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B r i g a d i e r  G e n e r a l  F r e d e r i c k  J. Brown,  USA, Specia l  A s s i s t a n t  
to the Deputy Chief  of Staff for  L o g i s t i c s ,  D e p a r t m e n t  of the A r m y ,  
was born  in 1905 at  Br i t ton ,  South Dakota.  He was g radua ted  f r o m  
the U. S. M i l i t a r y  Academy  in 1927 and was c o m m i s s i o n e d  a s econd  
l i eu tenant  with the Sixth F i e ld  A r t i l l e r y .  He comple ted  the B a t t e r y  
Off icer  C o u r s e  at the F i e ld  A r t i l l e r y  School at F o r t  Sill  in May 
1932 and was a s s i g n e d  to the C iv i l i an  C o n s e r v a t i o n  Corps  Camp at  
Cen tenn ia l ,  Wyoming.  In 1936 G e n e r a l  Brown became  an i n s t r u c t o r  
in the D e p a r t m e n t  of P h y s i c s  at  the U. S. M i l i t a r y  Academy.  He 
joined the 54th A r m o r e d  F ie ld  A r t i l l e r y  Bat ta l ion  at Camp Polk,  
Lou i s iana ,  in 1941; and in 1942 was named  a r t i l l e r y  c o m m a n d e r  of 
the 3rd A r m o r e d  Div is ion ,  with which he fought in F r a n c e ,  Be lg ium,  
and G e r m a n y  unt i l  the end of h o s t i l i t i e s .  In 1945 he was made  ch ief  
of M o r a l e  and Specia l  Ac t iv i t i e s  Group of the U. S. F o r c e s  in Europe .  
He became  a s s i s t a n t  a r t i l l e r y  of f icer  of the F i r s t  A r m y  in J a n u a r y  
1946; was g radua ted  f r o m  the N a t i o n a l  War  Col lege  in June 1946; 
and r e m a i n e d  on as  an i n s t r u c t o r .  In Ju ly  1950 he was appointed 
deputy  d i r e c t o r  of Opera t ions  and P lans ,  Eu ropean  Command .  He 
was named  deputy chief  of s taf f  for  Opera t ions ,  Eu ropean  Command  
in June 1952 and l a t e r  was made  deputy chief  of s taf f  of the newly  
o rgan ized  U. S. European  Command .  G e n e r a l  Brown r e t u r n e d  to 
the United Sta tes  and was named  Specia l  A s s i s t a n t  to the Deputy 
Chief  of Staff for  L o g i s t i c s  in May 1954. Th i s  i s  h is  f i r s t  l e c t u r e  
at  the I n d u s t r i a l  Col lege .  
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C A P T A I N  M c C A F F R E F ~  G e n e r a l  Nib lo ,  l a d l e s ,  and  g e n t l e m e n :  
The  s u c c e s s  of our  p r o d u c t i o n  c a p a c i t y  f o r  m i l i t a r y  end i t e m s  can  be  
c o m p l e t e l y  n u l l i f i e d  u n l e s s  we h a v e  the  s p a r e  p a r t s  and  i t e m s  wh ich  
go to k e e p  the  m a c h i n e  going.  The  i m p o r t a n c e  of t h e s e  s p a r e  p a r t s  
i s  e m p h a s i z e d  by  the  f ac t  t ha t  t h e i r  p r o c u r e m e n t  and p r o d u c t i o n  a r e  
s c h e d u l e d  c o n c u r r e n t l y  wi th  the  i n i t i a l  o r d e r s .  

As  a l l  of u s  in  w a r t i m e  h a v e  so  we l l  a p p r e c i a t e d ,  the  r o l l i n g  s t o c k  
is  a con t i nuous  h e a d a c h e  b e c a u s e  of s p a r e  p a r t s ,  the  l a c k  of  i n t e r -  
c h a n g e a b i ] / t y ,  and  t h ings  of tha t  k ind.  The  s e r v i c e  which  h a s  the  
g r e a t e s t  h e a d a c h e  in  t h i s  i s  the  U n i t e d  S t a t e s  A r m y .  

We have  t o d a y  a s  our  s p e a k e r  G e n e r a l  F r e d e r i c k  J .  B r o w n ,  
Spec i a l  A s s i s t a n t  to t he  Depu ty  C h i e f  of Staff  fo r  L o g i s t i c s ,  D e p a r t -  
m e n t  of the  A r m y ,  who wi l l  d i s c u s s  and  b r i n g  us  up to da te  on t he  
A r m y ' s  c u r r e n t  p l a n n i n g  to get  r i d  of t h i s  h e a d a c h e  which  we h a v e .  

G e n e r a l  Brown ,  i t  i s  m y  p l e a s u r e  to w e l c o m e  you to t h i s  p l a t f o r m  
and  to i n t r o d u c e  you to our  p r e s e n t  s t uden t  body.  G e n e r a l  B r o w n .  

G E N E R A L  BROWN: T h a n k  you,  C a p t a i n  M c C a f f r e e .  G e n e r a l  
Nib lo ,  g e n t l e m e n :  I ' m  g r e a t l y  h o n o r e d  to be  i n v i t e d  to l e c t u r e  a t  t h i s  
i n s t i t u t i o n .  I have  l e c t u r e d  h e r e  m a n y  t i m e s  b e f o r e  but  a l w a y s  f r o m  
t h e  o t h e r  s i d e  of the  f e n c e - - o n  the  s t a f f  of the  N a t i o n a l  W a r  C o l l e g e .  
Now I c o m e  as  one of you  but  a s  a n e o p h y t e .  I t  i s  w i th  s o m e  q u a l m s  
tha t  I a d d r e s s  a body  of p r o f e s s i o n a l  m e n  who h a v e  o p e r a t e d  long  in  
t h i s  d i f f i cu l t  f i e ld  of m a i n t e n a n c e  and supp ly .  

Whi le  g e n e r a l l y  f a m i l i a r  w/ th  the  N a v y  and  A i r  F o r c e  p r o b l e m s ,  
I ' l l  conf ine  m y s e l f  to the  A r m y  p r o b l e m  as  I s e e  i t  today .  Any  
i n f e r e n c e s  or  a p p l i c a t i o n  t o  the  o t h e r  s e r v i c e s  wi l l  be l e f t  to you .  
H o w e v e r ,  I h a v e  t r i e d  to put  the  p r o b l e m  on y o u r  l e v e l .  T h e r e  a r e  
m a n y  a s p e c t s  of grea~ i m p o r t a n c e  t ha t  you  a r e  not  c o n c e r n e d  wi th  a t  
t h i s  l eve l ,  s u c h  a s  t e a c h i n g  m e t h o d s  f o r  2 - y e a r  d r a f t e e s  wi th  v e r y  
low p r e s e r v i c e  s k i l l  l e v e l s ,  the  a n n u a l  t u r n o v e r  of s k i l l e d  t e c h n i c i a n s ,  
and  the  t e c h n i q u e s  of l o w e s t  l e v e l  s u p p l y  p r o c e d u r e s .  P l e a s e  b e a r  in  
m i n d  t h r o u g h o u t  tha t  the  p i c t u r e  i s  n e c e s s a r i l y  i n c o m p l e t e  and  t ha t  we 
a r e  a w a r e  of t h e s e  o t h e r  i m p o r t a n t  a s p e c t s .  
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Let  m e  m a k e  one th ing  c l e a r  now: We c o n s i d e r  A r m y  m a i n t e n a n c e  
and  s p a r e  p a r t s  supp ly  to be  unsa t i s fac to ry . .  Why is  th i s  s o ?  How d i d  
it c o m e  about?  We h a v e  a d d e d  qua l i t y  and quan t i t y  of c o m p l e x  equ ip -  
m e n t  beyond  our  a p p a r e n t  c a p a b i l i t y  to m a i n t a i n  and  supp ly  i t .  By 
p r o d i g i o u s  o v e r p r o d u c t i o n  and was t e fu l  u t i l i z a t i o n  of p e r s o n n e l  we got 
by in W o r l d  W a r  H. S ince  then ,  r e s e a r c h  and d e v e l o p m e n t  h a v e  p r o -  
d u c e d  n ew  and m o r e  c o m p l e x  e q u i p m e n t  at  an  i n c r e a s i n g  r a t e  wi thou t  
c o m p e n s a t i o n  in the  f o r m  of e a s e  of m a i n t e n a n c e ,  s l m p l f f i c a t i o n  of 
supply ,  or ,  fo r  tha t  m a t t e r ,  anY r e d u c t i o n  in e x i s t i n g  Lines of e q u i p -  
m e n t .  Indeed ,  the  only  th ing  I can  th ink  of tha t  h a s  b e e n  e l i m t u a t e d  
is  " w a l k i n g "  as  a m e a n s  of t r a n s p o r t a t i o n .  

