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CHAPTER 1
PROBLEM PERSPECTIVE
Introduction
The Department of Defense (DOD) Logistics Systems
Policy Committee (LSi() was crecated in March 1970 to establish
policy and assign responsibilities for the development of a

DOD Logistics System Plan.1

The committee and its purpose
were an outgrowth of the Congress, Office of Secretary of
Defense (OSD), and other DOD components' long desire for a
DOD-wide, long-range plan for logistics systems development.
The central purpose of the committee was to guide the con-
struction and maintenance of a DOD Logistics System Plan
(hereafter referred to as the "LOGPLAN"). The LOGPLAN was to
serve as "an improvement plan for logistics cystems develop-
ment, complamenting the Five Year Defense Program (FYDP).“2
Both the committee and the LOGPLAN concept were milestones in

logistics planning.

1U.S. Department of Defense, DOD lLogistics Svstems
Planning, DOD Directive 5126.43 (Washington, D.C.s Govern-
ment Printing Office, 26 March 1970).

2

Ibid,
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The LOGPLAN was published by the LSPC on 15 May 1972,
The Assistant Secretary of Defense for Installations and
Logistics (Mr. Barry Shillito, incumbent) immediately directed
¢he plan's implementation.3 The initial plan was a documented
collection of logistic assumptions, principles and objectives,
and included each DOD component's logistics system status and
plans. Implementation and a viable change process remain to !
be achieved in the years ahead since th. scope of the plan
extends into the 1980 time frame. This thesis has directed ;
its efforts to assist the LOGPLAN process by developing mane i
agerial decision criteria to support the application of one |

LOGPLAN principle-="Resource Limitations."4

Background
A short discussion of those aspects of the LOGPLAN

and the underlying management theory are offered here to pro-
vide adequate background to the thesis problem. These com~
ments clarify the theoretical framework that was used, sup-
port the authors' contention that managerial decision crite-
ria were necessary and that th adoption of a set of criteria
as part of the LOGPLAN was warranted,

The LOGPLAN was published to "provide a continuing

approach to logistics systems development.”5 It serves both

3U.S. Department of Defense, Assistant Secretary for
Installations and Lopistics Memorandum to LD Components on
17 May 1972 directing irnlementation of LOGPLAN.

QU.S. Department of Defense, Logistics Systems Plan
*LOGPLAN" 1972-19380, unnumbered DOD Logistics Systems Policy
Committee document (Washington, D.C.t Government Printing
Office, 15 May 1972).

5

Ibid.
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3
as a policy document and as a long-range logistics plan since
it contains both logistics principles and objectives. These
principles represent fundamental logistics truths and deal
with such matters as organizational relationships, roles and
missions, and accepted management practices (see Appendix A
for a 1ist of LOGPLAN principles). The application of policy
in the planning process was the central issue studied in this
thesis,
Ralph C. Davis' perspective on what policy is and how

it is to be used was adopted. He sees policy as

« « «» the factor that supplies a cogent relationship

between business objectives and ideals on the one hand

and organizational functions, physical factors, and per-

sonnel on the other. A business policy, then, is essene

tially a principle or group of related principles, with

their consequent rules of action, that condition and

govern the successful achievement of certain business

objectives toward which they are directed.®
Sound logistics policy was seen as having two principal parts
similar to business policys "The principle that governs and
the rule that indicates the general manner of its applica-

tion."7

The LOGPLAN's effectiveness as a policy document was
believed weakened since its principles lacked supporting
"rules of action” to assure consistcncy of action, to prevent
deviations from planned coursés of action, and to furnish a
basis that would guide both decision-making and future logise

tics planning. These fundamental consideration: supported

the authors' contention that "rules of action” were needed tc

6Ra]ph Currier Davis, The Fundamrntals of Top Manape~
ment (New York: Harper and Brothers, 1J5)), p. 173,

7lbida
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4
bridge the ~ap between logistics principles and their appli-
cation in the LOGPLAN decision-making and planning processes
throughout the Department of Defense.

The rules of action concept has been relabelled since
today’s use of “"rules” was believed too restrictive. Creative
planning, organizing, and controlling functions in logistics
management warrant an environment where sound policy would
generate sound management decisions. Thus, Ralph C. Davis’
policy equationi Policy = Principles + Rules of Action . . &
has been modified to mean principles need some managerial
decision framework which was called criteria in this thesis.
The managerial decision criteria developed in the thesis only
demonstrate how they can facilitate the evaluation of pro-
posed logistics system changes to the LOGPLAN and the necese

sary decisions that follow,

The Problem Statement

What managerial decision criteria can be applied te
aid the decision-making process at the Logistics System
Policy Committee level to facilitate evaluation of proposed

logistics system changes to the LOGPLAN?

The Scope

A study of selected management literature and the
development of a set of managerial decision criteria to supe
port the first principle in the LOGPLAN (Resource Limita-
tions) were the basic boundaries for the thesis. Two appli-

cations of the managerial criteria were analyzed to evaluate

their adequacy and to determine if managerial decision
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5
criteria can make a contribution to the LOGPLAN.
It is contended that the approach used to develop the
managerial decision criteria for the first LOGPLAN principle
can equally be follcwed to falilitate the policy application

of other principles in logistics systems management.

Objectives

There were three primary objectives to be accomplished
by this thesis: (1) to show that management literature and
military logistics literature are a ready scurce cof managerial
decision criteria, (2) to develop a set of model criteria for
the first LOGPLAN principle, and (3) to demonstratec thzt mane
agerial decision criteria can strengthen the LOGPLAN process
and the Logistics Systems Policy Committee's decision-making
resource. By meeting these objectives the authors felt a
contribution could be made to the LOGPLAN process. Its imple-
mentation and the change decisions that lie ahead for DOD

managers and military commanders would be facilitated.

Research Ouestions/Issues

1. Determine the applicuble management characterise-
ties that can provide a basis for development of managerial
decision criteria which can be applied in logistics systems
management,

2. Formulate a set of managerial decision criteria
for the first LOGPLAN principle (Resource Limitations) based
on manapgement literature,

3. Determine the adequacy of the manaperial decision

criteria as an aid to policy application in the lopistics
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systems planning environment of the Department of Defense.

Methodology
The metnodology employed in conducting this thesis

research and in arttaining the stated objective was based on

a review of authoritative sources in management. The intent
was to establish, from authorities on the subject, a selec-
tion of management decision criteria that could be applied in
the analysis of proposed logistics system changes to assure
valid and predictable results comnsistent with the stated
objectives and principles of the LOGPLAN,

The particular methodology adopted included a review
of the various viewpoints of contemporary management litera-
ture, formulation of managerial decision criteria from these
viewpoints, and an application of the criteria to recent
logistics system decisions by the LSPC. This approach
addressed each of the research questions and permitted bridg-
ing management theory by the use of managerial decision cri-
teria to the practice of decision-making and taking, This
methodology is illustrated in Figure 1 and showss (A) the
viewpoints examined as inputs for the‘managerial decision
criteria, {B) the filtering, rearranging and selection of
criteria, (C) the DOD LOGPLAN Process inputs which are the
objectives, principles, and task group studies against which
the criteria were analyzed and finally, (D) the flow of a
proposed change and the application of managerial decisicn

criteria by the LSPC and its staff groups.
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. Organization
5 Chapter II provides additional background on the

evolution of the LCGPLAN. This review of the logistics sys-

tem planning gan and related conditions and events was

included due to the limited information published to date on
the history of the LOGPLAN. The published LOGFLAN was less
than a year old at this writing.

Chapter III develops the managerial decision critecia
3 that the thesis team felt could strengthen the application of
: logistics principles in systems planning: Chapter IV provides
an analysis of the criteria usefulness based on a trial appli-
cation and analysis conducted by the thesis team on two LSPC
Task Group Studies. Finally, Chapter V presents the findings,

conclusions, and recommendations.,



CHAPTER 11
EVOLUTION OF THE DOD LOGPLAN PROCESS
Long-range planning has been an important part of
National Security affairs in the area of defense weapons proe
gramming and strategic objectives planning. Business and
governuental enterprises have also recognized the need for

formalizing long-range planning.1

Clearly long-range plane
ning was not a new idea, but its use in logistics systems
development to build a cumpienensive plan applicable to all
service components was only announced as a DOD policy in
March 1970.2 The background to this announcement demone~

strates the evolutionary path which produced the DOD LOGPLAN.

Logistics Systems Planning Gap

Defense planners and logistics managers have long
recognized the need for joint logistics operations and system
planning. Logistics experience gained in World War II par-

ticularly supported joint logistics planning. For example,

1George A, Steiner, Managerial Lonrs=Ranpe Planninge
(New Yorks McGraw-Hill Book Company, 1962), pe l.

