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Your Director has given me the honor of addressing 
you on the subject "The Activities of The Assistant Secretary 
of ~.~ar in Current Procurement". I am pleased to have this 
privilege for I believe that many officers Of the Army do not 
• realize that The Assistant Secretary has important duties 
pertaining to Current procurement, and that ~ Still larger 
number do not have a clear idea as t o just what these duties 
are, how they are exercised, or what relation they bear to 
the supply functions of the General• Staff and the procuring 
S ervic es, 

The question as to whether procurement should be 
supervised by The Assistant Secretary of War, by the General 
Staff, or by an# central agency ~lll not be discussed. V~e do 
know that the Congres.~ in the light of the •supply experiences 
of ~he !Vorld ~~ar provideg in ~he National Defense Act that 
The Assistant Secretary of %:tar ~,~ould be charged with supervision 
of the procurement of all military supplies and other business 
of the War Department pertaining thereto, 

The Assistant Secret.ary 4f War has many and varie~ 
duties - more since the office of the Assistant Secretary for 
Air was discontinued. Some of his duties are statutory and 
some are delegated to him by the Secretary. Not all of his 
duties pertain to procurement. In general all business 
matters of the ~Var Department, except those pertaining to the 
Panama Canal, Panama Railroad, Inland ~-laterways Corporation 
and Bureau of Insular Affairs are handled in his office, while 
all military matters, as you know, are handled by The Adjutant 
General and the General Staff, except ~ few ~hic.h: are delegated 
to the Assistant Seoret~ry by the Secretary. 

. . . . .  The cmrren% business matters -~.~hich Come to The 
AsSistant Secretary's ; office are handled by the Current .Pr~ure- 
ment Branch. Of course, the most important and most numerous 
dutios of the Branch pertain to the current procurement of 
supplies and ~itl is to these particular'~ ~ ~ . a c t i v i t i e s ~  ~ ~ that_ I shall 

. . . . .  ~ en~sc~vor to cosine my remarks. Please bear in mlnd tha~ he 
term "procurement" imeans acquisition of :Supplies by purchase, 
production or other legal means. 



' 0  -ione;i i  ':in: supply  hain 
and not the f i r S ~ l i n k 0  TM 'Bolere ~uantity procurement can be 
begun certain preliminarywork must be performed. Funds must 
be obtained from the Congress or other agencies; exper i- 
mentation, .reaearch, development and service tests must be 
carried on to determine the most suitable and efficient 
supplies and equipment fer our"Army; the types and kinds 
found suitable must be adopted and approved for procurementj 
and t11e particular supplies and quantities thereof which are 
.to be procured with the funds available must be determined. 
.@f cottrse ~ the quantities O f SUCh~routine Supplie~ as 
~clothin~, equipage,.. subsistence, and regular supplies whieh 
are to ibe procured are automatically determined by the 
Pr0curlng servi©e from the Tables of Basic Allowances. For 
other importLnt items of' su~p!i~S: .and equipment, the procuring 

.. services ~re~requiredto submlt.Requirements Programs for 
approval by the General Staff, Which programs state th@ items 
and quantities thereof which the services propose to procure 
with the funds appr0priated for such purposes. Appropriations - 
always inadequate to meet all requirements - must be apportione~ 
so that the.mos t necessary supplies will be procure~ with the 

~ funds available.! These preliminary steps oonstitut@ the first 
link in the supply:0hain, and are under the supervisio n an~ 
control of the General Staff, Aside from the actual p~ocure- 
ment Of such supplies as ~may be needed in connection with the 
Preliminary work, about the onlyl, interest that The Assistant 

' Secretary of ~Tar has during this stage is whether the types, 
" .kinds and quantities approved for procurement present any 

serious procurement problem andwhether the stipulate d 
military characteristics when written into the specifications 
will unduly restric t competition- or arbitrarily eliminate 
important m_~_nufacturers, if the competitive field would be 
.unduly limited by SUC h ~ilitary requirements , er if~other 
procurement difficulties are anticipated , the General Staff 
is consulted to see if modification can be made without 
serious ~etriment ~ to military needs. If net, The Assistant 
Secretary likes to know that there is sound defense for 
such" military requirements in orderthat any objections 

- which may be made bythe industry or by the Comptroller 
General to the restrictive or other features of the speci- 
fications may be0vercome, or - if not "over~ome that the 
action of th~ War ~ePartment could be Successfully defended 
in a Court of Law or in a c0ngr.essional er ~rand Jury 

" ~-" Investigatione " ' . . . . . . . .  '"~ -~ 

.... ~ I"AII :~ .of these steps having be-en accomplished, ~he 
actual procurement stage S th@ Se~ond limk in the supply-ehain 
Chain- is reached a~d it is at this.pe-int that the ~ffi~e 
of TheAssistant secretary.enters the supplypicture. Before 
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_:; pur0~hlsei::~or .~manufacture :of .imp or.rant classes of :supplies, 

