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INTERVIEW ER : Good morning. This i the fist 0 a

series of interview sessions for the oral history of
Mr. Joseph P. Cribblns, who Is currently serving as the
Chief of the Aviation Logistlics O ffice and as the
Special Assistant to the Deputy Chief of Staff for
Logistics, Department of the Army. I am Lieutenant
Colonel Hawthorne L. Proctor, a student at the US Army
Wwar Col lege. I willbe conducting these intervliews
from Mr. Cribbins' office at the Pentagon. Today's

date Is 25 November 1987. Sir', you were born In



Millbrook, New York, in 1914. One of the many things
that I've learned about you is that as a youngster you
were very interested In horses. Could you tell me more
" about your formatlive years, especlally growing up in

and around New York.,

MR. CRIBBINS: Well, Colonel Proctor, my father was a
horse tralner, and In this capacity, he moved failrly
freguently. As a matter of fact, we moved from
Millbrook, New York to Morristown, Short Hills and Far
Hills In New Jersey and eventually 01d Westbury on Long
Island. It was almost the same as a military career In
that there were frequent moves and many schools. I am
a first generation Irish-American. My father had
become a horse traliner as a result of his experience as
a youngster in Ireland. He was bound and determined
that I would never follow In his footsteps because he
did not belleve training horses In those days was a
very promising career. Accordingly, I did not ride as
& very small child despite the fact that there were
always lots of horses around. When 1 was about twelve
or thirteen, I used to walk some four miles after
school to the stable that was owned by a friend of Dad.
When we were 1iving in Far Hills, New Jersey I would

always manage to get a ride on one of the horses. In



return, 1 groomed horses and cleaned tack; that ls the
saddles and bridles. Dad Inevitably found out about
this and I really expected to be chastised pretty
severely. Instead, he called me In one Saturday

morning and took me to a small stable in back of our

house. He opened the door and there was a
fourteen-hand pony. He sald, "I guess it's In the
bloocd and now it's up to you. You take care of him

and make sure you do. He is all yours." I said, "OK."
That was the conly chastising he gave me. However, 1
will always remember a couple of things. This pony, we
called Ebony, was really an Interesting one. By the
time I got him he was eight or nine years old. Ancther
horse tralner and friend of Dads had been driving home
from Newark, New Jersey. While driving up a hill, He
saw this small pony pulling a furniture wagon. It was
a very hot day and this pony would go for a fairly
short distance then turn and lock the wheels on the
wagon, stop for a bit, then turn and proceed on. He
did this about three times while going up the hill. Of
course this really interested Dad's friend because the
driver of this wagon was fast asleep. The pony was
doing this on his own., So Dad's friend followed the
wagon and driver home, and he bought the pony. He

thought that this pony would make an absolutely super



pet for the children of a wealthy famliiy. As [t turned
out the children were not qulte up to Ebony who was a
character in his own right. So he gave the pony to Dad

with the stipulation that he never sell him,

INTERVIEWER: With all of the moves that you had while

growing up, did you get a chance to develop any Inter-

ests other than horses?

MR. CRIBBINS: No, I'm afraid not. I played a 1ittle
ice hockey. I seemed to spend most of my time in and
out. of splints from riding horses. One Christmas.I
broke a wrist playing Tce hockey and I figured one

hazardous sport was encugh.

INTERVIEWER: Sir, vyou said that you went to a number

of schools., Did you have a favorite subject?

MR. CRIBBINS.: [ guess that 1 was so entranced with

horses that I really didn't think much about school. I
found it very easy and didn't have to do an awful lot
of homework. I would get up very.early in the morning
and take care of my pony. By the time we moved to Long
Istand, I had cutgrown Ebony. We gave him to another

horse tralner who had a youngster coming atong. His



kid eventually became an outstanding jockey and Ebony

had a good home. I began riding all the horses Dad was
training as well as riding race horses, working them in
the morning at the Whitney Estates in Long Island. So

my career really was one of horses, horses and horses.

INTERVIEWER: When you completed high school what type

of work did you do?

MR. CRIBBINS: I finished high school in Westbury, Long

Island, New York in June 1931. The year before 1
fintshed hlgh school, 1 spent the summer at
Cooperstown, New York, with F. Ambrose Clark racing
stable where I worked horses and trained to become an
amateur steeplechase Jockey. I was growing too large
to become a flat Jockey, which s really what I wanted
to do. S0, when I graduated from high school, we were
in the midst of the worst depression. 1 became a
professional steeplechase jockey riding for F. Ambrose
Clark. At that time, of course, I was purely an
apprentice, but I went full time with the raclng stable

where ! worked heorses and began to ride some races.

INTERVIEWER: Being a steeplechase Jjockey and working

with horses has certainly made you a noted horseman.



I understand thaﬁ‘ vyou Jjoined the 101st Cavalry
Regiment, New York National Guard, which seemed rlght
in 1line with your background. What prompted you to
enlist? I believe you were about twenty-six vears old

at the time you joined that ocutfit.

MR. CRIBBINS: That's correct. Let's back up a little

bit. 1 rode steepiechasing for about five vyears. I
considered myself a very good horseman, but not a good
steeplechase Jockey. It is quite possible to be very
good at equitation and horsemanship, but a poor jockey.
1 did have a stable on Long Island and we fox hunted
three to four times a week. [ rode in horse shows and
trained horses. In the course of all of this, 1 had
gotten to know members of the 101lst Cavalry Regiment.
Many of them rode horses as a sport rather than a
lTiving the way that I did. Since I was knowledgeable
with horses, I was asked if I would be interested In
Joining the 10lst Cavalry Regiment. It was known as
Squadron A and was located in the old Squadron A
building at 9%th and Park Avenue in New York. So in
October or November 1940, It became pretty evident that
we were going to be involved In the war going on In
Europe. Eventually I did Jjoln Squadron A. It‘is

interesting that in order to Jjoin the reglment 1 had to



pass a board of five members because it was an affluent
and a tough outfit to get into. As a result of having
passed the board of five members, I became a private in
the US Army National! Guard at $21.00 a month. 1 was
assigned to Troop A of Squadron A, a horse cavalry
squadron. The other two troops in the squadron were
Troop B of Genesee Valley and Troop € of Brooklyn.
They comprised the squadron that | belonged to in the
101st Cavalry Regiment. The other squadrbn was

mechanized and equipped with halftracks.

INTERVIEWER: Do you recall whether It was a single

person or several people who were part of the riding

club that asked you to Join the regiment?

MR. CRIBBINS: There were three or four members of the

regiment who asked that I join because of my knowledge

of horses.

INTERVIEWER: You mentioned the words "affluent
outfit." Would you explain what you meant by those

words?

MR. CRIBBINS: Yes, 1 think that I was orz of a very

few in the squadron who was working pretty hard for a



Tiving. Most of the young men In the squadron were
working on Wall Street or were from families who were
extremely wealthy. Many of them were going to college.
They belonged to Squadron A, because in those days it
was a very attractive thing. It afforded them the
opportunity to ride and meet a 1ot of people who were
great fun to be with. Most of all, the squadron had
the facilities which were not easily obtained in those

davys.

INTERVIEWER: What type of training did you receive

upon joining the regiment?

MR. CRIBBINS: Well, the flrst bit of training I had

was rather interesting. If 1 remember correctly, my
first night of duty was 12 December 1940, Jjust a year
before Pearl Harbor. I recall being In this small

platoon and being trained by a corporal who had us

around the riding ring. He started telling me how to
hold my hands, how to put my heeTs down, how to grip
the horse and how to do all the things that corporals
In the cavalry were told to teach new students. This
went on for about three quarters of an hour when

Lieutenant Fred Devereaux, one of the people who had

asked me to Jjoin the squadron, came up and asked if he



could take me off for a few minutes. The corporal
sald, "Of course, sir." And Fred, whom I ver*
carefully called "lieutenant," took me off and asked me
if I would look at his mare. 1 looked at hls mare as
she was standing hunched up. He said, '"What do you
think is wrong with her Joe?" I said, "I think I know
what is wrong with her. She has what we call azturla.
It comes from being stable bound and eating too much
feed resulting in a paralysis across the back. Fred
said, '"What should I do?" I told him to get her Into
the stall and keep her absolutely quiet, cover her up
and give her some salt peter. I also told him that he'd
better get a veterinarian the next morning. This took
about half or three quarters of an hour. By the time I
got back the corporal looked at me and said, "You're a
wise 5.0.B., aren't you? Who the heck are you?" I
sald, "Corporal, 1 am Private Cribbins, 10lst Cavalry

Regiment,'" and let it go at that.

INTERVIEWER: Sounds excliting. One of the things I

would like for you to relate is how the tralning that
you recelved in those days equates to the tralning that

our cltizen soldiers receive today.



MR. CRIBBINS: In those days, as 1 remember, we did

some guard duty in the squadron on the basis of a guard
list. We served two weeks at summer camp and drilled
In the squadron on horses every weekend. It was not
mandatory every weekend, but those who did not
participate often enough during weekend drills were
dropped from the rolls. The training was by the book.
It was difficult to exercise cavalry in New York City
and Squadron A was right in the middie of the city. We
did have a riding ring, but ﬁhat was the extent of the
training, except for the summer training. I would say
that the squadron was much more of a social and a

riding club than a fighting unit at the time I Joined.

INTERVIEWER: Well it seems that recrulting was not a

problem in those days?

MR. CRIBBINS: No, recrulting was not difficult for the

squadron. You could get in [If you wanted to. As 1
menticned earlier, there was a board of five members
whe screened prospective members. In fact, Mr. Henry
Stinson, who became Secretary of War, was at one time a

member of the board.

INTERVIEWER: How Tong did you serve with Squadron A?

10



MR. CRIBBINS: Welil, I had a rather unusual career. I

was a private from 12 December 1940, until 1 January
1941. We were inducted Iinto federal service on 27
January 1941, I made Private First Class on 1 February
1941 and went on to become Stable Sergeant which was a
"Rocker'! sergeant. There were only two "Rocker!
sergeants; a flrst sergeant and a stable sergeant.
Today, a stable sergeant would be equlvalent to a
sergeant E-5. I remained a stable sergeant from March
1941 wuntil February or March 1942. At that time, we
packed the horses Into porte' vans, which had been used
on the Red Maneuvers In the fall of 1940. We took them
down to the remount station at Fort Monroe, Virginia
and turned them back Into the Quartermaster Corps thus

becoming a fully mechanlzed cavalry regiment,

INTERVIEWER: You know our pollcy teday is that the

"first to fight 1s the first to be equlipped." You
ment foned thét one of the squadrons was mechanized and
had halftracks. Did they really have equipment at that
time and if so, was It very much or just enough for

them to tralin?

MR. CRIBBINS: They had halftracks and motorcycles and

some Jjeeps. 1 would say that none of us had the

11



equipment that we were going to fight with. For
example, during the Carolina maneuvers, a jeep would
come up and that would be an enemy tank coming over the
ridge. We had a thirty-seven millimeter gun which was
used as an anti-tank gun. Believe It or not, we were
still equipped with Enfield Rifles. They were on the
books before the Springfield Rifles, Those Enfields
had a kick 11ke a big Missouri mule. We did not have
any of the modern equipment. Obviously, we were unable
to do much of anything and we found that out pretty

quickly.

INTERVIEWER: Sir, you mentloned that the regiment was

federalized in January 1941, Would you elaborate a bit
on that process? What did you go through as a unit In
terms of mobilizing and getting everyone ready for

war?

MR. CRIBBINS: We were alerted early In January 1941,

I was Immediately called up and placed on guard duty In
the squadron bullding. We were really getting ready
for war since It was still! about a year before Pear]
Harbor. We were told that we were going to be moved to
Camp Devens, now Fort Devens, Massachusetts where we

would be statloned and trained as a horse-mech cavalry

12



regiment belonging to, 1 believe, the VI Corps which
was In New England. We would be the reconnaissance
regiment for the corps. We got our horses together and
assembled all of our equipment and on 27 January 1941
we Jloaded Into rail cars. It was one of the coldest
nights I can remember. Because It was so cold the eggs
that we had In our box lunches froze and broke on the
way up. Only the horses survived really well that
night. The next morning we arrived In Devens and
unloaded the horses into straight stall stables that
had been erected, practlcally overnight. The stable
crew was placed In a shack and the rest of the regiment
was put in brand new barracks. Shortly thereafter we

began to train as a full regiment.

INTERVIEWER: When did you leave the regiment?

MR, CRIBBINS: I guess for the first time inmy life I

was gilven an IQ exam. I found that I could qualify for
mITItary service as an officer, so I was given the
opportunity of golng immediately to the Infantry or
waiting for the Cavalry 0CS. I decided since horses
were my thing, I had better walt for the Cavalry.
However, I didn't think that horses were golng to be

around for very long slnce we had already lost ours. I
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was selected for the Cavalry school, went to 0CS at
Fort Riley, Kansas and became one of what were called
'""90-day wonders." I left the squadron In July 1942,

and was commissioned In November 1942,

INTERVIEWER: What type of training did you receive at

0Cs?

MR. CRIBBINS: They were still teaching a horse course

and a mechanized course. Since I had spent my early
life with horses, 1 chose to attend the mechanized
course. Interestingly, déspite the fact that I had
attended the mechanized course, mylFIrst assignment
turned out to be the 1st Cavalry Division, where horses

were still being used..

INTERVIEWER: I bellieve the lst Cavalry Division was

statlioned at Fort Bllss when you reported for duty,

(1

MR. CRIBBINS: Yes, the 1lst Cav was at Bliss. Its

units had jusp been drawn In from places 1ilke Ringold,
Brownsville, and Clark, where they had been patrolling
the border between Mexlco and the United States. For
the first time In a number of years, the lst Cavalry

Division had been finally assembled at Fort Bliss.
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INTERVIEWER: S0 you were a new second lleutenant with

%90 days of O0OCS tralning when vou reported to the

divislon. What was your first asslignment there?

MR. CRIBBINS: Well, I reported In and I was assigned

to the 2d Squadron, 12th Cavalry Regiment. I think In
large part because the squadron S-3 and the regimental
adjutant were from the 101st Cavalry and I knew them
personally. So I think that my name turned up on one

of their lists and ]I.was assigned to that regiment,

INTERVIEWER: Do you recall who your first boss was

when you arrived in the regiment?

MR. CRIBBINS: Yes. My first "immediate boss'" was the

sergeant major of Company G to which I was assigned.

Having been a rocker sergeant for well over a year, I
thought it was probably the greatest single demotlon

that one could get in the Army. I reported In and the
sergeant major said, 'Lleutenant, a couple of things
-- I understand you have a horse background so you're
going to be the stable lleutenant." He went on to say
that Captain Dykeman (Company Commander), will see you

tomorrow morning. He also told me that he and the CO

15



expected me for dflll and gave me the hour of the
morning to report. After telling me all of that, he
said he really didn't expect to see me around the
company In the afternoon and that payday was a day of
leave, He said, "Do you have any queétions?” Of

-course, I was then dismissed after having no questions.

INTERVIEWER: When you reported In to the 1st Cavalry

Division, it was Ironic that a sergeant major told you
what you were going to be doing. 1 know that you were
not happy about that, but tell me a bit about the

regiment that you had just Jolined.

MR. CRIBBINS: Well, as I said before, I thought It was

the worst demotion that I had ever had in my 1ife. I
grant you that we were dressed pretty. We had
britches, boots and Sam Brown belts and as officers In
the cavalry we were part of an elite corps in those
days. However, when I 1looked around and saw the
callber of the average regular Army soldier compared to
the young men that [ just left under the 10l1st Cavalry
Regiment, It was like night and day. The old regular
Army was not a very attractive place to be In £hose

days and I'm afraid that it showed up in the rank and

16



file of the soldlers. As it turned out, the 1lst
Cavalry pulled people together and made absolutely
super soldiers of them as It had done throughout
hlistory. As a matter of fact, they had a pretty
rigorous screening process and got rid of the deadwood,
but kept the good people, There were some super
non-commissioned officers who had 15 to 20 years-oF
service as non-commisslioned offlicers Ih the Regular
Army., I must say, it was an enlightening experlence
for a second lieutenant out of a relatively rout-order
outfit Tlke the 101st Cavalry Regiment of the New York
National Guard. Although the 101st did very well on
maneuvers there was an entirely different kind of

discipline In the Regular Army.

INTERVIEWER: You sald earlier that the 101st Regiment

was somewhat of a different breed, l.e., rather elite.
How would you characterize the rank and file of the lst

Cavalry Division when you reported in?

MR. CRIBBINS: Quite different. When 1 first reported

In, we were just beginning to get draftees as a result
of the Burke-Wadsworth Act which established
conscription. Further, we still basically had the old

Regular Army lst Cavalry Division. It was, 1 was led
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to belleve, what you expected to find In a Regular Army
Diviston. There were super officers who were West
Pointers, ROTC cadets and young officers coming in with
various skllls learned In the civilian community., The
noncommisslioned officers were well versed and knew
their jobs, but by and large had very 1little
Imagination. We had great difficulty getting them to
pass their IQ Test of 110, which was a requirement to
become an officer. We wanted to make officers of many
of those men who were the stalwarts among their peers.
The rank and file of the enlisted man was, If you were
to categorize them today, consldered to be mental

Category 1IV.

INTERVIEWER: You said that the Division had the

peacetime mission of border patrol. When Japan
attacked Pearl Harbok, did the Division retain Its
mission of border patrol or did it start to traln for

war?

MR, CRIBBINS: When I reported to the Division it was

really preparing for war. 1 think that between the
Loulisiana maneuvers in which the 1lst Cavalry Division
participated and the Carollina maneuvers in which the

101st Regiment trained, it was established that horses

18



would have little usefulness in World War II. So the
l1st Cavalry Division was in the process of really
winding down Its era of being a horse cavalry division
and was about to become an infantry division.
Interestingly, we were also beginning to get draftees
and my flirst job was teaching equitation to the
draftees. I joined the division in late November 1942
and we didn't lose the horses till about February 1943.
I taught urban or big city draftees how to ride horses
during the day and I spent the night teaching Texans
who had never seen water how to swim. Now that was
quite a chore. I guess I taught more pecple how to

ride horses than were in my squadron.

INTERVIEWER: Sir, earlier you talked about the

Carolina and the Loulsiana Maneuvers. You said that

during both maneuvers It was determined that horses had
no place on the battlefield of the future. Would you
comment on vyour experlences during the Carolina

1

maneuvers?

MR. CRIBBINS: I think the Carollina maneuvers were my

first real experience with logistics. We had
maneuvered and ridden all over New England prior to

going down to North Carolina in August 1941, One of
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the first things we had to do was load our horses and
equipment aboard our porte' vans. A porte' van carr?ed
eight horses and a squad of eight men, and was pulled
‘by a tractor. Each cavalry squadron was equipped with
enough porte' vans to carry and mobillze the horses on
the highway. The mechanlzed squadron drove halftracks
over the highways or moved by rail, Because we were
routed over the Skyline Drive, In Virginia, it was
quite an experience. The tractors were undérpowered
and it made for a long trip. If you could imagine the
tight quarters with eight horses who would stand all
day side by slide. There was no partition betweeh them,
only a partition between the four forward and the four
aft. The elght troopers sat on a bench up on top of
the trailer. When we finally got down to the
maneuvers, we were given the Job of reconncitering or
protecting a flank of the maneuvering Army. When other
soldiers would rest for the night, we had to take care
of our horses before we took care of ourselves. On the
weekend, we would wind up on one flank of the Army, and
before Monday morning exercise began, we would be on
the other flank some 150 miles away. So by the time we
finished the maneuvers, 1 think It had been proven that
if you were going to use cavalry In that fashlon, the

horse had ocutlived hls usefulness,
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INTERVIEWER: Would you talk briefly about some of the

tralning that occurred in the 1lst Cavalry Division

while it prepared for war?

MR. CRIBBINS: oK. The 1st Cavalry Division, as a
Regular Army division, was far better tralned than
anything 1 had seen in the National Guard. Although
the callber of people may have been different, the
caliber of training was also very, very diFFérent. The
lst Cavalry knew how to operate as a ﬁavalry division,
"Lee's Lieutenants'" which I had studiously worked with
In 0CS at Fort Riley, Kansas, was still vital for the
horse cavalry. When I arrived at the Ist Cavalry
Division, I had a pretty good tactical background as a
non-com In the 101st Cavalry Regiment and result of an
excellent OCS at Fort Riley. However, I still had a
great deal to learn, The way the lst Cavalry Divislion
rode, maneuvered, drilled and bivouaced in the desert
at night or fought during the day was all new and most
Interesting to me. It was much more difficult to
convince the cavalrymen in the 1lst Cavalry Division
than those in the 101lst Cavalry Regiment that losing
their horses was the right thing to do. I think that
one of the teiling things that really convincea the

cavalrymen to become Infantrymen was extended training
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in the desert. During training exercises lasting
several days, every trooper had to dig his horse in
before he dug himself in. That tended to make

infantrymen out of cavalrymen quicker than anything

else. [End Tape C-208, Side 1]

[Begin Tape C-208, Side 2]

INTERVIEWER: Sir, you were dlscussing earlier the

transition of the various Cavalry units. 1'd 11ke you
to focus on the transition of the 1lst Cavalry Division

from the horse cavalry to infantry.

MR. CRIBBINS: Are you talking about the 1st Cavalry

Division now?

INTERVIEWER: Yes Slir.

MR. CRIBBINS: The 1lst Cavalry Divislon's transition

from horse cavalry to Infantry meant that we would take
all cavalry tactics and convert them to infantry
tactlics by fighting on foot as infantrymen. Actually,
other than the training on horses, much of the training
that we learned in the cavalry really abpl!ed to the
infantry., In‘other words, what we were dolnhg was

maneuvering very fast on horse instead of on foot. In
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fact, we were flghting as true Infantrymen. But it was
a difficult thing to prepare for the tropics in the
Pacific while training on the desert of E1l Paso, Texas.
However, that was the only place we had because the
transition went very fast, We actually transitioned in
training by the simple expedient of removing the
horses. We did not transition organizationally or
cherwlse. Let me explain very briefly, We lost the
horses in March 1943, By May 1943, I set out with the
forward echelon of the 1lst Cavalry Division to
Australia. We were put on rallcars and sent to Camp
Roberts, California. We then moved on, to the
debarkation point outside of San Francisco where we
boarded the Maul and saliled across the Pacific to
Brisbane, Australia. We arrived in June 1943 and
established a working camp consisting of tents,
facilitlies and training areas outside of Brisbane at a
place called Strathpine. Between June and December
1943, the 1st Cavalry Divislon really trained in
Infantry tactics, particularly 1in jungle fighting and
Iin amphiblous warfare. The training was done in the
seml-tropical forest around Brlsbane and near
Newcastle, Where we did amphibious tralning. Members
of the Australian forces who had been engaged in Jjungle

warfare provided the cadre for our training. I would
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say that the real transition of the lst Cavalry from
horses to Infantry was accomplished in Australla
between the early summer of 1943 and December of 1943,
Shortly thereafter, we deployed to Oro Bay, New Guinea
and spent another two months training in New Gulnea
before we deploved to the Admiralty Islands for our

first taste of combat.

INTERVIEWER: Sir, let me go back to the time that the

Division got orders (in February 1943) alerting It of
Tts ultimate assignment in the Pacific. What were
people's attlitudes like once the news of the deployment

arrived?

MR. CRIBBINS: Unusual to put it mitdly. Here we had a

division that had been literally assigned to that part
of Texas and the southwest throughout 1ts 1ifetime,
going back to the Civil War. There was the tradition of
the Gary Owen or 7th Regiment and the job of patrolling
the border and being a horse cavalry unit. Néw an
Infantry division, It was about to be deployed to the
Pacific in an entirely different environment and type
of warfare. The division was made up, as I have

indicated before of largely Regular Army soldiers, but

greatly supplemented by draftees. Also, the division's
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hierarchy, senior leaders and staff officers were
changed. For instance, Brigadier General W!l1llam C.
Chase became the first brigade commander. We had a
change in reglimental commanders with Colonel! (later
General) Sadler taking over the 12th Cavalry Reglment.
Major General Hoffman, then Colonel Hoffman, took
command of the 5th Cavalry Regiment. General Innis P.
Swift, who was the Division Commander, held a review on
horseback. I guess it was one of the final ones and it
was really impressive. Jt was held at Armstrong Field.
Can you just picture a division, I'm guessing it was
about 10,000 people, on horseback, on Armstrong Field?
There was a battallon of artillery with mules and pack
artillery. I'11Y always remember this particular
formation because I was then a Platoon Leader and
Stable Lieutenant. Sitting on a horse at the head of
my platoon, [ watched General! Swift as he made a review
of the division on horseback. The mounted review was
the most Impressive single thing that I've ever seen in
my life. It was the end of an era for us, but I didn't
recognize it then because I hadn't been part of the
beginning of that era. It was a slght to see that
whole fleld full of horses and mules with a division
completely mounted with their guldons -- 1t felt,

really like a different way of 1ife. 1 wouldn't have
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mlissed that revle@lfor anything. Let me plck up from
there. We were alerted In February 1943, The division
was dismounted, except for the division staff, the
regimental commanders, and the division commander. We
then had a dismounted review of the division and by
this time General Swift had recelved his new staff
members from Washington. Many of whom had probably not
ridden a horse, or if they had, it had been many vears
since they'd ridden one. General Swift sat on his big
thoroughbred while we were standing at attention. Then
he conducted his inspection at a full gallop with the
staff trailing. When he came around the second time,
It was a sight to behold. General Swift was way out in
front of the staff In a full gallop. The sergeant
major of the division, who was carryiﬁg the guldon, was
hanging on to the gulidon for dear llfe with the colors
trailing behind him. The 6-3 had hit the dust about
the time they came around the flirst Tap. I remember
one of the staff officers came around upside down with
his two legs and his arms wrapped around the neck of
the horse while facing upward. The rest of the staff
never did appear. They'd all fallen off thelr horses.
I think that General Swift enjoyed that more thgn any
review he had ever held because he was quite a

horseman. I'm sure that he enjovyed every bit of It,.
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He was showing what a cavalryman should be despite the

fact that we were no longer cavalry.

INTERVIEWER What do you recall most about General
Swift? Obviously he was gquite a horseman and I'm sure

a dynamic leader.

MR. CRIBBINS: Yes. I saw a lot of General Swift

mainly because [ became an escort for the youngest
Swift daughter. I rode in the coyote or fox hunts that
we had on Sunday morning. Beling a horseman with a 1ot
of background, I fitted well into the hunt or what was
really a drag hunt, one where animal scent s dragged
along the ground. So I got to know the Swift family as
well as a sécond ileutenant could have in those days.
Occasionally, I escorted young Pamela Swift to some of
the formal affalrs that occurred in the Division.
General Swift, as a Divislon Commander, was probably
last of a breed of cavalry soldlers who had really been
dedicated to the cavalry all of his life. He was a
fine horseman, a great gentleman, a good soldler, a
top~notch soldier. He certainly proved that in the war

In the Pacific and eventually became corps commander.
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INTERVIEWER: Since we are talking about the senior

leaders in the 1lst Cavalry DIvision, what would you say

about the quality of the officer corps In the division?

MR. CRIBBINS: I'd say absolutely super. It was tough

to become an officer assigned to the 1st Cavalry In the
first place. One became an officer after completing
0CS, West Poilnt or ROTC at such places as VMI (Virginia
Military Institute), The Citadel, or Texas A&EM, Texas
AEM provided a large number of cavalry officers to the
l1st Cavalry Division. I believe It probably had the
largest ROTC of any college or university in the United
States. I would say that the offlicers In the 1lst
Cavalry Division were just the reverse of those In the
101st Regiment. For the most part, the National Guard
officers did not have the training or the dedication to
the Army that the officers In the 1lst Cavalry Division
had. The kind of officers who were In the 1lst Cavalry
Civision, before and during my time, people such as
General Crelghton Abrams, or General Mike Davidson, or
for that matter any number of offlicers that had been in
the Army were absolutely top-notch and it was
especlally true of the offlcers in the lst Cavalry

Division. They had in 1large measure, made the
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difference in the 1lst Cavalry Division being the super

outfit that It was.

INTERVIEWER: You stated before that there were people

who came from Washington to staff the Division
headquarters. Could you elaborate on who those peopie
were and what they brought to the division in terms of

capabilities and skills?

MR. CRIBBINS: Well, it was pretty evident that they

all had an Infantry background and were, I believe to a
man, Infantry officers. I'd say that the staff of the
Ist Cavalry Division that resulted in the change over
from cavalry to Infantry was greatly enhanced by the
callber of the officers that were sent out there. To
the best of my knowledge there was not one of those
officers who fell by the wayside In combat other than
being wounded. Certalnly, none that I know of were

ever relieved.
INTERVIEWER: Sir, were you stiil a platoon leader when

you deployed as part of the advanced party that landed

at Brisbane, Australia?
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MR. CRIBBINS: Well, at the time that we went to

Australia, I became $2/3 of the 2d squadron, 12th
Cavalry Regiment. In fact I deployed to Austré]ia in
that capacity rather than as platoon leader. The
squadron commander at that time was Lieutenant Colonel
Tuckerman, whom we called "Tubby." He came out of the
101st Cavalry Regiment and I'd khown him when I was a
member of that outfit. He was put in charge of the
entire advance party and when we got to Australia, he

became the G-3 of the division.

INTERVIEWER: You were there approximately two months

prior to the arrival of the remainder of the divislon.
What kind of challenges did the divislion's closing

present to the advance party?

MR. CRIBBINS: The biggest single challenge was one of

construction. We spent two months really working
arocund the clock constructing a camp for the entire
division to occupy. The whole objective of the advance
party was to construct a camp where the 1lst Cavalry
Division could fall in on since 1t would be there for
some period of time while tralining before being
committed to combat. Australla was Iin very rough

stralts because 1t was not the least bit certain that

30



the Japanese weré. not goling to invade Northern
Australia. They were already In New Guinea and had
occupied the surrounding {slands. There was every
indication that their next thrust was going to be right
into Australia. So our objectlives, and I was not
really privy to all of this at the time, I guess we had
really two objJectives. The first was to train ourselves
jJust as quickly as we possibly could to accomplish
whatever fightling was needed on an offensive operatlon,
and second to be prepared to assist in defending

Australia if that became necessary.

INTERVIEWER: So you saw the dlvision having a two-fold

mission -- act as a deterrent agalinst an Invasion while

preparing for war?

MR. CRIBBINS: ] belleve that is correct because [t was

pretty evident from the newspapers that the Australians
were very, very concerned that the Japanese were about
to move In on them. The Australian armed forces had
been In the desert fighting Rommel, but they were
brought back home once the Japanese attacked Pear]l

Harbor.
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INTERVIEWER: You bring in a new chapter in training.

You mentioned that the division trained in amphibious
operations. Would you comment on who conducted the
tralning and how well that tralning was received by

members of the lst Cavalry?

MR. CRIBBINS: The training was tough, but well

received by members of the division. The Australians
really conducted the training In amphibious operations
down In a place called Newcastle In Australla. They
all had had wartime experience as did those who
conducted Jungle warfare training. And of course
members of the Australian divisions that had fought in
Northern Africa during the early days of the war

contributed to our Infantry training.

INTERVIEWER: Sir, do you recall when the Division

deployed to QOro Bay In New Guinea? Could vyou tell me

about some of the highlights of that deployment?

MR. CRIBBINS: Yes. I recall exactly, It was December

1943, My element was placed on a liberty ship which
was small by today's standards for a cargo ship. We
were each given a six by two pallet of plywood which

consisted of our bunk and our bedroil or whatever for
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our l2-day Jjourney. One of the things that I remember
well was the fact that our 1lst Cavalry Division was
still largely Hispanic and Cathollic. As it turned out,
I was one of the offlicers who was Roman Cathollc.
Since we did not have a priest with us, 1 was asked by
Colone!l Stadlier the regimental commander, if I would
hold some sort of a service. I believe that most of
our soldiers certalnly felt the need for some sort of
Sunday servlice,. Recognizing my very ‘lihlted
capabilities in the religious arena, I did say Rosary
with the soldliers., The first job that we had in Oro Bay
was to construct another camp. We trained In New
Guinea from late December or very early in January
1944, until we went into the Admtra]ty Islands which

must have been In the February 1944 time frame.

INTERVIEWER : The troops must have sensed that they

were getting closer to war as a result of the training
in Austratia and New Guinea. Can you describe what the
morale, attitudes and feelings were 1like among members
of the 1lst Cavalry Division since they had been

training Intensively for over elght months and had not

seen combat?
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MR. CRIBBINS: Well the morale was super. For the

first time, I think the troops across the board In the
st Cavalry Divislion began to realize that they were in
Australlia with a purpose. When we arrived in New
Guinea they knew that our engagement In combat was
Imminent since that was what we had been training to
do. The training in Australia was tough. The Aussies
were tough. Looking back at the Aussles, I have to
belleve that Australlans in 1943, while we were there,
really epitomized the type of Americans that I believe
existed befpre the turn of the century. They were, as
they put it, cobbers. They were tough cobbers, well
disciplined soldliers and were probably the cream of the
fighting men anywhere In the world In my estimation.
Some of the training that we had In Australia was
rougher than some of the actual combat that we had
later on. We did lose a few soldliers during amphibious
operatlons and Jungle tralning. We did amphibious
operations on a ship called the Westralia off the coast
of Newcastle. We deployed in rubber boats and LCMs and
learned how to prepare and make an amphibious landing
under fire. I recall when General Chase had the
brigade down In Newcastle where we were doing
amphiblious tralning. He made some comment durling one

of our night sessicns when we had the officers together
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running a pre-brief on the next exercise or a
back-brief on the previous exerclise. He told the
Australlans that he thought the amphiblous tralning and
operations could be greatly improved if some equipment
avallable elsewhere were made available to the troops
training at Newcastle. He wasn't being really
critical, but was making an observation. Without
hesitation, one of the Australlan llieutenants stood up
and said, "From my position General, 1f 1 had your
stars and bars I'd make it happen."™ (laughter) With
that, the General sald that maybe he did have the
requirement to make It happen. However, we got along
great with the Aussies. I must say that the 1lst
Cavalry did fit In well with the Australian climate and

pecple.

INTERVIEWER: Sir, I'm goilng to bring you up to

February 1944 or about the time the 2d Squadron of the
5th Cavalry Regiment was about to launch the Initlal
attack on the Admiralty Isltands. What do you recall
about the preparation for and the actual attack of

those iIslands?

MR. CRIBBINS: The 2d Squadron, 5th Cavalry went in as

the assault element. I recall that the Admiralty

35



Islands were cohgidered strateglc In General
MacArthur's campaign to regain control of the theatre.
These islands commanded the sea lanes down toward New
Guinea and other Japanese-held places such as New
Britain and New Ireland. It was important for us to
possess the Admiralty Islands to control the sea and
air lanes., Moreover, control enabled us to establish
"an alrstrip from which B-~17s, our primary bombers and
the B-24s could operate. 1 guess the B-24s were more
prevalent than the B-17s at that time and the B-29s
hadn't arrlved yet. So the 2d Squadron, Sth Cavalry
Regiment was chosen as the assault echelon to attack
Los Negros Island backed up by the rest of the 5th
Cavalry Regiment and the 12th Cavalry Regiment. As I
remember, the lst Brigade of the 1lst Cavalry Division
was given the mission of taking Los Negros which was
the Eastern most Island of the Admiralty chaln. Manus
Istand being the largest and most critical to General
MacArthur's strategy, was to be taken by the 2d Brigade
under General Verne D. Mudge. General Chase, went in
with the 2d Squadron of the 5th Cavalry Regliment. It\
had been reputed, from the viewpoint where we were In
the ranks, and later 1 learned from GHQ that It was
going to be a relatively easy landing. It was an

unusual amphiblious operation since the 5th Cavalry was
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deployed with a combination of destroyers and other
craft and were actually landed in almost a non-combat
role. It seems that Intelligence had said that there
would not be a great deal of opposition. But not too
leng before, the Alr Force, either ours or the
Australians had knocked out a ship that was taking some
5,000 Japanese and Korean soldiers off the Admiralty
Islands to depley them elsewhere. The ship was knocked
out, but those 5,000 tough soldlers were still there.
So It became a very tough operation on the 5th Cavalry
Regiment. I remember they had a pretty rough time
there for a few days while they tried to gain a toe
hold on Los Negros. They had about a hundred vyards of
beach and that was about it, The Japanese were
attacking 24-hours a day with ground Kamikaze (sulclide)
attacks and really trying very hard to run them off.
The artlillery consisted of Navy three and five Inch
guns., Knowing the trajectory and the flat beach you
kept your head down or you got it taken off because
the Japanese were right on top of us all the time. I
know one of my friends In the 5th Cavalry said that he
was sltting Iin a revetment one night and he really did
not know if they were going to last through the night
because they only controlled a small stretch of beach.

