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To DISCUSS THE PRINCIPLE OF MANAGEMENT BY OBJECTIVES AS MAY BE APPLIED IN
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DiscussEs THE PRINCIPLE OF MANAGEMENT BY OBJE C T I V E S  AND POSTULATES THAT IT

IS FITTING TO THE REQU I REMENTS OF ARMY PROJECT MANAGEMENT . THE PAPER

ADDRESSES THE STAFFING EFFORT BY DISCUSSING FACTORS RELAVENT TO THE

ESTABLISHMENT OF STAFFING AUTHORIZAT I ON S REC RUI T M ENT ~ S E L E C T I O N  AND THE
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PROJECT MANAGER MUST WORK .
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EXECUTIVE SUI4~1ARY

THE PURPOSE OF THIS STUDY IS TO DISCUSS THE PRIN C I P L E  OF MANAGE-

MENT BY OBJECTIVES AND TO APPLY IT TO THE PROBLEM OF STAFFING C I V I L -

IAN POSITIONS IN AN ARMY PROJECT MANAGEMENT OFFICE . THE EMPHASIS IS

ON THE IMPORTANCE OF PEOPLE AS BEING THE INTEGRAL PART OF ORGANIZAT I ONS

AND MANAGEMENT.

THE MANAGEMENT BY OBJECTIVES P R I N C I P L E

THE PAPER DISCUSSES MANAGEMENT BY OBJECTIVES FROM THE POINT OF

V I E W  OF A NEED TO RECO G N I Z E  THOSE EMPLOYEES WHO ARE A C H I E V E M E N T —

MOTIVATED AND TO BE ABLE TO OFFER THEM O P P O R T U N I T I E S  AND CHALLENGES

IN THE PROJECT MANA G I M r N T  F I E L D  WHICH WILL FILL T H E I R  NEEDS . IT

FURTHER POSTULATES THAT TRAD ITL:NAL MANAGEMENT BY PROCEDURES METHODS

ARE NOT APPLICABLE TO THE PROJECT MANAG :M[NT ENVI R O N M E N T  W H I C H

NECE-~SITATES AN AWARENESS OF THE MA NA GLMENT BY OBJECTIVES APPROACH .

MANA GEM EN r BY OBJECTIVES IN ARMY PROJECT MANAGEMENT

THIS SECTION DISCUSSE S THE ACKNOWLEDGEMENT OF THE VALUE OF MANAGE-

MENT BY OBJECTIVES IN PROJECT MANAGEMENT EFFORTS W I T H I N  THE DEPARTMENT

OF DEFENSE AND CITES INSTANCES OF D~ J POLICY STATEMENTS ON THE

SUBJECT . REFERENCES ARE MADE TO STATEMENTS BY DOD O F F I C I A L S  WHO

HAVE STRESSED THE CHALLENGES OF PROJECT MANAGEMENT AND THE NEED FOR

IT TO BE PEOPLE—ORIENTED. THERE IS ALSO DISCUSSION OF THE ISSUE THAT

IN TODAY ’S DOD ENVIRONMENT PROJECT MANAGEMENT MUS7 CONCENTRATE ON THE

C R I T E R I A  OF THE EFFECTIVENESS AND U T I L I Z A T I O N  OF THE PERSONNEL RESOURCES

A V A I L A B L E .  

