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THE NAVY LOGISTICS ORGANIZATION
17 October 1947

GEKERAL 'cKINLEY: Gentlemen, yesterday in the Organization and
Administreation group we were fortunate in having Generz2l Nelson give us
the Army side of orgamization, This morning we are going to look at the
Mavy, with particular emphasis on logistics.

We are fortunste to hezve with ug Vice &¢dmiresl Robert R, Carney,
who 1s the Deouty Chief of Naval Operations (Logistics), and, as such, 1s
the man responsible for the activity, You have his brography; I need say
no more except that we are vleased indeed to welcome Admiral Carney to
the platform.

VICE ADMIRAL CARNEY: General ¥cKinley and gentlemen: This morning,
in trying to cover this somewhat estensive scbject, I am going to follow
out a pattern which 1t mignt be just as well to explawin briefly. I am
going to give spmne introouction and explanation of tne growth of logistic
apprecilation and the way in which the legistic problems have been solved,
I am going to outline the more or less inevitable sequence of events be-
tween tae arising of the neec for some particular 1tem and its final
delivery to the ultimate consumer -.rc . 3h the muzzle, I am going anto
the various phases of logistics whicn anvolve Lhe operational people,
Tnat 1s a point I will emphasize to some extent, I will briefly mention
the unification implications, and then descrive the wavy planning system,
vith a few odds-and-ends remarks about the tying-in of our efforts of the
other Servigces,

To bte handed a supject like "Navy Logistics" 1s not unlike the ques-
tion I just told General ¥cKinley about. When I was taking my Junior
"Lieutenant's permanent promotion examination, I was told to *“discuss the
strategy of the Pacific,” If I had known anything at the taime, I would
5t111l have been there wrailing ebout 1t,.

The scope and char~cter of logistics 1s something thrt 3s determined
entirely by the character of the operations anvolved., It wns rother
limited 1n World War I, so far as our Nevy experience was concerned, be—
cause our tasks were simple., e rode tie British t=1l and they disposed
of the German highe-seas threat, Our job w=s primarily one of antisubmarine
business. The logistics (the support of thosec ships »nd the meintcnance
of them, keeping them in operction, supplying ourrown particulsr require-
ments cbroed) was not t0o complic-ted,

Our thinking was later confused by the Bettle of Jutland, For many
ye°rs =fter World dar I we concerned ourselves very largely with the -
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tactical aspects of that engagement. It influenced us so profoundly,
nerticularly by emohasizing the importance cf tactics at the expense of
campaign anc logistical olanning,

3

*

True, thors was sorme appreciation of logiscics; that 1s, the treme
dous material elfort that was reguired for a surtained operstion as oppose
to a tactacal or onc-battle job, It maniiested itself in what we callzd
the Orange Plan, which was the Navy's concept oi wnat the war would look
like 1f anc when we tanzled with Jopan., Looking over that vlan, after
this wer, 11 was zoparent there was some very reslistic ana sone very
clever thinking 3s 1o wnat ths roquarements would be, wath this exception:
altnough the i1nitial rsquircments were generally quite well appreciated,
as te the establishacnt of bases and the shipping thal was going 1o be
irvolved, that 1s, tne tons per man required, the guestion of resupply,
tied ainto the mattor you gentleomen arc so grestly concernad with (induse
trial potemtial of the country), was not fully apnreciated in the Nevy
Depertmcent, If 1t were, 1t was corta~nly not made sppzrzont te industry,
Consequently, there was not a nationsl appreciation that it was an all-
hands! and ships' conks! mancuver to sustain z long, drawn-out campalgn,
There again we, I think, were derailed a little bit by our overcmpnasis
on tactical proficiency rather than a sustaincd cffort,
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In 1940, I had an opportunity to italk wath Admirel Rich~rdson, At
that time we were throwinz our weight abtout and rome werz even saylng twe
or three waeks would be ampnle to dispose ¢f this Japsnese trouble that
seemed tc be cropnint up, There was sorie discussion of sending 3 fleet
out on a good~w1ll mission to the Netherlands East Indies snd then Just
cenducting a sit-cown straike on that part of the world,

idmairal Richardson called 1n, one by one, several ycung officers that
he thought might be concerned in the trouble thet vwould eventuste, He tol
us some very unclessant factss He szid we qia not have replacemsnt ammun-
1tion; we nad abcolutelr no tankars at our Jisposal with which we couald
replenish the shaips on remote stations; we had no repair facilities afloat
we had nothing stockpilea to suppert the facilities we neeced; and that
the United Staies Navy, insilead of tein- a very hot firecracker for 2 long
war, was a very camp firecracker, Oh, yes,we could hit the tarzets in the
air ancd at nicht, but wnen that lot of pullets was gone and that carge of
01l was expended, we would not, have what 1t took, It wes a very disturb-
ing thought., It haa nol been hoistad aboarc throughout tne Service even
as late as 1940,

