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DISTRIBUTION SYSTTi

7 January 1943

COLONEL HOENCR: Captain ¥opthington, distinguished guests,
genblemon:

¢n L was "in Zurope I had no chrolnin, You know that colorzd troons
(of which I had my sharc) need religion, So, as commanding officer, I
oracwcded to be the prascher, Ny sermons were often writben about 2:00
a.m, on Seturday night, while I waited on calls from Paris and other renr
arcas which could reach us only then, This narticular Saturdsy night
I was vory tired; I knew what € wonbtszd to use as a toext so I did not
bother to look it upe I gnve it a chapter and 2 verse. The text was,
"o thine own self bu true and it must follow as the night the dsy thou
cml'st not then be f2ise to any man," I prasched I thought 5 very good
sermon and had pronounced the benzdiction, As I was lorving my sube
sistonee box pulpit, an enlisted mon toward the conter of the congro-
gntion ros< up and asked me for the chapter and verse and s31d,"I knew
Shekeepesrs was sup.osed to hove stelsn from ev.ryone, but I ¢id not
xnow he had quoted the Bibla verbotim,®

This morning, guntlonsn, I am cuite sure o¢f my text, thouzh I fael
that some of you moy disagrec with my interpretation »f it, For that
reason I shall leave naple time for guestions. The boxb is, "The
Distribution System for the irmy =nd Air Forces‘un§er-Unific9tion¢"

Before we go furthcr inte the subject, I wish to cmphasize that
the most importsnt factor in distribution is the placing of supplics in
tiie honds of the fighting troops whon and vhors they sre nszaded, Tho
soldier in the line, the men in the siry and the scilor on 2 fighting ship
~re the big first team, It is up to us to keen that te ~mosquioped in the
wort effective monner, An efricicent dlstrloltlon systum is ona which
will deliver the supplies rzquired by the field forces to thor vhon ~nd
where they need them and will be so orgnnized 2s to place the winimun
drain on the resources of the Nation, ‘ '

- War is wasteful at best, and an =fficicnt distribution systom will
ploy-a very demortont part in roeducing the unn'ccssarj wAsStrgLe We Sow
‘during World War IX msny of the resources which i considcred smple for
fighting any war becoeme most eriticsl, We saw our nmanpovior reguircmonts
sxpand until we were scraping the bottom of 'the barrel, Yo matter how
sfficient the distribution system is, ther: must be produced, in order
to fill the pipce line, more of c:ch iten than is actially -anircd o
the forces in the fi.ld, Vhen a n-tion has reached the mexirun nroducte—
ive effort for which it is uithcer equipped or h=g rssources, it bscomcs




nzcessary to eliminate some items desired by the field forces in order

tc preoduce a sufficient supply of those which are more cssential te

thase torces, Thus it may be seen that supplies in dead storage whether
in warehouses, docks, or even in the forward areas, and increascd
requirements duc to duplication of rescrves, poor handling, or poor steck
control ars not only a waste of the taxpayors! moncy but also a very
definite hindrance to the war effort,

fight down tiwrough the ages we have secn cach major wrr bocome more
expensive and require greztoer topnages of cguipmont, Not only are more
people and more manufacturing facilities roguired to produce this
equipment, but morc peopla, more communications, and more transport of
zach type and variety are reqguired to corry the tonnages produced, A
comparison in Europe betwecn the number of trucks used during World
Tar I and World Wor II gives the astounding r-otiio of 1 to 58, A further
long list of statistics could be cited to prove the feregoing subjects
however, at this time I believe that any indication of such ratio
between the late wor and Viorld War ITII illustrates the drain thsat will
be inposed upcon 2 notional econemy, By mentioning the drain on o notients
sconomy, I in no way mean to imply th-t such 2 drain should not boc placzd
when necassary, But it is up to us to-see that this drain iz nocessary
and that our resources arc conscrved whorcever possible, avelding wasto,
duvlication of effort, and, probably above all, time in producing the
items reguired to support an opsration,

An exeellent, exampnlc of the vast gquantitics required for the
distribution pipc line during the late war may be cited with regard to
105 MM emmurition. There wns a totnl of 85,300,000 rounds mamfaciturcde
Only 47,000,000 rounds arrived overscas, ond 34,528,000 were firad,

This picture I om sure could be drawn of other supplics as well, but
these statistics were avallable, thus saving me furthor rescorch,

You had for proparatory reading the lectures given lost yoer by
General Hall, Admirel Buck, and myself, These Jcecturss, should have
given you = fair hackground with regard to the evolution of the distri-
bution systems for the Army, Navy o~rd Air Force from Vorld Wor I doys-
through to the systems which are proscntly in opcrations Very 1livtle
change has occurred in the outline of the systom pleonncd, with the
oxecention tihat the fir Force has roduced its dopots to six now locoted
at Middlotown, Ponnsylvania; Warner Robbins, Georgiaj; Mobile, Alabamng
San Antenio, Texas; Oklehoma City, Cklohoma; Ogden, Ubtahy and Sacramonto,
Californizs 2nd the Army has reduced its planned gensral distribution
depots to -four from six, givins up the idea of ustablishing th. depot at
Granite City, Illinois, but having thy Fifth Army are~ supplizd from :
Celumbus, Ohio, nnd Ogden, Utah, with the Sixth from Pacific Cozst dapots,.
The mechanics of opersation, editing of requisitions, and other adminis-
tr~tive detalls are still in the process of being smoothed .out,




