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SUBCOURSE OVERVIEW

This subcourse presents the basic principles and procedures in manpower management.  This subcourse contains instruction on how manpower management and the Planning, Programing, Budgeting, and Executing System interact; how manpower funding problems are analyzed at the installation level; and how the manpower staffing standard system is used.

There are no prerequisites for this subcourse.

This subcourse reflects the doctrine which was current at the time it was prepared.  In your own work situation, always refer to the latest official publications.

Unless otherwise stated, the masculine gender of singular pronouns refers to both men and women.

Terminal Learning Objective

Action:
You will identify manpower management principles and procedures; how manpower management interacts with the Planning, Programing, Budgeting, and Execution System (PPBES); methods for analyzing manpower funding problems at the installation level; and how the manpower staffing standard system (MS-3) is used.

Condition:
You will have access to the information contained in this subcourse.

Standard:
To demonstrate competency of this task, you must achieve a minimum of 70% on the subcourse examination.
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LESSON

MANPOWER MANAGEMENT

OVERVIEW

Lesson Description

In this lesson you will learn how the manpower management and the Planning, Programing, Budgeting, and Executing System interact: how manpower funding problems are analyzed at the installation level; and how the manpower staffing standard system is used.

Learning Objective

Action:
You will identify Army manpower management principles and procedures, the current force by means of PPBES (Planning, Programing, Budgeting, and Executing System), methods for analyzing manpower funding problems at the installation level, and how the manpower staffing standards system is employed.

Condition:
You will have access to the information in this subcourse.

Standard:
Your identifications will be in accordance with (IAW) the information given in this subcourse.

References:
The material contained in this lesson was derived from the following publication: AR 570-4.

INTRODUCTION

Manpower is the nation's greatest resource, but we must use it productively.  This is true in both military and civilian activities.  Poor management of manpower resources is costly.  The Army uses large numbers of men and women, both in military and civilian occupations.  In recognizing its responsibilities the Army has established a manpower management program.  This program provides a means of administratively and technically selecting, obtaining, distributing, assigning, and controlling all available manpower.


1-1
FI 2030

Manpower management forecasts, justifies, allocates, and manages the Army's manpower resources.  Communication between all levels of command helps the manpower management process.  Manpower documents and systems also help to keep the manpower management process running smoothly.

Manpower management concerns requirements, authorizations, and allocations of manpower resources.  "Requirements" refer to the minimum number of personnel needed to do the mission.  Manpower management must decide the most effective and least costly organization for performing missions and functions.

"Authorizations" refer to the maximum manpower strength a unit can get by with, or is permitted as reflected in The Army Authorization Documents System (TAADS).  Authorized manpower is the required manpower that can be supported by the allocated manpower.  "Allocations" refer to providing manpower resources to subordinate echelons from higher headquarters.  Throughout this lesson, you will learn about authorizations, requirements, and allocations as they relate to manpower management.  You will also learn about the documents and systems that help to run effectively the manpower management program.

The country experienced a manpower shortage in 1942.  This forced the government to take steps that would result in an equitable distribution of manpower.  This resulted in Executive Order 9139, which established a War Manpower Commission to represent the major government departments and branches.  This commission was charged with mobilizing the labor force.  It included directing its allocation to various industries and localities, and measuring its output.  Five bureaus were established: Placement, Training, Programing, Selective Service, and Manpower Utilization.

Some war department policies fostered the misuse of manpower and actually reduced the number of persons available for combat.  A system of surveys was introduced to eliminate these weaknesses.  So, in today's Army the goal of manpower management remains the same: to maintain combat effectiveness with minimum manpower.

PART A - MANPOWER MANAGEMENT PRINCIPLES, FUNCTIONS, AND PROCEDURES

1.
Manpower Management Functions.

The Army meets its goal by keeping to a minimum the expenditure of manpower resources in supporting the operating forces.  This is a tremendous task, since manpower management must be closely aligned with military and civilian personnel management to ensure that the policies are complementary.
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Manpower management is the planning, programing, budgeting, and allocating of manpower.  It includes developing and evaluating organizational structures to figure out the most efficient and economical use of manpower resources.  It also includes determining manpower requirements and reviewing manpower usage.

Functions within the broad scope of manpower management are:

· Planning, programing, and budgeting.

· Manpower allocation.

· Documentation.

· Analysis and evaluation of manpower use.

· Standards and guidance.

· Requirements determination.


a.
Planning, Programing, and Budgeting.  Planning includes the structuring of Army forces within established manpower constraints to meet national strategic goals.  This includes not only peacetime maintenance but also contingency and mobilization capabilities.  Programing involves the allocation of manpower throughout the years of the Future Year Defense Program (FYDP) to support a given force structure.  Due to the extended time period over which manpower is programed, revisions to the program are made and justified as needed to meet the guidance and evolving decisions of the Army and the Defense leadership.  Budgeting is the request, appropriation, allocation, and management of resources (people, things, and dollars) expressed in quantities, rates, and dollars.


b.
Manpower Allocation.  The Program Budget Guidance (PBG) distributes Army military and civilian manpower authorized spaces to major Army commands (MACOM) and operating agencies for reallocation to subordinate echelons.  The PBG updates this distribution three times a year and provides additional program and distribution guidance for manpower programing and program execution.


c.
Documentation.  Unit force structure data recorded in The Army Authorization Documents System (TAADS) serves as the Army's official structure plan for the near term.  Developing and revising this force structure data requires entering required and authorized positions by the Army management structure code (AMSCO), the Army functional dictionary (AFD) code, whether military or civilian, grade, and the personnel occupational speciality code (POSC) into the authorization documents (applicable table of distribution and allowance (TDA), or modification table of organization and equipment (MTOE)).  TAADS forms the basis for recruitment, training, and replacement actions at the local or unit level.  Therefore, a reconciled balance between the PBG, the Structure and Manpower Allocation System (SAMAS), and TAADS must be maintained.
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d.
Analysis and Evaluation of Manpower Use.  The continual analysis and evaluation of missions, priorities, guidance, constraints, and available resources forms the basis of manpower assessments.  Analysts and managers at all levels review current military and civilian personnel data and budget performance in order to analyze manpower use comprehensively.  All managers must be committed to economies, efficiencies, and productivity improvements when possible. 

e.
Standards and Guidance.  Standards and related guidance include both the TDA and tables of organization and equipment (TOE) manpower requirements criteria.  The development of standards (performance and staffing standards) interfaces with other manpower functions, forming a credible basis for deciding manpower and supporting budget justifications.


f.
Requirements Determination.  Manpower requirements are based on the most effective and efficient organization, therefore, they represent the minimum essential numbers of civilian and military positions needed to do valid mission responsibilities.  Tools used in requirements determination include the following:

· MS-3 for functional areas in TDA units where manpower requirements are workload-driven.

· Manpower requirements criteria (MARC) for TOEs with combat support (CS) and combat service support (CSS) functions.

· Manpower surveys and staffing guides are used for organizational or functional areas in a TDA, or in augmentation TDA to MTOE activities where manpower requirements may not be workload-driven, or where standards have not yet been developed, or where unique organizations exist.

2.
Manpower Concepts.

The Army must ensure that all resources are distributed and used to get maximum effectiveness from minimum manpower.  At the same time, it must ensure that an adequate base of trained personnel is available to meet any emergency.  Policies must be flexible.  The international situation, changes in military doctrine, and available resources will all affect policies.

3.
Manpower Relationships.

Management of resources (manpower, funds, materiel, facilities, information, and time) is an ethical and legal responsibility of every member of the total Army.  Commanders and managers must develop in every member an appreciation for the resources made available, together with a commitment for their effective and efficient use.  Also, they should recognize successful efforts to meet that commitment.
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a.
A difficult task facing Army leadership is the Army's force design with its resultant identification of manpower requirements, and the subsequent allocation of limited manpower resources.  The process takes place within the PPBES.  Manpower management must be linked to the programming and development of the force structure.  The force management process develops in detail the design of the Army's elements and its total structure.  The Army's manpower program supports and implements that design.  Manpower management involves obtaining and allocating the manpower spaces required to build the force structure.


b.
Manpower management is associated closely with personnel management.  Therefore, Congress considers personnel dollars and policies when establishing manpower strength limitations.  Army manpower managers identify the human resources needed to carry out their assigned missions and allocate the limited resources approved by Congress.  Manpower managers also evaluate alternate means of providing needed resources and develop policies for using human resources.  Personnel managers on the other hand, deal with the position structure, recruitment, training, development, and assignment of people to fill the positions that manpower managers have established.  Personnel considerations largely govern the Army's ability to meet realistic manpower initiatives.


c.
Finally, manpower and financial management are both integral parts of resource management.  The most common constraint commanders and managers must face is money.  Since manpower costs consume most of the total Army dollars, there is never enough funding available to hire people to meet all requirements.  The funds allocated for civilian personnel must be synchronized with the manpower allocations themselves.  Terms of enlistment, tour lengths, education, promotion, and allowances are examples of Army personnel policies that have an impact on manpower costs.  All serve to complicate the task of determining and making available the spaces to supply the Army with personnel at the desired level of readiness.

4.
Manpower Responsibilities.

The U.S.  Army Training and Doctrine Command (TRADOC) is responsible for the design of Army TOEs.  This includes designing new TOEs and updating the existing ones to show developments in doctrine, tactics, and equipment modernization.  Based on doctrine, TRADOC will identify what a normal unit will do.
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Also, TRADOC will tell a unit what output is expected from the unit to contribute to the mission accomplishment.  After completing the draft TOE, it is always tested and evaluated.  It is also modified if necessary.  It is then forwarded to the Deputy Chief of Staff for Operations and Plans (DCSOPS) at the Department of the Army (DA) for approval.  The DCSOPS will staff the document with all staff agencies at DA.  This is done to ensure that it agrees with the current Army policies, programs, and developments.

Note:
 The TOE reflects the minimum requirements for military personnel.  
       No civilian personnel are shown on the TOE.


a.
The Deputy Chief of Staff for Operations and Plans (DCSOPS) is primarily responsible for managing the planning phase of the Planning, Programing, Budgeting, and Execution System (PPBES).  The DCSOPS does the following:


(1)
Directs the Total Army Analysis (TAA) and the development of the Army's structure, both military and civilian.


(2)
Maintains the DA Master Force according to troop program guidance (TPG), PBG, and unit controls established by the Secretary of the Army.


(3)
Manages TAADS to include final approval of MTOEs, TDAs, mobilization tables of distribution and allowances (MOBTDAs), and augmentation tables of distribution and allowances (AUGTDAs).


(4)
Manages the TOE development system to include final approval of TOEs and TOE changes, and issuance of the Consolidated TOE Update (CTU).


(5)
Operates and maintains the Force Development Integrated Management System (FORDIMS), including TAADS, the Structure and Composition System (SACS), the SAMAS which records the Master Force, and the Army Modernization Information Memorandum (AMIM).


b.
The Deputy Chief of Staff for Personnel (DCSPER) is primarily responsible for programing, allocating, and controlling military and civilian manpower to MACOMs and agencies.  Additional DCSPER responsibilities include:


(1)
Formulating, coordinating, and supervising manpower plans, policies, and procedures.


(2)
Programming, allocating, and controlling all Active Army military and civilian manpower within the approved force structure and within resource levels established by higher authorities.  This excludes civilian manpower in civil works and cemeterial functions at the National Military Cemeteries, Reserve Components (RC) military manpower, contract personnel, and Army Management Headquarters Activities (AMHA).
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(3)
Operating and maintaining the Program and Budget Subsystem (P/BS) in conjunction with the Assistant Secretary of the Army, Financial Management, and the Authorization Subsystem of the FORDIMS (or their successor systems).


(4)
Reviewing, analyzing, and validating manpower requirements documentation to ensure affordability and personnel supportability before approving the documentation.


(5)
Managing all Manpower and Personnel Integration (MANPRINT) activities for the Army Staff.


(6)
Establishing manpower reporting requirements.


(7)
Exercising manpower management responsibility for the Army element portion of:


(a)
Non-defense activities.


(b)
Defense agencies, unified commands, international activities, other joint activities not further assigned.


(8)
Developing policies and criteria governing the use of military and civilian manpower.


(9)
Developing policy for efficient and effective structuring (position management) of civilian positions in TDA organizations.  This includes grade management and control requirements.


(10)
Establishing policy, reviewing, and approving commissioned officer operational flying positions.


(11)
Coordinating functional interservice/agency transfers with applicable service/agency headquarters and obtaining Office of the Secretary of Defense (OSD) manpower adjustments when appropriate.


(12)
Developing general manpower policy and guidance and approving regulations concerning the U.S.  Army Reserve (USAR) military technician program.


(13)
Developing policy for maintenance of the Personnel Management Authorization Document (PMAD).
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(14)
Serving as the Army staff point of contact for manpower related training, force integration training, and approving of manpower-related programs of instruction.


(15)
Validating manpower requirements for MACOM HQ and Army staff field operating agencies (FOAs).


(16)
Providing HQDA direction to the Commander, U.S. Army Force Integration Support Agency (USAFISA).  USAFISA will act as the DCSPER agent for:


(a)
Development of manpower requirements based on MS-3 standards.


(b)
Compliance with manpower management policies and procedures (including position management or internal structure) through the document review process, including approval of section II of TOEs, MTOEs, and TDAs.


(c)
Validation of TAA TDA manpower requirements.


c.
Heads of HQDA agencies do not assign new missions until deciding manpower requirements.  Heads of HQDA agencies are responsible for:

· Identifying and coordinating manpower implications of basic policies and procedures.

· Coordinating changes to policies that they issue.

Before publishing any manpower management actions or requirements, one must coordinate with the Office of the Deputy Chief of Staff for Personnel (ODCSPER).  Specific requirements must be justified.  The DA Program Budget Guidance (PBG) gives the manpower resources.  DA identifies manpower reductions to the major Army commands (MACOMs) within the agency's proponent functional areas to absorb manpower requirements.

Heads of Army staff agencies are responsible for programing and controlling allocated manpower resources.  The Deputy Chief of Staff for Personnel (DCSPER) validates manpower requirements.  The Chief, Staff Management Division, Management Directorate, office of the Chief of Staff, U.S.  Army (OCSA) reviews all requests for additional manpower.  The director of the Army staff is responsible for approving the establishment or elimination of field operating agencies (FOAs) and requests for additional manpower allocations.
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Manpower Requirements Definition.

Required manpower is the minimum number of military and/or civilian personnel required to complete successfully its assigned mission.

6.
Manpower Requirements Documents.

There are two basic types of manpower requirement documents used in the Army.  They are:

· Table of Organization and Equipment (TOE).

· Table of Distribution and Allowance (TDA).

