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RGANT ZATION ATD FUNCTIONS IN THE DETTRIIVATION OF ARMY RTQUIRTLIENT 8

CAPTAIN VIORTHINGTOHM:

The speaker this mcrnirng, Golonel Daley, graduated Trom the Military
Academy with the Olass of 1928, During World War I he commanded an
Engineer Regiment in Africa and Sicily and a Jombat fSngineer Group in
the Buropean CGampalign. Ile returned to this country and was in the
Rroulremcnts Division, ASF, in July 1945, 3Before his present assign-
ment to the Department of Military Art and Enginec.ing in the Military
Achdeny, Golonel Daley was Ohief, Supply Control Branch, Serviee, Supply,
and Procurement, War Denartment Gancrql Staf’?, :

The subject of Uolenel Daley's lecture is "Organization and
Functions in the Determination of Army Reguirements'. .

EOLONEL DALZY:

 Gentlemen: I wish tc exnress my appreciation for this opportunity
to 'address The Industrial College for a second time., Waen I lectured
before the ccu]emo, last soring, I was Directer of the Reguirsments

Division {succezsor to the YOﬁuvrﬂﬁchds and Stock Oontrol Division),
Headquarters, Army Service Forces and as such I was dealing with the
subject of my lecture om a day-to-day basis. Iy present dubies at West
Point are not so closely comrected with this guestion; but the historieal
research to which I am devobting most of my time serves further to ro-
emphasize the importance of logistics in war., The fact tha*”T am vicwing
my subject from a more dotacnhd location may well prove to be nmore ad-
vanbageous then otherwisc. After all, within a single lochure period

I can hopc to give you only the broad cutlines of the problom of
dotermination of Army regquirements and how it was solvede A degrce of
detachment will, I hope, add objcetivity arnd prevent over-omphasis of
details. : ‘

This lecture will confine itself to the detormination of reguire-
ments for items of supply for which Army Service Forecs had sunply
responsibility, The Armr Air Porces had supply responsibility for items
of veculiar interest to the Lir Forecs and dcvv-opea a svstom cspecially
adapted to their nceds, I rote that yot will have a lecture on dete
mination of AAF rcquircments, tomorrow.

The major cmphasis of my discussion will be on the swstem cvolved
“from war experience which was in offect on V-J day., ¥While I shall touch
upon the chaonges which have ftaken place since that time, I wish o invite
vour attontion to the fact that whlln some of them are improvements
which would have been inaugurated even if hostilitics had continued;




others represent adapbations to the lessensd tompo of beacetime operation
or concessions Lo reduced administrative budgets. 3efor concluding 1
shall cover bricfly the aspeets of the prodblem which 1 consider most
susceptible of furthcer improvement,

General Eiscnhower “as stated, "It is logistics which control all
compaigns and limit many”. Certainly the propor determination of require
ments is an essential and conscquently vital part of logisticse It is
not necessary to elaborate further to an audicnce with your background on
the importsnce of an adeguate solution to this problem, but it may be
advantageous to remind you Jjust how far-reaching ate the effects of such
determination. We normally think of rceguirements in terms of their im~
pact upon procurement programs, and if that were their only influence it
would still justify o great deal of athentiorn teo the subject. 3But
determiration of requirements is esscntial to vproper programming of many
other supply operations. The detewmmination of excesses and surpluse
naturally goes hand in hond with the determination of futbure procufemont
necds. Waen the reguirements for an itom have been computed and balanced
against expected assets vou seldom find the supnly positiecn of The itom
in perfect balance. Therce is elther too little which meuns initiation of
procuremnent, or there is too mucn which mcans redistribution. as excess or
disposal as surplus., Turning to anothor field, that of méjor malntenance
it is obviously imposdible to make a sound priority allocation of repair
facilities until wou know which items are going to te in long supply and
which in short. Then we conaider otOT“*C, we shall sce that under tho
58 method of compubing roguirsments it is possidble to predict dollar-
.wise the future inventorics in the Zone of Interior decpot svstem. By
converting these figurcs into sguare fect of storage space it is possible
to predict the futurc storage load at any given dates And in the weeks
prior to V~J day we were cngaged in sbudies to see whetheor, by a similar
conversien, our prediction of overscas rcquircments could be converted
to on esbtimate of fubture ship tonnage neceds. The end of hostilities comd

CO

too soon Yor us to complete *h, study with rcliable dabta; but it i1s
uvrtmlnly possible, in theory at least, to achieve such a rosult, even
though it may bo used 2s a check upon, rather than as a replacement for,

the prcsenT method of compnuting shipning needs.

In ASF the mechanism for determining requirements wos ealled the
Sunply Control System. To quote ASF ﬂ~nuﬂ1 1i-413, the authority on the
squecu, "The objective.of the Supply Gontrol System is to provide a
systematic meons for mai ﬂt11nlng the best possible balance bebween total
supnly and tetal demend." With +this in viow the s system wos designed to:

Aonurb provision of needed supplics on time.

lo

b Prevent tnﬂ accumulation of BXCESS STOCK.

Determine guantities of total stock on hand which
are available for redistribution or disnOsaL.
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believe is a very simple and concise statemont of the problem.
ty of statement is matched only by the complexity of its

n we realizes thet it had to be applied to almost a million

ty L
This simplic
clution whe
different items for which ASF had supply responsibility; that the time
needed for procurcment and disbribution required the projoction of the
supply balance well iante the future; and that o workable system had to
meet the test of the constant and fregquently unpredictahle changes of =
global war

ing. stated our mission, we will now turn to the orgavlzw ion which
as.of V-J Day was involved in the determination of requircments for an
item.

(Referring to Ohart "A™)

- We find f01r sucecossin

ach one are outlined on th

mant General Staff., That wa
policy.

ve levels, The duties and responsibilities of
is chart. The top levsl was the War Depart-
g responsible for basie assunpbions and supply

The next level wes ASF, which was responsible for issuing detailed
instructions for computations supplyving additional planning data (for
cxomple, requircments for Yavy snd International Aid come in dircctly
to ASF instead of going to the Wor Departmcnt), and refining supply
assumptions., Freouently, War Department dirocfivcp required Qurfhcr in-

erpretation before being handed to the Technical Sorvices. In wddlulo“,
the ASF Staff 1c rel had the rosponsibility 1or‘tnw reviow of supply
econtrol studi cs and the supervision of supaly action based uporn those
studies,

Moving down to the noxt lower level, we come to that of the basic
ageney of the War Department rosponsible for the determination of reguire-
ments; in othe do, the Technical Scrvice 1cvel. Ordnance was
responsible fo“ dotoLm1QL«” cguirements for trucks; Quartermoster Corps
for combat boots; Inginecrs for ang gledozers, and so forth.

I might also point out that cach Technical Service had the responsi-
Dility for *“intmin*ng adequate supply date, cexchanging data with cbher
interested technical services, prenaring Supply Oontrol Reports, and

iy a2

v

telking eorrective action whon thosc roports showed it to be novcssary.

