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- ject of ﬁﬁified*lbéi§§i§é%_it”alwayé remindﬁﬂmb;§f7én;ing;d
“Happened” to- a yoiingster in 'my command during the war. .He ar

A

;. DISTRIBUTION 4D STORAGE FOR THE ARIY, NAVY AND ATR FORCE .

R L LR

[ PR

v
: g

COLONEL HORNBR: " General Holmah, gontlenen: TVihenever ] talk
before an audience of Ammy, Navy and Air Force pérsorinel.on the sub-
fore AT W ST R v that
ved over-

oeas a brand mow second lieutenant barely 21, looking about 18.. His
" brother litutenants were all at least & few years older than he was,

but he selected a girl friend who was, according to the official -
records, some h?'yeags“of*age,.,l must;say‘shentrimmgd.her,sails,'

“dféséedfand'éctédflike‘4fgirl”qf;16’idfsbitg,ofqtﬁe¢Wrink}eskand$middle~

~

‘age spread, Neod

' , legs to'say, this youngster. came in for: considerable g
raZZiﬁg*by”hié”aSSOQiétes{*%wagver; one night when he had been the

3 buttfoffﬁﬁeirqukeé"fggZ§Wo“h¢ﬁﬁs,?he tﬁ?nedGtoithémsandjsaid:pgquu

. know T'like 'them ove
:’”‘Hﬁwghéré_tﬁéyégratéf@

't yell; they doh't tell; and

‘" From the standpoint of unified’ logistics, the three Services

sometimes seem to me not to have reached the mature age of 40, In all
three Services we .have yelledlabqupltbe necessity of continuing or

“establishing odr?bwnfibgisticfsupppft;]we,have.SWelledfoqr;o:ganiza—f

ti0n§y36f7retained;;aﬁfleast, Kingdoms if not empires, and many. have

"ﬁ"telled“fpri%ately énd‘pubiiqu.hdwfthe,Afméd_Forpes:Wled;giéidtegrate

i

'fandfbecomefindpérativé*shﬁﬁld;su¢hJan.ihtegpateqiﬁygtem.becpme=a;';

'reality,' So far, hqﬁéiér;‘tﬁéré”hévé'béengvepypfewuinJﬁheuAnned-Services

1Who;are7gratéfu1‘fp;junifica;ion.\

*I“am“surézthatvthé“éauéé'6f‘ﬁegistancéypp‘a‘moyeitdward‘uhifica- '

~ tion has not{been?ddé*td:séifiShnesé,nor“havé"the'serVices really been

- contending for power and influence, They have been fighting for those

from generatibn to generation.

principles and 'traditions Whicﬁ*havefbeeﬁfhandedjgown‘in their. services

WhaﬁeVér I7say;dhfihgiﬁhéfbalanqéxqijﬁhiS;diScusSiOn¥iS;my“oﬁni

“icpiﬁiqd*and'dces-nbtfhaye'ghé.ble§§iﬁggoffahyrhigher‘authqrityxV-I 
: merely‘presentitd'yﬁu”qne‘side of a very 5ighly,cdntroVersial~squect.

v Admiral Foster, Chief 'of the Bupeau of Supplies and Accounts, will

~later in the course present the other sidé of the argument, I see a
. number of friends here today who entertain views contrary to mine. I
~feel certain that Before the ‘question period iSjOver,‘sdme_dftmy~argu~ i
“ments ‘will have'béen_bfoqght]mﬁst fdrcéfully-uﬁder a very bright light.

level, Myﬁremafks’cqﬁCéfniﬁg'unificatiOndatfhighér\leVels;are‘based'
on'thiSvlbw#levelﬁeXperiqug,”supplemeqbédﬁby[Studies,_conferences,with
and opinions of'thbse’Withjfér'mOre#experienqé in the higher staff: jobs
than T have, [ R A S I Lo

‘I might: add that'my'oﬁeréﬁiohal‘expgrieqce,has been at.a much lower

1
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Durlng peacetlme, logistical responsibilities are. ‘assigned within
peacetime leglsiatlon ahd budget limitations. Durlng the wary, the

) shortage of trained officer oersonnel and the lack of adequate materiel

became more 1mportant. However, in'péace or war, men and materlal must.
be assigned in such a way that the combat efficiency of the Armed Forces

~ as a whole 'is most, effectlvely served,, It should be our aim in peace o

to make them as’ near as’ practlcable to what they w111 be in'war, “For .
successful future operatlons in peace or wary. unnecessary dupllcatlon A

- of effort or: overlapplng of dlstrlbutlon functions within the' Armed

Forces must at all' times. ‘be prevented bv the most efflclent use of"
available, personnel fac1lit1es, and servzces of any or all of tqe Armed
Forces. _;‘;”* ] , : . . R A

Lo

During World Wer I Army and Navy deoots were” Set up at many

"adgacent pointsg throughout the United States: and abroad.  FBven if one'

.....

disregarded the’ savxngs p0851ble 4n actual bUlldlngS and soace, "an;
1ntegrated establlshment -and operat:l.on would havée done away W:Lth the
construction of separate sets of actess roads, rallroad spurs, ‘and -

‘utilities, amountlng to approxlmately two million dollars per: depot in

the zone of the interior, besides saving thousands of "tions of badly -

needed materlals that could have been dlverted to other uses 1n the wer

effort._

An example is that of refrlgerated storage space whlch was espe~ ;
cially at'a premium in the tropicsi’ One Service operated 5, 885,936
square feet, and the’ otheL Se"v1ce establlshed and malntalned 1ndepend— -

Cently 2,430, 658 square féeet, Under a unlfled storage system, “this loss

of thousands of tons of perlshable suoplles would haye been’ prevented.