While on the small stretch of beach, they were getting
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pounded around the clock by the Japanese who had
sulcide squads coming In that either died or took the
position they were aliming for. Fighting had been
intense when some GIs who were dug Iin a revetment, had
heard over a short wave radio that San Francisco had
Just got news that General MacArthur had landed on the
Admiralty Islands and the situatlion was well In hand.
One GI with a New York accent said, "Golly that makes
me feel better. You know I was getting worrfed." The
reconnaissance In force turned out to be quite a fight.
Another thing worth mentioning concerned General
MacArthur. The word had gone out that he was known by
some of the other services as Dugout Doug. Let me
assure you of cone thing. I belleve that the man was
without fear. 1 don't think he knew what the word fear
meant. He came ashore.with his scrambled egg hat and
his khakls while the Japanese were all over the place.
We were all dressed without benefit of any Insignla.
Wearing Insignia was sudden death. Carrying a Browning
Automatic Rifle, or a .45 callber plistol was sudden
death. The dapanese_were obviously Instructed to take
out people carrying those weapons. However, General
MacArthur came ashore and walked up and down that place
as If there wasn't a Japanese anywhere within miles.

The people who were escorting him were trying, without
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making a big issue of it, to stay far away from him
while he walked up and down that beach and surveyed all

he saw. Quite a man. Unbeiievable!

INTERVIEWER: One report that I read sald he was on Los

Negros Island within six or seven hours of the initial

attack.

MR. CRIBBINS: That's correct.

INTERVIEWER; I'm curious about the quality of

Intelligence. You said the Admiralty Island chaln were
of strategic Importance; yet intelligence salid that the
enemy was moving on. What turned out to be a
reconnalssance In force mission was really quite a

fight.

MR. CRIBBINS: Yes, I think the Intellligence was

faulty. I'm saylng this from all the word that we got
as troops. Don't forget that I was still $2/3 of the
Squadron Combat Team. I was not privy to the higher
echelons of ihtelligence. The word that we got was

that while the Admiralty Islands were important, Los
Negros was g¢going to be a relatively easy capture

because there were administrative forces there. As It
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turned out, the Japanese were there in force. They
were tough and they were jolned by some large Koreans

who were also tough soldiers.

INTERVIEWER: ©One thing that you mentioned was the fact

that you did receive tough training. Based o©on what
you've told me thus far, I belleve your training paid
off extremely well. There was a lot of hard fighting

on what became the first of many successful campaigns.

MR. CRIBBINS: Yes. Well first on the tralning. The

training was tough. It was hazardous and didn't pull
any punches. Training In some ways, as I sald earller
was tougher than actual combat. During the early 30's
when [ was a steeplechase jockey I would run flve miles
a day, and really thought that 1 was fit as I could be.
LookIng back at that training I was Iin better shape
when I went into the Admiralty Islands than 1 had been
as a steeplechase jockey, We were trained physically
and mentally In such a fashion that we were really
prepared to flght when we went in, The tralning made
the difference. That's what It was all about. 1 think
it is Important to note that the 1lst Cavalry Division,
a four-square diviston with two brigades, conslisting of

four regiments, hardly had two people in the same squad
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with the same typé‘of weépon. Everyone took the weapon
of his choice whether it was a carbine, an M-1 rifle, a
Browning Automatic Rifle, a bazooka, you name it. We
had them all. It must have looked 11ke a haphazard
outfit. However, the pecple were well trained in
Jungle warfare and it seemed to work very well. of
course the American soldler, I do belleve, has got a
certain amount of individuality. 1If you give him good
leaders, train him well and discipline him, he'1ll show
a lot of initlative. It was very interesting as to how
you fought a war In the jungie. I've often thought
about it and remember one thing that in the jungle
there was so little visibility., The Japanese were ever
present and you could not spot them because they were
super artists in camouflage. The toughest thing ever
was to be on point in a patrol,. We found out very
quickly that if you wanted to survive as part of a
patrol you better be prepared to react very quickly.
One of the ways we found to react very qulickly was to
make the point man a left hander then make the number
two man a right hander or vice versa. The reason being
that no matter which side of the Jungle the fire or the
threat came from you had an immediate response without
having to turn around. We found out very qulckiy it

worked a heck of a lot better than putting two right
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handed or two left-handed guys up front ln a patrol
slnce one oflthem may have to splin around in order to
counter something that required an Immediate response.
Another thing we did which became standard was to take
the clips from any of our weépons that had clips, tape
two down and one up so all you had to do was flip
around the cllp and stap it in. These thlings were not
in the fleld manuals, but the GIs devised them very
dulckly and they worked very well. Another Iinitlative
on our part that we really plaglarlized from the
Japanese was to use 60mm mortars as knee mortars. It
was a matter of holding them In hand and pointing and
using Kentucky windage and aiming them in the direction
of the enemy. We also had 8lmm mortars which was part
of our artillery. They were not tco satisfactory when
we would try to lay them close to the troops because we
were as likely to hit them as we were to hit the enemy
troops. I can remember one time in the Jungle fighting
in Los Negros when we got cut off for several days and
we weren't sure where the dickens we were. We had to
call In artillery at night or the Japanese would
overwhelm us at night. In order to call In the
artillery, there really was only one way to do it and
that was to call the first round In exactly where you

believed you were and hoped you weren't too accurate,
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I called in the first round as I say and hoped to
goodness I wasn't all that accurate. But the reason
for calllng it in that close was that if it landed more
than 25-50 yards away in the Jungle you did not know
where it landed. When we dug In at night, we'd call
the artillery In and have light filak coming in over the

foxholes to help keep the Japanese out of cur lines.

INTERVIEWER: At the tactical level, you have shown

that not only did the tough training pay off, but
Inftlative that the soldiers showed paid off as well.
With so many different weapons, was logistical support

for the operation a problem?

MR. CRIBBINS: Not too long after our initial combat, I

‘wound up being the only original member of the squadron
staff who had not been wounded or killed. So I became
the S-4 as well as the $-2/5-3. The requirements were
not very many. Actually, the loglstics support for the
Ist Cavalry Division which was in substance a very
11ght division was adequate. We dldn't need any
vehicles, at least I am talking about the squadron in
which I served. Really what our loglstics requlrements
consisted of was Class V (Cammunitlon). Ammunlition

consisted of small arms, grenades, 60mm and 81mm mortar
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and artillery rounds. There was hardly a need for POL
(petroleum, oils and lubr!cants), except what we might
have used toAheat food. If we heated it, we didn't do
that very often because it was in the troplcs. Food,
which consisted of the K-rations and the C-ration which
we subsisted on mostly. Loglstic support was really
not critical. The replacement of weapons was always
necessary and they seemed to be readlly avalilable.

Food consisted of C-rations. [End Tape C-208, Side 2]

[Begin Tape €-209, Side 1]
INTERVIEWER: Sir, you mean, that even though you had
different types of weapons, you didn't have problems

getting the ammunition for those weapons?

MR. CRIBBINS: No, as I remember we didn't have the

problem. There was enough ammunition for all the

weapons that had been issued to the division. The fact
was, we just didn't have any standard TOEs [Tables of
Organizatlon and Equipmentl. When we went on shore, we
st11l had farriers who were horseshcers. The farriers
were still part of the division. Remember now, we had

a square divislion with two brigades and four regiments.
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We did not reorganize once we got rid of the horses.
As 1 remember, since we realty didn't know what to do
with horse shoers, we gave them bazookas. I guess it
was expected that we would sooner or later run into
Japanese vehlcles, Well, on the Admiralty Island
Campalign, or at least part of it, we never did see a
Japanese vehicle because It was all jungle fighting.
However, the farriers with bazookas became targets for
the Japanese. In fact, any person who had anything
distinguishing such as a Browning automatic rifle or a
bazooka, offlcer insignta, fleld glasses or a .u5
caliber plstol, that person became an Immediate target
for snipers who were everywhere. As a result thereof,
we very quickly depleted the farrier populatlon because
carrying a bazooka turned out to be very hazardous
buslness. We didn't know that this was going to
happen. It happened very quickly. The other thing
was, since we had nothing except "C" or K-ratlons and
didn't have any class A rations for a long period of
time, our cooks fought along with everyocne else. When
we eventually did get class A ratlions to the cook, we
found we didn't have any cooks left. Also, and this
was very Interesting, one of our best soldiers turned
out to be Captain Williams who was a medical doctor.

In this "dog eat dog" war no one recognized the medics,
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certainly the dapéﬁese didn't recognize them as bheing
different from the rest of the soldlers. I remember
lying along side of Captain Willlams at one particular
spell of combat and he was about as good a combat arms
soldier that you could wish for and he was an honest to

goodness medical doctor.,

INTERVIEWER: Sir, can you draw some parallel between

what happened during the Admiralty Campaign and the way

we plan to fight the air land battle?

MR. CRIBBINS: I think one of the most Iinteresting

things about the Admlralty Campalign was General Mac-
Arthur's strategy, which I had the opportunity to
observe first hand when 1 was assigned to his
headquarters. The strategy was to by-pass strong
points and critical Islands where he could establish
forward operating bases for the air corps and protect
sea lanes. The way General MacArthur fought the war In
the Pacific turned out to be a war of loglstic
deprivation of the Japanese forces by pickling off
places such as the Admiralty Islands, Blak and Leyte
enroute towards the Philippines which was his goal at
the time. A couple of things happened here thouéh that

I think were very Iimportant. First, casualties, using
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General MacArthur's strategy, were really minimal when
you compare them with the casualties that were suffered
In the Central! Paclific, particularly In places I1ike
Salpan and Iwec Jima. I am not qualified to be critical
of how the battles were fought or why the same strategy
was not used In those particular places. Second, as we
moved wup through the Island groups under General
MacArthur's command, the Japanese became very hard
pressed to get petroleum and rubber from the East
indies which was thelr majJor supply source. I
understand that the Japanese were dropping 55 gallon
drums of petroleum.lnto the current in Java hoping that
the drums would get to Japan because they couldn't get
a tanker through. Now to answer your question, (If I
look at the air land battlie as 1 have seen |t
portrayed, I would suggest that we may very well be
faced wlth having to fight Iin isolated pockets. In
many Iinstances what we may be dolng is fighting out of
those pockets and cutting off or getting cut off from
our loglstic support. I cannot envision any future war
that Is going to be pursued with any degree of success
wlthout recognizing the absolute necessity of getting
logistic things In or around enemy-held territory.
Every time [ get another brieflng on land warfare or

warfare under the alr land battle doctrine, It strikes
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me more and more that It seems to be a repeat of

General MacArthur's strategy in the Pacific.

INTERVIEWER: How did we maintain control of the alr
and sea lanes so0 that we could ensure that our forces

were logistically supported, particularly the lst Cawv?

MR. CRIBBINS: I think that Initially General MacArthur

was not very enthused about the alr corps as an
operational element. It had become quite evident that
the war in the Paciflc was a sea war. After Pear!
Harbor, almost all of the major battles occurred at
sea. We controlled_the alr with a terrific air corps
under General George Kinney. He really became very
close to General MacArthur and convinced him of the
great value of alr power. Now General MacArthur may
have been, and I am just guessing on this, turned off
durtng the loss of the Phillippine Islands when all the
B-17 bombers or most of the Alr Force Iin the
Phllippines was knocked out before it ever got off the
ground. But General Klinney certainly brought him
around down in Australia, By the time we were moving
up through the islands, the first goal on any Island
was to selze or build an alr strip to accommodate

flghters and subsequently accommodate bombers. In the
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interim, fighters from the navy carriers provided close
alr support. I remember well during fighting on Levte
for example, Marine Corps fighters made the difference

between success and fallure for the Army.

INTERVIEWER: Sir, you left the division after the

Admiraity Island Campalgn. Where were you assigned?

MR, CRIBBINS: 1 was assigned to General MacArthur's

headquarters. It was 30-60 days or mayvybe a little
longer than.that, after the Admiralty Island Campalgn.
At the time, I had amoebic dysentery and dropped down
to somewhere around 100 pounds. In add!tloh, I guess
this old steeplechase Injury, which occurred back in
1933, caught up with me and my days as an infantryman
were numbered. I was evacuated to Oro Bay in New
Guinea when my orders caught up with me and I jolned
General MacArthur's headquarters In late September or
early October 1944, just before we went Iinto Leyte.
My regimental commander recommended me to one of his
friends who was in the Transportation Regulating Office
for the theater. That gentleman was Colonel Charles

Unger.

INTERVIEWER: What were your duties?
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MR. CRIBBINS: I was a First Llieutenant. My civilian

background had been completely horse or!ented.r 1 had a
high school education and had not been to college. 1I'd
been a steepiechase jockey, operated a stable, had been
In the horse cavalry and an infantryman. 1 was
transferred Into the transportation element at General
MacArthur's headquarters and I Ilteraily became a
transporter overnight. My duties were those of an air
movements understudy. I believe It had been the desire
for me to get an orientatlon in the Transportation
Regulating Office, then move into one of the statlons.
The people who were already In the Regulating Offlce
had been recrulted from civillan airlines and had a
great deal of background in ailr transport. At that
time, the theater had a scheduled air transport system
operating from Melbourne, Australia through New Guinea.
As we moved forward, we would immediately establish
another station and eventually we were running the
longest scheduled airline In the world with some 125

C-47s.

INTERVIEWER: Would you explain the Intra-theater air

transport system which was something new to us. Also,
tatk a T1ttle biIt about some of the challenges that

were faced from your perspective.
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MR, CRIBBINS: We had two kinds of Intra-theater air

transport at that time. We had about 125 Douglas-built
C-47s whlich we calied ''gooney birds!" that were
operating on a scheduled basis from Melbourne,
Australla with stop over points that were critical to
the theater and within range of the gooney birds. The
C-47 carried 5,000 pounds of cargo, 21 people or a
combination thereof. 1 forget its exact range, but it
was not very far by today's standards. Therefore, we
had a lot of way stations along its route which
eventually led to the Philippines. This scheduled air
transport carrled critical cargo such as medical
supplies or anything else that could fit within the
confines of a relatlvely small aircraft with limited
capabilities In both cube and welight. In addition, the
theater had some 600 Falrchild C-46s which carried Just
about twice the_am0unt cf carge and had a larger body.
The C-46s belonged to the Air Corps. The ™"gooney
birds," and this is interesting, belonged to the Alr
Traffic Command, which was a predecessor of the
Military Airlift command. The Fairchild birds belonged
to the theater, but they were under the Air Corps
which, of course, became the Alr Force. It was
interesting that General MacArthur's headquarte?s had

absolute control of the scheduled airlines. We
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designated where it went, what the schedules were and
what the priorities were. The 600 C-46s were under the
command of General Kinney, who was the commander of the
theater Alr Force. We could call upon those birds on a
case-by-case basis to support an operation. There were
only two modes of transportation In the theater. It

was either sea or air or you didn't get there.

INTERVIEWER: What role did the Army element play in

controlling what was being moved?

MR. CRIBBINS: Well, interestingly, the reason I wound

up Iin the Transportation Regulating O0ffice was the fact
that it was run by a bunch of cavalrymen. At the head
was Colonel! Unger, his deputy éo]onel Whipple, and
Colonel Culp, who was third in 1line were all
cavalrymen. So to answer your question, this scheduled
airline was run by a bunch of cavalrymen with action
officers who were conscripts from the commercial
airlines. They were really the base of knowledge
except for the chief for whom I worked. He was a
Colonel Troutman, a Regular Army engineer, who had been
with General MacArthur's headquarters from the tlime

that It was establiished down in Brisbane.
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INTERVIEWER: General MacArthur Is considered one of

our great captains. It must have been exciting working

on hls staff. Did you get to see much of him?

MR CRIBBINS: I didn't see that much of him, but I did

meet him towards the end of my tour. But let me come
back to that later. I'd 1ike to say somethlng else
first. On 20 October 1944, General MacArthur landed In
Leyte in the Philippines. He literally landed there
and you will see pictures of him walking ashore with
General Romulo of the Philippine Army. But anyway he
walked ashore knee deep In water in his usuval attlre
with the first half of one of the outfits that landed
at a place called Tacloban. That really was General
MacArthur's return to the Philippines. T am sure you
remember his claim when he left there that "I shall
return." At that time an essential element of his
headquarters was moved Intoc Tacloban and immediately
set up a forward echelon. 1 remained back In
Finschhafen with a colqnel from the Transportation
Regulating Offlice. I was the one person In the Air
Transport element because the other two people who had
alr transport experlence had moved with the forward
element. 1 guess it was a week or two after they had

moved forward when we recelved a flash message from
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General Kreuger, Commander of Eighth Army. The message
said that he was on Ormoc which was the western side of
Leyte and that the First Cavalry Divislion was about to
make an amphiblous assault on a very critical place.
The message went on to say that he had the absolute
necessity to have amphibious equipment immediately to
get his jeeps, 3/4 ton and whatever else he had ashore
to successfully execute this amphibious landing. We
were Jjust preparing to move the rest of General
MacArthur's headquarters forward so when this flash
message came in [ immedlately looked for the colonel
and couldn't find him, In fact, I couldn't find
anyone. It seems that everyone had vanished except for
the adjutant general who really had no idea of what was
needed. Here [ was a first lieutenant who knew nothing
about air transport, but knew something about
amphibious operations and ground combat and had to make
a choice of what to do. We had just secured the 1oan
of elght C-54s (a four engine plane which later became
a DC~4 commerclial airplane) from the European fheater.
They were on locan for the Philippine operation to move
General MacArthur's headquarters and to provide
logistic support. Its capability exceeded tha; of
aircraft we had In the theater. | beliieve there were

four or five of these birds loaded and waiting to take
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off with General MacArthur's remaining staff elements.
I couldn't find anyone who was in a position to make a
determination as to what should be done. So I guess
figuring I didn't have much of a career in the Army
anyway and knowing that General Kreuger really needed
the equipment badly, 1 off loaded General MacArthur's
headquarters., Later that night I went down toc the alr
strip and helped them locad all of this amphibious
equipment on the alrcraft and left General MacArthur's
staff slitting back at Finschhafen. I guess the
decision must have been all right because 1 never
received a reprimand for 1It. I didn't get any
accoclades either, but General Kreuger did send a note
of thanks stating that he did get his amphiblious
equipment and was able to conduct the operation. I
often thought afterwards that if I had been a Regular
Army officer with a career In front of me, I might have
given it a second thought. As it was, I just did what
I thought needed doing. Well, you had asked me a

question that I didn't answer,

INTERVIEWER: Yes, did you ever get toc see General

MacArthur when you worked Iin his headguarters?
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MR, CRIBBINS: Yes. I actually saw him twice. He was

an unusual soldier, officer, general! and gentieman in
many ways. One thing was true, he manned the theater
with a handful of people that were close to him. The
first time I saw him occurred between the dropping of
the first and second atomic bomb. I do believe that he
did not know when the first atomic bomb was dropped.
Project Manhattan was kept that much of a secret. When
he gave a speech to the people assembled In the
headquarters in Manila, he told us about the atomic
bomb and what it meant. His delivery was very warm and
elcocquent, and he really came over as a much warmer
person than [ had beiieved him to be. I was walking
down the steps at the Manila Post Office one morning
when I saw him a second time. I looked and there he
was coming up the steps. He stopped and I stoppéd,
stood at attention and saluted him. He then came up
and stood on the same step with me. I guess my
greatest surprise ever was that I was Jjust about 5'10"
and so was General MacArthur. General DeGaulle was
about 6'6" and certainly all the pictures I had seen
would (ndicate that General MacArthur was just as tall.
At any rate, he stopped, said, '"Good morning, Captain."
I said, "Good morning, slr." Then he said, "Thiﬁgs are

looking brighter. How long have you been here?' I
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teld him that I had been a combat arms officer and had
transferred to his headquarters about a vyear earlier.
We must have talked, 1 guess, four or five minutes,
very informally. Finally he said, "Well, good morning,
Captain. Hope to get you home soon." I sald, '"Yes,
sir, thank you." I ran down the steps, went to my
office and told my boss, "Truck, I want orders home."
He said, "what's wrong with you? Have you gone psycho
on me?" I said, "Truck, I have seen him and 1 have
talked to him." He said, "I have been in this
headquarters since it was formed in Brisbane. I have

never seen him or talked to him." He said, "1'11 make

out your orders right away." (laughter).

INTERVIEWER: I take It you really enjovyed working for

Colonel Troutman. What type of officer was he?

MR CRIBBINS: He was the senior fellow in air transport

in General MacArthur's headquarters. Truck was a great
guy despite the fact that he was not an air
transporter. He was a good manager and soldier. A
Regular Army Engineer officer. He entered the Army in
about 1936 or 1937. He was a full colonel! when 1
worked for him. While in Australia, he joined

MacArthur's headquarters. Truck told a wonderful story
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about being up in Western Australia as an engineer
where he was iargely responsible for putting in air
strips. [ believe that was one of the reasons he had
gotten into the air transport business. As the story
goes, he was riding in a jeep with a couple of Aussies
and were going over this bumpy hardpan and a big red
kangarco jumped up. Kangaroos just don't hop over big
obstacles, they skip and jump all over the landscape.
S0 Truck casually pulled out his .45 and shot the
kangaroo right between the ears with ome bullet. As
Truck says, he instantly became "Dead Eye Dick'" in the
fashion of the Western Aussies. That reputation
followed him all through Australia. The things that he
made sure of, he never agaln carried a .45 nor shot a
kKangaroo agaln. Truck was a great guy. I really
enjoyed working with and for him. [ lost track of him
after the war, but he stayed on and went into Japan

with General MacArthur's headquarters.

INTERVIEWER I take it then that you did not go on to

Japan with the headquarters.

MR CRIBBINS: No. By the time the second atomic bomb

had been dropped, having served as a combat arms

officer and with over three years on the theater staff,
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I had enough points accumulated to come home. I had
not intended to stay in the Army, I took the
opportunity of shipplng out to the states with a Navy
lieutenant, a lieutenant commander, an Army major and
an Air Force fieid grade officer. We got on a TU-2
tanker that was going back home through the Panama
Canal. Since we had command of the sea transport out
of General MacArthur's headquarters, we took advantage
and shipped out of the Philipplnes on that tanker
spending 36 days at sea before landing in Galveston,

Texas.

INTERVIEWER: Sir, did you serve on General MacArthur's

staff until the end of the war?

MR CRIBBINS: Yes. I served on General MacArthur's

staff until the end of the war, Shortly after sending
the amphibious equipment to General! Kreuger, we got a
message for me to go up to Leyte Iin Philipplnes. There
was a Navy commander, who I had to replace because he
was medically evacuated. I assumed his dutles and
remained in the Transportatlion Regulating Office for

the duration of the war.
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INTERVIEWER: Were there any other significant ilessons

learned that you would like to share with me?

MR CRIBBINS: Yes. A couple of things I believe Mr.

Manchester's book about General MacArthur has brought
to the forefront. That man just did not believe that a
Japanese ever lived that could kill him. I think that
he was probably as close to being fearless as any
person could be. 1 believe that he proved it In World
War 1 and certainly In World War II. In fact, I will
tell you a story. General MacArthur would go up to the
roof with his corncob pipe and watch the Kamikaze
attacks and sometimes he would take his surgeon with
him., General MacArthur's surgeon was a huge man who
weighed about 250 pounds. One morning he came down and
told my boss, "Truck" Troutman, "You know, Troutman,
that man thinks he has a halo. [ just hope that halo
is big enough for me, too." I beliieve that the
Japanese had come to the belief that General MacArthur
was truly an Immortal person and they dedicated
themselves to finding a way to kill him. At that time 1
belleve that they felt that If they could kil1 General
MacArthur, they could stave off our offensive
campaigns. For instance, we set up a public address

(PA) system so General MacArthur could broadcast from
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the bridge of a crulser before tanding on Mindoro.
When the landing was made, this was the last stop
before going into Luzon, which would bring General
MacArthur back to the Philippines. We set the PA
system up and for whatever reascn at the last minute,
General MacArthur didn't go. A Kamikaze plane struck
the bridge of that cruiser killing a British Lieutenant
General who was the British senlor officer in General
MacArthur's headquarters. I think an admiral who was
in charge of the task force and several others who were
on the bridge were killed. But General MacArthur
wasn't there. I think the Japanese and some of us
began to think that maybe he did have something golng
for him. After the war the Japanese, in my estimation,

really held General MacArthur in high esteem.

INTERVIEWER: You mentioned that you had made captain

while you were assigned to General MacArthur's
headquarters. Were you still In the cavalry at the

time?

MR CRIBBINS: Oh, ves. I retained the cavalry insignia

even though I was on the J-staff. I filnished the war
wearing the cavalry insignia because we dld not wear

General Staff insignia as we would now,. I made captain
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in December 1944 and there is a story that goes along
with that. I was in Tulosa on Leyte not long after 1
made captain and In walked a lieutenant of the WAACS.
She said her name was Helen Whitbeck and that ;he had
to get to the Philippines immediately or the war was
golng to come to a screechling halt. I asked her what
priority she had. She sald she had a priority two
which was a high priority and that she had come up from
New Gulinea and Biak and was enroute to Manila where she
was going to become cable censor for the theater.
Well, I tooy a good lock at her and I raised her alr

priority from a two to a four. [End Tape C-209, Side 1]

[Begin Tape C-209, Side 2]

MR CRIBBINS: I told her there was considerable

difficulty getting Intec Manila. As a matter of fact,
there was because we were operating a B-25 courfer
which landed on MacArthur Boulevard since we really
didn't control the alr strip at Nichols Field in Manila
in those days. The Japanese also controlled most of
the city. [ invited Helen to dinner in General
MacArthur's mess and it was probably the best dinner

she had had since she had hlt the theater. At the same
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time, I bought a bottle of gin from Captain BI11 Smith,
my Aussie roommate because [ .thought it would be nice
to have a drink before dinner. I had not had a drink,
I guess, in three years. At any rate, we went down to
a beautiful beach in Tulosa, where Bill and I had a

tent. She took one 1ook at this Aussie and myself and
said, "Sorry, but I do not drink." We did have dihner
and I got to see Helen several times during the two

weeks that she remained in Tulosa before she ieft for
Manila. Of course, I subsequently saw her in Manila.

We walted until we got home before we were married in
February 1946. Next February it will be 42 wonderful

vyears of marriage for us.

INTERVIEWER: Congratulations. Now let's talk about

what you were loocking forward to doing once vou got

back to the United States.

MR CRIBBINS: Well, when I came back, I guess my first

thought was probably to go back into the horse business
except for one thing. I doc believe the Army showed me
something that I think it has shown many young people.
That is, I realized that I had a capability which 1
don't believe ever would have come out [f I remalned

with horses. Maybe It would have, but at any rate, it
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certainly wouldn'ﬁ‘have come out as quickly as it did.
I found out that I could do things other than be a
horseman. I found out that there was a world other
than horses, horses and horses. I really think that
when I came home, I gave very serious consideratlon to
doing something other than what 1 was doing when I went
into the Army which was running a stable and riding
horses 365 days a year. However, it was taken out of
my hands while [ was getting out of the service at Ft.
Dix where I was being evaluated for amoebic dysentery
and whatever else that had happened to me during the
war., 1 did get a clean bill of health, While I was
doing all those things, I was staying with some friends
in Red Bank, New Jersey. About 10 o'clock one night, I
received a phone call from Leigh Parker, who was then
Vice President of Traffic for Delta Airlines. He said,
"Captain Cribbins I'm Leligh Parker and I'm Vice
President of Traffic for Delta Airlines." He went on
to say, "You came home with Oscar Bergstrom who is a
special assistant to the President of Delta." Oscar
was the Army major I spoke of earlier who was ore of
our station people iIn Manlia. Leigh Parker said, "Oscar
teils me ~- and he stopped and said -- "Captain
Cribbins, I'm going to level with you. We are éolng

Into Chicago. We haven't been In the territory North
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of the Mason-Dixon Line and we need someone who knows

air transport. We really need a damn Yankee and

according to Oscar you qualify on all counts. Are you
interested?" I said, "Well, I certainly would be
interested Iin talking to you." 1 said, "I'1! be
getting out of the service and I'm on terminal Teaﬁe

now." So I arranged to go down to Delta and I signed
with them in December 1945, 1 went to work after the
holidays and spent a month down In Atlanta, Georgiﬁ
with Delta where they taught me how to speak southern.
Then they sent me up to Chicago where I became thelr
traffic representative. In those days Delta was a very
small airline, but that was before they jolned with
Chicago Southern to become the large outflt that they

are today.

INTERVIEWER: Were vyou still holding vyour Reserve

commission? Dld you have a commitment of any type that

required you to report to active duty for tralining?

MR _CRIBBINS: No. I was walking out of the hospital

when I was cleared physically and told that I was then
out of the Army. I was about to walk out when an
officer, I forget his rank, stopped me and said,

"Captaln Cribbins, 1 looked over your record and it Is
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a very good one. Frankly, do you want to come back

Iinto the Army if we have another war? Do you want to
come back as a Private?" [ said, ”Heck no." Well, he
sald, "May I suggest that you sign out with a Reserve
commission." He didn't glve me all the specifics,but
It appeared that since I was a captain, that it would
be prudent if I signed a Reserve commission. There was
absolutely no commitment. I was inactive Reserve and I
never put on a uniform until I was called back to

active duty.

INTERVIEWER: You were working with Delta after the war

and then you moved on to Nevada. What caused you to

return to your first love?

MR _CRIBBINS: Well, two things, I guess. One of them

was the fact that Chicago dild not recognize pecple who
couldn't vote in Chicago. Veterans of World War 11 who
were not natives of Chicago did not get preference on
housing, so I was living in a place called Fox Lake
which took about two and one-half hours commuting each
way. One morning Helen came in when I was shaving and
said, '"Honey, do you love me?" We had been married
less than a year at the time and 1 said, '""what do you

mean?'" She said, '"Honey, it is 2 o'clock in the
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morning." We were getting up at 4 or 4:30 AM in order
to get down to the Loop for me to go to work at 9:00
A.M, and I said, "Honey, I think we have had enough of
this." But let me tell you something logistlics-wise
about Delta because this is important, One of the jobs
I had was advertising Deita around town, that is,
talking to people who would be interested. We were
also starting the personal credit cards for the
airlines. My Job was to promote them, Delta and
especially alr transport across the board. That was
the job and, I guess [ was fairly well suited for It by
that time. But at any rate, I walked into the Chicago
Mail Order House and talked to the traffic manager.
Chicago Mail Order House was a catalog house that was
competitive with Sears Roebuck, which was Chicago
based, or Montgomery Ward, which was Baltimore-based.
Both Sears Roebuck and Montgomery Ward had depots in
the southeastern Unlted States. If someone ordered from
a Sears or Montgomery Ward catalog, they got about 48
hours service from any one of those depots. Chicago
Mail Order House didn't have the wherewithal to place
that sort of a facility in the southeast. However,
they were very lInterested In competing. By the time
they got a catalog request and sent It by parcel post,

traln or whatever means they were just not competitive.
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There was nc such thing as Federal Express Iin those
days. The traffic manager and I talked about this. I
went back to Delta and asked what kind of an
arrangement we could make and guarantee the fast air
transport service between Chlcagoc and our hubs In the
southeast, consisting of Atlanta, Savannah, New Orleans
and Jackson, Mississippl. ! drew up a memorandum of
agreement or a contract with the Chicage Mail Order
House. Without benefit of a depot in the southeast,
the Chicago Mail Order House became competitive with
Sears and Montgomery Ward. Now it is iInteresting
lTooking back, and 1 have said this before when I have
been out speaking, that we talk today as if the idea of
using an air llhes of communication to preclude the
necessity of having inventories at several locations
where needed is a great idea. This was 1946, some 41l
years ago and Delta Airlines, through air transport,
was able to make Chicago Mail Order House competitive
with Sears Roebuck and Montgomery Ward in southeastern
United States without benefit of having a forward

depot.

INTERVIEWER: Did you get a promoticon as a result of

your actions?
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MR CRIBBINS: No. After the early morning incident 1

told you about, I talked to Helen and said, "I have had
te spend five and one-half years in the Army, you've
spent three, this seems to be a heck of a way to make a
living." It was an attractive sort of business because
of all the young college graduates. I was one of the
exceptions since [ was not a college graduate. The pay
wasn't all that great, but the future of the airlines
looked good. However, we decided to call it quits. 1In
December 1946, 1T told Delta that I had enjoyed working
for them, but that I didn't intend to make a career in
the airline business. Secondly, I had been offered a
Job as a statlon manager forra radio station in Boise,
Idaho. So Helen and I packed up and since we had no
family or anything tec worry about, we moved west,
Helen originally came from Minneapolls, but had 1ived
In New York and Reno, Nevada before the war. She

really liked the west and that's where we headed.

INTERVIEWER: Did you ¢go to Bolse or to Reno?

MR_CRIBBINS: I was suppose to go to Bolse, Idaho to

this radio staticen, but Helen took me by Reno first. 1
must say, I fell In love with that part of the world,

but particularly Reno. I found that there were some
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good looking horses out there. After having been in
Boise, I thought that Reno was more affordable, so off
to Reno we went. What I really dld was get back into
the horse business. I thought that 1 could train horses
and send them back east and sell them to the eastern
market as hunters, Jumpers, show horses and even race
horses. We brought a very small place -- I called it
the only farm west of the Mississippi. It was about
seven acres and just six miles south of Reno. We had
irrigation rights, and found some good looking horses,
started working them and sent them back east. That was

my career at the beginning of 1947,

INTERVIEWER: You were In Reno when the trumpets of war

sounded again and It was off to Korea. What do you

remember about your recall to active duty?

MR CRIBBINS: 1 was in Reno and I realized one thing

that I was badly deficient Iin was a college educatlion.
So while 1 was working with horses I enrcolled in the
University of Nevada's Department of Agrlculture;

When I was a youngster | had always hoped to become a
veterinarian. Well, I recognized that that wasn't in
the cards, but I had a pretty good animal husbandry

background with horses and other animals so I went on
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to major Iin animal husbandry. I helped to establish a
Nevada Horse Show Association and became its first
president. I guess I was training about four or five
horses getting them ready to send. I took 20 credits
at the University of Nevada in the Animal Husbandry
Department. After the flrst semester, I taught a
horse course for three credit hours for juniors,
seniors and grad students. The purpose of the course
being to convince these pecplie that putting a quart of
cats into a good horse that could potentially be worth
money, and use them on the ranch, was better than
putting a quart of cats in a horse that had no
potential. 50 I was teaching breeds and breeding,
feeds and feeding and it was very interesting. I was
able to write my own books. I was taking 20 credlts,
teaching three, running a ranch, establishing the
Nevada Horse Show Association, putting on horse shows
and having a ball. It was a wonderful way to llive,.
Then the Korean War came along In June '50. 1 thought
that since 1 was now 36 years old and as a former
combat Infantryman turning the wrong side of the 30s by
age that 1 would not be recalled. You see by this
time, the Air Corps had parted from the Army. in 1947
they sent me a letter and asked If I was interested In

Joining the Air Force since | had an Air Transport MOS.
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I sald no, because I really wasn't interested in coming
back in the service. S0 in May 1951 nearly a vear
after the war was declared, 1 was recalled back to
active duty with 30 days to report down to Camp
Roberts, California. I got an extension of 30 days to
finish the class I was teaching so that the students
could get credit for that class. The University helped
me get that 30 day deferment. On 5 July 1951 1

reported to Camp Roberts as a combat Infantryman.