-—-~— - -~~~- --- -- -~-- -~_ _ _ _  _ _ _

~~~~~~

- -

~~

--_ _ _



~~~~~~~~~~~~

-.-- -—_ ._

~~~~~~~~~

_ _-

~~

STAFFIN G A PROJECT MANAGEM ENT OFFICE

THIS SECTION DEALS WITH THE V A R I O U S  ASPECTS AND C O N S I D E R A T I O N S

IN THE S T A F F I N G  OF AN ARMY PROJECT MANAGEMENT OFFICE . IT FOLLOWS

THE FLOW OF STAFFING AUTHORITY THROUGH THE PROJECT MANAGER ’S CHARTER

AND V A R I O U S  ARMY POLICY DOCUMENTS~ F I N A L L Y  C U L M I N A T I N G IN THE TABLE

OF D I S T R I B U T I O N  AND ALLOWANCES WHIC H ESTABL ISHE~ THE MANPOWER AUTHOR-

IZED TO THE PROJECT MANAGEMENT OFFICE. THE PROCESS OF THE R E C R U I T I N G

AND SELECTION OF C I V I L I A N  PERSONNEL TO STAFF THOSE A U T H O R I Z A T I O N S  IS

DISCUSSED IN R ELATION TO THE MANAGEMENT BY OBJECTIVES CONSI D E RA T I O N S

DEVELOPED E A R L I E R .

CONSTRAINTS IMPOSED BY THE C I V I L  S E R V I C E  ENVIRONMENT

THIS SECTION DISCUSSES THE POTENTIAL I N H I B I T I N G  CONSTRAINTS WITH

W H I C H  A PR OJECT MANAGER MAY FI N D  HIMSELF INVOLVED WHEN ST A F F I N G  AN

OFFICE. To BE S U R E ~ IT DOES NOT ATTEMPT TO EXHAUST THE SUBJECT S BUT

IT DOES PROVIDE SOME IN SIGHTS WITH WHICH TO BEGIN DEEPER A N A L Y S I S

DEPENDING UPON I N D I V I D U A L  C IRCUMSTAN ES.

CONCLUS ION

THE CONCLU SIONS DRAWN FROM THIS STUDY MAKE IT APPARENT THAT

MANAGEMENT BY OBJECTIVES ~ rFER S A GREAT DEAL TOWARD THE BETTERMENT

OF M I L I T A R Y  PRO JECT MANAGEMENT EFFORTS . MANAGEMENT BY OBJECTIVES

SHOULD BE G I V E N  CAREFUL CONSIDERAT I ON DURING THE STAFFING OF C I V I L IA N

POSITIONS IN THE PROJECT M ANAGEMENT OFFICE ; HOWEVER , THERE ARE

NUME ROUS REAL CONSTRA1NTS 10 THE TOTAL A C H i E V E M E N T  OF THAT OBJECTIVE .

NONTHELESS, THE SUCCESSFUL PROJECT MANAGER WILL FIN D  THE MEANS TO

SUMOUNT THESE PROBLEM S~ JUST AS HE WOULD DO FOR THE OTHER PROBLEMS

C O N F R O N T IN G  H I M  AND H I S  P R O J E C T .

I I I
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STAFFING A PROJECT MANAGEMENT OFFICE:

APPLICAT I ON OF MANAGEMENT BY OBJECTIVES

AND LIMITAT I ONS*

INTRODUCTION

THE PURPOSE OF THIS STUDY IS TO DISCUSS THE P R I N C I P L E  OF MANAGE-

MENT BY OBJECTIVES AND TO APPLY IT TO THE E N V I R O N M E N T  OF AN ARMY PROJECT

MANAGEMENT OFFICE , PARTICULARLY FOCUSING ON THE PROBLEM OF STAFFIN G

OF C I V I L I A N  POSITIONS IN THE O R G A N I Z A T I O N . DUE TO THE CURRENT EMPHASIS

PLACED ON CREATING AN ATMOSPHERE IN W H I C H THE BA S I C  TENETS 0r MANAGEMENT

BY OBJECTIVES MAY FLOURISH , THIS STUDY WILL ATTEMPT TO ASSESS SOME

OF THE “REAL L I F E ” PROBLEMS IMPOSED BY THE CURRENT C I V I L I A N  PERSONNEL

SYSTEM TO THE SUCCESSFUL IMPLEMENTATION OF THAT O B J E C T I V E  IN STAFFING

AN ARMY PROJECT MANAGEMENT OFFICE.

THERE ARE MANY M A N A G E M E N T  PROB LEMS I N V O L V E D  IN ARMY P R O J E C T

MANAGEMENT. ONE WHICH HAS SURFACED REPREATEDLY DURING THE PROCESS

OF INSTRUCTION AND DISCUSSION AT THE DEFENSE S Y S T E M S  M A N A G E M~~NT SCHOO L,

PROGRAM MANAGEMENT COURSE 73— 1, HAS BEEN THE ISSUE OF PEOPLE. V I S I T I N G

PROJECT MANAGERS AND OTHER D I S T I N G U I S H E D  GUEST SPEAKERS HAVE STRESSED

THE IMPORTANCE OF THE QUALITY AND M O T I V A T I O N  OF THE PERSONNEL~ FROM

THE PROJECT MANA GER DOWN TO THE LOWEST GRADE FUNCTIONARY IN THE

PROGRAM OFFICE. ONE V I S I T I N G  ARMY PM SUMMARIZED THE S I T U A T I O N  QUITE

*ABSTAINER

THIS STUDY REPRESENTS THE V IEWS~ CONCLUSIONS AND RECOMMENDATIONS OF

THE AUTHOR AND DOES NOT NECESSARILY REFLECT THE O F F I C I A L  O P I N I O N  OF

THE DEFENSE SYSTEMS MANAGEMENT SCHOOL NOR THE DEPARTMENT OF DEFENSE. 

-~~~~~~~- .,-~~~~~~-—



SUCCINCTLY BY STATING THAT OF ALL THE ASSETS INVOLVED IN THE MA NAG C M ’ N 1

OF THE PROJECT S PEOPLE ARE THE MOST IMPORTANT SIN GLE ASSET . IF ONE

REFLECTS ON THAT STATEMENT W H I L E  T A K I N G  INTO ACCO UNT THE NATURE OF

ARMY PROJECTS AND T H E I R  COMPL EX ITY~ THE IMPORTANCE OF SUCH A :TATEMENT

BEG INS TO G ROW ..

BEFORE C O N T I N U I N G  THE PURSUIT OF THE I M P O R T A N C E  OF PEO PLE IN A

P R O J E C T , A B R I E F  A N A L Y S I S  OF WHAT -~ PROJECT INVOLVES W I L L  SERVE TO

PROV IDE THE P R O P E R  E N V I R O N M E N T  FOR THIS STUDY. “THE CONCEPT OF PROGRAM

MANA - ;EMENT IS TO PROVI PE C E G I R A L I Z E D  M A NAGEMENT AUTHORIT y OVER ALL OF

THE T E C H N I C A L  AND BUSINESS A -
~P:CTS OF A PROGRAM. ”’ T E E  EVOLUTION

CF THAT CONCEPT GREW FROM A P E R C E I V E D  NEED TO HANDLE E X T R A O R D I N A R Y

PR UA ~-j W ITH AN EXT RAORD INARY APPROACH . PROJECT MANAGEMENT RESULTED .

As E M P H A S I Z E D  BY D E P A R T - ~F NT  OF DEFEN SE D I R E C T I V E  5000.1 , P R O J E C T

M A N A ~.EMENT OF THE ACQ U I S I T I O N  OF MAJOR WEAPON SYSTEMS IS C H A R A C T E R I Z E D

BY A FLE X I B L E  APPROACH TO THE PLA N N IN G ~ D I R E C T I N G  AND CONTR OLLING OF

THE TASK AT HAND . THE NEED TO T A I L O R  THE MA NA . EMENT OF A PROJECT

B A S E D  ON THE NATURE OF THE PROBLEM S FACED IMPLIES THAT A GREAT DEAL OF

RE S P O N S I B I L I T Y  IS ATTACHED TO THE I N D I V I D U A L  AND COLLECTIVE PERSONNEL

ATTACHED TO THE PROJECT.

GIVEN THE ENVIRONMENT OF ARMY PROJECT MANAGEMENT , A D I S C U S S I O N

OF THE O R G A N I Z A T I ON AND MANAGEMENT OF A PROJECT MANAGEMENT OFFICE IS

REQUIRED , S I N C E  IT IS THE O R G A N I Z A T I O NA L  A T M O S P H E R E  THAT IS AT THE

‘ INTRODUCTION TO M I L I T A R Y  PROGRAM MANAGEMENT WITH AN INTRODUCT I ON

BY D A V I D  P A C K A R D ~ (WASHINGTON , DC: L O G I S T I C S  M A N A G E M E N T  I N S T I T U T E , 1971),
P. ~~~~

2
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CORE OF THIS STUDY. WHAT , IN G ENERAL , ARE O R GA N IZ A T IO N S~ AND WHAT IS

MANAGEMENT? ACCORD I NG TO KA 5T AND ROSENZWEIG, ORGANIZATIONS ARE:

(I) GOAL—ORIENTED , PEOPLE WITH A PURPOSE; (2) PSYCHO-

SOCIAL , PEOPLE WORKING IN GROUPS; (3) TECHNOLOGICAL

SYSTEM S~ PEOPLE USING KNOWLEDGE AND TECHNIQUES ; ()4)
AN INTEGRATION OF STRUCTWRA L A C T IV I T I E S~ PEOPLE
WORKING TOGETHER.2

THIS VERY GOOD DESCRIPTION OF THE MECHAN I CS OF WHAT DRIVES AN ORGAN-

IZAT I ON SUGGESTS THAT O R G A N I Z A T I O N S  ARE MORE THAN STRUCTURES TO BE

DISPLAYED ON CHARTS. ORGANIZAT I ONS RELY ON MANAGEMENT FOR D I R E C T I O N

TOWARD OBJECTIVES OF THE ORGANIZAT I ON . KAST AND ROSENZWEIG SUGGEST

MANAGEMENT IS ACCOMPLISHED BY FOUR BASIC ELEMENTS: “ ( I )  TOWARD

OBJECTIVES , (2 )  T H R O UG H  P E O P LE, (3) V I A  TECHNIQUES , AND ~4)  I N A N

ORGANIZATION. ”3 THE TASK FACED BY MANAGEMENT IS ONE OF INTEGRATING

THE FRE QUENTLY D I V E R G E N T  ELEMENTS W H I C H  COMPRISE THE O R G A N I Z A T I O N  IN

W H I C H  MANAGEMENT OPERATES. IT INVOLVES THE COORDINATION OF THE ORGAN-

