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GENERAL McKINLEY:

Gentlemen, today we are going to continue with cur suhject of require-
rments, I think we are rather fortunate in the sequence of our lecctures, in
that we had first General Lutes, then Colonel Daley, and now a speaker who
will treat the cuestion from the viewpoint of the Air Forces as an expert,

General 0. X, Cook, who is our speaker, is 2 Military Acadeny graduate,
He is a graduate fropm the Command and General Staff School and several of
the schoels of the Air Forces, He has had prohably all the ratings in the
flying service in all the various classifications -- pilot, observer, and so
Olls »

His World War Il experience at Wright Field, I think has fitted hinm
adnirably for speaking on this subject, In addition to that he had experi-
ence -with the ferces in the Pacific, So he drings to us ths comdat experi-
ence which is necessary to he intermingled in consideration of these indus-—
trial orovwlems,

At the present time General Cook is Chief of the Procurement Group,
Service, Supply and Precurement, War Department Genersl Staff, His subject
for today is‘Organization and Functions in the Determination of AAT Reguire-
mentse I take pleasure in presenting General Cook, '
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GENERAL 0OCOK: : N

General IicKinley and student body: - It is a nleasure and an honor

to. be given the opnortunity to speak to this class. Before proceeding
. : 2 ! it £

any. further, I want to tell vou that this lecture is going to be informal
I have to .apologize to vou alsc becausc I have no chart, verv few stas’
tisties, and no slides that will recaire tvrnlrg out the lights.

War Ls A technlclan s game. Thae t is rather 2 trite remark; but, whe
you aralvze it all the way through, the lowest: raﬂklng scldier is a techw
nlclan of scme kind .or other. He uses egulpment . that a few years ago wou
have required an expert with years of training %o use intelligentlv. His
couipmert has been simplified and training has improved till a men with o

relatively small amount .of training can use in many casss quite complicat
technical cquipment. : . ‘ -

.
&

This tpchlmnal CQuanLHt is- requlred for thc waglnv of war, and its
production is really the life blood of the condugt of war. Somebody has
to design it, Someone has to produce it. Someonc has Lo distribubte 1t,
and someone-has to:issuc it to the people who are going to use 1t in actu
confl"ct or in suoport of ‘the veople in actual conflict.

The P-ao for instance--to give vou a few, statistics on it--has in i
some thﬂrty—+hrco miles of wire, It has a fire control system that is
comparable to the fire control system in a battleship, It is not as
sturdy , it is not as large, it is not as heavy, but it has that type of
equipmert ir it. It is a highly complex machine, and it reguires a highl
complex organization to produce it and highly complex planning to enable
the organization to produce it,

Before nrocecdlng to the meat of this dloou531on, I would like to
consider some aspects of the general subjcet of requirements, What is, ¢
are reguirements? Why is it necessary for us to spend any time consideri
thce subject? What is its place in the logistics picture?

Webster defines a requircment as a "rccessity; a need," We night
define a supply or equipment requiremcnt for a military force as that
material which is essential for supporting operation of the military forc
This is true whether the time under consideration is during peacc or
during war.

There are many clements as you already know, to a supply requirement
That kind, type, model of speciflic itaem is requ1red° How manwv arec
required? These two eloments can become guite complicated; but when thej
are combined with "When will they be nocded"” and "Where will they be
necded", the problem becomes complex in greater degrec.

In most cases the problom of kind, type, or model is mot difficult ¢
solution, relatively speaking. The using arm or service determincs what
it wants, TIts determination of what it wants should be tempered, however
by somc knowledge of what can be produced. e will discuss this phasce of
the subject a little more later,
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How many will he needed is a little more difficult of solution, Into
this provlem the; supply péople must introduce some guesses, At the stari
. cf any armed conflict:in a country such as ours, a democratic nation, the
. guesses are likely to he cuite wild, xartlcularly with respect to eoulﬁment
 that 'is new, that has not been tried out in war, However, these Zuesses he-
conme more educated as time goes on und exserience: is gained with the equip-
ment,

Oof ooufse, the troop basis is the fundamental step in the debermine
ation of reguirements. In addition to the troop basis, the pl&nmcrs have
to comsider possible 2id to allies. ?hat was o wild one that wns throwm
at us during this last conflict, thot fow people had given any considers

“ation to.. Next is the ;1L11ng of the pipe line, loss fattors, dis
butloh Factors, obsolou cence factors, aud consumption factors,

18
st
[y

Time and Space have now entered the consideration of the promlem,
These elements are hoth variahles, and frequently behave in a very surpris—
ing manner in military operations,

We now see that in the.subject of requirements we rmust consider and
evaluate (1) what is needed (2) how meny are needed (3) at what rate they
are needed (4) where they are needed, and (5) when they are needed, When
these factors are known or estimated, we have only made a start in satis-—
fying the requirement,

In our daily life we become accustomed to satisfying our personal re—
quirements without too rmuch difficulty, and this is apt to influence our
thinking in the matter of military supply requirements, For example, you
may cdecide that you need a new razor, You have tried meny kinds of ragors,
You ‘decide youw are-going to try an ‘electric for a chan-c, 350 you have heen
reading Time, Llfe, and the Saturdey Bvening Post and all of thenm are
carrying hilg, one-page advertisementes ahout the "Super"Dcwhiskerator”, Cne
cf your frlends has mought -one and he tells you that it is great, Stuff So
you decide tc go down and duy cne._ You have fulfilled part of the require-

