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‘Mr. Robert A. Lewi¢ was born in Remona, South Dakote, 23 October
1891. He was graduated from the University of Pittsburgh in 1915
(B.S. in Railway Mechenical Engineering). He was engeged in manu-
facturing and bueiness from 1919 to 1933 and from 1936 to 1939 in
Birminghem, Alabema, He served with the 305th Engineers, 80th Divi-
sion in World Wer I. He was culled to active duty from 1933 to 1936
and agein in 1940, In May 1942 he wés assigned as chief, Material
Branch, War Plans Division, Office, Chief of Engineers. In February
1946 he was presented the Legion of Merit for his participation in

formulating Engineer Logistic Plans in support of overseas operations.

Colonel Lewis reverted to civilien status in May 1947, as chief of

- Strategic Planning Branch, OCE; his present position.is Chief, Military
Plans Division, OCE, Department of the Army. He also acts &s englneer

consultant to Army General Staff agencles on logistic operations and
has been & guest speaker at the Engineer School and the Air_University.
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. THE DEVELOPMENT OF A JOINT LOGISTIC PLAN
BY A TECHNICAL SERVICE

29 November 1950

COLONEL MATTHIAS: In our course on requirements we will hear
this morning what happens in a technical service in logistic plenning.
We have covered the JOS, the Munitions Board, and the departments. As
you go down, things get a little more complicated and more things have
%o be put together. I have asked our speaker to tell us what he gets
from the Department of the Army and whet he has to do with it to come
up with a completed strategic plan, and what the requirements angles
are to that.

Our speaker has been involved in this business to my knowledge
since 1942, He won't admit anything before that; so we don't know
Just what went on before that time. He had to do with plenning during
the war and after the war. He now heads the Military Plans Division
of the Corps of Engineers. '

In looking for & speskerto cover the technical service aspects,
I selected the Engineers, first, because I know they have the qualifi- -
cations for that asslgnment and, second, because of the service re-
sponsibility of the Engineers, which cuts across the other services,
&8 well as the technical services within the Army. They have to have
mény dealinge with the Navy and the Air Force before their part of
any plen can be completed. Mr. Lewls hes attended some of our seminars,
but this is the first time we have been able to hear him speak on this
platform, -

Mr. Lewie, we welcome you back,

MR. LEWIS: Gentlemen, it is indeed a Pleasure .to address the
faculty and students of the Industrial College of the Armed Forces.
The published results of your research and deliberatione are of gresat
value $to all of the armed forces, but particularly to us who are
charged with logistic Planning. ‘ oL

The development of a logistic plan by a technical service is a
cooperative venture. That this venture must be truly cooperative,
each planning echelon must operate within a wellwdefined orbit. Plan-
ning staffs must be aggressive, but there is no place therein for the
.rugged individuslist who is capable of making progress only through
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tangential motion. This requires that we determine the relationship
in planning between & military department and its technical services
or comperable bureaus, as well as the interdependence of the technical
services or buresus within a military department, such as the Depart-
ment of the Army. o '

Were this a research problem, we would have %o delve through
stacks of orders and regulations. In a friendly discussion with time
limited, we can better consider SOP (standing operating procuedure)
on Engineer planning that is commonly accepted and in daily use. We
will divide this SOP into three categories: guidance furnished by
higher staff agencies, planning data furnished by coordinate staff
agencies, and planning practices within the Corps of Engineers of the
Army. '

We will use cherts to guide our further considerations.

Chert 1, page 17, outlines the guidance furnished by departmental
plenning agencies to staff and commaend planning agencies coordinate
with Army technical services and major commands.

The strategic concept is furnished by the Joint Chiefs of Staff to
the Army, the Navy, and the 4ir Force. Bach of these departments draws
up an operational plan covering the proposed operations assigned: to
that department. For purposes of this discussion, we confine our-
selves to the Army Operational Plan, which generates on the general
staff level. '

The G-4, or logistic, annex to the operational plan is the bdasic
planning document for technicel service plenners. Of the information
included therein, the following items are of primery importance to the
Engineer planner:

1. Air and Navy data.

2. Phased troop basis.

3. Phased plan of operations.
4., Logistic concepts.

5, Assignment of projects.

