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_ _ _ _ _ _~~ EXECUTIVE SUMMARY

This final report of the Personnel Management System

Study (PMS2) covers the following major topics:

Scope of the PMS2 and its relationship to overall
Army management

Summary of recent related events leading to the
PMS2, documenting a longstanding Army interest
in an Army Personnel Command:

- Four previous studies have recommended a
Personnel Command

- These studies led to the creation of the
Office of Personnel Operations (OPO) and
the Military Personnel Center (MILPERCEN )

• Organizational and functional structure of the
current Army personnel management system (PMS)

Objectives of an optimal PMS , including the rea-
sons for setting objectives and the source of
PMS objectives

• Analysis of perceptions survey interviews and
questionnaires

- F indings and conclus ions concern ing the PMS
from three sources:

- ‘ Interviews and studies
- Func tional analys is
- Perceptions survey

• Criteria for developing and evaluating PMS or-
ganizational alternatives developed from four
sources:

- Findings and conclusions from functional
analysis

1.
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- Other PMS 2 find ings and conclusions

- PMS objectives

— Management theory

. Alternative PMS organizations , developed follow-
ing three strategies:

r - Functional restructuring without signifi-
cant organizational change

- Functional and organizational restructuring

- Establishing a Personnel Command

Summary of the evaluation of alternative PMS
organizations by the Senior Officer Level Action
Planning Conference.

FINDINGS AND CONCLUSIONS ABOUT THE CURRENT ARMY PMS

Chapter VII presents the following findings and

conclusions:

(1) Findings and Conclusions From Interviews and
Studies

Over 150 Army personnel from all componenets of

the Total Force were interviewed in-depth . Those

interviewed , listed in Appendix J , included :

• Members of Army Secretariat

. More than 55 general officers

• Principal civilian personnel managers at
DA , MACOM and lower levels

PMS staff members

TJSAR generals and other officers

• Command Sergeants Major and other NCOs.

Interviews were conducted in person in the Wash-

ington , D.C. area , elsewhere in CONUS, and Germany ;

2
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F
six telephone interviews were conducted when a visit

was otherwise impossibl.� .

Some 23 past studies also were reviewed , with

emphasis on the most recent PMS—related efforts.

A synopsis of the most significant findings and

conclusions follows, arrangea by subject area:

Adequacy of PMS organization

— PMS organization at DA level is viewed
as a loose confederation of sem i-
au tonomous elements.

— Fragmentation exists in Pt~S manag ement.

— Functions are duplica ted across
several organizations .

Conclusions : DA level organizations con-
cerned with personnel management form a
loose confederation with overlapping func-
tions, layered authority , and diffused
responsibility .

Execution of policy responsibilities

— PM S policy is broadly believed to be
inadequately developed .

— Many interviewees believe that the
ODCSPER neglects its policy functions.

- MILPERCEN/TAGCEN make policy because of
ODCSPER aefault.

Conclusions : Formulation of personnel
management policy at the DA level is inade-
quate and is one of the most critical
problem areas; ODCSPER is using scarce
statf resources for operations that should
be at MIL PE R CE~i or TAGCEN .

Personnel planning and doctrine development

- ~.ore interviewees commented on m ade—
quate PMS planning than on any other
subject .

3
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— 
~:obilization planning is dericient .

— ODCSPER does not have overall per-
sonnel management objectives.

— Responsibility for doctrine is not
clearly established .

— Human resource s research is gener al ly
considered to be inadequate.

Conclusions : Many aspects of DA PMS
planning are deficient; responsibility
for  personnel doctr ine shou ld be clear ly
def ined; human resource research should
be improved .

Management of information and systems

— Significant PMS problems result from
separate , m u t u a l l y  incompat ib le  data
bases maintained by various organiza—
t ions.

— ACSAC ’s role is intentionally lim ited
to budgeting issues; technical guid-
ance also has not been available from
the Computer Systems Commano .

— MILPERCEN has initiated efforts to
provide coherent, integrated per-
sonnel sys tems for the shor t term ,

— but longer range solu tions are not
being studied .

Conclus ion : Personnel inform ation systems
are not standardized or coordinated , m a k i n g
Total Force management almost impossible ;
redundant data bases compound organiza-
tional fragmentation problems .

— 
. S t a f f i n g  of PMS organizations

— Interviewees cite lack of professional
personnel managers as a significant
problem.

— Personnel—relatec assignments are not
viewed as career enhancing .

4
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— Civilian personnel nan~~ emen t is
viewe~ as beneLi tin~ from t-etter
tra inee rnana’~ers.

Conclusions: The A rra y does not have adequate
t ra inee , p r o f e s s i o n a l , senior , m i l i t a r y
personnel managers arid the PMS has suftered
as a result; such managers exist in the
civilian component of the PMS.

Operations of the PMS

— The Pt~S does not respond adequately toex te rna l  pressures .

— There are significant differences in
understanding and/or confidence in
m ilitar y PMS operations.

- Civilian personnel operations enjoy an
appreciable degree of confidence and
support from DA civilians .

Conclusions : Military PMS operations
are believed to be unresponsive in an
all-volunteer environment; confidence in ,
and understanding about , the PMS varies
widely by rank and detracts from its effec-
tiveness; most military personnel know
nothing of civilian personnel management;
most operational complaints are caused by
policies and procedures, and not amenable
to imorovement solely by reorganizing the
PMS .

Attitudes about an Army Personnel Command
(PERSCOM)

— Attitudes for/against a ~ERSCOM wereevenly di vided among OSA personnel and
general officers who expressed an
opinion.

— PMS officials assigned to HQDA did
not significantly support a PERSCOM .

— Personnel assigned to PMS FOA strongly
support a PERSCOM .

5
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— ~trong attitudes against establis~ii nu
~ PERSCO~1 were expressed by Civilian
Personnel Directors.

Conclu sion: There are significant differ-
ences ot opinion re~ arding a PERSCOM thatvary depending on the grade , position , or
organization of the individual; differences
also exist between military and civilian
personnel.

(2) Findings and Conclusions from Functional Analysis

A synopsis of the most significant findings

fol lows , arranged by subject area:

Re dundant functions

- Responsibility for policy development
of all kinds is shared by ODCSPER
with PMS operators .

— Responsibility for mobilization
planning  is poorly defined .

- Responsibility for screening and
accessing personnel is widely dis-
tr ibuted .

— Responsibility for develop ing job
knowledge and skill requiremen ts is
widely distributed .

- Personnel records are ma intained by
numerous organizations.

- Evaluation of policy , programs and
feedback from the field is broadly
diffused .

Inadequate ly  pe r fo rmed  f u n c t i o n s

— All p l ann in g fu n c t i o n s  s u f f e r  from
lack of resources and attention. in
particular, personnel doctrine is not
developed and a master personnel plan
does riot exist.

