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PREFACE 

Management o f  m i l i t a r y  forces is one  of t h e  l e a s t  
unde r s tood  and most complex areas  f a c i n g  Department o f  Defense  
( D O D )  managers  and c r i t i c s .  To f a c i l i t a t e  GAO work i n  this 
a r e a ,  a team from t h e  N a t i o n a l  S e c u r i t y  and I n t e r n a t i o n a l  
A f f a i r s  D i v i s i o n  ( N S I A D )  deve loped  a s i m p l i f i e d  e x p l a n a t i o n  of  
how DOD managers  u s e  automated i n f o r m a t i o n  s y s t e m s  t o  p l a n  f o r ,  
and c o n t r o l ,  t h e  e n l i s t e d  force. T h i s  e x p l a n a t i o n  h a s  been 
p r e s e n t e d  t o  a number of  GAO managers  and e v a l u a t o r s .  S i n c e  i t  
is n o t  p o s s i b l e  t o  b r i e f  e v e r y  e v a l u a t o r ,  w e  have p r e p a r e d  t h i s  
handbook which  s h o u l d  be u s e f u l  t o  those who w i l l  d ea l  w i t h  
m i l i t a r y  manpower issues.  

I n  p r e p a r i n g  t h e  handbook, w e  l e a r n e d  t h a t  a g r e a t  dea l  of 
u s e f u l  i n f o r m a t i o n  a l r e a d y  e x i s t s  w i t h i n  DOD a b o u t  e n l i s t e d  
force management. T h e r e f o r e ,  t h e  handbook stresses t h e  u t i l i t y  
of DOD-generated i n f o r m a t i o n  and c o n c e n t r a t e s  on  t h e  ways i n  
which  t h i s  i n f o r m a t i o n  is  deve loped  and used by DOD t o  inanage 
t h e  e n l i s t e d  force. 

The handbook is o r g a n i z e d  i n  t h ree  s e c t i o n s .  Pa r t  One 
descr ibes  t h e  t h ree  components of e n l i s t e d  force management 
and how i n f o r m a t i o n  f lows  w i t h i n  and between them. P a r t  Two 
e x p l a i n s  t h e  major i n f o r m a t i o n  sys t ems  u s e d  by e a c h  s e r v i c e .  
P a r t  T h r e e  p r o v i d e s  our o b s e r v a t i o n s  on management of e n l i s t e d  
f o r c e  i n f o r m a t i o n  s y s t e m s  i n  DOD. 

The handbook is i n t e n d e d  €or e v a l u a t o r s  i n v o l v e d  i n  de fense  
a u d i t s .  I t  is n o t  a lways  o b v i o u s ,  b u t  t he re  are  f e w  m i l i t a r y  
r e v i e w s  t h a t  do n o t  address a p e r s o n n e l  q u e s t i o n ,  e i t he r  
e x p r e s s l y  o r  by i m p l i c a t i o n .  N S I A D  e v a l u a t o r s  c a n  u s e  t h e  hand- 
book as  a q u i c k  reference on DOD f o r c e  management i s sues .  

Shou ld  you have any q u e s t i o n s  o r  need a d d i t i o n a l  informa- 
t i o n ,  p l e a s e  c o n t a c t  D r .  John  Harpe r ,  Manpower, Rese rve  A f f a i r s  
and L o g i s t i c s  Group (202-275-3990) ,  or  D r .  B i l l  McNaught, 
Economic A n a l y s i s  Group (202-275-8553) .  

M a r t i n  M Ferber 
Associate Director 
N a t i o n a l  S e c u r i t y  and In te r -  

n a t i o n a l  A f f a i r s  D i v i s i o n  
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PART ONE 

HOW DO THE SERVICES MAKE ENLISTED 

FORCE MANAGEMENT DECISIONS? 

Section I 

Force management is an important 
element of defense caDabilitv 

Defense capability critically depends on effective 
management of the forces who operate and maintain our weapons 
systems. In recent years, the press, the public, and the Con- 
gress have concentrated substantial attention on the increased 
complexity and cost of those weapons systems. Far less atten- 
tion has been devoted to the role of qualified, properly trained 
personnel. However, without enough properly trained operators 
and maintainers our weapons systems cannot be as effective as 
they should and must be. GAO reported several years ago that 
human error accounts for at least fifty percent of the failures 
of major weapons systems. 

Force management is only one of a number of important 
"cogs" which must work together to produce high level defense 
capability. The chart below illustrates the inter-relation- 
ships of these elements. Force management decisions affect 
weapons system performance, Decisions about missions, weapons 
systems, and desired capability necessarily affect management of 
the defense forces. Military history provides examples from 
Yasada to Grenada in which the success of particular strategies, 
tactics, and weaponry has been dependent on the characteristics 
of the military manpower involved, 

Force Management Is  an Important Element 
of Defense Capability 

Mission 
Requirements Capability 

Logistics 
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S e c t i o n  I1 

DOD force management s t r u c t u r e  

E n l i s t e d  f o r c e  management c o v e r s  a l l  t h e  issues and 
a c t i v i t i e s  t h a t  r e l a t e  t o  t h e  demand fo r  and s u p p l y  o f  e n l i s t e d  
p e r s o n n e l .  We d e c i d e d  t o  look  a t  au tomated  i n f o r m a t i o n  sys t ems  
s u p p o r t i n g  e n l i s t e d  f o r c e  management because  DOD r e l i e s  e x t e n -  ' 

s i v e l y  on computer  models  t o  e s t a b l i s h  i t s  e n l i s t e d  manpower 
needs  and to  manage t h e  n e a r l y  t w o  m i l l i o n  men and women i n  t h e  
e n l i s t e d  p e r s o n n e l  i n v e n t o r y .  

Each s e r v i c e  uses a s i m i l a r  framework t o  manage t h e  s i z e  
and compos i t ion  of i t s  e n l i s t e d  f o r c e .  T h i s  s ec t ion  d e s c r i b e s  
t h a t  framework. As t h e  c h a r t  below shows, t h e  s e r v i c e s  b reak  
t h e  t a s k s  a s s o c i a t e d  w i t h  e n l i s t e d  f o r c e  management i n t o  three 
p r imary  management f u n c t i o n s :  manpower, p e r s o n n e l ,  and 
budge t ing .  

DOD Distinguishes Between "Spaces" "Faces" 
and "Bucks" When Making Enlisted Force 

Management Decisions 

Manpower 

"Spaces" 

Jobs 

What Is Needed 
To Accomplish 
the Mission? 

Personnel 

"Faces" 

People 

Who Is Available To 
Fill the Need? 

Budget 

"Bucks" 

Dollars 

How Much Will 
It Cost? 
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The manpower f u n c t i o n  has  two p r i m a r y  roles. One o f  
t h e s e  is  t o  d e t e r m i n e  t h e  number and t y p e s  o f  j o b s ,  o r  manpower 
"spaces," r e q u i r e d  t o  pe r fo rm t h e  s e r v i c e ' s  m i s s i o n .  For 
example,  each s e r v i c e  m u s t  d e t e r m i n e  how many t r a i n e d  and 
e x p e r i e n c e d  p e r s o n n e l  are needed t o  o p e r a t e  and m a i n t a i n  i t s  
v a r i o u s  weapons sys t ems .  I t  m u s t  a l so  d e t e r m i n e  how many and 
what k i n d s  of j o b s  a re  needed t o  p r o v i d e  r e l a t e d  t r a i n i n g  and 
support  t o  these p e r s o n n e l .  

T h e  other p r i m a r y  ro le  o f  t h e  manpower f u n c t i o n  i s  t o  a l -  
loca te  approved and funded manpower "spaces" ( c a l l e d  a u t h o r i z a -  
t i o n s )  down t o  t h e  l e v e l  of command, b a s e ,  u n i t ,  o c c u p a t i o n a l  
s p e c i a l t y ,  and g r a d e .  I n  c o n t r a s t  t o  manpower r e q u i r e m e n t s ,  
which embody what t h e  s e r v i c e  t h i n k s  i t  needs  t o  a c c o m p l i s h  its 
m i s s i o n ,  manpower a u t h o r i z a t i o n s  r e p r e s e n t  what  t h e  s e r v i c e  c a n  
a c t u a l l y  s u p p o r t - - t h a t  is, t h e  manpower f o r c e  a c t u a l l y  approved 
and funded  o n  a n  a n n u a l  bas i s .  

The p e r s o n n e l  f u n c t i o n  is p r i m a r i l y  r e s p o n s i b l e  f o r  
d e v e l o p i n g  s h o r t - r u n  and long-run p l a n s  and po l i c i e s  f o r  manag- 
i n g  p e o p l e  t o  f i l l  approved  manpower spaces. P e r s o n n e l  manage- 
ment i n v o l v e s  a l l  t h e  a c t i v i t i e s  r e l a t e d  t o  r e c r u i t i n g ,  t r a i n -  
i n g ,  a s s i g n m e n t ,  u t i l i z a t i o n ,  s u p p o r t ,  s e p a r a t i o n ,  and re t i re -  
ment o f  i n d i v i d u a l  s e r v i c e  members. 

The budge t  f u n c t i o n  h a s  t h r e e  p r i n c i p a l  roles r e l a t e d  to  
e n l i s t e d  f o r c e  management. F i r s t ,  i t  is r e s p o n s i b l e  f o r  p r i c i n g  
o u t  as p r e c i s e l y  a s  p o s s i b l e  t h e  manpower program f o r  t h e  
immediate budge t  y e a r  t h a t  i s  f o l d e d  i n t o  t h e  P r e s i d e n t ' s  over -  
a l l  f e d e r a l  budge t  f o r  submiss ion  to  t h e  Congres s .  Second,  once  
a budge t  is  approved ,  it ac ts  a s  a c o n t r o l  o n  t h e  p e r s o n n e l  
program which must  operate  w i t h i n  t h e  d o l l a r  l i m i t s  approved  f o r  
p e r s o n n e l  compensa t ion  and support .  F i n a l l y ,  t h e  b u d g e t  
f u n c t i o n  p r o v i d e s  t h e  framework f o r  l i n k i n g  and making changes  
to  manpower and p e r s o n n e l  programs.  

The b u d g e t  f u n c t i o n  is pa r t  of DOD's a n n u a l  r e s o u r c e  
a l l o c a t i o n  process known as t h e  P l a n n i n g ,  Programming, and Bud- 
g e t i n g  System, o r  PPBS. The i n t e n t  of PPBS is  t o  " r e f i n e "  ser- 
v i c e  p l a n s  and b u d g e t s  by i d e n t i f y i n g  chang ing  m i s s i o n  needs  or 
c o n s t r a i n t s  which ,  i n  t u r n ,  d r i v e  changes  i n  manpower and p e r -  
s o n n e l  programs and b u d g e t s .  T h u s ,  t h e  program and b u d g e t  up- 
da t e s  required by PPBS p u t  t h e  manpower and p e r s o n n e l  f u n c t i o n s  
i n  mot ion  and communicating w i t h  e a c h  o t h e r  t h r o u g h o u t  t h e  y e a r  
and from o n e  y e a r  t o  t h e  n e x t  t o  r e v i s e  manpower r e q u i r e m e n t s ,  
p e r s o n n e l  s u p p l y ,  and cost estimates.  The  c h a r t  below i l l u s -  
s t ra tes  t h e  i n t e r a c t i o n  of t h e  inanpower, p e r s o n n e l  , and budget- 
i n g  f u n c t i o n s  n e c e s s i t a t e d  by t h e  PPBS p r o c e s s .  
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c: 
i 

" S paces" 

In most instances, two military manpower and personnel 
programs and two budget estimates are being developed s i rnul tan-  
eously. One program and its corresponding budget is concerned 
with the status of the current year appropriation (congressional 
funding for  a program) while the second set is being developed 
to support personnel requirements for the next f i s c a l  year. The 
service's statement of its manpower needs, i t s  personnel 
resources, and budget change as a result of these interactions 
and other factors. 

I "Faces" 

M i s t e d  Force Decisions Made in 
One Year Affect Decisions 

Made in the Next 

1 "Spaces" 
I I 

. "Faces" 1 

1- I 

I I 

--------- ------- 
Out Year 
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Section 1x1 

Enlisted force management planning 

Developing a realistic force management plan which 
accurately forecasts the demand, supply, and cost of enlisted 
personnel for next year's defense programs requires a service to 
collect, integrate, and analyze a great deal of information from 
its manpower, personnel, and budget functions. This section de- 
scribes the general flow of information within and across the 
manpower, personnel, and budget systems of a service. 

Figure I represents a summary of the overall information 
flow in enlisted force planning. Using this chart, you can 
track the activities and information flow within and across the 
three force management components--manpower (spaces), personnel 
(faces), and budget (bucks). 

Manpower planninq 

Two categories of requirements represent the manpower 
spaces the service believes it needs--funded requirements and 
unfunded requirements. Unfunded requirements include both 
current jobs which a unit has been asked to do but does not have 
approval and funding to fill with either the number or types of 
personnel needed to do the work (Box A ) ,  and projected new or 
different jobs which the unit will undertake because of changes 
in mission, equipment, or organization (Box B). A s  the chart 
displays, information about unfunded requirements is compiled in 
a data base at the service headquarters level (Box C). A 
separate headquarters data base contains detailed information 
about manpower authorizations (Box D). From this data base, 
manning documents can be produced describing the number of 
approved spaces for each service unit by type of skill and pay 
grade. 

Thus, in the context of developing or revising service 
plans, the manpower function provides information critical to 
answering these key questions: 

-How many people, with what skills, are 
needed to do the jobs associated with this 
program or mission? 

-What jobs are approved and funded today? 

-Over the next year, what new or different 
jobs need to be filled? 

