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GEI~AL ARMSTRONG: 

THE ARMY SUPPLY PROGRAM 
• 5 February 19~6. 

Gentlemen, this morning we have the privilege of listening to the 
Commanding General of the Army Service Forces. We have had many of his 
staff here and they gave us details of the operations of planning of that 
organization. We are naturally concerned to hear from the head of it as 
to how •that organization operates in the broades~ sense. ,. 

General Lutes was commissioned a second lieutenant Inthe United 
States Army in 1917. He is a graduate of the advanced ~ course at the , 
Artillery School at Leavenworth and Of the Army "War Colleg@, ~ In thls :~ ° 
war he was mostly in charge of the great problem of dlstributlon.. •Ultl- 
matelY , when General Styer left and he became Chief of Staff to General 
Somervell, he had c~ge of the problems of pr0curement, distribution and 
everything • else ~IthIn ASF. ,.~ .... ~- 

:~': A new so-called restricted' memO~re~d~here, whichdescribes the f u -  
tu re  o rgan iza t i on  o f  t he  Army, which m~y~ stoatprobably w i l l  be put i n to  
.effect, assigns to General Lutes the eesentie~ and important duty • of be-~ 
ingin charge of the Service of supply ~d procurement in thenew War • 
Department organization, lu that ~ capacity the Army ,~ndustrial College 
will look to General Lutes fer advice and direction. ~ We hope that we. 
can make his assignment easier and facilitat@ the work of his office by 
giving him properly and effectively %raln@d officers to perform the staff 
duties and the operating duties on the top level. 

• •• Gentlemen, it is an honor to present to you Lieutenant General Lutes. 

GENERAL LUTES: : ~ 

After passing through suchZ/a total war • as World War iI, there can be 
no question in our minds ~ concern~g the supreme importance of industry in 
modern war. It is obvious to all~0f us. Prior to the war the Army Yn- 
dustrlal College contrlbUted much Jto awakening Our Army to the~ necesslty 
for a strong llnk between industry and the Army; and also contributed • 
greatly to our victory by training officers for key logistical positions 
in war. This College can and must contlnUe to be a major factor in our 
preparations to meet any future threat against our national sec~Ity. 
For these reasons I feel highly honors& to have the privilege of address- 
Ing you today, and wish to state that my staff and I stand ready to con ~ 
tribute to or help in your programs in any way within our capabilities. 

I heartily concur in wh~t General Armstrong said concerning our 
needing your support, and I hope we can find places for many of you • 
among the high-level key positions in the Army of the future. 

The subject which General Armstron~ selected for me is the "Army 
supply Program." In a restrictive and l~iteral meaning of the words, the 
Army Supply Program w~s elmply a printed document which periodically 
set forth, throughout the course of World Wet II, the requirements of the 



~a~my for supplies and equiPment. ,In a broad sense~ ~however, the.~::phrase 
"Army Supply Program" embraces not .J.~st .the document, but" the system that 
was developed during.the war for e s~ii~m~, t~g the future needs of the:Army 
for supplies and equipment-; c0~b:l'atL~ these needs with the assets al- 
ready in the hands of the Army; coordinating them with production, capabil- 
ities in terms of facilities, raw materials, compon~nta~.and manpower; 
governing and scheduling purchasing and production; mad controlling 
stockages and stock levels i-; . ":.< . ~, 

:"•.i ' ~ L~ .. :Z t:: is<- to, this system %hat ~my remarks.lwill, be. directed thlsi~0r~Ing. 

.... and•:in.v~ved.. :It cannot be m~.. b amus ~i~g,. All~•!~gan-.,tmy ~o •do-ls to make 
it somewh2.t intelligible. ~ But the Imp0rtanoe of this subject cannot be 
over-emph~-sized, it is the llfe blood of .tha st~.p.ply...4~oc~ss, ~ ' It is the 
fi~:s.~ ~p:.dn :t~ ~ ~p~oee~'•and the .on, e t~a~ gover,•}~.~all~.:it]S ~h~ses~ ~ l 
• ' de~'~ds m~st serious •.a%tent fen,<• ~d[~ partll9~ .i~: ~h~r~..a~.',.~he.'i~ ~ •~dus- 

• • :< i,  •-• "So. le~ ' ,  us  ~ i r s t ~  •~leo~~..a~:th~ • s i t U a t ~ o n ,  t h a t  :.&X.iS~.d on 7,:.•De~ember 19~l, 
"•: wJ~6&i.th@~ .J.&panese-. struck a~;: Fe~" Harbor :. ' ~AI~] that,i. ,t ime~: G~. ki: ~ .t]ae ~ War 

¢ 

Department General Staff had a,: procedure for the preparation of so-called 
"Equipment Expenditure Programs.i': ~ fi n eff~ct.~hese.programs<were a break- 
, down 9£':. the..moneys~ :'apprO~ria~! i~2~iC~&Ss for ~ supplies' a n d  :equipment 
for th.e. A~m~. in to .~speC~f i e  ~•ite~s Or. C~teg0r£es..gfi.tems and:quan~%~es. 
. ~Th~.y .i.wer. e -L~c..epared ,by ~: the '~Var ioGs ~6chn~calT~erv.ice e - -.the<! Or .~e '.Depart- 
ment.,~. ~the .Signal. Cor~s~; , ~d: s6" £6"~r~h!i-e~ud/consc~.. idat.e~bY~ G-~;:~:.:":TI~eY were 
not .a~compiete.~tatement' 0f"~he/~~61¢'de:of .theArmy, b~t: .~ere ~, .rather~ a 

how t o  the i¢= s been .sec e  .  ter 
appr~val :~y: G:.~ ~ they:bb ca~e the~bas iS .of procuremen% :£or.~ ,the. ~ae~h~cal 

• ; . ~ . . . . . . .  , .~ " :  . .  . ~-  7 • . : . . .  

