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GENERAL ARMSTRONG:

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 broadest sense. o

" General Lutes was commissioned a second lieutenant in-the United
States Army in 1917. He is a graduate of the advanced course at the
Artillery School at Leavenworth and of the Army Wer Collegs. 1In this.:: . -
war he was mostly in charge of the great problem of distribution. Ulti-
_mately, when General Styer left and he became Chief of Staff to General
Somervell, he hed. charge of the problems of procuremcnt, distribution and
.everything else within ASF ' o

" A new so-called reetrioted memorandum here, which’ describes the fu-
ture organization of the Army, which may and probably will be put into-
effect, assigns to General Lutes the esgential and important duty of be--
ing in charge of the service of supply and procursment in the new War
Department organization. In that capacity the Army Industrial College .
will look to General Lutes for advice and direction. Ve -hope that we.
can make his aesignment easier and facilitate the work of his office by
giving him properly and effectively ‘trained officers to perform the. staff
dutles and the operating duties on the top level.

.'?éentléﬁen, it 1s an honor to prcsent to you Lieutenant General Lutes.

3

GENERAL LUTES:

After passing through such a total war as World War II, there can be
no question in our minds concerning the supreme importance of industry in
modern war. It is obvious to'all of us. Prior to the war the Army In-
dustrial College contributed much”to awakening cur Army to the necessity
for a strong link between 1lndustry and the Army; and also contributed
greatly to our victory by training officers for key logistical positions
in war. This College can and must tontinie to be & major factor in our
preparations to meet any future threat against our national secutity.:
For these reagons I feel highly honored to have the privilege of address-
ing you todey, 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 heértily concur in what General Armetrong 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 Armstrong selected for me is the "Army
Supply Program.” In a restrictive and literal meaning of the words, the
Army Supply Program was simply a printed document which periodically -
set forth, throughout the course of World Wer II, the requirements of the
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Army for supplies and equipment. .In a broad sense; however, the ‘phrase
“Army Supply Progream" embraces not Just.the document, but' the: system that
was developed during the wer for esﬁimating the future needs of the Army
for supplies and equipment; correlating 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, components.and manpower;
governing and scheduling purchasing end production,~and controlling
tockages and stock levels . S ;oL
“L: It is to this system that ‘my remarks will be directed this morning
s Unfortunayely, it is'a subject Lacklug in. glamour« It is: complicated
.end, involvei - It canndt be mais amueing All:I..¢gn- try to.do-is to meke
it somewhat intellrgible ' But the 1mportanve of this sudbjJect cannot be
over-emphasized. It is the lifle blood of the suprly ;priocess. < It is the
first skgp.in that process- and the one that governg alliite: phesee._ It
demanda most.. serious attention, and particularly here at-the Army Ihdus—
.trial Collegea > v\-‘ww{ L R R S L ST
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. So let.us first look -at the situation that existed en 7 Decamber 1941,
. when the Japenese: struck . at Pearl Rarbor. At ‘that:time:G-4 of the War
Degartment General Staff had a: procedure for the preparation of so-called
"Equipment Expenditure Programs ‘In effect. these . progrems-wére & break-
.down of the moneys: appropriate& by Congrees for supplies and equipment
for the Army:into-gpecific’ itéhis or categories of ‘items and quantities.
JThey were ‘prepared Dby-the various technical services~-the Ordnance Depart-
ment, the Signal Corps, &nd 80 fOrth-—and ‘congolidated by G-i.:’-They were
not . copplete .statement of the'needs ‘of the. Army, but were, .rather; a
statement of how to- spend the” limited ‘funds. thax.Hed ‘besn .secured. ~After
approval by G h they became the basis of, procuremen& for the teshnical

