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GENERAL MOXINIZYS ~ |

Gertlemen, thié;afterﬁdbn we are particularly fortunate in having
with us Weneral Lutes who wrobadbly needs no introduction because peovle
who are interested in the field that we are interested in xmow all ahout
General Lutes and what he dild dur1n5 the war.

General Lutes comes to us from the Artillery and gra&a°ted from the

" Command and General Staff School in 1830, On the way over here, we were

talking about our experiences at this College; he was a student here in’
1935, ’ .

As you knew, General Lutes has had particular interest in prodlems
of vu“vlv ana distridutién and when weneral Somervell was ccrmanding the
ASF, he was one of the ﬁlllars of str»ngtk thero, later ‘hi mself 50 suc—
ceed to the Gomnand of tne ASF, S L .
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) Gencral ﬁutes is now the JJirec‘t.or of oerv1§e, Suaolv and Drvcuremept
in ‘the War Denarﬁmen“ uenpral utaff whlvh to'hé 1¢ stlll ;~4 I dm old-
fashloned ) h e
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The, sub1cct omfwulch he w111 speak to us todav lS thc t8r of &+
teohnlque WQlC ; pEtvisicon; that of™

::;; @ake.gbé@t ﬁiaaéﬁre igfﬁieseﬁting.Cenéral'quesi"

Th nk vou yvery much, General McKinié&. "Like you, I feel thé# there
is still a u~ﬂ Sectlon, I am “ld—fashloned also. ' I
; The s&hgect which General Mcﬁlnley selected for me ig tke "Armv j;
Ay Pro ran My commarts today wouli have been more approorlatg'

ea ller 1n your course as they merelv introduce the hrcad subjecty “HO W
evcrg ctber enga;em°nts vreventbd mv addressing vou 3efhre néw, 7

In a r@strlctlve and 11teral neaning of the werds, the Army Saley
;rogrum was slmply a urlnoed document which’ UuTlOd*C“llV set forth,
throughout tie course of World War II, the reﬂulrembnts of the Armv for
supplies and egquipment, In a »road sense, howsver, the phrase, "Army
Supply Program" erbraces .the s¥sten that was developed during the War
for estimating the future needs’ of the Arpiy. “For suanlles and equipment,

o”relatlng th se needs with the assets alread#,ln the. hands of the Army,
and coordlnatlng them WJth productlon pagubllltles in terms ‘of facilities,
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raw materials, components, manpower; governing and scheduling purchasing
and production; adjusting pricing; and controlling stockages and stock
levels., v ST

It is to this system that my remarks will be directed todey. Un-
fortunately, it is a subject lacking in glamour. It is complicated,
involved. It cannot be made amusing. 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 process and the one that governs ‘all its phases.

It demands most serious attention and particularly here at the “"Indus-
trial College of The Armed Forces."

Tet us first look at the situation thdt existed on 7 December 1G4l
when the Japanese struck at Pearl Harbor, At that time, G-4 of the War
Department General Staff had a procedure for the preparation of' so-
called "Equipment Expenditure Programs." In effect, these programs were
a break-down of the monies appropriated by Congress for supplies and
equipment for the Army into aspecific items or categories of items and
quantities. They were prepared by the various Technical Services of
. the Army and consolidated by G-4. They were not a complete statement

of the needs of the Army, but were rather a statement of how to spend
the limited funds that had been secured, After approval by G-4, they
. became the basis of procurement for the Technical Services, These ex-
. pendlture programs were deficient as a means of governing the supply
program of the Army. They were limited in scope and did not cover all
necessary items. They did not indicate when the items would be needed
and therefore were not phased in time. They were inadequate as a basis
.for production plemning and scheduling or for determining the Army?s
needs in terms of raw materials and industrial facilitiss, They were a
moager but Important beginning in determining the requirements of the

Aimy and translating these requirements into feasible production sched-
ules, S

It 1s true that in July 1941, after Germeny invaded Russia, the
Presldent directed the Secrbtary of War to explore the "over-all pro-
duction requirements to defeat our potential enemies." In response,
the General Staff prepared & troop basis indicating the size and compo-
sition-of the force considered necessary to defeat Italy, Germsny and
Japan, .. This was the foundation on which weapons, vehicles, uniforms,

_ a;l_tpe hundreds and thousands of items necessary to equip and meintain
an adequgte force were to be determined, This troop basis end computa-

tion of munitions based thereon was completed in October 194l., It was

known as the Victory Program., It did not, however, become the basis

for actual procurement until after Pearl Barbor. It was the first pro-

gram which gave consideration to the productive resources of the country.

. At the time of Pearl Harbor, supply, using the term in its broadest
sense to include all activities from the factory to the front lines, was
‘divided between two independent offices in the War Department. The Of-
f;ce of the Under Secretary of War was responaible for procurement and
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related activities and in this capacity dealt directly and separately

 ‘with the Technical Services. G4 of the War Department General Stalf,

was responsible for requirements, s torage, transportation, distribution
and issue of supplies and oeguipment and likewise dealt directly and

separately with the Technical Services on these phaseés of the supply
process.. Om the one hand, G-4 was trying to determine reguirements and
furnish supplies to the ﬁwmy On the other hand, thc Office of the

Under Secretary of War was trying to deteormine wnat should b e purchased
and getbing it produced. . The coordination and correlation between these
two offices was, inadequate, The Technical Services had two bosses for
ubylj. While theoretically there was correlation bottom=side in the
Technical Services, there was no well estahilshod procedurc for correla-
tion top-side, It was not uncommon for a Technical Service to play one
office against the other. This situation was clearly recognized by

