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ABSTRACT

The purpose of thie project was to evaluate the effectiveness of four
Personnel Service Companies (PSC), TOE 12-67E, in support of operational
units in the Republic of Vietnam (RVN) to determine whether the units'
effectiveness could be enhsnced by changes in personnel and equipment
authorizations, mission, functions, and operational concepts.

The mission of the Personnel Service Company is to act as custodian of
and maintain the field individual military personnel records. pDue to geo-
graphical dispersion of supported units, the tactical situation, and com-
munication difficulties in RVN, support teams organic to the Perwonnel
Service Companies had been dispersed to provide support to major supported
units. Each of the ccapanies evaluated was opsrating under the personnel
Management and Accounting - Card Processor (PERMACAP) System. Two Person-
nel Service Companies, the 520th and the 537th, had combined to form a
Personnel Service Center and were evaluated as one entity.

Collection of data and evaluation of the companies was conducted in all
four Corps Tactiocal Zones (CTZ) in RVN during February and March 1969.

With some exceptions in the Company Headquarters, personnel authoriza-
tions vere generally adequate. Equipment authorizations were deficient in
not providing for photocopier, decollator and offset press capability. The
quality of records maintenance and personnel management assistance performed
by the PSCs was adequate, Unit conmanders had been relieved of the admin-
istrative burden to maintain personnel records; however, in some cases, this
relief was negated by such administrative requirements as verifying inaccu-
rate data prepared by the PSC and preparing their own personnel data reports.
Responsiveness of the PSC to supported units in RVN was best achieved through
the employment of composite teams. PSC mission accomplishment requires that
a continuous indoctrination program be conducted for all key individuels in
the perscnnel administration and management system.

It is recommended that changes to TOE as well as the doctrine contained
in this report be reflected in appropriate publications.

Users of this report are invited to send inquiries to Chief of Personnel
Operations, ATTN:t PMDO, Department of the Army, Washington, D.C. 20315.
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(U) SECTION I

INTRODUCTION

1. REFERENCES

a. Letter, CDC, CDCRE-T, 28 Mar 67, subject: Formal ACTIV Program
FY 1968-1969 (U).

be Letter, ACSF(R, 1 Aug 67, subject: ACTIV Program FY 1968-1969.
¢« letter, AVHAT-LED, Headquarteras, United States Army Vietnam, 14 Jul

68, subjects Evaluation Plan - Personnel Service Company in RVN, with 1st
Indorsement, Assistant Chief of Staff for Force Development, 5 Dec 68.

d. Message, DA 888181, 22 Nov 68, subject: Evaluation Plan - Personnel

Servige Company in RVN,

e, Message, AVHAT-LED, HQ USARV 81725, 29 Nov 68, subject: Evaluation
of Personnel Service Company in RVN,

2. PURPOSE

The purpose of this project was to evaluate the effectiveness of four
Personnel Service Companies (PSC) in support of operational units in the
Republic of Vietnam (RVN) to determine whether the units' effectiveness
could be enhanced by changes in personnel and equipment authorizations,
mission, functions, and operational roncepts.

3. OBJECTIVES
a. Objective 1 - Personnel and Equipment

Determine whether personnel and equipment authorizations for the
Personnel Service Company, TOE 12-67E, are adequate for support of opera-
tionsl units in RVN,

be Objective - Adequacy of S Tt

Determine whether the services provided by the Personnel Service
Companies in RVN are adequate and to what extent supported units have been
relieved of an administrative burden.

ce O tiv - Improved Effectiveness

Detemine what changes to mission, functions, and operational con-
cepts should be made to enhance the performance of Personnel Service Com-
panies participating in stability operations.

1.1
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4. BACKGROUND

The requirement to evaluate PSCs in RVN was recommended for eddition
to the ACTIV program for FY 68-69 by Department of the Army a% request of
the US Army Combat Developments Command. During normal DA staffing of the
Evaluation Plan proposed by ACTIV, it was determined that the Office of
Personnel Operations (OPO) would provide personnel from the Military Person-
nel Management Teams to conduct the evaluation.

5. SCOPK

The four companies to be evaluated were the 222d assigned to the 44th
Medical Brigade, the 518th assigned to the Cum Xanh Bay Support Command,
and the 520th and 537th assigned to the Saigon Support Command. The 520th
and 537th had combined to form a Personnel Service Center and were eval-
uated as one entity. The companies' bases of operution were located at
fixed military installations where they were housed in semi-permanent
quarters and utilized facilities and equipment which were not organic to
the companies. Many items of equipment had been placed in storage.

6. DESCRIPTION

The mission of the PSC is to act as custodian of and maintein the field
individual military personnel records, and accomplish the personnel actions
and services which are attendant upon this responsibility. The company pro=-
vides centralized personnel service to the headquarters as well as %o ihe
subordinate units of the command to which assigned. Due to geogruphical
dispersion of supported units and the tactical situation in RVN, communica-
tion in many areas is difficult and, in some areas, nuaexiestent fur short
periods of time. In some cases, support teams organic to the companies
had been dispersed to other geographical locations to provide support o
major supported units. Each PSC was operating under the Personnel Fanzge-
ment and Accounting - Card Processors (PrRMACAP) System (See Annex A).

7. APPROACH

Data required to accomplish Objective 1 was obtaired by questioiniires
administered to the PSC commander, division chiefs, and supply personnel.
Objective 2 was accomplishea through interviews with supported unit com-
manders, Sls, adjutants and PSNCOs. Additional date vertaining to Objec-
tive 2 was obtained by reviewing Officer and Enlisted walification Records
in the custody of the PSC commander. Information required to acccuplish
Objective 3 was obtained by analyzing the effect that changes to missiou,
functions and operational procedures might produce on the unii's methods
of operations as related to their current method of employment in RVN.

8. ENVIRONMENT

The evaluation of the four PSCs was conducted in I, II, III, IV Corps
Tactical Zones (CTZ) in RVN during the months of February and March 1969,

1.2
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3ee Da Farphlet 550-40, .rmy .rea llandbook on Vietnam, for deteiled and
environmental cescrintion.

9 Da’i COLLIC.TCGH WD ailWLl¥YSIS

2« The primery me-ns of collectirg data w-s through the use of cues-
tionnaires. Observation of actual vractices and the use of verious check-
lists also contributed valuable data. The project officer ~nd all evalua-
tors nartici:zted in thc collection of data,

te The nrimary sources of data includec corvnders, supervisory, and
opera.ini; peri-mnel both in supported =s well ns supportins units. Cther
sources of information included files ::t Hua, UsaiV and .t the Data Service
Center (DsC). All data was sorted according to objective and analyzed
cuantitatively and cuzlitatively. '
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(U) SECTION II

OBJECTIVE 1, PERSONNEL AND EQUIPMENT

10. PERSONNEL

a. All PSCs evaluated were organized under MTOE 12-67E as implemented
by USARPAC General Order for each unit. The MITOEs deleted the Military
Pay Division, the pay supervisor in the Standardization and Training unit,
and upgraded several enlisted positions in company headquarters and in the
Admini strative Machine Division. The number of personnel authorized in a
PSC depends upon the number of troops which a PSC is required to support.
The PSCs are referred to as a type A thru E organization. Figure 1 indi-
cates the different types of PSCs.

[ TYPE TROOPS_SUPPORTED
A 2,000 - 4,999
B 59000 - 7,999
c 8,000 - 10,999
D 11,000 = 13,999
E 14,000 = 16,999 N

Figure 1. PSC Support Capability

b, An evaluation of assigned and suthorized personnel of the PSCs
revealed the following facts.

(1) A1 PSCs had more personnel assigned than authorized. The
2224 PSC was over 2 officers and 11 enlisted men; the 537th PS Center was
over 2 officers and 4 enlisted men; and the 518th PSC was over 20 enlisted

mene.

(2) The 222d PSC and the 537th PS Center had established compoeite
and second echelon support teams which resulted in some similarity of per-
sonnel positions within the PSC. These two PSCs organized their teams to
meet their partiocular requirements. The 222d PSC, for example, found it

II-1



necessary to have clerks at each team for processing of R&R requests. The
537th did not have this requirement but had placed clerk typists on their
teams for processing the team's correspondence.

(3) Evaluation of the Personnel Records Division revealed that

- all units utilized less personnel than the TCE authorized. Depending upon
the PSC, the records clerks maintained from 260 to 325 records. This rep-
resented a greater work load than established for these clerks by the TOE.
The unit commanders felt that they could provide adequate record maintenance
based on that number of clerks and utilize the remaining personnel in other
areas. The requirement to have personnel in other areas was a result of a
particular requirement imposed or assumed by the PSC.