It i s  not  l a c k  of p r o d u c t i o n  capac i ty ,  m o n e y ,  n o r  t r a n s p o r t a t i o n  
tha t  is  c a u s i n g  the  t r o u b l e  now or  that  c a u s e d  it in  K o r e a .  T h e  c a u s e  
and  the  c u r e  of our  t r o u b l e s  l i e  r i g h t  wi th in  us,  the  m i l i t a r y .  It i s  
t i m e  tha t  we do s o m e  i n t e n s i v e  sou l  s e a r c h i n g .  We h a v e  d e m a n d e d  
b e t t e r  and  m o r e  c o m p l e x  e q u i p m e n t  wi thout  fu l l  a p p r e c i a t i o n  of t he  
i m p a c t  on o p e r a t i o n s  and m a i n t e n a n c e .  I wi l l  u se  the  A r m y  a v i a t i o n  
p r o g r a m  as  an  e x a m p l e .  

It s t a r t e d  on a r e l a t i v e l y  s m a l l  s c a l e  wi th  s~mple  e q u i p m e n t  in 
W o r l d  War  H. T h e  A i r  F o r c e  p r o c u r e d  the  m a t e r i e l ,  and  a f ew  b a r n -  
s t o r m i n g  type  m e c h a n i c s  in ou r  un i t s  s u f f i c e d  to k e e p  i t  o p e r a t i o n a l .  
We now have  qui te  a r e s p e c t a b l e  l ine  of e q u i p m e n t ,  f a i r l y  c o m p l e x ;  
h o w e v e r ,  o v e r s e a s  our  m a i n t e n a n c e  and p a r t s  supply ,  p a r t i c u l a r l y  
in  h e l i c o p t e r s ,  is  v e r y  d i f f i cu l t .  We a r e  j u s t  e m b a r k i n g  upon our  
c a r g o  h e l i c o p t e r  p r o g r a m .  We have  i n t e g r a t e d  t h e i r  u s a g e  in  ou r  n e w  
f i e ld  A r m y  c o n c e p t s .  They  wil l  g r e a t l y  i n c r e a s e  our  b a t t l e f i e l d  f l e x i -  
b i l i ty  and  m o b i l i t y .  The  p r o g r a m  is  a m o d e s t  i n c r e a s e  f r o m  200 H - 1 9 ' s  
now on hand  to 900 m u c h  l a r g e r  t ypes .  H e r e  a r e  s o m e  h a r d f a c t s .  Our  
i n v e n t o r y  fo r  h e l i c o p t e r s  a lone  wi l l  be  1 .1  b i l l i on  d o l l a r s ,  a good chunk  
of a n y b o d y ' s  budget .  

C h a r t  1, page  3 . - - T h e  m a i n t e n a n c e  and  o p e r a t i n g  c o s t  p e r  f ly ing  
h o u r  goes  f r o m  $136 for  the  H-19  to $232 fo r  t he  1 . 5 - t o n  P i a s e c k i  
H-21 ,  to  an e s t i m a t e d  $567 fo r  the  3 - ton  S i k o r s k y  H - 3 7 .  I ' m  e m p h a -  
s i z i n g  the  m a t e r i a l s  and  m a n - h o u r s  r e p r e s e n t e d  and  not  the  d o l l a r s .  
The  cos t  of t he  c o m p o n e n t s  in the  s u p p o r t i n g  supp ly  s y s t e m  i s  s t a g -  
g e r i n g .  

Let us compare the H-19, a headache to maintain, with the new 

H-21. The H-19 uses one transmission worth $9,300 with an overhaul 
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l i fe  of 300 hour s .  The H-21 use s  t h r e e  t r a n s m i s s i o n s  wor th  $21,500 
each  with an ove rhau l  l i fe  of 120 hours .  A se t  of r o t o r  b lades  on the 
H-19 cos t s  $1,800,  with an  ove rhau l  l i fe  of 840 hour s .  A se t  of r o t o r  
b lades  on the H-91 cos t s  $10, 650 with an  overhau l  l i fe o f  240 h o u r s .  
It iS now e s t i m a t e d  that  within the U. S. A r m y ,  Europe ,  the  suppor t  
r e q u i r e m e n t  for  A r m y  a i r c r a f t  within f ive y e a r s  wil l  be i n c r e a s e d  by 
800 pe r cen t .  Now, the m a i n t e n a n c e  s i tua t ion  t h e r e  is c r i t i c a l  and 
e x t r a o r d i n a r y  m e a s u r e s  a r e  be ing taken.  

I be l i eve  you wil l  a g r e e  that  th is  p r o g r a m  has  impac t .  Has  the 
impac t  been fu l ly  a p p r e c i a t e d ?  An i n c r e a s e  in m a i n t e n a n c e  and supply  
p e r s o n n e l  would i n c r e a s e  the r a t i o  of s e r v i c e  to combat  s t r e n g t h .  
What c o r r e s p o n d i n g  d e c r e a s e  in o the r  t r a n s p o r t a t i o n  r e q u i r e m e n t s  
wi l l  r e s u l t  f r o m  use  of c a rgo  h e l i c o p t e r s ?  Can m o r e  m a i n t e n a n c e  
l o a d  be c a r r i e d  by ex i s t i ng  o r g a n i z a t i o n s  or does th is  capab i l i t y  j u s t i f y  
an i n c r e a s e  in s e r v i c e  suppo r t ?  

Ca re fu l  a d j u s t m e n t  of new m a t e r i e l  into an a l r e a d y  complex  A r m y  
s t r u c t u r e  and the p r a c t i c a l  t e s t i n g  of the r e s u l t  r e q u i r e  a high deg ree  
of compe tence  in ope ra t ions  and m a i n t e n a n c e  f r o m  the u s e r  point  of 
v iew.  However ,  a l l  too often, a s taf f  s tudy  and a s e r v i c e  t e s t  have  
r e s u l t e d  in the adoption of a new p iece  of equipment .  Once in the  
s y s t e m ,  the p r i ce  tag  of m a i n t e n a n c e  and s e r v i c e  suppor t  h o r r i f i e s  
eve ryone .  T h e r e  is ,  i n v a r i a b l y ,  a g r ea t  hue and c r y  to r educe  the 
r a t i o  of s e r v i c e  suppor t  to combat  as  i f  some  evil  genius  had s e c r e t l y  
i n c r e a s e d  it .  I f i r m l y  be l i eve  in the A r m y  a i r c r a f t  p r o g r a m ,  in the  
adopt ion of new complex  equ ipmen t s .  I a l s o  f i r m l y  be l i eve  that  to 
s u c c e s s f u l l y  exploi t  t he se  p o s s i b i l i t i e s  we need  the p r o f e s s i o n a l  sk i l l  
to equal  the task .  

We have i n t e n s i v e l y  s tudied the r e q u i r e m e n t s  for  new m a t e r i e l .  
We have s tudied  the s t r a t e g i c  and t a c t i c a l  explo i ta t ion  of s u p e r i o r  
equipment .  We have s tudied  the produc t ion  and p r o c u r e m e n t  of new 
m a t e r i e l .  Yet ind iv idua l ly  or  co l l ec t ive ly ,  we have not s tudied  and 
p r e p a r e d  o u r s e l v e s  for  the t a sk  of e f f i c i en t ly  ope ra t ing  or  m a i n t a i n i n g  
these  equ ipmen t s .  We have  not brought  supply  and m a i n t e n a n c e  a long 
with the o ther  a s p e c t s .  In th i s  we have not comple t e ly  t r a n s p o s e d  
o u r s e l v e s  into the new m i l i t a r y  e ra .  

B a s i c a l l y ,  we cannot hope to ma in t a in  the equipment  un l e s s  the 
u s e r  p r o p e r l y  ope ra t e s  it and th rough  p reven t i ve  m a i n t e n a n c e  p roce -  
du re s  obtains  the m a x i m u m  bu i l t - i n  l i fe .  Ad jus tmen t ,  s imp le  r e p a i r ,  
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and  r e p l a c e m e n t  m u s t  be  d e c e n t r a l i z e d  to the  u s e r  l e v e l  as  t he  m a n -  
h o u r  r e q u i r e m e n t  fo r  ou r  whole  r a n g e  of e q u i p m e n t  is  too huge  to 
c e n t r a l i z e .  We have  long  r e c o g n i z e d  th i s  p r o b l e m ,  h e n c e  ou r  U. S. 
A r m y  p r e c e p t  of c o m m a n d  m a i n t e n a n c e  r e s p o n s i b i l i t y .  

The  c o m m a n d e r  is  r e s p o n s i b l e  at  each  e c h e l o n  fo r  the  m a i n t e n a n c e  
and  supp ly  of h i s  c o m m a n d .  The  m a i n t e n a n c e  and supp ly  o r g a n i z a -  
t ion  at  e a c h  l e v e l  of c o m m a n d  a r e  the  c o m m a n d e r s  and not  the  r e s p o n -  
s i b i l i t y  o r  u n d e r  the  c o m m a n d  of the  ch i e f  of a t e c h n i c a l  s e r v i c e .  The  
b a c k b o n e  of our  s y s t e m  is  o r g a n i z a t i o n a l  m a i n t e n a n c e ,  b a c k e d  up by a 
r e s p o n s i v e  e f f i c i e n t  s p a r e  p a r t s  s y s t e m .  T h e r e f o r e ,  our  i m m e d i a t e  
t a r g e t s  a r e  o r g a n i z a t i o n a l  m a i n t e n a n c e  and the  s p a r e  p a r t s  s y s t e m .  