‘ments -roblem when you have d901ded what you want to huy,

You zo down to the store end make your uurcbase, ';ou Fﬁt YOUT I3Z0T,
. YTour requirement for the moment is satisfied, and rbncrallv you spend.nc
1 more thousght on whrt it took to produce it or to put it in your hands,

Let us give a'little consideration to what had to he done to make that
razor avallshle to you where you wanted it and when you wanted it,

First, it had to We designed and tested, It had to he develoned by
the manufacturer to the point where it W“uld perform its nission in a suffi-
- clently acceptéhle manner to make it salahble, Next 1t had to Me nanufac=
~tured, A demand had to he created hv advertising, . All this requires organ—
ization, flnahce, know how, preduction f?Cllltles, and materials; ‘and 211
these were in operatlon long bcforp you Fot your razor,
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A digtritm t organizatio ;haﬂ'+o‘hn'u ed t' et e n
factory to the. in whicd Jought it and to many other res, -Tha
Qrgﬂanﬂthﬂ was in cperatlon long hefore you got. the razor., So that your

Q,actual purchase of the razor was . the simplest elemernt in the whole, serjies
of elements necessarv t6 make the ragor ‘available te-you, It didn't require
mach pla nnlng on Jour vart, ouu it did require & great deal %f careful »lan-~

ning all along the route hefore it reached ycur hands,
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In any war hetween major nowers you rusi assime that the cenflict will
reguire the total resources of each comhatant, In this concest the civilian
econemy expends all of ite effort -- I want to emphasize thas —-- the civilia
eccnomy expends all its effort in support of the military .force plus suovort
of itself, .And, cther things b-ing equal, the nation that uses its resource:
most efficiently is most likely to win the conflict,”

" When there is tine to plan, and thet time is wisely emsloyed,; resource
can me used efficiently, When haste, caused »y lack of foresight, or poor
nlanning ‘enfers the picture, there is dound to “e wastage of resources, and

* a2 consequent weakening of war potentia C

Many of you know tqqt there are numerous examwles of. that in the war

that we hrave just fTinished —-— when haste enter LR PR,

. ] iy We - aVe o AoV b Llldl DALOWL 'J. ik GO Le Tl + v will
result of woor planning, or haste as the result of laCK of foresight

_body wanted something tomorrow; they did not fores the need:; they could
hate foreseen the need earlier and the itom that tn v required could have

‘heen produced in time to moet their needs., They dldn't get it,

) e vt e
N Lile Miu

Tlme is the onc commodltv w c¢ is issued to us anc. consumed A% a con-—
stant rate, whether we -use:lt-or ﬂot;._Jo one ‘can mﬂnufa0uu¢ﬁ tlme. jo one
can stop 1t. It goes on,andfis"diSSipapu, ukptnLr e nake use of 1% or not,

» | 2

Tine: 1s requlred to manu:nctuwe, dis;ributg,

- e
sQ f c ad«vvaﬁna !\'P" tﬂe +'|m +~1<\th thav ‘)I‘\—‘ nc»vdvi, nfxw ¥
to get wnat vou need, or may. serlouslv disropt: ‘the’ ‘suoply of some other item

Lor items whlch mav op Justias important as the one that vou mat tno ordcr in
for, ‘ ‘

My alscu3510n oi determlnatlon of Armv Alr Force .require mentq w1LL'5e

“yery gengrall in scope, I wen't attem:t.to go. 1nto detalls of nuriers or
belid

i~

"é ow -aAre A A ’ 1,”4— N'.
\.4 ',V\J- Fla O JA\JL( ,J_&LU\/.L DD k,\l\J. -LJ-.L p S e AP

curred prior to and a¢ter +the. outhreak of Yorld War ‘II im. the determ hation
of tnose requiremunts, 1 will. confine this- ¢iscussion to aircraft require-
"ments. . There were maﬁv hqadaches with other. iters OF equlﬁﬂent and susoly,
noth of the . cemhon usa e class and of. the ¢lags peeuliar to aircraft; wut
“in tne main theyt were tled ta aircraft, the basic weapon,

tvoeg of aircraft hopnayas
L de e W e LAl U’ ‘{‘\. \.J(AWDV L
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During the first months of 1839 it became evident that in the event
the United States should become embroiled in a war that appeared to be
imminent, the &merican aircraft industry would be unable to produce but a
small portion of the equipment that eventually might be required. A ewaIW
group of officers, augmented vy a few experienced civilians, was asser
at Wright Field early in 1939 to evaluate the situation, lay new or modified
plans for increasing production capacity, and pub those plans inbo effect
as rapidly as possible.