(4) Company headquarters in the PSCs had more personnel assigned
than authorized. A majority of these overages varied in positions among
PSCs; for example, a repair and utility team, company detail personnel,
reenlistment and training NCO, additional supply and motor personnel. The
518th PSC was required to provide messing facilities for a finance detach-
ment, a base postal unit and post exchange personnel which required addi-
tional mess personnel not authorized in the MTOE.

(5) A1l of the above positions were evaluated and found to be
different in each PSC. No valid requirement for these positions could be
established outside of the particular PSC that would justify a TOE revision.

ce The following positions were found to be required within the PSC.

(1) A Wirst Sergeant. This individual was necessary to handle
company administrative and housekeeping functions.

(2) A Motor Sergeant. This individual was required to supervise
the vehicle repairmen authorized by the TOE and maintenance of the unit's
vehicles.

(3) A Postal Clerk. Replacements were assigned from the Replace-
ment Battalion to the PSC. They were rapidly reassigned; however, those
replacements used the PSC as a temporary mailing address. This placed a
large postal requirement on the unit and a Postal Clerk was required.

(4) Two operators per flexowriter. As a result of the central-
ized order outting, at least two shifts of these operators were required.
TOE positions were not identified for flexowriter operators. The units
vere using olexk typiste (71B) and personnel specialists (71H) for oper-
ators. These individuals were on-the-job trained. Company headquarters
was authorized four clerk typists in a type C and five in a type D unit.
In either ocase sufficient personnel were not provided to operate two
shifts.
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() Two operators per reproduction machine. One mimeograph oper-
stor was authorized by the MTOE. Again, with the centralized order processing,
twvo shifts were required to keep current with the work load.

de No PSC had assigned personnel to the Standardization and Training
unit. The units felt that these personnel authorizations were not required.

e. All PSCs had local nationals employed against MTOE slots. Reactions
varied among the unit commanders on whether some advantage could be gained
from utilizing locel nationals as key punch operators, cooks, clerk typists
and mechanics. Their feeling was that the labor market did not support
the required skills and during enemy action the local nationals were not
available for work. They also felt that if local nationals vwere employed
it shculd b»e on an augmentation basis.

11, MILITARY OCCUPATIQNAL SPECIALTY (MOS)

a. The evaluation included not only an analysis of strengths but also
investigated appropriateness of MOS authorized by TOE. Interviews with
supervisors along with evaluator observations revealed that some MOSs should
be changed.

b. The 222d PSC had five Medical Service Corps (MSC) officers assigned
as substitutes for the authorized AG officers. Since the PSC serviced a
Medical Brigade, the MSC officers were more acquainted with the personal
problems associated with medical personnel and could provide more responsive
and understanding personnel support.

cs Personnel operating the flexowriters had not been trained in this
specialty. As this is a delicate and complex machine, this training should
be received during Advenced Individual Training. The MOS most appropriate
would be a clerk typist's (71B) MOS.

d. PSCs were using multiliths as reproduction equipment. Individuals
operating these machines did not have the correct MOS., Offset pressman,
MOS 83F20, should be included in the MOS structure.

e. All other MOSs were considered appropriate.

12, UI MENT

a. The paramount factor here was that much of the TOE equipment had
teon turned in for storage as units were not operating in the field or under
f.eld conditions. As a matter of fact, the PSC operated quite similarly to
garrision units. Most of the office equipment used by the PSCs was Common
Table of Allowances (CTA) offioce furmniture and equipment and not TUE equip-
ment. Interviews with supervisory persocnnel together with observations
revealed some TOE equipment deficiencies.

II-3



b. The following equipment is considered necessary for PSC operation
and improvement.

(1) A photocopier is nécessary in order to provide the reproduc-
tion capability that is required of a PSC. The 2224 PSC which had a photo-
copier averaged 95 different types of reproductions over a three day period.
These were special orders, Army Regulations, messages and general correspond-
ence which due to the nature of the material precluded ty:ring this material.

(2) Two offset presses are needed for reproduction purposes in
that two PSCs averaged 650,000 impressions a month and one averaged
1,200,000 per month. Several considerations must be noted. Flexowriters
which type the orders operate more effectively using Multilith Masters in
place of stencils. Mimeographs use stencils. PSC orders normally have
more than one individual on them and are reproduced in 300 or more copies.
Stencils provide poor reproduction for this number of copies.

(3) One 6-Strip Decollator is required to furnish the many copies
of different records and rosters to their supported units and higher head-
quarters by the PSCs. The 222d PSC used 30 boxes of far fold tabulating
paper one month, 40% of which was 6-part paper. The 537th PS Center used 58
boxes of this paper, 64% of which was 6-part paper. A definite requirement
exists for this decollator.

(4) An additional 083 sorter is required. The TOE authorizes one
083 sorter. The speed of the 083 sorter severely limits the AMD ability for
sorting cards. The PSC sets up and prepares the majority of their reports.
over & 15-20 day oycle. The operation of the 083 sorter during this time
is 80% of its months work load. The month end reports would materially be
expedited with an additional 083 sorter.

(5) One Polaroid Camera and allied lighting equipment is required.
Personnel were visiting the PSC to initiate requests for ID cards. They
were required to go to the signal support activity to have a picture taken.
This should be handlad completely by the PSC. Having this equipment would
enable PSC contact teams to complete ID card actions during their periodic
visits to supported units.

(6) Although not emerging during the evaluation of the PSCs,
coordination with the USARV Comptroller revealed that based on their exper-
ience voltage regulators, dehumidifiers, and vacuum cleaners should be
included in future authorization documents. It was further recommended
that an appropriate Prescribed Load List (PLL) be developed.for all equip-
ment other than the ADPE, This PLL should include such items as compressors
for air-conditioners, fuses for voltage regulators and ballasts for flores~
cent light fixtures in the M313 vans.

e An evaluation of the maintenance of equipment revealed the following
maintenance problems.
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(1) Flexowriters had considerable down time due mainly to minor
ad justments such as a typebar being out of adjustment and the tape reader
misreading. The customer engineers (CE) were located in Saigon and, on
occasion, were not readily available. The tabulating equipment repairmen,
MOS 348, were not trained to repair the flexowriters.

(2) Two PSCs were using multiliths. Some problems wers found with
the belt feed and with the roller warping on these machines. This was caused
by the machines being operated in buildings without air conditioning. After
continuous operations, the machines tended to heat up. The 516th PSC was
utilizing ar A. B. Dick offset press which did not have a belt feed and the
rollers were not affected by the heat.

(3) 1In the 222d PSC and 537th PS Center, the 36,000 BTU air-con-
ditioner located in the Univac 1005 van tended to freeze up during the
hottest time of the day. This required that the Univac 1005 shut down
until the proper operating temperature was again reached. It appeared that
the air-conditioner was not operating effectively. To service the air-con-
ditioner, it was necessary to send it to support maintenance. There was ng
float air-coniitioner available for replacement. This would require the
ADP equipment to be non-operational during this repair time.

13, FINDINGS

a. The units had more personnel assigned than authorized and that
most of those overage personnel could not be justified.

be A requirement existed for the following additional individuals in
the PSC TOEs

(1) One First Sergeant.
(2) One Motor Sergeant.
(3) One Postal Clerk.

(4) Four flexowriter operators for a type C unit; three flexo-
writer operators for a type D unit.

(5) Two offset press operators per offset press.

¢. Personnel were not being assigned against the poaltlons authorized
for the Standardization and Training Unit.

d. Local nationals were emp = 4 against MIOE slots and they were not
available for work during certai ilert conditions.

c. MSC officers were used in lieu of the authorized AG officer posi-
tions in the 2224 PSC for purposes of providing more responsive support to
the 44th Medical Brigade.

II-5
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f. A requirement existed for the following additional TOE equipment:
(1) One photocopier.
(2) Two offset presses for a Type C and D unit.
(3) One 6-strip decollator.
(4) One additional 083 sorter.

(5) A Polaroid camera and allied lighting equipment.

€+ The USARV Comptroller stated that voltage regulators, dehumidifiers,
and vacuum cleaners should be included in the TOE. In addition, the Comp-

troller felt that an appropriate PLL should be developed for all equipment
other than the ADPE.

h. Maintenance problems were experienced with the flexowriters, multi-
liths, and air-conditioners.

i. Flexowriter down time was most frequently caused by some minor
problems and on occasion customer engineers were not readily available to
make necessary repairs.

Je Tabulating equipment repairmen, MOS 34B, were not trained as flex-
ovriter repairmen.

ke Clerk typists, MOS 71B, were not trained in flexowriter operaticns.
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(U) SECTION III

OBJECTIVE 2, ADEQUACY OF SUPPORT

14. PERSONNEL SUPPORT PROVIDED
s. Reourring Reports

(1) The 518th PSC was providing all supported units with recurring
reports and rosters as outlined in AR 600-16,

(2) The 2224 was providing Personnel Information Rosters (PIR) and
Personnel Inventory Reports; however, the PIR was only distributed to the
support team level and the Personnel Inventory Report to the major sub-
ordinate unit level. Personnel Qualification Rosters and Personnel Sus-
pense Rosters were not being prepared.

