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CHAPTER 1
THE KATURZ AND ORGANIZATION OF THD STUOY
I. THEZ PROBLEN

The recent establishment .n the United States of
an operationsl missile force has focused attention on the
glgantic task Of managing simultanecusly the many facets
of missile developaent, test-site construction, construce
tion and deployment of sites throughout the couniry, and
activation of the completed hardware and facilities into
operative weapon systezs. The plaaning and cortrolling
of this effort wes based on the corcept of concurrency,
involving the compression of time-scheduling from the stort
of the developaent of the weapon system un:iil it reeched
the inventory stage. The eladorate and corplex techniques
developed to control this progren are but » small portion
of those being studied and refined by the United States
Alr Porce. Another control system currently in use was
developed by the Strategic Alr Command to aid in their
managerial problers,

The Fanaggement Control System Qas instituted by the
Strategic Alr Command during the ecrly Fifties in response
to the need for adbsolute control of a stri%e-force dis-
parsed world-wide, but capadle of instant response to



contrel command. It still survives in zuch the same forz
a8 initislly devised. The Strategic . ‘'r Comnand currently
.Wl“ $16.2 billion worth of resources, and a quarter
nillion personnel. It's operating budget exceeds 1.8
billdon. A flexible, sophisticated control system is
mnandatory if these resources are to be nsintained in the
posture demended of thexz.

It n:‘gho purpose of this investigetion and analysis
(1) vo descride the score and operstion of the }iznagement
Control Cystem &s used by the 3trategic iir Command and the
Taetical Air Coraand; (2) to cutline the raquirenents of
each of these commands for an integrsted control systen;
(3) to appreise the efficiency and effectiveness of the
Hanagsaent Comtrol System; (4) to exanine the =prlicability
of the system to other organizations; and (5) to suggest
possible refinements and corrections to the system.

IZ. IMPCRTANCE AND SCOPE €T ¥z 37UCY

The Air Porce is faced with the problem of maintain-
ing an aerospace force cepatle of instant retaliation with
snaihilative strength against any aggressor's warmaking
sapagity. With the emphasis on deterrence »of aggression,
it has been necessary to sustain this effors over a Fro-
trecsed period. The cost of this to the N~tion has beern




zreat, and the rescurces available ares not unlimited, The

-~

cnnual cost of egquipping, maintzaining, ani cperating the

Air Force, currently about 015.9 billiOn,l is 16 per eont
of the Federal administrative budget znd close to two and

ohe—hrl‘ per cent of tne country's gross national product.
NeFesearily, then, the amount of money and résources |
étpe”u a éy the nilitary is limited by uhébstrength of the
econcmy. I1f these linit ions are not - recogni;ed and

heeded, the resultant force might rovide a2 naiimun of

short-run security zt the expense of future economic growth,

end so, wezken the Nation's long-run ability to resist
aggression. Cost, zlong with military aspects, nust be

<

1sidered in the planning and opﬂratlo oi the aercspace

(2]
0
U)

Zven so, the price for maintaining the peace is
enormous. In part, this is caused bty the necessity of
defending 2gainst a potential force which can be delivered
frea a2lmost any dlrectlc“. "~ The length of tine from initizl

the en ny atbtack ¢

(o)

detection of his time-over-target has
shrunken to about “enuy minutes. A defense azeinst a

threat such.as this reouires extremely

Ll
0
9
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2
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specialized

ejuirment orerated by highly skillsd technicisns. It must

]
vy -
_ dnited 3tates Zurezu of the Zud-~at. The 2udecet, cf +h
United St-ics soveranent~-1955 (washinzton: wovernmeny
rrintiny Orifce, LO047, n. 2.2,



- _ By
-~ be flexible to ccunter'varidus tactics,vdnd incorporate the
latest advances of our rapidiy changing technplogies.' Bach
af tnese réquisites s expehsive. and without proper control,
*pfohibitively so.
Therefore, one of the problems of the commander of
2 combat organization is to maintaln a constant and ade-}
quate state of readineSs‘with linited réscubcé° of men and
=ateriel. The only way this is p0551b1e io bf GSuabllSh-

ing proper objectives and directing the entire organization

tcward them. A necessary-correlate,ls a respoasive, inforaa-

r

ive contrcl systenm.
A second, compelling reaseon fo“ 2n organization such

.

as the Strategic Air Comamand to have elauoraue centrols
over its subordinate units is the tot tality of the type war-

t orerures. rer them, there is no orportunity
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to test_t;eiﬁ capabilities under -+~ conditions and then
maxke adjustments for deficiencies. So, the control system
must provide the, comnander Wloh information which is a
realistic simulation of combat potential., This information
aust be both tinely and coaplete. |

¥hile much has been done to perfecu the lManagement

Control System, 2 constant review is decosun ;'“o further

adapt the system to the chanblng needs of the using agency

Limitaticns to the stu y. The major focus of the



gmudy is on evalucting the effeciiveness and efficicncy cof

Q

the Man-peens Control ystem. The inv

=
-

stigntiqn only
ineidentslly concerns an assessment of the indifidual
items covered by the system. This is due porely to the
vériance-between the two major users, the Strauvcgic Air
Command azd the Tactical Air Comménd, and pertly to the
cles sified nature cf~50me of'them--particularly-:hése in
the Opéra ionq area.

An exsmination of the object:ves and organization

Y

nf the using commands is included oniy to establish para-

zeters for inguiry inso the value of the control systen.
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‘The Veznsgement Control System is sudbjec

ct
QO

review, 2nd recommendations for its iImprovement are specific
he implementing regulations. However,

t
the main focus of these studies has been towzrd perfecting

‘chapter. In addition, as z system embracing alamest 350,000
persons, it i3 reasonable to e
Control 3vysten has teen exanined in #taff studies and re-

lated studizs ty &t least sone ol | ... men. Crizinal

- 3 e - * Ny o : . \ -
essays are reculrad by various Air Force £ciools for gradun-



-

tion, and the syoten alnost cer td111 ‘25 been the subject
of sone of these.

Hewever, nost of thﬁse studies are concerned with

Lther nehquring scandards involved or assessing,tﬁe degree

Tav

™
’l

of eﬂglva1exce or ‘the reportS\wlth the ac ual.performance.

aowe of theoc have teen rece*VOd bj the hia na"eﬂent Rn 2lysi s‘
‘Sivision of the Stretegic Air 001Aand the organ i' tion
’:ssigned the reqpon:;bility for sysven rev;ew.. The chief -
of =his dis i Zon has en rcournsed. this particular study.?
‘Further, the.Air Univer*ivv Library at Maxwell Rir Force 

Fase hdq no studles of tne systeﬂ on ;1le..

The thesls is divided into five chapters. Chapter I
is an introduction to the study. Definitions of terms s3
they =zre used in this thesis are centain in sappendix A.

ianagement Control System as used by bdth,tne Strategic Ai:
Coﬁmand ard the zactical Alr Comnand. Comparisons are
¢rawn between the tw s,ste:s to ,efleét, in some cases,

the differences between the two coimands with their con-
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CHAPTER 11

DESCRAIPTION

1“

s..Al,

OF THS MANASIMENT CONTROL SIS
AlR CCMLAND,

THE TACTITAL
AHD TE3Z STRaTZGIC AIR CCITIARD

pter is devoted to a descripticn of the

rol Systems used by the Tactical Air Sommand
It details the

objectives of the system, and the scoring procedures.

ons of severil scored ite

Actuzl comzutat

5SS exs3navies

are included
3 of the recording process; these rezults are

z1so sh wn in their finzl-report format.
Thne second major part ol this chapter
record of the

aissions, operations,

Tnis will te used as

TAC

and needs of SAC and

the basis for sute

iato the effactiveness of the Management Centrol System.

.

I. THE MANAGEMENT COKTROL SYSTEM

The ilanagement Control System, also referred to

€S, is a detailed procedure for uniformly

a8

nnd precisely
weasuring mission carability and management of rescurces of

2 of the United States Air Force's combhat commands--S

-

it provides 2
identifying problen zreas and definl

required at all levels to correct

Alr Cox ﬂand and Tactical Air Command.
methed for

[}
b

S -2 action

the problems. Beyvond
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10
General Walter Sweeny, Jr. used the systen = .-
fully as commander of SAC's Eighth Air Force. Upon assign-

ment s Com~nnder, Tactical Air Command, he iInstalied the

&)

systen in shat command. Vhile there nre minor differences
between the systems used by SAC and TAC, they are ideﬁtical
in their major aspects. The differences are due to vari- |
ances i1 the objectives and operations of the two commands
which are treated later in this chapter

The objectives of the system are to:

a. Svaluate the effectiveness of a unit toward
atteining and maintaining combat capability.
b. Deternine the status of importsnt tactical
nanagexnent and base uanave ent functions in rela-
tion to command standards and goals.

Q=

c. Relate svailability and effective utiliz
a2ssigned

tion of rescurces to the ragquirenents of 2
tasks.

1e -t

d. Provide the indicators of problen areas which
fect the command mission.

e. <taphasize functions_and prograns vit to main-
taining combat capability.

If all of these objectives and the bzsic spirit of
+iCS were summed up in one sentence, it wouls bHe sonething
'close to the last otjective listed: ™Smphasize functions

and programs vital to maintaining combat capability."B The

2Headqqarters Stratecic Air Command, op. ¢it., p. 1-1.

31y

d.

$-te




| 11
wide rénge of coverage of MNC3 is sugceated by the word'
"maintaining®. This requires a flexible, responsive tool
which 1s cepztle of reacting positively to chenges in
command objectives., The system is designed to implenent
the new recuirement as well as sustain the established
operation as long as it is needed. It doés this, primarily,
through its capability for altering the focus of command
emphasis. This is accomplished by varying the relative

weight of the scored iteas..

The Scoring Procedure

Approximately forty items are scored under MCS. The
scoring is done monthly with major summaries each three
monthns. The nuaber of items scorzd is not important as it
can change in response either to 2 new reguirement .or to

the decline or de-emphasis of one in teing. However, the

distribution of points to the vari-us areas is irmportant.

The Operations area receives about 45 per cent of the total
pPossible points; Materiel receives about 35 rer cent;
Personnel receives 10 per cent; and the remaining 10 per
cent is alloted to items which, properly, would be claossi-
fied under several still différent cafegories, While the
distritution mey change among shesé areas, over 2 period

of time they have remained relatively constznt, and their

] 'v._ - s . - .
ranxing has remained the saze. Tadie I shows the breakdown
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TAELE I

ELZMENTS AND ALLOCATED POIN'S, BY AKEAS, OF THE TAC
MANAGININT CONTROL SYSTAM (7-.CTICAL FIGHTER WING)

iﬁ‘,
tr

ELIMENT ALLOCATED POINTS
OPERATIONS
Aircrew Training liinimums 700
Unit Training Accomplishments o 500
Alrcrew Conmbat Readiness’ . 500
Aircrew Upgrading _ 400
Jnit Reliabilisy » . L00
Aircrew Reliabvility - - 600
Crew Proficiency ‘ L00
2eceiver Refueling dfficiency 300
forvard Air Controllers 226
Jurp Ready Forward Air Cont rolle*s : 200
'lylnc Safuty o 3C0
Gun Jamera Strafe : . . 100
TOTAL L4600
MAINTENANCE
Sortie ianagement . - 300
_Sortie Cancellations 300
Sortie Additions ' ' _ 200
Early/Late Takeoffs ~ 100
Shop Repair Capability 75
nnrino Rerpalr Capabllltj i 50
rerlodlc Insprection Turnaround ' 100
Cannivalization 200
Direct Froductive Labor Utilization . 100
Direct Productive Labor Documentation 100
iaintenance QOvertime 100
#eapons Loading Ca: Lility ' 250
Training Events Lost 300
TOTAL 2175
SUPPOAT
Airceraft Not O“erdtionally Ready=-Supply 350
Jemand Response 175
Delivery Priority Time 100
*lya.a} kxus 75

notor Vehicle ianagement 150



L
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TABLE I (COi.lidlaa)

SUFPOET (COMTINUZD)

Commissary Operation 100
Base Exchange Operation 150
Fire Inocidents 100
Us4lizasion Civil Engineer Fersc-ic. 1C0
Civil Zagineser Control Center Urpara.ion 150
Civil Engineer Obligation Rate 00
TOTAL 1550
PIRSONNSL

Officer Manning In Pejuired . 2ciglties 100
~irman llanning In Required Srecialties 100
(n=The=Jocb Training 200
+irman Retention 150
Officer Zffectiveness Report Discrerancies 50
Officer Opun l.ess Menagenent 150
YNonegomnisasioned Officer Open ‘ess Management 159
TOTAL 9Cco
CENZRAL

Infornation Activities 100
Securicy 200
Flying Jafety 100
Ground Safety 200
Physical Fitrcss 100
“eight Control 100
Exercise "iun Fast” 20C
neragenent ol Trelining Devices 209
TOTAL ) 1200

GRAND TOTAL POINTS SIS

-

13
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cf items by area and point value for the TiC system. Point
allocation'is basically the same for the SAC system.

The significancé of the point distribution is the
large amount bf attention centered on the two areas whick
have the immediate responsibility for'maintaining the
aerospace vehicles (both planes and missiies) in a strike
condition, for launchirg;éhe force, and for completing the.
mission as planned. The 6ther vase functions are certainly
. necessary for the continuing performance of the unit. Lven
so, the major burden for plaaning‘and pursuing aerospace
cortbat rests with Operations, and in»a combat command, tﬂis
must, necessarily, receive top priority.' The manner in
which both SAC and TAC have imposed tﬁe weight of their
control systems refigcts a clear recognition of this

principle.

