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Intelligence:

A Principle of War 
Adcqmate inlelligcnce constitutes ihe fundamental baris for the cnlculaliori of 
risks, the formulation of plans, the development of material, the allocation of 
resources, and the conduct of operations.

-General Matthew D. Ridgway, USA. 

Major J, Fletcher, GM 
Royal Aiistralian Infantry 

Introduction 
MAN’S carliest aids i n  the figlit for survival were the stone, the club, 
the spear-and cunning. Today’s primitive Australian aboriginal provides 
a n  excellent example. I-Ie observes inan and onimal-made signs; the 
activities of wildlife; vegetation and the weather. H e  learns the behaviour 
patterns of his game and his enemies; their strengths, their weaknesses. 
H e  knows his terrain intimately. He covers his own tracks and uses 
camouflage and animal imitations to hide his presencc. He is ever 
patient, watchful and observant. From the many signs he sees he  is 
able to  find his food and water and to kill or cvade his enemies. 

Such skills may be called cunning, craftiness, intuition, or even 
instinct. Military readers howcver jeill rccognizc thc Australian aboriginal 
as a master of the art of. military-type intelligence. Uy the application 
of this art mankind has survivcd to date; he rvho applies it hest will 
survive the future. This  is particularly so in warfarc. 

This  article is designed to show that intclligcncc should be a 
principle of war. 

What is Intelligence? 
lntelligcnce is the product rcsulting from the collection, evaluation, 

analysis, integration and interpretation of all available information 
I 

Major Fletcher gmdraated fmm R M C  i ~ i1955 and served ns n nlnioon commsliider 
with 18 N S  Trg D n  (TaFmania), os 10 1 RAR and as Adit/QM of 2 Commando 
Coy. 1% 1960 he rejoined 1 RAR in Malaya, and continued there with.  2 R A R .  
H e  was Adjt  I RTB 1962-64 followed by  eighteen months i n  LISA/LlK for SAS 
und Commando training, where he ganlr ed nt Special Forces, Ranger arid I’nth-
finder C m T l e S .  on his ret,Lm he eOmlnan2ea I SAS sqnand 21c SASR ,vtzen 
assigned to Vientarn in 1967 as SAS LO/Adviser. In this canacity he was secoiided 
IO J2 AlACV as a Reconnoissance 0fFc.r. H e  attended Staff College i n  1965 and 
is ctmeiitly a Tactics W i n g  inmrctor nt JTC. H e  his  previotrrly contribirted to this 
jonmal. 



4 ARMY JOURNAL 

relating to a subject or problcm. This  definition cxnctly fits that process 
used by the Australian aboriginal. 

There  are many types of intelligence: military, political, industrial, 
technical, commercial and so on. Military intelligence can be further 
divided into strategic and operational intelligence. 

Strategic intelligence is required by national planners and high-level 
military commanders to ascertain the capabilities, vulnerabilities and 
probable courses of action of nations or arniics for the formulation of 
national policy or military plans. It dratvs heavily on other kinds of 
intelligence; namely geographical, transportation, sociological, political, 
economic, scientific, armed forces and biographical. None of thcse factors 
stands alone. For example, scientific intelligence usually contributes much 
to the 1)roduction of economic and armed forces intelligence. Finished 
strategic intelligence is the product of the integration nF all these 
components. 

Operational intelligence is required by commanders for the planning 
and execution of all types of military operations. Without it a commander 
cannot determine the best use of his firepower, the best way to deploy 
his forces, or the best means of maintaining his own security. This  is 
known as coirrbat intelligence in the United States Army, whcreas in 
the Australian Army combat intelligence is that knowledge of the enemy, 
the weather and geographical features required by a commander i n  the 
planning and conduct of tactical operations. That  is, it is contained 
within the Australian definition of operational intelligence. 

Although the difference between strategic and operational intel-
ligence is not clear cut, they do have some distinctive characteristics. 
Strategic intelligence takes time to producc but is usually valid for a 
Considerable period. Operational intclligence is produced from a lesser 
amount of information but inay lose its value very quickly. For example, 
the capability of a nation to pcoduce heavy tanks will not normally 
change rapidly, whercas the number of those tanks at  a certain place on 
the battlefield is an item of operational intelligence which can change 
hourly. It was strategic intelligence which influenced the Allied decision to 
land at Normandy; operational intelligence was ncccssary for the detailcd 
planning and execution of this decision. 

The Importance of Intelligence 
It could truthfully be said that Adam and Eve lacked an adequate 

intelligence estimate of the enemy’s intention when they were Icd to 
eat the forbidden fruit. When Noah sent forth the dove ‘to see if the 
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watcrs were ahated from’ the face of thc ground” he  engaged i n  a 
strikingly niodcrn form of intelligence activity -aerial reconnaissance. 
Good intelligence and its proper use enablcd H,annibal to cross the Alps 
and invade ancient Italy; similarly, its planned and positive use permitted 
General JosC de San Martin and his Army of the Andes to  pass the 
Andean mountains and dcfcat the Spanish in Chile. George Washington, 
leadcr of thc revolting American colonists, was constantly exhorting 
his subordinates to spare neither expense nor elFort to obtain information 
on the dispositions and strength of the Rritish. ‘Without this’, he  wrote, 
‘we wander in a sea of unccrtainties and dificulties.’Z 

Marlborough is generally acclaimed as one of the grcatest generals 
in history. Never defeated, his war expcricncc was spread over thirty-eight 
years culminating i n  his string of striking victories during thc W a r  of 
the Spanish Succession. Few generals could k t t e r  fathum their enemies’ 
intentions and dispositions than he. An astute military biographer gives 
three reasons for this: ‘First, because of thc cxcellencc of his secret 
service which in its d3y was unrivalled; secondly, because he  either 
personally knew or had minutely studied his opponents, and lastly, 
because he had a wondcrful tactical cyc and never failed to see things for 
himself if it were possible to do ~0.~3 

Lack of intelligence led to the defeat of Napoleon at Waterloo and 
Lcc at Gettysburg. It \vas through the proper use of intelligence of 
weather and terrain that Von Rundstedt succeeded, at first, in the Battle 
of the Bulge. General Patton’s propcr use of counter-intelligence enablcd 
him to chingc the direction of an entire field army and help eliminate 
the Bulge without disclosing to the Germans serious weaknesses in other 
areas. Poor intelligence led General Percival to surrender Singapore to 
a Japanese Force one third the size of his own, believing all the time 
that he was vastly outnumhcred. Scveral Australian .coast-watchers in 
thc Solomon Islands supplicd virtually all the information of terrain and 
defences for the successful American landings a t  Guadacanal- the first 
major United States effort against Japan after the spectacular failure of ,
intelligence to warn Pearl Harbour. During the Malayan Emergency 
the close cooperation between military, police and civilian intelligence 
agencies provided the basis for victory. 

T h e  successful conduct of the war in Vietnam relics upon intcl-
ligcncc more than anything else. Major General Willard Pearson, 

‘ The Bible, ‘Genesis 8-8’ 
? Em clopaedia Brittaxica. ‘Intelligence’

I. d F. Fuller, ‘Marlborough’, in Famorcs British Generds, ed. Barratt Parker, 
(Nicholson and Watson, London, 1950) p. 50. 
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General Westmoreland’s chief operations officer (Assistant Chief of 
Staff 13) said, whilst addressing a Reconnaissance Scminar iii Saigon 
i n  August 1967 ‘This is basically an S-2’s war.’4 (That  is, an intelligence 
officer’s war.) T h e  Viet Cong and other communist revolutionary forces 
constantly demonstrate that small forces can achieve significant and 
economical victories by using accurate intclligcncc bascd upon painstaking 
rcconnaissancc and good information. To deny the cnemy this is not 
enough; the only way to defeat hini is to actively seek information with 
which to produce g o d  intelligence for our own use. Sir Basil Liddell 
Hart  says ‘The proverb “forewarned is forearmed” applies even more 
strongly to  guerilla and subversive wars than to regular warfare as known 
hitherto.’5 Without this, possession of massive combat-poc\w superiority 
is worthless; it could be likened to a blindfolded hcavyweight boxer 
matched against a featherweight. Field Marshal Viscount Slim quotcs 
an old sergeant-major as giving the following advicc ‘Hit the other fellow, 
as quick as.you can, and as hard as you can, where it Iiurts him no st, 
when he  ain’t looking’e- an excellent principle, providing of course, 
that through g w d  intelligence you know where the enemy is, where it 
will hurt hini most and when he  will not be looking. 

As important as intclligence has been and is, it will be  even more 
important in any future nuclear con%ict. The devastating effects of these 
weapons and the speed, range and accuracy of their delivery will make 
intelligence the key to succcss on the nuclear battlefield. 

Apart from nuclear devices, modern science is proclucing weapons 
and armaments for the military, the enective use of which is often 
denied by the lack of intelligcncc. Even after World War I ‘it was 
discovered that science was the backbone of victory; sciencc which since 
1870 had advanced like a giant i n  seven league boots while soldiers were 
forming fours and practising the goose-step.” T h e  problem of target 
acquisition increases with thc range of the weapon or delivcry system. 
Sincc the innovation of indirect artillery fire the means of locating targcts 
has been outstripped by the means of engaging them. In spite of radar, 
thermal, seismic, chemical and infra-red detection devices, the gap 
betwccn the two remains large. This  problem is not new; it has just 
been accentuated by modern technology. I t  was recognized in the oldest 
military treatises in the world, where Sun TZUsays ‘What enables the 

.I Author attended the Seminar. 
Sir Basil Liddell Hart, Strategy: The Indirect Approach (Faber 2nd Faber,
London, 1967) p. 377. 
Field Marshal Viscount Slim, Defeot into Vietory (Cassells, London 1950) p. 551.‘ J. F. C. Fuller, The Reformation of War, (Hutchinsoon and Coy, London, 1923) 
p. xiii. 
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wise sovercign and the good general to strike and conquer, and achieve 
things beyond the reach of ordinary men, is foreknowledge.'s Fore-
knowledge, targct acquisition and intelligencc are synonymous. 

Army Doctrine and Intelligence 
This inipnrtance of military intelligence was recognized in Britain 

even bcfore Marlborough said in 1712 'No war can be conducted 
successfully without early and gpod intelligence.'g However, it was not 
until 1873 that the British W a r  Office established an Intelligence 13ranch 
3s part of the ofice of the Adjutant General of the Forces. This  was 
done partly as a result of lessons Iearncd during the Crimean War ,  where 
blundcrs and hardship were largely due to a woeful lack of intelligence; 
partly because oF such recent innovations as newspapcrs, the tele-
graph, railways and large standing armies; and partly because the evalu-
ation of new, complex weapons was beyond the capacity of the avcrage 
diplomat. T n  Australia, it is of historic interest that the original Military 
Board of 1905 included a Chief of Intelligence, the first one heing that 
gallant and erudite soldier, founder and leadcr of thc First Australian 
Tmpcrial Forcc, Sir William Bridges. This  post was the genesis of our 
present General Stan branch.'" 

What ,  then, is the current Australian Army doctrine as it relates 
to intclligencc? T h c  following quotations are taken from The Division 
in Battle, 1965 series of pamphlets, which provide the basis of training 
and study for all arms and services. 

T h e  first of this serics lists cight factors '~vhich affcct all typcs of 
divisional operations'. They  are, in order:'l 

1. Ground. 
2. Weather. 
3. Intelligence. 
4. Security. 
5. Deception. 
6. Vulnerability and  Risk. 
7. Electronic Warfare. 
8. Surveillancc and Night Vision Equipment. 

A knowlcdge of 'ground' is dependcnt upon intclligencc, as is accurate 
'weather' forecasting. 'Electronic warfare' and 'surveillance' by day or 

SamuclSamucl B. Griffith Stin Tzu: The Art of War, (Oxford at the Clarendon Press, - .  ALondon, 1963) p.p. 96.h n d o n ,  I Y O 5 )  YO. 
The Divisimr ia  Dnltle, 1965 (DIR) Parnphlct No. 9. Intelli e x e  p 1The Divisimr ia  Dnltle, 1965 (DIR) Parnphlct No. 9. Intelli e x e  p 1 

'11 A. Argent, 'A Photo and a Story', (Aastroliaiz A m y  Jmcntalko. i23, Decemler'11 A. Argent, 'A Photo and a Story', (Aastroliaiz A m y  Jmcntalko. i23, Decemler 
1 " L n  .. 1 E1967) p. 25. 

"" DIB Pamphlet I, Organization nnd Tnctics, Section 41, p. 87ff.1: 


.
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night are methods used to gather that information which produces 
intelligence. T h e  three remaining, ‘security’, ‘deception’ and ‘vulnerability’ 
arc all part of counter-intelligence. T h e  eight factors aITecting all typcs 
of divisional operations could, therefore, he lcgitimatcly reduced to two- 
intelligence and counter-intelligence. A later pamphlet states, ‘Without 
good intelligence, political and military dccisions cannot be soundly 
based.’lZ 

These are just two examples of current doctrine dealing with 
operations in general. See what is said about particular types and phases 
of war. ‘The following factors are common to all offensive operations in 
counter insurgency:’ 

Information. 
Objective. (The Aim) 

0 Surprise. (Surprise) 
Mobility. (Flcxibility) 

0 Mobile reserves. 
J 

0 Firepower.13 (Concentration) 

T h e  words in brackets are mine, and relate the factors listed to existing 
principlcs of war. It is significant that inforination, that is, the raw data 
from which intelligence is derived, is not only included with four 
existing principles, hut also that it heads the list. 

The vital importance of intelligence is appreciated in nuclear 
warfare, as shown by the following extracts. ‘Information is a key factor 
in  nuclear war, and equally essential both to defender and attacker.’ 
‘The eKective employment of nuclear firepower depends on a continuous 
flow of accurate target information’ and, ‘Bccause nuclear weapons pcrmit 
thc attack of deeper objectives, the attacker must have detailed information 
about a larger part of the enemy arca than is usually required in  non- 
nnclear war.’14 

T h e  value of psychological operations is becoming increasingly 
recognized; in Vietnam today they are employed to supplement normal 
military operations and to consolidate their gains. I n  discussing this the 
doctrine states ‘The importance of this factor (intelligence) in  psyops

I. 

DIB Pamphlct 11, Carnter Revolutionary Warfare, Section 18, p. 45. 
DIB Pamphlet 11, Counter Revohrtionnry Warfare, Section 38, p. 22A. 

I4 DIB Pamphlet I, Organization and Tactics, pp. 205, 192 and 198. 
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cannot be overestimated. Once propaganda has been disscminated it 
cannot he recalled a n d ,  should it have been Founded on inaccurate 
intclligcncc, nothing can be done to avert harniful conscquences.’l& 

What is a Principle of War? 
Let us now broadly exaniinc the principles of war, so as to be able 

to measure intelligencc against their requirements, charactcristics and 
usefulncss. 

Napoleon said ‘The principles of war are those which guided the 
great commandcrs whme great deeds have been handcd down to us by 
history.”fl T h e  modern conception of the principles of war may be dated 
from that definition. A ‘principle’ is defined by thc Concise Oxford 
Dictionary as a ‘general law or a guide to action.’ Strictly speaking, many 
of the so called principles do not fit this academic definition; rather are 
they methods by which certain rcsults are obtained. A inore fitting 
dcfinition for our purposes is given by Maurice as ‘the methods by which, 
as experience has shown, lead most clearly to thc achievement of the 
object of war’.17 This  can be stated equally truly as ‘Those principles 
which have heen handed down to us not for blind adherence, but  rather 
to serve as a warning that in disregarding any one of them, we accept 
risk, of which the encmy may well take advantage.’ Modern military 
teaching subscribes to Rilaurice’s statement as adequately defining a 
principle of war. 

