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P L A N N I N G  AND P R O G R A M I N G  IN A M I L I T A R Y  D E P A R T M E N T  

15 O c t o b e r  1959 

G E N E R A L  HOUSEMAN:  We h a v e  b e e n  s t u d y i n g  o b j e c t i v e s  and 

p o l i c y  as  t h e y  p e r t a i n  to the  n a t i o n a l  s e c u r i t y  o b j e c t i v e s  at  the  v e r y  

top  l e v e l s  of g o v e r n m e n t .  We h a v e  d i s c u s s e d  p o l i c y  at  the  n a t i o n a l  

l e v e l .  We have  gone in to  p l a n n i n g  by  the  J o i n t  Ch i e f s  of S taf f .  

It i s  a p p r o p r i a t e  t h i s  m o r n i n g  to go in to  a n o t h e r  a s p e c t  of o u r  

p l a n n i n g  and p r o g r a m i n g  b y  the  m i l i t a r y  s e r v i c e s .  E a r l y  t h i s  m o r n i n g  

we a l l  got i n f u s ed  w i th  s h o t s  and r e c o n d i t i o n e d  wi th  c l e a r  m i n d s .  

now we a r e  go ing  to s t a r t  in a g a i n  by h a v i n g  M a j o r  G e n e r a l  B. J .  

t a l k  to  u s .  He i s  in  c h a r g e  of p l a n n i n g  and p r o g r a m i n g  fo r  the  A i r  F o r c e  

and i s  the  a p p r o p r i a t e  i n d i v i d u a l  to  b r i n g  to  us  t h i s  f a c e t  of u n d e r s t a n d i n g  

of the  p r o b l e m .  

G e n e r a l  VCebster. 

G E N E R A L  W E B S T E R :  T h a n k  you,  G e n e r a l  H o u s e m a n .  Good 

m o r n i n g ,  g e n t l e m e n .  I am p l e a s e d  to  be  wi th  you  and I w i l l  t r y  to  he lp  

in  t h i s  p a r t  of y o u r  s t u d y .  I w a s  h e r e  l a s t  y e a r ,  as  s o m e  of the  f a c u l t y  

know, and I t h o r o u g h l y  e n j o y e d  m y s e l f ,  p a r t i c u l a r l y  the  q u e s t i o n  p e r i o d  

a f t e r w a r d s ,  w h e n  t h e r e  w e r e  s o m e  r e a l l y  f ine  and d i f f i cu l t  q u e s t i o n s  

f i r e d  at m e .  So I a m  g lad  to be  b a c k  and I a m  glad  to  t r y  to d i s c u s s  

Planning and Programing in a Military Department. 

I will start by saying that planning and programing sounds like a 

relatively simple subject, but, as many of you who have been in the 

business in your own services know, there are so many inputs, so 

So 
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many internal and external influences, that there is really no simple, 

straightforward solution to military planning and programing. As a 

result, the actual process is not very easy to describe and, as a result J 

also, we sometimes feel--those of us who are in the business--that we 

are on a treadmill. We work hard but we never seem to get quite to 

that point of developing war plans which in fact reflect what we would 

do in case of war, nor do we ever get to the point of actually being able 

to put out a peacetime program that accurately reflects the course that 

we will take if we continue the cold war. 

None the less, it is perfectly apparent that we must plan and program. 

We must do it as well as we can. We must try to lay out in detail the 

road that we expect to take, so that everyone will be working toward the 

and 
same end, so that our computation of dollars, manpower,/materiel will ~ 

be such that, when we reach some future point in time, everything will 

come out even and we will be able to do the job. 

It is also, I think, obvious that we must have a procedure or a sys- 

tem which tries to insure that we lay out these plans and programs as 

well and as realistically as possible. 

So this morning I will first discuss the Air Force system in general 

terms. Then I will mention some of the Air Forcers planning and pro- 

grarning documents which will result from the system. I will discuss 

our so-called programing cycle, and, finally, I will discuss some of 

the problem areas, these influences which I mentioned earlier, which 
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tend to complicate the job. 

Before starting on our system for planning and programing, how- 

ever, I might point out that there is one well known but .pr'n~ary 90ncept A-- 

which guides us in our planning and programing in these days. That is 

that we must maintain in being a force capable of responding quickly 

and powerfully to national emergencies, whether they be limited or 

general war. This concept is contrasted to the older ones where we 

had a relatively small peacetime force with subsequent mobiLi~afiion 

buildup, which makes obviously a great deal of difference in our plan- 

ning and prograrning. It means that there must be a close relationship 

between our war plans and our peacetime programs, since the force 

with which we will fight is substantially the force that we will have on /~ ...... 

D-Day. 

As such, then, our peacetime programs provide the starting position 

for war plans, and at the same time the task which the Air Force must 

perform in war in a later time period provides the goals toward which 

the peacetime program is directed. 

How does the Air Force decide what forces it needs at various 

times to do the job? At the same time, how do we determine what 

forces we can get during this period ? In other words, how do we deter- 

mine what our forces should be and what we can actually attain? The 

problem is a big one and it is by no means peculiar to the Air Force. 

All three military departments consider that it is almost essential 
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that they have more and better forces than those which have been 

approved and funded. These two words, "approved" and ~'funded, " 

are, of course, key words. The authorities who control the purse 

strings, the Congress and the executive department, have not yet 

given the military departments all the funds that they think are necess- 

ary. I am sure they never will, in peacetime. Things being what they 

are in a democracy, where there are so many projects, sponsors are 

honestly convinced that their particular project or idea is of the highest 

priority, and all are fighting to get their share of the tax dollar. So 

the condition of being sure of what everyone would like for defense is 

always with us. This being so, we must face up to it. ~ 

The Air Force tries to do this by developing each year and revising, 

and maybe doing it several times each year, two basic force structures, 

an objective force structure and an attainable force structure. A force 

structure is, as the name implies, an expression of forces or units, 

usually, in our case, in terms of wings and squadrons, time phased from 

where we are today through i0 years into the future. It shows the 

equippage of these forces. For example, we would show the Strategic 

Air Command. We would show first the so-called combat forces--so 
and 

many wings of B-52Vs, B-58's, and B-47's;/so many missile units-- 

time phased by end-year positions out for i0 years. We do the same 

thing in supporting forces--flying and nonflying units. This is what 

our force structure will look like. 
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We c o n s i d e r  t h e s e  f o r c e  s t r u c t u r e s  as  one  of t he  v e r y  e a r l y  

and  one of the  m o s t  b a s i c  s t e p s  in the  p l a n n i n g  and p r o g r a m i n g  p r o c e s s .  

T h e r e  i s  a d i f f e r e n c e  b e t w e e n  t h e m .  The  o b j e c t i v e  f o r c e  s t r u c t u r e  is  

r e a l l y  a r e q u i r e m e n t s  e x p r e s s i o n ,  m o d i f i e d  to  s o m e  e x t e n t  to  be  w i t h i n  

r e a s o n .  We, of c o u r s e ,  h a v e  m a n y  a r g u m e n t s  a s  to  j u s t  w h a t  " w i t h i n  

r e a s o n "  m i g h t  b e .  The  e s s e n t i a l  point ,  I b e l i e v e ,  i s  t ha t  the  o b j e c t i v e  

f o r c e ,  a l t h o u g h  not  a r b i t r a r i l y  l i m i t e d  by  d o l l a r s  o r  o t h e r  r e s o u r c e s ,  

e x c e p t  in t he  n e a r - t i m e  p e r i o d ,  w h e r e  we  c a n ' t  c h a n g e  t h i n g s ,  c a n n o t  

m e r e l y  be a g r a b  b a g  fu l l  of e v e r y b o d y ' s  pe t  i d e a s .  It m u s t  be  b a l a n c e d , ~  ~ 

~i~ m u s t  be  w i t h i n  the  s t a t e  of the  a r t ,  and i t  m u s t  be  f a i r l y  c l o s e  to 

r e a l i t y  o r  it  w i l l  h a v e  r e l a t i v e l y  l i t t l e  value~, f T h e  a t t a i n a b l e  f o r c e  s t r u c -  

t u r e  d e r i v e s  f r o m  the  o b j e c t i v e  f o r c e  s t r u c t u r e ,  but  it  c o n s i d e r s  a s  

b e s t  it c a n  wha t  r e s o u r c e  l i m i t a t i o n s  w i l l  be  i m p o s e d  upon  us  as  we  look  

out  in to  the  f u t u r e .  It cu t s  b a c k  f r o m  the  o b j e c t i v e  f o r c e  s t r u c t u r e ,  but ,  

l o o k i n g  at  the  o b j e c t i v e  f o r c e  s t r u c t u r e  e n a b l e s  us  to  s e e  w h e r e  we c a n  

b e s t  t a k e  c e r t a i n  c a l c u l a t e d  r i s k s  and s t i l l  f e e l  t ha t  we c a n  do the  job 

and  l ive  up to the  A i r  F o r c e  r e s p o n s i b i l i t y .  

