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SUMMARY 

In peacetime, over 25% of the Army's lNrk is administrative. Many 

of the tasks involve complying with rules and regulations produced by the 

Ministry of TIefence and superior military headquarters. The amount of 

paper work is increasing, and already the volume is such that units merely 

store most of l.hat they receive and only about a half of it is kept 

amended. Some of the excess can be attributed to the tendency for 

sponsors to try and specif,r how people should reaot in every eventuality, 

though this is a question of the degree of delega-':;ion of responsibilities 

and is therefore outside the terms of reference for this work. 

Duplication, and sometimes even contradiction, are liable to occur 

because the lack of standardisation in the indexing of military 

pu~lications, combined with inadequate cross-referencing, mean not only 

that the sponsor may be unaware of material already published on the 

subJect but also that he has no way of discovering what is in the 

course of preparation. 

It is recommended that more attention should be given to the 
/ 

different methods now available for communicating information and there 
I 

should be more thought about the intelligence quotient andi~ttitude of 

the recipients. The present system lacks any form of organised feedback 

from the user to the originator and therefore the maJority, of the 
I 

problems are perpetuated. As little is known about the c/ost of 

producing and distrLbuting administrative information, it is not possible 

to compare the financial merits of the various methods of communication. 
, 

The difficulties arise from a lack of co-ordinated control at 

Ministry of Defence level : no person below the Permanent Under-Secretary 

is responsible for the flow of information in the Army. 

that a TIefence Administrative Information System (Army) 

It is proposed 

be formed. The 

aim would be to provide the user with the information that he needs. 

It would study the philosOphy of producing recorded administrative 

information, assist sponsors, progress printing and distribution, and 

provide the user with a reference retrieval service. The maJority of 

the staff weuld come from existing sources. 
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FOREWORD 

This work has been completed during a one year Defence Fellowship 

at the 'Loughborough University of Technology. The author's past 

experience includes posts with field force units and static establishments 

in various parts of the world. He has been a Director of Studies at the 

Royal Military College of Science and more recently worked for the 

Procurement Executive of the Ministry of Defence. 

The opinions expressed are those of the author and may not 

necessarily conform with official policy. A large number of people 
• 

are concerned with the dissemination of information in the Army and there 

are conflicting ideas on the subject. It is hoped, however~ that this 

work will be accepted as a constructive proposal for the definition of 

a system to improve administrative decision making. 

This thesis will be read by persons of widely different experience 

in the academic and military professions. It has therefore been 

necessary to include a certain amount of essential background information 

to enable those who are not conversant with particular IiOspects to be able 

to appreciate the complete problem. These chapters are clearly annotated 

to prevent unnecessary reading. 

The minimum security grading for a classified military document is 

RESTRICTED. This means that the information contained therein must not be 

communicated, either directly or indirectly, to the press or to aqr 

person not authorised to rec(live it. The result is that it has not 

always been permissible to quote from official publications. This 

limitatl.on does not however detract from the arguments. Queen's 

Regulations (1) are available to the general public and consequently 

they are 'frequently quoted in examples. 
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1. INTRODUCTION 

The obJect of this study as original~ 1ntended was as follows:-

'To eX3Ill1ne the possibih ties. of making more use of 
I 

information and of overcoming the inadequacies of retrieving 

information 1n mihtary units and establishments ffi'. 

The scope of the original specification was made wide in order 

that a study could be carried out to def1ne the problem area uhich 

could be most useful~ investigated in the time available. A 

brief summary of the reasons for restricting the work to the 

peacetime commun1cation of recorded administrative information in 

the Army is g1ven below. 

Since the Second l .. orld War, some very advanced equipment has 
I 

been developed and purchased 'Ihich, together with tl:e well 

established methods of surveillance, will provide large quantities 
! 

of combat information and data. In order to enable corr.manders 
I : 

and their staffs to extract the appropriate facts from the m;'ss of 

material available, the Army has dec1ded to develop computer aids. 
I 

It has also been found necessary to investigate other special 

operational 1nformation systems, such as a means by which the 
! 

identity of suspects in Northern Ireland could be rapidly 

established. Details of these and other systems required for war 

or duties in a1d of a civil po\;er can be found in Min1stry of 

Defence (Army), (~!oD(A)) General Staff Requuement s and other 

associat ed papers. They will not be discussed further. 

We must ahm;)'s be in a state of readiness for war but 

we can reasonably assume that there will be many years of relative 
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peace. In peacetime lie need information to keep us constantly 

prepared to move into action liith a force "hi ch "ill meet the 

requirement. This information can be roughly divided into 

two parts: firstly that "hich is useo for planning purposes in 

the MOD and, seconlly that circulating elsewhere which is· 

primarily concerned with the day to day control of the Army • 

. 
The MOD already uses advanced information systems for 

handling intelLigence, f1nance, order o~ battle, equipment 

procurement, technical and stores information, and data etc. 

They are all essential to preparing for war but, apart from 

a few highly specialised printouts, are of no direct assistance 

to those serving outside Whitehall. The use of these systems 

by Government Departments is beyond the terms of reference 

-quoted in the first paragraph and any reader who is interested 

should refer to the, GRID 77 reports, published by the Management 

computers Divis10n of the MOD ill. 

The maJor remai=ng area of interest is the information 
, , 

in the Army that is concerned with the state of readiness for 

I 

war and other peacetime activities which, excluding strategy 

and tactics, is generally defined by the term administration. 

This category would also include items of a "ell documented, 

specialised nature, suoh as Eleotrioal and Mechanical 

Engineer1ng Regulations but, as these do not constitute 

a serious information retrieval problem and are not of general 

interest, ne1ther they nor other highly technical material 

will be given detailed cons1deration. 
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In their report On management needs for the Army Board ill, 
the MOD (A) Management Information study Team stated that, 

although it was outside their terms of reference, they must point 

out the necessity to examine management information needs at 

Army and lower formation headquarters. Operational aspects 

have been studied but little work has been done on the 

administrative requirements. The communication of administrative 

information between the policy makers and the units is largely 

achieved by the use of recorded material. It is the problems 

associated" with this form of communication which have been 

examined in this study. 

The first part of the work of design1ng the organisation 

necessary to admimster the Army is to dE!cide on the obJectives. 

These are determined from the r~le of the Army as defined by 

Parliament. The next task is to spec~f,y the procedures needed 

to implement the policy and hence the information required., The 

level at which decisions are taken makes a considerable 

difference to the amount of information which has to be produced 

and the type of system required. Although this work ~s not 

concerned with the problems of delegating authority, the effects 

are considered to be of such ~mportance as to deserve special 

mention. (Section 8.2). 

Information systems are intended to improve efficiency. 

Most project studies show large potential sav~ngs in material 

costs, or a high degree of insurance against duplication of 

expensive research ,",ork. A report on the construction industry 
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12l shows possible cost benefits of nearly £150 million per 

annum for an investment of less than 1O}b of this amount. 

Extracts from the interim and main reports on this study are 

given in Appendix '1 '. Improved.mLlitary administrative 
I 

information handling could produce savings in material costs, 

though they vlOuld be more difficult to measure than in the 

case of the construction industry. The report ~escribed other 

less tangible benefits which could apply to the Ar~, such as 

the time saved performing a task, less duplication of effort, 

improved standardisation and reduced pUblication costs. It 

is a large and complex subJect. A person's information 

requi,ements are directly related to his Job specification. 
I 

The 350,000 military and civilian personnel who serve the 

Ar~ have a very wLde variety of tasks to perform. Until 

more facts are available, it will not be practicable to 

produce a detailed specification for the ideal Lnformation I system. 

The reports mentioned in Appendix '1' recommended 

that aQY proposals should be introduced on a step by step 

basis. ,This approach to complex problems, which cannot be , 
readily analysed in advance, has been oommon practice in the 

procurement of complicated Ar~ equipment for some time. It 

can be a lenooothy process but it enables the user to restructure 

his organisation during the de~elopment phase and hence obtain 

maximum benefLt from the new system. 
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2. BRIEF NarES ON THE BRITISH ARIIT 

This section is intended for those readers who have little or 

no knowledge c,f the tasks and organisation of the Army. A 

more comprehensive survey can be found in the publication: 

'Not es on the British Army' ill. 

2.1 Tasks 

The Army js required to protect British interests anywhere 

in the world. It must therefore be able to participate in: 

(a) Cold I-Iar 

(b) Internal security operations 

(c) Limited war 

(d) General war. 

2.2 Composition 

The total strength of the regular Army is about 170,000 

officers, warrant off~cers and soldiers. Although all are 

trained to fight, the complexity of modern warfare makes it 

necessary to use a proportion of them,in a mainly supporting, 

rather than combatant, role. The Army is therefore divided 

into three basic parts as follows: 

(a) Those whose prime task is fighting. They are the Royal 

Armoured Corps, the infantry, the P"yal Artillery and 
, ' 

certain elements of the"Royal Engineers. These, together 
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with the Royal Signals and the Axmy Air Corps, are 

sometimes referred to as the 't eeth arms'. 

(b) The administrative serVl.ces, whose main task is to 

provide the materiel, physical and medical needs 

of the fighting troops. Examples of these are the 

Royal Corps of Transport, the Royal Axmy Ordnance Corps, 

the Royal Axmy Education Corps and the Royal Axmy Pay Corps. 

(0) The staff branches, who co-ordinate the complete system. 

These posts are filled by appropriate persons from either 

the fighting arms or the administrative se~vices, who 

normally return to their specie,list duties after two or three 

years serving on the staff. The staff's responsibilities 

are divided into three parts as follovlS: 

The 'G' staff. Operatl.ons, intelligence, 

security, organisation of staff duties 

and combat training. 

The 'A' staff. 

adml.nistration. 

The 'Q' staff. 

Manpower and personal 

Supply and mal.ntenance of 

equipment, accommodation and victualling. 

In the lower formation headquarters, the 'A' and 'Q' staff 

are combined in order ~o obtain maximum efficiency from the 

administrative system. 

-6-



Military personnel are held on the strength of units or 

establishments. The full definitiops of those terms is given in 

the Joint Services Glossary ill. In general Army parlance, a 

unit is usually defined as a self contained body of men wl.th a 
J 

specl.fic r~le, capable of operating aQYwhere in the world. A 

unit usually belongs to what is called the 'field force'. An 
I. 

example would be an airport able infantry battalion. The term 

establishment is generally applied to large static installations 

such as the Royal Armament Research and Developme=>t Establishment 

in Kent. 

The problems of cnmmunicating administrative information 

affect those serving the Army wherever they are, both military 

and civilian. Although this work is primarily intended to be , 
1 

of assistance to those in the field force, much of what is said 

Organisation I: , 

can also be applied to the large static establishments. 

J 

The Army is controlled by the MOD which is a Government 

Department. Within the ~hnistry, the Army Board exercises 

contro' via the Chief of the General Staff. 
( . 

In the United Kingdom, there are large numbers of specialised 

organisations, often involving all three services, which together 

with the Army Department of the MOD. (MOD(A)) employ the maJority 
I 

of the Army Department's 170,000 civilians. Examples are the 

proof and experimental ranges, the central ordnance depots, the 
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base workshops and the royal ordnance factories. There are a small 

number of similar establishments overseas. In general they are 

controlled by the MOD. 

The maJority of the field force is deployed in West .Germany. 

There is a reserve force in the United Kingdon and a very small 
, 

percentage serve elsewhere in the world, some as part of the United Natio~s ~ 

forces. Those at home are controlled by a geographical command structure, 

whereas their colleagues abroad operate on the normal wartime, 

hierarchical organisation. The simplified chain of command and control 

is shown 1n Figure 1 below. 

Figure 1: Simplified military chain of command and control 

Ministry of Defence 

Mini!try of Defence (Army Department) 

I Army Bo~rd 

Chiel of General Staff 

r ____________ ~I __________ ,_--------------------------,_----------, ... etc 
I I I 

Headquart ers Unit ed Headquart ers Brit ish Headquart ers Land 
Kirdom Land Forces ArtY of the Rhine FOreS Hong Kong 

Country or District Headquarters,lst Un1ts 
Headquarters British Corps 

I I 
Garrison Headquarters Divisional Headquarters 

I I ~ 
Units Brigade Headquarters 

1 
Units 

For those who have no knowledge of ~ he size or organisation of 

the Army's headquarters and units, examples can be found in Appendices 

2, 3 and 4. 
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2.4 Principles of admlnistration in the Army in peacetime 

The publication: 'Administration in the Field' i§L provides a 

detalled description of the subject. Administration is defined in the 

Joint Services Glossary ill as: 

a. The management and execution of all military matters not 

included in tactics and strategy; primarily in the fields of 

logistics and personnel management. 

b. Internal management of units. 

The glossary defines logistics as: 'The science of planning and 

carrying out the movement of forces. In its most comprehensive sense, . 
those aspects of military operations which deal with: 

(a) DeSign and development, acquisition, storage, movement, distribution, 
. 

maintenance, evacuation and disposition of materiel. 

(b) Movement, evacuation and hospitalisation of personnel. 

(c) Acquisition or construction, maintenance, operations, and 

disposition of facilities. 

(d) Acquisition of services. ' 

The aim of administration at all levels is to ensure that, by proper 
i 

preparation and allocation of effort, the maximum value is obtained from 

the commander's resources. The following well tried principles are 

applied in order to achieve the alm: 

(~ Foresight 

(b) Economy 

(c) Flexibility 

(~ Simplicity 

(0 Co-operation 

-9-



3. THE FUNDAMENTALS OF INF'ORl'!ATIOn HAnDLInG 

This section briefly describes the fUndamentals of 1nformat10n and 

communication, language problems, general systems descriptions, means of 
.' 

measuring systems efficiency, indexing, storage, retrieval and systems 

design. Roger Meetham' s book ill is recommended to those readers who 

wish to obtain a broad survey at an elementary level. 

Information and communication • 

Information is the collective or individual communication of ideas or , . , 
facts. Communication is defined by the Oxford English Dictionary as: 

'The imparting or exchange of knowledge, 1nformation and the like'. 

Communication bet",een human beings is a very complex subject. It is part 

of the science of cybernetics. Much has yet to be investigated, for example, 

there may be an unknown transmission medium which would explain the apparent 
, -

phenomenon of telepathy. The research into this and other related tOP1CS 
I ' 

may well affect the means by ",hich the information :LS passed between persons. 
I 

However, in the meantime, I~e are restricted to the more mundane methods of 

communication such as face to face conversation, telephone, teleprinter, 
l i 

wireless, olosed circuit television and printed matter of various kinds. 

'lne cardinal point is that, if all are to benefit, then the relevant 

information must be passed on. I~any animals, including the human race, 

would be ertinct by no", if this had not happened in the past. Today, the 

failure to communicate information is likely to result in the waste of large 

sums of pUblic money. An example is the case which :LS reputed to have 

occurred in America, where a team of ten mathematicians ",as employed for 

two years solving a military communication problem. They produced their 

find1ngs and then discovered that the Russians had openly published the 

solution about the time that the Amer1Cans had started work. This could 
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easily happen during the development of one of our expensive equipmen\;s, 

and probably has, without anyone knowing it. The cost of running librar1es 

and the1r associated information services, including means for translating 

material produced in a foreign language, may be high but the penalties for 

not provid1ng such facilities can be very much greater. 

3.2 Human problems of communicating information 

A major difficulty is the human's inability to perceive what is 

actually there. The diverse descriptions of witnesses at a traffic accident 

is one example, another is when we 'read' what I-Ie think should be present on 

a piece of paper or fail to see something I-Ie do not expect to be there. 

1 The means of cOIf.lTIlnication 1S decided by such factors as the urgency of 
, 

the message, the avai1ab1lity of the'recipients and, for example, in 
I 

, military messages, the security classif1cation of the item. Fundamentally 

the decision is between oral and I-Iritten methods. 

Communication with a computer has to be conducted in a precise ljlanner 

or the machine will be unable to function. B.Y comparison, conversations 
, , 

between human beings are inefficient and vague. Words, sometimes deiberately,' 
I 

do not delineate the intended meaning', pieces of 1nformat10n are frequently 

left out and the recipient is expected to guess what would have been included 
I I 

in a complete message. In the maJority of conversations, the listener 
I 

can assim1late the information more quickly than it is being transmitted, _ ~ 

and may therefore think of irrelevant m, ,ters thereby lowering his 

concentration • 
• 

If information cannot be transmitted by word of mouth to those who have 

to be informed, then it has to be storcd by some tangible means, such as 
\ 

paper, magnetic tape or film. The retrieval of such information can 

be hampered by language problems. 
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.[: ," \i(" • \ I ' 
, : I Semantics is the science of the meaning of words; a file can be a 

f
'rl 'ii tt," oraftsman's tool or a device for st oring paper. Another problem is to 
i i,',ll I j \ . ,I \t~~ decide on the logical class to ~hich an item belongs. An example which 

;!, ~r'j ; I I'~ occurred in World War II was the dispute about whether the liquid in a 
'I !~:l') 
'/ 'i I ' flame thrower was a fuel or ammunition. Generios is the term given to 

'd' ,'" a hierarchical chain of concepts. If items of information are to be 

f,l~ 1,\, /' retrieved, it is important that they be logically classified. 

~ 
I to 'Queen's Regulations for the Army' ill sho~s 'Health of troops, 

,&
//
1 

':",' I , ',", 

The index 

' I, , preservation of'; the 'Handbook of Army Health' is not listed under this 

heading however, it is to be found elsewhere in the index under 'Sanitation'. 

, "I A further problem is sYntax, which concerns the meaning conveyed by the 

f 
,I " 

I ' 
.,,\ ,'~ order of words. ,.1 

.' though the practice of indexing the principal noun first may be a little r '\~I 
It is not a serious problem in military administration, 

confusing to those outside the service: in Army parlance, a 'roller, steam' 
"t _, \,~. 

, ~ -:i,a r; is a steamroller and not a roller heated by steam • 
. I .' \ 

, \ \ 
L • 3.3 Oral and written communicatlon 
I' .t f j j , 

• ':; J \ H.H. Albers gives an excellent dissertation on the relative merits of 

J\,"~ ··.~!~t·,! III I,: I'" " [ communicating by the spoken and written word in his book: 'Principles of 

He refers to a 'Fortune' poll 1111 which showed that 

i
. management' i1Ql. I •• I , ' , , 

.J ,",'1' .' / the >!Ilajority of executives preferred to gather information about their 

r :' . '".~~ business by verbal reports from subordinates; less than 25% choosing 

,: 'l~! 1\ t . ~ • written briefs. 
j \ 1, 

In another study ilgl, 51 presidents of large corporations 

i\)" f I ,. r I I 
t I' " 

! ;" 

i' • ! 
I. h (' \ \ 

, ~ 

, I ''!o-

were requested to select the methods they preferred for the transmission 

of very important policy. They were asked to choose, from five alternatives, 

the two methods that were likely to get the best results. The replies liere 

f .~ , •• 

1
1." !~ (a) 

)

: ,'/1 (b) 

Calling a meeting of management personnel and explaining orally - 44 

Hold personal intervielis with key personnel - 27 

l~ , , ' 11)// f 
I 'f.., ~Ni 
--.,.: 11. /~t/ 

~ ~ ,~:.f 0,..;., 
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(c) Announce pohcy m a management bulletin 16 

(d) EJcplain the policy in an inter-office memorandum 14 

(e) EJcplain the policy on the telephone or intercom 1 

Communication can only be achieved orally if the recipients can be 

easily contacted and information will not be needed for future use by those 

excluded from the origi.nal dl.stribution. In general, however, military 

admimstrative information has to be widely distributed and frequently 

stored for subsequent reference. Also, for some types of information, 

legal complications can arl.se l.f written eVl.dence is not available., The 

important point is that .the means of communication should be frequently 

revie~-led. In his article on 'The paper pushing fallacy', Denis P.Ym ~ 

states that: 

'Great organisations rumble on, seemingly out of control, while 

their managements ignore the changing patterns of communication 

which make nonsense of many of thel.r work procedures and activities' 

/, 
3.4 Military information requirements /; 

! 

Information, as has been stat ed, is the collective or individual 
! 

communication of ideas or facts. When deciding on a course of action, 

the soldier has been trained to define his obJective, consider the relev~t 

factors and make a plan. The knowledge contained in the factors is 

essential to the decision making process. The informatl.on must be 

available in time, it must be accurate, meaningful and complete. It 

should also be clear whether the information is mandatory or not. The, 
, 

fact that some information should be presented but l.S not available is 

useful knowledge in itself. Irrelevant information decreases the efficiency 

of the decision making process. 
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3.5 The range of information systems 

The details fed into a processing system and the answers that come out 

are called data. The ability to retrieve or process data is not necessarily 
'. \ 

a function of an information system. Although there is often a requirement 

for actual data, an information system will usually only be able to tell 

the enquirer the name of the author and title details of references which 

may contain what he wants to know. Generally speaking, it is not at present 

a vl.able proposition to provl.de a complete question and answer service 

encompassing actual data as well as references that may contain desired 

data when physically lo,?ated. 