- .~, i . . .  16rdnan~e, aSreraft ~d otl~er imp6rtant teehni~ai equipment, 
is Snitiated, the procuring service is reguired to submit 
a Procurement Program tO The Assistant Secretary of ~rar fer 
~pyroval. This program shows each item tO be procured; 
quantSties; estimated e.ost; v~at depot or procuring agency 
will make the purchase, or at what ddpot or arsenal it will 
be mazufacturei; when bids will b(~ iuvited; length of time 
bet~-een issuing invitations and opening bids; ~,~qat speci- 
fications will be used; and what will be the requirements 
as todelivery schedules. -..ie are particularly interested 
in seeing that proper sepcifications will be used, that 
ample time will be allowed for bidders to •submit ~bids - 
30 days if practicable - and that delivery requirements 
are not ~any more severe than necessary as this might result 
in higher bid~ and shut out smaller dealers a.~d manufacturers, 

~Jnen the invitations for bids are issved a copy ~f 
each is mailed ~o The Assistant Secretary of %~ar. Abstraets 
of bids received with awards indicated are also furnishe~ 
our office. All contracts over ~)25,000 in amount for aircraft 
or aircraft accessories, and all awards for automotiv~ vehicles 
are required by our regulations to be approve~ by The Assi.",t~mt 
Secretary:el ~'e.r. All eon~raets, regardless of ~ou~nt~ for 
~irer~ft ~r aircraft s.ecessories purchased under the specia] 
procurement provzsions of the Azr Corps Act are requi~ed by 
law to be approved by the Secret~ry of ":'fa~. He ha~ delegated 
this duty to The Assistant Secretary. Lo other c..ontract~ 
come to ~our office for approval. Nm~thly ~'eports of ~pen 
market purchases over ~100 in amount z~us b be submitted for 
approval as required by law. 

These invitations, abstracts m~d open market 
reports are examined in the Control Section of o~r office to 
see that• la~s, regulations and policies governing procurement 
are being eomPl!~,d with. Any delinquencies are ~alled to the 
attention of the procuring service so that oorre©tive action 
ma[~ber~taken. A pablic ir~formation service is ms.intained so 

• that all interested Persons may by calling at the Contr~l 
SectiOn .obtain information as ~o the invitations for~ids 
which .havre been i~;sued, the naEes of bidders, the prices bLd, 
and thsbi~s to ~uhom ~.wards~ were made. Quartoriy Progress 
Rei~orts are prepared in the COntrol Section whi~ sha~ the 
progress being made by the supply servi.~es in procuring 

: ,  certain of th0 more important ite,~;Is vr]'.i~h ;are to be acquired 
_-v .~ . -~ ,  .- ~ri%hin~.; . : - t h e '  . our.'ent. . , ~fiscal: ~ year. As the. funds appropriate~ 



~ ~ F~ar~er~y;!'~ i~Sl important th~tL'preper:.pr0~u~ement ~ progress be 
~ made'i~n ~urde~'that the funds may not iapse ~ Before~ijaii ~of the 
/ supplies .• are Contracted for. Als0 it is important that the 
supplies be available at the time needed. The items ~" on which 
the supply services are required tO submit Progress Reports 
are designated by our office. They are the same as ~he items 
on the Requirements PrOgrams submitted to the General Staff. 
Those items of equipment and materiel which are most 
essential to our military efficieney and state of prepare&hess 
ar~ selected for controlby the Staff and for progress checking 
by us. Char~s No.l:a~d 2 atta~he~ show some of the items 
selected for checking and the graphical methods use~ for 
showing~the progress made in the procurement of ea~. 

Since you have been furnished a mimeograPhed paper 
sho~zing the organization of our office, the officers on duty 
therein, and the kinds of cases which they handle in 
connection with current procurement, I shall not take any 

• more of your time in detailing further cur dailyroutine 
administrativa and control duties in the handling ef Current 
procurement ma~ters. A large amount of correspondence and 
numerous business men come into our office on matters incident 
to procurement. A large percentage of these cases ~re 
pr.~tests and complaints from industry, fro~ bidders; and 
from ico~tra~tors about specifications, bids, awards, N,~.A. 
,0de violations and requirements ~y and decisions ~f our 
contracting officers. .... 

Inbrief, our statutory supervisory duties cover 
the procurement of all militmry supplies by purchase, ~ ~: 
production or other legal means, whether obtained for experi- 
mental, service test or issue purposes; inspection, test, 
acceptance and any t~nporary ~storage necessary in eomuection 

~lth procurement; procurement e~ materials an~ faciiities 
• - for manufactruing purposes; the civilian personnel engaged 
' on current procurement ~duties; and the construct'!on, ~ 
maintenance, repair and insPection of all establishments ~n~ 
facilities for the foregoing purposes. @ur proquremen~ duties 
an~ when the supplies have been inspected, testea,:i acmepted 
and delivered to the proper supply Service for s~rage or 
issue, or when~their msmufacture in a Governmen~ plan~ has been 
completed ~and delivery mad0 to the proper ~suppLy depot or 

• usimg agency. . . . . . . . . . .  - ' ~  ~ " ~ "  ' .  

