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1. Definition. \ Czd ;7? ;7?52F“

Priorisy as applied to industry involves the selective mobili-
zetion in the distribution of production to the end that essential
reguirements be met in the order of their urgency. It embraces
not only primary requirements -~ finished products -~ but involves
an orderly flow of such secondary snd intermediate reguirements as
mey be necessary for production,

Priorities are designed to meet two conditioms.

(a) Vhere the supply is inedequate to meet the demand, and,

{b) Where the supply meets the demand but the needs of one
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The necessity for exercising the priority
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the following.

{2) Phen we entered the war we found that in order to carry
on our war activities we required vast quentities of
munitions thet were not immediately availsable,

{v) All of these munitions, including those considered
essential, were not of the same relative imnortance,

(¢} As the country was slready at war, the time factor was
obviously of primary importance.

Confronted with the task of vroducing a volume of munitions thet

clearly would severely tax, if not exceed, the capacity of the
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country; of producing these munitions in a logical order, that is,
the most important ones first, and et the seme time memintaining &
proper balance so as to avoid absurd results, such as rifiles

without emmunition; and of accomplishing all this in the shortest

possible time, we were forced to mske extensive use of the priority

function,
B Purpose,

Briefly, the Purpose of Priority wes to.

(a)} ZExpedite deliveries of munitions necessary for carrying on
the wer,

(v} Assist industry in meking deliveries of essential munitions
at a specirfied time, end in the quantities required with
the least interference of the production and delivery of
other necessary items.

(e) Curtail the production of less essential materials and the
suppression of the menufscture of nonessentiel items.

4, Evolution of our Priority Control. (Historicel) {Chert No. 1)

April 6, 1917, The Netional Defense Act of 1916 provided =
meens of commandeering plants where preference was not given to war
orders,

May 3, 1917, The Priorities Cormittee was appointed by the
General Munitions Board in compliance with instruetions from the
Council of Nationel Defense. Its rnstruetions were "This com-
mittee shall exercise full power in the determination of priority

of delivery of msterials and finished products whenever there is a



confliet in delivery, in accordance with the general policy of the
Government,"” They d1d not consider theat they had eny suthority

to determine the priority of c¢ivilian needs, At this time their
status was advisory and their decrees not necesssrily binding,

Mey 29, 1917, The Act of this date gave power to the Intere
state Commerce Commlssion to use cers in such a menner which, in
its judgment, would best promote the public interest. Here was
the basis for the great power thet could be wielded by the
Government in executing priority rulings.

August 10, 1917, The Preferential Shipments Act gave express
authority to give priority end preference to shiuments essentisl to
nationzl defense and security.

September, 1917, A Priorities Commissioner wes appointed who
was a member of the newly formed Wer Industries Board and wes
cheirmen of the Priorities Committee,

Priority Cireculers Nos, 1 end 2 were 1issued
on September 31, 211 ordere were 0ivided into three clesses with
numerous subdivisions, Orders issued before this date for direct
{military - navel) wer needs were autometically pleced in A-1 and
Allies?® orders were placed in A-2, 411 future orders were 1o go
into Class C unless covered by certificates or instructions,

Merch 4, 1918, The President delegated wide executive powers
to the Chairman of the War Indusiries Bosard.

Merch 27, 1918, Upon the suggestion of the President a
Priority Board was formed to bring about more concerted ection re-

specting priority of delivery and to synchronize priorities within
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the Covermment and with industry. On this seme date, the Board
igsued & "Generel Classification of Purposes demending Preference
Treatment® for the guidence of &ll Government agencies in pro-
duetion, supply, and distribution of rew materials, finished
products, power, fuel and all meens of transportation.

£pril &, 1918, The Priority Board published a list giving
the industries that were to receive preferentisl treatment in
supply and trensportstion of coal and ccke,

Mey 20, 1918, The Overman Act giving the President power
to redistribute functions emong the executive agencies.

May 28, 1918, The President reaffirmed his executive letter
of March fourth and sepsreted the War Industries Bosrd from the
Council of National Defense.