Information systems differ in scope from the simple reference book to 

the highly complex management system. Sherman Blumenthal devot es the 

second chapter of his book illl to the problem of defining the management 

information system. The variety of systems is so wide that it l.S difficult 

to make general observations on the complete range. The device mentioned 

on page 1 for identifying suspects is an exa:nple of .he simple system. 
1 

The suspect's characteristics are compared with those of persons being 

sought and it can rapidly be established whether he is wan~ed or not. The 

combat information and MOD policy planning systems, referred to on pages 1 

and 2 ,~spectively, are management information systems; of these Ezra Glaser , 
said ill: 

'In principle, the manager never has all the informatl.on. There is 

an almost infinite variety and seemingly infinite amount of information 

the manager would seem. to want to have in order to make important 
( 

decisions. In many cases he asks questicns, gets ans>lers, and then is 
( I 

totally unhappy with both the answer and the question he asked. Often 

he resumes by asking a different line of questions. There are two 
I 

prototype questions. Do I have a satisfactory answer for each question 

,I , 

I have posed ? Do I need addl.tional questions or nell kinds of questions?: 

-14-



3.6 storage and retrieval 

Information storage and retrieval can be depicted by Figures 2 and 

3 shown below. The first task is to decide what information the user 

needs to formulate his decislons. T~is will define the input to the 

system and the pr0cedures for recording and indexing theOinformati0n and 

processing methods. Feedback from the user to the input closes the loop 

and provides the essential control which enables the syste:n to ad,just 

itself to meet the changing user requirements. Such a system is sald to 

be output oriented: the design starts with a definition of the uf3ers' 

informatlon profiles. The alternative method of storlng large quantlties 

of information, in the hope that lt will contain what is required, can 

lead to failure due to sheer bulk problems; the user is unable to communicate 

efficiently and cannot find what pertinent information lS available amo,ngst 

the mass of material. 

Flgure 2: 

INPUT 
Selectlon of 
information 
for stor e 

Figure 3 

Information storage 

STORE 
Organlsation for 
1. ' Retrieval needs 
2. e of mat erial 

. r ~: ~~~:~~; lists 1 
'1 ";::1:;"'" ,,,,,,, 

HAN1lLING I 
Encoding -
ldent'ification for 
retrieval(e.g. class numbers, 
index terms, cataloguing 
Passl 0' to store fll1n 

Information retrieval 

STORE 

I
Feedback 
to storage 

f-nput 

OUTPUT - ~ INPUT 
efini:"tion of 

enquiry or 
roblem. 

Books, publicati~ns, 

/ 
References for analysis 

Instructions, et: of relevance. 
VC' Enquiry m~)require 'HANDLING 

edeflni tion 
1. Matchlng enquiry .j.. 

language to store(class 

~~ numbers, lndex terms} 
2. Locate in store 

--"'j'f eedback 
o stor e 
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3.7 Systems criterla 

Perry and Kent i1§l use a Venn Dlagram to express retrieval 

criteria as shown below. 

Figure 4: Venn diagram method of expressing retrieval criteria 

T 

The area within the large circle 'T' represent s the total number of it ems 

on every subJect at a given time. The area withln the circle 'R' represents 

the number of relevant items available on the selected subject. The area 

within the circle'S' represents the items selected by the system in 

response to the request • . The shaded area 'X' is therefore the number of 

relevant items selected. Criteria are expressed as follows: 

(a) X 
R 

is called the recall factor 

(b) X lS called the pertinency factor 
S 

(c) :;:S __ X:.:. is the noise factor 

S 

(d) R - X is the omission factor 
R 

It is difficult to obtain accurate figures for the recall and 

omissl0n factors because to do this would involve searching the entire 

store to discover the number of relevant items that had been omitted 

in the original search. It is possible to obtain a high recall factor 

by selecting a large number of items but thls would lO1'Ier the pertlnency , 
factor and glve the user a conslderable a..'1lOunt of work sifting out the 
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relevant material. Similarly by selecting a very small number of 

items which fUlly satisfied the search specification, a h~gh pertinency 

factor could be achieved, but this might be at the expense of omitt~ng 

relevant it ems. In the ideal system, the circles 'R' and'S' will 

coincide. This is unhkely to be obtained in practice. During indexing, 

subjects are broken down into concepts. On retrieval, when the concepts 

are gathered in selected combinations and permutations, it ~s almost 

incv~table that some reference will be omitted and no; 'e ~ntroduced. 

The Industrial 

diahamatiCally the 

Education Institute show a method used to illustrate 

financial efficiency of an ~nformation system ~ 

a!3 follows: 
i I , I 

Figure ~ : 

I 
I 

Diagrammatic representation of the financial 

efficiency of an information gvste~ 

EFFECTIVENESS 

OPTIMUM 
EFFm;rIVENESS 

I "_-'"l 

The system can have zero efficiency and cost nothing or 100% efficiency 

and cost an inf~ni t e amount. The optimum effectiveness occurs when 

the difference between the benefits and costs curves is a maximum. The 

costs curve is easy to predict: it is the sum of the expenditure on 

setting up the system and subsequently running it. The benefits curve 

is virtually impossible to forecast, and it is even hard to assess ~n 

retrospect. The problem is to decide on the value of a piece of 

information. A philosoph~cal approach is often more appropriate. The 

objective of an information system is to improve effic~ency and the degree 
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of this cannot be readi~ measured in monetary terms. One can on~ 

note examples of loss due to lack of information such as that quoted 
I 

at the end of Section 3.1. Quantitatively it should be noted that, of 

the many information systems installed, fel, have failed. 

Another important criterion is the user's attitude towards the 

system. Initially he ma;y have to be convinced that a problem exist", 

The user will be reluctant to approach a system which he finds difficult 

to operate. Fl.nally the system must produce the information in adequate 

time. 

3.8 The amount of information available 

The amount of information available is direct~ related to the 

complexity of civilisation. In the middle ages, a man could assimilate 

and remember all that was known about a wiu.e range of subjects. This 

was in the era when students graduated at 17 years of age. Toda;y it' is 

not possible to comprehend even the abstracts of papers and patents 

published on some subJects. Bart E. Holm st at es that, since the middle 

of the 18th century, the number of scientific Journals has increased ten 

fold every 50 years to a present da;y total of about 100,000. i1.§.z.. page 9). 

Information on 100,000 new chemicals compounds is reported every year 

(~, page 11). Such growth rates have resulted in terms like the 

'literature explosion' and 'information pollution'. It re!llains to be 

seen whether the situation can be brought under proper control before, 

as with other excesses, nature inevitablY provides the solution, possibly 
, . 

to the great detriment of society. There is a tendency for organisations 

to store large quantities of information in the mistaken belief that it 

creates security. The problem is to decide on the relative~ small 

amount of information that is gOl.ng to be of use. In addition to the 
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difficulty of decidJ.ng ~Ihich new items should be retaJ.ned, it is also 
I 

necessary to determJ.ne what can nOH be rejected. 

If information is to be sent automatically to an individual, then 

his job specifJ.cation IIUlst be clearly defined. It is then possible t~ 

construct his information profile and hence decide on the items appropriate 

to his work. There are penalties for not sending him the necessary 

information but, if he is given more than he can assimilate, whether 
, I .. 

applicable or not, then he will develop a resistance to being informed at all. 

3.9 Indexing 

• 

Having decided that there is a need for an item of information, 

written it and had it edited, the next important stage is indexing. This 

provides a means of identifYing the item so that, after storage, it can be 

retrieved... Information systems may be designated according to the means 

by which they index-the material. Gerald Jahoda's book i12l gives a 

comprehensive description of the various methods of indexing. 

The most common methods are those which use alphabetical subject 

indexing, as in most bookshops, and the hierarchical, Universal Decimal 

Classification method utilised by the majority of special libraries. 

In both cases the problem is to describe or classifY the material in a 
I 

manner which will be logical to the majority of the users. Also, as 

the amount of information increases, the cross referencing becomes 
I 

progressively more difficult. 
\ 

Am alphabetical arraneement is ohviously 

undesirable where there is a requJ.rement to browse through subJect 

segments of the collection. 

Concept co-ordination is becoming an J.ncreasingly popular form 

of indexing. Item concepts are described by cha.dng terms from a 
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thesaurus. Each term has equal status. The method is illustrated 

by Figure 6 belol~. 

Figure 6. 

: / 
I 
I 
I , 

REl'IRED 
SERVICEYIEN 

An item in the shaded area 'A' would be described by the t.erms 

Expenditure, Equipment and Research. It ~s apparent that the problem 

of syntax: is more pronounced than with the other methods of indexing 

previously described. The use of the three terms in co-ordination 

would cause the system to retrieve: 

(a) Expenditure on equipment research. 

(b) Research into expenditure on. equipment. 

(c) Expenditure on research equipment, etc. 

The problem can be reduced by either using pre-cODrdinated.terms(such as 

. Equipment Expenditure or Equipment Research) or by the use of links and 

rOles. These apply restrict~ons to the number of items selected, thereby 

reducing the noise factor \lithout necessarily degrading the recall ratio. 
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•• ,.. '"I 
:' ,,:.-.-' 

\ . -: \-~ 
• , 1 

' .... ' , 
Concept co-ordination has the advantage that the other language ~~)' \ ,j\;:.\ \ 

"'.0\ \1...1 problems of logical class, generics, and semantics can be dealt with 
!. ',., 'J,,... 

\

\<.' ':J:, separately, rather than improving in one area at the expense of another. 
t r • ~. • · , . 

, 'I l <.,' The major problem is that co-ordinate systems are loosely structured 
• 1 ~\I •• . ~. ~l' i 'and invariably require some form of mechanical or computer assistance 

,'. . I '" l' Optical coincidence card sets are limited to It. ' .' •. '~I or retrieval.purposes. 
\. ~\'I\ , 
\ I' 1 "about 20,000 items, particularly if the contents have a high redundancy 
", ."b 

I "':. J .' \ ,':", and computer systems are not, in general, cost effective for collections 

. J:: ~ \: t ~. of less than 50,000 items. 
, " 

~. t,' ' , ""I~f."t:P· Methods of storing information 
,\~., ,1" ~ • . ~~ ~ . 
• : If'\.,.'.1;,: The human brain is the most important storage and retrieval 
• t . . .. ( • t ~:' j':\ :, s~$t'em. It reJects unnecessary information, such as the mernI of some 
'tl·/\r. "!'r~ 
i . ' ... '.. 'd:rlliinary bygone meal, but it gives direct access to frequently used 

,- 1 I • 

The brain, however, cannot rapidly 'j" , , :' data such as mathematical tables. 
\ ~ 1 j'" .' :' "" 

~~ "'\ ; ~,.Jssimilate large quantities of information and it has difficulty in 

~/"""" ',', .. I", ~ i '. -: .retr~ev~ng the details of infrequently used items. 
· . I. J.. 

Here more tangible 

t,~ \ ., , .. ", f' eans have to be employed, such as paper, tape, cards, film and computer ., ., . .! 
\ . orage. The problem is to decide on the optimum storage method and 

~ 
.. , ; " 