The British Army Field Service Regulations of 1924 contained, for 
the first time, a summary of what the military authorities of that time 
held to Le the principles of war. However, many great generals had 
previously stated their own ideas on what they should be, and various 
lists have bcen prepared, studied and practised throughout history. An 
analysis of Sun Tzu’s work will reveal a formula reniarkably similar to 
the present-day principles. Napoleon’s maxims are also techniques or 
methods, most of which can be directly related to a principle. 

T h e  original seven principles in the Field Service Regulations were 
taken from Fuller’s T h e  Reformation of War’s published shortly after 
thc ‘war to end wars’. They  were the principles of the offensive, security, 
concentration, economy of force, movement, surprise and cooperation. 
T h c  principle of the objective or aim was not included but was held to 
be an over-riding factor affecting all of these. 

I s  DTB Pamphlet 11, Cm~ntet.Rewoltrtiowry Wa+re, p. 57. 
‘IJ Maj-Gen Sir F. Maurice, British Strategy,  (Constable, London, 1929) p. 27. 
li Maurice, 28. 
Is Fuller, Tk I<e(onnnlion of War, p. 28 
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Most nations today have their o\vn list of preferred principles, 
usually about ten in number; France being the exccption with hut three. 
It is significant for this paper that the only principles common to Ihitnin, 
USA, USSR, Communist China and France are those of concentration 
and surprise. More will be said of this later. 

An examination of the official British principles since 1924 will 
reveal some additions, deletions and changes: alterations made as the 
result of experience, changing social patterns and the constantly changing 
techniques of modern warfare. This is right and proper. As Maurice says 
‘There are n o  fixed laws and rules to the art of war, and even its 
principles are fluid and require constant re-examination in the light of the 
changes which time brings.’lg 

T h e  ‘maintenance of morale’ is a principle which was not addcd 
to  the British list until after the Second World War.  This  emerged as 
a principle largely as the result of the changing nature of socicty and 
of two long, costly and bloody wars. Although always significant, i t  was 
often, in the past, a natural product of small holy or national wars, and 
until recently was given a fillip by opportunities of pillage, plundcr and 
the spoils of war. Society today does not condonc such things and, assistcd 
by the press, radio, television and the post ofice, has morc compassion 
for the lot of the common soldier. Also, the moral and physical strain 
upon soldiers has increased tremendously with thc introduction of deadlier 
weapons. Shortly after the Boer War, Major General Sir John Cellihrand 
wrote ‘Insufficient weight is attached to morale, though congratulatory 
telegrams were the order of the day’.20 It took fifty ycars and two world 
wars for sufficient weight to he attached to morale. Mao Tsetung includes, 
it i n  his list as ‘the principles of the military spirit’.?’ 

T h e  principles of war are not thereforc fixed-thcy are the 
product of their time: born, destroyed or resurrected by the nature of 
contemporary science and society. Nor can they be held or applied in 
isolation. Although some principles may be outweighed by others or even 
bc discarded in some situations, all must be seriously considered as a 
collective whole in order to ‘achieve the object of war’; each onc has some 
bearing and influence on the remaindcr. T h e  selection and maintenancc 
of the aim, of course, is the primary and over-riding principle, having 
the most significant effect upon them all. Flexihility usually has a 
considerable influence on surprise, concentration, and economy of force. 
Offensive action is nearly always effected by security, cooperation and 

Ig Maurice, p. 47. 
Quoted in Australian A m y  Iwrnal, No. 221, October 1967, D 39. 
Kemin Ho, ‘Mao’s 10 Principles of War’, Military Review, July, 1967.. 

L 
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morale. T h e  most recent principle, administration (personnel and logis- 
tics), apart from in itself embracing moralc, Bcxibility and economy of 
force, may even at times limit the selection and maintenance of the aim. 

Why Have Principles of War? 

Before consolidating the evidence ancl pxrscnting the proof, we  
should undcrstand why we have principles of wai, and what uscful 
function they perform, if  any. 

Concerning scientific method and the study of war, Professor 
1’. M. S. Blackctt, Nobel prize winning physicist and an eminent student 
of war, said Tor  it is clear that the only way to attempt to estimate the 
future is to understand the past. T h e  fact that rational prediction of the 
military future has become more difficult owing to the advent of 
revolutionary weapons means not that we must abandon it bu t  that we 
must put more effort into it.’*2 W a r  has been variously described as an  
art, a science, a sphere of social life. It is certainly a tremendous social 
cataclysm, ‘solved in blood‘ as Clausewitz says, but also containing 
characteristics of both an  art and a science. Maurice calls organization the 
science, and leadership the  art. It wodd be equally true to  say that thc 
staff officer was more concerncd with the science of war, and the 
commander with the art. 

All sciences extract knowledge from the unl~nown by utilizing 
known and proven laws estahlishcd by universal inference. Hence the 
laws of motion, causation and aerodynamics. T h e  arts, too, have their 
rules, principles or guidelines -being by nature less measurable than 
sciences. Society is likewise regulated by both natural and man-made 
laws. And so war, being part science, part art and part social activity, 
may legitimately have its own principles. Just as an engineer applies 
certain principles to make a machine, so does a soldier to achieve the  
object of war. War,  however, like cricket, is full of ‘glorious uncertainty’. 
Maurice gives the reason for listing principles as ‘not to provide formulae 
for use in war, since all history of war shows this to be futile, but to  guide 
thought about war in the right direction’. Me Further says ‘Neither is a 
mere knowlcdge of the principles of war any value. It will not help a 
soldier solve a problem of war more than a knowledge of the principles 
of painting will, without steady practice and natural aptitude, enable an 
artist to paint a picture.’?s 

?? P. M. S. Blackett, Stridier of Wnr, (Oliver and Rogd, EdinLurgh and London, 
1962) yp. 47, 48. 

?:I Maurice, pp. vi and 24. 
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There  .is a problem however; whereas an artist can discard or 
retouch a poor painting or an  engineer can redesign his model, a soldier 
can only gain actual experience in his profession at war, and many 
mistakes made in war are, like death, singularly irrevocable. Marshal 
Foch gavc an  answer: ‘They (the leaders) will only acqiiirc thc capacity 
to give prompt and judicious decisions and sufficient confidence in them- 
selves to take such decisions in the field if thcy Iiavc developed their 
powcrs of analysis and of forming correct conclusions by an objective 
study of past expericnce, that is, of history.”4 Keogh agrees: preferring, 
like Foch, to think in terms of ‘cxperiencc’ rather than ‘history’. H e  makes 
the point that the knowledge possessed by every professional person is 
not built up  cntircly from his own experience. For example, doctors 
and lawyers build their knolvlcdge on the rccordcd cascs, experiences, 
mistakes and experiments of others. So tw does the soldier, a fact borne 
out by thc way in which most of the great commanders of the past h a w  
supplemented their own expcriencc by the avid study of thc campaigns 
of their predecessors.’5 

By using the principles of war to guide thought in the right 
direction, and by tackling such studies with a critical, challenging 
approach, Keogh lists three benefits to be gaincd by the studcnt of \var, 
and they are well worth repeating: he  will develop a mind rich in thc 
cxpcricnce of war; his powers of analysis \ \dl  bc sharpcned; and lastlv 
he will come closer to that understanding of man in ,combat \&ch is 
essential knowledge for any leader. 

Why Intelligence Should be a Principle 

Before collating thc factors which h a w  cmcrged front thc discussion 
above, a simple example linking intelligence with the principles of war  
will serve as a useful transition to the final prwF of the proposition, and 
may in itself convince some readcrs that intclligcncc should be a 
principle of war. 

W a r  is hasically a conflict between men; so is a boxing match, and 
a boxer USCS the same principles as a soldier to achieve his aim; in his 
case, to win the match. Again, like a soldier, he  is very much dependent 
upon intclligcncc. Bcforc the match he will study his opponent; ohserve 
him train; view films of past fights and look For weaknesses. During the 
fight h e  might win with a singlc punch-a conccntration of force- 

’“F. Foch, Pri~tciplesof War, (Translated by Hillaire Belloc) (Chapman and Hall 
Ltd., London, 1920) p. 62.‘’ Colonel E. G.  Keogh, ‘The Study of Military History’, (Anrlmlinrr Army Jo~rrzal ,  
No. 224, Januap, 1968) p. 4. 



13 INTELLIGENCE: A PRINCIPLE OF WAR 

providcd he can scc his opponent and correctly gauge his reactions to 
preliminary feints. O r  he  might 'conccntratc' lighter punches on a weak 
point-again provided he knows where the weak point is. A boxer is 
constantly looking for openings for offensivc action and opportunities to 
achieve surprise. T o  this end he must keep alert and watchful, never 
taking his eyes off his opponent. H e  must also look sharp for his own 
security. Flexibility is represented by his weaving hands, balanced foot- 
work and quick wits; economy of force hy not tiring himsclf too quickly; 
cc-operation by the efforts of his manager and seconds; administration by 
the food and rest taken before the fight; morale by thc confidence gained 
through training and the encouragement offered by attendants and fans. 
Without intelligence in the military sense, that is without knowing his 
opponent and being ablc to scc and anticipate him, the most skilful 
boxer or general in the world is doomed to defeat. This  surely is a sound 
reason for intelligence to  be a principle.' 

T h e  examination of the currcnt doctrine has shown us that intel- 
ligcnce is a de facto principle; it is grouped with existing ones as an 
important factor-often the most important- to be considered in  all 
types and phases of war. Should not this de facto status be legalized by 
marriagc to the official list? 

It was earlier mcntioncd as significant that concentration and 
surprise were the only two principles common to the major nations. A 
valid dcduction is that these, by such general acceptance, arc two of the 
most important oncs. Yet of all the principlcs in any list it is thcse two 
that depend upon intelligence more than any other -with the possible 
cxception of the primary and over-riding principle, the selection and 
mantenance of the aim. Along the same linc of argument the more 
concentration or surprise achieved, the greater the chance of success; 
and the dcgrcc of concentration or surprisc dcpcnds largely upon the 
quantity and quality of the intelligence available. It is equally clear that, 
when on the defensive, the possibility of defeat decreases as the amount 
of intclligcnce increases. From this argument; from the example of the 
boxer; from history, quotations and doctrine, it is apparent that 
most principles of war are dependent upon intelligenac. Sincc each 
principle of.war also depends upon or is influenced by others, and since 
they all must be examined as a collective whole, there is no bar on thesc 
grounds to the inclusion of intelligencc along with thcni as a fellow 
principle. , 

T o  conclude in a more logical vein for those who still lack 
conviction, examine the following syllogism. T h c  prcmiscs have already 
been established. They  are, that to achieve the object of war i t  is 
necessary to consider all the principlcs of war (by dcfinition); that most 
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principles of war arc dependent upon intelligcncc (a valid generalization 
from the discussion above). Therefore, the achievement of the object of 
war is dependent upon intelligence. That  is, intclligence is a method by 
which, as expericnce has shown, leads most surely to the achievement 
of the object of war. To apply thc variation of this definition, intelligence 
is ‘a principle which has been handed down to us not for blind adherence, 
but rather to serve as a warning that in disregarding it, we acccpt risk, 
of which the enemy may well take advantage’. History shows, evcn from 
thc fcw cxamples givcn, that this is indeed the case. Intclligcnce, thereforc, 
meets all the rcquiremcnts of a principle of war and rightly dcscrves to 
be so listed. 

Conclusion 
T h e  advantagcs in so doing would he three-fold. First, by guiding 

thought and the study OF military cxpericncc in this direction, it would 
highlight thc influence of intelligence both strategically and tactically, 
a t  the same time creating an awarcncss OF its importance today in counter 
revolutionary warfare and tomorrow in a possible nuclear conflict. 
Sccondly, it urould illustrate how some of the great commandcrs of the past 
had tackled this problem, and fostcr idcas as to how it may be solved 
i n  the future. This  way, it w d d  help convincc thc soldier of the need 
for both grcatcr technological know-how and lor more observant and 
inductive men. Finally, it would hclp to remove from intelligence that 
aura of mystery-cum-black-magic on the onc hand and the takc-it-for- 
grantcd attitudc on thc other, exposing it for what it rcally is; the activc 
and positive search for information, which, when processed, will enable 
war or peace to be concluded in the most cconomical and life-saving 
way. To gain thcsc advantages, intelligence should be a principle of war. 

In  tlic heat OF battle or the fog of war even the most practical 
soldiers are not inclincd to pausc and consciously consider principles. 
Even so, the validity of the proposition still stands if, like Verdy-du- 
Vcrnois at the battlc of Nachod they say ‘To the devil with history and 
principles! W h a t  is the problem726 For to know the problem is to know 
the enemy, and to know the enemy is intelligence. 0 

26 Maurice, p. 25, 



logistics in a Total War 


Liemtemt-Colonel  I<. M .  Ratters 
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Aim 
THE aim of this paper is to bricHy rcvicsv the logistic experiences of 
the Australian Army since 1945 and to assess our ahility to providc 
logistic supliort in’ a total war situation. 

Background 
Since the termination of liostilitics of 1939-45, the Australian 

Army has bcen dcploycd in Jalxm, Korea, Ailalaysia, South Vietnam and 
Papua/New Guinea. During tlie period 1946-66, the prime responsi- 
bility for logistics rested with our major ally of the period, although 
elements of tlie Australian i\rmy niade a contribution. In  South Vietnam 
today, tlie Llnitcd States Army provides the Australian Forcc with 
POL, rations, expense stores, engineer stores, some ordnance stores, sonie 
aniniunition and some amenitics. This is augniented by a n  /\ustrali:in 
contribution providing peculiar Australian requirements across the whole 
field. Alrnost the  full range of ordnancc storcs is provided Iron1 /\ustrali;tn 
depots. 

Political, economic and iiational reasons dictate that ,certain A u s -
tralian coiiiniodities are providcd to our force i n  preference to tlie US 
item. Ordnance, Engineer and ST itcms arc provided for rcasons of 
compatibility with the main Australian support area. 

I n  thc Tcrritory of Papua/New Cuinca, the force is whnlly main- 
tained from Australia. This is the only off-sliorc force maintained in 
this fashion since 1939-45. 

Licnle,rarr~-ColorrolBatters firs1 enlisled it, 1940 a i d  served zvillr conz,nnndo wniis in 
the Sorrrh-West Pacific Area. Aftcr deinobilizotion (1946) and re-enlistment. (l947), 
he urns first commissioned in April 1952. Siibsaqtiott portirrgs i>dudod rr service 
nppointnient on 1-IQ Tartnania Corrininird (1955), 21C 28 Co~~momnmulthBrigade
OFP (1957), lnstnrctol;RAAOC Centre (196% utz attmhmcnt to ,I113 IJepnri,ne,zt 

.of Defence (19621, an exchange npyoiirtirient l o  the Directorate of Eqtcipmcut, h’ew 
Zenlonil Army (1964) and DADOS AFV (1967). H i s  present oppoiniment is AIJOS 
Directorate of Ordsawe Services AHQ.  
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I n  all of our exciirsions overscils since 1939-45, the landing has 
been unopposed, the lines of communication securc and hostile ground 
operations have been at a minimum. Our  logistic thinking has been 
unavoidably coloured by these circumstances and we now have almost 
a generation of officers who know n o  other conditions. It is now time 
to consider whether our current logistic apparatus could withstand a 
total war situation. 