INTERVIEWER: Did you go directly to the theater of war

from Camp Roberts?

MR CRIBBINS: No. While I was in Camp Roberts a friend

from Nevada was with me. He was recalled to the
Pentagon as mobllizaticon designee. This friend was one
of the original army aviators. His name was Bryce
Wilson. Bryce came back to the Pentagon and he Knew I
had this Air Force MOS and he krnew the Army was
bullding up its own aviation business. So he' took
action here in the Pentagon to have me transferred from
the Cavalry to the Transportation Corps. That happened
about two months after I arrived at Camp Roberts and 1
was transferred up to Travis Air Force Base, where 1

became Department of the Army Air Trafflc Control
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Officer between August 1951 and January 1952. 1 was
then sent to Fort Eustis for an orientation on the
Transportaticon Corps. In February of '52, 1 received
orders to the Far East. Now I was in the

Transportation Corps with an Alr Force MOS,

INTERVIEWER: The Transportation Corps then, I guess,
was about 10 years old, and you had been working in

this business off and on for about eight years.

MR CRIBBINS: Yes, it was two years old. When I first

became a transporter in General MacArthur's
headquarters, [t was Jjust two vyears old, The
Transportation Corps this summer celebrated {ts 45th
Birthday. That means It was formed In 1942. I had
become a transporter even though I had a cavalry
commission in October '44 so I have now been a
transporter for 43 out of the 45 vyears of the

Transportation Corps' existence.

INTERVIEWER: You reported to Korea, I bellieve, in '52,

Where were you assigned and what were your dutles, sir?

MR CRIBBINS: My assignment was In Eighth Army with the

45th Movements Control Group at Taegu. The Army had
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glven up responsibility for alr terminals so we were
not In the air transport business by that time. The
Air Force was running all of that. At any rate, I
staved, if [ remember, no more than a couple of months
with this outfit in Taegu when I was transferred to
Eighth Army Headquarters in the Movements Control
Division. In the Movements Control Division, [ was
responsible for air transport operations. Even though
we were not running the air terminals, we were
responsible for supporting the Army with ail the things
that came in and were shipped to the theater by air
transport. Eighth Army was splitting up and leaving
what became a Theater Support Command. The Theater
Support Command remained in the rear, that is at Taegu,
while Eighth Army moved forward to Secul! since we were
still fighting a war. I remained back at Taegu as the
liaison officer for Eighth Army for transportation and
then 1 was made Chief of Movements Control Division
even though I was only a captain. But 1 had had
J-staff experience and probably more staff experience
than anyone else In the headquarters, So [ became
Chief of the Movements Control Division or 1 guess the
officlal title was probably Deputy Chief of Movements
Control Dlvislon since I was only a captain. They

allowed me to get whomever | needed and 1 was in charge
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of Movements Control from arcund June-July 1952 until I

left Korea and went to Japan In March or Apri! 1953,

INTERVIEWER: Receognizing the Iimportance of ailr

transportation, how critical was it to the sustalnment

effort?

MR CRIBBINS: Oh, very much sc. We moved a lot of

things. We were npot only responslible for the alr
transport prilorities, but also for doing those things
that ensured we got all we needed from Japan, Talwan or
intra-theater. C-134s had come along and were able to
haul large amounts of cargo. It too was the beglinning
of Army aviation where they were using 1light

hel lcopters which were mostly medical evac birds. So
alr transport was really coming Intc its own In the
Korean War, especlially since Army avlatlon was ralsing
Its head. Our princlipal means of movement in Xorea was
by rail. We had the 712th Battalion of the New York
Central and the 724th of the old Pennsylvanlia Railroad.
These railroads were run by people who had run
railroads In clvilian 1ife and who had been recalled as
mobilization designees as a unit to support the war,
We moved the supplies from Pusan and other southern

ports In South Korea to points north, We were
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responsible for the pricorities and for seelng that the
rail operations supported the allied efforts by moving
things forward as well as retrograding things. At any
rate, one time we kept b0 flat cars loaded wlith
selected types of ammunition In Pusan ready for haul
forward so that we did not lose any tlme once word came
that we had to move them. I am scorry to say that a lot
of the retrograding included human remains. Another
Job was to control the movement of ships intoc the ports
in South Korea and that Included ships off Inchon, and
the POL terminal, which was off shore In Inchon.
Inchon had the highest tlide of any place except the Bay
of Fundy. We had a little ship, Czmavi that was it.
It could fit Into a basin and at high tide you would
put It In this basin. It was like a dry dock with
water In It and you would close the gates on that basin
and keep the water at a certaln level. You could only
put the ship in and take jt out when the tide was up.
The tide could drop 25 or 30 feet at Inchon and
obviously It was a heck of a tough thing, but the
beauty of it was belng able to get suppltfes and
whatever were critically needed up North without having
to ship them In-land from Pusan up through the

penlnsula to Seoul through the combat zone.
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INTERVIEWER: When we look back at the Korean War, we

were fighting the war in an undeveloped country. You
mentioned the fact that we brought our tralned people
over to handle the railroads. What did we do to train
the Koreans In handling some of the transportation

responsibilities?

MR CRIBBINS: The Koreans were basically knowledgeabie

in maintaining track and scme of the old equipment.
When I went there, we still had steam engines that were
converted t9 electric while I was [n charge of the
Movements Control Divislon. The Japanese apparently
had never let the Koreans hold executive or management
positions when they occupted Korea. The Koreans were
used whenever possible, but all of the management was

done by Americans.

INTERVIEWER: Do you recall what type of workload you

had during that time?

MR CRIBBINS: Yes. We would get up at 4:30 or 5

o'clock in the morning and qulit at 10 o'clock at night.
Often we worked through most of the night and I would
say a routine day was 6 o'clock In the morning till 9

or 10 o'clock at night,.
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INTERVIEWER: Did you have any significant problems

getting the right things to the right places to fulfi?l
combat service support requirements such as ammunitlion,

fuei, etc.?

MR _CRIBBINS: Oh inevitably having to get the right

things where required was tough. I sald the logistic
problems of World War Il in the Pacific within a combat
unit were minuscule. Logistic problems in Korea were
horrendous especially problems with ammunition. Qur
consummation rates were out of sight because that was
the one way you could avoid having to fight
hand~to-hand with the North Koreans or the Chinese. It
was a real lesson to learn that when fighting people
who appear to have little regard for human 1ife the one
thing that you needed more than anything was massive
firepower. Of course they, in turn, tc the degree they
could, used massive firepower. So all artillery was
really Important to avoid having hand-to-hand battles
which resulted in large scale casualties, but did_not

result In either side gaining much ground.

INTERVIEWER: Sir, after you were assigned to

Headquarters Elghth Army, you moved on to US Army
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Forces Far East in Japan. What duties did you perform

In that assignment?

MR_CRIBBINS: In Japan, I had the Air Transport Branch

in the Office of the Director of Transportation for the
U.S. Army Forces Far East, headed by Brigadier General
Sam Browning. I was in charge of the Air Transport
Branch even though I was stili a captain. The Air
Transport Branch was the movements control element for
air transportation within the Movements Control
Division, In other words the division was broken ocut

into air, sea and rail and I supervised the ajr part.

INTERVIEWER: How many folks did you have working for

you? Evidently you were in a Jjob that a lieutenant

colonel or a major might hold.

MR CRIBBINS: Well, probabiy so. At Movements Control

Division In Korea I guess [ had 10 or 12 people, but

four or five In Japan.

INTERVIEWER: I guess you remained In Japan until what

about 1954. Where did you move on to after that, sir?
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MR CRIBBINS: Well, I remalned there until June of '54.

[ came home earlier than Intended because Helen got
Yokohama asthma and she just couldn't survive in Japan.
Since I had had a tour in Korea and a year plus In
Japan, 1 moved out in June 1954, 1 was then assigned
to Brookiey Air Force Base In Mobile, Alabama as a

Department of the Army Alr Traffic Control Officer.

INTERVIEWER: What could you have possibly been doing

in that part of the country as an Army officer?

MR CRIBBINS: Well, 1 was the only Army officer at

Brookley Air Force Base at the time. I was responsible
for moving Army trafflc iInto South America, North
Africa and Spaln from all the channels flowing into
Brookley Air Force Base which was a part of the
Military Alrlift Command. Although It was operated by
the Air Force, there were Army and Navy representatives

toc assist the Alr Force.

INTERVIEWER: Was there very much business going into

North Africa or South America?

MR CRIBBINS: Yes, a lot of business, but there was not

a heck of a lot to do as the Air Traffic Control
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Officer. In fact my predecessor, I think, spent his.
career down there playing golf. I, as a matter of
fact, became so bored that when the Navy decided that
it didn't warrant having a full time person there, I
volunteered and the transportation office that [ worked
for over In Gravely Point, agreed. I then became the
Navy Alr Trafflc Control Officer. The Navy was
establishing a system called Quick Trans which was an
airlift operation around the United States between the
Navy repair facilitlies and the Navy depots in the
United States to provide air transport., The Air Force
had what they called LOG-AIR. Both of them are still
operating. In fact, 1 have been wondering why the
devil the Army doesn't take advantage of this. I
helped draw up the contract with the Navy which
operates all around the United States with commercial
carriers on charter to move high priority cargo between
the Navy repair facilities and depots. It was a very
effective and efficlient operation for making sure you
didn't get depot 1ines stoppers or you had NORS (Non-
Operational Ready Supply now called Non-Mission Capable

Supply) items that you needed to move.
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INTERVIEWER: Well, I guess we use the ALOC or air

lines communication for our overseas shipments, but I

see your point in using it within CONUS.

MR_CRIBBINS: Well, we really weren't using ALOC then.

INTERVIEWER: Yes sir, but 1 believe we started In

the'70s.

MR CRIBBINS: I think Wayne Smith was the guy who was

doing most of that in the '70s. This was back, don't

forget, In 1954, that Is 33 years ago.

INTERVIEWER: I agree with vyou. The Army has now

capitalized on this concept for overseas. I didn't

mean to imply that we were doing ALOC in those days.

MR CRIBBINS: We still, I don't think, have capitalized

oh the capability today of doing this sort of thing
between depots except that the National Guard does it
with thelir Caribous. They operate 13 Caribous among
the wvarlous Aviation <Classification and Repalr
Activities at Groton, Connecticut, Springfield,
Missouri, Gulf Port, Mississippi, Fresno, California

and their other entlities in National Guard aviation.
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But the Army has really been slow on doing this and I
never will understand why we didn't recognize the great
potential earlier of moving high priority cargo by air

over long distances.

INTERVIEWER: I agree with you that there 1s a great

benefit for using ALOC. As I said, I don't think the
AMC Community has capitalized on it at this polnt in
time. You eventually wound up in Germany. How dld you
manage to land an assignment there after spending most

of your Army life In the Pacific?

MR CRIBBINS: Well, I came up to Washington on a trip

tc see my rating officer. It was pretty nice to be in
Mobile, Alabama while vyour rating officer was In
Washington. 1 stopped in at persconnel over at Gravely
Polnt where the Transportation Corps had its offices as
a special staff entity when we had the technical
Services. The young man, I think it was Major or
Lieutenant Colonel Charlie Mliles, said, "I've looked at
your record and it is a very good cone. You are a
Reserve officer and we have not done this before. You
are also over age in grade pretty badly. How would vyou
like to go to Transportation Corps Advanced Course?" |

was no youngster when I came in to begin with. I had
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been out for flve 6r six vears. I said, "That sounds
wonderful. I don't really have enough to do where I am
and I would really like that." So I got orders and 1
was assigned to TOAC 9 (Transportation Officers Advance
Course Number 9) in 1955. I reported to Fort Eustls
for a one year course, I was one of the very first of
the reservists to attend and it took two waivers for me
to do so. One was for being a Reserve officer because
I couldn't gualify teo become a Regular and the other

was for being tooc old.

INTERVIEWER: How well did you do in that course?

MR CRIBBINS: It may sound self-serving, but I finished

nhumber one.

INTERVIEWER: Well, I'm sure that you were able to

teach as well as learn.

MR CRIBBINS: Well, 1 had a great advantage and I

really mean this. 1 didn't go to college until! I was
7. I managed a stable, had been In business on my

own, served on a Joint Staff In World War II, had been
on two staffs in Eighth Army in Korea and on thé u.s.

Army Far East Staff In Japan. I had gone to college
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between 1949 and 1951, so I was Just short of
graduating from the University of Nevada. I had been a
part time Iinstructor there so I was very high on the
learning curve. In other words, 1 still had a lot
going for me the other students in the class didn't
have. Many cof them had been out of school for 20 years.
I had been out of school for a very short period of
time when 1 began the advance course, So I would say
without qualification that I worked at It, I'11 grant
you that, but even so I think I had a teg-up on my

classmates.

INTERVIEWER: Yes sir.

[(End Tape C-209, Side 2]

[Begin Tape C-217, Side 1]

INTERVIEWER: Sir, iIn 1956, you got your first

assignment to Europe. At that time, we still had the
technical services In the Army. As a Transportation
Corps (TC) Officer, how did you manage to land in the

largest ordnance depot in Europe?
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MR. CRIBBINS: This was truly a transportation

assignment to begin with. The Mannheim Ordnance Depot
had about 110,000 short tons of secondary items and
spare parts. It was the largest ordnance depot Iin
Eurocope. Some of the inventory was from World War ITI.
For whatever reason, it appeared that they never had a
Transportation Corps Officer. Yet they were getting as
many as 75 to 100 boxcars a day in and out of that
depot. My assignment was to be the transportation
offlcer. I was a major when I arrived and was welcomed
with open arms by the Ordnance Corps. ] was given a
small staff and {f I remember correctly, I had a young
Captaln Dillon. I lost track of him since, but T had a
very good master sergeant and some German local
nationals and we established a transportation office.
That job lasted from 1956 Into 1957 until we received a
new depot commander. Colonel Henry Ray dJordan,
Ordnance Corps, came on board having served in World
War II and with a solid background 1n the Ordnance
Corps' depot operations. He was 1looking for an
assistant for supply coperations (AS0) which was the key
Job In the Ordnance Depot. As it turned out, It
appeared to him that I was qualified to take that jcb.
Accordingly, he made me the ex officio, ASQO, of the

targest ordnance depot In Europe. In other words, 1
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was the ASO because the Ordnance Corps officer who came
in for the assignment became the deputy depot
commander. This meant that I not only had the
Transportation Operatlion, but had some 1800 Jocal
nationals working in supply, maintenance and storage
now known as C0SIS(care of suppllies in storage), then
known as maintenance In storage (MIS) of the ordnance
spare and repair parts. It was probably one of the most
rewarding asslgnments that [ have ever had. The
Mannheim Ordnance Depot in those days had both stock
and supply control, In other words, they were really
an Inventory control center along with being a depot.
It was equipped with some of the first generation IBM
machines. We responded to reguislitions and
requirements from Ordnance Corps units throughout the
theater. This assignment Tasted from either late 1956
or early 1957 until the spring of 1958 at which time I
was assigned to France. I went on to become a part of
the Inventory Control Center that belonged to the
Transportation Corps down in Olivet, France. Before I
get to that, let me recount briefly what happened to
the MannheIm Ordnance Depot. At the time that [ was
assigned there, we received word that the depot was
going to be phased out. The purpose being to move all

of those 1logistic facilities west of the Rhine.
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Mannheim Ordnance Depot was In a particularly
vulnerable spot. The thrust was to move everything
inte France. The biggest single job that we had during
my tenu}e was to begin phasing down the depot and
moving the operation ihto France. This was a major
undertaking since we did have some 110,000 tons of
spare and repair parts. Also, the supply control or
what became an Inventory Control Center down at Ollivet
was moved before the parts were moved. My assignment
was interesting In many, many ways. I was the odd bal?l
Transportation Corps Officer In the sense that the rest
of the officers at the depot were In the Ordnance Corps
with the exception of the young captain that I had with
me. Yet, I must say, I was treated as one of the
family. It was professionally, as well as personally,
rewarding and probably one of the best assignments I

could have ever wished for,

INTERVIEWER: Sir, let's back up a minute. How did you

get the 110,000 short tons of secondary items moved to
France or had you transferred to the Transportation
Corps Supply Agency before the equipment was moved from

Mannheim?
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MR. CRIBBINS: We had largely moved the depot by the

time I had left. As a matter of fact, I think that 1
would have had difficulty leaving the Mannheim Ordnance
Depot 1f we weren't phasing down and out. Although,
Colonel Jordan had become a good friend as well as a
colleague, and my boss, I do believe he was not about
to break up the team that we had in the Mannheim
Ordnance Depot unt!l most of the operation had been
moved. That was phasing out the parts, getting the
supply control effort transferred into France, mov ing
those parts that were not In excess and were needed by
Tower echelon units In Germany backhauled down to the
two Installations in France. If I remember correctly,
primarily, Braconne which was at that time the largest
ordnance depot in France and Jjust on the upswing as we
retrograded out of Germany Into France. A couple of
times 1 thought that I might be reassigned because of
the phase down of the depot, but Colonel Jordan
retained me as Transportation Officer and Assistant for

Supply Operations. I must say that [ enjoyed it.

INTERVIEWER: Sir, talk a bit about your assignment

with the supply control agency for the Transportation
Corps 1Iin France. You menticoned that the ICC,

(Inventory Control Center), for the Mannhelm Depot was
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moving into France, Were those activities then

colocated or were they separated?

MR. CRIBBINS: The Inventory control elements of the

Technical Services were colocated at a place called
Olivet outside of Orleans, France. That is right at
the head of the Loire Valley. It was actually a
compound co¢f inventory control centers for each
technical service, one of which belonged to the
Transportation Corps. The reasons 1 happened to get
assigned to France may have been twofold; my experlience
in the Mannheim Ordnance Depot that was being phased
out and the fact that I was about half way through a
normal three year tour. A colleague and friend of
mine, Lieutenant Colonel Howard (Howie) Schiltz, later
Major General! Schiltz, was in the 37th Transportation
Group and tived on the compound with us. While 1 was
asslgned to Mannheim, Howle asked me iIf I would like to
have an Interesting assignment in France. He was going
to France to become Deputy Transportation Corps Officer
at the COMMZ at Orleans. [ said, "Yes, I would be
interested.”" Little did I know how quickly that would
work because within the week, I had orders and was
wrapping up what I was doing in Mannheim and headling

for France on a split tour. It wasn't all that easy

90



because we had arrived in Germany without any household
goods other than personal property. There were no
provisions for any household goods in France so we were
faced with going on the eéonomy and buying enough
things to furnish an apartment or one of those small
duplexes that we were moving Intoc in France. It was a
burden on the pocketbook I must say. In the spring of
1958, Helen and I left for Olivet staying for about two
weeks In a hotel in Orleans untiil we got settled in and
I went to work at the Inventory Control Center. I was
initially the Deputy Commander of the Inventory Control

Center (ICC) when 1 arrived.

INTERVIEWER: As the deputy commander sir, what were

vyour primary responsibllities?

MR. CRIBBINS: I guess, In looking at it, ! was brought

in with the idea that I was golng .to become the
commander. I think that was the general thrust of
bringing me Into France. The Commander was a
lfeutenant colonel who was about ready to retire, but
did not retire while I was there. I supported him
fully and I remalned as the deputy commander, but 1
guess I was pretty much Mr. Inside. In other words, I

was the fellow who was principally responsible for
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running ICC and the ICC commander was in substance the
overall commander who was Mr. Qutside., HE WAS A VERY
ABLE OFFICER AND I would certainly say that I enjoyed
working with him. It was a difficult position because
[ do believe that the transportation corps officer to
whom the Inventory Contrcl Center reported, really
wanted me to take over. I was flatly unwilling to make
any move toward replacing the lieutenant colonel for

whom I was working.

INTERVIEWER: Sir, could you talk a 1little bit about

command and control, Who did you work for and how did

the ICC operate?

MR. CRIBBINS: The Inventory Control! Center was

actually what would now be considered a command
element. It reported to the Transportation Corps
Officer who was on the COMMZ staff reporting to General
O'Neil. Our organization was fairly large. We had IBM
keypunch card machines, We managed all the
transportation corps materiel In the theater. The
chain of command would have been the Commander of the
Inventory Control Center, to the Transportation Corps

Offlcer, to the Commander of COMMZ who was a two star

92



general. The COMMZ was responsible for all CSS

operations In the theater.

INTERVIEWER: You did quite well at that Jjob because 1

understand you were then rewarded with selection and

then attendance at the General Command Staff College.

MR. CRIBBINS: Let me talk a little bit more about what

héppened In the ICC because I think it was an exciting
operation. When 1 arrived, we were responslble for
supporting the Transportaticn Corps' marine fleet down
at LaRochelle, the rail system and egquipment and all
highway equipment. In other words, we managed all the
transportation corps materiel. The Inventory Control
Center for Army Aviation, however, when I arrived In
France, was still at Coleman Barracks. In those days,
it housed an offshore aviation depot maintenance
facility with an ICC. After I arrived In France, I was
told that our major objective was to merge the
Inventory Control Center for aviation with the
Transportatlon Corps ICC In France. That was no easy
task because this was in 1958 and for six to seven
years, that Inventory Control Center had been firmly
established at Coleman Barracks which was outside of

Mannhe im. Unlike the Ordnance Corps, the
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Transportation Cofbs had but one facility although
there was some activity at Pirmasens. The facility at
Coleman Barracks provided the primary support for Army
aviation throughout the theater., The job was a tough
one to tackle. In tackling this, we lcoked very
critically at how we would go about doing it. 1
remember so well that Colonel Burt Miles, the COMMZ
Transportation officer, was evidently getting pressure
to get on with it. We were trying to figure out Just
how we were golng to turn off the ICC in Germany and
bring it Into France overnight without having any way
station as it were. For exampie, on the Mannheim
Ordnance Depot move, there was an operational facility
in France that had the capability for picklng up all of
the materiel management functions so it was a
relatively easy phase over. Whereas, the ICC in France
for the Transportation Corps was picking up a brand new
account of considerable magnitude and practically doing
this overnight. As a result of the necessity of
getting this moved In accordance with -the theater plan,
we were given a drop dead date of early Iin the spring
of 1959, that we would assume zl1 the responsibilities
for the Transportation Corps Aviation Program in
Eurcpe. Trying té hire enough qualified people.was

tough. The ones who were capable could not speak
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English and there just wasn't a market for the kinds of
peopie that we needed to run an Inventory Control
Center. Accordingly, I asked for carte blanche
approval to secure 50 soldiers with a hlgh aptitude for
the kind of work that needed to be done. 1 was given
the go ahead to do this. I brought these 50 young men
on board. To train them, we arranged for them to use
cards that had been wused previously for actual
requisition flow for our inventory control and
management. In essence, they practiced all the thlings
that an ICC would do under normal! conditions. We used
those cards just as if they were the real thing. Here
was an interesting exercise that I often thought about
afterwards. It could have been a sheer disaster. O0On
the other hand it probably wasn't the greatest success
in the world either. The young men processed
requisitions, Issued MROs, detaliled inventory control
and management, brought In receipts, issued items and
kept contreol of the inventory for about two weeks. At
the bewitching hour one night, the pumpkin became
Cinderella. Without saylng a word to them, we put the
real cards into the system. 1 was afrald that {f I had
told them that they were going for broke on that given
night, we would have had a worse problem than we did.

The next morning, they were working with live cards and
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we managed to survive. I wouldn't say that it was the
best operation that I had ever been involved with, but
it worked., However, it was not the sheer disaster that

we thought it might be.

INTERVIEWER: Let's go back then and talk about the

aviation support. Did the aviation folks have thelr

own stove pipe within the Transportation Corps?

MR, CRIBBINS: Aviation was entirely separated at

Coleman Barracks from all the other commodities In the
Transportation Corps. When we brought the aviation
account down, that was the first time that aviation had
actually been melted with the other Transportation
Corps tnventory control in the theater. Here we had a
case of taking an entirely separate account as if It
were a different branch of service and bringing it into

the Transportation Corps.

INTERVIEWER: 1If I recall, the Air Force had a role to

play Iin depot malintenance operations for Army aviatlon

up to about 1961.

MR. CRIBBINS: Oh yes, very much so. For example, at

the major air terminal in France and I am trying to
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think of the name of it now, we had an element from
Coleman Barracks assigned. Their Job was to interface
with the Air Force. You see, until 1961 or there
abouts, the Air Force had complete control of research
development, procurement, acquisition and depot
maintenance of Army aviation. Such being the case, we
were really challenged by having to interface the Army
with the Air Force's depot maintenance system., That
was quite a significant problem In ftself In addition
to speaking the same language.

INTERVIEWER: What type of aircraft was in the aviation

fleet In Europe at that time?

MR. CRIBBINS: Interestingly, and I think I have some

background papers that go back to 1960 on some of
these.uﬁﬂﬁ} fleet of alrcraft at that tlme was about o .
half flixed-wing and half helicopters. The fixed wing
belng primarily "01l" or what we called in those days
"L-19s" or "Bird Dogs" and "U-6" "Beavers" which were

the single engine flixed wing as well as Otters, which

were the larger fixed wing aircraft. For hellicopters,

we had CH-34s which were Sikorsky transports and we had
OH-13s which were Bell and some QH-23s,. I forget

whether or not we had OH-23s there at that time, but
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they were In the inventory and were Fairchild-built.
1 guess maybe we still had same H-19s in the theater,
but we didn't have any H-21s in the theater. The

H-21s, called the "Flying Banana', were in the Pacific.

INTERVIEWER: You not only had a problem transferring

the aviation functions down to France, but there must
have been problems associated with the Air Force trying

to keep the fleet operational.

MR. CRIBBINS: I think the Air Force did well by us.

It was well established with Wright-Patterson AFB being
the principal center of activity for support. The Alr
Force, as 1 remember back In those days, had the Alr
Force Systems Command which brought aircraft into the
inventory and then Wright-Patterson would pick up the
fielding of the alrcraft, 1 think that the Air Force
had several air materiel areas. The alr materiel areas
were really MSCs (Major Subordinate Commands) of the
Alr Force Logistics Command. For the Army, we had the
Transportation Materiel Command In St. Louls, It had
moved there in the late '50s from Middletown,
Pennsylvania. It was Initfally established as being
the Army's interface with the Air Force. 1In fact, at

major Air Force Installations, we had an Army member
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who acted as the lilaison with the US Air Force. 1 know
that we had one at each major installation where depot

maintenance work was done on Army aircraft.

INTERVIEWER: Was this your first direct association

with Army aviation in a management or a command and

contreol role.

MR. CRIBBINS: I would say sort of. I was really

pretty closely Iinvolved wlith Army aviation In my
assignhment in US Army Forces Far East In Japan after
the close of the Korean War, That was probably my
InitTation into Army aviation. During the Korean
assignment, I was pretty closely related to, but not
responsible for Army aviation. 1In 1952, Army aviation
was transferred to the Transportation Corps. I guess
as a Transportation Corps Officer, and being in the air
transport business, I was not directly involved in Army
aviation to the degree that 1 became later. I was
certainly involved to the degree that I was one of the
few people who had had air transport experience. I was
one of only two people that were recalled by the Army
in 1951 who had an Air Force MOS when there wasn't such

an M0OS In the Army.
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INTERVIEWER: Your Korean War experience then was a

precursor to your direct involvement with Army aviation

during your assignment to the European Theater.

MR. CRIBBINS: Another interesting thing Is this. For

whatever reason, there were not very many Army aviators
who were directly involved in Army aviation materiel
management . In fact, right into the '60s when I came
Into the Pentagon, a large number of offlcers who had
never flown an alrcraft were the materiel managers for
Army aviation. That also included people at the top
level because neither General! Bunker nor General Besson
were rated. In substance, the logisticlans took over
the materiel management of Army aviation regardless of
whether they had experience flying an aircraft. I

happened to be one of them.

INTERVIEWER: Sir, I want to come back to that pcint a

little bit later because you are not an aviator, but
you have done rather well in the aviation loglistics
business. I want to come back to this pocint because I
think that fact does have merit when we discuss the
current vision for our log system. However, you are
sti11l In France and are making a concerted effort to

bring the aviatlon folks down and make them a part of
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the ICC in France. Once you got them down to France,

what then were the challenges that you faced?

MR. CRIBBINS: The terrific challenges that we were

faced with were continuing materiel management of Army
aviation in the fashlion that had been done In Germany
without the benefit of the top level local natlional
ski11s that had been worklng for us In Germany slnce
shortly after World War IlI. We Jjust didn't have the
same capabilities in France. Thls 1is not belng
derogatory about the French people. France still had
an agrarian economy,. We did not have the local
populace available s0 we were in liarge measure
dependent upon green suiters with some Department of
the Army clvlillans as the core for management of the
Inventory Control Center. We were in the process of
going to a stock fund In the Army. That In itself was
quite an adventure. Also, we had support of SETAF
which is st111 in belng as a command down In Itaty. I
guess one of the thlﬁgs that I did once we transferred
the Avlatlion account down In France was become a
trouble shooter, because I had an assignment to go to
Zwelbrucken and to Seventh Army when Brligadier General
Harold K. Johnson was the chlef of staff, later the

Chief of Staff of the Army, was very much concerned
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about the lack of support for avlation programs In
Germany. Seventh Army Inventory Control Center was
located in Zweibrucken. I had a couple of trips up
there. Then [ had a very interesting one to Italy when
General Daley called General 0O'Neil and sald that he
badly needed someone to come down and square away his
aviation program which was not working well at ail, It
- seems that General Daley was flying over the Alps In
one of our early U-8s. The pllot made an Incorrect
procedure as [ understand it and one of the englnes
apparently falled at about 15,000 feet at a very
critlcal point. When he landed, the Génera] asked him
what had happened. The pilot came unglued ana sald,
"If we could only get those damn repalr parts, we
woulidn't have thls kind of problem." I don't think the
pilot was exactly right although they.were having a
parts problem. Parts were not the problem with the
engine turning off over the Alps., At any rate, General
Daley called General O'Nell and sald that he had just
about had It. He needed something done. General
O'Neil called me in and said that he wanted me to go
down and flix whatever needed fixing and tell him
whatever needed doing In order to get SETAF back on
board. Well, I went down to SETAF to where they had a

central Tocation for managing the SETAF aviation
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program. I found two things down there. They had a
small population of alrcraft with a very low demand and
accordingly a lot of the items that were on their ASL
were one each., Obvicusly when they Issued one, they
automatically had a zero balance. To me that didn't
make any sense. The first determination that I made
was that [f any item warranted belng on the ASL it
would be stocked in a quantity of two so at least they
had one when they Issued one. The other thing and
probably the most Iimportant thing we did was to give
SETAF the opportunity to draw on their own stocks and
then post-post. Post-posting was always a dirty word
to a logisticlan. By the time that SETAF got a
requisition off to Orleans or Olivet in France and then
got the release, the alrcraft would have been on the
ground for a week when they had the part already on
hand. [ gave them the authorization to draw the item,
make a post-post transaction and requisition a
replacement Iitem. It seemed to work because [ went
back down as a follow-up a month later and I had a
perscnal cne-on-one with General Daley. Hls comment to
me was "What Is a nice Transportation Corps major 1like
you doing in a place lilke this?" At any rate, it
seemed to work all right because we certainly supported

his fleet a 1ot better. It was a good lesson to learn,
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but when you have an isolated place, it Is not
necessary to hang tough on some regulation that may
apply across the board vet does not apply to a specific
place. For example, the fact that we were restricting
them to what the demand base said without recognizing
mission essential items or recognizing that if an Ttem
was needed for stockage based on demand, you needed to
stock at least two. When you Issued one, you then had
an item remaining on hand. Here they had ltems on
board, couldn't touch them under the reguiation untll
we gave them the post-post authorization. These kinds
of things, I do believe, make you recognize that some

things belng standard is not the way to go.

INTERVIEWER: When you look at a system, almost any

system, it doesn't account for every possible
alternative. Somecone has to make, as you say, those
systems flexible. I guess this was prior to the
MILSTRIP (Military Standard Requlisitioning and Issue
Procedures) system. You had the manual system and I
guess pecple were trying to live wlithin the letter of
the law. How good were the pecople that you had to
malntaln the alrcraft? Were they trained properly in

your estimation?
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MR. CRIBBINS: We had some old timers down in SETAF.

It was & very good assignment and they had been there
for some time. I had no problem recognizing the
competence of the people. It was the system that was
causing them the problem. The system didn't recognize
the uniqueness of a sltuation that was so
geographically dispersed. Interestingly, as recently
as early November of this year, (1987) I was in Europe
with Major General Dick Stephenson, Commander of
AVSCOM. One of the problems that Major General Jack
Rozier, the DCSLOG of Europe brought up was the problem
in SETAF and its deslire to requisition directly from
the states rather than come through Europe because of
the delay in getting parts. Here we are 30 vyears later
and there is still the same sort of thing cropping up.
This may, I guess, happen 30 years from now as well,
General Rozlier recognized the problem. [ am not being
critical of Jack who s a good friend as well as a
colleague. He recognized the problem. He was doling
what I think needed doing and that was fixing the
system rather than using a unique methodology. In our
case, 30 vears before, fixing the system consisted of
glving some leeway to the standard system or giving
some walver to the standard system 1n order to

accommodate a unlique case.
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INTERVIEWER: Sir, let's take a minute and talk about

your transition from France to CGSC., Of course, from

there you went on to Washington, DC.

MR. CRIBBINS: I will remind you that 1 was an overaged

In grade Reserve officer on full time active duty. |
was making a career of it and was unable to become a
Regular Army officer. I fully intended to stay on and
eventually retire from the Army. I was very much
interested in doing my thing for the Army which I
certainly have loved dearly every since I first joined,
When 1 was in France, I did the best job that 1
possibly could. One of the visitors to France was
General Frank Besson who was the Transportation Corps
chief. I had the opportunity to brief and interface

with General Besson. [End Tape ¢-217, Side 1]

[Begin Tape C-217, Side 23]

MR. CRIBBINS: After the briefing was over, General

Besson asked me what I planned to do or what 1 would
Tlke to do? I sald, "I would Tike to do something
Interesting." He sald, "Would you be Iinterested in
coming to Washington?" I said, '"Yes, 1 would be." He
arranged for me to go to the Assocliate Course at Fort

Leavenworth which was run in those days. Quite a few

106



of the officers like myself were Reserve officers who
did not have a regular commission. In order to bring
me into Washington, I had to have completed CGSC. He
had me assigned to Leavenworth from July to December
13959 In the Associate Course. Then I was brought into
Washington. I think cne of the important things about
the France assignment was that my wife, Helen, had done
some post graduate work before World War I In the
League of Nations School In France and Swlitzer'land.
She spoke French very well and knew the country and had
a good Feel.For the people. She had been president of
the German-American Wives Ciub In Mannheim, and had
also plicked up wlith Mrs, Q'Neil! doing very much the
same sort of thing In France, although we were not
accepted In France the way we were in Germany. Very
Iinteresting that here we were for the first time in the
country of an ally verses two tours and countries that
belonged to people whom we fought In World War 11;
first Japan and then Germany. In no time in Japan or
Germény, did I feel unwanted. I really thought that
our acceptance In both of those countries was just
super, When we were in Japan, for example, Helen
taught English to vyoung Japanese college students. In
Germany, she was President of the German-American Wives

Club. We became friends of local Germans. In France,
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in spite of the fact that Helen spoke the language
about as well as you could without being a native, we
certainly had nco feeling of being wanted at a]i. In
fact, Helen said that one of the real! drawbacks about
understanding French was to listen to some of the
remarks made in public when French people were arocund
who knew that we were Americans and did not think that
we understood French. Also, Helen at that time,
predicted that when General deGaulle came on board that
we wouldn't remain very long in France. When we went
down to France, she was certaln that Judging from what
had happened toc deGaulle In Worid War Il that we
probably wouildn't stay very long. Her forecast
certainiy turned out to be true because we had not been
down there all that long before we went marching back

up to Germany.