. : . \ 
" :- '\ ..' e:qsuade 

" '/,,~\\ \ inf:rmati::o::eat:::ri~ch ::e::c::f:r:a::r::g::~::t::: ::i::o::nnot 

f
J ~ ,'\' ... \ .-

t~.:". ')I~r\e interpreted without the use of mechanical aids • 

. ",,,.. . l . (",,' 6 15 · ',:;fJ!!,. : J.C.R. Lickhder eshmated ~ that in 19 2, it would take 10 

~~~i!; .. ~rinary digits (bits) to store the WOI'ld's stock of different documents. 

·.'·t /j? " This would be an impractical financial proposition at present but the 
, I;' a J ". ' 
· .• ·f'·,··t· '. ",I: :. . sl uat~on may change if we can discover how to convert the spoken word 

,.11', " I ~.:'~. ,',: dnectly into bits and perhaps produce cheaper machine readable storage 

t·.J~·'" , 
.1 11.'1'. by the use of lasers. ,. ',,} 'I • , ' l' \ , ' , " " ' , •. ~'I' 

• I 'fII } I 

'" \.,. i ... 
W· '.~ ; 

• I }', I , , ,I • .. 

Systems which only store those details which we 
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need to locate the requl.red item of information, provide what is 
, 

called reference retrieval. Producing details of the specialised , '. 

source of a certain type of information is called referral retrieval. 

3.11 Methods of retrieving information 

I 
I',' 

Referefice (and referral) retrieval can be achieved by manual 

or mechanised methods. Searching can be made serially, selectively 

or by browsing. As shown in Figure 3, the process starts by matching 

the requirements to the system language and then items considered 

to be relevant are produced for analysis. Continuous monitoring of 

efficiency factors makes it possible to initiate action to improve the 

system. 

3.12 Guidelines for designing an information system 

(a) The minimum amount of information should be fed to each decl.sion 

point in an organisation. 

(b) Information must be fed directly to decision points and not via 

other areas. 

(c) The more expensive the proposed system, the more necessary it is 

to produce factual information on life cycle costing. If a 

problem is complex, then it may be advisable to introduce a new 
'-

system in stages. The experience gained at each stage would 

then permit a clearer definition to be made of what should be 

• done next. 

(d) An information system should be designed to serve an organisation 

and not Just a department. All levels of management should be 

persuaded to use it. 

(e) A system should be regularly examined to ensure that, as far as 

can be ascertained, it is providing the optimum service. 
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4. THE PRESENT SYSTll4 OF PEACEI'IME J\D~nNISTRATION OF UNITS 

The purpose of this section is to describe the existing 

administrative workload in the Arr:JY and, in brief, the generation 

and flow of the associated information. Although the emphasis 

is on the field force, many of the problems, for example personnel 

administration, are applicable throughout the service. Items of a 

well documented, specialist nature, which do not constLtute a serious 

retrieval problem, and are not of general interest, ,;ill be excluded 

from detailed description • . 
4.1 The ailimnistrahve "orkload in the Army 

. The Standing Committee on Army Organisation is responsible 

to the Army Board for adminLstrative procedures within the Army. 

In 1969 they requested the Director of liork Studies (Army), (D~rs(A)) 

to conduct a review of unit admLnistration. The DVrs(A) study report 
, , 

was publLshed Ln 1971 (11). The Director of Army Staff Duties, (DASD) 
I 

is co-ordinating the follow up action. The work was main~t ,comprised 

of a survey made in a selection of units in the field force, commanded 
I 

by lieutenant colonels. The distribution of units by type and 

geographical location is given in Table 1 on page 3 of the report; 

this is reproduced as shown on the next page. 
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Table 2: The amount of effort spent on various adminstrative tasks 

based on results from 143 units (extraoted from Annexure 2 of the DWS(A) 

report) • 

TASK MAN HaJRS PER YEAR EQUIVALENT NUlIDER 
OF MEN FULL TIME 

Offic er Adml.llo Effort 2, a1-1,075 1,423 

Audi t Boards 71,287 36 . • 
Central Servicing 700 ,000 350 

Civil Courts 11,256 6 

Cleaning 2,588,228 1,294 

Clerical 7,304,000 3,652 

Clubs 535,512 • 268 
~ 

Courts Martial 28,323 14 

Debt Collection 17,243 8 

Dccwnentation 1,045,092 522 

Extra Messing Duties 1,795,218 898 

Garrison Duties 3,920,354 1,960 

l~essing 6,836,000 3,418 

Salvage 256,686 128 

Storekeeping 6,622,560 3,310 
• 

Supplement to Civil 
Labour 940,316 470 

Vehicle Documentation 505,188 253 

\lelfare 40,252 20 

TOrAL 36,064,590 18,030 

• 



Table 1: TYpe and location of units participating in DWS(A) review 

of unit administration 

TYPES OF UNIT ' LOCATION TOTAL mITTS UK GERMANY ELSElmEflE 

Armoured 1 13 - 20 

Artillery 11 16 2 29 

Engineers (RE) 5 6 - 11 

Signals 3 9 2 14 

Infantry and parachute 31 14 9 54 
regiments 

Special Air Services 1 - - 1 

Transport 5 1 - 12 

Medical 6 6 1 13 

Ordnance 1 - - 1 

Engineers (REME) 1 2 - 3 

. 
TOTAL UNITS 11 13 14 158 

The relative rrumbers of the types of units selected are roughly 

representative of the proportions which exist within the field force. The 

records from 15 of the units were not complete and had to be excluded from 

the report. The total rrumber of man-hours worked by those who did part:Lcipate 

is calculated to be 138,353,000 per year; this being equivalent to 69,180 men 

working full time with an average of 484 men in each unit. 

Table 2 opposite, shows the amount of effort devoted to the various 

administrative tasks. By comparing these figures with those given in 
, 

the previous paragraph, it would appear that the equivalent of over 25% of 

the field force is employed, full time, on administrative duties. 

Furthermore, the figures do not include the work done by the 20 or so civilians 

employed by the average unit on purely administrative work. 
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The majority of the effort shown in .Table 2 is devoted to physical 

duties such as cleaning, cooking and the issuing of stores, which are 

not the subject of this report but each of the tasks involve"! 

information handling to a greater or lesser extent. For example, even 

the cook will be confronted with a problem such as finding out the 

authority for obtaining an excess issue of h.enty-four ration packs, 
I 

and every individual i3 interested in knorling his conditions of service. 

The most time consuming item in Table 2 is clerical duties. 

The average unit in the survey was found to employ 25 clerks, this 

representing 5% of the unit's strength. The majority are employed 

in the um.t headquarters and company offices where the information 

they handle is much greater in volume and of a more general nature 

than that used by their colleagues in the pay, stores and medical offices. 

As cost is a very important factor, it is of interest to examine 
I 

the 2.85 million manhours spent by the relatively highly paid officers, 
\ I , 

each year, on adm1n1strative tasks. Table 3, wh1ch is also taken from 
I , 

Annexure 2 of the DWS (A) report, shows an analysis of hOrl c"ertain 

officers a.llocate their time. 

Table 3 : Percentage activity analysis for certain officers 

~OF C OJ.!NAND ING SECOND COMPANY 

ACTIVITY FFICER OFFICER IN ADJUTANT COMMANDER 
cormAND 

Operations) 
Training & Sport 28 35 13 41 , 

Office Routine 39 46 61 33 

Discipline & 
Int ervi erlS 10 4 12 10 

Inspections & 
Visitors 12 9 9 10 

others 11 6 'i 6 
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Unf'ortunately Table 3 does not show a more detal.led breakdown 

of the time an officer spends at his desk. Some idea can however be 

obtained from William F. William's booK ~ which gives the percentage 

activLty analysis of another professional, the engineer. The details, 

which show that the engineer spends 6.9'/0 of his time reading, are 

repeated in Appendix 5. Although the field force officer will be 

away fro~ his office for loncrer periods than the engineer, he will 

devote less time to conferences and consequently he will spend about 

the same amount of time reading. A detaLled activity analysis for 

the staff officer in a large headquarters would be expected to 

produce very similar results to those of the engineer. 

As one moves up the hierarchical chain from the units investigated 

by the DWS(A) study to the lower formation headquarters and finally 

to the MOD(A), it will be found that an increasing proportion of 

the manpower effort LS spent on admimstrative information handling and 

that it is undertaken by correspondingly higher rank's in the Arrrry and 

the Civil Service. 
I 

4.2 The generation and flow of administrative information 
I 

Inf'ormation is generated by factors affecting manpower, material 

and money. It is originated by those in the MOD and military 

headquarters in the form of verbal and written orders, regulatLons, 

instructions, bulletins, book and pamphlet publications, etc •• 

Some of these are transmitted directly t'. the subordinate formations 

and even individuals, while others go down the hierarchical ladder 

one step at a time. 

Most of the factual information or data produced Ln lower 
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formations is caused by changes: a man decides to extend his military 

service, a vehicle is classified as being beyond local repair, or a 

soidier is paid removal expenses for transporting his family's 

belongings to a ne~1 duty station. This type of information is 

passed up the channels of command and control in the form of 

written U!1it orders, reports, returns and letters. 

The origlnators of mllitary information 

The originators of administrative informatio~ in the Army 

range from the senior military and civllian officers in Whitehall 

to the Junior clerks serving with the unlts. They belong to one 

or ~ore of the following six classes:-

(a) Those few who have a good knowledge of their particular area 

(c) 

of the user's needs and are able to communicate with hiln 

individually, thus provlding all that is required and no more. 
I 

This results in a high recall factor; it lS the situation 
I 

which usually exists in specialised work where all the' 
! 

participants are known to one another. 

The many who, although they may know the precise reJlrements 

of a particular user, are obliged to send comprehensive 

iL . ..formation to a wide circle of readers having dlfferent 

interests. This situation results in a high noise factor. 

It normally applies to administrative information originated 

by the MOD and senior formation headquarters. 

Those who do not know of the user's needs. This causes a 

breakdown in communications and a zero recall factor. 

(d) Those who produce and distribute the large number of military 

bOOKS, papers, articles and reports which are not catalogued. 
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After a period of time, few people will know that the material 

exists and it w111 be omitted during a search. 

(e) Those authors who are aware of the user's needs but for some 

reason are unable to communicate with him. For example a 

feasibility study m~ have been pUblished eighteen months 

ago on a new equ1pment but the situation has changed rapidly 

ever since and it has not therefore been possible to send a 

meaningful report to those who received the original. 

(f) The administrative officers and clerks who endeavour to comply 

l'lith the rules regarding the submission of information to those 

who request it. 

Ideally we would all like to receive our information from the 

first type of originator but this is not practicable. The p~oblem 

is therefore to try and improve on the limitations imposed by those 

in the other categories. The Army endeavours to do this at :present 
I, 

I ' 
I : 

by: 
, 

(a) frequently cross posting individuals between the MOD, , 

I 
I headquarters and un1ts. 

(b) sending personnel on staff courses. 

[, 
(c) Occasionally conduct1ng surveys in units and establishments. 

4.4 The aCquisition of information 

Communication is ach1eved by the post, telephone, teleprinter, 

wireless and closed circuit television. Almost all the administrative 
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information sent through the post consists of normal paperwork. 

Microform is u:::ed by the industrial suppliers of some military parts 

lists and trials are being conducted on selected specialised 

technical regulations. 

Information is also acquired from courses, conferences and 

an individual's past experience. A regular Army officer can 

spend a half of the first fifteen years of his career on courses 
. 

and specialised training. Army personnel move frequently an<l. 

most have been e,mployed on a wide variety of tasks. The average 

unit therefore possesses a wealth of information from the past 

experience of its members. The temptation is to use prev~ously 

acquired knowledge 11ithout checking for the probable existence of 

more up to date information. 

4.5 The information areas 

The information with which a unit is concerned will be considered 

under the following hcadings: 

(a) Information entering the umt 

(b) Information required from the unit. 

(c) Information required by the user fin the unit. 

The amount of information will vary according to many factors, the 

main ones being the unit's size and role. No two organisations in the 

Army are the same. They vary in overall size, rank structure, and task. 

Some have unique holdings of manpower and material; even those with 

identical entitlements, such as the infantry battalions, will invariably 

be employed in different locations with,"lissimilar roles. HOl1ever, as the 

field force units are the most numerous, and the most important, the 

information about them w~ll be used to illustrate the problems. The 

argument will then be expanded to embrace the complete organisation. 
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5. MILITARY SPONSORED ADI.IINISTRATIVE INFOfu'l!ATION ENT:ERIlrG UNITS 

This section gives a quantitative assessment of the amount of 

hard-copy information entering units, how much of it is retained, and the 

proportion which is kept amended. 

follows: 

The information can be classified as 

(a) Books, regulations, pamphlets, parts lists, ete., listed in the 

Catalogue of Army Publications (frequently referred to as the 

Army Catalogue (23)). 

(b) Books, pamphlets, ete; the existence of which is not catalogued 

by a:n:y centralised organisation. 

(c) Orders and instructions issued by the Ministry of Defence and 

military headquarters. 

(d) Letters, signals, etc. 

The descriptive data in this section- does not include Army General 

Administrative Instructions (AGAIs). These were introduced in late 1972 

and consequently there are no figures available, at the time of writing, 

for the number produced in the first year of their existence. Unlike 

most instructions, AGAIs are intended to be of a semi-permanent nature. 

They do not represent a sudden increase in the amount of recorded military 

material being sent to units; basically they are replacing some of the 

Defence Council Instructions, (DCIs) described below. 

A pullout, Figure 7 on page 38 summarises the main points in the 

written text. 

5.1 Publications listed in the Army Catalogue 

The maJority of a um.t's recorded administrative information arrives 

automatically in ~he form of books and pamphlets. There are six basic 

scales of issue ranging from one copy to each lieutenant colonel's command, 

-30-

~. -_. .-~- --.,..- ~ .---- - -- - ~ -



or self accounting unit, to one copy for every person down to the rank 

of corporal. Provided that the use of these publications is properly 

controlled, then the number of copies is usually more than adequate. 

Problems can arise however, for example, \~hen a unit is temporarily 

detached or if people are studying for promotion examinations. 

There are some 8,000 publications listed in Parts I - IV of the 

Catalogue of Army Publications (~jthe distribution agencies estimate 

that the rrumber is increasing at a rate of more than 10:":per year. They 

contain information of a permanent nature on such subjects as pure 
I 

admiriistration (approximately 500 items), general staff training, makers' 

handbooks and Joint Arrrry/RfIF publications which, for the purpose of this 
! I 

work, will also be included under the general term administration. Highly 
'/ 

specialised, professional documents and publications with a security 

grading above RESTRICTED are not included. The size of the items ranges 
f 

from large books to single page parts lists. The average word content 

is probably about 50,000. A diagram showing the 1972 distribution qystem 

is given in Appendix 6. 

Some of the items listed in the /lrmy Catalogue are issued, 'By 

Command of the Defence Council' and bear the facsimile signature of the 
( 

Permanent Under-Secreta:::-y, while others may only show the reference of the 

directorate responsible for originating the publication. The reasons 

for the discrimination and its effect on the average recipient cannot 

readily be ascertained. 

The responsibility for publishing these books and pamphlets is vested 

in a munber of branches within the MOD. At present the work is largely 

~nco-ordinated and the' difficulties arising from this situation will be 

discussed in detail later. 

Amendments are pronmlgated in the same manner as the original 

pUblication. In the Army, units are responsible for incorporating all 
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amendments. Some publications are re-issued every tl<O years, others 

have a small number of major amendments and some are altered frequently. 

The current issue of Queen's Regulations (1) 'Ihich was published in 1961, 

is an example of the last type mentioned; the 86th amendment was issued in 

: If!' , January 1973. . ' 
• 
t 
,,~ 

In their review, the DWS(A) study team asked 142 units, how maqy of 

the pUblications listed in Parts I - IV of the Army Catalogue they held, . 
• • \ 

" 
and how ma~ were kept amended. The replies are summarised in Annexure .. . 

. '" ~ ',.(' , ,~" 13 of the report (21) which is repeated below as Table 4 • 

Table 4: A summary of the numbers of items listed in Parts I - IV ',r (~, ,",} , '\ J 
(I of the Catalogue of Army Publications held by 142 units and the 

\ '.! .' ~ numbers kept amended. 
\'tI~1 ;. 

o . ~; 

., 
\ 1! 

\ '. ! 11 J 
"" • 
,t· r 

J I, 
o ' 

t, 

TYPE OF AVERAGE No. HIGHEST LOWEST % KEPT 
UNIT HELD PER UNIT No. HELD No. HELD AMENDED 

Armoured 590 1,511 108 82 , 

Artillery 793 1,754 127 61 . 

Engineers 1,232 2,863 157 55 

Signals 576 2,362 169 89 

Infantry 1,253 7,753 78 53 

Transport 410 1,049 162 77 

others 191 437· 76 81 

All Units 838 7,753 76 61 

Some of the higher figures of pUblications held, appear doubtfUl; 

one infantry battalion has claimed to have a copy of almost every 

pUblication. It is suggested that certain units may have mis-interpreted 

the question and counted all the copies of publications, not just the 

number of different titles. Clearly however, there is a wide difference 

in the number of items held by similar units and the figures for the 

percentages kept amended are, in general, inversely proportional to the 

holdings. 

There is no record of a~ attempt being made to calculate how maqy 

publications a unit should hold. 
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The unit s were also asked the quest ion, "How ma.!1J' different serVlCe 

publications are received which are not required?". The replies, which 

are also given in Annexure 13 of the report, are shown in a slightly 

revised form. in Table 5. 

Table 5: The number of service publications received by 142 units 

but not required 

REPLY No. of UNITS % OF UNITS 

N~l 53 38 

Few 8 5 

Quantity from 2 to 320 56 40 

Between 10 and 90% 10 7 

Don't know / unaccountable 15 10 

It would be of interest to know the unit's criteria for deciding that 

an item was not requi"red. It appears that ma.!1J' publications are sent 

out by the MOD because it i.s thought that units might need them. 

Table 5 shows that over half of the units consider that too ma.!1J' 

publications are received and when these figures are comPared with the 

data shown in Table 4, it would seem that some units are acting without 

authority and disposing of items they consider to be superfluous. At 

the other extreme, there are the ~nits who retain everything in case it 

is needed. This results in the bulk problem descr~bed in Sections 3.7 

and 3.8, which decreases retrieval efficiency. 

It would seem highly desirable to regularise the situation by, 

wherever possible, quoting destruction dates when documents are published 

and educating units on the criteria for disposing of other material. 

5.2 Publications which are not catalOgued 

It has been estimated (~, Annex 13)that the average unit will 

hold over 500 different, semi-permanent, books and pamphlets which are 
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Table 6: The more important types of orders and instructions 

SERIAL TITLE 

1 Defence Council 
Instructions 
(General) 
Parts I-V 

2 Part VI 

SUBJECT 

Matters concerning 
all three armed 
services 

Matters affecting 
civilians employed 
by all three armed 
services. 

3 Defence Council Administrative and 

4 

5 

6 

7 

8 

9 

10 

11 

12 

13 

14 

Instructions 
(Army) 
Part I 

Part II , , 
Part III I 

Part IV 

Part V 

Part VI 

Part VII 

, I 
I I , I 

Part VIII 

Army Orders 

Command or Army 
Headquarters 
Orders 

a. District 
b. Divisional 
c. Brigade 
d. Garrison 

Unit Orders 

general 

Service Personnel 

Operational and 
Training 

Equipment, Stores 
and Servicing 

Books, Correspondence, 
Stores and stationery 

Civilian Personnel 

Confidential 
subjects 

Miscellaneous 
Series 

Royal Warrants on 
policy matters. 
Honours and awards 

As for Serials 
3 to 7 above 

As for serials 
3 to 7 above 

Anything 

1-

RliNARKS 

See ten 

Available to general 
public. Published 
monthly. 

A general's own orders 
on matters affecting 
his area of operations. 

Command and control 
orders which amplif,y 
or modif,y foregoing 
serials to suit local 
conditions. 

The means by which a 
Lt. CoL controls his 
unit. 



in addition to those sho\ffi in the Catalogue of Army Publications (23). 

These are items produced by military sponsors who consider that there is 

a need to communicate information without using formal MOD cataloguing 

procedures. The usual -eason for doing this is to send items out 

quickly. The danger is that the sponsors of such material are more 

like~ to either duplicate or contradict what has already been produced 

or is in the course of publication. 

About half of the publications \;hich are not catalogued will be the 

operational documents and special technical manuals which do not directly 

concern this treatise, but many of the remainder will be on the general 

adml.nistrative subjects dealt with by catalogued books. One typical 

example is 'The Mill.tary Secretary's guide to the preparation and 

processing of officers' confidential reports'; another, the School of 

Infantry pamphlet titled 'The airport able battall.on' which gives.a 

detailed description of the allocation of manpo\;er and equipment in that 

type of unit. 

5.3 Orders and instructions 

The maJority of orders and instructions provide the day to day 

medium for the command and control of the Army, They modify and supplement 

the publications just described. In general, ol1ly those originated by 

the MOD, HQ UK!..'" and HQ BAOR, ar3 periodically indexed. . . A list of the 

more important types is shown in Table 6 opposite and examples of typical 

extracts are given in Appendices 7, 8 and 9. 

Defence Council Instructions, (DCIs), (General) and (Army), are 

distributed by the MOD each week, down to sub-unit level, in a manner 

similar to MOD sponsored pUblications. Details of the tri-service 

distribution system are given in Appendix 10. Ml.litary headquarters 

orders are issued at a frequency which increases to dal.ly at the lower 

levels. 
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At the hme of preparing this work, DC Is were being automatically 

cancelled after a period of three years, it being the intention that 

items of a more permanent nature would be incorporated in the publications 

listed in the Catalogue of Army Publications. As will be seen from 

Appendices 8 and 9, the types of items pUblished in military 

headquarters' orders generally have a very short life and only a few 

are extant after three months. 

The DHS (A) Review, Annexure 1, shows the results of asking units, 

"How many superior HQ.s send you administrative orders or instructions?" 

The answers are summarised in Table 7, below. 

Table 7: The number of superior HQ.s per unit 

NUMJlER OF NUNIBER NUMJlER OF NUMJlER 
SUPERIOR HQ.s OF UNITS SUPERIOR HQ.s OF UNITS 

1 . 2 6 29 

2 5 7 17 

3 18 8 4 

4 29 9 5 

5 33 11 1 

Undoubtedly there is a degree of ovel'lapping of orders caused by 

lower formations repeating extracts from those they ha.ve received, both 

versions then being sent to the unit. Interv1ews conducted by the 

author have shown that straightforward duplication only causes mild 

irritat.ion in units, but attempts to repeat orders by rewording does 

cause a significant waste of time "hen the receipient compares both 

versions to see if there is any difference in detail. 

The total amount of information produced increases every year, 

though this does not necessarily reflect in the number of entries or 

serials of var10us orders and instructions. Examples of numbers 
