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It is well that in the d~scusslon of the various ase~Icles that ~e~e 
brought into being to biing the entlie strength of t~e N4tion begind tie 
armed forces durin& the Wo~°Id ,~ar a hloh ~lace sllu~ld ~e acc~i°ded 
'Priorities". bhile not entircl~j ~uiltl~ss, t~is a£ency prooabl~, has 
done less of the vainglorious boasti~& than the ~j0rlt 2 ol the others. 
Its ~ccomplls~nents were sufflcle~tl~ great to ~ake this boasting un- 
necessary. 

It is not claimed that 'Priorities '~ ~on the ~r, but it is clalae~ 
that 9rlorlties ~re a factor of enormous Imgolt&nce in the p~oduction 
of the finished items that ~ere reqoi~e~ by the su~4~ers ~;Lo did win 
the war. It is di~flcult n~w to see ho~:, in the ~rticula~l~ trdlng 
conditions that ~listed at that ti~e, the su9plles could have boen 
produced without the system of ~rlorltles ~hlch ~as developed° 

Priorities coveled a wide field, deciding where and when ~nd in 
mhet orde~ both mllltar2 and clvili~n needs shou]d be su~olled. Tne2 
covered the materials fron whlOh goods ~ ere ~,na~lufaotured, th# f~el, 
pov~sr and, labor used in thelr manufacttlre and the transpoft~tloh, ~ot 
only/ of the goods themselves, but also o± all those things v~hlch 
entered into their fabTicatlon. 

Priorities started industri~l enteriorlses ~ o lver%ed them fr~- 
quentl~/ into new ~nd p.naccustomod channels and stofped them. 2~II 
this was accomplished by indirection and in the man.let to ~u the least 
possible harm. I{o Industry/ was classed as a nonessenti~l and thole- 
by destroyed. ~o industry ~as absolutel~ de~ri%ed o1 an}th!ng that 
it needed, though in many cases its neeBs were ~ratloned. Priorities 
merel~ declared certain industries essential. ~nen these indasti~les 
came into oonfllot ~vith those not so en~m%e~ated or ~;luh e~ch other~ 
then priorltles decided ~hich should h~Ve the preference and ho~ mach. 
This preference al%~a~/s ~;as based On oonslderatlons o~ natlon=l d~lense 
and these aione. 

Perhaps the most interesting feature in ~his connection was the 
fact that the entlIe strucZure of 2rlorltles ~as bailt on a ~oundatlun 
which, while net illegal, certalnl~ %~as e~tr&-leo~l. Possibl# this 
is the prlnclpal fe~son why it succeeded. Its Jnlj e]euse for 
exlstence, its only color of ~utnor~t&, ~as that va~e so~aethln~ 
called~ for lick of ~ better n~me~ 'TLe ~&r Po~ers of TLe Pfesld~nt'. 

Just Nhat tho war polders of The President I~ 2 oe nobody ~n%o~s 
and it is quite poss!ble that nobody ever will ~iow. C~rt~InI2, they 
never have been zeduced to writln~. On the otlqer hand, iiobuc~y ever 



F~rst : 
Second. 
Third 

~?~at they are, 
~%en they ~ust be ut~l~zed, 
Ho~ they are to be ut~l~zed. 

By "P~or~t~es" ~s meant the system of loreferent~al treatment 
g~ven supplies and servmce~ that w~ll mnsure 

F~Ist - ~e ±~ro~pt and orderly dehver~ of essentl~l 
N n111oary ite ns In accordance ~;~th thelr rel- 
atlve ~m~ortance, 

Second Compllance ~ith czvllm~n needs insofar as 
this ~y be possible after, and onlv after, 
mzl~tar~ requzrements have been me~. 

The necessity for the a~oyt~on of the system arises. 

F~rst ~,~hen the supplely ~s ~dequ~te to meet the 
demand, 

Second- ~hen the su~pl2 is adequ~tc, but a con£1~ct 
of dema_]~s req%llres dcClslon ~gardlag ~the 
orde~ of precedence. 

The method of ~dm~q~str~t~on of the system ~s through 

F~rst Ratine of orders throush 

(a) Auto~t!~ rating l~sts 
(b) Issu~nc~ of ~rlor~t 2 certlfioates ~n 

ind~v~Ou~l o~ses, 

SecOnd Ratln u ol ~cll~tles. 

The ~tter of ho%~ loflorlt~es are best to be Utlllzed ~ncludes 
a study ~f their h±story es they v~ere ut~l~zed dur~nl the %~orld ~.r, 
th~s ~n @rder t~hat we may 4ete~ ~ne %~hat, ~f an~, ch&nges ~ust be 
~m%de 11% the applac~t~o n of the system in the fature. Then ~iII 
follow ~he U~t~Pl~n of the ~r~or~t~es Section, based on the Ze~s~c 
Plan of t-he off~oe of ~e Assistant Secret~r 2 of war. 

