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INTRODUCTION 

THE SCIENTIFIC PROBLEM 

Today not only businesses are facing global competition, but also countries in their 
quality as economic locations. This; as a consequence, includes the institutions of public 
administration as agencies of a nation state. 

At the beginning of the last century, the bureaucratic model had a predominantly posi-
tive connotation attached to it. However, it developed under premises which strongly 
differ from today’s circumstances. The current and foreseeable situation increasingly 
requires administrative organisations to be flexible. Institutions of public administration 
have been showing an increasing awareness of the fact that present procedures of ad-
ministrative actions are no longer up to date and require redeployment.1 

Generally speaking, public administration is suffering from budgetary shortness, image 
problems, deficits in management, a not always ideal effectiveness and efficiency, 
sometimes also from problems in motivation of the staff members and a relatively quick 
change of duties and requirements while at the same time facing considerable new chal-
lenges. All strengths – the rule of law and reliability in the first place – are facing re-
markable weaknesses; high cost, deficits in quality and usually weak innovations in 
dynamics should also be mentioned here. Numerous specific factors provided, this ap-
plies also to the military sector. More than ever the ideal planning and use of scarce 
financial and other means seems to be in the foreground (“getting out most of the 
budget”). 

Administrations are increasingly facing problems with the realization of – and dealing 
with – changing settings of tasks. They find themselves confronted with new challenges 
which require new approaches. Contemporary forms of coordination within administra-
tions and abstract bodies of rules and regulations for an efficient management of public 
institutions are needed. It is important to establish a suitable framework on a political, 
economic and social level in order to reasonably fulfil public tasks, preferably in the 
sense of a requirement and circumstance oriented public value performance.2 The latter 
should on the one hand still be relevant to interest groups, but nevertheless more econ-
omy oriented. Existing unused or misrouted productivity reserves should be mobilised, 
self organisation on the public side established and information networks within and 
between the organizations built up and developed.3 

These processes affect the military administrations in very special ways. The drastic and 
rapid changes of global security political conditions do have a massive impact on inter-
pretation, structure and assignment of modern armed forces. This requires correspond-
ing adjustments in all military related administrations and other institutions. 

                                                 
1 See: Strunz, Herbert: Verwaltung, München/Wien 1993; Reichard, Christoph: Betriebswirtschaftslehre 
der öffentlichen Verwaltung, Berlin/New York 1987; Chmielewicz, Klaus; Eichhorn, Peter (Hrsg.): 
Handwörterbuch der Öffentlichen Betriebswirtschaft, Stuttgart 1989; Eichhorn, Peter; Friedrich, Peter; 
Jann, Werner; Oechsler, Walter A.; Püttner, Günter; Reinermann, Heinrich (Hrsg.): Verwaltungslexikon, 
Baden-Baden 2003; Wimmer, Norbert: Dynamische Verwaltungslehre – Ein Handbuch der Verwaltungs-
reform, Wien/New York 2004; Holzinger, Gerhart; Oberndorfer, Peter; Raschauer, Bernhard: Österreichi-
sche Verwaltungslehre, Wien 2006; Metzen, Heinz – Schlankheitskur für den Staat – Lean Management 
in der öffentlichen Verwaltung, Frankfurt/M./New York 1994; Kraus, Herbert: Grundriß einer Theorie 
der Verwaltung – Betriebswirtschaftliche Merkmale der Verwaltungstätigkeit, Wien/New York 1969 
2 Compare: Zapotoczky, Klaus: Verwaltung und Gesellschaft. In: Zapotoczky, Klaus; Pracher, Christian; 
Strunz, Herbert (Hrsg.): Verwaltung innovativ, Linz 2007, 17 ff. 
3 Compare: Priddat, Birger P.: Gemeinwohlmodernisierung, Marburg 2006 
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Not only should this approach demonstrate the necessity of restructuring and reorienta-
tion of military administration, but also the possibilities of such a transformation from a 
principally purely administrative to an enhanced business economically managed ad-
ministration by means of basic principles of public management.4 

Public management is to be understood as the summary of modern approaches of organ-
izational and tax intelligence of an institution appointed to guide and design complex 
systems in a performance and effect oriented way. The crucial criteria are effectiveness, 
efficiency and sustainability. The main objective of administration management is to 
guarantee military task fulfilment and viability of the military organization in the long 
term by constant optimization against the background of political specifications and the 
military mandate. Skills like flexibility and the ability to further common- and self-
development are to be cultivated.5 

In the past, relatively little importance was ascribed to these economic considerations 
regarding the interpretation of the military and its administrational organizations. This 
has to change, however, if an effective armed forces structure is to be implemented and 
maintained.6 

 

RESEARCH AIMS 

In transforming an army into an effectively managed organization, the research target is 

• to analyse the logical particularities of “military administration” and 

• to identify, on the basis of that analysis, the starting point for appropriate measures 
in order to make the work within the military administration more efficient and ef-
fective. 

In the long term the military can change from an “administrative establishment” to an 
“enterprise”. The systematic activity to administer and see to the accomplishment of the 

                                                 
4 Compare: Schaefer, Christina; Müller-Osten, Anne: Effektivität im öffentlichen Sektor. In: Die Verwal-
tung 2/2006, 247 ff. 
5 Compare: Schaefer, Christina; Fischer, Jens (Hrsg.): Neues Verwaltungsmanagement – Verwaltung 
modernisieren, Ressourcen nutzen, Abläufe optimieren, Stuttgart 2007; Schedler, Kuno; Proeller, Isabel-
la: New Public Management, Bern/Stuttgart/Wien 2006; Thom, Norbert; Ritz, Adrian: Public Manage-
ment – Innovative Konzepte zur Führung im öffentlichen Sektor, Wiesbaden 2006; Neisser, Heinrich; 
Hammerschmid, Gerhard (Hrsg.): Die innovative Verwaltung – Perspektiven des New Public Manage-
ment in Österreich, Wien 1998; Reichard, Christoph: Wirkungsorientiertes Verwaltungsmanagement. In: 
Brüggemeier, Martin; Schauer, Reinbert; Schedler, Kuno (Hrsg.): Controlling und Performance Manage-
ment im Öffentlichen Sektor, Bern/Stuttgart/Wien 2007, 3ff.; Reichard, Christoph: Public Management. 
In: Voigt, Rüdiger; Walkenhaus, Ralf (Hrsg.): Handwörterbuch zur Verwaltungsreform, Wiesbaden 2006, 
282 ff.; Jann, Werner: Neues Steuerungsmodell. Blanke, Bernhard; von Bandemer, Stephan; Nullmeier, 
Frank; Wewer, Göttrik (Hrsg.): Handbuch zur Verwaltungsreform, Wiesbaden 2005, 74 ff.; Blanke, 
Bernhard; Plaß, Stefan: Vom schlanken Staat zum aktivierenden Staat – Leitbilder der Staats- und Ver-
waltungsmodernisierung. In: Behrens, Fritz; Heinze, Rolf G.; Hilbert, Josef; Stöbe-Blossey, Sybille 
(Hrsg.): Ausblicke auf den aktivierenden Staat – Von der Idee zur Strategie, Berlin 2005, 27 ff.; Schedler, 
Kuno: Wie entwickelte sich die internationale Debatte um das New Public Management? – Versuch einer 
Übersicht. In: Jann, Werner; Röber, Manfred; Wollmann, Helmut (Hrsg.): Public Management – Grund-
lagen, Wirkungen, Kritik, Berlin 2006, 95 ff. 
6 See: Breunig, Alexander; Pöcher, Harald; Strunz, Herbert; Wehrökonomik – Entwicklungen im interna-
tionalen Kontext, Frankfurt/M. 2006, 101 ff.; Strunz, Herbert: Management im militärischen Bereich, 
Lohmar/Köln 2006; Strunz, Herbert: Management im Militär. In: Österreichische Militärische Zeitschrift 
2/2007, 149 ff.; Strunz, Herbert: Public Management – Möglichkeiten für den militärischen Sektor. In: 
Truppendienst 5/2007, 396 ff. 
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issues instructed by law within the framework of an administrative management, also in 
the sense of a contemporary business management, is to be administered and provided. 
Hereby, reasonable management, in terms of economic oriented thinking and acting, 
stands in the foreground. In this context, defence economics and business administration 
are particularly significant. It is important to find out about effectiveness (“Are we do-
ing the right thing?”), efficiency (“Are we doing the right thing the right way?”) and 
cost effectiveness (“profitability”). In the course of the goal setting process – against the 
background of public interest – the role of the corporate stakeholder has to be taken into 
consideration. 

 

METHODS OF RESEARCH  

Against this background public management focuses on holistic method of problem 
resolution by applying findings of business administration and management (compare 
“service institution military”) based on the following principles and demands. 

In the framework of this research, a systematic, holistic approach shall be applied. It 
should allow taking into consideration the cause-effect relationship and the strengths 
within the “military business” and as a consequence to propose successful ways of 
structuring. 

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

 

THE EXECUTED RESEARCHES IN DIFFERENT CHAPTERS 

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

• Question 1: How can a performance and impact oriented governance/regulation be 
established on the military sector? (Related research covered by chapter I) 

• Question 2: What does such a governance/regulation generally look like? (Related 
research covered by chapter I) 

• Question 3: Which particularities have to be taken into consideration at the realisa-
tion of such a concept on the military sector? (Related research covered by chapter 
II) 

• Question 4: Which measures have to be taken into consideration at the realisation of 
such a concept on the military sector? (Related research covered by chapter II) 
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CHAPTER I: CONCEPTS OF DEFENCE ADMINISTRATION AND 
MILITARY MANAGEMENT 

Here and there the armed forces are referred to as the ultimate bureaucracy. Administra-
tion and bureaucracy are doubtlessly fundamental features of the present social, political 
and economic environment.7 This fact in itself is not really a problem. However, the 
present development of administration is marked by substantial and increasing broaden-
ing, autonomization and not least rigidity. In the past decades economic and social phe-
nomena have developed much quicker than public administration. Therefore, admini-
stration is confronted with completely new tasks. 

As a result of such a readjustment of tasks an extensive demand for restructuring 
emerges. This development also has an impact on military administration.8 By now, not 
only businesses are subject to competition. What has always been a normal reality to 
commercial and private organizations is now increasingly occurring in public institu-
tions. On the one hand, the handling and use of available resources according to eco-
nomic criteria, such as cost effectiveness and efficiency, are in demand in order to stay 

competitive – in the case of the armed forces to maximise operational readiness. On the 
other hand, it becomes more and more obvious that for public administrations – also in 
regards to value performance – it is increasingly necessary to operate according to eco-
nomic principles in order to keep administration systems competitive and most impor-
tantly affordable. 

Therefore the question is in how far a more efficient and effective configuration of pre-
sent administrative processes in modern armed forces is possible and necessary, and in 
how far purely administrative processes can be substituted or at least supplemented by 
management methods. Can a public administrative institution or an administrative es-
tablishment, in this context especially the military, be at least partly managed like a pri-
vate business without endangering its quality and most importantly the access to the 
service provided to the public? However, it has to be taken into consideration that eco-
nomic decisions are more time consuming and harder to take the larger the concerning 
system in which the decision should be applied is.9 

Before these questions can be constructively processed, the apparently opposing princi-
ples of administration and management are to be dealt with. 

 

                                                 
7 Compare: Strunz, Herbert: Der Verwaltungsbegriff. In: Hofmann, Michael; Zapotoczky, Klaus; Strunz, 
Herbert (Hrsg.): Gestaltung öffentlicher Verwaltungen, Heidelberg 1993, 3 ff. 
8 Originally: compare von Kortzfleisch, Gert: Militärorganisation. In: Grochla, Erwin (Hrsg.): Handwör-
terbuch der Organisation, Stuttgart 1969, 990 ff.; more updated compare. Haltiner, Karl; Klein, Paul; 
Gareis, Sven Bernhard: Strukturprinzipien und Organisationsmerkmale von Streitkräften. In: Gareis, Sven 
Bernhard; Klein, Paul (Hrsg.): Militär und Sozialwissenschaft, Wiesbaden 2004, 15 ff. 
9 Compare: Vogel, Rick: Ökonomisierung des Öffentlichen? New Public Management in Theorie und 
Praxis der Verwaltung. In: Jansen, Stephan A.; Priddat, Birger P., Stehr, Nico (Hrsg.): Die Zukunft des 
Öffentlichen, Wiesbaden 2007, 152 ff.; Nowotny, Ewald: Der öffentliche Sektor, Berlin/Heidelberg 1999; 
Hill, Hermann (Hrsg.): Die Zukunft des öffentlichen Sektors, Baden-Baden 2006; Osborne, David; Gae-
bler, Ted: Reinventing Government – Mit Unternehmergeist zum innovativen Staat, Wien 1997; Badelt, 
Christoph: Marktanreize im öffentlichen Sektor – Strategien zur Effizienzsteigerng mit Beispielen aus 
den USA; Wien 1987; Richter, Gregor: Ökonomisierung in der Bundeswehr. In: Gareis, Sven Bernhard; 
Klein, Paul (Hrsg.): Militär und Sozialwissenschaft, Wiesbaden 2004, 40 ff. 
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I.1 DEFENCE ADMINISTRATION 

In general, administration can be described as a necessity to guide and supervise the 
individual services and following contributions in kind wherever people live together. 
These services and contributions in kind correspond to services as well as common eco-
nomic tasks and objectives, guided by administration. 

A substantial proportion of administrative work also exists in enterprises and organiza-
tions managed according to business economic principles. All individual and common 
activities regarding task fulfilment and value performance demand guidance and control 
as well as adjustment to the specified objectives of the organization. Operational ad-
ministration is the part of the organization which exploits and processes all information 
necessary for task fulfilment and value. 

Defence administration in particular can more than anything be understood as the part 
of the armed forces which conducts all activities concerning establishment and mainte-
nance of their organisational, logistic and financial bases in order to enable them to pro-
vide the ideal and unlimited allocation of public security and defence. Defence admini-
stration primarily serves the purposes of the armed forces and does normally discern 
tasks which do not directly serve the enablement of deployment. It therefore involves all 
organisational entities of the military, which mainly serve to guarantee the operational 
capability of its armed forces in regards to staff, material and structure as well as other 
military relevant fields of duty. In this business economic context defence administra-
tion would involve administrative areas such as human resources, material, property and 
budget management without taking concrete measures to permanently develop and ad-
just those areas. Beside the military staff of officers and soldiers, civil servants and con-
tract public employees are also members of defence administration. However, an exact 
classification of individual organisational entities is often not possible, since functional 
and human resource related issues can intermingle in the military. This can cause the 
following virtual and legal problems: 

• Interference with the accomplishment of military management processes; 

• Limitations of the military’s operative and tactical capacity to act; 

• Ambiguities regarding international law concerning combatant status of civilian 
employees; 

• Ambiguities regarding the status of soldiers in defence administration; 

• Problems with civilian employees in defence administration who are used for de-
ployment, causing repercussions to the management system by influencing the ef-
fectiveness of command; 

Therefore, it is incidental to obligatorily and stringently integrate military administra-
tion, because it can provide in many areas, especially in military strategic and operative 

command, the basic parameters for an effective state assessment. Information relevant 
to military deployment is useable if it is preferably comprehensive and given in due 
time, immediately and without contradictions. Therefore, an economically structured 
and managed administration is of vital importance in the military. A substantial feature 
of the general work structure in administration is, besides resuming all warranty respon-
sibilities, the undivided responsibility for the financing as well as for the implementa-
tion of performances. 
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In principal, the concept of administration has significant advantages, which are among 
others: 

• Firm structures and direct access to the person in charge; 

• Compact office hierarchy and hierarchy of authority with a high degree of responsi-
bility control and direct guidance of staff with a high degree of discipline; 

• Administration bound formation and further education; 

• Close functional specialization and consequently detailed knowledge of the respec-
tive area; 

• High computability and traceability of processes and abstract bodies of rules and 
regulations; 

• Rule-based processes with little room for arbitrariness and relatively good means of 
control; 

• Chain of command with determined vertical communication channels and decision 
making processes as well as continuous written documentation and consequently 
easy verifiability through a third-party; 

• Selection and promotion according to education and performance by specified pro-
motion steps which regulate entry and advancement; 

• Evaluations by supervisors are significant which leads to a low level of competition 
between the employees and consequently reduces the risk of creating a bad work 
climate; 

• No negative impact on the quality of the adduced performance due to priorities like 
profit maximization; 

However, conventional administrative systems do also show weaknesses, which could 
be eliminated or at least diminished by applying diverse management methods. 

• Too many hierarchic levels with unclear interfaces with multiple responsibilities; 

• Unnecessary separation of professional and resource responsibility 

• Budgetary deficits due to lack of reallocation possibilities 

• Executive requirements and controls instead of result and target regulation; 

• Lack of cost-benefit transparency; 

• Lack of human resources management and unsuitable means of motivation as well 
as too rigid models of payment and appeal; 

• Blockades on management level by political decision-makers; 

• Too strong and inappropriate focus on details; 

• Hardly any ability of change or innovation; 

This shows that administration is not to be considered something entirely negative or to 
be completely reshaped. Generally it has to be acknowledged that state and administra-
tion are necessary and important parts of every society. However, there should always 
be a search for ways to diminish existing disadvantages by supplementation or struc-
tural changes, as they are offered by public management methods, in a way that the 
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positive aspects of administration mainly determine the function of the administrative 
system.10 

 

I.2 MILITARY OPERATION AND MANAGEMENT 

Initiating the business process of an organization in a target oriented way and to guaran-
tee that it will be smooth and coordinated demands a corresponding creative power. The 
necessary incentives and regulating measures are the contents of so called management. 
The term management describes the positive influence on processes, effects, problems, 
activities and transactions on all levels of an organisation. It focuses on task fulfilment 
in leadership and therefore on all areas of activities directed to target achievement of 
organisations. 

The most concrete processes within management can be described as a circle. First, the 
objectives and the necessary measures and strategies for their achievement are deter-
mined, ideally followed by inbound planning of the necessary and existing resources. 
After those executive activities an in depth control is carried out. 

The aim of management – as well as of administration – is to guarantee the long term 
viability of an organisation. The difference is that in this context management acknowl-
edges characteristics like adaptability, flexibility or progressiveness as evenly necessary 
qualities as consistency and coherence. Management, contrary to administration, is 
therefore taking future oriented considerations in the sense of a vision, a philosophy or, 
in the military context more appropriately, a strategy and suitable objectives and plan-
ning. 

In this context, the concept of management in a military organisation would include, 
apart from administration, two areas: troop management and operational management. 
Troop management and also military management represent management as a military 
leading function and generally refer to troop leading during deployment and field exer-
cises according to military considerations and methods of leadership directed to the ful-
filment of the military mission as well as all aspects regarding tactics and operation in-
cluding troop moral. The final objective of military management is to achieve a politi-
cally useful success, which under some circumstances includes the coming to terms 
with different situations of crisis. On the strategic level, military management has to 
determine the military strategic objectives, time frames, deployment location, available 
human and other resources, jurisdiction, responsibilities, resources of the civilian divi-
sions and all basic parameters, according to political specifications. On the operational 
level, military management is supposed to convert the strategic specifications into con-
crete tasks and commands. It defines operational goals, develops concrete options of 
action and summarizes them in an operational and accomplishable concept. Its central 
feature is the hinge-joint like connection to the tactic management level. Tactical lead-
ership is another field of duty within troop leading and is defined as leadership espe-
cially directed to the deployment and movement of troops. The corresponding manage-
ment task involves all logistic and communicative tasks in order to guarantee an ideal 
leading of military units and their corresponding support elements during a specific 
mission. Based on the strategic and operational level, tactical leadership lays down tac-
tical objectives as well as the type of deployment and operation for the subordinate 

                                                 
10 Compare: Bogumil, Jörg; Jann, Werner: Verwaltung und Verwaltungswissenschaft in Deutschland – 
Einführung in die Verwaltungswissenschaft, Wiesbaden 2005 
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troops and branches of service. Military leadership is based on the principles of order 
and obedience, compliance of mandate and resources, legal compliance and contempo-
rary personnel management as well as undivided personal responsibility of the military 
management personnel.11 

Opposed to this, business management focuses on institutional management responsibil-
ity regarding individual locations, including military administrative headquarters; the 
management of the department and the whole administration in order to guarantee ideal 
preconditions and basic conditions to fulfil the military mandate. Finally, troop man-
agement is the most important part of military management and does also characterize 
the purpose of defence administration. 

Both concepts pay regard to the most economic use of available resources. In this re-
spect troop management is the most significant part within the armed forces. After all, 
troop deployment is the final purpose of the military and its organizational branches, 
and has therefore priority – in spite of all economic principles. 

Management as a function refers to the tasks which have to be administered. These 
tasks are divided into management functions and operational functions. Management 
functions involve: communication, planning and targeting, decision making, motivation, 
organisation and observation. Operational functions involve: procurement, goods and 

services, performance processing, financing and information. Military management in 
the sense of operational functions involves normative, strategic and operational plan-
ning and guidance as well as aspects of personnel management, resource management, 
organisational development, controlling and quality management.12 

Management in the armed forces is therefore a rather general approach and, according 
to the general principles of management, requires managers. Opposed to this, troop 
management involves all military specific aspects and requires soldiers and officers who 
are experts in their field and familiar with the military work. If next to administrative 
processes management oriented approaches are applied in the military, it is the admini-
strations task to provide for the basic conditions for a successful management in the 
sense of a military as well as business economic understanding and the respective nec-
essary services.13  

                                                 
11 Compare: Stadler, Christian: Military Ethics. In: Bundesministerium für Landeverteidigung (Hrsg.): 
Führen und Verantworten, Bericht zum Symposium der Wissenschaftskommission beim BMLV 12.-
13.11.2002, Wien 2003, 59 ff. 
12 In this context generally see: Strunz, Herbert: Unternehmensführung. In: Härdler, Jürgen (Hrsg.): Be-
triebswirtschaftslehre für Ingenieure, München/Wien 2007, 453 ff.; Bea, Franz X.; Friedl, Birgit; 
Schweitzer, Marcell (Hrsg.): Allgemeine Betriebswirtschaftslehre – Führung, Stuttgart 2005; Schreyögg, 
Georg; von Werder, Axel (Hrsg.): Handwörterbuch Unternehmensführung und Organisation, Stuttgart 
2004; Neuberger, Oswald: Führen und führen lassen, Stuttgart 2002; Strunz, Herbert; Dorsch, Monique: 
Management, München/Wien 2001; Robbins, Stephen P.: Managing Today, Upper Saddle River, N. J. 
2000; compare: Pichlkastner, Karl; Meurers, Bernhard; Fontanari, Markus: Führungs- und Organisations-
lehre II, Wien 1998; Meurers, Bernhard: Führungsverfahren auf Ebene Brigade und Bataillon, Wien 
2004; Zeiner, Hubert: Manager in Uniform, Wien 2002 
13 Compare: Pichlkastner, Karl; Meurers, Bernhard; Fontanari, Markus: Führungs- und Organisationslehre 
II, Wien 1998; Meurers, Bernhard: Führungsverfahren auf Ebene Brigade und Bataillon, Wien 2004; 
Zeiner, Hubert: Manager in Uniform, Wien 2002; Krause, Ulf: Der Schub der 90er Jahre für betriebswirt-
schaftliches Denken in der Bundeswehr. In: Schönherr, Siegfried (Hrsg.): Streitkräfte, Ökonomie und 
Europäische Sicherheit, Dachau 1999, 169 ff.; Einhorn, Hans: Anforderungen an die Theorie und Praxis 
der Militärökonomie in der Gegenwart. In: Forschungsinstitut für Militärökonomie und angewandte Kon-
version der Gesellschaft für Militärökonomie (Hrsg.): Streitkräfte als Wirtschaftsbetrieb, Koblenz 1992, 
33 ff. 
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Military operation or rather management in the military as a whole implies target ori-
ented leading and coordination of a military organization with all its headquarters, loca-
tions, troops and units, focussed on permanent operational readiness. All this does not 
happen through military administration only, but due to its comprehension. 

 

I.3 THE NECESSITY OF ECONOMIC PRINCIPLES IN DEFENCE ADMINI-
STRATION 

Criticism about public administration also includes the administration of the armed 
forces. A lack of efficiency and orientation towards the actual necessities of the armed 
forces and the population are often mentioned in this context. If the reasons for a lack of 
efficiency are analysed, the following main problems can be detected: 14 

• On the one hand, politics posts diffuse and erratic strategic specifications to the ad-
ministration, but on the other hand over controls day to day implementation. 

• Existing hierarchies can be associated with gridlocked decision making processes 
and lack of flexibility. 

• An overemphasis on legal regulations, and staff lacking basic understanding of 
business economy. 

• Competences concerning accomplishment, results and resources are often not con-
sistent. 

The classic business characteristics also apply to military organisations;15 no matter if in 
regards to the combination of production factors like soil, capital, work or raw materials 
to be used, or to the general principles of economic efficiency. Thus it is expedient, par-
ticularly in regards to military structures, to complement or partly replace administrative 
processes by a concept based on the principles of management.16 

An administrative system based on management principles essentially requires the fol-
lowing criteria: 

• Sustainability 

                                                 
14 Compare: Brühlmeier, Daniel; Haldemann, Theo, Mastronardi, Philippe; Schedler, Kuno: Politische 
Planung – Mittelfristige Steuerung in der wirkungsorientierten Verwaltungsführung, Wien 2001, 72 ff. 
15 This is of course to be differentiated. Please compare: Jann, Werner: Verwaltungswissenschaft und 
Managementlehre. Blanke, Bernhard; von Bandemer, Stephan; Nullmeier, Frank; Wewer, Göttrik (Hrsg.): 
Handbuch zur Verwaltungsreform, Wiesbaden 2005, 50 ff.; Eichhorn, Peter: Was können Unternehmen 
und Verwaltungen voneinander lernen? In: Eichhorn, Peter: Öffentliche Betriebswirtschaftslehre – Bei-
träge zu BWL der öffentlichen Verwaltung und öffentlichen Unternehmen, Berlin 1997, 131 ff.; Strunz, 
Herbert: Administration – Public and Private Management Today, Frankfurt/M. 1995; Braun, Günther E.: 
Ziele in öffentlicher Verwaltung und privatem Betrieb, Baden-Baden 1988; Rieger, Franz Herbert: Unter-
nehmen und öffentliche Verwaltungsbetriebe, Berlin 1983 
16 Compare: Röbken, Heike: Managementkonzepte erfordern eine kritische Reflexion – Öffentliche Ver-
waltungen müssen den wirklichen Nutzen pragmatisch hinterfragen. In: Innovative Verwaltung 3/2007, 
12 ff.; Schattenmann, Marc: Strategisches Management im öffentlichen Sektor. In: Kreyher, Volker J. 
(Hrsg.): Handbuch Politisches Marketing, Baden-Baden 2004, 561 ff.; Schekulin, Manfred: Mehr als nur 
eine Managementaufgabe – Strategische Steuerung in der Zentralverwaltung. In: Bauer, Helfried; Biwald, 
Peter; Dearing, Elisabeth (Hrsg.): Public Governance – Öffentliche Aufgaben gemeinsam erfüllen und 
effektiv steuern, Wien/Graz 2005, 174 ff.; Laux, Eberhard: Privatwirtschaftliche Vorbilder für den öffent-
lichen Sektor. In: Edeling, Thomas; Jann, Werner; Wagner, Dieter (Hrsg.): Öffentliches und privates 
Management – Fundamentally Alike in All Unimportant Respects?, Opladen 1998, 72 ff 
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• Cooperation, competition and task review and evaluation 

• Enhanced awareness of scarcity and reasonable performance objectives 

• Human resources management instead of staff administration 

• Openness and responsibility 

• Transparency and commensurability 

• Efficiency and flexibility 

Another criterion for the compatibility of management and administration is their simi-
larity in regards to management tasks within the individual forms of organisation. In 
principal, both approaches management as well as administration, aim at the efficient 
leading of organisations, establishing corresponding structures. However, administra-
tion turns out to be more consistent on the one hand, but more hieratic on the other 
hand. The environment in which an administration has to function today and in the fu-
ture, has drastically changed in deed, and so have the conditions. This can especially be 
observed on the military sector. Modern armed forces are faced with an increasingly 
rapid change of security policy and thus task profile. 

For defence administration, this implies a broadening range of duty as well as the neces-
sity of a better adaptability and mutability. Military service provision increasingly 
works in combination with services of other public administrations, non governmental 
organisations, economy and on an international level. Consistency and coherence are no 
longer the sole requirements. Other criteria like flexibility and innovation gain signifi-
cance. It is no longer enough to master existing processes. These processes also have to 
be constantly optimized and adapted to social problems and new structural requirements 
in order to come to terms with existing and emerging administrative problems and to 
avoid or at least diminish their consequences. 

Organizational forms with flat hierarchies, which can be found in businesses lead ac-
cording to management principles, do particularly show how necessary flexibility and 
adaptability are. New skills and competencies will be required from administrative staff. 
This does not imply that today’s administrative personnel are lacking the latter; in fact, 
plenty of unemployed potential lies idle due to hieratical administrative structures. This 
overlapping knowledge is to be activated and used. Clearly defined task and responsibil-
ity profiles are important, but it should be kept in mind that the staff has the possibility 
to work interdisciplinary and comprehensively. Up to now the individual areas of re-
sponsibility have been quite clearly defined in administration, however, the majority of 
the different areas of activity and competence lack clear divisions as well as the struc-
tured and project bound possibility for interaction between the individual areas in order 
to make team oriented cooperation possible. The following principles of operation dis-
play a more stream-lined administrative organisation: 

• Group and team orientation – Tasks are dealt with in teams. This fosters competition 
within the administration on the one hand, but on the other hand avoids it among the 
staff. 

• Decentralized personal responsibility – Every task is accomplished on one’s own 
responsibility while specified quality standards have to be met. 

• Feedback – All activities related to the production of goods and services go along 
with continuous feedback. The reactions of management level, environment and sys-
tem serve their own action’s review. 
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• Client and performance orientation – All activities are aimed at the demands of a 
certain target group. This implies clarity about which specific target groups exist 
and which demands they have. 

• Value creation as a priority – The actual value creating activities are a priority in the 
organisation. In this context, value creation refers to every increase in use of a ser-
vice 

• Standardization – The work environment of every individual administrative em-
ployee is marked by generally known and commonly defined standards. However, 
these standards are not hieratic but have to further develop in compliance with 
changing conditions. 

• Continuous optimization – Every staff member takes part and is actively involved in 
the continuous optimization of performance processes and internal structures. 

• Prevention of failures – Failures are important as indicators, because they point out 
deficiencies in the system. Even internal consumers are customers, who can imme-
diately react to failures in order to respond to lacks of quality quickly and right at 
the source. 

• Thinking and planning ahead – Failures can to a large extent be avoided by preco-
cious planning. The period of planning can by all means be longer in order to 
achieve a shorter period of implementation. 

• Little, controlled steps – Evolution is more important than revolution. Changes lead 
to development if they are occurring within a clearly defined framework. Results 
achieved by larger, but rather one sided steps is usually not very sustainable. 

Common and consistent control mechanisms, if possible with the according standard-
ized rules and regulations as well as structures, and a reconstruction of inner infrastruc-
ture would substantially increase the efficiency of administrative systems. 

Innovation friendly and more lenient interpretations of internal administrative structures 
can contribute considerably to making military administrative services more attractive. 
This tendency calls for standardized thinking as well as for the direct search for contro-

versy. Solutions are to be developed right at the beginning, when projects are to be ini-
tiated. New methods are to be developed, leading up to a holistic and cross-linked view 
on their own role within a higher ranking system with all its challenges, reasons, conse-
quences and the corresponding interest groups and expectations. It is important to real-
ize that some problems are to be considered in connection with other, higher ranking 
problems of economic, ecologic and security political nature. Focussing only on the 
solution of problems which effect ones own business is no longer sufficient in order to 
develop constructive and effective approaches regarding solutions and innovation.17 

 

                                                 
17 Compare: Strunz, Herbert: Einzelwirtschaft und Gemeinwohl. In: Zeitschrift für Ganzheitsforschung 
IV/2004, 182 ff.; Strunz, Herbert: Betriebswirtschaftslehre und Gemeinwohl. In: Pracher, Christian; 
Strunz, Herbert (Hrsg.): Wissenschaft um der Menschen willen, Berlin 2003, 613 ff.; König, Klaus; 
Füchtner, Natascha: „Schlanker Staat“ – eine Agenda der Verwaltungsmodernisierung im Bund, Baden-
Baden 2000, 326 ff. 
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I.4 COST EFFECTIVENESS IN REFORM 

If a military administrative system is to be restructured through the application of public 
management methods in order to make it more efficient and cost-effective, substantial 
steps of reform are undoubtedly necessary. However, the development and implementa-
tion of such reforms aimed at more efficiency and effectiveness have often caused prob-
lems, which put the cost-effectiveness of the reform itself into question. These problems 
often emerge from a lack of consent regarding which innovations and changes are desir-
able and necessary and about how and where they should be implemented. 

Therefore, not only new forms of service provision and administration together with 
new ways to deal with administrative processes are necessary, but also the terms as such 
need to be redefined. It also has to be considered how these new concepts are to be han-
dled. Above all that, it has to be considered how they are to be implemented in form of 
a structured reform. 

In order to frame these processes of change within the administration in a cost-effective 
way, it is important to recognize higher-ranking connections and to take appropriate 
measures to adjust the corresponding steps of reform. Several economic and managerial 
tools are already applied in relation to this way of reform in order to optimize circum-
stances related to controlling, delegation, coordination, regulation etc., even before eco-
nomic tools are implemented into administrative processes.18 

Typical characteristics of such an implementation are among others: 

• Efficiency due to clear objectives and strategies; 

• Division and delegation of clearly divided areas of duty and responsibility during 
the reformation process; 

• Suggesting changes of focus and enhancing individual executive responsibility in 
the individual administrative areas; 

• Internal knowledge transfer and coordinated information management; 

• Disclosure of possible alternatives regarding the implementation process; 

• Regular controls and feedback about the progress concerning individual reform re-
lated steps; 

Reforms, as changes from top to bottom, and transformations, as changes from bottom 
to top, should be equally supported and implemented. In this context, the same level of 
importance is to be ascribed to both approaches. The supervisor has a certain responsi-
bility to provide, in the same way as the subordinate has a responsibility to obtain. It is 
of decisive importance to involve all parties.19 

                                                 
18 vgl. Strunz, Herbert; Breunig, Alexander: Verwaltungsreformarbeit im Österreichischen Bundesheer. 
In: Zapotoczky, Klaus; Pracher, Christian; Strunz, Herbert (Hrsg.): Verwaltung innovativ, Linz 2007, 131 
ff.; Promberger, Kurt; Koler, Daniel; Koschar, Dagmar H.: Leistungs- und wirkungsorientierte Steuerung 
in der Polizei, Wien/Graz 2005; Strunz, Herbert: Verwaltung – Einführung in das Management von Or-
ganisationen, München/Wien 1993, 170 ff. 
19 Compare: Bogumil, Jörg: Verwaltungsreform. In: Voigt, Rüdiger; Walkenhaus, Ralf (Hrsg.): Handwör-
terbuch zur Verwaltungsreform, Wiesbaden 2006, 368 ff.; Boukaert, Geert: Die Dynamik von Verwal-
tungsreformen – Zusammenhänge und Kontexte von Reform und Wandel. In: Jann, Werner; Bogumil, 
Jörg; Boukaert, Geert; Budäus, Dietrich; Holtkamp, Lars; Kißler, Leo; Kuhlmann, Sabine; Mezger, Erika; 
Reichard, Christoph; Wollmann, Hellmut: Status-Report Verwaltungsreform – Eine Zwischenbilanz nach 
zehn Jahren, Berlin 2006, 22 ff.; Strunz, Herbert; Fohler-Norek, Christine; Edtstadler, Karl W. (Hrsg.): 
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The development of master plans and long term strategic specifications is to be strived 
for and should be geared to social, internal administrative and economic concerns. This 
way, insecurity about the whole purpose of the implemented changes is diminished as 
well as doubts about the stability of new political, administrative, social and security 
political models. The complexity of administration cannot be “administered away” but 
has to be reduced by adequate communication and coordination during the reform. 

There is no lack of knowledge, willingness and information, neither of institutions, lead-
ing competence or know-how. There is only a lack of coordination and a way to corre-
late all those factors in a constructive way. The principle of fostering transformation 

next to reform stands exemplarily for this perspective. Change, stability and security 
cannot only be ordered from the top. They should especially be approached in the seg-
ments of administration and several organisations by competent and factual operating, 
and expand to the whole administrative system through the changes initiated by reform. 
Only in this way will changes in the individual organisations become meaningful. 

The development of systematic and repeatable evaluation processes would be an impor-
tant precondition for the optimization of military tasks, divided and implemented by 
different methods. Strengths and weaknesses would precociously be detected and it 
would be possible to develop adequate individual concepts for improvement of the indi-
vidual areas of responsibility.20 

Internal administrative contradictions often interfere with positive reform approaches or 
block them completely. Self-created competition within the administrations often leads 
to expensive delays and precipitant new conceptions. Such situations can finally cause 
whole reform projects to fail. 