INTERVIEWER: Sir, after you moved out of France, went

on to the Command the General Staff College, you then
made lieutenant colonel and became the Chief of the
Programs Control Offlice In the 0ffice of the Chlef of
Transportation. Prior to that, you served as Deputy
Division Chief and Chief of the Secondary Items Branch
with the Office of the Chilef of Transportation. I

guess Genera)l Besson's vision for your coming to
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Washington paid off and you eventually made [t here. I
am sure that the duties that you had in Europe prepared
you for those Jjobs because they were jobs of increasing
responsibility. I would Tike to hear your comments on

your early assignments here in Washington.

ME. CRIBBINS: Colonel Schiltz was the executive

officer to General Besson. He and General Besson were
very close. I am sure that Colonel Howard Schiltz had
a lot to do with my being brought into Washington when
General Besson came back from Europe. Helen and I
arrived in Washington 28 vyears ago today (23 December
1987) from Fort Leavenworth and we hardly expected to
be here 28 years later., At any rate, | was to be
assigned to materlel management in the Transportation
Office at Gravely Point which was one of the technical
service agencies belonging to the Department of the
Army. When I arrived, 1 was skimmed off and for
whatever reason, the perscnnel people decided that they
could better use me in Its coperations office which each
tech service had. Since they had the first call on it,
they assigned me there. From the time [ arrived in
December 1959 until about April 1960, I was workling in
a job that I really had not looked forward to hor

wanted, but I seemed to have had considerable
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difficulty getting out of. 1I'll tell you a story about
that. General Besson lived south of Alexandria, but
Just north of where we llived. We were living In a
place called Waynewood. General Besson's secretary
called me in one day and sald that he was on the road
and Mrs. Besson was having great difflculty because the
water pressure had gone off and there was no water In
the house. She knew that I lived nearby and asked 1f I
would stop by and see what needed to be done to help
Mrs. Besson. 1 stopped by the Besson's and Mrs. Besson
told me what the problem was. As it turned out, my
misspent youth as a horse trainer In Nevada pald off.
I had owned a pressure pump while 1iving in Nevada.
The pressure pump worked out of a well and the pressure
worked on the basis of having a tank full of compressed
air. When that alr eventually leaked out and replaced
by water, you l1ost the pressure. When ! found out that
this was a sump pump, [ went outside, found the sump
pump, drained the water out, put air back In and by
magic Mrs. Besson had her water pressure on., This was
a very unusual achlevement because I1f there is anything
that I am not, It's well equipped to do plumbing jobs.
When General Besson came home from temporary duty, he
called me in and personally thanked me. General

Besson, Incidentally, Is one of the finest persons 1
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have ever known In all my 1ife. He asked me how 1 was
doing. 1 looked at him and 1 leveled with him. I
said, "Not very well." He sald, "What's the matter,
Joe?" I sald, "Sir, I thought I was coming here to be
in avliation and materiel management which are the
things T wanted to do." I sald, " 1 was taken out by
perscnnel and ! would really like to get back and do
what | came here to do or what I had hoped 1! was coming
here to do In the first place." He made no comment,
but the next morning when I reported In, I was told
that 1 was assigned to Materiel Management. That 1is
how I became Deputy Division Chief and got back into

the aviation materiel business.

INTERVIEWER: I take it that when General Besson was in

Eurcpe, he intimated that you would be golng into the

aviation logistics area.

MR. CRIBBINS: I must have been brought back oh the

basls of my knowledge of materiel! management of
aviation materiel and not on the basis of the personnel
business. I could only assume that the reason [ was
brought to this Washington complex was because of my
knowledge of inventory contreol, first at the Mannheim

Ordnance Depot and then at Olivet, France. There
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weren't that many around who had had that much
experience. I guess General Besson was looking for
someone to help run the aviation logistics out of the

Transportation Corps headquarters.

INTERVIEWER: Do you recall when the old Tech Services

were disbanded and we formed logistics along functional

lines?

MR. CRIBBINS: I certainly do. I arrived here in

December '59. In 1960, President Kennedy was elected
and became President on 20 January 1961. I will never
forget that inauguration day because we had the worse
snow fall that we had ever seen In Washington and it
took me from 3 o'clock in the afternoon until 2 o'clock
the next morning to get home some 12 miles from Gravely
Polnt. At any rate, Mr. Kennedy brought in Mr.
McNamara who Immediatelylestablished 101 Issues., One
of the Issues was Project 80 which established the Army
Materiel Command and got rid of the tech services. 1
was over at Gravely Point at the time. In the spring
of '62, I was In the position of elther going on a
study group and then golng wherever I would be
assigned. A letter came in to General Besson from the

DCSLOG here in the Pentagon that asked for me by name
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to come over and work in the Supply Management
Division. At that time, 1 had Programs Control
Division for General Besson. General Besson called me
in and showed me this letter which had asked for me by
name., He sald, "How would you feel about doling this?"
I said, "Do you mind if I talk to Helen before 1
decide?'" He said, "No, why don't you tell me tomorrow
what you want to do and I will support whatever vyou
want." '"However, he sald, may I suggest that it looks
like I am golng toc be Commander of the new Army
Materiel Command and 1 am going to need a friend over
there. Joe, you are a friend and if you can see your
way, I'd 1ike to see you over there." I went home and
talked to Helen and I sald, "Honey, I know I don't have
any career In the Army. 1 am an over age I1n grade
Reserve offlcer, but this 1s a challenge and that is
what it is all about." I said, "I'd like to take a
crack at it and besides, I've got two and a half years
under my belt and with two and a half years under my
belt, it Is only going to be a year and a half at
DCSLOG. No matter how tough it Is golng to be over
there, I think I can survive a year and a half. I
certalinly owe General Besson whatever I can do to help
him, If this Is some small way that 1 can, I'11 do

it." She salid, "wWell, it is your career. Go ahead and
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do it." I came over and was assigned here to the
Supply Management Dlivision as a Section Chief. We In
those days had directorates, divisions, branches,
sectlions, etc, you name It. There must have been close
to 1200 people here in ODCSLOG at that time. I found a
real shocker when I arrived here. When I arrived In
Washington in December '59, whatever the ODP (officers
distribution plan) was in those days, did not have an
opening for a major in the Transportation Corps with my
qualifications. I was carried on the books all the
time that I had been over at the Transportation Corps
headquarters as belng assigned to a Class II activity.
On the record, I had never been assigned to Washington.
When I arrived here at ODCSLOG at the Pentagon In May
1962, 1 was beginning a brand new four year tour which

I found out after I was assigned here but not before.

INTERVIEWER: As the Chief of the Weapons, Automotive,

Aviation, Electronics and Missiles Sectlion, 1t seems as
if you had quite a few responsibilltlies associated with

the management of those systems.

MR. CRIBBINS: I am probably the sheer optimist of all

time. When I look at the jobs that I have had here, I

reallize that I was probably way out of my depth. At
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any rate, I did have the five major accounts. I also
had the Job of transferring the OMA account into the
stock fund. My predecessor who had put my name In this
letter that had come over asking for me by name was a
gentleman who was also an alumnus of the 101st Cavalry
Regiment of the York National Guard. His name was
Chuck Haydock and he had been a long time friend.
Chuck was a Reserve offlcer on active duty for four
years because he had gotten bored with what he was
doing or had not been doing in New York. Chuck had had
an absolute.beily full of what he was doing here in the
building. He resigned and then sent my name over to be
his replacement. It was quite an assignment., From May
'62 until January '63, I was the Sectlion Chief. I was
responsible for those five major accounts that you
talked to. I was also responsible for transferring OMA
Into the stock fund and any other duties that came
along. I think one of the toughest things of all to
encompass was the fact that [ became a 1lieutenant
ceclonel In December of '61. As a junior 1lleutenant
colonel in the Pentagon serving as a Section Chief, 1
reported to a branch chief who reported to a division
chief who reported to a director. FEach one of whom had
a layer of at least twé, that Is an exec or a deputy.

By the time you got to a director, there was a laver of
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two plus an exec -- both being 06s and the exec's being
05's or sometimes an 06. Thgt meant before [ got to
see the flrst general officer here in the bui]ding in
ﬁpite of the responsibiiities I had, I had a layer of
something like six to eight people tec go through.
Brigadier General Olie Hansen was that gentleman who
later became a friend, a terrific guy and a great
professicnal. It was quite an exerclse and an
interesting departure from where we are now where
action officers go and talk to the Chief of Staff and
the Secretary of Army. In those days, If any action
officer would talk to someone a grade above himseif, he

thought he was in seventh heaven.

INTERVIEWER: I take it that there was no such thing as

"See Me's"™ In those days. One of the things that you
ment ioned was the level of responsibility, At the
time, I know the military budgets weren't all that
great. There had to be stiff competition for
resources. Could you talk brlefly about the challenges
you had managing budgets and supporting loglstics

programs?

MR. CRIBBINS: The challenges were immense. However,

we did have an advantage In that we stil1l had the
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residual from the tech services with all the knowledge
of their particular commodities. We used them mightily
even though the tech services in substance had been
incorporated into the Army Materiel Command. In my
view, and this may not be shared by others, General
Besson, who was a great manager, officer and really a
top notch logistician, took full advantage of the fact
that he had been the Chief of a Tech Service. The
other thing is, I did not in those days, aithough we
had a lot of guldance from 0SD, have the sensing that
even though Mr. McNamara was Judged to be a micro
manager, the rank and file in 0QSD wére not managing our
programs nearly as closely as they seem to be nowadays.
However, [ did establish a very good relationship with
a gentleman by the name of Cl1iff Miller who was from
the Office oé Management Budget which was then located
in the west wing of the White House where the Vice
Preslident 1s now, In those days, the Office Management
Budget and the 0ffice of the Secretary of Defense
really worked cut of the same office -in the Pentagon
and what one agreed to, the other one would agree. It
wasn't a case of having a defense budget go over to OMB
and then get emasculated by OMB or changed at OMB
before It went to Congress. In other words, whaﬁ went

forward was an agreed-upon budget. I can remember
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several week-ends during the budget process that 1
would go over and sit down with Cliff Miller in the
annex to the White House and work on budgets with him.
When we agreed on something, it stayed put. There are
ways of getting things done in spite of the lavers of
pecple. Let's say that was a very Iinteresting
experience and cne 1 guess that has also put me fn good
stead since, but that was quite a different world from

the one we are living in today.

INTERVIEWER: No question, I guess the Army has just

gone through a scrub for a nine billion dollar cut in
the '89 budget wlith 0SD. You are saying that you had
the opportunity to go over to the annex of the White
House to work budget [ssues In the '6{0s. I know that

kind of action is just not possible today.

MR. CRIBBINS: Yes, 1 was Just a junior lieutenant

colonel and 1 was able to go right over to OMB. This
was in spite of the fact that in ODCSLOG I couldn't get
to see a brigadler general wilthout seeing six
Intermediaries. But I could walk in to the QOffice of
Management and Budget and talk to the gentleman who was
goling to eventually put together the whole budget and

he would listen to me! It worked out very well and
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Cliff and 1 became hand-shaking colleagues and friends.
When we agreed upon something, It stayed put. Also,
this is very Iimportant now. The Congress had a very
minimal number of staffers. There was very little or
no micro management coming out of Congress, Very, very

littie, If any,.

INTERVIEWER: What do you think is accounting for the

congressional micro~-management at this stage?

MR. CRIBBINS: Right now, T think we are badly

outnumbered by the congressional staffers. When you
hire staffers, you have got to give them something to
do. When you glve them something to do, they go out
and l1ook for work. I think what has happened, and 1 am
not being critical of the democratic system, Is that
the Senators and Congressmen have gotten to the point
where they are micro-managling the federal! budget, not
Just defense, but every other element of the'budget.
They do it in a fashion as true staffers sc that in my
view, the staffers have really taken on the aura and

often exceeded the very authority of the Congress.
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INTERVIEWER: 5ir, how did you become the special

assistant for Tactical Air Mobility to the Assistant

DCSLOG in 19632

MR. CRIBBINS: I was dolng thils job in program and

budget In the Supply Management Division. Lieutenant
General -Colglazier was the DCSLOG. He had known me
from Eurcope because he had been a COMMZ Commander when
1 was the Transportation Officer and the ASO of the
Mannheim Ordnance Depot. General Colglazier had known
that I had bad aviation logistics experience. In 1962,
we were just getting Into Vietnam and many, many
problems were cropping up. General Colglazier called
me in and said that he would like me to put together é
program and present [t to him of what 1 belleved needed
to be done in order to support Army aviatlon in
Vietnam. It was pretty evident that there was going to
be a2 slzable amount of Army aviation there. We weren't
fighting over there then, but were still in the
business of advising. In fact, an infantryman was not
ailowed In Vietnam at that time. I wound up with a
special project which [ called Air Vietnam before 1|
knew that there was an airline called Air Vietnam. I
went to General Besson and toid him about the job that

I was given. He gave me a lieutenant colonel! and a
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small staff out in the Transportation Materiel Command
who had orders to report directly to me In the
building. I put together a project with 48 issues that
I belleved needed to be done in order to support Army
aviation in Vietnam. I was directed by General
Colglazier to move out on this project. He had not
consulted with my bosses when he had told me this. He
also sald that I was to report to the Chief of Staff
and the Secretary of the Army once a week on the
progress being made. I was to keep him up-to-date
before 1 reported to the Chlef or the Secretary. About
that time and this was in the early fall of 1962, some
of my superiors down in the Supply Management Division
came unglued about the fact that 1 was reporting
directly to the DCSLOG on a separate project. In
October 1962, Brigadier General Chesarek came on board
from Europe to replace General Hansen. In fact, he was
In the SETAF Chief of Staff Office and had made
General. Then he was moved, I think, intc Germany
where he had commanded an element for which General,
then Colonel Joe Helser worked. At any rate, he called
me in and asked me if I would lTike to come to work for
him. I told him I thought that would be ideal because
I would be back in aviation. It certainly loocked 11lke

a much more Interesting assigrment since I did have
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that special projéét which was Iin line with what he was
ﬁa]klng about. He made the necessary arrangements, 1In
January of 1963; I moved upstairs to become hls Special
Assistant for Tactical Alr Mobility. At that time, the
Chief of Staff of the Army, because of the increasing
interest In Army aviatlon In Vietnam and the fact that
we weren't really prepared for it, designated Major:
General Ed Rowney, now Ambassador Rowney, the DA
Special Assistant for Tactlical Alr Mobility reporting
to the Chief of Staff of the Army. He was located In
what was then known as ACSFOR, now part of ODCSOPS.
The remaining Army staff principals ODCSOPS, ODCSPER,
and ODCSLOG were dlirected to establish a Special
Assistant for Tactlical Alr Mobility and that was my job

at ODCSLOG.

INTERVIEWER: Let me back up a minute, sir. There

seems to be a great deal of emphasis being placed on
Tactical Air Mobility at this point. What happened to
cause that sudden Interest of supporting the advisory

efforts In Vietnam?

MR. CRIBBINS: 1 think it had become pretty evident

that If we were going to get around In Vietnam since

there weren't any good roads and there weren't any
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adequate rallroads, we were going to do it by air. It
was going to be done through Army aviation and not
through Air Force aviation. The helicopter was
beginning to come into its own. We had H-34s in Europe
and H-21s in the Pacific. 1In 1962, we had some UH1
Alfas upon which our people in Vietnam fastened some
machine guns to and created the very first of what they
called a utility tactical helicopter. They were really
the first of the gunships. The Mohawk was In being and
had been for some time. In fact, the Mohawk today is
the oldest alrcraft In Inventory since it was first

produced In the mid to late '50s.

INTERVIEWER: What aviaticon experiences did we have In

Vietnam that led to the Alr Vietnam program, and of
course, General Rowney becoming the Army Staff

proponent for Tactical Air Mobility?

MR. CRIBBINS: We had deployed five companies of CH-21s

to Vietnam with 20 ships per company. Also, we had
some Beavers, U-6s, some U-1s, OH-13s and as I sald
earller, we had some of the very flrst Hueys over there
at that time. There was a basis for recognizing that
we badly heeded to do something with the program.

General Wheeler went over to Vietnam and while
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lnspecting the CH-21 companles which had arrived there
about six to eight months before, he found that
practically every aircraft In those companies was on
the ground because of a lack of parts, people or
something. It was evident that we had to take some
drastic actions to support the aviation program for
which we were not prepared to do. This was the geneslis
of the Speclal Assistant for Tactical Air Mobility. It
was also the genesis for my job on this special project

which I had picked up In mid-1962.

INTERVIEWER: Locking back, what do you feel caused us

to miss the boat on anticipating the requirements for

ensuring that our aviation program was on par?

MR. CRIBBINS: I think two things. I think that the

President had declared that we would not get Involved
in the war in Asla. I think another thing was that
when we got Into Vietnam, we were hardly prepared for
living In the modern day world where we had Army
aviatlon. If we look back, and 1 had the personal
experience of having been an infantryman in the jungles
In the Pacific durlng World War 11, that your ability
to get around was very, very limlted. Vietnam was a

very long, but not a very wide country as you know. I1f
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we were goling to get around that country and influence
anything, we needed mobillty, We were there as
advisors trying to Iinfluence what went on In the course
of events to keep the South Vietnamese in command of
the country, and Army aviatién was the only way to do

ltl

INTERVIEWER: What would be your assessment of the

Army's aviation loglstlics program at the time that you

became Special Asslstant?

MR. CRIBBINS: I hope thls doesn't sound self-serving

because It is not meant to be. In a way, Army aviatlon
needed to be supported especially 8,000 mlles away in a
country ltike Vietnam. 1In fact, we weren't prepared to
support ft. Such being the case, It requlired some very
specific actions such as doing what we now loosely catll
stove plpe. That Is a term which I disagree wlith
because to me, It |s weapons system management that we
are talking about, not stove plpe. What we realized
was unless we took some unusual actions, we were hot
golng to be able to support Army avilation in Vietnam.
For example, I had made an analyslis of the cost of a
ton of ordnance items for ground vehlcles versus a ton

of aviation 1tems for avlatlion systems and found that
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the aviation items cost five times that of one ton of
ordnance items. What did that say? It sald that you
better intensively manage or you can't afford it. It
also sald that you had better learn how to do things
differently because of the safety of flight and other
things that were asscociated with aviation. You had a
very detailed Iinspection system to keep them safe and
reliable and so forth., It was really a shocker to the
Army to eﬁter a different world of logistics support.
We were charged with entering that world without much
background other than the knhowledge of aviatlion which
sald that "you could not afford to support Jeeps the
way you support alrcraft" and I am darned if you can
support alrcraft the way you can support jeeps and keep
them flying safely. Among the things we did and I can
give you a statistical reference on this one. For
example, engines for the Huey were Just coming into the
inventory in 1959 and 1960. 1In 1962, we actually had
UH-1 Bravos coming on line which was the follow-on to
the UH-1A. The engine cost $65,000. At the peak of
Vietnam, we were using 16 engines a day. You will have
to check my math on this, Peet, as 1 remember them.
What we were talking about was a pipeline that was
worth 1.1 mitllon dollars per day. Even in those days,

it was big money. Now when we went to Vietnam, we
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honestly believed when we looked at the standard Army's
supply system that we needed a 13 month pipeline. That
was eight months which included the turn around in
depot and a serviceable time in CONUS and another five
months overseas. Overseas equated to roughly a month
each way In transit and three months In country. All
told, you have a 13 month pipeline. That 13 months
translated into 1.1 million dollars a day -- big time
money. You are talking something like, if 1 remember
correct1y'now and vyou will have to check my numbers
here, about 390 milllon dollars. If you multiply that
13 months times 1.1 mll1lion, that 390 million dollars
would buy at those rates, 800 Hueys. This 1is the
difference between the 13 months, which 1 didn't
explalin. Excuse me, let me go back. We didn't have 13
months worth. We weren't bright. We didn't know how
the dickens we c¢ould live with less, but what we did
have was the ability to live with six months worth. The
difference between the six months worth and the 13
months worth was 390 million dollars ‘which would buy
800 Hueys. That was the difference between what we
wound up doing and what we thought we had to do when we
went In there. What happened?. Were we smart? 1 would
say we weren't very smart. We just didn't have.the

assets. What happened to us was that In Vietnam we
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were forced into a posltion with little knowledge of
what we were golng to be doing there and without
understanding how it was going to be done. Overnight,
we had to learn how to manage. Another thing and I am
jumping the gun here a little bit, but please remind me
that when we get Into the 1963, '64 time frame to
relate an experience that I had with Major Richard H.
Thompson, later General Thompson, establishing a
support base for what became the 1st Cavalry Division.
To answer your questicn very specifically, we were not
all that smart. What we were faced with was fighting
an unplanned war without meobilization and with a brand
new asset called helicopters. We were in a new
environment, In a very difficult combat zone which was
8,000 miles away wlithout a lot of enthusiasm on the
part of the country or the Industrial base or anything
else. All of a sudden we were faced with eventually
building up to a fleet of 4400 aircraft in Vietnam
4,000 of which were helicopters. We were faced with
doing this in the very early '60s akd then ramping up

our Inventory of alrcraft through 1969 or 1970.

INTERVIEWER: Sir, now we are going to move into the

Inltlatives that went Into bullding a log system to

support aviation. While 1 am focusing on your duties
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as Special Assistant, you worked on a number of
projects. One that comes to mind is Project 35 which 1
think was a follow-on to a DOD effort which looked at
ways to improve aviatlon throughout the entire defense
"establishment. Would you comment on how the Army
focused on what it could do to improve aviation

support?

MR. CRIBBINS: Project 35 was a project that Mr.

McNamara deslignated as being how we would intensively
manage high value critical assets. It was a DOD
preject headed by Ray Clark who was a super grade in
the Department of Defense. It had Army, Navy, Marine
Corps and Alir Force participation. I was the Army guy
on this project. Initially we locked at high wvalue
components and eventually refined It down to looking at
aviation englines In all four services. We spent nearly
a year on that project. Actually, 1 was a dual member
on the project. I was designated as being the Army
representative and also at the same time I was the
representative for General Frank Besson. Even though I
was assigned to the Pentagon, I never did lose the
umbllical cord with General Besson because we had been
close over the years and I had always been cne of his

guys. Without changing my loyalty to the man for whom
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I worked In the Pentagon, General Besson used me for
many things that he thought were useful to the Army at
large. At any rate, what we did was go to Army, Navy
and Alr Force installations and find out how they
managed alrcraft engines. The Air Force managed them
by serial number which was something that we did not do
in the Army. The Air Force also negotiated levels.
They maintalned accountability for the engines at the
Pentagon in those days and later on at the Air Force
Logistlc§ Command. The whole thrust was that engines
were too doggone important to be managed like other
items. So you knew where an enginhe was by serial
number, both the spare engine and the installed one.
Then you were able to track the 1Ife cycle of an
englne. The Alr Force, for example, not only was able
to track the inventory of engines by serial number, but
had borrowed the insurance companies' mortallty formula
to develop mortality data on englines. For example, the
insurance companies can't tell that Jim, Sam, Joe or
Pete wlll dle at a given point In time, but thdy can
tell a person that Is In the same age group,
background, profession, ethnic-you name it, as Colonel
Proctor or Joe Cribbins what the probabilities would
be. The Alr Force was using this data in 50 hour

increments to establish mortality data on engines. It
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worked very well because they were able to establish
when englnes would fail! and the degree to which they
would fail. The Air Force then established a-system
which kept 80 percent of the engines flowing around
below the depot level and only brought 20 percent of
them back through the depot in such fashion that they

were able to manage these very high valued engines and

components. We have learned very well from the Air
Force, We plaglarized mightily as a result of thils
study.

INTERVIEWER: ! believe that during the course of

Project 35, it was revealed that in 1961 roughly 45
percent of all alrcraft were avallable at any glven
time for flying. In Vietnam, some of the problems in
Army aviation were a lack of trained maintenance folks
and a lack of a standard system for requislitioning
parts, resulting in Inadequate suppllies to malntaln the
fleet. As a result of your work in the Alir Vietnam
project, what changes were made in the loglistics system

supporting Vietnam?

MR. CRIBBINS: We talked a little bit about the

business of managing engines by serial numbers and the

order of magnitude of doing that. Regarding other
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things that we dld'let me talk flrst about supply and
then I'1]1 talk about maintenance. In the supply system
for example, out of Vietnam, we establlshed a system
where all requisitions for aviation flowed to the
Aviation Systems Command or at 'the time the
Transportation Materiel Command. They either filled or
forwarded the requisition to the appropriate source.
This worked wvery well because there was a single
manager 1In charge. That was the Important thing.
There was someone Iin charge to chase down requisitions
because even the ones that were sent to another NICP
the Transportation Material Command followed up on
them. If Vietnam needed to know what had happened to a
part that had been requested, they could go to one
source. That was one thing we did ~- that worked very
well, This procedure came unglued when DOD or the
Offlice of the Secretary of Defense said "Nope, vyou
can't do it that way" as Vletnam began winding down. We
then established a weapon systems management deslgnator
code which is still! in use today. ' We used LCA
(Logistics Control Aétivlty) which was established In
the late '60s the way we used the NICP at the
Transportatlion Materiel Command. That was one of thé
key things that we dlid for supply amongst othérs.

Another thing we did about the time of my first trip to
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Vietnam in February '62, was to send an cofflicer from
St. Louls over to Vietnam. He was flrmly convinced
that the way to support Vietnam was to put every part
that you could possibly think of over there. We did
just that and quickly found ocut that what we did was
saturate the supply system and inevitably we didn't
have what we needed or we couldn't find what was there.
The saturation surely didn't work worth a darn.
General Joe Helser later cleaned the whole thing up by
drawing down the 17,000 lines to something about
one-third of those I1ines and all of a sudden our
readiness went up and our ability to find things
improved. The system became more responsive because
saturating it wasn't the answer. It isn't the answer
today and we are finding that out again. Buying and
stocking a lot of things i{sn't the way to do it.
Buying selectively and dellvering and distributing
selectively is what 1Is needed which requires
management. We set up an element of the Army Materlel
Command Iin Vietnam which had an MMC, (Materiel
Management Center). The AMMC operation was separate
from the First Log Command and its materlel management
center. It managed all items that were pecullar to
aviatlon. Initially, there was a great outcry about

the fact that had a separate center. Yet, General Joe
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Heiser, who was probably one of the finest logisticians
I will ever know, even after he commanded the First Log
Command, had to agree that the aviation system worked
doggohe well. He was not about to do anything with it
when he later became DCSLOG. Yet, when he was Director
of Supply and Maintenance, ODCSILOG he wondered why in
the world we had a separate system. In other words,
what we really did was set up an intensive management
system which peopie called stove plpe. I call it
weaponlﬁystems management , I do think it 1is more
descriptive because what we are doing is managing a
weapon system consistent with its supportability, its
criticality, Its mission support and everything you
could think of. That was basically the supply part.
If T missed any of that, maybe I will get back to it.
Now on to the maintenance challenge. Let me talk a
little about what happened In February '62. General
"Red " Cooper was the Assistant DCSLOG of the Army. I
was the Assistant for Tactlcal Alr Moblillity. I was a
ileutenant colonel and he was a major general. General
Cocper was a combat arms offlcer, a former division
commander, who had become the ADCSLOG, probably serving
for the first time In a loglistic Jjob. I guess 1t was
in January '63 when I walked into his office and said

"Stir, in looking at Project Air Vietnam, we have a very
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maiér problem with the H-21s. They have wooden rotor
blades that are coming apart in that climate. We've
had to take off the horizontal stabilizer because of
the density altitude and the aircraft won't fly. When
you take those stabillizers off, you have to restrlct
the forward speed to something like 60 or 70 knots.
The aircraft is old and tired. Unless we make a major
effort, we really cannot support this aircraft and meet
the missions that are needed in Vietnam." He sald,
"What's the answer?" [ said, "Well, we have the UH-1B
coming on wﬁich has a gas turbine engine and is the
first of its kind. It Is a new generation of
helicopters, It's got all of the capabilities of an
H-21 although not nearly the capaclty. The UH-1 Bravo
has a much smaller air frame than the UH-1H which
succeeded the Bravo. [t also had a 44 foot Instead of
a 48 foot rotor blade. The shaft horsepower of the
englnes in those days were I think around 900 shaft
horsepower where now we have 1500 shaft horse power on
the UH-1H. I did say, In talking to the operations
pecple that we were in agreement and had to replace the
H-21s. This went on during a one-on-ohe with General
Cooper In his office. He said, "Well, what do you want
me to do?"™ 1 said, "Sir, I would suggest that what you

need to do is talk to the Chief of Staff and recommend
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that we replace the H-21s. I have a multi-million
dellar bill to modify the H-21s which I don't think is
golng to work anyhow. I think we should replace the
H-21s with the UH-1 Bravos." He looked at me and said,
"Joe, I don't disagree with what you say, but that is
not within the terms of my job description. That is
not really a logistlic responsibility.”" 1 sald, '"Yes
sir" and started to walk out. To my great surprise and
I will never forget this because I 1lked General
Cooper. He called me back. Here was a major general
talking to a lieutenant colonel. We were about the
same age or pretty close to it because | was an
overaged lieutenant coleonel and he was a major general,
He looked at me and said "Joe, you are disappointed in
me aren't you?'" I sald, "Well, I wouldn't put it that
way sir.” He said, "OK, Joe, I'11 do it." That week,
we had orders to go to Vietnam with a letter from
General Buzz Wheeler to General Harkins who was then
what eventually became the COMUS MACV. Colonel Frank
Clay from ODCSOPS, who 1s the son of General Cassius
Clay, Colonel Ed Neilsen, an aviator from ODCSOPS who
later became Project Manager, someone from ODCSPER and
I took this letter to Vietnam. Our first visit when we
got to Vietnam was with General Ed Rowney who by that

time had been assigned there as Chief of what I beilleve
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was the Army Conceﬁt Team in Vietnam (ACTIV). General
Rowney put us up In a suite next to his in the Rex
Hotel in downtown Ton So Nhut. We told him what the
proposal was and I remember very clearly that we were
very fortunate. We had a clear day and we got a squad
of very small Vletnamese and we put them in a Huey
Bravo complete with packs and had them take off and
sald "See Slir, it carries a squad." Of course, we were
carrying Vietnamese in those days. This was February
'63 and It was very early in the game. At any rate,
that was the Initiation, Please understand now, 1 was
not the only guy who drove the Huey Bravo's in, but my
problem was that we couldn't support the H-21s and I
wanted to get the logistlics support to say, "If we
can't support the H-21s what are the alternatives?" You
either modify the H-21s or you replace them. The

alternative was to replace them.

INTERVIEWER: Tell me about the organization for

malntenance support for aviation In Vietnam durlng this

time?

MR. CRIBBINS: This was one of the things that we

really came to grips with in the Alr Vietnam Project,

We found what a dlsaster the H-21 companies were in.
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We looked at the maintenance concepts that they were
using. When General Wheeler found that the H-21
companies were in such trouble, he directed a critical
look to determine what needed to be done. The
Transportation Corps was responsible for aviation
maintenance. Out of that came something that I really
believe is not only a thing that happened in the past,
but a way of the future. I wrote an article last vyear
on it. Transportation Corps had established TO&EESS
Series, several which were for units which they call KD
Teams for helicopters and KC or KE Teams for fixed
wings., The purpose was to have a team associated with
a particular mission design serles or type of alrcraft.
For example, the H-21 maintenance team In this case, as
I remember, consisted of about 56 people. It was
complete unto Iitself with a team commander, a small
administration section and personnel with the critical
skills needed to maintain H-21 alrcraft including
running the aircraft peculiar supply system. What we
did was to dispatch KD teams and colocate each wlith one“
of the H-21 compantes in Vietnam. Those teams made
the difference between success and failure because the
basic H-21 company could only do what was known to the
ground force as organizational maintenance. The KD

teams could perform up to DS/GS maintenance. We called
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it Integrated Direct Support Maintenance (IDSM). They
made the difference and gave us the maintenance
capability to do all of the Iinspections and the
perlodics. In those -days, you see, we had a
pre~flight, a post-flight, Iintermediate 25 hour
periodic, and a 100 hour periodic inspection, For
example, for a Huey, at 1100 hours a massive pericdic,
for the Chinook every 600 hours of massive periodlc
inspection. Lesson ltearned there was simple. |
talked to General Wickham later on this concept and I
have written an article about it, too. When General
Wickham was Chief of Staff and was coming on board with
the Light Infantry Divislion as part of the Army of
Excellence (ACE), there was a necessity to slim down
the operaticnal units. [ explained that we needed to
look very critically at the potential of the KD team
concept by weapon system so that If we deploy a Light
Infantry Division, for example, and the division would
be engaged in excess say of 30 days, you could have
this team fall In on an aircraft system such as the
Biack Hawk and help maintain operational readiness. I
think this concept has a lot merit. It certainly got
us through Vietnam. The other thing, and I brought
this up vyesterday at a meeting with the Chief and Vice

Chief, is that we had stronger T0O&Es in those days than
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we have in the Army of Excellence. However, we could
not support those relatively simple birds in Vietnam in

combat with the TQ&E structures that we had then,

INTERVIEWER: What Is driving you to say that those

TOEEs were stronger? Have we not Iimproved our
capability to maintain equipment over the vears by our
efforts to design systems that are not manpower

intensive to maintain?

MR. CRIBBINS: Let me give you a for Instance. We were

paying, let me use a Huey because that was the basic
aircraft that fought throughout Vietnam once we entered
it we were paying $250,000 for a Huey. The Black Hawk,
for example, 1s not a big Huey. The Black Hawk costs
over four and a halif million deollars. It isn't just
escalation. A Black Hawk Is a very complex bird, It
s a much more rellable bird, but it takes a whole lot
of malintenance. There Isn't any question about it,
One for one, the Black Hawk would take at least ‘as much
malntenance and a heck of a lot more electronic
maintenance and high skil1l maintenance than the Huey
ever did. The Huey was a very primitive bird compared
to the Black Hawk when you look at the systems to be

maintained. Yet, in those Huey units, we not only had:
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the basic support element, but a KD team with some 56
people assigned to them as an integrated part.
Eventuaiiy, it became the AVUM, Since then, the AVUM
has been drawn down. In a briefing yesterday, BG Don
Williamson, gave an evaluation of the Apache for the
Chief of Staff. He polnted out that the TO§E, for a
bird that is an electronically oriented bird has one
electrician. What do you do when that electrician gets
sick, lazy, on leave or what. You only have one. It
is just llke a zero balance when vyou have only one item
in the Inventory. Here we have a blrd that requires
more than one electrician, but the AQCE has drawn down
the TOEE to one. What I am saying here Is that the
TO&Es that we had In the days of Vietnam for relatively
simple systems were much stronger In the numbers of
people and skills than the TO&Es today. Even then we
couldn't Iive, as I told the Vice Chief yesterday, with
the TOEE as it was structured. When we had 4400 °
alircraft in Vietnam, we had over 2000 contract
personnel who were working at the intermediate leve!

and at the user or unit maintenance levels,

INTERVIEWER: I understand your polint about the

complexity of the new systems. If we lock at what has

been happening the last few vyears In the unit
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productivity studfés, it has been perceived that we get
a better return on our lnvestment by putting the
sophisticated test, measurement and diagnostic
equipment as well as some special tools, etc. that wil}
give us Improved capability with fewer people. You are
saying that although we have more sophisticated
weapons, we can't compare sustainment requlrements of

the older systems with our systems today.