Turing the past yuar, ths nnification of the Armed Forcuss hiss been
accomplished by an Act of ULongress, This legislation gave vory sweaping
sowers to the Szeretary of Dofenss whereby he may cbolish unnccessary
arms or servicoes and erczic now ones whers necessary. The Congress
has allowed but two years for the-zccomplishmnt of unificstion innsmudn
ag a graat dezal of study and asmy recemnundations hed been msde by tho
srmy, Navy, and Air Force ever since the probability of a nmergor or of
unification poecame evident,

Today I shall ondenver to outline to yeu whot is hooed to bo
accomplished on the distribution sicdoe of the Dicture, dcoicting
possible the advrutages thet sre to acerue nnd whore in my copinion-=lch
me stress "my porsonnl opinionfeethic systoms =s now envisiorned arocar teo
be woak or whore I fsel thers is 2 possipility of strungthoning or improv-
ing theme . Theso differonces, I emphnsize, arc personal -nd do not have
tha hlossings or spprovel of any higher ~uthority. " They =ru =lrced
bafere you for your critic~l ~n~lysis =nd evalu-tion,

Before plunging inte thoe nroblem, I might give ths basis for those
personal views which T shnll oxpress, From rmy limited exverisnce T have
found th2t no organization is stotiec, It must corforcc he built asrcund
the personzlitics that arz to form the torms, Thorefore, an orgenizotion
chzrt may be only theoreticnl, I might, in passing, remind you that
tnis sentiment wos previowsly cxorussed to you alse by Drs, Vannovor
Bush, .

1 do bhelieve, howcvvr, that no arttor vhat the crganizatien s it
must look to onu bosst L boord e comdttoc moy undor prossurs ~ffoet a
compromise in - hurry which will meet tic situntion in - posscble meonners
but when the pressurs is pot thore, the2 vonrd or cormeittos heconcs a
debating socicty, lacks eohwsion, nnd positives dirsciion, Onc mon ust
make the decisions ~nd st hove suchority to ornforce ais dacliclons

think that one of tiw best exomplos of - boardls failur. to

acconnilsh its mission wms that of the prowsr Srmy ~nd Navy tunitions
Bonrde It hed the authority to make pelicy but no suthority to zcoe th-t
its pelicies were carried oute Lftor Gorld Wor TI, an cffort wes nsde
te stimulate tae Board by giving it more prostiec =nd nlreing it
directly under the Prosidents This was a help but not ancushae

,

When ny class at The Industrisl Colluge of the ‘rmed Forces studicd
 thoe various agencics of the Wer and Navy Lw partiaents, most of thom wer
enthusiastic over the new situntion of tlb Arry ond havy Munitions Boards
Two of us took cxeeption to the ruport of the cormittzs ~nd subndibod
rinerity roport in which our first conclusion wes: Thot 2 bosrd withe
cut adecquate dirccting power and acuirdistrative authority ls incapableo,
dug to its vary ceompositior, ¢f unforeing the conrdinntiion of opcratisns




by organizations so leng and so powerfully entrenched as the Navy
bureaus and Army technical services,

On the d ay of nr esantﬁtion, members of the Army and Navy Munitions
Board were present, and it was with trembling knees that I took the
rostrun z2fter the pressntation of the committee report to maks our
minerity effort., My heart sank when on: zember of the Board rose beforc
I could have my say and asksd to make o fow remarks, He invited my
attention to our Tirst couclusion and stated that that conclusion was
in the p=st and 2t that date the basis for the foilure of the Army and
Navy Munitions Board,

By unificstion of the Armed Forces it was envisionzd thot thore
would be one voss with full 1uthoritV'to make declsions and run tho show,
The law specifically .grve ths Secrotory of Dofenss, it was felt, this
authority. I¢ further spellcd out thot he was to coordinste precurcement
and end duplicntion of effert ond waste in that fisld, The continustion
of procurcment is storsge ond distribution, The Hall Board supnlemented
by other studies and sgroements went into this phase »s wsll, mnd thore
was publishod the booklet .zntitled, "irmy-Air Force Agrevments as to the
o Initial Implementation of FThe Natlonal Securlty Act of 1947," While
these rgrecments were not the ultimate that wrs hoped for by those
responsible for the report, they «did feel thet it w3 2 steo in the right
direction and that problams. could be solved »s thuy were me t during the
neriod of implzmentaticn,

Iet us look =2t these ngreoments with rezard to distribution and sce
what was 2pprrently intended, whet cifriculties could ba encountor:d
under the zgrsements, ~nd {inslly ses whot the intbrpraﬁatioﬁ‘is ~nd
what significence it will have on distribution,

These sgreements st-tes

7 Mo -Thi d: StIlhdtlw system now sarving tha Arﬂv ~nd the Adr
Forces Nl]l ramain in effect until modifisd by mutusl asgrzemsnt or by
the Scerotary of Defense, exeept that suppliss and squipmert rew in tho
actusl possvgsion of the Aray fir«orcos will be rils-sod to Adr Forco
control under the -provisions of Public Law 253. ) '

