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RBTRICTED 

Captain Henry E. Eccles, USN, Head, Logistics Department, Naval 
War College, was box in Bayside. New York, on 31 December 1898. He 
was graduated from the U. S. Naval Academy and commissioned Ensign in 
June 1922. He became a qualified submarine •officer in 1925 and 
received postgraduate instruction in Diesel engineering at the Post- 
graduate School, Annapolis, Maryland, and Columbia University, 1928- 
1930. He commanded the destroyer John D. Edwards from October 1940 
until March 1942 and participated in the naval actions against the 
Japanese in Badung Strait and the battle of the Java Sea. From May 
1942 until June 1943 he was on duty in the Office of the Chief of 
Naval Operations. ~ollowing instruction at the Naval War College, he 
reported for duty on the Staff of the Commander, Service Force, Pacific 
Yleet, in December 1943, as officer in charge of the Advanced Base 
Section of thePacific Fleet Service l~orce. In December 1945 he was 
ordered to the Army and Navy Staff College, Washington, D. C., as a 
member of the Joint Operations Re viev Board; and the following July 
he assumed command of the USS Washington. In Janusry 1947 Captain 
~ccles was ordered to duty on the staff of the Naval War College at 
Newport, where he is now serving as Head, Logistics Department. 
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21 Yebruary 1951 

G ~ R A L  H O L ~ :  Gentlemen,  f o r  the  p a s t  t h r e e  y e a r s  the  I n d u s -  
t r i a l  Co l l ege  has r e c e i v e d  a n n u a l l y  an i n v i t a t i o n  from t h e N a v a l  War 
C o l l e g e ,  up a t  Newport ,  t o  p r e s e n t - - t h r o u g h  l e c t u r e s ,  s emina r s ,  and 
d i s c u s s i o n s - - s 0 m e  i n f o r m a t i o n  on the  p rob lems  of  economic m o b i l i z a t i o n  
to  the  s t u d e n t  group a t  the  Naval  War 0 o l l e g e .  We have a lways  ~been 
v e r y  g l a d  to  a c c e p t  t h e s e  i n v i t a t i o n s .  The exchange of  v i s i t s  has 
r e s u l t e d  in  g r e a t  b e n e f i t s  t o  b o t h  c o l l e g e s .  

On our  t r i p s  to  Newport  we have no t  on ly  had the advan tage  o f  
l e a r n i n g  many i n t e r e s t i n g  t h i n g s  a b o u t  n a v a l  l o g i s t i c s  bu t  we have a l s o  
met some outstanding officers and made some very fine friends. One of 
these gentlemen whom we have seen up there inaction on logistics, 
strategy, and tactics is with us this morning. As our guest speaker he 
will talk on "Overseas Distribution Systems." 

C a p t a i n  ~ c c l e s  i s  the  head of  the  L o g i s t i c s  Depar tmen t - -Z  t h i n k  i t s  
new name is Strategy and Loglstics--at the Naval War College. He has 
made great contributions to clarify our thinking on the relationship 
between s t r a t e ~  and l o g i s t i c s .  In  h i s  work up t h e r e  s i n c e  1947, he 
has  done much to  s t r a i g h t e n  out  the  "why" and the  "how" of  the  r e l a t i o n -  
shlp between strateg.7 and lqgistics. 

I know Cap ta in  E c c l e s  has  many f r i e n d s  in  t h i s  a u d i e n c e  t h i s  
morning.  We f e e l  v e r y  honored to  have him w i t h u s .  I e x t e n d  to  him a 
very cordial welcome to the Industrial College. 

Gentlemen, Oaptaln Iccles. 

CAPTAIN EOCLES: Admiral Dyer, General Holman, my friends at the 
Industrial Oollege, and visitors: In addition to the relationships that 
General Holman has described, the Naval War Oollege and the Department 
of Logistics at the Naval War Oollege are particularly indebted to the 
Xndustrlal College because at thetlme the present Strategy7 and Logis- 
tics Course was under consideration, and in its formative period, we 
received invaluable help from the officers of the Industrial Golleg e. 
Some of our ablest staff members have been officers who have come to us 
from the Industrial College. We have received great benefit from this 

mutu~l association. 
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Before discussing the subject of distribution, I want to pay 
tribute to the military educational system of the armed forces. I 
think it is swell. And I think you are all to be congratulated on 
being members of one of the major elements of that educational system. 

At the risk of "pulling an old chestnut," I have been called a 
logistics planner. Some people talk about what a logistics planner is. 
~t I will offer this: nA logistics planner is a person who passes as 
an exacting expert on the basis of being able to turn out with prolific 
fortitude infinite strings of incomprehensible formul~e calculated with 
micromatic precisions from vague assumptions which are based on debat- 
able figures taken from inconclusive experiment~ carried out with instru- 
ments of problematical accuracy by persons of doubtful reliability and 
questionable mentality for the avowed purpose of annoying and confounding 
a hopelessly chimerical group of esoteric fanatics referred to altogether 
too frequently as practical navy administrators.. There is a lot of 
truth in that; but it is not the whole truth. 

Today we are going to discuss distribution, which is a part of 
logistics. However, it ie impossible to discuss distribution or logis- 
tics without reference to the broader background of war; the relation- 
ship to the bigger entity. The word "distribution" is a verbal abstrac- 
tion. In other words, you cannot take distribution in your hands and 
put it in a box. It is an abstraction. It cannot be defined precisely. 

In the same way the words "war, n "logistics," "strategy, m and 
"tactics, are all verbal abstractions. I believe that in many instances 
we, both the armed forces and the public, make a mistake in attempting to 
give very precise definitions for these various elements of this great 
and complex subject of war. I think the attempt to make precise 
definitions in reference to these abstractions he unfortunate for it 
tends to create compartmented thinking. I will start with a very brief 
s u g g e s t i o n  to  you o f  c e r t a i n  a b s t r a c t i o n s  which  I t h i n k  a r e  h e l p f u l  i n  
u n d e r e t a n d i r ~  the  r e a l i t y  o f  war ,  g i v i n g  a d e m o n s t r a t i o n  o r  d e s c r i p t i o n  
o f  what war i s  r a t h e r  t h a n  an e x a c t  d e f i n i t i o n .  

When we come to w r i t i n g  o p e r a t i o n a l  p l e a s ,  g i v i n g  o r d e r s  or  com- 
mands,  we must  be p r e c i s e .  We must  have words t h a t  m ~  p r e c i s e l y  what  
we i n t e n d  them to mean. We have to be a c c u r a t e .  But i n  t he  case  o f  
u n d e r s t a n d i n g  the a b s t r a c t  t h e r e  has  to  be room f o r  a t r emendous  number 
~f  d i f f e r e n t  t h o u g h t s  and f e e l i n g s .  I f  we can g i v e  good d e s c r i p t i o n s  
r a t h e r  t h a n  p r e c i s e  d e f i n i t i o n s ,  I t h i n k  we w i l l  a t t a i n  a t r u e r  u n d e r -  
s t a n d i n g  o f  what we a r e  t a l k i n g  a b o u t .  

2 

RE : I . ,R ICTED 



i 6 5 5  
£ 

Chart  1 ,  page 2 1 . - - L e t  me s t a r t  ou t  w i t h  a o n e - p i c t u r e  concep t  o f  
war. In this slide you will notice that if you remove any one of these 
three rings, the other two will fall apart. I believe that is a pretty 
gOOd representation of what happens in war. If, ~n your thinkin~ from 
the  command p o i n t  o f  v iew,  you do no t  s u b c o n s c i o u s l y  r e l a t e  the  s t r a t e g i c ,  
logistical, and tactical elements of that situation, your thinking is 

going to fall apart. 

Let us now take a very brief look at logistics, as portrayed in 
this slide. If we describe logistics in these terms, we find that we 
are describing it in terms of strategy and tactics. We are in harmony 
with the three rings that must hang together. And so, with the general 
definition that logistics provide the means for war, we can go ahead with- 
out being too compartmented in our thinking. And I think we can go ahead 

with a pretty firm basis of reality. 

Chart 2, page 22.--To help us in understanding and d/scumming this 
intangible or abstract thing th@t we call "loglstics," I suggest that we 
look at what we might call ,Fund~ental Elements and Basic Aspects." The 
fundamental elements you are all familiar with; you are doing those all 
the time. They are the determination of requirements, procurement, and 
distribution. All these are done no matter what else you are doing in 

the logistics work of any organization. 

Then you must organize, plan, execute, and supervise. In every 
problem these elements and aspects are interrelated. They blend and over- 
lap. They will be d~fferent for every problem. But, nevertheless, if 
you approach your problems of war logistics with these elements and aspects 

in mind, it will help you to keep straight on the path. 