The tecimieal sorvice's roesponsibility for supply control was

‘exercised by agendics known as stock control DO“ﬂfu. A stock control

point is an office of o t2chnical sorviee to which has been assigned the
migsion of maintaining supply control data and of prcpa ing supply

control studies for cortain categories of tno items for which the
tocﬂnlcal serviece has suanly T“bOOﬂSlbllltV. It accomplished its wission

by assembling (from othcr offices of the tochniecal se TVlGG) itom~by item
procbrcment date, depot iuventory and. issue daba, repair data, and other

»



latced these with planning data
the instructions from Hg. ASF,
sunnly study for cach itom.

vertinent informiticn, ond then 3 c
furnished in the Supply Sumploment and in
d

Tt would be well at this time to bring out onc salient feature of
the Supply Gontrol Systom. This is the concoption that "all cssential
data concerning the supply and demand status of an item be compiled, kept
up~to-date, and consolidated in 2 central location in a form which will
provide the maximum utilizoation by those charged with respensibility for
performing or supervising thc supply functions." Let me underline the
importance of this. Pricr Te the evolution of the systom there was onc
picce of paper which told what the roguiremcnts of an itom worce supposcd
to be; another which gave information on dopot inventorics of the item;

a thiré which had to do with its procurement schedules. Frequently no one
person cver saw 2ll throe. When he did, the methods by which the compu-
tations were made varicd so much that it wos well-nigh impossible to re-
late data on cnc phasc of the supply program with that on another phasc.
The Supply Bontrol Svstem ossembles thesc various independent compu-
tations and reports into a single study which tokes into counsideration

all the elements of supply and domand, and in so deing 1% achicves uni-
formity both of computotion and of interprotation. Whatever changés the
syston may undérgo, that concept should be retainced.

Going back Lo our basic objective, we sqid i% was Lo secure the best
possible Balancc bobtwoen teotal supply and total demand. In continuing
this discussion we will now turn to The various elcments of demond as
they cxisted cn V-J doy, Wo talre them bofore the cloments of sunnly
beecause they come first on the Supnly Comtrol Revort form.

(Referring bo Chart B)

Looking ~t this chart carcfully, you find that theore is a brecalkdown
into two parts: "Issuc Domands" and "Lovels and Resorves™.

h 1 § - M - - . . -
The "Issuc Domands” scetion of our chart is divided into four major
groups: The UeS. Army demonds, Novy demands, "International Aid", and

"Othor',

The U:S, Army domands arc agoain subdivided inbto the following g
"Zone of Interior®,"Theater of Cperations: (excluding operational sup-
plics)"; "Cperational Susplics"; "issombly, Conversion, ond IModifisation;
Deomond as a Substitute;” and “Other'. o

roups:

i

Now it may ocour %o vou thab, since Itoms A-1, A-2, and A-=3 2ll
represent requirements for troop supply somowhere in the world, why did
we mot lump them all togethere. In order o cxplain. that I have to go a
1ittle bit inte +the actual mechanics of making supply control computations,
To detbermine initial issuc reguircmeats for the nonoxpendable items of
troop Supply we normally took the Tables of Equipment quontitics or 4




CHART A.

| % &

ORGANIZATION FOR SUPPLY CONTROL “WORLD WAR 1L *
(EXCLUSIVE OF ITEMS FOR WHICH AAF HAD SUPPLY RESPONSIBILITY)

DGS LEVEL

BASIC ASSUMPTIONS AND .

. OPERATIONS TROOP BAB1IS N SUPPLY

SUPPLY POLICY DIVISION ITROOP DEPLOYM'T | SUPPLEMENT | © — @
SF LEVEL Ha ASF INTERNATIONAL AID
DETAILED INSTRUCTIONS FOR NAVY ' e
COMPUTATIONS- Reg +SC.0Iv. |, OTH
ADDITIONAL PLANNING DATA.

REFINEMENT OF ASSUMPTIONS.

REVIEW OF SUPPLY CONTROL ALL THE g DETAILED INSTRUCTIONS
STUDIES. _ ABOVE DATA E:E FOR SUPPLY CONTROL
SUPERVISION OF SUPPLY ACTION, COMPUTATIONS '
ECHNICAL SERVICE LEVEL

MAINTAINING ADEQUATE DATA.

EXCHANGE
EXCHANGING DATA. OF DATA —— TE CHNICAL
PREPARATION OF SUPPLY WITH OTHER
: TECHNICAL SERVICE
CONTROL REPORTS. SERVICES €——
TAKING CORRECTIVE ACTION,
PLANNING DATA AND

SUPPLY CONTROL INSTRUCTIONS

TOCK CONTROL POINT

ASSEMBLY AND CORRELATION

OF SUPPLY.
DATA INCLUDING ACTUAL
COMPUTATIONS.

STOCK . STOCK | STOCK
CONTROL L CONTROL | CONTROL
POINT PO INT POINT
_ DATA ON RECEIPTS DATA PRODUCTION

REPAIR PROGRAM ISSUES DATA DATA
/ INVENTOITY DATA \
TMAINTENANCE ' PROCUREMNT
‘ FACILITIES DEPOT OFFICE
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of cguipment and made o machine run against the

n ¢ troep basis. You must remember thot for

ght be two times when this regulreoment arosce first

tially activated and a sccond tlmC'wn”n pro=-ship=-
unit arrived in an overscas theater.

from authorized list
total nmumber of unit
any onc unilt there wm
whon the unit was ind
nent was used and th

(3 l—’ e U

Besides this, we had a sccond bHype of demand, that for replacement.
In otner words, aI ser the cguipment was in operation you had to rbplacn
that which was worn cut, dosuroycd, lost or otherwise done away with.

Doth of thosc~-the iniltizl issue demands nnd the replacoment domands—
varied from the Zone of the Interior te the ovorsens theaber and amon
various overscas theaters. For example, for units activated in the Uhlt“d
States vou might rot issue 100 percont of authorized eguipment if thore
was any shortage of such squipment. The same variation took place in

connaction with replacements It was obvious that matericl would wear
out fastor in Burma and India, for example, than in the United Kingdom.
Such variation in thc replacement factor was a function of the combatb
activity (or lacik thsreof) in the theatzsr; it wes a function of the
climate in the theater; also, it was a function of the adeguacy of
miintenance facilities )

Ten we move dowr the chart to A-3, "Oporational Supplies", that is
a diffecrent tvpe of demand. For ceriain Spbvlflc War Department- ap-
proved operations, oversea theaters furnished cperational requirements
in the form of anproved projcets or in the form of special lists of equip-
ment. Bach of these was very definltely o one-time demand and was ticd
into its particular operations. I the operation failled te go off, you
did not have that demand at all, OConseguently, it was olways advisable
to segregote the computing and reporting of such a demand from the other
requircnents,

The demand for assembly, conversion, or modification came about
wherc thcvo was dval usc for an items where an item mizht be nceded for
ssue in itself and also whers it might be nécded as o component for a
nwwre complicated items We will take, for cxample, o flame-throwing tank,

anks werc issued by the Ordnance Department as basic items for troop
ssue and at the same time there was a demand for these tanks from the
hemical Corps as components for conversion into flame-throwing Honks,

Qrog e

I think "Demand as o Substitute" is self-explanatory. .If we did
not have enough of a preferred item it was obvicusly necessary to tzke
some less~ preferred item and use it,

"Gther", as far as U.S8. Army demaonds were coneerned, covered such
requirement s as the lanhottan Disbtrict, ecivilian supply in arcas where
the Army still had responsibility for civilian administration, and bulk

transfers from technical service control 4o the Army Alr Forccse




i

/88

“Q
ud
J

©
{rion

Turning to U.S, Havy demnds, the first thing to ncte is that the
Navy computed its own demand and furnished us with the results of the
computations. e did not atiempt to comoute the Novy's demands. Those
Navy demands werc scent to the Regulrcments and Stock Gontrol Division
and werc checked there Por compliance with policy. If thoy compliced with
policy they were transmitted directly to the technical scrvices which

incorporated them in their supply studies.

