ALLOCATION

(Lecture delivered by Lt.Col. John A. Wagner,
before the Army Industriel College, Nov 12, 1928,) .
i

It may be well to state first that allocations of facilities
for the production of 1tems and materials are now being made totthe
branches with avview of the branches making tentative agreements
for the procurement of supplies as well as informing the industry
of the mlitary needs, and thus preventing shortages of things when
needed that may be in actual existence in great quantities,

We know that during the last war this country could produce
and did produce many things 1n much greater quantities than were
nceded by the combined requirements of our own military forces and
those of our Allies and that at the same time the industries failed
to meet these demands  As an instance of this the industrial history
of the war show many shortages of steel with a total militery demand
for less than 25% of thc output of steel. The entire fault was the
result of no preparation We did not know what we wanted and of course
industry did not know.

Now we bave based our general mobilization plan on an assumed
nmajor emergency which will reguare our most strenuous efforts under
most adversc conditioms. In this we comtemplate the possibility of
the closing of sea lanes and all 1mports being stopped.

In order that industry may be previously informcd of the
maximum militery requirements in items and materiel that they will be
roquired to produce and of the many factors nccessary for their pro-
duction as well as thc time rote of their requircments the seven Supply
Branches of the Army, co-ordinated ®y the Assistant Seoretary ef War's
Office, are now engaged in making plans for each important i1tcm and for
the procurcment of all stratcgic and critical materials to he prescnted
to the industries of the country for production,

These plans arc based on the maximum demands that may fall on
industry in any war likely to ocour. If an effective plan is made for
producing maximum requirements, there will bec mno difficulty in procuring
less,

The basic data in which all procurement planning is premised
are the figures computed by each Supply Branch, known as "Requirements",
for each item which they purchase or manufacture. Thc computations
themselves arc based fundimentally on the rate of mobilization, and,
in addition, owx cquipment tables, rates of fire, consumption, ratcs,
etec., which nccessitate long and complicated op.ration to arrive at final
figures.
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The Allocation Scetion of the Assistant Scerctary!s Yffice is
charged with allocating facilities te the various kranches for the
production of these necessary i1tems or materials. In making these
allocations thuere we many things to be considured  Those mony things
arc whit I am going to tell you about.

I will fairst call to your attention a fuw names and oxprcssions
used and thiuir meaning as applied in this work,

ALLCCATION CF FANILITY  The allocation is the assignment
of a facility to the exclusive use of onc or morc Supply Branches
of the War Topartment for the procurcment and production of cortain
definito art.cles or materials.

FarILITY 1s used to indacate a corporation (1nclud1ng all
thear sub81d1;ryvun1ts) factorics, plants, mlls and mines, with all
their organization, porsonncl and equipment, which manufactures finished
articles in the nature of aircet requirements as well as those which
fabrie~tce raw materials in the nature of indirect rcequircments cntering
into the finished atoms.

APFCRTIGNNFNT 1s a torm used by the S8upply Branches in dealing
out to their procarcment distr.icts the part of the load of each i1tem each
disbrict will endacabor to procurc,

REQUIRFMENTS 15 a turm used by the Supply Branchcs indicating
the quantitics of each article of things ncedcd and 1s determincd from
the rates of mobilization and numbers to be mobilized considered with
orgamzation and supply tables.

ALLCWANCE TABLES recfer to tibles of allowanceos of material or
rtems to the procurement branches to mect thiar requirements. Replacs
Accopted Schedules of Production in making Speeific Frocurement Plans

v RBOUIREMENT TaBLES refor to tcbles of rcguirements of procurecment
branches showing the amounts of mat.rial or gquantities of i1tems nceded
to meot their plans,

CAPACITY TABLES refer to a set of tiblus giving the capacity,
location and kind of product of each facility of the counbry as a result
of survcy.

ALLOCATINN FRCTION

Very close coordination i1s requarcd with a2ll the othoer parts
of the office and the supply branches. This 1s particularly true in
relation to the Triority, Facilities, and Frogress and Requiremcnts
Scetions and 1s remotely rclatecd to the Army and Navy Munitions Board.
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The scttlomnent of power, labor and transporvation problems
arc decentralizcd to the districts ana as pow.r surveys and trans-~
portation pluns arc now unaer <fevelopment, the tormer unaer Jistrict
Engincors ana the latter under District ohicfs coopurating with Regronal
Advisors of the var Service Div.sion, the allocation of thesce faectors
are not made by the Lllocation Section, in fact thoy are not to e
allocoted bat othorwiso conbfrolled 29 and when nccessary,