Overations area. The items evaluated in the Opera-

tions area are primarily concerned either with combat
training completéd during'the quarter or with rproficiency
in maneuvers common to a strike mission. The Management
Control Systen measures not only the gquantity and quality
of crew training, but also the efficiency with which the

flying hour is.uged.h“ For instance, the TAC systen awards

bpearl, ov. cit., p. 19.



| 15
its lzrgest number of §cints to She iten Aircrew Training
tiinimums. Various training monuzle sgecify in detail ﬁhe
1inimum quantity of training for each crew each training
meriod. This is to assure that a certain balance in train-

activity is achieved and that wide variations in’

ing
activity a2re eliminated during the training cycle. ‘tne
Kénagezent Conp;ol Systerm reports the percentagé of all
conbat-ready aircrews assigned which have performed these
ainizmum requirenents. Anothe: item measures the unit
reliability in the delivery of nuclear and non-nucléar
ordiaance. This element will be examined in detail later in
the chaspter, but basically, it facilitates an estimate of
the probability for success in one aspect of weapon delivery.
The SAC‘system allocates its largest aumber of points
for bember units o Bémbing neliability. The itex measures
the skill of radar bombing against industrial targets. The
navicator-voavardiers receive practice in target identifica-
tion as they appear on their radarscopes. Radar Bexmb
Scoring (R3S) sites are situated near cities all across the
lation, and the boxbters make their practice runs égainst
these target complexes. Using a combiﬂation of radio and
radar contact between aircrafc and-éES site, the command
can actually score the effectiveness of each of its combat

crews without a singie btomdb veing dropred. The course of



16
-the bomber is automatically tracked on a plosting board..
AT the m#menc it would release its weapon, the bombver
fs@gnals the scoring site by radio;s The scsoring site chen-
coaputes the probabie point of impact and measures the
distance from impact to the intended target. %“hether the
distance off-taiget is within the criteria established as}
satisfactory will determine its reliability.

Minimun Proficiency Training is SAC's title for ah
itea very similar to TﬁCfsAircrew Training Miﬁiaum&. The -
individual requirements are 1temized‘and explained in SAC
lanual 50-8. Alsc included are reliability standards when
they pertain. While thesé are only several of the items
included in Operations,-ihey give some idea of the type

elements measured by MCS.

Maintenanceﬁgrea. This concerns only maintenance
vhich is verformed on the aircraft of missiles. Highest
pfiority in both the SAC and the TAC systenms is given the
generation of sorties according to schédule. Fairly strict
adherence to a pre-planned,scﬁedule has been proven
essential to successful managezent of a flying program. This

schedule 1s prepared one week ahead, and specifies when each

5United States Air Force, Reserve Officer Training
Corp., Fundamentals of Aerospace Weapon Systems (Washington:

Governaent Printing Office, 1901); p. 299.




airplsne ia the unit will fly. The schedule is developpd
by representatives from Operations and Kaintenance, and

©5 usually the result of some negetiatioen betwzen the two
croups. Operations deteruines how many sorties they will
need to accsmolish their training requirements, and Yain-
‘tenance estinates how many planes they can have avalilable
hased on past performance. When the predicted neced exceeds
the planned availzbility, compromise is necesszary. How=-
ever, ouce the schedule is agreed on and printed, any
deviztion, other}than one allowed by the arplicable regula-
tions, will reduce the number of points awarded this itenm.
in example of an allowable devia;ion~would te the failure
o a sortie to launch as scheduled due to extremely poor
local weather conditions.

The Haintenance area yields an example of an item
which is included in the TAC sysbem, and which was once
inzluded in the SAC systen but dropped due to its great
inprovenent and consequent reduced need for comnand atten-

ion. The item is Cannibal1zation, and it denotes the

e,

ractice of stripping parts {rom one aircraft to repair
another. The innate futility of such-a.practice is obtvicus,
and the usu2l result is cunulative in ffectivensss. It is
generally done as a result of either the needed part not

being availavle in Supply, or there * ‘ng insufficient time
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to get the needed part through base supply channels and
still make a scheduled takecff. The TAC system effectively
‘Ciscourages the practice, at least for the latter reason,
by penalizing the unit more for cannibaiizing the pvart than

can be gained by mzking an on-time takeoff.

Other areas. Besides the two major areas, Operations

and Maintenance, the remaining two areas eabh receive about
ten per cent of the total points. Each control system has

a Support area which includes such things as supply response
capability, and the effectiveness of motor vehicle manage-
ment. '

Ths final area‘is named Base Management by SAC while
TAC nas two sub-areas, Personnel and General. Each com-
prises many of the same elements such as Airman Retentien
which measures the percentage'of airmen re-enlisted to those
eligible. Weight Control and Physical Fitness Testing
reflect the increased interest by Headguarters USAF that
all personnel maintain at least a specified minimum level
of physical fitness.

The versatility and pervas;venessvof the Managenent
Control System is readily sapparent in this area. From reten-
tion, to weight control by personnel, to the degree of safe
operation of all ground equipment, to the profitability of

the Officers' Clud bar, the local comrander is constantly
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reminded of the centritutory effect which these items make

to the mission.

This discussion of the allccation of 2oints among
the areas covered by MCS and the description of items
tvpiczl to the areas is necessarily brief. Entire manuals
are devoted to the precise delineation of items. This
includes the exact scope bf rerformance, the standards
involved, and in some cases, even the procedures for
zccomplishing the items. While all of these factors are
essentinl precedents to eifective control, a close examina-
tion of thenm is beyond the scope of this parer.

As mentionéd above, FCS serves the local commander
as a constant reminder of the importance of integrating ths
various elements of his command. He is constantly apprised
of the standing of his unit by.a base-level Y¥anagement
Analysis Section. This sectinn gathgrs th repoéts of other
base agencies and tabulates the results as they becone
aveilsble, In addition to this interim score-keeping func-
tion, the Analysis Section also prepares and submits the

required monthly and quarterly reports tc higher headquarters.

The comrutation at base level of the unit scores has been

found to be a valuable means of instilling a sense of

pation at the bottom levels of the organization.

yle

vartic



- The Review Procedurse

Both SAC and TAC provide for mandatory review of
their Management Control Systems. SAC requires 2 yearly
major review which consists of: -

A complete review of every item in the SAC Manage-
ment Control Systen including any proposed new items.
A major review will include all details of the scor-
ing procedures of each item and re-evaluation °£
coverage and point values of the entire system.

Besides studying the functional aspects of the system, the
Review Comnittee has authority for far more inclusive

action. It must:

At each major review, consider recommended changes,
additions and/or deletions to }CS areas. These re-
commendations can be from any level, i.e., Headquarters
SAC staff, numbered air forces or-from committee
riexbers. In addition to considering changes to specif-
ic MCS items, the Commitiee has the authority to re-
view the purpose of the ¥CS, the philosophy behind
the systea, the general areas included in the KCS
and any other proposals partzining %o the IXCS which
the Committee may deem appropriate.

Tha review is conducted by the Commanders'! Review
Committee which is composed of four field commanders. Each
of the three numbered air forces within the continental
United States is repreéented by at least one of the committee
members. Additional members may bve added as needgd. Tenure

is limited to no more than three major reviews, and since a

CHeadguarters Strategic Air Command, op. cit., p. 2-1.
71vid., p. 2-2.

R
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najor review nay be convened whenever it is required, this
"could be less than three years. The replacenent of comnite-
Lee members after a neriod of service affords z degree of
continuity while assuring a constent supply of new ideas.

In 2ddition to the major reviews, the Comnittee also
initiates rousine changes to the system. )\ Routine Change
night be "Any revision to scoring procedures, addition or
daletion of items which requires 2 change ¢o . . . the
scoring manual , "8 Approval of these changes by the Commit-
tee may be nade by telephone, letter, or message, and so

inmediate action is possible when necessary.
»

Before any major changes are considered by the
Committee, exiensive staff work is required of the ageney
suggesting the change. The nminimun information furnished
the Review Comzittee must include the following:

1. Clear definition of the itexz. This includes the
experlience to be measured, the experience not to be
measured a2nd the proportion ¢f 2ll experience that is
included. For example, for measuring aircraft schedule
deviations, show a list of the categories of sorties
and deviations to be included 2nd another list showing
the sorties and deviations not to be included. Also
show the percentage of 21l s-:riles and the percentage
of all deviations to be included. .

2. Show an experience trend, SAC average for the

tem and each sub-item, if any, .broken down as applica-
ble by weapon systen or any other logical basis for the
past three or four months.,

3. Show the scoring table to be used, if any.

81bid., p. 2-1.

——
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L. Show the scores that e-ch unit wo.ld nave
received for the latest scorins ;eriod far wiaich
data i3 available.

5. list the source for the data . . . .

6. I the proposal is to change an ite= previously
scored, show the o;d method ard the proposed new

method of acoring.
If the Committee favors a change, their recommenda~

2400 is submitted to the Commanier in Chief, SAC, for his
final approval. The approved chsnge !s then distributed
%0 the field commands for i-=lezentation.

The Tactical Alr Commend has much tiie 3ame procedure
with their Review Panel. It neets quarterly and tenure of
memberchip is normally three meetin;s or sligntly less than

ofhs Yeour,

-

= Sxam
The main subdstance of the !"snagement Control Systen
is 1%s informationegathering feature. The d-te =ust be
prucilcld accurately and quickly if it is tc be of any value
to the commander in his control function, 2nd the resulss

aust be presented clearly and concisely.
In order to show the methods used in zathering the

data and presenting it in usadle form, ex-iples of 2ctual
computations are presented. The exsaples ware drawn fron
three different areas snd from each Control System, %hile

NI

1bid., po 2-3.
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2ll have hich point vrlues for their aress, thay were
selected mainly to illustrate every feature of the comvita-
tion and presentation of MCS out-put,

The first exanple is Sorties Delivered froa the SiC
systen, The computation is the simplest of the three. C(n-
The~Job Training, also from the SAC systen, is next. The
final example is Unit Reliadilisy from the 7.l systen. 1t
uses a coaplie;eod formula, and although some of its
alements are classified and so will not te discussed, the

asnner in whicn they are presented will bte saown,.

Sorties Jelivered. "This item measures the abdility

of the nmeintenance organiszation o0 dsliver aircraft on the
date and time required by the weekly . . . [flying] schedule 1"
Its purpose is to reduce the nuader of last-minute and
inefficient changes to plans. 4All sorties launched are rot
subject to this requirement. For instance, flights for %he
purpose of testing the plane are exempted. A careful defini-
tion is made of those sorties which are countes under this
iten, Normally, this includes all those scheduled for the
purpose of conbat crew training. The basic firires are
extracted fron the weekly flying schedules and totaled for
the training period.

IOM" Pe 6-15.
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The rating, thLen, is based on the total aumber of
chargeable sorties scheduled as compared to those scheduled
“but--cancelled for maintenance, supply, or materiel reasons.
The score is computed by determining the percentage delivered
to scheduled. This percentage is then applied to the total
points alloted the item. This direct conversion is the
simplest method used in the scoring process, and requires

no scoring table as does the next case. The formula is as

fallows:
Chargeable Sorties Minus Sorties
Not Delivered as Scheduled x 100-.Per cent Sorties
Chargeable Sorties , _ Delivered as Scheduled
Example:

Total chargeable sorties - 352
hargeable cancellations -

22%;%—9 = 98.29 Per Cent Sorties Delivered 4s Scheduled
Round to 98.3 Per Cent.

Item weight is 300 points faor bomber units.
98.3% x 300 = 295.9 Points Earned.

Airmen On-The-Job Training. "This item measures the

extent to which a base particirates in the Airmsn On-The-Job
Training Program and the effectiveness of the program

implemented."ll Its purpose is to increase the technical

117vid., p. 8-1.




abilities of the enlisted personnel. .

The item is comrosed of three sub-items which are
scorad seuni-annuaily. The sube-items are In-Training,

Hunber Passing Tests Versus Nunmber Tested, and Upgrading.
The scoring of each reguires a scorihg table, but the
tebles vary considerably in detail as will be seen. The
basic data for all three elements is extracted’from the
Airman-On-The bob Training (OJT) Report.

In-Training ", . . measures the extent to which
eligible airmen are entered into training."l2 Only ten
poinﬁs are alloted tnis sub-item, but the necessity for a
high degres of participation to earn these is zpparent from
the scoring criteria. Points are earned only if performance
is in the top one pér cert possible. Anything less than
G9 rer cent participation results in no points being earned.
The%formula_is as follows:.

Total in Training
Total Eligible for OJT

X 100 = Per Cent in Training

Example:

Total in Troining - 1629
Total Eligible for CGJT - 1629

1628 : -
o9 X 100 = 100.0 Per cent in Training. Scoring criterisa
102 provide ten Points Earned. &

12754d., p. 8-2.
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Nuzber Passing Tests Versus XNumter Tested ". . .
measuares the 2ffectiveress of training through éhe abiliﬁy
of trainees to qualify‘on upgrading tests."™3 The sub-
iﬁem is alloted 150 points, and the scoring ;able is seen
vo provide considerably greater latitude for less-than-

verfect performaﬁce than did the previous one. Tke

foraula is as follows:

Total Number Passing Tests - . :
Total Number Tested x 100 = Per Cent ?assing Tests

Teble IT is used to determine Points Earned.
Exanple: |

Total Number Passing Tests - 464
Total Number Tested - 529

%%% x 100 = 87.71 Per cent PaSsing Tests. Round to 87.7 Per
cent. . .

Enter 87.7 Per Cent Passing Tests into Table II to obtain
150 Points Earned.

Upgrading ™. . . measures the ability of bases to
upgrade the eligible airmen thfough quality training.”lh
Ninety points afe élloted the element, and the scoring table
differs from either of the first two bf hzaving its big
point-break at the top rather than the btottom of the table,

The foraula is as follows:




TABLE II

SCORING TABLZ F2 ITEM
"NUMELR PASSING TESTS VERSUS RUMBER TESTEDY

Fercent Passing Tests roints Earned
36.0 - 10C,0 150.0
84,.0 - 84.9 140.0
83'0 - 8309 13500
82.0 - 82.9 130.0
81.0 - 8l1l.9 125.0
S0.0 - 80.9 : 120.0
79.0 - 79.9 115.0
7?-0 - 7709 10500
7Coe - 76-9 100.0

5'0 - 75-9 95'0
71&00 - 7#-9 9000
73.0 el ?3-9 85.0
72.C - 72.9 50.0
7100 - 7109 75.0
70.0 - 70.9 720.0
69.0 - 69.9 65.0
8.0 - 638.9 60.0
67.0 - 6709 5500
66,0 -~ 66.9 50,0
65.0 - 65.9 L45.0
6300 - 6309 3500
62. - 6209 30.0
61-0 - 6109 2500
6000 has 60.9 20.0
59'0 - 59‘9 15.0
58.0 - 5509‘ 10.0

57.0 - 57.5 5.0
C0.0 - 56.9 0.0
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Av:rage Nuggerfvpgraded ?inug Agerage

n_Training or zxcessive Period -

Total Nunmber Training at the x 100 = g:;aggnt Up
End of the Previous Scoring Period

The averages referred to are those of the two training peri-
ods within the reporting period due to. the seni-annual

nature of this item. Table III is u;ed to determine Points

Sarned.
Zxample:
Average Number Upgraded e - 282
Average in Training for Excessive Period - 34

Total in Training at the End of the
Previous Scoring Perioed - =968

A ' ' - |
32%33—25-x 100 = 25.61 Per Cent Upgraded. Round to 25.6
Per Cent.