The Current Logistic Dependency 
I n  1939-45 the range of items required for a field force was relatively 

small. I n  the South-West Pacific Area, (where most operations were 
conducted on foot) the requirements of the field formations were those 
\ehich could be worn or carried. Today, we have complex weapons 
systems, electronic devices, test equipment, light aircraft, field radar and 
a multitude of other equipnients, each of which require a filled repair 
parts pipeline for support. Accurate documentation is a prerequisite, so 
that the user and the repairer can identify and obtain his requirements. 

Field Repair versus Field Replacement 
The alternati\.c to  field repair of complex equipnients is field 

replacement. I t  is doubtful that this country could ever afford the luxury 
of equipment replacement i n  the field. 

One  could dehatc the advantages of field force equipiiient replace- 
ment coupled with a niain support area repair system and allied to a 
fast air replenishment system. A necessary foundation is a large pool 
of spare equipments. I n  an era of an expanding ORUAT and critical 
initial equipment shortages, it is doubtful that a repair pool could remain 
intact. 

If we are committed to field repair, then it can only be effective 
i f  the required repair parts are readily availahle at the point of con-
sumption. T h e  points of consumption will be in both the combat and 
communication z o n a  and in fluid circumstances. In the advance and 
withdrawal phases all elements (including logistic installations) will be 
moving. 

The Basis of Initial Repair Parts Scalings 
The current logistic system provides for repair parts to he held 

at  all levels in the total organization -unit, task force, division communi- 
cation zone, main support area. Some levels are provided with a repair 
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pool of complete equipments to provide breathing space so that exchange 
and repair can take place. 

T h c  initial assessment of repair parts required for the various levels 
is made on the basis of previous experience and engineering opinion. 
It will tcnd to be over-gcncrous in range oE items and under-generous in 
quantities of particular (undeterinincd) itcnis. Adjustment to the range 
and quantity of individual items is the responsibility OF the logistic support 
units in the field Force. Unfortunatcly, this adjustmcnt can only be 
cffected on the evidence of consumption trends. This  results in the 
placing of a demand on thc main support arca which will be fulfilled by 
routinc procedures unless a degree of priority is nominated. 

It is fairly \vcll cstablishcd that 12-18 nionths will elapse from 
lodgcment, to the time when field scalings will accuratcly reflect in-theatre 
usage. T h c  futurc logistic systcm must provide a faster reaction to  trends 
coupled with a priority For movement Factor to acceleratc inoveiiient of 
urgently requirctl itcms. 

The Field Force Consumption Pattern 
A field forcc consunics linc itcnis of supply. A line item can be a 

shirt, a ration, a gallon of petrol, a washer, a transistor, a surgical dressing 
or a'coil of barbed wire. Consumption will bc at the rate oE thousands 
pcr day or decimals per year. Each item is purported to move through 
the pipeline at its consumption rate. W c  cannot  view the pipeline as 
being full of any onc itcm at any point in time. (It may he full of POL, 
but  not with 1005-66-023-7006 PIN, with n consumption of 7 per annum). 

T o  conipound the situation, the Iimern of opcrations and deploy- 
ment will influence consumption and it will rise and fall in some areas 
with great rapidity. Changes of climate, tcrrain and phascs of war will 
generatc thcse changes. A ccntral provision organization based in the 
main support area could not anticiliate all thcsc changes in consumption 
pattcrn or rcact to them in thc required operational time frame. Our  
current organization provides For service representation at cvery command 
Ievcl. Tlicy arc charged with the rcsponsibility for interpreting trends 
and injecting this inforination i n  the h r m  of advice to thc main support 
arca. It is normal to find that tlic various service representatives compete 
with each other for the allocation of movement priority. 

Priority of Issue and Priority for Movement 
T h e  Australian logistic system provides For a mo\wnent priority to 

be nominated by the demanding authority; for example, a priority one 
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service denland automatically qualifies for movement by air. l t  i s ' l e f t  
to the demand originator to determine (and justify) the priority requested. 
There  is n o  clear policy statenlent to confine priority movenient to combat 
oriented items. 

W h e n  the availability of air space forward i s  restricted, priority 
demands from the staff and services will compete for space. T h e  relative 
degree of urgency cannot bc determined by the movement agency i f  all 
are priority one. 

.*1he '  reaction of the various services in the main support area to 
a priority one demand will differ according to the lcvcl of cfliciency of 
stock management, the physical location of the stores in Australia and 
the means of movement available to transport the stores from the ASA 
depot to the air terminal. T h e  elapsed time from initiation of dcinand 
to demand satisfaction will vary ividely according to these circumstances. 

Consumption Patterns and Priority for Movement 
Some commodities have predictable consumption patterns; others 

are completely unprcdictablc. Predictable items include rations, ainniiini- 
tion, POL, and consumables. Consumables include medical items, dry 
batteries, clothing, tyres and tubes, stationery, field hygiene supplies, 
defence stores and water treatment chemicals. T h e  unpredictable itcms 
fall generally-but by no  means exclusively-in the repair parts field. 

T h e  predictable consumption items can he positioned on the far 
shore in large quantities and here wc can fairly speak of 'days of coli-
sumption', 'contact rates' etc. T h e  unpredictable cunsumption itcins defy 
classification into days of consumption, particularly to the supply manager 
attempting to 'fill' a pipeline with an item having a monthly usage factor 
of .07. Certainly an  ordnance field park will scale for 60 days or  the 
fast moving requirements of 3 task force. This is a very small range of 
line items. Field workshop stores sect.ions (or cells) carry a larger range 
of repair parts but these are mainly in thc unpredictable ficld. 

It becomes obvious that a more extensive knowledge of the assct 
situation is required for unpredictable consumption items than is neccssary 
for predictable consumption items. If we a pt this premise, then there 
should be a logistic classification of items as predictahle or unpredict-
able (rather than by the present service responsibility) as an aid to 
management. 

If we then couple this new classification to an A H Q  policy i n  
respect to priority for movement, we can ensure that the combat oriented 
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itcm rcceives priority in issuc and movement to and within the ovcrseas 
theatre. 

The Examination of Consumption Patterns 
T h e  examination of consumption patterns should bc first directed 

towards the combat orientcd items of supply. ?\part from the obvious 
commodities-ammunition, POL, rations, \vater -there arc a multitude 
of items without which a field formation cannot opcrate efficiently. Somc 
examples are: 

Teleprinter rolls 
Dry battcries 
Salt tablets 
Radio Antcnnae 
Clothing 
Markcr balloons 
Anti-malarial chcmicals. 
T h e  examination should be conducted on the Following basis: 

A critical review by sponsor dircctors of those it&ns essen.tinl to 
the operatinn of the task force and division in thc combat zone. 
A similar rcvienr of the itcms essential for the operation of units 
in thc Conini 2. 
T h e  application of an over-riding consumption factor lxised on 
our cxperience in South Victnam. 

T h e  consumption factor (at this point) is asnessed at ii criteria of 
not less than tcn issue transactions (in-thcatrc) per month. This  will 
qualify the item for priority stocking, issue and movement. 

The examination of consumption p t t e r n  should then bc directcd 
to all other items in the army invcntory (i.e. thme with a usage of less 
than 10 per month). This category should bc further subdivided (by 
machine pioccss) into tliose with a usagc of lcss than 10 but more than 
1 per month and tliosc with a usage of less than onc. 

It u d l  bc found that these arbitrary classifications reill segrcg:itc 
the army inventory into the follo\ving patterns: 

Fnst wosing items (over 10 per w ~ n t h )  
As this category includes ammunition, rations, POL,  combat 
clothing, tyres, batteries (wet and dry), stationcry, medicnl 
consuniables, field hygienc itcms and insecticides, it  follows that 
this segment (although relatively I O W  in  line itcm l icd ings)  
could represent 75 per ccnt of the tonnage directed into tlic 
theatre of operations. 
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Slmu nroving iterris (1-10 per month) 
This  category includes end items with a wastage factor, some 
repair parts and items pcculiar tn equipnients with a mcdium 
density in-theatrc. It could represent 20 per cent of thc tonnage 
directed into the theatre of operations. 
Very s h nzoving i t e m  (under I per vzmth) 
This  category represents the balance of the logistic rcquircment 
of the theatrc of operations and IxobaLly 5 per cent of the 
tonnagc. 

The Relationship Between Consumption Pattern and 
Movement Media 

I t  is logical to  use the most economical form of transport for the 
greatcst tonnage. T h e  ‘pipeline’ can then bc regarded as a tuhc fillcd 
with high consumption items moving at a predictable ratc. 

If the relationship between consumption and movement of high 
consumption itcms is properly niaintaincd, all requirements should travcl 
by sea. Air movenient can thcn be reserved for the slow and very slow 
moving items. To control resupply to this premise, a correct Ievcl of 
theatre stocks must he established and an eacient  monitoring system for 
items in transit must be designed. 

Theatre Stock Levels 
T h e  theatre stocking level for fast moving, slow moving and very 

slow moving items need not he thc same in days of consumption. For fast 
moving items, where resupply is normally by sea, thc stocking level must 
be higher than for a slow moving itcm where resupply is by air. For 
very slow moving items, only those with excessivc bulk or weight or 
which havc bcen nominated as combat cssential should be held in-theatre. 
The considerations ahovc would need to he niodificd by any tactical 
requirement to hold reserves in-theatre. 

The Transit Inventory Control Concept 
I t  has been clearly demonstrated in South Vietnam that air supply 

can only Le a supplement and that thc major method of logistic support 
is by sea. It must thereforc be assumed that a rcsourccful enemy will 
attempt to inflict losses on our air and sca capacity. In a total situ-
ation, losses will also occur between the lodgement point on the far shorc 
and the point of consumption. Thcse losses will occur at storage areas 
and in transit. 
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Adjustments to the logistic system ciin bc nude  for losses i f  thc 
Full and detailed extent of the losses is known. T h e  current accounting 
and recording system does not provide this capability. 

Under tlic cur rmt  mcchanized accounting system, a stock replenish- 
nicnt voucher is I>roduced by a computer ancl for\vardcd tu a mainland 
depot for issue ilction. On receipt of tlic stores a t  the overseas depot a 
rcceipt posting is p i ~ n c l ~ c d  into a paper tape Ivhich is then transmittcd 
to the army EDP centrc. On processing the tapc through the computer, 
the quantity currently shown as 'in transit' is erased from the magnetic 
tape segment and transferred to the ovcrscas depot stock record. 

Some months will elapse between the preparation of the stock 
rcplcnishmcnt voucher and the confirmation tliiit the stores Iiavc bcen 
received a t  the overseas depot. I f  transit losses occur, it is d i k u l t  tn 
ascertain the extent ot: the loss. 

T h e  transit inventory control concept is designed to provide constant 
transit monitoring until the stores are brought to account i n  the overseas 
depot and pass tu the control of the theatre commander. 

T h e  Following procedure is suggested: 
An appreciation is made of the maximum possible' number of 
transhipment points between tlic niainland and ovcrseiis depots. 
Assuming this ligure to be IO-at the time the stock replenish- 
ment vouchcr is prepared -10 punch cards are prepared [or 
each line item. These accompany tlic stock replcnishnient 
voucher to the issuing depot. 
At the point of issue and at each subsequent transhipment point 
one of the 10 cards is hand punched with a suitable code and 
passed to army EDP centre. 
O n  receipt of advice that a vessel or convoy has k e n  lost, 
delayed or rcdircctcd, army EDL' centrc could print out ii listing 
of the items concerned and pass copies to the respectivc AI-IQ 
supply manngcrs. t\djustments could then be made to the p i p  
line flow and any necessary procurement action initiated. 

In-Theatre Stock Distribution 
It has d r e a d y  been agreed that tlic Fast moving items rcprcscnt 

about 75 per ccnt of tlic theatre consumption. It is further estimated that 
the fast moving items rcprcscnt only about 1,500 linc items of supply. 
It is suggested that it is logical to group these fast moving items in a 
single stores depot, without regard to current scrvicc responsibilities in 



22 Afi\4Y JOURNAL 

the supply field. As the fast moving rangc also contains almost all the 
combat oriented items, it permits staff control of the important items of 
supply through one stores depot. A dccision on \vhcthcr this stores depot 
be divided into forward and rear elements is best taken when the theatre 
of operations and the forcc deploymcnt pattern is known. 

T h e  slo\v moving items (representing 20 per cent of the tonnage 
and about 6,000 line items) will he mainly repair parts. Except for the 
fast moving repair parts (tyrcs, tubes, batteries, fan belts, gaskcts, spark 
plugs, rcsistors, transistors, seals, brake linings, track shoes etc) which are 
actually consuniahles, the great majority of slow moving rcpair parts lie 
in  the  unpredictable consumption area. T h e  age and condition of equ ip  
ment, the skill of operators, the tcrrain, the tempo of operations, the 
phase of war, the level of authorized theatre rcpair and thc attitudc of 
individual workshop commanders will all influence consumption. 

A further disadvantage is the currcnt u d e  dispersion of the slow 
nioving items and the necessity that stores depots a t  each succceding 
higher level mirror the inventories of the smaller units. An item c m  
therefore be held at unit or ficld workshop lcvcl and again at thc FMA 
and KMA: T h e  total theatre holding may equal many years actual coli- 
sumption. Again, when a slow moving item is consumed, it  triggcrs off 
a chain of replenishment demands back to the main support area. This 
is the pipeline concept at its most inefficient. 

It has been previously statcd that the initial scaling of repair parts 
is (at best) an  intelligent assessment of the possible requirement. If usage 
experience is accuinulatcd over a pcriod of 9-15 months and thc unit 
cyuipment is completely replaced, the usage no longer bears an!, relation 
to the dependency. 

T h e  most cconomical nicthod of handling slow moving itcms (in 
terms of value of inventory, real estatc, accommodation and manpower) 
is a centralized holding coupled with a rapid delivery system. With a 
centralized inventory, the inqiact of total theatrc trends is immcdiatcly 
discernible, and there is no possibility of local shortages whilst surpluses 
exist elsewhere. As with thc fast moving items, a single storcs depot 
covcring the  full range of service items is proposed. 

T h e  very slow moving items (those with a monthly usage of less 
than one) should not be held in-thentrc unless the item cannot be trans- 
ported by air or the sponsor can prove that in-theatrc positioning is combat 
essential. Some adjustment may be required to repair and maintcnancc 
pool levels but  statistics show that this would be minor. This  rangc could 
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represent up  to 50,000 line items and it i s  in this area where the greatest 
investment in accommodation anrl manpower is required. 

Suggestions for a Theatre Logistic Plan 
Assuming that the correct reserve Icvels have been established and 

maintaincd from the main support area, the force staff need concern 
themselves only with in-thcatre distribution of assets and the prompt 
reporting of amended requirements to the main support area. There 
appears no reJson to change the present system whereby reserves are 
placed lorward under the control of the formation commanders. Indeed, 
the system can he managed more efficiently once it is determined what 
‘days of consumption’ rcnlly incan when related to items other than rations, 
POL and ammunition., 

The inventories of all storeholding elements in the division should 
be critically examined. T h e  removal of the slow moving items to a 
central theatre holding will greatly reduce tlic size of unit and field 
inventories. T h e  remaining range of items may be insufficient to  justify 
the retention of tlic complex of unit storeholding personnel except in the 
unit inventory control role. 

