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Mr. Robert C, Lanphier, Jr., Deputy Assistant Secretary of De-
fense (Supply and Logistics), spent his early childhood in Springfield,
Illinois. He graduated from the Choate School, Wallingford, Connecticut
in 1923 and from Yale University in 1929 with a Bachelor of Science de-
gree in electrical engineering. He joined the Sangamo Electric Company
in October 1927 as a student engineer, Five years later he was named
factory manager of Sangamo Weston, Ltd., at Enfield, England, He re-
turned to the United States in 1939 and was appointed vice president in
charge of manufacturing at the Springfield plant. From 1943 until his
leave of absence from Sangamo to accept his Defense Department po-
sition, Mr. Lanphier was a director of the company. Prior to joining
the Department of Defense, he served on the board of the Central Illinois
Light Company and was active in community affairs. During this period
he served on various local boards, the Community Fund, local and State
Chambers of Commerce, Board of Education, the Lincoln Library Board,
and as a trustee of Southern Illinois University. This is his second lec-
ture at the Industrial College.
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THE SINGLE MANAGER CONCEPT FOR SUPPLY MANAGEMENT

20 November 1956

ADMIRAL DEUTERMANN: Good morning. A study of logistics
leads inevitably to the terms "common servicing and supply', 'cross
servicing and supply', "joint servicing and supply' and, more recently,
"The Single Manager Plan".

The Hoover Commission concluded that steps must be undertaken
to eliminate unnecessary waste, duplicate stocks, distribution systems,
facilities, and overhead personnel, The Commission recommended a
fourth service to accomplish these objectives.

The Office of the Secretary of Defense developed and implemented
the Single Manager Plan, in lieu of the fourth service, to improve
supply management,

We are fortunate in having with us today the Deputy Assistant
Secretary of Defense (Supply and Logistics), Mr, Robert C. Lanphier,
Jr., to discuss this plan.

Mr. Lanphier,

MR. LANPHIER: Thank you very much, Admiral Deutermann,
Gentlemen: It was just over a year ago this week that I appeared be-
fore the Industrial College to present the Single Manager Plan. At
that time it was in the course of development in the Office of the
Secretary of Defense and the military departments., I was able to
present it, therefore, as a concept in the course of being born. Where
it was going to go, we were not too certain about, but we certainly had
our faith in it,

Today I am able to come to you and say that it has been successfully
started and it is in being. To those of you who have not been exposed
to the basic principles of the plan, I would like to tell you something
about the studies and the assignments that have been made, and make
a few comments concerning other aspects of interservice support. I
think it is important to keep in mind that plans are a question of faith
and that the ''will" is a necessary ingredient to the success of any
mission,



When the Department of Defense, and particularly the Office of
the Secretary of Defense, was organized, one of its principal objectives
was, of course, to coordinate the activities of the military departments
and to eliminate, as much as possible, duplication and overlapping of
activities in supply and services. Undoubtedly there are many tools
and facilities available for this job. Surveys have been made by con-
gressional committees, and there are the Hoover Commission's recom-
mendations for a fourth service of supply. They all contributed possible
solutions, but nothing seemed to have quite accomplished the job.

I therefore would like to begin by reviewing with you some of the
criticisms that were lodged against the military supply systems and
how we attempted to solve the problem of providing a more common
method of interservice support, in particular in the field of common-
use supplies and services. Let us turn to some of these criticisms that
have been made with respect to the Department of Defense supply sys-
tems,

Chart 1, page 3.--We found that, for years, it had been alleged
that the requirements of any one military department frequently ignored
the available supplies on hand in the other departments., The supply
systems, particularly in the common-use areas, were constantly ex-
panding without regard for the available facilities of other departments,
and the services' facilities overlapped one another or were widely du-
plicated among the military departments. Such separate supply systems
were interpretedby some tobe in conflict with a law which requires that no
department may startup a system which is a duplicate of a system already
in existence.

In the light of these criticisms, the problem resolved itself simply
down to this question: What shall we do about these supply systems?

Chart 2, page 4. --In answer to this question let us turn first to
the organization of the Department of Defense. This chart shows the
Office of the Secretary as it was constituted in 1947 and subsequently
revised with Reorganization Plan No, 6 of 1953. There are nine Assis-
tant Secretaries of Defense, a General Counsel, the Joint Chiefs of-
Staff, and a direct staff organization consisting of the Secretaries of
the Army, Navy, and Air Force and their organizations, For our
purpose today we have accented the Supply and Logistics, Manpower,
and Comptroller functions, as these three are primarily concerned
with supply and with services matters. It is in these three areas that
probably the greatest responsibility for such matters exists, The
primary assignment for implementing the Single Manager Plan is inthe
Supply and Logistics area. Now I would like to show you our organiza-
tion within this Assistant Secretary's Office.
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Chart 3, page 6. --Our organization is divided into five director- ‘
ates. You will note from their titles that they cover the gamut of supply.
Starting with the Directorate of Requirements, Procurement, and Dis-
tribution, there are the Directorates for Production, Communications,
and Mobilization Planning; Cataloging, Standardization, and Inspection;
Transportation and Petroleum Logistics; and Small Business Programs.
Associated with the latter is the Commercial and Industrial Activity
for getting the Government out of competition with commercial business.

As a first step to developing an improved supply setup, we formed
a task force with a representative from each of these directorates to
consider the problem.

Chart 4, page 7. --We found that our three military departments
were all separately administered, each with its own supply system,
each handling substantially all of the items used by that department,
whether they were common-use or technical types. The weakest link
in these supply systems was the duplication and overlapping, particu-
larly in the field of common-use items,

We therefore directed our attention to this field of common-use
items and services.

Chart 5, page 8. --First, we set about to define our problem, We
felt that we had to devise a plan for managing common-use items and
services in order to eliminate, as much as possible, the duplication
and overlapping in the three departments and throughout the entire
Department of Defense, and to use all the facilities and tools which
were mutually available,

Chart 6, page 9. --At this point I would like to deviate from the
subject for a moment in order to make sure that we are all using
certain basic terms in the same way.