July 1, leis, With the spproval of the War Industries Board,
the Secretaries of the War and Nevy, the Chairmen of the Shipping
Board and the Emergency Fleet, the Priorities Commissioner published
Circulsr No, 4. This elassified s8ll orders and prescribed the
menper in which preferentisl treatment could be obtexned sutomatically.
(The scope of the previsions of this circuler will be taken up later,)

July 17, 1918, Supply Caircular No., 50, Purchase, Storsge end
Traffic Division provided for the esitablishment of the priority com-
mittees in each supply buresu, The conflicts within the bureaun were
to be settied theré; the requests were then transmitfed %o the Army
Priorities, Wavr Department; and after the bureau conflicts had been
deci1ded, the requests were put through the regular procedure with the

Priorities Committee of the War Industries Board.
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September 3, 1918, Circulsr No, 20, anproved by the chairmen
of the War Industries Board was publiehed by the Priority Commissioner,
This clessified industries and affected 7,000 plants distributed
throughout 73 industries (we will refer to this again later]),

Non war construction was controlled and
curbed by the Priorities Division under the provisions of Circular No,
21,

September 17, 1818, Labor Priority Bulletin No, 1 marks a
definite step iIn the direction of ebsolute econtrol over labor. It
was a guide to direct the decentrelized units of the Priorities
organizetion in controlling the diminishing labor supply.

5, General Scope of Work. f{Chart No, 2)

The Priorities Committee was finally deciding questions of pri-
ority as between:
(1} fThe various departments of the Unlted States Govermment,
{2} The Governments associated with the United States in the
World War,
{3} The United States Govermment end such associeted Governments,
(4) The United States Government and individuals,
(5} The Governments associated with the United States end
individuals,
{(6) Individusals,
Members of the Committee specimlized in the purposes for which
the materiels were required rather than in the meterials themselves.
Informetion on meterials was secured es reguired from the Commodity

Committees,
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6. Final Orzenization. (Chart No. 3.)

The extent to which priority rulings affected other agencies
and the coordinated power behind such setion is well illustrated by
the diversified membership of the board with representatives from
Emergency Fleet Corporation, Conservetion Division, Traffic De~
partment, Food Ldministration, Lebor Representetive, Representative
Allled Purchasing Commission, United States Army, United States
Navy and a representative of the War Trade Board,

While the priority function was exercised practically from the
time we entered the wer, it wes not until the Wer Industries Board
wes reorganized in Merch, 1918, thet & positive end comprehensive
exercise of this function was inesugurated, The active agencies
consisted of:

(e} The Priorities Divisioni

() The Priorities Board.

{c) The Priorities Committee,

The Commissioner of Priorities of the War Industries Board was
the chairman of each of these sgencires,

The Priorities Divaision was one of the main divisions of the
War Iundustries Board, It was charged with the genersl mission of
distributing priority in production and Jdelivery.

The Praiorities Board waes an advisory body consisting of repre~
sentatives of various Covermment agencies affected bZy priorities.
This Board was much like & Boerd of Directors in & lerge industrial

CONCETIN,
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The Priorities Committee consisted of the active heads of the

subdivisions of the Priorities Divasion,

It was the operating

agency which carried out the policies formulasted by the Priorities

Board and coordinated the work of tre subdivision.

The Non-=War Construction Section wess added to the Priorities

Division in September 1918.

Tts purpose was to control building

operations that bad no bearing on the War,

The Labor Section was also added to the Priorities Division

in September, 1918,

priorities.

Its purpose was to control labor by means of

In addition to the above, regioneal advisors were located at the

following headquarters (Chart No. 4.)
1. Boston 11.
2. DBridgeport 1z,
S¢ New York 13,
4, Philadelphis 14,
5. Pittsburszh 15,
6. Rochester 16.
7. Clevelend 17.
8. Detroit 18.
9, Chicego 1%,

10, OCincinnati 20,

These advisors were initislly set up

version Section.

By November 11, 1918,

Baltimore
Atlanta
Birmingham
Kensas City
St. Louls

St. Paul
Milwaukee
Dallss

San Frencisco
Seattle,

by the Resource snd Con=

advisors on priorities

had been sppointed for the following distriets- 3, 4, 5, 6, 8, 9,

11, 15, 18, 19 and 20.
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Their duties were (1) To keep informed



on the oriority system and advise menufacturers and producers; {2) To
make recommendations on all applications for priority certificetes
and preference ratings (excluding power); (3) To perform such other
duties as requested by the Priorlties Commissioner,

7+ Method of Operstion.