T h e  advent of airmobile operations, with all arms groups operating 
away from the main base, forces the conclusion that resupply from a 
central divisional point is more logical than consignments despatched 
from individual unit Q stores. A combined divisional logistic support 
unit stocking only fast moving itcnis is capable of providing 75 per cent 
of the division’s requirements. T h e  availability and range of sizes will 
be better than individual units can provide and if organic transport is 
provided (including air i f  the deployment dictates) a tseice daily service 
cini be routine procedure. 

If ivc accept that sIo\v moving items are not held in the divisional 
area, demands for these items must be transmitted to tlic Fh4tI/RMA 
by the fastest means. A catalogue of combat essential items (held by 
the divisional logistic support unit) should he  available to divisional 
units. Demands for all other itcnis could then he transmitted direct to 
FMA/Rh4A without passing through intermediate logistic installations. 
t\ 24-hour air delivery service. from the Comm Z should require a small 
pool of complete cquipments to he held by the Div Log Sp Unit  to 
cover operational commitments during this period. 

It is contemplated that tlic divisional logistic support unit would 
hold less than 1,000 items of supply. T h e  small size of hie inventory 
\could ensure eficient management of the combat essential items. 
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In  the  FA4A and RMA, units would placc demands on a forward 
or rear logistic support unit, as appropriate. A single depot in each area 
(if the Comni Z is so divided) is contemplated. Assuming there is only 
m e  maintenance area (and one stores depot) it would be controlled 
administratively by one hcadquarters, but would be divided into twu 
separate stores sub-depots-one handling fast moving items, the other 
handling slour moving items. Their  geographical location is unirnporrant 
provided the normal siting requirements are observed. 

T h e  two sub-depots niiist bc separated so that their activities, which 
will be at different tempos, do  not interfcre with each othcr. In  the last 
moving item depot, the enipliasis is on the Following: 

Skillcd management of the inventory to ensure that the pipeline 
forward is kcpt Ned and that anticipatcrl variations from tlic 
historical usage pattern are promptly rcported to thc supply 
managers a t  t\HQ. T h e  assembly and despatch of the largc 
daily convoys forjvard. 
I n  the slow moving subdepot, the cmphasis is on rapid reaction 
to demands, the satisfaction of requirements by the iisc of 
altcrnatives, sub-asscmblies, or assemblics and the utilization of 
all  availablc transport media. 

Conclusion 
T h e  proposed logistic system calls for total supply responsibility by 

thc AI-IQ supply manager. T h e  level of theatre stocks, including rescrvcs, 
is to be maintained by cnnstant monitoring of theatre depot stock accounts 
and the assets in thc pipeline. T h e  responsibility of the forcc srafl 
includcs in-theatre distribution and advicc to the main support :ttea of 
impending changcs in dependency. 

T h e  functional grouping nf items, according to their consumption 
paltcrn and without regard to current servicc ownership, is an essential 
ingredient of thc systcm. Only in this way can tlic proper priority be 
given to managing the coinmodities concerncd. This  grouping also allows 
priority in clerical handling to he givcn where i t  is warranted. At  present 
a singlc line voucher for a cap badge gets the same priority for clcrical 
processing as one for 100 radio batteries, unless staff or service priority 
has been obtained beforchand. 

The proposal that slow moving items, mainly repair parts, bc 
removed from Tvorkshop inventories ivill draw opposition. It may bc that 
thc most opposition will come from thosc who have cxpcrienced ill-
balanced inventories and have suffered severe shortages of repair parts 
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as a result. As the degree oI centralization rises, so does the skill in 
management. This. coupled to an ellkicnt delivcry system (AS is practised 
commercially in cvery capital city in Australia) should prove more 
efficicnt. 

T h e  prqn)s;il t h a t  conihined logistic depotz he forincd will attract 
ohjcctions, in that prticular skills are required Inr different commndities. 
This aspect is appreciated, but it should also be recognized that in a 
large stores depot many clerical, warehousing. materials handling and 
administr;itive functions are pcrfnrmed by people who have no specialist 
knowledge of tllc technical aspects of the inventory. It  should not he 
hc?md riur capahility to place the apprupriate skills in the key positions. 

' lhere  h a s  been no  attempt in this paper to make rcc,inimendations 
far est;ihlishment changes to implement the pnrpnsed system. In general 
tcrnis, it can he accepted that closing a numhcr cif small stores holding 
elements and coinhining tlic larger depots (Engr ORD MED ST) will 
throw 1111 many pnsitions, particularly in depot administrative staffs. To 
he offset against these savings will hc the cost cif providing an e(ficient 
ddivrry system, rvhich must hc organic to the logistic installations. 

In  summary, the objects of the propused logistic systcm are: 
To makc full use of our 111cchani7.cd accounting potential 
Tu cnsure that conihat Inssrs :ire proniptl? replaced. 
To niaintxin correct Ievc~lsof thcatre stirks and reserves. 
' l o  makc timely adjustmcnts to trends i n  theatre consumption. 
To ensure that the priority allotted to clerical pnressing of 
demands and the movement of stores is commensurate with the  
coinbat requirement. 
T o  reduce tlic logistic work force in 3n overseas thcatre. 
To prei'ent non-utilizatiun through wide dispersion of stocks. 

As stated in the aim, this paper makes suggestions towards the 
forniul;ition of future policy. It puts forward a conccpt, unsupported by 
statistics. I t  could form a usrful hasis for n tcrnis of refrrcnce to a 
wnrking party. No inore. 0 
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All that Glitters 

is not Gold 
Lieutenant N.Gmv 
Royal- Australian Infantry 

IT was not until 20 July 1871 that the system of purchase in the Rritish 
Army was abolished, and 1909 until the last case had been dealt with by 
the  purchase commissioners. T h e  existence of such a system, described by 
Fortesque as 'utterly illogical, iniquitous and indefcnsiblc', is unbelievahle. 

~~ J he  concept-of a system of promotion dependent upon wealth is com- 
pletely foreign to contemporary society. T h e  system was outdated in the 
nineteenth century, and yet it found many ardent defenders when others 
spoke of its abolition. T h e  system had a long tradition, and the army h a d  
usually succceded in spite of it. 

Although the origins of the unique system of purchase in the 
Rritish Army are not clear, it is generally accepted that thc practice dates 
from the time of the creation of a standing army in the reign of Charles 
11. It is certain that the system existed in 1683, for a Royal Warrant of 
that year acknowledged its presence. This \varrant directed that parties 
buying and selling commissions should pay one shilling in the pound to 
the  Pay-Master-General for the benefit of Chelsea Hospital. Notwith-
standing the fact that the King was nominally head of the Army it was 
not effectively controlled and soldiers were recruited in a very haphazard 
manner. O n  instructions from the monarch, a gentleman would under- 
take to raise a regiment. T h e  initial recruiting, arming and equipping of 
these troops was at the gentleman's own expense. W h e n  embcilied the 
regiment became part of the King's Amiy. This almost feudal process, 
which had not developed much since the system of indenture was current 
in the  fourteenth and fifteenth centuries, \vas in harmony lvith the 
responsibilities of society. W a r  \\Vas a noble sport, resewed for aristocrats 

Lic?bterrant C o w  ealirted iw the Wortern Australian Llniversity Rifles in Dceember 
1965 arid wns commissioned in Deccrnbcr 1967. Ifc i s  in his final year of a n  A m  
Degree w i l k  Honows in History. 
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who \yere certain to have abundant courage to lead their men to victory. 
This \varIike role of the artistocracy was well established by 1660 and there 
was no challenge to its dual foundation: money, and the quality of natural 
leadership attributed to the aristocracy by the nation at large. 13ecause 
this superior role was recognized by both the leaders and the led, the feeling 
bctween oficers and men was excellent. As late as 1855 a commentator at- 
tributed this outlook to ' the result of that innate respect which the 
lower classes in this country entertain towards their superiors.. . .'I 

T h e  gentleman who raised a regiment was automatically granted the 
commission OF colonel and he  then attempted tn recovcr his initial outlay 
by two meins: from the profits he made by arranging lor the supply of 
uniforms to thc rank and file; and the sale of some, or all, of the comniis- 
sioncd ranks to gentlemen of his own choice.2 This  initial wle of ranks 
started an endless reaction whereby each officcr sold his commission when 
he  gained promotion or desired to retire. The officer \vho desired p r o  
motion negotiated to purchase a higher commission. Often this was done 
by advertising in the newspapers. T h e  London Gazem of 19 August 
1768 carried the follo\eing picce: 

To be sold, a Lieutenant-Colonelcy, a Sub-Lieutenancy, 
two Licutcnancics of Cavalry, and an Eligible Cometcy.
Also some Ensigncies at Gibraltar, Canada, and tlx West 

Indies, and at Home. 

T h e  name of the agcnt was then supplied. 

An attempt had been madc by William IT1 to outlaw this system 
but because the a m y  was dispersed over the countryside and the senior 
otXccrs had a linancial interest in the pcrpctuatinn of thc system the  
decision could lint he enforccd and it was withdrawn in 1701. Under 
George I thc purchasc system was officially recognizcd in a Royal Warrant 
of 8 March 1722 which established a tariff of prices and brought the whole 
system under Royal control. T h e  role of the monarch as the ultimate 
authority in all matters OF promotion and appointment was clearly defined. 
A set of regulations was devised under the warrant to make the system 
more logical. A commission could only be sold to the holder of the im- 
mediately subordinate rank to that of the seller, e.g. lieutenant-colonel to  
major. No officer above a lieutenant could purchase a higher rank unless 
he  had served tcn years as a cnmniissione? officer. Only the pricc regulatcd 
by the Royal Warrant, thc 'regulation price', was to  be takcn. And it 
was detailed that persons purchasing had no title thereby to sell. This 

' T h e  Timer. 15 February 1855. p. 5. 
This mcthnd of raising regiments and finding new recruits lartcd into tile year
1858. 



last stipulation made the commission the property of the Crown and not 
of the individual officer. I-Iowever it always seemed his own because of the 
practice of paying an ‘extra-regulation’ or ‘ovcr-regulation’ price which 
wcnt straight into the seller’s pocket. T h e  regulation prices of comniis- 
sions were raised i n  1766 and again in 1821 in an effort to stop the illegal 
practice of paying ‘extra-regulation’ prices, hut these endeavours proved 
abortive. 

T h e  ‘extra-regulation’ price was not thc only corruption of the pur- 
chase system. A scheme of half-pay was instituted i n  1783 For the pur- 
chase corps of the Army-infantry and cavalry-which was unique to 
thosc parts of the British Army. An officer could elect to exchangc onto 
the half-pay list and then return to  full-pay almost when he  willed. Half-
pqy was a means of retirement in the technical corps of the British Army 
(artillery and engineers), the Indian Army and all continental armies, 
but this was not so in  the purchase corps. This  was very convenicnt for 
oficers who had any reason to be dissatisfied with their military lifc. 
They  could ‘retire’ for a short pcriod until it was satisfactory to  take up  
dutics again. Hourever, due to the consequent cut in wages, half pay was 
an escape only for the wealthy. T h e  half-pay list was abused in two main 
ways. An oft;cer had to gain promotjon by progrcss through each com-
missioned rank, hut h e  could purchase a rank and then go on half pay 
until h e  could negotiate for the purchase of thc next step, thereby avoid- 
ing service. Becausc cfficient service was not a requirement for promotion, 
an officer lost nothing by transfcrring to half-pap if he could afford to do 
so. T h e  half-pay list was also used by wcalthy men to avoid overseas 
service. If they could not arrangc to transfer into a unit itationed at home 
when their regiment was stationcd overseas, they often exchanged to half 
pay. 

Another anomaly of this system was that often children had com-
missions-sinccurc commissions. Patrick Murray, fifth Lord Elibank 
(1703-1778) entered the army at the age of three, being commissioned 
captain in 1706, and in 1711 was being paid ‘arrears for service in 
Flanders’ for himself and two.servants.3 

This  shows how the system was changed to suit every individual 
cilse, and the more influence, and money, an individual possessed, the 
more it could he changed. Because it was so malleable the system, for 
want of a better word, was extremely hard to undcrstand. 

A. C. Murray T h e  Five Sons of Bare Bettv (London. 1936),pp. 27-28. Quoted ’ bv E. Robron ’Purchase and Promotion in the British Army in the Eighteenth 
Cenhq’. H i s t o y .  Vol XXXVI. 1951-54, pp. 57-72. 
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The whole system of purchase i n  the army involves so many intricacies and contca-
dictions that.. .it  requires all the keen zest of a prokssional m a n  to make himself 
moster of the subject.' 

Patronage was as important for advancement in the early Victorian 
i\rmy as in the Church, the Home or lndian Civil Service or the Foreign 
Service. An aspirant to a military comnission i n  this period had his mime 
placed on a list maintained by the Military Secretary to the Commander- 
in-Chief.5 These lists were very long and unless the parents or relatives 
could 'generate interest' the candidate could remain there for ever. Simply 
stated, the Commander-in-Cliief had the patronage for the infantry and 
cavalry of the line and the Master-General of Ordnance had the patronage 
for the artillery ancl engineers until his ofice was abolished in 1855. T h e  
patronage of the th rw  regiments of Guards :md Household Cavalry was 
entirely in the hands of the colonels of the regiments. T h e  person who had 
tlic patronage dccided who would be granted first commissions. In  the 
artillery and engineers patronage \vas used to select candidates for thc 
Royal R4ilitary Academy at Woolwich wlierc n&ers were trained. 

Sooner, or later, our young military aspirant received a note advising 
him that a commission was available-with or without purchase. If the 
commission was purchasable he had tn tender, at an Army Agents, a 
certain amount, varying from €450 to €1,700 dcpciiding on the unit. He 
would then proceed to his regiment which may, or may not be the one 
of his choice--depending once again on patronage. T h e  young man, 
straight from school and with no  military training, then settled into his 
regiment and was given rudimentary instruction by his sergeant i n  drill 
-practically the sole critcrion of military cxcellcncc at that time. H e  also 
entered into the social activities of the me. balls, banquets, hunting, 
shooting and all the activities widely prac d by the aristocracy and 

~gcntry of the period. In  the forty years of p  ~  e  which follow~cd Water- 
loo the development of this social emphasis i n  military lire, and resultant 
expense, was considerable. In  the words of Sir Howard Douglas, an e x  
regimental commander: 
The great evil, the ham of the senice, is the expense, the extravagance, I may call 
it, of nlilitary niesses.. . . W i e n  I 6:s' entered the service the otXcrrs' mess was 
very much what the sergcmtr' mess 1s now. Subalterns could then live on thcir 
>ay, and did in every rcgimmt live on it, hut during this long peace things hnve 
teen very much altered.6 
This way of life continued as long as the reginleiit remained in Britain. 
If ordered overseas young gentlemen usually managed to transfer out of 

' The Times 7 February 1855. p. 6. 
li There were nvo lists: one far promotion by purchase; one for promotion without 

purchase.
rhe Tinter. 6 November 1856. p. 7 
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their unit or change to the half-pay list. Overseas service7 was coupled 
with the subject of army administration in gaining the contcmpt of the 
natural leaders of the country. T h e  following alfords an example. 