The~se expenditure programs were def~icient,ae, a m~a~s'~.~of.~-~ernlng 
,;~ :~,.,~heL@~.pply 9regram.~b£ the A~I "T'hey Were;'i~im{ted in scope and did not 

cover all necessary items. They did not indicate when the.<i~ms:,@oaZd 
be needed .and therefore were not phased in time. They. were inadequate 
as a basis for pi Ing and mining th production ann sohedullng or.. f.or ~eter e 

~: ~Arm~v, s ,needs ~< In..~erms b'f Ta~"mat~i~als ~i~!ndustr i.ai ..faoil~tles ~ :~ ~Thdy 
~e."a~meager.~~hu.~ Imp~rt~-begiD.ning in" d~termin-i~g.-the}ireq~Ireme~ts 
b~ the/Army an~ tl~an l a V ~  th ~en~s P .... s ese require . Int~. feas,i~le-~ re'&U~t~on 

• ~ " . . . . . . . . . . .  " : "  " " " "  . . . . .  " "  " . . , ~ " ' .  ' : 7 " : "  . ' >  ' < :  

. -  : : ; ; . , ' ' - - "  ' " . C ~ ? .  " . ~ ' :  • • ' " . '"  . . . .  . ~  . ' '  : '2  ~ : ' ~ ' ~ [ ' 6  ' , : 5 ,  .: . . . .  " - "  " 

• . ~ i :. It i•S .~rue that:' in july 19~i, ~"after. Germany• ~nya~ad: Rnmala, •the : 
' ~ e s i d e n t ~  . d i r e c t e d :  the-'Becre~ry: ~ £ '  war to~ ' e x p l o r e  ~ a ~  o~r~.a2LL: p r o d u c  k 
{{on, re.q~irements .to defeat : our'"~dteflti{al? ibnemies.: In.: response, the • • " 
G e n e r a l  S t a f f .  p r e p a r e d  a t ~ o p " b ~ ' ~ i S "  ! n d i c a t ' i ' n g  t h e  s i z e  ~r~t coml~osiZion 
of the fgrce ~onsldered necessary t ~ : ' . d e f e a $ 1 I t . ~ Z , . : G e ~ y ~ a n 4 '  Japan.. 
This.wa~s-~the foundation on which weapons, vehicles, uniforms, all the 
hundreds and thousands o£ items necessary.tg: equi~.malnta~n.-an 
adequate.force, were to be determined i" ~ . :~ :~':".:.~,,~-"~.', =~.~:"< " '" .. . .. . [. ~. : < ..:..' :-..': . 

. .  , . ~ .  . ~  • : .  • . • • . ~, . . : . . • .. : ~ ,  . , . .  ? ' % : . ~  J , . . " : : ~ - :  ' . . . , ,  . 

This troop basis and. 6omputation75~ munitions based thereon were 
completed in October 1941. It w~s .known as...the ~Vigtory ~Pro~ram. It did 
not, ,however, become the basis for ~C%u~.~.~.'0curement unti "l~af~er pearl: 

• ' " . "  " ~ . .  , ;  - :  " . ~ .  . .  . , ~ . .  ~ i ' : ;  . ' "  : ""  " " ? " ' ' 
, ,.- . • ' . " . -  . :  : : . ~ ,  ~ ,  . :  . . . . . . .  . , , ~ .  , . , 

• i 



:::'~ ' H ~ Q r . : i  ~t~ ~ s  ,~he ~ flrst ~ p~ogram whic~ ~":g~ve ~SriS ideration to the p r o d u c -  
~ ! ; i  t : ~ e l j ; ~ e ' s Q ~ c ~  ~ O f - the  c o t m t r y .  - ~"::~ ~ 

At the time of Pearl Harbor, supply, using the term in its broadest 
_ i':'sense to include all act!vl.tles from~th~ factory to the front llne.s, was 
' . "di~ide~ between two independent offices in'the War Department. The Office 

": of t~Ae Under Secretary of War was responsible for procurement and related 
activities, and in this capacity dealt directly and separately with the 
technical services. G-4 of the War Department General Staff was responsi- 

' ble for requirements, storage, transportation, distribution and issue of 
supplies and equipment; and likewise dealt directly and separately with 
the technical services on these phases of the supply process. 

,On. the one hand G~-4 was trying to determine requlrementa and furnish 
supplies to the. Army..On the other hand the 0:gfice of the Under Secretar~ 

i of War was trying to determine •what should be ~rchase~ and getting~it 
, produced •. The coordination and correlation between these two offices 

• were inadequate. The technlcalserVices had two bosses' for supp%y. While 
~.... t:heoretically, there was correlation bottom, side in the technical' services, 
. . . . .  there was no well-established~ l~ro~t~e . fo~ correlation top-side .... It was 

ndti~.uncommon for a technica ! ssr~$.ee .to p l~y one office against the other. 

""; ; :" This lsituatlon was clearly re~0~.~zed by General Somervell when he 
.... became ~G-~/in November 1941, That ws.s 1~efore war was de~iared and be- 

foralthe creation of the Army Servlce•F0rces. He immed~ely initiated 
steps with the Under Secretary of War to bring about a b~ter integration 
~of ~.~he.various factors involved in the ~ supply process. "At the same time 
step.s were initiated to prepare 'a more comprehensive Army Supply Program 
setting forth more fully the needs of the Army for supplies and equipment 
and correlating these needs with procurement. 

i In March 1942, as you all know, the War Department was re0rganized 
,into three ma~or commands--Qzound, Air and Service Forces. In this• re- 
organization, certain procurement and planning functions from the office 
of the Under Secretary; of_War and certain supply planning functions from 
the office of the Ass.i~ts~ut Chief of Staff G-4 were combined and integrated 
in the Headquarters of .the, Services of Supply, later known as the Ar~ 
Service Forces, thus bringing together the major phases of the supply 
processes under one top management. •This had a trem~nd0us Lufluence on 

., the Arm~. Supply. Progr. am, :: ,~ 

The firsll comprehensive Army Supply Program appeared in April • 19~2. 
It set forth the procurement objectives of the several technical serv- 
ices by calendar years in terms of end items. I assume you 'all know 

• what we mean by "end items." They are the i1~ems as supplied to the 
• troops. Requirements for the Navy and Lend-Lease, as well as for all 
elements of the. Army, were included. 

Each technic~l service prepared its arithmetical computations by 
'electric tabulating machines in accordance with standard Army Service 
Forces instructio.ns .... Computations were based upon troop lists, tables 
of equipment and allowances, replacement factor~, and other strategic 
planning data furnished by the General Staff. The program was then 
translated into terms of raw materials and facilities and furnished to 
• the civilian War Production Board. 
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The War Production Board, a~fter taking into accoun.t other.programs • 
contributing to the war effor~t, determined .~hat~it ~asii~al~i~able due 

. to limltations:-of.~productiVe"6apaci.ty÷ , Accord.~ngly, t~e~0int Chiefs 
• i~• ~ of Staff revised the strategic plans, which were geared to the pr0gram; ' 

and ordered a reductl.on in ,~requlrements, .whiCh ~was • reflected in the Army 
Supply .~ro~am in Nov~be~"~1942. Th&s •program.represented for the first ~ 

• time ~.~.,•.eorrelat ion of 'i~ategy, r equ. Irements ?and product ive poss ibilit des. 

'! . ~ . ~. .Requlreme~ts, are nevsr Static, par~Tculmrly during war~.. Consequently, 
• • •~ :L ~. '•" the Army Sup!~l~?.~ogram was ~reislsued ~er~iodically throughout Lthe war~ and 

interim, a&mes%*:~ily, revisibna of the published program'were im~de. 

~i~i~w,~et~us.examlne in a little more detail 'the sYste~•:~b'ehlnd the 
• Army S.~l~l~Ly'~rog~am"-how Well i't • Worked, and its deficiencies. 

