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E~(ECUTIVE SUMMARY

The purpose of this study was to gain an insight into the civilian

personnel problems related to the establishment of Army Project/Product

Manager (PM) offices. The intent of this report is to alert the reader

to the problems sometimes encountered when establishing Project/Product

Manager offices . Hopefully, the information contained in this report

will enable some new PM to approach his organizational responsibility with

a better understanding of the civilian personnel acquisition problems .

The research for this st.~dy was accomplished through library research,

Army regulations , civilian personnel regulations, unstructured m t  erv iews

in the  ke , c iv i l ian personnel o f f i c ia l s  in t i . e  Army Materiel  C ommand

Headquarters, unstructured interviews with ke;~ Project Manager support

personnel within the AMC Headquarters, structurcd questionnaires (see

appendix 1) and related conversations with current ProjecL. and Product

Managers , unstructured interviews with DSMS instructors who have experience

in project management, and with fellow stud ents who have worked in

supervisory capacities within ~-~fl off ices .

The problems really start with the formulation of the project office

Table of Distribution and Allowances (TDA). The grade structure within

the TDA must be carefully structured to support the program requirements

and also to be consistent within the TDA structure itself. The PM can

strongly influence his TDA structure by personal contact with the

civilian personnel office, staff offices which support the PM organizations

within  ANC , arid the Commanding General, along with his Command Group,

where the PM office is physi i11y located and administratively

supported.

ii
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The selection and acquisition of civilian personnel, to fill

the approved TDA position vacancies, is a long, tedious and time consuming

process. If the PM desires to recruit hIS own personnel from knowledge

of their past accomplishments and his own personal desires for someone to

join his team, he should personally campaign for their uervices and then

assure  that  they are eligible for  referral  by having the i r  DA form 2302,

Qua l i f i ca t ion  Record , Civi l ian Personnel , updated with all the necessary

professional information and their desire to be enrolled in the project

management career s~,- stem .

Th u PM should work f ace - to - face  wi t~ thu  C iv i l i an  Personnel Of f i c e r

(cp c) .  There are mai.~. arrauguinen: to be made which  can be accomplished

on a t imely basis only i f  the  PM ari d the  CPO develop a cooperative

re la t ionsh ip  and work togeth er; mak e fu l l  use of c iv i l ian  personnel details

w h i l e  wa i t ing  for  referra ls  and select ions;  insure tha t  the personnel referred 
V

for interview are qualified prior to acceptance. There does not have to

be a uulectVion made if the referrals are not considered adequate for the job.

The .u~certain status of project management throughout the past decade

has caused many potentially good people to avoid entry into the program.

Additionally , the individual civilian t s worry about rollback rights,

Reduction In Force (RIF) proceedings and the uncertainty of the competi-

tive advantages and disadvantages of leaving the imagined sanctity of the

functional organization has influenced others to avoid having their

qualificat ion records updated with a desire to be considered for the

projec t  manager career system, therefore, their names are not available

in the AMC control qualifications inventory file and they will not be

selected for referral.

I
I l l
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The PM should seek the advice of supervisors throughout the

Co-located. Commodity Command . other PMT s who may k-c closing shop and the

local CPO in selecting his personnel; u t i l ize  the talents of detailed per-

sonnel for  the s ort run and exercise patience in the selection of personnel

who can be most useful  in the long run of the project .

The civi l ian personnel system is a massive organizat ion with many

checks and balances w i th in  its procedures which  wi l l  often prevent instan-

taneous assignment of well qualified personnel to the PM office and

likewise the reassignment of those personnel who are no longer required .

p .
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A STUDY OF CIVILIA N r~~~V p ~y (~~~~ 5 L I -  PROBLEMS

RELATED TO THE ESTABLISHMENT OF

ARMY PROJECT/PRODUCT MANAGER OFFICES*

I. INTRODUCTION

A.  ti’TiEiARCIj -.~Utt’i .1 Lu

A snud of c iv i l i a n  personnel  prob lems reluted to the  establishment

of Army Proj ect/prcnl :c’t Manaocr off i Vs:es .

I. LUE F- CSL CF THE STUD Y

The purpose of t~~V i n  u n  d ,~, was to learn some of the prcblumn which

may be ant icipated in u t a f f in g  a 1-rc~ ect/~~ro-tuct V~ana~
-
~~cr o f f i ce  with

c i v i l ia n  p e r s o I l :V U 1 .  ou1’t:~~~r .  to ya i i .  some i nn  i. g h t  into the  c i v i l i a n

personnel s t a ff in g  procedures and n h er u t ;: al leviate some of the  problems

in tue f , V nrc .

C. ACt -TA C-F THE STUDY

file concur :,  of this stuci~ was not ci v i l i an  personnel as individ uals

good or bad ,rather the problems enco untered in tl .e j u s t i fi ca n io i .  and

a c q u i ni t i o n  of all c iv i l i an  personnel for the Projec t /Product  Manager

o f f i c e .

-XA~~ TA INER

This study represents the views, conclusions and recommendations of the
author arid does not necessarily reflect the official opinion of the
Defense C~/ntems Management School nor the Department of Defense.

1
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D. CONDUCT OF STUDY

In conduc t ing  the  s tu dy  the  wri ter :

1. Researched the DPi-if 1ii-rar~ for  publ ica t ions  p e r t a i n i n g  to the

subject .

2. Reviewed per t inent  l i te ra ture  - including Arnil Regulations .

Civi l ian  Personnel Regulat ions . Hq Army Materiel  C ommand Regu la tion s ,

GAO Reports , Study Report on Intensive Nar .aoemesn of Ai~ny Aircraft

Systems L\ V th e  AVSCOM i$oarJ , and several staff notes within t he  AMC

Off ice  for Pro jec t  Management .

3. Interviewed personnel w i t h i n  the  Hq AMC Civi l ian Personnel Off ice .

4 •  Interviewed personnel wi th in  the Hq ANC Of f i ce  for Project

Management .

5. Dis t r ibu ted  and received s t ruc tured  questionnaires from eight

current Proj ect / Prod u rn  Managers .

a .  Conducted uns t ruc ture d  interviews With DSIVIS instructors who are

closely associated wi th  project  management and wi th  fellow students in

F~IV T t ’3_ l who have supervisory experience in various Ai~n~ Project/Product

IVh~-agc-r  Off ices .

