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writings, Perhaps most important of all,
Clay's papers prove the thesis of John
Gimbel, a scholar who has written on
the American occupation, namely that
four-power rule of Germany failed not
because of American hardliners, particu-
larlty military men who advocated
opposition to the Soviets, but because
of French intransigence and the support
of French attitudes found in the old-
boy clique of the American State De-
partment.

Smith has done an unusually good
job of selecting and explaining the
documents in this collection. These
documents are required reading for any
student of German-American relations,
the occupation, or the cold war, and
one can only hope that a good many
libraries will add them to their collec-
tions. Smith is now at work on a
biography of General Clay, and the
present documents collection can only
whet the anticipation of readers.

PROFESSOR THOMAS H. ETZOLD
Naval War College

W

Stockfisch, J.A. Plowshares Into
Swords; Managing the American De-
fanse Establishment. New York:
Mason & Lipscomb, 1973, 328pp.
Jacob Stockfisch has written a per-

ceptive account of the process by which

the United States acquires its arms. He

was moved to produce this work be-

cause:
.«.(The need to improve the
system is greater than even the
well-publicized shortcomings of
weapon-system cost overruns and
failures to meet technical per-
formance objectives might sug
gest ... [The] fault is that, even
if there were no cost overruns and
even if the systems met their
technical design objectives, many
of them would still not be worth
their cost because they possess
dubious combat utility.

Thus, if Stockfisch is correct, critics of
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the weapon system acquisition methods
of the Defense Department may be
dealing with only the tip of the iceberg.

Stockfisch concludes his book with
some recommendations which he esti-
mates could save $13 to $23 billion
dollars a year in the total defense
budget with no loss of fighting capa-
bility. The dollar savings are arrived at
by crude, rule-of-thumb techniques, but
they are indicative of the magnitude of
the problem as Stockfisch sees it.

Essentially his recommendations call
for greater reliance on the professional-
ism and dedication of the officer corps.
This group should be motivated to try
to get the greatest military effectiveness
from the weapons systems it develops
and buys because the officers will have
to operate them in combat. This incen-
tive does not exist now, according to
Stockfisch, because of the perverse in-
fluence that budgetary policy and prac-
tices have on the military bureaucracy.

Stockfisch’s reform would not hand
the military a blank check with which
to buy hardware; it would remove the
allocation of dollars to the military
departments from being tied to ad-
vocacy of particular weapons programs.
Based upon overall national priorities,
Congress and the executive branch
would make an aqgregate amount of
financial resources available to the ser-
vices, and the military would decide
how to divide those dollars among
alternative possible weapons systems.

The debilitating effects of higher
level interference in fine-grained de-
cisions best made at lower levels would
be avoided. However, although greater
reliance would be placed on the profes-
sionalism of military managers, Stock-
fisch argues that certain tasks must be
performed by the Office of the Secre-
tary of Defense (OSD). He gives the
following list:

1. Determine Total Defense Budget

2. Allocate Budget Between

a. Military Departments
b. Major Defense Missions
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3. Resolve Critical Roles and Mission
Issues

4. Promote Innovations

5. Specify and Evaluate Combat
Readiness and Sustainability

6. Overwatch Service Operational
Testing and Ewvaluation, and Conduct
Joint Operational Testing and Evalua-
tion.

Stockfisch has excellent credentials
for writing this book. He is an econo-
mist who has been concerned with
defense management in both the Gov-
ernment and several “think tanks.” In
addition to his personal knowledge
developed over many years of military
analysis, he has drawn on an impressive
number and variety of sources. His
bibliography covers nine pages with
references to economics, strategy,
sociology, political science, and military
history. The book is rich with case
studies and examples.

Several of the chapters in this book,
such as his first two on bureaucracy,
could be read for their ownm intrinsic
interest as well as for what they con-
tribute to his general thesis. This reader
found the application of the economic
concept of innovation to military tac-
tics, strategy, and the programing of
forces especially interesting.

A major problem in post-World War
I weapons development has been the
‘‘technological syndrome" which
equates higher technical performance to
greater military effectiveness. Stockfisch
discusses at length how this syndrome
was demonstrated in the Army's devel-
opment of the Sheridan armored vehicle
and the Main Battle Tank-70 (MBT-70).
Both of these tanks were equipped with
the Shillelagh missile launcher which
could also fire a radically new form of
conventional ammunition.

These programs were replete with
problems, and the MBT-70 was finally
cancelled when it became clear that it
would cost more than $1 million per
vehicle. An effort is made to incorpo-
rate into a fixed design concept at its

early stages whatever appears to hbe
technicaily feasible, based upon present
knowledge and projected trends in engi-
neering sciences. This development
approach accounts for the difficulties
that these armor programs encountered.
Similar examples of the technological
syndrome can be found easily in the
other services.

Stockfisch indicates that in the devel-
opment of weapons systems the effort is
to pick technical performance character-
istics that are assumed to have military
worth. But it is rarely demonstrated
that these high performance capabilities
really have sufficient utility in an opera-
tional military environment to make
them worth buying. The Shillelagh
missile may be designed to have a .95
first-round-hit probability at very long
ranges and to penetrate the thick frontal
armor of enemy tanks, But if most tank
engagements take place at less than
1,000 meters because of the use of
cover and concealment and if most tank
kills are due to side or rear hits, even if
the system could achieve the high tech-
nical performance of its engineering
specifications, the combat utility may
be considerably less,

Not surprisingly, Stockfisch makes a
strong case for operational testing of
potential new weapons concepts. With-
out such testing the military effective-
ness of the new weapons concepts is
really unknown. Consequently, cost-
effectiveness studies to evaluate poten-
tial new systems have an a priori,
hypothetical quality because they lack
measures which have operational signifi-
cance.

Stockfisch contrasts the scholastic
model building of contemporary sys-
tems analysis and operations research
with the valuable results achieved during
World War II when the scientific
method was linked with factual inputs
on military operations. This union re-
sulted in operational analysis which
contributed to the war effort by making
better use of existing military assets and
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directing technology toward products
which were most valuable in terms of
operational military effectiveness.

Stockfisch was one of the early
members of the OSD Systems Analysis
Directorate (later an Assistant Secre-
tary's office). While he believes that the
0OSD systems analysts did make contri-
butions to the better allocation of re-
sources in the Defense Department,
their efforts fell short of their potential
because meaningful military worth data
were generally lacking.

Stockfisch goes on to discuss the
problems in getting the military services
to generate the operational data that are
needed to make realistic cost-effective-
ness analyses. Although there have been
exceptions, the services have generally
not had the apparatus to conduct tests
that would permit the evaluation of the
military worth of proposed new weap-
ons systems. There are technical prob-
lems in developing instrumentation and
designing tests that will yield data of
operational significance, but the main
obstacle to such investigations is that
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they represent potential threats to new
programs. The military bureaucracies
which rely on these programs to gener-
ate the budgetary resources needed to
maintain their organizations strive to
avoid uncovering damaging information.

Stockfisch would change the budget
allocation mechanism to create incen-
tives to obtain military effectiveness
data. He would also reinforce the
stronger service incentives for opera-
tional testing by OSD monitoring of
testing efforts.

Plowshares into Swords was written
to provide the intelligent citizen with an
understanding of the complexity of the
weapon system acquisition process and
how military management can he im-
proved. The book achieves that purpose
admirably. It also provides the military
professional with a sympathetic but
critical view of the system in which the
military man operates and whose pur-
pose is to serve his needs.

PROFESSCR JOHN A. WALGREEN
Naval War Cellege
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