International &id followed very much The same: pvatbtern except that,
since there was o division in Headguarters, ASF, (Lnte“qﬂt ional Division)
which had basic intercst in international aid; regdirecments for that
purpese werc tronsmitted through it to the tecnnlc 11l scrvices.

Finally, we come *to "Other” issue demands. In this particular case
it meant such Federal agencies as the Office of Strategic Services and
the Foreign Economic Administraticn.

That conecludes the "Issue Demands"

Wo also had anothor section kneowm as "Lovels and Reserves's The
first subdivision was the "Shcck Level”. Since the Zone of Interior
depots ncted as reservolirs to equ]iz“ the peaks and valleys in receipts

and out-shipmernts, it was no ssary %to allow thom bto retain oporating
stoek levels, Such stock v-]s in uhe gensral case, anounted to from
80 to 20 days of predicted fuburc issucs of an item.

We come next to the DTOJuUJ o1 R serve”, To explain it wc have to
go back to our objective., Our objc was to maintain o balance
between supply and demend. We ondeavored to keep that balance curront

ot all times beecause 1f we did nat we could not mect abrupt changes in
the world situantior without the danger of acecumulating large surpluscse
But, for cortain good ard sufficient reasons, we authorizod the temporary
rclaxaclon of this normal balonce and pormitted qnanU$t1m“ of cértain
items to be scheduled for procursment at earlier dates than the demands
for thom were cxpocted 4o maborianlize.

Two good justifications for production rescrves were: first, when
thers was a small present demand but a very large future domand, and the
capacity of cxisting fooilities was more than adequate to take cnrc of
the present demand ard totally inade >guate to talze carc of the future
demonds, it wns better to bulld up stoclk then than to have to baild sone
facilities in the future; the other Juctl ficatldn arose wherc it wos
better to o inbo the markes and buy all vou ncoded of o certain iter
and ther get out, rather than to maintain a buying program cver an in-
definite period (but that justification had to be approached with great
caution). ‘

fguipnmont Rese erve" whlch usually came to us

”T’

Firally thers was the

~in the form of a dircctive to stock equipment for, say, so mamy divisions
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~and so many other units, when and 1f they should Ye activated, in order %o
give the supply program sufficiznt flexibility to mect conbingent changes
the world strategic picturec, ) :

Turning from the elemernts of demand Yo those of supply we find them
much less complicated and proctically self-explaonatory.

{ Referring to Ohart C)

We have, first, "3iock nn Hand (Qc¢dv for Issue)"; second "Rceoipts
from Procuroment and uﬁu@Wbly third, "Sunply from Substitutes" (Vllch
of course, matches thi 'an;rd as o Substitubo" (on Chart "B"); and,
last, "Rcturneé Stco‘” '

Therc is only ons im@ort nt thing to note on the Rcturred Stock and
that is tho subdivis ion into "Serviceable without Repair" and "Serviceable
after Repuir.” That is importaont because it tics right back into what I
told you earliecr about the nocessity for interlocking all supply operations.
Tt did nob profit us to estimate returned stock scrviccable aftoer repair

as an asset unless we Imew: first, that we were going to get the sbtock
bacll in repairable form; and, seccond, that the coapacity of the maintenance

facilities WOde enakle us Lo repalr 1t in time to meet the domaaa.

o

We have now revicwed the principal elements of nend and supply.
The acturacy with which we caleulated their impact upon an item dotermined
the finencss of the balance we achieved. Bub remcnber that our supply
control system had to achicve this balarnce to a greoter or lesser degree
for almost a million items. To bring the supply control system within the
realm of cconomic practicality two decisions had to be made: the base at
which the effeccts of the demond and supply factors should be mecsured; and
the dqcror of* refinement to which *the control studies would be applied for
various item.

The moasuring basc selocted was tho supply status of the item in the
Zone of Interior depot sy°te*. This was selected because information
from, these depobs was readily and onickly available to the stock control
"peint in the form of p~nc¥ cards which machine records could convert to a

national tape, Scleoction of anpy other base would have made it much more
difficult to securs truly comnarub;e data ar” it would have made any data
obtained much less current, Hoving selected this measuring base, in order
to mdke the supply econtrol studies nccurately representative, all elements
of ‘supnly and demand had to be computed on the basis of thu;r phased effect
upon the depot “system. In other words, receipts from moanufacturing
facilities were not phased into the supoly svstvu as asscts at the time

they were accepbted ot the facility but at that later date at which they
were picked up at the depots as "ready for issuc.” Ovorsea demands werc
not phased into the supply studies at the time the unsers placed rogquisitions
for the items on their local overseoa deoots, nor vet at the time the i
were shipped from U.S. ports; but at the earliur dates ot which the items
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had to . leave the Zeone of Interior depots in order to pass through the
supply pipe-line and reach the user when he needed them. This is o most
important thing for you to rcmember when you go morc decply into this
systom and particularly when vou examine the supply control studies made
under it. The picture presented by one of these studies is that of the
supply sbatus of the item at the level of the Zonc of Interior depot
system. '

The second major dcecision had to do with the degrec of refinement
to which supply control computations werc to be anplied. llay I state the
difficulties we had to surmount., TFirs®t, we had those several olcments of
derond ond supply I have discusscd; then, wo hed the involved problem of
paasing to determine the timed efiect of each one of them on the supply
status of an item at the depot level; finally, we had the tremendous
number of items to be controlled. To carry sut the detalled study which
I have outlined on oach of almost a million items at reasonadbly frequent
intervals would enbtall an administrative burden which could not be sup-
ported with available manpower nor justificd by expected results, Thile
such a-detalled study was obviovsly worthwhile for a tank, it was equally
uneconomic for a part to a ficld range. Yebt bo insure supply and aovoid
waste both the tank and the ficld-range p part had to be brought under sono
degrec of control.

The solution arrived at roprescnted an soplication of the prineciple
of economy of forec to the field of supply. First, we made division of
items inte prinecipal and scoondary iteoms and o further subdivision of the
secondary items into major and miscellancous sccon dary items.,

To selcet principal items (some 1800 in number) we applied the
following oritecria: there must be o large monctary value of stock on
hend in the depot systom; the itoms must be ones which had su shstantial
procursment objectives; or lasbly, therc might be items which did not
fulfill those gqualifications bub still were of absolutely vital strategic
importance. It was ‘nob nccess ary, for an itcom to become a »rincipal item
for it to nossess all of those gualifications. It could possess onc of
thom to o precminent degroc or could possess all four of them to a re-
latively high do*rﬂﬂ S

soame criteria was

Text we turn to the major sccondary ito @
cee There we determined unon

'

U
anhllcd to sclect them but in a losser degr
somc 40,000 itoms.