It is therefore a main objective to avoid such internal contradictions. Reform projects 
should not only be defined as a complete concept on the whole, but as a process with 
clear intermediate goals. In this context the introduction of new methods of public or 
military management are good examples. The individual steps of reform do not neces-
sarily have to be implemented at the same time in all areas. Reform projects are often 
confronted with certain animosities. However, only some parts of reforms have effects 
on the individual administrative divisions and the actual changes resulting from it are 
considered to be absolutely manageable and not too hard to implement. It is therefore 
necessary not only to clearly define the steps of reform for the respective areas of duty 
within the administration, but also to strictly separate and define the future areas of ac-
tivity and new challenges which should be met by reform in as many parts of admini-

                                                 
Öffentliche Verwaltung im Wandel – Wirtschaftliche und rechtliche Aspekte des Managements öffentli-
cher Aufgaben, Wien 1996 
20 Compare: Promberger, Kurt; Bernhart, Josef; Niederkofler, Carmen: Grundlagen zur Evaluation von 
Verwaltungsreformen, Wien 2006; Bogumil, Jörg: Probleme und Perspektiven der Leistungsmessung in 
Politik und Verwaltung. In: Kuhlmann, Sabine; Bogumil, Jörg; Wollmann, Hellmut (Hrsg.): Leistungs-
messung und -vergleich in Politik und Verwaltung – Konzepte und Praxis, Wiesbaden 2004, 392 ff.; 
Promberger, Kurt; Bernhart, Josef; Niederkofler, Carmen: Grundlagen zur Evaluation von Verwaltungsre-
formen, Wien 2006, 37 ff.; Blanke, Bernhard; von Bandemer, Stephan; Nullmeier Frank; Wewer, Göttrik 
(Hrsg.): Handbuch zur Verwaltungsreform, Wiesbaden 2005, 502 ff.; Kirchhoff, Günter: Was ist den die 
Leistung in militärischen Angelegenheiten?, Ročnik/Brno 2002; Dahler-Larsen, Peter: Evaluation and 
Public Management. In: Ferlie, Ewan; Lynn, Laurence E. Jr.; Pollitt, Christopher: The Oxford Handbook 
of Public Management, Oxford/New York 2005, 616 ff.; Christe-Zeyse; Jochen: Neue Steuerung in der 
Krise? Ein Forschungsbeitrag zur Evaluation erfolgskritischer Faktoren in Reformprojekten der Polizei. 
In: Hoffmann, Rainer (Hrsg.): Empirische Polizeiforschung VII: Evaluation und Polizei – Konzeptionelle, 
methodische und empirische Einblicke in ein Forschungsfeld, Frankfurt/Main 2006, 34 ff. 
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stration as possible. It should be clearly expressed where and why changes in admini-
stration are appropriate and necessary and how they are intended to be implemented. 
Possible animosities against reform can be avoided in the fore-front by precocious and 
balanced communication and by explaining the individual steps of implementation and 
the corresponding consequences to the different areas of duty in detail. As a conse-
quence, the probability of cost pressure due to unnecessary delays can be reduced effec-
tively. 

If possible, it should be considered to involve all parties and people concerned. Open 
discussions about possible problems enhance and facilitate cooperation between all par-
ties concerned during implementation and can therefore contribute to significantly 
shorten the reform process. 

The previous subdivision of reform projects into individual stages and implementation 
areas allows a more exact calculation of cost and the dispatching of special budgets as 
financial buffers and their disposition. Furthermore, the establishment and allocation of 
particular budgets encourages cost-consciousness in the individual divisions, since 
competition over the available funds is already carried out beforehand and can therefore 
be reduced at an early stage, it can be widely avoided between the divisions during the 
actual implementation process. Every division and department would have to administer 
their own established budgets and be held responsible for and requested to justify cost 
overruns. This way, the principle of divided regulatory and resource responsibilities 
could precociously be applied during reform. 

Furthermore, it is highly recommendable to establish a central platform in order to 
avoid unnecessary discussions and controversies. In spite of additional expenses it is 
also recommendable to appoint a third party, for instance an external consultant with a 
political or economic background, acting as a coordinator between the individual levels 
during the different steps of reform. It reduces the danger of emerging frictions during 
reform work which could interfere with the process. Additionally their ‘outside perspec-
tive’ allows the creation of new models for a constructive coexistence of the individual 
areas of activity and a neutral buffer-zone for mutual control. This is of special signifi-
cance for reform projects in military administration, since competition is to be expected 
with the implementation of new procedures, for instance between civilian and military 
staff.21 

In order to further promote and intensify reform projects in the most unobstructed way 
the following steps are conceivable: 

• Development of a conceptual framework for the implementation of innovations and 
changes; 

• Detailed information of staff about the respective steps of reform; 

• Development of economic methods and tools especially designed for and adjusted to 
military particularities and requirements; 

                                                 
21 Compare: Zuberbühler, Christa: Vom Amtsschimmel zum Rennpferd – Wenn Mediation in der öffent-
lichen Verwaltung Gewinner schafft. In: Zapotoczky, Klaus; Pracher, Christian; Strunz, Herbert (Hrsg.): 
Verwaltung innovativ, Linz 2007, 231ff.; Güttel, Wolfgang H.; Strunz, Herbert: Konfliktmanagement in 
der öffentlichen Verwaltung. In: Strunz, Herbert; Fohler-Norek, Christine; Edtstadler, Karl W. (Hrsg.): 
Öffentliche Verwaltung im Wandel – Wirtschaftliche und rechtliche Aspekte des Managements öffentli-
cher Aufgaben, Wien 1996, 219 ff.; Fisch, Rudolf: Widerstände gegen Veränderungen in Behörden – 
sozialpsychologische Perspektiven. In: König, Klaus (Hrsg.): Verwaltung und Verwaltungsforschung – 
Deutsche Verwaltung an der Wende zum 21. Jahrhundert, Speyer 2000, 149 ff. 
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• Implementation of reform steps through selected pilot projects with subsequent fur-
ther diversification; 

• Support of implementation by coaching methods and concrete information adapted 
to the specific requirements of military types of organization; 

• Establishment of the preconditions for continuous development and improvement; 

In spite of relevant and specialized consultancy, the actual decision about upcoming 
projects and endeavours would still be reserved to the management level. Apart from 
regular controls and observations through specialized, appointed commissions, the man-
agement level could concentrate on the definition of objectives and their adjustment to 
relevant changes in the administrative environment. The demand for consultancy and 
co-determination arose from the fact that systems have shown to be significantly more 
efficient, if the interests of all parties involved had been referred to, taken into consid-
eration or at least been listened to. This way, maximum support of the project can be 
guaranteed. It can therefore be concluded that for the reform of administration and per-
formance processes not only the layout of the performances itself is of significance to 
the respective interests, but also the focus on the process of reaching a consensus within 
the respective administration which is supposed to finally deliver the performance. 

Reform from an economic point of view can primarily be referred to as the process of 
finding independent and if possible short and quick ways of transformation without get-
ting into conflict with other organisations of public administration, society or the people 
affected by reform. 

 

I.5 KEYNOTES OF ECONOMIC ACTING IN REGARDS TO THE CONCEP-
TION OF STRATEGIC DECISIONS 

An essential part of economic considerations is to collect findings and experiences from 
economic respectively business processes, to evaluate them and to provide suggestions 
based on those findings in regards to how organisations can design their internal proc-
esses in the most optimal way. Probably more than in any other public administrations 
the principle of effective economic acting counts or should count when it comes to stra-
tegic decisions, especially in the armed forces and its corresponding administrative enti-
ties. All organisational structures and their further development depend on a coherent 
and concrete strategy. All processes and tasks in military organisations are directed to 
the development and leading of the armed forces as well as to the unlimited allocation 
of security and permanent operational readiness.22 

Against this background, all strategic decisions in administrations basically incorporate 
the specification and layout of management and coordination strategies of a business or 
organisation; thus the regulation of all issues concerning jurisdiction, responsibilities, 
power, claims and control. The objective is to consider the beneficiary, in the case of 
the military the active military staff and of course the population, as the primary interest 
group of an administrative system and to become or stay perceptive towards the rights 
and requests of those ‘clients’; in spite of or especially through the increase and optimi-
zation of efficiency and effectiveness. However, these changes must not be made at the 
cost of their own stability and integrity. Determined military rules and regulations as 
well as processes imply the same, even against the background of economic efficiency. 

                                                 
22 Compare: Eichhorn, Peter: Das Prinzip Wirtschaftlichkeit, Wiesbaden 2005 
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Economic thinking and acting also changes basic questions concerning the initiation of 
strategic changes.23 The question of how specifications and changes are implemented is 
no longer the sole crucial factor, but also further questions emerge: 

• Where and in which ways is a certain intervention necessary and which mid and 
long-term effects and costs are connected with it? 

• Do the expected optimizations compensate for the potential costs of those interven-
tions? 

Public management in the sense of economic and strategic acting implies to a large ex-
tent the leading of the military and the military administration as a business and to guar-
antee that task fulfilment within the administration is increasingly based on criteria like 
performance provision, budget and cost responsibility. However, this must not interfere 
with the unlimited maintenance of value performance within the framework of the 
armed forces. This is easier said than done, since two completely antagonistic require-
ments have to be met. 

Profitability, meaning the increase of efficiency by determined performance parameters 
on the one hand, and performance maximization according to determined requirements 
regarding effort and cost on the other hand, sometimes conflict with the provision and 
maintenance of unlimited operational readiness. 

The question to what extent the profitability of military expenditure can be taken into 
consideration is rather problematic. How can the economic output of military perform-
ance be objectively measured? And moreover: 

• How can ‘success’ or ‘output’ be characterized in a military administration? 

• If there is no exact definition of success, how can there be a justification for the pur-
pose of existence? 

• Which economic tools are required where and in which form? 

• In which ways are these tools compatible and applicable? 

Which possibilities and basic approaches are conceivable in spite of those antagonisms 
and problems of economic specifications in military administrative systems? 

Achievable requirements for such an economic interpretation would be among others: 

• Development of a business economic over-all concept for defence administration; 

• Development of a mission statement and vision for defence administration; 

• Breaking of taboos and permanent questioning of structures and processes; 

• Development of a strategic and operational controlling concept for defence admini-
stration; 

                                                 
23 The relatively few experts in the filed of so called ‘defense economics’ have been dealing with similar 
– and also with the following- questions, trying to broach the issue of economic aspects on the military 
sector. In this context please compare e.g.: Schönherr, Siegfried (Hrsg.): Militärökonomie – Rückblicke 
für die Gegenwart, Ausblicke für die Zukunft, Dachau 2002; Schönherr, Siegfried; Einhorn, Hans (Hrsg.): 
Militärökonomie auf dem Weg zur europäischen Kooperation, Dachau 2001; Hahn, Oswald: Militärbe-
triebslehre, Berlin 1997; Sandler, Todd; Hartley, Keith: The Economics of Defense, Cambridge/New 
York/Melbourne 1995; Kirchhoff, Günter (Hrsg.): Handbuch zur Ökonomie der Verteidigungspolitik, 
Regensburg 1986 
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• Optimization of strategic decision making processes on the management level and 
enhanced delegation of activities concerning task fulfilment to previous administra-
tive areas; 

• Long term transformation from the military as an administration to the military as a 
business by application of business economic principles concerning legislative and 
executive tasks; 

• Promotion of individual task, resource, cost and outcome responsibility; 

• Focus on guarantee rather than on performance; 

• Reduction of bureaucracy, simplification of processes, transparency of processes, 
optimization of internal information systems, clearer assignments of responsibilities; 

• Optimization of use and application of available resources; 

• Enhances creation of awareness among the managers by information campaigns, 
lectures and publications; 

• Improvement of business economic basic understanding among the managers by 
further education and training; 

• Increase of economically trained personnel in key positions; 

• Enhanced assignment of external consultants and use of external resources; 

• Finding of concepts to integrate the individual areas of responsibility; 

• Enhanced cooperation ability of military institutions; 

• Development of organizational structures towards more motivation and personal 
responsibility; 

The fundamental question of economic thinking and acting in an administration is there-
fore not: “How can needs be fulfilled and supply be guaranteed?”, but: “How can the 
ideal service provision still be guaranteed with the available resources and determined 
budgets?” And: “Are there any other possibilities for the optimization of service provi-
sion and if yes, what are they?” 

Furthermore, the economic conception of strategic decisions in defence administration 
is directed to the change of existing administrative processes towards more flexibility, 
more economic oriented thinking and acting of the administrative staff, an enhanced 
focus of internal administrative processes on troop requirements and therefore an en-
hanced orientation towards the future, away from a mostly hieratic administration. 

In this context, the following principles should be taken into consideration: 

• Decisions should always be considered as parts of a bigger over-all picture and pre-
vious planning accordingly adjusted. 

• The choice of the appropriate tool for the concrete individual case is important as 
well as the application of adequate rules and regulations in regards to the implemen-
tation of specifications. 

• Rules and regulations are to be abstracted in a way they can still serve as guidelines 
and points of reference, but also provide sufficient room for necessary interpretation 
and adjustments in case of unforeseen incidents. 
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• Importance has to be attached to the establishment of – and operation within – ade-
quate parameters with more freedom of action for the administrative staff. 

• Provident development of catalogues of alternatives and alternative concepts, allow-
ing their quick application is of increasing importance. 

• Regular and mutual controls and inspections of endeavours and processes in regards 
to relevance and profitability are to be strived for. 

Apart from constantly updated planning parameters as well as effective and exact plan-
ning, the establishment of committees is recommendable, which are exclusively dedi-
cated to working out solutions for emerging problems. After all, avoiding problems is 
considerably less expensive than the compensation of resulting losses. 

Comprehensive analysis is a fundamental precondition for all planning efforts in order 
to develop a strategy. Due to the increasing complexity of present and future develop-
ments, environment analyses necessary for the formulation of a strategy, have to meet 
with considerable requirements. In the case of military organisations significant social 
changes in their environment can be observed. These changes have a considerable influ-
ence on the development of the military and have to be integrated into the development 
of strategies. The acquisition of reliable and comprehensible data about all influencing 
factors necessary for evaluation is a key problem.24 

A strategic conception developed from analysis should be based on the following ques-
tions:25 

• Is an integrated strategy evident and was it sufficiently communicated to all effected 
parties? 

• Does the strategy account for all present and future possibilities? 

• Does the strategy match the presently available resources? 

• Are the individual parts of the strategy and their resulting objectives consistent? 

• Are the risks calculable and compatible with the potential of the organisation? 

• Do all effected parties support the strategy? 

Instead of numerous separate and small, short term planning efforts in individual enti-
ties the aim should be to develop a concept for larger, collective basic planning as a 
strategic basis for following planning processes in individual areas and to establish them 
as guidelines for proceeding further. Information and information processing are the 
keys to success for those committees. 

The integration of economic thinking and acting regarding strategic decisions in ad-
ministration in general, and defence administration in particular, has to primarily serve a 
certain purpose. Not only is unobstructed service provision to be guaranteed, but also in 
the long term, in a permanently changing environment and by taking business economic 
principles into consideration. One of the most important decisions in this context is the 

                                                 
24 Compare: Siedschlag, Alexander (Hrsg.): Methoden der sicherheitspolitischen Analyse, Wiesbaden 
2006 
25 Compare: Strunz, Herbert: Orientierung in schwierigem Terrain – Konzeption strategischer Entschei-
dungen. In: Sadowski, Ulf; Gläß, Michaela (Hrsg.): Strategisches Denken und Handeln, München/Mering 
2006, 9 ff. 
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basic interpretation of infrastructure of defence administration and its interaction with 
the active armed forces. 

 

I.6 CENTRALIZATION VS. DECENTRALIZATION 

Up to now, a controversy between generally decentralized and absolutely centralized 
structures was evident. Both forms of organisation have advantages, but also show con-
siderable disadvantages and weaknesses in the administrative system when applied ex-
clusively. It can often be observed, that for instance procurement, regardless if human 
resources or the acquisition of heavy gear are concerned, is often subject to centralized 
decisions. On the one hand, it is a considerable advantage in regards to control of neces-
sary expenses and general demand. On the other hand, it is rather questionable if the 
qualitative demands in certain fields – e.g. the military – and in different locations are 
adequately supplied. In many fields of administration the regulation of performance 
processes currently occurs by centralized allocation of budgets. However, this leads to 
an unnecessary separation of professional and resource responsibilities, limiting the 
individual scope of action in regards to available resources considerably. Unused re-
sources can usually not be used for other divisions. This way, any motivation for cost- 
and performance oriented acting is a priori being oppressed. Centralization therefore 
bares the danger of ‘administering past’ the actual performance objectives and require-
ments. 

On the other hand, there are critical voices claiming that the principle of decentralized 
task division, self-regulation and control does not work in public administrations; that 
there are no natural sanction mechanisms in cases of failure or mismanagement, as it 
occurs in economy under market conditions. Wrong decisions would lead to the failure 
of the whole organisation. Therefore, permanent controls as a precondition and measure 
of protection are self evident. Administration from above is a necessity, since the indi-
vidual administrative organisations do not possess the will, nor the knowledge about 
higher ranking over all relations or the power to autonomously implement objectives or 
to pursue home-made innovations.26 

The lack of budget and scope of action, the danger of increasing bureaucracy and inter-
nal confusion is often claimed to be the reason for a strong tendency towards and sole 
concentration on only one of the above mentioned administrative and organisational 
principles. 

Of course it is not possible to abstract everything until it is unlimitedly valid. The oppo-
site of a complete individualisation of specifications, processes and structures is also 
very improbable. Effectively and efficiently governed administrations stand out for their 
balanced relations and an ideal middle ways between: 

• Uniform processes and flexible approaches, 

• The principles of consensus and authority, 

• Negotiations and specifications, 

                                                 
26 In this context please see the efforts in Austria, e.g: Bundeskanzleramt Österreich (Hrsg.): Das Verwal-
tungsinnovationsprogramm der Bundesregierung – Ziele, Maßnahmen, Ergebnisse – Bilanz 2006, Wien 
2006; Reichard, Christoph; Bals, Hansjürgen; Hack, Hans (Hrsg.): Verwaltungsreform: Warum und wie, 
München 2002, 31 ff. 
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• General rules and regulations and individual solutions, 

• Efficiency and stability, 

• And therefore between profitability and common welfare. 

As a consequence the question emerges of whether a golden middle way between the 
two types of organisation, namely centralization and decentralization, can be found, 
which preferably has only few negative side effects on cost structure and traceability. 
Previously, a division into the following functional areas should be possible: 

• Strategic control functions affecting the whole administration, 

• Strategic control functions affecting only one department, 

• Operational functions affecting the whole administration 

• Operational functions affecting only one department. 

The strategic and operational function affecting the whole administrative organisation 
should doubtlessly to a large extent remain a part of centralized responsibility. Opera-
tional functions affecting individual departments can be decentralized. In regards to 
strategic functions affecting individual departments it has to be decided individually and 
as the case arises where higher specialized competencies and effective forces can be 
found. In the case of the military it is more recommendable in such cases to stick to cen-
tralization, since some situations require direct measures from the political and military 
command. The principle of the primacy of politics towards the armed forces should in 
any case be preserved.27 

A general and ideal concept would be a development towards a centralized generaliza-
tion on the one hand, and a decentralized concretion on the other hand. It will hardly be 
possible to completely implement such a principle. The sheer diversity of individual 
interests would make this attempt fail, but it could at least help in finding possibilities 
and ways for a reform of mostly centralized or decentralized administrative systems 
towards such a combined orientation. 

Administrative acting away from general centralization towards self-dependent action 
and control, but with a centralized coordination can be aimed at and considered to be an 
absolutely realistic goal. Especially since it has shown that centralized and holistically 
coordinated and guided but on principal independent and self dependent actors, are 
more productive and efficient and their work more sustainable.  

The military as an executive organ is peculiar, since it is a politically and socially highly 
sensitive and complex system in which an ideal course of action only partly allows for 

                                                 
27 Compare: Strunz, Herbert: Staat, Wirtschaften und Governance. In: Zapotoczky, Klaus; Pracher, Chris-
tian; Strunz, Herbert (Hrsg.): Verwaltung innovativ, Linz 2007, 67 ff.; Rossmann, Bruno: Zur Bedeutung 
der Governance im Rahmen der Reorganisation des Staates. In: Bauer, Helfried; Biwald, Peter; Dearing, 
Elisabeth (Hrsg.): Public Governance – Öffentliche Aufgaben gemeinsam erfüllen und effektiv steuern, 
Wien/Graz 2005, 19 ff.; Reichard, Christoph: Governance öffentlicher Dienstleistungen. In: Budäus, 
Dietrich; Schauer, Reinbert; Reichard, Christoph (Hrsg.): Public und Nonprofit Management – Neuere 
Entwicklungen und aktuelle Problemfelder, Linz/Hamburg 2002, 26 ff.; Hill, Hermann: Von Good Go-
vernance zu Public Leadership. In: Verwaltung und Management 2/2006, 81 ff.; Schuppert, Gunnar Folke 
(Hrsg.): Governance-Forschung, Baden-Baden 2005; Rhodes, Roderick A. W..: Understanding Gover-
nance – Policy Network, Governance, Reflexivity and Accountability, Buckingham/Philadelphia 1997; 
Reichard, Christoph: Neue Ansätze der Führung und Leitung. In: König, Klaus; Siedentopf, Heinrich 
(Hrsg.): Öffentliche Verwaltung in Deutschland, Baden-Baden 1997, 649 ff. 
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simplification and flexibilization. It also depends on high classification rates and re-
strictive information. However, in the course of general transformation and optimization 
processes the armed forces will not always be subject to exceptions compared to other 
organisations of public administration. 

There has to be an understanding of the fact that the application of economic, military 
or political approaches only will lead to a failure in optimization of military tasks due to 
its one-sidedness. Therefore the principles of consensus and to include different internal 
interest groups at least to some extent also apply to the administration of the armed 
forces. The basis of military goods and services could be broadened and decentralized, 
while defence administration itself could maintain its inner stability. 

One objective of the implementation of public management methods in the administra-
tion of the armed forces should be the search for connections to other administrative 
levels and interest groups, especially to economy. It goes without saying that sensitive 
areas will remain as such and no unlimited access will be granted. 

Conceivable approaches to the optimization of the relations between centralized and 
decentralized administrative policies and the broadening of the cooperation ability of 
military institutions are: 

• Improving the dialogue between military and non-military organizations regarding 
the development of new programmes with supra-regional and overlapping military 
dimensions; 

• Improved elaboration of long term objectives and strategic points of orientation in 
and between the individual location managements in order to allow a refocusing of 
the administering institutions; 

• Motivation to and promotion of cooperation and exchange programmes not only 
between the different locations and one central administrative entity but also be-
tween locations and individual departments. 

Since flexibility and a high degree of mobility are essential, it has to be adapted to a 
decentralized approach regarding such a controlled establishment of cooperations and 
alliances. That is to say that the initiative for the establishment of regional and supra-
regional network should rather emanate from the individual locations or military dis-
tricts. Of course, centralized approval and monitoring processes would still be necessary 
for cooperations with a high level of information and knowledge exchange. These proc-
esses are rather time consuming, but do serve the maintenance of general security. The 
determination of the details regarding the set up of those networks should, however, still 
remain the domain of the decentralized and regional entities and partners. This will not 
only improve the performance of the military but also broaden its scope of performance. 

The division of executive tasks in individual areas of activity should be flexible in order 
to allow that, depending on the current requirements, tasks can be distributed, learned 
and taken up more quickly. An exact division of competencies within the corresponding 
area of activity is necessary. Nevertheless it should be possible to work more project-
oriented and flexible within the spheres of competence. If the areas of activity are 
clearly divided, this interpretation allows the avoidance of redundancies and neverthe-
less enhances internal communication and independent coordination. Such a structural 
interpretation can absolutely be considered as a principle of self-regulation, according to 
which governance is to be primarily based on objectives and values and not on formal 
and legal procedures. 
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However, in spite of all given competencies, developed control mechanisms should give 

the management level a permanent overview of executive administration. In this way, 
the expertise regarding implementation and service is centralized, while the financing 
and allocation of resources, remain largely a centralized responsibility. 

In general, such a concept of division of competencies and self-regulation has many 
advantages regarding the increase of effectiveness and efficiency; also in regards to the 
possibilities of coordination of military performance provision within and between the 
locations and the direct coping with new problems. 

If a decision is made in favour of the further development of decentralized professional 
and resource responsibility, certain general frames of action have to be specified by a 
central level. Among others, the following points are to be taken into consideration: 

• Specification of maximum scopes of action and scope of individual decision making 
within them; 

• Specification of guidelines which enhance centralized control and budget allocation 
while considering decentralized implementation and resource responsibility; 

• Tools to establish transparency of financial activities in the individual cost centres 
and locations; 

• Ranges of competencies for the executive staff; 

• Consideration of special premises regarding the allocation of rights and duties be-
tween the civilian and military staff; 

• Specifications for building flexible forms of organisations and project groups. 

However, such an implementation is also a problem. Apart from the reform of current 
areas of activities it requires the ability to consider its own areas of activity as part of an 
over-all system and to measure when, where and how its own actions can and have to be 
changed or adjusted. This requires a way of thinking directed towards finding new pos-
sibilities to achieve and process objectives and tasks instead of purely focussing on ju-
risdictions and responsibilities or the correct fulfilment and implementation of tasks. 
Integrated and interdisciplinary thinking is absolutely essential in order to act according 
to these modern principles and should increasingly be incorporated in internal adminis-
trative and military education. 

 

I.6.1 LOCATION MANAGEMENT 

The discussion about applied business economic principles in defence administration in 
general and aspects of centralization and decentralization in particular lends itself to 
examine the possibilities of management in and of military locations. Before the man-
agement of military locations is contemplated in detail, the economic significance of 
military locations should be pointed out. 

From a single economic point of view, the role of the military as a regional and supra-
regional demander and supplier of employment is important in regards to the economic 
significance of military locations. Especially against the background of the current con-
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version efforts in many armed forces and the consequent reduction of the respective 
administrative agencies this topic gains significance.28 

Regarding employment aspects, it can be differentiated between the effects of created 
jobs on the regional labour market and the effect of expenses made by the military and 
civilian staff on the region’s economy. The created jobs are largely independent from 
the respective economic cycle, since every recipient of wage or pay can be assigned to a 
particular location, a corresponding evaluation of the regional stimuli regarding particu-
lar trade sectors and their influence on external jobs. Therefore, defence expenses have, 
from the point of view of the central administrative level, not only macro- and single 
economic but also particular regional economic dimensions. It has to be evaluated 
which regions these expenses flow to, where they convert to incomes of private house-
holds and businesses and where they can virtually serve as instruments for regional eco-
nomic policies and politics.29 

In regards to military infrastructure, location management plays an essential role con-
cerning all efforts made to increase the efficiency of the whole military system. The 
armed forces are not only a service provider but in this context also an employer and 
regional demander for retail and wholesale. Therefore the rational and efficient handling 
of this problem is opposed by the principle of the military in its quality as an economic 
factor30, causing an increase of efficiency and cost-effectiveness by possible consolida-
tion on the one hand, but also bringing along negative side effects for a location’s econ-
omy such as closure of businesses and loss of jobs on the other hand. 

In order to achieve an increase of profitability and a stronger focus on performance in 
military governance, a concrete reflexion on location related topics stands in the fore-
ground. Even before considering location management as an economic factor, the pos-
sibilities of location management as military businesses respectively, location manage-
ment itself had been of interest. Such a consideration will follow below, directing to 
several approaches towards designing ways of communication and interaction between 
locations and centralized administrative units against the background of centralized and 
decentralized governance aspects. 

 

I.6.2 INTERACTION BETWEEN LOCATION AND CENTRALIZED MILITARY 
MANAGEMENT 

In order to create a structure where the specification of objectives and leadership re-
sponsibilities are centralized while implementation, resource responsibility, adjustment 
and realization are decentralized tasks, an improved interaction between the regional, 
national and central level and defence administration is required. Public management 

                                                 
28 Compare: Einhorn, Hans: Aktuelle Probleme der Konversionsforschung. In: Schönherr, Siegfried 
(Hrsg.): Militärökonomie auf dem Weg zur europäischen Kooperation, Dachau 2001, 57 ff.; Bald, Detlef: 
Militär, Ökonomie und Konversion, Baden-Baden 1993; Werner, Bernd: Regionalentwicklung durch 
Konversionspolitik, Frankfurt/Main 2002, 19; Drechsel, Eberhard: Probleme der Rüstungskonversion in 
Mittel-, Ost- und Südosteuropa. In: Forschungsinstitut für Militärökonomie und angewandte Konversion 
(Hrsg.): Verteidigung und Ökonomie, Koblenz 1992, 79 ff.; Breunig, Alexander; Pöcher, Harald; Strunz, 
Herbert: Wehrökonomik. Entwicklungen im internationalen Kontext, Frankfurt/Main 2006, 351 ff. 
29 Compare: Trattnig, Günther: Wirtschaftspolitische Interessen als Grundlage nationaler und supranatio-
naler Sicherheitspolitik. In: Österreichische Militärische Zeitschrift 4/2000, 429 ff. 
30 Compare e.g.: Pöcher, Harald: Geld, Geld und noch einmal Geld ... Streitkräfte und Wirtschaft – Das 
Österreichische Bundesheer als Wirtschaftsfaktor von 1955 bis in die Gegenwart, Wien 2006 
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approaches aim at the development of an intensified vertical – horizontal dialogue, try-
ing to avoid strict thinking and acting in apparently independent areas of responsibility. 

Paradoxically, complex systems in particular require flexible structures, but have a ten-
dency to hieratic and incrusted processes. This results from a lack of cooperation and 
interaction, since highly complex links with complicated and hardly transparent infor-
mation paths are developing simultaneously. Those paths can hardly be combined and 
coordinated with one another, which raises the question of how communication and 
interaction abilities can be improved and become more effective? 

Ways to a better division and coordination of decisions, decision making levels, deci-
sion makers and finally implementation processes are to be found. Therefore, a bal-
anced relationship between the development and division of responsibilities and tasks in 
the location’s administrative units and the central defence administration has to be es-
tablished, in order to create a flexible but still clear and manageable system. However, 
this depends on the individual organisational and structural parameters of a nation’s 
armed forces. Transparency is not only a necessity for optimization within the adminis-
trative organisations but also for establishing an understanding among the employees 
and of course the military staff. 

In economic terms, this means the allocation of operational management to the adminis-
trative units of the individual locations and the concentration of strategic executive 
powers and controls within central administrative departments. Therefore virtually a 
consistent regulation of diversified and individual implementation concepts based on 
holistic, superior objectives, all interest groups largely agree with. 

Several performances could be sourced out to the individual military locations so that a 
general and binding body of rules, regulations and principles is specified, but leaving 
enough leeway for the individual departments in order to allow for adequate corrections 
and adjustments. This would have positive effects on the department’s authority of deci-
sion. It would accelerate and shorten the development processes and specifications of 
guidelines and regulations, without endangering their stability and general liability. At 
the same time, negative competition between the organisations and departments could 
be exchanged by internal competitive effects and thus simultaneously increase effec-
tiveness and efficiency. 

Merging and centralizing individual departments and subsidiaries could be tried in order 
to conduct a differentiated and more detailed allocation of tasks and competencies in 

bigger organisations. This implies a higher degree of specialization and know-how in 
detail, but makes decision making and processing as a whole considerably quicker, eas-
ier and especially more comprehensible to all parties involved. New projects would be 
consistently designed, planned and operated, but processed quickly, and be flexible and 
decentralized. On the one hand, this would require the establishment of coordinating 
units on a central level, but on the other hand give the management level more liberty to 
concentrate on core tasks like planning and strategic decision making. 

The enhanced establishment and development of networks between locations and ad-
ministrative organisations is to be strived for, since they demonstrate an ability to make 
target achievement processes more productive and efficient than current vertical struc-
tures. These are simply forwarding tasks from top to bottom, diluting them more and 
more by the disproportionate imposition of details and authorizations. 

Again, this requires a centralized control unit having an overview of the system as a 
whole, managing the connections of all individual components by direct and regular 
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evaluation processes. In turn, this releases capacities in troop and administrative loca-
tions, which could be used more cost-effectively and reasonably. Possible consequences 
could be streamlining and enhanced competitiveness of administrative components 
within the armed forces. 

 

I.6.3 DEFENCE ADMINISTRATION IN OPEN COMPETITION 

By now also nations as national locations have increasingly entered an enhanced com-
petition. Whole national budgets have to be streamlined and made more effective, 
which finally leads to public budget retrenchments. Therefore also public administration 
organisations are exposed to an increasing pressure of competition. This tendency has 
been latent for a fairly long time, especially in regards to organisations operating on the 
private sector and in places also on a global level. As a consequence, the fact that the 
executive public administrations will be confronted with an increasingly broadening and 
diversifying scope of tasks, which will not only be based on the population’s needs, is 
going to be problematic, particularly for public institutions. 

The administration of the armed forces will also not be spared by this development. To 
the contrary; defence administration is the operational basis for the armed forces allow-
ing them to accomplish their service – the guarantee of public security. However, in the 
course of changing and hardly calculable threat potentials the formerly purely national 

security policy has mainly developed to a security policy of an alliance of states31.The 
armed forces have therefore followed this political pattern. For the respective adminis-
trative components this doubtlessly implies a reorientation in larger dimensions and the 
examination of new administrative models. The new motto is to no longer only provide 
the basis for the provision of security but to constructively take part in the protection of 
the location also in regards to its economy. 

If a nation’s defence administration wants to continue contributing substantially to the 
guarantee of public security under changed circumstances, it is necessary to deal with 
the new competitive situation and against this background to find new ways to make its 
own structures more effective and efficient.32 

In order act as effectively as possible, redundancies and simultaneously emerging ne-
cessities are to be reduced extensively. This requires harmonized and broadly applicable 
strategies of processing and solving problems. In turn, this also presumes economic and 
social problem awareness in public institutions and the corresponding organisational 
apparatus. The aim is not to simply develop austerity packages against the background 
of increasingly restrictive financial and resource situations. It has to primarily be aimed 
at concrete structural programs in order to reform the whole system with all its diverse 
procedures and implementation processes of the corresponding executive and adminis-
trative components. Therefore not a selective consideration of alternatives but con-
stantly exercised alternative thinking is required. 

                                                 
31 Compare: Hauser, Gunther: Das europäische Sicherheits- und Verteidigungssystem und seine Akteure, 
Wien 2006; Korkisch, Friedrich: Die Sicherheitspolitik Österreichs – Unklare Rahmenbedingungen. In: 
Österreichische Militärische Zeitung 5/2006, 613 ff.; Höll, Otmar: Außen- und Sicherheitspolitik. In: 
Neisser, Heinrich; Punscher-Rieckmann, Sonja (Hrsg.): Europäisierung der österreichischen Politik – 
Konsequenzen der EU-Mitgliedschaft, Wien 2002, 369 ff. 
32 Compare: Zapotoczky, Klaus: Ganzheitliche Mehrebenenbetrachtung von Sicherheit. In: Österreichi-
sche Militärische Zeitung 6/2003, 711 ff. 
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The following questions can be derived from the above mentioned requirements: 

• How can established services be made more effective and which innovative services 
will be required or demanded in the future? 

• Where lay possibilities for a concentration of activities and services as a whole and 
therefore for the promotion of synergetic effects? 

• How can possible adjoining “beneficiaries” be integrated and partaken into other 
target groups in order to not only avoid antagonisms but also promote motivation? 

• Which other sources exist for financing from sustainable third-party-funds, apart 
from the own available budget and efforts? 

• In which fields and how can present cost-effectiveness be increased by an exhaus-
tive cost-benefit analysis? 

• How can fields of services and activities of competing organisations be coordinated 
without categorically excluding wanted competition, but nevertheless reaching 
common superior objectives without being unnecessarily constricted by major inter-
nal opposition? 

Such measures should not only be considered a possibility for cost minimisation but 
also as incentives for remuneration effects. 

This contemplation should provide a realistic assessment of capacities, their limits and 
which would be an adequate positioning. Such an analysis pays attention to the devel-
opment of the organisation, its future potential, its structure and its available resources. 
Additionally a consistent strategic conception is necessary for future positioning. 

A judgement regarding whether or not a strategy concept will be successful and com-
petitive, can be made in advance by raising the following questions: 

• Can a continuous strategy be identified and has it been communicated to all parties 
involved? 

• Does the strategy take all present and future possibilities into consideration? 

• Can the strategy be implemented with the available means of the organisation, e.g. 
with present and future resources? 

• Are the strategy’s individual components and the resulting objectives and policies 
consistent? 

• Are the risks to be taken calculable and compatible with the possibilities of the or-
ganisation? 

• Do all people and entities involved support the strategy? 

Furthermore, the consistent focus on core tasks should be accelerated, however, the ac-
tual processes of goods and services have to be a priority before the actual administra-
tive activities. As a consequence, opportunity cost, caused by inactivity or mislead ef-
forts, can be avoided or at least be reduced. In this context, outsourcing and public pri-
vate partnerships are to be considered as serious thematic approaches. 

Long term alliances for the implementation of strategic objectives should be a priority 
when it comes to contacts with economy. The use of new technology, e.g. on the infor-
mation and communications sector or in the field of equipment, are decisive for the de-
velopment and increase of competitiveness. New technologies allow for the accom-
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plishment of new tasks and bigger fields of activity, shorter response and processing 
times and an increased interaction ability of defence administrations and the armed 
forces in general. However, in spite of all efforts to increase the competitiveness of de-
fence administrations, the principles of data classification and military secrecy are still 
to be preserved. This also requires new technologies of information protection. That 
very well may be an additional cost factor, but this approach would open a new service 
the military has to offer compared to civil partners namely the consistent and profes-
sional protection of sensitive data. The military is especially predestined for such a ser-
vice. 

Doubtlessly there are diverse positive approaches to make defence administration more 
efficient and performance oriented. The necessity of such a reform is clear against the 
background of new profiles concerning demands and competition. However, under no 
circumstances must the criteria of competitiveness, no matter how important its role 
may be in the new economic and global world view, interfere with the quality or the 
character of military performance or its allocation to all target and interest groups. This 
plea must without any doubt be incorporated in any kind of considerations concerning 
the increase of profitability in administration. 

 

I.7 PARTICULARITIES OF THE DEFENCE ADMINISTRATION SYSTEM 

Hitherto it has been argued why management is necessary on the military sector, where 
the potential for changes lies, and how and where general approaches can contribute to 
improve military task fulfilment. However, military reality demonstrates some circum-
stances which thwart those idealised approaches and make their implementation only 
partly possible. 

The military is a system made up by tasks, people, tangible means and information. At 

the same time the military is subordinate to politics and strategy, and has to fulfil the 
tasks given by the political leadership within and according to the legal framework of 
the respective state. Therefore it has to be taken into consideration that military objec-
tives are not subject to markets or economic requirements but the result of political de-
cision making processes and security political appointments, which have to be fulfilled 
within the financial constraints based on household and budgetary principles. Addition-
ally, staff of defence administrations, opposite to the staff of purely civilian administra-
tions or private businesses, is bound to military specific laws and regulations, which at 
least limit if not exclude a merely economic approach. 