(3) The 537th PS Center was providing supported units with the
Personnel Information Rosters and Personnel Inventory Reports. Personnel
Qualification Rosters were also being provided but were only distributed
to the composite team level. Personnql Suspense Rosters were not provided.

b. QOther Date and Services

(1) Alphebetical Rosters for both officer and enlisted personnel
were provided supporied units by the 222d and 518th PSC and the 537th PS
Center. These rosters were used primarily as a locator and served as a
ready reference for all personnel in the command.

(2) The 518th PSC wvas also furnishing supported units vith a
monthly Disciplinary Roster which provided the commanders with a listing
of personnel in their oommand with disciplinary actiops.

(3) In addition to the Alphabetical Roster, the 222d PSC was
providing a monthly Personnel Data Roster. This roster provided some of
the essential date required by supported commanders.

(4) Total records maintained by the PSCs/Center are shown at
Pigure 2.

- vl R
2224 PsC 9,473 300
518th PSC 10,366 260
537th P8 Ceater 19,702 325

Pigure 2 Records Maintained by PSC
II1-1



(5) The 537th PSC had established two and thres man contact teams
wvhich visited supported unites on a scheduled basis. Personnel records for
the uni% being visited were carried with the teams and referred to the unit
commander or his representative for review. If required, new DA Forms 41
(Record of Emergency Data) were initiated and any other changes required
vere made on the records.

(6) Monthly PSNCO meetings were being conducted by the 518th PSC
and the %37th PS Center. These meetings were for the purpose of providing
periodic instructions on new or changing procedures and policies within
the command. Newly assigned PSNCOs in the units served by these two PSCs
also received an orientation to familiarize them with the operation and
organization of the PSC and to emphasize to the PSNCOs that they repre-
sented a technical and valuable extension of the PSC. In addition, newly
assigned PSNCOs were given the benefit of experiences and techniques found
successful by other PSNCOs,

(7) All PSCs had established procedures for insuring that unit
commanders or their designated rapresentative had access to the Military
Personnel Records Jacket (MPRJ). Policy in the 222d PSC was that records
would not be allowed to leave the teams. Commanders desiring to see an
individual's records were required to visit the team for review and screening.
Pev exceptions were made to this policy. Policy in the 518th and 537th was
that records would be furnished commandera when requested for a 24 hour
period.

(8) In and outprocessing of all replacements and overseas returnees
wvas oconducted by teams from the PSCs/ Center. During inprocessing, Personnel
Data Cards (DA Form 2475) and Reenlistment Data Cards (DA Form 1315) were
prepared on newly assigned personnel. Policy in the 518th PSC and the 537th
PS Center was that the individual handcarry these cards to their unit of
assignment. The 222d PSC, however, mailed the cards to the gaining units.

(9) Personnel requisitioning for all supported units was accom-
plished by the management divisions in each of the P5Cs; however, the 537th
PS Center was not annotating requisitions with T or Z coding. A protlem
area existed in that there was no way for USARV AG to determine by their
flight rosters wvhat individuals had been allocated to fill requ:citions.
Although USARV AG was receiving some graduation rosters from some CUNUS
schools, not all rosters were being received. This resulted in many in-
dividuals not being pinpointed and assigned to the units which requirad
their special qualifications.

(10) Supported units were being assigned qualitative MOS fill to
the extent such fill was availsble to the Personnel Service Companies.
Assignments to all unite wus done bused on established priorities.

(11) All replacements for the 222d, whether acriving at the 224
or 90th Replacement Battalions, were processed through ths PSC prior to

III-2



assignment to supported units. The 537th PSC received all replacements
through the 90th Replacement Battalion. Upon arrival at the PSCa or sup-
port teams, replacements were inprocessed and in coordination with unit
PSNCOs assignments were made. All PSCs were assigning replacements within
the EDCSA date eatablished by the Replacement Battalion.

(12) All three PSCs were prepared to provide assistance in training
unit clerks when requested; however, the supported units rarely requestel
such assistance. For the most part, unit clerks were school trained when
they arrived but needed some additional on-the-job training. This additional
training was done by the 1st Sergeants and/or PSNCOs.

15. QUALITY OF SUPPORT PROVIDED

a. Recurring Reports

(1) Personnel Information Rosters furnished by the 518th PSC and
the 537th PS Center were generally inaccurate. This finding was based on
an actual screening of the rosters by the evaluation team and from repeat-
ed comments made by commanders, Sls, adjutants and PSNCOs. Many of the
inacouracies were caused by the supported unit's inattentiveness to detail
and, in some cases, lack of knowledge. Errors were also being made in the
personnel management divisions, personnel records divisions, and the AiDs.
There was both a lack of coorcination and quality control among these ele-
ments. In an attempt to provide quality control the 518th AMD provided the
records division with a printout of changes made from change cards submit-
ted. The records division then crosschecked the PIR, the change cards and
the printout to insure that all changes were made properly. The 537th
PS Center had assigned an analyst to each team and this individual was
charged with the responsibility of initiating all change cards. Even with
these procedures the PIRs still appeared the following month containing er-
rors that were previously reported but were not changed. Considerable
deviation from the prescribed format for the PIR as outlined in AR 600-16
and DA Pam 600-8 was also noted.

(2) The Personnel Inventory Report prepared by the 518th PSC was
in accordance with the format outlined in AR 600-16 and appeared to be
accurate. Those prepared by the 222d PSC and the 537th FS Center were not
prepared according to format.

(3) Personnel Qualification Rosters prepared by the 518th PSC and
the 537th PS Center were in proper format and were accurate, However,
the 537th PS Center provided copies of this roster only to their composite
teams. This failing resulted in the commander not having a valuable man-
agement tool at his disposal.

(4) Persnnnel Suspense Rosters were being provided to supported
units by the 518th PSC. The format had been modified in that the medical
data block had been omitted and the units had been charged with the respon-
sibility of coordinating with medical dispensaries to insure that all
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immunisations were administercd at the proper times. Plans were being
made by the 537th to provide their supported units with a PSR for the
month of April 1969.

b. Other Services

(1) Measurement devices employed by the evaluation team to deter-
mine quality of personnel service support being provided and the results
of these checks are shown in Figure 3.

; 537th PS
Measurement Device 2224 PsC Center 518th PSC
Check of Qualification Records i
Of ficer {
Records Checked 188 ! 88 30
Errors Noted 49 I 5
Error Rate 26 T 17%
Enlisted
Records Checked 309 320 130
Errors Noted 81 ‘ 5] 26 ;
Error Rate 26% | 2%k 20% ;
Currency of Publications 1 i
AR 335-60, w/C1 - C4? Yes . Yes
AR 600-200, w/C1 - C27? Yes ! No Yes
AR 611-201, w/C1 - C11? No No i  No |
DA CIR 611-4, 23 Dec 687 No * No J No ‘

Pigure 3. Quality of Service Provided by PSCs

(2) Errors noted on qualification records were improper classi-
fication, utilization and assignment, date of anmual audit not shown,
required AOF (Advanced Overseas Returnee) and ORR (Officer Returnee Report)
annotations not made, and CONUS area of preference not entered. A consid-
erable percentage of errors noted were failure to annotate qualification
records with AOR and ORR month, and CONUS area of preference in Item 42 of
the Enlisted Qualification Record (DA Form 20) not entered..

(3) Proper and sufficient publications can assist the PSC to per-
form with maximum effectiveness. A check of each publications section was
made to determine if the DA Form 12 series vas in effect. Two PSCs did not
have current DA Form 12 series and the PSC vhich had updated these forms
was not receiving distridbution on a regular basis.
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(4) Personnel service support throughout all PSCs was adequate
when compared with the CONUS experience of the evaluation team members in
measuring effectiveness of personnel services. Personnel assigned were
responsible individuals who were imbued with the fundamental nature of a
service organization., Personnel actions and requests, for the most part,
were processed expeditiously. Through interviews with commanders, Sls,
adjutants, and PSNCOs and actual observation it was determined that the
average time lapse for complete processing of a personnel action was 5 to
7 days. Most delays were attributed to distances between the PSC and sup-
ported units and the difficulties in transporting hard copy material in RVN,

(5) Inprocessing procedures at all three PSCs were good and records
of newly assigned personnel were being screened for accuracy and complete-
ness. Procedures 6-1 and 6-2, AR 600-16 were being closely followed during
inprocessing. The 518th PSC and $37th PS Center did not have an estab-
lished procedure for identifying personnel not drawing proficiency pay
(specialty) who were eligible for award upon arrival or become eligible at
a later date. There were cases noted where individuals were eligible for
receipt but had not been properly awarded specialty pay. They had estab-
lished procedures to identify those individuals already drawing specialty
pay when they arrive in the command. Procedures had also been established
in all PSCs to insure that the award of superior performance pay did not
exceed current DA authorized percentages for each MUS. During inprocessing,
all officers were required to conduct an audit of their records and the date
of audit was entered. The same procedure was followed when the officer
outprocessed. DA Form 41 (Record of Emergency Data) was also checked with
each officer and enlisted replacement and changed if necessary.