These documents will be described in detail in the discussion that follows.


a.
Table of Organization and Equipment (TOE).  A TOE is a document that prescribes the normal mission, organizational structure, personnel, and equipment requirements for a military unit.  It is also the basis for an authorization document.  TOEs do provide guidance for structuring units and help with standardization.  The TOE shows the minimum requirements for sustained combat operations.  It also displays different levels of organization to help a unit rapidly reorganize when available resources vary.  The TOE normally contains five balanced manpower strength and equipment levels:

Level 1
= 100 percent of minimum-essential combat capability for sustained operation.

Level 2
= Approximately 90 percent of minimum-essential combat capability.

Level 3
= Approximately 80 percent of minimum-essential combat capability.

Type B
= That part of a TOE to be manned with U.S.  soldiers when augmented with foreign nationals.

Cadre
= Minimum requirements to operate the unit in a "caretaker" mode pending assignment of additional manpower upon mobilization.

Units organized at levels 2 and 3 can still conduct combat operations, but with a lesser degree of sustaining capability.

Manpower requirements vary from level 1 to level 3, but equipment levels normally remain the same.  Items of equipment associated with the individual soldier, such as protective masks, rifles, and bayonets are exceptions to this rule.  There are several inputs used to develop the TOE.  Some significant ones include:
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· The Basis-of-Issue-Plan (BOIP).
· The Manpower Requirements Criteria (MARC).
· The Qualitative and Quantitative Personnel Requirements Information (QQPRI).


(1)
A BOIP is a planning document that states the planned placement of new or improved items of equipment and personnel in the TOE's at 100% of wartime requirements.  It reflects quantities of new equipment and Associated Support Items Of Equipment (ASIOE), as well as equipment that is being replaced.  Besides its use for TOE development/revision, HQDA uses it for logistics support and distribution planning for new and improved equipment items entering the Army supply system.


(2)
MARC provides statements of how much manpower is required to do the function.  It also gives data on the specific amount of work done by military personnel in service and support positions in the TOEs.  These criteria include two separate elements:

· Fixed allowances for certain general administrative personnel (executive officers, first sergeants, and personnel service NCOs).

· Variable allowances based on workload factors.  MARC provides feeder data for the development of BOIP and TOE.  It gives the rationale for the existence of support personnel in the TOE.


(3)
The QQPRI is a compilation of organization, doctrinal, training, duty position, and personnel information that accompanies the BOIP as part of the package.  It is used to determine the need to develop or revise military and civilian occupational specialties and to prepare plans for the personnel and training needed to operate and maintain the new or improved item.  The QQPRI is one of the most important documents that drives recruiting and training of personnel for a new or revised system.  These all play a role in organizational design.


b.
Modified Table of Organization and Equipment (MTOE).  MTOEs use the same requirements shown on the TOE.  MTOEs show requirements and authorizations.  The number of authorizations is based on the Authorized Level of Organization (ALO).  The DCSOPS develops the ALO for units and the Chief of Staff approves it.  The ALO reflects the percent of requirements a unit will receive in authorization.  There are various ALO rankings, for example:
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ALO Ranking
Authorization = % of Requirements


1
100%


2
90%


3
80%

If a unit has a requirement of 100 soldiers and the ALO is 1, the authorization will be 100%.  Similarly, if the ALO is 2, the authorization will be 90%.  The authorization will be 80% if the ALO is 3.  If a unit is not assigned an ALO of 1, it is unable to sustain its full wartime mission.  You will find the ALO for a MTOE unit in Section I of the MTOE.


c.
Each TOE and MTOE document contains three sections.


(1)
Section I.  This is the general section and it gives information of a general nature.  Section I includes the mission, organization, capabilities, category, mobility, and equipment policies.


(2)
Section II.  Section II covers personnel allowance and contains information such as the number required and the authorized strengths.  Personnel are identified by grade, branch, and MOS.  In a detailed MTOE, personnel are also identified by paragraph, line, and duty position.


(3)
Section III.  The equipment allowance section gives the allowances of equipment at required and authorized levels of the organization.  The equipment is listed by line item number (LIN) and description.


d.
Authorized Level of Organization (ALO).  This refers to the authorized level of organization contained in the MTOE.  In keeping with the Army policy of standardization, units organized at ALO 1, 2, or 3 will be authorized personnel and equipment to the respective Level 1, 2, or 3 of the base TOE.  The ALO appears as follows:

· ALO 1:  Required TOE 100 % (2 % deviation authorized).

· ALO 2:  Approximately 90 % (2 % deviation authorized).

· ALO 3:  Approximately 80 % (2 % deviation authorized).

· ALO 4:  Approximately 70 %.

· ALO 5:  Approximately 60 %.

· ALO 6:  Approximately 50 %.

· ALO 7:  Approximately 40 %.
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· ALO 8:  Approximately 30 %.

· ALO 9:  Approximately 20 %.

· ALO 0:  Approximately 10 %.

· ALO Z:  Approximately 0 %.

· ALO B:  Type B (From TOE).

· ALO C:  Cadre (From TOE).

· ALO E:  Exception (None of the above).


e.
Allocation of Manpower.  The allocation of manpower refers to personnel management.  This is the process by which available "people" are assigned to MTOEs and TDAs.  The number of dollars available determines how many military and civilian personnel to recruit and train throughout the fiscal year.  This makes the total authorized spaces on TDAs and MTOEs approximately equal to the number of personnel the Army can have in a pay status at the end of the fiscal year.

Units or activities may have an authorization for a soldier, but the individual may not be available within the Army resources.  Because of this unavailability, there is a designation used to allocate the available military manpower.  It is called the Department of the Army Master Priority List (DAMPL).  The DAMPL is the primary prioritization tool of the Army Readiness Management System.  The DAMPL is a rank ordered list of all Army MTOE and TDA units and all non-unit claimants (e.g., war reserve packages).  The rank ordering of the DAMPL is based on the "first to fight, first resourced" idea.  Also shown are specific leadership decisions regarding exceptional cases.  Distributing scarce resources according to the DAMPL allows the Army to best use the readiness value of these resources and to place the shortages where the least risk is involved and where maximum flexibility and time exist to fix resulting shortages.  Each unit or activity is assigned a DAMPL: it may be 1, 2, or 3.  Figure 1-1 shows the significance of the above rankings.

The formula that produces the assignments in figure 1-1 follows:
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[image: image2.png]DAMPL
RANKING Significance

1 Unit/activity will receive a factor of 100%* of
military authorizations if the Army does not
have the correct number and types (Military Occupa-
tional Specialty (MOS), rank, sex, etc.) of mil-
itary personnel.

Unit/activity will receive a factor of 90%* of
military authorization if the Army does not have
the correct number and type of military personnel.

Unit/activity will receive a factor of 80%* of
military authorization if the Army does not have
the correct number and type of military personnel.

* The percentage factors (100%*, 90%*, and 80%*) are used

as coefficients in an equation to decide the actual number

to be assigned. The example below shows how to use the DAMPL
to allocate military personnel when the inventory (avail-
able} of military personnel is less than authorizations.

This situation is called an "MOS Shortage" due to the
inability to recruit and/or train the authorized number of
military personnel.

Assume there are three units with total authorizations of
150 but the Army actually has only 100 military personnel
who have the MOS specified for the 150 authorizations. The
shortage of 50 is not caused by insufficient funds but by
the inability of the Army to recruit and train the correct
(authorized) number.

Unit Authorization DAMPL Ranking of Unit
50 1=100% (Percentages

50 2= 90% are relative
50 3= 80% to shortage.}

Using the DAMPL and a factoring process called the Person-
nel Priority Model, the 100 available military personnel
would be assigned in the manner indicated below:

Unit Authorization DAMPL Assigned
1 50 1 37
2 50 2 33
3 50 3 30





Figure 1-1.  Department of the Army Master Priority List

(DAMPL).
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Units
1
2
3
Total Inventory


100% of x +
90% of x +
80% of x =
100



270% x
=
100



2.7  x
=
100



x
=
37


Unit #1



100% of x
=



1.00 (37)
=  37


Unit #2



90% of x
=



.90 (37) 
=  33.3 = 33


Unit #3



80% of x
=



.80 (37)
=  29.6 = 30


f.
Table of Distribution and Allowance (TDA).  The TDA prescribes the organizational structure for a unit having a support mission for which a TOE does not exist and may include civilian positions.  TDAs are unique in that they are developed based on the type and level of workloads associated with the unit's mission.  Units with similar missions, like U.S.  Army Garrisons, may be organized similarly but may have a substantially different mix and numbers of personnel and equipment authorizations due to differences in the population and composition of the post they support.  At unit level, a TDA is used for the same purposes as an MTOE except for unit status reporting, which is not required of TDA units.  At MACOM and HQDA level, MTOEs and TDAs are used to provide equipment and personnel MOS and grade details for planning, programing, budgeting, and force structuring activities.

7.
Automated Manpower Management Systems.

To understand how the Army gives guidance to the Program Directors and MACOMs, you must understand the automated systems used to program, allocate, and display manpower.  Force planners use them all to evaluate a wide range of design forces.  The systems covered include the following:

· The Army Authorization Document System (TAADS).

· The Basis of Issue Plan (BOIP).

· The Table of Organization and Equipment (TOE).

· The Structure and Manpower Allocation System (SAMAS).

· The Structure and Composition System (SACS).


a.
The Army Authorization Documents System (TAADS).  Every Army unit (Active, Reserve, and Guard) and Army components of other agencies must have an authorization document to show a supportable organizational structure.  Authorization documents state a unit's approved structure and resources and serve as a basis and authority for requisitioning.
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The Army Authorization Documents System (TAADS) supports the development and documentation of authorization documents.

TAADS is a HQDA automated system that contains all unit authorization documents.  It maintains quantitative and qualitative personnel and equipment data for individual units and the entire Army force structure.  TAADS standardizes authorization documents for similar parent units and interfaces with other DA automated systems, such as the SAMAS.  The authorization document data maintained in TAADS are organizational structure and personnel and equipment requirements and authorizations.  Vertical TAADS (VTAADS) and installation TAADS (ITAADS) are standard automated extensions of TAADS at MACOM and installation levels, respectively.


b.
Basis of Issue Plan (BOIP).  The purpose of the BOIP system is to help record, analyze, and approve new equipment in support of the material acquisition process.  The BOIP is directly related to introducing new or improved equipment items.  It states the manpower and equipment requirements associated with the new equipment.  The BOIP not only deals with the primary equipment item, it also lists any other equipment and personnel changes that may be necessary because of the new equipment item.  It will supply the grades, skill levels, and MOSs for all personnel changes.  In addition, the line item number (LIN) for all new equipment items is available.  The BOIP system helps project the requirements for new or improved equipment items, pending their inclusion into a revised or new TOE.  Because of the detail of the BOIP, it can be used to prepare authorization documents.  This can be done while waiting for a new or revised TOE (provided HQDA has approved its use for document preparation).


c.
Table of Organization and Equipment (TOE) File.  The TOE file is an automated record of the equipment and manpower required to fully man each TOE in the Army inventory.  The TOE also has a built-in force continuum to keep track of the approval dates for modifying or replacing a TOE.  An example of this would be the plans for inactivating Honest John Missile Battalions and activating Lance Missile Battalions.  The TOE file does not show the actual authorization in TOE units today, but rather reflects the doctrinal requirements in each TOE unit.


d.
Structure and Manpower Allocation System (SAMAS).  The SAMAS is an automated information system designed to help record, maintain, and retrieve the data necessary for force structuring, planning, and accounting for all units in the Active Army, Reserve Components, and unmanned components.  The SAMAS is a part of the ODCSOPS Force Development Management Information System (FDMIS).  The FDMIS includes the SAMAS, TAADS, the TOE System, and the BOIP System.  The SAMAS is the Army's authoritative record of force structure decisions and gives users force structure planning information.
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Strength data are provided by military identity (officer, warrant, enlisted) and civilian category (direct and indirect hire).  The SAMAS does not contain force structure data at the MOS-and-grade-level detail.

The SAMAS supports development of command plans by the MACOMs, the Troop Action Guidance (TAG) by the USAR, and the Troop Structure Program (TSP) by the ARNG.


e.
Structure and Composition System (SACS).  The SACS is the system used by force managers to decide present and projected manpower requirements to support a given force.  The system is versatile; it can be coupled with TAADS data bases to decide current resource projections.  Also, it can be programed to make changes in resource allocations that are currently shown in either the SAMAS or TAADS data base.  The SACS can be used to evaluate resource requirements for a national or modified force by extracting data from the TOE file and substituting that data for TAADS data.  The SACS can project unknown requirements in gross terms during a period of change by lumping TDA requirements in a national TDA.  It is the system used to do detailed computations of the Program Force and the Budget Force.  The SACS also produces the PERSACS.


f.
Personnel Structure and Composition System (PERSACS).  The PERSACS is the source of current and projected detailed authorization information used by personnel managers at HQDA.  It is prepared quarterly and is based on data contained in TAADS to match the authorized strength from the SAMAS for each unit in the master force.


g.
Personnel Management Authorization Document (PMAD).  In the fast-breaking arena of force modernization, decisions are made on new authorizations that are not included in the PERSACS.  ODCSPER created the PMAD to account for these decisions.  It is the sole acceptable document for MOS/SC and grade authorizations in the ODCSPER community, and is the basis for determining the Army's accessions, training, and distribution of personnel.

Figure 1-2 shows the interrelationship between the Army's automated manpower systems.
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Figure 1-2.  Force Management Process.
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PART A

PRACTICE EXERCISE

The following items will test your grasp of the material covered in part A.  There is only one correct answer for each item.  When you complete the exercise, check your answer with the answer key that follows.  If you answer any item incorrectly, study again that part of part A which contains the portion involved.

1.
Under the Army policy of standardization, units organized at ALO 1, 2, and 3 are allowed an authorized deviation of a certain percentage.  What is the percentage of deviation authorized?

A.
1%.

B.
2%.

C.
4%.

D.
5%.

2.
What document should contain the civilian manpower requirements for units of the Army?

A.
ALO.

B.
TDA.

C.
TOE.

D.
MTOE.

3.
Which document does DA use to recruit, train, and allocate the personnel assets of the Army?

A.
SAMAS.

B.
PMAD.

C.
TAADS.

D.
PERSACS.

4.
Which of the following systems has as its objective the task of providing each Army unit with a basic authorization document showing its personnel and equipment requirements and authorizations?

A.
TDA.

B.
SAMAS.

C.
BOIP.

D.
TAADS.
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5.
Which section of the TOE or MTOE contains information on authorized strengths of personnel?


A.
Section I.


B.
Section II.


C.
Section III.


D.
Section IV.

6.
The TOE normally contains five balanced manpower strength and equipment levels.  Which level equals approximately 80 percent of minimum essential combat capability?