You gentlemen ~fll o~(~, of course, to o±~l~llO~l sources of ~n- 
formation ~n your search fur th~ facts rcgard~no the h~story of 
lorlorlty control, but a brief outl~ne of that ~soory ,,~y not be 
sm~ss at th~s t~me. 

The first step l~ p~iorltj cu~trol was the fornatlon in ~y, 
1917, of a Prlo~-Ity Subcomm~t%ee o5 the General ~/unltlons Board. 
Thls Co~nlttee ha@ authority to deter~ine 9rlozlt!es in both 
flnlsned loroducts and materl~ls ,~hen %here ~as a con~]ict ~n de- 
llver~es in accordance wlth the Gov@rnm3nt's gerer~l ~ol~cy° It 
had no authorlty to act in decld~ng clvllian needs ~ot in confllct 
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A 9erson desiring to make ~ purchase of an ~tem not covered oy 
autom~tzc ratzn~ requested ~ certzfzc~te on an established form and 
aetzon was taken thereon after reference, zf necessary, to the ap- 
proprzate Co~nodzty Co~&mzttee. The ~pplzcant, u:un recezpt of a 
przorzty eert~fzc~te, ~resented zt Zo the person or ~lant where he 
placed the order and the l&tter a#r~nged delzvery of the new order 
zn proper relatzve poszt~on wz~h reference to other ~rzur~ty orders. 

Fr~or~ty C~rcular No. 4 establ~sh~ng automatic ratzn~s ~s 
publlshed July l, 1918° Thzs, of course, el~n~nated a v~st ~mount 
of ~dm~n~strat~ve detail, Nevertheless, ~t ~s ~nterest~ng to note 
thst Page 5A of 'American Industry ~n the War', B~ruch, contazns the 
statement that the h~ghest n~mber of applications received zn one 
day was 1901 on July 8, 1918, and the h~ghest n~nber of cezt~±~c~tes 
zssued was ~121 on ~eptember 30, 1918. %~hen We ~onember that no 
automatic r~tmngs ~or6 author~zed for cl~ss~fxcatmons ~bovo AA and 
remember further that there arc only t~onty-four hours ~n ~ day and 
fo~ people ~ork through ~ll of them, ~t ~ll be readzl~ seen ~h~t 
priorities d~d not mn all cases ~ece~ve the c=re~ul scrutiny to 
which they would seem to have been entitled. In 6the~ ~ords, there 
was more or less bunk about thzs ~tter of ~rzur~tzes, 3ust the 
same as zn everyth&ng else zn the descriptions of ~,ho won the %~r. 

The method of 9rocedure b$ )referr@d llsts dlvlded industrl~s 
and indlvldual plants into Classes I, If, III and IV and they ie- 
celved th~s prlorlty-of ~reatuent wlth regard to raw n~terlals, 
po%~er, labor, fuel and t~ansportatzun. It was a form of automatzc 
pr~or~tles, but It cons~aefed fac~IYtles for munltxons and other 
manufacture rather than m~nufactured products and t%e~r constituent 
parts. The system ~as somewhat elaborate ~nd classified seventy- 
three (75) industrles snd ~beut s~%en'hundred (7¢0) ind~V~dual 
plants. ~ 

The Fr~o~it~es Committee I~all~ ~,~s dec~d~hs questions of 
priority between 

Tkze v~r~ous Dep~rtments of the Unzted St~te~ ~o~er~nent. 
The Gover~nonts assoc~cted ~th the United States ~n the Dorld 

War 
The Un~te~ States Guver~nen~ ~nd the AsSOCL ted Go%cf~nents. 
~e United States Government and ~nd~v~dmals, 
The Associated Goverr~ments and ~nd~v~duals. 
Ind~vxduals. 

~embers ~of the Prlorltles Oommlttee speclaliz~d in the purposes 
for whlch m~te~lals ~ere required rather than in~the ~ter~als them- 
selves. InfOrmation on materials was secured as required from the 
varlous Co~nodlty Co~ulttees. 

q 
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pol~cy, whmch precluded the poss~b~imty of any advance p ~lann±ng. En- 
largements of the mml~tary program were announced almost weekly, 
though no ~nnouncement was ~ef~n~te. Th~s threw on the Su~ply 
Services the necessity for guessing their requirements and f~nd~ng 
&s best the~ could the sources of those requirements. A further 
complication arose f~om the need of supply~ug our allies w~th vast 
quantities of mun~tmons of man2 k~nds. 

Obwously, the best means of ~vOld~n~ suc~ a condition ~n the 
future would be to h~ve our ~ndustr~al ~&r plans ~n such shapc that 
thcre ~ould be no conflicts. Then th~ need for 2r~or~t~es, e~ceyt 
possibly ~n the case of transportation, ~ould d~sap}ear auto~at~cally. 
That of course, ~s an ±deal ~vhmch nev3r ~ll be att&mDod, but our 
present system of peace t~me computation of rcqumre~ents, alloc~- 
tzon of facml~t~es and accepted schoaulcs of i~roduct~oz ~s a long 
step ~n that d~roct~on. ~ach Branch Ch~of establishes priorities 
• n the facilities allocated to h~s Branch by the f~ng of delivery 
dates. That ~n ~tself removes ~n enormous ~ss of mater~l from 
th~ necessity for priority control. Conservation ~easur~s that 
w~ll be adopted ~n an emergency %v~ll take care of much mo~e. 

