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SUMMARY

SUBJECT

Finsl report on Navy Ccatract Nonr 495 (05), entitled "Experimental
Development end Evaluation of Certsin Management and Personnel
Administration Techniques in the Naval Situation."

PURPOSE

To report on research conducted on the subject of local command
wvork measurement as a basic step in improving management at naval
shore stations.

NATURE AND OBJECTIVES
OF THE PROJECT

1. Long-range objective is better manpower utilization and more
effective over-all munagement of the shore establishment. Field
surveys indicated personnel utilizsticn is basic concerr. The
problemsof the project were:

(a) Analyzing what are the conditions necessary to bring atout
improved personrel utiiization at the local coumand, and
{(b) What method or approach will bring about these conditions.

2. After evaluating the entire
arrived at regarding factors tha
better personnel utilization:

project, two assumptions were
t are necessary to bring about

(a) That naval personnel reed tn be sroperly motivated if better
manpower utilization and cther management improvements sre to
be accomplished, and that work measurement has the potenti-
alities for providing this motivation. (See p. 2 of Section
I, this report.)

(b) That in order for a work meesurement system {(or any other
management techniques or program. ic be successful, three
basic conditions muet preveil:

(1

~—

The program must be introduced at lowest administrative

echelon, while having backing of top echelon;

2) Understanding and acceptance must be accomplished; and

3) Some definite follow-up action must be taken. (See pp.
2-4, Section I, this report.;
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3. In view of *Ve atove assurptioas, ore of the main purposes of
the project becare he. d4zvelapment and evaluation of {1) a method
o worv measurement that
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RECOMMENDATIONS

1. General Recommendations

{a) That local worx measursment programs as outlined in
Attachwent II, <his report, be instailed at all naval
shore staticns.

\b) That a short orientation program in management be given

officers in key adminis*rative biilemg oa being ordered

to such billets.

That large % ATITn: LAave A Ma.agement sngineering

office, = >3 by cn2 or more cfificers with appropriate
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SECTION I

NATURE AND OBJECTIVES OF THE PROJECT

This project was initiated on 30 June 1952, under the following
title:

"EXPERIMENTAL DEVELOPMENT AND EVALUATION OF CERTAIN
MANAGEMENT AND PERSORNEL ADMINISTRATION TECHWIQUES
IN THE NAVAL SITUATION."

The long range purpose was stated "to equip naval personnel in shore
activities with proven analytical management personnel techniques, where-
by maximum effectiveness may be achleved in the use of manpower, materials,
space, and equipment.”

Early in the project, it becene clear that there are no such proven
techniques which are automatically applicable to all management situations
without at least adaptation. Further, there is no universal formula or
simple set of ruies to follow to insure gocd management. Improved mansage-
ment depends upon: (1) surveying and defining the difficulties, (2) de-
termining solutions, and (3) developing the techniques and methods of
successfully introduc®'ag and integrating such techniques.

Throughout the project emphasis was placed upon what the local
commani could do to improve the management of shore stations. The local
command became the focus of attention, because it is the local command
vhich is charged with the responsibility for proper utilization of man-
power. Also, if any improvementis in management are to be made, in the
final analys‘s they must be accowmplished at the local command.

Following the above line of reasoning, emphasis throughout the
project was placed upon: (1) studying actual conditions in the field
relative to the management of naval shore stations; (2) developing
materials specvifically for the people in the field and continually re-
vising them on the basis of suggestions from naval personnel concerned
with the day-to-day operations cf shore stations; =2md (3) encouraging
local officers to participate to a high degree in the management surveys
and work measurement pilot studies.

As a first step, field sv-veys on management probiems and difficulties
were conducted. These surveys indicated that the problems were many and
that they were spread over numkrous areas of menagement. Out of the pro-
blem surveys came the conclusion, however, that persomnel utilization is
really the basic area of concern for the Navy. Consequently, attention
vas focused on personnel utilization with the realization that all other
espects of good management are related to it.

e SIS PSR - o cmaciiil




A. THE PROBLEM OF THE PROJECT

The primary problem of the project was analyzing what are the con-
ditions necessary to bring about improved personnel utilization at the
local commend, and what method or approach will “ring these conditions
into being. After evaluating the entire project, the following assump-
tions are made regarding the factors that are necessary for effective
use of personnel:

Ass

tion Number One

that naval personnel need to be properly motivated if
better manpowver utilization and other management im-
provements are to te accomplished, and that work meas-
uremenc has the potentialities for providing this
motivation.l

This general assumption is based on the following more specific
assumptions:

(a)

()

Before improvements will be undertaken wholeheartedly
on the local level, there must be some standards or
some means to provide a measure of any progress that
may be made. Work measurement answers this need.

Before noticable improvements can be made ir manage-
ment problems, some means must be found to pinpoint
these problems for officers at local commands cor
otherwise any program of wmanagement improvement will
be an ineffective hit and miss proposition. Work
measurement answers this need.

If standards are provided and a means of disclosing
areas for improvement are present, then it is assumed
that the naval officer is capable of making many im-
provements on a cotuili: sense basis.

Assumption Number Two

that in order for & work measurement system (or any other
mapagement techniques or program) to be successful, three
tasic conditions must prevail:

(1) the program must be introduced st the lowest
administrative echelon, while having effective
backing of the top echelon;

1 "Work measurement is a management tool which shews you facts avout
work turned out and the manpower it tock to turn out that work."
See Attachment II, "Lccal Command Work Measurement Manual."

USRSy



(2) understanding and acceptance must be accom-
plished; end

(3) some definite follow-up action must be taken.

The first of these conditioms, the importance of introducing work
measurement or any other wanagement technique at the local level, must
not be neglected. Results of the project indicate it was Jjust such par-
ticipation by local officers which created a very favorable attitude for
understanding and acceptance. When given the opportunity, officers in
the field also can be a source of beneficial, practical suggestions that
will strengthen any management program.