What do we mean by "supply"? Supply is a complex operation
which includes, ambng other responsibilities, research and develop-
ment, cataloging, standardization, requirements determination, pro-
curement, production, inspection, storage and distribution, transpor-
tation, issue, maintenance, repair, and disposal.

I wish to stress this wide range of interest, because many people
have been under the delusion that a single-management assignment is
purely a procurement assignment. It is not. It covers the gamut of
all the responsibility outlined in this definition of "supply"'.
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Chart 7, page 11.--By ''common-use items and services' we mean
the class or category of items or service, generally of the commercial
type, nontechnical, and usually used in both the military and civilian
economy.

Chart 8, page 12.--In this chart we have carefully attempted to
portray the supply systems existing in all military departments before
the Single Manager Plan was placed in effect. We have divided the
chart into vertical bands which represent the full sweep of supply
management activities, starting with the logistics plan of the Joint
Chiefs of Staff. From this plan each military department independently
develops its program requirements for peacetime consumption and for
mobilization reserves. The departments then compute their net re-
quirements for procurement, taking into account the material in the
pipeline and the inventories which may be in existence. A procurement
may be greater or less than the program requirement. Collation of
requirements, wherein the departments pool and compare their net
requirements so as to make use of one another's assets, is depicted on
this chart, although not performed under the present system, We will
come to thatlater, The remaining bands show procurement contract-
ing and administration, followed by production by the contractor, and
then wholesale distribution from depots. Finally we come to the point
of retail issue within each service,

So we find that each department starts with the JCS plan, develops
its program requirements, based upon its own knowledge of its system,
develops its net requirements, and makes its purchases from the con-
tractor. The item is shipped into the system of that particular service
through a wholesale or depot system and so it goes into retail issue.
Each service has cognizance of its own inventories, but has no basic
knowledge as to what might exist in any other department. Hence there
arises the opportunity for duplication and overlapping in supply manage-
ment,

There are some variations in this basic concept which I would like
to discuss,

Chart 9, page 13.--First of all, the Single Service Procurement
Assignment is generally what many people felt the Single Manager Plan
to be. This assignment system has been in existence since World War
II, when there was born the need for central management at least with
regard to procurement. Under this Single Service Procurement As-
signment system, the Army, for instance, buys all the automotive

10
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equipment; the Air Force buys all the photographic equipment; the
Navy buys all the materials handling equipment; and so on, for 35 such
categories, The department doing the buying, based upon the request
from the other departments, orders the item from the contractor.
Shipments are made directly into the system of the using department.
The weakness in this arrangement is, primarily, that the Single Ser-
vice Procurement Assignment contains no responsibility for checking
the inventories, the pipeline supplies, or the stocks-on-hand of any of
the departments, This is purely a purchase function.

Chart 10, page 15, --Another variation in the basic military supply
system is in the case of subsistence, where the Army has the Single
Service Procurement Assignment. The Chicago Market Center procures
food for all three departments, It also acts as the wholesale distributor
for the Air Force. This is the result of the 1947 National Security Act
in which the Army retained these functions for the Air Force when the
Air Corps was separated and became a separate military department,
The Navy receives procured items into its own system and performs
all distribution down through the retail level.

Again there is no central responsibility for all assets or for deter-
termination of the net amount of subsistence items needed by all,

Chart 11, page 16, --Still another variation is in the field of cloth-
ing and textiles, in which there is informal coordination before procure-
ment is made, primarily to anticipate the demand on the market, so
that there will not be competition between the Navy and the Army for
production capacity. In this case the Army buys for the Air Force
also, but the clothing and textiles are shipped to the Air Force depots,
wholesale and retail. The Navy purchases its own clothing and textiles,
which go into its own supply system.

Chart 12, page 17. --Then we come to the case of petroleumm, We
have the Armed Services Petroleum Purchasing Agency, a joint agency
staffed by personnel from all the military departments. Again this
arrangement was established during World War II when the petroleum
supply situation came to such a desperate point that it was necessary
to coordinate all the needs of the Armed Forces. This Agency was
born during the war and contributed significantly to the military effort,

In this case we have a joint collation of net requirements as in-
dependently determined, and the joint agency does the act of procure-
ment of the item, Receipts go into each respective supply system.

14



.Al

AWYY
INIWNOISSY LINIWINNDIOYd
1)IAYIS 119NIS INIWIOUNVIN  AUOLNIANI @ e mem s e
MO T ILVIN Grmbmmmmmmnns
13804 Wiy 0L ¥3INID 13NYVN
NOUNgRLSI SI1SYNYILEVAD MO13 INIFWNJ0Q '8 NOLLVWHOINI¢e o o oo o e
ARNYY
_ !

A AV HI A A v N T!“
! |
L 1 1
1 1
| I
|
“ ]
]

305 40 4 HOLOVYLNOOD e 5 ¥4 o0 4 4 o1 v _0 . sor
1 i
I 1
. i
H ]
' i
] i
@ A ’

SINIOD
NOILNEINLSI FONILSISENS
TYO07 ONILHOJIY
NOI LYY L SININY SINIW3YINOY SINFWIMNO3Y | Nvd 21LSI90T
anss wazy | o8 TUSTIOMM| wouondoud | 8 onovinoo | SININRMNOZM ) \muznooud Lan| ok anv
= INFWIHNOOYd 40 NOILVLNGNOD NOILVLNANOD 01931VyLS

0T LYVHD

15



NOILYT110)
] SINIWININD Y
TVYWYOiNI

INIHL0TD
30404 WiV SAnS
AnYy

J1LIMN03
NOILYNIOYO00D
ININLAY4I0 HILNI

i

ANIWIOVNYWN  AHOLN3ANI ¢ T — -

MOTS TIHY LV N e

MOT4d hzws_:oom“_ 8 NOLLVWYOANI¢ Tm——

|
A A ¥ N u N iy A v N ..L_"
| E
_ 1 ! _"
“ | _
]
i _ i
) _ | |
“ 1
[}
30404 8 IV moSston.“. 4 ¥ 1 v - sor
! ]
¥ ._l i _ i
rll lllll*- — "
_ i | !
_ t | _ !
| | . | | .
1 1
" S I
AW ¥V f+|||li:1 W 4 v |ﬂ
=" & ,_ | |
SINIOd SLNIOd _ _
NOILNBINLSI] NOILNEI¥1SIA SATLXAL ANV DNIHLOTO m [
W07 ONILMOJIY | TWHINZD | | |
_ v | [
_ NOILVH LSINIWQY SINIWIMINDIY SINIWIYINOIH | NYId DILSIS0T
E R Tammc ww«wwwwx; NO!LONAOYd 8 ONILOVHINGD | wwzu-“,%wﬁmww __szzum:oomn_ e Y aNv
: | INIWIHNOONd 40 NOILVLAAWOD |  NOILVLNGWOD 0I931VHLS
{ _ | | \ |

