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TH~ Al~R S~qVIOE PROOUF~NT PROBL~o 

The:major Procurement Problem of theAir Service in 
simple terms is, Of course, securing the needed amount of sir- 
craft and aircraft accessories to meet our war-time require- 
merits. It resolves itself, however~ into a great number of 
minor proble~nS but minor only in name, as they are of the 
gl~vest inrportance, exoeeding!y complex and difficult of 
solution. 

It may be well to harlc back for ~ust a moment to the 
conditions ~v~iich prevailed when we entered the World War sight 
y~ars ago. IJntil then the war Department had done practically 
nothing in the way of training pers•annel or in procuring air- 
craft. Our unprep~redness in other branches is well' known but 
bad as this was, it Could not compare with .the entire~ck of 
preparedness in the Air Service branch° The result was con- 
fusion worse confounded. No one knew what we wanted in the 
way of aircraft, nor had the/ knownd was there any knowledge 
of how it oohid be secured. Ws sent commissions abroad and 
their recontmendations 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 sir- 
planes we would soon have over the German lines, The expec- 
tations of our people were thus- unduly aroused and when the 
cm~aratively s~all results of our enormous effort, of our 
great e~penditurs, were borne in upon them, these optimistic 
prophets, who by the way should have known better~ were rather 
• ~rsh!y. treat ed. 

In the %Tar Department there were very f~, officers 
who kn~v a1~thing about aircraft or its procurement, there 
was no organization which could be ~xpanded, no experience to 
~uids. After cons id.srable floundering thee was created 
"The Bureau of Aircraft Production" which tried to 1~ing 
order, out of chaos, wh9 oh did much useful work but. w-hich, 
composed of civi~ lians as it WaS, disbanded wh~ the war ended 
and such e:~erience as its individual members gained was 
take1~ back with t.hem •into civil life, whence they c~me. 

Possibly you will remember .the Oft-r~peated criti- 
cism that the Uni~ted States did not build a single fighting 
plane during the war. These critics mean the single-~eater 
pursuit planes, as we call them, and it .is a fact that none 
of them wm's produced here. This was dir~ectly in consequ~m~e 
of the reoommsndations made by the ~on~ission sent abroad to 
determine what types should~be built in the United States 
and in thls light of t~e knowledge, we now have, this recommen- 
dation was a wise one. 



All of the countries then surged in the war against 
gerrmny united in reooz~nending strongly that the United States 
should concentrate on the building of engines and on types of 
planes which had become in a n'leasu',-e standardized. Changes in 
aircraft were ve~'V !~ while the ~ar progwessed and this vJas 
particularly true of the single-seater pursuit plane. It vJes 
felt thst should production start here on that typ. e, it ~vould 
b~ obsolete long before it could re, oh the fig/s.ting forces. 
Our o~n representatives accepted this view. 

Itwas arranged t~b2~t certainraw ~-2t~r~i~l should be 
supplied by the United States to b~ used abroad in the fabrica- 
tion~ of these particular airplanes. 

So far as airplane motors were concerned, it has been 
stated, ar,/ I think q~xLte correctly, that possibly the Liberty 
motor was the greatest single contribution of the United States 
in the way of materi~l to our c~~n sir effort and in a measure 
to that of those associated with us in the war. It must be 
rememb'ereG, however~ that it was not unti~, the ~ast quarter of 
the calendar year 1918 that these motors began to come throuEh 
in quantities. ~xactly the same thing is true of the observa- 

wn~c~. ~e undertook to build here for ~se at the tion airplanes ' " :~ 
front. Ln other words, i~ was some 18 months after we entered 
the ~Tar before we were beginning to s~ioply aireraft and a~r- 
craft accesaories in the quantities which we needed. 

One of the problems before the Air Service now is ,to 
plan sufficiently in ~dvance so t_hat should We again go to war, 
suc/~ a long ti~_e will not elapse before we are able to equip 
our Air Eorces with the materiel v;hich they will need. 

