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"Challenge'" is the current catchword, representing a mood pervading
every segment of society questioning the established and the entrenched.
It is especially pertinent to this discussion, since the concept of
Integrated Logistics Support (ILS) is itself a strong challenge to some
existing organizational structures and relationships. The concept ex-—
pressed in The Peter Principle...that people rise to their level of in-
competence and stay there...is also evident in organizational behavior.
Organizations (sets of people) rapidly reach their level of incompetence
unless a revitalizing force can be sustained, such as a different way of
doing business. ILS is a different way of doing business.

This discussion deals with the concept of integrated logistics support

and its impact on organizational relationships.

CENTRAL THESIS

® ILS IS A SYSTEM TO INTEGRATE DECISIONS
® SYSTEMS DEFINE DECISION STRUCTURES
® ORGANIZATIONAL FORMS ARE DECISION STRUCTURES

® |LS PROVIDES A FRAMEWORK FOR ORGANIZATIONAL
INTEGRATION

*
Any views expressed in this paper are those of the author. They

should not be interpreted as reflecting the views of The Rand Corporation
or the official opinion or policy of any of its governmental or private
research sponsors. Papers are reproduced by The Rand Corporation as a
courtesy to members of its staff.

This paper is the text of a presentation given for the UCLA short
course on Integrated Logistics Support, September 14, 1970,



We are concerned with the impact of ILS on the pattern and evolu-
tion of relationships within and between vendor and consumer--producer
and user. It is important to explore some considerations relating to
the acceptance of ILS as a decisionmaking system. ILS, as a formalized
coordination process, requires interaction between organizational units
concerned with supply, design, maintenance, cost, etc., for developing
a new system or capability.

ILS is declared to be:

. a composite of the elements necessary to assure the

effective and economical support of a system or equipment

at all levels of maintenance for its programmed life cycle.

This is an extract from DoD Directive 4100.35. It is interesting
to note that the formally articulated concept of integrated logistics
support has been around for a long time, the basic DoD Directive having
been published in June of 1964%. However, it was not until over four
years later, in October of 1968, that the Integrated Logistics Support
Planning Guide for DoD Systems and Equipment* (4100.35-G) was officially
released. During the intervening years efforts were made to implement
the original directive, although some people hoped that if ignored it
would fade away. The activists seem to have won. Even back in 1964
a perceptive reader could easily see that the ILS concept would upset
organizational apple carts. The strict functionalist, sequestered in
the bureaucratic mystique of his '"purpose,” would be required to re-
spond to the challenges of weighing or justifying his functional values
against those of other activities. The ILS concept has been particularly
disturbing to many since it challenges the sanctity of organizational

functions by judging total system contributions in terms of life cycle

cost estimates that are related to system performance and availability

requirements of the mission.

* .
More often referred to as the Guide.



TRADEOFFS

Within the context of life cycle cost tradeoffs, marginal analysis
is applied to assess the cost of differential resource mixes and support
concepts. The mission capability requirement usually holds firm but
the system acquisition team can vary support concepts (throwaway, field
repair only, field-depot, etc.) and material contributions (steel vs.
titanium, aluminum ve. fiberglass, etc.) to optimize costs. For example,
in the design of a hypothetical Army "'Super-Jeep" the use of steel may
be desirable but certain titanium forgings can provide the necessary
strength, at less weight, to meet the stresses imposed by use of a new
hyper-velocity rocket launcher. What is the result of weight reduction
on operational effectiveness? What are the comparative investment costs
of AGE for titanium repair vs. steel? What are the training and techni-
cal data requirements? If steel is used, will the weight increase neces-
sitate the strengthening of the frame. Will it require a different power
plant and at what cost? What is the net balance when stabilizing the
system design and using the titanium forgings? Answers to these ques-
tions can be obtained through the use of several analytical techniques
available to you as logistics planners.

The ILS concept expressed in the Guide effectively describes the
mutual give and take between the design, engineering, supply, and main-
tenance elements. In the example above, the logistics task was to support
system operational requirements at minimum cost. While not always an
easy task, this is possible if our cost factors and estimating relation-
ships are realistic. There is agreement that if we push technology,
the gap of uncertainty usually widens. However, managers and operators
should consider the outcome of a recent Rand study, indicating that
changes in program scope accounted for more cost growth than any other

single variable, including technical uncertainties.