I Z A T I O N A L  RESOURCES~ BOTH HUMAN AND MA T E R IA L S TOWARD THE A C C O M P L I S H M E N T

OF OBJECTIVES.

As G TATED E A R L I E R ~ THE MOST IMPORTANT SINGLE ELEMENT OF ALL

THOSE ELEMENTS APPLICABLE TO ANY ANALYS IS OF O R G A N I Z A T I O N  AND MANAGE—

H E N T ~ AND P A R T I C U L A R L Y  C R I T I C A L  TO PROJECT M A N A G E M E N T , I S  T H E  P E O PL E

ELEMENT. HAV I N G  CREATED A GENERAL ENVIRONMENT AND PHILOSOPHY FOR THIS

ST UDY~ THE PRINCIPLES OF MANAGEMENT BY OBJECTIVES AND ITS APPLICATION

TO C I V I L I A N  S T A F F I N G  OF AN A R M Y  PROJECT M A N A G E M E N T  O F F I C E  W I L L  BE

D I S C U S S E D .

2F R E M O N T  E. KAST AND JAMES E. R O S E N ZW E IG , OR G A N I Z A T I ON AND

MANAGEMENT:  A SYSTEMS APPROACH (NEW YORK: MCGRAW—HILL BOOK COMPANY,

(970), P. (~.

3 I B I D .

3
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THE MANAGEMENT BY OBJECTIVES PR I NC I PLE

IN TODAY T S BUSINESS W O RLD S TOP—LEVEL MANAGERS ARE BECOMING

INCREASINGLY AWARE THAT OLD WAYS OF MOTIVATING EMPLOYEES ARE BECOMING

LESS EFFECTIVE IN THE MODERN ENVIRONMENT THAT EMPHASIZES A HIGH DEGREE

OF I N D I V I D U A L  F L E X I B I L I T Y  AND RESPONSIBILITY IN A C H I E V I N G  CORPORATE

O B J E C T I V E S . THE TYPE OF EMPLOYEE REFERRED TO IN T H I S  T R t A T I S E  IS ONE

WHO O P E R A T E S  IN AND IS PART OF THE MANAGEMENT LEVEL S T R U C T U R E .  TH IS

EMP LOYEE IS ASSUMED TO HAVE H I G H E R  ASPIRATIONS IN TERMS OF PERSONAL

AND PROFESSIONAL ADVANCEMENT IN THE MANAGEMENT FIELD. THE PARTICULAR

EMPHASIS IS ON THAT TYPE OF EMPLOYEE WHO IS WORKING IN AN ENVIRONMENT

WHERE THE MANAGEMENT PROCESS ITSELF IS OF THE G R E A T E S T  IMPO RT S R A T H E R

THAN F I N I T E  PRODUCTS WHICH MIGHT BE MANUFACTURED. IT IS T H I S  K I N D

OF M I L I E U  THAT CHARACTERIZES PROJECT MANAGEMENT . THE HIGH DEGREE OF

TECHNICAL AND M A N A G E R I A L  COMPETENCE REQUIRED BY PROJECT MANAGEMENT

EFFORTS REQUIRES A TYPE OF EMPLOYEE WHO CAN AND WILL W I L L I N G L Y  ACCEPT

NEW AND D I V E R S E  CHALLENGES . LEADERS IN THE FIELD OF PERSONNEL MANAGE-

MENT ARE CALLING FOR TOP-LEVEL MANAGEMENT TO RECOGNIZE AND UNDERSTAND

THE NEEDS OF EMPLOYEES WHO ARE A C H I E V E M E N T — O R I E N T E D  AND TO DEVELOP

FUTURE MANAGERS WHO CAN MEET THE DEMANDS OF THE MODERN WORLD)~

THE P R I N C I P L E  OF MANAGEMENT BY O B J E C T I V E S  HAS E V O L V E D  FROM THE

AWARENESS THAT TRADITIONAL BUREAUCRATIC METHODS OF MANAGEMENT BY

PROCEDURE ARE INADEQUATE TO MEET RAPIDLY CHANGING NEEDS OF TODAY 1S

~V I R G I L  B. DAY , 
“M A N A G I N G  H U M A N  RESOURCES IN THE S E V E N T IE S ,

”

PERS O N N E L  A D M I N I S T R A T I ON, XXX III (J A N— F E B , (970), ~~. 25.

_ _ _  -~~~~~--—-“ - -——---- -—.--- 



ORGANIZATIONS AND MANAGERS. IN HIS BOOK~ MANAGEMENT BY OBJECTIVES IN

ACT ION J JOHN W. HUMBLE DEFINES MANAGEMENT BY OBJECTIVES AS

A DYNAMIC SYSTEM WHICH SEEKS TO INTEGRATE THE COMPANY ’S

NEED TO CLARIFY AND A C H I E V E  ITS ...GOALS WITH THE

MANAGER ’S NEED TO C O N T R I B U T E  AND D E V E L O P  H I M S E L F.  IT
IS A DEMAN DING AND REWARDING STYLE OF MANAGING A

BUS INESS .-~

HUMBLE ELABORATES ON THE SUBJECT FURTHER BY QUOTING AN EARLY PIONEER

IN THE F I E L D~ PETER F. DRUCKER, WHO S E A T E D

MANAGEMENT BY OBJECTIVES TELLS A MANAGER WHAT HE OUGHT

TO DO. THE PROPER OR G A N I Z A T I O N  OF HIS JOB ENABLES H I M

TO DO IT. BUT IT I S THE S P I R I T  OF THE O R G A N I Z A T I O N

THAT DETERMINES WHETHER HE W I L L  DO IT. Ii IS THE S P I R I T

THAT MOTIVATES , THAT CALLS UPON A MAN ’S RESERVES OF

DEDICATION AND EFFORT S THAT DECIDES WHETI-IE~ HE W I L L
G I V E  HIS BEST OR DO JUST ENOUGH TO GET BY.

HUMBLE FURTHER ANALYZES THE DEPARTURE FROM T R A D I T I O N A L  VALUES

REPRESENTED BY MANAGEMENT BY OBJECTIVES WHEN HE CHARACTERIZED THE

TRADITIONAL STYLE OF ATTEM PTING TO “MANUFACTURE ” MANAGERS THROUGH A

P R O C E S S  OF F O R M S~ PROCEDURES AND MANUALS. HE SU GuESTS THAT AN

“AG .ICULTURAL ” ANALOGY RATHER THAN AN “ I N D U S T R I A L ” O N E  SH O U L D  BE U S E D

IN ORDER THAT PEOPLE (MANAGERS) MIGHT GROW IN A FAVORABLE LNV IRONMENT

RATHER THAN BE MADE.7 HUMBLE FURTHER POSTULATES THAI THE P R I N C I P L E

OF MANAGEMENT BY OBJECTIVES DIFFERS FROM PROCEDURAL MANAGEMENT IN THAT

...MOST MANAGERS WILL RESPOND WITH V I T A L I T Y  TO REALLY

CHALLENGING OBJECTIVES IF THEY ARE INVOLVED IN ESTAB-

LI S H I N G  THEM.,~~AND IF THE ORGANIZAT I ONAL CLIMATE

ENCOURAGES IT.0

5JOHN W. HUMBLE, CD.~ MANAGEMENT BY OBJECTIVES IN ACT ~~~~ (LONDiN:

MCGRAW—HILL PUBLISHING COMPANY LIMITED , 1970), PREFACE.

_____ 
. 10.

____ 

p~ 17.

5 
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MANAGEMENT BY OBJECTIVE S

IN ARMY PROJECT MANAGEMENT

BASED ON THE PURPOSE AND NATURE OF M I L I T A R Y  PROJECT M A N A G E M E N T ,

THE BROAD APPL ICATION OF MANAGEMENT BY OBJECTIVES WOULD SEEM TO BE

A NATURAL AND DES I RABLE OBJECTIVE. TIME AND A G A I N~ V I S I T I N G  PROJECT

MANAGERS , DEPARTMENT OF DEFENSE O F F I C I A L S  AND OTHER D I S T I N GUISHED

GUESTS OF THE DEFENSE SYSTEMS MANAGEMENT SCHOOL HAVE EMPHASIZED THE

NEED FOR PROJECT MANAGERS TO BE ACUTELY COGNIZANT THAT IT IS PEOPLE

THAT ARE THE HEART AND SOUL OF THE SUCCESSFUL PROJECT OFFICE. As

WAS D I S C U S S E D  E A R L I E R  IN T H I S  ST U DY~ THIS CONNOTES THE NEED TO MANAGE

THE PEOPLE WHO MANAGE THE PROJECT S AND NOT THE NEED FOR THE PROJECT

MANAGER TO ATTEMPT TO MANA GE THE PROJECT ALL BY HIMSELF. THIS ISSUE IS

V I T A L  TO THE UNDERSTANDING OF EFFECTIVE MANAGEMENT.

A GENERAL MANAGER IS NOT A ‘
~D O E R ” OF ANY JOB - THER E

ARE OTHER MANAGERS CHARGED WITH THE DOING . BUT THE

GENERAL MANAGER SEES TO IT THAT WHAT HE WANTS IS

DONE~ AND WHAT HE WANTS IS A HARMONY OF THINGS DONE

SO THAT HIS OBJECTIVES ARE A C H I E V E D . THE ROLE IMPLIES

RELIANCE ON OTHERS TO DO THE WORK; BUT IT ALSO
IMPLIES CONTROLLING AND COORDINATING THE WORK SO

THAT NO ONE ASPECT DOMINATES OTHERS TO THE D E T R I—

MENT OF THE HARMONY OF THE WHOLE.9

OFF I C IA L  R E C O G N I T I O N  W I T H I N  THE DEPARTMENT OF DEFENSE FOR THE APPLICA—

TION OF MANAGEMENT BY OBJECTIVES TO THE PROJECT MANAGEMENT O R G A N I Z A T I O N

IS EVIDENCED BY A STATEMENT IN AFSCP 800-3 THAT MANAGEMENT BY OBJECT—

T I V E S  “... IS MOST APPROPRIATE WHEN INNOVAT I ON OR T A I L O R I N G  IS REQUIRED

TO MOST EFFECTIVELY PURSUE THE TASK .
I?IO 

THIS STATEMENT IS TAKEN FROM

9 INTRODUCTION TO M I L I T A R Y  PROGRAM MANAGEMENT, P. 2.

‘°A GU IDE FOR PROGRAM MANAGEMENT,A I R  FORCE SYSTEMS COMMAND PAMPHLET

800—3, (ANDREWS A I R  FORCE BASE: HQ, AI R  FORCE SYSTEMS COMMAND , I~4 MAY
1971), p. 1— 5 .
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A C O M P A R A T I V E  D I S C U S S I O N  ON THE R E L A T I V E  M E R I T S  OF MANAGEMENT BY