The "Air and Navy data" provided in the G-4 annex includes all
the information on the Air Operational Plan and the Navy Operational
Plan which must be considered in developing our service implementing
plens. Information on the Air Plan is particulaerly important to Army
planning, since common supply and common lines of communications within
overseas theaters are contemplated for the service support of both Army
and Air, with a few exceptions.
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The "phased troop basis" outlines the commend structure and the
combat troop list in sufficient detail to be used as the basis for
logistic computations. The service troop besis is included, often only
in the form of bulk allotments arrived at through application of gen~-
eral planning factors. The actusl service troop list is developed by
each technical service from detailed information developed in the
logistic plan by each service. :

The "phased plan of operations! as submitted is very general in
character and includes only that information necessary on troop de-
Ployments and combat missions which might affect the type and quantity
of service support required. :

The item of Mlogistic concepts” includes G-4 guidance on the over-
all logistic problem. This item sets forth basic date on days of
supply, evacuation policies, refinements of construction, and such
other data as are of common interest to two or more services. You
might well compere this statement of logistic concepts to the rules of
the game in an athletic contest., ‘

Lastly, we have the item of "assignment of projects." The word
"project" is like the word "sin;* it covers a multitude of evils. 1In
this case we define a project as & service mission, & logistic miesion,
vwhich must be performed to support an operating function. Each project
must be capable of definitive description so .as to permit calculation
of the materials and effort necessary to accomplish it, Examples are
ports, hospitals, communications, etc., as will be brought out in more
detail later in our discussion. These projects include the provision
of facilities and the operation of facilities. The assignment of pro-
Jects referred to is the assignment of planning responsibilities
covering provision and operation of facilities. In other words, the
planning assignment is an allocation of Planning responsidbilities
covering those aspects of support projects which develop service troop
lists and special materials, the quantities of which muet be outlined
in the logistic plan. '

It will be noted that this guidance may be supplied to theater
comnanders, commanders of Continental Army areass, or to the chiefse of
technical services, according to which group or echelon has been given
responsibility for developing the logistic plan. Normally the chiefs
of technical services do this type of planning, but there are cases in
Peacetimes when the theater and Continental Army commands are assigned
this type of logistic pPlanning.
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" In times of emergency this type of planning is a function of the
chiefs of technical services in their capacities es members of the
Army Specisl Staff. This logistic planning performed by the chiefs
of technical services serves three major purposes:

First, each assists in the preparation of the Army Operational
Plan by providing technical advice and information on capabilities of
service support of the plan. ' '

Second, their combined efforts develop logistic plans and annexes
which set out the logistic support which each theater commander may
reasonably expect to receive. With these data the theater commander
has & firmer basis for his more detailed operational planning.

Finally, these technical service plans provide the basie for
long-range supply procurement and for long-range support troop plan-
ning. Quite often theater planning staffs have not even beén orgén=~
ized by the time this type of information is needed. Even after the
theater planning steffs are organized and functioning, it is unusaal
that time and persomnel ceilings will permit the long-range planning
required in our type of specialized industrial organizations.

Normally, theater commenders recommend changes in the logistic
plan in light of the more detailed information available in the
theater and in light of the developing tacticel situation. They also
develop and submit more detailed theater projects, which become the
basis for supply action, but which are too current in concept to
appreciably chenge the procurement objectives for long lead-time sup-
ply items.

Of course, Continental Army commenders plan for their part in the
support of combat operations, but in some cases they may &ctually repre-
sent @& theater command whose planning staff is not prepared to perform
all the detailed logistic planning missions of the theater.