OPERATIONAL CONSIDERATIONS

The impact of balancing logistics support and operational specifi-
cations is another interesting dimension that warrants examination.

It is important to show the tradeoff curves between capability and



technical, logistics, or schedule risks and costs. It is also necessary
to describe capability thresholds in order to assess whether or not it
is practical to undertake a certain endeavor. ILS provides an avenue
to tell the operator for example, '"Mr. Operator, I'm dedicated to do
the best job I can for you. One of the very important contributions
I can make is to provide you with information about the dollar impact
of meeting your operational goals. Your aircraft system specification
states that you must meet a Mach 2.25 cruise requirement for three
hours with a dash speed of 3.0 for 30 minutes. We have examined that
quite thoroughly and provided you with the costs of supporting the
system over its life cycle. One of the alternatives we examined was
use of Brand Z Boron Composite vs. Brand F conventional skin material
for the wing and empennage surfaces. Brand F has some very significant
cost advantages. If you can accept, without mission degradation, a
Mach 2.25 cruise for three hours with Mach 2.85 dash for 30 minutes we
can save over $2 million per aircraft in production costs and over
$3.8 million in life cycle maintenance costs per aircraft. What do you
think?" This is consistent with the objectives of ILS planning: (1)
to include the elimination of support requirements whenever practical
and (2) to reduce the remaining support costs to the minimum level
consistent with operational readiness and technical performance require-
ments.

Organizational challenges come into play here. The requirement
may be so precisely derived that it is unalterable. In some cases a
bit of "surge" or "Kentucky windage' may be included to accommodate
the unexpected. The activity requesting the capability may want to
reassess the performance statement in terms of the dollar impact. ILS

provides a formal mechanism by which such dialogue can be initiated.

DESIGN CONSIDERATIONS

This familiar chart suggests the conceptual interaction of logis-
tics and operational design considerations over the product life cycle.
The interaction of operational design and logistics design is particu-
larly important as we move into the pre-production validation phases.

In some cases the tradeoffs here may determine whether or not you even
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acquire a system or a product. These early functional interactions

also determine the extent of the in-production cost changes. The proto-
typing concept of '"fly before buy," ''wheel before deal," and "let's see
it float'" will attenuate DoD uncertainty in this area. However, this
same concept will also increase anticipation as production decision time
draws near, since a production capability must be retained to respond to
contract award. This may be an argument for small, self-sustaining en-
gineering shops in industry and a more formalized methodology for tap-

ping production resources.



LOGISTICS
Two very important concepts need to be defined: 'logistics' and
"organization.' An adequate definition of logistics requires extra

time since semantic structures play an important role in organiza-

tional relationships. Baron Jomini, in Precis de l'art de la guerre

(1838), defined it as "... the practical art of moving armies.”" Moving

forward almost a century, the 1930 edition of Webster's Dictionary

described logistics as ‘'the branch of military science dealing with

the moving, quartering, and provisioning of armies.' The Final Report

of the Army Service Forces (1947) substantially expanded on this theme

when it suggested that logistics ". includes procurement, storage
gg g P s g€,

and distribution of equipment and supplies; transport of troops and
cargo; construction and maintenance of facilities; communication; care
of the sick and wounded; induction, classification, assignment, welfare,
and separation of personnel."
In 1948 a more subtle shift was evident in describing logistics
in terms of generally accepted industrial functions. 1In that year the
tetionary of United States Military Terms for Joint Usage said that

logistics was

that part of the entire military activity which deals
with production, procurement, storage, transportation,
distribution, maintenance and evacuation of personnel,
supplies and equipment; with induction, classification,
assignment, welfare and separation of personnel, and with
facilities required for the support of the Military Es-
tablishment, including construction and operation thereof,
It comprises both planning and implementation.

Now that said a lot. In fact, it involves logistics in every
phase of physical resource management, including people.
A more contemporary definition of logistics is found in the 1966

version of the same Dictionary:

... the science of planning and carrying out the movement and
maintenance of forces. In its most comprehensive sense those
aspects of military operations which deal with: (1) design
and development, acquisition, storage, movement, distribution,
maintenance, evacuation and disposition of material; (2)
movement, evacuation and hospitalization of personnel;

(3) acquisition or construction, maintenance, operation, and
disposition of facilities, and (4) acquisition or furnishing
of services.



