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INTRODUCTION

THE SCIENTIFIC PROBLEM

Today not only businesses are facing global coripefibut also countries in their
quality as economic locations. This; as a conserpia@ncludes the institutions of public
administration as agencies of a nation state.

At the beginning of the last century, the bureaticnaodel had a predominantly posi-
tive connotation attached to it. However, it depeld under premises which strongly
differ from today’s circumstances. The current dockseeable situation increasingly
requires administrative organisations to be flexilbhstitutions of public administration

have been showing an increasing awareness of thehi@ present procedures of ad-
ministrative actions are no longer up to date @uplire redeploymerit.

Generally speaking, public administration is suffgrfrom budgetary shortness, image
problems, deficits in management, a not alwaysligdi@ctiveness and efficiency,
sometimes also from problems in motivation of tta#fsnembers and a relatively quick
change of duties and requirements while at the saneefacing considerable new chal-
lenges. All strengths — the rule of law and reliapin the first place — are facing re-
markable weaknesses; high cost, deficits in quaityg usually weak innovations in
dynamics should also be mentioned here. Numeroesfgpfactors provided, this ap-
plies also to the military sector. More than evss tdeal planning and use of scarce
financial and other means seems to be in the fouegl (“getting out most of the
budget”).

Administrations are increasingly facing problemshwthe realization of — and dealing
with — changing settings of tasks. They find thelweseconfronted with new challenges
which require new approaches. Contemporary fornmmofdination within administra-
tions and abstract bodies of rules and regulationan efficient management of public
institutions are needed. It is important to estibk suitable framework on a political,
economic and social level in order to reasondhlfil public tasks, preferably in the
sense of a requirement and circumstance orientblicptalue performancéThe latter
should on the one hand still be relevant to integesups, but nevertheless more econ-
omy oriented. Existing unused or misrouted proditgtireserves should be mobilised,
self organisation on the public side established @aformation networks within and
between the organizations built up and develdped.

These processes affect the military administrationgery special ways. The drastic and
rapid changes of global security political condisado have a massive impact on inter-
pretation, structure and assignment of modern ariore@s. This requires correspond-
ing adjustments in all military related adminisimas and other institutions.

! See: Strunz, Herbert: Verwaltung, Miinchen/Wien3tSReichard, Christoph: Betriebswirtschaftslehre
der offentlichen Verwaltung, Berlin/New York 198Chmielewicz, Klaus; Eichhorn, Peter (Hrsg.):
Handworterbuch der Offentlichen Betriebswirtsch&tuttgart 1989; Eichhorn, Peter; Friedrich, Peter;
Jann, Werner; Oechsler, Walter A.; Puttner, GurRReinermann, Heinrich (Hrsg.): Verwaltungslexikon,
Baden-Baden 2003; Wimmer, Norbert: Dynamische Véungslehre — Ein Handbuch der Verwaltungs-
reform, Wien/New York 2004; Holzinger, Gerhart; @hgorfer, Peter; Raschauer, Bernhard: Osterreichi-
sche Verwaltungslehre, Wien 2006; Metzen, Heinzhlé@hkheitskur fir den Staat — Lean Management
in der offentlichen Verwaltung, Frankfurt/M./New M01994; Kraus, Herbert: Grundri3 einer Theorie
der Verwaltung — Betriebswirtschaftliche Merkmatr ¥erwaltungstatigkeit, Wien/New York 1969

2 Compare: Zapotoczky, Klaus: Verwaltung und Gesb##t. In: Zapotoczky, Klaus; Pracher, Christian;
Strunz, Herbert (Hrsg.): Verwaltung innovativ, Lie@07, 17 ff.

% Compare: Priddat, Birger P.: Gemeinwohlmodernisigr Marburg 2006



Not only should this approach demonstrate the s#gesf restructuring and reorienta-
tion of military administration, but also the pdsbties of such a transformation from a
principally purely administrative to an enhancedibass economically managed ad-
ministration by means of basic principles of publianagemerit.

Public management is to be understood as the sunwharodern approaches of organ-
izational and tax intelligence of an institutionpapited to guide and design complex
systems in a performance and effect oriented whg.cfucial criteria are effectiveness,
efficiency and sustainability. The main objectivieadministration management is to
guarantee military task fulfilment and viability dfe military organization in the long

term by constant optimization against the backgdooinpolitical specifications and the

military mandate. Skills like flexibility and thebaity to further common- and self-

development are to be cultivated.

In the past, relatively little importance was ased to these economic considerations
regarding the interpretation of the military ansl @ministrational organizations. This
has to change, however, if an effective armed ®stricture is to be implemented and
maintained

RESEARCH AIMS

In transforming an army into an effectively manageghanization, the research target is
» to analyse the logical particularities of “militaagiministration” and

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

In the long term the military can change from adrfénistrative establishment” to an
“enterprise”. The systematic activity to adminisé@d see to the accomplishment of the

* Compare: Schaefer, Christina; Miller-Osten, ArfEiéektivitat im 6ffentlichen Sektor. In: Die Verwal
tung 2/2006, 247 ff.

® Compare: Schaefer, Christina; Fischer, Jens (Hrsteues Verwaltungsmanagement — Verwaltung
modernisieren, Ressourcen nutzen, Ablaufe optimjeBguttgart 2007; Schedler, Kuno; Proeller, Isabel
la: New Public Management, Bern/Stuttgart/Wien 2006om, Norbert; Ritz, Adrian: Public Manage-
ment — Innovative Konzepte zur Fiihrung im offehilin Sektor, Wiesbaden 2006; Neisser, Heinrich;
Hammerschmid, Gerhard (Hrsg.): Die innovative Vdtway — Perspektiven des New Public Manage-
ment in Osterreich, Wien 1998; Reichard, Christoptirkungsorientiertes Verwaltungsmanagement. In:
Briiggemeier, Martin; Schauer, Reinbert; Schedlemd<(Hrsg.): Controlling und Performance Manage-
ment im Offentlichen Sektor, Bern/Stuttgart/Wier0Z( 3ff.; Reichard, Christoph: Public Management.
In: Voigt, Rudiger; Walkenhaus, Ralf (Hrsg.): Hanitterbuch zur Verwaltungsreform, Wiesbaden 2006,
282 ff.; Jann, Werner: Neues Steuerungsmodell. aBernhard; von Bandemer, Stephan; Nullmeier,
Frank; Wewer, Gottrik (Hrsg.): Handbuch zur Verwalyjsreform, Wiesbaden 2005, 74 ff.; Blanke,
Bernhard; Plaf3, Stefan: Vom schlanken Staat zuimi@ldnden Staat — Leitbilder der Staats- und Ver-
waltungsmodernisierung. In: Behrens, Fritz; HeinRalf G.; Hilbert, Josef, St6be-Blossey, Sybille
(Hrsg.): Ausblicke auf den aktivierenden Staat -n\der Idee zur Strategie, Berlin 2005, 27 ff.; Sttbe
Kuno: Wie entwickelte sich die internationale Debatm das New Public Management? — Versuch einer
Ubersicht. In: Jann, Werner; Réber, Manfred; WolimaHelmut (Hrsg.): Public Management — Grund-
lagen, Wirkungen, Kritik, Berlin 2006, 95 ff.

® See: Breunig, Alexander; Pécher, Harald; Strurerbidrt; Wehrékonomik — Entwicklungen im interna-
tionalen Kontext, Frankfurt/M. 2006, 101 ff.; StmyrHerbert: Management im militdrischen Bereich,
Lohmar/Kéln 2006; Strunz, Herbert: Management iniititi. In: Osterreichische Militérische Zeitschrift
2/2007, 149 ff.; Strunz, Herbert: Public Managemem¥l6glichkeiten fur den militarischen Sektor. In:
Truppendienst 5/2007, 396 ff.



issues instructed by law within the framework ofaaiministrative management, also in
the sense of a contemporary business managemeatbésadministered and provided.
Hereby, reasonable management, in terms of econorgated thinking and acting,
stands in the foreground. In this context, defesmmomics and business administration
are particularly significant. It is important tonél out about effectiveness (“Are we do-
ing the right thing?”), efficiency (“Are we doindpé right thing the right way?”) and
cost effectiveness (“profitability”). In the coureéthe goal setting process — against the
background of public interest — the role of thepowate stakeholder has to be taken into
consideration.

METHODS OF RESEARCH

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

In the framework of this research, a systematidistio approach shall be applied. It
should allow taking into consideration the caudeeatfrelationship and the strengths
within the “military business” and as a consequeteropose successful ways of
structuring.

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

THE EXECUTED RESEARCHES IN DIFFERENT CHAPTERS
The following fundamental scientific tasks and dioes are to be posed:

* Question 1: How can a performance and impact agéegbvernance/regulation be
established on the military sector? (Related reseeovered by chapter I)

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

¢ Question 3: Which particularities have to be takdn consideration at the realisa-
tion of such a concept on the military sector? &l research covered by chapter

)

e Question 4: Which measures have to be taken imsideration at the realisation of
such a concept on the military sector? (Relateglareti covered by chapter Il)



CHAPTER |: CONCEPTS OF DEFENCE ADMINISTRATION AND
MILITARY MANAGEMENT

Here and there the armed forces are referred ttoeasltimate bureaucracy. Administra-
tion and bureaucracy are doubtlessly fundamensilifes of the present social, political
and economic environmehtThis fact in itself is not really a problem. Hoveey the
present development of administration is markedudystantial and increasing broaden-
ing, autonomization and not least rigidity. In {heesst decades economic and social phe-
nomena have developed much quicker than public rmdtration. Therefore, admini-
stration is confronted with completely new tasks.

As a result of such a readjustment of tasks annekte demand for restructuring
emerges. This development also has an impact damiadministratioff. By now, not
only businesses are subject to competition. Whatdhaays been a normal reality to
commercial and private organizations is now indregdg occurring in public institu-
tions. On the one hand, the handling and use afaéa resources according to eco-
nomic criteria, such as cost effectiveness andieffcy, are in demand in order to stay

competitive — in the case of the armed forces twimige operational readinesdn the
other hand, it becomes more and more obvious tngiublic administrations- also in
regards to value performance — it is increasinglgessary to operate according to eco-
nomic principles in order to keep administratiosteyns competitive and most impor-
tantly affordable.

Therefore the question is in how far a more effiti@nd effective configuration of pre-
sent administrative processes in modern armeddascpossible and necessary, and in
how far purely administrative processes can betgutexi or at least supplemented by
management methods. Can a public administrativigutien or an administrative es-
tablishment, in this context especially the miljaoe at least partly managed like a pri-
vate business without endangering its quality am$tnimportantly the access to the
service provided to the public? However, it habéaaken into consideration that eco-
nomic decisions are more time consuming and hdaodtake the larger the concerning
system in which the decision should be applied is.

Before these questions can be constructively psetgshe apparently opposing princi-
ples of administration and management are to bk aéh.

" Compare: Strunz, Herbert: Der Verwaltungsbeghiff. Hofmann, Michael; Zapotoczky, Klaus; Strunz,
Herbert (Hrsg.): Gestaltung 6ffentlicher VerwaltengHeidelberg 1993, 3 ff.

8 Originally: compare von Kortzfleisch, Gert: Miligrganisation. In: Grochla, Erwin (Hrsg.): Handwor-
terbuch der Organisation, Stuttgart 1969, 990rffare updated compare. Haltiner, Karl; Klein, Paul;
Gareis, Sven Bernhard: Strukturprinzipien und Oigtionsmerkmale von Streitkraften. In: Gareis,rSve
Bernhard; Klein, Paul (Hrsg.): Militdr und Soziatsenschaft, Wiesbaden 2004, 15 ff.

°® Compare: Vogel, Rick: Okonomisierung des Offeh#ia? New Public Management in Theorie und
Praxis der Verwaltung. In: Jansen, Stephan A.;datidBirger P., Stehr, Nico (Hrsg.): Die Zukunftsde
Offentlichen, Wiesbaden 2007, 152 ff.; Nowotny, Ewder 6ffentliche Sektor, Berlin/Heidelberg 1999;
Hill, Hermann (Hrsg.): Die Zukunft des 6ffentlich&ektors, Baden-Baden 2006; Osborne, David; Gae-
bler, Ted: Reinventing Government — Mit Unternehgeést zum innovativen Staat, Wien 1997; Badelt,
Christoph: Marktanreize im o6ffentlichen Sektor +aBtgien zur Effizienzsteigerng mit Beispielen aus
den USA; Wien 1987; Richter, Gregor: Okonomisierimgler Bundeswehr. In: Gareis, Sven Bernhard;
Klein, Paul (Hrsg.): Militar und Sozialwissenschaftiesbaden 2004, 40 ff.



1.1 DEFENCE ADMINISTRATION

In general, administration can be described ascasstty to guide and supervise the
individual services and following contributions kimd whereverpeople live together.
These services and contributions in kind corresgorgkrvices as well as common eco-
nomic tasks and objectives, guided by administnatio

A substantial proportion of administrative work@lksxists in enterprises and organiza-
tions managed according to business economic pteiAll individual and common
activities regarding task fulfilment and value permiance demand guidance and control
as well as adjustment to the specified objectiviethe organization. Operational ad-
ministration is the part of the organization whetploits and processes all information
necessary for task fulfilment and value.

Defence administration in particular can more thagthing be understood as the part
of the armed forces which conducts all activitieaaerning establishment and mainte-
nance of their organisational, logistic and finahtiases in order to enable them to pro-
vide the ideal and unlimited allocation of publecarity and defence. Defence admini-
stration primarily serves the purposes of the arfioedes and does normally discern
tasks which do not directly serve the enablementepfoyment. It therefore involves all
organisational entities of the military, which migiserve to guarantee the operational
capability of its armed forces in regards to staffterial and structure as well as other
military relevant fields of duty. In this businessonomic context defence administra-
tion would involve administrative areas such as aamesources, material, property and
budget management without taking concrete measarpsrmanently develop and ad-
just those areas. Beside the military staff ofagffs and soldiers, civil servants and con-
tract public employees are also members of defadognistration. However, an exact
classification of individual organisational entgties often not possible, since functional
and human resource related issues can intermingleei military. This can cause the
following virtual and legal problems:

» Interference with the accomplishment of militarymagement processes;
« Limitations of the military’s operative and tacticapacity to act;

* Ambiguities regarding international law concerniogmbatant status of civilian
employees;

* Ambiguities regarding the status of soldiers inethek administration;

* Problems with civilian employees in defence adntiatgon who are used for de-
ployment, causing repercussions to the managenysténs by influencing the ef-
fectiveness of command;

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

commangd the basic parameters for an effective state asseds Information relevant
to military deployment is useable if it is prefelsalcomprehensive and given in due
time, immediately and without contradictions. THere, an economically structured
and managed administration is of vital importanctéhe military. A substantial feature
of the general work structure in administratiorbissides resuming all warranty respon-
sibilities, the undivided responsibility for thenéincing as well as for the implementa-
tion of performances.



In principal, the concept of administration has#figant advantages, which are among
others:

Firm structures and direct access to the perscharge;

Compact office hierarchy and hierarchy of authowith a high degree of responsi-
bility control and direct guidance of staff witthegh degree of discipline;

Administration bound formation and further educatio

Close functional specialization and consequenttgitbel knowledge of the respec-
tive area;

High computability and traceability of processesl afstract bodies of rules and
regulations;

Rule-based processes with little room for arbitr@ss and relatively good means of
control;

Chain of command with determined vertical commutmicachannels and decision
making processes as well as continuous written meatation and consequently
easy verifiability through a third-party;

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

Evaluations by supervisors are significant whicddto a low level of competition
between the employees and consequently reducesskhef creating a bad work
climate;

No negative impact on the quality of the adducediopemance due to priorities like
profit maximization;

However, conventional administrative systems do alsow weaknesses, which could
be eliminated or at least diminished by applyingedse management methods.

Too many hierarchic levels with unclear interfaggth multiple responsibilities;
Unnecessary separation of professional and resoespensibility

Budgetary deficits due to lack of reallocation po#ities

Executive requirements and controls instead ofiresul target regulation;
Lack of cost-benefit transparency;

Lack of human resources management and unsuitadd@ésrof motivation as well
as too rigid models of payment and appeal;

Blockades on management level by political decisi@kers;
Too strong and inappropriate focus on details;

Hardly any ability of change or innovation;

This shows that administration is not to be congdesomething entirely negative or to
be completely reshaped. Generally it has to be@glauged that state and administra-
tion are necessary and important parts of everiegodowever, there should always
be a search for ways to diminish existing disadvges by supplementation or struc-
tural changes, as they are offered by public managé methods, in a way that the



positive aspects of administration mainly determtime function of the administrative
systenm?

1.2 MILITARY OPERATION AND MANAGEMENT

Initiating the business process of an organizatiamtarget oriented way and to guaran-
tee that it will be smooth and coordinated demandsrresponding creative power. The
necessary incentives and regulating measures euetitents of so called management.
The term management describes the positive infei@mcprocesses, effects, problems,
activities and transactions on all levels of anaoigation. It focuses on task fulfilment

in leadership and therefore on all areas of a@witirected to target achievement of
organisations.

The most concrete processes within managementecdedzrribed as a circle. First, the
objectives and the necessary measures and stsafilegiéheir achievement are deter-
mined, ideally followed by inbound planning of thecessary and existing resources.
After those executive activities an in depth consaarried out.

The aim of management — as well as of administmatias to guarantee the long term
viability of an organisation. The difference istivathis context management acknowl-
edges characteristics like adaptability, flexigiltr progressiveness as evenly necessary
qualities as consistency and coherence. Managementrary to administration, is
therefore taking future oriented considerationth sense of a vision, a philosophy or,
in the military context more appropriately, a st and suitable objectives and plan-
ning.

In this context, the concept of management in atamyl organisation would include,
apart from administration, two areas: troop managenand operational management.
Troop management and also military management septananagement as a military
leading function and generally refer to troop leadduring deployment and field exer-
cises according to military considerations and moeshof leadership directed to the ful-
filment of the military mission as well as all aspgeregarding tactics and operation in-
cluding troop moral. The final objective of miliiamanagement is to achieve a politi-
cally useful success, which under some circumstamegudes the coming to terms
with different situations of crisis. On the stratetgvel, military management has to
determine the military strategic objectives, timanfes, deployment location, available
human and other resources, jurisdiction, respdiigii resources of the civilian divi-
sions and all basic parameters, according to paligpecifications. On the operational
level, military management is supposed to convertdtrategic specifications into con-
crete tasks and commands. It defines operationalsgdevelops concrete options of
action and summarizes them in an operational andnaglishable concept. Its central
feature is the hinge-joint like connection to thetic management level. Tactical lead-
ership is another field of duty within troop leagliand is defined as leadership espe-
cially directed to the deployment and movementrebps. The corresponding manage-
ment task involves all logistic and communicatiaskis in order to guarantee an ideal
leading of military units and their correspondingpgort elementgluring a specific
mission. Based on the strategic and operational |éactical leadership lays down tac-
tical objectives as well as the type of deploymand operation for the subordinate

19 Compare: Bogumil, Jérg; Jann, Werner: Verwaltung ¥erwaltungswissenschaft in Deutschland —
Einflhrung in die Verwaltungswissenschaft, Wieslra2@05



troops and branches of service. Military leaderskipased on the principles of order
and obedience, compliance of mandate and resouecgd,compliance and contempo-
rary personnel management as well as undividedpatsesponsibility of the military
management personnel.

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

Both concepts pay regard to the most economic tisealable resources. In this re-
spect troop management is the most significant wihin the armed forces. After all,

troop deployment is the final purpose of the militand its organizational branches,
and has therefore priority — in spite of all ecomoprinciples.

Management as a function refers to the tasks whare to be administered. These
tasks are divided into management functions andatipeal functions. Management
functions involve: communication, planning and &tngg, decision making, motivation,
organisation and observation. Operational functim®lve: procurement, goods and

services, performance processitfimancing and information. Military management in
the sense of operational functions involves noweatstrategic and operational plan-
ning and guidance as well as aspects of personaehgement, resource management,
organisational development, controlling and quatignagemen®t

Management in the armed forces is therefore arapheeral approach and, according
to the general principles of management, requirasagers. Opposed to this, troop
management involves all military specific aspecid gequires soldiers and officers who
are experts in their field and familiar with thelibary work. If next to administrative
processes management oriented approaches aredaippiiee military, it is the admini-
strations task to provide for the basic conditiémsa successful management in the
sense of a military as well as business economilenstanding and the respective nec-
essary services.

» Compare: Stadler, Christian: Military Ethics. Bundesministerium fiir Landeverteidigung (Hrsg.):
Fihren und Verantworten, Bericht zum Symposium \déssenschaftskommission beim BMLV 12.-
13.11.2002, Wien 2003, 59 ff.

121n this context generally see: Strunz, Herberttdomehmensfiihrung. In: Hardler, Jiirgen (Hrsg.): Be-
triebswirtschaftslehre fiir Ingenieure, Miinchen/Wi2@07, 453 ff.; Bea, Franz X.; Friedl, Birgit;
Schweitzer, Marcell (Hrsg.): Allgemeine Betriebgsihaftslehre — Flihrung, Stuttgart 2005; Schreydgg,
Georg; von Werder, Axel (Hrsg.): Handworterbuch éfnehmensfiihrung und Organisation, Stuttgart
2004; Neuberger, Oswald: Fuhren und flhren lasSeritgart 2002; Strunz, Herbert; Dorsch, Monique:
Management, Minchen/Wien 2001; Robbins, StepheMBraging Today, Upper Saddle River, N. J.
2000; compare: Pichlkastner, Karl; Meurers, BerdhBontanari, Markus: Filhrungs- und Organisations-
lehre II, Wien 1998; Meurers, Bernhard: Fuhrungimen auf Ebene Brigade und Bataillon, Wien
2004; Zeiner, Hubert: Manager in Uniform, Wien 2002

13 Compare: Pichlkastner, Karl; Meurers, Bernhardjt&oari, Markus: Fiihrungs- und Organisationslehre
Il, Wien 1998; Meurers, Bernhard: Fuhrungsverfahaerh Ebene Brigade und Bataillon, Wien 2004;
Zeiner, Hubert: Manager in Uniform, Wien 2002; KsauUIf: Der Schub der 90er Jahre fiir betriebswirt-
schaftliches Denken in der Bundeswehr. In: Schani&iegfried (Hrsg.): Streitkrafte, Okonomie und
Europdische Sicherheit, Dachau 1999, 169 ff.; Binhblans: Anforderungen an die Theorie und Praxis
der Militarokonomie in der Gegenwart. In: Forschsingtitut flr Militarokonomie und angewandte Kon-
version der Gesellschaft fur Militarokonomie (Hisdstreitkrafte als Wirtschaftsbetrieb, Koblenz 299
33 ff.
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Military operation or rather management in the taily as a whole implies target ori-
ented leading and coordination of a military orgation with all its headquarters, loca-
tions, troops and units, focussed on permanentatipeal readiness. All this does not
happen through military administration only, bueda its comprehension.

1.3 THE NECESSITY OF ECONOMIC PRINCIPLES IN DEFENCE ADM-
STRATION

Criticism about public administration also includi® administration of the armed
forces. A lack of efficiency and orientation towsurithe actual necessities of the armed
forces and the population are often mentionedigdbntext. If the reasons for a lack of
efficiency are analysed, the following main probtecan be detectetf:

* On the one hand, politics posts diffuse and erdti@tegic specifications to the ad-
ministration, but on the other hand over contralg tb day implementation.

e Existing hierarchies can be associated with grkiddcdecision making processes
and lack of flexibility.

* An overemphasis on legal regulations, and stafkite basic understanding of
business economy.

« Competences concerning accomplishment, resultgesualirces are often not con-
sistent.

The classic business characteristics also applyiltary organisationg® no matter if in
regards tahe combination of production factolike soil, capital, work or raw materials
to be used, or to the general principles of econafficiency. Thus it is expedient, par-
ticularly in regards to military structures, to qolement or partly replace administrative
processes by a concept based on the principlesoagement®

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

» Sustainability

4 Compare: Brithimeier, Daniel; Haldemann, Theo, kastrdi, Philippe; Schedler, Kuno: Politische
Planung — Mittelfristige Steuerung in der wirkungsatierten Verwaltungsfiihrung, Wien 2001, 72 ff.

!> This is of course to be differentiated. Please mamex Jann, Werner: Verwaltungswissenschaft und
Managementlehre. Blanke, Bernhard; von Bandemephan; Nullmeier, Frank; Wewer, Gottrik (Hrsg.):
Handbuch zur Verwaltungsreform, Wiesbaden 2005ff 5@&ichhorn, Peter: Was kdnnen Unternehmen
und Verwaltungen voneinander lernen? In: Eichh&ater: Offentliche Betriebswirtschaftslehre — Bei-
trdge zu BWL der offentlichen Verwaltung und 6fleriten Unternehmen, Berlin 1997, 131 ff.; Strunz,
Herbert: Administration — Public and Private Managat Today, Frankfurt/M. 1995; Braun, Ginther E.:
Ziele in offentlicher Verwaltung und privatem Betn, Baden-Baden 1988; Rieger, Franz Herbert: Unter-
nehmen und 6ffentliche Verwaltungsbetriebe, Berii83

16 Compare: Rébken, Heike: Managementkonzepte enforei@e kritische Reflexion — Offentliche Ver-
waltungen missen den wirklichen Nutzen pragmatisoterfragen. In: Innovative Verwaltung 3/2007,
12 ff.; Schattenmann, Marc: Strategisches Managemnerdffentlichen Sektor. In: Kreyher, Volker J.
(Hrsg.): Handbuch Politisches Marketing, Baden-Ba#@04, 561 ff.; Schekulin, Manfred: Mehr als nur
eine Managementaufgabe — Strategische Steuerutey identralverwaltung. In: Bauer, Helfried; Biwald,
Peter; Dearing, Elisabeth (Hrsg.): Public GovereancOffentliche Aufgaben gemeinsam erfiillen und
effektiv steuern, Wien/Graz 2005, 174 ff.; Lauxeltard: Privatwirtschaftliche Vorbilder fiir den éxfit-
lichen Sektor. In: Edeling, Thomas; Jann, Werneggwér, Dieter (Hrsg.): Offentliches und privates
Management — Fundamentally Alike in All Unimporté&espects?, Opladen 1998, 72 ff

11



» Cooperation, competition and task review and evalna

* Enhanced awareness of scarcity and reasonablaparioe objectives
* Human resources management instead of staff adrnaitiis

* Openness and responsibility

e Transparency and commensurability

» Efficiency and flexibility

Another criterion for the compatibility of managemh@nd administration is their simi-
larity in regards to management tasks within thdivilual forms of organisation. In
principal, both approaches management as well asn&dration, aim at the efficient
leading of organisations, establishing correspanditructures. However, administra-
tion turns out to be more consistent on the onelhhnt more hieratic on the other
hand. The environment in which an administratioa twafunction today and in the fu-
ture, has drastically changed in deed, and so theveonditions. This can especially be
observed on the military sector. Modern armed f®raee faced withan increasingly
rapid change of security policy and thus task peofi

For defence administration, this implies a broadgmange of duty as well as the neces-
sity of a better adaptability and mutability. Maiy service provision increasingly
works in combination with services of other puldidministrations, non governmental
organisations, economy and on an international |&@nsistency and coherence are no
longer the sole requirements. Other criteria lilexibility and innovation gain signifi-
cance. It is no longer enough to master existinggsses. These processes also have to
be constantly optimized and adapted to social prabland new structural requirements
in order to come to terms with existing and emeggadministrative problems and to
avoid or at least diminish their consequences.

Organizational forms with flat hierarchies, whicancbe found in businesses lead ac-
cording to management principles, do particulaHgvg how necessary flexibility and
adaptability are. New skills and competencies ballrequired from administrative staff.
This does not imply that today’s administrativegmemel are lackinghe latter; in fact,
plenty of unemployed potential lies idle due tor&iral administrative structures. This
overlapping knowledge is to be activated and u€éehrly defined task and responsibil-
ity profiles are important, but it should be keptnind that the staff has the possibility
to work interdisciplinary and comprehensively. Wpriow the individual areas of re-
sponsibility have been quite clearly defined in adstration, however, the majority of
the different areas of activity and competence lklelar divisions as well as the struc-
tured and project bound possibility for interactioetween the individual areas in order
to make team oriented cooperation possible. THeviaig principles of operation dis-
play a more stream-lined administrative organisatio

* Group and team orientation — Tasks are dealt witeams. This fosters competition
within the administration on the one hand, butlendther hand avoids it among the
staff.

» Decentralized personal responsibility — Every taslkaccomplished on one’s own
responsibility while specified quality standardsédo be met.

» Feedback — All activities related to the productaingoods and services go along
with continuous feedback. The reactions of managetegel, environment and sys-
tem serve their own action’s review.
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* Client and performance orientation — All activitiage aimed at the demands of a
certain target group. This implies clarity aboutiethspecific target groups exist
and which demands they have.

* Value creation as a priority — The actual valueting activities are a priority in the
organisation. In this context, value creation refir every increase in use of a ser-
vice

» Standardization — The work environment of everyiiaiial administrative em-
ployee is marked by generally known and commonlyndd standards. However,
these standards are not hieratic but have to fudlegelop in compliance with
changing conditions.

» Continuous optimization — Every staff member taad and is actively involved in
the continuous optimization of performance process®l internal structures.

* Prevention of failures — Failures are importantraiicators, because they point out
deficiencies in the system. Even internal consumaeescustomers, who can imme-
diately react to failures in order to respond tckiaof quality quickly and right at
the source.

* Thinking and planning ahead — Failures can to gelaxtent be avoided by preco-
cious planning. The period of planning can by atams be longer in order to
achieve a shorter period of implementation.

» Little, controlled steps — Evolution is more im@ort than revolution. Changes lead
to development if they are occurring within a clgatefined framework. Results
achieved by larger, but rather one sided stepsually not very sustainable.

Common and consistent control mechanisms, if ptessiith the according standard-
ized rules and regulations as well as structunaes,aareconstruction of inner infrastruc-
ture would substantially increase the efficiencyadministrative systems.

Innovation friendly and more lenient interpretasasf internal administrative structures
can contribute considerably to making military adisirative services more attractive.
This tendency calls for standardized thinking a#l & for the direct search for contro-

versy. Solutions are to be developed right at g&girining when projects are to be ini-
tiated. New methods are to be developed, leadin @pholistic and cross-linked view
on their own role withira higher ranking system with all its challengesasmns, conse-

guences and the corresponding interest groups get&tions. It is important to real-
ize that some problems are to be considered inemiom with other, higher ranking

problems of economic, ecologic and security pdltinature. Focussing only on the
solution of problems which effect ones own businesso longer sufficient in order to

develop constructive and effective approaches digusolutions and innovatio.

" Compare: Strunz, Herbert: Einzelwirtschaft und @ewohl. In: Zeitschrift fir Ganzheitsforschung
IV/2004, 182 ff.; Strunz, Herbert: Betriebswirtsfiséehre und Gemeinwohl. In: Pracher, Christian;
Strunz, Herbert (Hrsg.): Wissenschaft um der Meeschillen, Berlin 2003, 613 ff.; Kénig, Klaus;
Fuchtner, Natascha: ,Schlanker Staat" — eine Agetetaverwaltungsmodernisierung im Bund, Baden-
Baden 2000, 326 ff.
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1.4 COST EFFECTIVENESS IN REFORM

If a military administrative system is to be restured through the application ptiblic
management methods in order to make it more efficd cost-effective, substantial
steps of reform are undoubtedly necessary. Howéwverjevelopment and implementa-
tion of such reforms aimed at more efficiency afidativeness have often caused prob-
lems, which put the cost-effectiveness of the rafaself into question. These problems
often emerge from a lack of consent regarding wimalevations and changes are desir-
able and necessary and about how and where thejdsb® implemented.

Therefore, not only new forms of service provisemd administration together with
new ways to deal with administrative processesiacessary, but also the terms as such
need to be redefined. It also has to be consideradthese new concepts are to be han-
dled. Above all that, it has to be considered hbgytare to be implemented in form of
a structured reform.

In order to frame these processes of change witl@radministration in a cost-effective
way, it is important to recognize higher-rankinghgections and to take appropriate
measures to adjust the corresponding steps ofmefeeveral economic and managerial
tools are already applied in relation to this wayedorm in order to optimize circum-
stances related to controlling, delegation, coatiim, regulation etc., even before eco-
nomic tools are implemented into administrativecpsses®

Typical characteristics of such an implementatiaamong others:
« Efficiency due to clear objectives and strategies;

« Division and delegation of clearly divided areasdoty and responsibility during
the reformation process;

» Suggesting changes of focus and enhancing indiviexecutive responsibility in
the individual administrative areas;

* Internal knowledge transfer and coordinated infarommanagement;
« Disclosure of possible alternatives regarding thplementation process;

* Regular controls and feedback about the progressecoing individual reform re-
lated steps;

Reforms, as changes from top to bottom, and tramsftions, as changes from bottom
to top, should be equally supported and implemeritethis context, the same level of
importanceis to be ascribed to both approaches. The supemaoa certain responsi-
bility to provide, in the same way as the subortiifaas a responsibility to obtain. It is
of decisive importance to involve all parti€s.

18 vgl. Strunz, Herbert; Breunig, Alexander: Verwalgsreformarbeit im Osterreichischen Bundesheer.
In: Zapotoczky, Klaus; Pracher, Christian; Struderbert (Hrsg.): Verwaltung innovativ, Linz 2007311

ff.; Promberger, Kurt; Koler, Daniel; Koschar, DaginH.: Leistungs- und wirkungsorientierte Steuerung
in der Polizei, Wien/Graz 2005; Strunz, Herbertrwatung — Einfiihrung in das Management von Or-
ganisationen, Minchen/Wien 1993, 170 ff.

19 Compare: Bogumil, Jérg: Verwaltungsreform. In: §oiRiidiger; Walkenhaus, Ralf (Hrsg.): Handwér-
terbuch zur Verwaltungsreform, Wiesbaden 2006, 868oukaert, Geert: Die Dynamik von Verwal-
tungsreformen — Zusammenhange und Kontexte vonriRefimd Wandel. In: Jann, Werner; Bogumil,
Jorg; Boukaert, Geert; Budaus, Dietrich; Holtkatogrs; Ki3ler, Leo; Kuhlmann, Sabine; Mezger, Erika;
Reichard, Christoph; Wollmann, Hellmut: Status-RéMerwaltungsreform — Eine Zwischenbilanz nach
zehn Jahren, Berlin 2006, 22 ff.; Strunz, HerbEdhler-Norek, Christine; Edtstadler, Karl W. (Hpsg.
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The development of master plans and long termegfi@specifications is to be strived

for and should be geared to social, internal adstriative and economic concerns. This
way, insecurity about the whole purpose of the anmnted changes is diminished as
well as doubts about the stability of new politjicatiministrative, social and security

political models. The complexity of administratioannot be “administered away” but

has to be reduced by adequate communication andination during the reform.

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

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

The development of systematic and repeatable ev@uprocesses would be an impor-
tant precondition for the optimization of militatgsks, divided and implemented by
different methods. Strengths and weaknesses waddopiously be detected and it
would be possible to develop adequate individuaktepts for improvement of the indi-
vidual areas of responsibilify.

Internal administrative contradictions often inezd with positive reform approaches or
block them completely. Self-created competitionmimitthe administrations often leads
to expensive delays and precipitant new conceptiSaosh situations can finally cause
whole reform projects to fail.