. mervices. -

These expenditure programs were deficient &s. & means-of- govrérning

laﬁﬁthe,supply program:of the Army. They were limited in scope and did not

cover ell necessary items. They did not indicate when the: Tféms would
be needed and therefore were not phased in time. They were inadequete
as a basis for production planning and s¢heduling or for: -determining the
. Army's.needs;in.terms of ray ‘matérials and.industrial facilities:-:They
.. Were. a meager but importént ‘beginning in determining the irequirenéents
‘”" tne . Army end translating these requiremenhs into. feaeihle production
,:“sc,hedules. T L o e :-a:.ii SISTIRERALE

l

o It 18- prue that in July l9hl, after Germany invemed,Ruesia, the :
"President directed: the- Secretary of War to _explore ‘the: overr-all produc-
tion requlrements to defeat: our otential enemies.; In: response the - -
General Staff.prepared a troop basls 1ndicat1ng the size apd composition
of the force comsidered necessary to' ‘defeat Italy, .Germany:and: Japan. -
This was:the foundation on which weapons, vehicles, uniforms, all the
hundreds and thousands of items necessary to. equip; .ané. maintain an
adequate force, werée to be determined :"o - .Az,;‘

Thls troop basis and computetlon of munitione based thereon were
completed in October 1941. It wes known as the Vigtory Program. It did
not,, however, become the basis for actue% procurement until after Pearl
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1“y]Harbor. t‘was the first program vhich" gave donsideration to the produc- -

“tiﬂe~reseurcas of the country. .

At the time of Pearl Harbor, supply, ueing the term in its broadest

~‘jfsense to.include all activities from the factory to the front lines, was

. divided between two independent offices in'the War Department. The Office
of the Under Secretary of War was responsible for procurement and related
activities, and in this cepacity dealt directly and separately with the
" technical services. G-4 of the Wer Department General Staff was responsi-
ble for: requirements, storage, transportation, distribution and issue of
supylies and equipment; and likewise dealt directly end separately with
the technical eervices on these phases of the eupply process.

on. the one hend G-h was trying to determine requirements and furnish
supplies to the Army. On the other hand the Office of the Under Secretary
. of ‘War was trying to determine what should be purchased and getting it
produced. The coordination and correlation between these two offices
-were inadequate. The technical services had two bosses for supply. While
‘theorstically there was correlation bottom-side in the technical services,
there was no well- established procedure. for. correlation top- -gide. It was
znot uncommon for a technical service to play one office egainst the other.

This aituation vag clearly reaognized by General Somervell when he

o "became G-4 'in November 1941. . That wsa before war was deélared and be-

fore. the creation of the Army Sservice Forces. He immediately initiated
steps with the Under Secretery of War to bring about a better integration
.of ‘the verioue factors involved in the supply process. ‘At the same time
.. 8teps were - initieted to prepere 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.

_ ... In-March 1942, as you all know, the Wer Department was reorganized
~'into three major commends--Ground, 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 Asaigtant Chief of Staff G-4 wers combined and integrated
in the Headquarters of.the Services of Supply, later known as the Ariny
Service Forces, thus bringing together the major phases of the supply
‘processes under one top management. ‘This had a tremendous -influsrce on
" the Army, Supply.Program, : S ~ _ S

,Thevfirst compreheneive Army . Supply Program appeared in April 1942.
It set forth the procurement objectives of the séveral technical serv-
ices by calendar yeers in terms of end items. I assume you 'all know’
~ what we mean by “end items."” They are the items as supplied tc the
troops. Requirements for the Navy and Lend-Lease, as well as for all
elements of the Army, were included

Each technical service prepared its arithmetical computations by
. ‘electric tabulating machines in accordance with standard Army Service

‘”'Torces.inetructiops . Computetions were based upon troop lists, tables

of equipment and allowances, replacement factors, 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.




The War Production Board, after taking into account other programs °
contributing to the war effort, determined that it was. unrealizable due

. to limitations: of ‘productive capacity,:.Accordingly, the” ‘Joint Chiefs

of Staff revised the strategic plans, which were geared to the program;
end ordered a reduction in requirements, ‘which was reflected in the Army

... Supply.Program in November ‘Iok2. This program-represented for the first-
l',vtime e‘correlation of strategy, requirements and productive possibilities

(FE

‘o Requirements are never static, particularly during wer. Consequently,
the Arny Supply‘?rogram vas reissued periodically throughout the war; and
1nterim, almoet*daily, revisions of the published program were made.

pr,.let us -examine in a little more detail’ the system behind the
Army Supply Program--how well it worked, and its deficienoies.