2U.S. Department of Defense, IOD lopistics System
Planning, DOD Directive 5126.43 (Washington, D.Cst Governe
ment Printing Office, 26 March 1970).
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Admiral E. J. King, USN, and General George C. Marshall, USA,
issued the first joint logistics directive in 1943, titled:s

? "Basic Logistical Fian for Command Areas Involving Joint Army

and Navy Operations."3

However, logistics system development
and related planning processes had remained a piecemeal opera-
tion within each service since the establishment of the
Denartment of the Defense in 1947. Joint service task forces,
: study groups, and projects had only been used when directed
z by DOD.4 The service components retained their independent
J . logistics system planning approaches. A master plan or blue~
c print for logistics system development on oper:tions within
the defense community remained to be achieved.

A logistics systems planning gap particularly becomes
apparent when logistics systems planning is contrasted to the

major achievements in overall defense planning. Long-range

plannins of weapons systems development, force levels, and
budgets were widely adopted in the 1960's. The Five Year
Defense Program (FYDP) and the Joint Strategic Objectives
Plan (JSOP) are two examples of the DOD-wide nlanning docu-
ments that had no logistics parallel in the Department of
Defense. No blueprint for future logisfics systems to supe
port the FYDP or JSOP was avallable, except as fragmented

plaoning elements of the service components' logistics

3George Carrol Dryer, Naval logisties (2nd ed.,
Annapolis, Md.,: U,S. Naval Institute, 1Y62) p. 166,

4Elmer D. Howk, Blueprin:- of Deofornse Lopisties in
the Future (Washington, D.Cet ICuF, Thesis No. 81, 30 March
19655. Pe 2.
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systems.s

The lack cf a comprehensive plan to guide DOD logise-
tics system development had not been unnoticed by Congrese
sional members or Defense managers. Their voices of concern
were critical of the lock cf standardization among the sere
vices and the gap that existed between major defense planning
(i.e., FYDP, JSOP) and the separate logistics system planning
by each service component, The long history of logistics
systems independence sustained a planning gap. The gap was
particularly noticeable in the policy, procedural, technical,
and functional aspects inherent in logistics system develop-
ment.6 No overall framework was available to the service
components to even demonstrate initiatives to interface,

standardize, or integrate logistics operations and systems,

Trends and Events

Early impetus for DOD logistics sfstem planning
naturally followed the DOD-wide success with both long and
short-range planning achievements with the force programs and
budget documents (i.e., FYDP, JSOP) introduced in the 1960's,
The FYDP contained a4 major program entitled Central Supply
and Maintenance, and the JSOP included a Logistics Annex.
However, these logistics elements did not address the operat-

ing logistics systems or define system objectivess these

SRobert A. Wells, RAMMS Revisited: A Current lLook
at the Centinuing Need for a LCD Materiel Manapement Systom

luepri it (Washington, DsCet 1CAF, Thesis No. 175, 31 March
1965)

» Do Iz

6Ibid)' P 12,
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documents particularly lacked the technical design require=-
ments needed for DOD-wide loglstics system planning.7 Tneir
emphasis was on end-use requirements like maintenance expend-
itures, war reserve stocks, and facilitjes, not on the nature
of the logistics systems needed to support programmcd forces,

Phased improvements of logistics systems existed
only in the services or agency level. Their major character-
istics were the uniqueness in how the plans were constructed,
how automatic data procassing (ADP) was implemented, and how
their independerice of design made it almost impossible to
aggregate the plans into ¢ single DOD logistics system plan.8

Congressional criticism, GAO repcrts, and the
increased logistics role of unified commanders all induced
DOD to focus more on logistics systems pianning. Addition-
ally, the technology used in new stfategic weapons and the
computer applications available to manage logistics tasks
facilitated and demanded long-range logistics systems plane
ning. These trernds prodiiced studies within OSD that could

9

serve as forerunners to the LOGPLAN, Three studies noted in

the LOGPLAN Profile (Task Group 1-70) were the Lefense Mate-

rial Management Improvement Program (1961), the Responsive
Auto Material Management System (later called RAMMS-=62), and

the Progressive Refinement of Integrated Supply Managcment

7U.S. Department of Defense, LOGPLAN Profile (availe
able from the Office of the Assistant Secretary or Defense
(I&L), unpublished, Washingcon, D.C., June 1971), p. i-1,

8
9

Ibid,, Pe 1-2,

Jbid,
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(1965). These provided a foundation for the Department of
Defense to develcp its Logistics Systems Blueprint Concept

Papers presented in Augus%: 1969.10

These papers served as
the necessary management catalyst to the establishment of the
LSPC. |

Three specific events led to the development of the
first DOD LOGPLANs (1) a top-level conference of DOD civile
ian and military logisticians at Airlie House (Warrenton,
Virginia), October 1969, (2) DOD's decision to establish a
Logistics Systems Policy Committee {LSPC), and (3) the issu-
ance of Task ‘rder 1-70 by the LSPC in April 1970.11 The
Airlie House conference was held to discuss the Blueprint
Concept Papers. Instead, the conferees devoted most of their
attentiun to the more basic questions cf "whether there was
a need for a logistics systems plan, and if so, what should
be the ‘mechanism' by which it would be created and main-

"12

tained. Result of this conference was an agreement that:

(1) there was a nced for a DOD Logistics System Plan, (2) a
top~level Logistics Systems Policy Committee should guide its
development, and (3) more definition was needed on how the

13

committee should operate. The second event, establishment

loLogistics Systems Blueprint Concept Papers were a

collection of 17 position papers prepared by the ASD (I&L)
staff, providing proposals on the need for a five-year DOD-
wide loristics systems improvement plan and stressed com-
patibility, interface, and for integration of automated supe
ply functiens and processes. (Found in LQGPLAN Profile)

11
12
13

Ibido [] po I-3.
Ibid,
Ibid,
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of the LSPC, was soon implemented after the Airlie House dis-
cussions by DOD Directive, "DOD Logistics Systems Planning”
on 26 March 1970,1%
The third event resulted from the LSPC's initial
action in issuing Task Order 1-70, The Task Order requested
the Air Force to chair a joint working group teo undertake two

reiated effortsi

Development of a profile description of the emerging
logistiecs system for the 1975-1980 time frame.

« Development of a planning mechanism for the LOGPLAN,
Task Group 1-70 completed its final draft of a LOG-
PLAN profile in Jure 1971. The LSPC and DOD approved and
published the first LOGPLAN on 17 May 1972.

First DOD Cowmprehensive lLogistics Svstem Plan

The publication of the DOD LOGPLAN marked the open-
ing of a new frontier in DOD Logistics Systems planning. A
definitive look at its scope and purpose is pertinent to the
research questions in this thesis.,.

The original Doﬁ directive establishing LSPC listed

the characteristics that the LOGPLAN was to have.15

Provide a continuing approach to Logistics Systems
* development.

Communicate joint understanding of DOD Logistics
' Systems objectives.,

Promote optimum interchange of systems design knowle
edge and techniques at all levels of DOD,

MU.S. Department of Defense, DOD Logistics System
Planninp, DOD Directive 5726,43 (Washington, D.C.s+ Govern-
ment Printing Office, 26 March 1970).

151444,
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Assume the highest practical level of systems come
* patibility, interface, standardization, and inte-
gration consistent with DOD requirements and mission
needs of the separate DOD components.,

The LOGPLAN was to become the master plan for DOD
Logistics Systems; it included a documented collection of
logistics concepts (assumptions znd principles), objectives,
and subordinate plans for each component and agency.

This thesis started at this point to examine the
inherent probiem of policy application in the logistics syse
tems planning. Highly charecterized by change, conflict of
interests, military risk, and uncertainty, the LOGPLAN pres-

ents a continuing and special challenge to the student of

logistics,
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‘? DEVELOPMENT OF MANAGERIAL DECISION CRITERIA
Introduction

Two complementary sources have been used to develop
managerial decision criteria in support of the LOGPLAN proc=
ess, Management and logistics literature have served as
these rational sources in this scudy.

¥ This chapter addressed the selcction of management

characteristics and their authority, identified their con-

tributions to logistics management and developed a set of
managerial decision criteria. The efforts centered on a
search of management literature and the formulation of cri-
teria statements. The singular goal was the construction of
an expiicit managerial decision framework for handling change
proposals to the LOGPLAN. The central research proposition
was that definitive managerial decision criteria to support
the LOGPLAN's principles could be developed from management

literature and the logistics environment.

Selected Streams of Manapement Thought

An extensive rcview of management literature was made
to identify the mainstreams of management thought. Three

16
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management viewpoints were used in the study. These streans
of management thought provided a conceptual way to group the
most current and commonly accepti?d characteristics of manage-
ment theories, concepts, and practices.

As a point of departure for the management literature
review, four writers' approaches to management literature
were surveyed. They weres (1) John F. Mee, (2) Joseph L.
Massie, (3) Claude S. George, Jr., and (4) Joel E. Ross.