The third an~ :last link in the supply ~h~in ~s under 
~, thesupervision and control of the General Sta~. It comprises 

the distribution, storage and issue of the supplies. If at a 
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later date any of the sups?lies become surplus to the military 
~i ' needs and are declared so to be by the Secretary of lVar, tl~ei2 

~ d ~ o s a !  i s  ~ a u t h o ~ i Z ~  ~~ .... ~ . . . .  ~ "  ~ ' ~ ~ "  . . . . .  ~ " ' and supervised by ou~ o~e- One of the 
delegated duties of The Assistant Secretary of !.~r~ 

i. 

~ To stunmarize the supply responsibility: 

• FIRST STEP - Requlreme.~s as to quantities 
and types - supervised by the 
General Staff. 

SECOnd3 STEP- Procurement - supervised by The 
Assistant Secretary of War. 

• - " ~" "~, m THIRD oT.~P Distribution, storage and ~ issue 
supervised by the General Staff. 

' ~ No~:~ let us turn to the oper~,~ting side and get a 
general picture of the agencies v:hich execute procurement. 
Supplies are procured by the Several sup:21y services and, to 
a limited e~xtent, by the ~-NatiOnal Guard Bureau. •The 

~ Quartermaster Corps procures a!l~supplies of a conmlercial 
nature which are comm0n~ to two or more branches of the Army. 

.... Spec~ial and technic~al articles are procured by the br~ch 
using or issuing such articles. The Teohnical Supply Services 
are the Ordnance, Engineers, Signal Corps, Air Corps , ~ledical 

~ Corps, chemical l?~arfare S.ervice and, to a minor degree, the 
Coast Artillery Corps. ~. Chart No.~2 attached shows the total 
amount of sups.lies purohased during'~he last • fiscai ~ year and 
the percentage 0ft~e~totai ~ which each supply service procured. 

• It will be noted ~that the Quartermaster Corps is the 
big procuring agency for the ~'~ar Department. Of course, 
the amount expended in the fiscal year shown is considerably 

~' above norn~i - because 0f Purchases for the Civilian Conservation 
Corps, Annual. supp~ly purchases.~. , : ~f0r the Regular Army normally • 
run from ~80, 000, 000 to ~100, 000, 000. Chart No° 3 attached 

: shows the totai purchas~es 'and! :distribution thereof among the 
~ ~: supiJly SerVi6es ~for more normal years. 

~ ..... " "~ ~"" ~ You Wi l l  n o t e  t h a t  t h e  N a t i o n a l  Guard Bureau d o e s  
Some ~ r O c u r e m e n t ~ o r k o l  I t ~ g e t s  most  o f  i t s  s u p p l i e s  au~_ 

" "~ e q u ~ P m e n ~ i ~ h r o u g h  ~h~i s u p p l y  s e ~ c ~  o f  t h e  Regu1~r ~ A ~ y ,  but  
. . . .  i t ~ d o e s  'bU~ some s u b s i s t e n c e ,  f u e l ,  f o r a g e ,  an d camp r e p a i r  

.... ~ and ~ Cohst~Uotion ~te~ial. ~ ~ ..... ~' 

"~:~ ~ ~ ~:~ T~ePe ~e - three operating procUrement echelons which 
iL'~ : ~-exe~Ute ~ curr~ent~ p~0Cure~ent ~ and through which the AsSistant 



i. 

FIRST ~The Offices of the chiefs "Of " 
.- Supply s ervi Ces. -' 

,. • ,• • • • •. !~ .- • 

SECOND 

THIRD 

- General •.. and Branch Depots and 
Manufacturing Arsenals-and Depots. 

- Procuring Agencies at Posts, Camps 
• . and Stations, 

" " The first two' echelons operating directly under the 
cont.rol of. the chiefs of the services and consequently the 
procurement activities of these two can be more closely 
and efficiently supervised than those of the. third echelon, 
which operates under Corps I Area ~nd DePartment Commanders. 
The agencies in this latter echelon are numerous and they 
make numerous purchases, all of which laakes supervision 

• diffi.oult. During .the past, fiscal.year there ••were 837 
. purchasing officers..i n the Quar~ermaster Corps al~ne. They 
made .510~OO0 purchases .during.the year. You can see that 

:~ the- Control Section of our office has plenty of material to 
work on. ,. .... ;. ... .. 