6
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, — va.L.at ~~ ions are not on~~

~~~~ - ~~~~~~~~~ i i  i\ - o ~ t~~~~~~~~~~~~ but rec~ ive
v e t  ~tt~ e attention .

— 
— human reso~~t ces re~ varch is uncet--

- t’mphasi:eo.

~ is1’laced _ty~ çt ions

— Man s’ ~‘oli o\- l~ak1n ~i t~~ ns are
p~ rr ot-m~?J L’y o p e t a t o rs

— 

~‘ t i 1i.atioti planning is being handled
~‘y ~~ CSP~~}~, v I t h  an ad hoc p l a n n m n ~¼ir oul’, wh ite ~1 LPERCE~ has a full—t ime o t t  ice st a f f e d  out of i ts  own

— ~iatiy o~. c t -at ions funct ions are pet—
forme~. ~y ~‘ ‘ ~ P~ R.

External pressuics on the PMS

— External pressures impose a dispro-
porti onat e workload on the PMS,
especially on CDC~PER .

~~ tomated s~ ttems su~~~~t t  tor th~ P~S

— Automated support is deficient f~ r
policy-maktn~ , planning , and evalus—
t ion funct ion-~.

— USA, USAR , NG, and Army c i v i l i a n
- - personnel record s are mutually inco~—patible.

- - — Personnel recordkeeping systems are
di f fe rent  and .incoa~pat ible  for the
Army in th, f i eld  and HQDA .

U.S. Army Safety Center performs n e i t h e r
— personnel. p~ann ing r iot personnel l i f e — cy c l e

func t ions .

~‘onclustons t rom tunct iona l  analys is  are :

Inadequate personnel o o ct r i n e  and the lack
a master personnel p lan  have o~ ntt-tt’utc~t o shor t f a l ls  in  po l icy—makin g  ti u nct i on s .
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- .~u cn  personnel policy is c i r f us e c  across
the ~~s and made in a r e a c t i v e  manner  cy
system opera tors , ins teac  oi a p roac t ive
manner by OCCSPER. Thus , policy has not
been consistent , coordinated , or compre-
hens ive.

• The PMS would be more effective if plan-
n i n g were i n s t i t u t i ó n al i z e a  in a m an n e r
that would protect those functions from
routine external pressures.

Improved personnel doctrine and implementing
a master personnel plan would help provide
direction and unity of purpose to the PMS ,
and compensate for the lack of institutional
memory , by provi ding day-to-day guidance to
PMS operators.

• Policies and programs are instituted with-
out adequate evaluation of their total
effect or results .

• Mobilization , personnel, and manpower
planning have been underemphasized , suffer
from lack of a focused responsibility , and
are sometimes organizationally misplaced .
As planning functions , they belong in
ODCS PER.

- The lack of an integrated Total Force data
base and ADP system detracts from mobili-
zat~.on readiness , e f f i c i ency  of operations ,
and has contributed to the perceived need

S for redundant personnel records.

(3) Findings and Conclusions From the Perceptions
Survey

The survey of perceptions is completed for FORSCOM ,

WE~TCQM, TRADOC , and Washington area staffs; USAREUR

and Reserve components results will be reported at

8 
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a later date. Based on these partial returns , the

following t indings about perceptions have been ideri-

tified :

About two out of three people surveyed felt
that the PMS is currently working at least
“somewhat well.”

• Most elements of the PMS covered in the sur-
vey were rated as at least “somewhat fair ”
by the m a j o r i t y  in the sample.

Outcomes of the PMS rated as being at least
“somewhat good” were:

- The respondent ’s mora le
— Satisfaction with current job
- On the job training
- Hous ing

Items receiving the lowest ratings were :

- Health care provided to dependents

- Family satisfaction with the Army

- Satisfaction with pay and entitlements

- Health care provided to the respondent

- Morale in the respondent ’s unit

- Fringe benefits such as PX , commissary ,
recreational fac ilit ies

On ly about one in four respondent ’s reported
that they understood the overall PMS “very
well. ” The best understood elements of
the PMS are:

- Pay and allowances to which you are
entitled

- Leave regula t ions  and policies

Fewer than half understand “very well” :

- How their career development is managed
- Military ‘i ustice/courts martial
- How they are assigned by MILPERCEN
- Promotion r egula t ions  and policies

- S .  ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ - — - — ~~~~~~~~~~~~~~~~~~~ ~~~~~~~~~~~~~~~~~~ ~~~~~~~~~~~~~~~~ —~~ - —-~~~~-
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The least well understood elements of the
PMS are:

- Reenlistment regulations
- Travel regulat ions and policies
- Separation benefits and entitlements

A ll ranks use a var iety of sources for  in-
formation or advice about regulations and
policies

There is widespread agreement that the Per-
sonnel Administration Centers (PACs) have
failed to realize their objective of increas—
ing contact between Company Commanders and
1st Sergeants and their troops

Of those with an opinion , most agree that
problems in personnel management stem more
from the people that work in the system than
from the system itself , and that too few
people working in the PMS are well-qualified
to do their jobs

There was general agreement that:

- MILPERCEN is responsive to requests
from the field

- Personnel assignments should be handled
through a centralized agency such as
MILPERCEN

- Consolidation of all personnel agencies
under a single commander would result
in an improved PMS

- Commanders should be given more auth— S

ority in making assignments to key po-
sitions such as Battalion Commander ,
Command Sergeant Major , etc.

• Barely half of the sample agreed that their
units  had su f f i c i en t  qual i f ied personnel
to accomplish their missions 

S

There was strong agreement that “too often ,
just when an individual learns to do the job
well , that person is transferred .”

10
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- Fi.eld personnel tended to agree that turn-
over was hurting morale and hurting the
ability of their units to accomplish their
missions. Staff personnel tended to dis-
agree that their un i t s  were experiencing
these problems as a result of turnover

. Most respondents tended to agree that in-
dividuals are usually assigned to the job
they are trained for , and that in their
unit nearly everybody is working in h is or
her proper MOS. However , of ranks E1-E6
and E7—E9, only 37% in the field , and 16%
on staff , agreed that their current assign—
ment is giving them the training they need
to pass their SQTs

• While o f f i c e r s  tend to feel that they were
given an accurate picture of Army life at
the time they joined, the preponderance of
ranks E7-E9 , and a large majority of ranks
El-E6,  disagree that they were . Of ranks
El-E6 , 40% strongly disagree

• More disagreed than agreed that the Army
provides good career counseling and gui-
dance. —

In conclusion , the f indings  of the quant i ta t ive  phase

of the study support those of the earlier qualitative phase.

If anything , the quantitative phase is providing a more pos-

itive view of perceptions of the PMS than did the preceding

= phase . That is, while the problems that emerged in the depth
- 

, 
interviews undeniably do exist and were confirmed by the

quantitative survey , most of them are by no means universal.

The majority of our sample appear to be relatively positive

toward most aspects of the current PMS and very positive

toward most aspects of the current PMS and very positive toward

some particular aspects . However, it is clear that some

matters are strongly perceived to be problems, and there are

11
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some pockets of dissatisfaction . Moreover , there are indic-

ations that certain changes would be well received by the

majority of personnel at all levels.

These findings and conclusions appear in full in

Chapter VII.

12
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2. CRITERIA F’QR DEVELOPF’G AND EVALCAT~~ G ALTERN ATIVE PMS
ORGA N 

____

Each of the in~or~ ation sources analyzed by the PMS2—

past studies , interviews , surveys , and functional analysis—

provide different perspectives about the two central PMS

problems facino the Army : what are the functional and

orcanizational inefficiencies in the PMS, and what are the

timal ~unctiona1 and orcani:ational structures for the

P~1S? To an swe r these questions , Chapter VIII consolidates

those perspectives and translates them into a single set of

orcani:ational criteria. These criteria include all of the

findinc~s and conclusions o~ the PMS 2 ,  plus HQDA leve l

object ives and current  management and organizational theory .

(See Append ix H for PMS object ives)  The criteria are used

to develop reasonable alternative PMS organizations . These

PMS cr i te r ia  include most revisions made dur ing the PMS

Study Advisory Group (SAG) conference on 16-17 August , 1979:

1. In consonance wi th  the overall Army plan , organ-
izations must develop objectives, assign respon-
s ib i l i ty  for  the i r  accomplishment, and evaluate
programs implemented to achieve them. Thus a PMS
organizat ion should:

a. Provide for the development and accomplish-
ment of organizational objectives.

b. Assign responsibility to top management
supervisors to provide an e f f e c t i v e  chain of
authority to accomplish objectives.

c. Provide for  progress reports and evaluation
of objectives.

13
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1~~ Certain “key ” f u n c t i o n s , listud in Exhib i t  1 on
page 16, have ~ir ea t  leverage on the overal l  per-
formance of the PM S , support top-management ob-
ject ives , and demand p r i o r i t y  a t t ent i on  f rom
senior PMS managers . Thus the [‘MS should be
organized so that key functions are :

a. Positioned at a sufficiently high organ-
izational leve l to ensure direct  top—
management supervision.

b. Afforded priority of resources and manage-
ment effor t.

c. Kept distinct from day-to-day operations so
that divergence of effort is minimized.

3 . The PMS should consolidate certain func tions
currently diffused across multiple organizations.
These functions , listed in Exhibit 2 on page 17,
should be assigned to PMS organizations so that
they are combined into single , or at least fewer,
organizations to improve coordination , consistency ,
and efficiency . Functions that are currently
either not performed or inadequately performed
also should be assigned ; these functions are
listed in Exhibit 3 , on page 18.

4. Findings and conclusions have identi fied problems
with the cur rent PMS relating to Total Force
integration , responsiveness to external demands ,
efficiency of operations , and adequacy of staffing.
The PMS should be organized to mitigate those
prob lems :

a. In the absence of compelling reasons , key
functions should be performed uniformly
across the Total Force , which requires an =
organizational mechanism for DCSPER to en-
sure coordination and consistency . This
requires key functions to be consolidated
for the Total Force and enhanced by data
systems which interface and employ an essen—
tially common data base.

b. Exte rnal pressures on the PMS and public
affairs liaison work require t ha t  a primary
focal point be designated for coordination
of requests for  i n fo rma t ion  and other

14
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t renien ts on the ~t f r o t r~ e x t  e ~~~~~ 1

~S t a  (f rosourcos mus t be pr ov~ d
- S to handle nose demands that are dis tinct

s t a f t  who supp ort key funct ions.)

Inefficiency of operations and inadequacy of
statfini must  be recognized as prob lems tha t
are only indirectly related to organizational
structure and must be resolved primar ily by other
means . These r roble~s are related more directlyto:

Inadequate numbers of p ro fes s ion a l
milit ary personnel managers

The lack of an integrated Total Force
data base and ADP system

Defic iencies  in planning and policy-
making functions.

5
- 5. The [‘MS should be orianized to best satisfy the

princioles of management theory , which include
flexibility ; functional definition of authority
and responsibility ; chain of command; division
of work ; parity of authority and responsibility;
ba’ance ; leadership; efficiency ; unity of command;
span of management; information management.

6.  The [‘MS should be s t r uc tu r ed  to provide for the
separat ion or  policy fo rmula t ion  and i t s  execution .

7. The PMS must  be responsive to war t ime  opera t ion s
and requirements .

8. The [‘MS must include all functions that are
essential to accomplish the mission of the
OL- i arlj : at ion .

9. The [‘MS must serve the Total Force.

— 
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EXHIBIT 1
Key Pfr.S Functions

~~. Project manpower availability, technology, and personnel. trends
( 1 . 1)

~~. Project i~nconstrained manpower and personnel requirements (1 .2 )
*• Develop personnel doctrine ( 1 . 3)
~~. Prepare a Master Personnel Plan ( 1 . 4 )
* • Assess manpower and personnel implications of all Program

Objectives Memorandum submissions (2 . 3 )
* • Determine policies and standards for enlistment/reenlistment/

matriculation/hiring/induction (5 • 1 • 1 • 1)

*• Evaluate personnel procurement policies, procedures, and
activities (5 .1 .1 .5 )

Evaluate effectiveness of recruiting/advertising programs
(5.1.2.3)

. Evaluate training/education programs (5.2.1.7)

*• Develop military personnel distribution policies and procedures
(5.3.1)

F 
~~. Develop personnel policies and plans for mobilization (5.3.3)
• Develop personnel reclassification policies and procedures

(5 .4 .1 .3)
S 

. Develop labor and employee relations policies (5.4. 1.9)

• Develop job analysis and evaluation policies ( 5 . 4 . 1 . 1 0 )
~~. Develop promotion policies and procedures (5.4.1.15 )

Evaluate personnel performance (5.4 .2.2)
• Provide financial services (5.4.3.1 )

S 

. Maintain personnel records (5 .4 .3 .2)

. conduct human resources research (5 .4.4 . 1)
Develop and administer labor and employee relations programs
(5.4.4.6)

• Develop and administer job analysis and evaluation programs
(5.4.4.7 )

• Develop and administer career development programs (5 .4 .4 . 12)
*• Establish personnel separation policies and procedures ( 5 .5 . 1)

* Functions which require the DcSPER ’ s personal attention.

16
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E X H I B I T  2
i~eaundunt ~unctions or Functions with
D it f u s e d  O r g a ni z a t i o n a l  R e s p o n s i b i l i t y

Function
N umber Function

5 . 1.1 . 1*  Determine policies and standards for enlistment/
reenliatinent/matriculation/hiring/induction

5 . 1 . 1 .2  Design procedures and recordk..ping systems for
person nel procurement

5 . 1. 1.5  Evaluate personnel procurement policies. proce-
dures , and activities

5 . 1 . 2 . 1  Develop enlistment/reenlistment programs
5 . 1 . 3 . 3  Access personnel using applicable procedures

5 . 2 . 1 . 1  Develop job knowledge and skill requirements

5 .2 .1 .3  Develop skill attainment evaluation criteria

5.3.1* Develop military personnel distribution policies
and procedures

5~~3~ 3* Develop personnel policies and plans for mobili—
- - ration

5.4.
~~ Develop sustain ment policies and procedures

5.4.3 .2* Maintain personnel records

5.4 .3 .3  Provide personnel information to authorized pa rties
5.4 .3 .4  Evaluate personnel reclassification requests
5.4.3 .7 Administer travel and PCS matters
5.4.4 .12* Develop and administer career development policies
5.5. 1. 1  Develop military retirement policies and procedures
5.5.1.2* Develop military separation policies and procedures
5 . 5 . 2 . 1  Evaluat, retirement and separation requests
5.5.2.2 Evaluate involuntary separations and discharged

•“Key functions (see Chapter VII I , p . VIU- 3)

17 
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EXIIIBIT 3
Func t ions  W i t h  No or Inadequate

Organiza tional Support

Function
Number Function

1.1* Project manpower availability, technology , and
personnel trends

1.2* Project unconstrained manpower and personnel
requirements

1.3* Develop personnel doctrine

1.4.1* Establish PMS objectives

1.4.2* Design and administer PMS objectives reporting system

1.4.3* Evaluate overall PMS per formance

1.4.4* Prepare/revise Master Personnel Plan

5.1.1.5* Evaluate personnel procurement policies , procedures ,
and activities

5.1.2.3* Evaluate effectiveness of recruiting/advertising
programs

5.2.1.7* Evaluate training/education programs

5.3.1.4* Evaluate distribution policies and procedures

5.3.2.4 Evaluate civilian personnel assignment policies and
procedures

5.4 . 1• t O ~ Develop job analysis and evaluation policies

5.4.4.1* Conduct human resource research

5.5.1.4* Evaluate separation policies and procedures

5.5.3.5 Evaluate post—separation/retirement programs

* Key fun ctions (see Chapter VIII , p. VIII— 3)

18 
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3. PMS ORGANIZATIONAL ALTER .NATIVES

The PMS2 was tasked to examine personnel management

at DA General an~t Special Staff levels above MACOM and to

address how the Army should be organized to manage people.

This report addresses that basic question. It proposes

al ternat ive PMS o rganiza t iona l  s tructures and describes

the concept of each alternative.

Within the frantework of criteria for PMS organiza-

tional alternatives, Booz, Allen has identified three

basic PMS organizational strategies:

Restructure responsibility for some functions,
but leave the current organizational structure
unchanged

• Reassign responsibility for functions and organ-
izationally restructure the PMS

• Establish a Personnel Conunand.

Two decisions are necessary: first, select a basic organ-

izational strategy ; and second , develop a specific organiza-

tion consistent wi th  that strategy.

There are certain priority actions, however , that

may be undertaken without significant change from the

present PMS organization :

Develop formal PMS objectives and a Master Per-
sonnel. Plan on a continuing basis

Develop a long-range , integrated personnel
management informa tion systems plan , and im-
plement it.

H 19
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The relative merits ~ f these three strategies ~re c~~tu-

alex , and th~’ issues t~~~ be considered include :

Ability to respond to PMS prcblems by real1~ c~it—
ing functions and --or reorganization -:

ODCSPER manpower authorization ceilings

. Separation of policy and planning from routine
operations

• Potential  creation of a personnel command

• Reduction of traditional branch affiliations
and responsibilities of the heads of special
staff agencies.

i4any of these issues also impact on the design of organ-

izational alternatives. Each of the three alternative PMS

organizations is suinniarized in the following pages.

(1) Strategy One: Functional Restructuring Without
Reorg~anizing the Current PMS

The PMS2 criteria for organizational alternatives

require that, at a minimun~, certain functional re-

alignments take place in the current PMS organization.

Essentially , problems of redundant, unsupported , and

~uisp1aced functions are resolved as well as possible

within constraints of the current organizational struc-

ture.

Alternative PMS Organization One shown in Exhibita

4 and 5, pages 21 and 2~~, is a realignment ~ f func tions

without reorganizing the current PMS. Policy and

0 20
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NOTES:

1. COA INTERFACES WITH THE OO~$PER AT THE STAFF LEVEL IN THE AREAS OF SUDGET AND PERSONNEL ENTITLEMENTS.
2. ACSA C INTERFA CES WITH THE ODCSPER AT STAFF LEVEL IN THE AREAS OF PERSONNEL MANAGEMENT INFORMATION SYSTEMS

REVIEW AND APPROVAL
3. TAG IS DUAL HATTED AS THE CON TAGCEN. AND SERVES AS A DA SPECIAL STAFF OFFI CER F OR A R M Y W I D E  ADMINI STRATIVE

SYSTEMS ANO CERTAIN OTHER SUPPORT FUNCTIONS.
S TJA G. CHAPLAIN AND SURGE ON INTERFACE WITH THE OD~SPER AT THE STAFF LEVEL ON PER SONNEL MANAGEMENT POLI CY AND

COMPENSATION MATTER S
5. CHIEF . NGI AND CHIEF ARMY RESERVE INTERFACE S WITH THE ODcSPE R AT THE STAFF LEVEL ON PERSONNEL MANAGEMEN T

POLICY . MOIILIZATION AND MANPOWER MATTERS TO INCLUDE CERTAIN PROGRARMING AND SUDGETING ACTIVITIES .
S. TA G FUNCTIONS AS A D~SSPER DIRECTOR WITHIN DESIGNATED FUNCTIONAL AREAS WITH ROTH TAG CEN AND RCPAC REING THE

OPERATING ARM FOR THESE SPECIFIC FUNCTIONS; THEREFORE . 10TH TAGCEN AND RCPAC ARE SHOWN EQUIVALENT TO OTHER
OD~SPER FDA s FOR THE PURPOSE OF THIS DEPICTION.

7. CON, MILPERCEN AND USAPDA HAVE DIRECTOR EQUIVALENT STATUS. 10TH ORGANIZATIONS ARE ODCSPER FDA~S. ASSOCIATED ORGANIZATIONS ARE THOSE WHICH PROVIDE SUPPORT TO OR INTERFACE WITH ODCSPER OPERATIONS SUT ARE
NOT UNDER THE CORMAND OR SUPERVISION OF THE Dc$PE R
ADMINCEN PROVIDE S COMSAT AND TRAINING DEVELOPMENT SUPPORT FOR ALL ASPECTS OF ODCSPER AND OTAG FUNCTIONAL
AREAS. DHNO MAY TASK ADMINCE N ON A DIRECT 5*515 TO ACCOMPLISH PROJECTS IN SUPPORT OF HR FUNCTIONS. AU. OTHER
TASKING ORGANIZATIONS IN OD~*PER AND OTAG ARE ROUTED THROUGH HQ TRADOC AND OOcSOPE IF TASK ING IS UP AR 5.5
(THE ARMY STUDY PROGRAM). THE AO*IINCEN IS ALSO SUIJECT TO TASKING SY COA AND AcSAC, AND OTHER H OOA STAFF
ELEMEN TS REQUIRING COMSAT AND TRAINING DEVELOP MENT SUPPORT WITHIN THE PERSONNEL AND ADMINISTRATION AREA.

II. CON USAREC IS ALSO CON MEPCOM.
II. FOUR ADDITIONAl. FOAl OF TAGCEN INCLU DE TWO PUBLICATION CENTERS AND TW O MILITA RY MAIL TERMINALS EACH OF WHICH

ARE ON SEPARATE TDA SIMILAR TO THE US. ARMY COURIER SERVICE.
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EX flIBIT 4
Current PMS Organization
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EXHIBI T S
Strategy One:

Organjzatjo~~~ Assignment of Functions
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planning are concentrated in ODCSPER in “exchange ” for

the reassignment of military personnel operational

functions from DHRD to TAGCEN and from DMPM to MILPERCEN.

\Also:
‘N

• 

- —~ DCSPER (Dir . Plans) is assigned responsibility
~br~ development of a Master Personnel Plan

• DCSPER (Di Plans ) is assigned responsibility
for development àf a—s&t of top-management
personnel objectives and~administration ofan objectives reporting and evil5-u-&t-iQn system

CCH , TJAG and TSG Personnel Management func-~~~~~~~
---~-

tions (less t ra ining)  are t ransferred to
MILPERCEN .

If the Army follows this strategy , a problem is

encountered in accommodating the required manpower

spaces for personnel planning and policy formulation

within the current authorization of ODCSPER. Restric-

tions on the size of the DA Staff militate against any

increase in the size of ODCSPER even though the total

size of the PMS might be unaffected.

(2) Strategy Two: Organizational Restructuring

The PMS2 criteria for organi~ational alternatives

indicate that the efficiency and effectiveness of the

PMS could be improved significantly by reorganizing

and reassigning functions. Alternative PMS Organiza-

tion Two shown in Exhibits 6 and 7 , pages 24 and 25,

is an organizational rescructuring to:
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• Accomplish functional realignments as in PMS
Organization One

• Assign all PMS FOA to a directorate of ODCSPER

• Reassign operational functions of the Army
Council of Review Boards from ASA (M&RA ) to
DHRD/TAG . OASA(M&RA) retains appellate
review authority

Reassign USAFAC from COA to DHRD/TAG. COA
retains General Staff responsibility for
financial management matters

• Reassign NGB Support Agency functions from
the NGB to RCPAC

• Reassign USA Physical Disability Agency
functions to MILPERCEN

• Reassign Safety Center from ODCSPER to TIG.

This assignment of functions frees the ODCSPER staff

from operational involvements under most circumstances.

Two operational heads of agencies (TAG and Cdr.,

MILPERCEN) are dual hatted and provided a planning staff

element to formulate policy and coordinate on the general

Staff level within their areas of staff cognizance.

Other features of this alternative are that:

• Military personnel operations (less Human Re-
sources Development and support activities)
ars concentrated in MILPERCEN

• Cdr., MILPERCEN also discharges GS responsi-
bilities through his planning staff element
in his capacity of Director of Military
Personnel Management

• TAG PMS functions are consolidated with those
of DHRD; TAG is given General Staff responsi-
bility for these functions , and a planning
staff element to accomplish them. He is
dual hatted as DHRD/TAG.
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(3) Strategy Three: Establish an Army Personnel
Command (PERSCOM )

The proposed PERSCOM , developed from PMS2 criteria

for organizational alternatives, is shown in Exhibits

8 and 9, on pages 28-30. The alternative incor-

porates these points:

All operational functions ass igned under
Alternative PMS Organization Two to FOA of
directorates of ODCSPER are assigned to the
Personnel Command and its subordinate or-
ganizations

• TAG retains Special Staff responsibility for
HQ Administrative Services

• Life—cycle  policy formulation functions for
Total Force mi l i ta ry  personnel are accom-
plished in the Directorate of Plans and Systems

• Centralized management planning of PMS systems
is accomplished in the Directorate of Plans
and Systems

O The functions of programming and budgeting
are separated from planning and manpower in
different Directorates

• The Director of Civilian Personnel performs
policy formulation functions for civilian
personnel in coordination with the Director

- Of Plans and Systems.

The Safety Center is reassigned to TIG.

Functions of CIVPERCEN are reassigned to the
Civilian Personnel Management Directorate .
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I. INTRODUCTION

Beginning in October 1961 (Hoelscher Committee Report),

studies have addressed the requirement for organizational

and functional realignments within DA’s personnel management

community . On July 6, 1978, the Army Personnel Command (APC)

Ad Hoc Study Group under the auspices of the Deputy Chief

of Staff for Personnel (DCSPER ) was chartered to ‘develop

the concepts which depict the most advantageous and effi-

cient command relationships and organizat3.onal structure for

performing the Army ’s personnel management and administrative.’

function,” with a second objective of determining ~the nee~/

and feasibility of establishing an Army Personnel Command/
/

It /

/

/

The Chief of Staff, Army (CSA), on July 13, l~ 18~

approved a series of initiatives aimed at improvyf~g the

Army ’s ability to perform its PMS mission . Th/~ on October

12, 1978 the Personnel Management Action Co~~~ ttee ( PMAC),

an ad hoc committee under the DCSPER , was/stablished to
-: accomplish and coordinate far-reaching j ersonnei actions .

The APC charter and PMAC mission we7’closely related , and

the APC study effor t was merged in o, and continued by, PMAc

in December 1978. /
/

//
//
/
/
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To assist PMAC , a joint Army—Booz, Allen & Hamilton

effort, the Personnel Management System Study (PMS2) was con-

ducted from 19 April 1979 to 5 September 1979.

1. SUMMARY OF PMS 2 TASKS

Working closely with PMAC , Booz , Allen was charged with

performing the following tasks :

• Develop baseline description of the current PMS ,
its structure, and functional distribution/organ-
izational relationships

• Conduct an analysis of the functional distribution
and organizational relationships existing within
the current PMS to identify weaknesses and strengths

• Develop and conduct interviews of selected operators
and users of the PMS to obtain perceptions regard-
ing the organiz ation and operat ional eff iciency
and effectiveness of the PMS

• Design and develop a questionnaire to survey the
perceptions of key PMS operators and system users
regarding PMS organizational and operational ef-

- - fectiveness

• Deve lop the objectives of an optimal PMS

• Develop alternative organizational configurations—
at least three alternatives , one of which will be
an Army Personnel Command

• Develop evaluation techniques and assist the A.rmy
in determining preferred PMS organizational alter—
natives

. Brief the Senior Officer Level Action Planning Con—
ference, which will evaluate alternative PMS organ-
izations

— . Prepare Study Draft Report

. Prepare Final Study Report.

1—2 
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2. SCOPE OF THE ARMY PERSONNEL MANAGEMENT SYSTEM STUDY

In accomplishing these tasks, Booz , Allen has conducted

in-depth interviews , perception surveys and organizational and

functional analysis. This effort has been made in accordance

with the following Army guidance for the PMS study :

Examine the functional and organizational structure
and relationships which are currently established
to perform the Army-wide personnel management mis-
sion for the active Army , Army National Guard~ Army
Reserve, and Department of the Army civilians.

. Limit the PMS2 study to analysis of personnel man-
agement systems operating above Major Command level.

• Take into consideration the suggestion of the Under
Secretary of the Army that an Army Personnel Command
may provide the organizational structure which best
accomplishes the Army ’s personnel management mission.

Booz , Allen has observed these guidelines , while recog-

nizing that the PMS extends downwards through the Major Commands

and upwards through the Secretariat and into DOD. Those por-

— tions of the PMS not included in this study are the subject

of other ODCSPER and TRADOC intitiatives. The PMS 2 ,  by its — ft

nature , highlighted the active Army . Notwithstanding , senior

officials  in all Total Force components—active Army , Army

Reserve , National Guard , and DA civilian—were interviewed ,

and a perceptions survey specifically targeted at the Reserves

was administered.

There is , however, a limit to the scope of the PMS2

j other than the organizational limit of “ above Major Command

— - -—,-,•--—--— —~~~~~~ -,.- - •-—-—--~-— ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ -~-. ~~~..L -. ~~., - ..~~~~~~~~~~~~~~ ~~~~~~~~~~~~
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level.” This is the issue of Army overall management, as

opposed to Army Pej~sonnel management. Overall management of

the Army is not within the scope of this study . Personnel

management exists as a subset of manpower and personnel man-

agement, which in turn is a subset of overall Army management,

and it is important to discuss briefly this broader context.

The PMS 2 has been focused on the five personnel life

cycle functions:

Procure
• Train/educate
• Distribute
• Sustain - -~

• Separate/retire.

These life cycle functions are couched in the broader context

of manpower and personnel management:

• Plan
Program

• Budget
• Plan Execution

Execute.

Of these f ive  broad funct ions, only Planning has figured

direct ly in the PMS 2 analysis of l i f e—cyc l e  f unc t ions ;  how—

ever, all of these manpower and personnel functions affect

the PMS . For example , for  procurement there must be a p l an ,

a program , a budget , and all must be executed. The same is

true for  the other l i f e—cyc le  functions.

Manpower and personnel management functions also must

be managed ; however , this level of operation constitutes

overall management. One way of displaying this concept is

‘— 4 
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shown in Exhibi t  1-1, fo l lowing  th i s  page. The exhibit shows

the classic funct ions  of overall management:

• P lan
Organize

. Coordinate
• Control
• Evaluate.

The PMS 2 represents a part of the Army ’ s overall  “ plan-

ning ” to get “ organized”  to “execute” the “personnel l ife

cycle funct ions. ” PMS2 will contribute to the first step in

this process , but it is only a portion of the total  con text

of overall Army management.

2 . STRUCTURE OF PMS2 STUDY REPORT

This PMS 2 Final  Study Report has ten chapters plus ap-

pendices. Chapter II contains a brief review of related

events which have preceded the PMS2. Other personnel man-

agement studies and significant associated developements

completed by the Army in the past 15-20 years are included in

this background summary to place this report in perspective .

Cha pters II I and IV contain organiza tiona l and func tional

structures required by Task One. These chapters are followed

— by the objectives of an opt imal PMS and an analys is of survey

interviews in Chapters V and VI as stipulated by Task Three ,

Four , and Five. Findings and conclusions developed from in-

depth interviews and functional analys is , required by Task

Two , are discussed in Chapter VII.

It

1—5
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EXHIBIT 1-1
Overall Army Management

OVERALL MANAGEMENT FUNCTIONS

PROCURE B E E
_ _ _ _ _ _ _ _ _ _ _ _  

~ ~~ 
X C

z 
R D E U

TRAIN/EDUCATE 
~ G C ~

_ _ _ _ _ _ _ _ _ _ _ _  
u E

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  P G E
L R T0 ‘

~ DISTRIBUTE IA A
_ _ _ _ _ _ _ _ _ _ _ _  N M  0

NC) SUSTAIN ~~‘~cd~
1
~ ,&~-‘~ç~ tO’

LI. _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  ~~~~~~~~~~~ 1I ~~~C,

SEPARATE/RETiRE 0~~~~~~~~~
’ 
P~~~ *
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— Chapters VIII and IX address Task Six : “Develop at least

— 
three alternative organizational configurations , one of which

wil l  be an Army Personnel Command . ” Chapter VIII contains the

criteria to evaluate an optimal PMS organization. These cri—

teria also are designed to assit in developing the alternative

PMS organization structures which are contained in Chapter

IX.

Chapter X contains the Evaluation of Al ternative Organ-

izations by the Department of the Army Senior Officer Level

Action Planning Conference on 27-28 August 1979. Tasks VII

and VIII were completed during this conference.

* * * * *

This chapter has reviewed the events leading up to the
-

- 
PMS2 Study , summarized the PMS2, discussed the scope of the

PMS2, and outlined the structure of this report.

The next chapter provides a summary of significant

h istorical events and more recent developments which have

affected the evolution of the current PMS.

1—7 
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I I .  BACKG ROUND

A SUMMARY OF SELECTED HISTORICAL EVENTS ~HIChHAVE AFFE CTED THE DEVELOP M E NT OF THE CURRENT
ARMY PERSONNEL MANAGE M ENT SYSTE M

A brief summary of selected historical events and

more recent related developmen ts which have influenced

the development of the current PMS are presented in this

chapter. Other personnel management studies and signifi-

cant, associatea aevelopments by the Army in the recent

past also are included to assist in placing this report

F in perspective.

In 1903 the Secretary of War, Elihu Root, directed

-

~ 
- -  

reforms that brought about the most sweeping changes in

Army organization in the two centuries of the Republic.

After studying the lessons of the War with Spain , Secre—

tary Root concluded that most of the Army ’s ma jor

mistakes during that war were caused by faulty organiza-

tion. Among the most important changes he made to

improve Army organization was the creation of a General

Staff. The General Staff was headed by a Chief of Staff

who acted as chief advisor and executive agent of the

President on military policy . The newl>r formed General

Staff was composed of selectea officers who planned ,

11—1
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invest ig .~tea and cooroinated m i l i t a r y  activities ur~der

the supervision of the Chiet of Staff.

Secretary Root’ s innovat ions  were r e l a t ive ly  un-

touched by the National Defense Act of 1920.  L ikewise ,

the massive changes under Ch ie f s  of S t a f f  Douglas

MacArthur and Malin Craig in the 1930s left the internal

functioning elements of the ~ar Department staff Un—

atf ected . Today the staff organization of field elements

of the U.S. Army reflects directly the internal organiza-

tion of the Department of the Army Staff. For example,

on a smaller scale, Major Command (MACON) headquarters

mirror  the struc tural organiza t ion of Headquar ters ,

bepartment of the Army (HQDA) ~General and Special Staffs.

Several studies and partial reorganizations during

the past twenty years represent the first major departures

from the staff organization established by Secretary Root.

Th ese developments, in gross terms , represen t change

toward an industrial or corporate model organization.

This change resulted in developing functional lines of

communica t ion outside the trad it ional ch ain of command;

e.g., comptroller to comptroller , personnel managers to

their coun terpar ts, etc.

These changes also have resulted in a high degree of

centralization and separation of specialist elements from

— the traditional ana special staff roles of the past.

11—2
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i -r im ary  examples of these cnanges are the e st a bu i s h~ ent

of the Commun icat ions Comman d , Cr imina l  Inve st igat ion

Commano , Intelligence Command , and Health Services Command .

Thus , many commun ications and other specialists no longer

are in the chain of command of the local commander but

report through functional channels to separate head-

quarters.

The first of several recent studies to impact on

the personnel manag ement function was the Office of the

Secretary of Defense Project 80 (Hoelscher Commission)

of 1961. The commission was charged with “functional i-

zat ion of the technical serv ices ” ; however , there was ,

of necess ity,  some consideration of the personnel arena.

This commission recommended the establishment of the

Office of Personnel Operations (OPO), which was imple-

mented later. It also considered the establishment of

an Army Personnel Command (APC) but concluded that such

— a move was infeasible at that time .

The Comptroller of the Army Report (Traub Report),

1962, contained the results of a study of the feasibility

— of establishing an OPO. The OPO concept was supported ,

— except that OPO was placea unoer 1)CSPER rather than func-

tion in a special staff status. The Traub Report further

identified functions for transfer from The Adjutant

11—3 
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~er.er~ l ’~ L f r ic e  ( T A ~~ - ) to OPC~ and generatea  a series

of memos of understanoing between tnose two ar~encies.

Two years  later, in 1964 , Project  BEST MAN was

establisned to plan the move of selected personnel func—

t ions , inc luding OPO and portions of TAGO , from the

washing ton  area to Fort Benjamin Harr ison and to St. Louis .

A comprehens ive plan was developed with time-phasing for

the move , but the only significant resul t was the estab—

l ishment and movement of the Reserve Components Personnel

Aamin istration Center (RCPAC) to St. Louis. (To comply

wi th Presidential directives, moves to the Hoffman bui ld-

ing ana colocation with U.S. Army Military Personnel Center

(MILPERCEN ) recently have been completed by U.S. Army

C i v i l i a n  Personnel Center  (CI VPERC EN ) and curren tly

are unaerway by TAGCEN.)

In 19b9 , the Staff Management Division of the Office

of the Chief  of Sta f f  conduc ted a Func tional Manpower

Survey of the Office of the Deputy Chief of Staff for

Personnel (ODCSPER), Office of Personnel Operations and

the Adjutant General ’s Office. The survey identified art

overlap of functions among TAGO, OPO, and ODCSPER, and

it concluaed that the various memos of agreement were not

being followed because of unclear lines of responsibility.
— The survey recomme nded establ i sh ing a separa te A rmy

11— 4

______   --5-~~--’
- - -~~~~~~~~~~~~~

- ——-5



S..

~ersonne1 Commanc (A~C). The other organizational alter—

r natives this survey cevelopea differed only in the detail

of the func t ions  to be assumed by the proposed APC. In

every alternative configuration, the APC was recommended .

These recommendations were not adopted. For a more corn—

piete history of the APC concept, see Appendix A , H istory

and Organization Data for an APC.

Two years la ter , in 1971 , the Special Review Panel

on Department of the Army Reorganization, Office of the

Chief of Staff (Parker Panel) reached similar conclusions

ana recommenda tions regarding ODCSPER , TAGO , and OPO.

The Parker Panel ’s recommendation that art APC be estab-

lished was disapproved with the guidance to “re—evaluate

when colocation (of agencies) is feasible.”

In 1971 the S ta f f  Management Division of the Of f ice

of the Chief of S t a f f  updated its survey of 1969 and came

to essentially the same conclusion as before: establish

an APC. This time it recommended that OPO become the

core of an APC. No action was taken on this recommenda—

tion.

Subsequent ly ,  the Comptroller of the Army Study —

Analysis of Class II Activities of the Army Staff was

conducted in 1972. The primary goal of this study was to

consolidate similar functions and commands , and its

charter went well beyond the personnel function . Again ,

‘I— S
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t~ e same personne l agencies were ice n t if i ec  for  consol i—

cation. The stucy hac two maj or personnel management

recommendations: (1) establisn a Personnel Center

(which was accomplished w ith the establishment of the

Un itea States Army M i l i t a r y  Personnel Center (M ILPERC EN )

in 1973); and (2) consider colocation of all similar

agencies.

The 1972 Comptroller Study was followed by the

O f f i c e  of the Deputy Chief of S ta f f  for Personnel ’ s

Report of the Army Personnel Center ( TAPCEN) Stud y Group

( 1 9 7 2 ) .  This report specifieo the functions to be merged

in ziIL?ERCEN the next year. Specifically excluded were

many functions of TAGCEN and of the Recruiting Command .

Contemporaneously wi th  many of these ef fo r ts, the

STEADFAST Plan was being developed by the Assistant Vice

Chief of Staff , DA staff elements and Continental Army

Command. The STEADFAST Plan established the Training

and Doctrine Command (TRADOC ) and U. S .  Forces Command

(FORSCOM) while disestablishing the Continental Army

Command and the Combat Developments Command in 1973.

Later iterations of the Plan (1973-1974) provided

tor three centers within TRADOC to coordinate doctrine

oevelopment for their specified interests in the Army .

Change Two to the plan adoressea the responsibilities ot

the U.S. Army Administration Center (ADMINCEN). A series

Il—b
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or,~r~eetings throuc~h 197w anca 1975 established a consensus

that tne ADMINCEN would assume proponency from DA agencies

ror personnel and pay systems on an extended time schedule.

DA proponent agencies would provide the personnel spaces

to accompany functional responsibility as they were trans-

ferred. ADMINCEN thereby was established as another

agency to develop personnel doctrine , co—equal in some

respects with TAGCEN and MILPERCEN but removed by a major

commana headquarters, TRADOC.

Under the STEADFAST Plan proponency and system

design for combat operations went to TRADOC’s Comb ined

Arms Center and proponency for logistics combat develop—

ment to the Logistics Center , which works closely wi th 
—

DARCOM . No similar change has taken place for personnel

functions. Consequently, personnel doctrine continues to

be established by ODCSPER, TAGCEN , MILPERCEN and U.S. Army

Finance and Accounting Center (USAFAC) through regulations

and daily operations. However, ADMINCEN is tacitly tasked

with responsibility for developing these personnel manage-

men t systems; e.g., the Standard Installation/Division

Personnel System (SIDPERS), the Joint Uniform Military Pay

System (JUMPS), efficiency reporting , and Company Adminis-

tration at ~atta]ion Level (CABL ) as they impact on the

battlefiela or “transcend the theater of operations.”

II—?
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In 1973 the DCSPER introduced The Army Personnel Plan

(TAP?), which was intended to serve many of the functions

of a master personnel plan for the Army . However , TAP?

never was fully implemented , and it was never used as an

overall management tool for the PMS at HQDA level. Some

of the TAPP ’s reporting functions were initiated and

continued for a few years on a decreasing basis. The

plan was last updated in 1974 for the 1975—1979 period .

This review has summarized the evolution of the

current PMS. It also has focused oh those agencies that

have proponency for the major functions that impact on

solaiers ’ lives while in the Army : training , distribu—

tion and sustainment. Other agencies are responsible for

accessions and separations. Specifically, the U.S. Army

Recruiting Command (USAREC) is responsible for all en—

l is ted accessions, and TRADOC (ROTC and OCS) and DCSPER

(USMA) divide the responsibility for non—specialist

officer accessions. The various officer specialties

are handled by the Surgeon General (TSG), Judge Advocate

General (JAG) and Chief of Chaplains (CCH). Separations

involve the Reserve Component Personnel Administration

Center (RCPAC) with , in the cases of death and retire—

men t, both TAGCEN and USAFAC.

Considering that there has been direct coordination

— and tasking authority from DCSPER to ADMINCEN, the major

11—8 
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agencies in a soldier ’s life—cycle are: ADMINCEN ,

~ ILP~ -RCEN , 1~.CPAC , TAGCEN , TRADOC , USAFAC . and U SAREC .

Other agencies include The Surgeon General (TSG), Judge

havocate General (JAG), Chief of Chaplains (CCH) ana;

to some extent , The Inspector General (TIG), Chief of

Engineers (COE) (living quarters), Depu ty Chief of Staff

for Logistics (DCSLOG) (commissaries) and the Army and

Air Force Exchange Service (AAFES).

Additionally, in the mid— to late 1970s , there have

been several integrative studies which were much less

comprehensive than those already discussed . These

studies have included attempts to consolidate pay and

personnel functions (Project COPPER); to plan current

and projected personnel suppo rt system and services for

the Army (PS3); and recommendations by field operating

agencies (e.g., ADMI NCEN and TRADOC) tha t some func tions

be re—alig ned among existing agencies.

* * * * *

IncT~~ed in the above discussion are two major

classes of studies and reports: (1) specific personnel

community initiatives; ana (2) generic staff restruc-

turing studies. Among both classes of studies, a trend

has been established over the past 18 years. There have

. ‘ 11— 9
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been repeated recommendations to establish a separate Per-

sonnel Command , and some recommendations toward that goal

have been partially implemented .

Care must be taken when partially implementing a recom-

mended systemic change. It has been observed in organiza-

tional development literature that a partial organizational

change can be worse than no change at all when the recommen—

dations for systemic change are mutually suppor tive and in-

terrelated . More specifically , when changes are recommended

to be implemented over a period of months or years, one de—

pendent upon another , implementation of one or only a few

changes is frequently disintegrative of the system rather

than integrative.

The next chapter discusses the organizational structure of

the current Army PMS .
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III. ORGANIZATIONAL STRUCTURE OF THE
CURRENT ARMY PERSONNEL MANAGEMENT SYSTEM

Personnel management is described in AR31O-25, the Army

dictionary, as follows :

Military Personnel Management: The process of planning,
organizing, directing , coordinating, and controlling the
procurement , training/education, utilization , separation!
retirement , development, and motiviation of military
personnel to assist in the successful accomplishment of
the organizational mission. It includes all procedures
related to: military job analysis and evaluation; position
classification; personnel classification, assignment and
utilization; maintenance of an adequate system of records and
reports required for successful operation of the Army person-
nel system; human resources development activities to include
development of individual potential; and development of an
organizational climate that enhances the attitude , motivation,
commitment , and sense of well-being -of soldiers and their
families .

Civilian Personne l Management: The development and mainten-
ance of a skilled and civilian work force. It includes
recruitment and placement ; job evaluation and pay adminis-
tration ; incentives; communication ; employee relations and
morale ; performance appraisal; training ; and career develop-
ment .

This chapter describes the major elements of the Army that

have significant Arm~’-wide personnel management responsibil-

ities although only their formal missions and relationships

are described.

The Army PMS functions under the guidance of the Assis-

tant Secretary of the Army (Manpower and Reserve Affairs )

h I—i
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(ASA(M&RA) . As directed by the Secretary of the Army, the

ASA(M&RA) acts in consonance with the provisions of laws enacted

by the Congress and with policy guidance promulgated by the

Executive Department and the Office of the Secretary of Defense .

The members of the Army General Staf f  render professional

advice and assistance to the Of f i ce of the Secretary of the

Army (OSA), the Under Secretary of the Army (USA) and the

ASA(M&RA) in developing broad basic policies , plans , and programs.

Heads of Army General Staff agencies who exercise significant

personnel management responsibilities include:

Chief of Staff (CSA)

• Deputy Chief of Staff for Personnel (DCSPER)

- Director , Manpower, Plans , and Budget (DMPB)
- Director of Military Personnel Management (DMPM)
- Director of Civilian Personnel (DCP)
- Director of Human Resources Development (DHRD)

Deputy Chief of Staff for Operations and Plans (DCSOPS)

Comptroller of the Army (COA).

Additionally , the Assistant Chief of Staff for Automation

and Communication (ACSAC ) has primary general staff responsibility

for Automation and Communication policy formulation and dissemi-

nation , planning , standards , resource management, and validation

of requirements for automation and comm unication systems to include

Personnel Management Systems. The Military Personnel Center

(MILPERCEN) is a functional proponent agency and the Administration

Center (ADMINCEN) is a system designer.

111—2 
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Heads of Special Staff agencies provide assistance to

the OSA , the CSA , members of the Army Staff , and other

elements of the Department of the Army on specialized mat-

ters that fall within their area of responsibility . They

prepare plans , review technical doctrine and coordinate

technical , administrative , and operational plans and

activities related to the PMS with other agencies of the

Army staff. Heads of Army Special Staff agencies who exer-

cise significant personnel management responsibilities

include :

. The Adjutant General (TAG)
• The Surgeon General (TSG)
• Chief of Chaplains (CCH)
• The Judge Advocate General (TJAG)

Chief , National Guard Bureau (CNGB)
. Chief , Army Reserve (CAR).

The heads of Special Staff agencies may have dual staff and

command roles which are distinct in that each involves dif-

ferent responsibilities and duties. For example , in the

personnel management area, TAG is both a special staff head

and Commanding General (CG) of The Adjutant General Center

(TAGCEN).

MACOMs are directly subordinate to, established by

authority of , and specifically designated by HQDA . They may

be assigned missions for personnel management tasks to be

accomplished by their headquarters or subordinate elements .

All MACOMs, including the Army component commands of

111—3
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unified and specified commands , are customers of the Army

PMS . Their subordinate commands operate the PMS in the

field. One MACOM , the United States Army Training and

Doctrine Command (TRADOC), has significant mission respon-

sibilities for individual training , accessions of officers

from ROTC and OCS, and doctrine for operation of the Army

PMS at MACOM level and below , plus functional PMS training

at all levels .
Field Operating Agencies (FOA) are under the supervision of

HQDA, and by definition are designed to execute policy . However,

CG , MILPERCEN in certain cases and CC, TAGCEN in all cases exercise

total policy responsibility , which equates to General Staff status .

They do not have major command status.

The FOA are :

• U . S .  Army ~Military Review Boards Agency ( MRBA )

• (J. S. Army Recruiting Command (USAREC)

• U.S. Military Enlistment Processing Command (MEPCOM)

U .S .  Army Civilian Personnel Center (CIVPERCEN )

• U.S. Army Civilian Appellate Review Agency ( CARA )

• U.S. Army Research Institute for the Behavioral
Sciences (ARI )

• U.S. Army Physical Disability Agency (USAPDA )

. U.S. Army Military Personnel Center (MILPERCEN )

• The Adjutant General Center ( TACCEN )

• U.S. Army Reserve Components Personnel and
Administration Center (RCPAC )

111—4 
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. U.S. Army Computer Systems Command (USACSC)

• U . S .  Army Finance and Accounting Center (USAFAC).

Figure Ill-i on page 111-6 , depicts the organizational

alignment of the elements comprising the PMS.

Additional information pertaining to organizational

responsibilities of PMS elements is in Appendix C.

CO~~ AND AND STAFF RELAT IONSHIPS OF THE MAJOR PMS ELEMENT S

The levels of authority in the Department of the Army

form a hierarchy of responsibility within the PMS . One

channel of authority through the hierarchy is, in descending

order , from the Secretary of the Army to the Assistant

Secretaries of the Army and Chief of Staff, Army General

Staff , Army Special Staff , Major Army Commands and Field

Operating Agencies.

Alternate channels of communication and authority

exist through the heads of designated Army staff agencies

who have been delegated the authority to communicate directly

with the Army Secretariat about subjects within thei’r areas

of cognizance . In addition , acting as an ODCSPER director-

ate chief, the CC MILPERCEN and certain other FOA may

communicate directly with the Army Secretariat on matters

other than policy formulation of concern to the Chief of

Staff or to intermediate superior staff echelon heads.

)
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COA INTERFACES WITH THE ODCSPER AT THE STAFF LEVEL IN THE AREAS OF BUDGET AND PERSONNEL ENTITLEMENT S.
2. AcSAC INTER FACES WITH THE OOCSPER AT STAFF LEVEL IN THE AREAS OF PERSO$po u. MANAGEMENT INFORMAT ION SYSTEMS

REVIEW AND APPROVAL.