I n  March 1836 Lord Brudcnell (later Lord Cardigan, commander 
of Light Brigade of Cwalry in the Crimean War)  was gazetted to the 
lieutenant-colonelcy of the 11 th Light Dragoons, then at Cawnpore, and 
due to  return in 1838. T h e  purchase price was said to exceed €40,000.8 
H e  did not join his new regiment immediately. H e  stayed in London for 
the  season and then travelled through Europe and India making many 
social calls on the way. H e  took command on 24 October'1837. However, 
he  stayed with his unit only Four weeks before he  went to thc hills to 
stay with the Coinmander-in-Chief and shoot tiger. He thcn travellcd 
indepcndently of his unit to England. H e  had been away two years and 
had spent four weeks with his regiment. But Lord Cardigsn could not 
be~accusedof disinterest in the army. Hc spent about €10,000 of his own 
income on his regiment!' but  his standards of cfficicncy were showy dress 
and intricate drill-anachronisms in the machine age. 

However, all military ofticcrs wcre not young aristocrats waiting to 
inherit the family title and estates. There was also a class of poorer officers 
who had joincd the army as a profession in the sense that this was their 
sole source of income. Those men were the sons of officers and other 
professional men. They  undertook, with great difficulty, to have their 
purchase moncy ready and often had to ask favours of their parcnts and 
relatives or borrow iiioney from il money lender. T h e  gentleman without 
a private income could usually only afford to join the infantry regiment 
of the  line. Units were socially gradcd and their standing w a s  reflected 
by the cost of commissions. For cxamplc, the cost of the highest purchas- 
able rank, lieutenant-colonel, was as follows: Foot Guards €9,000, House-
hold Cavalry €7,250, Cavalry of the Linc €6,175, and Infantry of the 
Line €4,500. I-Iowever, the outlay for a commission was not the only 
expense if  the life of an o fke r  was chosen. IHe had to Luy a horse10 
(for even infantry officers wcrc mounted), uniform and accoutrements. 
But, the pay of an officer was very small-a subaltern getting about €95 
per annum when his eqxnses  werc reckoned at €157, leaving a deficit of 
€62'1 This  pay was approximately the same as that received by the lowest 

' Overseas service is defined BS garrison duties in the colonics, not war service. 
s C. Woodham Smith. T h e  Reason Why. (London, 1953) p. 48." ibid. p. 58. 
'OThis became ve ensive in time of war when horses were killed or contracted 

diseases. See TKe";pi,es 14 August 1855 far a letter in  which n Father com-
aim that his son has had to purchase three new mounts in the Crimea and hasE'ad to horrow Cram his father to do so. 

"J.  W. Fortesque A Hislory of B e  British Army ~ o lxiii (London 1930) p. 558. 

I 
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grade of Government copy clerk.12 This  tended to reserve positions of 
conimissioned rank to those who had some form of private income. Sidney 
I-Ierbcrt had said in the 1850s ‘no one should entcr the army as an officer 
who is not possessed of an  independent income, irrespective of his pay.”s 

This  systeni had been workable when the British Army had re-
mained stationed in Britain to preserve peace and order, but Britain slowly 
gathercd an overseas Empire which had to  be policed and protected. 
These duties absorbed about 100,000 oflicers and nien of the niid-
Victorian Army. T h e  relatively new duty of overseas servicc w a s  not 
popular with young men of the upper classes, but  it did allow the 1morcr 
man, the man without any extra income, to  make a prufession ot: the 
Army. I f  hc scrved ovcrseas, away from the extravagance of homc, he could 
aAord to live on his pay and often managed to gain promotion for tlic niort- 
ality rate was higher overseas. Overseas scrvice was an important dividing 
line i n  the nineteenth century British Army. Although these mer  con-
tinually conducted the colonial campaigns, they werc viewed by the  
.._,,.L
...:...ocratic oflicers at home as social, and therefore professional, subor-
dinates. India was the base of niany troops, yet ‘Inclian oflicers’ w a s  a 
term of disdain. These men had seen real war but Lord Raglan would 
have none of them on his sta& or in positions of responsibility in tlic 
Crimean War .  These men did not have the aristocratic charisma which 
liaglan thought was of more importance than cxpcrience. 

Overseas thc purchase system did not work with the sanie coniplica- 
tions as at home. In  the colonies the extra-regulation prices and ircquent 
unit exchanges were not possible: thesc were activities reserved for the 
Army at home operating on a peace-time basis. Due  to the availability of 
men to fulfil England‘s overseas obligations the young aristocrat could con-
tinue his pleasant life in England without interruption. Th i s  continued 
until a senior officer was promoted, retired, or died-then there would be 
promotions in the regiment. 

Tt was the regulated practice to first offer thc commission for sale 
to the holder of the senior subordinate rank in the cascs of promotion or 
retirements. T h e  system was in theory one of scniority by purchase. I n  the 
instance of death the coniniission was granted without purchasc to the 

’ next senior oficer. This  case caused n o  problems, hut when purchase was 
maintained many intricate complications had to be resolved. Consider 
a detailed casc. When Lieutenant-Colonel X, the regimcntal commander, 
wished to retire lie olfered his commission to  the  senior major for a price 

1’2 ‘Promotion by .Purchase’ North British Review “01 xxiii, p. 523. 
” T h e  Times 14 August 1855. p. 12. 
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which would allow him to make a profit. If the senior nmjor could not, 
or did not wish to, purchase, the lieutcnant-colonel could ofler his coni- 
mission to the next senior major. If he could not find a purchaser lie 
olten arranged to have someone transferred into the unit to purchase.'" 
This  scheme of transfer w a s  illegal, as was the extra-regulation pricc, hut 
both existed and a blind cye was turned by the authorities bccause their 
own friends and relatives uscd these abbcrations to advantage. When 
one of thc majors purchased he offered his coniniission to thc senior cap- 
tain and so on to the lowest commissioned rank in the regimcnt. Each 
officer paid the difference bctween his own rank and that which he pur- 
chased and the Army Agents paid a lump SLIIII to the rctiring officer. 
Ofkial ly  they only reimbursed the rcgulation price hut  they also adminis-
tercd the extra-rcgulation pricc-unoflicially, of course. 

Within this tangle oE complexities it was still possible to gain prc- 
motion jsithout purchase in the purchase corps. If an ofIiccr was killed or 
died then his commission automatically passed to the senior subordinate 
rank without purchase. If n commission was vacant someone could be 
appointed to it by the Commander-in-Chief without purchase. I-IOW-
cver, a man who held a conmission without purchase had the right to 
sell when he  had served twenty years. If his period of scrvice was lcss 
he  receivcd €100 per year up  to the regulation price. Another means of 
gaining a commission without purchase was promotion from the ranks, 
granted to non-commissioned officcrs of long and meritorious service. In  
the period January 1853 to March 1855 the number of non-commissioned 
officers commissioned without purchase was 95. In  the same period 800 
gentlemen purchased commissions and about 600 were appointed to 
commissions without purchase, including 46 graduates of Royal Military 
College.15 Also an oflicer sometimes gaincd a step without purchase 
when a senior oflicer rcsigned, but this was a very infrequcnt occurrence. 

This  was how the purchasc system was working in mid-ninetecnth 
century Britain, but  it could not go unquestioned for much longcr. Socially 
the system had been challengcd by the acquisition of an overseas cmpire 

' I  Being in thc right place at the riglit time was very important to advancement in 
the purchase systcm-and thasc who could 'gmcrate interest' oftcn had meteoric 
nses. The Duke of Wellington purchased his way from ensign to lieutenant-
coloncl in 6+ years, utilizing five irifantq and two cavalry regiments to effect this 
puqme. Sir Edward Paget rose to the rank of lieutenant-colonel in two years
and one month. The reason far this extraordinary rapidity in promotion at that 
time was the large augmentations to the Army, consequent on the outbreak of war 
with France in 1793, and the o portunities w a e  offered to yoiing men with 
inIluence and wealth. (See Ikig8eneral U. I3iddulph 'The Era OF Army Pur-
chase', Society for Army Historical Research J o w t d  (London) VOIxii, 1933, 
p. 226. 

" T h e  Times 13 July 1855. p. 12. 
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and the development of the new middle classes of society. From a military 
point of view it had been challenged by the application of advancing 
tcclinology to the machines of war. T h c  Crimean War served to illustrate 
these weaknesscs. 

I t  is not within the scope of this paper to narrate the already well 
known history of the confusion in the Crimean War. It was the monu- 
mental mismanagement of this campaign which sounded the death knell 
for the purchase system. Aftcr the Crimean W a r  there was an incrcasing 
awarencss, within and without the Army, of tlic ncccssity for profession-
alism. This trend was exernplificd by such men as Colonel (later General) 
Sir Garnet Wolscley, Major-General Sir Patrick MacDougall (1819-1894) 
and Ccneral Sir Edward Hamley (1824-1893). ln 1858 MacDougall 
lirst published T h e  Theory of War, which was republished many timcs. 
This  was almost the f r s t  text book printed for English officers. 

T h e  men of the ‘New School’ faccd a basic obstacle in converting 
their brother o k e r s  to tilt vicw that a protessional and clticient approach 
w a s  I~CCLICLI.This  smie prnhleni had faced the Duke of York during tlic 
campaign with the Low Countrics in 1794. T h e  situation may bc judgcd 
from this letter written by his i\djutant-Ccncrd 

Major-Gencral Craig to Sir Hew Dalrymple 

Nimegeun, 12th Octobcr 1794. 
. . . .There is not a WUD man in the army that cares one farthing whhether 
his commanding odccr, %is Ihigadier, or the Commander-in-Chief himself 
approves of his conduct or not. His promotion dcpends not on their smiles 
or frowns-his fricnds can give him a thousand pounds with which hc gocs 
to the auction room in Charles Sncet, and i i i  a fortnight hc hecomncs n 
captain. Out of the 15 rcgimcnts of cavalry and 26 oE infantry. . . , 21 are 
literally commandcd by boys or idiots., , , Io 

Ucside the problem of having ‘boys and idiots’ in command thc funda- 
mental problem w a s  that promotion dcpcndcd on moncy-not merit. 
Whcn service is gratuitous, onc cannot expect the bcst. ‘Gratuitous service 
is almost always imperfect service, desultory scrvice, indolent, unen-
lightened and pcrfunctory servicc’.” This  commentator continues, ‘Can 
you expect that young mcn of fashion and indcpcndent means will cntcr, 
at great cost, a line of life in which thcy have tn buy their way up, 
i f  in addition to all this, you rcally compel them to work at thcir pro-
fession, tn become thorough adepts in their duty, i n  a word to display that 
capacity, diligcnce and devotion, which, in any  other line would have 

'"Central Sir R. Riddulph. Lord Cardwell at the War  Ofiee. (London, 1904) 
pp. 75-76.’’ ‘Promution by Purchase’. North Rritish Review rol xxiii, p, 524. 
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ensured them ample success and high reward, without any original outlay 
\ohatever? Clearly not.’18 

Gratuitous service had been enough when courage was all an officer 
nccded hut in the second half of the nineteenth century war became more 
and more technical and a successful oficcr had to do more than lead his 
troops to the enemy. Although defenders of the system pointed to its 
successes in histoiy (but overlookcd its failures), its economy to the statc, 
and its openings to the poorer oflicer through promotion without purchase 
they could not deny the fact that ultimately a man’s qualification was his 
money, not his merit. 

Often men did not have the money to purchase and in  these cases 
incongruities often arose. In  thc 15th Foot in 1870 the senior lieutenant 
had longer scrvicc than all ten captains. In  the 41st Foot at the sanic time 
there was one lieutenant who was senior in years of service to every oficer 
ahove him, from the lieutenant-colonel down. These incongruities worked 
the other way for a man with influence and moncy. T h e  Marquis of 
Salisbury’s son, Lord Eustace Cecil, was promoted from nearly junior 
lieutenant of the 88th Regiment to Captain, without purchase, in the 
Coldstream Cuards after barely eleven months as a licutenant and two 
years as an ensign.[“ Another oLjection was the practice of ‘leap-frogging’ 
whereby junior nmcers purchased ovcr thc heads of their seniors. 

M r  h4. J. I-liggins,20 a journalist, stated to thc Royal Commission 
on the Purchasc System, established soon after the Crimcan War :  
. . . the particular objcction to purchase is the leaphog principle which cnahlcs a 
m m  with money to jump over the head of a man who hss none, without any 
superior merit. I think that that anomaly shocks civilians most.2‘ 

This  anomaly was rcgarded by members of the non-purchase corps as the 
primary fault in the system of purchase. Lieutenant-Colonel Ringham, 
Royal Artillcry, when questioned on this point replied that he  would 
object to a young man gaining promotion ‘merely because he  was possessed 
of money'.?? 

Another strong argumcnt against thc purchase system was that it had 
outgrown its original hounds in expense. T h e  over-rcgulation priccs and 
cost of living in rcgimcnts rnsc consiclerahly after 1815. T h e  independent 

‘“Promotion hy Purchase’ North British Review, vol xxiii 17. 225. 
‘ ! ‘TheTimes 25 Janunry 1858. p. 8. 
?I1He was better known as Jacob Omnium-Iiis Den-name. 
(I’ Minuter of Evidence of Royal Comniission established IO enquire into the open-

tion of the Purchasc System. (Sessional Papers of the Housc of Commons 1858)
(Hereafter referred to as Minutes of Edence.)  paragraph 1366. 

21’Minutes of Evidence. Paragraph 1123. 
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income deemed advisable for officers became a necessity. This was especially 
so in the cavalry. 

In this corps many 'mcn of fashion' purchased tltcir way to the rank 
of captain and sold out. T h e  number who did this formed a 'very large 
proportion of Wi th  this type of gentleman in the regiment the 
cost of living increased and it \vas essential that an independent source 
of income was available. A senior cavalry ofiicer said that 'a prudent man, 
with a very modcrate. income, may live in the cavalq-a man having 
from €200 to €300 a year'.'" Also in infantry units of tlic line an indc- 
pendent income was advisable. T h e  Military Secretary (1854-56), Major- 
Ccneral Sir Charles Yorke, was asked whether El00 would be  'expected 
or desirable'. I-le answered: 'I should say that it is vcry desirable for his 
own comfort that he should h a w  sonic allowance; he would he  very un-
comfortable if he  had not'.'5 

These amounts wcrc invariably deposited in tlie hands of the Army 
/\gents. W h c n  an employee of the agents Cox and Cnm]uny 5;;: y x s  
tioned on allowances he answcred 'Almost every officer has an  allowance: 
1 should say that cvery one except those who have risen from the ranks, 
h a w  allowances from their friends'.'" T h e  amounts varied with the corps. 
In the cavalry not Icss than €300 was considered an adequate allo\vance 
for a cornet; in the infantry of the line, from El00 tn €150. Howcvcr 
many had a great dcal more. 

Witnesses bcfore the Royal Commission (1856-1857) who favoured 
thc retcntion of the purchase system could not point to many concrctc 
advantages. Many favoured its retention because they sas~r n o  scheme 
which could opcrate in its place. One concretc advantage \vas stressecl-
rapid promotion. T h e  Chairman of tlic Royal Commission, the Duke  of 
Somerset, sunimcd this u p  by saying, 'As T Lttlderstand tlic irdvantage of 
the systeni arises from the sale of commissions, allowing ofticers to retire 
From tlie Army whcn thcy have served a certain time, and so increasing 
11romotion'.'7 A young man with moncy and influcnce could rise to be a 
lieutenant-coloncl at a rclatively youthful age. T h e  supporters of thc 
system seemed to rest more weight with an officcr's youth than his conipe- 
tcnce. 