Looking back over the racords we zlso find that the military, both
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the Armv and the Navy, had doae some fairly decent thinking on the subjec
3 v

of industraal mobilizatinn; out, anfortunately, 1t carried the stagma of

being a military plan, which was .iot ou good, So 1t wns washed out and

much of tne hit-and-miss, nigh-level organization, which was established
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to hsndle these problems, would probably have been better done 1f the
Army and Navy gonception of induscrizl mebilizstion had been follewed,
But there was this stigma of militarism and 1t wrs not acceptable,

Jow under this unification thot 1s not going te be true, bec~use the
m111+ary services are part of a thinkino tz2m which will determine the
llationts stretegic problem; help decide whst we should do, and helo deter-~
mine the fercibilaty of coing 1t, .

This 15 going back into felklores 1t 1s not documented, but I thank
I =m rezsonsbly cor“\ct in the story I om going to tell, In 1942 1t wras
cacided we nrd Lo ston the Jzpcnese ~dvance somevhere, It was determined
ta~t Gu“dalCinﬁl woulo pe tie farst full trasl ol strvacth. Our forces
want 1in on o shoestraing un-t would make you shudder, =s ws ook -t 1t now,
The people who were femilasr with logistic plarning, familiar with usoge
tables, ~na wh2t was rcguired an that sori of an operation, uf ilney knsw
28 ruen tnen 7s we know now, ¢nd hed had the experaence wz hove had now,

I thank vhere might h-ve bezn grect hesitancy about andertaking that job.

An Area comiind had been tormed, It was scet up under uvnmified command,
& very thoroughly im>lumented unifisc comme d T thaink that renlly worked

1

never saw any 2vidence oL 1ts not ‘NOI‘KlI‘.g.

It began tc beccome rpo-ront at that taime thet the Nevy had requirements,
the hlr Force had requirements (neval ~visatinn wns in witn the Air Forces
end the cliied forces), and the Ground Forcses had requarements, Eech one
WSS CiakKlnhg very gencrous ~llowances s Lo his own roguircments ~nd takang
no chances rbout ¢sking for plenty,

Shinning was scerce ~nd the reglities of handlainz a cemprign forced
certain commen~sense solutinns to the oroolszms, It wos not exncily what
w2 “ould set up today, knoviing whet we do, ancd witn the Lhinxins ~"ong
thes< lines n-ving boon somewhot formaiizwc, oo 1t worked, Thzy had -
Joint Logistics Committee, That iras a group of. Army, L1r-Forgs, and navnl
officers, with New Zesland r _presentation, They bzgon to work “lt polilc
The- siork they diw corresnonds to whot e h-ve now in the Navy Dop-rtmeat,
kncwa 2c the Logistics Plans Division, which I will mention l°tcr.

125,

Like 211 of us policy fellows, whon trappad into doing ~ny “ork, e
find 1t necessary to st up -~ working-level group, So 2 Joint Workaing
Boarc of common piopls was sot 1o to fand out just <xactly whoat wrs needed,
how much, what 1t looxed liake stowed there 1n 2 ship, #nd wnat the dzad-
woeighl tonnege end the mzasurcment toenn-ge would be, «nat tne supply rate
should be, 2na so foruh,

There.wns also a Jeint Furchasing body, whicn 1s of no p riaculsr
irterest te you gentlemen here, Thet was for.the nurpose of asgquarain
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tnings locally., In ctkher werds, fer foraging in the antipodes for whet
we voled get and whet they miznt nave that would bs of uss to us,

