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,. . 'l&‘December 1946 ,' ,'..:. 
* I ." * ? I .'. .;: : .' 

CCL;N%L KO&' I ".' . ! I ,, 
.( 

Gentlemen, it is cnstomaq to introduce the- guests who are‘invited' 
by The Industrial College ,to spe,ak to you from this platform. I think 
it .is in order to introduce :zyself as the speaker who has been assigned 
the task of discussing the probiei:s of spar e parts of the three armed ,. I 
forces, By way of introduction may I say that the speaker does not ~WG- 
tend to be an authority, nor an ex;?ert, on the siubject. 

I 

The definitioq of the word ffautho'rityl“is, Vne 3530 can settle al2. 
doubts and solve all difficulties.'f An expert is "One Who is thoroughly 

'informed in every phase of the sttbject from broad sxperi.enee.'1 3% is 
unlikely that anyone fits t'nese mLslds insofar as spars.pe.rts for the'three 
Armed forces is concerned. However, I may be'ciassed as an expert in 
having contributed my share of G. I. gripes about the too Little end too \. 
late stock status cf spare parts in the field, It may be granted that 
severaI,,years of. eqerience in dealing with repair of Crdnancc: mz:.Seri:?I ez 
well as surjply of sp&e parts and the t.,rbblems they reares ent 1.wd 9 :ms 
authority to my remarks, In that classi.ficati0.u I shall at332pt to 
,diagnose briefly, some of the problems .of spare+Tasts. This' I am. ;!oinrl: to 
do from th.e comfortable position cf the. Monday--mornink armchair ~:a~rter- ' 
ha& who has not' beenexposed to the Bnotion& 5 t.rak 01’ the phy-s ic.?:!. 
stress of :the, game.' : 

: . ~, . 
,.* ', For your information, ‘my source, reference for this re.,eart~ r&w 

than .lecturd, is the rather liniited recorded history .of s?are part‘s and 
.the conversations that 1 had iniith 'B number of you gentlemen on,thi;-‘.,s;o,ere~ 
parts situation'overscas, as well as with other representzt&ves.ef the 
.services, E'$G$ the;vvaried expressions of oy)inion RS to the ctausos, 
,effects, and;proposed remedial' action, it q*' o,+~L3r~ears de 5 ir able that Ihe 
facts of,active theater ex@rience Should be Collected, recorded. z&d, 
ev,al&t,ed .as. jp$rptly a& 'practLi:&l.. Sb.ct: fac.ts VGlik?, serve 2s a 'C&iis 

_ for h&x&e study and e&tablisltmerit of policy, ~rcced~re and+ basic factors. 
'a . (' I. 

.,. -, ,In the necess&Iy broad-treatment ivhich I h:.ve.to give to the sub- 
ject, I ho+ that I c&n giv'e it'thc emphasis to which $t ,is entitl.ed. Pro%+ 
hly7.som of you. gentXemen will recal.I sono of the Lot a1 excentions or 

~ .,sp.e,cifiq ,ins,tan,c,e,s contrary te thz broad generailzed.sts.te;r.cnts ihich I 
&lJ" make* ,, i .: " 

., ,, . . ..!, ..i 
( ..Representa=iGes'~f,t~~ Army, the 1\Te.~, and the Air forces could, 

discuss the probIems or,spare -@rts ,for their resp~ective serices more 
in detail,' l&m~ers of'the respective services of th? Army, the Yavy,, and . , : : ,.' 

__xI, ._-.. . . ---...-- .----.---- -_^11_--- -----.- 



the Air Forces, -till meet with us in this room this afternoon, and serve 
as members .cf the panel for the seminar, at which time it may be th2.t you 
will wish to ask questions and get authorit<ativs answers from th; d+ilcd 
experience which these gentlemen have, had.. 

In presenting the problems of spare parts for the maint,ane.nce 2nd ra- 
pair of munitions of war and to appraise the frequently unrecognized in. - 
portance.of that subject, one may be tempted to elaborate on the short 
stock status of th.; proverbial horseshoe nail. The late Ernie ?yle, in 
one of his celebrated articles written (during the war, focused attention 
on spare parts when he wrote: 

'"This is not a war of ammunition, tanks, guns and trucks 
alone. It is as much a w,ar of replenishing spare parts to keep 
them in combat. A thousand tanks or a thcusand trucks are as 
good as no tanks or trucks if the butterfly vsl~, no larger 
thzn a quarter, is missing. The gasket that leaks, the fan belt 
that breaks,, the nut that is lost, thcdistsibutor point that 
fouls, or the bearing that burns out will delay GI Joe on the 
road to Berlin just,as much as if he didn%.have a vehicle to 
startwith." 

That the problem was so dramatically recognized by a layman focal- 
izes its importance. .. v : 

It is generally concoded bjr a.11 levels of military command th.?t the 
sp<are parts supply situation was critical throughout the or. A fc~ 
times could it be said that spare parts supply.s~tisfactori$y bnlanced 

-~demand. The logistic, history of the war ~$11 no doubt.record that the 
'determination of requirements of spare parts VW one of continuous effort 
to refine and attempt to perfect the methods for the computations of rew 
qtiements so that they would reflect more prompt1y.en.d adequately the 
constant shifts in strategic and industrial conditions. It must be ds- 
finitely recognized that the many phases of the problGms of sp.?re par$s 
of the Armed Forces werq L executed sufficiently satisfactorily to 'w?ge a 
successfully concluded global wCar through the ingenuity and r&ourcefulnes 
of the personnel involved, both military and civilian, to improvis.2 correc 
ive action* Nevertheless, even after the end of hostilities and today, 
there are still many problems :nd much is still wanting in th.2 clarifica- 
tion of the lvork that lies ahead, relaVtive to computation of requirements, 

. distribution5 Rlid supply as iyell as controls, -iJhich are begging for solu- 
tion. 