"be Suppliss and squisment procursd by ono dopartmont for the
other will be garmsrked for phe using sezrvice and carried in stock as
crudits, subject to user demand, Throurh the fisc2l Yenr 1949, ths fmmy
will continue Lo provide tne Air Forcce with supplics rnd cquipmoent from
existing stocks in =zccordance with. current policics ~na vroctices
excaept ns modified bV’mt unl ~gracment, -

‘fc, Prior to tk@ prepar~tion of the Fiscel Year 1950 Budgst, the
Air Force and the Army Jlll collabkorate in thoe anelysis of stoek co ntrol




ANl

accounts, of stocks on hand or under procurement, 1nc1ud1ng wer reserve

materiel, which were procured.for or in support of the Army ard/or Ar

Force, in order that such stocks can be equitably allocatsd to the Army

and Air Force and taken intc proper consideration.in Dreoaraulon_o? the
budget. After appropriate allocation these stocks will be earmarked

. for the uwsing service and ecarried in storage as credits to user demand.“

ks a result of these agreemsnis the Army felt that it would be
required tc store and distribute those items common to both the Army and
Alr Force cs they werc presently doinge The Air Force, on ths other
hand, envisioned the bulk issue of thesu supolice by the army to the Adr
Force, and they in turn would cstablish thelr own distributlon systom,

Th: first paragraph, which stebted that "supplics and cguipment
now in actual possession of the ifr Force will be rclensed To Air Forece
control," has stirrzd up two interprctations, The Alr Force felt that
;a1 property in use by thizm should become thelr property, whils the Army
argucs that property on tho account of tho station property officcr is
still srmy proporty and only that proporiy actually issucd to Adlr Forees
organizations with their owvn stock azccounts should be reloased to lir
Force control, The effects of these diverse interprotations go much
further than mey be seon on the suriﬂcc, for thoy affect personiel,
storage, stocx control, and multitudinous othor details,

So far-rcaching was. the offect that the Seerctary of Dofensc has
issued instructions thot no transfers will be mads for the time being
sxcept upon authority of nis office, #&lso, he has statod that =11
parts of the agroements are subject to his spgc1flc opproval, which
approval he is withholding pending oroparntion of impitemantation
instructions.

With regard to service troops, it has been decided that for the
present the Chief of Ingincors will furnish Engireer sviation Battrlions,
the Quartermaster Goperal will furnish laundry ~nd bakery units, ~md so
on déwn the line,  One step now being takcn in ordor to est?blish
roguirements and ussge date is that "11 roguisitions in the zore of the
interior will segparate trmv aud Mdr Forece requisition ns.ds =nd the
issuing depots in the overseas thenters will keop that data for the
Theater Commander,

Though, undsr the 2forementioncd ﬂgrkcmunts5 the 4ir Foree wos to
prepars its own budget in 1950, it is now fully realized that it will be
impogeibl: to accomplish this before the Fiscal Yeor of 1951 or 52, The
system of allocation, cocrdinetion of stock comtrol, mointenance of wor
rescerve stoeks, the percentoge of allocation of stocks for foreign aid,
25 well as 2 hosl of other problems constontly present themselves for
sclution, Undcr a completclv unificd systen it is felt thot mony of
these problems would not exist at 21l and many others couid be roselved
in 2 minimum of time with very little effort and no loss of temper,




You will note from ny last yoorte locture thet I porsorn-lly onm on
advoente of contrzlizcd control and coordinntion whorevar it is noszible,
It is my unconfirumed, I repzat "uncornfirmad!, ooinlon thant such is
prosuntly the viow op the Office of the UlTLCuUP DI Service, Suonly,
rnd Procurzment, The plocing intec effect of the Goner-l Dugot Systom
for tha Srmy was o very definite step in this dirseéiion, 8¢ fnr nn the

LTy weg concerncd,

FPeeling thot further savings of personnel, war-housc sp"cu, anc
nore efficicnt distribution for ths Jrmed Forces os 2 whole could b
rendsred, Goneral Iwtes on 10 Iobruary issucd a *ir'ctiV“ the subjuct of
which wog "Joint Usc of Covernmont Ouncd and Leased Focil uulud by . xmy,
Navyy ond Adr Forcese" 4s 2 result of this confircnce the bovy ©
ﬂgr“‘d to sstzblish novel sectiong in ths lrmy zeni ol depets locaned 1
the Third, Fourth ~nd fifth lrry arens and agreed Lo survey ocussibilitics
in th: Sixth ‘amy 2roa and roport Lotor as to the feasibility of cstebh=
lishirg o sceblon in that gonersl depot.

15

Tt is rodt that this stop wes o vwry imoortont nove toward ot 1wvst
o coordin~ted supply systoa for She armed iozc;s; howsgvoer, for one r.oason
or another the oy wpd kavy scow sincc that ting to heve driftcd °>““t°
A rost 911r1n” gxomple is the proscont ctor-g. siluation on the wost coast
2t the Onkinnd Ansc wnoere the MNavy owng and oporates o-rti-1ly usad cold
storzge facilitice, while thoe irmy is forced Yo rent thes. facilitics
from civilian concorns, Thougl cocrdinction dows not oop
in peace, ¢xeept from o budget~ry peint of view, cort-inly it is o
recessity in war and any futwes wor w73l sSlaes an swvon groator aroriwen
on conrdinnil on, '