- In one 1nstance, ohe-ghartér of ‘a mllllon rations Were‘lost on Guam

alone because covered storage space was ‘not available for use by ‘one
Serv1ce, while at the same time large tonnages of nonperlshable supplles
were belng stored under uover by the other Serv1ce.lg:je__ S

This situation did’ not, ex1st only between the three Serv1ces. CrE
There was much antagonlsm ‘to' general depots ‘within the’ Army and to .
1mplement1ng the postwar depot plan. In fact there are ‘still opponents
to the plan. In the First and Second Army Areas, Ordnance and Signal
have been authorlzed to remaln outside the General Dlstrnbutlon Depot
System- ahd to supoly these two Army areas dlrectly frOm Baltlmore,
Dzcatur, and Lex1ngton in the case of the Signal Gorps, and from Ross—

ford and Letterkenny 1n the case of Ordnance,_vf_‘r o

We meet this’ oopos1t10n even 1n “the theaters of operation where oL

‘the stress of war was most reallzed. Though Wwe hed esteb ;shed General

Depots in“the European theater, in ngland prior to our’ ~vas10n of
the’ contlnent it was determlned that the dlstrlbutlbh system on. the ,
continent’ would be accomollshed by the use of branch depots., This. i
system pe"formed its mission in the early davs ot the J.nvas:Lon wn:Lle
we were still on the beaches. ~However, with the break-through out of
Normandy when Sulej lines lengthened, supplles became critical, S




lapse, communications nil, and
ctor, it became necessary to integrate
:éfgehqral_dgpqt_if we were to succeed.

"~ Barly in §
Thizd Army iw

‘69ﬁemb9?;lﬂééx‘ihﬂwasfdecided that all supplies for the
ould bo conbralis

>d tunder one person, the Commanding
epot, " The supply situation improved by
, pot took. over the supply not only of the
x f the Ninth Ammy, the Ninth Air Force and the
dBase Section. Trutks which had, until this time, proceeded

&

one , depo

‘\“fflﬂﬁrém,fherbéaCbes“té3the'vafibusfbranchiﬁépqts with only a hHalf. load

fl;;/.QQrivedeixh,iheir,ﬂﬁllftbhhagegﬁ‘Tbe‘mapgowerkreqqife@‘ﬁéléﬁerate the
' depot was decrdased because of the ability of a .centralized effort and

authority to shift labor rapidly from the Medical Section to the Quarter- “ o

. master Section, to the Qrdnénce,Secticn,,orfanythhen,sgctiqn where it
'“?;yésjmbétuhééﬁéduf}ﬂy*Cbndéhﬁp@tion of authority, more pérsonnel were
grgleaSed7%o“§heimoStfheedédIWOrking7levei;;v1n3teadfofﬁeight5people;f,
‘each head of a separate depo eing responsible for the distribution
" of sipply to the Amy in the'field, one person was responsible for the
f“WﬁéléfﬁéSk%VﬁEipéﬂdiﬁUTéSTQf'labbr}fm?téri&lSVfbrfutilities,°pa0kingv
”;N,aﬁd}Seburity'Werefreduced;'fTrénspértatipn,’labqr,rmaterials;handliqg
equipment, or supervisory- personnel were constantly switched to the
places where shortages existed. ' The communications improved and the

’ ~effect was felt at once in 2ll sections, thereby lifting morale and
- working efficfency, 0t T TUETE B T

recommended not only general depots for the Army, but, better still,
the consolidation into Armed Forces General Depots all of the distri-
bution depots of the three Services. This recommendation was not very
. well received bygthefServicesaat‘that‘time,. In faect, it was so poorly
,,reéeivedfthat:a,very”important?pérSQn;wiﬁhinlthe Army -saw fit to write
the;CommandaQtjaflétter taking exceptions to some of my statements and,
particulafly;”my?rébcmmeﬁdgtions,with,regard to including the Navy
within*bur;distrib&tibn_system.vnHowever,~havingihad,my ears nicely:
,‘rbut;firmly*pinnedfbackiohfbhisfsubjeCt[offintegraﬁion, you can imagine
~'~mK;P1§$Sure“&ﬁa“graﬁifiﬁﬁtiOh”ﬁhéhflasthanuﬁqyuIvpbtained andopyuof'
f“SéérétafYﬁFOTfeStalfsimémbfghdhm;off19.JanqaryJIQAB,establishingga
 ommittec on faeilitics and services which directed--and T quobe from

:;fg:ifihw19g6,'Iﬂéiﬁed°thié5§kémpleffr¢mgﬁhi§frqstfﬁmfghd;at that time

- that memorandum as folléws: =~ - -

T wpg g‘resq;p of égchéngésféf'cdrreéponaéhqé between the Secretéry
) q£ Wa;=andithe’S§¢retary;o§&theiNavyzAanq,Latgr,~betWQen'thGNSecretany~
;_;qf[ﬁhe(Navyﬂaﬁd’the‘8e¢rétgry:quthe Air Force, the three service

‘:,deP%rfméﬁtS;have!béénVCOllaﬁﬁraﬁfné‘formséme;mbnthscin,studies which
haﬁe“hadeas%theirfdbjécﬁivéfﬁhe"achieveméntgof sconomies:and greater

P’k[0pefatipnélf§£ficiehby'through;fhé;cpmmqnjuseagf,gert§inQfacilities

Ly iandrservigeg, e TR T T R e RS )
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My excmtement and hope for & unified logistic organlzatlon\were
*short-liveds - On 16 Apr11 1948 ; tHe: ‘Navy -published its 1nterpretatlon
‘of this memorandum and though nrobably ost satlsfacto:y to the warious
Technlcal Bureaus, it was a blow to 1ntegrat10n, and again I guote.