Put the allecation of factories for finishea articles, and the
allocntron ol plaﬂﬁ for raw water.als are subjects of this secction and
the Cormooirty “ommitties  L_kewisc, the Irogress and Requ.rcments
Section cannot kecp posted on procarement plarn.ng unless reyorts are
receives on nllocalion  CJooperation with frior.ty Seet.on .s also
necessarys in order that allocation mey be lim.tea to the most cratical
1tems  Tre Facilitics Scebion 1s inbercstee trat allocrtions are made

1th 9 vicw of climineting conversion or plafl or tae creat.on of new
plants. Tne rac.lities Jection must also werk in close coop.ration
with tre .1location Scetion, 1n order to avoid planning the ercation
of new fa.ilities, when sufficient resovrces are alru~dy 1n existences
However, tne Allocation Section hos no compilation of survevs, of all
tne industries, of the country, one unt.l 1% eoes have such a file,
gquest.ons relating to national resources can e answered onlv after an
exbaust.ve study, bv e¢ach branch in ceacn aistrict, ~nd then only for
the incividual article which has been investaigated. There as onc
proposed agencv, howuver, under control of the Facilities Scetion,
whach, when opcrating will furnish this informat.on, as well as that
necessary to prevent overloading ccrtain aistr.cts  This is the DPistract
Adv.sors Office, to ke set up in each procurcmunt district, headed by
a civilian ippointec who will be .ndeperdent of all branch representatives
in that a.strict, His dutics are outlined as follows.

a List of all facilities in his district
b Render pcraedical reports upon busincss
conditions witnin his aistrict,

¢ Reccives copy of each order placed in ris district
by Toech branch procurement officer,

¢ Set up and kcep up to date f1les showving -

{1' Unallocated existing facilities
capable of producing war materiel for either
direet or indirect rceguirecunents.

(2, Existing facilities not capable of
producing war materiel.

(%) Extont to which existing plants are
occupied by unfilled orders,

(4) FPFacilities suffering from war restrictionms,
failure of trade, or of supply, due to war
conditions,.



However, the organization of this agency 1s a war-time
project, hence cannot influcnce allocations during the plainning
period. It is, therefore, apparent that, while the activ.tics of
the Alloc.tions and Facilities Section are allied, there 1s no
interlocking of pecacc-~time functions.

Of course, a focility 1s of no v~luc without suffacicnt power,
labor and transportation, We essume these factors arc available in
normal times and, generally, in double the omounts required by our
domands as, with certein exceptions, the load %o any one facilaity is
limted to 5€% of 1ts normel capacity leiving the remainder to mcct
civilion demands. Furthermore, allocations of focilitics are generally
limitcd to those of over onc handred thousand dollars ($100,700.00)
capftalization In addition to those therc ire many other facilities
not suitnble for any of our purposes. Thorufore, these particular {
factors are usually more abundent than their needs., But this 1s all ; \i‘
taken care of in the districts at present and will be until nearly all MprN
of the Spceific Procurement P1 ns have been submittcd when 1t will then
become .. qucstion for sctitlement for those particular scetions of this
office which will be referred to later.

The conncetion of this section with the Army and Navy Munitions
Board is through Allocations Committce A~2 of that Board which takes
up and considers the allocations of facilities in which both services
may hecome i1nterested  Already 204 joint allocationschave becn agreed
to by this Cemmittee {174 of which were food supplles).

MAKING LLLOCATIONS

When requircmwents have been doterrined by the Supply Branches
those are apportioncd (or divided up) to the various districts for
procuremcnt  Thesc apportionments are carefully considered with the
intention ef an equal division to each district depending upon the
production capacity of that district to produce each 1tem., In order

to prevent overloading any particular city or locality the district
officer atboempts o further distribution of the load. In this, of course,
he considers the approximate totel load of all atems he will have to

procure weighcé agninst the total capacity of the localities in thear
ability to supply all the factors to meet his requairemcnts,

This adjustment of requircrcnts to capacity has been done by
taking advantage of the following lines of information,

(l) By dctecrmining the present cap.city (roughly) of facilitaies
which manufactured the particular requircment during the Worle Var,
A record of contracts i1s usually available to determine the names of

facilities and epproximate war loads,
(2) Peace time contracts.
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(3) "lhomas? Register of amcrican Monufacturers", "Bradstrect!, "Dunn
B » "atalogues or Capacitics of special industries published by
Trade Joarpals, Socicties and associations, Trude Librarics ind Sttis-

tacs (4) Informwation received fror Pept of Comrerce, € .nsus of Manu-

o angin or 1nformation on capsecities of manufactures.
facturb{§>a¥ﬁcg{{ng§ o§ 5;s+rlct gﬁiufs in Wa%ﬁlngton and apportioning

loads cfter such conf_rences.