MR, CRIBBINS: Let me compare the Hueys with the Black

Hawk. Maybe that 1s the best comparison. We replaced
23 Hueys with 15 Black Hawks. That means the Black
Hawk is much more productive., It is a bigger bird and
it does things much faster and quicker. When we looked
at the Black Hawk over the vyears, I think that man-hour
wise, man-hours per flying hour, the Huey and the Black
Hawk are fairly comparable which means that the Black
Hawk Is much more productive than the Huey. What
happened 1s, that with the necessity of reducling the
number of malntenance pecple, those remainling have to
be much more able to dlagnose and to do the things that
are much more complex than with the Huey, In spite of
the reliabillity centered malintenance and the Iimproved
productivity, the Army of Excellence TO&Es wi]f not

support what needs dolng in combat. My analogy was
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that when we had stronger TO&Es, that is with more
people and skills, iIn the TO&Es with the simpler
systems, we couldn't support alrcraft adequate in
combat without 2000 contractors supplementing
maintenance people. The other thing is, my boss,
Lieutenant General Ross, the DCSLOG of the Army,
certainly feels strongly about this. I think that
under the LUPS, which is the Logistlcs Unit
Productivity System, that we have made many, many
optimistic promises that may not be realized. In other
words, we may have drawn down our CSS structure beyond
the 1imit of productivity that will have a pay back, if
you understand what [ mean? General Ross is very much
concerned about this. Promises, promises, promises are
all the wonderful things that LUPS is going to do, but
will LUPS do all of these things In combat or do you
sti1ll have to go back to baslc business, What we
learned in Vietnam was that we have to supplement,
manage and malntaln, We did three things in Vvietnam
maintenance-wise. The first thing that we did was to
move about 60 to 70 percent of direct support
maintenance Into the operatlonal units using the KD
Teamé.- We Tooked at the residual! intermediate level
maintenance where so much of the general support was

beyond the capability of the units. We also looked at
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this six month pipe line of engines. What it meant was
bringing engines back to CONUS, repalring them and
flying them on ALOC rather than trying to repalr them
in country. I will tell vyou something that 1Is
Important on the logistics side in doing all of these
things, We found that we had a hard core requirement
between the operational unit and the depot, but that
requirement was only about 30 percent direct support
and maybe 25 to 30 percent general support. Then came
the big gquestion, "Wwhy did we need direct support units
and general support units? Wwhy didn't we amalgamate
them into an intermedlate Ieve1?"l Well, that Is how
the three levels of maintenance came about. Normally,
I would say that we don't "do" things here In this
office, but I will say this without qualification, the
three-level malntenance concept tock place right here
in this bullding in what was then the Dlirectorate of

Aviation Logistics; now the Aviation Logistics Office.

INTERVIEWER: The three-levels of malntenance is still

in use today.

MR. CRIBBINS: Yes, It is still going on today. We had

a contractor do a study on it and we had the Aviatlon

Logistics School look at it, We didn't do all the work
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here, but we drove the program from here. 1 had the
greatest support in the world which came from General
Harold K. Johnson, the Chief of Staff, and General

Crelghton W, Abrams, his Vice Chief of Staff.

INTERVIEWER: You mentioned that you wanted to talk a

little bit about the transition of depot maintenance

for Army Aviation from the Air Force to the Army.

MR. CRIBBINS: Yes. That transltion took place about

1961 when R was In T7 which was the Transportation
Corps building located on the Gravley Point, What
happened was that the Army declided that 1t needed an
Aviation depot. We went through what turned out to be
a very uhhecessary exerclse. What we should have
recognized was that two contenders, Corpus Christl,
Texas where there was a Naval Alr Station and Brookley
Air Force Base where 1 had been assligned at one time In
my career, In Moblle, Alabama had some space available.
We could have saved, as the saying goes, "our breath to
cool our porridge' if we had only stopped to think for
a second that in '6l, the Vice President of the United
States, Lyndon Johnson, was from Texas. Lyndon Johnson

had been the senior guy In the Senate for many, many

vyears and he did not come from Alabama. As it turned
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out, I'm not saying that he was the only driver, but I
would say that he certainiy had a lot of influence
because Corpus Christi was the eventual choiﬁe. I
think that whatever influence Vice President Johnson
may have had on this, it was a positive Influence
because it was the right place toc go. Brockley Alr
Force Base was also a good place, but Corpus Christi
of fered many more things than Brookley did particularly
a great work force. At any rate, in 1961, I was not
the principal player, but I did participate In
establishing what became known as ARADMAC which was the
Army Aeronautical Depot Malntenance Center. General
Besson sald that he didn't care what the devll we
called it so long as he could say the acronym. This
was, don't forget, still in the days of the tech
services. ARADMAC Tlater became Corpus Christl Army
Depot (CCAD).E At the same time, there was an ongoing
effort In the Transportation Corps to take over
research, development and procurement of Army alrcraft
from the Alr Force which was handled separately from
the support side. They convinced the 0Offlice of
Secretary of Defense that the Army should become
Independent and transferred those activities out to the

Transportation Materiel Command. By 1961, we were
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adtonomously suppdfting Army aviation and the Air Force

was ho longer in ocur aviation business.

INTERVIEWER: What were some of your other significant

duties and projects during the period 1961-637?

MR. CRIBBINS: Another really important one, and [ am

trying to think of It, was Project 65. That was on
aircraft readliness. 1 found that our system for
tactical air mobility was a little bit unbellevable in
that we had a readiness system which was operating on a
supply bulletin. The supply bulletin applying to
readiness salid that {f an alircraft was ready for four
hours a day or more, it was ready all day; or If it was
ready less than four heurs, it was down the whecle day.
That meant that Iif someone wanted to have a good
readiness report, all they had to do was have an
aircraft up on Friday afternocon and It would be up
through the weekend. It was an unbellevably bad

system., [End Tape C-217, Side 23]

[Begin Tape C-218, Side 1]
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MR. CRIBBINS: I sent this group to St. Louis to take a

critical look at how we ought to approach aviation
readiness and recognized one time spot readiness
wouldn't work. You really needed to look at readiness
24 hours a day 365 days a year. That was about as
general as the guidance given these people out in St,
Louls. Let me make something very clear, when I say
"I", 1 was in the position of being a catalyst and
other people did the work. Frankly, I borrowed ideas
and put them together and acted as a catalyst. When I
say that "I did thls and I did that'" please recognize
that here in the building, one doesn't really do things
so much as one Initlates an idea or takes someche's
ideas and makes them work. I had the great advantage
of being able to see scme of them through. At any
rate, the team took a look at readiness and came up
with what became AR710-12 In those days. Now it is a
new regulation. It encompasses all readliness, By
January 1964, we had established an Army Aviation
Readiness System that accounted for alrcraft to the
nearest hour, 24 hours a day, 365 days of the year. It
accounted for aircraft being operationally ready, down
for supply or down for maintenance. It also accounted
for alrcraft by serfal number wherever they were

located and that became the Army Alrcraft Inventory
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Status and Flying Time Report. We had three outputs
from that report which are still In being. We have a
white book which contains the total aircraft population
and a summary of where aircraft are. We have a gray
book which more closely shows where the aircraft are by
serial number. The gold book is the largest book which
has several sectlons. I don't remember all of the
sections, but you could find an alrcraft by serial
number wherever it Is. If you know a given unit, and
wanted to know the type of ailrcraft that a unit has,
you look at a given section and It will tell you what
the unit has,. 1f you wanted to chase down the numbers
of a wheile fleet of aircraft by mission design series,
you could do that using the gold book. In January
1964, the genesis of what 1s now the aircraft readiness
reporting system has had a few refinements since then.
For example, changlng the terms from NORS and NORM to
NMCS and NMCM and adding partial or fully mission
capable to what was coriginally operational readiness.
Basically, what we have had since January 1964 is a
Department of Defense Aviatlion Readiness System to
whlich all of the services adhere. Another thing that
we did that was important and still applies was to
establish standards of readiness. QOne of the things we

thought out early was that when you establish standards
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of readiness, you had to be very careful about what
those standards were, The standard should be objectives
or geoals, and must be somewhere within what we believe
te be about five percent of what is attalnable. If you
ask for more than what Is attainable, one of two things
will happen. Either the people in the fleld throw up
their hands and say "The heck with it" or they get out
the "Llar's Guide™ then begin to dicker around with
records. We found that after we established this
system In 1964,'one of the problems with the system was
that we were asking for a monthly report known as the
DA Form 1352. Pecple were not keeping dally accounts
and there was a great Inclinatlon of walting until the
last day of the month and then doing all of the
bookkeeping and sayling "Let me see now, alrcraft serial
number did so and so last month." Wwhat I did through
the group that 1 had out in the Transportation Materiel
Command, headed by Lieutenant Colonel Joe Healy,
establish a DA Form 1352-1 which was a dally system
which was auditable and tracked the status of an
aircraft while the memory and the knowledge was fresh
in everyone's mind of what happened the previous 24
hours. That is still In being today and that is the

basis of our readiness reporting system today.
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INTERVIEWER: Moving on to ALOC, earlier you mentioned

that while you were working at Delta, you were able to
establish an economic air line of communications C(ALOC)
between Chicago and several southern cities. I believe

that ALOC Is now used for support of units overseas.

MR. CRIBBINS: I told you about the experience with

Delta Airlines. One of the very first jobs that I had
when I arrived back In T7 was given to me by a long
time friend, Major General Russ Lincoln, who was one of
the bright and shilning lights in the Transportation
Corps over many vyears. General Lincoln asked me to
take a critical lock since he knew about my air
transport background, at aviation with regard to the
future of an alr 1line of cemmunication. I did an
evaluatlion and don't forget this was In 1961. The
first of the Boeing 707s, as I remember it; ianded in
Europe 1n 1958, so that the Jet age was Just upon us.
In looking at alr transport, it struck me and was
shared by other people, that what we were dolng was
unnecessarlily restricting ourselves to terminals on the
coast. You see, I had been at Brookley Alr Force Base
where we had supported North Africa, South America, and
such. Brookley Air Force Base was selected as an air

terminal because it was as close to those places as you
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could get because of the legs of ﬁhe aircraft involved,
Travis Air Force Base was established for the same
reason because it was a 2300 mile leg toc Hawali from
the west coast. The same was true up north where the
Air Force had McCerd Air Force Base in Washington for
supplying the northern routes. In each case, the Army,
and I am not being dercgatory about the Transportation
Corps, placed the alr terminals with the sea terminals.
In this study, I asked the question, "wWhy don't we just
disassociate the air and sea terminals? Why aren't we
flying from air terminals from the middle of the United
States, now that we have longer legs for alrcraft? We
could assemble people for example and even cargo in
places that were contiguous to our units or depots
rather than bringing them all intc a seaport such as
New York where I departed for Europe by ship in 1956
and returned on an alrcraft in 1959, Belleve it or
not, I went to Korea during the Korean War inh an
aircraft. I told General Linceln of my concern right
away, and he started the ball rolling. It was Jjust one
of those evaluations that you make and 1t wasn't all my
idea by a long shot. I 1Tistened very well and I had a
ot of experlence with air transport by that time.
Don't forget this was 1961 and by that time I had been

assocliated with alr transport for 17 vears so I wasn't

152



exactly a newcomer to this business. 1In looking at the
ALOC, it struck me that we weren't using ALOC the way
we should. I still remember how the Chicago Mail Order
House competed with Sears Roebuck without benefit of
having a depot. I couldn't understand why we didn't
have more use cof alr transport. It always came to the
question of what you could carry, but the real question
was the cost of what you were carryling. The fact
remained that we had an Air Force with milltary airlift
command and we ware going to have to exercise it. The
Alr Force was using them and the Army wasn't. The Alr
Force was using a log air system in the United States
as early as 1954 which I told you about. The Navy had
a qulck trans system, but the Army wasn't doing any of
this. I really couldn't understand why we weren't
docing more of Iit. It just struck me that we were
behind the times and not taking advantage of moving
selected high value ltems and certainly more people. As
you know, nobody goes by ship anywhere today. Everyone

goes by alr.

INTERVIEWER: I like vour Iideas. It seems as [f you

not only take those things that you see that wil}
benefit the Army, but you happen to be at the right

place to see those things carried out. It Is not luck,
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but there has to be a method to your success at getting

things done.

MR. CRIBBINS: Let me put it this way. If I were to

sum 1t up, and I do this when 1 talk to various groups
about some of the initiatives we have had. Let me say
that the driver above all else is being at the right
place at the right time. For example, when [ retired
from the millitary, I had had an attractive career Iin
the sense that | was an overaged Reserve officer. It
is pretty obvicus that I had no future in the military
beyond age 52 when I would be forced to retire. I was
hitting that age when I retired. 1 happened to be at
the right place at the right time because Vietnam in
1966, when I retired, was warming up and General Besson
asked if I would go to work for him as a civillan. 1
said, "I would love to." That Is being at the right
place at the right time., Getting the things done was
the real secret In my experiences over the years.
There was not Jjust one thing, but Imagination,
innovation and a degree of optimism. I think I possess
at least some of those traits. I think the Iimportant
thing was reactling to an emergency. For example, it
was essential to live with a six month engine plpeline

instead of a 13 month one. The necessity of putting in
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a Kb Team to supplement malintenance and operational
units in Vietnam was critical. The KD Teams were in
being, I didn't design those teams. Just puttling them
in was the thing that made the difference. In each
case, we had an emergency. When the response to the
emergency worked, that became the normal way of dolng
business. That is the secret. [ was not being smarter
than anyone else. In Vietnam, we were faced with a
helicopter war. We reacted to the emergency there and
as I pointed out, Iimproved readiness. I have a chart
that 1 shoq on thls. When that emergency worked, it
became the norm. When it became the norm, everyone
said "Boy, weren't they winners." Heck, we were just
reacting to something that we should have foreseen in
the first place and didn't. When we reacted to it and

It worked, then it became the way of doing busliness.

INTERVIEWER: Sir, 1'd 1ilke to make that chart an

offlcial part of this oral history. Before we get too
far along with the Vietnam era, you mentioned éarllier
that you had worked with a Major, later retired General
Richard Thompson on a project which 1 belleve was
re1at§d to the organization of the 1st Cavalry

Divislon.
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MR. CRIBBINS: This was in efther late 1963 or early

'64 and 1 was Assistant for Tactical Air Moblility. In
early 1964, we were putting together the 1lst Cavalry
Division which was then the 11th Air Assault Division.
We didn't know it was going to become the 1st Cavalry
Division nor did we know that it was golng to Vietnam,
at least not officially. We knew there was going to be
an air mobile division and Vietnam was warming up.
There wasn't any questlion about that, but we did not
know that we were going to be sending any division over
there certainly not an air mobile division. I went up
to see General Rowney, who was still the Special
Assistant for Tactical Air Mobility. Let me get this
sequentially correct. In '62, General Rowney was In
ACTIV (Army Concept Team in Vietnam). He later became
Special Assistant for Tactical Alr Mobility. I became
Assistant for Tactlical Air Mobility in ODCSLOG in
January of '63. In 1964, I walked In on General Rowhey
and sald,"In looking at the llth Alr Assault Division,
they have 400 plus ailrcraft.” [In thase days, they had
some Mchawks in additlion to the heliceopters. [ said,
"They have done a great job in figuring out how they
wlill 1logistically support a .dlvislon within the
division." I said, "One thing that really concerns me

in loocking at it is that I don't see any way that we
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are taking into account the fact that here we have a
division that is going toc be highliy moblile, use an
awful lot of things such as POL and we have not made
any provisions for supporting it from the rear. In
other words, we do not have ﬂhe air mobility from the
rear that (s comparable to the air mobility of the
division which 1Is capable of moving around and
operating on a very wide front." He sald "well, 1
heard what you said, Joe. What do you think we need to
do?" I said, "What I think we need Is to come to grips
with thls and we must do it right away because we are
about to put this division together and we better be
prepared to do something with jt. With the state of
things in Vietnam, I think all of us would agree that
the possibilities are pretty good that It will end in
that direction." Without saying anything to me, he
picked up the phone and called the Assistant DCSLOG,
who was Major General Horace Bigelow. He said, "Joe
Cribbins Is here. He is telling me that we have a real
problem and I agree with him. I would like you to
listen to what he has to say and then let's talk and
see what needs doing here." He said, "General Bigelow
wants to see you right away, Joe." I walked down the
hall to General Blgelow's offlce. He said in substance

"0k, old friend, you don't like the mess. Now, you are
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the mess officer, what do you intend to do about jt2"
1 said, "wWell sir, this is July. The 11th Alr Assault
Division Is coming on line with the flnal TOSE which we
had been working on, but hadn't looked Into logistics
support from the rear." He said, "what do you
recormend that we do?" [ sald, "Well, I recommend that
we pull together a small, hard core team and get them
out of the building and work on what the afr assault
division needs, what the distances are, what are the
pecople and things that ﬁeed movement, how we are going
to get there and how we are going to support them." He
said, "OK, Cribbins, you don't like the mess and you
are the mess officer." [ sald, "One thing that 1 would
ask Is that you give me carte blanche on picking the
pecple that I need so that 1 can have some quallity
Fé]k. The other thing Is that If we are going to get
this thing done, in six to eight weeks max, then we
need to get out of the buildling." He said, "Agreed,
you've got it. Now, who do you want?" The flirst
person that 1 asked for was Major Richard H. Thompson.

[End Tape €-218, Side 1]

[Begin Tape €-218, Side 2]
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MR. CRIBBINS: There was a G$-15 (Jim Sales) who was

with the Corps of Engineer and was going to do all of
the air strip business for us, We got a lieutenant
colonel! from the Supply Maintenance Command headed by
General Engler, who did a good Jjob for us. We got a
couple of other officers who I must say didn't
contribute very much, We went out to the Research
Analysis Corporation where they gave us space, The
problem was that the Research Analysis Corporation
didn't open up until 7 o'clock in the morning, but we
could stay there untl]l 10 o'clock at night while we put
the program together. [ had Major Thompson work all of
the requlrements, He was very well qualified to do
that. This was all stubby penciled. We didn't have
computers or things 1lke that in those days. We fought
the 1lth Air Assault Division in Vietnam and in laos.
We put together a document titled "Systems Analysis:
Air Lines of Communications." If I remember, it has
either 395 or 495 pages. We put that together and
General Thompson did all of the stubby pencil work. I
had dinner with him the other night. We went back over
what had happened during that time because he and his
wife and my wife were there., We remembered so well.
Here Is the way that 1t worked. I know how I worked it

and he worked It just about the same way. 1 would get
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up about 4 o'clock in the morning and review what had
gone on during the previous day at home. I would then
grab a bite of breakfast and at 7 o'clock, I would kick
off the team at the Research Analysis Corporation, We
would work right through the day and go home by 8 or 9
o'clock at night and get something to eat. Then 1
would pile into bed. I am an early bird anyhow. For
six weeks, we Kept that kind of a schedule. General
Thompson put together every one of those requirements
with a stubby penci) for the division and two different
operations and different engagements of actlve pursult
and defense. It was a very comprehensive document, I
think one of the most amazing things about it was that
I went to Vietnam and visited the 1st Cavalry Division
in November '65 or there abouts when General Kinnard
had the division. I compared notes and we were withln
10 percent of those requirements that Major Thompson
put together, of what that alr assault division needed
in‘combat. That was pretty good going for that kind of
a study. Interestingly, In 1964, there were two
nominees for the Pace Award which you are probably
familiar with. I got the Pace Award in 1964 and the
runner up was Richard H. Thompson. He has never let me
forget that. Tommy did a terrific Jjeb on this thing.

It was pretty evident then that he was goling to go
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places. He was a”super, super logistictan and a very
hard worker. To this day, Pat said as hard as he has
worked over the years, that she never remembered a time
that he worked harder than he did durlng that slx to
eight weeks that we spent together on that project.
Thg other night she reminded him that he had come out
one evening when she was waitlng for him with three
small children and said, "1'11 be right down." Then he
went back and began to work and forgot about them. At
9 ofclock at night, she was still sitting out there
with those three kids and she reminded him about that
in no uncertain terms.

LEnd Tape €-218, Side 2]

(Begin Tape C-219, Side 1]

INTERVIEWER: It has been sald that when you stoveplipe

a portion of the supply system [t Is an indication that
the system is not functlioning well, 'I note that the

Aviation Intenslively Managed Items (AIMI) Program grew
ocut of our efforts durlng Vietnam. Why do we have an
AIMI program? How well i{s it working today and do you
conslider it as effectlive as It was during the Vietnam

era?
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MR CRIBBINS: First let me address the word stovepipe.
I think it Is & misnomer when used In the context that
we have stovepiped the system that is known as the Army
Intensive Management Item or Aviation Intensive
Management Item (AIMI). The.word stovepipe connotes
that you are taking a telescope, looking at one segment
and treating that segment uniquely, usually creating
problems or becoming a liabllity to the rest of the
_system. May 1 suggest that I think that the word
stovepipe should not be applied to AIMI and to some of
unliques things that we have done in Army aviation.
Most of them were initiated because we had a 10 year
war In Vietnam which In substance was a helicopter war.
The term that really should be used [s weapons system
management. When we began AIMI in 1965, it was known
as closed-loop support and all systems In Vietnam were
then affected by closed-loop support. The idea of
closed-100p support was that we would track items from
production to the user, and then from an unserviceable
status through the depot system and back to Vietnam.
Aviatlon was Just one part of that system because the
other commodities and major weapon systems were
involved. When the conflict in Vietnam ended, we toock
a critical look at the effectlveness of aviation

logistics programs and we decided to continue them.
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That included two elements; one is the Worldwide
Aviation Logistics Conference. It is involved primarily
with aircraft, the overall aviation system and some of
the major Class VII components such as radios and
armament systems. Then there is AIMI which initially
covered two categories. Now we are looklng at three
categories which I will explain very briefly. Category
1 of AIMI Is a critical item which is in such short
supply that it s necessary to Intenslvely manage that
item to assure equitable distribution In accordance
with the DAMPL (Department of Army Master Priority
List). Number 2, and this is a new one that I think
will certainly be reguired, Is an Iitem that has
$2,000,000 in annual demands and Is considered of high
enough value so that It must be managed and negotiated
at periodical intervals so that we know where the
assets are. These Iitems are not managed by serlal
numbers. The other part of AIMI is known as AIMI-X or
Army Intensive Management Item-Expanded. I need to
talk a little to this because I think this has been one
of the bones in the throat as It were of the
disclaimers about aviation having a stovepipe system.
In the early '60s, I spent a year on a DOD study group
that had Army, Navy, Alr Force reps working under Mr.

Ray Clarke, who was a super grade in the Office of the

163



Secretary of Defense. As [ said before, we were
originally chartered under Secretary McNamara's major
issﬁe, if I remember correctly, Project 35. We were
chartered to take a critical look at how we would
intensively manage high value aviation engines and
components: We found that our charter was too
comprehensive to be accomplished under the terms of
reference and the time frame we were given so we
focused on alircraft englines. I was a lieutenant
colonel on that study group for about a year and we
looked very_critlcally at how the Army, Navy and the
Air Force managed their englnes. As a result thereof,
we in large measure plagliarized the system used by the
Alr Force. in reporting the management and control of
their alrcraft englines, From this, we developed a
system In 1963 called the Engine Reporting System.
That system accounted for Jlocation, condition and
status or any changes thereof by serial number for all
the alrcraft engines In the inventory. Now by
condition, we mean serviceable or unserviceable' and by
location we mean whether it was in a depot, a unit, in
transit or wherever it was. Status meant whether it
was a spare or installed, Please note that In this
case we are managing installed engines indlvidually

just as we manage spares., That system was really quite
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successful. T guess it actually began about 1962, if I
remember correctly. We developed several products from
that system., Those products allowed us to know where
our engines were, how much 1ife they had In them,
whether they were new, overhauled, and how many flying
hours or operational hours since new or overhauled.
Although we did know calendar time as well, we were
able to track them through pipeline. Interestingly, In
the Air Force system, they had a rather simple card
which is issued along with the engine. When an engine
is removed from an alrcraft and is nonrepalrable at
location, it is turned into an intermediate level for
repair or to a depot. The Alr Force indicates on that
card whether they need a replacement englne or not.
This becomes a requisition for a replacement engline,
It is a very simple, but effective system. We tried to
plaglarize the Air Force system because [t was evident
that they had a lTot of experience and had, in turn,
gained a lot of this experience using thé commercial
air lines approach In tracking engines. The Engline
Reporting System worked, I would say quite well for
about two to three years, but then we were accused of
having a unigue system. That seems to be a no-no as
far as the Army 1s concerned. In other words, It is

better to be standard than to be good. So we were told

165



that we could no‘ﬁonger keep the unique reporting
system or even if It wasn't unlique, at least the
specific reporting system we called the Englne
Reporting System. We had to incorporate that system
with what was then knhown as The Army Equipment
Reporting System, [ guess it was, TAERS, which was a
forerunner to today's TAMMS, which is The Army
Maintenance Management System. As a result thereof, we
lost visibility over the Inventory because it was taken
worldwide initially and then maintained through a logic
sequence of tracking serial numbers. We were able to
follow a serial number and If there was a disconnect
with one of the serlal numbers when it was reported,
the computers we had In those days would kick out that
serial number and we would be able to track it down and
find out what had happened. For exampte, if we had an
unserviceable engine that had been reported as
nonrepairable this station, in a short period of time
the next report reflected that engine as serviceable
and Installed some place, we would immediately be able
to track it down. It was a logic sequence, it made a
lot of sense and It kept us going. But, the Iimportant
thing was you couldn't have a. break In that logic or
then you would have to go back out and take anéther

Inventory. Well, that continued until we lost the
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system In 1964 or 1965. We then managed engines the
way we managed our other high valued components. By
1965, we had the AIMI system and the closed-loop
support systeﬁ going. The AIMI system, while it was
part of closed-loop, was Initiated with a closed-loop
concept. AIMI manages high value and selected critical
components and jJust about all of the high wvalue
repairable's whether they were procurement
appropriation, or PEMA as we called It then, or stock
fund. The closed-lcop support system which now s
known as the Worldwide Avilaticn Loglistic Conference
manages end ftems or Class VII components as [ saild
before. At the moment, we are treating AIMI as [tems
which transit in and out depending upon criticality and
the AIMI-X ltems, some 60 items costing %6,000,000
which conslist of engines, rotor heads, transmissions,
Those we manage by serial number are under the aegis of
the program we call AIMI-X or Army Intensive Management
Items-Expanded. The other element that I cranked in on
the 52,000,000 demand is a new Iniftiative. We think
that it's going to pay a lot of dividends because we
need to manage these ltems in such fashion so we know
where they are and what the actual usage is, not simply
the demand for these Items. Let me explain very

briefly how the AIMI program works. The AIMI and
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AIMI-X programs, and I am talking now, AIMI Iitself
which currently encompasses only those two elements.
This is a system wherein the partlicipating NICPs or
major subordinate commands of AMCG, AVSCOM, CECOM,
MICOM, and AMCCOM commit that they will support the
semi-~annual negotliated levels of support for AIMI
items. I think there is a very grave misunderstanding
and allegations that have been made about AIMI such as
AIMI is a check In the mail concept. In other words,
you are telling the user, "Hey, buddy, you will be
getting yours." Nothlng could be further from the
truth. For example, if we have an ltem that Is a zero
balance and we cannot negotiate a level and say to the
user that we will support that level by a month for
that Item that the user needs. We do hot put it in the
AIMI program. We put It separately and manage it
intensively using a coding system at the Aviation
Systems Command. I'11 talk to that because I know a
lot more about AVSCOM's management than the management
of the other MSCs although they participate In AIMI.
What we do Is to manage those Items so intensively that
we issue them on an "as required" basis. Now for AIMI,
the levels are negotiated at AVSCOM twice a year for a
week In February and a week in August. The preparatlion

is Intense and the people come in from all over the
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world who manage these items in the various commands.
What we do then is to decide what items need to be AIMI
and how we will manage them. We then look at demand
and usage levels. In other words, negotiation goes
something like this; the user may say, "I need 20
engines next month." The negotiator from AVSCOM would
say, "Flne, you have been using 20, you have been
turning in 20, 1 have 20 and you will get 20."
Conversely, if the negotliator says for another item, ']
need five of these each month for the next six months."
Because you are really covering the next six months up
front although you won't look out beyond the next AIMI
planning meetling the negotlator and intensive manager
from AVSCOM says, "Friend, I looked at what you have
required. You have not used five per month hor have
you turned in five per month. Somewhere out there are
spares which I show as being In your inventory which
you haven't used. Therefore, I am not going to agree
that you need five per month,'" Then the negotiations
start and they sort out where the inventory Is between
them. As a result thereof, they come up with, and 1
would say this, the understanding of how many of these
particular ltems the user will need and will get. Here
agaln, this 1s a commitment when the AIMI item Is

negotliated and it Is declded that a command gets a
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specific number of items per month. The command
requiring an Item requlisitions 60 days, as 1 remember,
befocre the month of antlcipated need for the.total
requirement based upon the negotiated level. For
overseas commands, the commitment Is that the item will
be delivered 30 days 1In advance. items will be
delivered 15 days In advance to unlts In CONUS. What
vyou have done is cut down on the order and ship time at
the negotiating tlevel because under AIMI saying you
will have an item on hand before It [s required for
consumption. That not only constitutes an order and
ship time, but It also constlitutes a safety level. 1f
a command has an item on hand before the beginning of
the month, that would be the same as having a safety
level. There are quite a few things I am not going to
try to address here. They are techniques that are used
in AIMI, We have some AIMI items that we call
safeguard. That means that we have enough suppllies so
that we could preposition those items in an overseas
command so that when requested, the overseas command
could get immediate delivery. There are other items
which we call NMCS (not mission capable supply). That
means that we are in such short supply and we will
honor a requisition only for NMCS requirements. Our

negotiations recognize this and the commands are told
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not to requisition this item unless they have an
aircraft down that would be NMCS or an anticipated NMCS
as the result of having a TBO (time between overhaul)
item the command KkKnows that it has to remove at a
designated time. As I said, some of those jtems that
are In short supply are not put on AIMI. When the NICP
does not have enough of an item to issue against
monthly requlrements, the jitem Is not put on AIMI
because AIMI s a commitment. AIMI is not a check Iin

the maill

INTERVIEWER: Two questions, sir. First, how many

items are included in AIMI and secondly, have we really
measured what Impact AIMI has on readiness of the

aviation fleet?

MR CRIBBINS: The number of items in AIMI will vary,

The items that constantly remain in AIMI are, 1
belleve, about 60 high value englines, rotor heads and
transmissions. Those are the items .that are worth
billions of dollars of total inventcry and are managed
by serial number. Total number of items in AIMI
Iincluding those critical items I believe is somewhere
between 250 and 300. They bounce around somewhat and I

am not sure how many items will be added as a result of
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including the items with $2,000,000 or more in annual
demand. Incldently, the Items with $2,000,000 demand
or more wlll be coded in two fashions. They must not
only have the $2,000,000 in annual demand, but they
must be repairable. They will be items that would
ground an aircraft if they were unavailable. So 1
can't tell you how many items that will lead to, but
now we are talking 250 or 300 items. It has gone over
300, but not greatly. We have found that [If we get too
many ltems In AIMI it gets tough to Intensively manage
them. AIMI, being a commitment, we make sure that the
items that are placed in the program are available for

that commitment.

INTERVIEWER: One final peint, how would you say AIMI

affects readiness?

MR CRIBBINS: From my view and I am sure that this is

not a generally accepted one, I do find over the years
that AIMI has improved readiness for aviation to a
point that we would never realize |f we didn't
intensively manage with a system such as AIMI. There
Is no doubt In my mind that when you have critical
items and you are looking at those items on the basis

of actual usage or consumption with serviceable parts
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goling out and unserviceable ones coming back, the time
In repair for the repairables the usage for the
consumables, you're 1looking at usage rather than
demand. When you're tracking items and negotlating
multiple levels of usage with a high degree of
accuracy, I do beiieve that you are significantly
improving readiness across the board. We do
negotiate. For example, in Vietnam we obtained the
highest readiness when we had the highest flying hours
Iin a combat zone and a very difficult area geographical
and climatigcally. Yet we found that we were able to
obtaln the highest readiness while we were operating
the most flying hours. To depart slightly, during the
helght of Vietnam there was a study by a major "think
tank" here In the Washington area for the Secretary of
Defense, I had a very bright young analyst with a PhD,
who toid me that he really couldn't understand why when
we were flying the highest number of hours in Vietnam
with helicopters, which were never really equipped to
go there In the first place, we had the hlghest
readiness. Well, I told him of the principles of
supply, demand, high priorities and the fact that the
conhcentration was on the war. I guess I talked about
everything 1 could think of and somehow or another 1

wasn't successful to the degree that would really
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convince him that the high readiness and the high
flying hours in the combat zone were really consistent
with one another and that we didn't have a disconnect.
Finally I looked at him and said, '"Let me tell you what
I believe is probably very basic in addition to all the
rest of the things that I have told you." 1 said,
"Number one thing, a helicopter is designed to do only
one thing in this world and that is to fly. On the
ground It is a horrible looking mess. It doesn't
transport worth a doggone on the ground and the one
place it belongs is in the alr. So therefore, when
it's flying, it is dolng what It was designed to do.
It does that very well. What it doesn't do very well
Is take off and land nor does It do very well sitting
around." [ said. "Number two thing, while it is in the
air, we can't screw around with 1t. The helicopter
keeps flying because we let It fly and it is doing what
it should be doing and the maintalners on the ground
are not messing it up." With that he shook his head,
but I think he came closer to understanding than he had

with al} the rest of the things I had been telling him,

INTERVIEWER: One cother Initiative that came out of

Vietnam was the Closed-loop Support Conference that you

talked about briefly. I guess it is now called the
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Worldwide Aviation Logistics Conference. Tell me about
its major thrusts and what it accomplishes over and

above the semi-annual AIM! conferences?