In the first place, the prosram had to ‘be based ‘on the plans for

'i, prosecuting the war. The most  importent planning document in this respect

was the troop basis as worked out by the War Department General Staff.
 Knowing the number of units ‘of various types, that is, Field Artillery
" battalions, the number’ bf Infantry battalions, the numbér of Alr. Bombard-

“°* .ment Squadrons, and so on,' knowing their tables of organization.and

'qulre could be COmputed. Tables of allowances, replacement, factors, in
addition to the troop basis, - determined the améunt of replscement supplies
- and,equipment. Navy requiremente and reguirements of- our Allies had to

' be.added, Then there’ were’ the so-called operational proJect requirements
determined by the strategic .and operational plans. These wére require-
ments over and above any’ tables of equipment and allowances, designed to
meet specific needs; for example, materials and equipment to rehabilitate
the port of - Cherbourg. Co :
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Incidentally, these operational proJect requirements throughout the
war gave us considerable difficulty in that:sirategic plens changed and
emphasis withia:the" theaters of . cperation changed. It was very diffi-
cult, particularly during the early phasges .of :the war, to impress upon
the overseas coumdnders the Iead time .we needed here to get their opera-
tional regquirements 1ntd-production. -For. instance, they might be planning

,'_Ea campaign eight ‘months’ or twelve months from now. It was very difficult

to get their staffs to realize that we had.to know their operational re-
quiremente, their requirement over and. above thelr troop basis, sometimes
.. a8 much asg' & year or: eighteen months in advance in order to have them meet
“the deadline date, to be on time at the place wherse needed.. We improved

that situation after the spring of l9h2, after pereistent hammering at the
,overseas theater commanders.z »

ot From the oompuzed figures there had to be subtracted the amounte al-
ready :on hend :in %hé Army. This sounds like a simple prOCedure, but it
had its complicatichs.” To be absolutely accurate, all thé supplies and
equipment in the hands of all troops, both in the United Stateg, and
overseas, in storage in overasas depois-and dumps, and &t poste, camps
and stations in the Zone of the Interior, as well as amounts, in the depots
of the Zone of the Interior, should have been considered. ) RS

L e

T
KR DN ~



-l

To secure auch a world-wide inventory of all items was an impracti-

. _:cal task. ' In. general the Army Service Forces had ‘to ‘adopt, the ‘practice
B > assuming that, once an item was issued from its depots in tHe Zone of
the Ihter;or, it was no longer an asset in the estimsting of future _needs.

o ‘1. might say that we cannot apply that theory right now in dieposing ‘of

the surplue. This policy led to difficulties toward the end of the war
and had to be modified for redeployment planning to take 1nto consideration -
returns to depota and stocka overaeas.

The next etep vas the translat*on of the procurement obJjectives, as

h'_determined by the methode I have Jjust outlined, into raw material requirs-
\_menta. Ia/other woxds, we started with an end item and worked back to

the raw materials. One of the most vexatious problems in the eerly stages
of the war was that of controlling the flow of materials in short supply,
such as aluminum, copper and steel, into eseential way' programs.

An attempt was ;irst made to do this through o priority syetem. This

' attempt failed, -as could have been expscted. - No priority system can be

' ... ..successful when there is an actual shortage to meet all programs. In

i ...such cages the programs with the highest priorities get all the materials,
o ::while essential prograus with lower priority got little or no materials.

' The next effort was the Production,Requirements Plen, which attempted

;toﬂallocate materials on the basis of manufacturers! ‘estimates instead of

.OR. the. basis of end-item programs. As pointed out to the whr Production

‘Board,hy the Army Service Forces at that time, this scheme was ‘doomed to

failure, since it did not properly correlate the flow of materials with
the various war _programs.

The final solution was found in the Controlled Materiels Plan, which
provided for an allocation of materials down through claimant agencies in
accordance with scheduled programs of requirements. In general this plan
solved the materials problem. It necessitated a thorough translation of

.- the Army Supply Program into scheduled gquantities of the various controlled
. materials. From the second quarter of 1943 to the end of the war the Army
- Servics Forces quarterly issued a document known as the "Army Requirements
_for Controlled Materials" as a direct eupplement to the Army Supply Program.

On the whole the computations frOm these data produced requirements
Tigures of sufficient accuracy to insure a high degree of satiefaction
in the supply of the Army. In effect, they producsed a pool of supplies

. and. equipment which was drawn.on to meet the requisitions originating in
-ths Zone of the Interlor and the overseas theaters and to meet the as-

gsignments of munitions to our Allles.