Note here the specific reference to design, development, and ac-
quisition. It is here that we see one of the first positive references
relating to the concept of Integrated Logistics Support. Let us look
at one more perception of logistics——this time a 1968 Joint Commander's
report, Basic Principles of Logistics Panel: Final Report:

... the art and science of creating and maintaining a mili-

tary capability. It consists of the processes of determining

requirements, acquisition, distribution, and maintenance of
materiel.

Personnel management is no longer included in the definition.*

It is obvious that we could construct a long list of what military
logistics means to professionals and to developers of authoritative
sources. Perhaps we could obtain more insight by considering some
areas not included in the definition of logistics. In the military
sense, it does not yet include the employment of weapons, the use of
communications devices, or weather forecasting. These areas are more

t

properly described under the heading "operations.'' The supposition

here is that the defense coin has two sides: logistics and operations.

THE DEFENSE COIN

LOGISTICS

® CREATE AND SUSTAIN @ EMPLOY MILITARY
MILITARY CAPABILITIES CAPABILITIES

*For further discussion of logistics concepts and definitions see
Hermesmann, Major William J., and Captain Belva D. Walker, The Fole of
Doctrine in Air Force Logistics, Air Force Institute of Technology
Master's Thesis, Wright-Patterson Air Force Base, Ohio, August 1968,
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Under these ground rules it is easy to define "operations''--it is that
which is left over after you define 'logistics™ ... and vice versa.

The bewildering array of logistics concepts and definitions de-
rived from the military community has had an impact on the civilian
taxonomy, too. We hear more about business logistics; a professional
association called The Society of Logistics Engineers has been formed,
and already over eighteen colleges and universities offer courses in
logistics. The Spring issue of Logistics Specirum states that one of
the contributors, Dr. Daniel W. DeHayes, Jr., holds a Ph.D. degree in
business logistics management from Ohio State University. An obvious
trend is emerging. Logistics is "in."

In business, logistics is concerned with concepts of industrial
engineering, traffic management, supply, and procurement. Ansoff and
Brandenberg, in "A Language for Organizational Design," state that
logistics activities are carried out within the firm to convert physi-
cal and information resources into end products or services that the
firm sells to its customers.*

They say that the logistics units in organization are:

LOGISTICS ACTIVITIES OF THE FIRM

RESEARCH & DEVELOPMENT
PURCHASING

PERSONNEL HIRING
FINANCING
MANUFACTURING
MARKETING

DISTRIBUTION

ACQUISITION OF
INPUT RESOURCES

*
H. Igor Ansoff and Richard G. Brandenburg, "A Language for Organi-
zational Design," Erich Jantsch (ed.), in Perspectives of Planning, Or-
ganization for Economic Co-operation and Development, Paris, 1969.



It is important to consider that their concept of activities
within the firm is twofold; first, the logistics activities which we

have discussed, and, second, management activities.

ACTIVITY PROCESS: THE FIRM

@® LOGISTICS: RESOURCE CONVERSION INTO MAR-
KETABLE GOODS AND SERVICES

® MANAGEMENT: GUIDANCE AND CONTROL

Management activities are the guiding and controlling process of
the organization. Logistics activities are production activities.
Management activities determine product lines, develop incentive pro-

grams, and assign authority and responsibility. Here is the industry

coin:
THE INDUSTRY COIN
7 -7
® CREATION AND SUPPORT ® OBTAIN CONSUMERS
OF CONSUMER PRODUCTS
AND SERVICES
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ORGANTZATIONAL RELATIONSHIPS

"Organization' is the second important concept in creating a dis-
cussion framework. I'm going to beg the semantic issue here by adopt-

ing this definition:

ORGANIZATIONS

@ ORGANIZATIONS ARE ASSOCIATIONS COMPOSED
OF TWO OR MORE INDIVIDUALS BROUGHT TO-
GETHER TO DECIDE AND ACT TOWARD THE REALI-
ZATION OF SOME DEFINABLE OBJECTIVE.

It is evident that logistics has a potentially important conceptual
role in both the Department of Defense and in Industry (not to mention
the emerging recognition given to logistics in the academic world). The
similarity in concepts (basically the fact that logistics functions
create time and place utility) also argues for an accommodating inter-
face between producer and consumer. ILS is a technique to integrate
decisions—~to bring together the designer, supply, and maintenance
people at an early stage in product development. This postulated in-
terface should be beneficial for everyone, since concepts and language
for logistics seem to be congruent between the communities. If only
this were so!