(6) The on-the-job training (OJT) program in all PSCs needs
improving. This area was not given much attention either by supported
units or the PSCs. Seven instances were noted where individuals had
been in an OJT status in excess of 90 days without action being taken to
awvard a new PMOS or SMOS.

(7) There were no provisions made in the 222d and 537th PSCs for
informing individuals of their current leave balance. The 5186th PSC did
provide this data on the monthly PQR. PSNCOs interviewed stated that when
questions on current leave balances arose the individual was reierxed to
the servicing finance section for assistance.

(8) Another measurement of the quality of service provided by

PSCs was the accuracy of data being submitted to the Data Service Center
(DSC) by the PSCs. The accuracy of this data should reflect the accuracy
of data contained in the PSC data banks. Accuracy data obtained from the
USARV DSC showed that the 222d had a 41% error rate in data submitted, the
537th had a 29% error rate; and the 518th showed a 2T error rate. The
accuracy of data submitted by the PERMACAP PSCs had shown a considerable
improvement in the last 3 months. As a matter of interest, ovsrall USARV
accuracy figures for February 1969 revealed that PERMACAP units had a 26%
error rate while non-PERMACAP units had a 28% error rate.
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16, _SATISPACTION WITH SUPPORT PROVIDED

[ 19 U R nts

(1) Commanders and staff personnel supported by the 222d felt
that as a minimm they should be provided an accurate Personnel Information
Roster and Personnel Inventory Report. In addition they also felt they
should be provided a Personnel Qualification Roster, Personnel Suspense
Roster, a DEROS Roster and an AMED Officer Roster. These rosters would
materially assist in proper personnel management and provide necessary
additional informmation on personnel in their commands. Battalion commanders
and staffs supported by the 537th PS Center stated that they needed, in
addition to the Personnel Inventory Report already provided, a Personnel
Qualification Roster and a Personnel Suspense Roster. Key personnel sup-
port by the 518th PSC felt the data already provided would be sufficient
if it were more timely and accurate.

(2) The majority of commanders and staff personnel interviewed
felt that the Personnel Data Cards being received on newly assigned indi-
viduals did not contain sufficient pertinent items of information on
replacements. They all felt that upon initial assignment of replacements
the field 201 file and the qualification records should accompany the in-
dividual and the units be allowed to retain them for a sufficient period
to record needed data.

(3) Several commanders and S1/adjutants indicated a strong desire
to have all personnel records returned to unit control. Argument in favor
of this requirement was that it would give the commande- the responsiveness
he needs for personnel administration. Further discussion in this area
revealed these personnel realized that centralized personnel support is
required to provide timely and accurate data to higher headquarters; how-
ever, they felt the system must be improved to provide more responsiveness
to the commanders. Responsiveness to these personnel meant ansuvers
to questions in minutes instead of hours, and action on personnel action
requests in hours as opposed to having to wait days as they were doing.
This feeling was strongest among those units separated from the PSC or
support team by considerable distance.

(4) Timely receipt of special orders on newly assigned personnel,
promotions, reductions, and awards and decorations was also a requirement
by commanders and staff personnel. Again complaints in this area were most
prevalent among supported units separated from the PSCs/ Center. late re-
assignment instructions on individuals scheduled to depart Vietnam are
oreating considerable problems. The 518th PSC provided the evaluation team
with statistical data which revealed that of 755 E! through E6 personnel
eligible for reassignment in February 1969 only 354 received assignments
30 days or more prior to DEROS. The other 401 personnel received their
reassignment instructions less than 30 days from DEROS. Further investi-
gation in this area revealed that these individuals had been properly re-
ported on the ACR.
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b, Relief fron Administrative Detail

(1) Commanders supported by the PSCs/Center evaluated had been
relieved of the administrative burden of maintaining personnel records.

(2) Supported units of the 222d PSC were not receiving all of
the monthly recurring reports and rosters which the PSC was capable of and
should be providing. These units were required to manually prepare their
own Personnel Information Rosters and had to submit them to support teams
for forwarding to the AMD. This reversal in normal procedure considerably
increased the administrative burden of all supported units. The primary
reason given for this procedure was that the AMD wanted to establish an
accurate data bank and this was the best way of doing it. 1In all other
areas of personnel support, the majority of commanders and staff felt that
the 2224 PSC had reduced their administrative burden.

(3) Supported key personnel in the 518th PSC and 537th PS Center,
for the most part, felt that they had been considerably relieved of their
administrative burden. They felt that they would be further relieved if
the data and services provided were more timely and accurate. Too much
time and effort was spent in correcting data provided and gathering other
pertinent information on individuals which could and should be provided
by the PSC/Center.

(4) All commanders and personnel staffs supported by the 518th
PSC and the 537th PS Center felt the orientation of newly assigned PSNCOs
and monthly meetings provided considerable assistance to their unita. They
also expressed a desire that similar meetings and orientations be conducted
for Sts and adjutants.

17. NDINGS

a. Personnel data provided by the PSCs/Center in recurring rosters
and reports generally contained inacouracies.

b. The 2224 PSC and the 537th PS Center were not providing supported
units with all required recurring reports and rosters.

¢ The 518th PSC was providing supported units with required recurring
reports and rosters.

d. The 537th PS Center was employing contact teams which visited
supported units to make on-the-spot corrections to records and allow com-
manders and key staff personnel to review each individual's records.

e. Monthly PSNCO meetings and orientation of newly assigned PSNCOs
vere being oonducted by the 518th PSC and 537th PS Center.

f. None of the PSCs/Canter vere conducting meetings or orientations
for comnanders and their S1/adjutants.
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&€+ The USARV AG had no sure way of determining all replacement per-
sonnel who had been allocated by DA to fill slots requiring T-coding.

h. All PSC./ Center were providing assistance in training unit clerks
and PSNCOs when required or requested.

1. There vas & lack of coordination and quality control in all PSCs/
Center partioularly in verification of FIRs.

Jo In and outprocessing procedures at all PSCs/Center were good.

k. Personnel actions and requests were processed as expeditiously as
distance and communications problems would permit.

1. The majority (59%) of commanders and key staff personnel felt that
the PSC-/ Center were providing personnel data and support required by the
commander and hies staff.

m. The majority (67%) of commanders and key staff personnel felt that
support rendered by the PSCs/Center had reduced the commander's administra-
tive burden.

ne All commanders and key staff personnel felt the PSC-/ Center were
providing the desired technical advice on personnel management problems.

0. Personnel service support throughout the PSCs/Center was adequate
as compared with the CONUS experience of the evaluation team members.

p. M fty-three percent (5%%) of RVN returnees in one unit had not
received timely reassignment instruotions.
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(U) SECTION IV

OBJECTIVE 3, IMPROVED EFFECTIVENESS

18, PRISENT MISSION, FUNCTIONS, AND OPERATIONAL CONCEPTS

a. Mission

(1) The mission of & Personnel Service Company is to act as custo-
dian of and maintain the field individual military personnel records, and
accomplish the personnel actions and services vhich are attendant upon this
responasibility. The service includes that vhich satisfies the personnel
requirements of the individual as well as that vhich the supported com-
manders need to permit them to discharge their personne! management respon-
sibilities. The keynote in Personnel Service Company operations is respon-
siveness to the needs of the supported commanders. Normal assignment of
the PSC is to non-divisional support command/brigades or to the medical,
signal, military police and transportation brigades. In contrast to the
support command/brigades the army-wide service brigades have subordinete
units loocated throughout the combat sone. All procedures used by the com-
pany must be designed to minimise the problems inherent in performing per-
sonnel administration for u widely dispersed organization.

(2) The PSCs/Center vere assigned to appropriate sized commands
and vere accomplishing the mission to the extent indicated in the discussion
of Objective 2.

b. Munctions

(1) The allocation of functions within the divisions prescribed
in the functional chart in AR 600-16 was basically followed by the PSCs/
Conter evaluated. Limited revision of the functional divisions as well as
relocation of certain functions appeared to be justified. Certain added
functions were consistent with combat szone employment.

(2) Officer records were handled as a separate branch in all
instances. The 518th had organized a separate officer section under the
supervision of a warrant officer. Responsibility for Officer Effeciency
Reports had been moved from Personnel Actions to Officer Records. This
provided better suspense and oontrols over that function.