, "In thls regard, 1t is clearly the 1ntent of the Congress t0'
‘;;~Drovide, as an -integral part of each Department, the servide personnel
-~ (and the faq111t1es)‘necessary to ‘the fulfillment of the specialiged
..operational- requlrements peculiar to edeh Department., No singlé over-al
9 'support agency would be an acceptable substltute from:a mllltary point
. “of view, and it is elear that the’ Congress reeonglzed ‘this viewpoint in
B recogniz1ng the necessity. of certaln duplications by . insuring to each of
fﬁthe military Departments the ex1stence of thelr 1nd1V1dua1 requlsite
'<serv1ce components."_ B ; o

- I belleve that the reason for thzs fallure to accomplvsh unlflca—
‘ tion of distribution has been due in: great part to'a .lack of .under-
‘_fstandlng between .the Serv1ces ‘and a mutual distrust by ‘commarnders,
“"These commanders feel that they will be unable to cerry out their combat
" mission unless they have- full: control of their- loglstﬂcal supporﬁ. We
‘saw that feeling in the Army. vhen the Ground Forces tried to gain- con=-
':trol of the general deoots."“ L : - , :

, It is my- feellng that the Navy has been 51m11arlv frlghtened, So,
. before going further, I wish to make it clear that I, feel that the Navy
© ‘aflodt ‘must be regarded in the same light as the field army or task
f“force.‘ Their supplies snould be delivered to them in bulk and the
distribution from there on ou should be at the discretion of the
admiral.in command, just as ‘it is vested. in the commandlng general of a
fleld Army in. the theater of Operatlon, ‘-

., Durlng the course of this lecture, I Shull try to cite some of the
_ “waste that has existed in the three separate’ -service. distribution:
. systems and 1ndlcate a solutlon 1f unlficatlon were followed.f

The nece531ty for unlty of command during Wb*ld War II was amply
.‘"demonstrated and was accepted by all: concerned. The pub11c1ty which
“was:given to .combat operatlons emphasized the. neces51ty for:teamwork
_between all combat elements of the Armed Forces. The achlevement made
- under pos;tive unltv of command ‘direction speaks for itself, The
.. result of unified command in distribution cen be equally as valuable
'Qvand successful and the nece351ty fOr unlty is Just as urgent.

: War is wasteful at best and ‘an eff1c1ent dlstrlbutlon system could
play a very 1mportant part in- reducing the -even. necessary wastage. (We
~saw during World War’ 11 many of the resources become most crltlcal
‘even though we had considered before the war those resourées ample for
the suceessful,prosecutlon of ‘any war.) We saw our manpower requxrement
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there must be proddoed, in order to flilvthe plpe 11ne, mote of each
. item-than’ “Wstactually required by the forces in the field or in
o tralnlng. When 2 natlon has reached the mex1mum prqductlve effort for

Records of man S: flrst use- of weapons 1n combat have beeh lost in
antxqulty, but” th;s 1nt1al step marks” the blrth of’mllltary supply and
- service because the most prlmltlve weapons ‘required ‘repair and: replace—
- ment. As. pr;mltlve war: evolved ugh the centurles -and’ m111tery ' :
‘ owganlzatlons expanded 1n.s‘ 1 iportance of - logistical: éons1dera—f
~ tioms ‘inereaséd .in- s1m,lar ropo 1on' - Today, the relatively: small
. armiesof ‘the: past have given pls 1-to ntricate combinatiots Gf men .
and. machines. They feature“moblllty, Tirepower and destructive cepa~ .
- bilities undreamed of & ‘eentury ago, thepeby creating treméndous -
demands for: supplies and equlpment which nece831tate the max1mum sup— o
- port of: productlon sources on the home front. :

Not only are more- people and’more manufacturlng fa0111t1es requlred
to: produce this. equipment, but more people, more. communlcatlons, and o
Lmore transport of ‘each type. and variety are required to- carry the" ton- S
nages producéd. A comparison in- Burope. between ‘the number-of trucks
used durlng World War I.and World War II gives the astounding watio” of e
-} to 58¢ A further long 1list of statistics could be cited to prove them7”
foregolng subject., However, at this time T belleve that any 1ndlcatlon
of such ratio betWeen the late war and World War’ III 1llustrates the
drain that will be imposed upoty our ‘national economy.: By mentlonlng .
. the drain on a nation's.gconomy, 'I"in no: way mean to. 1mply that- such‘a )
draln ‘should: ‘not be' placed:on the Mation when necesSary.; But it is”

up to us-ify ‘the’ Milltary Establishment to see that this drain is neces~;:ff

_-sary and that our ‘resources ‘are- conserved wherever: possible, avoidlng ,
waste, duplicatioh of. effort, and probably, above all tlme in produc1ng
the 1tems requlred,to suoport an operatlon.ﬁl' §T sl

In last yeer‘s lecture I gave an: excellent example of the vast
-quantities requlred for the dlstrlbutlon ‘pPipe line during the late war.
w1th regard to 105~mm ammunitlon.’ I shall quote 1t egaln* ’“\f”';oj i

'. e( "There was’ ‘a total of 85 300 GOO rounds manufacturedu Only L7 o
mllllon rounds arrlved overseas and 3& 528 OOO rounds were! expended'
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. 1 feel certain thag you will all agree that not 211 that was expended
, ‘was‘actnally'fire@;at;thé;enemyé%fThis_picbure,’I'am:sureggcoqld‘be
- drawn of other supplies as:well," Lo C RS A

.- From theﬁ?éregoing;sﬁatéménts,;it'may appéarjthaijifam'mbre con-
rned with waste, the.impact on.ouid economy, expense op other factors

