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R e a r  A d m i r a l  H. E. E c c l e s ,  USN (Ret ) ,  w a s  b o r n  in B a y s i d e ,  
New Y o r k  on 31 D e c e m b e r  1898. He was g r a d u a t e d  f r o m  the  U. S. 
N a v a l  A c a d e m y  and c o m m i s s i o n e d  E n s i g n  in June  1922. He b e c a m e  
a qua l i f i ed  s u b m a r i n e  o f f i c e r  in 1925 and r e c e i v e d  p o s t g r a d u a t e  i n s t r u c -  
t ion in D i e s e l  e n g i n e e r i n g  at  the  P o s t g r a d u a t e  School ,  A n n a p o l i s ,  
M a r y l a n d ,  and C o l u m b i a  U n i v e r s i t y ,  1928-1930.  He c o m m a n d e d  the  
d e s t r o y e r  John  D. E d w a r d s  f r o m  O c t o b e r  1940 unt i l  M a r c h  1942 and  
p a r t i c i p a t e d  in the  n a v a l  a c t i o n s  a g a i n s t  the  J a p a n e s e  in B a d u n g  S t r a i t  
and the  b a t t l e  of the  J ava  Sea.  F r o m  May 1942 unt i l  J u n e  1943 he  was  
on du ty  in the Off ice  of the  C h i e f  of N a v a l  O p e r a t i o n s .  F o l l o w i n g  in -  
s t r u c t i o n  a t  the  Nava l  W a r  C o l l e g e ,  he r e p o r t e d  fo r  du ty  on the  s t a f f  
of the C o m m a n d e r ,  S e r v i c e  F o r c e ,  P a c i f i c  F l e e t ,  in D e c e m b e r  1943, 
as  o f f i c e r  in c h a r g e  of the  A d v a n c e d  B a s e  Sec t ion  of the  P a c i f i c  F l e e t  
S e r v i c e  F o r c e .  In D e c e m b e r  1945 he was  o r d e r e d  to the  A r m y  and  
Navy  Staff C o l l e g e ,  W a s h i n g t o n ,  D. C . ,  as  a m e m b e r  of the  J o i n t  
O p e r a t i o n s  R e v i e w  Board ;  and the fo l l owing  J u l y  he  a s s u m e d  c o m m a n d  
of the  USS W a s h i n g t o n .  In J a n u a r y  1947, R e a r  A d m i r a l  E c c l e s  was  
o r d e r e d  to duty  on the  s ta f f  of the  Nava l  W a r  C o l l e g e  a t  N e w p o r t ,  w h e r e  
he s e r v e d  as  Head ,  L o g i s t i c s  D e p a r t m e n t  un t i l  1951. His  l a s t  y e a r  of 
a c t i v e  du ty  was a s  A s s i s t a n t  Ch ie f  of Staff fo r  L o g i s t i c s  fo r  C o m m a n d e r  
A l l i e d  F o r c e s  S o u t h e r n  E u r o p e .  S ince  h is  r e t i r e m e n t  in J u n e  1952, he  
has  b e e n  a c o n s u l t a n t  to the  G e o r g e  W a s h i n g t o n  U n i v e r s i t y  L o g i s t i c s  
R e s e a r c h  P r o j e c t .  
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THE INTERRELATIONSHIP OF STRATEGY AND LOGISTICS 

19 December 1956 

G E N E R A L  H O L L I S :  T h e r e  i s  a l e g e n d  abou t  a w o m a n  who w a s  
d r i v i n g  h e r  s m a l l  F i a t  c a r  down  the  r o a d  and  s o m e t h i n g  w e n t  w r o n g  
w i t h  the  e n g i n e  and  i t  s t o p p e d .  She got  out  and  l i f t e d  the h o o d  and  w h a t  
she  saw pu t  h e r  in  a s t a t e  of c o n s t e r n a t i o n .  She f i n a l l y  m a n a g e d  to f l a g  
d o w n  an  o n c o m i n g  a u t o m o b i l e ,  w h i c h  p r o v e d  to be  an  i d e n t i c a l  one ,  a l s o  
d r i v e n  by a w o m a n .  T h e  w o m a n  who  w a s  in  t r o u b l e  w a s  a l m o s t  h y s t e r -  
i c a l .  She said, "I've lost my engine. " The other woman said, "It's 
fortunate that you stopped me, because I happen to have a spare one in 
the trunk. " 

O u r  s p e a k e r  t h i s  m o r n i n g  h a s  m a d e  a l m o s t  a r e l i g i o n  f o r  t en  y e a r s  
of t r y i n g  to c o m b a t  tha t  s o r t  of s l o p p y  l o g i s t i c  t h i n k i n g .  He i s  e n g a g e d ,  
as  y o u  r e a d  in  h i s  b i o g r a p h y ,  on  a r e s e a r c h  p r o j e c t  f o r  G e o r g e  W a s h -  
i n g t o n  U n i v e r s i t y ,  and  i s  a l s o  p r e s e n t l y  c o n d u c t i n g  i n s t r u c t i o n  to a 
g r o u p  of f o r e i g n  n a v a l  o f f i c e r s  in  the N a v a l  W a r  C o l l e g e  r e p r e s e n t i n g  
23 f r i e n d l y  n a t i o n s .  Wi th  t h ~  l a n g u a g e  p r o b l e m  w h i c h  he  has  t h e r e  he  
t e l l s  m e  t h a t  he  ha s  l e a r n e d  to c o m m u n i c a t e  v e r y  s i m p l y .  So I a m  
s u r e  t h a t  he  wi l l  be  qu i t e  c o m p e t e n t  to  c o m m u n i c a t e  wi th  the  c l a s s .  

A D M I R A L  E C C L E S :  G e n e r a l  H o l l i s ,  g e n t l e m e n  of the  I n d u s t r i a l  
C o l l e g e :  I t  i s  a l w a y s  a p l e a s u r e  to m e  to t a lk  abou t  the  f a s c i n a t i n g  
s u b j e c t  of l o g i s t i c s  in  r e l a t i o n  to m o d e r n  w a r .  I t  i s  a p a r t i c u l a r  p l e a s u r e  
to t a lk  to a g r o u p  of m e n  who h a v e  h a d  s o m e  e x p e r i e n c e  in  g e t t i n g  b e n e a t h  
the  s u r f a c e  of t h i s  s u b j e c t  of l o g i s t i c s  and  h a v e  s o m e  u n d e r s t a n d i n g  of 
w h a t  the  f a c t s  of l i fe  a r e .  So f r e q u e n t l y  you  h a v e  to s t a r t  w i th  an  e x p o s i -  
t i o n  of s o m e  of the  b a s i c  f a c t s  of l i f e ,  b e c a u s e  m a n y  p e o p l e  h a v e  gone 
t h r o u g h  l i fe  c o m p l e t e l y  u n a w a r e  of t h e m .  

Now,  due  to the  i n d u s t r i a l  r e v o l u t i o n ,  l o g i s t i c s  t o d a y  i s  the d o m i -  
n a n t  f e a t u r e  of  w a r .  I t ' s  no t  a ques t ior{  of w h e t h e r  we I ike  i t  t h a t  way ,  
o r  w h e t h e r  i t  s h o u l d  be  t ha t  way .  I t  j u s t  i s ;  t h a t ' s  the  w a y  t h i n g s  a r e .  

I 

I p e r s o n a l l y  do no t  t h ink  tha t  i t  s h ~ i d  be  the  d o m i n a n t  f e a t u r e  of 
w a r  t h i n k i n g .  I t h ink  the  f a c t  t ha t  i t  h a s  b e c o m e  a l m o s t  c o m p l e t e l y  
d o m i n a n t  i s  due  to a f a u l t y  p o i n t  of  v i e w ,  an  i n a d e q u a t e  u n d e r s t a n d i n g ,  
and  a s u p e r f i c i a l  t h i n k i n g  c o n c e r n i n g  an  e n t i r e  c o m p l e x  of p o l i t i c a l ,  
e c o n o m i c ,  p s y c h o l o g i c a l ,  and  s p i r i t u a l  f a c t o r s ,  w h i c h  f a c t o r s  c a n n o t  
be  c o n t r o l l e d .  
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This  s u p e r f i c i a l  th inking ,  in m y  opinion,  has  r e s u l t e d  in the  
g rowth  of a r i g id  b u r e a u c r a c y .  I b e l i e v e  that  today  th i s  b u r e a u c r a c y ,  
th i s  G o v e r n m e n t - m i l i t a r y  b u r e a u c r a c y ,  shows  m u c h  e v i d e n c e  of 
hav ing  b e c o m e  m a l i g n a n t .  This  m a l i g n a n c y  in t u rn  f o r c e s  m a n y  s e n i o r  
o f f i c e r s  who shou ld  spend  m o s t  of t h e i r  t i m e  in t h ink ing  d e e p l y  on s t r a t -  
egy  to devo t e  an e x c e s s i v e  a m o u n t  of t h e i r  t i m e  and i n t e l l e c t u a l  a t t e n -  
t ion,  which  is equa l ly  i m p o r t a n t ,  if not  m o r e  i m p o r t a n t ,  to a d m i n i s t r a -  
t ive  m a t t e r s .  

I wil l  p r e s e n t  today  c e r t a i n  p e r s o n a l  op in ions .  You know, one of 
the n i c e  th ings  about  b e i n g  r e t i r e d  is tha t  if you r  p e r s o n a l  op in ions  don ' t  
happen  to c o i n c i d e  with the o f f ic ia l  th ink ing ,  you don ' t  have  to w o r r y  a 
bi t  about  it .  I a m  going  to e x p r e s s  s o m e  ideas ,  not  wi th  the  hope  tha t  
you wi l l  a g r e e  with m y  i d e a s - - G o d  fo rb id  that  you do that  ju s t  b e c a u s e  
I happened  to s t and  up h e r e  and say  s o m e t h i n g - - b u t  that  you wil l  th ink  
about  t h e s e  m a t t e r s  and that  you wi l l  f o r m u l a t e  your  own idea s .  

Now, the f i r s t  th ing  about  it is ,  What is the  point  of v i e w  that  we 
shou ld  take  in c o n s i d e r i n g  th is  e x t r a o r d i n a r y  a c c u m u l a t i o n  of m a t e r i a l  
f ac t s ,  po l i t i c a l  a r g u m e n t s ,  con f l i c t s ,  and th ings  of that  s o r t  that  in to ta l  
m a k e  up the  p r o b l e m  of m i l i t a r y  th ink ing ,  m i l i t a r y  d e c i s i o n ,  m i l i t a r y  
a c t i o n  ? 

Cha r t  1, page  3 . - - W e l l ,  I s u g g e s t  that  we look at it f r o m  the  p e r -  
s p e c t i v e  of c o m m a n d .  I s u g g e s t  that  the  p e r s p e c t i v e  of c o m m a n d  is 
that  point  of v iew which  knows the  n a t u r e  and r e l a t i o n s h i p s  of  the  t e c h -  
n i ca l  p r o b l e m s  of the  c o m m a n d ,  which  r e c o g n i z e s  how they  a f f ec t  i t s  
c a p a b i l i t i e s ,  and which  u n d e r s t a n d s  the a m o u n t  of t i m e  and e f fo r t  
r e q u i r e d  to so lve  t h e s e  p r o b l e m s .  

What a r e  we d e a l i n g  wi th?  We a r e  d e a l i n g  with war .  What is  w a r ?  
Too m a n y  t i m e s ,  I th ink,  peop le  have  thought  of war  in t e r m s  of a g a m e .  
Now, I will  a d m i t  that  t h e r e  is m u c h  e v i d e n c e  to b e l i e v e  that  the even t s  
in Ch icago  on Sunday a f t e r n o o n ,  when the  Ch icago  B e a r s  and the  D e t r o i t  
L ions  went  to war ,  j u s t i fy  that  th inking .  But why kid o u r s e l v e s  about  
what  war  is t oday?  