'. . Each •Chief of Sez~i;cS coordinates and-controls the 
procurement operations of his ,agency., The Assistant . 
.Secr, etarY ef .War super.vises th e Procurement activities of 
all ithe sup, ply.services I. (The Director o~i Procurement, 
Treasury Departunent, c0ordinates and controls the prooureraent 
a~tiviti~s of all the Government departments :and establish -• 
ments.... ; . ... .. . : - 

~ ". ~: Let" ms leave the operating Side of ~he picture for 
• a moment and return to the supervisory •side. The Congress 

has char god i T.he As s ils.tant : Secretary ~. Of ~,~ar ~ith s.up ervision 
of procurement, ~ AcCording: ito~ the dictionary ~"to supervise" 
means "!bo oversee forl direot~ion'! or "to superintend". •. In 
other words, it is the s~a~utory duty and responsibil4ty @f 
The /%ssistant. Secretary of IVar. ~o ovprsee the procurement work 
ofthe various operating ,.agencie~z and tol coordinate and guide 
.their proc.uremen~ ac~i~t~es~s0 ,~ha~i theyl ~ll~.~wrk as an 
efficient ~eam ~owards a c@~/i~ goal, • Remember that !fall the 
supply' ac~iVitie~s Of ~l/e SupPly. ~se~i.oes, othe~r ~!.t.h~n.lprocure 
ment, are supervised by the G@nerai St~f sol tliateach' supply 

• service works under two different supervising~ agencies. The 
"~: "~iii '~ iShper~isory idut~es~ of Thai Assistant secre~a~ ,of War should 

..... ;:b~!~confined'to the dete~nation of broa~ preCurement~pelicies 
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procuring services, leaving to the chief of the supply 
servi0es the::actual details of operation in order that his 
organization may:function as a. harmonious~unit. In organ- 
izatio~of the~soope and complexity of the supply services 

:~ of theArmyauthority and~responsibility must be delegated 
to the chiefs thereof to the fullest~extent and by them, 
in turn, to their subordinates in order to assure the 

::~ attainment of the supply mission. 

i " 

In brief then, The Assistant Secretary of War 
merelys~ands on the side lines andwatohes the work of the 
current procurement temm, ~As:10ng as it is operating in 
accordance with existing instructions and policies, no 
directive action is required.by him. It is only when some 
member of the team makes a bad play, or is about to make 
a bad play, or when after watching the team in operation 
he believes that a change in the line-up or in technique 
would result in improvement ~ that he steps in and exeroises : 
control in conjunction~ith and as a result of his supervisory 
dutiesl Of course, there are times when he has to transmit 

~orders v~ich come from higher authority, such as the Director 
of Procurement, Treasury Department. 

f 
The mission of current procurement is: 

To Procure supplies of the designated kind 
and qu~lityinthe quantities required and 
in time to m~ce them available when and where 
needed. , 

. 

3. 

To maintain satisfactory relations with the 
business w@rld. 

To procure supplies as economically as is 
_consistant with the foregoing objectives 

..... and as is possible under restrictions imposed 
.... ~ = by laws~ and regulations fromhigher authority. 

,: ..... 4. ~To establish a peace-time system of procurement 
~ ...... which Can be converted into a war procurement 

system with a minimum change. 

v!~:~ ~Alllthe f0regoing objectives are interdependent. It is a 
primary~d~uts[ oZ~ our ~off~ice to detenAine, such policies and 
methods of Prgeu~ement and direct such changes in the organ- 
ization or procedure of the operating agencies as will 
further the attainment of the current procurement mission. 

-- 7-- 



Our existing policies which we believe will fur~her 
~.~.the:-:~atta:~nm~t"~of~.~he.~'~foregoi.ng objectives 'are: .... 

•. " .... To~c'0~inethe activit-ies ~of::the~0ffice of The 
Assistant Secretary'-of ~.~iar in -current.proCurement 
to supervision- only, leaving to the •chiefs of the 
supply services full responsibility f@r execution 

- of procurement. 

To use the:method of centralized procurement 
to the fullest extent practicable. 

Tobuild up an adequate force of skilled 
procurement personnel. ' 

" TO have one central organization in the office 
of each sup:~ly service in charge of all procurement 
executed by that Service. 

-To-make specifications as unrestrictive as is 

consistent .v~th military requirements 

" -. To use ~the open competitive method of purchase 
as against purchase by negotiation. 

To secure as wide competition as practicable. 

.-To advertise :requiremnts for important 
purchases at least~30 days. 

To evaluate bids only 'on evaluation factors 
plainly stated in the specifications. 

To limit production at our m,~nufacturing plants 
to supplies non-commercial .in character and which 
can~be ~produced .at such -plants onan economical 

. basis~.-..this in order not-to compete against 
.... pri-v~.te~industry, ~ The existence of such plants is 

..... ~:. necessary, to ,carry.on research and development~ to 
tes~ military materiel; to determine the fair cost 

--: .... of,production of military-supplies, and to act as 
• ,.. • ~ a protection against exorbitant;prices •from private 

industryo • ~&i ..... • i ~: 

.... . .- ~To"make- maximum use: of the method of open~ ~: market 
~- ~ ,~ ' purchase, for small quantit:y transactions; ;~ order 

~..-~:. ~,:.. .. ~;. -~ ~ i~:to., reduce.:PaP~e.z wo.rkl.,~and.-'o!v~r~ead. 6bst.. :~ : ' 
• ~ , .. . ~ . . . . ~.: :: ~ ~' .... !~ ~ . . : :.i i :/:~. . i.. ~ 

-..., , , . : ~ ':.~ • ~: 5;.i: ~ " " " :- : : 
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:~ ~ :~< ~ i, ..... To give patient and~ careful consideration to 
~-~ protests and complaints £rom Bidders and contractors 

..... ~ ~' " and to render just, impartial-and consistent decisions 
: .... '~ " " there~n always .bearing in"m~nd-that the interests 

o£ the government are paramount. 