5 



F i g u r e  1. 
ENLISTED FORCE PLANNING REQUIRES INTEGRATING 

INFORMATION FROM THE THREE SYSTEMS 

"SPACES " 

~~ 

A 
I D E N T I F Y  
UNFUNDED 
REQUIREMENTS 
AT UNIT LEVEL 

11 COMPILE 
I UNFUNDED I 

"BUCKS " 

REQUIREMENTS COMPETE W I T H  OTHER 
(AUTHORIZATIONS) SERVICE PROGRAM 

FUNDED 

RE QU I RE ME NT S -- 
7- - ---t 

REQU I REMENTS 
AT SERVICE 
LEVEL 

1 - ------___ ---- 
J 

D E C I S I O N S  ABOUT NEXT YEAR'S BUDGET SHARES: Y---- I- PROGRAM REVIEWS AT OSD/OMB LEVEL, BY CONGRESS I I-- 2 

PROJECT FUTURE 
OR CHANGING 

S E RVI C E 
END STRENGTH/ 

BUDGET AUTHORITY 

"FACES" 

COMPILE 
CURRENT 

INVENTORY 
AT SERVICE 

LEVEL 

PROJECT 
FUTURE 



Personnel planning 

The personnel, or "faces," system depicted on the chart is 
basically concerned with developing plans to manage the enlisted 
inventory so that it will match as closely as possible "spaces" 
authorized in terms of numbers and skills. To do this, the 
personnel planner first gets current data on the size and 
composition of the inventory (Box E), which includes the total 
number of personnel in each paygrade, year of service, and 
skill. Starting with this current inventory picture, the 
planner then projects how the inventory will change over the 
planning period (Box F). 

The planner considers a number of different factors in 
projecting the size and kind of enlisted force which can be 
achieved: historical and projected gains and losses to the 
force by pay grade and year of service, retention objectives, 
promotion policies, unemployment rates, compensation increases, 
recruiting objectives, and other inventory management policies. 
In some cases, the planner uses analytical models to project the 
effects of economic or policy changes on inventory gains and 
losses (Box G). For example, if reenlistment bonuses were 
increased in some skills, how many more personnel might 
reenlist? If the unemployment rate increased one percent, how 
many personnel would want to stay in the service? 

The personnel planner provides service decisionmakers with 
estimates of the number and skills of enlisted personnel that 
are likely to be in the inventory. T h u s ,  when service plans and 
programs are developed or revised, the personnel function pro- 
vides information needed to properly address the following cri- 
tical questions: 

-Does the inventory have the right number of 
people with the right skills to do the 
planned work? 

-Can the service recruit and keep in its 
inventory the right numbers of skilled 
people needed to do the projected work? 

-Are the policies and assumptions used to 
project inventory numbers reasonable? 

7 



Budget - development 
Information from the manpower and personnel systems is now 

transferred to the budgeting function in the center of the chart 
( B o x  H ) .  A t  this point, service leaders must decide how to fit 
service programs within the fiscal constraints o f  the projected 
defense budget. The ainount of resources desired €or a service's 
programs always exceeds the resources available to support 
them. As programs (e.g. weapons systems, personnel) compete for 
scarce resources, the issues of costs, benefits, logistical 
support, and manpower are explored. Analyses from the manpower 
and personnel functions are used to make decisions about how t3 
spread resources among programs. Through a series of reviews 
and negotiations, agreements are reached on the level of pro- 
posed funding for each program, including its personnel support. 

Once the service has determined how to allocate its pro- 
jected resources, the actual preparation of a service budget 
submission begins ( B o x  I). The comptroller's organization col- 
lects budget data on all approved service programs in the 
formats established through previous agreements with OSD and 
congressional requirements. Data on the numbers and costs of 
military personnel are compiled and presented within the scr- 
vice's budget as a separate subdivision of funds, known as the 
Military Personnel Appropriation (MPA). The MPA is a detailed 
pricing of the personnel pay and allowances costs associated 
with all approved service programs. 

Budget review and approval 

The last phase of the budget process involves review of the 
completed service budget by DQD, the White House, and congres- 
sional committees (Box J). In general, each service works with 
OSD and Office of Management and Budget (ONB) staffs to make 
final revisions to its budget submission. After the President 
has approved the final DOD budget, OYR incorporates it into the 
national budget. 

As soon as the national budget is sent to Congress, the 
Secretary of Defense and service officials begin presenting 
their justification of the defense budget to the House and 
Senate Committees on Armed Services and Appropriations. T h e  
Armed Services committees put together the Defense Authorization 
Act, which tells each service, among other things, its author- 
ized number of military personnel for the coming year (active 
duty end strength) and its authorized amount of money to compen- 
sate them ( B o x  K). Finally, the Appropriations committees enact 
the Defense Appropriation Act, usually in the fall, which 
approves the funds that theoretically will pay for what has been 
authorized. 

8 



Through the PPBS process and the interaction of the 
manpower, personnel, and budgeting functions, an enlisted force 
management plan evolves. This plan reflects the changes in 
manpower authorizations, personnel supply, and budget estimates 
necessary to accommodate changes in various service programs and 
resources. The service must now direct the activities of its 
xianpower, personnel, and budgeting functions toward achieving or 
modifying the plan. 

. .  
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S e c t i o n  IV -- 
w - t o - d a y  e n l i s t e d  force managemen t  

On a d a y - t o - d a y  b a s i s ,  e n l i s t e d  force management  is  
c o n c e r n e d  w i t h  g e t t i n g  t h e  proper n u m b e r s  a n d  t y p e s  of p e r s o n n e l  
a t  t h e  r i g h t  l o c a t i o n  t o  g e t  a p p r o v e d  jobs d o n e .  To d o  t h i s ,  
t h e  manpower ,  p e r s o n n e l ,  a n d  b u d g e t  f u n c t i o n s  e x c h a n g e  i n f o r m a -  
t i o n .  B e c a u s e  s e r v i c e  n e e d s  a n d  r e s o u r c e s  c h a n g e  c o n t i n u o u s l y  
i n  r e s p o n s e  t o  p l a n n e d  p r o g r a m  a n d  b u d g e t  c h a n g e s  a n d  o the r  
u n p l a n n e d  f a c t o r s ,  t h e  t r a n s f e r  o f  i n f o r m a t i o n  b e t w e e n  t h e  
s y s t e n s  i s  c o n t i n u o u s .  T h i s  s e c t i o n  describes t h e  g e n e r a l  f low 
of i n f o r m a t i o n  w i t h i n  a n d  across t h e  force management  s y s t e m s  t o  
a c c o m p l i s h  p l a n n e d  a c t i o n s  a n d  t o  r e s p o n d  t o  u n p l a n n e d  e v e n t s  
w h i c h  c r ea t e  i m m e d i a t e  new manpower n e e d s .  

- p-.--~-MI-.uy-.---u--uII 

F i g u r e  2 d e p i c t s  t h e  a c t i v i t i e s  a n d  i n f o r m a t i o n  f l o w  i n  
d a y - t o - d a y  force management .  U s i n g  t h i s  c h a r t l  y o u  c a n  Eirst 
t r a c e  t h e  g e n e r a l  f l o w  of i n f o r m a t i o n  across t h e  manpower ,  
p e r s o n n e l ,  a n d  b u d g e t  f u n c t i o n s  t h a t  takes  place i n  r o u t i n e  
force management  a c t i v i t i e s .  T h e n  you  c a n  t r a c k  how t h e  
c o m p o n e n t s  i n t e r a c t  when a n  u n p l a n n e d  e v e n t -  r e q u i r e s  a q u i c k  
c h a n g e  i n  force management .  

M a n a g w p l a n n e d  - manpower n e e d s  _I-- 

S t a r t i n g  w i t h  t h e  "bucks" f u n c t i o n  (Box A ) ,  y o u  f i n d  t h a t  
t h e  p r o g r a m  a n d  b u d g e t  d e c i s i o n s  made j o i n t l y  by  t h e  C o n g r e s s p  
C>MB, a n d  DOD d e t e r m i n e d  t h e  s e r v i c e ' s  m i l i t a r y  p e r s o n n e l  
s t r e n g t h  a n d  t h e  a p p r o p r i a t i o n  t o  c o m p e n s a t e  m i l i t a r y  members 
f o r  t h e  c u r r e n t  y e a r  (Box € 5 ) .  T h e  manpower f u n c t i o n  u s e s  t h i s  
i n f o r m a t i o n  t o  u p d a t e  i t s  a u t h o r i z a t i o n s  f i l e  t o  r e f l e c t  t h e  
number a n d  t y p e s  of f u n d e d  "spaces" i n  each service u n i t  w h i c h  
t h e  new e n d  s t r e n g t h  a n d  b u d g e t  a u t h o r i t y  s u p p o r t  (Box  C ) .  

T h e  p e r s o n n e l  f u n c t i o n  e n c o m p a s s e s  a wide a r r a y  of d a i l y  
managemen t  a c t i v i t i e s ,  a s  shown o n  t h e  c h a r t .  F i r s t ,  t h e  
t h o u s a n d s  of i n d i v i d u a l  p e r s o n n e l  a c t i o n s  ( t r a i n i n g ,  a s s i g n m e n t ,  
t r a n s f e r ,  p r o m o t i o n ,  e t c . )  t h a t  o c c u r  d a i l y  a r e  recorded a t  each 
s e r v i c e  u n i t  l o c a t i o n  (Box  D ) .  T h i s  i n f o r m a t i o n  is  t h e n  s e n t  t o  
a h e a d q u a r t e r s  l e v e l  i n v e n t o r y  d a t a  base t o  u p d a t e  each member's 
e m p l o y m e n t  record ( B o x  E ) .  U s i n g  t h i s  c u r r e n t  i n f o r m a t i o n  a b o u t  
each s e r v i c e  member's job s t a t u s ,  t h e  p e r s o n n e l  o r g a n i z a t i o n  c a n  
a s s i g n  a v a i l a b l e  p e r s o n n e l  t o  f i l l  approved manpower p o s i t i o n s  
(Box F). T h e  p e r s o n n e l  m a n a g e r  a l s o  u s e s  t h i s  c u r r e n t  i n v e n t o r y  
i n f o r m a t i o n  t o  deve lop  r e c r u i t i n g  a n d  t r a i n i n g  p l a n s  t o  p r o d u c e  
t h e  a d d i t i o n a l  n u m b e r s  a n d  t y p e s  of p e r s o n n e l  who a r e  n e e d e d ,  
b u t  a r e  n o t  a v a i l a b l e  i n  t h e  i n v e n t o r y ,  t o  f i l l  c u r r e n t  or 
p l a n n e d  a u t h o r i z a t i o n s  (Box G ) .  
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F i g u r e  2 

DAY-TO-DAY MANAGEMENT REQUIRES INTEGRATING 
INFORMATION FROM THE THREE SYSTEMS 

A 
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Managing u n e x p e c t e d  manpower n e e d s  

F r e q u e n t l y ,  u n a n t i c i p a t e d  e v e n t s  create u n e x p e c t e d  manpower 
n e e d s  t h a t  requi re  t h e  manpower,  p e r s o n n e l ,  and  b u d g e t  f u n c t i o n s  
t o  q u i c k l y  a l t e r  p l a n n e d  force management a c t i o n s  (Box H ) .  
Examples  of t hese  e x i g e n c i e s  are  numerous :  i n t r o d u c t i o n  o f  new 
e q u i p m e n t  e a r l i e r  o r  l a t e r  t h a n  a n t i c i p a t e d ,  u n i t  r e o r g a n i z a -  
t i o n s ,  emergency  u n i t  d e p l o y m e n t s ,  and  program f u n d i n g  c h a n g e s .  
When these u n a n t i c i p a t e d  manpower n e e d s  a r i s e ,  t h e  s e r v i c e  m u s t  
decide how t o  r e d i s t r i b u t e  i ts  f u n d e d  a u t h o r i z a t i o n s  t o  accommo- 
d a t e  both  t h e  new n e e d s  and  those a l r e a d y  a u t h o r i z e d .  

A s  t h e  c h a r t  shows, t h e  manpower,  p e r s o n n e l ,  and  b u d g e t  
s y s t e m s  i n t e r a c t  t o  p r o v i d e  c r i t i c a l  i n f o r m a t i o n  to  service 
o f f i c i a l s  making  t h o s e  d e c i s i o n s  (Box I ) .  The  manpower f u n c t i o n  
p r o v i d e s  d e t a i l e d  d a t a  o n  t h e  number,  t y p e s ,  and  l o c a t i o n  of t h e  
c u r r e n t l y  a u t h o r i z e d  spaces (Box C )  and  t h e  manpower spaces 
needed  b u t  n o t  a u t h o r i z e d  ( B o x  13). The  b u d g e t  f u n c t i o n  t racks  
t h e  s t a t u s  of t h e  s e r v i c e  e n d  s t r e n g t h  and  b u d g e t  a u t h o r i t y .  
S e r v i c e  d e c i s i o n m a k e r s  m u s t  make s u r e  t h a t  a n y  r e d i s t r i b u t i o n  of 
t h e  s e r v i c e ’ s  manpower and  p e r s o n n e l  r e s o u r c e s  does n o t  e x c e e d  
p e r s o n n e l  a u t h o r i z a t i o n s  and  a p p r o p r i a t i o n s  for t h e  y e a r  (Box 
8 ) .  F i n a l l y ,  t h e  p e r s o n n e l  f u n c t i o n  i n f o r m s  s e r v i c e  d e c i s i o n -  
makers a b o u t  t h e  c u r r e n t  s t a t u s  of t h e  e n l i s t e d  i n v e n t o r y  (Box 
E ) .  A c c u r a t e  d a t a  about  u n i t  s t a f f i n g  and  p e r s o n n e l  a v a i l a b i l -  
i t y  a r e  e s s e n t i a l  t o  d e c i d i n g  how bes t  to  r e d i s t r i b u t e  manpower 
s p a c e s  and  p e r s o n n e l  r e s o u r c e s  t o  accomplish s e r v i c e  m i s s i o n s  
w i t h i n  c u r r e n t  resource l i m i t s .  

U s i n g  these d a t a  and  other  p r o g r a m  a n d  p o l i c y  i n f o r m a t i o n ,  
s e r v i c e  d e c i s i o n m a k e r s  n e g o t i a t e  c h a n g e s  i n  manpower spaces and  
p e r s o n n e l  a s s i g n m e n t s  t o  accommodate both a u t h o r i z e d  and  unex- 
p e c t e d  manpower n e e d s  (Box I ) .  When t h e  c h a n g e s  a re  agreed t o ,  
t h e  s e r v i c e  u p d a t e s  i t s  a u t h o r i z a t i o n s  d a t a  base t o  re f lec t  t h e  
c h a n g e s  i n  a p p r o v e d  spaces f o r  each u n i t  (Box  J ) .  The u p d a t e d  
a u t h o r i z a t i o n s  a re  now used t o  d i r e c t  a s s i g n m e n t ,  r e c r u i t i n g ,  
and  t r a i n i n g  a c t i o n s .  