The second condition deals with understanding and acceptance.
Evaluation of the techniques of "helping the local officers help them-
selves' indicates participation is a key to understanding. If a program
is to be really effective, naval personnel must do more than understand
it. They must accept it as a part of their own point of view and believe
in its worth for themselves. This acceptance by naval personnel depends
upon some or 81l of the following variables:

(1) Appreciation of how the system will affect their
- own status, directly or indirectly.

(2) Understanding of how the system may affeci their
own expenditure of effort on the job.

(3) Degree of breadth of vision concerning over-all
naval personnel and management problems.

(4) Degree of fear that information ccming from the
system may be hastily and improperly used by
higher administrative echelons and that decisions
may be made on the basis of incomplete inforaation.

(5) Degree of participation on the part of the people
at the division and departmental level ir regard
to the detaiis of setting up the system.

(6) Realization that the commending officer ccneiders
the system important and that some follow-up
action will be taken.

The third condition necessary to success of & work measurement
system is a definite programr of follow-up action. The work measurement
system must be integrated or tied in with the operations and management
of the whole command. Thes ccmmanding officer and the executive officer
must shew an interest in work measurement and actually do eomething with
the facts which are reported.




Work measurement data can be an aid to communication of ideas both
up and down the chain of command. Periodic reports can be used iz a
gumbe> of ways. They can be used to inform higher authority what work
is being performed. The work measurement reports can pin-point manage-
ment problems.

One of the most important weys work measurement data can be used is
in comnection with planning the work of & local command. Work measure=-
ment can result in a better distribution of the work load and in arriving
at a more realistic estimate of what the local command can do and within
wvhat time limits.

B. APPROACH OR METHOD RESULTING IN
EFFECTIVE MANPOWER UTILIZATION

In view of the above assumptions of the conditions necessary for
effective manpower utilization, it became one of the main purposes of the
project to develop and evaluste a method of approach and a continuous
program that would bring these conditioans into being. The program de-
veloped by the project differs from other work measurement systems pre-
sently in use in the Navy in several basic ways:

(1) Bmphasis is placed on the improvement of the manage-
ment of the local command--it provides a means of
self -improvement of utilization of personnel through
organizational analysis, allocation of work load,
anc. similar management improvements.

(2) It provides a means for comtinuous review and evalu-
ation of operational performance to a hligher degree
than under a system that is not adapted to refle2t-
ing the local operational performance. The local
command work wmcasurement data are more represent-
ative of the work completed than systems designed
for other purposes.

(3) The local command work measurement program provides
for participation by personnel who are concerned
with the resultant data to a degree not present in
systems designed primarily for Navy-wide hudgetary
reports. Such participatiot results in the local
command using the program as a means of controll-
ing and improving its operations, rather than con-
sidering work measurment as just another report.

(¥) The approach developed by the Ohio State group is
designed to create effective communications up and
down the chain of command on the local staticn--
from the unit to tke section, to the division, to




the departmernt, on to the commanding officer and
down again. The approach also provides for better .
cormmanications with the bureau level. In the in-
stallatinn stage this communication is effected by
the interchange of ideas between the people cn
different echelons regarding establishment of work
units; how to keep the time spent on work units;
establishment of standards, and like matters of
coemon concern. While the lower echelons are en-
couraged to suggest and present reasons and facts,
the final decision must, of course, rest with the
concurrence and approval of the higher authority
vho 1s charged with the responsibility of effec-
tive operation of the organizational unit. 1In
other words, if the Burean of Naval Personnel is
responsible for setting personnel allowances,
which are in turn dependent upon work measurement
standards, then the local command can suggest and
argue for certain standards; but the standards

set will have to be with the concurrence and ap-
proval of tha Bureau.

The basic techniques used in introducing work measurement to local
commands are: (1) use of vork measurement manual, {2) use of “he small
group meeting, and (3) staff assistance in "helping local personnel help
themselves.”™ This approach gives the local officer a degree of partici-
pation in the establishment of the program, which in itself results in
high understanding and acceptance. A feature of the program which mekes:
it more than another report and gives reason for establishing it on a
continuous basis, is the follow-up action. The techniques recommended
to make the program an integral part of controlling and managing the
station arce the use of periodic reports, followed by continuous reviews
by the commanding officer, regueets for an explanation, and corrective
action to sclve any undesirable management situations. Attachment I
gives the recommended procedure for installing the program. Attachment
II, ‘Local Command Work Measurement Manual,® describes fully the program
developed and evaluated by the proJject.

faving presented the nature and objectives of the project as well
83 the basic zssumptions under which experimentation and analysis were
conducted, a description of the field work and experimentation carried
out are presented in the following sectione.




SECTION II

FIELD SURVEYS ON MANAGEMENT
PROBLEMS AND DIFFICULTIES

In line with the emphasis on studying actusl field conditions in
the naval shore situation, field surveys of management problems and
difficulties were conducted. These surveys are brizfly described below.

A. PRELIMINARY INTERVIEWS AT USNTC,
GREAT LAKES, ILLINOIS, AND USKIC,
BAINBRIDGE, MARYLAND

The first field work at USNTC, Great Lakes and USNTC, Bainbridge was
conducted in September, 1952. The purpose was tc identify specific
management difficulties and problems being experienced by naval officers
ashore. Seventy-five interviews were conducted with a cross-section of
naval personrel at all echelons of command at Great Lakes and Bainbridge.
The kinds of management problems and difficulties found may be classified
into the following eleven areas:

l. Communications and coordination
2. Turnover and rotation

. Paper work and red tape

Ik, Civilian employees and WAVES
5+ Work measurement

6. Billet analysis

7. Handling people

8. Military duties

9. Public relations

10. Classification and promotion
1l. Morale problems

In addition to the problems and difficulties found, there were some
general impressions received from talking with people in the field. The
following are the major impressions received:

(1) The difference between management problems arising
abgard ship and at shore stations is generally re-
cognized by naval personnel.

e Appendix A of "Research Progress Report Number 2 to BuPers" dated
29 October 1952 presents a complete breakdown of the problems sud
difficulties expressed by naval personnel interviewed at Great
lakes and Bainbridge.
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(2) officers coming from sea to administrative billets
ashore are reluctant to delegate work to the point
that would seem desirable.