PROCEDURES VERSUS MANAGEMENT BY OBJECTIVES . IT DOES ACKNOWLEDGE

THAT THE PROCEDURES APPROACH HAS MERIT IN O R G A N I Z A T I O N S  WHERE THE

NATURE OF THE TASKS INVOLVED DICTATE THAT DETAILED~ STEP—BY-STEP

PROCEDURES ARE A MORE E F F I C I E N T  MEANS OF ACCO M P L I S H I N G  OBJECTIVES.

A STATEMENT MADE BY A NAVY PROJECT MANAGER FURTHER ACCENTUATES

THE ADVANTAGE OF USING MANAGEMENT BY OBJECTIVES IN PROJECT MANAGEMEMT .

HE ASSERTED THAT A PROJECT MANAGEMENT OFFICE CANNOT BE RUN BY FOPMAL—

IZED PROCEDURE. THE PROJECT OBJECTIVES MUST BE SET AND OUTLINED

CLEARLY BY THE PROJECT MANAGER TO HIS STAFF S WH O~ IN TURN S MUST

CARRY OUT THE OBJECTIVES ACCORDING TO THEIR S P E C I A L I T I E S . THE DUTY

OF THE PROJECT MANAGER THEN IS TO REINFORCE THE OBJECTIVES AS THE

OR G A N I Z A T I O N A L  AND I N D I V I D U A L  STYLES NECESSITATE.

As STATED IN THE INTRODUCT I ON TO THIS STUDY~ PEOPLE ARE THE

MOST IMPORTANT FEATURE OF PROJECT MANAGEMENT. THE MOTION OF PARTICIPA-

TORY OR TEAM MANAGEMENT IS AT THE HEART OF THE ENDEAVOR. A D I S T I N -

GUISHED DEPARTMENT OF DEFENSE OFFI C I A L  CITED AS ONE OF THE GREAT

CHALLENGES TO M I L I T A R Y  PROJECT MANAGEMENT THE NEED TO BE PEOPLE—

ORIENTED AND PEOPLE—AWARE IN AN ENVIRONMENT THAT CAN EASILY BE

OVERWHELMING WITH ITS HEAVY O R I E N T A T I O N  TO THE PRODUCTION OF THINGS~

I.E.~ T EC I~NOLOG ICAL ADVANCEMENTS. THE RE L I A N C E  ON THE C R E A T I V I T Y

AND PRODUCTIVITY OF PROJECT MANAGEMENT PEOPLE BECOMES INCREASINGLY

MORE C R I T I C A L  WITH THE CURRENT EMPHASIS ON THE MA X I M U M I Z A T IO N  OF

INCREASINGLY FEWER RESOURCES~ BOTH MONETARY AND HUMAN. IN SHORT,

THE EMPHASIS OF PROJECT MANAGEMENT TODAY MUST CONCENTRATE ON THE

C R I T E R I A  OF EFFECTIVENESS AND U T I L I Z A T I O N  OF PEOPLE S AND LESS ON

7
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T R A D I T I O N A L  NOTIONS OF AUTHORITY AND PROCEDURE TO AC H I E V E  THE ULTIMATE

GOALS .
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STAFF I NG A PROJECT MANAGEMENT OFFICE

WE HAVE ARRIVED AT THE QUESTION THAT IS THE FOCAL POINT OF THIS

STUDY. How DOES THE P R I N C I P L E  OF MANAGEMENT BY OBJECTIVES APPLY TO

THE PROCESS OF STAFFING AN ARMY PROJECT MANAGEMENT OFF ICE~ RESEARCH

ON THE TOPIC REVEALED A WEALTH OF M A T E R I A L  ON THE APPLICATION OF

MANAGEMENT BY OBJECTIVES TO THE STAFFING PROCEDURES THAT WOULD BE

APPLICA BLE TO PRIVATE INDUSTRY~ BUT VERY LITTLE THAT COULD BE

DIRECTLY APPLIED TO THE C I V I L  S E R V I C E  SITUAT I ON . THE MATERIALS USED

IN THIS PORTION OF THL STUDY ARE , THEREFORE , MUCH MORE SUBJECTIVELY

INFLUENCED THAN HAD ORI G I N A L L Y  BEEN HOPED. Ti-iC S ITUATION FOR THE

FUTURE S HOWEVER~ SHOWS PROMISE IN THAT A GROWING AWARENESS AND CON-

CERN FOR JOB ENRICHMENT PRACTICES , DRAWING IN PART ON THE USE OF

MANAGEMENT BY OBJECTIVES , IS BECOMIN G EVIDENT IN C I V I L  SERVICE PER-

SONNEL A D M I N I S T R A T I O N  AND T R A I N I N G  METHODS, AT LEAST W I T H I N  THE

DEPARTMENT OF DEFENSE SPHERE OF INFLUENCE. INTERVIEWS AND INVESTI—

GAT I N S  I N D I C A T E  A TREND TOWARD SUCH PRACTICES TO THE EXTENT THAT THE

DEPARTMENT OF THE ARMY HAS INCORPORATED THE OBJECTIVES APPROACH IN

SD ERVISORY DEVELOPMENT T R A I N I N G AS WELL AS OTHER AREAS .

ALTHOUGH A SI G N I F I C A N T  AMOUNT OF PUBLISHED M A T E R I A L  COULD NOT

BE FOUND~ A uREAT DEAL OF INFORMATION HAS BEEN UNCOVERED THROUGH

N ONAT T R IB U T IV E  INTERVIEWS AND UNPUBLISHED M A T E R I A L S . THE INTENT OF

DFPA RTM ITN T OF DEFENSE D I R E C T I V E  5000.1 IS H IGHLY s I GNIFIcANT:

SUCCES SFUL...MAJOR DEFENSE SYSTEMS ARE P R I M A R I L Y

DEPENDENT UPON COMPETENT PEOPLE.... RESPONSIBILITY

AND AUTHORITY FOR THE A C Q U I S I T I O N  OF MAJOR DEFENSE

SYSTEM - SHALL BE DECENTRALIZED TO THE MAX I MUM

PRACTICABLE EXTENT.... THE DEVELOPMENT AND PRODUC—

9
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TION OF A MAJOR DEFENSE SYSTEM SHALL BE MANAGED BY

A SINGLE I N D I V I D U A L  (PROGRAM MANAGER) WHO SHALL HAVE

A CHARTER WHICH PROVIDES S U F F I C I E N T  AUTHORITY TO

ACCOMPLISH RECOGNIZED PROGRAM OBJECTIVES .’’
IT BECOMES APPARENT THAT THE POSITION OF TI-IC DEPARTMENT OF DEFENSE

RELATIVE TO PROGRAM MANAGEMENT IS ONE THAT IS ATTEMPTING AS MUCH AS

POSSIBLE TO RELIEVE THE C O N F I N I N G NATURE OF MANAGEMENT BY PROCEDURES.

IT WOULD SEEM THAT THERE IS A HIGH DEGREE OF RECOGNITION OF THE NEED

TO ALLOW FOR THE F L E X I B I L I T Y  TO TAILOR SPECIFICS AC CORDING TO THE

PECULIAR REQU I REMENTS OF A G I V E N  PROGRAM. THIS , TO BE SURE~ IMPLIES

THAT HEAVY R E L I A N C E  IS PLACED ON I N D I V I D U A L  C R E A T I V I T Y  AND THE

RESPONSIBILITY OF THE PERSONNEL INVOLVED WITH THE PROGRAM. IN SHORT S

T H E  PROJECT MANAGEMENT TEAM IS G I V E N  AN OBJECTIVE RATHER THAN A

PROCEDURE TO FOLLOW. RESEARCH ATTEMPTING TO UNCOVER MORE S P E C I F I C

POLICY TO IMPLEMENT THIS ASPECT OF DODD 5000.! HAS NOT PRODUCED MORE

DEE IN IT IVE GUIDANCE.

THE REQUIRED AUTHORITY FOR STAFFING ARMY PROJECT MANAGEMENT

OFFICES EMANATES FROM THE PROJECT MANAGER~~; CHARTER. ARMY REGULATION

70-17 S T A T E S  THE C H A R T E R  WILL EXPLICITLY D E F I N E  THE SOURCE OF THE

PERSONNEL AUTHORIZED TO THE PROJECT MANAGEMENT OFFICE.
’2 

THE

REGULATION .OL ON TO STATE THAT “A PROVIS IONAL PROJECT MANAGEMENT

OFFICE WILL BE STAFFED WITH THE M I N I M U M  NECESSARY TECHNICAL AND

A D M I N I S T R A T I V E  PERSONNEL.”’3 THESE PERSONNEL ARE TO BE DETAILED TO

‘‘ACQU I S I T I O N  OF MAJOR DEFENSE SYSTEM,~~ DEPARTMENT OF DEFENSE

D I R E C T I V E  5000.1 (WASHIN GTON, DC: DEPARTMENT OF DEFENSE, 13 JULY 1971),
P. I.

12
RESEARCH AND DEVCI..OPMENT: SYSTEM/PROJECT MANAGEMENT, ARMY

REGULATION 70-I7 (WASHINGTON , DC: DEPARTMENT OF THE ARMY , 20 NoV
1972), ‘. 2-2 .

I 3 IBI ~ P. ( _ 3.
I0
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THE PROJECT IN THE I N I T I A L  PHASE OF ESTABLISHING THE PROJECT AND

ORGAN IZAT I ON IN ORDER THAT THE PROJECT MAY BEGIN AS SOON AS POSSIBLE.

THE FULL T I M E  STAFFING BU I LD UP TO FULL STRENGTH WILL EVENTUALLY BE

SET FORTH IN THE APPROVED TABLE OF DISTIRBUTION AND ALLOWANCES (TDA)

THAT WILL ULTIMATELY PROVIDE THE AUTHORIZED STAFFING LEVELS FOR THE

PROJECT MANA GEMENT OFFICE.

THE PROJECT MANAGEMENT C H A R T E R  INCLUDES THE P R E L I M I N A R Y  S T A F F I N G

R E Q U I R E M E N T S  WHEN IT IS SUBMITTED TO THE APPROPRIATE LEVEL FOR APPROVAL.

AT PRESENT~ THERE IS NO D E F I N I T I V E  REGULATION OR PROCEDURE IN EXISTENCE

WHICH OUTLINES A BASIC PLAN FOR THE O R G A N I Z A T I O N  AND STAFFING OF AN

ANMY PROJECT MANAGEMENT OFFICE. TI-I C O R G A N I Z A T I O N  AND S T A F F I N G  HAS~