The difficulties in the w~y of formulating a pro~er plan 
are, h~ever, un~ortu.~mtely still ~,-~ny and gr2veo Shoul~ I 
endeavor to ~nge them in their order of gravity or of import- 
ance, ! sho~!~ have to say that the lack of standardization of 
aircraft is probably the on~ v¢~bich stands first. If we were to 
go to w'ar tomorrow, I do not !~ow wlBt we woul~ h~ve to produce 
in the wcy ~ ef~aircraft and aircraft engineso ~ So f~r as o~ 
training, pursuft and ob Servat i0n planes are c one erneS, i think 
that the types ~e would have to put in Prbduction should war 
come two, three or four years hence, would be substantially the 
same ~s the ones we are noi~ building° This is a degree of 
standardization which we hsve att$inedo Bu~ for bombing aqd 
attack planes, the selection of the prope r types is still a 
r~atter for future experiment and decision. 

~t :s~ems to me obvious that our materiel Oroblem is thus 
greatly complicated by reasen Of the fact that w~do. not kn~v 
definitely ~-~hat ~ve ~ant and :con~eque:4t!y are miabl~ to state 
with Certainty justwhat are~necesSaav in the way ~f either 
finish ed produc.tS .or of.. r~ materi@~, ~ " ~e have been- working. 
int~nsely~upon a:plan for SuCh prOcurement but %vs have had to 
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deal with things as they are, with the-thorough c@nsciousness 
that..suQh work will-have to be donm all over again, ~from time 
:to:.time revised gs new developmentstake, place, altered to suit 
nGw ~.nditions as they arise. 

- Take the question .of.. raw materi~el alone, until very 
rec.ently, airp!anes L ~have b sen built of wood, wire and fabric. 
Spruc~ ~'#as the woo~ which was absolutely n~cessary and the need 
for i-t resulted in the development of an intense effort .to 
procure.aL sufficient quantity of. it while the war "~as in progress, 
and even since the war we have b~en Imrge~y dependen~.upon this 
materiel for the c~ponent parts of all of our airplanes. 

A~though not strictly pertinent to my subj~c$~ it may 
be interesting to tell yo~ tha~t ever since the war we have b~sen 
endeavoring to liquidat~ these spruce production matters° 
Crediting o.u~selves with the valu.e of the. spruce.we aetually 
used, adding the a~m which the Allies ~greed to ,pa F _anl ~ the 
procee&s of the sales of the various Spruce Production proper- 
ties,-we can see now that the-act~l retu~ to the United 
S-bates .will.be cansiderably over 80% of the ~t.eta.l amount 
expended for spruce production, 

Metal, .however, is being used more and more for building 
airplanes. We shall, therefore, have to shift our requirements 
from wood to special ~loys fab:,icated into shapes which can be 
used for the structural memb~s of sirp.lanes, As nearly as 
possible we are trying to standardize this ~ materi el -and are 
likev;ise enaeavoring to use wherever possible the o.rdinary 

con~ner~cia-1 produo!s of metal nmnufacturers, but it is evident 
that here, too, ~,~e have no~ reached the point where we can 
formulate the necessary specifications to e~.gr just what we 
require. 

in th-s l~st analysis we are d~pendent uponthe ~ircraft 
industry for our finished products. -This industry during the 
war had a musha~.oom-like growth. It sprang from nothing,, ex- 
pen~ed enormously and .th~n when the war ~as over there was-n~ 
deN_anti.for its product. The United.States, like other-conn.- 
trims, was left ~ith a-large number of aircraf.t and' aircraft 
engines on bend,., all ~ which represented enormous expendi- 
tures of money, which had .to be utilized; and ther~ being.no 
commercial demand for aireraft and fray,, curlers placed by the. 
GovernMen~ for new ones, this industry rapidly shrank until 
it almost reached the vanfshi~g point, A f~ew concerns have 
l$~ed a band,t~-mouth exist•e~ce, •e~deavoring.to •k~ep in 
b us iness, Visumii.z i~g the• day !.when. t.h~er e -w ~Id.• b e~ .a• co.mmer,-- 
e.ial demand,:~a,.nd in~ the meantim.s Building: such new aircraf.t 
as the GovezAment ordered, but always under serious handicaps. 
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This war produced m~teri a~, exsept the large number of Liberty 
engines which the Air Service still has, im now practically used 
~p and in the future such aircraft as we place with our orgazl- 
zations must be n~v and of the most modern types. This offers 
~to aircraft manufacturers a somewhat more cheeringprospect, 
particularly as there has b~sen an indicat ion of the w~llingnsss 
on the part of the powers that be to devote sa~ewhat Iarger 
s~s to their purchase. Tt iS manifest t!~t we should keep a 
sufficient number of n~nufacttlrers in being. ~Ve must have them 
in order that we can secure the materiel we desire in time of 
war. Kt is equ~lly true that we shoul~l work to~ard this same 
end, so that when the cemmerc~l demand for ai~mraft does come, 
as c~ne i~ must and will, there may be agencies cal~ble of meet- 

