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ABSTRACT

During the past 30 years, the Venezuelan Air Force has

evolved into a very professional, well trained and highly

educated organization. The Air Force is not only responsible

for the maintenance of sophisticated arms systems, but also

for the maintenance and operation of an efficient peace

force. As a result of the Bolivar's devaluation this year,

the Venezuelan Air Force must now continue to maintain its

high performance standards in the face of budget cuts.

The aim of this thesis is to present an analysis of how

economic measures taken by the government have produced

cutbacks of both professional and technical civilian

personnel in the Venezuelan Air Force. The thesis presents

possible solutions of an institutional nature which would

1llow t:his organization to meet its objectives.

It is first necessary to present an overall understand-

ina o- the Venezuelan's State economic and social situation,

its administration apparatus, administrative reforms and

their interrelationship with the policies, standards and

laws that are necessary for the achievement of those

objectives.
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I. THE PROBLEM

The considerable increase in wealth experienced by the

Venezuelan State at the beginning of 1974 was produced by

the rise in world oil prices and the presence of certain

distorting factors in the world economy. The latter

manifested themselves in the form of strong inflationary

pressures and a shortage of raw materials both of which

left their mark on the socio-economic structure of the

country. This has prompted the National Government to take

certain administrative measures in an effort to counteract

the general tendency, i. e. a progressive rise in bureau-

cratic expenses which in many instances are merely whims of

officials within the organization who hold the power of

decision.

!low then can the magnitude of the new functions and

obliqations assumed by the state be such that it is no

lonqe- simply a matter of its interveninq in economic

Ictivityr in order to create the necessary infrastructure

.or increased private activity, but rather, that it

presently intervenes directly in such productive ventures

Allch as the exploitation and commercialization of petroleum

whiere the, dominante criterion is profitability. [Rof. I]

Thfs, t n state has taken on the form of an "iEnt-erprisel

[{f~dte"



In view of the magnitude of the investmonts of the

government plan in accordance with the VI - in de la Na-

Cion (VI Plan of the Nation) greater efficiency at all

levels of the administration is necessary if proper use

is to be m~de of the nation's resources and strengths

and we are to achieve those objectives which will

provide the greatest economic and social benefits for

the country and the people. [Ref. 2] Thus we can see

that the state's growing capitalism and the growth of

private business represent, in reality is a challenge to

the institutional and administrative systems.

The interval effects of this challenge may prove of

greater risk fot the country's future if we continue to

tolerate unchecked management of the public wealth and

its vast potential. This economic power of the state is

growing amid increasing technical complications within

the administration that require greater skill and

efficiency on the part of the government. [Ref. 3]

It is evident that the effectiveness and authority

of government actions demand the redefinition of the

organization and operation of the central administration

and its autonomos institutions. This is due to the

degeneration of government actions which have resulted

in qreat waste, delays, injustices and facilitated

corrup i,)n.



Consequently the government has achnowledged that

the administration's reform "is a valid action which

will permit the execution of plans for development, he1,

elimination of wasteful employment of efforts and

resources, and inject the public utilities with n(ew

vigor. It would also aide the state's decision-makinq

process nation wide and grant special attention to all

concerned personnel. The last factor would also create

a career in public service certain validity and dignity,

both of which are essential ingredientes for a career in

public administration". [Ref. 4] Of course, such an

important proposal cannot be carried out without admin-

istrative machinery, its personnel and material compo-

nents undergoing certain adjustments and revampinq.

This is why an administrative reform of the government

apparatus has been proposed.

This is no easy task as growth of the apparatus in

all its functions takes on an aggregative rather than

planned character whereby its organisms and dependencies

are not subject to a rational plan of growth and

evaluation. [Ref. 51

Consequently, the need to substantially renovate the

administrative machinery becomes quite evident, especial-

IV, managing public costs. Moreover, as the President

of the Republic has indicated on several occasions, it-

is absolutel- necessary to curb fiscal costs and supor-

fluous expenses.

9



This is in keeping with the fact that in the govern-

ment spending structure, recurrent expenses make up the

greater part of the budget. In 1984 these recurrent

expenses represent 80°% of the budget and as we well know

these expenses are irreversible. That is to say, once a

certain level of expenditures is reached in public

administration it is very difficult to reduce that

level. Rather, it tends to increase because personnel

and service costs, which by their nature become fixed,

make up an important percentage of recurrent expenses.

This indicates an excessive growth in the bureaucra-

cy which, according to the state's investment plans,

must be reduced so that more resources may be directed

towards the improvement of the infrastructure and other

projects which have repercussions on the country's

economic and social development.

Nevertheless, the Venezuelan state's administrative

reforms go back to previous governments. It was throuqh

these that the theoretical guidelines requiring an

understanding of the state and its administrative

apparatus were established. Through the reforms a

definite attempt has been made to construct a public

administration with the administrative capability% -or

development . ha t is, with the abil i ty to mobil i ze,

aI loca to ind combi ne the act ion- necessa ry to arh Lici

the objoecthives of development.

1 ..



Pr( sent lv-, it can be observed thIa t by% t ak ing a

sv rem Iic approach they propose to carry out a ser 1(25-

of re ()rrms whose fundarmental objective woulid be 1-o mal-ke

h ci ~ onan instrument --or develoI(pme-nt-

X~ r: fg ' tids approach, the administration is

nor isla ed romz the -socio-economic sittua tion op) the

(:onnrv which gives it it-s shape and purpose. Rath er,

it is a subsystem of the political, economic and social

"%-stems. By the same token, it can be separated and

studied as an open svstem which is in constant touch

with its environment. [Ref. 61 Let us being by consider-

ig that the Administration - like all systems - repre-

s-ents an orderly and organized multitude o: very closely,,

linked elements.

,he social system makes its own demands forgod

aird services and makes these known to the different-

p01 ifical1 groups. These groups then process and trans-

e (rm t-hese demands, t-hus shaping policies and p1. flu o

action. : o it- is that- the political sv e ives sap

lo f h( demnands and aspirat: ions of t hat so il roup

r(-spons i ble fo designing thie guiideline-s which tHie

icininisrat ive svsten lows and whici also(- govern i

I i~(>P< )h'i( 52 hatr :e re dea-l i noci w th) a ('()n(.(q)t

rl'' opol Lti(aliv orc~arcis ifi ede

or~iee d ici v'\. its- oh >'e iV's



- a w: \um tin i tratLi ve Ca reer

- he Public Fin tioniary Sf tatute

Ruidle of Personnel Administration for civil emplovees- of
the Defe(_nse' M'inistry

-Pa rt- ii rulei on sy;st ems of class i ica tion charges!: and
reomunera t ion. (Decree 1276, 4-1 7-73)

- .orkinig Law

..ach one of these documents has a particular incidence

within the management of civil personnel of the Force and

fhey can be surrmtarized like this:

9. LAN oF- ADMINISTRATIVE CAREER

It. contains the- rights and obligations of public

fo nct lonaries in relation to the National Public Administra~-

ion, e~stablishinq the required normativity todevelop a

sv emoff personnel administ-ration with a technical strtuttre,

and in basis-D of individual aittributes, making evident the

iLtnti on to(- a-void discriminations of political, social,

rol icions in otheor character.

C . iLP P1:i,( I M Ft l OCNARY STAT'TE

F- conteont r-o: ers to- f-he introduct ion of7 aiyse oi:

pers onnel tdmiinist ra tion based on merit and ronat (qte(nCet- I nd

he a- is igo the Admnistrative Ca reer.