As you know, there are five general classes of supplies in the
Army. Class I supplies cover subsistence items, class II supplies
cover individual and unit equipment, class II1I covers all types of
fuel, and class V supplies cover ammunitlon. Class IV supplies are
those requirements which cannot be covered by standard tables but the
quentities of which are so variable that the requirements must be indi-
vidually estimated. In the Corps of Engineers, class IV items of
supply include extra equipment required to perform the Engineer Mission,
plus all items attached to real estate.
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Chart 2, page 18, shows that the phased troop basis is the
Principael factor for determining requirements for classes I, II, 111,
end V. The type of items within those classes may be affected by
locatlon of the proposed operations, but the quantities involved are
largely determined directly from the phased troop basis..

- But class IV requirements are largely affected, both as to type
and quantity, by the terrain, climate, and location of the proposed
operations in relation to the Continental United States. HBven the

‘approaches, through which lines of communicetion must be established,
affect our estimates., More and more must we consider the culture of
the combat area, since we must give more and more consideration to
how indigenous resources may be utilized and our shipping tonnages
may be thereby reduced. We must also include in our deliberations
probably enemy actions, acts which will increase the Engineer cone
struction effort.

The Transporation Corps and the Corps of Engineers have the main
interest in these imponderables which develop class IV demands. This
is brought out forcibly by the normal assignment of projects referred
to in our first chart and enumerated in Chart III. Please note the
number and type of projects assigned to the Engineers in part or s a
whole, ‘

. Chart 3, page 19, shows that the Engineers are assigned several
projects for which they do not have operating responsibilities. Hos-
pltale are & typical example, It is not contemplated that the Chief
of Engineers will encroach on the prerogatives of the Surgeon General.
But the Chief of Engineers is responsibile for the Planning for the
supply of materials and for the construction effort involved in pro=
viding these facilities. When the Surgeon General determines his
phased facilities reguirements, his logistic Planning is largely com=
pleted. His supply requirements for operation of hospitals are largely
fixed by tables of basic allowances regardless of how many times his
unite are moved. Every change in location presents another problem to
the Corps of Engineers.

Chart 4,page 20, outlines our major .sources of the following informa-
tion. We are a service agency for practically ell the other technical
services, as well as for the combat arms., It is therefore imperative
that the Chief of Engineers receive informetion on what services these,
our customers, require. '

We must have & Phased Transpdrtation Plan from the Chief of Trans-
portation. The required information includes what ports, rail lines,
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roads, and inland waterways are included in his plans. We must know
the phased tonnages he expects to transport through or over each of
these facilities.

We must have a Phased Depot Plan. This depot plan is compiled
by the Quartermaster General as the major storage service and includes
 the consolidated depot requirements of all technical services. We must
know where the depot areas will be located and the space requirements
in each area, divided into open storage, covered storage, and refrige~
erated storege. He also gives us the ice~manufacturing requirements
per area. :

This depot plan also gives us the petroleum tankage required at
ports and at inland points., The Quartermaster General furnishes us
with the gquantities «nd types of ligquid fuels which must be stored
for Army and for Air Force use. He gives the rate of resupply for
each location for each fuel as & basis for our pipeline calculations.

We must have a phased hospitelizetion plen from the Surgeon Gen-
eral, the shop-buildings requirements and the special construction re-
quirements from each of the technical services. " '

So far we have outlined the type of informetion we must have from
higher staff agencies and from staff agencles on our own level in order
to even start the compiletion. of the Engineer loglstic plan. The next
question is, What do we do with this information and how do we develop
the requiremente needed to support our plea? ’

First, we must get all these demands consolidated within each time
phase., A sketch map is made for each phase of the contemplated opere-
tion. XEach map shows the ports to be uged and the tonnages that must
be cleared through each. It shows the road and rail lines to be used
and their tonnages. The information about depot and hospitalization
is pleced thereon. Troop populations by areas are noted. These popula-
tions are approximately located on the map by categories such as troops
in combat, troops in combat support, and service troops. When we get
through, we have the strategic concept and the logistic situation set
out visusally.