‘ “;whiéﬁ'in}time?oﬁ war: seem less significant’than' getting the supplies
desired. Any interpretations by you of this rature are incorrect. The
.. most important factor .in distribution is the placing of supplies in the.
.;]:,'Hands'offthe_fighting«traops>whénwandwwhere~théy“ére needed, The sol-
J.. . dier in the line, ‘the mancin-the air, and’ the s$ailor on the fighting
' f#shipfform'thé'big first -team. © Iti'is up'to us to'keep that team equipped
ir the most efficient manner; thus the distribution system of the Armed
Forces must be one which delivers the supplies required by these forces
~ when and wheré. they need ‘them and-in-a usable condition, '

ook, Dehieve that we have started in the right direction toward
.. reducing the drain. on.our: ¢conomy-by the acttomplishments we have made
‘ ‘ip;éurjpr6curemenp5progrgm;,}I'believe also’ that if we will make the
. same adyances in our distribution.systems that we ‘shall’double our
‘;sa?ings.agdﬁwill,bé_moxe:capablefbi.furaiéhihg'the“forqes}Withvthe_
~..items which they require-when they need ‘them, rather than filling three
' separate pipe.lines with additional reserves for each'of*“the three
- If you have read my lecturss of previous years, you will have
. waoted that T .am-opposed to:.boards and feel that there is-always a
:'?ﬂnécesSit&Qihﬂany.Qrganizabian'to“have;ohe.boss._:It”may*bgjpecessary‘
"‘“:dufingftbis;igteﬁim,periodnforuuSgbO'rely dn boards to atevmplish our
- . unification.’, However, I. feel that they are expenisive in talent, and,
1. . while we can afford the luxury of debate and 'delay in ‘making a decision
7 in time'Qfﬁpeace,:igﬁeal-bhatfwé*cannotﬂarfbfd,this’inuﬁime:of’War. I
. further feel that very often the decisions drrived at by a board are a
' ;qpmpromise;andnyillvnqtrneeessarily~rendef“£h¢.most”gff§¢"pt‘results.\
.. Thig feeling I. know obtains on these various committees.” They are all
"chbnsgiehtious:mepuandJQualified'officefsjifThey»ﬁavé*défidiﬁe views
. Cnfthejsubjectsgugde;:investigatioh,ﬁamdntbéir”départmenﬁsjgeﬁerally
", have’very ‘strong policy views on’the subjéct which” each committee
"ﬁﬁmbeb'féeis[he\mgstgqarrmteutu,~While”ta1king to one'of thése officers
.thé,gtheﬁ“day; he‘tqldwme_th&t he- felt certain there was not a committee
- member ‘who wouldn't prefer am adverse decision to continuing the argu-
- ment only to arrive at definite compromises that please no one and were
almost certain to be difficult and delicate to implement,

‘5AS I,haVégalréady:stated3gat,the’énd'bf”WbrldvWar 11, everyone had
‘seen’ the advantages of unified command.. There was & realization at that
- . time of the necessity .for unification; and though this feeling deteri-~
) ”:Opdtedjrgpiﬁly with the Military Establishméft with the advent of peace,
" Congress was. still determined to accomplish unified Armed Forces.




- new National:Seeurity Ac

tensive ‘hearings upon the subjéct before the
; : was passed, This act provided for unification

by cooperation rather than by direction. ' Perhaps: it was ‘the best lav.: .
that could have been passed at the time, However; the definite coondina- . .
.:tion;and‘integratiOHohbped-for'has'noﬁ‘bgeq"accomplished}<1I”wg§ talking
' to»a;membﬁr”efﬁa~boardfwogkihg'qn»prgcurement;f*He-ﬁbkdwme’of‘thegg.Eﬁ' . -
coordinatioﬁ{phatﬁhad,been~accpmpiished;in1Sdmeffieldsjfbutfafterusemeg@rp‘_~"
- Questioning by me, he admitted that, while “they had actomplished much, . ..
. they were far. from: true unification; just ds they thought. they had gotten,

1 'Theré were long-and

nfsingle#sérvice{proegrémen#~irongdﬂ¢utfin‘aﬁ i€§ﬁ;’SombthingfcaMQ-upm;;y' ca
- which reopened: the, case,  He cited as an’ example ‘the procurement of stesm. . B
,J.shQVels«ﬁfﬂhegArmy;was;to'buyssteam;Shové;s”oditrégks“énd%the'Navyxwas:f;,z,f*
- to buy them on-wheels, No sooner had this assignment been made:than a: ,
- ‘requirement came in for a steam shewel that had both: tracks and wheels, ..
- thus causing a2 further case study before the procurement assignmenf. .. . . ..
‘could be mades- Note that.no one Service was to buy 211 the steam shovels.

. .Before becoming constructive, I should liké to invite your attention. .
to thewapparenb,apprehensibqfwithﬁwhiqhéﬁhe-public‘VieWS-ourfpresent :
drgahizationaandpfuncticningg*]"LOQRﬁfmagaZiﬁBfbh*28 September 1948 . .

pdblishedfan:arbigle~on~theqbresegtjstétﬁéfbﬂfﬁhe#MilitaryfEstabliShmen@;?'

whiCh~concluded.asjfclloWSi“uﬁ
"A year's experience wiﬂh'ah;ineffeétive,Natiohal DefenseﬁAct pasvl,f,'

pinpointed ‘the weaknesses of the law: L

Ui “To control.amed sérvicss budgsts, the Office of the Seoretary.
of~DefénSéxmustchavé'eXcluéivevaWerzﬁb’d;éftfthem'andfﬁull'authority' R

over their:presentation to Congress, =

. "2¢ To unify policies,fthe,Secfetary‘of Qefénse‘muét have power . -
'tblrequire;agreement;bebWeen the Services and-order compliance.