That 18 the wa2y the syst:u develoned in tne Scuth Pzcific, e nzd
to do 1t, I»w i Washingtcn the sopreci-ticon of - prchlea was sorewl.ot
slower, That 1s always tc be sxuvected, When tne other fellow 1s shoot-

ing at you, yoa are quick with your
tendency to woncer whaot thece, oh,

But, here, there 1s
talaty peovi. 1n the

v o

ihinking,
roiner low-men

field sre asking gquestiors like that for, %e -1l knew thos, Bit in +the
Mavy Deprriment 1t guickiy becrms soserent taat the cxisting sestup 1n no

r1y ~usworad tiae prollen, We had s War pPlens Davision, wailch was 7 very
nign-vower, high~ievel, policy zroup. Bub there sgain 1t wes policy busi-
ress end the golrcy fsllicws do noi like to do det-=iled wnrk,
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Ihe second phnse 1s procurement, which we recoznize to e » romumercinl
fancticne. In thz havy Degortmernt too t 1is randled uncer the geonernl suzer-
vision of tne inder Secritsrw of the »avy, (If 1 ney ais rass for a minute,
tha systerm 1n tze civilian secritarist i1s Lhau i1f onc of those zentleren

apoens to be promotec by resson of 2 vacqoney cccurring up top, he tokes

ot+ wi®a him, which they conceive bn o0& sound, Certeinl- there can de
ne guarrel witn th-t Locoust the nev incumntenl does noi hove to bezin ~11

)

So you have, first, tihe Strbsment of Mlitary hequairsments; cecond,
Procurement; =and th= third 1s Tis-ribution,

2 elements of distribation which 2r. of ~ commercizl char-cter,
cments 0F distribution whash ~re, ~g-in, purciv -l LLt“ry. The
militery oftcn sy uht things ~re necded, then wnore t“,y want Lo fsserhio
them; how they want tnem echel

S L
lon.d; hOJ Eh“y saat, thom de 1 iver ¢, Th-
nechanics of Adsliv~rain, thom e -

ntirag forces in ths forw-rd »r as
ars ~1lsc »Hrinarlly mﬂLtarv.

,Jv‘
jay

Thowz 1s ~lsc = conconi of lozistics win c" w1we the orobicr 2s ond
¢f consumer andé prod.ceer lo.istics, I thunk th-t thet =ffords -~ ree=dy
handlc to thne subjeco of » cootain wype 2F Alscuforon, sat I do net think

1t 1s porticularly rol-i-ny hers,
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In th: develement of 1h over-~1ll logictice »roblei, A2 o 13 70 M-~
svaiteble szcuence o. «vones which mast to follo.:d no matt-r wast thz
orzanlzatlion Wy Lo, Aot or 1L 3s the trre. inczoonsent an rothir
loosely conrdin ted services wo had durang the wor, ¢r wanthor 1t 1
more t1htly conrainctea wd r1e2lly integer-tod result we ope ve s
of thg amfic ticn, Lacre rre neverbineless cort an taings thot aust hronzr,

In the farst slece, were 2zt statom.nt ol = ctr.tegic concepte We
have a Jeb 1o ¢o 1a » certoin part of tnz world, e will be ¢o os d by
certaan forc.s, There 1z ~ concupt f nl Ch 1041brt cf milit-ry forces
to do thst joc, Tn. nuxu step s for crch of BLW TOrCis COne 5 to derive
1ts massion from the str=abegic concept. "I 711l q wre cavrt-in navel

s

forces, cortain fir forcues, or curtein ground forcun to “¢ T Job thol s
heing narded Lo me," From vne stotcment of Jorces, I, 2c 2 novel oflicer
would derive the numbers »f shans, pl-n=s, ~nd 11 o7 *ho sirews of wer

1n Terms of ¢nd procucts of - g nicel

v

+

Next, c~n we obt~in thes. things in tiw  te 2wt bhl roguirements of
a strategic »izn? “ic ro into ta. technic~l burzous ord scee whot Lher

con do 1n tho why of srogarement, Lhoy, 1n turn, will hov: e go to the
Menaitions Board to sel writacr or not tac rnoustry of the country ¢'n omet
our nr:eds,
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Losh, L5 tie one that actnallys coordsn
c] rr rrquirements of Lin-

the extent trt Lherr progrens fulls L tn
C naval Dperatlons,

Under the unificaizon sore ~7 “he sarv-rig solubieng widch vwere reac

luring Ule vrar can now te Sred In Ll an ovéerld T Anl orogsoessive mamer., L
s 2083510ie e nave a aational siratesic concente Tt 1S posgible to de-
velop, ratserally, “hie Teasioilaty of Loat sirabczie coneert. Fron s
~07xstaes staadroint we actually rnave ntrcduess o r general levels of
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Al tie next level we here the laticnal Defense Establochment "owvel
The JC3, whrca ol course 15 2n v ser

te the first Jevel, ¢'Co han a job on the sceond level., The 3~crctury of
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