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' THE AIR SERVICE PROCUREMENT PROBLEL

The major proc:uremant pfoblem of the Air Service in
simple terms is, of cours e, securing the needed amount of air-
craft and aircraft accessories to meet our war-time require-
ments. It resolves itself, however, intc a great number of
minor problems but minor only in name, as they are of the
- gravest lmportence, exceedingly complex and difficult of
solution. '

It may be well to narl«: back for just a2 moment to the
condit tions whmh prevailed when we entered the World War eight
years ago. Until then the War Department had done practically
nothing in the way of tralmnr“ personnel or in procuring air-
craft. Our unpreparedness in other branches is well known but
bed as this was, it could not compare with the entire lck of
" preparedness in the Alr Service branch. The result was con-
fusion worse confoundeds No one knew what we wanted in the
way of aircrzft, nor had they known, was there any knowledge
of how it could be secured. We sent commissions abroad and
their recommendations were conflicting and perplexing. Un-
fortunately, also, there was too much of the “frantic boast
and foolish word", predictions as to the vast number of air-
planes we would soon have over the Germen lines. The expet-
tations of our people were thus unduly aroused and when the
comparatively small results of our enormous effort, of our
great expenditure, were borne in upon them, these optimistic
prophets, who by the way should have known better, were rather
‘harshly. treated.

In the War Department there were very few officers
who knew anything about aircraft or its procurement, there
was no organization which could be expanded, no experience to
guide. After considerable floundering there was created
"The Bureau of Aircreft Production' which tried to bring
order out of chaos, which did much useful work but whichy
composed of civilians as it was, disbanded when the war ended
and such experience as its individual menbers geined was
taken back with them into civil life, whence they cames

Possibly you will remember the oft-repeated criti-
cism that the United States did mot build a single fighting
plane during the war. These critics mean the single~seater
pursuit planes, as we call them, and it is a fact that nons
of them were produced here. This was directly in consequence
of the recommendations made by the Commission sent abroad to
determine what types should be built in the United States
and in the light of the knowledge we now have, this recammen-

dation was a wise Onee.
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211 of the countries then engaged in the war against
Germomy united in recommending strongly that the United States
should concentrate on the buildinz of engines and on types of
nlanes which had becomne in & measure standarCized. Changes in
aireraft werc very many while the war progressed and this was
particularly true of the single-seater pursult plene. It wes
felt thet should production stert here on that type, it would
be obsolete long before it could reach the fighting forces.
Qur own representatives accepted this view.

It was arranged thet certein raw materiel should bs
supplied by the United States to be used abroad in the fabrica-
tion. of these particular airplanes. .

So far as airplane motors were concerned, 1t has been
stated, and I think quite correctly, that possibly the Liberty
motor was the greatest single contribution of the United States
in the way of materi®l to our own air effort and in a measure
0 that of those associeted with us in the war. It must be
remembered, hovwever, that it was not until the last quarter of
the calendar year 1918 thet these motors begzan to come through
in quantities. Ixactly the same thing is true of the owserva-
tion airplencs which we undertook to build here for nse at the
front. In other words, it was some 18 months after we entered
‘the war before we were begiming to swply airdéraft and air-
craft accessories in the guantities which we needed.

L

One of the problems before the Alr Service now is to
plan sufficiently in advance so that should we agein go to war,
such a long timg will not elapse before we are able to equip
our Air Forces with the materi cl which they will need.

The difficulties in the way of formulating a nroper plan
are, hovever, unfortunetely still many and greve. Should I
endeavor 0 reange them in their order of gravity or of ilmport-
ance, I shcald have to say that the lack of standardization of
2 ircraft is probsb ly the ong which stands first. If we were %o
go to war tomorrow, I do not know what we would have to produce
in the way eolwaircraft and zircraft engines. 50 far as our
training, pursuit and observation. planes are concerned, 1 think
that the types we would have to put in production should war
come two, three or four years heace, would be substantially the
same as the ones we are now building. This is a degres of
standardization which we have attained. But for bombing md
atteck planes, the selection of the proper types is still a
mtter for future experiment and decision.