.. I~..the-flr.st p~ace; the. ]~rogram had to be based on ~he l~lans for 
• " prosecuting the war. The m~s~ '~ Important planning document 'inithls-respect 
.. . "  " ' "  . " .~..~:~: ~ "  ~ . L ~. ~ .- 

• was the troop basis as worked .out ~y. the War Department Gene~ral. S~aff. 
• Knowing the number of un~tS~.~f .various types, that is, Fie~"~.t~lery 

• " battalions, the numb~r~f Infantry battalions, the n~mB@r ~'~:~. Air~~-hombard-. . 
"i"~i ..... men~ Squadrons, and so '6n,i~/kn.gwing thelir itables of organiz~tio~ and~ . 
• " ~'equipment, the amount of initial equipment ~that these unY~S"w6ild re- 

~ q~ire ~.could be computed. Tables of allowan..ces, replacement factors, in 
addition to the troop ha.ells, %e.termlned~:the amount of~repl.a~ement supplies 
~nd.equipment. Navy~:re~qui~.e~ents and req~:irements of~o:ur ~_l]ies had to 

~ be added, Then there ~ w~re ~ ~he so-calle~.operatlonal pro~Je~t~"r.equirements 
• determined'by the strateS!c a~.'d operational plans. Thes~i~Ee~e~requ!re- 

ments over and above any • tables~ of equlpment~and allowa~c'es~,, deslgned to 
meet specific needs; Tor example, mater.ialg~and equlpmen.t to rehabilitate 

Incidentally, these •o~@~ational Project requirement s throughout the 
war' gave" us considerable difficulty.~in %hat~strateglc plans changed and 
emphasis.wi~hln~tae"theat~rs of:operation~.changed. It was very dlffi- 
cult, particularly during~ th~ . early ~haees ~of :the war, to impress upon 
the overseas commanders th~lead~ time~we :needed here to get • t~e.lr opera- 
t ional ~r.equireme~s .in.tQ ~prod~gtion. ~:~For. instance, they might be planning. 
~a .c.amp.aign eight, months 6 r twslv.e months-from now. It was very difficult 

~ "*" to get their mtaffS ~o rea.lize I t'i~at we had ito know their operational re- 
quirements. , their requ~r~men~ ..over and: above the•dr troop• basis, sometimes 
as muoh ~s~a year•.'br~i~gh'~t~en ~ months in advance in Order to have them meet. ~ .. . • 

the deadline date, to be on time at the place where needed. We improved 
that situation after the sprin~ of 1942~ after.'~pe~-i.stent hammering at the 

.Q~ erseas..theater com~ahd~rs-. ' i" .L~ /.' ~:~ ~ .......... " 

~ ~ro.m the .com~'u~e~ figures there had to .be subtracted the amounts al- 
ready ~on hand ~in ~h~ ~ ~my. •This ~sounds like a~ simple pr~oCed~e~,~ but it 
had its .compl~catleh~.- To' be absolutely accurate, all th@ s~pp'lies and 
equipmen~ in the hands of all troops, both in the United State~.. ~nd 
overseas, in storage in overseas dep~.~:.g:~ad dum~'S, and at~os$~si~i~am~s 
and sta t.io~s, in t~e zone of the Interi0r.,~as~ we~}l ~ as amounts i.'~n~the .d..~p~ots 
of the-Zone of t~e Interior, should have been~censidered, ~ ~ N'i.'" ~:: "~ 

' ..... • ' 



2.16 

i '~ "~'.ii I~To :se.Cure such a world-wide inventory of -all items !was .an impracti- 
. ~IC"~II ~.aski.i.ii L~:~.gen.~r~l the-Army Service Forces :had tO"a~opt the!p~a~tice 

. ..~.. o~f.~Ss~ing ~tha.~, once an item was issued from its depots in t~e .zone of 
.~ • t h~.in~er~or,iiit was no longer-an •asset in the estimating of fu~~e ineeds 
" '~i mightJ say that we cannot apply that theory right now in di•s:OS!~'.Of 

the surplus. This policy led to difficulties toward the end ~of the war 
and had to be modified for redeployment planning to take into consideration • 
returns to depots and stocks overseas. " 

~'' ." i'Thelne~xt~ste~ .was the-translation of the procurement objectives, as 
. det~rmln.ed by the methods I have Just outlined,- into raw material require- 

• ments..~ IS: other wo~ds," we started with an en~ ~em and worked back to 
the raw materials. One of the most vexatious problems in the early stages 
of the war was that of controlling the flow of materials in short supply, 
such as aluminum,.: ~opper and steel, into essential war: programs ~. 

< = ~ " i 

.... . .i:i ::~An. attem.pt w~.s.flrst made to do this through'a prlorlty s#stem' This 
' attemp t failed, .as could have been expected.. NO priority system can be 

i;-~.-'successful when there is an actual shortage to .meet all programs. In 
! .....such cases the programs with the highest priorities get all the materials, 
"...while: essentlal :programs w!th lower ~rlori~y get little or no materlals. 

• The next effort was the Productlon,Requlrements Plan, which attempted 
'~ to ~ll~ocate materials on the basis of manufacturers' estima{es instead of 

.~:on.the basis of end=item programs. As pointed out to the War Production 
-B0.ar~.,hy:the Army Service Forces at-that time, thls-scheme w~,s ~aoomed to 
failure , since it did not properly correlate the flow of materials with 
thevarious war progr~m~. ' " 

The final solution was found in the Controlled Materl'al~ Plan, which 
provided for an allocation of materials down through cl~maht agencies in 

i accordance with scheduled programs of requlrements. In general this plan 
j solved the materials problem• It necessitated a thorough translation of 

.... the Army Supply Program into scheduled quantities o'f the various controlled 
: . ma~erlals. From the second quarter of 1943 to the end of the war the Army 

. Service Forces quarterly, issued a document known as the "Army Requirements 
i . for Controlled Materials'.' as a direct supplement to the Arm~ Supply Program. 

Onthe whole the computations from these data produced requirements 
:~ figures of sufficient accuracy to insure a high degree of satisfaction 

in the supply of the Army'. In effec$, they produced a ~ool of supplies 
and. equipment which was.drawn.on to meet the requisitions• originating in 
the Zone of the Interior and the overseas theaters and to meet the as- 
signments of munitions to our Allies. 

Certain. difficulties, however, arose. Instead of one authoritative 
. ' troop basis from which to compute requirements, several troop lists 

were being prepare~ by different divisions of the War Department General 
Staff, which were in many particulars inconsistent with one another. 
One t.roop.~.liet, prepared :byG-3, showed the activation of units; ~ .another, 
prepared by .the Operations Division, showed the Contemplated deployment; 
..and still another showed the planned sailing of unite overseas There 
was a tendency ~ to buy on one basis and try to supply on another. Army 



Service Forces kept insistlng .that :one..:c*m~Let~uth~Its~i:ve ~troop basis 
was essential for the proper computa.tiauof reqUire~ent~i, .Whilei the sit- 
uation was improved during the ~warx ..the:end .bfthe..wa~...~ti~ found us 
with more than one troop 1~asis. I am sorry tO ~y~_th~/.~.L~ e still have more 
than one . . . . . . .  ~ .~ i ~.~̀ ~;. 