3. TAG 5 DUAL-HATTED AS THE COR TACCEN . AND SERVES AS A D A  SPECIAL STAFF OFF ICER FOR ARMY-WIDE ADMINISTRATIVE

SYSTEMS AND CERTAIN OTHER SUPPORT FUNCTIONS.
4. TJA G . CHAPLAIN AND SURGEON INTERFACE WITH THE ODCSPER AT THE STAFF LEVEL ON PERSONNEL MANAGEMENT POLICY AND

COMPENSATION MATTERS.
5 CHIEF . NGB AND CHIEF ARMY RESERVE INTERFACES WITH THE ODCSPER AT THE STAFF LEVEL ON PERSONNEL MANAGEMENT

POLICY . MOBILIZATION AND MANPOWER MATTERS TO INCLUDE CERTAIN PROGRAMMING AND BUDGETING ACTIVITIES.
S TAG FUNCTIONS AS A OCEPER DIRECTOR WITHIN DESIGNATED FUNCTIONAL AREAS WITH BOTH TAGCEN AND RCPAC BEING THE

OPERATING ARM FOR THESE SPECIFIC FUNCTIONS; TH EREFORE . BOTH TAGC EN AND RCPAC ARE SHOWN EQUIVALENT TO OTHER
OD~VER FDA iFOR THE PURPOSE OF THIS DEPICTION.

7. CON, MILPERCEN AND USAP DA HAVE DIRECTOR EQUIVALE NT STATUS. BOTH ORGANIZATIONS ARE OOCSPER FDA o
ASSOCIATED ORGANIZATIONS ARE THOSE WHICH PROVIDE SUPPORT TO OR INTERFACE WITH ODCSPER OPERATIONS BUT ARE
NOT UNDER THE COMMAND OR SUPERVISION OF THE OcSPER.

B. ADM INCEN PROVIDES COMBAT AND TRAINING DEVELOPMENT SUPPORT FOR ALL ASPECTS OF OOCSPER AND OTAG FUNCTIONAL
AREAS. DHNO MAY TASK ADMINCEN ON A DIRECT BASIS TO ACCOMPL ISH PROJECTS IN SUPPORT OF HR FUNCTIONS. ALL OTHER
TANKING ORGANIZATIONS IN ODCVEN AND OTAG ARE ROUTED THROUGH HO TRADOC AND OOCSOPS IF TASKING IS UP AR 1-5
FF441 ARM’! STUDY PROGRAM). THE ADMINCEN IS ALSO SUBJE CT TO TASKING BY COA AND ACSA C, AND OTHER HODA STAFF
ELEMENTS REQUIRING COMBAT AND TRAINING DEVELOPMENT SUPPORT WITHIN THE PERSONNEL AND ADMINISTRATION AREA.

II. CON USAREC IS ALSO COR MEPCOM.
II: FOUR ADDITIONAL FOAl OF TAGCEN INCLUDE TWO PUP~ICATI ON CENTERS AND TWO MILITARY MAIL TERMINALS EACH OF WHICH

ARE ON SEPARATE TDA SIMILAR TO THE US. ARMY COURIE R SERVICE.
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Principal officials within the PMS also function as

members of formally organized and ad hoc committees, boards,

and other groups . These informational and planning groups

supplement established command and staff channels and,

in effect , form an informal organizational structure that

influences the PMS. These groups serve as channels through

which planning guidance and information are passed , as

forums for the generation of staff requirements, and as

-~ coordinators for proposed recommendations . Additionally,

such groups as the Army Policy Council , the Army General

Staff Council and the Select Committee make decisions af-

fecting personnel management.

Appendix D contains a list of committees on which

principal officials of the PMS serve. The number of corn-

mittees in this appendix indicates the importance of these

bodies to the current PMS .

3. RESPONSIBILITIES OF MAJOR PMS ELEMENTS

Most of the major PMS staff  actions regarding policy

formulation and operations are accomplished in ODCSPER , TAGO

and MILPERCEN . TAG and CG MILPER CEN also serve as Directors

in the Off ice  of the Deputy Chief of Staff for Personnel.

Together with the Director of Civilian Personnel, NGB , an d OCAR ,

these off ices  manage most of the HQDA military and civilian per-

sonnel ope rations of the active Army and Reserve components . 

S.- - -
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The ODCSPER staff is designated as a planning staff.

It ~.s organized to operate predominately in that mode ,

responding to general policy direction and specific tasks

assigned principally by ASA(M& RA ) and CSA . The annual

planning , programming and budgeting process (PPB ) requires

continuous and sizable staff resources to develop and

promulgate the resulting personnel management programs and

guidance . This is especially true in ODCSPER , and the PPB

process is also a major task in MILPERCEN and TAGO.

Another major OPCSPER workload is manpower management .

This responsibility, recently transferred from DCSOPS to

DCSPER , is closely related to budget actions and requires

interface among Army staff , OCSA agencies and Army Secre-

tariat officials for all significant force development

issues .

The DCSPER devotes considerable attention to recruit-

ing, mobilization planning, manpower management, human

resource development, and ROTC matters . Formulation of

policy and development of staff papers results in requests

for information which are passed to the operational level I

MILPERCEN , TAGO and the FOA . When desired , committees or

other groups are formed to facil i ta te  communications and tc

111-3
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coordinate the development of staff papers . An ODCSPER
¼.

action officer usually chairs the special study groups .

The Adjutant General maintains close coordination with

other directorates of ODCSPER in the development of community

life support programs and reserve personnel administration

matters . Decisions on routine policy matters in these areas

are made wi thin the agency organization . Major policy and doc-

trinal documents are forwarded through DCSPER , CSA , and ASA ( M&R A ) .

MILPERCEN interfaces on a continuing basis with DCSPER-MP

and DCSPER-PB . MILPERCEN officers actively participate in

the development of policy which is formally staffed by

DCSPER at the coordinating staff level . The mission-oriented

organization of MILPERCEN directorates matches the management

and distribution functions for officer and enlisted person-

nel and the development and management of personnel

information systems.

Other actions accomplished by the primary elements of

the PMS are individual personnel actions , human resource

matters , and civilian personnel policy actions :

Most individual personnel actions are accomplished
within ODCSPER , MILPERCEN , and their operating
FOAs . However , actions pertaining to General

111 9
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Officers are matters of personal concern to the
DCSPER and CSA . On an exceptional basis , and as
required to respond to individual inquiries such
as requests from members of Congress and the White
House , actions of an individual nature may be
forwarded to or through CSA and A SA(M& RA) .

Development of human resources policy is accom-
plished principally in the Human Resources Devel-
opment Directorate , DCSPER , and in TAGCEN . The
interest of ASA(M&RA ) in this area is re flected by
a number of s taff  actions which are forwarded to
that level .

Most civilian personnel policy actions are corn-
pleted within the Civilian Personne l Directorate,
DCSPER, and CIVPERCEN , in coordination with the
functional chie fs on the DA s taf f  where appro-
priate . The basic role of CIVPERCEN , however , is
to implement , interpret , and recommend policy . . ICivilian personnel policy regulations are approved
by ASA (M&RA). Many individual civilian personnel
appointment requests , which prior to enactment
of the Civil Service Reform Act required referral
outside Department of De fense (DOD) , may now be
approved at lower echelons.

Although the preponderance of personnel policy formu-

lation and execution is found in ODCSPER, TAGO, RCPAC and

MI LPERCEN , similar responsibilities are also discharged in

other staff agencies and FOA :

The Surgeon General, Chief of Chaplains , and the
Judge Advocate General provide career management
services for off icers  in their respective groups
which is similar to that provided by MILPERCEN for
other DA off icers  and all enlisted personnel

111— 1’)
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COA has general s t a f f  responsibility for pay and
related matters

• DCSOPS exercise DA staff responsibility for training
of mili tary personne l , except ~recommission training
which continues as a DCSPER responsibility

. Recruiting is accomplished by the U.S .  Army Recruiting
Command , an FOA of DCSPER , and by the NGB

• Systems deve lopment activities of MILPERCEN are subject
to the guidance and approval of ACSAC and its FOA , the
Computer Systems Comman d

The NGB exercises policy formulation responsibility
and supervises execution by the States of personnel
management matters for members of the Army National
Guard

• The CAR acts in an advisory rule in developing personnel
management policy for the Army Reserve

• TRADOC manages the operations of the ROTC program , OCS
(except state National Guard OCS programs ) and the
training base , and commands ADMINCEN which has doctrinal
responsibilities in the PMS .

Taken together, these organizations form the PMS at DA level.

The interfaces outside the scope of this study—upward to OSD ,

the Congress , and other governmental agencies, and downward to

field agencies and commands below MACOM level—complete the context

of the PMS at DA level.

The traditional personnel l ife cycle functions are pro-

curement , education and training, distribution, sustainment,

separation and retirement. A comparison of how these functions

are applied to the total force components by the major PMS

elements was made by the Military Personnel Management Study

Group . These comparisons , contained in Appendix E, highlight

the differences in how active mil i tary , National Guard , Army Reserve ,

111— 11
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and DA c iv i l i an  personne l are managed , in the context of the

pe rsonnel l i fe  cycle functions .

* * * * 11

This chapter has b r i e fly  described the major organizations

which address personnel issues at HQDA level and their formal

responsibilities. Both the large number of organizations and H

the i r  complex interrelationships have been sketched.

The next chapter discusses the functional structure of

the Army PMS .
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IV. FUNCTIONAL STRUCTURE OF THE CURRENT ARMY

PERSONNEL MANAGEMENT SYSTEM

Organization and mission effectiveness studies have

traditionally begun with mission statements and moved quickly

to the specification of organizational structures and pro-

cesses . The first two sections of this chapter describe a

more systematic approach for studying the Army PMS — functional

analysis — and present a functional description of the

current system . The last section discusses organizational

implications of functional analysis .

1. METHODOLOGY OF FUNCTI ONAL ANALYS I S

The purpose of this study is to understand the Army

PMS as it currently operates at HQDA level and to define

it as it should operate. Because of the complex organiza-

tional interactions, a carefully structured analysis and

documentation technique are required to achieve a useful and

thorough understanding of the problem . As Peter Drucker has

written :

Orga nizational  s t ructure  will not just “evolve” . .

organizational design and structure requires thinking ,
analysis , and a systematic approach.

The first step is to identify and organize the
building blocks of organizations .

Structure follows strategy uc ture is a means
— for attaining the objectives and goals of an institution .~-

* Drucker , Peter F. , Management Tasks1 Responsibilities, Pr~ctices,1973 , p. 523.
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Functional analysis describes what must be done as opposed

to who does it .

This study ’s functional analysis of the PMS begins by

identifying the small group of top-level functions that

must be performed by the Army to carry out its personnel

management missions . These functions overlap with those

used to manage manpower , which is outside the scope of this

study , but this only occurs at the top level. Next, corn-

ponent work steps that make up personnel-related functions

are identified with their associated information inputs and

outputs . These work steps , or subfunctions , can in turn be

decomposed into inputs , work steps , and outputs . This

functional decomposition , illustrated in Exhibit IV-1 on

page IV-3, can be continued until any desired level of detail

is achieved. The resulting structure is a heirarchy with

generic functions at the top and many detailed subfunctions

below. This functional decomposition is recorded on Heirarchy-

Input—Process-Output (HIPO) worksheets. For clerical con-

venience , the functions are n umbered , but the numbering scheme

is arbitrary and does not imply relative importance or sequence .

2. CURRENT ARMY PMS FUNCTIONAL STRUCTURE

As displayed in Exhibit IV—2 on page IV-4, five top-

level functions are identified as supporting the Army ’s man-

power and personnel mission :

Planning
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EXHIB IT IV- 2
Top-Level Functions Supporting the

Army ’ s Personnel Mission

ARMY

PERSONNEL MISSION

__________________ __________________ __________________ __________________ __________________ 

:~

PLANNING PROGRAMMING I BUDGETING 
PLA NNI N G 4.01 EXECUTION 

B.0 

/

)

IV-4

L ~~J - 

.- — 
. ~~~~~ - ..,



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

~ 
,- . .S. 

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ - - rW S.-- -~~

. Programming

Budgeting

. Execution planning

• Execution .

The scope of this study is limited to personnel manage-

ment , or “Execution ,” which is composed of the following

sub functions :

. Procurement

• Training/Education

Distribution

Sustainment
— 

. Separation/Retirement .

These five subfunctions are the classic life cycle functions

of personnel management. They have been broken down into

their component subfunctions to the degree necessary to

support future analysis . The first two levels of the

“Execution” group of functions are displayed in Exhibit

IV.-3, on page IV-6. Two points concerning the HIPOs should

be noted:

• Not all of the functions contained in the HIPOs
are performed at DA level, e.g., “Conduct Trainin~/Education” (function 5.2.4). When deemed necessary ,
however , these have been i*cluded to provide a
complete mosaic of functions for future analysis.

. Some functions are not related to personnel man-
agement as such, but were included if it was felt
they had a significant impact on personnel sustain-
ment. Examples are “Administer Army Postal System”
(function 5.4.3.6), and “Develop and Administer
Charity and Relief Programs ” (function 5.4.5.6).

• IV—5

_________  ________S.

~

-S.

~

-

~

S.S. ~~~~~~~~~ ~~~~~~~~~~~~~~~~~~~~~~~~~ ~~~~~ —---.— ,.- ,~~ 



- - - -~~~~~~~~~r r ~~rS.- ~~~~~ -~~~~~~~~ S. ~~~~~~~~~~~

EXHIBIT IV-3
First Two Levels of -Personnel

Management Functions

EXECUTION

5.0 

1

PROCURE TRAIN!ED JCAIE 1 DISTRIBUTE SUSTAIN 
SEPARATEI

PERSONNEL PERSONPEL fl PERSONNEL PERSONNEL PERSONNEL

Si 
_________  I 5.3 5.4 5.5

DEVELOP PERSONNEl. DEVELOP OEVELO PMILITA RY DEVELOP DEVELOP PERSONNEL
PROCUREMENT TRAINING( - 

I PERSONNEL DISTRI- SUSTAINMENT sEPARATloN mEnRE~
POLICIESA NO EDUCAT ION BUTION POLICIES POLICIESAN D NENIPOL ICIES AND
PROC EDURE S PROGRAMS j AND PROCEDURES PROCEDURES PROCE D UR E S

5.1.1 s.z.jj 5.3.1 5.4.1 5.1.1

oEv ELoppERSo:NE L~ TRAININGTI 
c~~T~~

J 

PERSONNEL

P E E L

j  

U

5.1.3 PROGRAMS 5.2.3 1.3.3 l.& 3 5.5.3

MAINTAIN A PR OVIDE HUMAN
ASSIGN PERSONNEL 

OE~~~~ P~~~IT

FORCE 
EOU CAT I O PROGRA MS

3.1.4 5.2.4 
— 

5.3.4 8.4.4

PROVIDE
COMMUNITY.

RELAT ED
PROGRAMS

SA.1 

_~~~~~, L -~~~~ - 



_ - S. - ~ S.~~~~~~~~~~~~~~ S. - - - -

The HIPOs should be carefully reviewed for completeness and

accuracy , as they form the foundation for all subsequent
- - functional analysis.

Once the functional structure was developed , i t  was

possible to identify organizations which perform the various

functions. Current organizational responsibilities for the

execution functions are indicated in Exhibit IV-4, on page IV—8.

* * - - * * *

This chapter has discussed the methodology of fun ctional

analysis and presented a functional overview of the Army PMS

at HQDA level.

The next chapter presents the objectives for an optimal

Army Personnel Management System.
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V. OBJECTIVES OF AN OPTIMA L PMS

To manage personnel in the Army and to do it well

requires that both the goal of personnel management and

the objectives of personnel management be articulated.

Without a goal and objectives that are operationally use- $

ful , managers of the Army PMS can , at best, only hope to

“get by.”

The goal — or mission—of the Army PMS is to provide

the Army with highly effectii~,e and morally responsible

military and civilian men and women capable of fulf illing

their wartime responsibilities and to sustain quality of

life support for soldiers and their families , while re—

quiring from them a reciprocal dedication to service. At

the same time,the Army PMS must piepare the total Army

for rapid transition to combat, fu l ly  capable of performing

L its wartime mission (Total Army Goals, Department of the

Army , 21 September 1977). What is needed today is a

coherent set of objectives that will provide direction

based on this goal, to personnel managers throughout all

levels of the Army . Such a document does not currently

-
, exist--the Army has neither a personnel plan nor stated

personnel objectives. It needs both , developed in detail,

and this chapter addresses that requiremen t.

- . V-I.
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There are two reasons for articulating objectives in the

context of this study . First , objectives in this chapter can

serve as the basis for developing more detailed objectives

in the future. Because the study is targeted at the DA level

and is intended to support reorganization decisions at this

level, only the top-level objectives are considered in this

report. But objectives will be eventually needed for all PMS

organizations, divisions, branches , and individuals.

Second , the objectives serve as criteria for determining

the adequacy of an optimal P~~S functional structure . Stated

d i f f e r en t ly ,  if the baseline PMS functional structure does

not support the objectives, then it must be modified . Applying

this criteria resulted in an optimal PMS functional structure

that supports all the objectives. Documented on Hierarchy-

Input-Process-Output (HIPO) worksheets, this optimal functional

structure, which appears in Appendix G , is very similar to

the baseline functional structure .

1. DEFINITION OF OBJECTIVES

At the outset , agreement on definitions is needed. Para-

phrasing Peter Drucker in Management: Tasks, Responsibilities,

Practices, objectives will be defined broadly as the action

commitments through which the mission is accomplished . They

V-2 
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are the result of translating an organization ’s mission into

several focused statements which provide operational guidance

for performing that entire mission . Each of the resulting

objectives can in turn be broken into component objectives

wnich are even more focused , and so on. The result is a

pyramidal hierarchy of objectives. The top—level objectives

are few, broad , and encompassing ; the bottom—level objectives

are many and specif ic.

Objectives must specify a time frame for achievement ,

the results to be achieved , the measures of achievement , and

possibly the methods to be used for achievement. Although

stating the desired results is necessary , top-level objec-

tives might be either continuing in time, difficult to

measure, or both . This does not reduce their value for top-

management guidance , but one might prefer to call this type

of objectives “goals” ; we choose to call them objectives,

because there is little conceptual difference .

2. SOURCE CF OBJECTIVES

To complete this study, it was necessary to document

the top—level objectives of an opti~nal PMS. The Army does

V- 3
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not currently have a single-source statement of objectives

relating to personnel management. The last such document

was the Army Personnel Plan FY 1974-79 (TAP?) , most recently

published in 1975. Notwithstanding this fact , mos t of TAP?

has been verified by the study team to be currently viable .

Current documents containing relevant personnel management

objectives include :

Army Pro gram Objectives Memoran dum , FY 81-85

Statements before U.S. Senate and House Committees

- Secretary of the Army
- Army Chief of Staff
- Deputy Chief of Staff for Personnel

Army Regulations and Circulars.

A compilation was made of objectives drawn from all

these sources. After eliminating redundancies and editing,

a master list of personnel management objectives that are

currently active was prepared. This list , cc~ntaining over

150 objectives , appears in Appendix G.

I

The original intent ‘f the study team was to deduce the

small set of current Army top-level objectives by consoli-

dating and refininq this lengthy list. However , most of

the objectives in Appendix G are written for action officers ,

flO t. IA -level managers , and this was not possible .

V-4 
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3. TOP-LEVEL PMS OBJECTIVES

Because of the inability to deduce top-level objectives

for an optimal PMS “bottoms-up ” from currently—stated Army

objectives, the study team synthesized a set of top-level

o.jectives , by following these criteria:

The objectives should support the Army personnel
goal cited at the beginning of this chapter.

The objectives should address the major problem
areas identified by the study .

The objectives should be targeted at DA-level
managers .

The objectives should facilitate functional
management.

The resulting objectives are prepared for , and concen-

trate on, DA—level personnel managers. They are intention-

dly broad and represent responsibilities that would be

assigned to entire organizations. Some of the objectives

~re short-term and easily measured , while others are long-

range and more difficult to measure . But whether short- or

long-term , they are all action commitments for Army pe~ sonnel

top-management.

(1) Planning Objectives

To accurately forecast long—range personnel re-

quirements , personnel resources , and their availability

V-5
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to the Army , consj.derinc political , ~ccno mic , strate .axc ,

tochnological , and sccietal trends ~nd ¼lemands.

To develop and maintain a co~ tinuirt .-i strate~’y fo r

allocating scarce personnel resources to total force

components.

To develop and maintain a research and inalysis

capability which is integrated with and supports all

aspects of the personnel planning , programmimg , and

budget process.

To develop and maintain an integrated , Total Force

data base and AD? system for handling personnel/pay

information.

To develop and maintain an integrated set of objec-

tives for Army personnel managers at all levels w h ich

will serve as a management tool and have minima l reporting

requirements.

(2) Progr~mming/Budgeting Oblectives

To develop programs to increase workforce produc-

tivity which will offset crowing personne l costs.

V-6 
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(3) Procurement Objectives

To acqu ire personnel which fu l f i ll Army force re-

quirements in terms of numbers, qualitative character-

istics , and total force mix.

To develop and test mobilization plans for the

activa tion of Army Reserve and Army Na tional Guard com-

ponen ts and the procuremen t of new personne l for all

Total Force components.

To secure congressional acceptance of an increase

in enlistment/reenlistment incentives for both active

Army and Army Reserve components ç which will strengthen
the Army ’s readiness posture and eliminate manpower short-

falls.

To support peacetime selective service registra tion

- 
which will facilitate mobilization manpower planning .

(4) Training/Education Objectives

To establish and maintain undergradua te , graduate ,

and professional military training , educa tion and de-

velopment programs which produce individual skills and

unit performances that meet the requirements of the

Total Force .

V—7
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( C S ) D i s t r i b ut i on  ~ hj e c t iv e s

To t’stablish and maintain distribution policies

which provide for the assignment of personnel in accord-

ance with operational priorities , with due consideratior

for individual preferences.

To fully integrate women into the Total Force at

all  levels and in all un its, consistent with the legal

and policy constraints on assignment of women to certair-

skill categories and units.

To fully integrate and utilize minorities in the

Total Force at all levels and in all units.

To develop and test mobili :ation plans for the

assignment of all Total Force elements and individuals

in the event of a national emergency .

(n) Sustainment

I

To further develop personnel career fields empha-

sizing opportunities for advancement comparable to

operational line and command positions .

To design personnel evaluation systems for the

Total Force components which can describe current

V-B
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performance , ~ndividual potential , and can be used to

select personne l for schools , promotion , and assi~~nments.

To prov ide ~ua1ity of life programs which best

serve the health , we lf are , and morale of soldiers and

their dependents .

To establish and maintain a means to correctly and

completel y inform the total Army about the objectives

of the personne l management system and how it functions ,

and to gather and evaluate feedback ~oncerning this

effort.

(7) Retirement/SeparatiOn Objectives

To separa te and re tire personne l in a manner wh i c h

fulfills the ~rmy ’s requirements for quality control and

quantitative management and considers individual desires.

* * * * *

This chapter has presented top management objectives

for an optima l PMS. The next chapter discusses the analysis

of perceptions survey interviews.
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I
V i .  AN A LY~~lS ~F £ERCErTIC’NS SURVEY INTERVIEWS

A qu al~~ta t~ ve , p r e l i m i n a r y  study ot perceptions of the

U . S .  Army Personn el  Manacement Sy stem was completed ~.n

July 1 ’~~ A tota l of ~S ~-iroup depth interviews and ind i-

vidua l depth interviews were conducted , involving l~ 4

personnel representing staff in the Washinuton area, FORSCOM

and TRA DCC posts,  and Reserve components. The ~bjectivos

of t h i s  ~u1~ itative study were to:

cain an in— depth perspective of perceptions ,
krtow led~e, and attitudes concerning Personnel
management in the Army

Establish a basis for developing the questionna i re
and desionini the sam 1e for the contractor ’s
follow-on quantitative perception survey which
will be conducted on July and August 1979.

Results ~f the subsequent quantitative study of per-

ceptIons appear in Chapter VII , “Findings and Conclusions

About the Current Army Personnel Management System (PMS).”

These perceptions, whtch appear unabr~dced in the first

half of Appendix F , have been condensed and classified into

four cateoortes :

~‘peration of the Personnel Management System
. i’e rsonn ~~l ~1anaqement Functionsspecia l Personne l

~ thc r  Perceptions .

A t h s c u s s ion  of these categories form the f i r s t  four sections

of t h i s  chapter .
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A comparison of the p r e l i m i n a r y  resul ts  and r e su l t s

based on the complete returns is in Section 5 of th i s  chapter .

Results of the survey of USAREUR personnel are summari:ed

in Section 6.

A auantitative survey also was conducted of commanders

and personnel managers in the Army Reserve. Results of

the survey of Army Reserve personnel are contained in Volume

II I of this report.

1. OPERATION OF THE PERSONNEL MANAG EMENT SYSTEM

Few respondents hive a perspective or the Personnel

Management System as a whole. Generally , each person views

it from his current job or jobs that were held in the recent

past.

There was some feeling that the importance of personnel

management in the Army is undeirated . The overall system

was seen as being unresponsive to human needs because ot

the rigidity of the system and its regulations , and the

complexity of the system . Several specific problems w ith

the overall system were suggested :

Multiple systems

System overload

. System lag

Inadequate information systems

Overly-frequent changes in the system .

V I— 2
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A number of specific elements in the Personnel Manage-

ment System emerged as areas of controversy or concern :

While the Personnel Administration Centers (PAC)
were regarded as prov iding more eff icien t and
higher quality service than the company clerk
system , many felt that these advantages were out-
weighed by the loss in responsiveness and contact
between company commanders, NCOs, and the men.
Other disadvantages cited were overspecialization,
non-applicability to wartime, and the presence of
“shadow clerks” in the companies.

• MILPERCEN was viewed with some skepticism by
people in the field , and some resentment by field
personnel managers emerged.

~,IDPERS was felt by some to be too sophisticated
~or the personnel available to operate it.

• JUMPS was generally regarded as working well,
although its applicability to wartime was ques-
tioned.

. The split between personnel management policy and
its implementation at the Division level was
noted.

Personnel problems in the Personnel Management System

itself primarily come down to a perceived shortage of

qualified people, particularly at the enlisted, NCO, and
I

Washington Staff levels.

There is a general feeling that the PMS would function

more effectively if it were better understood by personnel

in the field. Inadequate . understanding results from:

v I — 3
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. Constant  change in the system

Blockage of the informat ion flow

Cynicism.

2. PERSONNEL MANAGEMENT FUNCTIONS

Perceptions in this section have been arranged by l i fe-

cycle function .

(1) Procurement

Awareness of the difficult ies in recruiting suf-

ficient numbers of capable personnel at the enlisted

level was universal. Many were aware of “shady” re-

cruiting practices. Most attributed recruiting diff i-

culties to the available manpower pool , the attractive-

ness of the civilian sector , and the lack of a draft .

Reenlistment was not a universal problem and some

units exceed their quotas. However , concern was ex-

pressed at the numbers of “good soldiers ,” particularly

NCOs, who were leaving the service. It was noted that

units no longer have authorized “reenlistment NCOs.”
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The “New Soldier” generally was felt to be dif-

ferent from the enlistee of the past. Differences

include:

Less motivation , pride, and professionalism

Lower mental capacity , on the average

More likely to have dependents

Higher percentage of females.

(2) Training and Education

Initial Entry Training , a combination of the former

Basic Combat Training and Advanced Individual Training ,

was rarely mentioned in the course of the interviews.

Advanced Individual Training for technical and personnel

management MOSs was felt to be inadequate.

Recent changes in manuals and training materials

were generally viewed as being improvements .

The need for remedial education and civilian

schooling was generally ~cknowledged. Great frustration

was expressed by enlisted personnel who knew they needed

remedial education to advance their careers but were pre-

vented from attending the classes by the demands of their

jobs. This problem also was noted by action officers on

Washington area Staffs.

vi—S 
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Problems with career progression and professional

development were noted by both enlisted personnel and

officers:

At the enliat.d level, the philosophy of EPMS
is generally accepted , but in practice:

- Disconnects between the realities of
several MOSs and their SOTs were noted

— EERs were viewed as increasingly less
valuable because of inflated ratings

- The “up or out” philosophy was felt to
be driving away too many good soldiers.

• Among officers, “ticket punching ” was ac-
knowledged , but not all viewed it as a prob-
lem. It was agreed OERs had become inflated
to the point of being worthless; however,
difficulties were foreseen with basing judg-
ments on narrative evaluations.

• Troops arrive at new assignments from training
with their pay records in disorder, and they
can get into trouble because they have nobody
to call in the event of inadvertent late
arrival.

(3) Sustainment

Morale was felt to be low among NCOs and enlisted

men. A number of reasons for this were suggested ,

including diminished authority at the company level.

Enlisted personnel felt that on occasion , military

justice was arbitrary , overly harsh, and unfair. Some

VI-6
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~elt that black soldiers received harsher treatment

than white soldiers.

Generally, people felt that the minority situation

in the Army was showing improvement.

Housing was felt to be a serious problem at some

posts and on overseas assignments, particularly for

enlisted personnel with dependents.

Drug and alcohol abuse programs were felt to be

inadequate. Little mention was made of family coun-

seling and other types of w~lfare services.

There was a perception that certain fringe bene-

f its connected wi th serving in the Army had declined;

for example , health care, the clubs , the PX , and the

commissary

(4) Separation I

The major aspect of separation that emerged is a

perception that the Army is losing too many people that

it cannot afford to lose. These losses were seen to

arise from :

I-
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• Uncertainties in the Personnel Management
System ( e . g . ,  benefits , career progression)

Overseas tours

• Weight control policy

• Separating soldiers rather than addressing
problems.

Separation services, at least for officers, were

felt to be effective.

Some viewed the volume of separations as necessary

for the vi tal i ty of the Army , rather than a~ a problem .

This outlook was found at the Washington area S ta f f  level

more frequently than in the field .

3. SPECIAL PERSONNEL

Perceptions in this section have been arranged by type

of personnel.

(1) Army Medical Professionals

The Army is experiencing great difficulty in

attracting and retaining sufficient numbers of medical

professionals. The reasons cited for this are:

VI—8
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Low pay

Turbulence

• Low prestige of medical service in the Army

. Lack of trained assistants and sophisticated
equipme nt

• Lack of flexibility in promotions and assign-
ments

• Housing.

Several advantages enjoyed by TSG in dealing with

the situation were cited , including an independent

recruiting system and responsiveness to the needs of

individual professionals.

(2) Army Lawyers

At present, TJAG reports no problems in recruiting

sufficient numbers of lawyers. However, diff iculties

in retention increase with length of service , particu-

larly at the level of Major and above. Reasons cited

for these separations were:

• Increasing disparity between military and
civilian pay as careers progress

Dissatisfaction with jobs

Orders to move.
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A oroblem is seen in the inab i l i t y  to predict or allow

for these shortfalls at the senior levels.

(3) Chaplains

Only one problem relevant to personnel management

was cited by action of f i c e r s  from CCII :

. The effort they must expend in what they
perceive to be a constant need to defend
their independence.

(4) Civilians

From the military point of view, problems in

dealing with civilian personnel include:

Inflexibility of civilian rules and regula-
tions

• Competition between mil i tary  and civilian
• personnel for desirable jobs

• Loss of esprit and of quality of service in
the PX, clubs and commissary , stemming from
the assumption of these duties by civilians.

(5) Army Reserve

Personnel shortages in the Army Reserves are

perceived to be severe, in terms of numbers, capa-

bilities , and commitment.

• ,
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• Many uni t s  are far  from combat-ready , and
some fear that many Army Reservists would
refuse to go, if called in wartime.

The day—to—day administrative workload far
outstrips the capacities of Army Reservists
and is being increasingly handled by civilians .

The Army Reserves are hampered by an in-
ability to geographically shift personnel to
meet needs.

All levels of personnel agree that there are few

• incentives for people to enlist in the reserves,

especially in metropolitan areas. Few from the active

Army join. The quality of enlIstees is perceived to

be, on the average, lower than that of active Army

recruits.

In non-urban areas, many personnel join the Army

Reserves as a community activity. In metropolitan

areas, many officers and most enlisted personnel stay

• only as long as the economic benefits outweigh the

inconvenience. A number leave because they see reserve

activities as meaningless and a waste of time.

There was general agreement that centralized pro-

motions would be desirable. At present it is perceived

that there is too much favoratism in the system. Also,

the current practice of promoting officers as vacancies

VI—li 
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in their units occur was viewed as closing too many

career paths.

Problems cited in Army Reserve training were :

• Resources were perceived as inadequate for
meaningful and effective training.

• MOS tests and SQTs were perceived as per-
taining to the active Army, but not to the
Army Reserves.

Discipline was seen as lax and as detrimental to

morale and effectiveness. Two particular problems were

noted:

1 . Because of current regulations, coupled with
the manpower shortage, disciplinary actions
often were “more trouble than they were
worth.”

• Discipline could be difficult in the Army
Reserves because of overlaps between com-
munity and reservist roles.

SYSTEM WIDE CONFLICTS

The over3ll thrust of training often conflicts with

individual missions at the commander and supervisor levels.

These conflicts are generally resolved in favor of the

VI— 12
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individual mission . This may penalize individuals involved

by preventing them from obtaining the training or education

necessary to advance their careers.

While some forms of centralization such as the PACs and

the battalion mess, ra ther than the company mess , may have

resulted in more efficient management, there is widespread

feeling that they have dangerously eroded leadership by

diminishing meaningful contact between off icers  and their

men.

While differences between the needs of the Army in

peacetime versus its needs in wartime were generally ac-

• knowledged , some felt that certain systems, for example,

PAC5, prevent experience that will be necessary if war

breaks cut. An example of this would be promotion boards.

The viability of JUMPS in time of war was questioned. The

increase in workload for field personnel managers during

peacetime was pointed out.

While the advantages of centralization of personnel

management were recognized, many felt that responsiveness

and interpersonal relations would be improved if more

authority were decentralized and returned to the field.

• VI—l 3



• 5. COMPARISON OF PRELIMINARY RESULTS AND RESULTS BASED
ON COMPLETE R~TURN S

A preliminary report of the findings of the quantitative

phase of the perception survey was released in August, 1979.

The preliminary report presented results based on l~~8l completed

questionnaires from FORSCOM , WESTCOM and TRADOC posts , and

from DA Staff  and Field Operating Agencies , recei ved a~ of
‘
I,

August 9, 1979.

Subsequent to August 9, additional CONUS questionnaires were

received, to a total by September 5 of 2 , 489 returned and usable

questionnaires . This is a suf f ic ient ly  large increment that the

statistical tables were rerun , to ensure that the preliminary

• results, based as they were on a smaller number of cases, had not

been biased by virtue of the fact that they were early returns.

-

• Table 1, in Appendix F, Part Three , shows the final completion

rates for the quantitative phase of the perception survey , both

~or CONUS and for USAREUR . At the time of the preliminary survey ,

a completion rate of about 50% had been attained . By September 5,

the completion rate for FORSCOM/WESTCOM and TRADOC was approxi-

mately two out of three, and better than four out of five for DA

Staff/FOAs. Including USAREUR , the overall completion rate was

a respectable 68%.
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Table 2 shows the sample analyzed in the preliminary report

and the f inal  sample , broken out by MACOM and by rank . The major

sources of the later returns were FORSCOM and WESTCOM junior

officers and enlisted personnel;. The TRADOC and the DA Staff/FOA

samples were increased by proportionally smaller amounts in all

ranks.

Because of the nature of the personnel who accounted for most

of the increase in sample size , it would be expected that , on an

overall basis , results would have shifted on items where j unior

off icers  and enlisted personnel on FORSCOM and WESTCOM posts had

perceptions or views that d i f fe red  from other categories of

respondents. However, as was pointed Out in the preliminary

report , this sample was never designed to provide a representative

view of the entire Active Army , but instead was disproportionately

weighted in favor of senior officers , commanders and personnel

• managers.

Therefore , overall shifts in the findings are not particularly

significant. Rather, the only question of importance is: Were

there any noteworthy shifts in the perceptions or attitudes of

• specific categories of personnel that resulted from the addition

of subsequent returns to the preliminary sample?

In general, there were very few changes in the findings of

the survey larger than one or two percentage points , which is

VI-15
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well within the statistical confidence limits of any particular

cell of the analytic design . There were virtually no noteworthy

changes in ratings of effectiveness, fairness , satisfaction, or

understanding of the Personnel Management System . Among the items

measuring attitudes concerning various aspects of the Personnel

Management System , some changes in results for specific categories

of personnel occurred as a consequence of the additional cases

added to the sample. Tables 3 through 10 show the largest shifts .

None of the changes that appeared was large enough to a f fec t  the

interpretation or conclusions presented in the preliminary report .

Rather , the value of these tables is to illustrate the relatively

small differences that resulted from the additional survey returns.

Changes were noted for the following items :

“In my unit jus t  about everybody is working in his or
• 

her proper MOS.” (Table 3)

- Enlisted personnel were slightly less inclined to
agree that this was the case , a drop of four percent.

“Turnover is hurting the morale of my unit .” (Table 4)

• 
- All ranks were more strongly inclined to agree wi th

this statement , wi th  increases in the range of
four percent to seven percent .
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“Turnover is hurting the abili ty of my un it to accomplish • —

its mission . ” (Table 5)

- Al]. ranks were inclined more to agree wi th this
I- statement , with the exception of El—E6.  Gains were

in the range of three percent to seven percent .

“My current assignment is giving me the training I fleed
to pass my SQT.” (enlisted only) (Table 6)

- Enlisted personnel in all MACOMs represented were
slightly more inclined to agree that this is the
case , with increases of about five percent .

“My unit has sufficient qualif ied personnel to perform
its mission.” (Table 7)

- Most ranks were less inclined to agree with this
statement, by as. much as f ive percent .

“MILP ERCEN is generally responsive to requests from the
field .” (Table 8)

— A].]. ranks were less inclined to agree with this
• statement . This was particularly true of El-E6 ,

whose agreement dropped from 39% to 30%.

“Personnel assignments should be handled through a
centralizei agency such as MILPERCEN.” (Table 9)

- Agreement with this item dropped by 13% among
ranks El-E6.

. “The Army provides good career counseling and guidance.”
(Table 10)

- Agreement with this item rose by seven percent among
ranks El-E6.
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6. SURVEY OF USAREtJR PERSONNEL

As part of the quantitative phase of the perception survey ,

a sample of USAREUR personnel was selected for distribution of

the same questionnaire that was used in the survey of the Active

Army . Table II shows the units included in the USAREUR sample .

The questionnaires were distributed to the following personnel :

All general o f f i ce r s
• All brigade commanders
-

• All battalion commanders

25 % of company co~~anders/warrant officers
Al]. G-l/DPCA

All adjutants General

All S—i

3% of NCOs (E7 to E9), randomly sam~1ed
0.3% of enlisted personnel (El to E6), randomly sampled

Because of the greater length of time required for trans-

mitt ing and distributing the questionnaires to personnel in

Germany , ~s well as the longer time necessary for mail to arrive

from overseas , insufficient returns from the USARE LJR had been

received at the time of the preliminary report of August, l9 ’9.
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Of the 1,738 questionnaires distributed to the USAREUR

sample , 953 were completed and returned to National Analysts

by the September 5 cutoff date , a return rate of 55%. Table 12

shows a breakout of the sample by rank , assignment , length of

service and various demographic categories.
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(1~ Per~eptions oC the Cffectiveness of the Personnel Management
System -

In their ratings of the effectiveness of the PMS , USAREUR -

personnel were generally very similar to personnel in FORSCOM/

WESTCOM/TRA DOC (Table 13) . The item with the greatest discrepancy

was the effectiveness of SIDPERS , wi th  19% sewer USAREU R personnel

rating it as working very well, or somewhat well. Conmiande~~s ,

par t icular ly , d i f f e r e d  wide ly in their assessment of SIDPERS .

W h L l e  ‘6% of CONUS commanders rated SIDPER S as working at least

somewhat well , only 55% of USAREUR commanders ~iave it that high

a r a t ina.

The re were notable d i f fe rences  between U SAREU R and CONUS

enlisted personnel in their ratings of the effectiveness of

EPMS and of the overall Personnel Management System. rabJ.~ 14

shows that on thege items , USAREUR enlisted personnel gave these

iten~s somewhat higher rat ings .

Tab].e 15 compares the major commands and agencies included

in this survey on their attitudes concerning the consolidation

of all personne l agencies such as MILPERCEN , TACCEN , etc. , under

a sin~ile commander. The views of USAREUR personne l .~re cu i t e  sim i l a r

to those of personne l in FORSCOM . WESTCOM and TRADCC , whO , i~

they do have an opinion , tend to be more favorable toward this

idea than do personnel on the 0?. staff or in Field Operat~nc

Agencies.
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• (2) Understanding of . and Information Concerni,~~~ the
Personnel Manaaement System

USAREUR personnel closely resemble FORSCOM/WESTCOM /TRA DOC

personnel in their rat ings of their own understanding of the

‘MS and its various elements (Table 16) Where there are

discrepancies between USAREUR and the other MACOMs , these

generally are the result of the much larger proportion of

enlisted personnel in the USAREUR sample , rather than any

intrinsic differences between stateside and overseas assignments.

Understanding of p romotion regulations and policies is rated as

somewhat better understood by company grade officers and NCOs

in USAREUR than by their CONUS counterparts.

NCOs are rated a more important source of information about

personnel regulations or policies in USAREUR than they are in

CONUS (Table 17). Even allowing for the highe r proportion of E7-E9

and El-E6 , who more frequently than other ranks report that

NCOs are their single best source , still a relatively high

percentage of USAREUR personnel tend to rely on NCOs. Conversely ,

the AG is less frequently mentioned as the one best source among

- • USAREUR personnel. In all MACCMs,the most frequently mentioned

“best source” is Army Regulations .
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- Table 18 compares the MACOMSaS to their satisfaction 
with

- the information they are getting regarding personnel policies

• - and regulations. The USAREUR sample is virtually identical

- to the FORSCOM/WESTCOM/TRADOC sample , both of which express

marginal ly less satisfaction than the DA Staff/FOA sample .
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(3) Fairness of the Personnel Management System

As with other perceptions , in general tJSAREUR personnel

are very close to FORSCOM/WESTCOM/TRADOC personnel in their

ratings of the fairness of various aspects of the PMS .

Overall, their ratings of reclassifications and housing

assignments are somewhat lower and their ratings of award-s

policies are somewhat higher. (Table 19)

For several of the PMS elements, the overall differences

between MACOMs are deceptive. For example, Table 2 0 shows

comparisons of ratings of different ranks on the fairness of

military justice. Even though the percentage rating military

• justice as “very fair” is higher for USAREUR than for ~ONUS

at every rank, overall , tJSAREtJ R appears to rate the fairness

of military just ice lower because of the hicher proportion of

enlisted personnel in that sample .

Although overall ratings of the fairness of the assignment/

reassignment system appear to be almost identical between CONUS

and USAREUR , Table 21 illustrates that , among senior officers ,

USAREUR ratings of “very fair” are sharply lower than those of

CONUS.

Similarly , even though overall differences in the ratings of

• the fai rness of housing assignments between CONUS and USAREUR

are small , at the levels of colonel and LTC/Major tJSAREUR
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ratings are much lower than those of CONtJS (Table 22) . And f~ r

the ranks of general officer and E1-E6 , USAREUR personnel are --

more inclined to rate housing assignments as “very fair ” than are

CONUS personnel.

As shown in Table 23 , except for colone l and E7-E9 , every rank

in USAREU R rates awards policies as being more fair  than do their

counterparts in CONUS .

/ 
-
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(4) Satisfaction with Personnel Management

In their ratings of satisfaction with various outcomes of

• the Personnel Management System , USAREUR personnel are sharply

lower than the other MACOMs regarding their housing situation

and conditions where they currently work (Table 24) . They are

slightly lower in their ratings of opportunities for military

and civilian education , and they rate the morale in their units

slightly lower even though their own morale is , on the average ,

virtually the same. USAREUR ratings are higher regard.~.ng their

satisfaction with pay and entitlements , and with health care

provided to their dependents .

Table 25 shows comparisons of satisfaction with health

care provided to dependents between CONUS and USAREUR , broken

out by rank . U SAR.EUR personnel , on the average , rate their

sa tisfaction as h igher than do CONUS personnel. For both

sample , satisfaction at the enlisted leve l is actually higher

• than fcr  officers at the level of colonel and below .

While aenior off icers  in USAREtJ R appear to be reason ably

well sat i s fied  with their current housing situations , satisfaction

declines steadily with lower ranks (Table 26) . Below the rank

of colonel , USAREUR personnel indicate considerably less

satisfaction with housing than do the corresponding ranks in CONUS .
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At ranks El-E6, 51% in USAREUR rated their current housing

situation as “not too good” or “not good at all,” compared to

44% of CONU S £l—E 6.

Different ranks in CONUS and USAREUR are compared on their

satisfaction with pay and entitlements , and fringe benefits,

in Tables 27 and 28, respectively. For neither of these ‘I

items is the percentage rating them “very good” outstandingly

high. USAREUR personnel are more satisfied with pay at all.

ranks except company grade, but less satisfied at all ranks

with fringe benefits. The ranks of general officer, colonel
• - and El-E6 show the greatest differences between USAREUR and

CONUS in their satisfaction ratings of fringe benefits , with

about 20% fewer in U SAREUR. rating fringe benefits as “very good. ”
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( 5 )  a t t i tudes  Regarding Personnel ~1anagement in the Army

1. Implementation of the Current PMS

General ly,  a t t i tudes of USAREUR personnel re-

garding implementation of the PMS are similar to those

of FORSCOM/WESTCOM/TRADOC (Table 29). The biggest

discrepancies are in attitudes concerning the amount

of contact between commanders , 1st Sergeants and

troops that has resulted from the Personnel Administra-

tion Centers (PACs). In general , the samples do not

agree that increased contact has resulted . USAREUR

personnnel are less inclinded to agree that more contact

with company commanders has resulted , and this reflects

less agreemen t at every rank. However , they are more
• inclined to agree that the PACs have increased the

involvement of 1st Sergeants with  the troops , and here

the overall difference stems from the greater proportion

of enlisted personnel in the USAREUR sample , who are

more inclined than other ranks to agree that this

contact has increased .

• 2. Centralization

In their views on the role of MILPERCEN , USAREUR

personnel are not widely divergent from FORSCOM/WESTCO!’~
TRADOC personnel (Table 30). The preponderance agrees

that MILPERCEN is responsive to requests from the field

and that personnel assignments should be handled through

a centralized agency such as MILPERCEN .

• . VI—27

‘—.—-- •-• • • ,• • • •~ -— — • •• • • • • •• • • • - - — • • ~~~~~~~~~~~~~~~~~~~~~~~~~~ ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ • - —- .-—~---•-~—— —.- _______ • • • ____ _•_~•_.,_ —• __ _• _ _  ••—



—------—--- -.- -
~

-
~ 

-~~~~~~~~~~~~~~~ --—----•--~ -.~----•---- •— ~~~
- •—•--

~• • •  - - - - - - ,
~~~~ 