(3) A significant number of officers in key edminis-
trative positions are carrying such heavy work
loads that it is necessary for them to put in
long hours and use every short cut available. As
a result, it appears that by the time all of the
"fires"are taken care of, there is 1little time
left for over-all planning and thinking about the
Job to be done.

(&) Most officers recognize the need for somwe kind ¢f
indoctrination, aids, or hints to help them in
their administrative duties. Any such aids must
be relatively simple and practical in their ap-
plication.

B. COMMAND MANAGEMENT SURVEY AT
USKNTC, GREAT LAKES, ILLINOIS

A commend management survey, consisting of a questiomnaire and
follow-up interviews, was conducted at USNTC, Great Lakes during the
period 13-20 November, 1G52. The purposes of this survey were:

(1) To get a measure of the degree of understanding of
the management areas making up the subject matter
of the questionnaire, namely, such areas as work
measurement, organizational structure, the group
discussion meeting, work simplification, etc.

(2) To get a measure oi the feeling or point of view
toward the management areas meking up the subject
matter of the questionnaire.

(3) To bring the management areas tc the attention of
naval personnel in an effort to increase their
interest in the importance of good manasgement.

The items in the questionnaire were based on information gathered
from previous interviews in the field. Once the questionnaire was con-
structed, it wvas pre-tested with the voluntary sssistance of officers
of the NROTC of the Ohio State Uaniversity and selected officers at the
U.S. Naval Air Station, Columbus, Ohio. The final revised instrument
wvas then administered to 205 naval personnel at Great Lakes. Out of the
total of 205 questionnaires submitted, 194 were completed. Thiz gave
an unusually satisfactory return of 94.6 per cent and is indicative of
the cutstanding cooperation that was given the Ohio State representatives




by the Center Commander, his staff, and entire personnel on the station.

After the questionnaire was administered, follow-up interviews were
held with selected officers whose questionnaires indicated they might be
productive sources of informetion and reaction. Particular attention
was given in the follow-up interviews to the subjects of work measure-
ment and the group discussion meeting.

C. RESULTS OF THE COMMAND
MARAGEMENT SURVEY

A detailed tabuletion and analysis of the findings of the Great
Lakes Command Management Survey are presented in "Research Progress
Report No. 3 to BuPers." The major points coming from the survey may be
summarized in the following two statements:

(1) sSpecific areas of command management were uncovered
which need attention, namely, the areas of organiza-
tional structure, assignment of persomnnel, incentives
and motivation, commnications snd coordination of
effort, work measurement, work simplification, differ-
ences in command leadership ashore and at sea, group
conference techniques, and tralning and irdoctrina-
tion in shore station mansgement.

(2) Some means cf accountability for manpower utilization
mist be established. Work measurement appears to be
the management tool which can establish this accounta-
bility and act as a motivator for bringing about
manacement improvements leading to the ultimate cb-
Jective of more effective manpower utilization.

As an outcome of the results of the Great Lakes Command Management
Survey, vork was begun on developing a work measurement manusl for use
at the local command level and plans were laid for the work measurement
pilot studies which are described in the next section of this report.




SECTION II1

WORK MEASUREMENT PILOT STUDIES

A. INTRODUCTION OF WORK MEASUREMERT
AT USNTC, GREAT LAKES, ILLIKO
9 FEBRUARY 1953 T0O 28 MAY 1953

1. Introduction Period, 9-19 February, 1953

ObJjectives:

(1) Try-out and evaluation of alternative methods of
getting across the basic concepts of work measurement.

(2) Bvaluation of materials on work measurement.

(3) Development of understanding and acceptance of work
measurement on the part of leocal officers.

(%) Introduction to local officers cf manuals and tech-
niques wvhich will result in management improvements
on a "relatively unrefined, commcn sense basis.”

Procedure:

(1) Backing was obtained from higher authoriiy in the
form of & memorandum trom the Center Commander re-
questing cooperatiun and the submission of progress
reports on specified dates.

(2) ™o group meetings were held with each of nine depart-
ments. Both meetings were used to introduce the *Work
Measurement Manual’ and to discuss work measurement.
In the first meeting, the '"'before' test on knowledge
and attitude toward werk measuremwent wus given. The
second meeting was used additionalily for the purposes
of introducing other work measurement literature to
participating personnel, snd having them £ill out
small group meeting and meterials evaluation forms.

3 The introduction of work measurement at USNTC, Great Lakes, is more
completely reported in "Research Progress Report No. % to BuPers,"
ORR Contract with Ohio State University, Noor 495 {05), 6 March 1953.
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(3) After the group meetings, the nine groups were
treated differentielly as follows:

{a) Three groups were given individual staff
assistance with an empanasis on "helping
them help themselves' in devising & work
measurement system.

(v) Three groups were given individual staff
asgsistance in which the Ohio State repre-
sentative took the lead in devising a work
meagsurement systen.

(¢) Three groups were given no individual staff
assistance.

(4) About one week after the first group meeting, a third
meeting was held with each of the nine departments.
The purpose of this meeting was to give the "after"
test on work measurement and to discuss progress thus
far in getting the work measurement systems installed.

(5) Members of the Ohio State group kept running logs
throughout the course of the piiot study. Ewmphasis
was placed on documenting problems or difficulties
encountered, dominant attitudes of participating
personnel, and gathering case material for revised
editions of the *Work Measurement Manual."

2. Follow-up Period, 23-24 March
and 25-28 May, 1953

The people in the nine experimental departments at Great Lakes were
revisited by representatives of the Ohio State group on 23 ani 24 March,
1953. The purpose of this visit was to observe vhat had been heppening
to the work measurement systems which had been started in February; to
discover the kinds of difficulties the people were experiencing in in-
stalling work measurement; and to get additional reactions of naval
personnel concerning the potentialities of work messurement for them.