I wi l l  b r i e f l y  c o v e r  our  a p p r o a c h  to the o r g a n i z a t i o n a l  m a i n t e n a n c e  
p r o b l e m s  as  m o s t  of t h e m  a r e  be low your  l eve l .  The  f i r s t  s t e p  is to  
r e v i e w  the  who le  f i e ld  of o r g a n i z a t i o n a l  m a i n t e n a n c e  and r e v a m p  the  
p r o c e d u r e s ,  t oo l s ,  s k i l l s ,  and p a r t s  a l l o c a t i o n s  to b r i n g  t h e m  in l i ne  
wi th  p r e s e n t  c o n c e p t s  of  ope ra t i on ,  o r g a n i z a t i o n ,  and e q u i p m e n t s .  Up 
to da te  no one a g e n c y  has  b e e n  r e s p o n s i b l e  for  th i s  and we a r e  about  
to c r e a t e  an  A r m y  M a i n t e n a n c e  B o a r d  with th is  m i s s i o n .  The  w o r k  
has  b e e n  done  in a p i e c e m e a l ,  u n c o o r d i n a t e d  m a n n e r  by s c h o o l s ,  b o a r d s ,  
and  the  t e c h n i c a l  s e r v i c e s .  The  a m o u n t  of the  m a i n t e n a n c e  load  tha t  
can  and wi l l  be c a r r i e d  in o r g a n i z a t i o n a l  m a i n t e n a n c e  wi l l  be d e t e r -  
m i n e d  by th i s  agency ;  it will s u p e r v i s e  the  e n g i n e e r i n g  of s p e c i a l  t oo l s ,  
p r o c e d u r e s ,  and p a r t s  that  a r e  r e q u i r e d  to suppo r t  t h e s e  o r g a n i z a t i o n a l  
m a i n t e n a n c e  o p e r a t i o n s .  When the  o r g a n i z a t i o n a l  m a i n t e n a n c e  s t r u c -  
t u r e  ha s  b e e n  r e v a m p e d  and our  supply  s y s t e m  beh ind  it is  equa l  to  
the  s t r a i n ,  we wi l l  r e c o m m e n d  to the  Chie f  of Staff tha t  a c o m m a n d  
m a i n t e n a n c e  i n s p e c t i o n  s y s t e m ,  A r m y - w i d e ,  be  i n s t i t u t ed .  T h i s  
shou ld  a s s i s t  in f o c u s i n g  the  u s e r ' s  i n t e r e s t  in the  m a i n t e n a n c e  of h i s  
e q u i p m e n t .  

So m u c h  fo r  the  m a i n t e n a n c e  a s p e c t s .  Now le t  us look  at  the  s p a r e  
p a r t s  p i c t u r e .  My a n a l y s i s  of the  p r e s e n t  s p a r e  p a r t s  s y s t e m  is  tha t  
it is  too c u m b e r s o m e  to be e f f e c t i v e .  Why? I b e l i e v e  it  i s  b e c a u s e  
it  has  b e e n  b a s i c a l l y  h a n d l e d  as  a r o u t i n e  supp ly  p r o b l e m  and not  a s  
a m a i n t e n a n c e  p r o b l e m .  We d e v e l o p e d  s y s t e m s  and t e c h n i q u e s  fo r  
supp ly  of r a t i o n s ,  hay,  oa ts ,  a m m u n i t i o n ,  and then  g a s o l i n e  o v e r  a 
long  p e r i o d  of t i m e .  T h e s e  s y s t e m s  fo r  few i t e m s ,  e a c h  i t e m  wi th  
few and s t ab l e  d e s i g n  c o m p o n e n t s ,  l a r g e  t o n n a g e s ,  and  r e l a t i v e l y  
c o n s t a n t  c o n s u m p t i o n  o r  flow; h e n c e  the  p i p e l i n e  concep t .  D e m a n d  
is  s i m p l y  e x p r e s s e d - -  "I n e e d  10, 000 r o u n d s  of I05 How H. E. " 
P a r t s  n a t u r a l l y  f e l l  in to  the  supp ly  concep t  of the  m a j o r  end i t e m .  
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In r e p a i r  pa r t s  we a r e  dea l ing  with an e n t i r e l y  d i f fe ren t  p r o b l e m  

which r e q u i r e s  a s y s t e m  des igned  for  a g r e a t  r ange  of i t e m s ,  changing 
des ign ,  s m a l l  tonnages  ac tua l l y  consumed,  and in some  c a s e s  a l m o s t  
unpred ic t ab le  consumpt ion  f a c t o r s .  With cons tan t  i m p r o v e m e n t  of 
end i t e m s ,  deve lopment  of p a r t s  to c o r r e c t  de f i c i enc i e s ,  d i f f e ren t  
condi t ions  due to age of equipment  and c l ima te ,  no r e a l  e x p e r i e n c e  
t ab le s  in the m a j o r i t y  of i t e m s  can be developed that  have  va l id i ty  
in a new s i tua t ion .  Demand is diff icul t  to c o r r e c t l y  e x p r e s s .  F o r  
example ,  I want H012- 132012 bea r ing ,  bal l ,  Jan  111-01202-2000 
( rad ia l ,  s ingle  row, l ight,  nonloading  groove,  2 sh i e lds ,  0 .4724 bore ,  
1. 2598 outs ide  d i a m e t e r ,  0. 3937 width). This  happens  to d e s c r i b e  
a ba l l  b e a r i n g  used  in the clutch d r ive  gea r  of the t r a v e r s i n g  m e c h a -  
n i s m  of l ight  tank T 4 1 E 1 - - a  high wear  i t em and one of 27 ba l l  b e a r i n g s  
within the t r a v e r s i n g  m e c h a n i s m .  We have done wel l  on s t a n d a r d i z a -  
t ion h e r e  s ince  t h e r e  a r e  only 12 d i f fe ren t  b e a r i n g s  in th i s  s u b a s s e m b l y .  
If a m i s t a k e  is  made  hn one e l emen t  of my  desc r ip t i on ,  you wil l  get  an 

unusab le  th ing de l i ve r  ed. 

V i s u a l i z e  a company  supply s e r g e a n t  or  h i s  2 - y e a r  d ra f t ee  
a s s i s t a n t  iden t i fy ing  th i s  b e a r i n g  and then pecking  th i s  d e s c r i p t i o n  
out on h i s  s t a n d a r d  r e q u i s i t i o n  fo rm,  f i l l ing  in the due in, due out, on  
hand,  and au thor i za t ion .  Each  eche lon  conso l ida t e s  t he se  s t a n d a r d  
r e q u i s i t i o n s .  Why? We a r e  not adding 10 ba l e s  and 15 ba l e s .  V i su -  
a l i ze  th i s  conso l ida ted  r e q u i s i t i o n  e n t e r i n g  a depot s tuffed with e v e r y  
conce ivab le  p iece  of each i t em of equipment .  V i sua l i ze  a 2 - y e a r  
d ra f t ee  f inding that  b e a r i n g  and get t ing i t  d e l i v e r e d  to the supply  
s e r g e a n t ,  each echelon b r e a k i n g  down i t s  r e q u i s i t i o n  as  i t  r e c e i v e s  it .  
This  s y s t e m  worked and d e l i v e r e d  ba les  of hay  and woolen socks ,  
s i ze  10, for  us; t h e r e f o r e ,  we s tubborn ly  t r i e d  to make  it work  for  

ball bearings. 

Iden t i f i ca t ion  is  a t e chn i ca l  p rob lem,  as  is  the o r d e r i n g .  These  
ope ra t ions  mus t  be p e r f o r m e d  by sk i l l ed  p e r s o n n e l - - m a i n t e n a n c e  and 
p a r t s  s p e c i a l i s t s .  An o r d e r  by a m a i n t e n a n c e  s p e c i a l i s t  m u s t  be 
t r a n s l a t e d  by a p a r t s  s p e c i a l i s t  into supply  ac t ion .  The p a r t s  
s p e c i a l i s t  mus t  have  the t e c h n i c a l  knowledge to a cco rd  p r i o r i t y  and 
in i t i a t e  subs t i tu te  supply  if n e c e s s a r y .  I s t r e s s  th i s  l eve l  for  h e r e  
is  the c r i t i c a l  point in m a i n t e n a n c e  supply.  No mach ine  s y s t e m  can 
i n t e g r a t e  the t e c h n i c a l  knowledge and judgment  n e c e s s a r y  h e r e .  I t ' s  
not a n - t u b e r s  r a c k e t  nor  a p r o b l e m  of dec id ing  which s l i ck  s y s t e m  