' Generzl Somervell when he became G-4 in November 1941 and he immodiatcly
',1n1t1abed steps Wltﬂ the Under Sccretery of War to bring about a better

integration of -the various factors involvad in the supply process, 4t

‘the same: time, sveps were initiated 10 prepare a.more comprchensive

Arny Supply Progran sctting forth more fully the needs of the Army. for
supplies and LQulDﬁcnt ‘and correlatlnb these needs with procurement,

In March 1942, as you all know, the War Depariment was reorganized
into threesmajor comwands, Ground, Air, and Service Foreces. In this

‘rcorgun1Zﬁtlon, certain procurenbnt‘aﬂd Ulanning'funotions from the
:‘Offlce ‘of ‘the .Under Secretary of War and certain supply rlanning func-

ionswfrom the Office of the AuSlstant Chief of Staff G—4, Wer Depart-
ment General Staff, were combined and 1ntegrated in the Headquarters of
the Services of SuppLy, 1la tur knowh as’ the Army Service Forces, This
bringing together of the ma dor nhﬂses of the aunp7v processes. under one
top_nadagoﬂcn* ad a trnﬂendoue influence on Lhc Army Supply. Program.

~ “The first éomprehensive Ariy Supply Program appeared in April 1942,
It set forth the procurement cbjectives of the several Technical Services
by calendar years in terms of cnd-items. Requirements for the Navy and

Iend-lcase, asiwell as for all elements of the Army, were ineluded. Each

Technical Service preparsd its arithmetical comDutablons by electric
tabulating machincs in accordance with standard Army Service Forces in-
structionse Compubations were based upon troop lists, tables of equip-

‘nment and-allowances, replacement factors and other strategic planning
data furnished by uhb Gcngral Staff, The program was then translated
_into terms of raw ma erlalq nd facilities and furnished to the civilian
" Vlar. Production Board, The Wur Production Board, after taking into

account other.programs contributing to the war effort, determincd that

“it was unrealizable due to limltatlons of productive capacity.. Accord-
_ ingly, the Joint Chiefs of Staff revised the strategic plans, which
were geared to the program’and ordered a reduction in requiremecnts
“which was reflécted in the  Army 3upply Frogram in November 1942, This

program represented for the first iime a correlation of strategy,

“'requirements and produdtive possibilitiles, -




Requlrements are. never qt wbic, particularly during war, Cemsequently,
the Army Supnly Profrxm wa s rplssued periodically throughout the War
and Lnterlm, ﬁlmost dally,irev1s1ons.pf the puhllshed program were made,

Now, 1et us examine in a 1lttlu nors detsa i the ﬁvstpn hehind the
Army Suﬂpl prograen - how well 1t worked (and its deficiencies also).

prosecat;ng tbe wer. The noat 1mwort ﬂt planning uocumﬂnt ‘OL SuDrlu
purposes was the troop Hasis prsoared by the War Depargment Gensral Staff,
in&w1nh‘tho nurber of units of various types, i.e., F.A., Aix, etc.,
knowing their tables of organization and eguipment, we could corpute

the amount ‘of initial equipment that these units would reqguire. Tables
of allowances, replacement factors, in addition to the troop hasis
determined the amount of replacement su lies and equivment, Navy re-
gquirerents and reguirenments of our Allies had to We aldeu Then there

‘were the so-salled operational re\uirencgtq ¢e+@rmvnud hy the sitrategic

and ¢operational plans, Thege were requ1rpments cver and ahgve any tables
of equipment and allowances %to mee’ specific needs; materials and equip-
ment to rehahilitate the port of Cherbourg, well digging equipment for an
igland in the Pacific, or landing craft for the Normandy heach woula be
examples of nkerdtlon,I:;eQuireMehts.

-

Hrom the computed fléures, there had to hs subtracted the a2mounts
already on hand in the Army This scunds like a simmle vprocedure, hut 1t

had 14s comrllc tions,  Te he ahsolutely acrhrato, 211 the supvlies and

equipment in the haqu of all treops hoth in the United States and over—
se2s, i storage in overseas depots and dwmps and at posts, cemps.and’
stations in the Zene of the Intericr, as well as amount 1n tﬁo dbDO s of

‘the Zone c¢f the Interior showld have been considered, To sscure such a

werld wide inventory of all items was an impractical task. In gensral,
the Army Service Ferces had to adepte the practice of assuming that once
an iten was issued frem its denots in the Zone of the Interior it was no
longer an asset in the’ estimating of future needs, This wollcy led %o

‘difficulties towards the end of the War and had to he modified for re-

deployment ﬂlannlng tc take into con81der bion returns to depets, and
stosks oversDas‘ i

The next step was the translation of the procurerent objectives (as
determined by the methods I have just outline d) intce raw material require-
mentse, Cne of the most vexatiocus provlems in the early stages ¢f the
War was thast ¢f controiling the flow of materials in short sunply, such

‘2e aluminam, copper arns steel, into cssential war progfams, An attempt

was first made to do this through a prierity system, This attempt failed
as could have been expected, . Fo priority syster can Me successful
when there 1s an actual shortage to meet all programs, In such