Technical specialists on each type of project study each of these
phase situation maps in light of avellable intelligence end determine
the implications of the Engineer mission in each case. We have dew
veloped planning factors based on World War II experience and sound.
engineering practices. Use of these planning factors eliminates many
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recurring calculations. The results of their deliberations must be
stated in effort and materials, To conserve time and effort we have
compiled functional components &s units of measure and as outlined on
Chart V. - : :

‘Chart 5, page 21, Navy officers present will note the similarity
between these Army functicnal components listed and those standard
with the Navy. These functional components delineate the effort and
materials required by the Engineers to provide the facilities required
to perform that function. Eech functional component is made up of
such elements as structures, utilities, site areas, fixed equipment,
construction effort, and improved surfaces. These elements are in
turn made up of items of supply. S :

Given a strategic plan from which a logistic plan is developed in
the form of Projects with requirements stated in functional components,
we extract from it the elements of service troop basis and a phased
bill of materials., , : ‘

Items included in the resultent bills of materials fall into three
general categories: controlled items, planned procurement items, and
items the procurement of which is based on Engineer central stock cone
trol records. , : :

General staff agencies on the departmental level ere only in-
terested in items which may be in eritical supply.  We report to them
the controlled item requirements by number, both for Engineer items
and also for items of other services required by the Engineers.,  All
other items are reported to departmental staffs in the form of tone
nages or money value as désired,

So, starting with general staff guidsnce, augmented by plans of
other technical services, supplemented by Engineer intelligence and by
libveral use of Planning factors, we determine the requirements for items
needed to accomplish the Engineer mission. ‘ :

This generstion of requirements from & joint strategic plan would
be an involved process of doubtful &ccuracy were we not to follow &an
orderly procedure accepted and understood by all contributing agencies.
The procedure outlined is subject to constant review end revieion.
Your consideration of our problems 1s appreciated, Any comments or
suggestions from you on how this involved process of reasoning might
be simplified or otherwise improved would not only receive favorable
consideration but they are earnestly solicited,
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QUESTION: Mr. Lewis, I am not quite clear aboub these functionel
components, &s to Just exactly what one is and how it is used.

MR. LEWIS: In the Corps of Engineers furictional components seti
out the supplies and effort that are required to furnish the facilities
necessary to support-e function. . Let ue consider components to support.
the "AM functions of administration.

The plan glves us & troop basis., It also sets out the orgeniza~
tion of.the theater from which we caen determine the tedministrative"
functions which are comtemplated.

We have previously figured out the supplies and effort involved
in furnishing each of several sizes of functional components applicable
- to the typical administrative headguarters which will be needed. These
include such administrative staffs as theater headquarters,‘s. 0. S.
headquarters, and so on down through regimental headquarters. Bach
size component is broken down into number of buildings required, utili-
ties required, with other items necessary to provide the completed
physical setup required in each case.

~ We now limit our deliberations to determining the number of each
size type "A" component which will be required to support the HAdminie-
trative® functions involved in the plan, We report our requirements to
our Military Supply Division of OCE in components, Since they have
previously made IBM punch cards for the items included in each compo-
nent, they make & machine run. By IBM they save the laborious task of
compiling & consolidated but phased 1ist of the supply items required
to provide the administrative components estimated to be needed.

QUESTION: On that seme subject of functional components, it seems
to me that the functional component as used by the Navy is different.
Sey that the theater is a bare island., 1If you aregoing to & bare
island, when you take the paper from your machine, it might have & lot
of things that you wouldn't need there, depending on the amount of de-
molition. Would you care to comment on that?

MR. LEWIS: Yes, we alweys figure on what demolition fector must
be espplied. We have both construction components and rehebilitation
components. By the demolition fector determined upon we will decide
which of these two types of components are most applicable and spply
thereon the demolition factor. : . '

The Navy system is different as applied by them to campeigns in the

Pacific where demolition factors were not applicable. However the main
difference between the Navy and Army component system is one of application.
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The Navy component system is not only a planning medium but an
implementing medium. The location and size of each Navy advance
installation is more subject to central staff planning than are Army
theater installations of comperable size. They can even plen what
should be the stock levels of their advanced bases and include the
stocks in their storage components,

But in the Army, with less mobility of forces, our support ine
stallations in overseas theaters cannot be so exactly planned. A
sudden chenge may cause extensive revisions in the location, type,
and size of support facilities.