ing i t. 

Under existing l~s arg regulations it has been doubly 
difficult to accomplish this desirable end. Certain of the 
aircraft manufacturers have endeavored to nmint~.in engineering 
staffs capable af designing aircraft, while others have c~tent- 
ed themselves with being mere copyists, ready to build according 
to ~qy plans as might b e furnished them, hut incsmp~tent to 
m~ke designes of their own. Naturally, wh~ the United States 
asked for compa~itive bids for particular aircraft, these @on- 
corns, not burdened by m~y eingineering overhead, ~ere able to 
offer lower prices. Had all of the work been given t~ them~ 
the other manufacturers would ha#e been compell~ either t o go 
out of business entirely or else to disband their engineering 

organizat i ons• 

Furthermore, very little knmvledge existed of the 
actu~l real Goat c~' building airplanes au& therefore some of the 
bids were sadly unbalanced. The unfortunate successful con~pe- 
titors, if onemay style them tl~us, frequently los~ money, 
sometim~ s very considerable s~s, and manufacturer after manu- 
facturer has in consequsace been compelled to shut ds-aq or 
has gone into the lands of Receivers. Again, I think that 
certain of these ~mnuf~cturers knowingly took work at too low 
prices, hoping that as developments 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 tag low bids. ~~ One of 
the very first things I had to do was to insist that these 
Chang~ Orders,. as they were ~allad, should be re&uaed to ~ 
minimum. Xt was L~possibla tO elimii~te them entirely for 
the very reason that this development in design and n~nu- 

facture came ~b.oo fast. 
• . • -. : . • . 

Another great trouble-h~s been the feeling on the p~rt 
of manufactur/e~s that the Governmen~ was competing with ~hsm ~ 
officially, not ~.lone im designing but in ~mauufactnring Air- 
craft. It is qui~e evident that if the Governmen~ should do 

/. 
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its o~rn desig~ing there would be a concm~_tration of such talent 
in Govem~meut en~loy, mo incentive for manufacturers to do work 
of this sort and it would foll~ tlmt their designing staffs 
v~uld ~Bve to be eliminated, initiative would be checked and ~s 
the Gover~nent ~.~'as de~ling solely with milita_~j aircraft, when 
the time came for the ca~zs~zcial uae of these nay vehicles of 
trans)ortation, there we~.ld be fay, if a~, ~ho would be able t~ 
design ther~ 

Si~]ilarly, if the Government actually u~hertosk the ~au- 
ufacture of aircraft, the private individual manufacturer will 
find nothing for him and he to~ would likewise be [elimir~ted. 

For the last ~vo or three y~rs the Air Service has b~n 
radi~Blly reducing the amomut of actual designing which it was 
doing until it can be said that today it does practically Bone 
of this worm. Similarly, the Air Service has rigidl~ ~1~tained 
from ~A~facturing aircraft. ~e have built ~ f~, ~ very fa~ 
planes at the ~gineeri~g Division, merely enough to familiar- 
ize the staff there with the quality o£ work wl~ich we mus~ have 
done for us and with the materiels whiah have to be en~ployed. 
The idea has been to have at this Eng'ineering Divisiom a st~ff 
competent to i~ss ~pon the designs of others, re~dy, v~illiug 
and 2ai~ble of testing a~ly aircraft which might be produced, 
while at the same t~me studying the military requirements and 
being able to specify at ~ny particular time just wh~t ~ve 
wanted. 