. -_ Let us look back over the waryears and review some of the issues. 

One of the primary causes for later prcblems was th: high lev~.l cx- 
ecutive emphasis on the completion of tremendous quanti$ri.;?s of nsjor 
munitions of war, within specified periods ;Ctiiout full ccn,ngider,?ticn or 
intentional disregard bf the lead time factors involved, 

< 
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The I&vy.through experience gained by the-Lr large,scgle,',idng:d_is- 

maneuvers prior to'the 'wc?;r did de&lop and c?stzblis~.req~ire:n~nts 
%actors and usage data, as well as a workable distribution sy~temfor the 

~,. then existent fleet, However, the treinendously expanded shipbuilding.prc- 

,". gram made it increasingly evident during-the war th.S such regpirements 
factors and distribution channels could -not meet the demands of,tho ,i. 
thousands of additional shi.;os. operating over tremendously expandedlines 
of supply. ~8 

The Army Air Forces as well as i%Aer were confronted not only with 
the enormous increase in quantity of'major items but also the tremendously 
increased tempo of the new developments of aircraft, Such usage and at- 
trition data as was available applied only to peacetime use on relatively 
few planes and engines, 

The Technical Services of the Army had 2 backlog of decades of de- 
velopment of their strictly ;nilite~ry materiel as artiller;$s smaI.1 arms 
and ammunition and had given thought to s!pere parts supply .?rcm limited 
usage data, Standard nomenclature lists had b&n propared Zor t&e thzn 
existing munitions which included spare p?rts and quantities to be sup- 
plied to the several echelons of malntenande and repair,. Thsse'quanti- 
ties, however, h,:d not becn estimated for a global. war with the'cxtznded 
,ip'e lines which "soak*' up an a,~preciabla percentage of a.vail.,-.bL!+ stock, 
nor‘tho considerably incr::as,ed number of sup;oly points. 

~Wh'ile ,it was generaU.y recognized by th; Armed Forces that spnro 
parts had to bo procured and'had to be dl..," ‘@+ributed, the import-?nt fac- 
tors as to what, how much,, when, where and -qfho wore net known. The 
,ansWrs to these factors could not have been known until ths procuring 

' aigencies could have received, developer: end reflect .d in ~thcir cofi:nuta- 
': ,ti'ons and programs the necessary in,formatio:1 r,zla'bive .to usage dab., 

esttmated life of major item, identification and interchangeabilit~~, as 
-' well' as stock dispersal ,and pipolins absorption. As additional, ,ind. de- 

itailed information on t'nese factors became available, each rev%sion 3.n. 
'requirements bec:.une mere F calistic. and co:jlprehe@ive in scope. gowever 
the lack of knowledge of thase factors ,had resulted in critical~short.zges, 

Iexcesses on cor$ract, ;excesses of slow moving gerts on hand and clogged 
storage. 

.' ,' ;,_ ". 
A direct .and importkznt influence on availsble supply.of spare parts 

is 'thorough and.properly timed preventive.,@.ntenance. The more effective 
that preventive -maintenance,is performed by.thc:us,ing ijersonnel or,organ- . 
ization mechanics, the .less,is the need or. demand for spare parts., ‘iiiith 

'~‘a-few probable exceptions the lack of enforcement of prescribed organiza- 
tional-preventive maintenance was a continuous problem thoughout the war. 

.' ",_. . , 
The situation relative to Armymaintenanoe znd repair' iti genarxl, 

was,'considered unss.t$sfactory 9or a c&side&ble oeriod .of'thr:,war. %e- 
ports from-the field, in early 1943) indic~ted.that a~pro,~imnte:y,,j4"-er- 
cent of deadlined equipment'suffered from a &ck of sp&~?rt.s. 

.Im__* m‘.-csl-~eeassTm-~~-*.~- ..-. _.-_______- - -- 
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SevFir al f-.ctars -Y&X involved in this sh,>j-t I c- 3 G<, r; . 
spare parts lists were'availatbleto the field, 

* For Is2n;y mzj.or ri$rl?*n.s, EO 
;'f]liykl .ni:'de i1; ,jv:~M~Os:~;~jl.c; 

to fill out requisitions corrcctly'ar$i efficiently,. In other ryi,Q, -.llc~~:.j J 
no Frov:.sf,,ns had been maGde for supplying sp,,?.re pD,rts, or,, if they h:?.d, 
the quantities stocked ‘virero entirely inacieq~nt:~ 'rj.2 i: ; lJ.5 .z 0 f -1 TLC; :< T> :r PAe C - 
essrry data on th:: p?rt of r.es,ponsibI~ ~;;.~r~ci;~s~ to &tey-,-inc+ .i-,;,~l,.~i.~zmer~t;.s 
correctly, It ,is ‘Spp,zrent, too, th9.t more stL;ntion col~lj h:.v::g ‘c:~jcr! 
given to distsnguighing b&zl-en the so--c?l.:o d l'fost-movi:,g, hi.,;.::1 nort~..ii.ty!' 
p?,rts, :.nd the t~s~low-movirg It parts. 

