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0 ABSTRACT

Strategy, planning and the best possible use ot gesources are classical priorities on the
military sector. Additionally, the principles of mern business management are gaining more
and more importance and can certainly be applietetence administration as well as to op-
erational and troop management - taking into acctheir unique specifications. In this con-
text, future oriented thinking, adaptability, fledity, improvability, and the best possible
coordination and performance are standing in thegimund. The instruments of performance
and effect oriented governance can - if appliedemly and professionally - contribute sub-
stantially and in the best way to find solutions ttee manifold problems of military manage-
ment.

1 THE DEFINITION OF SCIENTIFIC PROBLEM

Today not only businesses are facing global comipetibut also countries in their quality as
economic locations. This, as a consequence, ingltigeinstitutions of public administration
as agencies of a nation state.

At the beginning of the last century, the bureaticramodel had a predominantly positive

connotation attached to it. However, it developaedar premises which strongly differ from

today’s circumstances. The current and foreseesfniation increasingly requires administra-
tive organisations to be flexible and cost effestiinstitutions of public administration have
been showing an increasing awareness of the fattptlesent procedures of administrative
actions are no longer up to date and require regiepEnt.

Generally speaking, public administration is suffgrfrom budgetary shortness, image prob-
lems, deficits in management, a not always iddeakcg’eness and efficiency, sometimes also
from problems in motivation of the staff membersl anrelatively quick change of duties and

requirements while at the same time facing conalilernew challenges. All strengths — the

rule of law and reliability in the first place —eafacing remarkable weaknesses; high cost,
deficits in quality and usually weak innovationsdynamics should also be mentioned here.
Numerous specific factors provided, this applie® @b the military sector. More than ever the

ideal planning and use of scarce financial androtheans seems to be in the foreground
(“getting out most of the budget”).

Administrations are increasingly facing these peaid with the realisation of — and dealing
with — changing settings of tasks. They find thewes confronted with new challenges
which require new approaches. Contemporary formsoofdination within administrations
and abstract bodies of rules and regulations faefacient management of public institutions
are needed. It is important to establish a suitilal@mework on a political, economic and so-
cial level in order to reasonabfylfil public tasks, preferably in the sense ofeguirement
and circumstance oriented public value performaibe.latter should on the one hand still be
relevant to interest groups, but nevertheless rmoomomy oriented. Existing unused or mis-
routed productivity reserves should be mobilisexdf, grganisation on the public side estab-
lished and information networks within and betwé®organisations built up and developed.

These processes affect the military administrationgery special ways. The drastic and rapid
changes of global security political conditions lillve a massive impact on interpretation,
structure and assignment of modern armed forcas.réfuires corresponding adjustments in
all military related administrations and other ingions.



Not only should this approach demonstrate the s#gesf restructuring and reorientation of
military administration, but also the possibilitiebsuch a transformation from a principally
purely administrative to an enhanced business ecmady managed administration by
means of basic principles of public management.

Public management is to be understood as the swnofianodern approaches of organisa-
tional and tax intelligence of an institution apged to guide and design complex systems in
a performance and effect oriented way. The crumiééria are effectiveness, efficiency and
sustainability. The main objective of administratimanagement is to guarantee military task
fulfilment and viability of the military organisatn in the long term by constant optimisation
against the background of political specificatiamsl the military mandate. Skills like flexi-
bility and the ability to further common- and sdivelopment are to be cultivated.

In the past, relatively little importance was ased to these economic considerations regard-
ing the interpretation of the military and its adimstrational organisations. This has to change,
however, if an effective and efficient armed fors@sicture and process is to be implemented
and maintained.

2 RESEARCH AIMS

In transforming an army to an effectively manageghaisation, the research target is

» to analyse the logical particularities of “militaagiministration”

* and to identify, on the basis of that analysis, dtagting point for appropriate measures in
order to make the work within the military admimnégton more efficient and effective.

In the long term the military can change from adrfénistrative establishment” to an “enter-
prise”. The systematic activity to administer am@ $0 the accomplishment of the issues in-
structed by law within the framework of an admiraive management, also in the sense of a
contemporary business management, is to be ademeisand provided. Hereby, reasonable
management, in terms of economic oriented thinking acting, stands in the foreground. In
this context, defence economics and business astnation are particularly significant. It is
important to find out about effectiveness (“Are d@ng the right thing?”), efficiency (“Are
we doing the right thing the right way?”) and ceffectiveness (“profitability”). In the course
of the goal setting process — against the backgrafipublic interest — the role of the corpo-
rate stakeholder has to be taken into consideration

3 METHODS OF RESEARCH

Against the underlying background public managenfetiises on a comprehensive method
of problem resolution by applying findings of busés administration and management (com-
pare “service institution military”) based on itsreiples and demands.

