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Gertlemen, this'afte?+dh we are particularly fortunate in !laving 
with us General Lutes wBo q~1b,3l;r needs no introduction becmse people 
MC: are interested in the field that we are icterested in 1mew all a%out 
General Lutes and what he did during the war. 

General Lutes cmes to us frm the ibtillerg axd gradimted from the 
C~,mnmd a& General Staff Schocll in 1030. Or, the :qa:.' Gver here, we wi;re 
talking ay)out our experiences at this College; he was a student here in‘ 
1935. 

. ~ 
As ycu knew, $eneril Lutes has had particular interest in ;xol3lcms 

of SUp>ly arLd distri?+tion and when General Somervell was ccrmanding the 
AS$, he was 'qVne,;.of the pillars of stretigth there, later 2&-melf~t'~ suc- 
ceed t?, the Ccrmand ,pf .t;he ASF. . b .: '. 

I. L : " ,,,a. I* .._ : ^I I ~ .e..' I 
" G&cral'ifu$k's. is 'ticw ttie J~lji-c,<t'$?'~of 'Servi'?e ;' SL-~~oiG hn~d'?rndurement ..'. 

in 'the' w&r Il$&&&~~&$ 
f;aghic)ned. ', 

i>&fibrai '8taff,'.whid$ td'-‘& $& gti2i &4;,:' .I 6.0, G.ld- 
,..., i. '. : ',; ': ': ., . , .'v , c f ,~.,Z' . . . ', .., .".i .i ,:: ;. . ..I ,*; ;.-> , I. I ; : . .,(. . . ..: : .., ' . 

: ;& ::'.; A,+ su~jFnt,~~'~~~ich'~~' G;;i.li' speak tb+us 'toda$.'$s the, :&t%r 'of ,$; 
technipe :.~~ic~~.:%~i;:'~e~Sectk~~~nde~'~~~.s.:.Lmne~r:t,e s+?t$isi.'5c,; that df',- ,.-,., yi.y:i..:;~“! 'I - : 1.' 
.th.e' :+rmr~ SU@&~ + spg,~am. I'. .' .,,. ., &'!',. ',' J'.;. ,;;: . ,.. 
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Thank you .very'~&ch, Gerieral WcXfnley, -',Like pu, 'I feel that there 

is'still ,< 1 a G-4. Sedtioi~; I am aid-~ashidned,?l.so. ' " 
.' "1. 

. ' " 
. . . -",;> ! 

i-Y 'The szl?>,ject' whit@ General l&i~ley selected'f'cr r?c is tke %+q~,~~: 
Su2jl‘j;;i l?zo~rati.tf My coi?&rts tocla;( W&l& hcrc Seen acre aqfo$iate .: 

.e;ti-lier, 'in ydur course as' they merely intrcduca the. broad s'u5ject;'"“%b- .:.... , ~. . . 
.e,ser.q .' '.",:.,.' cth+r enga;;ements prevented my addressing y&i':<efore riow; ." . : i.'. ., '. 

: ;,'I$; $:$estri,c,.tive and literal meaning sf.,the wcxds, the .&my S~.~&l.jr 
bogpam ,wa.~,L.si?@y a pinted dscment which,. periodically set .fCrth,' ,: : 
thr3u$-&t t,ie~,~po'urse o'f World ;iJar II, 

. sapplies as& equipment, 
the requirements of the Amy fc,j, 

In a ijroad scnsa, however, tkie phrase, "drny 
Supbdp ?ragramt~,~.erl?lraces .-the sss,t.em tnst .y,?s developed .during the Waz~ 
for estimating. the fu$re nqe$'s of'the Arm~r.fo~‘s.~pa;lleS:,;znrl equipmer,t, 

,porPeia'tiing these, needs with t?x assets altie.@@,'.in the. &z$Ls of the Army, 
and cnordinati$g &emi]witli prp~~ct'io11,;c,~~a~ilit,ies ;n tt++ 'of facilities, I 

,,Z,.‘~ : ’ 
, 



RESTRICTED 

raw materials, components, manpower; governing and scheduling purchasing ~_-I --- ,._.____ _ 
and production; '%$jUsTii@ p~~~g~al-~~~ck 
_ledc------ 

---- - --1__-"- 

It ie to thia system that my remarks will be directed today. Un- --- . 
fortunately, it is a subject lacking in glamour, It is COmpliCated, 
involved. It cannot be made emusing. All I can try to do is make it 
intelligible. But the importance of this subject cannot be over- 
emphasized. It is the life blood of the supply process, It is the 
first step in that procees and the one that governs'all its phases. -- 
It de== most serious attention and particularly h=" at the "Indus- 
trial College of The Abed Forcee." 

Let us first look at the situation that existed on '7 December‘1941 
when the Japanese struck at-Rear1 Harbor. it: that time, G-4 of'the '&ar 
Department General Staff had a procedure for the preparation of'@o- 
called "Equipment Expenditure Programs," In effect, these program8 were 
a break-down of the monies appropriated by Congress,for fluPPlies and 
equipment for the Army into specific itelPa or'categoriee of,itemS and 
quantities. They were prepared by the various Technical Services of 
the-Army and consolidated by G-4. Thqy were not a complete statement 
of the needs of the Army, but were rather a imement of how to spend 
the limi~-&i%~~~had been. secured', After approval.by G-b,=? 

,became the basis of procurement for the Technical Services. These er- 
penditure programa were deficient as a meanrs of governing the supply 
program of the Army. They were limited in scope and did not cover all 
neceseary items. They.did not,indicate when the it&i& would be needed 
and therefore were notphased in time. 

C-,-d- 
Y_-q---..‘.. They were inadequate a8 a bagis 

.for production plknirig and scheduling or for determining the A~zI~.*B 
needs in terms of raw materials and industrial facilities, They were a 
meager but important b,eginning in determining the requirements Bf the 
Army and tr%%jtiT& these requirement9 into feasible production sched- 
ules. : 

It is true that in Julg 1941, &fTter Gern@q invaded hsia,’ the 
President.directed the SecrBtary‘of War to explore. the "over-all pro- 

'duction requirements to defeat our potential enemies." In response, 
the General Staff prepared a troop baois indicating the. size and compo- 
sitioncf the force consihered neces&ry to defeat Italy, Ger%any and 
Jatiw,.. This was the foundation on which weapons, vehicles, uniforms, 
all the hundreds and thousands of item8 necessary to equip ard maintain 
an o.dsqute forde were to be determined. This troop basis and computa- 
tion of munitiona based thereon was completed in October 1941. 
known as the Victory Prog&&. 

X$ was 
St did not, however, become the b&sie 

for actual prOcureme& umtil after Pearl Harbor, It was the first pro- 
grm'which gave consideration to the prcductlve resources of the country, . 