Chart 3, page ~3 .--What, gentlemen, are the means of war? As shown 
on this slide, they are men, materlals, and services. Some of my friends 
think we should add a fourth one, namely, facilities; but I prefer to 
include facilitles as a part of services. If we are providing the men, 
materials, and services, we must have the determination of our require- 
ments; we must have procurement; and we must have distribution. 

In your studies here in the Industrial College you have been very 
largely involved with the problems of procurement~ that is as it should 
be. The problems of procurement, of course, stem from the requlrements~ 
We have the task--and it is a very important and difficult one--of meeting 
tremendous demands and requirements with limited resources. Since our 
economic and industrial capacity is not unllmited--it is never unlimlte~-- 
we have the Job of making our procurement suffice for our real needs 5y 
c u t t i n g  down our  r e q u i r e m e n t s  wherever  t h a t  can be done. 
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J u s t  a s  i t  i s  i m p o r t a n t  to  s t u d y  a l l  a s p e c t s  o f  p r o c u r e m e n t  so  t h a t  
we can  a t t a i n  the  maximum p r o c u r e m e n t ,  i t  i s  e q u a l l y  i m p o r t a n t  to  s t u d y  
a l l  a s p e c t s  o f  r e q u i r e m e n t s  i n  o r d e r  t h a t  we may r e d u c e  our  r e q u i r e m e n t s  
w i t h o u t  r e d u c i n g  o u r  f i g h t i n g  p o w e r .  And i n  t h a t  p r o b l e m  o f  r e d u c i n g  
r e q u i r e m e n t s  i t  i s  a p p r o p r i a t e  t h a t  we make a v e r y  c a r e f u l  s t u d y  o f  d i s -  
t r i b u t i o n .  I b e l i e v e  t h a t  i n  t h e  s t u d y  o f  d i s t r i b u t i o n  l i e s  the  f i e l d  
o f  t h o ~ h t  t h a t  w i l l  g i v e  us  t h e  b e s t  means f o r  r e d u c i n g  our  r e q u i r e m e n t s  
w i t h o u t  r e d u c i n g  our  f i g h t i n g  power .  

Combat efficiency, while not solely determined by logistic efficiency, 
is always limited by logistic efficiency. Logistic. waste, t h a t  is to  say, 
logistic inefficiency, always reduces the ability of the commander to 
apply sustained Combat power a t  the desired locations. On the other hand, 
an excess of logistic resources in one area means that combat operations 
in another area have been unnecessarily curtailed or delayed. No one pro- 
poses that the last bullet kill the last enemy; but all of us should 
r e a l i z e  t h a t  u n n e c e s s a r y  e x c e s s e s  a n d u n n e c e s s a r y  s h o r t a g e s  a r e  the  two 
sides of the same coin of logistic inefficiency. 

I n  a t a l k  a s  b r i e f  a s  t h i s ,  i t  i s  i m p o r t a n t  to  s e l e c t  t he  e s s e n t i a l s .  
I shall skip most of the technical details, leaving these to your own 
knowledge. With the extensive bibliograph,v in your library and ~Iscusslons 
within your own groups, many of you are much better informed than I am on 
these details. I shall try to point out, however, a few of the major con- 
siderations and problems of overseas distribution. When I go into details, 
it will be from the point of view of the fleet, the naval forces and the 
naval distribution system. 

Before attempting to go into the problem of distribution, I would 
like to offer you a concept of what we might call the logistic snowball. 
I like this concept because it happens to express graphically what really 
happens in war. Inefficiency in one field begets inefficiency in another 
field. A chain reaction will set in. Oversupply of one thing will have a 
deleterious effect on something else. It will be llke a mass of wet snow 
piling up very rapidly around a central core of one major inefficiency. 

I thin~ that snowball concept goes through all our logistics history. 
I know it did in the case of the various bases the Navy built during the 
war. That is one of the finest examples of snowballing I know. However, 
to illustrate I will give you a somewhat more restricted example of the 
snowball. 

Chart'4, page 24.--This slide pertains to personnel. No matter what 
we do, all our work is going to resolve itself eventually into the problem 
of personnel. Let us assume we have a hyPothetica! advanced base and let 
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us  assume two t y p e s  o f  men to  man i t .  We h a v e ,  f i r s t ,  t he  ~uck Roge r s  
t y p e .  He i s  a w e l l - s e l e c t e d ,  v e r y  w e l l - t r a i n e d  and  w e l l - l e d  man who 
h a s  been  p r o p e r l y  e q u i p p e d  and i s  p r a c t i c e d  i n  the  use  o f  h i s  e q u i p m e n t .  
J o e  Doakes ,  on the  o t h e r  hand ,  i s  a man who i s  J u s t  one of  a l a r g e  g roup  
o f  men, h a s t i l y  th rown t o g e t h e r ,  g i v e n  a minimum amount  o f  e q u i p m e n t - - o r  
p e r h a p s  no e q u i p m e n t - - p r o v i d e d  v e r y  l i t t l e  t r a i n i n g  and  m e d i o c r e  l e a d e r -  

s h i p .  

We l l ,  we have a Job to  do and  suppose  we a s s i g n  10 Buck Rogers  
o r  10 J o e  Doakes t o  do t h a t  Job .  The Buck Roger s  boys  i n  10 days  w i l l  
e a c h  do 10 d a y s  o~ u s e f u l  work.  Because  o f  t h e i r  f i n e  t r a i n i n g  and  
q u a l i t y ,  t h e i r  s e l e c t i o n ,  and t h e i r  l e a d e r s h i p ,  t h e y  r e q u i r e  a minimum 
amount  o f  s u p e r v i s i o n  and  s u p p o r t .  Very l i k e l y  i t  t a k e s  o n l y  t h r e e  s u p e r -  
v i s o r y  men to  keep  them g o i n g .  Your t o t a l  p e r s o n n e l  to  a c c o m p l i s h  a 
g i v e n  t a s k  i s  13.  Whereas ,  on the  o t h e r  hand ,  J o e  Doakes i s  o f  an  i n -  
d i f f e r e n t  q u a l i t y ;  he has  had b ~  l e a d e r s h i p ,  bad  t r a i n i n g .  Under s u c h  
conditions it is likely that in i0 days he will give you only 5 days of 
useful worktime. ~ecause of his poor morale and lack of training, he 
takes five supervlsory men. J.ud when you consider all the extra support 
and administration that poor personnel require, X assure you this is 
very conservative. You all know that from your own experiences. If you 
follow the chart and convert into terms of shipping, we find that if you 
are using Joe Doakes instea~ of BUck Rogers it takes you ~o3 times as 
much effort to accomplish your task. If that task is 5,000 miles away, 
that makes even more difference. 

This is a hypothetical, theoretical situation, but it is an illus- 
tration of one of the aspects of the logistic snowball. 

War i s  e s s e n t i a l l y  w a s t e f u l .  But b e c a u s e  we r e c o g n i z e  t h a t  war i s  
e s s e n t i a l l y  w a s t e f u l ,  we s h o u l d  n o t  f a i l  to t a k e  a d v a n t a g e  o f  e v e r y  
o p p o r t u n i t y  to  a v o i d  u n n e c e s s a r y  w a s t e .  

I f  you t h i n k  I may be o v e r e m p h a s i z i n g  s o m e t h i n g ,  I want  t o  t e l l  you  
of. a l i t t l e  i n c i d e n t  t h a t  t o o k  p l a c e  a b o u t  two months  ago .  I met a v e r y  
good f r i e n ~  o f  mine ,  an  o f f i c e r  who has  been  i n v o l v e d  r a t h e r  d e e p l y  i n  
p l a n n i n g  work.  I was comment ing  to  h im t h a t  f rom t h e  r e p o r t s  I was a b l e  
t o  g e t  f rom k o r e a  i t  was e v i d e n t  t h a t  t h e  armed f o r c e s  were r e p e a t i n g  
ma=,7 of the mistakes we made in the African campaign, in the early d~ys 
of the South Pacific, and the Gilbert and Marshall Islands campaign-- 
all the things we did wrong in 1942 tO early 1944. 

All of those mistakes had been analyzed and written up and most of 
them h~d been  c o r r e c t e d  ~ by l a t e  1 9 4 4  and  e a r l y  1945.  However,  h e r e  i n  
1950 we were  d o i n g  t h e  same t h i n g s  a ~ a i n .  I t o l d  him X t h o u g h t  i t  was a 
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shame that we were repeating avoidable mistakes. Well, the comment 
came b a c k :  "You know, y o u ' r e  a l w a y s  g o i n g  to  have  m i s t a k e s  and t r o u b l e  
in time of war." I said, "WHY, of course. But so many of the mistakes 
are unavoidable and so much of the trouble in war is unavoidable that l 
want t o  r e d u c e  the  a v o i d a b l e  m i s t a k e s . "  T h i s  p l a n n e r  t u r n e d  to  me and 
said, "How are you going to tell which mistakes are avoidable~" 

There  was n o t h i n g  f u r t h e r  I c o u l d  s ay  to  t h a t  f r i e n d  so  I p i p e d  
down, s o m e t h i n g  very unusual for Eccles. 