T h e  ntlier justification for retaining the system was that it was 
cheap. Bccausc of the class of mcn who wcre officers in the army pay  co~tld 

Minutes of Evidence. Paragaph 32 17. 
I)' Minutes of Evidcnce. Paragraph 3218. 
?ih'linutrr of Evidence. Paragraph 81 5. 
."'hilinutes of Evidence. Paragraph 979.':'Minuter of Evidence. Paragraph 257. 
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be kept at a minimum and retirement benefits wcre almost non-existent. 
I f  a modern system was introduced ply would have to be incrcased, and 
retirement payments made and this was not favourably regarded by 3 

nation straining for economy in regard to her army. 

Although it was obvious that the purchase system could not survive 
nothing was clone about its abolition until 1871. T h e  rcason that reformers 
backed away from abolishing the systcm was the great cost involvcd. It 
was estimated in  1856 that €8 million was neccssary to recoup the officers 
of the  Rritish Army their monetary interests in the purchase system. 
Edward Cardwell could not avoid clashing with the system when Secre- 
tary of State for W a r  (1868-1874). This  far-sighted public servant intro- 
duced plans to reform the complete army system but cverywhcre he was 
stopped by thc vested interests created by the purchase system. After a 
great struggle the systcm was abolished by Royal Warrant on 20 July 
1871. 0 

MALAYA, DECEMBER 1941 
The dispositions for the defence of Malaya wcrc fundammtally

unsound in December 1941. Although they were Lased on the assump-
tion that h4alaya would contain an air Eorce strong enough to inflict 
crippling losses on an invading convoy, such an air force war nut 
present; yet the army was deployed over a wide mea largely to protect 
outlying airfields. It was rcalised that thc cnemy might land on the Kra 
Isthmus and advance down the west coast, or at IKota Bharu and 
capture the three airfields there, UT at Kuantan \vhere there was anothcr 
airfield, or in thc Mcrsing area with the object of taking Singapore
from the north, or on the island itself. Thc army mas dispersed so as 
to meet every one of these possible attacks. In a forcc including ten 
brigadcr only one was retained in Force reserve. Tliris i t  was practically
inewtablc that whcrcvcr the enemy made his initial attack he w o r d  be 
in sui>erior men th as soon as he had put his main forcc ashore; and 
that, if lie gaine8 a success in the early stages, the dereender’s reerves 
would bc drawn into the battle, brit only gradually, because of poor
cnmmunicationr, and the enemy would be given an opportunity of 
defeating the defending army piecemeal. 

Lionel Wigmore, The Japnmse Thrust (1957) 



Quality Control in Australia 


Introduction 
AUSTliALIA has a rapidly expanding manufacturing sector, in which 
incrcasing attcntion is being given to the significance of total quality 
control as a management system, and to the application of modern quality 
control tcchniqucs. Any observations on the status of quality control i n  
Australia must be assessed against thc current background of national 
manufacturing activity, if a true picture of the Australian situation is 
to .be obtained. 

Manufacturing Industry in. Australia 
T h e  population of Australia passed 12,000,000 during 1968 with 

an  cstirnatcd work forcc of 5,000,000. Manufacturing employs 28% of 
the Australian work force and produces nearly 30% of gross national 
product. Prcliminary official statistics for 1967-68 show that the value 
of output of inanufacturing industries was 17,088 million dollars (value 
of production 7,426 million dollars) and that there were 62,967 factorics. 
It is interesting-if not essential-tto notc in the context of this papcr 
that 92% of these factories employ less than 50 workers and that only 
278 factories, according to thc 1966-67 figures, employed over 500 workers 
and of these only 91 factories employed over 1,000 workers. Production 
figures on some key industries show the advances sincc 1948-49: 

Mr Shilkin was educated ab ths Universi*. of Western Awtrnlin nnd qualified 
as a Chartered Engineer. 1-18 nlro holds thc degree of Bachelor of Commerce +om 
the U,tivcrsicy of Molboimme. He sewed as an officer of the Royal Corps of Aas-
tralian Electrical and iMechaniea1 Engineers during World War I 1  and gradwted 
frow the I b y n l  Militnry College of Science, L I K .  He tuns awarded the Eficicncy
Decoration for his military sewices. Mr Shilkia is Depuly Director'of the Aus-
tralian Anny Iizspection Scwiee, and a inember of the Australian Inrtittrte of 
Defence Science. H e  i s  n member of the Cowncil of the Natioiial Associalion of 
Testing Azrthorilies, Dcptily Chairman of The Australian Organization f m  Quality
Control and n member of the cortrmittee of the Victorian Branch of the Instihuion 
of Engineering Inrpectioii and of the btdtrsrrial Engineering Branch of the Instihr-
tion of Engineers, Aiistralia (Victorin Divisim). I-le hos bee,, active for rnniry 
years in the promotion of qiiali~ycontrol atvmeness in Australia. 

This paper was prcpored fo. the Intersatioiral Conference OII Qiinlity Corrtrol 
held in Tokyo i i z  October of this year and the winions orpressed me those of 
the author. 
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Ccncration of electric po\ver from 9,000 million kW hours to 
42,000 million kW hours in 1966.67, 
Ingot steel production I:rom 1,178,000 tons to 6,065,000 tons 
i n  1966-67. 
Portland cement from 1,031,000 tons to 3,639,000 tons in 
1966-67. 
Brown coal from 7,027,000 tons to 23,387,000 tons i n  1966-67. 
Kcfincd aluminium from nil to 91,000 tons in 1966-67. 

Overscas capital has playcd a significant part in thc devclopmcnt 
of Australia’s manufacturing industry. St is estimated that between July 
1947 and June  1967, privatc ovcrscas investments in companics in 
Australia totalled $A5,675 million, more than .half of which has been 
devoted to manufacturing industry. This  cxtcnsive participation i n  Aus-
tralian industry by OVCTSWS interests has had a significant inRuence on 
the attitude of Australian industrial nranagement to quality control, 
engendered, naturally enough, in many instanccs by the policies of rhcir 
overseas principals or afiliates, and by the activities of national and inter- 
national organizations operating i n  thc field of quality control ~VCISGIS. 

Defence Production and its Influence on Quality Control 
Australian production of dcfcnce equipment outside of government 

factories is not a t  such a level as to exert a significant influence on the 
nation’s manufacturing economy, except i n  some spccial arcas. It can 
be mid howevcr, that :I significant impetus to the quality control move- 
ment has come froni the  quality assurance activities of those government 
organizations conccrncd with thc procurement of military supplies. St is 
appropriate therefore to dwell a little on the activities of the Dcfcnce 
Services inspcctorates oncl to  discuss features of these organizations which 
influence quality control generally in Australia. 

No doubt such manufacturing industry as existed in thc country 
in the second half of the last ccntttry engaged in the relatively unsophistic- 
ated product inspection activities which were characteristic of the produc- 
tion and marketing facets of industry of those times. There would have 
h e n  no separate inspection departments and each workcr would, in the 
main, have performed production and assembly work and inspected his 
own products. St is interesting therefore to note that formal independent 
inspection of militllry stores comnicnced in 1888 when the Colonial 
Ammunition Company manufactured .450 hall ammunition for the 
Australian military forces. At that time there was n o  organized govcm- 
ment inspcction but  the products were partially inspccted as completed 
stores and proved by ollicers of the Victorian Permanent Artillery, assisted 
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by officers of the Instructional Staff a t  Victorian Army I-Ieadquarters. 
Federation of thc Australian States took placc in 1901. Subsequently, 
organized inspcctiiin of general stores for tlie military farces commcnced 
in 1911, and in 1912 an  Organization w a s  set up by the Cornnionwealth 
Government to inspect ammunition and wcapons. This organization has 
continucd till clic prcsent clay, unclcrgoing many changes of 'ownership' 
and location, a n d  is now the Austr3linn Ammy Inspcction Servicc wilhiii 
thc Branch of the h4aster-General of the Ordnance. As such, it is tlic 
largest organization in thc counrry and indeed, probably in the southern 
hcmisphere, cngaged in the quality control field. 

Until, and even during the war years 1939-45, tlic Australian 
Army lnspcction Scrvice operated predominantly as an  accept/rcjcct 
inspection organizntiun leaning fairly heavily to end product inspcction 
on it one hundred pcr cent basis, but cngaging in certain incoming 
material and intcrmcdiate' product inspcction on it somewhat similar basis. 
Thcre werc little, i f  any, formal factory inspection departments operated 
by contractors for defencc supplies, Lut final product quality depended 
almost exclusively on the screening opcrations of thc Army Inspection 
Service. Such opcrations \\,ere, oaturally enough, labour intensive a n d  
:it the stage of peak eniploymcnt during World War 11, the Aus t rd I '1311 

Army lnspection Servicc had some 8,000 employees as compared with 
128 in 1938. In retrospect, onc must olxcrve that the inspection skills 
of many of tliesc would Iiwe been rather dubious. There was also it 

limited ability, on tlicir part, to coniprchcnd the emerging tcchniques 
of statistical qual i ty  control, which wcrc being vigorously introduced by 
the then Ministry of R4unitions and thc production authoritics of the 
various governnicnt factories engaged on m a s s  production of aniniunition 
in particular. There is little doubt that the government instructional 
courses during 1944 on statistical mcthods of inspecting and controlling 
quality, and the ;ipplication of such methwls in tlic government factorics, 
laid the foundation iiF modern' quality control in  i\ustralia; for then, as 
indeed now, Coninionwealth Govermncnt fxtories cngaged in the p r e  
duction of military supplies gave a lead to tlic industrial community at 
large in the matter of up-to-date nianuf:tcturing and industrial manage- 
iiicnt techniqucs. 

T h e  post-\var years saw the furthcr development of separate inspec- 
tion departmaits i n  both government and  privatc manufacturing cnter-
priscs, and during the 1950s the responsihilitics of manufacturers to 
control prmluct quality at  all stages of prduction began to be rccognized. 
Thus, it was that in I960 the Australian military forces introducc(1 :I 
policy which was aimcd to makc contractors develop effectisc quality 
control procedures. Subsequently, Spccifcation Army (Aost.) 448 \vas 
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promulgated i n  1966, laying down inspection requirements and conditions 
I:or contractors and so giving legal. emphasis to the quality control policy 
of the army. T h e  intent of this specifcation is the same as that of thc 
well knoten USA M1L.Q 9858A but it tends to delincatc inspection 
requirements, rather than specifically demand a total quality control 
system. Notwithstanding its relative lack of severity compdrcd to h4lL.Q 
9858A, the specification, which a t  the time of this writing is the only 
formal defence specificatinn i n  Australia setting out quality control 
requirements, has mct with resistance or apathy from some manufacturing 
organizations in Australia, both large and small, who thus have yet to 
appreciate the need for and thc benefit of effective quality control. 

World War 11 saw the beginning of the aircraft production industry 
in Australia and, i n  all, some 6,000 aircraft wcrc built in Australia during 
the war  years. Wi th  die comniciicement of the Wirraway project about 
1939, it became necess:iry for the Royal Australian Air Force to formalize 
its quality assurancc activities, which up till then had consistcd OF inspec-
tion carried out on outside service work by RAAF serving personnel 
bascd at Richmond i n  New South Wales and Lavcrton in Victoria. T h e  
Aeronautical Jnspection Directorate was therefore formed about that time 
as a separdte civilian branch of the Rr\AF with a nucleus of service 
personnel. T h e  organization virtually adopted the procedures of the 
United Kingdom t\.l,D. organization, and these were applied in the 
first instance at the works of the Common\vealth Aircraft Corporation. 
Today, the branch knoisn as the Quality Control Branch, Department 
of Air, operates what is known as the Approved Firms Systcm. 

Approval of a coiitractnr mci\ns that the contractor’s organizatiun 
and system for the quality control of its u\vn products, or a given range 
of its oivn products, is considered satisfactory and i t  is maintained whilc 
the contractor is engaged on work for which the Quality Control Rranch 
is nominated as the inspecting authority. As a general principle, the 
Approved Firms System of quality control has, as its object, the cn-
ordination of production and inspection a t  all stages of ~nanufacture 
from the raw material to thc finished nrticle. I t  aims .at contributing, 
with :I minimum of staff, towards a simple flow of production, resulting 
in acceptable end products, rather than merely scrccning these products 
and rejecting those that arc faulty. There are three categories of appro”a1: 
Part 1-for the control of manufacturing and servicing; Part 2-for 
the control of stockists; Part 3 -for the control of laboratories prepared 
to operate or sell laboratory services as required. T h c  Apprnval Scheme 
functions as a system and with uniform procedures permits thc system 
to operate freely between contractors and sub-contractors. As with the 
t\rmy and Navy procedures, there is con t in~ iou~monitoring and surveil- 
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liince of quality control, and product verification appropriate to the 
projects involvcd. 

Quality assurance activities i n  thc Royal Australian Navy had 
their genesis in the inspcction work of tlic Directurate cif Ordnance, 
Torpedoes ti Mines during the mid-1920s and were hascd then, its indeed 
tlicy are today, largely oil Britisli practices. Today. quality assuiancc 
responsibilities for thc Royal Australian Navy are discharged variously 
by the Naval Ordnance Dcsign and Inspection Branch, tlic Overseers 
a n d  Suycrintendents of Inspection, the Naval Air Engineering Overseeing 
Organization, the Inspectors of Victualling Stores and thc Medical 
I3ranch staff. 

Some attempts h a w  been made to rationalize the activities of the 
various Defcnce inspectorates in Australia, but much rcrnains to be done, 
if only tn make for overall efliciency and the  elimination of those arcas 
of confusion on the part of contxictors, arising from the implementation 
(~1: difl'ering policics and procedures rclating to quality control i n  tlic 
f.icld of dcfence procurement. The lack of a single Australian Defencc 
standard specification, setting out contractor quality control requiremcnts, 
with thc necessary supplemcntary and cnmplimentary documentation is, to 
put i t  mildly, unfortunate, and  i n  tlic writer's estimation is impccling the 
development of eRectivc national quality control practices. 

Other Government Considerations 
Operating actively i n  the quality control field on a nationnl basis 

is the Australian Post Office whcrein, i n  recent years, there has been an 
admirahlc acccptance of .modern quality control philosophies and coiisc- 
quential application of cnlightened techniques. T h c  Australian Post 
Office operates an Approved Firms Scheme which, whilst diffcring i n  :i 
number of features from the scheme of the same name operated by the 
Quality Control Branch, Dcpr tn icn t  of Air, has also as its hasic aim 
the provision of confidence in the quality of goods produced by a con- 
tractor, and for which adcqiiatcly documented evidence is maintained. 
As far as possible the Australian Post Office, like most other government 
agencics, would like to placc ordcrs for its supplies \vith those industrial 
organizatioiis which provide an  integratcd systcm of control of quality 
which ensures that products \s i l l  qualitatively and functionally satisfy 
specilicd standards. Honevei-, many manufacturcrs, including those in 
spccidizcd fields, who cannot be avoided in the husincss of placing 
cnntl'iicts, have unacccpt~rhle quality control. Undcr such circumstances, 
government acceptance authorities such :IS the Defencc Service Inspcctor- 
iltes and the Australian Post Oflice liavc littlc alternative but to resort 
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to relatively unsophisticated inspection upcrations. t\s yet, the provision 
of an acceptable quality control system has not bccn made a mandatory 
prerequisite to the awarding of the great majority of government placed 
contracts, and until such a situation emerges, emphasis is being placed 
by those rcsponsiblc for the quality assurance operations of government 
purchasing agencies, on the continued education of Australian manu-
facturing industry and its orientation to\sa.rds the acceptancc, of the quality 
control mcssagc. 