(3) Due to the volume and inherent actions required in R&R
processing, separate clerks were assigned to perform this added function.

(4) The following funotions had been retained in the supported
command headquarters:

(a) Casualty reporting
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(b) adninistrative Loard actions
(c) Tosting

(d) Congressional incuiriss

(e) Awards and ceccratiins

(5) .an additional function » rformed ’o:.' the 537tk, comrlicated
by its loc::tion 2t 3ien FHoa, was the ovement of renlaceients. leploce-
ments conir:; into 3inn Hoa AFB are trans orted to thc 90tk Renlacement .in :
at Long 3inh., The 537th was requ;red to send transport:tion to the 90th ;
and tracsnort reprlacencnts for the Saigon cunport Corr-and to dien lox for 3
inprocessing. This required armed convor escort, sonetires provided by
the I'P's, but normally by the 537th. aifter i.nz:-rocessing, it w's the respon-
sibility of the 537tk to get these replacerents to treir respective urits.

Tris required coordinatinon of trumsport:ticn ty convoy back to Long 3inh
or to Sai on a2 d by «<ir transvortation t.o the outlying ~reas of Tun:z Tau
and Tay &

ce Oneratio Con
(1)

(a) all P5Cs evaluated were ernloyed in a commend suvport
role. The 222d PSC is assigned to the 44th iedical Jsrigade, the 51%th PSC
is assigned to the Cam Ranh Bay Support Comriand and the 537th Fersonnel
Service Center is assigned to the Saigon Support Corrand. Operztional
control for the 518th and 537th is provided by the .idjutant General of the !
respective Support Command. Gince an aG was not provided for the !‘edical i
Brig-de, the CO of the 222d had been anoi 'ted to this vositiorn and opera-
tional control is under the Jrig-de 31,

(b) Although the command relati nshins Letween the three
cormands and their supporting PSC/Center were clearly defined, i3C relation-
skips with stati n headquarters existed which lead to some of the diffi-
culties with which the PSC CO is faced.

1 The 518th PSC had been attached to the Can Ranh rost.
This situation nlaced PSC nersonnel under ‘he jurisdiction of the Post
Comr-ander for such tasks as duty officer and duty .CO, article 32 investiga-
tions, and courts and boards,.

2 The 537th FS Center was not colloceted with its oorent g .
organizatio'x as were the other two PSCs., It was physically loc .ted six - i
mles from Sairon Support Comiand at Bien Hoa army Post and came under the
eontrol of the 10lst Abn Div (4BL) (Rear) for housekeeping and security
requirements. The primary effect of this relations!in w:s the burden -laced
upon the PS Center to provide security personnel. One officer and 24
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enlisted were reguired per ca;’ with an -dditionsl 32 enlisted personrel
reciiired per day und.r "GiuaX" alert conditions which existed quite often,

3 The 222d PSC had no comr=nd relationship with Long
5inh Post ‘leadcuarters and, therefore, was not called upon to rrovide
personnel for post detnils, This u:it did »rovide personnel for the
security of its area during alert conditions.

(c) Cormon to the 222d PSC and the 537th PS Conter was the
detachment of supnort tezms to the location »f the supported group head-
quarters. Though these tears techrically were und:r the commcnd and oper-
ational control of the PSC CO, the group CO and staff of the supported
group had a stronz influence over the personnel and operation. In the case
of the support teams provided by the 222d, the team leaders, who were }SC
officers, had been appointed as assistant adjutants for both the 44th *ed
jde and the sunported group. This arrangement allowed those team leaders
to act for either commander as the need arose which seemed to nrovide addi-
tional resoonsiveness to all concerned. In contrest, one support team
of the 537th located at Vung Tau provided less responsiveness in that the
team leader was onl: an extension of the higher comm~nd. He was an assistant
adjutant for Saigon Suoport Command and, therefore, could not act in the name
of his suprorted group commandrr. This made him less responsive to unit
needs. ’

(d) In the case of the 222d and 518th PSCs the COs wore two
hats - that of company commander ahd that of personnel officer. Though
this wes within current concept and an executive officer was provided by
TCE, the PSC COs expressed dissatisfaction with the burden of both resnon-
sibilities, The 513th PSC Comrander had, however, placed his executive
officer in charge of all company administration, which freed him for his
personnel officer duticzse. ' :

(2) Organization and Enplovment

(a) The 518th PSC was organized with functional divisions.
During the evaluii‘cn -of the 518th certain advantages to the functional
organization were evidenced. Since each functional division was under the
control and influence of one offic~r/warrant officer, standardizaticn of
work prcedures and policies was more easily accomplished as was effective
utilization of human resources and capabilities. This functional organi-
gation, however, required the supported units to cenl with several people
in several places, frequently on the same subject. Several supported

comranders exvressed their dissatisfaction with the responsiveness of this
organization. .

(b) The 537th P5 Center was organized into six composite
teams with functional division offices as well, This was accomplished by
using the resources of not only two PSCs but also the warrant officers, who
were previously assigned to supported units as personnel officers by TOZ.
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Each composite team was responsible for the support of specific units
based upon assigned strength. The functional division offices did not
provide monitor and control supervision over the functions accomplished

at team level. They performed only those functions which the CO had deter-
mined could best be accomplished centrally.

(e) Peculiar to the 537th was the fact that it wes a com-
bination of two Personnel Service Companies - the 520th and 537th. As the
center was formed from these two companies with standard TOE structure,
duplicity in certain key personnel was automatic and required some reorgan-
ization which took the form of a TDA unit. The key positions involved were
that of the CO, executive officer, sergeant major and supply sergeant. This
TDA type reorganization placed the senior officer as the center commander,
the junior company commander as the CO-of troops; one sergeant major was
performing in that capacity while the other was NCOIC, Personnel Management
Division. The senior supply specialist was the supply sergeant and the
junior was his assistant. This unit was preparing its TDA for approval.

(d) The 222d PSC was organized into four composite teans,
three of which were in the role of second echelon support teams. The head-
quarters element was consolidated into an AG office which provides monitor
and control of team products. Since the teams were detached from the PSC,
this headquarters element wvas necessary to provide standards and control.
These four teams supported 166 subordinate units located in all four of the
Corps Tactical Zones and were spread over a geographical area from Can Tho
in the Delta to Phu Bai in the North. This represents a distance of over
550 miles between Can Tho and Phu Bai and a total area approximately the
size and shape of the State of Florida.

(e) The Office Services Unit doctrinally subordinate to the
Administrative Machine Division had been separated in all PSCs/Centers
visited. The 5i8th and 222d had redesignated this element as the Administra-
tive Services Division. The 537th and the 222d had placed a warrant officer
in charge of this operation. The 518th had a master sergeant in charge under
the direct supervision of the PSC headquarters. Control of the ADP auto-
patic typewriters (Friden Flexowriters) in the 2224 and the 537th had been
retained by this administrative section, but had been transferred to the
Machine Division at the 518th. A separate OSU was more responsive to PSC CO.

(f) The Standardization and Training Unit had not been eatab-
lished at any of the PSCs evaluated and was sonsidered unnecessary by the
PSC COs. .

(3) Operational Practjces

() The effect of enemy action on operational capabilities
varied from none in the case of the 2224 and 518th to serious at the 537th.
The location of the 537th at Bien Hoa subjected that unit to more frequent
alerts and required an occasional closedown of operations during local
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attacks directed at the 3ien Hoa AFB, Jervice under a continued readiness
posture wus rar: inal,

(t) The climate in 7l had definite ei‘ects upon operation
of the ©SC, “he extreme heat 'uring the dry season caused frecuent close-
down cCuring the hottest part of the day, Smecific effects have been 23ddressed
in the discussion on maintenance in Objective 1. Dust and grit covered
desks, records and machines, thereby requiring rore frequent raintenance of
rachines and careful handling of records and correspondence. During the
we’ season heat and dirt are renlaced by humidity and water. The prirary
er"ect of the hunidity was on paper which mnde it more dificult to use.
The most critical effect was on punch card stock. PSCs kept their card
stock in Conex containers or other areas that were not air-conditioned due
to lack of storage area in the vans. Although stoc!: was normally moved to
the vans for dehumidifying before being used it did not eliminate the feed
problens caused by these cards. Similar fecd problems were experienced by
the nressmen with paper stock. Raiu wes a problen in that sorme of the
buildings were poorly constructed and water seeped through the roofs and,
during heavy rains, flooded the floors. - This was more of an inconvenience
th:n 2 major problenm.