Certain difficulties, however, ‘arose. Instead of one authoritative

.. troop basis from which to compute requiremsnts, several troop lists

were being prepared by different divisione of the War Department General
Staff, which were in many particulars inconsistent with one another.

. One troop:list, prepared by G-3, showed the activation of units; another,

prepared by the Operations Division, showed the contemplated deployment

.and still another showed the planned sailing of units overseas. There

was a tendency to buy on ons besis and try to eupply on another. Army

-5 -
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Service Forces kept 1nsisting that, one,complete authoritative troop basis
was essential for the proper computationof reQuirementa. While the sit-
uation wes improved during the war, the:end of" ‘the. war. etill found us
with more than one troop basis. I am sorry to say that-we Bt11l have more
than one. . o o e
Not only were there maJor inconsietenciea in the troop baees, but

troop bases when secured -from the War Department Geéneral Staff were not
supplied sufficiently far in advance to allow for the, _proper gomputation
of requirements and the implementation of procurement programg. It Jjust
seemed impossible to get the Staff to underatand the. 1mportance to lead
time in production. ; .. [t
TR "U This was aleo true of etrategic and operational plans, which affected
»fin a large measure the supply of equipment. in addition to the basic troop -
equipment._ Fi;m~decieions on these plans were seldom made sufficiently
ofer {fi" advance to meet the required lead time for production. It was
necessary for Arwy. Servibe‘Fbrcee to do its own strategic and.operations
P .em;apiamning in an attempt to Sitguess ‘the Joint and’ Comb;ned Chiefs of Staff;
T N otherwise we. woulg‘not havé-been in.a position to meet the Bupply reguire-
."menme of’ the operations finally decided upon. '

coareaysy - Another problem in the computation of requiremenﬁe was sthat of re-
placement factors. Of course, the Army had some experience-pn\how fast
.. Bupplies and equipment were used and had to be replaced at the beginning
of the war, dut this experience was extremely limited in compsariscn with
. the problem presented. Originally the majority of the replacenent factors
~-had to be determined on a theorstical basis. Manufacturers were asgked,
= for example, to estimate the items and quantities of spare parts that
would be necded for automotive equipment. The day of fire for ammnnition
had to be continually aajusted, generaLly upward.

In the case of that automotive equipment I am going to make & little
perscnal observatien. In the early stages of the war some of the: manu-
facturere recommended that we prepare replacements for automotive: equip-
ment in sets. That was based on ccmmencial experience. We had.no real
war experience by that time, where we had different climates and were
operating over ‘different terrains. _ v

I got up into the front of Italy and began working from the front

. lines backward to find out juet how their supply was wcrklng, in order
to determine whether they were getting-at ‘the front- what we were produc-
ing in the States. . I happened to hit there- in“the- winter time, -when the
mud was hub- deep The cry- 811’ through the: Army was for brake linings.
‘There-'§éemed to be nothing that they needed like brake linings. Another
thing was steering gear parts, because bhe : steering'gear would break down
from the drivers working in the mud..iL.» : :

1 worked back to the base at Vaples and.then took a plane for -the
back bass at Oran in North Africa, from vhich«ést of these automotive
supplies were flowing I found that they were pretty well out of .breke
llnings That is Just an example- of the practical, simple problem,in
the replacement factor in the field e
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The main difficulty in the original system, however, was cne of phas-
_ ing by period of time. The originel system of determining requirements
was by calendar years-with no intermediate phasing by months or quarters.

' A8 a'result, production schedules &id mot adequately reflect the phasing

‘-of ‘the ‘actual demande, and .too often-actual production schedules were based

on production factors without regard to military needs. The computation

o of raw’ material requirements under the Controlled Meterials Plan wes,
"therefore, ‘based on production schedules which did not reflect the true.
‘needs of the Army. While every attempt was made to secure delivery as
‘fearly during the year as pogsible, there was a decided tendency to keep