A.
Level 1.


B.
Level 2.


C.
Level 3.


D.
Type B.

7.
Which level equals that part of the TOE to be manned with U.S.  soldiers when augmented with foreign nationals?


A.
Level 1.


B.
Level 2.


C.
Type B.


D.
Cadre.

FI 2030
1-20

PART A

PRACTICE EXERCISE

ANSWER KEY AND FEEDBACK

Item
Correct Answer and Feedback
1.
B.
2%.



ALOs 1, 2, and 3 are allowed a 2% deviation.  (page 1-11, para 6d)

2.
B.
TDA.



The TDA contains all the Army's civilian manpower requirements.  (page 1-14, para 6f)

3.
B.
PMAD.



It provides DCSPER/PERSCOM with the military personnel requirements and authorizations at grade and MOS level of detail for the current budget.  (page 1-16, para 7g)

4.
D.
TAADS.  (page 1-14, para 7a)

5.
B.
Section II.  (page 1-11, para 6c(2))

6.
C.
Level 3.  (page 1-9, para 6a)

7.
C.
Type B.  (page 1-9, para 6a)
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PART B - MANPOWER MANAGEMENT AND THE PLANNING, PROGRAMING,

BUDGETING, AND EXECUTION SYSTEM (PPBES)

Identifying the Army's manpower needs to do its assigned missions is the foundation of manpower management.  An increase in costs must be offset by reductions in other areas.  So we must examine each personnel requirement and decide if we really require it to do the mission.

1.
Force Design.

Force design is the process of determining the number of units by function and type that are required to support a given strategy.  TRADOC proponent schools develop new organizations at the unit reference sheet (URS) level of detail.  This shows personnel strengths at each organizational level and the major equipment items.  New organizational designs are developed to satisfy new concept requirements or to correct current deficiencies contained in the Battlefield Development Plan (BDP).  In either case, a concept is developed that describes unit capabilities and limitations.  The organizational design is normally developed to conform with personnel, equipment, or other constraints imposed by HQ TRADOC or HQDA.  The Combined Arms Combat Developments Activity (CACDA) is the primary Army agency for developing, integrating, and staffing all new force designs.  Proponent TRADOC schools have primary responsibility for developing organizational designs within their proponent areas and submitting these designs to CACDA for approval and integration.  The U.S. Army Logistics Center is responsible for integrating force designs developed by TRADOC logistics schools for those units that provide combat service support to combat and combat support units.  BOIP, QQPRI, and ultimately TOEs are developed to implement approved force designs.  Force designers consider a unit's mission and required capabilities when designing an efficient organizational structure and developing the equipment and personnel requirements.  Resource constraint guidance is considered during force design development to ensure that a unit can do its mission using available resources.

2.
Concept Requirements.

An important process used by the Army leadership to establish force structures is the Total Army Analysis (TAA).  The TAA is a multi-phased force structuring process.  It uses both qualitative and quantitative analysis to generate the necessary tactical support forces and general purpose forces.  These forces will sustain and support the divisional and nondivisional combat forces designated in the Objective Force.  The TAA is on a 4-year cycle and is conducted during even-numbered years.
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Force Integration Analysis (FIA) is conducted during odd-numbered years.  The continuum provided by the combination of the TAA and FIA are the basis for the Army's Program Objective Memorandum (POM) development and establishment of the Program Force.

The product of the TAA and POM processes is the approved force structure for the total Army.  For resource management purposes, it has been divided into components; the Active Army (COMPO 1), the Army National Guard (COMPO 2), the United States Army Reserve (COMPO 3), and unresourced units (COMPO 4).  COMPO 4 units are mostly Combat Service Support (CSS) units.  They are part of the Army's required force structure, but are deliberately unresourced so that available resources can be applied to higher priority peacetime force structure initiatives and other Army programs.

Division force equivalents, theater defense brigades, special theater forces, and general support forces compose the Army's land forces.

3.
Division Force Equivalent (DFE).

A DFE is a fully-structured division with all the necessary support to provide warfighting and sustaining capabilities.  It includes the division and all nondivisional combat, combat support, and combat service support units required to support the division within a theater of operations.  The DFE consists of three increments: a division increment (DI), a nondivisional combat increment (NDCI), and a tactical support increment (TSI).  These increments are notional planning concepts and are not standard organizations.  As such, the DI, NDCI, and the TSI do not consist of any real, numbered Army divisions.  They are theoretical in nature and are used for planning purposes only.  Their composition depends on the type of division supported, the mission, the environment, the tempo of activity, and the total force employed.  Figure 1-3 shows an example of the DFE planning factors.

4.
Reserve Components.

Any unit that can be placed in a Reserve Component will result in a significant manpower and dollar saving.  Units that are on active duty can be examined to decide if they can operate effectively at less than full TOE manpower.

The Individual Ready Reserve manpower pool supplements units operating at reduced manpower levels.  By these and other similar actions, the force is gradually reduced until reaching the planning force level.
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Figure 1-3.  Division Force Equivalent (DFE) Factors.

5.
Programing Process.

The Secretary of Defense (OSD) provides each service with a projection of resources that will be made available to them during the program years.  This is the point where requirements receive resources.  The Program Objective Memorandum (POM) covers the program years for dollars and manpower required to support the force.  The program years normally cover 6 years worth of resources.  For example, in 1990 the program years are 1992 -1997.  At any time there is a notional force in existence for planning purposes, and an actual force the current budget supports.  Changes continuously occur within the forces as priorities and resource constraints change with time.  The tracking of these changes in the force structure is the task of the program directors.

6.
Program Directors.

Within the DA there are 11 program directors for each Future Year Defense Program (FYDP).  There are also sub-program directors for programs that have more than one significant element.  Program directors are responsible for all manpower requirements and recommendations on manpower allocations.  Also, the manpower determinations made by program directors can be related to the defense program.  This accumulation of manpower in each major defense program permits managers to relate allocations to program evaluation groups 
(PEGs), and to evaluate allocations in terms of combat capability and
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readiness.  Military and civilian manpower are aggregated and displayed in this manner for program review and approval.  Program directors serve as the focal point for all actions that increase or decrease the resources available to support their programs.  They also monitor all policy and program changes under consideration by DA staff elements and provide input on resource implications.

7.
Program Objective Memorandum (POM).

Force structuring and determining manpower requirements are essentially completed when the Army submits the POM to OSD.  OSD may or may not modify the submitted program.  Changes are addressed and the program modified during the budget formulation cycle.  After the Army submits the POM, the action passes from the programing to the budgeting phase.  This results in many changes in the responsibility for manpower management.  The Army staff responsibility shifts from the program director to the appropriation directors and Army fund managers.  There is no correlation between program and budget responsibilities.  During program development the DPAE is responsible for parts of the FYDP.  In budget formulation and execution, the Deputy ASA for the Army Budget (DAS) has formal responsibility.

8.
Budgeting-Space Allocation.


a.
Program Budget Guidance (PBCG).  Manpower programs are refined during budget formulation.  This ensures that maximum use is made of each manpower authorization.  Army tasks all major commands and field activities to provide their input on manpower requirements and manpower usage.  This information provides a basis for allocating the limited resource and for justifying manpower needs to the Office of Management and Budget (OMB) and Congress.  Simultaneously, many other actions are taking place that will ultimately be reflected in manpower authorization documents.  An example of a less formal action would be:

· TOE modification.
· TDA updates.
· Temporary Hiring Authorization.

Normally, the Army prepares and distributes the Program Budget Guidance (PBG) in January, May, and October.

The PBG gives resource guidance to subsequent budget/program submissions.  The guidance is a statement of the work-years and dollar amounts that the Army has allotted to commands and agencies.  It includes a statement of the objectives, goals, and workload supported by the programed resources.    
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MACOMs and operating agencies take part in the process by submitting Command Budget Estimates (CBE) to HQDA.  The commands base these budgets on their approved command plans and guidance contained in the PBG.  The CBEs identify resources and include the manpower budget for the budget year.

Appropriations directors at HQDA submit their basic budget requests to the Deputy Assistant Secretary of the Army for the Army Budget (DAB).  It then goes through a review and approval process.  The process begins with presentations to the Program Budget Committee (PBC) and then the Secretary of the Army.  The process ends with submission of the budget requests to the OSD.  In each step of the reviews, manpower allocation is examined and reallocation action is taken where it is needed to meet readiness requirements.  During the PBG, appropriations directors must be sensitive to each change considered or directed.  They must identify manpower implications and initiate actions to reallocate the manpower or to reduce the Army Manpower Program.  Commands and other separate agencies help in the process by submitting a Budget Execution Review (BER) of the current budget.

A BER gives information on current performance.  It cites dollar allocations consistent with changes in current manpower.  The BER also gives requests for changes in current manpower.  These requests also reflect projected resource requirements for future consideration.

In January, the Army issues the PBG based on the President's budget.  It provides revised funding and manpower levels on HQDA staffing and the overall performance of the Army in the first half of the fiscal year.  If the Army didn't meet the manpower restrictions placed on military and civilian authorization by the OSD and Congress, the January PBG will contain the needed corrections to ensure compliance.  You can find the corrections in such documents as are discussed below.


b.
Military Manpower.  The PBG contains the total fiscal year End Strength (ES) and work-years by officer, warrant officer, and enlisted personnel.  Work-years refer to an accounting mechanism to account for fluctuations in manpower strength during the year.  Also listed will be the ES for officer, warrant officer, and enlisted personnel by appropriation and by Operations and Maintenance, Army (OMA) program and subprogram.  Any changes in the ES since the previous PBG are listed by category and identification of the reason for change.


c.
Civilian Manpower.  The PBG identifies the total fiscal year ES by the type of hire and the total work-years.  It also identifies ES by appropriation and OMA programs and subprograms.  Just as with military manpower, changes in the ES for civilians since the previous PBG are listed by category and identification of the reason for change.
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Commands must submit an update of their command plan on a monthly or quarterly basis.  This plan is most useful to program directors preparing POM submissions.  It is also useful to appropriation directors when evaluating planned resource allocations against future programs.

Budget adjustments are made at this time that will enhance implementation of future manpower programs for both military and civilian personnel.  These actions will reduce stress at the affected installation.  Throughout the budget process, appropriation directors have constantly been coordinating with ODCSOPS evaluating manpower changes and how they contribute to readiness.  Since authorizations are never enough to meet requirements, DSCOPS distributes the shortfall in a way that will have the least adverse effect on the capability of Army units to do essential missions.


d.
Civilian Manpower Management.  Civilians account for nearly one-third of the personnel who make up the present Army.  Congress, the Office of Management and Budget (OMB), and OSD have established specific sets of programs for civilian manpower.  DA operates a decentralized civilian personnel system.  Within DA, exercise of civilian manpower controls is part of the manpower management function.  The manpower manager at each echelon of command has staff responsibility to comply with these controls.

Civilian manpower is managed based on workload and funds.  The OMB allocates work-years at a level less than ES.  This level assumes a lag in hiring employees.  HQDA allocates work-years at lower or higher rates to MACOMs and other agencies based on past needs.  Therefore, the allocated work-years are not a ceiling per se, but the funding level for civilian employment.  A shortfall in actual end strengths will not affect future DA work-year allocations since DA uses authorized work-years.  Coordination between the manpower manager, civilian personnel officer, and the installation comptroller will help ensure full use of work-years at operating levels.

8.
Manpower Utilization Policies.

According to Army policy, the primary consideration in using manpower and establishing positions is to carry out successfully the assigned military mission.

The Army's manpower utilization policies include the following:

· All supervisory positions must be determined solely based on the workloads.

· Supervisors should have an optimum span of control, with an absolute minimum of intermediate supervisory positions.

· Always avoid dual staffing.  Dual staffing means having two persons performing duties that can be done by one individual.
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a.
The Use of Male or Female Personnel.  The maximum use of male or female personnel in available positions is a direct indication that available manpower is being used effectively.  The TDA should, whenever possible, designate positions as appropriate for either male or female personnel.


b.
Military Police (MP).  Military Police units cannot be established or maintained to provide honor guards.  Similarly, MP units may not be used exclusively as honor guards when other types of units are available.  Positions in military police units are also not authorized for troop escorts.


c.
Whenever possible, civilian personnel should staff positions dealing with morale, welfare, and recreational activities.  This applies whether they are operated and supported by appropriated or nonappropriated funds.  Some examples of these activities are:

· Athletic facilities.

· Bowling alleys.

· Crafts shops.

· Flying clubs.

· Golf courses.

· Greenhouses.

· Guest houses.

· Museums.

· Parachute clubs.

· Rod and gun clubs.

· Post exchanges.

· Motion picture theaters.

· Commissaries.

Army policy authorizes military positions in these activities for command supervision or executive control.  Military personnel can be used only when local circumstances preclude the use of civilian personnel.

Again, only the minimum number of positions required to do the assigned missions and approved programed workloads will be provided.
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d.
It is also recommended that all overhead positions at training establishments be kept to a minimum level necessary to meet the projected training load.

It is permissible to use units of the strategic Army Forces to support installation functions.  The requirement is that the secondary mission furthers the primary mission.  Also, it must not interfere with their deployment capability.


e.
In general, civilians should be used to the maximum extent, except in TDA positions that require military personnel for reasons of:

· Law.

· Security.

· Maintenance of morale and discipline.

· Specialized training and knowledge.

9.
Summary.

The manpower management process is a most difficult task.  The manpower manager must be acutely aware of the many constraints affecting the manpower management process such as manpower availability, lack of dollars, and many other manpower and personnel policies.  The most common restraint is money, since there is never enough.  Fiscal restraint can be seen in personnel policies that tend to limit the dollars available to provide required manpower.  Terms of enlistment, tour lengths, education, promotion, and allowances will impact heavily on manpower costs.  These all serve to complicate the task of getting an Army that is manned and equipped at the desired level of readiness.
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PART B

PRACTICE EXERCISE

The following items will test your grasp of the material covered in part A.  There is only one correct answer for each item.  When you complete the exercise, check your answer with the answer key that follows.  If you answer any item incorrectly, study again that part of part A which contains the portion involved.

1.
How is the total year ES and work-years in the PBG for military personnel broken out?


A.
By officer and enlisted only.


B.
By officer, warrant officer, and enlisted.


C.
By officer only.


D.
By enlisted only.

2.
What is the name of the planning process used to select the units required to support Army divisions in combat?


A.
Structuring the Force Analysis.


B.
The Total Army Analysis.


C.
The Total Force Analysis.


D.
Division Force Equivalent Analysis.

3.
Normally, when is the Program Budget Guidance (PBG) prepared and distributed?


A.
January, July, and October


B.
January, May, and October.


C.
May and October only.


D.
January, June, and October.

4.
In what document are new organizational designs developed to satisfy new concepts requirements or to correct current deficiencies?


