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CRGANIZATION AND FUNCTICNS 1:; THE 
DETERX?KATI@~ %I? M-V7 IiEQUIREI~D!Wi?S 

27 SXPTEJ;YEXR IF;&6 

CAPTAIN ?~ORTHIiKTCH: 

The speaker this afternoon is Rear Admiral George C. Liyer, U.S.X. 

AdIi;iral Dyer graduated from the U.S. Naval Academy in 1918, from 
the Postgraduate School in 193C, and from the Navel Ear College in 1931. 
His comands afloat include the ~~?IIJGEOP;'; the G&ME?LE, and later Subizarine 
Division 6. :Ie served ;?s Al-d 1 e and Flag Secretary to Adzsiral Richaydscn, 
Conmander-in-Chief, U.S. Fleet. Ee was Executive Officer of the 
I3DIA3hPOLIS on 7 December 1941. 

His wartime assigments includ e duty as Intelligence Officer and 
Head of Operaticnal Information Section of the staff of Admiral King, 
Ccmmnder-in-Chief, U. 5. Fleet; Chief of Staff and Aide to Ccmmelider, 
Lr,nd?ng.Craft and &ses, Amphibious, Force, fs:orthvlest Africa.n ?/aters ; 
and Gcmni?der of'the nel:v US,% ASTORIA. Last year he 'v;;::Fs Chief, Logistic 
Plans DiLrisicn, Office of the Deputy Chief of I;cval C;erations (Lopistics), 
and Is new Chief of the Ger,eral Planning Group, Cffim, Chief of Xnval 
Operations. 

His subject is @rganJz?tion and Functions ,in the 3etem~ination of 
Navy Requirements. idnl ral i?yer. 

ADKtRAL DYE%: 

General 5!TcRinley, CaptT::i.fl Borthingtcn, Members of the Industrial 
College of t-he Armed Forces. 

All of us %ere brought face tc face with-difficult lo$stic 
problems during the mr - but one of these p-oEler;is that had both humor 
and pthos in it was placed in my lap-by the Army, in the ;oerson of 
Nzjcr General Truscott in July of 191,3. At that tin;e, General Truscott 
comandec? the 31x5 Division. Less than a meek before we Were to embark 
the 3rd Division at Bizerte, Tunis, for the + . . Invasion of S~c:.ly, General 
Truscott inforned me that sme of the landing craft would have to carry 
burros and goats. The goats were to. be carried by the LCI(L)s' and the 
,burrcs SJ the LSTs. The Gene,ral ,rlanned to have the goats prece3e'the 
troops ashore a,pd exglcde lapd Fines, while the~burras wer'e gack animals 
for a native Algerian Xotitain regiment. 
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The ur,desircbbilitS-, in rough zezither, of carryiq: 3ven one goat on 
a snell landing creft, such as the LCI(L) w8s rather fuliy ex:>ieined to 
the General, bllt he insisted tti+aL it was the lives of his zner: ageinst 
only r^ slightly hc~ary navzl trac?ition of cleanliness. 

Those of you whc mre privileged t.0 ptrtnke in the initial. landings 
on Sl.cily :?rcbcbly remembar, ns I do, the extrenelg ha? t:)elve hcurs .of 
~01~~" p:-z<y.+$hGn .f'" ha::: just before reackiq the lee of the Isl~nc'i. The 
goats Xir3 thg ?rurros did not nlake thE trip my clcre ~lea.smt for t4;s 
er;'r:arked troo;)s thnn D~.s snticigate?. 

Furthermore, the godts shmed a callous disregard fcr Bray in- 
structions on mine clearing procedure. 

Today, honever, General McKizlleg Ir,::s i;;iven me 8 r;uc!l more difficult 
xoblen - It is to 3iscuss the tt@rpniz:atiorl r':nd r"w;ctions in the 
Dete?XELIlatiOn of K'nvy Requiremnts,"~ a@ tc give 

ftPi analysis of the fzctcrs -ghic'n nust tje considc:ye _~ 6 In the 
determination of requirements so thlat a rcasonrbly zccurtlte kalmce of 
s:qply and dernanri at a projected future.tirne my 50 obtained. The 
delinention cf layers of responsibility and authority for both pcl.icies 
a&c?. o;erzticns, together v!itln the needs fcr 2nd the nethods of exercising 
control, A brief description cf the orgenizztion evolved as of O-J Day 
and the lessons to bs laarned frm 'r"jorld TTcO,r II eq,eriences." 

w _ KAVAL LOGISTIC OKG~~IZBTI~ELINEBTION 33 LEVELS Cj- RESPCNSIBILITY ----v-1- ------ IvY------.^-- 
AND AUTHOFITY -----d-* 

The Naval .Logiskcs Crpnizction v)hi.ch 1 <cm going to lescriSe is the 
one ;nhich ~2s evslved as of V-J Liay, and placed in effect cn 15 Octc,ber 
1945. 

Since yc;u tnd the beriefit of c lecture on "Orgcniz.:ticn cf the 5avy 
3;ep,a,rtment1' by Rezr Rdr:irel XcCre,-, early in Sejterfiber, I str.rt oU"i with 
the assurr.;;tion ?.hnt you cre familiar generally with the over&l cPpmi.- 
2ati.m cf tha Navy riepartment an? the k.31 c <i-vision (of tasks :mcn~ the 
varLLO'IS pats of the ~f:~.-fn]. ExE:c7lti>= Orm- ;.~~yti~n I " *>, iLLA . An orpai zati~;cal 
chart hcs been distributed to you. I trust it ::;ili be helpful in f'::ilo~- 
in,? this discussion cf the Nnvc.1 1sgisticF.l orgmiza'ticn &'ti the deline- 
ation @ layers of res~3cnsibility. 