W31SAS A7ddNS LN3S3dd 3H1

IT LHVHOD

16



ADNIOV INIOf

AINIOY 1NIWIYNIO0¥d WAT104134
SNAYIS Q3NEV

|
INIWIOVNYIN  AHOLNIAN| @ e evem e e

MOTS THILVIN s
|

MO4 INIWNOOG B NOILYWHONI4e om e e e =

~

¥
!
1 -

A A VY N M v N
o = e — I
_, 1
_ L
| _ i
! ! : i
_ ' _ ! i
. I
30 8 0 4 ¥ 1V |edemmd 4OLOVHINGD ¥ v o=t sor
i d]
3 ,_ i
_ rll +|l|'l _ 1 __-
_ 1 | 1
__ ! |
| _
A W Yy v ’HI'I'IJ Y v
-« & | h .
SINIOd SINIOd !
NOILNERISK | NOLLNEMLSIO WNI10A13d |
00T ONILMOJIY | TWHINZO _ |
1
i |
m | NOILVMLSININGY SINIWIMINOY ©  SINIWIWNOI . NY1d DILSI90T
NSS! VL3 _u:mmr Ve M NOLLONGOHd | 8 ONLOWMINGD © SINIWIMTORL linawawnoowd AIi - wasmdl | anv
! | INIWIHNOOYd | 40 NOUVINGNOD |  NOUVLAAWOD |  OI93LVHLS

W31SAS A1ddNS LN3S3yd

¢l LYVHD

17



g

Chart 13, page 19. --Another variation is in the case of medical
and dental supplies, Here again we have a joint agency, the Armed
Services Medical Procurement Agency, quite similar to the Petroleum
Agency. There is a joint collation of requirements and joint procure-
ment. A variation in the medical and dental supply system is that
these supplies go into every military department system, but the Army
acts as the wholesale distributor for both the Air Force and the Army.
The Army keeps the Air Force inventory separate from its own,

Chart 14, page 20, --The question of distribution and cross-hauling
has been one of the big criticisms of the present supply systems. We
will show you why the medical distribution plan, which is a typical ex-
ample of other commodity groups, was that way. The Army, with
wholesale depots, distributes from Schenectady, Louisville, and
Stockton, going to these radial points throughout the country where
there are Army camps and stations. With respect to Army distribution
of these supplies, we see that the pattern of distribution is pretty good,
working away from the area of principal supply.

Chart 15, page 21, --We will now superimpose on this the Air
Force supply plan. You will recall that the Army has responsibility
over some points at which there are Air Force bases. Owing to the
high concentration of use by the Air Force in the southern regions of
the United States, in July 1955 we approved at the Gadsden and San
Antonio Air Force installations the establishment of a wholesale depot
for some 1, 100 items that were fast moving and that would increase
the effectiveness of supply to the Air Force bases in those locations,
However, these bases have no responsibility for supplying either the
Army installations in the same area or the Navy installations.

Chart 16, page 22. --We now superimpose on the distribution plans
of the Army and the Air Force the Navy's distribution plan. The Navy
has a depot at Schenectady, one at Newport, one at Bayonne, one at
Norfolk, one at Oakland, one at Seattle, and so on. The confusion of
this chart is illustrated by the long shipments which one service may
make across the country though supplies are readily available nearby
from a depot of another service. Compare some of these distances
to much closer shipping points that might be available, Here is the
Navy with a base at Seattle, yet the Army, in shipping to the Air Force
and Army bases, comes from far down in the San Francisco area; and
the Navy has a wholesale supply nearby. It is obvious that each military
department, when considered alone, has an adequate supply distribution
pattern, It is when these are reviewed collectively that it is realized
that the crosshaul and backhaul criticisms have some foundation,

18
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Chart 17, page 24, --The most appropriate categories for single-
manager handling have proved to be these, where a high degree of in-
tegration has already taken place: in the medical field, with some 7, 000
items; with over 1, 000 items of petroleum; with 34, 000 items of clothing
and textiles; with 1, 800 items of subsistence--or a total of approximately
44, 000 items which we consider to conform very generally to oar defin-
tion of common-use items. They are completely cataloged at this time
and have been converted to Federal numbersin the inventories of all
the military departments.

I wish to emphasize that I do not feel that the single-manager plan,
a fourth service of supply, or any alternate scheme can work success-
fully until we have common identification within the Federal Catalog
System, completely implemented for that segment of the inventory. It
is for that reason that other commodity groups will probably not be
selected for assignment for maybe another year or a year and one-half.

In our review we found that these categories contained many dupli-
cating cross-haul situations. Only 2 percent of the total inventory items
contribute 20 percent of the line-item receipts and issues. They in-
volve an expenditure of 2.5 billion dollars a year,

Chart 18, page 25, --We come now to the single manager system,
based on the same phases of supply management that we reviewed before.
Again we start with the Joint Chiefs of Staff plans. Each department
independently must develop its program requirements, based upon its
troop strength and its mission., These program requirements will then
be givento the appropriate single manager, who will be the Secretary of one
of the military departments. He will take onall aspects of supply manage-
ment from that point down to, but not including, retailissue. The single
manager will develop the net requirements, based uponhis knowledge of all
inventory throughout the system, collate these requirements into net procure-
ment, secure the items from the contractor, anddeliver them into an area
distribution depot system--which is controlled by the single manager--for
subsequent delivery to the retail issue points of each department,

An area distribution depot need not necessarily belong to the de-
partment of the single manager; it can belong to any military depart-
ment. It is chosen because of its central location with respect to dis-
tribution and transportation to both the source of manufacture and
distribution to the using units., You might visualize this as somewhat
of a commercial warehouse, such as the Busch Terminal in New York.
It may receive deliveries from any manufacturer and make deliveries
to its customers upon instruction,
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For example, the Army might be the single manager. The area
distribution depot, shown on this chart, might be an Air Force depot,
staffed by Air Force personnel, but with full responsibility for re-
ceiving material and delivering it, upon instruction from the single
manager, to whatever using unit might require the commodity involved,
regardless of whether the customer is Army, Navy, Air Force, or
Marine Corps.