A.
Battlefield Development Plan.


B.
Force Design Plan.


C.
Requirements Plan.


D.
Division Force Equivalent Plan.
5.
To whom does the appropriations director at HQDA submit his basic budget request?


A.
The Secretary of the Army.


B.
The Program Budget Committee.


C.
Secretary of Defense.


D.
Deputy Assistant Secretary of the Army for the Army Budget.
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PART B

PRACTICE EXERCISE

ANSWER KEY AND FEEDBACK

Item
Correct Answer and Feedback
1.
B.
By officer, warrant officer, and enlisted.  (page 1-26, para 8b)

2.
B.
The Total Army Analysis.



It takes the major forces required to support a given scenario and develops the necessary combat support and service.  (page 1-22, para 2)

3.
B.
January, May, and October.  (page 1-25, para 8a)

4.
A.
Battlefield Development Plan.  (page 1-22, para 1)

5.
D.
Deputy Assistant Secretary of the Army for the Army Budget.  (page 1-25, para 8a)
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PART C - METHODS FOR ANALYZING MANPOWER FUNDING PROBLEMS 
AT THE INSTALLATION LEVEL

The Army uses manpower surveys as a basis for preparing, measuring, and evaluating proposed TDA actions and certain MTOE actions.  Manpower surveys provide an on-site means of gathering staffing and workload information.  Information based on manpower surveys is useful in making adjustments to the unit structure of the command.  A survey provides justification for determining changes in manpower requirements resulting from changed missions or workloads.  Manpower surveys result in reports that provide vital data for the development and refinement of staffing guides.

Staffing guides are used to decide the type and quantity of personnel needed to do common functions.  They are helpful in organizing installations and activities.  They are also helpful in preparing the TDA.

Part C instructs you about manpower surveys and the use of staffing guides.  First, we will discuss manpower surveys and second, the use of staffing guides by manpower managers.

Surveying principles are not an exact science.  They have evolved and been proven over many years.  They have been developed using practical experience.  They set policy and serve as guides for both the survey team and the commander concerned with the survey.

1.
Commander's Responsibility.

Every commander shoulders the responsibility for the effective use of manpower.  This principle applies to all levels of supervision or command, despite the rank of the individual involved.  An example of this would be as follows.  A staff sergeant supervising a motor pool at an Army installation would have the same basic responsibility as the commanding officer of the installation in the use of manpower under his supervision/command.  All recommendations must be fully supported by sound information.  All inequities must be avoided.  Commanders, as well as survey team members, must recognize that a specific survey is part of a broader action that will affect the entire field of manpower resources.  Since the commander concerned is responsible for the effective use of manpower, the burden for proving manpower requirements also rests on his shoulders.  The acceptance of this fact by commanders and operating officials will ensure that they provide survey teams with the true picture of manpower use and requirements.  Commanders must justify individually each requirement they recommend.  Survey team members should never approach a survey with their minds made up on what recommendations they will make.  It is both necessary and desirable that the survey team receive command guidance.  But, guidance should not take the form of directing the specific 
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recommendations to make.  This creates an atmosphere of distrust.  Guidance can however, cover such matters as priorities of missions and functions, staffing substitutions, and survey procedure.  This form of guidance leads to a useful product.  On the other hand, predetermined recommendations prevent a valid determination of the manpower actually needed to do a given task.


a.
Disregard Availability of Resources.  Any recommendation concerning manpower requirements must be made without regard to the availability of resources.  Strict adherence to this principle ensures a survey unhampered by interference, prejudice, or bias.  Most importantly, it provides a uniform system for determining the true requirements for personnel.  So, recommendations based on factual information can be compared with the survey reports of other installations based on like standards.


b.
Consideration must be given to the following factors in determining manpower requirements:

· Characteristics and efficiency of the work force.

· Policy.

· Approved missions and functions.

· Workload.

· Past utilization.

· Duplication of functions.

· Contract work-years.

These factors all change from time to time.  The survey team's recommendations must not consider the availability of resources.  Their recommendations should be made based on what is needed rather than what is available.

Recommendations should be based on a logical estimate of what the work load will be in the future.  Periods of peak workloads are not a basis for requirements, neither are workloads below the normal level.

Another factor to consider is determining requirements in terms of the average worker.  Each space is considered on a common basis, without regard for the skills, qualifications, training, or personal characteristics of the previous worker.  The requirements must be based on what can be expected of the average worker.  In the normal distribution of both military and civilian personnel, some are highly capable individuals and some will have limitations.  Still, most will possess average capabilities.

2.
Methods of Approach.

There are many different ways to approach manpower surveys.  They may be approached both in the procedures and degree of the survey.  Experience shows that no one particular method is always successful.  There are four basic methods of approach.  It is generally agreed that a combination of the four be used.
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They are:

· The Functional.

· The Organizational.

· The Positional.

· The Statistical.

Surveys are made up of cross sections of all of these, as well as the compilation and evaluation of quantitative data.


a.
The Functional Approach.  In this method, the actual performance is compared with the required performance.  When approaching the problem functionally, the following questions should be asked:

· Are all the necessary functions being done?

· Is each function being done by a single organizational element or are the functions split?

· How many people do a given function?

· Can the responsibility for doing the function be assigned elsewhere so that the job can be done with fewer people?

When determining personnel requirements, make this comparison: compare the number of people needed to do the work in a decentralized operation with the number that would be required for a centralized operation.  Remember, no matter how the function is split up, it must be fully evaluated by relating what has been done to what must be done.


b.
The Organizational Approach.  The organizational approach requires viewing the operation through the organizational structure.  Again, questions must be asked about the organization, such as:

· Is it simple?

· Is it stable?

· Is it flexible?

· Is it balanced?

· Are the functions properly aligned?

· Is the stated mission accomplished?

Checks also are made to ensure that none of the elements outweighs the others.  The structure is also checked to ensure that it does not lend itself to "Empire Building."
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c.
The Positional Approach.  The positional approach relates established positions to the job to be done.  It is not solely relating skills and the job.  It is relating people as a resource, not as individuals, to the job.  It means weighing the tasks and duties required to complete the workload against the time and personnel required to complete the work.  When you have determined a positive relationship among the tasks, duties, and time required to complete the workload, you will have established the basis for deciding manpower requirements.


d.
The Statistical Approach.  This approach is both quantitative and qualitative in nature.  It views the operation through gathered information that is readily available on survey forms or on data that has been specifically requested or presented.  The statistical approach is best suited for functions producing a directly measurable unit of work.

3.
Depth of Approach.

The extent of how deeply an operation should be examined by the surveying headquarters will be based on the following criteria:

· The scope of the survey.

· The amount of allotted time.

· The composition of the survey team.

Other factors include the size and complexity of the organization being surveyed and how it deviates from the set standards.  The depth of approach may be classified at three different levels, and they are:

· General observation.

· Detailed observation.

· Exhaustive analysis.


a.
General Observation.  All surveys use general observation.  It involves the overall impressions.  It starts from the moment the survey team enters the building, and it ends only when they leave.

General observations may concern the activity as a whole: for example, impressions of efficiency in an office or warehouse, or the maintenance of the landscaping around buildings.  Other impressions may just involve one aspect of the operation.  An example would be the arrangement of furniture and equipment as it relates to the work being done.

General observations may be sufficient to establish manpower requirements for certain small operations.  They must be small, stable, and have a standard organizational element.  An example would be a small element that, once it is determined to be necessary, will obviously require a certain number of people, but will require a detailed study since the minimum manpower requirement should be clear.
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b.
Detailed Observations.  All surveys use the detailed approach in getting the facts about one particular operation.  It could just as easily be called the normal or usual method of finding the facts.  Detailed observation is the conscious scrutiny of a particular operation to decide the manpower requirements of that operation.


c.
Exhaustive Analysis.  This method is used only when there are unusual circumstances to be examined.  Not every survey will use this method.  It is very time consuming.  There is absolutely no reason to use it unless a great savings may result or a problem of great urgency can be solved.  An exhaustive analysis involves the following:

· Detailed observation.

· Study of data.

· Position appraisal.

· Management analysis.

· Performance analysis.

Also, it would include the examination of relationships with other operations, and studies of various methods of improvement studies.

4.
Presurvey Actions.

Manpower surveys involve three distinct but closely related phases.  They are as follows:

· Preparatory or Presurvey Phase.

· On-site Phase.

· Postsurvey Phase.

The actions in each phase will differ according to the type of survey, the location, and the number of individuals involved.  They will follow a general pattern, and there are certain specifics to be done in each instance.  The members of the survey team will do most of the actions.  The results of these actions will have a direct effect on the surveyed activity, as well as on every supervisor in that activity.


a.
The Survey Team.  The team chief is usually the senior military or civilian member of the team.  There .re always exceptions to the rule.  For example, if the senior member is newly assigned or is lacking in experience, he may serve as a team member until he has sufficient knowledge to be the team leader.
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After selecting the members of the survey team, the chief is responsible for organizing the members into a team.  He will then assign areas of responsibility.  There are several factors to be considered in making these assignments.  They include:

· The number of persons authorized or assigned to the surveyed activity.
· The complexity and scope of the missions and operations.
· The organizational structure.
· Known or suspected problem areas.
· The experience and interest of team members.

As a rule, team members will be assigned to areas in which they have expertise and experience.  To prepare for the survey, team members should try to become thoroughly familiar with their specific area of the survey.  Experience will help in the anticipation of problems that may arise on-site.

Another aid to the surveyor who is preparing for a survey is the accumulated knowledge and information to be found in staff sections of his headquarters.


b.
The Survey Directive.  The survey directive is a letter sent to the activity to be surveyed.  It is sent not less than 60 days before the starting date of the survey.  This will give the activity time to gather the necessary data and develop the commander's written comments.  Although there is no prescribed form used for the survey directive, it should include as much information as possible.  In any case, always include the following items:

· References.
· The purpose of the survey.
· The date that the survey will start.
· The estimated time required to conduct the survey.
· The composition of the team and the security clearances of team members.
· Other participating headquarters.
· The "As-of" date for the survey.
· The special information or data required.
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· Special instructions for preparing survey forms.

· The staffing guides to be used.

· The survey team requirements such as clerical assistance, transportation, billets, and office or desk space.

· A statement concerning the means by which information may be sought, such as by letters, electronic media, or the telephone.

· A suspense date for the activity to submit survey forms for the team to review and research.  The suspense date must be at least 15 working days before the actual start of the survey.

After the survey team receives the survey report forms, it will screen the information and examine the following:

· Previous survey reports.

· Command program documents.

· Organization and functional manuals.

· Army regulations about the various activities.

· Required operational reports.

· Manpower Utilization and Requirements Reports (RCS CSFOR-78).

· Inspection reports (IG, GAO, AAA, command maintenance, and similar reports).

· Most recently approved TDA/TOE.

· Contractors.

· Inter/Intra Service Support Agreements.

These are only examples of available sources.  By research, the surveyor will learn of other documents that will be useful in the survey.

Approximately 2 weeks before the survey team's scheduled arrival at the activity, its chief should confirm the arrival date and time by letter or other means.
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5.
On-Site Phase.

All previous planning, scheduling, and research have been in preparation for the on-site phase.  The success of the survey depends on the ability to do this phase efficiently.  The initial impressions created and the results achieved will decide the attitude of the installation personnel.


a.
Orientation.  It is important that the survey team set a good example from the beginning.  Efficient planning and management from day one sets the tone for the survey.  It is also recommended that survey operations start 30 minutes after the normal duty day begins and end 30 minutes before it ends.  This gives personnel time to begin the day's work, and time to clean up any matter at the end of the day.  When an activity operates on more than a 5 day week, this additional time should be used to survey despite the schedule of the team's own headquarters.  This provides the team with better knowledge of the local operation and reduces the time needed for the survey.

When the survey team arrives at the activity, the team chief contacts the manpower manager and arranges to meet the activity commander.  The meeting may take any one of several forms.  The commander will decide this.  He may decide to meet only the team chief.  Also, he will decide who he wants to attend the meeting. 
The proposed survey schedule should be discussed with the installation manpower manager.  Special factors must be considered in establishing the schedule, such as the absence of key personnel and special attention to problem areas.  Schedules should be distributed by the manpower manager.  Figure 1-4 shows a sample installation survey schedule.

Also, the manpower manager should maintain a good liaison with the team chief to affirm the schedule or to advise of adjustments.


b.
Gathering Data On-site.  After this initial meeting, survey team members break off into their assigned areas and gather data.  Each team member is primarily concerned with gathering facts about the specific operations of the installation.  This operational information supplements other data and gives a general picture of the activity.  Fact-finding during the survey can be done through any of the following:

· Personal observation.
· Personal interview.
· Questionnaires.
· Studying records.
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Figure 1-4.  Sample Installation Survey Schedule.

Generally, a team member will study records to prepare for an interview with personnel from the activity.  Interviews with supervisors may provide valuable information concerning:

· Methods of operation.

· How well the supervisor knows his job.

· The supervisor's attitude toward his employees.

· The supervisor's understanding of his operation in relationship to other operations and with the overall mission of the activity.

Interviewing other personnel in the activity will give the surveying team member insight on:

· What they do.

· How they do it.

· Why they do it.

· Training and qualifications.

· Extra duties.

· Ideas for improvement.

· Relationship with others on the job.
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· Level of morale in the activity.

· Back log.

· Overtime.

Personal observations of the activity's personnel, facility, and operations begin upon arrival at the installation.  Each survey member should be alert to the maintenance and state of the physical plant itself.  Throughout the survey, team members should observe certain items carefully.  These items include:

· Processes, working relationships, and physical layouts.

· Conditions of work areas, equipment, and tools.

· Attitude and behavior of personnel.

· Quality of work.

Questionnaires are difficult to prepare and administer.  They may be useful, but manpower surveys seldom use them.

During the survey, team members should talk to each other and to the team chief.  The surveyed activity should guide the surveyors to the area where they are to work, and introduce them to the supervisors.  This establishes a good working relationship for all concerned.

Failure of either the team or the installation personnel to appreciate the role of the manpower management staff can create more friction and opposition than any other single factor.  Manpower managers have much more information immediately available than the team can gather during the survey.  This data will improve the quality of the survey.


c.
Data analysis.  Each team member analyzes the data he has collected and submits his recommendations to the survey team chief.  These recommendations should include the team member's assessment of how much manpower is required to staff the element surveyed.  The team chief and the survey team members examine the recommendations from each team member.

The survey team must ensure against duplicate staffing of similar functions.  The data is further examined to ensure its completeness and adherence to policy and standards.  The team chief then approves the recommendations of each team member.  This way, the individual recommendations become the team's recommendations rather than the conclusion of one individual.  A formal written document presents the team recommendations.

Recommendations must be based on facts and should be brief.  Translating facts into specific recommendations requires judgment and technical knowledge.  Recommendations should be predicated on sufficient detail to give a clear understanding of the rationale and the way they were developed.
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Each team member must close with the operating official of the element surveyed.  The surveyor summarizes the information he has gathered with the operating official.  He also verifies its accuracy and states the team recommendations in detail.  The objective of the closing conference is to provide an information briefing.  Any disagreements concerning the survey or manpower management policies should be addressed during the on-site phase.