In n genernl ;::a~ the Nnvy Lep~rtnent is a. lmrizontr,i orpcizatim 
str&qly decer,tr&ixed, md'; in ~31 o?inicn, 3.9 sor;eTzkat differect than 

, 

thC3 ?TaT Depri;nep.t, which takes. cn the nature pf 3 vertienl or;:,mization. 
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CONSiJi.'Z3 LOZISTICS ---.A----~, 

The Chief of P:rval Operations is as-signed full authority and re- 
s?onsibilities for the o.daiEistration of rfconsumr lopistics,fT which 
err.braces four aain fxriotions: 

.,(I, Forccas~, --y-- through pzneml statenents, the needs of the &em- 
ting Forms fm,major cctegories of finished mterinl (such as: 
Ships, Planes, Bases) '~;erscnnel, and services. 

(2) Issuing statenents of ?rossective deploy2en.t of t5.e Oaeratine --we- 
Force& the Bureaus 

--..-,&..-L---e 
and Offices of the Nz.vgr Department z:lc!, 

-thro?rgh thm, to the Shore Estnblisbxent; This responsibility 
erxompzsses the deterxinaticn of the x-mm1 charscteristics of 
mt;e.ri.el to be procur&?. or developed, and the detemination of 
the training en6. instruction required tc fit nav:J personml 
md comands for service with the Operating Fcrces. The Bureau: 
then are able tc undertake the :!etai.led planninp. 

(3) %wie%ing 2nd evaluc-L&B the effectivmess cf tbe required 
supocrting services performed by the Bureeus en? Offices and 
of the Shore Establishrxent in fulfilling these requirenents, 
end issuing such orders IS required to assure cox@cnce 
tlr;erewith. 

(4) Ccllnbora~~ 75th the Civilion tiecutive Assistants. 

(2) ir, cx@.itin~~ the ,irocurewnt, xx! ;?rcduction of these 
rcqLzi.renen t s ; 

(b) in wz.luating an? strengthening the polic.$es and ?rocc- 
dures gvmrninf the ?et~ermination of stcck levels rind 
re;:lenishz:ent requirenents, n.nd the cdoinistretion of in- 
ventor~ ccntrcl systms. 

, FRCGI;CER LOGISTICS --- 

The Civilian Executive ASsigta.nts nre cssl.,gned full authority and 
5e~ponsibilit:~ for the zdc;inistraticn ef ~f~duc.m- lo~6stics" ,whlch en- .m-31arrl-*-c- 
bratie:Yztir main func$:ions: 

(1) The prcr:dlgz.ticn cf i)olicieS mx! f:eneral procedures governing 
the activities of the !?;.vy Deprtment and the Shore Esteblish- 
IX&% 75th respect to: (a) t:he procurement 2nd production of 
ma,teriel and. facilities; (b) the determination of stock levels 
an+! replenishment require.nents (in collaboration with the Chief 
of N:3val OFeraticns), and the administration of inventory 
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control svsterr,s; (c) the correl.ati.cx-i an:J FrGgr”T: ,mi.n~ of mtoriel research, 
2nd (6) the pxxxx-enent 

(2) The review and evalunticn of the conplimce of the Bure~w ant? 
Off-: c-s am? ‘nr' - " L1 - the Shsre EsteblishiXent viith such i,plicies end 
prcxdures , ancj the issusnce cf such or6xs 2s requlrcd tc, 
<assure corqliance therewith. 

(3) Coll.a:‘ccraticr i with the Chief cf Nzrel O~eratims in P3CcIlCiling 

difficulties encountered in meeting the requiremnts of the 
Operctiiig Fcrces due to scarcity cf ,funds, nnterio$s, .>rcd.ucts, 
facil.it;cs, c)r :ersonnel. 

(4) Representation of the N,r,vyrs procurenent recpirerxnts bef;ze 
other pvern;nsntc1. apncies cmtrollin~ the m&l.nZ.lity 0f 
fxd s , pxs~onnsl, ~rducts, nnterial.s, zn?. facilities. 

The, phrase "Uranus m.?. Offices if the iq:~vy Delprt?7.$nt" es usa& nbme 
ref El-S spzcificallg -L,~F the seven 3ure;;.us , the HQ Kzrine C:;rps, XI? such 
Offices as t.L:e Office cf Xa.val. Research, Office c;f In:i.*Astrir. 1 :?.e. ctic.ns 01‘ 
J&e Office (>f ';L'c:val Ccxmxtli.c~tims . 

Thk seven i3uresm ere c7.s fcllcms: 

The Eurenu cd' Kz~val ?ersonn.*l: c- -^I-- I- - ---Y 

mtv. ib;; BU.rC??l.l of ::,:Ec:,iQ~ & 
-- ---- -- __I 

SLlr,?!~: 
-- 

The 9urezu of ~ZI~I &rid Docks: -I_- I_- 
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Rcspmsible fc3 the ,?r~AClJTei?t!ct, 

educction, trciniric discipline, L< , 
nrnr~.c~f,iL\rA, ;?n?. c.:istrj.SUti.gri :jf /UC _..> . . 
c;fficQrs ai+. enlj.stei ;)ersannel 
of the Pkv2; -.y;th I-" c-u] ~;",r apad . ' :., 
ri3ocrve . 