.cages, the programs with 'the hishest priorities get all the materials

while essential programs with lower priority get little or no materialss
The next effort was the Production Requirements Plan which attempted %o
allocate materials on the Yasis of nmenufacturers' estimates instead of
ocn the Masis of end item programs, Ag pointed out to the War FPreduction
Board by the Army Service Forces at that time, this scheme was doomed to
failure cinee 1%t did uct propaerly correlate the flow of materials with
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the various war programs, The final solution was found in the Controlled
laterials Plan which provided for an allocation of materials down through
claimant agencies invacoérdance with scheduled programs of reguirements,
In general, this plan solved the materials problem. It necessitated a
~thorough translation of the Army Supply Program into scheduled quantities
of the various controlled materials,. From the sccond quarter of 1943 to
the end of the Nar, the“arny Service Forces guarterly issued a document
known as thé "Army Requirements for Controlled Materials! as a dircct
supplcmbnt to the Army Suprly FProgram,

on*the wnolo, the computgtlons from these data produced requiréments
figures of sufficient accuracy to insure a high degree of satisfaction in
the supply of the iArmy, In effect, they produced a pool of supplics
and equipment which was dravm on to meet the requisitions orlglnaulng
in the Zone of the Inlerior and the overseas theaters arnd to meet t
asulgnm nts of munitions to our Allies, :

However, certain difficulties arose,  Instead of one aunbthoritative
troop basis from which to compute reguiremonts, several troop lists
were being prepared by differcnt Divisions of the WHar Department General
Staff which were in mqnf particulars inconsistent with each other, One
troop list prepared by -3 showed the activation of unlts, another
prepared by the OpOTQtIOQS Divisidn showed the contcmploted deployment,
and still another. plaﬂaeﬁ‘salllng of units overseas, 1There was 2 tendency
to. buy on one basis and try bto supply on another. Army Service Forces
kept insisting that one compl@zs zuthoritaiive troop basis was essential
for the proper computation of requircments, While the situstion was
improved duringthe War, the end of the VWar still found us with more
than one uroop ba31s.v ' ' : o

Not onl 'mcrc there m“Jor 1nﬁon81stonncc 1n the troop bases, but.

troop bages wmen.securod,from.the War Department General Staff were nov
supplied sufficiently far in advence 4o allow for the proper . computation
of requirements and the implementation of procurepent programs,.,: It

Just seemed impossible to get the Staff to understand .$he importance
of lead time in production. This was also true of strategic and -
operational plans which affected in a large weasure uﬁ@ supply of
equipment in addition to the basic troeop equipment. Firm decisions on
these plans were scldom made sufficiently far in ﬂdvance to meet the
required lead timz for proauctlon. It was necessary for Army Service
Forces. to do 'its owm strategic and operations planning in an attempt to
out—guess the Joint and Combined Chiefs of Staff; otherwise we would not
havé been 1n 2 position Lo meet supply roquiremconts of the opecrations
Tirally decided upon,. o

Another problem in the computation of reguirecments was that of
replacement factors, Of course, the Army had soms cxperience on how
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fast supolies and equipment were used and had to he rsplaced at the
eginning of“phe“Wéf, hut this experience wes éxtremely linited in
compariscn with the predblem presented. Originally, the maj-rity of the
replacement factors had to he determined on a thecretical “asis, Manu-
facturers were asked, for ezxample, to estimate the iterms and cuantities
of spare parts that would be needed for autemotive equipment. The day of
fire for ammunition had to be continually adjusted, generally upwarde

There is an interesting story concerning the supply of artillery
ammunltlon waich illustrates the necessity for careful forward »Hlanning
hy cormbat commanders, In the Italian Campaign the artiillery expenditure
rates were estimated upon the ezperience developed in North Africa,
However, the rugged mountain chains in Italy formed fortresses which
had tec be blasted, nlso, these mountaine reguired high angle fire at
extreme ranges which in turn burned up more supercharges and marned oub
mere artillery tubes., Week by week the Theater raised its expenditures
and estim-ted future requirements, We would translate their reguirements
into producticn only to find that they must be raised agein and again,
We went tc the maximum producticn that could be reached for artillery
armunition with facilities tken available and initiated expansic n of
facilities, Later, when the Eurcpean campalgns were planned we suggested
‘that the Italian Campalgn he used as an.example and that artillery '
ammunition sxpenditure rates he estimsted with maxirum Italian rates as
a minimum, These recommendatlicns were not accepted by corhat commanders
as necessaryv and the campaicns in Burope started with lower rates which
bezan to rise and rise as they did in Italy, I then went to Burope to
consult with the Army Group and Army Commanders, The maximun production
rates and rounds availahle werc explained and the question agked whether
the ammnition that could be supolied would be sufficient to support the
all-cut offensive, The answer cconcerning somé calivers such as the 105
mm howitzer was that the rate would have to be doubled, Thig meant
a billion dollar expansion in facilities and I returned with that
message. We issued directives to-cffect the facility expansion hHut
Germany collapsed hefore the expan31on was well launched. Thus —~
we sge tie effect of hattle field requirements upen arﬂauc*lon and the

necessity for ample lead tlme for manafacture.