Each writer provided an example of the variety of views and |
classifications present in management literature and are

cited as representative of the diffcerent management views

emerging today.

ee's Approach

Mee saw management thought as evolving from several

sources and viewpoints having common objectives but different

1

approaches. These approaches weres

1. The manaren...c nrocess school which "evolved from

the logical analysis of the mental processes essential in the
utilization of people and facilitating resources to achieve
desired results.” Clear emphasis is on achievement of goals
set by someone but "does not provide properly for conbining
the needs of individuals and the productivity and effective-

nese needs of the organization."2

1John Fe Mee, M

anapement Thoupht in a Dynanic Econonmy
iversity btress, 1Y03), p. 88.

(New York:s New York Uni

Ibid,

2
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2. The grpanizational-behavior approach came from
the well-known Hawthorne experiments, Mee claims this
approach "can only augment the process of management” and
brings "enlightment about organizational behavior-«the needs
3

and motivations of men at work.

3. The decisione-naking approach grew [rom the area

of economics and the rational methods of establishing and
choosing from among alternative courses cof action. Therefore,
Mee claimed decision-making could be a "central focus of man-
agement actions."4

4, The mathematical or gquantitative-analvsis approach

for Mee was the view that the function of management is the
"establishment of systems of mathematical models and proc-
esses that can predict the outcome of different alternative
courses of actions in given situatioﬁs."5 Here management

scientists or operations research specialists are employed.

Massie's Approach

Massie concludes that development of management

thought can be summarized as six principal streams. These

were: 6

1) managerial accounting
2) managerial economics
3) organization theory
) human relations and behavioral sciences

Ibid., p. 89.

Ibido » P 900

Ibid., p. 91.

6Joseph L. Massie, Essentials of Management. (Engle-
wood Cliffs, N.Ji.t Prenticec-Hall, Inc., 1964}, p. 16,
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(5; quantitative (mathematics and statistics)
(6) industrial engineering

Clearly, Massie's frame of reference was more closely related
to business and government use of management thought. He
groups management thought as it is frequently practiced and
shows the great diversification of ideas that exists in man-

agement and among its contributcrs.

Georpe's Approach

George classified managerial concepts into what he
called the "emerging schools pf thought.”7 These schools
weres (1) scientific management, (2) behavioral, (3) the
management process, and (4) quantitative (management science-
operations research).

For George the scientific management centers on
"efficiency and productions,” and was predominately the con-

cepts Mee grouped with his management process school and

WPRAIONPEA, -

Massie included under industrial engineering., Management

process was more the organization theory classification used

by Massie and iwucluded under Organizational and Behavioral

grouping provided by Mee. Otherwise George's approach can

be considered similar to Mce's,

Ross' Approach

Ross developed his view by classifying patterns of

management thought., He concluded there "are five significant

Claude S. Georee, Jr., Tho Hi<torv of Manapcment
Englewood Cliffs, N.Jet FPrentice-lall, Inc., 1968),

¢ 7
! hourht (
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schools of management theorys (1) behavioral, (2) empirical,
(3) quantitative, (%) decision theory, and (5) management
process."8 Only the empirical school was different freom pre-
vious classifications surveyed. Ross saw the cmpirical
school as that group of manazement writers who attempt to
"transfer knowledge to the learner by a study of experience."9
It reflected the practitioners’ and businessmen’s views best,
and was believed to be a significant parallel to the method
used by logistics writers,

Figure 2 displays a representative group of the con-
tributors to management and logistics thought over the years.
The three management views adopted in this study more closely
parallzsl John F. Mee'’s delineation of management approaches.,
One change made was the grouping of gquantitative techniques

and decision-making theories under the view labelled manage-

ment science. Harvey M. Wagner's Principles of Management

10

Science serves as a practical illustration of this approach.

Many more authorities and classifications of manage-
ment are available than were selected for representation in
Figure 2; however, the classification of management theories,
concepts, and practices was not considered a central issue in
the study; only the applied contributions from management

literature were important. This was accomplished by selecting

8Joe1 E. Ross, Manapement_by Information System
(Englewood Cliffs, N.J.s Prentice-Hall, Inc., 19/0), p. 43,
1bid,

10Harvey M. Wapgner, Principles of Manapement Science
(Englewood Cliffs, N.J.t+ Prentice-Hall, lnc., 1970),
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those management characteristics believed most relevant to the
circumstances found in the LOGPLAN and the related decision-
making environment. Figure 2 also shows the conceptual i~flu-
ence of management literature on logistics and its writers

which will be discussed later in this chapter.

Contributions to Mapagerial Decision Criteria

Each stream of management thought has contributed
basic management characteristics that are important legacies
to modern managers. Here were identified the basic character-
istics that appear to shape organizations, managers, and
their behavior in decision-making, particularly as related to
logistics system management,

The study viewed the decisions in leg.stics system
planning, as related to the LOGPLAN, tc be the necessary re-
sult of a well defined sequence of behavior, Both the LSPC
and its support groups (Task Forces, Sccretariat, e¢tc.) need
a framework to judge and to construct system_éhanges to the '
DOD logistics systems, E. P, Learned and A. T. Sproat provided
a feasible approach to link management characteristics to the

11 These are

three management views presented by Figure 2.
shown as (1) structural, (2) behavioral, and (3) process
groupings of management literature contributions.12 These
giroupings of management characteristics were assumed basic to

any managerial decision criteria framework and served as a

11Edmund P. Learned and Audrey T. Sproat, Orpaniza~
tion Theory and Policy (Homewood, 111.: Richard D. lrwin,
lnCo' 19()()). Pe 2o

12

Ibide, p. 7.
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means to organize the managerial decision criteria that fol-

lows.

The Structural Group

The structural group of management characteristics
are those which generally include the traditional management
concepts and principles. Luther Gulick's principles like
"span of contrcl,” "unity of command,” and "division of labor"
suggest the organizational rubrics provided by the structural
group which were inherently seen to form a substantial basis

13 The structural group

for managerial decision criteria.
commonly included the fundamental functions of management.,

Four managerial decision criteria statements resulted
from consideration of the structural dimensions found in
organization and systems management. The formulation of
these four criteriz was due simply to their explicit impact
on the resource elcments in logistics system planning. George
Re Terxv provided the pervasive question that applies:

"Where should action take place and who should do what work?"14
Here the impact of the structural characteristics was defined
as managerial decision criteria to support the first LOGPLAN

principle. The criteria are now presented and discussed,

Maintains only essential orpanization differentia-

tion.-=Differentiation was defined as

the state of sepmentation of the orpanizational system
into subsystems, each of which tends to develop partic-
ular attitudes in reclation to the requirements posed by

13

14

Ibid,

George Re Terry, Principles of Manapement (Homewood,

1119' Ri.Chal‘d Do IIWi.n. InC.. 1()()8))’ p. IJG.
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its relevant external envimnment.15
Logistics systems planning particularly faces the issue of
systems segmentation. It entails decisions abocut organizing
by functions, customer, product, and region and flow of work,
communications, and control. Many additional management

i ' characteristics can be identified to shape the essential dif-

ferentiation level. The central issue in resource allocation

Ty FT

area was--=has the degree of differentiation becn achieved by

the logistics systems configuration to produce the efficiency

and level of effectiveness scught?

Roth vertical and horizontal differentiation were seen

essential approaches to resolving the issue.16 The vertical
stresses the hierarchical roles, functions, and authority
levelss the horizontal pinpoints the degree of department-
alization and systems subeunits required. Here the impact of
logistics systems changes on establ.shed patterns of relation-
ships among military service components or parts of logistics
organizations must be visible, measurable, or simply judged

in the change process.

The degree of differentiation necessary was seen as

o+ o ¢ an optimum relationship between functions. physie
cal factors, and personnel for cach organization elerent,
and for the orpanization as a whole, for a given volune
of business in a given industry.l

15Fremont E. Kast and James E. Rosenzweig, Orpaniza=-
tion_and Management. (New York, N.Y.: McGraw-Hill Book Co.,
1970), p. 1/8, Lawrence and Lorsch reference.

16Ibido v Do 1790

17Ra1ph Currier Davis, The Fundamentals of Top Manape-
ment (New Yorks Harper & Brothers, 1Ybl), p. 530,
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These attributes of good organization equally applied to
logistics systems management., Traditional differentiatjon
frequently has been in terms of line and staff functions,
Tyday there has been a continual "trend towards tne differ-
entiation of activities into specialized subsystems.”18
Logistics systems plannine decisions were seen as striving to
achieve a balanced organizational structure, Hence, only
essential organizational differentiation was adopted as a rule
to support the resource limitation principle. This criteria
was seen as a means to analyze the resource allocation face-
tors in building and changing erganizational structure. The
complex and large DOD logistics systems not only require dif-
ferentiation but integration to achieve systems' goals. The
next structural criterion addresses this collateral charac-

teristic,

Achieves adequate organizational integration.--Intee-

gration was ". . . achieving unity of effnrt among the vari-
ous subsystems (units, components, and functions) in the
accomplishment of the organization's task."19 A logistics
system change was believed only successful if adequate inter-
meshing of its structural impact could be achicved. A clear
basis for the coordination and interaction of a logistics
system's structural parts would determine their effectivcness

and cost.

