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It 318 well that i1n the discussiva of the various a eucies that wese
brought 1ato being to braing the entire strenglh of the Notion berind tle
armed forces duriag the Vorld var a ha h place should Be accorded
"Priorities”. Wwhile not estaircly uiltless, this agency proeable has
done less of the vainglorious boastirg than the wmajority of the others.
Its accomplishments were sufficiently great to make this bhoasting un~
NECEsSArYy.

It 1s not claused that 'Praoraties” won the w.r, but 1t 1s clained
that priorities were a [factor of enuvruwus impoitance 1n the production
of the finished iteas that vere regoired by the suidiers who did win
tne war. It 1s dirffaicult avw to ses hovw, in the .articula.ly trying
condrtrons that sristed at that tude, the supplies could have buen
produced without the system of pridrities which vas developeda

Friorities covered & wide field, cCeciding where and whea gnd in
what order both military and civilian aeeds should be supplaied. Tney
covered the materials from which goods vere hanufaotured, the fuel,
power and labor used in their wamufactire and the transportation, not
only of the goods thems~lves, but also ot all those things vhich
entered into their fabricatiovil.

Praiorities sterted industrial enterprises, civerted them fre-
quently 1nto aew and uansccustored channels and sto.ped them. All
this was accoaplished by indarection and 1n the manaer to ¢o the least
possible harm. No industry was classed as g nunessential and theie-
by destroyed. ¥o industry vas absolutely deprived ot anything thet
1t needed, though 1n many cases 1ts needs wers rationed. Prioraties
merely declared certain industeries essential., Zwnen these iandastries
came into conflict with thouse 0ot so emumerated or with e.ch other,
then priorities decided which should have the preference and ha! much.
This preference always was Dbased on cunsiderations of nationel deiense
and these altone.

'

Perhaps the most interesting feature in this connection was the
fact that the enmtire structure of privrities vwas barlt on a foundativn
which, while aot 1llegal, certainly was extra-le.als Yossibly tuais
18 the principal reason why 1t succeedsd. Its wnly; escuse for
existeace, 1ts only color of author:ty, was that vague sowething ,
called, for lack of « better uname, 'The War Yovers of The President®.

Just what the war powers of The President .y oe aobody Imous
and 1t 1s gquite possible that aobody ever will .uow. Corteinly, thev
never have been reduced to writing. Un tne other haand, nobudy ever
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First . wiat they are,
Seconf, When they st be utilized,
Third How they are to be utilized.

By "Priorities" 1s meant the systeuwn of preferential treatment
given supplies and services that will insurs

Fiist - The pro1dt and orderly delivery of essentiql
military i1tems in accordance with their rel—
ative importance,

Second Compliance with civilian nceds 1asofar as
this may be possible after, and only after,
military requirements have beeg uet,

The necessity for the aco.t10n of the system arises.

First when the suyply 1s laadequate to ueet the
domand ,

Second -  WMen the supply is adequate, but o confilict
of demaids requires docision 1cgarding ithe
orde. of precedence,

The method of administretion of the systea 1s through

Farst Rating of ovrders throuzh
(2) Automatie rating lists,
(b} Issuages of priority certificates an
individual Ccuses,
{c] hationing,
Second Rating of ¥acilities.
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The matter of how pbriorities are best to be utilized 1ncludes
& study of their history ss they were utilized during the World war,
this i1n erder thet we may dete. nine vhat, if any, chenges aust be
wade 1n the applicetion of the system in the fature. Then will
follow the Unit -Flen of the Friorities Section, based op the Basic
Plan of the Uffice of The Assistant Secretary of wac.

You gentleuen wrll 20, of course, to original sources of 1g-
formation in your search fur the lacts regardiag the history of
briority control, but a brief outline of thut 18L0Ty 1y 0t be
emiss at this time,

Tne first step ip LL10r1ty cuatrol was the Torastion 1n by,
1917, of a Priosaty Subcommttee of the General suniiioas Board,
This Committee hag authority to deteririge ST10s1t1es 1n both
finisaed products and waterials whea there was a con:lict 1a de-~
liveries in accordance with the Governmant's gereral pulicy. It
had no authority to act in decidrag civilian aceds not in conflict
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A person desirang to make a purchase of an iterm not covered oy
automatic rating requested a certificate on an established form and
action was taken thereon after reference, 1f ascessary, to the ap~
propriate Comnodity Cummitteea The applicant, ug.on recsipt of a
prioraty certificate, prescuted 1t to the person ur plant where he
placed the order and the latter aFranged delivery of the nmew vrder
in proper relative position with reference to other privrity orders.

f

Priority Circular No. 4 establishing automatic ratings vas
published July 1, 1918, This, of course, elininated a vast amount,
of admigistrative detail, Wevertheless, 1t 18 interesting to note
that Page 54 of ‘American Industry in the War', Baruch, contains the
statement that the highest number of applications received in one
day was 1901 on July 8, 1918, and the highest number of certificates
issued was 2121 on September 30, 1918. Vvhea we roermember that no
antomatic ratings were authorizsed for classaficativns bove ad and
romember furthar that there arc only twenty-four hours in o day and
fow pcople work through all of them, 1t will be readily seen that
praorities did not in all cases receive the careful scrutiny to .
which they would seem to have been entitled. In dther vords, there
vias more or less bunk about this matter of privrities, just the
same as in everything else in the descriptions of who won the War,
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The tethod of procedure by preferréd lists divided industiries
and individual plants into Glasses I, IX, III and IV and they ie-
ceived this praiority-of treatnent wrth regard to raw mater:ials,
power, labory fuel and transportatiun. It was 2 form of autonatic
pricrities, but 1t consiaered facilities for munitions and other
manufacture rather than manufactured products and their constituent
parts. The system was sonevhat elaborate and classifled seventy-
three (73} industries ¢nd about seven hundred {700) individual
plants. ' ’