The foundation of the effectiveness of the system lay in the
ab1lity of the Priority Division to assist industries or facllit.es
on the one hand or deny this assistence on the othexr, during a time
when extreme shortages were the order of the day,. Preferential
distribution of rew materials, power, fuel and tremsportation served
to accomplish the mission of the Priorities Division, "the selective
mobilization of the products of the soil, the mines and the factories,
for direct and indirect war needs in such a way es would most effect-
ively contribute toward winning the war®,

After priorities sterted to function, commandeering was no longer
necessery and control over commandeering was finally vested in the
Chairman of the War Industries Board,

Prioritiss Circular No, 1 of September 21, 1917, placed the steel
industry under the committee?s rulings. This circular and subse-
quent ones attempbted to classify orders and plants in accordance with
their relative importance for direct (military - naval) and indirect
{essentigl eivilisn) war needs, To get the system started all
orders which had been placed prior to Beptember 21, 1917, for our own
direct wer needs were sutomatically rated Cless A~l,. Those
likewise pleced for the Allies were placed in Class A=Z2, All future

orders were to go into Cless C unless covered by certificates or other
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instruetions,

Two methods of nrocedure were employed:

(1}

(2)

All orders were rated either by the issuance of priority
certificates to persons placing the order or by & system
of sutomatic ratings and

By classifying "Purposes demanding preferentisl treatment”
which were covered in detail by "preferential lists",

A person desiring to make a purchase or contract re=-
quested & certificate on sn established form and action
was taken thereon after reference frequently to the
appropriste Commodity Comaittee, The spplicant upon
recelpt of & priority certificate presented it to the
person or plant where he pleced the order and the latter
arranged delivery in the relative turn of the new order
with respect to other priority orders,

By July 1, 1918, automatie retirzs were established
in-Prioriiy Cireular Noo 4+ This eliminated a vast
-amount of administrative detail. To obtain these auto-
matic ratings, officials of the Government certified to
the contractor that the order fell within the classifie
cation and for other individuals to take sdvantage of
these ratings affidavits and pledges were required.
Automatic ratings pertained to Classes A-4 and below and

¢ and D.
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One Method (Chart Noe. 5.)
All orders and work were divided into five clsasses:

Class AA was direct war work of most urgent nature.

Cless A was d 1 other direct war work,

Class B comprised orders for indirect war work (or
essential civilien and rational needs),

Class C reguired no certificates but included ind:s-
tries and facilities demanding preferentisl treat—
ment as promulgated in Preference Lists,

Cless D included all other worke No certificates
were issued under this cless,

There were also subdivisions under Classes AA, A &nd B.
This lettering indicated order of priority with AL
given first preference. Irrespective of dates of orders
or certificates, work in the higher class fook precedence

over orders in lower classes to insure date of delivery

specified in the order. This did not meen that wark
should cease on orders of a lower classificetion or thet
the order should bhe completed in advance of delivery on
orders of a lower classification unless such procedure
was absolutely necessery to effect delivery on the pre-
ferred order within the time specified. In other
words this priority concentreted effort on meeting de~

livery dates on preferred orders at the sacrifice if

necessary of meeting delivery dates on orders of lower

c¢lassification,
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(2} Other Method (Chart 6.}

The method of nrocedure by preferred lists divided
industries and 1ndividual plants according to their relative
importence into four classes I, II, III end IV, the pri~
ority or preferentisl treatment with regard to raw materials,
power, labor, fuel end trensportation to be interpreted 1n
the same menner a&s in the case of orders in Classes A, B, C,
etc,, except that all needs of Class I planis were setisfied
before retioning of the svailable supply of power, materisls
or transportation to other classes,

(Chart 7.)

For example, Aireraft, Ammmmition and Toluol plants were
in Class I; Ferro-alloy, brass and copper plants were in
Class I1, electrical and food plants in Class III, Drug end
fertilizer plants in Class IV. The list finally conteined
a classification of seventy-three industries and in addition
e rating for ebout 7,000 separate plants whose importance
was considered above or below the class to which their
product was assigned in the principal list,

Priorities, Circulars and Bulletins ({Chert No. 8.)

In all approximately 80 circulars and bulletins were issued,
No, 1 related to Iron and Steel ~ September 21, 1917,
Nos 2 forms and certificates,
Noe. 3 superceded 1 and 2.
No. 4 classification of orders and werk,

no, 5 rationing to industries {Iron and Steel)
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6~52 i1nclusive, with exception of 16, 20 and 45, refer
to curtailment in industry,

5355, 56 none issued,

5¢ Lumber mswufacturers,

57-56-59,60 revocatironsand readjustments after November
11, 1918,

No. 16 persons solieiting employment +o present vriority
applications,

No. 20 plants e¢lassified I, II, III, IV.