At the time of Pearl H&bor, supply, using the term i&its. broade& 
e&se to include all activities from the factory to the ,f?ont lines, was 
divided.between two independent offices in the ,War Department," The Cf- 
f&e of the Under Secretary of War wan responsible for procurement and 
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.'* related activities and in this capacity'dealt directly and separately 
with the Technical Services, C-4 of the Yar Department General Staff, 

"was responsible for requirements, storage, tra~,portatipn, distribution 
and issue of supplies and equipment and likewise dealt directly and 
sc;mratcQr xith the Technical Services on these'phases of the suppijr 

, process # On thc'one hand, G-4 was trying to d&err&x requirements and 
furnish supplies to the Army* On the other hand, the: Office of the 
LJac$r Sepk!ry of Yar ?,vas trying to detcrminc what shouldbe purchased 
and getting itb,px+oduced, The coordination and correlation botxeen these 
two offices .., The Tcchnicjl Services :xad tz~o bosses fcr 

< &pply. 
~~s,~inndecjuate. 

;;;lhils'thsorotic~llv there was correlation bottom-side in the 
Technice Services, there wks nd well established procedure for COZ'I?G~~- 

tion top-side. It was not uncommon for a Technical Service to play one 
office against the other. This situation was c,learly recognized by 
Guneral Somervell when hz Sccamc G-4 in November 1941 and he irxzdintcly 
initiated steps v;ith the Under Secretary of %"ar 'to bring about a bcttcr 

'integration of *t&2 various factors involvW. in-the supply process, k-t 
the s&e:timc, steps were initiated to prepare a.more comprehensive 
Army Supply Program setting forth mo?e fully the needs of the Army for 

supplies and equipment and correlating these needs.;yith procurement. 
. . 

In Xarch 1942, 2.9 you all know, the ;&r Department was reorganized 
info three:major commands, Groafid, Air, and Service Forcas.' In this 

'. 
,reorganization, certain procurement'and planning functions from the: 

Gffice.bf 'the .Under Secretary o1 c Yar and dertain supply planning func- 
tions~.;from.the Office of the Ass~st+t Chief of Staff G-4, %r Depart- 
ment General Staff,' 7:ere com'oined and integrated in the Eeadqu&tillrs 0-f 

the Services of Supply, latdr kno;$n as'the &my Service Forces. 'This 
br$nging together' of the major phases of the supply processcs,under one 
top~nanagemetit had a tremendous influence on the &xx; Supply bogram. 

a- ',The first 'comprehensive ,L~Am~ Supply Program appeared in &xi.1 1942. 
It set forth the procurement objectives of the several Technical Services 
by calendar $ears in teims ,:of end-items. Roqulirements for the Kavjr and 
-Lend-Lease, as.:well as fc$ all elements of 'cho L!<my, werg included, Each 
Technical Service prepared its arithmetical computations by electric 
tabulating machintis in accordance v:ith standard.Army Service Forces in- 
s tructForl. C'omputations wrc based upon troop listsi tables of equip- 
ment and allowances, replacement factors and other strategic pl‘anning 

, data &t-nished by the G&i&al Staff. The progr<a~ was then translated 
into terns of -raw~ materials' and facilities atid'.furnished to th2 civilian 
Kar:': Pr.oductiun BoX?d. The .j,r Production Doard, after taking into 
account other.programs con@ibuti.ng to the war effort, determined that 
it was .u~izabie d'u; 0 to limitation5 of productive wpacity. Accord- 
ingly, the J-oint Chiefs of Staff revised the strategic plans, which 
xvere ge,ared to the' program~;x..d o&wed a reduction in requirements 
which was reflected in the'&rmJr Supply P~?o'gram in l!ovomber 194.2. This 
program represented for the Xrst time a correlation of strategp, 
requirements and produdtive possibilities; - .-y--Y----?.----- . ,- . 

i ', '. ,,' I 
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.. Requirements are never static, p3sticularly during; plar. CsrpsecLuently, 
the Army Su~:;lg Program was reissued periodically throughout the War 
and interim, alylost’dailq, revisions of the puylished program were made, 

Tow, iet us exLamine in’G little more detail the gystem ?ehind the 
Army Sugrply prOgram T how ,well it worked (and its deficienci.es also). * 

In the first place, the program had.to be basad on the p-L.3~ for 
prosecuting the wer. The most impOrtLnt ple,nning document for SUp;_,l?,i 

pxjyo “9 s was the trojp basis propa-ed by the Var Department Genar2.1 Staff, 
&owing the number of units of various tgpes, i.e,, P.A., Air, etc., 
knowing their tables of organization and equi;sment, we c~~uld c?r?:>ute 
the ‘amount ‘of initial equipment that these units would require. Fables 
of ailowances, replacement factors, in addition .t? the troop basis --‘.--__ -..-22 
determined the amount of _r_e~&ce,m~e.nt s:~:lL_~ and eouiqment _ L- .& -- --.- Havy re- 
TJiremcnts and recuiremonts of. ,:ur Allies had to be adr’,ed 

‘were the so-called Ope,rational re@renents 
Then there 

deteri?inad by*the strr-ttdx~ic __ .-1.. .“-L-- 
and 0 s;r?rati~g~~~~p~g&3.~. These were requircm2nts ‘ever and abcve any tables - _.? __ . . . 
of equipment and allow2,nces to meet.spec5fi.c needs; materials and eG:l;ip- 
men% to rehabilitate the port, of Cherbourg, weil dig&g equipment for an 

- . island In the Yrrcific, o,r landing craft for the Normandy beach would be 
exam$les of operational r.oQuirements, ‘. ,, 

. . . 

Fik. the computed figures, there had to be’ stiqtracted the e.mounts 
alskady on ‘hand in the Army. This sounds like a simjle nrocedure, %ut it 
had ,its complications,* lo be absolutely accurate, all the suyyolies ai?d 
eo‘uipment in the ha&s Of all trcops 3oth iin the Unit& States and ovcr- 

- seas, iti storage in overseas 
stations in the Zone cf the T 

depots and &~n.ps and at posts, GLENS. an&.’ 
Anterior, as well as a.rn0m.t in tho &pots Of 

‘the Zone cf the Interior shohLd have been considered. 20 secure such a 
wcrld wide inventory of all itoms was an impractical task, 5-l general, 
tke Army Service Fcrces had to adopte the practice Of assuming that once 
an item was issued frcn its de7ots in the Zone of the Interior it was no 
loni;;er an asset in the’estimntinf? ,of future needs. This ‘?ollc:,; led to 
difficulties towards the end Of the Nar and had to be modified for ro- 
deploymeEt planning tc take into consideraticn returns. to depots, and 
stocks overseas, 

The next step was the translation c, * the ,proc~2zemint 03jectives (as 
determined’bp the methods I have just Outlined) into raw material require- 
ments, Cne of t:r,e nest vexaticus’pro’;lens in the early stages cf the 
Var was that Of controlling the flow Of m&terials in short s>~?ply, such 
as aluminum, crpPer aiis steel, into essential war ~~,rogams. An attempt 
was first made to do this through a priority system. Yhis’attempt failed 
as could have been e,xpected.. 3o pricritg system cnn ‘ie successful 
when there is an actual. sb.Ort,age to meet all programs, In such 
c,ases, the programs with ,thc hi!?hest priorities get ail the materials ..-.-.A- -. _- 
while esse,n.tial programs with lower prior’ity g+t little or ro materials. -z- 
The next effort was the Production Eequirenents Plan wiiich attempted t0 
allocate materials On the basis of malluc.tu~er.S’,.-.es~.~mate_s_ instea,d of 
cr, the ‘7asis Of end item propans, As pointed Out to the War Frodllotion 
3oard by the Army Service Forces at that time, this scheme was doomed to 
failure since it did net properly correlate the flotii Of materials with 
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the various w,r programs. The final solution ws found in the Con-trolled 
&terials Plan which p?ovided for an allocation of materials dov;n through 
claimant a&ncies inaccordance with scheduled programs of requirements, 
In getibral, this plan solved the materials problem, It necessitated a 
thorolagh translation of the Armc~ Supply Irogram into sched!lled quantities 
of the.various oontrolled mzter ials, From the second quarter of 1343 to 
the end of the War, the'",lrr;r Service Forces quarterly issued a document 
kncxrrn as the "Army Requirements for Controlled &aterials" as a direct 
supplement to the Army' Supply Program. 