. 
Rue to the f *:ct tht soins of :h, tq;chriicZ?i $cr'TGicc:j ~~l~a~~ y:r)t F;Stli!l.iSh& 

maintenance divisions, :2a;ly ?.ctiviti.33 rcl.7ting to sqre ;oarts 54%' not 
coordi%ted-with any specific mninten::nce polici-,s, 2nd .th$ : d:ivyid&g of 
responsibilities 'oet;i~::en th,: strV,ic,.;s led. to d-uolic 4,ion in orocur~zent 
of some i'tems. 

The prcb+m J'acin~ the Army Service Forces wa,s 0%~ of coordin- :,ir;z 
_' the ie'provement of seven or more difTerer;t syste:ns aithout irAe:-r:rIA i-r;;: 

any of their a,ctivities, 

DeficienciLs in su;~?ly of s,,L‘.rT' or.rts arhi .h were' -.otu~lly l:ar~:>cr:in~ 
maintenance hzd to be cd.rrectcd., but brln;;ing the ontire Wn-: ServeLee, 
Forces C,zt&og -to ~2, st*:.te of theoreticcl pel-fecf,ioc c7:.?-~easd to ks im-- 
possible T:;ithin the iimits of time, avtlllab%e person:ol, 2nd capacity 
for reprinting unsc!tisfnctory -,ubEcq,tions, T'ncrcfor.:, +tcntion c 0 12-d 
be .&van only to det~2.s which meres brought to Ii;zht in r:;?qort~ 3f f-~:-ld 
'O'ho'rta1';zq int,.;lligence report fj -.nd t;zr=,l+ ;jersoy-& cQ:ni;z,c-t.e 7git;n. t;?:; 
us zing umt S . 

. . .,, .^. As‘ ti?c dc&y s,tudy of spare g"rts' ‘l&h :~.nd de3ct iylv ,~:tov'i.c;c ,ro- 
.L gressed, IS -?lns s.ecn .t'nzt ,;i.:.ny spar I, 

had been ,,-~ro&rad. 
., e lxy;ts .. - not ?.ikc::Ly to nc;..d re$:.,Cement 

: " 
. 

Contrcry to c;XpeCtL?.tiOnS, it h?& devej.op\,?d th;-':t Jl:?.jJ\-tcy~ar.ci of 
automotive eo.ui,hent presented thz :?o= ,t difficu$t.:s!?ar..; ;>:,:irt:; :-~ro?.:la-ns~ 
T'ne variety and.mechanic.4. int.ricecie.5 of this type of. equlpmant;.&avy 
ir~$ge. not dx?er$enced in t&i' civi1.ja.r" 

I c2 sti,yp,ly ,,~,channels 
27toizAiv;~ j.r:d:!s.;;r;~, t.k.: Co:+o,l.,e:<-j~t,y 

and. m.zny 0th~ factors ~e:r~ invo1vsd; 'i I ,' ., 
:.i ; 

I' 
OnS of the cayses: of: short*?;:es first 'biscoy,2red -,~j~,s 

. 

%zd&hg i@ kits. of rq~.?.ir ~-T$s. 'Uii?cx- this q&;yn, 
tllr-:' piwtica of 

‘5.; 3, kit were "dSt.?.ycd becauao one of tl-+l 
&livcry of ;il':kp,' .? -r-i;s 

~J~?~.s di.ffi.cult Co pr5kl;rc.i .'. yQ~o, 
Tqhen a. kit '<~.s .ope.n:d in th@'f.ie;id to c::t':.:i;l.on,e p;;,&th:.~ iifa+ $,.<,a?e<~, h2i 
rerxkrhg, pT.rts me,& ~ikeijk.ttii) ‘no ,lost c$, Ii-2 i'k & .deter&p~,td-'f~~ 

+ f) 
1 ::, 2; <: f 

ppj&iJy~~] o " ., ;, ,,, / ,; ', ', '. '. ',. ; ,:: : '. -' :I :. ,. : ! 
,. . 

un&& 'I,;& 
,', : 

'&icy eff&&,;.\re during a part &of th;:, .;j:r , s 2.7.r;: .1 .?-i- 9 I ,,., .';,r:yc 
furnished in sets concurrent ;:.ith equi.gman-t or 7,s e-.rJ..;y 7s ;os~ibl.:! __, V-d- ,- i‘+ ','P 
delivery. Like sets were procured, .st,ored, ~,;r;,~$ 3Tss2.;l$, . -i :.‘iJl L 3 me ,5"& t 1-i ?t 
individual spar? gr?rts vJ;ere in short sqo]31y ner.ely ~~c~~,us.c: t'nq h-c: -rjo,:n 
absorbed in spare parts sets ant] wtirc not o.v?!yl.~~.':il~, individ~rally. 
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A number of othqz probl~%~ 7iere'errcount~rod in $he rearg~~niizlation of 
parts sup ;ly, facilities. For ox~npls, it wx sofJp& f()unrj p.(jcc:is?.qT ',o yJp.k;.s 
provision of ~u;3~clying spare parta.for equipment acq:uired in o~erfi~as 
theaters through ot!yr th?n'normKl. change lo,‘ such .m Allied G.?,ti.ons ?.nd 
civilian impressment, 
. 