E. LIMITATIONS OF AT T V JDY

During the  cowfe of the s tu dy  the wr i t e r  discovered that  limited

material is available to assist the FM in organizing a PM office,

anticipating and/or resolving the problems assoc iated with developing

t1 e PM Office Table of Distribution and Allowances (TDA), justifying

s t ructure  by posi t ion t i t l e, series and grade, and the acquisition of

personnel to f i l l  ~hu posi t ion vacanic : . once i t  has been authorized .

2
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F. ORGANIZATION OF THE REPORT

The study report is broken dow n into four chapters as follows:

I. Introduction

A.  Research Question

B. Purpose of Study

C.  Scope of Study

D. Conduct of the Study

E. Limitations

F. Organizat ion of the Report

II. Background

A.  Research Methodology

B. Quest ionnaire Development

III. Discussion

A.  Issues

B. From the Project/Product  Manager Viewpoint

C.  From t h e  C iv i l i an  Personnel Viewpoint

IV. Conclusions and Recommendations

A. Conclusions

B. Recommendations

( V

3
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I I .  IV.AC I V G ; : C Tj N J f

A. RESEARCH MEa’HODOLOGY

Ar. extensive search with in t h e  ar c :  ives for nr ! lor rnat i on  on th e  subject

of th is  study proved f u t i l e . Many s tudies  were available p erna in ing  to

the effect iven ess of M I l i t a r y  Project Management, t h e  t .p e s  of Project

Manager organizat ions and th e  genera l personnel grade st ru c t u r e s  w it t in

var-sing types of PM off ices;  however , no inferences about the organizational

problems .

The w r i t e r  sc ru t in ized  many regulations, stud ies , art icles and staff

notes pertaining to Project/Product Manager organizations while searching

for organization plans , s t a f f ing  plans or d irectives which seemed to

increase the  s t a f f ing  pr ior i t ies  of the  Project  Manager off ices , or even

allude to a senin.e of urgency in their organization and the timeliness with

which civ ilian personnel would be assigned against PM office position

vacancies . There were very few regulations on the subject and those in

existence were ver; old , i . e . ,  Civi l ian Personnel Regulat ion CPR CP2 , Army

Civilian Career Si-stem for fia.Cfing Project Management Offices, dated

31 October 1UL3 and Civilian Personnel Regulation CPR P50-AMC-PMO . Position

a:.d Pay Management Job Evaluat~~on Guide for  Project Manager organization,

dated 12 April  l°’65.

These regulat ions were used. as one basis from which to conduct research ,

however, the  answer to the  research question was not addressed. w i th in  these

or other regulations .

B. QUESTIONNAIRE DEVELOP~~ NT

It soon became obvious that  some vehicle or communications method other

than textbook research was required to f ind answers to the research

V 14. 
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question . The most obvious way to get answers seemed to be from t h u

Project/Product  Managers themselves . A questionnaire was developed which ,

when answered, would indicate  whether  the existing civil ian personnel

system was adequately responsive to the project  management environment

and. would id.entif ;~ some problem areas exper ienced  b;~ current  Proj ect/

Product Managers . Some of the  PM’ s reported d i rec t li  to t . 1LI. - CG UPAMP and some

reported t h r o u gh  the Co-locat ed C oamodit;: C ommand C-onnuniJ~~r .  i’M ’ s

selected were representa t ive  of four  di f fc ro : t. ~f~iC L om mn o dit , . Commands. It

is felt ti nt a representat ive cr oss sampli: g was e f f ec t ed .  A u d i ’.ior 1:i lly ,

some of t fe  qu est  ionnai . reu prompted t e l epi :on ic  in:  urv i ew , to arsp i I f;. t h e

writ ten answers i: a sense of n o n - a t t r i L - : t . i oi . .

C. IPITIE V IEW S

There were two formal but uns tr -V c t : . V red f l i t,e r V i cw , : co: .cL’tcf  w i th i n

Headquarters USAMC . Mrs . fully Clement::, IC it’ n fi’ice for I roj ect Mai ia ~~cnicn:

and. Messrs . Tom J. Danaher an d A L ,cs Ij :-~ ’ o f tJ l.,j. ~~~f Civilian Personnel were

very cooperative and contributed materially to the stud; with the insight

gained from their respective offices.

(
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III .  DISCUSSION

A.  ISSUES

The establishmei~: of a Project/Product Manager office under the

auspices of Department of Defense Directive Number 5000.1, subj ect,

Acquisition of Major Defense Systems1 ind icates the importance of the

defense system to be managed throughout the acquisition process. Further,

it states that respons ibility and authority for the acquisition of major

defense systems shall be decent ra l ized  to t h e  maximum extent consistent

with the -urgen ci- ’Jnd importance of each program . The development and

product ion of a major  defens e system shall be managed by a single

individual (Program r. i : - :I :af ~ei.) wi- o shal l  have a charter  w h i ch  provides

s J’f i ~ ’i~.-n:  a - . ’h o r t;: to accomplish program ob j ec t i ve s . ( l, Pl)

Depar .mu-:i t .  of t h e  A rmy a c c en t u at e s  the  requirements fo r  a shortened

:icq..: Is it ion . ,. ole in LA l e t t e r, DAFD-SDY , subject , LOl for Implementing the

~j cw M a t e r i e l  Ac ..1:: is i t i on  Guidel ines  . ( 2 )  Tu e LOI states that actual

developmental  timu shon id  L u  s:.ortencd to approximately six years from

F AAA1A V 1 ~o IOC wh en t h i s  can Ic  done w i th o ut  inordinate  r i s k s . ( 2p 5)  It

fu r t h e r  s ta tes  :}:at :he  t ime to  accomp l ish proc urement act ions must be

reduced so t j V S L  contractor  response.  evaluation , selection, approval , and

contract award can be accomplished is less than six months af ter  release

of the program to the developer 

DODD 5000.1 states that success fu l  development , product ion and

deployment of major  defense systems are primarily dependent upon competent

people , rational priorities and clearly defined responsihilities. (2pl)

The preced ing paragraphs indicate the requirement for a single manager

( (PM), competent people to manage programs and shortened program time .