 

I.7.1 CHAIN OF COMMAND 

Military organisations are marked most notably by their strictly and deeply ingrained 
hierarchic structure with the authority of the respective military leadership. A corner-
stone of military efficiency is the principle of command and obedience. The subordinate 
has to act out the command of their supervisor immediately and completely. This does 
not only apply to the active troops but finally to defence administration as well, even if 
not in the same way as to the active soldier. Even though defence administration em-
ploys a substantial share of civilian staff, supervisors are mainly officers, who are bound 
to military law and the corresponding code of conduct. Consequently, this concept is 
forwarded to the civilian staff. 
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A command is an instruction for action, given by a military supervisor to a subordinate, 
either in writing, verbally or in any other way, in general or in the individual case with 
the expectation of obedience. It reflects the will of the commander in terms of contents, 
direction and form. Commands are used mainly in the military field while in the field of 
administration it is (rather) referred to as edict or decree. Furthermore, the supervisor is 
obliged to implement commands in an appropriate manner. This does not only include 
commands he gave himself but also commands given by another supervisor for the area 
of duty he is in charge of. 

During deployment a command is a means of the military leadership to effectively deal 
with the subordinate staff in the following situations: 

• Communication of status information, 

• Clarification of tasks and intentions, 

• Appointment of clear individual instructions, 

• Coordination of concurrent actions of forces, 

• Information about assistance during deployment, 

• Propagation of information concerning organisational details. 

The military status of administrative personnel alone is of course no reason not to apply 
new management methods; to the contrary. In many fields, as for instance in logistics, 
planning and implementation of projects and mandates or target-setting, the firm and 
direct military structures can be of advantage. However, it is precisely these mainly 
firm structures that inhibit innovative and liberal approaches in many fields of public 
management. Thus, the implementation of new communications and interaction princi-
ples in the field of human resources management and leadership is limited. 

One of the key principles of public management is the promotion of codetermination of 
staff and well developed communication structures. Also in regards to the initiation and 
implementation of projects and tasks the distinct discussion and consideration of up-
coming tasks is advocated. However, on the military sector, contrary to the situation in a 
private business, the order situation and the resulting tasks and processes are subject to 
political specifications. Therefore there is sometimes no room for debates among the 
staff or a detailed discussion about which tasks have to be taken on and how these new 
tasks are to be implemented. Members of military organisation have to accept the regu-
lar renouncement of parts of their freedom and rights. Furthermore, military perform-
ance is usually rendered under critical circumstances or in an environment which re-
quires very short response times and very quick, definite solutions. Under such circum-
stances a concept of leadership other than the military-autocratic principle of command 
would be rather counterproductive, sometimes even dangerous. 

Also in less acute times the development of a more liberal leadership system is hardly 
possible, since quick and smooth processes for task fulfilment in case of emergency 
have to be practiced and perfected regularly in administration as well. The entire staff 
has to be used to certain service and process routines; to a larger extent than in any ci-
vilian administration. This can best be achieved by daily and continuous application and 
implementation, which also includes civilian staff in defence administration. One of the 
principles of administration development is to sometimes simply allow development 
and accept the fact that errors have to be possible and can sometimes even be desirable, 
since they indicate drawbacks in the system, which are to be remedied. Errors can cer-
tainly not be completely excluded, also not in the armed forces. However, the principle 
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of “constructive errors” cannot simply be transferred here, since in the military even an 
error on the lowest level can have extensive consequences. Therefore, errors have to be 
avoided consistently, even if certain processes of learning and development are conse-
quently inhibited. 

Finally, the possibilities of promoting and developing professional competence remain 
in the respective fields of activity and departments. Autocratic structures in the military 
cannot be completely abolished, however, the promotion of a certain degree of profes-
sionalism allows, at least within a determined framework, for a certain extent of per-
sonal and individual scope of action in regards to task fulfilment. In the same way there 
are hardly any obstacles for the development of possibilities for interdisciplinary task 
accomplishment and flexible team building. Additionally, the necessity of pervious dis-
cussions is abolished in a less authoritarian way. 

 

I.7.2 GUARANTEE OF TASK FULFILMENT 

Another point which makes the application of business economic principles to defence 
administration so difficult is the guarantee of unlimited operational readiness and the 
consistent and complete fulfilment of the mission specified by politics. IN this context it 
has to be taken into consideration that even minor deductions to this principle would 
hollow the justification for the existence of the armed forces and put it in question. If a 
complete task fulfilment is not possible, the armed forces are (theoretically) useless. 

Against this background, principles of profitability have in the first instance to be put 
aside. If then the fact is taken into consideration that in most of the armed forces the 
major share of the budget is spent on labour costs, considerable problems emerge when 
attempting to design their administrative component according to business economic 
parameters. Comprehensive and flexible operational readiness will always have nega-
tive effects on the expense situation. An increased profitability is expected to negatively 
affect the quality of operational readiness. 

Therefore, reductions in staff can be detected in many armed forces. This, however, 
mostly affects active troops, since they can increasingly be replaced by autonomously 
acting technological components and the global security political threat level virtually 
excludes acute conflicts on a large scale. There is an increasing demand for smaller and 
highly specialized troops within the framework of international crisis calls and aid op-
erations. Paradoxically, these smaller troops require a considerably higher logistic and 
administrative display, since profiles of qualification and deployment have increased 
enormously in complexity. A reduction of administrative staff coverage and the taking 
over of several tasks by more flexibly acting personnel will be hard to implement this 
way. Furthermore, with the technological reform, economic specifications meet with 
interests concerning the highest possible deployment orientation and a possibly broad 
scope of application and efficiency of all components of the system. 

Consequently, this affects the possibilities of an economic use of available financial and 
material resources. On the one hand, the budget is to be handled rationally, but on the 
other hand a highly specialized administration backing equally highly specialized troops 
increasingly use up these resources. Focussing on the application of new technologies is 
a possibility to put this into perspective in the long term. Not only for deployed troops 
can the application of technological communications and information systems consid-
erably increase efficiency without simultaneously increasing the administrative display, 
but also in the fields of logistics, coordination and planning. However, problems in the 
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fields of procurement and staff generation are going to arise. An expanded technological 
component and more complex systems certainly require larger financial resources and 
make more intensive and recurrent formation of personnel necessary. 

Finally, the primary focus should be put on the in-depth examination of all new acquisi-
tions, internal structures and processes in regards to their relevance concerning deploy-
ment and application. However, diverse possibilities for budget overruns should be 
taken into consideration here, since in case of deployment a general, temporary addi-
tional expenditure is probable. 

Eventually, defence administration, contrary to civilian administrations, has to deal 
more frequently and intensively with changing objectives and specifications and to 
adapt accordingly. Potential threat scenarios, which defence and security policy is sub-
ject to, are changing increasingly and more rapidly. The scope of possible dangers 
grows more intense if not in quality at least in quantity.33 In the same way the armed 
forces have to constantly adjust and adapt to new security political specifications, de-
fence administration has to therefore follow those changes. Such frequent short notice 
changes do not only require capable personnel but also considerably larger resources. 
Moreover, long term and clearly defined planning specifications are comparatively dif-
ficult to be determined. However, finally the form and volume of military missions on 
the one hand and the available resources of the military under given circumstances on 
the other hand, have to be weighed up against each other, also on the political level. 

One possibility to counter the problem rudimentarily is the strict focus on core tasks, 
which once more makes the public management concept of outsourcing interesting for 
defence administration. However, it is precisely this that has various risks for a technol-
ogy oriented system with high classification rates. It directly affects the problem to be 

examined. Even if only previous and subsequent areas of activity are concerned or 
should be concerned, the military will always run the risk that in case of emergency task 
fulfilment may fail due to business economic standards. 

 

I.7.3 FOREIGN DEPLOYMENT AND INTERNATIONAL INTEGRATION 

Yet another challenge is the increasing international integration, even of military institu-
tions. While the armed forces and their administration used to be a genuine domain of 
purely national control, it has changed substantially due to international military alli-
ances and communities of values. During deployment, national troops are increasingly 
also subject to international commandership. Defence strategies have changed from 
purely national defence to multinational foreign deployments far away from their own 
borders and territories. The military mission is largely fulfilled in cooperation with the 
armed forces of partner countries.34 This increasingly close collaboration of the military 

                                                 
33 Compare: Fleck, Günther; Maringer, Walter: Auswirkungen der Globalisierung auf die Gesellschaften 
und Streitkräfte. In: Landesverteidigungsakademie (Hrsg.:): Aspekte zur Vision BH 2025, Wien 2007, 25 
ff.; Matis, Herbert: Globale Trends der sozioökonomischen Entwicklung. In: Landesverteidigungsakade-
mie (Hrsg.:): Aspekte zur Vision BH 2025, Wien 2007, 9 ff.; Siedschlag, Alexander (Hrsg.): Jahrbuch für 
europäische Sicherheitspolitik 2006/2007, Baden-Baden 2007; Meier, Ernst-Christoph; Roßmanith, Ri-
chard; Schäfer, Heinz-Uwe: Wörterbuch zur Sicherheitspolitik, Hamburg/Berlin/Bonn 2003; Bundesaka-
demie für Sicherheitspolitik (Hrsg.): Sicherheitspolitik in neuen Dimensionen – Kompendium zum erwei-
terten Sicherheitsbegriff, Hamburg/Berlin/Bonn 2001 
34 Compare: Gareis, Sven Bernhard: Auslandseinsätze der Bundeswehr. In: Gareis, Sven Bernhard; Klein, 
Paul (Hrsg.): Militär und Sozialwissenschaft, Wiesbaden 2004, 248 ff; Pfoh, Bernhard: Im Interesse Ös-



 

 33 

with other nation’s armed forces leads to another considerable area of conflict. The 
leadership cultures of other nation’s armed forces can differ quite extensively from the 
particular countries’ own way of leadership. Therefore the principles of leadership have 
to constantly be put to the test. This, however, stretches the military’s internal stability, 
which can influence the performance of the military staff. 

Consequently, this has also an impact on the armed forces administrations. Due to the 
enhanced cooperation between the armed forces, national defence administrations have 
to deal with ways of international cooperation, regulations and development of their 
own ability to cooperate. They are increasingly faced by manifold concepts of admini-
stration and possible higher ranking rules and regulations, which could have a consider-
able influence on their own business economic orientation. 

Therefore, compromises in the fields of logistics and strategic planning are to be antici-
pated, since the new deployment profiles require the adaptation to the systems and 
structures of other defence administrations and their consideration respectively. The 
planning of the armed forces in particular has to increasingly be adjusted to interna-
tional specifications. Thereby specifications in regards to contents and basic legal prin-
ciples of higher ranking allied systems can run contrary to their own optimization ef-
forts. A truly comprehensive and well grounded cooperation requires mutual access to 
the organisations for representatives of each party. However, especially in regards to the 
armed forces the possibilities of external access to military organisational structures are 
very restrictive, particularly in the field of processes necessary for deployment. There-
fore, certain particularities in the are of personnel emerge, since there is an obligation 
for staff overlapping key positions with able personnel who seem to be rather irrelevant 
to administrative processes but are absolutely indispensable for the development and 
maintenance of the defence administration’s ability for international cooperation. 

It is necessary to establish and consistently practice standardized leadership processes 
and organizational structures which are based on uniform languages of service and 
command, leadership principles, command and report rules as well as controllable lead-
ership concepts. Therefore, the taking over of super ordinate standards of military alli-
ances in the fields of leadership and leadership support has to have priority before de-
termined national standards. Only where national particularities require, are specified 
arrangements possible. 

Another field where the problem of compatibility of one organisation’s structures with 
those of the partner is especially prominent is civil-military cooperation (CIMIC). No 
other field of activity has recently gained as much importance in modern military forces 
and at the same time imposed such enormous challenges. This topic (which will be dealt 
with later in greater detail) demonstrates how decisive the development of cooperation 
abilities in defence administration is and how it can inhibit its own principles of eco-
nomic efficiency. The compatibility of organisational mechanisms of other countries 
armed forces and civilian organisations with those of another country’s military implies 
the development of new interaction processes, the ability to constantly adjust to new 
situations and therefore to manage another balancing act between their own cost effec-
tiveness and profitability on the one hand, and the guarantee of operational readiness 
and alliance commitment under new general conditions on the other hand. 

                                                 
terreichs – Österreichs Streitkräfte in internationalen Friedensmissionen/Wirtschaftliche Aspekte, Wien 
2005; Pöcher, Harald: „Burden Sharing“ versus „Trittbrettfahrer – Ökonomische Probleme von Allianzen 
unter Berücksichtigung der Lastenverteilung. In: Österreichische Militärische Zeitung 2/1994, 155 ff. 
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The taking over of multinational standards can of course also imply an approach to-
wards the principles of profitability, since cooperation ability is obligatory and a possi-
bility of cost minimization can be achieved within the fields of acquisition of equip-
ment, training and during deployment. Among others, the following considerations can 
be regarded as first options to create common cooperation abilities without major inter-
ference within their own administrative structures: 

• Active information – also via internet – about the preparation and implementation of 
political decision making processes on the international level across all steps of de-
cision making; 

• Constitutional participation of administrative representatives in alliance negotiations 
and according agreements; 

• Common development of higher ranging leadership and coordination centres for any 
kind of occasion as well as centres of excellence and contact; 

• Implementation of a more systematic dialogue with representatives of international, 
supra-regional and local administrations and departments by national and interna-
tional association and agreement; 

• Establishment of continuative partnerships in selected regions and delegation of 
representatives and interaction partners of their own administration; 

• Qualification of key-personnel to establish contact networks within defence admini-
strations and a comprehensive information and staff exchange; 

• Determination of all exchangeable and compatible approaches and information; 

• Common preparation of a financing concept incorporating common and individual 
budget allowances; 

• Interoperable and compatible equipment and technical systems; 

• Common exercise programmes, seminars, conferences, workshops and training 
courses on a multinational level, also and specifically for the administrative staff; 

• Accordingly the establishment of relations to different educational institutions; 

• Imparting a greater understanding of military planning processes and their corre-
sponding priorities and objectives to the civilian staff. 

The most feasible and effective way not to interfere with the respective organisational 
structures seems to be establishment of key-positions or mixed teams, which can oper-
ate between military and civilian organisations and therefore coordinate a common ap-
proach. This is generally recommendable by creating substructures in military organisa-
tions established to maintain contacts and relations also in times without occurrences, 
for instance by planning and organising common exercises, programmes and projects. 
Therefore common activities, projects and programmes without special reasons should 
be conducted not only for the purpose of maintaining partnerships but also to develop a 
common, stable organisational basis as a precondition for effective deployment. A 
common approach should be marked by synergetic effects and not by frictional losses 
due to a lack of cooperation ability caused by ignorance, lacking coordination and insuf-
ficient pervious adjustment as well as by a missing common basis for collaboration. 
This also demonstrates the importance of the creative, empathic human factor in modern 
forms of administration. 



 

 35 

I.7.4 SOLDIER VS. EMPLOYEE 

The contrast between soldier and employee can be considered in two ways; on the one 
hand as an inner conflict of military personnel working in administrative departments of 
the armed forces, on the other hand as a factual conflict between military and civilian 
servants working in defence administration. 

Soldiers holding an administrative position are generally faced by the problem of hav-
ing to consider two procedures in regards to any kind of implementation processes. 
Military requirements sometimes differ from those of the administrative component as 
well as rules and regulations and specifications to be taken into consideration. The diffi-
culty for the soldier lies in the evaluation of every individual case in regards to which 
priorities are to be applied: the fulfilment of military requirements or to follow adminis-
trative specifications. 

Therefore, a general harmonization of procedures and processes is recommendable. 
However, exactly at this point the above mentioned problem emerges. Administration 
has to be aware of its role as a service provider to the armed forces. Therefore, all ef-
forts to increase efficiency have to be oriented towards requirements of the armed 
forces. However, precisely these requirements can be an obstacle for an increase in effi-
ciency. The armed forces for instance depend on complete and quick supply with spare 
parts and other supply products while having irregular demands. This implies adequate 
stock and flexible supply logistics. However, in order to improve the administrations’ 
effectiveness and efficiency it should be focused on low stocks with a regular just-in-
time supply. For the soldier working in administration these facts raise questions in re-
gards to appropriate action which are in deed difficult to answer. 

However, as far as the obstruction of a defence administration working according to 
business economic principles is concerned, the factual conflict between military and 
civilian staff can surpass the problems caused by the inner conflict of military person-
nel. 

Simply taking over professional and leadership responsibility can cause various prob-
lems. Location commanders for instance are usually recruited from the active military 
personnel and thus have to be able to adapt to the requirements of their civilian subordi-
nates. The rather autocratic way of leadership, preferred in active service, mainly ideal-
izes leaders who act as commanders, based on their military rank, with personal respon-
sibility and dedication to the organisation, and provide guidance under the supervision 
of all parties involved. It is however questionable if this way of leadership will meet 
unlimited acceptance among the civilian staff, or if he might have to change his way of 
leadership in order to motivate his civilian subordinates. It seems to be more appropriate 
to apply a leadership model where leaders and management focus on serving an effi-
cient relation and conflict management according to the interests and expectations of the 
different demand groups. This requires a high degree of social and personal responsibil-
ity, integrity and empathy of military leaders. However, this constant dichotomy in be-
haviour can interfere with a smooth operation. 

Other potential sources of conflict are mutual expectations and leader-subordinate rela-
tions. Expectations of military staff are based on the fact that soldiers know the needs 
and necessities within the troops directly and claim to therefore apply the necessary 
administrative parameters more adequately. On the other hand, civilian administrative 
staff often disposes of many years of experience in administrative service. This is also a 
point of reference for their claim of more responsibility and competencies in regards to 
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the implementation of administrative tasks. Alliances between the blocks and the merg-
ing of interests can be observed quite frequently. This is very effective on the one hand, 
since consensus is only to be reached upon previously coordinated interests; on the 
other hand it bares a great danger of redundancies between the individual blocks. Addi-
tionally, internal conflicts are unnecessarily reinforced and deepened. Consequently 
emerging conflicts and antagonisms can aggravate efficient and economically effective 

operation already in place and substantially interfere with reform projects. 

Which answer should military leadership provide for these conflicts? 

• Well defined networks which equally involve all interest groups and avoid conflicts 
of interests, but are slower and more expensive; 

• Or effective and quick hierarchies which suppress or avoid conflicts of interests but 
have a tendency towards rigidity and lack of innovation ability? 

It has to be mentioned that models of consensus and integration can only present a very 
restricted perspective in the armed forces, since military effectiveness is mainly result-
ing from the principle of the chain of command. 

 

I.7.5 REQUIREMENTS OF MILITARY OPERATION VS. DEPLOYMENT RE-
QUIREMENTS 

Another point making the application of public management methods necessary on the 
one hand and restricting it on the other hand is the premise that various different de-
mand profiles are to be dealt with simultaneously. On the one hand day to day military 
operation has to be guaranteed in the smoothest and most economic way, on the other 
hand responsibility is to be taken for meeting short notice and often unexpected de-
ployment requirements. 

As mentioned above, diverse business economic approaches of public management can 
be implemented as far as mere execution and maintenance of the military service are 
concerned. These approaches will subsequently be dealt with in greater detail. However, 
the specific problem of defence administration is to make business economic manage-
ment and administration compatible with deployment requirements. For the consistent 
accomplishment of military deployments business economic principles have to stand 
back. This implies that military leaders have to deal with two different principles of 
leadership. However, even though military leadership can take place under usual cir-
cumstances as well as under deployment conditions, it is of little use to differentiate 
between them, since the military as a whole and therefore also its administration is in a 
constant transition between these two conditions. 

Thus, public management offers different integration and planning concepts, which al-
low for the development and implementation of independent and autonomous planning 
and targeting processes on the respective operational, strategic and normative level, 
while nevertheless keeping common basic planning. However, an additional level in 
active troops is necessary for military deployment. Tactical planning as well as planning 
of the actual deployment often requires considerable resources of other planning levels. 
This premise can also be found in all other fields of defence administration. Military 
administrative staff for instance have to be prepared to actively support deployment 
contingents abroad in case of deployment. The administrative personnel are therefore 
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required to demonstrate an equally high degree of flexibility as military staff of active 
troops. 

Independent from the nascence of military trouble spots, formation and citation of com-
petent military and civilian personnel in case of deployment is necessary as well as de-
ployment relevant training of administrative staff. Furthermore, the comprehensive in-
tegration of other – also civilian – parts of administration and the establishment of 
cross-linked administrative structures of leadership and competencies are to be submit-
ted. This of course implies a greater ability of military administrative personnel to work 
under pressure, which has to be taken into consideration in regards to budget allocation. 
However, such closely linked structures with determined specifications of competencies 
previous to deployment, avoids the especially eminent and paradox problems of over-
coordination and mutual competition during deployment. The latter presents an enor-
mous and usually unnecessary cost factor. Since numerous international military asso-
ciations and civil organizations participate in present and future military deployments, 
defence administration is required to develop additional coordination mechanisms for 
deployment and to maintain the compatibility of the latter with those of other partici-
pants, also in times when no troops are deployed. Once more, higher administrative ex-
penses and limitations of ideal business economic conditions are to be expected. 

In general it is highly recommendable to provide military training for civilian personnel 
and vice versa, so as not to limit military staff to purely military aspects. 

 

I.8 FUTURE DEVELOPMENT OF DEFENCE ADMINISTRATIONS 

In spite of all limitations and particularities in the armed forces, defence administration 
is also subject to the manifold changes and upheavals of the social, political and eco-
nomic environment. Thus defence administrations are forced to adapt as well. As a re-
sult diverse tasks, which can be considered future options for defence administration, 
emerge. These are among others: 

• Military tasks under deployment conditions; 

• Labour market related tasks; 

• Regional tasks; 

• Tasks concerning research and development35; 

• Medical tasks; 

• Information related tasks; 

• Formation and training related tasks; 

• Humanitarian and social tasks; 

• Economic tasks. 

These challenges are to be met by appropriate structures and concepts. In many armed 
forces and defence administrations vivid reform and reconfiguration processes have 
already started, dealing with the above mentioned new challenges and future tasks. 

                                                 
35 Compare: Österreichische Akademie der Wissenschaften (Hrsg.): Sicherheitsforschung – Begriffsfas-
sung und Vorgangsweise für Österreich, Wien 2005 
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However, relatively few experiences have been collected so far and are therefore to be 
built up in the long term. 

Ideally, a transformation within the administrations towards more harmonized, firm, 
flexible and rapid structures of leadership and consequent command processes would be 
necessary and feasible. Flat hierarchies (as far as possible without interfering with mili-
tary principles of discipline), more simple and streamlined executive administration 
components as well as a cross-location, integrated central information system is equally 
recommendable. All mentioned factors would enormously increase flexibility and 
shorten response time in regards to contributions to other countries’ armed forces and 
institutions. Such measures would also shorten and simplify current command structures 
and therefore to a higher extent guarantee short notice availability and rapid relocation 
of personnel. 

Hence, the aim of all reform processes is not to merely save and abate cost vehemently, 
but rather to get the most out of the available potential for all interest groups. Obviously 
all of this implies cost, but finally, without cost no use is possible either. Defence ad-
ministration should therefore strive for an increase of these costs’ effectiveness and per-
formance relevance. Here, following generations are to be taken into consideration as 
well, since structural decisions and redefinitions are always also of strategic nature. 
They therefore have long term effects or effects that will only show in the future. In the 
military the establishment of high performance administrative structures is required, 
which are able to independently build and monitor a basis for the implementation of 
political decisions by the armed forces, together with and partly instead of the manage-
rial level. This also implies an enhanced separation of commands with and without 
magisterial functions. In this context commandos of the operational and tactic level are 
on principal not to be equipped with magisterial functions, but to be organized after 
purely military requirements, while magisterial functions are mainly to be applied to the 
strategic level. 

In spite of all contradictions, basic principles like the right of self-determination must 
not be disregarded in defence administration. However, effectiveness and efficiency, 
which include clear and rapid decisions, should have priority. Primarily, the coordina-
tion of knowledge and information are in demand for the achievement of useful and 
applicable results. In this respect the military dispose of enormous resources of knowl-
edge and information. However, this already existing knowledge is to be collected, co-
ordinated and regrouped. 

Certainly there is no ‘silver bullet’ regarding future orientation and design of defence 
administrations in general. Nevertheless should repeated, unilateral work processes be 
replaced by a basic and increasingly project oriented division of tasks. Not hieratic work 
processes but clearly determined fields of activity in regards to processing and imple-
menting administrative projects should be the objective of a modern interpretation of 
administration. Likewise target specification and implementation can increasingly be 
separated on the one hand, while on the other hand decision making processes and pro-
ject coordination can increasingly be integrated. The main objective is not to re-
establish the principle of ‘politics makes decisions which administrations have to 
implement’ but to abstract it towards ‘leaders agree on decisions and the organisation as 
a whole implements them unanimously. 
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CONCLUSION 

For the armed forces a consistent inclusion of economic instruments and methods in the 
sense of “management” is necessary. Many external and internal factors, which cause 
considerable pressure, point to this fact. An increased economic awareness on a broad 
basis is undoubtedly required, above all on the part of military executive personnel. An 
economic master-plan must be seen in the context of Public Management. Conditions 
for this are the establishment of an appropriate basic appreciation of military manage-
ment increasingly oriented towards economic aspects, the conversion of this basic ap-
preciation into economic thought and action in all fields and on all levels, the develop-
ment of economic and management-relevant basics with all leaders, and forcing and 
intensification of economic instruments, methods, and procedures. 
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II  CHAPTER II: METHODS OF PUBLIC MANAGEMENT AND 
THEIR APPLICATION IN DEFENCE ADMINISTRATION 

The application of public management as effective concept of leadership and operation 
in defence administration concretely implies the usage of business economic tools and 
approaches in as many areas of the military as possible. Subsequently it will be ex-
plained in how far business economic methodologies and ways of thinking together 
with administrative processes can influence and determine military business as well as 
in how far military structures affect the kind and application of managerial and adminis-
trative concepts. 

 

II.1 KEY PRINCIPLES AND CHARACTERISTICS OF PUBLIC MANAGE-
MENT 

Public management is a particular way of reform of administrative systems, which is 
primarily based on taking over economic management techniques. The goal is to create 
a modern administration by introducing business economic criteria like effectiveness 
and efficiency. Public management is marked by different aspects, such as change man-
agement, leadership, project orientation, flat hierarchies, enhanced client orientation, 
target communication, contract management, outsourcing, quality control and manage-
ment, benchmarking, controlling or task review. Public management can primarily be 
considered as a grouping of management tools which should be applied in order to al-
low a more objective and result oriented, innovative, flexible and economic way to de-

sign procedures, staff profiles, concepts and structures in organisations of public ad-
ministration. In this context, the development of practical strategies for problem solu-
tion by finding and analysing links and combinations within a system of public man-
agement stands in the foreground. 

The benefits of public management methods for defence administration are manifold. It 
allows the military to create parameters promoting target oriented acting in all adminis-
trative areas. On the one hand, in addition to the military mission, concrete tasks are 
stipulated between politics and defence administration in terms of effect, performance 
and budget and can therefore be communicated transparently. On the other hand, task 
fulfilment is directed towards effectiveness and efficiency in order to lead to a more 
efficient use of resources and an increased demand orientation. In defence administra-
tion, applied management strategies are to lower the risk of an increasing opacity of 
their own structures due to increasingly complex requirements. Therefore, public man-
agement is to be considered as some kind of breviary of solutions for the development 
and maintenance of a sufficient demand and situation appropriate service provision of a 
state. The mobilisation of available and so far unused or mismanaged production re-
serves are to be strived for as well as the possibility to broaden the scope of self-
organisation of individual administrative components. 

This requires an increasingly ‘entrepreneurial’ behaviour of civil servants. Such behav-
iour is primarily to be seen as a way of thinking and acting based on risk- and cost-
awareness. Hence, it does not only imply the mere dealing with processes but their ac-
tive design in order to develop new ways of ‘entrepreneurial’ leadership and coordina-
tion, moving away from reactive administration. 
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Therefore, administrative personnel in the military are also required to internalize the 
principle of economic acting and to closely consider the following question: Which per-
formances can and have to be provided where and for whom? 

Economic acting can therefore be understood as a specific, performance and require-
ment oriented form of behaviour within organisations. It involves all coordinated tasks 
concerning the fulfilment of objectives and therefore is an invariable target oriented 
process. 

An orientation towards economic efficiency therefore primarily implies acting in accor-
dance with the following two fundamental premises: 

• to either optimize the parameters of performances to be delivered within a deter-
mined framework in regards to budgets and resources, or 

• to most efficiently achieve all determined performance and functional objectives. 

Therefore the vigorous principles of economic behaviour and economic efficiency as 
such are: productivity or efficiency, cost effectiveness or economic efficiency and fi-
nally profitability. Economic acting must not be limited to purely monetary conceptions 
as economizing and the use of financial resources, but require a comprehensive aware-
ness of scarcity and the consequent value of resources. 

 

II.2 HUMAN RESOURCES MANAGEMENT 

In military organisations the concept of leadership and especially the concept of internal 
leadership play an essential role. Generally, leadership is primarily defined as a me-
thodical and planned course of action to control and guide their own and other people’s 
course of action in order to successfully achieve determined objectives. 

Military leadership in particular is defined as controlling, direction giving influence on 
commands, troops, agencies and individual military staff, also by applying material re-
sources, in order to achieve military objectives. Hence, military leadership involves not 
only bringing about a target oriented attitude of military personnel but also to guarantee 
the appropriate and economic use of all available resources as well as to strengthen the 
trust of military staff as well as of the population in measures being taken. Along with 
the changing scope of military tasks and activities towards more foreign deployments 
and peace keeping missions comes a changing understanding of leadership. While for 
many armed forces the principle of decentralized leadership with extensive freedom of 
decision on the lower levels has been effectual so far, current deployments, which are 
mainly peacekeeping missions, require close political control. If specifications are not 
accurately followed, the leading of small units can already cause political crises. There-
fore, it is increasingly recommended to preserve the direct access to all administrative 
levels and all alliances deployed. However, this policy is also subject to criticism, since 
an excessively rigid leadership culture can result in a disregarding of people’s educa-
tion, knowledge and experience within the hierarchy and during deployment. Again, the 
contrariness of centralized and decentralized structures in the military becomes evident. 

Especially in regards to leadership in military organisations a significant difference to 
other forms of leadership is to be pointed out: leadership in general terms cannot be put 
on the same level with leading military functions. The leadership is taken over by an 
appointed, externally legitimated supervisor, whose rights and obligations are defined 
by their respective rank and position. However, leaders need acceptance and acknowl-
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edgement by their subordinates. Thus, leadership implies that the lead taken by a leader 
is accepted and acknowledged and ideally supported by the subordinates. Leadership is 
therefore not a result of an adjudicated position in a hierarchy but the ‘merited’ result of 
delivered and acknowledged performances and the resulting competencies. Hence, lead-
ership skills and comprehensive social and interpersonal qualities are primarily re-
quired. Acceptance and acknowledgement of a leading function by the subordinates 
allow therefore the differentiation of supervisors and leaders. The peculiarity of military 
leadership is the fact that it has to be effective under the extraordinary strains of de-
ployment. Military leadership has to maintain its effective capacity to act under time 
pressure in unclear situations and in case of loss of personnel and material, which pre-
scribes a main role to the principle of leadership qualities. Therefore, the following 
characteristic qualities are essential prerequisites for military leaders: 

• Appropriate evaluation of situations during normal operation and deployment, 

• Appropriate decision making, 

• Deliberate determined action taking, 

• Precocious identification of developments of the organisation, 

• Search for successful accomplishment of tasks in a careful, determined, innovative 
and solution oriented way, 

• High degree of moral and strength of character, 

• Outstanding proficiency and ability to motivate others, 

• High degree of readiness to serve the community, 

Military leadership is marked by: 

• Giving clear instructions and commands, 

• Careful selection and instruction of those who receive commands, 

• Accomplishable tasks and generation of required basic parameters for implementa-
tion, 

• Conferment of necessary competences and responsibilities, 

• Exertion of control. 

The term inner leadership is used to describe the complex leadership concept within the 
military. The main purpose of inner leadership is to lessen strains resulting from the 
individual rights of the free citizen on the one hand and to military duties of the soldier 
on the other hand. 

Leadership and inner leadership are therefore essential aspects of modern and perform-
ance oriented human resources management. Therefore, leadership and human re-
sources management can be understood as management of immaterial resources (com-
pare: human capital). Since everything an organisation needs to exist and work effec-
tively is contained in its resources, an accordingly greater share of its activities has to be 
directed to the preservation, maintenance and replacement of these resources. In regards 
to immaterial resources this particularly applies to the armed forces, since their main 
objective is the allocation and use of deployment potential for political purposes. 

Resources can generally be divided into material and immaterial resources. Material 
resources can more or less clearly be measured according to their stocks or changes in 
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the latter. They are mostly used continuously and are therefore quite predictable. In the 
military this applies to the available financial resources but also to technical equipment, 
military infrastructure and all materials necessary for the armed forces to operate. Im-
material resources, however, involve all action determining individual values such as 
potentials regarding creativity, knowledge and abilities of the staff. In the concrete case 
of the military the degree of individual motivation and commitment can be marked as 
vital potentials in this context. The measurement of immaterial resources is far more 
difficult and is mostly done by using indicators and methods of empirical social re-
search and psychological patterns of behaviour. Against this background it is an essen-
tial factor in the military that immaterial resources, the total, cumulative potential of all 
military staff so to speak, are anything but free and unlimitedly available goods. Espe-
cially in the armed forces they are generally considered as a critical metrics of success, 
which can not, or to at least a very small degree be replaced by material resources. Hu-
man resources are the core of the military’s goods and service processes and therefore 
also require a certain type of ‘processing’ in the form of attendance and education. 
Thus, human resources are a recipient of services and therefore determine the quality of 
services performed. Personnel are influencing and form opinions, but also want to bene-
fit from the provision of their own performances and are therefore also subject to influ-
ence. Hence, expectations and needs are to be taken into consideration by human re-
sources management in the interest of the organisation and to be evaluated critically to 
the benefit of their own performance process. The aim is to prescribe enough use to the 
staff in order to motivate it to make the necessary contributions the organisation needs 
to achieve its objectives. These factors are also subject to quick and sometimes unex-
pected changes and upheavals. Important immaterial resources such as individual com-
mitment trust or the willingness to obey and the acceptance of the chain of command 
can change rather quickly either to the benefit or to the disadvantage of the military or-
ganisation due to certain events. When considering deployment, if too little importance 
is ascribed to the management of immaterial resources, the result can be a total break-
down of the whole military system including its administrative components. Therefore, 
the sedulous dealing with these resources is of major significance for the military. This 
also has a direct influence on the use and application of available financial resources, 
which are always limited and not only required to form a financial basis but also for 
gaining, developing and maintaining immaterial resources. Dealing conscientiously 
with these resources implies creative and shaping actions as well as continuous analyses 
of relevant and important influencing factors, since they are vital for the orientation of 
immaterial resources towards concrete objectives. Timing is another important factor 
concerning the implementation of measures taken by human resources management. 
Even the right approach can fail if it is made too late. Therefore, human resources man-
agement is above all an anticipatory activity. 

The special significance of human resources management in the military as in many 
organisations is reflected by the allocation of financial resources. In most modern 
armed forces and their administrative organisations the average personnel costs take up 
40% of defence costs and 60% of operating costs. Against the background of imple-
menting public management approaches emerges a danger of overstressing certain pa-
rameters during operation in times of peace. A unilateral rationalization strategy fo-
cused on cost reduction can destroy large parts of the military organization’s immaterial 
resources and personnel potential; an approach focussing only on personnel related fac-
tors misjudges the rudimentary significance of economically efficient use of material 
resources. This clearly shows how important controlling can also be in the field of hu-
man resources management. 
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Contrary to civil administrations, intra-military limitations are to be taken into consid-
eration in the armed forces. The nature of the military is anything but democratic. How-
ever, it is precisely this strict hierarchic system that is a vital basic precondition for the 
maintenance of the armed forces’ military system. In this context, troop leading is the 
intrinsic and most essential part of military operation. 

However, defence administration does not only consist of active soldiers but represents, 
apart from military, also civilian employment. It has already been pointed out, that civil-
ian personnel in defence administrations have to at least partly adapt to hierarchic mili-
tary structures, but also that this is not a ‘one way street’. The question is in how far a 
management oriented idea of leadership can be beneficial for the military system in 
such hierarchic structures. The principle of co-determination can certainly not play the 
same role in an organisation which is defined by military specifications as it does in 
modern businesses on the private sector. However, it would be possible to develop a 
form of leadership that also includes the principle of co-determination. Leadership in 
defence administration can absolutely be based on constructive leading by providing 
examples, motivation and guidance rather than on concrete commands. The general 
principle of command and obedience in the military is to be preserved, since discussions 
in regards to task fulfilment – especially during deployment – and the necessity for 
rapid decision making would be counterproductive. It cannot be denied however, that 
positive and motivated collaboration creates better results than by commands and regu-
lation virtually compelled activities, which are only half heartedly being fulfilled. It is to 
be considered more closely whether or not military commission can be replaced or at 
least be completed in some areas by leadership in the sense of management. 

In the field of military leadership establishment it is particularly important to direct long 
term decisions and to communicate them to inferior hierarchic levels in a way that does 
not only guarantee task fulfilment in the foreseeable future but that also promotes fur-
ther development of the armed forces by motivated and committed personnel. This form 
of inner leadership guarantees a high standard of military personnel in the foreseeable 
future as well as in times of crisis. 