Cannibaliaa,tion of a:'semblies and/or components from 43conomic~ily 
repairable end items h.?d been resortc:d to us '. result of short".~y of spme 
pr;.rts. 'Cannibalization, of st?nde.rd eqripnent, inoper,?ble due: to lack of 
a fesv p&X, is indeed expr~iv-J .?nd i'r?.s;t:3ful ii1 l,-.bor -nc: ports to b.2 

,permittsd as a meo.ns to provide for other parts in short supply. 

Varying idantificat ion of 'a pirt by diff- 2ri;nt naj or itcn s~Fi.nuf~cturers 
ind by er.ch of the technical services using tha parts greatly hampered the 
interchengazble USC of stocks of s?are pr?rts OII h>nd. Duplicate identifica,- 

*. tion caused duplic.at& procurement, singe 1,3rge cpmititi::s qf part5 .v:ould. 
be requisitioned along with a major item when an a.yle sq6ly ,~f' these 
parts was available in the stock of-,th; rcquisitionung a?;zncy undar other 
manufacturers' p.art numbers. ' 

When excess stock lists and criticrtl statas lists could be ~rcpared, 
-' it was shomn clearly that a need for cross-indexing existod, since ~.ny 

,items were listed under one identification in an excess stock list and 
under another identification in 3 critical shortsg:~ list, A rem,arkab,le 
proportion of the items short in one service were found to by exczss in 
another. 

Deficiencies iti preparation of spzro parts requisiticns were ret, 
sponsible for a gre;:t portion of non-supp?,y blamed on &pots by at&r units. 

' In a typical instance, a report furnished by a comand headquarters~ stated 
that a Iargo proportion of a requisition had be:;n canccllsd by the auaply 
agency. Examination of the requisition revealed that a:?proxim.atelg half 
the iihms concerned were idcntificd on the requisitions by incorrect or 
incomplete part number, or vv'ers obsolete or non-authorized parts. 

. The need for' an Army-wide system of itom identification remained, 
I Various systems were proposed, but 8 SYS,'~:~ *-7 which muld avoid axtansivs 

reprinting of supfly catalog sections and ohanging'of sto@ records RS 
well as package-markings -was not found in time to be effective during 
the w5.r. . 

In,December 1944, a critical shorta, -e of major component assemblies 
for certain major items becsme evident, 'Ths reason for th<c shortsge 
apparently lay in th<-;- practice of replaci~i;: whole units wh.~n a s-z~mple 
replacement of a sub-assembly or individual part, would have made th? old 
unit serviceable, ' 

Reclamation of spare parts and compon:<nt asscnblices S~?camz a ~st 
important objective as tha sup;?ly of theso itens grew more rn? mar:? criti- 
Cd. Shortages revoa:Led aither as short-stock items or as items of .?&ich 

Y 5- 
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large quantities were unserviceable wtirc reported to tbi6 a.?propriatc tech- 
nical services, with the requsst that thr:y be, classified as critical end 
thereby assured prior handling in repair instsllatiion~. 

It should be noted that there were occasions; when suooly of s$aro 
parts exceeded demand, This, usually occurrod when a. major item was 
approaching obsolesonce or VS.S being reDlaced by an improved model, * 

Having given this curscry rovicw of some? of t-pLG c~,.Qses of tile uw 
balance in su-;.:aly and dercend, may I ;.ddrc::ss your zttentio;: to the brb.z.d 
factors involved in thG dctsrmi:ia.tion of requireaants of snare parts, 
Requiramants for spare parts, particulkrly raquirements for initial con- 

.currant spare parts, 'nad been dotzrminad' primarily on th:: br;sis of 
,. commercial cxparience, limited military cxpsrience 7jnd fnginer;rin,g es- 

tirlatas q The informcLtion.as to usag~e -- thr: most.reli&le moasSur?: of 
need -- which had been collated prior to V-J Day was gener.aLly iimitod 
in coverage. 

No alternative can be offered to the pry&ice of. procuring initielly 
a sufficient qusntity of spar e parts an thz basis of enginering esti- 
mates, the so-called fjavy KJosusr~ factor or the Army Wuosstimater~ since 
much of the equipment was new and comparatively untried, ?.nd for ot,her 
equipment there was ,a que:,tion 3s to the vzlidity.of ?sC?cetiao -..zs~.~e d?ta 

I for war operations, In itself, this procedure could be mads r::+sonably 
safe provided usage data were developed as soon as possible .q.nd. tk :.:?xi- 
mun of flexibility had been obtained in adjustirlg concurrent scare oarts 
procurement lists and estimates of rcquiremants to take into account 
ac$umul.atcd usage experience so as to orov ide dt3f3nsibk cslcu~intion~~ 

x ,, It ,appears th?t only during the last months of th2 ws uniform ?rc- 
cedures were instituted within some t~::chnical s~vices :rnd bure,?us, ivhich 

i required review or revision of concnrr@nt spars parts. procurmcnt lists 
and estimates to take into acco1.Lnt eccuinulzt,ed us~g,-~ axperienca. so hs.tti 
furnish more satisf.7.ctory procurcmsnt of spore parts 
ini-ki&,lissue. 