Finally, wo had our miscellancous sceondary itoms which comtained
the bulk of all our items (over 810,000 in number). These werc the onos
which met those criteria to the least degreo and were, consoquently,
given the least amount of sunply control,

Returning to the principal itoms,. remember thaot sach month 21l
principal 1t0ﬂs were subjected to a complete supnly conbrol study in
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which the individual and properly-phased cffcet of each of the eclements

of demand and supply was taken into econsideration. Oncc o month we had

a complete supnly control study made, which was preparod in the technical
service by the stock control points, Preliminary copies were sont up to
Hendguarters, ASF, and distributed Vo all intcerestedstaff divisions.

After o period of study ard analysis, a roview mecting was held under the
suspices of «Requirements and Stock Oontrol Division-at which the,

studies were opproved or corredtéd, the validity of the elemonts of supply
and demand werce challenged and, thb Lupgly action which should be taken
Jwos determined upon. These studics were all published "in Monthly Progress
Report No., 20 I dotnot know how many of y-u have seen copies of HPR-20
but they are very imprcossive-looking volumvs,‘n11ch develte one page to
each orincipal item; one volume to cach technienl service.

(Refeorring to Ohart D)

To give you o general idea what the Supohly CGontrol Form locked like,
I have a blow-up of *he form for an entirely fictitious item, the Widget
M~-413. Now, naturally, I do not expectt you to tnke away with you any of
the complexity of the linds and columns that appear there on the chart.
However, thero are 2 fow salient points I do think vou should carry awoy.
Until after V-J dny one of these forms (for nrincipal itoms) was nrepared
each month. This Sunply Gontrol Form, gives consideration to the phased
effect of each of the cloments of domand and supoly. In Area 11, we
looked at the historical performonce »f the item. After all, we were
moling o theorstical computation, and as a cheek upon that 1t was always
advisable to loolr back at the history of tao item.

If the chief of a technical SQfVlCO wns pre PLlnb large demands
and using that as o basis to carry on an ox’ cnsive procurcnent program,
it was very refreshing at times to lcok hack hore (1n Arca IT) to find
out what the rceord of his issues hod bocm,  Or to go back to reports of
three or four months befor: and say, "You predicted you were geing to issuc
2,000 of these Widgets, In the past three months you have issucd only
15u of them, Ton't vou think you had better take armother look ot your
present predictions of futurce requirements? llaybe they're off just as
much,"” .

+

We have there (pointing +o Area IIT) two directlv measurable gquanti-
ties namolv, current unfilled demand and stock on hand. The currcnt un-
filled domand revmresents the unfilled reguisitions at thé Zone of Interior
depeots  Those arc the things for which y:a nave a demand. and which vou
hove been unable to sunply. Then, the steck on hand (roody for issuc)
represents the gquantity of an 1L“n.ir the depot system which is availlable.
Wormally speaking, there should not be any cur“cnf unfilled demond for an
item when there is stoci on hand, unless a very large demnd nmaw(n o

-l-

come in Just at the time the supply study is b01wg computed,




Over in this area (indicating Area IV) arc the nredictions of what
our fubure requircnents are golng to he, If vou were closer and could
read this, you would find it eovered the same clements of demand we
mentioned before-~~-U.S. Army, Zone of Interior, theater of operations,
avy, International Aid, and so on. AL the time this form was used

mode predictions for the next three months, by months, then for each of

the following two quarters and, finally for the Tirst and second halves
of the following yerr. When we had a long lead-time on an item, such as
1e

in the case of tanks (which omounted to as much.os 18 months ) 1* Was
obvious wo had to carry the nrojection of demands far into the' fubure.

I might say in passing that developments % tlc prescnt t+“ have
changed this form because vou have different demands now. You no longer
have International Aid. On the other hand, vou may have additional
reserve demands, such as War Department reserve stock and things of that
nature. So, today, there is a change in the form but the principles have
net been materially altered.

These forms were Tilled out by the chiefs of tho technical servieces,
who had basic responsibllity for their preparation. Checldng the validit
of cvery entry for eaoh itom was the rasponsibility of one or another of
the stoff scotions of Feadguarters, 4SF, so eacn staff sechion scruti=

s .

nized entries over which it had stzxf'supervision with a view to deter-
mining whether propcer supnly action was being token., For example, the
"Distribution Division looked at the past issues; they looked at the
current unfilled demand, and they looked at the stock on hand to deter=
mine the validity of ths entries. The Producticn Division w28 intercsted
in the roceipts from procurement and assembly and ‘also in the production
reserve. The Research and Development Division was interested in the
denmand as 2 -substibute and the replaccoment from substitutes. The Mainter
dneo Divisidon'was interested in the returned stock after rcepair. OCther
divisions had an exclusive interest in one or more lines; or they had
joint intcrest, And, finally, the Reguirements and Stoclk Control
Division had a basic inberest in this whole area (Area IV) of Predicbion.
of Future Reguircments, in addition té its responsibility for the in-
tegration of the =rogram os o whole, '

-The secondary items reccived no, such debailed study. ¥We used a
different mothod of approach. The secondary items, both major and
miscellaneous, were grouped inte categories of closely-related items of
like supply characteristics., Bach category had its nanager at the stoc
control point. He had a card for each of the items, The information
or. those cards was much less comprchensive than I have shown vou on
this chart {Chart "2"). It covered stock on hand, recsipbs, nast issue
ard “future procurcment.

The stock control category manager's operation was as follows:
o

he made a eyelieal roview and as he came to each card he looked
the items past suoply history and determined the averagc issucs

-] 2w
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the preceding six months {or twelve months if he had good data that far
back); he then corrccted the informabtion to climinate nonrecurrent fachorss
he reod the Supply Supnlement, which was the interoretation of broad War
Department policiles to detormine. the gencral trend of supply activitics;
and he made o calecdilated 4ucss as to the future supply position of the
item and tock supply actisn orn this estimate. Vhen the card turned up
again in the next cyelical review he checked the accuracy of his pro-
diction with the lnter performance records he had, and again made o
correction, ‘So ac*uanﬁ the determination of s"oolv action was a serics
of corrections aqd ﬁﬁ”rOX*M&tLOKS.

The procedure wos the same for all sccondary items, major and miscel-
aneous, but the frequency of review differed, The mojor seccendary itoms
were roviewed once a month whereas the miscellaneous secondary itoms could

be reviewed as infrequently ns once a gquarter,

this councction that the methods of reporting

O

I should point out in
diffecred between the scconda ry and the principal ‘itemse Tn eaxch of the
princinal items we had this form (Chart ""). For the secondary items our
report came cut in the form of dollar-value summarics, by cotegory. In
other words, the report by individual item wos rewlaced by cne which in-
volved mulbiplying individual itewn data by unit GOot, then adding all the
Gollar wvalue data for items in one cotegory together and coming cut with

dollar-value swmnary. These were published in Donthly Progress Report
No. L9,

Now.the major difference in Staff Control of the secondary iltems, as
opposed te the principal, came about freom this dollar-valus cabegory
system of reporting. In the case of UrL;V-oai items, the supoly status
of the item ceme up on onc picce of paper to Headguarters, ASF.. It could
be reviewed as = single item; cor rective action could te taken right
there and put into effect .

m ]

That could not be done With the secondory items. The most that: the
dollar-value catsgort roport gave you was o thermometer which indicateod
thot the patient had o fever, If the summery on the category seemed as a
whole to be out of line and in an unsound position, you were unable to
tale corrective action immediately at Washinghon; you wovld have to go to

=)

the stock control point, gobt ~ut the cards for that catogory, go through

the cards, determine the iteas which were causing the trouble, and talke

the necessary corrective action at the sbock control pointe 3ut while the

degree of control of Secondarv ibems was less, as I shall demonstrate in

a minute, the effect of crrors made in supply action on %eéﬂW"ﬂrv itoms

was corrcspondingly less dangerous. This is best illustrated, I think,
Syl

by an exanination of my next chwru, Coverage of the Army SCY”IO“ Forcos
Supply Oontrol Systom.