Organizational relationships are not the products of a common
semantic concept. The graphic precision associated with organization
charts may lead the uninitiated to believe that the neatness of the
chart also implies neat delineation of functions. But we know better.
Organization charts are two-dimensional--to really understand the

structure we need a multi-dimensional view; one that shows overlapping
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and blending. Charisma, coercion, and calculated involvement all com-

bine to blur the functional boundaries which gird formal structure.
Here are two charts which suggest a few of the goal structures

associated with organizations contrasted with goals of the people who

comprise those organizations.
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These goals are not necessarily compatible; nor are they mutually
exclusive. Each person within any organization creates a vector repre-
senting the disposition of his goal structure at any point in time. It
would be complex to describe if we were playing even a one-person game.
Looking at the corporate vector and trying to comsider all inter-per-
sonal relationships would be impossible. Nevertheless, there is a point
to be made here with respect to Integrated Logistics Support; logistics
is an abstract term, much like 'technology" or "science." 1In some or-
ganizations, logistics functions and organization for logistics are
similar. In the military-—-as I've shown below--research and develop-
ment, financial, and personnel functions, although conveniently encom-
passed in the logistics concept, are normally not included in "organi-
zation for logistics."” Similarly, in industry, market research, test
and evaluation, and public relations are excluded from traditional

organization for logistics.

NORMALIZED LOGISTICS ORGANIZATION

MILITARY
CHIEF LOGISTICIAN
[ | | 1
PROCUREMENT | | TRANSPORTATION SUPPLY MAINTENANCE | | FACILITIES
INDUSTRY

X' PRODUCT DIVISION

1 I 1 |

PRODUCTION PURCHASING WAREHOUSING FINANCIAL SHIPPING
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With respect to the topic of organizational relationships, the
titular framework of the client-customer organizational environment is
a matter of special sensitivity. Very hard lines are frequently drawn

between staffs in organizational hierarchies. Titles such as “engineer-

"o "o

ing," "advanced development planning,' '"technical applications, com—

puter sciences," "support systems," and "logistics engineering' hide
the real workings behind boxes on an organizational chart. In effect,
these titles mask the functional elements which are represented. You
all know the o0ld adage about awarding a title change instead of a pay
raise...or a Bigelow carpet on the floor. It's that way with organi-
zations, too. Since the Department of Defense put teeth into ILS, how
many organizations have juggled personnel or at least retitled a few to
give some degree of support to their ''progressiveness' in logistics?
Within government, how many ILS project officers have been named? Do
these officers do anything differently? I hope so.

An initial point in this discussion was that ILS is a system de-
signed to integrate decisions. The Guide supports this by declaring
that it presents itself as a systematic approach to the early integra-
tion of support criteria into design activities.

The next point--administrative systems define decisions structures—-—
is particularly true with respect to governmental and industrial bureau-
cratic organizations. 1 favor Max Weber's choice of the term "bureaucracy"
to include (1) a high concentration of the units of production and (2)
the development of a system of impersonal rules within these units to
define the functions and the repartition of responsibilities for the
ordering of careers.*

The rational use of any system in an organization must have a
payoff. 1In a highly institutionalized environment the administrative

system serves two purposes. The principal purpose is to capture, record.

*See Anthony Downs, Bureaucratic Structure and Decisionmaking
The Rand Corporation, RM-4646-1, October 1966. Also, Michael Crozier,
The Bureaucratic Phenomenon, The University of Chicago Press, Chicago,
1964, pp. 175-208.
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CHARACTERISTICS OF A BUREAUCRACY

® LARGE ORGANIZATION

® HIGH DENSITY FUNCTIONALISM

® |MPERSONAL RULES

® HIRE AND PROMOTE ON THE BASIS OF ROLE
PERFORMANCE IN THE BUREAUS

@ DECISION-MAKING AT "POLITICAL" NODES

® PRODUCE GOODS AND SERVICES THAT CANNOT
BE EVALUATED IN THE MARKET

® INERTIA

and display data for management. Second, although not so obvious and
usually not deliberate, it serves a social purpose by enabling people

in the organization to influence management. Since in many cases
management sees only the administrative reports yielded by the system,
it is a matter of special consequence that people interact with the
system to gain recognition, instead of working to achieve organizational
objectives. This applies not only to administrative systems but also