(¢) It has not been necessary for any of the PSCs evalunted
to displace, therefore the effects of displacerient on operational canabil-
ities could not be evaluated, :

(4) Cowrmnications

(a) Systems

1 Telephone commnications supporting the PsCs in RVY
was found to be poor. The PSCs experiencec extreme difficulties in com-
municating by televhone both with their %teecms and their supnorted units.
Frox the support team at Da Nang, routing to Long Binh was accomrlished
through several switchboards and a final switchboard at the 44th lied ide
resulting iu virtuslly an unusable connection. although only 20 miles dis-
tant, the 4th Transportation Cormand PSNCO in Saigon had such poor success
in making telephone contact with the PS Center at Bien Hoa that he had to
resort to daily vehiculer trips to the PS Center. These trips required
four hours to complete. FPlans to improve it countrywide with a telephone
system is shown in Annex B, It is anticipated that this dial system will
bte a major improvement in commnication capability and ovcicit.z many of
the existing problems and delays. .

& Due to the poor telephone connections experienced
by the 2224 PSC, radio commnications which permitted an acceptable con-
versation when atmospheric conditions were good was being used. The 2224
had experienced periods of several days when they were unable to establish
voice communications with its teams.
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3 Courier service was provided on z scheduled basis by
the 1st Signal Jrigade to all raj- - points in RVil and to many lesser loca-
tions., All thres of the PSC/Center COs interviewed had chosen to establish
their own couriers because they concidered the USaV courier service less
responsive,

4 The army Fostal elerments offer regular service which,
azain, was used to a voery limited extent by the r3Cs. The FSCs through
experience fuel it is too slow in-country to provide tirely and reliable
noverment of distribution,

5 The ..JTODIN system of trarsceiving inform-tion was
well established in ./N, Terminals operate. by the 1st Sig 3de were at all
locaticns where the PSC/Centers and their tearms vere locuted. These ter-
rdnals were all designated as cor:i.on user [lacilitics availetle for innut by
all agencies. The Data .Jervice Center had a terninal dedicated to their
use although it was technicelly part of the AUTODIN syster. Only the 513th
PSC was using AUTODIN terminals. All update cycles are transceived from
the terninnl at Cam lanh Post to Long 3inh, The terrinal at Can Ranh has
recently been moved from a separate location to the Cam lanh Army Depot
for better security which has mace it less accessible to the PSC than nre-
viously. However, the 513th still uses it for all cycles except the end-
of-month report which is taken by courier to long Binh.

6 Distances to suppor‘ed units presented significant
problens to a PSC, particularly those organized with second echelon sunport
teams., Surface movement was highly restricted and in most areas non-exis-
tent for administrative purposes. liovement of people and paper wus de-
pendent almost entirely on our air capability., Distances from the PSCs
to their tears and supported units are reflected in Annex D,

(v) Information Flow

1 The flow of information was continuous to and fronm
all participants in the personnel support system. Timeliness and -ccuracy,
however, need considerable improvement. Data Service Center statistics
showed the inaccuracy of data received from PiRFaCaP PSCs to be relatively
high. Accuracy error rates for the evaluated PSCs were as high as 41% on
selected transactions. However, the overall USalV accuracy rate of 26%
for PERMaCAP units compares favorably to that of 28% for non-PERI'ACAP units.
Information on morning report submissions reflected as high as 10 day aver-
age lag time for some PSCs. PSCs were making continuing efforts to nurify
their data banks as was the DSC. The DSC was in the process. of forring
a PERMACAP team which will travel to the units and provide technical assis-
tance and perform inspections with emphasis on improving data and service.
Complaints were received from the PSCs that the DSC as the servicing Data
Processing Agency for the theater was not providing unit TOE authorizations
as it should. The lack of this information in the Organizational llaster
File at the PSC precluded the :matching of current authorized and assigned

V-6



S S

strengths, DSC was publishing a Roster of E'n=2ptions but units indicated
that an error printout would be more useful in analyzing errors.

2 The quantity of information flowing to the supportcd
units varied as indicated in the discussion of Objective 2., The major
weakness was ti: liness, PIRs were late getting to the units from the P5C
and late being returned tc the PSC after correction by the units. The 518th
did not run the PIR the first day of the month because of end-of-month re-
quirements going to higher headquarters including the DSC, This made the
run 10-12 days oehind the cut off date for resubmission of the corrected
PIls by the units. This month-end peak reduced the capability ol the PSC
to be responsive to the supported commander. Although tireliness weas the
major weakness quality ccntrol and coordination-wes also lacking throughout
the PSC. Coding by the clerks was verified by the analysts but for proner
entry only. Accuracy of information transcribed from the records was not
checked. Though key punching was run througsh the verifier, punches were
checked rather than accurate information. Except in the 518th where a print-
out of update cards was furnished the records clerks before the :cnthly PIR
update, data input into the system was not checked for accuracy until the
PIR wcs actually printed and distributed.

(5) Supported Unit's Role

(a) The commander has several people to assist him in dis-
charging his personnel management responsibilities and who are critical
to the personnel m=nagement system. These people are the unit clerk, thre
first sergeant, the PSNCO and the S1/adjutant. Though the importance of
the morning report to strength accounting was quite reduced under PLRINAGAP
due to centralization of orders and by-product tape input, the unit clerk
and first sergeant continue to be important to the personnel system. It
is at this point of contact that an individual is discouraged or encouraged
with personnel matters. Personnel actions involving promotions, reassign-
ment, leaves and pay continue to start here under the PSC.

(b) The key link in the personnel service support system
was the personnel staff NCO at each battalion, evacuation hosnital, group,
depot, and brigade. The effectiveness of the PSCC:; in the units visited
was a direct reflection of the commanders utilization of this individual.
In the hospitals and medical battalions supported by the 222d the PSNCOs
were devoting approximately 40% of their time to personnel, most of this
being processing actions rather than personnel managerent. The balance
was spent at administrative duties such as correspondence, reports, files,
and safety. In contrast, most PSNCOs in units supported by the 537th and
518th devote 100% of their time to personnel administration. This was found
to be extremely important to the individual soldier since this provides
him with personal service by a professional in the personnel system.
Since the 537th snd 518th are providing more tools for their supported units,
the PSNCOs have a better opportunity for effective utilization. With few
exceptions PSNCOs had good background in personnel and were knowledgeable

IV-7




in the subject but some were not adequately fariliar with the FsC concept.
S1s interviewed had high przise for their P5I'COs re;ardless of utilization,
and strongly supported the need for such a person under the centralized
personnel system. S1s cornented as to the need for an administrative ILCQC
as well,

(¢) S1s au’ ndjutents were cenerally lacking in personnel
ranageiient ‘mowledge and in knowledpe of tl. - sstem of PSC support under
which they were operatin . For the most part, batitnlion adjutants were
unavare of what rang;ement tools werc hein, orovided ard wh:rt infornntion
wis provided ir these rusters. Cormander: ~1lso require rore orientation.
19, FLNDINGS

a. The 222d PSC, 518th PSC, and the 537th Po Center were effectively
perforning the doctrinal rission for a PsC.

b. Corbining the 520th and 537th PSCs into a PS Center resulted in
duplicity of nositions ~t sunervisory level.

c. The Office ocervices Unit wus established as a separate entity from
the ai D in all three PSCs which enhanced the PSC oneration.

d. The Standardization and Training Unit was not being used.

e. The OZR function was being performed by the officer records clerks
in all units which provided best control and processing.

f. Organization with comnosite tea:'s provided best resnonsiveness
to co. manders,

g. Second echelon support teams nrovided the best service when extre: e
distances bétween major cormands were involved.

h. bknvironment had a dilatorious effect upon overationzl canability
of the PSC.

i, Telenohone coitrunications systens are inadequate for the oneration
of the PSC and limit responsiveness to all levels of corrand.

jo The AUTODIN network is not rteing used to the fullest extent by the
PSCs.,

k. Data banks at the PSCs and hence the DuC were inaccurate.
1. The DSC was obtaining the personnel to provide assistance to units.

m. The PSNCO was a critical link in the centralized rersonnel system
and needed additional training in the PSC concent,
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n. Commanders, S1s, and adjutants at all levels of command are not
familier enough with the personnel system which is supperting them.

20, PROPOSTD CHANGES TO FUNCTION OPEATI §

a. functions

Officer efficiency reports should be relocated in the Records
Division: Though this particular function is technically a personnel action,
the officer records clerk is the more logical person to suspense and control
03 submission as part of records raintenarce and screening.

b. Qrpanization and Beplovnent

(1) The duties and responsibilities of the Office Services Unit
were found to be more closely aligned with the FSC headquarters than with
the ilD., This unit should be redesignated as the administrative Services
Division of the PSC under the supervision cf a warrant officer. This div-
jsion should retain control of the ADP typewriters since the capability of
these machines permits applications beyond that of orders preperation, e.g.
automatic preparation of command letters in original copy form.

