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EES 2 y. R c ES MANAGEMENT 

LOGISTICS SUPPORT 

OF RESEARCH AND DEVELOPMENT LABORATORIES 

INTRODUCTION 

The security of our nation depends, to a great 

degree, on how effective rnay be the research and 

development (R&D) efforts devoted to maintaining our 

scientific and technological superiority over other 

nations. Toward this end, an important role is played 

by the United States Air Force (USAF) research and 

development laboratories, whose mission is to explore 

the most promising approaches in science and technology 

to maintain a superior technological base facilitating 

the development of military systems that can counter 

any threat to our national security, (Ail) 

Therefore, this study addresses the degree of 

effectiveness of the resources management, within these 

USAF R&D laboratories, which are under the overall 

supervision of the Director of Laboratories, Air Force 

Systems Command (AFSC). Jn parti ¡.tar, this study 

focuses upon the logistics support provided by the host 

base support organization to the laboratories. 

Problem Statement 

lhe t Tvn a 1 document, which governs the support 

agreements between the host base and tenant organiza¬ 

tions is Air Force Regulation 11-4, Host-Tenant Support 

Responsibilities o_f USAI Organ!zatlon$« The purpose of 

t 



........... 

the host-tenant agreement Is to specify the support 

functions which are to be performed by the host base 

and by the tenant organizations. (519) This agreement 

is primarily intended for the support of operational 

units whose requirements can be satisfied by the pro¬ 

cedures established in AFR 11-4. Unfortunatelyp the 

support provided to the R&D laboratories under this 

regulation has been less than adequate to meet: the needs 

of these organizations. Indeed,, current trends indicate 

a gradual erosion in the level of support being rendered 
by the host bases. (2il0) 

Air Force Regulation 80-3, ManaRenient: of Air 

Force In-House Research and Development Labora tories. 

encourages each Air Force support element to follow a 

flexible policy in interpreting Air Force directives, 

as necessary to foster a creative laboratory environ¬ 

ment, (6i3) The problem has been what is the interpre¬ 

tation of "a flexible policy"? Head.pi u tero lib A F has 

made a very narrow interpret ation in mai ip.nining that 

laboratories can be supported by standard supoort pro¬ 

cedures. (7) On the other hand, Hcadcjuartors AF'd has 

broadly interpreted the meaning of "a HexibU policy" 

and has established a Laboratory Materiel Control Acti¬ 

vity (LMCA) to remedy the deficiencies found in logistics 

support services by the host ^<> ) 

Although both Hq USAF and Hq A!'SO recognize that 

logistics support of R lx D laboratories is of paramount 

importance, no agreement has been reached on the type of 

system that will best provide this support. Therefore, 

the advantages and disadvantages of competing systems 

must be closely examined to determine appropriate trade¬ 

offs between standardized logistics support vis-a-vis 

complete laboratory autonomy. 
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Background 

In 19491 the Scientific Advisory Board of the Air 

Force was directed by General Hoyt S. Vandenberg# Chief 

of Staff, USAF, to perform an overall study of the Air 

Force's research and development activities* louis N* 

Ridenour headed a subcommittee composed of prominent 

scientists who made an intensive investigation of USAF 

scientific activities. The report of this subcommittee 

pointed out the need for timely and responsive availabil¬ 

ity of the many “bits and pieces" that are so essential 

to the efficient operation of the scientific laboratories 

engaged in the advancement of technology. (12) As a re¬ 

sult of the findings of the Ridenour Report, the Air 

Force authorized deviation for R & D laboratories from 

the "standard" logistics support system, but required 

that the laboratories rely on established supply activi¬ 

ties for common item support. 

The subject of adequate laboratory support has been 

the basis for Congressional hearings. The Congressional 

Record of the Eighty-Third Congress contains a detailed 

transcript of one such investigation. In testimony be¬ 

fore the committee, Dr. A. G, Hill, Director of the 

Lincoln Laboratories, Lexington, Massachusetts, stated 

that the problem of making government laboratories more 

efficient could be accomplished by improving the logis¬ 

tics support procedures. (13i390) 

In 1960, E. M. Glass, Assistant Director of Labor¬ 

atory Management in the Office of the Director of Defense 

Research and Engineering, published a report, fiOD jjfeflg;- 

atories in the Future, which was critical of the proce¬ 

dures being used by the Air Force and the Department of 
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Defense in supporting their In-house R&D efforts. This 

report flatly stated that the Air Force Supply System 

did not provide the timely logistics support needed for 

the laboratories i that Is was cumbersome and required 

too much time and paperwork to get the requisitioned 

items i yet it was better than other DOD agencies' systems. 