18
19

Kast and Rosenzweig, p. 187.

l_l_)id [
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The basic poal of the criterion is to insure ade-
quate coordination between logistics functions, organizations,
and resource allocation decisions. Determining the resources
required to achieve the necessary interaction between speciale
ized units, service components, and senior commands seems to
be the central issue in applying the resource limitation
principle. Does an integrated management approach assure
efficiency, but more important, does it provide a sustained
logistics support posture?

Two approaches to the achievement of an adequate
level of organizational int gration were considered. These
were the primary means suggcsted by Joseph A. Litterer, in

The Analvsis of Oreanizations, and the matrix concept pre-

sented by Newman, Sumner, and Warren.

Litterer suggests that three different mechanisms are
used to achieve coordination--an integration of organizational
activities. These were thrcugh: (1) the hierarchy, (2) the

20 1pe

administrative system, and {3) vcluntary activities.
first approach simply would link system components together
by placing them under a central authority. This approach has
been commonly used in DOD logistics management as integrated
management gained more acceptance over tiie last two decades.,
A weakness was noted as organizations bec.me larger. Major
problems of communications up and down the hierarchy arise;
layers in the organization only serve to irhibit the degree

of integration., Other means to inteprate the logistics sys=-

tems are usually soupht,

20

Ibid., s Po 188,

p
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The second approach was to depend on the administra-
tive systems to handle the horizcntal flow of work and routine
tasks. Much of logistics remains administrative and its syse
tems usually reflect this nature--i.e., standardized forms,
procedures, and data elements--all suggest common administra-
tive bases for coordination and communication.

The voluntary means only applies where organizational
goals and objectives are widely shared by the participants.
The logistics systems policy committee was seen as this kind
of integrating mode. DOD logistics systems planning success
remains to be determinied. Were the willingness and ability of
individuals or groups adequate to achieve the DOD-wide inte-
gration that the LOGPLAN objectives imply? This question
only suggested the strength or limitation voluntary integra-
tion brings to the LOGPLAN, |

.Newman, Sumner, and Warren suggest the concept of a

matrix organization.zl

Inherent in this concept was an intee-
grating characteristic. The concept was seen to: (1) ensure
the coordinated and focused attention that was required, and -
(2) at the same time retain the benefits of specialized
expertise that comes from highly functional departments in an
organization. Here the structural form or an organization

was secn as a matrix (linking units, purpose, and systems

together) with the focuscd action dependent upon manapement

goals and prioritiecs. The matrix concept does vividly suggest

21William He Newman, Charles E. Sumner, and E. Kirby
Warren, The Proccss_of Manarement (Enpglewood Cliffs, N.J,.s

Prentice-Hall, Inc., 1972), p. 104,
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a means 1.0 coordinrate and integrate logistics systems where
huge, highly complex, interrelated and uncertain requirements
and operations have been the history.

Resources to 1link, integrate, or coordinate were cone
sidered a basic structural characteristic that logistics sys-
tems planning should evaluate., Both the logistics system
efficiency and effectiveness were dependent on integrating
the separate functional activities inherent in military logis-
tics and the defense management arena. Adequate organiza-
tional i1ntegration was adopted as the second criteria factor
for the applicatior model. Boch the degree of differentia-
tion and iantegration within the logistics systems were be-
lieved the forces that can mean conflict, increased costs, or
high effectiveness if the right structural balance was
achieved, Only experienced judgement can resolve and apply

these complementary criteria.,

Esteblishes elear authoritv, responsibility and

accountabilitv.--The organization structure resulting from

the differentiation and integration decisions will also

impact upon these more traditional issues. These management
elements have special importance in defense management vhere
conflict is often near or present. Clear placemént of author-
ity, responsibility, and accountability was believed to
require special resource considerations. Accordingly, the
above criterion sratement was included in the managerial
decision model built in the study.

Koontz and O0'Donnell have identificd the more common

" e S R e
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factors that determine how authority is exercised or assigned.zz
These factors weres
(1) Costliness of the Decision
(2) Uniformity of Policy
(3) Economic Size
(4) History of the Enterprise
(5) Manapement Philcsophy
6) Desire for Independence
7) Availability of Managers
8) Control Techniaues
9) Decentralized Performance
0) Business Dynamics (in character of the
organization)
1) Environmental Influences
This range only suggests the complexity of the decision to
place authority on a centralized or decentralized basis,
Logisties system planning cannot escape these factors.
Responsibility commonly follows authority. The
acceptance of ascigned duties, including delegated authority,
creates an obligation for performance., Responsibility was
seen by Haimann and Scott as "the obligation of a subordinate
to perform tlhe duty required by or carry out the authority

granted by his superior."23

The issue in structuring an
organization seems to center around the essence of responsie-
bility, how it flows, who remains responsible, and where in
the organization is it placed. Responsibility implies the
acceptance of duties or performance of tasks. Ulogistics man-

agement has the same requirement to insure clear definition

of duties and understanding about obligations to the cystem,

ZzHaro]d K ontz and Cyril O'Dornell, Princinles of
Manapement (New York, N.Y.: McCraw-Hill Book Co., 1904),
p. 51

23Thco Haimann and William G. Scott, Management in
the Modern Orpanization (Boston: Houghton Mifilin Co., 1970),

p.‘ 2020
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service component, or DOD officials. Historical evidence has
long supported the proposition that authority and responsie
bility should b2 commensurate. Logistics systems plarning
decisions should clearly distinguish these matters,
Accountability implies control and accuracy. It
usually means in the defense arena--"to k2ep accurate and

adequate records and to safeguard public propei'ty."z4

Logise
tics systems inherently must contribute the desree of accounte-
ability necessary to assure authority and responsibilities
assigned can be efficiently and effectively exercised. Unless
organizational structures are designed to clarify these
issues, the bet.avior of personnel and the processes utilized

to manage may fail. Accordingly the criterion iss Estab-

lishes clear authority, responsibility, and accountability.

Facilitates special management.--3eyond the struce

tural characteristics already presented was the evolutionary
nature of defense management., Newer, more complex defense
programs and problems have produced special purpose organiza-
tions und systems. Particularly unique was the need for
logistics systems planning to include the considerations
shaped by defense research, weapons acquisition, and foreign
military contingencies. This requirement was best illuse
trated by the wide use of program or project management in
defense areas,

“"The structuring of the organization therefcre

becomes a more active, continuing part of the managerial

Zalbi.d_L' Do 203,
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process than ever before."25 Lopgistics systems planning cane-
not escape this very special environment. Would the logistics
system subcermponents interface, be superimposed, or even
redesigned because of and as a result of project management's
impact?

Primary structura®l apprczach here requires organiza-
tion:'l1 modifications, ¢amphasizing the integrative aspects,
and requires the development of effective horizontal and diag-

onal informationedecision networks.26

Logistics systems plan-
ning and related system change decisions must facilitate the
newer approach to organization. Resources may be additive or
dispersed from the parent or older units, but their impact
was seen as a significant factor for logistics systems deci-
sion makers to consider. Systems changes were believed

called upon to facilitate these special management nceds that

were widely accepted and used in military logistics. The

criterion ist Facilitates special management.

The Behavior Group

Next it was necessary to address managerial decision
criteria with respect to organization behavior. Selccted mane
agemer.c contributors listed in Figure 2 were used to develop

these criteria. The list was not meant to be all inclusivej

- i

&

23Alan T. Goldstein, "Project Management” (unpublished
paper, Air Force Institute of Technolopy, Wripht-Patterson
Air Force Base, Ohio, undated), p. 4.

26Fromont E. Kast and James E. Rosenzweip, Orraniza-
tion and Manseenent (New York, NeY.t McGraw=-Hill Book Cos,

197(.D. P 19)-
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however, it included some of the major contributors felt to

be most applicable to the DO" and separate military services.

Incorporates aopropriate leadership style.--The first

of these characteristics to be discussed was "Leadership

Style.” 1In Orpanization Theory and Policv: ©Notes for Anal-

ysis by Learnasd and Spioat, leadership style in organizations
was identified as scmewhat of a continuum ranging from direce
tive to participative to laissez-faire. The scope of this
discussion did not inciude the laissez-faire style since its
impact was less relevaat in the DOD. Whether or not a direc-
tive or participative style is chosen, organization behavior
will be influenced in some manner. It is probably safe to
say that the lcadership style adooted will seldom be pure,
but a point orn the continuum either pro-directive or pro-
participative. Since any pro;osed logistics system change
will either become .a part of an existing organization or will
comprise a new organization, it is important to analyze the
proposed change in view of the advantages which can be
achieved from the diffcrent leadership styles. It is not our
position to defend or refute either of the styles mentioned,
but it is our intent to remind the analyst of the proposed
change that orpanization behavior will be affected by the
type leadership incorporated.
The style must necessarily be adapted to the situae-

tion at hand.