(2) No PSCs were utilizing thecir authorized Standardization and
Training units. Perhaps this is due to the fact that definitive.guidance
regarding the effective employment of the Standardization and Training Unit
is nonexistent. It would appear that this elerent could be effectively
utilized in varied training and orientation functions (In addition to the
function of standardizing procedures within the PSC). For example, it could
orient all incoming PSNCOs and unit clerks on the PSC mission and the pro-
cedurcs followed to accomplish that mission. It could be the element con-
trolling on-the-job training of all personnel clerks. Finally, this unit
could forn the framework for PSC contact teams that would periodically visit
supported units and contribute so much toward assisting commanders with
their personnel menagement problems.

(3) Though provided for in current doctrine and practice, the use
of support teams is discussed here for the purpose of emphasis. The best
organization of the PSC/Center appeared to be by composite teams rather
than by functional divisions. Although the 518th was providing all doc-
trinal irformation and support for its cormanders, a composite team organ-
jzation would enhance the responsiveness by reducing the number of people
to which a unit rust go for assistance, and giving the supported cormanders
a feeling of being provided more personalised support. The ‘employnent of
second cchelon support teams provides the commander with direct support
vhich is in complete consonance with the desired responsiveness but is most
appliczble to the brigade operating with gseparate battalions. The use of
special ~urpose teams and/or assistance teams should be emphasized as they
provide needed service to the cormander and his personnel by periodically
giving bn the ground service through records review, emergency data update,
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and identification card and tag replacement. This also helps to estzallish
rapport with the cormender and irctill the confidence in him and his people
that the centralized personnel s;stem ca: do a good job for them. Gecause
of the satisfaction with the current employment of the P5Cs expressed by
co.zanders, it is the professional opinion of the evaluators that the ap-
propriate role for the PSC is that of support of a single major command and
its subordinate units,

{4) The second echelon support team chief becomes a personnel
officer in the eyes of the supported commander since the tean is collocated
and depend: entircly upon that cormander for administrative support. The
concept of the iLeam lender being assigneu ns assigtant adjutant for the
supported corz.ander should be emphasized and encouresged to provide mavirum
supnort, responsiveness, and rapport.

c. Conmmupications

(1) The personnel system should be given high priority in the
corranication network., Cormunications by telephone in future similar com-
bat environments nay not be better. HF and FM radio is a poor substitute
for telephone commmunications. Courier and postal service is reliant on
aircraft and good flying wecther., Without the freedom of movement in the
air which we enjoy in RVN, these services would be considerably curtailed.
The most reliable available means of communication appears to be transceiving
data from one terminal to another with the AUTDIN system. Since AUTCDIN
is already in a high state of operational capability and wide spread em-
ployment this seems the most likely source of dependable, rapid commnication
for personnel dats,

(2) Additional emphasis is required at USADATCO. on better and
nore complete programs for PERMACAP, In the units evaluated the tests run
so far with the new progrars indicate fewer local changes will be required
than on the vnes now in use, The primary complaint received on all DA pro-
grams was lack of pre-edits requiring extensive editing by the PERMACAP
units before use. Emphesis on better programs will result in PERNACAP
personnel having more confidence in the system with which they are working.

d. Supported Unitg' Role

Due to the vital role in the personnel system played by the unit
clerk, first sergeant and PSNCO, it behooves the Army to give more attention
to their military education., This is not to preclude the neccessity for .
more and better trained personnel clerks as well. The emphasis appears to be,
however, to keep the best qualified at the highest level. Apparently
there is a need for more of these best qualified people. With the ranid
promotion of NCOg, many are being deprived of the opportunity to become
proficient in administration and personnel before they find themselves
wearing first sergeant stripes. These NCOs rmst be schooled, WJT will not
result in the desired product. Unit clerks are more often than not OJT'd
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from a basic clerical MOS, PSNCOs though found to be qualified in person-
nel management agreed unanimously that they should be sent to the AG school
before being assigned to the PSNCO position. Officer career courses should
provide a better coverage of the personnel system to provide a better
foundation with which to perform the dutios of the CO, executive ofticer,
51, anc adjutant at various levels,
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(U) SECTION V

CUNCLUSIONS AND RECOMMENUATIONS

21. CONCLUSIONS
a. TOE 12-67 requires certain »arsonnel and equipment modifications.

b. The U.LiRV Comptroller hkas sroposed certain equipment additions as
vwell a- a PLL requircameat not wsjesified by PSC persocanel during evaluation.

c. “he .aportance and complexity of flexowriter operatione require
formal trainiag for opsrators and repaiimen.

d. Although commanders were relieved of an administrative burden and
the support provided by the PSCs is adequate, PSC effectiveness can be
enhanced by emphaaizing accuracy and timeliness of data as required in AR
330-14 and AR 600-16, and through more frequeant and varied contact with
suppo.ted units.

e. The USARV DSC is improving ivs capability to provide assistance to
PSise.

f. No requirement exists to alter tre nission presenily defined for
PSCB.

g+ Develop:ent of a sv _irate TOE for Personnel Service Centers will
result in specific identificatl :n of duty positiorns and more efficient uae
of personnel resources.

h. When the Office Services Unit is estadblished as a separate division,
it is more resprneive to the PSC commarder uand provides more rapid service
to suprorted units.

i. Control ard handling of Officer Efficiency Reports can Lest be
performed by officer records clerks in the resords divisinn.

j. The team concept of personnel service support is most responsive
to & poried comsanders and should ba emphasised in PSC doctrine.

k. The functions and operational practices employed by P3Cs in RVN
which proved effective for them require doctrinal consideration.

1. Due tc the criticality of key individuals in the personnel suppcrt
system, responsiveness of PSCs would be further enhanced by requiring all
PSLCOs to be school trained and by thoroughly orienting all commanders, Sls,
adjutants, first sergeants, and unit clerks.
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22. RECQMMENDATIONS
It is recommended thats

a. Personnel Service Company TOE 12-67, be modified as indicated
belows

_(1) Personnel
(a) Add one Pirst Sergeant, MOS 71HS0, to company headquarters. .
(b) Add one Motor Sergeant, MOS 63H40, to company headquarters.
(c) Add one Postal Clerk, MOS 71F20, to company headquarters.

(d) Add four flexowriter operators, MOS 71B20, to a Type C PSC
and add three flexowriter operators, MOS 71B20, to a Type D PSC.

(e) Add two offset pressmen, M0S 83F20, per offset press.
(2) Equipment

(a) Add one photocopier.

(b) Add two offae£ presses.

(¢) Add one 6-strip decollator.

(d) Add one 083 .aorter.

(e) Add one Polaroid camera and allied lighting equipment.

(3) The TOE reflect that MSC officers will be authorized in lieu
of AG officers when a PSC is in support of a Medical Brigade.

be PSCs implement the following internal measures:
(1) Conduct informative monthly meetings with supported unit PSNCOs.

(2) Establish contact/assistance ‘teams and make frequent visits to
supported units.

Conduct PSC orientation classes for all incomihg commanders,
S1s, adjutante, first sergeants, and unit clerks.

* (4) More fully exploit existing communications media to improve
 timeliness.

(5) Establish more effective control measures to insure data
input is acocurate.
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(6) Organize composite teams for responsive support to commanders.
ce. DA establish these training policies:

(1) Require all WCOs who will be assigned as PSNCOs to attend the
PSNCO Course 500-F1 at the adjutant General School.

(2) Tabulating equipment repsirmen, 1:0S 34B, receive training in
flexowriter repair.

(3) Clerk typists, 103 713, receive flexowriter training in CONUS
orior to arrival in RVI,

d, USARV Data Services Center, as presently planned, organize an assist-
ance team possessing the necessary expertise to:

(1) Provide responsive assistance to PSCs in purifying their data
banks. '

(2) Provide guidance to PSCs which will insure that data is provided
as outlined in AR 330-14 and AR 600-16. .

e. USACDC:
(1) Develop and propose a TOE for Personnel Service Centers.

(2) Establish the Office Services Unit as a separate division of
the PSC in future doctrine, -

(3) Aassign the Officers Efficiency Report function from PAD to the
Records Division.

(4) Consider proposed functions and organizational and operational
concepts discussed in this report for inclusion in appropriate field ianuals,

(5) Consider the proposal made by the USARV Comptroller that volt-
age regulators, dehuridifiers, and vacuum cleaners be added to the TOE and
that consideration also be given to development of an appropriate PLL for
all equipment other than the ADPE,
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ANNEX A

GENERAL DESCRIPTION OF PERMACAP

1. Personnel Management and Accounting - Card Processor (Acronym: PERMACAP)
is an ADP system which deals with personnel data and links the Amy division
and PSC with the Amy Personnel Reporting System operated at Data Processing
Activity (DPA) and HQ DA levels. Original PERMACAP plans included the fol-
loving specific objectives.

a. Modernize Aray division data processing equipment by installing
card processor equipment to replace certain types of Punched Card Machines.

be Redesign the Army division personnel data processing system so as
to produce, in machine language, an acceptable input to the ---

(1) DPA for Personnel Master Pile updating purposes.