In 1966, the Defense Science Board Subcommittee, 

In their report to the Chairman of the Defense Science 

Board, Identified logistics support as a major problem 

area In the management of in-house laboratories. The 

subcommittee felt that in many cases the laboratory man¬ 

agers were restricted from exercising the necessary 

authority because the laboratory managers did not have 

direct control over support services. The subcommittee 

made the following recommendationi 

Managers of W/D organization units now provided 

with ad "i inis trat! ve and support services from another 

organizational unit should have the option, when these 
services are considered inadequate, of establishing 

their own service groups or contracting for services 

elsewhere. (3«5) 

Some of the recommendations of these committees 

have been implemented. Section D, Part Two, Volume II, 

AFM 67-1. VT”£ E Laboratory Supply Support Procedures," 

has given these laboratories greater flexibility In 

supply support procedures. More flexible local purchase 

procedures have been developed, responsive contract ne¬ 

gotiation techniques have been implemented, and simpli¬ 

fied requisitioning procedures have been developed and 

tested. In spite of these improvements, there is still 

the question« "Do all Laboratory Directors have suffi¬ 

cient. authority over their logistic support commensurate 

with their responsibility?" As David Herts has pointed 



out In his book, Theory lOfL Practlco liltfUittUl 
R<rr.earch. It Is not proper to partition responsibility 

and authority. If the research director is given the 
responsibility to solve a particular problea, he should 
be given the requisite authority over the resources 
necessary to acconplish the Job. (I1I8O)

INVESTIGATION

This study specifically investigated the adequacy 
of the supply and procurenent support services for the 

Air Force in*house R&D laboratories.

Scone of Sttidv

All AFSC Research, Development, Test and Evalua* 
tlon (RDT&E) facilities support systems were examined 
to determine the different types of R&D logistics sup­

port systems in existence. All these facilities have an 
RAD nissioni therefore, an analysis of the support 
systems revealed the range of support problems in exist­

ence.

The areas of supply and pneurement of the logis­

tics system wore studied in detail. Even though the 
areas of transportation, funding, maintenance, and com­

munications a^e important facets of logistics, they were 
not within the scope of this study.

The present RAD logistics support systems are 

generally divided into three categories 1 Standard Base 
Supply Support System, Laboratory Supply Support Acti­

vity (LSSA), and Laboratory Materiel Control Activity



(LNCA). All of the R&D facilities are supported by one 

of these systeas with tnit seall variations* An analysis 
and coeiparlson of the three systeas was nade In this 

study.

Objectives and Research Questions

The specific objectives of this Investigation were 

as follows I

1. Describe the Standard 3ase Suoply Suoport provided by 
the host Base Supply and Procurement to a tenant organi­
zation under Unlt^ States Air Force (L'SAF) procedures.
2. Describe the supply and procurement support orovlded 
by Base Supply and Procurement to Research and Develop­
ment (H‘D) laboratories under Air Force Systems Coosand 
Laboratory Support Procedures.

........  3» Describe the dlfdcultlps JLn supporting .V E labora­
tories under the present USAF Standard*Base Supply ana ’ 
APSC: Systems.

Determine the areas for Inprovenent in the supply and 
procurement systems required to support rttD laboratories.

The research questions fcrniulated to guide this 
Investigation wsre as followsi

1. Does the United States Air Force (USAF) Standard Sup­
ply Sys*^em provide adequate supply rjupport to Research 
and levelopment (RID) laboratories?
2. Does the USAF iiase Procurement System have the capa­
bility "l provide adequate support to R.vD laboratories?
3. Do the Air Force Systems Command Laboratory Support 
nrocclures interface with the USAF Standard Supply'System?