(-I
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Using t . 1: us’s requi remu: .t U us a bus is the wr i t e r  -searcl:e:i for some ‘orre lat i om .

i-et.wce:; tl;e requi cement : ;  fo r  competent people (c iv i l ian  perso:VnLut) within

th e  i N  o f f i c e  on a timel , hauls amid the pr io r i t i e s  g iven ,  or not giver. ,

tc  t i C  speedy as s ignment of c iv i l ian  personnel to the  PM o f f i ce  aCtor it

~‘us es: at l ished . iV iese: : rc i ;  01’ reguliai.ions , directives ai:d. staff  notes

~i .id not reveal evidence that -  priori :.;.’ consideration was granted the P1-i in

s tu f f u .~ his o f f i c e  WI ti: civilian personnel . ihe issue as pursued was

t h e n  to -m d;. t h e  p roblems e x p e r i en c e d  U ;: J i f f e r e :n  P iU s  and attempt to

determ rie i f  the ex i s t ing  c i v i l i an  personnel si s t e n i  adequately responds to

the i::crcus’s,l requirement-s Of PM operations in view of the  increased emphasis

on responsibili’. y, :u;or’tened schedules amid, changing environments throughout

the  program .

B. FILl-U THE I I1’ S  VItt’i ’OINT

The lack of adequate documented information pertaining to experiences

ct ’ ~~~ i’.~~Jealing with the c iv i l ian  personnel system required that PM’ s

h e c lnu ; ’t i ot i ed  segar i ing the i r  e x p e r ien ce s  in these areas . The press of

t ime , lam-c of t ravel funds and t h e  desire for sonic documentation of research

m a te r i a l  i n f lu en ced  the  w r i t e r  to resort to a quest ionnaire as a means of

c o m m c s . i : u :  1 0 : .  w i t h  t h e  i -Ti’ s.  The quest ionnaires  were formulated by the

w r i t e m ’  Las-ed on areas of personal concern , the  comments of fellow s tudents ,

DBMS ins~.ru ct i on  and the remark s of in f lu en t i a l  guest speakers in  addition

to comments of personnel  interv iewed within AMC Headquarters .

The Department of the  A rmy Letter  of Ins t ruc t ions  for Implementing

t h e  New iUPcriui Acquisition Guidelines ;‘t a es tha t  a f t e r  the approval of

a major system Reqiired Operational C ;ipahi lity (ROC) l-;~ the Department

of the A rts,:, a sp ecial i-ask force will be assembled to prepare the Concept

7
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Formulation Pack a~- c . ( 2 p C) I t  f . , z ’ : c . ’s i  s ’  ‘. L t ’ s S  t I .  ct  t . u n ~t ’ - l i , . . a t a sK  force

will ic dissolved not  la ci t h in ‘oncp i et i on  of DCAIL,’ i. a ’.. wu i’h t i m : .- the

L- cc- ect  Manager will asacuso In’.cc. agement  in ..s-u; . . - I I  i i i  t y  for to’s 5;;;; s.s: . ( 2 p J #)

P1cc ansnznp t  c- ’: of respon . : Mc i 11: , . lo s  the a y s t e n :  I- ; .  ‘ n’s I-U and t i e  rceoi~~menda —

Lions of the  t a sk  f -c-r u .; as to w ;.c r ’s  in t i ce  at’q u i s  it Ion c; d y  ohs project

wi l l  proceed c c x . .  i . e . .  advan ~ e c  de v e l o p m e n t  or eng ineer ing  development ,

wil l  have a lart -e lap :; . ’ on t h e  c u r t -or , . ;ypec; -a:,d grades of’ civilian

pe .ruor:oel who W i l l  CC r e q u i t ed  in th e  k - sc~~ec i - m ou ser’ I f f i  en ( I l - I C ) i au-in of

Distr i.:-utio; . ted Albowa::s us ( TD A ) .

The fi  sst :su,ior prohlucic he Pi- x’acc:; the: , in :.e mccnagenic ; .n-  of his

program , is to  e s t a t - l i s : .  a iDA . ieI .cpr.o ;.e i r c t : - r v  iews w i t h ,  several of the

PM ’ s an d la se r  ;p:essiom r:’.c i c ’ss c ’evo ;i l cj  La:  t h i s  was a v: .-r ,- , large and t ime

Co:~ ; .antng task

The Fl-i ’ S m t  ccv Iew s I’d i ‘s ited t h a t  they 5y; ’y not aware of r u g y l ’ :t 10115

w h i c h  a ss i st e d  then: , Ii ID:’, U t  al ’t ’i :.g p raced, -Sos who:: 0: 0;: wer.. ;  aus ig : . e  I

T~ c, , Cc - mu d  ; :.a~ Civ ilia: , Rer..:s:;:. I L f r ’ i c ’e (CPO ) per so ; .ne l  W n I ’ u holpf~ l a:.

occasion u - i :  t h e  t ime  i c:: i re-i. to :. : :‘ac ;h . OL , t na sh . . ,n’~’ess iv e  p r ot  lem wa s

a]onost ~-i;d less. Th e pro-c i t - e cu. as- set to cc c l; I - U wa s  the Hq AMC f l f fi c e  for

Projec t  Management.  w h ere t l ;ey  were  g i v e n .  ~~; i — 1  ‘ c c c e e , int rod uced to the

C i v i l i a n  h ur s o n c c s l  Ace . ,i .a l . i or:s and ass is ted  w i t h  the format . grade

st r - ct . :.;re and . ;. : . c m I t . rs of per:.-o:.rel normally assigned to the P~~ according

to t h e  s i z e  of he project and the  FM’ s management ~~~ . , le. This was the

t’irs Mi :‘-..;d - .c t - i . o ;c of som e of the  PM’ :; to Civilian Personnel Regulations

CPR P50-AMC-PMD. Position and Pay Management Job Evaluation Guide for

Pro , ect Manager Organ iza t i on and CPH CP2 , Army C iv i l i an  Career System for

f t u f f i c ; g  ir o ~ ect ltat ct r’emnen Offices . ‘l’lce;:e two regulat ions are the

8
I 



back bon e of the Project i-lanager ’s TDA and must be learned early in order to

make sound personnel decisions .

