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INTRODUCTION TO DISTRIBUTION LOGISTICS
31 March 1953

COLONEL HOLMES: This morning we begin another of those courses
which serves to tie together other parts of the curriculum, Do not
feel that because the time allotted is relatively short, the subject
is not important. Actually, it is one of the most inportant ones
today., In view of certain statements bearing on logistics in the
Armed Services made by President Eisenhower in his February message
on the State of the Union, it is coincidental that we are going into
the course "Distribution Logistics®™ at this time. ~

It t.he term "Distribution Logistics® has bothered you, consider -
yourself ™ot alone in the boat.," I felt as you did when I first
heard it, Parenthetically, if any one can dream up a more appropriate
word or phrase, he gets a feather for his cap at graduation. By our
term "Distribution Logistics", we mean "the distribution phase of
logistics," :

Before discussing Distribution, let us consider the over-all
significance of the term, "Logistics," A realization of its far-
reaching concept is essential, since Distribution is only one of its
many aspects, To many, logistics seems relatively new, This may be
due to two reasons: First, for a long time, there existed uncertainty
as to what elements Logistics should include as against Strategy and
Tactics, This uncertainty was brought about, no doubt, by the
extensive changes which have developed in the art of waging wars;
second, and I think the most important, is that the emphasis which
it deserves has not been placed on Logisbics. It is only fairly
recent that this short-sightedness has been realized. A few months
back, we heard Captain Johnnie Hays say it another way, and I quo‘be
h:\.m--.

‘wlogistice . o . has now come into its own, somewhat begrudgingly,
somewhat belatedly, and has an equal status with Strateg and
Tactics in the trinity of warfare,"

Logistics is not a new word, nor is the fact that it is intimately
related to Strategy and Tactics a new concept,

By way of illustrat.ion, logistics consists of the ways and means
through which the plans of strategy and tactics are accomplished,
Strategy encompasses the decisions as to where action is to take place,
Logistics encompasses the movement of the troops to the scene of
action and their support therein,
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That concept is found in a book by Baron De Jomini, a staff
officer of Napoleon, entitled, "The Art of War® published as long
ago as 1836, Colonel George Cyrus Thorpe, United States Marine .
Corps, in his book, "Pure Logistics® published in 1917, gave Jomini
the credit due him by stating that although the word ®logistics" was
not used by Napoleon himself » the only classical writings on the
subject of "logistics" were contributed by his staff officer, the
Baron, Further, Colonel Alfred H, Burne of the Royal Air Force in
his book "The Art of War on Land" published in 194}, credits the
Baron by stating that the term "logistics" was created by hin,

Jomini admitted that in his earlier writings he had erred in
following other writers and had included the details of staff
functions relating to the Corps of Quartermasters under the name of
Logistics. The term "logistics" at that time was derived from the
title of Major General des Logis. The duties of this of ficer were
limited to the lodging and camping of troops, The Baron then realized
that as wars forsook the encampment concept, movement became more
complicated, which resulted in more funetions being assigned to staff
officers, As a consequence > the Baron believed that the old concept
of logistics was not adequate nor satisfactory to cover these
additional functions., Therefore, he strongly recommended that
Governments accurately spell out in regulations the logistic functions
of staff officers, ’

Jomini listed several maxims in his book which you might find
very interesting to read. Here are a couple that not only prove
that the concept of logistics is pretty old but also indicate that
the old-timers knew something of distribution too. The Baron had
realized that the large armies of Louis XIV and Frederick II had
lived from storehouses which were established as the troops moved,
This interfered with operations as the troops vwere restricted in
forward movements by the distance from the storehouse areas in
proportion to the number of rations carried by the troops and the
number of days it took the wagons to go to and from the storehouses,

