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lieutenant Colonel Thomas L. McKnight, USAF, Chief, Distribution
Division, Munitions Board, was born in aso, Texas, and finished a
course at the New Mexico Military Imstitute in 1936, the University of
Texas (BBA) in 1939, the Cavalry School in 1940, and the University of
Chicago (MBA) in 191’;7. He was originally commissioned in the Cavalry
Reserve in 1938 and his active service began in 1939 with the Tth Cavalry
under the Thomason Acte In 1940 he was detailed to the Air Corps and
upon completion of pilot training in 1941 he was transferred to the Air
Corpse Colonel McKnight!s significant materiel assignments have beens
director of supply and msintenance at Brook Field, Texas, 1943=19LL and
Keesler Field, Mississippi 194L=19L5; Air Materiel Command, 1946-19L7;
adviser to Chinese Air Force Supply and Maintenance Schools, Chengtu,
China, 1948; chief of plans and later assistant deputy for materiel at
Headquarters Far East Air Materiel Cormand, 1949-1950; Chief of the
Maintenance Division and later the Distribution Division of the Munitions
Board, 1950 to presente
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AREA DISTRIBUTION VERSUS SINCLE SERVICE DISTRIBUTION
7 April 1953

MR. HENKEL: Admiral Hague, gentlemen: Last fall, as you no
doubt remerber, the Secretary of Defense issued Directive 4000.8,
establishing basic regulations designed to achieve the operation of
an integrated supply systems While this directive lists eight general
promulgations covering the military supply system regulations, one of
the most controversial points is that of a single supply system covere
ing certain categories and items and in some cases the cross=servicing
of common=use standardestock itemse

Today we have an officer with us who has been studying this problem
since 1943s Because of his present assignment, he can present the vare
iocus military viewpoints of the four services, He is now with the
Munitions Board as Chief of the Distribution Division and will speak
to us on the subject of "Arez Distribution versus Single Service Distribu=
tione"

It gives me great pleasure to present Iieutenant Colonel Te Le
McKnight, United States Air Forcee

COLONEL McKNIGHT: Admiral Hague, gentlemen: Mr, Henkel sort of
gilded the lily a little bite I have been in some phase of supply since
1942 or 1943 but not on this single service business since then,

The other day Admiral Ring spoke a little bit about the Munitions
Board and its possible futures I have a clipping from this morningts
"Washington Post," a small article in the Federal Diary colum, which
might be interesting,

"Defense Secretary Charles Wilson recently referred to the
Murritions Board as a fifth wheel and implied that it was to be
reorganized, Afterwards a booster of the agency sent him this .
comment: $As the former head of a company that meskes autos you
should realize that you cantt get anywhere in an auto==~including
those made by General Motors--if it doesn’t have a fifth wheelees
steering wheel, t*

I don't know whether the Munitions Board is a steering wheel or
note I have been there almost two and a half yearse I think we have
accomplished somethings On the other hand, I think we should have gone
further,

The distribution systems of the military services exist for the
basic defense purpose of providing military units with material in the

1
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most effective and efficient manmer possible, While there are three
military departments, there are four military services=~Army, Navy,
Air Force, and Marine Corpse Fach operates its own supply systems
Within each system they employ a variety of distribution means or
methodse Todsy we will be talking about the distribution means as
applicable to any one or all four of these systemse

Tt is difficult to confine any discussion on distribution to dis-
tribution per se because of the interdependence of 211 supply functions
one upon the othere No functional supply problem can be solved without
considering the other elements of supply. So if I sppear to. slight the
other supply functions, please recoghize it as my attempt to stey within
the confines of my subjects

Tn 1947 when unification was the topic of the hour, the National
Security Act was passeds The act unquestionably intended that our
logistic systems be welded together into an effective and unified milie
tary efforts Obviously, the terms unification and integration, as used
in the National Security Act, were not intended to imply consolidation
or merger of the armed forces. However, careful study will reveal that
the act itself intended to provide for authoritative coordination and
unified direction of the military services under civilian controle