The PM’ s stressed the importance of face-to-face dealings with civilian

pe rsonnel representatives . Hq AMC Project Management Staff Of f i ce  and the

var ious other intermediate staff offices who must coordinate ~he  structure

of TDA ’ s. In some cases ~-I:e  P11 eoccld get concurrence and action on his

TDA only with the  ac;u ic;t-a:;ce of the Co-located Commanding General who is

responsible for  n d n i ni : ;cr a t i v e  support .

Throughout the DC1-~C course  i-l~~re h a s  I-eec : maci .  emphasis placed on the

importance of ti c Pt -C s dc-p c .  as ci key f i g - .rc i. . the  org ac ;i sa t  i c-n , to

possibly complome:c : i . e c i-~’ ci we-ar: a reas  arcs /or  t .o act :51111 sun the project

as i ”l c ; t c i ’  i : u i d e  W t : I l f j  t h e  ~~V
. 

ac ’.,ed as Mis te r  ou t s ide .  ( l oc c s ide r ing  these

comments t h e  nine I I I ’ s qUc ;;t  i 0usd were ;c sKed IC OPel: had absolut e choice

i: . t I c e  sele~” ion cc ’ ‘ he Ic’  - ‘ iv  i l i a c ;  dop :it ’ : . The an swers  received were as

follows : -‘or: nce .- ’ . ;  were c ’oq:ces ’ce - i

t w u  —— d up c-.~ a lso- - a l ,. ass i s;, U wh o’ Phi jo in ed the  organizat ion .

one —— m i l .i t ct : ’; dep - .i - :  - i cc  process of ehu mcg .ing TDA to civilian deput y .

one —— No — ( W i  M u st  c omment , )

four  - - Yes - wi th  comment - ,

* Two se lect ions  were made from referral  l ists .**

~- One select-hoc, was reviewed by the CO and subject  to his  approval.

One selection was required to be defended against a minority group

cI ;cc l l e r .go and l ater against a c ivi l ian personnel grievance.

~~ Telephone conversations wi th  two PM’ s disclosed, what seemed to

th em. excessive time required from t ime of request by PM unti l  referral

l ist:;  were available at the PM off ice  for review and then for personnel

9

—4



- V — V -- V .’ - .

assignment once selection was made. (Some explanation of elapsed time is

shown in Chapter III C).

In addition to the Deputy PM th ere are other “Key Posit ions ” w i th in  the

PM office, e . g . ,  Technical  I r ogr ;uri ; ; , Progranc Management . etc . The PM’s

were asked , “Did the Civil  Service Leg :clcctiorcs hamper you or in f luence  your

select ion of your ‘ key  persocm.el ’i ” Yes — No - comments .  The responses

were:

one -- No ( only i i :  ci few exceptional cases).

one -- Yes and No ( so  far  :co - but t i ,e  c amncac ,d is now in a R~~ post ure

wh i ch ; w i l l  l im it  select . I cc. ‘ co-cLot:: .

six -— Yes, w i t h  some con-nce:,’.s as follows:

- c - c e  111 had t :.l’ce key personnel ass igned  dur ing  RIP per iods

where  h e  l .a-i no c i ; o i : e .

- ccc’s PM s tat e -h  that  d i f f i c u l ty  was experienced refusing pr ior i ty

referrals  wh i lu  ,~ :~~~‘ if , ing o h s  ind ivid.cals fonc ,d to le more acceptable.

This t .;,pe act  i o n  :c- ’~y req :. ire store th a :  on e  referral list for each position

vacci:.c;, ; pc -.’iall y .

- in Cue: , one PM exhausted t h r e e  lists of supposedll- qualified

individuals ho - C or e  final melo:tio;.. ç c o : . t r ; i u t  t h i s  requirement to the

referral response time in Chapter III C).

- the remainder felt that RIP procedures and command averages

forced the f ill of ‘~h e i r  key posi t ions .

The writer has always heard the grumble that the Civilian Personnel Office

did not support the PM. The PM’s were asked if the local Civilian Personnel

Office  supported the PM’ s choices or did they feel that the  CPO was more

interested irk ma tch ing  available personnel to PM pos i t ion  vacancies in spite

I:.
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of PM des i res .  The respo .ses ind ica t ed  that  generally  t i e  CPO attempted to

assist the PM in ot’.aM -;i:ci the  best person available for the job .

There was an except ion , where one PM indicated he was about to have h i s

ent i re o f f i ce  s taffed  w it - i :  pc~r socsccl displaced Dy ElF actions . This act ion

was avoided w i t h  tc . e  ass is:a :.c. - of t i c e  CC.  Three PM’ s indicated that the

GPO tried Ic assist bu t  pnr soc ; :cel  displaced ic;~’ RU’ proceedings would

in f ln e : .e e  all aur ;  I g c ~ r ce. , t .s

In ; l ine  wi t r .  t h e  p r eced ing  comments- L h . e  i n terv iew with Mrs . Sally

L lcciic-ru ; , icq Ai~C I cii c’ Cot’ L i’c-~ uct M: c ;c agome ;ic .., disclosed that various