It was explained to the people at Great Lakes that a Revised Work Measure-
went Manual, based on the experience gainmed during the introduction
reriod and the comments of the people involved in the experimental

groups was being written. Copies of thi. revised second edition of the
Work Measurement Manual were mailed to Jreat Lakes on 30 March, 1G53.

& final fcllow-up visit was made to Great Lakes on 25-28 May 1953.
At this time, the third revision of the '‘Work Measurement Manual" was
given to participating personnel a&s a replacement for the second edition.
The new edition was introduced by pointing out significant changes which
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have been made in various parts of the *Manual.” The Management Engi-
neering Office was asked to help participating personnel in changing
over to the procedures outlined in the latest edition of the "Manual."

In addition, an attempt was made to find out what uses the people
had been able to make of their work measuremwent facts and how they felt
about voluntarily continuing work measurement for their own use. These
findings are reported later in the section which dealis with "Results of
the Work Measurewent Pilot Studies."”

B. INTRODUCTIOR OF WORK MEASUREMENT
AT USKTC, SAN DIEGO, C ORNIA
25 MARCH TO 29 MAY 1953

1. Introduction Period, 25 March
to 15 Ap;il, 1953

Objectives:

(1) As a result of the field work at Great Lakes, the
approach of "helping personnel help themselves™
was Jjudged to be the most effective approach. The
main obJective of the experiment at San Diego was
to try out and evaluate further this general
approach--on a much larger scale.

(2) Further try-out and evaluation of (a) a revised
edition of the Work Measurement Manual and (b) a
revised Command Management Check-List (Form II).

Procedure:

() As at Great Lakes, the Center Commander issued a
memorandum, outlining the program, listing dates
for progress reports from participating groups,
end soliciting full cooperation.

(2) Meetings were held with the Commanding Officers
of the Service School Command and Recruit Training
Command and their staffs tc cxplair the program
and determine what activities should participate
in the study. It was decided it would be advisable

% A detailed account of this pilot study is given in "Research Progress
Report No. 5 to BuPers,”" ONR Contract with The Ohio State ‘University,
Nonr 495 (05), 25 May 1953.




for every department of the Administrative Commard
to participate. A meeting of Administrative Com-
mand department heads was conducted to explain the
program and compile the list of participating
personnel. In all, twenty-three groups participated
in the program at San Diego as compared with nine at
Great Lakes. This gererally resulted in a larger
number of persons attending subsequent small group
meetings, usually fifteen to twenty, compared to ten
or less in the Great Lakes meetings. Also, the
greater number of persons participating reduced the
amount of individual help it was possible to glve
participants at San Diego.

(3) Two introductory meetings were held with each group,
followed a week later by another meeting. The
'before’ test on knowledgc and attitude toward Work
Measurement was given during the first meeting.

The remainder of the time was devoted to an ex-
planation of Work Measurement and how to set up &
local system. The third meeting was devoted to the
"after" test on Work Measuremernt, and the adminis-
tration of the Command Management Check-List (Form
II) and the other forms evaluating the meetings and
manual. Discussion was conducted on problems or
difficulties encountered in establishment of a work
measurement system.

(4) Meumbers of the Chio State group acted in an advisory
capacity to individuals setting up their systems. A
log of critical incidents and problems was kept through-
out the pilot study.

2. Follow-up Period, 25-29 May, 1953

A fo.low-up visit wes made tc San Diegc the lest week in May, at
which time the third edition of the Work Meusurement Manusl was presented
to the people who participated in the pilot study. Tbke changes made in
the revised manual were explained to tlie people and their reactions were
solicited. 1In addition, the people who had teen instailiing work measure-
ment were interviewed to get at the problems which they were encountering
in setting up their rvstems and to get their feelings and attitudes to-
ward the continued use of work measurement et the local command level.
The results of these interviews are summerized ir the section which
follows.



C. REBSULTS OF THE WORK MEASURE-
MENT PILOT STUDIES

The results reported here cover both the introduction period and
the follow-up period of the work measurement pilot studies &t Great Lakes
and San Diego. These results come from (1) the evaluation forms used by
the Ohio State group; (2) field logs kept by members of the Ohio State
group; (3) on-the-spot observations of the installation of local work
measuremert systems; (&) personal interviews with personnel iavolved in
setting up their own work measurement systems; and (5) the first work
measurement reports which were submitted by the purticipating grours.

1. Results Pertaining to the
Understanding of Work
Meosurement Facts

One tangible result of the work measurement pilot studies was a
definite gain in understanding of work measurement as indicated by the
"before™ and "after” scores on the Work Measurement Information Form.
At both stations, a large gain in knowledge of work measurement was in.
dicated. The average per cent of total possible correct answers on the
test showed an improvement of from 23.84 to 71.1% at one station and an
improvement of from 45.7% to 73.5% at the other station.

2. Use of Small Group Meetings
for Promoting Understanding

Another result coming from the pilot studies was a series of re-
actions about the value of the small group meetings in fostering under-
standing of work measurement. These reactions were obtained by use of
a "Small Group Meeting Evaluation Form." Most of the people who re-
sponded to this form said they were convinced that the small group meet-
ing was a help in bringing about understanding of work measurement.

The participants also indicated what they thought to be the most
effective total program of prescnting work measurement. The result was
a decisive vote for the use of a manual in connection with group meetings
and staff assistance in 'helping the officer help himseif.’ This result
was also supporied by statements (recorded in the field logs) that a
manual alone will not do the job of getting the people to understand
work measurement. More than one division head reported that more than
&8 statement of the facts of work measurement is necessary; there must be
actual experience in setting up a system with some staff help available.
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3. Understanding Comes from
Working with the System

A further resulit pertaining to the understanding of work weasure-
ment had to do with the comments in the field lcgs in regard to the
difficulties and obstacles the people were encountering ih achieving -
understanding. One result was the realization thal the people cannot
be taken too far too fast in work measurement indoctrination. It takes
time Just to get the méchanics of the system 'shsken down.'" Results

rom the pilot studies indicated that the most difficulties were en-
countered in deciding upon the following factors which will result in a
system represent. tive of the work done:

(1) Finding acceptable work units
(2) Recording man-hours expended
(3) setting standards

h. A1l Groups Were Able to
Establisn Their Own Systems

Another tangible result of the pilot studies consisted of the work
measurement reports which were submitted ae a result of the local systems
established. These reports consisted of actual data cr the man-hours
expended, work units complieted, and performance rates for each sub-
function of the various divisions and departments. While there was a
great deal of variation in the quality and completeness of these reports,
the fact that every group was able to present actuval work measurenznt
data is one positive indication that the people had some understanding
of work measurement.