-

USAREUR personnel do tend to agree a little less

strongly that commanders should be given more au thor i ty

in making assignments to key positions such as Battalion

Commander, Command Sergeants Major , etc. The difference

between USAREUR and FORSCOM/WESTCOM/TRADOC is primarily

in the ranks of Company grade/Warrant off icer and below :

these ranks in USAREUR are less inclined to agree

with the idea of increased authority for commanders

than are the same ranks in FORSCOM/WESTCOM/TRADOC.

3. Uti l izat ion of Personnel

Generally , differences in attitudes concerning

utilization of personnel reflect the differences in

authorizations between (JSAREUR and CONUS (Table 31).

• USAREUR personnel are much more inclined to agree

that their units have sufficient qualified personnel

to perform their missions , and much less inclined to

agree that - turnover is either hurting their units ’

morale or the ability of their un its to accomplish

their missions. Reflecting the longer assignments

in Europe, USAREUR personnel are less inclined also

that  individuals are too often t ransfer red  just  when

they learn to do the job.

Enlisted personnel in USAREUR are somewhat less

inclined than FORSCOM/WESTCOM/TRADOC enlisted personnel

• to agree that their current assignments are giving

• VI—26
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them the traininq they need to pass the S~Ts, but

even so are much more inclined t ¼. agree than ar~ DA

Staff/FOA enlisted personnel . In all MACOMs, the

majority of enlisted personnel disa~iree with this

statement.

4. Responsiveness

Table 32 shows that the three MACOMs are similar

in their views on career counseling and guidance

provided by the Army : only about one in three agree

• that it is good.

The lower amount of agreement among USAREUR that

they were given an accura te picture of the Army li fe

at the time they joined is a result of the higher

proportion of enlisted personnel in the USAREUR sample.

Comparing USAREUR and FORSCOM/WESTCOM/TRADOC rank

• by rank , attitudes on this question are about the same.
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7. SUMMARY

The perceptions and attitudes of tJSAREUR personnel are

more similar to those of FORSCOM/WESTCOM/TRADOC personnel than

they are d i f ferent , when compared rank for rank . Since these

two samples represent essentially the same pool of personnel ,

the only difference being whether they currently are assigned

to CONUS or USAREUR posts, this is not surprising.

The differences found between these two samples reflect

the differences between CONUS and USAREUR assignments , not the

people per Se. Thus ,

USAREUR personnel are more inclined to express
dissatisfaction with their current housing situations
and working conditions. They also are more inclined
to report that morale in their units is low.

. Personnel in FORSCOM/WESTCOM/TRADOC are more inclined
to feel that their units do not have sufficient qualified
personnel to accomplish their missions , and that turnove r
is hurting their units ’ morale and ability to accomplish
their missions.

Otherwise , the results for USAREUR are very similar to the

results for FORSCOM/WESTCOM/TRADOC, with both having occasionally

divergent views from those of personnel with the DA Staff or

• Field Operating Agencies , as reported earlier, in the preliminary

report.
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This chapter has presented summarized perceptions of 
- -

attitudes of Active Army personnel about the PMS and other

related issues. The next chapter discusses Booz •Allen and

conclusions about the current PMS organizations.
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VI I. FINDINGS AND CONCLUSIONS ABOUT 4

THE CURRENT ARMY PERSONNEL MANAGEMENT SYSTEM (PMS )
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VI I .  FINDINGS AND CONCLUSIO N S ABOUT THE CURRENT ARM’ !
PERSONNEL MANAG EM EN T SYSTEM

FINDINGS AND CONCLUSIONS ON~ANIZATIONAL CNITUIA MTSNNATIV$ QAsANIZATIONS

• PERCEPTIONS SURVEY . FUNCTIONAL ANAL YSIS 
4 

a FUNCTIONAL RES11IUCTU$INU
• INTERVIEWS ANO ST UOIES a PM$PROILEMS a OROA~IIZAtIONAL RESTRUCTURIN G

• FUNCTIONAL ANALYS IS a GSJ ECTWES a PERSONNEL CONUANO
* MAN AG EM ENT ThEORY

Find ings and conclusions with regard to the PMS were

derived from four sources:

The perce ptions survey

Previous studies and surveys

Individual interviews by Booz, A llen and
Hamilton

Func tional analy sis.

The findings and conclusions developed from these sources

are discussed in the following sections of this report.*

I. FINDINGS AND CONCLUSIONS FROM THE PERCEPTIONS SURVEY

FINDINGS AND CONCLUSIONS ORGANI ZATIONAL CRITERIA ALT ERNATIVE ORG A NIZATION S

• PERCEPT IONS SURVEY 
4 • PUNCTIONA4 ANALYSI S 

+ 
• FUNCTIONAL RESTRUCTURING

• INT ERVI EW S AND STUOIES a PMIPROILENS a ORGANIZAT IONAL RESTRUCTURING
• FUNCTIONAL ANAL YSIS a OBJ ECTIVES a PERSONNEL ~OMNANO

a MANA GEMENT TIIWRY

Thr.e words used in this chapter and elsewhere in this report ——
• command , doctrine, and policy —— ar. sufficiently important to warr ent

including their definitions in Appendix L , “Glossary and Definit ions. ”
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The socond phase of the survey of perceptions ct the

U . S .  Army P ersonnel  Management System ( PMS ) is cu r ren t l y

underway . Based on the Phase I qualitative exploration of

• - perceptions reported in Chapter VI, a quan titative ques tion-

na ire was develope d and sen t to a sample of Army personn el

representing :

FORSCOM , WESTCOM and TRADOC officers and enlisted
personnel

. USAREtJR o f f i c e r s  and enl is ted personnel

Washington HO staff with personnel management duty
assignme nts

Army Reserve commanders and personnel managers.

The ques tionna ire and the unabr idged f ind ings and con-

clusions of the perceptions survey appear in the second

part of Appendix F. Becauso of the nature of the study ,

the samr l.e was designed to disproportionately represent

senior o f f i c e r s  and personnel managers . Sufficient personnel

at all ranks were surveyed to permit meaningful statistical

comparisons.