Now I might say in that oonncotlon that at that time there was an
«industrial mobilization plan. The Industrial Mobilization Plan, =s vou all
may know--some of you may nob--at that time ervlsaged a manufacturer being
given a contract for cerbtain items on M-Day. The plans were all drawn, and
the moment ¥M-Day was declared, he got the conbract and he started to turn
these things out. ‘

Well, as a matiter of fact, from The Air Forces we had drawings Tor the
latest service models of alirplanes in the [iles, where they could be turned
over to the aircralt menufacturers or the eguipment mamufacturers.. The
aircraft manufacturers that were producing these airplanmes had drawings and
production eguipment, but it became evident very quickly that the airplanes
that we had would not be any good fifteen minutes after we gobt them in
comflict. So we never built any more of them, So in all but two or three.
cases completely new designs were decided upon for production. That was
one element that entered into it, So this fancy file of drawings of equip- -
ment was of no use. We dldn't use any of them. .

T

]

ilost cveryone outside of the small groun referred to wos concernsd
about airframe copacity. They failed to give very much consideration o
components--to engines, pfppellers, instrumernts, wheels, cleocks, and so-
forth. They were just looking at the outside. of the airplane, the metal .
shell. '

This viewpoint may be illustrated by a proposal which originated at o
very Wigh level. The reason I know about it is that I prepared a reply to
the proposal for the then Chicl of the Air Corps. The proposal was that

e Alr Corps purchase airframes, the shells onlv; put these airframes in
storage in- large worchouses or wrap them up outside scmewhere, and then
complete them as they were required, on the éssumption that the engines,
the propellers, instruments, and other components of the airplane could be
procured and produced on short notice, In other words, the idea was some-
thing like buying a stock of ©in cans and £illing them in with beans as
Yeans are requireéd.

This is no eriticism of the poople who propose vawt. They got the-
tall before the doge. he boughest job was nct the proﬂuotlon of airframes.
The toughest job was production of engincs, production of drnstruments
production of all the other components of +the airframcs that are wcquiréd
to make it a complete assembly., The same thing is truc of WutO”ObLlob,'.
tanks,  trucks, and any other similar items of equipment.
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The“"oquiremen+s in early 1939 actially were not known., . T
had o small Alr Force, and an objectivé for its increase,. For.

O L‘ :Oru, we
&1at increase

we had requirements, but they were changed every day. That is naturaln_ As

a matter of fact, in our plamming for production we e ncxallv d
existing requirements, and in. some cases tripled aend guadrupled
found when we locked at the pro blem in the end that we hadn't g

OU.Olva u1’l\/
them; and we
one for wrong

How,the exisbing reguirements, or the reguircments of the noment, were

limited by available funds. First, it was decided that thoe Air
e cguipned with 5500 airplanes. Then some difficulty was foun

FToree would
d with the

distribution of funds. It was found that the funds allocated would not buy .

5600 airplanes withir the classes and the models reguired; and
reduced to,as I reoeall it, 4200-644 dirplancs., Then in the nox

funds it was decided that this 5500 or 4200 that actually had b

by funds, was not right. So it was changed to 87 and then rapi
to 50,000 and then went up to 120,000 a year,

Yo one knmow at that time what the cventual size of the Air
be, where it would fight, whom it would fight, and when it woul
the eonflict in Eurcopc developed, and as our Qlfxlculﬁng with
creased; it became more and more apparcut where wo might leAt

. . s - - 1%
might fight. Pearl Harbor crystallized thc "whom" ond thevhen

1 144
where

partially solved the
Just prior to and during the ﬂarly months after sur ontry.
War II, the reoulroments of the Alr Porce were ewrything that
produccd by the aireraft industry. I vould like 4o lot that st
in. “Thc roguircmonts wers Qveryﬁhinﬁ “Blvat uOuld be produced by
craft industry. And in rcvcrsc,'+hv brcdqoblon ‘people would be
many airolancs can be produced by the Blark Comnaﬂr per month s

that was

t go. round on
cn coverad
dly changed

Foree would
d fight.. As
Jlﬁwﬂ in-
and whom vre
and

into World
could ke
atament sink
the air-
aslkked now
tarting in

July and going through Deecember. We were working on the problam and caﬂe

out frequontly with o gucss. e did our utmost +to make. ET crood guus
Cur alr units were activated on that basis and trained on that basis. 'I

am not familiar with how the other branches of the Army and.ﬂavy onerated,

but I .have a hunch that if we pn alyze - the Droblcm.al‘ the yay a
board, wce would find thot’ thcv all’ d id that to’ a broatnr or less

Io obtain the numbors of aireraft nccded, it was nccessary

production of .all types as rapidly as it was possible to expand;

nov until late 1943 that production actually commonced to satis
nents : ’ >

Shortly after our air units become engoged in actual combat,
evaluation corx mmeonccd to result in preference Lor certain models

scross the

3 lcgrcv,

' .

bo Okp&ﬁd
but it WS
v requirc-

tactical
over

others. Production shifts were ro quiraed to satisfy these prefercnces. One

type of plane would be feund to be preferable to another type tho
ie

production and the Air Forces mad
out of production of the less desirable typc as quickly as poss

b was in

the dceision that they wantoed to get

itle oand go

into mass production on the desirable typos - That complicated the nroblom,

but we did get awsay with ite It wes not until late in 1943, how
we could afford that luxury to any greatbt extent

sver, thabt
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Around the middle of 1942 the Air Zorce Planning Council was estahrlished
under the Pirector of Military Requirements on the staff of the Commanding
General, Army‘Air'Forces. This council consisted of representatives of the
Materiel'Command; which is the organization res30n31vlo for developnme ot and
procuremént ‘of air materiel; A-4, corresponding to Gmdy A-=B Cperations; a

