






























































































































































































































































































126 RECURRING LOGISTIC PROBLEMS 

report, explanations can be offered as to the use to which the 
data collected is to be put. Only after a report has been 
policed through several reporting periods-its provisions thor
oughly clarified and the explanations from reporting agencies 
for indicated shortcomings considered-will it serve its intend
ed purpose well. 

19. Where a specific important problem is known in ad
vance and a reporting system has been developed to provide 
the data to solve it, that reporting system should be kept alive 
in peace. Otherwise changes in tactics, techniques, nomencla
ture, or accounting practices will render the reporting system 
unusable at the beginning of a new war. If the reporting 
system is not to be kept operating in peace, it should be taught 
in the Army's schools to ensure that the use of the data is 
known and the necessary explanations of interpretations that 
make the data usable are understood. 

20. Reports not of sufficient importance to be frequently 
called to the notice of the commander to whose headquarters 
they are submitted are seldom worth the trouble of prepara
tion. 

21. A project officer should be an expediter who is to 
report rather than a czar who is to direct. The very existence 
of a second czar discredits the authority of the first, and the 
existence of several can only result in confusion. An absolute 
priority that would justify a czar is rare. In my time only the 
Manhattan project was worthy of one. 

22. Cost-effectiveness is a valid consideration for military 
purposes only if the cost factor includes consideration not only 
of dollars but also of lives lost, lives blighted by wounds, and 
the effects of a national defeat. For commercial transactions, 
the cost factor is properly measured in dollars because the 
basic purpose of commercial transactions, is to make a profit in 
dollars. For military transactions the cost factor must be modi
fied because the basic purpose of military transactions is suc
cess in war. Accordingly, effectiveness, in addition to having a 
relationship to dollars, also bears a relationship to casualties, 
wounds, and the successful outcome of a war. Since the value 
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of lives, health, and victory is difficult to determine, it is usual
ly desirable to use cost-effectiveness only in deciding which of 
several roughly equally effective systems should be acquired. 
Where the systems are not equally effective, it is better to 
provide the best system or item that can be developed at its 
lowest reasonable cost. 

23. Maintenance of material is so heavy a logistic burden 
that continuous effort should be directed toward reducing it. 
Maintenance requirements can be reduced by the following 
measures, among others: by a greater degree of standardiza
tion, by contracting for a higher degree of durability and main
tainability, by making more parts throwaway instead of repaira
ble, by improving the quality of rebuild, by transporting un
serviceable material out of a theater of operations for repair, 
by prompt and adequate supply of repair parts, by care in 
operation, and by command supervision of preventive mainte
nance. All should be exploited. 

24. The rate of consumption of repair parts for any new 
important end item should be determined as soon as the item 
is put into service and its accurace should be improved with 
experience. Repair parts consumption for any new item must 
be expected to vary widely from forecasts, regardless of how 
carefully made. Consumption will vary considerably with usage, 
age, and environment. Careful study of repair parts consump
tion through the useful life of the first models of any important 
new item is therefore necessary to establish requirements. 

25. The impetus of supply is also from the front. The old 
axiom that "the impetus of supply is from the rear" is applica
ble to routine supply operations, but if supplies fail to arrive 
or if some special or unusual supplies are required, then a 
supply officer of the unit needing the supplies should go to 
higher supply echelons. If the shortage is critical, then his 
commander should go to higher command echelons to get 
action going. 

26. The supply of seldom-used repair parts should be han
dled by cannibalization. In war there will be plenty of end 
items damaged by enemy action to provide sources for canni-
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balization. For training in peace, undamaged end items should 
be cannibalized when damaged items are not available . 

27. The movement of heavy equipment by air in the open
ing of a theater of operations is usually an undesirable proce
dure. In establishing a new theater, the requirement is usually 
not only for speed but also for strength to maintain a prepon
derance of force in the objective area. Strength is built up 
most rapidly by moving only personnel and light equipment 
(weapons up to and including l06-mm recoilless rifles and 
4.2-inch mortars and transport up to and including %-ton 
trucks) by air. Heavy engineer equipment needed to build or 
repair airbases and ports is an exception. Armor, artillery, 
most heavy engineer equipment, transport over % -ton, artil
lery ammunition are best moved by water. It is well to plan, 
then, that operations requiring full divisions must await the 
unloading of the first shipment by sea. 