Enter 25.6 Per Cent Upgraded into Table III to obtain 80.0
Points Earned. .

The Foints Earned for the sub-items afe added together

to determine the score for Airman On-The-Job Tfaining.

" Sub-Itens : . " Points Earned
In Training : 10,0
Nunmber Passing Tests . 150.0
Upgrading 80.0
240.0

Unit'Reliaﬁilitx. This item, a portion of the TAC
system, measures the combat wing;s operatiodal proficiency
in various types of ordnance delivery. The purpose is to
’ deteramine the‘pef cent of such training which meets the
criteria established as satisfactory. It applies information

extracted from the Aircrew Status and Training Report.



TABLE III
SCORING TABLE FOR ITE: "UPGRAD1:G"

. tS w2
Percent. Vpkcaded <L 973
2700 - 1w.° 9000 90.0
26.0 - :609 35-0 90.0
2500 - 2509 BOOO 8500
2.0 « 2.9 75.0 32.0
2).0 = 239 70.0 75.0
22,0 = 22.9 €5.0 70.0
21,0 = 21,9 0.0 65.0
2000 - 2\309 55.0 60.0
19.0 - 19.9% 5060 55,0
1700 - 18;) ’5.\) 50.0
15-0 - 16.9 L‘-.O ‘0500
1300 had 1‘09 35-0 lbooo
‘10‘3 - ;209 J‘JQC' 35.0
900 - 19.9 25.0 30.0
700 - 809 20. 25.0
5.0 - 6.9 1500 20.0
goo - Q.Q 10.0 15.0
0 5 2.9 5.0 10.0

0.0 G
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Unreliable scotivity attri‘uted to improper maintenance
or material melfunctions is not counted as an atteapt. The
ites sesks to measure unit effe:tiveness solely as 8 func-
tion of pile: performance.

The iten is scored Quar:erly, and the scoring is
done by direct conversion of rer cent reliadle to total
points slloted. IMor example, 355 poinéa are the total
possidble. PFour formulas are uted in the coarusation of
the iten, They are as follows:

1. W x 100 2 Per cent Successful
° 8 sveats

2. Per cont Successful x Reliadility Factor 2 Adjusted Itea

Reliability
3. Adjusted Itexz Reliadilisy x Allocated Foints = Earned
Points
s “% x 100 = Per cent Unit Reliability
Exsaple:

The computations of the item are shown in Table IV. Average
unis reliability ean be found by dividing the earned points
by the total alloeated.

¥hen the scoring process is completed, the reports
are sent forwwrd to comma:.. -iquarters, The report on
Unit Reliadility is shown in Figure 1, page J2. At headquar-
ters the reports are compiled into a single Manngeqent Con-
trol Statement which is then distributed to the subordinate
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ORGANIZATION KLPORTS CONTROL STNDUL
MANAGEMENT CONTROL DATA XXX TAC FIR WG ranraC-T28
XAXXX AF3, XXX. 1 Get - 31 Dec 99
. = aofoh | SRR
& 2105, Unit Relisbility (% Score) 86
| a. Total Earned Points 306.1
b. Total Allccated Points 355.0
c¢. Percent Unit Reliadilicy 86
d. Nuclear };vents VIIP| VD %&D
{1) Nr Successful 160 180 172
(2) Nr Atteopted 205 210 202
(3) Percent Successful 18.0 85.7 | 85.1
(4) Adjusted Item Reliability 78.0 85.7 | 85.1
V(S) Earned Points 39.0 25.7 | 17.0 81.7
(8) Allocated Points 56.0 30.0 | 20.0 | 100.0
5‘5 e. Non-Nuclezr Events :ég ":o,’;gv RX
| (1) Nr Successful 15 | 120 | 70
(2) Nr Atcempted 115 120 118
(3) Percent Successful 65.2 | 100.0 |59.3
(4) Adjusted Item Reliabilfity 84.8 | 100.0 |{83.0
(5) Zaraed Poiats 59.4 | 20.0 {s8.1 { 137.5
() Allocated Poiots 20,0 | 20.0 |70.0 160.0
f. Non~Xuclear Events {(Continued) DART { STRAFE
(1) ¥r Suc.ceut‘ul 73 9%
(2) Nr Attenpted 122 117
(3) Percent Succesaful 59.8 80.3
(4) Adjusted Item Reliability 95.7 88.3
(5) Earned Points 38.3 48.6 86.9
(6) Allocated Poiats 40.0 | 55.0 95.0
. Or s manih poried for these ol raind gomi 21y,
TAC o’:cl:z 149 IPREVIOUS ZOITION U.AV QL YsLD)
FIGUXE 1
SALPLE REPORT Ol UNIT RELIABILITY
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units. It is in thia final report that the entire operation
of each of the two sprawling, complex organizosions is

sucmarized. From this highly diastil ed info:r-ation, cone
manders at all levels are afforded an over-view of the
total organization and the relationship of their unit to
the whole and to the parts which, currently, is simply not
aveilable by any other mesns. As a rrimary source of informa-
tion to aid in decision making, the lanagement Conirol State-
rnent is of inestimable value.

By isolating problem areas, the i‘anazement Control
Systen perforus one of its major functions. Faving detected
a prodlea area, both SAC and TAC require analysis of the
prodlem with the initial report. The 3AC instructions
stipulate:

An analysis will be submitted for e~ch item in the
Tagtical !'anagenent and Base . -~rpement areas which
reflects a score for the reparted scoring period below
the applicable SAC standard for the re;orted scoring
period « « « « The analya*- «1ill {nclude reissns for
the score below the SAC sta.isrd and a statezent of
corrective action taken or planned. GZ~rhasis should
be placed on cause, effect snd corrective action token
or possidle, at base level. I1f azticr 2tove bras l:ivel

1sdroqu1rod; a statement of that re-uireasznt snould be
nade.

.O.l...t‘..’lﬁotc00'0000.0..oo
Inforaation contaiged in

in briefing the Commafider in M¥e
coamanders and staff jfat all level

alyses will be used
,lgxz, iz seaff and

1pid., pe 3-3., ). {)_'
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For purposes of illustration, .tya xaporte-of unsatiy.
fagtory performance are shown. The first is a sanple report
congerning the iten On Time Takeoffs. 7This itean i3 very
similar to Sorties Delivered, the ocomputations for which
were expleined earlier in this chapter. The sortie con-
sidered non-effective in Sorties Delivered would be cancelled.
The sortie under this item would be launchei, but not in the
time~block judged satisfactory. An excessive rumber of late
takeoffs might be explained in this manner:

ITE = On Time Takcoffs - 96.8%
s. Problem Ares: Excessive number of late takeoffs.

De ¢ Prinarily due to materisl failures. 1
breskdowns 18 as follows:
Systea Materinl DMaintenance Total
Power Plant 3 0 3
Electrical 3 1 L
Redar/Nav A 2. Y

Total 7 T 3
c. Carractive Agtions:

{1) Late takeoffs resulted primarily fronm
saterisl fellure. However, there was no trend indicated
by itea failing. None werse time change items and fre-
quency of failure does not indicate a dusicn problen.

(2) These deficienci - -rare discovered afser
delivery o} sireraft to crew. 3 time elewent of
obtaining and replacing parts prevented on time Sake-
off. 3upply shortages did not conuiribute to any of
vhese late takeoffs; however, the i:ncrense in =man-

required, for stock chasing and in removing and
ropl‘tint eannlballzcd parts, indl--->3 possitle
trouble in the near future in this area.

s eoe R AR O TG At e B L R e G o e S AR g i 50 o
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. e 0

{3) The corrective ac-..:n iniizated is to
use more care in docunenting aircraflt deliciencies
have Baen ramoved by proper ssintenance actton L6

The careful documentation of the probler should te
noted. The corrective action is diracted at tre anparent
causs, and from such & report, higher commends would te
alerted to possible causal trends.

il.e second report is for the iten Tannidalization.

Tho format is slightly different from the praceediny cone

28 this one 18 drawn from the TAC systen while the otier

vas a SAC report. Still, most of the elemnenis are the

sane, and the purposes of the reports are idensical. The

report is shown in Figure 2, page 306.

Suamatiocn

This desoription of the Management Control Systen
is meant to detail the service the systen rerforas for the
Strategic Air Command and the Tactical Air Corriand, and to
relate its basic philosophy and overall oreratior. The
systen 1s unavoignbly complex, and exacts the energies of
many people in order t> function. However, unless it
actually renders the service for which it was created and
does this efficiently, the whol ciructure ~ust recessarily

1 (] Po 3'10-



ORUANIZTATION . PLO0 COVINED HEPORTS CONTNOL Srmnin,

ANALYSIS OF XYZ TFW
MANAGEMENT CONTROL DATA | p),, AF Base | Apr - Jun 62 3-TAC-T28
anea ¢ ELLWCNT ARD SENCENT ICOY TWO-CLIUENT AND PLWGLNT veORE
¥
Mainten.\ncej Cannibalization 0
PACHLEN

ST InE SvTCIFICALLY
An excessive number of cannibalization actions waere necessary in order to meet
mission commitments.

CAYSZIS)

(1} Low depot fill rate.

(2} Tardiness in submission of supply requisitions,

(3) Excess backlog of work in the hydraulic and electric shops,

¥‘,»?

REPECTY On TAR 30N
1f the high rate of cannibalization continues, it will render this unit incapable of
carryiang out its mission on a sustained basis,

CORALLCTIVE ACTION

YA En
{1) Strong emphasis has becen piaced on accurate inputs to the Maintenance Data

Collection system so that AFLC will receive sound data on which to bane stock
levels.

{2) The low depot {ill rate has been brought to the attention of the Arca Assistance
Team.

(3) Now requisitioning policies have been adopted which wx!l provide base supply
with more realistic lead time.

PLANRED

A realignment of manpower resources coupled with an aggressive training program
will take place during the next month. This action is designed to alleviate the work
backlog in the hydraulic and electric shops,

RCCCIIARY BY ROGKIR nTADQUARTERS

A ietter has been forwarded to Hq TAC requestiz;; assistance in the solution of our
supply problems. Attached to the letter is a tabulation {by S/N, item de-cnptxon
and {requency) of items cannibalized during the last quarter.

Get Well Date: 31 August 1962,

FIGURE 2

36
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te judzed & waste ané a failure. Toward the end of answer-
ing this question, the objectives and nceds of both SAC and

TAC ary reviewed.

IIX. THE STRATEGIC AIR CCMMAND AND TEE TACTICAL
AIR COMMAND

Before it is possible to evezluate the effectiveness
of any consrol systém, it is necessary to establish certain
basic facts about the envircnnent in which the sysﬁem
functions. This should include, as a minimum, the objec-
tives of the organization, and something of its methods of
operation.. Once these are established, the needs of the
organization can be identified, and the control system can
be tested against the need. Fow well it responds to the
rneed will be its effectiveness. Therefore, these trief out-
lines of SAiC anq_TAC sre preparatory to later evaluation of

the Management Control Systen.

+3

he two cormmands are alike in seversl ways. Both
were established shortly after World ¥War II, and have grown
fron forces of very limited capabilities to global, nuclear
strike forces. 3Both support the nat{onal ﬁilitéry objective
of deterring any foreign aggreséorjfrom war. However, the
methods by which they contribute differ as do their opera-

tional needs. Each has, however, an imperative neéd for
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eontrol »f its forces; to fail in this function is to fail

she Job of Aeterrence.

txatexic Alr Comnand

The Strategic Air Command is assigned the nission
of deterring war, or if deterrence fails, of destroying the
nmilitary power of the azgressor. Deterrence, to be effec-
Sive, must combine a credib’s warmaking caradility as well
as the will to employ the force should it bve necied., That
SAC hes the first and the American people the second, was
nanifest during the 1962 Cutan missile erisis. Should
deterrence faill, SAC nust maintain the abili<y to sustain
&n initial attack and retaliate with such force and tactics
that it can penetrate the eneay's dnrfenses --: desiroy his
abilisy or willingness to wage war,

The effectiveness of SAC's deterrent crmacity is
clearly related to its retsliatory power. Iwo occurrences
during the p“i decade have enornously co~rounded the

’ prodlen of retalistion., First i3 the dranati. advance in
military technology, and second is the :esultant compression
of time. The advanced technoloy has been res-onsible for
supersonic (and now space) flisht w:izh has redjuced both
warning tine and reaction tine, This is denonsiravly clear
when one considers the months of reaction tire available
during Worldd ‘ar II. By the Xorean war, the %hreas of

0 bl SR L
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intercontinental warfars was a reality, but still, warning
time was measured in hours. Tod:zy, since the sivent of
+he ballis%tic missile, warnin; tize nss Iwindlec to swerty
rinutes.

The inplications of these facts are cle~rly reflected
in S/C's operation. Its forces must be helc in ¢ ccnstant
state of readiyess. Its »lans, rrucedures, and orders must
weld 3ll i<s units into an intesrateld comni~nd. Its forces
rmust be able to survive a nuclear attack 2ni ccunt:r with
such strenzth that they overwhelm the eney's cefenses and
“atally destroy his warraking capa2city. irecise corordina-
tion and iategration of all counsterforces is 1 n:cessity
if they are to peretrste the eneny defenses. ..2jor General
Hewitt "helers has identified this need. Ie writes:

Penetrastion tactics are develorved after careful

analysis of the eneny defensive environmant ts ensure

minirmum attrition of our foreces and maxisun tombs or
warheads on targets o« o « ..

The specific penetrasion tactics emnloyed at any
point in time are desirned to exrloit wez-nesses in
the enemy defensive posture. Here arplication of the
principle of m¢ss is fundamental to s~turate any
defense taat cannot other.ise be countered throuzh
deception and surprise.lf

General Jurtis Lelay, writin: as Unief of 3teff,

Culted States Air Force, h~s described the 3trotecric At

17rewite T. “heless, "The Deterrent CIiferncive Force,”

féfb“?ﬁ%f‘gl&z cuarterly M view, 12:71, Vinter arnd Sprin,:,
- )

.- . « - . -, - W e o @ L4 .