The b r o a d  v i e w  o f  d i s t r i b u t i o n  i s  t he  v i ew  o f  command. O v e r s e a s  
d i s t r i b u t i o n  i s  e s s e n t i a l l y  t h e a t e r  d i s t r i b u t i o n .  The t h e a t e r  commander 
g e n e r a l l y  v i e w s  h i s  command as  a g r o u p  o f  component  commands, u n i l a t e r a l  
t a s k  f o r c e  commands, J o i n t  t a s k  f o r c e  commands. H i s  t a s k  i s  t o  e x e r c i s e  
o v e r - a l l  d i i r e c t i o n  and c o n t r o l  and to  c o o r d i n a t e  t h e  e f f o r t s  o f  h i s  com- 
manders  to  the  end t h a t  t h e r e  be  t he  mos t  e f f e c t i v e  u s e  o f  the  combat  
f o r c e s ,  s u p p o r t e d  i n  t h e  m o s t  e f f i c i e n t  manner .  

The t h e a t e r  commander n o r m a l l y  e x e r c i s e s  h i s  l o g i s t i c  c o n t r o l  t h r o u g h  
t h e  component  commanders.  F o r  example ,  t he  commander o f  t h e  A i r  F o r c e  
component  i n  t h e  t h e a t e r  w i l l  n o r m a l l y  h a n d l e  h i s  l o g i s t i c  s u p p o r t  by  
means o f  the  A i r  M a t e r i e l  Command and i t s  d e p o t s .  The Army commander w i l l  
n o r m a l l y  h a n d l e  h i e  l o g i s t i c  p r o b l e m s  t h r o u g h  the  commander o f  h i s  com- 
m u n i c a t i o n s  zone ,  wh ich  may i n c l u d e  t he  new l o g i s t i c a l  command. The n a v a l  
forces have a unique capacity for combining great striking power and great 
mobility. With the addition of mobile logistic support forces they are 
a b l e  t o  s u s t a i n  t h a t  s t r i k i n g  power  and m a i n t a i n  t h a t  m o b i l i t y  to  a v e r y  
high and effective degree. 

Char t  5,  page  2 5 . - - T h e  whole  n a v a l  s u p p o r t  d i s t r i b u t i o n  s y s t e m ,  
where  we a r e  d i s t r i b u t i n g  t h e  means o f  war to  t h e  combat  f o r c e s ,  i s  
Based  on t he  c o n t i n e n t a l  s h o r e  e s t a b l i s h m e n t .  E v e r y t h i n g  t h a t  we do 
moves t h r o u g h  i t .  The men, m a t e r i a l s ,  and s e r v i c e s  a l l  f l o w  t h r o u g h  
the  c o n t i n e n t a l  s h o r e  e s t a b l i s h m e n t  and  t hen  f a n  o u t .  Some go to  t h e  
a d v a n c e d  b a s e s ,  some go d i r e c t l y  to  t h e  f l o a t i n g  b a s e s ,  some go t h r o u g h  
the  a d v a n c e d  b a s e s  t o  t he  f l o a t i n g  b a ~ e e ,  and some go d i r e c t l y  t h r o u g h  
t h e  a d v a n c e d  Bases  and f l o a t i n g  b a s e s  to  the  m o b i l e  l o g i s t i c  s u p p o r t  
f o r c e s .  

These  d i s t r i b u t i o n  s y s t e m s ,  c o n s i s t i n g  o f  t h o s e  m a j o r  t y p e s  o f  s u p -  
p o r t ,  a r e  a l l  l i n k e d  by  t r a n s p o r t a t i o n .  The t r a n s p o r t a t i o n  i s  o f  two 
t~es, namely, organic and service-wide. 

Chart 6, page 26.--This Navy sys.tem of distribution is based on the 
type commander and the  t a s k - f o r c e  method  o f  o r g a n i z a t i o n .  The c o m b i n a t i o n  
o f  t he  u s e  o f  the  t y p e  commander and t h e  t a s k - f o r c e  me thod  g i v e s  u s ,  wha t  
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I b e l i e v e  i s ,  a maximum of respo  n s i v e n e s s ~ a n d  f l e x i b i l i t y .  The economy 
t h a t  we w i l l  g e t  i n  the  use  of  t h i s  sys tem,  which i s  i n h e r e n t l y  good ,  
w i l l  be degendent  upon the  s k i l l  wi th  which the  sys tem i s  managed~ 

Before  we take  a l ook  a t  the  c h a r a c t e r ~ s t i c s  of  a good d i s t r i b u t i o n  
sys tem,  l e t  me p o i n t  ou t  one t h i n g  and t h e n  l e a d  up to a p r i n c i p l e .  
S ince  combat f o r c e s  canno t  be e f f e c t i v e l y  employed w i t h o u t  e f f e c t i v e  
suppor t ,  and s i n c e  e f f e c t i v e  employment depends v e r y  l a r g e l y  on enemy 
r e a ~ t i o n ,  we can deduce the  f i r s t  major  p r i n c i p l e  of d i s t r i b u t i o n ;  t h a t  
i s ,  d i s t r i b u t i o n  must be immed ia t e ly  r e s p o n s i v e  to  the  needs  of  combat. 
P u t t i n g  i t  a n o t h e r  way, the  combat commander must c o n t r o l  h i s  own l o g i s -  

t i c  suppo r t .  

C h a r t  7, pa~e  2?.--Now, wh~t i s  d i s t r t b u t i o n ~  D i s t r i b u t i o n  c o n s i s t s  
~f accumula t i on ,  s t o r ~ e  and i s s u e ,  t r a n s p o r t a t i o n ,  and c o n t r o l .  

J~coumulation i s  based  on the  d e t e r m i n a t i o n  of  r e q u i r e m e n t s .  ~ t  i s  
v e r y  f r e q u e n t l y  e x p r e s s e d  i n  terms of  l e v e l s  of  s u p p l y .  ~ l t  t h e r e  i s  more 
to t h i s  than meets  t he  eye .  The term n l e v e l  of  suPPlY N can somet i~ss  be 
v e r y  d e c e p t i v e .  I n  c e r t a i n  c a t e g o r i e s  i t  can be we l l  and u s e f u l l y  ex -  
p r e s s e d  i n  terms of  d~ys of  u s a g e ;  bu t  i n  o t h e r  c a t e g o r i e s  i t  i s  necessarY" 
t o  c o n s i d e r  i t  i n  terms of  q u a n t i t i e s .  P e t r o l e u m  p r o d u c t s  i s  an example 
of  t h i s  l a t t e r  c a t e g o r y .  Fue l  o i l  or  avgaz can seldom be r educed  to  
te rms of  d~ys of  supp ly .  ~You t h i n k  of  your  p e t r o l e u m  supp ly  i n  te rms of  
t o n s ,  b a r r e l s ,  l a r g e  s h i p l o a d s ,  t a n k e r  l e t s ;  no t  i n  t e rms  of  days o r  
l e v e l s  of  supply  because  you canno t  e x p e c t  to  m a i n t a i n  f o r  l a r g e  nava l  
f o r c e s  i n  an a c t i v e  war zone wh~t would be ~ o n s i d e r e d  by o t h e r  c r i t e r i a  
to  be a~equa te  l e v e l s  of  supp ly .  I n  some i n s t a n c e s ,  the  a r r i v a l  of  one 
t a n k e r  has  made the  d i f f e r e n c e  between an a~equ~te  supply  f o r  a f l e e t  an~ 

a whol ly  i n ~ l e q u a t e  one.  

I t h i n k  i t  was 15 September 1950 t h a t  t he  amount o f  avgas i n  Japan  
g o t t e n  down t o  z e r o .  Y o r t u n a t e l y ,  a s h i p l o a d  of  avgas  a r r i v e d  t h a t  

day and t h e y  were a b l e  t o m a i n t a i n  t h e i r  o p e r a t i o n .  So l e v e l s  of  s~pply  
can be hazardous  when a p p l i e d  to p e t r o l e u m .  

Ammuni.tion usage  i s  v e r y  ~ i f f i c u l t  to  a n t i c i p a t e .  For  e x c e l s ,  i n  an 
amphibious o p e r a t i o n  we have our supp ly  l e v e l s  e s t a b l i s h e d  i n  terms of  
days  of  supply  and the  r a t e  a t  which we b u i l d  up those  days  of  supp ly .  
L e t  us examine t h i s  f o r  a minute .  I f  we have an e x c e s s i v e  l e v e l  of  supp iy ,  
we Wil l  r e q u i r e  more unloa&ing to  b u i l d  t h a t  up,  ~y so doin~ we immed ia t e ly  
s t a r t  our snowbal l  r o l l i n g  because  t h a t  a ~ d i t i o n a l  u n l o a d i n g  r e q u i r e s  more 
p e r s o n n e l ,  more hous ing ,  more t r a n s p o r t a t i o n ,  more c o n s t r u c t i o n ,  more r e a l  

e s t a t e ,  and more a d m i n i s t r ~ t i o n .  
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The r e c e n t l y  a g r e e d  upon J o i n t  s t a n d a r d s  f o r  d e t e r m i n a t i o n  of  l e v e l s  
of supply are very helpful in understanding this very important problem 
in distribution. 