1-eewe view he, right-s, and obl igat ions f:tO ear1>

Inc Dittcd ire fth- right to stabilifrv and to

;r'ryw nlyv :or s-Pfc(L: LC: iie calvw

rictit Io r O('' ia tirotient_ indetttnii' IItl



f n t Ii i s secns c, t- ra in ing s ho uld bce of >c t ed o)n a na I ona I

basis l eveled with t he goals (es tabi i:shud fby meas,_

teduca L-ion. As for motivation, it takes t he formi of incr yes

such as prizes, personal rewards, even the pa1it ical (- L imd

laws, decrees anrd rules of genieral content.

Noaw, t-he Air Force, aware of Lhis res-_ponsibiIlt stii

t-he field of security, and national defense-:, t-ries ira the

maximun to(- harmonize between means and resources vaialo

specifically in the area af personnel administration, -- oun rd ii

its action in being able t~o develop, to the upmost capwilv

aInd ability of civil employees, the carrying out of Jobs Lia

ain integral f-orm as in: V-nits of Support. Services, prea

!)Lrection, Training and Formation of IitrvPer:-4onnei--tO

namea fw whlose functions which fall direc(-tly in Iit

Opera t iona I capac itLv ofL the Force.

Fo)r 1-his i t- must counit wit h t he suppor t, of n1ourmac i_-(

litaraicle(r, of the Nit banal Fxecut-ive( in ordr -- iif-i ill

d is-pos V ions-, as well asto produce its own nor:;

concordanice ii b samew



.ii r . rNC IDLINCEC-S OF THE EOtt CF5?[I TJ

A. PC? DECYNURFVNA TMOF Hl"ItAN F S(H 5NVF
*\DM IN1I.SIFAILIVE PROCVS.S OF '.AP'

V.ram the various cornpanent- a L i orclan izatLion, t he

nis cmpI xand t he no which r qir st he max inun at Lent. i n

is ,e o nru n e I -ince, in gene ral, L-he succe- ss af an orqatniza-

io n d ,pends, tfloY(2 an the qualitLy t-hafl in the quanL it af

rima resirci . r rye e enterpr ise ha.- na problems af this,

* ves i - 0:er ing beL-ter salar ie.s and fringe bene" it.

:a's~an in d request-ing as a qualification E-ori

all ose tD ia (?id ato s seeking a jo-b or positLion Lha t

r- i~ *rrnc', is a La ab( bLain bet te-r work qua3i Lv, and

DL:rAnee F )T u s emp a oes . 'h is is, cli 5 ferent , hawevr,

n the tat a' s ins,-t itLu tion-s where the h i gh number a:emloee

r-qiired, a:- xai as heir vari nd inf luence(, due- La the need

1: req renai iand educe t-ianai akrons the law sala rie,

-tc *, make the hiringq, seec an nd personnel ror ng

I clotiia Iv, A developreinfalpocs in t ho adminis t rat

tDodv demands welli t rainmad and mat lye -ted pers-onnel h fat will

' take possible, the2 uiOn :eL rs omte nst it Ut ion And

pf r sonne I alIike in t he ir war k Lo(we rd t he reach'n llu o Ki

.



These measures that in essence appear logical have

already reduced the reckless bureaucratic growth in some

institutionsforcing a better use of resources.

However, in the case of the Air Force it has been

translated in a diminution of its maintenance productivity

since the civilian personnel has been greatly reduced,

classified as well as non-classified. This has had an

adverse effect on all the projects planned in t-he adminis- 1

trative and operative fields since they cannot be finished.

2
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Finally, in regard to the politcs socio-economic

rationalization they are of great importance to the Venezue-

lan state. Venezuela is placed first in the most- decisive

headings of the economy as an importer, exporter, merchant,

industrialist, agriculturist, inversionist., financer,

employer, e-tc., and due to the enormous amount of income

that enters the national treasure it merits a procedure for

its distribution and handling.

This is the way the National Executive in his wish to

harmonize a coherency between formulation, execution and

control of his socio-economic politics has foreseen the

rationaliza: ion of public spending and, more specifically,

the current budget in order to curtail the excessive growth

of bureaucratic spending which visibly a: :ects the budqet.

En this sense, the National f-j-<ecu :,we dictated last

January (1934) an instruction intended to give the rules -(-r

the administrative control of expenses associated with

personal services and the payment of other personal oxpendi-

tures. his most prominent points are:

- Ban on newly created positions

- Ran on the incorporation of new employees and laborers
by means of promotions, contracts or any other -orm.

- Ran on new sovce (ont racts prom pros.'5s onals.
asssors, and/or consultants.

- :h. cr'at ion of now scholarships with t he except ion )f
those cont emp1a ted in Plan B ran Mariscal de Avacucho.

2]
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Obviously, the maintenance of the po.itical system

prevailing in our countries, particularly in Venezuela,

experience an adequate adjustment to the frequent demands

from the new character that has pervated the state in order

to pressure the public administration into the guaranteeing

instances of the effective and rational relationship between

society and politics. £n this sense it has been proposed

for a long time [Ref. 8] that there is a need for a State

Reform which would imply:

a. A ref, rm of the administrative machinery

b. A juridical reform

c. A rationalization of socio-economic politics

As for public administration reform, it is contained in

the administrative reform of functional and structured

character. Phe structure directed toward obtaining an

adaptation of every ministry, autonomous institutions, state

enterprises, and other public organisms of the administration,

for the execution of functions they have or must: have in

accordance with the requirements of national development,

and the oriented function applied to the s-st ,m af admini -

trative procedures that best satisfy the demands of fhis

development.

In relation to the legal reform we can say it is .

consequence of the proposed structo-functional re-,)a-m s-;in(e(

its application requires a revision of the juridic ba':-

administrative institutions.

20
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be seen clearly how the input to the environment is actually

equal to the products of the political system. He also

observes that there is a continuous stream of products and

influence from the political system toward and through the

environments. Therefore, if these environments are modified,

the product's influence follows the next round of effects

that are returning to the political system's environment.

It is evident that Easton does not breach Weber's lay

out in regard to the legality of the power exercised in the

modern state.

On the contrary, the systematic analysis allows us to

further simplify the bureaucratic machinery in its relation

to the political system (properly as such) and the society

as a whole.

This analysis permits us to understand how society

demands goods and services from the political system, and

how the latter processes such demands and takes decisions

that must be executed by the public administratior. It

equally explains how the sub-system of public administration

delivers its products to society which would generate support

and new demands.

Evidently, a major or minor support from the society to

the political system will depend on the latter's carrying out

of demands made by society. Here lies the importance that

the functioning of the sub-system public administration will

behave in a rational and efficient manner.

19



The political phenomena are interpreted as being

constructs in an open system which must approach the problems

by means of the demand for goods and services. The requires

of the system that there be a series of adjustments. There

must be some system of feedback to monitor if these adjust-

ments are adequate to meet the new needs. This will provide

the capacity to regulate its future conduct.

This control will possibly demand an adaptation to a

variable environment in accordance with goals set, but also

will be able to modify previous goals or entirely transform

them.

When interpreting political life as an open system we

allow ourselves an interrogation about the types of

interchange maintained by the system in its environment, the

way the members respond to this interchange and the determi-

nants of these dynamic processes.

The political life has '>een described as the study of

order, power, state, and public politics, the adoption of

decisions or the monopoly in the use of political power, and

in a wider form, as a set of social interactions of

individuals and groups.

In this aspect, Easton considers that the political

system is affected by the environment's happenings but acts

over this input in order to transform them in products.

Furthermore, he observes, the products return to the

environmental system or to the system itself and that it can

18



documentation, and the rigorous differentiation by "escala-

fon" and/or internal promotion. To Weber, the bureaucracy

was the only apt mean to maximize efficiency. This is

definitely what guarantees the rationale of the modern

state.

To Weber, public administration in the modern state is

organized bureaucratically, that is, it establishes norms

and needs to enforce them; its effectiveness depends on rules

and regulations which allow the emission of orders that must

be obeyed. These are the characteristics that determine the

legitimacy of the state.

However, the theoretic analysis can not stop there.