As of August 9 , 1979, 1, 581 questionnaires had been

received from the FORSCOM , WESTCOM , TRADOC and Washington

HO samples, a return rate of more than 50%. Finding s of

the surveys of USAREUR and Reserve p~rsoni~el will be te-

ported at a later  date . Findings  based on the r e turns  to

date appear in the foilowing subsections.
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( 1) Findings About the Ef fec t iveness  of the Personnel
Management System

About two out of three people surveyed felt that

overall , the current PMS is working at least “somewhat

well. ” However ,

Only about 5% f e lt  that it is working “ very
well”

About one in three rated it as working “not
very well” or “not well at all” .

With few exceptions, the fol lowing were rated as

being relatively effective :

Pay System (JUMPS )

Procedures for correc ting errors in pay

Assignments to duty stations

Promotion system (except for ranks El —

E6 )

SIDPERS

Selec tion for schooling (except for ranks
E l — E 6 ) .

The following were rated as being relatively less

effective:

Recruiting system (47% rated it as working
“not well at all”)

Reenlistment incentives

. MOS reclassifications.

VII—3
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General ly, the higher the rank , the higher the

ratings of effectiveness. Washington staff rated the

ef fec t iveness  of most items more h ighly  than did fie ld
personnel . One exception to this was SIDPERS, which

recei~~d higher ratings from the field .

(2) Findjn~ s About the Fairness of the Personnel Man—
~gement System

Most of the elements of the PMS covered in the

survey were rated as at least “somewha t fair ” by the

• majority of the sample. Almost without exception , the
higher the ran k, the more fair the PMS was perceived

to be .

Par ticularly high fairness ratings were given to:

Mil i ta ry  jus t ice  system
Selection for  schooling
Promotion system.

• The only item not rated as at least “somewhat
f a i r ” by the ma jo r ity  was awards policies. About one

in four  rated this as “ not fa i r  at all . ”

VII —4
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(3 )  F indings  About the Sat is fact ion With Personnel
Managemen t

Of the outcomes of the Personnel Management System

included in this survey , none was rated by the major i ty

of the total sample as being “ very good .” However,

ever y item was rated by large ma jorities as being at

least “somewhat good” , wi th the exce ption of hea lth

care provided to dependents.

The highest rated items were :

• The respondent ’s morale
• Satisfaction wi th  current job

On the job training
Housing

The items receiving the lowest ratings were :

Health care provided to dependents

• Family satisfac tion with the Army

-

• • Satisfaction with pay and entitlements

Health care provided to the respondent

. Morale in the respondent ’s uni t

• Fringe benefits such as PX, commissary ,
• recrea tiona l facili ties

Femal e personnel tended to be lower in their rating s

• of personal morale , job satisfaction , training , working

Vu -S
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conditions , opportunities for mi l i t a ry  education and
• health care for dependen ts.

Blacks tended to give higher ratings than whites

on morale , training, f r inge benefits , health care and

family satisfaction with the Army . Other minorities

generally tended to give lower ratings.

Personnel who reported having no liklihood of

being with the Army three years from now had part icularly

negative ratings on:

• Family satisfaction with ‘the Army
• Health care provided to self and dependents
• Pay and entitlements
• Housing
• Job satisfaction and morale.

(4) Findings About the Understanding of the Personnel
Management System

Only about one in four reported that they understood

the overall Personnel Management System “very well.”

However , a number of specific elements of the PMS are

apparently understood reasonably well by most Army

personnel.

The best understood elements of the PMS are:

• Pay and allowances to which you are entitled
• Leave regulations and policies

V I I — 6
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Fewer than half  unders tand “ v er y  wel l” :

• How their career development is managed
• Mi l i ta ry  jus t ice/cour ts  mar t i al

How they are assigned by MILPERCE N
• Promotion reguations and policies.

The least well understood elements of the PMS are :

• Reenlistment regulations
. Travel regulations and policies
• Separation benefi ts  and entitlements .

Generally,  the level of understanding increased

with years of experience in the Army , rather than

strictly by rank . That is, the lowest ratings came

-
• from Company Grade/Warrant O f f i c e r s  and ranks El-E6.

Ratings of understanding of the overall PMS were high-

est among senior officers , personnel managers and HQ

s t a f f .

(5) Findings About Sources of Information Concerning
The Personnel Management System

Al l ranks use a variety of sources of information

or advice concerning regulations and policies. For

• every rank except General Officer , the preferred sourc e

was Army Regulations. The preponderance of General

Officers reported that the AG at their post was thou :

preferred source , and a relatively high percentage

V I I — 7
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of Col/LTC/Major also cited the AG. Ranks El-E6 had

a strong preference for NCOs in their units. Sources

that are used but were - not preferred by noteworthy

percentages included: officers, Army Times, PACs,

MILPOs, enlist me_n and Soldiers Magazine.

The major i ty  of all ranks are at least “ somewhat

sat isf ied” with the information they are gett~.ng re-

garding personne l policies and regulations. Degree

of satisfaction is clearly a function of rank: Genera l

-: Officers and Colonels report the highest level of satis-

faction , while at ranks El—E6 , 37% indicated that they

are “ not very satisified” or “not at all satisfied”

with the information they are getting .

(6) Findings About Attitudes Concerning the Personnel
Management System

Implementation of the current PMS

— There is widespread agreement that the
Personnel Administration Centers (PACs)
have failed to realize their objective
of increasin g contact between Company
Commanders and 1st Sergeants and their
troops .

- Of those with an opinion , most agree
that problems in personnel management
stem more from the people that work in

V I I— 8
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the system than from the system i tself ,
and that too few people working in the
PMS are well-qualified to do their jobs.

Centralization. There was general agreement
that :

- MILPERCEN is responsive to reques ts
from the field

- Personnel assignments should be handled
• through a centralized agency such as

- Consolidation of all personnel agencies
under a single commander would result
in an improved PMS

- Commanders should be given more author ity
in making assignments to key positions
such as Battalion Commander , Command
Sergeant Major , etc.

Utilization of Personnel

• - Barely half of the sample agreed that
their units had sufficient qualified
personnel to accomplish their missions.
Agreement was much stronger from s taff
personnel than from field personnel.

- There was strong agreement that “too
often , just when an individual learns
to do the job well , that person is trans-
ferred .”

- Field personnel tended to agree that
turnover was huring morale and hurting
the ability of their units to accomplish
their missions . Staf f  personnel tended
to disagree that their units we r e ex-
periencing these problems as a result
of turnover.

- Most respondents tended to agree that
indiv idu als are usually assigned to the
job they are tra ined for , and that in

• their unit nearly everybody is working
in his or her proper MOS . However , of

$ VII— 9



ranks El—E6 and E 7— E9 , only  37% in the
field, and 16% on staff , agreed that their
curren t assignment is giv ing them the
training they need to pass their SQTs.
Fifteen percent reported currently being
assigned out of their proper MOSs.

- Opinion is split as to whether or not
it is too easy to quit the Army these
days. General Officers and ranks El-E6
tend to disagree that it is, but other
ranks tend to agree. -

Responsiveness

- While off icers tend to feel that they
were given an accurate picture of Army
l i f e  at the t ime they j oined , the pre-
ponderance of ranks 57—E9 , and a large
majority of ranks E1—E6 , disagree that
they were. Of ranks El-E6 , 40% strongly
disagree.

- More disagreed than agreed that the Army
provides good career counseling and
guidance.

(7)  Conclusions

The findings  of the quant i ta t ive  phase of the

study thus far support those ef the earlier qualitative

phase reported in Chapter VI . If anything , the quant i-

tative phase is providing a more positive view of per-

ceptions of the PMS than did the preceding phase. That

is, while the problems that emerged in the depth inter-

views undeniably do exist and were confirmed by the

quantitative survey, most of them are by no means uni-

ver sal . The majority of our sample appear to be rela-

tively positive toward most aspects of the current PMS

and ve ry  posi t ive toward some particular aspects. However ,

• Vil—lO
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it is clear that some matters are stongly perceived to

be problems , and there are some pockets of dissatisfac-

• tion. Moreover , there are indications that certain changes

would be well received by the majority of personnel at

all levels.

2 . INTRODUCT ION TO SELECTED IN-DEPTH INTERV IEWS AND STUDIES

During the study of personnel management organiza-

tions and practices in the Army , Booz , Allen conducted

interviews , attended briefings and consulted with over 260

Army personnel. Interviews were of three distinct types :

Qual itative perception interviews which were
conducted to:

- Gain an in-depth understanding of the per-
ceptions about the Army ’s PMS from a variety
of personnel of different ranks and assign-
ments

— Provide the basis for designing the sample
and developing a questionnaire for  the
quantitative survey about the PMS by Army
personnel

Fact-finding and verification interviews to
obtain other information for the study

In—depth interviews with a significant cross
section of knowledgeable people in management
positions both within and outside of the PMS.
These individuals were encoura ged to:

- Express opinions about the strengths dnd
weaknesses of the current Army PMS

- Discuss their preference for more or less
centralization or decentralization of
personnel management

VI I— l l
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— £~iscuss the advan tages ana d isacv an tayes of
estabiishing an Army Personnel Commana
(AP C) .

In— depth interviews were conducted from May into

August and provided significant , curren t information for

eva lua t ing  the PMS . F indings  and conclusions from these

interviews are discussed below.

( 1 )  Interviewees

Booz , Allen worked closely wi th ODCSPER Human

Resources Development (HRD ) to develop a comprehen—

sive list of Army personnel to be interv iewed . The

int&rview results are significant. A total of more r

than 150 in—depth interviews were conductea w i t h  the

individuals whose names are listed in Appendix J.

Those interviewed included :

• Members of the Office of the Secretary of
the Army

• More than 55 general officers

• Principal civilian personnel management
officials at Department of the Army , Ma jor
Command and lower levels

• Other officers working in, or directly
affec ted by, the PMS

Reserve component management officials

• Command Sergeants Major, other NCOs and
enlisted personnel.

)
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~• It snoula be noted ti~at a large majority of the per—

sonnel interviewed were senior to most of those

included in the qualitative perception survey inter—

views discussed in Chapter VI and Appendix F.

1 (2) Positions

-
~ I As stated above, some of the in terviewees were

-

• 

officials serv ing in the Office of the Secretary and

- the Office of the Chief of Staff of the Army . Others

~ included :

• . Commanders
- 

. Deputy Chiefs of Staff for Personnel or
G-l s

• . Deputy Chiefs of Staff for Personnel a~d
Community Affairs or Deputy Community

Ii Commanders
- 

• Adjutants General

• Civilian personnel directors

• Command Sergeants Major.

t 

(3) Organization

The people interviewed were affiliated with the

followinç organizations:

• Department of the Army PMS
DA PMS f ie ld  operating agencies ( FOA )

VII—l3
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Other  DA s t a f f
£‘~ajor comma~as and field organizations
Other organizations .

Exhibit Vu -i on page Vu -iS shows the percentage

of of ficials interviewed in each of these cate-

gories.

As was the case with  the qual i ta t ive  perceptions

survey, the fin d ings of th~se in—depth interviews

were treated as tentative because of the sample size

and non—rand om selection process.
’ ‘However, many

similar op in ions exis t both in the quali tative inter-

views and the in—depth interviews. Most opinions

repor ted in our disc~ission of perception survey

interv iews were shared by one or more of those who

par~icipated in the in—depth interviews.

The findings of the in—depth interviews provide

one basis for evaluation the eff icacy of the current

PMS. Results of those interviews also may be used in

evaluating the advantages and disadvantages of an

APC .
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~XIIIBIT VU—I
In—Depth Interviews with Salected Officials

BY G RA D E : SOFTOTA L

ARMY SECRETARIAT & GENERAL OFFICERS 48

FIELD GRADE OFFICERS a
COMMAND SERGEANTS MAJOR AND OTHER NCOs IC

OEPARTMENT OF THE ARMY CIVILIANS 9

100 
-1

BY POSIT ION: I
COMMANDERS 19

DEPUTY CHIEFS OF STAFF FOR PERSONNEL OR G.ls 15

• DEPUTY CHIEFS OF STAFF FOR PERSONNEL AND COMMUNIT Y
• AFFA1RS OR DEPUTY COMMUNITY COMMANDERS 7

AOJUTANTSGENERAL 12

CIVILIAN PERSONNEL DIRECTORS 7

OTHER STAFF ( INCLUDING COMMAND SERGEANTS MAJOR ) 40

100

BY LOCATION:

DEPARTMENT OF THE ARMY PERSONNEL MANAGEMENT SYSTEM 9

FIEL D OPERATING AGENCIES OF HEAD QUARTERS DA , PMS 9

OTHER DEPARTMENT OF THE ARMY STAFF 19

FIELD ORGANIZATIONS 83

I
VU— i S 

- - --- -~~~~~~~ 
_
~~~~~A — -  

~~~~~~~~~~~ -— ---— • —--- • ~
- - 

~~~~~~~~~~ —



- 
~~~~~~~~~~~~~~~~~~~~~~~~~~~ ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ ~~~~~~~~~~~~~~~~~~ ~ n ,_-_- - — -

3. FINDIN LS ?~~LJ COWCLUSIONS FROM INTERVIEt’.S ~~D STL~~ILS

FINDINGS AND CONCLUSIONS ORGANIXAT1ONA L CRITERIA ALT ERNATIVE ORGANIZAT IONS

• p9*~~PTION$ $UAVIV • FUNCTIONA L 4NAL~VS I S 4,. • FUNCTIONA L NIST RUCTU R1NG
• INTERV IEWS AND STUDI ES • PMS PROBLEMS • ORGANIZAT IONAL RESTRUCTURING
• F UNCTIONAL ANA LYSIS • Ot3ECTIYGS S PE RSONNEL COMMAND

• F.~ANAOEMENT Th EORY

Our first report, 6 June 1979 , l isted six issue s for

• future analysis. These issues were raised in our inter-

viewing and considered while reviewing previous studies ,and

this procedure assisted in verifying the follow ing problem

areas :

• kaequacy of the current PMS organization
• Execution of policy responsibilities
• Personnel plann ing and doctrine development
• Management of i n fo rma t ion  and systems
• S t a f f i n g  of the PMS or g a n i z a ti o n
• PMS operations.

Problem areas are displayed by level of interv iewees and

source in Exh ibit VII-—2 , page VII—l7.

Each problem area is discussed in the following sub—

sections of this chapter. In each subsection , selected

illustrative comments of interviewees are listed , fol lowed

by our fino ings and conclusions regard ing that specific

problem . A seventh subsection includes representative

commen ts from in terv iewees concernin g the es tabl ishmen t

of an APC ana our f i n d i ng s and conclusions r ega rd ing

those comments.
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EXHIBIT VII-2
- • 

- 
Problem Areas of Interest to Army Agencies

SO U R C E  O F I D E N T I F I C A T I ON O F PROBL EM S .

INT ER VIE WS~

TOTAL
OF

PR O BLEM A R M Y  GEN E R A L  SPECIAL PM S MAJ OR STUDY ALL
CAT EGORY SECRETARIAT STAFF (LESS STAFF ODCSPER FOAS COMMANDS REPORTS SOURCES

I%I ODCSP ER( I%) 1%) I%I (XI (XI (XI (XI

ORGAN IZATION 26 33 34 26 26 27 48 31

POLICY 0 13 Ii 8 10 4 2 6

PLANNING AND 39 28 22 40 31 19 21 26
DOCTRINE

I N F O RMATION 0 14 11 2 12 8 10 9
MANAG EM ENT

STAFFIN G 13 12 11 14 11 13 14 13

OPERATIONS 22 0 11 10 10 29 5 15

TOTALS 100 100 100 100 tOO 100 100 100
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(1) Adequacy of the Current P1~IS Organization

A majority of all personnel interviewed ex-

pressed an opinion on this subject. Comments by

in terviewee s inclu ded:

• The Army cannot return to a system for
decentralized recordkeeping .

Reduced resources force more centralization.

. Centralized personnel management denies the
Army full use of a very valuable resource——
the MACOM Headquarters.

• MII1PERCEN manages people, but is insensi—
• tive to their personal needs.

• Promotions should rest with DA. The cen—
tralized system works best.

• The proposed establishment of a Civilian
Personnel Office in OASA(M&RA) would pile
another redundancy upon existing redundan—
cies and imposes overridin g opera tional
decisions on the DA staff.

• There is overcentralization and overcontrol
at the highest levels.

• A cen t ra l ized  system wi l l  help commanders
do the i r  jobs .

• The PMS is too big to manage. It is try-
ing to do too much .

• Chiefs of the professional branches are
required by U.S. Code Title 10 , to be
involve d in the assignme n ts of off icers of

• these branches.

• L VII-18 
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1. Find ing s Regard ing  the Adequacy of the Pi’ S
O r g a n i z a t i o n

The majority of those interviewed who

expressed an opinion indicated that the current

PMS organization should be changed . These

opinions are reflected in Figure 1.

FIGURE 1
Attitude Toward Adequacy of Current PMS Organization

(total of all in terviews )

Uncertain or
Needs Some Needs Ma jor Expressed No

Excellent Good Change — 
Change Opinion

1% 10% 28% 15% 46%

J Figure 1 indica tes tha t:

A significant minority , 43 percent,
believed the PMS should be changed .
Reason for this opinion include the
myr iad shortfal ls of the curren t
organization.

• Many express the hope that reorgan-
ization would produce better results.

• Many field commanders and staff
officers (although a minor ity of the
total interviewees ) think tha t delega-
tion of more personnel management
authority is needed .

Figure 2 reflects the attitudes of interviewees

toward PMS decentralization.

(
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FIGURE 2
Attitud e Toward sore ~~1S Decen traliz ation

(by  o rgan i za t i on  of interviewees)

Inclined - Uncertain or
to Inclined Expressed

Officials Support Support Against Against No Opinion

DA PMS 0 27% 9% 9% 55%

FOA PMS 9% 0 0 36% 55%

Other DA 9% 18% 5% 36% 32%

Field 5% 14% 0 15% 66%

The following additional findings are based

on opinions of interv iewees, and they we re also

reported in studies included in our research :

The PMS organization at DA level is -•

represented as a loose confederation-
of semi—autonomous elements each with — • 

-

strongly expressed preferences for
• curren t organizational relationships ,

inclu d ing some cla ims (ANG , CCH ,
TJAG , and TSG) of cons tit u tional or
statutory basis for current structure.

Organization is one of the major prob-
lem areas cited most frequently in
interviews and studies:

— Fragmentation exists in the
separate PMS procedures of the
ANG , CCH, CPD t.IILPERCEN, TJAG ,
TSG, and USAR .

— Many fun<.tions are duplicated
across organ izations .

)
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— Areas of research and other
activities overlap between
M ILP ERCEN / M il  i t a ry  Personnel
Management Directorate , TRADOC/
ADMI N CE N and TAGC EN/Hum an Re-
sources Direc tora te/ASA (M &RA )

Planning and doctrine is another
major problem area cited frequently.

Many personnel management problems are
not caused by PMS organization , and
even the best of organizations is not
likely to solve some of the problems .

2. Conclusions

DA level organizations concerned with per-

sonnel managemen t form a loose confedera tion

wi th overla pping func tions , a layering of

• 
~i• authority and a diffusion of responsibility.

An underlyin g d iff icul ty is the perce ption

tha t al though the DCSPER is technical ly in char ge

of the personnel functions in elements of the

PMS, he does not have the authority required to

effec tively plan , organize , coordinate , control ,

or evaluate the PMS.
I

(2) Execution of Policy Responsibilities

-• The Army staff organization places respon—
- • sibility for policy formulation at various echelons.

• DCSPER has Army General Staff responsibility for

• VII—21 
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plans , policies , and programs for man power au thor i-

zat ions; management of military personnel in active

and reserve components; and DA civilian personnel

administration. Policy formulation has been dele-

ga ted to TAG and Commander , MILPERCEN in some areas.

These comments about policy formulation were made by

in terviewees: H

• Policy people in ODCSPER are too busy put—
t ing  out brush fires; they tend to neglect
policy development.

• Policy should be made at the DCSPER level.
Lower levels should get out of the policy
business.

• ODCSPER has lost its sense of purpose in
terms of policy making .

• Top PMS managers should be thinking about
policy matters.

One bad result of decentralizing the PMS is
that relatively junior officers wind up
making policy on some very important
matters.

• The last reduction of the Army staff
stripped DCSPER of any real capability to
make policy.