Cn'the whole, the co&put&tions from these data produced requirencnts 
figures of sufficient accuracy to insure a high degree of satisfaction in 
the supply of the Army, In effect, they produced a pool of supplias 
and eo&ui?ment :.;;hich ;~as dra,m on to meet the requis-itions originating 
in the Zone of the Interior and the overseas theaters and to meet the 
assignrr,cnts of munitions 30 ow Allit;s, 

. . 
I-Iowevcr , certain difffcclties arose, Ins,toad of one authori.tntive 

troop basis from tqM.ch to compute requircmonts, several troop lists 
mere being .preparcd by different Divisions of the S&r, Department General 
Staff whichwere ig many parLY iwlars inconsistent with,each other.' 0x2 
troop list grcpared by 'G-3 shoived the acti.vation of units, another 
prepared by the .Operations Division shcfwed the-contem$ated deployment, 
and,still another planned sailing of units overseas. The& was a t cndcncy 
to.buy on one basis and try to sup;2ljr on anot:hcr. Prmy Service Forces 
kept insisting that one complete authoritative troop basis was essential 
for the paper computatibn~ of requirements. %ilc the situation was 
im,proved duringthe i;;ar., ,UI $%e end of the 'fiJar still found us with more 
th'an one troop basis,, ,, 

. .I. 
,Kot only:P:ere there major inconsistences in the troop bsses, but. 

troop bascs~ mhcn secured from the Xar Department General Staff were not 
supplied sufficient&~ far in sdvalice -to aliow for the propcr'.computction 
of requiromont3 and the i.mplemcn$,~tion of ;>rocurement programs: It 
just seemed impossible to get the Staff to understand .$he importance 
of lead time in production. This was also true of str&egic and 
operational plans ?Arhich affacted in a large :noasure the sup-ply of 
equipment in addition to thebasic troop .equipment. Firm decisions on 
those plans were seldom l$de sufficiently far in advance to meet the 
required lead time for prbduotion, It was nccesszry for Army Service 
Forces.to do'its OWL strategic and operations plann2i.n an attomgt to 
out-guess the joint end Combined Chiefs of Staff; 0% h~y~$~~& oul.rl not -.--- 
have boon in a position to meet su~p~rcquiremonts of the opcretions 
finally decided upon. 

Another problem in the computation of requircm!eTts ~-as the-t, of 
re@accment factors, Of course, the &XX,? had some cxpericnce on how 
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*fast supslies and equipmeLt were used and had to 3e reTlaced at the 
beg-in?inp r f, the Wail & .> ‘out- thiS experience was dxtr.emsl,g United in 
co&ariscn wi iii the l;rc?ieyi presented. Prj.ginal1-j , the ma; :tity +: r of. the 
replacement factsrs had to be determined on a th%cratical basis. I:& IlU- 
faiturers were asked, for e xample, to estimate the iters and o.uactities 
of spare Pa.rts that would be needed for eutcnotivs equipment, 2% e tiny 0 f 
fire for amunition had to be continually adjusted, zenerally u$,iard. 

There is an interestirg stcq concerning, the SU;3jJl>7 OP artillery 
armuni tion &ich illustrates the necessity for careful forv&d -3lanning 
hy c.ont~at ccmanders, In the ‘I taliar, Caqaign the artt illmy eqen&iture 
rates yere estimated u2an the elxperierice developed is Barth Africa, 
Ehuever , the rugged Fountain chains in Ital:: forzled fortresses which 
had to be b1aste.d. Also, these muntains required high angle fire at 
extreme range I; which in turn burned up mare supercharges ar,d brrned out 
mere artillery tubes. Week big week the Theater raised its ex;iendit:1?es 
and estin- ted future reqLrements, We would translate their rec$irements 
into production only to fin& th3,t they Xust be raise5 again and again. 
We went tc the maximti ?rnducticn that could be reached, for artillery 
atimni tion with facilities theri available and initiated eXpi?.SiCil Of 
facilities. Later, wken the Enropean canpaigns were planned we &.,?:z:,:e s ted 

‘that the. .italian Csqai~r, be used as an .exa,rrj?le and that artillery 
amimnition exoer,ditare rates be estin-- ted with mexi~m Itali?n rates as 
a rmlilT~i* These recommendatic,ns were not accepted.,bx ccm%.t conmzders 
as necessar?.; and ti?e cam:)ai;yr,s in Europe s, tar-ted with lomr rates &tich 
began to rise and rise as they did in Ittily. I ther, want to Eurcpe to 
consult vi th the Am;’ SYoup and Army Commanders. Th.e :~aximun’ Ijroduc ti on 
sates and rounds aveilsL?l e were explained and the ousstion asked whether 
the ammmition that could be sur;?lied ~ouldbe sufficient ‘to suogort the 
zll-c,;lt offensive, The answer concerning some calibers such a.5 tEne 105 
m howitzer was that the rate would hare to be dmbled, Tiiis meant 
a billicn dollar eqansion in facilities and I returned with that 
me SsabTe. We issued, directi ies’to. effect the facility eq:ansiori but 
Germany collapsed before the expansion. was well launched. Tkr~ -- 
we see the e,ffect of battle field requirements upon production md the 
necessit:: for ample 1eaC time for manufacture. 

The main’difficulti. ,in the ‘original system, however, ms one of 
phasing 7s;: period c;f tine. The original s;,T~tem of determisinc require- 
ments was 232,~ calenda’r years wi$h no intermediate ohasi& 71~ months <or 
c;iua.r t e r s . As a rcsnlt, _nLr_uctioq sc.heQ1e.g did nqt gdegmtely ref.le.ct- 
the 9”rasing of ,-the L-t.s- . . 3c.tw.l. _ .demsnd2 an$. .too G,,~,~cxI actQii production -. 
schedules were __ z. _- ..__..--- based on nrdduct’icin factors without regard .to militarv c.-.-.- -.--.-AL 
l.-Ze&3. The computation c f rc?w material requiremects under the cmtrolled 
materials plan was, therefore , ‘msed cn >rcductic‘n schedules Llhich did -- _.-.--.._--- 

-6- 
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XJ~ reflect the true needs of the Army. I"%ile ever+ at lemp _ t Thras nade to 
secure dellivery as eariy during the T.-car as nossible, there v-as a decided 
tendency to keep rolling back schedules to the last months of t'ne yew. 
Even if, deliveries were ar,complished during the' early part of the par, the 
probiems of rotcxtio:x of necessary facilities for the succeeding :;ear's 
progrp created b:i this method. of scheduling were serious and far-reachir.g. 