CHART 

My f i r s t  c h a r t  s h o w s  in g e n e r a l  t e r m s  t h e  s t e p s  we  t a k e  in a r r i v i n g  

at  t h e s e  f o r c e  s t r u c t u r e s  w h i c h  f o r m  the  b a s i s  of l a t e r  w o r k  in  d e v e l o p -  

ing  the  d e t a i l e d  p l a n s  and p r o g r a m s .  I m u s t  m a k e  it  c l e a r  t ha t  we c a n ' t  ~ t  

r e a l l y  s t a r t  f r e s h  a t  a n y  one poin t  in  t i m e  and t a k e  a l l  of t h e s e  s t e p s  

a l w a y s  in s e q u e n c e .  C e r t a i n l y  the  f i r s t  s t ep ,  e x a m i n a t i o n  of t he  t h r e a t ,  ~ 
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we do, and r e v i s e  con t i nua l l y ,  and a l s o  the  d e t e r m i n a t i o n  of t a s k s .  

T h e s e  r e a l l y  a r e  s t a r t i n g  p o i n t s .  But, b e t w e e n  s t e p s  3 and 4, f o r  

e x a m p l e ,  i t  i s  p e r f e c t l y  obv ious  tha t  you c a n ' t  do one wi thou t  the  o t h e r .  

I t ' s  a k ind  of c h i c k e n - a n d - t h e - e g g  p r o p o s i t i o n .  You s e l e c t  w e a p o n  

s y s t e m s ,  but  you h a v e  to know what  f o r c e  s t r u c t u r e  you a r e  s e l e c t i n g  

t h e m  fo r .  S i m i l a r l y ,  fo r  e x a m p l e ,  i f  y o u r  f o r c e  s t r u c t u r e  s h o w e d  a 

r e d u c t i o n  in r e c o n n a i s s a n c e  un i t s ,  you p r o b a b l y  would  not  want  to  d e v e l o p  

a w e a p o n  tha t  was  p a r t i c u l a r l y  h igh  in  c o s t  to  fu l f i l l  t h i s  m i s s i o n .  So 

t h e s e  a r e  the  g e n e r a l  s t e p s ,  but  we do go b a c k  and f o r t h  in the  a c t u a l  

s t e p - b y - s t e p  p r o c e s s .  

The  nex t  q u e s t i o n  i s :  A l l  r i gh t ,  j u s t  how d o e s  the  A i r  F o r c e  go 

about  f o l l o w i n g  t h e s e  s t e p s  ? 

CHART 2 

My nex t  c h a r t  s h o w s  the  a g e n c i e s  r e s p o n s i b l e  f o r  t h e s e  and o t h e r  

i m p o r t a n t  a c r o s s - t h e - s t a f f  jobs  w i th in  the  A i r  F o r c e .  T h e s e  a r e  the  

fou r  b o a r d s  tha t  a r e  s e t  up in A i r  F o r c e  H e a d q u a r t e r s .  You w i l l  n o t i c e  

tha t  t h e y  r e p o r t  to the  A i r  F o r c e  Counci l ,  w h i c h  is  m a d e  up of the  

Depu ty  Chie f s  of Staff  of the  A i r  F o r c e .  T h e y  a r e  a d v i s o r y  b o a r d s .  

We k e e p  t h e m  r e l a t i v e l y  s m a l l  in t e r m s  of m e m b e r s .  T h e y  a r e  a d v i s o r y ,  

as  the  A i r  Counc i l  is ,  wi th  the  Chief  of Staff, of c o u r s e ,  b e i n g  the  

d e c i s i o n  m a k e r .  

~S The  F o r c e  E s t i m a t e s  Boa rd ,  the  box on the  u p p e r  lef t ,  d o e s  m o s t  

of the  jobs  t ha t  I i n d i c a t e d  in  m y  p r e v i o u s  c h a r t .  It is  r e s p o n s i b l e  f o r  
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determination of the threat, and in doing this, the Assistant Chief 

of Staff, Intelligence, is the Chairman of the Board. Of course we 

take into account the national intelligence estimates, the JCS guidance, and 

the various kinds of guidance which we receive, but we do come out with 

a paper that is the threat as we see it, and it is passed up to the Council 

and to the Chief for approval. 

The next step, the determination of the tasks, is also a function 

of this board, and again we come out with a paper which indicates the 

general tasks that we must perform. 

Finally, this board is also responsible for these two force structures 

which I mentioned. Here we have considerable difficulty, particularly 

when we are considering the attainable force, the force that is limited 

by dollars and manpower. The tasks are stated in general terms, but, 

to develop the force structure, we must, of course, get specific in terms 

of the units. And the big questions come up: How much risk can we take 

in the various mission and support areas ? How much force is our min- 

imum in SAC, as opposed to air defense, as opposed to the tactical side, 

or as opposed to MATS, the airlift ? I am sure that some Army and Navy 

members in the class could give us good advice on this subject and help 

us greatly in determining just how much we should put in what area. 

In any event, it is a difficult job. However, we must come out with our 

recommendation, this board must, as to what we think the attainable 

and objective force structures should be. 
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I turn now to the Weapons Board, as is indicated by the name. 

This group determines, within dollar limitations, what weapons and 

how many of them we should buy, looking, of course, at the desired 

force structure. Again I point out that this is a back-and-forth proposi- 

tion. We must look at such things as cost effectiveness and war-gaming 

results. We must consider them. We have, of course, considerable 

• difficulty in this job. We must look at the future and at the present. 

We must try to decide whether we should buy the B-52's, which are 

here today, the B-58;s, which arejust coming out, or put more money 

onto the B-70, for example, or whether we should do a combination of 

them. We must try to make the determination between bal~istic missiles 

and manned aircraft. These are difficult judgments, but, in any event, 

this is the board which starts the work on the determination of what is 

going to be in our procurement progT~3s each year. 

The third board, the I~dget ' AdvisOry Board, is third in my dis- 

cussion, but often it is really first in making some of the essential 

recommendations. This is the board that looks across the board, prior 

to budget- estim ating tim e, 

determine how much effort, 

and, looking out into the future, tries to 

how many dollars, should be set aside 

for each one of our so-called appropriation areas. If we know how 

many military personnel we are going to have, the costing of the dollars 

for military personnel appropriation is relatively simple. But, when 

we get to operation and maintenance, O and M accounts, and when we get 
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to R&D, military construction, and reserve forces, it is, of course, 

quite difficult to decide how much of our resources should go in these 

areas. In any event, this determination is made, and the procurement 

dollars which are not necessary for the day-to-day operation of the Air 

F o r c e  a r e  t h e n  d e c i d e d  upon  by the  W e a p o n s  B o a r d .  ...... 

The  job of the  f i n a l  b o a r d  h e r e ,  the  ~ ! i t a r y  C o n s t r u c t i o n  B o a r d ,  

I g u e s s  is  r e l a t i v e l y  o b v i o u s .  It p a s s e s  on m i l i t a r y  c o n s t r u c t i o n  p r o -  

g r a m s  to  b e s t  s u p p o r t  the  f o r c e  w h i c h  we p r o j e c t .  The  p r o b l e m  wi th  

t h e  M i l i t a r y  C o n s t r u c t i o n  B o a r d ,  of c o u r s e ,  i s  t ha t  we  h a v e  i n t e n s e  

i n t e r e s t  in t h i s  p r o g r a m  on the  p a r t  of m a n y  peop l e ,  and tha t  we  have  

long  l e ad  t i m e s  i n v o l v e d .  The  f ac t  t ha t  we  m i g h t  not  h a v e  a p r o g r a m  w h i c h  is 

too  dohfl s h o w s  up h e r e ,  and it  ha s  s h o w n  up r e c e n t l y ,  as  I am s u r e  

s o m e  of you  know.  We h a v e  a h o s p i t a l  in  E u r o p e  w h i c h  we a r e  p r o b a b l y  

no t  go ing  to  open .  We h a v e  a h i g h - e n e r g y  f u e l  p l an t  t ha t  ha s  h i t  the  

headlines, and, most recently, the R. I. Bong Airfield cut in Wisconsin 

which was planned but now has been stopped. 

