiiitiaa the éagalar Government inspectors
should answer the purpose,

| B3¢ The rﬁguigt;ons end instructions (celled sireulars wnd
bullebins by the ¥ar Industriss Board ) nesessary in effeet this
sutomatic priority sontrel plan are to be sgreed té in prineiple
urd prepared in draft form by the Army and Havy #unitions Boerg
before being sutmitted to industry, prosursment districts, and
ofher égeaﬁa within and without the War and ﬁa@y7ﬁeparﬁman%5 for
eorments end eriticisms, {See page 24, Purs 8, "The U.8. %ar Ine
dustries Beard,” vompiled as of 11/10/18)e 1he plan should, therg-
fore, be intelligible %o al) conserned before finel spproval by the
Army and Wevy Munitions Bosrd,

4o Afbor sbudies oublined in Paragraph 3; above, ars com-
pleted the following s8teps may be teken to assure an understanding
by a1l congerned of the way the system works snd to davelop a going
organization in tike of poaoces |
| (2) Rate aréers "as" in Jointly allocabed faaili%ias

whaere aoﬁfiiat ¢amnot be prevented by planning and the

military or Qavai situntions so demands. % wipears that
this rabing applies te relatively few orders in all and
will dap&nd.upcm & doind Army and Hevy Coler Flang

{Inaﬁauseziégfe developed to date are optioal ins%rum&n?sg

Wire rope, oubpost apd field wire, and searohlights, a%here

Army and Bavy suppliss are prauéisally identical the firet

" deliveriss mey be burned over %o RBavy or Army ss sibustion
denands without necessity for "aah raﬁiﬁgs);

8¢
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{b) Publicstion of ratings eof fveilities in our

Fiﬁlﬁ‘ﬁiraetawy on A locetions may have o beneficiel

effeat by assuring the facilities thet they shail be

aeoorded the preferentisl trestment deserved, This

is feasible irvespective of suy Joint Uolor Plen singe

the rating is based primerily on % Cepseity utilised

bﬁ Clase "4" orders, (i.se Arcenals, Nevy Yerds, the

Adrereft and Surgical Insbruments industries obvlously

fall in Class I)«’ “hile the character of the induﬁﬁ&y

may indicate the asture snd extent of {lass B, ¢ end

L orders, our knowladge of requirements with %@ﬁga@t‘

to capacities of facilities is not adequate to start

rating faeilities intelligently for some time.

5. This system eannct be tested out on & wer basis bub the
organizetion snd operation can be wads inbelligble to sll concerned
by plenning es indiceteéd in Par. 4{a) and (b}, sbove, in tine of
peaces

6o Thile shortage of Versonnel is the limiting fector in
all of our work there mppears an unbalanced asgignment in those
wha‘ara’naw engeged on gomnodity studies me against those engaged
‘on Functional gudies. The daily job of hundreds of thousands of
men in in&ustry prepares them Lo snswer our seommodity guestions
and help solve commodity problems. The wery heart of our gontrel
system = 31llocations, Progress and ﬁeguiram&nts, Priority, Price
Fixing, labor, ebt., is assigned for study only smeng & half dozen

officers ir the United States. Planning in the office of the

Be
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aAsslstant Secrcbary of War should keep in step with that of the
supply branches. in preparing speeific proocurcment gian& the
byanches havé no guide or gheck list ab prosend on the sobhject of
Prinriﬁy; ’

7. he Priorivy system for en industrial Mobilizstion Flan
ghould be @xtremﬁly\simpia and flesible, and nob prepared in the
preaiﬁﬁ(éeﬁail which mey ve required in a Epecial Color Plape For
" gummple, subdivisions of Classes Ha¥ and A" may be required in
jolnbly allacabed fucilitios for Speoial Color Plans which simulate
an actual ware Thile one supply branch can direct prefcrentisl
trentment of ord-rs within » Pacility ai&aa&taé +o it along, beo
sonform to chenging miiitary situati§n$ op errors of estimates in
Feobtoyy Plans or gpeeific Progursment ?1&&55 aifrerent priority
rebings may be nscesiary &8 petween different supply branches and

the Favy on orders in the same faoiliby.