<

(Referring to Chort B)




rt gives a coverage of the Army Service Forces

CO“u”Ol Svswx as of 30 June 1945. Ierc we havse our principal itens, o
representing not more than two-tunths of

1little over 1803 in nunber a

t Sunply’
IO

and
~cne pergent of the totol nuaber of items controlled by the system, yob
they wore so carefully sclected that they represented, dollarwise £0

percent of all of our depot sthecks and 76 percent of our pre

issucs. S0, by gebbting very close control of them we had a
care of three-fourths of our future issue problem.

When we todk those dHrincipal items and added to thom the major

secondary itoms, some 40,000 in number, the two torﬂ+1br Wy

five nercent of the total rmamber of items., These we had und
clese degree of controle. Dy dovoting most of our abiention
groups just mentioned we oxereised a very reasconable degree
over more fthaon 80 percent, dellar-wisc, of our denob stocks
cent of asur cxpected futbure ilssues.

Finally, miscellancous sccondary items roccived a very s
of controle. They amowibed to 85 percent of the tobtal number

ot

e us only
cr a fairly

to the two
of control

icted futurs
ready balken

and 03 per-

small degree

of iters,

scme 800,000, But théy only roprescnted 20 porcent of the depot stocks

ruch of that whs in obsclobe itens) and only seven percent
issue requirements..

o

existed on V=J dayve It was ‘ot

nerfect., Hut the aceuracy o
arproached foxv clogely to the accum
Yy "\

e
ri

furnished, e control of n ncipal items had reached
factory state. But the control of secondary 1tcnu——uho doll
category systen--had been evelved very late in the war and s

undergo a graat deal of pCTiCPuLuﬂ.

Barlier "I took a little time to tell you about the invo
activities upon which tho Supply Control System had an effect.
) T

wordsy I told you what it oould doe  How, if I may, I would
vou whal it counot do.

First of all, it cannot produce results morc. acoura than the data
s The Supply

fed into it ard t1¢g Anta must be firm ond tinely; otherwisc

this concludes the cutline of the ASF Supply CQontrol System as

of our Tuture

i
f control

vracy of ony planning data that wa
a very sabtis-

ar-value
111 had ¢

lved suonly
In other

G

like to tell

Control System loses its control funchion entirely ond is relogated Ho
that of helding o post-mortem on whet wont wrong. OF course, from wour

standpoint, tn@ furnishing of »lnnning data ond aS°uthloﬂs,
to be hammering at your 'ﬁwrﬂb1on‘l clanners for, time and ti
ey

Then T came down to Washingbon this time, I was informed tha

ation wos mormal:  the trodp basls was up in the air, as usu
always, in suoply plonning, have that difficulty. You will

that Turnishing the baslc assunptions--the troop basis ond 4
dCQ;QYﬂC;t——Wll; lag behind the time you have Lo pubt in your
procurc the iterns,

ou will
ime i
£ the
Al

alwoays firn
ho treoo
orders to

nawvy
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The Supply Control Svetonm can only furnish deta on the overa 1T
suoply position of an itom. It canmot take into ~n31dcratidn local
distributional failluress In other words, as I told wou, sur measuring

cse-is the Zone of Intarior depot system, We make cvery vf ort, by this

hasing, to take inlo con81acration the tiﬂo reguired for the Atcmo to o

distributed and issued here and in ovcr-sea theatres, hat stll‘ distri-
butional failures will taﬁe nlace which are not measured bv the svstem,

That has been a frequent scurce of coment, by the using commands bocausc
they find that one cannot relate dirsctly the sunply control sbudies
either to the material status reports or to the unit shortage roports.
Finally, the systom is a control; it is not an operation. It merely
measures the effect of sunily asctions and atbempts to prodict what susnly
actions should be teken, but it cannot itself produce one extra pair of
conbat boots or one exbra truck., After all of these things I have cnumer-
oted have boen token into consideration, if a shortage does develon,
there is little immedinte remedial action Hhat can be taken outside of
susstitution,

g

That is the svsten as it existed ot the end of hostilities, With
V~J day we had immedinbe and obrupt changes. The first thiwp to hit us
were changes in all our elements of supplv and demand. In the field of
the pipelines reversed and procurement was sboppoed on many 1+fmo, In the
Tield of demand our thesters revaorted from o combat to 2 non-combah
status and the demands fell off, Consc jueatly, all of cur computations
changed very rapidly, That, of course, ¢id not affect the systen but
merely the pumerical results obbtained from it.

+ 3

On the other hend, we have introducad some changes. The first cne
st

is a ep toward a more accurate reflestion of some of our demands,
This is known as the "Oversca Command Forcast of Requisitions.” Obvi-

ously, it will be much more accurate if we can have the thoaters com-
plets their ovn demands then if we have someonc in Washingbon, who is not
familiar with locol conditions, abtbemp® to make this comoutation for
theme 8o we introduced this Oversea Oommand Porecash of Requisition by
which the overseas theater mokes its owy vecuiromen%s_cmhpatmtlnns and
sutmits them quarterly to the War Department. Those are submltted to
perts of embarkation. Later on, if requisitionsg do not follow the pre-
dictions, the port of cmbarkation calls upon the theatre concerned for
information relative tc auy large unexplained variations and transmits
this information to the Var Deparbment,

. The forecast system has not been in eifect long enough %o nass
. Judgement on its value. Theoretically, it should be good; but it is
much more of a peacetime system than it is a wartime one. 'In time of war,
partieularly where you are activating a new theater, it would not be
guickly responsive, It is betbter then for the War Deparitment, knowing
the latest plans, to make its estimates of thester needs than it is to
. transmit operational plans to the theater and have the theater nake un
its requirements and thien report them baclk, )

L

inal

That was 2 step in the dircetion of grezter accuracys ow we find
on opposing and more powerful factor which reduces guite possibly the
' -1 5~




pceuracy, and certairly the gquickness of responsc, of the system, Like
overy othor agency of the War Dopartaont, the Supply Control Systom has
had to undergo very drastic budget cuts both in personnel and funds. To
cet that we first reduced our requircments for the submission of data
n miscellaneous items, Then we reduced the frequenecy of reporting for
both secondary and principal items from monthly to gquarterly. At the
present time 1 understand there is o reoporting procedure in the mill
which will represent a further abbreviation. This will call for the
%uspen51on of the periodic publication of the Supnly CGontrol studies,