t i t  temp t c - h e n  L~ en cc  [ 
~~~

-
i J

V ;~ ,~i~ -,l r.i ccg the years since the  incept ion of

,::~; , . ; ; ‘oo ’c ~- ‘. n : .: -, c; ’~~ t -c - stabIlize ‘ice PM civilian personnel force. It

w acc  - i i C : ’ i . ’sl t to ci: au li se t i e  i-U c’er soic :.tc ]4 :. owo-v cr . witrout causing severe

ps it ; t:.e en. ot ’ PIP ’ s L-ec a c~se n~ ’ - i . e  compar cit ivel l  small number

:i’ p :‘:;c: .ael i : . ’;c’i ve - i  :.t’ oni;. I-hi personnel were considered as one competi-

:.Ive en’ :; , .  C:; ‘ : e  . - ; . ct’ ; . acst . ‘. I e  McI stood to lose key personnel with

comp’ : rcc ’.i i - I .  ~cne r’, c l v i i  ..;~~ :o’Ice ; e; . .,.re i;. RIP c;it;cat ions. The competi—

i vt ‘i re ’ ::; f u n ’  - ‘IV 11 in;. e:np lc-;:n ecc ass igned to PM off ices is as show n in

t.o diAl heg Iatio: . s ..’C_ i , Clcapter  3~ l, Reduc t iot .  In Force , Sub — 
V

- :napt .e r  ~~~. Scope of C ompe t i t i on , dated 23 June 1971. In general terms

it stu ’..es ti . a’. civ iliac ; enplcyees assigned to a Project Manager

located at Hq Al-IC , w i l l  be i t ;  t he  same competi t ive area as other c iv i l i an

emp loyees of Hq AMC ; civi l ian employees assigned to PMO ’s located at the

headquarters of a major  subord ina te  command will be in the sam e competitive

areas as other civilian employees of the major subordinate com mand head-

quarters .

11 
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Mrs . Clements also disclosed tha t  the  emph a si s  toward p ro ject

s:anageme:ct h a d  varied th roug h : th e  -- -ears  w i t h  the d i f fe ren t  commanders of

ANC and w i t h  the d i f f e r en t  c ommanders of’ t ic e  Commodit;: Commands where the

majo r i ty  of AnsI: PM o f f i c e s  are co-located . This variance of command

emphasis and the relat ive inse-s .~r it y  of t i e  c.’iv ili an  personnel force during

recent etiro . w h e t :  iccer c ’t : cd  RU ’’ s w e t - . - a n t i c i pated,  had caus ed  some civil-

ian personnel to Ccci more sec~~re w it h  ass ipnmec ; :s wi~ I d a  ti - ce funct ional

d i rect  o ra te s  of C ommodi ty t’ omncac ;d: or Al-IC l f e c .c.Aj . u c ’. o r. ; , :cc. d , therefore, avoid

project nlanagex rce: ;t as a c i r c e : ’ oL I e . ’t . \ u .

When t h e  Phi ’ s were cctesied b;: quest i o : . c a i  5:: i c  .‘OnSnuI t on whether  t he i r

exper iences had revealed t ica t  c i v i li a n  per sonnel  w i’s r e l u ct a n t  to jo in

the PMO beca use of the uncertainties i;.veiveu i t i  :~l- opecoil e nd s . tue answers

were as follows:

turee —— IJIJQUA LIF1I D Nc’ answer:;

one - - --  No - only rari-ly .

one ---- No - However , he did f in - i  come wlco wanted out a f t e r  som e

expos es to t:.e F ee: I c  pace of a [I-iC .

cune ----  Yes - These were personnel r e l ;ct a : . ’ to jo in  the PMO because

ti;ey fe.U . ti e ,. ad cm more secure posi: ion witic .. n the functional directorates.

occ e ---- Y e s  - H . i p1 . r ank ing  civilian individuals were reluctant to

jo in , especially d u r i n g  the  ccii i;, phases (concept formulation) because

of - u c e r ta int ’. in the program .~

one ---- Yes - Several individuals on his referral lists indicated no

interest and he fe l t  tha t  some removed themselves from consideration because

of the po ten t i a l  i n s t ab i l i t y  of Phit ’ s. t

Telephonic PM rev i ew s f u r t h e r  indicated t i c a t  the impending ELF

12
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s i tua t ions  ;‘scill a f f ect e d  the  a b i l i t y  to recrui t . Fur ther, the  RU’

sitna: ioc;s di r’ectl;. affected the ent i re  c ivi l ian personnel acquisit ion

process,  to include referruls , selection and placement . It was disclosed

that  dur ing  a ElF s i t ua t ion  some c i v i l i a n  personnel placements were made

withou t going t n r c ; .dg r i : o l ce  referr cnt  ;-ind selection procedure, which

somet imes resulted in the PMO having personnel assigned wh .c were not

properly motivated ;c c cd did  c;ot . really des i r e  to be involved in PM ope rations .

In f a c t ,  three  of t i . c  e iu l . ’~ ~U~ S had i-ce ; :  ;cf ~’--:cted or were s t i l l  exper—

ie :cc ing  cj i f f ic ; ;l t  I c -u e:cc ;sei :;: clv i La:: ce;’so ;.cce l in ; t i e  RIF cj l 0 u a t i o c d ,

wi th  n ;core senior i t ; .  , being p laced int o }TiC ’ s .  tb :eret ;. d i sp lac ing ,  t h e  less

senior perso;; who had desired to  work in t. i ;e  DM0 . The ott er five Pad

..oo teen affected bat were anticipat i ng 5c , e i  :lct io :;s d u r i n g  the present RU’

s i t u a t i on .. The DII’ :; wl:o l ; c i : i  already bee;; a f f ec t ed  1~~. p lacement of civil ian

persoc::.el ic~oo the i r  posit ion vacancies wi . t : .oat  benef i t  of individual

selectjocc stat ed ticat these actions hai cci - c : :ed, con s ide rab le  impact on PM

operat i ons in t h a t  less than  optimal personnel ‘.cre being assigned to them

wit ; ;ou t  I ’Ogci t.:i ;‘or  t b - s i r  pro~~n’ani cind t-eca us of t i c e  ex i s t ing  r cgn lc .it  i cc-us

tie P1-i i s;: no ro il c’ -- ~’u fr;;’ . but . to siuxe ‘ he best 01 Ic IP  situation .

‘~i etc c isked if civ 11cm per .;c- : .ncl rep lu: ion :; had , h ampered them in the

performance of tF:eir ehc t r t . e r e-i  respons i c-il ;t ies  the  eigh t PM ’ s responding

stated “ yen; , ” w i t h  vary i i g  comments,  som e of which  are as follows:

— -  “ Yes . F r ”  the  f i r:.;t six montl n; I felt I was doing nothing but

attempting to overcome c i v i l i a n  personnel regulat. ic-ns and the ic cr t ia/

res it:tance of the local civilian personnel office. Because of this I was

unable to give adequate an ~- ; t  ion to rn,: responsibilities and I could not