Standards In Australian Industry 
It is of course recognized that the manuf:icturc of goods of thc 

rcqiiisitc quality, as far as the customcr is concerned, clcpcnds funda- 
mentally on the dcgrcc of conformance of thc manufactured item to 
the design as delineated by dr:i\eings, specifications or othcr standards 
uf supply; provided the design is one, which if conformed tu, satisfics 
the quality needs of the customer. Surprisingly enough, attention to, 
and the provision of adequate design and specification detail, arc often 
1poor even i n  what may be regarded as brand name products. This 
indicates a failure on the part uf some i\ustralian manufacturers. tn 
realize that modern quality control is nut a collection of inspection 
techniques, but a complete management system in which such things 
as market rcsearch, design, production, inspection, sales and shipping, 
and field feed back arc integral components. I t  might he averred that 
mediocrc quality is not necessarily a rcsult of technical inadequacy but 
rather a matter of economics in a highly competitive sales field. But 1 
am prepared to believe that in tm many instances thcrc is a reluctance 
on the part of manufacturers, particularly those engaged in thc manu-
facture of cnnsumcr goods as distinct from capital equipment, tn introduce 
sound qiinlity control on the grounds that ‘it costs money’ and that the 
application of the principle of cwent eiizytor is a sufficient answer to 
consumer complaints. 

1t should not be thought, howcvcr, that there is a national unawarc- 
liess of thc importance of adequate standards of supply against which 
quality criteria can hc assessed. On the contrary, most governmcnt 
departments and instrumentalities issue purchasc ordcrs against fairly 
adequate specifications. T h e  defence scrvices, in particular, make extcn- 
Five use (11: detailcd specifications, some of which arisc out of local design 
2nd dci~clopment, others being national or even international standards. 
For instancc, standards issued by die British standards Institution, T h e  
Amcrican Society for Testing and Materials and by USA and British 
defence authorities are rcgiilarly employed, and thcrc is an appreciable 
amount of Australian involvement, cvcn if somewhat indirect, in the 
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activities of the Intcrnational Organization for Standardization (ISO) 
and authorities with similar aims. Dominating thc Australian sccne in 
the held of standards is the Standards Association of Australia, and whilst 
there are a number of tr;& associations- which promulgate tlicir own 
standards in their rcspectivc fields, most of these aim to have their 
standards issued in duc course under the autliurity of the Standards 
Association of Australia. 

T h e  Standards Association of Australia (SAA) was founded i n  
1929, following on the am:ilgamation of the original Australian Common- 
wealth Engineering Standards Association founded in 1922 and the 
Australian Association of Simplificd Practice which had been formed in 
1927. I t  is the national stanikirdizing organization For the Coninionwealth 
and issues Australian standard spccifications and codes. It is an indcpen- 
dent body recognized by governments through annual grants and by 
more than 3,000 subscribing niemkrs  representing a wide range of 
Australian industry. It engages intensively in standards developments in 
Australia and overseas. Whilst it has the fullest recognition and support 
of govcrnrnent and private enterprise, it is free fram govcrnrnent control. 
T h e  Association authorizes the use of its Standards Mark by a nianu-
facturcr, subject to approval of the manufacturer's quality control in 
production, and on the results of indcpendent t a t s  arranged by SAA; 
but its ability to ensure continued compliance of the product with thc 
required standards is somei\~liat limited. There havc, incidentally, been 
suggestions by governmcnt leaders to institute :I national quality mark 
under governmcnt authority but as yet tlicir ideas have not been trans- 
lated into any positive action. A4ention should, however, be made of 
thc effectively controlled 'Ccrtizinc' quality mirk authorized for use on 
acceptahlc die castings by the Zinc Alloy Dic Casters Association of 
Australia. 

Laboratory Testing and Measurement Standards 
Somc critics havc observed that one of tlic characteristics of thc 

impressive post-war industrial develolxnent in Australi:~ has been the 
provision, by large and small firms, of admirable nxinufacturing facilities 
in tlic way OF buildings a n d  modern plant, but less emphasis on thc 
provision of up-to-date test Facilities to assure tlic quality of thcir products 
and/or services. This is a situation which, happily, has significantly 
improved i n  recent ycars under the pressure of major buying agencies, 
and as a result of the realization that a firm's compctitive position i n  
both local and export markets is sewrely prejudiced by its failure to 
provide objective evidcnce of conformity to thc required quality standnrds. 
Thcre would appcar to be no lack of representation io the country, either 
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by branches or hy agencies, of leading overseas suppliers of srandards 
or specialized measuring and test equipment. 

There is also a fairly satisfactory availahility of technical advisor?, 
services from both government and private sources i n  this respect. Despite 
the  comparatively recent trend of manufacturing industry to provide 
itself with adequate test equipmcnt, it has long been realized in t\ustrali:i 
that, unless such equipment is effectivcly installcd, ~naintaincd. calibrated 
and operated, little confidknce can he placed i n  test figures and state- 
ments purporting to indicate conformance to the relevant standards. This 
realization on the part of an enlightened group of national leaders in 
their respective fields of science and industry lcd to the creation of a 
national organization, opcmting virtually as the watchdog of test labora- 
tory efTectiveness, urliicli at the time of its formation in 1946 must surely 
have been unique in ~ ~ o r l dindustrial history. 

T h e  National i\ssociation o l  Testing Authorities (NATA) has 
become the recognizcd Australian organization lor ccrordination of test-
ingf .~ i i:]"itics, through registration of testing labonitorics operated by 
indiriduals, partners, companies, local government and state and coninio1i- 
wealth departments. It is an independent non-profit association with 
about 85% of its revenue providcd by the Conininnwealth and State 
Govcmments. It registcrs laboratories which meet its required standard 
of performance a n d  authorizes registered laboratories to issue N A T A  
endorsed test certificates. Laboratories may he registered for the pcrforni- 
ance of tests in the fields of Metrology, h4echanical Testing, Electrical 
Testing, Optics and Photometry, Heat and Temperature Measurement, 
Non-Destructive Testing, Cheiiiical Testing, Biological Testing and 
Acoustic and Vibration Measurcnicnt. N A T A  ~ S S C S S C Sthe qualifications 
and expcricnce of staff, laboratory practice, equipment and its calibration, 
and laboratory accommodation, and conducts regular assessment of labora- 
tories to ensure that the standard set for registration is maintained. 
Control by a widely representative Cnuncil ensurcs a sound :ipproach to 
the requirements of industry, coniniercc and gnscrnmcnts, a n d  the coli- 
tribution N A T A  has made and continues to make to the status of quality 
control i n  Australia, particularly no\v that the provision of N A T A  certific- 
ates is a mandatory provision of many  purcliasc specifications, is of a 
particular high order of effectiveness. 

Government participation in  the matter of measurement standards 
has long been effective, albeit somewhat fragmented because of separate 
state government rcsl~onsibilities. However, no\\, overriding state legisla- 
tinn in the field of nieasurcment standards is the Commonwealth Weights 
and Measures (National Standards) Act, first passed in 1948 but replaced 
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by the current Act of 1960, which is now heing implemcntcd. A hierarchy 
of prescribed standards is involved :ind the means by which measurc-
nieiits of the prescribed physical quantities can he made and provided 
for, so that unification of \wights and measures can be achieved througli- 
out the commonwealth. A National Standards Commission has the 
continuing rcsponsibility for the physical standards of length and inass 
required by the community, and in  discharging this responsibility ]cans 
heavily on tlic National Standards Laboratory, the Defcnce Standards 
Laboratories and those otlicr authorities of the state or commonwcaltl~ 
concerned with thc matters covered by the acts and regulations. Australia 
has g w d  reason to be proud of the National Standards Laboratory ivliich, 
established in 1938, is responsible for thc maintenance of Australia’s 
standards of measurcinent and provides means for testing gaugcs and 
instruments and calibrating them i n  tcrnis of thc national standard which 
are, of course, based on intcrnational standards. 

Education for Quality Control 

T h c  stimulus given to production enginccring as a result of ivartinie 
manufacturing activities, and the post-war growth of industrial cngincer- 
ing generally in Australia, led to an incrcased awareness on the part, 
lint only of individual manufacturers, but of lcarncd institutions and 
socicties, of the emerging conccpt of total quality control. tldmittedly, 
much of this a\viirencss took the form of a some\sliat patronizing attitude 
to thc traditional industrial inspection function. The realization of tlic 
much wider and deeper significance of total quality control cmbracing both 
I)roduction/process control and product quality assurance was, in most 
instances, to comc later, and even today much is yet to be recognized 
by inany of them. It was not until thc early 1960s that one hegan 10 
scc positive manifestations of an ever-widcning apprcciation by organizcd 
bodies of thc conccpt of total quality control, and the sponsoring by them 
of progcammes ainied a t  educating thcir members and influencing others 
i n  this field. Tlie sevcral Australian braiiches of the Institution of Engi-
nccring Inspection, taking a lead from tlicir parcnt body in the United 
Kingdon,, now cngagc actively in quality control indoctrination and 
education. Thcy  must be given no s m a l l  amount of credit for the fact 
that certificate co~irscs in various subjccts in the quality control field 
are nolv part of the curriculum a t  several of tlic major institutes of 
tcchnology in the country. T h e  Institution of Production Engineers, 
through its Australian branches, has also contrihutcd to national interest 
and the branch based i n  Sydney pionccrcd a successful Quality Control 
Scniiiiar during 1967. Tlie Institution of Enginccrs, Australia, through 
its 1ndustrial Engineering Branch . i n  Victoria a t  least, has rccognizcd 
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the importance of dissemination of information about quality control. 
T h e  Society of ~\utomotive Engineers held a lecture series on Quality 
Control too during 1968. 

Indicative also of the developing state of the art was the forn~ation 
i n  1965 of the Non-DcstrLictivc Testing Association of Australia which 
continues to grow from strength to strength through growing and activc 
inemhership. Other organized hodies of a trade association nature are 
now becoming anxious to promote a more effective knowledge of quality 
conttol in thcir spheres of influence and their activities programmes quite 
often reklect this laudable attitude. One  views, ho\vever, with some 
regret thc apparent failure of the govemment sponsored Productivity 
Councils and the Industrial Design Council of Australia to recognize in 
a more practical manner the relationship of productivity a n d  design with 
quality control. It is bclicved that this situation will Le improved follow-
ing on developments now taking place in respect of tlie national proniotion 
of quality control apprcciation. 

Whilst there has bccn a proliferation of management consultmts 
i n  Australia over the past ten to fifteen years, opcrating successfully over 
most management helds, quality control has, to a great extent, been quite 
neglectcd by them. T h e  reason could well be i n  the fact that the essential 
knowledge and experience have yet to  Le dcvcloped, and because there 
arc fcw ‘spccialists’ working in the field of total quality contrd in Aus- 
tralia. However, one of the older estaLlished firnis of management 
consultants has sponsored visits to  Australia by that doyen of quality 
control experts-Dr J. M, Juran -and the enthusiastic response given 
to his prcsence was a positive indication of thc growing interest on the 
part of Australian industrialists. Dr  Juran’s visit, particularly in 1967, 
\vas a virtual ‘shot in the arm’ to the quality control movement in  
Australia. 

Improving the Status of Quality Control 

In the government scctor the emergence of ‘inspection engineering’ 
cis it was being referred to  in the late 1950s and the 196Os, as a separatc 
technological discipline, dirccted thc attention of associations representing 
thc employees to tlie need to gain recognition in the form of more 
Favourable salaries, based on a realistic delineation of the duties and 
responsibilities of those who were discharging the quality assurance 
Fumction. There had, indeed, been no review of the relevant position 
and salary structure within the Defence Serviccs inspectorates since 1951, 
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and it had to be recognized that these org:inizations not only collectivel\~ 
represcntcd the major quality assuran~e  activity in Australia, but i n  fact 
srt thc pattcrn for quality control attitiidcs throughout the nation. T h u s  
it w a s  that the Comnionwcalth Public Service Board sct up in 1966 a 
three-man working party- now referral to as the Stoner Comniittec 
after the name of its Chairman and,  incidentally, including tlic writer- 
to study and rcpurt on thc inspection scrviccs of the Navy, Army, Air 
and  Supply departnicnts as wcll as the Australian Post Ollice and the 
Departmcnt of Civil !\viation. As a rcsult a ‘new deal’ eventuated in 
1967 for quality assurance practitioners engaged in the Commonwealth 
Public Service and the status of quality control as an  essential national 
activity was considerably enhanccd therchy. 

The Australian Organization for Quality Control 

It  was inevitablc that thc growing awareness of thc iniportancc 
of quality control would highlight thc absence in Australia of a national 
organization dcvotcd specifically t n  the promotion of quality control in 
all its aspccts. T h e  example sct by such overseas organizations as tlic 
American Socicty for Quality Control, the National Council for Quality 
and Reliability in Great Rritain, thc Europcan Organization for Quality 
Control, thc Union of Japanese Scientists & Enginecrs, and the Inter- 
national Association for Quality Control was not gone unnoticed by a 
few enthusiasts who had follojved the activities of thesc organizations 
with more than passing interest. As a rcsult of their efforts, a n d  through 
thc good offices of T h e  Victorian Chamber of I\ilanufacturcs, tlic Aus- 
tralian Organization for Quality Control camc into being early in 1968 
and quickly attracted an cnthusiastic and influential membership, which 
is now steadily enlarging into all major fields of industrial activity in 
Australia. Links were quickly cstablishcd with the overseas organizations 

’ referred to and a number of activities, including Icctures, discussions, 
training courses and plant visits wcrc cngaged in. T h e  responsc from 
both government and private tors of industry and commerce has been 
enthusiastic to the point almost of embarrassment to the council iiicmbers 
of the organization, which is obviously satisfying-in part at least-
a definite national need. 

In  New South Wales an organization Xvith aims similar to those 
of The Australian Organization for Quality Control is consolidating 
itself with linkagc to the New South Wales Chamber of Manufactures. 
T h e  afiliation of this organization with the Victorian Lased A.O.Q.C. 
and the cventual formation of a truly national quality control org;inizntion, 
with branches in each State of the Commonwealth, can be anticipntcd. 
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Quality and the Consumer 
Clearly, quality conscioi~sness is now being manifestcd i n  Australia 

hy the incrcasing attention paid to the suhject of quality control in 
manufacturing industry and the more educatcd responsc to quality 
criteria by consuniers. I t  should, Iio\eever, not bc overlooked that for 
some considerable timc thcre has been government activity relating to 
quality aspects of those products of the nation's primary industries being 
cxported. In  addition, thc policing of certain quality aspccts--priiiiarily 
weights and measures and safety features--of a fairly wide rangc oE 
consumer products has long been effected by the separate state govern-
ment authorities under local legislation. R4oving into the \vidcr field 
of the quality of consumer goods and services, the Victorian Gosern- 
nient now opcrates a Consumers Protection Council, and thc rather 
cxtraordinary number and variety of complaints directed to this body 
during its short existencc can only be regarded as evidence of serious 
shortcomings in thc quality approach of some suppliers at any mtc. 