The wording and interpretations of the National Security Act as it
applies to logistics have been debated time and againe As time passed,
it became rather obvious that the interpretations of the services were
at udds with the interpretations of many Members of Congresss The act
did not specifically set forth any specific type of distribution to be
attaineds However, it was apparently intended that something should be
donee In this regard early in 1951 a speaker before this student body
stateds

"Tt is a job that we must do and do well without delays I
am confident we can do it provided we understand the problem and
the urgency attached to ite In my estimation we had better do the
job fast and well for two reasons, namely, to increase military
effectiveness and to avoid being force-fed by mandates and lawse"

Failure to heed this warning literally led to the passage of
section 638 of Public Law 1,88 which covers the appropriations for the
fiscal year 1953, This section reads as follows:

"Notwithstanding any other provisions of law and for the
purpose of achieving an efficient, economical and practical opera=
tion of an integrated supply system designed to meet the needs of
the military departments without duplicating or overlapping of
either operations or functions, no officer or agency in or under
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the Department of Defense, after the effective date of this
_section, shall obligate any funds for procurement, production,
warshousing, distribution of supplies or equipment or related ,
.supply management functions, except in accordance with regulations
issued by the Secretary of Defense,"

Tt has Been specifically interpretéd that this section of the -
Appropristion Act, Public Law 488, in general is permanent legislations
The rest of the act is not, '

" This legislative development caused the Secretary of Defense to
publish his Department of Defense Directive 1000.8, dated 17 November .
1952, The discussion today on "Area Distribution versus Single Service
Distribution" stems from paragraph II1.C.7 of this directive, T will
read this parsgraph so that it is fresh in the memory of each of uss

- "Integrated supply support for common=use standard-stock items
will be developede In areas within the United States and overseas,
supply suppori will be accomplished by single service assignment
in which one department will support all others, or by crosse
servicing in such areas in which supply support will be obtained
by one department from the nearest or most economical source without
regard to which department controls such source, unless it can be

7 demonstrated that such support will adversely affect military opera=
tions or will not result in net advantages to the Department of
Defense as a wholeg!

In examining this paragraph, two things are worthy of notation:
First, we should consider the term "commonwuse standard-stock itemse"
To date, I have been unable to find an accepied definition of the words
"common uses” There is no Department of Defense definitions no General
Services Administration (GSA) definition; and to the best of my knowle
edge, there is no established Bureau of the Budget or congressional
definitions This is in spite of the fact that the term is in almost
daily use in all of these elements of govermmente It has been our expe=
rience that it is necessary to define this term relative to each problem
to which it is appliede This in itself makes considerable difficulty,.
To exercise our imaginations this morning, let us define the term in the
broadest possible sense, namely: "A common-use item is any item, teche
nical, commercial, or what not, which is used by more than one govern=
ment ‘agencye" For this purpose consider each of the military services
as a government agencye. It is important that we think deeply on the
scope of this broad definition and its many possible implicationse
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Secondly, we should look closely at the general approach taken
in this paragraph, the manner in which it is written establishes the
rule or policy that "common-use standardw-stock items will be distribe
uted by single service assignmment or on an area distribution basise"
It leads off that way and it goes on with exceptions=--~exceptions are
permissible only when it can be demonstrated that the use of either
of these systems will adversely affect military operations or will not
result in net advantages to the Department of Defense as a wholee

Now early in the game when the draft of 1000.8 was under considera=-
tion, it was suggested that this particular paragraph we are talking
about this morning be changed to read something like thiss

"Each military department, including the Marine Corps, will
have its own distribution system except when it can be demon=
stirated that a single service or area distribution system will
result in increased military effectiveness or net advantages to
the Department of Defense as a whole,"

While these two appfoaches are similar, the reversal of the policy and
the exception make them vastly differente

Under the wording of this policy, there are two means of distribue
tion which appear to be acceptable without question by those who authored
the policy.