• I shaIl discuss what in peace time and in the eyes 
o£ the Congress, the Comptroller General and Mr. and Mrs. 
Taxpayer is the most important objective in the procurement 
mission, and how we endeavor to further its attainment. I 
refer to economy in procurement. The economic efficiency 
o£ our current procurement machine is affected by many 
varying factors, some of which are entirely outside o£ our 
control. For example, there have been many laws enacted 
for the purpose of safeguarding the public purse, or for 
promoting the general welfare, which directly or indirectly 
regulate the conduct of business bet~veen the Government and 
the public, and some times the~requirements of such laws 
are not conducive to economi'eal procureluent. Also it is 
essential that we maintain cordial relations with industry. 
VTe are restrained from driving as hard a bargain as can be 
driven by al shrewd purchasing agent for a private corporation. 

• This state o£ affairs - like the weather -may handicap our 
operations, but like the weather we Cannot change it, so we 
must ~orry along as best ~.~e can with the restrictions. 

]~qy is economy in procurement so important? In 
the first place, ~I conceive it to be every officer's duty 
as a public servant to Protect the interests of the public 
when he is acting as its purchasing agent. The Congress 
which apprepriates the money and the taxpayers and buyers 
of Government bonds who furnish the money have a right to 
expect that it shall be spent ~risely and economically. In 
the second place, the more economically we buy the more we 
can get ~.~th ~ our allowance of funds and thus maintain a 
higher degree of preparedness ~with our meager annual 

~ ~ ap~ropriations. ~--" Also the more e~ficiently we buy the more 
.... co~id-ence will business men, taxpayers and political leaders 

have~ ~n our business ability. This • increased confidence leads 
~ to ourbeingentrusted by the Congress with more money to 

spen~.~ In the third place, • economical purchasing requires 
efficient purchmsing. Efficient: purchasing in peace • time is 
good training for war ~ime~ procurement. If inferior supplies 

~"~ -~:~: ~:c~a~!~t~c.foisted ~ 6n ~urchasi~mg~ officers ~npeace -~ime, it is 
"~_ " .... -s ale :~o ~es.sumei~ tha~ .the~. same thing- wi~ll~ happen. to a greater 

degree and~V~"~me~re seri~u-si-~result~s in-the hUrry and confusion 
-of war put ~hasin~! ..... ..... 
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"u~iong the factors under -far Department control v~hich 
. entez!~nto,.~.thei~pr ocu.rement:,~effici,ency equation ,are management, 
,~ organization, personnel, ~ faeilitie.s and. equipment, and methods 

of procurement. In.a little, pamphlet published by the National 
Association of Purchasing Agents,. Professor Russell Forbes of 
New York University. states : ... 

"The methods .by wl~ch supplies, materials 
and equipment are obtained were not alv~ays so 
important to governmental efficiency amd economy 
as they are today., A century ago the average 
government was simply a policeman whose .only 
function was the: enforcement of law and the 
preservation of the public peace. Today the 
average gover.nment - state or local - is. a 
.public~ service, institution, supplying from the 
tax funds not only police protection and public 
school education, but exercising a hundred and 
one other ~functio.ns for i~s stockholders, the 
the taxpaying public." 

• . In principle v~e believe that the method of procure- 
ment v~hich makes -for the greatest economy, is centralized 
procurement.. In.the pamphle.t just referred to Professor 
Forbes defines c.entralized purchasing as follows-- 

"Centralized purchasing in ~overnment is the 
delegation to one .office of the authority to 
purchase supplies, materials and equipment 
needed for use b.y. all the several branches of 
the. organization. It is neither a fad nor a 
theory but a combination of logic and economics. 
It may ~vell be called a sentry at the tax exit 
gate. ~' 

ThBre has been considerable agitation in rscent 
years in .Congress and bY business men for ,.a single ..procurement 
agency to do the purchasing for all the Government departments. 
I shall not have.time to discuss ths advantages and disadvantages 
to the ~Var. Department-of .such a .highly-centralized-plan. I 

~ suggest that. you- think it~ over and. discuss it__among .yourselves 
during yonr slack m0ments at the .College,... and that you consider 
i t .from the .standpoint.::-,Of:-.preparedness in peace time: and procure- 

. .. ~ :: .~ent .in..war. 7- The .questio.n~ ef consolidating, Army and:.-Navy 
proeur.ement, under..a S ing.le~.~genoy has. ibeen , ~nnder • cons iderati on. 

. ,,, Should all purchasing for the_Army be-csntralized in:.a single 
.... ~. bu~eau..as.:is ~ done in:-.the Nav~? I be.liege you,have,: a.-future 

problem on this subject. Consider the. Orgsmiz.ation-and mission 
of the Army ~,~-hen studying the question. 