obtain a s taff  t a t  could ‘am ’s , . out  t i c  f u n c t i o n s of a DUO .”

13 
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-- “Reac t ion s  are about six to eigh t  months behind needs , jus t  too

slow in react ing to rap idly mov i:cg PM requirements.”

- -  “ In the final analt.n. is most civilian personnel actions are compromises .

Ticis results, of course , I. :. something less than the el ite cadre that the

Proj ect Management Concept envis ions . ”

-- “ Cannot always h i re  t ice  best qual i f ied ( i n  my opinion)  personnel,

thereby, impact i -np on qual i ty  of mci : :agelnec ;t per so:-
~::e .L on the  1- 1.1 s t a f f .”

There were other comments wh ich reflected generally the same ideas .

In summary the research revealed that :

-- PM’ s were generally given much freedom in the select ion of their

depot- and key civi l ian personnel when civilian personnel cutbacks and other

personnel t u rbut en c i e s  were not prevalent . This select ion was sometimes

a f f e c t e d  b;; RU ’ actions which  caused p lacement of pers onnel by seniority and

negated tb ~e a b i l i t y  of toe P11 t o  have ch o i c e  inc h i s  personnel selection .

These placements were usual ly de t r imenta l  to LI ce PM’ s ab i l ity  to perform his

mis s ion .

-- In almost all cases the  t ime reqccired for  ti-ne c i v i l i a n  personnel

process was considered too slow in reactini-: to rapidly moving PMO require-

ments.

-- Civilian personnel regulations are directed more to the protection

of the  individual  h a n  to the  speedy accomplishment of the mission .

-- Civilian personnel offices generally attempt to assist the PM in his
acquisition of civilian personnel, however, their efforts are hampered

by the  c iv i l i an  personnel system w i t h i n  which they work .

-- The civilian personnel regulations and the existing personnel system

hamper the PM i n  performing his chartered responsibilities .

I ~
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C. i- POll THE CIVILIAN PEACONN EL STANDPO INT

In an attempt to learn the c iv i l i an  personnel problems related to the

es;. ah i .!shment of a P1- -I C , a chosen point  of eo ; -t ac :  was the Headquarters ANC

C ; ’;’I c ’e of Civi l ian  Personnel . Following a very lc: form ;.ct ive l e c t u r e, presented

Torn J .  Da; aher of t h a t  c f C i : .’e, the  w r i t e r  succeeded in in terv iewi r.g

I- I s .  j - ; m: ;:l .e r a: ,d I : i S  depot.; .: , or a s si s t a nt , Mr .  ChL , ck N ard iel lo .

Ic t e rv i ew was cens :. r oct sre d  in: that  no s p e c i f i c  Mces ’. ior :s were asked

w: . e ; ,  us , c.;w-cr ’eci , would lead, to a pre-co-..c d yed conclusion . During t ice

I : . ’ cc -v i ew t h e  n . n ’ i n c i p a l  p o i c .t s  covered b;- Mr .  Danaher in his aforementionc - :;.

lee: re .  prese ;;t .eci  to  ti . e s t .de : : :  hodt  of th e  j Il l c our se .  Ett lyl , were  r e—

i tera ’ ed l;-y t h e  w r i . ’ . cc’ a n d . - t C :  .: ‘ s seu .  expc c:c :ied dpo:: or corrected CC-’ ic-Is .

Danaher .  ~:~ d .lt .iOc :c i l  t : ,Conna t ion  ci” c ci  s :pi-1 ted 1, ~ r .  ihardiel lo  d .nring the

ic: t er~,’iew.

Iv was v e i P  C
’
. c-  ‘ t a t  t he e- -. - c -u .  ic; ,- . gov ’crni ; .u  c ivil ian personnel

administrations wi t-i ri tk.e 111 0 were CI - - .~ i-1C -Mc1C . Position and Pay

Management Job h v n i l n c i t i o : .  :P,i:n: .- f o r  Project l;m:~:.ig’.’r Organi:ation; CPR CP2.

Arm, C i v i lI a n  f ; .cru er  C.;, urn P:  - - t  aC f l~~g I r~j : ; ct - i l a t ca sc in en t  Of f i ces ;

P J }; .0:i — 1. l’m:’ee;’ iI’lncieemcn.’., Dcmccic Policies and Requirements; items ti:ree,

four tmnu f ive  in tn .e b it -li ograph .; : .

F’arner ; .~pc 1-3 of  CER CP2 s t i n t e r  th c at  U. S. Arm; Ma t e rI e l  C ommand

wil l  mai : . ’:a i r .  a ce; . . x~c ml :i . al i i ’ i c a ’~ions ic:vcn:or; f i l e  for all employees

who are r e g i c o -i ’ed in the  I ro , ect Management Career System . Paragraph

.t-~ s t a  es : !a t.  all v a c a : ci e s  in - pro ect management positions at grade

GO- ; and abov e wi l l  he f i l l ed  b :  selection of inj i v i d u a l s  included on

referral  l i s t s  i s  be low) .  P’ t r ;p -r ap l .  3-5a states th at referra l  l is ts  will

i— c devel ;p ~ d _ _ _ _ cl .u . — — — —  hn . ’o , I U ; ’ ’ M ann  ‘eme :c : ort .:u; l scm ; i en , ; :  des i r ing
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referral l ists wil l  execute s .d submit Request for Referral  List (DA Form

2302-2) to t h e  address specified in Paragraph; 3-3a. Further, paragraph

3-5b states that the area of considerations for filling project management

organizations will be Army-wide. To be eligible for consideration, an in-

dividual must meet the  basic  c ivi l  service requirements for the posit ion

cei : ;g  f i l led aind must be e i ther :

( 1) A current Arm;-,- employee W : . O  is now (or was previous ly) registered

i n .  the  Central Qual i i ’icc ct i on cs  Inventory (paragraph 3-3); or 

(2 )  (Deleted inteut iona ll ; :  - Not Germain To The I s s u e . . . )

It was confirmed during the interv iew tha t  ANC does mainta in a central

qual i f ica t ions  invent-or; ,  f i l e .  There is no aut omatic input to the f i le .

It must r e  accompiisi ;ed nc;. t i . e  i c . div idual  forwarding an updat ed copy of

the Qua l i f i ca t i on Record (DA Form 2302) and a cur rent  Employee Performance

and Career Appraisal  (DA Form 23O2_ i~) .  No ind ividual wil l  ever appear on

a referral  list to be ccc,5 I:tei’cd for a PM posit ion; unless  ice has been

registered int o the  f i l e .

Th ere are some problems associated wi t i c  personnel who are in the  f i le,

however.

(1) Even though they had hi gh mobili t ;  (w i l l i ng  to mak e geographic