Ac tua l ly ,  we a r e  not d e a l i n g  with wa r  any  m o r e .  We a r e  d e a l i n g  
with a s p e c t r u m  of h u m a n  conf l ic t .  And,  in p a s s i n g ,  if any  of you 
g e n t l e m e n  can put t o g e t h e r  a r e a s o n a b l y  r e p r e s e n t a t i v e  p i c t u r e  of the 
s p e c t r u m  of h u m a n  conf l i c t  that  can be put on one s l i de ,  I would be 
r e c e p t i v e  to your  s u g g e s t i o n .  But l e t ' s  look at  th is  thing.  
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C h a r t  2, p a g e  5 . - - W e  a r e  n o t  d e a l i n g  w i t h  f o r m a l  w a r s  a n y  m o r e ,  
a l t h o u g h  we  m a y  h a v e  to  d e a l  w i t h  f o r m a l  w a r s .  We a r e  d e a l i n g  w i t h  
a n  e n t i r e  s p e c t r u m  of  h u m a n  c o n f l i c t ,  w h i c h  s t a r t s  o v e r  h e r e  w i t h  
w h a t  I c h o o s e  to  c a l l  t h a t  i m p o s s i b l y  r o m a n t i c  t h o u g h t  o f  s w e e t n e s s  
a n d  l i g h t ;  p e a c e f u l  i n t e r n a t i o n a l  c o m p e t i t i o n .  We m o v e  f r o m  t h e r e  t o  
e c o n o m i c  c o m p e t i t i o n  p l u s  t a r i f f s ;  t r a d e  q u o t a s ;  c u r r e n c y  r e s t r i c t i o n s  
a n d  d e v a l u a t i o n s ;  p o l i t i c a l  c o n c e s s i o n s  f o r  t r a d e  p r i v i l e g e s ;  t h e  d u m p i n g  
of  s u r p l u s ;  p o l i t i c a l  s a b o t a g e ,  p r o p a g a n d a ,  a n d  b o y c o t t s ;  s u b v e r s i v e  i n -  
f i l t r a t i o n ,  a r r e s t s ,  a n d  d e p o r t a t i o n ;  s e i z u r e s  o f  s h i p s  a n d  c a r g o e s ,  
b l o c k a d e s ,  b o r d e r  i n c i d e n t s ,  b o r d e r  v i o l a t i o n s  a n d  r e p r i s a l s ,  m a t e r i a l  
s a b o t a g e ;  r i o t s  a n d  r e v o l u t i o n  f o m e n t e d  f r o m  o u t s i d e ;  s e i z u r e  o f  t e r r i -  
t o r y ,  p a r t i a l  m o b i l i z a t i o n ;  a i r  a n d  n a v a l  b o m b a r d m e n t ,  f u l l  m o b i l i z a -  
t i on ;  s u b m a r i n e  s i n k i n g s ,  e x p a n s i o n  of  t h e  s c o p e ,  t h e  c o n f l i c t ,  a n d  t h e  
a r e a ;  e x p a n s i o n  of  t h e  o b j e c t i v e s  f r o m  l i m i t e d  o b j e c t i v e s  t o  u n l i m i t e d  
o b j e c t i v e s ;  a n d  f i n a l l y  t h e  u s e  of  t h e r m o n u c l e a r  w e a p o n s ,  g a s  a n d  b a c -  
t e r i o l o g i c a l  w a r f a r e  a s  t h e  u l t i m a t e  l i m i t  o f  h u m a n  c o n f l i c t .  

F o r  a w h i l e  t h i s  c o n f l i c t  i s  c o n t r o l l a b l e .  S o m e h o w  o r  o t h e r ,  i t  
b e c o m e s  u n c o n t r o l l a b l e ,  a n d  t h e r e  i s  a n  o v e r l a p .  We  s a y  w e  a r e  a t  
p e a c e .  W h e n  we  g e t  a l o n g  in  h e r e ,  t h e  p e a c e  i s  o n l y  t e c h n i c a l ,  a n d  i t  
o v e r l a p s  w i t h  w h a t  we  c a l l  a c o l d  w a r .  A n d  t h a t ' s  o v e r l a p p e d  w i t h  w h a t  
w e  c a l l  a h o t  w a r .  I t  h a s  no  l i m i t a t i o n s  h e r e ,  a n d  u p  h e r e  i t  h a s  no  
l i m i t s .  So we  c a l l  i t  a n  u n l i m i t e d  t o t a l  w a r .  A n d  a l l  t he  w a y  t h r o u g h  
we  h a v e  e c o n o m i c  w a r ,  s t a r t i n g  a b o u t  h e r e ,  g o i n g  f r o m  a b s o l u t e  p e a c e  
to r e l a t i v e  p e a c e ,  i n c r e a s i n g  t e n s i o n ,  l i m i t e d  w a r ,  to  u n l i m i t e d  w a r .  

I think it is important to rec'ognize that as the tension increases, 

more weapons and tools of conflict are used. In each case, as these 
additional weapons come into play, the use of the older weapons con- 

tinues. Thus, there is a cumulative involvement which eventually gets 
out of control. 

W e l l ,  w h a t  d o e s  t h a t  m e a n ?  T h r o u g h  t he  p e r s p e c t i v e  o f  c o m m a n d  
i t  s u g g e s t s  t h a t  in  t o d a y ' s  c o n f l i c t  t he  m i l i t a r y  c o m m a n d e r  h a s  t h e  
o b l i g a t i o n  to u n d e r s t a n d  t h i s  s i t u a t i o n ,  a n d  to t a k e  e f f e c t i v e  m i l i t a r y  
a c t i o n  a s  d i r e c t e d  b y  h i g h e r  a u t h o r i t y  a t  a n y  t i m e  a n d  in  a n y  a r e a  of  t h i s  
s p e c t r u m  of  h u m a n  c o n f l i c t .  N o t  o n l y  m u s t  h e  be  a b l e  to  t a k e  e f f e c t i v e  
m i l i t a r y  a c t i o n ,  b u t  h e  a l s o  h a s  the  o b l i g a t i o n  to u n d e r s t a n d  t h i s  w e l l  
e n o u g h  to k n o w  w h e r e  h e  i s  in  t h e  s p e c t r u m  w h e n  h e  t a k e s  t h a t  a c t i o n .  
T h a t ' s  a n  i m p o r t a n t  p o i n t .  

Well, I think that establishes a basis for thinking about what war 

is today. But what is the structure of war ? Now that we have given 



~VM V I ~ 3 1 0 V 8  ~ SVO O3 
~.,"' SNOdV3~'N'£ 40 3SN zO ~ ~ ~ 

S 3 A I 1 0 3 P 8 0  ~0 NOISNVdX3 "~ F -  
= E j  ~ 

o 

V3~V ~ 3dOOS 30 NOISNVdX3 ~ 
~ SQNI~NIS 3 N I B V ~ B n s  ~ o 

0 ±N3~OHV8~O8 qVAVN ~ )41V .~ 

N O I I V Z I q l B O ~  q V I £ ~ V d  ~- 

),ao.t=aa~J. -~o 3unz=~s ,~ 
"_0~ 

hlo~ 

Z S7VSI~d3H g S N O I l V 7 O I A  -3 

¢',l ~ . ~ o o ~ o  ~ ~ , . ~  ~o ~ n z , ~  ~ 

NO,,~o~0 s ~ ~  
NOIZVaZ31~"' 3A,Sa~ABnS o z ° z -  

~ o  SI iOOAO8 'VO NVgVdO~d ,= 

39v IOBVS q V O l i l 3 0 d  u~ z 

~" ,. $39~I']I^I~Id 3OVal± ~I0:I 

SNOISS3ONO0 -IVO I J.l"lOd 
td 

SNOIZVnlVA3O ~ >__ ,,, =E 
SNOIJ .O I~ZS: I~  XON3aano ~ o 

-Jb.l 
o~ ~ 0 n 0  ~ 0 ~  ~ 

S-~31BVi S r l l d  

- N O I l l l 3 d ~ O 0  OI~ONOO3 
EL 

U3 
U7 
<I  
.J  
L )  
Z 

I H g l q  ~ S S 3 N 1 3 3 ~ S  

N O I I I I 3 d M O 0  q V N O I l V N 8 3 1 N I  

l n ~ 3 O V 3 d  

-J~ 
O~ 
(/~o. m 

o ' I "  

o " . j  
<[ -~- o 

z_z_~ 
~ 0  o Z O  

u j O  

, , , zN  
I 1 : 0  o 

zuJ~  
o a _ j  

o u J ~ -  

_ i t - >  
o 1.1_ w ~o.,- 
a ~  o _ 
Z : ~ ' r  

if) "r ~- 

0 ~ 

,.~ .-1UJ 

I . l . i  t.,,~ ~ 

. ~ . m j  

" - , ~ o  
z ~ , ~  
o m ~ u J _  

I , - -  -~"  b j  



05;" 

a b r o a d  d e f i n i t i o n  of h u m a n  conf l i c t ,  a b r o a d  d e s c r i p t i o n  of h u m a n  
con f l i c t ,  what  is  the  s t r u c t u r e  of t h i s  th ing  we c a l l  w a r ,  b e c a u s e  we 
s t i l l  have  to d e a l  wi th  i t ?  

C h a r t  3, page  7. - - I f  you th ink  of w a r  in t e r m s  of a g r o u p  of g e n e r a l  
f a c t o r s  tha t  a r e  a l l  i n t e r r e l a t e d - - p o l i t i c a l ,  e c o n o m i c ,  g e o g r a p h i c ,  m i l i -  
t a r y ,  p s y c h o l o g i c a l ,  s c i e n t i f i c ,  and  t e c h n o l o g i c a l ;  and  you  c a n  put  y o u r  
own in t h e r e  a n y w h e r e  you want  as  long a s  you r e c o g n i z e  tha t  t h e s e  
f a c t o r s  a r e  a l l  i n t e r r e l a t e d - - a n d  if  you would  u n d e r s t a n d  w a r ,  you  h a v e  
to u n d e r s t a n d  the  i n t e r r e l a t i o n  and the  n a t u r e  of t h e s e  f a c t o r s ,  and  tha t  
we as  m i l i t a r y  c o m m a n d e r s  a r e  i n t e r e s t e d  p r i m a r i l y  in d e a l i n g  wi th  the  
m i l i t a r y  f a c t o r s .  We have  to u n d e r s t a n d  the  m i l i t a r y  f a c t o r s  and  t h e i r  
r e l a t i o n s h i p s .  I s u b m i t  tha t  when  we u n d e r s t a n d  t h e s e  g e n e r a l  f a c t o r s  
in ou r  c i v i l i z a t i o n ,  we can  c o m e  up with  a g r o u p  of f ive  i n t e r r e l a t e d  
m i l i t a r y  f a c t o r s .  

If we th ink  in t e r m s  of the  m i l i t a r y  f a c t o r s  of w a r - - s t r a t e g y ,  l o g i s -  
t i c s ,  t a c t i c s ,  i n t e l l i g e n c e ,  and  c o m m u n i c a t i o n s - - a n d  r e c o g n i z e  tha t  
t h e s e  m i l i t a r y  f a c t o r s ,  a r e  b a s e d  on the  g e n e r a l  f a c t o r s ,  c o m e  out of 
the  g e n e r a l  f a c t o r s ,  and  tha t  t h e s e  m i l i t a r y  f a c t o r s  a r e  a l l  r e l a t e d ,  I 
th ink  we have  e s t a b l i s h e d  a s t r u c t u r e  of w a r  in r e l a t i o n  to a s t r u c t u r e  
of c o n f l i c t .  We can  then  s e e  tha t  c o m m a n d  has  the  o b l i g a t i o n  to u n d e r -  
s t and  t h e s e  r e l a t i o n s h i p s ,  to b r i n g  t h e m  t o g e t h e r  in to  a d e c i s i o n - m a k i n g  
p r o c e s s ,  in to  o p e r a t i o n ,  in to  a n a l y s i s .  If we  do tha t ,  I t h ink  we h a v e  
go t t en  s o m e w h e r e .  