L0

Command when stating the recuirenent for reaco. "eace,”
he writes, "will depend on our &bility to maintain » poised
and ware “a9dy war={ighting 2nd warewinnin, forceees cre ibdble

counterforce. ™3

adstical ALr Somoand
Tie Tactieal iir Command complenants 3AC's contridu-
tion to the Natinn's arsenal. Ths stale=nte of nuclear
forces which has prevented global war hus nc% cdone the 3ame
for linited war. The recent :ttldeup of tictical forces
is an astenpt to £i11 the need for a more floxible posture.
Jefense Secretary Mclamara caphasised this point ty notinr:
[We wust] . . . incresse our capacity to tailor our
reaponses to a rarticulrr nilicory challenps to that
level of force vhich ic doth appraprinte to the issue
involved and militarily favoratle to our sida.

“his 4{s the centrsl thene of the increaced e-phasis
on nonenuclear, limited war forces. Tactical .ir Com-
mand hes an important stake in this builieup of flexe
ible, fastereacting anZ hipghly mobile frrces necessary
Lo copf with the brosdening scale of potentinsl cone
Jliet. 9

The mission of TAC 13 to provide fust-reacting,

condatereidy aerospace units for enploy~en% an,where in the

4
' ‘gCurgia E. Leay, "Ihe Present Pattern,” ilr
Ln atlty “uarverly Revies, 12:27, “inter and Siring,

i i

}9ua1tor Ce Sweeny, Jr., "Tactisal i
A::sz wave, Asr Farce Jeurn-) and iosdzea,
Pe .
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world on short notice to operate unilaterally <r in concert
vith ¢sher forces.20 The obligation to successfully en;are
the ezeny 3% any level of the droad specirun ¢f :onflict
places 2 preziun on flexidbility, sad TAZ 2as provided for
{¢t with a nixed force unlike thet of any :2ther command.

“he force consists of various tyves of fi .er aircrafe,
»peeially adapted bonmbers, cargo and troop carrier air-
erntt.'holieop;ors, and ballistic missiles., It is capable
of action with either conventionnal or nuclear weapons.

Such modility and flexibility is possidle only throu-~n
painstaking advance? planning, the pre-pack2iing of support
resources, and continuous, comprehensive training. Thorouzh
svtandardisation and recurring evaluation provide the commard
control which rust be responsive, relistle, and quick.

”no ment of the Ar Force, Alr Zorce terulagion
5¥=g§g Or;anisazion and ¢ 1ssion-- -1 % TAir
ad .ashtnrtan, iaprch 1903), pe 1-3,



CHAPTRR I1I
FOMULATION OF A CONTROL SYSTE

This chapter is composed of three sections: (1)
basic concepts, elements, and rejuirements of a military
control system; (2) a brief review of the needs of SAC
and TAC; and (3) a comparative analysis of this theoretical
systen and the Management Control Systea.

I. THE RATURE OF CONTROL

The nature of control is such that the rejuirements
which different orgenisastions demand of it will vary. How-
ever, each control need benefits from the study and use of
certain guiding principles. ‘hile these principles are
generally too broad to apply dirsctly to practice, still
they indicate an approsch to the prodlems of control which
will aid those building the management structure by assuring
proper consideration of techniques end points whick have
proven to be useful in the past.

Kach type of organiszstion is bound to require differant
selutions to 1ts problems., As its sbjectives, structure, 2
needs differ from those of other orgzanizatisns, so too will
ite methods of operstion and systems of control, Thus, it

is simply not feasible to extract a control syste<n unchan; i
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from 8 business enterprise »nd exrect it *- he effactive
“n 2 nilitsry unit. Reither will a control festure
necessarily be anplioatle even between diffe-:nt lavels of
the ssne organisation. Each system must be tailored to
the specific needs of the manazemens of the orzanization
Ly using the guides provided by control principles.

Songect and Purpose of Control

The first task in a discussion of contrel is to
assure & clear understanding of the word., he hazards of
assuming & comaon concept are apparent when one considers
soae of its current usages. For examrle, st referencos
to "quality control” usuislly end by describing a ..aaning
practice. Siailarly, the common control device of "storde-
ards® 4s in fact a plan for the amount of tima, efiu=s,
cost, or other coaponent to be used in a process or pnuduct.l
Author Peter Drucker in his managenent classic The Practice
ef Ycnagenent evinces such dislil:» <~ Lhe word that he
refuses to use it even in context where it .- conmmonly
acoepted. He writes:

8o far in this book I have not talk-31 ~f "control”

at all, « « «This was intentional. .or "consrol™ is
an anmbiguous word. It mesus the abili:. to direct

1510: We Nathe, "M'sanarenent Controls in 'usineas,

?ﬁﬂﬁlﬂ?ﬁ%& gggg_gg (ilew York: John ..l2y & _Sons,
ne., )y Fe
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onesel? and one's work. It can alse mean donination
of one person by ancther.

To define control by describing its uses can aleo
lead to 1ittle emlighkienment and much confusior. Controls
are used in o number of ways: (1) to standardize per-
formance; (2) to safe guard assets from waste, he’t, or
nisuse; (3) to stendardise quality; (4) to set limits,
for action not requiring higher approval; (5) to measure
onethe=job performance; (6) for planning and procraming;
{7) by top managenent to keep operations in balance; and
(8) to motivaze individusls.?

An appeal to authority produces a wile range of
definitions of control. A sinple, v2-is i~finition is
"feontrol' means 'check'. . . . I* .3 t.e r~ r to keep
track of what haprens in ~rde- %5 evalu .-~ results end
pooplo.”“ A more spe-ific one dafinus control as ". , .,
that function of the system which provides direction in

sonforzange to the plan, or i. other words, tho aintenance

chtor F. Drucker, The Prarti ‘ann-~ement (N
York: Harper & Row. 195.) 2,0} tee of “anaenent (Kew

’U. Travers Jerome, I[II * nurol--7he
Wn (Kew York: John''iiley i‘“‘&ﬂ“"fons, ne, S701), bpe
37

kc (4
00 Albert Smith, Jr., Managinz Geosrachisalls
W‘W (Ca:;:bridée, ass.: ne niverside
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o variations from svstem objectivez wicthin allowadle

lizits."?

A definition with a broader view differentiates

between two tvpes of control.

Controls governing routine and repetitive operations
' stress conpliance. . . . Their primery {unction, there-
fore, is to serve in the area cof internal control.

ilanacenent contrels, on the other han ,y Serve both
as a measure of perforannce and as conditioners of the
fira's working environment. The attitudes of planning
h“d of self-evaluation are particularly powerful

rfluences in a firm, for thoy are amons the key forces
bhat contribute <o deciuive and continuous vrogress.
Tais capability of any given executive cont. ol to
nocivaze coustructive aczion is by all Oud its most
imcortan“ characteristic. This contrasts with the

cmpliange or conmand feature of othar tyves of
ccn Trol.®

A final view stresses the possible perscnal implica-
tions. "Control itself can be defined as the naking of
decision and taking of actions recuired by the responsipil-
ities of each position.®’

For the  purposes of this study, controal shall denote

-2

the process of setting standards; the recording and evalua-

531 chard A. Johnson, Fremont 3. Kast, and James Z.
2osenzs weig, The Theorv and ianagemnent cf Svstens (New York:
MeGraw- 111 ook Comypany, Ing., 1@037 P. 53.

Jerome, op. ¢it., p. 3kL.

7Arno}d F. Each, "Con rol Feans Action," Harvard
Business Review, 32:95, Jul -Auvuqu, 1654.
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tion of performance; and the returning of performance %o
the plan should signifsScant deviation occur. This defini-
tion is consistant with those found in a number of
suthoritative texts on the subjoct.°»9

{8 d

Having settled on a definition of control, some
explanation should be made of its relationship to the other
funstions and to management as a whole. As is true of the
other functions of nansgenment, cortrol canno: be ef{fective
1f 4t 1s separated from the rest of the strusture. MNo-
whére is this seen more clearly than with the interrela-
tionship of control end planning.

Control depends on planaing for {is ver, beginning.
It is planning which deter~iner =he allo- le letitude of
operstions as the organisation proceeds towvard the planned

woals. Yet without control, the movenent could not be

8300 George i. Ter 5;&5;%22,*1 of lanazenent (2rd
Ed.) (Homewood, Ill.: Riggér . 1rwin, .nc., T s Do
?29; and Ralph Davig, al "-~ranization and !ionnremers
New York: Harver & Bros., 194u), p. 1l21.

enri Fayol hzs given the followinr definition.
"Control consists in verifying whether everyiL.l.ng oceurs in
cenformnity with the plan adorted, the instruction issued ani
principles established., It nas for object to point out
weaknesses and errors in order Lo rectify thrm and prevent
recurrence. It operstes on sverything; tnic -, people
actions, « « « For control to he eifestive it nust be done
within reasorible time and be followed up ry sanctions,”

?%Q’E%%b’ﬂﬂiéﬁ%*ﬂigglliggngggagaa (London: #Pitman Publizhe
* 74y . - .
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maintained within'the limits to action as thera woculd be no
way of knowing Just where 2 deviation had occurred, wﬁ} it
occcurred, or how to return it to course. Contrcl!s feature
of feed-bock of informatien is mandatory for raticnal
planning, For follow-on rlanning to be effective, the
control system must provide accurate, timely information.
Just as vlanning and control s pport and conplement
2ach other, control toth aids and uses direction and
coordination. Control, when used t2 best advantage, will
sermeate the entire manzgement process. It will provide
the top manager an overview of the orgenization not avail-
¥ her :éans. The pervasivena s of control is
artly described by ‘iilliem Jerome, Dean of the College of

Susiness at Syracuse tUnivars

'.I-

ty. He sees it as the catalyet
L b= T s o oy - vh' ¥ d > "~y "h ""‘ 3 ?""1 - -
o managerent which draws together the various other fuac
tiong into a rieaningful, workable whole.
Durirg the past five years, a number of authors have
stressed the divisibility of control into two distinct types.
They show cne uyoe of contrnl as most appropriate for inter-

na2l or dawly o"era icns., The ozih:ir type has teen called

"Higher Control",lo "Over-all Con:rol",ll or "Top ilanage-

107hemas G. Rose, Higher ilanaren~nt Control (New York:
MeGraw=-Hill Beok Company, Inc., 1957;.

llTerry, opr. cit., o. 547. ]

————
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nent Ooacrol."lz It 418 used for longeranre pli:naing and
general direczion of the orzanization. 'izh each of the
t«40 types, “he focua of control veries withia tha manage=
risl structure, dut still the facsors which make the control
necessary do remain constant. Eoth enabdle nansgement to
evaluate perfornance; to identify trends; and to locate aress
of below-standard operation in order that %hay -ay receive
further investigation and analysis.13

The major impetus for the develorment of both inter-
nal and hizher controls has cone from the insreased interest
and use cf decentralization as a method of copinz with
orgenizational growth. The use of decentraliz:tion has
changed the concept of control f-»m what it was a decade

ago, and has added to its importance.

Centralized Gontrol
For a time during the mid-rifties decantrelization
became almost synonymous with progressive nanagement. This
was due in part to its success in such fir~s as SJears,
Roeduck, and Coravany and Ceneral lotors, and partly to its
effective exposition by such authcrs as Peter Nrucker and

Relph Cordiner. In the unprecedented rush of companies 1l

125m1th, gp. git., Pe 9.
13Ro&o, op. &lk., p. 97.
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over the nation to decentralize, too little consideration
was given the inevitable atteri-=- rr:blews.14

Irs:end of tha expec:zed incre Lo of p-:fi=s and
decresse of centrsl decisions and problems, many companies
discovered their coperations to b2 flounderinz éisastrously.
Top managsment found it no lonzer had control ¢f orera=-
tions and was unadle to effectively rlan for company-
vide neads. 66ord1nazion of lower divisions' efforts be-
came chaotic, The reauest for more infor-~<ior reculted
in #n avalanche of figures, data, and unrelsted ren-orts.
Cut of desneration, nany of these companies returned to
thelr former methods of operation with little idea of why
decentralization had not worked for then,

The central problem in many cases was t:e failure
of top management to specify the responsitilisies of its
lower echelons and to devise a method of assuring coaplizance
of these ausignments. Internal control sy-sens were
established in those conpanies which cuccesafully decen-
tralized, and thgy have provided a portion of the necessary
continuity of performence. :=ven so, these cysters are rnot
without their drawcacks., Frofessor “11lis Jeroze exolaing

the use of internal controls, znd warns of their shortesain --.

1“390 Seorge A, 3mith's book Yonaednr~ Jegcrarvhically

Qgggg*:al;zgd gomraul s for ~n excell.ent rrozer.inion of
actual c3ses involvinr protlewr of decentroliza-icn,




He writes:

The aystea of internal control . . . [1s) en
elaborate expression of top manaravent's will. The
entire surross 5f the system .3 Lo =sake certnin that
lower manazement carries ous its comission from top
management. Compliance is necessarily the central
feature of such a systenm.

This sort of spproach is both very useful and
very necessary in nost organizations. At the 3ane
time, two usgoceo of such an spproach must be kept
cont{nually n nind. ihe fir:t is this: given
any set ol plans or policles or procedures, as uart
of a systenm of internal control, how do *.e know
that these are the best plans, volicies, or fruce-
dures to follow? Compliance with these controls may
be reqiired of lower managenant, and thae degree of
success achieved by lower wansrement judced in turn
by the de of compliance. Yet, this is no answer
and provides no criteria to helo top ~anage~aent
decide on these particulsr controls in contrast to
other possible alternative controls, “n -2,
our problem is one of identifyin-~ the criteria that
will enable managers to answer the question, "vhy
this system of control instead of some otr:r:"15

Kis solution, and that of other authors, is to devise a
central control system which will furnish top management
the needed overview of the enterpriss. The iianagenent
Control System, while used for planning, is primarily an
internal control systen, and so this discuasion will con-
centrate on that type of control systen and only incidently
discuss the broader, more inclusive system .i.ich emcraces
planning, forecasting, and other men: -ial funstions,

) The quotation by Professor Jeroaes 7entions the

xsatronc, ep., git., r. 7.



aspect of complisnce inherent ii . ‘rtern-l :ontrol
systen. Too great regulation of individunla has repeatedly
opesen shown to 3tifle their initiotive and crea:ivity, Loth
of waich are necessary for mnost productive work, Thus,
the dilenma of internal contrdl iz how tu encourase rre~ter
initiative on the part of subordinates by affording a
fNexidilicy of operations, yet ninimize the chances of
error by kseping oporations standardized.l0 Unfortunately,
the dividiag line which separates ex-:essive, stifling
reculttion from & freeness of operation whica nizht £ail to
detect niscakes or unfavorastle situation:z early snough for
WOP snagenent tO take appropriate astion seems difficult
to attain, 'While there is no single -slution, indications
are that the answer lies in the attitudes znd actions of
the peosle concerned rather than ir -3013 or techniques.
To be successf.l, the conirol system nust provide
management with the information it - ceds .hen it 43 nceded.
This necesaitates company-wide stand-r+ization o procedures
for gathering and reportine daza. '~ she inferaation will
be used at times to judge people, its valiiity should be
accepted by everyone in the orranizaticn., . ..., an exurcta=

tion, however, is u%oprisn. In spite of the reasonatle

16w., Pe 75,
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requirement that each person be judged, those vho surfer
in comparison are bound to reject and fault the antire
control system. Alad, where the subordinnte ic judaged,
prosoted, or paid on the basis of this infcr-1lion which
he supplies, top mansgement must expect ¢ desree of dlstor-
tioa and inflation in the reports.l7 This s rot to
suggest that deliberate falsifica“ion of records will 6ccvr,
but rether that instructions and procedures for reporting
will be inserpreted by the individual to his acdvantage arnd
not necessarily according to the intent of top management.
Therefore, along with the staniardization of reporting
progedures, careful limits must be placed on the interpreta-
tions of the instructions and the resultan. data.