5. Results Pertairing to the
Acceptance of Work Measurement

The peoplc participating were given an opportunity to exprees their
attitude toward work meesurement at the very beginning of the intro-
ductory group meetings and sgain about a week later. The results in-
dicate that initiaslly there was a widespread, poorliy defined feeling
toward work measurement. The feeling toward work measurcmert was mixed--
from those who saw great opportunity in it to those who saw no benefits
at all. However, after a week's introduction to work measurement there
wvas a definite trend toward feeliing that it has real merit and a willing-
ness to give it a try.



6. Active Backing of Top Echelon
Jmportant to Acceptance

Another result coming from the pilot studies was a realizetion of
the great iumportance of the backing and interest of the head person in
each echelon of the command. QObservations and interviews in the field
indicate that if the commanding officer is interested in work measure-
ment and actively backs it, the departmeat heads are more apt to accept
it and push it. TIf the deggitment heads are interested in work measure-
ment and actively bagk it, the division heads are more apt to accept it
and push it. The same result holds a&ll the way down the chain of command
to the people who actually put in the man-hours and turn out the work of
the subfunctions.

7. Acceptance Related to Fear
of Higher Authority

Basically few people, if any, want to have their activities
measured. Results of the comments and reactions obtained during the
pilot studies suggest that "fear of measurement" results from not know-
ing what action higher authority will take on the basis of the measure-
ment findings. Naval officers tend to have an expectancy of negative
action rather than positive action from higher authority. That is, they
expect the results to be used to cut their personnel or as a basis for
reprimand, and not to help them in a positive manner

This attitude s2ems to be deep rooted in many naval personnel, and
apparently has been developed as & resultant of previous experiences
where information has been misused by higher authority, improper action
wvas taken on incomplete information, or no action was taken when action
was called for. Such negative actions are probably remembered more
vividly than positive actions, and, as a result, reenforce negative
attitudes or fear of higher authority.

In addition, naval officers have had many experiences of being
called upon to carry out orders without adequate notice, and calling
for personnel time beyond the normal demends. The result is that wost
naval officers feel much more secure, and logically so under present
conditions, if they have more personnel on hand than needed for normal
operations. They are then ready to handle any emergency without the
chance of receiving a reprimand from "top side" for not being able to
"deliver" as ordered. In many naval situations a resonable amount of
excess personnel for emergency situations is Justified. Such excess
should be accounted for as such, and taken into account by higher
authority.

This basic fear bears an important relationship to acceptance by

naval personnel. This matter needs full discussion during introductory
stages of work measurement, but will only be adequately controlled after
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naval personnel have been shown that action, both positive and negative,
is te¥cn on the basis of work measurement data, and that the attitude of
higher authority is positive in nature. Ipcreased acceptance of the
system by naval personnel will theun be greatly encouraged.

8. Acceptance Affected by Ap-
preciation of General Nee

for Work Measurement

Higher authority has need of work measurement data to account for
use of naval personnel and as an aid in ccntrolling and directing sub-
ordinate activities. Results of pilet studies indicate that officers
who have an appreciation of the problems of highexr authority, other de-
partments and commands, and the Navy as a whole, tend to accept work
measurement more readily and are quicker o see uses for it. Throughout
the introduction periods it was found difficult in many cases to interest
individual officers in the broad implications of work measurement which
involved the Navy as a vwhole or as it might affect the operation of the
local commBnd.

D. HOW WORK MEASUREMENT IS BEING
USED IN THE FIELD

As of 1 June 1953, the work measurement systems developed by the
local activities participating in the pilot studies at Great Lakes have
been in operaticn approximsately three and a half wonths. At San Diege
their local systems have been in cperation less than two and a half
months. Even ir this short time, a wmajority of lccal officers have
apparently discovered sufficient use for their systems to decide to con-
tinue them, even if cn 2 voluntary basis. At one of the Training Centers
two thirds of the activities participating in the pilot studies decided
voluntarily to continu: work measurement after the termination of the
pilot study. At the other Training Center two of the three commands
decided to continue their systems after the pilot study activities were
finished. Some commends and departments have already decided to extend
vork measurement to more of their units, after their systems bave been
further developed. Policy is to iron out detsils of reporting data,
setting standards, and carrying on a follow-up action, ucsing present
pilot-study systems. ier their systems have been refined, then it is
planned to extend work measurement 3¢ additional umits.

s Exggples of How Work Measure-
is Being Used in the Field

The following examplcs sre a few excerpts from field evaluations
of local systems, firat reports of work measurement data and follow-up
interviews by the Ohio State group.
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--Service School Commands find & report of the time spent on
in-service training and in writing examinations gives an auto-
matir check on these Tnnctions not previously reported in a
rouxtine manner.

--As a result of the reports on time spent on writing exam-
inations, one Service School Command has reorganized some of
its schools in such a manner that examinations for several of
the divisions teaching the same course are now being written
by a specialized staff, instead of each division writing its
own. This results in elimination of duplication of effort.

--One Commissary Officer reports as follows:

“Comparison of work measurement facts between operating
galleys has been useful, although many factors enter in-
to variations. However, a work measurement system serves
to point up the variance and alerts a department to in-
vestigate these variances."

As a result of their work measurement system, this department is
suggesting closing two out of five galleys. One already has been closed
and it is anticipated the other will be closed within a few weeks.

~-Work measurement data disclosed different liberty systems in
operation in the galleys. Liberty and work periods are now
standard throughout the division.