No. 45 Power consumers having one hundred horse power con-
nected load or less will, save in extreme cases, be
treeted as in Cless I, irvespective of their
Preference Classification, Class I plants shell be
fully setisfied before the three remaining clesses,
Classes II, III sud IV will be satisfied before thoss
not on Preference List are given consideration, If
not enough to setisfy Classes II, IIT and IV will be

rationed in per cent using ratio 5, 3, 2 as the basis,

Priority Planning, Office of the Assistant Secretary of Wer (Chart No.9)

Cooperstion within O0ffice

In the organization of the Office of the Assistsnt Secretary of
War praority planning requires close coordination especially with the
following divisions and sections. Commoditiries, Progress and Reguire-
ments, Legal, Allocation, Price Control, Foreign Relations and ell

sections of the Industrisl Division.
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For example: Commodities may be classified under ratings AL, 4,
B, C and D depending upon their relastive importance in war; Progress
of Production balanced sgeinst Requirements mey show the necessity
for war reserves and a priority has to be set up on the accumulation
end meintenance of such reserves; in allocations, priority is given
to the allocation of facilities for essentisl items which are most
difficult to procure end slso priority is given to the alleocaticn of
establishments capitalized at $100,000 and over, Price control be-
comes less essential as priority measures are effectively established,
in Foreign Reletions vriority 1is placed on the importation of stra-
tegic materials while their exportation will likewise be (Cenieds

Conservation =~ Priority cireculars cover the degree of conser-
vation necessary in particular industries, end while accurate per-
centeges may be set after agreement with the industry concernsd in
war, tentative figures may be reasonably estimated 1n psace based
upon World Wer experience and present economic conditions; essentral
new facilities will need all the assistance possible in respect to
Power, Labor and Transportation and materiels which cen be granted
by Priority, finaelly, priority cireulars should be drawn up grouping
essential industries in Classes I, II, IIT and IV indicating
preferential treatment through the priority svstem after conference
with the Power, Labor, Transportation and Fuel Sections, The Legsl
Section assists in the preparation of proposed laws and executive

orders required on Priority &t the outbresk of an emergency.
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Orgenization of the Priority Section
Office of the Assistant Secretary of War (Chart 10,)

Specral duties to be performed by the section inelude the ratirg
of orders, the rating of facillities and industries, and tre publi-
cation of the necessary instructions i1n cooperation with the Allocation,
Power, Labor, Transportation and Fisesl Sections ana the Conmodities
Division which will serve &s a directive for other agencies in the
office of the Assistant Seeretary of Wer and as a guide to 1ndustry and
the contacts of Distriet Chiefs in grenting the right of wev of power,
labor, tremsportation, funds and raw materials to nreferred orders and
facilities,

Duties.

Chief of Section,

To meke all priority rulings and decide &ll guestions of policy
euthorized by tne Director of Procurement,

Executive Assistante

To aet for the Chief of the Priority Section as required, handling
detarls and advising the Chief on all important matiers.

Administretive Assistant,.

To coordinate the administrative work throughout the entire Priority
Seetion, including elso work 1in charge of rating of orders and fecilities,

Technical Advisor.

To insure, as chairman, that the Advisory Committee scts as & unit
end transacts business promptly. To meke recommendetions on all im-
portant priority rulings and matiers of policy.

Members, Advisory Committee,

To meke recommendations on Priority discussions.

)b
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Chief of Field Service.

To supervise the operation of the priority system in the field,

Chiefs of Supply Branches.

To adjust all disputes on priority which cannot be settled in the
districts, To adjust all ratings on automatic classification whach
cannot be settled in the districts.

To rate (throwgh District Chiefs) all orders A~5 and below and
special cases of plents in Classes ITI and IV and meke recommendation
on all others.

Supervision (Chart No. 1ll.)

The supervision exercised over Branch Chiefs and by mesns of them,
the ccordination effected with facilities and plants, Distriet Repre~
sentatives of the United States Employment Service Local Draft Boards
end Councils of Netional Defense, together with an explanation of the
way orders and policies are conveyed to the different units in the
districts and the channels of reports flowing back and focusing in the
Office of the Assistant Secretary of War are given in Field Service
Chart No. 1l.