Res;;cxisible fcr the nnirikiance 
of the health cf the Nc?vy, for 
the care of the sick ad in- 
jurcd, the: custody cf its T)~G- 
;lerty an6 records, ad the 
rducation of inerrters of' the 
Xr;c:iI.cal. ckxy:S. 

?Lesp~nsible .fnP the desigri, cm- 
structim, alteraticn, mc? 
inspectirxi of the public xorks 
and pbl4.c utilities of the Shore 
EStCiLliShXe5tS C!f th6 NEXY, 
inclu?ini; t&e scquisition and 
dispc:siti:m cf sesl estate. 
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The Bureau g Ordnance: --, Responsible for the design, -v 
manufactilre, procurement, main- 
terien~~&, issue, tnncl efficiency of 
all cffensive and defensive arms 
and armament. This Bureau is 
~also cha,zQy3~ with the upkeep and 
cqerntion of the i~aval. Ordnance 
estnhlishrents 9 -ai cfi " inc?.ncJe 
gun fzctcries, ordn~nco $.ints, 
T;q)cdo station.6 ) ;mving ~rcu.xk 
;?ov2cr fxteries ,c arJnqn ;- i# -; i : T-L 
dspcts, magazines on shorx, mine 
de yat s an:? net depots. 

The Bureau of Shigs: Res;,onsitle -I - - fck the design, 
construction, and maintenance of 
cl.1 ships of the n'avy. 

The Bureau cf Sur:rilies ~2 -- a- - -_ 
Acccunts: -I- Responsible for the procurement, 

~prchsse, custody, shipment, 
narehousinp, and sale of all 
sup>>lies, fuel, and other 
Froperty of the Xavy, the control 
cf the &m.l supply acccunt fimd, 
!&v&l :vorking fund, clothing and 
smell store fund, and the stocks 
i;r.xured from these funds, the 
supply and disbursement cf funds 
,aC! the ‘Apylqm2t for :articlos and 
services grocure2 for the Navy 
<and the keeping of money and 
lxo;)erty accounts of the Naval 
Establishment. 

The Burea.u of Aeronautics: c-I__--- Kes7misible fcr all that relates 
to the design, constructicn, 

,fitting out, testing, repair, and 
alters-Lion of Maval and Lnr'ine 
C::r~~s aircraft, ,znd the mnin- 

.' tennnce of; all aeronautical 
shcre estnblishnent's of the Navy 
and Marine Corps. 

All the Bureaus have 8 direct legal'res~bnsr;.bility, are directly' 
undei~, and have dirsc-t access to the Secretary of the Navy. 'The result is 
a strong intiependent Bureau system. Each Bureau maintains xts'- own plan- 
ning staff, prepares i.ts own detailed procurement requirements, and obtains 
funds for its use from these e;qropriated by the Ccngress in the Naval 
Appropriation Acts. 
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The Bureaus, hxwer, hnve 2 res~;o~sibility tc. t,he C$i.ef of x3vni 
O%rn.tions in ;r3rovidintr logistic supfi'ft "t"c the l)_;-le&I:Ein&"F+ce~, k.. 
i+l:F;r:,ent fiira.ctives issue8 ty the 

They 
poject divisiws cf the OfSice of the 

Chief sf jqTav2.1 O;ierntFons r:elatini: t:: the 3cquisiti.w sxx! distrI.tiution of 
the mnjcr items c:f ;xzrsi:~iinel a.i;?, materiel requirements. The iets.ilec? treak- 
C?CY~% cbf these r@quirenents is msc3.e by the Eurenua. 

Thb' .~qmrmnt!ants of the ?$srlne Cwps, znc! rf the Const Guz.rd (in time 
of WRi-) , me responsible +,a the Vice Chief of Naval. Opra.ticns f/w l+;i.stic 
functi.;-ri$; e.nd 'to the Chief of Naval Cper:.-ticns for their Nnval. err;$cyment. 

The Office of Ucval Intelligence, the Ccxmunicntions Xvisicn, 
Naval Transpcrtoticn Service, the Bydrc,graphic Office, snd the Msval. 
Obscrvatcry fcra whpt may ke called the Service Divisions fcr OperntiQns. 
as cxlpa.rad w;ilth the &teriel Dlvisicns, which are under the Gssistznt 
C,hief of Nzvel. 0,3erntions f2r Materiel.. "_ 

The Deputy Chief of N;qvcl O;;crF-:ic;ns (Air) is res?onsitl$ tc: the ‘iice 
Chief of X':?v~+l Oner3tions f:::r eviction logistics and. he i",eals Directly paith 
the !Joteriel &rkrus with respect 3x:' ?vih.tiXY'z?.2tt.tifs. This rcspcnsikility 
iS if&&q& ::y his Ap-(>v.idjJq; t;&l sbcre-Ss:serl faci?.iti&s tc suppcrt Naval 
Air Units‘. ,'Thf3 Bureali cf AeronRutics ;:Q+ovi;2eS, Xil?.er the ciircction ci the 
lIepity Chief 0 f X~val. Oyeretions fcr blr, the 2erc2nautical equipment End 
spzes, fw ,yhi.ch the G~,-jutg is respnsikle. 