~-rolling back schedules to the lest months of the year. Even if doliveries

were accomplished during the eayly part of the year, the problems of re-

- tention of necessary facilities for the succeeding year's program created

by thie method of acheduling were serlous and fer-reaching W

This failure to base requirements on a mopthly schedule of estimated

- “issues to fill requisitions resulted in a peradoxical situation. On the

one hand, we were insisting that technical services and depot ¢ommanders
keep theix stock levels down in the United States to a 60- -day level for
Zone of the Interior supply and a 90-day level for overseas supply. On
the other hand, supplies and equipment were roliing out of the factories
into the ‘depots on schedules that had no direct relationship to these
stock levels. This is an excellent illuatration of one of the most ‘{mpor-
tant lessons about Army supply; that is, that the supply process ig an
indivisible entity and cannot be broken down into uncoordinated phases '
such as production, stoch control and distribution. )

In general, the deficiencies that I have 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 meny items in such large quantities practically at once that
the accuracy of our requirements computations and the controls flowing
therefrom made little difference. We could use effectively practicelly
everything that could be produced.- The only dangep lay in the .reilative
'importance of one item against another.

However, in 1944, on the whole, the eight»million-man Army had -
been initially equipped.‘ The problem became mainly one: of maintaining
~ this Army and the replacement of equipment " In addition, production
rates in most cases had reached the astronomical heights required for
the all-out prosecution of the war. Phis situation necessitated & more
careful balancing of supply against demand. . ¥

. The Army Service Forces met this situation with the so-called Sup-
ply Control System, announced in March 1944. This was not a new system;
rather, it was an extension and . a refinement of the system already in
effect.

. " One of the moet important characteristics of thie extension was a
phasing of requirements by months for the immediate future and by quarters

‘for the years ahead. Instead of creating a pool of eupplies and equip-
ment’ from yearly procurement objectives againat which to fill requisitions,
it attempted to project what would he issned from all depote here in the
Zone of the Interior by months and quartere. -

."(-

e




Secondly, the Supply Control System gave full recognition to the
fact that the supply process is indivisible and cannot bs -segregated into
water-tight compartments. It assembled in cne place; actually on one
sheet of paper, for each principal item, .all the: factors involVed in proj-
ecting into the future thé demand for that. item and- a1l ‘the factors in-
“volved in projecting into the future’ the supply of-that item. By thie
‘means an analysis could be made of the balance between supply and demand

~ - &nd adjustments made to bring supply into Jbalance with &emand Ihis is
- an extremely important point - RN ._\;ch RS v

. Let me call to your attention what the most\important of‘these fac-
- tors were. . Take demend first. We hed the initiel equipping of. new troops
“to- be activated. Then we had the replacement requirements” to support all
“‘the’ troops. ; Then there were ‘the reguirements of our Allies, the raquire-

- ments for items supplied. to the Navy, and the requiréments for’ operational

“fa

projects over and above normal equipment of troops ‘and normel maintenance.
A record of past issues of the item was necessary in order Yo use that ex-
perience, in checking the estimates of future issues. " To these must be
added the stock.levels that were to be maintained and any'reserves.” This
gave us the total. demand for an item.. . G AR P
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“This demand was orojected into the future by intervals of time. ;
‘tétal supply was based .on the stotke on hand and the- anticipated returns
%o stock, which, as I pointed out previously, ‘were igriored :in the original
svstem and . xhich ‘became of extreme importance after the defeat of Germany.
And, finally, we had the factor of deliveries from production, with all
its attendant subfactors of raw materials, labor, components and. facilities

2 “¥iPhege factors for any given item were never static. It would seem
that tile only persistent thing about war is the fact that plans fluctuate

’ constantly It is, therefore, necessary to assemble these data periodicall:

v oX analyze, and to meke adjustments, if we are to prevent substantial
shortages or subetantial excesses.

For all the important items this was done monthly in the Army Serv-
ice Forces after the inauguration of the Supply Control System. I would
recommend that, if -you have a’few hours to spare -during ‘your course, you
takeé a good 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 disp081ng of stocks above this level even while the war’
was going on.

fﬁe'thirdfim@ortant féature'of&%he'Supply Control System was the
extension of. careful adjustments of supply against demand to the whole
range of the 850,000-0dd distinct items of supply in which the Army Serv-
ice Forces dealt. Under the original . .system behind the Army Supply. Pro- -
gram & great majority .of these 850,000 items were controlled only by
yearly estimates of fuhds to be expended for procurement of broad cate-
gories. Under the Supply Control System there were 1900 principal items,
representing lese than one percent of the total number of items, but
accounting for 80 persent of the dollar value of the entire procurement
program. The Supply Control System was also applied to the remainder of
‘the items in order to more accurately control shortages and excesses in
individual items. R P .
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With-thsjina33§§ation of the Supply Control System it quickly de-
veloped that the préfess of controlling supply was in the last analysis
. dependent upon basic records and ‘paper work in depots, procurement
district’ offices, and other installations in thé field. The data for

- the supply control form could only be assembled from these sources.