Modern, strategy oriented leadership does no longer only imply the specification of 
tasks but motivation by examples and meaningful work. Apart from the principles of 
long term interpretation and directions, the transmission of determined objectives is 
necessary for a leadership concept in defence administration. However, these objectives 
are not only to be transmitted to a particular group of leaders but to all parties con-
cerned, including the lower executive levels of significance. Thereby ‘top of the pyra-
mid’ is a vision. A vision is an image of the future which the organisation is striving for. 
The starting point of this vision is the organisation’s philosophy, or in the case of the 
armed forces the military purpose itself, but also an image of the future of defence ad-
ministration and the armed forces as a whole. This vision reflects basic principles, val-
ues and beliefs of the organisation and becomes visible as decisions, methods and pro-
cedures and therefore as a basis for an appropriate strategy and thus create the potential 
to achieve the goals compatible with the vision. Thereby it is important to remember 
that those visions and models are the ideal of the respective organisation, which does 
not exist yet, but is strived for and approached by common learning processes. A suit-
able model must therefore also demonstrate ways to reach this aspired ideal.36 

                                                 
36 Compare: Wewer, Göttrik: Leitbilder und Verwaltungskultur. In: von Bandemer, Stephan; Blanke, 
Bernhard; Nullmeier, Frank; Wewer, Göttrik (Hrsg.): Handbuch zur Verwaltungsreform, Opladen 1997, 
141 ff.; Siedentopf, Heinrich: Reformprozesse in der Verwaltung und Personalentwicklung. In: Hill, 
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In this context it has to be taken into consideration that in the military a common vision 
as foundation for the establishment of a common work basis, of a mission and of col-
laboration between administrative and purely military personnel is particularly impor-
tant. Without a common vision the individual parts of administration would work to the 
best of their abilities, but still mainly separately and parallel without concrete possibili-
ties of orientation. The common basic principles and values represented by a vision 
provide a possibility of orientation towards higher ranking objectives of the organisa-
tion. Since defence administration also has to align to the active armed forces, a model 
for defence administration has to be developed to a large extent from political and social 
expectations as well as from a general self conception of the soldier. 

Considering the development of internal hierarchic and working conditions in economy, 
it clearly shows a necessity in the military for a direct development of an understanding 
of leadership away from leading ‘subordinates’ towards managing personnel. Frequent 
comparisons with conditions and measures taken in other armed forces are recommend-
able in this respect. 

If tasks are no longer issued as assignments but their meaning and purpose is transmit-
ted consistently and in an integrated way to those concerned, if they are developed to a 
mission and communicated as such to all staff members involved, it can have consider-
able effects on the quality of work and performance to be delivered. Because if an un-
derstanding is being developed why tasks are to be fulfilled, individual personal com-
mitment and motivation increase considerably. 

This should also be possible in defence administrations by broadening the individual 
scope of action; at least in regards to how individual processes for task fulfilment and 
accomplishment of objectives are to be designed. This promotes an increased creativity 
of personnel and releases potential for enhanced interdisciplinary project management. 
By enlarging personal responsibility, cost and risk awareness of the staff is also 
strengthened, which finally leads to the creation of praxis proof and applicable solu-
tions. 

Practised social and personal competence is a key factor for the military’s executive 
level and can be considered as a basic parameter of leadership in modern organisations, 
not only in those of public administration. 

 

II.2.1  HUMAN RESOURCE PLANNING AND RECRUITING 

The armed forces and its administrations are personnel-intensive large-scale organisa-
tions, which continuously leads to diverse problems in all areas of human resources 
management and logistics. Especially in times of high fluctuation rates regarding de-
ployment and where permanent operational readiness and flexibility are necessary. To-
day’s armed forces and defence administrations are to fulfil their tasks according to 
specifications providing a decreasing quota of permanent staff and requesting a high 
degree of specialisation. Therefore, the guarantee of task fulfilment requires consistent 
planning, guidance and control of staff of military human resources management. Or-

                                                 
Hermann (Hrsg.): Modernisierung – Prozess oder Entwicklungsstrategie?, Frankfurt/Main 2001, 342 f.; 
Blanke, Bernhard; Schridde, Henning: Wenn Mitarbeiter ihre Orientierung verlieren. In: Eckardstein, 
Dudo; Ridder, Hans-Gerd (Hrsg.): Personalmanagement als Gestaltungsaufgabe im Nonprofit und Public 
Management, München/Mering 2003, 205 f.; Damkowski, Wulf; Rösener, Anke: Auf dem Weg zum 
aktivierenden Staat. Vom Leitbild zum umsetzungsreifen Konzept, Berlin 2003 
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ganisations of public administration are subject to special circumstances, which do not 
allow for an unlimited scope of action according to management criteria. Due to the 
military’s strict organisation, the low degree of flexibility in its administration and nu-
merous special rules and regulations, defence administration can hardly be put on a 
level with other public institutions, also for the following reasons: 

• An externally determined volume of staff is to be kept. 

• Development possibilities for military staff depend on over-all military deployment 
plans. 

• Steady stock and balanced human resources development is to be guaranteed in 
spite of high fluctuation rates in the military. 

• External statutory rules and regulations are to be followed. 

Consequently, it is important for military staff to develop a certain economic awareness 
regarding the coordination and use of resources. However, this raises another problem. 
In economy, recruitment is subject to purely economic and profit oriented principles. 
Within public organisations area managers, in the case of the armed forces for example 
location commanders, dispose of only few options and very limited possibilities of tak-
ing influence. On the public sector, decisions regarding use, deployment and corre-
sponding deployment periods of staff confided to them, are often made by centralized 
agencies. 

Further points which make a systematic and maybe more decentralized human resources 
planning necessary as well as modern human resources management oriented towards 
future demands are among others: 

• The relatively large amount of data and information to be processed; 

• The necessity of flexible and temporary planning of deployment and disposition, 
also of administrative personnel, in spite of long term planning concepts for military 
activities; 

• Extremely limited scope for correction of decisions taken in a highly complex sys-
tem; 

• Compliance of changing external statutory rules and regulations as well as restric-
tive budgeting. 

As far as an orientation towards rather economic views concerning recruitment deci-
sions is concerned, the possibilities for compensation of these premises are to be re-
viewed. In the long term, purely administrative structures can certainly not be excluded. 

In regards to recruitment of military personnel, a decentralized, demand oriented model 
would be considerably more efficient than the up to now common practice of central-
ized recruitment and shifting. This would also, at least partly lessen the often lamented 
lack of qualified, young personnel. 

On the one hand, location commanders and administrative leaders would be the first 
ones to notice changing demands concerning personnel at the individual locations. They 
would also be in a better position to evaluate the required qualification of the staff and 
to coordinate the demands of the locations with the qualification of candidates. On the 
other hand, an already established location and its staff would be able to carry out a 
more appropriate application and recruitment policy in the respective region. Especially 
in regards to potential regional candidates, particularly for civilian vacancies, this would 
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have considerable advantages. Also operating costs in regards to transporting and com-
muting costs could consequently be reduced. Such a recruitment practise would of 
course also require an enhanced coordination between staff of the individual agencies. 
This could be done via intranet by a central job pool, which should, after successful 
implementation, also be made available to the public through the internet. Furthermore 
it would also allow for an ideal, internal military job assignment and recruitment by 
already active staff. On the one hand, the staffing level is not reduced unnecessarily, and 
on the other hand existing staff can be deployed more appropriately in regards to per-
formance and interests. The transition for active military staff to administrative jobs is 
also made easier this way. 

In order to guarantee the staffing level necessary for task fulfilment in the foreseeable 
future, enhanced efforts are to be made for introducing the profile of a soldier and pro-
moting his work in a constructive and meaningful field of activity to the potentially in-
terested and to underline these aspects towards those often considered as negative. Es-
pecially negative aspects attached to jobs in the armed forces and their administration 
are among others relatively low wages, frequent and often long separations from the 
family and the closer social environment as well as hardly predictable mobility efforts. 
One possibility to make recruitment advertising more appealing would be providing 
concrete and comprehensive information about the profile of a soldier by already ex-
perienced and qualified active officers and employees of the armed forces and their ad-
ministrations. They would be especially qualified advertising media for public relations, 
since they can tell from personal experience and therefore be considered as some kind 
of role model. 

However, the recruitment of potential junior staff and trainees should mainly be based 
on concrete measures taken for the optimization and competitiveness of working condi-
tions on the public sector. 

Early information on military job profiles for job selection and as career opportunity 
would be an appealing step into this direction, as well as decision guidance in schools or 
in the media by information centres, open days, trial courses excursions and relevant 
information coverage. Recruitment itself should guarantee a high degree of individual 
consultancy in order to match profiles of professional activities with individual 
strengths and interests. Immediately after a positively terminated recruitment period 
detailed planning talks in regards to period and location of deployment should allow for 
a better consideration of individual suitability and appropriate job allocation. Finally, 
this also has an impact on the future suitability of staff. Marketing tools and cooperation 
with civilian agencies should also be taken into consideration in terms of winning young 
staff. 

Part of the head count of the armed forces is coupled with a conscription system and it 
is therefore recommendable to create stimuli at an early stage in order to awake interest 
in a career in defence administration in military servants with potential. It should also be 
contemplated in how far obligatory military service is to be developed to a testing and 
recruitment tool. This of course requires the possibility of a constructive completion of 
the military service also and primarily in administration. The completion of military 
service would anyway be more productive this way, since the active troops will have an 
enhanced demand of specialized personnel and therefore also of candidates interested in 
deployment as short term or professional soldiers. In order to use obligatory military 
service as recruitment tool for administration, the early information system for potential 
candidates is to be extended. In this context it would be essential to deploy an experi-
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enced team as some sort of mentors. Additionally, these mentors could help recognizing 
suitable potential candidates. Such a recruitment system would also help to secure suit-
able academic personnel in the long term. 

According to this, it would be conceivable and necessary for defence administrations to 
advertise more on the university sector, irrespective of whether or not the respective 
country has an obligatory military service system; especially since a considerably higher 
share of academic staff will be necessary for task fulfilment in the future. Possibilities to 
open up in such ways would be to offer internships in defence administration or to 
credit years of vocational training and studies against internal administrative vocational 
training. 

In defence administration it has additionally be taken into consideration that not only 
professional qualifications but also a certain degree of legal and national innocuousness 
is to be guaranteed, since even administrative staff in the armed forces is acting within 
an extremely delicate environment in regards to information. This could for instance be 
done by establishing specific assessment centres, as it is already common on the private 
sector. These assessment centres are a suitable way to assess qualifications and were 
originally developed by the military, which makes them appealing as an instrument for 
defence administration. 

Another possibility for winning future staff, which is already used by some armed 
forces, is the establishment of role models and idols for young people in the form of 
show-teams and dignitaries. They also serve as examples of which careers can be 
achieved on the public sector and therefore as figurative motivation. The possibility of 
meeting these idols for instance at informative visits at schools and at other opportuni-
ties, allows for personal contact with the target group and the spreading of detailed in-
formation about professions in the military. 

Special need for action is often noted in regards to information about military job pro-
files for potential female applicants. In fact, the main share of the female staff is already 
working in administrative agencies, but – with the exception of medical service – hardly 
in leading positions; partly because personal applications for other positions are not 
made, since such services are often considered as too demanding. A premature termina-
tion of employment can also be noted quite frequently, since the previously transported 
image and the later personally experienced job practice differ considerably. This con-
spicuous disparity compared to the mainly emancipated working environment on the 
civilian sector is another reason for related public discussions apart from integration 
problems and for women hardly achievable performance parameters. This is a consider-
able barrier for female staff in regards to the appointment to leading functions. 

Thus, career opportunities in administrations as well as in active service are to be cre-
ated, favouring military emancipation approaches, even though in many countries there 
are no legal limitations for women. 

Apart from plans for equal treatment and integration, measures should be taken con-
cerning other problematic areas such as the decision regarding employment require-
ments for female personnel, unconditional equalization of payment and innovations 
regarding compatibility of job and family. Furthermore, concrete career plans and de-
velopment profiles are conceivable, which offer long term job perspectives to women in 
spite of possible family commitments and resulting limitations regarding mobility. Ac-
tive support in case of job required relocations by consultants and intermediaries from 
the relocation-department is recommendable in this context. 
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There are diverse management based development possibilities for military administra-
tive service. Nevertheless, can not even staffing policy be completely separated from 
centralized administrative processes. It is already impeded by the centralized defence 
household as well as by the uniform determination of troop strength quota and the re-
sulting position concept for defence administration. However, exactly these conditions 
highlight the demand for the application of business economic concepts and the taking 
into consideration of external influencing factors respectively, like for instance the re-
spective competitive situation, labour supply, the image of military job profiles in soci-
ety and qualifications demanded in the future. Also internal influencing factors such as 
wage levels, working time models, social benefits and options for formation and further 
training are of importance. 

As far as the actual stages of recruitment are concerned, they should to a large extent be 
identical with those in economy: 

• Evaluation of required prerequisites 

• Creation of a requirement profile 

• Search for personnel, advertisement and recruitment respectively 

• Selection of personnel 

• Implementation of selection procedures and interviews 

• Decision-making 

The implementation of these processes should increasingly involve and support coop-
eration of those who employ and are to work with the newly recruited. As it is also 
common in economy, candidates are to comply with future requirements rather than 
with those of the current vacancy. Consequently, it generally has positive effects on the 
whole human resources structure within the military, if recruitment is carried out in the 
long term and at least partly according to management criteria. This also leads to a con-
siderably more cost effective acting of military and civilian staff. 

 

II.2.2 HUMAN RESOURCE DEVELOPMENT AND TRAINING 

The employee is the most important resource for an organisations viability and competi-
tiveness. Consequently, the constructive use of the available potential of knowledge is a 
key factor in regards to the optimization of certain structures and processes. Such 
knowledge management is dealing with the possibilities of taking influence on an or-
ganisations knowledge base. The term knowledge base describes all information, com-
petences, knowledge and abilities available for an organisation in order to fulfil its 
tasks. Thereby, the individual knowledge and abilities of personnel is to be systemati-
cally embedded in the organisation and used in a target oriented way. The aim is to de-
ploy and develop the knowledge of personnel in a way to meet the organisations objec-
tives in the best possible way37 

                                                 
37 Compare: Dreyer, Matthias; Richter, Walter: Wissensmanagement. Blanke, Bernhard; von Bandemer, 
Stephan; Nullmeier, Frank; Wewer, Göttrik (Hrsg.): Handbuch zur Verwaltungsreform, Wiesbaden 2005, 
205 ff.; Lenk, Klaus; Wengelowski, Peter: Wissensmanagement für das Verwaltungshandeln. In: Edeling, 
Thomas; Jann, Werner: Wissensmanagement in Politik und Verwaltung, Wiesbaden 2004, 147 ff.; Wal-
ger, Gerd; Schencking, Franz: Wissensmanagement, das Wissen schafft. In: Schreyögg, Georg (Hrsg.): 
Wissen in Unternehmen – Konzepte, Maßnahmen, Methoden, Berlin 2001, 28 ff. 



 

 50 

What can be considered as a large potential in all military implementation processes, 
besides knowledge, are the confidence and reliance military subordinates have to place 
in their supervisors.38 Accordingly, it should be dealt with great care. It is the founda-
tion of one of the military’s essential orientations and necessities, namely the willing-
ness and readiness to faithfully serve the armed forces. To a certain extent, this also 
includes the civilian staff of military organisations. Generally, the defence administra-
tion’s staff should be actively involved in optimisation processes. This also implies the 
development of economic and interdisciplinary expertise and know-how in the armed 
forces. 

All this brings about new forms of military leadership, which should be marked by all 
kinds of cross linked activities between individual areas of responsibility and troops, by 
the interaction with partners from a civilian and economic environment as well as be-
tween the armed forces of different countries and therefore on an international level. 
Apart from that, also new questions emerge, such as how to increase productivity, 
which is the provision of safety and security, without a consequent loss of quality and 
how new areas of activity can independently be financed.39 

All this of course requires the best possible training for future leaders as an investment 
in the future of military operation. It becomes increasingly clear that there is not so 
much a demand for processors but a need for creative and qualified professionals and 
leaders. Therefore, training should be considered as a strategic investment in their own 
future competence and competitiveness by the armed forces. Thereby it also becomes 
obvious that the military personnel’s future professional competence must no longer be 
limited to purely military, technical or administrative issues. A minimum of economic 
basic knowledge as well as political and maybe cross-cultural basic training should 
form a substantial part of human resources development concepts.40 

The future scope of duties of defence administration will inevitably become more com-
plex – not to mention necessary language competences in higher and internationally 
composed executive staff and command centres. Therefore, the most promising training 
approach finally is the pedagogic-methodical way, which implies conscientious theo-
retical and practical training of future staff on all military levels. Some modern armed 
forces have already made first consistent steps towards the development of such training 
concepts. 

Training itself is affected as a target and problem oriented procuration of military as 
well as interdisciplinary qualifications on the basis of practical scenarios, leadership 
training in line with management training in economy and continuative seminars should 

                                                 
38 Certainly similar: compare: Christe-Zeyse, Jochen: „Naiv will man ja auch nicht sein!“ Der schwere 
Stand des Vertrauens in einer strukturell misstrauischen Organisation. In: Christe-Zeyse, Jochen (Hrsg.): 
Die Polizei zwischen Stabilität und Veränderung – Ansichten einer Organisation, Frankfurt/M. 2006, 191 
ff. 
39 Löffler, Elke: Leadership im öffentlichen Sektor – nicht nur eine Herausforderung für Führungskräfte. 
In: Koch, Rainer; Conrad, Peter (Hrsg.): New Public Service – Öffentlicher Dienst als Motor der Staats- 
und Verwaltungsmodernisierung, Wiesbaden 2003, 239 ff. 
40 Compare: Heidemann, Dirk: Professionelle Führung lernen – Kompetenzorientiertes Lernen in der 
Ausbildung von Führungskräften der Polizei. In: Barthel, Christian; Christe-Zeyse, Jochen; Heidemann, 
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Bernhard; von Bandemer, Stephan; Nullmeier, Frank; Wewer, Göttrik (Hrsg.): Handbuch zur Verwal-
tungsreform, Wiesbaden 2005, 229 ff. 
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stand in the foreground. The key to well founded vocational training, which will lead to 
an improvement of the military’s operation, is the effective combination of practical 
approaches regarding solutions for problems emerging from conflicts between military 
daily business and scientific and economic perceptions. Therefore it has to be analysed 
how an ideal training regime is to be designed in regards to qualification for the flexible 
adoption of tasks on the one hand, and professional task fulfilment on the other hand. 
Hence, the following key competences should be focused on: 

• Social competence, 

• Professional competence, 

• Methodical competence, 

• Authentic competence. 

The segmentation of a new task and human resources structure in the armed forces 
should take possible future developments into consideration, as for instance a changing 
deposition and deployment concept. Accordingly, all qualification measures are to be 
designed in a deployment and target group relevant way. Furthermore, the regular read-
justment of qualification measures in regards to potential changes of requirement pro-
files is required. 

Such training concepts require, apart from professional qualifications, as military and 
incrementally economic and business economic qualifications, so called ‘hard skills’, 
also interdisciplinary and especially social and communicative qualifications, short ex-
ecutive qualities or so called ‘soft skills’. 

Essential core competences of such a military leader would be among others: 

• leadership ability, 

• communication skills, 

• ability to deal with conflicts and to reach consensus against the background of 
command structure, 

• ability to judge and credibility, 

• decision making ability, 

• Ability for holistic and integrated thinking, 

• Creativity, 

• Teaching and learning ability. 

The new profiles for sufficient current and future training derive from these require-
ments. Apart from the procuration of professional and leadership competences there is 
an emphasis on other areas, such as cross-cultural understanding, functioning of civil 
organisations, project management, basic economic understanding, communication, 
mediation and negotiation, understanding the role of CIMIC, principles of cooperation 
and of course practical experiences through relevant exercises. Importance should also 
be ascribed to foreign language skills, experience in the areas of organisation, logistics 
and computer skills up to special qualifications and international work experience. 

A well balanced and attractive training programme does not only increase the staff’s 
competence and efficiency for the military, it also promotes creativity and personal am-
bitions of its staff and thus broadens the military’s scope of abilities which also has a 
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positive impact on economy, since well trained, able and experienced personnel become 
available after the termination of military contracts. 

Apart from future oriented training, a more flexible and performance oriented interpre-
tation of promotion procedures is recommendable. On the one hand, the currently ap-
plied rigid promotion systems provide a certain security and allow for individual long 
term planning. On the other hand, theses systems tend to support increasing perform-
ance deficits and a lack of motivation among the staff. 

A certain degree of security regarding promotion for careers in the military and defence 
administration by determined promotion steps, which are related to time of service and 
affiliation to agencies should be preserved. However, it should be considered to support 
and promote the development of more individual, flexible and performance oriented 
career profiles as alternatives to a traditional career as a civil servant. This should be 
possible in most armed forces, since promotion and awarding of military ranks amongst 
active troops is also bound to military performance and achievements. 

As far as further possibilities of human resources development are concerned, an incen-
tive scheme could be introduced in addition to the promotion system, which could in-
crease the employee’s motivation through awards, remuneration or extension of compe-
tencies. 

For the time after military service or employment, support in regards to reintegration 
into civilian work life is required in the form of active and precocious supervision con-
cerning job seeking by qualified personnel in terms of finding jobs where special 
knowledge and qualifications gained during military service or employment are needed 
and can be applied. This is also of importance to the military, since it contributes to the 
development of a positive image by integrating the positive aspects of occupations in 
the military into society through former military personnel. Also on account of this 
should the high standard of military training programmes be promoted to the public, and 
close contacts to economy and regional labour markets maintained. 

This would also facilitate the frequent updating and readjustment of military training 
programmes to the newest civilian labour standards and requirements and thus also put-
ting military and civilian vocational graduations on an equal footing. In this context it 
can be summarized that a wide and independent range of high quality vocational train-
ing and further education programmes as well as support and supervision in regards to 
external training and job opportunities considerably increase motivation and individual 
development potentials of military staff. 

 

II.2.3 MOTIVATION AND INCENTIVE SCHEMES 

Another aspect that might be subject to change in most administrations (also in defence 
administration) is the often very rigid compensation system. Such systems certainly do 
have advantages as for instance better possibilities for the planning of financial ex-
penses in human resources management. However, the problem is its negative effects 
on the staff’s motivation. Moreover, rigid compensation and incentive systems do not 
reflect the staff’s real economic efficiency and productivity. Administrative personnel 
are not only bound to task assignment and professional responsibility but also motivated 
by personal success and target achievement. However, in order to encourage this pursuit 
the performance delivered has to be virtually reflected in some form, and individual 
employees have to be given the opportunity to distinguish and define themselves within 
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the respective group. The establishment of possibilities for performance oriented com-
pensation and incentive systems is therefore not only conceivable but recommendable. 
The crucial problem is to add to, or even replace fix remuneration models – which can 
already be incentives – and create rules and incentives in order to direct the behaviour 
and activities of the executive level and its agencies in a way that it serves the benefit of 
the whole organisation. 

Therefore, it is recommendable to take measures to establish individual incentives, for 
instance by developing a standardized but performance related remuneration model 
where financial bonuses as well as sanctions and other, alternative compensations are 
bound to the respective staff’s scope of performance. Another approach would be the 
implementation of effective performance controlling with aligned compensation and 
award catalogues. This would result in an enhanced measurability of performance and 
position of the individual staff members within the hierarchy. Positive approaches for 
direct but non-monetary promotion of surpassing performances would be the allowance 
of holidays, subventions for private purchases or material gratifications. 

For the establishment of performance related incentive schemes budget increases might 
be necessary in some fields. However, this should be considered as an investment in the 
increase of the military’s capacity in regards to personnel, which ideally results in an 
optimized cost-benefit ratio. For those armed forces which recruit their staff also from 
compulsory military service, there are various possibilities in regards to recruitment 
from military service as career entry as well. The balancing of social hardship by calling 
for the completion of basic military service as well as award and compensation models 
for special performance during conscription would be an incentive compared to other 
occupations. A decisive factor regarding the decision for a professional career in the 
military would be the guarantee of demanding, satisfying and interesting career profiles, 
which would considerably contribute to an increase of motivation and the sensation of 
security during service. Furthermore, recruits who make an early choice for a career in 
the armed forces and defence administration could be rewarded by higher service pay, 
earlier promotion and support in regards to vocational training. In some armed forces 
these models are already successfully applied.41 

Another possible approach for performance related incentive schemes would be diverse 
forms of partnerships, as they are common in stock corporations. However, this ap-
proach bares the danger that the sole motivation for improving and optimizing activities 
are the personal interest and benefit of the associates rather than the ‘well-intentioned’ 
success of the organisation, and other demand groups are therefore neglected. There 
would also be the danger that the executive level would hold back information from the 
decision making level in order to provide either too little information or to provide it too 
late to make efficient decisions. The consequence would be the development of new 
rules and regulations as well as a sanction framework, which always causes consider-
able administrative expenses and side effects for all people involved. 

As far as the military is concerned, this form has an advantage which is not to be under-
estimated. Staff employed with the armed forces always work under the premises of 
dealing with classified, subtle information. A controlled/regulated form of partnership 
and involvement regarding the military organisation’s development does not only ad-
vance trust but also provide a certain degree of external security. The aspect which out-
weighs all other aspects of this consideration, however, is the fact that the incentive is 

                                                 
41 Pöcher, Harald: Ökonomische Implikationen unterschiedlicher Wehrsysteme, Frankfurt/M. 2004 
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not created by the transfer but by the gain of individual responsibility. Furthermore, 
partnership turns military personnel from sole service providers into beneficiaries of the 
factual and imaginary values of a performance provided. Finally, the simple, general 
conclusion can be made, that the value of a performance – be it economic or public – is 
measured by the reactions and acceptance of those concerned rather than by the accre-
tion for the enlisted supplier. 

Regardless of positions or career profiles, the individual locations should provide for 
leisure and entertainment facilities as well as for a minimum standard of comfort and 
space in regards to accommodation for their staff, especially since they might be under a 
certain pressure regarding mobility expectations. Additionally, the establishment of 
suitable means of compensation for the high level of mobility requirements should be 
taken into consideration, as for instance people in charge of helping with residential 
issues, child and family related problems or according formalities. Another factor which 
can be considered as an incentive for enhanced mobility is support provided in regards 
to interest free or favourable loans. Close relations should be maintained with regional 
labour markets in order to be able to support the staff’s family members in finding em-
ployment. In general, an optimal level of compatibility of family and career is to be 
guaranteed, in spite of the high degree of mobility required on the military sector. 

Leisure centres at locations should be made accessible for family members and the pro-
vision of sports equipment and facilities would be suitable incentives for personal fit-
ness. Since employment on the military sector will always be connected with manifold 
physical and psychological encumbrances – for the active soldier as much as for the 
administrative employee and in spite of all efforts to avoid unnecessary hardships – spe-
cial attention should be given to individual safeguarding and safeguarding of the family. 
This can be considered as a relevant incentive for service in the armed forces, if current 
developments in civilian safeguarding are used as reference. 

Outstanding medical and social care, possibly also for family members, would be a con-
siderable advantage of service in military organisations. 

Service abroad should, as it does in economy, have a direct and clear effect on wages as 
well as on pensions. However, international deployment itself can also be considered as 
an incentive for interested staff. This could for instance be a motivation for taking up 
language training and consequently to increase the qualification of the organisation’s 
personnel. Of course, an according integration of military organisations, for instance 
within military alliances like NATO, is a precondition. Since in the armed forces admin-
istrative employees can also be subject to deployment abroad in the course of military 
missions, intense efforts are required in regards to a comprehensive and extensive sup-
port of the affected personnel and their families during and post deployment and the 
guarantee of financial compensation or appropriate safeguarding models with respect to 
the high encumbrances and potential risks of deployment abroad. 

In order to allow for a more comprehensive linkage of military and civilian personnel 
and to reduce the danger of consequent internal conflicts, crediting performances of 
civilian staff from possible reservist service to regular full time service are conceivable. 
Ranks and qualifications obtained during reservist service could for instance partly be 
credited to the current active status. Also the military personnel should not be subject to 
merely the organisation’s payment specifications but should also dispose of individual 
incentives and additional remuneration models as well as of the possibility of promotion 
and the corresponding privileges and obligations. 
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II.2.4 CONTRACT MANAGEMENT AND COMMUNICATION REGARDING 
OBJECTIVES 

Current administration management has a tendency towards regulating performance 
processes by centralized specifications of strict budget allocation instead of controlling 
them by setting constructive objectives. As a consequence, tasks and resources are 
hardly being questioned and performance awareness can scarcely be developed by the 
staff. Therefore, a development away from budget orientation towards enhanced per-
formance orientation would be of importance. The economic and dynamic design of 
implementation processes in administrations and of strategy related processes is doubt-
lessly of primary importance to a more efficiently and effectively functioning organisa-
tion. This, however, does not end in itself but is always based on concrete objectives. 
Without objectives, all processes would lack contents and therefore become pointless. 
Political and administrative elites often lack clarity in regards to expectations of the 
administration’s operational level. The specification of objectives and the related defini-
tions of operational, financial and human resource related basic parameters are conse-
quently affected as well. 

An essential factor for performance oriented and effectively working personnel is, apart 
from factual motivation, the concrete specification and procuration of objectives. The 
term objective describes all considerations and efforts necessary to guarantee that the 
measures agreed on during the strategy finding processes are successfully applied by 
motivated personnel. Objectives can be divided into monetary objectives, that is to say 
objectives measured in monetary units, and non-monetary objectives. Operational ob-
jectives are determined by the performance process itself, while formal objectives are 
measures of orientation, as for instance profitability of goods and services. Furthermore, 
objectives can be designed as short term, medium term and long term objectives. An-
other hierarchy emerges from the evaluation of objectives as in main and secondary 
objectives, whereby strategic objectives are main objectives and therefore a priority. 
The different influences and constellations of power regarding the objective develop-
ment process create different relationships between objectives, such as harmony of ob-
jectives, being the common valorisation of objectives by achievement of a determined 
objective, conflict of objectives, being the valorisation or devaluation of objectives to-
wards another one achieved, and finally objective neutrality, being the independent 
achievement of different objectives. Objectives first and foremost have to be effective in 
regards to action and results. To be effective they need to consist of the following com-
ponents: 

• Clear contents: What is to be achieved? 

• Clearly defined volume: How is the objective to be achieved and how is the 
achievement to be measured? 

• Time frame: Until when or within which period of time should the objective be 
achieved? 

• Scope of relevance: Where is the objective valid? 

• Responsibility: Who is responsible for the achievement of the objective? 

• Implementation: How and by which means can the objective be achieved? 

• Significance and expedience: Why is the objective to be strived for? 
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Result oriented objectives are primarily to be considered as binding specifications ac-
cording to agreement processes and should only be altered in special, exceptional cases. 
From these objectives the further, concrete implementation processes, administrative, 
operative and strategic processes as well as diverse internal policies and guidelines nec-
essary to achieve the respective objectives are derived from. 

Contrary to businesses in economy, which mainly strive for a monetary main objective 
such as profit or compliance with contribution margins, the military system of objec-
tives is, according to the character of military performance, very complex. The general 
framework is the military mission, which all other considerations are to be directed to-
wards. In the case of the armed forces, selected objectives for military organisation are 
for instance: 

• Constant guarantee of optimal fulfilment of the military mission, 

• Ability of self assertion during deployment scenarios, 

• Ability to ally with other armed forces, 

• Ability to cooperate with civilian organisations and institutions, 

• Constant operational readiness of available material and equipment, 

• High technical standards regarding reconnaissance, leadership, mobility and com-
munications, 

• Effective yielding of military performances of all kinds, 

• Maximization of resources available to the military, 

• Optimization of resource deployment, starting from available budgets, according to 
the economic maximization principle, 

• Constant increase of leadership efficiency in military operation, 

• Ability to represent national values and principles, 

• Efficient organisation and optimal equipment components, 

Thereby, different types of objectives can be categorized: 

Performance objectives: These objectives determine which effects should be achieved 
by the respective performances in regards to the different demand groups of defence 
administration, for instance population, active armed forces or politics. 

Goods and services related objectives: These objectives determine the output of an or-
ganisation in the form of measurable entities of performance. However, in the case of 
defence administrations some limitations are to be made, since military performance 
can hardly be quantified and divided. 

Potential objectives: These objectives encompass all resources regarding personnel, 
equipment and budget necessary for service provision. 

Formal objectives: These objectives determine further basic parameters for the 
achievement of other objectives. 
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Image 1 Possible target system of a military entity  

Objectives are not only agreed upon on the political and administrative level of organi-
sations. ‘Management by objectives’, as it is mainly referred to in economy, is a type of 
management which does not only focus on a higher ranking objective communication to 
the administrations, but has developed concrete agreements on objectives, so called con-
tracts, within and between the individual hierarchies for the respective public manage-
ment approaches. 

Thereby, the contract partners within the staff commonly agree on concrete objectives, 
which are to be achieved within a determined period of time. In general, those objec-
tives are mainly divided into two categories: performance and result oriented objectives 
and financial objectives. Performance oriented objectives focus on the achievement of a 
certain result by the contract partners. Financial objectives concentrate on service provi-
sion within given or determined budget specifications. Hereby, contracts are not to be 
seen as regular contracts; they represent a voluntary commitment of the contract part-
ners to the objectives agreed upon and therefore a kind of mutual trust and working ba-
sis. 

Such agreements on objectives should among others meet the following criteria: 

• Description of the objectives contents, 
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• Conversion of objectives into measurable values, 

• Deadlines for partial and final target achievement, 

• Group of people responsible for target achievement, 

• Clarification of resources available for target achievement, 

• Consequences for surpassing target achievement or failure in target achievement. 

A considerable advantage of such contracts is the possibility for self-contained control 
and regulation of effective ways of working by constant comparison with the perform-
ances provided and the objectives agreed upon. Not only subordinates commit to their 
supervisors, but also leaders are bound to value performance. Since cooperation is car-
ried out in the long term, an enhanced cooperative function of these contracts in terms 
of employment can be noticed. 

Contract management is mainly directed to strengthening decentralized responsibility 
on the one hand, while allowing for the maintenance and development of centralized 
control and regulation, on the other hand. Another positive aspect is the fact that it gives 
the executive level the possibility to concentrate on its managerial functions. 

In regards to contracts it would be ideal, if specifications were made by politics con-
cerning characteristics and quality of the respective performances. Administration 
would hence be able to account for executive implementation without further direct in-
fluence. In fact, contract management is supposed to guarantee individual responsibility 
and extensive autonomy, nevertheless will individual interventions, down to the lower 
levels, be unavoidable in the military. Particularly against the background of changing 
fields of action of modern armed forces, defence administration has to preserve the po-
tential for executive level to give direct orders to individual military and civilian per-
sonnel. There is at least a difference to be made between the development of contracts 
in the military regarding regular operation and in case of active deployment. The mili-
tary only allows for very limited possibilities in regards to internal concretion in the 
form of clear and long term contracts. 

Nevertheless, can contracts be implemented on the operational level, and therefore are 
recommendable. Sometimes they are directed to short term objectives only, as for in-
stance the achievement of current mission related objectives or the fulfilment of current 
military demands. This of course requires more frequent ‘negotiations’. Such coopera-
tive processes for the definition of objectives are to be carefully considered, since these 
negotiations bare an increased potential for conflicts. Once more it has to be underlined 
that the principle of authority in the armed forces is of different importance than in ci-
vilian organisations. It is not only on the executive level that the more frequent applica-
tion of cooperative processes may be considered undermining, but this should not imply 
that these processes should be closely considered in the military. 

Another aspect which is rather difficult to implement in the military is the increase of 
competitiveness by objectives. Military goods and services must not be subject to eco-
nomic competition, since it would imply a tendency to partially hollow out the national 
monopoly on force and security as well as towards the abolishment of its quality as a 
public service. Therefore, internal competition between the individual administrative 
agencies and departments has to be in the foreground regarding the enhanced orienta-
tion towards competition by financial objectives. Hence, competition can only be fo-
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cused on in areas not directly connected to the military’s core tasks, namely deployment 
tasks.42 

Furthermore, not every performance objective can be combined with a financial objec-
tive in the military, since clear measurable indicators, allowing for definite target 
achievement, cannot always be applied to military objectives. In how far military objec-
tives are to be seen as motivating factors rather than as mere control parameters is a 
question which is to be recognized as absolutely valid. Contrary to civilian organisa-
tions, objectives of defence administration can be subject to external specification by 
the national government in the form of a military mandate, up to the first executive 
level. Therefore military mandates to the whole organisation should be included in the 
development of contracts towards the individual staff as an essential objective regarding 
individual action. 

In order to effectively promote the staff’s capacity, merely technical objectives seem to 
be unsuitable. In this respect, an orientation towards active troop units and their practice 
of establishing a codex seems reasonable. In order to procure the purpose of perform-
ance, a clarification of the resulting competencies and obligations as well as of the indi-
vidual actor’s status is of importance. In the economic environment there has been a 
realization of the fact that the quality of services performed and the distribution and 
acceptance of organisational and executive powers among constituents, beneficiaries, 
leading and executive level as well as other demand groups is mainly determined by one 
factor: the way the management level manages to combine their own and all other de-
mand groups’ significance and mutual influence with their own objectives. This in turn 
depends on what is to be commonly achieved and what the parties stand for – their 
common objectives. 

As far as target setting or communication in regards to objectives are concerned, the 
management level is not considered to be the top of the pyramid but as an equal part of 
a systems manifold relationship levels. It is simply the part which is responsible for fi-
nal decision making as well as for other components as for instance implementation and 
administration. Hence, it is, as all other demand and responsibility groups, equally in-
fluenced and formed. 

Objectives need to be far more procured and promoted among the staff. Management 
doctrines recognize that the identification of executive personnel with the job performed 
is very important. This identification is mainly identification with a product, in the case 
of defence administration with the service provided, or the identification and recogni-
tion of a higher ranking context’s meaning, of higher values and their necessity – quasi 
the vision behind the objectives. Therefore, the specification of concrete goals should be 
fortified by additional communication and procuration of abstract and higher ranking 
issues. 

In the case of the military, these ‘higher ranking objectives and values’ would be for 
instance the preservation and defence of national security, the possibility of aid in areas 
of crisis and the general participation in peace keeping. These values are not only of 
significance to the active troops but also to the administrative staff. All staff as well as 
each individual staff member needs to know how important their individual contribution 
to the achievement of those objectives is. Therefore the participation of the staff in the 

                                                 
42 Compare: Reichard, Christoph: „New Public Management“ als Auslöser zunehmender Ökonomisierung 
der Verwaltung. In: Harms, Jens; Reichard, Christoph: Die Ökonomisierung des öffentlichen Sektors: 
Instrumente und Trends, Baden-Baden 2003, 128 f. 
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target setting process for operational objectives is of great significance; not at least be-
cause an identification with strategic and concrete military objectives, already specified 
by politics, is generally more difficult to achieve than the identification with self deter-
mined objectives. 