(€) TUtilization by Chicfs of Supply Br nches of Committecs of
Advisors on ¢lloeations, composed of outstanding industrialasts

After equitable apportiomments have been determined bhe Dastrict
Chicfs are informed of their quota of the total requirements by Chi.fs
of Supply Brunches. They are alsc informed of the total requirements
of each item on all daistricts so they may know how they fit into the
whole scheme.

PRELIMINARY SURVEY

Tne nuxt step 1s for District Chiefs to size up the situation in
their dastricts nd obtain a preliminary estimrte of the foeailities
required to produce their quota of the requircments, any of the methods
mentioned under "apportionments™ may be used, but questionnaires are
not permitted and personal contacts in preliminary survey will e
limited to those c.ses where information is not othervise obtainable ss,
for instance, now plants having been established and not yet included
in publications and then 1t must be so conducted as not to projudice
the facility ~gainst the branch of the 0ffice of the aAssistant Scerctary
of Var,

Thais preliminary invesbigation has the purpose of determning
whether or nct the branch wents to submit requisition for the alloeation
of the feecility for physical survey. In this inmitial estimate of the
situation only those facilities not allocated to any othor branch (as
shown in the Field Directory) ~re availible for consideration except
in cascs of possible joint ~llocation which will be mentioned later,

In the preliminery survey = general i1dec 1s obbained as to the
cquipment, process of manufacture, and c-pacity to produce the preoduct
wented, and the general desirabilaty of the facility

As a gencral rule, and espceially an the larger districts, where
all bronches have planning representotives, 1t 1s desired by the sssistont
Seoretary of Var that beforc a branch request the alloc.tion of a facility
the representatives of all other wranches be informed of i1ts intoentions
and reach o common understanding. Lf two or more branches are intcrested
1n a feeilaty a joint request should be made for 1% to avoid joint allo-
cation  Branch Chicfs mey reapportion that part of the lo~d to another
district, or he may forw-rd the rcquasation for a joint allocation,.
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SURVELS

Excupt for the production of purcly military items focilities
are alloc ter to supply articles normally produced ey them. But in
spocirl cosces, however, and before such A decision 1s roached, the
entire counbry will oc senrched with the view of locating ~ froilaty
already couwipped to produce the i1tem, or 1f no sach facality can be
locabed then the particular facilaity that has siml-r equipnent or
monufacturing processcs, regardless of 1ts location, will be ut.lized
In no c.so will a gquestion of this nobture be left with the RBustrict
Chief who has no knowledge of the cvn.labality of the desirced plants
in other districts.

PURPOSE QF SURVRY

4s o rule the more nearly the malatary article appro-ches o
commercial article the less Jdarficult will be 1ts procurement The
survey has for 1ts purpose the deturmination of whether the facility
1s the best pricticonle type of estoblishment to producc the 1tems
required, whether 1t can furnish tne article wanted ain the amounts
desiree and within the time required, what caprcity of the facility
1s t0 be utilized, and whethcr adequate power, lubor, transportation
and houasing facilities are available

In planmaing tre procuremcnt of commerci 1 or near commercicl
1tems not more than E0% of the normal cep c.by of o fecil.ty should
ord.nar.ly ke used, The full normal caprcity together with such in-
cre- ses of output that could be made by merely increesing the machining
or other quick methods not involving extensive .lterntion or chonges
should bpe mnoted with a view of utilizimg the increcased production in
case of nccessity., This 1s especially true in pl nning for the procure-
ment of trose 1tems in which a shortage mey be anbicipated. <n o1l those
cases the nveilability of all “nctors entering into the production must
#e 1nvestignted to the entire shfisfaction of the plenning officer as 1t
may not me safe in every instance to rely on the say or judgment of the
monager of the facility as 1n the instance of two or morc facilities which
may ®e unconsiously depending upon the same supply of labor or materials,
or other factors. It 1s the duty of the officer, 1n some instances, to
survey not only the perticuler faciliby bub sources of 1ts supply in con-
nection with othe. feecilities i1n the same loc~lity even though the use by
him of the others £s not contcempl-ted,

In cotlecting his dnata lhe officer moking a survey 1s responsible
for i1ts completion so that the facility may be uscd ®y another bdranch
1f 1% 1s foind unsuitnble for tnc purpose of his survey and will report
rosults to other dastrict officers and to his @ran#n Chief with appro-
priate recommendation. This 1s to prevent the several Supply Brarches
from approacking industrial organizations at differcent times  When
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the facility 1s not to be used by tre Branch the facts will we re-
pertea to the 0ffice of the Assistant Secretary enclosing a ~opy
of the Survey with recommendat.ons for cancellation In case tlre
faci1laty s desired by the representative of another Branch in the
same .istrict application for allocaticn will acromrany the report,
8treraise, the sarvav will oe sent br the Ass.stant Secretary to

3

the branch for whi b 1t was re~ommended brs the ot f.cer making surve,.