for rapl:nishmWc of 

The needed increased quantitias Cabsorbcd 
as well as in transit or pi.pelin2s of supply, 

by dispersal of su#y points, 

wzre not realized nor pro- 
vided for in initial an2 replenishmsnt requiramcnt s until b.te in th.:: we, 

There was, howcvzr, a lack of uniformity of methods, rend in cxt'ain in-~ 

stances tharc a,)pe?rs to have been a. lack of c3ntr?lizsd direction and 
!coordination within thG technical sGrvic:s or bureaus in establishing 
spere parts lists or in estimating reqiiircaents, 

The policy to review at &c&d periods all aluthoriszd al.lrs:niance 
lists (or their equivalents) ~~stablishd for fixed- and inobil.2 suoI>ly 
facilities in order to determine the necessity for revision+s to reflect 
changes in usage was only applied during,tho last months of th3 l~r, 
These allowe.nce.lists ar ti an i:n;2ortant factor of requircmdn%s as ~211 3s . 

‘. 
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2. means for controlling the distribution of materialso h continuiilg re- 

view of inventbried hock on hsind,, needed dispersal ar,d ,p'ip'el.j.Yle faC?;OrS, 

replenishment time-, and procurement lead-time factors may hkfb &lpl-OV~ii 
: 

procurement. 

We have copmsj.dered same 01: the CaUSeS Of the unbalance of sup:?ly and 

demand of spare parts 8~ well as problems of requirements. Let us now con- 

sider the situa$ion relative to prOGUremente 
. ..* 

The policfof procuring large quantities of spare parts on *he basis 
of initial spare parts lists concuryently with the end item raised SeriOUS 

problems. Ghile it was necessary t,o follow this policy in establishing 
initial stocks of spare parts, it inevitably resulted in some perpetuation 
of errors which were understandable in original estimates. The practice 
of procuring replenishment spare parts on a basis not in accordance -cflith 
actual usaqe data accentuated the problem. 

It is ,ielieved %hat tne practice of procuring spare bar-ts. on the 
basis of initial allowance lists concurrently with the end item shou>d 
be limited to the initial procurement of spare parts and should not bc 
permitted for replenishment procurement when there has been stifficisnt 
time to accunrulate usage experience. I%orcover, &en additional major 
end items are being procured 'for replaoemont purposes, s?are parts 'or 

.such end items should not be praoured ordin;cl*lly ,211 the basis of con- 
current spare parts.lists, Stocks of spare Tarts sh.ould be cst:Wsh~ed, 
for the end items being replaced and all spare Fnrts procuromont thcrc- 
after should be on a basis reflecting actual usage. 

There may be a few exceptions, but in general, lore satisYaotory 
- 

balance in supply‘and d'emand can be had when prooureme;A for replenishment 
purposes is made by indiviidual items based upon a review ofourrent 
inventories, outstanding contracts, and the trend of actual roplacem.ent 
demand for such items as determined from stock control records modified 
by projected operational plans, as well as any planned demobilization of 
equipment. 

: 

Procurement of spare parts generally had been a1on.g vertical lines on 
an equipment model basis, This resulted in wasteful and unidentifiable . 
dupJ.ioation in procurement oaussd in part by the lack of knmvlodge of 
"parts interohangeabilit;r," The development of interchangeable parts 
data should be continued and kept.currcnt by the technical services and 
‘bureaus in order that requirements bc computed and procurement directed 
along functional lines. Furthermore, when interchangeability is es- 
tablished.with3.n a,te&inioal service or bureau, the next step should be 
the correlation of such interchangeability data among the v~.+ous tech- 
nical services and bureaus. 

Although the rapid exIjansion nf programs during the v~2.r nreve:ltt-r! _ 
in InanY casts tic ;procurement and use of standardized equipment, it is 

- 
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mandatory that more 
I 

attqntion 'be dcvoti?d in th;l futaro to t'hs formZ.?.ticn 
of stzndardization. and si?nplif.icatio'n progr~ns, A prcvio 1.i.s le c hsx nnd '1 
seminar h?.vve discussed those subjects. 

In viep afthe past mc.thods used for stc:tiag reouir::ments and the 
resulting seripus.~rocureaent pro~>.Icms, effort should be directed to 
develop proco'ddurcs which sviil insure iiniformity <and. fi.&ibi.li.t$ I.3 ad- 
justing or cancelling outstanding contracts for spare parts in or,'lie'r 
(1) to reflect cbangas 'in accumulated usage 
early. c,hange-&er .to ~procuremont on 

zxlscr ience , (2.) to pcrm1t 

reflect the changes brought about 5 
x-2 individual item bz,s.i3, (3.) -to 

y &$sioyni;nt cf il-,t.orc~l,?~gc?-.bio ~p3rts 
! datq c^ 7 .qid ,(4)’ to &omponsatc~ for ;Jn'o;!.lanc!od or excess stocks. mr~3o.v :r, 

in viowof the dz&gers of 3~1.: cre--.tion' of ,excess and obsolete stocks, 
.cons,iderati.sn should bo given to limitIn;; doliv+zs of m?.teri-nls under 
outstanding contrlacts (by mcndment to the: ccntr~~c,-ts, if "i> ~~:$?.ry.) to 

p rates not to exceed maximum zuthorizod d,Aiwry sc?wduIos. 