• Not only were there major inconsistencies i~ the .troO.P bases, but 
troop bases when secured .frOm the War. ~Department G@:ier~l Staff were not 
supplied sufficiently far in advance to allow for the proper qomputation 

~ ~ of requirements and the implementation of prochrem6nt':programs. It Just 
seemed impossible to get the Staff to understand ~he Im~ortsa~se to lead 

• . time in production . . . . . .  • .~ 

,-:~ -.~.~ :~~.. ..... Th~s w s .also true Of strategic and operational!pl~s,..iwhich affected 
..~ ~<~ ~ :-..~/:.i~~-A ~lar~e m@asure the ~ supply of equipment, in additi6n to the basic troop 

J. , eau bm n   E  aec slons on these plans were seldom made sufficiently 
" - ~ ' ~ "  . ~ . ' . ' ~ d ~ u c e t o " m e e t  the  r e q u i r e d  ~ea~ time f o r  p~Q.~ucti._en~.. I t  was 

necessa r j :  f o r  ~ y - ~ S e r ~ ~ ~ e  '~orces  t o  do i t s  own .strat~e~gic~i,an& ~operations 
•, <-~= ..~;~.~<~.'~tn~ :in i,.an a t tempt  ~ to" ~ g u e s s  t h e  J o i n t  .and~:C~ine~i Chiefs  o f  S t a f f ;  
"' ",~.~J ~-,,~--'. ~'~t~e~w~~'we~wo~l.~ not: have-~been in. a position to mee'~.'.t'hec.~pply require- 

~ ~ . ~me~ts': of~the ~op'erations finally ideclded upon, ~ " ~ ~ :~ ' 

?..i~.~-.~<~.~;-.; . Another problem in thecomputation of req~iremen~i~was.~.that of re- 
placement• factors. Of course, the Army had som~"~kperlence on~how fast 

: ....:~.~.~..~.~..~Su~li~"~nd"equipment were used and had to be replaced at ~he>~beginning 
• ...~ ~...-bf the war, but this experience was extremely limited In CO~p~~son with 
:~.~ ~;.~ • the problem presented. Originally the majority-of the replacement factors 

~~:-~:-~-<had to be determined on atheoretical basis. Manufacturers were asked, 
• ~.; ~; for example, to estimate the items and quantities of s'pare .parts, that 

would be needed for automotive equipment. The day of flire.for,.-gmmauition 
had to be continually adjusted, generally upward. 

In the case of that automotive e~-uipment I am going to :~ake..a little 
personal observatien. In the e~.ly~stages of the war some of-the~ manu- 
facturers recommended" that we ~e~e. r~placements for automotive, equip- 
merit in sets. That was based on co~.~c~al experience. We ha@no real 
war _experience by that ,time, wher e:~ had different climates and were 
operating over different terrains. 

I got up  into the front of it iy and beg  w0rk  ' the  ont" 
lines backward to find out just how the ir supply was Working, in order 
to determine whetheY [they were german& ~t ~theTron~h~t:~we ~erel produc- 
ing in the States .~ ~: I happened ~to Hit= there in'the ~ winter time,~:when the 
mud was •hub-deep..The Cry ale"three,h. ~heiArmy was for brake llnlngs. 
There~eemed to be nothing that the~" needed like brake linings. Another 
thing was steering gear parts, beqause ~he-steer~!gear would break down 
from the drivers .working in the mud.~ .~ ~i. -" :~=~': " " '" " ~ 

• . . .. 

" ~-'! ~rked].bAck to the base at Naples.an~:theii took a plane for.-the 
back"1~as~ '•~.t '~r.a n in North Africa, .~r0 m which<~st of these automotive 
supplie s were ~low~ng. I found that .they were .p~etty well Out of.~r~ake 

.... linings. '•That•is Just an example bf,.~he practical, slmpleproblemli~ 

.:-the repla6~@~ent factor in the field,~ii~ " .~ ~. . 
. '.~ - . . 

- .6 " 
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.... The_ main~ difflcu!ty in ~the or iglnal system,: however, were one of phas- 
- Ingby period of tlme. The origlnal system.of determining requirements 

~ was by calendar ~gars..wlth no intermediate phasing by months-or quarters. 
• ~ . ~ s  a~re~It; ~ production.schedules did~not~adeq~ately reflect.the phasing 

~"'; .... ~of "the "ac~u~ :de~an~, and .too, of.ten.actual production schedules were based 
~: On production factors without regard to military needs. The computation 

•. :: of~rawmaterlal requirements under ~he Controlled M~terlals Plan ~s, 
• :. " thereT0~ baSes ion production schedules which ~dla not reflect the true• 
:~"~ :heeds I ofthe Army, While every attempt was made to secure delSvery as 
• ~ .... ; early durihg the 2ear as possible, there was a decided tendenc~ to keep 
;: ..... --rolling back s&hedules to the last months of the year. Even if deliveries 

were accomplished during the early part of the ~ear, the problems of re- 
i tentlon of necessary facilities for the succeeding year's program created 
:.:: by this method of scheduling were.serlous and far-reachlng. ~ 

! i " " 
. ,'. 

~ . This • failure to base requirements ~n a mo:ithly schedule of estimated 
-,issues. to fill requisitions resulted 'in a paradoxical situation. On the 

one hand, we were insisting that technical services and depot ~ommanders 
'. keep thei~ stock levels do~rn ~,in the United States to a 6C-day level for 

Zone of the Interior supply and a 90-day level for overseas supply. On 
! ' ' the other hand, supplies .and equ!l~nent w~r_¢ rolling out of the factories 
: into the depots on schedules that h~ no dlrect relationship to these 

stock .levels .... This is an excel~.ent illu~tratlon.,of one of :the most "impor- 
tant lessons about Army supply; that is, that the supply process "is' an. 
indivisible entity and cannot be broken down into uncoordinated .phases 
such as production, stock control and distribution. 

In general, the.deficlencies that Ihave pointed out~in the original 
system behind the Army Supply Program were not so serious in the early 
stages of the war as they later became. In the early, stages of" the war 
we needed so m an~..items in such large quantities.Practically at once:.that 
the accuracy of. our requirements computations andthe controls flowlag 
therefrom made ~ llttle difference. We could usa.e.ffectively practlc~lly 
everything that could be produced. ~ .... The only d~Iilay Lu the-re'latlve 
ilmportance of one" ':item against another. ...... 