-lO- 
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~!!~ ~i h p ..... ~ r i~i ...... IIIII~ 

, ..... ~Now !et Us see t 0 What extent centzalized 
procurementhas already been put intoeffect in the Federal 
Government. A Procurement Division in the Treasur~ Depart- 
merit h~s been created as the central procurement agency of 
the Federal Government. It purchases supplies required by 
all the Government agencies for use in the District of 
Columbia. If a supply service so requests, this Procurement 
Division ~ll contract for the requirements for any 
designated supplies for all the field agencies of that 
service. It is mandatory that the requirements of all 
Government departments and establis~nuents for type~vriters, 
office labor-saving devices and electric lamps b~ Procured 
by the Procurement Division. Recently there h~s been 
added to this mandatory list office furniture and rugs, 
and for certain sections ef the United States gasoline 
other than aviation gasoline. In general, the Procurement 
Division at present is more of a supervising than an 

operating agency. Its Principal function as regards ~ho 
procurement activities of the Gow~rnment departments and 
establishments is the determination of policies, methods 
ef procurement, warehousing and distribution of property, 
facilities, equipm,~nt, supplies, etc. 

The purchase of envelopes for all Government 
departments is centralized in the Post Office~ Department. 
Certain supplies are manufactured in Federal prisons for 
all Government departments. 

Now for centralization ~thin the ~ar Department. 
~Vhile we have seven (7) different purchasing organizations 
and hundreds of different purchasing offices scattered 
throughout the United States, neveztheless the great bulk 
of our procurement is fairly well centralized. Each of 
the supply services has an authorized list of items it is 
authorized to procure, and it may not procure any item of a 
kind not on its procurement list without special authority. 
If it needs supplies not on its authorized list, it must 
procure them through the service or agency authorized to 
orocure such supplies. These lists are established by L 
Board of Officer~ ~nd approved by The Assistant Secretary 

• of ~iar. Items are assigned to the list of that supply 
.~ service which ~ .... ~s best qualified by traiuing and experience 

and which has the best facilities to orecure that cla~s 
of supplies. By this methsd the procurement of supplies of 
a particular class or kind i§ centralized in a single organ- 
ization. It has been pointed out ths#c the procurement ~f 

........ ~vCr two thirds of all Army supplies is cenhr~li~ed i~ the 
• Quartermaster G@rps' 
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Let us .~ee to wha$ exten~ p~6e~r~e~5 ~ cefi~ized 

commissarles is centralized i~i'~e eff~ce~ 0~; ~he Quartermaster 
General. The procurement of the uniform, equipment land 
equipage, • and other articles for which it is desired~to 
maintain uniformity and for which the requirements of the 
whole Army can be cons olidate~ is centralized in one depot 
for each class of suppiiels. •Certain other supplies, the 
requirements of which can be consolidated for certain 
regional areas, are bought only by certain Regional Depots~ 
The remaining Quartermaster Corps supplies may be procured 
locally or otherwise. Perishable •supplies and supplies not 
carried in stock by depots are procured with funds allotted 
to Corps Area and Department Quartermasters. The corps Area 
Or Department Quartermaster may Send the requisitions of 
the using agency, together ~vith the funds, to a depot to 
make the purchase or if in ~his opinion •the • supplies can be 
readily procured locally and no price advantage would be 
gained by depot purchase, he may authorize the post, camp or 
station to purchase the supplies. 

Procurement by the •technical supply services, except 
the Ordnance Department, is for the greater part centralized 
at a single point. The @rdnance Department pr0oures its 
supplies at six (6)manufacturing arsenals and four (4) depots. 
Chart No 4 attached shows graphically the extent to which 
procurement in the ~ar Department is centralized. 

It is difficult to make further progress toward 
the economy objective via the centralization route because of 
conflict with other supply requisites. One obstacle is the 
cardinal requirement that supplies must be available to the 
using agency when and where needed. In order that centralized 
purchasing may result in maximum economy the supply procedure 
must be such that the requirements of the many using agencies 
can be consolidated; that ample advertising time can be 
allowed, and that a reasonable amount of time can be permitted 
contractors to manufacture and deliver the article. In other 
words, centralized procurement requires considerable more 
time for accomplishment than does decentralized procurement. 
TO operate satisfactorily t0 all concerned, the centralized 
method requires that the using services must; anticipate their 
requirements oonsiderably•~in advance of the/time: that the supplies 
are needed. For articles which must be'm~uufa~ured on order, 
requisitions should be submitted three months Or more in 
advance of;the time the supplies are needed. It is'difficult 
to get the using agencies to do ~his As it is,}l~mam naturs ~not 
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imam--"--- 

i~:_o,. : ~.to see .the, need approaching from a distance, but to wait 
<until--i-t ]~as: azri~e-d and is knocking at your door. 