--Another division officer reports:

'" It is considered that work measurement will be of con-
tinuing value to the « In particular, it is
believed that it will %we of value in estimating personnel
requirements, and will be an indication of possible need
for manzgewent studies and improvements. However, until
the work measurement system has been in effect for a much
longer time, its value will be limited. . ."

--A department head writes a part of his evaluation of a local
work measurement system as follows:

"For inexperienced supervisory personnel or people who
are new to their Jjcbs, work measurement data is very
valuable to properly indoctrinate them into their work."

--Another department, using work measurement information,
questioned why a function of talking to people at a window and
filing cards tock so much time. This stimulated thinking in
the direction of reducing the time for this operation. The
department head decided to install Kardex equipment to accom-
plish this end. Work measurement information will be uscd to
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support a request for the equipment and to check on the re-
duction in time achieved by using the new equipment. It is
estimmted thei a saving of personnel by one-third can be
realized, and that the equipwent will pay for itself in one
year as a result of these savings.

--In one individuel‘’s department, persomnel have been re-
duced from 29 to 20, as a result of rotation, without re-
ceiving repiacements. To adapt to these reductions it has
been necessary to shift personnel around. Work measure-
ment has proven a helpful guide in this task. The same
person has found work measurement of use in shifting person-
nel around to compensate for fluctuations in work loads.

2. 8pecific Indications of Voluntary
Plans to Continue Work Measurement

Probably the best evaluation of the local command work measurement
studies is shown by what the local peopie plan to do with work measure-
ment after the pilot studies are finished. Accordingly, there are pre-
sented here actual statements of participating personnel in regard to
their plzns for voluntarily continuing work measurement. These state-
wents were made in reports to the Center Commanders who at the request
of the Ohic State group asked for comments and reactions about the value
of work measurement for the people who had been giving it a try. The
people were also asked to indicate how much time was spent in gathering
the data sand in operating the work measurement system. The responses to
this question indicated that most of the people considered the time taken to be
a negligible facter and well worth the resulis tc be gained.

The following statements are selected from the reports of the two-
thirds at one station and the two out of three commands of another
station who said they would voluntarily like to continue their work
measurement systems.

--One depertment head reported:
"Because of the benefit already observed from the pro-
gram it has been decided to continue it indefinitely
in the whether or not it 1s adopted for the
entire Center."

--A Service School Administrator said:

"It is the intent of the school to continue some form
of work measurement for its own information and use.”
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--Another department head said:

"In most cases the present system is considered satis-
factory. It is believed the work measurement system
should be continued inasmuch as the time spent in com-
plling the figures 1s not excessive considering the
value of the results.”

At the end of the pilot study at one station, the Commanding Officer of
one of the commands indicated his desire to continue with work measure-
ment by the following statement which went to all of his department

heads:

-=The results obtained to date on the work measurement program,
recently introduced by the Ohio State University, give an in-
dicaticn of the usefulness of such a system. However, it is
considered that the merit or shortcomings of the program can
only be realized after a conscientious trial for an extended
period of time. 1In order to give proper consideration to the
worth of Work Measurement, departments are directed to con-
tinue developing the system until further notice."
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SECTION IV
MATERZIALS DEVELOPED

During the term of the project a number of materials, and methods
of introducing management techniques were developed and evaluated. The
two discussed below (Attachment II, "Local Commend Work Measurement
Manual" and Attachment III, "Command Management Check-List™) are the
ones that have been developed for use in installing & local work measure-
ment program. The recommended method of introducing work measurement is
discussed in Section I of this report and Attachment I gives "Recom-
mended Procedure for Installing Work Measurement at Local Commands."

Other materials were developed for the experimental phases of the
project for use by the Ohio State group and are considered not generally
applicable to future installations of work measurement. They include
the "Before'' and "After"” test used to test degree of knowledge iuparted
through use of the manual and other staff assistance, the form to eval-
uate the effectiveness of the group meeting, and the form for evaluating
the usefulness of the manual to the local officers.

‘A. LOCAL COMMAND WORK
MEASUREMENT MANUAL

The Local Command Work Measurement Manual has bteen divided into
three parts. Part I, entitled, "Work Measurement and Its Place in Naval
Shore Station Management,' discusses the benefits and advantages of a
local system and outlines the otjectives of such a program. The ex-
awmples used in this section are based on actual experiences in the field.

Part II deals with the three technical steps that must be under-
taken to set up a simple system of collecting and reporting work meesure-
rent data. These three steps are (1) defining the areas of "measurable"
work; {2) determining work units for the proposed system; and (3) re-
porting the work messurement data. These three steps do not include the
policy decisions and organizational analysis that should precede, nor
the continuous review and suggested actior that should follow after the
system has been in operation for a sufficient time.

Part III entitled 'Continuous Review of Work Measurement Facts Lead-
ing to Programs of Specific Managewent Improvements" is written for
the officer to whom the basic data are sent, ard suggests to him methods
of analyzing the data. This analysis discusses the uses and place of
vork measurement in the over-all control of the station. The emphasis
is on the need for continuous review of operations and follow-up of
effects of any changes in management policies and procedures.
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Evaluation of the Manual

Thirty-six of the personnel cooperating in ithe work measurement
pilot studies at Great Lakes and seventy-seven at San Diego were asked
to evaluate the manual, recording their responses on an evaluatiorn form.
There is a very close agreement between the results at the two Training
Centers. Most of the respondents (89% at Great Lakes and 85.8% at San
Diego) said the manual is understandable. Likewise, most gave the manual
a vote of confidence as being worth keeping in a work measurement program,
814 at Great Lakes and 78% at San Diego. A high percentage of the re-
spondents at both stations see practical ways of using the information
in the manual in helping them in their jobs, 81% at Great Lakes and 78%
at San Diego.