'T'he VP'ce Chief of X!Jzvzl. C?porr%i<:ns 3.cts in 211 rc*utine mr:.tts2rs tc\ 
coor~irxte the effort of $be 3ureaus y;j-th his Office and r_,t!:er i?ff:.ces of 
the Nevg Dcgdrtment 'for ~~11. lc;gistic matters. The De;mty Chief cf &vcl 
Operations (Lc'gistics), v:ith his su~pri;in~ lcrer schdcns, is his chief 
l.o$.stic plcnni.ng< nyency enr?. 5s res;,onsii-::e fair thz mejcr psrtic3 cf 
lo,-is-tic requirwtents, wce;Jt fc.r cviatior: I.>,-istics and fcr certnin ,qther 

'logistic: services '-j&er tile :-tb,er 3C?101 s such es cc~;gy-lricaticr:s .:!r personnel.. 

The nar:.es 'she-cn 0~ the chs.rt fc:r pt!-!er Divisic,ns and Agencies indi- 
CO-LE, in ~ener2.1, th&Zr fiUcti.cns and resprnsilzilitizs. ._: 

:. There ax-& meny pwCl,em~ vphich rgq&yg~~:~,:t$;)n on 'the -p&t cf mere 
than one Ciqisi$2, conssqucntly there is ConsideraSle C~:~GXY?Lri&it~~rl r;Id 

liaison rea.uired. ' * 

CwrZinaticn is effected ky cl.earin~~ <mU.tgCii2{P c3rrespn<znce 2ni! 
Zesxtch tiraffic.'thrqngh all the interoste,( 4 Divisic:ns pier tc: release by 
the Vice C&f &:f 'lievrl CperFtic;ns pr c Del?uty, when the.nnture cf the 
ection is cf such ~a charcctes 8s tc; znrrant clearance at the hither level, 
or l-y infcrm2tion ccr)ies anti infDrw.1 ccpcurrence a;rhen rele?sei! at the 
level of the' p&rticGlar aji.vision cr gffic'e initiating. .tlic: ccrrespdence. 
Incoming corrcs~dnie.nce .cn,, 

%ution 222. &c.utinc 
4 des,:ntch traffic requires ~3 elak~~rr,te $3x-i- 

.: - system. The ,syteri ,does povide a m.eans cf ~%taitiinf .' ", 
_,..... :. 
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a good over2211 picture cf %hat is @ng en by all concerned. 

Generally, the OpN:!v divisims are ccncerned mainly wl.th what we 
call the elerr.ents constituting the highest level-zf logistic support. 
These elements include items such as the num??ers end general charncter- 
istics bf auxiliary ships - transport, cargo; ships, repair ships, tankers 
and tugs; landing craft of all types; district craft suchas dredges, 
?:arge';s., floatiilgderrecks, floating drydccks, lighters, floating work- 
shops; facilities: an? personnel for* Advanced Eases, and Bone Ease fncilitie 

@GISTIC SESUENCE OF E1E3TS 

Generally spxkirw the JCii:t !C,h$.efs- r!f Staff operating thru the 
Joint Lqistics Comittee me expected to prcduce a first level lcgistical 
plan, the Lo+stic P2ms Divisicn in G::~kC ~rcduce a seccnd level loFistic 
plan, ar+d the Bureaus and-offices ;mduce B third level lc~istics ;)lan. 
The sequence of events shz2d be aiwt as fellows; 

??hen a JrJint Lo@.sticnl Plan has been n?;?rcved (w mbre prc?ably 
Vctedfl) ky the Jcint Chiefs of Staff -- (I think it is a stnter.:ent of 
fact that during the war the Joint Chiefs cf Staff never o$ycvcd a Joint 
Lo@stical Plan, Fut they did n&e nany of ther:. That was t&en as an 

'approval sign) -- or a strnte{~l.c w rfiaj or e;:err!tior, ;~lnr, issued Sy the 
Chief cf Naval .O;eraticns, a ccpjr is 'sen.t to the Seputy Chief ef Nawal 
Ogerotions Lc:~istics (O;;-G&) fm a relcrt 2s tc the l:+;istical feasibility 
3f the plan and fCZ the in$em3ntsticn, except that part relating tc 
nvinticn which ,is sent tc-1 Aviation LaFistics (03-56): 

The Logistic Plans Djivision (Op-LG) cmpletes a detailed Lc-lgistic 
Plan frm the Fenera Strategic, O~eraticn, z::r Logistical Plan furnished. 
The air cmigcncnt of the I~&.sticel plan is subitted to 0$,-&Z and is 
subject tc adjustment t~~.accmm~dsta it to the cversll logistical $a~. 
After npprcvsl by the CCru'O for.Lt:$istics and review'by the DCNO fcr 
0;3eraticns the plan is sent en t:? the Assistant Chief of Naval Operaticfis 
for Materip (Op-41) fL,r inplementatim. ., 

Acting directly under this officer, there is a. material Cmtrcl 
Section ifi DCMO (Lcgisticsj'(Op-lcll) which takes t;'ne.L@stic.,Plan and 
mkes u> a directive ir, which the heed r.f eeLch Sectior,.in.DCNG .(Lngistics) 
is told the parts of the ;>lan frzv t,:hich. he is respcnsible, together with 
a time schedule fcr the im;&nentation, 