Before leaving this chart, which you have had in front of you for 

quite a period of time, I should point out that there is interlocking 

membership, as you may have already noticed, although they are in 

different orders there. There are four lucky people who are able to ~ .... 

sit on all four boards--the Director of Operations in the Air Staff, 

the Director of Operational Requirements, the Director of Budget, 

and, finally, the Director of Programs, myself. This means that we 
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c a n  s p e n d  a g r e a t  d e a l  of ou r  t i m e  in the  bu i ld ing ,  s i t t i n g  at b o a r d  

m e e t i n g s ,  and we can  s t a y  a f t e r  o r  ge t  in e a r l y  to  do t he  r e s t  of the  

w o r k .  

Well ,  I have  t r i e d  to g ive  you in  the  pas t  few m i n u t e s  a d e s c r i p -  

t i o n  of how we i n i t i a t e  ou r  p l a n n i n g  and p r o g r a m i n g  in the  A i r  F o r c e .  

As a nex t  s t e p - - a s s u m i n g  a p p r o v a l  of an  a t t a i n a b l e  f o r c e  s t r u c t u r e ,  

we  p r o d u c e  p e a c e t i m e  p r o g r a m s  s h o w i n g  in  d e t a i l  w h e r e  t he  A i r  F o r c e  

e x p e c t s  to go in  the  nex t  f ive  y e a r s .  We a l s o  p r o d u c e  ou r  w a r  p lans ,  

the  W a r t i m e  C a p a b i l i t i e s  P l a n  and the  I ~ A F  M i d r a n g e  W a r t i m e  R e q u i r e -  

m e n t s  P lan ,  h a v i n g  as t h e i r  b a s e  po in t  t he  p e a c e t i m e  p r o g r a m s  fo r  the  

p a r t i c u l a r  D - D a y  wi th  w h i c h  t h e y  a r e  c o n c e r n e d .  

F i r s t ,  b r i e f l y  to t h e s e  w a r  p l a n s :  The  W a r t i m e  C a p a b i l i t i e s  P lan ,  

w h i c h  we c a l l  the  WPC,  

Days  in t he  n e a r  f u t u r e .  

is  p u b l i s h e d  once  y e a r l y  and c o v e r s  two D- 

It has  two p r i m a r y  p u r p o s e s - - t o  fu rn i sh ,~  f i r s t ,  

b a s i s  fo r  the  c o m m a n d e r ' s  w a r  p l ans ,  s h o u l d  w a r  o c c u r  d u r i n g  the  

p e r i o d  s p e c i f i e d  b e t w e e n  the  D - d a t e s ,  and,  s e c o n d ,  the  b a s i s  f o r  the  

d i s t r i b u t i o n  of w a r  r e a d i n e s s  m a t e r i e l  to  s u p p o r t  the  e f f o r t .  B e c a u s e  

of  the  n e e d  fo r  s u f f i c i e n t  t i m e  to e f f ec t  th i s  d i s t r i b u t i o n ,  the  WPC is  

p u b l i s h e d  in a d v a n c e  of t he  p lan  you have  h e a r d  about  f r o m  the  Jo in t  

Ch ie f s ,  I am  s u r e ,  the  JSCAP,  fo r  the  s a m e  D-date ,  but  is  r e v i s e d  as  

n e c e s s a r y  when  tha t  p lan  is  p u b l i s h e d .  

The  o t h e r  w a r  plan,  t he  War  R e q u i r e m e n t s  P lan ,  WPR, c o v e r s  

two D - d a t e s  a p p r o x i m a t e l y  3 and 4 y e a r s  in  the  f u t u r e .  Th i s  wa r  p lan  
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should support the Joint Strategic Objectives Plan. Both plans talk 

about limited war, of course. The principal use of the WPR is for 

determination of the buy programs for wartime requirements--sets 

of unit equipment, gas tanks, and so on. 

Let us now examine the programing process. In the Air Force 

we publish a series of documents once each years beginning the process 

in December as the President's Budget is firmed up, and we keep these 

programs up to date on a quarterly basis during the year. 

CHART 3 

This chart shows the principal program documents, consisting 

of program guidance, aircraft and missiles, the flying-hour program, 

bases, units, priorities, the PD, manpower, and so on. The P stands 

for program, as you can tell. The G is for guidance, and so on. The 

dash-one merely indicates that this is the first in the series, and the 

61 indicates the fiscal year for which budget estimates will be prepared. 

I don't believe it is necessary to discuss in detail the content of these 

documents. However, the PG is the kick-off document, and it is the 

only one which is produced by my office. In addition to force structure 

and equippage, it contains basic assumptions, guidance on such things 

as priorities, other key information, such as total personnel strength, 

crew-to-aircraft ratios, and so on. 

The other documents go into complete detail and they must all, of 
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c o u r s e ,  be  i n t e r r e l a t e d  and c o n s i s t e n t  w i th  m e  a n o t h e r .  The  p u r p o s e  

of t h e s e  p r o g r a m s  i s  to  p r o v i d e  t he  m a j o r  c o m m a n d s  and  the  a i r  s t a f f  

w i th  g e n e r a l  g u i d a n c e  f o r  the  f u t u r e ,  s p e c i f i c  g u i d a n c e  f o r  the  o p e r -  

a t i n g  y e a r ,  and  g u i d a n c e  f o r  t he  s u b m i s s i o n  of  b u d g e t s  f o r  the  f o l l o w -  

i n g  y e a r .  

CHART 4 

My nex t  c h a r t  o u t l i n e s  o u r  s o - c a l l e d  f i v e - y e a r  p r o g r a m i n g  c y c l e .  

You w i l l  no te  t ha t  t h i s  p a r t i c u l a r  c h a r t  ha s  b e e n  o r i e n t e d  to  funds  f o r  

f i s c a l  y e a r  1961. T h e s e  a r e  t he  funds  c o n t a i n e d  in  the  b u d g e t  e s t i m a t e s  

w h i c h  we j u s t  r e c e n t l y  s u b m i t t e d  to the  Off ice  of the  S e c r e t a r y  of D e f e n s e .  

T h e y  a r e  r e f e r r e d  to  as  the  b u d g e t  e x e c u t i o n  o r  o p e r a t i n g  y e a r  f o r  t h i s  

c h a r t .  

You w i l l  n o t i c e  on the  top  lef t  t ha t  we  s t a r t e d  l a s t  y e a r ,  in  1958, 

c a l e n d a r  1958, on t he  p r e p a r a t i o n  of the  1961 b u d g e t ,  a l t h o u g h  we w e r e ,  

of c o u r s e ,  r i g h t  in the  m i d d l e  of d i s c u s s i n g  the  f i s c a l  y e a r  1960 b u d g e t .  

S i m i l a r l y ,  we a r e  now b e g i n n i n g  to look at  t he  1962 p o s i t i o n ,  e v e n  t hough  

we a r e  d e e p  in  d i s c u s s i o n  of the  1961 b u d g e t .  