Theuph ther.s morgy ghoring exouplos of s, ineftficiercy,

and hindronces to the wor ofifort duwreine Werlds TL, T boelivvs that 2
nost cxeellent oxompls of uncoordin-ted distribution occurrcd during the

P 1542 At Hew Onledenia,  To guote Genorcl Lutes: "o ship
stion cceurrsd in Hew Crledonin of guch sorious propertions thot
ny chief, Gencral Scaervell, aispatched i to the Scuth Poeific b
spzeisrl plone to determine the trouble and dtraighten iv out, I found
75 ships in the ntrbor with only 5 berths “V"ll bL Tor unlanmin?; I7
ot arnther shin arrive Qcy it a1d take thraoo uw arlond the groun
riding =t ~nchore Ashior: 2ll forcoes wore competlr: gpnc. Lo store
sQuinmacent,  Flars wore conzestod,  The one small roilway was

Shidps wers being brought dockside Lo sosreh for s, hirh Jr'0“1+w Tiens
the it wrs found

W

0,

nozded by the Alr or Ground Forecs in cowbat, 2nd
Ll oship was pushed brek Lo 1ts mnchoroge tﬁﬂln.ﬂ

With cur forcus roquiring mors ocuppiics than ib w101 L sossiklo
For cuar industry to wroduce, such o owaste oF those supplics in dond

gtorage and the cnormous raserves sot up by ooch dupartimont will foreo

6
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us in the noxt war into ap intogroted or common distribvubicn syobowng
and, 25 you 1l know only too woll, it ds far mor. difficnlt Lo mnkoe

a change in organization and orocsdurcs under prassure of wor with
untrainsd help than it would be o wetablish ~nd evolve - floxiblo bhut
satisfactory system now,

Lgein referring to rmy Lrzst yoarte leacturs, 1 aentionsd an orgene
ization chart nrepored by two redical o mbers attonding the inborim
courso given by this CGllegs, That chsrt was not nlaczd in thoe pamphlet
but I have it hzre for your honafit,

i f(rrlnﬁ to Chari 1 being exhibited you have coordin-stion through
the Commonder of Logistic Forccse Reoquiroments are furnichod by the
Joint Chizfs o? Staff and -~re bHrought down, We hove resllocatod tho
varicus funcetions to what weuld corresvend to tho combiued tochndenl
scrvices and technienl turerus in o modificd form,

You seu hore thot the Service of Ordnanec faikas in 2ll Grdansncg,
suns, and armunition, '

&5 you hesrd Colonel Johmson, from the Offic: of Dufinsoe Trans
pordotion, say, the Armed Servicss shoulsd cartoinly zet topothor and
hove a unified transport-ticn systome W hove done thni, rocmn:yvﬁvb
that the Transpertztion Survice toke erro of ils supoly ~nd -1L trans—

iy

port=~land, sea, 2nd oir, -

A1l the other scevic:s are sianilarly shown,

This organization, though probnbly not genorally ponul iy, I Jo fucl
ploces logistics in o cvoltlon comaeansuroto with its imporic-ncs ond
scoms Lo ogroe with the idens expraosscd by Gencrel Nelson in nis Tectnro.
on Org-nisation ~nd Adwirel Hermennts lectur: on Iogistics o Roguirc-
ments, :

To shew how gnickly the importaonce of logisties oy be forccd into
the background, theore was a joint srphibious onoration, Senincls, which
WAS conductad botween 1 July ~nd 4 Bovawber, four mont%"' ﬁrﬁ % tﬁa
criticue thrt wais held after this mancuver the G-4 was callsl on for
any reoport or nunlyuls af tha supwlv nrobloem of tihds opcrfz;ﬁn.
Gcrt"inlv, a mancuver of this size o seood dovelenud inturesting mnd
izvertant problems which were probrbly even corc roalistic than ths
toctic~l probloms encountoero.l, Such frilure by tho Orgonisction ond
Traiving Tivisicn of the Uer Dopartient Goner~l St2f7 and Hesdguartors,
army Ground Forcegyeto talki cogndzancs of those probluns pioiely inficates
Lhe intercest which will bu a~imtainc? in logisties ns wo 7011 into -
purdod of peacs with linited nmonsuvers esuscd by reduced buadgots, unlsss
thess resnonsible oro at o sufficiently hich le-el to cor tinuwally drow
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the attention of those in authority to the importnnco of legistic
supnort of 1l oopzrations,

If you reecsll, in our servics schools prior to the: war, we hod onc=
hnlf of Tyocp "M, 1lst Covalry Division, out on the rirht flank -nd onze
h=1f of Troop "A" on the otiwer fl-nk; no nrovisions were over nade to
sun-ly chome They wors to live off the 1ands Thot is the nlace thrt
lozistices will soon cccupy in the Army agnin if we osre not crraidd,

Thie orgnnization could sccomplish thu now precurem.nt prosram
which koeops precurament =t the teehniesl buresu and .service lovel but
oroscrines A osingle service to accomplish the procurcmint of --ch itum,
Such nn orgeoni-ztion would roquire onebling logislation, which wenld
undoubtedly tole time, Such time @3 it would tnk:i, thoush, could b
very well spent by the frmed Forees to got their individu-l houscs in
ordoTr . :

Some work, I might say, is being done =long this 1lines The Navy
hos cbtained §2,000,000 to set up a2 stock control system, Thers ore
now employad ab Yuchoaniceville, Pennsylvania, 1560 people workine on the
stoand-rdization of itoms with rogoxd to nomenelaturs ond entaloging, Their
first tosk wes to toke those itons which went intos the hull of = ships
- Thege itoms numbared 4,000,000, Upon first scraoplng, the nunbor wes
riduced to 5560,000; and when passed through the rinal sivve, thess itens
ware raducéd to 20,000.