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of issues during the period 1969-1971 are given in Table 8 below: 

Table 8: The numbers of certain orders and instructions 

issued during the period 1969-1971. 

ORDER/INSTRUCTION NUMIlER OF 
ENTRIES/SERIALS 

DCI (General) 1969 Parts 1 -V 229 ; 

1970 tI " 235 
) 

1971 " 1t 295 
DCI (Army) , 1969 Parts 1 -V 368 

! 1970 " " 328 
1971 " " 351 

: I 
Army Orders 1969 85 
, I 
, I 1970 75 

1971 71 
Southern 1969 781 
Command Orders 1970 750 

1971 732 
-

In add1tion to the orders and instructimsreceived from superior 

headquarters, units will also be sent spec1al information such as pay 

and record office instructions. 

5.4 Letters and Signals 

The average infantry battalion receives about 50 letters and 

signals each day. Of these poss1bily five will be about matters of policy 

and may affect orders or pUblications. The remainder will be of a less 

important or specialist nature. 

There is no standard filing system in the Army, it being generally 

considered that umts should design their own to suit particular needs. 

The average infantry battalion has over 650 current files in which to store 
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its correspondence. 

after three months. 

Only a few of the items they contain will be extant 

5.5 The cost and value of publications 

There is very lLttle information available on the cost of 

producing and distributing milLtary publLcations, orders or instructions. 

Queen's Regul~tions retaLls to the pubhc at about -h> a sheet, which 

corresponds to approxLmately £.2.25 per pound weight. Appendix 6 

shows that the input to the liandsworth bulk distribution centre is 490 

tons per year. This comprises the publications listed in the Army 

Catalogue and MOD sponsored orders and instructions. If these Ltems were 

also commercially priced at -h> a sheet, then the annual retail price would 

be about £.2.5M (2.25 x 490 x 2240 = 2.51~). This sum is, of course, only 

an attempt to show the "possible order of magnitude of the overall costs. 

It is not possible to give any idea of the monetary value of the 

administrative Lnformation held by the MOD, distribution pOints, 

headquarters and units. 
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figur.e' 7: Simolitied version ot the "'Yet .. t",!" distributing '!'Beorded RdmiD!etrati'l'e 
information tn he~dgu~rtera, unite. and establishments. as at October 197? 
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6. ADMINISTRATIVE INFORMATION REQUIRED FROM UNITS 

Information ~s required from units so that action can be taken 

to deal with short term changes in manpower, materiel and finance, and 

to obtain details WhlCh will assist with making long term policy. The 

same event is frequently a factor ln both short and long term planning. 

If a soldler decldes to re-engage or resign, lt can have 'an lmmedlate 

effect on his p~j knowledge of his action would also be of use to 

those; in Whitehall who change conditlons of service ln order to obtain 

optimum eff~ciency frcm manpower resources. Details of fuel and 

amm~riition expenditure can be used as an indlcation that stocks need 
, I , 

repl~nlshing as well as providing evidence to support defence expenditure 

estimates for future years. The problem is to obtain all the information 

reqlured from units 'Iith the minimum of effort on thelr part: units are 

an essential source of statlstical data but this is only one of theu 

minor functions. It is also of great importance that the person requesting 

the informatlon should know precisely what he needs and that he makes 

it clear to the unit. Written information is received from units in 

the form of: 

(a) Returns. 

(b) Part 11/111 orders. 

(c) Letters and forms. 

A pull-out, Figure 8 on page44 summarises the flow of 

information from units. 
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6.1 Returns 

mlS (A) defines a return as, "A statement in a pre-arranged form 

that is rendered at prescribed intervals in special circumstances, or 

on demand". This exclt" ,es certa1n types of f1nancial statements, 

Part 11/111 Orders and forms submitted by units when indenting for 

materiel requirements, etc. 

Annexure 11 of the 'Review of unit administration' (gj) shows 

that in 1969 the average unit was submitting about 100 standard returns 

(of 30 different types) each year, their frequency rang1ng from monthly 

to annually. In additio~, they were each forwarding 45 once only returns 

each year. The sponsor or senior recipient for standard returns is 

usually the MOD; once only returns tend to be requested by lower 

formation HQs. 

In an attempt to prevent 8-vry effort being wasted on returns, the 

Director of Army Staff Duties requested DWS(A) to conduct a speoial study 

on the subject. The report was published in December 1912 (~). 

It recommended that: 

(a) An MOD staff branch should be formed with sufficient pot/ers 

to control the philosophy for the submission of returns. 

(b) Informahon should be obtained from those establislnnents whose 
, 

function it.is to hold it. (Examplos of these are the MOD 

statistioal branches and the Royal Army Pay Corps computer 

,centre at Worthy Down). Only as a last resort should units 

be requested to provide the information. 

(c) The system should be such that units do not have to submit the 

same information more than once. 

On the subject of using computers to reduce the overload, the 

report (~)said on page 3: 

'The most suitable sources for returns on personnel and equipment 
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seemed to be the MOD computer systems. lfulw returns duplicated 

information currently held in computers. However there are two 

problems: 

a. At the present time the computers are programmed to 

produce information by corps(~e. by type of employment) rather 

than ind1v1dual Un1ts. 

b. The general unwillingness to accept accurate 'cold' 

statistics from a machine rather than questionable 'hot' 

statistics from a unit. 

The need for a computer to produce returns by Un1ts is now 

apprec1ated and steps are being taken to put this 1nto effect 

through the med1um of an ADP location code. A meeting at MOD 

F9(A) held on the 9th September 1971, chaired by the Chief 

Paymaster ADP, agreed that ADP Worthy Down would assist in any 

way possible to produce manpower returns for units, but stressed 

that this could not be expected to be 1n operation before 

1974/75 • 

Assistance with other returns on materiel and finance is. being 

considered by the MOD. 

6.2 Unit Part H!UI Orders 

These are similar to returns in that they are submitted in a 

pre-arranged form in special circumstances. The,y are published whenever 

there is any change which affects a person's pay, condit10ns of service or 

personal documents. Part II Orders are issucd for officers and soldiers 

of the same arm or regiment as the Un1t concerned. Part III Orders are 
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used for personnel from other arms and regiments, for example, REME 

tradesmen serving in an infantry battalion. Appendix 11 shows a typical 

Part II Order. Copies of these orders are sent to, amongst other places, 

the pay and record centres where, after scruti!:\y, much of the information 

is sent on to the Worthy Down computor system for storage. On average 

there are 10 Part 11/111 Order entries published for each person in the Arrnw 

every year. 

Letters and forms 

The average unit in the field force despatches 40 letters each 

working day. These will include a small number on policy matters 

written by or on behalf of the commanding officer, either at the request 

of h1s superiors or because he wishes to draw attention to some particular 

point. These are the items which will most probably have to be 

retrieved at some later date. Provided that some of the people involved 

at the preparation stage are still serving in the same posts, then 

retrieval does not usually present a difficult problem. Alternatively, 

it may be necessary to search appropriate files to discover if items exist. 

The bulk of the outgoing letters will be on relatively unimportant 

matters on such subjects as returning stores or messing and transport 

arrangements etc. Few of these items are ever referred to again; if 

retrieval is required it can be a laborious and sometimes unsuccessful 

task. 

Annexure 9 to the DWS(A) report ll1l states that there are over 

400 administrative forms listed in the 'Catalogue of Arrnw forms and books' 

1.g2l and to these must be added local proformae. Together they cover a 
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wide range of subjects from ammunition states to school childrens' 

visits. The Annexure does not state how many forms are completed by 

units but the annual consumption is approximately two forms for every 

soldier in the Army on each working day of the week. To this must be 

added all the local proformae. Even allowing for a very high wastage rate, 

it follows that the average unit will submit over 200 forms a,day. 

Many of the items which have to be completed on the forms are 

correlated, but this apparently wasted work is unavoidable because it 

is not cost effective for the Army to introduce an all embracing ADP 

system. As an example consider the Army Form 01771, which is issued 

to claim travel expenses. The following have to be inserted by the 

claimant: Army number, rank, name, regiment/corps, name of banker and 

bank account number. Given the person's Army number, the RAPC 

computer could produce the remainder of the information. Unfortunat ely 

the district officer who authorises the claim cannot be co-located with 

the computer, nor can he have on-line facilities at present. 

Conclusion 

• Units are involved in a considerable amount of tedious work 

communicating the information they have generated. The present 

manual systems frequently waste effort by duplicating the data transmitted. 

The work can be reduced by the use of automatio data processing and action 

will be taken to introduce the appropriate equipment when it becomes cost 

effective. 

There are no fundamental problems to be solved before being 

able to reduce the amount of work required of units when originating 
• 

information. 
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Figure 8: Simplified version of annual flow of information from a typical 
fleld force unit (Figures in brackets are text refcren~es). 
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7. INFORJ,IATION REQUffiED BY THE USER IN THE UNIT 

• 

As stated in Section 3, an information system should be output 

oriented, that is the design starts with a definition of users' needs. 

In fact, although \1e know much about the information which is sent to 

the user, lit,tle is known about the extent to which it l'leets his 

requirement s. In order to establish a controlled system, it is 

necessary to close the loop by providing adequate feedback between the 

output and the input. 

If a senior officer or a Junior soldier is unable to find the 

information that he wants, then the query will most probably be referred 

to somoone in the ranks of MaJor to Warrant Officer Class II (won) 

inclusive, or their c~vilian equivalent. It is these people who make 

most use of the wntten administrative information sent to units. If 

they cannot produce reasonably reliable information from within the unit, 

then assistance will probably be sought from external sources. The time 

delay and the cost of telephone calls, letters, ete. may be considerable, 

particularly if the request is passed along or outside the chain of 

command. 

It was concluded in Section 5.1 that the maJority of units think 

they are sent too many publications and probably dispose of some of 

those believed to be superfluous. This section considers information 

handling ~Iithin the unit, how often administrative publications are 

used, and to what extent the available information contains the 

knowledge required. 

7.1 Information handling with1n the unit 

If the unit 1S not dispersed geographically, then personal 
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Figure 9: The distribution of recorded administrative 
material into the offices of a typical 
field force unit 
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visits, office intercommunication equipment, and the ease with which 

recorded information can be passed round by hand, make communication 
I 

quick and reliable. If a person has any doubts about the 

interpretation of an ii 'm of unit 1nformation, then he can quickly 

query it w1th the originator. 

The superintendent clerk is the unit's administrative 

informat10n officer. These senior warrant officers have an average of 

about 20 years experience in the hand11ng of military paperwork and they 

know the most efficient methods of using clerical resources and office 

equipment. 

The flow of recorded administrative material into the offices 

of a typical field force unit is shown in F1gure 9. The letters 

and signals will be kept on the HQ or sub-umt files; the publications 
I 

being stored on office bookshelves. The clerical staff will be 

responsible for cross referencing, amending, general maintenance, 
I 

and 'simple retrieval tasks. 

The unit also holds its own internally generated material 

such as Part I Orders (an example of which is shown in Appendix 9), stores 

ledgers, accounts, equipment and personal record cards. As an 

example of the need for the last named item, and the action being 

taken to reduce unit work, there is frequently a requirement to discover 

who in, a unit possesses particular qualif1cat~.ons. At present -this 

means visually examining ~ach of approximately 500 qualification 

and record cards. These J arge documents become so badly worn that 

a third of them have to be re-written each year. Documentation teams 
, 

vis1t units to ensure that these and other records are correctly 

maintained. Ideas are being consldered which will make the retrieval 

of personal data much faster by· using edge notched cards that are 

produced periodically by the Worthy Do~m computer system. This 
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would reduce the units' clerical ~Iork and make the inspection tea'lls 

available for other duties. Such proposals m1ght seem obvious 

but they cannot be introduced at short notice for the cards have 

to be re-designed, superfluous information deleted, and new 

requirements added. F1nally there is the maJor task of producing 

the computer prograrr,s. This type of work should not be rushed; it 
I 

is essential to ensure that the user gets what he needs. Plans 

are well advanced for the 1nstallation of visual display units at 

pay and record offices. These will allow personnel information 

to be directly entered on to the Worthy Down files. Neither the MOD 

nor the author currently consider it cost effective to provide units 

with remote terminals: they move too frequently and are often geographically 

dispersed. The situation is different for the Royal Air Force, they 

operate from static s"1>ations and may be able to JustifY a proposal for 

operating on line to their computer systems. 

An assessment 11ill now be made of the extent to which persons 
• 

make use of the recorded information made available from external sources. 

7.2 Usage rates of information received from external sources 

In October 1970, the Management Services (Organisation) Division 

of the MOD produced a report (26) on a survey they did into the usage 

of all types of official publications, both technical and non-technical, 

in the Royal Navy. In each case, an officer, a senior rating, and a 

Junior rating were asked how frequently they used certain publications. 

Table 9 overleaf is an extract from paragraph 88 of the report. 
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Table 9. Frequency 

Royal Navy 

of usage of a selection of official books in the 
I 

Frequency of Use 

Daily 

Weekly 

Monthly 

Less than monthly 

Never, but like to 
keep it handy 

Never, not needed 

Number Used 
(EXpressed as a Percentage 

of the total) 

2.7'fo 
8.9'10 

11.6'fo , 
28.3'fo 

17.3'fo 
31.2'fo 

I It is suggested that, if such a survey were conducted into the usage 
, I , 

of administrative publications in the krrrry, then the results would 

be very similar. The table shows that the proportion of books used each 

month is low and a large number are rarely, if ever, opened. The 

maJority of decisions appear to be based on experience and common sense 

rather than the information contained in publications. This situation 

is not confined to the armed forces. ~fhen commenting on the results 

of a study done on decisions made in the petro-chem1cal industry, 

Denis Pym states (D), 'Only 910 of the events showed a maJor dependence 
, 

on written media. Subsequent enquiries in two other firms found that, 

although wr1tten mater1al may be used as background information, it does 

not figure prominently at the point of decision'. The reasons for not 

making more use of recorded 1nformation will be discussed in Section 8. 

7.3 Reference retrieval outside the unit 

As no records appeared to exist on the difficulties experienced 

by persons trying to obtain information, it was decided that a sample 

trial would be conducted on the subject as part of this .,ork. 

statistically sound surve!s 1n a large organisation like the 
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Army, where people are employed on a wide variety of t,:sks, are 

expensive and time consuming. Participation in surveys invariably 

involves those concerned with addit10nal work and it is therefore 

incumbent on the organisers to ask for the min1mum amount of 

information. It is usually impraotical to continuously supervise , 

the efforts of those t, dng part, but it is essential that the records 

show what actually happened and not what participants think should 

have occurred. Instructions have therefore to be preCl.se and yet not 

ted10usj they must encourage the disinterested and allay the fears of 

the susp1cious. In this instance, because of limited resources, 

it was only possible to ask a small number of people to assist,and 

personal visits to those stationed outside the United Kingdom could 

not be justified. However, all participants were contacted regularly 

by telephone to ensure that the tr1al instructions were properly 

understood and, as far as possible, observed. 

Twenty men 1n the ranks of Major to WarI and one c1vilian 

executive officer, were asked to help. As all Army personnel are 

involved with adm1nistrative problems of a general type, it was 

decided to include people in technical and specialist appointments. 

The obJect of this sample trial was to try and obtain some indication 

of the amount of effort which might be saved if a centralised retrieval 

system were made available which would tell an inquirer where and how 
. 

to get t~e information he wanted. Participants were asked to record 

details of certain types of req'lest that they made for information, outside 

their units, during the month of February 1973. Records were not required 

if the answer was found by making a single telephone call or if the 

request concerned highly specialised or purely local matters. 

Extracis from the trial instructions are given in Appendix 12. 

A summary of the 19 results obtained from the trial is given in 
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Appendix 13. The following points should be borne in mind when 

considering the possible implications~ 

(a) There are 25,000 men in the Army in the ranks Major to 

WOII 1nclusive. The number of other persons referring to 

m1litary administraLive publications is estimated to total 

at least 10,000. This figure is made up of civil servan~, 

retired officers, appropriate ranks of the Women's Royal Army 

Corps and the other two services. The sample of 19 people 11as 

therefore taken from a total of 35,000. 

(b) The trial 11as conducted at a relatively quiet time of the year. 

A number of participants made the point that they would usually 

expect to make more requests of the type specified. This 

would indicate that the figures shown in the results are 

possibly low. 

(c) As far as can be ascertained, those assisting had been employed 

in that post for some time or possessed appropriate experience of 

the 110rk involved. If the trial had included people recently 

appointed to the post without having had the benefit of similar 

employment in the past, then the effort expended seeking 

informat1on sources would have been much higher. 

The total time wh1ch it is estimated m1ght have been saved by 

providing the 19 participants with a reference retrieval system during 

the tr1a1 period of four weeks is 1225 minutes. The cost of this 

time for 35,000 people working a 48 week year of 35 hours per week, at an 

average of £2,500 per annum is over £650,00 a year, and this would 

appear to be a conservative estimate, bearing in mind the pilot nature 

of the trials. Hhilst 1t 1S agreed that these figures are based on an 

extremely small sample, the bias of the argument has been against placing 

too great a value on the estimated worth of the user's time. The sample 
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suggests that a reference retrieval system might save the average 
I 

administrative user about 15 minutes each week. It would not be practical 

to hold a statistically sound survey using the method adopted for the 

February 1973 trial, the number of persons required to supervise the 

work would be too large. The only satisfactory method ,~ould be to 

establish a \'1ell advertised information centre and record requests for 

assistance. 

Conclusions 

The trial suggests that some time could be saved Qy providing 
I 

a centralised information service and that the saving in the user's pay , 

alone could be of the order of at least £650,000 per annum. It has 
I 

bee~lexPl~ined for var10US reasons, that the trial only provided a 
I I 

smal'l amount of data and. it is suggested that even a full trial of 

that type - were it possible - could not be regarded as reliable in any 

I 
event. It is therefore concluded that the only means of obtaining a 

reasonably accurate measure of the user's problems is to establish 

a small information centre which would provide a retrieval service, 

and by studying requests for informatio~, obtain a reliable 1ndication 

of the user's problems. This centre,which is the forerunner of the 

one described in outline in Section 12.7 is the nucleus of a new syst em 

about to be proposed by the author. 

Although the facilities for handling information within the 

unit are adequate and steadily improving as a result of studies into 

the application of modern methods, it is concluded that official 

pUblications are not used frequently. The reason may be that the 

information is of a type that is rarely needed, or the potential 

user cannot retrieve and understand what has already been produoed. 
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8. PROBLl'NS OF THE EXISTInG SYSTTh! 

The fundamental problems concern the quantity and quality of the 
'. 

administrative information which is promulgated by the MOD and head-

quarters. Many of the ~ifficulties stem from the fact that there is 

no form of centralised control of the publication of important 

information. This point ~TaS stressed in the Management Services 

(Organisation) Division report on, 'Written instructions to the 

Fleet' (26) and ~Iill, no doubt, be reiterated when they produce their 

paper on 'Editorial arrangements for MOD sponsored non-technical 

publications' • 

8.1 Quantity of material to be read 

By uSl.ng the information contained in the earlier sections 

together with other facts obtained from those serving in the Army, 

it is possible to give a rough quantitative assessment of the time 

devoted to the reading of official paperwork. The details given in 

Appendix 14 sho\'l that the officer is only currently aware of about 4% 

of the contents of the catalogued books in his unit. This correlates 

with the figures given in Table 9 on the usage of books in the Royal 

N3.VY. Books are sometimes studied for promotion examinations, but 

apart from this, if they are used at all, it is only for reference 

purposes. It is·not practicable to comply with paragraph 656 of 

Queen's Regulations (~) I1hich states: 

.'Officers will acquaint themselves with regulations,orders 

and DeIs. Ignoranne of published orders \'lill not be accepted 

as an excu~e for their non-observance'. 

Rules are necessary for political and financial reasons but they 
.0 \ 

must be produced in a manner which makes it possible to assimilate and 

obey them. 
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The main factors lihich affect the quantity of unnecessary information 

are: 

(a) the delegation of decision making. 

(b) the duplicat ion of mat erial. 

(c) the lack of information on when to destroy old or inappropriate 

material. 

8.2 Decision making 

• 

The degree of freedom given to individuals to make decisions has 

a profound effect on the quantity of information which needs to be 

published. It is necessary to devote the correct amount of effort to 

the training of a person on hOIi to make sound decisions and the 

production of instructions lihich liill prevent him from making bad 

choices. Wrong decisions are costly and SO are the results of 

producing voluminous quantities of instructions in the vain attempt 

to provide the anslier to all possible problems. In the Army 

it is essential to accept the risk of someone making incorrect decisions. 

If a person has so many instructions available that he rarely needs to 