The team chief conducts a closing conference with the activity's commander, his deputy, and the manpower manager.  Similarly, this conference is an information briefing and a time to discuss any reclama action.

6.
Post-Survey Action.

The responsible headquarters analyzes and evaluates the completed survey report.  Special attention is given to the reclama, if any.  The manpower manager recommends any qualitative or quantitative changes justified by the reclama.  All interested staff sections of the headquarters review the survey.  Internal staffing is then completed.  The entire survey, including the staff's recommendations, must be approved by the approving authority before it is forwarded to HQDA.

7.
Staffing Guide Use.

The type and number of personnel needed to do common functions can be found in staffing guides.  They are a starting point from which to decide manpower requirements.  Staffing guides can be applied to all levels within the DA.  Generally, staffing guides show the total number of positions required to do a function.  These positions may be either civilian or military.  Statistical data from continental United States (CONUS) operations form the base of the staffing guides.  The primary question staffing guides help to answer is, "How many people does it take to do the job under average conditions in CONUS?"
Staffing guides consist of three main components.  These components include:

· Quantitative information.

· Yardsticks.

· Qualitative information.


a.
Quantitative Information.  The quantitative data provides input to manpower managers on the numbers of personnel required to do common functions.


b.
Yardsticks.  Yardsticks show the best of current manpower utilization practices throughout the Army.  Yardsticks are a guide for assessing manpower requirements and used for functions at specific types of 
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installations and activities.  These requirements are compared with similar functions at other installations and activities.  Yardsticks refer to the number of personnel required to do a specific function.  The yardstick portion of a staffing guide gives the manpower manager a range of numbers that can be applied to specific personnel functions.  Manpower survey teams use yardsticks as a guide to decide the personnel requirements of the various functions being surveyed.  The yardstick portion of a staffing table shows the manpower required by military occupational specialty (MOS), position title, grade, and civilian classification.

Most yardsticks include the following elements:

· Work unit - The yardstick's base is the performance unit.

· Representative workload - The usual range of work found in that area.

· Manpower requirement - The manpower requirement as shown by the workload.

· Interval rate - The rate of increase in staffing between two workloads.

· Military duty position title - The military duty positions considered most descriptive of the duties done.

· Branch - A two-letter code identifies the appropriate officer branch (i.e., AG - Adjutant General's Corps, FC - Finance Corps, etc.)

· MOS code - The code shows the appropriate occupational classification of the position.

· Grade - Some positions show a grade range to reflect variations in responsibility within a given workload.

· Position delineation - This shows the type of personnel that should be used according to Army policy.  Position codes are "M" for military and "C" for civilian.

· Number of positions - The number of positions of each type required, as indicated in the manpower requirement.

· Civilian position job title.
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c.
Qualitative Data.  Qualitative data included in staffing guides refer to:

· Job title.

· MOS code.

· Grade of military positions.

· Classification of information for civilian positions.

Staffing guides do not prescribe or authorize many manpower spades or positions.  They are a point of departure for determining staffing.  The staffing section of a staffing guide has three main parts.  These parts are a function statement, an organization chart, and a staffing table.  The function statement is a brief description of the typical functions of the major element concerned.  The organizational chart represents the typical organization for that activity in CONUS.  The staffing table provides guidance for determining the type and quantity of personnel to staff each organizational element and to do the work within each functional area.  Staffing tables also include yardstick codes that show the relative position of each function in the total function structure.  Yardstick codes also show the interrelationships of functions within an organizational element.

Staffing guides are starting points for determining manpower requirements and provide guidance for determining these numbers.  They represent averages, not absolutes in terms of the numbers of personnel required to do functions under normal operating conditions at a given Army activity.

8.
Summary.

Manpower utilization policies are set so that standards can be maintained regarding the use of manpower and the establishment of positions to execute successfully assigned missions.  Manpower survey principles set policies and serve as guides for both the survey team and the commander concerned with the survey.  All commanders are responsible for the effective use of manpower in the U.S.  Army.  Manpower surveys help prove current manpower requirements, help commanders make manpower recommendations, and decide manpower requirements using several survey methods.  These methods include:

· Functional Approach.

· Organizational Approach.

· Positional Approach.

· Statistical Approach.

A survey may be approached in three levels of depth including general observation, detailed observation, and exhaustive analysis.  Usually, a team conducts a manpower survey.  As a rule, survey team members are assigned to areas in which they have expertise.
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Manpower surveys require much preparation and planning to yield successful results.  Upon arrival at the activity, the team chief contacts the manpower manager.  He arranges for the team chief to meet the commander.  The initial meeting is important to set the pace and environment of the survey.  The survey team chief presents his schedule to the installation manpower manager.

Survey team members break up and go to gather data in their assigned areas.  They gather data by:

· Personal observation.

· Personal interview.

· Questionnaires.

· Studying existing records.

Once each team member has collected an adequate amount of data, he analyzes his information and presents a recommendation to the team chief.  One final team recommendation includes all the individual recommendations.  The survey team conducts closing conferences with the operating officials and the activity's commander.  The survey team forwards its completed survey report to the responsible headquarters for analysis and evaluation.  Internal staffing is completed upon approval of the headquarters reviewing the survey.  The approving authority must approve the entire survey prior to forwarding it to HQDA.

Manpower surveyors use staffing guides to help them decide the type and quantity of personnel required to do a functional activity.  Staffing guides give manpower managers both quantitative and qualitative information concerning manpower requirements.  Yardsticks show the best of current manpower utilization practices throughout the Army.  The yardstick portion of the staffing guide gives a range of numbers that can be applied to personnel required for functional activities within a given installation.
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PART C

PRACTICE EXERCISE

The following items will test your grasp of the material covered in part C.  There is only one correct answer for each item.  When you complete the exercise, check your answer with the answer key that follows.  If you answer any item incorrectly, study again that part of part C which contains the portion involved.

1.
Which of the four "Methods of Approach" relates the established positions to the job to be done?


A.
Statistical.


B.
Positional.


C.
Organizational.


D.
Functional.

2.
Which method compares the actual performance with the required performance?


A.
Statistical.


B.
Positional.


C.
Organizational.


D.
Functional.

3.
What factors should be considered when a survey team is making recommendations regarding the availability of manpower resources?


A.
Periods of peak workloads.


B.
Workloads below the normal level.


C.
What is needed rather than what is available.


D.
The size of the installation budget.

4.
Which of the following is a characteristic of an exhaustive analysis?


A.
It can be used in any circumstance.


B.
It is very time consuming.


C.
It will not solve problems of great urgency.


D.
It will never save large sums of money.
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5.
Which of the following statements best describes the approach a survey team should follow when preparing for a survey?


A.
Solicit command guidance on specific recommendations.


B.
Solicit command guidance on priorities of missions and functions.


C.
Have preconceived recommendations that they will make on contact.


D.
Make all recommendations only after discussing the availability of resources.

6.
What are staffing guides used for?


A.
To find the survey team requirements for surveying a given military activity.


B.
To decide the type and number of personnel needed to do common functions.


C.
To analyze current trends in workload factors at a given military activity.


D.
To prescribe or authorize some manpower spaces or positions.
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PART C

PRACTICE EXERCISE

ANSWER KEY AND FEEDBACK

Item
Correct Answer and Feedback
1.
B.
Positional.  (page 1-36, para 2c)

2.
D.
Functional.  (page 1-35, para 2a)

3.
C.
What is needed rather than what is available.  (page 1-34, para 1b)

4.
B.
It is very time consuming.



It should only be used if a large monetary saving will result.  (page 1-37, para 3c)

5.
B.
Solicit command guidance on priorities of missions and functions.



Also, the survey team can seek guidance on staffing substitutions and survey procedures.  (page 1-34, para 1b)

6.
B.
To decide the type and number of personnel needed to do common functions.  (page 1-43, para 7)
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PART D - DESCRIBE MANPOWER MANAGEMENT PRINCIPLES AND HOW TO USE

THE MANPOWER STAFFING STANDARD SYSTEM (MS-3)

The Army must justify its manpower requirements each year to the Office of the Secretary of Defense (OSD), the Office of Management and Budget (OMB), and Congress.  Due to the increasing emphasis on personnel costs and national manpower resources, requests must be based on a realistic analysis of the work to be done.  Requirements based on manpower staffing standards at the functional and subfunctional level are viewed with higher credibility than those that are not.  The Army has certain standardized requirements to help determine the process.  They include the following:

· The requirements must be compatible with the Planning, Programing, Budgeting, and Execution System (PPBES).

· They must be functionally oriented, to deal with the basic elements of the mission workload and the need for reacting to mission or workload changes.

· They must be validated by an acceptable process to develop credible statements of manpower requirements.

Besides justifying manpower requirements in the budget, a need also exists to provide managers with the tools and data needed to make resource trade-off decisions effectively in the following areas:

· Total resource planning, programing, budgeting, and allocation.

· Reviewing the results in terms of efficiency and effectiveness of mission accomplishment.

· Evaluating decisions to use a particular combination of resources.

1.
Manpower Staffing Standards.

A manpower staffing standard is an expression of the quantitative and qualitative manpower requirements for the performance of a given set of functionally homogeneous tasks at varying levels of workload.  It is normally stated both as a mathematical equation relating required man-hours to workload factors, and in tabular format showing numbers and skills of people required for a range of incremental workload factor values.  Manpower staffing standards are developed at the work center level of functional activity.
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The approach involves breaking down the work unit into component parts that contribute to the completion of the work unit.  The contribution of each element in the unit can then be quantified and weighted.  Then a standard time can be developed for the work unit in a uniform and orderly procedure.  This provides a logical, ordered framework within which an organizational or functional entity can be viewed in a clear, hierarchical perspective.  This framework contributes to the efficiency of standards development.  It is consistent with the aggregating approach used in the PPBES.  It is also a key to the development and use of functionally oriented manpower staffing in the Army.

The manpower staffing standard is a higher order standard than a work unit/detailed standard.  As such, it reflects an aggregation of multiple, detailed standards.  Each of these standards makes a defined and quantified contribution to the work center.  It also contributes to the development of a manpower staffing standard and to the manpower staffing standard itself.  This relationship is significant to the manpower staffing standard system (MS-3).  Existing standards that are of a lower order than the proposed standard become candidates for use in the manpower staffing standard development.  This will reduce the actual measurement workload for the manpower staffing standard development team.  When lower order standards do not exist, measurement of lower ordered work units can produce standards and data of the type and level needed for productivity measurement, performance evaluation, and related uses that require lower order tools.  Overall, there should exist an order of standards that parallels the order of work units, both of which are associated with the level of functional aggregation.  A correlation does exist between the standards and the functional levels, and there are successively higher orders of standards for each higher level of aggregation.

Figure 1-5 shows the orders of standards related to the MS-3.  It also shows the functional activity levels to which they generally apply.

2.
Classification of Manpower Staffing Standards.

There are two classifications of manpower staffing standards established for MS-3.  The difference between the two relates primarily to the data used to compute a standard.  Secondly, but significantly, they relate to the difference in study effort required for each.  A clear trade-off exists between precision and economy.  This must be considered on a case-by-case basis.  This helps decide the type of standard best suited for development at any given time.  Sometimes, a preliminary study may prompt a decision to develop a less precise type standard.
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Figure 1-5.  Pertinent Orders of Standards and Associated

Level of Function Aggregation from Higher to Lower.


a.
Type I.  This standard is developed using collected data measured to the desired level of detail.  The main characteristic of the Type I standard is that the developer prescribes, measures, and controls the level of information to be used.  Type I standards require a full-scale use of the three-phase, standards development procedures, including a full measurement phase.


b.
Type II.  This standard uses validated, existing statistical data.  The main characteristic of this type of standard is that the developer uses data already available to develop a standard.  The Type II standard is best suited for activities that cannot feasibly be accurately measured or for which the requirements change frequently.  The standard may be built from an abbreviated preliminary phase.


c.
Requirements.  The relationship between manpower and workload gives the most credible statement of manpower requirements.  When standards are not available or development is unfeasible, other techniques are used to set manpower requirement levels.  Some of those most commonly used to supplement manpower staffing standards in the Army are as, staffing criteria and surveys.
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(1)
Staffing Criteria.  Established rules have been developed to express manpower allowed over a set range of workload.  They are used to estimate manpower requirements where development of manpower staffing standards is not practical or economically feasible.  These estimates express requirements from experience or from a historical standpoint.  They are best suited for use when the lack of experience with new equipment or with a system makes normal standards development infeasible.  Another reason would be the approaching phase-out of equipment.


(2)
Surveys.  These requirements are for organizational or functional areas not suitable to manpower staffing standards (for example, headquarters activities or functions that are not workload driven).  They are also used for rules that are decided on a case-by-case basis.  In these situations, the types of analyses inherent in manpower and management surveys are used.


d.
Peacetime Versus Wartime Manpower Staffing Standards.  To get maximum use, manpower standards should express requirements in terms of both manpower and work-years for a given work range or capability.  They should be suitable to peacetime, wartime, and mobilization environments.  Many similarities exist between the peacetime and wartime operations requirements analysis.  However, the uncertainty of wartime operations requires flexibility and added consideration during standards development.  This requires assessing the ability of a standard to reflect accurately wartime requirements.

The wartime requirement should be based on the most manpower-intensive scenario available in Army war plans.  In this context, peacetime policy directives can be reviewed for wartime applicability.  Also, they can be reviewed for how they relate to current policy in war and mobilization plans.  Whenever a functional category or task of work has not been addressed, the functional proponent must decide the necessity of that work during war.  Responsibilities that apply only during war must also be identified.

Since applicable historical data may be extremely limited, the method of developing and measuring work required in wartime will be based primarily on any evaluations of a function's:

· Documentation in wartime manpower planning.

· Wartime role and operating conditions.

· Change between peacetime and wartime operations.

· Detailed specification of wartime tasks.

· Mobilization exercise after-action-reports.

The requirements determination for a wartime environment is usually developed using the functional proponents approved wartime guidance.  Based on this guidance, you would establish
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whether the work center description does not change under wartime conditions.  Whether or not the work center description changes under wartime conditions, apply the projected wartime workload against the peacetime standard and adjust requirements consistent with the extended workweek prescribed for the condition (for example, 6-day workweek or 7-day workweek and location).  If the work center description does change under wartime conditions, compare the wartime and peacetime tasks and categorize them as follows:

· Peacetime only tasks.

· Wartime only tasks.

· Peacetime tasks that are needed in wartime but will undergo a change in level of service, frequency, accomplishment time, or procedures in a wartime environment.