- M3. To stop the;bickéringgandhlobbyiﬁgfBQ}the“sepdréte.arms for
Cbngressionalafavor,ltheﬁsecﬁetaryibf;Defphse‘MusbghaVéipdwer to require:
the Services to speak with a single voice and to summarily’ discipline .. ;s
“those who speak out of turn. o ' S :

.o "o To eierQiSé theéefréal;pdﬁefé;fthe Office ‘of the Secretary of

- Defense must have ‘an. adequate’ staff direetly résperisible to him, ' ..

o n-ﬁlﬁfié ub.tQ COBgréSéﬁiQﬂsﬁﬁﬁgg the ‘law ip’tbése‘réSpects; Ldthér~<;
wise, we can be sure that mych’of ‘the $15,000,000,000 wé ‘are spending - ..
to make us sirong.is'being;W§§ted,U,, RETEE RIS B Rt R ARt A

- So farqI~have:pfobably'séémeéwtoiﬁéinﬁ~é hdpéless piCQtre,imékihg.i.
,Qestructive;criticism,withégt;indicatingjwhat;could be done about it,

. From here.on out I shall try to be more constructive at ‘the' risk of

being proiacative'and‘a¢¢used”df not being conservative, -




., . These are my ideas, and again'I stress, thev do . not have the
ble531ng of anv higher authorlty—-whlch reminds me. of an 1n01dent that
happened to me severel years ago.. Sl ‘ =

, ‘@"oldest youngster, then elght years old, had pestered me to show
in the Devon Horse Show. He won that round and, much to my surprlse,
othe day- of the show won his first class, He had to go to- the judge's
. stand to receive the. .cup. ,The presenter was a National Guard General
_.of Cavalry who informed my youngster how much good - it did him, an old
‘cavalry man, to see the younger generatlon riding. - To - this my youngster
“replied--there wWere loud speakers so everyone. could hear, including
. myself who was standing in the center of the. rlng*—"Well, sir, we're in
~the Army, too, ‘and my Pop. sald he never saw a cavalry man thet .could
rlde yet LR C T . : S

o As I present these 1deas, I can assure you that I recognlze that
o there are many others who know far more than I do on the subgect.A

As you should have gathered by now, I am a bellever in thorough
integration, but before we can ever 'hope to achieve this integration,
- our three Services must obtain some: ‘similar structure with regard to
organization., I was discussing this matter with a member of the
General Staff of the Army who sald and I quote:

"Thls may be’ heresy to. SQY, but untll the Army and Navy set up
an outfit similar to the Air Forces Materiel Command, there is little
_hope that we shall be able to achleve much in .the matter of unlflcatlon
"of logistics for the Armed Forces. The Army and the Nevy are,’ flrst
organized along different lines, and, secondlv, they are not coordlneted
: fw1th1n ‘themselves " :

, With this in mlnd I present to you the follow1ng compromlse organl-
‘zation which could serve during the interim perlod until we are able to
 obtain true integration. This organlzatlon is based. upon the assumption
that 51ngle serv1ce procurement has been successfully aSS1gned -and

1mplemented. AJ, L o AR VR S .

Chert l, page 17.v-Here we have the. J01nt Chlefs of Staff and
Secretaries of the Army, Navy, and Air Force,. The Joint Logistics .

" Assignment Board would be composed-of these. three -Secrétdries, Their
job would be. to allocate and determine the requlrements as handed down
by the Joint Chiefs of Staff, assign procurement to the* ¥arious tech-
nical services and bureaus, des1gnate ‘the storage.and dlstrlbutlon
'respon51b111t1es of each, and allocate to the.various’ ‘naval dlstrlcts

"and army areas-.the amouhts of supplles ‘to be’ handled. 7

We coms down here and have, for lack of better names, the Navy
_Materlel Command, the Army Nateriel Command ‘and - the Alr Force Naterlel

T TR P T eI Ty, -
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5 ik ‘ been,’ 3. gn .
%,posts, camps, ‘and statlons-in those apeas Lo draw from the various o
depots, < They will also have su¢h "dministratlve duties as. coordlnatlng _

'transportatlon, communlcatlons, constructlon, stock ontrol, etc.,
‘Wlthln the area of thelr command. £ SRR L ,

As I sald before, I do not llke boards, but at least that type of
~organization: would allow’ the' coord;netlon of the dlstrlbutlon system
~'uwithout any enabllng leglslatlen. e SRR

, That cencludes the Hornor solutlon fer an: interlm,organlzatlon
;vand operatlon,~ ‘I'have drawn. your attention to the’ 1nterpretatlon of
‘Mr.. Forrestal's ¢ircular of 19 January and the obvious. dllecuatles
that thls committee was stre to meet., On 29 July of last year, the .
 Secretar fef Defense was: convinced that the- dlrectlve must be" 1mple~ ;
- mented. He app01nted General Mark Clark as: his’ personal repreSentatlve
-and dlrected that a pilot operatlon_be put 1nto effect in the western
area which would produce a’model ¥ “the rest OL the areas for the most,
,efflclent use ‘of facllitles and services, TR R N

, General Clark umnedzat”lyfset up-a ‘small headquarters, known as
Armed Forces Hea dguarters*for Unification of Facilities and Serv1ces,
Western Area. He started operatlons, not from. an over-all theoretical

kbasms such as I Have just given you, but . from a- purely operatlng stand~
point;, hoplng undoubtedly: that as. results were accompllshed, a pattern

‘,‘for eventual complete unlflcatlon would develop, . _

. Under command declsions, deflnlte actaon replaced debate and in
lees than six weeks the following report of. accompllshed ‘projects. was -
personally made by General Clark to the Secretarv of Defense. o

'4‘1 J01nt use of recrultlng serv1ces and facmlltles 1n the western

T ,,area‘ i

s

2. Establlshment of a J01nt Publlc Relatlons Offlce 1n the San o
Fran01sco Bay area. '

3. Mbvement of the San Fran01sco U. S Dlstrlct unglneer Offlce
to government-owned space. ' '

h.a Consolldatlon of " ammnnltlcn act1v1t1es at Benlclc and Naval
Ammunltloi”Depot, Mare Island Calaforn1a.~“"“v . :

There are presently numerous’ other proJects under way. However, .
before completion, these projects must now be reviewed and aporoved
by the Munltaons Board’ befere presentatlon to: Mr.»Forrestal. .