By wusing the Novy hoere -s onoosisnplo, 10do not moan that the lray
is »nurfuct or svion conrozching orderlin.ss, o rro for from it, in
fret, the Hir Force in this prrticulser activity is for out in Iront of
sither the sray or tha Nrvye

There is in this ficld 2 Jodint cowalitee of 211 threc Doporiicche
nerd ot worke, To dote the Buresu or Mediclne sand Surgury -amd the :
Medlczl Depsriment of the fray have hnd bhe most successful rosultss
howev.r, thsre have been strodardized by tas jolnt corpnittol scoe o -
1,500 items in aiectronics, ~ud-thuy erd now working on noints, zire
ropey 2nd hardware, Indieations arc thot Jiitle diffieculty shonld.
obtz2in in clerning ~nd proscrving wotorisls, fureiturs and eonorsl
office supplics; but in the ficld of forms, hond tools, ~nd ths liks,
arch Doparbment weonts its own type =ndopted, a2nd within the “riy ond the
Mowvy each burunu or technle~l scrvice is loath to oive un its nomone
clature, spocificrtion, or formi, |

‘Whnen I discussed this unbtor with a wmembor of the Gonerel 3tnafD, he
stated, 2nd I gquotc: M"This mny bu heresy o soy, but until ths ‘riy
and the Navy set up on outfit similar to thoe Adr Forees Madoricl Command,
thoere is l%ttlc hope thrt w¢ shall bz ~ble to achiove ruch in the metter
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of unification of lozistics for the Armed Forces, The Ara and the
Navy zre, Tirst, Wraanlﬁed along different lines and, second, they sre
not coordinatad within themseives," It wes not an Air Force officer
who mads that statement,

- %ith these cbservatisns in mind, I ghouvld like &t this time to
subirit o you en ddea for coordinstion of ihz distribution avstens of the
Armed Services whlch may cither serve as a compromisc or whlcn, if such
an organizaliion as shown on that chart is desned feasible, could s=rvs

as an *nterlm,systum until such time as legilslztion could be enactad

and truz vnification of the Armcd IPorces distribution systsm couldd be
arficteds

Before going into this nuxt propos:d systam, lot mo invite the
attention of tue Army and the Alr Fores to the f20% thet the Navy must
b considered under two cuulrorlnk, (1) the Navy ashorc and. (Z) tho
Navy afloat. The Ravy ashors wouwld fall within the sconz of thin systom,
The Navy aflost mmst be consldered in the smme light ns n £i01d cruy or
= tasi forec, Thiir suprliss should be deliwversd to them in bilky and
thoir distributicen from thore on oubt wouid be at the discrotion of the
Admirel in Cormand, Just as it is with the Ficdd Army vestod in the
anbacrity ~nd responsibility of the Army Commrndore

With this in mingd, T now will srocoed to brank the priveipic ¢
I stoted at ths cutsct of my lucturcs: thrt is, on bose snd the
ness of bonrds or com:iittevs, However, 2 baby rusl crowl bofore it
walxzesy ~nd though we are happy to seo it crewl, we look forward to its
cventually walking ~nd =xpcet that teo hrppone & boord or conmitios
tae throe Ssrvices night be the cravling stage.  MNow, boeforo thc .
conocrawl, At rust ol itself un, This Huiling up orocess 18 in ng
opinion the coordintiion of the tochndcol buranus of the “qV3f“nc togh-
mical sarvices of the Aemy by on orgavization simil-r to the oir Torcc
iwoteric) Gowrns nd, owt modifica Yo ret the comuon lesictic rnocds ol the
Deprrtiocntse  With vhis accounlishied and with single s.rvice proe
curcicant agreed oo by the thros Departments, borrds could ho csbablisncd
for the presentlan ths verious distribution rrassy and the sosi, emips,
stntlonsy or bases could asve o QcSJgnitLQ donot, whethor frmy, lovy or
sAdr Force, from whiclh: to draw their supeliss, This wvill Tores i

common itens nrocurcd under the single scrvice procuranent sgro

bo carried in bulk stock to th:s louest possitls wchelon of

’

UG

h{,

s

(sieforring to CP”” 2 being oxhibited.) Hore we hive the Jeint
Caicfs of Stafl and Sccerctrrice of the vy, Mavy, =nd fir Force, Tho

Joint Logistics Assgid gn.unt Borrd would bo conposcd of theve tharos
Svervtnriles, Theoir job would bz to allecenta nnd d@terwin~ the roquire-
ronbs 28 handed down be the Joint Chicfs of Staff, assign procurowent to
the veridsag toechnicenl services and hurceus, doesignate the storage ond
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distribution responsibilities of ea2ch, and allocotzs to tas vorious noval
digtricts ~nd ormy areas the amounts of suoolics to bhe hondlady
V L3

We come down here mud have, [or lack of better nomos, the Navy
tintoricl Comuand, the frmy Motiriel Commmnd, ond the Lir Foreo Ahtoericl
Commend, Their three conmandors will form o bOard to nliocate to thwe
yorious depots tha stocks which hiov: bosn procurad, and assign thie nosts,
camps, and stations in those areas to drow from the various dopobts,  They
will also have such administrative dutics as coordincting transportation,
communications, construction, stock contreol, cte,, "within the orea of
ticlr comnendg .