Certainly, it is important to clarify the concept-being

handled around the state and its administrative machinery

but also, it is necessary to approach theoretically these

concepts in the scope of the Systematic School of Administra-

tion; as it is understood and said when starting the problem,

that society, state, public administration, etc., are not

more than systems and subsystems and as such should be

studied.

In this respect the David Easton's [Ref. 6] lay out

sustains, a great deal, the theoretical foundations here

expressed.

This author considers the political life as a delimited

group of interactions associated with a major system - the

social system - whose influence is constantly exposed and

felt.

17 p-I



I . IliEORETICAL F()!NDATIN,

A. SFATE AND PI1PL C ADMIN[S'IRAT[()N

Phrough hi-story we know that the cxistence of th. 'odern
I

State is closely tied to t-he development of Capitalism in

its mercantilistic stage in Western Europe (C.XTIT and on).

This State, according to Weber, [Ref. 7] can be defined as

departing from a specific mean, e.g. a production goal. Fo

meet any goal there must be presure or coercion. To apply

coercion legally there must be authorized power. [n
I

agreeing with the latter, there are three types of power:

1. The accustomed domination based on the acquired
habits, "the traditionalist".

2. The charismatic power based on the loyalty to a leader
or chief.

3. The legal power based on laws and regulations created
in a rational manner, this is, domination as it is
practiced by the Modern State and its bureaucracy for
which it needs an administrative body or personnel as
well as material goods for its administration.

The domination's foundation for this type of State is

given by both the military and civil bureaucracy which are

based in the division of duties allowing emploment of

specialized personnel only (professionalized) in each

position; this, along with the strict hierarchy, he for-al

16
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and subordinate commands. This is because in addition

to applying these economic measures, it must be noted

that in view of the new functions and responsibilities

assumed by the state under VI Plan de la Nacion, the

demands for skilled labor have risen dramatically. In

the face of higher salaries and greater opportunities

offered by the private sector, more and more skilled

and unskilled personnel are leaving the public sector.

Consequently, it is believed that if this situation

continues unchanged, the Venezuelan Air Force will be

seriously affected with regard to the plan and programs

it had foreseen implementing as part of its development

program. Such plans would be extremely difficult to

execute without the one basic ingredient needed in

public administration: human resources. p

15
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Among these objectives would be the need to bring about

a reduction of government expenses and, more importantly,

to reduce the growth index of recurrent expenses.

Consequently, this measure affects all state insti-

tutions and organisms. In an effort to achieve this

objective, a Presidential handbook was issued in January

of 1984. This handbook established administrative policy

aimed at controlling those costs related to personnel

services and it also contained rules and regulations to

be followed by all ministers, heads of institutions, and

all branches of state enterprises. These regulations,

are fundamentally based on a prohibition to create new

dependencies within the ministeries, autonomons institu-

tions and government enterprises. They also prohibit

the hiring of new employees or workers through appoint-

ment or any other means.

With regard to the Air Force as a state institution,

the effect of these provisions have been such that today,

8 months after their issue, it is estimated that 300

civilian posts remain unfilled due to the exodus of
S

employees that has been taking place without their being

replaced.

This reduction in personnel, which is considerably

high for a force primarily dependent on specialized

human resources, has caused coeat worry among the High

Command of the Air Force, as well as among the intermediate

14
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apparatus is of fundamentil import-ance if we are to

avoid the tensions that could easily develop between

social and political systerms.

Now then, once the objectiv , of administrative

action have been determined it- is reasonable to expect

Lhat its implementation will require human, material,

and financial resources. Without these, it will be hard

put to carry out its tasks. Once the latter two have

*i been obtained, the problem will be how best to use them.

Such is not the case with human resources which require

selection, training and specialization (all of which

* take time) in order to perform the different functions

inherent to their duties. ,e it- is that a qualified

bureaucracy, capable of rtespondinq i o the different

problem of the political and social v-tems, has become

a necessitv for the administ rat iye tpparatus.

Non thel ess, t h e Ven( , 1,]1 r I Dan r " i t1(-' W as botn s Low

in meet-inq the challenge pros(,nf-od onv count rv's

development. This is due o the, n(nt rd 1-d growth of

the bureaucracy as a result of -at herb,,ddinq and other

* causes which have increa;ed its number but not its

productivity. At the same time, this excessive growth

in bureaucracy consume a large portion of the annual

* budget in the form of recurrent costs.

Accordingly, the executive branch of the government

has found it necessary to put an end to those things we

* have already mentioned through administrative reforms.

13



In this sense, according to D. Easton's plan

[Ref. 6], the political system of any society is charac-

terized by the authoritarian allocation of values and,

more concretely, by the fact that the political systom

can be divided into two subsystems; one political and

the other administrative. The political subsystom wi euli

be constituted by a series of political institutions

(President, Cabinet of Ministers, Congress etc. ) and tho

administrative by a series of administrative institut len.

According to D. Easton, the political system become.,

and instrument the social system uses to preserve itself

and to progress. It would also serve to detect and

process society's aspirations so that it could then

produce the goods and services needed to satisfy said

aspirations.

Thus, it can be inferred that as political institu-

tions satisfactorily comply with such aspirations they

will also be insuring the legitimacy of these institu-

tions.

Now, in order to achieve the aforementioned, the

political system requires an efficient and capable

instrument. That is to say, an administrative system

which will have as its objective the production of the

goods and services required to meet the needs of the

social system. Consequently, it becomes evident that

the greater or lesser efficiency of the administrative

12
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contemplate in the ordinal 2, article 52 of the law; the

right to thE inherent remuneration to its position which

includes: salaries, compensations, rewards, extra duties, and

any other amounts in cash aside from the regular pay which

are received in consequence to the job's execution; the riqht

for promotion or of being able to improve the condition's of

a given position as well as an advancement in the various

steps (escalafones) established in the system's classifi-

c.'ion of positions.

Also, among these rights we can cite, in a general form;

the following:

1. The loyalty to the Administration, the State, and its
institutions which implies the defense of the Constit-u-
tion and its laws.

2. The inherent right from the position held, this is, to
execute his/her job in a personal, permanent and
continuous manner, with total dedication and pledge to
be discrete and keep secret any subject known is secret
matter that is congenial to the enactment of its job.

.3. Obligations derived from the hierarchical orqanization
which can be synthetized as obedience and respect.

1. Finally, the duty to observe good behavior, in and out
of service procuring the good name and interest of the
public organization.



). I'HF PERSONNEL ADMINISTRATION'S RULE FOR CIVIL EMPLOYEES
OF THE DEFENSE MINISTRY

The same as the public functionary, this rule has a number

of rights and obligations that have to be applied to all

state public organizations, however, in the Air Force due to

their special characteristics within the Security and

National Defense of the country, there is a rule in the

personnel administration for civil employees of the Defense

Ministry and its various departments which in concordance

with the law of Administrative Career 'establishes the rights

and obligations of such personnel. Meaning, the right for

• promotions, vacations, stability of duties, etc., as well as

the right for eficiency in the work performed, obedience,

respect, etc., and where stands out the content's foundation

of article 10 in what prohibits civil employees:

- To create propaganda or political coercion with motive
or ocassion of the carrying out of his/her job as well
as to show at his/her job's location any badge or emblem
that will identify him/her as members of a political
party.

- To accept charge of, honors or gifts from foreign
governments with out preceding authorization from the
senate.

At the same time its contemplated within the regulations

what regards to:
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- Income as Ministry's civil employee

- Retirement causes/reasons

- Training system

- Responsibilites

- The disciplinary system

E. THE PARTIAL REGULATIONS OF THE SYSTEMS ON POSITIONS AND
REMUNERATIONS' CLASS IF ICATION

In it are contained in an explicit form the position's

code, grade and class denomination as well as salary and

compensations according to seniority, eficiency, authority

level, etc.