The main difficulty@in ori glnal system, however, wag one of

+
phasing hy pericd of time, The rig-nal system of determining require-~

ments was by calendar years wifh nc intermediate vhasing Wy months or
cuarters, As a result, producticn schedulesg did not adeguately reflect
the phasging ¢f ths actua] dem‘nas and 100 often actual production
schedules were hased cn productien factors without regard to military
needs, The computation ¢f raw material requirements under the controlled
materials plan was, therefors, based on preduction schedules which did
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isgsues o £ill requisitions resulted in = paradox1cal situation. On the

" as production, stock contrel and dis trlhuuxon.

not reflect the true needs of the Army., While every attempt was made to
secure delivery as early during the vear as possible, there was a decided
tendency to keép rolling back schedules to the last months of the year.
Bven if, deliveries were accomplished during the early part of the year, the
problems of retentvion of necessary facilities for the succeeding vear's

-program created by this method.of scheduling w$re serious and far-reaching,

This failure to base reguireoments on a monthly schedule of est ted

one hand, we were insisting that Technical Services and depot comnanders
kesp thelr stock levels down in the United States Lo a €0-day level for
Zone of Interior supply and a Y0-day level for overseas supply. on the
other hand, supplies and equipment were rolling out of the factories into
the depots on schedules that had no direct relationship to these stock
levels. This is an excellent illustration of one of the most imporsan
lessons about Army supply; that is, that the supply process is an in-
divisible entity and can;ot be broken down into uncoordinabted bhaoes such

*

In general, the deficiencies that T have pOLntcd out-in the original
svstem behind the Army Supply Program wers not as serious in the early
stages of the War as they later became. In theé early stages of the War,
we needed so many items in such large guantities practically at once,

that the ‘accuracy of our requirements compubations and the controls

flowing therefrom made little difference. We couvld use effectively
practically everything tha®t could be produced., The only danger lay i= the
welatlve importance of one item against ancther,

Horever in'19”ﬁ, on the whole, the & million man Army had been
initially equ;@péd., The principal problem ther became one of mainbtaining
this Amy and the » nlacement of requipment. In addition, production rates
in most cases had réached 1n astro womieal heights reguired for the all-
out prosecution of the War., This situation necessitated a more garoful
balancing of supply . agains demani. : .

The Army Service Forces met this situation with the so-called Supply
Control Systenm, annoynced in March 1944, This was not a new sys stem;
rather it vas ah exteunsion and a refinement of the system alrcady in effect,
Crie of* the most ¢*nno"tant characteristics of this extension was a phasing
of roqu:rements‘bV'ﬂow ths for the immediate future and by quarters for the
vears aheads Instead. of creqtlub a pool of sunplies and equinment from
vearly procurement objectives against which to fill requisitions, it
atternpted to DTOJCOt what WOLln Be issued from all depots here in the Zone
of the Interior by mon hs and guarters.
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Secondly, the Suprly Control System gave full recosnition to the
fact that the supply process is 1nd1v1sable and cannct be segregated into
vatertight comaartneqts. It asserled in. one »lace, actually on one
_sheet of paper, for. cach mrincipal item, all the factors invelved in pro-
Jecting into the future demand for that item and all the facters in-
volved in prejecting inte the future of supply of that item, 3v thig
means an analysis could he made of the halance between supply and demand
and adjustments made to bring supply into balance with demand, This is
an extremely irmpertant point, I invite your atteantion to the most irm—
portant of these factors, Yet us review -~ First Demand, The 1n't1a1
equipoving of new trcops to be activated, Then the r eelacemgpt require—
ments to suppert all the trooeps, Added were the requiremesnts of cur
ﬁllles, the reoulrements ch itens Subulled to the Navw, and th reculre-
and glgg&l ralntenance. A record of g@ig 1ssuep of - tuv 1tem Was fneces—
sary in order to use that experience in checking the estimates of future
issues, To these must be added the stock levels that were to he main-
tained and any reserves, This gave us i total demand for an iten,

This demand was then projected into the future »y intervals of time,

So ruch for demand, Secondly, let us consider assets to match
against demand, The total supply was »ased on the stocks dn hand, the
anticipated returns to stock which, as I pointed -cut previcusly, was.
igncred in the criginal system and which hecame of extreme impcritance
after the defeat of Gerrany. And finally, the facter of- deliveries from
production with 211 its ettendant sub—factors of raw materis lslmlaaor,
corponents, facilities,

Thege factors for any given item were never static, I% would seem
that the only conmsistent thing about war is, the fact that plans fluctuate
_constantly, It is therefore necessary to asserble this data périodically,
-analyze, and nake adjustments, if we are to prevent'substantial-éhortages

or substantial excesses, For all the important items, this was done
rmonthly in the Army Service Forces after the inauguration cf the Supnly
Contrel System. We even introduced into the Supply Corntrel System a
dispcsal level which was determined hy estimates of future needs. We-
started dispcsing of. stCCKS above this lével even while the Wér was
guln OTie

The third important feature of the Supply Controel System was the
exten ion ¢f careful adjustments of supply against demand to the whole
range cf the 850,000 odd distinct items of supply in- which the Army
Service Jorces dealt.. Under the original system behind thé Army
Surply Fregram, a great majority of these 850,000 items. were. control]ed
orly by yearly estimates of funds to be expended for procurenant
cf broad categories, Under the Supply Gontrcl: sttnm there were
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1900 prinecipal items representing less than one per cent of the total
number of items, but accounting for 80 per cent of the dollar value of
the ehtire procurement program. Jhll@ monthly revision was confined
to these 1200 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 sheortages and excesses in individual
items,

With the inauguration of the Supply Control System, it quickly
developed that the process of controlling supply was in the last
analysis entirely dependent upon basic records and paper work in depots,
procurement dlstrlot offices, and other installations in the ficld. The

data for the supply control form could only be ssemnled from these
sources, . There was a great varlaulon in the comnletcness and . adeguacy
of records in the Technical Services, Some did not prov1do all the data
that was essentialy others unnecessarily covered too much, Therc were
varying definitions ‘or interpretations of«defintions of such reolavively
simple terms es "stock on hand", It was clearly evident that uniform
methods in extreme detail were necessary for ¢ dequ%te top~31de control
of requirements, procurcment and stocks, Army Service Forces initiated
various 1mproved unLLorn rrocedures, such as stock Suatus reporting from
depots, to meet the unsdtisfactory situations revealcd by the inaugura-
tion of the Supply Control System, Thesd eofforts resultbd in ar adequate
implementation of the Supply Control System. On . the other hand, we did
not reach, by the cnd of the War, the degree of uniformity dnd improve-
ment in_basic procedurQS‘that we would like to have accomplished.