To effect ::lore ;fficient procuremsnt of spnrc p-As,' it is'dssirC?.blc' 
that action be'continuod to czntrG.ize th.2 procurement of al.1 cozi!on ltens 

within atechhiezl sirvice or bureau, then, as thQ noit 'step, the.; dsntr:Tli- 
%etion of procuromcnt pf all c~oinmon itms zLin t&i> tochnicn.1 'si:rvice or bur- 

'. em .hav& the: N?j Or' intoreSt, and ~vcntu:!.ll.y tho ccntr-1i.a -:tion ~ithi:: 
one technical &rvice or bur .au of thz pro&uramc:nt~ of' it:~:ms' c,cx$;$?n .!;o 
two or more of the technic76 scrvict-;s arid bur:z5w. " I. . ,.', 

'We have bri,. ' sfl-i consfdcrcd a fcW of thi;'pro'ol..ms of requiremints nnd 
pr.ocurement., I,dt US‘ no-fir turn to the distribution of S~TU ?arts. One of 

,the roost, difficult problems concerning sp?.r!: paTrtq,?:zs~.in ac$ir3%1~~ ssticr 
tive and effi@ient:.distrib~~iopl The;lapg period of timewhich was,con~ 
sumed by th3 mnny functions .which hod .-Co. be :~~ried out be,twocn rc/3_Gsi- 
tion and deliwry in a~dv,anctid artias acc~,ntuatod VA; probl~.$. ~j.stribirticn 
problems arc believed to h::ve iz>un mar,.,, inqort?nt .f%tors during the wx 
than actual scarcities of sp,:re \oartS. M?.ldistribution wilJ, advcrsr;;l..y 
affect the most completti and r?ccure-te cornpat-:tion of rcquir ment.s; It 
wili unnecessarily use up our critical. r-~ m :terials ?nd. owrburdan the 
best scheduled, production capwity. 

T&i key to the ef",. 
: *.:" 

fictive solution of th.> distri'oution pro?:'Lzms is 
ssi:;intific selectivity according to known needs, In wny ins-L:ncos .-it 
was .indicated th?t z?proxirn-:tc-ly 85 percent of ,a.ll s~~?.I'c ,p,??rts require- 
mcnts could hs-ve bc-en filled out of 10 porcont of th': totKL~numbor of 
p9%s cnrricd in stock, T‘nis indicr;.Lzs th?t i f .nropdr distributinn Is t:! 
,bc h?d, 'continuing studies must bz m:l.dc of .9,ctyj-.l ~JS':\T~- ij?.tr:'in c;r&:r to, .,>" 
distinguish bctwcen tht; "fTTst-,movizg, 'nigh-mrt ~.?Lity" i? -:rts, ~snd .th<.:. 
l~slow-moving~~ pwts. 

. . ', 
IVa:rtime oxparicnco. showid thc:t the: 1 .ek of (L} kno%~icdga of int-.Qr- 

changeablr: p,?rts, (2) propar i-dentificeticn of p*:rts, (3 j oron dofini- 
tions and cl.assificrtion of so':rz parts, (4) propr scr 33nix;g :, nd. t c: chni- 
Cal editing of spare parts requisitions, and (5) disuc s-d of o%solzt.: ?.rid I 

1 
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excess st.ocks, made th : wartime distribution sys'i;e~ .',eSS e~~ficient, Sur- 
veys in the field also indicated that a.$ several 0 f tile AdvanCs d, L, :,.'3-> :--r : J 
Bases, s,?z.re parts received had not been unboxed or bijned. fiCu.ch of the 
problem ofspai-e parts is attributable to imsro?er an5 unc3oordlnnted 
packaging and packin; ,methods as well as marking of oantainers, There 
were rep,z~ts of inefficient handling end ~.YAc of technical sug$Ly W~ow- 
how," These conditions were under process of correcti~:n as more experi- 
ence was gained iil Sq2Iiy zase 0perati:ns. 

Studies should-be continued to determine the best :m~ns of insuring 
that usable ma-,erials zre plsced back mto thr: su? ;ly. system P,XI tlnk, 
elrrcess or obsolete stocks me mcde ,3v,$J::'r~le for discos:-.1 'when b:isc,s in 
the advanced-areas be,eome inactiv?-ted or XX? rcll~~~!-~p, It is 2ecessmy 
that equipment and spsrc parts be s,-I.vaged or rec;nditi:::ned ~,s s~.~n as 
the b?ses in the rear are;.s baccme inactive bec?.ise of thz Mgh rate r3f 
deterioration. In additio'n, knowledge nf th,e f,acilities and ec~iipment. 
located or to be located in advanced areps wo!ild provide more det~~i1le.d 
information as to equipment populations and the tip"se p,-rts neccss:37y for 
their maintenance. 

'$e have considered some of thj policies and sroced?lres wlhich rn~y i;:e 
set ur, for accurate computations of rcquirrments to resu:it in mCre ;i.X:?ly 
procurement as well as 2rovidin.r: far efficient 2nd selecti.ve ti.ist;rLt;:~Cio~ 

of spare parts. To impZ.ement these Trocedures me :yxst devise th<: :,roTer' 
administr&ion 32d cont,rols. 