An excellent summotion of th!: aspect of the problenm
of decentraliszstion is found in the book Dynarmig kianagenent
in Industry. The asuthor, Raymond Villars, writes:

The main odstacles to the effective operation of

tho system of centralized planning and control asso-
eiated with decentrelisation of authori® and resron-
oibility are, essentislly, the risk of ..sunderstand-
ing and the risk of abuse.

It should be expected that, at fist, the system be

interprated as 8 sort of "pollco s;o%te" even though
it 13 not at all the case, It sho:ild al2o be undere

stood that this systen is no substitute for gzood manare-
ment. It is only a tool of manasesnent. Like any

1791114am Dill, Thomas L. Hilton, and alter R, reitran,

‘li Eagg;g:l (Englewood Cliffs, N, J.: Freatice-Hall
m.’ '3 Po 260 ’ ’
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other tool, it may be misused; and precisely because
it is effective, it zay become dangerous. It may
bacone aa insirumnent of orsression if excessive
emphagsis i3 placed on "control"; ~r it may bccome

the source of saricsus disrurtiors if, on the

contrary, "decentralisation" ls nvere.rnasized. A%
the seme time, experience shows that tnis consept,

if applied with skill and moieration, provices a
solutian to the strangc dilenma in which ingustrial
managenens finds atself today. « « . iiinacemant can
use the concept to reconcile the technical nacessicy
for individual freedon of action in i:iasiry. To
avoid misunderstandinos and atuses of tae system, it
is necessary to obtain the full cooperatic. of every-
one involved and the full recognition Lhst the planning
and control function operates 2s a service departnment.

P . .
The control procedura is succinctly Gdescribed as

the means by which performa:ce is measured a:ainst a

standard to deteraine the feedback which i3 used ty correct

deviations by means of remedial az-ion. Two clauses of this

statenent refer to acts which are particularly ger-aine to

the discussion, and so are considered at some length., Firs:

is the process of snd considerations for s<ttinz the stand-
ards, and second is the act of correctinz doviatiens.

Deyelopment of ssandards. The settinr of standards

wes identified previously in thi: -hapter -3 a plananing
function in that awounts of time, effort, cor<, or other

component s are specified ‘or plarnei) for a cracess or

lgn.v ’
ymond Villers, Dynzuic Man- ‘n Incusery
(Englewood CILLLs, o 10 Treneic - .., .., 1vceT,pe 107,

e gyt
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product. Its importance arises from the total dc;eggence
of the other steps in the coatrol proceas on it. The
wethods used for setting sinndirds vary widely, but can te
grouped under the heading of (1) par performance, (2)
appraisal, or (3) scientific procedure.

The zethod of basirg standards on prast porformapco
is self-explanatory. Appraisal could be nothing mor; *+han
an estivate or.it could be 2 projection of past perform.nce
in 1line with future changes of oojectives. The scientific
method csuld involve messurecments of varying degrees of
pregision deranding o& the case. A.s0 it "i:ht use rela-
tionships auch as the rate of increase of labor hours for
periodic aircraft maintenance in reletion to the nunber of
flytng;hourl accomplished. Regardless of which method or
comdbination of methods is used, t:e ses.in:; of standards
depends for success on practical judgment. 3ince iudgment
is necessary, the adequacy of the standards will reflect the
degree of experience and expertise of those s:tting the
standerds. It is imporcawur. th.t the person affected by

" the standards have a voicn in their developrment. Such action

will contribute to the motivating influence of a fair,
acceptadble standard. If the person does not ~onsider the
standard to be valid, he is unlikel: *o willinsly use {t to

adjust his performance. Should others use that standard to
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r;to his work, he will probably attempt to reject this
elso.

The Air PForce lists criteria for usai’c standards
which tell little of how to acconplish the job, but do
give sone idea of the scope of consideration. It suszgests
the following eriteria: (1) identifisdle, (2) objective,
(3) applicable, (i) stable, (5) attainable, and (6) acceps-
able.19

vieasuring performance. After agreeins cn stsndards,

the next step 18 measurirg perforsmance ar2ianst thei., llore
will be said sbout this later in the chapier, bu% the pro-
cedure is depicted clearly by the equation 3 - A 2V, §
is the standard; A is actual performance; and Vv is the

20 Should the procedure detect

variance or “eviation.
signiflcsns verlance, it i3 necessary to correct the move=-

ment back within acceptable limics,

Acting. The correcting of deviation is the point at
which the entire mana. erial process can bSe tested. The tect
will reveal whether mans;-ement is only respzondine to eircu--

stances as they exist or whether it is ta%ins steps to

190epartment of the Air Force, Alr Force ianaal Number

=2 [Management Ans.ysis] (Washington: ~_over: “ent i'rinte
ing 0ffice, 1957), p. 54.

20y{11ers, op. git., p. 363.
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actually shape future circunstences. If the reaction to
deviation 1is remedisl rather than only corrective, manage-
nent is using internal control in its most useful func-
tion. Management is searching for the cause of the pro=~
blea in order that it amay eliminate its effect on future
operations,

The emphasis toward remedisl action points up the
importence of the individual with his ability to choose
- from among alternetives., Fortunately, the infornztion
availeble to the individual has bdeen increasinsly sccurate
and timely due to the development of control systems which
are more sensative and responsive. 3Still, at best, control
reports ocnly facilitate the use of human jud:ucnt; they
Gan never serve a3 a substituie for it., The success of
any system of controls will always depend on the men
utilizing the information,

II. RREQUIREMENTS OF AN AIR FChCE CONTROL SYST:

Ihe Problen of Contrel

The prodlems of contrsl in S/.C and TAC are far
different from those of any business enterprise. The manase-
meni, prodlem is caused mainly ty the irriense size and geo-
graphical dispersion of each orgsnization; the complex
interrelatious between the many parts and layers of their
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orgenisations; the dynazic nature of the threcat-response
dichotomy; and the need for precisely coordinated action
of all com>cnents. Change is continual; each crganization
must respond to new tactics, techniques, strategies, weapon
gysters, and a hést of pars-nmilitary decisions af{fected by
politics and economics. Few industries can metch the
conplexity of equipment or scope of operation of either of
the two commands. Yet, the command components nust be
able to act in concert totally unnecessary for 2ny i.dustry.
As a result, each assumes the delicate task oI -iaintaining
flexibility with a high dezree of conformity ard standerd-
ization. It is partially through their control systens
they hope to achieve this.

The fact that controls must vary according <o the
organizational structure was discussed esrlier in this
chapter. Thes final judgament has still to ‘e made as to
the degree of centralization or decentralization of either
SAC or TAC. To argue the question here would serve little
purpose and most probebly end in & generali: tion with &
number of qualifications. The fact is that local commanders
do have significant freedon of action within constraints
which are somewhat more confining than those common in
industry. MNuch of the standardization tv-i. 1 of these two

commands is due to a close identity of objnrctivas ameng,
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their componsnts, and a ralatively narrow vange of choics
of appropriate tec hniques.2l The local commanders, in
order to fulfill their commissions, must aepend on the

Management Control System for coasolidated operational

data.

Y

The Control System
| When an organization bacomes as large, diverse, and
as rapidly changing as SAC or Tlﬁ, the task is to ensure
a flow of informetion that provides enough material to
support the right decisions at each level but pyramid only
necessary and consolicated ipformation to the higher level.
Henry Cantt expressed the need for informaticn in this
manner: "If we allow ourselves to be gbverned_by opinion
where it is possible to obtain facts, we shall lose in our
competition with those who basé their actions on fact."?2
Thus, the control system provides management with the
information it must have. It makes possible perforamance
measurement of functional responsibilities while presenting
' an overview of the total operﬁticn.

The manner in which a control system does these-things

21
Department of the Air Force, Air ¥orce Manual Number
25-1 [ The lManagement Process] (Washington Covernment Print-
-'lg Office’ 1954), po 57.

224enry L. Gantt, Industrial Leadershi New He
v
Conn.: Yale University Press, 19167, pP. 9. ( o
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may be studied by separating the system into its elenments.
.These same elements, having been established essential to
the system will be used late{ in an analysis of the
Management Contro% System. The brsakdown used in this
arialysis is basically that of Professor Harold Koontz.23

However, the works of other authors were liberally used

to modify and add to his list.

Reflect the nature and needs of the organtzation.

A multitude of factors cculd be grouped under this item,

~2> what ies meant here is that the system must he tailofgd'to
the specific management needs of the organization. Further,
it mist be objective oriented, and subﬁect to periodic

review to determine its applicability to current needs.

This is especially imvortant in a bureaucratic structure
where policies and procedures too often become customs

with a certain weight of tvheir own.

Timely. Informaticn must be made available to those
needing it while there is stiil opportunity to chaﬁge the
course of events or before events deviate still further
from the desired norm. This necessitates a constant aﬁareu

ness of the tendency of control systems to develop to the

23Harol¢ Koontz, "Make Your Plans Succeed } Na
. - tion?
Business, 46:102-108, October, 1958, , ".Nation’s
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extent they become cumbersome and loose their ability for

pronpt transmission of data.

Flexible. The control system must be capable of
| adding or deleting functions without reouniring a complete |
reorganization. It should respond to changing organization

" objectives.

Forward looking. The purpose of the system is te¢

deliver information to be used for decision making. There-
fore, the informatipn should generally bei'in the form of
trends cr comparisons rather than data of a static nature.
For this reason, accounting datz alone is inadegquate in

alacst all cases.

Limited to &' rategic points. This facilitates the

overview so necessary o eflective managenent by presenting
reports which are comprehensive yet not burdened with detzil.

This element fits naturally in with the next.

Point up exceptions. Management by exception is
possible only with the establishment of sténdards against
which to measure performance. The syétem'must assure
manarenent that nothing of operatiénal importance can occur

without at.ention being drawn to it.
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Assure corrective action. The basis of decentraliza-

tion is the delegation of responsibility and the assign-
ment of authority, within limits, to the operational level.
Therefore, top command must know the status of operations
and be certain that when deviations occur, corrective ac-
tions wiil be taken.

In addition to these requirements, the output of
the system must be accurate. As the comparison of per-
formance with the standard and the discovery of difference,
if any, is dcae as close to the point of performance as,
poésible, occasional distortion or manipulation of data
nust be expeéted. Hence,'management should retain » final
check of the control system. This is most commonly done
through audits and meetings or conferences between top
management and the lower echelons. While not a part of the

system, they rist be considered correlates.

System Audits

From time to time, the chief leader should dip inte
the operation of his crganization for information pur-
poses. This 1s neither to suggest a practice of going
over the heads of his assistant leaders or even a
habit of mistrusting them, It is rather to recommend
the value of first hand knowledge of what .s tran-
spiring.2b

2‘*Cl:,'de T. Hardwick and Bernard F. Landuyt; Administra-
tive 2trategz,(ﬁew York: Simmons-Boardman, Inc., 1961),
D. L45.
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In this manner Hardwick and Landuyt explain the need for
check of the system. The audit or personal nmeeting should
no more be considered an imposition or breach-of-trust by
those using the control system than the svstem itself is.
Each is one method by which top management meets its
responsibility toward the organization and its objectives.

In addipion to verifying the validity of control
reports, the audit or meeting is a valuable cpportunity
for personal communication between the office of the chief
executive and the operational levels. It is an opportunity
Tor the top executives to know their men, to sample their

. . ~
feelings, or to suprlement formal information channels.‘5

III. ANALYSIS OF THE NANAGEMENT CONTROL SYSTEM

The Management Control). System has reached its present
fora in SAC through a process of evolution lasting almost
fifteer years. Many of its changes have been caused by the
need for increased responsiveness to field conditions. Re-
porting procedures h1ave been altered to ex~loit the improve-
ments in data processing equipment. Although TAC's system
was essentially patterned after the'SAC system, changes have

occurred during its relatively brief existence. These

25smith, op. cit., pp. 103-104.
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chanres are indicative of the efforts of reople at all
managerial levels to assure that the first requirement of

a control system is satisfied.

Reflect the nature and needs of the organization.

It was established in Section II of this chapter that one
of the major needs of the two commands is a means for
positively assuring that a high state of combat readiness
axists at all times. In order to achieve this, a
standardized rating systea has been devised. Standards
are established to guide local commanders and aid them in
their assignments. |

The allocation of point values‘;o the items included
in the system has served to emphasiie their relative
inportance, and has provided a method for assessing total
perfornance of a unit. This is a prime need of commanders
at all levels. As managers in the Air Force, they must keep
continually in mind that they work with imprecise safeguards
against inflexibility or carelessness. In contrast to
private industry, they have not the finite measuring stick
of profit nor the lasb resort of bankruptcy as a way out.
In the face of the constant threat of annihilaticn, they
literally havé no alternative to success. Cnly by con-
sstructing specific short-range goals and measuring the
degree of success of their attainment, can an estinate of

effectiveness be achieved.
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Another faetor which weighs in favor of a positive
Judgnent of this requireamt is the long life of the
system in SAC. The commenders' review panel must be
oredited with keeping the system applicadtle to current
operetionsl needs and aission-oriented. Ihrough their
cffms. the ngoda of line organisations for control are
satisfied.