MR CRIBBINS: The Worldwlde Aviation Logistics

Conference began in January 1967 with the first one
being held In Hawaii. That was my first year as a
clivilian since I retired Iin June '66 and came on board
tn the Pentagon in January '67. The purpose was to
manage the ailtrcraft from production to Vietnam ;nd
return them back to depots for crash metal! damage or
major repair. We continue that program, but
interestingly the first two sessions that we had were
in Hawaii. It took two weeks and about 150 people. I
did not attend the first one because [ was putting the
office together back here at the time. (The office
that became the one | have today was formed in January
1967.) The second one was held In July 1967 and I did
participate. I declided that the next one we had, and
we were holding them at six month intervals, we would
have it In St. Louis for a couple of reasons. | found
that of the 150 people, not all of them were attending
all the seSsIons. it appeared to me that we were
spending an enormous amount of time on the beachlso the

next one I held in St. Louls. We had, I think, 55
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people at the meeting and it took one week to do what
it took two weeks with 150 people to deo in Hawaii. A
lesson learned, don't go to Hawali to hold a conference
if you want to get it done effectively and efficlently.
At any rate, we continued on a six month intervals
until the end of Vietnam. It worked ocut very, very
well, Thé Important thing, I think I need to get over
here, Is that units Iin the field do not requisition
aircraft the way they requisition other items. They
are authorized by TOEE's or TDA's and distributed
through allocation. The DCSOPS serves as the
prioritizer for operational requirements of the Army.
The DCSLOG serves as the supporter of the Army with
responsibillty for distribution In accordance with the
established priorities and capability to distribute.
Sc between OPS and LOG, we come up with the
requirements and then we sit down and go over our
programs In detall to determine how many alrcraft we
had comling out of production or how many we had ocut in
the field. We know where all our aircraft are because
we have had a reporting system since 1963-1964., It
accounts for every alrcraft by serial number,
condition, location and status. We pull our teams in
ohn a Sunday, get them prepared and start off on a

Mondéy morning with the Worldwide Aviation Loglistics
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Conference. Monday and Tuesday, we do an up front
program of teams working on each major aircraft as a
total! weapon system with particlpants from the major
commands and NICP who are knowledgeable about a given
system. We look at armament systems, avionics systems
and other [tems of Interest that have been proposed by
the user. On Wednesday morning, I wlll chair the
Senior Officer Review Counclil which reviews each one of
the team's work, In other words, by alrcraft as a
weapon system. The Senior Officer Review Council is at
0-6 level and we look very critically at what the teams
have come up with and elther agree or have the teams go
back and redo their work. That goes on all day
Wednesday and we work into the night and then start out
again on Thursday with the cbjective of wrapping up the
first go around for each team by Thursday morning.
During Thursday afternoon, we go back over each one of
the programs to pick up the changes we made so that on
Friday morning we have a General Officer Review, which
I also chalr. That General Officer Review then takes a
look at the total program and from that we develop a
book that covers each one of these systems of what is
expected to happen for the next four vyears as we see
It., The first vear, 1 would say, comes very close to

belng executable. The second year and on out becomes a
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ptan. We look at production schedules, overhaul
schedules, what is on hand, where the alrcraft are and
all the rest of it. We forecast the number of alrcraft
coming intc depots, estimate how many crash/materiel
damages we will have and what attrition rates we'll
have. We look at all of these things and as a result
thereof, we have a very definitive program which gives
us a good Indication of what's going to happen for the
next four years, especially, as I say, up front for the
next vear.

INTERVIEWER: Sir, the major commands are represented

plus you've got ODCSLOG represented, What other

agencles attend the conference?

MR CRIBBINS: We have aill the Army MACCOMS represented

as well as ODCSOPS, ODCSPER and now SARDA. The flnal
findings of the General Officer Review are contalned in
a report that I mentloned earlier and Is chopped off by
all the participating commands and approved at

Headquarters DA.

INTERVIEWER: Before I discuss the Aviatlon Loglistlics

Office which you now head, I would like to go back and

talk about the time frame that you retired back in
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1966. I guess you and General Besson linked up again
and you became a consultant for him while he was the
Commander of AMC, Would vyou talk about the events

leading up to your retirement and also your work as a

consultant?

MR CRIBBINS: I was sure I would not appear in the zone

for colonel by the time I reached 20 vyears. I had
decided by 1965 that 1 really needed to take a critical
look at retiring when I had completed 20 vyears and
establish what I would do. Also, there was an absolute
that I would have to retire at the age of 53 as a
lileutenant colonel., Had I completed 20 years by age 52
and then become a cclcnel, [ would have had to retire
at age 55. Since 1 was approaching my 52nd year rather
rapidly, I declided that I would retire when 1 }eached
20 vyears. General Besson with whom I had been
associated from the time that I had left Europe in 1959
was responsible for my being in Washington and
responsible In large measure for my being over in the
Pentagon. I had worked very closely with him all the
time 1 was in the Pentagon. He had asked me to talk
with him before I decided what 1 was going to do. In
April 1966 I went to see General Besson and he asked me

what I intended to do. I told him I was golng teo
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retire and he said, "What do you plan to do?" 1 said,
"Well, framkly, I have been too busy with Vietnam and
other things to worry much about that.'" Well, 1 said,

"] am going to have to come to grips with It come June

because I was going to hang It up on 30 June 1966." He
said, "How would yéu like to come to work for me?' I
sald, "wWell, that sounds interesting." He looked at me
with a big grin and said, "Tomorrow?" [ said, "I'm

sorry, sir, but I do have to complete 20 years and 1
won't complete 20 years until 30 June.'" And he sald,
"Well, all I am saying, Joe, its tomorrow, next month,
30 June, whatever." I said, '"Well, sir, I certainly
would l1ike to give it a try." So he sent a memcrandum
te Mr. Resor, Secretary of the Army, asking for a
waiver on my having to wait six months before 1 could
be reemployed as a c¢ivil servant because 1 had
knowledge of aviation which was critical to support in
Vietnam. Secretary Resor agreed s50 I retired on 30
June and left the office at 5 o'clock on that day and
reported to General Besson the next mornfng at 8
o'clock as a civil servant. I became his special
assistant untll January 1967 when General Abrams formed
this Specltal Aviation Offlice .In the Pentagon which
became known as the Offlce of the Special Assistént far

Logistical Support of Army Alrcraft or QOSALSAA,.
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INTERVIEWER: So what did your duties entail as a

consultant for General Besson?

MR CRIBBINS: Well, 1. was doing the same thing for

General Besson that I had been doing as a soldier. I
was supervising overall aviation programs especially
those In Vietnam, In fact, during the period between
the time I retired in June and when I actually came
back to the Pentagon as a full time civil servant, I
was working as a Special Assistant with carte blanche
from General Besscn to do whatever needed dolng. I
came back to the Pentagon at least twice to brief the
Chief of Staff, General Harold K. Johnson, worked with
the Army staff and developed a line of balance type of
management device for use in aviation. I followed up
cn the Alr Vietnam project that I had been doing whilte
In the military. Basically, I found that 1 was dolng
very much as a civilian working for General Besson as 1
had been doing while working in the Pentagon for the

Special Assistant for Army Aviation.

INTERVIEWER: You are now the Special Assistant to the

DCSLOG and the Chlief of the Aviation Logistics Offlce.
You sald earller that this office was formed in 1967

and has gone through severail changes. I would like for
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you to discuss your organization, Iits structure, Its
roles and missions as they have évolved over the past

few vyears.

MR CRIBBINS: Whernn I first came on board 1 belleve it

was 5 dJanuary 1967, 1 was on a special study ¢group.
This was another thing that I had been doing for
Gengra] Besson. It was a special study group that was
looking at intensive management of aviation systems in
conjunction with the other services. Again, 1 was
representing both General Besson as Commander of AMC
and Headquarters Department of the Army. I was In
Philadelphia with this Army, Navy, Marine Corps and
Office of the Secretary of Defense group working on
this study. Well, the group was taking a critical look
at how all the services manage their aviation program
to take advantage of each of the other. I was recalled
to the Pentagon when General Abrams decided to set up
this specltal office Tn ODCSLOG to intensively manage
aviation, Incldently he did not calil it stovepipe. He
called it intensive management and the speclal
assistant's offlce was establlished for that purpose.
So | was brought back and glven ;he Job of putting
together a charter In conjunction with the Office of

the Chief of Staff Army and representatives from the
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other ARSTAF agencies. The charter was chopped off by
General Abrams and I became the Deputy as a civillan at
the equivalent level of GS-15 because I did not get my
civillan status confirmed until May 1967. We set this
office up and our Job was to see that the aviation
programs worldwide, especlially in Vietnam, were
properly and intensively managed to Kkeep readiness
levels high and support the war effort in Vietnam. In
putting together the initial charter, it was based on
what I had been dolng as Speclal Assistant for Tactical
Alr Mobility when I was in uniform at ODCSLOG, with
some expanded roles and missions. We added a weapons
systems manager for each major weapons system; for the
Huey, the OH-6, OH-58, and the CH-47. Each aircraft
system had fts own manager as well as managers for
avionics and for armament systems. We established two
branches. I had a deputy who was a colconel and a
lteutenant colonel was In charge of each branch with
the appropriate administrative support. I remained the
deputy at that time whlle they were looking for a
general officer to run the office. Generai Jack
Klingenhagen, who was then a Brigadier General working
for General Besson over in AMC In'research, development
and acquisition became the first officer In charge of

OSALSAA and remained in charge until December 1967.
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General Engler called me in and said that in looking at
the way the office was running, the experience and the
need for general officers elsewhere that he was glving
up a general officer's space to make the Chief of
OSALSAA a civiilan super grade,

[End Tape C-~219, Side 1]

[(Begin Tape €-219, Side 2]

MR CRIBBINS: He asked me if I thought I could do the

job and how I felt about It. I sald I thought it was a
real challenge and the answer was ves. I believed that
I could do 1t and I would be very pleased to take over.
So General Engler made me Chief of OSALSAA, assigned
General Kllngenhagen to the Supply and Maintenance
Directorate where they badly needed a general offlicer.
Well, the office continued through 1968. At that time,
I told General Engler that the Speclal Assistant title
didn't lend encugh clout to what we were really charged
with doing and that was management of Army aviation.
So we changed the name, the missions and functions of
the office to make that the Office, I'm trying to think
of the name or remember the name after all these vears,

"Aviation Logistics Management Offlice." It became
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Aviation Logisticé.Management Office and remained that
way and I remained at the GS-15 level although the
position was authorized a supergrade. When General
Engler was about to retire, he made a real issue of
getting me a supergrade rating which he managed to do
in August 1969. General Engler was replaced by General
Helser. I had worked for General Heiser when he was
the ADCSLOG for Supply and Maintenance in DA, ODCSLOG.
In the interim, he had been In Vietnam as a two star
commanding the First Log Command and came back to
become the DCSLOG of the Army. I told General Helser
that [ would understand if he did not want to continue
the aviation intensive management program the way it
had been done. To my everlasting surprise, General
Heiser said, '"You aviation folk are way ahead of the
rest of them. You just stay out there and I will
support you." He then proceeded to make the office a
directorate at which time he also gave us the
responsibility for the acqulisition of aviation. So for
General Heiser's tenure from about September or October
1969 until! December 1971, when he was replaced by
General Kornet, this office was the Dlrectorate for
Aviation Logistics., | had the title of Director and 1
had support as well as acquisition of Army aviétlon

which had previously been the responsibility of the
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Director of Materiel Acquisition. That lasted until
the war was over and General Kornet came on board in
early 1972. There was quite a cutback in spaces and
General Kornet said that he was golng to move
acquisition back 1into the Materiel Acquisition
Directorate and Felt that we were goling to have to be
reorganized. With Vietnam emphasls declining, the
reason for having 25 pecople, I think that was how many
we had at the time, had disappeared. General Kornet
asked what did I believe we should do? I said, "I
thought that we ought to continue Intensively managing
aviation." General Kornet agreed with that. He had
just commanded AVSCOM so he had been well versed with
the problems assocliated with avlation which were
different from the other weapon systems in the Army.
When he came on board, he gave me an open-ended wish
1ist of what we should do with the offlce. I finally
went back to him and said, "I thought that we could do
two things. I thought that the number one thing If I
were to be effective, was to report directly to him and
not to one of his dlrectors or to the ADCSLOG because
the latter changed quite frequently. I thought the
continuity of reporting to the DCSLOG was very
important., The number tﬁo thing was that if I could

retain a hard core of people that, at least on an
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interim basis, we could phase down what we were doing
so that we would move acgquisition back into the
Acquisition Directorate and then phase the office
down." He agreed with that. [ guess we phased down to
about 10 or 11 people who were 1ooking critically at
the support of Army aviation and managing the AIMI
program, in those days known as Aircraft Component
Intensive Management System. That 1lasted through
General Kornet's tenure, 1 guess about two and a half
years, when he was replaced by General Fuson. By that
time, General Kornet and [ had agreed that we could
bring the office down because we were losing many, many
missions and functions especlially spaces in ODCSLOG
over that period of time. In fact, at its peak, DCSLOG
ran from 1100 to 1200. Today they are down to 300 so
it gives you an order of magnitude of the reduction in
ODCSLOG Itself, We finally arrived at the conclusion
that I would be $Special Assistant to the DCSLOG and
Chlef of the Aviation Logistics Office, which
authorized a total of three peopie besides myself.
Subsequently, we got a fourth and a fifth person and
now we have grown back up to six pecple including the
secretary. During General Kornet's tenure, which went
from '72 into late '74, there really hasn't been any

major change in the missions or functions of this
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office. However, there have been changes in my job as
Special Assistant depending upon the DCSLOG's personal
desires, but the aviation logistics responsibilities

have remalned pretty much as is.

INTERVIEWER : Sir, two things. First, could you go

into a bit of detail about the critical! things that the
Aviation Logistics Office was involved in, and
secondly, what were scme of the things you accomplished
as the Special Assistant to several DCSLOGs?

MR _CRIBBINS: Yes. During the time of Vietnam It was a

case of not only being Specital! Assistant to DCSLOG, but
alsc being Special Assistant for Aviation Logistics to
the Chief of Staff of the Army and the Vice Chief of
Staff. As Special Assistant and in charge of the
Aviaticn Logistic Offlice, we did several things. We
took a critical look at the supply concepts. AIMI was
initiated in 1965. We brought the engine reporting
system back on line in February of 1967, managihg T-53%
and T-~55 engines by serial number. That eventually
grew to engines, rotor heads and transmissions which
exist today in the current program khown as AIMI-X, We
rgally refined AIMI. We were driving these programs

from the Pentagon and working very closely wlth some
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superb assoclates out at the Aviation Systems Command.
We revised our malintenance concepts as [ mentioned
earlier. Adding KD Teams to operating units In Vletnam
made those units pretty self sufficient In order to do
the inspectlions and do all the maintenance necessary to
keep aircraft flying In a tough environment. I would
11ke to emphasize that in Vietnam where we had been
flying a maximum of 20-25 hours a month, we were able
to increase flying hours up to 140-150 hours a month
per aircraft. The Important thing we did here was to
move some 7{0 percent of what was known as dlrect
support, from dlrect support backup, right into the
operating unit, and gave the operator the capabllity to
maintaln his own alrcraft in accordance with hls needs,.
I think one of the most important things, and I guess
General Abrams said this better than anyone else, is
that you were able to turn to the commander of an
operating unit and say to him, "Alright, you have a
mission. You've got a flying hour program, operational
tempo or a readiness gcal to meet, and 1 have given vou
the wherewithal to do alil of that. It Is up to you to
execute." The commander cannot turn and say to someche
else, "Friend, I have Jjust flown my mission, now you
take care of my aircraft." In this case you were

saying to the operator you have both an operational and
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malntenance capabffity and this worked great., We added
about 175 people when we reorganized the 1st Cavalry
Division for support of 400 aircraft. We attained an
Increase in readiness across the board of about 20
percent per alircraft in the division as a result of
this realignment. But more importantly, we increased
the readiness from somewhere around 55-60 percent to
75-80 percent and we raised the flylng hours by 25
hours per alrcraft a month across the board under the
division. I don't need a cost effectiveness analyst to
tell me that this paid dividends. This became the way
of 1ife Inh Vietnham. I really have to say that I would
have to attribute the fact that we got there from here
to the drive and the directlion of both General Johnson
and General Abrams. General Johnson was Chief of Staff
untfl the summer of 1968, General Abrams was the Vice
Chief untll the spring of 1967 and then Deputy COMUS
MACV until the summer of '68 and ulitimately the COMUS
MACY. We taiked about this next program of looking at
different maintenance concepts when T was still in
uniform and was carrying the actlion here. I trust that
this doesn't sound selif-serving, but Interestingly, the
three-level maintenance concept came out of this
office. I have to attribute that tc the Finestlgroup

of young officers I have ever seen In the Army. 1 told
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them what needed doing and then turned them l1ocose. I
guess if there is any management technlque I1've learned
over the vyears, it is If you're in the position, of
course, get the best officers you can find. When you
get them, bring them on board with the full
understanding that they are on their own. You give
them full authority to act and speak for you as iong as
they keep you advised with ro surprises. I find over
the vyears that {f vyou stick with that sort of a
management philosophy, It Is amazlng what you can get
out of these fine young people. There is the real

secret for whatever we accomplished.

INTERVIEWER: I am curious as to why we went to three

levels of malntenance or what is now called aviation
unit, aviation Iintermediate and depot maintenance.
There has been recent discussions of the possibility of
going to two levels of maintenance. I guess by the
turn of the century we maybe lookling at a throw away

maintenance concept.

MR CRIBBINS: Yes. 1 explained to some degree that

about 70 percent of the direct support (DS) maintenance
we moved fnto the operational untt Into what we called

unit malntenance. Incidently, It was interesting as to
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how we wound up with the term AVUM (avliation unit
malntenance). Initially we called it integrated direct
support maintenance, which Is what it was,. When
General Heiser came back from Vietnam and became the
DCSLOG of the Army, 1 brought up the subject of
integrated direct support maintenance. General Heiser
really came on tilke gang busters. He sald, "Joe, this
really gives me a problem, not a problem with what you
are deoing, but the way we say what we are doing. 1
have been telling a lot of the pecple out In the field
that we have been moving too much maintenance forward
and that we should move it back. Here you're talking
about Integrating direct support malntenance and 1
agree with It for aviation. I don't agree with it for
some of the other commodities." So as a result,
instead of integrated direct support malntenance, we
called It aviation unit malintenance. But having moved
70 percent of the direct support forward, we also took
a locok at what was happening to the general support
maintenance. In Vietnam we found that a large percent
of general support malntenance was coming back to the
depot because we were asking the units in the field to
dc more In combat than they were able to do. We never
had the correct skill 1levels, tools, equipment,

facilities, time etc., you name It, to do all the
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things that the maintenance allocation charts required
of them. Consequentiy, what we were doing was leaving
a lot of unserviceable itemé out in the field when we
should have been bringing them back to the depot.
Having looked at that, I recognized that about 70
percent of DS had moved forward and maybe 60 percent of
&S had moved back. Then came the big gquestion of why do
we need DS and GS unlits in the fleld? Plagiarizing to
some degree the Alr Force and the Navy systems, we then
came up with an Intermediate maintenance concept which
we Implemented. We ran a study out of this office. We
contracted out and had support out of the TRADOC
community and the Aviation Loglistics School down at
Fort Eustis and came up with the three level of
maintenance concept which was approved. 1 alsc have to
give credit to General Bonesteel In Korea. In one of
my trips through Korea and looking at DS and GS units
there, I found that the same thing was true |In
peacetime or wartime. [ said to General Bonesteel, who
was then the CINCUSFK, that 1 found the DS units were
getting items that they believed belonged In GS or in
the operaticnal unit. DS units would transfer the parts
down to the operaticnal unit or back to the GS unit.
When [ got to the GS unlt, I found that It was getting

items that should have been maintained at DS or at
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depot level and was transferring items back and forth.
I guess [ facetiously sald that maybe we ought to put
bTanket TDY orders on some of these components the way
they were moving In and out of units. General
Bonesteel's comment when 1 sald that I thought what
should be done was to integrate the DS and the GS into
a single intermediate level was, "Joe, I think that
what you are sayling makes so much sense it Is going to
be extremely difficult to do, but we will go ahead and
give It a try." He gave It a try and the honest to
goodness implementatlion of the three levels of
malntenance was accomplished in Keorea with the
establishment of the 45th Aviation Maintenance Company.
It integrated the DS and GS companies that had existed
before to make an Intermediate maintenance company.
While I am on the subject, if I had to do It over
again, 1 would have called it aviatlion user
maintenance. It Is user maintenance in the sense of
what we are trylng to do. We'll talk a 1ittle bit more
this when we talk about two levels of maintenance. We
were trylng to dedicate maintenance to the user and
make sure that the user was supporting the alrcraft as
a weapon system not supporting the supply system. To
the degree possible, users dld the maximum amount of o©n

equipment maintenance, but maintenance that had to be

194



done off the equipment was accomplished at the

intermediate or at the depot level.

INTERVIEWER: We are now looking at a concept called

two levels of maintenance which !s aviation user and
depot maintenance thus elimlhating the Intermediate

level.

MR CRIBBINS: The two level malintenance concept has

received a lot of publicity with the advent of the LHX
and thrust In the LHX concept that.will make it a two
levels of malntenance for alrcraft. That is, design
the aircraft for two levels of malntenance from the
initial design, development, testing, procurement,
production and eventual flelding. However, I say that
it has a lot of publicity, but two levels of
maintenance for some alrcraft systems has been around
toc a degree for quite some time. For an example,
operational units for the CH-54 Crane were so desligned
that we never did any intermediate maintenance work on
a crane since we have had them. However, we only had
90 cranes initially and we have 72 of them now. We
gave the operational units the capability of doing all
the malntenance on the crane that was required in the

field. What couldn't be done in the field was done
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under contract at depot level, To some degree, the
same thing is true for the CH-47. The CH-47 is a very
complex hellicopter and requires some AVIM JIntermediate
Level) maintenance, but practicaily all that is
associated with the air frame consisting of the sheet
metal work rather than the components and the engines.
Otherwise, what Isn't done at the AVUM level the way we
were organized under the old "H" § "U" series TOEE, was
sent back to the depot. So we still have a two and
one-half level of maintenance for these alrcraft. Now
in our concept for the LHX, we are ltooklng at a
capability at the user level. I will emphasize it is
aviation "user" 1level rather than "unit'" Jlevel!, of
doing all of the diagnostic, prognostic and on
equipment maintenance work that an alrcraft needs,
What Is taken off the alrcraft then will be sent to
another level to be repalred. That other level of
maintenance would be depot. Now this doesn't mean
that the depot level has to necessarily be in CONUS nor
does It mean that it needs to be green suit. It could
be contiguous to where the aircraft [s located, off
shore or In CONUS If need be. Although in CONUS with
all our transportation capabilitles, I would suggest
that the depot could be located wherever most resource

effective. It could be a total contractor operation or
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a combination of contractor and AMC-run operation.
What we are looking for when major components have to
be maintained, and I want to emphasize the word
maintain Is an intermediate level of supply. Under our
concept, maintenance would be done at depot level and
that would take care of the two levels of maintenance.
However, we must recognize that in order to do this it
requires an extremely responsive plpeline for supply
and support that will allow us to be parts changers
based upon good diagneostics and prognostics on the
alrcraft at the user level. Therefore, I flrmly
belleve that we need an intermediate level of supply.
That Intermediate level! of supply will not help to
maintain or repair the components that pass through it
whether they happen to be mission equipment packages,
engines, transmission or any other repalirable
components of the alrcraft. The intermediate level
will stock, store, Issue and provide an upper level of
diagnostics for those items that are removed from the
units and make sure unnecessary returns do not get back
to the depot. It would alsoc be a responsible source of
replacement parts needed under a throw away concept
that we expect to use at the user level for the LHX.
That, in my view, 1s truly what we are talking about in

two levels of maintenance. Now one of the facts to
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recognize in dolng this will be that when the LHX comes
on line, we wlll still have aircraft that are being
maintained under the three levels of malntenance
system. I think we need to relook at some of the
things that we are trylng to do in the field. For
example, as recently as three years ago, I was in
Eurcope dnd found that we had about 50 people In an
intermediate  maintenance unit that were trying to
accomplish electronic avionics repalr and maintenance.
At the same time they were doing this, we had a
contractor doing phase malntenance on Chinooks in
another Iintermedlate maintenance facllity because we
did not have the green suiters to do phases on the
Chinook. Now the phase 1s "“on equipment maintenance"
that should be done by the user in operational units.
The electronic avionics is the sort of thing that could
be done best by hlighly skiiled contractors or green
sulters at a fixed facility. Intermediate maintenance
units should have been doing the Chinook phases and the
contractor should have had highly skilled peoplé doing
electronlc avionics malntenance. These are the kinds
of things that we have to clean up. I know our
maintenance concepts must support the Army of
excellence Inlitlative and progress toward a two lTevel

concept of malntenance.
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INTERVIEWER: Would you discuss the role that contract

maintenance played in support of Army aviation in
Vietnam? Secondly, where does contract maintenance
fit into today's logistic support scheme for Army

aviatlion?

MR CRIBBINS: Okay. We could not have exlsted in

Vietnam without contract maintenance. At the height of
Vietnam we had about 4,000 helicopters and about 400
flxed wing alrcraft there. We had about 2,000 contract
people In Vietnham who did all kinds of things for us.
Initially we had one contractor, but later we had
three. These contract folk were well! versed. They did
all kinds of jobs. I don't think that there was anyone
who came out of Vietnam with any experience In aviation
who was not a firm bellever that contractor support was
the way to go. They stavyed on 1line with the
operaticnal units with very few exceptions. We found
that they proved to be well skilled, reliable and above
all else, able to dedicate fully their time to
maintenance support. One of the major problems we run
intc with green suiters maintenance was the utilization
rates that run socmething like 25 percent to 30 percent
max. For a 40 hour week, that means that you are

getting somewhere between 10 and 12 hours of work from
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scldlers in their primary skills. With a contractor,
you can obviously work them full tlme. S0 where are we
In contract maintenance? [ guess [ would quote General
Otis and I don't think he minds being quoted on this.
I am trying to remember as best I can of what he said
to me about three years ago when I was in Europe. He
said, "Joe, we have always had, you know from your
experience and I know from mine, contract maintenance
in any war. I am really convinced that In the next war
we will have more contract maintenance than any of the
past wars.," When 1 ook at the complexity of
equipment, the necessity of having people who know how
to malintain this equipment and having them fully
dedicated to support this high tech equipment that we
are flelding, 1 am convinced that contract malntenance
is the way of the future. We are now using contract
maintenance to a considerable degree with the Black
Hawk and the Apache having full time depot level
contract malntenance for the first three to four years
of the system belng fieided. Right now, at ocur single
site training for the Apache In Fort Hood the
intermediate level of malntenance is belng performed by
a contractor. In Europe, we have Jjust let a contract
for alrplanes and engines. We have been using cdntract

teams for alrcraft condltion evaluations. Incidently
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we need to talk about that because that is a major
maintenance concept that we use called on condition
maintenance. Another thing that we need to talk about
is air lines of communication and how we made use of
that in Vietnam. I think that is something that we
have learned very well and we need to take advantage of

it.

INTERVIEWER: Alright, sir, we will come back to ALOC.

But first, after Vietnam, there was the need to

modernize, .Secondly, there were shrinking budgets and
thirdly, there was a diminishing industrial base. So
really there are three areas that 1 would like for you

to discuss.

MR _CRIBBINS: Alright, let me start with my favorite.

Let me start with the user and come back up through the
wholesaler and try to bring what we learned In Vietnam
into focus. [ think that since it was a helicopter war
we learned a whole lot. 1 will say right up fronht that
It wasn't because we were smarter than anyone else.
What happened 1n Vietnam is we Kkept running Into
emergencies because we were operating helicopters iIn
such a war that we learned as the war progressed.

Being In an unusual war that was 8,000 miles away from
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the west coast, it became a helicopter conflict. Let
me relate that with the user we.Found it was necessary
to glve them the confidence and capablility to keep his
aircraft safe, reliable, maintainable and ready. We
couldn't do those things with just the user even though
they were dedicated and worked many, many hours each
week. So we supplemented them with contract
maintenance. That contract maintenance capability
provided continuity beyond the one year tours and
provided the confidence of highly skilled people. It
also gave us a Inkling of what contract people would do
In wartime. They sat out rocket, missile and mortar
attacks along with the troops. There was no mass exlt
of those people when situations were tough. They were
dedlicated to their jobs. We found out that we were
asking the user to do tooc much. On one hand, we
believed that we had to separate the fighter and the
supporter. Well, we found that In aviation we had to
combine them. When we combined them, it gave the
fighter the capabllity to support his own systems. He
began taking better care of them than when he did not
have the organic capability. He couldn't turn to
scmeone else. We couldn't ask him to do the many
maintenance things that we beiieved he could do even

with supplementing him with the KD teams and the

202



contractors without a responsive supply system. We
gave him a diagnostic capablility and then made him,
what [ believe Iis the way of the future, a parts
changer rather than a parts malntainer at the user
level. So at the user level, we put the operator in
charge. We made him fully aware of what his
responsibiiities were as a loglstician as well as an
operator., We found that thils system worked very well.
That doesn’t take care of user level, but It gives a
pretty good summary as to what we found out at the user
level from the viewpoint of establishing what the user
should, could or needed to do In order to sustain a
fighting effort at his level. If there is anything, I
guess, we've learned iIs that there cannot be anyrreal
differentiation at that wuser 1level between the
loglstician and the operator. They have got to be the

same .

INTERVIEWER: Next would be the intermediate level.

MR CRIBBINS: ©Oh, we found that we started out with too

much user maintenance at the intermediate level in the
form of DS. We moved it to the user level and
supplemented the user with the people, skills and

capabilities that were needed. We also found that we
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asked the Iintermediate level which was originalily DS
and GS, to do more work than it could accomplish
because of the necessity of providing facilities,
tools, equipment, people, skills, etc. Therefore, the
intermediate level was overburdened and a 1ot of work
was going to depot level. What we did was, take the
overflow from the user level and concentrated more upon
alrcraft and weapon systems readiness at the user level
than upon the DS and GS levels that were adequately
supported by the existing suppiy system. | Now what did
this mean? This meant that we had to establish a more
responsive supply system than we ever had before. That
jeads us right into the air 1ine of communications. We
found that at the Intermediate Tlevel, the most
important thing to do was to be able to intensively
manage and move critical parts; the unserviceables, the
serviceables and the consumables. From the viewpoint
of the ALOC, 1et me relate what happened during the TET
offensive because {t was symbolic of how we got much
deeper intoc the ALOC busliness although we had been
using it in Vietnam from the beglnning. In February
1968 when the Vietcong celebrated the TET with an
offensive campaign, we found that a large number of our
critical engines and components were lost, destroyed,

captured or disappeared during that campaign. As a
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result, General Abrams, who was the Deputy COMUS MACV,
told General Johnson, "I know that you folks have done
everything you can, but if we don't get more engines
out here quickly, this war Is going to come to a
screeching halt." He was talking about the T-53 engine
for the Huey and the Cobra, T-55 engine for the
Chinook and the T-63 englne for the OH-6 and the OH-58.
They turned out to be the most critical items. Well,
loocking at where we were, we were thinking that we had
done everything. When we sorted things out, we hadn't
done nearly enough. So at that time, and 1'11 use the
T-53 engine as an example, we were using 16 engines per
day in Vietnam. Those 16 englines per day were worth
about $1.1 million at $65,000 to $75,000 a engine.
I'11 have to go back and look at my arithmetic, but I
think that is pretty close to the mark. That was not
the problem. The money wasn't the problem. The
problem was how do we supply 16 engines a day? There
was no way we could do it without ALOC. [End Tape

C-219, Side 2]

[Begin Tape €-220, Side 1]

MR _CRIBBINS: We already had Instructions in the fleld

which stated that If an engine could be repalred at any

level in Vietnam in 30 days, It was to be retained for
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30 days, and all the rest of the engines would be sent
back to CONUS for depot repair, overhaul or whatever
was needed. As a result of General Abrams' message to
General Johnson, 1 was called in and asked what should
we do? I said, "Well, I thought that we needed to
flush cut the system." He said, "Alright, prepare
whatever needs doing and 1 will sign the message." 1
multiplied 7 x 16 and came up with 112 englines. I
prepared a message for the Chief of Staff's signature
which said that, "For T-53 engines you can keep 112
serviceable or unserviceable englines in country that
are not Installed In alrcraft. Any engine above and
beyond that number whether serviceable or unserviceable
will be sent back to the United States by air." At the
same time, we established a 24 hour dedicated truck
system that moved as needed between Stratford,
Connecticut, where Avco Lycoming made T-53 and T-55
engines, Charlotte, N.C. where they had established an
overhaul base, Fort Rucker, Hunter Stewart in Florida
and Corpus Christi, Texas. We established a C-141
airlift three times a week to move serviceables and
unserviceables. We told theatre what we were doling.
General Bob Williams who was then the cémmander of the
First Aviation Brigade also had the 34th Support

Command under hls command. Whenever an alrplane came
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in, General Willlams had to personally report to
General Abrams as to the number of unserviceable
engines being retrograded. Inside of a month, we
flushed out of Vietnam somewhere in the neighborhood of
over 750 engines. The average time engines were being
held In country was not 30 days, it was something like
80-90 days. When the people in Vietnam looked at an
engline and they couldn't take care of 1it, they
requlsitioned the part. Once the 30 days arrived, they
would take a look at it and say, '"well, I'm sure in
another few days it will come." What had happened was
that we had a stock of unserviceable engines in Vietnam
that were really holding up the whole system. The
dedlicated truck was very efficlent because it serviced
us portal-to-portal, Airlift In CONUS will glive you
very fast service from polnt to point, but you have to
get 1t to and from an airstrip and the loading and
unloading ramps. So with that system we flushed out
about 750 engines. Would you believe that we never had
a NORS (Not Operational Ready Supply) at the depot
level for an engine once we got those 750 engines back
in the supply system. What did that say to us? It
sald that we had thought that we were doing a terrific
job and we weren't. Ahother thing in spite of the TET

offensive Is that our readlness rates and we still have
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them on a chart, w!ll show that we had the peak In
readiness of around 74 percent or 75 percent. We were
flying the maximum number of flying hours, something

1lke 45 hours per aircraft worldwide for the total

fleet,

INTERVIEWER: I would 1ike to make those statistics a

part of this report.

MR_CRIBBINS: Yes, ! agree. Let me think what else was

accomplished at the intermediate level. Another thing
we found was that Vietnam was an unusual conflict in
the sense that it was conducted In a very confined
geographical environment. Accordingly, 1 am afraid
that our Jlogistic units became homesteaders and
remained In one place most of the time. [ think that
the exception was the Flirst Cavalry Division moving
from An Khe down into the Iron Triangle. That was a
major move for a large operational unit. Essentially,
our intermediate level malntenance units stayed put
throughout Vietnam. Another thing I think we have to
recognize [s that the enemy had few tanks and limited
mobility. Although, there was lots of mortar and
rocket activity, there was no enemy air actlvity‘over

South Vietnam., Therefore, we had command of the air
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and were able to move our helicopters wherever needed.
All of these things would have to be considered In the
proper context in any future war where we may not have
the capability to move indiscriminately. Conversely,
it was the sort of war that was analogous to some of
the previous guerrilla wars Including our own
Revoluticnary War. We owned pockets and the enemy
cperated around those pockets. I remember flying Into
An Khe durlng a period of heavy flghting on a €-123.
We flew at 10,000 feet and then literally cork screwed
right into the An Khe runway. If you came In on a
glide path, you would get shot down. It was a very
unusual war, but 1 would say that we learned more
lessons in aviatlon because [t was the first major
hellcopter war In history. I do believe we came out of
that war being experts on helicopter utilization In a

combat environment,

INTERVIEWER: I guess it was General Ridgway, who set

the vision for the Army's future 1Iin aviation.
Essentlally he salid he wanted "an Army that was hard
hitting, streamiined and as much as possible be
transportable by alir between continents and on the
battlefleld." His vision came to fruition in Vietnam

where we saw the 25th Divislion move one brigade by alr
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into Vietnam. Further, as vyou sald earlier there were
some 4400 Army aircraft In Vietnam at the height of the
war. Coming out of Vietnam, we knew that we were going’
to have a period of constraints. I belleve General
Heiser had a vision and he started several initiatives
to make sure that we had sound logistics program. More
Importantly, there was concern about the ability of the
industrial base to support Army aviation. I would 1ike

to hear your thoughts on those concerns.