However,. in~ 19~4, on the whole, the eight-milllon,man Army had 
been inltla!ly @quipped. The problem became ~ malinl~y. ~ one: of maintaining 
this Army.. and the replacement of equipment. ~ In ~ addition," production 
rates in most~.cases had reached the astronomlc~, heights required for 
the ~ all-out ~prosecutlon of the war, This situation necessitated a more 
careful balancing of supply against-demand. . ~ . . .  • .~ : 

The Army Service Forces met this situation with the s0-called Sup- 
ply Control System, announced in March 19~. •This was not a new syst~em; 
rather, it was an extension and.a refinement of the system already in 
effect. . • , . . . . . . .  

One of the most important characteristics of this extension was a 
phaslng of requirements by months for the immediate future and by quarters 
for the y~ars ahead. Instead of creating a pool.of sub, piles and equip- 
ment from lyearly procurement objectives .against which to fill requisitions, 
it attempted to project what would be issued from ~ i depots here in the 
Zone of the Interior by months and quarters. " ~ '~" 
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Secondly, the Supply Control System gave full recognition to the 
fact that the supply process is indivisible and cannot be segregated Into 
water-tight compartments. It assemble.d In ona-@&a~j &ct'~ally. on one 
sheet of paper, for each' principal item, i~ the'factors ~ihv01~ed~L.in proJ- 

~:~ ~ectlhg into the zuture the demand for' that i~em..~nd..aX~-:the ~ ~actors in- 
' " : volved in projecting Into the futUrle" thel s.upply~ of~:Lthat Item." By this 

• ~ ' means an analysis could be made 0f th'e ~@l~a~ce betw~@n sup~'i~. ~d ~emand 
i : dud adjustments made to bring supply into ~balauce :wi~h ~man~..Thls is 

; . ~:" an extremely important point. ' ""/ .... " ...... ~'~ ":~"~"-: ..... ~" 

• " . Le.t me/call to your attention wha~i~the mOst~: ImpOrtant ~Of[tHese. fac- 
". tore were j". iT.ake demand first . ' We had the Inltla1.-~equlpp.~:g["Q~., new,troops 
~. ~to-'be actl.vated. • Then we had the replacement, i requ~i.rements:-~'to jsu~p.ort all 

• ~' the~roo'p'~.Li. iT hen there werethe requlrements of.~our Allies~ ~e requlre- 
:~ .," ments for' items supplied-tothe Navy, and the requirements fOr:oRe..ratlonal 

projects over and above normal equipment of troops and .no~ maintenance. 
t A"~record of past Issu.es of the Item was necessary in order to .use that ex- 

perlence In checking the estimates of L future issueS" :.720 ~he~e~m~t. be 
. .. added the stock-levels that were to be maintained and an~ .r~se~,~.~ This 
.... gave us the. total .demand'for an item. • • -'.~ ~~, ~. ~ ...... 

,~.~.~ ;~. • :~,., . . - .. , : .,. . . i ~ .... ~ .:-...-:~. ...~ ~. :_~ .~:~,~. 

~-"~:~:;~=' :":Thls demand was projected into~the future.:by intervais 'of ~ime;;.,:i %The 
':-~6tal supply was based .on the stocks on hand and the--antlc:lPa~e'~'~et~ns " 
-..to st0ck,, pointed out prevlou ly, were i ored "   

be  me of extreme importance  'ter the.  rma y. 
AndS; ~flna!ly, wehad the factor of deliveries from production, with ~11 

' ~:~~%IS ~tt~ndant subfactors of raw materials, labor, components and facilities, 

- u ;~"~These factors for any given item were never etatlc. It would seem 
that tl~e only persistent thing about war is the fact that plans fluct~uate 
constantly. It ls, therefore, necessary to as.eemble these d~ta periodlcal1..~ 

.~.~%bi~s4ualyze, .and to make adjustments, If we ar~e to prevent substantial 
s~ortages or substantial excesses. . -. " " 

:";~'"'~ '!For. a'h-the; important Ji~ems thls was done mbnth~.y:in the Army Serv- " 
iceF6r~'i after the inaugt~ratl0n of the Supply Control System. ~ I would 
recommen~ t hat,If-you have a:few hours to sp.are during ~your course, you 
take"~~g0od look at that system. "We even introduced into the Supply Con- 
trol System a disposal level, which was determIned by estimates of future 
needs. We started dlsDosing~0f stocks above thls level even while the war' 
was going on. .. ..... i.:..: ' ,. 

. .~-~! . !~. ~L" • ..t '/.~ "!-' 

The third important f@at~" of~:~the Supply Control System was the 
extension of. careful adjustments of .supply against de~nd to the whole 
range of the 850,O00-odd dlstlnct items of supply in which the Army. Serv.- 
l~e Forces dealt. Under the 0r!glna~ ~s~ystem behind the Arm~ SupRl~ Pr0-- 
gram., a great majority :OT .these ~ 8~0,000 'items were controlled only by " 
yea~rly estimates of ftn~s :to be expended for procurement of broad cate- 
gories. Under the Suppl.y ~ Control System there were 1900 principal items, 
representing less than one percent of the total number of items, but 
accounting for 80 pereent of the doll.a~r .value of the entire procurement 
program. The Supply:Control syste m w~lalso applied to the remainder of 
the items in order to more accurat~.l~.~cQntrol shortages and~ excesses in 
individual items. .: .: ~'. ,~ " 

• ~ . - "  '8 - . .  " - " 



With  au  tlon of  the Supply Control System i t  quickly 
veloped .that the pr~ess o f  c o n t r o l l ~  ~mpply was in the last  ~malysls 
depend~nt upon basic reaords and 'paper work in depots, procurement 
dlstrict~0fflces; and other installations in~L~h~ field. The data for 
the supply control form could only be assembled from these sources. 

The~e was a ~ great variation in the completeness and adequacy of rec- 
ords In the technical services. Some did not provide all the data that 
~re essential # ot~ers unnecessarily covered too much. There Were vary- 
ing deflni.tlons or :interpretations of definitions of such relatively sim- 
ple terms as "stock on hand." It was clearly evident that uniform methods 
in extreme detail were necessary • for adequate top-slde control of require- 
ments, procurement and stocks. . : : - ~  : .  

.... Army Service Forces initiated various Impr6ved uniform procedures, 
such as stock •status reporting from depots, to meet the unsatisfactory 
situations revealed by the inauguration of the Supply Control System. 
These • efforts resulted in an adequate implementation of the Supply Con- 
trol system. 0~:. the other hand, we did not reach by the end Of the war 
the degree of u~iformity and improvement ~ i n .  basic supply procedures 
that we would have liked to reach. ' " 

In closing I would llke to s,,,~R~Ize for you the lessons that the 
Army Supply Program taught us during the war. 