The above mentioned possibility of target setting, which is based on the recognition of 
the transmission of values and their effects on the staff’s efficiency rather than on 
purely technical and financial considerations, allows for a considerably more stable 
mandate for the implementation of projects and endeavours particularly for an institu-
tion which has to implement political specifications. Furthermore the necessity of legal 
and formal specifications is lessened and consequently so is the danger of besieging 
oneself with rules and regulations regarding processes. In this way, self-made bureauc-
racy, which always has a negative impact on the expense situation, would be avoided. 

Especially the management oriented model of target setting has a considerable influence 
on the interpretation and operation methods of administrations in general and defence 
administration in particular, due to their focus on executive functions, since from this 
perspective, all action and demand groups have a considerable potential of influence on 
the management level and therefore on the whole interpretation of an organisation or 
system. 

Here, target setting is therefore considered an instrument for the foundation and legiti-
misation of the powers of decision and disposal. As already pointed out before, the cen-
tralized power of disposal is the key to rapid and effective action and operation in mili-
tary organisations. However, since the power of disposal is authorized based on higher 
ranking objectives, it is put on a far more stable basis than it would be, if purely techni-
cal objectives were specified. Leadership authority and power are therefore not a result 
of appointments, specifications or pressure. In fact they are ‘awarded’ to the respective 
employee as a result of evident and constructive communication on objectives.43 

 

II.2.5 NEW STAFF PROFILE 

Hitherto it has been clarified that a reform of administrative processes and an enhanced 
orientation towards management oriented processes and procedures in an administration 
also bring about new requirements in regards to staff and the administration’s organisa-
tion. In order to give a better idea about these new requirements it is necessary to pro-
vide a guideline or in fact a new over all concept, to gear to and rely on. 

As an organisation, administration can orient itself on examples from economy in terms 
of the development of an organisational culture. In economy it is a recognized fact that 
common guidelines and values summarized in what is called ‘corporate identity’ have 
an eminent impact on a company’s development. The term organisational culture refers 
to the staff’s common norms, attitudes, expectations, assumptions, values, convictions 
and philosophies.44 

The creation of a concept of ‘administrative identity’ is therefore conceivable for ad-
ministrations. On the one hand it only offers an abstract idea regarding the organisations 

                                                 
43 Compare: Tondorf, Karin; Bahnmüller, Reinhard; Klages, Helmut: Steuerung durch Zielvereinbarun-
gen – Anwendungspraxis, Probleme, Gestaltungsüberlegungen, Berlin 2004, 52 ff. 
44 Compare: Strunz, Herbert; Dorsch, Monique: Management, München/Wien 2001, 189 ff. 
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orientation, but a concrete guideline for the organisation’s future development on the 
other hand.45 

In defence administration, for instance, an organisational culture could be developed, 
which on the one hand proclaims military values and behaviour, such as acquittal, faith 
and self discipline, and on the other hand is able to combine entrepreneurial characteris-
tic traits like motivation and risk propensity, but also respect and grant of individual 
freedom and the consequent development potential.46 

However, this consideration also demonstrates that the development of a concrete staff 
culture might be of even greater significance to administrations. Civilian as well as mili-
tary staff should be able to internalise a performance culture similar to the one required 
and promoted in economy. Staff should not consider themselves to be military or civil-
ian ‘administrators’, but are to be encouraged to develop a self-image as managers 
working in defence administration, which is to be promoted accordingly. In this context, 
the performance principle is to be considered as something positive and desirable, if 
performance is perceived as a means of individual and organisational development. 
Therefore it has already been examined why and how individual and common perform-
ances can be acknowledged. A performance oriented and entrepreneurial job profile and 
self-image form the basis for the development of a mental platform, allowing for indi-
vidual distinction and therefore for the development of motivation for better perform-
ance. In administration, a similar although not quite as distinct staff culture needs to be 
developed as it already exists in the active troops. A status earned by personal achieve-
ments is more valuable and important for the staff’s personal development and increases 
self-confidence as well as motivation. Furthermore it promotes a higher degree of com-
mitment and self-assurance in regards to task fulfilment.47 

Development in defence administration should therefore be increasingly oriented to-
wards a dynamic career image, similar to an officer’s career in the active troops, rather 
than towards rigid career models which are common in many administrative organisa-
tions. A possible objection might be found in the claim that it subliminally implies a 
lacking of security of career advancement. However, by granting a status as a civil ser-
vant a certain degree of security is already guaranteed. A more flexible and dynamic 
career in administration would reinforce the promotion of the staff’s individual motiva-
tion in regards to performance and development. 

This would also allow for the abolishment of the so called ‘zero-error culture’. In ad-
ministrations the impression might be fomented that the prevention of creative and dy-
namic approaches in regards to task fulfilment and the avoidance of risks also prevent 
the occurrence of errors. However, errors can never be completely excluded. If the mere 
prevention of errors remains a main focus in administration, the abilities to adapt and 
develop further are suppressed in the first place. On the one hand, abatement costs are 
usually lower than compensation costs, but in this context, the contrary would be the 
case in the medium and long term. Moreover, a higher degree of performance orienta-

                                                 
45 Compare: Schridde, Henning: Verwaltungskultur, Change Management und lernende Organisation. 
Blanke, Bernhard; von Bandemer, Stephan; Nullmeier, Frank; Wewer, Göttrik (Hrsg.): Handbuch zur 
Verwaltungsreform, Wiesbaden 2005, 216 ff. 
46 See: Strunz, Herbert: Management im militärischen Bereich, Lohmar/Köln 2006, 101 ff. 
47 Changes of bureaucratic organisation are always subject to great difficulty. Compare: Fisch, Rudolf: 
Organisationskultur von Behörden. In: König, Klaus (Hrsg.): Deutsche Verwaltung an der Wende zum 
21. Jahrhundert, Baden-Baden 2002, 449 ff.; Hofmann, Michael: Psychopathologie der bürokratischen 
Organisations‚kultur’. In: Hofmann, Michael; Zapotoczky, Klaus; Strunz, Herbert (Hrsg.): Gestaltung 
öffentlicher Verwaltungen, Heidelberg 1993, 175 ff. 
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tion and an entrepreneurial staff profile would also have an effect on the image of ad-
ministrations in the public.48 

A possible issue for the definition of an over-all concept regarding personnel and the 
organisation’s development might be the possible conflict between military and civilian 
personnel and their ideas of an ideal staff profile. 

Models, which are directed to the creation of different staff profiles, usually end rather 
quickly in the mere satisfaction of different expectations. An extensive share of the pos-
sible development potential is used up by this mutual avoidance of conflicts. Further-
more, internal conflicts are already preprogrammed, since the evaluation of the different 
demands, interests and expectations for further satisfaction, requires considerable ef-
forts. Sooner or later this would certainly lead to competition between the different in-
terest groups. On the other hand, the differences between the respective expectations 
and views in regards to work and organisational culture cannot just be ignored. Organ-
isational as well as staff culture cannot simply be prescribed. They need to be developed 
and internalized: otherwise one of the biggest restraints on future reform and transfor-
mation approaches is promoted, namely the development of internal opposition and lack 
of acceptance. 

Consequently, a possibility for at least the approach of reaching consensus is to be cre-
ated. The most promising way certainly is to concentrate on common necessities, chal-
lenges and objectives rather than focussing on existing differences. In the same way as 
officers are expected to change their self-image to a kind of military manager, is civilian 
staff in defence administration expected to change it. The primary problem thereby is 
the way to deal with one another. Therefore, the development of a common staff profile 
should be focussed on the question which attitudes and individual characteristics will be 
necessary in the future in order to fulfil the aspired management oriented image and 
performance oriented self-image. 

On the one hand, typical military qualities are required in regards to task fulfilment: 

• Sense of duty 

• Determination and self-discipline, 

• Assertiveness, 

• Moderate authority, 

• Planning and analytical competence, 

• Individual and cross linked responsibility towards the organisation and all subordi-
nates. 

On the other hand, also entrepreneurial and especially social qualities are required: 

• Cost and performance awareness, 

• Creativity and flexibility, 

• Interdisciplinary way of thinking and working, 

                                                 
48 Compare: Ritsert, Rolf: Einführung von Elementen des ergebnisorientierten Managements und Aus-
wirkungen auf die Organisationskultur. In: Ohlemacher, Thomas; Mensching, Anja; Werner, Jochen-
Thomas (Hrsg.): Empirische Polizeiforschung VIII – Polizei im Wandel? Organisationskultur(en) und -
reform, Frankfurt/M. 2007, 239 ff. 
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• Innovation regarding the development of new concepts of task fulfilment, 

• Interpersonal, intercultural and social abilities, 

• Empathy, 

• Ability to motivate, 

• Ability to deal with conflicts and discussions. 

The consequence of developing a common and worthwhile staff profile, combining as 
many of the different demands as possible, would be a concentration on the adoption of 
new qualifications and abilities, and a decrease of conflict potential regarding individual 
differences. In this context, a possible way to reach consensus would be the establish-
ment of regular and terminated discussions with military and civilian staff. The respec-
tive administrative and work efforts would be relatively low, but the impact on the 
working climate as well as on the staff’s performance might be considerable. 

 

II.3 ORGANISATION AND PLANNING 

If objectives are to be achieved successfully and in an economically sensible way, con-
crete and target oriented strategies are necessary. These strategies are to be implemented 
in the most consequent, smooth and most of all cost effective way. Therefore, a well 
thought out and balanced operational and organisational structure, comprehensive and 
solution oriented planning efforts and a consequent decision finding process, based on 
these efforts are required. 

The ability to react to similar influences from the surroundings in a standardized way is 
determined by organisation, and in turn creates stability and coordination. An organisa-
tion’s organisational structure can be divided into structural and process organisation. 
Stability regarding structures and processes also implies stable results and economic 
efficiency. Since organisation is also subject to constantly changing influences from the 
environment, differentiated reactions to the different impulses are required and a high 
degree of reactivity and adaptability is therefore equally important. 

Structural organisation essentially deals with the organisational structure as of where 
and how which tasks are to be fulfilled and by whom, and in how far areas of activity 
can and should overlap or complement one another. 

Process organisation mainly concentrates on the structure of the actual processes regard-
ing performance and target achievement as of how and in which phase the respective 
processes regarding task fulfilment are to be realized. 

Military organisation is the permanently valid structure of a target oriented, social and 
technical system and is represented in the determination of troop formation and military 
organisational planning. Therefore military organisation is to be attuned with require-
ments regarding day to day operation deriving from deployment orientation and to di-
rect the respective staff to deployment requirements in return. Tasks, abilities required, 
kind and volume of deployed personnel, but also competencies in terms of command 
and leader-subordinate relations can vary according to the military mandate. Structural 
and process organisation and the consequent assignment of tasks and competencies to 
troops and commands are therefore to be evaluated and decided according to the respec-
tive demand situation. In military organisation the aspect of appointing organisational 
tasks among the individual parts of the armed forces, army, air force, navy as well as the 
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respective administrative and human resources departments, is to be added to this prin-
ciple. 

This implies a more practical application of organisational principles in defence admini-
stration to the individual troop parts, since each branch has its particular requirements 

regarding organisational processes. Hence a, to a large extent modularly, structural or-
ganisation is required, which does not correspond with any uniform disposition for the 
fulfilment of standard tasks to the benefit of a greater collective. Furthermore, organisa-
tion should also work smoothly at the home location in case of deployment and com-
bined application of the individual branches, which requires a common organisational 
concept. This implies that leadership organisation in the military needs to be principally 
bundled on the political level through the Ministry of Defence and the general staff. The 
difficult task of overcoming the gap between compatibility and standardization on the 
one hand and the necessary functional specialization of the individual branches on the 
other hand, is to be taken into consideration when it comes to the interpretation of mili-
tary organisational procedures. This sets high standards to the conception of a suitable 
degree of organisation – all instructions and guide lines determining objectives and the 
scope of actions. It has to be kept in mind that an exceedingly high degree of organisa-
tion can lead to rigidity, while an exceedingly low degree of organisation can cause in-
stability and may therefore lead to inefficiency and integral dissolution respectively. 

An essential part of strict and effective organisation is a flexible but still well designed 
and stable long term planning concept. Planning is a process of information procure-
ment and processing as well as the anticipation and coordination of future action in an 
organisation. It includes all considerations of what and how something can and should 
be achieved. Panning is based on selected or specified objectives and should take strate-
gic, organisational and operational factors into consideration, depending on the respec-
tive normative specifications. Hereby, a division into normative-strategic and tactical – 
operational planning can be made. The according specifications are made by normative 
management. This managerial level deals with the organisations’ fundamental values, 
codes of conduct and directions. 

In the military, normative planning mainly takes place on the political level and can be 
considered a mental process of concretion regarding security political parameters for 
military fundamentals and specifications for the military strategic leadership. These 
internal and external policies are long term rules and regulations to guarantee the devel-
opment and implementation of strategies as well as the realization of plans. 

Strategic planning determines fundamental factors for future and long term develop-
ment on the basis of specified objectives and influences in an anticipatory way as a kind 
of ‘central thread’ for the further course of action. In the armed forces a further concre-
tion towards military strategic planning can be made. The latter is to be understood as a 
further, on military peculiarities focussed level of strategic planning. 

The consideration of tactical planning as an essential concept is particular to the mili-
tary. It primarily deals with the deployment and arrangement of troops during deploy-
ment or operations, with the so called preventive duties. Tactical planning is based on 
the specifications made by strategic as well as operational planning concepts. The basis 
of this kind of deployment planning is a combination of elements from defence, armed 
forces and over-all military planning. 

Operational planning is the part of strategic planning responsible for the coordinated 
implementation of strategic and tactical specifications by transforming them into con-
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crete procedures within the framework of the individual functions’ planning concepts. 
On the other hand, it determines guidelines for instantly applicable short term imple-
mentations, which form the basis for further strategic decisions. Depending on the indi-
vidual field, components of operational planning involve planning in regards to objec-
tives, resources and measures to be taken. Operational planning therefore serves the 
actual implementation and monitoring of measures taken in the individual agencies nec-
essary to guarantee the results and achievement of strategic planning specifications in 
the long term. The operational planning level can therefore be considered the core area 
of operational and task profiles in defence administration. 

The armed forces are going to be confronted with new task profiles, which will require 
new organisational and planning structures. Considerations regarding further harmoni-
zation and merging bare the largest potential for an economic interpretation of organisa-
tion and planning in the military. However, such an approach also presents the poten-
tially greatest difficulties. It has already been mentioned that considerations regarding a 
centralized organisational office are an option. However, a closer look at this theory 
reveals that a centralized organisation could be implemented for all troop parts of the 
military, since the individual branches diverge too much in terms of relocation, material 
and staff related requirements or logistics in order to be effectively managed by one 
standardized organisation. The harmonization of development and process related struc-
tures is therefore only partly possible. 

In the field of planning, however, parts of operational planning, as for instance target 
and action planning, can be subject to a more centralized organisation. As far as objec-
tives of military operation or deployment are concerned, the individual troops depend 
on centralized specifications and standardized orientation anyway. It is therefore highly 
conceivable that the respective planning efforts are managed by a central planning staff. 
Hence, the centralisation of the planning offices for the individual parts of the armed 
forces is a logical conclusion. 

In some armed forces first approaches to this conception can already be observed, as for 
instance the establishment of centralized administrative staffs with representatives from 
all branches and parts of the armed forces. These staffs have their own organisational 
structures and coordinate the uniform orientation of the different parts of the armed 
forces and military entities towards the respective higher ranking strategic objectives. 
Implementation as well as application along the individual structural and process or-
ganisations, however, remains to be subject to the branches’ leadership levels. This im-
plies that parts of operational planning, as for instance respective resource and deploy-
ment planning remain rather decentralized. Thus, the highest possible degree of coordi-
nation is guaranteed, while taking the particularities of the individual military fields into 
consideration. 

 

II.4 BENCHMARKING AND PERFORMANCE COMPARISON 

If an organisation wants to be competitive in the long term, it needs the capacity to 
evaluate its position realistically and precisely. This also applies to the armed forces. In 
order to do so, an extensive in-depth evaluation of potentials and facts of the organisa-
tion’s environment is necessary. 

Besides extensive environment and risk analyses, specific evaluations regarding the 
organisations strengths and weaknesses compared to other organisations can be made by 
benchmarking. 
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Benchmarking stands for self-evaluation by external assessment. It is a widely standard-
ised concept from marketing, which was originally also applied by the military in order 
to find possibilities for improvement through the comparison of capability characteris-
tics of other similar organisations, processes or programmes. By means of extensive 
self-evaluation and evaluation of other organisations, their structures, systems and proc-
esses as well as the competitive environment help to better evaluate their own potential 
and possible measures for change. The main purpose of this multiply applicable instru-
ment of analysis is to reveal the weaknesses of organisations and their processes by 
comparison with other organisations and in-depth evaluation of their environment. 
Analysis and comparison reveal potentials for the optimization of the individual proc-
esses and create possibilities to emphasise the organisations strengths.49 

Analyses are mainly instruments of controlling. In the military they are primarily used 
for the evaluation of tactical potentials, within the organisation or of others, and of as-
pects relevant to security policy. However, benchmarking and analyses of target groups, 
competition, potential and environment are of great economic value, particularly against 
the background of a business economic and performance oriented interpretation of de-
fence administration by application of public management concepts. 

As in economy, the application of benchmarking and analyses in the military is neces-
sary for various reasons: 

• Evaluation of competitiveness compared to other public and private organisations; 

• Guarantee of existence by long term orientation towards international performance 
parameters; 

• Submission of an externally induced learning and implementation process by ex-
change of experiences with other armed forces; 

• Improvement of prognoses by enhanced flux of information; 

• Possibility to evaluate the organisation’s status by extensive analyses of environ-
ment and to make prognoses on future development potentials; 

• Determination of chances and risks in the environment; 

• Establishment of a self-initiated ‘obligation’ to closely consider other organisation’s 
approaches and strategies; 

• Possibility to improve status and risk assessment by extensive risk analyses; 

• Inspection of financial, staff and organisation related scopes of action; 

• Inspection of military enforcement powers; 

• Definition of the military service portfolio; 

• Determination of training demands; 

                                                 
49 Compare: von Bandemer, Stephan: Benchmarking. Blanke, Bernhard; von Bandemer, Stephan; Null-
meier, Frank; Wewer, Göttrik (Hrsg.): Handbuch zur Verwaltungsreform, Wiesbaden 2005, 444 ff.; Spei-
er-Werner, Petra: Public Change Management – Erfolgreiche Implementierung neuer Steuerungsinstru-
mente im öffentlichen Sektor, Wiesbaden 2006, 70 f.; Burr, Wolfgang; Seidlmeier, Heinrich: Benchmar-
king in der öffentlichen Verwaltung – Anwendungspotenziale und Grenzen aus theoretischer und empiri-
scher Sicht. In: Budäus, Dietrich; Conrad, Peter; Schreyögg, Georg (Hrsg.): New Public Managent, Berlin 
/New York 1998, 64 ff. 
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• Development an implementation of action plans for performance improvement. 

Also for the armed forces are benchmarking and analyses a possibility to evaluate and 
improve the effect of political and military specifications on the operational level. The 
following strategies are usually applied: 

• Analyses of strengths and weaknesses and disclosure of weak points; 

• Search for ‘the best’; 

• Comparison with ‘the best’; 

• Disclosure of differences; 

• Search for the reasons for differences; 

• Analyses of what ‘the best’ do different or better; 

• Transfer of new findings to the organisation’s own system 

These analyses are usually made during the first phase of the target setting process, 
which determines facts and organisations to be analysed and compared. Subsequently 
the period of analysis and comparison is introduced, which determines measurement 
data for performance evaluation. During the implementation period the evaluation of 
gathered data, the determination and analyses of gaps and finally the definition of objec-
tives and strategies are carried out. It is followed by the conception of procedures re-
garding the implementation of these measures. This process is concluded by the inspec-
tion period and the according verification of results and progresses. 

The military is an organisation which cannot offer its services to clients on payment, 
since public security ad defence need to remain goods available to the public. Therefore, 
one might get the impression that dealing with clients and demands is rather secondary 
to defence administration. However, the military also has to deal with different demand 
groups, so called stake holders, who have different demands and expectations, which 
are to be taken into account. After all, performance optimization always implies the 
coordination of performance profiles with requirements of the respective demand 
groups. 

The term stake holder applies to all people, groups and institutions having certain inter-
ests or requirements regarding the respective organisation, hold a stake to it or are ready 
to stand up for the enforcement of interests. As far as defence administration is con-
cerned, these groups are internal groups as soldiers, civilian personnel and recruits as 
well as related external groups like the population, politics, other administrative organi-
sations, companies, interest associations, citizens’ initiatives, the media as well as other 
countries’ military and civilian organisations. 

If an organisation ignores its social obligation to meet its demand groups’ expectations, 
it runs the risk of not only losing its environments support but also its right to exist. 
Therefore, one of the essential tasks of management it to establish a well balanced rela-
tion of the stakeholders’ expectations and the organisation’s performance. In order to do 
so, a comprehensive and extensive analysis of all demand groups and their requirements 
is necessary. Constantly changing expectations make the latter a continuous task. As far 
as stakeholder analysis is concerned, the following steps can be taken: 

• Which groups are stakeholders of the organisation? 
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• What are the expectations of the different demand groups? What can the organisa-
tion expect in return? How large is the resistance and cooperation potential respec-
tively? 

• Which demand groups have similar or overlapping needs? 

• Which demand groups are closest to the organisation and which demands have the 
greatest impact on the organisation’s objectives and processes? 

• How can the organisation deal with the demand groups in general? 

• How shall the organisation deal with the individual demand groups in a concrete and 
differentiated way? 

Such stake holder analyses cannot only be applied to the military as a whole but also to 
the individual military fields and entities. 

Since the military operation is subject to ever changing environments and additionally 
marked by high fluctuation rates, such analyses are generally very complex. 

 

Stakeholder analysis on the basis of a company 

Identification of relevant stakeholders 

Recruits, instructors, cadre personnel, family members, other companies, other agencies at the 
location, administrative staff, staff representatives, battalions, brigades, partners of locations, 
Ministry of Defence 

Analyses of the stakeholders (exemplary expectations of demand groups) 

Contracting 
body (Ministry of 
Defence, bri-
gade, battalion) 

Well trained recruits, who fulfil their tasks within the company at their best. 

Company ready for deployment and able to fulfil the battalion's instructions. 

Economical use of resources during task fulfilment. 

Recruits Professional, reasonable and target oriented training. 

Proper treatment by the instructors and contemporary manners. 

Mentoring, supervision 

Appropriate environment 

Instructors High standard vocational and further training 

Mentoring and adequate working environment 

Sufficient resources 

Cadre personnel High standard vocational and further training 

Mentoring and adequate working environment 

Sufficient resources 

Family members Adequate deployment of military personnel 

A certain degree of security 

Modern working environment 

Possible compensation 

Administrative 
staff 

Optimum application of resources 

Maximum cooperation and information 

Other compa-
nies and agen-
cies 

Cooperation 

Information 
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Which kinds of dependences and interdependences can  be found between the individual 
demand groups 

Recruits – In-
structors 

 

Appropriate training requires sufficient and qualified instructors 

Recruits – other 
professional 
personnel 

Recruits expect appropriate service and treatment 

Instructors – 
company, su-
pervisors 

Qualified training for recruits requires appropriate attendance, vocational 
and further training for instructors by their supervisors 

Instructors – 
other cadre per-
sonnel 

Qualified training requires appropriate organisational services and support 

Company – bat-
talion and bri-
gade 

In order to guarantee adequate training and task fulfilment, adequate basic 
parameters are to be established by the battalion and the brigade 

Company – ad-
ministrative staff  

In order to guarantee a company’s capacity to act, manifold administrative 
services are required 

Company – 
other companies  

Task fulfilment and application of resources require cooperation of other 
units 

Brigade – com-
mand/Ministry of 
Defence 

In order to specify the necessary basic parameters for the companies’ ac-
tivities, normative and strategic specifications by strategic and political 
leaders is required 

What kind of influence do stakeholders have on the company? What kind of influence 
has the company on the stakeholders? What is the in dividual groups’ consequent im-
portance? 

 Influence on the company Influence by 
the company 

Importance 

Command/ Min-
istry of Defence 

Normative and strategic specifica-
tions 

hardly any very high 

Battailon, bri-
gade 

Strategic and operational specifica-
tions and basic parameters, influ-
ence on day to day operation 

participation in 
planning  

very high 

Recruits High expectations and publicity by 
procuration of experience have con-
siderable influence on training suc-
cess 

training, treat-
ment, support, 
environment 

very high 

Family members Expectations, publicity information medium 

Instructors Responsible for training success 
and consequently for the company’s 
capacity to act 

vocational and 
further training, 
support, envi-
ronment, moti-
vation, security 

very high 

Other cadre per-
sonnel 

Guarantee of the company’s capac-
ity to act, internal basic parameters, 
resources, service, administrative 
efforts, day to day operation 

information, 
vocational and 
further training, 
motivation, 
security 

high 

Administrative 
staff 

Influence on day to day operation, 
important for the support of compa-
nies, recruits, instructors and cadre 
personnel 

information, 
cooperation 

high 
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Other compa-
nies 

Influence on day to day operation, 
coordination requirement, use of 
common resources 

direct and indi-
rect coopera-
tion, coordina-
tion 

medium 

Other depart-
ments and 
agencies 

Influence on day to day coordination 
requirement, use of common re-
sources 

indirect coop-
eration opera-
tion, coordina-
tion 

medium to low 

Partner Availability of resources, appoint-
ments, human resource develop-
ment 

information low 

Derivation of strategies to deal with demand groups  and the definition of objectives for 
the most important demand groups 

 Objective Strategy 

Contracting 
body (battalion, 
brigade, com-
mand/Ministry of 
Defence) 

Fulfilment of specifications, 
best possible considera-
tion of own needs compre-
hensive cooperation, ac-
tive 

 

maximum cooperation, development and use 
of possible information channels, integration 
of companies in planning efforts 

 

Recruits Well trained and motivated 
recruits 

professional training in an adequate environ-
ment, suitable treatment, high degree of sup-
port and information, incentives 

Family members Well informed family mem-
bers who appreciate the 
company’s performance 
on and for the recruits 

information and integration 

Instructors Motivated and qualified 
instructors 

Guarantee of comprehensive training prior to 
deployment as instructor, continuous further 
training, also in regards to dealing with re-
cruits, motivation by appropriate support, 
guarantee of the highest possible degree of 
security by welfare and support, incentives 

Other cadre per-
sonnel 

Motivated and qualified 
personnel, mainly service 
oriented 

Motivation, promotion of business economic 
training, support and information, incentives 

Admninistrative 
staff 

Optimum service of the 
administrative staff 

Close cooperation, feedback and information, 
support when necessary 

Other compa-
nies 

Best possible use of re-
sources, high degree of 
coordination 

Close cooperation mechanisms, processes for 
the common use of resources, high degree of 
coordination, common training if possible 

Table 1 Stakeholder analysis on the example of a company 

 

II.5 LOGISTICS 

From a business economic point of view, logistics is the doctrine of the allocation of 
goods, coordinated in regards to demand, kind, volume, location and time, whereby 
reliance, speed, operational readiness and closeness to the contractor play a role as well. 
The general purpose of logistics is to calculate and determine the necessary demand of 
goods and services at the right place and at the right time, by constant observation of all 
movements of means, information and services, in order to allow for optimum task ful-
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filment and service provision. Logistics include all activities to physically bridging gaps 
of space and time regarding goods and people and their regrouping. More concretely, 
logistics is defined as integrated planning, organisation, governance, control and proc-
essing of the over all flow of materials and the respective flow of information. Gener-
ally, logistics is divided into four specific sub-systems: procurement, production, distri-
bution and disposal logistics. 

In the armed forces, the term logistics describes the planning, allocation and coordi-
nated deployment of goods and services in order to support the armed forces and to 
guarantee their deployment capacity. Hence, military logistics is a dynamic system of 
processes and services, designed according to military principles, which is to guarantee 
the armed forces operational readiness. This military subsystem is to allocate the re-
quested means to the beneficiary, at the right time at the right place and according to 
their demands in order to allow them to achieve and maintain their best possible dispo-
sition to fulfil the military mandate. 

For military logistics the following tasks derive from this definition: 

• Material supply 

• Military and civilian service provision 

• Medical care 

• Maintenance of cooperation with economy and civilian administration 

• Transportation 

Logistics has an influence on nearly all fields of military activity; starting with proce-
dures concerning planning and development, to aspects of production and procurement, 
allocation, storage and distribution, maintenance and attendance up to the disposal of 
military goods and services, and in particular under deployment conditions. It is aimed 
at the optimal support of the active troops and allies during general military operation as 
well as during deployment, and the accomplishment of crises. The high importance of 
logistics is not only drawn from its vital significance for the armed forces operational 
readiness, but also from its cost intensity. The latter especially is a considerable chal-
lenge for many of the armed forces. Therefore, many optimization approaches assess 
there.50 

The task of military logistics in line with economic findings is to increase the armed 
forces’ efficiency by optimization of all flows of material, information and data. How-
ever, this can only be done within the framework of the current political and military 
requirements and orders. Especially in times of increasing international cooperation 
with other countries’ armed forces and civil partners in case of military conflicts, an 
increasingly high degree of interoperability and relocation capacity is in demand. For 
military logistics this implies that no longer only location internal or troop internal ma-
terial and service distribution are required. All logistic related activities are therefore to 
be coordinated with allied troops and other systems respectively. Consequently, the co-
ordination of all logistical tasks regarding a military’s planning, processes and proce-

                                                 
50 Compare: Eßig, Michael; Batran, Alexander: Konzeptionelle Grundlagen des Public Supply Chain 
Management. In: Zeitschrift für öffentliche und gemeinwirtschaftliche Unternehmen 2/2006, 117 ff.; 
Breunig, Alexander; Pöcher, Harald; Strunz, Herbert: Wehrökonomik – Entwicklungen im internationa-
len Kontext, Frankfurt/Main 2006, 349 ff.; Strunz, Herbert; Dorsch, Monique: Sicherheitspolitik und 
Wirtschaft, Frankfurt/Main 2003, 85 ff. 
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dures with the logistic related efforts of military and civil partners has to stand in the 
foreground. Ideally, this should be practiced and coordinated independent from actual 
deployment, or in the case of current deployment be started before the first troops are 
committed. In this way possible competition, redundancies and counterproductive ac-
tivities, impeding effective and sustainable deployment, could be avoided or at least be 
minimized. 

In order to leave fault liability of the individual components of the armed forces in re-
gards to changing conditions of deployment, application and action at a minimal level, 
an increasingly self-contained stability is required of military logistics. Hence, military 
logistics is confronted with two contrary tasks: The overriding compliance with eco-
nomic aspects on the one hand, and the maintenance of permanent maximum opera-
tional readiness in an environment which may unexpectedly require a high degree of 
deployment and relocation capacity at any time on the other. Once again, the conflict 
between a high degree of centralization with an accordingly high degree of monitoring 
as well as avoidance of redundancies, and decentralization with an accordingly low de-
gree of monitoring but a high degree mobility guarantee and deployment relevance, 
becomes evident. 

Hence, defence administration is under the constraint of developing two coherent logis-
tic systems. On the one hand, a rather centralized logistic is recommendable in terms of 
a more business economic oriented use of resources during normal daily operation. The 
establishment of centralized planning centres, which regulate and monitor the flow of 
goods and information would allow for the reduction of redundancies and unnecessary 
accounts. On the other hand, concepts for the acceptance of logistic responsibilities in 
case of deployment are to be developed in order to maintain the flexible and rapid ac-
tion and response times of the armed forces. Logistics in the military does not simply 
mean get the necessary material or service to the right place at the right time. It is more-
over responsible for the constant optimization and adjustment of internal processes re-
garding procurement and distribution. This becomes more and more evident by the in-
creasing number of simultaneous multi task deployments of individual parts of the 
armed forces in several areas of crisis and of consecutive deployment of troops and 
equipment besides normal military operation at their locations. 

Therefore the extensive automation of procedures in regards to the increasing integra-
tion of logistics into military leadership structures is necessary. Additionally, however, 
there is still the obligation to meet and adjust to international standards. 

Another requisite for the implementation of logistic related requirements is the estab-
lishment of an integrated logistic information system, which is to be operated with the 
highest possible operational availability, during deployment as well as during normal 
operation. The main task during normal operation would be to support the administra-
tion of materials and goods as well as human resource management. Therefore, a con-
sistent and permanently updated database is required. During deployment, the system is 
to support military leadership by rapid acquisition of the basics in regards to material 
and human resources. 

Against this background, the development and maintenance of a network of logistic 
partners, particularly with partners from economy, gains new importance, especially 
since they dispose of perfected models and corresponding know-how, due to the perma-
nent pressure of competition. 

Current and future crisis intervention is of mainly international character. Therefore it is 
the task of logistics, especially in regards to the further development of the armed 
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forces’ own cooperation capacity, to coordinate the establishment and further develop-
ment as well as the allocation of important gateways and contact points within their own 
administration and with the different partners on a national, international and in the area 
of deployment on a local level. In order to achieve this, national coordination with mul-
tinational logistic levels and the establishment of common logistic centres, so called 
key-accounts, or at least a closer transnational cooperation in this field, are to be accel-
erated. A corresponding position is also to be established in order to integrate staff 
working in logistics as well as civil representatives in those contact points. In this way, 
the rapid allocation of transport systems and other technical components would be pos-
sible, in spite of the multitude and variety of participating groups and their different 
premises and capacities. In military logistics, this mainly influences the allocation of 
humanitarian aid and the respective requirements regarding transport, storage and dis-
tribution and requires further broadening and improvement of procurement planning. 

Potential overlaps between coordination efforts could be minimized or even avoided, 
which would also prevent supply overload in the area of deployment. Early international 
cooperation in the field of transport logistics, mainly by exchange of information, can 
be an advantage. 

Especially against the background of enhanced deployment and performance relevance, 
a multitude of requirements on the armed forces are to be taken into account: 

• Overlapping horizontal and vertical communication levels; 

• Real time information gain and transfer while avoiding adversarial as well as allied 
communication and leadership systems; 

• Permanent contact and exchange of data between active and participating reservist 
troop units; 

• Coordination of several deployed parts of the armed forces; 

• Rapid and short notice realization of versatile operations. 

In case of longer retention periods due to deployment, military logistics is not only re-
sponsible for the planning of the correct commencement of duty of the staff exchanged 
and additional relocations; it also has to see to common briefings and information 
analyses with allied forces and are to guarantee their full acquaintance with local condi-
tions. This can also have an impact on further common coordination of procedures by 
those who might already be deployed in the respective area for a longer period of time. 

Therefore, the military system requires a flexible and dynamic but at the same time sta-
ble and reliable logistics concept. Sometimes, such requirement catalogues can and need 
to undermine the principle of economic efficiency in order to achieve the specified ob-
jectives. 

Another approach is the multiple use of material and equipment by different troop units 
and parts of the armed forces. However, this approach implies considerable efforts in 
regards to planning, coordination and data processing within and between the individual 
troop parts and the respective logistics departments. Therefore, a high degree of experi-
ence and competence is required of the staff working in logistics in order to create a 
balance between the fulfilment of economic principles and the fulfilment of the military 
mandate. Especially in regards to this is the economy and management oriented training 
of military personnel of such great importance. 
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II.6 PROCUREMENT 

Procurement plays a central role in the military. Most direct and an essential part of 
human resources related expenses originate from this field. Consequently, it is the field 
where it becomes particularly evident that public administration needs to deal with eco-
nomic aspects and the question in how far public management methods and tools can be 
applied. 

The term procurement in the broadest sense describes the purchase of goods and ser-
vices as well as the corresponding procurement logistics. Depending on the point of 
view, procurement logistics is either a part of purchasing or vice versa. As far as task 
sharing is concerned, the following division applies: 

Purchasing: 

• Market research regarding procurement 

• Tender procedure, tender vetting, issue of price comparison lists, 

• Contract negotiation and formulation as well as planning of order processing, 

• Choice of suppliers and contracting partners, 

Procurement logistics: 

• Organisation of delivery and transport 

• Receipt and inspection of goods, 

• Storage and storage operation, 

• Transport logistics. 

The purchase of goods and services in the military is mainly divided into centralized 
procurement, the direct acquisition by a central office, and the decentralized procure-
ment, done by downstream agencies. This principle of shared responsibility in the field 
of procurement has already become accepted in most armed forces. 

Central procurement is mostly subject to bulk orders, which primarily serve the general 
and technical equipment of the armed forces, and are mainly given to large companies 
and enterprises. Goods and services to be purchased have a high degree of deployment 
relevance, are very cost intensive and are usually procured over relatively long periods 
of time. Besides manifold other acquisition costs like wages and travel expenses, further 
possible project expenses may occur, as for instance consultancy and pre-project costs 
like price calculations, tender organisation, cooperation probe, finance declarations or 
documentation. Expenses concerning development and research, like engineering, de-
sign and construction related costs, are the most intensive ones. Hence, the question of 
an effective policy in regards to prices, terms and conditions as well as the general ques-
tion of how to finance and safeguard long term investments, are main points of negotia-
tion for both sides. This particularly applies to the contracting body, since budgets de-
rive from public means.51 

The individual agencies give decentralized purchase orders for the respective locations 
almost exclusively to the regional economy. Those procurement projects usually are to 

                                                 
51 Compare: Strunz, Herbert; Dorsch, Monique: Rüstungsindustrie – Weltweiter Wirtschaftsfaktor. In: 
International 3-4/2003, 25 ff. 
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guarantee day to day military operation. They are usually carried out on a regular basis 
or by long term contracts respectively. 

Terms of reference within military procurement are among others: 

• Military construction and property management and administration; 

• Structural engineering, construction, maintenance and equipment; 

• Contract placing and infrastructure management; 

• Armament economy, allocation of weapons and weapon systems as well as all mili-
tary gear and equipment;52 

• Ammunition; 

• General allocation and planning in regards to material and the corresponding ad-
ministration; 

• Allocation of food and energy. 