Realizing these limitations, Jomini offered a new plan, Forces
would take with them 30 days of supply and live off the land, They
would form "depots of supplies" in which they would store the Pro-
visions collected from the countryside, He cautioned that supplies
would have to be collected and stored in sufficient quantity not
only to maintain the troops until the next operation but also to
start them out again with another 30 days of supply. The Baron
advised that it was necessary not only to collect quantities of
supplies but it was essential to also have means of conveying them,
In addition, he recommended very strongly that there should be
frequent inspections of material and that there must be good lines
of" cormunications and depots as armies advanced, In my opinion, he
was stressing, in present day parlance, an efficient distribution
system including supply economy,
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With his pearls of wisdom in mind, let us leave the Baron and
move on,

Logistics, as we know it today, consists of three fundamental
elements or basic aspects: Determination of requirements; procure=-
ment with ite relationship to production; and distribution., In .
your previous studies you have been well exposed to the first two.
It is the third element, Distribution, that we are concerned with
now,

It must be kept in mind that in all logistic problems, these
elements are interrelated; they blead and overlap. Saying it
another way, logistics does not lend itself to compartmental
thinking, It is impossible to draw a definite line of demarkation
between requirements determination, procurement, and distribution,
Action is continuous throughout the logistic cycle, The importance
of each element may vary from time to time depending upon circum-
stances; however, no element must be overlooked, It is this inter-
mingling that makes it so difficult to discuss one element by itself,
Because of this, there will be times when I will use the word logis-
tics or the term supply management synonymously.

Now what do we mean by distribution? Where does it start and
where does it end? From the Joint Chiefs of Staff Dictionary of
United States Military Terms, I quote:

n"pi stribution. « « o That functional phase of military logistics
which embraces the act of dispensing materiel, persomnel,
facilities, and services, The function includes, but is not
limited to, receipt, storage, transportation, and issue of
materiel; housing, subsistance, assignment, and movement of
personnel

Although personnel is one of the many aspects of distribution,
I will not cover that particular phase,

Distribution begins where procurement ends. As expressed by
Captain, now Rear Admiral, Henry E. Eccles, USN, Retired, for all
practical purposes it may be considered as starting with accumula-
tion of material at continental depots and ending with the delivery
to ultimate consumer,

In considering distribution, the fundamental concept is that the
user must be supplied automatically or be able to request supplies or
equipment from a source that will meet the need in ample time, This
is true whether it is ammunition for the most remote operating
theater or office supplies for the Pentagon. This creates the need
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for a distribution system or pipeline, Think of this pipeline not as
a petroleum or gas line but as a system of storage depots from the
zZone of interior to the overseas theater; and an adequate, if not
regular, movement of supplies by land, water, and air to the front
lines, The primary mission of this distribution system must be to
assure delivery of the right thing at the right place in not only
the required quantity and condition but at the required time, ill
of this must be done in such a mammer as to avoid excesses or at
least to keep them at a minimum through adequate advanced planmning,

There must be then central control agencies having sufficient
Imowledge of anticipated requirements to initiate the ‘Procurement
and control the movement of materiel to either overseas areas or
zone of interior destinations, It must be the responsibility of
such an agency to establish and disseminate policies and procedures,
to those operating the supply system, which provides for adequate
distribution right down to the ultimate consumer, Directives mast
include, among the obvious, such things as; reporting and accounting
procedures; stock numbering; cataloging; stock levels; inventory;
maintenance and repair; as well as surplus materiel disposal,

Since the basic elements of an effective distribution system are
important, let us consider them for a moment, Admiral Buck, USN,
highlighted them in a lecture to this College in October 1936.

First, we have the storage systeme~that is the pPhysical plant or
depot, It includes its type, size, location, and equipment as well
as its functional relationship and mission, '

Second, there is the control system which includes cataloging
and item identification; storage and traffic control; stock and
stores~-or fiscal--accounting and reporting; receipt s issue, and
disposal control; and supply-demand review,

Third, we have the materiel in the system,
Lastly, the operating personnel.