The Ohio State group received many practical useful suggestions
from the field, which formed the basis for the four revisions of the
manual. The fourth edition of the manual constitutes Attachment II of
this report. '

B. COMMAND MANAGEMENT CHECK-LIST
(FORM II)

The "Coumand Management Check-List¥ grew out of a general survey
form which was pre-tested by the Ohio State group, and then used at
USNTC, Great Lakes, Illinois. Thc present check-list was tested at
USNTC, San Diego, Califormnia, 25 March - 15 April, 1953. The check-1list
now contains forty problem statements from the original survey, and ten
additional problems suggested by later field experiences.  The Command
Management Check-List is reproduced in Attachment III of this report.

Two of the most frequent uses of check-lists are for survey purposes
and "self-analysis.® The purpose of the check-list, as used at USNIC,
San Diego, California, was to incorporate it into the setting up of a
local command work measurewent program. ised in this manner the check-
list became =2 "self-analysis" ilnstrumernt which served as a device for
helping the local officer enalyze his organization in regard to existing
administrative problems. Thus the local officer could study the organ-
izationsl problems before going into the mechancis of work measurement.

The check-list can also reflect the problems of the group and thus
be used as & survey instrument. Im addition to uncovering problems, use
can be made of check-list resuits in small group meetings to discuss
common problems.
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Evaluation of the Check-List

The naval officers at Great Lakes and San Diego were asked to fill
out the Command Management Check-List. Reactions were received in
follow-up interviews. It was concluded that the check-list may be part-
icularly effective when used as an aid in finding out what people deem
to be the problems in their organizations. Used in this marner the
check-1ist can be used as a first step in a survey of the entire organi-
zation and should aid in indicating where work measurement could be
profitehly inetalled.

22



SECTION V
CONCLUSIONRS

Results of the field work support the basic assumptions stated in
Section I of this report on ''The Nature and ObjJectives of the Project."
Specific results of the field work are given in summary form in Sections
II and IIXI of this report. For further detailed analysis of these find-
ings reference is made to the five progress reports submitted to the
Personnel Analysis Division of the Bureau of Naval Personnel. The con-
clusions set forth here are an over-2ll summary of the general conditions
which are necessary for the successful accomplishment of a program to
improve management of naval shore stations, with emphasis upon local
command work measurement as a basic step in such a program.

A. WORK MEASUREMENRT CAN ACT AS A
MOTIVATOR FOR IMPROVING MAN-
POWER UTILIZATIOR

Work measurement is an administrative technique, which opesrates as
8 barometer in indicating the manpower used and the resulting output.
When used in the proper manner, it will operate as a motivating force
for improved management. Conditions necessary for its success are the
proper setting of atiitude and acceptance, including "acceptable"
standards and the wholehearted backing by higher authority. Under these
conditions work measurement provides a means of focusing attention on
areas of management where improvement is needed and for providing & means
of indicating when progress is made. Results of the project indicate
work measurement provides the means for the motivation necessery to en-
courage proper manrpower utllization and administrative practices and
procedures. (See pp. 16-18, Section III, on "How Work Measurement Is
Being Used in the Field.")

B. URDERSTANDING IS ESSENTIAL TO
THE SUCCESS OF ESTABLISHING A
WORK MEASUREMENT SYSTEM

Results of the project indicated the following facters important to
promulgating adequate understanding of & local wcrk messurement system:

(1) A manual on the basic concepts &nd uses of work
measurement is needed. Such a manual aust be
written so as to be uanderstood ty all admiais-
trative echelons. This fact was a guldepost in
composing the "Local Command Work Measurement
Manual."
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(2) 1Introduction by group participation and discussion
supported by higher administrative backing appears
to be much more effective than by means of a di-
rective and a manual. (See pp. 13-14, Section III,
for results pertaining to understanding.)

(3) In evaluating the methods and materials used in
introducing work measurement, suggestions from
personnel in the field indicate that use of such
visual aids as flip-charts and graphs would fa-
cilitate understanding.

C. ACCEPTARCE IS ALSO ESSENTIAL TO
THE SUCCESS OF A LOCAL WORK
MEASUREMERT SYSTEM

More than understanding is necessary for assuring the success of a
work measurement system--whole-hearted acceptance is necessary, too.
Results of the experiments in establishing local systems indicate
"acceptance' is an important factor for the success of the program.

Great individual differences in this regard were noted among the officers
participating in the experiments. Ther~ were also great variances both
in the lapse of time before acceptance was forthcoming and the degree of
acceptance.

Variation in acceptance depends upon any or all of the following:

(1) Attitude. There appears to be considerable re-
lationship between degree of acceptance of naval
personnel and their perspective intc the com-
plexity and importance of management problems at
naval shore stations and the Navy as a whole.
(8ee p. 16, Section TII of this report.)

(2) Pear or anxisty. Degree cf sacceptance is related
t0 the fear naval personnel possess regarding un-
warranted action which may be taken as a result of
misinterpretation of work measurement data. There
seems to be a fear at each level of organization
that the level above will not fully urnderstand work
easurement reports and so tske =action not in the
best interests of the level below. Acceptance de-
pends in large meassure upon handling the work
wmeasurement data properly, which infers positive
actions on part of top echelon officers. Proper
recognition should be given to those showing im-
proverent, and explanation sought from those whose
performance shows an unfavorable trend. (See p.
15, Section ITI, this report.)
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(3) Confidsnce in Standards. Standard must be set which
are not only fair and equitable, but which local
naval personnel have had a role in establishing.
Results of pilot studies indicate acceptance is en-
courageéd by participation of the local command in
recomaending standards on basis of conditions in
the field. If the system is to affect decisions at
the bureau level, standards must be set with the
concurrence and approvel of the bureau.

(k) Tiwe to prove the system. Experience indicates that
bYefore acceptance is forthcoming, naval personnel
must have the experience of observing uses of the
system in successful operation. (See p. 1k, SBection
III, this report.)

(5) Confidence in Leadersh’p. One of the most important
factors affecting acceptance is the leadership aspect.
Not only is acceptance by the tocp echelon important
to acceptance by the whole station; but positive
leadership is essential. Action must be taken by the
top as a result of work measurement reports. Pralse
for good performance is as necessary as reprimand
for poor performence. (See p. 15, Section III, this
report.)