Based on these categories of tasks, work center descriptions will be structured to recognize the difference between wartime and peacetime.  It may be necessary to develop separate peacetime manpower staffing standards for work centers with different levels of wartime involvement.  Another way to deal with the situation is to use modular equations.  These also are used to treat independent work based on operating concept and/or location.


e.
Functional Approach.  The principal function of manpower management is the efficient and effective use of Army manpower by using industrial engineering techniques.  The Army uses MS-3 to standardize manpower requirements for functional activities.  This functional approach relates requirements to workloads and is the basis for credible and effective distribution of Army manpower resources.

3.
Development and Maintenance of Standards.

The Army builds manpower staffing standards on the premise of commonality within functions.  Functional directives, comparable equipment, and similar facilities tend to standardize work so that manpower staffing standards can be built for use at more than one location.  If there are great differences in missions, policies, equipment, or facilities, a separate standard may be needed for a specific location or for a group of locations.


a.
Standards are normally developed by doing detailed work measurement studies or by using statistical analysis of historical data.  Although uniform MS-3 procedures and guidance are available in Army regulations, commands and agencies are encouraged to explore new and innovative techniques in the standards development process.  To assure consideration of new techniques for improving the system, a request for a waiver must
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be submitted before they can be used.  All MS-3 personnel must participate fully with HQDA, Commander, U.S.  Army Force Integration Support Agency (USAFISA), and command functional officials to make sure that current procedures are essential, standardized, and cost effective.  This is a basic part of the study.  It gives the functional manager an improved and productive mission performance capability.  When work environment recommendations are approved, they are implemented prior to work measurement to produce valid manpower staffing standards.


b.
MS-3 maintenance efforts should begin with the completion of a new standard and continue throughout the life of the standard.  Studies must be designed so that the resulting standards can be easily revised.  It involves a study based on the "building block" approach.  The procedures used must be designed to identify any needed changes as the systems evolve and the missions change.  Depending on the type of change, it may be necessary to update the standard by measuring all or part of the function again.


c.
Productivity Improvement.  During the preliminary phase of a manpower staffing standard study, MS-3 personnel must make every effort to improve the efficiency and effectiveness of functional activities.

Recommended improvement techniques include the following:

· Organizational analysis.

· Layout analysis.

· Work distribution analysis.

· Work simplification.

· Systems and procedures analysis.

· Flow process charting.

· Flow and string diagrams.

· Linear responsibility charting.

· Shift profile analysis.

It is also recommended that improvements made feasible by more efficient equipment and improved facilities be aggressively pursued.

When improvements apply to a single location and can be immediately implemented within the existing system, MS-3 personnel will make every effort to have the improvements implemented prior to work measurement.  These improvements do not require documentation in study development plans.

Any improvements that relate to policy and procedure, or those that apply to more than one installation must be fully documented in study development plans.  As a rule, these kinds of improvements can be implemented within existing constraints.  They will also require intervention of the functional proponent at the appropriate level.  Again, these should all begin before work measurement.
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There are some improvements that require planning, programing, and budgeting to get better equipment and facilities.  These long-range plans must be fully documented and supported by a cost benefit analysis.  All approved recommendations are integrated into the planning, programing, and budgeting system.  No work measurements are delayed while waiting implementation of long-range improvements.  A standards maintenance effort should be scheduled after making improvements, if significant manpower savings are shown.

4.
The Manpower Staffing Standards Development Concept.
Developing standards through studies requires using a team concept and a phased approach.  A study may cover one or more manpower staffing standards, but is always limited to a specific function or subfunction.  The phased approach parallels the traditional steps in standards development such as:

· Define what the standard will cover.

· Measure the work and collect essential data.

· Compute the standard from the results.

The paralleling phases are as follows:

· Preliminary.

· Measurement.

· Computation.

· Application and maintenance.

Note: Each of these phases will be discussed in detail later in the lesson.

Although the procedures for each phase focuses on standards development, many of the principles, policies, and guidelines can be applied to the development of manpower criteria.

Characteristics of the manpower staffing standards development concept are as follows:

· The use of measured inputs and outputs, obtained from sample locations.

· The establishment of a defined statistical relationship between required work center man-hours and the amount of workload factors that represents the effort required in the work center.
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· The use of an integrated team approach to insure the inclusion of both trained work measurements, and reliance on the continued input from the functional representative for the function being studied.

· The use of detailed, standardized procedures in all manpower staffing standards development, both Army common and command-unique.

5.
Lead Team Concept.

One designated team carries out the major responsibility and plays the lead role in the study.

The idea applies equally to large teams organized into subteams or elements.  Then, one element will function in the capacity of lead team.  The lead team will operate in the following manner:

· Do the preliminary work.

· Develop the measurement plan for the study.

· Guide the participating input teams in the measurement phase.

· Compute the final manpower staffing standards.

All commands should use the lead team idea whenever such action will reduce the cost and speed the development of standards.  When only one team is involved in a study, that team has the duties of a lead team as well as input responsibilities.

As stated earlier, the preliminary phase is used to:

· Set up liaison between study participants.

· Gather information that concerns the function to be studied.

· Decide how to build the standards.


a.
Team Functions and Relations.  The initial contact should follow the authority of the chain of command.  The team leader begins with the prime commander or functional manager, then works with the subordinate commanders and supervisors of each lower organizational element before making any other contact in the element.  When the team is through with its work, it reverses the process.  Sometimes the team uses a liaison official as a communications link between the team and the function.  This practice generally improves relationships between operating personnel and speeds up coordination.


b.
Becoming Familiar with the Function.  The lead team is responsible for conducting the research into directives on organizational placement, on the mission, and on the internal organization of the function.  It should include a cross check of the following:
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· Work instructions.

· Local procedures.

· Headquarters directives.

The objective of this research is to become familiar with the function under study and find management improvements.

Close liaison will greatly help these efforts.  If procedural changes are found and approved by the commander, they should be done before work measurement.

The lead team must review all available standards to see if new standards can be built from the data.  They will also review internal work measurement programs and management information systems.  If time and labor standards are based on time study or work sampling, the team should try to change the data into manpower staffing standards.

6.
Preliminary Phase.

During the preliminary phase the team plans the study.  Conduct of this phase is critical because the material success of the next two phases depends on its Quality.  During the preliminary phase, the team's objectives are to: become thoroughly familiar with the functional area; formulate a study development plan and a measurement plan; test the measurement plan; and prepare thoroughly for the measurement phase.

The following information shows the complete preliminary process used in a study designed to produce manpower staffing standards.  Other studies may use fewer actions.  Still, all issues critical to properly determining manpower requirements are looked at in the preliminary phase.  The detailed preliminary phase also covers coordinating these actions with the appropriate functional proponent.  Specific requirements of a preliminary phase are:

· Analyze the organization.  Methods for analysis include flow charts, Program Evaluation Review Technique (PERT) charts, and input-process-output.  This analysis is important for use in preparing the work center description (WCD), the manpower staffing standards system measurement plan (MEAS-PLAN), and the statement of conditions.

· Identify management improvements that should be implemented before work measurement.

· Select work centers to study.

· Select the study approach.
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· Select measurement location.

· Identify work units and potential workload factors.

· Identify significant standards of operations.

· Develop work center descriptions.

· Identify and install, where required, a work count system.

· Plan a method to decide skill and grade distribution requirements.

· Develop a manpower staffing standards study development plan.

· Develop a manpower staffing standards study measurement plan.


a.
Selecting the Functional Area of Study.  A detailed analysis and research will provide study personnel with the information required to divide the function under study into specific work centers.  The work center represents groups of related job responsibilities and tasks that people do who work together.  Logically defined work centers are not always economical.  Therefore, they can be combined or divided for work measurement purposes if an economical and accurate standard will result.

An organization with small work centers might have excessive overspecialization.  This will point to additional unnecessary requirements when applying the manpower staffing standards.

Examples of functions where work center consolidation would be appropriate are section or unit level activities grouped under branch level activities.  Another example would be several work centers manned with personnel of the same MOS/series.  On the other hand, a few large work centers could be too generalized.  Underspecialization may result in job dilution such as when highly skilled employees perform lower skilled work.

Another advantage of a work center is its ability to produce an output that can be measured by one or more factors or indexes.  The broader the factors, the more tasks that can be put together in the work center.

Note:
It is important that the work center identification process address the potential post-measurement impact.  This will ensure that the standards application will not create implementation problems.
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b.
Selecting the Study Approach.  The objective for doing extensive preliminary planning is to guarantee that the correct types of data will be economically and efficiently obtained during the measurement phase.  The detail of a preliminary phase for type I standards is based on factors such as:

· Manpower staffing standards.  The type of manpower staffing standards to be built needs more preliminary work than staffing pattern analysis.  Operational audit work measurement would be an example.

· Previous functional studies.  These could give information that otherwise would have to be gained through a detailed preliminary process.

· The complexity of the function.  A more complex function may need much research to design properly a measurement plan.

· Functional characteristics.  The size of a function, the number of authorizations, or the diversity of locations may dictate the level of effort needed for developing a standard.

· The stability of the function.  An agency or function subject to frequent reorganization, great changes in workload, or shifts in responsibilities may not warrant a long-term, costly study.

· Cost-effectiveness of the study.  Review ways to keep the study costs low but consistent with an acceptable level of accuracy and confidence.

When selecting the type of standard to predict accurately the manpower requirements for a work center, consider the following factors:

· The degree of standardization in organization procedures, equipment, and layout in the function.  The less commonality throughout the function, the less chance of success in an attempt to build a manpower staffing standard.

· The feasibility of adopting other command/service standards instead of developing an entirely new standard needs to be looked at.  If a cross-utilization of standards is thought to be feasible, an analysis of the available standards should determine if modifications are needed.
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c.
Selecting the Appropriate Measurement Method.  Once the team has selected the type of standard to be developed, it must decide which measurement method can produce the data to satisfy its statistical requirements.

Methods or combinations of methods that economically give an accurate standard should be chosen, but economy and accuracy seldom go hand-in-hand.  You should weigh the benefits of the precise and detailed measurement methods, such as time study against the economies of work sampling.

After developing the work center description, recheck the measurement method that was used.  Analyze each activity in the description referring to the measurement method selected.


d.
Selecting Measurement Locations.  The lead team, after consultation with USAFISA and the participating commands, is responsible for selecting measurement locations for Army common standard studies.  Commands and agencies are responsible for selecting measurements locations for their own command-unique standard studies.  Whether it is an Army common or command standard, you must do the following:

· Identify all the locations at which the work center standard will apply.

· From each such population, select a sample that will reflect a representative distribution of the range of work center sizes and the range of workload volumes.  Figure 1-6 shows the table used to decide the minimum and maximum number of input locations.


1-61
FI 2030

[image: image7.png]Total Work Minimum Number Maximum Number
Center Locations to be Measured to be Measured

ALL ALL
4
5
6
7
9
10
20%
10 20%
and more 10% 20%

This table should be applied to the total universe.
Applying this table to each MACOM produces an unhaccept-
able study cost and length. Exceptions to this table
should be submitted to USAFISA before submitting the
MEAS-PLAN for approval.





Figure 1-6.  Minimum and Maximum Number of Locations to be

Measured.

7.
The Work Center Description Process.


a.
This pertains to the tasks done after completing the study planning.  After identifying the work centers, a detailed description of their activities can be developed.  A major reason for doing this is to simplify subsequent work measurements.  The work center description (WCD) presents a picture of the work center responsibilities in a descending order of work units, specific work categories, tasks and subtasks.  It also can be structured to identify a specific start or stop point and precisely define the standard procedure for doing the activity in understandable terms such as:


(1)
Categories.  These are the major subdivisions of the work center description.  They describe groupings of tasks that are done in combination in order to meet major mission responsibilities.


(2)
Tasks.  Tasks are simply the major parts of categories.


(3)
Subtasks.  These are further subdivisions of detailed task amplification.


(4)
Elements.  These result from dividing subtasks.
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Figure 1-7 shows how each successive level in the pyramidal relationship is a breakout of the next higher level.  The degree of detail also increases with each subdivision of the mission.  Increasing the detail will help in accurate measurement.
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Figure 1-7.  Components of a Work Center Mission.


b.
Descriptions that are purposely broad and cover too many locations decrease the chances of accurate measurement.  Errors are more common when the WCD does not group duties and responsibilities as they exist.  It is a fact that work not correctly identified stands little chance of being correctly measured.


(1)
Resolving duties into even finer detail can become counterproductive when the descriptions cover highly variable work activities.


(2)
Management, research, and problem-solving activities may follow different steps that can only be described in general terms.


(3)
If over-refining takes place, the dividing line between task, subtask, and element may become impossible to establish.  Separating such over-refined duties can lead to arbitrary divisions of time that may later be judged to be in error during the data analysis phase.

Figure 1-8 shows a condensed, hypothetical example of a detailed analysis extending through basic motions.  You may not need this amount of detail.  But, it shows that, when needed, an analysis can be carried to a very fine degree.  When activities are correctly arrayed, potential variable activities become easier to identify for analysis during the computation phase.
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Figure 1-8.  Detailed Example of a Transportation

Function Mission.

8.
Classifying Work Center Assigned Time.

As detailed activity analysis progresses, you will notice that some activities the work center does cannot be directly tied to one of its assigned missions.  An example of this would be an activity required of all Army personnel regardless of the work center.  Another example would be activities that are necessary because of the nature of the work environment.

It is important to understand all of the activity classifications for which assigned time can be expended.  This ensures that you correctly account for the man-hours required to do a work center's mission during the measurement phase.

Figure 1-9 shows time classifications.
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Figure 1-9.  Time Classifications.

9.
Defining Direct and Indirect Categories of Productive Work.

The categories or work taken from an activity analysis includes activities necessary to do the work center mission.  The number of categories depends on the scope and diversity of the work center's responsibilities.  They are also structured so they can be allied with either a major work unit or an MOS/series.  When you identify work units with a specific category, you get a better analysis during the computation phase.  It also aids in developing multivariate standards when a single factor manpower relationship cannot be set up.

Developing categories linked to a specific MOS/series makes skill and grade determinations easier during the standards computation phase.  But caution is advised when putting work into categories around MOS/series.  This is because it will not always give the same categories as those structured around the work unit.  When conflicts arise, categorization around the work unit is preferred.
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During the work description process, not all locations may do certain work.  Treat this work as follows: 

· When you anticipate using similar workload factors and a certain category describes the activities associated with a similar item, you include this type of work in the basic WCD.

· In all other cases, list the "Peculiar" categories of work on a separate WCD for possible treatment as an exception, such as special requirements due to location or tenant support demands.  The difference must be significant enough to make using a single standard impractical.

Categories are grouped and classified as direct and indirect in the WCD.

10.
Classification Rules.

The category a task belongs in can vary depending on the mission of the work center.  Proper categorization for direct categories will, usually, be based on the analyst's judgment and knowledge of the work center.  But there are activities for which Army-wide classification rules have been established.