There is a technique for handling men. It includes the

techninue of order siving o+ ¢ o o It includes other
aspects of the leadership relations between the super-
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visor and the supervised.27
The Principlie of Participation should be applied when-
ever possible, Direct orders should not be given_when
it is possible to get results through suggestion.

This is nothing more than the application of partici-
pative management whenever possible to achieve the desired
goals,

It is also important to view the proposed change with
requirements for trecining or retraining in human relations
skills. Human relations research=rs are agreed that effect-
ing a change from one leadership style to another--as from an
authoritative to a more participative type~-is one of the
most difficult changes an executive can be asked to make.z‘
In view of the principle of resource limitation, required
training or retraining must be considered and the time and

cost of human resources taken into account.,

Formal and informal oreanizations snpecifically _iden-

fied oend utilized for imnoved onerations.--For purposes of

illustration, a formal organi~ation is normally depicted in
some form of a diagram or organization chart. This chart is
then supported by an organization manual if required. As
pointed ont by Harold Stieglitz of the National Industrial

Conference Board,

27Ra1ph Curriocr Davis, The Fundamentals of Ton Mane-
apement (New York:s Harper and Row, Publishers. 1951), p. 717,

28

29Edmond P. Learned and Audrey T. Sproat, Orranization
Theory and Policy (llomewecod, I11et Richard De Irwin, IncC.,

Ibid.

1966' Do 65-
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The organization chart of most companies showse-indeed
is designed to show--just twe thingss

1. Division of work into components. These come
ponents may be divisions or departments or they may be
individuals. Boxes on the ccnventional chart represent
these units ¢f work.

2. Who is (suprosed to be) whose boss=-the solid
lines on the chart show this superior-subordinate
relationship with its implied flow of delegated respone-
sibility, authority and attendant accountability.30

He also notes that all charts have one thing in common; they

do not show how the crganization works, How it works is fre-

quently called the “"informal organization®” and in many cases

is the organization which is of greater importance to the

4

N

managz=r. It, however, is filled with many elements, some

even intanegible, which are impossible to chart; yet they

Sdiihieioion

exist and must be understood and utilized to make the best

o o

use of resources., Such clements as degree of responsibility

and authority, status, communication and interpersonal

relationships must be considered. When considering a pro-

posed lopistics system change, the analyst should look at the
organization from an informal and a formal point of view. In

this respect, he must know what each can contribute to the

effectiveness of the organization and the efficient utiliza-
tion of resources.

This is further emphasized by the fuct that people
tend to group together for security, recognition, and social
benefits,

Groups may exercise far stronpger control over their meme
bers than doecs manapcment. Since management can achieve

30 . p— S ]
Keith Davis and William G, Scott, Human Pelations
and Orpanizational Brenavier:  Readinns and Conments (New

Yorks Mcuraw=Hill Book Coupany, 190Y), pe 170,
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its ends only throurh working with people, it must also
work through nroups.31

People seek membership in existing groups and form
new greups for a wide variety of reasons. But at the
bottom. there always seems to be a search for satisfac-
tions that are not provided directly by the job or by
the supervi§gr--satisfactions such as companionship and
protection.

Informal grouns have a life of their owns they have
customary ways ol dcing things and of looking at things;
they have their own leaders and a minutely defined status
of hierarchy. These are the stable, enduring components
of group life. 1In other words, informal organization is
a real%ry that management can ignore only at its own
peril. 3

Admittedly, these informal organizations may be very
difficulc for the analyst of a proposed logistic system change
to identify; however, every effort must be made to look at .
and evaluate the whole organization.

Therefore, it is necessary to apply some criterion to
the analysis of a propor.d logistics system change with
respect to formai and informal organjzation--that is, informal
and formal orpanizations specifically identified and utilized

to improve operations.

Achicves snund and fair labor relations.--Another
characteristic upon which managerial criteria are based per-
tains to the Social Environment. There are many organiza-
tions which can influence a logistics system to include:
othcr government agencies, suppliers, customers, community

groups, labor unions and nationality, regionality, and

31Georne Strause and Leonard R. Sayles, Personnel:
The Human Problems of Manapemeat (Enplewood Cliffs, NeJ.s
Prentice‘Hﬂllg lnc.. ]ij)g Pe 700

32yp5d., p. 88.
33

Ibid,
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cultural groupings. Within the social environment category
labor unions and cultural relations will be used to develop
managerial decision criteria. This is not to say that the
other social organizations should be ignorcd; rather, it is
in an attempt to address two of the common organizations fre-
quently encountered in the DOD world-wide logistics system.
Labor unions have experienced a slow start in DOD
due primarily to the limitations the government has stipue-
lated with regards to the right to strike. The unions have,
however, made considerable advances in achieving improved
employece working conditions and have served to give the
employee a voice with management. In view of these facts,
organized labor, and thus labor relations, has become an area
where the logistics manager must focus increasing attention.
Althoupgh it is difficult to find rcferences on labor
relations which address the unique application to the mili-
tary environment, some analogies can be drawn from writings
on the subject in the civil community. It is a commonly
accepted view that if the poals of the employee and labor are
similar to the goals of manapement and the organization, then
goal achievement is likely. This is brousght out in Rensis
Likert's Principle of Supportive Relationshirs which sayss
The leadership and other processes of the orpanization
must be such as to ensure a amaxilwum probability that in
all interactions and in all reclationships within the
organization, cach member, in the 1ight of his back-
ground, valuns, decires, and expectations, will view the

experience as supportive and one which builds and main-
tains his sense of personal worth oand importance.34

34 . "
- Re Likert, New_ Patterns of Manaeeront (New York:

McGraw=-Hill Boox Company, 1961), p. 103,
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R. C. Davis in The Fundamentals of Top Manapcment

refers to a continuous identificaticn of interests in his dis=
cussion of union manasement relations and sayss "an identie-
fication of personal objectives with organizational cervice
objectives is a necessary part of the process of integrating
interests.” Continuous identification is the development and
maintenance of "focal points” for common interests which

serve to provide for a maximum of common interests between
service objectives and personal objectives,

With these views in mind, and realizing the limited
bargaining power afforded the union due to govermment restric-
tions, it is important for the analyst to be aware of the
conditions which can provide good labor relations in any pro-
posed logistics system change. This is not to say that good
labor relaticns must be achieved at any expense; however,
good relations would tend to reduce grievances, sick leaves,
work slow downs, and the effects of these practices on any
organization. The effect of good relations would serve to 2
support. the best use of manpower and thus support the prin-
ciple of limited resources. The managerial decision cri-
terion applied by the analyst when considering a proposed
logistics system change should then be: Achieves sound and

fair labor relations.

Maintains or achieves compatibility within the Cul=-

tural Environment,.,=-«The second arca within the social envi-

ronment to be discussed is that of Cultural Relations. This

particular element, or orpanization, within an orpanization
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was selected since it is an area likely to be overlooked, yet
an area which -can be very problem provoking in a system as
world-wide as DOD logistics.
Repardless of their inherited talents at the time of
birth, pecople are conditioned by the culture in which
they live as they gpradually mature. Because of the cule
tural conditioning of people, orpanizations in different
nations and cr'ltural areas are required to adapt some-
what to these differences in order to secure cooperation
and motivation. The organization's mission is to maintain
its technical efficiency while still meeting the differ-
ent cultural needs of its participants.-?

At first glance, the problem may seem to be none
existent or trivial at best; however, it is real and can
create serious and critical problems if neglected. Can you
visualize the problems associated with a new logistics sys-
tem implementation in a foreign nation which is a continuous
operation witin no consideration being given to the two=-hour
noon break taken by all indigenous labor who will operate the
system?

With the DOD logistic system operating throughout
Asia, Europe, the Mid and Far East, and the differences in
religion, beliefs, customs, and practices--and even the
regional differences found in CONUS--it is important for the
proposed logistics system change to be viewed with these cul-
tural aspects in mird. We do not propose, in most instances,
the necessity for specific desipgn fabrication for each differ-
ent location; rather, it would be more feasible to design

flexibility into the system arnd make known the modifications

necessary for different world-wide points of implementation.

35Koith Davis and William G. Scott, Huran Relations

and_Orpanizational lichavior: Readines and Comnonts (New Yorks

McGraw=1i11l Book Coupany, 1909), p. 228,
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The use of local indigenous labor has proven economical and
in the best interecst of the conservation of one 2f our most
precious limited resources, our manpover. Therefore, a
managerial decision criterion to be used by the a2nalyst when
considering a proposed logistics system change iss Maintains

or achieves compatibility within the cultural environment,

Incorporates the applicable and feasible organiza-

tion behavior model.--Organization behavior is a reflection

of human behavior and how the human resources collectively
perceive and react to the orgsnization.

