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COLONEL HORNER: =~ = = o :

One may ask why we, here in. the Industrial Collepe, are studying the
Pistributicn System of the Army, Navy,and Air Forces., It seensthat this
subject should be more propsrly studied in the Naticnazl War College and so
it should; however, the lack of apprecistion during the planning years '
between dorld dar I and dorld War II of the impact upon producticn
attributable to cistribution caussd our pr\rurbmcnt ‘agencies msny head—
achss and denied to the field forces vital supplies when they were needed.

The various factors of clstributicu play a very inportant part in
atfecting cur production effort. For the purposes of the course, we
grouped certain elements, that is, Transportation, Packaping and Packing,
iiaintenance and Iepair, L mmnications, and Storage under the hsading of
distribution. - On cach of these ulew@nts there have been or will be
lecturcs and seminars under the guidance of far more zminent authoritiss
than T. You will undoubtedly gather from these lecturss.and your studies
the fact that in certain fields, suchas Packing and Packaging and lain-
tenance and Ropair, therc was little or no development by the Army, and,
certainiy, in the packing ficld no resl program developed by industry
prior tn the war. This laek of a program not only affected the supplies
baing delivered buf alsc caused an uncontemplated drain on raw materials
nee deé for thd'aCCOMVlLSFm“ﬂ* of this program.

The lack of a,.preciation was probably due to many factors. After
Jorid War I we ware $o conscious of our deficienciszs during that #dar that
we placsd great emphasis on correcting those deficiencies. - Wo had fourht
a StablLlZuﬁ trench farfare and net one of OV zment hence the wastsge.
factor in distribution was very small, we had fo ;owar on only
one front 'and while eur Supply lines wsre ¢un;‘r then ever befers thay were
insignifisant lﬂ’lbngtu as campared to the Supply lines of wWerld War II.

The acroplane was in its lﬂfaﬁ”V3 the ta“‘ was a new 1nstrument of war
and automatic weapons were restricted to small calibres

Again as we gradually geared ourselves to peace or what we called a
normal way of lifc our concepts were naturally influericed by the conditions
under which we lived, The great surplusa which we had in peacetime and
the confidence that we had in our Industrial p ‘tb“tlal lullod us into a
faluj sense - of sucurltv. o

- None of the factors which are paramount in wer ars evidanced furing
this time. In fact, from svéry practical standpoint ths opposite method
of accomplishing any peacetime military mdssion seens’ t( be in order.: For

’
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instance, the transportation netwerk in our country is more than adequate to
take care of not only the civilian requirements but also the very limited
rilitary traffic. In fact, competition between common carriers of ail .
classes was most keen due to¢ the very low tonnage shipped during these
years when we compare it to our ove all wartime requirement,

Our National manpower is not only adequate for our peacetime needs but
is in reality surplus. Throush the years 1929 to 1939 the government was
forced by creating a public works program, to suprlement the employment of
manpower which private industry could not use. '

The Communications network in the United Statzss had never been taxed
and as new technological improvemsnt cemed likely that
system would be able bto stand any '

' Storags facilities in the U. rg ample and excellent and there
again one could find littls justification for real concern cver a shortase

of -space in this country.

It was upon tliese economlic factcrs and veny :
our peacetime Uistributicn system wae crganizoed a d
tremendous surpluses in mind that wo unﬁcubtud‘" fai ed to vi qulﬂa the
possibilitiss, exeept in a few itens, that anyihing really could be short,

World War II taught us that for any futurs nlannin” we must consider
uppl ring our allies, ihis was not taken into consideration during our
revious planning and p%LHuﬂlv thore was 1itils reason f rus to razalisze

uch a problem would present itself in as much as we oursslves were
<ubnlluﬂ by our aliies in gr
1
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grester expenditure of supplies and

brought home to us in World Wer IT "

exhaustiony we musbt in planning for wWar
congerve in every possibls direction

with long 11nuu of supply and thus our Llou
to operate as ucaucmlcaily as possible, but v ¢ de
“for the factors which will enter-an atomic ¢ ﬁbul WAL Ju uust f’ zsee the
expanded use of our transportaticon system. We must plan new and broader
uses of our communication system, we must reduce replacement by a2 far mors
efficient maintenance and repair p am., We must foresee the ex ;oquvv
change required in cur ut»rabb facilities and devalop
proble still f:ciwv 13 olved in the Packaging and Pac?ing
cther variable factors n L hbrﬁ censidered but which
distributicn of supy1¢;o and cur production effort

limate, terraim,

sue
distances, industrial capacity of the sanemy must be taken dzarnce of
and properly evaluated in order to producs the kindé of su

conserve to the utmost all of our re

The organization for Dis
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Tt is felt that by establishing general depots in the Army during the
last war we wers, for the Army, able to conserve storage space, perscnnel,
trqnsportatlcn and supplies. In the zone of the interior little was
accomplished in esbtablishing a depot or distribution system which would
serve both the Army and Navy.