I h a v e  l a b e l e d  t he  1958 p o r t i o n  of the  c h a r t  as  O b j e c t i v e s .  What  I 

m e a n  is  t ha t  we w e r e  s t a r t i n g  to  look  a h e a d  t h e n  in d e t a i l  t o t h e  1963 

p o s i t i o n .  T h i s  is  t h e  d i f f e r e n c e  b e t w e e n  a p r o g r a m  p e r i o d  of 4 o r  5 

y e a r s  and the  f o r c e  s t r u c t u r e  p r o j e c t i o n s  of 10 y e a r s .  We c o s t  a l l  f o r c e  

s t r u c t u r e s ,  but  the  c o s t s  a r e  on a f a c t o r  b a s i s  a s  we  go f u r t h e r  out ,  

and  t h i s  is  t he  p e r i o d  w h e r e  we p r o g r a m  in d e t a i l  and  c o s t  out  in d e t a i l .  
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Early this year, as is indicated, we published our 61-i series 

of documents, and these have been updated quarterly, sothat we are 

now in the process of publishing the 61-4 series of documents. During 

the spring and summer, as you see on the chart, we and the commands 

were busy in the preparation of this 1961 budget, based on the program 

document which had been published. This year, as I have indicated 

already, I guess, was a bad year in the program business, and we had 

to make some fairly large last-minute changes. I'll touch on this point 

a Little later on. 

We have been through our own review and the review of the Office 

of the Secretary, and right now cur budget is being examined by OSD 

and BOB. By the end of the year we will know where we stand with 

respect to the President's Budget, and the first half cf fiscal year 1960, 

as is shown, will find us on the Hill defending this budget to Congress. 

Finally, we will have the funds, and our 1962 series of documents 

will provide guidance for the operating or budget year, fiscal year 1961. 

The final two years, called here on the chart lead-time period, merely 

indicate that the dollars obligated in the budget year will not result in 

all cases in hardware or facilities until 1 or 2 years later. This is 

our 5-year program cycle. 

I should point out that, in the determination of proper action in 

many cases we must look even further ahead. This is why we have the 

attainable force. For example, it would be foolish to spend large sums 
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of money to construct bases or facilities not compatible with the 

anticipated composition of the force structure in a later period. The 

B-47 force we have today is a case in point. If we should see a sig- 

nificant reduction in the B-47 force in 1964 or 1965, it would certainly 

be foolish to put too much money into facilities or into Icag lead-time 

items for this force. 

The publication of the USAF program documents, starting in 

January each year, then, indicates a chain of actions to the commands 

designed to secure and obligate money for the foll~ing year. The 

commands submit a budget for the year approximately 18 months away, 

and a financial plan covering their operations for the fiscal year beginning 

in July. 

With respect to materiel requirements, the Air Materiel Command, 

which is responsible for the bulk of the Air Force's buying of materiel 

items, must also submit a materiel procurement program. 

Well, again, I have been a long time on this chart. I have only 

one final comment on it. You will notice that the calendar year 1959 

looks like a long one, compared to the others on the chart. I am sure 

the chart maker felt as I did that it has been a long and difficult year, 

and he is as hopeful as I am that succeeding years will be a little bit 

easier. 

Now I wou ld  l i ke  to  t u r n  to m y  f i n a l  topi% w h i c h  I m e n t i o n e d  e a r l i e r ,  

t he  s o - c a l l e d  p r o b l e m  a r e a s .  I have  a l r e a d y  t r i e d  to  i n d i c a t e  t ha t  t he  
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p l a n n i n g  and p r o g r a r n i n g  p r o c e s s  in the  A i r  F o r c e  i s  no t  e x a c t l y  a 

cu t  and d r i e d  a f f a i r .  It d o e s  not  a l w a y s  go e x a c t l y  as  we  wou ld  i i ke  

to  h a v e  it  go. T h e r e  a r e ,  as  I s a i d ,  so  m a n y  t h i n g s  t ha t  c a n  and do 

a f f e c t  i t  t ha t  we  a l w a y s  s e e m  to  be  r e a c t i n g  and a d j u s t i n g  to  p r o b l e m s .  

T h e s e  p r o b l e m s  a r e  s o m e w h a t  h a r d  to  c a t e g o r i z e  b e c a u s e  one  p r o b l e m  

t e n d s  to a f f e c t  a n o t h e r  and be s o m e w h a t  c l o s e l y  r e l a t e d  to  i t .  

The  f i r s t  p r o b l e m ,  h o w e v e r ,  tha t  I wou ld  m e n t i o n  is  ou r  i n a b i l i t y  

in  t h i s  day  and age  to s e e  v e r y  c l e a r l y  in to  the  f u t u r e .  New t h i n g s  

c o m e  a l o n g  w h i c h  a r e  " m u s t s ,  " w h i c h  the  c r y s t a l  b a l l  h a s  not  r e v e a l e d  

v e r y  c l e a r l y .  We a r e  t h e n  f o r c e d ,  i f  t h i s  i s  a " m u s t ,  " to a d j u s t  o t h e r  

p a r t s  of the  p r o g r a m  to  a c c o m m o d a t e  i t .  Or ,  c o n v e r s e l y ,  s o m e  n e w  

w e a p o n  s y s t e m  tha t  we  had  c o u n t e d  on m a y  s l i p  and m a y  not  be  a v a i l a b l e  

a t  the  f o r e c a s t e d  t i m e .  And a g a i n  we  m u s t  a d j u s t  t he  p r o g r a m .  

As I i n d i c a t e d  e a r l i e r ,  in  the  p a s t  y e a r  we  h a v e  had  to  m a k e  f a i r l y  

l a r g e  a d j u s t m e n t s  in  t he  p r o g r a m .  T h i s  w a s  due  to o u r  i n a b i l i t y  to  

look  c l e a r l y  a h e a d  to  s e e  w h e r e  we  w e r e  go ing .  To be p a r t i c u l a r ,  w h a t  

h a s  h a p p e n e d  to  us  in the  A i r  F o r c e  in t he  l a s t  y e a r  h a s  b e e n  e m p h a s i s  

on b a l l i s t i c  m i s s i l e s ,  f u r t h e r  d i s p e r s a l  of b a l l i s t i c  m i s s i l e s ,  an  i n c r e a s e  

in  t he  p r o g r a m ,  and an  i n c r e a s e  in s p a c e  e f f o r t .  In a d d i t i o n  to  tha t ,  

we  h a v e  had  s o m e  s i g n i f i c a n t  p r i c e  i n c r e a s e s ,  and,  f i n a l l y ,  we  w e r e  a 

l i t t l e  too  o p t i m i s t i c  as  to wha t  the  f i s c a l  l i m i t a t i o n s  m i g h t  be f o r  t he  

1961 b u d g e t .  As a r e s u l t ,  o u r  p r o g r a m  got c o n s i d e r a b l y  out  of b a l a n c e ,  

and  t h e s e  a r e  the  r e a s o n s  f o r  s o m e  of t he  h e a d l i n e s  you  h a v e  s e e n  and 
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t he  f ac t  t ha t  the  61 -4  p r o g r a m  is  c o n s i d e r a b l y  d i f f e r e n t  in m a n y  

r e s p e c t s  f r o m  the  61-1  w h i c h  we s t a r t e d  wi th .  

A s e c o n d  p r o b l e m  I c a l l  p r e s s u r e s .  I a m  s u r e  you a r e  a l l  w e l l  

a w a r e  of p r e s s u r e s .  T h e r e  a r e  m a n y .  T h e r e  a r e  p o l i t i c a l ,  e c o n o m i c ,  

and t e c h n o l o g i c a l  o n e s ,  w h i c h  I i n d i c a t e d  in t he  o t h e r  p r o b l e m .  T h e r e  

a r e  o t h e r s .  T h e r e  a r e  i n t e r s e r v i c e  p r o b l e m s .  T h e y  a r e  c o n t i n u a l l y  

h a v i n g  t h e i r  e f f e c t  on o u r  a b i l i t y  to  p l an  and p r o g r a m  w e l l .  T h e y  a r e  

i n t e r n a l  and e x t e r n a l ,  and t h e y  r u n  qu i te  a w i d e  g a m u t ,  f r o m  the  t r e -  

m e n d o u s  p r e s s u r e s ,  f o r  e x a m p l e ,  two y e a r s  ago,  a f t e r  L u n i k s ,  w h e r e  

i t  w a s  to  ge t  a h e a d  and m o n e y  w a s  not  v e r y  t igh t  fcr  a l i t t l e  w h i l e ,  to  

t he  i n t e r n a l  p r e s s u r e s  t ha t  we  have ,  w h e r e  a m a j o r  c o m m a n d e r ,  f o r  

e x a m p l e ,  d o e s n ' t  t h i n k  we a r e  d o i n g  r i g h t  by h i m  and he  t r i e s  to  c h a n g e  

u s .  F i n a l l y  t h e r e  a r e  m a y b e  m o r e  m i n o r  but  f r e q u e n t  p r e s s u r e s  a g a i n s t ,  

f o r  e x a m p l e ,  c l o s i n g  a b a s e ,  o r  e v e n  r e d u c i n g  the  b a s e  p o p u l a t i o n  in  

any  p a r t i c u l a r  c o n g r e s s i o n a l  d i s t r i c t .  