of punch c a r d s  we use .  
I 

\ 
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Stockage  m u s t  be a j u d i c i o u s  b a l a n c e  b e t w e e n  i n s u r a n c e  type  
i t e m s ,  such  as  m a c h i n e g u n  bo l t s ,  and c o n s u m p t i o n - t y p e  i t e m s ,  s u c h  
as  s p a r k  p lugs .  The  s y s t e m  m u s t  a c c o r d  p r i o r i t y  in r e o r d e r  and  
d e l i v e r y  to c r i t i c a l  i t e m s ,  s u c h  as  a j u n c t i o n  box fo r  a t ank  o v e r  a 
n o n c r i t i c a l  i t e m ,  such  as  a door  h a n d l e  for  a t ruck .  To g ive  an 
e m e r g e n c y  r e q u i s i t i o n  s t a tu s  fo r  p a r t s  supp ly  i s n ' t  t he  s o l u t i o n  as  
we wi l l  ge t  into a b s u r d i t i e s ,  such  as  f ly ing  p r e d i c t a b l e  i t e m s ,  t ank  
t r a c k s  w e i g h i n g  2 .63  tons  each ,  fo r  e x a m p l e ,  a c r o s s  the  P a c i f i c  on 
a 2 4 - h o u r  o r d e r .  Whi l e  u n p r e d i c t a b l e  s t a t i s t i c a l l y ,  m a n y  p a r t s  
r e q u i r e m e n t s  can  be p l anned  by e f f i c i en t  m a n a g e m e n t ,  b a s e d  on 
o p e r a t i n g  c o n d i t i o n s  and a c c u r a t e  k n o w l e d g e  of c o n d i t i o n  of e q u i p -  
m e n t .  A p a r t s  s y s t e m  m u s t  be r e s p o n s i v e  to peak  and e r r a t i c  d e -  
m a n d s  as  n o r m a l  p r o c e d u r e .  

L e t  us a n a l y z e  A r m y  p a r t s  supply .  T i m e  is  one of the  c r i t i c a l  
e l e m e n t s  in  p a r t s  supply .  A p i e c e  b r e a k s ;  th i s  was  u n f o r e s e e n .  The  
r e q u i r e m e n t  f o r  the  r e p l a c e m e n t  is  i n s t a n t a n e o u s ,  not  t o m o r r o w  or  
in a w e e k  but now, b e c a u s e  we have  p l anned  fo r  the  u t i l i z a t i o n  of the  
end  i t e m  a l t hough  not  the  r e p a i r  p i e c e .  It i m m e d i a t e l y  b e c o m e s  a 
p r o b l e m  of " F o r  want  of a na i l ,  a k i n g d o m  was l o s t . "  T h e r e f o r e ,  
we m u s t  h a v e  the  p r o p e r  s p a r e  p a r t s  as c l o s e  as  p o s s i b l e .  It would  
be  b e s t ,  of c o u r s e ,  to have  the  p a r t  r i g h t  with the  e q u i p m e n t  and you 
do h a v e  the  e x t r a  mach ineg~m b a r r e l  or  f i r i n g  pin. Th i s  is  the  f i r s t  
e c h e l o n  of p a r t s  supply .  If the  p a r t  cannot  be  with the  e q u i p m e n t ,  
the  s e c o n d  e c h e l o n  of p a r t s  supply  m u s t  be  we l l  f o r w a r d .  The  l i m i t e d  
t r a n s p o r t a t i o n  and v a r i e t y  of e q u i p m e n t  f o r c e s  s e l e c t i v i t y  and  l i m i t a -  
t ion  on the  a m o u n t  of any  i t e m .  The  t h i r d  e c h e l o n  m u s t  t h e r e f o r e  
r e p l e n i s h  f o r w a r d  s t o c k s  and c a r r y  a l a r g e r  r a n g e  of s t o c k s .  The  
r a p i d  r e p l e n i s h m e n t  r e q u i r e m e n t  aga in  f o r c e s  f o r w a r d  d e p l o y m e n t  
and  l i m i t a t i o n  on q u a n t i t i e s .  

L e t  us s ay  that  we a r e  now at the  f i e ld  A r m y  l eve l .  Th i s  f a r  
t a c t i c s  h a v e  f o r c e d  a s h o r t  t i m e  e l e m e n t ,  s e l e c t i v i t y ,  and  quan t i ty  
l i m i t a t i o n .  Th i s  f a r  our  p r e s e n t  c o n c e p t s  s e e m  c o r r e c t  a l t hough  the  
p r a c t i c e s  n e e d  m u c h  i m p r o v e m e n t .  Now we a r e  back  at  the  f o u r t h  
e c h e l o n  or  a s t a t i c  depo t  w h e r e  t a c t i c s  have  t a k e n  off the  quan t i ty  
r e s t r i c t i o n s  and t i m e  p r e s s u r e .  H e r e  is  w h e r e  the  b u i l t - u p  d e m a n d  
fo r  both the  n u m b e r  of l ine  i t e m s  and  the  quan t i ty  of e a c h  l ine  i t e m  
m u s t  be  m e t .  Th i s  in i t s e l f  p o s e s  a difficul~ p r o b l e m  but we h a v e  
a l s o  p e r m i t t e d  the  s i m u l t a n e o u s  r e l e a s e  of t i m e  p r e s s u r e .  The  
fou r th  e c h e l o n  is a l l o w e d  to s t o c k  30, 60, or  even  90 days  of supply .  
In o t h e r  w o r d s  we do not  f o r c e  f if th e c h e l o n  to r a p i d l y  r e p l e n i s h  f o u r t h  
e c h e l o n  s t ocks .  Th is  c o m p o u n d s  the  d i f f icu l ty  to the point  of s t a g n a t i o n  
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of the whole s y s t e m .  T ime  has  been t r a n s m u t e d  into s tock  of 
unmanageab l e  p ropor t ions .  

T r a n s l a t e d  into days  of supply,  at the he ight  of the K o r e a n  War ,  
the F a r  Eas t  was au thor i zed  a 60-day ope ra t iona l  l eve l  with a 30 -day  
e m e r g e n c y  r e s e r v e  leve l .  The o rde r  and sh ipping  t ime ,  I r e p e a t  
t ime ,  was 270 days .  Th i s  gave a r e q u i s i t i o n i n g  objec t ive  of 360 days ,  
a y e a r .  Since th i s  produced only 40 pe r cen t  of i t s  r e q u i r e m e n t s ,  one 
t e c h n i c a l  s e r v i c e  deDot r e c o m m e n d e d  i n c r e a s i n g  th i s  ob jec t ive  to 570 
days  as  a cure .  

These  r e q u i s i t i o n i n g  ob jec t ives  were  f i na l l y  met .  At th i s  date ,  
t w o  y e a r s  and s ix  months  l a t e r ,  t h e r e  a r e  s t i l l  un ident i f ied  s tocks  
within those  moun ta ins  of supply  in Korea .  In d e s p e r a t i o n  the Eng i -  
n e e r s  b y p a s s e d  th is  i m p e n e t r a b l e  m a s s  and suppl ied  d i r e c t  f r o m  
Columbus  to Eighth  A r m y  by cabled  o r d e r  and e x p r e s s  d e l i v e r y .  

To r educe  the COMZ (communica t i ons  zone) type s tock  to 
m a n a g e a b l e  p ropo r t i ons ,  we mus t  keep the p r e s s u r e  on quant i ty  by 
s e l e c t i v i t y  but m o r e  i m p o r t a n t l y  by not p e r m i t t i n g  t ime  to be t r a n s -  
la ted  into quant i ty .  

The f i r s t  e l emen t  to be a t t acked  is  o r d e r  and sh ipp ing  t ime .  Once 
th i s  e l emen t  is  d r a s t i c a l l y  reduced ,  enough conf idence  wit l  be g e n e r -  
a ted to p e r m i t  ope ra t i ng  and e m e r g e n c y  l eve l s  to be r educed .  I be l i eve  
the E n g i n e e r  t r i a l  proved the f e a s i b i l i t y  of th i s  approach;  now the 
p r o b l e m  is  to work out the p r o c e d u r e s  for  r educ ing  o r d e r  and sh ipp ing  
t ime  and o p e r a t i n g  l eve l s .  The o v e r s e a s  o r g a n i z a t i o n a l  f r a m e w o r k  
for  expedi ted  supply  is  c u r r e n t l y  under  s tudy  by the A r m y  schoo l  
s y s t e m .  

This  des ign  of a worldwide pa r t s  supply  s y s t e m  is a m a i n t e n a n c e  
m a n a g e m e n t  p rob l em of the f i r s t  o r d e r  and beyond the e x p e r i e n c e  of 
i n d u s t r y .  We haven ' t  the solut ion.  We a r e  keen ly  a w a r e  of the p rob-  
l em and we have  v igorous  p r o g r a m s  in m a n y  f ie lds  that  should lead  
to a solut ion.  T h e s e  p r o g r a m s  deal  m a i n l y  with new i t e m s  and p a r t s  
supply  on  the who lesa le  and i n d u s t r i a l  level .  