MR CRIBBINS: Well, coming out of Vietnam was a

traumatic experience for the helicopter industry, but
let me talk very briefly about General Helser. 0Of the
pecople who have influenced Army logistics, I have got
to put General Helser right up there near the top of
the 1list., He was truly a "dirty hands" logistician., 1
mean that In the sense of being a logistician who had
come up from the very basics of having his hands dirty
doing unit level malntenance all the way toc become the
DCSLOG of the Army. One of the things that he came up
with was called "Inventory in Motion," whlch other
people may call stovepiping because [t requires
intenslve management by commodity or weapon system.
The concept he envisioned 1Is the very inventory Iin

motion that the Japanese use today on their automotive
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production lines. They do not stock, store or Issue
inventory in large quantitles. When a vehicle
production line approaches that point where it needs an
item, a truck pulls up with that item and It is put on
the vehicle. That way, they cut down on inventories.
There couldn't be any concept that's better suited for
where we are today with the high cost of our
inventories and the necessity to cut down on them.
Such a program helps to cut down on obsolescence and
the cost of buying things that we don't need. In
talkiné about the Industrial base where we had some
very real! problems, there were four major helicopter
manufacturers; Bell Helicopter, Boeing Vertol, Hughes
Helicopter and Stkorsky. Kaman was making helicopters
and still is for the Navy. Right after Vietnam we were
faced with a major problem of sustalning an industrlial
base to support post-Vietnam requirements and enable us
to keep folks such as design englneers emploved. Those
fellows live In what we call the high rent district of
salaries. They are not directly In support of the
existing fleets, but design future fleets. As a result
thereof, I think It was in 1972, I was asked to take a
very critical 1look at what we needed to do to
perpetuate a warm base for helicopters designed to go

in production and support. That became a major
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exercise and project at AMC and AVYSCOM under the
guidance of a two star general. A couple of things
which came out of this was that there wasn't any doubt
that the helicopter industry was In trouble. At the
height of Vietnam the industry was producing as
follows: 15 Chinooks, 115 Hueys, 35 Cobras, and 50
OH-58s per month. With those production rates
obviously industry was on what we now call 'on a roll",
When we came out of Vietnam, we had more aircraft than
we needed. We had a large stock of high wvalue
compohents and englnes that would not be needed because
we had based our stockage of them upon wartime
requirements. Wartime flying hours at the height of
Vietnam when we clocked 45 hours per aircraft per
month, which consisted of a total of 6,000,000 flying
hours, was drawn down to 1/4 of that or 1.5 mitlion
flying hours almost overnight. So we did not need to
procure alrcraft nor did we need the components so the
whole industrial base was affected. It was decided
that the only way-we could perpetuate the Industrial
base was to put these firms (n the business of
overhauling rather than producing and the firms took
advantage of that. Boeing Vertol was a good example
because it had gotten to the point where they were

below their warm base of sustainment level, What we
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did was to induct alrcraft in their overhaul line which
sustained a warm base. We were not dealing that much
with Sikorsky until later in '70s when we bought the
Black Hawk, but the other manufacturers were Involved
early on In our efforts to sustain the Industrial base
for helicopters. I remember Jim Atkins, President of
Bell, tecld me that 95 percent of Bell's work was for
the services at the height of the war and not too long
after the war was over, 95 percent of [t became
commercial. That was a traumatic experience. Lesson
learned--1 guess one of the things we need to look at
very critically Is that if we are going to get into an
engagement Iin the future, Is to level off to a degree
If we can and recognize In advance that we must
perpetuate an Industrial base for support and
development of new systems. One of the things the
aviation community found out was that the most critical
commodity is peoplte. Once you lose people, you rarely
get them back. It takes vyears to develop skills in
avliation. You can make brick and mortar and build a

house, but you can't build people.

INTERVIEWER: Before we go on, I would 1lke to hear

your thoughts on lessons learned at the depot level.
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MR CRIBBINS: In CONUS we were running a two horse

horse race during Vietnam. Number one was supporting
the war In Vietnam and number two supporting the
tralning base at Fort Rucker and cne out at Mineral
Wells, Texas where we dld the primary training for
helicopters. At the depot level, we had one major
organic facility at Corpus Christi Army Depot. We had
a second depot level facillity which was more of a job
shop operation at the New Cumberland Army Depot geared
to support the CH-47, At the beginning of Vietnam, we
had the capability for aircraft maintenance at Sharpe
Army Depot, in Atlanta and some off-shore depot
capability In Europe. By the conclusion of the
Vietnam War we had one organic depot facility which was
Corpus Christl and some other capabilities for
avionics, electronics, armament and mission equlpment
packages. In other words, Atlanta, Sharpe and Europe
were phased down by the end of Vietnam. Later, New
Cumberland Army Depot was phased out and we now have
ohe organle avliatlion facllity. I guess the greatest
Impact of Vietnam was about the time of the TET
Offensive when It became evident that if we were going
to survive and win the war In Vietnam, we had to have
more helicopters. Mr. McNamara Initiated a move toward

Increasting the production of helicopters. This created

214



a great strain on the whole Industrial system. Let me
give you some examples. We were producing five
Chinooks a month and we went to 15 practically
overnight; we were producing 65 Hueys a month and we
went to 115 overnight; we were producing 15 Cobras a
month and we went to 35 overnlght. We went so fast
that the critlical item became the engine producticn.
For quite a long time, we would take T-53 engines, and
of course this exacerbated the englne shortage problems
I talked about during the TET Offensive, off the
production Ijne at Beil and put them in a Huey. The
Huey would be run through the production line, flown to
Red River, put in storage, the engine pulled and sent
back into the production 1line so we could keep
production ongoing. We had a Tot of Hueys stored
without engines since they took lTonger to produce than
the ailrcraft did. As wusual, American Iingenuity,
producticn and large scale manufacturing capabllity
came through and succeeded. It succeeded bevond
anything we believed possible., I don't think wé ever
gave the industrial base that much credit because there
has been so much acrimony about the Vietnam conflict.
I think we forget some of the good things that were
done In support of Vietnam regardiess of the outcome of

the Vietnam War. The wonderful things that many
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logisticians did in order to make the system work seem
to go unnoticed. By escalating the industrial base's
production capability, it was tough to phase do@n after
Vietnham. Because that escalatlon lasted for a
relatively short period of time, I think somewhere
between 1967 wuntil 1972, the bottom fell out and we
wound up with too many aircraft and components.' One of
the things that [ pointed out was the fact that we had
more engines, transmissions and other component parts
than we knew what to do with. We came up with a
project called re-coup. We had nearily $200,000,000
worth of engines and components for which we had no
home. When we withdrew from Vietnam, we were still
producing hellcopters that we had ordered two years
befcre. There was hardly any time to gradually reduce
production. Under Project Re-coup, I took a proposal
up through the DCSLOG, the Under Secretary of the Army,
0SD, to Congress to use APA procurements funds for
overhauiing englnes and components and use them as GFE
(Government Furnished Equipment) for new aircraft. It
was approved and we have a couple of Presidential
Management Awards because the net result was a
differential of something like $160,000,000. That was
big money Iin those days. Carolyn has a chart which

shows the differential, and you may have the chart,
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that shows the differential of the cost per aircraft
with Recoup versus the cost without Recoup. The cost
was rather signiflcant when vyou 1look at the
differential of supplying those used engines and the
components which had already seen service In Vletnam.
Since we couldn't get the necessary OMA funds, we used
procurement funds as an investment. There was a
certain amount of trepidation Iin the building
concerning our regquest to use procurement funds to
overhaul items. When we got to the Congress, their
comment was, '"Hey, that's the greatest thing we heard
of. Go to it." I think the lesson learned cverall was
that the same thing was true in World War 1]l where we
experlenced terrific bulld-up of 40 or 50,000 alrcraft
per year and then having to let the bottom drop out of
the program. It is necessary to keep our Industrial
base going. In order to do that, you alsc have to have
in my estimation more contracting for depot level
maintenance toc sustaln manufacturers, We supported
three of them with overhaul programs for a considerable
period of time after Vietnam. The only depot
capability we have ever had for the OV 1 and RV 1 has
been down at Stewart, Florida. We have maintained them
over the years with overhaul programs when we codldn't

sustain them with procurement programs.
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[End Tape €-220 Side 1]

[Begin Tape C-224, Side 1]

INTERVIEWER: Sir, I don't wish to belabor a point, but

do you see the KD Team concept becoming a part of the

Army of Excellence TOEEs?

MR. CRIBBINS: I certainly do. I do believe that the

KD Team concept could play a very critical role in our
overall! concept of llightening the Army. The ngh£ ID
certainly has to be the way to go and that is the way
we'lre going. The questlion is, how 1lght is 1ight
especially when you are talking about sustaining. When
we had the KD teams many years ago, we used them to
supplement organizational malntenance In units that had
aircraft, I'"1) use the H-21 as an example. In the
early days of Vietnam, we had the capablillity to operate
and keep those airg¢raft Iin the air. We didn't have the
capability to maintaln them on the ground. We had to
supplement the H-21 units. For 20 aircraft assigned to
an H-21 11ft unit TOEE, we supplemented it with a KD
team composed of 56 people. The 56 people were by and

large wrench turners backed up by some supply people
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and technlcal Inspectors. We had a hard core of
weapons system maintainers keeping the alrcraft safe,
reliable and maintainable. The difference between
units operating with those KD teams and those without
were llike night and day. The maintalners in the H-21
Companles without KD Teams were In substance service
people. -In Army avliaticn language, they serviced, did
not maintain; they washed windshields, filled gas tanks
and kicked tires. The KD team gave them the
wherewlithal to malntain and sustain operatlons with a
high degree of readliness that could not have been
achleved wlthout them. When the 1st Cavalry Division
was ready to deploy to Vietnam, there was a major
exerclse In the bullding which 1oocked at the
maintenance capablllities of the dlvision to support 400
helicopters and some fixed wing alrcraft. There was a
Mohawk detachment assligned to the 1lst Cav. We, belng
the loglistictians, belleved that we were short-changed
on malntainers In the 1lst Cavalry Divislon. We
belleved that when the divisicn depltoyed to Vietnam, we
were not golng to be able to keep Its aircraft
operating the way they were capable of dolng because of
shortfalls in péople and malntenance capablility. The
l1st Cav at that time was assigned four DS companies for

support of 19 companles and detachments that had
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alrcraft assigned to them. Organizational malntenance
In those units had service personnel rather than true
maintainers. I guess it was In 1969 when the Chief and
the Vice Chief of Staff were convinced that our KD team
concept with its separate units had proved ltself In
Vlietnam. Accordingly, aviation maintenance in the 1lst
Cav Division was reorganized under the KD Team concept.
When we reorganlized, we phased out two of the four
direct support companles. By that tIime, we had removed
the admlnistrative spaces from the KD teams and
Integrated the malntenance capability Intce the
operatlional units., We used the spaces to Integrate
about 70 percent of what was known as direct support
malntenance into the operatlonal units and gave the 1st
Cav Dlvision AVUM which we had already Installed in our
separate operatlicnal aviatlon units in Vietnam. The
real dlfference turned out to be an Increase in
readlness by some 20 percent for alrcraft per month.
In other words, we had been running anywhere from a 55
to 60 percent operaticonal readiness rate In the 1lst
Cav's aircraft. Subsequent to the reorganlzation,
readlness rates Increased to roughly 75 to 80 percent
depending upon the alrcraft system. Importantly, the
Flylhg hours for the 1lst Cav Iincreased by some 25

filying hours per aircraft per month across the board.
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Accardingly, the 101st Alrborne Division now Alr
Assault, was organlized the way the 1lst Cavalry Division
was and is organized that way today. So, the lesscon
tearned Is that the KD team which we eventually
Integrated Into the lst Cav still exists In the 101lst
and certainly showed us the way to go for Army
avliation. I am flrmly convinced that the KD team
concept cculd make a great deal of difference In both
the Army of Excellence and a Light Infantry Dlvision.
in my view, the KD teams could be composed of green
sulters, DACs, contractors or a combination oF-all the
above. I think that [s very Iimportant because the
green sulters and DACs are not readily avalilable nor
are the spaces for those perscnnel. I see no reason
why we couldn't use contractors for that kind of
support. We might want to supplement them with some
green suit or DAC capabillity if we felt that was

needed,

INTERVIEWER: If we were to take the KD team concept a

step further, I belleve there is consideratlon of going
to two levels of malntenance. How would the KD teams

fit Into this malintenance concept?
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Mr. CRIBBINS: Two levels of maintenance, very

simplistically Is the wherewithal to provide enocugh
maintenance capability at the operational unit or user
level to do the on equipment malntenance tc keep an
aircraft safe, rellable and malntalnable over a period
of time. With the KD team concept, let me say that
once we have that sort of capability In an operatlonal
unit, then comes the question of what do you need above
and beyond that? I would suggest that what you need Is
the capabllity te do all the rest that [s needed.
Hence the two leveils of maintenance which says that If
vyou can malintain and sustain your aircraft safely and
reltably at the operatlonal level, then the next level
could very well be depot level. 1[I think that we must
look very carefully at what we are calllng the depot
level. The depot level could be anything that needs
repairing over and above the operatlonal level to
include the Intermediate level of malntenance as it is
known today. This means, however, that we have to
relook our concepts of depots being In CONUS, In my
view, depot Tevel capabillity does not out of necessity
have to be an industrial base. It does have to have
the capablility to do anythlng over and above user
level., A depot level could very easily be off shore and

could be relatively contiguous to the area of
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operations so there isn't any long pipellne. At depot
level, maintenance could be done incrementally with a
forward echelon which would accomplish say about 75
percent of the things that needed dolng with the other
25 percent going back to CONUS. I think the Air Force
had a pretty good system going in what was called the
Queen Bee concept for their alrcraft englnes. Under
the Queen Bee concept which would be analogous to what
I am talking about, there was a Queen Bee unlt off
shore through which all aircraft engines were processed
once they were removed from an alrcraft. That Queen
Bee unlit actually turned arcund 80 percent of the
englnes that came through It and sent them right back
to the user. The other 20 percent went back to CONUS.
In my view, that Queen Bee concept would really be the
of f shore depot turning around 75 to 80 percent of
everything that came its way and the remalnder of the
depot support belng back In CONUS. There may be the
question of whether you are kidding vyourself and
calling an off shore depot an Intermedlate level? No,
because I would say that the depot, in my view, would
belong to the Army Materlel Command and not to the

theater command.
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INTERVIEWER: Could you visualize under an AMC depot

maintenance umbrella a combinatlon of green sult,
civilian and contract personnel? In other words, a
composite unlt organized along the Queen Bee concept

that was employed by the Alr Force.

Mr. CRIBBINS: Right. There's really a precursor to

this because I understand last year when General Otls
ran into dIfficulty doing his Theater Army Repalr
Programs 1n Eurcpe, General Thompson, then AMC
Commander, agreed that he would plck up responslibillty
for a large part of the repair program right In
theater. That also includes the ERF's (Equipment
Redistrlbution Faclllities) if I remember correctly.
So, the precursor I1s there for dolng this sort of
thilng. It is a case of how you do it. Now a word of
cautlon; that is, when we are talking about the unit
being self sufficlent, we are talking about the unlit
having a very comprehensive diagnestic and prognostic
capabl1lty so that the unnecessary removals and returns
are reduced to the absolute minimum. Also, we then
must have the capablility to have components, engines
and other major reparables readily avallable for
replacement In operatlonal units. Then there Is a need

for dlagnosticians who can be parts changers rather
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than repairers In operational units. Therefore, I
would say that we need an Intermedliate level of supply.
I will differentiate this supply from the second level
of maintenance by saying that we can put In enocugh
diagnostic and prognostlc capabillity at the
Intermediate level of supply to preclude the
unnecessary return of components to the depot. The
operatlional unit with Its high degree of mobillity must
not, of necessity, be encumbered with large pieces of
dlaghostic equipment. However, we are now getting down
to the polint where some of this equipment is In

sultcase form.

INTERVIEWER: You mentioned supply and I believe that

we should tie in supply with transportation. If we are
going to have the kind of system you are proposing, It
seems that alr 1lines of communication would be
critical. The tonnages that have to be moved are going
to be significantly higher. Your thoughts on
Integrating supply, maintenance and transportation in

this kind of operation.

Mr. CRIBBINS: I would suggest that looklng at the cost

of supply plpelines nowadays, It (s absolutely

essentlal that we find a way to do what General Helser
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called "Inventory ih Mot lon." That Is, avold having a
stagnant pile of Inventory any place where we can use
transportation to move high value components and parts
needed for Immediate readlness. I think that over my
many vears, | can go back to Project MASS (Modern Army
Supply System) In Europe in the mid 'S50's. It was a
forerunner to the DSS (Dlirect Support System.) What
this project set out to accomplish was supporting
operational units In Europe dlrectly with parts from
the depots in CONUS. I worked on quite a few of the
pelicy papers when I was in the Army Ordnance Depot tn
Mannhelim. The real difflculty In the project was a
combinatlion of three things. (1) We didn't have a true
alr line of communlcation. (2) Communicatlions were
very limlted compared to what we have now; and (3) the
capablllity of processling requlsitions and doing things
with computers now, we dld not possess then. The most
sophisticated things we had were IBM key punch
machines. We had a manual system supplemented by some
mechanical capabl!itty. Project MASS' fell by the
wayslide because we didn't have the rescurces that exlst
today. I think that with the Global Peositlioning
Systems {(GPS) we will be able to tell exactly where
units are at any time. We should be In 5 much bétter

shape of Implementing dlrect supply support system in
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wartime. One of the hang-ups with the direct supply
support system was the fact that once the requlislition
was forwarded tc CONUS and the part was put in the
system, no matter how fast It was, came the blg
guestion "Where s the requisitioner?'" Where do 1
deliver the item? With a rapidly moving army in
combat, that might create difficultlies which could be
overcome by the use of the GPS which could be able to

tell you where the units are located.

INTERVIEWER: Let's talk for a minute about

modernization. In the decade of the '80's, we fielded
the Black Hawk, the Apache, we contlnued to modernize
the CH-47 and we've Initiated the AHIP and the LHX
programs. The latter two programs have come under
close scrutiny within the defense establlishment and In
Congress. Yet both programs are still alive. Are both

of these programs necessary In your estlImation?

Mr. CRIBBINS: The !tHX at the moment Is allve and

kicking but not quite s¢ strongly as before slnce the
utfiity verslion of the LHX has been deleted from the
program. The program Is in a state of flux, so please
understand that what I say now could be changed later

today or tomorrow. What we are lookling at right now 1Is
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a 1lght armed reconnalssance helicopter that will be an
attack bird as well as an armed reconnaissance scout.
We are talking about a helicopter in the 7,000 or 7,500
range of max gross welght. We are talking about a very
well armed bird that will be less expensive than the
original version of the LHX which kept growing to the
point where It became so expenslive that It was
perceived as belng unaffordable. The AHIP has turned
out tc be an absolutely super alrcraft. I was on the
Source Selectlon Advisory Council for the AHIP and when
we began the source selectlon process, I do believe
that of the two competltors-one belng the OH-58D which
ls the current AHIP and the other being the Hughes
helicopter called the MH-500, the latter would win. As
it turned out, the OH-58D was such a super performer
that we didn't have any dlfflculty in selecting it.
Also, the OH-58D has the great advantage of the mast
mounted slght which wlll help keep it from easily belng
targeted by the enemy. 1 have become convinced over
the years that the way to make a helicopter survivable
in combat s to avold or preclude It from being
targeted by enemy weapons. The Important thing 1s to
avoid getting hit In the first place. When you look at
a hellcopter and its necessity for vislibllity and

lightness, the very nature of the helicopter leads me
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to the analogy that hardening the helicopter agalnst
weapons such as misslles, cannons and heavy caliber
weapons is like hardening a telephone booth. When we
selected the Apache for example, one of the real
drivers In selecting the Hughes blrd which became the
AH-64 was its greater survlvablility because of its high
degree of flexlbllity and very rapld vertical rate of
cllimb. In other words, we were selecting the aircraft
that was less likely to get hit. The bottom line [s we
need both the LHX and the OH-58D.

INTERVIEWER: That leads me to my next question that

concerhs battlefleld sustalmnment and tles finto
survivabillity. In one of your many speeches, you
talked of your concern about getting the logistictan
Involved early in the design of new systems. If the
logistliclian Is Involved early In the 1ife cycle
management process he can Influence that abllity to
sustaln an end item or system once It Is fielded.

Mr. CRIBBINS: I guess I would put it this way. I think

the logistlclan not only has to be Involved in the
early deslgn, he has to be involved In the baslc
requlrement because that Is where the design 1is

derived. As I see it, the loglsticlan needs to be
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consulted and be able to Influence the requlrement to
the degfee that the mission .and threat are fully
recognized as well! as the needs of the user and
operator. Then the loglistician can say, whether he can
support It, With the logistician in that process, when
the weapons system or whatever is being designed, he
becomes an integral bart of the design system toc make
sure that he Influences the design so that It Is not
only supportable, but affordable. In other words, the
words doable and affordable are part of a lexlcon that
we now must live with If we are going toc have a
capable army. I get very concerned about loglsticians
sitting back and letting the user come on l!ine
emphasizing performance and mission requirements and
the Togistlclan subsequently trles to flqure out how he
Is golng to support that weapons system once It is
flelded. As I say, if the logisticlan has part of the
action from the time that the requirement s developed
all the way through, then he has a good opportunity to
make sure that he Is delivering the very best product
that can be delivered In support of the very baslc
requlrements. Please understand, I am not, repeat I am
not, challenging the requlrements. What I am
challenging 1is our capabllity of meeting the

requirement reasonably, affordably and in a timely
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manner. For Instance, when the V-22 first came on
board as a potentlal system we were part of it at that
time. In fact, we were the major part of the V-22
program. We estabiished the fact that the loglistician
would be a deputy to the Project Manager and be on the
same level as the Deputy for Design and Development and
would have as much to say about how that system was

designed, developed and tested as did the engineer.

INTERVIEWER: DIid the loglstician get the same status

in other commodity areas such as in armor, automotlive

or misslle systems, as was given for aviatlion systems?

Mr. CRIBBINS: I would say that for any system whether

it is a tank, whether it is a missile, or a plece of
electronic gear, if a loglsticlan isn't there early on,
I would suggest that we are looklng for trouble
somewhere down the 1lne. Sooner or later, that system
either will be nonsupportable or nonaffordable.

[End Tape C-224, Side 1]

[Begin Tape C-224, Side 21

INTERVIEWER: You wanted to discuss more about shpply

and the costs of maintaining large Inventorles.
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Mr. CRIBBINS: Certalnly one of our most significant

challenges nowadays is the cost of supplles. I was
just working on some statistics. Slnce 1958, the
aircraft fleet has grown from 5,000 to 9,000 In round
figures. The value of that aircraft fleet has grown
from $600 million to $15 billlon; a factor of 25. The
value of the spare parts, repair parts, and I am
talking abocut the wholesale level because I haven't
been able to sort out how much more Is below that
level, has grown In the same time frame from %250
milllon in 1958 to %4 billion in 1988 or a factor of
16. When I look at those numbers, I've got to reallze
that aviation Is an integral, but an awfully expensive
part of the Army. We've got to do everything possible
to reduce those costs. Another thing that drives the
Army's budget Is the operatlons and maintenance cost
which constitute one-third of the total budget. Blig
time. That Is, one third of %79 billion goes Into
operations and support costs,. To the degree that
alrcraft and aviatlion have become so expensive, I would
certalnly say that It Is essentlal that we Intenslively
manage all of these systems that comprise the aviation
fleet. Here agaln, I will say somethlng that I have
said before that I resent and resist the idea that we

have a "stovepipe" because we manage these ltems all
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the way down to the users. It s weapon systems
management or Intensive management of high value
assets. The perception is that the aviation guys are
going off on their own because they manage these ltems
all the way down to user. THIs Is an [11-concelved
perception. We manage them because they are so costly.
If there Is anything that I would leave with you In
this oral history Is the fact that we have got to
recognize the necesslty for keeplng the supply
plpelines down to an absolute minimum. I know I talked
earlier about some of the pipelines In Vietnam and how
we used ailr lines of communicatlion and such. The fact
that we know, or should know If we don't, where each
one of those high value components are -- by serial
number, like a person by name, is important, components
by Tine number, by serfal number, where they are, their
condition whether or not they are Installed, whether
they are serviceable or unserviceable, whether they are
intransit or sitting someplace walting to be moved is
equally Important., I think that 1f we don't know those
things, we cannot chase those Items down and there is
no way that we can afford the program in order to

support the defense of thils country.
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INTERVIEWER: Many logisticlians contend that you can't

manage the Inventory unless yocu know two key things;
the unit that an item is going to and where that item
is at any time during its movement from origln to

destination.

Mr. CRIBBINS: That origin to destinatlion has to be

Just as flexlIble laterally as It is vertically. That
is something that we do not do well at all. In other
words, one unit can have an fitem so critical and
another unit relatively close by may need the i{tem and
not know that the item is available. For those very
high value items, I think the way to go Is to keep them
centrally located so that you can support many units
with them. [ cannot see the potential of placing the
ASL or PLL of some of these high value expenslive [tems
In units rather than putting them on a theater-type
stockage 1ist where they can support many unlts

throughout the theater.

INTERVIEWER: To paraphrase General Gavin who once

said, '"He who plans to fight the Tast war, wlll never
win the next one." What you are saying if ! understand
correctly, that there were a lot of lessons learned

from Vietnam and we should take them and projJect them
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forward since we will not have an enormous amount of

rescurces to prepare us for every contingency. If we
have the capacity to get those things where they are

needed, and turn that loop around a lot sooner, then we
certainly can influence the outcome of battles or

campalgns.

Mr. CRIBBINS: You are exactly right. For example, 1

think I told you that when we went {nto Vietnam we
thought we needed a 13 month engline pipeline. When we
came out of ytetnam, we needed a six month pipeline. 1
am firmly convinced right now that we should be looklng
at a two or three month plpeline with Immedlate
delivery by alir and Jjust take the lessons learned and
proJect them Into the future because In Vietnam, we
were paying less than $100,000 for the majority of the
englnes we had. Now we are paylng $560,000 for the
majority of the alrcraft engines in the Inventory. All
that 1 can say Is that we had better pay five times

x

more attentlon or we won't have them.

INTERVIEWER: Some of the crlitlcs have sald that the

LHX Is Jjust too expensive. Because of the costs of
LHX, I guess we will have to cut back on the number of

alrcraft being fielded. When and If we fleld such an
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expensive alrcraft, do you think we should train

enlisted pllots to fly them? I didn't mean tc wrap
these two together, but first, your thoughts on the
costs associated with developing and fielding the LHX

and then the Issues of enlisted pllots.

Mr. CRIBBINS: We've been talking right along about the

affordability of support. The affordablility of support
Is obviously orlented also to the affordabllity of the
system. There Isn't any doubt that durlng this time of
budget deficits the LHXs has been viewed as too costly
a program that would take tco much of the Army and the
Department of Defense's total obligatlion authority.
But, I am not sure that the LHX Is as costly as It is
viewed. Here, I don't think It Is so much a questlon
of what the LHX cost as much as a questlion of the
affordablil1ity of the LHX program. When we are talklng
of some %60 billlon for the total program while we are
faced with huge budget deficlts, programs such as the
LHX are viewed as being unaffordable. The alrcraft Is
expected to do the job that needs doing. It may be
very cost effective also. We expect to have a
composite aircraft with a mission equlpment package
that will do many, many things that the current systems

will not do. It wlill be highly survivable on the
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battlefleld and thé'attack version will give us a light
bird that could very well replace many of the anti-tank
capablilities rlght now. Interestingly, I noted in the
Washington Post yesterday, that Mr. Ambrose, the Under
Secretary of Army, commented that there is a good
possibility that the tank itself may become a thing of
the past and may not be the most effective tank killer
of the future. That Is still conceptual and subject to
a great deal of debate plus a great deal of study. 1
think there Isn't any doubt about It that the tank, a
67 ton vehicle does create some problems. Whatever the
tank klller of the future wlll be, whether it Is an LHX
11ght attack hellcopter, Apache or some other device,
it must be survivable on the battlefield. Now, that Is
a rather long winded answer to your speciflc question
about the LHX, but as we talk this morning on the 12th
of February, 1688, the LHX program envisions a 1light
attack and an armed reconnaissance scout hellcopter.
Since we are changling some of our views, rather
radically on this program, it Is a blt Inappropriate to

be more speciflc at this time.

INTERVIEWER: I appreclate your candor, S$ir. You did

ralse a question before we get on to the enlisted pllot

issue and that has to do with Under Secretary Ambrose's
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comments In the Washington Post yesterday. The Alr
Force pilots, ['ve heard, are concerned about the
threat of being replaced by remctely plloted vehicles.

(RPVs) Do Army pllots share thls concern?

MR. CRIBBINS: I didn't say this earlier, but a lot of

Mr. Ambrose'! Interview with‘Mr. George Wilson, of the

Washlngton Post, centered on what Mr. Ambrose believed
to be the way of the future which was to avold getting
people killed on the battlefield through the use of

robotlcs and such. Obviously, RPV is one way of dolng
that. I was on the origlnal source selectlion for the
Aquilla which was the RPV that the Army placed a great
deal of stock tn because we thought that It was the way
to go. Unfortunately, the RPV has turned out to be

another one of those programs that did not survive. It
is evidently now belng dropped out of the Army programs
cn the basis of affordabillity and I guess on the baslis
of complexity. I would think that on the kind of Army
battlefield where the Infantryman sti11 has to galin an
advantage, the RPY concept or unmanned aerlal vehicle
(UAVY) has to be something that we need to take full

advantage of to keep our pecple from becoming what In
substance will be Kamlkaze pilots on a highly lethal

battlefleld. I am saylng let us take a critical look at
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RPY and not glive it up on the basis that the Aquilla
was not successful. There Isn't any doubt that
remotely piloted vehicles and robotics are the way of
the future. We need to push the technlical state of the

art to get there as soon as we can.

INTERVIEWER: I would like to hear your thoughts on the

Army's consideratlon of tralning enllisted pilots.

MR. CRIBBINS: This is one of those questlons that If

you ask 24 people, you get 24 views. Mine Is one of
the 24. I would view It this way. I have glven you
some statistics to talk about alrcraft costs rising by
a factor of 25 because of the highly technical
capabllity and complexity of these alrcraft. One thing
I didn't say, which 1s very true of many of our new
alrcraft, especially the attack and survelllance
alrcraft, is that the mission equipment packages in
these aircraft far exceed the cost of the alrcraft
Itself. So, I would summarlize very quickly my feeling
about the enlisted pilots. If the Army is willing to
go out and spend $15 milllon for an Apache, and four or
flve milllon dollars for any other alrcraft that we are
buying, then I flrmly belleve that the Army needs to

face up to the fact that it needs to have pllots who
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are the very best that it can get. I am not
downgrading the potential of enlisted pilots. In my
view, It would be possible to traln enlisted pilots to
fly these aircraft. Then comes the big question once
you have tralned enlisted pilots-how in the world are
you going to keep them unless you make them elther
chief warrant officers or commissioned officers? So,
what | envision is an enlisted man who is SO expensive
to train and becomes so qualified that he rapidly goes
somewhere else to find a career rather than remaln an
enlisted man. Right now, the Alr Force and the Navy
have a horrendous Job of keeping thelr commisslioned
officers in the service because of demands from the
commerclal market where they can earn a better lliving.
How In the world could we retaln enlisted pilots as
such when the other services can't retaln commlssioned

officers because we can’'t pay them enough?

INTERVIEWER: I have to agree, but I think that the

Army's senior leadership is looking for measures to
reduce the offlicer strength. I guess this Is one of
the Inltiatives that may be used to draw down the

officer corps.
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MR. CRIBBINS: This Initlative keeps raising its head

constantly. I can well understand what the problem Is.
We do get a reduction in officers strength and also I
think that part of the problem lles In the basic
concept that we have too many offlcers per enlisted.
Here agaln, go back to your earlier statement about 'He
who looks at the last war Is certalinly goling to lose
the next one." Some of the people In Congress and
elsewhere are comparlng the numbers of offlcers to
enlisted men In today's Army, Alr Force, Navy and
Marine Corps to what went on In the past or compared
with the USSR or other armies. May I suggest that with
the technical competency required to be on the next
battlefleld, that using such ratlos of officers to
enllsted is an Invidious comparlison and really needs a
relook. We In the Army have to suffer from thls. The
leadership of the Army Is forced Into the position at
locking toward enlisted crews for Its alrcraft just to
cope with the fact that we arbitrarlily get told to
reduce a certain number of officers in order to bring
down the ratics of officers to enlisted men. I think
that what 1s not understood is that with today's highly
technical Army, we have arrived at the same place that
the Alr Force and the Navy arrived years ago. That Is,

we have equipment that Is as technically complex In the
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Army as It Is In éhy of the other services. Please, I
hope I am not misunderstood when I say this, because I
know that it Is always and stlll Is the Army's
position, with which I do not argue, the Army equips
men, but the other services man equlipment. May 1
Just suggest one thing? I wlsh that I could somehow
get this over better. The man on the battlefieid s
golng to be a casualty wlithout highly technical
equipment. We must be able tc equip men which Is the
very basic¢c tenant of the Army and we also must be able

to man equipment.

INTERVIEWER: Slince we are dlscussing "the man", let's

talk about the pecple In the aviation logistics
business. Several years ago, the Aviatlon Branch was
establlshed. I believe at that tlme there was a great
deal of concern particularly from the aviation
logistics communlty as to whether or not the offlcers
who were previously part of the Transportation Corps
were golng to survive In the aviatioh business. In
your view, has the transitlon worked well for the

aviation loglistlcian?

MR. CRIBBINS: At the moment, the answer Is no. We are

very concerned about that. There Is a malJor study
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ongoing right now which 1's headed by Brigadier General
Don Williamson, one of the alumnus of this offlice. He
is Deputy Commander of AVSCOM. It is an unhusual study.
It Is a study for which the DA DCSLOG !s the proponent.
It is a TRADOC study done by a AMC General but It cuts
across all MACOMs. Don Willlamson Is a terrific guy
and one of the flinest young general officers In the
Army. RIlight now, two of the major Issues in that study
are what are we golng to do with the 15 Tango or Delta
aviation logistlcs offlicers, whichever they are called
at the moment, and who Is geolng to be proponent for
avliation logistics? The question of proponency l1les
between the Logistics Center and Avliation Center. The
questlion of career potential Is-where do these people
have a potentlal? Do they have potential wlth other
speclalties In the logistics field such as Specialty
Code 91, (Maintenance), 92 (Supply) since they are
logisticlans or do they now have an additional
speclalty In avlatlon such as a 15 Alpha or combat arms
aviator or all the above? That also could be a
possible solution while It may be viewed by others as
giving them an unfalr advantage. We have had slix
generals out of this small offlce compared toc others in
the building and just about every projJect manager for

aviatlon systems. Many of these people have even
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commanded combat arms units. Since they are basically
avliators and avlation is a member of the combined arms
team, I see no reason why a person who is an aviation
logisticlan could not command a combat arms unit If he

Is adequately trained for It and given the opportunity.

INTERVIEWER: There Is something else that vyou are

Involved in Is called the LOGAMP. I belleve that Is
the Logistic and Acquisition Management Program for

Clviltans. What role do you play in this program?