TO DATE , BEEN LEFT TO THE DISCRET I ON OF THE PROJECT MANAGER.~~~ A

FREQUENTLY RELIED UPON METHOD TO BE USED AS A G U I D E L I N E  IN THESE

E FFORTS HAS BEEN THE MODEL OF THE STRUCTURE OF PREVIOUS PROJECT

MANAGEMENT OFFICES THROUGH ATTEMPTING TO USE S IM I L A R i T I E S  WHERE

APPROPRIATE. GIVEN THE BASIC BACKGROUND AVAILABLE TO HIM , THE PROJECT

MANAGER MUST SET ABOUT D E F I N I N G  THE C A T E G O R I E S  OF PROFESSIONAL

SKILLS WHICH THE PROJECT WILL REQU I RE IN ITS MANAGEMENT S D I R E C T ION

AND MONITORSHIP ROLES. FOLLOWING THE CONCEPT OF MINIMUM STAFFING

LEVELS IN ARMY PROJECT MANA GEMENT , THE PROJECT MANAGER MUST RELY

VERY H E A V I L Y  UPON THE MAJOR SUBORDINATE (COMMODITY) COMMAND WITH

WHI CH H i S  PROJECT IS A .SOCIATED. THIS MATRIX TYPE OF ORGANIZAT I ON

CAUSES TH E PEOJ ECT M A N A C L R  TO RELY ON THE COMMODITY COMMAND FOR A

Hp~ ji ci MANAG EMENT: CONCEPTS AND POL IC Iç ,~~ ARMY MAT ERIEL

COMI- AND R~~- .uL AT I oN 11 - 1 6, VOL. I (WASHINGTON , DC: HQ, US ARMY
M A T E R I E L  C OMMAND , Fre I9((~), p~ 0. (HEREINAFTER REFERRED TO

AS AMCR I l — I , Vc L. 1.)

II
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GREAT DEAL OF THE TECHNICAL AND A D M I N I S T R A T I V E  SUPPORT THE PROJECT

REQUIRES. THROUGH THE APPL ICAT IO 4 OF THIS CONCEPT S THEN~ THE PROJECT

MANAGEMENT OFFICE STAFF MANAGE THE OBJECTIVE RATHER TI-IAN PERFORM

ALL OF THE FUNCTIONAL TASKS TO BE DONE. THE VALUE OF THE USE OF

MAN AGEMENT BY OBJECTIVES IS , THEREFORE , INHERENT TO THIS TYPE OF

OPERATION.

THE ACTUAL TRANSLAT ION OF THE SKILLS NEEDED BY THE PROJECT

OFFICE IS DONE BY THE PROJECT MANAGER INTO THE TABLE OF DISTRIBUTION

AND ALLOWANCES . THIS DOCUMENT CONTAINS THE REQU I RED MANPOWER NUMBERS~

SKILL S P E C IA L I T I E S~ AND GRADE LEVELS NEEDED. THE BASIC SKILLS

INHERENT TO ARMY PROJECT MANAGEMENT OFFICES ARE EN G IN E E R IN G — S C I E N C E S

COMPTROLLERSHIP, EQUIPMENT SPEC IAL IST S PROCUREMENT—PRO DUCTION S S U P P L Y ~

AND Q U A L I T Y  A S S U R A N C E  C A R E E R  F I E L D S .  ONCE THE R E Q U I R E M E N T S  HAVE

BEEN DETERMINED~ JOB DESCRIPTIONS DELINEATING THE CAREER SPECIALTIES

AND G R A D E  LEVELS REQU IRED ARE PREPARED AND S U B M I T T E D  IN SUPPORT OF

THE REQUEST FOR APPROVAL OF THE TABLE OF DISTRIBUT I ON AND ALLOWANCES .

THE STAFFING REQUEST IS SUBMITTED THROUGH CHANNELS TO HEADQUARTERS ,

US ARMY MATERIEL COMMAND FOR REVIEW AND APPROVAL.

UPON OBTAINING APPROVAL OF THE TABLE OF DISTRIBUTION AND

ALLOWANCES FOR THE PROJECT MANAGEMENT OFFICE , THE MOST CR I T I C A L

PHASE OF STAFFING THE ORGANIZAT I ON TAKES PLACE, THE ACTUAL RECRUITMENT

AND SELECTION OF PERSONNEL. SINCE THIS STUDY IS ORIENTED TOWARD

THE C I V I L I A N  PERSONNEL PROCESS~ THAT IS THE PHASE WHICH WILL BE

‘5ARMY C I V I L I A N  CAREER SYSTEM FOR STAFFING PROJECT MANAGEMENT

OFFICE !J C I V I L I A N  PERSONNEL REGULATION CP2, (WASHINGTON , DC: DEPART-

MENT OF THE ARMY, 31 OCTOBER 1963), ~~~~. 1_5. (HEREINAFTER REFERRED

TO AS CPR CP2.)

16 1 BID.
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A D D R E S S E D . HOWE V E R , IT SHOULD BE R E C O G N I Z E D  T H A T  THERE IS A CONCURRENT

PROCESS FOR STAFFING THE M I L I T A R Y  POSITIONS IN THE ORGANIZAT I ON .

To D A T E S THE ONLY PUBLISHED GUIDANCE ON C I V I L I A N  RECRUITMENT

AND STAFFING S P E C I F I C A L L Y  APPLICABLE TO PROJECT MANAGEMENT IS ARMY

MATERIEL COMMAND REGULAT I ON 11 — 1 6 , VOL. I. IT STATES THAT THE PROJECT

MANAGER “WILL USE THE EXISTING TALENTS AND STRENGTHS AV A I L A B L E  TO

HIM W I T H I N  THE FUNCT I ONAL ORGANIZATIONS OF AMC.” 7  INFORMATION

OBTAINED FROM INTERVIEWS INDICATES THAT THE MOST SUCCESSFUL AND FAST-

EST METHOD USED BY PROJECT MANAGERS IS THROUGH THE RECRUITMENT OF

PERSONNEL WHO ARE KNOWN TO THEM . SEVERAL SOURCES FOR SUCH PERSONNEL

ARE OTHER PROJECT MANAGEMENT OFFICES WH I CH HAVE S OR ARE SOON TO HAVE ,

AN EXCESS OF PEOPLE DUE TO PHASE—OUT S REDUCTIONS~ ETC.~ AND THE ELEMENTS

W I T H I N  THE SUPPORTING FUNCTIONAL COMMAND WHICH MAY HAVE A V A I L A B L E

I
PERSONNEL FOR A V A R I E T Y  OF REASONS .

ANOTHER SOURCE OF CANDIDATES FOR THE ORGANIZATION IS TO OBTAIN - -

LISTINGS OF PERSONNEL FROM THE SUPPORTING C I V I L IA N  PERSONNEL OFFICE.

CPR CP2 PROVIDES FOR A CENTRAL INV ENTORY FILE OF EMPLOYEES WHO ARE

REGISTERED IN CAREER FIELDS WHICH ARE APPLICABLE TO PROJECT MANAGE-

MENT . THESE PERSONNEL ARE NOT REQUIRED TO BE IN PROJECT MANAGEMENT.

THEY ARE GRADES GS-9 AND ABOVE WHO HAVE G I V E N  EVIDENCE OF CAREER

ADVANCEMENT POTENTIAL. A SOUND W O R K I N G  R E L A T I O N S H I P  W I T H  THE

C I V I L I A N  PERSONNEL OFFICE WILL HELP THE PROJECT MANAGER SURFACE MORE

GOOD CANDIDATES WITH BACKGROUNDS SUITABLE TO HIS REQU I REMENTS.

17~~1cR 11 — 1 6 , VOL. , P. II,

~
8CPR CP2, ~~. 6.
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ANOTHER SOURCE OF CANDIDATES IS THROUGH THE SCREENING OF

PEOPLE FROM A V A R I E T Y  OF ORGANIZAT I ONS WHO MAY HAVE TENDERED APPLI-

CATIONS FOR JOBS IN THE PROJECT MANAGEMENT OFFICE. RESEARCH INDI C A T E S

A V A R I E T Y  OF O P I N I O N  ON THE M E R I T  OF THIS METHOD , BUT~ A G A I N~ L I K E

ANY OTHER SOURCE S THERE ARE NO GUARANTEES OF SUCCESS OR FAjLURE .

ONCE THE PROJECT MANAGER HAS DETERMINED A S U F F I C I E N T  NUMBER

OF CANDIDATES ARE A V A I L A B L E~ HE MAY BEGIN THE SELE CTION PROCESS .

EVEN IN THE FORMULATIVE STAGES~ THE PROJECT MANAGER HAS PROBABLY BEEN

M A K I N G  I N I T I A L  CHOICES. HOWEVER , FORMAL SELECTION PROCEDURES SHOULD

INCLUDE PERSONAL I N T E R V I E W  BY THE PROJECT MANAGER. ONLY THROUGH THE

INTERVIEW CAN HE CONVEY HIS REQUIREMENTS AND OBJECTIVES TO POTENTIAL

C A N D I D A T E S  AND O B T A I N  T H E I R  R E S P O N S E S . FREQUENT LY THE PROJECT

MANAGE R MAY W I S H  TO O B T A I N  R E C O M M E N D A T I O N S  FROM OTHER M A N A G E R S ,

PREFE RRABLY ONES W I T H  WHOM HE HAS SOME PERSONAL  RAPPORT . Hc MUST

BE CAREFUL IN SO DOING SINCE THE RECOMMENDING MANAGER MAY TAKE IT AS

AN OPPORTUNITY TO R ID HIMSELF OF PROBLEM PERSONNEL . DURING THE SEL-

ECTION PROCESS, THE PROJECT MANAGER SHOULD BE AWARE OF THE FACT THAT

THE OB J E C T I V E S  OF THE PERSONNEL BE I NG I N T E R V I E W E D  AND HI -S  OWN MAY

NOT NECESSARILY BE THE SAME. PREVIOUS RESEARCH HAS INDICATED THAT

FREQUENTLY MANAGERS ASSUME THE TWO TO BE EVIDENT AND EQUAL.2° THIS

O P I N I O N  COULD LEAD TO SERIOUS M I S U N D E R S T A N D I N G S LATER . THE PROJECT

MANAGER SHOULD BE SURE OF HIS OWN OBJECTIVES AND NEEDS AND MAKE

C E R T A I N  THAT UNDERSTANDING ON THESE MATTERS IS REACHED WITH THE

19
ALFRED E. BANHOLZER, II , “A STUDY OF THE PERSONNEL SELECTION

PROCE~~5 USE D W I T H I N  A PROGRAM O F F I C E ,” ( U N P U B L IS H E D  STUDY ~ DE FENSE