2imelz. Tineliness is the very essence of the
eporations of a combet command. The Vinagement Control
Systea eontridutes to this need through its procedure of
daily, cumulative recording of key items. These are the
M@h poins items and the local commanders are briefed daily
on their stetus. In this way, the commander and his staff
are ofven able to isolate potential prodlem areas, and can,
in meny oases, take corrective action before a serious
preblen develope.

Bigher headquarters is informed of current operation
ia she monthly iaformational data reports which are sent
frea esch local unit. Headquarters then coapiles the data
4a%0 a single report and distributes 1t back to the local
uniss. Reports covering the entire scoring period are
submitsed by lecal units four tines each year, and in SAC
she headquarters Director of Comptroller prepsres froa this
infermation the semi-snnual "SAC Managezment Control State-

e - v PN . T - ———— o —————— = o
i
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ment” which is & summary of perforaance of each reporting
unit in the command.

£1axible. The unremitting change of items and

procedures vhich has typified the course of I'CS testifies
to the flexibility of the systen. In addivion, it affords
a potentiasl for the shifting of emphasis anong items through
the point alloecatien.

Comnanders at all levels have found the Management

Control System to be highly aiaptable to their particular
needs. Brigadier General Albert Pearl as Comptroller of
SAC, has stressed this feature. He writes:

Top commanders have regerded the Management
Control System as & valuable motivating device which
they could "play like a piano”™ to keep it responsive
to their chan virements for managing the
comand. This 0 by adding items, deleting
itewm, changing point weights, and chanzing standards.

Numbered ai. force comuanders have pursued the
Nanagesent Comtrol Systen even more vigorousls as a
tool for motivation and control.
¢ & @& @ & & & 6 ¢ B @ O S O T O 6 € ° O ¢ © 6 & ¢ @
Practically all wing commanders have squadron manace-
ant control systems. These are not required by SAC

ers but are encouraged for the same reasons

that we have & 3AC Management Control 3ystem. These

squadron manageaent control systems score individual
:z:adma on many of the items that are scored °B a
g basis in the SAC :anagenent Control Syste-.<6

26 00r¢ L. Pearl, "The 3AC Managenent Control Systen,"”
P W MD Vol. XIII, MNo. 4, Sumner
9 P .

et PP e SN D S 2 Tt s 4 St 1 < 1 e



~

v ” 6
' Laneard desking. The néthods o?‘;raphie data pre-
sentation Used W bdeh" saillinds facilitates trend Snalysis.
Basically, the control data is displayed on charts for the
briefing of commanders at all echelons of command. Although
no standard form of presentation is directed, still a fair-
1y common pattern of briefing charts has developed in SAC.27
The charts show current ststus as well as that of preceding
periods. From this information, trends can be identified
either for generrl status or for performance by areas and
items. " .

In sddition, the relative positions of collateral
units is displeyed. This comparison is based on total score
for each unit which combines eall items into @ single per-
centaze for the unit. This has been found to be an important
motivating device, and is u:cd widely at all levels of

Liaited 1o atrategic points. The best assurance that

the Management Control System does limit managerial atten-
tien to uneide points is related to the method ty which
iteas are selected for inclusion. The members of the .
commanders' review panel are concerned with training and

- o @
o o= *

g, B,
Bmd. , p. 18,




PEX XL EY B BRL

67, .

‘ . ».
- mainssining .o comdagaready ugit, and tqward.rhis ¥nd“have

selected for review those elezsents of the total operation
which tend to be most critical.,

One might acuestion the criticality of some of the
sub=itens-=especially some in the base management area.
There is no doudt that the profitadility of the Officers’
Clud ber?? 4s of less than paramount importance. Similare
ly, the amount of unit historical data submitted to air force
archives30 will have no bearing on the unit's potential for
combat. Still, the relative weight given these sub-items
to the weight given truly critical items clearly establishes
the importance of each, and pute the procedure into a more
rational perspective. The total points po:sible for the
bar profits are five per cent of those for air-refueling
offictcncy31 while historical contritutions yield one per
cent of the points possible for bombing rcliability.32

Thus, the point sllocation effectively focuses atten-
tion on strategic points even though the system is rot
limited to them.

29y adqyarters Tactical Air Command, 1i% Manual
%&éﬂvﬁ’.\c Managenent Control Sy=siuy wangie; sir
' 1

dni" Julv‘ l’:‘\:-}.” po 8.
an
““Headquarters Jtategic Air Command, 3AC Manual
¥a’¥§€ 1%%:25 Vol. I [SAC Managcmnnt Conc;of'ﬁyscom]
t Alr Force Base, Nebraska, Jonuary. 196L), p. 8-43.
3lHeadquarters Tactical Air Commend, 9p. git., p. xiif.
32ieadquarters Strategic Air Command, gp. ei., p. ii.
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Peint up axasptions. apd assure correctivs action.

Each of these requiresents is met through the analysis
progedures specified by both SAC and TAC. The SAC instruc-

tiens require:

" An analysis will be submitted for each item in the
Tactical Management and Base Management areas which re-
flects a scere for the reported scoring period below the
spplicable SAC standard for the reported scoring period.

An snalysis will include ressons for the score below
the SAC standard and s statement of corrective action
taken or plsmned. IEmphasis should be placed on cause,
effect, and corrective action taken, or goasiblo, at

level. If action above base level 1s required, a
statement of that mquireaemt should be made. .

OOOQQOOOOQOOQOOQOQQQooconooo

Information contained in the anzlyses will be used

in drief the Commander in Chief, SAC, his staff
and oe-:’ou ana staff at all 1.@.1:.33

An example of the analysis is shown on pages 34 and 35 of

this study.
TAC's regilations are aimilar, and are as follows:

An analysis . . . will be prepared for all elements
scored below the Analysis Criteria Score (ACS) pudb-
1ished by lq. TAC.

If the remarks sgetion of the TAG-T12 [Aircrew
Status and Trainingl report gives adequate coverage
of elemeats in the Operations area . . . additional
analyeis will not be required. Otherwise, the :
Kanagemsnut Analysis officer will prepare and subait
an analysis on these elements as required.3b

A sample report is shown in Figure 2, page 36.

”m., | B 3-8.
JbHeadquarters Tactical Air Command, gp. git., p. 173.
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tmses Audits @

The basic regulation for the SAC “anagenent Control
Syim provides for internal audit of all inforaation pass-
ing through the systen. Interaediate command headquarters
verfora periodic post audits, and all scores received by
Headquarters SAC Managemsent Analysis Divis ' on are subject
to rﬁt« and audit. This audit normsll: .ntails a coa-
parison of statistical data with source reports, the
agourscy of which are becked by military law. An inde-
pendent check of the system comes as & by-product of the
operational resdiness inspections. Genersl fearl explains
their function this way:

The best independent checks that we can turn to are
the operational readiness inspections made by the in-

spectors 1 of both intermediste comnand and com-
mand levels. Their inspections are not a part of the
Me at Control System. They are unannounced and

require the units to generate aircraft and crews accord-
ing to the energency war order. Detailed observations
are zade of the ormance of aircraft crews, main-
tenance, and all ground support activities . . . .

Overell results, year after year, show that the
Mans Control Systes is a fairiy good indicator

of the units that are foinz to have trouble ir an
operatiomal readiness inspection. Several items have
been added to the system and point weights have been
adjusted because of problem areas uncovered by onera-
tional readiness inspections, and integrity of revortins
is & special item for 1nvutigation on every insvection.
In addition to the operational readiness inspeczion,
staff visits and staff surveillance give gndepcndmt
checks on the Management Control System,3

3”“'1, eR. mo. PP. 22-23.
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Conclusions

This analysis is based on'necessary features of a
military control system. Some requirenments, commohly
accepted as essential to a control system, have been
omitted and could supvort a solid argument in favor of
their inclusion here. Most notable is the reguirement of
economy. Certainly a control system cannot justifiably
incur unlinited cost, and the rule-of-thumb is probably a
good one which suggests the system should cost no more than
the value of the increaced efficiency caused by the system.
In zhe case of a military svrstem, however, this valﬁe,
theoretically, could be ;hat ol the entire society which is
vrotected by the military ara. Thus, 2ny analysis would be
burdened with numerous assumptions and generalizationg.

On the basis of those criteria selected, the Manuage-
ment Control System neasurexz up well. Nonetheless, the
final test of any controi system is how well it actually
does its job. This depends not only on its technical
foundation or on its orientation to objectives, bLut also
on the veople who are using it. Therefore, the next
chapter is the result.of interviews with people who worked
within the MCS, and is a record of their evaluations of the

uses and abuses of the systen.



CHAPTER IV

SURVEY RESULTS OF PERSOKS USING THE riANAGERENT
CONTROL SYSTERN

This chépter descrites thne gechanics of the survey
- which involved people who had.experienée with the }anage-
ment Control System. The comnents ¢f these people--both
favoring and opposing the control system--are reperted in
abridged form. Finally,‘their comments are analyzed and
interpretea to measure tﬁeir evaluation of the effective-

ness and efficiency »f the Management Control Systen.

I. OBJECTIVES AND TEZCHNIGUES OF THE SURVEY

The objective of the survey was to securs a broad
sampling of opinion from people usi-g the Managenent Control
Systen. It was hoped that the ressoncdents, through their
fanmiliarity with both the theory and practice of the syStem,
could offer insight into its achicvements and needs. There-
fore, key personnel in both command and staff positions
were interviewed. Oveor thirty pecple from both SAC and TAC
were contacted either pefsonally or by mail. Those inter-
viewed were selected oa the basis of their positions, their

familiarity with the control system, and their availability.

Included in the gioup was one wing commander, cne base
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comnander, two commanders of operations squadrons, three
of maintenance squadrons, and one of a support squadron.
Staff personnel interviewed included one managenent analysis
officer from the headquarters each of TAC and 3AC, five
wing-level manageﬁent analysis officers, one chief of
a boabidg and navigation section, and a wing deputy-
cozmander for operations. The remainder of the respondents
were serving in various line and staff positions.

All interviews were conducted on a confideantial

" basis, and in all cases, they were unstructured. The
respondents opinions, and his reasons for these opinions
were solicited on standard guestions whiéh ircluded the
eflfectiveness of MCS, the efficiency oI the systenm, the
organization neecds, the climate of control, and general
impressions of MCS. A format of the interviews is included
in Appendix B.v The interviewer attenmpted o elicit reasons
for both positive and negative responses, and in most cases
was successful. Generally, the interviewer began by briefly
explaining his interest in the subject. A This was not
thought to induce a biss due to the subsequent frankness
- of responses as well as the fact that 1n 311 cases but two,
the respondent outranked the interviewer. The respondent

was then questioned about his general opinions of the

control systen, and finally about specific psints from his
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Zeneral statement.

The najor source of bias seemed to arise from the
daily contact of the reople with the ranagement Control
System. That is, several respondents oprosing the systen
had been criticized by iheir superiors for below standard
rverformance the same week the interview took place. This
condition had been high lighted by the MCS. On the other
hand, the most elocuent ;pokesqan for the system was a
management analysis officer who had been reguired to
defend i3 only two days prior to the interview ag2inst the
argunents of three officers senior to hinself.

Thus,‘the Management Control System is seen to evoke
rather strong dpinions from those using it. The following
section contains a condensa:ion of the major reactions to
the system. They are generally paraphrased and in =ost

cases reflect the opinions of several of the respondents.

II. RESULTS OF TEE SURVEY

Tavorable Ovinions

Coordinative feature of }CS. One of the most

adament exponents of the system was a wing commander who
stressed the coordination of functions possible with ;'CS.

While he believed there were additional advantages and even
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disadvantazes, he felt this one feature justified all %he
effort reguired to operate the system. lHe stated it in
this way:

7ith the nunber of considerations involved in
running a wing, it is sinply impossible for me to
nersonally monitor 8ll of them., Ny commanders do a
fine job with their outfits, but each is principally
interested in his outfit and puts most of his effort
tc tuildirng it up. HCS broadens their awareness for
winz problems, and they can see how their outfit
contritutes to the wing effort and is a part of it.

From a wing standpoint, the staff tends to fragment
the to:tal overation into specialties, but 1:CS again

helps to balance the effort and eaphasis which w
place on the operation.

This sane need for a balance of effort was reccgnized
byfan opefations staff member. He pointed out the active
interrelationship between the functional areas. Although
his resvonsibility rested solely with helping the air crews
orepare {or their flichts, he speat almost one~fourth of his
¢uty time working with the maintenance section responsible
for the repair of the electronic eguipment with which s
crews were concerned. He believed his efforts contributed
to a higher degree of equipnent relizbility which raised
the MCS score of the maintenance area. On therther'hand,
his crews were able to complete their training requirements
in a shorter tinme ahd with greater accuracy due to the better
equipnent. Hzd this officer gone no further than his assizgned
responsibility, both areas would have suffered; more impor-

tant, the utilization and efficiéncy of training time would
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have decreased.

Infornational feature of ilICS. Officers at both
headquarters and field lévels expressed an appreciation
of this feature but from slightly different viewnoints.
Several line commanders felt that the Control System gave
them an accurate indication of how well their units were

verforning. Each depended on the system for the informa-

tion necessary in adjusting operations.

"I can get," stated a squadron commander, "the same
information from other places, but it won't be as easy to
find, end I might overlook something important in the
process.™ Although he believed his organization was small
enough--he commanded forty men--%o0 personally check on
everything that his men did, he used MCS to verify his
observations and to gain a perspective in relation to
collateral uaits.

An officer who had served in a headquarters staff
position told of the use of 1CS in that position.

. e didn't use any of the MNCS data in our analysis
Lpf personnel manning] , but we did use the basic
scores to find out whether a wing was hurting for
veonle to the extent its operation was suffering.
If they were doing the job with fewer people than
authorizec, they would te pretty low on our nanning
criority. . . .

now the way HMNCS is sg’ up, they would be losing

goints for hav%ng vacanty positions, but they couldn't
<2 much about it unless we sent them people.
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The wing commander quoted previously Ielt this
feature was necessary ". . . as a positive check con the
squadrons. All my commnanders are éapable, but when The
General [apparent}y referring to his immediate superior]

calls, he wants concrete information--not impressions or

orinions t"

MCS as an aid to planning. The most significant

favorable response was for the use of MCS data in planning.
Ten of thirty-one reépondents rated this}the most important
use of the system. Nine men stressed the importance of
the wide range of data available, but admitted they seldoxz
used any cther thah that pertaining to their functional
duty.

A cepiy-commander for operations told of the
extensive use of MCS data in their planning.