* * * *  

The p r e c e d i n g  d e s c r i p t i o n s  of t h e  ro l e s  and  i n t e r a c t i o n s  of 
t h e  manpower,  p e r s o n n e l ,  and  b u d g e t i n g  f u n c t i o n s  o f f e r  a simpli- 
f i e d  f ramework  f o r  u n d e r s t a n d i n g  t h e  bas ic  i n f o r m a t i o n  a s e r v i c e  
n e e d s  and  u s e s  i n  e n l i s t e d  force management.  T h i s  f ramework  
i g n o r e s  inany of t h e  complex  s c h e d u l i n g  t a s k s  and  o r g a n i z a t i o n a l  
r e l a t i o n s h i p s  t h a t  a r e  a v i t a l  pa r t .  of force management.  The 
p u r p o s e  of t h i s  handbook,  h o w e v e r ,  i s  to  a c q u a i n t  t h e  reader 
w i t h  t h e  basic i n f o r m a t i o n ,  o r g a n i z a t i o n a l  s t r u c t u r e ,  and 
f u n c t i o n a l  r e l a t i o n s h i p s  each s e r v i c e  d e v e l o p s  t o  manage i t s  
e n l i s t e d  force.  
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PART TWO 

COMPUTER SYSTEMS SUPPORT ENLISTED 

FORCE PLANNING AND MANAGEMENT 

Enlisted force management 
requires extensive ADP support 

and transmit the vast array of information used to plan and 
manage a service's enlisted force. Working with the Army, Navy, 
and Air Force, GAO identified the major computer systems each 
service uses to support the activities and information flow in 
force planning and day-to-day force management. This part of 
the handbook describes these computer systems. 

Computer system support is essential to collect, analyze, 

The force planning and management information-flow diagrams 
show the names (or acronyms) of the computer systems used by 
each service. Following the diagrams is a brief description of 
the organizations responsible for force management. Finally, 
there is a one-page description of each automated information 
system listed on the force planning and management diagrams. 
The description includes a statement of the system's purpose, 
the major data inputs and system products, and an organizational 
contact for additional information about the system. The dia- 
grams and system descriptions are intended to h e l p  you quickly 
identify the kinds of information you need and where to get it. 

1 3  
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A I R  FORCE HEADOUARTERS ORGANIZATIONS 

RESPONSIBLE FOR ENLISTED FORCE MANAGEMENT 

A i r  Force Manacaement E n s i n e e r i n u  Aaencv IAFMEA) 

- D e v e l o p s  manpower s t a n d a r d s  f o r  a l l  f u n c t i o n a l  work 
areas:  c o o r d i n a t e s  s t a n d a r d s  d e v e l o p m e n t ;  s c h e d u l e s  
work  measu remen t  and  a n a l y s i s  s t u d i e s ;  c o n d u c t s  
s t u d i e s  o f  spec ia l  manpower i s sues ;  and  m a i n t a i n s  
l i a i s o n  w i t h  A i r  Force p e r s o n n e l  o r g a n i z a t i o n s .  

Directorate  of ManDower and O r a a n i z a t i o n  (AFMPMI 

- R e s p o n s i b l e  f o r  a l l  h e a d q u a r t e r s  manpower manaqement 
po l i c i e s ,  p r o g r a m s ,  and  a n a l y s i s ,  i n c l u d i n g  require- 
m e n t s  d e t e r m i n a t i o n  and  a u t h o r i z a t i o n  management.  

-Operates computer s y s t e m s  t h a t  i d e n t i f y  and  compile 
u n f u n d e d  r e q u i r e m e n t s ,  project f u t u r e  o r  c h a n g i n g  
r e q u i r e m e n t s ,  i d e n t i f y  and  u p d a t e  f u n d e d  r e q u i r e m e n t s  
or a u t h o r i z a t i o n s .  

Directorate  of P e r s o n n e l  P l a n s  ( A F M P X ) / D i r e c t o r a t e  of P e r s o n n e l  
Programs (AFMPP) 

- R e s p o n s i b l e  f o r  a l l  headquarters  p e r s o n n e l  management  
po l ic ies  and  f u n c t i o n s ,  i n c l u d i n g  i n v e n t o r y  d i s t r i b u -  
t i o n ,  a c c e s s i o n s ,  promotions,  r e e n l i s t m e n t s ,  compensa-  
t i o n ,  e tc .  

b u d g e t s .  

t o r y ,  p e r f o r m  p o l i c y  a n a l y s i s ,  d e v e l o p  and  cost 
t h e  A i r  Force p e r s o n n e l  b u d g e t  request,  and  t rack 
A i r  Force b u d g e t  e x e c u t i o n .  

- D e v e l o p s  e n l i s t e d  s t r e n g t h  p l a n s  a n d  p e r s o n n e l  

-Operates c o m p u t e r  s y s t e m s  t h a t  p ro j ec t  f u t u r e  i n v e n -  

A i r  Force A i r  T r a i n i n g  Command (AFATC) 

- P r o v i d e s  most f o r m a l  m i l i t a r y  and  t e c h n i c a l  t r a i n i n g .  

A i r  Force Manpower and  P e r s o n n e l  C e n t e r  (AFMPC) 

- I m p l e m e n t s  c u r r e n t  e n l i s t e d  force manaqement  p l a n s  
and  m a i n t a i n s  c u r r e n t  i n v e n t o r y  i n f o r m a t i o n .  

-Operates computer s y s t e m s  t h a t  compile a n d  u p d a t e  
i n v e n t o r y  records, a s s i g n  p e r s o n n e l ,  and  es t imate  
r e c r u i t i n g  a n d  t r a i n i n q  n e e d s .  
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AIRMAN FORCE PWXRAM AND LONGEvIlY MODEL 
(AFPAL) 

PURPOSE : 

COMPUTER 
SYSTEM 
CHaRACTERISTICS : 

OFFICE CONTACT: 

II_- -- I---_-- 

advancements) by grade, s k i l l ,  and length of service. 
To project personnel flows (gains,  losses, and 

-------- - 

INPUTS PROCESS OUTPUT 

. Starting inventory 
and h is tor ica l  
rates 
(from PDS) 

. End strength 

. Att r i t ion  and 
advancement trends 
(from AI;ps & PDS) 

. Integrates  . Projects  a future  
numerous bud- end s t rength by 
geting and grade and year of 
personnel service 
Program 
variables  . Creates a t t r i t i o n ,  

accession, and pro- 
motion plans 

. Five Year Defense 
Plan Guidance 

---1 - 
of Personnel Programs (MPP), Force Prograns 

Div., 697-3594 # 

c 



AIRMAN LOSS PROBABILITY SYSTEN* 
( U S )  

PURPOSE : 

COMPUTER 
SYSTEM 
CH?U?AC?TERISTICS : 

OFFICE CONTACT: 

- 
TO predict the kinds and numbers of airmen who 
the service. 

INPUTS PROCESS ou!LTm 
. Current inventory . Identifies signi- . Projects loss 

characteristics AEFAL & ASKIF 
( frcan UAR) ficant personnel rates for 

. Historic losses associated w i t h  
from previous losses, assigns 
fiscal year (urn) 

for past 12 months 
(loss/gain file) 

weights to them, 
and constructs . Loss transactions loss probabilities 

. Expected monthly 
accessions for 
next year 

*will be replaced by the Enlisted Force Management System (EE’NS) 

Directorate for Personnel Programs, Force Programs Div. 
(WPP), 697-3594 
i 1 



AIRMAN SKILL FORCE MODEL* 
(ASKIF) 

PURPOSE : 

C'OMPUTER 
SYSTEM 
CHARACTERISTICS : 

OFFICE CONTACT: 

To assist managers of skill-related programs (accessions, 
technical t ra ining,  reenlistment bonuses) to develop or 
revise personnel plans by canparing the  projected e n l i s t e d  
inventory against  projected authorizations by career f ie ld .  
-------- ------- ---------- 

INPUTS PROCESS OUTJ?UT 
I_ - - _ - ~ - -  --__ll----_l_-- -- -- . Loss rates (ALPS)  . Forecasts losses and .Inventory and 

projects the enl is ted authorization 
uniform Aiman inventory by career comparisons 

. Inventory and 
Record F i l e  (Urn) f i e l d s  

. Authorization f i l e  . Compares the projected objective force 
extract  inventory against  pro- cornpar isons 

jected authorizations 
or an object ive force Force s t ruc ture  . R e p r t s  on occupa- 

constraints profile t iona l  needs i n  
(end strengths,  accession, 
promotions, grade training, and 
cei l ings)  bonus areas. 

%ill be replaced by the Enlisted Force Management System ( E m )  

Military Personnel Center, Personnel ADP Plans and 
767-4606 

-----I__. --- 
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COMMAND IWWCWFS DATA SYSTEM 
(CMDS 1 

PURPOSE : 

coMpuTm 
SYSTEM 
CHARACTERISTICS: 

N 
0 

OFFICE CONTACT: 

to store, update, re t r ieve,  and distri-  
bute Inanpower requirements and authorization data. 

PROCESS INPUTS -- . Approved manpower staff- . Updates authoriza- 
ing standards ( w i t h  sk i l l /  t i on  data base 
pay grade d e t a i l )  

. End strength and pay grade 
ceilings 

. Program and mission guidance 

OUTPUT - . Aggregate re- 
quirements/ 
authorization 
da ta  to base 
leve l  

. Assignments 
(to PDS) 

. Prcqrannned authorizations . Goal for inven- 
tory projections 
( to  AJFAL) 

. Guide for train- 
ing plans 

1 Directorate of Manpower and Organization, Policy and System 
Integration Div. ( M P M I ) ,  697-0440 



ENLISTED POLICY ANALYSIS SYSTEM* 
( EPAS ) 

PURPOSE : 

COMPUTER 
SYSTEM 
CWMACTEXISTICS : 

1 
-I_.- 

TO project e n l i s t e d  f o r c e  c h a r a c t e r i s t i c s  ( p r o f i l e s  by grade  
and year  of se rv ice )  f o r  budget preparat ion.  

INPOTS PROCESS OUTPUT ----- -- ---- _I_------ . Required end St rength  . Calculates losses . Losses, promotions 
by f i s c a l  year  and fo rce  s t r u c t u r e  

by grade and year  

AFPAL & PMS) 

. F i l l s  with access ions  

Pramotes and ages t h e  
. Current fo rces  by o f  s e rv i ce  ( to  

grade, year  of s e r v i c e  
and term of enl i s tment  fo rce  
(Urn) 

. Accessions mix 

. Econmic assumptions 

OFFICE CorJTACI': 

* Expected to be absorbed i n t o  EFW & w i l l  have s k i l l  (AFSC) l eve l  
detail  

Directorate of Personnel Plans (MPX), Analysis niv.  697-3208 ----I -I---- 

E---- -__--l_l_----l_--_l--------- 

,+ 

c 
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HEADQUARFEFS AIR E'ORCE MANFKMER DATA SYSTEM 
(-S 1 

P u F e i s E  : 

COMPUTER 
SYSTEM 
CWWXTERISTICS: 

OFFICE CONTACT: 

I 

To provide Air Force headquarters with a central 
consolidated data base containing authorizations. 

INPUTS 

Total authorization 
allocations 

policy, mission, budget, 
program constraints/ 
OSD and Air Force 
guidance 

PROCESS 

. Adjusts manpower 
allocations to 
changes in 
missions, programs, 
and fiscal con- 
s traints 

OUTPUT 
L__- . Bulk authoriza- 

tion allocation 
by command/pro- 
gram (to CMDS) 

. Periodic mni- 
toring reports: 

--Comparison 
of authoriza- 
tions to 
Inventory 

-PPBS reports 

Directorate of Manpower & Organization, Resource Div. (AF'/MENR), 
697-1 089 

U 



PERSONNEL DATA SYSTEM 
(PDS 1 

PURPOSE: 

COMPUTER 
SYSTEM 
(TARACTERISTICS: 

N 
w 

To provide the main support for operational personnel 
planning and management functions (e.g., recruiting, 
assignments, promotions). 
1 

INPUTS PROCESS OUTPUTS 
- -- . Transactions . Numerous and varied . Inventory data: 
. Projected transactions ported [recruiting, -Grade/special ty/ 

. Authorization file assignments, 

processes are sup 

technical training, number 

promotions, -Update transactior 
separations, etc.) data 

-Losses 

-Gains 

-Promot ions 

-Assignments 

-Longevity 
-_I__ --- -- 

OFFICE CONTACT: Military Personnel Center, Personnel ADP Plans and Requirements, 
697-4608 -- -I- - --11 



PERSONNEL BUIXETING SYSTEM 
(PERSBUD) 

PURPOSE : 

CY3MPUTER 
SYSTEM 
CHARACTERISTICS: 

OFFICE CONTACT: 

To assist managers i n  the preparation of the mil i tary 
personnel appropriation portion of the budget. I 

I I 

INPUTS PROCESS OUTPUTS 
~~ - . Projected inventory . Calculates wsts based . Tapes sen t  to 

(to AFPALI) on inventory data and Congressional 
cost factors Budget O f f i c e  

and Office of 
Management and 
Budget 

. C o s t i n g  factors 

Office of the  Director of Personnel Programs (AE’/IWP), Personnel 
Budget Div. (B),  697-5596 



PIPELINE MANAGEMENT SYSTEM 
(PMs) 

PURPOSE : 

COMPUTER 
SYSTEM 
CHARACTERISTICS : 

OFFICE CONTACT: 

To provide A i r  S t a f f ,  Major Comnands, and Training Center 
managers with online,  computer-based management information 
system s u p p r t .  