One is single service assignment to one department or service for
the support of all otherse In its.purest sense this would be on a :
worldwide basis for all military services, It could be done by assigne
ing all common=use items to one department or split them up among the
departments by classes or commodity groups or even items if you want
to get into that much detail,

Although it does not qualify under the wording of the policy, a
broad interpretation would permit the use of GSA depots as a single
service agent for distributing common=-use standard-stock items to the
military services. Thus far the trend toward increased use of GSA
depots for distribution has been limited to local purchase itemse
However, there is talk in some quarters of formal assignment of distribue
tion responsibility to that agency for some common=use itemse In the
area of procurement assignment, responsibility for office machines,
equipment, and furniture has been formally given to GSA. Currently
gSA :ould not distribute on a worldwide basis as it has no overseas

OpOTSe : i
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The other one which is obviocusly acceptable is area distributions
In this ares, the policy points toward single service assigmment of
distribution responsibility on a geographical srea basis, again either
by giving one service the responsibility for all commonwuse items in
the area or by dividing such items up on a cormodity basis between the
services in the area, This might also conceivably include the use of
GSA depotse o _

There sre other distribution methods which the authors will accept,

but only if it can be proven conclusively that single service assigne
ment or area distribution will adversely affect military operations or
fail to result in net advantages to the Department, of Defense as a
wholes Some of these other means ares ' o

‘1, Unilatersl and completely independent distribution by each
military servicee _ :

2 Greater use ,bf civilian distribution systems, such as We now
use for bulk petroleum. ' . ~

" 3o Parallel but effectively coordinated distribution systems
operating under uniform policies, standards, and techniques,

he Jointly operated distribution systems either on an area or
worldwide basise

. Each of these distribution means has sdvantages and disadvantages.
In determining the means to be used, the impacts of each must be analyzed
in the light of the whole supply functions | v ' :

To examine this matter a bit further, let us teke a brief look at

the elements of the distribution system, I will list only those
app;.icgble to the poliey with which we are concerned. They ares

B Requisitioning,
2, Receipte
~ 3¢ Inspection,
Le Tdentification.
Se Classificstion.
6. Stofage. B
" Te - Stock ControL '

8¢ Issue,
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9. Salese

10, Redistributions
11, Accountinge
126 Reportiﬁg.

‘Elements such as maintenance, conservation, and disposaly, which are
covered by other policy paragraphs of the basic directive, have been
overlooked in this talk. The accent which I may place on some of these
elements is not intended to relegate others to a position of lesser
importance in the overesll function of distribution. Each of them can
be found in any distribution systems , ,

The degree to which each of these elements is developed, the detail
to which they are locked into and carried out, will depend upon their
relationship to the over-all mission of the service involved. The degree
of the interdependence between the services will to a large extent '
dictate the degree to which each of these elements is developede If
the mission is unilsteral, completely independent, obviously there is
no need for any degree of uniformity in an over=sll sense or in the
detail of any of these elementse

From this it is easy to see that single service or area distribu=
tion requires the greatest development of similarity among the elements,
‘Each service distribution system was established to meet the needs of .
" 'its parente The growth of these systems began years ago in an era of
plenty and of relatively simple warfares Advences in technology and -
weapons have been such that we can never again parallel or duplicate
the set of conditions under which our distribution systems starteds

Even in our present situation we are suffering from shorteges and
competitive desires have to be rationed. Indeed it is relatively easy
to ration the supply of the basic raw materials, but then to control
the distribution of the items produced is another poimt. It is far more
difficult and is almost wmieldy today. ‘ ' |

Now, there are means for interchange of support on an emergency
basis; this cantt be denieds It has been done and done on a relatively
simple basis, at least on the spote The lack of uniformity is not only
discouraging but it is administratively expensive in the interchange
of goods between the services, This, frankly, is because each of the
distribution systems is accomplishing the elements we spoke of in a
manner suited only to the parent service. The elements are all handled
in a different manner, different fiscal, budget, accounting, reporting,
stock numbering, and so forthe
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Irrespective of what distribution means we have or we adopt, we
certainly must have greater uniformity between the elements so that
we can face up to any situation that comes before us in the futures
That does not necessarily mean that the elements must be identicel in
detaily, but rather that they should be comparable between the services.
I think most of us feel very definitely that any future allecut war
will be considerebly different from anything we have had in the paste
No matter how well we make our munitions or how great the quantity
turned out, the effectiveness of their use will depend in large messure
on the effectiveness of the distribution means we employ throughout
the Department of Defenses Scarcity of resources coupled with increased
complexity of any future war will tremendously increase the intere
dependence of the military services one umpon the other, We have to be
ready to meet that taske '