Landlines of communications require echelons of supply which
develop with the tactical situation, develop in complexity as these
LOC, extend further inland.

» 4As this support structure grows in complexity, it becomes less
practical to try to use functional components as a means of issding
supplies, a process which is entirely practical with the Navy.

Thie functionsl component system is gimply an extension and
refinement of such planning date as that included in TM 5=280. In
that manusl we set out the Plans for certain facilities, like hos~
pitels, complete with bills of materials. These layouts were useful
as planning date as well as a useful guide to construction forces.

. We do not expect that functionsl components will be the means
for obtaining the perfect answers; but they will give us basic data
- for planning, consclidated bills of materials covering practically
all items needed. We will still have to apply correction factors and
thereby we hope to attain a reasonably accurate answer.

f\QUESTION: Continuing our discussion of functional components,
you saild you borrowed them from the other services. 1Is there just one
standard functional component?

MB. LEWIS: The functional component system was first placed in
use as such by the Navy, I think it is true, as the Navy plenners
contend, thet their functional component system was largely respon-
sible for their excellent supply system.

Prior to our present effort, the Army had Training Manusls such
as IM 5-280 referred to previously. But these TM's were more on how to
construct a building then how to plen a complete facility. The same may
be said for the compareble manuals covering Air facilities.
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The functional component system will only be workable when we
have & functional component worked out as to type and of a size
applicable for the support of each service mission. Army components
will vary from Navy components in detail but not in principle. The
same m&y be expected when Air components are finalized. We must admit
that our three depertments handle administrative deteils differently
and plan accordingly.

QUESTICN: Can you tell the value of these functional components
by their numbers?

MR. LEWIS: Absolutely. We use the same system that the Yavy
does.

QUESTION: Do you decimal numbers also? .

MR, LEWIS: Yes. We use the decimal system. I did not bring my
chart setting out the details of the system and it is rather involved
to explain without the chart.

Wherever the Navy has & functional component of & size and type
which is the seme as we need, we will use it. This is particularly
true of petroleum tenker unloading &nd shore-storage components. We
do not expect that their presently published petroleum components will
meet all Army conditions.

QHESTiON: What would yoﬁ call those compenents that depend upon
assumptions?

MR. LEWIS: All plaenning is based on assumptions. Functional come=
ponents are planning factors which are epplied on assumed conditions.

G-4 gives us the basis for the plan. This besis includes those
assumptions on strategy supplied by G-3 as well as the assumptions on
logistics furnished by G-4 which are applicable to all services. As
soon as an assumption is firmly stated, that assumption is teken as a
fact upon which we can and do apply plenning factors.

QUESTICN: I would like to carry that a little bit further. Who
‘clears your assumptions?! Do you have to clear them with G4l

MR. LEWIS: Basic assumptions made by a technical service are
clesred by G-4. Minor assumptions applicable but to one technical
service are not cleared but are subject to review,

10
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QUESTION: When you get through, you come up with reports on
the total tonnage and the value in dollars. Do you report to the
military procurement people, or do you report to the Munitions Board?

MR. LEWIS: Speaking as & division chief I report quantities
only to our Military Supply people. Speaking as & representative of
& Chief of Technical Service, we report requirements of a selected ,
list of items to G4 who in turn report those requirements to the
Munitions Board., ‘

QUESTION: In the controlled items I don't see anything there
that would pick up copper. How do you report copper?

MR. LEWIS: We do not report critical materials requirements as
such. We give end-item requirements to Military Supply who in turn,
by IBM, come up with requirements for the critical materials required
in their production. :

QUESTION: Who does that?

MR, LEWIS: Our supply people do thet. Actually this Munitions
Board list conteins the long~lead~time, valuable items which take the
most critical materiels.  In other words, it is supposed to be that
1f you can get these Munitions Board items of munitions, guns, signal
equipment, hospitals, and so forth, you will haeve 80 percent of every-
thing you need to win the war., That is what they think.