~ Thele was a great variation in the completeness and adeguacy of rec-
ords in the technical services. Some did not provide all the data that
~wore essentlal; otlers unnecessarily covered too much. There were vary-
ing definitions or interpretations of definitionse of such reletively sim-
ple terms as “stock on-hand." It was clearly evident that uniform methods
+ in extreme detall were necessary for adequate top-side control of require-
" ments, procurement and stocks. SR - ~

“Aruy Service Forces initiated veriocus improved uniform procedures,
such as stock status reporting from depots, to meet the unsatisfactory
situations revealed by the insuguration of the Supply Control System.
These'efforts_rgsulted in an adequate impiementation of the Supply Con-
trol System. On the other hand, we did not reach by the end of the war
the degree of uniformity and improvement -in. basic supply procedures

that we would have liked to reach.

_ Iﬁ'élbﬁing I would like to éummarize for you the lessons that the
Army Supply.Program taught us during the war.,

Thg'first,‘and prodbably the most important lesson, 1s 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 & 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 supplied; 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 &s 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--simplification wherever it can be gotten.

The control of over 850,000 items must necessarily be handled by
clerks and lower grade supervisors who cannot be expected to exercise
a high degree of initiative and judgment. The ideal would be uniform
electric tsbulating machinery and methods through the Army which would
automatically grind out. the: data on which action must be taken and which
would meke these actions as routine and eyetemsetic as possidble. Do not
misunderstand me. I am not saying that there is no room for. judgment.
What I am saying is that the mass of detall that must be handled-is 80
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great thst ss much of" 1t &8s pdssitie should be handled through systsm L
and nat- through tne unsuided in{tidtive bf thousands~of.employees ‘on ; the _
lower level . ) o
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- A-third important lesson is one of preparedness for any future war.
At the oeg;nning of 'World' War II 'we "did not have & prepér system for’ the
control of supply. in all’ of its phasas, in effect OF even deeigned.
Proper. methods for computing reguirements were not -in"use. Owr basic
sbock accounting records had been designed mainly from a property-acs.
counting standpoint instead of’ from ‘the _standpoint of ‘théir-primary pur-. .
pose of effectuating supply. “We had no well< designe& ‘and tested: metheds.
ready o put into effect for the control of the-flow of raw-materials:.

These aeficiencles were generally corrected during -the’ course: bf
the war But during a war is the wrong time to design- and’ test the -
structure through which® euoply is to operate. It is- 1ike Wryingtol
- bulld. a. road under heavy and increasing traffic. - We must: haVe-rea&y
for any: future -pmergency a tested system, complets ‘and uniform in all.c.h
its details, to include forms, flow charts,and tabulating methcds;rfor
controlling supply in all ite phases. ' DL nE gws D

It 18 my opinion thst ‘we dld an outstahding -joy- during World War II
of supplying the Army. Much of this success 1s traceablé.its the. Army
Supply Program and the system underlying it. That system should not
be lost. The lessons which I have outlined ‘should Ve taken ‘té. Heart
and the . system further 1mproved ‘and extended during peace, ‘go-that:wg ...
w;ll always be better prepared than we were at the beginnlng of WOrldLG?
War-I1. RPN

I am informed that I am supposed to answer any questions that you»
might hsve S .

P OVIE e

GENERAL ARMSTRONG

General dlutes,,d would Like to put a first question to you, sir
Would you.say that the Army Service Forces wére hampered by any failure
of .coordination with the Army Air Forces in the procurement. program?
As ydu "look to the iuture, does the future organization provide for a .
better:degres of coordination of the Army “Air Forces and the Army Serv--
rce Forces procurement program and planning? - o .