These elements or functions blend and overlap in varying degrees,
However, they must operate in concert with each other; not in conflict,
By way of illustration, packaging, packing and crating must be
designed to meet anticlipated service warehousing and materials
handling conditions because light commercial packing and crating
requires careful and slow handling operations. Another i]lustration,
storage practices which assure maxinum acceseibility and ease of '
identification of material for issue and inventory purposes must
be employed sometimes rather than those which are based solely on
the economic utilization of storage space,
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It is impossible to view each of these elements of distribution .
in isolation. Take cataloging as an example, It is a control measure
for both distribution and procurement, It aids identification and -
exposes items which lend themselves to standardization and common
use, It is through cataloging that the language used in material
supply systems is standardized, In the absence of standard descrip=-
tive language, it is possible to procure the same item under a variety
of different stock numbers and prices from the same manufacturer,

" 'In order to evaluate not only a distribution system but also its.
elements, a knowledge of the three characteristics of a good distribu-
tion system is necessary: Responsiveness--the system should be
responsive to the needs of the forces it supports. If the forces to -
be supported are in a combal zone, close coordination becomes a must
and the need for a greater degree of control by those forces should be
realized and accepted, The system must be responsive to any limitations
imposed upon it Flexibility--the system should be capable of signifi-
cant and quick expansion from peace to war without loss of effective~
ness; it should be capable of adapting itself to the ever-changing
plans and operations brought about by strategic necessity; Economy-e
the system should operate during peace and war in the most economical
manner possible without reducing its effectiveness in fulfilling its
mission, As a matter of interest, Rear Admiral Eccles has developed
these characteristics more fully in his book “Operational Naval
Logistics%,

__In our search for improvement, it is important that we consider
some of the errors of the past and some of the lessons learned there-
from. Further, I feel that advice based on experience or detailed
research is also important., This advice is sometimes most valuable .
and yet overlooked, As an explanation of this last point, Colonel
Thorpe, whom I mentioned before, offered advice based on lessons of.
every war in the hundred years preceding his 1917 writings, One bit
of advice was that there are characteristics of logistics which are -
common to both land and naval forces and that they could be employed
‘actively in unity to achieve the benefits of economy and efficiency.

‘ Gentlemen, since the concept in that last statement is a present
day "hot potato", I am going to repeat it--there are characteristics:
of logistics which are common to both land and naval forces and that.
they could be employed actively in unity to achieve the benefits of
economy and efficiency.

Tt is an accepted fact that World Wars I and II are different
types of wars, The First World War was considered in its time to be
an all-out war--but it was actually a one-theater war with cne main
pipeline, The Second World War was different. There were 11 theaters
with at least the same number of pipelines--maybe more., In both wars,
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land, sea and air forces operated together. Nevertheless, lessons of
preceding wars, notwithstanding the opportunities presented, were not
applied too well when it came to exercising in unity, in the interests
of economy and efficiency, those features of logistics which are common
to all services,

T think it was a general concensus, prior to World War II, that
the Services believed their tasks to be primarily tactical in nature,
As a result, training and education of officers emphasized tactical
principles in the employment of troops and weapons, I do not intend
to convey the idea that we went into World War II without any
appreciation of our logistic problems. There had been acquired some
degree of recognition of the principles of logistics, However, ade-
quate planning for long campaigns to be carried out concurrently in
many overseas areas was lacking., The Services lacked the ability to
coordinate with each other when operating in the same areas,

As World War II progressed, the Services often entered into
competition for production facilities resulting in a situation which
required aggressive reconciliation, The urgent demands from the
overseas forces were filled in spite of the realization that there
were duplications in the supply effort., As a result, there were
surpluses of certain supplies which eventually became so burdensome
to the operating forces that requests were made for shipping space,
already critical, to move the excesses elsewhere, even back to the
zone of the interior, Large overages in certain items began to
appear in some cormands while shortages in those same items existed
in others in the same area, The transportation facilities, already
over-burdened, were further taxed by the necessity to move critical
‘materials from overseas to this country. Yet because of a lack of
coordinated planning on the part of the military services, there
developed wastage in this vital area, For example, at one time in
19L2, there were more than a hundred ships lying idle in the South
Pacific at Noumea waiting to be unloaded,