There  is in Australia too the independent f\ustralian Consumer 
Association (A.C.A.) which was set up in 1959, modelling itself on the 
British Consumers' Association (CA.).  Like C.A., A.C.A. is ii limited 
company hoth non-profit and non-political. I t  has attracted a membership 
of some 50,000 subscribers, has some testing facilities of its own but 
rclics largely on its trained members who have acccss to outside labora- 
tories. Its journal Chace ,  now a monthly publication, publishes the 
results of tests on acquired samplc products. Thesc tests coser both locally 
manufactured and imported products, and whilst there is often strongly 
voiced criticism of the test rcports, some of which 110doubt has significant 
validity, the mere prcsence of A.C.A. induces n~nnufacturers of popular 
con~unier  goods to strive for and maintain desirable quality. 

Yet the outward manifcstations of incrcasing quality awareness 
referred to still remain to be matched by many Australian manufacturers, 
through the intensive application of total quality control procedures 
tliroughout their various departments. Many manuEacturers arc still at 
the more elementary stage of transforming the traditional inspection 
activity into an elfective Quality Control system. Not  enough manu-
facturers have formal quality control objectives and procedures set out 
for the guidance of their staff, not enough employ vendor rating systems 
or otherwise insist on effective quality control by thcir sub-contractors. 
Few, too, are able to identify quality costs as such or to estimate with 
reasonable accuracy the cmts to them of defects, appraisal, and prevention. 
T h u s  it is that cstimates of the national cost of inadequate quality control 
must be based largely on conjecture, together with some informed opinion 
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arising from a fairly close association with a representative sample of 
Australian manufacturing industry. Based on a figure of defective pro- 
duction amounting to 5% of national production-a figure which has 
emerged in relation to the British manufacturing economy- tlie cost 
to the Australian economy is of thc order of $A400 million per annum. 
Experiences of tlie Dcfencc Services inspectorates indicate that this figure 
would, if anything, be on the conservative side. Whilst complctc cliniina- 
tion of such a cost is hardly practicablc, nor under some circumstances 
warranted, the fact of its existence provides a salutory lesson to those 
who must bear a measure of rcsponsibility for the quality of the nation's 
manufactured products. 

The Future 
Whilst admitting to no complacency in respect of the existing status 

of quality control in Australia, thc writer believes that the prcscnt surge 
of active interest in this vital subject and its continued practical applica- 
tion by a growing number of the industrial leaders of the nation, presage 
the ability of Australia to proclaim, without fcar of contradiction, that 
the term 'Made in Australia' is synonymous with reputable quality. 0 

MONTHLY AWARDS 

The Board of Review has awarded prizes for the best articles 
imblished in the Ausust and September issues of the Army Journal to: 

August: Baron Geyr \,on Schwcppcnburg ('A4ilitary Rcvicm and A p  
preciation of the Year 1968') $10. 

September: Major E. S. Holt ('The Quiet One from Dong Tan,') $10. 



NO E X I T  FROM VIETNAM, by ROBERT THORIPSOX. 
(Chatto & Windus, London, 1969, $4.70). 

f<eviemeJ by Colonel J. R .  Snbnon, AHQ Caberra. 

WHO really knows what is at  stake at thc Paris Peace Talks or has an 
understanding of thc difficult choices and the consequences facing the 
Free World Forces in Victnam! Certainly few politicians, public servants, 
prclates, academics or journalists have bccn able to explain clearly the 
relationship bctween the conduct of the war, the political aims that wcre 
originally intendcd and thosc which are still practicable. How then can 
the man i n  the street, offered one side of the story subjectivcly, or the 
soldier, even if he has seen it first hand in Victnam, grasp lvhat is involved? 
Ry reading N o  Exit Frmn Vietnnna by Sir Robert Thompson. 

N o  &it From Vietnarir ranks with the latc Bernard B. Fall's Street 
Without Joy  and Two Vietnam or Denis Warner's Out of the Gun and 
The  Last Confucian' as onc of the important chronicles of the nature and 
progress of Communist Revolutionary Warfare in South-East Asia. Sir 
Robert Thompson, in this brief and readable book, outlines the progress 
of the war, analyses the dccision points, criticizes the conduct of the 
countcr-insurgency campaign and courageously indicates a fcasiblc future 
strategy-public opinion permitting. T h e  book is not so much a scquel 
to his excellent Defeating Cmlrnlunist Innrryency, as an authoritativc 
explanation of the Vietnam scene, bascd on thc author's deep understand- 
ing gained as Deputy Secretary and Secretary for Defence, Fedcration 
OF Malaya 1957 to 1961 and as head of the British Advisory A4ission to 
South Vietnam from 1961 to 1965. 

T h e  main theme of the book is whether or not the war was fought 
in the right way and United States powcr applied correctly (page 
92). T h e  author alleges that the United States government and its 
advisers, including soldiers, failed to benefit from the French cxperience 
and gain a deep appreciation of the true nature of the threat-Communist 
or Peoples Revolutionary Warfarc.2 Failure to understand resulted in 
failure to explain; hence 'the credibility gap' and loss of public support. 

T h e  check givcn overt Communist expansion in  Korea is surcly the 
key to understanding. Having once directly conFronted the might of 
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Western technology in a conventional limited war (which could be so 
easily explained by journalists using a series of continuous front lines on 
a map) the Communists determincd not to rcpeat the experience. W h y  
should they, when the indirect approach of Pcoples Revolutionary War-  
fare, so succcssful against the Kuomintang, again proved a winner against 
the French. While the West argues about the true naturc of Communist 
Revolutionary Warfare and lacks an effective counter to it, Communism 
can be relied on to repeat the pattern ad naziseaiir. 

Having criticized the United States for failing to understand the 
nature of the conAict and the cnemy, it is not surprising that Sir RoLcrt 
also alleges that the decision to intervene in 1965 w a s  made without a 
clear definition of war aims and a clear idea of how thcy were to  he 
achieved. H e  stresses the importancc of nation building as the real counter 
and the role of the armed forces in supporting it. With this in mind and 
drawing principally on his Malayan experience, the author is critical 
of a lack of control, of failure to deal promptly with the Viet Cong,infra- 
structure, of failurc to build up a single intelligcnce and internal security 
organization based on a sound police force, of inelFective search and 
destroy tactics, and of indiscriminate use of firepower. 

H e  also stresscs the need for unity based on legality. unity for which 
democracy is no substitute. Was therc ever a chance of such unity after 
the death of Dicm? Was there any chance bcforc his murder? 1C 1961 
and 1962 were the ycars in which the war could have bccn won, 1963 was 
the year when lack of unity led inexorably to the decision to  intcrvcne 
in strength in 1965, the Te t  offensive of 1968 and thc present dilemma. 

In  evaluating Sir Robert's criticism the readcr must dccide for him-
self whether the author has fully rccognizecl the problems faccd by the 
Free World Forces. To what extent are problcms of dealing with suc-
cessivc Saigon governments, the difficulties engendered by the constant 
infiltration and the scale of operations, the cnigma of leaving an inviolate 
sanctuary in North Victnani or of bombing it, the rcality of the threat in 
1965, the geographic and ethnic differences, the problem of dcvcloping 
experience within a short 12 months tour, all of which he acknoivlcdges, 
adequately assessed in comparison with R4alaya/R4alaysia? Those xvho 

' Scc Aiistrnlin~rArnty J o t m n l  No 192, ivlay 1965 fur B review of this hook con-
taining rclcvant comments on the Thonqxon Plan for Victnani and insurgency 
elsewhere in the region.
The following is extractcd from The Living Thoughts of C h s e w i l z  hv Lt Col 
Joseph I. Greene USA (Casscll and Company Limited) Page 129: 'Now, the 
first, the grandest, and most decisive act OF judgmcnt which the Statesman and 
Gcncral exercises is rightly IO understand in t h i s  rcspcct the War in which he 
engages, not to takc it for something, or to wish ti) make of i t  something, which 
by the naturc of its rclations i t  i s  imporrible for i t  to be. T h i s  is, tlwefure, the 
first, the most comprehcnsiw, of all strategical qiicstims.' 



54 ARMY JOU&UAL 

will agree with his recognition OF the effective results achieved by Aus-
tralian Spccial Air Service patrols (page 173) may find it hard to rctain 
their objective judgment. So too will those soldiers who have had a hand 
in developing or applying Australian doctrine,Y which accords with 
Thompson’s five basic principles OF counter-insurgency (page 163). But 
are the problenis of their application in Vietnam fully appreciated? 

In examining the consequences of negotiations and the limited 
options open to the Free World, Sir Robert advocates a ‘long haul low 
cost strategy’ (page 197) and states ‘the c h i d  encmy wdl always be 
impatience’ (pagc 198). That  hc should dwell on the protracted nature 
OF such a solution should be well undcrstml by serving soldiers; at least 
one senior Australian Army olfcer publicly pleaded in Washington for 
patience as long ago as May 1964. However it is doubtful if public 
upinion, mesnicrizcd by mass mcdia, will grant thc time essential for such 
a strategy. (Recognizing this, perhaps ‘Public Opinion’ should at last 
be included in our Principles of War.)  

If public opinion is unable to accept N o  Exit Froin Viemaw, the 
consequences OF alternatives are no more palatablc. As these evolvc they 
will prescnt sonic difficult questions for politicians and defence planncrs 
both in South-East Asia and much nearer home. These and the lessons 
from this book deserve to be seriously answcrcd and analysed both in 
structuring forces and in developing procedures for crisis managemcnt. If 
the Frce World as a whole Failed to grasp the lessons from the Viet A4inh 
defeat OF the French, we must ensure \\,e fully understand the Vietnam 
war in which we have been engaged. That  is why this book dcservcs to  
be read. Agree with No Exit Frmii Vietnam or not, it adds greatly to 
understanding. 0 

REVOLUTIONARY WARFARE AND COA4A4UNIST STRATEGY 
-THE TH.REAT TO SOUTH-EAST ASIA, by GEOFFREYFAIRIIAIRN. 
(Faber and Faher, London, 1968, $6.65). 

Reviewed by Colonel J. R.  Sahrron., AHQ Canberra 

T H I S  hook o k r s  a convincing explanation of Communist revolutionary 
warfare and the threat to South-East Asia within the widcr historical 
context of the total Communist thrcat to the West. T h e  author examines 
the reasons For the effectiveness OF Communist revolutionary warfare in 
ex-colonial and under-developed countries; h e  relates this type of warfare 
to complementary Communist methods which are  hcing cmployed simul- 
taneously in more highly devclopcd societies. 

Vivisios it, Battle, Pamphlet N o  I I-‘Counter Revolutionary Warcare, 1965’. 
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Geoffrey Fairbairn is a Lecturer iii History at  the Australian National 
University. H e  is rvell known for his views on this topic; he  has written 
numerous articlcs, including a Current Affairs Bulletin,' and has fre-
quently spoken on it both in dcbatcs and on TV. As he was one of the 
first academics in- this  country to make a dcep study of thc subject he  
could be labelled a 'right wing intellectual' and 'trouble maker', two of 
his own terms; by some of his contemporaries. 

T h e  hook examines the ditferenccs bctwecn traditional guerilla war- 
fare and Communist revolutionary warfare. T h e  authoi is fully aware of 
the political nature of the latter and tlic need to  defeat the Communist 
infrastructure. 'It is not a t  all a primary objective of counter-insurgency 
to kill armed gucrillas; it is to destroy a political organization.2 

Ceoffrey Fairbairn is at his most persuasive when cxposing the coni- 
plete picture of the global Communist threat; a picture against which othcr 
hooks or individual news items arc thc small scenes or separate pieces oC 
the jigsaw. He sees thc threat to the West, a West obsessed by the nuclear 
deterrent, as the disintegration of socicty from within-aided and abetted 
by an external source. IUe relates this threat to the disinclination of 
Western socicty to continue the struggle. Consequently, irrespective of 

. the  success of the counter-revolutionary campaign in thc field, i t  must fail 
if not sustained by public opinion. I-le quotes Giap and other CrJmniunist 
leaders to show they are fully aware of this; one hopes that Western 
political leaders are equally so. 

Fairbairn covcrs the consequcnces in South-East Asia of the Free 
World Forces failing to win in Vietnam. H e  finds them n o  less sobering 
than Sir Robert Thompson did i n  N o  Ewit From Vietnam. As he  has 
accurately predictcd the course of pcacc negotiations from when thc 
book went to print (October 1967) until now, the reader cannot ignore 
thcse pessimistic portents. 

T h e  military scholar will find the initial chapters covering inter- 
national Communism inore revealing than those dealing specifically with 
countcr-insurgcncy and the two \lictnam campaigns-\lict Minh and 
Viet Cong. Adniittcdly he niercly uses the latter 'to underline' certain 
facets of his broader thesis which is amplified in a final 'Retrospect'. 

Revolutionary Warfare  and Coiiziimnist Strategy is liberally sprinkled 
with quotations, references and footnotes which do not make it a light 
diet. But they do scrve to convince the reader of the vast research under- 

' CAB Volume 35, Numbcr 10, 29 March 1965: 'Revolutionary Guerilla Warfare'. 
ibid., p. 174. 
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taken and add crcdencc to an awesome expose. An index and ~xtciisive 
bibliography are  included. 

Thc book must bccome a standard rcfercncc on th is  topic. At 
$6.65 not all will wish to own a copy but a ploce must be found for a 
numher in every service library. Even thosc who are.unable to study it 
now should not fail to spcnd an cvening scmning it to gain an idea of its 
extensive cnntents. Many will f n d  i t  suffciently fascinating to delay its 
rcturn. 0 

OTHER WARS 

T h e  war in South Africn was in many ways an anachronism; few 
wars have offered m a r  chances for mobility, and in fciv bcfore the 
outbrcak of thc Mlorld War haw 50 many mcr been cmploved on 
static duties. T h e  ~easonfor this is obvious. though when the war 
broke out i t  was not even dreomed of: that tlie theatre uf war was so 
vast and the enem I so mobile diat unless thc size of tLc former were 
restricted the speed of the lattcr could not bc slowed down. The only 
way to reducc thc area strateg+xIIy was to nnrtition i t  off into c o m  

arativcly small huh-areas, and to clear the enemy out uf each in turn. 
T'his was accomplished by dividing up the tlleiltrc of war by wire fences 
and by building blockhouses along them, closely spaced so that each 
fence could be swept by tLc fire of neighbouring blockhouse garrisons. 
Once an area was rendered horse-proof, so to speak, die next operation 
WOE 10 swecp it clear of the enemy, and when this was done, to estab-
lish another horse-proof area and to clear that in turn. Considering the 
sizc of the theatre uf war and the enormous labour this system deman-
ded, it redounds to the couragc of our military chiefs that tLey ever put 
i t  in ractice. For instance: to decide upon building a defended line 
three Xundred miles long i s  no mean m j e q  yet during the war this 
was done by establishing a blockhouse fine from Victoria Road station, 
close to Victoria West in Cape Colony, to Lambert's Bay on the 
Atlantic. 

Another rear advantage of this system was that it automatically
established defended lincs of communication, and 50 i t  at  y dimin- 
ished &e need for escort work. For esamplc, it was possibrtolsend the 
largest convoy along the above-mentioned line-provided that there was 
a sufficiency of water-unJcr the smallest escort. T L c  whole system 
was closely related to that of the Great Wall oE China, which was simul-
taneously a fortificd wall and a dcfrndcd thoroughfare. 

J. F. C. Fuller, The Last of the Gcnrlemen's Wars (1937) 
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