The key to the effective solution of the s; :re parts ;zrobl.em is the 
establishment of controls which would ecniit i;he 2eve~opnlect of cmqlcte, 
accurate us,age da ta 2nd st.ock and invento.rg records c';.s wol I.. t1.s ~.>reya~r;+u-~.ve 
maintenance anti sLlp&3ly discipline to ,?reTien+; ej,ti:er insufficient or :?;:l- 
cessive procurement. 

In thz final analysis, th2 controls ~&ii.c% XU~ y st,$&i.~~.od :>.re only 
as effective as prescri':ed re@.le.tions relative to thase activities 233 
complied with. 

This groslem involves questions of cr~;;7,.ni~~~."jioY; ;-::;cj. ?i-fj-is$n of 
responsibility between the v?.rious techn _._,_ j c. .7i seyices -.llcj py,?,9 camm2.nders 
and it is not the p~,~rpos::? of tiiis gresent-Aion to 3e :j?6:ciw?ic irL c<i.sc:us-. 
&.ng this aspect.of %ltac probl.em, I-t is balieved, Ir~owei~r, that a neater : 
exchange of informetion Amon:: the various te chnicnl s:rvices and iQi?reFzus 
and the area commanders as to'.me.ans a& prcce:?urns :Yor developing more 
adequate controls would result in considerable ~;;$y-pJ"~^?erlt ()'c'F'y' i;rc;!t;::-!$y&: I _ .-_, 
used in the past wzr. 

There still were weaknesses in the inventory,,?nd ' ' .5-L 3 c K , I- ?, ../ 7 c 0 1 I ii I.1 i 
,* systems as of P-J Day, So far as spare parts are concerned, 9: i.s.yvi+. nl::c- I. .L '5 

essi.ty is control of inventory 2.t e!?.ch point ,. ;;rittyiri .thc:: s:~r)-_?iv ST/‘?+ -q *Jo * 22 ."d' 
a3 near the cperr2ti.n~ level as is ?r;:cticrble under XWY ccnditions in ord;..r 



‘. 
&STRIcTED 

1 to key,procurement to issue' for use. As pointed out previously, it is es- 
sential that accurate and prompt information on experience be Secured for 
correction of estimated usage factors previously set up to determine both 
procurement and distribution. _ If study indicates that it is practicn.ble 
under war conditions to extend inventory and issue records beyond the 
continental United St:&?s, it apsears to 'be extremelyLdesirabie th& this 
be done. It should be noted thnt some of the technical services 2nd 
bure-au~ were making.-nrcgrsss .in .this.directi@n. - . - - 

&1uch needs to be done in st2ndardizi::g spares and s;?are >arts nomen- 
clature and br:c_ngipg about a olearer understanding of terminology general&, 
The lack of stnndardizetion and proper under standing of nonenolature be- 
comes obvious in any study of spCare parts problems. 

Studies of interch2n~~eable 2arts were underway before the end of &;blc 
war, but in general the ef_'ort expended. had not had ti:;e to show subs-?-.nt&l 
results. 

Various production problems still existed. There is a question as 
to whether proper considerstion had been given to securir.:~ balance bet?wzl~ 
the production of complete end items and spare pa&s, Ths lack of bslencs 
in some instances had been caused by administrative policy, vhich .:l,axd 
emphasis on the production of urgently needed major end items and the 

‘preference of'manufacturers to produce end items rather than spare y,,-.rts. 
Wr3le this policy was understandable in the past, it is believed th:;t 
increasing emphasis must be placed on maintenznce Trobiems in th;. .fu'ts.rc;. 

There also appears to have been a lack of s;?fi'icient Fersonncl,, 
particularly qualified personnel, to handle spqr:: perts e Wicientl-7 4GhWl&. 
the various stages of requirements, procuramant, distribution, storaige, 
preservation, handling, issue CxG steck dontrol. Thz effici.::nt su:~pLy of 
spare parts is a highly technicnl r?nd complicztzd job, %neri. 3nco is 
required to analyze and adjust prccedurcs under offectivti oont,rol., ?4G-ch 
must be suffi&ntly flsxibl.2 2nd subject to fr,>qilent revision to :IE,Z~ the 
unpredictable and unforeseen demnnds of WT. 

I submit that the imTorta.ncr:: of the spare parts problem should be 
recognized by the setting up of a separzte Spzr3 3xrts Control &flit in 
the War Department Genera.1 St,:ff, as well. as in the 3\jp:~y, functioniilg 
in close coordination. i beiisv2 Gx importancp of L nropsr ;beiz.ncc ii? 
procurement of spar? Farts should be furi%eP rdcognized-by having a 
general and a fl*a.g officer essigned to s~'rve as directors of S~J& Units. 

The spare parts problem ia one of tiany ramifications. In a genaml 
supply control division of the Army or I\iavy aach of the branches or sections, 
whatever they are called, are concerned primax-+; +-y with thair particcl.~~.r . . mLsslon. It may be requirements, distribution, stock con?5-01, or mainten- 
ance. However, the solution to the problem of spar,2 parts has to cover ,zrjd 
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has to be considered from all of these phases. It is believed the several 
problems rellativo, to spare parts csn be considered for-Sinultnn&ous, ccordi- 
nated action, to .srrive at solutions which car: 5e resolved Ynto ;joli.cics, 
Therefore, my opinion is that we. should have on;: Gnit of ths Army end one 
Unit of the Navy, reportin; f* directly to the Dir~ctcr of the Servic-, Supply 

'and r?rocurament Divrisionl, and his opposite in th- Navy. 