(2) Centralised Autowated Military Pay System for military pay
actions which originate through special orders.

o. Provide for optimum validity of data entering the Army Personnel
Reporting System by using ocard processor edits at Amy division level prior
to sendirg juch data to the DPA.

d. Facilitate the interchange and compatibility of data between per-
sonnel data processing systems by making use of standardised data elements
and codes in acoordance with AR 18-10.

¢. Decrease the volume of momning repoit entries for divisional units
by capturing essential data in & paper tape by-product as special orders
are typed on automatic writing machines.

f. Develop a standardised personnel data processing systex vhich could
be used vherever the same ADPE is employed by the Army.

2. Since its inception, PERMACAP has been broadened in scope to include
all Army PSCs organised under TOE which authcrise ADPE (i.e., Type B
through Type Bunits). It has been phased into operation as individual
Automatic Machine Brl.noh/Automtio Machine Division (AHB/AHD) reached the
ready stage, as determined by coordimation between Army divisjons or PSC,
major amy field oommands, CONUS armies, the USADATC(OM, and DA Staff
agencies. PERFACAP produces recurring renorts and rosters from punched
card files for military personnel management uses by commanders at various
echelons within the scope of AMB/AMD serviocing responsibility. It leaves
rescurces available to provide other ADPE services desired by commanders
at various echelons within the scope of AHB/AMD servicing responsibility,
and shares ADPE vith other ADP gystems authorized by IQ DA (e¢.g., for
military pay purposes) to operste at the AMB/AMD level. Under direction
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of the DCSPER, PERMACAP places the USADATCOM in the role of monitor for
system dosign, development, dooumentation, maintenance, and coordination
in order to achieve standardized program and procedure applications.
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ANNEX B

THE SOUTHEAST ASIA AUTOMATIC TELEPHONE SYSTEM

1. Present telephone service in Southeast Asia for US Military and other
Free World Military Forces is provided by the Southeast Asia Telephone
Systea vhich is an integrated common user telephone network of both tactical
and fixed plant manual and dial telephone exchanges. A major portion of
this system is being converted to an automatic system which will provide
direot distance dialing throughout RVN and Thailand and will be oalled the
Southeast Asia Automatic Telephone Systea (SEA-ATS).

2. Presently there are 53 dial telephone exchanges in operation in RVN and
Thailand of which 26 are Army. For the most part, these are commercial
type fixed exchanges ranging in size from 200 to 5000 lines. There are
additional Ammy exchanges planned for the system, three of which will be
operational during 4th Quarter FI 69. These manual and dial exchanges are
interoonnected via manual long distance switchboards operated by the Amy
and Air Force.

3. Ml implementation of the SEA-ATS will be accomplished by activation
of tandem svitching centers (TSC's) which will replace the present manual
loag distance switchboards and provide direct distance dial service. Six
of these tandem svitches are located in RVN and three in Thailand. Although
the Air Force vill operate six of the switches, the Army has the responsi-
bility for installation of all nine.

4. The first two tandem switches vere activated at Bang Pla in Thailand
and Can Tho, KVN in December 68 and March 69 respectively. Building con-
struotion or equipment installation is underwvay at the remaining seven
sites and all are expected to be operational by October of this year.

The next swvitch to be activated in RVN will be at Da Nang and is scheduled
for 12 Apr 69.
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ANNEX C

GLOSSARY

1. Abbreviations

ADPE - Automatic Data Processing Equipmeny

AG - Adjutant General

AMD - Automatic Machine Division

AOR - Advance Overseas Retumee

AR - Ammy Regulation

ASD - Administrative Services Diviesion

AS] - Additional Skill Identifier

AUTODIN - Automatic Digital Network

CONUS - Continental United States

DA - Department of the Amy

DCSPER - Deputy Chief of Staff, Personnel
DEROS - Date Eligible for Return from Overseas
DPA - Data Processing Activity

DSC - Data Service Center

EDCSA - Effective Date of Change of Strength Accountability
MOS - Military Ocoupational Specialty

MPRJ - Military Personnel Records Jacket

OER - Officer's Effioiency Report

OJT - On-the-job Training

OP0 - Office of Personnel Operations

ORR - Offiocer Leturnee Rosters

OSU - Office Services Unit

PAD - Personnel Actions Division

PERMACAP - Personnel Management and Accounting - Card Processor
PIR - Personnel Information Roster

PMD - Personnel Management Division

FQR - Personnel Qualification Roster

PSC - Personnel Service Company/Center

PSNCO - Personnel Staff Non-Commissioned Officer
PSR « Personnel Suspense Roster

RVN - Republic of Vietnam

TOE - Table of Organization and Equipment
USARV - United States Amy Vietnam

USADATCOM -« United States Armmy Data Command

2. Definitions ‘
a. ADMINISTRATIVE MACHINE DIVISION (AMD) - The organizational sub-
division of a Personnel Service Company respcnsible for performing per-

sonnel and administrative services through the use of punched card and
punched paper tape machines.
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b. COMPOSITE TEAM - A group of fincticnal teams consisting of one
from each division of the Personnel Service Company, except the Admi. istra-
tive Machine Division, “esigned to provide complete personnel service for
a speocific group of units.

¢, FUNCTIONAL TEAM - An organizational subdivision of each functional
element of the Personnel Service Company except the Administrative Machine
Diviesion.

d. PERSONNEL SERVICE CENTER (PS CENTER) - A combination of Personnel
Service Companies amployed together when the supported troop strength ex-
ceeds the capability of one Personnel Service Company to provide adequate
support.

e. SECOND ECHELON SUPPORT TEAM - A composite team or an equitable sub-
division of a composite team, predesignated for attachment to units of bat-
talion or larger size detached from the major supported unit for over 30
days, for the purpose of providing complete personnel servioces support.

f. SUPPORT TEAM - A genersal term encompassing composite and second
echelon support teams and connotirg a direct support role for a given team.
-/
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ANNEX D

DISTANCE TO SUPPORTED UNITS

DISTANCE TO AVERAGE DISTANCE]
PrsC MAJOR HQ'S FURTHEST TO
ACTIVITY LOCATION SUPPORTED SUPPORTED UNIT | SUPPORTED UNITS
518th PSC Cam Ranh Cam Ranh Bay 35 Miles 5.5 Miles
Post Support Comd
53Tth PS Bien Hoa Saigon 100 Miles 3 Miles
Center Post Support Comd
Team #2 § Vung Tau 53D GS Group 80 Miles 1 Mile
Post
222D PSC HQ J| leng Binh | buth MED EDE 550 Miles 150 Miles
| Post
Team B Qui Nhon 55th GP T0 Miles 4O Miles
Team C Nha Trang | 434 MED GP 60 Miles” 35 Miles
Team D Long Binh | 68th MED GP - 96 Miles .30 Miles
Team E Da Nang 6Tth MED GP 60 Miles 55 Miles
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The purpose of this project was to evaluate the effectiveness of four Personnel
Service Companies (PSC), TOE 12-67E, in support of operational units in the Repudlic of
Vietnan,(RVN) to determine vhether the units' effectiveness could be enhanced by changes
in personnel and equipment authorisations, missions, functions, and operational concepts.

The mission of the Personnel Service Company is to act as custodian of and maintair
the field individual military personnel records. Due to geographioal dispsreion of
spported units, the taotical situation, and communication difficulties in RVN, support
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@enter and were evaluated as cne entity.
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Collection of data and evaluation of the companies was conducted in all four Corps
Tactical Zones (CTZ) in RVN during February and March 1969.

Vith some exceptions in the Company Headquarters, personnel authorizations were
generally adequate. Equipment authorisations were deficient in not providing for photo-
sopier, decollator and offset press capability. The quality of records maintenance and
ersonnel management assistance performed by the PSC was adequate. Unit oomzanders had
een relieved of the administrative burden to maintain personnel records; however, in

'REPLACES OO PORM 1878, 1| JAN &, WHEHM )
GO0OLETE FOR ARMY UOE.

— TEHSIUL
y ty ssification




some cases, this relief was ragated by such administrative requirements as
verifying inacourate data prepared by the PSC and preparing their own per-
sonnel data reports. Responsiveness of the PSC to supported units in RVN
vas best achieved through the employment of composite teams. PSC mission
accomplishmant requires that a contimious indoctrination program be con-

ducted for all key individuals in the personnel administration and manage-
ment systena.

It is recommended that changes to TOE as well as the doctrine contained
in this report be reflected in appropriate publications.

Users of this repor. are invited to send inquiries to Chief of Personnel
Operations, ATTN: PMDO, Department of the Armmy, Washington, D.C. 20315,