As far as procurement is concerned, the fields of ordnance and heavy gear are certainly 
the most relevant. The procurement of ordnance causes, alongside human resources 
management, the highest expenses – apart from military conflict itself. Therefore, this is 
where most of the expenses in the military are derived from. 

Defence industry can be divided into the following main product groups: 

• Aerospace; 

• Naval architecture; 

• armoured industry 

• Electrical and electronic engineering; 

• Weapons and ammunition; 

• Precision engineering, optics and optoelectronics 

• Utility vehicles. 

In the military, decisions regarding procurement can only take the key notes of effec-
tiveness into account. Those are oriented towards aspects like the permanent mainte-
nance of optimal military operation, security of military staff, covering of not yet exist-
ing abilities or tactical and strategic superiority. Therefore primarily cost related aspects 
like outdated material and consequent increasing maintenance costs are a criteria in re-
gards to procurement cost for new acquisitions. Hence, the optimization of cost aspects 
should be taken into account as far as considerations regarding the increase of economic 
efficiency are concerned. 

Another problem regarding cost – benefit balance is the time frames of centralized pro-
curement programmes. Acquisition programs may have a time frame of several years 
from order to operational readiness. The acquisition of armament is often connected 
with new developments. As far as high-tech equipment is concerned, training periods 
for personnel are very time consuming. However, geostrategic conditions can change 
drastically during these training periods and may cause the termination of such pro-

                                                 
52 Compare: Strunz, Herbert: Rüstungspolitik in Österreich – Bedeutung, Probleme, Perspektiven, Wien 
2007 
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grammes. Armament programmes also tend to rise in cost due to long mileages. Many 
armament projects have already been stopped or decreased in number. 

The enhanced verification of deployment relevance concerning large and cost intensive 
acquisition projects gains more and more importance, but becomes increasingly difficult 
as well. Against the background of increasingly rapid and frequently changing threats, 
the multi task ability and multi-compatibility of material to be purchased – at moderate 
cost – is consequently to be taken into consideration in the future. This approach may 
cause an increase in cost; however, the latter would be applied to military equipment 
maintaining its deployment relevance and capacity, even under massively changing re-
quirements and threat scenarios. 

A fundamental approach for the business economic design of military procurement 
would be the decentralized acquisition of goods and services in order to maintain mili-
tary operation at the individual locations and bases. 

On the local level defence administration is bound to the principle of the lowest tender 
in terms of procurement. However, potential saving factors are put into perspective by 
possible transport costs in case of long access routes or limitations in deployment due to 
lower quality profiles compared to more expensive alternatives. Budget allocation cer-
tainly is subject to the principle of economization, but it should not be the sole priority. 
The principle of economization could rather easily be replaced by different economic 
principles. The cheapest supplier is not necessarily the best choice. In general, lower 
prices are an indicator for lower quality. However, particularly for military goods, in-
tended for military deployment, a high quality standard is decisive for application dur-
ing deployment. Therefore, tendering regarding the individual military locations should 
increasingly be possible nationwide or even internationally. Depending on the assess-
ment of the respective cost-benefit relation, a short term change between regional and 
supra-regional suppliers should be possible. 

Generally, goods used in the military are often subject to versatile and long term use 
and should therefore be durable. Choosing the cheapest supplier may be more cost in-
tensive on the long term, since lower priced goods may need to be more frequently ex-
changed and replaced. Instead, available resources could for instance be used for human 
resource management. The deployment of military staff could more intensely be fo-
cused on actual military tasks and consequently have long term benefits regarding the 
efficiency of human resource management. 

Another tool for the enhancement of economic efficiency, which is increasingly applied 
on the public sector, is electronic procurement, also called e-procurement. The term e-
procurement describes the general acquisition of goods and services by digital procure-
ment and purchase networks. E-procurement is currently mainly used in purchasing. 
However, there would also be numerous possibilities for application in defence admini-
stration.53 Especially the military, being a major customer with a multitude of different 
contracting partners from industry to retail trade, is virtually predestined for the applica-
tion of electronic and digital procurement procedures. Particularly for the procurement 
of indirect goods for daily military operation at the locations, as for instance goods re-
garding maintenance, repair and supply but also big long term acquisitions, e-
procurement procedures suggest themselves. 

                                                 
53 Compare: Winkel, Olaf: Electronic Government in Germany. In: Zapotoczky, Klaus; Pracher, Christi-
an; Strunz, Herbert (Hrsg.): Verwaltung innovativ, Linz 2007, 163 ff. 
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An important aspect of electronic procurement in the armed forces is the security of 
data and networks. Hereby, not ‘only’ the protection of military information from exter-
nal unauthorized access but also the protection of all data concerning procurement pro-
grammes is of great significance. This also includes data of contracting partners. All 
data needs to be confidential, inaccessible by third parties. Therefore, the exchange of 
data must not take place through the internet but through special, virtual, encrypted 
channels, which are specially secured and not accessible by third parties. An appropriate 
system of access rights based on passwords guarantees the sole access by only author-
ized personnel. Authorizations are again subject to graded issuance. Data also need to 
be legally binding, since they initiate concrete acts in law. Therefore, the application of 
electronic procurement systems requires the application of electronic signatures. 

The change to electronic procurement procedures certainly involves considerable in-
vestments. Within a closed system, the networks of supplier and customer are connected 
during the order process and the respective interactions. This usually implies major ef-
forts in terms of adaptation of the electronic interfaces. Therefore, such systems are 
primarily worthwhile if considerable procurement volumes between supplier and cus-
tomer are involved. Since the military generally works rather staff and cost intensively 
and the major part of procurement is done on a regular basis, on a large scale and over 
long periods of time, the amortization of the necessary investments is virtually guaran-
teed. 

Direct procurement by digital networks usually causes quite considerable savings of 
expenses for administration in terms of human resources, resources and time. Due to 
access qualifications and restrictions, internal administrative processes regarding pro-
curement are made without engrossing several procurement levels and the respective 
authorization processes. The availability of goods can immediately be checked and de-
cisions regarding the choice of a product, whether or not to initiate a procurement pro-
ject or to contract a supplier can be taken quickly. 

Usually, not only procurement itself is carried out by such systems; it also allows for a 
complete trace of all individual steps of procurement. Procurement expenses are conse-
quently better traceable and lead to the optimization of the use of budgets in the long 
term. Finally, digital procurement systems can also be an ideal way to coordinate decen-
tralized procurement processes – the better coordination of procurement within and be-
tween the individual locations. In this way, the multiple use of military armoury and the 
avoidance of redundancies could be realized as well. 

 

II.6.1 BUDGET ASSESSMENT, ALLOWANCE AND MANAGEMENT 

Budgeting is the key note and basis of all military procurement efforts. Budgeting is the 
formulation of objectives in monetary units and concrete contributions – of financial 
parameters. It is often considered a synonym of operational planning or parts of finan-
cial planning respectively. It is consequently understood as the conversion of opera-
tional plans into concrete monetary specifications. 

After all, the armed forces operate under the dogma of decreasing budgetary and in-
vestment parameters. Therefore, its capacities to accomplish upcoming tasks and conse-
quently also the scope of tasks to be accomplished are limited. 

The aggravating competition on the administrative sector also has a considerable impact 
on the respective budgets. As a consequence, the economic problem of strongly increas-
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ing and diversifying task on the one hand, and constantly increasing budgetary restric-
tions on the other hand is to be dealt with. The consequence is a call for a minimal as 
well as optimized administration. If these fundamental rules of economic efficiency are 
considered more closely, it is to be mentioned that the simultaneous accomplishment of 
both poses a problem, which solution is going to completely overstress the system in all 
aspects in the foreseeable future. A choice is to be made between either trying to reach a 
possible maximum within the framework of determined resources, or to try and accom-
plish determined objectives by causing minimum expenses. 

Therefore, stable and still flexible budgeting as well as optimal use of available budgets 
stands, in spite of the manifold ways economic principles display, in the foreground. 
Since mere economic measures are soon exhausted and furthermore interfere with the 
scope of services to be provided, the optimal use of resources should be reflected upon. 
This makes early coordination between central planning agencies and military locations 
a key factor in the assessment of the necessary means and resources. Especially since 
the latest deployment scenarios have shown that general shortages are less problematic 
than one-sided, misdirected oversupply of deployment means and overstaffing. 

The purpose of budget assessment for military operation and possible deployment is not 
only to determine necessary supply in the sense of: ‘What do we need?’ but to assess 
and take into account what can be supplied by whom and where. In this context it has to 
be taken into account that today’s and future deployment scenarios not only require co-
ordination between military and civilian components but also budget allocation on a 
national and increasingly also on an international level. In fact, this is not going to sim-
plify resource planning and the respective budget allocation. 

A possible approach would be feasibility studies, establishing an order of the projects 

and endeavours to be realized and how to they are to be combined, which would also 
require regular controls, questioning and updating. A controlled integration of responsi-
ble agencies and the legislative body as well as verification by specialists and experts 
allows for the identification of contradictions and redundancies in the individual pro-
jects. 

The unfortunately often unavoidable and restrictive budget policy is a fundamental 
problem for military task fulfilment in general and procurement in particular. Especially 
the increase of cost effectiveness of procurement programmes requires stable budgetary 
parameters as a basis for calculation. Furthermore, many necessary investments regard-
ing the increase of cost effectiveness cannot be made, which again reduces all efforts 
regarding a creative and long term effective cost-management to mere saving measures. 
Such implementation difficulties certainly have an initial impact on the objectives re-
garding effectiveness and efficiency strived for. However, if an administration wants to 
continue to competently fulfil its tasks under the current and future restrictions without 
exceedingly depending on external economic influences, it has to be at least willing to 
permanently act according to the same or at least similar guidelines and principles. 

There are two different ways to approach this problem. However, they can hardly be 
applied simultaneously. Tasks and structures are either reduced until they can be man-
aged with the available/allocated resources regarding personnel, operation and invest-
ments; or an increase of resources is only granted for those tasks and structures consid-
ered absolutely necessary, by financial authorizations and supporting laws respectively. 
As a consequence, however, this would imply a further encumbrance of the household 
as a whole as well as the reduction of other areas’ budgets. If the reduction of structures 
to an affordable level is considered, priorities are to be established as well. This, on the 
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other hand, bares the danger of one-sided preference of some military components, 
which can finally limit the whole system’s capacities. In this respect, even the discrimi-
nation against fields working in the background, as for instance on the administrative 
level, can have an eminent impact on the operational readiness of active components of 
the armed forces. Especially the adaptation to the armed forces’ tasks profiles of the 
foreseeable future requires new technological means of deployment, which have a ma-
jor influence on available budgets. This again, requires a more effective planning and 
use of available financial resources.54 

Furthermore, it is recommendable that the rights of disposal as well as the control over 
available resources remain subject to centralization for the benefit of better traceability. 
As far as procurement is concerned, the assessment of which resources, services, ca-
pacities and personnel are required of which kind and volume can mainly be managed 
by the individual locations. Nevertheless should feedback mechanisms and incentives 
for the economic use of financial resources be developed on the central level. In this 
way, direct and centrally managed procurement, which often fails to meet the require-
ments of the individual locations, would be abolished, and so would be the respective 
annual budget allocation. It would be replaced by a flexible access to financial re-
sources, which would have to be justified regularly but with less effort and could, de-
pending on the individual case, be either awarded with incentives or sanctioned. 

Instead of deployment specifications, budget allocation could be combined with incen-
tives. A future preference regarding annual budget allocation can for instance be offered 
if procurement is not only managed within the specified framework but presents innova-
tive solutions for the economic design of individual expense policies. This not only 
avoids the impression of a too rigorous pressure to economize, but promotes the crea-
tive and sustainable use of allocated financial resources. 

Without consistently involving the executive staff in budget allowance and procure-
ment, material and technical optimization efforts would be rather unsuccessful. There-
fore, the active involvement of the respective staff regarding the design of requirement 
catalogues for procurement projects is to be paid attention to, which of course requires 
professional briefing and training. On the one hand this initially causes further ex-
penses; on the other hand, well trained personnel are a decisive factor for the reduction 
of expenses caused by potentially inadequate quality and deployment relevance of 
goods purchased. 

Furthermore, procurement times for new technical and technological systems would be 
shortened by more concrete specifications provided to contracting partners, suppliers 
and the industry. Again, this would have a positive influence on deployment planning 
regarding goods purchased. 

                                                 
54 Compare: Neubauer, Günter: Nutzen-Kosten-Untersuchungen als ökonomische Entscheidungshilfen für 
den militärischen Beschaffungsprozeß. In: Guss, Kurt (Hrsg.): Der Mensch im Mittelpunkt der Militär-
ökonomie, Koblenz 1987, 296 ff.;  
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Image 2 Responsibilities regarding procurement processes 

 

II.6.2 INVESTMENT AND CONTRACT PLACING 

Due to the premises set by budget allocation, close considerations regarding military 
contracts and the corresponding investments become a necessity. This is particularly 
notable in regards to technical acquisitions. One the one hand, increasingly restricted 
budgets call for restrictive management; on the other hand, new task profiles and re-
quirements oblige to an increase of technology. However, exactly this type of equip-
ment is getting more and more expensive. Furthermore, even a long term economic in-
terpretation of the respective military and control components may initially require sub-
stantial investments. Therefore, defence administration finds itself confronted with the 
following dichotomy: On the one hand, it is required to develop enhanced cost aware-
ness, which may of course be connected with economization measures. On the other 
hand, there is a need to make big and long term investments in order to increase cost 
effectiveness in the long term. 

Modern armed forces have been familiar with this problem for a while. Not only can 
outdated equipment of active troops and administration no longer meet with current 
requirements, it also causes consistently increasing costs. The consequences are increas-
ing expenses for fundamental material which can hardly fulfil the requirements for mili-
tary service provision and corresponding objectives. 
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It is absolutely possible that the expenses caused by outdated military equipment double 
after 15 to 20 years due to excessive maintenance requirements and energy consumption 
as well as frequent accidents and deficiencies. In this context it has to be pointed out 
that technical gear and other military equipment needs to be in use up to 30 years. 

Therefore, the question whether or not the increase of the financial bases for invest-
ments finally accounts for the reduction of long term costs may seem paradox, but cer-
tainly is legitimate. 

However, also procurement gets more and more expensive and requires increasingly 
high investments. More procurement investments also automatically imply longer peri-
ods of operation, since the amortization of military acquisitions can hardly be rated in 
monetary units. Generally, acquisitions are the material guarantee for processes con-
cerning service provision. However, military performance can hardly be quantified. 
Therefore, the question is if and how the productive value of military investments can 
be determined. An orientation towards longer periods of operation and durability at 
minimum cost also implies longer development and construction times. This again bares 
the risk that requirement profiles may change in the meantime, and that the latter can 
consequently not be met in spite of virtually new material resources. 

In order to provide flexible and substantial equipment, many armed forces primarily 
invest in active and expeditionary troop units. This approach, however, implies an 
automatic disregard of other fields and also administration. Therefore, it has to be kept 
in mind that even optimally equipped deployment components are very limited without 
an effectively functioning basis and supporting components. This also implies a less 
balanced cost-benefit ratio of new acquisitions. By closer consideration regarding future 
military investments it becomes evident that there is a multitude of opposing premises 
which have to be taken into account if economic aspects are to be applied. 

In principle, all procurement activities follow commercial and cost-benefit related prin-
ciples. As far as contract placing is concerned, not only internal cost related aspects are 
to be taken into consideration. Especially on the military sector (external) macroeco-
nomic aspects play a considerable role, like for instance stimulation of economy, within 
a certain framework also labour market policy and not least geostrategic aspects. Above 
all, decisions concerning contract placing on the military sector are always also political 
decisions, which may be contradictory to the principle of cost submittal. Such premises 
reach from contract placing to domestic industries and respective proprietary develop-
ment by licensed production and partial import, to armament related cooperation 
agreements with foreign partners up to contract placing to other countries’ industries 
and the direct import of foreign goods respectively. In this way, armed forces and their 
political leaders respectively, have initiated procurement programmes in the past, which 
requested much higher investments as possible alternatives. One reason may be eco-
nomic decisions. Sometimes contract placing to domestic economy implies higher in-
vestment costs. On the other hand, they can stimulate the respective business location’s 
labour market. Another reason can be political specifications. Sometimes contract plac-
ing is preferably done with other countries’ industries in order to promote strategic rela-
tions. In this case, political aspects outweigh economic circumstances. 

Hence, it is a general fact that for investment and procurement related considerations it 
has to be taken into account that procurement programmes via ‘savings by indirect re-
turns’ always allow for economic or strategic advantages. In the long term these posi-
tive macroeconomic developments may affect the budget situation. This not only relates 
to different spin-off-potentials for the military and economy, but also to potential sav-
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ings due to raising efficiency. On the defence administration level, higher investment 
expenses can only be compensated by a very flexible and broad application of goods 
purchased: Furthermore, defence administration should, in its own interest, have a 
strong advisory function to the political level when it comes to investment decisions. 
Therefore, instruments for improved coordination, as mentioned before, are of great 
significance to modern management in defence administration. 

Before investments are made, a comprehensible in depth analyses of the military, social 
and economic environment is necessary. The corresponding analysis needs to perma-
nently be developed as well in order to at least approximately estimate and evaluate 
future development tendencies of task profiles and threat levels. As far as investments 
concerning procurement of military heavy gear is concerned, not only technological 
superiority but also application and deployment relevance are to be taken into consid-
eration. Besides multiple deployment capacity, durability and stability should be deci-
sive factors. Moreover, concrete specifications regarding facilitated and cost-effective 
attendance and maintenance are to be made to the contract partners. This not only ap-
plies to military heavy gear but also to technical systems in administration. It is gener-
ally recommendable to strive for an enhanced cooperation with partners from industry 
and economy, since their stronger involvement in activities regarding the further devel-
opment and maintenance of technical procedures could be beneficial. This could in the 
long term also pave the way for a mutual interest in long lasting products and low main-
tenance costs. Some armed forces already successfully strive for and develop such part-
nerships. 

An essential consequence of the conflict between cost pressure and increased techno-
logical requirements is the increasing tendency towards common procurement projects 
– a decision which is currently being taken by numerous armed forces. Such an ap-
proach may initially raise the cost of the whole project, but is put into perspective again 
by higher quantities and consequently lower costs per unit. This finally leads to consid-
erable cost minimization and most notably the sharing of investment costs for the re-
spective participants in the programme. However, this approach also requires expenses 
for the increase of the military’s own cooperation capacities. It further implies taking 
the risk of artificially prioritizing political rather than economic aspects. Clear budgets 
would have to be established for the purpose of coordinated and calculated activities 
within coordinated and complementary facilities which are responsible for project man-
agement. Only in this way can potential be released with the available resources. In fact, 
this has been recognized by many countries and administrations, and there are manifold 
corresponding innovative concepts and approaches. However, it can also be noted that 
this coordination often fails and considerable potentials for cost-optimization get lost. 
Therefore, it has to be carefully considered which criteria weigh more and bare more 
potential for economic optimization in the long term. 

Considerations concerning contracts should also be differentiated. Hitherto, primarily 
long term contracts with the military as demander are strived for. However, integrative 
and generalized guidelines and policies may be counterproductive. On the regional and 
decentralized level, that is to say in regards to procurement for and investments in the 
regional infrastructure, which are mostly done by military locations, it should be con-
sidered in how far shorter commitment periods increase the scope of action regarding 
the free choice of contract partners. Since military demand is usually of considerable 
volume, it has a vital influence on regional pricing. In case of bulk orders to the indus-
try, however, long term contracts should not only be focussed on concrete tasks con-
cerning purchase quantities and periods but also increasingly on the compliance with 
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budgets agreed on in the respective pre-contracts with the industry and on the equip-
ments foreseeable operational readiness. Thus, the danger of possible penalties if pro-
jects are delayed or budgets are overrun would be minimized. 

Some armed forces currently employ specifically trained personnel, so called contract-
ing officers, quite successfully. They act as middlemen between suppliers from industry 
and economy and the military in its quality as demander. Their role is also to be under-
stood as a measure of enhanced and regular control of budgets and compliance with 
contractual parameters agreed between the military and economy over the whole con-
tracting period. This also allows for adding new performance parameters and require-
ments already during the development phase. Hence, subsequent additional modifica-
tion and retrofit costs can be reduced considerably. Another aspect of how contracting 
officers contribute to the optimization of efficiency lays in their potential to promote the 
enhanced decentralization of individual procurement projects. Since they virtually are 
experts for the inspection and implementation of procurement projects, they would be a 
largely centralized but still mobile instruments of coordination. This implies the staffing 
of those positions with personnel disposing of appropriate experience, mediation and 
negotiation capacities as well as of a basic understanding of economy and a certain de-
gree of business economic knowledge. 

 

II.7 COST ACCOUNTING AND RESULTS ACCOUNTS 

In order to guarantee efficient entrepreneurial operation, profound accounting is a prin-
cipal precondition. Some instruments of accounting suggest themselves for effective 
efficiency controlling as well. In business economics the term accounting is used to de-
scribe all mathematical and calculatory processes regarding the conceptual and system-
atic acquisition and evaluation of relations, processes, volumes, and valued to be quanti-
fied for the purpose of planning, controlling and monitoring of business operations. 
Here, a difference is often made between cost accounting, as internal accounting, and 
financial accounting, as external accounting. Financial accounting is first and foremost 
responsible for reporting, which is the basis of cost accounting.55 

The concrete reasons for their performance related application in the armed forces are, 
besides better control of expenses and the effective use of the later by the individual 
alliances and agencies, the assessment of internal military original costs for quantifica-
tion and the comparison with other institutions and suppliers. Another reason is the es-
tablishment of a calculation and budget basis in order to improve the use of financial 
resources within the armed forces and to find potential alternatives, respectively. 

However, the hitherto widely used cash basis accounting (compare cameralistics) does 
not meet the above mentioned requirements, since it only represents the mere cash flow. 
These static or also cameralistic accounting procedures simply convert the over all 
revenues and expenses, which are specified in the course of budget allocation or for 

                                                 
55 Compare: Schedler, Kuno: Verwaltungscontrolling. Blanke, Bernhard; von Bandemer, Stephan; Null-
meier, Frank; Wewer, Göttrik (Hrsg.): Handbuch zur Verwaltungsreform, Wiesbaden 2005, 413 ff.; Rie-
der, Lukas: Kosten-/Leistungsrechnung für die Verwaltung, Bern 2004; Speier-Werner, Petra: Public 
Change Management – Erfolgreiche Implementierung neuer Steuerungsinstrumente im öffentlichen Sek-
tor, Wiesbaden 2006, 66 ff.; Budäus, Dietrich: Public Management – Konzepte und Verfahren zur Mo-
dernisierung öffentlicher Verwaltungen, Berlin 1994, 61 f.; Promberger, Kurt; Koler, Daniel; Koschar, 
Dagmar Heidemarie: Leistungs- und wirkungsorientierte Steuerung in der Polizei. Grundlagen und inter-
nationale Fallstudien, Wien/Graz 2005, 39 ff. 
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investment projects, into average periodical revenues and expenses. This cash basis ac-
count is the simplest way of financial accounting and allows for the assessment of each 
period’s surplus or deficit. This encourages administrations to put the main focus on the 
compliance with budget plans. Cameralistics mainly show the relative numbers of 
budget surplus and overrun respectively.56 

In fact, a representation of real resource consumption and its relation to the service pro-
vided is necessary. Therefore, it would be important to apply a type of cost accounting 
which does not only pass expenses to account but also discloses development potentials. 
Hence, cost and performance accounting suggests itself for the military, since it can 
widely compensate the above mentioned deficiencies and consequently provide a basis 
for enhanced cost-effectiveness. 

In general, cost and performance accounting describes the cycle related assessment of 
resources required for service provision. In order to do so, the consumption of goods 
and services as well as the use of durable economic goods is assessed and related to the 
respective service performed.57 Hence, the following tasks of cost and performance ac-
counting are: 

• Assessment of original costs according to business economic principles as a basis 
for the determination of remuneration of performances; 

• Cost and performance transparency; 

• Establishment of basic parameters for the analysis of weak points; 

• Establishment of a basis for internal and external performance comparisons; 

• Regular monitoring in order to increase cost awareness and consequently promote 
cost minimization; 

• Establishment of planning and budget related basic parameters; 

• Establishment of decision making parameters for investments; 

• Consistent accounting records for asset safeguarding and maintenance. 

Within the framework of this instrument, the staff disposes of the following assessment 
procedures: value-benefit analysis, cost-effect analysis, cost-benefit analysis. Funda-
mental components of such a cost and performance analysis are cost classification, cost 
centre accounting, cost unit accounting and activity based accounting. 

Activity based accounting in particular provides the possibility for the military to de-
termine, at least rudimentary, the output of military performance. Furthermore, this type 
of accounting provides an instrument for adding development costs of military equip-
ment to the items ordered and therefore to identify the real costs per unit. 

                                                 
56 Compare: Eichhorn, Peter: Allgemeine und Öffentliche Betriebswirtschaftslehre, insbesondere Doppik 
und Kameralistik. In: Eichhorn, Peter: Öffentliche Betriebswirtschaftslehre – Beiträge zu BWL der öf-
fentlichen Verwaltung und öffentlichen Unternehmen, Berlin 1997, 141 ff. ; Brede, Helmut: Grundzüge 
der Öffentlichen Betriebswirtschaftslehre, München/Wien 2001, 195 ff.; Lüder, Klaus: Neues öffentliches 
Haushalts- und Rechnungswesen. Anforderungen, Konzept, Perspektiven, Berlin 2001, 7 ff. 
57 Compare: Adamaschek, Bernd: Kosten- und Leistungsrechnung für den öffentlichen Sektor. Blanke, 
Bernhard; von Bandemer, Stephan; Nullmeier, Frank; Wewer, Göttrik (Hrsg.): Handbuch zur Verwal-
tungsreform, Wiesbaden 2005, 360 ff. 
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Even though cost – performance analysis is an affective approach towards the economic 
use of available resources, some special items are to be taken into account in the case of 
defence administration. 

However, in the course of the particular procedures of cost – performance analysis, the 
classification of accounts to corresponding performance processes is hardly possible, 
since military performance processes often occur in a completely different context and 
at different times. Furthermore can the individual costs of military performance proc-
esses not always be allocated to particular cost types? Cost structures, as for instance 
those of peace missions, are far too complex for such a classification and expenses can 
only be accumulated. The output which could be opposed to those expenses is usually 
not calculable in the long run. If at all, the entry of cost units is possible in regards to 
investments, but even then the comparison is rather complicated, since military invest-
ments range over long periods of time and are a matter of specific expenses. Neverthe-
less, the exact assessment of costs per unit of importance in the military, since for in-
stance hours of operation and maintenance expenses of military equipment purchased is 
to at least correspond with payback periods. 

In order to allow the assessment of cost effectiveness through accounting, the offset of 
investment costs with the military output would be necessary. However, this output can 
hardly or not at all be evaluated, at least not in concrete monetary units. Therefore, it is 
relatively difficult to make statements about the effectiveness of expenses. The armed 
forces can also not simply demand fees for the provision of security. This would foil its 
character as public goods. 

A largely decentralized accounting system is certainly desirable, and is already partly 
applied by defence administration, which also implies decentralized resource responsi-
bility. In deed particularly the military increasingly practises an enhanced retention of 
direct measures taken by political and strategic leaders, even in regards to the use of 
resources. At last it is to be noted that proposals regarding the more cost effective use of 
resources, resulting from cost and performance accounting processes , cannot simply be 
adopted, since for decisions concerning military service provision the country’s own 
population’s ‘demand’ for security is no longer the sole concern. In fact current and 
future military action results from collective, geostrategic and political interests. 

Furthermore it is to be mentioned that one of the tasks of cost and performance account-
ing is the apportionment of data, which is directed to the development and further de-
velopment of the economic and competitive use of resources. On the one hand it can be 
argued that for the military system the economic use of resources is particularly impor-
tant in order to fulfil the military mandate. On the other hand the transparency regarding 
origin and use of resources is especially difficult in staff intensive organisations of pub-
lic administration. This results from the fact that in the military it is often necessary that 
many decision makers of different ranks and competencies direct origin and use of re-
sources – sometimes at several locations. The optimal use of resources according to 
economic aspects is therefore difficult, not in the least due to the applied methods of 
accounting and the reasons for the application of such systems in the armed forces. 

The implementation of a holistic cost and performance accounting system in the mili-
tary is in fact very difficult to achieve. Nevertheless, this does not imply that within the 
individual agencies an efficient system of cost and performance accounting cannot or is 
not being introduced in places. 
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II.8 MILITARY PERFORMANCE ASSESSMENT AND SERVICE PROVISION 

In general, performance is defined as an action for the purpose to achieve a certain re-
sult or the solution of a particular problem. It is the result of a purposeful effort within a 
determined period of time according to specific quality standards. Performance can 
therefore be defined as a resulting material or imaginary product or as the achievement 
of a specified social or economic position. Furthermore, the method of achievement can 
be of importance in regards to service provision. In general the proceeds or output are 
considered as the result of economic performance. From an economic point of view, the 
term output stands for the volume of goods produced. In business economy proceeds are 
an indicator for a company’s increasing success by production of goods or provision of 
services. 

In economy, performance is defined as the appraised operation and target related pro-
duction of goods by a company within a certain period of time. It further is an indicator 
for the profitability of an organisation. 

In administration, performance primarily stands for the actions and services of the re-
spective public organisation which are to be offered to the citizens. In most cases these 
services are subventions or of financial nature, but also many other services like for 
instance the operation of the institutions themselves or the free provision of services and 
facilities to the citizens as well as the maintenance of the corresponding infrastructure 
are part of those services. 

Military performance is the collective of all efforts and actions to guarantee unlimited 
provision of public security, national and ally defence as well as permanent operational 
readiness to defend the securities provided. 

How can successful performance be defined in the military? The quantification of per-
formance in the armed forces is exceedingly difficult and subject to a multitude of prob-
lems. Expectations of various different demand groups are to be met simultaneously and 
political objectives are often only vaguely defined. Moreover, those objectives are 
mainly of qualitative nature and are therefore not measurable in definite monetary units. 
However, the definition of objectives is essential for the determination of performance 
levels. Military performance in particular cannot simply be defined as a result or some 
kind of job performed within a certain period of time. This is exactly the reason why 
military activities are so controversial. After all, it is a public service. Its value for soci-
ety cannot be numbered but shows in the long term, in the form of safe regions and lo-
cations for the consequent and undisturbed social and economic development as well as 
in the form of asserting interests. Hence, there is hardly any possibility to measure a 
military organisation’s performance by a definite indicator. Nevertheless, military per-
formance is to be dealt with and considered. Otherwise the sole focus would be put on 
its counterpart, the costs, which would make all efforts concerning economic optimiza-
tion one sided. Military mandates are to be fulfilled in a way to optimally meet their 
purpose as well as the demand groups’ expectations. 

One method of comprehensive performance assessment, also in regards to target rele-
vance, is the so called balanced scorecard, which is increasingly propagated in private 
economy.58 The balanced scorecard is one of the most recent and important tools of 

                                                 
58 Compare: Munding, Max: Balanced Scorecard als Steuerungsinstrument für die öffentlichen Verwal-
tung? In: Hill, Hermann (Hrsg.): Aufgabenkritik, Privatisierung und Neue Verwaltungssteuerung, Baden-
Baden 2004, 19 ff.; Weber, Jürgen; Schäffer, Utz: Balanced Scorecard & Controlling, Wiesbaden 2000; 
Krause, Ulf: Einsatz der Balanced Scorecard zur Entscheidungsunterstützung im Militär – Günter Kirch-
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controlling and can also be applied in defence administration in order to, at least to 
some extent, allow for performance assessment and respective considerations of mili-
tary objectives. It is a holistic, target oriented management method, taking into account 
an organisation’s vision and strategy as well as relevant internal and external aspects 
and their interdependences. Starting from a strategy which takes into account stake-
holders as well as the environment, the critical factors of a certain performance’s suc-
cess are determined, and a system of qualification numbers derived from them, which 
represents standard values for the achievement of strategic objectives and the charac-
terization of services to be performed. In the course of a continuous process, objectives, 
target achievement and performance standards are inspected and controlled by further 
measures. The balanced scorecard therefore serves, within the framework of strategic 
controlling, as a management tool for the organisation’s orientation towards strategic 
objectives. Contrary to models and visions the balanced scorecard’s intention is to make 
the implementation and measurement of strategic target achievement possible. With this 
method, the management’s field of vision should be guided from a traditional view, 
marked by financial aspects, away from the organisation’s own performance and to-
wards all other relevant aspects which are influenced by performance and therefore in 
turn influence performance, in order to lead to a well balanced picture. This new and 
more comprehensive view is to allow the organisation to direct its performances as well 
as its whole orientation towards specified objectives, and allows for more concrete 
measures. 

Performance assessment by balanced scorecard implies the consideration of an organi-
sation’s performance and strategic objectives from four different perspectives: 

• Financial perspective (turnover, costs, quality) 

• Customer’s and demand groups’ perspective (contentment, level of acceptance etc.) 

• Perspective of internal processes (quality, kind, volume and structure of the per-
formance process) 

• Learning and development perspective (development necessities and potentials, 
fluctuation of service providers outside the organisation etc.) 

As far as administrative systems are concerned, politics, in their quality as determinant 
stakeholder, can explicitly be added as a fifth perspective. Every perspective corre-
sponds to a classification number which is chosen according to the most exact way to 
measure the respective approach towards strategic objectives. 

 

                                                 
hoffs „Geld- und Werterechnen“ im Controlling-Verständnis der Streitkräfte – am Beispiel des Streitkräf-
teunterstützungskommandos. In: Buck, Robert (Hrsg.): Die Kosten des Friedens, Dachau 2002, 161 ff.; 
Thom, Norbert; Ritz, Adrian: Public Management. Innovative Konzepte zur Führung im öffentlichen 
Sektor, Wiesbaden 2006, 182 ff. 
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Model of a balanced scorecard for performance consi derations in an administration

Vision and strategy Do performances have the effect strived 
for?

Objectives

Stakeholder perspective
Does performance meet the demand 

groups' expectations?

Financial perspective
Which scope of action is necessary for 

service provision?

Process perspective
Which effect does the type of performance 

have on process organisation?

Learning and development perspectives
How can staff permanently be motivated?

Performance 
consideration

 

Image 3 Model of a balanced scorecard for performance considerations in an administration  

The advantage of this method is that considerations regarding objectives and perform-
ance may also include environment related aspects as for instance external considera-
tions and demands or trade specific factors. This allows for the detailed definition of the 
respective performance spectra. An important element of the balanced scorecard is the 
fact that the creation process itself already requires the involvement of all relevant 
stakeholders. In this way acceptance is increased as well as the accuracy of objectives 
and measures. The balanced scorecard allows for the harmonization of performance and 
models with strategic objectives. Strategy can therefore be brought down to the exact 
and target oriented operational action for service provision, since the balanced scorecard 
allows for a more complex assessment of performance. It also discloses possible deficits 
and important tasks of service provision. Furthermore, its relatively simple structure 
allows for a reduction of complexity in terms of process monitoring and service provi-
sion. The justification of measures and responsibilities are clearer as well. The balanced 
scorecard also strengthens the staff. They obtain their own perspective, since their per-
formance can be evaluated more appropriately. 

However, in the military the balanced scorecard bares the danger of a one sided focus 
on measurable classification numbers, which may lead to a further distraction from and 
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misjudgement of military performance. In this case, the initial intention of the balanced 
score card, the definition of military performance and its orientation towards strategic 
objectives, would be lost. Additionally, a sole focus on classification numbers can lead 
to deliberate manipulation or one sided optimization of those numbers, which could 
have eminent consequences, particularly on the military sector. 

Regarding the economic design of military service provision it is not possible to simply 
accelerate or improve it. The military has to keep in mind that its performances are to be 
in line with the expectations, demands and interests of as many participating groups as 
possible and in the most optimal way. Hence, economic ways of acting and thinking 
cannot simply be adopted and applied to considerations regarding the optimization of 
military service provision. If performances are to be adapted to the expectations of the 
different interest groups, periodical negotiations and discussions cannot be avoided as 
for instance in case of new projects or regulations. To the contrary, they are in fact de-
sirable. However, negotiations themselves can be better structured and carried out in 
steady committees, which make them as short and efficient as possible. 

Dimension as well as form of the military service provided depends on the respective 
basic parameters. These parameters determine character and volume of expenses neces-
sary for consistent service provision – allocation and guarantee of security, assertion 
and protection of interests. Generally, military performance should unlimitedly be made 
available to the state and the population. This implies that in case of crisis, when unlim-
ited military efficiency is indispensable, economic principles cannot and sometimes 
must not be applied. 

Among others, the following questions can help to determine basic parameters: 

• Is a country in peace or in a state of emergency or war? 

• Does the country have to meet obligations due to alliances? 

• How good is the quality of technical and general material equipment of the respec-
tive armed forces? 

• What effect does service provision have on the social environment? 

• What effect does the provision of the service required have on the psyches and mor-
als of the military staff in all areas? 

• Under which ideological and social system is the service to be provided? 

In general a military performance, not only in terms of public security, is considered as 
achieved, if: 

• national borders are permanently defended, 

• deterrence of any kind is achieved 

• damage during and after catastrophes are kept to a minimum, 

• conflicts are reduced or even settled, 

• sustainable peace is achieved in a region, 

• national and international interests are protected and asserted. 

The foreseeable maximum military performance assessment according to economic 
principles is therefore only possible, if the following three questions are permanently 
raised within and outside the armed forces: 
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First: Up to which point are expenses justified the way, place, duration and expected 
objectives of an operation and its future effects on the county’s own social and eco-
nomic system? 

Second: In how far is the service provided or to be provided conformable and tolerated 
by the population – the social group which finally antes up the necessary means? 

Third: What impact would a certain event have had on the country’s society and whole 
system with all its components without the interference of the military or military ser-
vice provision? 

If performance assessment and measurement is to be, at least rudimentarily, made pos-
sible, the following conditions are to be established: 

• The most exact definition of demand groups possible; 

• Clear and comprehensible missions with deduced objectives; 

• A framework within a consistent relation between objectives, the corresponding 
indicators and military performance can be established; 

• The choice of adequate instruments for the measurement of performance and suc-
cess as well as for the guarantee of the necessary resources. 