_representative of the Program Unit, of the Commanding Cengral‘s Office; a re-—
‘presentative of the Directorate of Air Defense, and a representative of the
Directorate of-Alr Ground Sup:ort, This council was charged with review of
airecraft oroduction for the purpese of making timely T“COMNCQ&zﬁlOﬂS for
nrocurement of equipment essential to a Malanced Alr _orce,

In Septerher 1943, this Council was superseded by the Alreraft Require—
nents 3oard, composed of the Assistant Chiefs of Air Staff. The 3card was
charged with estab®lishing aircraft requirerents, and it continued in existence
until afser V-J Day, The responsibility for commutation of requiremsnts is
now vested with the Requirerments Division of the Assistant CHicf of Air Staff
3. A

The mechanics of determining the Air Force aircraft requirements have
not changed greatly from the system evolved after vroduction commenced to
reach such a volume that some flexi»ility in manufacture c¢f preferred models
couldehme achiéved, The Air Forces early in the war organized a statietical
organization, This organization'had trained stetisticians out with the com-
hat organizations, These statisticians were under the administrative con-
trcl of the cormhat commander, »ut they rg,ort d throuzh indep endent channels
ilrectlv 1n to Washlngton. '

» S¢ the statlstlcal organization in tne cffice of the Commanding General
of the Army Air Forces. knew quite accuratelr what the consumption rate of
alrcraft was; and the Air Staff knew guite accurately what their losses were
in the various models and catecgories of aircraft, That was a refined sys-
tem of controlling the requirements, 4&s corhat loss sercentages droapgd
the people resnonsidle for convutation of requerMbnts in the o6ffice of the
Comnanding General informed the procurement eople, and production schedules
were chanced accordingly, . ' L

How, those production schedules could not be chansed very ranlidly,
and generally requiréments were forecast six months in advance, Every thirty
days an estimate was made as to what would he requl“ed in the succeedlng six
months in the way of replacements of new aircraft based on actual consump-
tion data that had been complled hefore and modified, of course, hy judg-
nent and experience, o

Ag with all other materiel, the War Denaftnent Troop 3asis is the
foundation upon which aircraft requirements have been and are erected
Types of aircraft as to mission are defined “y the Troop Basls, such as
fighter groups, reconnaissance groups, transport, or stratezgic,

The specific model to We used is determined »y the Air Staff after con-
sideration of specific characteristics and prohanly availahility at the
time required,




In the provlem of supply and demand, requirements are the demand, I
am going Back and hammer at this recuirements bhusiness again, I am in-
terested in 1it,  4s I said before, it doesn't aosly only to aircraft, It
applies to everything req@iféd to conduct a war, The demand must be trans-—
lated eventually -into a specific aumber of specific. items laid down at a
specific point at a specific time, 'In order to make it Josslﬁla for sunply
to satisfy the’demand, the ruqulremcnt for an iten.of equipment. must bhe
known in advance of the:time it is needed, In the casc of alrcraft, twelve
to elghtcbn months-are feaalred to get a model into quantity wroduction after
it hag been designed and an experiméntal model has heen built, In the case
of tanks, as some of you already know, with the tank .slant -in etlstencc and
the model of tank imown, it takes from nine to. twelve months to get t"’
.into guantity »roduction, Cf course, that period of time varies for Q;ffer—
ent items ¢f cquinpment, hut it takes time to get anything procured, wroduced,
and " dpllvered to the man who nseds 1t In time of:vgr-when.vou unse susnlies
and cquloment us to the maximunm, you can't go down and-huy off the Ten Cent
Store counters, as unfortun(tolv many neople in the pastqhave thought we
could, o : o o

. An imvcortant factor in the determination of requirements is an accurate
and timely system of control, There is a2 study under way right now thhit vou
night be interested in, to determine-whether or not we are using the nroper
replacement factors for obsolescence and fair wear and tear of equipnent,

The Ame‘in general has been using 2 strairht line replacement factor, In
other worQS, it Yuys a thousand cf gomething, end it decides that the thou—
sand may’last five years, So 1t Huys two hunarod replacenents every year in
~order to-maintain a thousand. L o

As a matter of fact, that rcplacement quantity of two hundred a year,
starting at the first year after the thousand had heen hought, is too many
in an item like a truck or a shovel or a wheelbarrow, or, we will say, an
airplane thet is not engaged in combat, - ‘So that an actuarial. system of com~
mating replacement fagtors is heing studicd now, with applicat{on.toﬁcertain

_classes of military supplies, Of course, in »cans, flour, sugar, and things
like that we know how much we¢ need'every day to give every man the three
"square meals:he ig gupposed.to got, though in ccrbat-most of them certainly
don't get what they would like, : s S '

7.1t is my opinion that the lessons to he lcarncd from World War II as
rega srds the determination of requlﬂoments are rot confined to aircraft alone,
mhere may. he nthers, Yut I think that these are. the ‘main ones:

Flrst of icer of thu armsg or services Nthh orlfldate qualTEu nts
mast he thoroughly 1ndoctr1qctcd in the necessity for an+1013wt1nﬁ their
needs, That is very simple, hut every day any of.,you who have anvthing to
do with suwonly or: production, or pronurement know that that is = +ouén one
"te put across, . . L : T -
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The second one ist An accurate and rapid system of reporting assets or
inventories on hand dowvn to andincluding corhat units in the theaster of
operations rast he evolved prior to, and will have to »e used in, anv future
conflict, : |

In any future conflict which we may have, unless the veonle in the
field are indoctrinated with the value of the materiel furnished them and
vhich they ars expending, not dollarwise, hut its value from thoe standroint
of the overnall productive effort of the Country -- unless they understand
that and understand that the productive effort of the country must be con-
served -- the materiel is not golng to he used efficiently and our efforts
are not going to he effective, .