PERSUWNNFL USER

Either Regular Officers or Reserve Officers way be used for
making survers tab Rewerve O:rfi-~ers shou.d never be used to v.s.t
a fa~ .1ty tPat 1s 1n a siwr.lar or l.ke pusiness because of traee
seerets and tne matural traace jealousies that are always present .
Whoever .s used for contact with industry mrust be carefully sele.tea
on the grounds of experience and personal.tv They stould fully
undcerstane the prainciples and pol.cies of the.r own kranch and of
tle Cfr.i~e o1 the Ass.stant Secretary of War. They should te filly
wosted on requirements 1n order to present a definmite prodblem to
induslry and let 1t be known t at trale ssecrets and all other in-
formation regarding the fasrlity will ne kert strictly confiaential.

PUPTOSE OF ALLO ATIONS3

Broadly stated tre purpose of al.ocatior 1s to climinate
carpebitien wvetween proouring branches and to distribute tre loas
on industry, te be readv to start produstion, prevent confusion
in a hurried attempt to place orders, to place orders with facilities
a®le to procace tne articles, prevent congest.oon in tho matter of
raw mator.als end to esbablish a flexible system of planning ahesac
to wect tle flactuating situation which will arise in an ewergerecv,
frilc a—ealability of power, lahor and transportat.on ma;y be assumed
w.thin the dustri.t by having adjustreonts de~cntralized to the wax-
1mum under Distr.ct hicfs and proper croperation by trem, the
allccation of plants, produ..ng crit.cal raw mater.als arc factories
furnisning critical art.-~les, 1n whizh shortege 1s most likelv ta
oc~ur are finally clearea for prodiction through Commwodity Comritiees
in order to effect similar aajustments tarcughout the industrv and
over tne wheole fourteen distraicts,

AUTHORITY FOR ALLO ATIOND

Ce.tion fa of tre Nat_oral Jeremnse Act of 1920 charg.ns tre
Ass.stant Teerctary of War w.otr t-» assurance of adeguate provision
for tve¢ mobti’izatior of materiel and .ndustriel organization irplies
reasonanle methods of cxecution Fubt to legally exccube this direct
metrod of pur-has.ng the exaistence of an emergency must we aecelared
e1tber ty th~> President or the Secretary of War as provided unaer
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Section 3709 Fevised Stitutes which dispenses w.oth the nccessity of
peace time limitetions <ffecting government purchases  Becouse

the purchases th~t will be made under alloc~tions will only becone
effective 1n event of "mar and actually executed after a decl-ruation

of 1ts existence they can be made witboub advertising therefore plans
for purchase can be carried oub.

JOINT ALLOCATIONS aND SURVEYS

When a facility 1s assigned to two or more branches for joint
survey the initial approach will be made jointly by representatives of
the branches concerned If impracticohle for the branch representatives
to appro~ch at the sime time the first appro-ching should inform him-
self of the nceds of the othuer branch concerned ind inform the facility
of the joint dem~nds and that 1t will probably be visited later by the
other represcnt-t.ves  This lets the facility know the gross demonds
that mny be mede on 1t and by whet branches.

The ~llocation of a freirlity to one hranch does not necessarily
mean that other branches are prohibited from getting supplics from
1t, but 1t does mean that the br-nch to which allocated will be permiticd
the sole use of 1t 1f The entire oubtput i1s needed by thot dbranch or un~
less the chrnge requested comes under - priority of eritical items,
Bach case of this mature will be settled on 1ts own merits The usual
defense, however, of the”branch to which allocated would e thet plans
have been completed which would torke 50% » == off more of the facilityls
caproirty, or that the survey of the facility has o.en completed or
nearly so and the frcility objects to further survey for the requ.re-
ments of cnother branch, or that factory plens arc under preparation
or have becn completed

But 1n c~se a joint allocation 1s deemed advisable and the
request 1s approved 2ll demands of oth r branchis on this facility must
e presented Lo 1t Through or by satisfactory arrangement with the
branch or brenches to which 1t 1s allocated.