• 1. Findin gs Rela ted to Pol icy Formula tion
Responsibil. ity

• A sign ificant number of interv iewees be-

lieve that ODCSPER neglects aspects of its

policy function . This view was expressed by

VII—22
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.
~~~~ percent of those interviewed who were

assigned to the DA PMS, FOA PMS , and other DA

staff agencies. A smaller number, 20 percent,

of those assigned to field headquarters and

uni ts held similar views. Other findings

include the following :

• ODCSPER is believed to be not only
underinvolved in policy formula tion ,
but  also overinvolved in operations.
Both the Military Personnel Manage-
ment Directorate and the Civilian
Personnel Directora te , ODCSPE R, do
expend substantial effort handling
individual personnel actions.

MILPERCEN or TAGCEN , in the in terest
of timeliness, wil l  create and imple—

• ment personnel policies at the
operator level which are then for-
warded to DCSPER for concurrence ;
this procedure is especially true for
enlis ted personnel policies.

2. Conclusions

• Formulation of personnel management policy

at the DA level is inadequa te, and this crea tes

one of the most critical PMS problems. Because

at times ODCSPER permits FOA to make policy

without coordination or guidance , it is not

• fully in control of this function. Meanwhile ,

ODCSPER is using scarce staff resources for

operations that could be handled at MILPERCEN or

TAGCEN.
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(3) Personnel Plannin g and Doctr ine Develo pmen t

Commen ts made by P~’iS officials, commanders and

other staff personnel - concerning the planning func-

tion revealed concern both about the adequacy and

the scope of personnel planning . The absence of a DA

mas ter personnel plan , or a system for top management

to evaluate accomplishment of planned objectives was

noted . Additionally, interviewees noted the lack

of clear assignment of responsibilities and resources

for research studies and analyses concerning person—

nel management.

These specif ic commen ts were mad e:

The Army has never had an effec tive , over—
• all, integrated personnel plan

Research , doctrine and conceptual develop—
ment are being done by MILPERCEN and TAG.
This is all wrong .

. DCSPER needs a more effec tive rel at ions hip
with Ft. Ben Harrison. We have trouble
determ in ing who has doctrine responsi b il i-
ties.

Personnel doctrine development should be
freed from the operator.

We develop doctr ine at DA because we can ’t
get it done at ADMINCEN . Our tasking is

• lost among TRADOC priorities ana allocation
of resources.

Perhaps Army PM doctrine could be brought
unoer management by the DCSPER in a manner
similar to that used by the Air Force .
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The human sioe of the Army has low plannin g
priori ty

There is no mas ter planning in PN S; the PM S
just reacts.

The personnel—oriented analytic community
is fragmented.

1. Findings Regarding Personnel Planning and
Doctrine Development

More ind ividuals commented about inadequate

personnel planning and an absence of definitive

personnel doctrine than about any other single

subject. Figures 3 and 4 summarize these

comments.

FIGURE 3
Personnel Plans and Doctrine Deficiencies

‘V (by seniority of interviewee)

% Commenting
(Note 1)

Army Secretariat &
General Officers 46

Field Grade Officers 46

Others 13

vI I—25

ii -~~~~~~~— -j-—- - —~~— -—--.—.—~~---——- •~- •~~~~~——--------- 1 _ • _ ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~



. • • • • - - ••

FIGURE 4
Per sonnel Plans and Doc tr ine De ficiencies

(by posit ion of in te rv iewee)

% Commenting
(Note 1)

Commanders 50
DCSPEP/G- 1 28
AG 38

~PD 11
Other Staff 43

Note 1: Column will not total 100%, because figures
reflect percent of each group who expressed this cri—
icism. The remaining members of each group did not
express an opinion on this subject.

Other findings included the follow ing :

The pr imary deficiency in PMS plannin g
is believe d to be the absence of a
personnel master plan.

Mobiliza tion planning deficiencies
reveale d in MOBEX 78 are men tioned as
one indication of the seriousness of
the lack of planning .

ODCSPER does not have overall person-
nel management objectives, and there
is no adequate system to measure
program effectiveness.

Doctrinal responsibilities are not now
clearly established .

MILPERCEN has an active mobilization
planning o f f i c e , s t a f f e d  w i t h
MILPERCEN assets, while ODCSPER has
crea ted an ad hoc mobiliza tion plan-
ning group.

The A rmy ’s human resources research is
broadly considered to be inadequate
an~ possibly misdirected .
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2.  Conclusions

Many aspects of DA level long—rang e per-

sonne l managemen t planning have been neglected

or are deficient. In part&cular, a master

personnel plan with objectives needs to be

developed and implemented , and accomplis hmen t

measured on a continuing basis. Furthermore ,

responsibility for development of personnel

management doctrine needs to be clearly delin—

eated. Actions to significantly improve human

resources and personnel mana gemen t research

and analysis  need to be implemented .

t 
________________________________________________

(4) Management of Information and Systems

A recurring theme in interviews was that the PMS

has neither an effective automated information system

nor a long—range system master plan. This problem

was mentioned frequently, both ira terms of fr agmen-

tation of systems and system s ’ def iciencies. The

Master Automation Plan for Military Personnel Systems

( MAP S) is an attempt to cope with the immediate

problem , and the Personnel Community Project (PERCOP)

may potentially deal with the long term solution.

I~~~~~~~~~

. 
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These interv iewees ’ comments address this

problem :

We need a common data base information
system to manage the total force, includ ing
active , reserve , guard and c iv i l ians.

(MI LPERCEN ) recently signed a memo of under—
standing with the financial community
(USAPAC) saying both are working towards a
common data base. In five years we could
have a common personnel/pay data base.

Many personnel people have- to f i g h t  for
computer time. Over half the Army ’s money
is spent on people, yet invariably personnel
prog r ams have the lowest pr iority for
computer schedul ing.

MOBPERS is geared to the present system .
It might creak along in mobilization, but
that ’s all.

Our current systems are peace—time systems.
We can ’t go to war with them. We ’ll
probably continue to need separate systems
for war and peace.

There is a lot of activity in the mobiliza-
tion plans area, but an adequate system to

• support mobilization planning is not even
in the POM. We ’ll need over five years to
get a system after making the decision.

PERCOP is vitally needed , but it will die
like most needed personnel projects —— for

- • lack of resources.

1. Findings Related to Management of Informa—
~EThn and Systems

— 

Improved collection, processing, ar.d distri-

bution of personnel information is believed to

be necessary to rectify operating deficiencies.
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From interviews it was de te rminea  t h a t :

There is wide agreement that signifi-
cant PMS problems are caused by the
separate data bases maintained by
various PMS elements: active officer
and enlisted , ANG, civil ian personnel ,
f inance , USAR , etc.

Active officer and enlisted , civilian ,
National Guard , and Reserve personnel
all are managed by separate personnel 4
systems and data bases which are

• mutually incompatible. All these
systems are separate from financial/
pay systems.

There is little standardization
throughout information systems , from
data elements throug h overall guidance
and policy .

MILPERCEN has initiated effàrts to
provide coherent, integrated personnel

L system design guidance for the short

I term ; however , an adequate study to
develop longer range solutions has not
started .

Assistant Chief of Staff for Auto—
p mation and Communications (ACSAC )

influence on the development of
automated personnel systems has been
intentionally limited to budgeting
issues; technical coordination and
guidance has not come from either
ACSAC or the Computer Systems Command.

2. Conclusions

Personnel information systems are f rag—

mentea , uncoordina ted , and not standardized ,

making effective and efficient Total Force

managemen t all but impossible.
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Lack of a common PMS data base not on ly

denies OLCSPER managers overall pl anning and

managemen t information, but it seriously com-

pounds the DA—level. organizational fragmentation

problem cited previously.

-4
(5) Staffing of PMS Organizations

A recurring sentiment cited both in the field

ana HQDA is a need to increase the professional

qualifications of senior personnel managers. Many

senior DA PMS officers were mentioned for their lack

of prior personnel management experience . Inter-

viewees ment ioned some significant individual

exceptions to this generalization , naming a few

professional PMS managers whose careers are marked by

repeated and important PMS assig nments.

Some typical comments about staffing of the DA

PMS organization follow :

The Army claims that people are important ,
so why not give substance to the statement
by properly training personnel managers?

There are few senior professionals in
ODCSPER.

Most generals don ’t stay in the personnel
• business long enough to become fully

effective.

The specialist mix in ODCSPER is bad .

Vil— JO
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‘
~ • I was never assigned to a personnel job
a before I was promoted to general o f f i c e r

(and assigned to a PMS position). My
subordinates make the system work.

Good managers can be other than personnel
trained . They have to grow with the job.
Some do very well .

1. Finding s Related to Staffing of the PMS

Figure 5 indicates the percentage of

interviewees who commented on a need for more

- professionalism among PMS managers at DA level.

• No comments were made during interviews which

reflected a different opinion.

FIGURE 5
PMS Professionalism Deficiency

- % Commenting
(Note 1, pg .III— 15)

• Army Secretariat and
G neral Officers ‘ 27

Field Grade Officers 39

Others 13

The GAO Report of February 16 , 1979 ,

“Military and Civilian Managers of Defense

Manpower,” cited studies and surveys which
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supported their tinding of lack of profes-

sionalism among manpower and personnel managers

in the Army . These findings included :

Service assignment and rotation
policies do not contribute to pro-
fessionalism . Officers are rotated
at much too frequent intervals.

* PMS managers lack formal training .

• There is inadequate reward for per-
sonnel management professionalism .

Interv i ewees general ly  agreed w i t h  the

GAO assessment:

Most personnel—related assig nments
are not viewed as career—enhancing .

• Many mili tary personnel assigned in
personnel management positions have
li ttle prior professional experience .
Many feel their effectiveness has
been limited by this lack of pr ior
experience.

• Turbulence among PMS managers is
believed to be excessive.

• There are very few senior civilians
involved in DA—level military pe r-
sonnel management.

• Overall , civilian personnel manage-
ment -officials were considered to be
better trained than their military
counterparts. However , some military
officers did not agree; see Figure 6
on page VII—35 .
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2. Conclusions

The Army does not have adequate trained ,
senior, professional , military personel managers ,
and DA personnel management has suffered from
th is  long term lack of depth and breadth of
expertise . Conversely , there are a large number
of well trained , professional, senior personnel
managers in civilian personnel management.

(6) Operations of the PMS

Significant criticisms were levied at some

operational practices w i t h i n  the PMS. MILPERCEN

was felt to be “too rigid” by some generals, field

• grade officers , and NCOs. However , civilian

personnel operations were believed to be effective

by managers of civilians in the PMS.

Among the comments pertaining to personnel

management operations were these:

The personnel management system is patently
out of control.

MILPERCEN is not managing people, it
is managing choices.

MILPERCEN is doing an outstand ing job
• of selecting battalion commanders. The

enlisted management side of N’IS has made
remarkable progress. However, PMS is
still too much draft—oriented .

Active Army OPMS is getting better; however,
there is too much bad mouthing of OPMS by
people for selfish reasons.

• • The Army is not managing its Total
Force.
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* The pervasive problem is that acquisition
and r e t en t ion  of people in today ’s PMS
is not meeting the requirements of the
Army .

• The current civilian personnel system is
not responsive to the Army , and it is
not understood by “Green Suiters,” espe-
cially O—5s and up who must manage it as
commanders.

• Too much DA staff effort is devoted to
operations.

• Reserve component PMS has considerable
visibility with OSD and Congress.

• The enlisted system is too complex . Corn—
manders and most other officers don’t
understand it.

• The administrative mission of RCPAC
is unique and diverse.

• Reserve ~PMS is not good. Records manage-
ment at RCPAC is poor. Management of USAR
officers reflects a lack of professionalism.

• At present, almost all reserve records need
updating .

• We need a system to reclassify people
• immediately if they are not physically

capable of performing in their MOS.

• Operations of MILPERCEN , NGB and RCPAC
need to be closely integrated .

• 1. Findings Related to PMS Operations

Interviews and previous studies ind icate

that:

The current PMS does not respond
adequately to requirements of OSA ,
OSD and the Congress.
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• . Operations are not always keyed to an

all—volunteer Army .

• There is a lack of confidence in mili—
tary PMS operations.

• Civilian personnel operations in
the PMS enjoy a marked degree of
confidence and support from many
civilians.

• A small percentage (5—9%) of military
officers believe that major changes
are required in the Civilian Per-
sonnel System.

• Attitudes toward the civilian personnel
• management system as expressed in

interviews are shown in Figure 6.

FIGURE 6
Attitude Toward Civilian Personnel Management

NEEDS 
- 

MAJO R UNCERTAIN/NO
EXCELLENT f%I GOOD 1%) SOME CHANGE 1%) CHANGE NEEDED 1%) OPINION EXPNESSED ~%)

COMMANDER 0 0 5 5 90

DCSPER/G.1 0 0 0 S $4

OPCA/DCC 9 9 0 0 100

A G 0 7 0 7 II

CIVPERS DIRECTOR 0 54 33 0 11

OTI$ ERSTAFF 0 2 9 1 40

2. Conclusions

Military PMS operations are believed to be

unresponsive in the all—volunteer Army environ—

ment. However, most operational complaints are

_ _ _ _ _ _ _ _ _ _ _-- 

VII—35

JI

~

- -. -

~

L ~~ • - ~~~~~~~~ . 
-. -



I

policy ano procedurally oriented, not amenable

to improvement solely by structural recon-

figuration.

There is a significant lack of under-

standing about the PMS and also a lack of

confidence in it, both of which detract from

the effectiveness of the system . The very

large percentage of military personnel who were

either uncertain or expressed no opinion about

the adequacy of civilian personnel management

reflects in part the fact  that  c iv i l i an  manage-

ment is not well understood by most military

personnel .

(7) Attitudes About An Army Personnel Command (APC)

A principal theme of in—depth interv iews cen-

tered on the advantages and/or disadvantages of an

APC. Sentiment was divided on the issue at most

levels, and extreme positions were supported by

strong arguments.

Comments concerning an APC are included below:

I am s trongly in favor of an APC. Develop-
ment of a centralized PMS would actually
help field commanders do their jobs.
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A to ta l ly  new PMS needs to be b u i l t  and
supported with a sensible organization .
Benefits that would be realizea from
such a system include: (1) eliminate
redundancy , (2) develop a pool of managers
who would understand the system , (3) do
away with turf protectors, (4) the DCSPER
heir apparent should come from such an
organization.

• Thà PMS needs a senior officer and a
senior organization to get the job done.
DCSPER could do this if he could get all
the resources he needs, but he can’t.

• An APC type organization is the way to
go. It should cover the Total Force. It
must be a MACON. It can ’t work for DCSPER
any more than DARCOM works for DCSRDA . The
Army is functionally oriented , and a per-
sonnel command is the logical organization.

• I’m strongly for an APC that  l inks  USAREC
and MILPERCEN, which are both people pro-
cessors, e.g., in and out of TRADOC
training centers and to the field. This
APC should not be a part of TRADOC but
should be closely linked to TRADOC.

• There are three large chunks of the
• personnel family in Washington : ODCSPER,

• TAGO and MILPERCEN. Someone needs to
pull it all together. ODCSPER is not
staffed to take on this responsibility
now.

• An APC located outside Washington would
require the return of certain policy
functions and associated resources to
the DA staff.

• • An APC has some advantages to offer, e.g.,
more generals would be required tc manage
the system and maybe this would give the
PMS more clout.

.
••
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• The real problem is a system problem rather
than organization. But organizational

• changes can breakdown institutional bara—
cades like civilian personnel, and this
might make sense.

• An APC, headed by a four star general, may
be necessary to give the PMS the necessary
clout demanded by the importance of per—
sonnel requirements. However, change will 4
create turbulence and should not be made
unless the advantages are worth the price.

• I have mixed feelings about the APC. I’m
not sure what an APC would accomplish.

• There have been recommendations to - put
ADMINCEN in an APC. Who is to say whether
it would be good or bad?

• Personnel management is the biggest prob-
lem in the Army. You ’ll have a hell of a
time starting with  s t ruc ture .  We need
overall goals and objectives.

• The PMS is already overcentralized .

• The perception that an APC would improve
the coordination and efficiency of per-
sonnel and administrative management
functions is both naive and unproven.

• APC? I’m uneasy about the concept; still
not sure DARCOM was the r igh t  thing to do.

• APC? I fear it would grow into a monster
like DARCOM. It might reduce the clout
of the DCSPER.

• APC •..  What would be its mission? It is
difficult to draw a parallel to other
operating commands. An APC would be
managing people of other commands, wh ich
is a buil t—in push and pull situation.

• Commanders are not in the personnel busi-
ness , and that ’s wha t ’s wrong with the

• system now.

VII—38
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Regarding APC——not sure there is a clear -

concept of what ought to be the APC ’s
mission. Other commands have defined
job as “processors” like DARCOM and
TRADOC.

. An APC probably wouldn’t look much differ-
ent than the current MILPERCEN .

• An APC four star commander presents
problems. The entire PMS is DCSPER.

• 
. The professional services are different;

civilian personnel is unique; and the
National Guard belongs to the States.
None of these belong in an APC.

• 1. Findings Related to an APC

A majority of all personnel interviewed

expressed an opinion concerning establishing

an Army Personnel Command. Figure 7 shows

• these attitudes.

FIGURE 7
Attitud e Toward-Establishing An APC

Uncertain or
Inclined to Inclined Expreseed

Support Support Against Against No Opinion

9% 20% 11% 14% 46%

Attitudes about establishing an APC also

are shown by grade, position and organization

of interviewee in Exhibit VII—3 on page vII—40.

~ 
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- I EXHIBIT VII-3
Attitude Toward Establishing an APC

INCLINED To INCLINED UNCERTAININ O
BY GRAQE: SUPPORT(S) SUPPORT (SI AGAINST IS) AGAINST 1%) OPINION EXPRESSED (5)

ARMY SECRETA RIAT
ANO GENERAL OFFICERS 14 20 18 18 32

FIELD GRA DE OFFICER 8 15 5 3 69

CSM&OTH NCO 0 25 8

DEPARTMENT OF THE ARMY CIVILIAN 0 27 9 55 9

BY POSITION:

COMMANOER 18 14 14 14 40

DGSPER/G.1 17 11 ii 8 55

OPCA/OCC 0 38 13 0 49

AG 7 7 7 7 72

CIVILIAN PERSONNEL
DIRECTOR 0 22 11 67 0

OTHER STAFF 8 26 11 13 44

BY LOCATION:

OA PMS 9 9 18 27 37

FDA PMS 18 36 9 18 19

OTHER DA STAFF 9 23 18 23 27

FIELD 8 18 8 10 56

- 
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The ’ in—depth interviews indicate:

• Attitudes are fairly evenly divided
• across all categories of opinion by

those Army Secretariat officials and
Generals who expressed a point of
view .

• Strong support for an APC was evident
among personnel who were assigned to

• PMS FOA.

• Attitudes were almost uniformly spread
across all categories of opinion by
those commanders expressing a point
of view .

• Lack of significant support for an APC
was apparent among PMS officers
assigned to HQDA.

• Strong opposition to an APC was ex-
pressed by Civilian Personnel Directors.

2. Conclusion

There are significant differences of

opinion regarding establishing an APC , depending

on the grade, position or organization of per—

sonnel; other major differences exist between

various categories of military personnel and

most DA civilians.

VII— 4 1

__.•J . .

~ 

•



f _ _4. FI~ DI~~ S AND CONCLUSIONS FROH FUNCTIONAL ANALYSIS

FIND ING S ANU CONCLU*$ON$ OIIMsZATIDJSAt cs$flRA - AI*fihs*Tm O*0P5~*T1O$5

V •- ~ RCPTlo~.s SuRVEY 4 
.- Fus~i’~aN.~ u.tY$~s 

4 
S ~~~~~$AL RWRUCflIRI$G

• INTERV1E~~ANU STUDIES • P~~$P~~*$41M$ - 
• • . q Q**AMtZAT)OIA4. PEST! CTUR~%D

• s FUNCTIONAL ANALYSIS ~ - OIJECtFV~~- ~- - - 

• • PERSONNEl. COMMAND.
a MAItA$~ 8VIY NISRY 

\ \

As discussed in Chapter IV, functional analysiS provides a

methodical, structured means of examining what is done——or

should be done——by- an organization. This method divorces

the question of “what” is done from “who” does it, and

highl ights  functions which are d iffused across several

organizations, or performed by inappropriate organization,

or performed by no organizations.

All previous working papers have documented PMS

functional structures, using Hierarchical—Input—Process-

Output (HIPO) worksheets. These are included as Appendix

C of this report. The first working papers examined the

current PMS functional structure and documented the

“baseline” set of functions. The second working papers,

dated 20 July 1979, examined that baseline to see what

functions would need to be added , res tructured, or deleted

to upgrade the baseline into an “optimal” functional

structure. The conclusion reached in the second report

was that there were only a few planning and evaluation
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functions that needed to be added to the baseline struc-

ture to make it optimal , and thus capable of fully

supporting Army objectives for personnel management.

This section starts with that optimal functional

structure and uses it to identify shortfalls in the

functioning of the current PMS . Exhibit VII-4 , on pages VII-44

to VII—49 , is a matrix of all the DA-lev~l organizations

involved in personnel management, plotted against the

functions of the optimal functional structure.

Examina tion of this exhibit reveals these different

issues :

• Functions performed by different organizations
for different components of the Total Force.

• Functions performed by different organizations
for the same component of the Total Force.

• Functions nominally performed , but which in fact
are only partially , superf icially, or poorly
performed.

• Functions not performed at all.

• Functions performed by organiza t ions  not tasked
with that function.

The rest of this section deals with findings about these

issues; the last subsection contains conclusions.

( 1 )  F inding s Concerning Redundant Funct ions

Almost all the func t ions  of the PMS are per—

formed by more than one organization , and some

VII—4 3
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DIRECTORATES FIELD OPERATUIG AGU

Ii PLANNING

1~i Project manpower availability, technology, and personnel trends • 0 I 0 0 0

1.2 Projecl unconstr.insd manpower and personnel requirements 
— — 

S 
— — — — — 

0 
— — — —

1.3 Develop personnel doctrine o o~ 
,_ _ _ ;~~~~~- _

_

~~~~~~~~~~~~~~~
14 PREPARE MASTER PERSONNEL PLAN ~~ - ~~ 

~~~~ ! I ~~~ [ ~~____________________________________________________ 8~~ ~~~~ ~~ ..L
1.4.1 Establish PMS objectives

1.42 D.sip~ and administur PMS objectives reporting system

1.4.3 Evaluate overall PMS p.rformanc.

PROCURE PERSONNEL
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— 

0 
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— --— — — —— - — — — —— - - ---- --t
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-
w Mces al

5.1.3.1 Scrsensp l ingspplicibl.stinda,ds I I I
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EXHIBIT VII—4 (1)
Organizational Responsibility for

Optimal PMS Functions

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

- --

0 0 
— 

0 0  1 1 1 1 1• 0
— 

I I I I • • O

• 0 0 0 ;* 
—

— — ~~~ do. .~— .—~~ — —

• • •I  I I
— — — — — — er. .~~ — - - -  — —

_ 
- ~

— 
- 

,
~-

- - 
-‘ ~~— — —~ — — -~~ -- - -  

—~ — 
. 
-

~ — -~ ~~~ ~~- —-

I . 11 0  0

I 
—

~~~~~~~~ I I  I~~~~~~~~~~_ _

I . 1 11 1  0

II i~~~~~~ E 

_
_ 

_  _

I • Formally tu bed with performing part or sO of function
0 Performs pail or all of function
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514 Meistais a pr.f,sssoaal recruitssg furs,
_______________________________ — - - -- — — — -~~ — -~ —• —. .~~~ — -

5.1.4.1 Develop qualific at tons for recruiters 0 0 — — I
SE 4.2 S,lect recruiters C) I

5.1.4.3 Train recruitsr( 0 I

5 1.4.4 Develop qualifications for staffing specialists I

5.1.4.5 Selett staffing specialists 1

5.1.4.6 Train stuffing specialists I

5.1.4.7 Evaluate performance of rec ruiter s and staffing specialists I 0 I 
L~ 4 - . 4. ~52 TRAIN /EDUCATE PERSONNEL I

~~~ ~... . i t~ f~~ I r r
5.2.9 Develop t,simng/educatio.pregrsms i_ - 

— 
~~~ ~~ :~~: -

5.2.1.1 Develop job knowledge and skill requirements I I 0 0 0

5.2.1.2 Select teaching methods

5.2.1.3 Develop skill atta inmsnt eveluation criteria I I I 0 0

5 2.1.4 Develop or revise training cou rses . 1

5.2.1.5 Develop or revise sducationel currcula I

5.2.1.6 Ouvelop policius andprogramsfor education courses outsid. of Army . I 0 0

5.2.1.7 Eveluats training/education programs 0

5 2.2 Sclisduie t,asuseg/sOsstwa courses f~$~$I!~ 4 t ~ I 4—5.2.2.1 Determin, required output of trained/educated personnel 0 0

522.2 Ostermins availability of students I I

5.2.2.3 Develop course scheduls and detailed training plan

5.23 ScisedUlS pememual to trmslag/sdesatiau pregrums j  [‘ 
—

~ ~~ ~~
5.2.3.9 Detsrmins svuslability of quelifiedpersonnel I 0 • 

— — 

0

5.2.3.2 Select personnel for educetion programs 

— 

— — — 

I 
—

5.2.3.3 Select personnel for training courses 
— 

I

5.2.3.4 Schedule eccswions to lET 0 I I

I
I

~~ ~~~~~~~~~~~~~~~~~~~~~~~~~~~ 
L. ~~~~~~~
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- - .  -- - ____________________________________________

DIRECTO RATES FIELD OPERATIU

5.2.4.1 Conduct training cours.,s

52.4.2 Conduct education courses

5.2.4.3 Test for adequacy of individual learning

5.2.4.4 Recycle and/or release failures

53 DISTRIBUTE PERSONNEL — — — — — — S — — — ~~~~~ ~~~~ - —

5.3.1 Duvulep military purseni ,d distnb.tiea poh~es and pr.csdur~______________________________ — — —

5.3.1.1 Osvelop officer distributionpolicies I I 0

5.3.11 Develop .nlist,ddistribution policies I I 
— 

0 
—

5.3.1.3 Develop military personnel distribution procedures 0 I 0

5.3.1.4 Evaluate distribution policies end procedures I I 0 I 0

5.3.1.5 Develop career development plans I I 0

5.3.2 O.sul.p ciulli~ perse.ueI essipumut pelicies sad preesderes I ~ 

-- - I~ — -

5.3.2.1 Osvelop civilian assignment policies,standards and procedures I 0 — —
5.3.22 Analy ze Federal and state laws affectin g assignment policies and procedures I 0

5.3.2.3 Administer civsliaiuization programs I 0 I 0

5.3.2.4 Evaluat, civilian personnel assignment policies and procedures I 0

5 1.3 D esandpleas fer ms~~~~~~ ~~~~ 
-

~~ 

__
_ _  

- =5.13.~ Develop mebilization plans and procsdures for active military, reserve, nebonul —, and I I I I I 0 0
civilians

5.3.3.2 Administer mobilization personnel procaseingsystuni (MOBPERS) 0 0 I

W Aedppsns..el 
- 

51.4.9 lssuu officar esapsment instructions 
- -

~ I

5.14.2 last., enlisted assignment Instructions

5.14.3 lasus orders I

1

- —.~,--—— ——-~~--- -
~~~~ ______ai__ —‘-
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OOCSPER OD~*PER
DIRECTORATES FIELD OPfRATING AG

ORGANIZATIONS 
~ / / / /1
/1/ ii /
‘1 ~~~~~~

FUNCTIONS _
5.4 SUSTAIN PERSONNE~ 

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

5.4 9 Dev~~ meut s~~aismust policies and procudmus 
- 

- : ~~ 

- - 

~~~ ~ ~ 
~ 
‘ - 

.~ 

. 
- 

-

541.1 Develop pay and compansation policies and procedures • • • • I

54.1.2 Develop administrative policies end procedures I I 0

5.41.3 Osvelop personnel r,classilication policies and procadurss I I I 0 0

5.4.1,4 Develop equal employmentopponunity(EEO) policies 0 I I 0 0

54.15 Develop clubs system policy I

5.4.1.6 Develop policy for nonapprop riate funds (NA F) programs I I I 0

5.4.1.7 Develop rehabilitation programs policies I

5.4.18 Develop physicul disabili ty evaluation policies I 
— 

0 — — —
5.4.1.9 Develop labor and employee relations policies I 0

5.4.110 Oevsfop~ob analysis and evsluation policies I I I 0 0

5.4.1.11 Oevelop morale support programs policies - I

5.4.1 12 Develop medical programs policies

5.4.1.13 Develop community programs policies

5.4.1.14 Deve lop personal award policiesand procedures 0 I 0 1

5:41.15 Develop promotion policies and procedures I I 0 0 
- 
0

5.4.1.96 Develop law enforcement policies I

5.4.1.17 Develop personnel management legislation I I I 0 0 0

5.42 Pr.mota pemea.ul

5.4.2.1 Administer GA centralized selection boards I

5.4.2.2 Evaluate personnel performance I 0 I

5.4.2.3 lasue promotions I 
—

5.4.2.4 Adiudicale efficiency report appeals I I 0 I

— 
5.42.5 Adjudicate promotion appeals — — — — — — = = —

- - -~~~ - -- ‘ 
- -
_____________________________ _______
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EXHIBIT VII—4 (4)
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ODCSPER ODd

DIRECTORA1ES FIELD OPERATI

FUNCTIONS 

ORGANIZATI ONS

~~~~~~

. 

~~~~~~~~~gsati ss,vicas 
- 

-
- - - - - 

- 
-

. 

- 
-, 

~~

5 4 3 9  Prov,definancial serv,ces

5.4.31 Maintain personnel records S
5.4.3.3 Provide personnel information to authorized parties

5.4.3.4 Evaluate personnel ruclassificition requests

5.4.3.5 Evaluat, nominations In, personal awards S S

5.4.3.6 Administer Army postal system

5.41.7 Admin ister travel and PCS matters 0 • S S

5.4.3 8 Administer clubs tystem

5.4.3.9 Administer Army nonappropriated funds (NAF) programs S
5.4.3.90 Administer Armed Forces professional entertainment program

5.4.111 Aditrnistei Army sugpsssionsprogre.n 0

5.4.3.12 Administer naturalization and citizenship programs

5.4.3. 13 Provide administrative services

5.4.3.14 Administer casualty reporting system

• ! .I  
~~~~~~~~~~~~~~~ _ _

5.4.4.2 Develop and administer equal opportunity lEO) programs • S
5.4.4.3 Develop and administer rehabilitation programs

5.4.4.4 Develop and administer physical disability evaluation system S 0

5.4.4.5 Adjudicate physical disability appeals S 0 0

5.4.4.6 Develop and administer labor and employee relations programs C’ 
— —

54.4.7 Develop and administer j ub analysis m d  evaluation programs 
— — — 

• 
— — — 

S 
—

5.4.4 8 Oevdop and administer morel, support programs 0

5.4.4.9 Develop end administer leadership development programs 0 • 0
5.4.4.10 Develop and provid, religious and spiritual programs

5.4.4.11 Develop and administer couneeling programs S

5.4.4 92 Develop and administer career development progrems S S S S

5.4.413 Develop and edininiatur USA POW & MIA programs I

- 

— 

— ~~~~~
-
~~~1

- —
~~ ~~~~~~~~~~~~~~~~~~~~~~~~~~~~
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EXHIBIT VII—4 (5)
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M~ECTORA1ES FIELD OPERATING AGENCIES TAG TRADO C COA AtSAC
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5.4.5 Mvii, nmuseolty related programs I I I I ~ I I I5.4.5.1 Develop sad administer law enforcement procedures and programs S