Wow, manv-of yvou may not agree with me on that, I talked to General
McKinley before I.&ame in here, -A mistake, I helieve, was made in this war
in dropping accountability when equipment was issued, It engendered a lack
of respect for the equipment that the people had in the field, They threw
it away, I know that, You know it, I saw it, o one can tell ne any dif-~
ferently, I, was there and I saw it, s

To get back to one noint that I made earlier in my talk: The next war,
whenever therc is one —- and I hope thers won't he — ™»ut if we have one,
heyond any douht it 1s going to require every last ounce.of effort of every
man and woman ir the country, and the most efficient expenditure of that of-
fort that can pessihly be devised, to win the war,

I thank you, 4re there any questions?
A STUDENT:

You stated that you had statistical control peérsonnel with corhat
units who remorted cn, as I gathered, major items of equinmeng, From all
I have been able to gather, while we had ample dzta on complete aircraft
nohody knew what they had on hand in. the way of uarts, agsemhlies, and such,
Would you care to comrent on that?

GENERAL COCK: | o L

Thére is z great deal of trdth in what you say., However, the numrer of
aircraft that had to he ren laced that werc lost, did have an effect on the
parts and assemhlies that had, to he quolled because a factor was used- in
determining what percentage of spare ordnance would be furnished, what per—
centage of spare wheels, and so forth, Those factors continwally chansed,
So that spare parts were geared to the actual airplane replacements,

A STUDZWT:

When 4id that factor become an- accurato oae, in other words, I dontt
believe initially vou knew what tbg factor was, ‘

.




GENZRAL COCK:

Initially we did not know what the factor was, It never hecame ac-
curate, But 1t became nore accurate as ‘time and the war Drorresscd.

Ovv17uslv thc Air Corps must have cxperienced somg Aiff Heulty in get—
ting correct statistics from field establishments: as to .mortality, Lhat,
I presume, is what prompted your organization of statistical personncls I
Just wondered if you would ‘comment as to your thinking as to the advisability
of expanding this organization or continuing it., I have in the service
frequently received revorts from kigher headcuarters that. were not prenared
in anvvharﬂ neer- the detail required to work out these factors,

.

GENERAL COOK.

This is.my:*opinion: There should he sone or&unlzatloq, esnecila 11y
trained for renorting, ﬁttaChbd,tG‘tﬂ@ cormhat unit and startlnﬂ at some
level, I don't know whether it would he the regiment, the hrigade,.or the
division, mut startlng at some level thers should “e & statistical,orfani-
zation that re“orts directly hack to some central collection voint, which can
“furnish that information, or be charged with furnishing information, to the
neople vho are interested in it, -

The reason for the direct reporting is that when it goes through all:
the’ echelons of cormmand or rewort,. it is too late and the war is over when
it arrives at the point where 1t is needed, In time of war it is proharly a
little more rapid than it ¥s in time of peace, 3ut 2s .an example -- and
the NWavy can prohably use this against the Army —— a letter came over ny
desk yesterday from an officer out in the field, He needed information on
a certaln suhject very badly, and he askcd for expedited action, KEe initi-
ated the letter on the Btk of April 1946, When it passed over my-desk o
vyesterday, action had not vet bben comsketed, -Nohody had téked the trouble”
to tell this pocr devil out in the flcld that they ‘had even received His
letter, 1I% had sone from office after office. after of ffice, and had eleven
indorsements on it, .and- tbc ne0u=31t\ for the attion ;hzt ne wanted:to take
I tklnk,khad evenorated, N .

GENERAL McKINLEY:

I would like to Mutt in here a minute on this rewortlng hu31necs and
let one thought come in from ‘tHe v1ewu01nt of another tec%nlcal serviceq
That is thot we found in' the Quurterm ster. Corps’ that 1f you ask the 1troéps
to re)ort thov -are-too BHudy; that’ unles% there is a ceqtral group, that
is a FrouP trained centrally to talk the gane languare in ‘all .theaters add-
send’ hack )nformatlon that 1s addable the information tends $0 he va *ublﬂgs,

@ .
L . 5
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Our wroblem is to have technical people train-d to oWserve and all
talk the same languagd, "Then if they come from a2 central. organization and
they report back to their headcuarters, the informatisn. nat only is accurat
but it 'is irmediate and it is unlform, .

A STUDZVT:

General, would you elaborate further on how and vhere you think re-—
guirements for overseas should be determined; whether they should “e dster—
mined oversgas, at a port of emharkation, or in the Zone of Interior?