We have come a long way since 1947. Granted our progress has not
been what we would like to have seen; but, on the other hand, we have
made some strides forwarde Revolving funds--a tool of stock manage=
ment--are being installeds Clothing funds have been establisheds
Medical, dental, snd POL funds will be installed sometime this summer,
For these commodities we will soon be able to speak through the commonly
understandable language of dollars, which we grew up to understand from
the time we entered the first grade,

Interservice redistribution of excesses has been esteblished and

. is operating smoothly through the Surplus Materials Division, Bureasu of
Supplies and Accounts of the Navy., This is a Department of Defense
designated agency which operates for all servicess Additional refine=
ments sre in mind for improving the effectiveness of this operations

Storsge reporting is being worked on with an attempt being made to
standardize language and reporting systems. A unified commercial waree
house space system has been established and adopted throughout the serve
icess Standard stevedoring contracts are in use, Standard classifica=-
tion condition codes have been unified so that they mean the same thing
in all services, _

( The integration of dollar and item accounting is gemerally being
confifed today to the areas in which stock funds sre being installeds
‘However, much consideration is being given and in fact certesin projects
are under way in which item and dollar accounting are being established
outside the established stock fund aress.

Retail sales have been pretty well stsndardized under the variety

of legislation applicsble. Further advances will require new legisla=
tion to remove basic differences which stem from outmoded lawse
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These are only a few of many areas of uniformity which have been
developed-~developed and installed without jeopardizing the rights, ;
prerogatives, or missions of any of the services. I think that is
important, that in the strides we have made so far no prerogatives or

-rights of any department or military service have been jeopardizeds -
These advancements heve placed us in a much better position than we -
were in four or five years ago. . S " :

- Now it appears to be the intent of some that we should integrate
the distribution systems for commoneuse items so that each distribution
facility could operate at maximmm output. These individusls feel that
this would give us the best distribution system for the dollar spents

Now on this basis, what will it cost us to change from the distri-
bution system now used within the four services to either single service
or ares distribution? This question does not refer only to dollar costs
it refers, gentlemen, to any of the intengible costs, costs that are.
very difficult to weigh and apply, those which are not measurable in
dollars and centse Let us look at two possible costs of this typee

- The first is diminishing returnse I am convinced that there is a
point of diminishing returns in the enlargement of any distribution
system as a wholee To the best of my knowledge no one has ever yeit
determined where this point of diminishing returns ise. Through such
cost accounting systems as we have, we approach it to some extent on an

individual-installation basis, an individual depot, but we have never
applied it to the whole system, including other supply functionse-
procurement, transportation, and so on, However I am convinced that
it can be done, and the success of any such determination will -depend
on the accuracy of the factors usede Dollars should be tempered by
that which is intangible in money. For instance, what is the best
‘persomnel strength for a depot operation? Some of the more forward

-~ thinking civilian institutions have come to the conclusion that the
maximum personnel strength for any operatirg complex in a single locality
‘lies somewhere between l;,000 and 6,000,

A prominent Business Machine Corporation has 8,000 employeese It
has a three-year backlog of orders, Yet its people will not go into
a multishift operation. They don't want sny more people in this complex,
-~ I'have talked to them for many hours on this problem and they feel
that the addition of people would greatly diminish the returns which
they are getting on their investment., They feel. it would put them in
the area of diminishing returns, They feel they would lose control of
their personnel; they would no longer have the lowest personnel turne
over rate of any corporation of its size in the United Statess I don't
remenber the exact figure, but I think their personnel turnover rate is
one~tenth of one percent per month throughout the entire organizations

8
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A second important area is the mobilization base or potentiale
Let us assume that we have all depots operating at, not optimum cutput,
but maximum output for the individual facility, Where will we go then
in the event of any rapid mobilization? Can we build up additionsl
depots in time to meet the input flow of the other elements in our
rapid build-up? I don't kmow the answer completely. There are a lot
of parts there we do know, but that is another area which should be
examined before we adopt any policy that a distribution facility operate
eround the clock for maximum output of that facility. L

Actually it boils down to this question: TIs todayts dollar more
important than tomorrow!s defense? These are opposite extremesa
Actually they must be balanceds I do not believe we can go to either
one extreme or the other, We have to arrive at a healthy balance to
meet our needs,

You can think of msny additional problems and costs which should
be weighed in determining diminishing returnse All of them should be
considered in determining the means of distribution. to be adoptede.