At the start of each [iraining] period wg take 2
close look at the past performance of each fligh;]
crew extending back as far as five or six guarters.
By analyzing their record, we can pretty well tell
?pw many sorties they will need to finish their

trainingj regquirements. How well we predict their
actual reguirement will have a teirific impact on
schedule {luctustions toward the end of the periced.

Without ICS these decisions would be pure guess-
work. . . o Of courre, if IKCS didn't exist, we pro-
tably would develop something ourselves which would
be very similar to what we have now.

Other beneficial features of LCS. A nuaber of features



ol XCS were believed beneficial by téose guestioned. Two
rersons felt the systen to be a valuable means of nmotiva-
tion. One stressed the importance of its contributicn to
rerscnal motivation. He related how the system enabled
the comnanders of the units being rated to accurately
measure their own perforrance, thereby encouraging. still
better rerformance in subsequent quarters. The other per-

son believed the ranking of collateral units established

the basis for the intense coapetition among the units which

ct

ypifies the operation of toth SAC and TAC. This he con-
sidered essential to top rerformance.

A management analysis cfficer singled out for speci:zl
conment the standardization of rerorts which resulted fron
’CS. To him, this feature was the foundation for other
tenefits such as coordination, information, and others. All
of the information coapiled by the lianacement Control Systen
is availatle in other separa:e reports. Tne harnassing of

this information into a meaningful form, he believed is

basic to whatever operating efficiency the commands possess.

Unfavorable Comments

The observation made previously in this chapter that
i’CS evokes strong opinions a2bout its value is nowhere more
apparent than with those who oppose it. Their arcuments are

fairly standard,. and in only one case was an adverse reply
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scoompanied by a solution to improve the control system.

Voot respondents odjecting to this system felt it should
be discardcd. Their objections fell into three general

categories.

officers related different stories which fell in this
cstegory. One told of an experiencs in a B-47 wing. During
the pre-flight inspectic.. of the plane, the navigator/
bonbardier of the flight crew discovered his radar set to
be completely inoperative. Electronics techaicians were
called, and after checking the equipment deternined that
several hours would be required to repair the set. %ith
scheduled take-off time approaching, it was determined
that fewer MCS points would be lost by launching the sortie
as scheduled even though the crew could not accomplish any
of its planned training. Subdstitute training was not
possible for other reasons. So the time of the flight
orew, the cost of flying the plane, and the time the radar
technicians could have been repairing tfu equipment all
were wiasted in order to sslvage 1'C3 points. The person
telling the story claimed similar occurrences were not
infrequent.

A maintenance squadron commander described a current
practice in their wing menagenent control systemn. While



it 4is hardly as v@otofnl as the previous exa-ole, it 1is
very similar in nature. In order to encoursge active
participation by all squadrons in the sugcestion progran
for inmproving performance and procedures, the item has
been included in the wing control system. Aflter the
seoring criteria were estadlished, the sguudron commander
required each of his men to sutuait one suzgestion to hin,
Cuality or merit of the suggestion had no bearing on the
requirenent, and auantity alone is the nmeasure for
agceptance. The commander now has a reserve of suggestions
which he rations out each month at the required rate to
receive maximun points, and velieves every other squadron
conmnander does mush the same thing.

Each of these examples domohstrates a pressure to
do what is expedient even though it may not be the most

prudent or reasonadle thing.
-

Standards are not foir. Closely allied with the

complaint just discussed is this one concerninz standards.
The problem is bound to Pe present to a greater or lesser
degree in any rating system which i{s not fully accepted by
each person being rated. By the very nature of the

commanders' review panel, the setting of standards beconcs
a representative process rather than a democratic one. A
typical complaint is that those beiny rated have little or
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no control over some of the items in the systen. An
example is the Officer and Airman Manning in Required
Specialties, an itea in the TAC system. Each of these
itens neasures the nusber of officers or airman actusally
assigned in requited specialties against the nunber
authorised. This would seez to de an inducement for
commenders to see that those individuals in areas which
are over-asnned are trained for those areas which are
under-sanned. Yet, overages are so rare s to be almost
non-existant, and lhoétagpn are filled only when head-
quarters assigns additional people. Thus, the local
commander can only request additional people and accept
whatever score his unit happens to earn.

Another complaint is that a rating systea is un-
realistic which sets the standard at one hundred per cent.
If a majority of units can score very close to a standard
such as this, it would indicate that the item could reason-
ably be excluded from the rating system as further nmotiva-
tion is unnecessary. Such an argument, of course, excludes
the need in certain areas for continuing'command emphasis
due to their great importance.

MC3 sncourages dishonesty. Each of the preceding two

complaints-=improper emphasis and unfair standards--is
blamed for causing dishonesty throughout the control struc-
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ture. One theory attributes the dishonesty to a lack of
acceptance of the controls imposed by the system. This
could be caused either by a fundamental weakness in the
control system itself or by 2 failure by those using the
systen to recognize its possible benefits. The result of
this is a pyramiding of controls to combat the attempts
of the individual to escape then.

A second explanation for the dishonesty is the intense
competition which has developed in SAC and TAC awong their
subordinate units. Critics of the llanagemens Control Systen
point to it as the direc” ssurce of this problem. "You can
date our problemns of 'pencil-rolling' and 'back-stabbing'
to the time MCS was forced on us."” This bitter invective
came from the most critical of all the individuals inter-
viewed. Surprisingly enough though, he still felt that the
wing in which he served was more effective sinse the zontrol
system was adoptea. Each respondent was asked %o rate the
relative effectiveness and efficiency of pre-!:CS with post-
MCS operations; the substance of their replies follows.

E en
The recent installation of ICS in TAC afforded =any
of its members an opportunity for an appraisal of the systen
not available to those in SAC. One of the most fortuitous

opportunities to evaluate the 3AC system occurred in 1958
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when SAC assuned command of McConnell Air Force Base,
Kansas from the Air Training Command (ATC). Ore officer
was interviewed who had served at the base as a flight
instructor during-the period of changeover. His first two
years at the bsse were under ATC and his last three under
SAC with the 1(CS.

The primary mission of the base during his tour
of duty was to train B=47 flight crews for the combat wings.
He told of & stepped-up training pace under SAC. He be-
lieved more students were trained by fewer instructors; the
air:--eft were flown for longer periods of time with less
ground time taken to prepare them for the next flizht;
reliability of the egquipment 1mproveé; and everycne seenmed
to work much harder and more diligently.

This inproved effectiveness was not restricted to thre
operations and maintenance areas. The FManagemnent Analysis
Division of Headquarters Strategic Air Command ran a survey
oan four itoms from the }cConnell AFB man~gement control
reports. The first scores under SAC directicn were compared
with those four years leter. Percenta. of points earned
to the number possible was used as the basis for comrarison.

The resultsl were as follows:

Fad

1All fizures were supplied by Col. D. W. Rulien, CThinf
of the Managenent Analysis Division of Herdquarters SAC in a
lette: dated 13 May 198, to Capt. Bennett Zinnecker,



March 1359 June 1963
On-The=Job Training 78% 100:5%
Office Open Mess 8) 100
HCO Open Mess 70 100
Ground Safety 59 20

None of the remaining evaluators of IS effective=-
ness in SAC had the advantage of comvarison that was possitle
in this one instance. However, every respondent from SAC,
vhether favoring the control system or not, considered the
operation to be more effective due to ¥C3. The reasons
given for this condition were esserntially those presented
&s favorable opinions, nanely beiter coordination, informa-
tion, and planning.

Cut of the fourteen evaluations of the SAC systen,
eight persons deeted the operation less efficient due %o
MCS. This they attributed to &n occasiornal rursuznce of a
good lCS score rather than the unit mission. The facters
which entered into this evaluation were improrer ennhasis,
unfair standarda, and dishouesty in rerortirn-.

All the TAC personnel wh~ were inte~viswed had
witnessed basically the sanme oreratior. wit: and without
}CS. Sixteen of seventeen be.leved I25 to na' . increased
their unit's effectiveness with seven makin- reservations

about their arpraisal. Ench of these seve rec. -i'zed
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improvement in general, but felt it varied in extent among
the areas. The operations area was identified as benefitt-
ing the most with maintenance second and the support area
last. This sequenpce matches the amount of command emphasis
given each area as displayed in the MCS point allocation.

| mCS's contributions to efficiency was judged by TAC
veople to be better than was the case with SAC people. It
should be recalled that the TAC people had a better basis
for comparison than the SAC people due to their recent
adeption of MCS. T[ourteen of the sixteen persons who -
judged the operation more effective alsc could see greater
efficiency, and they put the gain mostly to better coordina-
tion anong collateral units and better information of what.
was desired by higher headquarters. One respondent was
particularly impressed with the improved exchange of
infornation between command echelons. He said:

Before we had MCS we used to send in reports of
man-hours spent in repair and inspection of the vlanes,
and frankly, they were pretty poor compared to other
wings I've been in. But, nothing was ever said by
Headquarters, and ‘quarter after guarter our perform-
ance stayed about the sane.

well, since Col. [fhe present wing commander
who tock command of the wing shortly after iiCS was
adopped] has been here, a number of people have teen
wanting to ¥now why our performance is so low. It has

been getting better right alonz. . ., but we still
take a beating in the scoring. -
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I guess if we didn't have }ICS we still would be
doing just about the sane as before.

IIX. ANALYSIS OF THE INTERVIZY

The nost difficult part of analysing coiments about
a subject as controversial as the hanagezent Control Sysien
is that of separating the rational response {rom the pure-
ly emotional one. ‘ihe existence of such a varied response
seems tO equate with the profound difference of impresaions
which individusls have formed of the control systea, 3one
of this ocan b2 explained by the varlied dback-~rourds and
training of the individuals. The person who prefers a
larse degree of independence of action is bound to encounter
rany frastrations 4in either S T or TAC. Standardization,
soondlnation, and proapt complisnce with orders are "bullt-
{a" characteri-~ics 2f dboth comands; and the person who
-nstinctively seex: o reject these constraincs is art to
react negatively to their most obvicus manifesstasion. In
asny cases, this would be the l.~nzzenert Conirol Systen.

Nonetheless, apart from tine -ndividual who is
fundanentally incapable of fully acceptinr censral con-wrol,
still there exist a number of roople who resist ¢ trol in
their work environment, but who wouid hear:iily ascert

‘n a d’fferant environment. In otner woris, tha climate
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of control can make the total Cifference of whether those
being controlled will accept it or rejecc it. Wwith this
as & hypothesis, many of the dissimilarities of views
recorded in the interviews begin to assume a meaningful
pattern. |
The case of the wing commander who believed the
¥CS fostered coordination is now seen to be the reaction
of a man who is primarily concerned with using the systea
a8 a tool to eid him in the verformance of his duty.
Although his superiors are maintaining surveillance of Rhis
performance with KCS, he obviously does not consider it a
constraint of his latitude of action. Similarly, those
who favored the system as a vital source of informstion and
8 valuable aid to planning, are reflecting the positive
attitudes of men looking for solutions to their problems.
They are c¢xpressing an intrinsic acceptance of some objec-
tives, and are willing to use any tcol or technique which
prozises to further the atteinment of their goal. They
perceive the climatas of control to be r?iendly and per-
nissivo; one which encourages personal ianitiative and
responsidility. This is contrasted with those who saw the
Yanagenent Control Jystem as a limit to their authority.
Each of the comments expressing dissatisfaction with
the control systes reveals 2 quest for some way to "beat
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the systea”™ due to the intense conpetition arons collateral
units rather than for sccomplishing the unit's otjectives.
Each implies a resistance by the individual to vhat he
considers to be unwarrented infringement of his preroga-
tives. The adiding element of the criticisms is this
resistance to control. The way in which i3 pervades the
organisation makes its effect even —~re onerous to those
who feel restricted.

So the quandary renains of how to explain the
existence of such radically different interpretations of
the clinate of control. One salution could be to delineate
the various uses of M23 (such as a method of standardiza-
tion, of motivation, of eveluation, etc.), and determine
which uses produce 8 positive effect and which have a
negative effect. The main obdstacle to this aprroach is
one of the most significant findings of this study. It will
be recalled that in an earlier portion of this chapter,
motivation was rated both as a favorable and as an un-
favorable product of the control system. Further, these
ratings were based on observations of the same nrganization,
during the same period of tine, and so with the 3ame over=-
all climate of control.

Thus, an important conclusion ererres that the climaste
of control surrounding the ‘anagement Control System depends,
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to a sijaificant degree, on what each individual construes
it to be. It is not enough that a commander intends for
his control system to be used in one way or cven that he
pudlish expliecit gpaeruceions on its pervue and use., If
tha subordinate is not receptive to these instructions,
there is litile chence that he will discover the com-
mander's intended meaning.

This prodlem of communication is complicated by the
many uses of MCS. One use wiil reasonabdly take precedence
over the others as the individual sees {ndications of con-
nand emphasis. He might alsc evaluate the clinate of con-
trol by studying official pronouncements in the favn of
regulations, manuals of procedures, or stated cormanad
policy. His conclusions, undoubtadbly, also will be influ-
enced by what he observes to be the results of the officisl
position. The command attitude regarding subordinate's
mistakes and the method of handling thes, will have centrsl
import in the assessaent of the control systes.

These findings regarding the acceptance of the iianare-
ment Control JSystem can be summarized as follows:

1. The acceptance afforded the system will be
iafluenced by the personality of the individual.

2. The individual’s understanding of the workings
and uses of the control system will result as much from wha<
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he senses as froa the official explasnation of these things.
3. The control systens will mean different things
to different people.
be The menner in which mistakes sre dealt with
by those in positions of authority will be a prime deter-
minant of the clisate of conatrol.

E{fectivaness and Efficiency of the Svstem

The conclusions just listed are useful when anaslyz-
ing the personsl appraisals of the Management Control
Syatem's efficiency. Most of those who felt the systea to
be less efficient attributed this to the pursuance of
wrong goals by individuals in the command. These individucls
who have been judged guilty of wrong actions are actually
guilty of striving for goals different from those of the
person making the appraisal. Unfortunately, this study
did not determine who was oriented toward the unit's
aission and who was oriented to other objectives. Thus,
the respondent's judgment of }CS's efficiency could de
prinarily a direct reflection of his mental imace of the
system. In the case of that majority (eight of fourteen)
of SAC people who felt MCS to be inefficient, i- must be
noted that none of the respondents had observed their unit
operation under some control method other than ¥CS., On the
other hand, those in TAC who had a basis for ~aking an
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accurste compar.son of efficiency in the same uniy, re-
sponded positively in preponderant nuabers (fourteen of
sixteen). 7ith trends as significant as these, it must
be reasoned that a partial explanation of the SAC fisures
is due %0 the humen propemsity to disregard or depreciate
the value of something if the value cannot be eaaily
neasured or understood.