It is therefore a main objective to avoid such rinéé contradictions. Reform projects
should not only be defined as a complete concepgherwhole, but as a process with
clear intermediate goals. In this context the idtiction of new methods of public or
military management are good examples. The indalidteps of reform do not neces-
sarily have to be implemented at the same timdliaraas. Reform projects are often
confronted with certain animosities. However, ostyne parts of reforms have effects
on the individual administrative divisions and thetual changes resulting from it are
considered to be absolutely manageable and nobdwb to implement. It is therefore
necessary not only to clearly define the stepsfdrm for the respective areas of duty
within the administration, but also to strictly segte and define the future areas of ac-
tivity and new challenges which should be met dgma in as many parts of admini-

Offentliche Verwaltung im Wandel — Wirtschaftlicliad rechtliche Aspekte des Managements offentli-
cher Aufgaben, Wien 1996

20 Compare: Promberger, Kurt; Bernhart, Josef; Nieoféer, Carmen: Grundlagen zur Evaluation von
Verwaltungsreformen, Wien 2006; Bogumil, Jérg: Realle und Perspektiven der Leistungsmessung in
Politik und Verwaltung. In: Kuhlmann, Sabine; Bogyniérg; Wollmann, Hellmut (Hrsg.): Leistungs-
messung und -vergleich in Politik und VerwaltundKenzepte und Praxis, Wiesbaden 2004, 392 ff.;
Promberger, Kurt; Bernhart, Josef; Niederkoflertr@an: Grundlagen zur Evaluation von Verwaltungsre-
formen, Wien 2006, 37 ff.; Blanke, Bernhard; vomBamer, Stephan; Nullmeier Frank; Wewer, Gottrik
(Hrsg.): Handbuch zur Verwaltungsreform, Wiesba#@e@5s, 502 ff.; Kirchhoff, Glnter: Was ist den die
Leistung in militarischen Angelegenheiten?,éRi&/Brno 2002; Dahler-Larsen, Peter: Evaluation and
Public Management. In: Ferlie, Ewan; Lynn, Laurekcdr.; Pollitt, Christopher: The Oxford Handbook
of Public Management, Oxford/New York 2005, 616 €hriste-Zeyse; Jochen: Neue Steuerung in der
Krise? Ein Forschungsbeitrag zur Evaluation erfaliggscher Faktoren in Reformprojekten der Polizei.
In: Hoffmann, Rainer (Hrsg.): Empirische Polizefohung VII: Evaluation und Polizei — Konzeptionelle
methodische und empirische Einblicke in ein Forsgsteld, Frankfurt/Main 2006, 34 ff.
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stration as possible. It should be clearly exprebsgeere and why changes in admini-
stration are appropriate and necessary and howareyntended to be implemented.
Possible animosities against reform can be avoiddde fore-front by precocious and
balanced communication and by explaining the imhligl steps of implementation and
the corresponding consequences to the differerstsané duty in detail. As a conse-
guence, the probability of cost pressure due tecessary delays can be reduced effec-
tively.

If possible, it should be considered to involve @dities and people concerned. Open
discussions about possible problems enhance aititefaccooperation between all par-
ties concerned during implementation and can thezetontribute to significantly
shorten the reform process.

The previous subdivision of reform projects intdiindual stages and implementation
areas allows a more exact calculation of cost Aeddispatching of special budgets as
financial buffersand their disposition. Furthermore, the establightnaed allocation of
particular budgets encourages cost-consciousnegkeinindividual divisions, since
competition over the available funds is alreadyiedrout beforehand and can therefore
be reduced at an early stage, it can be widelydaedbbetween the divisions during the
actual implementation process. Every division aedagdtment would have to administer
their own established budgets and be held respentiband requested to justify cost
overruns. This way, the principle of divided redatg and resource responsibilities
could precociously be applied during reform.

Furthermore, it is highly recommendable to estabbscentral platform in order to
avoid unnecessary discussions and controversiespita of additional expenses it is
also recommendable to appoint a third party, fstance an external consultant with a
political or economic background, acting as a co@ir between the individual levels
during the different steps of reform. It reduces tfanger of emerging frictions during
reform work which could interfere with the proce8sdditionally their ‘outside perspec-
tive’ allows the creation of new models for a coustive coexistence of the individual
areas of activity and a neutral buffer-zone for malicontrol. This is of special signifi-
cance for reform projects in military administratjgince competition is to be expected
with gle implementation of new procedures, foranse between civilian and military
staff.

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

» Development of a conceptual framework for the im@atation of innovations and
changes;

* Detailed information of staff about the respectweps of reform;

« Development of economic methods and tools espgadabigned for and adjusted to
military particularities and requirements;

2L Compare: Zuberbiihler, Christa: Vom AmtsschimmehZ&ennpferd — Wenn Mediation in der &ffent-
lichen Verwaltung Gewinner schafft. In: Zapotoczkyaus; Pracher, Christian; Strunz, Herbert (Hrsg.)
Verwaltung innovativ, Linz 2007, 231ff.; Gittel, Wgang H.; Strunz, Herbert: Konfliktmanagement in
der offentlichen Verwaltung. In: Strunz, Herberghfer-Norek, Christine; Edtstadler, Karl W. (Hrsg.)
Offentliche Verwaltung im Wandel — Wirtschaftlicliad rechtliche Aspekte des Managements 6ffentli-
cher Aufgaben, Wien 1996, 219 ff.; Fisch, Rudolfidéfstinde gegen Veranderungen in Behdrden —
sozialpsychologische Perspektiven. In: Konig, Klgdssg.): Verwaltung und Verwaltungsforschung —
Deutsche Verwaltung an der Wende zum 21. Jahrhyrigieeyer 2000, 149 ff.
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* Implementation of reform steps through selectedtgtojects with subsequent fur-
ther diversification;

e Support of implementation by coaching methods amttiete information adapted
to the specific requirements of military types ofanization;

» Establishment of the preconditions for continuoegedopment and improvement;

In spite of relevant and specialized consultanbeg, actual decision about upcoming
projects and endeavours would still be reservethéomanagement level. Apart from

regular controls and observations through speeid)iappointed commissions, the man-
agement level could concentrate on the definitibnlpectives and their adjustment to

relevant changes in the administrative environm&he demand for consultancy and

co-determination arose from the fact that systeave lshown to be significantly more

efficient, if the interests of all parties involvéad been referred to, taken into consid-
eration or at least been listened to. This way, imas support of the project can be

guaranteed. It can therefore be concluded thahireform of administration and per-

formance processes not only the layout of the padoces itself is of significance to

the respective interests, but also the focus omptbeess of reaching a consensus within
the respective administration which is supposdthaily deliver the performance.

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

1.5 KEYNOTES OF ECONOMIC ACTING IN REGARDS TO THE CONCE
TION OF STRATEGIC DECISIONS

An essential part of economic considerations isoltect findings and experiences from
economic respectively business processes, to d@ealoem and to provide suggestions
based on those findings in regards to how orgadaisaican design their internal proc-
esses in the most optimal way. Probably more thaany other public administrations
the principle of effective economic acting countsbould count when it comes to stra-
tegic decisions, especially in the armed forcesiencdorresponding administrative enti-
ties. All organisational structures and their fertldevelopment depend on a coherent
and concrete strategy. All processes and tasksilitamy organisations are directed to
the development and leading of the armed forcasedisas to the unlimited allocation
of security and permanent operational readifiess.

Against this background, all strategic decisionadministrations basically incorporate
the specification and layout of management anddination strategies of a business or
organisation; thus the regulation of all issuesceoning jurisdiction, responsibilities,
power, claims and control. The objective is to cdeisthe beneficiary, in the case of
the military the active military staff and of coarthe population, as the primary interest
group of an administrative system and to becomstay perceptive towards the rights
and requests of those ‘clients’; in spite of orezsally through the increase and optimi-
zation of efficiency and effectiveness. Howeveesth changes must not be made at the
cost of their own stability and integrity. Determadh military rules and regulations as
well as processes imply the same, even again$tatieground of economic efficiency.

22 Compare: Eichhorn, Peter: Das Prinzip Wirtschefiteit, Wiesbaden 2005
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Economic thinking and acting also changes basistores concerning the initiation of
strategic changes.The question of how specifications and changesnapéemented is
no longer the sole crucial factor, but also furtheestions emerge:

* Where and in which ways is a certain interventi@eassary and which mid and
long-term effects and costs are connected with it?

* Do the expected optimizations compensate for thernpial costs of those interven-
tions?

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

Profitability, meaning the increase of efficiengy deetermined performance parameters
on the one hand, and performance maximization doupto determined requirements
regarding effort and cost on the other hand, somesticonflict with the provision and
maintenance of unlimited operational readiness.

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

* How can ‘success’ or ‘output’ be characterized miktary administration?

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

*  Which economic tools are required where and in wifbem?
* In which ways are these tools compatible and apple?

Which possibilities and basic approaches are coabt in spite of those antagonisms
and problems of economic specifications in militadyninistrative systems?

Achievable requirements for such an economic im&gbion would be among others:
* Development of a business economic over-all confcemtefence administration;
» Development of a mission statement and vision &ece administration;

» Breaking of taboos and permanent questioning atgires and processes;

» Development of a strategic and operational comtiglconcept for defence admini-
stration;

% The relatively few experts in the filed of so edll‘defense economics’ have been dealing with aimil
— and also with the following- questions, tryinghimach the issue of economic aspects on the ryilita
sector. In this context please compare e.g.: SahdnBiegfried (Hrsg.): Militarékonomie — Rickbliek
fur die Gegenwart, Ausblicke fur die Zukunft, Daai2002; Schonherr, Siegfried; Einhorn, Hans (Hrsg.)
Militarokonomie auf dem Weg zur europaischen Koafien, Dachau 2001; Hahn, Oswald: Militarbe-
triebslehre, Berlin 1997; Sandler, Todd; Hartlewitd: The Economics of Defense, Cambridge/New
York/Melbourne 1995; Kirchhoff, Gunter (Hrsg.): Hibuch zur Okonomie der Verteidigungspolitik,
Regensburg 1986
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» Optimization of strategic decision making processeshe management level and
enhanced delegation of activities concerning tafiirhent to previous administra-
tive areas;

* Long term transformation from the military as amaaistration to the military as a
business by application of business economic piesiconcerning legislative and
executive tasks;

* Promotion of individual task, resource, cost anttome responsibility;
* Focus on guarantee rather than on performance;

* Reduction of bureaucracy, simplification of pro@ssstransparency of processes,
optimization of internal information systems, cleraassignments of responsibilities;

* Optimization of use and application of availablsarces;

* Enhances creation of awareness among the managargobmation campaigns,
lectures and publications;

« Improvement of business economic basic understgndmong the managers by
further education and training;

* Increase of economically trained personnel in kesitmpns;

* Enhanced assignment of external consultants andfieséernal resources;
* Finding of concepts to integrate the individualearef responsibility;

« Enhanced cooperation ability of military institutsy

* Development of organizational structures towardgemmotivation and personal
responsibility;

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

Furthermore, the economic conception of strategigsions in defence administration
is directed to the change of existing administeafiwocesses towards more flexibility,
more economic oriented thinking and acting of thenmistrative staff, an enhanced
focus of internal administrative processes on troeguirements and therefore an en-
hanced orientation towards the future, away framoatly hieratic administration.

In this context, the following principles should tagen into consideration:

« Decisions should always be considered as partsafger over-all picture and pre-
vious planning accordingly adjusted.

* The choice of the appropriate tool for the concretbvidual case is important as
well as the application of adequate rules and ed¢guis in regards to the implemen-
tation of specifications.

* Rules and regulations are to be abstracted in ategycan still serve as guidelines
and points of reference, but also provide sufficr@om for necessary interpretation
and adjustments in case of unforeseen incidents.
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* Importance has to be attached to the establishafentand operation within — ade-
guate parameters with more freedom of action feratiministrative staff.

* Provident development of catalogues of alternatares alternative concepts, allow-
ing their quick application is of increasing impante.

* Regular and mutual controls and inspections of anglérs and processes in regards
to relevance and profitability are to be strived fo

Apart from constantly updated planning parametera/@l as effective and exact plan-
ning, the establishment of committees is recommigedavhich are exclusively dedi-
cated to working out solutions for emerging prolderfter all, avoiding problems is
considerably less expensive than the compensatim@solting losses.

Comprehensive analysis is a fundamental precomdfto all planning efforts in order
to develop a strategy. Due to the increasing coxiglef present and future develop-
ments, environment analyses necessary for the fation of a strategy, have to meet
with considerable requirements. In the case oftamyliorganisations significant social
changes in their environment can be observed. Té¢temgges have a considerable influ-
ence on the development of the military and havieetintegrated into the development
of strategies. The acquisition of reliable and coehpnsible data about all influencing
factors necessary for evaluation is a key prolftem.

A str%egic conception developed from analysis khba based on the following ques-
tions:

* Is an integrated strategy evident and was it gefiity communicated to all effected
parties?

* Does the strategy account for all present and éypasssibilities?

* Does the strategy match the presently availablauress?

* Are the individual parts of the strategy and tlegulting objectives consistent?
* Are the risks calculable and compatible with théeptial of the organisation?

* Do all effected parties support the strategy?

Instead of numerous separate and small, short pdamming efforts in individual enti-
ties the aim should be to develop a concept fagelarcollective basic planning as a
strategic basis for following planning processemdividual areas and to establish them
as guidelines for proceeding further. Informatiord anformation processing are the
keys to success for those committees.

The integration of economic thinking and actingameing strategic decisions in ad-
ministration in general, and defence administratoparticular, has to primarily serve a
certain purpose. Not only is unobstructed servicwipion to be guaranteed, but also in
the long term, in a permanently changing envirornnae by taking business economic
principles into consideration. One of the most imigat decisions in this context is the

24 Compare: Siedschlag, Alexander (Hrsg.): Methoden sicherheitspolitischen Analyse, Wiesbaden
2006

% Compare: Strunz, Herbert: Orientierung in schwjiem Terrain — Konzeption strategischer Entschei-
dungen. In: Sadowski, Ulf; Glai, Michaela (Hrs&lrategisches Denken und Handeln, Miinchen/Mering
2006, 9 ff.
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basic interpretation of infrastructure of defendenaistration and its interaction with
the active armed forces.

1.6 CENTRALIZATION VS. DECENTRALIZATION

Up to now, a controversy between generally deckréch and absolutely centralized
structures was evident. Both forms of organisatiave advantages, but also show con-
siderable disadvantages and weaknesses in the igttatiie system when applied ex-
clusively. It can often be observed, that for ins&@ procurement, regardless if human
resources or the acquisition of heavy gear arearoed, is often subject to centralized
decisions. On the one hand, it is a considerablaradge in regards to control of neces-
sary expenses and general demand. On the other ihasdather questionable if the
qualitative demands in certain fields — e.g. thétany — and in different locations are
adequately supplied. In many fields of administratthe regulation of performance
processes currently occurs by centralized allonadiobudgets. However, this leads to
an unnecessary separation of professional and nasaasponsibilities, limiting the
individual scope of action in regards to availaldsources considerably. Unused re-
sources can usually not be used for other divisidhgs way, any motivation for cost-
and performance oriented acting is a pribeing oppressed. Centralization therefore
bares the danger of ‘administering past’ the agheaformance objectives and require-
ments.

On the other hand, there are critical voices clagrthat the principle of decentralized
task division, self-regulation and control does wotk in public administrations; that
there are no natural sanction mechanisms in cdskslue or mismanagement, as it
occurs in economy under market conditions. Wrongjsitens would lead to the failure
of the whole organisation. Therefore, permanentrotsias a precondition and measure
of protection are self evident. Administration fr@bove is a necessity, since the indi-
vidual administrative organisations do not posgsasswill, nor the knowledge about
higher ranking over all relations or the power twomomously implement objectives or
to pursue home-made innovatidfis.

The lack of budget and scope of action, the danfjercreasing bureaucracy and inter-
nal confusion is often claimed to be the reasomafstrong tendency towards and sole
concentration on only one of the above mentionedimidtrative and organisational
principles.

Of course it is not possible to abstract everythingl it is unlimitedly valid. The oppo-
site of a complete individualisation of specificas, processes and structures is also
very improbable. Effectively and efficiently govedhadministrations 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,

% |n this context please see the efforts in Auseig; Bundeskanzleramt Osterreich (Hrsg.): Das ‘derw
tungsinnovationsprogramm der Bundesregierung -eZidlaRnahmen, Ergebnisse — Bilanz 2006, Wien
2006; Reichard, Christoph; Bals, Hansjurgen; Hatkns (Hrsg.): Verwaltungsreform: Warum und wie,
Minchen 2002, 31 ff.

21



* General rules and regulations and individual sohsj
» Efficiency and stability,
* And therefore between profitability and common \aedf

As a consequence the question emerges of whetgeldan middle way between the
two types of organisation, namely centralization andedé&alization, can be found,
which preferably has only few negative side effemtscost structure and traceability.
Previously, a division into the following functidrereas should be possible:

» Strategic control functions affecting the whole auistration,
» Strategic control functions affecting only one d&ypent,

» Operational functions affecting the whole admirittn

» Operational functions affecting only one department

The strategic and operational function affecting Whole administrative organisation
should doubtlessly to a large extent remain a padentralized responsibility. Opera-
tional functions affecting individual departmentancbe decentralized. In regards to
strategic functions affecting individual departngeitthas to be decided individually and
as the case arises where higher specialized congieteand effective forces can be
found. In the case of the military it is more recoandable in such cases to stick to cen-
tralization, since some situations require direetsures from the political and military
command. The principle of the primacy of politicsvards the armed forces should in
any case be preservéd.

A general and ideal concept would be a developriewards a centralized generaliza-
tion on the one hand, and a decentralized conaretiothe other hand. It will hardly be
possible to completely implement such a princiflee sheer diversity of individual

interests would make this attempt fail, but it cbat least help in finding possibilities
and ways for a reform of mostly centralized or awdized administrative systems
towards such a combined orientation.

Administrative acting away from general centrali@attowards self-dependent action

and control, but with a centralized coordination ba aimed at and considered to be an
absolutely realistic goal. Especially since it lsaewn that centralized and holistically

coordinated and guided but on principal independert self dependent actors, are
more productive and efficient and their work maustainable.

The military as an executive organ is peculiar¢aiit is a politically and socially highly
sensitive and complex system in which an ideairse of action only partly allows for

" Compare: Strunz, Herbert: Staat, Wirtschaften @ogernance. In: Zapotoczky, Klaus; Pracher, Chris-
tian; Strunz, Herbert (Hrsg.): Verwaltung innovativnz 2007, 67 ff.; Rossmann, Bruno: Zur Bedeutung
der Governance im Rahmen der Reorganisation deseStdn: Bauer, Helfried; Biwald, Peter; Dearing,
Elisabeth (Hrsg.): Public Governance — Offentlighifigaben gemeinsam erfiillen und effektiv steuern,
Wien/Graz 2005, 19 ff.; Reichard, Christoph: Gowewe offentlicher Dienstleistungen. In: Budaus,
Dietrich; Schauer, Reinbert; Reichard, Christopins(}): Public und Nonprofit Management — Neuere
Entwicklungen und aktuelle Problemfelder, Linz/Hamdp 2002, 26 ff.; Hill, Hermann: Von Good Go-
vernance zu Public Leadership. In: Verwaltung urehijement 2/2006, 81 ff.; Schuppert, Gunnar Folke
(Hrsg.): Governance-Forschung, Baden-Baden 2005d&$) Roderick A. W..: Understanding Gover-
nance — Policy Network, Governance, Reflexivity akmtountability, Buckingham/Philadelphia 1997;
Reichard, Christoph: Neue Ansétze der Fuhrung ueituhg. In: Konig, Klaus; Siedentopf, Heinrich
(Hrsg.): Offentliche Verwaltung in Deutschland, BaeBaden 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 ohgeal transformation and optimization
processes the armed forces will not always be stibjpeexceptions compared to other
organisations of public administration.

There has to be an understanding of the fact teafpplication of economic, military
or political approaches only will lead to a failuneoptimization of military tasks due to
its one-sidedness. Therefore the principles of @oesiss and to include different internal
interest groups at least to some extent also aggpljpe administration of the armed
forces. The basis of military goods and servicaddcbe broadened and decentralized,
while defence administration itself could maintaminner stability.

One objective of the implementation of public masragnt methods in the administra-
tion of the armed forces should be the search donections to other administrative
levels and interest groups, especially to econdingoes without saying that sensitive
areas will remain as su@nd no unlimited access will be granted.

Conceivable approaches to the optimization of #lations between centralized and
decentralized administrative policies and the beo&thy of the cooperation ability of
military institutions are:

* Improving the dialogue between military and nonHaily organizations regarding
the development of new programmes with supra-regiand overlapping military
dimensions;

* Improved elaboration of long term objectives anatsgic points of orientation in
and between the individual location managementsrder to allow a refocusingf
the administering institutions;

* Motivation to and promotion of cooperation and exue programmes not only
between the different locations and one centraliaidinative entity but also be-
tween locations and individual departments.

Since flexibility and a high degree of mobility a@esential, it has to be adapted to a
decentralized approach regarding such a contr@#dblishment of cooperations and
alliances. That is to say that the initiative fbe testablishment of regional and supra-
regional network should rather emanate from theviddal locations or military dis-
tricts. Of course, centralized approval and momtpprocesses would still be necessary
for cooperations with a high level of informationdaknowledge exchange. These proc-
esses are rather time consuming, but do serve #n@enance of general security. The
determination of the details regarding the setfuha@se networks should, however, still
remain the domain of thdecentralized and regional entities and partndns Will not
only improve the performance of the military bug@abroaden its scope of performance.

The division of executive tasks in individual aredsactivity should be flexible in order
to allow that, depending on the current requiremetatsks can be distributed, learned
and taken up more quickly. An exact division of gatencies within the corresponding
area of activity is necessary. Nevertheless it shbe possible to work more project-
oriented and flexible within the spheres of compe¢e If the areas of activity are
clearly divided, this interpretation allows the alance of redundancies and neverthe-
less enhances internal communication and indepeémdendination. Such a structural
interpretation can absolutely be considered asngipte of self-regulation, according to
which governance is to be primarily based on objestand values and not on formal
and legal procedures.
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However, in spite of all given competencies, depetbcontrol mechanisms should give

the management level a permanent overview of execatiministration. In this way
the expertise regarding implementation and sengaeentralized, while théinancing
and allocation of resources, remain largely a edim&rd responsibility.

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

If a decision is made in favour of the further depenent of decentralized professional
and resource responsibility, certain general franfesction have to be specified by a
central level. Among others, the following pointe & be taken into consideration:

» Specification of maximum scopes of action and sadpadividual decision making
within them;

» Specification of guidelines which enhance centeslizontrol and budget allocation
while considering decentralized implementation eegburce responsibility;

e Tools to establish transparency of financial atiigi in the individual cost centres
and locations;

« Ranges of competencies for the executive staff;

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

» Specifications for building flexible forms of orgaations and project groups.

However, such an implementation is also a problepart from the reform of current
areas of activities it requires the ability to coles its own areas of activity as part of an
over-all system and to measure when, where anditsawn actions can and have to be
changed or adjusted. This requires a way of thopkiimected towards finding new pos-
sibilities to achieve and process objectives aséistanstead of purely focussing on ju-
risdictions and responsibilities or the correcffifoent and implementation of tasks.
Integrated and interdisciplinary thinking is abdely essential in order to act according
to these modern principles and should increasibglyncorporated in internal adminis-
trative and military education.

.6.1 LOCATION MANAGEMENT

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

From a single economic point of view, the role lod military as a regional and supra-
regional demander and supplier of employment isoti@mt in regards to the economic
significance of military locations. Especially agsti the background of the current con-
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version efforts in many armed forces and the camsegreduction of the respective
administrative agencies this topic gains signifiefi

Regarding employment aspects, it can be differettidetween the effects of created
jobs on the regional labour market and the efféexpenses made by the military and
civilian staff on the region’s economy. The creajelos are largely independent from
the respective economic cycle, since every recipémwage or pay can be assigned to a
particular location, a corresponding evaluationhef regional stimuli regarding particu-
lar trade sectors and their influence on exterlas | Therefore, defence expenses have,
from the point of view of the central administratilevel, not only macro- and single
economic but also particular regional economic disn@ns. It has to be evaluated
which regions these expenses flow to, where thayead to incomes of private house-
holds and businesses and where they can virtuaisesas instruments for regional eco-
nomic policies and politics’

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

In order to achieve an increase of profitabilitydanstronger focus on performance in
military governance, a concrete reflexion on lomatrelated topics stands in the fore-
ground. Even before considering location manageragran economic factor, the pos-
sibilities of location management as military besises respectively, location manage-
ment itself had been of intereSuch a consideration will follow below, directing t
several approaches towards designing ways of conaation and interaction between
locations and centralized administrative units agfaihe background of centralized and
decentralized governance aspects.

1.6.2 INTERACTION BETWEEN LOCATION AND CENTRALIZED MILITARY
MANAGEMENT

In order to create a structure where the speddicadf objectives and leadership re-
sponsibilities are centralized while implementaticgsource responsibility, adjustment
and realization are decentralized tasks, an imgronteraction between the regional,
national and central level and defence administnais required. Public management

8 Compare: Einhorn, Hans: Aktuelle Probleme der Kswnsforschung. In: Schénherr, Siegfried
(Hrsg.): Militarékonomie auf dem Weg zur europaeschKooperation, Dachau 2001, 57 ff.; Bald, Detlef:
Militar, Okonomie und Konversion, Baden-Baden 1998erner, Bernd: Regionalentwicklung durch
Konversionspolitik, Frankfurt/Main 2002, 19; DreehsEberhard: Probleme der Ristungskonversion in
Mittel-, Ost- und Sidosteuropa. In: Forschungsiustiir Militarokonomie und angewandte Konversion
(Hrsg.): Verteidigung und Okonomie, Koblenz 1999,fiZ; Breunig, Alexander; Pdcher, Harald; Strunz,
Herbert: Wehrékonomik. Entwicklungen im internataben Kontext, Frankfurt/Main 2006, 351 ff.

29 Compare: Trattnig, Gunther: Wirtschaftspolitis¢hteressen als Grundlage nationaler und supranatio-
naler Sicherheitspolitik. In: Osterreichische Mitische Zeitschrift 4/2000, 429 ff.

%0 Compare e.g.: Pécher, Harald: Geld, Geld und redemal Geld ... Streitkrafte und Wirtschaft — Das
Osterreichische Bundesheer als WirtschaftsfaktarMB5 bis in die Gegenwart, Wien 2006
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approaches aim at the development of an intensiietical — horizontal dialogue, try-
ing to avoid strict thinking and acting in appabhemdependent areas of responsibility.

Paradoxically, complex systems in particular regdiiexible structures, but have a ten-
dency to hieratic and incrusted processes. Thigdtseefom a lack of cooperation and
interaction, since highly complex links with congaiied and hardly transparent infor-
mation paths are developing simultaneously. Th@hspcan hardly be combined and
coordinated with one another, which raises the toquef how communication and

interaction abilities can be improved and becomeenedfective?

Ways to a better division and coordination of decis, decision making levels, deci-
sion makers and finally implementation processestarbe found. Therefore, a bal-
anced relationship between the development andidiviof responsibilities and tasks in
the location’s administrative units and the centtalence administration has to be es-
tablished, in order to create a flexible but stilar and manageable system. However,
this depends on the individual organisational atmdctural parameters of a nation’s
armed forces. Transparency is not only a necegsitgptimization within the adminis-
trative organisations but also for establishinguaderstanding among the employees
and of course the military staff.

In economic terms, this means the allocation ofafenal management to the adminis-
trative units of the individual locations and thencentration of strategic executive
powers and controls within central administrativepartments. Therefore virtually a
consistent regulation of diversified and individuadplementation concepts based on
holistic, superior objectives, all interest grolgagely agree with.

Several performances could be sourced out to thigidual military locations so that a
general and binding body of rules, regulations pndciples is specified, but leaving
enough leeway for the individual departments ineoitd allow for adequate corrections
and adjustments. This would have positive effentthe department’s authority of deci-
sion. It would accelerate and shorten the developmeocesses and specifications of
guidelines and regulations, without endangeringr thtability and general liability. At
the same time, negative competition between thanisgtions and departments could
be exchanged by internal competitive effects and thimultaneously increase effec-
tiveness and efficiency.

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

bigger organisationsThis implies a higher degree of specialization &ndw-how in
detail, but makes decision making and processirgwalole considerably quicker, eas-
ler and especially more comprehensible to all parmvolved. New projects would be
consistently designed, planned and operated, lmgepsed quickly, and dkexible and
decentralized. On the one hand, this would reqgihesestablishment of coordinating
units on a central level, but on the other han@ gine management level more liberty to
concentrate on core tasks like planning and sti@tegrision making.

The enhanced establishment and development of rietvietween locations and ad-
ministrative organisations is to be strived fonc& they demonstrate an ability to make
target achievement processes more productive dinieet than current vertical struc-
tures. These are simply forwarding tasks from wadttom, diluting them more and
more by the disproportionate imposition of detaitsl authorizations.

Again, this requires a centralized control unit ingvan overview of the system as a
whole, managing the connections of all individualmponents by direct and regular
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evaluation processes. In turn, this releases digman troop and administrative loca-
tions, which could be used more cost-effectivelgt emasonably. Possible consequences
could be streamlining and enhanced competitiverdésadministrative components
within the armed forces.

.6.3 DEFENCE ADMINISTRATION IN OPENCOMPETITION

By now also nations as national locations haveeasingly entered an enhanced com-
petition. Whole national budgets have to be streswedl and made more effective,
which finally leads to public budget retrenchmeifiserefore also public administration
organisations are exposed to an increasing presswrempetition. This tendency has
been latent for a fairly long time, especially @gards to organisations operating on the
private sector and in places also on a global le&gla consequence, the fact that the
executive public administrations will be confrontgih an increasingly broadening and
diversifying scope of tasks, which will not only based on the population’s needs, is
going to be problematic, particularly for publisirutions.

The administration of the armed forces will alsd be spared by this development. To
the contrary; defence administration is the openaii basis for the armed forces allow-
ing them to accomplish their servieethe guarantee of public security. However, in the
course of changing and hardly calculable threa¢matls the formerly purely national

security policy has mainly developed to a secuypitlicy of an alliance of stat&sThe
armed forces have therefore followed this politisattern. For the respective adminis-
trative components this doubtlessly implies a \@ation in larger dimensions and the
examination of new administrative models. The nesttmis to no longer only provide
the basis for the provision of security but to camndively take part in the protection of
the location also in regards to its economy.

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

In order act as effectively as possible, redundenaind simultaneously emerging ne-
cessities are to be reduced extensively. This regtiarmonized and broadly applicable
strategies of processing and solving problemsutn, tthis also presumes economic and
social problem awareness in public institutions #mel corresponding organisational

apparatus. The aim is not to simply develop augtpackages against the background
of increasingly restrictive financial and resoustiations. It has to primarily be aimed

at concrete structural programs in order to reftimwhole system with all its diverse

procedures and implementation processes of thesmmnding executive and adminis-
trative components. Therefore not a selective camation of alternatives but con-

stantly exercised alternative thinking is required.

31 Compare: Hauser, Gunther: Das européische Sidterhad Verteidigungssystem und seine Akteure,
Wien 2006; Korkisch, Friedrich: Die SicherheitspiliOsterreichs — Unklare Rahmenbedingungen. In:
Osterreichische Militarische Zeitung 5/2006, 613 Holl, Otmar: AuRen- und Sicherheitspolitik. In:
Neisser, Heinrich; Punscher-Rieckmann, Sonja (htrdguropaisierung der Osterreichischen Politik —
Konsequenzen der EU-Mitgliedschaft, Wien 2002, 869

%2 Compare: Zapotoczky, Klaus: Ganzheitliche Mehrebéetrachtung von Sicherheit. In: Osterreichi-
sche Militérische Zeitung 6/2003, 711 ff.
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The following questions can be derived from thevabmentioned requirements:

« How can established services be made more effeatisdavhich innovative services
will be required or demanded in the future?

* Where lay possibilities for a concentration of @ties and services as a whole and
therefore for the promotion of synergetic effects?

« How can possible adjoining “beneficiaries” be inedgd and partaken into other
target groups in order to not only avoid antagosidmut also promote motivation?

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

* In which fields and how can present cost-effectegmnbe increased by an exhaus-
tive cost-benefit analysis?

« How can fields of services and activities of conmmebrganisations be coordinated
without categorically excluding wanted competitidot nevertheless reaching
common superior objectives without being unnecdgsasnstricted by major inter-
nal opposition?

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

This contemplation should provide a realistic assent of capacities, their limits and
which would be an adequate positioning. Such aiysisapays attention to the devel-
opment of the organisation, its future potenti,structure and its available resources.
Additionally a consistent strategic conceptionesessary for future positioning.

A judgement regarding whether or not a strategyceptwill be successful and com-
petitive, canbe made in advance by raising the following questio

» Can a continuous strategy be identified and hhseén communicated to all parties
involved?

« Does the strategy take all present and future piitigis into consideration?

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

* Are the strategy’s individual components and treulteng objectives and policies
consistent?

e Are the risks to be taken calculable and compatith the possibilities of the or-
ganisation?

* Do all people and entities involved support thatsiyy?

Furthermore, the consistent focus on core tasksldhme accelerated, however, the ac-
tual processes of goods and services have to lberaypbefore the actual administra-
tive activities. As a consequence, opportunity coatised by inactivity or mislead ef-
forts, can be avoided or at least be reduced.ignctbntext, outsourcing and public pri-
vate partnerships are to be considered as seheusatic approaches.

Long term alliances for the implementation of €igit objectives should be a priority
when it comes to contacts with economy. The useewf technology, e.g. on the infor-
mation and communications sector or in the fieleég@dipment, are decisive for the de-
velopment and increase of competitiveness. Newntdolgies allow for the accom-

28



plishment of new tasks and bigger fields of acfivdéhorter response and processing
times and an increased interaction ability of deéemdministrations and the armed
forces in general. However, in spite of all effadsincrease the competitiveness of de-
fence administrations, the principles of data dfimsdion and military secrecy are still
to be preserved. This also requires new technadogieinformation protection. That
very well may be an additional cost factor, bustapproach would open a new service
the military has to offer compared to civil partheramely the consistent and profes-
sional protection of sensitive data. The militasyespecially predestined for such a ser-
vice.

Doubtlessly there are diverse positive approachesake defence administration more
efficient and performance oriented. The necesdityuch a reform is clear against the
background of new profiles concerning demands amdpetition. However, under no

circumstances must the criteria of competitiven@ssmatter how important its role

may be in the new economic and global world viewerfere with the quality or the

character of military performance or its allocationall target and interest groups. This
plea must without any doubt be incorporated in laing of considerations concerning
the increase of profitability in administration.

.7 PARTICULARITIES OF THE DEFENCE ADMINISTRATION SYSTH

Hitherto it has been argued why management is sacgsn the military sector, where
the potential for changes lies, and how and whereal approaches can contribute to
improve military task fulfilment. However, militarseality demonstrates some circum-
stances which thwart those idealised approachesvak@® their implementation only
partly possible.

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

the same time the military is subordinate to paditand strategyand has to fulfil the
tasks given by the political leadership within aatording to the legal framework of
the respective state. Therefore it has to be takenconsideration that military objec-
tives are not subject to markets or economic reguénts but the result of political de-
cision making processes and security political agptents, which have to be fulfilled
within the financial constraints based on houselaold budgetary principles. Addition-
ally, staff of defence administrations, oppositehie staff of purely civilian administra-
tions or private businesses, is bound to militgrgcsfic laws and regulations, which at
least limit if not exclude a merely economic aptoa

.7.12  CHAIN OF COMMAND

Military organisations are marked most notably bgit strictly and deeply ingrained
hierarchic structure with the authority of the resprze military leadership. A corner-
stone of military efficiency is the principle of mmand and obedience. The subordinate
has to act out the command of their supervisor ithately and completely. This does
not only apply to the active troops but finallydefence administration as well, even if
not in the same way as to the active soldier. BhWengh defence administration em-
ploys a substantial share of civilian staff, susks are mainly officers, who are bound
to military law and the corresponding code of cartd@€onsequently, this concept is
forwarded to the civilian staff.
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A command is an instruction for actiogiven by a military supervisor to a subordinate,
either in writing, verbally or in any other way, general or in the individual case with
the expectation of obedience. It reflects the wiilthe commander in terms of contents,
direction and form. Commands are used mainly imtiigary field while in the field of
administration it is (rather) referred to as edictlecree. Furthermore, the supervisor is
obliged to implement commands in an appropriatermeanthis does not only include
commands he gave himself but also commands giveanbther supervisor for the area
of duty he is in charge of.

During deployment a command is a means of theanylittadership to effectively deal
with the subordinate staff in the following situats:

» 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 organisatiaeails.

The military status of administrative personnehal@s of course no reason not to apply
new management methods; to the contrary. In masgsij as for instance in logistics,
planning and implementation of projects and marslatetarget-setting, the firm and
direct military structures can be of advantage. Elav, it is preciselythese mainly
firm structures that inhibit innovative and liberal approaches in margtds of public
management. Thus, the implementation of new comeations and interaction princi-
ples in the field of human resources managementeaatrship is limited.