IPR-20 (for principal items), in their eatirety. In place of that, .our
copics of these studies will be submitted to the Director of Scrvices,
Supply, and Procurement. Affter review and aoproval the sbtudies will be
maintained in loose-leaf files in the technical services and in the
dircctorate,

(a

There will be brief one-line per-item reports of stock on hand,
issues, surplus declarations, amounts in the surplus properdty account,
disposal lovels, and enticipated receints, which will be nublishod once

a nonth to replace the old MPR-20, NPR-19 will be cubt down ©o show only

o
the dellar value of stock on hand, and the computed procuremnent reguire-

ments, but it will bo s 1l,yont0q by an item count on eertain fentures,
such as: the number of items in current short supply; the numboer of
items for which the : eivilian components cannot ke net; and
the number for which therc is progrommed procurcment,

un

The reorganization of the Wa ment hos not greatly changed the
division of authority and : lltv rﬁzati re to sun eontrol. The
dircetorate of Services, Sunsly, .nd Procurement performs both the
functiorn which was formerly assigned te G-~4, namely, that of tolking the
troon baslis and troop denloyment cnqnaulng from 0OPD and translabing it
into a supply supnlement; and nlso the functions of the Requirements
Division, ASF, of issuing detailed instructions for computations and
review, and anvroving the Supply Contrel studies, But these two
functions, while they arc both in 8.5, & P, at the present time, are in
two diffeocrent bronchos of 8.8, & P, The change, therofore, is more in

nome than it is in form.

Two other current nroblems are worth o bricf discussions The first
one is our wmethod for c:m“dtlng initial issue requirements. We have
always assumed that on o unit was actlivated and had 100 n<rcont of its
initial issucs the on.y futa“o demond would be o replacement dennnde At

The present we have units considerably unde aﬁﬁhorlzcd strongth. These
understrength unlts guite possibly will turn back some of théir'egulp—
mer’t te the dopotss Then when tho units again build vy to full strongth,
we will have an entirely unpredictable domand Hitbing our depot system.

]

At the same bime our roplacement demand is comouted on o thoopo ical
00 porcent usage of the eguipmeont of those understrength units. If some

of it has been turned back to the dopots, we will not have that cquip=~
nent being used and we will not have the computed replacement demanc,

~16=~
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This whole oroblem is under sbudy in thce War Department at the present

time and I think it is a very vital point that must be cleared up.

. At the present time, of course, we have another fackor which governs
supply action. In wzr, our atility to mect demands depended primarily
S k] - o P

upen the productive capacity of the nation. Now it is .controlled by the
availability of funds. Conscgquently, ";*? more domands Shan we have
money to cxp cnd in mecting them, we necd a nriority alloeation of the
available funds. The final method of %chlov1n@ that nriority alloecation
has not been worked out in its cntirety, but I hope whatever methed is

adopted will not diverge too far from 2 basic advantage of the Supnly
Gonbrol.System, that of consolidating all nortlncnt supply data on one
picce of paper.

Finaily I should like to go into the realm of what improvements arc
.the best oncs to make in this system in the future. In the first pldce,
we can rnoake considerable improvements in the determination of replacement
factors and days of supply. Initial issucs are very easily measurable
beeausc you have vour Tablos of Hguipment and Authorized Allowances, but
the rote at which that equipment wears oubt or is consumed (in the casc of
expendable items) is not ecasy to determine. That requires a great denl
more .study. The nroblem of cstablishing a sound policy involves an
attempt to balance two divergent viowpoints: onc ls that individusl items
differ so much that it would be desirable to have a large number of
different methods of dotnrmlrlnv replacement facters; the other is that,
if there arc too mony divergent mothods of computatﬁon, no one will be
able to interpret the results (and the computer won't oc able b0 interpret
thom‘nlmsulf\ in, terms of World War II exncrience.

A complicating feature in this study of replacement factors.and days
of supply is o very, very strong fecling held by nany of the people
concerneds If a comnander of any large force has ever been embarrassed
by su”nly shortages, he takes an extremely dim view of any effort to
change. the replacement factors ond doys of supply, except in one direction
and thot is upward. As we brought out a Wdlle back, the failure may not
be duc to ovor-all insdequacy of supnly; it may have been a distributional

. feature that failed, In tnat case the way to be right is not to double
the replacemernt fa ctor, Th“‘recultla" s1taatxon, ‘would be just as bad as
undersupnly bceouse in time of mobilization we tax the productive capacity
of the nation to its limit., TIf we overstate our demands for one item,
we arc obviously going to losc our ability 4o meet the rcqulr“nents of
other ones, for which theore are true demands, .

Next, wc might improve in the accuracy of .our inventories,. After
all, therce is only one truly mecasurablc elemont that wou ecan count at
the depot level and that is what you have on hand,

Finally, there is a very vital field, that of cataloguing. or, item
identificabtion, 1 don't know how many millions of dollars would have

-]




been saved by reducing duplication of sroourcment among the various
tochnical services and botween the Army ond Navy, but I think you can all
visualize it. Irn some of the studies we made, we found the same ofdnance
parts listed under as many as 32 different headings. The over 80C,000
items we carried on V&J day in our_Sunwly Control System could yrobably
be reducced to gporoximatoly 225,000 if we knéw what each itom was and
nomed. it properly. :

'iﬁb had a Vcry‘amblthuS program for improving item 1lcn tification
juSt at the cnd of hostilitics; then the Bureau of the Budget came alon
with its budget cuts. Somc vory nice work is still being done jointly by
the medieal scrvices of the Army and Nowy, but the Army progrom as o whole
is in a sbtatus of suspended animetion: I hope thot seme tine in the
future wo will be ablc to put that baclk on o sound footing
Bl

¢ to ro-emmhas
¢ Te re-empnas
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nation of req uiromcnts is v1t l
c mis
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.. In concluding Jus
first was that an accurate detern
success of any military sw
so many of the basic supnly
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-C)ll OW ""Lgb ULL\,LGCLfJGCI". It had unpder its ¢
1tcms.- The basic feabures of the sysbtoem were: the ossi
responsibility for the dotormination of roquirements to fh“ Chle of the
technical sorvice concerned; developnont of o reporting systam which
brought togethor all elemeénts of demond and supnsly on onc picce of paper,
the use of the stock status in the Zonc of Interior dewst as o measuring
base, and the adjustment of the refinement of sunply control computation
and of the supervision of supply nction on an iten, bo the importanco of
the itom, . ’

The most important ficlds for improvomont of the systom, as far as I
can soc, lic in determination of replacement factors and institution of
adequate item identifieation. ' :

1
P e | ey
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Bagically, the systom is sound and, if retnined in anything ap-

proximating its present form, is pﬂblc of rapid expansion for meoting
4l meacda AP Pradare makhd 13 oaddan .
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That is all, gentlomen.

CAPTAIY WORTHIVGTON: : oo .
Are thore any gquostions?
A STUDENT:

Ccloncl Dalevy, will vou enlarge on how the dollar-eatagory iltems were
J 3 o = v
grouped, to some cxtent?
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A STUDENT:

Yes, sir.
COLONIL DALEY:

0f course, the technical services always said we had the easy job of
defining a mission; bub, ob the same Time, thoy had the very difficuls
one of carrying it out, . .