We will  s t a r t  with a new i t em of equipment .  It is  in the d e s i g n  
and deve lopment  of a new piece  of equipment  tha t  m a i n t e n a n c e  and 
p a r t s  e n g i n e e r s  have the oppor tuni ty  to con t ro l  the in t roduc t ion  of 
new p a r t s  into the A r m y  supply  s y s t e m  by ca re fu l  a n a l y s i s ,  s c r e e n i n g  
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and eva lua t ing  these  p a r t s  f r o m  a m a i n t e n a n c e  s tandpoin t .  Al l  t ech-  
n i ca l  s e r v i c e s  have  now ins t i tu t ed  spec i f i c  r e v i e w  points  in the 
deve lopment  cyc le .  One r ev i ew  point  i s  a check  on the deve lopment  
mode l  by pa r t  s p e c i a l i s t s  and m a i n t e n a n c e  e n g i n e e r s  to  i n s u r e  m a x i '  
m u m  use  of s t a n d a r d  o r  s tocked  p a r t s ,  where  poss ib le ,  and ea se  of 
m a i n t e n a n c e  in des ign .  A second check point i s  a t  the  p r e p r o d u c t i o n  
model  s t age .  

At t h i s  s t age ,  the i t em is  checked  by e x ' a r ~ t i o n  of p a r t s  and 
ac tua l  m a i n t e n a n c e  ope ra t ions .  This  opera t ion  on combat  and 
whee led  v e h i c l e s  is  pa ins t ak ing  and thorough to the  point  of l ay ing  
out e v e r y  pa r t  of an i t em and s e l e c t i n g  ma in t enance  s p a r e s .  The  
s e l e c t i o n  of r e p a i r  p a r t s  at  th is  s t age  by m a i n t e n a n c e  p e r s o n n e l  i s  a 
m o s t  i m p o r t a n t  s tep  in changing p a r t s  supply  f r o m  a rou t ine  supply  
ope ra t ion  to a m a i n t e n a n c e  supply  opera t ion .  When the produc t ion  
p r o c u r e m e n t  con t r ac t  i s  let ,  i t  i nc ludes  the p u r c h a s e  of p a r t s  fo r  
d e l i v e r y  c o n c u r r e n t l y  with the new equipment .  In g e n e r a l  we con- 
c u r r e n t l y  buy an e s t i m a t e d  y e a r ' s s u p p l y  of pa r t s .  Af t e r  that  we can 
e s t a b l i s h  usage  r a t e s  and effect  r e p l e n i s h m e n t  p r o c u r e m e n t ,  based  
on p roven  r e q u i r e m e n t s .  We withhold sh ipment  of new end i t e m s  
o v e r s e a s  unt i l  t h e s e  c o n c u r r e n t  p a r t s  have  been  d i s t r i bu t ed  o v e r s e a s .  

We have a s t a n d a r d i z a t i o n  p r o g r a m  that  is  p roducing  r e s u l t s ,  
p a r t i c u l a r l y  in the f i t t ings  and a c c e s s o r y  c a t e g o r i e s .  S t anda rd i za t ion  
i s  m o s t  e f fec t ive  in m i l i t a r y  des ign  i t e m s  as ,  when we pay for  the 
deve lopmen t  of an i t em,  the A r m y  a c q u i r e s  the m a n u f a c t u r i n g  and 
pa tent  r i gh t s ;  thus we can go on the open m a r k e t ,  a d v e r t i s e  with 
d e s i g n  and d rawings  fu rn i shed ,  and get good p r i c e s ,  plus a product  
tha t  is  u n i f o r m  in i t s  s p a r e s .  

An example  of th i s  is  in the a u x i l i a r y  engine f ie ld .  The E n g i n e e r s  
a r e  now buying product ion  mode l s  of a new f a m i l y  of s m a l l  a i r - c o o l e d  
eng ines  developed for  u s  by con t r ac t  with an e n g i n e m a k e r .  This  f a m i l y  
has  p a r t s  i n t e r c h a n g e a b l e  be tween s i z e s  as  does our  f a m i l y  of tank 
engines  and will  even tua l ly  r e p l a c e  a l l  s m a l l  engines  of th is  type in 
a l l  s e r v i c e s .  The payoff  of th i s  ac t ion  wil l  be l a r g e ,  s ince  we now 
have hundreds  of m a k e s  and mode l s  with the i r  a t tendant  s p a r e s  wi th in  
the A r m y .  

The t r o u b l e s o m e  a r e a  i s  the use  of c i v i l i a n - t y p e  end i t e m s  and 
those  i t e m s  covered  by p r o p r i e t a r y  r i gh t s .  Eng inee r  c o n s t r u c t i o n  
equipment  is  a good example  of this  a r e a .  We do not and should not 



d e s i g n  m i l i t a r y  t y p e s  fo r  th i s  e q u i p m e n t .  In o r d e r  to a c h i e v e  s o m e  
s t a n d a r d i z a t i o n ,  we a r e  a u t h o r i z e d  by s p e c i f i c  l e g i s l a t i o n  to  p r o c u r e  
wi thout  a d v e r t i s i n g  in  o r d e r  to h a v e  f o l l o w - o n  p r o c u r e m e n t  of a m a k e  
tha t  we now h a v e  in  the  s y s t e m  p r o v i d e d  we s t o c k  ~ p a r e s .  

A l though  e s s e n t i a l  in  i s o l a t e d  c a s e s ,  th i s  is  not  the  s o l u t i o n  a s  
w e w i l l  ge t  the  c u r r e n t  m o d e l - - 1 9 5 4 ,  which  m a y  be an i m p r o v e m e n t  
o v e r  the  1953 m o d e l ,  but a l s o  m a y  h a v e  an e n t i r e l y  n e w  se t  of c o m -  
p o n e n t s  o r  a n e w  l i n e u p  of s e c o n d a r y  s u p p l i e r s .  T h i s  m e a n s  we 
aga in  h a v e  to s t o c k  t he  supp ly  s y s t e m  fo r  the  p a r t s  f o r  the  new  m o d e l .  
I b e l i e v e  the  a n s w e r  to th i s  p r o b l e m  l i e s  in i n d u s t r y  c o o p e r a t i o n .  If 
w e  can  d e t e r m i n e  t h e  h i g h  m o r t a l i t y  p a r t s  in  f i e ld  m a i n t e n a n c e  and  
c o n c e n t r a t e  our  s t a n d a r d i z a t i o n  e f fo r t s  on t h o s e  p a r t s j  we wi l l  n a r r o w  
th e  p r o b l e m  a s u r p r i s i n g  a m o u n t .  T h e n  I ' m  con f iden t  we can  ge t  a 
l a r g e  m e a s u r e  of i n d u s t r y  c o o p e r a t i o n  in v o l u n t a r y  s t a n d a r d i z a t i o n  
and  i n t e r c h a n g e a b i l l t y .  We a r e  p r o c e e d i n g  on th i s  a p p r o a c h  as  is  the  
D e p a r t m e n t  of D e f e n s e .  

High  m o r t a l i t y  p a r t s  h a v e  b e e n  m e n t i o n e d  and  in  th i s  f i e ld  we 
a r e  c o n c e n t r a t i n g  m u c h  e f fo r t .  B e l i e v e  it  o r  not ,  we do not  h a v e  
c o n s u m p t i o n  f i g u r e s  on any  s p a r e  p a r t s  in  the  A r m y ,  e i t h e r  c u r r e n t l y  
o r  a s  a r e s u l t  of W o r l d  W a r  H o r  K o r e a .  We had  no  s y s t e m  for  ge t t i ng  
th i s  i n f o r m a t i o n .  We know what  we have  p u r c h a s e d ,  what  we h a v e  
i s s u e d  f r o m  c l a s s  H depo t s ,  but we do not  know what  We a c t u a l l y  c o n -  
s u m e d  in  o r g a n i z a t i o n  and f i e ld  m a i n t e n a n c e .  L a r g e  u n d e t e r m i n e d  
q u a n t i t i e s  of p a r t s  w e r e  s t o c k e d  o v e r s e a s ,  d i s p o s e d  of as  wa r  s u r p l u s  
a n d  a id  p r o g r a m s ,  u s e d  in  o v e r s e a s  r e b u i l d  p r o g r a m s ,  and  so  on. 

T h e  O r d n a n c e  C o r p s  has  d e v e l o p e d  a f i e ld  s t o c k - c o n t r o l  s y s t e m  
and  h a s  t r i e d  it  out in K o r e a .  It was  d e s i g n e d  to s e c u r e  c o n s u m p t i o n  
da ta  at  u s i n g  uni t  l e v e l  and  to a u t o m a t i c a l l y  d e t e r m i n e  i t e m s  and  
q u a n t i t i e s  fo r  f i e l d - d e p o t  s t o c k a g e .  T h e y  a r e  now i n s t a l l i n g  i t  w o r l d -  
wide .  The  D e p a r t m e n t  of t he  A r m y  is  d e v e l o p i n g  a u n i f o r m  s y s t e m  
for  a l l  t e c h n i c a l  s e r v i c e s ,  b a s e d  on th i s  e x p e r i e n c e .  

C h a r t  2, page  1 1 . - - T h e  r e s u l t s  a c c o m p l i s h e d  in depot  s t o c k a g e  
a l o n e  a r e  a s t ound ing .  F o r  e x a m p l e ,  in K o r e a ,  d i r e c t  s u p p o r t  and  
A r m y - d e p o t  i t e m  s t o c k a g e  was cut  50 p e r c e n t  and  b a s e - d e p o t  s t o c k a g e  
63 p e r c e n t .  