Besides the external perspective, the view on internal military performances must not be 
neglected. Eventually, exactly those are the ones which define the external performance 
rate and its military quality. These performances are mainly subject to the defence ad-
ministration’s field of activity. Administrative aspects concerning the guarantee of ser-
vice provision are not to be underestimated. Security is, as mentioned before, a public 
good, provided by a public instance and is therefore not tuneable with a demand formed 
on the free market. Nevertheless, military performance assessment finally needs to be 
directed to finances, since resources are limited. The performance catalogue’s volume is 
determined by the respective nation’s financial situation. Another reason why a more or 
less seizable way of military performance assessment is indispensable is the fact that it 
is to be presented to a defraying population, to which the necessity and benefit of mili-
tary value performance is to be made understandable. Especially in times of enhanced 
global competition between the different nations in their quality as locations, and its 
influence on the respective households, this necessity becomes evident, if the basis for 
military performance is to be preserved. 

In principal, there are two methods which are to be taken into account in order to allow 
for any statements about the value of services provided within the framework of mili-
tary activity: the input oriented and the output oriented approach. 

Assessment by input oriented approach is simpler, if only expenses for the defacto de-
ployment of financial, material and human resources, equipment and other means or the 
deployed resources’ market prices are considered. Another form of input-approach is 
the citation of opportunity costs/expenses which would have accrued by the application 
of the best possible alternative. However, the application of the input oriented method is 
problematic, since it takes too few management relevant details into account in order to 
objectively assess all cost components. Such details are for instance: too few deprecia-
tion allowances, loss of labour time and value of expertise or possible interest yield. 

In contrast, the output oriented approach directed to the determination of the value 
which is to be maintained and secured or has been newly created by more intensive ef-
forts. However, since aspects like security, life, health or the maintenance of a social 
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system can hardly be measured and not be determined by assured material assets – as 
mentioned earlier – the only possibility left is the comparison with what would happen 
if a service was not provided or the above mentioned values and systems not protected 
or maintained. Thus, the output oriented approach is also rather non-satisfactory. 

Another approach to determine, at least rudimentarily, the value of military performance 
would be the direct comparison of military output with the scarcity of deployed re-
sources – thus the input – in order not to base considerations on the financial value but 
on the changes in volumes. But even this is not so simple in the armed forces. If mate-
rial resources are to be evaluated by their number or value of raw material, the human 
factor in the form of personal motivation and physical as well as mental capacities un-
der deployment conditions are not objectively measurable in advance. 

Since the internal output of the armed forces is so difficult to evaluate, a comprehensi-
ble optimization of military performance can at first only be achieved by the optimiza-
tion of resources spent. This basically implies the more efficient and rational use of re-
sources to be provided, to deal more constructively with the general problem scarcity of 
resources, the improvement of cost effectiveness and more effective processes and 
structures. The following approaches could be made: 

• Active cost management and inspection of expenses in regards to their actual rele-
vance for the planned deployment; 

• Human resources management in the sense of staff covering and staff support; 

• Implication of geographic, topologic and typical as well as cultural factors of the 
respective area of deployment in regards to budgeting of military operations; 

• Comparison and inspection of the relation active military personnel to be deployed 
and the necessary downstream services, support services and administrative ex-
penses; 59 

The optimization and change of the service to be provided do generally not end in them-
selves, but happen due to changes in demands.  

Furthermore, not only the optimization of previous performances should be taken in 
hand. Considerations regarding the amplification of the existing performance portfolio 
are recommendable. Especially in defence administration the economic allocation of 
innovative services to partners from the social and economic environment, which would 
also reduce its own budget pressure, is possible. Such an approach would certainly re-
quire the comprehensive examination of the legal basis. However, diverse services are 
in fact conceivable, for instance in the fields of data and information protection, safe-
guarding and consultancy regarding research and development, medical science, supply, 
disposal, science and technology. 

Against this background, the topic of civil military cooperation (CIMIC) recently enjoys 
great significance in modern armed forces. 

 

                                                 
59 Compare: Rieder, Stefan: Leistungs- und Wirkungsmessung in NPM-Projekten. In: Lienhard, Andreas; 
Ritz, Adrian; Steiner, Reto; Ladner, Andreas (Hrsg.): 10 Jahre New Public Management in der Schweiz – 
Bilanz, Irrtümer und Erfolgsfaktoren, Bern/Stuttgart/Wien 2005, 151 ff. 
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II.8.1 CIMIC AS A PRODUCT 

Today, security for a state is no longer achieved by traditional military approaches. 
Among others, due to the following reasons: increasing structural and social integration, 
increasing mutual economic dependency between nations, global free trade, increasing 
proliferation of weapons from, between and to third world countries, proliferation of 
armament technological know-how, increasing affordability of bigger weapons for un-
stable and poorer countries. Furthermore, a civilian approach is often required in order 
to form a society in regions of crisis and beyond. As representatives of a ‘neutral third’, 
ideally with a United Nations mandate and therefore internationally sanctioned, modern 
armed forces are entrusted with diverse tasks regarding conflict settlement, stabilization, 
establishment of sustainable peace keeping measures, regional pacification, disas-
ter/crisis management and support in case of emergency due to technical breakdowns.60 
Current conflict development and the constant change of military deployment – espe-
cially in terms of too long peace missions – do and will require more civil military co-
operation than ever, on a multitude of different levels. 

Particularly in this context, the military can develop an innovative range of services for 
the civil sector. Apart from the allocation of mainly technical capacities required in case 
of salvation, rescue and transport necessities, the potentials of many countries’ armed 
forces as supporting components for the development and reconstruction of social struc-
tures in areas of crisis are relatively unused. This is not only problematic for civil insti-
tutions. Considerable opportunity costs can emerge for the economies due to unused 
synergy effects for instance in regards to the development of security, economy and 
reconstruction as well as human rights policy. Moreover, numerous redundancies and 
unnecessary – because made from several sides – claims, for instance regarding the use 
of budgets and administration can be detected. 

A completely new and in the first place more intensive and long term cooperation be-
tween the civil and the military sector. Not only within military organisations, has CI-
MIC become an important concept. Also from the civil and economic side an increasing 
realization can be noticed of the fact that the armed forces can provide important ser-
vices and resources for peaceful crisis settlement and for a region’s economic cover-
age.61 In principle, CIMIC is a paradigm resulting from a necessity. Conflicts and situations of 
crisis have become so complex, that the respective military or civil action alone is no 
longer sufficient to guarantee stability. Such ‘forced communities’ are generally ill-
fated. However, if a balanced, continuous concept of CIMIC can be implemented, sub-
stantial possibilities for considerably more effective and accepted action in case of con-
flict, crisis and catastrophes emerge, also in regards to economic problems. 

Currently, there are different conceptions about the character of CIMIC. It is understood 
as the purposeful coordination of and cooperation between military personnel and repre-
sentatives of population groups, national and regional administrations, international and 
national non governmental organisations in the course of the promotion of the alleged 
military mission. Military performance spectra essentially involve the allocation of se-

                                                 
60 Compare: Mezey, Gyula: National Contingency Response and Crisis Management Support at Cabinet 
Level, Sibiu 2007; Mezey, Gyula: National Civil Contingency Response and Crisis Management Deci-
sion Support Systems, Budapest 2004 
61 Irlenkaeuser, Jan C.: Zivil-militärische Zusammenarbeit als Aufgabe für die Bundeswehr. In: Krause, 
Joachim; Irlenkaeuser, Jan C. (Hrsg.): Bundeswehr – Die nächsten 50 Jahre – Anforderungen an deutsche 
Streitkräfte im 21. Jahrhundert, Opladen 2006, 237 ff.; Breunig, Alexander; Pöcher, Harald; Strunz, Her-
bert: Wehrökonomik – Entwicklungen im internationalen Kontext, Frankfurt/Main 2006, 239 ff. 
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curity and support services, which are carried out after direct request of civil institutions 
and authorization through the respective high command as well as the allocation of ma-
terial and human resources in explicit cases emergencies in which a civil body in the 
region affected is not able to fulfil the necessary tasks or is not available respectively. 
The allocation of military services is mainly focused on deployment scenarios which, 
with the exception of natural catastrophes, primarily occur beyond the borders of alli-
ances and beyond the areas of the first and second world. Currently, the term ‘nation 
building’ is often used in this context, meaning the purposeful development of stable, 
constitutional, (civil) social and economic structures in a region after situations of crisis 
or conflict. 

Within the United Nations CIMIC is defined as the mutual support, common planning 
and constant exchange of information on all levels between military institutions and 
their components and humanitarian organisations, of which all are working for common 
objectives in case of humanitarian emergencies. 
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Image 4 Development of the demand for CIMIC in case of international crisis operation62 

In general, any form of civil-military cooperation within the framework of multidimen-
sional, multifunctional and multilateral crisis management of any kind, in times of 
peace as well as in times of active war, can be defined as CIMIC. The aim is to achieve 

                                                 
62 Compare: Bundesministerium für Landesverteidigung: Präsentation – Ergebnisse der AG CIMIC 
(Workshop), Wien 28.09.2004 



 

 94 

full cooperation and supportive operational capability of the civil society with all its 
components in the area of operation.63 

However, CIMIC should first and foremost be understood as the development and ex-
tension of alliances between civil, economic and military organisations going beyond 
selective cooperation in cases of crisis or deployment. This means that CIMIC is not 
only conceivable in fields connected with humanitarian aid, but also and especially in 
the fields of research and development, diverse forms of supply and supply technology, 
logistics and the equipment of civil and economic organisations as well as other fields. 
Hereby, military cooperation with civil institutions is not limited to humanitarian issues. 
It involves also other actors as for instance government agencies, international organisa-
tions, maybe donors, other security services, international police forces, economic ac-
tors, local agencies and administrations and of course the population. A well balanced 
concept of CIMIC can compensate the financial, material, substantial and structural 
deficits and avoid possible double strains which are represented in the different budgets 
and usually are a big, unnecessary cost factor. For the armed forces economic and scien-
tific cooperation are certainly a main focus, next to cooperation in cases of crisis. De-
velopment cooperation has also, and in particular economic aspects which are to be 
taken into consideration. The enhanced involvement of the economic component is of 
great advantage for development in regards to the connection with the affected areas. 

Therefore, the promotion of the establishment of economic representatives after situa-
tions of crisis can be considered a clear relief for national households, since it would 
reduce the comprehensiveness of military deployment. The possibility of the economi-
cally profitable location of companies in the area of operation can have a long lasting 
positive effect on the region’s growth, because these services again have positive effects 
on the economic and social conditions in the area of operation. Even though the armed 
forces are not subject to profit oriented purposes, economic and scientific cooperation 
most likely provide the basic parameters for the establishment and improvement of the 
military’s own possibilities of taking effect. In the context of CIMIC, the armed forces 
take on, among others, the following tasks: 

• Regional deployment tasks, 

• Consultancy regarding research and development, 

• Medical tasks, 

• Information and education related tasks, 

• Humanitarian and social tasks. 

 

                                                 
63 Compare: Bundesministerium für Landesverteidigung: Bericht der Bundesheerreformkommission, 
Wien 2004, 37; Bundesministerium für Landesverteidigung: Weißbuch 2004 – Analyse, Bilanz, Perspek-
tiven, Wien 2005, 254 
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CIMIC-fields of activity 

Public affairs • Public helath care 

• Public education 

• transport 

• waste disposal 

• water supply 

• efflunent disposal 

• energy supply 

• security 

• national/regional administra-
tion 

• municipal admnistration, legal 
issues 

• Execution 

• Police, customs and border re-
lated tasks 

• Environmental protection 

• Fire fighting 

• Rescue service 

• Refugee camps 

• Immediate aid 

Religious and cul-
tural issues 

• Ethnic groups 

• Religious communities 

• Cultural associations 

• Sports clubs 

• Clan structures 

Economy and 
commerce 

• Banks and insurances 

• Nutrition and agriculture 

• Industry and trade 

• Money transfer 

• Farmers cooperatives 

• Trade associations 

• Mercantile communities 

Civil infrastruc-
tures 

• Post office 

• Telecommunication 

• Media 

• Inland waterways 

• domestic ports 

• seaports and seaways 

• airports and air traffic 

• road networks and bridges 

• railway system 

• historical buildings, monuments 
and cultural assets 

Table 2 CIMIC fields of activity64 

As far as deployment in case of crisis or emergency is concerned, the establishment of a 
special CIMIC-center on the military side is recommendable in order to communicate 
with the population, to guarantee the satisfaction of emerging basic needs and to coor-
dinate the activities of organisations in the operational area. Such coordination centres 
are to fulfil, among others, the following tasks: 

• Immediate communication with the population and continuous on site evaluation of 
the situation; 

• Satisfaction of basic needs; 

• Maintenance and stabilization of the local administrative elements’ viability; 

• Consolidation of living conditions; 

• Redevelopment of schools and institutions for vocational trainging until it is possi-
ble for civil organisations to take over the sole responsibility; 

                                                 
64 Compare: Bundesmnisterium fur Landesverteidigung: Präsentation – Ergebnisse der AG CIMIC 
(Workshop), Wien 28.09.2004 
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• Planning of the disposition of civil and state-run organisations in the operational 
area after troop withdrawal and the assessment and guarantee of the respective nec-
essary conditions; 

• Promotion of economic reconstruction. 

Furthermore, the internal integration of leadership, information and command structures 
is to be promoted, including the creation of differentiated and therefore virsatilely ap-
propriate links for further integration of civil institutions from all social and economic 
areas. Therefore, experts are required in the military, who are able to assess civil and 
economic issues according to military limitations. As military specialists, these experts 
would have numerous different tasks as for instance the development of schools and 
hospitals, to direct commercial training courses, to advise on completion of contracts 
and to adequately deal with the population by respecting cultural peculiarities. Apart 
from the necessary expertise and know-how, these tasks also require language skills, 
intercultural skills, communicative talent, a high degree of social competence and flexi-
bility, interactive abilities and the ability to adjust to the respective region’s cultural and 
social conditions. 

Common excercises and coordinated intersecting training programmes in commonly 
used educational institutions or directed by common instruction teams, can minimize 
the logistic expense for all parties involved. Well integrated CIMIC-teams and mobile 
logistics departments, disposing of adequate basic training, can already have such an 
effect. For the conception of decisions within the framework of CIMIC it is therefore 
important to determine how military and civil decision making processes work, where 
and in which form they differ and how those differences can be minimized or skillfully 
be avoided. IN order to successfully combine these decision making concepts it is nce-
sessary to either establish a uniform over all plan or to coordinate the respective plan-
ning approaches with the in-situ tasks. In this way, the orientation of military, purpose-
ful planning towards individual deployment packages could be accomplished as well as 
the long term effectiveness of common deployment and the adjustment of civil planning 
to direct measures with quickly showing effects. 

The sustainable implementation of CIMIC first and foremost implies a precocious and 
crisis independent management; not only applied to some projects or deployments but 
to the whole concept of cooperation. Therefore, the implementation of CIMIC-projects 
requires: 

• The creation of an overall national and internal concept of CIMC; 

• The development of common training programmes and organisational measures; 

• The development of concepts of cooperation with actors from economy and aid or-
ganisations; 

• The establishment of centres of excellence and contact; 

• The common establishment of a financing concept, taking civil as well as military 
budgets into account; 

These task and demand profiles of course require a high degree of competence and 
complex training of personnel. Among others, the following aspects favour common 
training and procedure in the operational area: 

• Training of the ability to develop personal relationships; 
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• Integrated seminars, conferences and workshops; 

• Common vocational and other training programmes; 

• Civil-military training; 

• Common excercises; 

• Comprehensive exchange of personnel and data; 

• Contact with the population. 

In general, all approaches concerning the implemenation of civil-military projects 
should involve procedures which are primatrily oriented towards criteria of effective-
ness, efficiency and sustainability. This implies the realization that development aid 
projects can be combined with concepts for the economic reconstruction, which can 
above all be carried out by economic actors. 

Another approach would be the establishment of a common and commonly accessible 
resource account. All actors taking part in the respective CIMIC-project make their re-
sources and possibilities available in this account, which could be fetched from there. 
The most important result would be the minimization or maybe even abolishment of the 
considerable problem of resource redundancy and the often one sided application of 
resources. Furthermore, costs for material could in many cases be reduced as well as 
those for relief supply, equipment and excessive or mislead use of human resources, 
which would make the respective budgets available for other areas.65 

In the end, the economic component is an essential factor for the calculation and appli-
cation of necessary resources as well. On the one hand, the economic factor is often the 
basis for the allocation of resources and their operation and maintenance respectively. 
On the other hand, especially economy, which is constantly under the pressure of com-
petition, disposes of substantial knowledge regarding the efficient use of resources and 
the respective coordination of resources available for deployment. 

 

II.8.2 COOPERATION WITH ECONOMY 

From the point of view of public management, the purpose of cooperation between the 
military and private businesses, economic organisations, associations and interest 
groups as well as with public institutions is the stronger integration of the armed forces 
into the social and economic environment and therefore the avoidance of military isola-
tion. In this context, mutual support, on a material as well as imaginary basis, stands in 
the foreground, whereas at least part of the military demand is to be covered by coop-
eration. 

As far as the economic design of the military administrative system and internal military 
structures is concerned, the close cooperation with partners from economy can bare 
great potential for optimization. The economic sector disposes of comprehensive ex-
perience concerning the increase of effectiveness and efficiency by abolishing redun-
dancies due to multiple use of resources and coordinated use of material. For the public 
sector this implies the prospect of achieving objectives quicker, easier and most of all in 
a more cost effective way, since economy gives incentives for the development of new 

                                                 
65 Compare: Vorhofer, Peter: CIMIC – Zur Evaluation einer neuen Aufgabe in der Krisenbewaeltigung. 
In: Österreichische Militärische Zeitschrift 6/2003, 753ff. 



 

 98 

and alternative ways of financing and support in regards to finding possible unknown 
saving potentials, due to experience. Location and human resources policies should also 
be designed in accordance with regional and supra-regional economy, since it may fa-
cilitate the exchange of personnel with economy in case of military internal restructur-
ing, consolidation and termination of contracts considerably. In such partnerships, pub-
lic organisations therefore mainly benefit from the competitive behaviour of their part-
ner. 

However, closer cooperation and enhanced coordination efforts with the military also 
bares great long term potentials for economy, since comprehensive exchange of know-
how implies highly qualified, cooperative, flexible personnel, who is already used to an 
international working climate in the respective area of deployment. The military also 
plays an important role as a substantial, long term demander for economy. Particularly 
cooperation in the fields of research and development, logistics, supply and equipment, 
financing, risk insurance and defence political cooperation bare great synergetic poten-
tials for all parties involved. Moreover, proximity to clients is decisive in the field of 
military development, since potential changes and adjustments usually are extremely 
cost intensive. Already in the development phase concluded partnerships allow for a 
more rapid realization of projects and therefore reduce the financial burden on both 
sides. 

In the long term, the developing integration of possibilities for action and vocational 
training, resulting from an enhanced cooperation between the military and economy, 
help to avoid mass unemployment and its explosive social political effects, and there-
fore is of great importance to the respective regional governments. Possibilities for co-
operation can be found in the fields of public health, water resources management, 
waste management, traffic and transportation, construction and development and of 
course within the field of science and research as well as a multitude of other areas. 

As far as the development of such partnerships is concerned, the following questions 
could be of importance to defence administration: 

• How can better support be provided to businesses in questions of security regarding 
the opening and processing of new markets? 

• Where can particular current and regular information and action deficits still be 
found? 

• Which role can the military play in military-economic cooperation? 

In order to develop a well founded cooperation concept, the mutual access of represen-
tatives from both parties to the respective other organisation is required. However, es-
pecially in the armed forces are the possibilities for the external access to military or-
ganisational structures very restrictive. 

Especially in regards to commercial cooperation projects with the military the danger of 
a lack of transparency is often lamented, since public tasks are taken over by private 
service providers. Furthermore, can such cooperation projects require quite extensive 
preparatory efforts from the administrative partner, which puts the advantages for the 
public side into perspective again. 

Therefore, what can mainly be observed in regards to military cooperation with econ-
omy are public private partnerships (PPP). This form of cooperation still seems to pro-
vide the best possibilities for a well founded cooperation between the military and 
economy in the field of procurement. In general such ‘PPP-models’ are a form of coop-
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eration between the public hand and private industry which mostly disembogue in an 
independent organisation, established with corporate law bonds. They are to be under-
stood as some sort of joint venture between public administration and economy which 
involves the complete privatization of former state organisations as well as private stake 
in public enterprises. Such models are often applied to projects concerning infrastruc-
ture or regional tasks. Especially for reconstruction and development projects in regions 
which are of long term interest to economy are these PPP-models a promising possibil-
ity of cooperation with the military. For the entrepreneurial point of view, it is an in-
vestment in profit, profitability and image related aspects. The armed forces get the op-
portunity to benefit from the comprehensive economic know-how as well as from the 
common and more appropriate adjustment of procurement of material.66 

However, this requires the dismantling of competitive attitudes between civilian and 
military personnel and an enhanced capacity for mutual communication. Furthermore, 
any kind of cooperation requires a clarification of competencies and responsibilities. 
Economic actors get also active through different forms of corporate citizenship by tak-
ing responsibility in case of emergency, aid projects etc., without necessarily being 
based on contracts.67 Reasons for such commitments are among others mutual advan-
tages for the companies, their partners and ideally also for the military. Within the 
framework of such forms of cooperation, deployment relevant aspects for the military as 
well as profit oriented objectives of commercial partners certainly apply.68 Furthermore, 
those purposeful forms of cooperation show the following characteristics: 

• Readiness for cooperation and voluntariness of all parties involved; 

• Grouping of different interests and orientation towards a common objective; 

• Cooperation regarding strategic and operational management of security related 
tasks; 

• Establishment of contacts; 

• Possible guarantee of start-up financing; 

• Common development of communications and network management. 

The primary task of administration in regards to the development of such cooperatives 
is the establishment of the necessary coordination mechanisms and responsibilities, 
rules and regulations and adequate basic parameters not only within the troops but also 
and mostly between the military and its partners.69 

                                                 
66 Compare: Budäus, Dietrich (Hrsg.): Public Private Partnership – Theoretische Grundlagen und prakti-
sche Ausprägungen, Baden-Baden 2005; Weber, Martin et al. (Hrsg.): Public Private Partnerships, 
München 2005; Strünck, Christoph; Heinze, Rolf G.: Public Private Partnership. Blanke, Bernhard; von 
Bandemer, Stephan; Nullmeier, Frank; Wewer, Göttrik (Hrsg.): Handbuch zur Verwaltungsreform, Wies-
baden 2005, 120 ff.; Europäische Gesellschaft für Defence Public Private Partnerships; 
http://www.eppp.org; Gerstlberger, Wolfgang: Public-Private-Partnerships – neue Betätigungsfelder für 
öffentliche Unternehmen? Das Beispiel öffentlich-privater Projektgesellschaften in der Stadtregion Kas-
sel. In: Edeling, Thomas; Jann, Werner; Wagner, Dieter; Reichard, Christoph (Hrsg.): Öffentliche Unter-
nehmen – Entstaatlichung oder Privatisierung?, Opladen 2001, 218 ff. 
67 Compare: e.g. Fischer, Timo: Volkswirtschaftliche Evaluierung der Bundesheer-Partnerschaft zwischen 
der Raiffeisen-Holding Niederösterreich-Wien und dem Militärkommando Niederösterreich, Wien 2003. 
68 Compare: Ziekow, Jan: Public Private Partnership als zukünftige Form der Finanzierung und Erfüllung 
öffentlicher Aufgaben? In: Hill, Hermann (Hrsg.): Die Zukunft des öffentlichen Sektors, Baden-Baden 
2006, 49 ff. 
69 Compare: Pöcher, Harald: Public Private Partnership – Eine Sackgasse für Streitkräfte? In: Der Soldat 
11.07.2007, 1 
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II.9 OUTSOURCING AND DECENTRALIZED SERVICE PROVISION 

Already applied in private industries, outsourcing becomes more and more an option for 
cost reduction to the modern armed forces as well. 

The term outsourcing describes the delegation of tasks and services which can no longer 
be fulfilled cost effectively to other service providers or suppliers and the consequent 
acquisition of those goods and services, formerly provided by the business itself and its 
own resources, from external sources. The providers can either be external ones, as 
completely independent suppliers, or disembodied parts of the respective organisation. 
Therefore, a further distinction can be made between internal and external outsourcing. 

The objective of all outsourcing efforts is the rationalization of operational processes, 
the reduction of organisational complexity, the release of human resources capacities 
and the flexibilization of the organisation by focussing on the core tasks.70 

The recently increasing and intensified cooperation between the public and the private 
sector also forms the basis for outsourcing in the form of diverse privatisation efforts 
from the public administration’s side. This privatization of public tasks is done in dif-
ferent ways: 

• by disembodiment of individual steps of service provision by placing orders to pri-
vate businesses, whereby the financial responsibility remains in the hands of the 
public authorities; 

• by common financing of infrastructure networks according to contractual licence 
models; 

• by formal privatization, whereby formally public tasks are carried out with or with-
out private participation in the form of newly founded private businesses; 

• by material privatization, whereby service provision and financial responsibility are 
completely submitted to the private sector. 

Hitherto, public administration has acknowledged PPP-models as the most convenient 
form of outsourcing. Even though it bares the potential for internal conflicts, it also to a 
large extent minimizes the danger of insufficient service provision due to financial rea-
sons, at least on the service provider’s side. However, the question of whether the public 
authorities are therefore definitely dependent on private businesses in order to organize 
productive activities, cannot be easily pushed aside, since it has clearly and multiply be 
demonstrated that privatization and denationalization has brought about considerable 
advantages and improvements for the respective organisations. 

A decisive criterion for outsourcing is the reduction of an organisation’s own fix and 
operating costs as for instance costs for storage, restoration, infrastructure, properties 
and use of real estate, administration and human resources. External providers are often 
specialized in the production of certain goods or providing certain services and there-
fore dispose of a considerably broader knowledge in the respective field. 

Outsourcing approaches can for instance be the disembodiment of technical installations 
with strong links to economy, the devolvement of social and supply services as well as 
profit oriented areas. 

                                                 
70 Compare: Sebera, Matthias: Grenzen der Ausgliederung im militärischen Bereich, Wien 2003 
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As far as the special case of the military is concerned, there already are considerations 
in numerous armed forces regarding the concrete implementation of privatization of 
services with direct defence political references as for instance maintenance and repair 
of military material, weather and satellite service, reconnaissance, and even personal 
interdiction, institutional security and personal security. Also administrative services as 
external accounting control and auditing or warehouse management are subject to such 
considerations and measures. Areas which have already been either completely or partly 
outsourced in many armed forces are among others: motor pool services, laundry and 
clothing services, sports fields and training areas, petrol stations, shooting galleries, 
airfields, garages, medical facilities, training facilities, property management, food sup-
ply, IT-services, maintenance components and workshops etc. 

 
Function specific competences 
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Table 3 Possibilities of outsourcing71 

From an economic point of view, outsourcing has considerable advantages. In times of 
planned long term reduction of staffing levels in the armed forces, outsourcing allows 
for specific personnel layoff in downstream areas of activity for the fulfilment of core 
tasks. Moreover, staff reductions can be implemented in a more social way. Economic 
service providers also dispose of the potential to work more cost effectively and a 
higher level of experience. This allows defence administration to use the respective ser-
vices to maybe better conditions, and guarantees general service provision to the citizen. 
As a consequence, the military’s amount of work and expenses would be reduced, 
which also leads to a reduction of over all administrative costs. However, all outsourc-
ing approaches in the military should take into consideration the principal of complete 
fulfilment of core competences without limitations in regards to gain of know-how and 
questions of secrecy and deployment behaviour. Additionally, the danger of non-

                                                 
71 Strunz, Herbert; Dorsch, Monique: Sicherheitspolitik und Wirtschaft, Wien 2003, 72 



 

 102 

fulfilment or non-provision in case of demand be closely considered and if possible se-
cured.72 

However, if the consideration of economic aspects is generally connected with positive 
expectations, such endeavours can also lead to economic grievances, not least due to 
contradictions of administration and management. Hitherto, the practical implementa-
tion of outsourcing has shown that such concerns are not completely unfounded. Fur-
thermore, administrative costs caused by outsourcing are to be compared to those 
caused by self provided services. Even though external procurement is usually more 
cost effective, commercial businesses are subject to market economic constraints. This 
may imply that calculable fix price conditions are to be foreclosed and a potential in-
crease of costs need to be factored in. As far as the military is concerned, it also has to 
be taken into account that any military service provided, regardless in which field, is 
always closely connected to a certain degree of confidence of the citizen’s. It is however 
questionable if such confidence continues to be justified to the citizens if military re-
sponsibilities are delegated to private companies: especially since the principals of pub-
lic well being are certainly not found among the priorities of business economic acting. 
The armed are not subject to competition, but their operational readiness, particularly in 
case of deployment, may be endangered since supply deficits for essential downstream 
tasks in regards to task fulfilment, may occur from the economic side. Furthermore, the 
armed forces are an institution which requires special considerations in regards to ac-
cess to internal data and questions of security. As a consequence, great cautiousness is 
required concerning partnerships with for instance private security services.73 

With all necessary concentration of defence administration on questions concerning its 
managerial optimization, economic and social aspects cannot and must not be neglected. 
Therefore the question is to be raised whether outsourcing is to be welcomed as a form 
of disembodiment of unnecessary administrative responsibilities connected with an in-
crease of the organisation’s efficiency and effectiveness, or if somehow even hollows 
out public and particularly military systems and their integrity. If the military parts with 
substances and strives for the outsourcing of sumptuary areas in order to consolidate its 
own structures and make them more efficient, the question of whether or not this im-
plies the hollowing out of its own competencies is absolutely valid. The possibility for 
the military to design its own structures by defence administration and to a large extent 
independent from economy does no longer exist. However, this does not imply that pri-
vate economy has no responsibilities in this respect. To outsource functions and re-
sources also means that the ‘central office’, in this case defence administration, has con-
siderably more capacities and room for monitoring, coordination and the reformation of 
areas still in subject to the public authorities. Therefore it can be more effectively active 
in those fields still remaining under its control; for its target groups and the population 
respectively as well as for its own troops. 

In this context it is therefore necessary to balance the organisation’s own economic as-
pects with general economic aspects, as for instance by internal social compensation 

                                                 
72 Compare: Pöcher, Harald: Outsourcing in Streitkräften – Fluch(t) oder Segen? In: Österreichische Mili-
tärische Zeitschrift 2/1999, 177 ff.; Naschold, Frieder; Budäus, Dietrich; Jann, Werner; Mezger, Erika; 
Oppen, Maria; Picot, Arnold; Reichard, Christoph; Schanze, Erich; Simon, Nikolaus (Hrsg.): Leistungs-
tiefe im öffentlichen Sektor – Erfahrungen, Konzepte, Methoden, Berlin 2000, 66 ff. 
73 Compare: Uesseler, Rolf: Krieg als Dienstleistung – Private Militärfirmen zerstören die Demokratie, 
Berlin 2006 
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plans, agreed upon with the respective regional committees, or a verification in how far 
contracts with regional suppliers and partners can be maintained in case of relocation. 

General outsourcing approaches for defence administration can finally be for instance 
the disembodiment of technical installations with strong links to economy, the de-
volvement of social and supply services as well as profit oriented areas. Furthermore, 
considerations regarding the privatization of services with direct defence political refer-
ences can be made, as for instance maintenance and repair of military material, weather 
and satellite service, reconnaissance, and even personal interdiction, institutional secu-
rity and personal protection. Despite all advantages is privatization still be considered 
very critically due to the vagueness of commercial providers of such services against the 
background of the armed forces’ guarantee of operational readiness and deployment 
capability. 

 

II.10 QUALITY MANAGEMENT AND CONTROLLING 

Against the background of increasingly restrictive budget policies quality management 
and controlling gain importance within the armed forces as tools for the increase of 
economic efficiency and the optimization of liquidity within the framework of budget-
ary specifications and cost optimization. 

The term quality management describes the comprehensive, integrated and continuous 
activity of recording, inspecting, organising and controlling in all areas of an organisa-
tion. The most essential parts of quality management therefore are quality planning, 
quality control, quality assurance and quality control. The purpose of quality manage-
ment is to provide and constantly guarantee a particular service in the determined or 
desired quality by continuous optimization of work and implementation processes.74 
The fundamental principles of quality management are among others: 

• Quality is geared to the client or target group respectively; 

• Quality is achieved by employees in all areas and on all levels; 

• Quality involves various dimensions, which are to be substantiated by criteria; 

• Quality is not an objective but the result of a permanent process; 

• Quality does not only apply to products but also to services; 

• Quality requires action and is to be acquired; 

From these principles, the following subtasks of quality management result: 

• Quality planning – the assessment of demands and the resulting definition of the 
organisation’s own performance portfolio; 

                                                 
74 Compare: von Bandemer, Stephan: Qualitätsmanagement. Blanke, Bernhard; von Bandemer, Stephan; 
Nullmeier, Frank; Wewer, Göttrik (Hrsg.): Handbuch zur Verwaltungsreform, Wiesbaden 2005, 452 ff.; 
Vogel, Rick: Zur Institutionalisierung von New Public Management – Disziplindynamik der Verwal-
tungswissenschaft unter dem Einfluss ökonomischer Theorie, Wiesbaden 2006, 451 ff.; Damkowski, 
Wulf; Precht, Claus: Public Management. Neuere Steuerungskonzepte für den öffentlichen Sektor, Stutt-
gart, Berlin, Köln 1995, 274; Bogumil, Jörg; Holtkamp, Lars; Kißler, Leo: Verwaltung auf Augenhöhe. 
Strategie und Praxis kundenorientierter Dienstleistungspolitik, Berlin 2001, 74 ff.; Thom, Norbert; Ritz, 
Adrian: Public Management. Innovative Konzepte zur Führung im öffentlichen Sektor, Wiesbaden 2006, 
186 ff. 
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• Quality control – the containment and control of the organisation’s own provision of 
goods and services; 

• Quality assurance – coverage of the risks of deficient value performance; 

• Quality promotion – a continuous improvement process aimed at the establishment 
of a quality oriented performance culture; 

• Quality management – the actual introduction of quality systems and the promotion 
of quality awareness by the management level. 

Consistently and comprehensively applied quality management can be of considerable 
advantage to an organisation. The determination of quality standards allows for a more 
efficient use of resources. The establishment of quality centres and circles gives the 
staff the opportunity to actively contribute with proposals for changes or improvement 
based on their experience. The consequent orientation towards the demand groups’ 
needs automatically leads to permanent quality control. The result is optimal service 
provision and efficient use of resources. After all, the concentration on only effectively 
demanded and clearly defined services as well as on the improvement of processes and 
procedures reduces the over all costs. In the case of the military it is to be mentioned in 
particular that in regards to the allocation of security and communication with the popu-
lation and their own military personnel, the actual orientation towards their demands 
and expectations lead to greater conviction and improved morals among the staff as well 
as to a reduced need of legitimation towards the population on the military side. 

The most essential management tool in regards to quality management is controlling. In 
the same way as quality management cannot be considered an isolated field, controlling 
is to be seen in the context of a larger business economic overall concept as well. It can 
doubtlessly be considered as one of the most important management tools and should 
therefore be applied on all levels and in all areas of an organisation. However, control-
ling should not be mistaken for control, since it goes beyond mere inspection in many 
respects. In fact, it is rather to be understood as active governing and guiding of an or-
ganisation. Thereby the aspect of control is to be limited to the continuous compliance 
with an organisation’s orientation by the adjustment of actual values and debit values as 
well as by determination of measures of correction and sanctions. Controlling is also not 
to be confused or even be put on a level with some kind of supervision. To the contrary, 
controlling provides the basis for supervision as a comprehensible function and one of 
several means of control. In general terms, controlling is defined as a form of leadership 
support which allows for an improved, target oriented governance of effectiveness, effi-
ciency and required financial resources in regards to all tasks to be fulfilled and services 
to be provided in the respective portfolio by systematic gathering, problem appropriate 
preparation and demand oriented allocation of information to all management levels. 
Thereby controlling gives support on the operational as well as on the strategic level.75 

 

                                                 
75 Compare: Buschor, Ernst: Anforderungen an Controllingsysteme. In: Brüggemeier, Martin; Schauer, 
Reinbert; Schedler, Kuno (Hrsg.): Controlling und Performance Management im Öffentlichen Sektor, 
Bern/Stuttgart/Wien 2007, 13 ff.; Müller, Ulrich: Controlling aus verwaltungswissenschaftlicher Perspek-
tive – Ein Beitrag zur Verwaltungsreform, Wiesbaden 2004, 86 ff. 
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Controlling levels, fields of activity and instrume nts 

Level Field of activity Instrument 

Normative level Interpretation and im-
plementation 

• Approach and vision 

• Basic principles of the organisation 

Strategic planning and 
development 

• Strategic planning and control system 

• SWOT-Analysis 

• Potential analysis 

• Stakeholder analysis 

• Structural analysis 

Strategic level 

Strategic control and 
early recoinnaissance  

• Budget forecasts 

• Implementation, result and premise control 

Operational organisa-
tional planning and 
budgeting 

• Budget 

• Financial plan 

• Cost accounting and results accounts 

• Activity based costing 

• Performance measurement 

• Benchmarking 

Investment planning 
and management 

• Structural plan 

• Investment and procurement programmes 

• Feasibility study 

• Cost-benefit analysis 

Project planning and 
management 

• Controlling guidelines 

• Budgeting 

• Structural plans 

• Time schedules and plans of procedures 

• Cost, time and progress control 

• Documentation 

Operational level  

Management informa-
tion 

• IT-supported management information sys-
tem  

• Reporting system 

• Communication, moderation and presenta-
tion techniques 

Table 4 Controlling levels, fields of activity and instruments 

Controlling is also a means of inspection in terms of how far decisions and measures 
taken turn out to be suitable and therefore applicable in the long term. Within defence 
administration it suggests itself as suitable means of monitoring and control as well as 
of the implementation of specified security political objectives. Hereby, controlling can 
either be applied in its quality as institution or in its quality as function. Controlling as 
institution primarily includes all people, organs, and units involved in controlling re-
lated tasks. Controlling as function describes all actions relevant for the permanent con-
trol, monitoring, questioning and improvement of structures and processes of an organi-
sation, independent from who is in charge of those tasks. 
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Quality management and controlling should also in defence administration be applied to 
all areas of the organisation as to management, the strategic level, integration of staff, 
resource management and all implementation processes and results. Of course, limita-
tions and concessions are again to be accepted and made due to the military’s special 
characteristics. Even though the unlimited orientation towards target groups is a key 
aspect of quality management, it is to be taken into consideration that the armed forces 
are not simply providing goods or services to the paying population, but the general 
allocation of security is under all circumstances to be the main focus. The question is 
therefore not how to satisfy the client but how military performance, the allocation of 
security, can be guaranteed in the long term and in the most comprehensive way. Cus-
tomer orientation can therefore be achieved best if active military personnel are consid-
ered consumers of administrative services by defence administration. 