In the framework of the research, this systematdistic approach shall be applied. It allows
taking into consideration as well the cause-effetationship and the strengths and weak-
nesses within the “military business” and as a equence to propose successful ways of
structuring.



It has to be outlined, that the concept and raadisaf public management must not be a pure
belt-tightening policy. In fact, state and admiratbn should be prepared for future tasks
appropriately and on time. Various specific insteims could be applied for this purpose.

4 THE EXECUTED RESEARCHES IN DIFFERENT CHAPTERS

The following fundamental scientific tasks and diges are to be posed:

* Question 1:How can a performance and impact oriented goverieegulation be estab-
lished on the military sector? (Related researcte by Chapter I)

* Question 2: What does such a governance/regulation generadly like? (Related re-
search covered by Chapter I)

* Question 3:Which particularities have to be taken into coaesation at the realisation of
such a concept on the military sector? (Relateglaret covered by Chapter II)

e Question 4:Which measures have to be taken into consideratitime realisation of such
a concept on the military sector? (Related reseawebred by Chapter I1)

5 CONCLUSIONS

| have found, that especially the following probkhave to be adressed:

» Critical development of public households

» change of tasks

» pressing political problems

* public image problems

» pressure of legitimacy and changed performanceatapens

» serious managerial deficits; lacking efficiency affiéctiveness in administrative acting

* loopholes in modernisation of administration

» changed expectations towards staff

* unbalanced human resources management

* problems concerning motivation of staff, and in&pito keep pace with swift task
changes

The principles of an economic interpretation wolodd

* Optimization of the strategic decision making pssss on the political level and enforced
delegation of duty fulfilment to the administration

* Long term transformation of a military administoatito military as an enterprise
* Promotion of the individual responsibilities of oh, resources, cost and results

* Reduction of bureaucracy, simplification and traarspcy of processes, optimization of
the internal information system, clear assignmémésponsibility

* Optimization of dedication and use of the providesans



* Finding of concepts for the integration of indivedareas of responsibility

» Development of organizational structures for momgivation and personal responsibility

In this context, considerations about profitabildg increasingly play a role, whereas its
measurement especially in the military sector veithain largely unsettled for the time being.
Initially, the following problems are to be solvedp to now, input oriented rather than solu-
tion oriented governance has been in the foregrolihés way, it is clearly regulated how
much money can be spent on which issues (input)it iregulated which services are to be
performed with it (output). Target settings aredharever clear, which means that it stays
often unclear which “products” and services arbdcset up at what cost and for which target
group. The usual separation of professional managemnd resource management is also
problematic. This tends to lead to the point whasbody feels responsible for results (see
“organized irresponsibility”). The outcome is aatdlely dependent system, guided by ex-
treme target parameters but not a “learning”, gelfling one. Such a system is incapable of
responding to changes with the necessary fleybdind to guide its performance towards
better effectiveness and efficiency.

It has to be outlined, that the concept and ret@iraf public management must not be a pure
belt-tightening policy. In fact, state and admiratbn should be prepared for future tasks
appropriately and on time. Various specific insteims could be applied for this purpose.

Within the framework of strategy the right positiohpoints should be carried out, whereas a
respective mission statement should see to basiotation and confidence (see “value struc-
ture”) and ensure appropriate target building asming processes (see vision, organiza-
tional philosophy, corporate identity). In this ¢ext, military governance is primarily aimed
at finding independent ways of transformation withoonflicting with other institutions of
society and organizations of public administratiBspecially against the background of the
diverse military tasks new forms of “military leadkip” bear great chances, not least also in
the broadening of inbound concepts of civil-milt@ooperation.

In general, the current realization of public masragnt is to be evaluated rather differently.
Quite good progresses could be made in regardsetdhiard” factors (e.g. budgeting, cost
accounting, controlling). Compared to them, thealigment of the so called “soft” factors
(e.g. management, organizational culture, flexyilis by far not as advanced. Of course it
has to be underlined, that the realization of ckang fields which are directly connected
with people and their behavior is by far more difft than the purely technical implementa-
tion of business economic tools in other fields.