One of the key principles of public managemenhesgromotion of codetermination of
staff and well developed communication structudso in regards to the initiation and
implementation of projects and tasks the distiristwssion and consideration of up-
coming tasks is advocated. However, on the milisagtor, contrary to the situation in a
private business, the order situation and the tiagulasks and processes are subject to
political specifications. Therefore there is sommets no room for debates among the
staff or a detailed discussion about which taskeha be taken on and how these new
tasks are to be implemented. Members of militagaarsation have to accept the regu-
lar renouncement of parts of their freedom andtsighurthermore, military perform-
ance is usually rendered under critical circumstanar in an environment which re-
quires very short response times and very quicknitke solutions. Under such circum-
stances a concept of leadership other than théangiautocratic principle of command
would be rather counterproductive, sometimes ewaggerous.

Also in less acute times the development of a nibezal leadership system is hardly
possible, since quick and smooth processes for ftdBknent in case of emergency
have to be practiced and perfected regularly iniadtnation as well. The entire staff
has to be used to certain service and procesexitio a larger extent than in any ci-
vilian administration. This can best be achievedlayy and continuous application and
implementation, which also includes civilian staffdefence administration. One of the
principles of administration development is to stimes simply allow development
and accept the fact that errors have to be posaitlecan sometimes even be desirable,
since they indicate drawbacks in the system, whrehto be remedied. Errors can cer-
tainly not be completely excluded, also not in éineed forces. However, the principle
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of “constructive errors” cannot simply be transéerthere, since in the military even an
error on the lowest level can have extensive camseoes. Therefore, errors have to be
avoided consistently, even if certain processeearhing and development are conse-
quently inhibited.

Finally, the possibilities of promoting and develap professional competence remain
in the respective fields of activity and departnsertutocratic structures in the military
cannot be completely abolished, however, the prmmaif a certain degree of profes-
sionalism allows, at least within a determined fearark, for a certain extent of per-
sonal and individual scope of action in regardgask fulfilment. In the same way there
are hardly any obstacles for the development o§ipdsgies for interdisciplinary task
accomplishment and flexible team building. Addiadiy, the necessity of pervious dis-
cussions is abolished in a less authoritarian way.

.7.2 GUARANTEE OF TASK FULFILMENT

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

Against this background, principles of profitalyilihave in the first instance to be put
aside. If then the fact is taken into consideratioat in most of the armed forces the
major share of the budget is spent on labour costssiderable problems emerge when
attempting to design their administrative componaetording to business economic
parameters. Comprehensive and flexible operatiogeadiness will always have nega-
tive effects on the expense situation. An incregsetitability is expected to negatively

affect the quality of operational readiness.

Therefore, reductions in staff can be detected amynarmed forces. This, however,
mostly affects active troops, since they can ingiredy be replaced by autonomously
acting technological components and the global rigcpolitical threat level virtually
excludes acute conflicts on a large scale. Theam imcreasing demand for smaller and
highly specialized troops within the framework ofernational crisis calls and aid op-
erations. Paradoxically, these smaller troops regaiconsiderably higher logistic and
administrative display, since profiles of qualiticea and deployment have increased
enormously in complexity. A reduction of adminisiva staff coverage and the taking
over of several tasks by more flexibly acting persg will be hard to implement this
way. Furthermore, with the technological reformormmic specifications meet with
interests concerning the highest possible deployrogantation and a possibly broad
scope of application and efficiency of all compaisenf the system.

Consequently, this affects the possibilities okeaonomic use of available financial and
material resources. On the one hand, the buddgetbe handled rationally, but on the
other hand a highly specialized administration baglequally highly specialized troops
increasingly use up these resources. Focussingeoapplication of new technologies is
a possibility to put this into perspective in tload term. Not only for deployed troops
can the application of technological communicatiangl information systems consid-
erably increase efficiency without simultaneousigreasing the administrative display,
but also in the fields of logistics, coordinatiomdaplanning. However, problems in the

31



fields of procurement and staff generation are gdnarise. An expanded technological
component and more complex systems certainly redanger financial resources and
make more intensive and recurrent formation of gamsl necessary.

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

Eventually, defence administration, contrary toil@m administrations, has to deal
more frequently and intensively with changing objes and specifications and to
adapt accordingly. Potential threat scenarios, wliefence and security policy is sub-
ject to, are changing increasingly and more rapidlye scope of possible dangers
grows more intense if not in quality at least iragtity>® In the same way the armed
forces have to constantly adjust and adapt to remmrgy political specifications, de-
fence administration has to therefore follow thobkanges. Such frequent short notice
changes do not only require capable personnel Isat@nsiderably larger resources.
Moreover, long term and clearly defined planningafications are comparatively dif-
ficult to be determined. However, finally the foland volume of military missions on
the one hand and the available resources of th&argiunder given circumstances on
the other hand, have to be weighed up against@aein, also on the political level.

One possibility to counter the problem rudimenyard the strict focus on core tasks,
which once more makes the public management comdemitsourcing interesting for

defence administration. However, it is preciselg that has various risks for a technol-
ogy oriented system with high classification ratiéslirectly affects the problem to be

examined Even if only previous and subsequent areas of iactare concerned or
should be concerned, the military will always rbe tisk that in case of emergency task
fulfilment may fail due to business economic stadda

[.7.3 FOREIGN DEPLOYMENT AND INTERNATIONAL INTEGRATION

Yet another challenge is the increasing internafiortegration, even of military institu-
tions. While the armed forces and their adminigiratised to be a genuine domain of
purely national control, it has changed substdgtidile to international military alli-
ances and communities of values. During deploymeatipnal troops are increasingly
also subject to international commandership. Dedfesitategies have changed from
purely national defence to multinational foreigrpldgments far away from their own
borders and territories. The military mission iggky fulfilled in cooperation with the
armed forces of partner countri@sThis increasingly close collaboration of the raifit

3 Compare: Fleck, Giinther; Maringer, Walter: Auswitgen der Globalisierung auf die Gesellschaften
und Streitkrafte. In: Landesverteidigungsakaderiesg.:): Aspekte zur Vision BH 2025, Wien 2007, 25
ff.; Matis, Herbert: Globale Trends der soziodkomashen Entwicklung. In: Landesverteidigungsakade-
mie (Hrsg.:): Aspekte zur Vision BH 2025, Wien 2007f.; Siedschlag, Alexander (Hrsg.): Jahrbuah fi
europaische Sicherheitspolitik 2006/2007, BadeneBa®007; Meier, Ernst-Christoph; RoBmanith, Ri-
chard; Schafer, Heinz-Uwe: Worterbuch zur Sichespeiitik, Hamburg/Berlin/Bonn 2003; Bundesaka-
demie fir Sicherheitspolitik (Hrsg.): Sicherheitkloin neuen Dimensionen — Kompendium zum erwei-
terten Sicherheitsbegriff, Hamburg/Berlin/Bonn 2001

% Compare: Gareis, Sven Bernhard: Auslandseins@zBuhdeswehr. In: Gareis, Sven Bernhard; Klein,
Paul (Hrsg.): Militar und Sozialwissenschaft, Wiadbn 2004, 248 ff; Pfoh, Bernhard: Im Interesse Os-
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with other nation’s armed forces leads to anotlmrsierable area of conflict. The
leadership cultures of other nation’s armed fowas differ quite extensively from the

particular countries’ own way of leadership. Therefthe principles of leadership have
to constantly be put to the test. This, howevegtshes the military’s internal stability,

which can influence the performance of the militsiyff.

Consequently, this has also an impact on the afforeds administrations. Due to the
enhanced cooperation between the armed forcegnahtiefence administrations have
to deal with ways of international cooperation,ulagjons and development of their
own ability to cooperate. They are increasinglyethby manifold concepts of admini-
stration and possible higher ranking rules and |leg¢guns, which could have a consider-
able influence on their own business economic taiem.

Therefore, compromises in the fields of logistiosl atrategic planning are to be antici-
pated, since the new deployment profiles requiee dbaptation to the systems and
structures of other defence administrations andr @@nsideration respectively. The
planning of the armed forces in particular hasnoreasingly be adjusted to interna-
tional specifications. Thereby specifications igaels to contents and basic legal prin-
ciples of higher ranking allied systems can runti@mg to their own optimization ef-
forts. A truly comprehensive and well grounded a@agion requires mutual access to
the organisations for representatives of each plidyever, especially in regards to the
armed forces the possibilities of external accegsititary organisational structures are
very restrictive, particularly in the field of presses necessary for deployment. There-
fore, certain particularities in the are of perselnemerge, since there is an obligation
for staff overlapping key positions with able pemel who seem to be rather irrelevant
to administrative processes but are absolutelyspathisable for the development and
maintenance of the defence administration’s abiiityinternational cooperation.

It is necessary to establish and consistently mpaatandardized leadership processes
and organizational structures which are based oforum languages of service and
command, leadership principles, command and repta$ as well as controllable lead-
ership concepts. Therefore, the taking over of sopéinate standards of military alli-
ances in the fields of leadership and leadershgpau has to have priority before de-
termined national standards. Only where nationafiquaarities require, are specified
arrangements possible.

Another field where the problem of compatibility @fie organisation’s structures with
those of the partner is especially prominent isl-onlitary cooperation (CIMIC). No
other field of activity has recently gained as muaportance in modern military forces
and at the same time imposed such enormous chefieiyis topic (which will be dealt
with later in greater detaildemonstrates how decisive the development of catipar
abilities in defence administration is and howanadnhibit its own principles of eco-
nomic efficiency. The compatibility of organisatainmechanisms of other countries
armed forces and civilian organisations with thokanother country’s military implies
the development of new interaction processes, lliléyato constantly adjust to new
situations and therefore to manage another balgrathbetween their own cost effec-
tiveness and profitability on the one hand, andgharantee of operational readiness
and alliance commitment under new general conditammthe other hand.

terreichs — Osterreichs Streitkrafte in internadien Friedensmissionen/Wirtschaftliche Aspekte, Wie
2005; Pocher, Harald: ,Burden Sharing” versus fbrigttfahrer — Okonomische Probleme von Allianzen
unter Beriicksichtigung der Lastenverteilung. Intédichische Militarische Zeitung 2/1994, 155 ff.
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The taking over of multinational standards can adfiree also imply an approach to-
wards the principles of profitability, since coogeon ability is obligatory and a possi-
bility of cost minimization can be achieved withime fields of acquisition of equip-

ment, training and during deployment. Among oth#rs, following considerations can
be regarded as first options to create common catipe abilities without major inter-

ference within their own administrative structures:

» Active information — also via internet — about fireparation and implementation of
political decision making processes on the inteonal level across all steps of de-
cision making;

» Constitutional participation of administrative repentatives in alliance negotiations
and according agreements;

« Common development of higher ranging leadershipcaddination centres for any
kind of occasion as well as centres of excellemzbcntact;

* Implementation of a more systematic dialogue wibresentatives of international,
supra-regional and local administrations and depamts by national and interna-
tional association and agreement;

» Establishment of continuative partnerships in getbaegions and delegation of
representatives and interaction partners of themr administration;

* Qualification of key-personnel to establish contaetworks within defence admini-
strations and a comprehensive information and stafhange;

» Determination of all exchangeable and compatibfg@gches and information;

« Common preparation of a financing concept incoriogacommon and individual
budget allowances;

» Interoperable and compatible equipment and techsystems;

« Common exercise programmes, seminars, conferemeakshops and training
courses on a multinational level, also and speddlfidor the administrative staff;

* Accordingly the establishment of relations to difiet educational institutions;

* Imparting a greater understanding of military pliagnprocesses and their corre-
sponding priorities and objectives to the civil&aff.

The most feasible and effective way not to interfeith the respective organisational
structures seems to be establishment of key-paositowo mixed teams, which can oper-
ate between military and civilian organisations #merefore coordinate a common ap-
proach. This is generally recommendable by creatrdggstructures in military organisa-
tions established to maintain contacts and relatalso in times without occurrences,
for instance by planning and organising common @ses, programmes and projects.
Therefore common activities, projects and prograsymighout special reasons should
be conducted not only for the purpose of maintgmpartnerships but also to develop a
common, stable organisational basis as a precondior effective deployment. A
common approach should be marked by synergetictefand not by frictional losses
due to a lack of cooperation ability caused by rgnoe, lacking coordination and insuf-
ficient pervious adjustment as well as by a missingimon basis for collaboration.
This also demonstrates the importance of the eieagimpathic human factor in modern
forms of administration.
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.7.4  SOLDIER VS. EMPLOYEE

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

Soldiers holding an administrative position areegalty faced by the problem of hav-
ing to consider two procedures in regards to amg lof implementation processes.
Military requirements sometimes differ from thodetlee administrative component as
well as rules and regulations and specificationsetbaken into consideration. The diffi-
culty for the soldier lies in the evaluation of gwéndividual case in regards to which
priorities are to be applied: the fulfilment of maly requirements or to follow adminis-
trative specifications.

Therefore, a general harmonization of proceduras @ocesses is recommendable.
However, exactly at this point the above mentiopsablem emerges. Administration
has to be aware of its role as a service providehe armed forces. Therefore, all ef-
forts to increase efficiency have to be orienteda@s requirements of the armed
forces. However, precisely these requirements eaanbobstacle for an increase in effi-
ciency. The armed forces for instance depend omptEimand quick supply with spare
parts and other supply products while having irfegdemands. This implies adequate
stock and flexible supply logistics. However, irder to improve the administrations’
effectiveness and efficiency it should be focusadaw stocks with a regular just-in-
time supply. For the soldier working in adminisivatthese facts raise questions in re-
gards to appropriate action which are in deedaliffito answer.

However, as far as the obstruction of a defenceiradiration working according to
business economic principles is concerned, theudhatonflict between military and
civilian staff can surpass the problems causecdhbyiriner conflict of military person-
nel.

Simply taking over professional and leadership oasbility can cause various prob-
lems. Location commanders for instance are usuatiyited from the active military
personnel and thus have to be able to adapt teetherements of their civilian subordi-
nates. The rather autocratic way of leadershidfemed in active service, mainly ideal-
izes leaders who act as commanders, based omthigary rank, with personal respon-
sibility and dedication to the organisation, andvile guidance under the supervision
of all parties involved. It is however questionalfl¢his way of leadership will meet
unlimited acceptance among the civilian staff,fdra might have to change his way of
leadership in order to motivate his civilian subpades. It seems to be more appropriate
to apply a leadership model where leaders and neamaigt focus on serving an effi-
cient relation and conflict management accordinthéointerests and expectations of the
different demand groups. This requires a high degfesocial and personal responsibil-
ity, integrity and empathy of military leaders. Hewer, this constant dichotomy in be-
haviour can interfere with a smooth operation.

Other potential sources of conflict are mutual expgons and leader-subordinate rela-
tions. Expectations of military staff are basedtloa fact that soldiers know the needs
and necessities within the troops directly andnelé therefore apply the necessary
administrative parameters more adequately. On ther dvand, civilian administrative

staff often disposes of many years of experienaministrative service. This is also a
point of reference for their claim of more respbiilgy and competencies in regards to
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the implementation of administrative tasks. Alliaadetween the blocks and the merg-
ing of interests can be observed quite frequeiithys is very effective on the one hand,
since consensus is only to be reached upon prdyi@osrdinated interests; on the
other hand it bares a great danger of redundabeiegeen the individual blocks. Addi-
tionally, internal conflicts are unnecessarily fenced and deepened. Consequently
emerging conflicts and antagonisms can aggravét@estt and economically effective

operation alreadi placeand substantially interfere with reform projects.
Which answer should military leadership providetfuse conflicts?

* Well defined networks which equally involve allénést groups and avoid conflicts
of interests, but are slower and more expensive;

» Or effective and quick hierarchies which supprasavoid conflicts of interests but
have a tendency towards rigidiiyd lack of innovation ability?

It has to be mentioned that models of consensusra@gration can only present a very
restricted perspective in the armed forces, sintgany effectiveness is mainly result-
ing from the principle of the chain of command.

.75 REQUIREMENTS OF MILITARY OPERATION VS. DEPLOYMENT E-
QUIREMENTS

Another point making the application of public mgement methods necessary on the
one hand and restricting it on the other hand éspgremise that various different de-

mand profiles are to be dealt with simultaneou€lg.the one hand day to day military

operation has to be guaranteed in the smoothesimasstleconomic way, on the other

hand responsibility is to be taken for meeting smmtice and often unexpected de-
ployment requirements.

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

Thus, public management offers different integra@md planning concepts, which al-
low for the development and implementation of inetggient and autonomous planning
and targeting processes on the respective opeagtistitategic and normative level,
while nevertheless keeping common basic plannirgyvéver, an additional level in

active troops is necessary for military deploym@iatctical planning as well as planning
of the actual deployment often requires consideraddources of other planning levels.
This premise can also be found in all other fiedfislefence administration. Military

administrative staff for instance have to be pregato actively support deployment
contingents abroad in case of deployment. The adtrative personnel are therefore

36



required to demonstrate an equally high degredeafhility as military staff of active
troops.

Independent from the nascence of military troulplets, formation and citation of com-
petent military and civilian personnel in case epldbyment is necessary as well as de-
ployment relevant training of administrative stdffirthermore, the comprehensive in-
tegration of other — also civilian — parts of admsiration and the establishment of
cross-linked administrative structures of leadgrsind competencies are to be submit-
ted. This of course implies a greater ability ofitary administrative personnel to work
under pressure, which has to be taken into coretiderin regards to budget allocation.
However, such closely linked structures with detaed specifications of competencies
previous to deployment, avoids the especially entimad paradox problems of over-
coordination and mutual competition during deplogind he latter presents an enor-
mous and usually unnecessary cost factor. Sinceerous international military asso-
ciations and civil organizations participate ing@et and future military deployments,
defence administration is required to develop a@oiudti coordination mechanisms for
deployment and to maintain the compatibility of thger with those of other partici-
pants, also in times when no troops are deployede®nore, higher administrative ex-
penses and limitations of ideal business econoomditions are to be expected.

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

1.8 FUTURE DEVELOPMENT OF DEFENCE ADMINISTRATIONS

In spite of all limitations and particularities ihe armed forces, defence administration
is also subject to the manifold changes and upheafahe social, political and eco-
nomic environment. Thus defence administrationsf@armeed to adapt as well. As a re-
sult diverse tasks, which can be considered fubptéeons for defence administration,
emerge. These are among others:

» Military tasks under deployment conditions;

* Labour market related tasks;

* Regional tasks;

« Tasks concerning research and developrient
* Medical tasks;

* Information related tasks;

* Formation and training related tasks;

* Humanitarian and social tasks;

» Economic tasks.

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

% Compare: Osterreichische Akademie der Wissensamgfirsg.): Sicherheitsforschung — Begriffsfas-
sung und Vorgangsweise fiir Osterreich, Wien 2005
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However, relatively few experiences have been cth so far and are therefore to be
built up in the long term.

Ideally, a transformation within the administraotowards more harmonized, firm,
flexible and rapid structures of leadership andseguent command processes would be
necessary and feasible. Flat hierarchies (as fppssible without interfering with mili-
tary principles of discipline), more simple andesimlined executive administration
components as well as a cross-location, integregettal information system is equally
recommendable. All mentioned factors would enormouscrease flexibility and
shorten response time in regards to contributionsther countries’ armed forces and
institutions. Such measures would also shorternsanglify current command structures
and therefore to a higher extent guarantee shaitenavailability and rapid relocation
of personnel.

Hence, the aim of all reform processes is not teeigesave and abate cost vehemently,
but rather to get the most out of the availableeptil for all interest groups. Obviously
all of this implies cost, but finally, without coab use is possible either. Defence ad-
ministration should therefore strive for an inceea$ these costs’ effectiveness and per-
formance relevance. Here, following generationstarbe taken into consideration as
well, since structural decisions and redefinitiare always also of strategic nature.
They therefore have long term effects or effecs will only show in the future. In the
military the establishment of high performance austrative structures is required,
which are able to independently build and monitdraais for the implementation of
political decisions by the armed forces, togethgh w&nd partly instead of the manage-
rial level. This also implies an enhanced sepamatib commands with and without
magisterial functions. In this context commandoshef operational and tactic level are
on principal not to be equipped with magisteriahdtions, but to be organized after
purely military requirements, while magisterial @ions are mainly to be applied to the
strategic level.

In spite of all contradictions, basic principlekelithe right of self-determination must
not be disregarded in defence administration. Hawnegffectiveness and efficiency,
which include clear and rapid decisions, shouldehpriority. Primarily, the coordina-
tion of knowledge and information are in demand tfeg achievement of useful and
applicable results. In this respect the militargpdise of enormous resources of knowl-
edge and information. However, this already exgsknowledge is to be collected, co-
ordinated and regrouped.

Certainly there is no ‘silver bullet’ regarding tué orientation and design of defence
administrations in general. Nevertheless shoul@atgul, unilateral work processes be
replaced by a basic and increasingly project ogigwlivision of tasks. Not hieratic work
processes but clearly determined fields of actiuntyegards to processing and imple-
menting administrative projects should be the dbjecof a modern interpretation of
administration. Likewise target specification amdplementation can increasingly be
separated on the one hand, while on the other daaidion making processes and pro-
ject coordination can increasingly be integratetie Tmain objective is not to re-
establish the principle of ‘politics makes decisiowhich administrations have to
implement’ but to abstract it towards ‘leaders agva decisions and the organisation as
a whole implements them unanimously.

38



CONCLUSION

For the armed forces a consistariusion of economic instruments and methods é th
sense of “management” is necessary. Many exterrdlirgernal factors, which cause
considerable pressure, point to this fact. An iaseel economic awareness on a broad
basis is undoubtedly required, above all on thé gamilitary executive personnel. An
economic master-plan must be seen in the contefwbfic Management. Conditions
for this are the establishment of an appropriatcbappreciation of military manage-
ment increasingly oriented towards economic aspéuetsconversion of this basic ap-
preciation into economic thought and action infiglds and on all levels, the develop-
ment of economic and management-relevant basids allitleaders, and forcing and
intensification of economic instruments, methoa& procedures.
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I CHAPTER II: METHODS OF PUBLIC MANAGEMENT AND
THEIR APPLICATION IN DEFENCE ADMINISTRATION

The application of public management as effectimecept of leadership and operation
in defence administration concretely implies thagesof business economic tools and
approaches in as many areas of the military asitgessSubsequently it will be ex-
plained in how far business economic methodologied ways of thinking together
with administrative processes can influence andrdehe military business as well as
in how far military structures affect the kind aapoplication of managerial and adminis-
trative concepts.

.1 KEY PRINCIPLES AND CHARACTERISTICS OF PUBLIC MANAGE
MENT

Public management is a particular way of reformadiministrative systems, which is
primarily based on taking over economic managertesfitniques. The goal is to create
a modern administration by introducing businessnenac criteria like effectiveness
and efficiency. Public management is marked byediffit aspects, such as change man-
agement, leadership, project orientation, flat driglnies, enhanced client orientation,
target communication, contract management, outgsagrquality control and manage-
ment, benchmarking, controlling or task review. IRunanagement can primarily be
considered as a grouping of management tools wdholuld be applied in order to al-
low a more objective and result oriented, innowatilexible and economic way to de-

sign procedures, staff profilesoncepts and structures in organisations of pudadic
ministration. In this context, the development odgtical strategies for problem solu-
tion by finding and analysing links and combinasionithin a system of public man-
agement stands in the foreground.

The benefits of public management methods for defeauministration are manifold. It
allows the military to create parameters promotarget oriented acting in all adminis-
trative areas. On the one hand, in addition tonthigary mission, concrete tasks are
stipulated between politics and defence administian terms of effect, performance
and budget and can therefore be communicated &esrsy. On the other hand, task
fulfilment is directed towards effectiveness anticedncy in order to lead to a more
efficient use of resources and an increased dermoaedtation. In defence administra-
tion, applied management strategies are to lowerrigk of an increasing opacity of
their own structures due to increasingly complexunements. Therefore, public man-
agement is to be considered as some kind of bgewiasolutions for the development
and maintenance of a sufficient demand and sitaatppropriate service provision of a
state. The mobilisation of available and so farsatlior mismanaged production re-
serves are to be strived for as well as the pdigilbd broaden the scope of self-
organisation of individual administrative comporsent

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

Economic acting can therefore be understood aseeifgp performance and require-
ment oriented form of behaviour within organisasiott involves all coordinated tasks
concerning the fulfilment of objectives and therefas an invariable target oriented
process.

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

» to either optimize the parameters of performanoebe delivered within a deter-
mined framework in regards to budgets and resopoces

» to most efficiently achieve all determined perfono@ and functional objectives.

Therefore the vigorous principles of economic bétavand economic efficiency as

such are: productivity or efficiency, cost effeeiness or economic efficiency and fi-
nally profitability. Economic acting must not benited to purely monetary conceptions
as economizing and the use of financial resoutmgistequire a comprehensive aware-
ness of scarcity and the consequent value of ressur

1.2 HUMAN RESOURCES MANAGEMENT

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

Military leadership in particular is defined as tiing, direction giving influence on
commands, troops, agencies and individual militaff, also by applying material re-
sources, in order to achieve military objectivesnkk, military leadership involves not
only bringing about a target oriented attitude dftary personnel but also to guarantee
the appropriate and economic use of all availagd®urces as well as to strengthen the
trust of military staff as well as of the population measures being taken. Along with
the changing scope of military tasks and activit@sards more foreign deployments
and peace keeping missions comes a changing uadiéirsg of leadership. While for
many armed forces the principle of decentralizediéeship with extensive freedom of
decision on the lower levels has been effectudhsocurrent deployments, which are
mainly peacekeeping missions, require close palitbontrol. If specifications are not
accurately followed, the leading of small units emready cause political crises. There-
fore, it is increasingly recommended to preserneediect access to all administrative
levels and all alliances deployed. However, thikcgas also subject to criticism, since
an excessively rigid leadership culture can result disregarding of people’s educa-
tion, knowledge and experience within the hierarahg during deployment. Again, the
contrariness of centralized and decentralized &tras in the military becomes evident.

Especially in regards to leadership in military amggations a significant difference to
other forms of leadership is to be pointed outdéahip in general terms cannot be put
on the same level with leading military functiod$e leadership is taken over by an
appointed, externally legitimated supervisor, whaghats and obligations are defined
by their respective rank and position. Howeverdéza need acceptance and acknowl-
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edgement by their subordinates. Thus, leadershiesthat the lead taken by a leader
is accepted and acknowledged and ideally suppdntatie subordinates. Leadership is
therefore not a result of an adjudicated positioa hierarchy but the ‘meritedésult of
delivered and acknowledged performances and thétirescompetencies. Hence, lead-
ership skills and comprehensive social and integeal qualities are primarily re-
quired. Acceptance and acknowledgement of a leaflingtion by the subordinates
allow therefore the differentiation of supervisargd leaders. The peculiarity of military
leadership is the fact that it has to be effectineler the extraordinary strains of de-
ployment. Military leadership has to maintain iféeetive capacity to act under time
pressure in unclear situations and in case ofdbgersonnel and material, which pre-
scribes a main role to the principle of leaderstpalities. Therefore, the following
characteristic qualities are essential prereq@igdaemilitary leaders:

* Appropriate evaluation of situations during norropération and deployment,
* Appropriate decision making,

* Deliberate determined action taking,

* Precocious identification of developments of thgamisation,

» Search for successful accomplishment of tasksdaraful, determined, innovative
and solution oriented way,

» High degree of moral and strength of character,

» Qutstanding proficiency and ability to motivate et

* 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 reeeommands,

* Accomplishable tasks and generation of requiredclj@arameters for implementa-
tion,

e Conferment of necessary competences and respainesshil
e Exertion of control.

The terminner leadership is used to describe the complex leadership conegipin the
military. The main purpose of inner leadershipasldssen strains resulting from the
individual rights of the free citizen on the onentlaand to military duties of the soldier
on the other hand.

Leadership and inner leadership are therefore #akaspects of modern and perform-
ance oriented human resources management. Therééaaership and human re-
sources management can be understood as managanmambaterial resources (com-
pare: human capital). Since everything an orgapisaieeds to exist and work effec-
tively is contained in its resources, an accordirggeater share of its activities has to be
directed to the preservation, maintenance andcepiant of these resources. In regards
to immaterial resources this particularly appliesthie armed forces, since their main
objective is the allocation and use of deploymetéptial for political purposes.

Resources can generally be divided into materidl iammaterial resources. Material
resources can more or less clearly be measureddangdo their stocks or changes in
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the latter. They are mostly used continuously amdtlzerefore quite predictable. In the
military this applies to the available financiato@rces but also to technical equipment,
military infrastructure and all materials necessfanythe armed forces to operate. Im-
material resources, however, involve all actionedaining individual values such as
potentials regarding creativity, knowledge anditibd of the staff. In the concrete case
of the military the degree of individual motivati@amd commitment can be marked as
vital potentials in this context. The measuremeninomaterial resources is far more
difficult and is mostly done by using indicatorsdamethods of empirical social re-
search and psychological patterns of behaviourimsgahis background it is an essen-
tial factor in the military that immaterial resoas; the totalcumulative potential of all
military staff so to speak, are anything but freel anlimitedly available goods. Espe-
cially in the armed forces they are generally coded as a critical metrics of success,
which can not, or to at least a very small dedregeplaced by material resources. Hu-
man resources are the core of the military’s gaaus service processes and therefore
also require a certain type of ‘processing’ in fbem of attendance and education.
Thus, human resources are a recipient of service@sherefore determine the quality of
services performed. Personnel are influencing ana bpinions, but also want to bene-
fit from the provision of their own performancesdaare therefore also subject to influ-
ence. Hence, expectations and needs are to be italoenonsideration by human re-
sources management in the interest of the orgamisahd to be evaluated critically to
the benefit of their own performance process. Tiheis to prescribe enough use to the
staff in order to motivate it to make the necessamytributions the organisation needs
to achieve its objectives. These factors are aldpest to quick and sometimes unex-
pected changes and upheavals. Important immatesalirces such as individual com-
mitment trust or the willingness to obey and theeptance of the chain of command
can change rather quickly either to the benefibahe disadvantage of the military or-
ganisation due to certain events. When considaetepioyment, if too little importance
is ascribed to the management of immaterial regsurthe result can be a total break-
down of the whole military system including its adistrative componentsTherefore,
the sedulous dealing with these resources is obmsignificance for the military. This
also has a direct influence on the use and appcaif available financial resources,
which are always limited and not only required ¢onf a financial basis but also for
gaining, developing and maintaining immaterial teses. Dealing conscientiously
with these resources implies creative and shapitigres as well as continuous analyses
of relevant and important influencing factors, sirthey are vital for the orientation of
immaterial resources towards concrete objectiveé®ing is another important factor
concerning the implementation of measures takernlyan resources management.
Even the right approach can fail if it is made kai@. Therefore, human resources man-
agement is above all an anticipatory activity.

The special significance of human resources managem the military as in many
organisations is reflectedy the allocation of financial resources. In mosbdern
armed forces and their administrative organisatibesaverage personnel costs take up
40% of defence costs and 60% of operating costainagthe background of imple-
menting public management approaches emerges &mahgverstressing certain pa-
rameters during operation in times of peace. Aaterbl rationalization strategy fo-
cused on cost reduction can destroy large patiseommilitary organization’s immaterial
resources and personnel potential; an approacls$owionly on personnel related fac-
tors misjudges the rudimentary significance of ecoically efficient use of material
resources. This clearly shows how important coltigplcan also be in the field of hu-
man resources management.
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Contrary to civil administrations, intra-militarynlitations are to be taken into consid-
eration in the armed forces. The nature of thetanyliis anything but democratic. How-
ever, it is precisely this strict hierarchic systdmat is a vital basic precondition for the
maintenance of the armed forces’ military systemthis context, troop leading is the
intrinsic and most essential part of military opiena.

However, defence administration does not only &iredi active soldiers but represents,
apart from military, also civilian employment. i already been pointed out, that civil-
ian personnel in defence administrations have teast partly adapt to hierarchic mili-
tary structures, but also that this is not a ‘oray \street’. The question is in how far a
management oriented idea of leadership can be ibeebr the military system in
such hierarchic structures. The principle of ccedmination can certainly not play the
same role in an organisation which is defined bitany specifications as it does in
modern businesses on the private sector. Howewverould be possible to develop a
form of leadership that also includes the principteco-determination. Leadership in
defence administration can absolutely be basedoostrictive leading by providing
examples, motivation and guidance rather than arcrete commands. The general
principle of command and obedience in the militario be preserved, since discussions
in regards to task fulfilment — especially duringptbyment — and the necessity for
rapid decision making would be counterproductivecannot be denied however, that
positive and motivated collaboration creates betsults than by commands and regu-
lation virtually compelled activities, which arelgialf heartedly being fulfilled. It is to
be considered more closely whether or not miliasynmission can be replaced or at
least be completed in some areas by leadershigisgnse of management.

In the field of military leadership establishmeinisiparticularly important to direct long
term decisions and to communicate them to infdrierarchic levels in a way that does
not only guarantee task fulfilment in the foresdedbture but that also promotes fur-
ther development of the armed forces by motivatetl@mmitted personnel. This form
of inner leadership guarantees a high standardildbry personnel in the foreseeable
future as well as in times of crisis.

Modern, strategy oriented leadership does no lomydy imply the specification of
tasks but motivation by examples and meaningfulkwépart from the principles of
long term interpretation and directions, the traission of determined objectives is
necessary for a leadership concept in defence astnaition. However, these objectives
are not only to be transmitted to a particular grad leaders but to all parties con-
cerned, including the lower executive levels oihdigance. Thereby ‘top of the pyra-
mid’ is a vision. A vision is an image of the futuwhich the organisation is striving for.
The starting point of this vision is the organisats philosophy, or in the case of the
armed forces the military purpose itself, but asoimage of the future of defence ad-
ministration and the armed forces as a whole. Visi®n reflects basic principles, val-
ues and beliefs of the organisation and becomdslevzias decisions, methods and pro-
cedures and therefore as a basis for an approgtiattegy and thus create the potential
to achieve the goals compatible with the visionerBhy it is important to remember
that those visions and models are the ideal ofrélspective organisation, which does
not exist yet, but is strived for and approachedctynmon learning processes. A suit-
able model must therefore also demonstrate wagesaith this aspired ide3.

% Compare: Wewer, Géttrik: Leitbilder und Verwaltskgltur. In: von Bandemer, Stephan; Blanke,
Bernhard; Nullmeier, Frank; Wewer, Gottrik (Hrsgandbuch zur Verwaltungsreform, Opladen 1997,
141 ff.; Siedentopf, Heinrich: Reformprozesse i Serwaltung und Personalentwicklung. In: Hill,
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In this context it has to be taken into considerathat in the military a common vision
as foundation for the establishment of a commorkvibasis, of a mission and of col-
laboration between administrative and purely mitpersonnel is particularly impor-
tant. Without a common vision the individual pastsadministration would work to the
best of their abilities, but still mainly separgtaind parallel without concrete possibili-
ties of orientation. The common basic principlesl aalues represented by a vision
provide a possibility of orientation towards highranking objectives of the organisa-
tion. Since defence administration also has tonaigthe active armed forces, a model
for defence administration has to be developedlémge extent from political and social
expectations as well as from a general self commepf the soldier.

Considering the development of internal hierar@md working conditions in economy,
it clearly shows a necessity in the military fodieect development of an understanding
of leadership away from leading ‘subordinates’ tmgamanaging personnel. Frequent
comparisons with conditions and measures takemhier armed forces are recommend-
able in this respect.

If tasks are no longer issued as assignments butrtieaning and purpose is transmit-
ted consistently and in an integrated way to tlemseeerned, if they are developed to a
mission and communicated as such to all staff mesnbgolved, it can have consider-
able effects on the quality of work and performateée delivered. Because if an un-
derstanding is being developed why tasks are ttulided, individual personal com-
mitment and motivation increase considerably.

This should also be possible in defence administratby broadening the individual
scope of action; at least in regards to how indigldorocesses for task fulfilment and
accomplishment of objectives are to be designed ptomotes an increased creativity
of personnel and releases potential for enhandeddisciplinary project management.
By enlarging personal responsibility, cost and rekareness of the staff is also
strengthened, which finally leads to the creatibérpm@axis proof and applicable solu-
tions.