Reports (as indicated by the dotted lines) on inventory status will
flow to the single manager so that he can exercise inventory manage-
ment of all the assets in the stock., It is a recognized fact that owner-
ship is the key to control of materiel. The single manager holds that
key; he owns, in a revolving stock fund, all wholesale stocks of his
commodity, regardless of where it is held, It remains under his
ownership and control from the moment of purchase until it is sold to
the retail level,

Chart 19, page 27. --Going back to the four cases we reviewed, this
chart illustrates, in a simple manner, the extent to which interservice
coordinated action has been applied in the past and how all these efforts
fall far short of the Single Manager Plan,

Note that not one of these commodities enjoyed a consclidated ap-
proach to the computation of net procurement requirements; there was
little collation of requirements; and, while the situation was pretty
good with respect to procurement, it was pretty bad with respect to
distribution,

This chart makes it immediately apparent that, by extending
single manager control all the way from computation of net procurement
requirements down to wholesale distribution, the Single Manager Plan
is far more advantageous than any consolidated supply plan ever invoked
before.

Chart 20, page 28. --Reverting to the consolidated distribution
chart of medical and dental supplies, this on the right is the distribution
pattern in the eastern part of the United States. Over here on the left
we have a hypothetical example of how a distribution pattern might be
determined under the single manager concept. We retain the Army
depot in Schenectady. We retain the Navy depot in Bayonne, We es-
tablish a depot in Atlanta and retain the Army depot in Louisville.

Now, the black lines you see here go to all the same points that are
shown in this present distribution pattern, It becomes obvious that
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the centers of distribution are closer so far as the distances they will
have to ship are concerned. The total distance is reduced from 59, 000
miles to 33, 000 miles, a reduction of some 44 percent. In all fairness,
I should say that the transportation cost would not necessarily be re-
duced by 44 percent, since the tonnage amount would have to be taken
into consideration. But there is obviously a substantial gain in both
cost and time for distribution under this concept of ownership and dis-
tribution of stock. Moreover, in this example, we are doing with only
four depots what it took five depots to do before.

Chart 21, page 30, --Following the presentation I made here a year
ago, Secretary of Defense Wilson raised the question as to how this
single manager assignment would fit into the organization of the De-
partment of Defense. He felit that we had to have a consistent pattern
for establishing this new single manager responsibility; and that each
commodity which would be assigned to a single manager should follow
an overall standard format, clearly setting forth the general authority--
otherwise it would become a matter of justifying the entire system with
each new assignment.

So we worked out a basic organization with the Secretary of Defense,
the Assistant Secretaries of Defense, the Joint Chiefs of Staff, and the
three military departments. The appointed single manager is, in each
case, the Secretary of a military department. He retains responsibility
even though he delegates the task. Through channels designated by that
Secretary, an executive director is appointed, with responsibility for
operating the agency. The executive director must be approved by the
Secretary of Defense and must have no other duties. Assisting him is
an Administrative Committee with representatives of certain Assistant
Secretaries of Defense and of each military department, They are, in
effect, a Board of Advisors; they have no directive authority, and they
act merely as a council to assist the executive director in the conduct
of his assignement, bringing to him the problems and needs of the de-
partments which the members represent, '

Through this operating agency the executive director controls the
area distribution points, which may be those of any department. From
these, the materiel floews down to the retail distribution level in each
military department, Ownership by the single manager ceases when
materiel leaves the wholesale level; thus each department owns its
retail stocks at supply points.

Chart 22, page 31, --The single manager will direct within his
assigned commodity area all wholesale inventories. To start with,
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we agreed to restrict this plan to the Continental United States until
arrangements could be thoroughly developed for extension to world-
wide operations. The single manager coordinates research, pro-
curement, stock fund operation, screening of excess through the sys-
tem, net requirements computation, cataloging and standardization,
inspection, distribution and redistribution within the system, storage,
transportation, major maintenance, and repair. He will rely on the
military departments for program requirements (his effectiveness
can be no better than the requirements which are given to him) for
technical advice from advisory groups, for the operation of area dis-
tribution depots, andfor the optimum utilization of the skills and
facilities of all departments.

Chart 23, page 33. --Does the Single Manager System meet the
criticisms of the Hoover Commission Report (which came out, inci-
dentally, just about the same time that we finished our work, in the
Spring of 1955)? With respect to making all purchases through a
central agency, we believe it does. In computing requirements, con-
trolling storage, accomplishing inspection, establishing training, and
maintaining progress in standardization of items of supply, we believe
it does.

Does it meet the criticisms of certain elements of Congress, based
upon multiple assignments of some items, unnecessary duplication,
overlapping, costly crosshauling, duplication of pipelines, and duplica-
tion of storage facilities, particularly in adjacent areas? We believe
the answer is a positive '""Yes' to each of these questions.

Following our presentations in January of 1956 to the Secretary
of Defense, he approved this plan and ordered that assignments be
developed so that the Army would be assigned the single manager re-
sponsibility for the management of food, clothing, and textiles, and
would be established as the single manager for Military Traffic Man-
agement in the Continental United States. Navy was assigned the re-
sponsibility for medical and dental supplies, for petroleum, and for
a Military Sea Transport Service, the present MSTS being put under
this organizational pattern. The Air Force would have the Military
Air Transportation System, taking units other than the present MATS
into a unified military airlift system, and the Air Force would also
receive the assignment for single management of photographic material.