Any distribution system must consider its customer in any change
which is in the planning stage, After all, the system exists only for
the combat unit, Now either single service or area distribution could
readily provide our supplies if we had a stable situation, a stable
forces I don't think there /is any question about thate However, I
. do- think we should stop for a moment and consider some of the operationsl
difficulties which could arise under a rapid expansion and ware ‘

One of the most difficult things to handle in any time of stress
is prioritiess Supply priorities are hard enough within a single
Services Will compounding this problem by applying it to four scross
the board in all details help the situation? Will it make a more -
.effective combat force?

Priorities are the result of attitudes and mental determinationse
Every unit feels that its mission is the most important of all missionse
For Mesprit de corps s" each service should feel that its mission is
more important then that of any other service, Thus, within the Departe
ment of Defense it becomes a problem of priorities within priorities
when you amalgamate commonsuse items under the head of a single serwvice.
I don't believe it is possible to- develop a supply priority system
which would satisfy all concerned with either single service or ares
distribution.

Military operations are in many ways as much of s business as is
mamufacturing. The difference is remuneration. The distributor supply-
ing a commercial manufacturer receives remuneration for his services

9
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The building of his career, his growth, depends upon that remuneration,
and remmeration in turn depends upon the service he renders to the
manufacturere In the event of poor service, the manufacturer has a
simple. course~-he just shifts his business elsewhereo, 1In the event
his supplier is a single service or single source, he does one of two
things: he either tries to break up the control of that single source
by expanding towards his source, or he writes a legal contract which
will give rapid satisfaction through the courts if the service breaks
downe T : : :

- Let us take 3 look at a military service, however. Military
service X is dependent upon service Y for its supply. What recourse
does X have if Y doesn't produce or provide the service? He can®t take
his business elsewheree That is a difficult thing to do when he starts
to go through the maze of channels up to the top to get a policy changee
How can he punish Y if Y doesnt!t provide the service? It is almost
impossible because Y's career does not depend upon the service rendered
to X to the same extent that the civilian distributor depends upon his
career through the service he renders to the mamufacturer. The control
is missinge The rapid action to be taken is missinge Is that good
management or good organization?

The tactical desires of our units must be balanced with the avail=
able distribution supporte Having arrived at the necessary tactical
maneuver necessary to accomplish an operational order, it is essential
to the success of the mission that proper distribution support be rendereds
We never cuss oursedves for an error to the same degree we cuss an
outsider, He is always more stupid than we would have been. That is
human nature and we can't get away from it; and it has to be considered
in selecting the distribution means to be employeds '

There are four broad éharacteristics of a good distribution system.
These might be broken down in more detail. However, in their present
form they will suffice from a broad standpoints

- le At all organizational levels where combat control is vested in
a single command, distribution control of supplies should be vested in
the same commande Let us take the basic combat elements==Air Force
wing, Army. or Marine battalion, and Navy eocuivalent. Each of these is
authorized supplies necessary to carry out its mission. I am sure no
one would think of dogmatically saying that the commanders of these
units could not distribute their supplies as they saw fit in carrying
out their missionse This does not mean that these commanders are not
subject to censure if they use their resources unwisely. It does mean
they can establish and change supply priorities within the units they
commande This same characteristic should be present at each levele-
regiment, divisiong force, corps, theater, and fleete