Theflrst, and probably th~ most Important lesson, is that the sup- 
ply process, from requirements through manufaCture to delivery to the 
troops, must be considered as a whole. Procurement cannot be treated 
separately from stock control; requirements cannot be treated separately 
from production; distribution from procurement. To be successful there 
must be a control system for supply under a single directing .head which 
takes into consideration all the factors involved in the supply process 
and properly integrates them. This is the only way that the Army can be 
properly suppllea; the only way that we can avoid substantial excesses 
and shortages. 

• The second lesson is that ~there is no easy way for dealing with 
supply and its sub-phases, such as • procurement. It cannot be handled 
in a broad way. It is just the nature of the animal that you must deal 
in specific items, in given quantities, by given periods of time. The 
control of supply is dependent upon basic records. There should be 
uniformity in great detail in these records and the methods of using 
them. To the greatest possible degree the methods should be reduced to 
routine mechanical processes--slmpliflcation wherever it can be gotten. 

The control of over 8~0,000 items must necessarily be handled by 
clerks mnd lower grade •supervisors who cannot be expected to exercise 
a high degree of initlative and ~udgment. The ideal would he uniform 
electric tabulating machinery and methods through the Army which would 
automatically grind out: the~ data on which action must be taken and which 
would make these actions as" routine and: systematic as possible. Do not 
misunderstand me. I am not saying that there is noroom for Judgment. 
What I amsaylng is that the mass of detail that must be handled:~is so 
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and na~ L.t : ~f =-%hb~s~d~" of"~".leye~s ~on ~,.the 
lower level .... ' 

.~.~ A . . t h i r d  i m p o r t a n t  l e s s o n  i s  o n e  o f  p r e p a r e d n e s s  f o r  a n y  f u t u r e  w a r .  
At ,t,h.e beg"~i.ng of'worid~:~.e~ - Lit we 'did no~ "~aVedVpr6~@r s'ySt~m, for ', the 
control of supply[in all dr "its ~ phas:es,: in effect or even ~ ~esdgned. : .-:- 
P r o ~ e r . m e t h o d s  f o r  ; c6~pUt ' , in ' "g '~ requLre '~en t s  ' w e r e - n 6 ~  . i n U l a s e  ~. O a r , b a s i c  : . 
s~qck acc0unting rec0rdS~ ~db~n designed .mAinly :fro~i a pr0pert-y-ac-.-. .... 
counting Staudpoln~" instead of ~fro~i the 'standpoidt. :o£ ~the Ir..prsmar.y:p~r..~ . 
pose of effectuating supply, "we ha~ noweii'Jdes~gne~ "and:: test&d-~.~ethmds. 
ready to put into effect for the control of th@-fl0w.bf ra~m~rlals..... - 

!-"These . ' :  ' ~ "  " d e f i c i e n c i e s  w e r e  generally c o r r e c t e : @  d ~ r , t h g - L t h ~ c 0 ~ s - e : : ~ f  
the w,,ar.. But during a w,~Lr., is: the wrOng t'imeto design, a~., teSt:~&-he - .... :.,-..-. 
s t r u . c t l u r e  t h r o u g h .  w h i c h "  S ~ p ~ i y  i s :  tO o ~ e r a t e ' ;  ~: . I t :  is<. : i t k e ~ . ~ , t ~ g ~ . t o L . - . . -  "i:i ." 
b u i ' l @ -  a~::~oa~, un. d e r .  h m a v y ' - ' ~ d  i . ~ . c - r ~ a s i n g  . t • r a f f l c . .  ~We m u s t  '-~ • ~ a v ~ : r e ~ y  ~:.~.~. ~. : :  
for any.-~..f-mt~r~@,emergency a'Lt'ested sys~te~, c:".~lete'"dnd-uhiform:'in :all #~..-~-.: 
its details, " t o ~ L u ~ i u ~ e  f 6 r m s ' ,  f l O w '  C h ~ r t ~ ,  a u d - - ~ a b U l a t t n g  ~ e t h o d s T = ~ , f . d r  ~:L'. 
controlling supply in all .its phases. " " ; ''''~ ."- '~:i ,i;._.:, :;.-- ~,,..,. ,~',e:-..~ 

: - - ~  "~" : - -  ' ~ -~ ' . ' ~ ' ; ~ , r ?_~ .  ' , • 

mt is my o inlon that ;we di& mm 
of supplying the Army. Much of this sUccessis 'tra~eab-l~','.,~o:~th~ ..A~.~y 
Supply Program and the syste.m"underlylng it. That system, Should not 
be lost. The lessons whighi~l have outlined 'should be taken~'tc;~ear, t- 
and ~he •system fur.ther Improved and extended during peace, ~ao~ ~hat~.:~ ..: ..... 
w~l.l.Jalw~ys be better prepared than We" were at the beginning o~,~Wor~d....-.=- 
W a r . . l l ~  ' "  • . . . .  ., 

I am informed thatl am suppbs'@:d tb:~a'swer any questions that you • 
might have. . . . . .  ' '  " ' ~ ~" :~:~":"'~" : : :  : :'~. ; . ~ 

ARMSTRONG . . . . .  _.:',v,,'. ,:: :-.~ . . .  -. ,.,. GENERAL 

General Ll~.tes.,.,-~ ~ould .like to put a first question" to you, sir. . . . . .  ~ ~ . . .  . ~ .  , . . 

Would. you..say that.>the Arm~.~Service Forces ~¢ere :hampered by any ~adlure 
of.coordlnation-with .the Army Air Forces in the procurement: program? 
As yQ'u ,look to th e future, ..does the future Organization provide•for a .. 
better-~d@gree of' coordinatlon of the-Army.Air.-Force~a~d..the Army Servr. 
ice Forces Procurement program and planning-?. " ." : 

• G E N E R A L  L U T E S  : " "  . . . .  • : . . ~ . ~ u ;  -"" '  ~ c:.~ 

. . ~ . .  ~ - • . ,  , .  ~ ~ " ;  ~ - . .  

YesL ~, ~..I. would say that we were hampered with a lack of proper 
coordlnatdon of. programs. There was some competition for.raw~.-mat.erials, 
some lack o~ co0rd.in.ation, .w~fch improved tEroughout -the. war..:.:...- . . 

Of course, as ~y.ou know, the requiremen~S-Tor the Army Air Forces, 
for their essential items that areip~Cullar tO the Air,Forces, are 
their respon'sibility, not that •. of the Army Service.Forces.. • The require- 
ments program for common items used by the Army .Air Forces~ the Arm 2 
Ground Forces; • and the service Forces w~s o~r r@sponsibillty. 