So, following that, in the spring and summer of this year, the
assignments were developed and made. I am happy to report that, asof
22 October, the Secretary hadbriefings from each of the Executive Direc-
tors on these assignments indicating that splendid progress hadbeen made,
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I would like to review briefly what has happened with respect to
these single manager appointments, :

Chart 24, page 35. --Subsistence, as I said, was assigned to the
Army. There had been a preliminary assignment in November 1955,
with the operation getting under way on 1 April of this year, The full
pattern of distribution is not in effect, but it will be by spring, next
year., This installation is located in Chicago at the Market Center,
Major General Marshall was the Executive Director. Unfortunately
he passed away. His deputy, General Laux, is carrying on at the
moment, This assignment of subsistence should eliminate many of
the crosshauling criticisms and that sort of thing. Even reductions
in inventories have already been effected.

The clothing and textile assignment to the Army actually started
operation in September. The center will be located at the Army
Quartermaster Depot in Philadelphia, under Major General Anderson,
the Executive Director, Gradually the wholesale clothing and textile
business of the Marines, the Navy, and the Air Force will be taken on,
The assignment should be in full operation by the first of July 1957,

It is interesting to note that to date, through screening, some
285, 000 dollars worth of requirements have been located in the systems
of the departments, obviating the need for procurement of new stock.

The medical assignment went to the Navy. Admiral Knickerbocker
is the Executive Director of this installation, It is located in Brooklyn
and it will go into operation as of 1 January when the Armed Services
Medical Procurement Agency is dissolved, Already a staffing program
has eliminated 81 spaces; and something in the neighborhood of 21 mil-
lion dollars worth of long stocks of medical supplies in one department
will be reallocated to give medical reserves where there is a shortage
in other departments, without additional expenditure of funds.

The photographic material assignment to the Air Force has not
been officially issued by directive, since we found that catalog con-
version and extent of standardization would not make it feasible to
implement this assignment at the present time, We have had a report
that progress is being made in alleviating this situation and I expect
that the assignment will be activated during 1957, The agency probably
will be located in Mobile. Mr, Rimkus (a civilian, it is interesting to
note) has been appointed Acting Executive Director,
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The petroleum assignment to the Navy will become effective when
the Armed Services Procurement Agency is dissolved. It is located
here in Washington and Admiral Lattu is Executive Director, 1 wish
to comment that petroleum varies from the basic pattern. The single
manager will not "own' any petroleum products in wholesale quantities,
owing to the peculiarity of petroleum distribution as distinct from dry
warehouse storage. So the basic pattern cannot be followed whereby
the single manager would "own' petroleum stocks.

Military Traffic Management, assigned to the Army, started op-
eration 1 October and is located in Washington, with Major General
Lasher as the Executive Director, That agency has already announced
a reduction from 16 regional offices in the United States to 8; 5 principal
ones and 3 auxiliary offices. The proposed pattern is to have under
1, 000 personnel, which will be a 20 percent reduction of personnel now
assigned by the four military services.

The Military Sea Transportation assignment to the Navy is a re-
issue of the assignment of the MSTS charter of 1949, with Vice Admiral
Will as Commander of MSTS, in the same capacity as the Executive
Director. The principal change here is in the assignment of the admin-
istrative committee, which has already been helpful in ironing out some
of the problems of the departments for military sea transportation. It
is significant to note that MSTS has been, for several years, a living
example of the single-service assignment operating on industrial funds
very economically and to the great benefit of the entire military system.,

The Military Air Transport assignment is still not set. I antici-
pate assignment will be made before the end of this month, 1/ There
have been many problems in connection with fiscal and industrial funding
associated with the air transport, problems primarily regarding the
ratios of such funding. This agency undoubtedly will be located in
Washington and will probably still be called the Military Air Transport
Service,

That is a brief rundown on the status of the single manager assign-
ments. None of the improvements inherent in the Single Manager Plan
could have been accomplished without the fine work that each military
department has done toward improving its inventory control practices,

1/ DOD Directive 5160, z, "'Single Manager Assignment for Airlift
Service' was issued 7 Dec 1956,
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toward bettering its procedures of warehousing and material handling,
and toward standardization of its methods and procedures. If that had
not happened, I feel that these proposals would not have been successful.

In addition to the Single Manager Plan, we have done a number of
other things to improve supply management., Last July, agreement
was reached and a directive was issued in relation to supply forms,
wherein some 14 approved standard forms will eliminate 52 forms used
in headquarters (plus hundreds of forms outside of Washington) and will
become standard as of 1 January 1957. These will contribute greatly
to the intelligence between departments and between elements throughout
the system.

Then there is the interservice supply-support directive which was
issued in August 1955, The Joint Chiefs of Staff approved this interser-
vice supply support in a memorandum sent to the departments, and this
practically makes interservice supply-support mandatory, wherever
possible. This establishes an interservice supply committee of the
supply managers of the four departments and establishes committee
coordinating groups, of which nine have now been assigned.

Chart 25, page 38. --These commodity-coordinating groups re-
view the items which are suitable for interservice supply and, through
the supply-demand control points, maintain an inventory cognizance
as to quantity, item, and location, for mutual interservice assistance.
So we have an electronic and electrical products group; groups for rope,
cable, chain; chemicals, and chemical products; and so on, as indicated
on this chart, We will continue to appoint such groups as the need for
them becomes apparent, Other groups are being considered. These
groups cover some 1, 500, 000 different items in our supply system.

Chart 26, page 39. --Briefly, as to how this interservice supply-
support works in practice, we show here each of the military depart-
ments, with its camps, posts, and stations--each department main-
taining constant intelligence with every other department on inventory
status; and also, of course, within their own departments.

A typical example might be, we will say, that up at that black
circle of the Army which, we will say, is Fort Lewis, an unexpected
demand for rope happens to arrive. Army is asked for rope, but Army
has no such quantity of rope of that size within a thousand miles. But,
through its intelligence with Navy, they know that Navy has rope at
Seattle in the Navy Supply Depot, and Army requests Navy to have it
shipped from Seattle to Fort Lewis and billed back to the Army,
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Another example might be that the Air Force, with Air Force
stations along the coast of California, would receive spare parts and
repairs from Army depots in that area, instead of awaiting delivery
from distant Air Force supply depots.