I think that we have gone far enough to draw certain conclusions,
We can all agree on at least one, and that a most important one.
Logistics had not received sufficient attention. There was an evident
lack of full appreciation of its complexities and the extensive nature
of its scope, Action on the part of the Serwvices subsequent to World
War II proves this point, The educational systems of the Services
were revamped, The study of logistics was expanded and the subject
itself received new emphasis at existing Service schools, As joint
colleges were formed, logistics was givem a prominent place in their
curricula, ‘

There is no doubt but that World War II distribution troubles
and errors with their effect upon the economy and their conflicts
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with the theories and practices of efficient business management
played a. large role in the pressures which moved toward unification,
We are all familiar with the National Security Act of 1947, The
passage of this act did not necessarily mean that the Services had
not recognized their weaknesses in this respect, Through lessons
of the war, much had been accomplished prior to that Act in the
fields of coordinated procurement, joint use of commercial warehouse
facilities, development of uniform contract procedures, and other
areas, In numerous fields, the act merely formalized what had been
developed previously and successfully put into operation by the
Services, : ‘

- Speaking of the National Security Act of 1947, there is no doubt
that one of its intentions was to blend our logistic systems and
operations into effective coordinated mutual military support. Since
its passage and its amendments, some improvements from a supply
management viewpoint have been noticed, However, it is alleged that
improvement has not progressed to a degree that satisfies Congress
and the public., When it comes to distribution coordination, it has
not progressed even to the questionable degree of satisfaction that
procurement coordination has, Putting it another way, it is considered
that we are just about keeping our heads above water when it comes to

" solving our distribution problems,

It is impossible to leave this topic without making reference to
the Korean conflict, With all the experience gained by the lessocns
and mistakes of the last war, how many mistakes were duplicated at
the outset of that conflict? It appears that we simply failed to
take advantage of the five years which elapsed between the end of
World War II and that conflict. To illustrate, in World War II, the
military departments had their own methods of describing and number-
ing their items of supply. There was little coordination and ne
wniformity between them. After the war, the Services recognized the
need for uniform supply cataloging, As a result, the Army-Navy
Munitions Board established a catalog agency which was later absorbed
by the Munitions Board Cataloging Agency under the provisions of the
National Security Act of 1947, After five years, certain members of
Congress became dissatisfied with the progress that had been made in
the field of cataloging and legislation was passed to expedite a
single Department of Defense catalog.

The Korean conflict had started before this action, so we went
into that fracas with about the same degree of uniformity in supply
cataloging as when World War II ended, By that I mean, we did not
have a common language or uniform stock numbering system among the
Services,  This is not to say that progress in cataloging operations
within each Service has not been achieved for great strides have been
made, A single catalog for the Services will be forthcoming as a
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result of the "Defense Cataloging and Standardization Act" (Public
law 136) of 1 July 1952, Already one portion of this single catalog,

covering subsistence items, has been promulgated for common use by
the Services,

Reports indicate that experiences of past wars have been repeated--
that our present basic Tables of Equipment not only contain non-essential
items but also include rates which are too high, Forces have generally
.gone into a theater with all the equipment called for by those tables,
whereas when going into actual combat, forces take only the essentials,
leaving the non-essentials behind, This results in an accumulation of
unwarranted items which eventually leads to excesses., Even so, requests
to add additional questionable items and increase allowances of present
items in our Tables of Equipment are still being made and in some cases
approved, -Maybe this is a result of the American way of life--a state
of plenty, Maybe this is a result of lack of economical thinking or
adequate planning. You will have to draw your own conclusions, -However,
consider this: There has been an inclination on the part of top-level
planners to overload combat forces, Basic Tables of Equipment should
include only those items which are habitually necessary in combat, So
why not determine what items are "habitually necessary" from forces
fresh from combat?