L- 
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: . . . . .  
• • ; ' + : " '  . ~ . .  ~ . .  . -  

i. " ..'i.;: :: : ~ s : : . i . ~ u n d ~ r s t a n d . [ - i t ,  t h e '  f u t t t r e  o r g a n i z a t i o n  : w h i c h  is .  n o w  b e i n g  c o n -  
~S",ider~:~:pfovides" f'Or the Under Secretary Of-War to, supervise procurement, 
hut only in a broad, general way. He will supervise policies and will 
have the: power of review; but, as stated to me, he will exercise these 

powers through th.e. offlceof the Director of Service, Supply and Procure- 
ment, which replac@s the Old G-4 section. 

• " In that • division, if we organize it--I ~ight say that. the plan has 
not yet been approved by the Secretary of War--but; if it is approved-- 
and-I think it will be--we will have under the Director of Service, 
Supply and Procurement a group which will perform the operational func- 
tions of the Under Secretary of War under his direction and, as I say, 
his review. . .. 

In: that. group I have recommended, and it has been accepted by the 
Chief of lthe.+Air Forces, that we have a high-ranklng officer of the Air 
Forces. In fact, I have' recommended that the first dlrector be an air 
officer~ in order to improve the coordination between the. Air. ~ • Forces 
and the rema.lnder of the Army. 

Gm AL; ' . i , ,  . . . ..... : 

" • A ~ Y . ~ u e s t i ° n s .  . ~ .  gentlemen?. . ~ . ~ . .  

-:..+ Do you not thlnk that any supply control system that we set up 
should be carried ~nt0 the theaters,, such parts of it as can .be, and 

:be coordinated .with the. Zone of the In~erlor? 
• , : ": 

GENERAL LUTES: 

• I am .strong +for it if it can be done. I think they should carry 
supply centre& into the theaters. If they keep a proper supply 'control 
system in" the theaters and then keep the Zone of the Interior properly 
advised of phased requirements ahead, net"only for immediate reqdire- 
ments, but.keep them phased for prospective requirements, that in turn 
would, be of.great assistance to us here. 

That has not been understood in the theaters. It + i~ frequently true, 
I think, that • there is a great need for selling that idea in the theaters. 

G E ~  LUTES : 

I agree with you absolutely. One difficulty we had with the over- 
seas theaters was, of course, that many of the offlcers who went to 
overseas theaters in the early stages of the war and ~eok key positions 
had been traine~ under the old system in the Army. They were busylnight 
and day and had their hands full.. They never ha& the opportunity to 
catch up with What the A~my ~ad been doing in the way of improving the-_ 
supply methods or of improving the or~amlzatlon. 
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i : : : ' i  " :  ~ " F o r  l n ~ t & u C e  ~:' i ' ~  : p e r ~ - % c l ; l y ,  s u r ~ : ~ h a ~  ; t h e : m a ~ ] o ~ ~ ; y  ~ 0 f . : ~ t h e ~  n e v e r  
• : . i - u n d e r s ~ v O 0 d  ~ h e  A z ~ y : ' S e ~ I C ~ : " I ~ 6 ~ % ~  b r ~ a n t z a t t ~ n ;  - w e : ~ a v e  n e v e r . , : i h a d  a n y  

desire to reach overseas--i~to. ~the. o~erSeae.,theaters,:as many Of. :them 
. . . .  : ~ " " ~ ; -  , e  i ' ~ .  : - . , .  ; • . . :  - t ,  - . ,  . . . .  . .  . . . . . . . .  .~ t h o u g h ,  oi, Y..~i a l  . .  . . . . . .  . .... " ~  ...... i . . . . .  . "  '""; : " : :  ..... " ' ' : ' " '  . . . .  - : ~ " .  

' "  " . . . . .  ' "  " ' . ' : ' "  ~ " " ' : "  : " ' :  . -  : .  . " , " : " "  ~,~F, 

We had a natural des~Ire-'to;:ftff~ but ~ere the:.break&owns ~ of. sup- 
...... .ply. occurred and whether they were our fault or occurred within the 

. . . . .  t h e a t e r s J  T h e y  s ~ i ~ - " . t ~ a t . '  i t ' - $~a~-" . t he  t ~ e & t e r : '  s~ r e s p o n s i b i l i t y ;  b u t  
" ' : . ~ .a~n- . ~ a r e  t h a t  t h e r e  h a s ;  b e e n . a :  " g r e a t  d e a l  o f  m i e u n d e r s t a n d t n g .  o n  t h e  
. . . . i  ' o r ~ z a t ! o n ~ d  ~ procedures o f " s u p p l y  throu~outithe war ..... " , 

"'" A~AoTUDENT: : :~ '~:" ' : " . . . .  ' ":' ::- ..: 

..~ . With regard to the replacemen~ factor, General Lutes, are we to take 
.. i. :~. into consideration different types of"ba~tles, th~ iS, the different 
~:::~'.. ::~i terrain and the: idlfferent :climates where the -flght'ing"m~y" be.? ~ ; 

" GE~IRAL LUTES:: " • ~ -: ".. ,- ... 
: ~ .:. ~" : .~. 

Yes. That is the ideal for which we are reaching. 

During the war we sent teams overseas to each theater to study the 
replacement requirements peculiar to each:theatero-pecullaz, to the type 
of battle, we will say, in the South Pacific, in island warfare; pecu- 
liar to the type of warfare in Italy, where we had very.mountalnous 

:::~ co~utry:..a.verY muddy countryin winter; and the items of replacement 
" pecu~i.,ar to Europe. We:~ad ~'teams constantly on t~e: go .trying to give 

6:s"t~ose data. " ..... " : ~ "" - ~.,-~'.:. " 

We tried first to get the data from the theater commanders them- 
selves, because that is the best source. But again we: rah:.into the 

.... :..: ol d obstacle of theater commanders and their staffs being too busy. We 
.: ~ . would get the data too late. SoVwe sent teams" over ther.e to coordinate 

• %~e theater facts: in an endeavor- to get up-to-the-m~nmte:' data on the • ,',..:~':~" ~ ..~ . - . . 

...,.~ :: replacement factors for a~1  items of equipmen.t, : w h i c h :  would take into 
..... .consi.deration th~ "d':ffer~t type8 of -~ Battles,-. the?.~eff..ect of climate, 

aud"so forth :. Does: that answer your ~ques~ion? • :- ~.-~ ' .: 

A STUDENT: 

Yes. For instance, in the European theater we had two armies. 
The replacement factor for the First Army~as a .Ere~t deal .different 
from the replacement-factor throughout the campalgnwith the Third 
Army. The First Army moved much slower. Their rate of loss in certain 
items, for instance, gasoline tins, was much less- ~han :.that o~:the Third 

• ~Army..~ . > .. > ~. 
. . . . . .  " . .- .:' ~ ..,"'~: ,; ". YI,: , .: ..... . " 

LUTES. : :" " '" " ~ ':<'":' " "'" ~'" ~ ":' ....... ' 
. . . . . . . . .  : • ? , , : : . : . : , . " : ,  :.; " . : . :  ! . :  • : : . . . .  . : ' . ' , : : : J  1 ~ , 3 : ~ . ,  7.. 