5.4 .51 Develop and administer medical psogiasim I

5.4.5.3 Develop and administer grievance and appeals system 0

5.4.54 Adpidicate gflemnces and appeals 0

5.4.5.5 Develop and administer Army Community Services (ACS) programs

5.4.5.6 Develop and adminis ter chari ty and relief programs S

5.4.5.7 Develop and administer other community-related programs S

5.4.5.8 Provide public affairs hason 0 0 0 0 0 0 0

5.4.5.9 Develop and administer legel services
- --s - ~ -‘ - ‘

j-
• 5.5 SEPARATE/RETIRE PERSONNEL . - - - - -

~
- :l- -~

5.5.1 Estabiasli personnel separatism peticiss and prnmdem . 
—

5.5.1.1 Develop military retirement policies and procedures S

5.5.1.2 Develop military separation policies and procedures S S

5.5.1.3 Develop civilian discharge policies and procedures I 0

5.5.1.4 Evaluate separation ~~lici.s and procedures S
-

~~ 
-
~~~ ~;F ~~~~~ ~~~~ “ ~~ — -~~~ ~~~~~ V —

5.52 Adminitter ssp rauo.s/retwemeots -‘- - 
- - 

- ‘~sr -
-

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  as~. -~~ ‘~~~
- . a n  had ~~~ -— —

5.5.2. 1 Evaluate retirement and separation requests S

5.5.2.2 Evaluate involuntary separations and discharges

5.5.2.3 Issue retirement disch arge orders .

5.5.2.4 Adjudicate discharge appeals

5.53 EstablIsh peatieparation/redru mant programs 
~

5.5.3.1 Develop and administer post-separation/retirement programs
4—  -— ——

5.5.3.2 Administer U.S. soldiers’ end airmens home

5.5.3.3 Develop and as~ministe r programs for deceased personnel

5.5.3.4 Develop and administer disposition and commemoration programs

5.5.3.5 ’ Eveluate poss-eaparation/retirument programs 
— — j — — — — — — — — — — — 
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PDdPER OOdSPER
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subfunc t ions  are performea by over 15 o rganiza t ions .

In many cases some recundancy is not unreasonable.

For example , CIVPE RCEN and [~1IrJ PE RCEN perform many of

the same funct ions , but for civilians and active

military respectively .

However , there are a significant number of

functions where the duplication of effort detracts

from the performance of the func t ion .  These are

listed in Exhibit VII-5, on page VII-5l. Some

of these instances of duplication are clear cut , such

as the ma intenance of personnel records (func t ion

5.4.3.2). More frequently , though, a function ~.s not

so much redundant as it is d iffused acros s organiza-

tions. Not surprisingly many of these organiza-

tionally diffused functions also are those functions

that are partially, superficially , or poorly performed .

Almost all the policy—making and evaluation functions

listed in Exhibit VII—5 suffer from this dissipation

of attention and effort.

Specific f indings, which elaborate on high-

lights of Exhibit VII—5, include:

Respons ib i l i ty  for policy development of
all kinds is shared by the OCDSPER with
system operators, who formally and infor-
mally make policy in their respective
areas . This f ragmentat ion is par t i cu la r ly
true in the areas of policymaking for:

VII— 5Q 
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EXHIBIT VII-5
Redundartt Functions ~r Func tions wi th
Diffused Crganizatiorial Responsibility

Function
Number Function

5.1.1.1* Determine policies and standards for enlistment!
reenlistment/matriculation/hiring/induction

5.1.1.2 Design procedures and recordkeeping systems for
personnel procurement

5.1.1.5 Evaluate personnel procurement policies, proce-
dures, and activities

5.1.2.1 Develop enlistment/reenlistment programs

5.1.3.3 Access personnel using applicable procedures

5.2.1.1 Develop job knowledge and skill requirements

5.2.1.3 Develop skill attainment evaluation criteria

5.3.1* Develop military personnel distribution policies
and procedures

5~3~3* Develop personnel policies and plans for mobili—
zation

5.4.1* Develop sustainment policies and procedures

5.4.3.2* Ma intain personnel records

• 5.4.3.3 Provide personnel information to authorized parties

5.4.3.4 Evaluate personnel reclassification recuests

• 5.4.3.7 Administer travel and PCS matters

5.4.4.12* DeveLop and administer career development policies

5.5.1.1* Develop military retirement policies and procedures

5.5.1.2* Develop military separation policies and procedures

5.5.2.1 Evaluate retirement and separation requests

5.5.2.2 Evaluate involuntary separations and discharged

* Key functions (see Chapter IV, p. IV—4)

vII—51
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— Enlistmer,t/reenlistiv~ent,’matriculationI
hiring/induction (function 5.1 .1 )

— Outsid e education (function 5.2.1.6)

— Mili tary personnel distribu tion
(function 5.3.1)

— Sustainment (function 5.4.1)

— Career development (function 5.4.4.12).

• Responsibility for mobilization planning
(function 5.3.3) is poorly defined ; cur-
rently an ad hoc DCSPER group and the
~1ILPERCEN i~~bTflzation Planning Office are p
most directly involved with this function.

• Responsibility for screening and accessing
personnel (function 5.1.3.~~, 5.1.3.3) iswidely distributed .

Responsibilities for developing job knowl-
edge and skill requirements (function
5.2.1.1) and skill attainment evaluation
criteria (function 5.2.1.3) are widely
distributed .

Personnel records are maintained by numer-
ous organizations (function 5.4.3.2), and
made available to authorized parties
(function 5.4.3.3) from numerous sources.

• Evaluation of policy , programs , and feed-
back from the field is broadly diffused
(functions 5.1.1.5 , 5.1.2.3 , 5.3.1.4 ,
5.5.1.4, 5.5.3.5).

(2) Finding s Concerning Unperformed Functions

Just as “redundant” functions are not so much

duplicated across organizations as they are diffused ,

so “unperformed” functions are more commonly neglected

VII—5 2
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than truly unperformed. Thus , there are only five

functions in Exhibit VtI— 4 that are completely
• p
• unassigned to organizations (functions 1.4.1

through 1.4.4, which establish , mon itor, and evaluate

PP4S objectives , and develop the Master Personnel

Plan). However, there are numerous functions wh ich

are either essentially unperformed or inadequately

supported . These are listed in Exhibit VII—6,

on page VII-54. Specific findings , which ela-

borate on findings of Exhibit VII—6 , include:

All plann ing functions (1.0) suffer from
lack of resources and inattention. In
particular , personnel docrine (function
1.3) is not developed and the various other
components of a master personnel plan
(function 1.4) do not exist, e.g., PMS
objectives, etc.

Evaluation functions, besides being broadly
diffused , receive very little attention
(functions 5.1.1.5 , 5.1.2.3 , 5.2.1.7 ,
5.3.1.4 , 5.3.2.4, 5.5.1.4, 5.5.3.5).

• Human resources research is underemphasized
and underperformed (function 5.4.4.1).

(3) Finding s Concerning Misplaced Functions

Many redundant functions are also misplaced

functions. In general , this shortfall results from

an organization responsible for policy and planning

being involved in operations, or the reverse.

Specific findi ngs are:

vii—53
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EXHIBIT VII-6
Functions ~;ith No or Inadequate

Organizational Support

Function
N umber Function

1.1* Project manpower availability , technology , and
personnel trends

1.2’ Project unconstrained manpower and personnel
requirements

1.3’ Develop personnel doctrine

1.4.1’ Establish PMS objectives

1.4.2’ Design and administer PMS objectives reporting system

1.4.3’ Evaluate overall PMS performance

1.4.4* Prepare/revise Master Personnel Plan

5.1.1.5’ Evaluate personnel procurement policies, procedures,
and activities

5.1.2.3’ Evaluate effectiveness of recruiting/advertising
programs

-
• 5.2.1.7’ Evaluate training/education programs

5.3.1.4’ Evaluate distribution policies and procedures

5.3.2.4 Evaluate civilian personnel assignment policies and
- • procedures

5.4.1.10’ Develop job analysis and evaluation policies

5.4.4.1’ Conduct human resource research

5.5.1.4’ Evaluate separation policies and procedures

5.5.3.5 Evaluate post—separation/retirement programs

* Kay functions ( see Chapter IV , p. IV—4)
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All policy functions are participated
in by operators who, for lack of better
alternatives, must make interpretive
decisions which over time become de facto
policy . This is particularly noticeable
between the Military Personnel Management
Directorate of ODCSPER and MILPERCEN , where
11 of 15 policy suhfunctions are performed
by both organizations.

Mobilization planning is handled by ODCSPER,
the planning organ ization, with an ad hoc
plann ing group while Pc~ILPERCEN , the oper—

• ator, has a full time office staffed out
of its own resources.

. PMS operations are performed in ODCSPER:

- Administration of EEO and EO programs
(functions 5.1.1 .3 , 5.4.4.2)

— Administration of civil ianization
programs (function 5.3.2.3)

— Administration of travel and PCS
matters (function 5.4.3.7)

- — Administration of leadership develop-
ment programs (function 5.4.4.9)

— Adminis tration of counsel ing programs
(function 5.4.4.11).

(4) Finding s Concerning External uei~~nus on the PMS

Enumerating functions and assigning responsi-

bilities as in Exhibit VII—4 does not by itself

indicate how the functional workload is distributed .

In the case of the Army , function 5.4.5.8, “Provide

Public Affairs Liaison ,” represents a significant

workload to the PMS , particularly to the ODCSPER

• 

. 
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cirectorates Queries trom Longress ano tre Execu

tive branch, and their agencies , can be comp lex ,

require extensive data collection and analysis, and

normally are time sensitive. The inevitable result

is that ODCSPER is forced to be an operator.

Similarly, politically/socially sensitive issues,

such as equal opportunity , tend to be handled direct—

iy by ODCSPER , again as an operator. Both types of

demands are realities that must be acknowledged in

any discussion about redundancies and misplacement

of PMS functions .

(5) Findings Concerning Automated Systems Support
For the PMS

The impact of au toma tion, both actual and

poten tial , on the PMS is extensive. To illustrate

this , Exhibit VII—7 , on page VII-57, lists

those functions which either require or are sub-

stantially enhanced by automated systems support.

Many of these functions already are accomplished with

J WP  support, others are not. But the support that

exists is not integrated across the Total Force nor

even within the Active Army. Specific findings

concerning automated systems suppor t for the PMS

include:

VII—56 
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EXhI bIT VI I—7
Functions Requiring/Enhanced by

Automated Systems Support

Function
Number Function

1 .1 Project manpower availability , technology , and
personnel trends

1.2 Project unconstrained manpower and personnel
requirements -

1.4.2 Design and administer PMS objectives reporting system

1.4.3 Evaluate overall PMS performance

5.1.1 Develop personnel procurement policies and procedures

5.1.2 Develop personnel recruiting/advertising program s

5.1.3 Access personnel

5.2.2 Schedul e training/education courses

5.2.3 Schedule personnel to training/education programs

5.3.1 Develop military personnel distribution policies
and procedures

5.3.2 Develop civilian personnel assignment policies and
procedures

5.3.3 Develop personnel plans for mobilization

5.3.4 Assign personnel
5.4.1.1 Develop pay and compensation policies and procedures

5.4.1.2 Develop administrative policies and procedures

5.4.1.3 Develop personnel reclassification policies and
procedures

5.4.1.15 Develop promotion policies and procedures

5.4.2 Promote personnel

5.4.3 Provide administrative services

5.4.4 Provide human resource development programs
5.4 .5 Provide community—related programs

5.5.1 Establish personnel separation policies and
procedures

5.5.2 Administer separations/retirements

5.5.3 Establish post—separation/retirement programs 
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• Policy—making , planning , and eval ua t ion
functions all depend on historical data,
projections, current operating results , and
the ability to answer TMwhat—if?” questions.
Across the functional structure, automated
support is deficient for these functions.

• Mobilization requires that about 400,000
National Guard and about 260,000 U.S. Army
Reserv e personnel be rapidly inte-
grated into the Active Army , yet their
personnel records ano systems are mutually 0
incompatible. Additionally , automated
support for an extended mobilization that
would require civil ian accessions to the
active Army is not fully developed .
Finally, the ability to track some Reserve
personnel ’s availability and fitness for
duty is questioned .

Personnel recordskeeping (function 5.4.3.2)
systems ar~ different and incompatible forthe Army in the field and HQDA .

( 6 ) .  F indings  Concerning the U.S. Army Safety Center

The U.S. Army Safety Center performs neither

personnel planning nor personnel life—cycle functions.

It is the only organization that is a nominal member

• o~ the PMS, as an ODCSPER FOA, while having no iden-

tified PMS responsibilities, as demonstrated in

Exhibit VII—4.

The nature  of the Safety Center is very similar

to that of1 The Inspector General. Both affect per—

sonnel, but neither manage nor sustain them, except

indirectly .
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~~ ) Conclusions from Functior.al Analysis

Functional analysis leads to these conclusions :

• The lack of personnel doctrine and a
Master Persc~nnel Plan has contributed to
shortfalls in policymaking functions.

• Personnel doctrine and a master personnel
plan would help provide direction and unity

• ot purpose to the PMS, and compensate for
the lack of institutional memory , by pro-
viding day—to—day guidance to PMS operators.

Personnel policy is diffused across the PMS
and made in a reactive manner by system
operators, instead of a proactive manner by
ODCSPER. Thus, policy has not been consis-
tent, coordinateo , or comprehensive.

Policies and programs are instituted with—
out adequate evaluation of their total
etfect or results.

• M o b i l i zat i o n , personnel , and manpower
planning have been underemphasized , suffer
from lack of focused responsibility, and
are sometimes organizationally misplaced .
As a plann ing function , they belong in
ODC SP ER.

• The lack o~ an integrated Total Force data
base and ADP system detracts from mobili~~ —
t ion readiness , efficiency of operations ,
ano nas contributed to the perceived need
for redundant personnel records.

• The PMS would be more eftective if plann i ng
were institutionalized in a manner that
would tend to insulate those functions from
short suspense requ irements, congressionals ,
and h i q h — v i s i b i l i t y  operational f u n c t ion s .

An optimal PMS organizational structure should

account for , and compensate for, these funct ional

shortfalls in the current PMS .

v t I _ s ’~
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This chapter has presented find ings and conclusions

about the PMS resulting from the perceptions survey , inter-

views and review of past studies, and functional analysis.

The next chapter presents criteria for creating and evalu-

ating PMS organizational alternatives.
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VIII .  CRITERIA FOR DEVELOPING AND EVALUA TIN G
ALTERNATIVE PMS ORGANIZATIONS

F~~OI*43 ASS COSCLU$ION$ ORGANIZ MIONAL CRITERIA ALNSSATIVt GR6ANI~ATION$

• PSRCEP7~ON3*uRVEY 4, . FUNCTIONAL ANALYSIS • FUNCTiONAL RESTNUCTIJN$t45 •
S. INTIRVt E~ $ANDSTuI}IE$ • PMS PROB L ENS a ORGANIZATIONALRE$YNUCTtJS*$$
• FUNCTIONAL ANALY$IS • OIJE cii yES • PEfi$ONI~Ii. COMMAND

. MANA GEMENT Th EORY •

Each informa tion source d iscussed in Chapter V II ——
interviews, studies, survey s, and func tional analys is  ——
provides d i f f e r e n t  perspectives about the two central

-

• problems of the current PMS 2 : What are the functional

and o rgan iza t iona l  ine f f ic iences  in the PMS , and what  are

the optimal func t iona l  and organizat ional  s t ructures?

The purpose of this chapter is to integrate those

perspectives in order to develop organiza t iona l  evaluat ion

• c r i t e r i a .  These cr i ter ia  should ref lec t  the f ind ings  and

conclusions of Chap ter VII , the PL’iS top—management objec-

tives of the second working papers , and manag ement and

organizational theory from the first working papers. Then

these criteria can be used both to develop reasonable

al te rna t ive  PMS organizat ions  and to assist in evaluating

• those a l t e rna t ives .

Thus , the organizational evaluation criteria in this

chapter provide a bridge from the f ind ings  and conclusions

VIII — 1
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in Chapter VII to the alternative Pt~iS organizations in

Chapter IX. Furthermore , the criteria will provide the

yardsticks by which alternative PMS organizations can be

measured , both against the current PMS and against each

other.

I
1. A SYSTEMATIC APPROACH TO ORGANIZATIONAL DESIGN

An effective method for developing an organizatjon~ j

design is to relate the ability of an organization to

achieve its primary objectives to the structure of that

organization. This methodology is enhanced by the use of

tunction~ l analysis , problem solving evaluations , and

adhering to management theory principles. Thus, the

criteria which are to be used to design and evalua te

organizational structures for the PMS should be developed

from :

• Functional analysis of the PMS organization
Evaluation of PMS problems
Evaluation of PMS objectives
Applica tion of management theory principles.

Earl ier in the report, we identified the functions

which are performed by PMS organizations . An analysis of

. organizational responsibility for these functions provides

important criteria for organizational evaluation. Like-

wise , the evaluation of organizational designs to achieve

VIII— 2
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top manag ement objectives , ano to preclude or solve

problems existing in the current PMS , provides criteria.

These criteria , used to develop and evaluate PMS organi-

za tional struc tures , are discussed individually in the

following sections.

2. CRITERIA DEVELOPED FROM PMS FUNCTIONAL ANALYSIS

Criteria aeveloped from functional analysis of the PMS are

the most important of the four categories , and they will

be covered first.

(1) Performance of Key Functions

All tunctions of the PMS are important , bu t some

are more important than others. There are some func-

tions whic h , even when performed to near perfection,

cannot sign if icantly improve overall PMS performance ;

function 5.~~.3.10 , “Administer Armed Forces Profes-

sional En ter tainmen t Program ,” is such a function.

Conversely ,  there are some functions where the

• quality of performance has a great impact on the

- overall efficiency and effectiveness of the PMS.

These “key ” functions support top—management objec—

tives , and must receive prior ity attention from

senior PMS managers as well as the highest pr iority

for management resources. These key PMS functions

VIII—3
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are listed in Exhibi t  VII I -l  on page V I I I — 5 .  The

functions which require continuing personal attention

of the DCSPER are indicated by an asterisk.

Of t en , the more cruèial a key function , the more

difficul t it is to perform well. As established in

Chap ter VII , many key PMS functions are not performed

well today, or they are performed at a low level

organizationally, or they are not performed at all.

Add i tionally , many of these key functions are easily

overtaken and buried by day—to—day operations. This

condition is particularly true for planning and

policy functions.

Therefore , the c r i t e r ia  for  performance of key

func t ions  are that  they be:

• Positioned at a sufficiently hig h organi-
zational level to ensure direct top—
management supervision.

Af forded pr iority of resources and manage-
ment effort.

• Kept distinct from day-to-day operations so
that divergence of effort is minimized .

(2 )  Consolidation of Responsibili~ y for Functions

Just as certain key func tions should be organi-

zationaj~~ positioned at a high enough level to be

• effective , certain functions should be consolidated

VIII— 4 
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EXHIBIT VIII -1
Key Pt~S Functions

. Project manpower availability, technology , and personnel trends
( 1 . 1 )

. Project unconstrained manpower and personnel requirements (1.2)

. Develop personnel doctrine (1.3)
•. Prepare a Master Personnel Plan (1.4)
‘. Assess manpower and personnel implications of all Program

Obj ectives Memorandum submissions (2 . 3 )

. Determine policies and standards for enlistznent/reenlistment/
matriculation/hiring/induction (5.  1 • 1 • 1)

. Evaluate personnel procurement policies , procedures , and
activities (5 .1 .1 .5)

Evaluate effectiveness of recruiting/advertising programs
( 5.1.2.3)

Evaluate training/education programs ( 5 . 2 . 1 . 7 )
. Develop military personnel distribution policies and procedures

( 5.3.1)

. Develop personnel policies and plans for mobilization (5.3.3)
Develop personnel reclassification policies and procedures
(5.4.1.3)

Develop labor and employee relations policies (5 .4 .1 .9)
Develop job analysis and evaluation policies (5.4.1.10)

. Develop promotion policies and procedures (5.4.1.15)

Evaluate personnel perf ormance (5.4.2.2)

• Provide financial services (5.4.3.1)

• Maintain personnel records (5.4.3.2)

• Conduct human resources research (5.4.4.1)

Dev.lop and administer labor and elnploye. relations programs
(5.4.4.6)

• Develop and administer job analysis and evaluation programs
(5.4.4.7)

• Develop and administer career development programs ( 5 .4 . 4 . 1 2)

• •. Establish personnel separation policies and procedures (5.5.1)

Functions which require the DCSPER’ s personal attention.
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within a single orgaiizatiort to be etfective. Prob-

lems causea ny overlapping and redundant functional

responsibility usually are caused by one or both of

the following situations. First , a tru ism : if

everyone is responsible for a func t ion , then no one

is responsible , and the function is neglected .

Second , good intentions and committees normally

cannot provide sufficient effective coordination

of complex functions performed in different organi-

zations. (Appendix D, “Committees on Which PMS

Of f i c i a l s  Serve ” , owes some of its extraor-

dinary length to this lack of PMS func tional

consolidation).

There are clear opportuni ties for benef icia l ly

consolidating functions. In particular, many key

functions in Exhibit VIII-]. are also functions iden-

tified in Chapter VII as being organizationally

d if fuse d , especially policy development functions.

This situation exists in part from the lack of a

codified body of personnel management objectives,

policy and doctrine. Consequently, opera tors are

incl ined to make numerous , independent, and inter-
S

pre t ive  decisions which over t ime become inconsis tent

pol icy .

‘1111—6 
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These key functions have sufterea ueu~~ly, from

lack ot a t t e n t i o n  and from fr a gm e n t a t i o n , and t h e i t

performance would be s i g n i f i ca n t l y  improved by con-

so l ida ting  them .

Additionally, because of the nature of many of

• these key func tions , they tend to be diffused down-

ward and out of an organization , driven from top

level~ by daily operations. Organizations must be

struc tured , tasked , and continually monitored to

avoid this tendency .

The cr iter ia for consoli da tion of diff used fun c-

tions are that they be:

Consolidated into single , or at least fewer ,
organiza tions , to improve coordination , con-
sistency , and efficiency .

Fenced off organizationally and monitored ,
if they are also key functions Identified
in Exhibit VIII-]..

3. CRITERIA DEVELOPED FROM PMS PROBLEt .~S

• Chapter VII discusses problems which have been iden-

tified in the PMS from four sources:

• Perceptions survey
Previous studies and surveys

• In— depth interviews by Booz, Allen & Ham i l ton
Functional analysis.

An acceptable alternative organization should preclude

the future development of those problems which are related

VII 1—7
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to struc ture. Organization criteria are needed to address

the following problems identified in Chapter VII:

Total Force integration
• Responsiveness to external pressures

Efficiency of operations
• Adequacy of staffing .

(1) Integration of Total Force Management

The Army PMS consists of separate personnel

management systems for active military personnel ,

Army National Guara , Army Reserve, and civilian

personnel.  This condi t ion is accounted for in part

by recognized differences in statutory ana regulatory

authority . Notwithstanding these differences, the

DCSPER mus t ensure tha t personnel in all componen ts

of the Total Force are managed in a coordinated ,

cons isten t, effective, and efficient manner.

To ach ieve this required level of management

requires that the key functions listed in Exhibit

VIII-l be performed in a uniform manner for all Total

Force components. It i~ especially impor tant tha t

the key functions of special interest to the DCSPER

• are performed under central direction. Furthermore ,

separate systems must interface effectively and use

a common data base where possible.

• VIII— 8
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~~eref or e , the c~ iteria tci the integraticn c:

Total Force management are tnat key functions b~ :

• Performed uniformly across the Total Force,
wh ich requ ires an organizational mechanism
to ensure coorainat ion and consistency .

• Consolidated to permit direct coordination
for the Total Force.

• Enhanced by data systems which interface and
employ an essentially common data base .

( 2 )  Responsiveness to Exte rna l  Pressure

PMS organizations today are under pressures from

Congress, the Secretary of the Army , OSD, and the

President , as well as the major commands , the several

states, and society at large, to meet the personnel

needs of a modern army. The ability of the PMS to

operate efficiently and effectively in this manage-

rial , political, economic, and societal environment

is important and should be built into the PMS both

funct ional ly and o rgan izat iona l ly .

To respond to these requirements, the Army must

meet ~wo requirements :

• The Army must identify and effectively
articulate both :

- Its personnel needs
— The personal needs of its people

The Army must understand and effectively
articulate how it intends to meet these
needs.

VIII-9
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The t i r s t  poin t  is f u n c t i o n a l l y  a~ a ressed by

planning and numan research , the second by cevelop ing

personnel doctrine , objectives , and plan s, e.g., a

Master Personnel Plan. These are key functions

identified earlier in this chapter as being of

personal interest to the DCSPER. Therefore the

DSCPER shoul d deal d irec tly and con t inuously wi th

these functions.

However , if the people responsible for perform-

ing key planning and research func tions , or any

other key func tions for tha t ma tter, must respond

• continuously to external pressures, they wi l l  not

be sufficiently removed from day—to—day operations

and their primary responsibilities will be neglected .

Therefore , the criteria for responsiveness to external

pressures are that:

• A primary focal point be designated for
coordination of requests for information
and other requirements on the PMS from
external sources.

• Staff resources be provided to handle
those demand s that are distinct from
people supporting key functions.

(3) Eff iciency of Opera tions and Adequacy of
Staffing

• Efficiency of operations and adequacy of staffing

are current PMS problems , but they are not directly

• v iu—i o
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amenable to correction u~ organizational recontigura—

t i on. A ?t~S o r g a n i z a t i o n  may be inadequately staffed

either qualitatively and/or quanti tatively, or its

operational efficiency may be degrad ed for reasons

other than the assignment of functional responsibili-

ties. In such cases, organizational adjustments will

not correct these deficiencies. In general , it can

be acknowledged that an organization should provide

for an efficient and direct flow of work , should

foster professionalsim, etc.

4 .  CRITERIA DEVELOPED FROM PMS OBJECTIVES

The need for top—manag ement PMS objectives was pre-

sented in Chapter V. The urgency of establishing ob-

jectives i further emphasized by the passage of the

Civil Service Reform Act, which requires the Army to

undertake specific objectives for its Senior Executive

Service , which should be consistent with objectives for

senior military managers.

:~ 
In Chapter V , it was ~tated that to be effective an

organization must:

Develop objectives

Assign responsibilities to accomplish objectives

• Evaluate programs implemented to achieve
objectives

• Revise objectives based on such evaluations.

VIII—].]. 
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~)rganizational criteria that result from these

objectives are that the PMS must:

Provide for the development and accomplishment
of organizational objectives

• Assign responsibility to top-management super-
visors to provide an effective chain of authority
to accomplish objectives

• Provide for progress reports and evaluation of H.
objectives

5. CRITERIA DEVELOPED FROM PRINCIPLES OF MANAGEMENT
THEORY

Acceptec pr inciples of mana gemen t theory should be

consioereo for any al terna tive personnel mana gemen t

organiza t iona l  design. These principles have been

previously outlined in E x hi b i t  H—8 of the f i r s t  working

papers, ana they are restated here.  All these principles

are important. They are, however , listed in a rough

priority order.

The cri teria for adherence to principles of mana ge-

men t theory are :

• Flexibility

— The PMS organization should be flexible
enough to enable it to cope wi th spec ial
situations and a chang ing environment.

— The PMS organization should be able to
adequately respond to wartime requirements.

viII— 12
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~1• Functional detirtition of authority and respo n-
S!bil  ity

— Concep ts of managers ’ roles should be
clearly ar ticulated

— Act iv i t i e s  for which a u n it  is responsible
should be precisely defined .

• Leadership

— Personal leadership qualities of unit
managers should be facilitated

— Development of professional personnel
managers should be facilitated

Chain of command

— Hierarchy of au thori ty should be definite

— Channels of commun ications shoulo be clear
— Command/organization layering should be

avoided

• Division of work

— A unit should be responsible for a homo-
geneous block of work

— To the extent that the work is hetero—
geneous, implications for unit effective-
ness shoul d be assessed

Parity of authority and responsibility

— Sufficient authority should be delegated
to a unit to enable it to discharge its
respons ibilities

Balance

— Rela tive advan tages and d isadvantages of
central ized authority , decentral ized
authority , or combinations of the two
shoul d be considered

‘1111—13
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• E f f i c i en c

— Proposed PMS alternatives should involve
the least amount of undesirable consequences
consioering the P~’IS g e n e r a l l y ,  and its
c~mponent organizations specifically

- Proposed P~S alternatives should cause the
PMS staff to react positively from the
viewpoints of:

Ease of daily administration

Being in consonance w i t h  the i r  own
career plans ana aspiraticns

• Un ity of command

— Each individual  and u n i t  should have only
one superior

• Span of management

— The number of individuals a manager is
responsible for and the number of subor— p
dinate un its a parent organization is
responsible for should be reasonable ana
facilitate successful operations.

• Information Management

6. CRITERIA DEVELOPED BY THE THIRD SAG

The third SAG developed these four criteria for PMS

alternative organizations:

• The PMS should be structured to provide for the
separation of policy formulation and its execution

• The PMS must be responsive to wartime operations
and requirements

The PMS must include all functions that are es-
sential to accomplish the mission of the organ-
ization

• The PMS must serve the Total Force.
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An alternative Army PMS organizationa should be

developed using these criteria. Initial use of all of

these criteria may not be considered feasible in the short

term, however. Reasons for temporaily not applying a

particular criterion could include one or more of the

following factors:

• Full implementation of necessary organizational
changes could be accomplished more effectively
after one or more key individuals have been
reassigned .

• Budgetary or other relatively short term
factors could delay some aspects of complete
reo~ganization.

• There may be a perceived need to obtain the
best balance between overlapping , or conflicting ,
criteria.

Even if there should be sound reasons for postponing

the use of all these criteria in reorganizing the PMS ,

the most important criteria should be applied from the

beginning . In this way , the efficiency and effectiveness

of the Army ’s PMS organization can be improvea at the

earliest possible date. However, the caution at the

ena of Chapter II about partial implementation of an

integrated set of recommendations should be remembered.

The next chapter presents the alternative organiza-

tions developed by using these criteria.
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IX. PMS ORGANIZATIONAL ALTERNATIVES

PINOIND AID CONCtUSIONU DssANazAT)oNA~ CNflI*t* ,.. ALTIINATIVI ONGA NUZAT ION$

• ~ Nt FTIO~*$UNVl’t 
- 4 • PUNIflIONAL ANAtYIIS . • PUNCTIONAI. NIIT~UCTU~ ING

• I f IPv~~ sANo*yUOII$ s ~~inos~iss • ORGA NIZATI ONAL ~I$ThU CTUNINO
• PUNCTIONAI. ANALY$I$ • O$ *C1IVH , PI~$ONNIL COMMANO

S MA$ACEMI~f l ThIONY

The genesis of the PMS2 was the conviction that a

• broad examination of personnel management in the Army was

necessary . Many efforts have resulted trom this convic-

tion, covering a wide range of issues. One of these

efforts, the PM52, was chartered to examine personnel

management at Headquarters, Department of the Army level

ana to respond to the basic question of how the Army

shoula be orga:~izeo to manage people.

This chapter adoresses that basic question. It pro-

poses three alternative PMS organizational structures and

aescribes the concept of each alternative. PMS2 coes

not recommend a specific alternative; the Army retains
that prerogative.

within the framework of criteria for PMS organiza-

tional. alternatives, established in Chapter VIII, Booz,

Allen has identified three basic PMS organizational

strategies :
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• ~ne: ~un ct i or . a L i y  restructure tz~ ~ • S  L.y
re~ ssi~ n in ~ f u n c t i o n s , c ut  leave the c u r r e n t
organizational structure essentially uncnar.geo

• iwo : Organizationally restructure t:~e P~1S ,
to ind uce reassigning responsibility for
I urtct ions

• Three: Establish an Army Personnel Command
(PERSCOM) .

~or eacn ot these strategies, which are discussed in the

next three sections of this chapter , an alternative organ-

ization is proposed and discussed.

1. STRA TEGY ON E: FUI ’ C~ IONAL RESTRUCTURING

The c r i t e r i a  for  o rgan i za t i ona l  alternatives set

down in Chapter V I I I  require that, at a minimum , certain

functional realignments take place among existing PMS

organizations . This section presents an alternative

organizatior. that rerlects this minimal functional

restructuring .

The curren t PMS organization , illustrated in Exhibit

IX- 1. on page IX -3 , is retained. The necessary func-

tional cnanges nave alreaoy been suggested by three

exhibits:

• Exhibit VII-5, “Redundant Functions or Functions
with Diffused Organizational Responsibility ,”
page Vu -Si

• Exhib it ‘111-6, “Functions With No or Inadequate
Organizational Support ,” page VII—54

• Exhibit VIII-]., “Key PMS Functions,” page VIXI-5.

IX-2
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NOTES:

COA INTERFACES WITH THE O0~SPER AT THE STAFF LEVEL IN THE AREAS 0’ BUDGET AND PERSONNEL ENTITLEMENTS.
2. AC$AC INTERFACES WITH THE OD~SPER AT STMFF LEVEL IN THE AREAS OF PERSONNEL MANAGEMENT INFORMATION SYSTEMS

REVIEW AND APPROVAL.
3. TAG IS DUAL-HATTED AS THE COB TAGCEN . N0 SERVES AS ADA SPECIAL STA FF OFFICER FOR ARMY -WIDE ADMINISTRATIVE

SYSTEMS AND CERTAIN OTHER SUPPORT FUN~1IONS.
1. TJAG. CHAPLAIN AND SURGEON INTERFAC E WITH THE OOGSPER AT THE STAFF LEVEL ON PERSONNEL MANAGEMENT POLICY AND

COMPENSATION MATTERS.
S. CHIEF. NGB AND CHIEF ARMY RESERVE INTERFACES WITH THE OOCSPER AT THE STAFF LEVEL ON PERSONNEL MANAGEMENT

POLICY , MOJILIZATION AND MANPOWER MATTERS TO INCLUDE CERTAIN PROGRA ~~ ING AND BUDGETING ACTIVITIES.
S TAG FUNCTIONS AS A D~SPER DIRECTOR WITHIN DESIGNATE U FUNCTIONAL AREAS WITH BOTH TAGCEN AND RCPAC BEING THE

OPERATING ARM FOR THESE SPECIFIC FUNCTIONS; THEREFORE . BOTH TAGCEN AND RCPAC ARE SHOWN EQUIVALENT TO OTHER
OD~PER FDA~ FOR THE PURPOSE OF THIS DEPICTION.

7. COR . NILPENCEN AND USAPDA HAVE DIRECTOR EQUIVALENT STATUS. BOTH ORGANIZATIONS ARE OOCSPE R FDA L
S. ASSOCIATED ORGANIZATIONS ARE THOSE WHICH PRO VIOE SUPPORT TO OR INTERFACE WITH ODCSPER OPERATIONS BUT ARE

NOT UNDER THE COI ANO OR SUPERVISION OF THE DcSPER.
AOMINCEN PROVIDES COMIAT AND TRAINING DEVELOPMENT SUPPORT FOR ALL ASPECTS OF ODCSPER AND DTAB FUNCTIONAL
AREAS. OHRD MAY TASk ADMINCEN ON A DIRECT BASIS TO ACCOMPLISH PROJECTS IN SUPPORT OF HR FUNCTIONS. ALL OTHER
TASKING ORGANIZATIONS IN ODC$PER AND OTAG ARE ROUTED THROUGH HO TRADOC AND ODGSOPS IF TASKING IS UP AR 5-S
THE ARMY STUDY PROGRAM). THE ADMINCEN IS RLSO SUBJECT TO TASKING BY COA AND A CSAC. AND OTHER HODA STAFF
ELEMENTS REQUIRING CONSAT AND TRAINING DEVELOPMENT SUPPORT WITHIN THE PERSONNEL AND ADMINISTRATION AREA.

IS. CON USAREG IS ALSO COR MEPEOM.
ft . FOUR ADDITIONAL FOAl OF TAGCEN INCLUDE TWO PUBLICATION CENTERS AND iWO MILITARY MAIL TERN.INALS EACH OF WHICH

ABE ON SEPARATE TDA SIMILAR TO THE U.S. ARMY COURIER SERVICE. 
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5.l.1.1 Determine policies and standards for nIistment/reenliatms.t/matriculadon~hiriuI~ ’mdectinu S

5 1 1.2 US$150 proCedure. and record ksapm~ systems foi penonnel procIliment S

5.1.2.1 Develop enlistinent/reenlistnient pro5rlms 
__________________ 4

5.1.3.3 Access personnel using applicable procedure.