Wo +told theom to put togethor all items of like.supply characteristics.
Obviously, vou will have somc particular items, we will szy pards for onc
type of tank or for = type truck. You put all of thosc together, In 2
further break-down of that cabegory wvou would have certain items which
were suffieciently important tu justify their being classificd as major
scecondary. Those whose importance did not justify that,were carried in
o parallel miscellancous sccondary category. Then vou might look at the
lead=-time of the items., An item had to have about the same lead=time as
anocther in the some cabegory. We would not want 4o group an itom which
had 18 months lead-tinme in with an item that had only two wecks. Then we
tried to group thosc similar itomes which had aporoximately the same

authorized depot stock levels. The freguency of distribubion and the
belancing of the sut-flows and in-flows of an itom might reoquire o 90-day
level, we tried to group it with othcrs whose stock level wns 90 days or

75 days or 115 days.
A STUDENT:

How many eategorie

GO

your miscellaneous s
divided?”

s wore there? If you had some 800,000 items on
ndary items, into how many cabtegorie s were those

(&)

CCLOUEL DALEY

-I would have to guess, frankly, but I would say probably it must
have run in the neighborhbod of 500 or 600 diffcerent categorics. I am
just trying to gucss by visualizing the sizo of the book that thoy came
out in,

A STUNENT:

You mentioned replocement foctors as being o groet thing in stock
contrel or supply control. Could you explain why the War Department
General. Staff refused to give overseas theoatoers distribution fackors to
mabeh the supply within their depots, We had just as many depots over-
seas but no distribution factors. Thercfore, we hod to use an ulterior

L]
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motive, or other means bo get that facbor, giving us a rather high usage
factor,

GOLOWEL DALZY:

Yo, I don't know why. 1 know that the approved replacement factors
for the morc imporbtant items were oublished in the Sapply Bulletinse.

+ STUDENT -

Therc werc no overscas distribution factors in my service, that
know of,.

COLONEL DALEY:

I think there werec. Take my sample form (Chart "D"). If you will
loonls down, right herc at the vory botvcm, yvou will find the replacemen
factors: one i, iicatés the VWlar Department-approved factors, and the
technical-service-apnroved,

5. SMTJDT“\\T

Colonel, I am Lalking aboubt distribution factors, not replacement
factors.

COLONTL DALZY:

iously prepared position”

o/

I think T will have to "withdraw to
due to the fact tnot I

@
i—‘i Be]
i
O
3
1

am not o distribubio:

.

However, you 4id bring out replacement, factors.

COLONZL DALELY:

I know that we gave the thsaters replacement facters to compute
requiremonts, 1 thought I covered my flanks, rear, and front to great
depth when I s21d suonly control could not cover distributional failures,
T am sorry I haven't got the information on distribution,

You realize the difficulty of the situation, though.
COLONEL DALTY:

We 4id furnish replacement factors., These were furnished in all of
the major Lheﬂubrs. These opprdéved Supply Control studles were on file

o
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ot theater headouarters, They weore always available so the theater could
tell what its predicted demond was, even in wartimne.

A SBTUDENT:

The Sunnly Control plan was based, of course, mainly or dollar valuc.
That was a rather new conce gt when we werd acoustomed To taking os good

)

carc of o ponny iton as onc that cost ©10,000. ’ Co

It scems to me there is o cortain donger in stiecling to the dellar
valuc in comncetion with the control of thosce items, Would you want to
comacnt as to whothor or nob we conld get along far eosicr with the dollar
value?

CCLONTL DALEY:

Thot is, 1 hlﬂk, a calculated risk which must be taken. In other
words, bto make an iten~by~-item computation for oll items in the systenm
was boyond the realm of economic practicality., Just nalking such o study
and then typing the study and publishing it would have involved an im-
possible burden on our administrative manpower. Vou'slmply could not
afford to give o nard Lo o rifle the swmc degree of treatment that you
gave, say, to an =26 tank, We Qli, in the easc of principal itoms,
conduct studles on an item~by=iten basis, When it gets down to JLstri—
bution at the depot and stock control point, wvou must have your item
records. But, for oxercising the staff supcrvision at the high Jlevel, %o
prevent people from geing too far astray, vou can onlyv afford te put your
cmphaslis on a fOW‘iuCﬂo.

ot ()
Sed

X STUDENT
#
MPR-19, whon wv-~u phascd it over o two month's period or six month
poriod, had cut-off dntes, You roporboed an itom on certain dates, in
vour normal stecl reporting s%stcm from o dewot to the stock control point.
How how do vou tale into consideratisrn thosc items which only have, say,

o S

o month's usage beoesuse of cuteof dates? Do wyou follow me on that?

i have cverything except the last of it,

A MTITY I
L STUDIERT: ’

In other words, scy that June 30 wrs the cut-off date for PR-19.
(¥You have it un a guarterly basis). Each day certzin grours of material
are reported to the stock control point. Wow how do you'bakc care of an
item which is only reported for the last 30-day usage?




COLONEL DALEY:

The KPR would come out cvery gquarter. We, if we were gb ng to apply
thet system(as we did until we were omugat short of money and porsonncl),
would look at the nlace on the category report which gave the cut-off
date for that narticular cat“gory.

Yes, but in o situation where the sunnly and demand fluchbuates, wh
there is only a 30-day requircment or 30-dav issuc, the best results are
not obiained unless the supply control systeom 1s based on cut-off dates
and reporting dates, the smme date belng uscd.

The only difficulty whizh would come up would be when the results

t
Tor one month were not aroporly indieative of the threc-month period,
Then you aight get o guorye For instance, we would guery the technical

service and say, "Your srodictod issuc for the next throe months is
$900,000 worth of this item, Lost month veu only issuod $100,000.
Wultl“l ying thet bv three, (%0 gmot that-dota on o comparablc bQSlS ) we
conly got £300,000," Then the technical screice dcgondlng on . whether or

not they comsiderod it of urgent importbance, would either telephone or
writce the stock contral p01nt for ~dditional information. They might
reply, "Yos, but the issucs for two months before, which you haven't scen,
averaged $400,000 a month," Theon there was important Aisagreomont wo
would, somc weclend, go out To the stock contrsl point, sit . down and go
through the cards, item by item, in that eategory. We would go *hrough
their item cards to sco etn‘” thore was 2 deviation that couldn't be
explained. At least 50 p@rcent of the timg whon we went out and examined,
wg found technical services right and our initial apalysis was wr\ﬂw.

Colonel, ecan vou cvoluate how accurate your inventorics were?