Organizational effectiveness with employees is a cone
tinuing task for all organizations, regardless of their
type, cultural environment, or size, Human effective-
ness is also desirable to help the organrization achieve
technical and economiec efficiency vhich will serve
customer and general social needs,

Keith Davis in his book Human Reiations at Vork: The Dvnamics

of Orpaniznational Behavior presents four organizational

behavior models: (a) Autocratic, (b) Custodial, (c) Support-
ive, and (d) Collegial. The models are best understood by

referring to Figure 3 extracted from his book.37

The applica-
bility of these models when analyzing a proposed logistics
system change lies in the return to be gained in human
resource effectiveness and efficiency depending on which

model is incorporated in a proposed chanpgce. It is impossible

to say which model is best because each has its advantages

36

37Keith Davis, Human Boiations at Work:s The Dvnamics
of Orpanizatinnal B-havior (New York: MeGraw-Hill Book Come-

Ibido, Do 290

pany, 1%07), p. 480,
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and disadvantages, its applicability or non-applicability.
It is also more likely to find a proposed logistics system
which would function better by incorporating a combination or
blend of two or more of the models. Thefefore. the proposed
change must be viewed as to what type or types of organization
are necded,

One further aspect of the analysis lies in the area
of compatibility of the desired mndel for a proposed system
change with the organization model already in existence. In
other words, will the desired model interface with the current
operational system, and if not, can the current system be
altered and is this a feasible approach? These are auestion~
the analyst must ask when considerine a proposed logistics
system change to assure that the best use of our limited human
resources are realized by the selection of the most applicable
and feasible organization behavior model. The managerial
decision criterion pertaining to Organization Behavior iss

Incorporates the applicable and feasible organization behavior

model.

Incor—araces metivoting and satisfving techniques

vwhere anplicable »nd feasible.~-Addressing orpanization from

the individual's goals, we now consider motivation and job
satisfaction of ‘:the individual as influences on the success
of an organization. As a dcparture point we submit that a
motivated and satisfied employee is more productive than one
who is not. The major arpguments which develop in this area

ares '.at Motivates?, What Satisfies? It is easy to quote

Gl et o cﬁﬂ
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authors vhose contention is that job specialiration, repe-
titiveness, and the lack of individuality creates on~the-job
boredom and, thercfore, dissatisfaction on the part of
employees, thus lowerinz the effectiveness and efficiency of
an organization.

Management pavs a price for the work simpnlification,
routinization, and ease of supervision inherent in
mass-production work. The cost is larpely in terms of
apathy and boredcm as positive satisfactions are engi-
neerved out of jobs. « . . It is hardly surprising that
there is frequently little pride in work or identifica-
tion with the job. . . . lackins satisfaction and iden-
tification, they also can decvelop a variety of aggres-
sive and hostile patterns.38

Others contend that specialization and repetitive-

ness is what the employee perceives and not what the observer
would perceive. This point would be difficult to refute;
however, the real challenge would appear to be in developing

satisfyine and motivating jobs where this is possible. Where

impossible, onc answer to the problem of job dissatisfaction

A

would be a sincere effort in vocaticnal counseling, scientific
personnzsl selection and placement, and personnel development.

Rensis Likert's principle of supportive relationships would

By N TICVIS I W

find wide application here. The change must be analyzed with
the man and his environment and expectations clearly in view.
Motivating and satisfyinp techniques for the individual can
provide rewards in efficiency and eftfecctiveness that cannot
be achieved otherwise., Many times it is casier to chanpge the

89

job than to chanpge the person. The logistics system analyst

-
s CIEEREFS S e

38 .
. Georee Strauss and Leonard R. Sayles, Personncl:

The Human Problems of Monasement (Enolewood Cliffis, NeJot
Pr(fntiC(‘-Hall, l“(','o’ 1()72)' Mo J7o

39

Ibid., p. 344,
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must at least consider these factors and be knowledgeable of

NS bt s rcd ke e e DT SR Y

the pains possible in effectiveness and efficiency when deal-

ing with our limited human resources. A criterion which sup-

MEE By Sy

ports Motivation and Job Satisfaction is: Incorporates

il 0 B sl Lt i R S s s s e it bt e

motivating and job satisfyinp techniques where applicaile and

. feasibile.

The Process Greoup

The managerial decision criteria already developed

have stressed the organizing and leading dimensions of manage-

O DR e et

ment. Those management characteristics that actuate or cone
trol organizations are addressed here as the process group.,

A process was seen as “a series of actions that lead

TSRS

to the accompiishment of objectives.“4o In logistics system
y

: 4
planning two subgroups of processes seem necessary, ! The

first group considered was the selected managerial processes:
(1) communicatirg, (2) controlling, and (3) decision-making.
The second group presented the logistics functious which were
the inherent processes the LOGPLAN encompasses., These proc-
esses underlie and shapge both the structure and behavior of
DOD logistics systems., Griteria statements relative to both

common managerisl and lopistics processes served to complete

the framework for the application of the resource limitation

“O4i11iam H. Newman, Charles E. Sumner, and L. Kirby
Warren, The Proress of Manapement (Enplewood Cliffs, N.J.:
\ Prentice-Hall, Inc., 1972), p. 11.
41

Edmund P, Learned and Audrey T. Sproat, Orpaniza=

tion Theorv and Policv (Homewood, 111.: Richard D, lrwin,

InCo. ]966). P 7(.)-
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limitation principle. Each process criterion and its ration-

ale follows.,

b et a i iba i o b gl it o Lo St |

Achieves the nocessary communicating activity.--Both

the form and the means of communicating were seen as the
essential clements faced in legistics systems management.
A necessary comrunicating activity nceded to be explicitly
established prior to decisions on systems design., However,
communicating was considered only a lubricant in any logistics
system to foster smooth operations and results, not an end.42
An infinite range of communicating activity seems to
result from the social and technological nature of the logis-
tiecs community. In this study communicating has been narrowed
to its impact on resources. The threefold nature of this cri=-

terion included:

1. The personal and group channels for communicating
activity=--like formal-informal, vertical-horizontal,
and line=staff characteristics.,

i 2. he technical communication network so basic to
logistics management.

3. The special information feedback and control char-
acteristics commonly emphasized in logistics systems.,

These communicating dimensions consumed resources and demanded

careful consideration whenever logistics system planning was

encountered, William G, Scott has suggested questions that

point towvard the resource implications of communicating activ=

4
ities. These Were:'3

4zGcorge Re Terry, Principles of Mapapement (Homewood,

I11.+ Richard D, Irwin, Inc., 19Y58), p. a/3,

43N'111'1am G. Scott, "Organization Theory: An Overview
ard an Appraisal,” The Journnl of the Acodemy of Mapnapement,
April 1961, cited by Learncd and Sproat, Copanizaticn Iheorvy
and Policv, p. 82,




45

1. How are communication centers connected and how
are they raintained?

2. what is the structure of the feedback system?

3. Vthat information is stored in the organization
and at what points?

4, liow accessible is this information to decision-
makinz centers?

5. How consciaus is the organization of the operation
of its own parts?

Logistics syitems plannirg fully entailed answering
these questions and equating the answers to resources and
logistics systems outputs.

Logistics systems have become dependent on communica-
ticns networks. Computers, tilecommunications, and people
have been the central operating nodes of these retworks,
with software forminy the bond that results in the DOD logis~
tics managiment information systems. Such networks consume
resourccs dircctly dependent on their capability and require-
ment tos (1) Collect/Record Data, (2) Store Data, (3) Process
Data, (4) PRetrieve Data, and (5) Transmit Data.aa Logistics
systems planning was seen as predominantly addressing the
network nodes, their interface, and standardized forms. Costs
incurred depend on the use of data and need-orientation
placed on the systems. No comm&nicarinq activity was believed
a truly free conmmoriity,

Clearly communicnting activity would vary with each
system chanpe. However, a prevailing nature of communications

was observed. It scems effective communicatine activity tends

/,
44Departmont of Defense, ASD (1&L), LOGPLAN Profile

(unpublished DOD Draft, Washinpgton, D.Cey Junc 19/1), p. bLed,
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to intepratce processes, logistics functions, organizational
levels, and cement ties between decentralized organizations.45
Essential to any integrating characteristic of communicating
was the feedback element., Does the communicating activity
provide an information feedback system that measures change
in output to input and allows excrcise of controls? Logistics
systems have c¢stablished this managerial process goals per=
formance measurement.

The necessary communicating activity always remains
in the end a judgemental decision by managers. The criteria
state.aent could only serve to explicitly stress the resources
needed to achieve the communicating activity essential to
support other managerial and logistics processes. The cri-

terion iss Achieves the necessary communicating activity.

Assures adequate_centrolling.=-Coutrolling has many

connotationss to curb or restrain, to dircct or command, and
to check or verify have been thrce common meanings. Control- '
ling could be scen as directing resource allocation as well
as restraining the use of resources. Logistics system changes
could not escapc this process and may have resulted from con-
trolling itself.

Budgetary, planning, programming, quality control,
and management all have controlling objectives. Adequate

controlling was used to mean "maintains orpganization activity

within allowable limits as measured from expcctations which

"Joc] E. Ross, Manasemont by Tnforsation System
(anl«wood Cliffs, N.J.1 Prentice-Hall, incCe, 1*/0). pe 244,
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may be implicit or explicit in terms of stated objectives,

plans, procedures, or rules and regulations."46

This manrager-
ial prccess provided the framework to fcrmulate a managerial
decision criterion which asks: Has adequate control been
provided? and at what cost?