make a decision, then he will gradually lose the ability to do so • 

In peacetime the Army is training for war. In wartime, it is not 

possible to find the answers to operational problems in a book: people 

have to make decisions using whatever fac~s are available. 

The question of whether or not to delegate de~ision making 

powers is frequently dependent upon financial considerations. In 

wartime, a second lieutenant will often make decisions which, if wrong, 

could jeopardise the lives of the forty men in his platoon and perhaps 

lose a battle. In peacetime, however, seemingly petty decisions are 

referred to the most senior officers. The following example is an 

extract from paragraph 542 of 'Regulations for supplJ.'i transport and 

barrack services' (27): 

-53-



• 

'The following circumstances will be regarded as exceptionally 

justifYing the cleaning by contract at public expense ••• 

c. When the General Officer Commanding in Chief certifies that it 

is necessary and in the interests of recruiting that the 

outsides of display windows of Army Information Centres and the 

wood or metal surrounds thereto should be cleaned by civilian 

contract '. 

The lower down one's unit is in the hierarchical chain, the 

smaller are the monetary powers. A junior officer in a large formation 

headquarters may therefore be able to make a decision which a brigade 

commander could not. Financial control is essential but decision making 

should not be delayed by unnecessarily protracted procedures. There 

should be either more delegation of control or the financiers should be 

attached to the units in the field force. The well known firm of 

Marks and Spencer made considerable savings in their administrative 

costs by simplifying"the existing system. When the Ministry of 

Defence organised their equipment procurement executive, they sought 

the assistance of Mr. Rayner of Marks and Spencer • His recommendations 

were primarily concerned with the delegation of financial powers to 

equipment project managers. Headquarters South East District produced 

a report on. 'The delegation of authority below district headquarters 

level' (28). Paragraph 10 state~: 

'The key to successful delegation lies in increasing the 

trust, particularly that applicable to finance, which is placed 

on officers. They must be accepted as responsible people who 

equate to suitable counterparts in industry. The main reason why 

industry works with a relatively low staff establishment is the 

considerable financial powers given to subordinate executives. 

An efficient Army is cost effective'. 
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If someone does not have the authority to make a decision, then 

in general he should have direct access to at least the offices of the 

person who has the necessary powers. Passing the request through 

intermediate stages delays the process and wastes the time of those 

who should be employed 0, more useful work. 

8.3 Duplication 

As already stated in section 5.3, subordinate HQs often repeat 

orders given by their superiors, knowing that the unit will receive 

both document s. Higher formation headquarters' orders frequently 

cont ain the remark - 'To be repeat ed in unit orders'. It 1.S time 

wasting and irritating to those serving at the bottom of the 

hierarchical chain if then superiors try to ensure that as many 

people as possible are informed of the :item by repeating it in 

numerous forms. It is admittin~ that the system does not work and 

has the effect of reducing the total amount of useful information 

absorbed by the recipients. A more diffir-ult problem exists with MOD 

orders, publications and policy letters. It is frequently not known 

what has already been written on a particular subject. 

because: 

This is 

(a) the same subject can be included in a wide variety of 

publication~, regulations, instructions, etc., some of which 

are catalogued and some not, and poor cross referencing makes 

it difficult to discover all that are pertinent. 

(b) lack of common standards of indexing. 

(c) poor stand~d of presentation of some materials. 

During the February 1973 trial on information required by 

the user (Section 7.3) an experienced technical quartermaster ~lI'ote: 
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'I consider that there are too many sources of information. 

For example, instructions on equipment accounting can be 

found in many publications and letters. This is unnecessarily 

confUsing and time wasting. Equipment Regulations, Pemphlet 

No. 3, should be the repository of all knowledge on equipment 
L 

accounting. In fact, the pamphlet has not been emended for 
\ 

over t>lO years and consequently is well out of date'. 

One of the reasons why there are so many sources of information 

on one subJect is that the sponsor will decide on the cOIIlllIUnication 

method to be used according to the urgency of the message and the 

breadth of circulation he wishes to achieve. He will therefore 
I 

send a signal, write a letter or have a notice published in the weekly 

issue of DCls. He is invariably unable to wait for the two to six 

months that it currently takes to amend a publication. His message 
I 

will often contain the statement that 'The appropriate publications .. 
will be amended in due course' but frequently this does not happen. 

As the quartermaster went on to write: 

'Pamphlet 3 of Equipment Regulations is only one example. 

Vague prom1ses that certain regulations are being re-written 
, 

have been heard for years. Unfortunately, until regulations 

are brought up to date and kept there by amendments, 

information retrieval in the Army will be more Qifficult than 

it need be'. 

Occasionally there are examples of seemingly irrelevant items 

in publications. Queen's Regulations (,1) are the medium by ~lhich 
I 

Her MaJesty defines royal policy for the Army. It is surprising 

therefore to find in the index the head1ng 'Vehicles - armoured 

fighting, inspection of, after firing ball ammunition'. Such information 

should be confined to techn1cal publications. 
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Having somehow or other amassed the catalogued and uncatalogued 

publications, orders, instructions and all other material which it is 
I 

thought might be appropriate to a selected subject, the next problem 

is to use each index, J.f available, to verify that the item can be 

found. 

8.4 Indexes 

Indexing is the keystone to an information retriev ~l system, The 

Army does not have serious difficulties with semantics or syntax but there 
, 
I 

are problems withJ.n the armed forces as a whole. The main difficulty in 

the,Army is the lack of standardisation in indexing. As an example 
:' / 

consider the subject of officers' confidential reports. In Queen's 
! 

Regulations (1) these are indexed under 'OffJ.cers - reports, confidential, 

paragraphs 269, 318, Appendices XVII, XXI'. , In Defence Council 
, 

Instructions, one ~lould have to look under 'Documentation: Confidential 

report s - Officers'. Returning to the Queen's Regulations index, it will 

be seen that, under the heading 'Documents', which is the nearest synonym 

to documentation, there is no mention of officers' confidential reports. 

Incidently, soldiers' confidential reports are indexed in Queen's 

Regulations under the heading 'Confidential Reports '. 

When Management Services (Organisation) asked '3, selection of 

ship and shore establishments the question: 

"Should more resources be devoted to the improving of the 

indexing of the NavY's po.blications?". The votes were 

(26. para' 68) : 

Yes 6afo 

No 1afo 

Don't know 3afo 

They quote the follo,~ing example (£§., para 72) 
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'To find a book on hot water urns, one must enter Book of 

Reference 1941 under 'Galley Equipment' and Technical 

Publications 759 under 'Food Preparing Machinery'. The 

only DCI on the subject (DCI ~81/68) is indexed under 

'Fires and F:I.re F- ghting - Urns, hot water in ID1 Ships -

fire precautions - introduction of new cut out'. 

Orders and instructions issued below Army HQ level are rarely 
\ 

indexed.' The only means of retrieving information therefore is to 

search through everything they have published or ask someone who might 

know. 

Having found an appropr~ate item of information, the next point 

is to decide whether ~t ~s hkely to be up to date. This depends on 

the time it has taken to publish and if it has been kept amended. 

8.5 Publishing time 

Before an J~OD sponsored publication can be ready for use, it 

may have to be processed through as many as fourteen different stages. 

These range from obtaining approval to ,;rite, to distributing and 

cataloguing. A complete list is given in Appendix 15. The shortest 
I 

time to complete this process is two months and with the larger books it 

is likely to take two or even three years. A draft of the new edition 

of Queen's Regulations for the Army was cil'culated for oomment in 

March 1973, and it will not be issued to units until sometime in 1974 

at the earliest. During the interval bet,~een deciding that a np.w 
I 

publication is required ard distributing it, those concerned cannot be 

complying with the latest policy and, particularly where a large 

range of items is involved, there is a risk that some other 

author will produce another publication which will conflict with the 

first. 
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. 
The value of an item depreciates with tl.me until it becomes a 

worthless piece of information whl.ch should be removed from the s,ystem 

in order to avoid impairl.ng efficl.ency. Unless an item is kept amended, 

it probably becomes valueless within three years of being written. Most 

information depreciates more rapidly soon after being published but, 

even assuming a linear decay, there are appreciable advantages to be made 

if the time to promulgation can be reduced. 

8.6 Amendments 

Table 4 showed that the average unit claimed to keep 61% of its 

publications fUlly amended. A sample survey was taken during the 
y 

February 1973 trial and, as would be expected, it was the more commonly 

used publicatl.ons which were found to be fUlly amended. One cannot 

generalise on the value of amendments because they differ widely in 

size and content. A criticism of the contents is that they do not 

have a supporting sheet \;hich SUIlL'narises the effect of the alteration • . 
Proble'lls arise with the workload caused by having to insert amend-

ments at unit level. Books are issued complete wl.th amendments, it 

being the recl.pient's responsibility to insert them. An example given 

earll.er showed that by December 1972, there had been 86 amendments to 

Queen's Regulations. It l.S understood that, on mobilisation, the 

Terrl.torl.al and Army Volunteer Reserve would be issued with publications 

that would require amending. 

Even if it has been possible to provide a person with all the up 

to date, relevant l.nformatl.on required, problems can arise from the 

contents. These will be described under the following headings: 

(a) Obligation to obey 

(b) Readability and comprehension 
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8.7 Obligation to obey 

Military personnel regard an operational order as something which 

must be obeyed. Even in exceptional circumstances, failing to comply 

with a command is likely to have severe consequences. Such orders are 

concise and clear. They are usually given verbally to the individual 

so there is no problem of having to assimilate large quantities of 

written material. Off the battlefield and particularly in peacetime, 

he is expected, in theory, to comply with a quite different situation. 

As has been seen (Section 8.1), it is not practicable to read more than , 

a smail fraction of the orders, instructions, bulletins, and publications 

which one receives. It can only be concluded that very few will be 
: I 

obeyed in all circumstances. The sponsors of those which appear to be , 
I 

mandatory do not always realise that their messages take preference in 

the precious reading time available to the recipient; they are inevitably 
I 

read at the expense of something else. In their report on the delegation 

of authority, South East District HQ said (28, para 7): 

'The complexity and frustrations of current regulations must 

. 
be simplified. Whenever possible they must be written in terms 

of guida1'lce and advice rather than inflexible rules and should 

allow the recipient to interpret them to his own set of 

circumstances' • 

The direct order to take a particular action is still necessary on 

the battlefield, on its training ground - the barrack square, and when 

dealing with the insubord~nate; but its needless use in every day life 

causes it to lose effect. 

8.8 Readability and comprehension 

Leadership is the art of choosing the correct method of persuading 
\ 

a person to do what ~s required. The choice varies according to the 
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resources available, the number and character of the subordinates and the 

action to be taken. In 1973 an ex-sergeant major was guarding a large 

sum of money when he was attacked by a gang of armed men. The old soldier 

shouted and Sf/ore at the raiders so effectively that they ran off empty 

handed. Commanding officers readily adapt themselves to the rapid changes 

of modern day society a.r> t know just how to get the best out of their men. 

Although the soldier is a member of a highly organised fighting arm, he is 

an individualist and like other people nowadays he wants to have his ability 

acknowledged. In this respect, books, regulations and some instructions 

lag behind modern practice. In sub-parag.r-aph 7b, the DWS(A) Study report 

(21) states: 

'The firm (J~arks and Spencer) had excellent communications with 
, 

their staff so that boardroom decisions were disseminated quickly 

throughout the organisation. The Army is greatly in need of similar 
'. 

communications, as the present method of communicating this type of 

1nformation by DCls and MOD letters is much too cold and impersonal. 

No soldiel' in any unit would becoine motivated by reading the cold 

print of a DCI. It is essential that some form of dynamic publicity 

be created to stir the imagination and obtain the goodwill of units 

and the men in them t. 

Having said that people are susceptible to the manner in which 

information is presented. to them, it is necessary to follol., this by sa;)'ing 

that people of different intelligence quotients require the same item of 

kno\olledge to be sholID in differ~nt ways. Although the adjutant may have a 

Bachel"or of Arts degree, 75% of the newly Joined soldiers in his unit do 

not possess any educational certificate. The officers an.! administrative. 

staff of the unit have to tell the remainder what they think they should 

know or alternativelY they have to answer any questions. Good morale is 

essential to a soldier. The factors which can affect this include his 

conditions of service, future career prospects, and military current 
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affairs which show his contribution to the system. Most commanding 
I 

officers will try and ensure that their soldiers are fully informed 

of such matters but it is not always possible to do this verbally and, 

as has been said, the average soldier will not bother about trying to 

find out what he ought to know in the material at present available. 

Written information generated in the field force is often terse and 

sometimes ungrammat1cal, but the message is usually simple and hence can be 

understood by people of widely differing intellects. Much of that 

originated in Whitehall is too verbose for the needs of the field force: 

sentences contain too many words and structural ties. The follow1ng is 
i 

taken from, 'Local purchase regulations for the Army' (29) paragraph 171: 

'Termination of Local Running Contracts 

171. A running contract placed locally (ie. contracts under 

which demands may be placed on the contractor periodically or as 

required during the period of the contract) may, subJect to the 

approval of the Jlistrict Secretary where appropriate, be terminated 

locally under the terminating conditions, unless the need for 

termination is due to unsatisfactory execution of the contract 

(When the case must be ·'referred to the D1rector of Army Contracts)'. 

A message of this type may be necessary when the contract is being signed 

by the MOD representative and the civ11ian firm, but 1ts verb1age decreases 

the effic1ency of handling information in the field force. The length of 

the above quoted message could be cut by 7510. The saving in publication 

costs and the reader's t1me would far outweigh the extra effort required 

by the sponsor in producing a more concise,lucid instruction for wide scale 

distribution 1n the Army. 

Some publications, where attempts are made to describe in words 

a series of decisions, are particularly tedious to comprehend. An 

example well known to those serving in the Army COncerns disturbance 

allowance. It states how much money can be paid to a person on being 
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:." -', \ posted to a new unit. ' 
, '\ -, ' 

~'!_'" '1t ' •• ;; tthis publication makes 
"/"'1 • 
I'f' entitlement. J l f . -'Ji '8.1)' Conclusion' 

, (1':' ;. 
, ,« t : 

\., , . 

. 
The very large number of conditions contained in 

it very difficult for the soldier to predict his 

. . 

The fundamental problems of peacetime general administrative 

\ . 
information concern the quantity and quality of information at present ... ; :~ \ 

- !i I':' , being produced by the MOD and superior headquarters which, if allowed .. ~ ....... 
t r Il ' I ',4 i' to continue unchecked, will cause the system to become progressively less 

I ... "t r~ r, 
I ", ,.I~~ P', \efficient, and consequently have an adverse effect on our state of 

-( r" r t.. "i :readiness for war. '\".(,-, i./. r. 

Until these basic difficulties are surmounted, it 

!is not possible to describe the solution, which would probably n· ,\" 
, • \:" ,'~provide all three services with a comprehensive information system for 

,;1·· f! 

" ',' "(~' j all types of administrative information, including specialised technical "t, . 'I a,. t ~ • material. 
'. I.'" 

)" The first step in developing the ideal system is to provide the _ \(1: · 
, - 11' 'user with efficient facilities for recovering the information that exists 

, \' • t . .' 
,~ ~ , \', on a given subject, and if this does not satisfy his requirement, the means 

~(Ir' ,: ~ by which he may find the answer to his problem, The requests for 

~.t administrative information are for references, not management information: 

'.' ,.H r commanders make decisions on operational matters, but their powers are 
..' " , . 

~ , , , . \,~~requently restricted in administrative affairs. The initial requirement 

• • . '\. ~\ ,U~ . , . is therefore for a reference system, supplemented by referral facilit~es, 

~ \ 
• which will tell the inquirer details of the sources of different types of 

I 
" 

,-
, 

'... '\ t7 '. \ 

1'\ . ':' 
I 

., 

'information. The system is the responsibility of the principal policy 

• maker, the MOD. 

J ;:: "f ~ Action is required to provide imaginative, co-ordinated control, 
" ~ , _\I} • ' • r', " --I ':which will monitor the users' requirements and provide the information 

: -
", ... \\that he needs in an efficient manner. Eleme'nts of such a system do 

I! \' .' : i I. exist and some proposals have been made to improve them. These are 
, I·, I 

) , , 
.~ . 

\ 

, ~ described in the next section. 

• 
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9. THE EXISTInG SYSTl'lI FOR TIlE PRODUCTION AND DISTRIBUTION"OF GENERAL 

ADMINISTRATIVE MATERIAL 

The maJority of material promulgated outside the MOD is edited, 

published, and distribute~, by local arrangements. The Royal School of 

Artillery, for example, may produce a pamphlet on the equipment scales for 

regiments operating as part of the strategic reserve. Such a publication 

could be printed and duplicated locally, and then sent out on a distribution 

list decided by the school. Publications of this type are rarely included 

in any general catalogue. Policy letters, including those written in 

the MOD, arc promulgated in the same manner. 

of finding out what has been produced. 

There is no logical ~Iay 

The outline organisation for the production and distribution of 

MOD sponsored military instructions, orders, publications, etc., is 

shown in Appendix 16. These are the items whose existence is normally 

recorded in the Catalogue of Army Publications (~) or periodical indexes 

such as those issued for DCIs. Some of tile branches have tri-service 

responsibilities. Management Services (Organisation), Management 

Information (Army) and the Army Department RegulaticnsRevision Staff are 

concerned with the philosophy of publ~cations, C3 (AD) and the Director 

of Army Training do most of the military editoriE.l work. Material is 

prin+.ed and distributed under the control of Office Services. The 

Library (MOD and Army) stocks some of the military material mentioned 

above. These organisations are described in more detail belo~l, together 

with current proposals fbr reorganisation. 

9.1 Management Services (Organisation) Division 

This organisation is responsible for tri-service assignments in 

defence staff directorates. They have produced several reports on 

adm~nistrative matters, 'Written instructions to the Fleet' (26) is typioal. 
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9.2 Mana~ement Information (Army) 

Their task is the development of MOD (A) management information 

systems. They are currently preparing a management information directory 

which will give details of the functions of branches >lithin the Army 

Department of the MOD. There are corresponding branches for the Royal 

Navy and Royal Air Force. 

9.3 Army Department Regulations Revision Staff 

They report through the Director of Army Staff Duties to the 

Army Board. Initially they were concerned with the re-organisation of 

the Army command structure in the United Kingdom. As part of their 

current work, they are organising the re-writing of some of the larger 

publications, such as ~een's Regulations. 

9.4 C3(Army Department) 

• 

• 
C3 are responsible fer the majority of the Army's editorial work. 

Th~ also have some respons~bilities for the other two services. They 

edit DCIs, MOD Cffice Memoranda, Army Regulations, Army Lists, many 

of the items listed in the administrahve section of the Catalogue of 

Army Publications (23), and some technical material. 

9.5 Director of Army Training 

A small branch which edits general staff and military training 

publications. 

9.6 Office Services 

This is a large tri-service organisation whose main task is to 

arrange for the printing, duplicating and distributing of the forces 

publications, orders and instructions. Much of the printing is done by 
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Her MaJesty's Stationery Office. Office Services (Stationery and 

Reproduction) responsibilities include edLtorial tasks for the Royal 

NavY and the Royal Air Force and the control of the bulk distribution 

depot at I"/andsworth. 

9.7 Library (MOD and Army) 

, 
This particular library is located in .lhitehall. ;It contams a 

largevariety·afbooks on military subjects, ranging from scientific to 

hLstorical. One section provides a loan service for military sponsored 

publicahons including maI\Y of those hsted in the Army Catalogue (23). 

It dOes no~however,provide a means for retrieving information on selected 
I 

administrative subjects and no proper facilities exist for amending the 

mat erial held. 

9.8 Current Proposals 

The report on'v/ritten instructions to the Fleet' (26) concerned 

the main types of pUblications used by the Royal NavY and proposed a central 

organisation which would not only co-ordinate the policy and standards 

associated with how best to dissE'minate written instructions directed 

towards the Royal NavY, but would also control the various stages of their 

production and despatch. It also made proposals to secure the cataloguing 

of those publications in a w~ which would meet the NavY's retrieval 

requirement s. To date there is no information about these proposals being 

adopted. 

Management Services (Organisation) are understood to have recently 

completed a further report on the possibility of combining the ed1torial 

work for all three services on non-technical publications. 

Co~~ents on these two ideas are given in Section 10. 
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10. GENERAL DESCRIPTIon OF A DEFENCE ADMINISTRATIVE INFORMATION SYSTE!~ (ARMY) 

The user ~lOuld like to have an on line terminal to a system ~Ihich 

would tell him precisely what he needs to know. The minimum amount of 

user effort would be r,quired, communication being achieved by the use 

of natural language. However, as stated in Section 3.10, such a proposal 

would be prohibit~vely expensive at present. 

Improvements can be made no,", however, to save money and improve 

efficiency, the difficulty being to decide what can best be done. 

, 
10.1 Principles affect~ng proposals to improve the existing situation 

The existing arrangements have been built up over a period of 

many years, instructions, regulations, etc. being laid down layer upon 

layer. The people responsible for maintaining the system are already 

overl-loJ"kedj addit~onal staff l-lould be required to develop entirely 