{Chart No. 12,)

The sequence in which ariicles shall be manufactured and orders
£illed 1s synchronized bv onriority in accordance with the relative
essentiality of the items end commodities,

Military priorities in finished articles are established by the
General Staff =s given in the Basic Mobilizetion Plan, The rate of
mobilizebion of man power defines the rate at which troops should, 1f

practicable, be supplied, From this rete may be determined the
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sequence of industriel needs,

l§5§~ Broadly speeking, industrial priorities are effected by two methods

2 (1) Rating of orders, )
¢ (2) Bating of facilities,

2y 3 .
;@w¥#?*£ ¢+ {1) Rating of orders, S

. L

The allocation of faseilities obviates the necessity for
priority as between military and neval orders with the possible
exception in the case of joiptly eallocated fseilities, Pro=
curement plans which provide for performence by dates or in
seguence eliminate priority es between orders because they
include them or stated in another way, the plans esteblish
priority and each demend has first priority when its time
arrives, For the purpose of extending preferential treat-
ment to war orders over civilien needs these war orders may
all be rated ™A™ by eppropriete certificate of purchasing
officers sccompenied by pledges of industries concerned to
observe priority rulings on the face or attached to the
order or contract, Like certificates and pledges may auto-
maticaelly teke care of indirect requirements, This auto~-
metic rating of class “A"™ orders will serve to tie in the
ellocation of a facility for finished products with orders
in unallocated facilities for intermediates and raw materials,
Automatic ratings of orders by eertificates and pledges of
purchasing officials may likewise spply to critical civilian
needs, These needs may be grouped in reletive essentiality

by ratings YB" and "C" on the orders,



In jointly allocated facilities where the military
situation in time of war or other causes, do not upset
aceepted schedules of production or factory plans prepared
in time of peace, the rating "A" of all war orders should
prove satisfectory. A rating "AA" should serve ‘o grant
higher preference when i1t becomes necessary for one or
more orders to displace YA" orders. *4A" orders are not
automatic, this rating being granted only on apvlication
to the Central Priority authority. While one supply
branch can direct preferential treatment of orders within
a facility sllocated to it alone tc conform %o changing
militery situations or errors of estimates in accepted
schedules of production, different priority retings mey be
necessary as hetween different supply branches and the
Navy on orders in the same facllity,

The necessity for "AA"™ retings of orders in unallocated
facilities furnishing rew materials (i.e. steel) or inter-
mediates (i,e, motors} may be eliminated where shortages
ex18t or conflicts occur in time of war by a"Schedule
Systen™, as was done in the case of steel after July, 1918,
4 trmal balance was struck between the total requirements
both for each mill and for the commodity itself and the
probable production, Requirements were ad justed to
actual production, After this was effected, complete
schedules for each mill for shipment to each Goverument

Department were put into effect and checked monthly.
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(2)

s

Rating of Facilities,

A list of fecilities and essential industries which
require preferential treatment with respect to power, labor,
transportation, funds znd raw materials are ultimately to be
classified in Classes I, II, ITT end IV and published for the
information and guidance of all concerned in procurement

planninge.

The main factors used in determining the rating of the fecilities

(1)
(2}

(3)

To cepacity utilized by war orders or essential orders.
Ratings of such orders, 1.e. "A"™, "B", "C" and "D" or im-
portance of product and time product required,

Need of particuler industry for stimuletion due to its
intrinsic value and because of pesace economic conditions,

iees surgical instruments.

Ratings of facilities are %0 be decentraslized in the districts

for all except Classes I and II, When sufficient data i1s availeble

these ratings may be published in the Directory of Allocated Facilities,

The present policy contemplates that reguletions and instructions,

{celled circulars and bulletins by the War Industries Board) necessery

to effect these autometic priority control plars are to be agreed to

in principle snd prepared in draft form by the Army and Nevy Munitions

Beard before being submitted to industry, Chiefs of Supply Branches,

Procurement Districts, and other agents within end without the War and

¥Wavy Depertments for comment and criticisms,
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The Priority System for an Industrisl Mobilization Plan should be

extremelv simple and flexible and one that could easily be expanded

with & minimum of confusion and does not need to be prepared in the

precise detall which may be required in a Special Color Plan.

No summery of priority plasns would be comnlete without quoting

what Colonel H, B. Ferguson has sai1d on the subject.

"4 plan which provides for performence by dates or in
sequence eliminates priorities because 1t includes them
or 1t may be said thet the plan establishes priorities and
each demand has first priority when its time arrives., The
plans when approved by the President will have first
prioritye.

"pPriorities are not necessery except in case of
shorteges, The importent thing is to take the Generel
Staff statement of direct military priorities or the
sequence of militery needs in finished articles and Ceter-
mine the resultant sequence of indvstrial needs. Where
the needs exceed the supply, the needs must be reduced or

the supply increased. Until they are the same, we have
no plan =-- only a project or vague hope,"

Colonel H. B. Ferguson May 18, 1926, Memorandum to

Plenning Branch,



CHART NO 1.