I suggest to you gentlemen that the average officer who is not con- 
versant with the "facts of life" in connection with overseas logistics 
would be well advised to consider a force in an amphibious operation 
with 30,000 or 50,000 men--give it any n~mber you want. Now, calculate 
the cubic volume of storage space required by that force if it is taking 
in a 5-day level of supply, a 10-day level of supply, or a 30-day level 
of supply. Convert the cubic feet into acres, allowing, say, somewhere 
around 35 percent for storage and 65 percent for access. If you want 
to build that up to a level of 5 feet, all right. If you want really to 
be tough, though, build it up to i0 feet; but you will have a hard time 
doing that. 

Remember this: One football gridiron equals approximately i.i acres. 
Since many officers are not particularly skilled in tactical operations, 
they cannot visualize so many million cubic feet of space, whereas they 
can visualize i0 or 20 football fields filled I0 feet high. So, if you 
will make your conversion and discuss your results in terms of football 
gridirons, everyone will readily understand the difference in bringing in 
a 10-day or 30-day level of supply. In thinking of the future, this is 
a very important thing for us to consider. 

Now let us consider storage and issue. Storage and issue will always 
involve construction of one sort or another, be it issue stores ships 
(AKS) or barges, warehouses, or dumps. Remember the snowball. And also 
remember that the maximum quantity in storage does not necessarily indicate 
a~equate..rates of issue. 

Trained personnel and efficient administration to provide ready 
identification and access to the desire~ items are essential before you 
caumake adequate issues to  support your forces. 

It is very interesting to remember that so many of our mistakes in 
World War II were made by top-flight officers. They were made by fine, 
devoted officers who were dealing withproblems for which they did not have 
the proper background and training. If we study these old mistakes, I 
think that a repeat of many of them can be avoided. The mistake of the 
planners for the naval supply depot at 0ran in 1943 is illustrative. ~hey 
were ordered to build a million-square-foot supply depot at 0ran to 
support the naval forces in the Mediterranean. When Captain (now Admiral) 
George Bauernschmidt put in his request for storekeepers to handle that 
Job, it was cut to 35. He was told to get native labor to handle the rest 
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of it. Well, at that time I was on temporary duty in New York with the 
Birec~or of~dvanced Bases, Atlantic. George came in and sobbed on my 
shoulder, saying, "You can't run a million-square-foot supply depot 
wlth Arabs and $5 storekeepers." Nevertheless, he was ordered ~o make 
bricks ~wlthout s~raw; so he shoved off. 

An~ ~henthe material tofill thatparticular supply depot started 
moving across the Atlantic Ocean, landing in North Africa, of coursethey 
were swampe~. I would hesitate to guess what percentage of it actually 
served any useful purpose. Perhaps 5 percent would be an overestimate. 
Let us say, however, they got as much as 20 percent of it; that still is 

a lot of avoidable, Waste. 

The other day at~he Naval War Oollege,~xlmlr al Oonolly was talking 
about how much easierit was for him and his people working in the 
Medi t e r r~uean  a t  t h a t  t ime to send  a r e q u i s i t i o n  back  to  the U n i t e d  

S ~ a t e s  f o r  what t h e y n e e d e d a n d  w a i t  f o r  i t  to  come ~ h r o u g h t h a n  go to  
the  n a v a l  s u p p l y  depot  a t  Oran and draw i t  from t h i s  m i l l i o n ~ s q u ~ r e -  
f o o t  d e p o t .  I n  due  t ime ,  t he  Washington p l a n n e r s  soon found  i t  was no t  
working o~t  t o o  s a t i s f a c t o r i l y ,  so t h e y  began f l y i n g  s t o r e k e e p e r s  ove r  
t h e r e .  ~he A r a b s h ~ d n o t  been o f  much h e l p .  Tha t ,  i n  my o p i n i o n  i s  
one o f  the  a v o i d a b l e  m i s t a k e s .  

Let us now look at the naval floating bases as a part of the Navyts 
distribution system. The proper use of the floating baeemeans a great 
reduction in overhead. For one thing, you do not have to do any shore 
construction. You do your construction work at home where your ships 
are mucheasiCr to build. That maybe expensive in one respect, but 
t hey  a re  much e a s i e r  to  b u i l d  a t  home than i t  i s  t o  u n d e r t a k e  the Job 
of building a base overseas. But you have to plan for that floating 
b~se. You have to make your plsns for it well ahead of time because 
if you are to take advantage of the capabilities, you must have specially 
designed and fitted ships, specially designed barges to get the maximum" 
of efficiency. If you have that, you have flexibility and mobility. 

This floating base is intimately related to transportation. You 
must have a well-controlled system of transportation in order to keep 
that floating base filled up and working in propeT order. 

Now, relating that back to the question of level of supply, X 
believe that, as a principle, the level of supply and hence the amount 
of storage can be greatly reduced if we have reliable, speedy, signal 
Communications; reliable transportation; and ready, accessible reserves. 
These, of course, are all interrelated--accumulation, storage and issue, 

and t r a n s p o r t a t i o n .  
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Transportation forms the arteries through which the blood of supply 
f l o w s .  L e t  us  d i s t i n g u i s h  between the  l o c a l  and o rgan i c  t r a n s p o r t a t i o n  
and the  l o n g - d i s t a n c e ,  o v e r s e a s  t r a n s p o r t a t i o n .  Even more i m p o r t a n t  
than t h a t ,  when we a re  t h i n k i n g  in  terms of  a d i s t r i b u t i o n  s y s t e m  which 
i s  r e s p o n s i v e  to  the needs  o f  combat command, l e t  us  be c a r e f u l  to  d i s -  
t i n g u i s h  be tween c a r r i e r  o p e r a t i o n  and t r a f f i c  mansgement. C e r t a i n l y  
you,  i n  Four  t r a n s p o r t a t i o n  s t u d i e s ,  have come a c r o s s  t hose  t e r m s .  You 
a r e  f a m i l i a r  w i th  them. I w i l l  not  dwel l  f u r t h e r  on them. ~ut  when we 
a r e  t h i n k i n g  in  terms of  t r a n s p o r t a t i o n ,  l e t  us remember t h a t  speed over  
the  ground i s  not  n e c e s s a r i l y  the  most impor t an t  e lement  in  the  f a s t  
t u r n  around o f  s h i p s .  Speed o f  c a r g o - h a n d l i n g  can be o f  much more impor-  
t ance .  

L e t  me a t  t h i s  p o i n t  i n  the  d i s c u s s i o n  i s s u e  a werning a g a i n s t  the  
unplanned use of selective unloading whereby ships will be maintained 
or brought into an area simply because they contain an item that is 
urgently needed. Those ships may clutter up that area and offer a 
tempting t a r g e t .  

Selective unloading is an essential element in certain types of 
operations but it should be used only on a planned basis, l~think in 
every  o p e r a t i o n  you u n d e r t a k e  you shou ld  p l an  t h a t  some s h i p s  a re  to  be 
used  f o r  s e l e c t i v e  u n l o a d i n g  i n  o rde r  to  have t h a t  r eady ,  a c c e s s i b l e  
r e s e r v e  I was t a l k i n g  a b o u t .  However,  do no t  p e r m i t  the  i n a d v e r t e n t l F ,  
stupid type of selective unloading that comes from lack of planning, 
because  t h a t  d i s r u p t s  you r  whole t r a n s p o r t a t i o n  sys tem and in  many 
i n s t a n c e s  does  n o t  g i v e  you the~mater ia l  needed .  

I know of one instance at Oklnawa where a ship was brought up all 
the way from Ulithi. It came all the way up there because someone wanted 
50 tons of dynamite. At that time there were some 3,000 tons of dynamite 
in ships already in port but no one knew where it was. That is one of 
the avoidable mistakes, so watch your selective unloading. Selective un- 
loading is going on in Korea today and it is, so far as I can understand, 
causing a great deal of difficulty. 

Tied  in  wi th  t h a t  and t i e d  i n  a l s o  w i t h  sh ip  r e t e n t i o n s - - a  fundamenta l  
t h a t  we l e a r n e d  in  World War I I - ~ i s  the  f a c t  t h a t  your  whole t r a n s p o r t a t i o n  
system overseas must be geared to the estimates of port capacity. There is 
no use in sending lots of material overseas if it cannot be handled. It 
is possible to calculate port capacity and it should be done as a basic 
element of any transportation plan. 