nel-l methods aPd material. The user also would prefer a gradual change 

rather than a sudden attempt to adopt new and possibly inadequate, 

methods. Systems do not readily respond to rapid changes. 

It is necessary to recognise the oriention of defence 

organisat~ons. Office Services are designed to do a wide variety of 

work for a large section of the forcesj neither the personnel nor their 

expensi"le equipm"ent can be divided and allocated to work directly for 

any of the departments they serve. 

Unless there is a convincing case that a new arrangement would 

cost less and be more effective, the Inspector of Establishments w~ll 

rigorously oppose changes which include staff increases. Ideas which 

involve running systems in parallel during a change over and proposals 

which m~ght reduce efficiency elsel-lhere, are particularly vulnerable 

to being rejected. 
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Another important factor to be considered when proposing a new 

system is the need to minimise dictatorial changes. For example, 

there are considerable differences in the methods by which the three 

services operate and the terminoloe:Y they use. The Joint Services 

Glossary (1), produced by the Standard Language Authority of Management 

Services, is not a comprehensive list of definitions, difficulties will 
l 

inevitably arise when any attempt is made to index, store and retrieve 

material on a tri-service basis. Enforced changes cause resentment 

and a lack of the co-operation which loS essential to the efficient 

functioning of new systems. 

10.2 Comments on existing official proposals 

These were mentioned in Section 9.8. The report on 'Written 

Instructions to the Fleet t (26) made recommendations which would 

undoubt edly improve the exist ing arrangement s. However, the proposed 

system is very dependent upon the early re-writing of current material and 

the need to have direct control of newly equipped printing and distribution 

facilities. Such suggestions are contrary to the first three prinCiples 

mentioned in the previous sub-section. 

The suggestion that the editorial staffs of the three services 

should be combined, is considered to be premature for the reasons given 

in the last paragraph of sectJ.on 10.1; more work should first be done 
l 

on the production of a complete JOint services glossary. 

10.3 Outline of the author's proposals 

The object is to make proposals which will give the maximum 

benefit for the minimum investment and then convince those concerned 

that there are valuable, tangible savings to be made. 

As stated in the conclusion to Section 8, the fundamental 

difficulties which do not appear to be undergoing active study concern 
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the quantity and quality of informat:Lon flowing to the units from the 

MOD and superior headquarters. The tendency is to push the problems dovm 

the hierarchical chain and leave those at the bottom to resolve them. 

This is most inefficient in manpo..er, material, money and time. Until 

these basic difficulties are solved, then ~t is not possible to describe 

the ultimate system. The situation arises from the fact that there is 

no centralised direction for those producing and using administrative 

informat ion. It is ~ncumbent upon the MOD to control "';he information, 

which is required to implement their pol~cy. 

The principal recommendation of this study is for the formation 

of a central organisation which, although it cannot dictate what will 
i I 

be produced, will give f~rm guidance on the preparation of military 
I 

administrative material and assist with the retrieval of items already 

in existence or in the process of publication. 

As mentioned in Section 7.4, the first action would be to 

establish an experimental information centre to confirm the conclusions 

reached from the 1973 trial. The centre could operate in the Old 

War Office Building, Whitehall, using the I~OD Library military 

publicat~ons facilities described in Section 9.7. A professionally 

qualified librarian or information officer, working in collaboration with 

a retired off~cer experienced in administrative communication problems, 

would provide a suitable experimental nucleus service. The cbject 

would be to cbtain a more reliable measure of users' problems. This 

would be achieved by advertising the centre and trying to assist 

administrat~vc users with theu difficu.lties. A record of the requests 

rece~ved 1>ould provide the evidence required to substantiate the findings 

of the February 1973 trial. The next step would be to start developing 

the complete central system us~ng the following description as a guide; 
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the experimental information centre being expanded to fulfil the role 

shown in Section 12.7. The first stage in full development would be 

the Defence Administrative Information System (Army), (DAIS(A)). As 1tS 

name implies, DAIS(A) 1 ?aId only be designed for the needs of the military 

user but 1t would be capable of expansion to meet the requirements of the 

other two services and the handling of technical and highly specialised 

information. From the beginning it would provide an interface with all 

other sources uhich could be of assistance to those serving the Army. 

10.4 DAIS(A) terms of referen~e 

These would be as follows: 

(a) To control the mode of presentation of information (excluding 

that which is operational, specialist or highly technical). 

(b) To be the MOD policy maker on the physical form of presentation 

of administrative publications, books, instructions etc. 

(c) In conjunction l'Iith Management Information (Army) to collate, 

publish and maintain a glossary of military terms ;lhich can 

help build up an indexing vocabulary. 

(d) To advise on the preparation of administrative items generally. 

To edit contents lists, alphabetical indexes, cvde, store and 

retr1eve administrative policy mat8rial. 

(e) To maintain the Catalogue of Army Publicahons \(23) and to 

produce catalogues of other stored information. 

(f) To maintain an index of military and civiJian sources which may 

be of use to those serving the Army. 

(g) To arrange for the print1ng and distr1but1on of material as 

requcsted. 

(h) To cost the production of any material stored by DAIS (A). 
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(J) To assist with the training of personnel on information handling 

in the Arrr.y. 

(k) To provide facilities whereby persons can be given references to 

stored information and to r-ccord details of such requests. 

(1) If cost effective, to provide a reference library service with 

copy1ng facilities. 

10.5 Control of DAIS(A) 

As will be seen from Appendix 16, the proposed terms of reference 

for DAIS(A) cover tasks which are at present the responsibility of the 

Chief of the General Staff and two Deputy Under-Secretaries. In add1tion 

to his commitmcnts as shown in the Appendix, the Deputy Under-Secretary 

( Civilian Management) controls the edit onal branches for RN and RAF 

pUblications via the Head of Office Services (Stationery and 

Reproduction). In1tially it is not intended that DAIS(A) should 

have its own printi~ and binding facilities, these being controlled 

by the Head of Office Services (Printing and Binding). It seems 

appropriat e therefore that DAIS(A) should be ,the responsibili~y of the 

Head of Office Services (Stationery and Reproduction). This would mean 

transferring the ed1tor1al duties of ATI and ADRRS from the control of 

the Chief of the General Staff, and C3(A) from the Deputy Under-Secretary 

(Personnel and Logistics). 

10.6 Information to be handled 

Table 10, overleaf, shows the number of administrative and 

associated items ;:hich are estimated to be currently extant and for which 

DAIS(A) would provide reference information. The estimates of annual 

changes arc based on the fact that orders, instructions and letters tend 

to be superseded or automatically cancelled at the end of three years. 

The same remark applies to much of the work produced outside the lUnistry 
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of Defence. Publications listed in the Catalogue of Ar~ Publications 

(23), however, usually have a longer life. Re-organisatiomwithin the 

MOD cause fa~rly frequent changes in the roles and locations of mihtary 

sponsors. 

The figures in Table 10 do not take into account changes in the 

total number of items each year. These will fluctuate if proposals for 

changing the contents are applied (Section 11.2). DAIS(A) should, 
I j 

howeve5 have the effect of at least slowing down any further increase in 

the total quant~ty of the contents. 

Table 10: b A summary of the items for which DAIS(A) 

would provide reference information 
I 

: I 

Item 

MOD 

Instructions and Orders, 

MOD Policy 

letters, 

Publications 

listed in 

Ar~ 

Catalogue, 

Items 

produced by 

external military sources. 

Items in 

course of 

preparation and pUblication. 

References to 

information sources 

(includmg MOD Branches) 

Estimated 
number 

currently 
extant 

3,000 

1,000 

8,000 

8,000 

500 

5,000 
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replaced or 

substantially 
amended each 

year 

1,000 

500 

150 

2,000 

1,500 

1,500 



10.7 Outline organisat10n of DAIS(A) 

The out11ne organ1sat10n which, it is suggested, would meet the 

terms of reference for the material listed in Table 10 is shown in 

Figure 10 below. The functions of the various parts of the 

organisation are described in detail in the following sections. The 
, ' 

provision of manpower is discussed in Section 14. 

Figure 10: Proposed Defence Administrative Information qystem (Army)-

I 

Organ1sation and tasks 

Co-ordinator of Army AdID1nistrative Information 

I-- Military advisers 

I I 
Philosophy Section Preparation Promulgation Section 

I Section I 
Subject coverage. 

Range and cont ent 

_of publications. 

Communications med1a. 

D1stribution m~thods. 

User comments. 

Costs Wld benefits, 

Train1ng 

Editorial advice. 

Preparation of military 

glossrJy of terms and 

st~ndard aplhabetical index_ 

Arranging pr1nting 

and distribution. 

Insertion of 

amendment so 

Progress chasing, 

Final costing 

Edit1ng of contents lists and alphabetical indexes. 

Allocat10n of prior1ties for the processing of 

material being produced by DAIS(A). 

Approval for storage by DAIS(A). 

Maintenance of register of references to source of informationv 

Storage and retrieval of administrative mater1al ~ 

Production of catalogues. 
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11. PHILOSOPHY SECTION OF DAIS( A) 

MLlitary publications have been compiled over a long period of , , 
time, and some of those listed in the Catalogue of Army Publications 

M are more than 40 years old. . On account of the need to keep pace 

with rapid changes in the Army's role and organisatLon, the maJority 

have had to be amended and many re-wrLtten. As stated in Section 10.1, 

it is neither desirable nor indeed feasible to make sudden maJor changes 

to the elCis~ing arrangements, but the system should not be perpetuated 

without any form of centralised control of the philosophy. Recommend-

ations are required for the introduction of modern methods and a 

careful appreciation of the requirement will indicate what should be 

done and when. Such studies have to take full account of the costs 

and benefits. 

The philosophy section of the proposed DAIS(A) would be 
responsible for: 

(a) Examining the. information which is held by units, deciding on 

under and over subscribed topics, and hence making suggestions 

to sponsors. 

(b) Deciding on the range and contents of books and instructLons. 

(c) Philosophy for the destruction of material. 

(d) Examining methods of communLcating Lnformation ego paper, 

microform, magnetic tape, etc., and decidLng which is the most 

appropriate method for a particular type of Lnformation. 

(e) Studying requests made for Lnformation to the storage and 

retrieval cell and any other details which would give an 

indicab.on of the extent to which the system is satisfying 

the user. 

(f) Costs and benefits. 
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(g) Assisting traim.ng establl.shments and units wJ.th the education 

of personnel on information handling. 

11.1 Subject coverage 

Section 8 stated the need for a general reduction in the amount 

of information being pUblished, however, there are some areas in which 

information is lacking. For example, as mentioned in paragraph 2 

of Section 8.8, there is probably a need for every soldier to be given 

a small booklet which clearly summarises, with references, the conditions 
I 
I 

of service and prospects approprJ.ate to his trade, welfare facilities, 

and military concessions. It is agreed that the commanding officer 

i I 
sho~ld keep hJ.s men properly informed about such matters but this is not 

I 
alw~s practicable and the ill-informed soldier will make irrational ,. 
decisions. 

11.2 Range and contents of books and instructions 

The philosophy section would endeavour to reduce the amount of 

duplication by trying to place all closely related subJects in one book, 
. 

(or perhaps on one microfJ.lm) and as far as possible amend that item 

directly instead of using other means of notifYing changes. This 

proposal would be very difficult to put into practice because, as has 

already been stated, the existing system is firmly es"!;ablished. Sponsors 

would have to be persuaded that good cross referencing is much more 

preferable than duplication, and if changes have to be notified by letter, 

or signal, etc. then the book lIlust be amended as quickly as possible. 

This idea J.S not new; Management Services (OrganisatJ.on) proposed such a 

sche~e for the Royal NavY (26) consJ.sting of ten groups of books, half 

of whJ.ch contaJ.ned several parts. The outline framework is shown in 

Appendix 17. Again it must be stressed that, although it m~ be a good 

idea, its introduction would take a long time, but if, for example, Queen's 
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Regulations are to continue in their present form, then there would 

inevitably be considerable duplication between that i"ljem and the others 

which amplify Her l~ajestyls Regulations. 

11.3 Philosopgy for the destruction of material 

When an item is originated it is frequently possible to predict 

how long it should be ~ 3tained by those on the distribution list. Authors, 

however, are reluctant to quote a destruction date because they think 

that circumstances might change and increase the useful life of their 
I 

material. This policy results in many highly paid officers exercising 

Judgement on the need to keep items. If the sponsor would be more 

willing to accept the re~ponsibility of saying when his products can be 

destroyed, then clerks dould readily keep the stored information under 

control. In the event of an item acquiring a new lease of life then 

the sponsor could write to those on the distribution list cancelhng 

the pred1cted destruction date and subtituting a new one. The 

foregoing may be considered an over-simjl-ification of the facts but 
\ 

significant savings could be made if sponsors would pay more attention 

to the complete life cycle of the item they produce. 

11.4 Methods of communicating information 

The section would carefully consider the use of alternative 

methods for transmitting information. These include the Forces 

Broadcasting Services deployed outside the Un1ted Kingdom, tape 

recordings, and microforms. Taking the last, medium as an example, 

the main objection to the use of microforms is the cost of viewing machines 

and ~acilities for making full S1ze copies. Modern industry, however, 

is publishing such items as military vehicles parts lists in microform 

and it is therefore becoming necessary for units to acquire viewing and 
I 

copying equipment. Some of the larger less frequently used publications 

could be made available more cheaply in m1croform and viewed on the unit's 

technical equipment if requ1red. Some notes cn the use of microforms for 
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military administrative purposes are given in Appendix 18. The following 

quotation is taken from DCI S27/72: 

'The growing number of microcopying applications in industrial and 

commercial fields has inevitable repercussions for the Ministry of 

Defence and the Services'. 

The sect10n would also study the modes of presenting information in 

order to improve readabi11ty and comprehension. Decision trees and 

tables should be more widely used and an author should appreciate that the 

few extra minutes he spends making a publication more concise and eaS1er 

to understand will save much more of his readers' time. 

11.5 Users' comments 

The section would collect details from any source which would g1ve 

an inhcation of the degree to which the information was sahsfying the 

users. Feedback would be obtained internally from the requests for 

information rece1ved by the DAIS(A) storage and retrieval cell and the 

military advisers. Should fUrther trials be required these would be 
• 

arranged by the philosophy sect10n and the military advisers. 

11.6 Costs and benefits 

• The section would take fUll account of the financial factors 

involved in all aspects of producing information, including the 

faci11ties provided by DAIS(A). Particular attention would be paid 

to the benefits wh1ch might be achieved by automation. 

11.7 Education in information handling 

At appropriate stages 1n a person's career, for example bas1c 

training, clerks' courses and officers'staff courses, instruction 

should be given in information handling in the Army. The ph11osophy 

section would assist by providing advice to training establishments, 

giving lectures,and producing a publication on the facilities prov1ded 

by DAIS(A). The object would be to improve on the standards and methods 

used for preparing and handling administrat1ve 1nformation in the Army as 
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12. PREPARATION SECTION OF DAIS(A) 

This is the largest section of the proposed system. It would 

give advice on the preparation and handling of a:rry administrative 

material, regardless of whether or not it was intended for subsequent 

storage in DAIS(A). Its main function, however, would be to assist 

in the preparation and storage of admim.strative pohcy items which might 

be of future use. Sponsors would be encouraged to make use of the 
, 

editorial facilities and, if necessary, DAIS (A) would ~~ovide assistance 

with printing and publLshLng. A pull out , Figure 13 on page 85, 
r 

shows a flowchart for the processing of information by the sponsor and 
I 

the preparation section. 

! J The sections responsibilities would be as follows: 
1/ 

(a) Editorial advice, including obtaining special authorLty to 

pubhsh. 

(b) Production of a military glossary of terms and standard 

alphabetical index. 

(c) Editing of contents lists and alphabetLcal indexes of those 

items to be stored. 

(d) Deciding prioriti~s for the processing of material being 

produced under the control of DAIS(A). 

(e) Maintenance of a register of refe~ences to sources of information. 

(f) Approval for storage of material. 

(g) Storage and retrLeval of selected materLal. 

(h) Production of catalogues. 

12.1 Editorial advice 

The sponsor is the person who knows what information has to be 

transmitted. In general the editor would only have the authority to make 

recommendations about the contents of the material, but where approval for 
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pub11cation was requ1red to be given by some senior official, then 

dictator1al powers may be delegated to the editor. The editor would 

have the right to alter the contents lists and alphabet1cal indexes of 

mater1al stored by DAIS(A), see sechon 12.4. 

The editor would 'try to have the 1nformation presented in a 

manner which would be readily acceptable to the recipient: the busy 

executive dislikes verbiage, while the soldier is averse to the dull 

authoritat:1.ve message. It should be clear whether the item 1S 

mandatory or not, and whether 1t is for study or reference. The editor 

must endeavour to have the material communicated in the most efficient 
I 

manner; costs and publ1cation dates would affect his cho:1.ce. 

A maJor problem is to ensure that the sponsors make sensible use 

of the editorial facilities ava1lable. Ed1torial processing must not 

cause significant delays; certain items, such as policy letters, will 

f1rst be seen by DA!S(A) when they arrive for storage. Sponsors of 

large publications should keep DAIS(A) informed of the progress of 

processing so that others can be told about what is happening, thus 

avo1ding the risk of duplication or contrad1ction with material which 1S 

being produced concurrently. 

Policy letters, and other short lived items not registered in the . . , \ 
Catalogue of Army Publications (23), would normally be required to show 

. 
the date that they could be automatically cancelled unless renewed by the 

sponsor. 

Where possible DAIS(A) would give 11mited editorial advice on the 

more general types of technical publications. Initially, no assistance· 

could be g1ven w1th highly specia11sed material such as the Electr1cal 

and l~echanical Engineering Regulations for the repair of the 920B domputer. 
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Such work must be done by technical editors working on a limited subject 

area and it would not be necessary to incorporate such specialists into 

a general adminlstrative system. 

12.2 Ihlitary glossary of terms 

Clear deflnltions of terms are essential for the communication 

of information, lts storage, and subsequent retrieval. Unfortunately, it 

is not as yet practicable to obtain full agreement between the three 

services on -the definltlon of a complete range of terms. It is for this 

reason that, initially, DAIS would only be designed to meet the mllitary 

requirement. The existlng Joint Services Glossary (1) would, however, 

provide a very useful base for the construction of a much needed 

comprehensive milltary version. There would be liaison- with Management 

Services (Organisatlon) Dlvislon. 

12.3 Standard mllitary alphabetical index 

• 

The examples <rtioted in Section 8.4 illustrate the need for a 

standard military alphabetical index. This would be compiled by the 

preparation sectlon and used for all milltary publications, regulations, 

orders, instructions, etc. The index should be based on the system most 

commonly used in the Army today, namely the nouns are placed in order 

of importance as descriptors, followed by the adjectives in similar 

precedence. An example would be, forks-fish-wooden handled. Some 

cross references will be necessary but the problems are small compared 

with the construction of a general purpose index to be used by a large 

number of people having dlfferent experience and interests. 

12.4 Edlting of contents llsts and indexes 

The edltor would have theprerogative to alter the contents 

lists and alphabetical lndexes of any material which was to be stored 
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by DAIS(A). The reason for this is that he would have more knowledge 

of the user's approach to the indexing of material than would the 

sponsor. Ideally this editing w~ld be done before the item was 

pub11shed, but if necessary, DAIS(A) would produce a separate contents 

list and 1ndex as an addendum for internal storage and retrieval 

purposes. As mentioned at the end of Section 12.1, work on technical 

publications would be limited according to the experience of the 

edit orial st aff. 

I 
12.5 Regi~ter of sources of information 

i This would show the terms of reference, address and telephone 

11 
number, of all sources of information, both military and civilian, that 

I 
are of use to those serving the Army. It would include details of 

organisations such as the Defence Research Information Centre at 
I 

St Mary Cray and the Institution of Mechanical Engineers, as well as 

those of the military sponsors. Much of the information on MOD sources 

could be der1ved from the management information directory being produced 

by Management Information (Army), see Section 9.2. The storage and 

retr1eval of this information is described in Section 12.1. 

12.6 Approval for storage of material 

Items of the type included in the Catalogue of Army Publications 

and material concerning administrative policy would normally be stored 

by DAIS(A). It would not be possible to store information on every item 

that might be of future interest; information about relatively unimportant 

material could be obtained by referring to the appropriate authority 

listed in the register of sources of informat1on. The policy for 

storing material would be made by the Deputy Under-Secretary and 

detailed decisions would be resolved between the editorial staff 

and the sponsor concerned. 
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As already mentioned, a pre-requisite for storage liould be that 

items liould normally sholi a date on lihich they could be destroyed. This 

could subsequently be rev1sed by the sponsor or some appropriate 

authority. ) , 
,I,' 

12.7 Information storage and retrieval centre 

This important part of DAISCA) liould initially be created, in a 

simplified form, to confirm the conclusions of the February 1973 trial, 

see Sect10n 7.4. In its fully developed state, 1t liould store and 

lihen request ed, retrievEC' the mat erial approved by the editorial st aff. 