Inc;oslng, X would like to summarlze for you the lossons that the
Army Suoply Program ﬁﬁught us . durlné the W, Ca =

-First : nd probably the most 1muortant lesson is that the supply
rrocess, from requirements hrourh manufacture, to gellvery to the
troops, must be corsidered as a whole, Procurement cannot be treated
separately from stock conurol, requirenents.cannot be treated separate~
ly from production; distribution from procurement. To be successful
there must be 2 control system for supply under a single directing
head which takes into consideration all the frnctors 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

avoild substantial excesses and shortages and wasteful unnecessary com—
~’petition% . : -

The second lesson is that there is no easy way for deallng with
upply 2 and its sub-phases, such as procurement, It canrot be handled
in a bread way. It is the nature of the problem that vou must deal
in specific items, in given quantities, by given gurloas of time.

)

1
U
59
§

]

)

(rn)
r/'

.
-
)
T2
@




For exanple, beautiful dollar statistics can be prepared to
show how much of the funds earmarked for procurement are being
expended, In fact, such statistics were used early in the war,

But they can Ye very misleading for the very simple reason that .the
dollars may not be expended to dring the particular end items needed
at the moment, The same can e said of tonnage statistics,

A praticel example of the effect of tonnage statistics in the
field can be found in observations made on one of my trips te the
Mediterranean area, In the winter of 1943-1944, I visited the
Italian front, The fighting was in progress in the Venafro Pietro

- area, I went up to the frent areas and found the only shortages

-

complained of were in auto parts, Particularly, hrake parts

and stearing gear parts, which werce heing expended rapidly due to

the lack of reads and mud, I next went to the Divisicn dumps to see
whether there was a mal-distribution hetween the Divisicon-and the
Battalion, The Division depots did not have the parts, Next we

called at Army Depcts, The parts were missing, Then bhack to the .
Waples Base, Still the parts were missing, I then flew to the 3ase

at Oran, North Africa which was shipping supplies to Naples, The
parts-were shipped and were on ships-lylng at anchor in Haples Harhor,
Due to poor manifesting in the Theater shipping documents, the location
of these parts had beern lost, Although we discovered this in time,

the check up focused attention.upon twe problems, one the tons upon
tons of automotive marts stored in the copen fields at Oran wh ch were
not moving and for which there was no demand and twa;'the shortage

of parts that were in demand and which were.heing burned up at the front
rapidly, - Cn my return I cemplained to the Chie? of Crdnance that his
statistics on tong ¢f parts shipped were of slight help - that my

cwn office and all ‘other supply people would haveé to have statistics

on end items, Thig is also an sxample of the rleed for acecurate data

-on maintenance factors, These data fer automotive parts used during

the early part ¢f the war were hased upon experience data of the
automotive mzhufacturers,  and the date developed in military cam—
paigns over a differsnt terrain and in a denp winter .climate turned

out to »as erroneous. It is necessary to have some rTecords on a tonnage
basis due to the nurmerous small items invelved, But, wherewer possibhle
use nmore accurate data < aveid dellar and tonnage statistics if bhetter
statistics can he thtained,

The control c¢f supnly is dependent upon »asic recerds, There
ghould 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 mechanicel vnrocesses,. ,

The control of cver 850,000 items must necessarily me handled by
clerks and lower grade supervisors who cannot be expected to exercise
a high degree of initiative and judgment, The idcal would he to use
uniforn electric tabulating machinery and methods which would

- 10 -
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automatically grind out the data on which action rust he taken and
which would make these actions as routine and systematic as possidle,
Don't misunderstand me, I am not saying that there is no room for
juésments What I am saying is that the mass of detail that must be
handled is so great that as much of it as possible. should be handled
through system and not through the unguided initiative of thousands of
employees,

A third important lesson is one of preparedness for any future war,
At the beginning of World War II we did not have a proper systen for the
control of suprly in all of its phases, in effect or even designed, Pro-
per methods for cemputing requirements were not in use, Our basic stock
accounting records had been designed mainly from a property ‘accounting
standpoint instead of from the standpoint of their vrimary purocse of
sffectuating supply., We had no well designed and:tested methods ready
to put inte effect for the control of the flow ¢f raw materials, These
deficiencies were generally corrected during the course of the war, 3ut
during the war is the wrong time to design and test the structure
through which supply is to operate. It is like trying to bHuild a road
under heavy and increasing traffic, We must have ready for any future
. emergency a tested system complete znd uniform in 21l its details, to
include formg, flow cnarts and tabulatlng methods, for contrelling supply
in all 1ts uhdseq. : ’

In my opinicn,.an outstanding job during World War II in supplying
the Army was accomplished, luch of this success is traceable %5 the
Army Supoly Progrem and the system underlying it, That system should
not be lo¢t. The lessons which I have outlined should be taken to heart
and the s vstem further imwroved and extended during peace so that we
will always e hetter Ureyared than we were a .the beginanirg of World
War II.