-- I 

INPUTS PROCESS OUTPUT 
-- . Training requirements 

. Budget cons t r a in t s  . Alloca tes  t r a in ing  program: 

. Training resources . Produces class roster -Course ca ta log  

. Accounts f o r  s tudents  -Class schedule 

* Develops class schedules . A i r c r e w  & techni- 
cal t r a i n i n g  

. Tracks t r a in ing  
progress 

. Records completed 
t r a i n i n g  

-Student roster 

-Feedback to 
PPBS 

-l__-_l- - - --I_- 

Military Personnel Center, Personnel ADP Plans and Requirements, 
767-4608 
I----- I_ - 

n 

t 



PURPC)GE : 

COMPUTER 
SYSTEM 
CHAElACTERISTICS : 

To store individual personnel files (i.e., name, 
social security number, prmtions, assignments, schooling, 
etc. ) 
--- - -- 

INPUTS PFOCESS - - . Individual personnel .Compiles records . Supprts several plan- 
transactions and ning functions : 
biographical infor- -recruiting 
mation -training 

-assignments 
-prmt ions 

OFFICE CONTACT: Manpower Personnel Center, Personnel ADP Plans and Requirements, 
767-4608 



Section I1 

ADP SUPPORT FOR ENLISTED FORCE MANAGEMENT 

IN THE ARMY 

Page 

Computer systems used in enlisted force planning 27 

Computer systems used in day-to-day force 
management 

Army organizations responsible for enlisted 
force manaqement 

28 

29 

ARMY'S MAJOR AUTOYATED INFORMATION SYSTEMS USED IN 
MANAGING MANPOWER, PERSONNEL, AND BUDGET AREAS 

ATRRS 

ROIP 

ELIM/ 
COMPLIP 

EMF 

FAS 

PORECAST/ 
MOSLS 

FORECAST/ 
ULS 

PERDDIMS-E 

REQUEST 

RETAIN 

SACS 

Army Training Requirements and Resources 
System 30 

Rasis  of Issue P l a n s  31 

Enlisted Loss Inventory Model -- Computation 
of Manpower Programs Usinq Linear 
Programming 32 

Enlisted Master File 3 3  

Force Accounting System 34 

FORECAST/Enlisted MOS Level System 35 

FORECAST/rJnit Level Enlisted Strength 36 

Personnel Deployment and Distribution 
Information System - Enlisted 37 

Recruit Quota System 38 

Reenlistment Assignment System 39 

Structure and Composition System 4 0  



SIDPERS Standard Installation/Division 
Personnel System 41 

TAADS The Army Authorization Documents System 42 

VFDMIS Vertical F O K C e  Development Management 
Information System 43 



C o m p u t e r  Systems Support  I n f o r m a t i o n  F l o w  

for t h e  E n l i s t e d  Force 
i n  t h e  Army's L o n g e r  Term P l a n n i n g  

" S PAC E S " 

I D E N T I F Y  
UNFUNDED 

REQU I REMENTS 
AT U N I T  LEVEL 

-- I 

" BUCK s " 

PERSONNEL REQUIREMENTS 

S E R V I C E  PROGRAM 
REQUIREMENTS 

C O M P I L E  
UNFUNDED 

AT S E R V I C E  
&QUI REMENTS ------- 

L E V E L  

---&I FAS/TAADS 

P R O J E C T  FUTURE 
OR CHANGING 
REQUIREMENTS , 

I I 

PROGRAM 

FORECAST 
ELIM-COMPLI  P 

1 
-I)------- -__------ I- 

D E C I S I O N S  ABOUT NEXT YEAR'S  BUDGET SHARES:  
PROGRAM REVIEWS A T  OSD/OMB LEVEL,  BY CONGRESS 

-_.J I-- --- - 

S E R V I  CE 
END STRENGTH/ 

BUDGET AUTHORITY 

" FACES " 

C O M P I L E  
CURRENT 
INVENTORY 

A T  S E R V I C E  
LEVEL -- 

P R O J E C T  

INVENTORY 
1 FUTURE 1 
P----I I FORECAST I 

PERFORM 
P O L I C Y  

ANALY S IS  

FORECAST 
I_---_ 



c 

"SPACES" - 

Computer Systems Support Information Flow 
i n  the Amy's Day-to-Day Management 

of the Enlisted Force 

"BUCKS" - 

LAST YEAR'S DECISIONS ABOUT BODGET SHARES: 
Defense versus Social; Navy versus A n y  versus A i r  Force; 

weapns versus togistics versus Personnel; etc. 

"FACES" - 

---?/ 

I 
I & 
cmP1m INVEWRY 

RECORDS AT 
SERVICE LEVEL 

EMF 

ASSIQO 
P E I L  

PEFDDIEIS-E 

SCHEWLE 
RECRUITING/ 

TFUUNING 
NEEDS 

REQUE= 
RETAIN 



ARMY HEADQUARTERS ORGANIZATIONS RESPONSIBLE FOR 

ENLISTED FORCE MANAGEMENT 

Deputy Chief of Staff for Organization and Plans (DCSOPS) 

-Develops overall force requirements and program 
pr ior it ies . 
-Operates computer systems that identify and compile 
unfunded requirements, project future or changing 
requirements (authorizations), project future inven- 
tories; perform policy analyses, and schedule 
recruiting and training. 

Deputy Chief of Staff for Personnel (DCSPER) 

-Establishes personnel policies and programs which 
manage all active Army personnel. 
-Operates computer systems that compile current inven- 
tory records, develop and cost the Army's personnel 
budget request, assign personnel, and schedule 
recruiting and training. 

Deputy Chief of Staff for Logistics (DCSLOG) 

-Develops and supervises Army logistics, which 
directly affects manpower requirements determination 
and allocation, personnel assignments, and training. 

Deputy Chief of Staff for Research, 
Development, b Acquisition (DCSRADA) 

-Responsible €or the research, development, test and 
evaluation and the planning, programming, and bud- 
geting for materiel acquisition which affects man- 
power requirements determination and allocation and 
personnel training. 

The Comptroller of the Army (COA) 

-Responsible for budget, cost analysis, economic 
analysis, military/civilian pay procedures and 
accounting, resource management policy, financial 
management, and productivity management activities 
within the Army. 

personnel budget request and track budget execution. 
-Operates computer systems that cost the Army's 

29 



ARMY TRAINING REQUIRE-S AND RESOUFCES SYSTEM 

DCSOPS, Institutional. Training Div., 695-2230 

I -- -I_- _u - 

PURKlSE : 

w COMPUTER 
SYSTEM 
CHARACTElUSTICS : 

0 

1 To determine training requirements, objectives, and costs so that 
managers and trainers can schedule classes, fill seats, and train soldiers. 
The ATRRS data base maintains information at the course level of detail 
all courses taught by or for Amy personnel. 
ses, graphs, and selected data displays pertaining to requirements, en- 
trants, graduates, training loads, and associated information. 

It produces reports, analy- 
' 

- 

INPUTS PW3CESS OUTPUT -- -- . Projected occupational . Develops an affordable . Class schedules 
needs by NOS and grade and attainable training 

Program . Seats available by . Unconstrained training re- course, location, etc. 
quirements . Management reports on . "raining constraints, such graduation, attendance, 

and score data as physical space, time, and 
dollars 

OFFICE CoII\JTAcT: 



BASIS OF ISSUE PLANS 

~-~ 

PURPOGE : 

COMPUTER 
SYSTEM 
c33?aACrnRISTICS: 

OFFICE c m m :  

INPUT PROCESS OUTPUT 

. Current and planned man- . Constructs a file containing . Identification of units 
power/equipnent require- a Table of Organization and receiving new equipnent 
ments €or existing units Equipnent (TOE) or Table of 

Distribution And Allowances . Projected manpower/equip (TDA) for new systems . Reports on impact o€ new 

~-----_R---------I--__l____l__ l----_-l_------------__--I------ 

(to SACS) 

ment requirements for new 
unfielded systems 

. Logistics plans for 

equipnent on supprt units 

. Equipnent acquisition 
and delivery scheduling 

. Transition plans for old 
and new equipment (to 
AT= ) 

equipent developnent 

. Training school planning 
requirements 

a Facility changes I 



ENLISTED LOSS 1-RY MODEL -- COMPUTATION OF P/IANPOWER 
PFtOGWS USING LINEAR PROGRAMMING 

(ELIM-COMPLIP) 

PURPCX;E : 

COMPUTER 
SYSTEM 
CHARACTERISTICS : 

OFFICE CONTACT: 

--- 
Army manpwr strengths, gains, and 

various categories of personnel. 

INPUTS PrnFISS OIITPUT 
~ . Enlisted records 

(EMF) 

. Gains/losses tape 
(from EMF) 

. Projects losses to cur- 
rent inventory and loss 
rates for potential ac- 
cessions considering 32 
demographic characteristics constraints 

. Accession schedules 
to meet end strength, 
quality, grade mix, 
and training base 

. Force structure allowance 
and unit authorizations 

. Authorized end strength 
. Projects Individuals Account 

(TITIS) using 50 mathematical 
models 

(from TAADS) . Compares progrmned form 
structure to operating 
strength (force structure is 
the number of spaces 
authorized by unit; operating 
strength is a unit's actual 
inventory) 

. Policy decisions 

. Historicial inventory 
statistics 

. Reenlistment projec- 
t ions 

. Loss/access ion 
projections 

. Projections of 
monthly enlisted 
strength of the Army 

. Projection of per- 
sonnel manyears 

Military Personnel Center, Personnel Inventory Analysis EW., 697-3724 I 



ENLISTED MASTER FILE 

(EMF) 

PURPOSE : 

COi%l?WR 
SYSTEM 
CHARACTERISTICS : 

W 
w 

OFFICE CONTACT: 

The o f f i c i a l  master f i l e  on a c t i v e  e n l i s t e d  personnel 
containing biographical data on each soldier. 

INPUTS PFXXESS OUTPUT 
~ ~~~ ~ ~ . Personnel biographical . Updates personnel . A gains/ loss  information 

data from ins t a l l a t ion /  information for each f i l e  ( to  ELIM-COMPLIP) 
major comnand l e v e l  soldier 
( v i a  SIDPERS) . Used f o r  personnel assignments, 

s t rength  and t r a i n i n g  pro jec t ions ,  
and equipment manning plans 

---I__-__ ---- -- ---- 

--- -- 
Militam Personnel Center (DAPC), Enl i s ted  Personnel Management Directorate r-- (EPZ), Information Resource Management O f f i c e  ( I ) ,  325-8060 



FORCE ACCOUNTING SYSTEM* 

(FS) 

PURPOSE : 

COMPUTER 
SYSTEM 
CHARACTERISTICS: 

1 
--c----uu-o-.-----uI- 

To record, maintain, and retrieve data necessary for detailed 
and smary analysis of the Army force structure to include organi- 
zation, unit function, and strength data. 

-----~~------I_--R--uIII---.---y^-------I~-- 

I W W S  PROCESS mprns 
wI-------u uY_--_m--I__------II-____-_u_----__1----__1_. 

Detailed unit information . Updates data base . Over 100 types of 
entered by major commands: repr t s : r- - Strength (total officers, 

enlisted personnel, and civilians) 

- Budget 
- Requiremen ts/author i- 
zat ions 

- Function 
- Location 

-Comparison 
requirements and 
authorizations 

-Unit/major corn- 
mand/force detail 

-No MOS/grade 
detail 

*will be replaced by the Vertical Force Developnent Management Information System (VFDMIS) 

3 E----- --,--_.__-----------.- --e--------- 

----1__-\1__- 

DCSOPS, Force Developnent Directorate, Force Accounting System Br., 694-5061 OFFICE CONTACT: 



!?ORECAST-ENLISTED M O S  LEVEL SYSTEM 

(FORECAST-MOSLS) 

PURPOSE : 

W 
ul 

OFFICE CONTACT: 

INPUT PROCESS OUTPUT 
------__----I_----I_------__--__-----____.-1--1------------- . Personnel record information . Compares MOS grade . Recruiting needs 

(gains, losses, promtions) needs with projected MOS ( to ATRRS) 
inventory 

inventory availability end strength and 

and availability losses (to ELIM- 

future needs (PERSACS) 

. Training statistics and . Projections of 
computes MOS 
grade needs and 

(CCIMPLIP) 

. Reclassification statistics 

. Authorizations and projected 
-u--I---------_.-_I----------------u----__--------I-Y--I-------- 

Office of the Assistant Secretary of the Army, FORECAST Project Manager, 
697-281 8 I 



PuRposE : 

COMPUTER 
S Y S W  
C-ISTICS : 

OFFICE CONTACT: 

To develop integrated strength and requirements projections at the 
skill, grade, and unit level of detail to support the generation of 

distribution plan. - 

INPUTS PIilXESS OUTPUTS --- 1_- . Historical strength data (EMF) 
. Assignment information force across all units requirements 

. Allocates the current . Updates of train- 
and projected enlisted ing and recruiting 

(PERDDIMS-E) to optimize the matching (to RE;QUEST and 
of personnel to rquire- PmAIN) 
ments . Updates of vacancy 

requisitioning 

E) 

nel management 
alternatives 

process (PERDDIMS- 

. Unit level person- 
- - - I -- 

*System currently under developent 

Office of the Assistant Secretary of the Army, FORECAST Project Manager, 
697-28 1 8 



PEEEXlNNEL DEPLQYMJW" AND DISTRIBUTION INFORMATION MANAGEPlENT 
SYSTEM - ENLISTED 

P PERWIPE-E) 

PURPaSE : 

COMPUTER 
SYSTEM 
CHARACTERISTICS : 

OFFICE CONTACT: 

1 
-- --I__ - -- I 

Tb provide all managers with a single source of assignment management I-- information for enlisted personnel. 
I- ---I 

WPUTS PROCESS OUTPUT 
---- ---- ---- I----- 

. Position vacancies . Matches soldiers . Assignments 
(frm RFTAIN) wit!! vacancies . Personnel file update . Enlisted personnel (to EMF) 
records (frm @IF') 

standards file 

, . Training seat reserva- . MOS/grade qualification 
. Staffing priorities 

tions (to REQUEST) 

. Strength management 
data (to FORECAST) 



RECRUIT QUOTA SYSTEM 

(REQUEST) 

PURPOSE : 

a O M p W R  
SYSTEM 
CHARACmISTICS: 

w 
03 

OFFICE COPEACT: 

- - --II -i 
-- 

TO manage enlisted reenlistments and training resources 
through an automated training seat reservation system. 