N In other aréas of the Unlted States, subcomnlttees of the Munltlons
Board are carrying out s1m11ar investigations, and the results of these




investigations;.witbithg;repqémendationsjoffthese%field-subcommigteesi_v;
~ are reviewed and passed on by the Munitions Board before the implementing.
directives are issued by the Secretary of Defense, This method.-of accom--
plishing unifiéd disﬁribution“is-similargto‘the;method being used to -
~accomplish single-seprvice procurement, Each commodity, function,
~service, or facility is selected and, based on the individual merits - :

of the case, responsibility is assigned, -

This may be the best method of approaching the problem. Certainly
with strong efficient operators like General Clark in charge of the . . -
implementation, there should be a very definite .change of scenery with . .
regard to distribution-in the western area prior to the time I weach .. ..
this platform on this subject next year. I believe that we are making -
real progress. I believe.that we are progressing slowly-and should : -
not, be.lulled_into_overcqnfidence»becausenwe;are_making progress;.while:
accomplishment in the procurement field is most gratifying, the quoted :
statistics always.show5the percentage: of items purchased under single- -
service procurement money-wise, which is, I must say, very impressive.
However, if we looked at these same statistics item-wise, we should
find a very small percentage figure. . ¢ . . w0 oo

The most, satisfactory solution to unjfication ‘of. logistics in my
opinion would be‘an'organization»as_mentiQned;by;two;radicai members . .
- of the interim course., It has. been shown: by me -in other lectures; buti- -
I still believe in it except that I should replace the dJoint Chiefs of : -
Staff by a Chief of Staff Armed Forces, this being in line with my
.- belief that there should be one boss and that boards too: often are - -
. forced to a .compromise decision, I might say that:I am backed in .this
.. particular opinion by lir. Eberstadt. in a lecutre before the National - -
- War College on 8 October 1946, - : ; ' ' S

Chart 2, page 18.~-You have coordination through the Commander of
Logistic Forces, Requirements are furnished by the Joint Chiefs of
- Staff and are brought .down.- We. have reallocated-the various functions.
to what would correspond t6 the combined technical services and tech-

~nical bureaus in a modified form.

, This chaftyshows tﬁat the Sef#icé*of'Ordnance takes iﬁ;ali ofdﬁance;ﬁ
guns, .and ammunition, i T ~ R

As you heard Colonel Johnson, from the Office of Defense Trans-
portation, say, the Armed Services should certainly get together and’
have a unified transportation system. We have done that, recommending
that the Transportation Service take care of its supply and all,. .-:-.

,v'tranSpbrt—~land,.sea,'and air. ST e T e e

All the other services areWsimiléfly.shownp

~ We have kept the remount in Service of Common Supbliés; The Marines
still have 4O horses and they must be ‘cared for, R
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e Before summlng up my 1 is mo nlng, I mlght tell a story to
7;1llustrate our condltlon in the Armed Tf'*‘f:w\,es today- ‘ .

: When our flrst staff Went to England there were only 20 of us. We

- knew. Nno oneg. - London had been bombed for 'a’ Jear and there were no

“children and’ practlcallV'no females in the 01ty. “After several months

" two'of oyr ‘members met an Amerlcan girl and proceedéd to have a date,

It was so nice to have female company, particularly an, Amerlcan female,

that our. two offlcers falled tostart for home until after the‘blackout

."and in those early . days of the war it was really black, for one-could.
.-not. even light, or smoke a clgarette on: the streets. After they ‘had

, ,proceeded for some time, they wondered whether or: notwthey'were lost., |
‘Being God's greatest gift to the Army, nelther would admit that he could
be at a . loss in any. way,. After much argument as to which way to g0, &

very nice~-sounding voice said that if ‘they would take this turning and

“that turning and keep straight on, they couldn't miss the ‘Dorchester

. Hotel. They took the turnings and kept stralgnt on, but flnally ‘
thought they had missed their hotel, : After some argumsnt again the

- nice-sounding voice informed thein she: was going to pass the Dorchester

and would be glad to let them know when they arrived there, With that,
each one informed her that it would be fine and if she.would get them
,there, they would buy her & drink, Wlth a portable battery radio. they
had going full blast, ‘they arrived in the lighted lobby of.the. hotel
jflndlng on,thelr arms one of ths few females\of her type in. the British
Isles. ~ : :

, My point is that unless we are careful vig shall come out of .the
blackout with a disbribution . gystem handed to us bJ someone else, ithat
is not to our liking, and certainly from the domments that we have all
noted in the bress, pressure will be brought to bear on Cengress to
- take some actlon to brlng about true unl icatloh of the Armsd Forces.

Thank you.

QUESTION: You ended up vour remarks with the phrase, "Trus
‘unification," Flrst there are quite a number of hazy ideas of just -
what that phrase "true unificationt isy: N@'second p01nt which-T w1sh
. to . make in questlon form, is-that I- think we snould be-rather’ apprehen~
- sive of some of the. broad c¢laims that are ‘made. on reduction of wasts,
"partlcularly in. supply; distribution, and: procurement by the ‘bringing
“about of true unification. I would llke to illustrate that W1th a

very small example. -

In 1943 the Alr ForCe was a pa“t SE the Armv., Obv1ously, we should
. than haVQ been enjoying 'all the benefit of true unification, .. However, I
wish' to eite this particular incidenty I was executlve officer.ona -
. basé,, One- day-in ‘the early part of" l9b3, the. éngineers descended tpon
~us w1th .a roll of plans under thelr arms. They 1aid them out and Sald,

1
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UWhere do you want us to put the low temperature freezlng un1t9" We

. already had ice boxes, and. s o. onj for:our perlshables., A low tempera-

ture freezing unit was a room:that. kept: the temperature- below, I think

‘it was ten degrees Fahrenheit.. We said we didn't need oney They said,
"Everybody in the Sixth Serv1ce Command: gets 3 low temperature freez1ng

unit, so you will have to show us; where you Want Ate. If- you don't show
us, we wllT have to put 1t where we thlnk 1t should go."