Now, r e m e m b e r  tha t  we have  e x t r a o r d i n a r y  e l e m e n t s  of p o w e r  
tha t  c o m m a n d  m u s t  d e a l  with now. I a m  t h i n k i n g  in t e r m s  of n a t i o n a l  
c o m m a n d  in the  p e r s o n  of the  P r e s i d e n t  of the  Un i t ed  S t a t e s ,  wi th  h i s  
m i l i t a r y  l e a d e r s  and  h i s  s u b o r d i n a t e s .  T h e y  m u s t  d e a l  wi th  e l e m e n t s  
of p o w e r .  I a m  not  go ing  to go into tha t  in th i s  t a lk ,  e x c e p t  to s ay ,  
Don ' t  f o r g e t  the  o t h e r  e l e m e n t s  of p o w e r .  

L e t  m e  g ive  a l i t t l e  b e t t e r  s e n s e  of r e l a t i o n s h i p  a m o n g  t h e s e  
m i l i t a r y  f a c t o r s .  

L e t  m e  g ive ,  not  d e f i n i t i o n s ,  b e c a u s e  t h e s e  th ings  a r e  i n d e f i n -  
ab l e  f r o m  the  s t a n d p o i n t  of f ixed  d e f i n i t i o n s ,  but  b r o a d ,  r e l a t e d  
d e s c r i p t i o n s .  
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C h a r t  4, page  9 . - - I  s u b m i t ,  g e n t l e m e n ,  tha t  th i s  c h a r t  s h o w s  a 
c o h e r e n t  s t r u c t u r e  of w a r  f r o m  the  poin t  of v i e w  of c o m m a n d ,  the  
p e r s p e c t i v e  of c o m m a n d .  I s u b m i t  tha t  s t r a t e g y  d e t e r m i n e s  the  ob-  
j e c t i v e s  and  the  b r o a d  m e t h o d s  fo r  t h e i r  a t t a i n m e n t ;  tha t  l o g i s t i c s  
p r o v i d e s  the  m e a n s  to c r e a t e  and to s u p p o r t  c o m b a t  f o r c e s  and  w e a p o n s ;  
tha t  t a c t i c s  d e t e r m i n e s  the  s p e c i f i c  e m p l o y m e n t  of f o r c e s  and  w e a p o n s  
in o r d e r  to a t t a i n  the  o b j e c t i v e s  of s t r a t e g y ;  tha t  i n t e l l i g e n c e  s h e d s  
l igh t  on the  s i t u a t i o n  f o r  the  c o m m a n d e r ;  and  tha t  c o m m u n i c a t i o n s  t r a n s -  
m i t s  i n f o r m a t i o n  and c o m m a n d  d e c i s i o n s .  I th ink  we have  an  o v e r a l l  
s t r u c t u r e  t h e r e  w h i c h  is  c o h e r e n t  f r o m  the  po in t  of v i e w  of c o m m a n d .  

P u t t i n g  it a n o t h e r  way  on t h e s e  t h r e e ,  go ing  b a c k  to C o l o n e l  T h o r p e ,  
s t r a t e g y  and  t a c t i c s  p r o v i d e  the  s c h e m e  fo r  c o n d u c t  of m i l i t a r y  o p e r a -  
t ions ;  l o g i s t i c s  p r o v i d e s  the  m e a n s  t h e r e f o r .  We a r e  d e a l i n g  wi th  s i m p l e  
t e r m s ,  wi th  c o h e r e n t  t e r m s ,  wi th  r e l a t e d  t e r m s .  But j u s t  how do t h e s e  
t h ings  r e l a t e  to e a c h  o t h e r ?  

C h a r t  5, page  1 0 . - - I  s u g g e s t ,  g e n t l e m e n ,  tha t  t h i s  is  a c o h e r e n t  
p i c t u r e  of the  r e l a t i o n s h i p ;  tha t  s t r a t e g y ,  l o g i s t i c s ,  and  t a c t i c s  c o m p r i s e  
t h r e e  d i s c s ;  tha t  no two w a r  s i t u a t i o n s  e v e r  f ind t h e s e  d i s c s  in p r e c i s e l y  
the  s a m e  s i t ua t ion ;  tha t  t h e y  wi l l  m o v e  a p a r t  and  to the  po in t  of t a n g e n c y ,  
but n e v e r  beyond  that ;  and  tha t  s o m e t i m e s  t h e y  wi l l  c o a l e s c e  in to  a 
s i n g l e  d i s c  in  w h i c h  the  e l e m e n t s  of s t r a t e g y ,  t a c t i c s ,  and  l o g i s t i c s  a r e  
so  c l o s e l y  i n t e r t w i n e d  tha t  no c o m m a n d e r  c a r e s  to o r  can  s e p a r a t e  
t h e m  out; tha t  c o m m a n d  m u s t  be  t h ink ing  s i m u l t a n e o u s l y  in t e r m s  of 
s t r a t e g y ,  l o g i s t i c s ,  and  t a c t i c s .  

It is  in t h i s  c e n t r a l  a r e a  w h e r e  c o m m a n d  d o e s  i t s  r e a l  t h ink ing .  He 
is a s s i s t e d  by s p e c i a l i s t s  in f o r e i g n  po l i cy ,  in n a t i o n a l  po l i cy ,  who a s s i s t  
h i m  in s o m e  of the  b a s i s  f o r  the s t r a t e g y  tha t  he  a s  a m i l i t a r y  c o m m a n d e r  
m u s t  e v o l v e .  He is  a s s i s t e d  by t e c h n i c a l  s p e c i a l i s t s  in t h e s e  a r e a s  of 
l o g i s t i c s .  His  own k n o w l e d g e  m u s t  be s u p p l e m e n t e d  by m o r e  s p e c i a l i z e d  
k n o w l e d g e .  In t a c t i c s  he is a s s i s t e d  by t h o s e  o f f i c e r s  who s p e c i a l i z e  in 
the t a c t i c a l  e m p l o y m e n t  of f o r c e s  and  w e a p o n s .  But h igh  c o m m a n d  m u s t  
s e e  t h e s e  th ings  in t h e i r  r e l a t i o n s h i p  and  k e e p  h is  t h i n k i n g  c e n t r a l ,  wi th  
i n t e l l i g e n c e  s h e d d i n g  l igh t  and  c o m m u n i c a t i o n s  t r a n s m i t t i n g  the  i n f o r m a -  
t ion  to h i m  on wh ich  to b a s e  h i s  d e c i s i o n s .  

Beh ind  a l l  th i s  I b e l i e v e  tha t  an  u n d e r s t a n d i n g  of s t r a t e g y  is  m o s t  
i m p o r t a n t .  T h i s ,  then ,  b e c o m e s  the  founda t ion .  And I t h ink  D r .  H e r b e r t  
R o s i n s k i  in s o m e  of the  p a p e r s  tha t  he  has  w r i t t e n  has  g i v e n  as  c l e a r  a 
c o n c e p t  of what  s t r a t e g y  r e a l l y  is  a s  a n y  w r i t e r  who has  e v e r  w r i t t e n  on 
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the  sub j ec t .  I have  a b s t r a c t e d  in an o v e r s i m p l i f i e d  m a n n e r  a few 
though t s  f r o m  Dr .  R o s i n s k i  (Cha r t  6, page  12}, in wh ich  he  says  tha t  
s t r a t e g y  i s  the  c o m p r e h e n s i v e  d i r e c t i o n  of power :  t a c t i c s  is  i ts  i m m e -  
d ia te  d i r e c t i o n .  Since s t r a t e g y  m u s t  t ake  in to  accoun t  the  m u l t i t u d e  of 
p o s s i b l e  c o u n t e r a c t i o n s ,  i t  b e c o m e s  a m e a n s  of c o n t r o l .  And th i s  
e l e m e n t  of c o n t r o l  is  the  e s s e n c e  of s t r a t e g y .  S t r a t egy ,  in o t h e r  w o r d s ,  

is  c o m p r e h e n s i v e  con t ro l .  

C h a r t  7, page  13. - - L e t ' s  pa s s  on to a n o t h e r  pa r t  of th is  s a m e  s o u r c e ,  
and that  is tha t  s t r a t e g y  m u s t  be  s e l e c t i v e  in o r d e r  t o  a c h i e v e  e c o n o m y .  
T h e r e f o r e  c o m p r e h e n s i v e  c o n t r o l  r e q u i r e s  c o n c e n t r a t i o n  on t h o s e  m i n i -  
m u m  key  a c t i o n s  or  p o s i t i o n s  f r o m  which  the  e n t i r e  f i e ld  can  be con-  
t r o l l e d ;  and th is  concep t  of c o n t r o l  a p p l i e s  equa l ly  to o f f ense  and d e f e n s e .  

T a c t i c s  is  the  i m m e d i a t e  ac t i on  beyond  which  c o m p r e h e n s i v e  c o n t r o l  

of the  e n t i r e  f i e ld  is  not  i nvo lved .  

Now, I had to th ink  for  one y e a r  about  th is  t w o - p a g e  p a p e r  tha t  
Dr .  R o s i n s k i  w r o t e  a y e a r  ago b e f o r e  I was  ab le  to a t t e m p t  to expand  
it.  I a m  not go ing  to go into tha t  e x p a n s i o n  today.  I jus t  a s s u r e  you 
tha t  th i s  b a s i c  thought  has  a t r e m e n d o u s  a m o u n t  of m e a t  and m u s c l e  in 
it .  I t ' s  w o r t h  v e r y  c o n c e n t r a t e d  t h ink ing  and m e d i a t i o n  on the  p a r t  of 

a l l  m i l i t a r y  c o m m a n d e r s .  

Well ,  wi th  s t r a t e g y  as  a con t inuous  and c o m p r e h e n s i v e  c o n t r o l  of 
the  e l e m e n t s  of p o w e r ,  l e t ' s  t ake  a look at  l o g i s t i c s .  I th ink  tha t  l o g i s -  
t i c s  has  to be s e e n  in t w o  l igh t s ,  and  tha t  th i s  fac t  g ive s  us a u se fu l  
c lue  as  to how to  look at  l o g i s t i c s .  The  Muni t ions  B o a r d  about  1948 o r  
1949 put out a s tudy  foi" t he  S e c r e t a r y  of D e f e n s e  (Char t  8, page  14), 
and in tha t  t hey  sa id  tha t  the  l o g i s t i c s  p r o c e s s  is  at  one and the  s a m e  
t i m e  the  m i l i t a r y  e l e m e n t  in the  Na t ion , s  e c o n o m y  and the  e c o n o m i c  

e l e m e n t  in i ts  m i l i t a r y  o p e r a t i o n s .  

Well ,  tha t  m a k e s  a lo{ of  s e n s e  t o  m e .  It has  i ts  r o o t s  in the  b a s i c  
e c o n o m y  and it  has  as  i t s  o b j e c t i v e  the  s u s t a i n e d  e f f e c t i v e n e s s  of the  
c o m b a t  f o r c e s .  Thus  l o g i s t i c s  b e c o m e s  the  b r i d g e  b e t w e e n  the  n a t i o n a l  
e c o n o m y  and  the  e f f e c t i v e  t a c t i c a l  opr e r d t i o n  of the  c o m b a t  f o r c e s .  

L e t ' s  t ake  a n o t h e r  look.  I s u g g e s t ,  g e n t l e m e n ,  tha t  the  p r a c t i c a l  
m i l i t a r y  a p p l i c a t i o n  of s t r a t e g i c  c o n c e p t s  t a k e s  the  f o r m  of s p e c i f i c  
t a c t i c a l  o p e r a t i o n s  to  e s t a b l i s h  the  c o n t r o l  n e c e s s a r y  to a t t a i n  the  
o b j e c t i v e s ,  p r e c e d e d  by the  e c 0 n o m i c - l o g i s t i c  e f fo r t  to p r e p a r e  and 

to s u p p o r t  the  f o r c e s  e m p l o y e d .  