Recently an effort has bern made to crystalize this pro- 
curement policy and there have been a number of conferences with 
aircraft .~nufacturers in order t o reduce it t e a workBb I s 
formula. ~Jhile this policy has not been officially promulgated, 

briefly i~ covers 

(I) The a~oTeement on behalf of the War Dep~rtment 
te refrain from competition with established manufactttrers, 
eith,er in designing or in producing aircraft, 

(2) it recog~izes the desig~ rights of thome who 
are able to create aircraft such as we need, and the pro- 
prissy of placing orders wi~h them for aircraft of their 

own desi@u. 

(3) If na~ establishments off@r their services as 
build~rs of aircraft, the United States wi II require them 
to show their good faith~and -their ability by actually 
constrmcting and ~feriug for test such n~chinms as they 
can n~nufact~re~ before placing orders with them. Further- 

~ more, such orders will not be placed u~l~ss these n~v 
.machines sur~ss in p~rf~rmance those already in produc- 
tion by other agen~i eSo 
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There ~has been an effort on the p~rt of the Air Servi~e 
to induce ~:~nt~actua-srs to specialize on particular types of 
.machines. ~h6re are, as you no doubt know, five types of air- 
-plan es which ar .~" needed, tra ining, purs nit, observa t ion, b om- 
tardment arid attack. Xs I see it how, the Government orders 
Which can b~ placed within the next y~r or so will not be 
sufficient- in vol~ne tokeep in being more than about ten or 
a dozen aircraft-manufacture~.-s, ~,~iving each of thema re~son- 
• able amount of business. ~, therefore, we ~ould have sb out 
~7oplants devoted to the production of each of our five types 
of airplanes, we could keep th~.n alive and at the same time 
thee ~;ould be a certain meas~-e of c.cmpetition which would 

• enable ~s to check prices and we would have in time of emar- 
• - ge:~y at ] east a nucleus Which might be e~nded to meet our 
• war-T.ime need° Should this ideal state of agfairs be brought 
about, we would require the ma~ufacturers t@ make their own 
.plans-for e~aus-ion, these to beformulated in sufficient de- 
tail, subject to our approval or at least to Our advice, and 
thm~eby avoid the i'nmense-'confusion which existed when ~-;e 
• entered the ~/orl~ %~'ar. " • - " 

Just as an-illustration, I do ~ow of one particular 
firm which did.go to all the trouble of making just such plans 
for expansion° It showed iu detail how muck floor Sl~ce would 
be needed, how n~ny en%oloyes, h~:~ much raw materiel and gave an 
est'~zmate of the n,~zfodrs ofitsproduct which could be produced 
at successive intervals, And it is I quite pertinsn~nto add hm:e 
that this po-~rtioular produ=t was obsolete within six :months 
afterthese plans were made, so that in ~ measure this work was 
thra;;n away. This is another illustrat ion of the rapid changes 
which, take placG in all of this -~ateriel, and a further excuse, 
if I may say -so, for our f~ilur~ to have per-~-ected at this-date 
a workmbl.s plan ~ " ' wnlcn we could present to the War Department 
and one which we co~ld follow if we di~ go to war. 

in the endeavor to perfect such a p_,au, the industrial 
~'{ar Plans Division of :~ office has done yeoman work. The 
Chief of thi.s Division and the officm-s associated with him 
have done. everything in their power,.they ha~e made Z survey 
of the industry, have endeavo~ed to es-~ablish o~r requirements 
and to devise ways by which they .could b e .met.. The amount c~ 
work th.s/,have perfo~ned is really remrk~ble. .I an thoroughly 
satisfied that within the limitations i~=posed by existing 
conditions, this wo-~-k could not have be~n better done. AS the 
very outset it was neoessa~y to assume that the Air Service, 
under the maxim~n effort program of the War Department, would 
need certain numbers of aircraft° It ~Tas lik~ise.essential 
to select ~the ty)es ~:,,hich would fill tii.s need,: These types 
were those which Would !~ve had to be p~t in pmodu,~.tionthe 
day whe~ this industriel war plamnim@work started.. T_~ng 
before the l~uge, tssk waS even appro~im~.t ely completed,':modern 
d~v61opment had. ~de it a~arent that types other .t~h~n those 
c one ~ ered m-~,t 'be built. .' i :~ 