In conclusion I wish to say that single managership, or interservice
supply-support, within the normal systems of supply, will move much
faster if we do not attempt to plant a new scheme with its roots in an
old scheme which cannot keep pace. Hay has given way to jet fuel and
commensurate progress is apparent in the field of supply. If we build
new ideas and use new tools on top of old systems, I believe we are
doomed to failure. This is going to come more strikingly to our at-
tention when we go into automatic data processing, a procedure with
which each department has done such magnificent work in developing
it to its own specifications. Once automatic data-processing proce-
dures can be unified to the point where each department may ''talk"
into the machine and "ask' for information, that system can be put in;
but not on top of what we have. But I believe the ability and imagination
of you men will help to make this system work,

I am sure that we can make our whole supply technique more ef-
fective, more efficient, and, what is more important, more ready if
the bell should ring.

Thank you, gentlemen.

COLONEL LACKAS: Mr., Lanphier is now prepared for your
questions,

QUESTION: Mr. Secretary, do we still maintain within the de-
partments ownership of the mobilization stock, or does that go to the
single manager?

MR. LANPHIER: It goes to the single manager.

STUDENT: I have a second question, How about research and
development? Is that maintained within the service, or does. it go to
the single manager?

MR, LANPHIER: Research and development will be under pro-
grams of the Assistant Secretary for Research and Development, using
the facilities of each department. For instance, the departments have
duplicated in many cases the same facilities. We will use the best of
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them, A single manager function is to coordinate research so that
we are not duplicating. We do know and we do appreciate the problem.
In any supply system we need to have research and development.

QUESTION: Sir, this plan evidently is going to result, and is re-
sulting, in considerable relocation of facilities. I just wonder if up
to now there has been any amount of congressional criticism on the
closing down of facilities in various places.

MR, LANPHIER: Yes, there is, We received, for instance, some
congressional comment about closing eight of these regional traffic
management offices throughout the country, They had, roughly, 100
to 200 people in each office, Where we might close down at Memphis
and let out 150 people, we will add on at Atlanta, Either there will
have to be movement of the people to Atlanta, or they will have to find
other jobs and we will hire at Atlanta. Wherever it is possible, we
are going to try to move the people associated with the office, both
civilian and military, who are presently doing the type of work involved.
There is no doubt about it--despite what savings can be effected, we
anticipate that we will get congressional objection,

QUESTION: Sir, when is it contemplated that other items may be
placed under the single manager concept?

MR. LANPHIER: First of all, as I believe I stated, we do not
believe that it is appropriate to put any commodity group under single
management until we have completed its Federal Catalog identification
and the conversion of inventories throughout the military system. The
Federal Catalog will be completed the end of this year, for the original
identification. Conversion will not be completed until about two years
from now., Some other groups will come in about the middle of next
year and will be phased in during the year following. So that I believe
that, roughly, a year from, say, July will be about as soon as we can
make any other assignment, except photographic material, which is
identified.

We are finding that in the use of the Federal Catalog, there are
many identifications, and, owing to the way they were turned in, we
have given two or more numbers to the same item, In the case of
photographic material, we have already eliminated something over
1,600 items that we found were duplications. The work that is being
done in that area is quite extensive, We are also finding in the original
identification that the model cards are different on items, That has to
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be expected. I believe our catalog section is experiencing something
like 8, 000 changes a week coming in from the original identifications.
So purification of the catalog, I imagine, will take at least through
1957, if not into 1958, to bring out catalog standardization and such.
This won't preclude making single manager assignments in some ser-
vice areas.

I certainly feel that, when we have completed the cataloging job,
a very good single manager service assignment that we will make will
be the operation of the Federal Catalog itself. There are numerous
other areas which undoubtedly will come out, I think the services as
well as the supply functions are going to be equally important.

QUESTION: Mr, Secretary, with reference to your last chart on
the interservice supply-support question, if the supply levels in the
several services are to be based on projects and programs and long-
range plans, how does this apparent long program demand from another
service affect the stock level of the supplying service and its position
with reference to supporting its own service?

MR. i,ANPHIER: Using my representative example, a response
to the request will certainly not be made if it is detrimental to the
demands and current needs of another department., It would be made
only in a case in which there was an excess or where there was suffi-
cient stock that one department could let another department have in
an emergency and still have time to replace its inventory. Or, more
important, with a continued understanding that one department is going
to consistently draw on another department, all departments would be
given programs that would be part of the inventory picture.

QUESTION: This question is similar to the last one, Suppose,
under the single manager plan, that requirements at any one time ex-
ceed the supply--who decides the priority of furnishing the service, and
what recourse does a service have if it feels it is not getting a fair
share of the distribution?

MR, LANPHIER: For instance, in time of war, the Joint Chiefs
of Staff would have the responsibility of deciding which requirement
would be given priority, To put your question another way, if the re-
quirements exist and the single manager does not have the supply, if
the military department responsible for its program requirements in
the first place did not state enough, it is the department's fault, just
the same as it would be if we continued under the present system, If
the single manager failed to have enough stock on hand to meet the
department's program requirements right, he wouldbe failing in his duty.
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STUDENT: There is also the matter of timing in releasing the
program, If the items are not coming fast enough, all three services
will claim the first ones coming off the line.

MR. LANPHIER: That would have to be on the basis of allocation.
I presume that question would have to go back to the Joint Chiefs of
Staff, if we had such troubles at the same time. In fact, in pooling the
assets of the three services, the chances of being able to take care of
an unforseen, sudden request are greater than they would be if you
were relying on three isolated inventories,

QUESTION: Mr. Secretary, are there any methods being worked
out whereby there is standardization of reporting methods? I am
thinking of reporting particularly in the area of single service manage-
ment, where one service has been assigned one particular commodity
and it likes a certain type of reporting, and another service has been
assigned another type of commodity, and it requires an entirely dif-
ferent type of reporting, Shouldn't these methods be standardized?

Are they being standardized?

MR. LANPHIER: Yes, they are, I mentioned to you, I believe,
standardization of the supply form, where we report on receipts,
requisitions, and issues. That is one of our most significant develop-
ments, That will assist in the reporting of inventories and the report-
ing of supply decisions.