This regulation is considered very important for us,

together with the public functionary statute, it contains all

the dispositions permitting the state ministries the adminis-

tration of its human resources in an uniform sense in terms

of the pla::s for national development. However, it suffers

flaws in its elaboration for duties corresponding to

professions and specializations that are not coded and must

be done by similarity.

F. WORKING LAW

This Lule incorporates into the civil personnel adminis-

tration in the VAF for the management of laborers personnel,

since said personnel is not foreseen in the collective labor

cont ract. with the state.

28



Based in the evidenced juridic documentation, the Air

Force as an State institution execute the civilian personnel

administration following the established lineaments for these

laws and regulations.

However, by virtue of being an Air Force that for its

modern arm system requires personnel who are highly special-

ized, (military as well as civilian) it is noted that any

politics of personnel, law, regulation or instruction from

the Executive that effects the handling, replacement or

formation of said personnel is translated into the different

activities that the Air Force must execute daily in the

administrative field and in the operational and instructional

area. It is the case of the different dispositions contained

in the Presidential Instructive of January 16, 1984 where it

is established a series of restrictions in regards to:

- The creation of new positions

- The incorporation of new employees and laborers in those
jobs foreseen in the 1984 budget that were vacant by
January 16, 1984.

- New contracts for professional services with the
exception of those referring to determined jobs
technical in nature, for a limited time and with
previous authorization from the President of the
Republic.

- To pay personnel for special services.

29



S

These dispositions have notably had repercussions in the

VAF, since the high number of civil personnel classified S

(professionals and technics) and non-classified (laborers),

that for various reasons had retired and had not been

replaced. The personnel that remain serving have been S

deprived of important stimuli e.g. the right to promotion.

This lessens motivation not only as far as the employee's

aspirations are concerned but it also affects his/her p

performance while looking for a job away from the Institution

where he/she can obtain a higher socio-economic benefit.

IV. THE EFFECTS OF THE GOVERNMENT INSTRUCTIONS

A. METHODOLOGICAL INTRODUCTION

The proposed argument for the study of incidences found

in the measures decreed by the National Executive on the

operational capacity of the VAF includes the following

assumptions:

1. The different, restrictive measures of bureaucratic
expenses dictated by the National Executive affect the
organization and execution of what refers to perform-
ance in its institutional action of the VAF.

2. Each one of these measures have repercussions
particularly, as far as the renewal of human resources
are concerned (civilian personnel) in the different
units of t-he VAF Maintenance Service bcing the most
affected. 9
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3. Phis hindrance to renew classified and non-classified
personnel who leave the Force for various reasons as
well as the difficulty in contracting for services of

professionals notably influence the operational
capacity of the Force.

4. This operational capacity in general comes from the
support of supply and maintenance given to its flying
material.

5. As for the support to supply, it is not considered a
problem.

6. The maintenance support is given by the number of
men/hours offered by the maintenance service to the
various systems of arms in the organizational

1 2
(prevertive) basic (corrective) and deposit (restora-

3
tive) levels.

'The organizational that corresponds to the preventive
type and consists of inspections of pre and post-fliqht,
removal and replacement of components zich as generator,
propellers and plane instrumental.

2
IVhe Basic (corrective) consists of parts repair,

ti(uchanisms and joints, proofs and gauges, limited production
of parts not available -hydraulic and electric jobs-.

3 of Deposit (restaurative) consists, in qeneral, in
tot-al overhaul, parts reconstruction and c(mpleto art-icles
and mechanism. Production and proofing of parts.

I
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7. -The number of men/hours in maintenance comes from the
human resources needed in the different specialties.

8. It is considered that any alteration, modification,
reduction, increase or disposition on personnel that
has this unity will have repersussions reflecting a
major or minor productivity change which will affect
the operational capacity of the VAF.

These assumptions concentrate on a level of this job,

in a manner concerning how the dispositions contained in the

Presidential Instructive of January 16, 1984 affect the

renewal of human resources in the VAF thus impacting on the

level of operational capacity of technical services of

support to the institution.

The basic objective in this study is set forth by virtue

of the need of the Air Force fulfilling its institutional

goals, defined by the operational area (Air Operational

Command, with all its flying personnel, flying material and

equipment, as well as the area of instruction (Air Command

of Personnel and Training), the planning area (Major State),

and the area of support (Logistic Air Command) which

includes all the support services.

It is logical to think that the operational area will

require the same attention as the areas of traininq and

support, demanding human resources, materials ind financial

siippor t.
SU• < .-
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The Air Force, this year, for reason of its assigned

budget, has no problems as far as material and finances are

concerned this is not so with human resources, particularly

classified civil personnel and labores, whom day after day,

this year especially, had witnessed a constant decrease

throughout all the Air Force units.

This decrease had affected the units in a variety of

levels: the functional number of personnel procedures, the

classification and area affected, and of course, some

departments low in civil personnel are showing from the least

significant to the one presenting the most serious problems

-or the achievement of its objectives. It has been observed

until now how the area affected the most is logistics which

includes the maintenance activities, supplies, transportat-ion

and installations.

Maintenance and supplies are considered as functions

constituing the essential support for conducting air

operations. It is so because they express direct relation

with the primary goal of the Air Force, that is to maintain

its operat ive capacity in peace time as well as in war.

In providinq context for this presentation it has been

obser\,d lhat th ('He, v ice most a :(cted as far as civil

p,,rsonnel ,x .t ing , service has been the maintenance

:,rvice(--not fly in relat ion fto its number but also in

c,Ia t ion i ) ,c! ivi t ies t hat sa d personnel per form in order

fo prodLlc' t he terhnical serv ice o- support requ ired by t he

Air F) rce.

• 1



For this reason we have taken the maintenance service as

a specific area of study within the VAF, taking into

consideration the work to be done which is of an exploratory

character that will require, for a better justification, the

development of an hypothesis in the various units of such

organization.

As it has been said before, since the maintenance service

together with the supply service are two of the basic pillars

on which the operative capacity of the Force is sustained, it

is convenient to note that this service is in charge of

providing the conservation and preservation of the group, to

which it expects to resort to periodically as a consequence

of use, wear, and deterioration of component elements. Thus,

the Maintenance Administration whose objectives are: to

provide support and to maintain a definite and uniform

system in order to keep the various levels of direct aircraft

logistical support and insure at the same time the effective,

secure and economical use of human potential as well as the

facilities, equipment and supplies needed for aircraft

maintenance.

Therefore, it is considered that the Air Force's capacity

to keep equipment and planes in good condit-ion will depend on

the availability of expert personnel that not only must work

but also keep themselves up to date in the, various procedures

that appear ' day duo to the advance in t-,chnology. ()n

the( other hand, it is estimated that foreseeinq the demand in

_ .
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the private industry derived from the country's socio-eccnomic

development offering better paid jobs, the VAF is, to many

professionals and technicians, a probationary period needed

to gain experience and/or renew their knowledge. Because of

this the maintenance system must be developed in such a way

that losses in the organization and transfers to the civilian

industry do not delay the speed of operation of the units in

combat and transportation.

To give an idea of the variety of specialties within the

civilian personnel that require this service we will mention

as an example the following:

- Aeronautical Engineering, Electrical, Mechanical,
Electronics, and Statistics specialists.

- 'echnicians: Rolling mill, Plane Maintenance, Carburet-
or's Repair, Automatic Lathe, Radio, Electronics,
Industrial Security, Designers, Translators, Mechanics,
Aeronautical (laborers), Electricians (laborers).

These specialties as it can be observed, require time

and resources for their formation. Therefore the exiting of

personnel and the difficulties for their replacement are

refiecf-td in the depth of the productivity of the maintenance

service o: h( VAF. 'This is why the basic objectives of

this Job is focirsed in the at- t(ntion to the incidents due

tO t h, freeze on jobs and the renewal of human reosources in

the VA'.' and i ':-; :-,t in the operational capacLtv of

chn l~d :Srv-ie,:~5 o- siippor t. tho Institution.