However~ ~t m~y be accepted as a certainty that another emer- 
gency, which certainly w~ll d~ffcr from the last one and which 
equally certainly w~ll d~fer from anything ~e now v~sual~ze, w~ll 
call for some measure of pr~or~t~ control, ~f,not ~n f~nlshed ~tems~ 
then ~n transportation and perhap~ also ~n po~er, l~bor and ra~ r~- 
ter~ls. To a certain exte~t, the Navy ~n& the various Supply 
Servzces of the Army ~lways ~zll be com~etzng wzth each ~ther for 
these. Therefore, ~e must adopt ~nto ouz war ~lann~nc so~e scheme 
for putting such control ~n~o operation ~henever and wherever ~t 
m~y be needed. 

It must be remember6d that the emergen0y, ~i it comes, ~lll 
create condlt!ons which cannot be antlclpated. Therefore, our ~lans 
must be most general In th%mr nature and conslder measures tha? will 
adapt themselves to any c~ndlt~ons. The proposed measures are set 
forth In the Prlorltles Sectlons of the Baslc PlAn for the 2rocuremont 
of Mllltary Requlrements and the Unlt Plan ~f the ~f~ce ~f The ~slst- 
ant Secretary of War, Both of these are available to 2co !n your 
desk l~brar~e~ and, for that reason, ~ ~s unnecessar~ for me to take 
them up in d~ta~l. There ~re, however, certain features that perhaps 
should be stressed. 

First, there iS the ass~uptlon that the ~riL~ry Gonslderatlon 
for the ent!re country will be the ~fort to wln the war, that an 2 
re&uctlon of n~llltary requlremsnts must affect that v~r e~±fort and, 
to a greater or less extent, deny neede~ support to the armed forces, 
Therefore, all mllltary requlrements, whatever may be thelr nature, 
must have the hlghest 9rlorlty. 
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In your study of the Basmc Plan you wzll note that, ~n addi- 
tion to the pr~or~tmes of f~n~shed ~tems established by the General 
Staff and the prmor~t~es of materials and services established by 
The Asszstant Secretary of %~r, or the Branch Chiefs actmng ~]de~ 
the supervision of The Assistant Secretary of ~,ar, provision ~s 
made for the establmshment of Preferenc@ L~sts of Facilities, both 
those produclng f~n~s~ed ~tems and these producing raw matermals, 
sem~f!n~shed items, machinery, etc.~ required in the fabrlcatlon 
of the f~n~shed ~tems. Th~s, of course, ~s merel~ one form o~ 
~utomatio priority control. 

In your study of the Unit Plan you wmll note a reference to 
a system of ratmon~ng certain raw r~ter~als of great ~mp09tance, 
as, for example, steel. I nave no ~ntent~0n of d~scussing the 
merits or demerits of the much abused and much defended Steel Plan. 
The point I am m~km£g ~s that th~s System of rat~0ni~g, worked out 
by the ~ndustry ~tself ~n peace t~me, ~s merely another means of 
attaln~ng automatic ~r~or~ty ratings. 

In ~ts war planning the Pr~orlt~es Section must work ~n close 
cooperatlon w~th every other d~v~slon and scot,on of the Plann~ng 
Branch. 0nly so can relative importance and rel~tl~e dzff~cult~ 
of procurement be deternlned. L~a~son must be m~ntamned also 
wmth Industry, Tec~m~cal Soc~etmes, Trade Assoc~=t~ons and other 
Government Departments and Bureaus. Only by such means can 
voluntary cooperatzon be assured and the greater the voluntary co- 
operatlon the less the need for priority control. 

Summarmzmng 

Fmrst, ~e must assume that ~rlorlty control in some form w111 
be essentlal in a natlonal emergency, but thls should be invoked 
only to prevent a shortage of essentlal ztems. 

Second, the ~r Department should have no control over pr!- 
orltzes except those rel~tlng to the supply of troops and to Insure 
these getting precedence over ~ny c~vlllan requirements. Those 
pertalnlng to clv!llan needs should be dealt wlth by a clvlllan 
agency. 

Thzrd, through the peace tzme com~utatlon of requlrements, 
allocatlon of facilities, placlng of accepted schedales of produc- 
tmon, establlshmng of preference llsts of fac~l~tles and ~rovls~on 
for the rat~onlng of strateglc raw materlals, our war planning 
should mlnlmlze the need for prlorlty control. 

Fourth, after the emergency presents !tself prlorlty should be 
controlled to the greatest extent posslble by a~to~tlc ratlngs, 
establlshed by llsts revlsed at frequent intervals as condltlons 
change. The grantlng of p~1orlty certlflcates by a central 

-9- 