to process-oriented systems such as ILS. The bandwagon approach applies
here. The amount of attention and energy devoted to serving the sys-
tem will be directly proportional to the importance placed on it by
members of the participating organizations. Since ILS is a powerful
interdisciplinary system the proximity in time and space of many dis-
similar activities serving the same system implies a causal relation-
ship--the system itself becomes a reason for cooperation and mutual
accommodation. Identification with a common goal structure assists in
breaking down the barriers of strict functionalism associated with many
bureaucratic entities. The supply vs. research and development, pro-

duction engineering vs. purchasing, and project manager vs. personnel
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functional and organizational relationships become enhanced, since the
interactions occur within a common system, especially when a spirit of
mutual accommodation must apply in order "to fill one's square."

The system approach is especially important in bureaucracies where
achievements are frequently measured in impersonal terms. Anthony Downs
in Bureaucratic Structure and Decisionmaking says that a bureaucrat is
a person who (among other things) is hired, promoted, and retained at
least partly upon role performance within the bureau. Further, the
bureaucrat's individual output cannot be evaluated directly or indi-
rectly on any market by means of voluntary quid pro quo transactions
whether or not most of the output of the organization he works for is
so evaluated.

We have already described an organization in terms of a purposive
association. The members of an organization decide, and act within
the framework of their association. The organization arranges person-—
nel resources to turn thought into action--to decide. The form an
organization takes influences the way it makes decisions. There is a
blend of many lines of authority. The simple chart on the next page
gives you an idea of the tangled web we weave. Certainly, it is much
more complex than this.*

Now the flavor of bureaucracy (I wish we had a less negative word
to use here) permeates both government and industry. Formal coordina-
tion and mutual influence break down the barriers of functional advo-
cacy. Important, too, is the notion that the concept of logistics is
something much bigger than moving supplies. What ILS says 1is that the
logisticians—-by whatever name they may go--must themselves work to-
gether. ILS provides the framework for organizational integration

*%
because different functional entities in an organization--the bureaus--

*Viewed from the standpoint of a behaving system, the coordinating
activity of man is really quite simple. However, ''the apparent complex—
ity of his behavior over time is largely a reflection of the complexity
of the environment in which he finds himself," Herbert A. Simon, The
Sciences of the Artificial, The MIT Press, Massachusetts, 1969, p. 52.

**Functional entities as used here include interdisciplinary acti-
vities (incorporating two or more specific functions) which must coor-
dinate with other organizations or functional entities to achieve a
defined objective.
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CUSTOMER RELATIONS STRUCTURE
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will become more amenable to thinking in terms of their own purposive
organization, but within a larger organizational set. If the duration
and intensity of the ILS-induced relationship is sufficient to result
in a project group or committee structure, that association has all
the potential for self-perpetuation. This occurs because the inter-—
personal relationships themselves were mutually satisfying or because
the continued association of certain people becomes an organizational
form in itself, especially when a title is assigned. This phenomenon
for status and self-perpetuation is well documented in studies of
formal organization. The amount of formal recognition given these
emerging groups will be a function of corporate acceptance of such a

structural (block on the chart) coalition. Within the context of ILS

*

Howard M. Vollmer, et al., Organizational Design-Frocess and
Concepts, Stanford Research Institute, Menlo Park, Calif., December
1968.
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and weapons acquisition, you probably have personal experience with
the strong forces of inertia relating to project and program manage-
ment groups, especially when you try to disestablish or disengage them.
Crozier says that "a bureaucratic organization is an organization that
cannot correct its behavior by learning from its errors.”* The chal-
lenge of ILS is to change the pattern of organizational action to
accommodate a fresh perspective without the trauma of a major struc-
tural shift.

At the 17th Annual Armed Forces Management Association Conference,
David Packard, Secretary of Defense, favored putting more decision-
making at a lower 1eve1.** (I assume this means at a level consistent
with responsibility for and knowledge of the task and the impact of a
single task decision on a total program.) That probably mollified
the fears of many who have a horror of further centralization within
DoD. (During this same conference, he also said "...when we are not
in a hurry to get things done right, we overorganize, overman, over-
spend, and under accomplish.') Translating this thought into action

can be accomplished most effectively by denying the capability to

assume power, rather than by statements supporting decentralization.
Simply put, the number of personnel in organizational hierarchies
could be reduced. Another alternative is to restrict information
flow to the level required to discharge responsibility.