This objective on a methodological level detaches f-rom

an hypoothetical system-r which responds to the general prese (nt d-

t ion of the problem t-o a t-heoretical frame o-f- foundA t-ion.

R. (7VNIJRAL HYPOTIHESIS

t'he restrictive measures of bureaucratic expenses dcae

by the N\ational Executive, affect the organization and

executior of the "'AF, this includes the level of- operational

capacity of technical services off support to the Institution.

This hypothesis is of a general character, and the1 study-

of its execution deserves a concrete level which will permit

t-he reaching of the most complete veracity. I'he prese:nt-

qeneral hypothesis has detached into two work hypothesis as

.see(n next

(7 S 1VFED MVtRK HYPOTEIS

1.7he- freeze of positLions affect--s the re-newal Ofhuman

resource(s, thus res,-ulting in the low%, 1,%,el ()f Crelce-
~-v von the part of Service Mlainte(nance.

F he ban on the crea ioi-n of new jobs a foe -ts th r nea
W- h tuma n resiourcesi of) the Ai'r Voirce-, t htLIs delavino tne(
e mrlp I- ion of- proq rims 0::OvIc aIn t ,na ncee

V. DTAGNOSTYC

A. [N-iT)D1JM C Tr(h

+0ic genpraillhypothesiLs as stated, implies., i stuidy. and

a Itii s sn:idd if iona 1 work hy-po thes is . he111 (h sish

ce''-n pose-i(d i n-; ide, the glot-al universe, in thi.-; tii-y'wv

0o the, ref e(red on ii 0: Minte(na-nceSevce h .oeInqK



center of Lhe institution, is the founding pillar of logistic

support of maintenance to all programs and activities of the

VAF. The flaws and effects will be determined when the

National Executive's measures are applied, just as those

flaws have had repercussion during the renewal of human

resources, and made explicit through out the replacements,

classifications, promotion, etc., it has since been a serious

concern to the service productivity and the fulfillment of

its programs.

in order to establish this verification it is appropriate

to note that the means used during the research phase has

becn the technique of documentary analysis of qualified and

quantitive content, obviating the questionaries and interviews

because of time and costs.

Expressed in this manner and for a better focusing of the

stated problem, we had ,stimated necessary to take as a

reference, the situation of Maintenance Service in the year

1983. his is a year before the restrictions of economic

nature put. into effect from lanuary 16, 1984, the date of the

governmen;- Instruction. This confrontation is directed to

present the situation of a diminished personnel that took

place in the year 1981. 'uch decrease affected the >aint e-

nance nervice of productivity in men/hours a balance

,:-w -nt il for mainf-a ning th(, )p(, -t ional capac iv u f the
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P. PRODUCTIVITY OF THE YEARS 11O8-3 AND 19)8)

In order Lo have a cl car v.,i-(w of t h( r p( rT(lt il 1)*t

mL- a su r es d ic Lta tLed i n -h e s ub ec- t0 rob zr (,, c ) nta i fld

in tLhe Presidential Instruct ion oF 11-16-l,4Il inhe %AF.

(Mainrienance Service), we will nee(d a comrparaL ivelv

ctrresponding to last year's d isposi Lions a-nd those ( w toe(

present year. This comparisor will be based on the author- 0

ized and available personnel for L-he years 1983 and 11)8.1a

well as Lheir producL ivity in men/hours ma inteonance, which

will be tihe indicator to show L-he leve l of_ productivit- vf o:

Maintenance Service.

EL is convenient- to not e thiat besides- L-he basic actcor,

the- application of the restrictive measiires t-o personnel., 0

oither factors are also Lo be cons idered in,, the low-er lv~s

5 L nce they., also add to the flaiws () q 1obu ilC ciI n

atre rto o , I: fecd, such as t-he indirect prodot I: 'v ke 0

a_,ctor. his accompl ished b%,y he -acfiin i t ri i

services i i o I cola r w o rke r,,scea; 5 2

osiia i 1:rs(,nt Eeis-_m or personnel, rI h non- a.:~l 1 .1 1;

a oe te S, nd del a v,,s in pro)duct Lon.

fis qulyLi mportanL lo noteo tim1 i - II) nei ic-stan-

riwner f men/hou)Lrs- to Maintenanceo r .ean .ar I(-p

It-" sti-puILAtt 1cl)1) dosvs in advance( to a Ihe i n i

ii NnriaI o raIi%-( Plan of h . r 1 r i on i s



diffi ,rl wf iv it ces; d qsiqnit td in I-he operational fiId --or

hat v'ear ind, ion{r-ii iv, ncludc act ivit ies in transpor a-

ion (of goods as welI[ as 0: passengers) f raininq, ins ruw-

I ion ind opora ilens join Iv carried out with W-hfer mpll Pry

-:OrCeS

C. -ITUATIO-N FOR THE YEAR 1983

tnt il December 31, 1983 the Service Personnel was ai

fol lows:

tmplo' <,s

Enginee rs. ......................
echnol eq ist ................... 3

I tchnic ians .................... 18
1'r Ans I, it or ..................... I
Des rc~nors ..................... 3

Enq i nt e.rv AssIstants ........... 1
Vpist .............................. 13

F'rn V u t r , ;arohouse .... ...........
S I no ..rk ................... 1

S'r(' i no Aux i liar ................
-ce (jerks ....................... 6

Indust r iii .eu . .................
nne n n na vs .... .............

-.-............. . ......... '



EIFUES TED f FV I, fvAN P!S>NE F I'l UNS 1'O ME CIREA'TED TO
StIPPOWTMF NEAC ) RSSSLM P,,A1 YEAR 198-4 AND 1985

QWJANTE [A' PO T F ON REOUEST 1MG DEPARTM"ENT

1 Mechanical Engineer I (C/C) MIaintenance, Shops,
Plans and Control

2 Electronics E'ngineecr IT Communications and
(C/C) Electronics, Plans

and Control.

1Chemistry Technologist I Shops

1Electronics Te chnologist I Communications and
(C-/C) Electronics

3Mechanic 1'chinician ITT Shops and Mlainte-nance
(C/C)

ElAectric MeI(chanic I (C/C) S hops, Maintenance
P'lans and Control

2 nstruments 'Technician I S hops

aminate (Poller) 1 orker V Maintenance and S hnps

Lathie Workers III (C-/C) S hops

MilingMachlne Operat-or Shops

'drntrsV T (C/1C) Sh)Iops

(-h, Ii ic Ad us 1- tfr I (CC Shops

Ae rena u i e 'c(ha nl( F C I:eronautir \I a in tena nce



vOri ous arms svst-ims (Mirage, 0V- 1,(d'17-5 , that must ent(,r

iajor inspections, besides the number of TRAN infpocf i(of.

will also increase those requirement s, i t ,:as t-houqht i be,

necessary Lo request the authorization to creaLe 12 posi-

tions. ([able 2)

this means that by hiring new personnel, we will be

capable not only of achieving the actual programs already

within the service, but also to b-andle the increasing monthl';

programs to be piesented in inspections and repair alike

(IRAN) which will be accomplished whenever needed.

In the year 1983, when taking as a sample of maintunanc(e

program, the inspections and repairs as needed (TRAN) during

the months of September and October, in the first instance

there were 253 monthly inspections with an averaqe of 12

daily for the activities of pre-flight and post-flight, there

were only 5 imspections not acccmplished; in the second month

there were 2,18 inspections monthly with an average similar to

'he one before (12) with 6 left- undone. 'he IRAN inspect ions

in I'), i)ne wo're 13 of the 17 required.