Methodolop.v of Invsstlsstlon

Collection of the data contained In this study 

was accoeplished by use of a questionnaire* a structured 
interview* and personal observations. Tha questionnaire*



which was sent to all R&D laboratories within the Air 

Force Systems Command (AFSC), employed both open-ended 

and ranking type questions to gather Information on the 

type of support that R&D laboratories are receiving 

from host base supply and procurement organizations. 

The structured interviews were used to collect informa¬ 

tion which required more than just a rating scale and 

to cross-check Information received on the questionnaire. 

The final data gathering technique employed was personal 

observation of the operation of a sample of the R&D 

laboratories located at Wright-Patterson AFB, Ohio. 

The sources of data Included Headquarters AFSC and 

the R&D laboratories, as well as reports, studies, and 

library reference material. The R&D laboratory comraand- 

ers were chosen as the primary source of Information,- 

becaui • of their authority and responsibility for estab¬ 

lishing the present support activities within each of 

the laboratories. Hq AFSC provided all available data 

conceiving the support of R&D laboratories. Government 

reports and surveys were used to determine past accom¬ 

plishments in support of R& D laboratories. And, exten¬ 

sive library research provided background Information In 

the areas o* economics, management, and industrial re¬ 

search, 

Mneo quantitative data were employed in this in¬ 

vestigation, it is important to recognize that the 

statistical approach has certain limitations relating toi 

(a) representativeness of the data sample, and (b) the 

accura y and reliability of the data. In recognizing 

and taking into account these limitations, an attempt 

was made to offset their possible effects by handling the 

data with caution and restraint. 
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since it was essential to establish a cosaon basis 
of understanding for certain terns used In this study* 
two prlnary aeans were used to achieve that objectivei 
(a) certain terns that had been previously Identified 
In Departnent of Defense publications were defined In 
accordance «rlth established usage, und (b) a glossary 
was prepared to acconpany the quesclo.malre In order to 
clarify those terns that were Inadr juately defined In 
certain reference publications.

RESULTS

. .In Investigating the research questions* the fol­

lowing results were obtained. - .

Standard Supply Svsten Support

Based on the data collected from the question* 
nalres* structured Interviews, ar.d personal observations, 
the study found that nore adequate support of R&D lab- 
ozstories could be provided by the Sc^indard Supply Syaten, 
Each of the laboratorlos iiorrrailv <;»itlates the 
Host/Tenrnt luppci t Agi'eerat;nt . er the support services 
needed. Host of the supply support required by labors- 

tofle® la trhe type of support tequlred by any Air Force 
tenant organization--pick-up a. d delivery, distribution, 
stock control, and base service S' -jre. Although such 
comon support was found to be ajeqiiaue, probleas were 
noted In satisfying laboratoi'y : » regents of a unique 
nature such as the specialized engineering supplies 
needed by the thousands of engineers at the R&O labs.



Since Base Supply is structured to provide a level 

of support geared to operational and support units* aost 
host base supply organizations can provide cosnon tenant 
support to R&D laboratories. However* because of Ban­

ning limitations* funds restrictions* and a highly 
structured organization* the supply systen cannot pro­

vide the specialized* flexible support that Is soaetlaes 
needed by the laboratories.

S&sfi. sent Svetcw Support

Based upon the data collected from the question­

naires* structured interviews, personal observations* 
and review of tiie liuerature, (iic cOiielitsion Is drawn 
that the USAF Base Procurerwent Sysiem does have the 

capability to provide adequate support to R & 0 labora­

tories. However* the procedtuis (laboratory Materiel 

Control Point) currently being proposed to replace the 
existing procedures (Lab n ai.ory >%»jpply Srspport Activity 
and Laboratory Materiel Control Activity) would place 
severe restrictions on I:ai' laooraiories. These reatrlc- 
clor*8 require that, all itea pur nlvts& xequ-ssts be sub­

mitted chroufii base supplv. auu cney revolce the authori­

ty of laboratories to submit piireij^....? requests for non­

standard iteii'S cliectly to the 5a>>e procuieraent activity.