I_ 

INPUTS PFaxsS OUTPUT -- 1- - 
PI------ . Applicant occupation .Applicant's qualifi- .Training seat reserva- 

and location desires/ cations are tion information 
qualifications compared to skill (to ATRRS) 

qualifications 
Class seating capacity/ connected w i t h  class . Accession/reenl istment 
location vacancy; if standards file updates (to FORE 

are met, a class CAST) . MOS prioritization for resewation is made. 

Bonus infonnation 

. Qualification Standards 

filling vacancies .Personnel record data 
updates (to EMF) 

.E management infor- 
mation (to PERDDIMS-E 

File & RETAIN) 
-. - 

Military Personnel Center, Accession Management/Training Assignment Division (Em), 
REQUEST/RETAIN (R) , 325-84 1 8 1 



REENLISrn ASSIGNMENT SYSTEN 

PURPOSE : 

OFFICE, CONTACT: 

--- - 

I !Co provide a real-time reenlistment and assignment system to identify 
and reserve assignment vacancies for reenlistees, 

INPUTS PROCESS OUTPUTS 

- Assigmnt requisitions/vacancies . Matches qualifid . Training seat con- 
( from PERDI)IMS-E ) reenlistees with firmation (to 

. Training seat coordination/ 
availability (from FEQUEST) 

_L -- -- -&--_-I -------I__- -a_----- --- - I 

available vacancies W2UEST) 

. Assignment nomina- 
tion ( interface 
with PERDDIMS-E and 
FORECAST) 

Reenlistees' desires/qualifications 

. MOS qualifications 

, M E  priorities 
. Updates of the EMF 

- Adjustnents to NCE 
priorities 

I-----___I_----- ------ -- - --c.--'-u- - - 

I Military Personnel Center (DAFC), Enlisted Distribution Division, REQJEST/FSTAIN Br., I 325-84 18 

- 



THE S T R U m  AND CoM!?CEITION SYSTEM 

PURPOSE : 

COMPUTER 
SYSTEM 
C ~ r n R I S T I C S :  

OFFICE CONTACT: 

- - I_--- I----- 

IT0 provide the Army's statement of personnel and equipnent 
land authorizations in the budget process and to plan personnel and 
~equip~lent acquisition, distribution, and facility management. 

---_I---------- -_I- II------ 
I 

I---- --I__---uII11_----__---- ------------_----- 
, Aggregate authorized force . Performs two roll-ups a 
( F S )  year, creating total sonnel requirements 

, Personnel and equipment detailed requirements needed for a specific 

. A snapshot of per- 

and authorizations Army and unit files with 

detail from the Army's and authorizations force structure 
authorization documents 
(ToE/EJpIyIE/TDA - TAADS) . Personnel management 

plans ( e g g . ,  pr- 

incentives, mobiliza 

, Incorporates manpower and t ions , access ions , 
equipnent requirements recruiting, bonus 
from the Basis of Issue 
Plan (rnIP) tion. ) 

. Override inputs used when 
TAADS and FAS are not cur- 
rent relative to particular 
unit requirements/authori- 
zations 



STANDARD INSTALLATION/DIVISION PERSONNEL SYSTEM 

(SIDPERS 1 

PURPOSE : 

c w u r m  
SYSTER 
CHARAC?TEEUSTICS: 

OFFICE CWACT: 

----------__--------,c_--uI -e---- 

To provide biographical and organizational information for 
each soldier at the recorded installation or division level, 
which is used in managing authorizations and strength. 
---l_--l--------I_---l_-l_---I----__ 

INPUTS PROCESS OuTmrs 
-----------___--_--1___1____1_____.___1-- . Personnel data . Updates installation/ . Updates EMF 

- Name, grade, division personnel 
birthdate, etc. information files . Creates a transaction audit 

file (e.g., lists an indivi- 
dual's data on promotions, 
assignments , training ) 

. Organizational data 
- unit name, location, 
etc. 

. Manpower authorizations 
by unit 

. Training transactions 
(from WQUGST) 

. Reenlistment transactions 
(from RETAIN) 



THE ARMY AUI'HORIZATION SYSTEM* 

(T-) 

PURP(X;E : 

COMPUTER 
SYSTEM 
CHARACTERISTICS: 

To create the Amy's automated data base for documenting 
approved requirements and authorizations for personnel 
and equipment within each Army unit. 

. Approved unit requirements 
and authorizations by number 
and type of personnel and 
equipnent for current and 
budget years (TOE, MTOE, 
TDA) 

. Force Management Guidance 
(Major Comand Plans, Pro- 
gram Budget Guidance(PBG), 
dollar allocation per 
PrWr=N 

. TJpdates unit . Revised unit personnel 
requirement and ( type and number) and 
authorization files equipnent requirements 

and authorizations 

. Revised total and 
unit force structure 
documents (the number 
of officers , warrant 
officers, enlisted per- 
sonnel and civilians) 

. Inputs into assignment 
and inventory projec- 
t ion sys terns ( PERDDIMS-E 
and FORECAST). 

W i l l  be absorbed by the new Vertical Force ikvelopnent Management Information System (WmIS) 

OFFICE CWACT: DCSOPS, Force Develo&mnt Directorate, Force Accounting and Systems Division, The Army 
Authorization Document Systems Sranch, 695-5649 J _I-- --- P---_------- 

-_̂ ---- 



VEFU'ICAI; FORCE DEVELOPMENT MANAGEMENT INEUMTION SYSTEM 
(VFDMIS) 

PlJrnSE : 

.p 
w 

3FFICE CCNTACI!: 

-------I_-----------___.________I____LI_-- 

TO integrate within an automated environment major force developnent infonna- 
mation systems--Force Accounting Systeii (FAS), The Army Authorization Document 
System (TAADS), Force Eveloprent Integrated Management System (FORDIr\lS)--and 
to extend to command and installation levels the analytical and computational 
capabilities found at Army headquarters. 

. Army Guidance . Interactive input as . ~ r m y  force structure 

. Program Budget Guidance well as batch uplates . Authorization docu- 
(PBG) for manpower plans . Interactive query by men ts 

users . Management reports . Unit documentation (TAADS) 

. Cornnand implementation of Guidance 
I . Program Sudget 

personnel plans 

IDCSOPS, Force Development and Accounting System Division, 694-5061 I 
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Section 111 

ADP SUPPORT FOR ENLISTED 

FORCE MAEAGEIUN" I N  THE NAVY 

C o n t e n t s  -------- 

Computer systems used in enlisted force planning 

Computer systems used in day-to-day force 
management 

Navy organizations responsible for enlisted force 
management 

Page 

44 

- 

45 

46 

NAVY'S MAJOR "IOMATED INFORMATION SYSTEMS USED IN 
MANAGING MANPOWER, PERSONNEL, AND BUDGE2 AREAS 

System system 
acronym name page 

ACOL 

R/REFT 

BUCOMP 

EDPIIOJ 

EMR 

FAIM 

FAST 

HIS 

NAMPS 

-/ 
FLAIL 

NI17RIIS 

Annualized Cost of Leaving Model 

Bonus Reenlistment Force Transition Model 

Budget Cost Management Program 

Enlisted Distribution Projection Model 

Enlisted Master Record 

Fast Input Model 

Force Analysis Simulation Technique Model 

Hardman Information System 

Navy Automated Manpower Planning System 

Navy Resource Mdel/Force Level Analysis 

Navy Integrated Training Resources 

Interactive Language 

Mministration System 

47 

48 

49 

50 

51 

52 

53 

54 

55 

56 

57 



, 

System System 
acronym name Page 

NMDAb5 

NMRS 

OFM 

PRIDE 

SKAT 

SPAN 

STRAP-E 

Navy Manpower Data Accounting System 58 

Navy Manpower Requirements System 59 

Objective Force Model 60 

Personnel Reservation Incentive Delayed 
Entry System 61 

Skilled Accession Training Model 62 

Strength Planning Model 63 

Structured Accession Planning Model- 
Enlisted 64 



"SPACES"  

I D E N T I F Y  
UNFUNDED 

REQUIREMENTS 
AT UNTT LEVEL - 

NMRS 

1 
I COMPILE 1 

C o m p u t e r  Sys tems Support  I n f o r m a t i o n  Flow 
i n  t h e  N a v y ' s  Longer  Te rm P l a n n i n g  

f o r  t h e  E n l i s t e d  Force 

F U N D E D  

--1 
COMPETE WITH OTHER 

S E R V I C E  PROGRAM 
REQUIREMENTS 

NAMPS 

1 - 1--- 

OR CHANGING 
REQUIREMENTS 

D E C I S I O N S  ABOUT NEXT YEAR'S  BUDGET SHARES: 
PROGRAM REVIEWS AT OSD/OMB LEVEL,  BY CONGRESS 

- 

-- 
S E R V I C E  

END STRENGTH/ 
BUDGET AUTHORITY 

" FACE S le 

t COMPILE 
CURRENT 

INVENTORY 
AT S E R V I C E  

LEVEL 

P R O J E C T  
FUTURE 

PERFORM 
P O L I C Y  
ANALYSIS  

ACOL OFM 

I J 



"SPACES"  

1__1_ 

FUNDED I ---I AUTHORIZATIONS 

NMDAS 

C o m p u t e r  S y s t e m s  Suppor t  I n f o r m a t i o n  F l o w  
i n  t h e  N a v y ' s  D a y - T o - D a y  Management 

of t h e  E n l i s t e d  Force 

r 
CURRENT 
S E R V I C E  

BUDGET 
END STRENGTH/ 

AUTHORITY 

" BUCK S " 

A S S I G N  
PERSONNEL 

E D P R O J  

------II---__----------_--- ---- 

1 LAST YEAR'S  D E C I S I O N S  ABOUT BUDGET SHARES: 
D e f e n s e  v e r s u s  Soc ia l ;  N a v y  v e r s u s  A r m y  v e r s u s  A i r  F o r c e ;  

Weapons v e r s u s  L o g i s t i c s  v e r s u s  P e r s o n n e l ;  e tc .  
-----_I_ I---- E- ----- 

I --I ----I 

UNEXPECTED 1 I n COMPETE FOR 

1 

I NMDAS 

"FACES" 

PERSONNEL 
A C T I O N S  
AT U N I T  

LEVEL 



. 
NAVY HEADQUARTERS ORGANIZATIONS RESPONSIBLE FOR ENLISTED 

FORCE MANAGEMENT 

Deputy Chief of Naval Operations 
(Manpower, Personnel, and Training) (OP-01) 

-Develops policies, procedures, methodologies, and 
related reporting and control system used to plan 
and manage t h e  enlisted force. OP-01 responsibili- 
ties include: requirements determination, authoriza- 
zation management, recruitnent, classification, 
training, education, distribution, separation, and 
retirement. 

Total Force Planning/Training Division (OP-11) 

-Provides planning €or total force mid- and long-range 
manpower and personnel requirements to support 
strategic plans. Determines requirements for 
manpower? education? training, and mobilization for 
operating systems, programs, and activities. 
Monitors manpower requirements €or new equipment and 
weapons systems. 

unfunded requirements and project future or changing 
requirements. 

-Operates computer systems that identi€y and compile 

Total Force Programming/Manpower Division (OP-12) 

-Analyzes military/civilian programming submissions of 
Navy managers and develops the manpower, training, 
and education programs; supervises and monitors the 
programming and management of military/civilian 
manpower resources. 

funded requirements (authorizations). 

Militarv Personnel Policv Division (OP-13) 

-3perates computer systems that identify and update 

-Develops execution plans €or the implementation of 
manpower and personnel programs; coordinates develop- 
ment of budget requirements and budget submissions; 
and develops military career personnel programs? 
including compensation and entitlements. 

tory, perform policy analysis? develop and cost 
Navy's personnel budget request, assign personnel, 
and schedule recruiting and training. 

-Operates computer systems that compile current inven- 

Total Force Information System Management Division (OP-16) 

-Provides policy and guidance for manpower and 
personnel automated information systems throughout 
the Navy. Exercises staff supervision over 
information systems that support OP-01 functions. 
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ANNUALIZED COSTS OF LEAVING MODEL 
( ACOL ) 

PURPOSE : 

COMPUTER 
SYSTEM 
m m u s r I c s :  

OFFICE CONTACT : 

-1 
-____. --- 

To evaluate the impact of changes in pay, housing allowance, 
unemployment conditions, etc., on careerist inventory growth. 

INPUrS PROCESS 

. Starting inventory 
and historical 
retention rates 
(from FAST) 

. Alternative 
compensation policies 

. Unemployment rates 

. Projects . Length of 
reenlistment service (LOS) 
behavior and inventory 

retention patterns 

. Changes in 
continuance 
and reenlist- 
ment rates 
(to STRAP-E) . Expected gains 

I I OP-162, Economic Analysis Branch, 694-4822 



BONUS REENLI- FORCE TWSITION FIODEL 
( B / R E m  

------------------ ----I_- ------ - 

-I 
--- 
To assist managers in determining amount to 
request for bonus programs. -- _-- a- 

OFFICE CCXWACI!: 

____  ~~~ . Projected fiscal 
year ending 
inventory 
(from FAST) 

. Reenlistment 
eligibles 
data 
( from FAST) 

. Objective force 
goals by rating 
and length of service 
( from OFM) 

~ ~~ . Calculates . Alternative 
1 ikel ihood Selective 
of reenlist- Reenlistment 
ment behavior 
by skill funding 

Bonus (SRB) 

levels 

I-- _I_- --- 
----- -------------- 

OP-l36C, Enlisted Bonus Plans, 694-5543 E_ ---- ---I__- 



PURPOSE: To assist Navy managers i n  costing the en l i s t ing  
personnel program during the  budget process. 

OFFICE CONTACT: 

INPUTS PROCESS OUTPUT 

. Projected Five- . Costing . Enlisted 
Year Defense algorithm personnel 
Plan inventory budget 

calculations . End strength and budget book 
by grade/ displays 
length of service 

.Enlisted pay 
rates, allowances, 
FCS, etc. 