. The Sections c,f DCNO (Logist?cs) then r~repare directives te the 
Burecus 'and Offices !:f the Kavy De;)artment setting fcrtn the personnel, 
materiel, i;r activities required from these nFenci.es. Similar action 
in regard. to avintiun zctivitiss is taken try the various Sections of 3CNC 
(Air) Logistics (C?-56). 
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!riie Bureaus check the detni.le12 requ5rewnts sup;:lied the3 by CM0 
F:gainst their stccks ::f suy:plies ax! eciui;:ment i;n hcrld an?. qai.nst the 
LvaihFle persc?xiel D They t2ke y:hc necessary ect icn t:, in,7le:-.ent the ,718.n 
with materiel and ;~rsor:nel cn hand CJT avsilai2.e at the requireci tines. 
St:ip;;bLng requirsnents are repcrter? tack tr. the Deputy Chi.ef .>f Nrvd 
O.:_leratims (Lcgistics) - wb:.; thru his Assistant, .the Assistrnt Chief of 
Nnvcl operations f9r Transportatian (op!+2) , exercises ccntrzl i,ver the 
NZV2.l 'iransg:c:rt2,tior service on2 thru r;ernbership in the Jcint Xilitary 
Tr;tns;;,xtati.on Cmnittce contrcjl s ,distri?~ution Gf zsteriel an5 persr:r-i29l. tc? 
~Versc~~s 'rcses ., J)eJiveries ?f i3cteriel tc Fleet units are furtser effected 
i:y t!??e advr;.rlce’&~ses c\r ‘ry supgy Shl.y L' 2perclting frcn Advence pases. 

LOGISTICS OF ?RODUCTION --- ., -- 

Ir?itirl deficiencies and sur$uses are rq27?te.i ~4 l:y the Eurezus tc: the 
!%teri~l Di~vision in the kss%si;ant Secretrry's Clffice. This is the n;rency 
that re;>resents the n'avy'5 pficureric3nt requirements 1r:efore 3ther gcvern- 
zentnl q.encie s whr c:)l:t,rc:l the ovc;.i?.ai,ility of r.lnngmer , ;?r::cuc",s, rzteriels ~ 
r:r fcciiities. In?::rmtion 9s tc &:v,~l sur~:JLl~ses c-r deficiencies sh3..ld be, 
K:.<!<e '.TJaj&iY.c?;e tc crie .(!&rmy ,zt ti?,iS tine, ari?. ' . cx.justnents I:iithir? the services 
nn6e Olhi?~ ;!:Jseil;le. 

Detcilad sche2lu!.es cf j3rocuremnt requi.romnts ti? crive~ finr,?. defici- 
ericlcs are then prepared by the ?2ep*w&r c:lj.ef .qf fic.cur~y~eri'c: :f thF: ~J~teri~.l 
Divisim. 

These c!et~ai.lei? sche?ul.es 
Arni m.2. Navy 

c,f rquiretients are then presente?. tc the 
Yufiiti.~n s Ycard Ly- .the NC-.vy (ad if r‘ Jcint P3an rsqEire!-.;ent, 

by the Va,r Depc.rt~:ent,) , as 1 tr,sis fcr it's plannin;-, bnclu5ing the cn:;rr~ina- 
tion zf :3rcductic:ri t;.nd prOC:XTecPnt plans, nn,? f.Lr the assessmer:t :,f the nbi- 
I'+-7 !.,f the J-UQ civilian, eccr:cK;y t:? procure r..nZ t3 produce 'the ‘EC3CeSSEirjr itens. 
After r,ppropri,a.te deterz3notion‘; the Bray 2nd Navy XwG.ticns Bclnrd nctifiss 
the :i‘ar End N,wy Deparb;e:nts c.f the li:iyi.sticol fensi5ility en< the lizita- 
ticns that prccurenent c;.nd. protiucti:.,n cspa,., '-,;lities and potentialities dll 
i~~pcse (~1 carryir,g out the Jc;ict Pl.zns. 

me var. end 3'evy Depo.rtrr;ents then review the anritter, C;zke eny $rnctica!. 
zdj2str:ents, enc? SC inform the Joint Chiefs pf St:tff tqlether %ith za;3rc- 
prl.cte recommen&.ticns. In the iv?vy Depcrtnent, this further reviel;i-is rnnde 
by Op-AC, Logistic Tlc?ns Division. 

F::llwiag this, the J!::l.nt Chief's ::f Stsff review the 1imitati::ns on 
their plan. clue to lo,-is-Kc& deficiencies and. nake a final tiezision, .;ghich 
day include ai),justL;ents t;etv;een the services, ?r R revisicn <)f the Jcint 
P1a.n * 
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$ATZUAL POL~TCY CONTROL 

The Material Division in the Assistant Secretary's Office is res- 
ponsible for policy making, coordination, and standardization of procedures 
in all matters connected with procurement, production and inspection of 
?Javy material. It has four majcr sub-divisions: Procurement, Production, 
Inspection and Materiel Control. 

The duties of these four principal sub-divisions of the Xaterial 
Division are generally apparent from their names - but it is desirable 
to point out that the Procurement Sub-Division not only formulates and 
promulgates policies and procedures relating to procurement of Naval 
Imaterial and Revel facilities, but actually Garticipates in the negotiation 
of contracts and gives contract clearance to the technical Bureaus. 