I Ls noteworthy to cite that th months taken as an

ocample show a similar relation to the previous ones and a

'he t ame line, it wis done with the intention to establish a

(I'omplir I rn with tho equivalent mcnths in 1 84 when the

1 Jeos ions rnhe National .xecut-ive had ]lt their e:,- 'c

,, i n tho[i- u-inct ion.

I
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E. REPERCUSSION IN THE RENEWAL OF HUM'AN RESOURCES

1. Introduction

Fo understand what has been the measured repercussion

of prohibiting the creation of a new position, we will Lake

as corparative parameters those related to programs complet-

ed annually by the Maintenance Services, among them those

refering to the monthly programs of inspection for Pre-flight

and Post-flight (Pv v V), also, the programs, inspection and

repair of planes and equipment of same if needed (IRAN).

2. Situation for 1983

In personnel the situation of Maintenance Services

for the year 1983 is the same stated for work hypothesis

established in chapter IV. C. 2, and is summarized as

follows:

- Employees professionals and technicians 94
- Labor ((,ect ricians aeronautic Mlechanics 196

Fotal . .. 290

hP ; ",' V' h,, nitb r ) personnel in the sorv ic(,

;,:; *.n ',:: :. "'.:'c: filning w iLs organization which will

:'lkf p- -; ' i :e ,nt programs d(er ived Frm th le

• *\frinr 1 ] , 'L.''Li i la - iplOv rien r n :oe VorCe) in.,

i 1" I 111'm) ior s ici-,rt"iiri , i1(t "

-l W i L I .n r ~ -o .i( to I-(



TABLE 1

SUMMARY OF PRODUCTIVITY CHART

% Difference
MEN/HOURS 1983 1984

1983 1984

Total men/hours 435,000 439,140
asiqned

Direct Prod. 304,500 265,591.8 70 60.18
Work

Indirect Prod. 47,850 44,045.2 11 10.03
'\ork

D)- lay in 16,.100 69,252.3 3.77 15.77
ilroduct ion

lst]f led 31,102 28,631.9 7.15 6.52
\o~aont eel sr

Non- iLjwt iied 35,148 I ,618.8 8.08 7.20

i' to d I .. . 1 35,000 139,1 10 100 100

S I
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the dynamic operation of the Force it is difficult to replace

them without enough training in the functions to be accom-

plished.

The freeze of positions measure shows how difficult it

is to fill out the vacant positions of the mentioned person-

nel that for any given reason are leaving the Air Force. In

this case in the Maintenance Service the action is highly

negative since the personnel are leaving and cannot be

replaced and at the same time it will show a gradual decrease

in productive activity on such service. We can cite the

example of the considered aspects in the summary of produc-

tivity chart (Table 1) in relation to absenteeism justifiable

and non-justifiable even though percentage-wise both decreased

in relationship to 1983 giving us an idea of the beneficial

corrective measures in this sense. However, the direct

productive work and the delay on production increased consio-

erably.

It is then evident that the permanency of a situation

such as the existence in Maintenance Services in relation to

personnel, is reflected widely in its productivity. This is

accomplished by the technical work done by their men in

quality and quantity--an essential condition for capable Air

Force. This means: an Air Force operative, trained and ablo

to fulfill the assigned objectives in functions of the

Security and National Defense of the country, affect-s the

plans for the development of a nation and the plans for

development and operation of the Institution.
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professionals and technicians as well as the 3,1 iabor -rs,

the majority aeronautical mechanics. It- is important to

mention that, to worsen things, I of the 5 Engineers formrl V

in our service resigned this year affecting all tihe iurict I(ns

to be accomplished to support the work concerning the

departments of Communication, Electronics, Aeronautics MIain-

tenance, Plans and Control, etc. This had repercussion not,

only on the work originally planned for the current year, but

also the future plans and programs for the year 1985.

At the same time, the 17 technicians that have present(ed

their resignation are a very significant loss, since they

are the support and key mechanism of the technical service.

Not only as qualified man power but also by belonging to the

aeronautic maintenance field whose performance is in aeronau-

tics shops in support of the various systems (planes and

their equipment). This offers little continuity.

As it was observed in the situation of service personnel

for 19I)I, these technicians performed as: Mechanical lechni-

cians, 7-l ct nic 1'echnicians, Electronics Technicians, Lathe

ind ,adio - -.echnicians.

,he migration of labor is also considered very important.

irst, because they execute their work as aeronautics

m,,chanics along with technicians and are tho executinq manual

f,('hnical support to Ma intenance Service. SIecond, because

h, ir format ion domands t- ime and economic resourcos .)ue t )

B}
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As it can be seen, the total of laborers assigned to the

organization was 196, but were only 146 in existence leaving

54 positions vacant and a crafts assistant lay-off indefi-

nitely.

Actual Numeric Situation on Global Form

Category Authorized Available Vacancies

Employees 94 70 24
Labor 196 145 54

5. As it is observed this continuos migration adds up,
to the moment, to 24 professionals and 54 laborers.
The great majority being aeronautical engineer, widely
impacting productivity in the service, for the current
year. For the 1984 year the total of men/hours
assigned to Maintenance Service, per the Operative
Plan, was of 439,140. They accomplished as follows:

- Direct Productive work 265,591.8 60.48%
- Indirect Productive work 44,045.2 10.03°%
- Production delay 69,252.3 15.77%?
- Justifiable absenteeism 28,631.9 6.52%
- Non-justifiable absenteeism 31,618.8 7.20%

Figures and percentages that are compared with those of

the previous year show the relevant aspects, the one related

to the delay in production that reached the high percentage

of 15.77"1 (that is, it increased from 3.77", to 15.77")

which translated to men/hours productivity gives the

astronomic figure of 69,252.3.

on the other hand the total of direct productive work

decreased from 707% to 60.48% equivalent to 30,643 men/hours

productivity. It is here that we can see the results

ef the 24 vacant positions produced by the oqression of

17
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Employees Firm 7  Supernumeric 8 ; contract9

94 3 2

Vacancies 24 1 0

70 4 2

Labor

196

Vacancies 54

142

Phis means that today the service counted with only 7- '

of personnel employed - professional and technical - as well

as 72.4% of labor personnel. (Aeronautic Mechanicsincluded)

7.Firm: Comprenhends all personnel of the normal payroll.

8Supernumerics: Comprehends assignments paid to personnel
whose job designation is of supernumeric character, such
character is qiven for the temporary nature of their position
or when, in order to obtain better quality services and at
the same time properly administer the personnel is nec(essary
to labe'l a dee ined position as supernumeric.

9
Rv Contract: Salaries paid to contracts between persons,

with t he except-ion of laborers, whose services are needed For
limit.(d time.
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Resignations Processed Department and System Affected

1 Radio-Technician I Communications and Electronics,
General Support

31 Aeronautic Mechanics II Aeronautics Shop, General
Support

1 Mechanical Technician I Aeronautics Shops, Hydraulic
Support

Upcoming retirements Department and System Affected
due to years of service,
pensiones for year 1984

1 Warehouse Officer Administration, Sub-section,
Furniture goods, General
Support

1 Fvpist II Administration, Sub-s-ction,
Furniture goods, General
Support

1 Mechanic Technician IV Plans and Control, Aeronautic
Inspections

2 Lathe Workers TV Aeronautics Shops, General
Support

4. Until the month of October, 1984, the situation in
numbers is as follow, in relation to the previous

"I5



Employed Personnel Department and System Affected

3 Lathe Workers III Aeronautics Shops, Support and
Various Svstems.

1 Radio-Technician [ Communica tions and Electronics
General Support.

1 Franslator I Plans and Control, Tchnical
Publications Support, .nglish.

Employed Personnel Department and System Affected

b 1 UIypist I Aeronautical Maintenance,
General Support, Historial,
Systems Equipment, etc.

1 'Mechanical Engineer Plans and Control, and all
Systems.