I d o n ' t  b e l i e v e  I n e e d  to s a y  a n y  m o r e  abou t  t h e m .  We m e r e l y  h a v e  

to do o u r  b e s t  to a n t i c i p a t e  and to  e i t h e r  o v e r c o m e  o r  a d j u s t  to t h e s e  

p r e s s u r e s  w h i c h  a r e  c o n t i n u a l l y  upon  us .  

My nex t  p r o b l e m  I would  c a l l  i n d e c i s i o n ,  o r  l a c k  of d e c i s i o n .  I 

a m  not  b e i n g  c r i t i c a l ,  b e c a u s e  I w e l l  know how d i f f i c u l t  i t  i s  to  m a k e  

m a n y  of t h e s e  d e c i s i o n s .  But  i t  i s  none  the  l e s s  a f ac t  t ha t  t he  l a c k  of 

a f i r m  and l a s t i n g  d e c i s i o n  g r e a t l y  i m p e d e s  o u r  a b i l i t y  to c h a r t  the  

c o u r s e  we t h i n k  we s h o u l d  fo l low.  Th i s  i n a b i l i t y  in  t u r n  o f t en  m e a n s  
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e i t h e r  t ha t  we  s t a r t  in the  w r o n g  d i r e c t i o n  o r  t ha t  we  do not  s t a r t  a t  

a l l .  In the  f o r m e r  c a s e  i t  i s  qu i te  obv ious  t ha t  w e  w i l l  w a s t e  r e s o u r c e s  

if  the  d e c i s i o n  i s  r e v e r s e d ,  and in the  l a t t e r  c a s e  o u r  i m p l e m e n t a t i o n  

of p a r t  of the  t o t a l  p r o g r a m  m a y  w e l l  be u n d e s i r a b l y  d e l a y e d .  

The  f o u r t h  p r o b l e m  I h a v e  l a b e l e d  c o n f u s i o n .  H e r e  a g a i n  I d o n ' t  

m e a n  to  be  c r i t i c a l ,  but ,  w i th  t he  s i z e  of t he  p r o b l e m ,  wi th  the  m a n y  

a g e n c i e s  and  p e o p l e  who a r e  i n v d v e d  in s o m e  w a y  o r  a n o t h e r  w i th  the  

Air Force plans and programs, it is often very difficult to know pre- 

cisely just where authorities and responsibilities begin and end in any 

particular area. It is hard to know just who is doing what to whom and 

how often. The saying, of course, is that, if you are not confused, you 

simply don't understand the situation. This may exaggerate the problem 

to some degree, but it is certainly true that it is anything but easy to 

cope with the problem of confusion. I don't mean that it is all external 

or all organizational. We do it to ourselves sometimes. But it is a 

problem. 

The final problem that I have listed as being one of the major ones 

I have listed as size. Here I am thinking primarily of the tremendous 

job of spending some $18 billion each year as well as it should be spent. 

Even with a stable program the job would be difficult, but, with the 

many changes that the other problems force upon ms, the magnitude of 

the task of seeing to it that everyone gets the word and everyone reacts 

as promptly as possible is enormous. This, I guess, is particularly 
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t r u e  in  the  a r e a  of l o g i s t i c  s u p p o r t ,  w h e r e  ou r  A i r  M a t e r i e l  C o m m a n d  

m u s t  c o m p u t e  and r e c o m p u t e  r e q u i r e m e n t s  f o r  t h o u s a n d s  of l ine  i t e m s  

to  s u p p o r t  the  f o r c e  in the  a c t i v i t y  w h i c h  we p r o j e c t .  

W e l l  g e n t l e m e n ,  t h i s  h a s  b e e n  a look  at  the  A i r  F o r c e  s y s t e m  of 

p l a n n i n g  and p r o g r a m i n g ,  s o m e  of i t s  d o c u m e n t s ,  and  s o m e  of the  p r o b -  

l e m s  wh ich ,  it  s e e m s  to m e ,  we  f a c e  in t r y i n g  to do the  job  w e l l .  If 

I h a v e  m a d e  it  s e e m  l ike  a d i f f i c u l t  t a s k ,  I t h i n k  I h a v e  done  so  p r o p e r l y .  

I s h o u l d  po in t  out ,  h o w e v e r ,  t ha t  I b e l i e v e  we h a v e  a good s y s t e m ,  tha t  

m a n y  of the  p r o g r a m  e l e m e n t s  do s t a y  s t a b l e ,  and t ha t  we  a r e  o f t en  

ab l e  to  m a k e  t h ings  c o m e  out  e v e n  so  t ha t  we  get  on wi th  the  }oh  of 

c o n v e r s i o n  o r  w h a t e v e r  i t  is  p r o p e r l y  and at  the  r i g h t  t i m e  and p l a c e .  

F u r t h e r ,  a l t h o u g h  the  p r o b l e m s  a r e  l a r g e  and c o m p l e x ,  we h a v e  

m a d e  s o m e  s t r i d e s  in a t t e m p t i n g  to  m i n i m i z e  t h e m .  In o t h e r  w o r d s ,  

t h e  p i c t u r e  i s  not  a l l  d a r k ,  and I c o n t i n u e  to  h a v e  the  fond hope  t ha t  we  

w i l l  cope  w i th  the  p r o b l e m s  b e t t e r  as  t i m e  g o e s  on. 

T h a n k  you  v e r y  m u c h  f o r  y o u r  a t t e n t i o n .  I w i l l  be  glad,  a f t e r  the  

b r e a k ,  w i th  the  h e l p  of m y  c o h o r t s  down h e r e  in f ron t ,  to  t r y  to a n s w e r  

any  q u e s t i o n s  tha t  you  m a y  h a v e .  

COLONEL KEACH: I would like at this time to introduce your 

panelists for this afternoon, befcre General Webster takes your questions. 

The Group No. 1 panelist is Colonel Berry. Group No. 2 panelist is 

Colonel Cardenas. Group No. 3 panelist is Colonel McCutcheon. 

18 



Group  No. 4 p a n e l i s t  i s  Co lone l  Hohs .  Group No. 5 p a n e l i s t  i s  C o l o n e l  

B o y l an .  Group  No. 6 p a n e l i s t  i s  C o l o n e l  Dade .  Group  No. 7 p a n e l i s t  

i s  C o l o n e l  R a w l i n s .  Group  No. 8 p a n e l i s t  i s  C o l o n e l  W i l l i a m s .  

Thank  you, g e n t l e m e n .  

G E N E R A L  W E B S T E R :  I m i g h t  po in t  out b e f o r e  I s t a r t  t ha t  I have  

fou r  p r o g r a m e r s  and fou r  p l a n n e r s .  I am  the  D i r e c t o r  of P r o g r a m s ,  

but  I have  fou r  p l a n n e r s  b a c k i n g  m e  up h e r e .  

QUESTION: G e n e r a l  W e b s t e r ,  it  has  b e e n  a l l e g e d  f r o m  th i s  p l a t f o r m  

any n u m b e r  of t i m e s  in  the  l a s t  60 days  tha t  the  A i r  F o r c e  is  p r o g r a m i n g  

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

Would you c a r e  to c o m m e n t  on t h a t ?  

G E N E R A L  W E B S T E R :  Y e s ,  I ' l l  be  g lad to .  It i s  a good q u e s t i o n .  

T h e r e  is  no q u e s t i o n ,  I th ink ,  tha t ,  w h e n  we look at o v e r a l l  p r i o r i t i e s  

fo r  t he  job in the  A i r  F o r c e ,  we look at the  s t r a t e g i c  d e t e r r e n t  as  No. 1 

p r i o r i t y .  Th i s  has  m e a n t  that ,  w i th  i n c r e a s e d  c o s t s  and i n c r e a s e d  c o m -  

p l e x i t i e s  of w e a p o n s ,  w i th  the  m i s s i l e s  c o m i n g  in and c o m p e t i n g  wi th  

a i r c r a f t ,  wi th  t r e m e n d o u s  i n c r e a s e s  in  O&M c o s t s  and in m i l i t a r y  p e r -  

s o n n e l  eosts~ as we have  had  to  f ace  the  p r o b l e m  e a c h  y e a r  as  we go 

down the  road ,  we h a v e  t a k e n  s i g n i f i c a n t  cu t s  in the  t a c t i c a l  A i r  F o r c e .  