When consideration iS give~n to the iz~ense amount of data 
which must be available ~ to produce planes of Any type, the volume 
of the work required -~en the ~ype is~ changed is quite evident. 
It is ~matter of fact ~' that in order to build, say a ~rti~/ 
Bomber, a ~e, by the way which is FracticaTly obsolescent' al- 
though still in service, we must have not less than 8,000 draw- 
ingso Qome idea can thus be obtained of the difficulty of esti- 
mating the amount of material and preparing for its incorporation 
in the finished product. 

T-he rec~nt Procurement War Game was of great interest to 
the Air Service. We went into it trying to learn all that we 
possibly could and from the ve~7 outset it became evident that 
it was necessary to draw into it the Supply Division, the ~qgi- 
neering Division, and the Personnel Division, all of which were 
directly or indirectly cmlcerned with the matter of procurement. 

This ~,~'ar game certainly brought out the necessity for the 
existence of a program, should war b e declared and for a definite 
plan to carry out that program. Any plan or even any part of 
plan is better than none. The time, the thought end the hard 
work which have been given in an effort t o prepare such a plan 
will not be wasted. All of this will ho doubt mean a saving of 
time, which in tum~ will save men and save money. We shall con- 
tinue to try to perfect such a detail~ed method of procedure~ for 
use in t~ne of an emergency but again and again i must call 
attention to the mar~y lions in the path, not in order tha~ we 
may turn aside from it, but that we 2~ay be prepared to meet them 
and to overcome then. 

Uhile I believe that tha Office of the Assistant Secre- 
ta~ of P/at desires to bring sb out decentralized procurement, 
it is i~possible for me to agree at pres~at that this will be 
feasible so far as the Air Service is concerned. Our procure- 
mgnt is now highly centi~lized. It cat,mot be otherwise. I 
believe we would co:~nit a grave error if we atte~pt at the out- 
break of war to shift from the present prooedure and to endeav- 
or to decentralize all of o~m prDcuremeut. 0tu ~ District procure- 
ment organizations sy~.ist on paper only and there is little foun- 
dation upon_ which to b~ild at the outbreak of war. 

it seems to me that there is need for the entTaciation of 
a clear-cut policy which will outline t;ie procedure in the matter 
of procurement, the degree of ~apervision to be exercised by the 
Assistant S~creta~# of War, a~ fix definitely the responsibility 
of the Chief of t~e Supply Branch and 1~is essential authority° 
Furthermore, i am ~atisfiec1. that we a~o~d pla~ so that the exist- 
ing peace-time agency might be~ readily and s~ply e~panded in 
time of war without a~ radical c_~nge in its organization or i~ 
the ° m etho ds f oll~ ed. 
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• The Indust~-~al~Var College is in a ~'ay beginning t.o fill 
- ~ ? 

the place in relat%o~ to p-rocurement that F~rt Leave~r~Jorth and the 
YJar College fill wi~h relation to ~ the combat unit, s~ • E appreciate 
Very highly the value of the training given by this zollege ~. I 
b eli~-e that its graduates ~oa!d be used as far aS possible 
up~pr'ocurement work so that they can apply theknowledge they 
have gah~edl. • So.far as I can, I mean to assign th~s grad~at.es to 
work of t_his sort and it is my sincere hope that with thelr-aid 
we n~/y, before an emergency does confront us, h~ve a defiz/ite 
plan, a real program, one which we can put in force, carry on 
with the assurance that it will.aid as greatly, add to our 
ability to Garry oat our war-time mission. 

• • • L 
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