OP-l35C, Enlisted Strength Plans, 694-5446 



ENLISTED DISTRIBUTION PIIBJECICION MODEL 
(EDPFOJ') 

PURPOSE : 

COMPUTER 
SYSTEM 
(2HARAm RISTICS : 

VI 
0 

OFFICE C0"ACT: 

1 
--------o ---1_---- ---.I.-- -- -I------ --_I- - 

To assist Navy detailers in equitably allocating available 
personnel among the major Navy cmpnents in accordance with 
staffing priorities. 

INPUTS PROCESS 

. Authorizations . Compares assign- . Navy Manning 
(from m) able inventory Plan (dis- 

to authorized tr ibut ion) . Current in- vacant spaces 
ventory and projects 
(from EMR) d is tr ibu t ion 

. Staffing 
priorities I 



PURPOSE : 

COMPVIXIP 
SYSTEM 
~HAEWTERIST LCS : 

OFFICE CONTACT: 

To store individual personnel files ( i.e. , 
names, social security numbers, prarnotions, 

_I- assignment, schooling etc.). ---I - 

FIZOCESS OuppuT 
.--_I_---- 

INPUTS 
. Individual . Records . Date base 
personnel compiled containing 
transactions informat ion 
and biographical on every 
information Navy sailor 

- 

* 



FAST INPUT MOMJLE 
( FAIM) 

PURPOSE : 

OFFICE CaJTACT: 

1 
-------------1__--.-- 

To provide the starting inventory for projecting 
the future enlisted force. 

INPUTS PROCESS mur 
. Inventory extract . Records . Beginning 
(From EMR) annual inventory by 

inventory rating, pay . Sumnary of changes grade, and length 
personnel trans- (gains, of service (for 
actions for one losses, FAST projections) 
year promotions) . Historical trends 

(attrition 
reenlistment, 
transfer, and 
advancement 
rates) 

---__---__-_I_--CI_---------- 

OP-l35D, Enlisted Programs Management Information Support, 
694-5445 



FORCE ANALYSIS SIMULATION TECHNIQUE MODEL 
( FAST 1 

PURPOSE : 

COMPUTER 
SYSTEM 
ciwammsr ~ c s  : 

ul 
w 

OFFICE CorJTAcT: 

1 
----__------------u_-II----- -- -- 

To project personnel flows (ga ins ,  losses, and 
advancements) by pay grade, r a t i n g ,  and length  of 
serv ice  . 

INPOTS PROCESS m u r  
. Beginning . Projects . Projects 

inventory a f u t u r e  a f u t u r e  
(from FAIM) fo rce  based inventory 

on h i s t o r i c a l  a t  end of 

o t h e r  f a c t o r s  grade  and 

I_--------------I-Y------_I_--I_----------I-- 

. End s t r e n g t h  t rends  and year  by 

. A t t r i t i o n  and 
advancement 
t rends  . A t t r i t i o n ,  
( from FAIM) accession,  and 

length  of se rv ice  

promotion p l ans  . Career ladder  
s t r u c t u r e  
(from ‘tWXS) 

OP-135, Enl i s t ed  Programs Management Information Support, 
694-5445 -l 



HARDMAN INFORMATION SYSTEM 
(HIS) 

PURPOSE : 

C(3lPVrER 
SYSTEM 
U-lARArnERISTICS: 

OFFICE CclNTAcT: 

I_ ---------------- --- 
To provide managers with information 
identifying, consolidating, and tracking new 
weawn systems and their associated manpower 
and training resource requir2ments throughout 
the weapon system acquisition process (WSAI?). 

INPUTS PROCESS OUTPUT -- _I ----1__1_------ 

Projected systen . Tradeoff/iinpact . Projects future 
requirements studies manpower 
-Manpower training 
-Training requirements 

. Manpower system ( to 
by weapon 

constraints NAMPS/NMRS) 

Equipnent 
life cycle costs 

OP-11, Program Integration/Resource Management, 
694-4435 -- _I_------ - 



NAVY AWOMA”D MANWWER PLANNING SYSTEM 
(NAMPS ) 

P U m E  : 

COMPUTER 
SYSTEM 
CHARACTeRISTICS: 

--11_-1__- 

Tb assist managers in tracking manpower 
resulting from planning and budgeting decisions. 

INPwrS PimCExS omwr 
-----I___--------------- -- I_------ . Total military . Compiles a . Requirements/ 

and civilian man- data base authorization 
power requirements comparison report5 
(from nMRs) . Billet/psition 

e Projected new changes 
manpower re- 
quirements . Updates to the 
(from HIS) NARM 

. Navy-approved 
authorizations 
(from PiMDAS) 

. Prograq changes I . Bunk data I 
OP-11, Program Integration/Resource Nanagement, 694-4435 
OP-l22E, Manpower Programs and System Support, 694-5307 

’ --------------- -- I_-- 



COMPUTeR 
SYSTEM 
CXARACTERISTICS : 

OFFICE CCYNTAm: 

To track resource requests and coordinate the preparation 
and develqment of the Navy's budget request. 

P E S  ormwr INPUTS 
-----1__-__c----- ------ I_-- . Five-Year Defense . Compiles and . 1Jpdates Navy 
. Operating and . Manpower 
budget constraints guidance 

Plan by activity maintains a budget request 
data base 

. Program guidance 
and priorities 

. Management decisions 

1 -- --- --I---- 

OP-IlG, General Planning & Progrannning Division, 694-5038 



NAVY INEGRATED TRAINING RESOURCES 
ADMINISTRATION SYSJEM 

(NITRAS) 

PURPOSE : 

COMeIJTER 
SYSTEM 
CHAfWTERISTICS: 

OFFICE CONTACT: 

~~ - ~- 

To assist t r a i n i n g  managers i n  scheduling 
s tudents  i n t o  ava i l ab le  basic and advanced 
t r a in ing  courses . 

INPUTS PROCESS Ovmm 
. Course information . Compiles a 

data base (date, length,  
number o f  seats) 

. Student infor- 
mation (course 
needs, proposed 
assignment) 

. Trend d a t a  on 
courses 
( a t t r i t i o n  rates 
s tudent  d e w  r apt i cs ) 

Training orders 

Reports on 
course and student 
performance 



NAVY MANPOWER DATA ACCOUIVTING SYSTEY 
( NlYDAS ) 

PURPOSE: 

COMPU'ITR 
SYSTEM 
CHAWrnRISTICS: 

cn 
W 

OFFICE CONTACr: 

TO store and update approved rnan,wwer requirements 
for all Navy activities. (Navy refers to NMDAS as 
"Bi 1 let F i le. 'I ) 
I_------ I_---^----I_ ---- 

INPUTS PROCESS 3uTpIR: 
------1__---- -- _u --- -------- u . Approved authori- . Updates . Activity Manpower 

zations for approved Author i za- 
each N a v y  author i- tions ("A) 
activity zations (OEWAV 1 000/2 ) 
(total numbers d i splayed 
by rating and in a variety . Enlisted 
pay grade) of N a v y  Programmed 

documents Author i za- . Changes to tions (EPA) 
approved 
authorizations . Navy Manning 

Plan (NMP) 

1 
-----------------I- 

OP-l22E, Military Programs/Nanagement Systems Support, 



NAVY MAN-R REQUIREMENTS SYSTTM 

PURPOSE : 

COMPUFER 
SYSTEM 
CHARArnEUSTICS : 

OFFICE COWTACT: 

------- ---------- 
To provide a central repository of total Navy 
manpower requirements, both military and civilian. 
The N I W  is used to develop unconstrained manpower 
requirements €or ships, aircraft squadrons, and 
support activities. 

INPUTS Pmss  
I_- ----------------- . Workload . Computes 

standards manpower 

. Rating and for all 
grade staffing Navy 
guidance activities 

requirements 

OvrPuT ------ -- ------ . Manpower requirements 
documents (SMD, 
S W ,  SHOF2STAMPS) 

. Documented re- 
quirements for 
NAMPS and NMDAS . Documented 

workloads 

. Proxy re- 
quirements 
(undocumented 
requirements) 

4 



OWECTIVE FORCE MODEL 
(OFW 

PURPOSE : 

..I--------.----- --_ - ---_cI---- 1 
-----I------ -_C.----_l----------- --- 
To develop an objective distribution of the enlisted 
inventory by length of service and pay grade for 
each occupational grouping of the total force. 
This distribution establishes goals for enlisted 
personnel management prcgrans. 

C W m R  INPUTS PROCESS OUTPUT 
SYSTEM ---_--Iu-U----3--.-------.--.----.---.-.-----. . Programed authori- . Assesses . Prescriptive 

zations by rating manpower inventory 
and pay grade for program management 
5 years (from NMlYS) feasibility policies 

. Historical continu- . ?erforms . "Total" Navy force 
ance and advance- I' what i E" structure 
ment rates (from drills 
FbST) . Achievable bonus 

zones 

r CHARAcTernsrIcs: 

. Policy constraints 
and grade ceilings . Acceptable advance- 

ment zones 

OFFICE CONTACT: I OP-120, Total Force ~ogramning Division, 694-5362 1 



PE-L RESERVATION INCENTIVE 
DELAYED W R Y  SYSTEM 

(PRIDE) 

WRPOSE: 

COMeVrER 
SYSTEM 
CHARACTERISTICS: 

OFFICE CONI’ACI’: 

1 -----_--__---_c--_--C_---_u- 

To provide recruiters with data on accession 
needs by occupation. I 



SKILLED ACCESSION TFUUN" MODEL 
( 1 

PURPOSE : 

COMPUTER 
SYSTEM 
CHARAcrE RISTICS : 

OFFICE CorJTAcr : 

INPUTS Pmss  OcprPuT -_----_ ----- - - *--------- -------s-- ---_--A 1 7 -  - ------*-I . Projected staffing . Projects . School plans 
needs by rating personnel for budget 
(fran NMDRS/HIS) training decisions 

needs 
Rating growth 
(frm P A )  

FAST inventory 
projections 
and trends 

. Course statistics 



PURPOSE : 

CDMPUTER 
SYSTEM 
CHmcTERIsTICs: 

m 
W 

OFFICE CONTACJ?: 

required to maintain total Navy pay grade 

assist inventory managers in projecting 
monthly strength, gains, losses, and advancements 

-.l-.l---u-- -_-__----___---__-__----- 

Inventory gains, 
losses, and 
advancement 
projections 
(from FAST) 

Navy inventory 
goals 

. Projects . Navy Strength 
monthly gains, Plan 
losses, and 
advancements . Total and pay 

grade manyear . Costs averages 
future 
inventory . Basic pay costs 
(via BU00rulP) (Em-) 

Budgetary 
constraints 

. Management decisions 
and guidance 

1 OP-l35C, Enlisted Strength Plans, 694-5446 1 

c 



STRUCIWU3 ACCESSIm PLA"I"L1STED 
(STRAP-E) 

? 

OP-12, mtal Force Progrming Division, 694-5362 

PURPOSE : 

COMPUTER 
SYSrnM 
CHARALmRISTICS: 

OFFICE CONTACT: 

To provide Navy managers w i t h  information on 
accession levels. 

INPUTS PROCESS OUTPUT 

Authorizations 
(from NMDAS) 

EMR inventory 

. Rates of losses/ 
gains 

. Biographical 
data on current 
force 

. Supply data 
on recruits 

. Personnel policies 

. Projects . Estimated acces- 
alternative sions needed to 
future inven- attain different 
tories force levels 

over a 7-to-10 
year period 

Sizes manpower 
overhead for 
different force 
levels 

. Projected inven- 
tory by length 
of service. 



I M P R E S S I O N S  ABOUT THE EFFICIENCY OF MILITARY S E R V I C E S '  - -- -- 
MANPOWER, PERSONNEL, AND T R A I N I N G  INFORMATION SYSTEMS - --- 

This last section presents some impressions formed while 
collecting information €or the handbook. It is not intended 
as a critique of information resource management in the 
military services. Instead, we attempt to document that all 
manpower, personnel, and training (MPT) information systems 
share similar problems and observe that some promising 
attempts to solve these probleins are already underway. 

In this section, we first list eight different 
problems observed in information resource management in the 
services' MPT systems. We then provide specific examples of 
these problems drawn from our survey work. We conclude with 
some possible improvements in information management. 

Few of the observations in this section are original to 
this study. All of these problem have been cited as 
deficiencies by at least one military MPT manager. Most of 
these problens have been cited by MPT managers in each of the 
three services. Because they are aware of these problems, 
military MPT managers are, in many cases, already initiating 
actions to correct them. In fact, most of the suggested 
improvements offered in this section are corrective actions 
which one of the three military services has either already 
implemented or has moved to an advanced planning stage. Tn 
this regard, we hope that the MPT information system 
improvements accomplished i n  one service can benefit a l l  other 
information system and YPT managers throughout DOD. 

5 5  
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Section I 

PROBLEMS IDENTIFIED IN MILITARY MPT INFORMATION SYSTEMS 
I_- 

Through our review of military manpower information 
management systems, we have identified eight separate problems 
which are common to the systems of all three services. 

1. 

2. 

3. 

4 .  

5. 

6 .  

7 .  

8. 

In 

Duplication of effort--storage and analysis of 
closely related information by two or more 
information systems. 

Lack of systems integration--inability of separate 
information systems to exchange information. 

Slow responsiveness of systems--excessive amounts of 
time required to respond to a request for 
information. 

computer instructions enbodied in the information 
system as MPT policies change. 

Poor documentation of software--inadequate or 
unavailable explanations of how the information 
system itself operates. 

Poor data quality--inaccurate data items recorded 
within the information system. 

Poor training of computer personnel--lack of 
sufficient knowledge or training among personnel 
operating the information systems. 

equipment which did not represent most efficient 
technology currently available. 

Lack of software naintenance--failure to revise 

Outdated computer equipment--use of old computer 

the pages to follow, we present specific examples of 
deficiencies in each oE these areas. 



1 

y_- 

LACK OF SOFTWARE 
MAINTENANCE 

e---- 

POOR 

t- 

r- 
DOCUMENTATION 

-----I- 

POOR DATA QUALITY 

------ I._ 

POORLY TRAINED 
PE RSONNE L 

--I------ 

OBSERVATIONS ABOUT THE AIR FORCE’S MPT INFORMATION SYSTEMS 

------Y----------- - --.----I-- 
0 EPAS replaced TOPLINE DYNAMIC. 