3Y~’TEMS MANAGEMENT SCHOOL, 1972), ~~. 6.

20~
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P R O S P E C T I V E  EMPLOYEE.  AN IM P O R T A N T  ASPECT OF THIS PROCESS IS THAT

HE MUST SELL HIS PAR TICULAR PROJECT AND THE MANAGEMENT BY OBJECTIVES

APP ROACH TO THE C A N D I D A T E .  EXPER I E N C E  I N D I C A T E S  THAT THIS FACTOR

IS NOT A L W A Y S  UNDERSTOOD . BY NATURE S PROJECT MANAGEMENT IS A RATHER

R I S K Y  VENTURE FOR C I V I L I A N  P E R S O N N E L  DUE TO THE U N C E R T A I N T Y  OF THE

LENGTH OF THE P R O J E C T . TH IS A S P E C T  W I L L  BE ADDRESSED IN MORE DETAIL

LATER IN THE PAPER. SUFFICE NOW TO SAY THAT THE SELLING POINT S

USUA LLY S T R E S S E D  3 UCH AS P E R S O N A L  A DV A N C E M E N T ~ A PPEAL  TO THE D E S I R E

FOR CAREER ADVANC CM ENT~ AND I N D I V I D U A L  CHALLENGE MAY NOT BE SUF F I C I E N T .

HOWEVER , IF THESE SELLING POINT ARE PRESENTED W I T H I N  THE OVERALL

MANA GEMENT BY OBJECTIVES CONTEXT~ T H E I R  APPEAL TO PEOPLE WHO WILL

RESPOND TO THAT MANAGEMENT TECHNIQUE — THE KIND OF PERSONNEL NEEDED

IN A PROJECT - SHOULD BE OF S I G N I F I C A N T  STRENGTH IN O B T A I N I N G  THOSE

I N D I V I D U A L S .

‘5
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CONSTRA I NTS IMPOSED BY THE

CIVIL SERVICE ENV I RONMENT . -

As IN ANY OTHER AREA OF HUMAN ENDEAVO R S STAFFING A PROJECT

MANAGEMENT OFFICE IS NOT WITHOUT ATTENDANT PROBLEMS . To T H I S  PO I N T S

TH IS STUDY H A S  EMPHASIZED THE MERITS OF MANAGEMENT BY OBJECTIVES AND

HAS HELD IT TO BE AN O B J E C T I V E  W H I C H  SHOULD BE U P P E R M O S T  I N  C O N S I D E R -

ATI ON W I-lEN STAFFING AN ARMY PROJECT MANAGEMENT OFFICE . A C O N S E N S U S

OF THOSE M A N A G E R S  I N T E R V I E W E D * AND OF R E S E A R C H  MA T E R I A L S  C O V E R E D

HAS PROVIDED AN O P I N I O N  THAT THE OBJECTIVE IS NOT EASILY OR ALWAYS

A T T A I N E D . THE FOLLOWING DISCUSSION WILL HIGHLIGHT C E R T A I N  OF THE

REASONS FOR T H A T  PROB LEM.

ONE OF THE M A J O R  PROBLEMS F A C I N G  THE P R O J E C T  M A N A G E R  AS WELL AS

OTHER A R E A -  OF S T A F F I N G  HAS BEEN P O I N T E D  OUT BY A MEMBER OF THE

G~~N F P A L  A CCOUNT IN OFF ICE WHO S T A T E D :

A R E  OF THE O P I N ION T H A T  IN AN O P T I M U M  S I T U A T I O N  THE

-~~ N A .. E E  AT THE O P E R A T ING L E V E L  SHOULD BE A U T H O R I Z E D  TO
C A R EY  OU T A c E L L — D E F I N E D  PROGRAM W I T H O U T  R E S T R A I N T S  AS 2 !
T O  ~H[ NATUR E OR SOURCE OF MANPOWER RESOURCES HE APPLIES .

THU W~- I T E R  P~~A L I Z E S , HOWEVER~ THAT W I T H I N  THE C I V I L  S E R V I C E , MANPOWER

AD J U G T M I N T  - A RE GENE ALLY RELATED TO RATHER ARBITRARY PERSONNEL

C E L L I N - . S OR FUND A V A I L A B I L I T Y  L I M I T A T I ONS RATHER THAN ACTUAL MAN-

POWER REQU IREMEN T c . GIN CE THE PROJECT MANA G E R  HAS NO CONTROL OVER

SUCH C A P R I C E S~ I l ~ MUST ATTEMPT TO DO HIS BEST W I T H I N  THE CONSTRAINTS

21
C H A R LES M. BAILEY , “GAO INTEREST AND INVOLVEMENT IN DEFENSE

MANPOWER PROBLEMS,” GAO R E V I E W ,  FALL , 1970, ~~~~ 32—33.

*SEE BIBLIOGRAPHY

16
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BY INSURING THAT HE HI R E S  THE BEST POSSIBLE PERSONNEL. EVEN AT THAT~

H O W E V E R , HE IS FACED WITH OT HER C O N S T R A I N T S . AMCR ~i — i 6, VOL. I ,

22
STRESSES THE NECESSITY FOR SPEEDY STAFFING OF THE ORGANIZ A T I O N

WHiCH IS AL SO IMPLIED BY THE URGENCY TO PRESS INTO STA RTING THE

PROJECT ON ITS WAY . THE PITFALLS OF SUCH HASTINESS ARE ALL TOO

A P P A R E N T .  EXPE R I E N C E D  P E RSO N N E L  M A N A G E R S  H A V E  I N D I C A T E D  THAT THE

PROCESS OF SE L E C T I O N  IS NOT SOMETHING THAT SHOULD BE DONE H U R R I E D L Y

S I N C E  THE PROCESS IS EXTREMELY D I F F I C U L T  TO REVERSE IF ERRORS ARE

MADE.
3 

AN ADDED PROBLEM IS THAT THE PROJECT MANAGER IS FREQUENTLY

NOT WELL VERSED IN C I V I L I A N  PERSONNEL PRACTICES AND OFTEN RELIES ON

O T H E R  P E R S O N S ~ WHOSE INTERESTS MAY NOT BE THE SAME AS HIS .TO ASSIST

HI M IN S [ L EC T I O N . 2
~ A S O L U T I O N  TO T H I S  PROBLEM IS THAT THE P R O J E C T

MA NA GE R MUST BECOME F A M I L I A R  WITH C I V I L I A N  PERSONNEL PRACTICES AND

MUS T C U L T I V A T E  THE SUPPORT OF THE C I V I L I A N  PERSONNEL O F F I C E .
25 As

P R E V I O U S L Y  STRESSED~ S I N C E  PEOPLE ARE THE MOST IMPORTANT SINGLE

A SSET TO PROGRAM MANAGEMENT , THE PROGRAM MANAGER MUST UT I L I Z E  A L L

THE TIME HE CAN TO CONCENTRATE ON THE PERSONNEL SELECTION PROCESS .

PROJECT M A N A G E R S  FREQUENTLY ENCOUNTER R E S I S T A N C E  FROM TI-I F FUNC-

TIONAL MANAGERS WHO~ QUITE UNDERSTANDABLY, ARE RELUCTANT TO LOSE GOOD

P E O P L E S THE VERY ONES THE PROJECT M A N A G E R  WANTS. I N D I C A T I ONS ARE

1 1 — 1 6 , VOL. I , P. II.

23NDNATTRIBUTABLE I N T E R V I E W  CONDUCTED ON 13 A P R I L  1973.
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THA T O V E R  THE Y E A R S  A SENSE OF R I V A L R Y  I-lAS EXISTED , LARGELY DUE TO

PERSONNEL ACQU I S I T IO N .
26 

THE NOT I ON OF SALESMANSHIP IS IMPORTANT

UNDER THESE CIRCUM STANCES~ AND THE PROJECT MANAGER MAY H A V E  TO SE LL

HIS COMMANDING OFFICER AS WELL AS THE OTHER FUNCTIONAL MANAGERS AND

27
THE PROS P E C T I V E  E M P L O Y E E .

As REFERENCED E A R LI E R, THE PROJECT  M A N A G E R  FREQUENTLY MUST CON-

V I N C E  C A N D I D A T E S  THAT WHAT HE HAS TO O F F E R  IS W O R T H W H I L E  FOR THEM.

THE PROJECT MANAGEMENT FIE L D  IS REALLY A “CAREER S I D E L I N E ” FOR CIVIL -

I A N S D U E  TO T H E  S H O R T — T E R M S T E M P O R A R Y  N A T U R E  OF A P R O J E C T . THE

P R O B A B I L I T Y  OF ENCOUNTERING D I F F I C U L T Y  IN GETTING REINSTATED IN H I S

FUNCTIONAL CAREER FIELD UPON COMPLETION OR T E R M I N A T I O N  OF THE PRO—

28
JECT WILL C R E A F E  RELUCTANCE IN C I V I L I A N  EMP L O Y E E S . To DATE S HOW—

E V E R ~ ARMY PROJEC T M A N A G E M E N T  HAS ENJOYED A V E R Y  GOOD RECORD IN M A K I N G

SURE THA T THERE IS A M I N I M U M  OF PERSONAL D I S C O M F O R T  IN THE R E A D J U S T —

RENTS RE Q U I R E D  BY PROJECT MANAGEMENT.29

IN THE EARLY STAGES OF ESTABLISHING AN OF FICE S C I V I L I A N  PER-

ONN [L REGULAT IONS ALLOW FOR THE USE OF DETAILS AND TEMPORARY PRO—

MOT I ONG~ BUT THE SE METHODS ARE ONLY TEMPORARY AT BEST SINCE THERE

ARE S P E C I F I C  L I M I T A T I ONS PLACED ON THE LENGTH OF T I M E  THEY MAY BE

EMPLOYED . SINCE IT I S IMPORTANT THAT C O N T I N U I T Y  IN THE PROJECT BE

M A I N T A I N E D , THESE TEMPORARY MEANS OF O B T A I N I N G  PER SONNAL SHOULD BE

2 6NONATTR IBUTABLE IN T E R V I E W  CONDUCTED ON 19 APR I L  1973.

27N INTERV I EW CONDUCTED ON 13 APRIL 1973.

28
~~~D