.8 I s-id bufore, I do not like boards, but at loast thot type of
orgenizotion would allew you Lo coordinate the distzibution systen
githout any enabling legislaoticng

To achieve zn intograted supply systom, I sgoin emphasisce, will toke
time, il throce Departmonts must bocome léss suspicious of one anothor
or, should I put it in tho positive seunse, must dvvelop mor. confidence

s

in one nnother,  ¥Which brings to rmind o story of Two dorkicce

Tt wos back dwring the 1920's when the Rskiso pie {on ice crosm bar
coverad with chocolote) wos ab the height of its popularity, Jmos mnd
ndv pacsed a drug store vhers Amos suggesbed that they have 2n Kskino
pic, Mandy turned on him shorply and replised, "Loolk hore nipger, it was
all right when you said 1ott's hove 2 grass sondwich, bubt you aintt
gtywinter back wmo up -grinst no snod bank,!

The srmed Forces hove had their grass sondwich in undfication ond
sinzle=scrvice procuroment, They ave obviously nob wanting to bLeck wp
against o snow bank, An inbegratod distribution system is not a snow
bonk, but, in my opinion; that very good Fekimo piae '

Before sumaarizing my conclusions, I wish to stobe that idmiral
Buck of the Nnvy, whon owtlining thoe MNavyls distribution systow rnoxt woek
will point out what he considers the disadvantaoges of too wuch coordinatien,
will zttempt to vrove to you the practicebility of keuping the prusent
distribuation systoms, ond will oven oxoond. and eite sxrmplos whore singlow
s.ryvice procurement has failoed or is ot least not oo officisnt rns uech
Service running 1ts own showe,  He hos boen furndsnzd o copy of my lee-
ture ano shouldy thercforg, be able to give you o nosh inborceting
rebuttal to it, whichr T fuol will Cithor hifve you thoroughly coniusad or
able to dmportially oveluste the two theorilcs, arrive ot sound conclusions,
and make recommendation in your report vhich will bo worthy of foruorde
ine for consideration to theose whe rmust formulate thoe pelicics ond oot
sblish procegurcs for the distribution systom or systims of tha aamed

Forcos, . ‘




In coneclusion, I showvdd liks Lo leave with you a Tew principles
which you should consider when conceiving a plan for a distribution
System,

1, Volunteer cooperstion is fing but it seldom works as well as
controlled coordinaticn,

e Atomic warfare will call for =z dispserswd yet completcly containsd
distribution systom,

3¢ The noxt war will tax owr naotlional rescurces more sever:ly thon
any previocus wor, ‘ .

Le An cf”iciopﬁ digtribution system will matorially aficet tho
productlon o ort of our Nation by rcducing dzad stocks and wasteogo,

5« An CfDlCant dlstrlbutlon systum, by reducing requircmonts, will
go a long way townrd assuring the production of thosc items which-are
ncedod by the Armed Forces..

TlnﬂllV'tha Distribution system or systcms for the Adrmed Foress
must boe one which delivers the reguired supnlies to the fighting forcoes
in the quantities desirszd, when ~nd where they ~re necded. Yet it must
be one which operates efficicntly with the minimum waste, dead utoéls,
loss, spoilage or destruction, and having accomplished the forosoing,
pvlaces the lenrst amount of drainupon our notional rosourccs :nd pezce—
time cconomy,

COLONEL HCRNOH: I ~m now ready to be shot 20

QUESTICN: Xy gquestian cOncarns overseas operations, ‘ould vou
have all of the ”CELVltV in a theoter under ‘the control of the mhe"t*r‘
Commonder, following your M"ong Jboss! Dr1n61plv, or would you heve in
that theater onc or mor: mﬂterlol commands to assist him? ihot would
be your iden on that? A ' '

COLONEL HORNCR:  ictually, that is beyond the svope of my locture
and also beyend the sceope of the Industrial Collicge. However, I sus-
pectud that a question of that naturc would come up; and, focling very .
strongly on the subject, I hastily drew up 2n organization chart,

(Exhibiting Chert 3=-not includcd in eppendix.) We alrsady have in
the overseas thenters unified command, So thnt princinle is there, He
is the boss, 2nd he must bc the boss, i@ hove there the Siruy, Navy, and
Lir Force all getting their supplics sometimes’ coordinated, somctlincs
uncoordinated, I thinke-2nd wc can do this-in the overseas theatsrs
without enabling legislatione~that e can plnes the other chart I
axhibited into effect, : ' "
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~You have an Army Commander, Navy Commander, and Air Force Commeonder,
We can create 2 Logistics Commnander, placing all supply personnel and
supplies under the control of the Logistics Commander, who raports
directly to the Theater Commander,

You have here your general ports of debarkation on the Far Shore
upder the control of the Logistics Commander, and all the supplies will
core in there for the Army, Navy, and Air Torce, Tt will be determined
from there on out, from the depots thsre at the port, which ars nore or
less sorting sheds, what will go to the base general depots for all
thre¢ Departments, and from there will go thz reguired supplics to the
general depots which will serve the various base scctions or naval dis-
tricts in an overseas command,

*

Doas that answer your guestion?