I am s p e a k i n g  now wi thou t  r e g a r d  to the  a i r l i f t  s i d e  of i t .  I am  s p e a k i n g  

of j u s t  the  t a c t i c a l  f i g h t i n g  f o r c e .  

tha t  we have  cut  t h e m  s e v e r e l y .  

We know tha t  we have  done  t h i s  and 

If you  look at the  f i g u r e s ,  t h i s  is  the  

place where we have taken the greatest cuts. 
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However, I don't think that we yet planned them out of business. 

It is very interesting that you bring it up at this time. I sat in our 

Weapons Board all day yesterday. Yesterday afternoon we listened to 

General Everest, who is the Commander of our Tactical Air Command 

at this point of time. Of course he made a play for increased modern- 

ization of the tactical force. I can point out, however, that we are to 

some degree modernizing the tactical force. We have the F-105, which 

is being bought. It ~ ecrnk~: ih,, and it is a supersonic fighter for this 

tactical role. There is a good chance, I think, that we will continue 

to modernize it and keep it in the force. 

While we have reduced total numbers, I think we have improved 

capability, and I don't see it going too much lower. If the squeeze gets 

on too tight, I can't tell you, but, as we look at the program today, 

and as we look down the road, we are still going tohave a tactical Air 

Force--not as large as we would like, but, I think, an effective one. 

We are going to have tactical forces in the theaters, minimum. We are 

going to have a quick-strike force in the ZI ready to go. 

On the airlift side of it, this again is a tough one. There are 

pressures in all directions on this one. We have maintained it. We 

get criticized on one side because of the size of it, and we get criticized 

on the other side because it is too small. We can't really win this one. 

We are trying to modernize here, but, again, it is a question of pri- 

orities, and it does, as compared to the strategic mission, take a lower 
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p r i o r i t y .  

I hope  I h a v e  b e e n  r e s p o n s i v e .  

QUESTION:  S i r ,  the  o t h e r  day  we had s o m e b o d y  f r o m  the  Jo in t  

Ch ie f s  of Staff  and he  s a i d  tha t  t h e y  h a v e  not  a g r e e d  on the d e f i n i t i o n  

of l i m i t e d  w a r .  Can you  g ive  m e  wha t  you f e e l  in the  A i r  F o r c e  is  a 

definition of limited war? 

GENERAL WEBSTER: I am very thankful that in my job I don't 

get very much into the semantics play that often seems to go on in the 

Joints Chiefs of Staff. I cannot give you my definition of it. I don't 

know whether any one of the planners here is ready to give the Air 

Force suggested definition of limited war or not. Colonel Williams ? 

COLONEL WILLIAMS: I just happen to have a couple of quotes. 

remarks 
This one is from General Whitels ~t~before the joint hearings on 

missile and space activities on the 29th of January this year. 

"I consider a limited war anything which does not involve the 

Soviet Union. It can be stated also that it is a war with Limited objectives. 

General Wyland summed it up, I think, pretty well, when he said: 

"In a limited war, when we use the term 'limited' it is usually 

with limited political objectives, it is Limited in geographical area, it is 

limited in target areas to be considered, as we found in Korea, and it 

can be limited in the types of weapons we are permitted to use. " 

This is quite a hassle going on right now on terms and definitions 

in the JSCAP as to just what the definitions of limited, general, and 
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cold war are. It should be settled in the near future. 

QUESTION: General, for the past few years the Congress has 

delayed granting the appropriation for our use until about the end of 

August or September. How do you overcome the inherent hazard of 

not taking action to start a program during the first 3 to 6 months 

of a fiscal year? That seems to be the critical period for programing 

in any service. 

GENERAL WEBSTER: Well, in some cases it is pretty difficult 

and in others it isn't. I am not sure of the technical details on the budget 

s i d e ,  o f  j u s t  h o w  w e  do  go  a h e a d .  

t h a t  a m o u n t  o f  t i m e .  S o m e t i m e s ,  

V e r y  o f t e n  t h i s  w i l l  m e a n  a d e l a y  o f  

h o w e v e r ,  I a m  s u r e  w e  a r e  a b l e ,  

b a s e d  o n  w h a t  w e  t h i n k  w i l l  b e  a p p r o v e d ,  t o  r e q u e s t  a p p o r t i o n m e n t  o f  

e n o u g h  d o l l a r s  t o  k e e p  i t  g o i n g  f o r  a p e r i o d  o f  t i m e ,  i f  w e  a r e  f a c e d ,  

f o r  e x a m p l e ,  w i t h  s u d d e n  s t o p p a g e s .  I t h i n k  w e  d o  h a v e  p r o c e d u r e s  

w h e r e b y ,  i f  w e  h a v e  t o  k e e p  g o i n g  in  a p a r t i c u l a r  a r e a ,  w e  c a n  g e t  a 

r e l e a s e  o f  f u n d s  f r o m  OSD a n d  B O B  i n  o r d e r  t o  d o  t h i s .  

As  I s a y ,  I a m  n o t  a n  e x p e r t  o n  i t .  It  h a s  n o t  c o m e  t o  m y  a t t e n t i o n ,  

h o w e v e r ,  a s  b e i n g  a v e r y  s e r i o u s  p r o b l e m  in  o u r  p r o g r a m i n g  b u s i n e s s .  

W e ' d  l i k e  t o  g e t  i t  a l o t  q u i c k e r ,  a n d  w e ' d  l i k e  t o  g e t  i t  f o r  a l o n g e r  

p e r i o d  o f  t i m e  a s  w e l l ,  a s  w e  a l l  k n o w ,  b e c a u s e  t h i s  s t o p - g o  i s  d i f f i c u l t .  

C O L O N E L  M c C U T C H E O N :  S i r ,  on  a l l  p r o g r a m s  t h a t  h a v e  t o  c o n t a i n  

b a c k  to  t h e  f i r s t  of  J u l y ,  a f t e r  t h e  3 0 t h  o f  J u n e  w e  a r e  g i v e n  w h a t  i s  c a l l e d  

a n  i n t e r i m  o b l i g a t i o n  a u t h o r i t y .  It  u s u a l l y  r u n s  f o r  a b o u t  30 d a y s ,  a n d ,  
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on any  p r o g r a m  tha t  m i g h t  s t op  b e c a u s e  the  c o n t r a c t  h a s  r u n  out,  we  

h a v e  no d i f f i c u l t y  in  a s k i n g  t h e m  f o r  the  f u n d s .  It is  an  i n t e r i m  p r o -  

c e d u r e  and t h e y  w i l l  e x t e n d  i t  i f  the  b u d g e t  ha s  not  b e e n  f i n a l l y  a p p r o v e d .  

G E N E R A L  HOUSEMAN:  Whom do you  m e a n  by " t h e y  ? "  

C O L O N E L  M c C U T C H E O N :  C o n g r e s s  a u t h o r i z e s  BOB.  Tha t  i s  

m y  u n d e r s t a n d i n g .  

G E N E R A L  HOUSEMAN:  BOB wi l l  g ive  you  tha t  m o n e y .  

QUESTION:  I wou ld  l ike  to e x p i o r e ~ n  e a r l i e r  q u e s t i o n  a l i t t l e  f u r t h e r  

if  I c o u l d .  R e g a r d i n g  the  T a c t i c a l  A i r  C o m m a n d  you m e n t i o n e d  the  105. 

I u n d e r s t a n d  the  p r o c u r e m e n t  on t h i s  i s  about  t h r e e  w i n g s .  Do we h a v e  

a n o t h e r  w e a p o n  s y s t e m  p h a s i n g  in to  TAC in the  n e a r  f u t u r e  o t h e r  t h a n  

t h i s  ? What  i s  the  r e s e a r c h  and d e v e l o p m e n t  p r o g r a m  ? How m u c h  of 

the  A i r  F o r c e  d o l l a r  g o e s  in to  t h i s  f o r  T a c t i c a l  A i r ?  