-)::~' Due to the fact that the peace-time requirements ~< ' [ 

. :: ._ for:the Regular-Army are fairly constant and supply 
procedure has beoome more or less routine, not much 
necessity arises for local procurement of important items 
due to failure to anticipate requirements, but when an 
emergency like the Civilian Conservation Corps arises it 
is difficult to adhere strictly to the m~thod, of:or~o:rly 
centralized procurement. 

If depot stocks af Quartermaster supplies which 
require t~ue for prcourement could be maintained at 
distribution depots for prompt shipment to the using agencies, 
procurement efficiency could be considerably increased, but 
it rsquires working capital - a stock fum.d - to set up this 
method of •operation and thus far the Congress has never 
provided a fund for such purpose. A stock fund would make 
possible a higher degree of c'entralization and a greater 
consolidation of requirements v~ith a consequent increase in 
economy. 

Depots how have to make purchases of non-stocked 
: .... " items in driblets as requisitions come in from using 

agencies. This is "hand-to-mouth" buying and it requires 
a.large amount of paper Work and does not permit ef cons.li- 
dating requirements into quantities sufficient to obtain 
price reduction. Reduct{on in paper work is an important 
factor in reducing the overhead cost of procurement. Russell 
Forbes says "if centralized .purchasing does not reduce the 
number of orders - if instead it merely results in a 

' continuance of a large number of small orders - it becomes a 
millstone around the neck of " " economy. I previously mentioned 
that during the last fiscal year the Quartermaster Corps 
alone .,made 510,OOD different purchases. Think of the paper 
work ihvalved. If a stock fund were available, considerable 
reduction in this paper work .could be effected. It would 

.... also permit tiring the purchase of items for replenishment 
• Of stocks so as to take advantage of market trends. 

:<< • i Stock fund for the manufacturi_% plants which 
.. do not have such a fuhd would enable them to lay in a stock 

.~ ...... .ell r~w mat.erial.~ a~ favorable prices instaad of buYing 
' . i~-i: "p~e.~e-meal" for each manufacturing crder as it comes into 

the plant. . 
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attained via ~ th6methOd Of centralizatlon '~ doies not ~ iKiways 
harmoni'ze ~ith the "promptnessof supply" objective, To bring 
the%~vO into harmonylthe using services must anticipate require- 
ment~ well in advance, or a stock fund must be provided to 
maintain a sup~?lyreservoirfromwhich supplies can be issued 
promptly on call. 

No method of procurement can result in a high degree 
of economic efficiency unless skilled procurement versonnel is 
available. In the Army ~e do not have sufficient qualified 
procurement persom%el to station good buyers and inspectors 
at all posts, camps or stations, nor can PrOPe r testing 
facilities be provide~ everywhere. • ~e endeavor to maintain 
a skilled force of buyers and inspectors at thebig purchasing 
depots, each depot force having specialists for buying and 
inspecting the particular line of supplies assigned to that 
depot f~r procurement. These buyer specialists gain a wide 
knowledge of sources oflsupply, of the tricks of th~ particular 
trade, of market trends, and acquire a high degrle e of efficiency 
in judging prices • and quality. These large depots are also 
provided with testing and laboratory facilities ~ for determining 
the quality ©f supplies offered. This is an added reason why 
the method of centralized purchasing makes for greater economy. 
By this method supplies are bought at the big purchasing 
centers where experiencedbuyersare provided,~insteadof 
being bought at places where~purchasing must be done by 
inexperienced buyers. •There are tricks in every trad e• , and 
there are always plenty of vendors ready • to take a~vantage 
of an inexperienced buyer. A good purchasing Officer must knew 
how to specify ~,~,hat is r~quired; how to ~et the widest 
competition~ howto determine awards; how to inspect and test 
the quality of the Product oflfered, He must be familiar ~ith 
contract procedure and all the numerous laws, regulations and 
decisions of the Comptroller General governing buying. A 
successful department Store must have skilled buyers for each 
class of goods it carzies. If the buyers are not efficient 
the store fails. If our buyers are not efficient We fail in 
Our procurement mission, In the Army we buy many thousands 
of different items of suppiies from potatoes to aircraft and 
~e need a large, well trained Procurement fer©e for the job. 

We are able to che!ok to'some extent the ~ffi~ieney 
of o~r procurement agencies ~hen%he ~ supplieS~aremanufac tured 
at -~ One o~f • our dep@h~ er. hrsenals. Existing law requires that 
~ertain supplies shall be manufactured at theseGo?ernment 
plants to the extent that they can be pro~uceg on an economical 
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~"~:~'~: 'i basis.:.i The ~ best wayto find out' is to ascertain the price for 
which they .can bepurohased from private manu~aotuers or from 
other Government plants. For ~xample, recently there was 

':"~;:~ required a Considerable quantity of standard Ordnance pintles 
for attachment to motor vehicles •bought for the Motorization and 

:: .... " Mechanization Program° The pintles on which bids were invited 
were identical r~th the pintles ~nufactured by the 0rdnanee 
Department for Artillery vehicles. The ~rdnance ~epartment 

• .was given an @p:.@rtunity to compete with private industry for 
.. ~ this business. The Ordnance Department offered to furnish 

them for ~.~1~.30 each. The lowest bid received from private 
manufacturers-/.~as for $8.92 - nearly one-half the @rdnanee 
big. It would seem on the face of this test that the 
~rdnance Depart~.qent cannot manufacture pintles on an economical 
basis. 