The estimated numbers of different types of items is given in Table 10. 

Of a total of 25,500, it is expected that 6,650 liould be replaced or 

substantially amended, each year. The part1cular problems are that, 

unlike many library systems, a knoliledge of the author's name i!'l of 

little assistance and some of the items contain information on 2,000 of 

a total estimated number of 12,000 subjec~s. 

The system specification liould be as follolis: 

Ca) Essential: 

(1) Reference retrieval of the 12,000 subJects contained in 

25, 500 it ems. 

(2) Access speed to references to be ::ompatible liith ansliering 

queries on the teleuhone. 

(3) Updating capability. 

(4) Minimum cost. 

(b) Desirable: 

(1) Document retrieval. 

(2) Small storage space. 

(3) Continuous service. 
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Figure 11: An &xa~ple of an it!. index eard(aome ~etai1. fictltioul) 1i_. 12 

, REFOQTS OFFICFRS CONl'IDE8TIAL (.~ Itn Card No 1028 

~ Sponsor 

QR pr 269.31e. AP IVII MS(CR) 
III 

lA See 180 

DCI(1)S57/72 

DCI S67/72 

DCI s63/72 

JAG 

MS(CR) 

MS(CR) 

MS(CR) 

MS Guid. to prop&ration MS(en) 
and processing or 
offIcers' confidential 
reports. 

MS Itr 2345/6 dtd 
25 F.b 73 

Draft Cl! 

Jo!ain contaot 

Ms(ca) 

lDRRS 

MS(CR) 

A&~ndtents to this card can affect 

De,cription 

item Code ~ 

11/13206/A(I)11 B32 

U/W70/A(X)11 839 

R/X/A(7075 )R 816 

R/X/A(e.75)R 819 

R/I/l(6.75)R 811 

R/X/S(I)R 136 

• 

e/x/S(2.75)1 NR 

Nl! R3.6e 

R2956 

Item cards - 2345. 5432 

Roferrol eards- 2956. 3.6e 

Tre entries in the ite3 and sponsor columns are selt explanatory. The 
lo!ati~~s are either DAIS(A) shelf letters and references or cponsor referrRl 
card numbers. N3 meRning not beld by D1IS(1). 

The item code is mad. up as follows: 

(a) The initial letter indlcates the current security clas8ificatieD'. 
'5' for SICRET. 'RI for PXSTRICTED etc. 

(b) The nUllber between the obliques is the catalogue number. An 'X' 
aeans that the ltem la not catalogued. 

(c) Tbe letter which folloY8 the catalogue Dumber would indicate the 
distribution scale for exa~ple 'A' could be one copy for each Lt 
Cola' coe2and and each independent aelf-accounting unit. 'S' 
.ould indicate special distributien. 

(d) Tbe flgures in brac~et8 show the month and year the item .ay be 
cancelled. An IX' 3eans that tha d~te is not knowD. 

(e) The last l.tter shows the sponsor's instructions about who .-y 
be given a copy of an extra.ct from the ma.teria.l. tu' lIeaDS that 
t~e general publio ~ay be glven copies whil. an 'F' oould mean 
that t~e sponsor must be consulted before ~ copy can be 
despatchd. 

(b) 

Examples of rer~rral ind&x cRrds (some details fictitious) 

Asdshnt Chief of G'!n~ra1 ~tarf' (Opf'ntio"ld R'!guir-!'f'Ientt)1:!.246g 

~CGS(O~). Introduction ot 8. new military equipment into seTTie. 
(excluding personal equip~eDt). Progressing during develop_eat 
and prod~ctloD. Allocation to units, Production financ •• 

MOD Main Building, Whitehall, 5714 2F8 
TeI: 01-930-8033 Enquiries oxt 123' or '321 

Institution of Electrical Engineers ~ 

lEE. 111 civil electrical engineering matters. INSPEC SDI 
service. Physics, Electrical and Electronic Engineerin&. 
Computers and Control. 

Savoy PlRc8 WC2B OEL 
Tol: 01-234-5678 



The number of items and the amendment rate are too large for a 

mechanical co-ordinate indexing system and too small to Just1f.Y computer 

assistance. The large subJect coyerage of some items precludes the 

use of conventional grouping of items or index cards. Hhen the 

centre is first formed, the optimum solution would be to use a subJect 

card index. The cards would show references to the sources of relevant 

information; typical cards are illustrated in Figures 1', and 12. The 

selected system is not ideal; it has the disadvantage of terminology-

problems, particularly that of selecting the logical class, and access 
I , 

sp-eeds are not good. However, the product10n of the standard military 

glbssary of terms and the alphabetical index (Sections 12.2 and 12.3), 
I 

sho.~ld alleviate these problems, and maximum use of handling aids such 
, 

as colour coding and roll out trsys should make the access time compatible 

w1th answer1ng queries on the telephone. The cards can be updated and 

the equipment and staff costs would be the minimum of any proposals: 

the selected system fulfils the essential requirements. 

The disadvantages of providing dpcument retrieval are the costs 

of additional floor spaoe and the labour for maintaining the material. 

The advantages are that it would provide the staff of DAIS(A), and any 

other person in the geographical area, with a valuable library service. 

Also, items have to be sent to DAIS(A) for approval prior to storing 

reference details and in the majority of cases it would be uneconomical 

to return them. On balance therefore, it is proposed that the documents 

should be stored and their locations be included on the index cards. 

Spare copies of some of the more frequently used items might be 

available for loan purposes but in general the arrangement would be 
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to makc a copy of the relevant piece of informatl.on. 

The high transience of the items ~/Ould make l.t uneconomical 

to convert written material to 
'I 

microform to reduce storage space and 

assist retrieval. ! 

Ideally it would be preferable to operate a continuous service; 

the system could then be used by orderly officers and others who work 

outsl.de normal UK hours. HO~lever, few administrative problems require 

an l.lILrnediate anm;er and the working hours of persons serving in Germany 

almost coincide with those l.n the United Kl.ngdom. An automatic 

telephone answerl.ng device would be justified. This ~Iould record 

requests made outside working hours and during peak periods when the 

staff were dealing with other queries. The backlog of work could then 

be dealt with when the opportunity arose. 

The remaining task for the storage and retrieval cell is the 

preparetion and mal.ntenance of catalogues. Two types are required, one 

similar to the existing 'Catalogues of Army Publications' (23) which 

would contain details of the more permanent items, and the other for short 

life material. They would show the Army Code numbers for the publications, 

distribution detal.ls and any specl.al remarks. Unll.ke the current 

• 
catalogues, they should also contain unclassl.fied or RESTRICTED l.nformation 

on highly classifl.ed documents. The cancellatl.on date for short life 

l.tems· should be shown in the catalogue, this would act as a reminder to 

the sponsors and others concerned that action is required if the material 

is to remain extant. 
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SPONSOR 
DECIDES ON 

PROI'OSED 
COtfl'EN'!'S 

IS 
THIS THE TYPE 

OF MATERIAL STORED 
BY DAIS(A)? 

(OOTE 1) 

y 

IS THIS 
URGEN'!' MATERIAL 
\lllICH WOULD BE 

SIGNIFICAtfl'LY DELAYED 
Br CONSULTING 

DAIS(A)? 

N 

ES DAIS(A) 
./ AGREE TO STORAGE 

~R~~UING? 
~E3) 

Y 

~ 

N 

N 

DOES SI'ONSOR 
REQUIRE ASSISTANCE 

FROM DAIS (A)? 

OBTAIN LOCAL 
>-_Y-i'" ASSISTANCE '--_-"'-I~ PUBLISIIING 

AS r AND DISTRIBU-

y 

N 

REQUIRED TION 

LOCAL ACTION TO 
PUBLISII AND DISTRIBUTE. 
DAIS(A) TO BE SEN'!' COPY 

WIT!! SPlX:IAL INSTRUCTIONS 
AS NlX:ESSARY 

DOES 

DAIS(A) STORE 
MATERIAL (NOTES 2&3) 

REFERENCE CARD 
PRODUCED. 

SI'ONSOR INFCRIIED 
OF CODE rot 

ITEM CATAlDGUED 

IS 
INFCRIIATION TO 
BE PUBLISHED Br 

DAIS(A)? 

DAIS(A) DAIS(A) NEED TO > __ ::.N-i~ PRODUCE f--t''''- RmORD DETAILS OF COtfl'EtfI'S 
CODE NO AND PLANNING 

DISTRIBUTE. 
COPY TO 
DAIS(A) 

Y 

COMPLETED DRAFT TO 
DAIS(A) FOR EDITING 

PRItfI'ING AND 
DISTRIBUTION 

TlNPORARY REFERENCE 
CARD MAItfI'AlNED 

IF RlIlUIRED 

PERMANENT REFERENCE 
CARD PRODUCED 

WHEN ITEM DISTRIBUTED 

STOP 

DATES 

Y 

SEND DEl'AlLS 
TO DAIS(A) 

DAIS(A) PRODUCE 
TlNPORARY REFERENCE 

CARD 

TDIl'ORARY CARD DESTROYED 
\/HEN PUBLICATION RlX:EIVED 

OR WORK SUS;>""">.1J 

STOP 

~: 1. Administrative policy fI')"I.t"rial pxcludin,Q" highly f'pec1alised. 

2. Types of information to be stored decided by PUS; details by DAIS(A). 

,. Material classified higher than RESTRICTED to be returned to sponsor or destroyed. 
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13. PRCl<lULGATION SECTION OF DAIS(A) 

This part of the system would be responsible for arranging the 
• 

printing, binding and distribuhon of items according to the priorities 

decided by the DAIS(A) ed1torial staff. These faci11ties are at present 

provided on a tri-service basis by Office Services and, as stated in 

Section 10.2, it would be uneconom~cal to alter this arrangement until 

the proposed information system also had respons1bilities for the RN , 
and RAF. It will therefore be necessary for the promulgation sect10n 

to co-operate fully with the existing branches of Office Services, , 
I 

monitor progress and,if necessary, consult the editorial staff and the 

sp~nsors about any delays. 
: ! 

I 

: I 
I The section would try and arrange for published amendments to be 

incorporated in material prior to issue, argu1ng that if this is done 

c~ntrally then it may be cost effective to use mechamcal handling 

devices; the alternative being to use expensive labour in the field 

force. 

The section would also co-operatOe fully \~ith the distribution 

services on anY suggestions for automat10n or other means of reducing 

the work load in Office Services. 

Items would be finally costed and the details given to the 

philosophy section. 

COSTS MID BENEFITS OF DAIS(A) 

Unless there is an obvious increase 1n the workload or proven 

costs bcnef1ts, then it is very difficult to obtain approval for 

additional expenditure on adm1nistration. The argument for ,ereat1ng 

DAIS(A) is based on the fact that, by co-ordinating the facilihes 

already in existence and applying a little more effort to the production 

of administrative material and 1tS retr1eval, there can be a large saving 

-86-



in the effort at present expended on information handl~ng throughout 

the Army. Furthermore, as the complexity of the Army continues to 

grow, axry improvement will produce greater nett benefits in the future. 

14.1 Est ablishment and cost of DAIS( A) 

Figure 14 below shows a total staff of 40, with access to three 

typists. The majority of these persons would come from the elements 

of existing organisations which would be incorporated 1n DAISCA). These 

are described in Section 9, the principal ones being: 

Ca) Mi11tary editorial staff from C2/3 branches. 

Cb) 
, 

Appropriate DAT editorial staff. 

Cc) ADRRS. 
: I 

I 

, 
, J 

Cd)' That part of the MOD and Army Library responsible for military 
! 

pUblications of the type controlled by DAISCA). 

F1gure 14: ilithne establishment of DAIS(A) 
! 

Co-ordinator of Army Administrative Information 

Personal 
Assistant 

t-_______ Military advisers 2 

Philosophy 
Sect10n 

1 + 2 

I 

-~- - - - - - -

Preparation 

Section 

Editor 

I 

Typing pool 

Promulgation 

Section 

1 + 3 

Editorial staff Information storage 
and retrieved cell 

1 + 20 1 + 6 

The new tasks, which would require additional staff are as 

follows: 

Ca) System co-ordination and analysis of user comments. 

-87-

3 



(b) Costing. 

(c) Central storage of additional administrative publications, policy 

material, and references to sources of information. 

(d) Retrieval facilities for stored items. 

It is estimated that it would require a maximum of an extra 15 people 

to perform these duties and that their salaries, assooiated benefits, 

equipment and accommodation, would cost less than £200,000 per year. 

! 
14.2 Benefits of DAIS(A) 

, 

D~IS(A) could: 

(a) reduce the time spent by users seeking information either inside or 

outside their units. 

(b) reduce the amount of unnecessary material being produced and hence 

cause savings in: 

(1) authors' time. 

(2) readers' time. 

(3) pUblication time and costs. 

(4) distribution costs. 

(5) st orage cost s. 

(c) ensure that those serving the Army are given all the information 

they need in the most efficient manner. 

It was suggested in Section 7.3 that an administrative storage and 
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retrieval cell, of the type described for DAIS(A), could save over 

£650,000 worth of administrative users' time each year by assisting 

those who could not find the information they"required, inside their 

own unit. This alone is three times the conservative estimate for 

having DAIS(A). Savings produced by making it easier to retrieve 

information in the unit would be additional. Of course, this does 

• not mean that the establishment of fighting units would be reduced 

but rather that the individuals concerned could devote more time to 

gainful employment. It is possible, however, that actual cuts could 

be made further up the chain of command and control. 

'l!he tangible financial savings caused by eliminating unnecessary 

material could be much largerthan those mentioned in the previous 

paragraph, but the lack of d~ta on present costs makes it difficult 

to estimate the amount. Similarly the absence of information on 

current expenditure means that it is not possible to compare 

different media properly. There is no doubt, however, that DAIS(A) 

wou\d save money by comparing the different methods of transmitting 

various types of information. 

The benefits· of improving the quality of information and keeping 

people be~ter informed cannot be assessed in monetary terms. 
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15. CONcmSIONS 

In war, the predominant factor is the need to defeat the enemy: 

financial problems have to be relegated. War involves the making of 

quick operational decisions based on mllitary intelligence information; 

it is not possible to produce the solution to the majorlty of problems in 

advance. Th~ commander requires timely lnformation about the enemy and 

the limitations of his own resources. 
) 

The system has to produce the 

information in the form required; the commander then exercises his 
I 

Judgement and decides on the action to be taken. This lS a complex 
, 

management information problem to be solved by the use of computer aids 
: I 

and advanced peripheral equipment, such as automated map displays. 

I 
In peace, finance becomes the predominant factor. The reasons 

, 
why the MOD is reluctant to let the Army copy industry and cut 

administrative costs by delegating financial and other administrative 

powers are outside the scope of this work. The results of this POllCY, 

however, greatly affect the deslgn of the information system required: 

regulations have to be produced in advance to show how one should react 

in a wide variety of circumstances. The problem with peacetime 

administrative information is therefore to recover what exists rather 

than to discovE.r the optimum Solutlon to a situation. This is the 

dlfference between the simple information system required by the Army 

for peacetime admlnistration and the complicated management 'tool' used 

on military operations. The approach to this work bas therefore been to 

propose the initial stage in the development of a possibly more efficlent 

system based on the fact that the MOD will continue to promulgate detailed 

rules and regulations. 
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In order to make viable proposals, it has been necessary to 

examine the type of adm1nistrative system which already exists, what 

changes are proposed, what appears to have been ignored, and what appears 

to be in confhct wit!" modern practice. The information provided by the 

Director of Work Studies (Army), Management Services (Organisation), and 

the author's studies shows that there are fundamental problems concerning 

the quality and quantity of material produced by the MOD and superior 

formation headquarters ro:d that these cause difficulty in retrieving what 

has already been published. It is concluded in Section 8 that these 
I 

problems stem from a lack of co-ordinated control in the MOD, which 

causes an unnecessary amount of work to be referred to those serving 

in the field force. By investing a small amount of extra effort in the 

MOD, increasingly larger savings could be made as one moves down the 

hierarchical chain of command and control. There is no existing 

system as such but rather a series of d1sjointed element s. If there is 

no co-ordination at the top of the organisahon, then it follows that 

there cannot be efficiency at the bottom. The following words by 

Herbert Spencer are appropr1ate: 

"When a man's knowledge is not in order, the more he 

has of it, the greater will be his confusion". 

The conclusions are therefore as follows: 

(1) It is cons1dered that a Defence Administrative Information 

System is required to gradually improve the present state 

of affairs. The majority of the staff could come from 

existing resources. The first action would be to 

establish the nucleus of the system, namely a small 

information centre, and test the theories put foruard as 
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• 

a result of the February 1973 trial which were discussed 

in Section 7. 

(2) No information is available on the cost of the existing 

services and,consequently, there are no factual standards 

against which one can compare different methods. However, 

the appraisal 2n Section14 does suggest that financial 

benefits could accrue with the'formation of DAIS(A) as well 

as improvements in dec2sion making. 

(3) Initially the lack of standard2sation in terminology would 

preclude the formation of a tri-service organisation and 

this in turn means that printing and distribution services 

could not be directly controlled from the beginning. In 

the futuN it may be possible to extend the system to meet 

the requirements of the RN and RAF, and also to include the 

handling of all highly specialised service material • 

However, the viability of an all embracing system and its 

design cannot be decided until DAI.S(A) has been tested. 

(4) A fully automated system may 1:e Justified either for tri

service administration or for a purely military system 

incorporating special2st technical literature but,at least 

until DAIS(A) has quant2fied the problem, it would appear 

to be uneconomical. 
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APPENDIX 1 

EXTRACTS FRCM REPORTS 0'- AN INFORMATION SYSTEM FOR THE CONSTRUCTION 

INDUSTRY AND Ca.!MENTS '_rlEREOlr 

A working party on data co-ordination was established by the 

National Consultative Council of the Ministry of Public Buildings and 

Works in late 1968. In 1969 it was given the tasks of making proposals 

for the improvement of information flow in the Construction Industry. 

The final report (2) was published in October 1971. The following 

are extract s from an int erim report (30). They are considered to be , 
typical of any large organisation which has not applied sufficient 

effort to its information services: 

(a) 

(b) 

Comment by the Director of a large firm. "I try to scan through 

these technical journals and to scan through the heaps and heaps 

of stuff that comes through the post. Some of this I keep, the 

majority goes in the waste paper basket. If we kept everything 

that came in it would take up all the available space in the 

filing cabinets and the bulk of it would never be used again". 

General comment on time. "The lack of opportunity to read 

information during the day and the reluctance to let it intrude 

on leisure time results in reading only ,,,hen necessary and not 

as a general rule. There is a feeling even in professional 

offices that you cannot afford to pay money for men just to 

sit around reading". 

(,,) . General com!nent on resistance to being informed. Because most 

of the men in the building industry are craft trained, there is a 

tendency to say, "I have just been trained and therefore do not 

'need to read the book". Alternatively, "I have been in the trade 

for SO long I must know all about it". A senior partner of a 

large firm of quantity surveyors said, "I think that books are 

dangerous things and you are better off without them". 

(d) Com.'llent on communications. "In the building industry there is a 

big communication problem with those working on the site. The 

employees on the site rarely go to see the firm's collection of 

literature and in fact are often quite unaware of its existence. 
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(a) 

There is a wide spread tendency to use experience to solve a 

problem and only look in the literature if a fault occurs". The 

owner of a roofing firm said .that, "The only way that you can get 

a man to do something different to what he has been used to, is 

to go and stand over him and show him how to do it". 

The follol·dng are extract s from the final report: 

'The construction industry has an information system now. It 

has conventions for classif,ying, arranging and transmitting. It 

has information stores and information flows between participants 

in the process. The system is uncertain in its quality and 

inefficient in the use it makes of resources. We consider that 

it can be improved by a process of guided evolution over a 

period of years to form an effective and co-ordinated system'. 

Costs and benefits of data co-ordination. 'Apart from the 

benefits that l,ould accrue, we had uppermost in our minds the 

likely costs of developing a co-ordinated system and the time 

it would take to implement'. 

The report estimated that, in very broad terms, the savings to 

the industry on new works only, 'could not be less than £30 

million a year'. A more detailed study carried out by consultants 

put the measurable annual potential benefits to the industry in the 

range of £150 million and the annual indirect benefit to the 

community at large at some £20 million. Against this, costs would 

be about £12 million in the first year, falling to £5 million a year 

after fifteen years. Full benefit would be unlikely to come in 

less than ten to fifteen years. 
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I 
General Staff (G) 

Functions: 

a. Operations generally 
b. Intelligence 
c. Staff duties 
d. Training . 
e. Security 
f. ArtJ.llery 
g. Army aVl.ation 

(20 officers + 30 men) 

DIVISIONAL HEADQUARTERS - ORGANISATION 

General ------Officer Commanding 

I 
Administrative Staff (A&Q) 

Functions: 

1 __ .J~ide de camp 

I 
Signals Regiment 

Function is to 

I 
Headquarters Local 

I 
Attached 

Defence and Services 

Comprises: 

a. Quart ering 
provide communications 
with lower and higher ~. 
formation headquarters • 

Defence platoon 
Intelligence 
platoon 

a. Royal Engineers 

b. Transport 
c. Discipline 
d. Supplies 
e. Recovery 

and repair 
f. Medical 
g. Pay • 
h. Education 
j. Religion 

(20 officers + 30 men) 

. Totals:a. 
b. 
c. 
d. 
e. 

c. Army Air Corps 
flight 

d. Tradesmen 

b. Transport 
platoon 

c. Provost unit 
d. Postal unit 

(30 officers + 515 men) (8 officers + 100 men)(25 officers + 
175 men) 

Officers 105 
Men 850 
Helicopters 10 
Vehicles 270 
Trailers 180 

~ 
~ 
H 
;x: 
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o 
? 

General Staff (G) 

Staff: 

a. Brigade maJor 
b. Staff captain operations 
c. Staff captain intelligence 

and secur~ ty 
d. Four liaison officers 

(1 officers + 10 men) 

BRIGADE HEADQUARTERS - ORGANISATION 

Brigadier 
(Commander) 

I 
Administrative Staff (A&Q) 

Staff: 

a. Deputy Assistant Adjutant 
and Quarter Master General 
(ma,jor) 

b. Staff captain administration 
c. Staff captain quartering 
d. Transport officer 
e. Ordnance off~cer 
f. Maintenance officer 
g. Five chaplains 

(attached to units) 

(11 officers + 10 men) 

Headquarters services 
and S~gnals Sauadron 

Functions: 

a. Local defence 
b. Local intelligence 
c. Army Air Corps facilities 
d. Communication with other 

formation headquarters and 
units 

e. Maintenance of brigade 
HQ equipment 

(12 officers + 210 men) 

Totals: a. Officers 32 
b. Men 210 
c. Helicopters 6 
d. Vehicles 85 
e. Trailers 50 

Provost Unit 

(1 officer + 40 men) 



Command Company 

Functions: 
a. Communications 
b. Reconnaissance 

I 
~ 

c. Headquarters defence 
o 
~ 

I 

d. Intelligence 
e. Medical services 

(7 officers + 100 men) 

INFANTRY BATTALION - ORGANISATION 

Lieutenant Colonel 
(Commanding Officer) 

Battalion Headquarters 
1----- (5 officers + 5 men) 

Support Company 

Comprises: 
a. Mortar platoon 
b. Assault pioneer 

platoon 
c. Anti-tank platoon 

(3 officers + 100 men) 

Totals: 

• Administrative Company 

Comprises: 
a. Quartermaster platoon 
b. Pay section 
c. Transport platoon 
d. Catering platoon 

(5 officers + 100 men) 

a. Officers 39 
b. Men 710 
c. Vehicles 60 
d. Trailers 50 

Rifle Company Rifle Company Rifle Comnary 

(6 officers + 
135 men) 

(6 officers + 
135 men) 

(6 officers + 
135 men) 

i'd 
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APPENDIX 5 

THE ACTIVITY ANALYSIS OF A PROFESSIONAL ENGINEER 

The following information is repr?duced from William F. William's book 

'Principles of automated information retrieval' (22, p 47) 

ACTIVITY 

11. Working alone problem solving 
I Reading 
I 

Inspection or observation 
Thinking 

:/ Reading blueprint s 
Calculating 

, I Operating equipment 

Sub-total 

2. One way transmittal of ideas et c. 
Writing 
Dictating 
Sketching 

Sub-total 

3. Exchange of information 
Telephoning 
Conference (1 or 2 others) 
Discussion (4 or more) 

Sub-total 

4. Business away from building 
Plant visits 

5. All other activities 
Walking 
Paper handling 
Personal 

Sub-total 
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PERCENTAGE 
0,1"1 TIME 

6.9 
0.4 