. Why have we heard so much about logistics recently? The movement
for economy and the problems involved in achieving a more efficient
supply management operation in the Department of Defense are the
primary influences that have made the subject of logisties so
important today., It is almost impossible to read a newspaper or
periodical, listen to a radio or television commentator without being
aware that the spotlight of Congress, the public in general, and now,
our new President is focused upon logistics and all aspects of supply
management in the Department of Defense,

. It is axiomatic, with the Federal budget in the neighborhood of
80 billion dollars a year, out of which 50 billion dollars is for the
Department of Defense, that the President, the Congress, and the public
will continue to be vitally interested in military practices and opera-
tions, Unification, standardization, coordination, elimination of -
duplications, and overlappings are key words of the day because of
their influence on the goal of more economical operations, The objec~
tives of Congress are to achieve economys; the objectives of the
military, to achieve this economy without loss of effectiveness in
accomplishing its mission, '

Congress apparently has not been satisfied with the progress made
in the Department of Defense to achieve a more efficient and economical
supply management operation. There are numerous factors and problenms,
some justifiable and some unjustifiable, which may be considered as
impediments to progress, In order to analyze these, one must think of

8
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the size of the Department of Defense supply business with its
approximately three-and-one-half million items, There is no
comparable counterpart in industry. Then, there are the customs
and procedures of long standing which have become firmly
intrenched within each service,

There is also the element of human behavior to be considered
for there are many who are reluctant to accept restrictions and
many who offer passive and aggressive resistance to change. Often,
uncertainty regarding the permanence of major changes causes impedi-
ments to progress. It is a normal reaction on the part of individuals
to refrain from putting forth whole-hearted effort into projects when
there exists a possibility of further change in those projects.

The pros and cons of a fourth service of supply have been discussed

for a long time, Adoption of such a system, even if only in part, would
result in major changes to existing practices, As a result of Congress-
ional hearings and investigations, statements have been made that the
National Security Act of 1947, as amended, should be further revised,
By way of illustration, House Bill, HR 1522 (83rd Congress, 1st Session)
dated 13 January 1953, has been introduced and referred to the Committee
on Armed Services. This bill provides for a new Title V to be added to
the National Security Act., -

Under this new title, an office of Under Secretary of Defense
would be created. This title also provides that, subject to the
authority, direction, and control of the Secretary of Defense, the
Under Secretary of Defense shall, among other things, tdevelop
standardized procedures and forms for supply and service functions;
eliminate duplication and overlapping within and among the supply
activities of the military departments in the fields of production,
procurement, warehousing and distribution; establish and operate
depots for common items and other common supply and service installa-
tions through the United States, and develop unified logistic organi-
zations overseas.,! There is also a proviso that would tranafer the
functions of the Munitions Board to the Secretary of Defense., From
another source, a very recent suggestion has been made to transfer
the functions of the Munitions Board to the Office of Defense
Mobilization,

Let us return again to the key words of the day: wnification,
standardization, coordination, elimination of duplication, and over-
lappings. Let us consider a few of the problems that arise in some
of these areas, To what extent may each of these be prudently ,
carried before arriving at the point of diminishing returns? Putting
it another way, what criteria should be used to measure economy versus
effectiveness or to what extent should operational effectiveness be
sacrificed to achieve economy? '
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Think of this especially when circumstances of supply operations
under wartime conditions are ever-changing, To illustrate, air trans-
portation may, under certain conditions, increase effectiveness and be
more economical, This is especially true in the case of transporting
very costly items to maintain stock levels of these items at a minimum,
If, however, any category of materiel becomes backlogged at the air
field, the operation is not only ineffective but also uneconomical,

Another problem is this: Timely stock status information assists
in reducing the accumulation of materiel in the pipeline and speeding
up the distribution and redistribution of stocks, If stock status
reports were confined to the reporting of only critical items and
very active items, would efficiency be increased since supply-demand
review could be accomplished on few items with more rapidity? Or
would this lead to inefficiency since stock status information would
not be available on all items?