GEIERAL CCOK:

I am not a dualified expert on that at all, Certainly requirements
for major items of equipment should he determined »v the weople who use
, that equinzment, ¥Wow, whether, taking the Uround Forceés as an example, or
.the Headquarters, Army Ground Forces, as they occupied these wuildings herc
,during the war, they should have determined the requirements for the troops
overseas, or whether the wort of emharkation of the people overseas should
have determined those requirements, I don't know, I am not familiar w1th that
wrohlenm at all, Perhaps somehody here can help you out on it, Are there
any volunteers? :

A STUDENT:

I have a comment in mind, In the early part ¢f the war the Yavy
started to shift the method of determining requirements, The experience
was th-at it didn't work at all, So as the war progressed further .across
the Pacific, the control was generally established at Pearl Harwor, As the
war progressed further, it 'was found that it didn't get forward fast enough
from Pearl Harhor, So there had fo Ye another control center establiched

at Guanm, :
A STUDENT: ’ R T

That was distri®ution control and not wrocurement control,
A4 STUDENT: B

I have a question in the back of my nmind on the efficacy of your
reperting system, I ohserved overseas that the Air Forces technical
supply people were always very well aware of and had on hand sufficient
quantities for aircraft, There ssemed to he 2. constant well-crganized
flow, On the contrary, that same operation, slightly carried forward
to the Alr Force supply of non-technical things, such as fuel, ammunition,
food, and so forth, showed that the need was net as well provided sr as well
catuIOged and dlstrlbuted as your technlcal supplles themnselves, What does
that indicate? : o

v
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TWERAL COOK:

That is a pretty difficult prodlem to answer, As a matter of fact,
we were not responsihle directly . for storing some of these susslies ex-
cent-in a2 supérvisory menner, I am hot familiar exactly with what the
erran cement was in the Euroaean ‘Theater, but I am familiar with the .

clilc bheater, hecause I had 2 sunply organization cver there, I had
uqrterﬂaster companies, Ordnance companies, and Medical Sunply »latoous,
They smenerally handled their wparticular ¢lass of suwplies,

We finally corhined the operations of all of those with Air Force
technical -sugply, however, under the Jurlsolctlon of the Air Force supuly
officer; so -that food and medical supplies and other comnen-usage su
were warehoused and distri®uted on the same hasis as Air Force technical
supwlies, where we were responsible for the distriv»ution, The Juartermaster
durp, for example, and the main Ordnance dumpy, were responsihle over there
for the operation and maintenance of amrunition durmys, where horbs were
stored, The Ordnance’ comsanies’ received ‘the “omvs at the dums, stored thenm,
naintained them, and issued them to the using organization at the dumm, We
handled all of thcse suonlies under the Air Force SUD 1y offluer-_and that,
as I recell it; was not done in Burope,

A STUDENT:

. -
I can answér that, The Air Force in Burcoe was not 2 holding. agency
for any uﬂ»lles other than Air Force technical sup:lies and horhs and am—
ranition, -

A STUDBYT:

I was referrlngAto the SCuthWbSt fa01f1c.:.
SNERAL 000K:

At what tife was that? "Wﬁat year was that?

& STUDINT; ‘ .

That was in 1943, 1944, .and 1945,

TNERAL COCK:

I errived over there in the niddle of 1945, in June. At the. tlme
that I ?ot there the SJstem that P Qust outllned was in’ effect

A STUDEBT'

Th g I A’ 1nterested Yo knovflf vou nade use’ of tne reacrtlnz sv teh ..
that: you méntioned withln thv thoatr Bnd also for commﬂdltles oth ,h@n R
tecknlcal sup*llesq -;‘ o o o o S
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GENERAL COOX:

¥
Ko. WMot for anything except Air Force technical supplies and am-'
munitien -- homhs, Those are the only things that were covered in this
statistical outfit, The reoscrting was confined to Air Torce equipment
and aircraft only, aircraft and amrunition,

GEWERAL McKINLEYy The things yog prod\iced.°
GENZRAL .CCOKt

Yes, and homhs, We didn't produce womhs,
A STUDENT:

I might be ahle to tell you something ahout that operation in 1942 and
1943 on the reworting, The Air Force was not responsihle for anything other
than Air Corps supplies and materiel, equiment, used »y the Air Forces ox—
cept Homhs and ammunition, It was a littlsg different from that over in the -
-Western Pacific in 1945, We were still regsponsihle only fer Air Forces
supolies to the Air Corps itself and the.technical aviation depcts.

GENERAL CCOK:

They furnished us ammunition and supplies, 3ut the cuestion the
Colonel agked was concerned with the warehousing of them: .

A STUDBHT:

We didn't store or warehouse them,
A STUDENT:

‘General' you sald that the time which eiansed hetween the designing
of'a new alrcraft and the time it reached the troops was ‘ahout eighteen
months, the lead time, o -

GENERAL COCK:

Yes, .

. A STUDENT:

How does that react in your replacement factars of eculnment necessary -
during the training period and during the actual'comhat operation? How does
that react to provide sufficient equipment in ‘ample time?