STUDENT: Sir, do you have any idea when that might come about?
MR, LANPHIER: The first of January 1957,

.QUESTION: Mr, Lanphier, one of the advantages of the single
manager plan is the consolidation of procurement. How do you recon-
cile the huge procurement with the needs of small business?

MR, LANPHIER: Well, the fact that we are buying 3, 000 of one
item instead of 3 of 1, 000 items does not preclude small business,
We have large procurement, particularly in the field of common-use
items, but we set aside an amount of large procurement to be used
exclusively for small business in the event that they are ready for it,
That is a standard procedure in clothing and textiles.

STUDENT: They have made offers?
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MR, LANPHIER: Yes, but we break it out into smaller lots of
big procurement so that they can get it. In the set-aside program small
business is given more business than it ever had before when each de-
partment might be buying individually some item,

QUESTION: 1Is there thought of putting .GSA into the common-use
item supply?

MR. LANPHIER: We have arrangemehts with GSA where a local
camp, base, or station may turn to GSA, and does, in the Air Force,
particularly, to obtain common-use items from GSA supply. I believe
the Air Force is currently buying, in many of their bases, something
over 100, 000 different items from GSA. This also does not preclude
local procurement as authorized by local camps, but it is not antici-
pated that this will conflict with GSA as such, '

QUESTION: Mr, Secretary, you mentioned an electronic data--
processing system, Itis my impression that the different departments
have been actually selecting systems that do not necessarily work to-
gether, Has you office done anything to insure that, whenever it comes,
this overall system can be made to work together, and that it will be
able to work electronically ?

MR, LANPHIER: You are quite correct, We have at the moment
about six different languages in our development of electronic data
processing in the different departments, and different concepts have
been developed. We feel that up until now that has probably been a
healthy development, in which we have examined many types of equip-
ment and many methods of management. After all, electronic data
processing is one of the greatest forces for taking a good look-see at
how you are managing your business and whether you are doing it in
a streamlined manner, We are at the point where, if we continue to
go on independently, so that one department, or even one bureau, or
one tech service of the Army, for instance, can't talk to another one,
which is happening, we will probably be in more confusion than we
would be if we were doing it by some manual method.

We have now developed, at the present time, directives for estab-
lishing a central group, with military and OSD representation, to moni-
tor the types of equipment and make certain that we will develop the
use of a common language in our automatic data processing. If we do
not have that, and also, by some means, the conversion of other
systems, I am quite sure we will be worse off than we were before, so
far as any service supportis concerned, We are very aware of that problem.
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QUESTION: Mr. Secretary, my question relates to personnel
procurement in management for these systems. For a case in point,
let us suppose that in the subsistence Single Manager System the
officer in the subsistence level would have to go overseas. It seems
to me that there would be a conflict of personnel training problems,
management, and development of procurement. Have we come up
with any solution of this problem? We have always had it to some ex-
tent,

MR, LANPHIER: Maybe I don't quite follow your question. In
a commodity group such as subsistence, and in some of our clothing
and textiles, we have anticipated that over a period of time we might
develop a higher civilian employment in it than officer personnel, on
the basis that civilians are not particularly needed on overseas activity.
In the case of petroleum and traffic management, for instance, we
feel that there should be officer personnel, because of the peculiar
characteristics of handling it, and because of the overseas duties
which would have to be handled by the military. The types of personnel
and the assignment methods within these agencies are being very care-
fully watched in the OSD manpower and personnel survey. We feel
that the training elements we bring out for civilians and military are
very important,

QUESTION: Sir, you mentioned personnel savingsinvarious areas,
I would be interested in knowing what savings we have made to date
and what we might expect to make in subsistence and clothing,

MR. LANPHIER: Neither the subsistence nor the clothing staff
pattern is entirely completed. As of the present time the preliminary
staffing pattern on subsistence is some 1, 760, ifI recall, which is,
roughly, as near as we could count, 50 more than were engaged in
this business in the three departments, At the time they had a ceiling
of 1,700. The clothing and textiles field was the most complicated, in
trying to identify in each of the departments, where it has been on a
functional basis, how many lawyers or how many stenographers or how
many people of a certain character were engaged in just clothing, as
compared to some other commodities in that office, You get into a
question of counting a tenth of a body and trying to add up the replace-
ment factor,

The departments are now engaged in a very careful resurvey of the
allocation of personnel in both the clothing and textiles and the subsis-
tence fields. It was pretty clean as far as petroleum and medical fields
were concerned, because they were general agencies already.

45



But it is a real problem to say how many we have today as com-
pared to how many we will have later. In all cases the Executive Di-
rectors expect a reduction after this has gone through an initial period
of shakedown in their offices. They are all optimistic on that point,

QUESTION: Mr, Secretary, how does the budget fit into this pic-
ture of single management in regard to the four services? Who actually
controls and handles the funds for this?

MR, LANPHIER: Each service will budget for what it intends to
buy from the single manager from a stock point. Each service has a
stock fund for food, clothing, and medical supplies, and would buy
them, or would buy transportation, as the case might be, The single
manager will have a stock fund from which he replaces as he issues,
and he will budget for the management of the organization; that is, the
housekeeping administrative end of it.

QUESTION: Mr, Secretary, in the present system in the Army
and in the Air Force, at a reasonably low level, compared to what
you are talking about here, they have a man in command of their army
or major command who is responsible for the operation. He has also
quite a bit of direction over the supply channels. If an operator could
not get a job done because supplies do not come through, that com-
mander is in a position to put pressure on the supply system. In the
one we are talking about now, it seems that, if an operator in the
station, post, or camp can't get his supplies, the first place he can
get supply direction is at the Secretary level. Would you like to ex-
plain how there might be pressure exerted at a lower level than the
Secretary's office?

MR. LANPHIER: We would expect that the normal requisition
or request for service would be made; but, if it were not made, the
operator would report that to his departmental headquarters and, in
turn, the device of this administrative committee would be a liaison
for taking that matter up with the executive directors. Each depart-
ment will have representation on one of these single manager staffs,
and through those channels there will be a direct contact with the staff.,
If they perceive, then, that the service or supply is not forthcoming,
it will have to come through secretarial action. We do not expect that
will be a normal channel in the event of a single camp, post, or station
failing to receive what it requested.