It seems to me obvious that our materiel problem is thus
greatly complicated by reason of the fact that we do, not know
definitely what we want and ¢ omsequently are wieble to state
with certainty just what are necessary in the way of either
finish ed products or of. raw materisle We have been working
intensely upon & plan for swh procurement but we have had to
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deal with things as they are, with the thorough consciousness
that -such work will have to be done ail over again, from time
to:time revised as new developments take place, altered to suit
new oondltlons as they arise.

: '.Da_ke the guest ion of raw materlel alone. Until very
recently airplanes have been bullt of wood, wire and fabric.
Spruce was_the wood which was apsolutely necessary and the need
for 1t resulted in the development of an intense effort to
procure.a sufficient quentity of it while the war was in progress,
and even since the war we have been largely dependent upon this
materiel for the component parts of all of our airplanes.

- Although not strictly pertinent to my subject, it m2y
be interesting to tell you that ever since the war we have begen
endeavoring to liquidate these spruce production matters.
Crediting ourselves with the walue of the spruce we actuzlly
used, adding the sum which the Allies agreed to pay ard the
proceeds of the sales of the various Spruce Production prop er-—

ties,; we can see now that the actval return to the United
States will -be considerably over 80% of the total amount
' expended. for spruce production.

Metal however, is being used more and mOTre for building
airplanes. We shall, therefore, have to shift our requirements
from wood to special alloys fabricated into shapes which can be
used for the structural members of airplanes. As nearly as
possible we are trying to standardize this materiel and are
likewise endeavoring to use wherever possible the ordinary
commnercial products of metal manufacturers, but it is evident
that here, t00, we have noly reached the point where we can
formulate the necessary specifications to-cover just what we
regire. j

In ths last analysis wa are dependent upon the aircraft
industry for our finished products. - This industry during the
war had a mushroom-like growth. It sprang from nothing, ex-~
panded anormously and then when the war was over there was no
demznd for its product. The United States, like other- coun=
tries, was left with a large number of sircreft and aircraft
engines on hand, 2ll & which represented enormous expendi-
tures of money, which had to be utilized, and there being no
¢ ommercial demand for airéraft and few. orders placed by the
Government for new ones, this industry rapidly shrank until
it almost reached the vanishing point. A few concerns have
lived a hand-to-mouth existence, endeavoring -to keep in
business, visualizing the day when there would be & commerm
gial demand, and in the meantime building such new aircraft
as the Goverament ordered, but alvays under serious handicaps.



This war produced materiel, except the large number of Liberty
engines which the Alr Service still has, is now practically used
up and in the future such aircraft as we place with our organi-
zations must be nev and of the most modern types. This offers
to aircraft menufacturers a somewhat more cheering prospect,
particularly as there has been an indicat ion of the willingness
on the part of the powers that be to devote samewhat larger

suns t0 their purchase. It is manifest that we should keep &
sufficient number of memufacturers in being. We must have them
in order that we can secure the materiel we desire in time of
war. It is equally true that we should work toward this same
end, SO0 that when the commercial demand for aircraft does come,
as come it must and will, there may be agencies capable of meet=-
ing ite ] '

Under existing laws and regulations it has been doubly
difficult to accomplish this desirable end. Certain of the
aircraft manufacturers have endeavored to maintain enginsering
staffs capable of designing aircraft, while others have content-
ed themselves with being mere copyists, ready to build according
to any plans as might be furnished them, but incompetent to
make designes of their own. Naturally, when the United States
asked for compebitive bids for particular aircraft, these con-
cerns, not burdened by any eingineering overhead, wWere able to
offer lower prices. Had all of the work been given ta them,
the other manufacturers would have been compelled either to go
out of business entirely or else to disband thelr engineering
organizationse.