move) w I ; e c .  t h e 1; f i l l ed  out the form , t h i s  mobi l i ty  des i re  may not be the

same wh en pos i t i on  vacancies  occur .

(2 )  The ind ividual  mal: acquire c .ew n ;k il ls  ac:d even: be working in a

func t iona l  d i rec to ra te  in a job w h i c h  r equ i r e s  addi t ional  skills but may

f a i l  to update h is  qual i f icat ions record . This nn i g l ;t  cau s e him not to

appear on referral  l ists in the same job series as the  one b ;c now occup ies .

L. ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ 
—4



-V -V -V -~ - - -- --’~ ----’~ .V - — .~ -V ~~~~~~‘ ---V - V - - - .~~~~~~~~~~—.-~~~~~- - V. V ’ - V-- - - V -  - -V—

~

It was stressed ticat , if t he  pj; , i - t i  r ec ru i t ing  for personnel, f inds

som e spec if ic person he des i r e s  to inte rview , mak e sure the  person has an

updated qualification record prior to asking for the referral list .

Additionally, not too many people have vol :.cn:teered in recent years . Why?

Because the idea as not been pu shed  ver;: ha rd  in the  funct ional  area; the

dynamics involved where d i v i s i on  chiefs don ’t wts. t  to see good people taken.

away from tc em t o  won : 1; . the i’I ’IC- wI .e : .  he has a n’ cquir emen:  to support

t h e  sam e DII .  Also,  El-IC assigcen en :’ s can he h;c:; ’:~’Jous fo r  t he  i n d i v i d u a l ,

in th1at , an aggressive  man working in t i c  P1-IC most ,  give direct ion;  to f u n c t i o n a l

directorates and divisionsi d .cni :~g t h e  son ’ma l cen,rse of h i s  u - v i e s . This

d i r ec t i on; ,  in i ts  d ,- ;namic manner , may not be wel l  received wi th in  the

fuc . c :io i ol d iv i s ion . If suddenly the  PM o f f i c e  sh ou ld close , or the

person ’s pos i t ion  be cancel led,  the dynamic ind iv idua l  from the PMO , wh o

has been giving direct ion to t h e  l’c ;n i cv iona l  d iv is ios . may well be reassigned

to t i ;aL  same funct i on -mat division : . Time conf l ic t  occasioned before may still

exis t .  This is one reason wbc ;~ the PMO assignment can be considered hazardous .

There were more examples cited to show Wi: ;; many civilian personnel do not

volunteer for PMO assignments.

The question of timely response b;: the civilian personnel system

to the fast paced and changing requirements of the PMO was addressed .

The response was generally that ; c ivi l ian personnel is a pot . The PM,

along with all other governmental agencies of like service and geographical

constra int , must work and manage within this pot . This pot is geared for

a 30-year progra m . The PM does not have a 30-year program; instead he

has an e ig h - . -year program wh ich may prov e to be a dynamic atmosphere but

the scope of learning and personal development may be somewhat narrow
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compared to the  long te rm job . Addit ional ly,  people must volunteer  for  PM

work . Therefore,  t he  selection cr i ter ia  for the PMO is narrowed down to

the  volunteer  fo rce .  The r m consider the  fact that  people ’ s mobil it ;~ changes

from day - to -day . Add to all these i’act o r s  the  con s t an t  o rganiza t iona l

cnanp ’es  occurring w i t h i n  t l ;e  f un ct i on a l  head quax ’te r c ;  as well us the  PMO and

t:,e fac t  t h a t  each p o s i t i o n :  vcccanc; . c a r r i e s  the very highest p r i o r i t y .

Next we must  consider  tk ;c ind iv idual  r ight ;;  an ;d the  r ights  of the losing

:;ge:;c: when t he  P140 pain ; may be its loss. All  these considerat ions carry

a time re qy ;irernmen : which does detract from qu ick  response t ime . The

sys tem is riot geared for inst antan eous  response on civil ian personnel matters .

Ti .er eforc , the saccessf ;l m:.cn rm i - ’e r  must be a p lanner .  He must plan ahead

for personniel the  same as he does for maintenance and supply . To demonstrate

why one must  plan ahead , t h ; e  following i l lus t ra t ion  was given, which

demonstrates cibo ;t the norm:: 1 seq ;cenc ’e of events when a t tempting to f i l l

an: a ;cth .o r ized  Pl~i p o s i t i o n  vacan cy .

Estimated
Times

1 day (1) PM (Prepares request for Recruitment)
Forwards to CPO .

(2 )  CPO

1-5 days Prepares DA Form 2302-2 (Career Referral  Record)
Forwards to ANC .

1-2 days (3 )  AidC HQ Forwards reg to Tobyhanna Army Depot (Th e
C omputer C enter Talent Bank ) Req leav ANC

1- days only on Thursdays .

V 1~..5 du r; ( L i) Tob yhanna
Processes & returns referral list to HQ AMC.

1-5 days ( 5 )  Al-IC List rec - somet imes 5t - lOO qua l i f i ed  as
selection available for  pos it ion in geographical area -

AMC wi l l  narrow down to l~) to 12 best quali-
f ied  (records evaluation) .

18
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( r )  Best Qual i f ied Individuals
1-3 days - Mail Not i f ied of positioc. vucurcc;: - is, letter -

35 days (actual  in (iivec: 35 days to respond if wil l ing  or not to
both cases ) be con sidered for referral .

1-3 days - Mail

1-3 days (7) Al P’ Persons selected for referral to PM wi th
posi t ion  vac cnn ,cy - date established depend ing
on a v a i l a b i l i t y.

(LI ) In d i v i d . ,u t l s  To Be Referred
1-3 d;;; s-l.iail Notified b;. AMC that the~. will be inter-
1—30 da;-:s — avai . l a n c i ’l i ’:;; v iewed - ar range  fo r i n t en .tew - bate arid

for  interview t ime - t ranspor ta t ion  - etc.
1-3 da ,,s - Mail hefe r ral  l ist  forwarded t o

(9) CPC (where  Pl~I is located )
1-2 days  Refe r ra l  l i s t  forwarded

(tu) P140
Time inc luded i c c  lc.terv iew candidates
step ~ Select best  qual if ied

ProL-a L-ly not all interviewed on the
same day .

(11) Selection Mad e
1-C :iays processing PM must notify CPO who was selected and