In our overseas tneaters where necessity demanded it, the barrier was
broken and not only were general depots established for the Army but in
instances the Navy drew its suppliss frem the same sources.

With the advent of the Atomic Age anﬁ the constant necessity for the
dispersion of supplies, which, in lts 21f is wasteful, it will become more
necessary to concentrate or rather integrate our <1str buti~n system so
that cach dispersal area is a completo and self-supporting unit in itself,

As 1 have previcusly stated thnrﬂ is much antagonism to genera¢ depots

- within the Army. We met this oppcsition even in the theaters of operatinon
where the stress of war was most appreciated. Though wse had established in
the Eurcpean theater, genersl depots in England prior to our invasion of

the continent, 1t was determined that the distribution system on the contie
nent would be accomplished by the usc of branch depots, This sytem performe
its mwission in the early days of the invasion while we were still on the
beachcs. However, with the break-through out of Normandy, when the supply
lines lengthened, supplies became more critical, transportation became over-
taked and was ready to cecllapse, and communlcatlons were nil and time was

a most important factor, it became necessary to integrate the various

branch depots lnto a general depot, ‘

-Bariy in September 1944 it was decided that all @uppllﬁs for the Third
Army would be csniered undsr cne persor, tn at of the Commanding Officer,
62nd QM Base Depot. The s up, v situaticn i prove@ and this depot took over
the supply neot only of ths ‘klrd Army but 2150 of. the Ninth Army, Ninth
Ar Forces, and the Advanced Base Section, Tracks which had, uﬁtL“ this
-time, proceeded. from the beaches tc the varicus branch depots with on
half load arriyed with their full tonnage. The manpower required ¢
the depot was decreased because of the ability and authority to shift labor
rapidly from the medical section, to the quartermaster secticon,tothe ordpance
section or where ever else it was needed. &8y concentration of authority
and overhead more persomnel were releascd to the operaticnal level. Instegd
of eight pscple being responsible for the supply of the Army in the field,
one person was responsible for the distribution of supplies. [Dxpenditures
of labor and materials for utilities, pacxlnf and security were reduced. Any
surplus of transportation, iabor, mat erials nanéLlng equipment or su npervisory
personnel were efficiently switched tc the places where shartages existsd.
Telephene calls were channelled and a saving on the very inferior and much
overtaxed communication network was accomplished, If a similar system were
followed, not only in all theatres of operaticn but also in the zone of the
interior, and where ever possible instead of general depots for the Army,
Armed Forces depots were established and charged with the storage and
distribution of supplies to all of the armed forces, the necessary. rescrves
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set up by both the Army and Navy could be substantially reduced., There
would be an even grester saving of transportztion, communications, supers
visory personnel, labor and storage facilities which would in turn effcct
s reduction in our raw material requirements and production effort.

At this time I rust say that in order to thorcughly ccordinate or
integrate the system both the Army and the Navy will have tc sct thelr
individual houses in order. The problém of common nomenclature standard-
izatisn and eataloguing must be carricd zut. In this connectisn I beliceve
we can look with profit o the Air Force and the Bursau of Aeronautics
as. well as the Medical Corps and the Bureau of Mecdicine and Surpery as
pl)n'ﬁrq in this' directicn. [ belivve that much has been accomplished by
these services and they should serve as an cxcellent exanple to the other
Burcaus and Technical Services as t. what may be accomplished in this
field, '

So mueh for the osverall thecry of distributi-n. {4 should liks now to
review very hastily the distributl:n system ¢f the Army cver a perisd of
years and attempt to give a backsround for the problems frced at the
outbreak =f Werld dar I, again in world War II, as well nose ﬁith which
w,varc :E‘uce'J at the pfbﬁult time, and will certainly fﬂ ¢ unless corrected
if We sk 1q¢d gnter a Norld isr III

our supply Uys tém in the Armj ha< for
the variuws Technicsl Services, sach
1 created by law and are chargsd by law

history of sur Army the Technie-l .