A major principle applying to all fields of transportation and all 
fields of logistics revolves around the question of priorities vs. allocatio3 
I will explain that principle in this way: Priorities without allocations 
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a r e  s e l f - d e f e a t i n g .  We l e a r n e d  t h a t  i n  our economic m o b i l i z a t i o n  i n  
World War l I ,  i n  which a man wi th  a t r i p l e - A - 1  p r i o r i t y  found he h~ l  
nine" months t o  go i n  o r d e r  to  ge t  a n y t h i n g  he wanted b e c a u s e  someone 
e l s e  had come a long  and g o t t e n  a quadrup le -A p r i o r i t y .  Then a l l  h i s  
m a t e r i a l  was s e t  back  a n o t h e r  n ine  months.  F i n a l l y ,  we came to  an 
a l l o c a t i o n s  sys tem.  We must alwaTs~com b ine  a l l o c a t i o n s  and p r i o r i t i e s  
b e c a u s e  of  the  a f o r e s a i d  p r i n c i p l e  t h a t  p r i o r i t i e s  w i t h o u t  a l l o c a t i o n s  
a re  s e l f - d e f e a t i n g .  Yov w i l l  f i n d  t h a t  t r u e  i n  eve ry  f i e l d  of  l o g i s -  
t i c s .  I t  a p p l i e s  p a r t i c u l a r l y  i n  the  f i e l d  o f  a i r  t r a n s p o r t  where a 
few months ago t h e r e  was an a c c u m u l a t i o n  of  some seven a c r e s  of  cargo  
a t  Wes t o v e r  F i e l d  w a i t i n g  a i r  t r a n s p o r t  o v e r s e a s .  A f r i e n d  of  mine i n  
walk ing  around West~ver  F i e l d  l o c k e t  to s e e  how long some o f  t h a t  ca rgo  
had been  t h e r e .  Some o f  i t  had ~ been t h e r e  f o r  s even  months .  That i s  
the sort of thing we did way back in World War II. That is an avoidable 

m i s t a k e .  

Ai r  t r a n s p o r t  i s  p r e c i o u s ;  i t  must not  be  w a s t e d .  Remember, e v e r y  
t ime you send something by  a i r  t h a t  shou ld  no t  go by a i r ,  something 
t h a t  shou ld  go by a i r  does  not  go.  The p r o p e r  use  of  a i r  t r a n s p o r t  w i l l  
enab le  y o u t o  r educe  you r  l e v e l s  of  s u p p l y .  This  i n  p a r t i c u l a r  o f f e r s  
an e x t r e m e l y  c h a l l e n g i n g  problem f o r  r e s e a r c h  on which I would l i k e  to  
see  the  I n d u s t r i a l  C o l l e g e  c o n t i n u e .  There  a r e  some t r emendous ly  
i n t e r e s t i n g  q u e s t i o n s  i n v o l v e d .  

J u s t  as I p o i n t e d  ou t  b e f o r e ,  d i s t r i b u t i o n  must be r e s p o n s i v e  to  
the  needs  of  combat  com,nand~ my f i n a l  p r i n c i p l e  on t r a n s p o r t a t i o n  i s  
t h a t  t r a n s p o r t a t i o n  must be  r e s p o n s i v e  t o  the  needs  of  combat command. 

Char t  8, page 2 8 . - - L e t  us  now take  a l o o k  a t  c o n t r o l  ( r e f e r r i n g  to  
c h a r t ~ .  AS we look  a t  c o n t r o l  l e t  u s  v i s u a l i z e  d i s t r i b u t i o n  a s  a dynamic 
flow. It is a liquid flow with reservoirs, surge tanks, manifolds, and 
valyes. By the proper use of these, the amount and direction of the flow 
of logistic support can be controlled in a manner that is responsive to 
the  needs  o f  command. And l e t  us  remember t h a t  t h i s  f l ow  haB a r e a l  
p h y s i c a l  momentum, which t a k e s  e n e r g y  to  s t a r t .  Once i t  i s  s t a r t e d ,  any 
poo r  ~ e s i g n  or  mi shand l ing  of  the  c o n t r o l  mechanism w i l l  r e s u l t  i n  t r o u b l e .  
Remember, i t  can nearer be made f o o l p r o o f .  I t  can be e f f e c t i v e l y  h a n d l e d  
on ly  by one who u n d e r s t a n d s  the  whole sys tem.  

Chart 9, page 29.---This is an oversimplified picture of, in general, 
the type of flow we have, which is complementary to the other picture l 
~ve of the shore establishment, the floating base, advanced base, and 
mobile logistic support. Taking the sane general thought and illustrating 
it with a somewhat different picture to give the mechanisms of control, 
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we see  the  same t h i n g  we saw b e f o r e  but  i n  somewhat d i f f e r e n t  form.  In  
your  seminar  t h i s  a f t e r n o o n  Capta in  Hesser  w i l l  undoub ted ly  g i v e  you 
q u i t e  a d i s c u s s i o n  on t h i s  a r e a  of  the  p i c t u r e .  So I w i l l  l e a v e  i t  t h e r e  
as  be ing  J u s t  one i l l u s t r a t i o n  o f  t h i s  problem.  

In  c o n s i d e r i n g  p r i n c i p l e s  of  c o n t r o l ,  i t  i s  wel l  to remember t h a t  
ove r sea s  d i s t r i b u t i o n  c o n t r o l  as e x e r c i s e d  by the  t h e a t e r  commander 
r e q u i r e s  a knowledge of  p r i n c i p l e s ;  r a p i d  and p o s i t i v e  communica t ions ;  
s t a t i s t i c a l  d a t a  (knowledge o f  a v a i l a b i l i t y  and l o c a t i o n ) ;  r e p o r t s  o f  
e x c e s s e s  and s h o r t a g e s ;  c r o s s - s e r v i c i n g  ag reemen t s ;  and l o g i s t i c a l  r e -  
s e rves  o f  p r e c i s e l y  the  same n a t u r e  as  the t a c t i c a l  r e s e r v e s  t h a t  a rmies  
have used  f o r  c e n t u r i e s .  F i n a l l y  we must have s u p e r v i s i o n  o f  t h e  p l a n n e d  
a c t i o n .  

X. s u g g e s t  t h a t  on ly  i t ems  i n  s h o r t  supply  need be d i r e c t l y  and cen -  
t r a l l y  c o n t r o l l e d ;  o t h e r  i t ems  should  be hand led  i n d i r e c t l y  by broad  p o l i c y  
c o n t r o l .  I b e l i e v e  the  b e s t  r e s u l t s  w i l l  come from c e n t r a l i s e d  p o l i c y  
c o n t r o l  w i th  d e c e n t r a l i z e d  o p e r a t i o n a l  e x e c u t i o n .  

A~ I u n d e r s t a n d  the U n i f i e d  Command P l an ,  t h e r e  i s  no r e a s o n  why a 
t h e a t e r  c o . s a n d e r  should  not  o r g a n i z e  J o i n t  commands or  t a s k  f o r c e s  f o r  
a~v s p e c i a l  l o g i s t i c  8Ul~ort  purposes  he d e s i r e s .  However, the  a c t  of  
unlfyingdoes not necessarily produce efficiency. Efficiency comes from, 
first, understanding the nature of the problem and understanding the 
prlnciples--the cause and effect relationships; and, second, it requires 
t he  a p p l i c a t i o n  of  sound p r i n c i p l e s  o f  command to t h e  s o l u t i o n  of  the  
p rob lems .  

Shoul~ we have a s i n g l e  supply  l i n e  under  a u n i f i e d  co,mand? l 
b e l i e v e  the advan tages  of s~ch a s i n g l e  supp ly  l i n e  a r e  a p p a r e n t  and r e a l .  
However, r e g a r d l e s s  of  the  sys tem the  same o r g a n i z a t i o n  has to  be done,  
the  same c o n t r o l  has  to be e x e r c i s e d ,  and t h e  same knowledge i s  r e q u i r e d .  
C o n s o l i d a t i o n  i n t o  a s i n g l e  o p e r a t i n g  8yste® does  not  g u a r a n t e e  e f f i c i e n c y .  
As I s a i d  b e f o r e ,  many of the p r i n c i p l e s  can b e a t  be accompl i shed  by a 
J o i n t  s t a f f  e x e r c i s i n g  o v e r - a l l  c e n t r a l  c o n t r o l ,  w i th  the o p e r a t i o n s  b e i n g  
d e c e n t r a l i z e d ;  e x c e p t i o n s  be ing  made in  ca se s  of  such c r i t i c a l  m a t e r i a l s  
as p e t r o l e u m ,  t r a n s p o r t a t i o n ,  ~ and c e r t a i n  o t h e r  th ings~which  may become 
critical. 