QUESTIONER: It does, except for one $hing, which, perhaps, is clear
from the chart; but I want to bs sure that it is. Thet is the mottor
as to whether the Logistics Commander in o theater will owe his complete
=1légiarxice *to the Theater Commqndfr or to some 1oglstlcs cohmand bﬂck
in the Statés, . .

© COLONEL HORNOE: He will owe it to the Thester Commander.  Therc cm
b only cne ‘boss anywhere, Wo saw during the lete wor, st loast so
far-as the \rmy wa2s cenceérned, that whenever anyonc cut the chamncls.
getting back for supplics, it gumed up the works snd it took longer
to gct them over than when he went throngh the Thester Commondor. in
getting his supplics ovsrsers, His slleuglance is to the Theoter
Commander, nnd the Theatsr Comsander will consolidate or will h-ve the
Logistics Commandor consolidate the regquisitior neads of all throo
Services and get them back to the port of embarkation on this side,
whoether it be Kew York, Norfolk, New Orlenns, or amy of the rust of themse

* Doszg that complately ROSWEY 30ur question? .

QUEQTIOI s Yes, it does.

- QUESTION: -In- respect to your romirk that distribution in -=n -

. overseas theater ig begond the scope of the school, it dods not ‘seem

to me-thnt you can diverce = distridbution system for the Seriices; for
the Army or the-other -scrvices, Just bocause it is oversens--some of it
over there and some of it back h¢re. It is all ony syst‘“, isnty 147

COLONEL HORNGR: Tt is, ~nd it mast-be, Thgt is the re-son that I
comz mrepared to snswer ony questions thot might come up on it, I do
feel thet we emnot, so far as distribution systems are concerncd, cub
off nt the port of umbarkation, It must go right on through until sou
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dazliver 1% to the Nevy afloat or to the Fi:ld Army at the <nd <f the
conmnications zono,

QUZSTION: It is a quastion of staffing these depots =nid of . the
generel orgamizatisn of these devots, In Chart 2 you hove a Navy dopot
and an Army depot end an Air Force dopote Do you visuslize the SCrrices
ruming their own depots or an integrated depot for o1l three?

COLONEL HOHNOR: iy firm belief, o8 you probably gotherad fren ay
i, .

ast yearls le o net goner:n wpots 3 «1 bhe 2, :
1ast yearts lecture, is that genertl depots should he used, Chart 2
was vroporad for the prasent time te be used as an interinm coursc, Tho
irmy and the Navy ond thoe Adr Forece ~2ll have their depots today., Until
they can be brought intc o gonsral depot schenms, why, we would contimuc
to use their depots, They arve agroed on nany itcens. for single-sorvice
prceourarent, for instonce, the hdrey will buy most of the food for tho
Isyy nnd will Jdistrdbute 1 com o Arny denoet,  The Na will ~andlc c]
Nevy 1 will Jistrdibute it £ 7 dupcety,  Th 11 1c th
ctrolour, ~nd the iArmy will zo to the Navy for thelr petroloun neods,
Potrolourn, ti v Wil gz th ) n petroal

n that way, the singlo-service—-procurct itams nre carricd in bull

In thot way, zl p bulk
stocks down e the station, post, or base level, The forther un the
line you have tc break it dovm and issuc 3% to thoe Serviess, the more
persornel ond landling will bo roguired, : .

Chart 2 iz purcly on interim or o ¢
the gzeneral depet systen and make it o g
Services rather than for just the ‘rmy, the Navy, or the .iir

2 compromise 2ffair, I belicve in
o goiners]l depot for the Armed

knl
BOrCi,

QUESTION: TWhot is beins done tn standardize stock mumbors and
nomenclature between thoe Services?

COLONEL HORHOR: There is » joint committec working con that for
211 of the thres Departnonts; and, as I said, thoy hove alresdy denc
that sc far as 1,500 items in clectrornics arc concernsd, They are now
werking on paint, wire rope, and hordware and hove made foir progress on
these itomse. Therce is probably mot going to be toc much trouble in
gubting ituems of that paturc down with 2 common spacificatisn.  But
whon we get to hand tocls, as I steted before, the Ordnanco Departmnont
is going to want a scrcw driver that is five inches, and the Quartermaster
is geing t¢ want cne thot is five and a quarter inchesy and there will
bo considerable fighting in gotting themt-icwn bto 2 common specification,
But they are getting their cataloging together, and th=t will havs to
be done when single~service procurcment is establishod, '

QUESTION: Geing furthor than thot: for exsmple, the Navy has
instruments known as class 88 I suppese the Arry has a class for
instrumcnts and probably the Adr Porec has a class, Will that be
standariizud?
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COLOWEL HOENOE: Thnt will bz standsrdized by thiz joint committes

composed uf represcntatives of the Army, Navy, ¢ and Adr Farcc.