11.
Nonproductive Accountable Time.

Certain activities or conditions will affect the time needed to do required productive tasks.  These activities or conditions do not result in productive work being done but cause task time to be increased.  This category of time is nonproductive time, and must be identified during the preliminary phase.  It then can be analyzed during the measurement phase.

The WCD does not include statements of nonproductive time.  Nonproductive time is:

· Personal.

· Fatigue.

· Unavoidable delay.

These allow the worker to take care of personal needs.  They also allow the worker to make adjustments for fatigue resulting from the nature of the work.  Nonproductive time accounts for delays resulting from situations outside the worker's control.  An example would be a delay waiting for authorized transportation.


a.
Idle Time.  This category includes time spent by a worker in an avoidable delay status.  It also includes time when the worker does unnecessary work when required work is available.

· This category does not include time for personnel, fatigue, and unavoidable delay.

· No manpower standard includes idle time.
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b.
Standby Time.  This is time spent in a ready status to do work though no work is available.  This time can be classified as standby only when its existence is essential to doing the mission.


c.
On-call Time.  This is time an off-duty worker is available at a prearranged location, other than the work center, and can be reached by telephone or other means.

When work center personnel must do authorized work and cannot hold it over to the next duty day, then credit the work center with the actual productive time used.  The travel time to get to and from the job site is also credited to the work center.

This productive time and travel time are credited to the specific tasks in the WCD.  Examples of "On-call time" include the following:

· A photographer who must take photos after duty hours.

· A maintenance specialist who infrequently repairs or replaces a critical item of equipment.

· An information officer who responds to local press inquiries upon notification.

The time these individuals spend waiting for a call is not measured or included in the manpower standard.

12.
Identifying Potential Effects of Borrowed Time, Loaned Time, and Overtime.


a.
Personnel assigned outside the work center provide borrowed time when they do productive work within the center.  Include the man-hours that support the effort in the standards development process under the appropriate work center task.


b.
Work center personnel use loan time when doing work that is the responsibility of another function.  The man-hours loaned to another function cannot be-included in the manpower staffing standard of the loaning work center.  An example of loaned time would be mowing the grass around an office building.  The facilities engineer is responsible for this, but, if the installation commander decides that the people occupying the building should mow the grass, the man-hours spent doing it are considered loaned to the facilities engineer.  Any manpower staffing standards for the building occupants does not consider this loaned time.


c.
Overtime.  Overtime is time worked in excess of the regular schedule duty hours.  It must be used to do productive work and cannot be offset by supervisor compensatory time.  The need for overtime is analyzed and validated during the preliminary phase.  Official time and attendance records are the principal source of information.  If overtime is a continual requirement, the work center must document enough data for measurement.  The work center task times include validated overtime.
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d.
Nonavailable Time.  Work center personnel generate this time when they take part in activities directed, recognized, or approved by the Army that render them unavailable for assigned primary duties.

Nonavailable activities include:

· Leave.

· Medical.

· Training.

· Organizational duties.

· Permanent Change of Station (PCS) and orientation related activities.

· Other, miscellaneous activities.

Nonavailable activities that have been measured Army-wide are included in the man-hours availability factors.  Activities included in this classification of nonavailable time are not included in the WCD.  The work sampling method measures them.  Since the work sampling method must account for all man-hours expended in a work center, a nonavailable category must be established and sampled.  The resulting nonavailable time is not included with the man-hours used to construct the work center manpower staffing standards.

13.
Identifying Significant Standards of Operation.

When developing a work center description, you must identify the variances in standards of operation that give inappropriate standards of service.  To improve the identification and costing process give, in detail, the significant standards of operation that have an impact on manpower requirements.  Examples include:

· Minimum response rates.

· Minimum manpower levels.

· Standardized crew complements.

· Safety considerations.

· Equipment turnaround times.

· Length of waiting periods.

· Various task frequencies.

· Levels of back log.

· Hours of operation.

These levels of service should all be analyzed to find their relationship to man-hour expenditures.  The selection of appropriate service requirements is based on functional proponent and study team analysis.
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14.
Determining Grade and Skill Requirements.

The problem of determining work center grades and skills is addressed during the preliminary phase.  After evaluating various alternatives, you should choose a method for selecting the grade and skill mix that is appropriate to the work center environment.  If you select an alternate method, document it in the input instructions for the measurement plan.

15.
Preparing Work Center Descriptions.

All task, subtask, and element titles must be clearly stated in terms that readily support a work count.  Historical data is the best support for a work count that is easily available at all measurement locations.  The task, subtask, and element are stated in single unit form.  This improves the chances of getting accurate unit times and frequencies at the time of measurement.  If titles are vague or written in plural form, the chances of error increase, and in turn, subsequent analysis of the data becomes much more difficult.

Listed below are some examples of acceptable and unacceptable task titles:


Acceptable
Unacceptable


Types letter
Types letters


Inspects facility
Perform facility inspections


Attends meeting
Monitor activities


Prepares Report No.  A
Prepare reports


Repairs pump
Repair pump


Takes sample
Take samples

16.
Workload Identification.

We will now discuss how to identify work units and potential workload factors.  An understanding of these is important because events that take place in the computation phase depend on workload data accuracy.


a.
Identifying Work Units.  Study the work center activity structure to identify significant processes and the output products or unit of production for each order of work activity in the work center.  This leads to a hierarchical structure of work units, sets the stage for picking potential workload factors, and identifies work units for which standards or production data would be useful in productivity measurement, work planning, and performance evaluation.

Where feasible, identify work units for each direct category of the work center description.  If measurement is at the task or subtask level, identify work units for each task or subtask.
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This allows a good look at like-category time variances during the first steps of the computation phase.  The following items apply to work unit selection.  To be of maximum use, work units should be:

· Directly related to the time and effort spent on the associated activity.

· Economical and convenient to report and use.

· Mutually exclusive to preclude any item from being counted twice.

· Open to an audit, so that accuracy can be verified.

· Easily understood by those who plan, schedule, and control the work.

· Readily identifiable when produced.

· Individually standardized in terms of procedures needed for accomplishment.

The most important characteristic of a work unit is that it must define a specific amount of work.


b.
Identifying Potential Workload Factors.  An ideal workload factor has two significant attributes.  The first is the manpower requirements to the extent that any change in the value of a factor also changes the man-hours required to do the work.  The second is that the value of the factor can be predicted for the future which makes the standard useful as a programing tool.

You can usually learn the predictability during the preliminary phase by studying available information.  Reliability is more difficult because accurate data for analysis is rarely available in the early part of the study.

The problem that goes with determining relationships between work units and man-hours is less severe where there are existing resource management systems, output measurement programs, or management information systems.  This information can help study personnel pick workload factors.


(1)
First, identify work generator type factors.  Some examples are the number of vehicles assigned, monthly flying hours, or military population served.  These examples all have the advantage of being highly programmable.  Secondly, refer to work units identified during the analysis of input to the work center.  Specify the internal or production type workload factors, such as an engine overhauled, a vehicle repaired, an 
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item issued, or a form processed.  Then, prepare a list containing potential workload factors identified from the above procedures.  List them in the order of development.  Leave out any that are not easily identified or counted and any internal ones that are relatively insignificant.  During the measurement phase, collect the count for the rest.  The final list of potential workload factors uses terms that give actual experience and not the programed workload.  For example, use "assigned strength," not "authorized strength for population factors." Use actual workload experience for man-hours and workloads to see if a true relationship exists.


(2)
Obtain the following information for the selected workload factors.  Apply the format to work units as well.


(a)
Title.  You must identify what is to be counted, and use the singular form; "Vehicle repaired," not "Vehicles repaired."

(b)
Definition.  Define the count in precise terms.  Tell exactly what is to be left in or left out from the count.  Vague definitions are just not good enough.


(c)
Source Count.  Identify the source where you got the count.  This includes the report number and title and column(s) number or title.  Because the format of the source may change, include the date or edition of the report where applicable.


(d)
Rationale.  This should include the reasons you selected the work units and work factors.

17.
Planning a Work Count System.

List work units and potential workload factors that need a work count.  During this phase, decide which existing management reporting or information systems adequately support these items.  Local compliance with reporting instructions is necessary if using existing systems.  Ensure that required items are reported in defined form and for a compatible period.  When the reported information differs only slightly from what you need, then you should work with the functional proponent to decide on changes.  You should not set up additional systems unless they are necessary to standard development.

The following actions will help you get usable and accurate work counts.

· Clearly define a unit work count.

· Set up the source count, or the point in a process at which a unit of work count results.
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· Ensure that the frequency of count reporting is compatible with, or adjustable to, the measurement period's anticipated length.  This is very important if using the work sampling method.

· Set up safeguards that minimize the possibility of a duplicate or missed count.  An example of this would be a random external audit of the workload reports.

Whenever possible, the work count procedures should call for a minimum of 6 months historical data.  This is besides the daily or short-term counts to be made during the measurement phase.  Historical data is more valuable later in the computation phase, after evaluating the measurement period.  Take care not to mix data that contain very different modes of operation.

18.
Manpower Staffing Standards Study Plan Development.

The study development plan (SDP) is the first of two planning documents prepared during the preliminary phase.  The SDP is formulated to address study considerations for all or part of a function, or work center.  It focuses on defining the scope and objectives of a proposed study, outlines a plan of action, and identifies associated resource requirements.  The SDP serves to:

· Provide the framework for the conduct of a manpower staffing standards development study.

· Provide study planning information with which to refine the initial budgeting and scheduling estimates for follow-on standards development efforts.

The thoroughness of the preliminary research and analysis and the accuracy of resource estimates will affect the realistic attainment of the standards development schedules.  The development team should include in the plan all relevant information and appraisals of its effect.  The more complete the study development plan the easier should be the balance of the preliminary phase.

The basic information in the SDP should address the following:

· Who does the function? Which commands are involved and who is the functional manager?

· Of what does the mission, function, or work center consist?

· What is produced or what generates the workload?
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· How standardized is the function? How significantly will a forthcoming reorganization or procedural and equipment change affect the function?

· What measurement approach should be used? How extensively can Army common or other command unique manpower staffing standard(s) or those of other services be used?

· What significant standard of operation, policy, or procedural issues must be addressed before completion of the preliminary analysis?

· What major areas for potential management improvements should be addressed before standards development?

· What resources are required to complete each phase of the follow-on standards development effort?

· What are the estimates of potential work units, per accomplishment times, and frequencies?

During the preliminary analysis the major emphasis is on what functions are to be measured and who does these functions.  Because the means by which the necessary information is obtained will generally vary, it precludes a standardized step-by-step study process.  But, close consultation with functional managers during on-site visits to representative field activities allows the functional managers to provide additional study information.  The analysis of available manpower and workload information will provide the basic information to develop the SDP.

19.
SDP Review and Approval.

There are two main objectives for doing a review.  The first is to decide the suitability of the function for the standards development effort, its cost effectiveness, and its relative priority status.  The second is to make sure that the study scope and objectives are consistent with other planned standards development efforts.

Also, consider all known organizational, procedural, and equipment changes.

The review is a joint effort at HQDA by USAFISA, the appropriate, participating command MS-3 managers, and the proponent command functional managers.  Comparable staff offices will review the SDP at the participating command level.  The results of the review are provided to the lead team within 3 weeks of receiving the plan.  Any changes found during the analysis that will affect the preliminary phase should be reported to the study team

immediately. 
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20.
Manpower Staffing Standards Study Measurement Plan (MEAS-PLAN).

Preparing this plan is the final act of the lead team's preliminary phase activities.  The quality and design of the plan is judged by how well it determines what is to be measured and how it is to be measured.


a.
Developing the MEAS-PLAN.  After the lead team has received the SDP review comments, it develops the MEAS-PLAN.  All final measurements and instructions must include the SDP review comments.  The instructions must meet the requirements or the selected measurement method.


b.
Reviewing the MEAS-PLAN.  The review examines the MEAS-PLAN to make sure the basic work center descriptions and task definitions are complete and cover all required tasks.  Also, it must ensure that the identified command additives and exclusions are valid.  Then, the results of this review are sent to the lead team.  The lead team conducts work measurement at predetermined locations.  Do this while HQDA functional proponents and USAFISA are reviewing the MEAS-PLAN.  Document changes or additions to the measurement instructions based on these tests at this time.

The review comments will contain the comments or recommendations made by HQDA, the participating commands, and the input teams.  Also include the changes found during the lead team's sample measurements.  In addition, the lead team will prepare comments on other issues identified during the SDP review.  Comments are then sent to the specific participating teams and commands as an attachment to the MEAS-PLAN transmittal correspondence.

Distribute measurement plans for all manpower staffing standards studies as follows:

· Four copies to USAFISA.

· Two copies to all participating commands.

· Four copies to each measurement team.

21.
Measurement Phase.

This phase includes the actual collection of data required for developing the manpower staffing standards, as stipulated in the measurement plan.  The level of effort and the precise actions vary with the type of standard being developed, the specific measurement instructions, and the size and complexity of the functional area being studied.  Despite the scope, strict adherence to the measurement plan and close coordination between lead and participating input teams are vital to a successful development effort.  The primary product of this phase is a comprehensive set of standards input data, reflecting pertinent information
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on inputs and outputs of the defined work centers at a representative number of locations.  Additionally, the results include information on situations not identified in the preliminary phase that could signal necessary changes or exceptions to the work center descriptions, thereby ensuring full standards coverage.


a.
Data Collection Method.  Time study, work sampling, and operational audits are the main measurement methods used to obtain the work-years for manpower staffing standards development.

It is seldom possible to get an accurate and representative measurement of all work center activities with a single measurement method.  For example, the exclusive use of work sampling may be precluded by certain tasks not taking place during the measurement period, or by abnormal times for those tasks that do take place.  It is then necessary to support the work sampling results.  Use an operational audit for supporting the tasks that were not done.

For work done on a less frequent schedule, it also may be necessary to modify or adjust the man-hours measured during the sampling period.


b.
Coordinating Input Data with the Functional Manager.  Close coordination is essential between the measurement team and the functional manager during the measurement phase.  This provides the functional manager with the opportunity to give additional information.  Finally, it gives the functional manager a chance to study input data for potential local management use.


c.
Familiarizing Personnel with the Study.  Regardless of the measurement method used, the analyst must be completely familiar with and know the work center's responsibilities and environment.  When a long time has passed since the preliminary phase, items such as organizational structure, mission requirements, and directives need to be checked again.  Other factors to look at include:

· Backlogs.

· Work cycles.

· Historical production.

· Flow of work.

· Work center layout.

Practice sampling is also advised depending on the type of study.  Practice sampling will help the analyst learn about the work center.

Work center supervisors and workers must be briefed on the measurement methods and techniques.  It is advisable to avoid technical terms when explaining the principles of work measurement.  Stick to simple terms as much as possible.
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Other helpful items include:

· Citing everyday examples of situations similar in principle to work sampling; for example, taking blood samples or testing antifreeze in a car radiator.