Purthermore, very little knowledge existed of the
actual real gost of building &irplanes and therefore some of the
bids were sadly unbalanced. The unfortunzte successful compe~
titors, if one may style them thus, frequently lost money,
sometim s very considerable sums, and manufacturer after manu-
facturer has in consequeice been compelled to shut dom or
has gone into the hands of Receivers. Again, I think that
gertain of these manufecturers knowingly took work at too low
prices, hoping that as develdpments took place they wauld ba
called upon to make change after change in the articles they
were building and that they could exact sufficient sums for
these changes to counter-balance their too low bidse. One of
the very first things I had to dowas to insist that these
Changé Orders, as they were called, should be reduced to 2
minimum. It was inpossible to eliminate them entirely . for
the very reason that this development in design and manu-
facture came too faste. :

Another great trouble has been the feeling on the part
of mamufacturers that the Government was competing with them
of ficia lly, not alone in designing but in manufacturing air-
craft. It is quite evident that if the Government should do
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“its ovn desipgning there would be a concentrstion of such talent

in Government employ, B0 incentive for manufacturers to do work
of this sort and it would follow that their designing staffs
wuld have to be eliminated, initiative would be checked and as
the Government was desling solely with military aircraft, when
the time came for the commercial use of these ner vehicles of
transporiation, there would be few, if any, who would be able to

"design them

Similarly, if the Governmeant actually undertosk the man-
ufacture of sircraft, the private individual manufacturer will
find nothing for him and he too would likevise be @liminateds

For the last two or three yers the Air Service has been
radical ly reducing the amount of actwel designing which it was
doing until it -can be said that today 1t does practically none
of this worke Similarly, the Air Service has rigidly gbpteined
from mamufacturing aircraft. Ve have built a few, a very feu
planes at the Eagineering Division, merely enough to familiar-
ize the staff thers with the quelity of work which we must have
done for us and with the materiels which have to be employed.
The idea has been to have at this ¥ngineering Division a staff
competent to m@mss upon the designs of others, ready, willing
and capable of testing any aircraft which might be produced,
while at the same time studying the military requirements and
being able to specify at any particular time just what we
wanted.

Recently an effort has bee made to crystalize this pro=
curement policy and there have been a number of confercences with
sircraft mamufacturers in order to reduce it to a worksble
formula. While this policy has not been officially promulgated,
briefly it covers

(1) The agreement on behalf of the War Department
to refrain from competition with established manufacturers,
cither in designing or in producing aircrafte

(2) It recognizes the design rights of those who
are able to create aircraft such as we need, and the pro-
priety of placing orders with them for aircraft of their .
owpn designe :

(3) If new establishments offér their services as
builders of aircraft, the United States will require then
to show their good faith and their ability by actually
constructing and cEfering for test such machines as they
can menufacture before placing orders with them. ¥Further-
more, such orders will not be placed umless these nav
machines surpass in performance those already in produc-
tion by other agenci es. '
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There bhas been an effort on the part of the Air Service
to induce manufacturers t0 specialize on particular tyoes of
machines. There are, as you no Goubt know, five types 0of air-
‘Planes which ars needed, training, pursuit, observat ion, bom~
bardment and attecke  As I see it zow, the Govermment orders
which can be placed within the next year or so will not be
Sufficient in volume t0 keep in being more than about ten or
a dozen aircreft manufecturers, giving each of them a reason-
2ble amount of business. If, therefore, we Gould have @ out
- two plants devoted to the production of each of our five types
of airplanes, we could keep them alive and at the same time
there would be & certain measure of competition which would
" enable us t0 check prices and we would have in fime of emer-

- gengy at lest 2 nucleus which might be expanded to meet our
war-time need. Should this ideal state of affeirs be brought
about, we would reguire the manufacturers to make their own
plans- for expansion, these to0 be formulated in sufficient de-
tail, subject to our approval or at least to our advice, and
thereby avoid the immense confusion which existed when we
-entered the Vorld War. ' r o T :

Just as an illustration, I do know of one particular
firm which aid go to all thé trouble of making just such plans
for expansion. It showed in detail how much floor space would
be needed, how many employes, how much ré&w materiel and gave an
estimte of the nwbers of its 'proéu'c:t which could be produced
at successive intervals. And it is quite pertinentto 2dd hers
that this particular product was obsolete within sixz months
after these plans were made, s0 that in o measure this work was
throm away. This is another illustrat ion of the rapid changes
whieh take place in all of this mteriel, and a further excuse,
if I may say so0, for our failure to have perfected at this date
a workable plan which we conld present to the War Department
and one which we could follow if we did g0 to war.