11 



CHART 6 

~ 3  

UNCLASSIFIED NAVAL WAR COLLE( 

THOUGHTS ON STRATEGY AND TACTICS FROM ROSINSKI. 

STRATEGY IS THE COMPREHENSIVE DIRECTION OF POWER=TAC" 
IS ITS IMMEDIATE DIRECTION. 

SINCE STRATEGY MUST TAKE INTO ACCOUNT THE MULTITUDE 
POSSIBLE COUNTER ACTIONS, IT BECOMES A MEANS OF CON 

THIS ELEMENT OF CONTROL IS THE ESSENCE OF STRATE 
J i i  i i ~ , i t e m  i 
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Well, what are the economic sources of strategy? Economic 
factors influence the objectives of strategy. These economic factors 
are interlocked and regenerative. The development of trade routes and 
markets in order to get sources of materials and distribution of prod- 
ucts is an essential element in the relationship between economics and 
strategy. The desire to attain or to maintain a higher standard of living 

is a very important element of this. 

The problem of how to deal with the excess population becomes a 

problem which influences strategy. 

Economic warfare springs from economic competition; and as it 
increases in intensity, it may combine with social-political competition 
to produce violence. The enemy's economy becomes a target for de- 
struction or interdiction. His logistic system, which bridges his 
economy and his combat forces, becomes an immediate target. 

Economic capabilities limit the combat forces which can be'created. 

Logistic capabilities limit the forces which can be employed. 

Now, to get into the historical examples of the relationship between 
strategy and logistics, let me give you a very rough classification of the 
types of relationships. I am sure that with careful thought many of you 
can improve on this cataloging, but this will do for the purpose of this 

discussion. 

Chart 9, page 16. --We have the strategy of blockade in its rela- 
tionship to the choking off of an enti~re national economic system, or 
a more selective approach in which a critical logistic target is selected 

for destruction or interdiction. 

We have the relations between strategy and logistics in determining 

the scope and timing of strategical plans. 

We have the relationship which determines the composition, bal- 

ance, and deployment of forces, and the force buildup. 

We have that relationship which influences the maintenance of a 

political position without waging war. 

We have the relationship which governs strategic overseas base 
site selection and buildup--an extraordinarily complex problem. 
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SOME T Y P E S  OF S T R A T E G I C - L O G I S T I C  R E L A T I O N  
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STRATEGY OF B L O C K A D E .  

NATIONAL ECONOMICS.  
C R I T I C A L  LOGISTIC TARGET.  

SCOPE AND TIMING 
OF S T R A T E G I C  PLANS.  

COMPOSITION BALANC E 
AND D E P L O Y M E N T  OF 
FORCES,  F O R C E  B U I L D - U P .  

M A I N T E N A N C E  OF P O L I T I C A L  
POSITION WITHOUT WAR. 

STRATEGIC OVERSEAS BASE 
SITE S E L E C T I O N  AND B U I L D - U P .  

C R I T I C A L  LOGISTIC E L E M E N T .  



And we  h a v e  that  r e l a t i o n s h i p  w h i c h  r e s u l t s  in t h e r e  be ing  a 
c r i t i c a l  l o g i s t i c  e l e m e n t  in  the bu i ldup  of y o u r  own f o r c e s .  

L e t ' s  take  a few i l l u s t r a t i o n s  of th is  f r o m  h i s t o r y .  The g l o r i o u s  
f i r s t  of J u n e  w a s  a g r e a t  v i c t o r y  f o r  the B r i t i s h  Navy.  On the f i r s t  of 
J u n e ,  1794, L o r d  Howe h a d  h i s  g l o r i o u s  v i c t o r y  o v e r  the F r e n c h  f l e e t  
u n d e r  V i l l a r e t .  The  only  t r o u b l e  w a s  tha t  he m i s s e d  h is  o b j e c t i v e ,  
b e c a u s e  at  tha t  t i m e  F r a n c e ,  in the t h r o e s  of the F r e n c h  R e v o l u t i o n ,  
w a s  a c r i t i c a l  a r e a  of s t a r v a t i o n .  A l a r g e ,  128- o r  2 0 0 - s h i p  food 
convoy  had  b e e n  a s s e m b l e d  in C h e s a p e a k e  Bay ,  and  the F r e n c h  G o v e r n -  
m e n t  had  i n s t r u c t e d  V i l l a r e t  that  th.at convoy  w a s  to get  to F r a n c e  in 
sp i t e  of wha t  h a p p e n e d  to h i s  f l ee t .  The B r i t i s h  a d m i r a l  knew of the 
p r e s e n c e  of th i s  convoy ,  but  he  b e c a m e  b e m u s e d  by the p r o s p e c t s  of a 
t a c t i c a l  v i c t o r y .  So he a c h i e v e d  the t a c t i c a l  v i c t o r y  and los t  the s t r a t e -  
gic  v i c t o r y .  The  r e s u l t  w a s  tha t  the F r e n c h  R e v o l u t i o n  s u r v i v e d .  Tha t  
i s  r e a l l y  a v e r y  i n t e r e s t i n g  e x a m p l e  of the i n f l u e n c e  of a s t r a t e g i c  b l o c k -  
ade  a g a i n s t  a n a t i o n a l  e c o n o m y .  It i s  an i n t e r e s t i n g  e x a m p l e  of a s t r a t e -  
gic e r r o r  in wh ich  the o b j e c t i v e  w a s  m i s s e d .  

W e l l ,  we go on to s o m e  of the m o r e  s i m p l e  and  obv ious  th ings  tha t  
n e e d  no exp l ana t i on .  Look  how ou r  s u b m a r i n e  c a m p a i g n  a g a i n s t  J a p a n  
d e s t r o y e d  t h e i r  oi l  t r a n s p o r t  and c r i p p l e d  t h e i r  f l e e t  and a i r  f o r c e  f o r  
l a ck  of p e t r o l e u m .  It i s  an  e x a m p l e  of the s t r a t e g y  of b l o c k a d e  of p e -  
t r o l e u m ,  of a c r i t i c a l  l o g i s t i c  t a r g e t .  

Take  Ch ina  in 1947. Th i s  is  an e x t r a o r d i n a r y  s t o r y  that  h a s  n e v e r  
b e e n  ~old e x c e p t  in  c e r t a i n  c o n g r e s s i o n a l  h e a r i n g s - - h o w  s p e c i a l  s e s s i o n s  
of the P r e s i d e n t ,  the S e c r e t a r y  of S ta te ,  and the J o i n t  Ch ie f s  of Staff  
in  the l a t e  p a r t  of that  p e r i o d  a u t h o r i z e d  the e m e r g e n c y  s h i p m e n t  of two 
s h i p l o a d s  of s m a l l  a r m s  and  a m m u n i t i o n  to the n a t i o n a l i s t  f o r c e s  in 
Mukden .  By tha t  t i m e  the l o g i s t i c  s y s t e m  of the U n i t e d  S ta te s  m i l i t a r y  
d e p a r t m e n t s  had  b e e n  b r o k e n  down by a d i s o r g a n i z e d  w r e c k i n g  of ou r  
n a t i o n a l  d e f e n s e  s y s t e m  a f t e r  W o r l d  W a r  II. I n s t e a d  of l ive  a m m u n i t i o n  
and  w o r k i n g  guns  b e i n g  d e l i v e r e d  to Mukden ,  a f t e r  a d e l a y  of t h r e e  o r  
f ou r  m o n t h s ,  t h r e e  L S T ' s  d r i f t e d  in to  Sa ipan ,  p i c k e d  up two LST loads  
off the junk p i le ,  and d e l i v e r e d  t h e m  to the C h i n e s e  n a t i o n a l i s t  f o r c e s ,  
wh ich  saw t h e s e  p a r t s  of b r o k e n  m a c h i n e  guns ,  bad  a m m u n i t i o n ,  and 
th ings  of tha t  k ind  and sa id :  "Wha t  the h e l l ' s  the u s e  of f igh t ing  any  
m o r e  ?"  and  w i th in  one w e e k  Mukden  s u r r e n d e r e d .  It  w a s  a l o s s  of 
p o l i t i c a l  p o s i t i o n  wi thou t  w a r  and  i t  i l l u s t r a t e d  the  l a c k  of a sound  l o g i s t i c  
p r o c e d u r e .  

Wel l ,  o u r  U. S. a i r l i f t  in  the B e r l i n  b l o c k a d e  is  known to e v e r y b o d y .  
It  i s  p e r f e c t l y  s i m p l e - - t h e  m a i n t e n a n c e  of a p o l i t i c a l  p o s i t i o n  w i thou t  w a r .  
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Chart I0, pages 19, 20, 21.--Let 's go on. The Cairo Conference 
in 1943 dealt with major strategic decisions and was directly the dis- 
senting factor in the development of the scope and timing of strategic . 
plans. The Cairo Conference reports probably weigh 25 to 40 pounds, 
but the decision was to delay the Normandy landing one month to allow 
time for our buildup. The Southern France operation angle was delayed 
two months, because of a critical logistic elememt--/he availability of 
landing craft. The Agean expedition was canceled, because of a critical 
logistic element--landing craft and oilers. The Moulme{n landing was 
canceled, because of a critical logistic element--landing craft and steel. 
Those are a few simple illustrations. 

A n d  I m i g h t  p o i n t  ou t  t h i s :  T h a t  t h e  r e s u l t s  o f  t h a t  C a i r o  C o n f e r e n c e  
t o o k  f r o m  f i v e  to  s i x  m o n t h s  o f  a l t e r c a t i o n  s u b s e q u e n t l y  t o  d o  s o m e  of  
t h e  o t h e r  e l e m e n t s  t h a t  I h a v e  n o t  l i s t e d ,  b e c a u s e  o f  t h e  i n a b i l i t y  o f  t h e  
m i l i t a r y  t o  c o m e  up  w i t h  e q u a l l y  e f f e c t i v e  p l a n n i n g  f a c t o r s  a s  t o  o c e a n  
s h i p p i n g  a n d  r e q u i r e m e n t s  a n d  f o r  l i f t .  T h e  s i m p l e  m a t t e r  o f  l o g i s t i c  
p l a n n i n g  f a c t o r s  f o u l e d  up t h e  w h o l e  w o r k s ,  b e c a u s e  t h e  B r i t i s h  a n d  t h e  
A m e r i c a n s  c o u l d  n o t  a g r e e  on  w h a t  t h e  f a c t o r s  w e r e .  

L e t ' s  go  on t o  s o m e  of  t h e  o t h e r  i l l u s t r a t i o n s .  E v e r y  W o r l d  W a r  II  
P a c i f i c  a m p h i b i o u s  l a n d i n g  w a s  u n d e r t a k e n  f o r  t h e  p u r p o s e  o f  e s t a b l i s h -  
i n g  a n  o v e r s e a s  b a s e ,  a n d  i n v o l v e d  t h e  s i t e  s e l e c t i o n  of  b a s e s .  T h e y  
i l l u s t r a t e  a l o g i s t i c  b u i l d u p  a l o n g  t h e  l i n e  o f  s t r a t e g i c  a d v a n c e .  T h i s  
r e s u l t e d  in  a s u c c e s s f u l  s t r a t e g i c  d r i v e  t o w a r d  t h e  e n e m y  h o m e l a n d  a n d  
t h e  d e s t r u c t i o n  of  t h e  e n e m y  b a s e s ,  h i s  f l e e t ,  a n d  h i s  a i r  f o r c e .  

In the Normandy invasion the selection of the invasion site and the 
scheme of maneuver were probably the most perfect illustration in 
history of the necessity for the complete integration of strategic and 
logistic planning. Its result was to establish a firm base for the de- 
struction of the German Army and the liberation of Europe, and it 
illustrates an integration of strategic-logistic-tactical planning, the 
composition of balance, and the deployment of combat and logistic 
forces. 