I p r e f e r  the d e c e n t r a l i z e d  o p e r a t i o n  of supply  because  t h e r e  i8  le88 
t endency  f o r  the  o v e r - a l l  s t a f f  agency to g e t  down i n t o  d e t a i l s .  And l 
t h i n k  t h a t  such a system i8 more r e s p o n s i v e  t o  t h e  o p e r a t i o n a l  needs ,  l 
might  i l l u s t r a t e  how the  l a c k  o f  knowledge,  wi th  a l l  the g o o d w i l l  i n  t h e  
wor ld ,  can  r e s u l t  i n  absurd  i n i t i a l  d e c i s i o n s .  
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During the last war, in the Mediterranean the Army w~s providing 
food for the Navy. Once, one of the cruisers came in Just about out of 
food. It came into one of the depots to draw some food from the Army. 
Well, since the ate7 was working on a 5-day level of food supply, it 
required some drastic action by Admlral Conolly himself to get that 
cruiser filled with more than a 5-~lay food supply. The whole thlng was 
due to the fact that the man in charge of food was working with a specific 
d i r e c t i v e  t h a t  h~d n o t  t aken  i n t o  accoun t  n a v a l  m o b i l i t y  and n a v a l  n e e d s .  
Yet ,  he was do ing  t h e  b e s t  he c o u l ~  unde r  the  c i r c u m s t a n c e s .  3u t ,  you 
s e e ,  he d i d  n o t  know t h a t  s h i p s  c ~ r r y  up t a  60 to  90 d~ys of  f o o d  a s  
t h e i r  normal r e a d y - F o r - s e a  c o n d i t i o n .  That  i l l u s t r a t e s  what type  of  
knowledge i s  needed  i n  our  c o n t r o l  a g e n c i e s .  

I have v e r y  b r i e f l y  d i s c u s s e d  the  g e n e r a l  s t r u c t u r e  of  the  f a c t o r s  
in  d i s t r i b u t i o n .  I want t o  s u g g e s t  some of  the  problems t h a t  c h a l l e n g e  
us  and i l l u s t r a t e  the  ~'eed f o r  e f f e c t i v e  c o n t i n u e d  l o g i s t i c  r e s e a r c h .  

One of  our  most i m p o r t a n t  tas~ks i s  to  deve lop  s u p p l y  d i s c i p l i n e .  
HOw can we impress upon commandlng officers the need for ~eveloping supply 
discipline in their officers and menY Are we always to accept the premise 
t h a t  Unc le  Sugar  has p l e n t y  more where  t h i s  came from and t h e r e f o r e  t h e  
p r o f l i g a t e  was t e  and contempt  f o r  o t h e r  p e o p l e '  s p r o p e r t y  t h a t  c h a r a c t e r -  
i z e s  so  much of  American y o u t h  a r e  t o l e r a b l e ?  

I s ~ e s t  t h a t  we v e r y  c a r e f u l l y  s t u d y  the  r e l a t i v e  a d v a n t a g e s  o f  
f l o a t i ~  s u p p o r t  v s .  s h o r e - b a s e  s u p p o r t .  There i s  a p l a c e  f o r  b o t h  of  
them in  the  s u p p o r t  o f  n~val  o p e r a t i o n s .  They s h o u l d  be b a l a n c e d .  

To what degree  i n  f u t u r e  o p e r a t i o n s  can or  s h o u l d  the  Ai r  Fo rce  and 
the  Army u s e  f l o a t i n g  s u p p o r t  f o r  t h e i r  o p e r a t i o n s ?  I hope nobody s~ye 
t h e y  s h o u l d n ' t  do i t ,  b e c a u s e  s h i p  r e t e n t i o n s  f o r  Genera l  MacArthur in  
the  l a s t  war were more than  the  number of  s h i p s  a l l o t t e d  to  Admiral  
Nimi tz°  I t  c o n s t i t u t e d  MacAr thur l s  f l o a t i ~  s u p p o r t .  A p p a r e n t l y  he 
l e a r n e d  the a d v a n t a g e s  o f  t h i s  b e c a u s e  he i s  employing the  same sys tem 
in Korea in 1951. Why donlt we really make an effort to plan to use 
floating support where desirable a~d appropriate for the support of Air 
and Army rather than do it in a way that upsets all the basic planning 
that is being done~ I offer that to you as a problem for your considera- 

tion. 

One of  the  most  i m p o r t a n t  Jobs  we have i s  t o  l i c k  t he  p rob lem of  
g e t t i n g  b e t t e r  u sage  d a t a .  We f r e q u e n t l y  know how much of  i t em "X" was 
p r o c u r e d ,  b u t  we ~o no t  know how much of  i t  went i n t o  n e e d f u l  u s e ;  how 
much o f  i~  was l o s t ,  s t r a y e d  or  s t o l e n ;  how much o f  i t  went i n t o  f i l l i n g  
p i p e l i n e s ;  how much went i n t o  the  m a i n t e n a n c e  of  s t o c k  l e v e l s .  
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We now come to fleet freight. I know all the naval supply officers 
will perk up their ears on that. Actually nobody knows the whole story 
about fleet freight. Yor instance, no one knows how much fleet freight 
was o r i g i n a t e d .  We do know, however,  t h a t  a t  the  end of  the  war m a t e r i a l  
up to the  amount of  200,000 tons  was dumped on @u~n. The average  age 
of  t h a t  200,000 tons  of  m a t e r i a l  was 15 months.  That  meant t h a t  the  
200,000 tons  had been t r a v e l i n g  around the  ocean f o r  15 months in  a 
f r u i t l e s s  s e a r c h  f o r  i t s  d e s t i n a t i o n .  

One o f f i c e r  made an a n a l y s i s  o f  a segment of  f l e e t  f r e i g h t  r e q u i -  
s i t i o n s  and found t h a t  85 p e r c e n t  of  them were f o r  n o n e s s e n t i a l  i t e m s .  
In  o t h e r  words, we had sh ips  runn ing  around the  ocean t r y i n g  to d e l i v e r  
useless freight. 

Admiral  Bauernschmidt  gave me themos t  i n t e r e s t i n g  ex~aple  of  f l e e t  
f r e i g h t .  I f  he eve r  comes down h e r e ,  he w i l l  p r o b a b l y  g i v e  i t t o  you.  
There was, i t  seems, one box of  f r e i g h t  d e l i v e r e d  to him in  the  mids t  of  
a l l  h i s  t r o u b l e s  wi th  the  Arabs in  0 ran .  Conta ined  t h e r e i n  was: one 
shipS s ch ronomete r ,  two o n e - g a l l o n  J a r s  of  c o c a - c o l a  sy rup ,  and an 
8-pound maul.  Gentlemen, the maul a r r i v e d  i n  good shape,  

Now, we do not  know whether  t h a t  m a t e r i a l  o f  200,000 tons l e f t  over  
a t  @uam was 5, 10, or  90 p e r c e n t  o f  the f l e e t  f r e i g h t ;  we s imply  do no t  
know. BUt those  who have had p r a c t i c a l  e x p e r i e n c e  wi th  the  f l e e t - f r e i g h t  
problem,  have e s t i m a t e d  t h a t  o n l y  between 5 p e r c e n t  and a maximum of  20 
p e r c e n t  (a  v e r y  o p t i m i s t i c  maximum of  20 p e r c e n t )  o f  the  f l e e t  f r e i g h t  
t h a t  was sen t  out  i n  s e a r c h  of a d e s t i n a t i o n  eve r  go t  where i t  I h o u l d  have gone.  

Are we goin~ to a b o l i s h  f l e e t  f r e i g h t ?  In  my op in ion ,  yes.  But, 
you see ,  the  t r o u b l e  w i th  us in  t h i s  c o u n t r y  i s  t h a t  we p l a n  f o r  p e a c e f u l  
needs ,  f o r  e a s y  peace t ime  problems,  a n d  then  ,when the wart ime problems 
p r e s e n t  themse lves  w e ' r e  f r e q u e n t l y  caught  wi th  our p a n t s  down. 

If we are going to abolish fleet freight in time of war, we had better 
provide some more technical store ships and put them out in the forward 
a r e a  so t h a t  the man who needs  somethiug can go to one and draw i t .  We 
had b e t t e r  p r o v i d e  a v e r y  r e l i a b l e  s p e c i a l  expres s  t r a n s p o r t a t i o n  system 
s i m i l a r  to the  one we had wi th  the LCI ' s  which r a n  from P e a r l  Harbor to  
the  }4ariannas in  1945 wi th  ~uShips s p a r e s .  In  t h i s  we should  c o n s i d e r  
no t  speed over  the ground,  but  speed of  i d e n t i f i c a t i o n  and ease  of  c a r g o -  
h a n d l i n g .  Then we can a b o l i s h  f l e e t  f r e i g h t  and save many thousands  o f  
tons  of  ex~ens ive  p roourement .  
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L e t  me sum up ,  gen t lemen ,  by  s a y i n g  t h a t  a r e a l  i ndex  o f  e f f e c t i v e n e s s  
l i e s  n o t  I n  s t a t i s t i c s  o f  tons  or  s h i p l o a d s  o f  m a t e r i a l  t r a n s p o r t e d  or 
s t o r e ~ ;  b u t  r a t h e r  the  i n d e x  of  e f f e c t i v e n e s s  i s  the  manner i n  which the  
combat f o r c e s  a r e  s u p p o r t e d ;  t h a t  Is, the  p e r c e n t a g e  o f  wants f i l l e d  and 
the p e r c e n t a g e  o f  t hose  q u a n t i t i e s  p r o c u r e d  ~ i c h  were a c t u a l l y  d e l i v e r e d  

tO a use r .  