t ime reasons wh y others not selected - return

package to

1j2) CPO
1—3 day:; - Nail Notifies Al-IC of selection .

(13) Al-iC
1-3 da;:s Th is ci ot  i Ci e n m t i on  may go through the CPO

cb;anmcc e ls .

( l 2 i ) Celeeted In d iv idual
1-3 - ia , ~ N o t i f i e d

i~~) Los in g  urgcm1~i. L’ mt. i on~
l_ 114 day s Ma , . r elea: ;L - immediately or may have to

t r a i t ,  r e p l c m - .’encci ’t - ’.

( i ’  ) iNC :‘. C r ej  yes emp loyee .

‘ti e us imated  elapn ;ed t ime  in t h i s  exam p le var i ed  from 59 da ,,s  to

13 ’ - i a , ;.‘ . There mr . ’ - .;el ’. - - ’ ’ ions c u d  ass i t.~r scccr ts made in less than the

ci’ ’ cc c ’. t ime ‘ I:  In some ‘a ;;c ; ; 1 ’ . i - t n  at e;.  lC ’: .r l el’  h a t ;  I he longest time

1’’
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s t . owc ; h e r e .  This ex;.u;cple does i l lu s t r a t e  the complexity of the

c iv i l i a ; .  pe r sors .e l  s ; ;st e lrm . I’. does not take into account s uch act ions  as

a Pres i den ; ’ m l  f reeze  Sc ; pcrsonn.e l  h i n t ; ; :, reduc tion irc force actions ,

grace  rollbaci-; :~c ’ ion ; :; , ‘ c t c j  t c c  o t her  act  lori s wi ;ich  wi l l  a f fec t

c i v il i an  ernplc; ;ee h i r i n g .  tn ’ar . s l ’ui ’  a n d  ava i l ab i l i ty.

In summary , ic e res car om . ins i icat es  th a t

—— The e x i st in e  c i v i l i r u .  ncr sonnm el  :; ,-stem is not as responsive as th e

FM ezivironmerc t r e q u ir e me n t s  i :Lc tat e  t ha t  it sb,o ;cld be.

—— t ’:r :;o:.ncel avai. ta i .i l  it.;. l’or t . c PM career f ie ld  is a vo lun ta ry  a c t i on

i- p each.  l i m d i v i d -.~a i .  Ii .e mobi l i c . ;-  of people changes from day-to-day which

a f f ec t s  selc ’t io n . .  The  PM nu t : biav e to personally recrui t  the  pers onnel

he n eed s  - ‘u,.b La c cc - . tn em t o  v o lu n t e e r  for  PM work by updat ing career recor. ;s .

—— l i e  n’ e~:pc:. ;’: r ime t o n  civ i l l  a:; personnel actions is s low at  best .

er- - f ; - ; ’ , p Ian o r i m :  icc c t  bet: I : ,  well  ii: advanice of requirements .
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IV. CONG LUP iONS AND EEC 0P~1ENDAT10NS

A. CONCLUSIONS

From the research it was concluded that:

—— I n su f f i c i e n t  i r . fo r r n a t i o n .  and gsid .an: ce  is readily available to the

new PM in the area of civilian personnel management .

-- The PM’ s are c o n f r o n te d  w ith c ivi l ian personnel prob lems caused by

a 1;igh p r i o r i t y  for  ‘.- c ; e i r  program an~i a c ivi l ian personnel system which

is c.ot geared to be ad eq . ;a :ei;; responsive to tb ;ese  needs.

—— There is no s’onr e l ;nt  10;. t e awee ;.  th .e priorities envisioned in the

l - ro . .ect Ma :.ager Co; cep . rin d ti .e lac ’±~ of pr ior i t ; .  t i e  PM experiences in t h e

a c qu i s i t i o n  of c i v i l i a n .  perso:.:.ul to  man ’;ape the program .

ak’COl~€NDATICNt :

it is recommended t h a t :

—— A packape  rc assernLIcd fo r  the new P1-I wh ich inc ludes  all the  reg Ja—

tions and g- . i ian cc  n’e- .l . in eu  to be -able to irctel1igr-ntl~
; manage the c i v i l i ; c n ;

personnel  req~~i res ec t: ; .

-- A priori’~;-.- be g r ant e d  the PMO for a more expedited and orderly

acquisition of civilian personnel which will complement the priorities

envisioned in the  Proj ect Manager Concept .
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Al-IC Army Materiel C ommand
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CPO L’iviliacc Personnel Office - ( Of f i ce r )

DA Department of the Army

DODD Department of Defe n mse  Direct ive

Defense St -stems A c q u i s i t i o n  Review Council

Defense Cystems Management Cchool
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LOI Lette r’ of Instruction

hi . Pr o j e c t 7 Product Manager

P1-IC Project/i-rod.;ct i-1an~rmg er Of f i ce

RH i- eduction In Force

FCC Required Operational Capabi l i ty

Table of Dis t r ibut ion  and Allowances
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Questionnaire

1. Did you establish the Project Manager Office?
yes No

2. If you did not establish the office-at what point in the
acquisition cycle was the office when you were assigned PM?
Conceptua l Validation Full scale dev Production

3. Did you choose a deputy with a background of technical or
administrative experience?

4. Did you have absolute choice in the selection of your deputy?
Yes No

Comments:

5. Did the civil service regulations hamper you or influence your
selection of your “key personnel ”?

Yes No
Comments:

6. Did the local Civilian Personnel Office support your choices or
did you feel that they were more interested in matching available
personnel to your vacancies in spite of your desires?
Please Comment :

7. Were you strongly supported by the command group of the
commodity command where you are co-located or did they let you
•fi ght your own battles ” for personnel? (Your answer will be
considered classified as to source information)
Please comment:

8. Did you find any civilian personnel reluctant to join the PMO
because of the uncertainties involved in PM operations?

Yes No
Comments:

9. Did you attempt to fill vacancies with lower grade personnel
than the authorized grade and stimulate personnel with the
possibility of promotion .

Yes No
Comments:

1 m c i
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10. Have reorganizationa l turbulencies affected your PMO by
civilian personnel with more service seniority than your
selected staff exercising thier “rollback ” or placement
rights? Yes : No
Comment:

.11. Do you find that Civilian Personnel Regulations have “iampered
you in performing your chartered responsibilities?

Yes No
Comment:
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