Therefore, although the ho.'^t procurement organiza­

tion has the ability to rn jec the tieeds of the labora­

tories, restrictive pjocedurer • iV limit the ability of 
lebctatories to use the range of procurenent services 
that are available.
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Interface of SuddIv Procedures 

Based upon the data analysis of the question¬ 

naires» structured interviews» personal observations» 

and related documentary material, it was found that 

AFSC Laboratory Support Procedures do interface with 

the USAT Standard Supply Procedures, (8, 10, 11) Four 

different types of procedures are currently used by 

the laboratories -- the Laboratory Supply Support Acti¬ 

vity (LSSA), Laboratory Materiel Control Activity 

(LMCA), and special stock record account procedures, 

and satellite procedures. 

Each of these procedures has been adopted by at 

least one of the laboratories --depending on Hq USAF 

approval, Hq AFSC approval, and the environment within 

which the laboratory i.s operating. The special stock 

record account procedures and satellite procedures are 

extensions of the Standard Base Supply System and, 

therefore, completely interface with the standard sup¬ 

ply procedures. The LSSA proconures are also an 

extension of the standard supply stem and are intend¬ 

ed to provide the laboratory with the means to utilize 

the Standard Base Supply System or to submit purchase 

requests directly through procoreuiunt channels. The 

LMCA procedures nearly parallel rhe LSSA procedures 

and are intended to extend to al1 AFSC R & D laboratories 

the basic LSSA concepts. 

The proposed Laboratory Materiel Control Point 

(LMCf) procedures are an extension of the standard sup¬ 

ply system and are intended to make the laboratories 

completely dependent on the Standard Base Supply System 

for all supply and equipment support. 



ANALYSIS 

This study focused on providing pertinent Infor¬ 

mation and suggestions of value concerning resources 

management for in-house research and development labor¬ 

atories. Various systems of resources management were 

evaluated -- the Satellite Supply Support, Laboratory 

Supply Support Activity, Laboratory Materiel Control 

Activity, and Laboratory Materiel Control Point--to 

determine which might provide the best means of manag¬ 

ing the resources of these laboratories. In analyzing 

the systems, it. was found that the Laboratory Supply 

Support Activity, with certain modifications, would 

come nearest to satisfying the needs of management. 

Logistics Support 

The LSSA, organized as a branch of a division 

such as the Logistics Support Divirion shown in the 

accompanying illustration (Figure 1), is the system 

most likely to provide the best possible support to the 

laboratories. The establishment of the division-level 

support organization is considered essential if the 

laboratories are to be adequately supported. Without 

the responsibility and commensurate authority and 

role/status bein*| located at the division level of the 

organization, logistics requirements would likely be 

neglected and supply discipline would become ineffec¬ 

tual if not non-existent. As has been said by some, 

The logistician¿wants to be traded off, not traded 

away," (15(32), 
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The accompanying diagram (Figure 2) charts the 

elements of a proposed resources management system 

which could best support th- missions of the research 

and development laboratories. At the head of the 

support division would be a Logistics Support Office 

responsible for the overall materiel resources manage¬ 

ment in each laboratory. The div sion would consist 

of two branches--one, the Logistics Coordinating 

Office (LCO) serving a staff functions the other, the 

Laboratory Supply Support Activity U.SSA) branch serv¬ 

ing a line function. 

Laboratory Supply Support Activity 

The line branch, the LSSA, would be responsible 

for the materiel services of the entire laboratory. -- 

The branch chief would be the Individ.ul responsible 

for the procurement, acquisition, inspection, storage, 

inventory, utilization, and documentation of equipment 

and supplies. To assist the branch chief would be 

three sections concerned with equipment control, sup¬ 

plies management, and operational support. 

Equipment Control Section.—As its name indicates, 

this section would be responsible for the proper manage¬ 

ment procedures to control all equipment items within 

the laboratory. Operating under the Equipment Control 

Section would be three units concerned with temporary 

storage, equipment inventory and utilization, and equip¬ 

ment documentation, allowance and authorization. 

'¿'ho Tomorary bhorago I'nlt would «revido r, to rare 
for equij-nent l tons thnt were waiting for dinner,ition 
or wore going to he utilized in the nnar future. 
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The ^uipment Inventory and Utilization Unit would 
be responsible for the laintenance of a periodic inven­
tory as well as a continuous inventory of equipment items. 
This unit would also maintain and conduct utilization 
surveys to. insure proper use of the equipment located in 
the research ^uld development laboratory.