RS

At that tlme there was al verv grave shortage of refrlgeratlon

*funlts all; over the countrJ and. in the combat’ areas. We 'gbt’ that unit.
v+ We never used. it - Lé&ter on, when I became A=l of the Command, T found
Coutal great many}of thé bases of our command didn't. use the unlt Had

".the ‘Command had to justify a request for the unit, and Justlfy 1ts

.?'nece351ty, I doubt - that anfbody would have asked for 1ty

COLONEL yoemoq nght, »

QUESTIOWVR That s a 901nt of danger that we can. get 1nto by

:"thls unlfled dlstrlbutlon in, wnlch .somebody at. the. top SAFSS- "Every—

bodv gets thls dose of medlclne whether he 11kes 1t lor not (L

COLONEL HORNOR" I thlnk that is not unlflcatlon, but automatlc

;5.supply'aga1nst supply by requ;31tlon.: ‘Those - unlte should: riot” have. .

‘been’ put out. on:an automatic: baSlS, but the. oost commander should have

been requlred to request one if he so'desired.

QUESTION' On your first chart you show three magor'commands. L
When you get over to the . second .chart, you break 1t down- 1nto ten. .
Aren't you going din the Wrong d:Lrec’t,:x.om‘> ﬁ*,J”v R AP o

COLONEL HORNOR' N6, they‘are all unlfled.;:quehave~the~techni¢él

.services 1n the Army now. ’i;

QUESTIONER‘ I tnought one of your pronos1t10ns was to do away
with the technlcal service idea. - o .

- COLONEL HORNOR:. It Was to comblne bhem. vou have to have those
technical services and bureauys, but heré; - under thls, you.have - them ..
under. the Joint Materiel Command ~here are your: technlcal services’ for

‘the: Army and’ technlcal bureaus for the Navy there.y;The setup 1s JuSt

©as lt 1s now.'

QUVSTION _ I am Just wonderlng 1f you in realltv weren't trying

to let the tail wag the dog, for two reasons: First, you are building
_.an organlzatlon on a procurement, basiss: Procurement 1s an important

function of the Aymed Serv1ces, but it is only one, There are many
others, and what is best for procurement ‘might not be ‘best for the -~
othersq: " Now, to get down sp601f10allv to the Deoartmcnt of the Army,

TR T v:-er
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~the Army is; Organlzed on bhe bas1s of the technlcal services.’ That is
_.a vertical type of organlzatlon. ‘Each one is:in effect g little empire

. .of its own. .- Now 'yqu take the Anny Materiel Command, aren't you in

jv‘effect bulldlng a. blg ‘empire on top of those already there, requiring.
more. dépots, more headquarters, and everythlng else, "including argreat

 p; many. additional. personnel? Mouldn't it be better to: start at the”

“,Jchecklng of: vouchers and he -wo

- the technical services and

lbobeg;nnlng, before you have a ‘joint: ovganlzatlon, and- reorganlze the
~Services. before you start yourfunlfncatlon9 g L

FRaTE 'fCOLONEL HO?NOR Thet is rlght. It w1ll requlre reorganlzatlon
A_of the present organlzatlon and . unlflcatlon w1th;n the«Serv1ces."' =

QUESTION -
‘ ;;,ing else

'Who is g01ng to determvne flsca1 and personnel coordlna-
sany unlflcatlon plan9 ~Qv = ’

COLONFL Hoawoq.“ Under your Jolnt Chlefs of utaff “the Chlef ef
Staff determines that. After all,. your requlrements and the ‘allotment
- .of ..funds: is.a command decision. It is today and it always’ will ‘bes: The
: of: figuring. requlrements are detailed
down to the technlcal bureaus: o ~t;ea,aVy and the technlcal ‘services of
~the Army. That is the place where many people go Wrcng,_ They think
chnical bureaus establish requlrements,

v  erm1ned by’ the command.,A”

[

fvThey do.not., Requlrements‘wz

QUESTION' Accordlng to the chart, the J01nt Loglstlcs A531gnment
_Board is taklng over many of the functlons of the Munltlons Board.

i

COLONEL HOQNOR' Yes, 31r.

«,\‘, .

QUESTIONER I it contemplated that the Mhnltlons Board would
.gauet° . S v : _ T

».«..'"

e COLONEL HORNOR‘ If the Joint Loglstics As31gnment Board were
,vestabllshed there would not be- the nece551ty for the Munxtlons Board.
It would take over ‘the functions of the: Munltions Board.c':f;'«»»

e QUASTIQN" Is it contemplated that the Joint Log;stlcs Asslgnment
Board Chart 1 would actually determlne requ1rements¢ :

COLONEL H@RNOR'- That 4 the command llne.; They are the onés’

"'who deCJde what troops you will have, how much,. -money should be asked
-~ from Congress,’ what ‘policies v1ll be folloved, ‘and to whlch Serv1ces

’your procurement and dlstrlbutlon w1ll be allocated.’ '

QUESTIONER I am in- the fleld u51ng somethlng, Who is g01ng to
actuallv give me what I require; determine my: reqnlrements and give
.me instructions as to how T will: store, issue,- and take care of that

*"»‘,materlalv That'is. what Toam: gettlng,at.»_,

13




COLONEL HORNOR: ‘Under this 1ntegrated sygpem, Your: technlcal
- responsibility will be in the technical service there, Justras it is
todav.f_You have your tWO cha:ns, the technlcal chain and the command

G chaln.