This failure to base requirements on a monthly schedule of estimated 
ls8ues to fill requisitions resulted In a oaG;cal situation, G-n cvhe 
one hand, we were"insisting that Technical~S~ervices and depot commanders 
keep their stock levels down in the United States to. a 6fO-day level for 
Zon,e of Interior su1.p 9 lg and a go-day level for o-oerseas?apply. On the 
oiiner hand, su?piies and equipment were roliing out of the factori'es into 
the depots on schedules‘that.had ;lo direct relationship to these stock 
le-qels. This is an excellen-t illustration OF one qf 'the most impor:ant 
I;essons about Arm;,? su;>i7ly; that is, 'that the su~~~ly'pi-~~e~~ is an in- 
d&visible entity and. cam:ot be broken down into-uncoordinated phases such 
as production, stool: control and distribution'. ', 

In gegeral, the defic9encies that 1: have pointed out tn. the original. 
system hehind t: iz A.rrcy Supply: Program were not as serious in the e:~rlv 
stagetj of the War a- , L.. they later became. In the early stages of the XL-, 
we needed so man*!,. items in iuch large quantities pracCica\l.Jr at once, 
.tht .-the :accuracy of ot.ir requireme:lts com~u.taX?%s and the con-trcls 
flowing there2rom made 1ittl.e difference. iTe could use effectively 
oracticailv everything tflat could be 3rod~Iced. Y. 
relative. im~orjiance, of'.o.T+ item against another. 

The or~ly danger lay i-1 the 

:' .,I _ 
Yowev~r, in'l9cc, 'on'.the whole, the 8 million man Army had becn 

initially ~Bqui,$;+d. The principal crohlem 
tliis Brmy.and -Exe 'replacement of:equipment. 

ther. became one of maintaisin& 

in most cases had F&;-n 
In addi-tie;, production rates 

,,.,hed the astronomical hnights required for the all- 
3c.t. prosecuti,ozY or f*e ?iar. This situ+ation necessitated. a more careful J 
ba3:dncing of si~onnly. against demand,‘ -- 

The Army Ser~ricc Forces met this situatio? with the so-called Supply 
Control System, anrioyncod 2.2 'Larch 19&<. ThFs was not a -new system; .'_ 
rather it was an e&cnsion~'and a refinement of the sprkm already in effect, 
he of the mos% important characteristics of this e&ension was a 
of requ$rements 'by months for the immediate .@uture 

phasing 
'and by quarters for the 

years ahead. Instead: af cresting a pool of su-?.;)lies and equiyen% -t'roin 

yearly prncurement~ objcc-kives against; which to fill requisitions, it 
attempted to nro'ject w+t G&L .be i-ssucd -. from all depots hero in the Zone 
of the Interior 'by months and quarters, I- 

-?- -“. ._... __.^l _x .._ _ ..,,_, ,. ,‘_ . . .__., _.._ _..__.... -- -..-. ._.._“,_. 



Secondly, the SuL321:: Control System gave full racoi4niti3n to tlrc 
fact that the sup2ly process is indivisable and ce.nnct 5s segregated into 
watertight compartments. It askerFled in one :2lace, actually on one 
sheet of paper, fOr’F.ac~‘~~rincipal item, all the factors involved in prc- 

‘jetting into .the future demand for that item and all tha factcrs in- 
vclved. in grcjecting intc the fu.ture of sup@y of that item. 3~ this 
means an analysis could be made of the balance Between supply and demand 
end a&justments made to ?ring sup,ply into 73alance with demand. This ‘is 
an extremely i.mI3crtant goint. I invite your attention to the most im- 
portant of these factors. Let us review - %irst Cemand The initial ----A- .-. 
equi@ng cf new trcogs to Fe activated, 

--. ._...__ -,_ 
Then the yeg&acement require- 

ment.s to support & t~he trocps, Added were the requiremcl;ts’of cur 
Allies, the requirements fcr items supglied to the Navy, aad the require- 
ments far cperaticnal projdcts over and al3cve normal equipment of troops ------ 
and nnrm31 r.aintenance. p. * ” A record of sst issues of the item was neces- -- 
sary i.n nrder to use that experience in checkins the estimates of future -.._ 
i s sze s . To these must 3e added the stock levels that were tc 3e main- 
tained and any reserves. Thi s eve us i;--: +,c$?l demand fcr __ I __.___ _ ._-.__--_- __ __ -srU&2. 
This demad was then projected into the future by intervals of time. 

So much for demand. Secondly, let us consider assets t:, match 
against demand, The total supply was based on the stocks’dn hand, the 
anticipated returns to st.ec.k which, as I pointed out previcuslg’, was -- 
igncred in the criginal system and which ?lecame cf extreme impcrtance 
after the defeat of Germany. And _fjLg&Lz7, the factcr of .deiivcries frcm _______ ._ __ .--...-_--- 
Froducticn with all its attenda~nt .su%-factors pf rpw meterizls l33Or ,.T- -_ _..._ _ _ --- .x..- .-----) 
corl~crlel~ ts fa-ilities 

. 
--J. -!.?--L-A-.-4 _- - .--. 

These factors fcr’any given item were never static. It would seem 
that the only consistent thing about war is, the fact that plans fluctuate 
constantly, It is therefore neces’sary tc, assemble this Data periodically, 

‘analyze , and make adjustments, if we are tc prevent su%stantial,- shortages 
or substantial excesses. ;‘br P-11 tke impOrtant itWE3, this bm-3 dOne 

monthly in the Army Service Forces after the. inau,guration cf the Su?;?ly 
Control Sys ten. We even introduced into the Supply Contrr.1 System a 
dispcsal level wkich was determined by estimates of future needs. We 
started faispcsing of stccks above ti-is level even w!!ile the Wa,r was 
going on, 

The third important feature of the Supply Control System was the -__- .._-. -. _._ 
extenSion cf careful adjustments of supply against demand to the whcile 
range cf tl;e 850,000 odd distinct, items cf su,?ply in which tine Army 
Service %orces dealt.. Under the original system Schind thi: Army 
Su%21$7 Zjrcgram, a great majority of these 850,000 i terns. were. contrcJl.l-4 
orl;i bg! vsarlv e.stina+es XL .-._ _.. _Y _-- .- -0. ..o-f...f?lu~l_d~. to be expended for pruotlremant 
cf bread categories. TJnder the S’~p@.y Crrn&cE.. Sysf.em, there were 

-_ -- 
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1900 principal items representing less than one per cent of the total 
number of itcrxz, but accounting for 80 per cent of the dollar value of 
the entire procurement program. :l&.iE monthly revision was confined 
to these 1900 principal items, the 'Supply Control System was also 
applied to the remainder of the items at more infrequent intervals in 
order to more accurately control shortages and excesses in individual 
items, 