Thesc &its i;?ould.serve as directing, coordinating and policy making 
agencies on the following, IS wsL1 as other f,acets, relative to tha spars 
.parts problem of the respective technic,21 services and bureaus. 

1. Establishment of maintenance and repair policies as .to: 
. 

a, Practic.al standards of acceptance after repair to assure com- 
bat servicaability and safety in use of equipment, 

b. Ef.i'icient and operative shop ,and fi.eId repczir procedure and 
-methods using latest technological features. 

2. F&sic concurrent and replenishment requirernont f?.ztors, permitting 
.r flexibility and rev&ion, to reflect us.age in meintencnce and rc- 
. pair,, to include stock needed for dispersal of sup:2ly osi.nt,s ,and 

intr-tnsit':or pipeline absorption, loss through cagturl: or ;7b~??-n<on- 
ment'as TJvell as -other recognized losses under varied gjobi?.l con- 
ditions of pence and VI-W~ 

3. Preparation of ?nd periodic distri?>ution to all using ,ygencics of 
accur?.ta and complete ,??rts c?talogues to ;?rovide; 

a. Listing of spara parts identified by nomenclature, stock num- 
bcr and illustration. 

4. 

7. 

._ 

b. Complete inttirchangeable data, togathsr -.vith functional :?nd 
emergency dimensional interchange. 

C. Allowance lists or their oquivlzlcnt for a.ll echelons of sup- 
ply,togothsr v&th (a;:provcd authority to sanction emergency' 
rev,ision. 

IdentLficatlon n.nd inventory of spare parts on h?.nd, disposal of 
surplus and proper prese.rv.~.tion and storage of balance. 

Controls of'field issue end practical conservstion of spare pxts. 

Enforcement of gracticxl preventive as well as preservative m?in- 
tonance. of major 'items. 

Simple and sufficiently complete stock.control records <as mel'i as 
achievable Zone of Intnrior and Theater of Operation in~ntory 
procedure and controls, 

.' 
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8. Priorities for handling and shipment of reqzisiti..,ns 'fqr sp.are 
parts according to relative urgsncy of need. 

9. Improved communication and transportation of spar:? 'parts ~~?s~:tJ. 
on priority of rwad, 

10. Proper and coordinated packaging and packing; for varied global * 
climatid conditicns as well as indelible and legib!,e marking:; 

I on exteribr shipping znd int.wkOr stoq!;e CO??t$.-el'-j-S -u 9 

1-l.. Mandatory concurrent Drocurement of spar"3 pmts -in a:>propriate 
relation to contr,wtsd quantitias of ma,jor end it:;i!:.s, 

12. Training and assignment of sufficient and qualified nwsonncl to 
th2 jlighly specialized 2nd tzc.ilnical pork rela‘i-i.vo to' r6quirsn:+nt 
procurement, dist,ribution and sup,;Iy of sp,arc parts co~~-di.r~~te 

with approved maintenance cand repair programs. 

The War Department has recognized th\: importsnca of thzsi? *probk;ms, CC 
indicated by a Sentiral Staff Supply Group memo of 2 Deczniber 194.6, I! St.@ 
of Spare Parts PrGblem.*' May i quote ono sentince from t,hat memo, 

TfIt is nzcessary.that the wrtimo k~xperi.cncz~ 0, 
agencies in all aspects 

f th.:: Jar '"p yrt;a;:fit 
of this supply problem bc an-llyzed; ti-;..: glo:Li- 

ties gov,rning the probl.zn be evaluated, and. tkt a Continuing st.ud.y 
be instituted in ord er that the: most effective solution o,f tk v;'r- 
ious phases of the spore parts j?robiom mj.,$ht ix rf.:::.c;h~Cj.~ 0 

Similar action ,by the k!vy .to ~ccntrnlly dire& and cqordirre.te the 
activities of the respectiv? bureau3 x.ylativ2 t3 sp.ro p8.rts will be an 
important f'~.ctor in the resolution of many unsolT;cd ~robless. 

At such time, as G civilian super coordinatiqn,,k~. ,Tpi?cy is estab?.ished, 
the directors of the drmy ;tnd Rz.vy Spare Parts &ntroi lIn:i.ts shoul.5 bz 
under tho:,di,rection. of a hi& ~~VOTL officid. of such civiLi,m yacy to 

,assure that activities are ccordinattd, and controiled to the: oww-all 
advantage of the military, as mcl.1 as civilian economy, 

As I mentioned befor:, me ar., having Ca szminrr this >ft:zrnoon i.t 
which representatives of the &rmg, Navy, and. Air j!'orces -uill be ;zrcs::nt.~ 
It m:ly be tha.t you gentlemen .;>/ould prefer to hold your questions nnt il 

> the 'seminar rathw than continuing at the :>ros;;nt time, Butif.th~ro ,x+:: 
any questions at this time, I will attempt to 2nsxr them. 

_ 
No questions? Thr?nk $0~ v':ry much, gentlemen. ' ' 
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