COLONTL DALEY:

T can use a standard 100%1 erts exsression, "it denended upon the
. . 1t =3 - 2 - .

situation » It varicd from technieal service to technieal service and
within the technical s»rvico. It dopended o lot on the depobt itsclf;'a
great 1. In this connection I will say the Quartcermaster installations:
were oxtromely good,
A STUDENT:

The point T made, €oloncl, was this: Wers the inventories suf-
ficiently inaccurate to give you a great deal of difficulty in operating

this system?
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QOLONEL DALLY:
For a few items, yos thoy were

o that I can stay close to home, the Bagincers had o lithtle 4if-
ficulty from timc to time in conncetion with what is known as the D=7
tractor. Therc wore some romarkable swings in the rouuvron:atﬂ pieturc,
in Julv end August just wrior to V-J day, for D-7 tractors due to un-
sound inventery data. MNow, of course, I want you clearly to understond
that in all othcor itoms %hc fnginecrs were absolutely perfect

h STUDENT:

Sinee I have my oot in the door, may I ask one wore quostion:

Durlmg the Pall of 1943 or the Spring of 1944, a frenzy developed
in the War Department to cut baek surpluscs where they thought they had
bought too wuch. Maybo they had in o fow cases but gencrally speaking,
with o mojor Buropean war coming up, I alwoyvs thought they wore o little
nremature.  But, mn woy, they sot un o lot of rules whereby if vou had
more than o eertain level of an item vou woull £0 oubt and sell that item.

How wos that wolicy cor wed until the ond of the wor?

COLONEL DLLEY:

e t was. The pelicy wns (I oon state it best this woy) that the

al level at that time for itoms of clvllian usc, ﬂwljcq+10u or
low you to rebaln vour opcrating stock 1cvc1(;H\t is, your 60
) .

to 90 days' stock level) plus 12 months future Lssue demoand, which gave
vou 14 or 15 months bFCdlCtL future issuc domand,.

The reason for thot
gentlemcn at the level
fighting a wnr vou arc
with the fArmed Forces.
sources -of the FHation
an internal sconomic °+m
nave sulficient stock to ecquip the Armv for two or thxcv JOWTQ in the
fature if *the ecivilian econnr
to o lack of thesc cloments, That was the theery bcehing tho disyp
nolicy and that wns tho oasis on which it was approached. I*’Kﬂ
sut unt 1l a little boyond V-J daoy.

noliecy of course, was that, 2s vou
suoare studying have to ruﬁllvo, in
t with the nation as a whole, and not
@mwlgted in many items, the enbire re-
zontly, it profito& us llttlo (,wa;t fro

my wos unable to continme its eroduction due
2l
arried

'()Ul

" A STUDERT:

Colsncl, what about barbed-wire, SOﬂQn. suns, oand landin" mats?

COLONEL DALDY:

With the 90 rm. guns, as for othur so called "military type" itoms,
the disposal level wns twe vears of issue demand plus denot St?Cu levele
. N




After all, this was just a general rule and if the techniceal service
concerned felt it was unsound for any parbicular itenm it could ask for an
execpltion on that iteom.

A STUDERT:
In selecting your principal items and wvour major sccondery itoms,
wasn't it the casc often that the scecondory item would bocome a »rincipal
el

1tom, and so on?

COLOWEL DALZY:

It would have become the case had the systom continued longer. The
dollar-value catezory was a very late deve lap On « Actually, the first
really good MPR-19 was lssued on 30 Junc 1945, ¢cn we had Just reoached
the peak and stmrtoﬂ golng into full-scale opern tlo- of investigating

niscellaneous and major sceandary itoms, we had to chango, Tho~cnamge
from prinecipal itcl to socondary is primoarily due Yo the obsolotion of a
nilitary ltum,' A gun which wos o nrincipal item last yenr and was then
replaced by an immroved zun is l‘wvx_atcly relegated down to tng niscol-
laneous sccondary category if it has no demond as o substitute.

A STUDERT
Tho dcterrmined the nrineipal items? ‘
COLOITZL: DLLEY:

The recommeondation wos made by the chiefs of the technical ser
The anproval of the recommendotion was mode in the Reguiremcnts o d
Control Divisicn,

A STUDENT:

IW‘CODﬂJCti“‘ 1th dolliar=value rv,urts, Genoral Lutes, in a talk
herc yesterday, made it o specific point to cmphasize the lack of value

of dollar statistics. I do not know that he has refercnce to this sort
of “thing, but what usc was nade of the dollar reports of the secondary

COLOTEL DALEY:

As I said, the cones it was thot it would be a thermomoter. In
other words, it was imposs 2 get much beyond cur 1800 principal itome
for the ASF Staff gscctions exereise detailed staff subﬂrvisisn ovor the
items. For the rest you could eithoer go out in the £ield and, in this
realm of 800,000 apnd 40,000 itoms, sclect itoms at random and try to
develon betber suopply policles; or you could adopnt some mothod which woulc
give you an indieation of the arca ia which you should sonrch for large

o
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errorss That was the purposce That was its sole purpose.
AV STUDENT:

Can the sysbom be by-passed vhcre the wrocurcment of itoms may causc
criticol shortages?

COLONIL DALEY:

The systen would not be by-pnasscd, but the systom was adaptable to
it, In cothor words, oven with this system there wore chatinuous studics
being made on itoms of vital importance. Tt was perfeetly possible, after

all these theoretical computations had been srrived at, and somcone had
mude a comrand declsion or o stafd lotermlnxtlon, that the.figures arrived
at were inadeguate, to approve an increase in the programed srocurement
or the comﬂutoﬂ nrocurenent reguirement. You could always do thot if weu
hod recason to doubt the validity of the figures. But this gave vou a
nornal procedure for tho general run of items and enebled you to spend

more t11e in plcking up thinse flaws in the particular items that were
giving you troublc.

A STUDENT:

The Overscas Command Forscast of Recuisitions, as I understand it, is
an exccllent menns of rojorting shurt~torm roquirC1cnuu to the War Dopar t—
ment., Whot about the othor situation wherc thor. is four weors supnly of
stock on hand in the overseas theater? Iow does the War Deportment cor-
relate that informotiosn with the reguirenments side for tho fiscal year
19487

COLOHZL DALE

In my comception of it- I think I am correct= thé Theator Forccast

of Roquisitions was medified, ifter ite initial issue, to provide one
additional column in which the theater cntercd its reguiromeonts through

30 June 1949, T bkelicve, that was tho soriod. ) It was very important to
consider that theabeors which had a surplus might have no procurement
reguivements at all for o considerable period, You would want to Imow
thot negative information,

A STUDTHT:

Where our sunsly woas obtained from the Navy or from another service
out in the field, how did that tie in with your Sunply Control System?

COLONEL DALTY:

As I TGuO]l”Cf, wae wounld not have a very good nicturc of the effects
of that., Probably that was morc or loss of a dicfeet in the syssen, 1f




we had taken it into ccnsideration, it would have had to be phased into
the Supply CGontrol Systom becausc of distributional requirements, Supply
from such a source wys not so widespread that 1t affected everything but

we would have to take special cognizance if we knew of such a caso. In
other words, we woulm have to reduce computed regquircements and replace-
ment factors by whatever we expected them to be. Our Theater Fo ec’xs+ of
Reauisits IR ket wora An ofTant  wanld talre +hat+ dnta ~rond onnan Tho
i 4\1&/-.1. [ \I.LULlQ F) oL lJJ.J.~ L VWL L Aol O f VA RAS S R LT SN Ldlt W L1l LY b AL bmdins v o d-dlvs
theater now takes into consideration not only its ox istirg assets but what
it con obbain from the Navy and also what it can got locally.

CAPTAIN WORTHINGION:

Thank vou, Colonel Daley, for a very fine talk on this difficult
subjecte

T
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