F i n a l l y ,  l e t  us  d i s c u s s  l o g i s t i c  p s y c h o l o ~  as  i t  a p p l i e s  to the  
l o g i s t i c  o n e . b a l i .  Much o f  t h e  ove ro r&er ing  and o v e r s u p p l y  t h a t  ve s a y  
i n  ~ r l d  Waz 1I  ca~e from a l a c k  of  f a i t h  o f  S u b o r d i n a t e  commanders i n  
the  w~sdom and l o g t s t i ' c  u n d e r e t a n ~ n g  o f  t h e i r  s u g e ~ i e r s .  ~ s t t m a t e s  were 
pa~lded a t  each  e c h e l o n  w i t h  the  f i n a l  r e s u l t  t h a t  the p rocurement  demand 
f r e q u e n t l y  had no r e l a t i o n  t o  the  l e g i t i m a t e  use+ 

Genere l  Hay~ord once t o l d  me of  e s t i m a t e s  f o r  ammunition comtn~ 
t h r o u g h  f ~ r  an amphibious  o p e r a t i o n .  He c u t  t h e s e  e s t i m a t e s  90 p e r c e n t ,  
y e t  t h e r e  ~ s  more than  ample.  ~ t  had happened ~ s  t h e  f i r s t  f e l l o w  
who s t a r t e d  the  e s t i m a t e  had r e q u e s t e d  twice  a s  much as  he needed .  ~,very- 
bod~ a long  t h e  l i n e  ~ u s t  d o u b l e~  i t  up .  T h i s  seems to  be a v~c ioue  c i r c l e .  
~h t s  l a c k  o f  f a i t h  r e s u l t s  i n  the  f i n a l  a m a l y s i s  i n  o v e r e s t i m a t e s .  In  
t u r n  t h e s e  r e s u l t  i n  o v e r l o a d i n g  the  ~ i e t r i b u t i o n  f a c i l i t i e s .  So, you have 
you r  snowba l l  c o n t i n u a l l y  r o l l i n g .  You g e t  i n e f f i c i e n c y  i n  d i s t r i b u t i o n .  
You g e t  a f a i l u r e  to  d e l i v e r  the  goo~s t o  the  c u s t o m e r .  You g e t  a b i g g e r  

o v e r e s t i m a t e  the  n e x t  t ime .  

We can cu re  t h i s  who le  s i t u e t i o n  by r e s e a r c h ,  a n a l y s i s ,  e d u c a t i o n  
and t r a i n i n g ,  p r o d d e d  we have i n  t h e s e  endeavo r s  the  s p i r i t  of  ~ en thus i a sm 
derive~l from the  k n o w l e ~ e  t h a t  we are  d e a l i n ~  w i t h  a v i t a l  t h i n g  i n  t h i s  
e l emen t  of  v a ~  t h a t  what we a r e  doing i s  v o ~ t h - v h i l e ;  t h a t  what ve a r e  
doing i s  c o n t r i b u t i n g  to  the  most  e f f e c t i v e  deployment  o f  t h e  g r e a t e s t  

deg ree  of  f i g h t i n g  power .  \ 

~hank yo~,  gen t l emen .  

~,S~ I ,  OI~ Cap ta in  V, o c l e s ,  you showed o n e  c h a r t  i n  which you  had a 
number of  v a l v e s ,  su rge  t a n k s ,  and so on. I t  was my e x p e r i e n c e  d u r i n ~  
~ o r l d  War I I  t h a t ,  i n  the  Army a t  l e a s t ,  t oo  many p e o p l e  had a c c e s s  t o  
those  v a l v e s .  In  o t h e r  v e r d e ,  t he  commander o f  a base  s e c t i o n  or  a G-4 
s u b o r d i n a t e  comm~n~ h ~ l  a c c e s s  to  those  v a l v e s .  They c o u l d  t u r n  them a t  
~r~ll ~ t h o u t  Enowin~ what  ~ s  go ing  on i n  the  r emainder  o f  the  sys t em.  

~ t  I am lea~lin~ up to  i s  the  p o s i t i o n  of  the  t r a n s p o r t a t i o n  com- 
ponen t  o f  t h i s  sys tem w i t h  r e s p e c t  to  the  over - ro l l  command. Do you f e e l  
t h a t  the  t r a n s p o r t a t i o n  c o n t r o l  s h o u l d  be s u b o r d i n a t e  t ~ t h e  s u p p l y  c o n t r o l ,  
or  s h o u l d  t h e y  be  on an equa l  l e v e l ?  In  the  Army ve have a sys tem whereby 
the  t r a n s p o r t a t i o n  sys tem i s  more or  l e s s  subor~l ina te  to  the s u p p l y  sys tem.  

" ~he ~ r i t i s h ,  on the o t h e r  hand, have them on an e q u a l  l e v e l .  
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Do you have an op in ion  on t h a t ,  sir? 

CAPTAXN ECGLES: I wrote  a book which i s  go ing  to  be p u b l i s h e d  by 
BuPers in April 1951---in time you will receive copies of it--entitled 
"Opera t ion  Naval L o g i s t i c s . ,  I have i n  i t  the b e s t  o p i n i o n  I cou ld  mus t e r  
a f t e r  swea t ing  over  t h i s  q u e s t i o n  on t r a n s p o r t a t i o n .  

You r a i s e  a p o i n t  which I know i s  t r emendous ly  c o n t r o v e r s i a l  i n  the  
Army. I know t h a t  the  same h a b i t  p o i n t  i s  a l s o  c o n t r o v e r s i a l  in  the  Navy; 
however,  I do no t  Ehink the  r e a c t i o n  to  i t  i s  q u i t e  so s t r o n g  i n  the Navy 
as i n  the  Army. Z t h i n k  the op in ion  i n  the Navy i s  abou t  50-50.  

I as  i n c l i n e d  to f a v o r  @-4 c o n t r o l  o f  bo th  supply  and t r a n s p o r t a t i o n .  
That  means t r a n s p o r t a t i o n  does not  dominate  supp ly  or  supp ly  dominate  
t r a n s p o r t a t i o n .  That  i s  my own f e e l i n g  i n  the  m a t t e r .  That  i s  my f e e l i n g  
v e r y  s t r o n g l y  i n  so f a r  as  Navy supply  and t r a n s p o r t a t i o n  a r e  conce rned  
in  the  f i e l d  o f  o v e r s e a s  sea  and a i r  t r a n s p o r t .  

Now, i n  the  f i e l d  o f  domes t ic  t r a n s p o r t a t i o n  i t  i s  an e n t i r e l y  
d i f f e r e n t  t h i n g .  So f a r  as the  Navy i s  conce rned ,  the  manner i n  which 
the  Bureau of  Supp l ies  and Accounts  hand l e s  the  Navyls  domes t i c  t r a n s -  
p o r t a t i o n ,  i n  my op in ion ,  i s  e x c e l l e n t .  I have no s u g g e s t i o n s  to  o f f e r  
f o r  the  improvement of  t h a t .  

I am s o r r y  I cannot  g i v e  you a d e f i n i t e  answer  i n  d i r e c t  t e rms .  I 
would, however,  say  t h i s :  I am so ld  on the  concep t  of  l o g i s t i c a l  co~u~and. 
I t h i n k  Oolonel  ReinhardtWs a r t i c l e  i n  the J a n u a r y  i s s u e  of  " M i l i t a r y  Re- 
view" i s  s p l e n d i d .  I t h i n k  we ought  to s t r e n g t h e n  tha~ approach  to  the  
problem. I believe by strengthenlng that approach we will improve the 
whole situation. 

I am s o r r y  to  be so vague on i t ,  but  I f r a n k l y  do not  know enough 
about  t he  Army p i c t u r e .  

Q~;ESTION: Captain Eccles, will you please explain a little bit 
further how you would suggest-stopping a supply officer from hedglngt 
IIve never heard of a supply officer getting into trouble because he had 
too much of anything. 