The Deputy Chief for Production is charged with establishing the 
relative urgency of i?avy materiel programs in accordance with directives 
of the Chief-of 11avai Operations and administers priority systems as they 
my affect the Mavy. He is the ISevy's representative bafore other govem- 
mental agencies contrclling the availability of rav: materials. ;ie ad- 
ministers the allocation of critical materials to the iw~. 

The Deputy Chief for Inspection Administraticn formulates and prcmul- 
gates policies and general procedures governing the material inspect,ion 
activities of the Navy. 

I'ZED FCR AND ;iiETIICDS CF EXERCISING OVERALL ----a *--...- w-7-- 

NAVAL LGCISTICS COORDINATION & COXTROL -w--3-- ---*-L- 

Overall Cocrdir~tion and Control --M---rrL^ -L--F - the function of insuring that 
. balance within and be=n the vsrious materiel and perscnnel procurement 

programs is maintained, arid that procurw.LI Ovnt and levels of supply are kept 
consistent with actual needs, is assigned to the Civilian Executive 
Assistants tc the Secretary c,f the Navy, and more particularly to the 
Assistant Secretary of the Navy. It is actuc1l.y perfcrmed bay the Require- 
ments Review Board, assisted by the Requirements Review Committee. The 
Requirements Review Board, assisted by the Requirements Revie% Committee, 
is the top management organization which reviews and audits various pro- 
curement programs (.:f the Navy and takes authoritative corrective or 
remedial action. The need for top nnna,gement control exists despite the 
high degree of coordination achieved by the E~ureaus and Offices of the 
Navy Depnrtment involved in the nultitudincus phases of lo&tics. In- 
stances occurracl during World %r IT which indicated clearly the need for : 
coordinated top management control. Fcr example , submarines were built in 
advance of the date when it ws practicrble to train the required highly 
specialized personnel,, thus immobilizing critical materials, components, : 
and facilities which otherwise could have been devoted to lagging programs. 
-1 21 
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In another case , procurement cf Advanced Base materiel and trained Advance 
Base personnel far outstripped the planned use of such materiel and per- 
sonnel' 9 with the result that pb'rt'fRCll~~ies'nere"clo~Eed, transports.tion 
w2s used uneconomicnlly, and personnel and materials Eere immcbilized at a 
time qhen shortages afflicted other programs. 

The Requirements Reviety Board consists of the Vice Chief of Naval 
Operations, the Chief of the Material Division, with the Assistant Secre- 
tery of the Navy as the senior member. ,The Requirements Review Committee 
is comnosec of representatives from the Office of the CXO, 2nd ths Executive 
Office of the Secretzry; and both the Board and the Committee hsve. the 
services of a full time staff - the Requirements Review Division sf the 
Office of the Assistant Secretary - for assistance in the discharge of 
assigned functicns. 

Effective administration and control cf logistics is effected through 
the media Gf documenting logistics planning, performance, and analysis. 

The mcst important cf these documents are: 

(4 The Overell Logistic Plan promulgated by CNC, setting forth -,Y 
in general terms logistics plnnning factors such as indicating 
activities in the vnrious areas and cnticipeted disposition 
of Advanced Base Functional Components, as well 2s certain 
operational data including assignment cf ships, outlying bnse 
deplo-yment, distribution of personnel, and distribution cf 
stcrage facilities. 

w 

(cl 

_I I. L . ..* .,.__._. I '.e 
The ?Ponthl:ir Status Report;"i'ssued' by the Requirements Review 
Division , provides a unifqrm record of logistics performance 
achieved by the I&r&us &id the &rine 'Corps:‘ The Monthly 
Status report includes. data-pertaining to requirenents,,;Pctusl 
deliveries 

_ .t.. . . . . . 
, ,future.estimeted.,deliv~~~~~', and required and actual 

inventcries. All major.,caval material ,znd personnel procurement 
progrc.ms-are reportedin the Qcnthly Statu.s Repcrt, with.the 
resul$,that although the number of separate items included in. 
the report never exceeds more than several thousand, compzred. 
with the several million in the overall Nrvy supply system;, 
coveraze from the standpoint cf dollar vslue and.criticnl 
materials 2nd components is substantial. 

The Summarg Control Rep=, prepared by the Requirements.Review 
Division, and issued under the imprimatur of the CNO, provides 
an anzlgsis of the primary logistic programs and permitted -a 
comparison of performance - actual and projected-- with~1oCisti.c 
plans as set forth in the Over$l Logistic Pkn, and in direct- 
ives originated bv the CNC.~ 
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(d)- The Weekly Profrm Review D&2$, prepared by the Requirerrents 
Revievr Jlivisionj highlights particularly critical logistic 
sltuctio;>s - . The'sl.tuations reported in the Digest comprise 
a distillation c)f the more important imbalances indicated by 
the Summrp Ccnixcl Report. 

In .rendsring staff assistarice to. the Requirements Review Board and 
the Requirements Review Committee, the Requirements Review Division -f. 
the Office of the Assistant Secretary paintains r"i constant audit md ,review 
of the %vyls major n:ateTiel and personnel procurement i?roSrams. using the 
Monthly Status Report as. the ba$& source of ds:ta, product,ion schedul-es, * 
ir?ventcries, rates of nttritiqr,, rates of usage, rrnd reliability of data are 
aw.lyzed by the Division in conr,ection v+th the v~rinus prograi:is. 112 adZi- 
ticn, the Division attempts tc ;seasurs the b~lnnce existing ar?.wg promws 
and attempts. to evaluate the prcbrlble impact of projected. $ans upcn the 
industrial potential c,f the country. The result of the ,nnalyses made by the 
Division are set out in the ,T/eekly Pso,-ram Revi,er~ Digest, which is used as 
en sgenda by the Requirements Review ILard and Committee. In addition, the 
Division interprets, when necessary, the data and char@ presented in the 
Sumary Control Repcrt to the Board and Comittee. 