QUESTION: Mr, Secretary, in this question about air transporta-
tion, you are aware, I am sure, of the National Security Act in which
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there was provision for the Navy to have its own transportation, and
Navy has recently reaffirmed its requirement for that to carry out its
mission in time of war. There has been, I understand, a difficulty in
working out the single manager concept on that, Can you tell me how
it is being resolved?

MR, LANPHIER: There is some question about the Navy having
its own transportation. In the air transportation that we are talking
about, it will be the type of transportation that can be on a scheduled
point-to-point basis, We are not talking in connection with transport
that will go from Asia to Europe, for instance. There is no thought
of putting that into the Military Air Transport. This primarily has to
do with what amounts to point-to-point service which could be put on
a schedule basis. We are also talking about putting on troop carriers,
and that type of equipment. There are parts of flog wings that can be
operated on a point-to-point schedule basis. There are also parts
that can be operated with a fleet or with a ship. These portions will
not be included, Does that answer your question?

STUDENT: Yes, sir, particularly with reference to wartime.
Flog wings are not kept busy in peacetime, but in wartime they are,
or are put in training for war conditions as an air fleet in combat to
accomplish movement to the airfields,

MR, LANPHIER: We expect that some of the planes loaded at
the central agency will also be available for other purposes, We will
not tolerate the continued use of a flog wing and a MATS plane leaving
from the same place at the same time with a half load and going to
the same destination. That's the kind of thing we can't put up with,
There is the old story of how much the MATS has to operate to be
in a state of readiness. Currently they run something around 2-1/2
as compared to what might be efficient around 8, The same thing is
true of the flog wing. At least we are going to find proper use in
funding and charging that, We are doing it for training purposes, In
the use of the system dependence on air supply has been greatly ag-
gravated by the fact that the plane was going anyway, It won't be going
anyway come mobilization.

QUESTION: Mr. Secretary, if this Single Manager Plan should

prove to be highly successful, is it conceivable that you might extend
it to other than common-use items?

MR, LANPHIER: I would like to see it. It would be practical in
some types of what may be called technical items. You might take
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ammunition for instance. The next thing to it is Army's procurement
on ammunition now, But certainly, for the moment, we are not talking
in terms of technical items. The problems are quite different. I won't
say it is not possible, but I think we have plenty to digest in some of
the spares and the common-use items, before we talk about technical
items,

QUESTION: Mr, Secretary, sir, I wondered a little about your
first slide, in which you showed the organization of yo.. own office,
This indicated that procurement and production were under two dif-
ferent directorates. I wonder if you will comment on that.

MR, LANPHIER: 1 will be very glad to. The original organization
of that office, as it was constituted three years ago, after Reorganiza-
tion Plan No, 6, when the Munitions Board was abolished, had produc-
tion and procurement in the same office, thinking of production and
procurement in the same breath, as you would in the industrial concept.
We had the requirements review and analysis and mobilization planning
as a directorate, and we had research and distribution in another di-
rectorate. When you come to a procedure or a policy that has to do
with, for instance, single manager supply, or interservice supply-
support, you are basically dealing, from the military standpoint, with
what you require, how we buy it, how we store it, how we distribute
it, and how we dispose of it. The production aspect of it, as part of
any directive of instructions, as you gentlemen will see, is a supporting
issue to that basic chain. So a year ago right now we changed our di-
rectorate alinement and put the consecutive functions of requirements,
procurement, and distribution into the same directorate; and, believe
me, this has paid off and has been very successful, so far as we are
concerned, We had petroleum logistics associated with the production
and procurement directorate before. It was rather a stepchild, so far
as real relations were concerned, As recently as three months ago
I changed petroleum logistics and put it with transportation. Ninety-
five percent of our petroleum logistics is transportation, That again
has been a very helpful arrangement. It may not follow what you call
industrial or commercial channels, but it does follow our military
pattern of relationships. In the same way we put communications back
with production and mobilization planning; and we find that that, too,
has a greater affinity, so far as the relationship of the staffs and the
people that worked on those problems are concerned,

QUESTION: Sir, is there any plan under foot to bring some as-~
pects of construction or communications under the single management

plan?
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MR. LANPHIER: To answer youdirectly, thereisnot. There is
some possibility of it, though.

QUESTION: Under this single manager concept will this result
in any realinement of the functions of the Assistant Secretaries? 1
am thinking particularly of research and development. They have at
least three Assistant Secretaries now. .

MR. LANPHIER: No, we do not contemplate any change in the
responsibilities of the Assistant Secretaries. I don't see just why
you would feel that would happen,

STUDENT: Well, under the Assistant Secretary for Research and
Development there is an overlap with the Assistant Secretary for En-
gineering, and part way down the Secretary for Supply and Logistics
gets into the act. Also, each one of those Assistant Secretaries, if he

wants to, can either help with or study the research and development
program,

MR, LANPHIER: We think that overlap and mutual interest goes
through anything, whether it is common-use items or the field of highly
technical items, We do not believe our problem there is any different
from basically having three Assistant Secretaries specializing in those
fields., We are not so much basically concerned about research and
development in the different details of what it goes into. We are inter-
ested in finding something that will improve standardization, or logis-
tics, or the life of the equipment. Engineering is the same, We will
stop off where our responsibility ends., We have some overlap, but
not too much.,

QUESTION: Mr, Secretary, what were the considerations involved
in making the assignments, particularly medical?

MR. LANPHIER: Well, frankly, some of the assignments were
rather obvious, like assigning subsistence and clothing to the Army.
Procurement of these commodities by the Army was already going.
One of the reasons was to give each department some job to do in the
single manager concept., For example, the Navy was well equipped
to handle the medical and dental field.

COLONAL LACKAS: Mr. Secretary, we are sincerely apprecia-
tive of your taking the time away from your demanding responsibilities
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to come and give us a most clear and understandable lecture and a

most responsive and forthright question period. On behalf of the
College, I thank you.

MR. LANPHIER: Thank you very much,

(12 Feb 1957--3, 750)0/1jt
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