G E N E R A L  W E B S T E R :  F i r s t  of a l l ,  on the  105 we a r e  go ing  t o w a r d  

a f i v e - w i n g  p r o g r a m ,  not  a t h r e e - w i n g  p r o g r a m .  Second~ wi th  r e s p e c t  

to  r e s e a r c h  and d e v e l o p m e n t ,  the  funds  c o m m i t t e d  to  t he  t a c t i c a l  a r e a  

a r e  v e r y  v e r y  s m a l l .  T h e r e ' s  no q u e s t i o n  abou t  t h a t .  I h a v e  f o r g o t t e n  

t he  d o l l a r  f i g u r e ,  but  it  i s  abou t  2 o r  3 p e r c e n t  of o u r  r e s e a r c h  and 

d e v e l o p m e n t ,  o r  of t ha t  p a r t  of the  r e s e a r c h  and d e v e l o p m e n t  p r o g r a m  

tha t  i s  c o m m i t t e d  t o w a r d  s y s t e m s .  It is  v e r y  s m a l l .  

With r e s p e c t  to f o l l o w i n g  on m o d e r n i z a t i o n ,  t h i s  i s  one  we h a v e  

gone  b a c k  and f o r t h  on.  We c a r r i e d  i t  in  the  o b j e c t i v e  f o r c e  f o r  s o m e  

t i m e .  Th i s  w a s  the  old F X V  s t a l l .  The  p r o b l e m  h e r e  has  b e e n  qui te  
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simply that we don't see a useful and cheap enough FXV stall ahead 

of us very soon. We have work going in several areas for the short 

take-off and landing, but it has been pushed back and pushed back. We 

haven't funded it very much because we just haven't seen very clearly 

that we could get it in a simple enough form. For example, the Bell 

effort, I think, was an 8-engine job. You have a heck of a time figuring 

an S-engine job as being simple and easy to operate in the field. 

This was the subject of General Everest's address to us in the 

Weapons Board yesterday afternoon, and he is going to General White 

a week from today with the same presentation. I think there is a good 

chance of getting some additional modernization of the F-1001s, out a 

few years. We have been carrying F-100's in the force structure, 

away out in the future. I think there is a good chance that we will buy 

something which is a little cheaper than the 105, but we will commit 

most of the tactical jobs. 

In the missile area, Mace, as you may know, has been up in the 

air. We do have two Mace units on the way to Europe, Mace A. Mace B, 

as you may know, was knocked out of our program by the Congress this 

year. The language of the bill permits us to go ahead with it if the 

Secretary of Defense makes the determination that it is essential. We 

are right in the middle of discussing this one with the Secretary of 

Defense. We do have in our 1960 program dollars to go ahead in our 

revised program with Mace }3, and I think there is a chance that we will 
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go ahead with this tactical missile. There is nothing to follow on the 

tactical bomber that we foresee. 

QUESTION: Sir, can you tell us something of the story behind the 

cancellation of the F-108 ? 

GENERAL WEBSTER: Yes, I think I can. This gets back to the 

problem I mentioned, or tried to mention, in my talk about what has 

happened to us in this past year. Our crystal ball was just pretty 

clouded a year ago. We didn't foresee the increase in some of the 

high-cost areas. I mentioned the ballistic missiles. We had a 9 

Tita~ Atlas and an Ii Tit~ squadron program. We were given additional 

funds by Congress to speed this up. We now show this as being 13 and 

14. This is in our submission down stairs. 

Lots of things along this line happened. The point I want to make 

is that the things that happened in increases were in the fast-spending 

area. Missiles spend rapidly. The dollars on missiles go. We have 

had tremendous increases, as I mentioned, in operation and maintenance 

costs. These things spend rapidly. Personnel costs have gone up very 

rapidly. An airman first-class used to have about I. 2 dependents. We 

suddenly find that he is up over 2 dependents now. So our military 

personnel costs are going up. All the fast-spending costs have gone up 

more than we anticipated. 

This means that we have had to take major surgery of cut-back in 

other areas when we have had an expenditure limitation imposed upon us. 
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On the 108, we saw, I think, in the Air Force some months ago 

that we would have to cut back in some major weapon systems. The 

decision has been extremely hard to come by, because we feel that the 

108 is a desirable and necessary system, but something had to go. 

There were many ways of doing it. The boards worked and made 

presentation after presentation as to ho~rto get the program back in 

balance, and finally it was the decision on the part of the Chief of Staff 

and the Secretary that this is the one that has the lowest priority. 

This is because of the question as to what the real manned-bomber 

threat is. Nobody liked it, but this is the one that was finally chosen 

as the system that had to go. 

I don't know that I can say much more about it. 

QUESTION: You touched on my question, but I'll ask it anyway. 

In your list of items that you go through, you put the assessment of 

the threat as No. i. You said that was always in that position. My 

question is: In the long-term, 5-to-10-year period, what is your value 

that you put on the assessment of the threat? Is it good? Do we know 

what they are going to do 5 or i0 years from now? Or is it adequate 

for these purposes ? 

GENERAL WEBSTER: 

would have to be, no, it is not adequate. We wish it were better. We 

get into, as you know, tremendous arguments as to how good it is. 

Although the whole Intelligence Community works on the national 
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intelligence estimates, we get into terrific arguments as to how good 

it is. This is not only you and me. It is everywhere. What is the 

real threat ? I am afraid we don't know as well as we would like to 

know. I can say, well, you have to start with this° Just as the whole 

problem of planning and programing is full of imponderables, this is 

certainly one, too. 

I would say again that the direct answer to your question is no, 

we do not know :~nat they will do. 

QUESTION: Will you please comment on the value and the future 

of the Air Reserve and the Air National Guard ? 

GENERAL WEBSTER: There is a general with a couple more 

stars than I have who stood on the platform not too long ago and made 

sa~e comments. This is not an easy one, as everybody knows. Our 

policy, I think, is very clear, that we want to make the best use we 

can of them. We want them, however, to be ready for the D-Day mission. 

It is a potential that we want to use. We are doing some very difficult 

soul-searching right now to try to see if the program that we now have 

is the best one for the reserve forces. 

unit is primarily in the troop carriers. 

As you may know, the air reserve 

They have 15 wings, 45 squadrons 

of C-~9's. Well, one of them is a C-123o We have the national guard 

in the tactical area and they use equipment which fails out from the 

regular force. Also some are in the air defense area and some in the 

TAC organization. 
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A b o a r d  h a s  b e e n  a p p o i n t e d ,  w h i c h  m e e t s  n e x t  M o n d a y ,  a n d  i t  

i s  g o i n g  to  l o o k  i n t o  t h i s  l o n g - r a n g e  p r o b l e m .  R i g h t  n o w ,  h o w e v e r ,  

f o r  t h e  p r o g r a m  p e r i o d ,  i f  I s h o w e d  a n a t i o n a l  g u a r d  a n d  a n  a i r  r e s e r v e  

p r o g r a m  i t  w o u l d  l o o k  v e r y  m u c h  a s  i t  i s  t o d a y .  T h i s  s p e c i a l  b o a r d  i s  

g o i n g  t o  l o o k  a t  t h i s  n e x t  m o n t h .  I a m  n o t  s u r e  w h a t  t h e y  w i l l  c o m e  u p  w i t h .  

T h e r e  i s  t a l k  a b o u t  p u t t i n g  t h e s e  f o r c e s  i n t o  m o r e  o r  l e s s  r e c o v e r y  a n d  

c i v i l  d e f e n s e  t y p e s  o f  a r e a s .  

It  i s  a v e r y  d i f f i c u l t  o n e .  I a m  c h a r g e d  w i t h  b r i e f i n g  n e x t  T u e s d a y  

t h e  R e s e r v e  a n d  G u a r d  P o L i c y  C o m m i t t e e  w h i c h  m e e t s  i n  t h e  H e a d q u a r t e r s  

n e x t  w e e k  o n  t h e  s t a t u s  o f  p l a n s  a n d  p r o g r a m s  f o r  t h e  r e s e r v e ,  a n d  I 

think I am going to have a difficult time. 