Like th

aver 2 hundred ye
of thusz Technica
with certain missio

services, like thi caug of bac Navy, have bees almnst
autoncm-us and have acquirec EAnJ ch thoy Havf ne desire to lose,
Dur¢ng e ) Lh with very small appropriatiorig, been able
“to acermglish the sup 11  of our vory swmell i st offisient

- mannsr, howevar, the S"ppl; system broke @Swnttdé to lack of
eocrdination. it bucanie s to place a commen head aver the Technical
Services, in the very pﬂwy*fwl personality of Genersl CGoethals. . Because of
and the complete break=down of supply, the crganization wag- koltted
sgether and gave a ressina ably cr'€ tacle account of itself Juring.the
balance of that war. Jdith the cessation of hostilities efforts were made
" to improve and make Wurﬂﬂﬁunt thils organization; however,the political power
of the TPchQchl Services was too great, the centrel control AEENCY WAas
b\WLohed and again the Technical Services became the supply agencies of
with very looss coordinsting contrel exercised by the. Assistant
re of War and G-4 of the war Department Ceneral Staff, sach.of whem
- often were played off one ageinst the other :

{.

“With the outbreask of Jrrlﬂ'ﬁﬁr IT we sow ‘ist“rV‘rcpc°tin§ itsells Each
Technical Scrvice was oub to accoxplish its mission, get its supplies and
distribute them to thu.tr'\pb irrespective of what affect 1t had upan. bhe
cther Technical serviges, much less the affect on the Navy, It was. gasn
rbalwzad that 2 con rﬂlnatad pelicy and central r\ﬁtr 1 was nu?**saff and

i

wﬂ4~-

RESTRICTED



KeoIRIGIED

and that without a centpal dirscting agency. our supply system.-was doomed to
disaster. This situation caused the creation of the Services of Supply
later known as the Army Service Forces. #Whether this crganizaticn was a
model .on which to base future planning or not only time and histery will
relate; howover, I feel that orcanizaticnally it was scund and that the-
nmistakes, errcrs, and faults attributed to this organization were dus
principally not to the qrganizatﬂ'm but perhaps to personalitiszs or to the
manner in which -1t administered the job it was called upon to .doe

With world War II behind us and we hope an ear of peace ahead, the War
Department in the spring of 1946 reorganized with the hope thet they could
create an organizati-n which could function economically and efficiently in
peace and be rapidly expanded ta(;, complish a maximum effort in war, This
organizaticon was the result of many months study by several of cur outstand-
ing officers. It attempted t. eliminate the cbjecticnable characteristics
of ASF and the ~1¢ G-4 War Department General Staff and ¢ombine their good
qualitics. This recrpanizaticn tonk plase 11 June 1946 and the Dirsctor of
Service, Supplv and Procurement was establish@ﬁ. The War Department
circular which accomplished this reorpanization is ¥No. 138 cated 14 Nay 1646
and while I do not intend to read it tu you at this time it is wcll worth
your perusal and I shall cnly ztate that it envisioned centralized control
of the Army's Distribution system. Ibs effectiveness we sna¢l see during the
balance of this lecture.

z1lent exposition by Admiral Buck
Navy. I am gerry that my lecture
cannot be more diresct or empha resent Army DlstrlbutL“r system.
I have nc charts to present to . Admiral Buck, I do not have a
system. Frankly, today the Alwf has no “upﬂl“ systemn. Tne Office of the
Director of Service, Suﬂply and Procurement has for many menths endeavored to
establish a system but to Cate nothing has come cut of that office., The .
reasens probably are that the office iIts<lf is:new, economy le in full swing,
surpluses are occupyling a great portion of Lhe spotlight, and the Tochnical
Services are all striving to Wbtaln thelr autonony nulrh thaey Lost to a '
certain extent by the creatiun of Army Service Forces during the war, An
example of this is the action Cf the Ordnance Department which has, when told
to c¢lose Depots, been able to change the name of these Depots t¢ Arsenals
and under authcrity of a statuum passed over a.hundred years ago denies. thdt
an arsenal may be closed, Similarly, the %uartpﬂmact;r Corps has dug up
statute that places respomsibility for all storage upon that Branch of th
Service and refuses to relinguish control of theg Genersl Depots.,