'GENERAL LUTES

" Yesgl - I would say that we were hampered with a lack of proper
coordination of programs. There was some competition for raw materials,
some lack of coordlnatlon,_whrch improved throughout the war. :

Of course, as .you know, the requirements for the Army Air Forces,
for their essential items that are peculiar to the Air:Forces, are
their responsibility, not that of the Army Service.Forces. .The require-
ments program for common items used by the Army Air Forces, the Army
Ground Forces, and the SerV1ce Forces wag our responeibility

- 10 -



jﬁ“;:As;IQunﬁérstgng;it,_the;futurevorganizaticn1which is now being con-
. ‘pidered provides Tor the Under Secretary of Wer to supervise procurement,
but only in a broad, gensral way. He will supervise policies and will
“have the power of review; but, as stated to me, he will exercise these
powers through the office of the Director of Service, Supply and Procure-
ment, which replacés the cld G-4 section.

TIn thet division, if we organize it--I might say that. the plan has
not yet been approved by the Secretary of War--but, if it 1s approved--
and I think it will be--we will have under the Director of Service,
Supply and Procurement a group which will perform the operaticnal func-
tions of the Under Secretary of War under his direction and, as I say,
his review. h h o

‘In. that-group I have recommended, and it has been accepted by the
Chief of the:Air Forces, that we have a high-ranking officer of the Air
Forces. In fact, I have recommended that the firet director be en air
officer, in order to improve the coordinetion between the Air Forces
and the remainder of the Army. B

 GENERAL ARMSTRONG: . ¢
'l-:Aﬁﬁiquéétipns, gentlemen?
A STUDENT:

..« Do you not think that any supply control system that we get up
should be carried into the theaters, such parts of it as can be, and
"'be coordinated with the Zone of the Interior? ' '
GENERAL LUTES:

I am strong for it if it can be done. I think they should cdrry
supply control, into the theaters. If they keep a proper supply control
systen in the theaters and then keep the Zone of the Interior properly
. advised of phased requirements ahead, not only for immediate require-
ments, but keep them phased for prospective requirements, thet in turn
would be of -great assistance to ue here.

e

A'éabﬁENT:

That has not been underatood in the theaters. 'It1i§ frequently true,
I think, that there is a great need for gelling that idea in the theaters.

GENERAL LUTES:

I agree with you absolutely. One difficulty we had with the over-
geas theaters was, of course, that many of the officers who went to
overascas theaters in the edrly stages of the war and'ﬁook key posltions
had been trained under the old system in the Army. They were busy.night
and ddy and had their hands full. They never hed the opportunity to
catch up with what the Army had been doing in the way of improving the -
supply methods or of improving the organization.
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"For 1nstan¢e, I’ am perfectly surs--that the: maéority of:.thefi never

| undersbood the ArmyService Fofces organization. We'Mave never-had any
S aésire’ to reach OVereeas‘intOLthe o#erseaa theatere, aa many of them
f.thought we did j'“.ﬂ“u“' s R

et

We had a natural desire to~ find but where the breakdowna of sup-

. Ply occurred and whether they were our fault or occurred within the
’ theaters. They sald” ‘that it- was-the theater's: responsibility; but

'ihl<am eure that there has been’ a groat deal of miSunderstanding on the

organization and orocedurea of eupply throughout the war

A STUDENT:

PN

With regard to the replacement factor, General Lutes, are we to take

.,fydu,tnto cons‘deration di*ferent types of battles, that. is, the different
“,ﬂ‘;qterrain and the different ciimates where the fightins may be9=:

" GENERAL LUTES: SR = | o e

Yes. That is the 1deal for which we are reaching

During the war we sent teams overseas to eaoh theater to study the
replacement requirements peculiar to each theater--peculiar 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 .mountainous
coyntry, a very muddy country in winter; and the items of replacement
pecullar to Europe. We had teams constantly on- the go trying to give

" us those data. e

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

.- 014 obstacle of theater commanders and their steffs being too busy. We

,u';would get the data too late. S0 we sent teems over there to coordinate

GENERAL LUTES: -, . . U SRS

.the theater facts in an endeavor to get up-to-the-minute: data on the

”replacement factors for all items of equipment, -which' would take into

.ffconeideration the different types of battles,- the: effeot of climate,
" and so forth. Does' that answer your quest10n9 SR .

A STUDENT:

~ Yes. For instance, in the European theater we had two armies.
The replacement factor for the First Army wes a great deal different
from the replacement factor throughout the cempaign with the Third
Army. The First Army moved much slower. Their rate of loss in certain
items, for instance, gasoline tins, was much less than that of" the Third

Army ...