On t h e  S u e z  c r i s i s ,  I a m  n o t  g o i n g  to  s a y  a w o r d  a b o u t  t h a t ,  e x c e p t  
t h a t  I w o u l d  l i k e  t h e  q u e s t i o n  m a r k s  t o  be  b i g g e r .  I a m  s u r e  t h a t  w i t h  
p e n c i l  a n d  p a p e r  y o u  c a n  i n c r e a s e  t h a t  i n v e n t o r y  to  t e n  p a g e s  in  t h e  
m a t t e r  o f  a n  h o u r  o r  a n  h o u r  a n d  a h a l f .  
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I th ink  t h e s e  i l l u s t r a t i o n s  a r e  enough to show how the  e c o n o m i c -  
l o g i s t i c  r e l a t i o n s h i p  d e t e r m i n e s  the  l i m i t s  of s t r a t e g y .  I point  out, 
f u r t h e r m o r e ,  that  e c o n o m i c  f a c t o r s  can upse t  the po l i t i c a l  s t a b i l i t y  of 
a na t ion  or  of an a l l i a n c e  and can t h e r e b y  f o r c e  c h a n g e s  both in n a t i o n a l  
po l icy ,  g r and  s t r a t e g y ,  and in m i l i t a r y  s t r a t e g y .  

As an e x a m p l e  of that ,  g e n t l e m e n ,  a l l  we have  to look at  is the  
pos i t i on ,  the  pol icy ,  and the  s t r a t e g y  of Eng land  as  r e l a t e d  to NATO 
and to W e s t e r n  E u r o p e  i n t e g r a t i o n  and W e s t e r n  E u r o p e  d e f e n s e .  

I wi l l  r e p e a t  th is .  E c o n o m i c  f a c t o r s  d e t e r m i n e  the  uppe r  l i m i t s  
of the  f o r c e s  which can be c r e a t e d ;  s t r a t e g i c - t a c t i c a l - l o g i s t i c  f a c t o r s  
d e t e r m i n e  the n a t u r e  of the  f o r c e s  that  you wi sh  to  c r e a t e ;  and the  
l o g i s t i c  f a c t o r s  d e t e r m i n e  the b a l a n c e  of f o r c e s  and u l t i m a t e l y  d e t e r -  
m i n e  the  c o m b a t  e f f e c t i v e n e s s  of the  f o r c e s  which  you c r e a t e .  

Now, f r o m  t h e s e  b r o a d  s t a t e m e n t s ,  f r o m  t h e s e  e x a m p l e s  of ac tua l  
r e l a t i o n s ,  l e t ' s  go back  to a l i t t l e  bit  of t h e o r y .  L e t ' s  t u r n  aga in  to 
the  t h e o r y  of the i n t e g r a t i o n  of s t r a t e g i c  and l og i s t i c  p lann ing .  

c h a r t  11, page 2 3 . - - H e r e  we have  the fac t  that  in a l l  t h e s e  a r e a s  
the  n a t u r e  of the  job v a r i e s  c o n s i d e r a b l y  in a c c o r d a n c e  with the  l e v e l  
of c o m m a n d .  But a lways ,  g e n t l e m e n ,  the  p e r s p e c t i v e  of c o m m a n d  
is the th ing  that  d r a w s  t h e s e  f a c t o r s  into a c o h e r e n t  p a t t e r n .  At th i s  
uppe r  l eve l  m o s t  of the  p l ann ing  is v e r y  l o n g - r a n g e .  As  you go down 
the  l eve l ,  you r  p l ann ing  b e c o m e s  a l m o s t  e n t i r e l y  s h o r t - r a n g e  down 
to th i s  b o t t o m  pa r t .  You m i g h t  say  that  th i s  is s t r a t e g i c  l o g i s t i c s  in 
h e r e  o v e r l a p p i n g  what  we m i g h t  ca l l  t a c t i c a l  l o g i s t i c s  in h e r e .  We 
have  e c o n o m i c  m o b i l i z a t i o n  p l ann ing  o v e r l a p p i n g  with o p e r a t i o n a l  
p lanning ,  bound t o g e t h e r  by code p lanning .  You have  a r e a s  of i n t e r e s t ,  
what you m i g h t  ca l l  d e p a r t m e n t s  of i n t e r e s t - - f l e e t  or  f i e ld  i n t e r e s t .  

Now, t h e s e  a r e  not r i g i d  d i v i s i o n s .  They  a r e  m e r e l y  c o n v e n i e n t  
a p p r o x i m a t i o n s ,  in which  t h e r e  m u s t  a lways  be g r e a t  f l e x i b i l i t y  and 
c o n s i d e r a b l e  ove r l app ing .  But the l e v e l  of the  p l ann ing  at which  you 
a r e  e x e r c i s i n g  c o m m a n d  c o n t r o l  wil l  d e t e r m i n e  the n a t u r e  of the  p l an -  
n ing  that  you a r e  doing.  

C h a r t  12, page  2 4 . - - T h e r e  a r e  two i m p o r t a n t  e l e m e n t s  in th is  
n a t u r e  of p lanning .  T h e r e  a r e  two r e q u i r e m e n t s  fo r  l og i s t i c  p l ann ing  
f a c t o r s .  One is  for  what  we m i g h t  c h o o s e  to ca l l  l o g i s t i c s  p lann ing .  
Now, th i s  is w h e r e  the  i n t e g r a t i o n  of s t r a t e g y  and l o g i s t i c s  and t a c t i c s  
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t a k e s  p l ace .  We cal l  it  the f o r m a l  e s t i m a t e  of the  s i tua t ion .  In the  
l o g i s t i c a l  s taf f  s tudy  which  is p a r t  of the  e s t i m a t e  of the  s i t ua t i on  we 
f ind what  we would ca l l  l o g i s t i c s  p lann ing .  This  is a bu lkhead  w h e r e  
l o g i s t i c a l  f a c t o r s  a r e  t aken  into c o n s i d e r a t i o n  in the f o r m u l a t i o n  of 
s t r a t e g i c  and t a c t i c a l  p lans .  V e r y  b r o a d  and v e r y  g e n e r a l  p lann ing  
f a c t o r s  m a y  be used  in th i s  p r o c e s s  to e l i m i n a t e  s t r a t e g i c  and t a c t i c a l  
a b s u r d i t i e s ,  to d e t e r m i n e  the  c r i t i c a l  e l e m e n t s  of the  p r o p o s e d  p lans ,  
and to d e t e r m i n e  the  g e n e r a l  d i s p o s i t i o n  of l o g i s t i c  f o r c e s .  And that  
is a p r o c e s s  of d e c i s i o n .  

But once  hav ing  m a d e  the d e c i s i o n ,  you m a y  want  to e m p l o y  an 
e n t i r e l y  d i f f e r e n t  s e t  of p l ann ing  f a c t o r s ,  m u c h  m o r e  d e t a i l e d .  You 
don ' t  want  the  g r e a t  a g g r e g a t i o n s  tha t  you have  t h e r e .  You c o m e  down 
to s p e c i f i c  l ine  i t e m s ,  b e c a u s e  h e r e  p l ann ing  for  the  l o g i s t i c  s u p p o r t  
is the  d e v e l o p m e n t  of your  plan.  It is the  m o r e  d e t a i l e d  p r o c e s s  w h e r e -  
by the  o p e r a t i o n a l  de t a i l s  of the  l o g i s t i c s  suppo r t  r e q u i r e d  to c a r r y  out 
the  s t r a t e g i c  p lan a r e  d e t e r m i n e d .  The type of p l ann ing  f a c t o r s  u sed  in 
l o g i s t i c s  p l ann ing  m a y  o r  m a y  not be va luab l e  for  th is  type of p lann ing ,  
d e p e n d i n g  on the  s i tua t ion .  

C h a r t  13, page  2 6 . - - W e l l ,  w h a t ' s  the  b a s i s  for  our  p l a n s ?  The  
b a s i s  fo r  our  p lans  is ,  one,  the  ob j ec t i ve .  What  a r e  you t r y i n g  to  do?  
T h a t ' s  the  m i s s i o n .  Next ,  the  f o r c e s  i nvo lved .  Next ,  the  s c h e m e  of 
o p e r a t i o n s .  Next ,  the  i n t e n s i t y  of the  ac t i on  that  you expec t .  Next ,  
the  t i m i n g - - t h e  d u r a t i o n  of the  ac t i on .  The s c h e m e ,  the  i n t e n s i t y .  
C o m m a n d  j u d g m e n t .  

In the  f r e e  p r a c t i c a l  m e t h o d  of p l ann ing  d e v e l o p e d  by the  G e o r g e  
W a s h i n g t o n  U n i v e r s i t y  r e s e a r c h  p r o j e c t ,  that  e l e m e n t  of good j u d g m e n t  
f a c to r ,  the  c o m m a n d e r ' s  j u d g m e n t  f a c t o r ,  e n t e r s  in to  o f f ic ia l  p l ann ing  
t e r m i n o l o g y  for  the  f i r s t  t i m e  in the  h i s t o r y  of m i l i t a r y  p lann ing .  But 
the  m o s t  s i g n i f i c a n t  point ,  the  p e r s p e c t i v e  of c o m m a n d ,  the  i n t e n s i t y  
of ac t ion ,  j u d g m e n t  in  p lann ing ,  you m u s t  a lways  have .  

F r o m  th i s  you c o m e  up with 
both to c r e a t e  and to  s u p p o r t  the  
When?  W h e r e ?  You have  to  be 

t i m e - p h a s e d  l o g i s t i c  r e q u i r e m e n t s  
c o m b a t  f o r c e s .  What ? How m u c h ?  
s p e c i f i c .  

Well ,  the  c o m m a n d e r  n e e d s  he lp ,  p a r t i c u l a r l y  today  n e e d s  lo ts  of 
help .  P r i m a r i l y  he  has  to know his  job.  He has  to know t h e s e  r e l a -  
t i o n s h i p s .  He has  to know the  i m p o r t a n c e  of t h e s e  f a c t o r s .  W h e r e  d o e s  
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he get  h i s  h e l p ?  He ge ts  it f r o m  his  s taf f .  N o r m a l l y  you have  an  
O p e r a t i o n s  Sec t ion ,  and you have  a L o g i s t i c s  Sec t ion ,  w o r k i n g  in th i s  
i n t e g r a t i o n .  

C h a r t  14, page  2 8 . - - O p e r a t i o n s  s t a t e s  the ' f o r c e s  and the  p r o p o s e d  
s c h e m e .  L o g i s t i c s  s t a t e s  the p r o b a b l e  s h o r t a g e s .  O p e r a t i o n s  and 
L o g i s t i c s  j o in t l y  s u g g e s t  to the  c o m m a n d e r  the  m o d i f i c a t i o n s  e i t h e r  
i n t h e  s c h e m e  o r  in the l o g i s t i c  s u p p o r t  wh ich  wi l l  p e r m i t  h i m  to a c -  
c o m p l i s h  h is  m i s s i o n  in sp i t e  of the  s h o r t a g e s  tha t  a p p e a r .  

C o m m a n d  e v a l u a t e s  and d e c i d e s .  And e v e r y  t i m e  I h e a r  somebod.y  
t a l k i n g  about  l o g i s t i c s  s a y i n g  it ' i s n ' t  f e a s i b l e ,  I s h u d d e r ,  b e c a u s e  only  
r a r e l y  is  the  s i t u a t i o n  so s i m p l e  and c l e a r - c u t  tha t  f e a s i b i l i t y  is obv ious .  
By gol ly ,  o u r  s t r a t e g i s t s  and t a c t i c i a n s  ought  to h a v e  enough  s e n s e ,  and  
have  enough  k n o w l e d g e  of l o g i s t i c  f a c t o r s ,  so  tha t  t h e y  don ' t  p r o p o s e  to 
the  l o g i s t i c  peop le  tha t  the  s c h e m e  is so o b v i o u s l y  i n f e a s i b l e  tha t  l o g i s -  
t i c s  can  t e l l  c o m m a n d  what  c o m m a n d  can  do. 