The Equipment Documentation and Allowance/Utiliza- 
tlon Unit would document all equipment status changes, 
maintain allowance records, and insure authorization of 
the equipment in the laboratory.

M^a<sement Section.—The second section 
located under tlie LSSA Branch would be the Supplies 
Management Section, responsible to the LSSA chief for 
proper acquisition, documentation, storage, procurement. 
Inventory, and justification for all supplies used with- 
In the research and development laboratories. This 
section would contain two units concerned with the re­
search arid procurement of supVlfes and \iith the anafysis 
of management procedures.

-y
§1 

■O ao • 

oe.a

'Ihe liesearcii and Ji ocuremr nt Unit would be responsi­
ble for l.he reooarchUi/- of stock 15:: U for s.iorlLes, the 
location of sources of supply for local purchases, the 
documentation of all tranr-.act1 oiis, and the procurement of 
Blanket Purchase Cti-der .llo.us.

The Pi-ocedurss and Mara^euerit Analysis Unit would 
have the job of insuring .liai. pronsr standards were estab­
lished a_nd maintained thron,-,t:?ut th- 1SSA branch operation.

Operational Support Section.--jhe final section 
responsible to the Labortitory So.pply .Support Activity 
Branch would be the Opf.rauional Support Section. The 
actual storage, receiving, inspection, and movement of 
all items, equipment and supplies, would be the respon­
sibility of this section. Assisting the section in 

meeting these responsibilities would be three units con­
cerned with receiving- and Inspection, with pickup and

-



delivery» an’ with the basic service store and bench 

stocks» 

The Heceiving and Inspection Unit would be 
responsible for insuring that all items were as ordered 
and that all Items were properly received with the 
laboratories. 

The Pickup and Delivery Unit would be concerned 
with the authorized movement of items from one point 
to another, i'his unit would also maintain all rolling 
stock located within the research and development labor¬ 
atory . 

The Basic Service Store/Bench Stocks "nit would 
stock and maintain records on all types of office and 
janitorial supplies and bench stocks located within the 
laboratory. 

Functlorii. Relationships, —The functions of each 

of the sections and units within the LSSA Drasch must 

be performed » However, each scot: ton or unit need not 

be separately manned. For exarpla» the Receiving and 

Inspection Unit personae! could also handle the jobs 

required of the Pickup and Delivery Unit, inis would 

allow the small laboratory to msintain an organization 

similar to that of a large laboret^i-y without the re¬ 

quirement for additional manning beyond the resources 

of the small R& D organization. 

Legist ic&Jíi Inal ion Of lice 

The second branch responsible to the Logistics 

Support Office would be known as the Logistics Coordi¬ 

nation Office. This branch would act as a staff agency 

for the division chief and would be responsible for the 

following activities and functions. 



1. i<evie ne ail approved projects and then advising the 

division chief of all logistics considerations involved 
in the review of the projects. 

2. Training all laboratory personnel in the aspects of 

logistics deemed necessary by the laboratory director. 

3* Maintaining liaison with the Integrated Logistics 

Offices of the Systems Program Office for which the labor¬ 
atory is doing research. 

4. Insuring that the engineers/scientists place their 

logistics requirements for nrojects in written form and 

submit these requirements In advance so that equipment 
can he obtained on schedule for the projects. 

5. Dovetoning and maintaining logistics plans for the 
research and. development laboratory. 

6. Providing any other staff arsintat.ee deemed necessary 
by the division chief. 

RECOMMKNMT IONS 

Anyone familiar with the present Laboratory Supply 

■Support Activity will recognize several changes recom¬ 

mended in thin study to improve the operation of a sup¬ 

port system for a research and development laboratory. 

Changes Recommended 

The first change recommended is the placing of the 

LSSA under a Logistics Support Division, 'litis action 

would establish the support function as ¿< major division 

within the laboratory and would, thereby, place greater 

emphasis on the importance of the logistics function. 

Consequently, better support would be provided to the 

laboratory since logistics requirements would face less 

likelihood of being "traded away," Finally, as better 
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support is pro1 Jed¡ supply discipline should corres¬ 

pondingly improve and costs of supporting the labora¬ 

tory should decrease since the hoarding of supplies and 

equipment would no longer be necessary. 