EVOLUTION OF FRIORITY CONTROL.

(Slide No. 1

of 3)

(CONTINUED)

APRIL 6, 1917,

MATIORAL Dn~ElSE ACT
OF 1816 PROVID*D A
«EA4E OF COChuA! DTER-
ING PLAKNTE ™¥TRE
PREFERENCE VAS NOT
GIVER ™#R "0OPX.

MAY 3, 1517,

PRICRITIES CON-
MITTEZ APPOINT~
ED BY GENERAL
MUNITIOKNS BOARD,
DIR*CTION OF
COUNCIL CF RATION-
AL DEFENSE EXER-
CISE FULL POJER IN
DETCRIINATION CF
PRIORITY OF DE-
LIVERY OF MATERI-
ALS AXD FINISHED
PRODUCTS YEYEVER

MAY 29, 1917.

POVER TO INTER-
STATE COMMERCE
COMMISSION TO
USE CARS IN SUCH
A MANNER AS VOULD
BLST PROMOTE
PUBLIC INTEREST.

THCRE IS A CONFLICT IN DELIVERY.

AUGUST 10,1917.

PREFERENTIAL
SHIPMENTS ACT.
EXPRESS AUTHOR~
ITY TO GIVE PRI-
ORITY AND PREFER-
ENCE TO SHIPMENTS
ESS®ENTIAL TO
NATIONAL DEFENSE
AND SECURITY.

SEPTEMBER, 1917

PRIORITIES COMMISSIONER AP-
POINTED VHO WAS A MEMBER OF

NEWLY FORMED WAR INDUSTRIES
BOARD AND WAS CHAIRMAN OF
PRIORITIES COMMITTEE. PRI-
ORITY CIRCULARS NOS. 1 & 2
ISSUED. ORDERS DIVIDED INTO
3 CLASSES ORDERS BEFORE THIS
DATE A-1, ALLIES A~-2, FUTURE
ORDERS CLASS C UNLESS COVER-
ED BY CTPRTIFICATE OR INSTRUC-
TIONS.

.
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CHART kO, I.

EVOLUTION OF PRIORITY COKTROL.

(811de No. 2 of 3)

(CONTINUED)

LERCH 4, 1918.

¥E PP CIDELT
ELEGATED #IDE

= CUTIVE POYFRS
O THE CHrIFMAN
CF TEE "AP IKDUS-
T=IRS BURED.

LARCH 27,1918,

PRIORITY BOARD
FCRMED TO EZRING
LBOUT KOPE COH-
CTRTED ACTION,
PISPEZCTIMG PRI-

APRIL 6, 1918,

PRIORITY BOARD
PUBLISHED A LIST
GIVING THE INDUS-

TRIES THAT WERE TO

RECEIVE PRFFER-

MAY 20, 1518.

OVERMAN ACT. GAVE
THE PRESIDENT
POWER TO REDIS~-
TRIBUTE FUNCTIONS

MAY 28, 1918.

THE PRESIDENT REAFFIRMED HIS

LETTER OF MARCH 4 AND SEPAR-

ATED THE WAR INDUSTRIES BOARD
FROM THE COUNCIL OF NATIONAL

DEFENSE.

ANONG THE EXECUTIVE

AGENCIES.

"MTIAL TREALTLENT 1IN
SUPPLY AND TRALSPOR-

TATION OF COAL AKD

COKE.

ORITY OF DELL/ERY
F1D TG LYHNCFRONIZE

PRIORITIES

yITEIN

"YL GOTTRLVEI'T ALD

71T INRDUSTRY.

Wt
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CHART NO. T,

CVOLUTION OF IRIORL1TY GONIROL

(Slico No. 3 of 3)

SLPTEMBFR 17, 1918,

LABOR BULLCTIN NO. 1 NARKS
A DEFINITE STEDP IN THE
DIRTCTIOM OF ABSOLUTL CON-

TROL OF LABOR.

SFPTIMB: R 3,1918

JULY 17, 19183

SUPPLY CIRCULAR
NO 50, PURCHASE,
STORAGT & TRAFFIC

JULY 1, 1918.

PUBLICATION OF

DIV. CROVIDED FOR
FPSTABLISHMINT OF
PRIORITY COM-
MITTEE IN FACH

CIRCULAR NO. 4. SUPPLY BUREAU.