C h a r t  3, page  12. - - T w e n t y  p e r c e n t  of the  a u t h o r i z e d  s t o c k a g e  
s u p p o r t e d  97 p e r c e n t  of the  r e q u i r e m e n t .  
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To know what  to buy and when  to buy it in o r d e r  to p r e v e n t  p a r t s  
s h o r t a g e s  f r o m  d e v e l o p i n g ,  we n e e d  to know the  to ta l  quan t i t y  of 
any  i t e m  we have  on hand  and  the  r a t e  at  which  we a r e  c o n s u m i n g  
it. P r e s e n t l y ,  we a r e  ge t t i ng  s y s t e m s  i m p r o v e d  fo r  supp ly  c o n t r o l  
that  p r o d u c e  th i s  i n f o r m a t i o n  in the  ZI. W-e a r e  now s t u d y i n g  the  
m e a n s  fo r  e x t e n d i n g  th i s  to o v e r s e a s  s t ocks ,  a l s o  fo r  e l e c t r o n i c  
t r a n s m i s s i o n  of t h e s e  data .  Th i s  is  n e c e s s a r y  as  a r o l l u p  s u c h  as  
K o r e a  g i v e s  a f a l s e  p i c t u r e  in p r o c u r e m e n t  p l ann ing  as  t hey  wi l l  be 
l iv ing  on t h e i r  fat  in the  F a r  E a s t  fo r  s o m e  t i m e  and  h e n c e  no  
r e q u i s i t i o n s  o r  d e m a n d s  on the  7.1. Th i s  in the  pas t  h a s  a l s o  a p l : e a r e d  
as  no c o n s u m p t i o n .  

An e x t e n s i o n  of th i s  s y s t e m  can  e v e n t u a l l y  r e p l a c e  r e q u i s i t i o n i n g  
f r o m  o v e r s e a s  t h e a t e r s  as  when  we h a v e  the  i n f o r m a t i o n  on t he  
t h e a t e r  s t o c k  s t a t u s  and  the  r a t e  of dep l e t i on ,  t h e n  we can  m a i n t a i n  
any  p r e d e t e r m i n e d  l e v e l  by s h i p m e n t s .  Th i s  wi l l  be i n t e l l i g e n t  " i m p e -  
tus  f r o m  the  r e a r "  o r  a u t o m a t i c  supply .  

A n o t h e r  i m p o r t a n t  f i e ld  is  ca t a log ing .  We a r e  r e v a m p i n g  our  
e n t i r e  supp ly  m a n u a l  s y s t e m  and f r o m  now on wi l l  h a v e  a u n i f o r m  
f o r m a t  fo r  a l l  t e c h n i c a l  s e r v i c e s .  The  o r g a n i z a t i o n  m a i n t e n a n c e  type  
7 m a n u a l  wi l l  s p e c i f i c a l l y  e s t a b l i s h  s p a r e  p a r t s  l i s t s  fo r  o r g a n i z a -  
t i o n a l  m a i n t e n a n c e  at each  uni t  l e v e l .  The  w h o l e s a l e  c a t a log  or  type  
8 m a n u a l  d e s i g n e d  p r i m a r i l y  f o r  t e c h n i c a l  s e r v i c e  u s e  wi l l  l i s t  on ly  
t h o s e  p a r t s  r e q u i r e d  in f i e ld  m a i n t e n a n c e  and  s t o c k e d  by distx~ibution 
d e p o t s  and  which  have  b e e n  s e l e c t e d  as  f unc t i ona l  and m a i n t e n a n c e  
p a r t s .  

C o n c u r r e n t l y  with r e v i s i n g  supply  m a n u a l  f o r m a t  and  c o m p l e t i n g  
the  F e d e r a l  Ca t a log  P r o g r a m  for  n u m b e r i n g  and  i d e n t i f y i n g  i t e m s ,  
the  t e c h n i c a l  s e r v i c e s  a r e  r e v i e w i n g  the  p a r t s  in the  t y p e  7 and  8 
suppl :  m a n u a l s  f r o m  a m a i n t e n a n c e  s t andpo in t .  T h i s  is  a s low,  
t e d i o u s  p r o c e s s ,  c o n s i d e r i n g  the  p a r t s  r e q u i r e d  to  s u p p o r t  ou r  t r e -  
m e n d o u s  r a n g e  of e q u i p m e n t .  D u r i n g  th i s  m a i n t e n a n c e  ed i t ing ,  
m a i n t e n a n c e  s p e c i a l i s t s  a r e  d e l e t i n g  p a r t s  which  show l i t t l e  u s a g e ,  
can  be f a b r i c a t e d  in the  f ie ld ,  a r e  nonfunc t iona l ,  and  can  be r e p a i r e d  
in the  f ie ld ,  or  shou ld  be i s s u e d  as  a p a r t  of a k i t  o r  a s s e m b l y .  
K i t t i ng  is  b e i n g  r e s o r t e d  to in o r d e r  to  s i m p l i f y  m a i n t e n a n c e  and 
r e d u c e  the  n u m b e r  of i t e m s  in s tock .  

C h a r t  4, page  1 4 . - - N o  l o n g e r  wi l l  e a c h  p i e c e  of a c a r b u r e t o r  be  
l i s t e d  or  supp l i ed .  Al l  g a s k e t s  a r e  in one kit ,  a l l  w e a r i n g  p a r t s  a r e  
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in a n o t h e r  ki t ,  a n d  the  c a r b u r e t o r  as  a whole  is  the t h i r d  i t e m .  If you  
b r e a k  a l o w e r  bowl,  y o u  t u r n  in the  c a r b u r e t o r  and  f o u r t h  e c h e l o n  wi l l  
ob ta in  the  bowl fo r  r e b u i l d  f r o m  a n o t h e r  s a l v a g e d  c a r b u r e t o r  wi th  a 
b r o k e n  u p p e r  bowl .  

C h a r t  5, page  1 6 . - - T h i s  s a m e  s e l e c t i v e  p r o c e s s  is  b e i n g  a p p l i e d  
to p r o c u r e m e n t  of p a r t s  fo r  i t e m s  a l r e a d y  in the  s y s t e m .  

The  though t  p r o b a b l y  o c c u r s  to you: Why not  h a v e  t h e  m a n u f a c -  
t u r e r  do th i s  pa r t  s e l e c t i o n  on new e q u i p m e n t ?  The  a n s w e r  i s ,  w e  d o - -  
a s  a f i r s t  s t ep ,  he  s u b m i t s  h i s  r e c o m m e n d a t i o n s .  

C h a r t s  6 and  7, p a g e s  17 and  1 8 . - - H o w e v e r ,  u n l e s s  th i s  l i s t  i s  
c a r e f u l l y  s c r e e n e d  by our  m a i n t e n a n c e  and  supp ly  o r g a n i z a t i o n s ,  we 
ge t  a s s e m b l y  l ine  p a r t s ,  s a l e s  p r o m o t i o n  q u a n t i t i e s ,  i d e n t i c a l  p a r t s  
wi th  a n e w  n a m e  and  n u m b e r ,  and  s u b a s s e m b l i e s  not  s u i t e d  to m i l i t a r y  
m a i n t e n a n c e .  

J 

C h a r t  8, page  1 9 . - - W e  have  w a r e h o u s e s  bu lg ing  with  the  r e s u l t s  
of m a n u f a c t u r e r s '  s e l e c t i o n  and an e x p e n s i v e  and  t i m e - c o n s u m i n g  
o p e r a t i o n  on now to r i d  the  s y s t e m  of t h e s e  u n u s a b l e  p a r t s .  

O t h e r  p r o g r a m s  tha t  w i l l  m a t e r i a l l y  i m p r o v e  the  p a r t s  s u p p l y  a r e  
the  P a c k a g i n g  P r o g r a m  to f a c i l i t a t e  f a s t  s h i p m e n t ,  s o r t i n g ,  i d e n t i f i -  
c a t i o n  and  d i s t r i b u t i o n ,  the  P a r t s  S p e c i a l i s t s  P r o g r a m ,  and  " R e d u c -  
t ion  of End  I t e m s  i' P r o g r a m ,  a j o i n t p r o g r a m  wi th  C o n t i n e n t a l  A r m y  
C o m m a n d  to d r a s t i c a l l y  r e d u c e  the  n u m b e r  of m a j o r  i t e m s  of equ ip -  
m e n t  now c a l l e d  fo r  in T / O & E ' s .  

We h a v e  e s t a b l i s h e d  a " P a r t s  S p e c i a l i s t s "  MOS ( m i l i t a r y  o c c u p a -  
t i on  s p e c i a l i t y )  and  a c a r e e r  l a d d e r  fo r  t h e s e  s p e c i a l i s t s .  Our  
T / O & E ' s  h a v e  b e e n  a m e n d e d  to a u t h o r i z e  p a r t s  s p e c i a l i s t s  w i t h i n  the  
t e c h n i c a l  s e r v i c e  m a i n t e n a n c e  and  supp ly  un i t s .  T r a i n i n g  c o u r s e s  
fo r  t h e s e  s p e c i a l i s t s  have  b e e n  s e t  up in e a c h  t e c h n i c a l  s e r v i c e .  