~~~~~~~~~~52.1.1 Develop ob kno*ledg, end skill requirements S

5.2.1.3 Develop skill attam ment evaluation criteria .

5.3.1 UeveIop mi ita,y p~~onnel distribution p&icies and procsdurea • • S

5.3.3’ Develop penonnul policies and plans for mobilization S 5 S

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

5.4.1’ Dewslop suetainment pohcies and procedurss • • 5 • •
5.4.32’ Maintain personnel records

14.3.3 PFOISdS personnel information to authorized parties S S

5.4.3.4 Evaluate personnel reclassification requests S

5.4 .3.7 Administ sr trawel and PCS matten S S

5.4.4.12 Develop and administer career development policies S

5.5.1.1’ Develop militasy retirement policies and procedures 5

5.5.1.2’ Develop military separation policies and procedures

5.5.2.1 Eveluate retirement and separation requests 5

5.52.2 Evelusta involuntary separations and di,chvpd S S

-
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EXHIBIT IX-2
Reassignment of Redundant!

Dif fused Functions
(Under Strategy One)
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* Key function
S TaPed with performing function
t Provides input for performing func tion
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1 .11 Prou d manpower availability, technology , and personnel trends 5 5 5

1.2’ Project unconstrained manpo wer and personnel requirements 5

1.3’ Develop personnel doctrin e 5 S S S

1.4.1’ Establish PMS objectives S S S S t~ ~~
1.42’ Desi,l endadminister PMS oblectives rsporting system 

— — — -—

1.4.3 Evaluat, overall PMS performance 
. ‘5 ‘5 ‘5 — —

1.4.4’ Prepare/ruvus master personnel plan 5 (5 (5 (5
_ _ _  _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  - - 

111 ]
5.1.1.5’ Evaluat e personnel procuremen t polic es, procedur es, and activities 5 5

5.1.2.3’ Evaluate effectiveness of recruiting/advertis ing program. 

.:-~~~~~~~~ 
_ _ __

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

~~~~~~~ ~~~~~~~~ Li
52.1.7’ Evaluate training/educati on programs 5) 5

5.3. 1.5’ Evaluate distribution policies and procedures S

5.3.2 .4 Evaluate civilian personnel assignment policies and procedures t ~ I ~5.4.1.10’ Develop lob analysis and evaluat ion policies 5

5.4.4.1’ Conduct human resource research 5 5

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~
55.1.4’ Evaluate separat ion policies and procedures S

5.535 Evaluate post.separationlrstirem.nt programs 5 5

I 
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EXHIBIT IX-3
Reassignment of Inadequately

Supported Functions
(Under Strategy One)
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EXHIBIT IX-4
Strategy One:

Organizational Assignment of Functions
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tacn ot these e x r.i b i t s  n i g hl i g h ts  f u n c t i o ns  w n i c n , for  one

reason or anotner , snoulo be orc~a1nizationally hand ed in a

o ifferent way than at present. The proposec reassignment!

assignment or tnese functions is summarized in Exhibits

IX-2 and IX— 3, pages Ix-4 and IX—5. These changes are

then summarized in Exhibit IX-4, on page IX’-6, which

shows the overall resulting assignment of functions for

the PMS.

~ctions required to implement Strategy One include:

. Reassign policy and evaluation functions to
ODCSPM’l, to tne extent possible

‘.L’ransfer personnel between ODCSP~R and its FO~
to rnatdh tne cnang ing workloa~s, to the extent
possible.

Strategy One is in many respects only a hclding

action, as most of the organizational criteria are only

par t i a l ly  satis t iea . It could provide t ime for the devel—

o~ment of improved automateci personnel systems anc or a

t’~aster ~ersonnel Han , however, ~~ rcre a more com~~ er~en—

~ ive reorg~~x .i~ &ticn ot the ~~~ can ~e acccmplisz~ec.

- ~- ~~ . ~~~~~~ ~L~~O: ChGAi’~I T i ’ ; ~ i~ 1~~SThUCTURIi-.G

The criteria for organizational alternatives in

Chapter VIII indicate that the efficiency and effectiveness

of the PMS could be improved significantly by reorganizing

tne current ~~~ an~ reassiqnxng runctions . This section

presents a course of action and an alternative organization

to meet that obj ective .

( -)
-

~
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(1) Organizational Assignment of Functions

Strategy Two reorganizes elements to improve

the efficiency of operations and correct other

problems discussed in Chapter VII. The organiza-

tional diagram and assignment of functions are

shown in Exhibits IX-5 and IX-6, on pages IX-9 and

IX— lO .

All PMS FOA are assigned to directorates of

DCSPER. Total Force management is achieved by

integrating into ODCSPER the personnel management

functions (less training ) performed by special staff

elements and their FOA.

TAG is continued as a Director in ODCSPER as

well as a Special Staff Agency responsible for

headquarters administrative support functions , and

assumes the human resources development functions

that are now performed by the Director, Human

Resources Development, ODCSPER.

CommanOer MILPERCEN is assigned additional FOA

and assumes the major functions now performed by

Director Military Personnel Management , ODCSPER.

A new ODCSPER Director of Plans and Systems

Office is established .

IX-8 C)
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~~~ ( 2 )  Reauireo Implem en t ing  Act ions

The fo l lowing actions are requ ired to implemen t

the Strategy Two organization alternative:

Reorganize ODCSPER and assign FOA to staff
directorates as indicated in Exhibit IX-5.

Transfer the Army Council of Review Boards ’
funct ions from ASh (M&RA ) to TAG . Fur ther
reassignmen t of sign i f i cant par ts of these
functions to RCPAC is envisioned . OASA
(M&RA ) retains appellate review authority .

• Reassign USAFAC from Comptroller of the
Army to TAG .

• Reassign personnel management functions
(less t r a in ing) f rom TJAG , CCH and TSG to
MILPERCEN.

. Reassign National Guard Support Agency
func t ions  from NGB to RCPAC .

• Reassign USA Physical Disability Agency
functions to MILEERCEN.

U
• Reassign the Safety Center from ODCSPER

to TIG.

3. STRATEC 1 THREE: ESTABLISH AN ARMY PERSONEL COMMAND

The Strategy Three organizational alternative

establIshes a Pe rsonnel Command , organized as shown in

Exhibit IX-7, and with functions assigned as shown in

Exhibit IX-8, on pages IX-12 through IX-14.

( I ~~~
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(1) Organizational Assignment of Functions

t I  Th is struc ture provides an organization designed

to perform personnel life—cycle functions for ind i-

viduals. This functional/organizational configura-

tion comb ines activities which manage personnel on

an individual basis, have lateral interface require—

ments, and rely on the HQDA personnel informa tion

system and data base for both ind ividual personnel

data, demographic analysis, personnel force modeling,

arid projections.

(2) Required Implemen ting Ac tions

The following actions are required to implement the

Strategy Three organizational alternative:

• Reorganize ODCSPER as a policy and planning
staff office with four directorates as
indicated in Exhibit IX-7.

• Establish a Personnel Command , reassigning
functions and discontinuing units as neces—
sary to permit the Personnel Command to
assume the PMS functions (less training )
now performed under CDR MILPERCEN, CCH,
TAG, TJAG , TSG, and the currently assigned
FOA ,of ODCSPER, less ARI and Safety Center.

L 

. Continue OTAG as a special staff agency for
HQDA administrative services functions .

(Information concerning another organizational struc—

ture developed by the Army Personnel Command Study

Group is in Appendix B.)

IX—l5
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4.  VARIATIONS TO STRATEGY ONE , TWO AND THREE ALTERNATIVE
ORGANIZAT IONAL STRUCTURE S

During the third SAG , 16—17 August 1979 , certain

chan~~es in the organizat ional  s t ructures  discussed above

were suggested. These variations centered around the fol-

lowing functions and agencies :

• PMS functions of CCH, TJAG , and TSG

• USA Finance and Accounting Center

• USA Safety Center

• Pt4S functions of NGB and NG Support agency

• Operational functions of the Army Council of
Review Boards

(1) PMS Functions of CCII, TJAG L and TSG

Reasons were presented during the third SAG

for retaining personnel life—cycle functions in the

professional branches. These reasons included :

Reassigning procurement, distribution , career
sustainment, and separation/retirement func-
tions from ttie s~ecia1 branches fragments
the overall branch functions

• Legal and regulatory branch responsibilities
militate against transfer of personnel
functions from CCII, TJAG, and TSG

Consolidation is riot necessary since the
functions currently are being executed in
an efficient and effective manner.

.1.

__________________________________________________ ~~~~~-_--~~--— ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ —• ~~~~ -~ ---



COMMENT:

Reasons for cons idering consolidation of these

functions in all three organizational alternatives

include :

• Consolidation of functions reduces fragmen— —

tation of the overall PMS

• Clear and distinct management authority for
all life cycle functions should provide ef-
ficiencies and economies ir4. operations

• Problems inherent in managing the operations
of life cycle functions across multiple
agencies would be appreciably reduced.

I f the Army opts to perform these functions as currently

assigned , Alternative One would delete these functions

from the realignment and the Alternative Two and Three

organizations could be modified as indicated in Exhibits

U IX— 9 and IX-lO pages IX—22 through IX-24.

(2) USA Finance and Accounting Center (USAFAC)

A proposal was made during the third SAG to ex-

d u de USAFAC from realignment under Strategy Two and

Three Since:

• Major functions of USAFAC are more related to
financial management than to the PMS

• Proposed alignment precludes Cdr., USAFAC
from exercis ing his responsibili ties as
a director of COA.

COMMENT:

Strategy Two and Three organizations placed this

agency directly within the PMS in order to give DCSPER

IX— 17
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greater control over this function, and to enhanc3

the environment and relationships necessary to develop

a common personnel data base. T”ie importance of pay

as a sustainment function of the PMS is emphasized

under the reali gnment.

Modified alternative Two and Three organizations

which do not realign USAFAC are shown in Exhibits IX-9

and IX-lO.

(3) USA Safety Center

The opinion was expressed by some members of the

third SAG that functions of the USA Safety Center were

in fact personnel sustainment functions and should not

be reassigned to T~G.

COMMENT:

The mission of the Safety Center is broader than

sustainment of personnel, although we recognize the

significance to personnel management of the safety

function.

$ Exhibits IX-9 and IX—lO show modified strategy Two and

Three organizations which provide for retention of

the USA Safety Center within the PMS.

IX-18
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(4) PMS Functions of NGB and NG Support A~e~~~

The statutory and regulatory rol. and responsibi-

1.ities of the Chief , NGB were cited during the third

SAG as reasons the personn el, functions of NGB and the

NGSA should not be realigned .

COMMENT:

These functions were realigned under Strategy Two

.md Three in order to reduce fragmentation, enhance

mobi~ i.~~t~.i.Lm planninq . facilitate ~~tablishment of

a more etfec tive , integrated common syst.ams data base

and provide for greater and more e f fec t ive  control

over PMS planning and operations.

Modified organizations which do not realign these

func tions are depicted in Exhibits IX-9 and IX-lO.

5) Ope ra t iona l  Functions of the Army Council of
Re~Th~Thoar~~
Concern was express%ed during the third SAG over

the lack of rationale in the study to support moving

rh~• operational functions oV the ACRB from OSA Mi.RA)

to other PMS elem nts.

COMMENT:

The app.~1latc responsibilities ot ASA (M~RA ) ~1lt ’

recognized. Most appe.ils , howevet- , ~~ now reso lv- ’ .i

IX— 1 9
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within OSA (M&RA ) at operational levels and many others

could be resolved by administrative review and actions

before being referred ~o OSA . The conduct of boards

which might provide a basis for higher echelon dis-

cussions in appropriate cases is properly an operational

function and should be delegated to the operational

level of the PMS.

Modified organizational alternatives which

do not realign this function are shown in Exhibits

IX— 9 and IX-lO .

(6) Individual Training Function

The absence of a recommended reali gnment of the

individual training fucntions under Strategy Two or

Three was considered by some members of the third

SAG to be a shortfall. These SAG members pointed out

that this is a major life cycle function of the PMS

and should be under the DCSPER.

COMMENT:

This functions was not realigned in Strategy

Two or Three because of the potentially disruptive

nature of actions which would reverse the recent de-

cision assigning training responsiblities to TRADOC and

IX- 20 
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DCSOPS. Since the full impact of this recent realignment

cannot be evaluated until more time has elapsed , such a

change would be inappropriate at this time .

In the event the Army wishes to realign the individual

training functions to place it under PMS control, a Director

of Individual Training could be added to the DCSPER staff

under Strategy Two or Three . An additional strategy also

could be developed to reorganize TRADOC by reassigning

doctrine and combat development functions to a separate

MACOM and combining the current training functions with

other PMS functions in the PERSCOM organization depicted in

Strategy Three. The resulting functional command would

accomplish all operation life cycle functions of the PMS .

Strategy Two arid Three organizations which transfer the

individual training functions from ODCSOPS to ODCSPER are

shown in Exhibits IX-9 and IX—lO . 
~

IX—21
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* * * * *

This chapter has presented three strategies for re-

structuring the PMS . Three, alternative PMS organi zations

also are included .

It should be again stressed that all the Army ’s

problems with the PMS are not caused by organizational

structure alone, nor are they all within the scope of the

PMS2. Restructuring the PMS at HQDA level, while extremely

significant, can only be one part of the total Army effort

to improve the management of its most valuable asset: its

people. Other parts of the total Army effort must include:

• Integration of personnel data bases and ADP
systems across the total force

L 
• Emph3sis on long-range personnel planning,

personnel doctrine, and policymaking across the
total force

• Development of adequate numbers of professional
personnel managers

• Coordination of personnel management with man-
power management.

The next chapter summarizes the results of the Senior

Officer Action Planning Conference.
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X. EVALUATION OF THE PMS2
DURING SENIOR OFFICER ACTION

PLANNING CONFERENCE

On 27-28 August, 1979, some 30 general and field grade

officers met in the Pentagon for a Senior Officer Action

Planning Conference; attendees are listed in Appendix M.

The purpose of the conference was to evaluate the alter-

native PMS organizations described in Chapter IX, to. eval—

uate the changes suggested by the third SAG of 16—17 August

1979, and to propose possible additional changes. The con-

ference was intended not to decide on a course of action,

but rather to discuss the proposed alternatives and to begin

the Army ’s decision process.

The conference operated by splitting into three work—

groups which discussed all three organizational alternatives

in succession. After each alternative was discussed in

the workgroups ,- all attendees assembled , workgroups re-

ported out their opinions , and there was a general discussion.

The following subsections primarily report the results of

these general sessions. It should be noted that concensus

was reached on very few issues, so all comments are not

consistent.

1. ALTERNATIVE ONE: FUNCTIONAL RESTRUCTURING

A general concensus was reached that Alternative One,

while easiest to imp .ement , is such a moderate change that

X- 1

. .... — . -.— - .- —-— - -—.- ..--.-- 



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

the organizational problems of the Army PMS would not be

solved , nor would the rest of the Army perceive any signifi-

cant improvement. Comments made about Alternative One in-

clude the following:

Functions and responsibilities are still frag-
mented; there is riot enough change to be mean-
ingful

• Policy—making and planning are insufficiently
“insulated” from daily operations; external pre-
sures would still affect ODCSPER directors and
action officers

• Wartime operations are insufficiently considered

• Deficiencies in personnel information systems,
especially as they relate to mobilization, policy-
making , and program evaluation, ~re insufficientlyaddressed

• The Directorate of Manpower, Plans and Budget
would be overloaded

• The relationship between manpower and personnel
management is not considered

• Management of the Total Force continues to be
fragmented

. Adoption of this Alternative would signal “business
as usual” to the rest of the Army

2. ALTERNATIVE TWO: ORGANIZAT IONAL RESTRUCTURING

While many participants agreed that organizational

changes to the PMS on the order of those suggested by

Alternative Two were appropriate, there was little concensus

on particulars. Issues that received significant support

included these:

X-2
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• Creation of a Directorate of Plans and Systems in

r ODCSPER had signficant support

• Transfer of functions from USAFAC to ODCSPER ’s FOA
was not felt to be necessary.

Other comments concerning Alternative Two include the

following:

• PMS functions of the professional services should
not be reassigned

• Integration of the professional services is not
inappropriate

• ODCSPER directors should not be dual-hatted

• Dual-hatting appears appropriate , although the
directors might be too heavily loaded; this would ,
however, reduce the DCSPER ’s span of control,
which is desirable

The Safety Center should be assigned to TAG

• PMS functions of the Reserve Components and the ACRE
require further study

• Mobilization capabilities are enhanced

• Mobilization capabilities are not truly improved

• Incorporating portions of RCPAC as an FOA of the
DMPM might facilitate IRR operations

Managers of personnel information systems need to
report directly to the ADCSPER or the DCSPER

• Alternative Two might be an appropriate first step
towards a PERSCOM.

• During the conference the Judge Advocate General
(TJAG) presented and explained the position of
P~ofessional Branches regarding potential reorgan-i.ation. Copies of vugraph charts used by TJAG
during this presentation are at Appendix N.

One wo :kgroup believed that Alternative Two was not

sufficiently structured along functional lines, and outlined

X-3
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a detailed proposal for further study . This propcsal, ~s

outlined to the Conference and elaborated in subs~~iu~nt

discussion , structures ODCSPER into seven Lconceptu~ l corn-

ponents :

• Directorate for Accessions. This direct rate would
manage recruiting policies, standards, a~d opera-tions. Its FOA , over time and phased in~rementa1ly,would include :

- USAREC , responsible for active Army , Army
Reserve, and National Guard

- MEPCOM

— Enlisted Elig ibi l i ty  Activity

- Parts of RCPAC

- FOA for Officer Procurement, to manage ac-
cessions from OCS, ROTC, USMA , Professional
Services , Warrant Officers accessions and
also USMA Preparatory School.

This directorate would provide the means to
interface with a draft mechanism in the case )
of mobil izat ion.

• Directorate for Sustainment. This directorate would
i~anag e career ~eve1opment, force distribution ,
promotions, and reenlietments . Its FOA would
include : ‘-

— Parts of MILPERCEN

- TAGCEN

- Parts of RCPAC

Other responsiblities would include personnel pay ,
Qual ity of Life programs , and the PMS functions
of the Professional Services. This directorate
provides th. link to the Army in the field and
forces deployed overseas.

• Directorate for PPBS. This division would manaqe
the Arrny’s manpower programminy and budgeting, and
policy and doctrine development

X -4
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. Directorate for Mobilization and Planning. ‘this
division would manage the development of long-
range personnel planning , and perform ODCSPER
mobilization planning. Its FOA would include the
Army Research Institute.

S~(stern Integration. This element, responsbile
directly to the DCSPER/ADCSPER, would manage the
conceptualization , co,rdination , design , and im-
plementation of standardized , integrated personnel
AD? systems.

Directorate for Civilian Personnel. This direc-
torate provides ODCSPER management of the civilian
component of the Total Force.

The Adjutant General. This division, possibly
dual-1i~tted, would provide administrative and sup-port services.

Additionally , this work group stated that their sug-

gested reorganization of ODCSPER would be an intermediate

development pending the possible establishment of an Army

Personnel Command (PERSCOM). However, the PERSCOM concept

should be immediately and throughly studied for feasibility

and desirability . Specifically , a cost—benefit analysis

should be completed at an early date , and other f actors ,

such as command structure and rank of the PERSCOM commander ,

georgaphic location , and colocation of various components

should be examined.

X—5 
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3. ALTERNATIVE THREE: ARMY PERSONNEL COMMAND

As with Alternative Two, the attendees generally agreed

that a PERSCOM was feasible , but opinions as to its desir-

ability or detailed design varied widely . A general concen-

sus was reached on these points:

• Some PMS functions would be facilitated

The costs of implementing a PERSCOM needs to be
studied

• Mobilization capabilities should be emphasized .

Comments concerning Alternative Three include the

following :

• ODCSPER would be focused on policy and planning

. Doctrinal relationship of PERSCOM and TRADOC needs
fur ther study

• Mobilization capabilities would be enhanced

• Total Force management would be improved

DCSPER/PERSCOM should possibly not include:

- NGB
- PMS functions of Professional Services
- US?~FAC (pay)
- RCPAC (parts)

DCSPER/PERSCOM should possibly include:

- Safety Center
- ROTC functions
- RCPAC (parts)
- USAFAC (pay)

• PERSCOM could provide a command structure for over-
seas replacement stations and for lET during mob-
ilization

• PERSCOM should be part of TRADO(~ 

~~~~
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Power of a major command could better inject per-
sonnel considerations into Army decisions and , in
general , be an advocate for personnel-realted
issues

. The DCSPER might be dual-hatted as Cdr., PERSCOM.

4. OVERALL CCMMENT S

Some points were widely accepted by the Conference as

applying to any organizational alternative. These were

as follows :

• Mobilization capabilities of the PMS should be
an overriding concern

• Establishing ODCSPER Directorate of Plans and/or
Research has significant support

. Coordination and development of a standardized
and integrated personnel management information
system(s) deserves priority attention

• Potential for decentralizing certain PMS functions
should be seriously examined

• Extensive further study of the desirability and
cost of a PERSCOM is necessary

. Alternatives must be assessed in terms of base
realignment and resource implications before final
judgments can be made

. More ODCSPER emphasis on planning and policy-making
is appropriate

• The question of PMS functions of the Professional
Services should be held in abeyance for the immedi-
ate present.

* * * * *
This chapter of Volume I of the PMS2 report has

summarized the comments and opinions of the members of the
-
~~~ Senior Officer Level Action Planning Conference held in the

Pentagon on 27-28 August 1979.
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