Purther, in 111 requests for joint surveys of facilaty for-
warded t0 the 8ffice of the ussisbant Seeretory (through franch to
vhich nllocated or referred to 1t ) the branch making the request will
accompary 1t with a statement to the effect that 1t 1s uneble to place
1ts requirements clsewhere within the district ond that so f~r as
present surveys in all districts are concermned no surplus capoccity
is available.

In mnking decisions on regquest for joint alleocations the
Lssist-nt Scercebory will olwuys ®e guided by the priority of nced
for the items., Cnses may arise where the very best defense from
a4 branch viewpoint, would mneccssarily be disregarded,

8.



&wing to the present trend of industricl consolideotion wany
facilities producing differcnt things are coming under orc monagement,
Many of thesc consolidations are made 1fter the 1lloeation of the
facilities consolaidated have been made thus ®ffecting a joint allocation
when such was not intended. In some instances o facility had been
8llocated to produce a certain thirg but on consolidation i1ts products
were changed to something else. Trese cases frequently ceusz a general
rearrangement, concellation ~nd realloc~tion of £ cilitics. Where the
productg of these freilitics ~re not ch nged by consolidation 1 joint
allocation of the moin office 1s made but each plant romains llocoted
as Yefore the consolid-tion.

MAIN OFFICE CNLY IS LL&ZLTED

4L feeality 1s allocated by the ncme wnd eddress of the main
office only Where o facility has several branch factories 1t should
decide for 1tself how these shall be uscd to meet the mlitary lond
For exrmple, thce he~d offace of 2 firm alloc-ted to the Quartermester
Department 1s 1in the Boston Vistrict, the furm hes a frctory in Chicago.
The Disbract Cnicf in EBoston by persontl cont-ct arranges to plece
his requirwments wath the foctory in Boston as usuel. In case the
Chicago District Chief desires the Chichgeo factory he makes his rcoquest
through the Boston District Chicf who, agrin by personal contect,
arranges with the hewd office of the firr informng the Qu-rtermester
Gencr~1l of such arrongement, Tho Chicago representatives will then
survey the facilaty as 1f 1t were an origainal ~llocation

On the other nend the head office of the comprny may desirc to
t-ke but one order in Boston to cover the requirements of both dis-
tricts and distribute the work orders thcmsclves In that case the
Roston Chief would notxfy the Chicago Chief and the Quartermaster Generel
of the arrangement  The Chicago Chacf would ~rronge for the survey
of the plant nd for the necessary inspecbion nd accept-nce of the
supplies.

These arrangements carmot be concluded between branches without
the epproval of the Assistrnt Scercet ry of Wer,

SPECInL CaASES

Bwing to the frot th + 1t 1s known in ~dvanco demunds for certain
1tems £nd mrtoricls will be mode by practic~lly 11 supply branches,
and, 1n some cnscs, the supply will not he sufficient to meet the com-
bined dem nds of the Army ~nd the Nevy the following hrve becn breated
as speci.l cases .nd ~lloc tions were suspended pending recceipt of the
comkined requirerents

The General Blectize Cou,
U S Rubber Co.,

St rrett & Co.,
Westinghouse Blectric Co
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The General Motors Corporation wis suspendce but his been
released 4o the Ordnance, Quartermnster, Navy ~nd asir Jorps for sarvey.

w1l of these frcilaitiss will an time be completely surveyed,
When that h s been cecomplished "nd the combined requirements in
detail arc known some kind of an arr ngement for production th.t will
be agreeable to o1l concerned will be rncde Eithor certain plants
w1ll be singly or jointly alloe~ted or ~llowences made as in steel,
or both methods used, whichever appears at thit time to be the most
proctic~ble,

In a case where 1t 1s now known a shortage will exist 1t 1s
more than likely that 211 pl.ns will be finmished and on M-Day, and
after, priority orders will be i1ssued depending on cenditions at that
time. This wrll not prevent the branches of the srmy and the Navy from
completing their respcective plans as though thay were certoin of the
complete cxecubtion,.

SUB-CONTR. CT3

Supply Bronches will not ordinarily request the nllocition of
facilatics to be used as sub-contractors to furnish raterials, patrts,
or supplies to prime comtractors. Howcver, a prime contract TRy
specify that certain materi~ls or parts be furnisned by the government
In that e~se the contr-ct for the procurement of thesc sccondary
articles would be a prime controet to the govermment and not a second-
ary contract for the contractor.