Ywu ‘heare. a weck ag: duuéa"
on the pressent dlstrlbutlrn 3y3

ty

&

~

\‘l\

The War Department at the present time is anxicus to estabiish a sound
supply system which will serve rur forces in time of peace, through waves of
concmy, and yet be capable of expansi-on during times of gmergency. It is’

quite gvident to the War Department that some scrt of centralizod control
over the supply system is nscessary; h,“vfer, the technicsl services feoel
that each one is capable of paddiing its -wn cance, The situation at the
Present time reminds cne of a group ©f fracti-us horses lined up for a race
with ezch cne being jockeysd for pesiticn, sach time the starter seems
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cady to send them off cne breaks away and they must be called back to the
post because of a false start, They had hoped in the Director's Uffice to
puhlish a plan prior to this time and I was promised a copy of this plan

to present to you provided it was approved prior to this morning. Inasmuch
as I have received no call-it is evident that we are still without the
approved plan., In faet for thoss of you who will work on the Distributicn
system of the Army, hépe was exprsssed and a rpﬂueqt made that a copy of
rour repert with your cénclusions and  recommendations be forwarded to

J A
the Listribution Branch of the Uffice ¢f the Director of Service, Supply
and Distribution for theilr consideration.

inile L was not permittéd at this time t~ see =r obtain information ¢n
the progossd plan, 1 was able to unearth scme of the salient featurss of
the rlan,

_ The Depot system will consist of six Gen&ral Depots located cne each in
the six Army Areszs. .These Depots will have satellites or Sub-Depcts under
their control which will be known as Distribution Depets. The General

epots will be supplied by Reserve Depots which usually will be Branch
prvt“ located throughout the country without regars to geographicael
brundarics for their Jdistribution,

The Alr Force will be supplied with the

and the Army by the General Depots or one of the cllite

supplies peculiar to the Alr Forces there will be ten air dgpets which

will supply the Air Arcas, The C“ntrnl of steek levels in thase ten air
depots will be administersd by ut once supplies are physically

=N come unﬁ»r the control of the GoJmand-

occated in thsse ten depo
ing Gensral of that arca, :

.

It sesms from all I can gather on the subject that the plan for the

pnysical layout of the supply system of hot q the Army and Air Forces has

unanimous support and agresment; howsver, the fly in the ocintment =%
73 S

to be in who has centrol., Temprrarily at least, the Alr

+
b
that problem; hawevbr, in the Army there is still lack of
conbtrol,

nider feels that the Aray commanders should contrd
satellites; the Dirvector ~f Service, Supply

~

=
$ that it should rest at s General Staf1 level, and ths
lcng powerful and autcnomous, feel t hat they should
supplies,

g f
o]
by G s

and Procurement fe
1L0hﬂl0 al Servicms

A casual glance at the situaticm and the a"gungnt' presented by each
scund most legicels The Director of Service, Suvely and Procurement points
out that during the war cocrdination of the lCCﬂ“lCQl Services was required
in order to accomplish the mission wh*cn, as has been piinted out, caused
the creation of Army Service Forces, The Army commanders assume tiat they
must contrel the supply of their armies or they will never be assurcd of

-5 -
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proper logistic support of their operaticns, The Technical Services point
cut the economy wave already begun and which will be gruater as the era

of puace progresses and show that they must control the supplies for which
they are respensible in order to meke the very limited appropriations go
arcund.

There are, of course, many other arguments presented and as of this
date no final policy has been agreed upoin,.

Before reacning my coanclusi-n T wish to invite your attention to a
chart prepared by two very radical thinking students of the last class., 1
de not praesent this to yru as the approved solution but scmewhere botween the
present uncoordinated system and this completely inteprated systen must lde
the sciuticn which is pelitieszlly acceptable. to the services and Congress
and is operationally sound for peacs or an atomic war.

In conclusion, I should 1i

to leave with you a few principles whidh
‘ ¥ i
you ghould comsider when conceiving a plan for a Distributisn Systenm,

1. Velunteer cooperation is fine but it seldonm works as well as
controlled eoordinatinn,

2. Atsmic warfare wiil call for a dispersed yet completsly contained
Distributicn system.
e
3. The next war will tax our naticnal ruscurces more severely than
any praviius war.

4o The Listributicn system ceveloped mist be politically acceptable
to both the services and The Congress and must be one which will conscrve
our rescurces to the utmsst yet officiently get the suppliss to the troops
when and whers thevy nesd them.

.

(8 Nov. 1946-~=350)L,
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