'Jith the inauguration of the Supply Control $-stem, it quickly 
developed that the process of controlling supply was in the last 
nnslysis entirely dependent upon basic records and paper work in depots, 
procurement district offices, and other installations in the field. The 
data for the supply control form could onPJ be ass&$pd from these 
E OurceS I) There was a great variation in 
of records in the Technical Services. 

the completeness and adequacy 
Some did not-provide 50 the data 

that was essential; others unnecessarily covered too much,. Ther c were 
varying .dcfinitionz or interpretations ofdefintions of such ralativcly 
simple terms as "stock on hand", 
methods in cxt~~eme d&ail were 

It iW.s clearly evident t&t uniform 
necessary for z.dequate top-side control 

of requirements ,' procurement and stocks. Army Service Forces initiated 
various improved uniform ,"rocedurcs, such as stock status reporting from 
depots, to meet the,uns$2z,factory situations rev&&d bir 'the inaugura- 
tion of the Su;@y Control System. These. efforts resulted in an adequate 
im@emWtation ofthe Sup&r $xitrol System. k-the other hand 7,-y did 
not reach, by the end of, the iJar; the degree of, uniformity,dnd '&rove- 
mcnt in ,Sas.ic procedures that 'j:e Muld like to have accomplizhod, 

'In&sing, I would like to summarize for you the lessons that the 
&t-q Supply Progr,am'tmght us dur$ng the %r. . -: 

. _i 
First, and probably the mdst~,import&nt lesson is that 'the supply 

process, from roquiriements through manufaoture, to deli,very to the 
troops, must.be considered as a %holc. Procurement c5nnot be treated 
separately from stock control; r2(1uireTnCnts..cannot be treated separate- 
ly from production; distribution, from procuremar& To be successful 
there must be FL control systel-r. fdr supply under a single directing 
head which takes into consideration all' the factors involved in tha 
supply process and properly integrntes.them, This is the only xay 
that the Army'can be properly supplied; the only way that we can 
avoid substantial excezses and shortages and wasteful unnecessary com- 

~'pctition, ,, ," : 
I'.' '. '. The second lesson is that there is no easy way for dealing with 

supp2~ and'its sub-phases, such as' procur'ement. It cannot be handled 
in a broad way. *It is the nature 
in specific items, 

of the problem that: $ou must d&l 
in given quantities, bygiven neri'ods of time. 

. 

9 
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For example, beautiful dollar statistics can be prepared to 
shob, how much of the funds earmarked for procurement are,%ing 
expende a. In fact, such statistics were ,used early in the war. 
3ut thsy can 5e-.verg misleading for .t& very simple. reason that .the 
doll.ars nay not be expended to Sri&g the particular end item! needed 
at the moment, The same can ?e said of tonnage statistics. 

A pratical example of the effect of tonnage statistics in the 
field can $e found in observations made on one of my trips to the 
Mediterranean area. In the wbter of 1943-1944, I visited the 
Italian front. The fighting was in 2rcgress in the Venafro Pietro 

1 area, I wer,t up to tke frrnt areas and found the only shortages 
coqlained of were in auto garts. larticularly, brake parts 
ar,d stearing gear parts, which were Seing expended rapidly d>~e to 
the lack of reads and mud, I next went to t’ne Divisicn dumps to see 
whether there was a mal-distribution betsreen the Divisicn*and the 
9attalicn, The Division depots did not have the parts. &xt we 
called at Army Depc ts, Zhe -2arts were missing. Then back to the , 
Naples Sase. Still the ;?arts wers: missing. I then flew to the 3ase 
at Crag, Xcrth Africa which was shippirg sqqlies ,to Ba>los. The 
parts were shiIqed a~& were on sLi>s ‘lying at anchcr in Ua?les Ear?mr. 
Due tc poor manifesting ir, tine Thenter shipping docuner,ts, the location 
of -t&se parts had Sear, lost. Although we discovered this. in time, 
the check up fccused attcntian-u2on twc problems, orie the tans .uqon 
tons of automc tive :earts stored in the open fields ‘at bar’ W .ch were 

+ $-K& riming and for which there was w denand and tyo, the shortage 
cf parts that were in denand and which were.‘being Su&ed ~2 at the front 
rapicIly. Cn n=turn I corqpla,ined tr? the Chief of Crdnnnce that his 
statistics on tons cf parts shipped were of slight help - that lrtg 
cwn office and-a?i*ether su~qply people vould’have to have statistics 
on end items. This is also an exalrple of the need for accurate data 
on maintenance fac,to?s, These data .fc!r automotive parts used during 
the early part of the war we;re 3ased u>on eqerience d;ta cf the 
autmo tive Miiufacturers ; and the data developed in militar:: cam 
paigns ever a different terrain and’ in a d,arq winter climate turned 
cut to ?-ic err’oneous. It is nec’essary to have sem records cn a tonrage 
basis due to the numerous. mall itens involved. Sut, wherever possible 
use rmre accurate data L avoid dellai- and tonnage statistics if better 
statistics cati >e bbtained, 

The central cf su;3+y is dependent u>cn Yasic records. There 
ohould be uniformity in great detail ir, these records and the methods 
of using them. To the greatest poseiSle degree, the methcds should be 
reduced to routine mechanical processes.. 

The control of ever 850,000 items must necessarily ‘3e handled b:i 
clerks and lower grade supervisors, who cannot ?e expected to exercise 
a high degree of initiative and judgment. The ideal would be to use 
uniform electric tabulating machinery and methods ~??.ich would 
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automatically grind out the data on which sct.ion rmst be taken and 
which would r?ake these actions as routine and systematic as possible. 
Don’t misunderstand me, I am not saying that there is no room for 
j u&-men t.; What I am saying is that the mass of detail that must be 
hatidled is SC great that as much of it as possible. should be handled 
through system_ and not through the un$mided initiative of thousands of 
empioyees~ 

A third irqortant lesson is one cf preparedness for any future war. -_I 
At the beginning of World War II we did not have a proper system for the 
control of saptzly in ail 0 f its phases, in effect or even desi.$ned. Pro- 
per methods foE computiag requirements were not in use. Cur basic stock 
ac,counting records ‘had been designed rtlainly from a property ‘accounting 
standpoint instead of from the standpoint of their grinarg gurpso of _. 
effectuating supply. We had no well designed and. tested methods ready 
to put into effect for the control 0 f the flow cf raw materials. These 
da~ficiencies krere generalljt corrected during the course of thk war. at 
during the war is the wrong time Co de-sign and test the structure 
through which supply Ts to operate, It is like trying to build a road 
under heavy and increasing traffic. We must have Feady fx any future 
emergency a tested svstem. .comslete ” and uniform in all its details, to 
include forms, flow charts .aild tabulating methods, for controlling sqplg 
il;l,al.l its phases, 

* 
Ilz my opinicn, 1 an out s,tanding job d&ring World FJar II in supplging 

the Arm:; w8.s accomplished, Luch of this success is tracea3le ts the 
Army Sup.&’ ?rog&m ‘and the system %derl,ying it. That system should 

; ., not be lost, The lessons. which I have outlined shuuld he taker, to heart 
and the system further. imroved and ‘extended during peace so that we -f--w-., 
will ,alwo.ys 3e better prepared than’we were at the beginnir,g of World 
Var 1.1. 