A prame conbract in this sense 1s defined as one whore the
Govermment cnters into A comtract with a facility to furnish certain
supplics or maturi ls ~nd p~y s for them ns such alloc taons of
facilitics to BSupp ly Branches ere mnde with the intention of placing
prime contracts. Any departure from this policy wall be ~pproved
only in exceptioncl c.ses Exceptional cascs, however, would be
considercd s the ellocation of a facilaity for the production of
critical raw meterials or component ports to apply to or e used Wy a
prime contr-rctor. OSuch on applic-tion would be referred to the proper
comnodity committee 1f for raw materi~ls or 1f for o cribical 1tem,
such as Machine Tools, then to th~%t comrattee,

RAW M.TERIALS

As I stated ot the beginning a factory is an cst-blishment
monufacturing finished articles and o plant 1s considered as producing
row matericls, The #llocation Scoetion allocates both plants and
frctories,
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Often there may be overlaprping in the question of raw n tericls
finished products and conseguently in fuctorics =nd plants Wipere a

factory 1s 1lioc~ted to u branch for the supply of finished products
1% 1s presuncd that tnc plons cover all the slements uscd in gxroducing
the thing, such s raw m~terils, l-bor, powur, ctc There moy rise
c.ses in which the governwent will hrve to either supply sone of the
rateri~ls or assist the Bacility in securing them. Theose crses will
be cloarea trrough the propor Sommodity Cormittee or Section of the
&ffice hndling the sdbject as has been dene with the requirements

for steel,

asked to include in futurec revisions of the plans the requirements in
labor, power and tr nsportntion. This will be shown by districts

ond localities, By that time the Sections 1n the “4ssistant Seerstary's

Office interested will h ve made ~ survev of those f~ctors. :lso com~
plete studics will huve been mode of 21l eritical and strategic raw
meberinls Then this data, thot 1s the q-n¥itiesofl mrterinl, labor,
powrt and transportation, will be listed by districts as stated ir the
plans for each 1tem and compired with the quantity availiole in that

Lae

When plann.ng hes progressed to the stage wnere most of the 4
Specific Precurement Plans h ve beun received the brenches will then be

.nd

district, or for the totals avaal ble for the matericls. It 1s expected

the loads will then nced readjustwent lifting some plans out of one
localaity to be placed elsewhere and gencrally balemeing up the loads
over thc entire country.

SUSPENSICN ON STEEL

A suspension on the allocation of steel facilities wes made with

1 view of t.king care of the requirements by meking ~llowances to each
branch on the various steel plants. This was donc for the re son th-t
no onc plant produces o1l the thangs, or kinds of mrterials any one
branch desires, and, gencrully, the larger plants produce in much
greater quantities then the necds of ~ry one branch  For that reason
the syster of issuwing allowaneds to broanches in place of alloc tions
has been adopted, There are exceptions to this rule however., The
exceptions were made 1n specicl cases for tre production of special
non~comrerci~l i1tems not generally used by more than one branch, such
as strinless stecl for air Corps, se-mless tube for shell for €rdnance,
and porticul-r kinds of wire for the Signal Corps, c¢te, These allow-

ences moy be referred to in making up the Specific *rocurement Pl ns in

lieu of using the nccepbed Schedules of Production. But Accepted
Schedules of “roduction do Appear in the Spceific Procurement Pl ns
for the 1tems mnde from this steel as, for instance, rifles. This
rifle 1s covered by a Specific Frocurement Plan which details the

methods of 1%s procurement, while stcel from which 1t 1s mede 1s 1ncluded

in the Ordnance Schedule of Requairements and 1s allowed the Ordn~nce
Department in our illowance Tables,

11.



-

48 onothor instance of adopting this systerm a plent could h.ve
peen alloc~tcd to a branch for the production of ~ sm~1l qu-ntiby of
sone simple 1tem, such as nails, which would probably prevent this
foealaty from being requested by other branches, teccuse 1t was pre=-
viously allocatoed for o small quantity of ncils required, probobly
one or two percent of the capacity of the plant when the plant was
capable of making many other 1tems.

Eranch requirsmcnts in steel hrve ®eun presented to the Commadaty
Committce on ifron and Steel These requirercnts were mande up by the
croncncs showing the classes nceded by districts. Py agreement the
N-vy presented their total requircments which was handled the sam. as
those fron the branches,

! survey of the cap city of the coruntry was mede up by the
Commodarty Corrattee on Iron end Steel  This dwta wone wsken fren tie
industricl survey of Cteecl and Iron whieh was m.de and published
by the “ron ~nd Stcel Imstitute. This information was listed by
name ond 1oc tion, classes of materazals and capicities of eich under
the foart cn VWar Department Districts The classes refer to the .dopted
nine cl sses of cormercial products and indicate shapes rather than
gualitiss sach ~s,for .nstance, forgings, tubing, structur.l stecl, ete,
This svrvey 1s ~ 1lled O p caity T bles.,

Besed on bronch Requirements T bles and O-p-city T-bles, the
Allowcnce Tobles were constructed and show for coch branch i1ts cllowances
in a1l of the nine classes for ~11 of the W r Departrment Districts.