CLASSIFIID ALL
ORDERS AND PRE-
SCRIBED MANNFR

IN

"MTIAL TREATMRENT

CONFLICTS WITHIN

NON-WAn CONSTRUC~

TION SIC" 10N ORGAN-

120D UNDIR PROVISIONS

OF CIICULAR 21. CIRCU-
LAR MO, 20 APPROVED BY
THE CHAIRMAN, WAR IN-
DUSTRILS BL PUBLISHTD
BY PRIORITY CODMMISSION-
ER CLASSIFITD INDUSTRIIS
AND AFFw#CTID 7000 PLAN1S
DISTRIBUTED T kOUGHOUT
73 INDUSTRIES.

BURFAU S° TTLED THERE, THFN TO ARMY PKICRITIES,
AND AFTECR BURFAU CONFLICTS HAD BEFN DLCIDED

THICH PRFFER- PUT THROUGA RI'GULAR PROCTDURF VITH PRIORITY

COULD BE OBTAINED
AUTOMATICALLY. AP-
PROVED BY STCRTTARIT™S O ‘AR & NAVY, CHIIW AN OF

SAIPPING BOARD AND EMFRG: RCY FLF T B FORI’" PURLICATILION.

COIMITTEL OF 4AR INDUSTRII S BOARD.
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CHART nNO 2

PRIORITIES — SCOPE

PriorITY RurLiNnegs
ALLiIEs - INDIVIDUALS — Various DefFftTs U. S
DeELIVERY

Pire LINE - RaiL—WaTer - TRuck - AIRPLANE

PropDucTIiON

The PrioriTies Commirres

DECIDES QUESTIONS OF PRIORITY

AS BETWEEN
(1) THe various DEPARTMENTS

of THE U S GoveErNMENT FUEL - POWER "LABOR-FUNDS

(2) The GoveRNMENTS ASSOCIATED
wiTh THE U S N THE WorLp War

Raw MAaTeERIALS

(3) The U S GovernmENT AND such

ASSOCIATED GOVERNMENTS

(4) THe U S GoVERNMENT AND INDIVIDUALS

FinisHED PRrRoODUCTS

() THe GOVERNMENTS ASSOCIATED WITH THE
U S AND INDIVIDUALS

(6) InDiviouALs 5
PLANTS
MemBers ofF THE CoMMITTEE SPECIALIZED IN
THE PURPOSES FOR WHICH THE MATERIALS WERE RE-

QUIRED RATHER THAN THE MATERIALS THEMSELVES
INFORMATION ON MATERIALS WAS SECURED AS REQUIRED ORDERS
rFrom THE CommopiTy CommiTTEES
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BOSTON *11, BAIIIMORE

BRIDGEPORT 12, ATLARTA

BEW YORK 13, BIRMINGHAM
PHILADELFHIA 14, KANSAS CITY
PITTSBUBRGH *16, 87. LOUIS
ROCHESTER 16 8T7. PAUL
CLEVELAND 17, MILWAUKEE
DETROIT *18. DALLAS
CHICAGO *19, SAN FRARCISCO
CIKRCINNATI *20, SEATTIRE

ORIGINALLY SET UP BY HESOURCE & CONVERSION SECTION

IgTIES:
(1) TO KEEP INFORMED ON THE PRIORITY SYSTEM AND ADVISE MANJFACTURERS AND

PRODUCERS .«

{2) T0 MAEE RECOMMENDATIONS ON ALL AFPLICATIONS FOR PRIORITY CERTIFICATES
AND FPREFERENCE RATINGS (BXCLUDING POWER).

(3) TO FERFORM SJICH OTHER IUTIES AS REQUESTED BY THE PRIORITIES
COMMISSIONER,
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A-l1, A-2 TO A6
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B-1
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FFOUR CLASSES

_— o~

Crass I jCLAS% I “f-

S

Crains
Cranes (Trav)

5
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OFFICE OF THE ASSISTANT SECRETARY OF WAR
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JIORITIES

ISIONS, RATINGS,
DERS, POLICIES,
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Dist Engrs

Car Service

Request Rating Order
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GENERAL SUMMARY OF PRIORITY PLANS.
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CLASSIFICATION OF ORDERS
Revisaion of Circular No. 4, Comments by Industry, Other Governmental
Departments, Chiefs of Supply Branches, Etec.

CLASSIFICATION OF FACILITIES

Revision of Circulesr No. 20, Commented upon as indicated for Circular
No. 4.