GENZRAL COOK:

In the first place, you will recall that I said that the regquirements
were everything that the aircraft manufacturers could produce, Now, prior

- 13 -
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to our entry into the war in Decerber 1941, the 3ritish and the French and
the Dutch had placed orders for certain types nof aircraft with our aircraft
manufacturers, Ihe designs of those alrcraft were influenced,-I might say,
to some extent. ™y both' the Army and the Navy, So that when we actuallv en-—
tered the war, or wien wé actually commenced to procyre aircraft in falrlv
large quantities, ths manufacturcrs had alreadv started producing months
hefore for people who were l2ter to *eeame our allies, That gave us a head
start, : o )

Now, later, if there were a chanse in model in an aircraft in a manu-
facturer's nlant, th=t had to he anticipated fronm twelve to eighteen months
in advauace of thp time thet we wanted the new model,in quantity-production,

The 01d mcdel continued tp he oroauced ag the new model was introduced in

nany cases, and the changc-over was a gradual one “oth wavs, a’ tgradual slunmp-
ing off in production of tune old one and a gradual huilding u» of production
of the new one. : -

0o LONB GODARD‘

I can tell you of a very spec1f1c 1nstance vhorr we sw1tched thu nodel

’and switched the contractcr. Out in 3uffalo we were huildinz 2-40's, We

wanted,to.lntroduce the' P-47. "At the Curtiss plant we took one llﬁc'and made
that a pilct line on the P-47, So we were huilding #-40's héere and we were
building P-47's there, As the flow started to move here on the F-47's, we
cut down here on the P-4C's, I think that.would answer. the question,

v

GENERAL COCK: .
Yes,

A STUDENT: -

In the first part of your lecture ycu mentioned. that the equipment
that we had in the Air Forces would not be sultaqle to-fieht. the war thal
we nmight have: td. fight in the future Later in your lecture vou stated '
tnat the Alr Torces didn't ‘have any idea where they werd going to fight,
What is “eing done today to prevent that from hanpening agaln? What fur-.
ther is “weing done tc assure that the military characteristicy of equip-
nent that we will need to fight a future war either in five cr fifteen years
will fit the needs? '

GBERERAL COOK:

At the oresent time the Staff is setting the: prohablu point 1t ‘which

.the next conflict will occur; the provable aresz .cver which. ‘the ‘Hext con~'
.flict will occur, They have operations ; ;ooolb -and planning people, They
have arrived at sorMe conclusions. Thise conclusions are available, The

planning is »roceeding on the hasgis of the areas selected,
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That had heen anticipated, It has been a tough joh to get it out of
the planning people, But we finally have blasted it out of them, That may
he good for a while, hut it will have to Me revised as time goes on, That
does at least give us a hasis on which to plan for procurenent It gives
R&D 2 hasis on which to plan development also, ' o

But there is one cormment that I have to make on that, That is what. I
consider a limited objective, Actually the longest alstanob to any woint
that we may have to fight in the future is twelve thousand five hundred miles,

4 STUDENT; _ T e

We have been sxperimenting with the 3-29, kThat, I melieve, is being
converted into the 3-50, We also have the.B-=38, When I first came hack
from overseas I was connected for a while with the 3-29's, We had diffi-
culty with suprlies then in the last year, T wondered what plans, if. any,
are heing made and vhat determinations are “eing used on the types of Zong-
‘range aircraft that the Air Corps is going to decide unon,
GENERAL CCOK;

Let me put a2 question to you, Do you ask me whether the Air Forces has
decided upon a warticular type of long-range aircraft?

. A.STUDENT:
Yes sir. In other words, ars they going to decide on a four-engine

long-range aircraft or are they zoing ahead on 'the six~engine long-range
aircraft? » : .

GEERAL COCK:

, Have ny of you secen a puhlication called "War Devnartment Program of
Procurement"? That is.a pamshlet about an inch and a half thick, That
will aive vou all the planned arocuremcnt Uf ‘all of the new types of air-
craft. ' . :

GENERAL, McKINLEY:
Wnat is the classification of that?

GENERAL COQK:

) I believe it is sscret, I can't name all those aircraft, There are
" several types, S :

A STUDEFD: B
To get back to ny otk er queqtlon. Has this % ig, thick hook heen re=-

viewéd‘by the State Department so that they can Me assured that if the Air
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Forces ;are called on to figh¥% in five years, they will »e in position to
fight? « Dd we know' that the furthbst distance we will have to flbnt is five
thousend miles? - . : Lo : :

GEWBRAL COOK: L

I doubt it g can't. answer -that,.

Coy

A b“UDm’ Coan ~ ' o

General, would you explain the allccaticn of alircraft “Yebween :the Army .-
and Navy and Defeﬁse Ald with rescect to the gtrategic results thev wapt to
attain, Co ST A Y
GEN“RAL COOK 7 ,'f“;».