.
»

After passing throuzh such a total war as World War II, there can he
no ouu ticd inm our minds concerning the supreme :importance of industry
in modern war, It is obvious . . . Prior to the War, the Armv Industrial
College contributed much to awakening our Army to the necessity for a
streng link between industry and the 'Army -~ and also contribhuted greatly
to our viectory by training officers for key logistical positicns in War,
This college can and rmust continue te be a major factor in our »repara—
tions to meet any fubturs threat against cur national security, For these
reasons, I feel highly honored to have the privilege of addressing you
today and wish to state that nmy staff and I stand ready to contribute
toror-help in your programs in any way within our capabilities,

If you have any questions of a fgeneral nature, I would bhe glad to
try te answer them,

U
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‘ These 850,000 items you speak of, were they duplicaved in some
categories? TFor instance, several things would %e catzloged four or
five times,

GENEZRAL LUTES:

Yes, they were duplicated, “ut I wouldn't say serisusly so, that
igy major itenms weme not duplicated, HMinor items were duplicated and
minor items mre still Yeing duplicated, Just the day vefore vestorday,
I had neople concerned with that activity in my office going over a
list of 3,500 items which have been assigned for procurement tn the
various technical services and to the Air Forces, I found duplications
in this, in my opinion, although not as deriocus as they used to be,

I found a few, For example, camera eguipnent is still being procured
by the Signal Corps for the Ground Forces and by the Air Forces for the
Air Forces, The Air Forces claim shey have a peculiar kind of camera
equipment but the component parts and the manufacturing facilities for
cameras mast be the same in general., There may be some differcnces in
some of the component parts of it, There may de some small differences
in seme of the raw materials, dut in general they recuire the same
facilities, the same components and the same materiasls - different

“glzes, different specificaticns prohahly, We hope to improve thatb,
' P 2L P )

FEEAY

P

We rescgmmended -to the Secretary of War that he go along with
the Secretary of Wavy in assignning procurement in hroad categories
through the Army and Navy dunitions Board, to the Army and Favy and
Air Forces., - Also, within the Army we have a committee called the
Procurement Assignment Comnmittece which is working now on attemptiing
to eliminate these duplications that you speak of,

Cur greatest difficulty is funds for personnel hecause we have

. ‘been sericusly cut in funds for people who work on cataloging and

common specifications. My office hag veen cut down to two people

for that function, I need a minimum ¢f 35 for its staff supervision,

I am trying to get now a decision from the Under Secretary of War as

to whcre this activity stands in priority with other activities, If if
stands high encugh, then we must direct the technical services to let
seme other zcotivity get inte o lower priority, discharge perscunnel

in that activity and utilize the spaces and personnel for working on
common specifications, cataloging, comion nomenclature, comrmon number-—
ing and so forth, which in turn leads to hetter assignment or procure—
rent,

Does that answer yocur question?
A STUDENT:

Yes, Sir,
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A STUDENT:

S5ir, do you feel that a periodical stock service report from the
depot during combat period would have been of assistance to the"hr
Department in the analysis of requirements and production forecasts?

GENERAL LUTES:

Yes, I do., We were trying to get that. It is a duestion of
evolution, Each technical service has what you call, as you know,

the 'mational tape" with a stock control point, Thev are yupD05ed
%o get the stock atatus renor s of the depots periodically an“ know
no+ only what they have in total all over the country in depot stock

but actually where it is located., BRut that doesn!t dlmlnlsh what 1
say about stock contrel., We still want 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 complete data that is on one of those sheets.

GENERAL McKINLEY:
Colonel, does that answer your queotlon°
A STUDENT: |
Yes, sir.
GENTRAL LUTES:

Of course, ‘ﬁhat activity is decentralized to technical services,’
We keep no DtQCK status reports on ‘the General Staff level; that is =
technlcal service operation; but we keep them under staff supervision in'
order to insure that proper procedures are established and carried on
and that we have a reasonable chance of knowing what our assets are,
or what ocur shortages and excesses are, '

A STUDENT: .

In future mobilization blannjnb, who will be responsible for
comylllng the requirements for the War Department - which office in
vhe War Department? ‘

CENERAL LUTES:

Well, the Requirements Branch of my office would review the actual
computation of requir ements. Computations are done by the technical
services which in the Navy are the bureaus similar to the Crdnance
Department, etc,, of thp Army.

The staff supervision of this in the Army rests in the Office of
the Director of Supply and Procurement which is the o0ld G- office,

13 CERTDIRTER
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A STUDENT:

During the course of your talk, General Lutes, you mentioned the
shortage of brake llnlng and steerlng parts in Italy. I just wondered
whether there had beer 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 relortlng back to get those
items into production may be expedited, I think 1t was al o brought
out in this problem of the manufacturers' parts mortality. I know
that tock sbout two years before we got in our own mortality.

GENERAL LUTES

We gll, that all goes buck to the old baslec guestion of maintenance
factors., When the war Droke out, you had certain maintenance factors
established by the technical sprvlccs by and with the advice of the
peonle they were buylné the equipment from., As the war wore, we
began to collect this data although you would be surprised how
difficult it was to get it.

You would think that the overseas theater commander 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 '
program, but to the contrary we wers radicing and telephoning and
begging for this data., We finally had to send a team to North Africa
and & team to the Pacific from the technical services sponsored by our
office in Washington to try to impress upon the theater commander and
his staff the importance of these data; that we could net maintain his
equipment properly unless ‘we could get these factors rushed back to us.
And some of these teams worked in the field as long. as-a year.

Now we have very good ma 'nt@nancﬁ ata, as a result of this war,
for every theater in the world, and the Army should not be caught in
that position agzin. We are now trying to work cn thesc data and
assemble them so that if we go to war again in the next twenty, ten,
or fifteen years, we will have the benefit of operations in every
combat zore in the world in order to apply to these maintenance factors,
something that we did not have in the beginning of the war.