CURTATLMENT OF INDUSTRIES
Revasion of Circulars Nos. 5 to 52, anclusive, excludang Nos. 16, 20
and 45. These circulars are to be reviewed particularly by the
Industry and by such other agencies as indicated above for Cairculars
Nos. 4 and 20.

POWER
Priority Circular No. 45 revised to include the zone power directors in
accordance with present plens of Office Assistant Secretary of War and
to include priorities on fuel. This circular to be reviewed by the
National Electric Light Association as well as such other agencies as
are 1indiceted for circulars above,
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GENERAL SUMMARY OF PRIORITY PLANS.
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PRICRITY ON ORDERS.

1.

2

4,

5.

Prioraity on orders between Army and Navy eliminated except
for facilities jointly allocated.

Priority extended to all war orders "A" by certificate for
raw materials intermediates and finished products. This gives
preference over civilian needs.

Priority to needs of Navy over Army in jointly alloecated facili-
ties obtained by "AA"™ rating from central priority office,

Priority to essential civilian needs by certificate on orders
class "B" end with certificate for "C" and "D". (Incl, pledges).

A "Schedule System" inaugurated by Commodity Committees may
eliminete necessity for rating orders within facilities (which
mey or may not be jointly allocated).



GENERAL SUMMARY OF PRIORITY PLANS.
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PRIORITY ON FACILITIES.

1.

2.

B

4.

List of facilities with their ratings I, II, III end IV when publish-
ed permits of sutomatic or decentralized preferential treatment in
powey, labor, materials, etc.

This list would include allocated and unalloceted facilities.

The flow of power, labor, transportation, funds and material to
these preferred facilities would be decentralxzed in the districts
by district chiefs cooperating with local boards, units, etc. con-
cerned.,

"Rationing" power snd materials to non-war fecilities would likewise
curtail surplus production., For example, in the case of labor, re-
ductions in employees might keep pace with manpower mobilization.



GENERAL SUMMARY OF PRIORITY PLANS
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FUNDAMENTALS

1.

3.

4,

b

6.

The distriect system 1s the backbone of this organization Just as
Commodity Committees were of the W.I.B. Over 90% of work on
priorities may be decentralized in the districts.

>
Priority inspectors at facilities are required to prevent abuse
of the automatic system,

Regulations and instructions about this priority system are to be
drafted in Army and Nevy Munitions Board and submitted to industry
and all concerned for comment before approval.

The priority system should be incorporated into our planning like
allocations so as to develop a going organization in time of peace.
(a) "AA" ratings for orders in facilities jointly allocated
as required,
(b) Classification of facilities I, II, III and IV.

None of our planning has had the acid test of war. Therefore the
next best essential 1s to play the game in peace for an intelligent
arderstanding of what i1s needed.

We need not attempt to attain the limit of perfection in a prioraty
system to be applied to our industrial mobilization plan before
trying 1t out in planning. The system should be very simple and
flexible to meet needs of a broad mobilization plan,

A
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GENERAL SUMMARY OF PRIORITY PLANS.
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"pA plan which provides for performence by dates or in sequence eliminates
priorities because 1t includes them or 1t may be said that the plan estab-
lishes priorities and each demand has first priority when i1ts time arrives.
The plans when approved by the President will have first priority. Pri-
orities are not necessary except in case of shortages. The important thing
1s to take the General Steff statement of direct military priorities or

the sequence of military needs in fanished articles and determine the re-
sultant sequence of industrial needs. Where the needs exceed the supply,
the needs must be reduced or the supply increased. Until they are the
same, we have no plan - only a project or vague hope."

Col. H B. Ferguson
5/18/%6, Memorandum to Planning Branch.



GENERAL SUMMARY OF PRIORITY PLANS,
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AUTOMATIC RATING

FACILITIES
AUTOMATIC RATING (% WAR ORDERS, INTRINSIC VALUE
ORDERS OF ORDERS, NEED FOR STIMULATION)

A ORDERS BY |\ ALLOCATED { cuass 1
CERTIFICATE /J FACILITY \_  PACILITY N
PRIORITY
CLASS II INSPECTORS
FACILITY == UNDER DISTRICT

CHIFFS AS
CLASS III e
FACILITY

A ORDERS BY —‘\\ INTERMEDIATE
AFFIDAVIT & PLED?&/ FACILITY

REQUIRED

FIDAVIT & PLEDGE FACILITY

ave

(;?. ORDERS BY '\  paw MATERIAL
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