D. WORK KEASURENEKT MUST BE TIED
IN WITHE OPERATIONS AND MANAGE-
MENT OF ENTIRE STATION

To be successful, wvork measurement must be applied throughout the
entire station. There must be understanding and acceptance at all
echelone of the organization. All naval personnel in supervisory posi-
tions and responsible for the results ¢ the work measurement reports
should participate in the procedure of the reporting, especially se-
lecting vork units and setting standards. (See p. 14, Section III,
this report.) '

In the follow-up aspects of work measurement, lines of commmication
must be open--free up and down for best flow of informstion regarding
the operations of the station and factors affecting it. Systematice
reporting at regular intervals is essential. While local personnel
should make sure their system reflects as nearly as possible their
operations, wvhenever possible standard forms and procedures should be
used to facilitate communications,

At larger naval stations staff assistance is necessary to direct

and coordimate the program throughout the station. This staff will
help in indoctrinating new officers who are constantly rotated from ses
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to shore duty and also act in a staff capacity in summarizing the results
for the commanding officer, focusing attention on management problems
calling for staff assistance. This staff assistance is presently being
given at some stations by the Management Engineering Office. Such staffs
may include among their functions the duties of presenting recommendations
for follow-up action. They may also be instrumental in standardizing
procedures of reporting by the different activities.

Work measurement data must play an active role in planning the
activities of the station. When projects are planned, consideration
mist be given to the manpower available to do the work. Likewise, when
work mweasurement indicates excess personnel, action should be taken.
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SECTION VI

RECOMMENDATIONS

A. GERERAL RECOMMENDATIONS

(1)

That local work measurement systems, as outlined in
the Work Measurement Manual developed by this project,
be installed at all naval shore stations.

(2) That commanding officers, executive officers, and

(3)

other key administrative officers receive a short
orientation program in work measurement and other
management techniques immediately prior to being
ordered to top administrative billets ashore. This
training should bring to bear all appropriate train-
ing media.

That large shore stations have a Management Engineer-
ing office, staffed by one or more officers with ap-
propriate training and qualifications.

B. RECOMMERDATIONS FOR FURTHER
RESEARCH AND DEVELOPMENT

(1)

(2)

That further follow-up research be carried out on local
command work meesurement systems in order to bring about
greater refinement and standardization of procedures and
uses. For example, further research needs to be con-
ducted on the problem of developing an automatic system
for accurate allocetion of time to the different sub-
functions. {See Attachmeut IV)

That a local command work measurement program be in-
itiated that will coordianate all the systems of in-
dividual activities at a large shore station. This
research and development would differ from previous
studies in that it would set up a system designed pri-
mariiy to afford the commanding officer a means of
controlling and comparing the different sections and
divisions of the entire station. Pilot studies done
by the Ohio State group emphasized individual systems
for each local astivity within a command. Next step
is to coordinate individusl systems of a station so
they can be more useful to the commanding officer of
the entire station.
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(3)

(¥)

That as soon as local commard work measurement systems
get into actual operation, experimental work be carried
on in regard to encouraging navel personnel to apply
other management techniques toward improving weaknesses
pinpointed by work measurement facts.

As further improvements and refinements are developed,
it is recommended they be included in the present "lLocal
Command Work Measuremert Manual'--or if significant
enough, that a separate manual be developed. It is to
be expected that such improvements will develop along
the lines outiined in the above recommendations. Ex-
amples of expected improvements are as follows: (1)
better methods and techniques for allocating time to

subfunctions; (2) more accurate means of setting stan-
d_gl'd__n and (?‘ refined 'nrr_)cednres for nnnrdinnf‘inc wark
measurement data from individual activity systems, which
will give the commanding officer the data he wants for
over-all control and yet will not sacrifice the element
of the data being representative of the work performed

by each activity.
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at a Local Command



ATTACHMERT I

RECOMMENDED PROCEDURE FOR INSTALLING
WORK MEASUREMENT AT A LOCAL COMMAND

The most promising method for getting the naval officer to under-
stand, accept, and effectively use work measurement is one which in-
cludes use of a manual accompanied by staff assistance ir “helping the
cfficer help himself." With some few exceptions the distribution of a
wanual alone is not an effective means of getting the naval officer to
understand, accept and use work measurement. The manual should be,
therefore, a part of a general indoctrination program carried out by
staff assistance.

The following outline is for the use of the staff designated to
carry out the introduction of the program. This method of imstallation
has been devised after making empirical investigations at three large
naval shore stations. HNevertheless, as more experience 1s gained, need
for modification of this approach will undoubtedly become apparent. For
this reason, the tentative outline will probably need tc be somewhat
revised and adapted to each local situation. However, th: general
approach of "nelping the officer help himself" should lezezd to highly
satisfactory results.

The distinction to be drawn between the above 'helping the officer
help himself"™ approach apd the familiar "expert" approach is quite basic.
In the latter approach the "expert' takes the lead in getting a work
measurement program into operation, and therefore actually does the work
of installation. In the approach "helping the officer help himself,*®
the staff officer gives the department the responsibility of devising
and putting into operation a work measurement program. The staff officer
takes an active part only when necessary to solve problems in order to
keep the program going.

Four steps are necessary for the introduction of a work measurement
program using the approach of "helping the officer help himself."™ The
steps are:

1. Orientation of the commanding officer;
2. Orientation of key personnel in each dzpartment;
3. Individual field work in ecach department;

4. Continucus review and follow-up.

These recommended steps for installation of a work measurement
program are outlined below.



STEP ORE: ORIERTATION OF COMMANDING
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Work Measurement and Its Place
in Naval Shore Station Management

l. What is work measurement?
2. Why is work measurement valuable?

3. Illustrations of how work measurement has been used. The
following examples could be cited:

In one individual's department, personnel have been re-
duced from twenty-nine to twenty, as a result of rotation,
without receiving replacements. To adapt to these re-
ductions it has been necessary to shift pers<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>