28. All possible measures that can be taken in advance to 
speed unloading of sea transport in a new theater of oper
ations are critical. The most dangerous time is when ships are 
being unloaded, both because the entire force is not ready to 
fight and because ships in harbor make a target highly vulnera
ble to attack by air, missile, or submarine. Among the critical 
logistic measures are the provision of landing craft, amphibi
ous vehicles, and cargo helicopters; the use of roll-on, roll-off 
ships or containerized ships; the containerization of cargo; 
training in the pre-stowage planning for ships; and the training 
of engineers in beach operations, port clearance, and recon
struction, and construction and repair of airfields. Foreign 
military aid to a country on whose behalf the United States 
might intervene is probably the most valuable logistic measure 
that can be taken in advance. Even for a very weak nation, 
military aid is far more than just a measure to enable it to 
prove its willingness to fight in its own defense before the 
United States intervenes. Military aid to a foreign nation may 
also help to provide some invaluable time for the United States 
to prepare its expeditionary force; give some assurance that a 
beachhead will be held protecting port facilities so that a land
ing operation will be unnecessary; ensure that some artillery 
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and armored units will support our lightly armed troops that 
may arrive by air before the first sea shipments arrive; provide 
some stockage of transport and ammunition that can be bor
rowed until our own transport and ammunition arrive in ade
quate quantity; and instill some capacity in the troops of the 
aided nation to operate their own line of communications 
using and maintaining our types of equipment to save us from 
having to provide the logistic troops to perform these tasks for 
them. 

29. An operating production line that can make the best 
end item so far developed with the best production equipment 
is an invaluable military resource. It is unlikely that the "United 
States will start a war in the foreseeable future. We must 
therefore expect to react to the initiative of other nations. With 
an Army most like being a mobilization base, rather than a 
force in being, this takes time. No administration has been 
willing to finance the establishment of reserves of materiel 
large enough to last until the rate of production can catch up 
with the rate of consumption once mobilization occurs. We 
must therefore rely primarily on production initiated after the 
emergency appears imminent. The production of materiel 
takes more time than the organization and training of troops. 
Anything that speeds up the provision of materiel therefore 
speeds up the time when our strength can be brought to bear. 
To know in advance what we want to produce and how to 
produce it is, under these circumstances, far more valuable 
than stocks of obsolescent materiel. 

30. Time, the essential measure of logistic readiness (as 
well as for everything else), should be bought by moving up 
the beginning of logistic action. Napoleon said, "you can ask 
me for anything you like, except time," and Benjamin Franklin 
said, "he that reseth late must trot all day." Although Franklin 
omits that he may not arrive at all, he comes closest to making 
the point that is not given sufficient recognition, namely that 
we can provide time by starting early. Thinking a possible 
operation all the way through and making a tentative plan, 
however inaccurate, may reveal areas where information is now 
firm enough to initiate some action; may point up possible 
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problem areas where study of alternatives or even initiation of 
research now will save time later; and may help in the recogni
tion of the degree of accuracy of information, the degree of 
actual availability of resources, and the degree of authority to 
proceed. History shows what a nation threatened with war did 
in advance to enhance its preparedness; what it might have 
done is conjecture. But we in the military need to orient our 
minds more to identifying what proved to be critical early m 
each war and what the Army might have done, regardless of 
current political obstacles, to improve the situation. 

31. A logistician must not only have integrity but also 
complete freedom from any suspicion of a conflict of interest. 
Throughout the military services, integrity is essential to oper
ational effectiveness . It is not enough, however, for a logisti
cian to be honest. It is necessary that he so conduct himself as 
to ensure that there is no basis even for suspicion that any
thing other than the best interests of the military service and 
of the Nation has been allowed to influence any official trans
action. 
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APPENDIX 

Background of the Author In Logistics 

Chronology 

Pre-1941 

1941 

1942-1944 

1944-1945 

1945-1948 

1948-1949 

1949- 1951 

No logistics other than the little involved in 
peacetime service with troops or learned in the 
Army schools, except for one year, 1931-1932, 
at Purdue University, studying automotive en
gmeerIng. 

Action officer in G-4 Division, War Depart
ment General Staff. 

Planning Division, Headquarters, Army Service 
Forces. Director, 1943-1944. Logistic support 
from continental United States for overseas op
erations in World War II. 

G-4, Mediterranean Theater of Operations. 
Logistic support in an active theater of oper
ations. 

G-4, European Theater. Clearing up logistic 
aftermath of World War II. Designing the line 
of communication for our forces in Europe in 
the event of another war. 

Deputy Chief of Staff, European Command, 
and Chief of Staff, U.S. Army, Europe. 

Deputy Undersecretary of the Army and Chief, 
Office of Occupied Areas. Support from U.S., 
primarily logistic, for the occupations of Ger
many, Austria, and Japan. 
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Chm 110log), 

1951- 1952 

1953 

1954 

1954-1955 

1955-1959 

1959-1961 
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Deputy G- 4 for Plans and Programs, Depart
ment of the Army. Logistic support from the 
continental United States for United Nations 
forces in the Korean War. 

Commanding General, 24th Division, Korea. 

Commanding General, IX Corps Group, 
Korea. Provision of corps troops for the orga
nization of the Republic of Korea V Corps. 
Resettlement of refugees into war-devastated 
areas. 

Chief of Staff, Far East Command. 

Deputy Chief of Staff for Logistics, Department 
of the Army. 

Commanding General, United Nations Com 
mand, U.S. Forces, Korea, and Eighth U.S. 
Army. Establishment of a separate Republic of 
Korea line of communications. Enhancement 
of the ability of the Republic of Korea to earn 
foreign exchange. 
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