The principle of allowances of Stecl una Iron 1nstead of
olloeatron of facilities hrs not been found agreeable to all Supply
Bronehes. In fret, 1t 1s like many things we do, 8 1n n expcrimentel
stage looking for the most suit~tle means of occorplishing an ord cn
which we o1l ~grce. This 1s o good subjcet for the students of this
college,

REQUIGITIONS

-

I w1ll not go into the detailed working of this office, but will
succinetly refoer only to what 1s done upon the receipt of = requisition
requesting the allocation of focilitics, Upon the receipt of a re-
guisition from 2 Distract "hacf, through his Br nch Chi.f, rcquusting the
elloc~tion of » porticular facilaty 1f by refercnce to our records it

has nol been ~llocated and no reeson eqists for refusal, the recucst is
approved, nnd the facility recorded,

1z2.
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If tne request 1s for a joint ~lloeation 1t will be refusecd
unless » reason con be found for opproving 1t This 1s to discouar ge
Joxnt ~lloec~%ions.

Upon the alloc tion of a foecilaity 1t 2= made of record on o
card system showing the name and location of its head office, loc-tion
of all 1ts subsidiaries, products, capacities when shown by requisition,
War Dep~rtment District Nurber and the Branch to whom alloceted  Thesc
cards ere kept up to dote by reports from Supply Branches,

There 1s 12ssued %o the field annu~lly 2 Field DPaircetory showing
the newe end location by districts and to whon clloecated

SUMMARY

To surmerigze whot has been dons, what 1s now being done and
what should be dene in the future I may add

(1} & ccrmon reebing ground is neccssiry for purchesers to
adjust conflicts ~nd obt in o view of the entire plan,

(2) 1In order to nccomplish first the work of the greatest
importonce a list of the most esscnticl items made in their ordor of
priority has beun mrde by e~ch bronch on which request for ~llocotion
1x bascd,

(3) Cper~tions have been dcocentr-lized ond control centr-lized,

(4) Allocation records should ultim-tely show the vercent ge of
capacity of facilitics the branch intends to utilize in ecrder to use the
remeaning capacity 1f necessery  Thas mny save the necessity of con-
version or the conmstructiron of new facilitics.

(5) In reference to steel and iron, machine tools .nd other
critic~l 1tems allocation for production cannot be effectively co-
complished until industry i1s presented with - defamite schedule of
requircments  Settlement of steel by allowances 1s ncoer accomplish-
ment. Survey of the Mrchine Tool Industry is now being made nnd
Studies covering 21l critical and strot-~mic rouw materiols ~re an
Progress,

(6) .dviee of industrinlists 1s nocessary for the proper con-
struction of such vast plens .

(7) Allocete to erch freility work suited to i1ts purpose so thet

any conversion nccessary may be directed ~long strata of manufacturing
processes,
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(8) Pl-n ihe~d to use existing facilities with le st disturbance
and without cro ting new ones,

(9) Except 1n cascs th~t cammot bo ~voided ench facility should
deal with only one Supply Branch.

(18] Suggest cltcrnote type of egquiprent not fclling within
the limats of shortage or falling upon types in which shortage 1s less
ccute.

(11) To date approximately 20,000 facilities have been allocated
with 5,000 canecllations, leavang 15,008 an use, This list of ¢ ncell-
ations include ~bout 3,500 foaciiibies for feod supplies which are no
longer considered of sufficiont importance for plamning, Most of the
remaining 1,500 resulted from allocating sm 11 focotrries which generally
have a short lafe, and, as a rule, are not worth much consideration.

SOME HIGH POINTS

~ ALLCCLTION =~

NOTES ON FLEXIBLE WORKING PRINCIPLES .ND METHODS.

1. Joint 2lloc tions ~re being rcduced and held to o monimur,
Re~sons () Provent conflict within ~ facility in requiremcnts
of diffurent bronckes -~ obvinting priority.

(b) War Lo.d 1s less thon 25% on Industrisl Capacity of
the United States. Ve hove 15,000 allocotions,
approximrtely 2% jointly sllocnted, in fact, 357
Jeant alloe~tions with the apmy end 20 within the
Army and Nevy for motor vehicles,

Methods- (a) Main Office (exclusive of Brench Offices) alloc~ted
to one Supply By anch, This davasaion of industrial
lines 1s possible to slaiminate conflict.