10
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2e¢ The system must be capable of management by the command vested
with controls No matter how fine the people are or how pretty the
organization is on paper, or how great the quantity of sypplies on
hand, the time, or space available, the systems will be no good if
they cantt put the right goods down at the right place at the right
times The ability to do so reflects good management and it requires a
balance of all the factors bearing upon distribution. It must take
into consideration the size and scope of operations, 'Simply put, it
means round pegs for round holes, square pegs for square holes, and
the pegs have to fit the holes, You don't tuild up a 15-day supply
for a 3-day operation, for you would be bogged down by the very weight
of the supplies themselves. ’

3¢ The systems should be capable of rapid and simple interservice
support when such action is more economical and effective or when the
tactical or strategic situation requires ite In our modern warfare,
combined operations at almost all levels is the rule rather than the
exception, For example, antiaircraft artillery units operate with
Air- Force wingse The size and distribution of the wing and artillery
units should determine the deistribution means to be used at that level,
Should there be separate distribution systems at this level? If not,
should the distribution support of one by the other be complex, cumber=
some, difficult to administer? I don't think so., These same questions
apply equally to all levels as you go up the command,

In the case of international combined operations, I recall a case
over in the Far East Command when the Korean hostilities broke oute
The Australians, in anticipation of withdrawing their forces from the
occupation of Japan, had pretty well lived up their suppliess In fact,
they were down to almost bedrock. They were due to leave Japan in 30
days. However, they jumped into the combat when it broke oute They
paid us a visit at the Far East Materiel Command and asked for help.
We immediately agreed to exchange supply support with them so long as
we could identify what each wanteds Days later a twoeway agreement
was drawn up providing for an accounting each month for all items which -
had not been returned in kind in the past six months. Some time later
one of our men paid the Australisns a visit. While there, he went to
their lieutenant in charge of supply accounting and asked him how he
was keeping his accounts, The lieutenant showed him a large country=
style ledgers On one side was the heading "Received from the Americans';
the opposite side was headed "Given to the Americanse.® . Items which had
been returned by either of us had been red=lined, When asked what he
was going to do with this impressive document, he replied, "I say, old
chap, when the show is over, I'1l just dispatch it off down under where
some bloody bloke is paid to decide how to settle up." Even more
calmusing-we were planning to send ours to Wright Field and let them

ecide, '

11
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. This system was simple; it worked, and rspidly. I do not know
the degree of trouble they had in Australia with it or the trouble n
Wright Field had with ite There are probably some people in this class
who can tell. Interchange of supplies at 21l levels should be that
simple when it is necessary and will contribute to the effectiveness
of the mission at hande :

e The systems should be capable of supplying estimates of require=
ments which can be compared and correlated, As requirements flow upward
we should be able to compare them at each level through which they flow,
By that I mean, at each level which is responsible in any sense for dis~
tribution support of the four servicess The means of distribution
employed will determine the degree of comparison necessary. The extent
to which it can be accomplished will depend on the likeness of each serve
icets methods of computing or handling the elements of distribution.
There are endless benefits to be obtained from the comparability of
requirements, Many of them are outside the field of distribution.

Just the other day I was asked an actual guestion on requirements:
"Is there any reason why A, B, C, and D should each have a different
stockage objective for clothing after adjustments have been made for
initial issue to build up forces?" For purposes of example, A's proe=
curement and administrative lead time was 1.0 days; Bts, 150 days; C's,
300 days; and D's, 180 dayse This is an actual example, However, all
of these services were procuring their clothing through the same source=-
the Armed Forces Textile Procurement Agency. Nobody could explain the
difference, . S

There were many other differences in the computation of requirements
in this clothing picture that I drew this example from. At this point
I don't know whether the differences were in fact real differences or
whether they represented misinterpretations of the guidance which had
been given to the computing departments, However, what is important
is that the final results of this particular problem=~this particular
one is a trial this year--will be used to determine the Department of .
Defense budget for clothing for the fiscal year 195)., Is this in itself
not sufficient reason for the development of comparable requirements?

Military supply is a business, We are the largest single purchaser
in the United Statess From the Govermnment standpoint, defense is spende
ing about 70 percent of the tax dollar this year. We either issue or
sell supplies to the combat and housekeeping units who are consumerse
This being true, then the management of our military distribution systems
and civilian industry must have something in common.