1 Industrial Engineer Plans and Control, and all
Sytems.

I Office Clerk I Aeronautical Maintenance,
General Support, Historial,
Systems Equipment..

1 Office Clerk I1 Plans and Control, General
duties.

Labor Personnel Department and System Affectod

I Welder 11 Aeronautics Shops, Generil
Support.

2.1 Crafts Assistants Aeronautic Maintenance,
General Support, Platfi)r-m, ind
Work Centers.

4 Crafts Assistants Aeronautics Shops, Generl
Support.

,I I
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0

2. The knowledge of the dispositions contained in the
Instruction on economic measures published in the
Oficial Gazette No. 30.896, 01-16-84 concerning the
freeze on promotions, re-classifications, replace-
ments, etc., a series of5 restrictions that little-
by-little will impel a migration of badly needed
qualified personnel for the daily carrying out of
activities with an effect translated into the produc-
tivity.

3. For this situation, by the month of October, 1984 the
number of presented resignations already granted is
relevant, and many more are being transmitted and even
more that are being processec in personnel because of
reaching the necessary time required for retirement.

The relationship 3pecified next:

Employed Personnel Department and System Affected

0 2 Electric Engineers 1I Planification and Control, and
all System

3 Technic Mechanics r Aeronautics Shops and Systems
T2-D

2 Technic Mechanics [i Aeronautics Shops and Systems

1 Electronic Technologist I Electronics, Communications
and Various Systems

1 Chemistry Technologist I Control and Planification all
Systems

1 Electric Technician I Communications and Electronics
and Various Systems

1 Electri Technician 1[ Communications and Electronics
and Various Systems

"13



As for the other aspects being considered as indicators

related to our st y, it can be said that since restrictions

were applied to personnel procedures, the latter were

affected within the margins of selection, classification,

re-classification and promotion contained in the different

laws and regulations of Public Administration, as well as

the derived by laws established by the Defense Ministry.

These provided a constant stimuli in this situation.

The civilian personnel were striving to excell; a situation

felt not only among professionals and technicians but also

among the laborers. This can be appreciated in the factors

previously stated, which definitely reflects the productive

capacity of the mentioned service.

D. SrTUATION FOR THE YEAR 1984

From the month of January of this year, the Maintenance

Service Direction started to note the exodus of civilian

personnel, classified and non-classified which, per informa-

tion given by that department, was basically due to:

1. Lack of motivation caused by the news of results from
the classification of advance positions within the
Force, that in turn did not satisfy the aspirations
of a high percentage of classified civilian employees
and laborers in regards to remuneration. Aside from
this situation, the attractively presented packages
offered by the private enterprise, offered better
benefits for experienced personnel in thc, apronautical
equipment in general.

-12
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- Direct Productive work '4  304,500 70,"'

- Indirect Productive work ,17,850 111,
6

Delay in Production 16,400 3.77-,
Justifiable absenteeism 31,102 7.15'',

- Non-justifiable absenteeism 35,1 18 8.08';

rn/h 435,000 1001-1

It can be observed in a personnel organization that in

1083 with 290 people the direct work production is 70%,

and the indirect 11?, adding up to 817% of the total leaving

19-,' distributed to factors which were similar in the

~previous two years and are considered in the delay of

production. The justified and non-justified absenteeism,

whose most important aspect is that of delay on production,

has never gone over 4% in the years previous to 1984. This

observation, along with the total productivity work, will

help us to see further ahead the difference in productivity

between the two considered years.

* *Refers to technical work produced

-) Refers to administrative work (general office,
'cr<etarial, and such)

*I [,efers to delay produced as a consequence of labor
jDper:-)rmance in rclat ion to quality and quant i tv.



Laborers

In regard to this type of p(rsonnel it is important to

point out, that even though are classified as laborers, lhi.

great majority perform jobs such as: mechanics in aeronau-

tics, electricians, and installations maintenance with the

following numbers:

Electricians . ........................ 26
Mechanics in Aernnautics ............. 100
Installations Maintenance .............. 70

T o t a 1 ... .............. 196

* The total of these two groups is 290 men available and

at the same time authorized by the unit organization chart

which indicates that no vacancies are available, therefore

in the event of a retirement by any circumstance, the

vacancy is immediately filled, thus continuing the produc-

tivity of said services. A mathematical calculation, using

the provide data, the men/hours available to the service

for that year total 435,000 (number of men (290) x daily

work hours (6) x y-ear's working days (250)-not considerinq

weekends and holidays-)

This number of men/hours available to maintenance

service was in accordance to the number of men/hours ass qnod

by the Annual ()perative Plan of the Air Force (Lmplovment

Plan 1983) and its accomplishment was like tiis:

,10
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3. Situation for 1984

In the year 1984 with a similar program the number of

plans and inspections to be worked on as well as the days

programmed there were only 219 accomplished during the month

of September and 213 in October, the ones not done increased

to 24 and 25 respectively which gives largely elevated

numbers that were t anslated into missions that could not be

done.

On the other hand, the inspections and repairs when

needed (IRAN) reached 47 in 1983 with only 43 accomplished

at the right time. In 1984 of 69 required only 25 were

finished during the proper time. That is considered very

significant as it can be observed that the requirement for

IRAN inspections 69 increased compared to the year before 47.

However, the accomplishmont was not possible in that number.

On the contrary it decreased from 47 to 25 giving a very

significant number 22 of inspections not performed at their

prcper time, thus reduccing the planes available and in

consequence reduced the Training and Instruction program and

missions to be executed. All this had negative impact upon

the operational capacity of the Air Force.

At the same time making a comparison in global form

(Table 3) per the contents of the previous chart we can

observe that:

54
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TABLE 3

COMPARATIVE CHART BY MONTHS OF FHE UMBER OF INSPECTrUN.

PERFORMED (rR) AND NOT PERFORMED ([NOR)

DURING THE YEARS 83 AND 84

1983 1984

IR INOR IR INOR

January 248 7 224 10

February 249 225 13

MTarch 251 6 223 13

April 250 5 220 15

May 251 6 218 20

June 252 4 216 23

July 249 215 24

August 247 8 214 25

September 253 5 219 24

*P

October 248 6 213 25

Total .... 2.498 57 2.187 192

,...............................................-... ..........- ,..-:..-.-........... ............................................. ,..........-.-. ......- '. ••.-.... ,



The number of inspections for 1984 decreased, in relation
to 1.983 by 317.

The inspections not executed in 198? kept an average of
6 approximately, while in 1984 they were 17 and increased
from 57 in 1983 to 192 in 1984.

The inspections performed in 1983 maintained an average
without fluctuating, while in 1984, as the year advancud,
the number of inspections executed was decreasing and
the inspections not done were increasing.

All this allows us to see clearly how thE measures in

regards to the prohibition in creating new position has

affected the Force. Since, as it is said in the introductory

work hypothesis, with the requirements for civilian personnel

specialized done for the current year, we had programmed the

fulfillment not only of maintenance programs presented by

virtue of the plan of employment in the Force but also with

the program of inspections to be required by the Systems of

Arms for the Mirage, OV-1O and C-F5, these programs have not

been accomplished as predicted.

F. CONCLUS IONS

()nce the presentation of the corresponding diagnosis is

* done, in relation to the problem, the following conclusions

are established:

1. it is evident that the restrictive measures for the
* bureaucratic budget (the ban in creating new positions,

freeze of vacant positions, and contracts for profes-
sional services) despite the good intention to curtail
the excessive and careless growth of bureaucratic
expenditure had caused, in the VAF detrimental effects,
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felt in all units in various forms, specially in the
carrying out of their specific objectives, with the
areas most affected being those with a direct relation
to maintenance and the operative capacity of the
Force. This is in the technical services of support
particularly the Maintenance Service.