The overwhelmingz positive rating of increased unit
eoffectiveness due to 1:CS is significant in itself and
reaquires no further comment. That the degree of effective-
ness varied between the Operstions, laintenance, and '
Support areas can be explained by the lesser amount of
commend emphesis as exemplified by the relatively small
number of points allotted the Support area by the control
systen. WYhile this study made no attempt to assess the
propriety of the point allocation, the fact that a nunmter
of respondents idé™odbed this de-emphasis indicates a need
for follow-on study directed at the problem, but superficial
analysis would seem to support the current 21location on the
grounds of amission orientation. ’

As 8 comment of the interviewer's general impression
of those interviewed, he was favorably impressed with tne
depth of understandine possessed by most of the respondents
conceraing the implications, uses, and operations of the
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V'snazenent Cortrol System. <hile many of them disarreed
with the way the system was beinz used, in most cases they
vere clearly sware of comnand intentions 23 ex-ressed in
the implementing instructicns. Nost resronses-<both
favorable and unfavorasble--revealed a far .rezxver arprecia-

tion for the problens concerning control than was expected
at the outset.

ws 000 .
‘. * o . e & +c@ .



CHAPTER V
SWMIMARY AND CONCLUSIONS

This chapter contains the major findings of this
study. From these findings, conclusions are presented
regarding the Management Control System's applicadility
to other military orgsnisations and its effectiveness and
effi:iency. The chapter concludes with some suggestions

for changes to the systea.

I. SW®IARY OF MAJOR FINDIKGS

‘ The Management Control 3ystem as used by the Strategic
Alr Command and the Tactical Air Command ‘s a nervasive,
dynamic force in their operations. It measures a multitude
of varied facets of the organizations, and i3 both praised
and condemned for the way in which it accoaplishes this,
The wide vrriance of opinion regarding the worth of 2l-ost
overy feature of the system is notewort'y for the difficulty
it imparts to sny snalysis of the systenm.

This diversity of opinion is partially traceable
to the ;lrlod uses of the control svsten. Thus, a resvonse
might be aimed a: the systen’s informational feature, its
motivational feature, or its purely control feature.

The other source of discord is the different climsates
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of control which pervade the 1iC3 in different conponent
orzanizations. An irtegral part of this factor is the
degree of success which the unit comnmander hnas in identify-
ing and communicating the unit objectives. The lack of
adequate conmunication between successive echelons contrib-
used to the adverse opinions of ¥C3 through nisunderstand-
ings of policy concerning the systen,

Features necessary to the success of » =nilicary
control system were identified as (1) reflectirs th nature
and needs of the organization, (2) timely, (3) fl=xible,

(&) forward looking, (5) limited to stratezis poinis, (6)
point up exceptions, and (7) assure corrective rction.

These features could be usad to sest the adequacy of any
military control system, and should aid in detecting and
analysing possible deficiencies where they exist, Juch an
approach, however, will no: assure a successful systen. The
prime ingredient in a responaive control system, the one
which provides the impetus for 3ll action, i3 the acceptance
and unierstandinz of the systen by the recple usins i,

The overwhelning majority of person; interviewed, -1l
ol whon occupied key positions in their respective organizia-
tions, seenmed to have a firm understanding of tasic concerss
of control. Those who deprecated the system did 35 on the
grounds either that it failed to satisfy the needs of tne
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organization or that it was being misused by superiors. The
apparent inconsistency of the system bein_ criticized for
no- meeting the needs of the organization, yet still being
rliod offective by most of those interviewed can be ex-
plained in the saze way as was the low ranking of effi-
ciency by the SAC people in the last chapter. The bias
against the system appr-ached beinz a grudge in some
cases, and it is felt the individuals were reacting
euctionally rather than rationally to the questions.

II. CONCLUSIONS

v MC3

Whether examined against a theoretical, ideal fra~e-
work; by compiling the opinions of people who have used it;
or from the very limived quarntitative da<a suppiied by SAiC
Headquarters; the systen geems to provide the overview
necessary for commanding the organizations. The word "see-s"
is underscored because of the way ir which the case for the
system was built., While the case s noélproved by this
study, still the preponderance of evidence indicates that
the control system is valid,

The very fact that it is effective com-ounds ics
danmaging effects when it 1is misused. A solusion to the
potential danger of misdirection of the systen is formulaged
later in the chapter.
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A $1live izations

The main requireqent which MCS seeks to satisfy is
that of contrituting to good nanarevent, 2rnd this is
necessary in any military orszanization reg=rdless of
whether its mission is for combat or for suppcrt. Cere-
teinly the control system could no® be appiied intact to
another major comnand such as the Filitary 4fr Transport
Service (MAT3); each command has needs peculiar to its
operation, and 80 requires a tailored control systenm.
However, the flexidility of the lianaremen: Control Systen
would facilitate its being tailored to the neecs of each
orgenisation. The greatest single advantage of the system
is its capacity for establishing @ common -easire of per-
formance where none naturally exists, and tnis i needed

tO a greater or lesser degree by all commands.

A prerequisite to the successful use o any m2naze-
aent control system is its sincere accep-ance at all echelons
of conmand. Therefore, any solution to the proolems
identified by this study must be directed at the sources of
dissatisfaction which, with [il5, are its climate »¢ control

and its varied uses.

]'g;gzinﬂ the climate of control. It h2s been well

established by management authoriti :s that the rrine reascn
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for restrictive administration is 2 lack of sullicient
confidence in sudordintes. For the purroses here, it
is unimportant why the lack of corfidence exists., .hat
is important is that once one level. of authcrity i-poses
tight controls on a lower level, nowhure “own tne chain-
of-comand will the resiriction be loosed. Therefore, it
e1n be anid that the (imousriaere of control of the lowess:
level is at least as confining as that of any levil senior
to is.

This pyrsalding of constraints has i-rvortait impl!ca-
tions in he }anagerent Control Systes., :xsessive restric-
tion at the operational leve. will be seen as general
dissatisfaction with the coutrol systen, dbut the cnuse of
the condition nmay exist seversl levels above thn rlace where
vhe damage is manifest. Thus a local comtand:zr =3y be well
aware of the adverse effecss of his control, but 3%ill be
unabls to ease it due to restrictions placei on him oy his
sureriors., Befor- ny easin;y of excessive csntrol can occur
at the operatirn- 1l vel, the way nust first te cleared ty
at least a cor :n-.r te easins 211 the way up the co=mani
Structur;, an¢ . solution may involve a chinve of 25%itude
ay th~ very top level.

A 3econd conplic-tin,; facsor i{n the deteriina<ion of
the climate of conirol is the variance of rurusnal interpre-

tations given {t by different reosrle. "7 . one perasn deens
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restrictive, another may deen adequate, while still another
=gy consider lenient. Unforsunately, no adecuate standard
nxiste which allows a finite measurement of the "actual”
asount of control Leing used in a siven insi.ance or even of
what amount of control is most advantareosus. Therefore,
the best that can be said of the factor of the control
clinate is that it must rena:n a matter of juigment, bdut
cormanders ot each level should review their policies toward

the lower echelons and remove all unwarranted constraints.

s@e e3. Closely
akin to the prodlen of maintaining a proper climsate of
control is that of deternining the uses which this systen
will serve. In tho case of (3, the iaplementing instruc-
tions clearly define the desisn uses. Firstly, the systenm
is designed ". . . to reflect effectiveness, evalunte
perfornance and isolate problen sreas to assist manasement
in decision ﬂlktnl.'l In other words, this i{s the {unction
of control as defined in Chapter III of this study. 3econdly,
Ynanazers at all levels of comand . . . use (23 as a

primary source of information to 24d in decision ~aring,"?

i lﬂoadquartors E&ra:cgic Alr Comarnd, 342 ! nnau
W SAC l'anarensnt aom.rﬂl_l}'at.n.l %0 fust
r rorce so, Lebr.. Januory 1364L), o, 3-2,

pid.
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These are the only two uses given by the 34C manual
roverning the system, and the TAC instructicns, likewise,
cannot be interpreted as providing for —wre tlana these.
Oeneral Aldert Pegrl, as the Comptroller of the Strategic
Air Coomand , has descrided the systen as 3 ao0tivator in

this way:

The Comeander in Chief SAC froam the teginning has
used the Fanagement Control Jystem to 7otivate com-
manders to give emphasis to certain important areas
snd to oehiosc certain standards of perfornance in
these aress.

In this context he is saying that the systen is used
to relsy information and act as a control on orerations which
i exactly what the regulations provide for. Yet, the Gen-
erel goes further and describes the system as 2 means of
rating or ranking subordinate units. Experience has shown
that wvhen one unit is comvared with others, conpetition will
usually oecur. S¢ in this context also the system is used
for aotivation. &ach of the individuals interviewed for
this study was clesrly, and sometimes painfully, aware tha*
the system does promote intense competitinn. 5Soth 3iC and
TAC have vigorously pursued the motivatin: feature as an
unltutoé but widely used tool.

Unfortunately, this approach shows a profourd

Inbert L. Pearl, "The 3AC llanagemernt Control Gys:e-,”
. g deview, Vol. AlII, ilo. 4, luammer
'] ’. *



irnorsnce of control in its purest use which {3 what the
rogulations claim for the i.anagenent Control Systen. The
essense of rure control is self-iqposed rciulation <o
stated policies and standards. Yet as soon as the element
of competition is added to the control system the focus
switches froa the standards to ~ ccararison with the per-
formence of one's conpetitors. The new roal is <hat which
is nost visiblee-=g good rating; 2nd the functicn of control,
which presumably was the reason for oricinally implementinc
the system, becones secondary.

This condexnation of competition is not mecant to .
infer that there is no place for it in the orzanization.
On the coatrary, it is an inaportant clszsnt in lie admiris-
tretion of almoet any enterprise one can i1a:ine. However,
wvhen mingled with control, it becomes a des:ructive force
negating the purposes of control. Mumerous other means for
conpetition among the units are currently available 2o bolt
SAC and TAC, but the same 13 not true of control. Yo other
comprehensive method for managenent. control exists in either
comand., 3Still, it 1s only necessary to review the unfavor-
able comments from the interviews to recornize the debilitas-
ing effect of th- rating feature. Each comolrins is direcsly
related to this prodlea,

Thus, a sisple, but effective, soluzicn %o the pre-
sont misuse of JCS would be to cease usin- it as a8 conreti-
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sive rating system. This coculd be attained nerely by not
fevealing the scorés of collateral units. The cbntrol
system could then function in the manner for which it‘wés
intended, and commanders at all levels could use it as a
tool to improve their own operation rather thén as a.
measure of how much or how little other units are doing. ~
The climate of control also would doubtless benefit from
the change. |

Another point in favor of this solution is that the
notivation arising from the competition between units need
not be relinquished. Any numbér of alternative sources
for comparison éould be used. These include the Qperational
Readiness Inspections, special composite wing tfaining
missions, or any other effor; which 1s centered on the unit's
mission. The resultant rating would bé far more meaningful
than it now is with tﬁe inclusion of such thingé as bér
profits and news releases.

At the same time the Management Control Sy#tem is
relieved of its rating funcﬁion, the items included in the
system should be reviewed wibh the intehtion‘of eliminating
those over which the local commanders have little;or-né
contfol. Unless it is clearly possible for the unit to
achieve the standard for an item, the item should be dis-
carded from MCS. Retaining items for which performance is

Munderstood” to always be substandard ineffectuates the
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e ctrocess of control. Control necessarily involves
correcting to standard, and if attainment is imnossibdble,

the standards must be changed or the item thrown out as

a waste of time and effort.

Concluding Renarks

The llanagement Control System has all the elements
necessaryrfor it to be an invaluable aid to those who
Vnanage the men and resources of the Strategic Air Command
and tne Tactical Air Command. Some of its functions are
atused, but these can be guickly and econoaically remedied.
with these abuses corrected, the system could coatribute
to its full potedtial to the building and maintenance of a

winning counterforce.
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APPENDIX A

DEFINITIONS OF TERMS USED

Sortie: A flight of a single aircraft which simulates
or acconplishes p;netration of enemy-held airspace. - During
peacetime, it is a training flight for the &Poii.f.....
practicing tactics to.be used in combat. A sortie is T
normally considered flown by a bomber or fighter.

Materiel: Things of all kinds fequired for the
equipment, maintenance, operation, and support of militgry
activi;ies, both combat and noncombat. Also; those thiﬁgs
used in combat or logistic support operations, as weapons;
motor vehicles, airplane parts, etc., as'distinguished fron
itens of ordinary use, such as uniforms,'féod, bedding,
medicines, and similar items. '

Operation: That which a person or group of persons
is,expeéted to do in teras of the mission and the overall
function assigned to them. In the plural, usually capitalized,.
it is a major subdivision of certain headquarters, headed by
a deputy responsible for advising the comnander of his over-
all operation (sense 1). Also, it may refer to an activity
that controls and coordinates the flying and associated
activities of an air base. It is in this latter sense that

the term is generally used in this thesis.
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Mission: :Any ﬁarticular business, service, or duty
assignment to be accomplished by a person, organization,
or the like, with the 6b5ect of contributing functionally

to an overall objective.

Effectiveness: In the serse used in this analysis,

T T T Y CEPI TR E TS o tirea b Tty tUprovite” 4 UENIred of {ECET

Almost without exception, this effect is the unit's mission.

Efficienéy: This term denoted the measure of the

economy of men and materiel in the accomplisl ent of a

desired effect.



APPENDIX B
GENERAL FRAMEWORK OF INTERVIEWS

Background Information'

1. What is the respondent's duty assignment?
2. How has his job been going the last week?

Smoothly, roughly,nothing noteworthy, etc.
3. How long has he used MCS?

Bffeetiveness-ond ~Bf{ ficiency" .

l. Effectiveness is a measure of how well the unit
accomplishes its mission. Is the operation more
or less effective due to MCS? Why?

2. Efficiency is a measure of how economically .the
unit's resources are used in pursuance of its -
mission. Is the operation mors or less efficient
due to MCS? Why? _

3. Is MCS a significant factor in the unit effective-
ness or efficiency? ,

Features of MCS

1. What are the most favorable features of MCS?
2. What are the least favorable features of M:32?
3. What are the current uses of MCS? or What are

Eégser headquarters trying to accomplish with
4. Could the systém be improved? How?