MR. CRIBBINS: I had this card which I prepared and 1

pulled It out so it is appropriate because LOGAMP,
Loglstlc and Acqulsition Management Program was one of
the things I wanted to discuss. I wear twoc hats In the
bullding for the DCSLO0G. I am one of two general
officer-level Individuals in ODCSLOG who reports
directly to the DCSLOG. Of course, the DCSLOG has an
exec who's a promotable colonel that reports directly.
In one capaclty, 1 am a Special Assistant to the
DPCSLOG. I will talk about a couple of things that 1
do. I hope this doesn't scund self-serving, but It
happens that I've been here for a long time. I have
had the advantage of being a combat arms soldler and a

lToglstictan in the field for many years. Having spent
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almost 22 years out of a career going on 48 years in
the Washington area and In the Pentagon, ! guess that
It's the ftnstitutional memory, which In my case I not
only know where the bodlies are buriled, but In most
cases I know who the undertakers were. 1 act as the
DCSLOG's eyes and his ears since some of the things
that he is very interested Tn he does not have the tlime
to pursue to the degree that he would like to. 1 would
emphasize something, and this has been true of every
DCSLOG and especlally true of General Ross with whom I
am worklng right now, [ act as his eyes and ears with
Immedlate feedback to him. He Is the one responsible
and he does not dlvest himself of any of that
responsibillity. In the capacity of Special Assistant,
I will talk first of the Loglstics and Acqulisltion
Management Program for clvilians. In looking at
ODCSLOG over the years, we are In some ways unusual in
our mix of millitary versus clvilians. We have iIn
ODCSLOG about one civilian for every military or vice
versa. Thls is great for continulty and balance, but
there are potential problems only In the sense of the
drive toward the civillan contlnuity and what a
clvlillan does versus what a soldlier does. As recently
as yesterday morning In talklng to hew members of

ODCSLOG at an orientation, 1 suggested to the military
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to piease be understanding of the civillan work force
here. "As you come Iin here for three to four years,
you are heading out and up and you know you are only
going to be here three or four years. You can do all
sorts of things 1like working long hours every day
pursuling many of the things you know you want to do
while you are here. That Is great. 1 would certainly
encourage It but when you are putting In these 14, 16,
18 hour days, and flgure that this is all part of the
business of a military career, remember a couple of
very baslic things. After 20 years, you can retlire.
You wlll be in this bullding not more than four vears.
Your civillan counterpart who Is Just as responsive as
you and Jjust as responsible as you are, probably In
equivaltent grade, cannot retire In 20 vears. They can
only retire at age 55 with somethlng 1ike 380 years If
they want to get full beneflts. In that 20 to 30 years
that they will be llving here In this building, if they
put In 14 or 16 hour days on a contlnulng basls, they
will certalnly not have much of a home 1I1fe or any
other life. Please be understanding of one another.
You clviltans, understand this. When that officer
leaves here, he may go on a short tour without his
family. If there Is a war, he Is golng to be out there

flghting the war with all the hazards that go with it.
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He 1s going to be subjected to transfers at a moments
notice any place; something that doesn't happen to you.
He must be completely mobile. We have a saylng In the
military, "Tell your wife, don't hang the curtatns
honey because the moment you do I am going to get
orders. | said, "Now be understanding on both sldes
of this.™ I think this Is very Important. As a result
of looking at some of this, one of the things that 1
really felt I needed to do was to make the clvilians
more competlitive with the military on a one for one
basis. A good part of the problem with the clvilian
pregrams is that the civilians really had a telescopic
career field. A supply person remalned a supply
person, a maintenance person remalned a malntenance
perscon and the transporter stayed a transporter. When
these people work In the Pentagon wlith thelir military
counterparts who are broadly tralned across the board,
they are not competitive with them. They should have
been trained from a view point of belng responsive to
the needs of thls wonderful business of logistics and
of contlnulity. For example, clvilians worklng In
malntenance could be gliven an opportunity to learn
supply. Those In supply could learn transportatlion and
so on. Back about slx years ago, we took a look'at it

and put together a program. I was the proponent for
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the program that was called CAPSTONE. I had Mr, BIi11
Henne, who was the Deputy at LEA In New Cumberland,
head up a working group. In CAPSTONE, we looked at
supply, maintenance and transportation with the idea of
multi-functlional training for clvillans. By the time
we had finished the study some four years ago, AMC was
concurrently looking at takling the mllitary acquisition
management program for millitary and making a program
for clvillans. We got together with AMC and developed
a program which we now call the Loglistics and
Acquisitlon Management Program (LOGAMP).

[End Tape €-224, Side 2]

[Begin Tape C-225, Side 1]

MR. CRIBBINS: Right now, we have a logfistics and

acquisition management program with six career fieids;
supply, malntenance, transportation, contracting and
acquisltion, quality and rellability assurance,
englneers and sclientlists (non-constructlion). When we
look at this In totality, we have grades GS-12, which
we brought on board Just this past year, through GS-15.
These people are selected very carefully by a LOGAMP

board based on thelr qualiflcatlons. They have to
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agree to certaln things when they enter the program.
It takes about two to three vears to beccome certifled
In LOGAMP with multi-functional or dual-tracked skllls.
In other words, a loglistician in supply, malntenance or
transportation would dual track as quality assurance,
contract an acqulisltion engineer/scientist. We find
that this program has become a real wlnner. For
example, I recently received a memorandum from Mr.
Costello who Is the Department of Defense Acquisition
Executive pointing out that LOGAMP is a flne program
for training civilians., LOGAMP also became the program
that was the prototype for the new Army Civilian
Tralning and Educatlion Development program called
ACTEDS by DPCSPER. So LLOGAMP ls now well on the way and
going great. General Ross has been a great supporter.
He was part of the Initlaticon of the program here when
he was Director of Transportatlon, Energy and Troop
Support, DA ODCSLOG. When he became Chlef of Staff
over in the Army Materiel Command, he supported the
program greatl!y. The three proponents for the program
were the DCSLOG, the DCSPER and the Commander of the
Army Materiel Command. So, now as the DCSLOG, Genera)l
Ross Is one of the proponents for this program. We are
really pushlng thls., We intend to keep it alive and

well, It Is dolng very well at the moment. The
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civillan work force greatly appreclates the opportunity
to get the same sort of training that the military

does.

INTERVIEWER: Does LOGAMP pertaln to clvilians who work

in logistics throughout the Department of the Army?

MR. CRIBBINS: Yes, It affects civillans across the

Army. Now, AMC has the largest percentage {(about 75
percent) of these clvilians In grade levels 12 to 15,
but LOGAMP !s in every MACOM, Ms.Melinda S. Darby Is
our executive agent for LOGAMP. We have a DA Board and
I am co-chalir for that board with Mr. Dick Heinbach who
Is the Asslstant Deputy to General Hlssong, Deputy for
Readiness over at AMC. Mr. Bob Black, AMC, Mr. Joe
Galbralth who is the civilian personnel chief in the
Army Personnel Agency, and Ms. Marle Acton, who is the
Deputy for Resources In AMC are members of the board.
The board establlshes the criterla for the LOGAMP.
Programs are run by the executlve agent on a day-to-day
basis with the help of a capable staff. Ms. Darby has

done a super Job with thls program.

INTERVIEWER: 1 want to cover something that I feel Is

everybody's business. You can't talk aviatlion or the
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Army for that matter without talking about safety. I
betieve that you have been Involved in some of the

recent initlatives to enhance aviation safety.

MR. CRIBBINS: I guess General Wickham put It better

than anyone when he came on board as the Chief of
Staff. 1I've know General Wickham since he was a young
field grade offlcer working for General Harold XK.
Johnson when the latter was Chief of Staff between
1964-68. When General Wlckham was CINC UNC in Korea,
Colonel Parker, now Major General Parker down at the
Aviation Center reported to General Wickham. General
Wickham turned to Colonel Parker and said, "Colonel
Parker, who Is the safety officer in Eighth US Army In
Korea?" Colonel Parker started to turn and polnt to
his safety guy in the aviatlion group. General Wickham
sald, "Colonel Parker, you are looking at the safety
offlcer. It Is me." I think I would say without
qualification that the safety officer of the US Army
when General Wickham was here was the Chief of Staff of
the Army. With his great interest In safety, quite a
few things were done here durlng the perlod of 1983-87
during which time he was the Chlef of Staff. For
example, we have a Crisls Actlon Team in the bullding.

The Crisis Actlon Team has general offlicer level
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proponents from eaéh one of the major staff elements as
well as the Commander of the Safety Center. Anytime
that a question arises about safety, that requires
across the board coordination, the Crisis Action Team
meets and then makes recommendations to the Chief of
Staff of the Army as to whether we should ground an
alrcraft or ground equipment supporting an airéraft 1f
there Is safety involved. It has worked very well even
though we had to recommend a ccuple of decisions before
they were completely staffed. This does not mean that
In any way shape or form that we delay the grounding of
the system while we go through a bureaucratic staffing
process. For example, General Eckelbarger, currently
the ADCSPER 1s the DCSPER's representative on the
Crisis Action Team. General Eckelbarger and I sat here
with the other members of the team and put In a
conference call to the appropriate members of the
Safety Center and Aviation Center at Fort Rucker and to
the Aviatlon Systems Command In St. Louis. We made a
determination as to the grounding of an aircraft system
within an hour's conference call. We then presented
recommendatlions to the Vice Chlef of Staff. So you can
see, we have an Instantaneous means for takling care of
safety issues. This Is very impertant because-the

safety program of the Army has become a terrific driver
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cf what we do. We are succeedling In lowerlng the
accident rates in the Army to the lowest ever. For
example, in 1986, the aviation accldent rate was 1.98
per 100,000 hours and in 1987, it was even lower.
Accident rates have been lowered across the board. As
Speclal Assistant for the DCSLOG, I am now Chairman of
the Crisis Actlon Team which handles all safety lssues
for the ARSTAF. We have Just changed the name of this
Committee to "Army Safety Actlon Team" (ASAT). This
wlll entall broader responsibilitles In addressing
safety and do what is necessary for safety of alt

people and equipment In the Army.

INTERVIEWER: As [ sit in your offlce and I see the

symbols of excellence that you have received over the
past 48 years of distingulshed service as a soldier and
now as an executlve withln the Department of Army, I
would 1lke to hear your comments on the skills and
abllitlies that you feel one needs to be a successful

loglstlcian such as yourself.

MR. CRIBBINS: 1 c¢ould answer that In two parts.

SImplistically up front 1 will try to answer vyour
question as well as 1 can. Then 1 would like to

elaborate a 1ittle bit on some of the things that 1
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believe in. I have had the greatest good fortune that
can happen to one. This greatest fortune of all was
back in 1944 when I was 1n the Philippines and in
walked cne of the first WAAC officers I had ever seen
In those days. I happened to be the key person In
General MacArthur's headguarters whom one needed to see
to get a priority for flying on our Intra-theater alr
iines. This young lieutenant sald her name was Helen
Whitbeck and she wanted to see Captain Cribblins because
I could get her to Manlila. As 1 sald before, she
eventually did get to Manila where I courted her until
[ left the theater In September 1945, We got tocgether
in the States when Helen got home, 1 belleve In
November 1945. We were married February 8, 1946, and
on February 8, 1988, Helen and 1 celebrated our u42nd
anniversary. If there Is anyone whom I would give
credit to for whatever I have done in life, I give it
to Helen. She certainly has made the dlfference.
Helen married an uneducated, ex-steeplechase Jjockey and
whatever I have to offer as a person, to this Job, and
to my career in the Army, I could not have done without
Helen. If there Is anything that 1 have found out over
the years, there are no genluses around here especially
this fellow who Is talking. But, a Qreat advantage

that I have had over the last 28 or 29 years and nearly
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48 with the Army, has been continuity and the ability
to get things done that one can't get done in a single
asslgnment no matter what level the person is. With
that contlinulty, I've had the opportunity of having
blue ribbon offlcers in thils offlce and sort of a
standing room only line of people who would like to
come to work here. My guldance Is that when an officer
arrives, as soon as they can, I tell them to get on
board, find out what he/she Is to do and how to do It.
I have a great deal of patience with sins of
commission. | I don't like slins of omission, but
regardless of that, once they get their feet on the
ground, they are on thelr own. I1f they hit a home run
or a run batted In, that Is their thing. If they hit
Into a double play or a strike out, that is what I get
pald for and I turn them loose and lTet them have at It.
I find that these blue ribbon officers really produce
mightily. The other thing Is that I keep an open door
all of the time. They always have access to me since I
do not use a deputy in this small offlce. What I do Is
to aliow them complete access to me anytime they need
it. ! do not try to lead them around by the hand. In
fact, I don't even go with them unless they need me no
matter what level they are talking to. For example, I

don't hesitate to send one of these actlon officers to
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answer a question from the Secretary, the Chlef of
Staff or Vice Chief of Staff of the Army. I don't do
any prompting. I just ask that I am not surprised.
About the only contract that we have Is that I have
asked them "Please don't let me get surprised on things
that I should know-otherwise, you are on your own." I
find that in that light, one becomes a perceptive hero
and If 1 have any awards, all I can say Is that the
awards probably belong to the people out there who get
the things done because 1 guess whatever value 1 have
been to the Army has been principally as a catalyst.

I am a pretty good Iinnovator. I guess with that, we
are backed up with people here -- that makes a
difference, and here Is the prime example. There is a
young lady who has been with me now for over 24 vyears.
Her name [s Carolyn Chapman. She was flrst assigned to
me as a secretary when I was still In un!form. She
stayed with me from about 1963 or 64 until I retired In
1966. When I came back as a civillan, as soon as I
could get Carolyn back, I did. Now, she has been with
me abﬁut 24 years. She turned down promotion offers
and lateral transfer offers which were really
attractive. 11 tried to assure her that I would support
her wherever she wanted to be transferred because she

was so loyvyal and competent that I could do nothlng
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except hope that she would have the best of all worlds
in her professlional 1ife. One time, for example, there
was an arbltrary cut In grades and Carolyn had to take
che. She was able to retain her pay level for two
years. In that time, I tried to convince her to go
find herself a job which she could have very easily
done elsewhere In other agencies In the Army or In the
other services. She said no, she wanted to stick It
out and stay with Army Avlation.. We managed to get
her grade and pay back. That kind of loyalty and
dedicatlon Is one-of-a-kind. Since that time, she had
learned and earned her way out of the secretarial fleld
into a full fledged action officer. Caroclyn Chapman
acts as a guide post for al! the young offlcers coming
in here and she is looked upon and has become '""MOM" to
all of them. She certainly has become greatly
respected and highly regarded throughout the Army

Aviation program.

INTERVIEWER: Let's take a look at some of your other

Iinterests. I understand that vyou are Intimately
Involved with Quad A, the Army Aviatlion Assocliation of
America. Could you taik about your responsibilities

and duties assoclated with this organlzatlon?
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MR. CRIBBINS: I am Vice President and Natlonal! Board

Member of Quad A. But before I go on, let me address a
couple of the other things I do as a Special Assistant
to the DCSLOG which may have led to the perceptlion that
I do a lot of things. 1 représent the DCSLOG with the
Army Science board and we have had in the last five
vears three major logistlics studies for the Army
Sclence Board which have helped greatly. I am a member
of the Federal Executive Board where we select
clivlllians for tralning. This has been a big help
because we have been able to emphasize the necessity
for clvilians to receive training and to make sure that
there are logisticlans who get training as well. I am
the chair of a Military/Civilian Advisory Commlttee.
That 1s a ODCSLOG Committee whereln we get people from
each one of the directorates and offlces In ODCSLOG
together once a quarter and tell It Tlke It i{s. We
make sure that we know what [s going on. Here again, I
act as the eyes and ears for the DCSLOG. It gives him
a good sounding board to find out how the people in
DCSLOG feel. I am also on the General Offlcers Board
called Career Program Policy Committee for the new Army
Management Staff College for civilians which Is now in
being and has run Its pilot course and Is about to run

its second one thls vyear. 1 sat In on a meeting
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vesterday of the civillan proponent management
sub-committee, In this group, we toock at civilian
career programs for the total Army civilian population.
I trust that thls Is of some asslstance to the DCSLOG,
It has certainly broadened my background and my
experience and glven me a lot of the things to do which
I find very Interesting and which are of major

importance to the Army.

INTERVIEWER: WI11l the Army's Staff Management College

traln offlcers as well as clvillans?

MR. CRIBBINS: It Is princlpally for civilians,but in

the pilot course, they had 50 people, 42 of whom were
civitlans and efght whc were military. The reason for
having the milltary In there was to give a war flighting
flavor to the course Itself which would not normally
be, but after all, war flghting capability and
deterrence Is what the Army Is all about. The eight
millitary were all graduates of the Command and Genera!l
Staff College., The next course should have the same
number of people. We hope to broaden thls course
beyond 1988 and 1989, Right now, we still are looklng
at '88 for a 50 person course with 42 clviltans and

elght military. In 1989, I asked vesterday If the
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pollcy committee would look critically at the potential
for decreaslng a coupie of military as advisors and
increase the number of civilians attending each course
because thils is the clvillan verslon of the Command
General Staff College. It is important that we have as
many civilians attend as we can,and with our budgets
reduced ‘rather drastically in '88 and '8%9, we may be
unable to have our goal of about 300 clvilians per vear
tralned. We are now looking at the potential of
probably a maximum of three courses which would glve us

50 people per course over the next several years.

INTERVIEWER: Would you tell me a bit more about your

role and responsibllities In Quad A?

MR. CRIBBINS: Yes, I've been a member of the Army

Aviation Assoclatlion for many years. This is a super
assoclation which supports Army Avlation Programs and
st111 keeps its Identity separate from the Army.
Therefore, it has the freedom of expresslon and stl1]
supports Army aviation. For the last three years 1
have been the Vice President as well as a member of the
National Board. This last month, at a Natlonal Board
Meeting, I was asked If I would conslider being

nominated for the next three vyears. I sald that f I
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could be of service | would do so. 1 am also a member
of the Awards Board. I find that to be a help because
each year we plck the Army Aviator of the Year, the EM
of the ?ear, the DAC of the Year, and the Safety Person
of the Year. I know a lot of people in aviation and in
my capacity as an actlive duty member of the Army
aviation program, I find It most helpful to see that
people get recognized who we know have done a great job

for the Army.

INTERVIEWER: What changes do you envision In the

Aviation Logistics business? Specifically, what do you
see happening to the Aviation Loglstics Offlce in

CDCSLOG?

MR. CRIBBINS: Well, I would trust that in some form

this function would remain, I would think that It
would be an awful shame after all that we have Invested
over the years If this office, as It Is constlituted,
were to go down the drain. I am a flrm bellever that
there isn't any one who is Indispensable. 1 am among
those. I bellieve that it is absolutely essenttial

that wé recognize that thls offlce has a very Important
Job to do In the Army. I know that the current DCSLOG

does. I also belleve the DA staff recognizes that, and
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I certainly know the Commander of AVSCOM, Major General
Stephenson recognlizes that. So, lockling to the future,
I have not thought about retiring mainly because I have
-enjoyed doling what I am doing too much to think about
retiring. I also recognize that we are all mortal.
Therefore, 1 would say that 1 think it Is very
Important that we 1look to the future. I am not sure
how to answer your gquestion, Colonel Proctor, as to
what will happen to the Offlce when I retire. I am not
looking forward to retirement, but I recognize that
sooner or later, It [s going to happen. I trust that
it will be later. Certainly I want to serve throughout
General Ross's tenure as the DCSLOG. That 1s what I am

planning on dolng.

INTERVIEWER: Sir, let me butt in. I understand that my

last gquestion Is not an easy one to answer, but I think
it Is Important for you to convey your thoughts having
served the Army dutifully for all of these years. Your

theocughts are Iimportant.

MR. CRIBBINS: Lookling at how critical General Offlicer

and Senior Executive Service (SES) spaces are, I don't
know how the Army Is golng to treat my position when 1!

lTeave. For example, when General Engler was the
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DCSLOG, he traded a brigadlier general slot in order to
get a super grade position because of cut-backs. I
have occupfed that position for 19 years. I have
actually been In this position since January '67 or 21
vyears. Now comes the blig queStion, will the Army ante
up an SES or a general offlcer to replace me? 1 guess
that Is one of the problems In talking about an SES. I
had the great advantage of belng a combat arms offlcer
who had been assoclated with aviatlion. I have worked in
aviatlion for a long tlime. I have served 1n General
MacArthur's Headquarters and I've worked In the
headquarters out In the Far East durlng both World War
Il and the Korean War. Further, I served in a major
Army depot and an inventory contrcl center In Europe.
I came In here by virtue of my background and
experience. S0 I was pretty well qualified for this
Jjob, I would say that ohe of the difficult things is
golng to be finding a replacement. Obviously, there
are people out there In whom I have confidence, who
could walk In here and do this Job. However, they are
elther colonels or generals still on active duty. I
don't know off hand of any clvitlan with the
quallflicatlions across the board mainly because the
civillan that cne would be looking for 1s someone with

a military career In avlatlon who has become a
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civilian. Now, with the problems of being unable to
collect beyond a certain level of pay, may not be
attractlive for a colonel or a general to become a clvil
servant unless they have Independent means and just
want to do the job for the fun of It.

[End Tape €-225, Side 1]

[BegIn Tape C-225, Side 2]

MR. CRIBBINS: Ideally, I would 1lke an alumnus of this

offlce to become my replacement and preferably a
general officer because I think there isn't any doubt
that It would make a 1ot of dlfference In perpetuating
the things that we have done. 1 think that the
probability of getting an SES In here would be much
less than a general because of the qualiflications
needed and the problem of the cash flow for an SES who
had retlired from the military. I can't plcture an SES
coming in here and doing the kind of job needed without
the proper quallflcations and background. As a fail
back, I would say that maybe General Stephenson and 1
need to talk about thls. One might look at the
posslbllity of having a very flne colonel come Iin here
for a four year tour similar to a project manager

backed up by a GM-15 for continulty. I think that
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might work very well. That may scund self-sefving In
that Cribbins is saylng that he needs two people to
replace him. I don't think that is the answer. I
think the real probfem s getting one person in here,.
If we can get one person in here who can do the Jjob,
that would be great. The problem, as 1 see it, is that
this office operates at a hligh level within the Army
and I report directly to the DCSLOG. I would say that
the broad range of things that are done here will
certainly not be continued unless we get someone In
here that tbe DCSLOG can look to as his avliatlon guy.
If the DCSLOG wishes to perpetuate the role of the
special asslstant, that would be another factor to
consider. 1 had the advantage of beling here and having
served here so long, It Is going to be a tough Jjob to
find the right kind of person. As I sald, without
hesitation, I could find a small number of colonels or
brigadier generals that could come In here and run this
office without any difflculty.

[End Tape C-225, Side 2] '

[Begin Tape €-226, Side 1]

265



INTERVIEWER: You ralsed the 1Issue earlier of on

condition malntenance. I believe vyou wanted to

elaborate on its importance.

MR CRIBBINS: I do belleve that there are

misunderstandings about on conditioned maintenance.
Maybe I can clarify It by talking in layman's terms.
There are really three kinds of maintenance that we
recognize. One being "hard time" malntenance wherein
we have times between overhaul or finite 1ife between
overhaul or even finlte life untll! disposal and that is
known as "hard time'" malintenance, There 1Is 'on
conditioned" malntenance which Is the malntenance that
you schedule specifically. When you do the scheduled
inspections, you only do that maintenance that 1is
needed. Then there is '"condition monitoring™
malntenance, which is purely assoclated with monltoring
the status of an ltem or materlel. It Is Important to
note that the conditlon monitoring concept can onily be
used when safety is not Involved or you are not
concerned about safety or reliabllity and when you can
visually inspect. Let me give you a for Instance., If
at every 10,000 mlles, regardless of conditlon ycu
change all the spark plugs on your automobile, that is

a "hard time" maintenance concept. That says that
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regardless of cond}tlon, every 10,000 miles the spark
piugs will be changed. If conversely, you Inspect at
10,000 miles and during that Iinspection, you decide
whilch spark plugs need replacing, which need cleaning,
re-~adjusting or which ones may not need anything done
that is "on condition" malntenance. Conversely, for
"condition monitoring" you would merely walt until such
time that the performance of the car started decreasing
or began knocking like the anvil chorus, in which case
the spark plugs would be removed, replaced, cleaned or
whatever. Now there always appears to be a
misunderstanding that Yon conditlion'” malntenance means
that you don't do anything until something goes wrong.
That Is Iincorrect. There Is timing of inspections to
make sure that you spot something going wrong before it
happens. The real thrust Is that you do not have a
"hard time" for removal or retirement. What you do
have is a hard time for Inspections with maintenance
belng done as needed rather than very specifically
doing it regardless of need. I think this 1s very
important because, as | say, there has been a lot of
misunderstanding about what "on conditlion” maintenance

really is.
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INTERVIEWER: There have been comments made about the

rellability of the Black Hawk as a result of the
accldent that occurred at Fort Campbell, Kentucky
recently. I take It that the critics of the Black Hawk
will at times make dlsparaging remarks about a weapon
system when such unfortunate Incldents occur. I‘would
11ke to get your thoughts, because in the military
communlity, the Black Hawk is consldered a superb

alrcraft.

MR CRIBBINS: First on the accident, Peet, there has

been absolutely no Indicatlon of materiel, maintenance
or other fallure. The unfortunate accident In which 17
people were kllled when two alrcraft collided is stil1
under investigation. There was absolutely mo lack of
reliablility or any problems with the Black Hawk as a
result of that accldent investigation and that Is about
as far as 1 can comment on the Investigation. As to
your second point concerning the reliabllity of the
Bliack Hawk, you know I have been around a long, long
time and have been looking at the Black Hawk since It
was first flelded In October 1978. 1 really belleve
that the Black Hawk has been as reliable as any system
that I have seen flelded during my time with the Army

and that goes back a long, long way -- well, like to
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the 1940s, During that time, as you know, I have
progressed from horses into infantry and then into
aviation. I have seen three wars and a Ilot of
incidents, I think the Black Hawk has developed a
reputation in the media through the fact that we have
recognized probtems up front and flxed them before they
got out of hand. I think that sometimes with new
systems, we have not always recognlzed the problems
that we are faced with. I would call them Infant
mortality problems. That 1Is, malintainability or
retiabllity problems crop up from time to time In any
new system. We have been very open minded and above
board on the Black Hawk In publicizlng the problems as
well as flxes with the Black Hawk. Accordingly, it
appears that the medla has come up with a perception
that the Black Hawk is an unreliable aircraft.
Further, in the last three to four years we have
developed a program we call the Flight Safety Parts
Program. That program tests every part that could cause
a critical fallure or catastrophic accident from the
very basic design through productlion and utilizatlon In
the fleld. It is tested and retested. We work with
Industry, the prime manuFactures, the vendors, the
subvendors, our own people, the people In the fleld and

we chase down every one of those parts to make sure
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they are going to be rellable and safe for operation as
well as being malntalnable for use In the fleld. Now,
when one does this up front, then there is apt to be
the perception that when you find that one of these
parts needs fixing, what you have Is an unreliable
system. Nothing could be further from the truth. What
we are really dolng 1s making sure that the Black Hawk
will remaln the reliable system that it is. In my
estImation, certainly It is both a rellable, and a very
safe system, 1 think also there Is the perception
somehow thag the Black Hawk Is nothing but a blg Huey,.
Nothing could be further from the truth. The Black
Hawk Is a state of the art utility hellcopter capable
of dolng many, many things. The Black Hawk runs
somewhere between four and four and one-half mlllion
dollars per aircraft. The single 565,000 engine In the
Huey does not equate to the two 5500,000 engines in the
Black Hawk. In summary, 1 belleve and I would firmly
stand by this, that the Black Hawk Is an exceptionally
safe, rellable, and maintainable alrcraft and we are

making certaln that It remains Just that.

INTERVIEWER: I am glad you pointed out your proactive

approach of dealing with the Black Hawk's reliability.
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MR CRIBBINS: Someday I'11l give you an analogy and it

is worth glving, because It Is part of history now. At
the time of the Cuban crisis, the 2d Armored valslon
was alefted to move from For; Hood to the east coast In
preparatlon for the Cuban crisis. I'T! use names
because they are a matter of record. General Ralph
Haines, later Vice Chlef of Staff of the Army, was the
Division Commander. General Halnes quite properly
grounded his alrcraft fleet. In those days, the
division had efther OH-13 or OH-58s and iIf he had
larger hellcopters, they would have been CH-34s. At
any rate, he grounded the whole division fleet. As a
result of grounding the fleet and putting them through
a perlodic Inspection, he turned up a lot of things
that were wrong with those alrcraft. As a result of
that, In loccking at the fleet, our Inspectors from
outside and I belleve 1t was the GAO, but [ am not dead
certaln about thls, took a Took at the fleet and made
the comment that so many things had been found during
that Inspection that the fleet was unrellable because
It had not been properly malntained. This was an
Interesting observatlon. I think in Justice to
whomever did the inspection, [t was a reasonable
assumption that slnce some of these alrcraft had been

inspected a very few flying hours before that they all
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should have been In relatively perfect condition uniess
they were due for the next cne hundred hcur Iinspection,
which was our perliodic In those days. Well, I was
given the action here to take a 1look at the
reasonableness of these findings. I did. I took a
very critical ]ook at 1t, I knew what had happened. I
think the real diffliculty was the lack of communication
between the peopie who were Inspecting, and those who
were being Inspected. I had to testify over on the
Hi1ll on this matter to the House Appropriation
Committee. I told the committee that I could
understand why the Inspectors arrived at that
concluslion, but 1t was not a correct conclusion and
they should have been told why not . I said that our
hundred hour Inspections were geared to make sure that
the alrcraft would operate safely until the next
Inspectlon Interval of one hundred hours. That's the
way we had geared our Inspectlon intervals. It was
based upon the very best engineering Informatlion and
growth of demand data and experlence -with the system,
modernization, modifications and all the rest of those
things had gone In to help establish the Intervals.
However, what they had to recognhlze was that if an
alrcraft were inspected today, passed inspectioﬁ and

subsequently had flown for two hours, it might very

272



well have generated some faults that would have been
found after the hundred hour inspection, Those faults
were the kInd.oF faults that would have not in any way
Impacted adversely upon safety until the next hundred
hour inspection. As a result of this, we closed the
book on the inspectlon and there was nothing further
done about It. There was a satisfactory conclusion, I
do believe, because I think for the first time that
some of the pecple who had not been assoctated with our
malntenance concepts understood how these inspectlon
intervals worked. The analogy here Is, again Just like
the Black Hawk, 1f you go locking for something, you
will find it and that Is exactly what we have been
doing with the Black Hawk with the Flight Safety Parts
and aill the other things. We have been findling a lot
of thlngs before they cause something unfortunate to
happen and we have not hesitated to publiclize the
things that we have found. When we have found things,
we In turn have done something about It. But, what it
means 1s that we have kept a safe, reliable aircraft
and as I say, it was really analgous to what happened
during the Cuban c¢risls some 28 years ago when we
Inspected the fleet and found that there were problems

Immedlately after an Inspectlion. Surely, vyou would
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expect to find them, but you wouldn't find them unless
vyou open the alrcraft up to look for them.

[End Tape C-226, Side 1]

[Begin Tape C-226, Side 21

INTERVIEWER: Recently, one of your mentors, General

Frank Besson,was recognized by having a logistics
support vessel commissloned in hils honor. Did you

attend that ceremony?

MR. CRIBBINS: I was there. I wouldn't have missed that

for anythlng. Also, something else about General
Besson. Yes, he was a mentor of mine. He brought me
Into Washington in 1959 when I came from Europe. He
gave me a dlvision when he was Director of
Transportation. When he became Commander of the Army
Materlel Command and 1 was asked to come to the
Pentagon, he asked me if I would consider doing that.
He sald he needed a friend over here and I came here.
1 remalned very close to him whlle he was In the
Pentagon and while he was commander of the Army
Materiel Command. As a matter of fact, General Dlck

Stephenson, who Is now Commander of AVSCOM, was hls
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military aide and assistant in those days. Believe me,
he was a lot more than a military aide because he was
one of the best action officers over in T7 and the Army
Materiel Command In those days. I felt very close to
General Besson who was without a doubt one of the super
people of all time that I have known. So I was at the
commissioning. Also, I might point ocut that General
Stephenson, who was much closer to General Besson than
I was, looked upon General Besson as a surrogate father
because General Stephenson's father had died when Dick
was very yqung. We got together and.three vyears ago,
we nominated, and then the Awards Board for the Quad A
Hall of Fame approved the inductlon of General Frank
Besson into the Army Aviatlon Hall of Fame at Fort
Rucker. I had the honor of Inducting General Frank
Besson since one has to be a member of the Aviation
Hall of Fame to induct another member. When I did, I
asked Dick Stephenson to come with me because I knew
how strongly Dick felt about It and how much he had
worked toward getting General! Besson Into the Hall of
Fame. Certalnly a well deserved award among so many
others he had. A terrific man. One of the finest, I
think when I look back at the top leaders of the Army,
I've been 1lucky In knowlng some of them. He was

certainly one whom I would place way, way up there as
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belng one of the very best. General Creighton Abrams
was another. General Johnson, the Chlef of Staff whom
I got to know very well during the days of ertnam
ranks at the top as well. General Shy Meyer who came
in to see me the other day Is another. I knew him as a
lieutenant colonel. I have known General Wickham over
a long period of time. General Richard H. Thompson,
Commander of AMC, who I have known since he was a
major. I must say that 1 have been very, very
fortunate in knowing some of the top leve! people in
the Army and having had the privilege of serving with
them. If I were to sum up anything, Colonetl Proctor, 1
would say that with all the awards, and other forms of
recognitlion, the Army has done a great deal more for me
than I ever could have done for the Army. It has given
me a wonderful career and a wonderful wife. It is a
wonderful organization. Helen and I were unfortunate
that we never had any children. I must say that [
have the largest family that one could ever wish for
and that s the Army aviatlion famlily. I have been one
of the luckiest fellows In the worlid. I sald this to
the Vlce Chlef, General Arthur Brown whom I travelled
with the other day. He is a super person. I have known
him for years as well as General Kickligher, the

Director of the Army Staff and General Carl Vuono, now
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the Chief of Staff of the Army. I was with General
Brown and I salid toe him just out of blue, "You know
Sir, 1 have got to be the luckiest guy in the world. 1
have an Army aviation family. It is worldwide. It is
a wonderful feeling to know that you have that kind of
a family out there." It Is Just a great feellng. When
I ook at my age, 1 was born in 1914 so I will be 7&
years old in March. 1 would say Cribbins, "You have
not only been Tucky In sticking around for a Tong time,
but when you look at what you have done, how you've
enJoyed doing I1t, and the people you have worked with
and the Army itself-how lucky can you be." 1 have been

the luckiest.

INTERVIEWER: Sir, I think I can make a comment that

would be shared by many others. We are fortunate to
have you Influence our 1lves. 1 think If Peet Proctor,
were to have a say, your legacy, in my estlimation has .

been that you are the "classic" mentor.

MR. CRIBBINS: Celonel Proctor, 1 would say that's

what it Is all about; being part of the family, belng a
mentor when mentoring Is needed, being a supporter, and
taking responsibllity when It |Is needed to be taken and

not shoving off the problems when the going gets rough.
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[ trust that I have kept the faith and anytime that I

felt that I wasn't keeping the faith, I trled to face

up to 1t. I think what you have just said Is what it

Is all about. Beilng part of a family; being a mentor,
belng responslible for your actlons and making sure that
the people who work with you and for you get thelr Just
rewards In the sense cof getting promoted, good

assignments, and belng recognlzed,

INTERVIEWER: Sir, let me say that on behalf of the

U.S. Army War College and the Military Hlistory
Institute, thank you for allowing me to conduct your
oral hlistory, If time permits, I would like to
continue your oral history after 1 complete my studies
at the War College. I am really honored to have had
the pleasure to come down and spend a few hours with
you covering your life as a citlzen soldtier, a soldier
and an executive withln Headquarters, Department of the

Army.

MR. CRIBBINS: Peet, to say what I've learned over the

years is that "It always takes two to tango." I was so
pleasantly surprised when you came Iin and told me that
you were dolng to do the oral history. I knew you when

you worked here in the building, I know your reputation
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and T know what you are doing and how you have done it.
I must say that your dedication to this partlicular task
has been just great. For me, it has been a great
pleasure to be with you. I do trust that whatever has
come out of this will! prove to be of some value toc some
people. It has been a great pleasure toc have worked
with you, my friend, and I would say thank you very
much. You are a great guy and I consider you a super
colleague and a good friend.

[End Tape C-226, Side 2]
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