2. In this service, as observed in the analysis of the
year 1983, the productivity in men/hours Maintenance as
well as the inspection and repair programs (IRAN) along
the monthly programs of maintenance were accomplished
in a normal manner in function of personnel available.
Not so in 1984 when the freeze of positions and the
prohibition to create new ones prevented not only the
normal execution of stipulated duties but also produced
a decrease quite significant in its productive capacity
as well as in the various programs of the mentioned
services.

3. It is then, evident that continuing a situation as the
one stated in Maintenance Services for next year, could
be very serious. Yet, since the tendency of civilian
personnel is to look to other sources for work where
they can find better incentives of remunerative
character as well as social, this is, where their goals
and objectives have a better chance for their
achievement.

4. Therefore, as a final consideration it could be stated
that it will be very difficult to maintain an operation-
al Air Force, able to fulfill its objectives if the
human resources necessary to provide the required main-
tenance by the various arms systems, are not available
in quality as well as in quantity.

40
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VI. POSSIBLE SOLUTIONS TO THE PROBLEMS PRESENTEM)

In attending the evidence presented throughout this

study, it is appropriate to propose some alternatives or

solutions of an institutional character to be submitted for

consideration and to show their feasibility to be applied

in actual practice, in reference to the substitution of

civilian personnel.

Once verified, the relationship between technical man-

power available and the productivity in the Maintenance

Service, and the current dispositions against the replace-

ment of civilian personnel who are leaving, as well as the

sentimentazainst creation of new positions, it seems neces-

sary to introduce a few lay outs at an institutional level,

based on the actual personnel, civilian and military alike,

that will permit the accomplishment of their objectives.

Since the relationship previously stated is translated int-o

the operational capacity of the Air Force, i.e. with logis-

tics support, maintenance, aircraft, and flight equipment

available to perform air operations.

Supporting tne previous comments, we are suggesLing the

following forms of action to replace the mentioned personnel, I

which basically, contains 3 groups:
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- Labor personnel (aeronautics mechanics)

- Professional and Technical Personnel

- Administrative Personnel

A. LABOR PERSONNEL

In relation to labor personnel, it is proposed that those

who perrorn specialized labor (aeronautic mechanic) be

substituted ror troops or technical support. This can be

accomplished in the Center for Training and Replacements of

the Air Force (CAR) and, once accomplished in the basic

military training period (three months), there should be

programmed courses to be carried out as auxiliaries for the

various specialties contained in the manual VAF/M-35-1.

Equally, these personnel, when concluding their military

service, in two years could contemplate the posibility to

continue in the Air Force as a "hooked"10 ("enganchado")

11or "re-hooked" ("reenganchado"), in a capacity, not as a

troop in the obligatory military service, but as an aero-

12technician. This undoubtedly, permits the forming of a

1 0 Enganchado: ("hooked") Troop personnel, once finished
the two years of obligatory military service, expresses its
wish to serve one year more.

1 1Reenganchado: (re-hooked") Personnel that apply for
one or more years of service after their third.

Aerotechnician: Name used to address troop personnel
that performs as an auxiliary in an aeronautics specialty.
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short and balanced individual period to substitute for the

resignations produced by the job freeze and the ban on the

creation of new positions besides facilitating the formation

of human resources not only for benefit of the Air Force,

but for the personnel when returning to the civilian life,

capable to enter the different activities related to the

National Aeronautical Industry. They will have a wide field

for development in accordance to the Nation's Plan VI. (VI

Plan de la Nacion)

We ought to mention also that troops of technical

support will not affect at all the formation of professional

sub-officials' career their courses will be dictated by the

Technical School of the VAF and its curriculum is of a

superior level in the technical branch.

After, we proceed to initiate the unit activity which is

in charge of preparing these troop personnel adequately it

will be necessary to reopen installations required in the

area of Maracay City, the old Military Air Force School,

where the operation of CAR (Center for Training and Replace-

ment) is training personnel for that Technical School. Its 0

services and resources are located in that area. We have,

aside from the economic resources deductibles from the

apportionment assigned to troops personnel in their 1985 I

VAF budget.

The disposition regarding such formation would be

contained in a set of regulations by a commitee of the Air

60
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Force where the mission is to be defined, as well as the

criteria for its use, selection norms, instruction norms,

internal regime norms, administrative regime norms, and

career definition of technical support troops.

B. CIVILIAN PERSONNEL, PROFESSIONAL AND TECHNICAL

The classified civilian personnel offers a more problem-

atic series of solutions. In order to create a university

level professional, or a specialized technician we need much

more time than that required above to train a laborer's

assistant in a given specialty. However, the propositions

to be presented next have the objective of showing solutions

esteemed to be feasible to execute, given the urgent require-

ment stated to the Air Force in regards to the various

specialties, particularly to the Maintenance Services to the

VAF.

1. Assimilation of Professionals to the Hierarchy of
Officers

To solve the problems developed in professions

critical to the Maintenance Services such as Electronic and

Mechanical Engineering, areas in which various resignations

were presented by professionals at their service, it would

be appropriate to proceed to the assimilation of those

professionals that would manifest their intention in this

sense, a first effort would be to have them initiated with

a rank as Superior Officers, meaning an upgrading in scale
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from major and up. Their assimilation would be as estab-

lished in articles 284, 285, 286, 287 and 288 of the ()rqanic

Law of the Armed Forces where the most prominent aspect is

the contents of Article 285 that says: "to obtain an assimi-

lation it is not required to have had a lower rank". This

makes it possible to compensate, partially, the problem of low

salaries established for these professionals by the classifier

of positions that rules at a national level. As for assimi-

lation, it could be produced at any of the ranks of officer's

category according to the Air Force's needs.

At the same time it would be convenient, with a prelimi-

nary screening, to select as officers the newly graduated

from the School of Military Aviation, in order to have them

initiated into these specialties at the Engineering Navy

S chool, at the Polithecnic of the Armed Forces, to the Central

I'niversitv of Venezuela and other Universities in the Country .

and abroad at a given period of time we will have officers

availaIl, that will be qualified to assume the responsibili-

* ii' - = h vacancies.

2. Assimilation of Civilian Technicians and Technolo-
qgsts to the Hierarchy of Sub-Officers

.is is The other problem observed in the Air Force

nv the pr(-viously enumerated reasons. It could be resolved

with The alternative of assimilation in the most urgent

cases, thanks to the existence of the technical School o"

62
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C. ADMINISTRATIVE PERSONNEL

Regarding the administrative personnel we would proceed

as follows:

- Redefine functions, leaving basically those related
directly to the service objectives.

- If possible, distribute them in function of the various
annual programs.

Finally, a suggestion of general character, that applies

to all civilian personnel, is to create incentives wihin the

limits allowed by the Air Force, that will compensate in

some way the imposibility of receiving higher income, as

well as the creation of positions and promotionsas long as

the dispositions of the instruction last. These could be:

1. Recreational, for example: tours on VAF planes to
tourist resorts within national territory.

2. Intellectual improvement; for example: to attend the
Technical School to obtain a degree, to assignment by
their knowledge in a specialty of their choice, and
help them to take course at other Schools and/or
Institutes, State or private, offering them an oppor-
tunitv for enrichment in the area of the work
performed.

3. Medical assistance to direct family mc-mbers: husband/
wife, parents, children, that will help diminish the
many problems, of economic nature prosented to these
personnel to cover these needs.

In conclusion, we think it appropriato to take into

account these considerations as soon as po(ssible. For this,

we look forward not only to retain the personnel required to

(+3
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fulfill the service's objectives, but at the same time, to

compensate for the effects of this lack of motivation,

caused by the contents and applications of the dispositions

emanated from the National Executive on January 16, 198.4 by

means of replacements in the same institution and improve-

ment in the social well being that will alleviate indirect-

ly the economic burdens of civilian personnel.
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