You asked whether we are taking any steps in that directior; we
took continuous steps through the war and we still recognize the
importance of the problem and are working on it right now, In fact,
I will be briefed on that by a member of my staff tomorrov

STUDENT :

e

General Lutes, computation of raw materials, that can be extremely
complicated mless thgre are some thumb rules or short cuts; do you
know of any thumb rules or short cuts that could be used, for example,
in the cutting of requirements for tin which is so universally used?
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GENERAL 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 understanding
that they do have factors worked out which would establish shortcuts
for computing requirements for raw materials., I would rather you take
that up with one of the technical sery;oes if you get a chance,

A STUDENT:

General, in the Army Supply program, were the monthly material
status rcports or battle loss reports reflected in the Army Supply
program and what effect did it have on them? .

GEFERAL LUTES:

587

m

Monthly battle loss
A STUDENT:
And monthly material status reports cf end-items.

GENERAL LUT’L

Yéé; they were reflected, ;The‘only olace wber“ viet could really
translste’ battlc losses qulck 1y was inythe items of which there:wehbe
plenty on hahd, such as motor spare parts, if you had them, but you
couldn't get any item that required time in the production based uporn
the monthly battle loss report.

“Now T will g;vé ?Qu an example of ‘thate. When the war broke out,
the Ground Forces stated that they did not want ‘any hedvy artillery,.
Now this is off the record,

(Discussion off the rbcord)
A STGJFN

Several of the items pon this stock list have a marked similarity,
vet they are not interchangeable, It scems evident that if there is a
blve and take between serVJCCD; one item could be modified f.o guit
veral services. C ' '

- » ®

GEJ.A.LJRAIJ L TuS:

- 1t would cerbairly simplify our job,  I-wish.we could bring it
about, It is not only between technical scrvices; but between Air
Forces and Ground Forces and the Army and Navy, and that is what I
meant a while ago in spsaking about common specifications as a first
step toward common cataloging and common procurement. It is higniy

sserntial to simplify storage and distribution and procurement and it
saves the tax payer money.

NIRRT ED
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A STUIENT:
Is preogress bheing madée on that?
GENERAL LUTES:

Well we all talk abcut it and think ahout it and fight for 1t,
bat fird a lot 6f resistance.

GEYERAL McKIWLEY:

moneJ rlght now for employees is the thing that is stbpping it; it
is ecoming just at the wrong tlme to clinch what we learned and what
we are doing,

A STULENT:

Scmewhere along that same line, is there anything atzpresent toward
further standardization of aczounting‘methods and reporting procedurcs
as hetween the dlfferent teehnidal services}

GENEZRAL LUTES:

Yes, we are warking along that line and there again you meet
resistance. There is where ycu get inte constant fights; everyhody
has their pet system that they want to hold on to, It will ¥zake a
stuffed club to hring it ahout but we are working on it,

A STUDEHT:

General, in your opinicn, do yeu think the present G-4 1s adeguate
now fer another war or weuld it have to he expanded to the size of the
Army Service Forces like we had the last time?

»

GENERAL LUTES:

Well, you pose a very difficult question, If you could get
everybody tc understand whzt the Army Service Forces was organized for,
what 1ts joh was and its responsibilities to the Chief of Staff, I
wonld say we should return to it in war, 1 think it was a scund

organization But suc“ is ”ot tbe casc,

The Air Forces considered the Army SerV1ce Forces prineipally a
Ground Forces organization which was not true, It was designed by
General Marshall to serve the Army across the hoard completely, It was
designed for that purpese.. Now 1f 1t could be viewed as an over—all
Army Service agency, it- Wfﬁla he a scund organization, dut inasmuch
as people dld nct accegt it that waey some cther organization has to he
found,
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I would say that the answer to your question dspends a great deal
upon develdpmerts in the future in the organization of the Army, that is
whether we have an autonomous Alr Force; how much autonomy will the
iir Forces have; will the Navy and the Army and the Air Forces be ,
combined under ons cabinet membsr who will referee the appropriations
and referee the personnel allocations to the three big components of
the fighting services, Will he referee the priorities ir which. equip-
ment will be needsd by the Arsy, Navy and Air Forces in order to get the
most for the money and have your squipment delivered in phases and:
pricrities in which it is needed, or will We have three big competitive
services, as we had before, ¢1gut1n" with 1ndustry to get what ecach

wants, #to Hell with the other fellow." Those are problems that have
to be r&solnbd and yox have strong personalities fighting on both sides
of the fence. ‘ ‘ : g

¥y belief, of course, is strong unification. I think we ought to
£0 1orward. We ought to save the people of the country as much monsy
as we can, We-ought to have the most streamlined simple organdi zation
we can get, Wé ought to have common procuromcrt for all items that can’
be n de common 'to the three great services, We ought to have common
prlelCPtvons t@ get that common precurement, I am not saying that the
Navy doesn't need special equipment, the Air Forces doe n't need’
special equipment ‘and the Ground Forces; they do. i am talking about,
eomuon. items,; common procurement, We must, have it, It 1b,extravagant,
wasteful, to have'it any other way, S

And what type of organization we reed to bring that about 1s
problematical, but it seems that we should have to have some sort of -
an office under the cabinet member to staff "upbrv1s conkion procuremept
But .thst is so far dn the realm f the future that I won't discuss
it now, But if we should go to war tomorrow, with the Army and Navy
and Alr Forces set up as they are now set u}, you asked 1f the G4 -
Section would have to be expanded? My opinion is that 1t would hgvb'
to be greatly cxpanded. I have been cut over 80 per cent in ‘ .
personnel and am now hbing asked to take another 30 per cent cut on
the residue; and as far as T can find out in our current job plu the
mopping up of the- last war, {which is still & job in our office 3 our.
workload has only gore down ¢bout L, per cent.