In civilian industry, it is generally conceded that management can
be divided into four functions-~representation, direction, organization,

12
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and evaluation o Each of these has a definite place at 21l echelons of
a dis em. Distribution commanders are constantly perfom-v

: : both lateral and vertical., As commanders of parts
e system, they accomplish d:l.rection, effect organlzation, and make
ations of the’ result:

lons, these commanders use four tech=
¢ Lan industry--managerlal declslon,
controls Each of these techniques is familiar

ques, distribution commanders use four
1 to industry--standards, policies,
can read:.ly see how each of these fits into

This represents an approach to the problem from just one managerial
e+ It is pow the i of the Secretary of Defense and the military
app this or an equally good managerial concept in deter-
bu: Qn means will be used for commone-use standard=
s,ervice? Area distnbutmn? Uncoordi=

x n? Jo:.nt distmbution? Coord:.n.ated parallel
A combinar on of these? Qr some other system?

Should the same means be employed by all services? Or should there
be di. t means used ¥ 1 each system on a commodity basis? Just
; nticality in the details of the distribue
ticians you will 'be faced with participation
se problems. What would your answer be to these questions?

- ¥ am now ready for your questions,

QUESTION: I am cuite intrigued by this commoneuse businesse I
had same very sad experiences along that line myself for a couple of
yearse It appears to me that somebody could get a Bronze Star, pere
h a conbat device, for exploring this field and getting down
ting what these common-use items sre to bee It seems to me some=
1 the Munltions Board or the Department of Defense should right
o:r ‘have been worklng on such a thinge Will you comment on what
has been done or is being dene? '

COLONEL McKNIGHT: T will comment on your questions It has been

,, got into it one time in one problem. It was defined as

the shelf," commercial items common to you, I, or anybody

when we go down to the hardware store to buy something, or when we buy
per to urit.e on. At one of the congressional hearings at which T

va,.ppea:red as a witness, a man on loan who is now the staff director of
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that particular committee raised the questions’ He said, "if pencils
are common, are not aircraft generators common? Are not aircraft
cylinders, pistons, rings common beltween the four military services?"
Furthermore, he said--and this was in connection with GSA participation
in this program=-"The Civil Aeronautics Board, or the Department of
Commerce uses airplanesj agriculture uses airplanesy I think the Coast
Guard uses airplanes. Therefore, all items which are used by any of
those agencies and a single military service are common items, and why
should not GSA take over the supply?" : ~

Yes, it can be defineds But I think that actually at this juncture
any attempt to arrive at a specific definition which would limit this
thing all the way, we will say, from generators up to pillows, this
very broad definition which I read to you here to exercise imaginations,
T think it would be dangerouse I don't think it should be dones I
think we should leave well enough alone and let the thing find its own
level, There is an awful lot of politics in the situation. People like
to build empires; they like to enlarge, so there is a lot of that in ite
For that reason, if I were asked--and I have so recommended that we not
attempt to make a definition which would be used in all instances, Jjust
to keep from allowing ourselves to get into a position we might be sorry
fore

QUESTION: It appears to me that there is something a little incon~-
sistent in what is going on. They are complaining about four separate
services of supply within the Defense Department and we have entered
another supply system into the Defense Department field with GSA. It
would appear to me that what we are actually making here piecemeal is
a case for the single service supply. Would you care to comment on
that?

COLONEL McKNIGHT: Iet us assume we determine to make the elements
of distribution identical. The effect of the determination will put
us in a position where somebody can reach up and pull a cord, and
tomorrow say everybody is the sames That is why I reached the conclusion
that we should approach this thing from a business concept rather than
somebody reviewing thingse We should be in a position to say, nIf you -
want to move A over here and superimpose it on B, put them all in one
basket (GSA or some other source of supply), I will agree with you that
it could be done." There are some who honestly and conscientiously feel
that a single unit, whether it is GSA or something under the military,
could provide better, more effective, more economical supply under
present conditions by lumping it all in one categorys. Personally, I
feel that you would get to the point of terrific diminishing returns
if that were dones ' ‘
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Secondly, I must mention that unless the single source was within
the military that you would find yourself with s combat commander
résponsible for operations only, without control of his logistics
support. I think we should look at it from a business standpoint and,
by so doing, if it is done properly, without hysteris, a fourth service
of supply, a GSA, or Minister of Supply can be avoideds

MR, HENKEL: We have a chart here that Colonel McEnight would like
160 explsin (chart was not reproduced)s

COLONEL McKNIGHT: I want to talk for a mimute about disposals The
gquestion was discusseéd last times Therefore I thought I would tell you
& little bit about what is going on in disposal..