The second basic change recommended is the estab¬ 

lishment of a staff branch order the Logistics Support 

Division. This branch would be able to improve the 

support provided by the division because it would con¬ 

stantly review the status of projects within the labor¬ 

atory. Consequently, rush orders would be less preva¬ 

lent and a smoother flow of supplies could be maintained. 

Thus, the division chief would be able to manage by ex¬ 

ception rather than by crisis. Training provided by 

this staff branch would enable the personnel in the 

laboratory to understand the logistics support require¬ 

ments and to assist: in achieving adequate support of the 

laboratory. Such education would help open up conmuni- 

cation channels and facilitate cooperation between the 

engineer/scientist and the support personnel -- thereby 

resulting in bettor support for the entire laboratory. 

The third charge recommended is the location of 

a procurement office within the formal organization of 

each laboratory. The procure! ent oil ice would be author¬ 

ized to execute a blanket purchase order for procurement 

of items up to $2500 in value. Such an arrangement 

would facilitate rapid response to the special procure¬ 

ment needs of the research and development laboratory 

and would likely reduce the order-to-contract time many- 

fold. (14) The arrangement, would also help insure the 

procurement of the ''right” item, since the procurement 

office would have direct communication with the person 

who placed the o.J.r < 



Other Reconmendatlons 

Several other actions are recoramended which should 

provide better support to the research and development 

laboratories. Based upon the review of many varied man¬ 

agement techniques and applications, the following 

recommendations are madet 

1. A training program should be established to educate 

the laboratory commanders and other high ranking personnel 
in the Importance of the function of logistics in support 

of the research and development laboratories. 

2« A flow chart of activities that must be acconnlished 

to quickly obtain an item with the least possible delay 

and confusion should be established. An example of such 

a flow chart is nresented in Figure 3* 

3. Supply discipline should be stressed throughout the 

entire organization to reduce the amount of inventory 

costs and associated waste involved in the hoarding of 
supplies and equipment. 

4. Authority commensurate with responsibilities must be 

given the logistician in order for hir to adequately suo- 
port the needs of the laboratory. 

Tbg; rey’îarch and development laboratories within 
the United ■•>tares Air Force perfcrm an Important role 
in holping maintain the superior scientific and techno- 
logic&l position which strengthens our nation's security 
and -supports cur national objectives. The effectiveness 

of thf-.-i© laboratories8 R & D efforts depends upon the 
«'■r •“Ciliary of î > logistics support provided to the labor- 

a cork*« wMdhc in turn, depends upon the system or type 



of resources Mnagenent employed in providing Che re¬ 

quired support. 

This study «es conducted to analy7e the adequacy 

of logistics support provided to the laboratories by 

the host base support organizations and to analyze the 

procedures employed in managing the materiel resources 

vithin these USAF R&D laboratories. The study re¬ 

sulted in specific recommendations regarding the type 

of resources management system which would provide the 

best possible support to the laboratories and assist 

them in accomplishing their vital ..‘search and develop¬ 

ment missions which so sign!lira .iv contribute to the 

security of our nation. 
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Figure 3, 

(Continued) 

Flow of Acquisition 



Fifture 3» 
(Continued) 

Flow of Acquisition 

Procurement for 
each laboratory 
is located with¬ 
in the labora¬ 
tory itself 



RliRI 

Procurement 
located 
within the 
laboratory 

/ 

l 3,) 

I 
Research & Procurement 

Unit 

!• Checks paperwork. 
2. Assigns fund code. 
3* Forwards to the 

laboratory 
commander 

_1 ' . 

Laboratory Commander 

*-( 
Approves/Disapproves 

Research -ï: I¥ocurement 
Unit 

1* Takes procurement 
action. 

2* legal review If 
necessary. 

3* Price analysis If 
necessary. 

u' Let the contract. 
5* Follow-up on the 

contract. 
-J 

Supplier 

Figure 3. 

(Continued) 

Flow of Acquisition 

Approval Authority 
for any item > $2500 

Inspection ¿ receiving 

!• Inspects item. 
2. Processes paper¬ 

work. 
3* Secures item. 

Pickup !■ Delivery 

1. Deliver to final 
user. J 



25 

(4 ) 
\ 

' r 

Figure 3, 
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Flow of Acquisition 
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