During Vorld lar II, the Requiremtas Review Board and Committee 
met cxlce e veek for the review of major programs, takin<z these major 
programs in rotaticn. Bureau represantatives 'were invite< to attend these 
meetings as appropriate. Responsibility fzr taking remedial er corrective 
action in connection with the program was assigned to the Eoard or Com- 
mttee member hsvlnF * acministrstive responsibility for the program. 

It should b,e emphasized that the techniques evolved by the end cf 
the iTar for the zdninj.strc2tion arm.., control of lc,gistics were designed to 
provide effective control rnly ff:r mr_j cr .L?r;r:g-ar.:s an:! for major areas of 
policy and $r?nninS. A hi& measure cf ths de,sfrcd control was achieved in 
the areas set cut , kit al~l~1nclusive and intensive zcctrol Was, of course, 
never fully nccompl.i.shed. 

(E) AWLYSIS OF "ACTOFiC :;~';sICU ~'.PuCT BE COIL'S?DEi&Tj I!hj THE DET~~$;I:$JJ'IGfl CjF -V.-S-Ir---.~.V-;-,.::,'!~ --w-w- ~-w--e- 

REQ'JTEE$jE"TS SG 'r:QJ A $.EAS(P'kBi" ACCmBTE BALAvJ:'CE OF "JpPLY A?U -----*-w--m-..111 ,--v---i--I-.-,,,.-IF--.-u---- 11- 

DEII&:D AT A PRGJ'ECTED FUTIJRE TINE ?;Q'i CE OFThIQ3D A,,-- "4,' 

An analysis of the factors which must be considered-in the datermina- 
ticn of requirements so that a reasonably r,ccureta bal.ance of suApply and 
dsnand~ ~91111 rsxist at a projected fature tirrc is a problem large enough to 
devote a u;lhcle ppes ti.r. I txTlaieve that the ext.,,- aT1t of the factors irri.11 be 
adequately indicated by the following examples frvm Y&ld -Tar II. 
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The' Navy during thu. :;,Tar. xm!ertc~ck 3 vuxber cf ship and aircraft 
..: _ ..- ,. 

buj.ld’ih$ prq--aris, The:’ ,Ship P~~c~~r~~,rns .&ye ~*@k~h;3s k.k?s$,~ KiloaQ. p,qT -$y;.:aT”e 

the Gestrcpr Escort:.Prnpm:, thy Landing Crrft ?rqy+m, 4he Esciz?t 
Carri.as i%c~pw-i, C,hs Sucb~ariI~z p~xJ,y~m, etc. , 

The Nav~j,. locistj.csl, factors directly rein'@.! tc f~hc? re~pire;~e~tS cf 
those pfograzs and requiring tjae p'hasing in pl.annin,g Verc F+T:. i will 
??S.IW Just, a T.&w rec;_uiremnts such as - ,a) adequate nm?xx cf officer arId 
er,li.sted p~s'mrLel., b) adequate schm1.s and staffy fg, the pm-c-w?.+sisn- 
i.ny 'treining cf' the pzrscmel, c) &&quxte physical eq~uipmt i’cly the 

Sc!p,l “. . -.*“‘f sudh p;:s t,rcfning n!anu~ls, d) a&gqmta 21-y. dr:cks snd rcpis &,cZi- 
tiss :inrl Splr6 y-tfi 'cc: I“endle these &t;;sj both in the U~it$ St~ort;3~ 2nd 
fi:sw~rr~ I-'rcT's , e,) a.&c?,~~nte bases j.:l the fcrward areas fzcx- the dry‘ dbcks, 
fj :.dequntE civil. 1211 E& &.~nl p~:r~(:m~el. ix m.3. the dry docks and ra+ir 
facilities , c) ad.squste schoc)l:;, t.f; i&in ncchinists, ,ri@:gers,, rji&LLSIT&thS, 

etc.', for thew re;mir facilities ‘i21,~:. -ddj.t;ipn to b) such d&.rqctiy reiated 
requirements as-the steel, ongims, the gym, mci, ether vitcil squipi-.ent 
f x t5s ships t.hemselves. 15 other v:~rds , tint;-re is just e pe$t3al list of 
the fact.ors wh'ich, cnce ycu start ;! p-o~r~n, hotie g~'i tn 5e Ck.ilSideItXd in 
order t,:.: 5.nitic.k at t&e safio, time the &,&r essenti,al factors that have 
get -&s be ljrought to fr:riti.c!n it the sax? tine ES m b6fcre th2 ship. 
thnemselve s are brought t:iifruition, 90 that you ten pt all pheses cf the 
!.c,gistics progrfim .to~sther.. F 

After the first ye:y- cf the 7:&, ,5ucf: prcgr:Sis TJt3re ??t?F3SOZX?bly Tell 
malyzec: within the Navy. to provir?e a 'r,eiacce cf ‘sU$j’ and dex3nci as far 
as the Nmy nes coricprn& b!lt .it >Llas been stated ~3~ these .;vho 'were /... in.a v 
;xsition tc: know; -i&at therm x;n s a f:.jlure to coori?inate such prcgram 
with si.2il.m Amy ;;?rn~r.ma an;?, a failure ,trj co&inate thez, ir, the pia=- 
nine &,a+ i-,-ith the ,3~.yx-:qriatc civilian sigen!:ies . 