* 

After Bassing through such a total war as. Worl& War If, there car- Ije 
nl; cfussticn in our minds concerr,ing tine supeme Amprtance of industry 
in modern war. It is 03vious . . . Prior to the X&r, the Army Industrial 
College contributed r?uch to awskenir,g our Army to the necessity for a 
strong link ‘between industry arid the ‘Army - ar,d also contri3uted greatly 
to our victory by training officers for key lhgistic2.l i,oaiticns in War. 
This coliege can and must continue to be a rmjcr factor in our ,re:gara- 
tions tc meet any future threat against our national security, For these 
reasons, I feel highly. honor.ed to have t#he privilege of addressing you 

tada; and 38ish to state that my staff and I stand ready to contribute 
toror .bel? in your programs in any way within our cc,~eGblli.ties. 

If you have any questions of a general ma.turc, I would be glad to 
try tc answer them. 

,-I.?..- 



These 850,000 items you speak of,.were they .duplica:ed in some 
categories? For instance, several thiz-gs would be catzloged four or 
five times, 

Yes, they were duplicated, ?ut I wouldn't say seriousl:~ so, that 
is; mjor items wem not du;l=licated. biiilor items were duplicated and 
minor dt,er?s tigre still Seing duplicated. Just the da;rT Yefor< :esterdav 
I had. :,eople concerned with that activity in rr:r office going bver a 

Y , 

list of 3,506 items which have been assigned for procurement tr, the 
various technical services and to tha Air Tortes. I found duplicatisns 

t. in t?is; in my opinion, although not as serious as they used to be. 
I found 'a few, For example, camera equipment is still being procured 
5y tile Signal Corps for the Grcund Forces and 3::. the Air Tortes for the 
Air Forces, The Air Forces claim G-E:- have a peculiar kird of camera 
equipment but the congrtneqt parts and the manufacturing facilities for 
cameras nust 7,~ the sane ir, general. T??ere ma:,? ?c'sor?e' differcnccs in 
scme of the cengonent parts of it. There ria;r 3~ sr)ra SIG11 differences 
in sclre of the r:::~w materials, jut in general the:; require the sane 
facilities, the sama comporimts a-d the snirle 'haterials - differer,t 

'sizes, different specifications prcb%ly, We iicpe tn improve tliat. 

We recgnncnded.ta the Secret&y of War that he ccl along with 
the Secretary! of ik,;.vg in assignning ;?rocurement in '7rDad categories 

~ tbc'u& t&a Army and Navy Kunitioas Scard, tc tll~ Amy and Bavy and 
: ' Air.Zorccs. I Also, within the Arm;: we haT,-e a committee called the 

Procurement Assigmer,t Committee wLich is wcirking new cn atteqting 
t3 eliminate these duplications that ym speak c;f. l . 

/..' 
CuP greatest difficult;? is fuilds for persome %cause we have 

been seriously cut in. ful;ids fcr -i~oplo who wcrk c:n cataloging and 
comma specifications, My office Sas :Teen cut’d.otm ta two people 
far thati function. I need a nininum'cf 35 for its staff supervisian, 
I am trying te get new a decisiqn from tho Under Secretary of War as 
tc t&ere this activity st&ds in priority with zthcr activities. If it' 

I stzmis hi& emu@, then we must direct the technical services to let 
solra ether activity get i.nti a lilW?.t yri.ority, discharge personnel 
in that activity a,& .jtilize the spaces and personnel f9r brorkTnT: on 
cormon specifications, catalogin,:, cnmqor, nmcnclaturc, common num?ler-- 
ing and s3 forth, which in turn leads to Set%er assignment cm procure- 
rien't. 

Does that answer your questiot? 

Yes, Sir. 
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A STUDEIL:T: 

Sir, do you feel that a periodical stock service report from the 
depot during comioat geriod would ha.ve been of assistance to the, 2%~ 
De;t?artment in the analysis of reqGrements and production forecasts? 

~%X%Xl., LUTES: 

Yes, I do. We w&e trying to get that. It is a &e&ion of 
evolut ion. Each,technical service has what you cali, as you know, 
the Wational tape 11 ::;ith a stock control point. 
50 zet 

They are supposed 
the stock status reports of the depots periodically and know 

not on>3 th:hat they have in total all over the country in depot stock 
Sat actually where it is located. But that doesn't diminish what i 
sag about st~cl< control. We still livent the stock control system, and 
I recommend in -your studies you examine some of our stock control sheets 
and see what I mean by the ccm$.et e data that is on one of those sheets. 

G3CXAL IfcKIKLEY: 

Colonel, does that ans-r;er your question? 

A STUDENT: 

Yes, sir. 

Cf course 'that activ'f J -, , luy is decentralized to teclnxical servicest' 
Ye keep no"stock status'reports on'the General Staff level.; that is a 'I 
technical service operationj but we keep them under staff supervision iq' 
order to ins.u?e that proper 

I 
procedures are established and carried on 

and that we have a reasonable &Lance of knowing What our assets are, 
or ,;hat~‘our shortages and -excesses are, 

A STUDENT: 

In future mobilization planning, who ivill be responsible fcr 
compiling the requirements for the >ar Department - which office in 
the Yar Department? 

CENERAL LUTES: 

Nell., %he Requirements 3ranch of my office would review the actual 
computation of requirements. 
services which in the Ravg are 

Computations are done b;~ the technical 

Department, etc., of the Army, 
the bureaus similar to the Crdnanco 

The staff supervision of this in the Arm,y rests in the Office of 
the Director of Supply and Procurement , vghich is the old C-l+ office. 
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A STGDENT : 

During the course of your talk, General Lutes, you mentioned the 
shortage of brake lining and steering parts in Italy. I just wondered 
whether there~had been any effective means whereby these field 
shortages of some more or less common items - I know in the Pacific 
that brake parts, lining, hoses, and so forth, were perpetually short - 
whether there is any means whereby the reporting back to get those 
items into production may be expedited. I think it was also brought 
out in this problem of the manufacturers' parts mortality. I know 
that toOk .2b0~t TWO pears before ;~;e got in our own mortality, 

G3NElUL LUTXS: 

'Y$ll, that all goes back to the old basic question of maintenance 
factors. Xhen i;he wa.r broke out , you had certain maintenance factors 
established by the technical services by and with the advice of the 
peo$e they were buying the equipment from. As the war store, we 
began to coliect this data although you would be surprised how 
difficult it was to Set it. 

You would think that the overseas theater ccmmander himself and 
his staff would be highly interested in getting that data back to the 
United States so that we could translate it into the procurement 
program9 but to the contrary we wer;; radicing and telephoning and 
begging for this data. Vc finally had to send a team to North APrica 
arid a tezm to the Facific from the technical services sponsored by our 
office in 5ashin:;ton to try to impress upon the theater co;rimar:dcr and 
his staff the importance of these dat$; that we col!ld not maintain his 
equipment properly unless :we could get these factors rushed back to us. 
And some- of these tezTs it>orked in the field as long as,a year. 