Let us consider coordination for a moment, I think we will agree
that coordination is essential. But coordination extended too far, on
the other hand, can lead to inefficiencies which are just as uneconomical
as those existing under lack of coordination, But again, what criteria
does one use to determine the best in-between mark?

It might be said, by way of summation, that there are certain
practical limitations to which these measures may be prudently carried,
It is inevitable and necessary that a certain amount of duplication
and overlapping should exist among the services because of the very
nature of *their varied missions., To go too far in the elimination of
duplications and overlappings might reduce the effectiveness of mili-
tary operations and, as a result, defeat the purpose of achieving
economy and operational effectiveness, :

Now let us look at a few broad considerations to guide us in our -
present and future thinking,

Prior to World War II, it was a common belief that our resources
were unlimited. As the war progressed, shortages in essential equip-
ment began to appear although our forces were for the most part
adequately supplied. In thinking of a future war, consider, if you
will, the fact that although our resources are still large, they
have been diminished. They cannot and must not be expected to support
another war in as lavish a manner as the last one.

Consider, too, the certainty that our potential allies will
require extensive logistic support with the probability of their
contributing less than those of World War II., If such is the case,
our supply lines will be more numerous and our transportation systems
more heavily taxed than ever before, If sabotage and damage to our
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zone of interior by enemy attacks are effective, our logistic problems
will increase and logistic potentialities decrease. Should these
nifsh become a reality, the logistic capabilities of the nation will
be taxed to the utmost, =~ B

Therefore, since the success achieved in a future war will be
dependent to a great extent on the plans that are made in peacetime,
we must conscientiously search for methods to improve our supply
management operations so as to achieve the maximum degree of economy
without decreasing military effectiveness, Lack of adequate planning
results in waste of storage space, waste in transportation, and waste

- in every other related function.

My message is aptly summed up by a warning of Ballantine in his
book entitled, "United States Naval Logistics in the Second World War,"
In speaking of postwar dangers, he warned that military and naval
officers might forget that the economic aspects of war are a vital
part of their professional affairs, He went further to caution that
such forgetfulness would be detrimental to the future of our military
security,

Gentlemen, that ends the formal part of my presentation, Now I
would like to explain how we will run the course on Distribution
Logistics,

I hope no one will be disappointed with this remark--There will
be no written reports,

There will be student preSentations. The subject and method of
presentation are being developed by the individuals concerned and we
are sure that they will be both novel and enlightening.

We will have four lectures., All of them will cover controversial
areas and should stimulate discussion. Accordingly, small group
discussions will be held after lunch to consider the pros and cons
of the issues presented during the morning's lecture,

Now, let us talk about the monograph. As will be noted in its
preface, it represents not only a compilation of information from
about 50 or more books but also points up current trends, We think
it unique, It should save you many hours of research. In fact, we
have such confidence in this document that with the exception of a
few short publications it has been made your principle essential
reading for the course, Those eager beavers, however, may wish %o
read the 50 source documents from which it was derived,

Seriously, you must be familiar with its contents to fully under-

stand the implications of the problems presented by our lecturers and
_to obtain the real benefits from the discussion periods.
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In addition to the regular faculty instructors of the Require-
ments Branch, we will be assisted by Captain Arthur H, Castelazo, USN,
and Lt, Colonel William R. Norman, USAF, from the Manpower Branch; and
from the Procurement Branch by Colonel Charles P, Crosby, USA, Lt,
Colonel Albert M, Johnson, USA, and Mr, Claire F, Muncy,

Since I do not want to steal the thunder from our speakers and

infringe on the rights of our discussion group leaders, we will dis-
pense with a question period,
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