Information and coordination, also the harmonization of objectives and expectations and 
their ‘transportation’ to the staff, can be counted to the most important tasks of control-
ling. This is especially to be noticed in regards to time and fact related issues. Such pro-
cesses take place on all leading levels – from the normative to the strategic up to the 
operational level – and include all fields of activity; starting with standardized proc-
esses, to investment decisions, up to the implementation of concrete projects and their 
control and possible correction. On the military sector, controlling would be character-
ized as follows: 

• A target oriented process directed to the control of effectiveness, efficiency and the 
demand of financial resources in order to achieve a long term improvement of cost-
benefit relations in the military for the sake of the active armed forces and the popu-
lation; 

• An integrative executive function which is to be realized by all executive personnel 
in their respective area of responsibility; 

• An interlinked service for executive personnel, which is to be provided by special-
ists. 

The following tasks are taken over by controlling: coordination, integration, information 
and sparring. Coordination is primarily understood as the temporal, local, vertical, hori-
zontal and factual coordination and summary of an organisations plans, objectives and 
processes. Integration describes the establishment and maintenance of control and regu-
latory mechanisms. They guide the organisation by continuous feedback and control 
systems. Furthermore, controlling is to determine the demand of information, provide 
the required information, to process it and to forward it to the right recipient. In this 
context, information policy can be considered as a generally important management 
tool, since the controlled flow of information determines the executive level’s percep-
tion as well as the organisations bearings considerably. Hence, information and its ma-
nipulation can finally activate potentials. This of course depends on the authenticity of 
the given information’s distribution and incorporation. In this respect, manipulative 
strategies may be successful in the short term, but in the long term destroy any potential 
for innovations by abusing the trust no military organisation can do without. Innovative 
tasks of controlling are therefore based on information, since the executive level is to 
take decisions and introduce measures for adjustment and changes based on this infor-
mation. In this respect, controlling is to be considered as incentive, guaranteeing the 
quality of decisions made and the respective decision making processes. Sparring means 
that executive personnel and staff working in controlling are acting as reference person 
in order to promote an active exchange of information and opinions within the organisa-
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tion. In this context controlling takes the part of an internal consultant within the organi-
sation. Therefore the most important tasks of staff working in controlling are: 

• To make the consequences of future and past decisions for the military system clear 
to all executive staff and decision makers; 

• To concert political specifications into appropriate objectives in terms of perform-
ance; 

• To motivate the executive level and to give support regarding the qualitative and 
quantitative assessment of measures and projects for target achievement; 

• To holistically coordinate sub-goals and part of plans and to organise comprehen-
sive, overlapping documentation; 

• To guarantee the necessary flow of data and information; 

• To break objectives on the operational level down into effective and useful steps for 
implementation and to monitor the latter; 

• To develop and apply uniform methods and instruments for business economic gov-
ernance; 

• The inspection of the economic use of resources by analysis of variances; 

• To make suggestions concerning measures to be taken in case of variances; 

• The allocation of information about developments in the military organisation’s 
environment and potential chances and risks respectively; 

• The development of an information system and analysis of classification numbers 
relevant to the decision making process; 

• To allow for the demonstration and comprehension of achieved targets by compari-
son of debit values and actual values and to make proposals for correction. 

Important tools of controlling are: 

• Development of a model; 

• Planning, governance and control accounting; 

• Methods of cost-benefit accounts; 

• Methods of analysis as for instance task review, SWOT-analysis, environment 
analysis, potential and portfolio analysis and value analysis; 

• Systems of qualification numbers; 

• Benchmarking; 

• Cost effective analysis; 

• Balanced score card; 

• Cost-benefit analysis; 

• Management information systems. 

Hence, controlling can be carried out by all staff with leadership responsibilities and on 
all levels. In this way, the introduction of controlling measures would not only increase 
efficiency in terms of an improved overall control of military systems and an increasing 



 

 108 

transparency of administrative costs and expenses; the creation of new permanent posts 
on the military sector would also be obsolete. Since controlling is applicable in all levels 
of an organisation, a balanced relation between centralized and decentralized interpreta-
tion can be achieved. Operational controlling in particular could be implemented in a 
largely decentralized way in nearly all units and departments of defence administration 
as for instance in the form of functional areas such as research and development con-
trolling, procurement controlling, investment and asset controlling or human resources 
control. 

Especially strategic controlling on the highest level should mainly be notable in the 
form of a centralized basis for the consistent implementation of economic aspects in the 
new structure of defence administration. In the first place, controlling is an executive 
task of the political and defence administrative level. Once the necessity of efficiency 
and effect oriented governance has been realized, the question is to be raised in how far 
need support is required in regards to this control function. In order to make a respec-
tive assessment it is sufficient to initiate a controlling project and to assign an experi-
enced senior executive – maybe under citation of external consultancy – with the man-
agement and implementation of the project. Hereby it should be kept in mind that con-
trolling must not be restricted to specific permanent posts. Furthermore, close interac-
tion with the areas of internal auditing and control systems should be maintained, oth-
erwise the instruments of controlling might unnecessarily be limited. Within an admini-
stration, auditing and controlling are two widely independent concepts or institutions 
respectively. Controlling provides support for the administrative executive level, mainly 
in questions concerning target and result oriented governance. Internal auditing supports 
subsequent controls and is carried out by independent auditors. Additionally, internal 
auditing is to monitor viability, actuality and effectiveness of internal control systems 
and to make suggestions for their improvement. Auditing and related fields are mainly 
responsible for control and monitoring related tasks which are essential to active con-
trolling. Hereby controlling as function as well as institution can be put to the test. 

The enhanced application of instruments of controlling is advisable for centralized 
planning and governance centres as well as for higher ranking commands. The estab-
lishment of controlling units in the form of an economic centre of excellence is recom-
mendable as well. Such a unit would be responsible for: 

• To especially guarantee the economic orientation of the corresponding executive 
components next to military leadership; 

• All activities of economic planning and governance; 

• The establishment as centralized contact and information centre for all issues re-
garding the administrative management’s increase of efficiency; 

• The controlled transformation of political and military strategic specifications into 
realizable processes for the organisation’s executive organs;76 

• The economic overall coordination for military departments and locations; 

• The permanent realization and coordination of strategic controlling for the military 
as the development and guarantee of long term success potentials and the disposition 

                                                 
76 Compare: von Bandemer, Stephan; Hübner, Michael R.: Prozessmanagement in der öffentlichen Ver-
waltung. Blanke, Bernhard; von Bandemer, Stephan; Nullmeier, Frank; Wewer, Göttrik (Hrsg.): Hand-
buch zur Verwaltungsreform, Wiesbaden 2005, 179 ff. 
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and coordination of strategic planning in order to support the strategic administra-
tive management; 

• The consulting and training of strategic and military strategic leaders as well as in-
ternal organisational consulting; 

• The reduction of task fulfilment as well as an increase of its efficiency by task re-
view and public private partnerships; 

• The increase of management yields by comparisons of performance in regards to 
budgeting and the application of instruments of cost and performance accounting; 

• The development of new revenue potentials by sale, outsourcing, improved use of 
resources, sponsoring and insourcing. 

This allows for the transparent and appropriate allocation of gained information in the 
form of a future and target oriented management information system. 

 

Possible controlling structure in the military

Political level/ministry of 
defence

Armed forces 
command/ordnance

management of agencies

Commands

Higher leading commands

Location command

political/normative controlling centre 
political objectives

normative/strategic controlling centre
military mission 
auditing, process moderation

strategic/operational controlling centre
strategic financial planning and budgeting

strategic/operational controlling centres
operational financial planning and budgeting

strategic/operational controlling centre
operational planning, budget allocation and management 
organisation

operational controlling centre
operational budget responsibility, implementation and 
process design

 

Image 5 Possible controlling structure in the military  

However, especially controlling in the military reveals the gap between bureaucratic 
administration and economic management concepts. Even though controlling disposes 
of considerable potentials for improvement, its introduction to public administration is 
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extremely difficult. Therefore, controlling oriented management implies the constant 
questioning and if necessary changing of specified and determined long term scopes of 
action. However, especially the latter are essential for defence administration. In fact, 
particularly the armed forces are based on stable and long term comprehensible frame-
works with strict limits. Nevertheless they still need the possibility to adapt their organi-
sation to rapidly changing or not foreseeable circumstances.77 

Further contradictions consequently emerge, which are to be taken into consideration: 

• Long term security vs. constant analysis and considerations concerning secure ac-
tion and efficiency; 

• Permanence and stability vs. permanent change and improvement;78 

• Supply oriented acting vs. demand oriented acting; 

• Centralized political leadership vs. rational and primarily decentralized leadership. 

In order to simplify or even allow for the consistent introduction of measures of control-
ling, considerable changes of current administrative processes would be required. As 
mentioned above, at least parts of budget allocation should be decentralized in order to 
allow for individual responsibility and an improved use of available budgets and han-
dling of costs by the respective location commands and their subordinates. However, 
the consequence would be the need for an enhanced computer based integration of the 
individual cost accounts in order to avoid potential redundancies regarding the use of 
material or equipment as well as detection and verifying documentation. 

Furthermore, such an approach requires enhanced cost and efficiency awareness not 
only from the individual staff members but from the whole work force. This again im-
plies basic training and sensibilization concerning the economic dealing with expense 
items; be it the use of equipment or material, the deployment of personnel beyond their 
usual fields of activity or diverse procurement plans. Therefore, the military system 
would have to develop an enhanced willingness and capacity for change, a target ori-
ented governance and orientation as well as information oriented conceptions. Military 
performance cannot be evaluated as such, it is however possible to evaluate the quality 
of performances or the service provided by collection and assessment of subjective im-
pressions from the social environment and the military’s own staff on the basis of dif-
ferent criteria or demands towards the way a service is provided or the service itself 
respectively. 

Consequently, criteria for possible improvement approaches can be found, which finally 
is the essence of quality management and controlling. 

• Reliability: Can the armed forces fulfil their mandate in a reliable and professional 
way? Do the determined structures, regulations and routines support the quality of 
service provision? 

                                                 
77 Compare: Trattnig, Günther: Controlling im Bundesheer. In: Österreichische Militärische Zeitschrift 
1/2008, 25 ff.; Amting, Johannes: Controlling im neuen Dienstleistungsbereich der Bundeswehr. In: 
Kirchhoff, Günter (Hrsg.): Militärökonomie – Neue Perspektiven 2002, Dachau 2002, 15 ff. 
78 Compare: Kühl, Stefan: „Der Wandel als das einzig Stabile in Organisationen“ – Die Rationalität des 
Organisationswandels und ihre Grenzen. In: Edeling, Thomas; Jann, Werner, Wagner, Dieter (Hrsg.): 
Reorganisationsstrategien in Wirtschaft und Verwaltung, Opladen 2001, 73 ff. 
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• Capacity to act: Are the armed forces capable and willing to provide their services 
immediately and without any limitations? Is the technical and technological equip-
ment appropriate for task fulfilment? 

• Trustworthiness: Do the armed forces deserve the population’s trust and those of 
their personnel; if yes, why? 

• Devotion: Are the staff members and soldiers aware of the reasons why they are 
(have) to provide a service and for whom? 

Considering only the internal military recipients, as all military and civilian personnel of 
the armed forces, the definition of service provision goes far beyond the mere allocation 
and guarantee of security and operational readiness to more every day aspects. The ex-
tension of performance controlling to for instance the whole field of service of the sol-
dier and their family members as well as other staff, or to training and attendance ser-
vices or to provided spare time facilities and alike would be conceivable. 

The introduction of uniform quality standards would provide a suitable rated value for 
services provided or to be provided and would additionally add a certain motivation 
factor. Furthermore, it would allow for a more efficient use of resources; not least be-
cause of potential improvement suggestions from staff members who would have a bet-
ter idea of what is to be achieved and whether or it may even be improved. 

Moreover the following questions are a precondition for quality assessment: 

• Who is responsible for quality assessment? 

• Which methods should be applied in general and in specific situations? 

• Who reports to whom? 

• Who decides about which correcting measures? 

• Who requires consultancy when and by whom?79 

One possibility to get an idea of the degree of acceptance of services provided within 
the military is the common instrument of inquiry, for instance by an anonymous ques-
tionnaire. As far as the image in public is concerned, public inquiries are more represen-
tative and consequently more comprehensible and valuable for measures of control and 
improvement, besides the fact that they appear to be more serious as well. 

A comprehensive staff information system, for instance integrated computer systems or 
a central server, accessible for all agencies – or somewhat simpler, public announce-
ments on a blackboard etc. – clearly improves the participation of staff members in the 
implementation of assignments as well as the coordination among them, even on the 
lower levels. 

However, in this context the limits of such measures become clear again, since the mili-
tary needs to stick to certain levels of classification and secrecy. Furthermore, overlap-
ping coordination of individual tasks between the individual agencies is very restrictive, 
since administration disposes of strictly determined areas of responsibility with separate 
catalogues of rules and regulations. However, especially the staff’s knowledge about the 
overall context of administrative processes would be very helpful and an advantage for 
the development of quality and controlling awareness among the staff. The most con-

                                                 
79 Compare: Kirchhoff, Günter; Amting, Johannes: Controlling im neuen Dienstleistungsbereich der Bun-
deswehr, in: Militärökonomie – Neue Perspektiven, Dachau 2002, 18 
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structive suggestions for improvement are to be expected from those responsible for 
implementation. 

Another task of quality management should be the assessment and application of finan-
cial resources. It would be reasonable not only to assess if investments concerning a 
project can be numbered mathematically by aspects like cost recovery or efficiency, but 
also whether or not investments are suggestive in regards to application and operational 
readiness, safeguarding of jobs and job quality, motivation of personnel or the general 
improvement of unsatisfying situations. An analysis of how budgetary changes would 
have influenced the quality of such a project would also be interesting. It would also 
contribute to minimize the often senseless use of ‘left over budgets’ in order to avoid 
reflux. 

In spite of all possible difficulties connected with the implementation of quality man-
agement and instruments of controlling in the military, has the introduction of the latter 
substantial advantages for the organisation: 

• Target oriented and simultaneously efficient use of resources; 

• Improved ways of dealing with resources on all levels and in all areas by the in-
crease of the executive personnel’s economic awareness; 

• More objective and verifiable apportionment and allocation of budgets; 

• Improved coordination between the individual military areas and locations; 

• The disposal of rapid, adequate and up to date information in regards to planning 
and control; 

• Rapid and confident decisions due to better decision making parameters; 

• Improved ability of the organisation to adapt to changing demands; 

• Optimized assessment of effectiveness and efficiency of value performance; 

• Exact control by expressive classification numbers and indicators; 

• Greater motivation of the staff due to target achievement; 

• Stronger commitment in regards to planning and decision making; 

• Higher degree of transparency of general administrative actions; 

• Improved basis for the delegation of resource responsibility by global budgeting; 

• Enhanced ability of self-organisation of the military and its organisational depart-
ments; 

• Improved basis for internal as well as external argumentation. 

 

II.11 TASK REVIEW AND FAULT ANALYSIS 

The application of so called task review is an effective instrument of sustainable in-
crease of efficiency and optimization of use of resources regarding the armed forces’ 
task fulfilment and a basic precondition for the increase of defence administration’s 
efficiency regarding task fulfilment. Task review is to be considered as a form of politi-
cal and strategic controlling and refer to current as well as to future fields of activity and 
deals with the optimization of an organisation’s use of resources. 
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Task review generally defines itself as scrutinizing assessment according to well 
founded standards which goes hand in hand with considerations of value and non-value 
of the respective issue. Within the framework of controlling, task review is to allow an 
assessment of whether or not a currently offered service corresponds with the organisa-
tion’s demands and expectations and in how far the use of available resources has been 
justified so far. It is an instrument which allows for the reduction of resource bonds and 
reallocation of resources respectively. The main focus of this instrument is put on the 
actual performance processes. An essential part is purpose review. This approach with 
respect to efficiency queries current processes and in how far tasks being performed are 
appropriate and useful; if the right tasks are being fulfilled. Task review is hereby to be 
considered a task of administrative executive management and is to large extent applied 
within the framework of strategic and operational controlling.80 

The second essential aspect is process review, which is oriented towards efficiency and 
examines how and if tasks to be fulfilled are carried out correctly and comprehensively. 
The main focus of process review is the optimization of administrative processes and 
structures. This leads to the following fundamental questions: 

• What does administration and why? 

• How can the realization of administrative work be improved? 

• Can costs be reduced? 

• Which tasks are to be fulfilled in the future? 

Especially in regards to considerations about outsourcing measures in the military is this 
instrument of special significance. Vital questions in this context are: 

• Which are the core tasks and which tasks are rather secondary? 

• Which tasks are fulfilled on a voluntary basis and not due to legal obligations? 

• Which tasks allow for a reduction of intensity in their fulfilment and which require 
an increase of the latter? 

• Which tasks can the organisation be relieved from? 

• Which services need to be provided by the organisation itself due to military rea-
sons, and which can be outsourced without risking the organisation’s own flow of 
expertise? 

• Which tasks could be fulfilled by external providers in the same or even better qual-
ity? 

• Which rationalization possibilities exist for the remaining core tasks? 

• Where would deficiencies occur in case of insufficient or non-fulfilment? 

• Is the improvement of processes, structures and administrative procedures conceiv-
able and possible? 

                                                 
80 Compare: Röber, Manfred: Aufgabenkritik im Gewährleistungsstaat. Blanke, Bernhard; von Bandemer, 
Stephan; Nullmeier, Frank; Wewer, Göttrik (Hrsg.): Handbuch zur Verwaltungsreform, Wiesbaden 2005, 
84 ff.; Humborg, Christian L.: Der demokratische Staat als Marke – Zur „strategischen Relevanz“ staatli-
cher Aufgaben. In: Birkholz, Kai; Maaß, Christian; Maravić, Patrick; Siebart, Patricia (Hrsg.): Public 
Management – Eine neue Generation in Wissenschaft und Praxis. Festschrift für Christoph Reichard, 
Potsdam 2006, 50 ff. 
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• Who fulfils which tasks within the organisation and why? 

• Is there a possibility for the reconfiguration of fields of activities? 

• Is it possible for the organisation not to fulfil tasks itself but to delegate them and 
concentrate instead on the centralized governance, planning, monitoring and control 
of task fulfilment? 

These questions demonstrate again how difficult it is to combine economic principles 
with the administrative processes of an organisation like the armed forces. However, the 
same rules equally apply to both, economy and the military: quality standards for value 
performance are set by the client; regardless of their status as consumer, citizen or staff 
member. Therefore, economic instruments are not only desirable but also mandatory for 
sufficient service provision, however vague it might be. 

In this context it is important to analyse if and where in the course of the implementa-
tion process errors have occurred, which are preventable in the future. The best way to 
do so is by dealing with objectives. Whether or not targets have been achieved, and if 
and in which way targets have been missed can best be evaluated by frequent control on 
the basis of the following questions: 

• Has the target been achieved? 

• How has the target been achieved? 

• Which costs have been caused? 

• Who was responsible for what and when? 

• Where lays potential for change? 

However, precisely defined objectives are a precondition for the application of such 
control criteria. In the case of the military this should be a rather secondary concern, 
since usually quite concrete specifications are made, at least on the operational level. In 
case of variances and disproportions, analyses going beyond the mere assessment of 
desired and actual value can verify the reasons. These fault analyses do not primarily 
focus on cause study in order to set sanctions but on the establishment of a basis for 
constructive corrections of an undesirable situation. Against this background, future 
oriented controlling is not only the search for errors but above all for the consequences 
of the latter. A possible strategy for the implementation of task review could be: 

Preparation (establishment of the necessary basic parameters) 

• Formation of working groups, 

• Definition of basic parameters and work areas, 

Analysis (structured statement of the actual situation) 

• Analysis of tasks, performances and use of resources, 

• Analysis of the respective unit’s objectives, 

• Presentation of procedures and actual task review, 

• Evaluation of tasks and performances by use of resources and cost-benefit analysis 

Assessment (assessment of the task’s contribution to target achievement) 

• Assessment of individual tasks and service components, 
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• Consideration about the use of resources compared to the resulting befit, 

• Assessment of possible consequences if a service is ceased, 

• Overall assessment, 

• Development of improvement potentials and measures 

Decision making (determination of future strategies) 

• Development and coordination of proposals regarding decision making, 

• Decision about future procedures of the respective decision making body (political 
guidance for purpose and performance review, administrative guidance for task re-
view) 

Proposals for improvement could therefore be structured as follows: 

• Processing of proposed measures, 

• Justification of proposals made, 

• Listing of areas which would particularly be affected by the recommended meas-
ures, 

• Presentation of advantages and saving possibilities; 

• Presentation of possible disadvantages, 

• Explanation of the necessary accompanying measures and preconditions, 

• Statement of staff and office representatives, 

• Determination of the way decisions are to be made, taking the respective commit-
tees into consideration. 

In the military detailed information about all technical, technological, human resources 
related, operational and structural aspects of the armed forces are generally gathered and 
evaluated. However, in many armed forces the gathering of information concerning 
internal processes for target achievement and task fulfilment are less developed. An 
improved data acquisition for the actual implementation processes realized by the staff 
would contribute considerably to the future improvement of the system. It would allow 
for empiric analyses and simplify the traceability of procedures, administrative proc-
esses and performance processes by more transparent and clearer representation of the 
latter. However, particularly in the military the restrictive and secured access to sensi-
tive data exclusively by authorised and responsible personnel is to be maintained. This 
could be achieved by establishing several classification levels and password systems.  

The instrument of task and process review is dimensioned wide enough to be applied 
within the framework of strategic as well as operational controlling. 

 

CONCLUSION 

In military organisations the classical characteristics of economic businesses apply as 
well. This way, the principles of modern management can be – at least partly – applied 
to the military as a traditional administrational business and its special structures and 
processes. Finally they are to be seen as instruments of the ideal achievements of aims 
and fulfilment of appointments in the area of military administration as well as in the 
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field of business and troop management. All these areas involve future oriented think-
ing, the ability to adapt and develop, flexibility, own objectives, planning, best possible 
coordination and performance with given resources. 

The individual leading functions – communication, objectives and planning, decision 
making, motivation, organisation and control – are to be configured as processes within 
themselves. This is where in business practice usually numerous classical problems 
emerge. This holds of course also for public administration and the military sector. The 
management process (see leading functions) finally serves to make the leading process 
successful. Each individual manager who is involved in any part of the performance 
process – purchasing goods and services, financing, logistics and information services – 
has to accomplish all leading tasks accordingly in order to fulfil the respective tasks or 
orders. 

Deficits in this field are obvious, and there is a big necessity for research concerning 
future oriented solutions. 
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SUMMARISED CONCLUSIONS 

I have found, that especially the follwing problems have to be adressed:  

• Critical development of public households 

• change of tasks  

• pressing political problems  

• public image problems  

• pressure of legitimacy and changed performance expectations  

• serious managerial deficits; lacking efficiency and effectiveness in administrative 
acting  

• loopholes in modernisation of administration  

• changed expectations towards staff  

• unbalanced human resources management  

• problems concerning motivation of staff, and inability to keep pace with swift task 
changes 

The principles of an economic interpretation would be: 

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

• Long term transformation of a military administration to military as an enterprise 

• Promotion of the individual responsibilities of duties, resources, cost and results 

• Reduction of bureaucracy, simplification and transparency of processes, optimiza-
tion of the internal information system, clear assignment of responsibility 

• Optimization of dedication and use of the provided means 

• Finding of concepts for the integration of individual areas of responsibility 

• Development of organizational structures for more motivation and personal respon-
sibility 

In this context, considerations about profitability do increasingly play a role, whereas its 
measurement especially in the military sector will remain largely unsettled for the time 
being. Initially, the following problems are to be solved: Up to now, input oriented 
rather than solution oriented governance has been in the foreground. This way, it is 
clearly regulated how much money can be spent on which issues (input), but it is regu-
lated which services are to be performed with it (output). Target settings are hardly ever 
clear, which means that it stays often unclear which “products” and services are to be 
set up at what cost and for which target group. The usual separation of professional 
management and resource management is also problematic. This tends to lead to the 
point where nobody feels responsible for results (see “organized irresponsibility”). The 
outcome is a relatively dependent system, guided by extreme target parameters but not a 
“learning”, self guiding one. Such a system is incapable of responding to changes with 
the necessary flexibility and to guide its performance towards better effectiveness and 
efficiency. 
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It has to be outlined, that the concept and realization of public management must not be 
a pure belt-tightening policy. In fact, state and administration should be prepared for 
future tasks appropriately and on time. Various specific instruments could be applied for 
this purpose.  

Within the framework of strategy the right position of points should be carried out, 
whereas a respective mission statement should see to basic orientation and confidence 
(see “value structure”) and ensure appropriate target building and learning processes 
(see vision, organizational philosophy, corporate identity). In this context, military gov-
ernance is primarily aimed at finding independent ways of transformation without con-
flicting with other institutions of society and organizations of public administration. 
Especially against the background of the diverse military tasks new forms of “military 
leadership” bear great chances, not least also in the broadening of inbound concepts of 
civil-military cooperation. 

In general, the current realization of public management is to be evaluated rather differ-
ently. Quite good progresses could be made in regards to the “hard” factors (e.g. budg-
eting, cost accounting, controlling). Compared to them, the development of the so called 
“soft” factors (e.g. management, organizational culture, flexibility) is by far not as ad-
vanced. Of course it has to be underlined, that the realization of changes in fields which 
are directly connected with people and their behavior is by far more difficult than the 
purely technical implementation of business economic tools in other fields. 
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NEW SCIENTIFIC RESULTS 

For the military, the application of a holistic concept of business management suggests 
itself in the sense of transition from a bureaucratic administration to an efficient “busi-
ness”, professional management playing a main part in this transition. 

Result 1 (referring to Question 1): It is absolutely necessary to implement the principles 
of an economic interpretation in the context of military administration as such: Optimi-
sation of the strategic decision making processes on the political level and enforced 
delegation of duty fulfilment to the administration; long term transformation of a mili-
tary administration to military as an enterprise; promotion of the individual responsibili-
ties of duties, resources, cost and results; reduction of bureaucracy, simplification and 
transparency of processes, optimization of the internal information system, clear as-
signment of responsibility; optimisation of dedication and use of the provided means; 
finding of concepts for the integration of individual areas of responsibility, and devel-
opment of organisational structures for more motivation and personal responsibility. 

Result 2 (referring to Question 2): A management of the military as an enterprise after 
the parameters of public management guarantees the achievement of the following tar-
gets and results in a more effective way: Strengthening of the strategic leadership on the 
political level and comprehensive, target oriented delegation of task fulfilment to the 
level of administration. This way, the tendency to under control in the strategic field can 
be reduced as well as the tendency to over control in the operational field; transition 
from an administration to a target group and performance oriented (service-) organisa-
tion; promotion of responsibility for tasks, resources and results; reduction of bureauc-
racy, simplification of decision making processes and procedures, improvement of 
transparency and therefore positive stimulus of motivation; increase of effectiveness by 
more targeted use of resources and clear priorities; increase of efficiency through clear 
responsibilities and finally the long term change of the organisational culture in view of 
more willingness to perform, more responsibility and more motivation. 

Result 3 (referring to Question 3): Considering this “framework” it is important to leave 
old patterns of thinking behind, since the realisation of the mentioned aspects would not 
be possible or respectively desirable under such conditions. Existing, negative attitudes 
and concerns about a change in organisational culture would have to be confronted by 
convincing to achieve the following: Enhanced target and result oriented guidance in-
stead of mainly input guided regulation; strategic guidance “from a distance” instead of 
governance by constant (political) interventions into daily business; extensive self guid-
ance of decentralised entities with an effective guiding framework instead of “bureau-
cratic centralism”; graded, to a large extent delegated result-responsibility (“unity of 
professional responsibility and resource responsibility”) with clear and transparent 
structures of responsibility instead of “organised irresponsibility”; reintegration of for-
merly shared tasks and performance processes targeting an optimization of the entire 
process; clearer orientation on the target groups and on clear quality criteria; focus on 
the “core competences” by enhanced usage of external suppliers; enhanced efforts for 
transparency of costs and performances, among other by a complete cost accounting and 
compilation and evaluation of performances; intensive human resource management, 
which is primarily based on motivation and personnel development; within the frame-
work of a strategy the right positions of points should be taken, it should see to an ac-
cording mission statement of basic orientation and confidence of behaviour (“value 
structure”) and to secure appropriate target setting and learn processes (vision, organisa-
tional philosophy, corporate identity, “military leadership”); the configuration and 
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maintenance of the organisational culture is an important element of public manage-
ment; task and process review can also be instruments of a sustainable increase of effi-
ciency and optimisation of the use of resources and the task fulfilment of the armed 
forces; in this context, the so called contract management is also an important factor; 
controlling is finally summarising the described instruments, as a new kind of under-
standing is exceeding the conventional logics of planning, guidance and surveillance. 

Result 4 (referring to Question 4): The following measures for a successful and sustain-
able application of the above mentioned implications would have to be fulfilled: To 
achieve a certain basic understanding of an enterprise named military for a leadership, 
which is strongly oriented according to the point of view of business management; the 
application of this basic understanding in the realisation of business economic thinking 
and action taking in all fields and on all levels; the acquiring of a certain basic knowl-
edge relevant to management and about business economy of all executive managers; 
the use of business economic instruments, methods and procedures has to be enhanced 
and intensified; the preconditions for constant development and optimisation of the ap-
plied instruments, methods and procedures have to be established; an enhanced assign-
ment of pertinent trained personnel in corresponding functions of the different fields 
and levels; optimisation of human resource management; more efficient use of the exis-
tent knowledge and improved knowledge transfer; development of a controlling concept 
as well as a controlling system and a complete introduction of controlling; the continu-
ing of already started, pertinent reformation projects, also consulting external experts; 
the introduction of quality management in order to secure a high level of performance; 
the cultivation of the instrument of task review in the sense of the permanent analysis 
which tasks should ideally be administered by whom and in which way. 

In general, i.e. in the Austrian Armed Forces, which were the main object of the authors 
research and findings, the current realisation of public management is to be evaluated 
rather differently. Quite good progresses could be made in regards to the “hard” factors 
(e.g. budgeting, cost accounting, controlling). Compared to them, the development of 
the so called “soft” factors (e.g. management, organisational culture, flexibility) is by 
far not as advanced. Of course it has to be underlined, that the realisation of changes in 
fields which are directly connected with people and their behaviour is by far more diffi-
cult than the purely technical implementation of business economic tools in other fields. 
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PRACTICAL AVAILABILITY OF THE NEW SCIENTIFIC RE-
SULTS 

Against the mentioned background public management focuses on holistic method of 
problem resolution by applying findings of business administration and management 
(compare “service institution military”) based on the following principles and demands: 

• Enhanced target and result oriented guidance instead of mainly input guided regula-
tion 

• Strategic guidance “from a distance” instead of governance by constant (political) 
interventions into daily business 

• Extensive self guidance of decentralized entities with an effective guiding frame-
work instead of “bureaucratic centralism” 

• Graded, to a large extent delegated result-responsibility (“unity of professional re-
sponsibility and resource responsibility”) with clear and transparent structures of re-
sponsibility instead of “organized irresponsibility” 

• Reintegration of formerly shared tasks and performance processes targeting an op-
timization of the entire process (business re-engineering) 

• Clearer orientation on the target groups and on clear quality criteria 

• Focus on the “core competences” by enhanced usage of external suppliers (“war-
ranty management”) 

• Enhanced efforts for transparency of costs and performances, among other by a 
complete cost accounting and compilation and evaluation of performances 

• Intensive human resource management, which is primarily based on motivation and 
personnel development 

• Within the framework of a strategy the right positions of points should be taken. It 
should see to an according mission statement of basic orientation and confidence of 
behavior (compare “value structure”) and to secure appropriate target setting and 
learn processes (compare vision, organizational philosophy, corporate identity, 
“military leadership”). 

• The configuration and maintenance of the organizational culture is an important 
element of public management. It can be applied as an essential instrument of lead-
ership. In the military, it is traditionally and extensively used as such. Nevertheless, 
at the same time there is a considerable necessity for restructuring notable when 
considering a more modern organizational culture. 

• Task and process review can also be instruments of a sustainable increase of effi-
ciency and optimization of the use of resources and the task fulfilment of the armed 
forces. 

• In this context, the so called contract management is also an important factor. By 
target and performance agreements administrative action is to be guided in a result 
oriented way through negotiable parameters of operational targets. 

• Controlling is finally summarizing the described instruments, taking some kind of 
cross divisional function. This new kind of understanding is exceeding the conven-
tional logics of planning, guidance and surveillance. 
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RECOMMENDATIONS 

For the military, the application of a holistic concept of business management suggests 
itself in the sense of transition from a bureaucratic administration to an efficient “busi-
ness”, professional management playing a main part in this transition. Such a holistic 
concept is also to be seen in the context of public management. The following precondi-
tions for a successful and sustainable application of such a holistic concept of business 
management would have to be fulfilled: 

• A certain basic understanding of an enterprise named military for a leadership, 
which is strongly oriented according to the point of view of business management 

• The application of this basic understanding in the realization of business economic 
thinking and action taking in all fields and on all levels 

• The acquiring of a certain basic knowledge relevant to management and about busi-
ness economy of all executive managers 

• The use of business economic instruments, methods and procedures has to be en-
hanced and intensified 

• The preconditions for constant development and optimization of the applied instru-
ments, methods and procedures have to be established 

• An enhanced assignment of pertinent trained personnel in corresponding functions 
of the different fields and levels 

• Optimization of human resource management 

• More efficient use of the existent knowledge and improved knowledge transfer 

• Development of a controlling concept as well as a controlling system and a com-
plete introduction of controlling 

• The continuing of already started, pertinent reformation projects, also consulting 
external experts 

• The introduction of quality management in order to secure a high level of perform-
ance 

• The cultivation of the instrument of task review in the sense of the permanent analy-
sis which tasks should ideally be administered by whom and in which way 

In this context it is important to leave old patterns of thinking behind, since the realiza-
tion of the mentioned aspects would not be possible or respectively desirable under such 
conditions. Existing, negative attitudes and concerns about a change in organizational 
culture would have to be confronted by convincing. 

Public management guarantees that the tasks are being agreed upon between politics 
and administration in form of targets, performance, budget and operation. This way, a 
transparent communication is possible. In addition to that it sees to a better effective-
ness and efficiency in task fulfilment, which is supposed to lead to a better use of re-
sources and orientation towards target groups and demands. 
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forschung Wien, Filzmoos/Salzburg, 29.09.2003 

10. Bundesheer und Wirtschaft sowie CIMIC, Workshop der Bundesheerreform-
kommission, Landesverteidigungsakademie, Wien, 03.05.2004 

11. Dual-Use-Güter, Symposium der Wissenschaftskommission beim Bundesministe-
rium für Landesverteidigung der Republik Österreich, Semmering, 12.11.2004 

12. Zur Zukunft der Arbeitsgesellschaft, Studentenclub Collage (in Kooperation mit 
dem Fachschaftsrat Wirtschaftswissenschaften der Westsächsischen Hochschule 
Zwickau), Zwickau, 21.06.2005 

13. Globalisierung und Arbeit, 5. ročník medzinárodnej vedeckej konferencie „Aktu-
álne trendy na trhu práce a v politike zamestnávania“, Katedra rozvoja ľudských 
zdrojov a personálneho manažmentu, Fakulta sociálno-ekonomických vzťahov, 
Trenčianska univerzita Alexandra Dubčeka v Trenčine, Trenčin (SK), 10.05.2007 

14. Unternehmensstandorte als Faktor des Wirtschaftswachstums, 8. francúzsko-
slovenská konferencia o decentralizovanej spolupráci – „Vedomostná ekonomica 
vo väzbe na hospodársky regionov“, Trenčianska univerzita Alexandra Dubčeka 
v Trenčine, Trenčin (SK), 29.06.2007 

15. Tools of Public Administration Reform, 1st National Conference on Development 
and Management Training, National Institute of Administration, General People´s 
Committee for Manpower, Training and Employment, Great Socialist People´s 
Libyan Arab Jamahirya, Tripoli, 28.10.2007 

16. Ökonomisierung der Bildung und Wissensgesellschaft – ein Widerspruch (?), 
Medzinárodná vedecká konferencie „Postavenie univerzity a jej výskumu v zna-
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lostnej ekonomike“, Trenčianska univerzita Alexandra Dubčeka v Trenčine, 
Trenčin (SK), 08.11.2007 

17. Staat, Wirtschaften und Governance, 1. Ordnungspolitischer Dialog: Das Konzept 
der Sozialen Marktwirtschaft und seine Anwendung – Deutschland im internatio-
nalen Vergleich, Westsächsische Hochschule Zwickau, Zwickau, 29.11.2007 

18. Bildung in Zeiten der Globalisierung, Mezinárodní konference „Vysoká škola 
jako facilitátor rozvoje společnosti a regionu“, Evropský Polytechnický Institut, 
s.r.o., Uherské Hradiště (CZ), 25.01.2008 

19. Laudatio für Herrn doc. Ing. Miroslav Mecár, CSc., Rektor der Trenčianska uni-
verzita Alexandra Dubčeka v Trenčine, anläßlich seiner Ernennung zum Honorar-
professor für „Management“ am Fachbereich Wirtschaftswissenschaften der 
Westsächsischen Hochschule Zwickau, Zwickau, 09.10.2008 

 

 