QUESTION: In your telk you listed the Navy and the Air Force as
responsible for procurement in this plan., I noticed that you immedi-
ately dropped the Navy and made a statement to the effect that the
Alr Force items would be sent to a depot. I wonder whether you would
elaborate on that,

MR. LEWIS: The Navy has a separate line of communications. They
do not come in the Army line of communications as integrated as Army
and Air, In other words, we could say that the Army is the handmaid
of the.Air Force. We are responsible for furnishing the Air Force
supplies of everything except ammunition up to the depot level in the
theater, from which it draws to its air groups or air installations,
the same way as the Army draws in an Army aresa.

But the Navy doesn't get into this landline of communications
except in the case of the Marines. The Marines, when operating inland
with the Army would rely upon Army supply because Navy supplies are

11
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usually kept close to the shore line.  In the past the Navy has had
its own line of communications. What the procedure will be now that
the Navy will be responsible for all water shipping, I don't know.
But I think there will be very few Navy items on the same ship with
Army items. ‘ : , o

Of course, I am wrong in omne or two details. For instance,
within & theater a certain service is given the responsidbility for -
furnishing the whole theater requirements of certain items. In those
cases we will have common supply of those items within the theater.

I hope I have answered your question.

QUESTION: Not quite. What I wanted to know was whether the re-
sponsibility left the Army. .I would like to go & little further and
ask whether thie is based upon experience~-I know that is the way it
was previously operateds-or whether thie is based upon directives now
current in the Munitions Board.

MR. LEWIS: I think I know what is worrying you. We are getting
mixed up on words. What we have to know is how supply responsibility
affects the Army plan. - For instence, one of the first things we get
in the strategic plan is & list of air bases that the Air Force ex~-
pects to operate and the characteristice of those bases. This gives.
us the basis for Army supply support of Air.

Now, so far as the Navy is concerned, we get very little intel-
ligence from it regarding its plans because of the fact that our
supply is not integrated with the Navy like it is with the Air Force.
Navy hes its own depot system in the United States and its own places
in the ports of embarkation. Nevy has in the past loaded its own
ships and has routed those ships to its own destinations; whereas in
the Army and the Air Force we use common depots in the United States,
common ports of embarkation, and common ships for our items in common.
Army and Air have common depots in the theaters. Does that meke it
clear? : ‘ : , .

QUESTION: Not quite. I am still wondering whether that is based
on what you think is right or on Munitions Board directives.

MR. LEWIS: I don't know whether the Munitions Board has been the
controlling agency but rather I believe the system as described has
been set up by mutusl agreement between the Army and Air Force only.
The only exception thet I know from that described is that the Chief
of Ordnance hes arranged to turn ammunition over to Air at the port of

12
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embarkation. The Army does not have a thing to do with handling Air
emmunition in overseas theaters. But after ammunition leaves the
port of debarkation, it is up to Air Force personnel to handle it
and store it themselves. I don't know how it is going to work, but
that is the only exception that I know of. Of course, Air is re-
sponsible for supply of all items Peculiar to Air. o

QUESTION: Have you run across the term "division slice or
"group slice" and how dces this plen fit into that? Would you care
to meke some comment?

MR. LEWIS: Yes, we have a division slice. I might say, to begin
with, that the division slice is to personnel very much what the funce-
tional component is to supply~-a planning factor.

The trouble with the division slice is in its application. It
wes devised to be used on the very highest levels. The division
slice is used to plan induction rates to provide divisions with the
required backup in personnel. The trouble starts when an effort is
made by lower echelons to epply the division slice to operating con-
ditions. As soon as a division slice becomes & variable it loses its
worth as a planning factor.

Division slices could become a useful planning factor even were
they not constant in size if esch size slice were given a definitive
and fixed description by a responsible agency so that it would be
universally understood. But at present the dlvision slice is used
loosely and hence is not so useful as & planning factor as it might be.

QUESTION: Can you give us eny idea of the time phasing of this
whole plan.within the Corps of Engineers or within the Army for the
determination of material requirements from the time you get the
strategic plan until you get the determination of your end items?