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

11.2.1 HUMAN RESOURCE PLANNING AND RECRUITING

The armed forces and its administrations are peedeantensive large-scale organisa-
tions, which continuously leads to diverse problamsll areas of human resources
management and logistics. Especially in times ghHluctuation rates regarding de-
ployment and where permanent operational readiaeddlexibility are necessary. To-
day’'s armed forces and defence administrationstarelfil their tasks according to
specifications providing a decreasing quota of @eremt staff and requesting a high
degree of specialisation. Therefore, the guaraotdask fulfilment requires consistent
planning, guidance and control of staff of militdryman resources management. Or-

Hermann (Hrsg.): Modernisierung — Prozess oder Ektungsstrategie?, Frankfurt/Main 2001, 342 f,;
Blanke, Bernhard; Schridde, Henning: Wenn Mitadreibre Orientierung verlieren. In: Eckardstein,
Dudo; Ridder, Hans-Gerd (Hrsg.): PersonalmanagealsrGestaltungsaufgabe im Nonprofit und Public
Management, Minchen/Mering 2003, 205 f.; Damkow¥Kylf; Rosener, Anke: Auf dem Weg zum

aktivierenden Staat. Vom Leitbild zum umsetzundsreKonzept, Berlin 2003
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ganisations of public administration are subjecspecial circumstances, which do not
allow for an unlimited scope of action accordingni@nagement criteria. Due to the
military’s strict organisation, the low degree téxibility in its administration and nu-
merous special rules and regulations, defence astngition can hardly be put on a
level with other public institutions, also for tf@lowing reasons:

* An externally determined volume of staff is to epk

* Development possibilities for military staff depead over-all military deployment
plans.

» Steady stock and balanced human resources develbpméo be guaranteed in
spite of high fluctuation rates in the military.

» External statutory rules and regulations are ttobewed.

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

Further points which make a systematic and mayhe mecentralized human resources
planning necessary as well as modern human resoureeagement oriented towards
future demands are among others:

* The relatively large amount of data and informatioibe processed,;

* The necessity of flexible and temporary planningdeployment and disposition,
also of administrative personnel, in spite of la@gn planning concepts for military
activities;

e Extremely limited scope for correction of decisidaken in a highly complex sys-
tem;

« Compliance of changing external statutory rules mglilations as well as restric-
tive budgeting.

As far as an orientation towards rather economeéwsi concerning recruitment deci-
sions is concerned, the possibilities for compeosabf these premises are to be re-
viewed. In the long term, purely administrativeustures can certainly not be excluded.

In regards to recruitment of military personneflexentralized, demand oriented model
would be considerably more efficient than the umésv common practice of central-
ized recruitment and shifting. This would also|eatst partly lessen the often lamented
lack of qualified, young personnel.

On the one hand, location commanders and admitNgrieaders would be the first
ones to notice changing demands concerning persantie individual locations. They

would also be in a better position to evaluatertdwiired qualification of the staff and
to coordinate the demands of the locations withghalification of candidates. On the
other hand, an already established location andta would be able to carry out a
more appropriate application and recruitment poiicthe respective region. Especially
in regards to potential regional candidates, paldity for civilian vacancies, this would

46



have considerable advantages. Also operating cosegards to transporting and com-
muting costs could consequently be reduced. Suckcalitment practise would of
course also require an enhanced coordination bats&édf of the individual agencies.
This could be done via intranet by a central jolelpavhich should, after successful
implementation, also be made available to the puhliough the internet. Furthermore
it would also allow for an ideal, internal militajgb assignment and recruitment by
already active staff. On the one hand, the stat@éngl is not reduced unnecessarily, and
on the other hand existing staff can be deployederappropriately in regards to per-
formance and interests. The transition for activitary staff to administrative jobs is
also made easier this way.

In order to guarantee the staffing level necessaryask fulfilment in the foreseeable
future, enhanced efforts are to be made for intcodythe profile of a soldier and pro-
moting his work in a constructive and meaningfeldiof activity to the potentially in-
terested and to underline these aspects towards thften considered as negative. Es-
pecially negative aspects attached to jobs in theed forces and their administration
are among others relatively low wages, frequent afiteh long separations from the
family and the closer social environment as welhaslly predictable mobility efforts.
One possibility to make recruitment advertising enappealing would be providing
concrete and comprehensive information about tloél@rof a soldier by already ex-
perienced and qualified active officers and empdsyef the armed forces and their ad-
ministrations. They would be especially qualifietvertising media for public relations,
since they can tell from personal experience aedefbre be considered as some kind
of role model.

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

Early information on military job profiles for jobelection and as career opportunity
would be an appealing step into this directionwal as decision guidance in schools or
in the media by information centres, open days) tourses excursions and relevant
information coverage. Recruitment itself should rgnéee a high degree of individual
consultancy in order to match profiles of profesalo activities with individual
strengths and interests. Immediately after a padjtiterminated recruitment period
detailed planning talks in regards to period arwiion of deployment should allow for
a better consideration of individual suitabilitydaappropriate job allocation. Finally,
this also has an impact on the future suitabilftgtaff. Marketing tools and cooperation
with civilian agencies should also be taken intasideration in terms of winning young
staff.

Part of the head count of the armed forces is @lplith a conscription system and it
is therefore recommendable to create stimuli a¢aty stage in order to awake interest
in a career in defence administration in militagyvants with potential. It should also be
contemplated in how far obligatory military serviseto be developed to a testing and
recruitment tool. This of course requires the gmbsi of a constructive completion of
the military service also and primarily in admingdton. The completion of military
service would anyway be more productive this wayesthe active troops will have an
enhanced demand of specialized personnel and thheraliso of candidates interested in
deployment as short term or professional soldigrsorder to use obligatory military
service as recruitment tool for administration, daely information system for potential
candidates is to be extended. In this context wld/de essential to deploy an experi-
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enced team as some sort of mentors. Additiondigse mentors could help recognizing
suitable potential candidates. Such a recruitmgstesn would also help to secure suit-
able academic personnel in the long term.

According to this, it would be conceivable and reseey for defence administrations to
advertise more on the university sector, irrespectif whether or not the respective
country has an obligatory military service systespecially since a considerably higher
share of academic staff will be necessary for taitment in the future. Possibilities to
open up in such ways would be to offer internshipsiefence administration or to
credit years of vocational training and studiesirgjanternal administrative vocational
training.

In defence administration it has additionally bketainto consideration that not only
professional qualifications but also a certain degof legal and national innocuousness
is to be guaranteed, since even administrativé istahe armed forces is acting within
an extremely delicate environment in regards tormation. This could for instance be
done by establishing specific assessment censédsjsaalready common on the private
sector. These assessment centres are a suitabléovesgess qualifications and were
originally developed by the military, which maké®in appealing as an instrument for
defence administration.

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

Special need for action is often noted in regaodsmformation about military job pro-
files for potential female applicants. In fact, thain share of the female staff is already
working in administrative agencies, but — with éxeeption of medical service — hardly
in leading positions; partly because personal apptins for other positions are not
made, since such services are often considerezbatetmanding. A premature termina-
tion of employment can also be noted quite fregyesince the previously transported
image and the later personally experienced jobtigeadiffer considerably. This con-
spicuous disparity compared to the mainly emanegbatorking environment on the
civilian sector is another reason for related puldliscussions apart from integration
problems and for women hardly achievable perforragrarameters. This is a consider-
able barrier for female staff in regards to theapiment to leading functions.

Thus, career opportunities in administrations a asin active service are to be cre-
ated, favouring military emancipation approachesnehough in many countries there
are no legal limitations for women.

Apart from plans for equal treatment and integratimeasures should be taken con-
cerning other problematic areas such as the decirggarding employment require-
ments for female personnel, unconditional equatmabf payment and innovations
regarding compatibility of job and family. Furthesme, concrete career plans and de-
velopment profiles are conceivable, which offergdaarm job perspectives to women in
spite of possible family commitments and resulfingitations regarding mobility. Ac-
tive support in case of job required relocationscbysultants and intermediaries from
the relocation-department is recommendable indbigext.
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There are diverse management based developmerbiptss for military administra-
tive service. Nevertheless, can not even staffiolicy be completely separated from
centralized administrative processésis already impeded by the centralized defence
household as well as by the uniform determinatibtraop strength quota and the re-
sulting position concept for defence administratidlowever, exactly these conditions
highlight the demand for the application of busgnesonomic concepts and the taking
into consideration of external influencing factoespectively, like for instance the re-
spective competitive situation, labour supply, ittn@age of military job profiles in soci-
ety and qualifications demanded in the future. Atgernal influencing factors such as
wage levels, working time models, social benefitd aptions for formation and further
training are of importance.

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

e Evaluation of required prerequisites

» Creation of a requirement profile

» Search for personnel, advertisement and recruitnespectively
» Selection of personnel

* Implementation of selection procedures and intevsie

* Decision-making

The implementation of these processes should isicrglg involve and support coop-
eration of those who employ and are to work wita trewly recruited. As it is also
common in economy, candidates are to comply withr&urequirements rather than
with those of the current vacancy. Consequentlgerterally has positive effects on the
whole human resources structure within the milité@ryecruitment is carried out in the
long term and at least partly according to managemiteria. This also leads to a con-
siderably more cost effective acting of militarydasivilian staff.

1.2.2 HUMAN RESOURCE DEVELOPMENT AND TRAINING

The employee is the most important resource fasrganisations viability and competi-
tiveness. Consequently, the constructive use oa#adable potential of knowledge is a
key factor in regards to the optimization of certatructures and processes. Such
knowledge management is dealing with the posséslibf taking influence on an or-
ganisations knowledge base. The term knowledge theseribes all information, com-
petences, knowledge and abilities available foroeganisation in order to fulfil its
tasks. Thereby, the individual knowledge and abditof personnel is to be systemati-
cally embedded in the organisation and used imgetariented way. The aim is to de-
ploy and develop the knowledge of personnel in g twameet the organisations objec-
tives in the best possible wiy

37 Compare: Dreyer, Matthias; Richter, Walter: Wissaanagement. Blanke, Bernhard; von Bandemer,
Stephan; Nullmeier, Frank; Wewer, Géttrik (Hrsgdandbuch zur Verwaltungsreform, Wiesbaden 2005,
205 ff.; Lenk, Klaus; Wengelowski, Peter: Wissenaagement fur das Verwaltungshandeln. In: Edeling,
Thomas; Jann, Werner: Wissensmanagement in PalitkVerwaltung, Wiesbaden 2004, 147 ff.; Wal-

ger, Gerd; Schencking, Franz: WissensmanagemesitWissen schafft. In: Schreydgg, Georg (Hrsg.):
Wissen in Unternehmen — Konzepte, MaRhahmen, MetihdBerlin 2001, 28 ff.
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What can be considered as a large potential imditary implementation processes,
besides knowledge, are the confidence and reliemit&ary subordinates have to place
in their supervisoré® Accordingly, it should be dealt with great careislthe founda-
tion of one of the military’s essential orientatsoand necessities, namely the willing-
ness and readiness to faithfully serve the armece$o To a certain extent, this also
includes the civilian staff of military organisati®. Generally, the defence administra-
tion’s staff should be actively involved in optiraign processes. This also implies the
development of economic and interdisciplinary ekperand know-how in the armed
forces.

All this brings about new forms of military leadens, which should be marked by all
kinds of cross linked activitiesetween individual areas of responsibility and pdoy
the interaction with partners from a civilian antbeomic environment as well as be-
tween the armed forces of different countries drmatdfore on an international level.
Apart from that, also new questions emerge, suclhaag to increase productivity,
which is the provision of safety and security, with a consequent loss of quality and
how new areas of activity can independently berfireal>°

All this of course requires the best possible trjrfor future leaders as an investment
in the future of military operation. It becomes neasingly clear that there is not so
much a demand for processors but a need for cesatid qualified professionals and
leaders. Therefore, training should be considesed strategic investment in their own
future competence and competitiveness by the aforeds. Thereby it also becomes
obvious that the military personnel’s future prafesal competence must no longer be
limited to purely military, technical or administiige issues. A minimum of economic
basic knowledge as well as political and maybe s=mdtural basic training should
form a substantial part of human resources devetopreoncepts’

The future scope of duties of defence administnatud! inevitably become more com-

plex — not to mention necessary language competeincligher and internationally

composed executive staff and command centres. flineyéhe most promising training

approach finally is the pedagogic-methodical wahjocl implies conscientious theo-

retical and practical training of future staff olh military levels. Some modern armed
forces have already made first consistent stepartsithe development of such training
concepts.

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

3 Certainly similar: compare: Christe-Zeyse, Joch@miv will man ja auch nicht sein!* Der schwere
Stand des Vertrauens in einer strukturell missséehen Organisation. In: Christe-Zeyse, Jochen (Mrsg
Die Polizei zwischen Stabilitdt und Veranderungnsighten einer Organisation, Frankfurt/M. 2006, 191
ff.

%9 Loffler, Elke: Leadership im 6ffentlichen Sektomieht nur eine Herausforderung fiir Filhrungskrafte.
In: Koch, Rainer; Conrad, Peter (Hrsg.): New Pullarvice — Offentlicher Dienst als Motor der Staats
und Verwaltungsmodernisierung, Wiesbaden 2003,f239

40 Compare: Heidemann, Dirk: Professionelle Filhruenpdn — Kompetenzorientiertes Lernen in der
Ausbildung von Fihrungskraften der Polizei. In: tBal, Christian; Christe-Zeyse, Jochen; Heidemann,
Dirk (Hrsg.): Professionelle Fiihrung in der Polizelenseits des Fiihrungsmythos und technokratischer
Managementansatze, Frankfurt/M. 2006, 127 ff.; VéagDieter: Personalmanagement in Offentlichen
Organisationen. In: Jann, Werner; Réber, Manfredjliann, Helmut (Hrsg.): Public Management —
Grundlagen, Wirkungen, Kritik, Berlin 2006, 221; fiReichard, Christoph: Personalmanagement. Blanke,
Bernhard; von Bandemer, Stephan; Nullmeier, Fralkewer, Gottrik (Hrsg.): Handbuch zur Verwal-
tungsreform, Wiesbaden 2005, 229 ff.
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stand in the foreground. The key to well foundedatmnal training, which will lead to
an improvement of the military’s operation, is thiective combination of practical
approaches regarding solutions for problems emegryom conflicts between military
daily business and scientific and economic peroepti Therefore it has to be analysed
how an ideal training regime is to be designecegards to qualification for the flexible
adoption of tasks on the one hand, and professtasél fulfilment on the other hand.
Hence, the following key competences should bededwon:

e Social competence,

* Professional competence,
e Methodical competence,
« Authentic competence.

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

Such training concepts require, apart from protesdi qualifications, as military and
incrementally economic and business economic qeaifibns, so called ‘hard skills’,
also interdisciplinary and especially social anchownicative qualifications, short ex-
ecutive qualitieor so called ‘soft skills’.

Essential core competences of such a military leadeld be among others:
* leadership ability,
e communication skills,

» ability to deal with conflicts and to reach consensgainst 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 futuraining derive from these require-
ments. Apart from the procuration of professionad &eadership competences there is
an emphasis on other areas, such as cross-culindarstanding, functioning of civil
organisations, project management, basic economderstanding, communication,
mediation and negotiation, understanding the rbl€IMIC, principles of cooperation
and of course practical experiences through releggercises. Importance should also
be ascribed to foreign language skills, experigandie areas of organisation, logistics
and computer skills up to special qualificationd arternational work experience.

A well balanced and attractive training programnoesdnot only increase the staff's
competence and efficiency for the military, it afgomotes creativity and personal am-
bitions of its staff and thus broadens the militaugcope of abilities which also has a
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positive impact on economy, since well trainedeadid experienced personnel become
available after the termination of military contisic

Apart from future oriented training, a more flexdkldnd performance oriented interpre-
tation of promotion procedures is recommendable ti@none hand, the currently ap-
plied rigid promotion systems provide a certainusitg and allow for individual long
term planning. On the other hand, theses systentstte support increasing perform-
ance deficits and a lack of motivation among tladf st

A certain degree of security regarding promotiondareers in the military and defence
administration by determined promotion steps, wtach related to time of service and
affiliation to agencies should be preserved. Howevehould be considered to support
and promote the development of more individualxilee and performance oriented
career profiles as alternatives to a traditionakenas a civil servant. This should be
possible in most armed forces, since promotionamarding of military ranks amongst
active troops is also bound to military performaaod achievements.

As far as further possibilities of human resourdegelopment are concerned, an incen-
tive scheme could be introduced in addition to gph@motion system, which could in-
crease the employee’s motivation through awarasuneration or extension of compe-
tencies.

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

This would also facilitate the frequent updatingl aradjustment of military training
programmes to the newest civilian labour standamtsrequirements and thus also put-
ting military and civilian vocational graduations an equal footing. In this context it
can be summarized that a wide and independent @nigigh quality vocational train-
ing and further education programmes as well ap@ati@and supervision in regards to
external training and job opportunities consideyabtrease motivation and individual
development potentials of military staff.

[1.2.3 MOTIVATION AND INCENTIVE SCHEMES

Another aspect that might be subject to changeadstradministrations (also in defence
administration) is the often very rigid compensatgystem. Such systems certainly do
have advantages as for instance better possibilite the planning of financial ex-
penses in human resources management. Howeveprdbhkem is its negative effects
on the staff's motivation. Moreover, rigid competi@a and incentive systems do not
reflect the staff's real economic efficiency anadguctivity. Administrative personnel
are not only bound to task assignment and profeakresponsibility but also motivated
by personal success and target achievement. Honevaider to encourage this pursuit
the performance delivered has to be virtually aéld in some form, and individual
employees have to be given the opportunity tomystish and define themselves within

52



the respective group. The establishment of pos#sssilfor performance oriented com-
pensation and incentive systems is therefore nigt @nceivable but recommendable.
The crucial problem is to add to, or even replacgdmuneration models — which can
already be incentives — and create rules and inesnin order to direct the behaviour
and activities of the executive level and its ages a way that it serves the benefit of
the whole organisation.

Therefore, it is recommendable to take measurestablish individual incentives, for

instance by developing a standardized but perfoceaelated remuneration model
where financial bonuses as well as sanctions amelr,oélternative compensations are
bound to the respective staff's scope of perforreaaother approach would be the
implementation of effective performance controllimgth aligned compensation and

award catalogues. This would result in an enhameedsurability of performance and
position of the individual staff members within th&rarchy. Positive approaches for
direct but non-monetary promotion of surpassindgserances would be the allowance
of holidays, subventions for private purchases atemal gratifications.

For the establishment of performance related imeersichemes budget increases might
be necessary in some fields. However, this shoelddmsidered as an investment in the
increase of the military’s capacity in regards ayspnnel, which ideally results in an
optimized cost-benefit ratio. For those armed feradich recruit their staff also from
compulsory military service, there are various pmbSes in regards to recruitment
from military service as career entry as well. Daéancing of social hardship by calling
for the completion of basic military service as Mad award and compensation models
for special performance during conscription would dn incentive compared to other
occupations. A decisive factor regarding the deoidor a professional career in the
military would be the guarantee of demanding, Batig and interesting career profiles,
which would considerably contribute to an increatenotivation and the sensation of
security during service. Furthermore, recruits wiake an early choice for a career in
the armed forces and defence administration coeldelvarded by higher service pay,
earlier promotion and support in regards to vocetidraining. In some armed forces
these models are already successfully apffied.

Another possible approach for performance relatedntive schemes would be diverse
forms of partnerships, as they are common in stmrporations. However, this ap-
proach bares the danger that the sole motivatiomfproving and optimizing activities
are the personal interest and benefit of the agtscrather than the ‘well-intentioned’
success of the organisation, and other demand gratg therefore neglected. There
would also be the danger that the executive lewlldvhold back information from the
decision making level in order to provide eithay tittle information or to provide it too
late to make efficient decisions. The consequengeldvbe the development of new
rules and regulations as well as a sanction framewehich always causes consider-
able administrative expenses and side effectslifpeaple involved.

As far as the military is concerned, this form hasadvantage which is not to be under-
estimated. Staff employed with the armed forcesagdwvork under the premises of
dealing with classified, subtle information. A canled/regulated form of partnership
and involvement regarding the military organisasodevelopment does not only ad-
vance trust but also provide a certain degree t#real security. The aspect which out-
weighs all other aspects of this consideration, du@w, is the fact that the incentive is

“1 pocher, Harald: Okonomische Implikationen unteestifcher Wehrsysteme, Frankfurt/M. 2004
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not created by the transfer but by the gain ofviddial responsibility. Furthermore,
partnership turns military personnel from sole smn\providers into beneficiaries of the
factual and imaginary values of a performance pledi Finally, the simple, general
conclusion can be made, that the value of a pedoo®m — be it economic or public — is
measured by the reactions and acceptance of tloweemed rather than by the accre-
tion for the enlisted supplier.

Regardless of positions or career profiles, theviddal locations should provide for
leisure and entertainment facilities as well asganinimum standard of comfort and
space in regards to accommodation for their séafbecially since they might be under a
certain pressure regarding mobility expectationgddifionally, the establishment of
suitable means of compensation for the high le¥ehobility requirements should be
taken into consideration, as for instance peopleharge of helping with residential
issues, child and family related problems or adogyformalities. Another factor which
can be considered as an incentive for enhancedlitgabisupport provided in regards
to interest free or favourable loans. Close refatishould be maintained with regional
labour markets in order to be able to support taff's family members in finding em-
ployment. In general, an optimal level of compditipiof family and career is to be
guaranteed, in spite of the high degree of mohiétyuired on the military sector.

Leisure centres at locations should be made addedsr family members and the pro-
vision of sports equipment and facilities would dwetable incentives for personal fit-
ness. Since employment on the military sector alilays be connected with manifold
physical and psychological encumbrances — for tieasoldier as much as for the
administrative employee and in spite of all effadsavoid unnecessary hardships — spe-
cial attention should be given to individual safagling and safeguarding of the family.
This can be considered as a relevant incentivedorice in the armed forces, if current
developments in civilian safeguarding are useckBsence.

Outstanding medical and social care, possibly faiséamily members, would be a con-
siderable advantage of service in military orgatiose.

Service abroad should, as it does in economy, halieect and clear effect on wages as
well as on pensions. However, international deplewynitself can also be considered as
an incentive for interested staff. This could fostance be a motivation for taking up
language training and consequently to increasajtiadification of the organisation’s
personnel. Of course, an according integration ditary organisations, for instance
within military alliances like NATO, is a precondih. Since in the armed forces admin-
istrative employees can aldé® subject to deployment abroad in the course bfanyi
missions, intense efforts are required in regands tcomprehensive and extensive sup-
port of the affected personnel and their familiesirty and post deployment and the
guarantee of financial compensation or appropsateguarding models with respect to
the high encumbrances and potential risks of depémt abroad.

In order to allow for a more comprehensive linkagemilitary and civilian personnel
and to reduce the danger of consequent interndlicsn crediting performances of
civilian staff from possible reservist service &gular full time service are conceivable.
Ranks and qualifications obtained during resersesvice could for instance partly be
credited to the current active status. Also thetamy personnel should not be subject to
merely the organisation’s payment specifications dhould also dispose of individual
incentives and additional remuneration models dbaseof the possibility of promotion
and the corresponding privileges and obligations.
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[1.2.4 CONTRACT MANAGEMENT AND COMMUNICATION REGARDING
OBJECTIVES

Current administration management has a tendenegrtis regulating performance
processes by centralized specifications of stuciget allocation instead of controlling
them by setting constructive objectives. As a cqueace, tasks and resources are
hardly being questioned and performance awarerassaarcely be developed by the
staff. Therefore, a development away from budgetntation towards enhanced per-
formance orientation would be of importance. Thenexnic and dynamic design of
implementation processes in administrations anstrategy related processes is doubt-
lessly of primary importance to a more efficieraiyd effectively functioning organisa-
tion. This, however, does not end in itself bualways based on concrete objectives.
Without objectives, all processes would lack cot#eand therefore become pointless.
Political and administrative elites often lack @harin regards to expectations of the
administration’s operational level. The specifioatof objectives and the related defini-
tions of operational, financial and human resoustated basic parameters are conse-
quently affected as well.

An essential factor for performance oriented arielcgively working personnel is, apart
from factual motivation, the concrete specification gmdcuration of objectives. The
term objective describes all considerations andreffnecessary to guarantee that the
measures agreed on during the strategy findingegsss are successfully applied by
motivated personnel. Objectives can be divided mtmetary objectives, that is to say
objectives measured in monetary units, and non-taopnebjectives. Operational ob-
jectives are determined by the performance proitesl, while formal objectives are
measures of orientation, as for instance profitgtof goods and services. Furthermore,
objectives can be designed as short term, medium &@d long term objectives. An-
other hierarchy emerges from the evaluation of cibjes as in main and secondary
objectives, whereby strategic objectives are mdijeatives and therefore a priority.
The different influences and constellations of powegarding the objective develop-
ment process create different relationships betvedgectives, such as harmony of ob-
jectives, being the common valorisation of objeesiloy achievement of a determined
objective, conflict of objectives, being the vagaiion or devaluation of objectives to-
wards another one achieved, and finally objectieetrality, being the independent
achievement of different objectives. Objectivestfand foremost have to be effective in
regards to action and results. To be effective tiesd to consist of the following com-
ponents:

* Clear contents: What is to be achieved?

* Clearly defined volume: How is the objective to hehieved and how is the
achievement to be measured?

* Time frame: Until when or within which period ofrte should the objective be
achieved?

» Scope of relevance: Where is the objective valid?
» Responsibility: Who is responsible for the achieeatof the objective?
* Implementation: How and by which means can theativje be achieved?

» Significance and expedience: Why is the objectivbd strived for?

55



Result oriented objectives are primarily to be adered as binding specifications ac-
cording to agreement processes and should onlitdrecin special, exceptional cases.
From these objectives the further, concrete imptaaten processes, administrative,
operative and strategic processes as well as diwetarnal policies and guidelines nec-
essary to achieve the respective objectives areetkfrom.

Contrary to businesses in economy, which mainlyestior a monetary main objective
such as profit or compliance with contribution masg the military system of objec-
tives is, according to the character of militaryfpemance, very complex. The general
framework is the military mission, which all othesnsiderations are to be directed to-
wards. In the case of the armed forces, selectgtinles for military organisation are
for instance:

» Constant guarantee of optimal fulfilment of theitarly mission,

» Ability of self assertion during deployment scepoari

» Ability to ally with other armed forces,

« Ability to cooperate with civilian organisationsdmstitutions,

» Constant operational readiness of available matanich equipment,

» High technical standards regarding reconnaissaderedgrship, mobility and com-
munications,

» Effective yielding of military performances of &inds,
« Maximization of resources available to the military

« Optimization of resource deployment, starting fravailable budgets, according to
the economic maximization principle,

« Constant increase of leadership efficiency in @amiitoperation,
» Ability to represent national values and principles

« Efficient organisation and optimal equipment conmgrs,
Thereby, different types of objectives can be catiegd:

Performance objectives: These objectives determimeh effects should be achieved
by the respective performances in regards to tHerent demand groups of defence
administration, for instance population, active ednfiorces or politics.

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

Potential objectives: These objectives encompalsseaburces regarding personnel,
equipment and budget necessary for service provisio

Formal objectives: These objectives determine @urthhasic parameters for the
achievement of other objectives.
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Possible target system of a military entity

Main objective

Secondary objectives

Maximum operational
readiness

. Technical
. . Motivated and well .
Qualified and well Motivated and well trained operational
trained commanders trained soldiers . . readiness of military
administrative staff .
equipment
Vocational Performance . o
- High standards Optimized
training and relevant .
Awareness . . or logistics and procurement
further incentive .
. maintenance systems
education schemes
Qualification and Sound basic
security measures parameters

—

Image 1 Possible target system of a military entity

Objectives are not only agreed upon on the poliaca administrative level of organi-
sations. ‘Management by objectives’, as it is maneferred to in economy, is a type of
management which does not only focus on a higheimg objective communication to
the administrations, but has developed concreteeagents on objectives, so called con-
tracts, within and between the individual hieraeshior the respective public manage-
ment approaches.

Thereby, the contract partners within the staff owmnly agree on concrete objectives,
which are to be achieved within a determined peabtime. In general, those objec-

tives are mainly divided into two categories: parfance and result oriented objectives
and financial objectives. Performance oriented abjes focus on the achievement of a
certain result by the contract partners. Finarmgéctives concentrate on service provi-
sion within given or determined budget specificasioHereby, contracts are not to be
seen as regular contracts; they represent a vojuotanmitment of the contract part-

ners to the objectives agreed upon and theref&nedaof mutual trust and working ba-

sis.

Such agreements on objectives should among othesthre 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 targetiagbment,

« Consequences for surpassing target achievemeatunefin target achievement.

A considerable advantage of such contracts is tissipility for self-contained control
and regulation of effective ways of working by ctam comparison with the perform-
ances provided and the objectives agreed uponoNgtsubordinates commit to their
supervisors, but also leaders are bound to valtferpgance. Since cooperation is car-
ried out in the long term, an enhanced cooperdtiaetion of these contracts in terms
of employment can be noticed.

Contract management is mainly directed to stremgigedecentralized responsibility
on the one hand, while allowing for the maintenaand development of centralized
control and regulation, on the other hand. Anofiasitive aspect is the fact that it gives
the executive level the possibility to concenti@tats managerial functions.

In regards to contracts it would be ideal, if speations were made by politics con-
cerning characteristics and quality of the respectperformances. Administration
would hence be able to account for executive implaation without further direct in-
fluence. In fact, contract management is suppasemiarantee individual responsibility
and extensive autonomy, nevertheless will individnterventions, down to the lower
levels, be unavoidable in the military. Particufaalgainst the background of changing
fields of action of modern armed forces, defenamiadstration has to preserve the po-
tential for executive level to give direct ordecsimdividual military and civilian per-
sonnel. There is at least a difference to be matwden the development of contracts
in the military regarding regular operation anccase of active deployment. The mili-
tary only allows for very limited possibilities iregards to internal concretion in the
form of clear and long term contracts.

Nevertheless, can contracts be implemented onpbeatonal level, and therefore are
recommendable. Sometimes they are directed to $hont objectives only, as for in-
stance the achievement of current mission relabgectves or the fulfilment of current
military demands. This of course requires more uesq ‘negotiations’. Such coopera-
tive processes for the definition of objectives tarde carefully considered, since these
negotiations bare an increased potential for costliOnce more it has to be underlined
that the principle of authority in the armed foree®f different importance than in ci-
vilian organisations. It is not only on the exeeatlevel that the more frequent applica-
tion of cooperative processes may be consideredromding, but this should not imply
that these processes should be closely considetée military.

Another aspect which is rather difficult to implembén the military is the increase of
competitiveness by objectives. Military goods aedvees must not be subject to eco-
nomic competition, since it would imply a tenderoypartially hollow out the national
monopoly on force and security as well as towahdgsabolishment of its quality as a
public service. Therefore, internal competitionvien the individual administrative
agencies and departments has to be in the foregnmgarding the enhanced orienta-
tion towards competition by financial objectiveseriée, competition can only be fo-
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cused on in areas not directly connected to thiéamyils core tasks, namely deployment
tasks?

Furthermore, not every performance objective cacdsbined with a financial objec-
tive in the military, since clear measurable inthegs, allowing for definite target
achievement, cannot always be applied to militdojgctives. In how far military objec-
tives are to be seen as motivating factors rath&n tas mere control parameters is a
question which is to be recognized as absolutel . v&€ontrary to civilian organisa-
tions, objectives of defence administration cansbbject to external specification by
the national government in the form of a militaryamdate, up to the first executive
level. Therefore military mandates to the wholeamigation should be included in the
development of contracts towards the individuaif sta an essential objective regarding
individual action.

In order to effectively promote the staff's capgcinerely technical objectives seem to
be unsuitable. In this respect, an orientation tdactive troop units and their practice
of establishing a codex seems reasonable. In ¢odprocure the purpose of perform-
ance, a clarification of the resulting competenaied obligations as well as of the indi-
vidual actor’s status is of importance. In the eouoit environment there has been a
realization of the fact that the quality of serndggeerformed and the distribution and
acceptance of organisational and executive powei@ng constituents, beneficiaries,
leading and executive level as well as other denggaadps is mainly determined by one
factor: the way the management level manages tdic@rtheir own and all other de-
mand groups’ significance and mutual influence witeir own objectives. This in turn
depends on what is to be commonly achieved and Wigaparties stand for — their
common objectives.

As far as target setting or communication in regam objectives are concerned, the
management level is not considered to be the tapeopyramid but as an equal part of
a systems manifold relationship levels. It is siyniple part which is responsible for fi-

nal decision making as well as for other componast®r instance implementation and
administration. Hence, it is, as all other demand Besponsibility groups, equally in-

fluenced and formed.

Objectives need to be far more procured and pramnabeong the staff. Management
doctrines recognize that the identification of aka@ personnel with the job performed
is very important. This identification is mainlyeditification with a product, in the case
of defence administration with the service providedthe identification and recogni-
tion of a higher ranking context’s meaning, of l@glalues and their necessity — quasi
the vision behind the objectives. Therefore, thecgration of concrete goals should be
fortified by additional communication and procuoatiof abstract and higher ranking
issues.

In the case of the military, these ‘higher rankoligectives and values’ would be for
instance the preservation and defence of natiewlriy, the possibility of aid in areas
of crisis and the general participation in peacepkey. These values are not only of
significance to the active troops but also to tmiaistrative staff. All staff as well as
each individual staff member needs to know how irtgrd their individual contribution
to the achievement of those objectives is. Theeetbe participation of the staff in the

2 Compare: Reichard, Christoph: ,New Public Managethals Ausloser zunehmender Okonomisierung
der Verwaltung. In: Harms, Jens; Reichard, Christdpie Okonomisierung des offentlichen Sektors:
Instrumente und Trends, Baden-Baden 2003, 128 f.
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target setting process for operational objectigesfigreat significance; not at least be-
cause an identification with strategic and concnetigary objectives, already specified
by politics, is generally more difficult to achietiegan the identification with self deter-
mined objectives.

The above mentioned possibility of target settingich is based on the recognition of
the transmission of values and their effects on dtadf's efficiency rather than on
purely technical and financial considerations, wafiofor a considerably more stable
mandate for the implementation of projects and anders particularly for an institu-
tion which has to implement political specificatsooriFurthermore the necessity of legal
and formal specifications is lessened and conselyusa is thedanger of besieging
oneself with rules and regulations regarding preegsin this way, self-made bureauc-
racy, which always has a negative impact on theesg situation, would be avoided.

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

Here, target setting is therefore considered amumegent for the foundation and legiti-
misation of the powers of decision and disposalaksady pointed out before, the cen-
tralized power of disposal is the key to rapid afféctive action and operation in mili-
tary organisations. However, since the power obakal is authorized based on higher
ranking objectives, it is put on a far more stdidsis than it would be, if purely techni-
cal objectives were specified. Leadership authaitg power are therefore not a result
of appointments, specifications or pressure. I flagy are ‘awarded’ to the respective
employee as a result of evident and constructivensonication on objectives,

[1.2.5 NEW STAFF PROFILE

Hitherto it has been clarified that a reform of adistrative processes and an enhanced
orientation towards management oriented processepracedures in an administration
also bring about new requirements in regards tib stal the administration’s organisa-
tion. In order to give a better idea about thesg regjuirements it is necessary to pro-
vide a guideline or in fact a new over all concépigear to and rely on.

As an organisation, administration can orient fteel examples from economy in terms
of the development of an organisational cultureedonomy it is a recognized fact that
common guidelines and values summarized in whaalied ‘corporate identity’ have
an eminent impact on a company’s development. & brganisational culture refers
to the staff's common norms, attitudes, expectati@ssumptions, values, convictions
and philosophie&’

The creation of a concept of ‘administrative idntis therefore conceivable for ad-
ministrations. On the one hand it only offers astedzrt idea regarding the organisations

43 Compare: Tondorf, Karin; Bahnmiiller, Reinhard; ¢éa, Helmut: Steuerung durch Zielvereinbarun-
gen — Anwendungspraxis, Probleme, Gestaltungsiderigen, Berlin 2004, 52 ff.
 Compare: Strunz, Herbert; Dorsch, Monique: ManaggnMiinchen/Wien 2001, 189 ff.
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orientation, but a concrete guideline for the orgation’s future development on the
other hand?