Now we h?ve very good maintenance data, as a result of this wBr, 
for cvsry theater in the world, and the Ar2iy should not Se caught in 
that position again, ?e are now trying to work on these (-la'ta 2nd 
asseidle -them so that if we go to war again in the next tiverrty, LeTi, 

or fifteen years, we will have thz benefit of operations in every 
combat zone in the world in order to a&y to these maintenazlce factors, 
something that me did net have in the beginning of the ;~ar, 

You asked whether we are taking any steps in that direction; we 
took continuous steps through the war and we still recognize the 
importance of the problem and are working on it right nowe 
I will be briefed on that b;y 

In fact, 
a member of jny staff tomorrow. 

A ST(jpQp * L . 

Ctineral Lutes, computation of raw materials, that can be extremely 
complicated unless there are some thumb rules or short cuts; do you 
know of any thumb rules or short cuts that could i;e used, for oxample, 
in the cutting of requirements for tin which is so universally used? 

lk r’;i ;;_i <q ci ;J !.‘,;; ;; ;- .; ; i is iT 
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GE;ilIERAL LUTES: 

It is my understanding that they have factors worked cut, I haven't 
worked on that nor have I seen the factors but it is my unders.sending 
that they do have factors worked out which would establish shortcuts 
for computing rcqxirements for raT/J materials, I would rather you take 
that UC with one of the technical services if you get a char,ce, . 

A STUDENT: 

General, in the .!!zy Supply .program, were the monthly material 
statux r&ports or battle loss reports reflected in the Army Supply 
program and what effect did it have on them? 

C23XRAL LUTES: 

Monthly battle ~OSSCS? 

A- STUDEKT: " 
.I :. .:. I 

. . 

And monthly material status reports of end-items; 

GEN2RAL LUTES: ., ,I, I 
,: . . . .' 

yei; they were reflected, 1 The only~&ace. wheri we4 could really 
transla%e ,battle lbsses quickly~.~~as in the items. of. which Vhere w'e?e 
plenty on halid, s&h as motor spare parts, if you had them, but-$Tpu 
couldnIt get ar?,y item thtt‘t required time in C,he production based'upon 
the monthly battle loss report, . . I 

Noiv I' wi?I give, ;@u an ex&ple oP'.that .e When the w&r broke out, 
the Ground Forces' stated that they did not want 'any hetivy!artillerg. 
Diow this i.s off the record. 

. 
(Discussion off the record) 

. ., I' 
A STC'I)Ej$T : '. 

,'.., 
,: 

._ 

Several of th,e items on -f;his stock list have a marked similarity, 
yet they are not interchangeable. It seems evident that-if there is a 
give arid take between servi.ces, one item could be mnd,if'ir-!d t,o s1i:i.t 
sevora.1 sarvices. ,. 

*_ * - , 
GET~IBRAI, LUrTES : :. . . . . . 

. *' It would certainly simplify our job,. 1, wish.ne could bring it 
about. It is not only between tec,hnical services;. but between Air 
Forces and Ground Forces and the Army and Navy, and that I.s wha-b I 
meant a while ago in speaking about common specifications aa a first 
step toward common cataloging and common procurement. It is highly 
essential to si,m@ify storaga and distribution and procurement and it 
saves the tax payer money. 

15 Bh& u ,/-JJj 11 g.& 
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Is prcgress heing made on that? 

G3mQ Wl!E S : 

Well, we all talk a$cut it and think about it and fight for it, 
but fir& a lot‘of resistance, 

GX:\‘sFjJ; QKINT,EY: 

;Eney right now for empioyees is the thing that is stbpping it; it 
is coming just at the wrong time to clinch what we leamed and what 
we are doing. 

Somewhere &long that same line, is the're anythirg at .'present t.oward 
further standardizatiofi of accodntifig methods and I'?porting prbcedures 
as %otween the different teehi\ibal servidesj 

GZi\pJJJQ- JJJms : . 

Yes, we are working along that line and there again gou meet 
resistapcc. ,Theri: is where ycu get into coqstant fights; every3,od:T 
has their pet ,system that they want tc h'old on to'. It will fake a 
stuffed clu% ,to 3ring it a>out 5ut we.are working on it. 

A STurnTT: 
. 

General, in your opinion, do you think the present G-2 is adequate 
now for ancjther war cr wcu2d it ixave to be expanded to the size of the 
Army Service '?&es like we had the last tine? 

I 

GX3rn& LUTE s : 

Well, you psse a very difficult question. If you. cculd get 
svery5ody to understand whe.t th, 0 Army Service Forces was organized fcr, 
what its j:,7, was and its responsibilities to the Chief of Staff, I 
would say we L should return to it in war, I think it WT.9 a scund 
organization, .3ut such is nnt the case, 

.., ', '. .,. 

I!he Air J'orces cossidered the Arms Service Forces principally a 
Grcmxd Forces organization w:'i.ich was not true. It was designed by 
General Rarnhall to serve the -4rmy acress the ioard c2mletely. It was 
designed for ttiat purpose.. Now if, it ;Jgnld bc viewed as an over-a= 
Amy Service agency, it‘w:l-ld'%e a sound organization, 5ut inasmuch 
as people $6 net ecCe2t it tiat way sme ether organization has to be 
found, 

. 
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I would say that the answer to your question de;?ends a great deal 
uPon devcldpments in the future in the organization of the Army, that is 
whether ae havg an autonomous Air Force; how much autonomy will the 
Air Forces havee will the Navy and tht- Army and the Air Forcss be 
conn‘oined under ins cabinet member who will referee the appropriations 
and referee the personnel allocations to the three big components of 
the fighting services. Xi11 he referee the priorities in which.equip- 
ment wilb be needed by the Ar:;:y, Navy and,Air Forces in order to get th< 
most for the money and have your'eyui$ment delivered in phases und- 
priorities, in which it is needed, or will ive'have three big competitive 
services ., as we had before, fighting with industry to get what each 
wants, J%o Eeli- with the other .fcllo~.~' Those are problems that have 
to be resolved and you have strong personalities fighting 'on both sides 
of the fence. . I 

11y belief; ‘of course, is strong unification. I think we ought to 
go forward. Re ought to save the people of the country as much money 
as we can. :'r%.ou@t to hevc.the,;nost 'stre~~~ined.s~~~~ 'organization 
we c3r-I get, W'ought to have common procurement for all items that can 
be made common'to the three great servicas. Xe ought: to have comnon ' 
specifications to'got that common Frocurement. 
Kavy doesnit need special equipment, 

I am not saying that the 
the ki$ Forces doesn't need. : 

special equiFmont 'and the Ground Forces; they do. I .arn t,qaking about 
bOmiii.Ori it ens , : COnUIIOti p~OCUrGR~~t, I'ie n?ust., have it , Ett is .extrsv~gant, 
wastt2.fu1 ,' Lo have': it any other way+ , 1 

- 
And what typeof organization w e riced to bring that about is, 

probl,emntical, ,but it seems that wo 'should have to have some so&of' I. 
an office. under the oabinet member to staff .supervise cqm;:on proouretnent . 