0 The only documentation available for 
CMDS was a specifications sheet. 

0 ALPS documentation was very poor. 
0 No documentation was available for 

--I___uIc_-.--u----uwuI---- 

ASK1 F ,  
I---~----.u-wu---.---.--.-.-- -up- 

O CMDS requirements data is rarely 
updated. 

0 The officer in charge of ALPS was 
reassigned without available backup. 

0 Managers of CMDS have found personnel 
turnover a significant problem in 
operating its subsystems. 

--------------uaUu,------- 

-.-- --..--------b--.-..-----.----- -_ 

- - ~ - .  

PROBLEM OBSERVED SPECIFIC EXAMPLES 

DUPLICATION OF 0 Three subsystems--ASKIF, AFPAL and 
EFFORT EPAS--project inventories. 

LACK OF SYSTEMS 0 Results of inventory projection sub- 
INTEGRATION systems--ASKIF, AFPAL and EPAS--are 

0 STATIC does not tie into rest of MPT 

0 Inventory data not used when 

---I_----.-- -------------.u -- -------I_- 

-I-- ------I -u--- -- ----I_------ - ------ 

not necessarily consistent, 

system. 

allocating authorizations in CMDS. 
~- ~ 

SLOW RESPONSIVENESS 
OF SYSTEMS 

0 ALPS and AIPS are cumbersome to 

0 LCOM is too expensive to operate to 
operate. 

estimate skill requirements by occu- 
pation. 
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OBSERVATIONS ABOUT THE A I R  F O R C E ' S  MPT INFORMhTION SYSTEMS ---- 
I n  t h e  case of t h e  A i r  Force, MPT management  is  h i g h l y  

c e n t r a l i z e d .  Most A i r  Force YPT i n f o r m a t i o n  s y s t e m s  a re  
m a i n t a i n e d  by  t h e  Manpower P e r s o n n e l  C e n t e r  ( N P C )  a t  Rando lph  
A i r  Force Base. Some 50 major s y s t e m s  and  s u b s y s t e m s  a r e  used 
a t  NPC, c o n s i s t i n g  o f  10  m i l l i o n  l i n e s  o f  progran p r i n t ,  w r i t t e n  
i n  1 0  d i f f e r e n t  computer l a n g u a g e s .  R o u t i n e l y ,  1 , 8 0 0  MPT 
reports  a r e  g e n e r a t e d ,  and  a p p r o x i m a t e l y  15.7 m i l l i o n  p e r s o n n e l  
t r a n s a c t i o n s  a r e  processed on a q u a r t e r l y  bas i s .  

D u p l i c a t i o n  and  %stems i n t e g r a t i o n  

T h e  A i r  Force uses o n l y  o n e  i n t e g r a t e d  i n f o r m a t i o n  s y s t e m  
t o  manage i t s  manpower f u n c t i o n .  T h i s  s y s t e m ,  t h e  Command Van- 
power Data Sys tem (CMDS), is i n t e r c o n n e c t e d  w i t h  s u b s y s t e m s  f o r  
h i g h e r  l e v e l  management  ( X e a d q u a r t e r s  A i r  Force Manpower Data 
S y s t e m  or  {IRFMDS) and lower l e v e l  management (Base Manpower Data 
S y s t e m  or  RMDS.) 

I n f o r m a t i o n  s y s t e m s  f o r  managing  Air Force p e r s o n n e l  a r e  
not s i m i l a r l y  i n t e g r a t e d .  A t  l e a s t  t h r e e  d i f f e r e n t  s y s t e m - -  
A S X I F ,  AFPAL, and  EPAS--are u s e d  t o  pro jec t  f u t u r e  i n v e n t o r i e s  
of p e r s o n n e l .  L i k e  t h e  o the r  s e r v i c e s ,  t h e  p r o j e c t i o n s  o f  these  
three  i n v e n t o r y  i n f o r m a t i o n  s y s t e m s  are n o t  n e c e s s a r i l y  c o n s i s -  
t e n t .  The A i r  Force h o l d s  r e g u l a r  c o n f e r e n c e s  among those 
c o n c e r n e d  w i t h  i n v e n t o r y  p r o j e c t i o n s  t o  a t t e m p t  t o  r e s o l v e  t h e s e  
d i s c r e p a n c i e s  a f t e r  t h e  i n v e n t o r y  p r o j e c t i o n s  h a v e  been made b u t  
before po l i c i e s  a r e  d e t e r m i n e d  from t h e m .  A b e t t e r  s o l u t i o n  
wou ld ,  of c o u r s e ,  i n t e g r a t e  t h e  i n f o r m a t i o n  s y s t e m s  before t h e  
p ro jec t ions  a re  made. T h e  A i r  Force 's  E n l i s t e d  Force Yanagement  
Sys t em (EFMS) ,  now u n d e r  d e v e l o p m e n t ,  a t t e m p t s  t o  do j u s t  t h a t .  

The  manpower i n f o r m a t i o n  s y s t e m  c o u l d  b e n e f i t  f rom i n t e -  
g r a t i o n  w i t h  t h e  p e r s o n n e l  i n f o r m a t i o n  s y s t e m s .  A s  i n  t h e  Army, 
use of i n f o r m a t i o n  about  t h e  numbers  o f  a v a i l a b l e  p e r s o n n e l  
could improve  t h e  a l l o c a t i o n  of manpower a u t h o r i z a t i o n s  among 
A i r  Force a c t i v i t i e s .  

R e s p o n s i v e n e s s  

The A i r  Force i n v e n t o r y  p r o j e c t i o n  s y s t e m s  a r e  cumbersome 
t o  opera te .  T h i s  is p a r t i c u l a r l y  t r u e  f o r  t h e  por t ions  of t hese  
s y s t e m s  which  g e n e r a t e  loss p r o j e c t i o n s ,  ALPS and  AIPS. A major 
A i r  Force model for  a n a l y z i n g  manpower a u t h o r i z a t i o n s ,  LCOM, i s  
also v e r y  e x p e n s i v e  t o  opera te .  A l l  t h r ee  models requi re  t h e  
i n p u t t i n g  of e x t e n s i v e  a n o u n t s  of d a t a  b e f o r e  t h e y  c a n  p r o d u c e  
results.  
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Software maintenance 

Because most Air Force information systems are designed and 
built by Air Force personnel, lack of software maintenance is a 
particular problem. When an officer who has  designed an 
important system is reassigned, most knowledge of that system 
leaves as well. The replacement is as likely to design a new 
information system as he or she is to learn the o l d  system left 
by the departing officer. Air Force officials stated that the 
replacement of the TOPLINE DYNAMIC model by the EPAS model was 
an example of such a situation. 

Documentation 

Poor documentation of information systems is the 
complementary problem to poor software maintenance. When 
information systems are designed and built by the same personnel 
responsible for setting 3PT policies, deadlines force these 
personnel to cut corners. The most frequent corner cut is the 
writing of documentation €or the system. Thus the Air Force, 
which relies most heavily on its own personnel to construct its 
information systems, exhibits the poorest documentation of these 
systems among the services. 

Data quality 

CMDS is both the requirements and authorizations data 
system for the Air Force. CMDS personnel concentrate their 
attention on the authorization data in the system since it is 
that data which influences current personnel decisions. 
Requirements data, routinely updated by manpower analysts, is 
only infrequently entered into the CMDS data base. 

Personne 1 

As with the other services, the Air Force's personnel 
rotation policies hinder adequate development of information 
systems personnel. The ALPS model serves as the cornerstone of 
Air Force inventory projection systems. However, the only 
officer in the Air Force knowledgeable about the operation of 
this model was reassigned before any replacement could be 
trained in its operation. Because of the poor documentation for 
this system, the replacement required a number of months before 
he could establish full proficiency in using the system. 
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Equipment 

The Air Force, like the Army and Navy, is currently 
upgrading the capabilities of its YPT information systems. 
Like its sister services, it has found the limited capabilities 
of its current computer equipment to be a significant obstacle 
in accomplishing these upgrades. The development of the EFMS 
system to integrate personnel forecasts into a single system is 
a typical example of the problems. Because EFMS will place 
additional demands upon a personnel computing system which is 
already saturated, implementation of the system will require the 
purchase of new central processing units (CPUs) and user 
terminals. 
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OBSERVATIONS ABOUT THE ARMY’S - EPT INFORMATION SYSTEMS 

_ 

SLOW RESPONSIVENESS 
OF SYSTEMS 

LACK OF SOFTWARE 
MAINTENANCE 

POOR 
DOCUMENTATION 

POOR DATA 
QUALITY 

POORLY TRAINED 
PERSONNEL 

OUTDATED EQUIPNENT 

--a- _I- - -.-- 
---.- -.-.-----.--- 

-w-u.----u-u-u 

- ~ _ _ _  _ _ _  _ _ _  
0 Three subsystems--PERSACS, F4S, and 

TAADS--contain authorizations data. 

0 PERSACS does not use BOIP information 
when projecting future authorizations. 

0 Inventory data is not used when 
allocating authorizations in TAADS.  

0 DEMOS does not tie into rest of MPT 
system. 

Between PBG decision and data update 
in TAADS, a 25-month log can occur. 

--_---- -- -----.------u ----.--_----_._ -.-1-m 

I------ uw- -- - - - -* -- - - M _- -- u- -I- -.-- - 
0 ELIM/COMPLIP is expensive to run. 
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h OBSERVATIONS ABOUT THE ARMY'S MPT INFORMATION SYSTEMS 

Because of the Army's decentralized method of -anaging its 
military personnel, we were unable to obtain a detailed descrip- 
tion of the Army's automated MPT information network. In 
addition, most Army computer systems support many different 
functions--such as logistics, finance, and communication--naking 
it difficult to isolate MPT operations and costs. 

DUpl icat ion 

veloped in a piecemeal fashion. Thus, the areas of duplication 
of effort and lack of systems integration are also the biggest 
problems facing Army MPT information managers. 

As with the Navy, Army information systems have been de- 

The Army MPT managers rely on three distinct systems to 
track and project future authorizations levels. The three sys- 
tems do not produce consistent and timely data; they do not for- 
mally interact; and they are difficult and costly to maintain. 
The Army's large effort to introduce the VFDMIS system for hand- 
ling authorizations data stems directly from the problems they 
have encountered utilizing three separate authorizations data 
systems. The projected costs for VFDMIS are $150  million over 
the next 5 years. 

Systems integration 

The fragmented nature of the Army MPT information system 
results in a number of "disconnects" between its major compo- 
nents. Manpower models do not use personnel information when 
allocating billets among the Army activities. Thus, manpower 
systems may allocate particular types of soldiers to an Army 
activity who are unavailable in the personnel inventory. At the 
same time, other types of soldiers who could be of assistance to 
this activity may be in excess supply in the inventory. Simi- 
larly, PERSACS does not use information about future equipment 
changes in units to determine what manpower changes will be 
needed to support this equipment change. One long-term person- 
nel planning model, DEMQS, does not interact with the rest of 
the MPT information system at all. 

Responsiveness 

ELIM/COMPLIP, like its Navy counterpart FAST, is extremely 
complex, difficult to set up, and expensive to run. Unlike the 
Navy, the Army offers no courses in how to operate this impor- 
tant personnel model. Another example of slow systems response 
in the Army MPT system is the possibility of as much as a 
25-month lag between the time when a decision to authorize man- 
power for a certain activity is made and the time when this 
decision is finally posted on the principal Army authorizations 
system, TAADS. The installation of FORECAST, an integrated 
umbrella personnel system, and VFDMIS should significantly 
reduce the Army's system integration and response time problems. 



Software maintenance 

We found evidence that the maintenance of MPT software was 
inadequate. A probable reason for this lack of maintenance is 
the high turnover among information systems personnel. When one 
officer is reassigned, his or her replacement usually does not 
understand the information system left behind. Instead of 
learning the information system, the new officer simply builds a 
new system. One example of this phenomenon was the construction 
of a whole new method for analyzing the cost of personnel 
programs despite the fact that the DEMOS program already 
contained a personnel program costing capability. 

Documentation 

The documentation of the Army's information systems is 
superior to that of the other services. Most of the Army 
systems were constructed by contractors who submitted 
documentation of their information systems as a condition of 
their contract. However, even this documentation could be 
improved. The Army is now working on the addition of "user 
friendly" executive summaries and user manuals which should 
greatly assist untrained personnel in learning about the 
information systems. 

Data quality 

Like the Navy, Army requirements data are infrequently 
updated. All three service information systems place a great 
deal more attention on authorizations data, which represent 
spaces that actually could be filled, than requirements data, 
which represent spaces that could only be filled in the event of 
mobilization. Also, the authorizations data contained in FAS, 
PERSACS, and TAADS is too often inaccurate and untimely. For 
this reason, in 1983 the Army initiated the development of the 
Personnel Management Authorization Document (PPIAD) system to be 
a single statement of authorizations. 

personnel 

In most cases, Arrny personnel rotated between information 
system assignments as frequently as did personnel in the other 
services. Because personnel move frequently and, in most cases, 
are not well acquainted with the MPT process, system managers 
often do not understand how the data their systems generate are 
used to make MPT decisions. For example, no consensus could be 
reached among key Army MPT and budgetary personnel on how the 
MPT information systems interacted to produce personnel budget 
decisions. 
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Personnel training deficiencies can be overcome if turnover 
among information systems personnel is reduced. In one case, 
the project officer for the FORECAST system was left in his 
assignment for a 7-year period. This officer cited this stabi- 
lized tour as a significant reason behind the Army's success in 
designing and installing the FORECAST system. 

E qu i pme n t 

The Army is currently expanding dramatically its MPT soft- 
ware and hardware capabilities. The key objective in this 
expansion is an integration and consolidation of MPT information 
systems. In looking at those major systems currently coming 
online, one can see a clear transition from a set of uncoordi- 
nated batch processing systems into a well integrated umbrella 
system using state-of-the-art information technology. The 
intent of the transition is to eliminate "stovepipe" systems 
which limit responsiveness and accuracy. 