MR. LEWIS: Normally in our strategic and logistic studies on
hypothetical operations we usually finish them up, because we have so
many other things to do, in about three months., It takes something
around 6,000 man~hours nn requirements. However, in the case of Korea
we put them out in exactly 16 days.

QUESTION: Going back to one of the former charts, you talked
about getting the requirements from the other technical services for

things like hospitals. At what stage in the planning process do you
find that those hecome firm? In other words, you compute the Engineer

13
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requirements on what the services give you. Ordinarily those require-
ments are not approved. They might be changed when they zet to the
general staff.  If so, I presume that you stert and do the work over
agein., Is that right?

MR. LEWIS: You are right. The basic reguirements supplied’to _
the Engineers by & technical eervice should be reviewed by G=4 before
we use them. On the other hand, the basic logistic concept furnished
by G-4 should simplify this review if it 1is anywhere near adequate.

After all, the Surgeon General is best qualified to make a hos-
pitalization plen. If the G-4 logistic concept is adequate, this
hospitalization plan should need little review on the G-4 level, Quite
often, upon review these serwice plans are changed but usuwally these
plans are only changed in deteil. Were we to work out the requirements
on the hospitalization plan. submitted by the Surgeon General and were
it changed only in detail, we would change our quantities only if it
made an appreciable change in our over-&ll requirements. If the change
were appreciable we would meke corrections on & percentage basgis.

After all, requirements estimating is not an exact sclence. We
strive for reasonableness, We cannot expect to attain accuracy. A4s
estimators we strive to stey within the reasonable limits of error.
Minor changes in service plans would be disregarded if those changes
would not appreciably change the end result,

This metter is a continual source of irritation in that the un-
initiated expect a mathematically correct answer without appreciating
the fact that all our calculations are based on assumptions. The
accuracy of which is doubtless smaller than the calculations based
thereon.

QUESTION: I have another gquestion along that same line. TYou
said you get from Transportation the ports, railroads, roads, and so
forth, Those are going to be quite dependent upon the tonnage in your
clase IV stuff that is going to move in the theater. Do you get those
factors sufficiently close to enable you to figure out your tonnages?

, MR. LEWIS: We have certain basic factors which come out pretty
well. We got them from World War II, Then after the war we went into
them further. Those factors were worked back. We went back to World
War I and found that the factors were the same in that war as they
were in World War II. Men haven't gotten any bigger. They don't eat
any more. They require about the same amount of ammunition, maybe a
little more; but, so far as the Engineers are concerned, the require-
ments in World War I and World Wer II were very close together.

14

RESTRICTED




RESTRICTED

We find, for instance, as Gwd gives it to us, that it takes
eightetenthe of a ton per men per month for replacements and main-
tenance. That comes up pretty close; actually those factors are
good enough for tonnage computations. Usually the availebility of
shipping and the results of enemy action are more variable than the
basic factor of eight-tenths of a ton per man per month.

QUESTION: Mr. Lewis, you say you always start with a ‘joint
strategic plan., I am wondering how you develop your assumptions and
planning factors that you are going to go on prior to receiving the
strategic plan. What is the basis on which these strategic plans
are developed? ' o .

MR. LEWIS: Now you are getting into something that is a little
over my head. I am so far down on the totem pole that I have creo-
sote on my feet. Although we do certain work in the way of Engineer
consultations with the joint strategic plamners, the joint logistic
planners, and the Munitions Board's Petroleum Committee, that is
acutually over in & separate branch of my Military Plans Division.
That is in whet we call our Strategic Planning Branch., It consists
of the consulting engineers; they do this work which I think you are
talking about.

QUESTION: Suppose that the Joint Chiefs of Staff in their
deliberations decided that there is going to be a big major war
starting on a certain date. How long would it take you after you
knew the over-all mission, to get your whole system worked out?