INT E R V I E W  CONDUCTED ON 19 APR I L  1973.
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30
KEPT TO A M I N I M U M .

THE E S T A B L I S H M E N T  OF THE TABLE  OF DI S T R I B U T I O N  AND ALLOWANCES

FOR THE O F F I C E  PREVIOUSLY DISCUSSED CAN PRESENT PROBLEMS . IF THE

CAREER SERIES AND GRADE LEVELS ARE ESTABLISHED WITHOUT REGARD TO

A V A I L A B I L I T Y  OF DESIRABLE PERSONNEL TO FILL THE POSITIONS CREATED ,

THE PROJECT MANAGER MAY DISCOVER THAT HE IS TOO RESTRICTED IN H I S

SELECTION OF PERS ONNEL. THIS PROBLEM IS PARTICULARLY ACUTE IN TODAY ’S

E N V I R O N M E N T  OF RESTRICTED PROMOTIONAL C A P A B I L I T Y . EVEN IN TIMES

WHEN PROMOTION POLICY IS MORE L I B E R A L , C I V I L I A N  PERSONNEL PRACTICES

REQUIRE COMPETITIVE PROMOT I ON WHIC H  MAY BE A H I N D R A N C E  TO O B T A I N I N G

THE PERSONNEL THE PROJECT MANA GER DESIRES .

THE FACT THAT PROJECT MANAGEMENT IS NOT A C I V I L I A N  CAREER FIELD

IN I T S E L F  N E C E S S I T A T E S  T H A T  PERSONNEL  BE S E L E C T E D  FROM S P E C I F I C

CAREER S P E C I A L I T Y  FIELDS . THE PROJECT MANAGER SHOULD BE COGNIZANT

OF THE FACT THAT SUCH S P E C I A L I Z A T I O N  COULD PRESENT BOTH OPERATIONAL

AND T R A I N I N G PROBLEMS IN A PROJECT MANAGEMENT OR G A N IZ A T I ON~ S I N C E

THE JOB REQUIRES A B I L I T I E S  TO PERFORM A V A R I E T Y  OF DUTIES AND

RELATE TO OTHERS IN A MANAGEMENT BY OBJECTIVES ENVIRONMENT. CARE-

FUL C R E E N I N G OF P R O S P E C T I V E  C A N D I D A T E S  SHOULD HELP TO S U R F A C E

THOSE I N D I V I D U A L S WHO CAN PERFORM BEST UNDER SUCH CONDITIONS .

IN T O D A Y ’S EN V I R O N M E N T S REGULAT IONS THAT REQUIRE THE SELECTION

OF PERSONNEL FROM LISTS OF EXCESS PERSONNEL WHO HAVE BEEN DISPLACED

BY MANPOWER REDUCTIONS PRESENT A PROBLEM TO PROJECT MANAGERS .

INTERV I EW CONDUCTED ON 13 APRIL 1973.

31 IBID.
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THE PROBLEM MAY liE NO PROBLEM AT ALL IN I N D I V I D U A L  SITUATIONS .

HOWEVER , THE REGULATORY REQU IR EM L N 1 MAY WELL REDUCE HIS A B I L I T Y  TO

SELECT THOSE I N D I V I D U A L S  WHO WILL BE ST FUNCTION W I T H I N  THE MANAGE-

MENT BY OBJECTIVES ATM OSPHERE. CUN EQUENTLY THE PROJECT MANAGER

WOULD BE WELL A D V I G E D  TO FOSTER CLOSE CONTACT WITH C I V I L I A N  PER—

SONNEL EXPERTS TO ASSESS HI S PREROGATIVE : UNDER THOSE CIRCUMSTANCES .

20
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CONCLUS I ONS AND REC~~1MENDAT IONS

THROUGHOUT THE PROCESS OF G A T H E R I N G  RESOURCE M A T E R I A L S  AND

W R I T I N G  THIS STUDY~ IT HAS BEC OMF I N C R E A S I N G L Y  E V I D E N T  T H A T  THE PRIN-

C I P L E  OF MANA GEMENT BY OBJECTIVES FITS EXTREMELY WELL IN THE ENVIRON-

MENT POSED BY ARMY PRO J E C T  MA NA .,EM FN T . IT HAS ALSO BECOME EVIDENT

TH AT THE USEFULNESS OF THE P R I N C I P L E  IS DEPENDENT UPON THE A B I L I T Y

TO O B T A I N  AND R E T A I N  PERSONNEL IN THE ORGAN I 7ATION WHO ACCEPT THE

CHA LLEN -E PRE SENTED BY ARMY PROJECT MANAGEMENT , AND WHO ARE CAPABLE

SF A C C E P T I N G  THE CHA LLENGES OF THE M A N A G E M E N T  BY O B J E C T I V E S  A P P R O A C H .

FOR THE C I V I L  S E R V I C E  PERSONNEL IN THE O R G A N I Z A T IO N  AND THOSE WHO

ARE C A N D I D A T E S  TO BECOME A PA RT OF A P R O J E C T  M A N A G E M E N T  O R G A N I Z A T I O N S

C E R T A I N  D I F F I C U L T I E S  A R I SE.

THE R E : Q U I R E M E N T  TO T A K E  S P E E D Y  A C T I O N  TO S T A F F  THE O F F I C E  CAN

CREATE L I M I T A T I O N S  FOR THE PROJECT MANAGER IN O B T A I N I N G  THE C I V I L I A N

P E R . S NN EL HE D E S I R E ~~. THE PROJELT M A N A G E R  M A Y  A LSO E N C O U N T E R  P R O B —

L~~M DUE TO THE RESTRAINTS PLACED ON PROMOTION. IN A D D I T I O N  TO

RE S I S T A N C E  FR OM F U N C T I O N A L  M A N A G E R S  WHO DO NOT W A N T  TO LOSE GOOD

EMPLOYEES , THE PROJECT MANAGER M A Y  N E E D  T O S E L L  THE ADVANTAGES OF

P R O J E C T  M A N A G E M E N T  TO THE POTENTIAL C A N D I D A T E .  THE SHORT—TERM NATURE

OF P R O J E C T  M A N A G E M E N T CAN CAUSE RELUCTANCE ON THE PART OF C I V I L I A N S

WHO MAY HAVE D I F F I C U L T Y  IN BEING REINSTATED IN T H E I R FUNCTIONAL

CAREER FiELD UPON COMPLETION OR TERMINAT I ON OF THE PROJECT . IT IS

APPARENT THAT A SYSTEM AS ALL ENCOMPASSI NG AS THE C I V I L  SERVICE SYSTEM

CANNOT CATER S P E C I F I C A L L Y  TO THE NEEDS OF ONE OR TWO S P E C I A L  CASES.

IT IS NECE SSARY~ THEREFORE~ FOR THOSE PART I CULAR A P P L I C A T I O N S  SUCH AS

21
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PROJECT M A N A G E M E N T  TO LEARN TO ADAPT TO THE SYSTEM WITH W H I C H  IT

MUST WORK.

Ii IS L I K E L Y  THAT~ IN THE FUTURE , ORGANIZAT I ONS WILL CONTINUE TO

BECOME MORE FLEXIBLE IN THE MANAGEMENT SYSTEMS THR OUGH THE C~~N T I N—

UANCE OF THE TREND TOWARD LESS S P E C I A L I Z A T I ON , A W I D E R  V A R I E T Y  OF

TASK AS SIG N t E N T E  AND LESS W E L L — D E F I N E D  POSITIONS AND FUNCTIONS . IF

THAT SAME TREND CONTINUES TO BE U T I L I Z E D  IN ARMY PROJECT MANAGEMENT ,

A MORE RE SPON s IBLE AND F L E X I B L E  PERSONNEL SYSTEM FOR C I V I L  S E R V I C E

STAFFI NG NEEDS W I L L  BE R E Q U I R E D , IF THE A RMY IS TO TAKE FULL ADVAN-

TAGE OF THE MANA GEMENT PHILOSOPHIES OF THE FUTURE , AND FULLY U T I L I Z E

TECHNIQUES SUCH .4 -  M A N A G E M E N T  BY OBJECTIVES , IT MUST BECOME A LEADER

IN S E A RCHING FOR WAYS TO HAKE TIlE C I V I L I A N  PERSONN EL SYSTEM ASSIST

IN A C H I E V I N G THESE ..OALS .

22

--- -

~

- -  - - .  - -~~~-~~~~~~~~~~ - - -



-_~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ _ _ _ _

ANNOTATED B I BL I OGRAPHY

A C Q U I S I T I O N  OF MAJOR DLFENSE SYSTEMS . DEPARTMENT OF DEFENSE D I R E C T I V E

5000.1 . WASHINGTON , DC: DEPARTMENT OF DEFENSE , 13 JULY 197 1 .