~, ~. 

Some of the more eo~mon faults con~ttsd by p~chasing 
officers which result in uneconomical buyin~ are: Specifying 
a patented, proprietary or trade-marked arbicle by name ~~hen 
there are ether satisfactory brands or mak-Js; ~iting a speci- 
fication around a particular make of article because the 
buyer or User has a personal preference for that particular 
make, this fault usually being the ~udirect r~,sult of the work 
of some high-pressure salesman; specifying non-standard sizes 
or requirements which necessitate special manufacture when 
com~.!ercial .standard articles would meet the requirem~nts; 
• failure to advortise reqnir-ements v~dely or to canvass the best 
sources of supply for the product bought, usually resulting 
~h~n suppli.gs must be bought .in a hurry due to failure te 
anticlpa~e requirements; paying prices for the quality speci- 
fied in the contract but accepting inferior quality because 
of inability to.ree0gnize or determine the quality delivered. 
Aspecific example of this is the purchase of beef for Civilian 
Conservation ~orps camps. In s.cms Corps Areas each Camp 
Co;~ander is permitted to buy beef locally. Although Govern- 
ment standard specifications which are used in the purchase 
Qf beef call for" ~i good ~rade of steer meat, these officers 

~ ~i. inexoerienced in buying do not kn@w whether the vendor is 
furnishing cow, bull or horse meat. 

We have in.our re~ords many specific eases of poor 
~buyin~ on the part-of ®ur local purchasing officers, and once 
~in a while our skilled buyers do not buy as ~sely as they 
might, If we could increase Our pr@ourement efficiency so as 
• o effect a saving of ten per cent, we wou~.d save from our 
app~prfations ~a millien or more dollars per vear which could 

~" be advantageously utilized f@r other purposes. 

I shall leave for your oonsiderstion the remaining 
objective in th~ ~ current procurement mission - ths.t is, 
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establishing a current procurement systemin peacetime which 
cmnreadilybe converted into awarsystem; It iS another 
nice problem, and i believeyoU wil I find when YoU reach it 
in your course, that~it is not~so easy to reach a satisfactory 
solution. In considering it remember the many restrictive 
lawsand regulations ~ich govern our procurement organization 
and procedure in peace time which would be inoperative to a 
large e~ent in time of war. 

~ith us, as with •other swivel chair workers , our 
time is so taken up with handling routine details that we have 
little time•to devote to our real mission - that of Studying 
existing procurement organization and methods With a View t@ 
directing changes which would result in greater economic 
efficiency® Once in a while we do get a chance to come out 
from among the trees and take a look at the forest. As an 
example of work which I consider along the line of our real 
mission, I cite the following instructions sent by our office 
to one of the supply services about a year ago: 

"The Assistant secretary of ~Var desires that 
an immediate and intense study be made of the 
existing purchasing organization and operatio~ of your 
department with a view to effecting further economies 
in purchasing. In order to expedite this study you 
are authorized to use all personnel under your 
connnand engaged in procurement planning. This study 
must be render edv~thin a short time and should 
c ontainrecemmendatiuns as t@ changes and estimated 
savings that should accrue therefrom. 

"The following suggestions are furnished you 
as a general guide, butyour study should not be 
limited to the program ~iven below: 

The assignment or additional commissioned 
personnel for current procurement duty at the 
principalpurchasing stations of your depart- 
mont. 

The employment of a longer period between 
the distribution of circular proposals and the 
date of opening Ofbids. 

. . ~: . . - ~ . . . .  

The preparation of speoifications to cover all 
important items for which no Federal or U nited 
States Army specificationhas beenprepared. In 
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preparing these specifications use to be 
made of speeifics~ions for similar articles 
which have been prepared by other Govern- 
ment departments. 

Th~ i~.~provenent of inspection service 
by cmploying better qualified inspecters 
and exercisi]~ ~loser supervision of this 
service by co~zr~ssioned persoltucl. 

The centralizing of purchasing duties 
within ~iven areas or zones. 

An incroau -~, in the number of items, +he 
procurement of which ~,an be centralizeg at 
one point for the entire Army." 

]~ile t~is study did not result in all the ira rove- 
ment ~hieh ~ve hoped for- there are ahvays obstacles to prozress - 
it did result in further cenbralization of procurement. 

Gentlem~n, I hope I have given you a fairly clear 
picture of our activities in current procurement; What we conceive 
our mission to b:~, and how wc endeavor to accomplish it. The 
officers on duty in the Current Procurement Branah will be glad 
to give any of you an audience at any time and explain our 
activities more in detailo 

I thai.= you fQr the attention v rhioh you h~ve given me. 

.." ~ . 

G1 (11/19/34) i 
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