...... There. again, ifi may"digress: a minute to go into ~t-he f-teld opera- 
. tion,: in that ca.se, the.army, grOup st~a~f :and th~ ~pr~,t~ ~od:-:uarters 

" staff shou~ld ' ta~e "those ~hings ~tO.cohsidera'~i~h ~an~.play.one against 
the other right' there in the theater. We could n~t.~tt~mpt to project 
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or ~stlmate a tenement factor for an army in th~ field, We would 
look to.the~theater commander, who in turn"s~o~d.~a~.~e %hose'th-ings into 
consideration, He should know whether one of hi8 armles is going to 
use or is using supplies faster than another and that therefore the re- 
placement factor for that army is greater than that of the other ~army. 

I found that particularly true in the distribution of ammunition. 
I can give you an illustration of what I am sayin~her e , This does not 
apply to replacements, and yet it does. 

Prior to the campaign in Italy we recommended in the Arm~ Service 
Forces the phasing of heavy artillery ammunitlon in their programs. 
It ~as turned down by various agencies in the War D~partm~nt. But it 
later developed thet hlgh-ansle artillery fire was badly needed in 
!taly# and we ruehe@Into a program a little too late; also into heavy 
artillery ammunition. 

The Italian campaign then gave data on the rates of fire for that 
type of artillery and for medium artillery which we had not had before. 
We radioed these rates of fire to the European theater conm~nder~ know- 
Lug what his campaign ~i~ weres hopi~ to get the experience in Italy 
translated into his requirements ~rogram in Europe. 

He did not accept the full d~ta as developed in Italy, and the 
result was that we •were constantly throughout this campai@u having to 
up our requirements for the production of artillery ammunition. We 
would have them coming ~ to us piecemeal. Finally indesperation I 
Went over to Europe Just before the Battle of ~he Bulge, at a time 
when I knew they were planning their offensive campaign into Germany, 
and took with me all the procurement data that we had on medium and 
heavy artillery ammunition. I spelled out Just what we could do •and 
what we could furnish in rounds ~er weapOn,i we will say for instance, 
lO~, from that time in the fall Of 1944 on up until the early spring of 
1 9 4 5 .  " I 

• > They wanted a much heavier rate of production. I came back with 
a plan to increase our facilities and to produce a minimum of some 
5~ rounds for every 105 weapon in Europe, regardless of whether it 
was active or inactive. General Bradley told me that before he went into 
an attack he wanted l~O rounds of lOO ammunition for every ~weapon in the 
a t t a c k .  . . . . .  " ~  " ' 

Well, during t~e t line I was there, which was throughout the Battle 
of the Bulge, i got complaints-from here and there. I went out and 
traced them down. They complained of a shortage of ammunition in this 
division and a shortage of ammunition in that army or corps. We would 
find that it was a matter of distribution under the army group commanders. 

What I am coming back to is this: We had riding on the hook out 
there in the English Channel at the time som~ forty-odd ships loaded 
with ~mm,mition, and there was ammunition in France; but the allocation 
of it under the group commanders was something with which I had noth- 
Lug to do. I was only interested in getting back here and trying to 

- !3 - 
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get the •latest requirements translated into production. BuB~;.t,~. a~.ioca- 
tion in the field affects the type, of- replac~nt.-tha~-wel ar~je~._~Lng 
about., not. 0n.ly: t~- t~pe- 6f a~-unit i0n,., b~t. all ~ o~her ~e's~,~ .~t.~.me .. 

c uki L A ST O G: • . . ,-, ...... 

" General ;Lutes, .:I think these questions might continue for sometime 
to come, but. you have work to do and we have-another scheduled lecture 
la~er on this morning.:?. " " ...... . .... ., ~." .... ..... 

" I want to say that this class should be payticularly.grateful to 
you, General Lutes, for your c ontributio~;th..i~' :mo~nlns. These geDtlemen 
ar.e assembled here for aJper'iod 6~.ilsi.x.m~nth~:..~o'~xamlne~"gheexperience 

"this ann. • ie sonB , n0ug  
to, ~"La ,gre..at.. aca~ Of,w0rE here '~0ri'.t.h~.:~.t~is~.mor~ing. : i i ~0.w.. thaLt~•;t.~ey 
~e S~" .Ing~ $o be...v~ry: :~at~ful; to y~..in .the. months ~ ~" 'c 0me i~6;~ ~the; a~. ys is 
th.a.,t'~y, gu...have made,and the lessons ~hat you have s~sl~i~.6~a~ the con 
6"i~'~oh of your talk. -- . ~...., ... 

t I would llke-to say further, sir; ,.t..h~.t,• w~i apl~*ec~t~ ~o~.gaing ;.here, 
b~:6:ause the Industrial College ..6~ot Operate .in :~ ~ca~c ~vac~ .dis- 

• tinct from the wor~ of.the people Who are cazTylng"on~g~ie"se. ~ duti.es ........ 
• ...,:'.'. , ..... .,: ,:-:. ,', :~'_,~-;'-" :. :' ......... 

There has been too much,separation between the doers and the,thinkers 
in the wo~ld today. Certainly, on thi~.ph~e ef.~t~e,~Wb~k~" ;if we have~ any 
influence to bring 1~o bear 6n this pro~!e,m, we ..ar~".'-goi~g~"~'see that"the 
people who spend all thelr-~ime thlnkL~g .about th~S. ]~uel~ess and tr~.in~ 
to teach it are in the cl@~est contact.with the ope~at6rS:,'-~he.~e0ple, ... 
who are doing the ~ob. O~ler~ise"~we shall.f~il..:.~. ~.'-~'"~:~ "~ -~. ....-.,,.- 

In conclusion I also want to say :to. General .I~i~A~.thag:~e'! ~"e "~eed- 
ingly grateful to him for bringing out the tremendb~sly important ilnge-..- 
gration and. balance that must exist not l on.ly between~e ~;various. .parts...i. 
of t~e...supply .program and the people who carry thaS:..ou%~i 'bd~ ~be~ween'the 
G~odn~d~..Forces, the Air Forces and the Service Forces. That teamwork can- 
not exist unless people like the gentlemen who are here in the. course 
from the Infantry, the Coast Artillery, the l~ield ~t.iile~~and the~ _. :: 
other branches., are fullyaware that they have• a. part'tO piay; in ithe:...S.up. -~ 
ply program.. That part is what we hope theywill learn~hereitod~'y.and..,-, - 
go out and be.missionaries to spread it,abroad .throughoUt:theArmy.. • : 

. • .; ".. .L . " - ' - .: ~.-. U.. '; -. .... " 

:""~!', ~d so, General Lutes, we"are exceedingly grateful to you and very 
gl~d 6f the privilege of having you with us. Thank you very much.• .... 

". !.:. ..L;.',,! .,.;... ": • 
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