All control systems could be generalized vo include
these descriptive elements: (1) a measurable characteristic,
(2) a sensor device, (3) a comparator, and (4) an effector.47
Logistics systems planning and operations were believed feasi-
ble for judgment on each element. A cost-benefit analysis
on these elements would aid the plaming process as well as
the derision process. In all cases zan appropriate balance
bewvween resources utilized to control and the bencfits of
control would be an application of tne resource limitation
principle.

Central issues that logistics systems planners face
on controlling can be summarized as--what, where, when, who,
and how. Could logistics management accept controlling by the
principle of exception or would all goals, outputs, and in-
puts warrant inclusion in the controlling system component?
Can activity beyond the means of quantity, quality, time
used, or costs be controlled? These issues warranted resolu-
tion if a logistics systems controlling phase was to be

Judged adequate or inadequate. The interrelatedness of com-

nmunicating and decision-making processes further complicated

46Fremont E. Kast anl James E. Rosenzweip, Orpaniza=-
tion _and Manapement (New York: MeGraw-Hill Book Company,

1970)’ Pe 4080
47

Ibid., p. 470.
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the controlling activity before planners and decision-makers.
For the basic purpose here, the criterion iss Assures ade-

quate controlling.

Allows multiple decision-making points.--Decisione

making was observed to comionly address the process of decide
ing, settling, or resclving management issues. The communicate
ing and controlling processes primarily have been structured
for the present to serve decision-making. Decision-making in
logistics system management was considered no exception to

this view,

Inherently, the logistics systems policy council (LSPC)
was established to make decisions. This group would center on
strategy matters in the area of organization and logistics sys-
tems, Few computational techniques. could be applied here.
Problem solving in these almost institutional and organization
subsystems involves what might be called "mediation and compro-

mise."48

Political, military, and philoscphical considerations
always have been present. Behavioral aspects of the partici-
pants further complicated the decisionemaking process.,

A broad open-system framecwork seems most appropriate
for the decision-making process nceded for DOD logicstics sys-
tems management. A coalition of opinions, votes, and parti-
cipants' interests seems to be the decision process édopted

today.49

481h1d., p. 403,

Q ’ . .
4'Department of Defense, ASD (I&L), DOD lopistics
Systems Planning (Washington, D.C.t+ Government Printing

Office, 1970),
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Multiple decision-making points seem essential to
operating large, complex systems. This criterion was adopted
since "it is impossible to mold all the factors which manage-
ment must consider into an explicit, well-defined model which
can be quantified and so]ved.”so Logistics systems planning
in DOD simply was concluded to be too complex and its scope
so large that many decisicon points and authority levels were
needed.

An open system of decision-makinz emphasized “finding
satisfactory rather than optimal solutions” (systems plans)
and at various levels or horizontal groupings within the

logistics community.Sl

Surely a pluralism of personal bias,
hopes, and abilities would impact the logistics systems plan.
The multiple point concept strengthens the check and balance
principle that groups as decision-makers demonstrate. There=
fore, the resources to be cmployed in logistics decision-
processes warrant evaluation and finally may only be judge-
mental. The issue the criterion brings to logistics systems
planners was--could multiple groups, individuals at various
levels participate in the decisions? System changes could
only be achieved if the decision levels were clearly defined
and respected. Also, the complex and essential interface

between logistics, tactics, and strategy in military science

seenmingly support the multiple decision-making criterion.

50
51

Kast and Rosenzwecig, p. 404,

Ibi()_._' Pe 4070
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Functional Processes

Logistics systems planning particularly centers on
the logistics processes such as requirements determination,
procurement, and distribuction. These elements of logistics
management were considered the basic proceszes inherently to
be shaped by the LOGPLAN.. All logistics systems planning
decisions were believed to entail these processes. So, cri-
teria statements to puide their decision environment, and
specifically the necessary resource allocation required, made

these functional processes an important part of the managerial

decision criteria interests in the study.

Maintains visble requirements entrv noints into the

system.=-Requirements mean tiie logistics outputs needed to
support sustaired combat operations and readirness postures
required by broad national policy. Logistics system planning
must consider the multi-entry characteristic necded to allow
the many combat units, service component offices, and joint
service agencies and the project management environment to
enter their lcgistics support needs into the lopistics system,
What resource is nceded to achicve or maintain the flow of
materiel and personnel requirements information in a logis-
tics system? The influence of planning levels in defense,
the endless range of items, and the many situaticns that com-
bat may dictate all supported the consideration of these
decision factors., H. E. Eccles called them the requirements

and capabilities planning factor procoss.52

SZHenry E. Eccles, loristics in _the Notional Defense
(Harrisburg, Penna.: The Stockpole Company, 1909), pe 67
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Allows for sound procurement nractices,--Procurement

connotes two meanings: (1) the acquisition process for
weapons buys, and (2) the procurement of secondary items and
general material support needs. Logistics system planning
scope was limited here to the latter procurement purpose.
Weapons acquisition was excluded since it represents fairly
large, separately managed procurement process outside the
direct scope of the LOGPLAN.
Decisions about logistics system design can impact
procurement practices if time, cost, and manpower skills to
perform trade-off-analysis, like use of Economic Order Quan-
tities (EOQ), have been inadequately considered. Does the
system change minimize the costs of procurement? Sound pro-
curement practices will insure:
« s o« the plannins for and control of the nre-purchasins
functions of developing new sources of supply, maintain-
ing appropriate relationships with existins sources, and
reocuesting bids or prices. It includes the purchasing
functions of buyiae in terms of quality, quantity, price,
source, and time, as well as analyses and decisions
repar: 1 those criteria. It includes the post-purchasin:
functions of follow=-up, expediting, and recording, and
reporting data.--

Logistics system planninp and design chanpges were considered

dependent upon meeting the procurcment mechanism to achieve

this functional process. Their resource implications were

believed significant,

Supports desired discribution nirocesses.==Distribution

encompasses those sub-processes (supply, transportation, and

”

5jGraham W, Rider and Lonnie 1., Ostrom, "A Military
Lopistics Concept Applied” (unpublished and undated paper,
School of Systems and Lopisties, Air iForce Institute of Tech-
nolopy, Wright-latterson AFB, Ohio), n. 15,
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maintenance) necessary in making a loristics need known and
in moving the material or service from source to use. Llogis-
tics system plannine cannot escape this multi-functional
processs it is the mo~t pervasive logistic area. Distribu-
tion includes the backward flow of material returns and
excess utilization. Distribution is a closed-loop process
which requires responsive system characteristics.,

The characteristics of supply, transportation, and

maintenance are well demonstrated in the following defini-

tive statemcntsssa

Supply. 1t includes the tasks cf: warehousing--the
assembly, storage, and distribution of geoods, both
outgoinz and incomingz; invenrtory controle-the planning
for and control of the mapnitude and costs of stocks,
sometimes called stores, of incomins and outpoing poods;
order processing--the activities imolved in receiving
an order from a customer ani servic.ne it; disposale-
the disposal of excess and surplus poods throurh
destruction, salvase, redistriburion,; or sale to cther
povernnent. agencies or private concerns; servicese--the
administration of housing, messing, clothing, and
equippine of personnel,

Transportaticon. Manasement of the transportation of
inconine and outpoing gnods includinz the movement of
poods on both orpanizationally owned and purchased
(carrier) equipment. It includes the planning for and
control of movement and service; cost; schedulej records;
and price.

Maint~rance. The servicinp, repairins, modifying, or
alterine ol poods. It includes preventive maintenance
actiens and inspections. Maintenance also involves the
rehabilitating aspects of salvape or reclamation of
goods.,

Lopistics system planuing decisions rightfully must
consider these subeprocesses and assure adequate information
and manpower resources tn achieve their purpose. Distribution

tasks also well demonstrated the mixed and dependent interface

SalhiqL. p. 16.
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between the logistics functions and their sub-processes and
tasks. All system alternatives were seen as a mix of these
very varied characteristics and the decision criteria an ex-
pression that purposeful study of the underlying elements was

essential.,

filitary logistics Contribution

===

Manapgement concepts, military science, and logistics
today are interrslated. The managing envirenment of military
logistics demands the fullest understanding and utilization
of management literature. It is here where management and
organizational thought are applied to pguide logistics systems
planning. |

Henry E. FEccles described the livkapge between manage-
ment literature and logistics from the perspective of mili-
tary command some years apo ast

Logistics can well be called military economics, and
yet logistics and economics are not synonymous. Logise-
tics uses many of the principles of management and yet
management and logistics are not synonvmous. The rela-
tion between lopistics, manapement, and command can be
expressed in a sinple sentence, Logistics is a function
of command, vhereas management is one of the tools uscd
by command to perform its logistics function. Thus,
lopistics is not wholly economics, nor is it wholly man-
agement as these subjects are understood in the academic
and business worlds. Instead, logsistics blends both of
these subjects with special elements of military command,
military decision, military criteria, and military value.
In this blend very special problems arise from political
factors, from the nehg for an authoritarian approach,
and from sheer size.5

As suppested by Eccles' observation, the manaperial decision

criteria developed in this study was seen as the product of

——

55Henry F. Eeccles, Military Concepnts_and Philosophy

(New Brunswick, N.J.: Rutpers University bPress, 1905), p. 70.
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management authorities over the years and the lessons learned
in military logistics. Sound military logistics has become
increasingly dependent on manapecment concepts due to its size
and complexity. Military logistics has become a sp~.ialized
kind of business aqministration. The customary practices of
the past have emerped into “systemized,” "standardized,” and
*integrated” logistics organization fully linked to and
dependent upon the technology and modern systems management
theories of today.