C o m m a n d  e v a l u a t e s  and d e c o d e s .  The  c o m m a n d  e v a l u a t e s  and 
d e c i d e s  on the  b a s i s  of a d m i t t i n g  tha t  he  is  go ing  to have  s h o r t a g e s  and  
say ing :  "My m i s s i o n  is so  i m p o r t a n t  tha t  I a m  w i l l i n g  to i m p o s e  on 
m y  s u b o r d i n a t e s  c e r t a i n  m i l i t a r y  r i s k s ,  c e r t a i n  h a z a r d s ,  and c e r t a i n  
h a r d s h i p s ,  wh ich  I r e c o g n i z e  in a d v a n c e ,  and  count  on t h e i r  sk i l l ,  t h e i r  
f igh t ing  s p i r i t ,  and t h e i r  m o r a l e  to o v e r c o m e  t h e s e  s h o r t a g e s .  " And 
t h a t ' s  a c o m m a n d  d e c i s i o n ,  g e n t l e m e n .  I t ' s  c o m m a n d  l e a d e r s h i p  and  
it i s n ' t  l o g i s t i c s  s a y i n g  w h a t ' s  f e a s i b l e .  Don ' t  e v e r  le t  a n y b o d y  kid 
you on tha t .  

Wel l ,  what  do we find today ,  g e n t l e m e n ?  T h e r e  a r e  c e r t a i n  t r e n d s .  
T h e r e  is a t r e n d  t h r o u g h o u t  our  e n t i r e  M i l i t a r y  E s t a b l i s h m e n t  to g r e a t e r  
c e n t r a l i z a t i o n  of a u t h o r i t y .  T h e r e  is a t r e n d  t o w a r d  g r e a t e r  c i v i l i a n  
c o n t r o l .  T h e r e  is  a t r e n d  t o w a r d  the  i n c r e a s i n g  use  of w e a p o n s  s y s t e m s .  

Now, in a l l  t h o s e  a r e a s  we need  to know a g r e a t  dea l  m o r e  than  
we know.  We a r e  v e r y  i g n o r a n t  abou t  the  d e g r e e  to wh ich  c e n t r a l i z a -  
t ion of a u t h o r i t y  in a l a r g e  o r g a n i z a t i o n  b r i n g s  abou t  e f f i c i e n c y .  W h a t ' s  
the cu tof f  point  w h e r e  o v e r c e n t r a l i z a t i o n  b r i n g s  good r e s u l t s  ? We a r e  
i g n o r a n t .  We don ' t  know.  We have  got to s tudy .  We have  got  to have  

r e s e a r c h .  
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What  i s  the n a t u r e ,  the s p i r i t ,  and the  d e g r e e  of c o n t r o l  wh ich  
c i v i l i a n s  s h o u l d  p r o p e r l y  e x e r c i s e  in m i l i t a r y  a f f a i r s  ? We don ' t  know.  
We a r e  i g n o r a n t .  We a r e  g u e s s i n g .  T h a t ' s  a v e r y  i m p o r t a n t  f ie ld .  

What  do we  know about  the i m p l i c a t i o n s  of w e a p o n s  s y s t e m s  and  
the i n c r e a s i n g  u s e  of w e a p o n s  s y s t e m s  in d e v e l o p i n g  c o o r d i n a t i o n  of 
l o g i s t i c s  ? How is  a t h e a t e r  c o m m a n d e r ,  how i s  a f l e e t  c o m m a n d e r ,  
go ing  to c o o r d i n a t e  the w e a p o n  s y s t e m s ,  the l o g i s t i c s  of t h e s e  w e a p o n  
s y s t e m s  tha t  he  i s  ge t t ing ,  b e c a u s e  so m a n y  of t h e m  have  t h e i r  s e l f -  
c o n t a i n e d  l o g i s t i c s  and you  a r e  ge t t i ng  l i t t l e  p r i n c i p a l i t i e s  bu i l t  up ? 
We d o n ' t  know enough  about  that .  We n e e d  r e s e a r c h .  

T h e r e ' s  a t r e n d  t o w a r d  the m e c h a n i z a t i o n  of l o g i s t i c  s y s t e m s .  
Tha t  b r i n g s  g r e a t  e f f i c i e n c y  in  p e a c e t i m e .  We don ' t  know how that  
w i l l  o p e r a t e  in  w a r .  We don ' t  know to w h a t  d e g r e e  we  shou ld  c e n t r a l i z e  
o r  d e c e n t r a l i z e  by  r e a s o n  of the a t o m i c  and t h e r m o n u c l e a r  t h r e a t s .  We 
n e e d  w a r  g a m e s  to w o r k  s o m e  of t h e s e  th ings  out .  In  o r d e r  to w o r k  
out  t h e s e  w a r  g a m e s  we n e e d  b e t t e r  l o g i s t i c  p l a n n i n g  f a c t o r s  and b e t t e r  
t e c h n i q u e s  tha t  w i l l  give us  an a n a l y s i s  of t h e s e  t h ings ,  o r  at  l e a s t  g ive 
us  an u n d e r s t a n d i n g  of t h e m .  

T h e r e  i s  a t r e n d  t o w a r d  the i m p r o v e m e n t  of supp ly  s y s t e m s .  The  
Navy ,  the A r m y ,  and  the A i r  F o r c e  a r e  a l l  u s i n g  g r e a t e r  m e c h a n i z a t i o n  
and  g r e a t e r  u n d e r s t a n d i n g  of supp ly  to i m p r o v e  t h e i r  supp ly  s y s t e m s .  
In tha t  i m p r o v e m e n t  of supp ly  s y s t e m s  tha t  i s  t ak ing  p l a c e  t h e r e  i s  one 
i m p o r t a n t  e l e m e n t ,  and tha t  i s  tha t  the  e f f e c t i v e n e s s  of t h e s e  i m p r o v e -  
m e n t s  i s  a l m o s t  who l ly  d e p e n d e n t  on two th ings :  f i r s t ,  l o g i s t i c  d i s c i p l i n e ,  
a c o m m a n d  func t ion ;  and,  s e c o n d l y ,  the a s s u r a n c e  on the p a r t  of the 
t a c t i c a l  c o m m a n d e r  tha t  he  can  ge t  c r i t i c a l  i t e m s  by r e a s o n  of the f ac t  
tha t  he h a s  a f a s t  t r a n s p o r t a t i o n  s y s t e m  tha t  i s  o p e r a t i n g  u n d e r  h i s  c o n -  
t r o l  in  the d i s t r i b u t i o n  of t h e s e  i t e m s .  

So t h e r e  is  a c o n t r a d i c t i o n  b e c a u s e  of o u r  g r e a t  g e n i u s  fo r  c e n -  
t r a l i z i n g  t r a n s p o r t a t i o n  to a d e g r e e  w h e r e  the c o m m a n d e r  is  v e r y  soon  
go ing  to l o s e  a l l  a u t h o r i t y  o v e r  h i s  i n t r a t h e a t e r  t r a n s p o r t a t i o n ,  w h i c h  
is  the key  to the l o g i s t i c  s y s t e m .  T h e r e  is  a c o n t r a d i c t i o n  in  t e r m s  
today ,  g e n t l e m e n .  We n e e d  to know m o r e  about  i t .  

But  the  l o g i s t i c s  of a t h e r m o n u c l e a r  w a r  i s  a r e c u p e r a t i o n  o r  r e a l l y  
m e r e l y  an a p p l i c a t i o n  of the m e t h o d s ,  the t e c h n i q u e s ,  of a d v a n c e d  b a s e  
d e v e l o p m e n t  w h i c h  the U n i t e d  S t a t e s  A r m e d  F o r c e s  d e v e l o p e d  in the 
c o m b a t  zone  in W o r l d  W a r  II.  How m a n y  peop le  l i ke  to s i t  down and 
s tudy  the a d v a n c e d  b a s e  d e v e l o p m e n t  u n d e r  c o m b a t  c o n d i t i o n s  ? Do y o u ?  
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T h e  l o g i s t i c s  of  t h e r m o n u c l e a r  w a r f a r e  a l s o  r e q u i r e  d e c e n t r a l i z e d  
l o g i s t i c  s u p p o r t  in  o r d e r  to s u s t a i n  t h e r m o n u c l e a r  r e t a l i a t i o n .  

W h a t  a b o u t  the  l o g i s t i c s  of  a w i d e s p r e a d  c o n v e n t i o n a l  w a r ?  We 
w i l l  n e e d  c o n v e n t i o n a l  l o g i s t i c s  to  p r o v i d e  a n d  s u s t a i n  t h e  c o m b a t  f o r c e s  
a n d  s u s t a i n  t he  g r e a t e s t  c o m b a t  e f f e c t i v e n e s s .  A n d  a t  t he  s a m e  t i m e  w e  
m u s t  e x e r c i s e  e c o n o m y  of  r e s o u r c e s  a n d  h a v e  a s t a n d b y  c a p a b i l i t y  to  
f i g h t  a t h e r m o n u c l e a r  w a r .  

T h e  l o g i s t i c s  of  c o l d  w a r  m e a n s  e c o n o m y  of  f o r c e .  I t  m e a n s  l o g i s -  
t i c  r e a d i n e s s  f o r  c o n v e n t i o n a l  w a r ,  a n d  l o g i s t i c  r e a d i n e s s  f o r  t h e r m o -  
n u c l e a r  w a r .  I t  m e a n s  a h e a l t h y  e c o n o m y  f o r  t h e  l o n g - r a n g e  e c o n o m i c -  
p o l i t i c a l  s t r u g g l e .  

T h i s  a l l  a d d s  u p  to  a s t u d y  of  p r i n c i p l e s ,  to a n  u n d e r s t a n d i n g  of  
c a u s e  a n d  e f f e c t .  I t  a d d s  u p  to s t r a t e g i c - l o g i s t i c  i n t e g r a t i o n  in  d e c i s i o n  
a n d  in  t h e  p r o c e s s  of  d e c i s i o n ,  i n  d e c i s i o n  a n d  c o m b a t  e f f e c t i v e n e s s  i n  
c o n f l i c t .  

A t  t h e  h i g h e s t  l e v e l s  of  c o m m a n d  o u r  c o m m a n d e r s  a r e  c o n c e r n e d  
w i t h  the  e c o n o m i c - l o g i s t i c  i n f l u e n c e s  a n d  w i t h  t h e i r  l i m i t a t i o n s  on  
s t r a t e g i c  d e c i s i o n s .  A s  l e v e l  of  c o m m a n d  d e s c e n d s ,  t h e s e  l i m i t a t i o n s  
a n d  i n f l u e n c e s  s h i f t  to  t he  p u r e l y  l o g i s t i c  a n d  t e n d  to l i m i t  a n d  i n f l u e n c e  
t he  i m m e d i a t e  e m p l o y m e n t  of  s p e c i f i c  c o m b a t  f o r c e s .  

T h e  m i n d  of  c i v i l i a n  c o m m a n d  i s  c o n c e r n e d  p r i m a r i l y  w i t h  t h e  
e c o n o m i c  i n f l u e n c e s  a n d  l i m i t a t i o n s .  T h e  m i n d  of  m i l i t a r y  c o m m a n d  i s  
p r i m a r i l y  c o n c e r n e d  w i t h  t he  o p e r a t i o n a l  l o g i s t i c  i n f l u e n c e s  a n d  l i m i t a -  
t i o n s .  B o t h  c i v i l i a n  h e a d s  a n d  m i l i t a r y  c o m m a n d e r s  m u s t  b e  a w a r e  o f  
t h e s e  i n f l u e n c e s  a n d  l i m i t a t i o n s ;  a n d  t h e y  m u s t  u n d e r s t a n d  t h e s e  s h i f t -  
i n g  r e l a t i o n s h i p s  w h i c h  a r e  r e q u i r e d  to e x e r c i s e  c o n t r o l  i n  m o d e r n  c o n -  
f l i c t .  