'. But &h&t is so f.ar in the realm qf the future that I won't discuss 
it now. But if we ,shoulci 20 to war tomorrow, with the Army and ,?Tavy 
and Air Forces set u$ as they <are now set'up, you asked if the G-4 ‘. 
Section would have to be'ex~anded? Ky opinion is ,that $t would .have 

' to be gre.atly expanded. I have been cut over 80 per cent in ,' 
personnel and am ndw bein::. a"'ced 

r as Ia;.r 
,' ,to take another 30 per cent cut on 

the residue; - c and ds f a. a: find out in our current job & the 
mopping up of the*last war,' (which is still a job in our 'office,), ,OUT. 
workload hgs only gone down about la per cent. 

I, 
GE3 ERAI, I& KI!JLEY : : . ', 

I 
About one or two more questicns,. 

. . . . " " . ~ ., 
. . 

A STXEFT: '. '1.. '. , 
&nerai , you made a st;~tenor,t a while ago that in certain theaters, 

you asked for irfonnciticn on usngo and all the theater co,mfi~ndc.rs sen t 
in requisitions to ?orts of Fmbarka t&x-i, which were under -the Trans- 
portation Corps, Those requisitions gave certain &Liz. fio::ievar, ,.. 
ove!ygeas supply was under the Transportation Corps, not .thti Chief of 
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Services, and it was very difficult f?r the Chief of Services, I under: 
stand to get that information from the Tramqcrtaticn Corps. Do T'CU c 
think possibly that -- 

CZiXEAL UJT'SS: a' 

I think that is wrong, I think you h,?ve heen inforned wrong. " 
It was my job to get up the overseas supply plan in Fe?zuargU-12. 
That is what I was 'brought to Washington for in the first place. ,I, 
That is how I got r?ixed up in this business. I was only 3rought here 
for three weeks' t&porary duty to get up the overseas sup&,: plan, 
(Laughter) 'I tidn*t realize that they were going to put the Ports*of 
Embarkation under the‘Transporto.tion Ccrps. I was never in favor of the 
Overseas Sup.ply Division being a part of the Transpcrt,aticn Corps. I ' 
wanted the Overseas Su$i:,l:l Division to be a staff agency in the Ports 
cf Enbarkatica to represent G-4 Section or wh.atever sup.?ly agency . 
was organized in Washington, When we established the cversegs su:?plg 
plm we put the cverseas supply groups or staffs in the ports which we?e 
not at that time in the Transgortatiqh Corps. Later they cyganized 
the Transportation Corps a>d the Commanding General cf the:Arny,Servi&e 
Forces placed the Torts of &harkation, or iather gave the Forts of: 
Embarkation,, control over all activities in the,gorts wLhich included 
the everseas Supply Divisicns ,of the'pcrts, I objected to that but 
was overralled, which was all right. The CcnAanding General had the 
right to make his own decision. I then told hiK that the C)verseas 
Supply Division, in my opinion, would not function properly unless the 
head cf th,zt division had com$lete 'access to ny s,~I@y,.office in 
Washington direct without 'going throug:h the Chief of the *Transportation --.--- 
COrpS, which gave him really two %c.sses, Unfortunate .for him, The‘ . 
Ccmanding Ger,eral'consented tc that setup'. ..I later found the Tram- " 
pcrtation Corps cut loading ships 3o.t according to the priorities laid 
down by the theater comander or ?y ny office, but according to the 
best scheme that they thought was needed for the losdir,g and mover?ent 
of su>plics like any other transpcrtation\agancg. $ut the most 
efficient system of moving supplies sometimes is not. the best system 
tc get the eqd. iten. needed to tne front in time of war.' 

So I had a knock-dam-drag~out on that matter and that fight., ' 
was settled. Frcm tnen on out, that was in 1943, nagbe the last lm.rt 
of 1942, from then on out, they loaded, of course, in the priorities 
laid down 3;; the theater ccmnander. I Vent overseas to Europe tc 
establish the pricrity systems with the Eurrpean theater co,mander 
and later in all the other overseas theaters. Ve estabLishad a system 
whereby -priorities and priorities within zsrioritics could be laid down, 
to the poi'ts, 

Xow the replacement data that you speak of could flew into the, 
Army Service For~:es,~~adriuart,era where,:it could go to the technical 
services and did. 'TLe technical services didri*t like the overseas 
setup for this reason* Tney wanted to he a%le to have direct dealing 
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with their own quartermaster or their own ordnance officer right 
straight. thr<.ugh, for example, vertically thmugh to Europe, which was 
dangerous because you would gel: urzoordimtcd action. I could s$and 
here the rest of the afternoon and cite hundreds of ex~qlas where when 
the:7 got out of channels we ‘had uncoordimted action. 
long iSstance calls directly 

tiie had cases of 
from a staff officer in Xurope or Washing- 

ton for certain items, and if they listened to hir?, which they sme- 
times did, depot stocks here would get out of balance, One theater 
could get mo::e than it was entitled to and some?odg else got short- 
cIh.an~ed, I wcnf t go into the detail of t’hat, 3ut I know q:3ite a stoq? 
behind it, It gces into some vary sericus shortages in Turo2e which 
need n-t have existed, due to t,he fat t that they got out of ohanrlels 
that did net deal through the established overseas su,sply channels. 
~GrtLY~2tGl~~ these cases were n: t z1umerous. 

3ut we We getting int:, distribution cf supi;alies now and I think 
that you gentlemen are prcslabl:.~ interested .more in the other end of it. 

I might say, sneaking of reqz~iremezts and procurement, that we must 
not forget that the overseas commands must h eve .a tremendous influence 
on prccurement in the United States and do have. Tine overseas commander 
and his planning staff have to lay down a. large num%r of requirements 
ad they in turn he-e to be Wanslated at this end of the fine ir,tc 
the procurement program. 

GmxtL MCKI m-f : 

I think General Lutes has %ecn very generous with his time. We 
trill hare to ‘break it off here. 

I want to inpress upon you, if you haver-,’ t already resli zed it, 
that this has been a ver:;: iqertant and enlightening lecture, Kavb e L, 
I feel it mm than most cf you will because I liTfed ti?rc,ugh eveqthing 
he reccunted in his talk. I saw it from a different level and I saw 
what a wonderful contribution was made by’ the metamorphosis of this 
program in tr?Tirig to hrin;; s:.)me order out of the chaos that really 
existed. 

This s:;stem which General Lutes was so instrumental in .putting in 
has been just the crux of the aoprc!aclL?. to the problem that :rou will 
have to deal with hare and the problem that we were ,trying to reach out 
and deal with when I went through the Industrial College back before t.he 
ware 

I hope you will Set a cop:7 of what he has said today and reread 
ever:,; w@rd of it ‘because every hrGrd is wcrth listening to again. Gcnera.1 
Lutes, I appreciate very much your coming down here. 

@Qmm LTJ~s l 
. 

It was an honor and a pleasure. 
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