These views shaped the managerial decision criteria
model constructed in this study. Defense managenent and its
concepts of effectiveness and efficiency have been the primary
military logistics impact on the application model used in
Chapter IV, Both concepts have been used to guide the appli-
cation of the "Resource Limitation” principle in the study.
Their use was assumed essentia’ for the managerial decision

criteria to be applied in the aacision process. Efficiency

and effectiveness concepts provided the basis for judging )

(both quantitative and qualitative) logistics systems matters.
Two principles of logistics proposed by James A.

Huston serve to demonstrate the prapmatic purposes that under-

lie the concepts of effectiveness arnd efficiency in logistics

management, These were:r (1) "the first with the most,” and

(2) "economy."56

The former principle suppested an effectiveness meane

ing--"to deliver adequcte potential or actual firc power or

56Jamos A. Huston, The Sinews of Wars Army losistics
1775-1953 (Washinpston, D.Cot Ottice ot the Chicl of Military

History, United States Army, 1966), p. 655,
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shock to the critical places at the critical times for
achicevement of tactical and strategic objcctives.“57

Economy was used to indicate cost centered judgements
about logistics means. Huston illustrated the economy prin-
ciple by relating "primary requirements (those needed for
direct support of tactical units) and secondary requirements
(those necessary for support of the means used to meet the

%8  The most effi-

primary requirerent) on a partial basis.”
cient logistics decision was, other things being equal, the
one in which the ratio of secondary to primary requirements
was the lowest:, This approach clearly related input to out-
put on a cost or logistics consumpticn basis to fire power
sustained,

Eifectiveness and efficiency have served as the deci-
sion junctures--~being two separatc but reclated components of
a military logistics judgement. Additionally, trese judge-
ments were usually made about common logistics variables like

(1) men, (2) material, (3) money, and (4) time,>? Logistics

system planning was believed facilitated by building managerial

decision criteria which could be applied through effectivencss
and efficiency concepts and common logistics variables. In
Chapter IV this framework will be fully decmonstrated.

Robert N. Anthony'’s definitions have been selected to

serve as the effectiveness and efficiency concepts employed

57
58

59Henry E. Eccles, Lopistics in the National Defensc

Ibid °

Ibid., p. 658,

(Harrisburp, Penna.s Stockpole Company, 1959), p. 41,
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in the study. These are:
Effectiveness-="How well the manager does his job, the

extent to which he produces the intended or expected
result.,”

Efficiency--the amount cf output per unit of input,
(Costs adopted as the unit in this study.)

Clearly, these definitions stressed inputs and outputs,
facilitated use of costs as an efficiency wcasure and allowed
some contribution to some organizational goal to be considered
effectiveness., The managerial decision model constructed
included these concepts as measurements of the more conven-
tional logistics systems variables (men, material, money,
and time). The criteria provided the framework fer decision-

making. Together these fundamental elements formed a basis

for a managerial decision matrix as shown in Figure 4.

.

60Robert N. Anthony, Manarerial Accounting Principles

(Homewood, I11.: Richard D. Irwin, Inc., 1970), p. 323.
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STRUCTURAL_GROUP

1. Maintains only essential
3 organizaticnal differentiation

: 2. Achieves adequate organizational
integration ’

3. Clear authority, responsibility,
and accountability results

i : 4. Facilitates special management
|BEHAVIORAL GROQUP
1. Applicable management style adopted

2. Formal and informal organization
considerations

3 3, Achieves sounu laber relation
practices

4, Maintains compatibility in cultural
environment

5. Incorporates the applicable and
feasible organizational behavior
model

6. Achieves means of motivation and of . '
sacisfaction

| PROCESS GROUP
1 Administrative Subsroup

1. Achieves the necessary communicating
activity

2. Assures adequate controlling

3. Allows multiple decision-~making
points

functional Suhgsroup

E | . 4, Maintains viable requirements entry

s points into the system

5. Allows for sound procurement
practices

6. Supports desired distribution process

Fipg. 4.-=Manapgerial Decision Matrix
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CHAPTER 1V
APPLICATION AND ANALYSIS

Introduction

In this chapter the managerial decision criteria have
been applied, analyzed, and appraised as to their suitability.
The chapter includes: (1) a discussion of application tech-
niques ad pted, (2) demenstration of the managerial decision
criteria applied to selected task group studies, and (3)
related analysis. Here the critzria were validated in the

context of the LOGPLAN process.

The Application Approach

A shortcoming of the LOGFLAN was the lack of mana-
gerial decision criteria which task groups, service compo-
nents, and the LSFC could apply to facilitate the recommend-
ation of, or selection of, an alternative. The criteria
against which such aiternatives would be measured must be
broad based and apply to current and projeccted LOGPLAN
changes or studies. A rigorous appraisal of the criteria
developed in Chapter III was needed to determine if they

could meet this need,
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The approach adopted was to compare zlternative
courses of action againsi the managerial decision crireria
for purposes of selecting a recommended action--making a
decision! Generally apparent from the task group reports was
the underlying principle that the acid test of any alterna-
tive'’s value rested on whether or not it fulfilled the task
group's charter. The managerial decision criteria was
believed te help select the alternatives to meet this test,
but there was envisioned cases where the task group charter
(goals) may not bte substantiated by the managerial decision
criteria. The criteria in thase cases might demonstrate that
the LSPC's objectives, goals, and task group charters warrant
charnge. This iscsue was beyond the scope of the thcsis, but
is a basic and important issue in DOD logistics systems mane-
agement. The application techniquevused was a matrix-profile,
constructed to analyze the application of the managerial
decision criteria to the selected task group reports.

The criteria were listed in a tabular form, and a
symbol indicating the thesis team's evaluation of now the
criteria were considered tor efficient use of the critiecal
resources of men, money, materiel, and time was made. If the
task group survey indicated that the particular managerial
decision criterion was considered in the formulation of
recommended alternatives, a plus sign (+) was placed at the
intersection of the criterion and the resnurce. If it could
not be determined whether the applicable criterion was con-
sidered, a zero (0) was placed in the intersection. In cases

where the task group discussion indicated an inconsistency or
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violation of the criterion, a minus sign (-) was placed in
the appropriate square of the matrix. If the criterion was
not discussed, and was clearly not applicable in the task
group study being surveyed, an asterisk (*) was the symbol
awarded. This process was repeated for all combinations of
task proup reports and managerial decision criteria. From
the resulting matrix it was possible to determine if the task
groups were considering those criteria which have been detér-
mined co be of paramount importance by management authorities
in their literature.

The management decision criteria was developed to
address both effectiveness and efficiency. Effectiveness has
previously been defined as "How well the manager does his
job--the extent to which he produces the expected or intended

result."l

For effectiveness to be measured accurately, how-
ever, one must first have an accurate measure of the output
of a system. The outputs of the services and components
within DOD do not generally lend themselves to accurate mease-'
urement. There have been several studies made in an effort
to develop definitive output measures applicable to the DOD
environment.* Even those faectors of output familiar to most
DOD managers, such as NORS (Not Operationally Recady=-Supply),
NOPM (Not Operationally Ready-Maintenance), MMH/FH (Mainte-

nance Manhours/Flying Hours), Fill Rate, etc., can be

lRobert N. Anthony, Management Accountine Principles
(Homewood, I11.1 Richard D. lrwin, lnc., 1970), p. 323,

“RAND Keport, R-439-PR, Svstem Analysis and Policy
Planninpgs  Applications in Defense, ed, by k. S. Quade and

W. I. Boucher, June 1Yo8, contcains sowe excellenc discussions
concerning, the character and difficulties of mcasuring etfecte
iveness,
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computed in several d.fferent ways. There is not yet a stande-

ard and accepted method for these common measures DOD-wide,

and commonality in this area may well be worth some intensified

study. It was not the team’s intention to explore this area--
pressing as it may be-«but it was mentioned to illustrate the

difficulty in adequately addressing the subject of effective-

ness by a task group.

Since it is so difficult to measure the impact of
proposed LOGPLAN changes for effectiveness, the proposals can
only be evaluated qu<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>