RICEIT AN

' p;..There again, if I may digress a minute to 8O- into the field opera-
.tion, in that cage the’ army group: staff and the 20brevs headynarters

staff should take those thinge Into con81deration ‘and play cne against
the other right ‘there in the theater. We cdould not attempt to project
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.......

‘consideration. He should know whether one of_his armies is going_to
use or is using supplies faster than another and that therefore the re-
placement factor for that army 1s greater then 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 sayins here. This does not
. apply to replacements, and yet it does. '

Prior to the campeign in Italy we recommended in the Army Service
Forces the phasing of heavy artillery ammuinition in their programs.
It vas turned down by variocus agericies in the War Department. But it
later developed that high-angle artillery fire was badly needed in
JItaly, and we ‘rushed- 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.
Vie radioced these rates of fire to the European theater commander; know-
ing what his csmpaign plans were, hoping to get the experience in Italy
translated into his requirements program in Europe.

Bb did not accept the full data es developed in Italy, and the
result:was that we were constantly throughout this campaign having to
" up our requirements for the production of artillery emmunition. We
would have them coming to us plecemeal. Finally in-desperation I
went over to Europe Jjust before the Battle of the Bulge, at a time
when I knew they were planning their offensive campaign into Germeny,
and took with me all the procurement data that we had on medium and
heavy artillery ammunition. I spelled out Jus® what we could do and
what we could furnish in rounds per weapcn, we will say for instance,
102, from that time in the fall of 194k on up until the early spring of
1945.

S They wanted a much heavier rate of production. I came back with

e plan to increase our facilities and to produce & minimum of some

55 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 150 rounde of 105 ammunition for every weapon in the
attack.

Well, during the time 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 ehortage 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 Chennel at the time some forty-odd ships loaded
with ammunition, and there was ammunition in France; but the allocation
of it under the group commanders was something with which I had noth-
ing to do. I was only interested in getting back here and trying to
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get the- latest requirements translated into production. But tﬁ@ alloca-
tion in the field affects the type. of replacement that ‘we are .epeaking
about not only the type of ammunition, but all other types gf 1tems.

'GENERAL ARMSTRONG. D ‘; - o L ,ﬁ>1nqﬁ: .
General Lutes, I think these queetions might continue for sometime
- tb come, but. you have work to do and we have another echeduled lecture
iator on this mornlng TR TR R

"I want to say that this class ehould be particularly grateful to
you, General Lutes, for your contribution;this moraing. “Thege genptlemen
_are assembled here for a period of six monbhe to-examine the experience
to éo a great. deal of-work’ here for them thie morndng ST know that they
ave boingwto be. velry: grateful to’ yog_;n the montheb ¥5* ‘Come for._ he analysis
that you. have made'and the lessons that you have siiftimarized at the con-
clus&ou of your talk. e
TS PRI AR
. +I would like-to say further, air, that we.approciate'your be1ng here,
bécause the Industrial College cannot operate in‘an acadeﬁia vacuum dis-

......

, tinct from the work of -the people who are carrying on these duties.ﬁw

s

There has beeq too much separation between the doers and the:thinkers
in the world today. Certainly on thig: phage of the“wdrkf‘if we have. any
infTluence to bring %o bear on this problem, We . arsg: going to see ohat the
people who spend all their- t*me thinking about thisg business ‘and trying
to teach it are in the clogést contact with the operators, the people
who are doing the Jjob. Ctherwise we shall- fail. o

In conclusion I also want to say to General Luteb that e’ are exceed-
ingly grateful to him for bringing out the tremendously" 1mportant inte-;
gration and balance that must exist not only betweenvthe’various parts -
of thé .supply program and the people who carry that out'; but’ ‘between the.
Ground Forces, the Air Forces and the Service Forces. That teamwork can-
not exiet unless people like the gentlemen who are here in the course
from the Infantry, the Coast Artillery, the Field ﬂrtlllery, ‘and the
other branches. are fully aware that they have & part: to play in the sup~t
ply program.. That part ig what we hope they will learn'here tod&y and
go out and be missionaries to spread it. abroad throughout the Army

And 80, General Lutes, wé ‘are exceedlngly grateful to you and very i
glad of the privilege of having you with us. Thanx you very much. ..

P
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