MR. LEWIS: It takes about three months from the time we receive
our Gw4 guidance until we can come with the phased bill of materials
required,

If a war were to start tomorrow each technical service would ine
stitute procurement based upon the requirements worked out to support
the current Army Mobilization Plan which in turn is based upon a
general strategic plan. As the war brogressed, these AMP gquantities
would be revised as specific strategic plans are approved.

In war planning we endeavor to firm up the nearest quarters pro-
gressively as time elapses and, at the same time, project our require-
ments at least 36 months in the future.

We have certain factors in my office that can be used for long-

range requirements estimating, based on number of men deployed in
various parts of the world under verious combat conditions. These

15
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factors are admittedly inaccurate but they supply the only me&ne for
estimating requirements beyond the concept, time-wise, of any stra-
tegic plen in existence. As firmer strategic plans become available,
these quantities ere firmed up by more reliable estimates. It may
be that these long-range estimates may only he 50 percent correct
but if they are the best possible at the time, they must sufflce
until we have @ more accurate basis for our estimates.

COLONEL MARTZ: Mr. Lewis, we certainly thank you for this
interesting discussion on the Engineers technical service planning.
Cn behelf of the Industrial College I take this opportunity to ex-
press our thanks.

(12 Apr 1951--800)S.
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'Chart 3
PROJEGT ASSIGNMENT

PROJECT S  TEGHNICAL

Name v SERVICE
Ports - - - - - - - - - - - - Transp. & Engrs.
Storage - - - - - - - - - - . - QM 8 Engrs.
Shops - = - = =« - - = - - - . Engrs.
Housing - - - - =« - - - - - . Engrs.
Hospitals~ - - - - - - - - - < Engrs.
Ldry & Dry Cleanlng Facs. - - - - Engrs.
Special Water Supply - - - - - - Engrs.
Roads - = = = = =« = o =0 = & - Engrs.
Railways - - - = - - - - - - - Transp. & Engrs
Airfields = = = = = =« « = = = = Engrs.
Petroleum Distribution - - - - - ~Engrs.
POW. lnclosures - == - - - Engrs.
Fire Fughhng == == === - - Engrs.
Forestry - - - - - - - - _ . _ Engrs.
Bridging - - = - - - - o . - Engrs.
Field Fortifications - = - - - - - Engrs.
Camouflage - - = - - - - - - _ Engrs.
Signal Communications - - - - - Signal
Motor Transport - - - - - - - _ Transp.
Map Reproduction - - - - - - _ Engrs.
Amphibious Equupment - = = = - Engrs.
Civil Affairs - - = - = - = = - QM & MD
Special Services= - - - - = - - AG |
Smoke Screenmg -------- Chemical
Press Focilities - - - - - - - - sjgnal
Special Operational Req. = - - - - Engr., Transp, ,QM,,

19 Sig.,Chem.,}_MD,O{rﬂd.‘
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Chart 4
Data Required From
OTHER TEGCHNICAL SERVIGES

PHASED TRANSPORTATION PLAN
(Chief of Transportation)

'PORTS

RAIL LINES | Location
ROADS | Tonnages

WATERWAYS

PHASED DEPOT PLAN
(Quartermaster General)
Open Storage
Covered Storage
DEPOT AREAS == == == = .
Refrigerated Storage

lce Manufacture

Number of Barrels
PETROLEUM TANKAGE= Types of Fuel
Resupply

PHASED HOSPITALIZATION PLAN
(Surgeon General)

SHOP Regmts — SPEGCIAL Reqmts
(All Admin. & Tech. Services)
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Chart 5

\'—

FUNCTIONAL COMPONENTS

A- Administration G - Hospitalization

B - Defense Works K - Personnel Service
C - Communications N - Housing

D - Supply P - Engineer Service
E - Maintenance S - Special

F - Transportation

ELEMENTS

Structures Utilities Site Areas

Fixed Equipment Construction Effort
Improved Surfaces

ITEMS

Controlled r Planned Procuren(\’ennt based
Engineer | Other | Procurement | Engr. Central Stock Control

A4 /
Numberl<——Report by —>| Value or Tonnage

824890
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