(b) At present facilities not allocated for inconsequential
commercial requirenents,

(¢) Inconsequential facilitics are not allocated, only
"a" roting in "Thomrs! Register of Aricrican Manue~

~cturers" and above,
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fd) Branch heving alloecation presents requirements
of another Branch or arranges for nther Bronch
t0 present regquirements direct,

(&) Other Supply Branches in lorpger districts are
informed of intention of the Supply Branch noking
request for alloc~tion.

(£) "ullow-nces" ray be established by the assistant
Secretary of Yer as in Steel without «llocetilon,

(g, Branch having basic allocation surrenders its
exclusive inberest in a facility when jcaint
~llocation 1s mrde by the Assistont Secretary of
War.,

Feeilitices are ~1llocated to the Supply Brenches by the Assist nt
Secrebary of War, ( Requirerunts are ecpportioned by the Supply
Br rches to their rcspective districts.)

The Bronch recquests Joint alloc~tion through the Branch to which
allocnbed. Unless o Branch holding basic allocation can defend

1ts amberost, the facility may be transferrcd to another Branch,
l.c., Focotory Plans prepared, facilaty objects to further con-

tr cts and plans, load gre ter thon 50%., The Branch requosting
Joint ellocation has to defend 1ts position, 1,c., no other
facilities avarlceble En the daistraiet; foeilities now allce~ted

not adequcte, statement of requirenents cn o faocilityj; production
1in district 1s eesential to Procurement Progran. Bach case decided
separately by the Assistant Secretery of War on 1ts merits

Allocations ~re not made for subcontrectors where the Governnent
does not have the prime contract. In case of surplus supplies no
allceations arc nceessary, for instunce, Qu-rtermrster Corps on
Foods. Wherc supplies are criticnl or strotegic advise 1s sought
of Cormodity Cormuttzes.

guspended Facilities ~re not ollocated until requirerents of all
Supply Brenches becorme definitely known so thit they ray be pro-
sented comcurrently -- Feneral Electrac Cc., U, s. Rubber Co.,
Starritt & Co , Standard Y11 Cormpany, etc,

Where requirenents of sever~l branches exceud capacitv of industry
the nocessity for ~ Cormndity Cormittee may develop (cs 1n 4ptical

Glass)e On the other h.nd, the work of War Scrvice Cormattaes
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may preferably be decentralazed by surveys in the districts such as
with Seamless Tubes and other critical, non~corrmcrci~l and specrnlly

fabricoted steels. In one case the corrittee may recomrend alloe~tiors

and 1n the other the Chicfs of Branches in the usual way.

Some critic 1 1tems nced no Cormodity Committee to c¢ffect allocation,
such as armunition, mnchine ~uns and other itung peculicr to one
Braneh, For surplus comriodities no allocation under prime contracts
may be necessory Foed 1s a rood example.

The Field Pirsctory pubtlished by the wssist.nt Secretory of War gives
famcilaties allocated to Supply Bronches and the Navy It 1s revised
every six months,

Request for .lloeations are based on priority lists of essential
1toms.

Each Sapply Branch selects a number of ~lloecated facilities for
reserve. B¥ata on unallocated facilities or a General Rescrve 1s
kept 1n the Facilaties Section.

Puel, power, lebor, tronsportation and funds are not allocatea by
the &lloc tion Section, olthcugh, quest.ons of shortage which affect
allocat.on of facilities are referred to these Scetions bofcre
gllocation of facilait.es 1s made. Materiol 1s not allocabed as such

by the Alloc~tiun Scetbinn, but through the Cnordinator of the Cormodity

Cormittaes.,

Loads on farilaties lirited to 50% roxarun output at full nonthly
rate of opcration vith exisbting plant facilities., Conpcstion

in distriets mery be anticipeted when load 1s gunerally in excess
of 50%, ZFor several brarches end new Bocilities, extensions, etc.,
s may upset normal supply of power, labor, transporbtation, fuel,
finance, cte  Necessary stetistical dota 1s not yot available

to i1nclude 11 these fachors for annlysis,.

P

Reports of Survey on Jencolled Facilaties are submitted to the
Assistant Secrobary of War for reference $o obher inberested
branches. ©Other branches in districts are also informed of intent
to cancel where practicable ot The time hefore sendang . on %o
Wasnington.

The Allocation of Faecilities replaces the Clearsnce of Orders
which was us ed during the World War,

The same principles apply to methods used in Commouity Cormittee
A-2, Army and Navy Mumitions Board.
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