SDUIRLL VMORTON L, RING: I think the committcee that the Colonel
refers t~ is the Joint Catalog Igency of the Manitiens Bozrd, Thore
are soveral joint groups and agoneies worﬁln:, put T think you must
differentiate hotween the Cabzlog Agency of the Munitions Board, which
is a sinnle ngency compesed of represemtatives of thoe threo Dupartu,ntu
and dircetly undcr the Munitions Beard, and the Standerdization of
Soeeifications sroup, which is a saporate cutfit from that desling with
cataloeging,

In answer to the guestion just raised, T think you cuzht to give
due croudit to one of those things which you dislike so muche-n board,
Thae Joint .oronautics Board, waich, a5 botween the Army Air Forceo and
the Bureou of ‘eronsutiecs, has sccomplished the most oubstanding feat
of two Services getting togethor and elininsting any conflict in pro-
grams, in nomenclobure, in buying, or anything slse betwceun ithe rrmy

sir Forece and ths durssu of Asronsutics of the Navy, That is 2 hoard,

COLOLFZEL HORMNOR: 65, 8ire And the other board, sir, is the
Board of thw Burc-u of ldicine and Surgery and the foemy Modicol
Departmerd, wiich, I belicve, progressed to o gruont dogruc,

ADEIRAL RING: lhat is not so much a besrd =25 it is an agrerment
botween the two Surgecns Gencral to get togetlier and establish in a
Mavy facility in MNew Yowk an intugreted effort—not a jeint effort,
but 2n integrated effort whers a roport is made to twe meng

COLONEL HORMOR: Thank youe

COi BNT: Onc commsnt on tho Onkl-nd cold storage depot, The
Navy ships nll of the stores for tho firmy in the Marianas from the
Ozkland depote  So the srmy Adces get a gruat deal cf use ocut of that
dopete Its meterial is shipped from the Navy denst in Navy botioms and
delivered to the Aroy in the Yarianas,

COLONEL HORMNOR: Thank you,

QUESTICN: T wonder 1f yeou weuld-differentiste between the
Logistics Commoender, as you have him on Chart 3, and the Comrunications
Zonc Commender as we hnd him in thoe l=ate war,

COLONEL HORWOR: Thure is wvery littlce diffurcnce butweoen the
Logisticg Comnmonder and the Communications Zone Cormander, T think
there is considerabls difforones betwoen this idea and what was known
in thz past ~s Jrny Service Torces, where the tochnical servico stnff




wrs duplic-ted on the staff of the ASF,. I think that -y2s8 one of tho
ressons for so much friction between the tochnical services ~nd the Army
Service Forcog=-if I may criticize on orgrnization that is out of cxiste
cnce now, But thoe technicenl scrvices and burceaus, which would bc com-—
bined, would dufinitely be part of the st-ff of. the Logistics Commorder;
and he would not have other scctions ovor his technical bureaus or sopvices

QUESTION: Doecs this envisien the use 6f the so-called Logistics
Divisaion?

COLCNEL HOKNOR: Yuse :I think that that swould be usaed in an oyir-
gons thunter,

GUESTION: This may b beside the voint, But since in the Mavy the
Burcgau:of Supnlics and fcecounts 2lso runs the fMinsness, »s doos the
Finrcnce Departiment in the Army, do you foresss avy vossiole inbegration
0f the finance dopsrtmonts of the threo Survices?

o
'—)Ll

COLONEL JORNCE:  Undur the ordginel chart thet I put cut, I sce ne
ressen why not, I saicd it wonld tzke o rsallocstien of funciions to put
this intc effect beeruse there are no twe technicrl sorvicos or tochnical
bure~us which have exactly identieal functions, The Bursau of Ordnonce
end the Ordnsnce Depcriment -nd the Bureau of Mudicine nd Surgery and
the Mediczl Deportment ure tne t wo typos of survice thnt probably copme
the clesest to heving identieal functions, but evsn in those thore or.
differances. 5

D, -YOSEPE: 'In carrying oub the current procurcment functions, the
three Services are orgenized on diffuront patterns of orgonizotion, some
following thelr procursment centr2lly, =8 in the c¢asc of the Ar Force
=t Wright Fisld, ard Navy in washington to 2 lrrge cxtent, wherens the
£rmy has o conglomeraiion ol differcnt pattorns, whoers some purchasing
is done centrally on a commodity bosis and some is done geogzraphically,
2g in the case of the Ordnancs Department. I wonder whether, in wour
proposzl for sn integrated supply system, you hove given any thought to-

the organizational pattern for carrying cut the procurcmcnt fulctions,

COLOKNEL HOENOR: T think th-t operations must be decentr-lisad. .
Tt is more importznt todey than cver bafore to decentralize opurations,
I you heve thom all in one pleoce, they con ba wipoed out by sneny attock
in any future war, The organization for procurcnent, I thinl, has to be
so1it up along different 1lincs ~ceording to industry, I don't believe
thnt vou c~n bese a procurenent “rogram on geographical arcas, That
has boon triced biforec. The idieal Depertment, for instonce, at the -
outbreak of the war set up purchnsing depots over the country, Then thoy
found out thers werz practic-lly only’ two loc~ticns where thoy could -
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procure their medical supplies, They finally centered their purchase

of medicine and instruments either in New York or Philadelphisg I hovwe
crgotten which of those cities it was, Thoy contered their purchase

of hospital cquipgent in St. Icuise How you will set up your procuring

organizations deponds upcen how industry is crganized, Ls I say, I think

it must be dJdecentralized during any futurc war, :

If there are no further guestions, that will be 211, Thank you,

(12 January 1948--450)5,
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