In defence administration, for instance, an orgatiosal culture could be developed,
which on the one hand proclaims military values baldaviour, such as acquittal, faith
and self discipline, and on the other hand is &bleombine entrepreneurial characteris-
tic traits like motivation and risk propensity, baiso respect and grant of individual
freedom and the consequent development potéfitial.

However, this consideration also demonstratesthieatievelopment of a concrete staff
culture might be of even greater significance tministrations. Civilian as well as mili-
tary staff should be able to internalise a perforogaculture similar to the one required
and promoted in economy. Staff should not condidemselves to be military or civil-
ilan ‘administrators’, but are to be encouraged ¢wetbp a self-image as managers
working in defence administration, which is to wemoted accordingly. In this context,
the performance principle is to be considered asesioing positive and desirable, if
performance is perceived as a means of individaal erganisational development.
Therefore it has already been examined why andihdividual and common perform-
ances can be acknowledged. A performance oriemeaeatrepreneurial job profile and
self-image form the basis for the development afemtal platform, allowing for indi-
vidual distinction and therefore for the developmehmotivation for better perform-
ance. In administration, a similar although nottgas distinct staff culture needs to be
developed as it already exists in the active trodpstatus earned by personal achieve-
ments is more valuable and important for the stgf€rsonal development and increases
self-confidence as well as motivation. Furthermiomomotes a higher degree of com-
mitment and self-assurance in regards to tasKrsfit’*’

Development in defence administration should tloeeetbe increasingly oriented to-
wards a dynamic career image, similar to an offsceareer in the active troops, rather
than towards rigid career models which are comnmomany administrative organisa-
tions. A possible objection might be found in tHaira that it subliminally implies a
lacking of security of career advancement. Howelrgrgranting a status as a civil ser-
vant a certain degree of security is already gueemh A more flexible and dynamic
career in administration would reinforce the proimowf the staff’'s individual motiva-
tion in regards to performance and development.

This would also allow for the abolishment of thecsdled ‘zero-error culture’. In ad-
ministrations the impression might be fomented thatprevention of creative and dy-
namic approaches in regards to task fulfilment #edavoidance of risks also prevent
the occurrence of errors. However, errors can niegerompletely excluded. If the mere
prevention of errors remains a main focus in adsiiation, the abilities to adapt and
develop further are suppressed in the first pl@ethe one hand, abatement costs are
usually lower than compensation costs, but in toistext, the contrary would be the
case in the medium and long term. Moreover, a hidlegree of performance orienta-

45 Compare: Schridde, Henning: Verwaltungskultur, @& Management und lernende Organisation.
Blanke, Bernhard; von Bandemer, Stephan; Nullmeieank; Wewer, Géttrik (Hrsg.): Handbuch zur
Verwaltungsreform, Wiesbaden 2005, 216 ff.

6 See: Strunz, Herbert: Management im militariscBereich, Lohmar/Kéln 2006, 101 ff.

47 Changes of bureaucratic organisation are alwagsuto great difficulty. Compare: Fisch, Rudolf:
Organisationskultur von Behérden. In: Kénig, Klgirsg.): Deutsche Verwaltung an der Wende zum
21. Jahrhundert, Baden-Baden 2002, 449 ff.; Hofmatichael: Psychopathologie der birokratischen
Organisations,kultur’. In: Hofmann, Michael; Zapouky, Klaus; Strunz, Herbert (Hrsg.): Gestaltung
offentlicher Verwaltungen, Heidelberg 1993, 175 ff.
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tion and an entrepreneurial staff profile wouldoalgve an effect on the image of ad-
ministrations in the publit®

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

Models, which are directed to the creation of défe staff profiles, usually end rather
quickly in the mere satisfaction of different exfaions. An extensive share of the pos-
sible development potential is used up by this muawvoidance of conflicts. Further-
more, internal conflicts are already preprogramnsat;e the evaluation of the different
demands, interests and expectations for furthesfaetion, requires considerable ef-
forts. Sooner or later this would certainly leadctonpetition between the different in-
terest groups. On the other hand, the differenet@den the respective expectations
and views in regards to work and organisationaiucelcannot just be ignored. Organ-
isational as well as staff culture cannot simplypbescribed. They need to be developed
and internalized: otherwise one of the biggestraeds on future reform and transfor-
mation approaches is promotedmely the development of internal opposition aw |

of acceptance.

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

On the one hand, typical military qualities areuieed in regards to task fulfilment:
e Sense of duty

» Determination and self-discipline,

* Assertiveness,

* Moderate authority,

e Planning and analytical competence,

« Individual and cross linked responsibility towattie organisation and all subordi-
nates.

On the other hand, also entrepreneurial and edjyesteial qualities are required:
» Cost and performance awareness,
» Creativity and flexibility,

* Interdisciplinary way of thinking and working,

8 Compare: Ritsert, Rolf: Einfilhrung von Elementeass érgebnisorientierten Managements und Aus-
wirkungen auf die Organisationskultur. In: OhlemaghThomas; Mensching, Anja; Werner, Jochen-
Thomas (Hrsg.): Empirische Polizeiforschung VIIPslizei im Wandel? Organisationskultur(en) und -
reform, Frankfurt/M. 2007, 239 ff.
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* Innovation regarding the development of new coreeptask fulfilment,
* Interpersonal, intercultural and social abilities,

e Empathy,

» Ability to motivate,

* Ability to deal with conflicts and discussions.

The consequence of developing a common and wortéwshaff profile, combining as
many of the different demands as possible, would bencentration on the adoption of
new qualifications and abilities, and a decreaseoaflict potential regarding individual
differences. In this context, a possible way tacheeonsensus would be the establish-
ment of regular and terminated discussions withtanyl and civilian staff. The respec-
tive administrative and work efforts would be ralaly low, but the impact on the
working climate as well as on the staff’'s performamight be considerable.

1.3 ORGANISATION AND PLANNING

If objectives are to be achieved successfully andn economically sensible way, con-
crete and target oriented strategies are necesHaage strategies are to be implemented
in the most consequent, smooth and most of all efisttive way. Therefore, a well
thought out and balanced operational and orgaoisatistructure, comprehensive and
solution oriented planning efforts and a consequecision finding process, based on
these efforts are required.

The ability to react to similar influences from thgroundings in a standardized way is
determined by organisation, and in tumeates stability and coordination. An organisa-
tion’s organisational structure can be divided istauctural and process organisation.
Stability regarding structures and processes aigdies stable results and economic
efficiency. Since organisation is also subjectdastantly changing influences from the
environment, differentiated reactions to the déf@rimpulses are required and a high
degree of reactivity and adaptability is therefegeially important.

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

Process organisation mainly concentrates on thetste of the actual processes regard-
ing performance and target achievement as of hawimnvhich phase the respective
processes regarding task fulfilment are to bezedli

Military organisation is the permanently valid sttwre of a target oriented, social and
technical system and is represented in the detatiamof troop formation and military
organisational planning. Therefore military orgauiisn is to be attuned with require-
ments regarding day to day operation deriving fideployment orientation and to di-
rect the respective staff to deployment requiresi@nteturn. Tasks, abilities required,
kind and volume of deployed personnel, but also petencies in terms of command
and leader-subordinate relations can vary accorttirte military mandate. Structural
and process organisation and the consequent assigrohtasks and competencies to
troops and commands are therefore to be evaluattdecided according to the respec-
tive demand situation. In military organisation #@Epect of appointing organisational
tasks among the individual parts of the armed fraemy, air force, navy as well as the
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respective administrative and human resources ttegats, is to be added to this prin-
ciple.

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

regarding organisational processes. Hend® a large extent modularly, structural or-
ganisation is required, which does not correspoitd any uniform disposition for the
fulfilment of standard tasks to the benefit of aajer collective. Furthermore, organisa-
tion should also work smoothly at the home locaiimrase of deployment and com-
bined application of the individual branches, whrelguires a common organisational
concept. This implies that leadership organisaitiotme military needs to be principally
bundled on the political level through the MinistifyDefence and the general staff. The
difficult task of overcoming the gap between conipkity and standardization on the
one hand and the necessary functional specializatiaghe individual branches on the
other hand, is to be taken into consideration wiheomes to the interpretation of mili-
tary organisational procedures. This sets highdstals to the conception of a suitable
degree of organisation — all instructions and guildes determining objectives and the
scope of actions. It has to be kept in mind thagxreedingly high degree of organisa-
tion can lead to rigidity, while an exceedingly lal@gree of organisation can cause in-
stability and may therefore lead to inefficiencylantegral dissolution respectively.

An essential part of strict and effective organgais a flexible but still well designed
and stable long term planning concept. Planning mocess of information procure-
ment and processing as well as the anticipationcaddination of future action in an
organisation. It includes all considerations of tvaad how something can and should
be achieved. Panning is based on selected or gukolfjectives and should take strate-
gic, organisational and operational factors intastderation, depending on the respec-
tive normative specifications. Hereby, a divisiotoi normative-strategic and tactical —
operational planning can be made. The accordingifsg@ions are made by normative
management. This managerial level deals with tlgarosations’ fundamental values,
codes of conduct and directions.

In the military, normative planning mainly takesagé on the political level and can be
considered a mental process of concretion regarsigrity political parameters for
military fundamentals and specifications for thelitamy strategic leadership. These
internal and external policies are long term raled regulations to guarantee the devel-
opment and implementation of strategies as wdhasealization of plans.

Strategic planning determines fundamental factorsfiiture and long term develop-
ment on the basis of specified objectives and anfaes in an anticipatory way as a kind
of ‘central thread’ for the further course of aation the armed forces a further concre-
tion towards military strategic planning can be mabhe latter is to be understood as a
further, on military peculiarities focussed levéktrategic planning.

The consideration of tactical planning as an esslecdncept is particular to the mili-
tary. It primarily deals with the deployment andaagement of troops during deploy-
ment or operations, with the so called preventiuged. Tactical planning is based on
the specifications made by strategic as well asatip@al planning concepts. The basis
of this kind of deployment planning is a combinatiaf elements from defence, armed
forces and over-all military planning.

Operational planning is the part of strategic pilagmrresponsible for the coordinated
implementation of strategic and tactical specifaad by transforming them into con-
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crete procedures within the framework of the indiidl functions’planning concepts.
On the other hand, it determines guidelines fotaimty applicable short term imple-
mentations, which form the basis for further sgatelecisions. Depending on the indi-
vidual field, components of operational planningdlve planning in regards to objec-
tives, resources and measures to be taken. Opwahitanning therefore serves the
actual implementation and monitoring of measurksrtan the individual agencies nec-
essary to guarantee the results and achievemesttatégic planning specifications in
the long term. The operational planning level darefore be considered the core area
of operational and task profiles in defence adniai®n.

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

In the field of planning, however, parts of opesatil planning, as for instance target
and action planning, can be subject to a more akred organisation. As far as objec-
tives of military operation or deployment are cameel, the individual troops depend
on centralized specifications and standardizechtaten anyway. It is therefore highly

conceivable that the respective planning efforésraanaged by a central planning staff.
Hence, the centralisation of the planning offices the individual parts of the armed

forces is a logical conclusion.

In some armed forces first approaches to this quimecan already be observex for
instance the establishment of centralized admatist staffs with representatives from
all branches and parts of the armed forces. Thiadks fiave their own organisational
structures and coordinate the uniform orientatibrihe different parts of the armed
forces and military entities towards the respechigher ranking strategic objectives.
Implementation as well as application along theviidial structural and process or-
ganisations, however, remains to be subject tdthrches’ leadership levels. This im-
plies that parts of operational planning, as fatance respective resource and deploy-
ment planning remain rather decentralized. Thues highest possible degree of coordi-
nation is guaranteed, while taking the particukesiof the individual military fields into
consideration.

1.4 BENCHMARKING AND PERFORMANCE COMPARISON

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

Besides extensive environment and risk analyses;ifsp evaluations regarding the
organisations strengths and weaknesses compaogeioorganisations can be made by
benchmarking.
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Benchmarking stands for self-evaluation by exteasslessment. It is a widely standard-
ised concept from marketing, which was originallsoaapplied by the military in order
to find possibilities for improvement through thengparison of capability characteris-
tics of other similar organisations, processes rog@ammes. By means of extensive
self-evaluation and evaluation of other organisetjdheir structures, systems and proc-
esses as well as the competitive environment loehetter evaluate their own potential
and possible measures for change. The main pugddbés multiply applicable instru-
ment of analysis is to reveal the weaknesses dadnisgtions and their processes by
comparison with other organisations and in-depthluation of their environment.
Analysis and comparison reveal potentials for tphgnaization of the individual proc-
esses and create possibilities to emphasise tlaisegions strengtHs.

Analyses are mainly instruments of controlling.the military they are primarily used
for the evaluation of tactical potentials, withimetorganisation or of others, and of as-
pects relevant to security policy. However, benctking and analyses of target groups,
competition, potential and environment are of gezatnomic value, particularly against
the background of a business economic and perfarenanented interpretation of de-
fence administration by application of public magagnt concepts.

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

« Evaluation of competitiveness compared to othetipand private organisations;

« Guarantee of existence by long term orientationarol international performance
parameters;

* Submission of an externally induced learning an@lé@mentation process by ex-
change of experiences with other armed forces;

* Improvement of prognoses by enhanced flux of infrram;

* Possibility to evaluate the organisation’s statysektensive analyses of environ-
ment and to make prognoses on future developmeenpals;

+ Determination of chances and risks in the enviramme

« Establishment of a self-initiated ‘obligation’ ttbsely consider other organisation’s
approaches and strategies;

» Possibility to improve status and risk assessmgixkensive risk analyses;
» Inspection of financial, staff and organisatioratetl scopes of action;

* Inspection of military enforcement powers;

» Definition of the military service portfolio;

» Determination of training demands;

49 Compare: von Bandemer, Stephan: Benchmarking.kBlaBernhard; von Bandemer, Stephan; Null-
meier, Frank; Wewer, Géttrik (Hrsg.): Handbuch Yerwaltungsreform, Wiesbaden 2005, 444 ff.; Spei-
er-Werner, Petra: Public Change Management — Edige Implementierung neuer Steuerungsinstru-
mente im 6ffentlichen Sektor, Wiesbaden 2006, y8drr, Wolfgang; Seidlmeier, Heinrich: Benchmar-
king in der offentlichen Verwaltung — Anwendungspatiale und Grenzen aus theoretischer und empiri-
scher Sicht. In; Bud&aus, Dietrich; Conrad, Petehr&ydgg, Georg (Hrsg.): New Public Managent, Berli
/New York 1998, 64 ff.
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» Development an implementation of action plans fnfgrmance improvement.

Also for the armed forces are benchmarking andyaeala possibility to evaluate and
improve the effect of political and military specdtions on the operational level. The
following strategies are usualgpplied:

* Analyses of strengths and weaknesses and disclofureak 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 asystem

These analyses are usually made during the firaselof the target setting process,
which determines facts and organisations to beyaedland compared. Subsequently
the period of analysis and comparison is introdueedich determines measurement
data for performance evaluation. During the impletagon period the evaluation of
gathered data, the determination and analysespsfaad finally the definition of objec-
tives and strategies are carried out. It is folldvioy the conception of procedures re-
garding the implementation of these measures. gioisess is concluded by the inspec-
tion period and the according verification of résand progresses.

The military is an organisation which cannot offiar services to clients on payment,
since public security ad defence need to remainigavailable to the public. Therefore,
one might get the impression that dealing withntBeand demands is rather secondary
to defence administration. However, the militaryoahas to deal with different demand
groups, so called stake holders, who have diffedemiands and expectations, which
are to be taken into account. After all, performaieptimizationalways implies the
coordination of performance profiles with requirentse of the respective demand
groups.

The term stake holder applies to all people, gramkinstitutions having certain inter-

ests or requirements regarding the respective ma@on, hold a stake to it or are ready
to stand up for the enforcement of interests. Asafadefence administration is con-
cerned, these groups are internal groups as ssldigfilian personnel and recruits as
well as related external groups like the populatpoiitics, other administrative organi-

sations, companies, interest associations, citizeitisitives, the media as well as other
countries’ military and civilian organisations.

If an organisation ignores its social obligatiomteet its demand groups’ expectations,
it runs the risk of not only losing its environmgrgupport but also its right to exist.

Therefore, one of the essential tasks of manageinenestablish a well balanced rela-

tion of the stakeholders’ expectations and the miggdion’s performance. In order to do

so, a comprehensive and extensive analysis okatlathd groups and their requirements
is necessary. Constantly changing expectations miekktter a continuous task. As far
as stakeholder analysis is concerned, the followtegs can be taken:

* Which groupsare stakeholders of the organisation?
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* What are the expectations of the different demadigs? What can the organisa-
tion expect in return? How large is the resistamoeé cooperation potential respec-

tively?

* Which demand groups have similar or overlappingla@e

* Which demand groups are closest to the organisatihwhich demands have the

greatest impact on the organisation’s objectives@oncesses?

* How can the organisation deal with the demand ggangeneral?

* How shall the organisation deal with the individdamand groups in a concrete and

differentiated way?

Such stake holder analyses cannot only be apmiéaket military as a whole but also to

the individual military fields and entities.

Since the military operation is subject to everngiag environments and additionally

marked by high fluctuation rates, such analysegeanerally 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 Well trained recruits, who fulfil their tasks within the company at their best.
body (Ministry of | company ready for deployment and able to fulfil the battalion's instructions.

Defence, bri- ; . )
gade, battalion) Economical use of resources during task fulfiiment.

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 Optimum application of resources
staff Maximum cooperation and information
Other compa- Cooperation

nies and agen- Information

cies
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Which kinds of dependences and interdependences can

demand groups

be found between the individual

Recruits — In-
structors

Appropriate training requires sufficient and qualified instructors

Recruits — other
professional

Recruits expect appropriate service and treatment

personnel

Instructors — Qualified training for recruits requires appropriate attendance, vocational
company, Su- and further training for instructors by their supervisors

pervisors

Instructors — Qualified training requires appropriate organisational services and support

other cadre per-
sonnel

Company — bat-

In order to guarantee adequate training and task fulfilment, adequate basic

talion and bri- parameters are to be established by the battalion and the brigade
gade
Company — ad- In order to guarantee a company’s capacity to act, manifold administrative

ministrative staff

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
has the company on the stakeholders? What is the in

company? What kind of influence
dividual groups’ consequent im-

portance?
Influence on the company Influence by Importance
the company
Command/ Min- | Normative and strategic specifica- hardly any very high
istry of Defence tions
Battailon, bri- Strategic and operational specifica- | participation in | very high
gade tions and basic parameters, influ- planning
ence on day to day operation
Recruits High expectations and publicity by training, treat- | very high
procuration of experience have con- | ment, support,
siderable influence on training suc- | environment
cess
Family members | Expectations, publicity information medium
Instructors Responsible for training success vocational and | very high
and consequently for the company’s | further training,
capacity to act support, envi-
ronment, moti-
vation, security
Other cadre per- | Guarantee of the company’s capac- |information, high
sonnel ity to act, internal basic parameters, |vocational and
resources, service, administrative further training,
efforts, day to day operation motivation,
security
Administrative Influence on day to day operation, information, high
staff important for the support of compa- | cooperation
nies, recruits, instructors and cadre
personnel
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Other compa-

Influence on day to day operation,

direct and indi- | medium

nies coordination requirement, use of rect coopera-
common resources tion, coordina-
tion
Other depart- Influence on day to day coordination |indirect coop- medium to low
ments and requirement, use of common re- eration opera-
agencies sources tion, coordina-
tion
Partner Availability of resources, appoint- information low

ments, human resource develop-

ment

Derivation of strategies to deal with demand groups

the most important

demand groups

and the definition of objectives for

Objective Strategy
Contracting Fulfilment of specifications, | maximum cooperation, development and use
body (battalion, best possible considera- of possible information channels, integration
brigade, com- tion of own needs compre- | of companies in planning efforts
mand/Ministry of | hensive cooperation, ac-
Defence) tive
Recruits Well trained and motivated | professional training in an adequate environ-

recruits

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

.5

LOGISTICS

From a business economic point of view, logisteghie doctrine of the allocation of
goods, coordinated in regards to demand, kind, elulocation and time, whereby
reliance, speed, operational readiness and closénéise contractor play a role as well.
The general purpose of logistics is to calculateé éetermine the necessary demand of
goods and services at the right place and at ¢/ time, by constant observation of all
movements of means, information and services, deroto allow for optimum task ful-
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filment and service provision. Logistics includéaadtivities to physically bridging gaps
of space and time regarding goods and people ad régrouping. More concretely,
logistics is defined as integrated planning, orgatidn, governance, control and proc-
essing of the over all flow of materials and thepextive flow of information. Gener-
ally, logistics is divided into four specific sulgséems: procurement, production, distri-
bution and disposal logistics.

In the armed forces, the term logistics descrilmesglanning, allocation and coordi-
nated deployment of goods and services in ordesufiport the armed forces and to
guarantee their deployment capacity. Hence, mylitagistics is a dynamic system of
processes and services, designed according t@ryifrinciples, which is to guarantee
the armed forces operational readiness. This mylismbsystem is to allocate the re-
guested means to the beneficiary, at the right tnthe right place and according to
their demands in order to allow them to achieve maghtain their best possible dispo-
sition to fulfil the military mandate.

For military logistics the following tasks derivieim this definition:

* Material supply

» Military and civilian service provision

* Medical care

* Maintenance of cooperation with economy and cimiB@ministration
* Transportation

Logistics has an influence on nearly all fieldsnafitary activity; starting with proce-
dures concerning planning and development, to éspég@roduction and procurement,
allocation, storage and distribution, maintenancé attendance up to the disposal of
military goods and services, and in particular urdiployment conditions. It is aimed
at the optimal support of the active troops an@sltluring general military operation as
well as during deployment, and the accomplishmémrises. The high importance of
logistics is not only drawn from its vital signifince for the armed forces operational
readiness, but also from its cost intensity. Thietaespecially is a considerable chal-
Iengesofor many of the armed forces. Therefore, mgpiymization approaches assess
there:

The task of military logistics in line with econaenfindings is to increase the armed
forces’ efficiency by optimization of all flows ahaterial, information and data. How-
ever, this can only be done within the frameworkthe# current political and military
requirements and orders. Especially in times ofeasing international cooperation
with other countries’ armed forces and civil partnen case of military conflicts, an
increasingly high degree of interoperability antbecation capacity is in demand. For
military logistics this implies that no longer orbycation internal or troop internal ma-
terial and service distribution are required. Ailstic related activities are therefore to
be coordinated with allied troops and other systegspectively. Consequently, the co-
ordination of all logistical tasks regarding a maity’s planning, processes and proce-

0 Compare: ERig, Michael; Batran, Alexander: Konireptlle Grundlagen des Public Supply Chain
Management. In: Zeitschrift fur offentliche und geinwirtschaftliche Unternehmen 2/2006, 117 ff.;
Breunig, Alexander; Pdcher, Harald; Strunz, Herbé&fehrokonomik — Entwicklungen im internationa-
len Kontext, Frankfurt/Main 2006, 349 ff.; Strunderbert; Dorsch, Monique: Sicherheitspolitik und
Wirtschaft, Frankfurt/Main 2003, 85 ff.
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dures with the logistic related efforts of militaayd civil partners has to stand in the
foreground. Ideally, this should be practiced andrdinated independent from actual
deployment, or in the case of current deploymenstbeied before the first troops are
committed. In this way possible competition, redamdes and counterproductive ac-
tivities, impeding effective and sustainable depieynt, could be avoided or at least be
minimized.

In order to leave fault liability of the individuabmponents of the armed forces in re-
gards to changing conditions of deployment, appboaand action at a minimal level,
an increasingly self-contained stability is reqdid military logistics. Hence, military
logistics is confronted with two contrary tasks:eTaverriding compliance with eco-
nomic aspects on the one hand, and the maintera@ngermanent maximum opera-
tional readiness in an environment which may unetquity require a high degree of
deployment and relocation capacity at any timehandther. Once again, the conflict
between a high degree of centralization with aroatingly high degree of monitoring
as well as avoidance of redundancies, and decematiiah with an accordingly low de-
gree of monitoring but a high degree mobility gudea and deployment relevance,
becomes evident.

Hence, defence administration is under the comdtodideveloping two coherent logis-
tic systems. On the one hand, a rather centralaggsdtic is recommendable in terms of
a more business economic oriented use of resodro@sy normal daily operation. The
establishment of centralized planning centres, wiégulate and monitor the flow of
goods and information would allow for the reductminredundancies and unnecessary
accounts. On the other hand, concepts for the tawep of logistic responsibilities in
case of deployment are to be developed in ordenamtain the flexible and rapid ac-
tion and response times of the armed forces. Liogigh the military does not simply
mean get the necessary material or service tagheplace at the right time. It is more-
over responsible for the constant optimization adpistment of internal processes re-
garding procurement and distribution. This becomese and more evident by the in-
creasing number of simultaneous multi task deploys@f individual parts of the
armed forces in several areas of crisis and of exang/e deployment of troops and
equipment besides normal military operation atrtlogiations.

Therefore the extensive automation of proceduraggards to the increasing integra-
tion of logistics into military leadership structsris necessary. Additionally, however,
there is still the obligation to meet and adjusiternational standards.

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

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

Current and future crisis intervention is of maimiternational character. Therefore it is
the task of logistics, especially in regards to theher development of the armed
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forces’ own cooperation capacity, to coordinate ée@blishment and further develop-
ment as well as the allocation of important gateswayd contact points within their own
administration and with the different partners amaéional, international and in the area
of deployment on a local level. In order to achiévis, national coordination with mul-

tinational logistic levels and the establishmentcommon logistic centres, so called
key-accounts, or at least a closer transnationgp@&a@tion in this field, are to be accel-
erated. A corresponding position is also to bebdisteed in order to integrate staff

working in logistics as well as civil representasvin those contact points. In this way,
the rapid allocation of transport systems and otbetnnical components would be pos-
sible, in spite of the multitude and variety of fg@pating groups and their different

premises and capacities. In military logisticssthmainly influences the allocation of

humanitarian aid and the respective requirememjarding transport, storage and dis-
tribution and requires further broadening and improent of procurement planning.

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

Especially against the background of enhanced giep@at and performance relevance,
a multitude of requirements on the armed forcedabe taken into account:

* Overlapping horizontal and vertical communicatiewvdls;

* Real time information gain and transfer while awegdadversarial as well as allied
communication and leadership systems;

* Permanent contact and exchange of data betweere astd participating reservist
troop units;

e Coordination of several deployed parts of the arfoecks;
* Rapid and short notice realization of versatilerapens.

In case of longer retention periods due to deploymmailitary logistics is not only re-
sponsible for the planning of the correct commerargnof duty of the staff exchanged
and additional relocations; it also has to see dmroon briefings and information
analyses with allied forces and are to guaranteie till acquaintance with local condi-
tions. This can also have an impact on further comroordination of procedures by
those who might already be deployed in the respeetiea for a longer period of time.

Therefore, the military system requires a flexidhe dynamic but at the same time sta-
ble and reliable logistics concept. Sometimes, saghirement catalogues can and need
to undermine the principle of economic efficienoyorder to achieve the specified ob-
jectives.

Another approach is the multiple use of material aquipment by different troop units

and parts of the armed forces. However, this ampramplies considerable efforts in

regards to planning, coordination and data prongssithin and between the individual

troop parts and the respective logistics departmdrterefore, a high degree of experi-
ence and competence is required of the staff wgrkinlogistics in order to create a
balance between the fulfilment of economic prinegpand the fulfilment of the military

mandate. Especially in regards to this is the esgnand management oriented training
of military personnel of such great importance.
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1.6 PROCUREMENT

Procurement plays a central role in the militaryos¥idirect and an essential part of
human resources related expenses originate fraarfidhd. Consequently, it is the field
where it becomes particularly evident that pubdmanistration needs to deal with eco-
nomic aspects and the question in how far publinagament methods and tools can be
applied.

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

Purchasing:

* Market research regarding procurement

» Tender procedure, tender vetting, issue of priceparison lists,

« Contract negotiation and formulation as well asplag 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 milianyainly divided into centralized
procurement, the direct acquisition by a centréicef and the decentralized procure-
ment, done by downstream agencies. This principkhared responsibility in the field
of procurement has already become accepted inanostd forces.

Central procurement is mostly subject to bulk osdarhich primarily serve the general

and technical equipment of the armed forces, aadrainly given to large companies

and enterprises. Goods and services to be purclmaseda high degree of deployment
relevance, are very cost intensive and are uspatlgured over relatively long periods

of time. Besides manifold other acquisition costs ivages and travel expenses, further
possible project expenses may occur, as for instanasultancy and pre-project costs
like price calculations, tender organisation, caapen probe, finance declarations or

documentation. Expenses concerning developmentesehrch, like engineering, de-

sign and construction related costs, are the nmbshsive ones. Hence, the question of
an effective policy in regards to prices, terms eodditions as well as the general ques-
tion of how to finance and safeguard long term stneents, are main points of negotia-
tion for both sides. This particularly applies ke tcontracting body, since budgets de-
rive from public means?

The individual agencies give decentralized purclaaders for the respective locations
almost exclusively to the regional economy. ThosE@wement projects usually are to

®1 Compare: Strunz, Herbert; Dorsch, Monique: Russimdystrie — Weltweiter Wirtschaftsfaktor. In:
International 3-4/2003, 25 ff.
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guarantee day to day military operation. They anally carried out on a regular basis
or by long term contracts respectively.

Terms of reference within military procurement ameong others:

* Military construction and property management athchiaistration;
» Structural engineering, construction, maintenamceegjuipment;
e Contract placing and infrastructure management;

* Armament economy, allocation of weapons and weaystems as well as all mili-
tary gear and equipmertt;

¢ Ammunition;

e General allocation and planning in regards to nmedtend the corresponding ad-
ministration;

* Allocation of food and energy.

As far as procurement is concerned, the fieldsrdhance and heavy gear are certainly
the most relevant. The procurement of ordnanceesausongside human resources
management, the highest expenses — apart fronamitibnflict itself. Therefore, this is
where most of the expenses in the military areveedrirom.

Defence industry can be divided into the followmgin product groups:
* Aerospace;

* Naval architecture;

e armoured industry

» Electrical and electronic engineering;

* Weapons and ammunition;

* Precision engineering, optics and optoelectronics

« Utility vehicles.

In the military, decisions regarding procurement caly take the key notes of effec-
tiveness into account. Those are oriented towasgeds like the permanent mainte-
nance of optimal military operation, security oflitary staff, covering of not yet exist-
ing abilities or tactical and strategic superiarityerefore primarily cost related aspects
like outdated material and consequent increasinigter@ance costs are a criteria in re-
gards to procurement cost for new acquisitions.ddethe optimization of cost aspects
should be taken into account as far as considesategarding the increase of economic
efficiency are concerned.

Another problem regarding cost — benefit balandbestime frames of centralized pro-
curement programmes. Acquisition programay have a time frame of several years
from order to operational readiness. The acqursibd armament is often connected
with new developments. As far as high-tech equignemroncerned, training periods
for personnel are very time consuming. However,sgategic conditions can change
drastically during these training periods and mayse the termination of such pro-

°2 Compare: Strunz, Herbert: Riistungspolitik in Osieh — Bedeutung, Probleme, Perspektiven, Wien
2007
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grammes. Armament programmes also tend to riseshdue to long mileages. Many
armament projects have already been stopped oeaksmt in number.

The enhanced verification of deployment relevaramgcerning large and cost intensive
acquisition projects gains more and more importabgebecomes increasingly difficult
as well. Against the background of increasinglyidagnd frequently changing threats,
the multi task ability and multi-compatibility of aterial to be purchased — at moderate
cost — is consequently to be taken into considaran the future. This approach may
cause an increase in cost; however, the latter dvbelapplied to military equipment
maintaining its deployment relevance and capaeign under massively changing re-
guirements and threat scenarios.

A fundamental approach for the business economsigdeof military procurement
would be the decentralized acquisition of goods sgrdices in order to maintain mili-
tary operation at the individual locations and lsase

On the local level defence administration is botmthe principle of the lowest tender
in terms of procurement. However, potential savagjors are put into perspective by
possible transport costs in case of long accegssaur limitations in deployment due to
lower quality profiles compared to more expensilteraatives. Budget allocation cer-
tainly is subject to the principle of economizatibwt it should not be the sole priority.
The principle of economization could rather easiéyreplaced by different economic
principles. The cheapest supplier is not necegstr@ best choice. In general, lower
prices are an indicator for lower quality. Howewveayticularly for military goods, in-
tended for military deployment, a high quality stard is decisive for application dur-
ing deployment. Therefore, tendering regardingitigévidual military locations should
increasingly be possible nationwide or even inteonally. Depending on the assess-
ment of the respective cost-benefit relatianshort term change between regional and
supra-regional suppliers should be possible.

Generally, goods used in the military are oftenjettbto versatile and long term use
and should therefore be durable. Choosing the @staupplier may be more cost in-
tensive on the long term, since lower priced gondy need to be more frequently ex-
changed and replaced. Instead, available resoooedd for instance be used for human
resource management. The deployment of militarff stauld more intensely be fo-
cused on actual military tasks and consequentle harng term benefits regarding the
efficiency of human resource management.

Another tool for the enhancement of economic efficly, which is increasingly applied
on the public sector, is electronic procuremersp alalled e-procurement. The term e-
procurement describes the general acquisition oflg@nd services by digital procure-
ment and purchase networks. E-procurement is dlyremainly used in purchasing.
However, there would also be numerous possibilfoespplication in defence admini-
stration>® Especially the military, being a major customettma multitude of different
contracting partners from industry to retail trageyirtually predestined for the applica-
tion of electronic and digital procurement procedurParticularly for the procurement
of indirect goods for daily military operation dtet locations, as for instance goods re-
garding maintenance, repair and supply but also lbigg term acquisitions, e-
procurement procedures suggest themselves.

°% Compare: Winkel, Olaf: Electronic Government inr@any. In: Zapotoczky, Klaus; Pracher, Christi-
an; Strunz, Herbert (Hrsg.): Verwaltung innovatiinz 2007, 163 ff.
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An important aspect of electronic procurement ie #imed forces is the security of
data and networks. Hereby, not ‘only’ the protettd military information from exter-
nal unauthorized access but also the protectial afata concerning procurement pro-
grammes is of great significance. This also inctudata of contracting partners. All
data needs to be confidential, inaccessible byl tharties. Therefore, the exchange of
data must not take place through the internet brgugh special, virtual, encrypted
channels, which are specially secured and not aittedy third parties. An appropriate
system of access rights based on passwords guesahi sole access by only author-
ized personnel. Authorizations are again subjegrémled issuance. Data also need to
be legally binding, since they initiate concretésan law. Therefore, the application of
electronic procurement systems requires the apjalicaf electronic signatures.

The change to electronic procurement proceduretichyr involves considerable in-
vestments. Within a closed system, the networlsipplier and customer are connected
during the order process and the respective irtierec This usually implies major ef-
forts in terms of adaptation of the electronic ifagees. Therefore, such systems are
primarily worthwhile if considerable procurementlwmes between supplier and cus-
tomer are involved. Since the military generallyrkgorather staff and cost intensively
and the major part of procurement is done on alaedpasis, on a large scale and over
long periods of time, the amortization of the nseeg investments is virtually guaran-
teed.

Direct procurement by digital networks usually @siguite considerable savings of
expenses for administration in terms of human nes®) resources and time. Due to
access qualifications and restrictions, internahiadstrative processes regarding pro-
curement are made without engrossing several peotemt levels and the respective
authorization processes. The availability of goods immediately be checked and de-
cisions regarding the choice of a product, whethramot to initiate a procurement pro-
ject or to contract a supplier can be taken quickly

Usually, not only procurement itself is carried dytsuch systems; it also allows for a
complete trace of all individual steps of procurem@&rocurement expenses are conse-
guently better traceable and lead to the optinopatf the use of budgets in the long
term. Finally, digital procurement systems can #ls@n ideal way to coordinate decen-
tralized procurement processes — the better coatrdim of procurement within and be-
tween the individual locations. In this way, theltiple use of military armoury and the
avoidance of redundancies could be realized as well

[1.6.1 BUDGET ASSESSMENT, ALLOWANCE AND MANAGEMENT

Budgeting is the key note and basis of all militargcurement efforts. Budgeting is the
formulation of objectives in monetary units and @@te contributions — of financial
parameters. It is often considered a synonym ofatjgmal planning or parts of finan-
cial planning respectively. It is consequently ustieod as the conversion of opera-
tional plans into concrete monetary specifications.