This is a chart showing the total days involved for disposal under
ideal conditionse We have recognized this as a rather sad situation,
but you must bear in mind that under Public Law 152 the GSA controls
to a very large degree--we will say 99.9 percente-the disposal activity
of the military servicese :

There are three types of supplies for disposal purposese. One is
those which are exempt from reporting--munitions of wsr and line 1tems
of less than 100 dollars in value.

Ina broad sense we don't need to go anywhere to dispose of thosee
It takes a local staff 30 days to advertise and sell them, total times

In reportable supplies s there are two typese This is a very recent
proposition, these two typess The policy end the instructions came out
2l March 1953 covering the Q and P type of reportable suppliese They
are the same property but differentiated on a set of criteriaes I will -
briefly give you thate

Those of you who have been in supply know that L is "worst condition"j
N is brend new items which have never been usede E is overhauled; L
worst ‘condition possible, mesning they are in bad shape, not economically
reparable. 0 is used, never been overhsuled; l, very poor conditions
The ‘codes run 1, 2, 3, ke R is reparable,

All items which are N-l, E-l, O-l, R-3 or R-l without regard to
acquisition cost are classed and reported as "Q® propertys also those
reported ‘as E~3, 0-3, and R~2 if the line item acquisition cost is 500
‘dollars or less, We have computed from going through our records that
s 'will cover between 50 and 60 percent of all items reported as excesss

Now by setting up a special deal with GSA which took 5 months, we
got that down to mailing time from post, camp, or station, 3 days3 30
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deys screening at materiel control point to make sure it is excessj

3 days mailing time to SMD; 10 days processingj 75 days concurrent

- screefiing with GSA and other military departmentse At the end of 75
days, there is automatic disposales They don't have to wait for amy

word to come back from GSA or anybody elses They would sell it theme

selves; total 151 days, covering 50 or 60 percent of all property

reporteds g : '

The "P" category covers all other items and 211 reportable property
went through this cycle prior to this agreement with GSA under the "Q"
categorye. There you have a total of 190 days. The holding activity
cannot sell "P" property without actually receiving word from GSA that
it is permissible to do so. Sales and exchange property--this is
covered by Public Law 152, section 201l(c), which provides that you can
trade in or sell and apply the money to the procurement of similar items,
If you make a determination that you want to sell a machine tool, for
instance, and want to apply the money to the purchase of a similar type
of machine tool--not exactly the same btut similar--the item is not excess
to you, it is merely that you want to modernize your shop; so you list
it as "sales and exchange" items The screening procedure which is the
time required prior to actual release is a total of 129 dayse

The question was asked the other dasy: How can you get money back
on sales and apply it to new procurement? Through the Sales and Exchange
Acte It is being enlargeds More and meore property of the departments
is being reported under "sales and exchange®™ all the time, The quantity
is continmually increasinge

Now you people who sre in charge of warehousing are thinking sbout
the terrific maintenance problem on this stuff. We are fully aware of
that and are taking measures to see how we csn reduce nonreportable items
to 500 dollarse That will take a large amount of the excesse These
are 2ll things that we are working on within the Department of Defensee
Some of it is classified, not from the standpoint of security, but because
we dontt want to let the sales talk out of the bag until we can put it
up to GSA in such a manner that it cantt ssy no without being subjected
to criticism on the part of the Govermment,

I will try to answer any questions in this fields

MR, HENKEL: Colonel McKnight, on behalf of the Commandant end
the students, I thank you for a very instructive and informative tallk,

(1 My 1953--750)s/rrb.
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