T h u s ,  t h e y  m u s t  u n d e r s t a n d  t h e  n a t u r e  of  c o n f l i c t ,  t h e  e l e m e n t s  o f  
p o w e r ,  t he  p o s i t i o n  of  s t r a t e g y  a s  c o n t i n u o u s  c o m p r e h e n s i v e  c o n t r o l ,  
t h e  p o s i t i o n  of the  p r o c e s s ,  t he  a r t ,  t h e  s c i e n c e  of  l o g i s t i c s  a s  t h e  
b r i d g e  b e t w e e n  the  n a t i o n a l  e c o n o m i c  b a s e  a n d  t he  c o m b a t  e m p l o y m e n t  
of t he  e f f e c t i v e  c o m b a t  f o r c e s .  

T h e y  m u s t  u n d e r s t a n d  t h e s e  r e l a t i o n s h i p s  w h e n  i t  c o m e s  to t he  
s e l e c t i o n  of the  e l e m e n t s  of  p o w e r ,  s o  t h a t  t h e y  c a n  b e s t  u t i l i z e  t h e m  
in  t h i s  s h i f t i n g  c o n f l i c t .  T h e y  m u s t  u n d e r s t a n d  t he  n e e d  f o r  a d j u s t i n g  
p o w e r  a n d  p o w e r  e l e m e n t s  a s  the  c o n f l i c t  s h i f t s .  
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I .  

F i n a l l y ,  g e n t l e m e n ,  we a l l  n e e d  to know a g r e a t  dea l  m o r e  abou t  
the n a t u r e  of the o r g a n i z a t i o n  w h i c h  i s  m o s t  s u i t a b l e  to the r e s p o n s i b l e  
c o n t r o l  and e m p l o y m e n t  of c o m b a t  f o r c e s .  

Thank  you .  

MR. H E N K E L :  A d m i r a l  E c c l e s  i s  r e a d y  fo r  q u e s t i o n s .  

QUESTION:  I a m  v e r y  m u c h  i n t e r e s t e d  in  y o u r  f e e l i n g  about  the 
ex t en t  to w h i c h  the Off ice  of the S e c r e t a r y  of D e f e n s e  has  c e n t r a l i z e d  
t r a n s p o r t a t i o n ,  p a r t i c u l a r l y  a i r  t r a n s p o r t a t i o n .  Do you f e e l  tha t  th i s  
h a s  gone too f a r ;  tha t  i t  shou ld  be  o r i e n t e d  m o r e  t o w a r d  w a r  than  t o w a r d  
p e a c e  ? 

A D M I R A L  E C C L E S :  I c e r t a i n l y  th ink that  a D e p a r t m e n t  of D e f e n s e  
shou ld  be  o r i e n t e d  m o r e  to w a r  than to p e a c e .  The b e s t  way  to o r i e n t  
a D e p a r t m e n t  of D e f e n s e  to p e a c e  is  to a b o l i s h  the  d a m n  thing.  

I don ' t  know wha t  the r e s u l t s  of th is  t r a n s p o r t a t i o n  dea l  a r e  go ing  
to be.  I do know tha t  if we a r e  to m a k e  w i s e  d e c i s i o n s  in the o r g a n i z a -  
t ion  of o u r  t r a n s p o r t a t i o n ,  t hose  peop le  who m a k e  those  d e c i s i o n s  m u s t  
have  an u n d e r s t a n d i n g  of the p e r s p e c t i v e  of c o m m a n d  in the e m p l o y m e n t  
of c o m b a t  f o r c e s  in  h u m a n  conf l i c t ;  and they m u s t  th ink  out  in t h e i r  m i n d s  
the c r i t e r i a  on w h i c h  the a c t i o n  of the D e p a r t m e n t  of D e f e n s e  s h o u l d  be 
b a s e d .  I s u b m i t  tha t  if  the budge t  i s  to be  the on ly  c r i t e r i o n  fo r  t hose  
j u d g m e n t s  of the D e p a r t m e n t ,  we ought  to a b o l i s h  the D e p a r t m e n t  of 
D e f e n s e  and go b a c k  to the b a s i s  of s u b m i t t i n g  r e q u i r e m e n t s .  I t  i s  tha t  
s i m p l e .  The  budge t  i s  a v e r y  i m p o r t a n t  f a c t o r  in  p l ann ing  in the D e p a r t -  
m e n t  of D e f e n s e ,  but  God f o r b i d  tha t  i t  be  the on ly  f a c t o r .  

QUESTION:  I w o n d e r  if you  wou ld  c o m m e n t  j u s t  b r i e f l y  on the v i e w -  
po in t  tha t  Sovie t  R u s s i a  i s  t ak ing  in  the s a m e  a r e a s  of a c t i v i t y ,  e s p e c i a l l y  
in c o m m a n d  and s t r a t e g y .  

A D M I R A L  E C C L E S :  I have  not  s e e n  any i n t e l l i g e n c e  s u m m a r i e s  o r  
s u r v e y s  of the a t t i t ude  on c o m m a n d  in the Sovie t  a r m e d  f o r c e s .  I d o n ' t  
know. I s u g g e s t  tha t  p e r h a p s  a l i t t l e  book c a l l e d  " T h e  Red A r m y "  m a y  
give you  that .  

I th ink the R u s s i a n s  have  b e e n  s m a r t e r  than we h a v e ,  in tha t  t hey  
have  had  a b e t t e r  r e c o g n i t i o n  of the n a t u r e  of h u m a n  conf l i c t .  I th ink  
M a r x  and L e n i n  put t h e m  s t r a i g h t  on that  a long  t i m e  ago.  H o w e v e r ,  I 
don ' t  th ink they  a r e  any  s m a r t e r  a d m i n i s t r a t i v e l y  than we a r e .  S o m e t i m e s  
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I th ink  tha t  w o u l d n ' t  be v e r y  d i f f i cu l t  to be .  But  I r e a l l y  think they  
have  s o m e  v e r y  s e v e r e  a d m i n i s t r a t i v e  d e f i c i e n c i e s ,  and  I th ink  we p r o b -  
ab ly  wou ld  f ind that  t hey  have  o v e r l o o k e d  c e r t a i n  v e r y  i m p o r t a n t  e l e -  
m e n t s  in th is  q u e s t i o n  of l o g i s t i c  c o n t r o l .  But tha t  i s  m e r e l y  a s u s -  
p ic ion .  It  i s  not  k n o w l e d g e  on m y  pa r t .  

QUESTION:  I w o n d e r  if you  would  c o m m e n t  on the e c o n o m i c  w a r -  
f a r e  i m p l i c a t i o n s  in the g loba l  s t r a t e g y  now b e i n g  p u r s u e d  by the 
Sovie t  Union.  

A D M I R A L  ECCIJES: No. I a m  not  i n c l i n e d  to do tha t .  I wou ld  have  
to go into  i t  v e r y  e x t e n s i v e l y ,  and  I h a v e n ' t  done that .  Al l  of u s  a r e  
a w a r e  that  i t  i s  a v e r y  i m p o r t a n t  f a c t o r  in t h e i r  o p e r a t i o n s ,  bu t  I c a n ' t  
t e l l  j u s t  w h e r e  to go to f ind h i s t o r i c a l  c i t a t i o n s  to back  that  up. 

QUESTION:  You have  b r o u g h t  up the poin t  that  t h e r e  i s  a t r e n d  
t o w a r d  c i v i l i a n  c o n t r o l .  I w a s  th ink ing  in  t e r m s  of the f ac t  that  m i l i t a r y  
t h ink ing  and c i v i l i a n  t h i n k i n g  in m a n y  c a s e s  is  not  c o m p a t i b l e .  My 
q u e s t i o n  is  th i s :  F o r  e x a m p l e ,  c i v i l i a n  t h ink ing  m o s t  of the t i m e  is  
g e n e r a l l y  in  t e r m s  of e c o n o m i c s ,  wh i l e  m i l i t a r y  th ink ing  i s ,  of c o u r s e ,  
in t e r m s  of s u r v i v a l ,  o r  of e f f e c t i v e l y  s u s t a i n i n g  o u r s e l v e s .  I know that  
in ou r  i n d u s t r i e s  h e r e  in th is  c o u n t r y  we a r e  not  p u r s u i n g  v i g o r o u s l y  
enough  a p r o g r a m  of d i s p e r s i o n ,  b e c a u s e  of the  e c o n o m i c  i m p l i c a t i o n s .  
I wou ld  l ike  f o r  you  to c o m m e n t  on ju s t  wha t  you  would  p r o p o s e  to b r e a k  
down th i s  t h ink ing  on the p a r t  of the c i v i l i a n  c o n t r o l .  

A D M I R A L  E C C L E S :  In the f i r s t  p l a c e ,  I b e l i e v e  tha t  the b a s i c  
p r i n c i p l e  of c i v i l i a n  c o n t r o l  of the A r m e d  F o r c e s  i s  the only  p r i n c i p l e  
that  m a k e s  s e n s e  fo r  the U n i t e d  S t a t e s .  I th ink  i t  i s  an e x t r e m e l y  
d i f f i cu l t  and i m p o r t a n t  p r o b l e m  to d e f i n e - - t o  r e a c h  a b e t t e r  u n d e r s t a n d i n g  
of the n a t u r e  of the c o n t r o l  that  they  e x e r c i s e  and  the d e g r e e  of c o n t r o l  
tha t  they  shou ld  e x e r c i s e  in v a r i o u s  a r e a s .  But  tha t  they  shou ld  have  the  
u l t i m a t e  c o n t r o l  i s  u n q u e s t i o n a b l e .  I a m  m e r e l y  p l e a d i n g  f o r  b e t t e r  and 
m o r e  u n d e r s t a n d i n g  of that  s u b j e c t ,  and I p l e a d  a g a i n s t  l e a p i n g  to con -  
c l u s i o n s  e i t h e r  on the p a r t  of the m i l i t a r y  o r  on t h e  p a r t  of c i v i l i a n s  in 
tha t  a r e a .  

S e c o n d l y ,  the who le  r e l a t i o n s h i p  of m i l i t a r y  va lue  to e c o n o m i c  v a l u e  
is  an e x t r e m e l y  i m p o r t a n t  s u b j e c t .  It  i s  as  d i f f i cu l t  a s u b j e c t  a s  you  c a n  
c h o o s e  to t a c k l e .  M i l i t a r y  w o r t h  d e a l s  wi th  so m a n y  i n t a n g i b l e s .  E c o n o m i c  
v a l u e  d e a l s  wi th  p ro f i t  and l o s s .  
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Now, ou r  o l d  f r i e n d ,  Cap ta in  Hunt  has  in the  l a s t  w e e k  put t o g e t h e r  
in h i s  m i n d  c e r t a i n  f o r m u l a t i o n s  r e l a t i n g  to tha t  s u b j e c t .  I have  t r i e d  
to f o r m u l a t e  s o m e  i d e a s  on tha t  s u b j e c t ,  and  I a m  not  happy  wi th  w h a t  
I have  done .  I th ink  tha t  he  h a s  t a k e n  a b ig  s t ep  f o r w a r d  in  the l a s t  ten  
d a y s ,  and  I a m  going to be  v e r y  i n t e r e s t e d  to s ee  wha t  fo l l ows  f r o m  the 
s tudy ,  and I u r g e  a l l  of you  to th ink of the m i l i t a r y  va lue  v e r s u s  the 
e c o n o m i c  va lue .  T h e i r  r e l a t i o n s h i p  to this  s u b j e c t  i s  a v e r y  tough sub-  

j ec t .  