After all, the armed forces operate under the dogmdecreasing budgetary and in-
vestment parameters. Therefore, its capacitiesdomaplish upcoming tasks and conse-
guently also the scope of tasks to be accompliahedimited.

The aggravating competition on the administrateetar also has a considerable impact
on the respective budgets. As a consequence, tm@®dic problem of strongly increas-
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ing and diversifying task on the one hand, and taoly increasing budgetary restric-
tions on the other hand is to be dealt with. Theseguence is a call for a minimal as
well as optimized administration. If these fundatakrules of economic efficiency are
considered more closely, it is to be mentioned thatsimultaneous accomplishment of
both poses a problem, which solution is going tmgletely overstress the system in all
aspects in the foreseeable future. A choice ietmbde between either trying to reach a
possible maximum within the framework of determimesgources, or to try and accom-
plish determined objectives by causing minimum asges.

Therefore, stable and still flexible budgeting adlvas optimal use of available budgets
stands, in spite of the manifold ways economic gyples display, in the foreground.
Since mere economic measures are soon exhaustedrémermore interfere with the
scope of services to be provided, the optimal disesources should be reflected upon.
This makes early coordination between central pfanagencies and military locations
a key factor in the assessment of the necessargsraal resources. Especially since
the latest deployment scenarios have shown thargkshortages are less problematic
than one-sided, misdirected oversupply of deploymesans and overstaffing.

The purpose of budget assessment for military dj@rand possible deployment is not
only to determine necessary supply in the sens8\dfat do we need?’ but to assess
and take into account what can be supplied by wandwhere. In this context it has to
be taken into account that today’s and future dgpknt scenarios not only require co-
ordination between military and civilian componebig also budget allocation on a
national and increasingly also on an internatioesl. In fact, this is not going to sim-
plify resource planning and the respective budtjetation.

A possible approach would be feasibility studiesablishing an order of the projects

and endeavours to be realized and how to theycabe ttombinegdwhich would also
require regular controls, questioning and updatigontrolled integration of responsi-
ble agencies and the legislative body as well adicegtion by specialists and experts
allows for the identification of contradictions anedundancies in the individual pro-
jects.

The unfortunately often unavoidable and restrictiwedget policy is a fundamental
problem for military task fulfilment in general apdocurement in particular. Especially
the increase of cost effectiveness of procuremeagrammes requires stable budgetary
parameters as a basis for calculation. Furthernmoagy necessary investments regard-
ing the increase of cost effectiveness cannot béemahich again reduces all efforts
regarding a creative and long term effective coattagement to mere saving measures.
Such implementation difficulties certainly have iaitial impact on the objectives re-
garding effectiveness and efficiency strived foowéver, if an administration wants to
continue to competently fulfil its tasks under therent and future restrictions without
exceedingly depending on external economic infleend has to be at least willing to
permanently act according to the same or at leagias guidelines and principles.

There are two different ways to approach this pwblHowever, they can hardly be

applied simultaneously. Tasks and structures dherereduced until they can be man-
aged with the available/allocated resources reggrgersonnel, operation and invest-
ments; or an increase of resources is only grdatethose tasks and structures consid-
ered absolutely necessary, by financial authoonatiand supporting laws respectively.
As a consequence, however, this would imply a &rrémcumbrance of the household
as a whole as well as the reduction of other afeadets. If the reduction of structures
to an affordable level is considered, priorities #r be established as well. This, on the
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other hand, bares the danger of one-sided preferehsome military components,
which can finally limit the whole system’s capagesi In this respect, even the discrimi-
nation against fields working in the backgroundfasinstance on the administrative
level, can have an eminent impact on the operdti@aainess of active components of
the armed forces. Especially the adaptation toatineed forces’ tasks profiles of the
foreseeable future requires new technological meéneployment, which have a ma-
jor influence on available budgets. This againunexs a more effective planning and
use of available financial resourcés.

Furthermore, it is recommendable that the rightdishosal as well as the control over
available resources remain subject to centralindto the benefit of better traceability.
As far as procurement is concerned, the assessohewhich resources, services, ca-
pacities and personnel are required of which kind wlume can mainly be managed
by the individual locations. Nevertheless shoulddfeack mechanisms and incentives
for the economic use of financial resources be ldpeel on the central level. In this
way, direct and centrally managed procurement, vbiten fails to meet the require-
ments of the individual locations, would be abalidhand so would be the respective
annual budget allocation. It would be replaced bifeaible access to financial re-
sources, which would have to be justified reguldmy with less effort and could, de-
pending on the individual case, be either awardia iwcentives or sanctioned.

Instead of deployment specifications, budget atiooacould be combined with incen-

tives. A future preference regarding annual buagjetation can for instance be offered
if procurement is not only managed within the sfiediframework but presents innova-
tive solutions for the economic design of individexpense policies. This not only

avoids the impression of a too rigorous pressurectmomize, but promotes the crea-
tive and sustainable use of allocated financiadueses.

Without consistently involving the executive staif budget allowance and procure-
ment, material and technical optimization effortswd be rather unsuccessful. There-
fore, the active involvement of the respectivefstafjarding the design of requirement
catalogues for procurement projects is to be pt@hton to, which of course requires
professional briefing and training. On the one hamgd initially causes further ex-
penses; on the other hand, well trained persomeeh aecisive factor for the reduction
of expenses caused by potentially inadequate guahtl deployment relevance of
goods purchased.

Furthermore, procurement times for new technicdl t&chnological systems would be
shortened by more concrete specifications proviedontracting partners, suppliers
and the industry. Again, this would have a posiiiiiuence on deployment planning
regarding goods purchased.

** Compare: Neubauer, Giinter: Nutzen-Kosten-Untersugén als 6konomische Entscheidungshilfen fiir
den militarischen BeschaffungsprozelR. In: Gusst idrsg.): Der Mensch im Mittelpunkt der Militar-
Okonomie, Koblenz 1987, 296 ff.;
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Responsibilities regarding procurement processes

Decentralized demand

assessment
Decentralized handling Feedback and
of payment coordination
Centralized
Decentralized delivery information processing

and stock control

Centralized order
monitoring by

Decentralised ordering Decentralized budget
and contract placing responsibility

Centralized budget
release

Decentralized choice
of suppliers

Image 2 Responsibilities regarding procurement processes

[1.6.2 INVESTMENT AND CONTRACT PLACING

Due to the premises set by budget allocation, ctasesiderations regarding military
contracts and the corresponding investments be@mecessity. This is particularly
notable in regards to technical acquisitions. Oree dne hand, increasingly restricted
budgets call for restrictive management; on theeotiand, new task profiles and re-
quirements oblige to an increase of technology. éi@x, exactly this type of equip-
ment is getting more and more expensive. Furthezmeren a long term economic in-
terpretation of the respective military and conttoinponents may initially require sub-
stantial investments. Therefore, defence administrdinds itself confronted with the
following dichotomy: On the one hand, it is reqdir® develop enhanced cost aware-
ness, which may of course be connected with ecaraiioan measures. On the other
hand, there is a need to make big and long terrasinvents in order to increase cost
effectiveness in the long term.

Modern armed forces have been familiar with thigbpgm for a while. Not only can
outdated equipment of active troops and administtabo longer meet with current
requirements, it also causes consistently incrgasists. The consequences are increas-
ing expenses for fundamental material which cadlipdulfil the requirements for mili-
tary service provision and corresponding objectives
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It is absolutely possible that the expenses cabgenitdated military equipment double

after 15 to 20 years due to excessive maintenatparements and energy consumption
as well as frequent accidents and deficiencieghik context it has to be pointed out

that technical gear and other military equipmermdseto be in use up to 30 years.

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

However, also procurement gets more and more ekgeasd requires increasingly
high investments. More procurement investments algomatically imply longer peri-
ods of operation, since the amortization of miitacquisitions can hardly be rated in
monetary units. Generally, acquisitions are theenmt guarantee for processes con-
cerning service provision. However, military perfance can hardly be quantified.
Therefore, the question is if and how the prodectralue of military investments can
be determined. An orientation towards longer pexiofl operation and durability at
minimum cost also implies longer development angstroiction times. This again bares
the risk that requirement profiles may change i itieantime, and that the latter can
consequently not be met in spite of virtually neatenial resources.

In order to provide flexible and substantial equgmty many armed forces primarily
invest in active and expeditionary troop units. sTlipproach, however, implies an
automatic disregard of other fields and also adsiraiion. Therefore, it has to be kept
in mind that even optimally equipped deployment ponents are very limited without
an effectively functioning basis and supporting poments. This also implies a less
balanced cost-benefit ratio of new acquisitionsciger consideration regarding future
military investments it becomes evident that thera multitude of opposing premises
which have to be taken into account if economieatgpare to be applied.

In principle, all procurement activities follow comercial and cost-benefit related prin-
ciples. As far as contract placing is concerned,omby internal cost related aspects are
to be taken into consideration. Especially on thktary sector (external) macroeco-
nomic aspects play a considerable role, like fetance stimulation of economy, within
a certain framework also labour market policy antlleast geostrategic aspects. Above
all, decisions concerning contract placing on thigary sector are always also political
decisions, which may be contradictory to the ppleiof cost submittal. Such premises
reach from contract placing to domestic industeed respective proprietary develop-
ment by licensed production and partial import, alsnament related cooperation
agreements with foreign partners up to contractipipato other countries’ industries
and the direct import of foreign goods respectivétythis way, armed forces and their
political leaders respectively, have initiated pn@ment programmes in the past, which
requested much higher investments as possiblenatiees. One reason may be eco-
nomic decisions. Sometimes contract placing to ddimeeconomy implies higher in-
vestment costs. On the other hand, they can stimmtha respective business location’s
labour market. Another reason can be political $jgations. Sometimes contract plac-
ing is preferably done with other countries’ indiest in order to promote strategic rela-
tions. In this case, political aspects outweighne@toic circumstances.

Hence, it is a general fact that for investment praturement related considerations it
has to be taken into account that procurement progres via ‘savings by indirect re-
turns’ always allow for economic or strategic adeges. In the long term these posi-
tive macroeconomic developments may affect the éusiguation. This not only relates
to different spin-off-potentials for the militarynd economy, but also to potential sav-
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ings due to raising efficiency. On the defence auisiriation level, higher investment
expenses can only be compensated by a very fleaidebroad application of goods
purchased: Furthermore, defence administration Idhon its own interest, have a
strong advisory function to the political level wh& comes to investment decisions.
Therefore, instruments for improved coordinatios, naentioned before, are of great
significance to modern management in defence adiration.

Before investments are made, a comprehensiblepthdgmalyses of the military, social
and economic environment is necessary. The comelspg analysis needs to perma-
nently be developed as well in order to at leagtr@dmately estimate and evaluate
future development tendencies of task profiles tmelat levels. As far as investments
concerning procurement of military heavy gear isocawned, not only technological
superiority but also application and deploymenévahce are to be taken into consid-
eration. Besides multiple deployment capacity, dilitg and stability should be deci-
sive factors. Moreover, concrete specificationsardipg facilitated and cost-effective
attendance and maintenance are to be made to thecopartners. This not only ap-
plies to military heavy gear but also to technggtems in administration. It is gener-
ally recommendable to strive for an enhanced catiger with partners from industry
and economy, since their stronger involvement iviies regarding the further devel-
opment and maintenance of technical proceduresidmibeneficial. This could in the
long term also pave the way for a mutual intenesbing lasting products and low main-
tenance costs. Some armed forces already sucdgsdfide for and develop such part-
nerships.

An essential consequence of the conflict betweest poessure and increased techno
logical requirements is the increasing tendencyatd& common procurement projects
— a decision which is currently being taken by nroue armed forces. Such an ap-
proach may initially raise the cost of the wholeject, but is put into perspective again
by higher quantities and consequently lower costsupit. This finally leads to consid-
erable cost minimization and most notably the stgaof investment costs for the re-
spective participants in the programme. Howevas, élpproach also requires expenses
for the increase of the military’s own cooperaticapacities. It further implies taking
the risk of artificially prioritizing political rdter than economic aspects. Clear budgets
would have to be established for the purpose ofdinated and calculated activities
within coordinated and complementary facilities @¥hare responsible for project man-
agement. Only in this way can potential be releas#u the available resources. In fact,
this has been recognized by many countries andrastnaitions, and there are manifold
corresponding innovative concepts and approachesekkr, it can also be noted that
this coordination often fails and considerable pb&ts for cost-optimization get lost.
Therefore, it has to be carefully considered whidkeria weigh more and bare more
potential for economic optimization in the longnter

Considerations concerning contracts should alsditberentiated. Hitherto, primarily
long term contracts with the military as demander sirived for. However, integrative
and generalized guidelines and policies may be teoproductive. On the regional and
decentralized level, that is to say in regardsracgrement for and investments in the
regional infrastructure, which are mostly done hiitany locations, it should be con-
sidered in how far shorter commitment periods iaseethe scope of action regarding
the free choice of contract partners. Since mylitdemand is usually of considerable
volume, it has a vital influence on regional prgeitn case of bulk orders to the indus-
try, however, long term contracts should not ondyfbcussed on concrete tasks con-
cerning purchase quantities and periods but alseasingly on the compliance with
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budgets agreed on in the respective pre-contraitbstie industry and on the equip-
ments foreseeable operational readiness. Thugjahger of possible penalties if pro-
jects are delayed or budgets are overrun wouldibamzed.

Some armed forces currently employ specificallyned personnel, so called contract-
ing officers, quite successfully. They act as madaén between suppliers from industry
and economy and the military in its quality as dede. Their role is also to be under-
stood as a measure of enhanced and regular carftimidgets and compliance with

contractual parameters agreed between the milgadyeconomy over the whole con-
tracting period. This also allows for adding newfpenance parameters and require-
ments already during the development phase. Hendxsequent additional modifica-

tion and retrofit costs can be reduced consideraktpther aspect of how contracting
officers contribute to the optimization of effic@nlays in their potential to promote the
enhanced decentralization of individual procurenm@ojects. Since they virtually are

experts for the inspection and implementation ocprement projects, they would be a
largely centralized but still mobile instrumentscoiordination. This implies the staffing

of those positions with personnel disposing of appate experience, mediation and
negotiation capacities as well as of a basic utaeding of economy and a certain de-
gree of business economic knowledge.

.7 COST ACCOUNTING AND RESULTS ACCOUNTS

In order to guarantee efficient entrepreneurialrapen, profound accounting is a prin-
cipal precondition. Some instruments of accounsunggest themselves for effective
efficiency controlling as well. In business econcsnihe term accounting is used to de-
scribe all mathematical and calculatory processgarding the conceptual and system-
atic acquisition and evaluation of relations, pssas, volumes, and valued to be quanti-
fied for the purpose of planning, controlling andnitoring of business operations.
Here, a difference is often made between cost ato@y as internal accounting, and
financial accounting, as external accounting. Fomlraccounting is first and foremost
responsible for reporting, which is the basis aft@xcounting®

The concrete reasons for their performance relapgdication in the armed forces are,
besides better control of expenses and the eftectse of the later by the individual
alliances and agencies, the assessment of interifiry original costs for quantifica-
tion and the comparison with other institutions aagpliers. Another reason is the es-
tablishment of a calculation and budget basis ageoto improve the use of financial
resources within the armed forces and to find gaikalternatives, respectively.

However, the hitherto widely used cash basis adoogijcompare cameralistics) does
not meet the above mentioned requirements, sira@yitrepresents the mere cash flow.
These static or also cameralistic accounting praeed simply convert the over all
revenues and expenses, which are specified indbese of budget allocation or for

%5 Compare: Schedler, Kuno: Verwaltungscontrollingarike, Bernhard; von Bandemer, Stephan; Null-
meier, Frank; Wewer, Géttrik (Hrsg.): Handbuch ¥arwaltungsreform, Wiesbaden 2005, 413 ff.; Rie-
der, Lukas: Kosten-/Leistungsrechnung fiir die Vdtuvey, Bern 2004; Speier-Werner, Petra: Public
Change Management — Erfolgreiche Implementierunggen&teuerungsinstrumente im 6ffentlichen Sek-
tor, Wiesbaden 2006, 66 ff.; Budaus, Dietrich: RuManagement — Konzepte und Verfahren zur Mo-
dernisierung offentlicher Verwaltungen, Berlin 19%4 f.; Promberger, Kurt; Koler, Daniel; Koschar,

Dagmar Heidemarie: Leistungs- und wirkungsorietgi&teuerung in der Polizei. Grundlagen und inter-
nationale Fallstudien, Wien/Graz 2005, 39 ff.
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investment projects, into average periodical reesrmand expenses. This cash basis ac-
count is the simplest way of financial accountimgl allows for the assessment of each
period’s surplus or deficit. This encourages adstiations to put the main focus on the
compliance with budget plans. Cameralistics maistypw the relative numbers of
budget surplus and overrun respectivaly.

In fact, a representation of real resource consiam@nd its relation to the service pro-
vided is necessary. Therefore, it would be impdrtarapply a type of cost accounting
which does not only pass expenses to account aittidcloses development potentials.
Hence, cost and performance accounting suggesi$ fits the military, since it can
widely compensate the above mentioned deficieramelsconsequently provide a basis
for enhanced cost-effectiveness.

In general, cost and performance accounting de=sctilve cycle related assessment of
resources required for service provision. In ordedo so, the consumption of goods
and services as well as the use of durable econgoaids is assessed and related to the
respective service performétiHence, the following tasks of cost and performamce
counting are:

» Assessment of original costs according to busieessmiomic principles as a basis
for the determination of remuneration of performes)c

e Cost and performance transparency;,
« Establishment of basic parameters for the anabfsigeak points;
« Establishment of a basis for internal and extepealormance comparisons;

* Regular monitoring in order to increase cost awassrand consequently promote
cost minimization;

» Establishment of planning and budget related haesiameters;
e Establishment of decision making parameters foestments;
« Consistent accounting records for asset safegumedid maintenance.

Within the framework of this instrument, the stdi$poses of the following assessment
procedures: value-benefit analysis, cost-effectlyaisa cost-benefit analysis. Funda-
mental components of such a cost and performaralgsas are cost classification, cost
centre accounting, cost unit accounting and agthdtsed accounting.

Activity based accounting in particular provide® thossibility forthe military to de-
termine, at least rudimentary, the output of mijitperformance. Furthermore, this type
of accounting provides an instrument for addingedigyment costs of military equip-
ment to the items ordered and therefore to idethiéreal costs per unit.

°6 Compare: Eichhorn, Peter: Allgemeine und Offehsi@etriebswirtschaftslehre, insbesondere Doppik
und Kameralistik. In: Eichhorn, Peter: OffentlicBetriebswirtschaftslehre — Beitrage zu BWL der 6f-
fentlichen Verwaltung und o6ffentlichen UnternehmBeylin 1997, 141 ff. ; Brede, Helmut: Grundzilige
der Offentlichen Betriebswirtschaftslehre, Mincheign 2001, 195 ff.; Lider, Klaus: Neues 6ffentlishe
Haushalts- und Rechnungswesen. Anforderungen, KbnRerspektiven, Berlin 2001, 7 ff.

" Compare: Adamaschek, Bernd: Kosten- und Leist@ofpsung fir den éffentlichen Sektor. Blanke,
Bernhard; von Bandemer, Stephan; Nullmeier, Fraflkwer, Géttrik (Hrsg.): Handbuch zur Verwal-
tungsreform, Wiesbaden 2005, 360 ff.
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Even though cost — performance analysis is antafeeapproach towards the economic
use of available resources, some special itemodre taken into account in the case of
defence administration.

However, in the course of the particular procedwfesost — performance analysis, the
classification of accounts to corresponding pertmmoe processes is hardly possible,
since military performance processes often occur aompletely different context and
at different times. Furthermore can the individoasts of military performance proc-
esses not always be allocated to particular cqasty Cost structures, as for instance
those of peace missions, are far too complex foh suclassification and expenses can
only be accumulated. The output which could be spddo those expenses is usually
not calculable in the long run. If at all, the gnéif cost units is possible in regards to
investments, but even then the comparison is ratplicated, since military invest-
ments range over long periods of time and are @&emat specific expenses. Neverthe-
less, the exact assessment of costs per unit afrtampce in the military, since for in-
stance hours of operation and maintenance expehseiitary equipment purchased is
to at least correspond with payback periods.

In order to allow the assessment of cost effecégsrthrough accounting, the offset of
investment costs with the military output wouldr®xessary. However, this output can
hardly or not at all be evaluated, at least natdncrete monetary units. Therefore, it is
relatively difficult to make statements about thife@iveness of expenses. The armed
forces can also not simply demand fees for theipimv of security. This would foiits
character as public goods.

A largely decentralized accounting system is celyailesirable, and is already partly
applied by defence administration, which also iepldecentralized resource responsi-
bility. In deed particularly the military increagily practises an enhanced retention of
direct measures taken by political and strategiclées, even in regards to the use of
resources. At last it is to be noted that proposadarding the more cost effective use of
resources, resulting from cost and performanceuwattowy processes , cannot simply be
adopted, since for decisions concerning militargvise provision the country’s own
population’s ‘demand’ for security is no longer tbele concern. In fact current and
future military action results from collective, gg@tegic and political interests.

Furthermore it is to be mentioned that one of #s&$ of cost and performance account-
ing is the apportionment of data, which is directedhe development and further de-
velopment of the economic and competitive use sdueces. On the one hand it can be
argued that for the military system the economie aifsresources is particularly impor-
tant in order to fulfil the military mandate. Oretbther hand the transparency regarding
origin and use of resources is especially difficalstaff intensive organisations of pub-
lic administration. This results from the fact tivathe military it is often necessary that
many decision makers of different ranks and commmé#s direct origin and use of re-
sources — sometimes at several locations. The aptise of resources according to
economic aspects is therefore difficult, not in teastdue to the applied methods of
accounting and the reasons for the applicatioud systems in the armed forces.

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

In general, performance is defined as an actiorihferpurpose to achieve a certain re-
sult or the solution of a particular problem. Ithe result of a purposeful effort within a
determined period of time according to specific Ifquastandards. Performance can
therefore be defined as a resulting material ogimay product or as the achievement
of a specified social or economic position. Funthere, the method of achievement can
be of importance in regards to service provisiongéneral the proceeds or output are
considered as the result of economic performanen&n economic point of view, the
term output stands for the volume of goods produlredusiness economy proceeds are
an indicator for a company’s increasing succesprbguction of goods or provision of
services.

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

In administration, performance primarily stands floe actions and services of the re-
spective public organisation which are to be offeie the citizens. In most cases these
services are subventions or of financial naturd, dso many other services like for

instance the operation of the institutions themselw the free provision of services and
facilities to the citizens as well as the maintarganf the corresponding infrastructure
are part of those services.

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

How can successful performance be defined in tHigamy? The quantification of per-
formance in the armed forces is exceedingly diffiand subject to a multitude of prob-
lems. Expectations of various different demand psoare to be met simultaneously and
political objectives are often only vaguely definddoreover, those objectives are
mainly of qualitative nature and are thereforemetisurable in definite monetary units.
However, the definition of objectives is essentoalthe determination of performance
levels. Military performance in particular cannanply be defined as a result or some
kind of job performed within a certain period an®. This is exactly the reason why
military activities are so controversial. After,atlis a public service. Its value for soci-
ety cannot be numbered but shows in the long terrie form of safe regions and lo-
cations for the consequent and undisturbed sootkeaonomic development as well as
in the form of asserting interests. Hence, therbaiglly any possibility to measure a
military organisation’s performance by a definitelicator. Nevertheless, military per-
formance is to be dealt with and considered. Otlsenthe sole focus would be put on
its counterpart, the costs, which would make dthré$ concerning economic optimiza-
tion one sided. Military mandates are to be fudfillin a way to optimally meet their
purpose as well as the demand groups’ expectations.

One method of comprehensive performance assessaisntin regards to target rele-
vance, is the so called balanced scorecard, wki@hcreasingly propagated in private
economy’® The balanced scorecard is one of the most recehtimaportant tools of

°8 Compare: Munding, Max: Balanced Scorecard alseStewgsinstrument fir die 6ffentlichen Verwal-
tung? In: Hill, Hermann (Hrsg.): Aufgabenkritik, iPatisierung und Neue Verwaltungssteuerung, Baden-
Baden 2004, 19 ff.; Weber, Jirgen; Schéffer, UtalaBced Scorecard & Controlling, Wiesbaden 2000;
Krause, UIf: Einsatz der Balanced Scorecard zusd&midungsunterstitzung im Militar — Gunter Kirch-
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controlling and can also be applied defence administration in order to, at least to
some extent, allow for performance assessment espkctive considerations of mili-
tary objectives. It is a holistic, target orientednagement method, taking into account
an organisation’s vision and strategy as well dsvent internal and external aspects
and their interdependences. Starting from a styatelgich takes into account stake-
holders as well as the environment, the criticatdies of a certain performance’s suc-
cess are determined, and a system of qualificationbers derived from them, which
represents standard values for the achievemertraiegic objectives and the charac-
terization of services to be performed. In the sewf a continuous process, objectives,
target achievement and performance standardsnspected and controlled by further
measures. The balanced scorecard therefore seviths) the framework of strategic
controlling, as a management tool for the orgare&t orientation towards strategic
objectives. Contrary to models and visions theri@dd scorecard’s intention is to make
the implementation and measurement of strategyetachievement possible. With this
method, the management’s field of vision shouldgbh&led from a traditional view,
marked by financial aspects, away from the orgaioiss own performance and to-
wards all other relevant aspects which are infleenioy performance and therefore in
turn influence performance, in order to lead to el walanced picture. This new and
more comprehensive view is to allow the organisat@mdirect its performances as well
as its whole orientation towards specified objextivand allows for more concrete
measures.

Performance assessment by balanced scorecard sntipiieconsideration of an organi-
sation’s performance and strategic objectives ffoun different perspectives:

* Financial perspective (turnover, costs, quality)
e Customer’s and demand groups’ perspective (cont@mtrevel of acceptance etc.)

« Perspective of internal processes (quality, kinllume and structure of the per-
formance process)

» Learning and development perspective (developmeatssities and potentials,
fluctuation of service providers outside the orgation etc.)

As far as administrative systems are concernedtjgslin their quality as determinant
stakeholder, can explicitly be added as a fifthspective. Every perspective corre-
sponds to a classification number which is chosmom@ing to the most exact way to
measure the respective approach towards stratbgictives.

hoffs ,Geld- und Werterechnen" im Controlling-Veiatinis der Streitkrafte — am Beispiel des Strefitkra
teunterstiitzungskommandos. In: Buck, Robert (Hr€2jg Kosten des Friedens, Dachau 2002, 161 ff.;
Thom, Norbert; Ritz, Adrian: Public Management. daative Konzepte zur Fihrung im 6ffentlichen
Sektor, Wiesbaden 2006, 182 ff.
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Model of a balanced scorecard for performance consi derations in an administration

Do performances have the effect strived
for?

Vision and strategy

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?

Objectives

Performance
consideration

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

The advantage of this method is that consideratiegarding objectives and perform-
ance may also include environment related aspectsranstance external considera-
tions and demands or trade specific factors. Tlkasva for the detailed definition of the
respective performance spectra. An important elérokthe balanced scorecard is the
fact that the creation process itself already nexguthe involvement of all relevant
stakeholders. In this way acceptance is increasedlell as the accuracy of objectives
and measures. The balanced scorecard allows fdratimeonization of performance and
models with strategic objectives. Strategy canefwee be brought down to the exact
and target oriented operational action for serpi@¥ision, since the balanced scorecard
allows for a more complex assessment of performadheéso discloses possible deficits
and important tasks of service provision. Furthemmats relatively simple structure
allows for a reduction of complexity in terms obpess monitoring and service provi-
sion. The justification of measures and respons#slare clearer as well. The balanced
scorecard also strengthens the staff. They obteim bwn perspective, since their per-
formance can be evaluated more appropriately.

However, in the military the balanced scorecarceddhe danger of a one sided focus
on measurable classification numbers, which mag teaa further distraction from and
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misjudgement of military performance. In this cabe, initial intention of the balanced

score card, the definition of military performanaed its orientation towards strategic
objectives, would be lost. Additionally, a sole digcon classification numbers can lead
to deliberate manipulation or one sided optimizatad those numbers, which could

have eminent consequences, particularly on théamjlsector.

Regarding the economic design of military servioavjsion it is not possible to simply
accelerate or improve it. The military has to keemind that its performances are to be
in line with the expectations, demands and intsreftas many participating groups as
possible and in the most optimal way. Hence, ecanamys of acting and thinking
cannot simply be adopted and applied to consiaderatregarding the optimization of
military service provision. If performances arebi® adapted to the expectations of the
different interest groups, periodical negotiati@msl discussions cannot be avoided as
for instance in case of new projects or regulatidresthe contrary, they are in fact de-
sirable. However, negotiations themselves can beerbstructured and carried out in
steady committees, which make them as short araesif as possible.

Dimension as well as form of the military servic®yded depends on the respective
basic parameters. These parameters determine tdra@ad volume of expenses neces-
sary for consistent service provision — allocataond guarantee of security, assertion
and protection of interests. Generally, militaryfpemance should unlimitedly be made

available to the state and the population. Thidigsghat in case of crisis, when unlim-

ited military efficiency is indispensable, econonmdnciples cannot and sometimes
must not be applied.

Among others, the following questions can helpdtedmine basic parameters:
* Is acountry in peace or in a state of emergenayao?
* Does the country have to meet obligations dueltanaks?

« How good is the quality of technical and generatanal equipment of the respec-
tive armed forces?

» What effect does service provision have on theas@civironment?

* What effect does the provision of the service regfihave on the psyches and mor-
als of the military staff in all areas?

e Under which ideological and social system is theise to be provided?

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

* national borders are permanently defended,

» deterrence of any kind is achieved

« damage during and after catastrophes are keptioienum,

» conflicts are reduced or even settled,

e sustainable peace is achieved in a region,

* national and international interests are proteatatiasserted.

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

Second: In how far is the service provided or tph®/ided conformable and tolerated
by the population — the social group which finahtes up the necessary means?

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

If performance assessment and measurement is & st rudimentarily, made pos-
sible, the following conditions are to be estal#digh

* The most exact definition of demand groups possible
» Clear and comprehensible missions with deducecd:tgs;

« A framework within a consistent relation betweerjecbves, the corresponding
indicators and military performance can be esthblis

* The choice of adequate instruments for the measmeof performance and suc-
cess as well as for the guarantee of the necessswyrces.

Besides the external perspective, the view onnialanilitary performances must not be
neglected. Eventually, exactly those are the orfgshwdefine the external performance
rate and its military quality. These performances raainly subject to the defence ad-
ministration’s field of activity. Administrative gects concerning the guarantee of ser-
vice provision are not to be underestimated. Sicigj as mentioned before, a public
good, provided by a public instance and is theeefat tuneable with a demand formed
on the free market. Nevertheless, military perfarogaassessment finally needs to be
directed to finances, since resources are limiiéé. performance catalogue’s volume is
determined by the respective nation’s financialaibn. Another reason why a more or
less seizablevay of military performance assessment is indisgblesis the fact that it
is to be presented to a defraying population, teckvkhe necessity and benefit of mili-
tary value performance is to be made understandBisjgecially in times of enhanced
global competition between the different nationgheir quality as locations, and its
influence on the respective households, this négdsscomes evident, if the basis for
military performance is to be preserved.

In principal, there are two methods which are tdddk®n into account in order to allow
for any statements about the value of servicesigedvwithin the framework of mili-
tary activity: the input oriented and the outpuented approach.

Assessment by input oriented approach is simglemly expenses for the defacto de-
ployment of financial, material and human resouregsiipment and other means or the
deployed resources’ market prices are consideredth®r form of input-approach is
the citation of opportunity costs/expenses whicluldave accrued by the application
of the best possible alternative. However, theiappbn of the input oriented method is
problematic, since it takes too few managementagiedetails into account in order to
objectively assess all cost components. Such deded for instance: too few deprecia-
tion allowances, loss of labour time and valuexqfegtise or possible interest yield.

In contrast, the output oriented approach dired¢tedhe determination of the value
which is to be maintained and secured or has bee#tyrcreated by more intensive ef-
forts. However, since aspects like security, IHealth or the maintenance of a social
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system can hardly be measured and not be deterrbynedsured material assets — as
mentioned earlier — the only possibility left itbomparison with what would happen
if a service was not provided or the above mentlovedues and systems not protected
or maintained. Thus, the output oriented approatso rather non-satisfactory.

Another approach to determine, at least rudimdgtdhie value of military performance

would be the direct comparison of military outpuithwthe scarcity of deployed re-

sources — thus the input — in order not to bassiderations on the financial value but
on the changes in volumes. But even this is naimple in the armed forces. If mate-
rial resources are to be evaluated by their nurobealue of raw material, the human
factor in the form of personal motivation and plgsias well as mental capacities un-
der deployment conditions are not objectively measle in advance.

Since the internal output of the armed forces igliffecult to evaluate, a comprehensi-
ble optimization of military performance can asfionly be achieved by the optimiza-
tion of resources spent. This basically impliesrit@e efficient and rational use of re-
sources to be provided, to deal more constructiwgtly the general problem scarcity of
resources, the improvement of cost effectivenesk ranre effective processes and
structures. The following approaches could be made:

* Active cost management and inspection of expemsesgards to their actual rele-
vance for the planned deployment;

* Human resources management in the sense of stedfiog and staff support;

* Implication of geographic, topologic and typical wsell as cultural factors of the
respective area of deployment in regards to budgeti military operations;

» Comparison and inspection of the relation activetany personnel to be deployed
and the necessary downstream services, supporicegrand administrative ex-
penses>®

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

Furthermore, not only the optimization of previgusrformances should be taken in
hand. Considerations regarding the amplificatiorthef existing performance portfolio

are recommendable. Especially in defence admitistrahe economic allocation of

innovative services to partners from the social ecwhomic environment, which would

also reduce its own budget pressure, is possilbleh &n approach would certainly re-
quire the comprehensive examination of the legalshadowever, diverse services are
in fact conceivable, for instance in the fieldsdatta and information protection, safe-
guarding and consultancy regarding research anel@@went, medical science, supply,
disposal, science and technology.

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

%9 Compare: Rieder, Stefan: Leistungs- und Wirkungsmeg in NPM-Projekten. In: Lienhard, Andreas;
Ritz, Adrian; Steiner, Reto; Ladner, Andreas (Hrsf0 Jahre New Public Management in der Schweiz —
Bilanz, Irrtimer und Erfolgsfaktoren, Bern/Stuttigéfien 2005, 151 ff.
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1.8.1 CIMIC AS A PRODUCT

Today, security for a state is no longer achievgdrhditional military approaches.
Among others, due to the following reasons: indreastructural and social integration,
increasing mutual economic dependency betweennsatgiobal free trade, increasing
proliferation of weapons from, between and to thwarld countries, proliferation of
armament technological know-how, increasing affbilitg of bigger weapons for un-
stable and poorer countries. Furthermore, a civilipproach is often required in order
to form a society in regions of crisis and beyofigl.representatives of a ‘neutral third’,
ideally with a United Nations mandate and therefoternationally sanctioned, modern
armed forces are entrusted with diverse tasks degaconflict settlement, stabilization,
establishment of sustainable peace keeping meastgg®nal pacification, disas-
ter/crisis management and support in case of emeyggue to technical breakdowffs.
Current conflict development and the constant chamigmilitary deployment — espe-
cially in terms of too long peace missions — do aiitirequire more civil military co-
operation than ever, on a multitude of differenels.

Particularly in this context, the military can dej@an innovative range of services for
the civil sector. Apart from the allocation of migitechnical capacities required in case
of salvation, rescue and transport necessitiesptibentials of many countries’ armed
forces as supporting components for the developmashtreconstruction of social struc-
tures in areas of crisis are relatively unuseds Téinot only problematic for civil insti-
tutions. Considerable opportunity costs can eméosgehe economies due to unused
synergy effects for instance in regards to the lbgweent of security, economy and
reconstruction as well as human rights policy. Meer, numerous redundancies and
unnecessary — because made from several sidesnscfar instance regarding the use
of budgets and administration can be detected.