There are, however, some cost advantages to centralization.
Quantity procurement economies constitute one example. Inventory
management is another. Disadvantages include potential loss of re-
sponsiveness when many customer/coordinating elements are involved.

The increasing emphasis on "logistics" may lead to the creation
of a Defense Logistics Agency, or perhaps an extension of the exist-
ing Defense Supply Agency, that would assume some responsibility for

reparable item management. In the near term, this is supportable only

*
Crozier, p. 187.

*%k
Honorable David Packard, Deputy Secretary of Defense, New
Policies in Defense Management, Armed Forces Management Association,
Los Angeles, California, 20 August 1970.
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if there is no interference with the management of Service-unique and
mission-critical resources. DoD may find this organizational arrange-
ment a better tradeoff than the creation of a unified Logistics Command
as recommended by the Fitzhugh Panel.*

The producer-consumer relationships will be altered, too. The
usual shift in titles will take place in industry so that the DoD
client is assured of sincerity of purpose in 'getting with' new man-
agement philosophies (although the inertia of previous interpersonal
influence will prevail for quite some time--at least, until the first
big default occurs in meeting a milestone or contractual commitment
relating to logistics). More important will be social pressures to
change titles associated with existing high-status professional dis-
ciplines (electronics engineer, stress analyst, production control
supervisor), to more "in" titles such as Chief Logistician or logistics

engineering specialist.

SYSTEM ACQUISITION

The style by which we acquire weapon systems determines a large
part of logistics costs. While investigating the acquisition process,
it becomes apparent that a plethora of documentation is available to
"guide" the usually uncataclysmic gestation of new weapons. When this
elegantly complex life cycle is completed, however, it is not at all
unusual for an 8-10 year period to have elapsed. This is in part a
product of the DoD-wide management pyramid syndrome accompanying sys-—
tem development and often emulated by industry.

Cutting red tape and unnecessary bureaucratic filter centers is
now a priority goal. The delicate matter, of course, is giving assur-
ance to taxpayers that they are getting their dollar's worth while at

the same time developing required capabilities before being overtaken

*Report of the Blue Ribbon Defense Panel, Report to the President
and the Secretary of Defense on the Department of Defense, U.S. Govern-
ment Printing Office, Washington, D.C., 1 July 1970, p. 56. Note that
this unified Logistics Command would not have responsibility for pro-
curement or development of weapons.
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by events. The race for technological supremacy (not just sufficiency)
is compounded by the fact that, according to Clarence L. "Kelly'" Johnson,
Lockheed's Vice President for Advanced Development Projects, "...our
lead time in creating a weapon system, according to some estimates, is
already 30 to 100 percent longer than that of the Soviets--and they are
improving all the time."

Mr. Johnson's management philosophy permeates the several closed-
door acquisition programs which have made his counsel respected in
industry and in defense circles. The sophistication of technology has
exponentially increased from the butcher paper, paint, and glue days
when the P-80 was being designed. The smell of this effort (a product
of the paint and glue) gave the unglamorous title "gkunk works" to the
building where Johnson's efforts were being carried out. This "eau
de innovation" has carried through to much more advanced programs such
as the U-2, YF-12A, and SR-71. The spectacular success of the systems
developed may cause one to pause and investigate the environment and
"rules" which governed these system development efforts. The simple
wisdom implied in the 14 "skunk works'" rules suggests that the exist-
ing DoD-industry acquisition and management philosophy would be a good

candidate for re-examination. Note the implications for Logistics.

o Skunk works manager must be delegated practically complete
control of his program in all aspects. He should report to

a division president or higher.

o Strong but small project offices must be provided both by

the military and industry.

0 Number of people having any connection with the project

must be greatly restricted.

o Very simple drawing and drawing release system with great

flexibility for making changes must be provided.