In the endeavor to perfect such = plan, the Industrial
Wer Plans Division of my office has done yeoman worke The
Chief of this Division and the officers assogiated with him
have done everything in their power, they have made a survey
of the industry, have endeavored to establish our requirements
and to devise ways by which they could be met. The amount of
work thezhave performed is really remarkable. I am thoroughly
satisfied that within the limitations imposed by existing
gonditions, this work could not have been better done. At the
very outset it was nccessary to assume that the Air Service,
under the meximum effort program of the War Department, would
need certaln numbers of aircraft. It was likewise essential
to select the tyDes which would f£fill this need. These types
were those which wozld have had to be put in production the
dey vhen this industrial war plaming work started. ZIong
before the huge task was even approXimetely compléted, modern
development had mede it ampareat that types other than those
coas 1 ered must be builb. :
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When consideration is given to the irmense amount of data
which must be available to produce planes of any type, the volume
of the work reguired when the type is changed is guite evident.
1t is a'matter of fact thet in order to build, say a Martin:
Bonber, a tyne, by the way which is prectical 1y obsolescent al-
though still in service, we must have not less than 6,000 draiwe
ings. Some idea can thus be ohtained of the difficuliy of esti-
mating the amount of material and preparing for its incorporatiom
in the finished product. '

Phe recent Procurement Wer Game was of great interest to
the Air Service. Ve went into it trying to lern all that we
possibly could and from the very outset it became cvident that
it was necessary to drew into it the Supply Division, the BEngi-
neering Division, and the Personnel Division, all of which were
directly or indirectly concerned with the matter of progurement «

This war game certainly brought out the necess ity for the
existence of a program, should war be declared and for a definite
plan to carry out that progrem. Any plan or even any part of a
plan is better than none. The time, the thought and the hard
work which have been given in an effort to drepare such a plan
#i1ll not be wasted. All of this will ho doubt mean a saving of
time, which in turn will save men and save money. We shall con-
tinue to try to perfect such a detailed method of procedure. for
use in time of an emergency but again and again I must csll
attention to the many lions in the path, not in order that we
mey turn aside from it, but that we may be prepared to meet them
and to overcome than.

-

T/hile I believe that the 0ffice of the Assistant Secre-
tary of Var desires to bring sbout decentralized procurement,
it is impossible for me to agree at present that this will bs
feasible so far as the Air Service is concerned. Our procurse—
ment 1s now highly centralized. It cannot be otherwise. I
believe we would cormit a grave error if we atterpt at the out-
break of war to shift from the present procedure and 0 endeav-
or t0 decentralize all of our procurement. Our District procure-
ment organizations exist on paper only and there is little foun-
dat ion uwpon which to build at the outbreak of war.

It seems t0 me that there is need for the enumciation of
a clear-cut policy which will outline the procedure in the matter
of procurement, the degree of supervision to be exercised by the
Assistant Secretary of Wer, and fix definitely the respounsibility
of the Chief of the Supply Branch aad his essential authoxrity.
Furthermore, I am satisfied that weshould plan 'so that the exist-
ing Deace~time agency might be readily and simply expanded in
time of war without any radical change in its oxgenization or in
the methods follawed.
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_ . The Ind ustrval’:dar College is in a way beginning to £ill
the place in relatlo:n to progurement that F¢rt Leavernworth and the
War College £i11 with relation to the combat units. I appreciate
very highly the value of the training given by this collegés I
believe that its graduates srould be used as far as possible
upon procurement work so that they can apply the knowledge they
"have gained. - So far as I can, I mean to assign the graduyates to
work of this sort and it is my sincere hope that with their aid
we may, before an emergency does confront us, have a definite
plan, a real program, one which we can put in force, carry on
with the assurance that it will-aid us greatly, add to our
ability to carry out our war-time mission. - '
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