A completely new and in the first place more inteesand long term cooperation be-
tween the civil and the military sector. Not onlytivin military organisations, has ClI-

MIC become an important concept. Also from thel@wd economic side an increasing
realization can be noticed of the fact that theeatrforces can provide important ser-
vices and resources for peaceful crisis settleraadtfor a region’s economic cover-

61
ﬂ‘gﬁrinciple, CIMIC is a paradigm resulting frormacessity. Conflicts and situations of
crisis have become so complex, that the respeatiligary or civil action alone is no
longer sufficient to guarantee stability. Such ded communities’ are generally ill-
fated. However, if a balanced, continuous concé@IMIC can be implemented, sub-
stantial possibilities for considerably more effeetand accepted action in case of con-
flict, crisis and catastrophes emerge, also inndsy economic problems.

Currently, there are different conceptions aboatdharacter of CIMIC. It is understood
as the purposeful coordination of and cooperatetwben military personnel and repre-
sentatives of population groups, national and megliadministrations, international and
national non governmental organisations in the smwaf the promotion of the alleged
military mission. Military performance spectra assaly involve the allocation of se-

0 Compare: Mezey, Gyula: National Contingency Respcend Crisis Management Support at Cabinet
Level, Sibiu 2007; Mezey, Gyula: National Civil Gongency Response and Crisis Management Deci-
sion Support Systems, Budapest 2004

® Irlenkaeuser, Jan C.: Zivil-militarische Zusamnmieit als Aufgabe fiir die Bundeswehr. In: Krause,
Joachim; Irlenkaeuser, Jan C. (Hrsg.): Bundeswdbie-nachsten 50 Jahre — Anforderungen an deutsche
Streitkrafte im 21. Jahrhundert, Opladen 2006, £3Breunig, Alexander; Pdcher, Harald; StrunzrHe
bert: Wehrokonomik — Entwicklungen im internaticeraKontext, Frankfurt/Main 2006, 239 ff.
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curity and support services, which are carriedadigr direct request of civil institutions

and authorization through the respective high contras well as the allocation of ma-
terial and human resources in explicit cases emerge in which a civil body in the

region affected is not able to fulfil the necesstasks or is not available respectively.
The allocation of military services is mainly foeason deployment scenarios which,
with the exception of natural catastrophes, prilpasccur beyond the borders of alli-
ances and beyond the areas of the first and seworid. Currently, the term ‘nation

building’ is often used in this context, meaning turposeful development of stable,
constitutional, (civil) social and economic struetsiin a region after situations of crisis
or conflict.

Within the United Nations CIMIC is defined as theitoal support, common planning
and constant exchange of information on all lev®sveen military institutions and
their components and humanitarian organisationg;hi¢h all are working for common
objectives in case of humanitarian emergencies.

intervention A . I
. . over all military responsibility
intensity
civil responsibility
CIMIC
increment maximum
destabilization ed
phase demand of military combat
operations
# crisis post war situation \
still relative
relative peace
peace
>
Duration of
demand of CIMIC regarding the support of the population
_— political stability in the area of operation
——— devolution of the

Image 4 Development of the demand for CIMIC in case of international crisis operation®

In general, any form of civil-military cooperatiavithin the framework of multidimen-
sional, multifunctional and multilateral crisis nagement of any kind, in times of
peace as well as in times of active war, can bme@fas CIMIC. The aim is to achieve

%2 Compare: Bundesministerium fiir LandesverteidiguRgasentation — Ergebnisse der AG CIMIC
(Workshop), Wien 28.09.2004
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full cooperation and supportive operational capgbof the civil society with all its
components in the area of operation.

However, CIMIC should first and foremost be undeost as the development and ex-
tension of alliances between civil, economic anditany organisations going beyond
selective cooperation in cases of crisis or depkEywnThis means that CIMIC is not
only conceivable in fields connected with humamtaraid, but also and especially in
the fields of research and development, diversesonf supply and supply technology,
logistics and the equipment of civil and econonmigamisations as well as other fields.
Hereby, military cooperation with civil institutisnis not limited to humanitarian issues.
It involves also other actors as for instance gowent agencies, international organisa-
tions, maybe donors, other security services, matgwnal police forces, economic ac-
tors, local agencies and administrations and ofssthe population. A well balanced
concept of CIMIC can compensate the financial, netesubstantial and structural
deficits and avoid possible double strains whidghrapresented in the different budgets
and usually are a big, unnecessary cost factortHeoarmed forces economic and scien-
tific cooperation are certainly a main focus, nextooperation in cases of crisis. De-
velopment cooperation has also, and in particulmnemic aspects which are to be
taken into consideration. The enhanced involveneénhe economic component is of
great advantage for development in regards todheextion with the affected areas.

Therefore, the promotion of the establishment @hemic representatives after situa-
tions of crisis can be considered a clear reliefrfational households, since it would
reduce the comprehensiveness of military deploymBEmt possibility of the economi-
cally profitable location of companies in the adaoperation can have a long lasting
positive effect on the region’s growth, becausesdhgervices again have positive effects
on the economic and social conditions in the afegperation. Even though the armed
forces are not subject to profit oriented purpogesnomic and scientific cooperation
most likely provide the basic parameters for thaldshment and improvement of the
military’s own possibilities of taking effect. Ilmeé context of CIMIC, the armed forces
take on, among others, the following tasks:

* Regional deployment tasks,

e Consultancy regarding research and development,
* Medical tasks,

* Information and education related tasks,

e Humanitarian and social tasks.

% Compare: Bundesministerium fiir LandesverteidiguBgricht der Bundesheerreformkommission,
Wien 2004, 37; Bundesministerium fur Landesvertpidg: WeilRbuch 2004 — Analyse, Bilanz, Perspek-
tiven, Wien 2005, 254
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CIMIC-fields of activity

Public affairs * Public helath care * municipal admnistration, legal

* Public education Issues

e transport » Execution

* Police, customs and border re-

* waste disposal
P lated tasks

e water supply

_ »  Environmental protection
« efflunent disposal

* energy supply
e security

»  Fire fighting
* Rescue service
* Refugee camps

* national/regional administra- . .
9 * Immediate aid

tion

Religious and cul- «  Ethnic groups * Sports clubs
fralisstes * Religious communities e Clan structures

»  Cultural associations
Economy and e Banks and insurances » Farmers cooperatives
commerce » Nutrition and agriculture » Trade associations

e Industry and trade e Mercantile communities

* Money transfer
Civil infrastruc- » Post office * seaports and seaways
RlES) e Telecommunication e airports and air traffic

* Media » road networks and bridges

e Inland waterways e railway system

» domestic ports » historical buildings, monuments

and cultural assets

Table 2 CIMIC fields of activity64

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

Immediate communication with the population andtcwous on site evaluation of
the situation;

Satisfaction of basic needs;
Maintenance and stabilization of the local admraiste elements’ viability;
Consolidation of living conditions;

Redevelopment of schools and institutions for vioca trainging until it is possi-
ble for civil organisations to take over the saeponsibility;

64 Compare: Bundesmnisterium fur LandesverteidiguRgisentation — Ergebnisse der AG CIMIC
(Workshop), Wien 28.09.2004
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* Planning of the disposition of civil and state-rarganisations in the operational
area after troop withdrawal and the assessmengaarhntee of the respective nec-
essary conditions;

+ Promotion of economic reconstruction.

Furthermore, the internal integration of leadershiformation and command structures
Is to be promoted, including the creation of défstiated and therefore virsatilely ap-
propriate links for further integration of civil stitutions from all social and economic
areas. Therefore, experts are required in theanylitwho are able to assess civil and
economic issues according to military limitatioAs. military specialists, these experts
would have numerous different tasks as for instaheedevelopment of schools and
hospitals, to direct commercial training coursesatlvise on completion of contracts
and to adequately deal with the population by retspg cultural peculiarities. Apart
from the necessary expertise and know-how, theslestalso require language skills,
intercultural skills, communicative talent, a hidégree of social competence and flexi-
bility, interactive abilities and the ability to jadt to the respective region’s cultural and
social conditions.

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

The sustainable implementation of CIMIC first amdeimost implies a precocious and
crisis independent management; not only applieslotae projects or deployments but
to the whole concept of cooperation. Therefore,itm@lementation of CIMIC-projects
requires:

e The creation of an overall national and internalcapt of CIMC,;
« The development of common training programmes agdrosational measures;

* The development of concepts of cooperation witleractrom economy and aid or-
ganisations;

* The establishment of centres of excellence andacgnt

« The common establishment of a financing concegingacivil as well as military
budgets into account;

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

e Training of the ability to develop personal relasbips;
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* Integrated seminars, conferences and workshops;

« Common vocational and other training programmes;
e Civil-military training;

» Common excercises;

« Comprehensive exchange of personnel and data;

» Contact with the population.

In general, all approaches concerning the implet@meof civil-military projects
should involve procedures which are primatrily otexl towards criteria of effective-
ness, efficiency and sustainability. This impliée trealization that development aid
projects can be combined with concepts for the @eon reconstruction, which can
above all be carried out by economic actors.

Another approach would be the establishment ofrangon and commonly accessible
resource account. All actors taking part in thepeesive CIMIC-project make their re-
sources and possibilities available in this accoutich could be fetched from there.
The most important result would be the minimizattwrmaybe even abolishment of the
considerable problem of resource redundancy andftiem one sided application of
resources. Furthermore, costs for material coulthamy cases be reduced as well as
those for relief supply, equipment and excessivenmlead use of human resources,
which would make the respective budgets availabi®ther area$

In the end, the economic component is an essdatfir for the calculation and appli-
cation of necessary resources as well. On the and, lthe economic factor is often the
basis for the allocation of resources and theirajmn and maintenance respectively.
On the other hand, especially economy, which istonly under the pressure of com-
petition, disposes of substantial knowledge regaydne efficient use of resources and
the respective coordination of resources availaisleeployment.

[1.8.2 COOPERATION WITH ECONOMY

From the point of view of public management, theppse of cooperation between the
military and private businesses, economic orgaioisat associations and interest
groups as well as with public institutions is tiesger integration of the armed forces
into the social and economic environment and tloeeethe avoidance of military isola-

tion. In this context, mutual support, on a material @l as imaginary basis, stands in
the foreground, whereas at least part of the mylitemand is to be covered by coop-
eration.

As far as the economic design of the military adstiative system and internal military

structures is concerned, the close cooperation patttners from economy can bare
great potential for optimization. The economic eedaisposes of comprehensive ex-
perience concerning the increase of effectivenesisedficiency by abolishing redun-

dancies due to multiple use of resources and coatelil use of material. For the public
sector this implies the prospect of achieving dibjes quicker, easier and most of all in
a more cost effective way, since economy givesntiees for the development of new

%5 Compare: Vorhofer, Peter: CIMIC — Zur Evaluatidnes neuen Aufgabe in der Krisenbewaeltigung.
In: Osterreichische Militarische Zeitschrift 6/2Q0%3ff.
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and alternative ways of financing and support igards to finding possible unknown
saving potentials, due to experience. Locationtamdan resources policies should also
be designed in accordance with regional and swgg@mal economy, since it may fa-
cilitate the exchange of personnel with economgase of military internal restructur-
ing, consolidation and termination of contractssidarably. In such partnerships, pub-
lic organisations therefore mainly benefit from ttempetitive behaviour of their part-
ner.

However, closer cooperation and enhanced coordimagiforts with the military also
bares great long term potentials for economy, samwaprehensive exchange of know-
how implies highly qualified, cooperative, flexibgbersonnel, who is already used to an
international working climate in the respectiveaad deployment. The military also
plays an important role as a substantial, long tdemander for economy. Particularly
cooperation in the fields of research and develappmegistics, supply and equipment,
financing, risk insurance and defence political peration bare great synergetic poten-
tials for all parties involved. Moreover, proximitg clients is decisive in the field of
military development, since potential changes adidisdments usually are extremely
cost intensive. Already in the development phaseclooled partnerships allow for a
more rapid realization of projects and thereforéuce the financial burden on both
sides.

In the long term, the developing integration of gbdities for action and vocational
training, resulting from an enhanced cooperatiotwben the military and economy,
help to avoid mass unemployment and its explosoaat political effects, and there-
fore is of great importance to the respective negiiggovernments. Possibilities for co-
operation can be found in the fields of public bealvater resources management,
waste management, traffic and transportation, cocitsdn and development and of
course within the field of science and researclvelbas a multitude of other areas.

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

* How can better support be provided to businessgsi@stions of security regarding
the opening and processing of new markets?

* Where can particular current and regular infornmatemd action deficits still be
found?

* Which role can the military play in military-econantooperation?

In order to develop a well founded cooperation ephcthe mutual access of represen-
tatives from both parties to the respective othganisation is required. However, es-
pecially in the armed forces are the possibilifmsthe external access to military or-

ganisational structures very restrictive.

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

Therefore, what can mainly be observed in regavdsititary cooperation with econ-
omy are public private partnerships (PPP). Thisnfof cooperation still seems to pro-
vide the best possibilities for a well founded cexgion between the military and
economy in the field of procurement. In generalhst®PP-models’ are a form of coop-
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eration between the public hand and private inglustiich mostly disembogue in an
independent organisation, established with corpd@t/ bonds. They are to be under-
stood as some sort of joint venture between pwdministration and economy which
involves the complete privatization of former statganisations as well as private stake
in public enterprises. Such models are often agpleprojects concerning infrastruc-
ture or regional tasks. Especially for reconstarciénd development projects in regions
which are of long term interest to economy areaheBP-models a promising possibil-
ity of cooperation with the military. For the ergreneurial point of view, it is an in-
vestment in profit, profitability and image relatagpects. The armed forces get the op-
portunity to benefit from the comprehensive ecoroknow-how as well as from the
common and more appropriate adjustment of procunenfemateriaf®

However, this requires the dismantling of competitattitudes between civilian and
military personnel and an enhanced capacity forualutommunication. Furthermore,
any kind of cooperation requires a clarification a@impetencies and responsibilities.
Economic actors get also active through differenins of corporate citizenship by tak-
ing responsibility in case of emergency, aid prigeetc., without necessarily being
based on contract$.Reasons for such commitments are among othersamadivan-
tages for the companies, their partners and idedflp for the military. Within the
framework of such forms of cooperation, deploynretgvant aspects for the military as
well as profit oriented objectives of commerciaitpars certainly appl§? Furthermore,
those purposeful forms of cooperation show thefaithg characteristics:

* Readiness for cooperation and voluntariness gfaaties involved;
» Grouping of different interests and orientation &mgls a common objective;

« Cooperation regarding strategic and operational agament of security related
tasks;

» Establishment of contacts;
» Possible guarantee of start-up financing;
« Common development of communications and netwonkagament.

The primary task of administration in regards te tievelopment of such cooperatives
is the establishment of the necessary coordinati@chanisms and responsibilities,
rules and regulations and adequate basic paranmeiemnly within the troops but also

and mostly between the military and its partrférs.

% Compare: Budaus, Dietrich (Hrsg.): Public PrivBtnership — Theoretische Grundlagen und prakti-
sche Auspragungen, Baden-Baden 2005; Weber, Mattial. (Hrsg.): Public Private Partnerships,
Minchen 2005; Strinck, Christoph; Heinze, Rolf Bublic Private Partnership. Blanke, Bernhard; von
Bandemer, Stephan; Nullmeier, Frank; Wewer, Gottdksg.): Handbuch zur Verwaltungsreform, Wies-
baden 2005, 120 ff.; Europaische Gesellschaft flefebce Public Private Partnerships;
http://www.eppp.org; Gerstlberger, Wolfgang: Pulitidvate-Partnerships — neue Betatigungsfelder fur
offentliche Unternehmen? Das Beispiel offentlichspter Projektgesellschaften in der Stadtregion-Kas
sel. In: Edeling, Thomas; Jann, Werner; WagnerteDjeReichard, Christoph (Hrsg.): Offentliche Unter
nehmen — Entstaatlichung oder Privatisierung?, @pl&2001, 218 ff.

7 Compare: e.g. Fischer, Timo: Volkswirtschaftlidbealuierung der Bundesheer-Partnerschaft zwischen
der Raiffeisen-Holding Niederdsterreich-Wien undnddilitarkommando Niederdsterreich, Wien 2003.

% Compare: Ziekow, Jan: Public Private Partnershizakiinftige Form der Finanzierung und Erfiillung
offentlicher Aufgaben? In: Hill, Hermann (Hrsg.)ieDZukunft des 6ffentlichen Sektors, Baden-Baden
2006, 49 ff.

%9 Compare: Pocher, Harald: Public Private PartnprstEine Sackgasse fiir Streitkrafte? In: Der Soldat
11.07.2007, 1
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1.9 OUTSOURCING AND DECENTRALIZED SERVICE PROVISION

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

The term outsourcing describes the delegationsistand services which can no longer
be fulfilled cost effectively to other service prders or suppliers and the consequent
acquisition of those goods and services, formenyided by the business itself and its

own resources, from external sources. The providars either be external ones, as
completely independent suppliers, or disembodietspE the respective organisation.

Therefore, a further distinction can be made betweternal and external outsourcing.

The objective of all outsourcing efforts is theioaalization of operational processes,
the reduction of organisational complexity, theeasle of human resources capacities
and the flexibilization of the organisation by fssing on the core task®.

The recently increasing and intensified cooperabietween the public and the private
sector also forms the basis for outsourcing inftren of diverse privatisation efforts

from the public administration’s side. This privzaiion of public tasks is done in dif-

ferent ways:

* by disembodiment of individual steps of servicevysmn by placing orders to pri-
vate businesses, whereby the financial resportgib#imains in the hands of the
public authorities;

by common financing of infrastructure networks adaay to contractual licence
models;

« by formal privatization, whereby formally publicstes are carried out with or with-
out private participation in the form of newly faled private businesses;

* by material privatization, whereby service provmsiend financial responsibility are
completely submitted to the private sector.

Hitherto, public administration has acknowledged®RRodels as the most convenient
form of outsourcing. Even though it bares the pidéfor internal conflicts, it also to a
large extent minimizes the danger of insufficieetvéce provision due to financial rea-
sons, at least on the service provider’s side. Hewehe question of whether the public
authorities are therefore definitely dependent owage businesses in order to organize
productive activities, cannot be easily pushedegssthce it has clearly and multiply be
demonstrated that privatization and denationabmatias brought about considerable
advantages and improvements for the respectivenmagons.

A decisive criterion for outsourcing is the redoatiof an organisation’s own fix and
operating costs as for instance costs for storeggoration, infrastructure, properties
and use of real estate, administration and humssurees. External providers are often
specialized in the production of certain goods mviging certain services and there-
fore dispose of a considerably broader knowledgherrespective field.

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

"0 Compare: Sebera, Matthias: Grenzen der Ausgliageima militarischen Bereich, Wien 2003
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As far as the special case of the military is comee, there already are considerations
in numerous armed forces regarding the concretdeimgntation of privatization of
services with direct defence political referenceda instance maintenance and repair
of military material, weather and satellite seryiceconnaissance, and even personal
interdiction, institutional security and personatsrity. Also administrative services as
external accounting control and auditing or warelgomanagement are subject to such

considerations and measures. Areas which havedgltesen either completely or partly
outsourced in many armed forces are among othes®rmpool services, laundry and
clothing services, sports fields and training argaerol stations, shooting galleries,
airfields, garages, medical facilities, trainingifdies, property management, food sup-
ply, IT-services, maintenance components and wops/etc.

Function specific competences

Selected and temporal outsourcing
during the development of compe-
tences in important strategic areas,

e.g.

Selected outsourceing of largely
standardized administrative trasks
and infrastructure related services,

e.g.

=y e general research and develop- |+ sentries,
T ment, » food supply and operation of ©
e development of armoury sys- kitchens and care centres Q
tems by industry, s
¢ maintennance and repair of s
equipment 2
Far reaching outsourcing from infra- | Selected outsourcing involving the %
structure to standardized applica- reduction of campetencies in incon- %
tions, e.g. siderable strategic areas, e.g. 5
= e activities, » delegation of selected transports
S to logistic services (railway,

e servicing and maintenance of

properties hauliers, etc.)

e technical auditing by auditing
associations

High Low

Table 3 Possibilities of outsourcing71

From an economic point of view, outsourcing hassatgrable advantages. In times of
planned long term reduction of staffing levels e armed forces, outsourcing allows
for specific personnel layoff in downstream arefgadivity for the fulfilment of core

tasks. Moreover, staff reductions can be implenteiriea more social way. Economic
service providers also dispose of the potentiaivtok more cost effectively and a
higher level of experience. This allows defence iatstration to use the respective ser-
vices to maybe better conditions, and guarantessrgeservice provision to the citizen.
As a consequence, the military’'s amount of work axgenses would be reduced,
which also leads to a reduction of over all adntrais/e costs. However, all outsourc-
ing approaches in the military should take intosideration the principal of complete
fulfilment of core competences without limitatioimsregards to gain of know-how and
questions of secrecy and deployment behaviour. tAaddilly, the danger of non-

™ Strunz, Herbert; Dorsch, Monique: Sicherheitspolind Wirtschaft, Wien 2003, 72
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fquiIm7e2nt or non-provision in case of demand beselly considered and if possible se-
cured.

However, if the consideration of economic aspextgenerally connected with positive
expectations, such endeavours can also lead tameuorgrievances, not least due to
contradictions of administration and managementhétio, the practical implementa-
tion of outsourcing has shown that such concerasnat completely unfounded. Fur-
thermore, administrative costs caused by outsogreire to be compared to those
caused by self provided servicdsven though external procurement is usually more
cost effective, commercial businesses are subjeptarket economic constraints. This
may imply that calculable fix price conditions doebe foreclosed and a potential in-
crease of costs need to be factored in. As fahasnilitary is concerned, it also has to
be taken into account that any military servicevmted, regardless in which field, is
always closely connected to a certain degree diagmmce of the citizen’s. It is however
questionable if such confidence continues to béfied to the citizens if military re-
sponsibilities are delegated to private compargspecially since the principals of pub-
lic well being are certainly not found among thepties of business economic acting.
The armed are not subject to competition, but tbearational readiness, particularly in
case of deployment, may be endangered since sdpfibits for essential downstream
tasks in regards to task fulfilment, may occur frthra economic side. Furthermore, the
armed forces are an institution which requires isp@onsiderations in regards to ac-
cess to internal data and questions of securitya Asnsequence, great cautiousness is
required concerning partnerships with for instapideate security services.

With all necessary concentration of defence adrmatisn on questions concerning its
managerial optimization, economic and social aspeshnot and must not be neglected.
Therefore the question is to be raised whetherouting is to be welcomed as a form
of disembodiment of unnecessary administrativeaesibilities connected with an in-
crease of the organisation’s efficiency and effestess, or if somehow even hollows
out public and particularly military systems andithintegrity. If the military parts with
substances and strives for the outsourcing of susnptareas in order to consolidate its
own structures and make them more efficient, thestion of whether or not this im-
plies the hollowing out of its own competencieslsolutely valid. The possibility for
the military to design its own structures by defeadministration and to a large extent
independent from economy does no longer exist. hewehis does not imply that pri-
vate economy has no responsibilities in this relspBe outsource functions and re-
sources also means that the ‘central office’, ia dase defence administration, has con-
siderably more capacities and room for monitorsaprdination and the reformation of
areas still in subject to the public authoritiebefiefore it can be more effectively active
in those fields still remaining under its contrfur its target groups and the population
respectively as well as for its own troops.

In this context it is therefore necessary to badathe organisation’s own economic as-
pects with general economic aspects, as for insténycinternal social compensation

2 Compare: Pécher, Harald: Outsourcing in Streiteriéif- Fluch(t) oder Segen? In: Osterreichische-Mili
tarische Zeitschrift 2/1999, 177 ff.; Naschold,deer; Budaus, Dietrich; Jann, Werner; Mezger, Erika
Oppen, Maria; Picot, Arnold; Reichard, Christoplth&nze, Erich; Simon, Nikolaus (Hrsg.): Leistungs-
tiefe im offentlichen Sektor — Erfahrungen, Konzgptiethoden, Berlin 2000, 66 ff.

3 Compare: Uesseler, Rolf: Krieg als Dienstleistungrivate Militarfirmen zerstéren die Demokratie,
Berlin 2006
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plans, agreed upon with the respective regionalnciti®@es, or a verification in how far
contracts with regional suppliers and partnersbEmaintained in case of relocation.

General outsourcing approaches for defence admatimt can finally be for instance
the disembodiment of technical installations withosg links to economy, the de-
volvement of social and supply services as welpradit oriented areas. Furthermore,
considerations regarding the privatization of sssiwith direct defence political refer-
ences can be made, as for instance maintenanaeaid of military material, weather
and satellite service, reconnaissance, and evesomarinterdiction, institutional secu-
rity and personal protection. Despite all advargaigeprivatization still be considered
very critically due to the vagueness of commergraliders of such services against the
background of the armed forces’ guarantee of ojerat readiness and deployment
capability.

.10 QUALITY MANAGEMENT AND CONTROLLING

Against the background of increasingly restrictinelget policies quality management
and controlling gain importance within the armedcés as tools for the increase of
economic efficiency and the optimization of liqudwithin the framework of budget-
ary specifications and cost optimization.

The term quality management describes the compsaregrintegrated and continuous
activity of recording, inspecting, organising arahtolling in all areas of an organisa-
tion. The most essential parts of quality managénieerefore are quality planning,
quality control, quality assurance and quality cohntThe purpose of quality manage-
ment is to provide and constantly guarantee aquéati service in the determined or
desired quality by continuous optimization of wakd implementation processés.

The fundamental principles of quality managemeataanong others:

* Quality is geared to the client or target grougessively;

* Quality is achieved by employees in all areas andlblevels;

* Quality involves various dimensions, which are ¢osibstantiated by criteria;
* Quality is not an objective but the result of arpanent process;

* Quality does not only apply to products but alssdovices;

* Quality requires action and is to be acquired,;

From these principles, the following subtasks dadlqy management result:

e Quality planning — the assessment of demands andetbulting definition of the
organisation’s own performance portfolio;

" Compare: von Bandemer, Stephan: QualititsmanadeBlanke, Bernhard; von Bandemer, Stephan;
Nullmeier, Frank; Wewer, Gottrik (Hrsg.): Handbumbr Verwaltungsreform, Wiesbaden 2005, 452 ff.;
Vogel, Rick: Zur Institutionalisierung von New PitbManagement — Disziplindynamik der Verwal-
tungswissenschaft unter dem Einfluss ékonomischHerollie, Wiesbaden 2006, 451 ff.; Damkowski,
Wulf; Precht, Claus: Public Management. Neuere @tengskonzepte fir den offentlichen Sektor, Stutt-
gart, Berlin, Kéln 1995, 274; Bogumil, Jorg; Holtkp, Lars; Ki3ler, Leo: Verwaltung auf Augenhdhe.
Strategie und Praxis kundenorientierter Dienstheigspolitik, Berlin 2001, 74 ff.; Thom, Norbert;tRIi
Adrian: Public Management. Innovative Konzepte Euhrung im 6ffentlichen Sektor, Wiesbaden 2006,
186 ff.
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* Quality control — the containment and control @& trganisation’s own provision of
goods and services;

* Quality assurance — coverage of the risks of daficvalue performance;

* Quality promotion — a continuous improvement prgcaisned at the establishment
of a quality oriented performance culture;

* Quality management — the actual introduction ofli(puaystems and the promotion
of quality awareness by the management level.

Consistently and comprehensively applied qualityhaggement can be of considerable
advantage to an organisation. The determinatioquafity standards allows for a more
efficient use of resources. The establishment aflijucentres and circles gives the
staff the opportunity to actively contribute withoposals for changes or improvement
based on their experience. The consequent orientatiwards the demand groups’
needs automatically leads to permanent qualityrobnthe result is optimal service

provision and efficient use of resources. After eile concentration on only effectively
demanded and clearly defined services as well aeeimimprovement of processes and
procedures reduces the over all costs. In the alate military it is to be mentioned in

particular that in regards to the allocation ofus#gg and communication with the popu-

lation and their own military personnel, the actoakntation towards their demands
and expectations lead to greater conviction andorga morals among the staff as well
as to a reduced need of legitimation towards thpulation on the military side.

The most essential management tool in regardsdbtgummanagement is controlling. In
the same way as quality management cannot be @vadidn isolated field, controlling
is to be seen in the context of a larger businesa@mic overall concept as well. It can
doubtlessly be considered as one of the most impbrhanagement tools and should
therefore be applied on all levels and in all argfaan organisation. However, control-
ling should not be mistaken for control, sinceaktg beyond mere inspection in many
respects. In fact, it is rather to be understoodaise governing and guiding of an or-
ganisation. Thereby the aspect of control is tdirnéed to the continuous compliance
with an organisation’s orientation by the adjustingfractual values and debit values as
well as by determination of measures of correctiod sanctions. Controlling is also not
to be confused or even be put on a level with skime of supervision. To the contrary,
controlling provides the basis for supervision amprehensible function and one of
several means of control. In general terms, cdirigpis defined as a form of leadership
support which allows for an improved, target orsghgovernance of effectiveness, effi-
ciency and required financial resources in regtoasl tasks to be fulfilled and services
to be provided in the respective portfolio by sgséic gathering, problem appropriate
preparation and demand oriented allocation of mfdion to all management levels.
Thereby controlling gives support on the operati@savell as on the strategic level.

> Compare: Buschor, Ernst: Anforderungen an Corngslysteme. In: Briiggemeier, Martin; Schauer,
Reinbert; Schedler, Kuno (Hrsg.): Controlling undrférmance Management im Offentlichen Sektor,
Bern/Stuttgart/Wien 2007, 13 ff.; Miller, Ulrich:o@trolling aus verwaltungswissenschatftlicher Pdtspe
tive — Ein Beitrag zur Verwaltungsreform, Wiesba@&94, 86 ff.
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Controlling levels, fields of activity and instrume nts

Level Field of activity Instrument

Normative level Interpretation and im- [« Approach and vision

plementation » Basic principles of the organisation

Strategic level Strategic planning and [«  Strategic planning and control system
development e SWOT-Analysis

» Potential analysis

e Stakeholder analysis

e Structural analysis

Strategic control and * Budget forecasts

early recoinnaissance |, Implementation, result and premise control

Operational level | Operational organisa- |+ Budget

tional planning and «  Financial plan

budgeting
» Cost accounting and results accounts
e Activity based costing
» Performance measurement
e Benchmarking
Investment planning e Structural plan

and management
9 e Investment and procurement programmes

* Feasibility study
» Cost-benefit analysis

Project planning and »  Controlling guidelines
management . Budgeting
e Structural plans

» Time schedules and plans of procedures
» Cost, time and progress control

 Documentation

Management informa- |« |T-supported management information sys-
tion tem

* Reporting system

e Communication, moderation and presenta-
tion techniques

Table 4 Controlling levels, fields of activity and instruments

Controlling is also a means of inspection in tewhdiow far decisions and measures
taken turn out to be suitable and therefore apipliecan the long term. Within defence
administration it suggests itself as suitable mezn®onitoring and control as well as
of the implementation of specified security polliobjectives. Hereby, controlling can
either be applied in its quality as institutioniorits quality as function. Controlling as
institution primarily includes all people, orgaramd units involved in controlling re-
lated tasks. Controlling as function describesetions relevant for the permanent con-
trol, monitoring, questioning and improvement afistures and processes of an organi-
sation, independent from who is in charge of thasks.
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Quality management and controlling should alsoafedce administration be applied to
all areas of the organisation as to managementstthgegic level, integration of staff,

resource management and all implementation prosesse results. Of course, limita-

tions and concessions are again to be acceptednadd due to the military’s special

characteristics. Even though the unlimited orieatatowards target groups is a key
aspect of quality management, it is to be takeo aoinsideration that the armed forces
are not simply providing goods or services to tlgipg population, but the general

allocation of security is under all circumstancede the main focus. The question is
therefore not how to satisfy the client but howitarly performance, the allocation of

security, can be guaranteed in the long term artdarmost comprehensive way. Cus-
tomer orientation can therefore be achieved besttife military personnel are consid-
ered consumers of administrative services by defedeministration.

Information and coordination, also the harmonizatd objectives and expectations and
their ‘transportation’ to the staff, can be countedhe most important tasks of control-
ling. This is especially to be noticed in regamlsitne and fact related issues. Such pro-
cesses take place on all leading levels — fromntirenative to the strategic up to the
operational level — and include all fields of aitfiy starting with standardized proc-
esses, to investment decisions, up to the impleatientof concrete projects and their
control and possible correction. On the militargtee controlling would be character-
ized as follows:

» A target oriented process directed to the contf@ffectiveness, efficiency and the
demand of financial resources in order to achielang term improvement of cost-
benefit relations in the military for the sake bétactive armed forces and the popu-
lation;

* An integrative executive function which is to balieed by all executive personnel
in their respective area of responsibility;

* An interlinked service for executive personnel, ethis to be provided by special-
ists.

The following tasks are taken over by controllingordination, integration, information
and sparring. Coordination is primarily underst@sdhe temporal, local, vertical, hori-
zontal and factual coordination and summary of myamisations plans, objectives and
processes. Integration describes the establishamehiaintenance of control and regu-
latory mechanisms. They guide the organisation dayticuous feedback and control
systems. Furthermore, controlling is to determime demand of information, provide
the required information, to process it and to famvit to the right recipient. In this
context, information policy can be considered ageaerally important management
tool, since the controlled flow of information detenes the executive level's percep-
tion as well as the organisations bearings conasider Hence, information and its ma-
nipulation can finally activate potentials. Thisadfurse depends on the authenticity of
the given information’s distribution and incorpaoat In this respect, manipulative
strategies may be successful in the short termiphiie long term destroy any potential
for innovations by abusing the trust no militarganisation can do without. Innovative
tasks of controlling are therefore based on infdioma since the executive level is to
take decisions and introduce measures for adjusterehchanges based on this infor-
mation. In this respect, controlling is to be colesed as incentive, guaranteeing the
quality of decisions made and the respective datisiaking processes. Sparring means
that executive personnel and staff working in caollitrg are acting as reference person
in order to promote an active exchange of infororaind opinions within the organisa-
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tion. In this context controlling takes the partaof internal consultant within the organi-
sation. Therefore the most important tasks of staffking in controlling are:

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

To concert political specifications into appropeiatbjectives in terms of perform-
ance;

To motivate the executive level and to give suppedarding the qualitative and
guantitative assessment of measures and projediarfet achievement;

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

To guarantee the necessary flow of data and infooma

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

To develop and apply uniform methods and instrusiémtbusiness economic gov-
ernance;

The inspection of the economic use of resourceanayysis of variances;
To make suggestions concerning measures to be irakase of variances;

The allocation of information about developmentsthie military organisation’s
environment and potential chances and risks resspégt

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

To allow for the demonstration and comprehensioaabfieved targets by compari-
son of debit values and actual values and to medgogals 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,C8Vénalysis, environment
analysis, potential and portfolio analysis and gaunalysis;

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 staith leadership responsibilities and on
all levels. In this way, the introduction of cortimg measures would not only increase
efficiency in terms of an improved overall contodlmilitary systems and an increasing
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transparency of administrative costs and expenbkes;reation of new permanent posts
on the military sector would also be obsolete. Sioantrolling is applicable in all levels
of an organisation, a balanced relation betweetralered and decentralized interpreta-
tion can be achieved. Operational controlling imtipalar could be implemented in a
largely decentralized way in nearly all units argpartments of defence administration
as for instance in the form of functional areashsas research and development con-
trolling, procurement controlling, investment argbet controlling or human resources
control.

Especially strategic controlling on the highesteleshould mainly be notable in the
form of a centralized basis for the consistent enpntation of economic aspects in the
new structure of defence administration. In thetfplace, controlling is an executive
task of the political and defence administrativeele Once the necessity of efficiency
and effect oriented governance has been realiredjuestion is to be raised in how far
need support is required in regards to this coritnottion. In order to make a respec-
tive assessment it is sufficient to initiate a coltihg project and to assign an experi-
enced senior executive — maybe under citation tédreal consultancy — with the man-
agement and implementation of the project. Her¢lsyhaould be kept in mind that con-
trolling must not be restricted to specific permangosts. Furthermore, close interac-
tion with the areas of internal auditing and cohttiystems should be maintained, oth-
erwise the instruments of controlling might unneeey be limited. Within an admini-
stration, auditing and controlling are two widehdéependent concepts or institutions
respectively. Controlling provides support for tministrative executive level, mainly
in questions concerning target and result oriegtaarnance. Internal auditing supports
subsequent controls and is carried out by indepenaeditors. Additionally, internal
auditing is to monitor viability, actuality and efitiveness of internal control systems
and to make suggestions for their improvement. thugliand related fields are mainly
responsible for control and monitoring related saskich are essential to active con-
trolling. Hereby controlling as function as welliastitution can be put to the test.