ARMY C I V I L I A N CAREER SYSTEM FOR ST A F F I N G  PROJECT ~HANAGLMENT OFFICES.

C I V I L I A N  PE R- - SNNEL REG ULATION CP2 . WASHINGTON , DC: DEPARTMENT

OF T H E  A~ r-i~, 13 OCTOBER 1)3 .
C I V I L I A N  PER SONNEL G U I D A N C E  FOR ST A F F I N G  ARMY PROJECT

MSNA GEMENT OFF ICES .

B A I L E Y, CHARLES M. “GAO I NTEREST AND INVOLVEMENT IN DEFENSE MANPOWER

PI SB LEMS .” GAO R E V I E W ,  FA LL 1970, ~~~ 3 1— 9 .
THE ART I C L E  PRE SENTS SEVERAL INSIGHTS AND CONCLUSIONS ON

MANP OWER AND STAFFING P R A C T I C E S  BASED ON GAO R E V I E W  OF SEVERAL

DOD A G E N C I E S .

3ANHOLZER, ALFRED E. II . “A ST UDY OF THE P E R S O N N E L  S E L E C T I ON P R O C E S S
U S E D  W I T H IN  A PROGRAM OFFICE .” UNPUBLI SHED STUDY~ DEFENSE

SY S T E M S  M A N A G E M E N T  SCHOOL , 1972 .
A S T U D Y  OF THE METHODS FOR LOCATING AND SELECT IN 5 POTENTIAL

PERSONNEL TO STAFF A PROGRAM OFFICE .

CLARKE , LAWRENCE J . “D E C I S I O N  FOR PERSONNEL SYSTEM S.” PERSONNEL

A D M I N I S T R A T I ON, JUL-AUG , 1970, pP. 3~ - I4O .
A D I S C U S S I O N  OF THE VAR I O U S  TYPES OF D E C I S I O N  HOD L:

W H I C H  CAN BE USED TO RESOLVE PERSONNEL PROBL E M : AND S I T U A T I O N S .

DAY , V I R G I L  B. “MANAG ING HUMAN R E S O U R C E S  IN THE SEVENTIES .” PERSONNEL

A D M I N I S T R A T I O N ,  JAN—FEB , 1970, rfl’. 3—7, ~~~~~~~~~~~~~

D I :~C U S S E D  C H A N G E S  IN S O C I E TY ’S E M P H A S I S  SN WORK E T H I C  A ND
R E Q UI R:MENT FOR BUSINESS M A N A G E M E N T  T O R E C O G N I Z E  THE NEED FOR
REVI SED PERSONNEL ATTITUDES TO MEET THE NEEDS SF WHITE CO LLAR

EMPLOYEES IN THE SEVENTIES ,

A GUIDE FOR PROGRAM MANAGEMENT. A I R  FORCE SYSTEMS COMMAND PAMPHLET

800.3. ANDREW S A I R  FORCE BASE: HQ, AI R  FORCE SYSTEMS COMMAND,
I~4 MAY 197 1 .

A I R  FORCE GUIDANCE FOR PROGRAM MANA GEMENT .

HILLENBRAND , BERNARD F. “C I V I L  S E R V I C E  CONCEPTS ARE GETTING OUT OF

STEP WITH THE TIMES .” THE A M E R I C A N  COUNTY, MARCH , 1970, ri’. 8—9 .
EDITO R I A L  COMMENT ON SHORTCOMINGS OF C I V I L  SERVICE SYSTEM

TO THE PROGRESSIVE MANAGEMENT OF THE PUBLIC BUSINE SS .

HUMBLE, JOHN W ., ED. MANA uFM F.NT BY OBJECTIVES IN ACTION. LONDON:

MCGRAW-HILL PUBLISHING COMPANY , LIM ITED , 1970.

23 

~~~~~~~~~~~~~~~~~~~~~ ~~~~- - - - - - . .~~~~~~~-~~~~~-~~~~~



-

~~~~~

-

~~~

,-

~~

----- -— - —

~~~~~~~

- . - _

~~~

- -- . -—,- -

~~~

--- -— --

~~~~~

- . . - - - -

~~~~~~~~~~~~

--  
:—-- ---

~~~

INTRODUCTION TO M I L I T A R Y  PROGRAM MANAGEMENT. FOREWARD BY DAVID PACKARD .
WASHINGTON , DC: LOGISTICS MANAGEMENT INSTITUTE , 197 1 .

A DISCUSSION OF THE CONCEPT AND ROLE OF M I L I T A R Y  PROGRAM

MANAGEMENT , PROGRAM OBJECTIVES~ INDUSTRY INTERFACE AND PROBLEMS

AFFECTING PROGRAM OBJECTIVES OF PERFORMANC~~ COST AND SCHEDULE.

KAST, FREMONT E. AND JAMES E. ROSENZWEIG . O R G A N I Z A T I O N  AND MANAGEMENT:

A SYSTEMS APPROACH. NEW YORK: MCGRAW-HILL BOOK COMPANY , 1970.

MAHLER , WALTER R. “A S Y S T E M S  AP PROACH TO M A N A G I N G  BY O B J E C T I V E S .”

SYSTEMS AND PROCEDURES J OUR~~~~, SEP—OCT, 1965, ~~~ 1 2-19. 
- -

DISCUSSION OF THE USE OF MANA G E M E NT BY OBJECTIVES AS A MANA GE-

MENT TOOL AND HOW TO IMPLEMENT OBJECTIVES AND ASSESS PRO GRESS .

MIDDLETON , C, J . “How TO SET UP A PROJECT O R G A N I Z A T I ON .” HARVARD

BUSINESS REVIEW . M A N A G I N G PEOJECTS AND PROGRAMS SERIES , 967.
~p , 19— 28 .

DISCUSSES BENEFITS TO BE DERIVED FR OM PROJECT OR G A N I Z A T I ON .

PROJECT MANAGEMENT: CBNCEPTS AND PO L I C I E S .  ARMY M A T E R I E L  COMMAND

REGULAT ION 1 1— 1 6 , VOLUME I . W A S H INGTON , DC~ HO, U~ ARMY

M A T E R I E L COMMAND , F E B R U A R Y , I9~ (- .
THIS VOLUME OF THE RI:GULAT I ON IS CONCLRNED WITH POLICY

& PROCEDURE FOR O R G A N I Z I N G  AND STAF 1IN -~ A RI -ly PROJECT MANAGE-

MENT OFFICES .

R E S E A R C H  AND DE VELOPMENT:  SYST EM/ PROJECT M A N A G E M E N T .  A I M’ REGULATION

70— 17. WASHIN GTON, DC: DEPARTMENT OF THE A F~~ Y, 20 NOVEMBER
1972.

ROBERTSON, KEITH . “MANA GING PEOPLE AND JOBS .” PERSONNEL MANAGEMENT,

SEPTE MBER , 19( 9, Pp . 20—23 .
DISCUSSES USE OF MANAGEMENT BY OBJECTIVES TO PROVIDE AN

ENVIRONMENT FOR I N D I V I D U A L  JOB E N R I C H M E N T  AND P A R T I C I P A T I V E

MAN AG [ME N T

SUTERME ISTCR ~ ROBERT A , PEOPLE AND P R O D U C T I V I T Y .  NEW YORK: MCGRAW—

HILL Book COMPANY , 1969.

WICKE SBERO , A , K. AND T. C. CRONIN . “MANA GEMENT BY TA - K  F0SCE,”

HARVARD BUSINE SS R E V I E W .  M A N A G I N G  PRoJECT . AND PN ” .RAM : S E R IE S ,

1962, ~P. 5-12 .
GOOD AR T I C L E  ON I N T F 5 R A T I N .  TEAM AND F U N C T I O N A L  INTERESTS

INTO A MANAGEMENT OBJECTIVE. .

FOR THE PURPOSE OF THIS STUDY~ F I V I  M A N A G E R S WERE INTE EV IEWED IN A D D I —

T I C N  TO SPEAKERS AT THE DEFI r~. - i  SY T E M . - MANAGEM EN T SCHOOL . HOWEVER ,
THE OP I N I O N S AND JUDGEMENTS OF I N D I V I D U A L -’ IN T E R V I E W E D  AND THE . P F A K C R S
ARE NOT TO BE TAKEN AS EXPRES SIONS OF POLICY OR PROCEDURE W I T H I N  THE

DEPARTMENT 01 DEFEN SE . THEIR STAT E M I NTS ARE D E R I V E D  FROM PERSONAL

E X P E R I E N C E  AN I’, AS 3U C H ~ CANNOT BE CITED IN A CONTEXT WHICH MAY IMPLY

OR INFER A - ;TATEM ENT OR OPINION ON O F F I C I A L  POLICY . THEREFORE , T H E I R
S T A T E M E N T S  ARE T R E A T E D  IN TH I C STUDY IN A NONATTR I BUTAE3LE MANNER.



SSP Kaiser , R. F.O.
73~~1 staffing a project manage-

sient office application of man-
agement by objectives and
limitations

DEFENSE SYSTEMS MANAGEMENT SCHOOL UBRARY
BLO~ 202FORT BELVOIR , VIRGINIA 22060