*
Edgar E. Ulsamer, "'Kelly' Johnson: A Worried Plamner," Air
Force and Space Digest, Vol. 50, No. 2, February 1967,
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o There must be a minimum number of reports required, but

important work must be recorded thoroughly.

o There must be a monthly cost review covering not only
what has been spent and committed, but also projected

costs to the conclusion of the program.

o Contractor must be delegated and must assume more than
normal responsibility to get good vendor bids for sub-
contract work on the project. Commercial bid procedures

are often better than military ones.

o Contractor must be delegated the authority to test his
final product in flight. He can and must test it in the
initial stages. If he doesn't, he rapidly loses his

competency to design other vehicles.

o Specifications applying to the project must be agreed to

in advance of contracting.

o Funding a program must be timely so that the contractor
does not have to keep running to the bank to support

government projects.

o There must be mutual trust between the military project
organization and the contractor, with very close coopera-

tion and liaison on a day-to-day basis.

o Access by outsiders to the project and its personnel must

be strictly controlled by appropriate security measures.

o Because only a few people will be used in engineering and
most other areas, ways must be provided to reward good
performance by pay not based on the number of personnel

supervised.

This unique organizational setting has some decided advantages
which favor the concept of integrated logistics support. The organi-
zational elements themselves are truly integrated, thereby facilitating
communication. Another important impact is maximization of contribu-
tions based on personal qualifications, rather than functional assign-

ment. The skunk works organizational philosophy; however, is probably
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best suited to small, project-type organizational arrangements. Ex-
pansion of the concepts to embrace larger, more formal organizations,
is not likely because of built-in social functionalism which constrains

flexibility. Unionism is one example

ORGANIZATIONAL DEVELOPMENT

There is a certain cyclical relationship in the ebb and flow of
organizational development. This observation is particularly evident
under conditions of growth when ideas and organizations are expanding.
The emphasis on logistics represents an area of emerging growth.
Stanley H. Udy, Jr., in "The Comparative Analysis of Organizations"

develops a theory relating to this point. He says:

Under conditions of growth, the following stages appear in
organizational development, assuming constant or increasing
external pressures on the organization:

a. Diffuse pressures from the setting produce a decen-
tralized authority structure and high level of group
interaction among all members, under conditions of
very small size.

b. As size increases, jobs become perceived as separated
from their incumbents; an effort is made to manipulate
the setting so as to standardize the pressures on the
organization; such efforts produce tendencies toward
centralization of authority, especially if standardiza-
tion is successful.

¢. Centralization combined with still increasing size re-
sults in the organization becoming fractionated into
informal subgroups held together with an impersonal
set of formal rules.

d. Informal organization generates pressures toward con-
solidation in response to tendencies toward conflict
as between setting and administrative roles which ten-—
dencies lead to manifest delegation of authority,
increases in staff services, more levels of authority
and hence more internal organizational autonomy.

e. Such autonomy leads to decisions for further expansion,
which in turn lead to more segmentation, and a cyclical
repetition of earlier stages.

*

Stanley H. Udy, '"The Comparative Analysis of Organizations,' in
James G. March, (ed.), Handbook of Organizationms, University of Calif.,
Irvine, Rand McNally and Co., Chicago, 1965.
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CONCLUSIONS

We have covered quite a bit of ground. The surface of this ex-
ploration, however, has been tested only for temperature and not for
depth and substance. My thesis is that organizations tend to pattern
their activities around the systems with which they must interact. This
is not startlingly original. Neither is the undercurrent of commen-
tary on the behavioristic nature of organizations. We can consider
the impact of any system~-ILS or anything else-—-in the same general
terms of decision structures, vectors, and the like. ILS will re-
structure consumer/producer dialogue because the producer has to
accommodate the customer or go out of business. At the same time,
consumer and producer relationships will be restructured according
to the social value of the systems with which these respective organi-
zations interact. Association with "the" system or concept is the
"now' thing. The degree to which both consumer and producer have com-
patible interests in supporting the system will determine the amount
of unrestricted dialogue which will facilitate the coordination pro-
cess and therefore the progressive evolution of ILS-relationships.

Let me caution that each new concept or system holds promise for
a new utopia. But the world is dynamic. I'm not sure how much con-
ceptual tranquillity is good. Eric Hoffer in The Ordeal of Change
refers to a remark made by the late William Randolph Hearst who shrewdly
observed that ''whatever begins to be tranquil is gobbled up by some-
thing that is not tranquil."

Hoffer says, "The constant effort to improve and advance is nei-
ther automatic nor the result of a leisurely choice between alterna-
tives. In human affairs, the best stimulus for running ahead is to
have something we must run from."

The concept of Integrated Logistics Support, while encouraging
improvement and advancement, promises to minimize organization tran-

quillity.
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