6 NEW SCIENTIFIC RESULTS

For the military, the application of a holistic @apt of business management suggests itself
in the sense of transition from a bureaucratic adstration to an efficient “business”, profes-
sional management playing a main part in this ttems

Result 1(referring to Question 1)t is absolutely necessary to implement the pples of an
economic interpretation in the context of militagministration as such: Optimisation of the
strategic decision making processes on the pdlige®l and enforced delegation of duty ful-
filment to the administration; long term transfotioa of a military administration to military
as an enterprise; promotion of the individual rewspailities of duties, resources, cost and



results; reduction of bureaucracy, simplificatioddaransparency of processes, optimization
of the internal information system, clear assignhténmesponsibility; optimisation of dedica-
tion and use of the provided means; finding of emts for the integration of individual areas
of responsibility, and development of organisatlasteuctures for more motivation and per-
sonal responsibility.

Result 2 (referring to Question 2)A management of the military as an enterprise after
parameters of public management guarantees thevachent of the following targets and
results in a more effective way: Strengtheninghef strategic leadership on the political level
and comprehensive, target oriented delegationssfftafilment to the level of administration.
This way, the tendency to under control in thetsgig field can be reduced as well as the
tendency to over control in the operational figldnsition from an administration to a target
group and performance oriented (service-) orgaoisapromotion of responsibility for tasks,
resources and results; reduction of bureaucraoyplgication of decision making processes
and procedures, improvement of transparency aneftre positive stimulus of motivation;
increase of effectiveness by more targeted usesgurces and clear priorities; increase of
efficiency through clear responsibilities and flgahe long term change of the organisational
culture in view of more willingness to perform, raaesponsibility and more motivation.

Result 3(referring to Question 3)Considering this “framework” it is important toakee old
patterns of thinking behind, since the realisabbthe mentioned aspects would not be possi-
ble or respectively desirable under such conditi@xssting, negative attitudes and concerns
about a change in organisational culture would hevédoe confronted by convincing to
achieve the following: Enhanced target and restiétnted guidancenstead of mainly input
guided regulation; strategic guidance “from a dist instead of governance by constant
(political) interventions into daily business; axteve self guidance of decentralised entities
with an effective guiding frameworikistead of “bureaucratic centralism”; graded, to a large
extent delegated result-responsibility (“unity abfessional responsibility and resource re-
sponsibility”) with clear and transparent strucgiog responsibilitynstead of “organised irre-
sponsibility”; reintegration of formerly shared kasand performance processes targeting an
optimization of the entire process; clearer origataon the target groups and on clear quality
criteria; focus on the “core competences” by enkdnesage of external suppliers; enhanced
efforts for transparency of costs and performanaegng other by a complete cost account-
ing and compilation and evaluation of performandetensive human resource management,
which is primarily based on motivation and persdmevelopment; within the framework of
a strategy the right positions of points shoulddlen, it should see to an according mission
statement of basic orientation and confidence dib®ur (“value structure”) and to secure
appropriate target setting and learn processesoffyi®rganisational philosophy, corporate
identity, “military leadership”); the configuratioand maintenance of the organisational cul-
ture is an important element of public managemisk and process review can also be in-
struments of a sustainable increase of efficiemzy @timisation of the use of resources and
the task fulfilment of the armed forces; in thisiwxt, the so called contract management is
also an important factor; controlling is finallyramarising the described instruments, as a
new kind of understanding is exceeding the conweati logics of planning, guidance and
surveillance.

Result 4 (referring to Question 4)The following measures for a successful and Suside
application of the above mentioned implications ldduave to be fulfilled: To achieve a cer-
tain basic understanding of an enterprise namedanyilfor a leadership, which is strongly
oriented according to the point of view of businesmagement; the application of this basic
understanding in the realisation of business ecand¢immking and action taking in all fields



and on all levels; the acquiring of a certain bdsiowledge relevant to management and
about business economy of all executive manadezsjge of business economic instruments,
methods and procedures has to be enhanced andgifie@nthe preconditions for constant
development and optimisation of the applied insents, methods and procedures have to be
established; an enhanced assignment of pertireenett personnel in corresponding functions
of the different fields and levels; optimisationfafman resource management; more efficient
use of the existent knowledge and improved knovwdddansfer; development of a controlling
concept as well as a controlling system and a ceraphtroduction of controlling; the con-
tinuing of already started, pertinent reformationj@cts, also consulting external experts; the
introduction of quality management in order to seca high level of performance; the culti-
vation of the instrument of task review in the sen$ the permanent analysis which tasks
should ideally be administered by whom and in whiety.