CAPTAIN ~CCLES: Maybe I ~m somewhat of an idealist, but I think you 
must have some sense of idealism in this. The ideal comes from the full 
development of this educational system we see here and elsewhere, whereby 
your co,~nanders and your responsible staff officers would understand the 
importance of safety factors. When your supply officer hedges, let him 
hedge openly. In other words, he might say he needed so much. He might, 
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for Instance, estimate he needle i0 percent more for a reserve. The 
r e v i e w i n g  o f f i c e r  would have s e n s e  enough an~ enough u n d e r s t a n d i n g  o f  
the n e e ~  of  combat command to  p e r m i t  the  o t h e r  man to keep  t h a t  much 

in  r e s e r v e .  

I t h i n k  t h a t  i s  r e a l l y  the  oh ly  way you  can p o s s i b l y  a v o i ~  the  
py ramid ing  o f  r e s e r v e s .  I t h i n k  i t  a l l  comes back  t o t  h i s  problem of  
l o g i s t i c  p s y c h o l o g y .  ~e h a v e  to  d e v e l o p  f a i t h  b o t h  ways.  Any hedges  
vou l~  be  open hedges ,  an~ the p e o p l e  a t t e m p t i n ~  to  work w i t h  them c o u l d  

r e c o g n i z e  them as such .  

That  i s  the  on ly  answer  to  t h i s  p rob lem t h a t  I know o f .  I t  i s  a 

l o n ~ - r a n g e ,  tough p rob lem.  

~ S T I O N ~  ~ I am v e r y  much i n  a c c o r d  w i t h  Four  i d e a  of  f l o a t i n ~  
d e p o t s  f o r  the  Army and A i r  F o r c e .  When you s t u d y  the  p rob lem you g e t  
t o  t h e  p o i n t  where you a re  t y i n g  up q u i t e  a b i t  of  v a l u a b l e  t r a n s p o r ~ a t i o n  
i n  t h i s  one f u n c t i o n .  F~7 q u e s t i o n  i s  t h i s :  In  you r  s t u d i e s  of  t h i s  
problem,  h a v e  you cone ide re& whe the r  we c o u l ~  h~ve i n t e g r a t e d  suPl~lY u n i t s ,  
p o s s i b l y  i n  the  f o r m  of  Wpo~en t h a t  cev.ld be e a i l e ~  a c r o s s  the  w~terT Yor 
c e r t a i n  t ~ e e  o f  s u p p l i e s ,  such as  s p a r e  p a r t s  an~ t h o s e  t h i n g s  which a r e  
d i f f i c ~ l t  to  c l a s s i f y  ancl i s s u e ,  c o u l d  t hey  be p u t  in  Upo&s n maybe the 
s i z e  of  a f l a t  c~r ,  or  something o f  t h a t  n a t u r e ?  

CAPTAIN EOOL~S: I woul& say  t h i s "  What you s u r e s t  i s  a v e r y  wor th -  
wh i l e  s u b j e c t  f o r  r e s e a r c h  and a n a l y s i s .  I w i l l  n o t  g i v e  you a ~  answer  
on t h a t  e x c e p t  by a l l  means l e t  us  stud~v t h a t  p rob lem.  

The c o n s e r v a t i o n  of  s h i p p i n g  i s  no t  a ~ r  o b j e c t i v e .  Le t  u s  g e t  our  
fundement~l  t h i n k i n g  s t r a i g h t e n e d  o u t .  The c o n s e r v a t i o n  of  s h i p p i n g  i s  
a means to the  a t t a i n m e n t  of  c e r t a i n  o b j e c t i v e s .  Under c e r t a i n  c i rcum-  
s t a n c e s  you m~y want to s a c r i f i c e  c e r t a i n  e l emen t s  th rough  a c o n s e r v a t i o n  
o f  s h i p p i n ~  in  o r d e r  to  a t t a i n  g r e a t e r  combat e f f e c t i v e n e s s ;  bu t  l e t  u s  
no t  p e r m i t  our combat e f f e c t i v e n e s s  to  be b roken  down m e r e l y  a s  the  
s h t b b o l e t ~  to conse rve  s h i p p i n g .  Le t  u's l e a r n  how to  g e t  the  most e f f e c -  
t i v e  use  o f  s h i p p i n g .  L e t  u s  s tud~  a l l  o f  t h e s e  t h i n g s .  Le t  us s u p p o r t  
a l l  the  . o f f i c e r s  i n  the  s e r w l c e  who a r e  now f i g h t i ~  a v e r y  tough  b a t t l e  
to  ge t  b e t t e r  l o g i s t ' i c  r e s e a r c h .  Le t  us  g i v e  them our f u l l  s u p p o r t  in  

e v e r y  f i e l ~  we can.  

~ S T I O N :  SSr,  when you s a i d  we need a l o g i s t i c  command, do you 
mean we need  ~ a Depar tment  of  D e f e n s e ,  S e r v i c e s  o f  Supp ly ,  s i m i l a r  to  the  

S e r v i c e s  o f  Supply  o f  ~ o r l d  War l i t  

G~PTAZN ECCLES: No. I am v e r y  much opposed to  a Department  o f  
Defense ,  S e r v i c e s  of  Supply .  I b e l i e v e  i t  would be so b i g ,  so complex 
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t h a t  i t  would d e f e a t  i t s  p u r p o s e .  I t h i n k  the c o o r d i n a t i o n  t h a t  has 
been taking place in the last few years in the matter of developing 
unified supply policy, developing cross-service agreements,-developing 
mutual understanding Will give us a much more efficient support of our 
combat Torces--Army, Navy, andAir-.than would a huge completely cen- 
trallzed supply system. I think a single Department of Defense supply 
system is the single best means of being defeated in the next war. 

QUESTION: I would like to have the term "fleet freight" explaine~ 
a little further. Yor instance, you spoke of mauls and what not 
floating around in the same box. 

CAPTAIN ECCLES: I'm sorry. I should have elaborated a little bit 
on fleet freight. 

In  our c o n t i n e n t a l  shore  e s t a b l i s h m e n t  we have s h i p y a r d s ,  s u p p l y  
d e p o t s ,  and so f o r t h  and  so on. A sh ip  be ing  newly commissioned or  one 
coming in for needed repairs is completely gone over. Supposedly, it is 
in i00 percent operative condition when ready to sail. All the spare 
parts are abeard; she is filled up with food, supplies, and ammunition. 
However, that I00 percent perfection is never attained, particularly in 
time of war. 

In p e a c e t i m e ,  when t h a t  sh ip  l e a v e s  p o r t  to go o v e r s e a s  or  d e p a r t s  
from overhaul, the supply officer will leave behind a stack of requi- 
sitions to make up the  s h o r t a g e s  in  h i s  s t o r e s  and a l l o w a n c e s .  Those 
r e q u i s i t i o n s  w i l l  then be p r o c e s s e d .  In some i n s t a n c e s ,  f o r  c e r t a i n  
elaborate spare parts, long-range procurement has to be initiated. They 
might be proprietary items. Shortly after the ship sails, those supply 
depots concerned with transporting the equipment will be packaging up 
the material to fill those requisitions and shipping them out to that 
ship. 

In  p e a c e t i m e  you have the  s chedu l e  of  o p e r a t i o n  f o r  the sh ip .  For  
i n s t a n c e ,  you know t h a t  on the  f i r s t  o f  J a n u a r y  or  the  f i r s t  o f  A p r i l  she 
i s  go ing  to be in  Guam. The f i r s t  o f  June  whe w i l l  be somewhere e l s e .  
The first of November she will be in Pearl Harbor. In other words, you 
can plan so that the material will catch up with the ship. Since the 
ships will generally carry out the schedule, a very high~rcentage of 
that material that has been requested will eventually reach the ship. 

But in t ime of  war you  s t a r t  the s t u f f  go ing  to Londonder ry ,  s ay .  
They change t h e i r  minds and send the  sh ip  d i r e c t  t o  China a t  the  h i , n e s t  
possible speed. She ends up in @uam. You still have I0 tons of freight 
l e f t  s t a n d i n g  in  New York headed f o r  Londonder ry .  Some one i n  New York 
h e a r s  abou t  i t  and from New York the f r e i g h t  i s  fo rwarded  to  A r g e n t i n a ,  
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b u t  JLrgent ia  c a n n o t  h a n d l e  i t  p roper l~r .  The o o ~ m n i o a t i o n s  s y s t e m  soon  
becomes o l u t t e z ~ 8  up. J~ a c o n s e q u e n c e ,  you  wind up w i t h  a . l o t  of s ~ f  
.lust o h s r ~ g  a r o ~  goiz~g novbere. 

T ~ ,  sent).emen, ~s f l ee t  f r e i gh t .  

CJ~TAI~ DAVISSOl~: Z t h i n k  t h a t  i s  J u s t  t h e  n o t e  on which  to  endL 
t h i s  & i s c u s o i o n .  C a p t a i n  E c c l e s ,  I s i m p l y  want  to  s ay ,  #Thank you .  i 

OJ~T~IN 1OGLES" And thank  you ve~7 much.  

(39 Msr 1951--650) 8. 
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