In tne flrst wlace you know that during the past war the Comdined Chiefs
of Staff and the Joint. Chiefs of Staff all decided suhstantially on who should
fight where and what their joh was going to me and their mission and the
place and who was going to dé it, There was 2 series of Joint organizations:
of the Aircraft Rescurces Control Urganization, That was cormwosed of Army,
Nawvy, and 3ritish Members,. They came to conclusions asg 1o what part of the
production was going %o he allocated to the Navy and what sart was going to
he allocated to the Army and what part was ~ning to he allocated to Defense
Aid, Actually the work of the wroduction crganizations of the Army end Navy .
wag influenced by the decisions of this aircraft Resources Control Organiza-~
tion, Their vrcduction soals were set My thet cutfite. The War Producticn
Joard was -also represented on that organization, L e e i

A STUDENT:

In the Buropean theater 1lists of critical items were developed out of
reports or A&S revorts, Those were complled at the demots overseas, When
those renorts, ot hack to the- Zone ¢f. the Interiocr, were they effprtive in
changing the nrocurerment, or cnhuld yow use only the Alr Feorce technical re-
pert? o

GANERAIL CCCK:

No, Those were effective in changing precuremsnt -« .those reports ——
hecavse immediately when those reports and requisiti- ns.~—/ thev were actually
enengency requisitisns/—— came through, every wossible effrort was: made to
get that material out as quickly as possivle, You will recall that air
transportation was used on a int of that, There was one lineg th=t I helieve
they called the Red Ball Line, in which <ne airwmlane a day went from the-
_United States direcdtly throuch North Africa over into India and all through
that area taking care »f thnse emergency requisitions, I helieve they.also ..
carried other materiel Meside Air Force materiel, 3ut, to answer your ques-—
tion specifically, yes; those requisitions had a great ianfluence on oroduction,
However, in some cases we had to screen some of those requisitions, “ecause
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we knew that they were asking for things that they did not really need,
DNZRAL McKINLEY

I wéuldzlikérto ask General Cook's indulgence waile I ‘comment on some
of the points that he.Hrought out or that he sugsested to me in his talk,

Possihly by now slnce sveryone who has spoken to you all the way along
has emphasized it, you have come to a realization of the 1m>ortance of know-
ing what you want, 1% hapvens that yesterday I sat all uav with one of our
advisory:compmittees, a committee on anti-friction hearings, We had the presi-
dents 6f sevéral bearing companies heré, We all sat around the table, In
every case they said, "If you just tell us what you want, we can make it, hut
in every case it is important to know aunroximately what ng want, "

‘ New, that sounds very sirmple; dut, as the General “rought out, that is
sometimes very dlfflcult I want to go hack over some history that you nay
or may not know ahout that I think is interesting hecause it shows some of
the technicel difficulties that we ran,into in determining our requirements,

- Those of you who may have »een connected w1th nlanning as far hack as
around 1530 may rbmemHer a mohilizdtion plan that came sut which provided-
for an Army that was to he created so ranidly that you were going tc have to
use every school house and »ublic huilding in ewery town and every town square
and everything to house these troowns when they came in, Everyone threw up
their hands and said, "The people in the General Staff are crazy., You can't
»ring troops in this fast.," And when the General Staff was cuestioned zhout
vhether they really wers serious ahout it, they said they were serious,

I don't know how many of you remerder that mohilization wlan, It later
was revised and tempered down, 3But I happen to know the actual way that was
created, where it came from, and why it carme out. I think it was »efore
General ‘Kelly Parson was a general, but it was created in this o0ld huilding
when he was a student in the ¢ld War College, The officer who worked with
him t0ld me ahout it,

It hawpened that for a wericd of years the Staff said, "We want to
hring in trcoops Jjust as fast as they can me supplied.® 8o they went to the
techanical services and said, "How fast can you supply troopsi" The technical
services knocked the hall dack very cuickly and said, "How many troops do
you wanti?" Bach one wanted a hasis to work on,

Sc the Staff would give the Services a troop basis, They would calcu-
late the requirements to see how soan they could neet this trooy hasis, 3ub
the Staff was not sure that that was the maximum rate at which troops could
be supslied upon mobiligzation, So a new troop basis would be circulated,
The Services would work up those requirements and hand it hack, Hach tire
the Staff was not sure that the maximum mohilization rate had heen reached,
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So finally one fellcw said, "I will give .them 2 troop dasis that is so-
impossible that thev will have to come ‘out short, ‘That“wilk show where they
fall ‘down on each item," - That is what that troop hasis was, -1t was an at-

tempt toged the maximum. productive effort out of the techni:cal services, -
Then * when "they g0t what ‘the -services could not supuly, they would turn around
and flfure out what was sound on the ba31s of the max1mum thev could sugalv,

General. Cook %rought out that very talﬁ&. They sald ”Wc w111 take all
the nlanes that can »we produced,”" It is the same tecin1q4e. When wou don't
know what you want, you say yvou will take all, . But some place you have %o
th sonehody to come down to brass tacks and sav where the llmltutlvns are,
v I'just wanted you to kpén'that'in mind, “ecause in your thinking and
planning you will find that in each case, There seems to %e a circle, each
factor Meing dependent upon the other.’ Seme place you have %o hreak into it
and get sometning firm toiigo: on,. Somehody has got to lay down some hasis and
then go to work on th t and see what the 11m1tatlons are,

Genersal,, I want to thank you very -much for swending your tlme with us,’

. We arpreciate. Yerv much 1ndeed your giving us this enlightening and 1nstru"—

" tive and 1nterest1n talk,  Thank you very much
Q-A . ¢ B

(21 Cct, 1946 -~ 200)1,
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