· Explaining the purpose for collecting the various work unit counts.

· Explaining how the data are used in developing manpower staffing standards.

· Reminding the work center personnel that the data do not show current or projected manpower requirements for the work center.

· Giving information to the work center personnel.  The way it is given can influence their opinions and attitudes, and might affect the study results.

22.
Work Count System.

We discussed earlier the work count systems for collecting historical data.  It is also necessary to start a work count system for the rest of the measurement period.

The specific work count system depends on the type of measurement used.  For instance, total work units produced relative to the corresponding monthly man-hours used is one data point in the regression analysis process.  Examination of the measurement period work count, and the historical work counts previously documented will help to decide if the study period is representative or not.  A production report should be used if one is available, with periodic checks to make sure that it is accurate.  Remember that the period of the production report must be the same as the study period.

Note:
 It is necessary that work center personnel know the definition of the
      completed work unit.  It is a requirement for proper counting to take
      place.

23.
Using Existing Standards and Workload Data.

Any time valid standards or associated workload data exist, they will be used instead of remeasurement of those work units.  The measurement plan will reflect the standards and data identified during the preliminary phase.  The measurement report will also identify the additional work units and the source of the data.

FI 2030
1-76

24.
Using Pace Rating.

Standard studies use the conventional pace rating process to estimate the pace at which work is done.  The level of the performance of work is limited to observed activity when using work sampling, time study, or the good operator technique of the operational audit method.  Time values gotten from the directed requirement, historical experience, or technical estimate techniques are not pace-rated since they do not involve direct observation of the work.  Pace rating is often called leveling, and the average pace rating value as the average leveling factor.  It is not possible or feasible to pace-rate some productive activities such as reading, receiving instructions, or telephone calls.  When an entire productive category has activities that cannot be rated, no leveling factor is included in the computations for leveled time.

The actual use of pace rating in any study must be based on analyst proficiency.  Each team chief is responsible to ensure the proficiency of all analysts who use pace rating.  Periodic training is needed.  If analysts are not skilled in pace rating, assume the work observed is done at the normal pace.  Neither teams nor commands should set up ranges for average leveling factors because this negates the value of leveling.

The number of performance ratings needed varies with the work measurement method used.  The three main measurement methods are:

· Time study.  Rate each timed element.

· Work sampling.  Rate a minimum 25 percent of the observation of each worker.

· Operational audit (good operator technique).  Rate each timed cycle.


a.
Time Study.  Time study is a work measurement method that records the time a worker takes to do each element of an operation and the pace at which he works.  It also contains the analysis of the data and a determination of the time needed to do the operation at a defined standard of performance.


b.
Applying the Time Study Method.  Use time study primarily to measure operations that are repetitive, of short duration, and done at one work station.  Also, use time study to develop elemental standard data for use in synthesizing time standards for operations containing the same elements in different combinations.  This eliminates the need for remeasurement.

Although few situations meet the time study prerequisites of being both highly standardized and repetitive, the broad use and acceptance of the method, coupled with its accuracy, warrant its consideration.  If the prerequisites are not met, the method is not to be used. 
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c.
Work Sampling.  Work sampling is based on the principle that samples taken at random from a large group tend to show the same distributional characteristics as the whole group.  Conclusions are drawn about the whole population or universe based on the sample.


(1)
Obtain the sample by observing worker activity at random intervals and classifying the activity into predetermined categories.


(2)
Briefly, the method involves identifying the universe (man-hour population) from which samples are to be taken; defining categories or tasks into which to place samples; making actual observations, including periodic performance ratings; computing the percent of samples in each category to the total samples taken; and finally, applying these percentages to the total manhours sampled to estimate the time spent on each designated category.


d.
Applying the Work Sampling Method.  The economic desirability of work sampling increases with the size of the work force being sampled.  The measured work force should consist of at least five persons who use most, if not all, of their available time in a location at which all work can be observed.

Because of individual study differences, specific guidelines for each possible situation are not wise.  Listed below are general guidelines that apply to most work sampling studies:


(1)
Do each work sampling study over a representative period work cycle.  Ideally, use work sampling only if a normal period of productivity is to be observed.  An exception to this guideline may exist when directly relatable work units are available.  When a work cycle is longer than the identified work month, then use work sampling only if economically practical.


(2)
Use the experience of work center personnel to set up the average work cycle and pinpoint recurring periods of heavy productivity.  A review of work center activity records may help to show major time consumers and their respective cycles of occurrence.  Plotting these cycles over a time scale may show a pattern concerning their composite effect on the work center.


(3)
Recheck the organizational structure, the mission requirements, and the directives if any reorganization has taken place since the preliminary phase.  After looking at these and other pertinent factors, such as backlogs, work cycles, historical production, etc., schedule a short discussion session with the work center supervisor to talk about the work measurement period.
FI 2030
1-78

e.
Operational Audit.  Operational audit is the most flexible work measurement method used in the MS-3.  Operational audit integrates five primary techniques-good operator, historical performance, standard time data, technical estimate, and directed requirement to make a systematic method of work measurement.


(1)
To find each separate frequency and unit time, use the technique that gives the most accurate and realistic data.  Find the man-hours by using the good operator technique or historical performance.


(2)
Use the technical estimate and directed requirement techniques only when it is not practical or it is not cost-effective to get man-hours using the first three techniques.


(3)
It is not uncommon to use one technique for figuring task frequency and another to figure task time.  But, make every effort to find task frequencies by techniques other than technical estimate.


f.
Applying the Operational Audit Method.  The multi-technique, multi-source nature of an operational audit gives it a degree of flexibility that is not in time study or work sampling.  This makes the method useful as a supplement to work sampling.  A specific application of an additional role is to measure activities that are not feasibly covered by work sampling.  Also, make data adjustments when dictated by follow-on quality-of-service decisions.  There are various uses of operational audit techniques.


(1)
The first technique is the good operator.  This technique gets time values through the selection of a qualified individual (ideally one who does the task at a normal pace) and measuring the time that an individual uses for a given activity.  If possible, watch several qualified individuals doing the same tasks.  Time developed by the good operator techniques represents the time that others need to do the same work.


(2)
The second is the historical performance technique.  This technique draws on documented past work performance of the work center.  Examples of this information are in manpower utilization, man-hour reporting systems, facilities engineer work order documentation, and class curriculums.


(3)
A third technique is technical estimate.  The analyst must rely on estimates when there are times and frequencies that cannot be attained using the other operational audit techniques.  These time estimates are based on the combined experience and background of the measurement team member, the worker, and supervisory personnel.
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Make time estimates at the highest level of activity that gives confidence in the validity of the estimate.  There is no need to go into more detail if a task time can be estimated confidently.

Several sub-elements compose some tasks that require many man-hours.  Each sub-element has varying frequencies and unit times.  It is hard, if not impossible, to estimate total task man-hours with any degree of confidence in these situations.


(4)
The fourth technique is the directed requirement technique.  This technique recognizes that many activities and some positions are directed requirements.  The directed requirement may apply to a whole-man position; to directed frequencies, such as inspections; or to directed time values, such as the periodic run-up of a standby electrical power generator.

Document whole-man position requirements with this technique (with no further study needed) if the following conditions are met:

· HQDA directs this position or the position is one-of-a-kind in a work center.

· There is not enough workload to justify one position of that particular specialty.

· The specialty in question cannot effectively do other basic work center duties.

A directed requirement position cannot be solely directed to establish responsibility (for example, a supervisor).  In this case, study the incumbent's actual duties, using other techniques or methods, along with the other positions in the work center to decide the total work center man-hour requirements.

While a directed requirement may cause a minimum manpower requirement, it is not the sole determinant.  A work center receives the minimum manpower to ensure uninterrupted services, even if the personnel may not be continuously productive.  The minimum requirement may be identified by a detailed work measurement study, and can be dictated by factors other than a directed requirement.

The authority for a directed requirement must be cited in the Manpower Staffing Standards Study Final Report.
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(5)
The last technique is standard time data.  Maximum use of predetermined time (standard time data) for task times greatly improves the accuracy of the standard and simplifies its development.  When checking the correct application of standard time data, look for an audit trail on how the original standard was set.  A good audit trail includes:

· A definition of standard time.

· A record of the standard practice or method.

· A record of the observed time values used in determining the final standard time.

· A record of the computations used to decide the statistical reliability of the standard.

· A record of the pace rating when the time values were recorded.

· An explanation of the allowance for personal fatigue and delay time.

· A record of how the standard was computed.

25.
Computation Phase.

This phase includes computing the manpower staffing standards by the lead team, using the data and supporting information accumulated from the measurement phase.  The computation phase includes thorough analysis and validation of the input data, selection of the mathematical models deemed most suitable, development of manpower tables, validation and quantification of exceptions to the basic standards, and preparation of the final report.

26.
Application and maintenance phase.

During initial application, apply the standards the first time to the entire universe for which they were developed.  Use the results of this application to make final adjustments to the standards.  Following incorporation of any final adjustments, USAFISA approves the standards.  USAFISA then instructs commands to document their manpower data base to reflect the manpower requirements determined during the application phase.  The proponent command prepares the manpower staffing standard for publication.  Standards application occurs again 1 year after the standard is approved and begins the annual application cycle.  The process is basically the same as in the initial application.  Maintenance commences with the approval of a manpower staffing standard and continues throughout the life of the standard.  Maintenance is necessary to ensure that the standard is current and still applicable to the function for which it was developed.
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Figure 1-10 shows the four phases and their associated products.
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Figure 1-10.  MS-3 Phases.

27.
Summary.

The Army must justify its manpower needs yearly.  Manpower staffing standards help Army manpower managers to assess their manpower needs.  The manpower staffing standard system (MS-3) allows manpower managers to justify requirements and decide on changes in manpower that need to be made.

Manpower staffing standards are developed at the work center level.  The approach involves breaking down the work unit into component parts.  These components contribute to the completion of the work unit.  The MS-3 provides a logical structure within which an organization or functional element can be viewed.  The MS-3 reflects an aggregation of multiple detailed standards.  Generally, there is an order of standards that parallels the order of work units.  The MS-3 gives the Army the ability to make standard manpower requirements for functional activities.  Manpower staffing standards use a team concept and a phased approach.  The phased approach includes the following steps:

· Define what the standard will cover.

· Measure the work and collect essential data.

· Compute the standard from the results.

These steps are the preliminary, measurement, and computation.  Planning occurs during the preliminary phase.  There are three objectives of the preliminary phase that include:

· Become thoroughly familiar with the functional area.

· Devise a study plan.

· Prepare for the measurement phase.

FI 2030
1-82

During the measurement phase, collect the data required to develop manpower staffing standards.  The measurement plan defines the standards.  During the computation phase, the lead team computes the manpower staffing standards.  The lead team is the team designated to conduct most of the study and play the lead role.

MS-3 has two classifications of manpower staffing standards.  The Type I standard uses collected data measured to the desired level of detail.  The developer prescribes, measures, and controls the level of information to be used.  The Type II standard uses validated existing statistical data for the standard.

Staffing criteria and surveys supplement the use of manpower staffing standards in the Army.  Staffing criteria are rules formulated to express manpower allowed over a set range of workloads.  Surveys are conducted for requirements for organizational or functional areas not suitable for manpower staffing standards.

Manpower staffing standards must be developed and maintained by MS-3 personnel.  Commands and agencies are encouraged to explore new ideas and techniques in the standards development process.  Current procedures are reviewed to make sure that they are essential, standardized, and cost effective.  During this process, the development of related lower order standards can also be done.

The lead team selects a functional area of study and a study approach.  Preliminary planning for a manpower staffing standards study helps to ensure that the correct type of data is obtained during the measurement phase.  The lead team also will select the measurement locations for the study.

A work center description process occurs after the study planning is complete.  The work center description identifies categories, tasks, subtasks, and elements.  Work center assigned time is then classified.  Divide the assigned time further using established classification rules.

After preparing a work center description, identify work units and potential workload factors.  A work count system is planned based on the work units and potential workload factors identified.  The work count procedures should call for a minimum of 6 months of historical data.  A Study Development Plan (SDP) and a Manpower Staffing Standards Study Measurement Plan (MEAS-PLAN) are both developed during the preliminary phase.
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The measurement phase includes three main methods used to obtain man-hours for manpower staffing standards development.  These methods include:

· Time study.

· Work sampling.

· An operational audit.

It is also necessary to start a work count system for the rest of the measurement period.  Existing standards and workload data should be used whenever possible.
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PART D

PRACTICE EXERCISE
The following items will test your grasp of the material covered in part D.  There is only one correct answer for each item.  When you complete the exercise, check your answer with the answer key that follows.  If you answer any item incorrectly, study again that part of part D which contains the portion involved.

1.
When preparing work center descriptions, the task must be stated in a certain form to decrease the chance of error.  Which of the following examples is an acceptable way to state a task?


A.
Attends meeting.


B.
Monitor activities.


C.
Prepare reports.


D.
Take samples.

2.
When identifying potential workload factors, which of the following is the correct format to use?


A.
Definition, Title, Source Count, and Rationale.


B.
Rationale, Title, Definition, and Source Count.


C.
Title, Definition, Source Count, and Rationale.


D.
Rationale, Definition, Title, and Source Count.

3.
How would you classify time that is spent in a ready status for work but for which no work is available?


A.
On call.


B.
Standby.


C.
Borrowed.


D.
Loaned.

4.
Whenever possible, the work count procedures should call for historical data from a few months.  What is the recommended number of months?


A.
3.


B.
6.


C.
9.


D.
12.
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5.
When using the performance rating method, the number of needed performance factors ratings will vary with the work measurement method used.  If using the work sampling measurement method, what is the minimum percent of observations for each rated worker?


A.
5%.


B.
10%.


C.
20%.


D.
25%.

6.
The development of manpower staffing standards is divided into four major phases: preliminary, measurement, computation, and application and maintenance.  Which of the four phases applies to the analysis and validation of the input data?


A.
Preliminary.


B.
Measurement.


C.
Computation.


D.
Application and maintenance.

7.
Which of the following is classified as idle time?


A.
Time delayed waiting for authorized transportation.


B.
Time doing unnecessary work when required work is available.


C.
Time to take care of personal needs.


D.
Time to adjust from fatigue from working.
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PART D

PRACTICE EXERCISE

ANSWER KEY AND FEEDBACK

Item
Correct Answers and Feedback
1.
A.
Attends meeting.



The description should not be vague or Written in plural form.  (page 1-69, para 15)

2.
C.
Title, Definition, Source Count, and Rationale.  (page 1-71, para 16b(2))

3.
B.
Standby.  (page 1-66, para 11b)

4.
B.
6.  (page 1-71, para 17)

5.
D.
25%.  (page 1-77, para 24)

6.
C.
Computation.  (page 1-81, para 25)

7.
B.
Time doing unnecessary work when required work is available.  (page 1-66, para 11)
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