In o r d e r  to r e d u c e  o v e r s e a s  s h i p p i n g  t i m e  fo r  p a r t s ,  a t e s t  of  
" C O N E X "  ( c o n t a i n e r  e x p r e s s )  ha s  b e e n  u n d e r  way  fo r  s o m e  t i m e .  

C h a r t  9, page  2 0 . - - C O N E X  u t i l i z e s  a r e u s a b l e  s t e e l  s h i p p i n g  
c o n t a i n e r ,  l o a d e d  and  s e a l e d  at  a point  of o r i g i n  in the  CONUS, t h e n  
s h i p p e d  by t r u c k  o r  r a i l  to a po r t ,  t h e n c e  d e c k l o a d e d  on v e s s e l s  f o r  
t r a n s p o r t  to the  o v e r s e a s  por t ,  w h e r e  it  is  r a p i d l y  d e l i v e r e d  to 
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a p p r o p r i a t e  d e s t i n a t i o n .  The  c o n t a i n e r  has  a c a r g o  capac i t y  of 9 ,000  
pounds .  It is 8 .5  fee t  long,  6 f ee t  wide ,  7 fee t  high.  It can be c a r r i e d  
in an A r m y  6 x 6 t ruck .  T h r e e  c o n t a i n e r s  can be c a r r i e d  in u s u a l  
f l a tbed  or  open top  s e m i t r a i l e r s .  F r o m  6 to 8 can be c a r r i e d  in 
various flat and gondola railway cars in CONUS. They are suited to 
ondeck stowage on vessels. 

The  CONEX plan was d e v e l o p e d  in the  la te  s u m m e r  of 1952 to 
a l l e v i a t e  the  i n a d e q u a c y  of a i r  f r e i g h t  fo r  c r i t i c a l  e n g i n e e r  supp ly  to 
the  F a r  Eas t .  It p r o v i d e d  r a p i d  d e l i v e r y  s e r v i c e  for  m o v e m e n t ,  v ia  
s u r f a c e  m e a n s ,  of h igh  p r i o r i t y  e n g i n e e r  m a i n t e n a n c e  p a r t s .  L o a d i n g  
and m o v e m e n t  was on a f ixed  sh ipp ing  s c h e d u l e  of t h r e e  c a r g o  c o n t a i n -  
e r s  p e r  week  f r o m  C o l u m b u s  G e n e r a l  Depot  to San F r a n c i s c o ,  t h e n c e  
v ia  MARINEX to the  Y o k o h a m a  por t ,  w h e r e  d e l i v e r y  was  c o m p l e t e d  
via  t r u c k  to the  Y o k o h a m a  E n g i n e e r  Depot  and out of c o n t a i n e r s  by a i r  
to E igh th  A r m y  s t r i p s .  Dur ing  the  f i r s t  y e a r ' s  o p e r a t i o n  f r o m  N o v e m -  
b e r  1952 t h r o u g h  D e c e m b e r  1953, 1 ,000 tons  of e n g i n e e r  p a r t s  w e r e  
sh ip p e d  CONEX. 

C o m p a r i s o n  of t r a n s i t  sh ipp ing  t i m e  f r o m  C o l u m b u s  to San 
F r a n c i s c o :  

CONEX, 5 days;  LCL,  18 days;  C a r l o a d  lo ts ,  16 days .  

The  a v e r a g e  t u r n - r o u n d  t i m e  for  a c o n t a i n e r  f r o m  C o l u m b u s  to 
Y o k o h a m a  and r e t u r n ,  48 to 51 days .  

The  o r d e r  and  sh ipp ing  t i m e  to F E C O M  for  e n g i n e e r  p a r t s  in 
s t o c k  by CONEX s h i p m e n t s  was r e d u c e d  f r o m  120 days  to 75 days .  

The  i n i t i a l  u t i l i z a t i o n  of CONEX by the  E n g i n e e r s  to the  F a r  E a s t  
p r o v e d  so  s u c c e s s f u l  i t  i s  now be ing  t e s t e d  and u t i l i z e d  by a l l  t e c h -  
n i c a l  s e r v i c e s  for  s h i p m e n t s  b e t w e e n  CONUS and FECOM,  EUCOM, 
A l a s k a ,  Hawai i ,  and  U S F A .  It has  p r o v e n  to be c o n s i s t e n t l y  f a s t e r  
than a i r  f r e i g h t .  Not only  is  it be ing  u t i l i z e d  fo r  p a r t s  but fo r  o t h e r  
t r o o p  c a r g o  as  wel l .  C o n t a i n e r s  a r e  now loaded  at depo t s ,  p r o c u r e -  
m e n t  a g e n c i e s  or  c o n t r a c t o r s ,  and,  a l so ,  c o n s o l i d a t i o n  of s m a l l  
s e p a r a t e  s h i p m e n t s  in to  c o n t a i n e r s  is  m a d e  at p o r t s .  T h e y  a r e  now 
be ing  u s e d  fo r  the  r e t u r n  of h o u s e h o l d  goods  to CONUS f r o m  o v e r s e a s  
i n s t e a d  of be ing  sh ipped  back  emp ty .  
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All  of t h e s e  p r o g r a m s  a r e  d i r e c t e d  t o w a r d  h a v i n g  d i s t r i b u t i o n  
d e p o t s  of m a n a g e a b l e  p r o p o r t i o n s  c o n t a i n i n g  a d e q u a t e  q u a n t i t i e s  of 
the  p r o p e r  p a r t s  and  a s y s t e m  tha t  is  r e a l l y  r e s p o n s i v e  to d e m a n d .  
I s  a n y t h i n g  be ing  a c c o m p l i s h e d ?  The  a n s w e r  is ,  d e f i n i t e l y !  A l t h o u g h  
I canno t  i s o l a t e  an  e x a m p l e  f r o m  th is  l a r g e  p i c t u r e ,  I b e l i e v e  t he  o v e r -  
a l l  f i g u r e s  which  r e f l e c t  the  s u m  to ta l  of p r e s e n t  p o l i c i e s  wi l l  p r o v e  
th i s .  

As of 30 S e p t e m b e r  1933, we had  893 ,000  p a r t s  i t e m s  tha t  w e r e  
c e n t r a l l y  supp ly  c o n t r o l l e d  and  s t o c k e d  in the  ZI  depo t  s y s t e m .  By 
1 N o v e m b e r  1954 th i s  was  r e d u c e d  to 638 ,000 ,  o r  a r e d u c t i o n  of 28 
p e r c e n t .  We a r e  c u r r e n t l y  i n t r o d u c i n g  and  d i s t r i b u t i n g  an  e s t i m a t e d  
120, 000 n e w  i t e m s ,  both  p a r t s  and o t h e r  s u p p l i e s ,  e a c h  y e a r  in to  the  
s y s t e m  and  the  r e d u c t i o n  of 28 p e r c e n t  in p a r t s  was  a c c o m p l i s h e d  
o v e r  and  a b o v e  the a n n u a l  i n c r e a s e .  

F o r  the  r e s u l t s  in d o l l a r s ,  our  i n v e n t o r y  of p a r t s  wi th in  the  ZI 
depo t  s y s t e m  at  the  b e g i n n i n g  of f i s c a l  y e a r  1954 was  an e s t i m a t e d  
5 .3  b i l l i on  d o l l a r s ;  a t  the  end of f i s c a l  y e a r  1955 it i s  f o r e c a s t  a s  
3 .1  b i l l i on  d o l l a r s ,  o r  a 40 p e r c e n t  r e d u c t i o n  in two y e a r s ,  

The  p r o g r a m s  I have  d e s c r i b e d  a r e  we l l  u n d e r  way and  in m y  
op in ion  wi l l  be  a t t a i n a b l e  wi th in  two y e a r s .  In o t h e r  w o r d s  in two 

y e a r s  the  too l s  wi l l  be t h e r e .  Wi l l  we  be r e a d y  to u s e  t h e m ?  