Planned improvements in most of the major information 
SyStemS--SIDPERS, RETAIN, and REQUEST--have generated require- 
ments for upgraded hardware to handle larger information flows 
and to establish compatibility with other Army equipment. A 
significant cost factor with the VFDMIS project is the expense 
of buying secure equipment for classified data. Looking at the 
Army's need for improved computer equipment from another pers- 
pective, the Army is currently transferring its ADP operations 
into the field. A contract for the Decentralized Automated 
Service System Support Program ( D A S 3 )  has been let for 120 
mobile van-mounted computers at a cost of $1 million per van. 
These mobile computers will be used at the Division-level to 
support total ADP needs from financial to MPT applications. 
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OBSERVATIONS ABOUT THE NAVY'S MPT INFORMATION SYSTEMS 

PROBLEM OBSERVED 
--I.--- 

DUPLICATION OF 

LACK OF SYSTEMS 
INTEGRATION 

SLOW RESPONSIVENESS 
OF SYSTEMS 

LACK OF SOFTWARE 
MAINTENANCE 

POOR 
DOCUMENTATION 

POOR DATA 
QUALITY 

POORLY TRAINED 
PERSONNEL 

OUTDATED 
EQUIPNENT 

I 

SPECIFIC EXAMPLES 
-l---L-.-l-UI.-.--.-ll.-.l.---.I.-.U.-U.--- 

0 Three subsystems--FAST, STRAP-E, and 
ACOL-prOjeCt inventories. 

and NMDAS--contain requirements data. 
0 Three subsystems--NARM, NMDAS, and 

NAMPS--contain authorizations data. 
0 Two subsystems--BUCOMP arid SPAN--are 

used for costing personnel budgets. 

0 Results of inventory projection sub- 
systems--FAST, ACOL, and STRAP-E--are 
not necessarily consistent. 

0 BUCOMP compensation rates can be 
inconsistent with FAST loss rates. 

0 Data in four requirements data 
subsystems are inconsistent. 

0 Four subsystems--NMRS, NARM, NAMPS, 

P _ U . I U U _  1 - - 1 _ - _ _ 1 - - - 1 1 . 1 . - -  .. 

0 FAST run is difficult to set up and 

0 Length of time required to update 
expensive to execute, 

NAMPS data files precludes use of up- 
to-date authorizations data. 

0 ADIN model became inoperative due to 
change in structure of FAST model. 

0 Navy has been forced to spend signi- 
ficant resources in writing opera- 
tional documentation €or its systems. 

0 NMRS requirements data are often out- 
dated and unable to meet demands 
levied on system. 

0 The Navy had to establish separate 
office to coordinate data definitions 
over 100 different MPT data systems. 

0 Over half of Navy officers attending 

0 The officer placed in charge of FAST 

entry conference were being 
transferred within 6 months. 

had no computer experience. 
-- ---- -- -I_---- 

0 Current hardware cannot handle new 
information systems currently being 
designed. 
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OBSERVATIONS ABOUT THE NAVY'S MPT INFORMATION SYSTEMS 

The Navy maintains a very advanced MPT information network, 
consisting of more than 100 major software systems which 
generate 20,000 programs written in nine different computer 
languages. MPT information is coordinated and processed by Wavy 
staff in 207 personnel offices worldwide. The Navy operates 1 3  
major computer centers, and employs major time-sharing services 
in 7 locations, including the National Institutes of Health and 
the Department of Energy. On a monthly basis, the MPT system 
processes 127,000 documents and generates 212 billion lines of 
print. 

Our impression is that the Navy's MPT information system 
performs well but has a number of shortcomings. The Navy is 
aware of many of these problems and currently is working to 
rectify some of them. Other problems, of which the Navy is 
aware, stem from the piecemeal process through which the system 
developed over the past 20 years. Correcting these other 
problems might require a major system overhaul. 

Duplication and systems integration 

The first two classes of problems, duplication of effort 
and a lack of systems integration, both result fundamentally 
from the way in which the Navy MPT information system 
developed. Historically, each office of the Navy staff has 
supervised the development of its own information system, 
Consequently each system is tailored to specific, narrow needs 
of a particular office. The result of this unplanned 
development is, first of all, extensive duplication of effort. 
The chart on the preceding page cites a number of systems which 
store and analyze very similar data. 

A second result of the historical development of the Navy 
MPT system is an inability of components of the system to work 
together. Generally speaking, it is difficult to compare data 
across MPT components at a given point in time. Since there are 
no routine updating schedules, each MPT component updates its 
files at different times, using a variety of sources. This 
explains, in part, why manpower, personnel, and budgeting data 
will differ among the MPT systems, and must by ttscrubbed" to 
reflect comparable time frames prior to use. For example, the 
inventory forecasts of FAST, ACOL, and STQAP-E are not 
consistent (although the Navy claims that they usually deviate 
by only a few percent). Even though each model concentrates on 
forecasting inventory levels for different categories of 
personnel, the aggregate forecasts of all three models should be 
comparable. Any discrepancy between these forecasts introduces 
basic inconsistencies into the total Navy personnel planning 
process. 
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Responsiveness 

Despite the automation of most Of the MPT data, the 
response of Navy information systems is not as timely as it 
needs to be. The size and complexity of the FAST system make a 
full FAST run difficult and time consuming to set up and expen- 
sive to execute. Decisionmakers who require inventory forecasts 
often use less accurate and fully developed models because they 
cannot obtain a full FAST simulation within the time frame per- 
mitted €or the decision. The Naval Personnel Research and De- 
velopment Center has attempted to lessen this problem by con- 
structing and teaching a week-long course on how to run the FAST 
model for Navy personnel who work with the model. 

Software maintenance 

Maintenance of software programs is a fourth area of 
concern--and a large one since the Navy has more than 1 4 0  per- 
sonnel ADP systems. A noted naval authority on manpower plan- 
ning models cited software maintenance as the single largest 
problem within the MPT information system. He noted that a 
minor change to the FAST system rendered the associated Advance- 
ment Planning Model ( A D I N )  inoperable for an entire budget cycle 
because software changes required for its use of FAST forecasts 
were not made. 

Documentation 

Documentation of information systems is critically impor- 
tant for solving other information systems problems. For 
example, systems cannot be integrated or personnel trained if it 
is not clear exactly what a specific system does and how it can 
be operated. The Navy was able to provide documentation for 
most of the systems which we examined. However, in virtually 
every case, this documentation described only the general nature 
of the data maintained by the system. A fully developed set of 
documentation would also describe the detailed structure of the 
information system, how the data in the system was updated, and 
how the system could be operated. The Navy recognizes its 
system documentation problems. In fiscal year 1985 it plans to 
spend approximately $ 3 . 5  million to improve documentation for 30 
personnel systems. 

Data quality 

The Navy is experiencing significant problems keeping its 
manpower requirements data updated. In part, these problens 
stem from difficulties in developing accurate requirements in- 
formation in the first place. These problems are also due to 
the fragmented design of the requirements data systems in which 
major systems independently process requirements data. Another 
data quality problem steins from the number of different manpower 
and personnel reporting systems which are currently in use. 
Each of these reporting systems potentially contains a different 
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definition for important Navy terms such as "authorization" or 
"operational unit." The Navy has established an office to 
review these various reporting systems and to standardize all 
terms used within these systems. 

Personnel 

A primary cause of problems in personnel training in the 
Navy's NPT systein is the high rate of turnover of information 
systems personnel. At the entry conference for this assign- 
ment, over half o f  the Navy personnel attending were due to 
rotate to new jobs within a 6-month period. In most cases, 
the officers replacing these departing personnel had little or 
no computer experience. For example, the officer assigned in 
charge of an important projection model had just completed a 
tour as a destroyer commander and had had no prior computer 
experience. 

Equipment 

In the area of major MPT equipment, the Navy has found 
that the age of its hardware significantly impedes its 
attempts to improve its information systems. Currently, the 
Navy is attempting to improve the sys t ems  d e s i g n s  of many of 
its information systems. Some examples of new systems are the 
Total Force Manpower Management System (TFM2S), a new inte- 
grated on-line personnel data system called Source Data System 
( S D S ) ,  and a consolidated personnel payment system (Project 
Personnel/Pay). In each case, the computer hardware to oper- 
ate these systems represents 1960's vintage technology. To 
install the improved systems, the Navy has had to make signi- 
ficant investments in improved computer hardware--$I1 million 
in the case of Project Personnel/Pay and $2.4 million in the 
case of SDS. 
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Section I1 - 
4 

POSSIBLE SOLUTIONS TO - PROBLEMS OBSERVED IN THE MPT 
INFORMATION SYSTEMS OF THE THREE SERVICES 

--.----------,-- 

DUPLICATION OF 
EFFORT 

- - - - - - u - -- - -- - -e-.- - --- - - -- - - 
0 Consolidate inventory projection 

0 Consolidate requirements and authori- 
subsystems--egg., FORECAST and EFMS, 

zations subsystems--e.g., CMDS. 

-- -------w---- 

SLOW RESPONSIVENESS 
OF SYSTEMS 

--I-- Yes- 

0 Streamline internal procedures. 
0 Improve training of personnel--e.g., 

Navy's training course in operation o 
FAST. 

- ----.-u--u ---- - -------- - - --- - - - --- - --w - - 
LACK OF SOFTWARE 0 Devote more resources to maintenance 
MA I NT E N ANCE and documentation of subsystems. 

-------------- .--- ------ --.- - -----I-^- -I- -.-- - - w- - 
9 Devote more resources to maintenance 

DOCUMENTATION and documentation of subsystems. 
-~ 

POOR DATA 
QUALITY 

7 - -- - - --- *-_ - --- - -- - --.- -.- - ---- - - -- - -- - 
0 Consolidate inventory projection 

0 Consolidate 'requirements and authori- 

0 Centrally manage data definitions-- 

subsystems. 

zations subsystems. 

e.g., OP-16. 

0 Stabilize tours as was done for 
management of FORECAST. 

0 Improve documentation of subsystems 
and personnel training courses. 

----- -- u- ---e- --- 

----- -- - ---- --I---------------^------,-----.-.----.--- 

OUTDATED 0 Centralize equipment management, 
EQUIPMENT e.g., FORECAST. 

0 Invest larger amounts in computer 
equipment. 
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I .  

5 

POSSIBLE SOLUTIONS TO PROBLEMS OBSERVED IN THE MPT 

INFORMATION SYSTEMS OF THE THREE SERVICES 

Our survey of current practices in the services MPT 
information systems uncovered a number of encouraging signs as 
well as seeming deficiencies. In this final subsection, we list 
some possible improvements to information management in the MPT 
systems. All the suggestions we advance are already operational 
within at least one service's system or are being planned for 
installation by at least one service. In other words, this 
final subsection is merely an attempt to provide all parties 
interested in MPT information systems--service personnel, OSD 
personnel, or GAO evaluators--with a brief status report on the 
efficiencies achieved by some managers within each service 
system. 

Duplication 

The obvious solution to the duplication of effort which we 
observed within all service MPT information systems is to cen- 
tralize management of these systems. Each service has esta- 
blished some type of oversight organization to do just that. In 
the Army, this organization is the Deputy Chief of Staff for In- 
formation Management. In the Navy, a Systems Configuration 
Control Board (OP-167) has been established to synchronize the 
development of all future MPT systems. In the Air Force, 
"Project Air Force" is responsible for all system research and 
development activity. 

Systems integration 

There are several specific examples of service attempts to 
replace fragmented individual models which duplicate each other 
with single integrated systems. For example, the Army's 
FORECAST and the Air Force's EFMS are prominent efforts in inte- 
grating personnel systems. The Air Force has already central- 
ized the management of its authorizations and requirements data 
within CMDS. The VFDMIS project will establish a similarly in- 
tegrated manpower system for the Army. 

Responsiveness 

System responsiveness would be improved if internal pro- 
cedures in the MPT information systems were streamlined. Such a 
streamlining would involve, such changes as a single set of data 
definitions to be used by all personnel, agreement by all 
personnel to use a common set of assumptions when performing 
analyses, the use of structured programming logic, and the use 
of a common computer language. This streamlining could be a 
natural by product of centralization of information systems re- 
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commended above, Also, improved training in the use of systems 
would allow both system users and systems operators to access 
MPT information more quickly. Courses like the NPRDC course on 
the use of the FAST system would significantly improve the 
ability of MPT personnel to use their information systems. 

Software and documentation maintenance 

There is no easy answer to the problem of software 
maintenance and documentation. An increased emphasis is needed 
on spending the time to revise software when necessary and to 
complete documentation on all systems. The advantage to doing 
this, however difficult it may be in the short term, is a signi- 
ficant improvement in systems operation in the long term. Per- 
sonnel training, systems integration, and data quality are 
particularly dependent on this work. 

Data quality 

Much of the data quality problem stems from the disjointed 
nature of the current system design. Because each individual 
subsystem operates with different definitions of key data i t e m  
or o n  a different time schedule, coordination of information 
within the system requires approximations, and crude data 
"fix-ups." The system integration efforts recommended above and 
already underway in many areas should help to overcome much of 
this problem. An additional step which might further improve 
data quality would be the establishment of a single office to 
oversee all data definit,ions used within the system. The Navy 
has established this type of activity to ensure that all MPT 
personnel use identical definitions when entering and using data 
within their information system. 

Personnel 

MPT management is not an easy area to master. Information 
systems management is even more difficult, It is unrealistic to 
expect even the brightest personnel to achieve competency in 
these difficult skills in a limited time. The services may need 
to work harder on achieving stabilized tours for military 
members working within their VPT information systems. Further- 
more, the services should consider managing the entire careers 
of their MPT and information systems personnel more intensive- 
ly. There is a price for rotating personnel who have gained 
considerable expertise in these specialized areas to nonrelated 
"career broadening" assignments. Also, the learning time for 
inexperienced personnel would be considerably shortened if 
better documentation of the systems were available, 
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Equ i pme n t 

Finally, the services may need to rapidly upgrade their 
computer equipment. Most of the current hardware of the 
service's MPT information systems represents 1960  vintage 
technology. The large integrated systems recommended above are 
well within the state of the art but do require sophisticated 
1 9 8 0  vintage hardware for most efficient operation. While the 
expenditure of millions of dollars on improved computer hardware 
may seem expensive, it pales in comparison to the importance of 
obtaining maximum efficiency out of the $68 billion now being 
spent on military personnel. 
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