{
. L

The Priovities Committee [1hally was deciding questions of
priority between A

[

! \ 1

The verious Departmceants of the United Stotes Government,

The Governmcents associcted with the United Stotes in the World
War ¢

The United States Governnent and the Assuvci.ted Governacnts,

The United States Bovernmeadt amd indivaduals,

The Associated Govermmenits and individuals,

Indaviduals,

Members wf the Priorities Committee specialized in the pu.poses
for which materials were reguired rather than in the materials them-
selves. Information on materisls was secured as required from the

various Commodity Conmittees.
t <
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policy, which precluded the possibility of any advance planning. En-
largements of the milaitary program were announced almost weeskly,
though no announcement was aefinite. This threw on the bupply
Services the nccessity for gucssing their reguirements and finding

as best they could the sourczs of those requireusents, A further
complication arose frowm the weed of supplying our alliss with vast
guantities of munitions of many kinds.

Ubviously, the best means of avoiding suclh & condition in the
future would be to have our industrial war plans in such shape that
thcre would be no conflicts. Then the need for priorities, evceyt
possibly in the casc of transportation, would disaprear autoasatically.
That of coursc, 1s an ideal which never will be &ttained, but our
presont system of peace time computation of roquireients, alloca~
tion of facilities and accepted scheaules of production 1s a long
stecp 1n that direction. Zach Branch Chiuf establishes prioritics
1n the facilities allocated to his Branch by the fixing of delivery
dates. That in itself removes an enormous mass of material from
the necassity for priority comtrol., Conservatiun reasures that
will be adupted in an emergency Will take care of much moxe.

However, 1t may be accepted as a certainty that anuther emer-
gency, which certainly will diffcr {roa the last uvne and which
equally certainly will drffer fron anything we now visualize, will
call for some measure of privraty control, 1f,not in finished items,
then i1n transportation and perhaps also in powsr, labor and rav M-
terials. To a certain extent, the Navy and the various Supply
Services of the Army always will be competing with each wther for
these. Therefore, we must adopt into our war planning some scheme
for putting such contrel 1nto operation whenever and wherever 1t
may be needed, ‘

It must be remembered that the emergency, 1% 1t comes, will
create conditions which cannot be anticipated. Therefore, our plans
must be most general in their nature and consider neasures that will
adapt themselves to any cunditions. Tre proposed measurcs are scet
forth in the FPriorities Sectivons of the Basic Plan for the Procureucnt
of Military Requirements and the Unit Plan of the U.sfigce of The assist-
ant Secretary of War., Both of these are available to you in your
desk libraries and, for that reason, 1t 1s unnecessary for me to take
them up i1n detaal. There ares, nowever, certain features that perhaps
should be stressed.

First, there 18 the assumption that the priwary eunsideration
for the entire country will be the ztfort to win the war, that any
reduction of military requirements must affect that war gifort and,
to a greater or less extenl, deny needsd support tov the armed forces,
Therefore, all military requirements, whatever may be their nature,
must have the highest priority. B
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In your study of the Basic Plan you will no%te that, in addi-
tion to the praorities of finished items established by the General
Staff and the priorities of materials and services established by
The Assistant Secretary of VWar, or the Branch Chiefs acting unde:
the supervision of The Assistant Secretary of war, Jrovision 1s
made for the establistment of Preference Lists of Facilities, both
those producing finished 1tems and those producing raw materials,
semifinished items, machinery, etce.y required in the fabrication
of the finished i1tems, This, of d¢ourse, 18 merely one form of
automatic priority centrol,

In your study of the Unat Plan you will note a reference to
a system of ratioming certain raw materials of great importance,
as, for example, stesl. I nave no intentidon of discussing the
merits or demerits of the much abused and much defended Steel Plan.
The point I am mekailg 1s that this system of ratibning, worked out
by the industry i1tself in peace time, 1s merely anvther méans of
attaining automatic riority ratings.

In 1ts war planning the Priorities Section must work in close
cooperation with svery uvther division and scction of the Planning
Branch. Only so can relative amportance and relative difficulty
of procurement be deternined. Liaison must be maintained also
with Industry, Teclmical Societies, Trade Associations and other
Government Departments and Bureaus. Only by such means can
voluntary cooueration be assured and the greater the voluntary co-
operation the less the need for prioraity control.

Summarizing

Farst, we must assume that .riority control in some form will
be essential in a national emergency, but this should be invoked
only to prevent a shortage of essential 1tens.

Second, the War Departient should have no control over pri-
orities except those relating to the supply of troops and to insure
these getting precedence over any civilian requirernents. Thoss
pertaining to civilian needs should be dealt with by a civilian
agency .

Third, through the peace time computation of requirements,
allocation of facilities, placing of accepted schedales of produc-
tion, establishing of prefereace lists of facilities and .rovision
for the rationing of strategic raw mater.als, vur war planning
should minimize the need for priority control.

Foarth, after the emergency presents itself priority should be
controlled to the greatest extent possible by aatomatic ratings,
established by lists revised at freguent intervals as conditions
change. The granting of priovrity certificates by a central
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