Let us recap where we stand in the logistic area of this problem. 
Within two years we will have straightened out parts supply at the 
organization level, developed a system of properly stocking the field 
depots. On the industrial side we will be buying only those items 
necessary for maintenance, based on worldwide stock status and 
accurate consumption data. We will be capable of substituting world- 
wide stock leveling for requisitioning. We will cut order time from 
an overseas control point to the time of telecommunication to desig- 
nated points in the United States. We will be able to ship from source 
to a specified consumer in an overseas theater by container with turn- 
round time of 48 days by surface means. We already have the busi- 
ness machines in overseas theaters to consolidate demand and main- 
tain control of theater stock. We do not have an Army overseas 
theater logistic concept or organization which can utilize what will 
be at hand two years from now. All we have is a COMZ concept that 
skittered along avoiding total collapse in two wars. 
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G e n e r a l  P a l m e r  has  long r e c o g n i z e d  th i s  p r o b l e m  and i m m e d i -  
a t e l y  a f t e r  t ak ing  o v e r  as  G-4  of the  A r m y  se t  up the  I s t  L o g i s t i c a l  
C o m m a n d  at F o r t  B r a g g  with the  m i s s i o n  of d e v e l o p i n g  a COMZ 
o r g a n i z a t i o n  which  f i ts  our  m o d e r n  c o n c e p t s  of war  and which  u t i l i z e s  
l o g i s t i c  d e v e l o p m e n t s  long in the  m a k i n g .  A new concep t  of A r m y  
t h e a t e r  o r g a n i z a t i o n  has  b e e n  d e v e l o p e d  and wil l  be  ges ted  in ou r  
annua l  LOGEX 55 ( l o g i s t i c  e x e r c i s e s )  th i s  sp r i ng .  Th i s  c o n c e p t ,  of 
c o u r s e ,  is fo r  an A r m y  t h e a t e r  o r g a n i z a t i o n  and is  a u n i l a t e r a l  A r m y  
a p p r o a c h .  To m y  knowledge ,  t h e r e  is  no such  p r o j e c t  on the  jo in t  
a s p e c t s  of the  o v e r s e a s  t h e a t e r  p r o b l e m .  

I h a v e  ju s t  f i n i s h e d  a 2 - y e a r  t ou r  as  Deputy  Chie f  of Staff of HQ 
USEUCOM, one of our  m a j o r  jo in t  o v e r s e a s  c o m m a n d s .  In sp i t e  of 
the  un ique  l o g i s t i c  a u t h o r i t y  of USCINCEUR,  l ack  of jo in t  g u i d a n c e  
on t h e a t e r  l o g i s t i c  p l ann ing  p r e v e n t e d  any  e f f e c t i v e  jo in t  t h e a t e r  l o g i s -  
t ic  o r g a n i z a t i o n  which  could  d i r e c t  s e r v i c e  t h e a t e r  o r g a n i z a t i o n .  I 
c o m m e n d  th i s  p r o b l e m  for  your  s tudy  and thought .  

One poin t  is v e r y  c l e a r  to m e .  It is  that  the  m a i n t e n a n c e  and  
supply  can  and  m u s t  be  d e s i g n e d  and e n g i n e e r e d  to fit  the  o p e r a t i o n a l  
c o n c e p t s  of n u c l e a r  war .  Th is  is  your  job as  l o g i s t i c i a n s .  U n f o r -  
tuna te ly ,  we m u s t  f o r c e  d e c i s i o n s  on o p e r a t i o n a l  c o n c e p t s .  The  
o p e r a t i o n a l  p l a n n e r s  c o n c e i v e  of a wa r  in which  c o n c e n t r a t i o n s  of 
p e r s o n n e l  or  m a t e r i e l  a r e  sub j ec t  to to ta l  d e s t r u c t i o n  to g r e a t  dep ths ,  
a war  r e q u i r i n g  s t r i k i n g  f o r c e s  of g r e a t  m o b i l i t y .  H o w e v e r ,  t h e s e  
s a m e  p l a n n e r s  a r e  add ing  new and m o r e  c o m p l e x  e q u i p m e n t s ,  i n c r e a s -  
ing  days  of f i r e  or  h o u r s  of o p e r a t i o n s  and cu t t ing  down on the p r o p o r -  
t ion  of m a n p o w e r  d e v o t e d  to m a i n t e n a n c e  and  supply ,  d e c e n t r a l i z i n g  
c o m m a n d  func t ions  and c r e a t i n g  a u t o n o m y .  

On one  hand  c o m b a t  uni t s  can be m a d e  m o r e  s e l f - s u f f i c i e n t .  The  
c o n c l u s i o n s  of the  G e r m a n  p o s t w a r  s t u d i e s  on t h e i r  o p e r a t i o n s  in 
R u s s i a  w e r e  tha t  s e l f - s u f f i c i e n c y  was  a m a i n t e n a n c e  o b j e c t i v e .  The  
c o s t  of s e l f - s u f f i c i e n c y  i s  p r o v i s i o n  of s k i l l s  and g e n e r a l  p u r p o s e  too l s  
wi th in  the  unit .  T h i s  m e a n s  m o r e  m e n  and e q u i p m e n t  o v e r a l l  as  d e c e n -  
t r a l i z a t i o n  d i s p e r s e s  r e s o u r c e s .  

On the  o t h e r  hand,  c o m b a t  un i t s  can be r e l i e v e d  of th i s  l o g i s t i c  
t a i l  by c e n t r a l i z a t i o n  of m a i n t e n a n c e  and  supply .  Th i s  r e s u l t s  in 
r e a l  e c o n o m i e s  of s k i l l s  and  e q u i p m e n t .  We can  e n g i n e e r  the  m a i n -  
t e n a n c e  and supp ly  s y s t e m  fo r  e i t h e r  concep t .  The  s k i l l s ,  e q u i p m e n t ,  
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and p a r t s ,  h o w e v e r ,  a r e  r a d i c a l l y  d i f f e r e n t  e v e n  down to the  p a c k a g i n g  
and i d e n t i f i c a t i o n  of p i e c e s .  

To m e e t  the  d e m a n d s  of the c o m p l e x  e q u i p m e n t s  of t o d a y ' s  f o r c e s ,  
the  m a i n t e n a n c e  and p a r t s  s y s t e m s  m u s t  be  e n g i n e e r e d  to a c o n c e p t  
and the  m a i n t e n a n c e  s y s t e m  d e s i g n e d  fo r  one concep t  cannot  s u p p o r t  
a n o t h e r  concep t .  In o t h e r  w o r d s  you c a n ' t  "have  y o u r  cake  and  eat  it .  " 
You c a n ' t  d e c e n t r a l i z e  in one b r e a t h  and  ge t  the  e c o n o m i e s  of c e n t r a l i -  
za t ion  in the  nex t  b r e a t h .  

In going  o v e r  p r o p o s e d  o r g a n i z a t i o n  c h a r t s  and du t i e s  e n u m e r a t e d  
t h e r e u n d e r ,  one f inds  the  s a m e  e c h e l o n m e n t  of do ing  th ings  tha t  e x i s t s  
today.  E a c h  e c h e l o n  c o n t r o l s  supply;  each  e c h e l o n  of d e p o t s  s u p p o r t s  
the next .  In o t h e r  w o r d s  e a c h  e c h e l o n  has  a r e p o r t i n g  s y s t e m ,  a con -  
t r o l  s y s t e m - - a  c o n s o l i d a t i o n  of d e m a n d s  f r o m  below.  A r e  we d e v e l o p -  
ing m o d e r n  m a n a g e m e n t  m e t h o d s  of p u r c h a s e ,  p roduc t i on ,  d i s t r i b u t i o n ,  
and c o m m u n i c a t i o n s  to have  t h e m  m e r e l y  b r i g h t e n  up the  old h o r s e  and  
buggy o r g a n i z a t i o n  c h a r t ?  

As l o g i s t i c  p l a n n e r s  you m u s t  s e e  th i s  p r o b l e m  c l e a r l y  and  f o r c e  
n e c e s s a r y  d e c i s i o n .  To a s s i s t  you in th i s ,  avo id  the  o r g a n i z a t i o n  
c h a r t  g e n e r a l i t i e s  and  plan,  s tudy,  and ta lk  only  on the  b a s i s  of the  
m e c h a n i c s  of do ing  th ings  in the  l anguage  of the  too l s  at  hand.  Get  
s p e c i f i c .  

To d e s i g n  a l o g i s t i c  s y s t e m  to s u p p o r t  the  c o m p l e x  e q u i p m e n t  of 
our  A r m e d  F o r c e s  of t oday  on a g loba l  b a s i s  in the  f ace  of a n u c l e a r  
war  is one of the t o u g h e s t  p r o b l e m s  e v e r  to f ace  the m i l i t a r y .  Whi l e  
i n d u s t r y  and  c iv i l i an  r e s e a r c h  can  be and a r e  of t r e m e n d o u s  a s s i s t -  
ance ,  the  p r o b l e m  is  our  p r o b l e m  and we as  l o g i s t i c  p l a n n e r s  m u s t  
c o m e  up with the  a n s w e r s .  Y o u ' v e  got to be good. 

Thank  you v e r y  m u c h .  

CAPTAIN M c C A F F R E E :  G e n e r a l  Brown ,  as  a f o r m e r  m e m b e r  
of the  f acu l ty  of the  War  C o l l e g e  and as  a m i l i t a r y  man ,  I ' m  s u r e  you 
a p p r e c i a t e  tha t  we m u s t  o b s e r v e  c e r t a i n  r o u t i n e s - - n a m e l y ,  s c h e d u l e s  
and the  l ike .  I r e g r e t  we do not  h a v e  t i m e  fo r  a q u e s t i o n  p e r i o d .  
Thank  you for  c o m i n g  o v e r  and  g iv ing  what  is  to us the  " r e a l "  i n f o r -  
m a t i o n  on a m o s t  i m p o r t a n t  sub j ec t .  

(21 Mar 1955--250)S/ekh 
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