QUESTION:  F r o m  the t r a n s p o r t a t i o n  s t a n d p o i n t  the A r m y  s u p p o r t s  
the A i r  F o r c e  to a g r e a t  d e g r e e  in the ba t t l e  zone .  One of ou r  m i s t a k e s  
in  W o r l d  W a r  II w a s  the d e c e n t r a l i z a t i o n  of t r a n s p o r t a t i o n .  Do you 
p r o p o s e  f r o m  the A r m y ' s  s t andpo in t  to k e e p  on doing  that ,  to sk ip  the  
i n t e r v e n i n g  c h a i n s  of c o m m a n d  and dea l  wi th  t r a n s p o r t a t i o n  on a d e c e n -  
t r a l i z e d  b a s i s  ? May  I have  y o u r  c o m m e n t  on that  ? 

ADMIRAL E C C L E S :  The A r m y  is  b e s t  s u i t e d  to d e t e r m i n e  the 
n a t u r e  of the t r a n s p o r t a t i o n  o r g a n i z a t i o n  w h i c h  wou ld  s u p p o r t  the A r m y  
in the c o m b a t  zone .  You r u n  in to  the b a s i c  c o n f l i c t  w h i c h  r u n s  t h r o u g h  
a l l  m i l i t a r y  c o m m a n d  p r o b l e m s ,  and tha t  i s  tha t  t h e r e  is  an e s s e n t i a l  
c o n f l i c t  t h r o u g h o u t  the w a r  b e t w e e n  the r e q u i r e m e d t  fo r  f u n c t i o n a l  c o m -  
m a n d  c o n t r o l  as  o p p o s e d  to a r e g i o n a l  c o m m a n d  and c o n t r o l .  T h e r e  is  
m u c h  to be s a id  fo r  f u n c t i o n a l  c o m m a n d .  T h e r e  is  m u c h  to be s a id  f o r  

r e g i o n a l  c o m m a n d .  

In m y  o p i n i o n  e a c h  p a r t  s h o u l d  be  c o n s i d e r e d  by i t s e l f  in  r e l a t i o n  to 
the o t h e r s .  The  b a s i c  s t a t e m e n t  tha t  I m a d e  w a s  tha t  you  m u s t  r e s o r t  
to the b l a c k b o a r d  to show two c o m m a n d  o r g a n i z a t i o n s - - o n e  c a r r y i n g  out  
wha t  you  b e l i e v e ,  and the o t h e r  c a r r y i n g  out wha t  the o t h e r  f e l low b e -  
l i e v e s ,  and m a k e  y o u r  c o m p a r i s o n  on the  f u n c t i o n  of c o m m a n d  d e c i s i o n .  
And, of c o u r s e ,  you  shou ld  t r y  in  m a k i n g  d i r e c t  d e c i s i o n s  and  th ings  of 
tha t  s o r t  to m a k e  th i s  c o m p a r i s o n  on the l eng th  of t i m e  it t a k e s  fo r  n e e d  
to be t r a n s l a t e d  into  r e q u i r e m e n t s  and fo r  t h e m  to be  t r a n s l a t e d  into  a 
f low in  the supply  s y s t e m ,  to be  c o n v e r t e d  into 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 ,  f o l l o w i n g  up wi th  the e l e m e n t s  of t r a f f i c  m a n a g e m e n t  and  c a r r i e r  

o p e r a t i o n  w h i c h  e n t e r  in to  the p i c t u r e .  

I t  i s  a l a b o r i o u s  t a sk .  I th ink  the f low c h a r t  of c o m m u n i c a t i o n s  and  
d e c i s i o n s  i s  the t ime  l ag  in e a c h  s y s t e m ,  t o g e t h e r  wi th  the f low c h a r t  
f o r  the i n f o r m a t i o n  tha t  i s  n e c e s s a r y  to be in  the h a n d s  of the m a n  who 
m a k e s  the d e c i s i o n .  You then  can  e s t a b l i s h  a f r a m e w o r k  fo r  b e t t e r  
t h ink ing  a long  that  l ine .  But  I wi l l  not  get  into tha t  a r e a .  
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Q U E S T I O N :  T h e r e  s e e m s  to be  a t e n d e n c y  to v i o l a t e  w h a t  w e  
m i g h t  t e r m  the  p r i n c i p l e  of  s e l f - s u f f i c i e n c y  in  t h a t  i n  s o  m u c h  of  o u r  
p l a n n i n g  of  o p e r a t i o n s  w i t h i n  t h e  G o v e r n m e n t  t h e r e  s e e m s  to b e  a l o t  o f  
r e l i a n c e  p l a c e d  u p o n  a n o t h e r  a r m  o r  u n i t  to  do  s o m e t h i n g  o r  f u r n i s h  
s o m e  s e r v i c e .  W o u l d  y o u  c o m m e n t  on  t h i s  t r e n d ,  t h a t  a p p e a r s  to  b e  
i n c r e a s i n g ?  I s  t h e r e  a n y  p a r t i c u l a r  v a l u e  to  i t ,  a n d  w h a t  a r e  t h e  d e -  
m e r i t s  o f  i t  ? 

A D M I R A L  E C C L E S :  I a m  n o t  f a m i l i a r  w i t h  t h e  m a n n e r  i n  w h i c h  t h i s  
t r e n d  i s  d e v e l o p i n g  in  the  v a r i o u s  a r e a s .  I t h i n k  w e  m u s t  l e a r n  to  l i v e  
w i t h  a s i t u a t i o n  of  t h a t  s o r t - - t h a t  w e  c a n n o t  h a v e  in  a n y  c o m m a n d  c o m -  
p l e t e  s e l f - s u f f i c i e n c y  a n y  m o r e .  We  c a n  h a v e  c e r t a i n  d e g r e e s  o f  s e l f -  
s u f f i c i e n c y  in  v a r i o u s  a r e a s .  

I w i l l  m a k e  one  g e n e r a l i z a t i o n  w h i c h  m a y  a p p l y  to  y o u r  p a r t i c u l a r  
p o i n t ,  a n d  t h a t  i s  t h i s :  T h e r e  i s  no  w a y  to m a k e  a n  o r g a n i z a t i o n  s o  
p e r f e c t  t h a t  y o u  c a n  e l i m i n a t e  the  n e e d  f o r  a m u t u a l  u n d e r s t a n d i n g  o f  
c o m m o n  o b j e c t i v e s  a m o n g  t he  v a r i o u s  c o m m a n d e r s  w i t h i n  t h a t  o r g a n i z a -  
t i o n ,  w h e r e  y o u  e l i m i n a t e  the  n e e d  f o r  g o o d  f a i t h ,  w h e r e  y o u  e l i m i n a t e  
the  n e e d  f o r  p r o f e s s i o n a l  c o m p e t e n c e  a n d  d e d i c a t i o n ;  a n d ,  f i n a l l y ,  w h e r e  
y o u  c a n  e l i m i n a t e  t h e  n e e d  f o r  f r e e d o m  of  i n f o r m a l  c o n t a c t  a n d  i n f o r m a l  
e x c h a n g e  of  i d e a s  b e y o n d  a n d  o u t s i d e  r i g i d  c o m m a n d  c h a n n e l s .  

I f  y o u  f o r c e  p e o p l e  to w o r k  e x c l u s i v e l y  w i t h i n  c o m m a n d  c h a n n e l s ,  
y o u  a r e  a s k i n g  f o r  t r o u b l e .  B u t  i f  y o u  c a n  t r a i n  t h e  p e o p l e  i n  c o m m a n d  
c h a n n e l s  to s u p p l e m e n t  t h e i r  f o r m a l  c o m m a n d  c h a n n e l s  w i t h  g o o d  i n -  
f o r m a l  r e l a t i o n s  w i t h  t h e i r  c o m m a n d e r s ,  i f  y o u  h a v e  g o o d  f a i t h ,  i f  y o u  
h a v e  p r o f e s s i o n a l  c o m p e t e n c e ,  a n d  i f  y o u  h a v e  a c l e a r  u n d e r s t a n d i n g  of  
c o m m o n  o b j e c t i v e s ,  y o u  h a v e  c o n c e n t r a t e d  o n  t he  r e a l  e l e m e n t s  o f  
o r g a n i z a t i o n  t h a t  a r e  i m p o r t a n t ;  a n d  m a n y  o t h e r  o r g a n i z a t i o n a l  d e f i c i e n -  
c i e s  c a n  be  o v e r c o m e  b y  t h o s e  t h i n g s .  T h e o r e t i c a l  p e r f e c t i o n  of  o r g a n i -  
z a t i o n a l  s t r u c t u r e  c a n  n e v e r  be  s u b s t i t u t e d  f o r  t h o s e  t h i n g s .  

QUESTION: In  g o i n g  t h r o u g h  the  u n i f i e d  c o m m a n d  o r g a n i z a t i o n  I 
f i n d  t h a t  t h e y  h a v e  p r o v i d e d  v a r i o u s  u n i f i e d  c o m m a n d s  f o r  t he  c o n d u c t  
of  a l l  t h e  v a r i o u s  t h e a t e r s  t h r o u g h o u t  t he  w o r l d .  I n  v i e w  of  t h e  p r e s e n t  
c o n c e r n  o v e r  a n u c l e a r  a t t a c k  on  t h i s  c o u n t r y ,  w h i c h  m a y  o c c u r  s e p a -  
r a t e l y  o r  s i m u l t a n e o u s l y  w i t h  c o n v e n t i o n a l  w a r f a r e  t h r o u g h o u t  t h e  w o r l d ,  
y o u  m a y  n o t i c e  t h a t  t h e  u n i f i e d  c o m m a n d  s t r u c t u r e  f o r  t he  U n i t e d  S t a t e s  
h a s  m a n y  s t r a t e g i c  a n d  l o g i s t i c  i m p l i c a t i o n s .  W e  h a v e  a s e p a r a t e  A r m y  
a n d  A i r  F o r c e ,  b u t  no  u n i f i e d  c o m m a n d  in  t h e  U n i t e d  S t a t e s .  W i l l  y o u  
c o m m e n t  on  t h e  n e c e s s i t y  f o r  s u c h  c o m m a n d  ? 
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A D M I R A L  E C C L E S :  C o n s i d e r a t i o n  of tha t  s u b j e c t  i s  n e c e s s a r y .  
I don ' t  know wha t  c o n c l u s i o n  to r e a c h  on it .  I would  say  tha t  in  y o u r  
s tudy  of the s u b j e c t  you  wi l l  r u n  a c r o s s  a d e t a i l e d  e x a m p l e  in the i n h e r -  
en t  c o n f l i c t  b e t w e e n  f u n c t i o n a l  c o n t r o l  and r e g i o n a l  c o n t r o l .  

I wou ld  s u g g e s t  that  the only way ,  and the b e s t  way ,  to l e a r n  m o r e  
abou t  tha t  s u b j e c t  i s  by r e a l i s t i c  w a r  g a m e s .  I would  s u g g e s t  tha t  if  
you take  y o u r  w a r  g a m e  fo r  the d e f e n s e  of the U n i t e d  S t a t e s ,  you wi l l  
f ind tha t  tha t  n a t u r a l l y  d iv ide s  into  c e r t a i n  r e g i o n a l  t h ink ing  and  func -  
t iona l  th ink ing .  

Now, the amount of detail involved is beyond the capacity of any 
one war game to encompass. But you can take one segment of this big 
war game and concentrate on the development of that one segment. 
Next year you can expand another segment. In five or ten years of con- 
tinued war games, with selective analysis of special segments, you will 
learn enough about the thing to make some good decisions. That is not 
a good answer, but that is what I believe in. 

MR. H E N K E L :  A d m i r a l ,  you  have  g iven  us  a g r e a t  dea l  of food 
f o r  thought .  On b e h a l f  of the c o l l e g e  I thank you not  on ly  fo r  p r e s e n t i n g  
y o u r  ta lk  h e r e ,  but  fo r  g iv ing  i t  in  s u c h  an i n t e r e s t i n g  f a sh ion .  

(4 A p r  1957- -3 ,  9 5 0 ) B / e n  
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