1 .1 
0.3 
5·2 
0.8 

14.7 

10.0 
1.1 
1.9· 

13.0 

5.3 
26.0 
9.7 

41.0 

21.6 

1.6 
3.0 
5.1 

9.7 

----~ 



T"T<' DT3TRIBUTJON OF J.lOD(ARMY) SPONSORED PUBLICATIONS (CCIAPRISES BOOl(S LISTED 
IN TEE _4_R~:Y CATALOGUE. MOD INSTRUCTIOffiAl.ll ORDEll'l) 

~ "" ,.. 
.<:I ~ 0 
.p -;1 ID 

~ 
,.. 

0 CD 
8 lo' :xl 

PRINTER 

(Eit} 3r mlSo or in-house) 

!!anaeed by I 

Area 

Tonmlge I in 
out 

Cu<;tomers 

WANDS~IORTH . 
(Publica t ions) 

Head of Office Services 
(Stationery and Reproduction) 

38,000 eo ft 

490 per annum 
460 per annum 

4,600 approx. , 
No. of different publications lanrr0xlr.~tp.ly B,OOO 

ARMY COW·IAND DEPOTS 

b!l '" MOD( ARl.rr) 
~ I=l 

0 m Branches .... ~ 
'j '" ,.. III ,.. .p & ..... 0 0 Po .... ..., ""l 0 >. ~ Miscellaneous Cf) P'\ :xl 0 

Army customers 

~{Y HEADQUARTERS/ESTABLISHMENTS/UNITS 



APPENDIX 7 

TYPICAL EXAMPLE OF DEFENCE COUNCIL INSTRUCTION (ARMY) 
CONTENTS SHEEl' 

DCI (Army) No. 

246 

247 

248 

249 

250 

251 

252 

253 

Page No. 

PART I - ADMINISTRATIVE AND GENERAL 

Classification and roles of RAOC units ••••••••••••• 4 

PART II - SERVICE PERSONNEL 

Documentation - Next of kin ••••••••••••••••••••••• 4 

Family Income Supplements ••••••••••••••••••••••••• 4 

Elections - 1974. Register of Electors -
Registration of service voters •••••••••••••••••••• 5 

PART III - OPERATIONAL AND TRAINING 

Royal Ins-'.itute of International affairs-
Short course. • ••••••••••••••••••••••••••••••••••• 11 

Army Aircraft Tactical Development Unit - Tasks ... 17 

EQUIPMENT STORES AND SERVICING 

Documentation - Driver Training. 
Record Card - AF A 7643 (Revised) •••••••••••••••••• 19 

PART V - BOOKS, CORRESPONDENCE, FORMS AND 
STATIONERY 

Publications issued, amended and cancelled •••••••• 19 
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146. 

147. 
! I , I 

I , , 
/ 

APPENDIX 8 

TYPICAL SERIALS FROM A DISTRICT ORDER 

(details fictitious) 

ADMINISTRATIVE STAFF 

DRESS - SHIRT SLEEVE ORDER 

Reference: 'A' District Routine Order 97/73 

I. Reference 'A' is cancelled wef 20 Sep 73 

ROAD SAFETY PRECAUTIONS 

Reference: 'A' Army Department Road Transport Regulations 

(Army Catalogue of Publications Code No. 66775) 

I. Fi ve serious accidents have occurred in the last 

six months involving military drivers on the Continent 

of Europe. 

2. Chapter 6 paragraph 399 of Reference 'A' clearly 

defines the precautions which are to be taken when 

Army vehicles are being used at night on roads in Belgium, 

Holland and west Germany. 

154. LOST PROPERTY - DEl'ECTOR MINE No. 5 

I. A Detector Mine No. 5 was recently found near the 

railway station at Shrivenwick. Grid Reference NW 764579, 
Cumberland. 

Command. 

It is currently in the keeping of HQ Eastern 

2. Identification Marks are as follows: 

Probe 

Power Unit 

- No 576 
No 78 

3. If any unit has lost the item of equipment, contact 

should be made direct to the Staff Captain 'Q' HQ Eastern 

Command. Tel. No. Colchester Mil (Colchester 465754) 
Ext 358. 
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APPENDIX 9 

TYPICAL EXAMPLE OF A PART I ORDER 

BY 

LIFJJTENANT C' LONEL J G GREEN OBE MC RAOC 

CCl!!MANDING 

5 TRAINING BATTALION RAOC 

Serial No 309 15 Nov 71 

1. Duties I 

Battalion Field Officer 15 Nov to 19 Nov Maj B Adams RAOC 

J\attalion Orderly Officer Tue 16 Nov Lt 0 M Friend RAOC 

Wed 17 Nov 2 Lt B Abrahams RAOC 

Battalion Orderly Sergeant Tue 16 No Sgt Allen 

Wed 17 Nov Sgt Andrews 

Main Guard Tue 16 Nov Sgt Harding 

Wed 17 Nov Sgt Philips 

2. Appointments Capt B D Smyth RAOC is appointed Unit Records 

Officer with eff~ct from 15 Nov 71. 

3. Junior NCOs Club Meeting A Junior NCOs Meeting will be held 

at 1745 hrs on Fri 19 Nov 71 in the Dining Hall, Maxwell Camp. All 

members not on Regimental Duties are to attend. 

4. Discipline - Crash Helmets for r~otor Cyclists Soldiers in 

un~:('orm or plain clothes must always wear crash helmets ~Ihen riding 

military or ~ivilian motor cycles, or being carried as pillion passengers. 

5. Congratulatory The following message has been received from 

GOC East Midlands Dist: 

"For CO from GOC. My heartiest congratulations to all ranks 

concerned in winning six trophies including Coup des Dames. 

A splendid effort and a good example of driving ability for 

the rest of the Army". 
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6. D~scipline - Complaints Personnel of thin unit who ~1ish 

to bring a grievance to the notice of the Inspecting Officer at the 

Annual Administrative Inspection on Tue 23 Nov 71 are to report to 

their Coy Comd by 1200 hrs Mon 22 Nov 71. Coys are to inform the Adjt 

as soon as any grievance is reported. 

7. Board of Inquiry A Board of Inquiry composed as under will 

assemble at a time and place to be decided by the President to investigate 

the illegal absence and def~ciencies of kit, if anY, c :23549338 Pte 

Richardson M RAOC. 

President Capt B H Lightfoot MC RAOC 

!; Members Two subalterns to be detailed by OC A Coy. 

! 
Evidence is to be taken on oath. The attention of the Board 

is directed to MML, Board of Inquiry (Army) Rules and QE paras 784 and 785. 
I 

Proceedings on AF A2 are to be forwarded to Bn HQ by Fri 12 Nov 71. 

NOTICES 

1. Army Rugby Union Cup Competition. 

M POPPINS 

Capt 

Adjt 

In the second round of 

the above competition the Battalion defeated RE 4 Div 8 points to 3 points. 

2. Dance. A grand dance will be held in the unit dance hall, 

Maxwell Camp on Uednesday 17 Nov at 2000 hrs. Dancing to "BENNY BALL'S 

.TAZZMEN". Bar. Refreshments. Prizes. 

Admission: 2Op. Ladies 15p. 

Transport leaves Town Hall 1930 hrs. 

Return Transport leaves 0015 hrs. 
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APPENDIX 12 

EXTRACTS FRm TRIAL INSTRUCTIONS ON REQUESTS MADE FOR INFORMATION 
FROM OUTSIDE UNITS (Author's MOD letter A/BR/1255 dated 5th JANUARY 1973) 

Instructions for the Trial 

4. During the month of February 1973, or for a period of 28 dalfs 
starting on a date morc suitable to yourself, you are asked to record 
the details of requests you make for information from outside the unit 
by telephone, letter or any other means, which satisfy the folloKing 
conditions: 

a. You initiate the request for information during the 
period 0001 hrs on a Mondalf to 2359 hrs on a Fridalf. 

b. You are neither on operations nor on a training 
exercise. 

c. The security grading of the request and the answer are 
UNCLASSIFIED or RESTRICTED. (If the answer is subsequently 
found to have a different security grading the record should. 
be deleted). ' 

d. The request is of a general as opposed to a highly 
specialised or local nature. (The type of request which 
might be asked by other units outside the local area should 
be recorded but those on professional medica~, specialist 
repair etc. matters and local Brigade or Garrisoniinformation 
should not be included). 

e. If you contact the person whom you consider to be 
appropriate in your superior or subordinate headquarters/ 
formation directly (eg.by telephone, teleprinter or wireless) 
and they are unable to give you the answer during the course 
of that conversation, (if the person you called was out or 
otherwise not available, details would be required). 

f. If you contact the local authorities about something 
which is not a purely local matter and they are unable to 
gl.ve you the answer during the course of that conversation. 

g. The request is not concerned with this trial. 

5. If there is any doubt, the details of the roquest should be 
recorded. A list of typical requests for information is attached at 
Annexure 'A' showing which should be recorded, which should not and 
why. 

Details '1.0 be Recorded 

6. On each occasion when details are required, please answer the 
following questions concisely and legibly: 
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a. 
(Or 
your 

b. 

c. 

The date you >Tere requested to find the information. 
the date you decided you needed information to solve one of 

own problems.) 

The information required. 

The date you started to try a"ld get the information. 

d. The person (by appointment) and the unit/establishment 
from whom you requested the information. 

e. The means by which you requested the information 
(telephone, signal, letter etc.) 

f. The date you received the required information. 

g. The means by ,;hich you received the required information. 

h. If you subsequently discovered that the information you' 
had been given was incorrect, what \;as the effect? 

j. If the information was not received in time, what was 
the effect? 

k. Estimate the total nett working time, in minutes, that 
it took you to get the information. This would include such 
activities as: 

(1) Thinki~g about how to get the answer. 

(2) Searching in unit books, instructions etc. 

(3) Asking other people in the unit. 

(4) The time spent using the telephone. 

(5) The time you spent drafting, typing, checking 
letters, signals etc;' requesting the information. 

(6) The time you 'spent on subsequent action looking 
in books, files etc. 

(7) The time you spent on other activities directly 
associated with obtaining the information. 

Do not include time spent taking action on the information 
obtained. 

7. Notes or copies of letters etc. should be attached if you 
consider that they will help to clarify the record. 
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Annexure 'A' to A!BR!1255 
dated 5th January 1973 

TYPICAL EXAl'.r?LES OF REQUESTS FOR INFORMATIOn HHICH COULD BE RECORDED 

Manpower Examples 

1. a. Smith, I~ho served with your unit in Hong Kong, has now 
left the Army. Prior to leaving Hong Kong, orders were 
pub11shed stating that anyone who left owing sums of money 
to local traders would be court-martialled. Smith did this. 
v/hat achon can be taken against Smith? 

b. Is there a special form for applying for indulgence 
passages to Cyprus? 

c. Brown states that he received disturbance allowance 
when serving ~rith your unit in BAOR on a previous tour. Jones 
wants to know why he cannot get it in similar circumstances 
now. 

d. As district staff officer responsible for a large 
number of units, you are required to produce a list of the 
Commanding Officers, their Christian names, marital status 
and numbers of children. (This could not be answered by a 
single telephone call.) • 

Training and Education Examples 

2. a. The CO wants you to organise an exercise which involves 
booking shipping space for heavy·vehicles and trailers on cross 
channel ferries, driving APCs on 10\~ lying roads in Holland, 
and using the German autobahn on Boxing Day. (This involves 
several requests for information and each one would have to be 
treat ed separat ely) • 

b. The CO intends to practice a river crossing. He wants 
to know what historical information exists about opposed river 
crossings at night. 

c. A lecturer is required to talk about supply problems 
in extremely cold conditions. (This is the type of question 
which would be referred to a 'Q' staff officer. He is unlikely 
to be able to answer it directly and will probably offer to find 
out or refer you to someone else. In these circumstances 
the details would therefore be recorded). 

d. The titles of recommended books to be studied prior 
to taking the unit to northern Ireland. 

e. You particularly wish to send a man on a course but on 
telephoning Brigade/Garrison you discover that although their 
courses are fully booked, it might be possible to get on one 
elsewhere in the country. 

Equipment Examples 

3. a. You urgently require information which might be given 
in an equipment schedule or user handbook but your unit does 
not possess these publications. 

b. You are planning to move the unit overseas and need to 
know the range versus load details of a new aircraft which is 
coming into service. 
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c. How many crates containing Stalwart gear boxes can you 
carry in a Stalwart? 

d. Who has the power to authorise you to spend £10 out of 
the CO's fund if you have already used your money for the year? 

e. Nhat are the rEl'gulations concerning the storage of 
twenty gallons of luminous paint? 

f. By what means can you move a Chieftain tank from Naples 
to Rome? 

g. What are the addresses of the units and establili'hments 
that use the EVA radar? 

General Examples 

4. a. The temporary messing officer has allowed the unit's 
consumption of meat to greatly exceed that permitted. What 
can be done toO get more meat? 

b. Military telephone numbers and extensions that have to 
be obtained from sources other than military or civilian 
telephone exchanges. 

c. A claim by civilian workers for an additional bonus 
payment on account of the fact that others elsewhere are 
reputed to be getting one. 

TYPICAL EXAMPLES OF REQUESTS FOR INFORMATION HHICH HaJLD NOT BE RECORDED 
I 
I ' a. Information on the drugs to be used to c01lTIter an 

unidentifiable skin disease. (This is a highly specialised 
question which the medical officer would refer directly to a 
skin specialist). ! 

I 

b. The possible reason why the line scan on a radar 
equipment automatically switches off as the set warms up. 
(This 1S a highly technical problem which would be referred 
directly to the appropriate authority). 

c. The CO asks you on a Saturday to find out the decorations 
of the American visitor he will be entertaining that night. 
(This request would not be recorded because you would have to 
inihate action outside the period 0001 hrs Monday to 
2359 hrs on Friday). 

d. Cpl 
December. 
matter) • 

BrOlffi wants to go on the Brigade MTC1 course in 
Will that be possible? (This is purely a local 

IF nr DaJBT PLEASE RECORD DETAILS OF THE REQUEST 
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SERIAL APPOINTMENT 

1 Captain 
Adm1nistrative post. 
Field Squadron RE 

2 Warrant Officer. 
Chief Clerk in an 
Engineer RC6'~ent 

3 MaJor. 
Officer Commanding 
Squadron RE 

4 Major. 
Technical Quarter-
master. Royal 
Artillery Regiment 

I 

SUMMARY OF RESULTS FRa-I TRIAL MADE ON REQUESTS 
FOR INFCRMATION FRQ'I\ aJTSmE UNITS 

ESTIMATED TOTAL ESTIMATED TIME 
TIME SPENT ON WHICH WaJLD BE 

REFERENCE RETRIEVAL SAVED BY REFERENCE CCMl.\ENTS 
IN FaJR WEEKS INFORMATION SERVICE 

(MINUTES) (MINUTES) 

75 45 Probably typical for a junior administrative 
- officer at a relatively slack time of the 

year. 

0 0 Although manY queries arose,they concerned - personnel data and returns, not requests -- -
for references. Much of the information 
recorded is useful but not within limits 
specified by trial instructions • . 

0 0 This officer commanded an independent unit. 
His position is similar to that of more 
senior officers and like them he would 
refer administrative queries to his second 
in command. 

300 200 An officer with manY years of experience 
of his type of work. Requests for 
information from outside units varied from the 
authority_ needed to use additional 
quantities of paint to the intended use of 
items of equipment on automatic issue. -
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SER'IAL 
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6 & 7 

8 

9 

10 

APPOINTMENT 

Regimental Quarter-
mast er Sergeant. 
Royal Artillery 
Regiment 

Two Captains. 
Administrat~ve posts 
Royal Art~llery 

MaJor 
Administrative 
officer in Brigade 
Headquart ers 

Captain. 
Taining officer 
in Brigade 
Headquarters 

Captain. 
Corps Headquarters' 
Staff Officer 

ESTIMATED TorAL 
TIME SPENT ON 

~EFERENCE RETRIEVAL 
IN FOUR l'IEEKS 

(MINUTES) 

40 

0 

70 

0 

0 

ESTIMATED TIME 
WHICH WCULD BE 

SAVED BY REFERENCE 
CCll.mENTS 

INForu~ATION SERVICE 
(MINUTES) 

20 Queries mainly concerned with equipment 
disposal instructions. 

0 The lack of requests for information by 
officers employed on this type of work was 
surpr~s~ng. Queries did arise but they were 
answered within the Regiments concerned. 

50 
I~ 

• ) 1. During the period of the trial three 
) of the Brigade's maJor units were in Ireland. 

~ 2. The figures for the Major have been 

) adjusted to allow for his being absent for 

0 ) half the trial. 

) 
) 
) 

0 These results are to be expected since the 
officer had direct access to the relevant . 
policy makers and in particular those with 

- the necessary financial powers. 
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ESTIMATED TDrAL ESTIMATED TIME' 

I 

TIME SFEN'I' ON l-1HICH WOULD BE 
SER,TAL lIPP 0 INTMEN'I' REFh:ENCE RETRIEVAL SAVED BY REFERENCE COMMENTS 

IN FOOR WEEKS INFORMATION SERVICE 
(MINUTES) (MINUTES) 

11 Warrant Officer 180 150 Although he was primarily concerned with 
l.laster Artificer. highly technical matters, this warrant 
Army Apprentices officer had some responsibilities for 
College 'general training. 

12 Warrant Officer 0 0 This warrant officer had been in the 
Superint endent appoin,ment for three years. He was very 
clerk. Army senior and possessed a we'alth of experience. 
Apprentices He stated that the only time he had 
College difficulty finding the appropriate authority 

is ,.hen in direct contact with the MOD. 

13 Equipment warrant 15 5 
officer. Military 
College 

14 Executive officer. 250 180 This civil servant had to answer a very wide 
Personnel range of administrative questions including 
Administration. --- - some on, for example, pay and allowances for ---
Military College 

.-~- -- - foreign students. This type of job is unique 
and requires a thorough knowledge of 
publicat ions, orders, general information 
sources and decision points. 



. , 

ESTIl~ATED TOTAL ESTIMATED TIME 
TIME SPENT ON WHICH WOULD BE 

, SERIAL APPOINTMENT REFERENCE REI'RIEVAL SAVED BY REFERENCE lC Olo!MEN'l'S 
IN FOUR WEEKS INFCRMATION SERVICE 

(MINUTES) (MINUTES) 

15 MaJor. 0 0 I~ 
Security Officer 
in Military School ) The majority of the information being 

) handled was purely local and classified 

16 Major. 25 15 ) higher than RESTRICTED or highly 

Techn1cal Officer ~ technical. 
in M1litary School 

17 Retired Officer. 
. 

17-5 30 An experienced person who almost 
Staff v.c"'.cer invariably refers queries to the 
Appo1ntment s and Judge Advocate General's Office. 
disc1pline. 
District Head- 0 

quarters. 

18 MaJor. D1strict 700 530 This officer's time is mainly used up in 
st aff Officer. dealing with a succession of ~~eries on 
Co-ordination and scales of issue, use of transport, duties 
equipment in aid of a civil power and miscellaneous 
management ad~in1strative schemes. 

19 Retired Officer 0 0 His problems concerned data retrieval, 
Staff Captain. much of which is contained in the Worthy 
Medical Services. Down system but at present it has to be 
District Head- obtained from the units and headquarters. 
quarters. , 

, 



(a) 

(c) 

(d) 

(e) 

(f) 

(g) 

APPENDIX 14 

AN AnALYSIS OF THE USAGE OF BOOKS LISTED IN THE CATALOGUE 
OF ARMY PUBLICATIonS 

Table 3 shows that officers, such as the seccnd-in-command and 
adjutant, who are employed on mainly administrative tasks, spend 
approximately 50% of their working hours on office routine. 

Table 3 does not take into account leave or sickness. An officer 
is entitled to 42 days privilege leave each year and in addition he 
will probably be given a total of 60 days at weekends and bank 
holidays. He therefore spends the equivalent of t(365-42-60) = 
132 working days in his office,each year. 

Appendix 5 show3 that the engineer spends 6.Cf/o of his total wcrking 
time reading. This corresponds to about 10% of the time he is in 
the office. An Army officer is also a professional man and we will 
assume that he spends the same proportion of office time reading as 
does the engineer. This corresponds to 45 minutes a day. 

The officer will spend at least half of the 45 minutes each day 
reading: 

Ten incoming letters and signals. See Sect ion 5.4 
About ten letters written by other people the previous day. 
See Section 6.3. • 

(3) Newly arrived DCIs, Army, District, Garrison and unic orders. 

(4) Special to arm and other publications which are not listed 
in the Army Catalogue. 

(5) 
(6) 

Letters of his own that have been for typing. 

Checking for errors in important letters that will be 
presented to his superiors for signature. 

The remaining 20 minutes could be devoted to reading publications 
which are included in the Army Catalogue and to comprehending • 
the effects of new amendments. Assuming a comprehension rate of 
300 words per minut e, the number of wOTds read each year could 
therefore be 20 x 300 x 132 = 192,000. 

Table 4 showed that the average unit held 838 of the publications 
listed in the Army Catalogue and it was estimated (Section 5.1) 
that each contained an average of 50,000 words. Because of the 
amendment rate and the brain's inability to retain rarely used 
knowledge for long periods of time, it would be necessary for 
each publication to be read once every two years. This would 
mean reading t x 838 x 50,000 = 20,950,00 words a year. 

A comparison beh'een (e) and (f) above, shows that the officer 
can only be al<are of about 4~ of the detailed contents of the 
publications listed in the Army Catalogue that are sent to his 
unit. 
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APPENDIX 15 

THE MAnr STAGES IN PUBLISHING A MOD SPONSORED PUBLICATION 

Before a MOD sponsored publication can be ready for use, it will 
have been through some or all of the following main stages: 

(a) 

(b) 

(c) 

(d) 

(k) 

( 1) 

(m) 

(n) 

( 0) 

Approval to write given. 

Scale of distribution established. 

Financial provision. 

Advice sought on preparation of m:muscript as regards format, 
indexing, illustrating and printer's requirements. 

Allocation of identification number. 

Preparation of material. If more than one author involved, 
a sponsor branch will probably be nominated to co-ordinate. 

Clearance of copyright and security matters. 

Completed manuscript edited. 

Approval to print and promulgate given. Where appropriate, 
this includes obtaining permission to use the Permanent Under-
Secretary's facsimile signature. ( ; 

Manuscript to printers. ! 

Proof reading and associated tasks. 

Printing. 

~romulgation and distribution. 
, 
Cataloguing. 
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OUTLINE ORGANISATION FOR THE PRODUCTION AND DISTRIBUTION OF MOD CA) SPONSORED ADMINISTRATIVE J~ATERIAL 

.:,P",er""m",an=e""n;.;;t_U.::.n;;.d:;,;e::;;r,--.::S",e..:,cr:.e.::.t=rar:::..<.....>.::;;Ad=mi;,:n;;;i:.,:s""t:.r::;at;.;i""o""n. - - - - - - - - - - - - - - - - - - - - -"-Ch,,,l.::.· e;.;f:.....;:o;.:;:f_t.;:.h:.rr::.....;G:;.;;e",n:.:;er:.::;al;;....:S::..:t",a:.:;f.;:;.f 

Deputy Under-Secretary 
(Civilian Management) 

Deputy Under-Secretary 
(Personnel and Logistics) 

I . 
Assistant Under

Secretary 
(Manage~ent Services) 

Library - I 
(MOD & Army) I 

Office Services 
(Stationery & Reproduction) 

I 
Wandsworth dl.stribution depot 

I 
Sub-depots 

I 
Headquarters, units, individuals 

< 

I 
Assistant Under
Secretary (A/Q) 
(Army Department) 

I 
-- C3 (AD) 

Office Services 
(Printing & Binding) 

Direct or of Army 
Staff Duties 

I 
Army Department 

RegulationsRevision 
Staff 

Management Services 
( Organisation) 

Director of Army 
Training 

Management Information 
(Army) 



APPENDIX 17 

THE PROPOSED FRAl.IEt/ORK FOR BOOKS AND ADMINISTRATIVE AIDl GENERAL TOPICS 
IN THE ROYAL NAVY 

The following is an extract from Annexure G of Man S (Org) Report No 80 (22.) 

'The outline framework is as follows: 

a. Group A - Queen's Regulations for the Royal Navy. 
part VOlumes. 

Five multi-

b. Group B - Instructions and Information for the Welfare of Naval 
Personnel and Families. One volume of eight parts. • 

c. Group C - Messing, Canteen and Trading Facilities. One volume 
of seven part s. 

• 
d. Group D - Naval Guide to Relations with Non-Service Organisations. 

One volume of five parts. 

e. Group E - Instructions for Obtaining Works and Related Services 
in Fleet Establishments. One volume of three parts. 

f. 

g. 

h. 

J. 

Group F - Royal Naval Ceremonial Handbook. A one-part volume. 

Group G - Handbook of Honours, Awards and Prizes. 
volume. 

A one-part 

Group H - Naval Meteorological Handbook. A one-part volume. 

Group J - Naval Expedition Training. A one-part volume. 

k. Group K - Handbook of Miscellaneous Legal Matters. Provisionally 
a one-part volume.' 
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APPENDIX 18 

SQ.m NarES ON THE USE OF lUCROFORM FOR MILITARY 
ADMINISTRATIVE MATERIAL 

The ideal application is one where viewing equipment costs can be 

relatively low. This occurs if a large amount of material is sent to 

a small number of addresses. As was stated in the main text however 

(Section 11.4), ,the Army is having to obtain equipment to interpret 

commercial micro forms and this could also be used for reading some 

administrative material, a typical example might be the MOD Telephone . 
Directory. 

Comments on the usual criticisms of microform are as follows: 

(a) 

(b) 

, 
Power supply problems - there is no problem when working 

in an office. 

Handviewers cause eyestrain - they need not 

on administrative work. 

normally be used 
I, 

I i 
(c) Destruction or loss of microforms when operating in the field-

not normally applicable in peacetime. I 
as stated in the main text (Section 8.1) Browsing is difficult -

the quantity of material is such that the majority will have to 

be used for reference, not general reading. 

The advantages of microforms as compared with paper are: 

(a) Approximately 97% saving in storage space. 

(b) Small storage space makes items more accessible and hence 

easier to retrieve than when using conventional paper methods. 

(c) Studies show that it is frequently more cost effective to use 

microforms than paper pUblications. 

(d) Distribution is quicker and cheaper. 

-122-



................ ---------------------------------------------------