In general, i.e. in the Austrian Armed Forces, Whigere the main object of the authors re-
search and findings, the current realisation oflipumanagement is to be evaluated rather
differently. Quite good progresses could be madegards to the “hard” factors (e.g. budget-
ing, cost accounting, controlling). Compared tanthéhe development of the so called “soft”
factors (e.g. management, organisational cultuexjtility) is by far not as advanced. Of
course it has to be underlined, that the realisatiochanges in fields which are directly con-
nected with people and their behaviour is by faremdifficult than the purely technical im-
plementation of business economic tools in otredd$.

7 PRACTICAL AVAILABILITY OF THE NEW SCIENTIFIC RESULTS

Against the mentioned background public managerioentses on holistic method of problem
resolution by applying findings of business adntmason and management (compare “ser-
vice institution military”) based on the followirgyinciples and demands:

» Enhanced target and result oriented guidance ihtemnainly input guided regulation

» Strategic guidance “from a distance” instead ofegoance by constant (political) inter-
ventions into daily business

» Extensive self guidance of decentralized entitiék &n effective guiding framework in-
stead of “bureaucratic centralism”

» Graded, to a large extent delegated result-respititsi(“unity of professional responsi-
bility and resource responsibility”) with clear atrdnsparent structures of responsibility
instead of “organized irresponsibility”

* Reintegration of formerly shared tasks and perfolwegprocesses targeting an optimiza-
tion of the entire process (business re-enginegring

» Clearer orientation on the target groups and oar cjaality criteria

* Focus on the “core competences” by enhanced usheg&ternal suppliers (“warranty
management”)

* Enhanced efforts for transparency of costs ancdopeences, among other by a complete
cost accounting and compilation and evaluationesfggmances

* Intensive human resource management, which is phymzased on motivation and per-
sonnel development

* Within the framework of a strategy the right pasi of points should be taken. It should
see to an according mission statement of basictatien and confidence of behavior

7



(compare “value structure”) and to secure appropriarget setting and learn processes
(compare vision, organizational philosophy, corpoidentity, “military leadership”).

* The configuration and maintenance of the orgarorati culture is an important element
of public management. It can be applied as an gakémstrument of leadership. In the
military, it is traditionally and extensively used such. Nevertheless, at the same time
there is a considerable necessity for restructunioigble when considering a more mod-
ern organizational culture.

* Task and process review can also be instrumengs safstainable increase of efficiency
and optimization of the use of resources and thle ftalfilment of the armed forces.

* In this context, the so called contract manageneeatso an important factor. By target
and performance agreements administrative actitm li® guided in a result oriented way
through negotiable parameters of operational target

» Controlling is finally summarizing the describedtiuments, taking some kind of cross
divisional function. This new kind of understandiisgexceeding the conventional logics
of planning, guidance and surveillance.

8 RECOMMENDATIONS

For the military, the application of a holistic @apt of business management suggests itself
in the sense of transition from a bureaucratic adtriation to an efficient “business”, profes-
sional management playing a main part in this itemms Such a holistic concept is also to be
seen in the context of public management. The viollg preconditions for a successful and
sustainable application of such a holistic conadgtusiness management would have to be
fulfilled:

» A certain basic understanding of an enterprise wamgitary for a leadership, which is
strongly oriented according to the point of viewbosiness management

* The application of this basic understanding inrégmdization of business economic think-
ing and action taking in all fields and on all l&sve

* The acquiring of a certain basic knowledge relewantnanagement and about business
economy of all executive managers

* The use of business economic instruments, methodpeocedures has to be enhanced
and intensified

* The preconditions for constant development andmapétion of the applied instruments,
methods and procedures have to be established

* An enhanced assignment of pertinent trained pesdanrcorresponding functions of the
different fields and levels

* Optimization of human resource management
* More efficient use of the existent knowledge ang@roved knowledge transfer

» Development of a controlling concept as well a®atolling system and a complete in-
troduction of controlling

* The continuing of already started, pertinent refation projects, also consulting external
experts



* The introduction of quality management in ordesagure a high level of performance

* The cultivation of the instrument of task reviewthe sense of the permanent analysis
which tasks should ideally be administered by wlamd in which way

In this context it is important to leave old patteiof thinking behind, since the realization of
the mentioned aspects would not be possible oeotisely desirable under such conditions.
Existing, negative attitudes and concerns abotaage in organizational culture would have
to be confronted by convincing.

Public management guarantees that the tasks arg agreed upon between politics and ad-
ministration in form of targets, performance, budged operation. This way, a transparent
communication is possible. In addition to thateies to a better effectiveness and efficiency in
task fulfilment, which is supposed to lead to adyetise of resources and orientation towards
target groups and demands.
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