QUESTION; Sir, General Taylor and at least one Congressman 

have proposed a new system of programing, as I understand it, for 

specific jobs. If I understand that correctly, it would relieve your 

service of this responsibility for deciding how much would go to the 

deterrent force, how much to the airlift, and how much to TAC. 

How do you view this proposal? 

GENERAL WEBSTER: This is a so-called criterion of sufficiency, 

as I understand it. I havenlt got into it in detail. Under the present 

setup, as I see it, this is such a basic issue that I do not see how the 

Joint Chiefs could agree on any such determination. It is very basic, 

just like dollars and how much is enough. It is just so basic that I don't 
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think we could possibly see eye to eye. 

Joint Chiefs can't decide it, and I don't see how they can. 

agree to the apportionment of dollars now. If they can't, 

It means in effect that the 

They can't 

then I don't 

s e e  but  t ha t  it  has  to be  done  at  the  S e c r e t a r y  of D e f e n s e  l e v e l  and up 

t h e  Line. If t h i s  is  so,  I t h i n k  we a r e  g e t t i n g  the  s a m e  e f f e c t  r i g h t  now.  

In o t h e r  w o r d s ,  we h a v e  to j u s t i f y  wha t  we t h i n k  is  p r o p e r  f o r  SAC to 

the  Off ice  of the  S e c r e t a r y  of D e f e n s e ,  and h i s  d e c i s i o n  is  m a d e .  

Now, if we cou ld  get  to s o m e  s y s t e m ,  s i n g l e  s e r v i c e  o r  c a l l  i t  

w h a t  you  wi l l ,  w h e r e  we  cou ld  a t t a c k  t h e s e  v e r y  b a s i c  d i f f e r e n c e s  

and get  r e s o l u t i o n s ,  m a y b e  th i s  would  be  a good w a y  to go abou t  i t .  

QUESTION: G e n e r a l  W e b s t e r ,  I w a s  c o n n e c t e d  f o r  qu i te  a w h i l e  

w i th  a p r o g r a m  tha t  bo th  A i r  F o r c e  and Navy  had,  w h e r e  we s p e n t  

r a t h e r  l a r g e  s u m s  of m o n e y  in i n d u s t r y ,  b u i l d i n g  up f a c i l i t i e s ,  wha t  

we  u s e d  to c a l l  the  i n d u s t r i a l  b a s e ,  s u c h  as  tooLing up a i r c r a f t  c o m p a n -  

i e s  f o r  new t y p e s  of p r o d u c t i o n .  One of y o u r  m a g n i f i c e n t  e x a m p l e s  is  

the  h e a v y  p r e s s  p r o g r a m  w h i c h  I s u s p e c t  you  a r e  s t i l l  h a v i n g  t r o u b l e  

k e e p i n g  o c c u p i e d .  Could you  g ive  us a f e e l  f o r  w h e r e  we a r e  g o i n g  in 

t h i s  a r e a ,  n a t u r a l l y  f r o m  y o u r  s e r v i c e  ? I know tha t  we h a v e  cut  b a c k  

a little. I wonder if your Air Force program f(r this year and the last 

y e a r ,  and m a y b e  f o r  the  nex t  c o u p l e  of y e a r s ,  

m u c h  of t h i s .  

GENERAL WEBSTER: I donZt t h i n k  so,  

w i th  the  d e t a i l s  of t h i s  p a r t  of the  p r o g r a m .  

is  go ing  to too l ,  o r  do 

but I am not familiar 

I'II ask Colonel McCutcheon. 
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COLONEL McCUTCHEON- We have likewise cut back terrifically 

on it. I don~t know the dollar amount. Any tooling up for prior manu- 

facture any subcontractor wants to do has to be approved by the Air 

Force to make sure that facilities are not already in existence in 

somebody etse's plant that we could subcontract for. We have gotten 

rid of thousands of machine tools that we had in storage. So that part 

of it is definitely on the way down. 

STUDENT: Are you putting millions, hundred millions, or billions 

into it, for example ? 

COLONEL MeCUTCHEON: I wouldn't say hundreds of millions. 

We might be putting millions into it but it would be more for building 

up missile manufacturing capability, of the dust-f~ee~ air-conditioned 

type that we have to have. 

that it was. 

QUESTION: General, 

It is nothing at all compared to the magnitude 

in  v i e w  of the  l i m i t e d  funds  fQc d e v e l o p m e n t  

and p r o c u r e m e n t  f o r  t he  t a c t i c a l  a i r  f o r c e ,  wha t  i s  the  A i r  F o r c e  

v i e w  t o w a r d  p a r t i c i p a t i o n  in the  NATO l i g h t - w e i g h t  s t r i k e - f i g h t e r  

p r o g r a m  ? 

G E N E R A L  W E B S T E R :  I a m  not  s u r e  wha t  o u r  l a t e s t  p o s i t i o n  is  

on tha t  p r o g r a m .  I know in n o r m a l  t e r m s .  You a r e  t a l k i n g  about  j u s t  

t he  l i g h t - w e i g h t  s t r i k e - f i g h t e r s  f o r  N A T O  i t s e l f .  

t e l l  m e  wha t  o u r  l a t e s t  p o s i t i o n  is ? I d o n ' t  know.  

We h a v e  c o n t i n u e d  to, 

Can one of the  p l a n n e r s  

But le t  m e  s a y  t h i s :  

o r  OSD has  c o n t i n u e d  to,  put funds  a g a i n s t  t he  
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N - 1 5 6 ,  w h i c h  i s  N o r t h r u p ' s  l i g h t - w e i g h t  f i g h t e r ,  f o r  d e v e l o p m e n t  o f  

i t .  A s  f a r  a s  I k n o w  t h e r e  i s  n o t h i n g  y e t  in  a n y  p r o g r a m  w h i c h  w o u l d  

p r o v i d e  i t .  A s  t o  t h e  E u r o p e a n  e f f o r t s ,  I d o n ' t  k n o z .  G e n e r a l l y ,  

t h o u g h ,  o u r  p o s i t i o n ,  I t h i n k ,  i s  t h a t  w e  w a n t  t o  s u p p l y  o u r  a l l i e s  

w i t h  g o o d  a i r c r a f t ,  b u t  w e  d o n ' t  w a n t  t o  c o m p r o m i s e  t o o  m u c h  o n  t h e  

a b i l i t y  t o  d o  t h e  j o b .  

We h a v e  g o n e  i n t o  t h i s  N-156  in  t h e  W e a p o n s  B o a r d  q u i t e  a b i t .  

I t  h a s  b e e n  s u g g e s t e d ,  b e c a u s e  i t  w i l l  e v e n t u a l l y  b e  c o n s i d e r a b l y  c h e a p e r ,  

a s  a v e h i c l e  f o r  o u r  o w n  f o r c e s .  We c o n s i s t e n t l y  t u r n  i t  d o w n  b e c a u s e  

w e  d o n ' t  t h i n k  i t  w i l l  q u i t e  d o  t h e  j o b  f o r  o u r  o w n  f o r c e s .  

I a m  a f r a i d  I c a n ' t  a n s w e r  y o u  a s  s p e c i f i c a l l y  a s  I s h o u l d  b e  a b l e  

t o  a s  t o  h o w  w e  d o  s t a n d  w i t h  r e s p e c t  t o  t h i s  o r  t h e  E u r o p e a n  v e r s i o n  

o f  t h e  l i g h t - w e i g h t  f i g h t e r  f o r  N A T O .  

C O L O N E L  K E A C H :  G e n e r a l  W e b s t e r ,  w e  a r e  v e r y  g r a t e f u l  t o  

y o u  f o r  t h i s  v e r y  f i n e  p r e s e n t a t i o n  on  t h e  A i r  F o r c e  p l a n n i n g  a n d  p r o -  

g r a r n i n g ,  a s  w e l l  a s  f o r  y o u r  f r a n k  a n s w e r s  t o  o u r  q u e s t i o n s .  I t h i n k  

t h e  b o y s  a r e  e a g e r  t o  g e t  t o  t h e  b a l l  g a m e  n o w ,  s o  w e  w i l l  l e t  y o u  o f f .  

T h a n k  y o u  v e r y  m u c h .  

G E N E R A L  W E B S T E R :  T h a n k  y o u .  
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