GENFRAL McKINLEY: - . _ o
About one or two more gquestions,. A

A STUDENT:
Ceneral, you made a statement a while ago that in certain theaters
you asked for information on usage and all the theater commanders sent
in reqguisitions to Ports of Embarkatien, which were under the Trans-
portation Corps, Those reguisitions gave certain data. However
oversaas supply was under the Transportation Corps, not the Cn¢cf of

v
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Services, and it was #erv difficult for the Chief of Services, I under-
stand to get that information from the Transnortatlcn Corps. Do you
think p0531b1v t at —— »

GENEEAL LUTES: o o .

I think that is wrong. I think you h=ave %een informed wrong.
It was my job to get up the overseas supply plan in February 1942,
That is what. I was brought to Washington for in the firet place, .
That is how I got mixed up in this business. I was only bhrought here
for three weeks' témporary duty to get up the overseas supply plan,
(Laughter) 'I didn't realize that they were gecing to put the Ports-of
Emvarkation under the Transportaticn Corps, I was never in faver of the
Overseas Supply Division »eing a part of the Transpertation Corps, I ‘
wanted the Overseas Supply Division to be a staff agency in the Porte
of Emharkation to repregent G~4 Section or whatever supply agency
was organized in Washington, When we established the cverseas supply
plan we put the cverseas supply groups or staffs in the ports which were
not at that time in the Transportatioh Corps, Later they crganizged
the Transovortation Corps and the Cemmanding General cof the: Arny Service
Forces placed the Ports of Embharkation, or rather gave the Ports of!
Imbarkation, control over all activities in the ports which included
the Overseas Supply Divisicns - of the perts, I chjected to that butb
was overrulled, which was all right, The Cemranding General had the
right to make his own decision, I then told him that the Cverseas
Supply Divisien, in my opinion, weuld not functlon properly unless the
head cf that division had complete access to my supply.office in
Washington direct without going through the Chief of the Transncrtatlon
Corps, which gave him really two bcsses, Unfortunate for hime The
Commanding General consented tc that setup, . I later found -the Trans— '
pertation Corps cut loading ships net according to the pricrities laid
down by the theater commander or hy my office, Mutb aCucrdlnb to the
hest scheme that they thought was needed for the loadlng and movement
of supplics like any other transpertation. agency, 3ut the most
efficient system ¢f moving supplies sometimes is not. the best system
tc get the end itém needed to the front in time of war,

So I had a knock-down-drag-cut on that matter and that fight.
was settled, From then on out, that was in 1943, mayhe the last part
of 1942, frem then on out, they loaded, of course, in the priorities
1aid down hy the theater ccemmander, I went overseas to Europe to
establish the pricrity systems with the Burcpean theater commander
and later in all the other overseas theaters, We established a systen
whereby priorities and pricrities w1th1n priorities could he laid down
tc the ports,

Now the replacement data that you speak of could flew into the
“Army Service Forces Headquarters where-it could go to the technical
services and did, ‘The technical gervices didn't like the overseas
setup for this reason, They wanted to Hs able to have direct dealing

MR .ur“"rrﬁr"gr;**:“dr
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with their own quartermaster or their own ordnédnce officer right
strecight through, for example, vertically through to Europe, which was
dangerous hecause you would ged uncoordinated action, I could stand
here the rest of the afterncson and cite hundreds of exsmples where when
hey got out of channels we had uncoordinated action, We had cases of
long distance cslls directly from a staff officer in ZEnrcpe or Washing-
ton for certain items, and if they listened %o him, which they scme~
times did, depot stocks here would get out of halance, One theater
could get more than it was entitled to and somebody else got shorit-
changed, I won't go into the detail of that, mut I know quite & story
behind it, It goes intn some very sericus shortages in Durcpe which
nzed nct have existed, dwe to the fact that they got out ¢f channels
that did nct deal through the established overseas suoply channels,
Fortunately these cases were nit numerous,

3ut we are getting into distribution of supplies ncw and I think
that you gentlemen are vrehably interested more in the cother end of it,

I might say, sneaking ¢f requirerments and procurement, that we rast
not ferget that the overseas commands rust have a tremendous influence
n procurement in the United States and do have, The overseas commander
add his »lanring staff have to lay down 2 large numher of recuirements
and they in turn have tc he translated at this end of the line inte
the procurement progran,

GENERAL McKINIEY:

I think General Iutes has been verv genercus with his time, We
will have %o hreair 1% off here,

I want to imprese upon you, if you haven't already realized it,
that this has heen a very imsertant and enlightening lecture, Mayhe
I feel it mome then most of wou will hecause I lived threugh everything
he reccunted in his talk, I saw it from a different level and I saw
what & wonderful contribution was made hy the metamorphosig of this
vprogram in trying to hring some order out of the chavs that really
existed,

This system which General Lutes was so instrumental in putting in
has heen Just the crux of the anprecach to the problem that vou will
have to deal with here and the prohlenm that we were trying to reach out
and deal with when I went through the Industrial College hack hHefore the
VAT o

I hope you will get a copy of what he has sa2id today and reread
every word of it hecause every word is worth listening to agsin. General
Lutes, I appreciate very much your coming down here,

GENERAL LUTES:

It wag an honor and a pleasure,

. RESTRI