QUESTION You quoted some flgures w1tﬁ reference:to bhe 105~mm
artlllery ammunltlon. "THe' total manufacturs was"! illion: ‘rounds,
consumptlon during the war was 34 million rounds,*and‘vou $tated that
Lof the 85 million rounds’ manufactured, 47 million were sent overseas,

; Iam’ curious to know What those flgures that you cited prove or dlsprove¢

COLONWL HORNOR It shoWs the amount taken to flll the plpe line.
cIn’ f1111ng the .pipe. 1ine we manufactured 85. mllllon rounds, which was .
moré than enough for the use of the Services. "As ypu Sayy.we-got only -
h? million overseas,: that is. Just over: balf of’the ‘amount manufactured
and about two-thlrds were exoended.:r S o

P ..‘\‘

QUESTIONj‘ Now .. ¢n=voup Oplnlon, then, to‘bé‘f fﬁectxve-operatlon,
~.: instedd of ‘h v1ng 38 m1 ’ionlrounds left- over; W many should we h&ve'
uhadfleft\ i aep o s o

fCOLONEL{HO?&OR‘ ST was not trylng t ﬁprove
wboviise that.as.an examble’ of the tr
filllng the plpe lxne.vw* ;iﬂf;,ps\“~m='

4 QUESTIOMER~ I propose to take issué with' you" example as’ proof

~ which 1s a very .poor:ohej - for’ thls reason: Tri November 19414, as you
- wikde recall, Just. a:few méfths “after the invasion of- Normandy; we had
just ‘succeeded in getting our forces to ELrooe and’ ‘getting them deployed’
against the Germans. Now oup requlrements as determined- fequlred a
~manufacturing capaeity sufficient to:.supply the theater of operatlons
with 4O rounds.per- how1tzer pet day. Now our planners, the people

' allocatlng ammunition, were planning on that. The: agtiver Ttalian cam-
_paign had been supplied orior to that: time' with EO o unds ‘pat guit’ per
. day. They had..found that: not“'ufflcient for thelr purposes and had -
gotten’ anproval of 55 rounds r‘Howitzer per day. On 17 November,
La.eablégram was., received in’ ‘the Eurooean Theater of Operation, sent
by General Marshall ~which said in effect;:"The Zt cannot support Jour
rates of expendlture. -We- have cleaned all reserves out of the United
States) “They are. already :¢Smmitted to yous Beginning 1. January l9&5,

~ instead of 40 rounds. per day, . Jou. .can ‘expectohly 18, And we iwere:
well off in our. 105 How1tzers as compared to 155“'uns and 8-1n'h5HowItzer

Now g have'had these thlngs thrown at me* bv avervone from the Chief
of Ordnance on: down. R s e o e

, Beglnning atb that tlme, GenepallBurr and GeneralfClayg whof’erc"ther
in the theater, made B special survo‘ of the problem and after consultlng

LTS I
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fn,w1th Army commanders, th ade a trip to the United States, two
- major generals,-at General Eisenhowerts: personal direction. They
. . ‘managed to squeege out of the, ZI another five rounds which gave us
© about 23, or a little more. Tt was too late," they said, "to do ,
~ anything about 1ncreas1ng amfunition: production. It takes 10 to 12
“1f”months to 1ncrease the facllxtles to provmde move ammunltlon." ‘

Then there was another factor 1nvolved. There were plans g01ng

i197

on for the invasion of Japan. which was set for, I believe, November l9h5.

bew the ammunition was requlred for use in that combat and it would be
a tough combat, judgxng by our experiences in Okinawa and other places -
~ and would require heavy scale artlllery support. So I fail’ to see where

\k~ythese flgures prove very much.

S COLONEL HORNOR: ~The only thsng that they were used to prove was .
the. fact that they were requlred for filling the pipe line and to show
the enormous quantities, over and above the actual- expendltures,
required for use in fllllng a plpe llne,,

QUFSTION In the early dmagram there I notlced Army depots, Navy
depots, Air Force. depots, that doesn't appear to be cons1stent with
the over-all concept in my mind. : I

v CPLONEL HORNOR' I Sald thls is an interim plan, a compromlse,
‘that we would use untll such a system a8 this would be put lnto effect
i it was. S ‘

QUESTION You mentloned the unification, I think 1t was, although :
I may have the wrong word, of the Benicia and Mare Island Naval Ammuni-
tion depot.

'; COIONEL HOQ'\TOR'; Yes.

QUESTION‘ Can you tell me how many mlles of track they have torn
~up or did they actually add on some more people? »Secondly, who was
: happy over the unification of Bene01a9 '

COLONEL HORNOR‘ I don t belleve anybody was very happy over the
,closxng down of Benicia. That is a place, I believe, very similar to
what we had in the Quartermaster Corps at Front Royal, Virginia. We
flnally lost Front Royal to the Department of Agrlculture, and I
certalnly hated to see. it go.

QUESTION: I have two questionss: (l) Does your plan contemplate
any change in the present responsibility vested in the Office of the
, Secretary, and if so, to what extent? (2) Do you not believe that in

any such change as.you contemplate here a natural prerequisite must
.be the complete overhauling of the fiséal eccountlng procedures?

15
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‘ COLONEL HORNOR: Yes, very deflnltely. T think there are two .
things which, if you have control of them, you pretty well control
everything else. If youcontrol the funds and public relations, the

-~ people doing the talklna, then, you pretty well hit everythlng. You
~ can do what you want to do. g . _ o

, QUESTIONER " I'am assuming control but I mean talklng the . same
_ language of fiscal accountlng : :

" COLONEL HORNOR.¢ There would have to be a complete overhaullng of
. the’ respons1bi11ty for the obtaining of funds and alloting of funds
 to the three Serv1ces from the Secretary of Defense down. through. the
three Secretarles, and the reorganlzatlon of those other offlces to
¥ correspond with that, : o : »

» ‘QUESTION: Would you relleve the Secretarles of ﬁny of. therr
own respon51b111t1es now‘P . T

COLONEL HORNOR: Yes, ‘somie resoohéxbllities:end.autherity would
- be transferred to the Secretary of Defense.

That is all. ThmnK you very‘much.

(7 Fébruary 1949-—450)S.
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