in sther XYXY~~, I Lhir;k it is kmx-n to every!::ne here that tk& m*as 
,crreqi; ccrr,;~,ly~:int f+mL: this' c.i,~ili~r. ~s.~;enc~cs that v:esc chzrp-ed with prcvi- 
ding the iEdustrici1 fnc:lIties that wcuiil prrLi$ the accoX;)li.skXe!lt,, i.f the 

varims popam cf the services that -t&y r-ever had a,dequa.ix adVtXK?e 
v;:;rninr ,z=f t>Le SE yrog-ran!s SC;, t>a-l;, they; ,C,:.;r:le' ul2<ert.2!.:,+ tkni,?; Si~lil.Xl" *Jpe .3 I". _. ,_. 
cf p-,-l i ,,e.nning ?nr$ have the $ysicnl ffcilitl.es rtRdvf +- _tu$ the "s&i;;j-ct;s T&tin 
+&a ssrv.ices~ ~resen~e.d tl:~,-',r..r~,~ui.rEmer,t,~.,, The rqA.r:enents xere generally - ,,. 
;reseriteci 2nd then e s7,JI*v~T~ cjf t_Lle f:<ciliti'es * '[G,Ic?.S "r;:ii.?;E'," '2 26.2~iminatien 
m3.s rxr?e that th62s.e. fa.QI!.ltie~, y;$re, art ,:~,!-+g~-$lte.. Then u-lE:jT started tc, ..,., 

' get tbme fa,ciiitj.es that; :z:c;ul$ Fernit ti-,a ;I~o~~DI:' tr: be "&~c:~uc~~&~ htXldl&. 
The v::role nar pc?pxx would have beei-* cGnfjider::Lk71y snoothc:ned ha? Vh2.t X35 
kncm then as t?& ,Ari3y end. r\lp.vy ;;iur;jet,ic.ns B~CTC~ -d, it ha6 ~1 ,~IuIz~~~ of 
rimes during, the v&r .-- beer, ritioquotely .:iyfop::ied ;:rell In .a2VC3nC5 Of 
pcssible prc~~~r3.m~ so‘ t;h:y could have pravidad t&e: i"+3ciil.t5es. 

^ 

. 
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(C) LESSONS TC 23% LEARNB; FRCS ;!CI'LLD T;&'; 1' E~~E~IE~;'CE ---- ~~~----r~-----* 

It xas not witi CctoLer 1.3, 144.3, nearly tas years after the entry 
cf the United States into laorld 7;ar II that the Joint L::cistics Ccmittee 
Tas established ES c? Joint Chiefs of Staff apncy. This stey c,.zs a 
be19 .&ted reccpitisn of the ilr.Fact cf logistics cn xilitwy yIms. 'i‘hc 
ultimate reccgnitiiin, as far as the Navy 'cu'as c:.mcerred, is c~ntaiiicd in 
the l$ii, reprt csf I'ieet Adniral King to the Secretary of tlce XaVy I&en 
he :nade the forthright stnteoent that ":'ihatevar else the *XT is, so far 
AS th2 United States is concerned, it is a war o,f lo~?istics." 

It is ny opihion that lo;;istical cr~;aniz:tions should lx ;;reserved 
in ,pacetine an:! that there should be adequate schools tc train officers 
in lepistical ~JrsCeL!ureS SO that it .1!7ill n:A take two years :f the next 
var befor logistics occu;,ias its e.:;popri.ate $ace in the Arned Services. 
At least as far as tha Navy is cel2cefned, there already are indications 
that forceful effmt on ths part of those who are c:zvinced cf the value 
of logistics Will be required to p:event it being shoved into second or 
third place then money , ;~erscnnel, and facilities b?CCiYlC scarce mithin 
the Awed Services . 

General Marshall sum-zed up the TJ‘:'orld T,zr II Situation dell iTchen he 
said "The requirements cf logistics are seldom understccd, The burdens 
they impose on responsible military authorities are rarely ap;?reciated." 
Adequate training Setneen wars sho<ul.d lead to greeter understanding and 
appropriate appreciation. 

Anctker logistical lesson to be learned fro21 cur Vcrld Y&r II 
experience, that I !;ish to mnticn at this tim, is tha need for con- 
tinue? close liaison ketwen thrse in the Armed Scrvices res;;cnsitle for 
futarc logistical. ~lar_ning FIX?, tkz representatives of iiidustry; ~shc in the 
last analysis have tr: la;: the a& peducts or? the line. Tire Armd 
Ssrvices have a vast field ahead of then in coordinated $anning "ic im- 
prove the ease ri.th s:hich industry can supply the needs of the Arsed 
Services. Joint Golicics, pocedures, and control on such mtters as 
specificaticns, Standard Nomenclature, inspection, and standard.forns 
muld dc much to s:xerl the flrx: cf nateriel. 

And finally and of .yreat iXij?:Xtn.nce in order to avoid the trials 
and tribuleticns of :7orl2 Kar I J, our Industrial ;kbiiizaticn Plan must 
be underskod and approved '?;'y Industry. 

(2 act. 1?./+6 - 250:x. 
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