The enhanced application of instruments of contgllis advisable for centralized

planning and governance centres as well as forehighnking commands. The estab-
lishment of controlling units in the form of an @omic centre of excellence is recom-
mendable as well. Such a unit would be responsibie

» To especially guarantee the economic orientatiorthef corresponding executive
components next to military leadership;

e All activities of economic planning and governance;

« The establishment as centralized contact and irdtbom centre for all issues re-
garding the administrative management’s increasdfaiency;

» The controlled transformation of political and naly strategic specifications into
realizable processes for the organisation’s exeeutigans”

e The economic overall coordination for military defpaents and locations;

* The permanent realization and coordination of egiatcontrolling for the military
as the development and guarantee of long term ssiga#entials and the disposition

® Compare: von Bandemer, Stephan; Hiibner, MichaePRzessmanagement in der 6éffentlichen Ver-
waltung. Blanke, Bernhard; von Bandemer, Stephartnier, Frank; Wewer, Goéttrik (Hrsg.): Hand-
buch zur Verwaltungsreform, Wiesbaden 2005, 179 ff.
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and coordination of strategic planning in orderstpport the strategic administra-
tive management;

* The consultingand training of strategic and military strategiaders as well as in-
ternal organisational consulting;

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

* The increase of management yields by comparisongedbrmance in regards to
budgeting and the application of instruments ot eosl performance accounting;

« The development of new revenue potentials by salesourcing, improved use of
resources, sponsoring and insourcing.

This allows for the transparent and appropriatecalion of gained information in the
form of a future and target oriented managemewotmétion system.

Possible controlling structure in the military

Political level/ministry of political/normative controlling centre
defence political objectives

normative/strategic controlling centre
» military mission
auditing, process moderation

Armed forces
command/ordnance

strategic/operational controlling centre

management of agencies strategic financial planning and budgeting

strategic/operational controlling centres

Commands A ) . . .
operational financial planning and budgeting

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

Higher leading commands ; o
organisation

operational controlling centre
Location command +——pp Operational budget responsibility, implementation and
process design

Image 5 Possible controlling structure in the military

However, especially controlling in the military els the gap between bureaucratic
administration and economic management concepin Ewugh controlling disposes
of considerable potentials for improvement, itgsadtiction to public administration is
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extremely difficult. Therefore, controlling oriemtemanagement implies the constant
guestioning and if necessary changing of specHied determined long term scopes of
action. However, especially the latter are esskfuradefence administration. In fact,
particularly the armed forces are based on staidel@ang term comprehensible frame-
works with strict limits. Nevertheless they stited the possibility to adapt their organi-
sation to rapidly changing or not foreseeable cirstances’

Further contradictions consequently emerge, whielt@be taken into consideration:

* Long term security vs. constant analysis and camnattbns concerning secure ac-
tion and efficiency;

« Permanence and stability vs. permanent changengprdvement?
» Supply oriented acting vs. demand oriented acting;
» Centralized political leadership vs. rational amidnarily decentralized leadership.

In order to simplify or even allow for the consisténtroduction of measures of control-
ling, considerable changes of current administeapiyvocesses would be required. As
mentioned above, at least parts of budget allocatimuld be decentralized in order to
allow for individual responsibility and an improvede of available budgets and han-
dling of costs by the respective location commaawd their subordinates. However,
the consequence would be the need for an enhaeeputer based integration of the
individual cost accounts in order to avoid potdntelundancies regarding the use of
material or equipment as well as detection andyirg documentation.

Furthermore, such an approach requires enhancedandsefficiency awareness not
only from the individual staff members but from thole work force. This again im-
plies basic training and sensibilization concerning economic dealing with expense
items; be it the use of equipment or material,déployment of personnel beyond their
usual fields of activity or diverse procurementrngaTherefore, the military system
would have to develop an enhanced willingness apéaty for change, a target ori-
ented governance and orientation as well as infoomariented conceptions. Military
performance cannot be evaluated as such, it is vewmossible to evaluate the quality
of performances or the service provided by coltectand assessment of subjective im-
pressions from the social environment and the anylis own staff on the basis of dif-
ferent criteria or demands towards the way a serigcprovided or the service itself
respectively.

Consequently, criteria for possible improvementrapphes can be found, which finally
Is the essence of quality management and contgollin

* Reliability: Can the armed forces fulfil their maatd in a reliable and professional
way? Do the determined structures, regulationsrantines support the quality of
service provision?

" Compare: Trattnig, Giinther: Controlling im Bundesh In: Osterreichische Militarische Zeitschrift

1/2008, 25 ff.; Amting, Johannes: Controlling imueea Dienstleistungsbereich der Bundeswehr. In:
Kirchhoff, Gunter (Hrsg.): Militarokonomie — Neu@Rpektiven 2002, Dachau 2002, 15 ff.

8 Compare: Kiihl, Stefan: ,Der Wandel als das eir&tgbile in Organisationen* — Die Rationalitat des
Organisationswandels und ihre Grenzen. In: Edeliftpmas; Jann, Werner, Wagner, Dieter (Hrsg.):
Reorganisationsstrategien in Wirtschaft und Vemwadt Opladen 2001, 73 ff.

110



» Capacity to act: Are the armed forces capable aifithgvto provide their services
immediately and without any limitations? Is theheical and technological equip-
ment appropriate for task fulfilment?

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

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

Considering only the internal military recipienas, all military and civilian personnel of
the armed forces, the definition of service pransgoes far beyond the mere allocation
and guarantee of security and operational readitwes®re every day aspects. The ex-
tension of performance controlling to for instartike whole field of service of the sol-
dier and their family members as well as otherfstafto training and attendance ser-
vices or to provided spare time facilities and @hkould be conceivable.

The introduction of uniform quality standards wogpldvide a suitable rated value for
services provided or to be provided and would #@oldhtily add a certain motivation
factor. Furthermore, it would allow for a more ei#int use of resources; not least be-
cause of potential improvement suggestions froiffi stambers who would have a bet-
ter idea of what is to be achieved and whethet imialy even be improved.

Moreover the following questions are a precondifmmnquality assessment:
* Who is responsible for quality assessment?

* Which methods should be applied in general anghétific situations?

e Who reports to whom?

* Who decides about which correcting measures?

« Who requires consultancy when and by wh6m?

One possibility to get an idea of the degree okeptance of services provided within

the military is the common instrument of inquirgy instance by an anonymous ques-
tionnaire. As far as the image in public is coneérrpublic inquiries are more represen-
tative and consequently more comprehensible andalsbd for measures of control and
improvement, besides the fact that they appeae tmdire serious as well.

A comprehensive staff information system, for ins&integrated computer systems or
a central server, accessible for all agencies soarewhat simpler, public announce-
ments on a blackboard etc. — clearly improves #réigipation of staff members in the
implementation of assignments as well as the coatin among them, even on the
lower levels.

However, in this context the limits of such measusecome clear again, since the mili-
tary needs to stick to certain levels of classtfamaand secrecy. Furthermore, overlap-
ping coordination of individual tasks between thdividual agencies is very restrictive,

since administration disposes of strictly deterrdiaeeas of responsibility with separate
catalogues of rules and regulations. However, eslhethe staff's knowledge about the

overall context of administrative processes wowddvery helpful and an advantage for
the development of quality and controlling awarenasiong the staff. The most con-

" Compare: Kirchhoff, Giinter; Amting, Johannes: @olfing im neuen Dienstleistungsbereich der Bun-
deswehr, in: Militdirokonomie — Neue Perspektiveacikau 2002, 18
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structive suggestions for improvement are to beeetqul from those responsible for
implementation.

Another task of quality management should be tlsesssnent and application of finan-
cial resources. It would be reasonable not onlpdsess if investments concerning a
project can be numbered mathematically by aspietscbst recovery or efficiency, but
also whether or not investments are suggestivegards to application and operational
readiness, safeguarding of jobs and job qualitytivation of personnel or the general
improvement of unsatisfying situations. An analysishow budgetary changes would
have influenced the quality of such a project woalsb be interesting. It would also
contribute to minimize the often senseless usdefif bver budgets’ in order to avoid
reflux.

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

» Target oriented and simultaneously efficient useesburces;

* Improved ways of dealing with resources on all Iswend in all areas by the in-
crease of the executive personnel’s economic awasgn

* More objective and verifiable apportionment andedtion of budgets;
* Improved coordination between the individual mijtareas and locations;

« The disposal of rapid, adequate and up to datenrd#ton in regards to planning
and control,

* Rapid and confident decisions due to better detisiaking parameters;

* Improved ability of the organisation to adapt t@aieging demands;

* Optimized assessment of effectiveness and effigiehwalue performance;

* Exact control by expressive classification numlaerg indicators;

» Greater motivation of the staff due to target achneent;

* Stronger commitment in regards to planning andsi@cimaking;

» Higher degree of transparency of general admirtig&ractions;

* Improved basis for the delegation of resource nesibdity by global budgeting;

* Enhanced ability of self-organisation of the mijtaand its organisational depart-
ments;

* Improved basis for internal as well as externatiargntation.

.11  TASK REVIEW AND FAULT ANALYSIS

The application of so called task review is an @ffe instrument of sustainable in-
crease of efficiency and optimization of use oforeses regarding the armed forces’
task fulfilment and a basic precondition for therease of defence administration’s
efficiency regarding task fulfilment. Task reviesvtd be considered as a form of politi-
cal and strategic controlling and refer to curntvell as to future fields of activity and
deals with the optimization of an organisation’s o resources.
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Task review generally defines itself as scrutirgziassessment according to well
founded standards which goes hand in hand withideraions of value and non-value
of the respective issue. Within the framework afitcolling, task review is to allow an
assessment of whether or not a currently offeredcgecorresponds with the organisa-
tion’s demands and expectations and in how fautieeof available resources has been
justified so far. It is an instrument which alloves the reduction of resource bonds and
reallocation of resources respectively. The magus$oof this instrument is put on the
actual performance processes. An essential padrggose review. This approach with
respect to efficiency queries current processesrahdw far tasks being performed are
appropriate and useful; if the right tasks are @duifilled. Task review is hereby to be
considered a task of administrative executive mamagt and is to large extent applied
within the framework of strategic and operationattrolling *°

The second essential aspect is process reviewhvsigriented towards efficiency and
examines how and if tasks to be fulfilled are etrout correctly and comprehensively.
The main focus of process review is the optimizaixd administrative processes and
structures. This leads to the following fundameqgtedstions:

* What does administration and why?

* How can the realization of administrative work b#roved?
» Can costs be reduced?

* Which tasks are to be fulfilled in the future?

Especially in regards to considerations about auwtsng measures in the military is this
instrument of special significance. Vital questiams$his context are:

* Which are the core tasks and which tasks are ratwmmdary?
* Which tasks are fulfilled on a voluntary basis &t due to legal obligations?

* Which tasks allow for a reduction of intensity heir 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 orgapisatself due to military rea-
sons, and which can be outsourced without riskireggdrganisation’s own flow of
expertise?

* Which tasks could be fulfilled by external providen the same or even better qual-
ity?

* Which rationalization possibilities exist for themmaining core tasks?
* Where would deficiencies occur in case of insuéintior non-fulfilment?

* Is the improvement of processes, structures andrastrative procedures conceiv-
able and possible?

8 Compare: Réber, Manfred: Aufgabenkritik im Gewélsiungsstaat. Blanke, Bernhard; von Bandemer,
Stephan; Nullmeier, Frank; Wewer, Gottrik (Hrsgdandbuch zur Verwaltungsreform, Wiesbaden 2005,
84 ff.; Humborg, Christian L.: Der demokratische@&tals Marke — Zur ,strategischen Relevanz* staatl
cher Aufgaben. In: Birkholz, Kai; Maalf3, Christiaaravi, Patrick; Siebart, Patricia (Hrsg.): Public
Management — Eine neue Generation in WissensciafftRraxis. Festschrift fur Christoph Reichard,
Potsdam 2006, 50 ff.
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* Who fulfils which tasks within the organisation anty?
» Is there a possibility for the reconfiguration mds of activities?

* s it possible for the organisation not to fulfdisks itself but to delegate them and
concentrate instead on the centralized governaaening, monitoring and control
of task fulfilment?

These questions demonstrate again how difficuk tb combine economic principles
with the administrative processes of an organisdtie the armed forces. However, the
same rules equally apply to both, economy and titiearg: quality standards for value
performance are set by the client; regardlesseaif 8tatus as consumer, citizen or staff
member. Therefore, economic instruments are ngtdesirable but also mandatory for
sufficient service provision, however vague it ntigh.

In this context it is important to analyse if antiexe in the course of the implementa-
tion process errors have occurred, which are ptabénin the future. The best way to
do so is by dealing with objectives. Whether or taogets have been achieved, and if
and in which way targets have been missed canbleestaluated by frequent control on
the basis of the following questions:

e 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 preitmmdfor the application of such
control criteria. In the case of the military tlsBould be a rather secondary concern,
since usually quite concrete specifications areematlleast on the operational level. In
case of variances and disproportions, analysesgda#tyond the mere assessment of
desired and actual value can verify the reasonesé liault analyses do not primarily
focus on cause study in order to set sanctionobuhe establishment of a basis for
constructive corrections of an undesirable situatidgainst this background, future
oriented controlling is not only the search foroesrbut above all for the consequences
of the latter. A possible strategy for the implemadion of task review could be:

Preparation (establishment of the necessary baszneters)

* Formation of working groups,

» Definition of basic parameters and work areas,

Analysis (structured statement of the actual Simat

* Analysis of tasks, performances and use of reseurce

* Analysis of the respective unit's objectives,

* Presentation of procedures and actual task review,

» Evaluation of tasks and performances by use oturess and cost-benefit analysis
Assessment (assessment of the task’s contribuditarget achievement)

* Assessment of individual tasks and service compsnen
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» Consideration about the use of resources compartnk tresulting befit,
» Assessment of possible consequences if a servasaged,

* Overall assessment,

» Development of improvement potentials and measures

Decision making (determination of future stratepies

* Development and coordination of proposals regardamsion making,

» Decision about future procedures of the respedaasion making body (political
guidance for purpose and performance review, adnative guidance for task re-
view)

Proposals for improvement could therefore be stinect as follows:
* Processing of proposed measures,
« Justification of proposals made,

» Listing of areas which would particularly be afiedgtby the recommended meas-
ures,

* Presentation of advantages and saving possibilities

* Presentation of possible disadvantages,

« Explanation of the necessary accompanying measagkpreconditions,
« Statement of staff and office representatives,

» Determination of the way decisions are to be maalang the respective commit-
tees into consideration.

In the military detailed information about all tedtal, technological, human resources
related, operational and structural aspects oatheed forces are generally gathered and
evaluated. However, in many armed forces the gatpesf information concerning
internal processes for target achievement and fidknent are less developed. An
improved data acquisition for the actual implemBataprocesses realized by the staff
would contribute considerably to the future impnosnt of the system. It would allow
for empiric analyses and simplify the traceability procedures, administrative proc-
esses and performance processes by more transparckiotearer representation of the
latter. However, particularly in the military thestrictive and secured access to sensi-
tive data exclusively by authorised and respongielesonnel is to be maintained. This
could be achieved by establishing several clasgifin levels and password systems.

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

CONCLUSION

In military organisations the classical characterssof economic businesses apply as
well. This way, the principles of modern managentamt be — at least partly — applied
to the military as a traditional administrationalsiness and its special structures and
processes. Finally they are to be seen as insttgnoérthe ideal achievements of aims
and fulfilment of appointments in the area of raiit administration as well as in the
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field of business and troop management. All thesasainvolve future oriented think-
ing, the ability to adapt and develop, flexibilitgwn objectives, planning, best possible
coordination and performance with given resources.

The individual leading functions — communicatiomjextives and planning, decision
making, motivation, organisation and control —t@rée configured as processes within
themselves. This is where in business practice llysnamerous classical problems
emerge. This holds of course also for public adstiation and the military sector. The
management process (see leading functions) fisallyes to make the leading process
successful. Each individual manager who is involireé@ny part of the performance
process — purchasing goods and services, finankdgigtics and information services —

has to accomplish all leading tasks accordinglgrater to fulfil the respective tasks or
orders.

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

| have found, that especially the follwing problehave to be adressed:
» Critical development of public households

* change of tasks

» pressing political problems

* public image problems

e pressure of legitimacy and changed performancectapens

e serious managerial deficits; lacking efficiency agftectiveness in administrative
acting

* loopholes in modernisation of administration
» changed expectations towards staff
* unbalanced human resources management

* problems concerning motivation of staff, and iniépito keep pace with swift task
changes

The principles of an economic interpretation woloid

« Optimization of the strategic decision making pssas on the political level and
enforced delegation of duty fulfilment to the adisiration

* Long term transformation of a military administaatito military as an enterprise
* Promotion of the individual responsibilities of th#, resources, cost and results

* Reduction of bureaucracy, simplification and traarepcy of processes, optimiza-
tion of the internal information system, clear gasnent of responsibility

* Optimization of dedication and use of the provideshns
« Finding of concepts for the integration of indived@reas of responsibility

» Development of organizational structures for mogivation and personal respon-
sibility
In this context, considerations about profitabitity increasingly play a role, whereas its
measurement especially in the military sector vathain largely unsettled for the time
being. Initially, the following problems are to Iselved: Up to now, input oriented
rather than solution oriented governance has bedhd foreground. This way, it is
clearly regulated how much money can be spent aohwlsues (input), but it is regu-
lated which services are to be performed with uttigat). Target settings are hardly ever
clear, which means that it stays often unclear Wwhproducts” and services are to be
set up at what cost and for which target group. Uibeal separation of professional
management and resource management is also prdldefias tends to lead to the
point where nobody feels responsible for resukke (®organized irresponsibility”). The
outcome is a relatively dependent system, guideedrngme target parameters but not a
“learning”, self guiding one. Such a system is patale of responding to changes with
the necessary flexibility and to guide its perfono@ towards better effectiveness and
efficiency.
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It has to be outlined, that the concept and retdimadf public management must not be
a pure belt-tightening policy. In fact, state aminanistration should be prepared for
future tasks appropriately and on time. Variousgeinstruments could be applied for
this purpose.

Within the framework of strategy the right positioh points should be carried out,
whereas a respective mission statement shouldoskeasic orientation and confidence
(see “value structure”) and ensure appropriateetabgilding and learning processes
(see vision, organizational philosophy, corpordtmntity). In this context, military gov-
ernance is primarily aimed at finding independeanisvof transformation without con-
flicting with other institutions of society and @mgzations of public administration.
Especially against the background of the diverségary tasks new forms of “military
leadership” bear great chances, not least alsberbtoadening of inbound concepts of
civil-military cooperation.

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

For the military, the application of a holistic @@pt of business management suggests
itself in the sense of transition from a bureaucratiministration to an efficient “busi-
ness”, professional management playing a mainipanis transition.

Result 1 (referring to Question 1): It is absolutely neegggo implement the principles

of an economic interpretation in the context ofitauly administration as such: Optimi-
sation of the strategic decision making processeshe political level and enforced

delegation of duty fulfilment to the administratidong term transformation of a mili-

tary administration to military as an enterprisegrpotion of the individual responsibili-

ties of duties, resources, cost and results; remluctf bureaucracy, simplification and

transparency of processes, optimization of thermadeinformation system, clear as-
signment of responsibility; optimisation of dedioatand use of the provided means;
finding of concepts for the integration of indivaeduareas of responsibility, and devel-
opment of organisational structures for more moitivaand personal responsibility.

Result 2 (referring to Question 2): A management of thetany as an enterprise after
the parameters of public management guaranteesctievement of the following tar-
gets and results in a more effective way: Strengtiyeof the strategic leadership on the
political level and comprehensive, target orientietegation of task fulfilment to the
level of administration. This way, the tendencytaler control in the strategic field can
be reduced as well as the tendency to over coitrtiie operational field; transition
from an administration to a target group and penBoice oriented (service-) organisa-
tion; promotion of responsibility for tasks, resces and results; reduction of bureauc-
racy, simplification of decision making processewl gorocedures, improvement of
transparency and therefore positive stimulus ofivatibn; increase of effectiveness by
more targeted use of resources and clear prigritiesease of efficiency through clear
responsibilities and finally the long term chandéh@ organisational culture in view of
more willingness to perform, more responsibilitglanore motivation.

Result 3(referring to Question 3): Considering this “framgk” it is important to leave
old patterns of thinking behind, since the reaisabf the mentioned aspects would not
be possible or respectively desirable under sudiditons. Existing, negative attitudes
and concerns about a change in organisationalrewtould have to be confronted by
convincing to achieve the following: Enhanced targed result oriented guidance in-
stead of mainly input guided regulation; strategicdance “from a distance” instead of
governance by constant (political) interventiorns idaily business; extensive self guid-
ance of decentralised entities with an effectivedigng framework instead of “bureau-
cratic centralism”; graded, to a large extent daled result-responsibility (“unity of
professional responsibility and resource respolitsibi with clear and transparent
structures of responsibility instead of “organisedsponsibility”; reintegration of for-
merly shared tasks and performance processesitayget optimization of the entire
process; clearer orientation on the target gromgsam clear quality criteria; focus on
the “core competences” by enhanced usage of exteuppliers; enhanced efforts for
transparency of costs and performances, among byheicomplete cost accounting and
compilation and evaluation of performances; intemdiuman resource management,
which is primarily based on motivation and persdérdexelopment; within the frame-
work of a strategy the right positions of point®sll be taken, it should see to an ac-
cording mission statement of basic orientation aondfidence of behaviour (“value
structure”) and to secure appropriate target gptimd learn processes (vision, organisa-
tional philosophy, corporate identity, “military ddership”); the configuration and
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maintenance of the organisational culture is anomtgmt element of public manage-
ment; task and process review can also be instiisntdéra sustainable increase of effi-
ciency and optimisation of the use of resources thedtask fulfilment of the armed

forces; in this context, the so called contract ag@ment is also an important factor;
controlling is finally summarising the describedtmiments, as a new kind of under-
standing is exceeding the conventional logics ahping, guidance and surveillance.

Result 4 (referring to Question 4): The following measui@sa successful and sustain-
able application of the above mentioned implicatiovould have to be fulfilled: To
achieve a certain basic understanding of an emgerpamed military for a leadership,
which is strongly oriented according to the poihview of business management; the
application of this basic understanding in theisadiion of business economic thinking
and action taking in all fields and on all levelse acquiring of a certain basic knowl-
edge relevant to management and about businessragoof all executive managers;
the use of business economic instruments, methodip@cedures has to be enhanced
and intensified; the preconditions for constantali@wment and optimisation of the ap-
plied instruments, methods and procedures have tstablished; an enhanced assign-
ment of pertinent trained personnel in correspogmdiumctions of the different fields
and levels; optimisation of human resource managem®ore efficient use of the exis-
tent knowledge and improved knowledge transferptigsment of a controlling concept
as well as a controlling system and a complet@dhiction of controlling; the continu-
ing of already started, pertinent reformation petge also consulting external experts;
the introduction of quality management in ordes¢ézure a high level of performance;
the cultivation of the instrument of task reviewtire sense of the permanent analysis
which tasks should ideally be administered by wlamd in which way.

In general, i.e. in the Austrian Armed Forces, Whieere the main object of the authors
research and findings, the current realisationuddlip management is to be evaluated
rather differently. Quite good progresses couldriagle in regards to the “hard” factors
(e.g. budgeting, cost accounting, controlling). @anmed to them, the development of
the so called “soft” factors (e.g. management, wiggional culture, flexibility) is by

far not as advanced. Of course it has to be umdetlithat the realisation of changes in
fields which are directly connected with people &meir behaviour is by far more diffi-

cult than the purely technical implementation ofibess economic tools in other fields.
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PRACTICAL AVAILABILITY OF THE NEW SCIENTIFIC RE-
SULTS

Against the mentioned background public managerfentses on holistic method of
problem resolution by applying findings of businesiministration and management
(compare “service institution military”) based dretfollowing principles and demands:

Enhanced target and result oriented guidance ishgiEmainly input guided regula-
tion

Strategic guidance “from a distance” instead ofegonance by constant (political)
interventions into daily business

Extensive self guidance of decentralized entitiéth \&n effective guiding frame-
work instead of “bureaucratic centralism”

Graded, to a large extent delegated result-respitibsi(“unity of professional re-
sponsibility and resource responsibility”) with ateand transparent structures of re-
sponsibility instead of “organized irresponsibility

Reintegration of formerly shared tasks and perfoxwegprocesses targeting an op-
timization of the entire process (business re-ezaging)

Clearer orientation on the target groups and oar @eality criteria

Focus on the “core competences” by enhanced udageternal suppliers (“war-
ranty management”)

Enhanced efforts for transparency of costs andopednces, among other by a
complete cost accounting and compilation and evaliaf performances

Intensive human resource management, which is pheased on motivation and
personnel development

Within the framework of a strategy the right pasig of points should be taken. It
should see to an according mission statement af bagntation and confidence of
behavior (compare “value structure”) and to se@ppropriate target setting and
learn processes (compare vision, organizationalogbdphy, corporate identity,

“military leadership”).

The configuration and maintenance of the orgaromali culture is an important
element of public management. It can be appliednasssential instrument of lead-
ership. In the military, it is traditionally and texsively used as such. Nevertheless,
at the same time there is a considerable necefssitsestructuring notable when
considering a more modern organizational culture.

Task and process review can also be instrumengssofstainable increase of effi-
ciency and optimization of the use of resourcestardask fulfilment of the armed
forces.

In this context, the so called contract managenseaiso an important factor. By
target and performance agreements administratitienais to be guided in a result
oriented way through negotiable parameters of djpera targets.

Controlling is finally summarizing the describedtiuments, taking some kind of
cross divisional function. This new kind of undargling is exceeding the conven-
tional logics of planning, guidance and surveillanc
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RECOMMENDATIONS

For the military, the application of a holistic @@pt of business management suggests
itself in the sense of transition from a bureaucratiministration to an efficient “busi-
ness”, professional management playing a main ipatis transition. Such a holistic
concept is also to be seen in the context of pubdoagement. The following precondi-
tions for a successful and sustainable applicatiosuch a holistic concept of business
management would have to be fulfilled:

« A certain basic understanding of an enterprise Wamditary for a leadership,
which is strongly oriented according to the poihview of business management

* The application of this basic understanding in rigeization of business economic
thinking and action taking in all fields and onlaNels

« The acquiring of a certain basic knowledge relevamhanagement and about busi-
ness economy of all executive managers

* The use of business economic instruments, methedipeocedures has to be en-
hanced and intensified

» The preconditions for constant development andhapétion of the applied instru-
ments, methods and procedures have to be establishe

« An enhanced assignment of pertinent trained peedanncorresponding functions
of the different fields and levels

* Optimization of human resource management
* More efficient use of the existent knowledge angroved knowledge transfer

* Development of a controlling concept as well asatlling system and a com-
plete introduction of controlling

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

* The introduction of quality management in ordesécure a high level of perform-
ance

* The cultivation of the instrument of task reviewtlire sense of the permanent analy-
sis which tasks should ideally be administered bpnv and in which way

In this context it is important to leave old patteof thinking behind, since the realiza-
tion of the mentioned aspects would not be possiblespectively desirable under such
conditions. Existing, negative attitudes and consabout a change in organizational
culture would have to be confronted by convincing.

Public management guarantees that the tasks ang bgreed upon between politics
and administration in form of targets, performanmadget and operation. This way, a
transparent communication is possible. In additmithat it sees to a better effective-
ness and efficiency in task fulfilment, which igpposed to lead to a better use of re-
sources and orientation towards target groups anthdds.
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Managements offentlicher Aufgaben. Verlag Ostendédsterreichische Staats-
druckerei, Wien 1996, p. 299-302.
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schaft (with S. Michal-Misak and M. Dorsch). Intémational — Die Zeitschrift
fur internationale Politik, 1/2007, p. 18-25

Lverwaltung innovativ“. Zur Relevanz von Public Magement (with K. Zapo-
toczky and C. Pracher). In: Zapotoczky, K./PrackefStrunz, H. (Eds.): Verwal-
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ach/Katedra manazmentu (Eds.): Teoretické aspeldyegovych ekonomik IV —
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ptaszczynie gospodarczej. Interdisziplinare Abteilung fuiridthafts- und Ver-
waltungsfihrung an der Wirtschaftsuniversitat Wigviorking Paper Nr. 3/92,
Wien 1992, 20 p.
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Kleissner, R. Klinglmair, W. Koller, F. Rischkowskii. Schneider: Economica
Institut fur Wirtschaftsforschung/IWI Industriewessschaftliches Institut, Wien)
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tungsfihrung®. Service-Fachverlag, Wien 1994, 175 p

since 1998 editor series ,Internationale Méarkte'erg Peter Lang — Européi-
scher Verlag der Wissenschaften, Frankfurt/M., dlbimes up to now

Sicherheitspolitik und Wirtschaft. In: WissenscB&aimmission beim Bundesmi-
nisterium fir Landesverteidigung der Republik Osieh (Ed.): Symposium
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schaftswissenschaften der Westsachsischen Hocks&@wickau, Ausgabe 2,
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Internationale Unternehmensfuhrung 5. Internatiemdlarketingmanagement 111/
Internationale Distributions-, Preis- und Konditmpolitik. Hamburg 1998, 55 p.
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Betriebssoziologie/-psychologie 4. Reader FallgmdHamburg o. J. (1999), 62
p.

Unternehmung und Markt 3. Unternehmensorganisatidoglle Unternehmen
als moderne Organisationsform. Hamburg o. J. (200Dp.

Unternehmung und Markt 5. Marktorientierte Untemehnsfihrung. Hamburg o.
J. (2000), 42 p.

Internes Marketing. Berlin 2000, 42 p.

Preispolitik. Berlin 2000, 60+XIV p.

Kapitalanlagegesellschaften. Berlin 2000, 46 p.

Projektmanagement (with M. Dorsch). Koblenz 200m) f.

Kinftige Entwicklungen im FinanzdienstleistungssekBerlin 2001, 64 p.

Country report: Czech Republic, Hungary, Polandiwi. M. Horvéath, T. Mor-
del, O. Vidlakova). Berlin 2001, 60 p.

Landerbericht: Deutschland/Osterreich/Niederlamiglin 2001, 56 p.
Fuhrung und Organisation im Marketing (with M. Dadrs Berlin 2001, 90 p.
Internationales Management. Berlin 2001, 82 ped&tion, Brandenburg/H. 2005

Ethik im Marketing und Verbraucherpolitik (with BClemens-Ziegler). Berlin
2002, 58 p.

Broker, Vermdgensverwalter, Anlageberater und MalBerlin 2002, 50 p.
Handel, Industrie und Kreditkartenorganisation.liBe2002, 52 p.

Betriebswirtschaftliche Aspekte des Gewerbeimmebbaus (with M. Krdber).
Berlin 2003, 50 p.

Investitionsmanagement. Berlin 2003, 63 p.
Methoden der Betriebswirtschaftslehre. Brandenlburg006, 68 p.

Strategisches Management. Internationales Manaderfatistudien. Branden-
burg/H. 2007, 67 p.

Betriebliches Finanzmanagement 3. Finanzierungssald&damburg o. J. (2000),
78 p. 2. edition 2007

Betriebliches Finanzmanagement 2/1. Investitionagament, Teil 1. Hamburg
0. J. (2000), 58 p., 2. edition 2008, 64 p.

Betriebliches Finanzmanagement 2/2. Investitionsagament, Teil 2. Hamburg
0. J. (2000), 52 p., 2. edition 2008, 47 p.

DISTANCE EDUCATION TEACHING MATERIAL (ONLINE)

171.
172.

Management (with M. Dorsch). Wien 2007
Unternehmensfuhrung (with M. Dorsch). Wien 2007
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CONFERENCE PRESENTATIONS

1.

10.

11.

12.

13.

14.

15.

16.

Management im sozialen Sektor, Konferenz des Bumniesteriums flr Gesund-
heit der Bundesrepublik Osterreich, Wien, 14.053199

Betriebswirtschaft fur die Chefassistenz, Konferdag ,Institute for International
Research”, Wien, 24.04.1995, 19.10.1996, 22.04.1997

Personalauswahl im internationalen Geschaft, Figskndftesymposium des ,In-
stitute for International Research®, Wien, 14.0889

Angewandte Forschung im militdrischen Bereich, Vgbdp zum ,Forschungs-
konzept fir den Fachhochschul-Studiengang Militdes Fihrung®, Theresiani-
sche Militarakademie, Wiener Neustadt/NO, 15.059199

Bearbeitung internationaler Markte, Au3enhandeistggles Business Innovation
Center Zwickau, Stenn/Sa., 15.03.2000

Economic Relations between Irag and Austria sirs®0]1Austria Scientific Con-
gress Baghdad (Iragi Ministry of Higher Educationcooperation with Austrian
Ministry of Higher Education, Science and Cultuiggdad, 10.02.2001

Sicherheitspolitik und Wirtschaft, Prasentation gieichnamigen Studie auf dem
Symposium der Wissenschaftskommission des Bundesterinms fur Landes-
verteidigung der Republik Osterreich, Semmering/lif©11.2002

Sicherheitspolitik und Wirtschaft, Tagung der Valigungsattachés, Wirt-
schaftskammer Osterreich, Wien, 25.04.2003

Einzelwirtschaft und Gemeinwohl, Jahrestagung deseBschaft fur Ganzheits-
forschung Wien, Filzmoos/Salzburg, 29.09.2003

Bundesheer und Wirtschaft sowie CIMIC, Workshop @@mdesheerreform-
kommission, Landesverteidigungsakademie, Wien,3230D4

Dual-Use-Guter, Symposium der Wissenschaftskomomsseim Bundesministe-
rium fUr Landesverteidigung der Republik Osterrel@ammering, 12.11.2004

Zur Zukunft der Arbeitsgesellschaft, Studentendidilage (in Kooperation mit
dem Fachschaftsrat Wirtschaftswissenschaften destsfehsischen Hochschule
Zwickau), Zwickau, 21.06.2005

Globalisierung und Arbeit, 5. &éaik medzinarodnej vedeckej konferencie ,Aktu-
alne trendy na trhu prace a v politike zamestn@/amiatedra rozvojdudskych
zdrojov a personalneho manazmentu, Fakulta soeg&énaomickych vgahov,
Trentianska univerzita Alexandra Dégka v Tredine, Trergin (SK), 10.05.2007

Unternehmensstandorte als Faktor des Wirtschaftstams, 8. francuzsko-
slovenska konferencia o decentralizovanej spoluprg¥edomostna ekonomica
vo vazbe na hospodarsky regionov”, Tdi@anska univerzita Alexandra Dégka
v Trertine, Trerkin (SK), 29.06.2007

Tools of Public Administration Reform, 1st Natior@bnference on Development
and Management Training, National Institute of Adisiiration, General People’s
Committee for Manpower, Training and Employmente&rSocialist People’s
Libyan Arab Jamabhirya, Tripoli, 28.10.2007

Okonomisierung der Bildung und Wissensgesellschaftin Widerspruch (?),
Medzinarodna vedecka konferencie ,Postavenie unityea jej vyskumu v zna-
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17.

18.

19.

lostnej ekonomike®, Trefianska univerzita Alexandra Dééka v Tredine,
Trergin (SK), 08.11.2007

Staat, Wirtschaften und Governance, 1. Ordnungssier Dialog: Das Konzept
der Sozialen Marktwirtschaft und seine Anwendurigedtschland im internatio-
nalen Vergleich, Westsachsische Hochschule Zwickaickau, 29.11.2007

Bildung in Zeiten der Globalisierung, Mezinarodronkerence ,Vysoka Skola
jako facilitator rozvoje spotmosti a regionu®, Evropsky Polytechnicky Institut,
s.r.o., Uherské Hradis{CZz), 25.01.2008

Laudatio fur Herrn doc. Ing. Miroslav Mecar, CSRektor der Tregianska uni-
verzita Alexandra Duleka v Tredine, anlaR3lich seiner Ernennung zum Honorar-
professor fir ,Management® am Fachbereich Wirtsish@Esenschaften der
Westsachsischen Hochschule Zwickau, Zwickau, 0200&
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