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THE MISSING LINK--MANFOWER STAFFING STANDARDS
AND THE BUDGET FROCESS

CHAFTER 1
INTRODUCTION
The military machine— the army
and everything related to 1t—-i1s basically
very simple and therefore seems easy to manage.
But we shauld bear in mind that none of 1ts components
is of one piece: each part is composed of
individuals, every one of whom retains his

potential of friction.

~-C]lausewitz?

It is doubtful that Clausewitz had the efficiency of today’s Army
in mind when he wrote those words. They are, however, applicable to the
every day decisions which every commander and senior leader must make in
the operation of our very complex Army. Almost all decisions represent
the competition of interests within the Army. Each set of circumstances
surrounding a decision has the potential to create_friction which can
inhioit the accomplishment of missions and can cost the Army and the
taxpayer more than necessary.

The Manpower Staffing Standard (M5-3) Frogram was instituted
Army-wide to provide some help in making manpower decisions. The
concept being to provide commanders and senior leaders the framework to
comfortably quantify the ingredients in manpower decisions. MS-3
enables the commander/execzutive to make decisions which not only conform
to an Army norm, but alsc have some basis in reason and statistics. The
result is to reduce friction and to allow for manpower resources to be

applied as efficiently as paossible.




It i= my purpose 1n this study to esamine the basis of the MZ-3
Frogram as 1t was conceived and as it functicons today. 1 alsc internd 3
review the envivonment in which it was created and assess 1ts progress
toward stated objectives. I will review the logic for havimg such a
program and examine its applicability to the Army.

Lastly, I will explore the questicocn submitted by FORSCOM relevant
the connection the MS-2 Frogram has with the Flanning Frograming
Budgeting and Execution System (FFBES). MWith the int:grated views of
Army persocnnel who are concerned with that interface, 1 will recommend
improvements for that linkage which, in my opinion, will enhance the

utility of the M5-3 Frogram.

END NOTES

1. Carl Von Clausewitz, 0On_War, Book one, p. 1193,




CHAFTER 11
MS-Z DEFINED
As the Competition for scarce resources

intensifies, many "battles'" are being fought
in the peacetime military.

~l.arry Mckenzie?

In the peace time military, most of the "battles" that are fought,
are fought over resources. Indeed the battle of the buck is & major
precccupation of senior leaders at almost every level of command., &
major portion of those deliberations is the allocation of manpower, or
manpower shortage. Manpower decisiocns land on the commander’s desk for

resclution on a fairly frequent basis. As part of the decision praocess,

the parcchial interests of different competing factions of the command
are considered.
How do we expect the commander to make these decisions®™ He

certainly cannot be an expert in the staffing needs of every portion of
his command. His intuition is certainly good, but he really needs some
quantitative help to make these types of decisions. His counterparts in
the private sector certainly use standards in similar circumstances.
MS-2 standards provide him a quantitative tool to use to allocate
manpowey spaces, or manpower space shortage.

The primary functicn of the MS-3 Frogram is to determine the




marpower naeds of organizations which support the combat Army. Thesa
crganlizaticons are primarily installationes which praovide Fousebespirg amn
morale support for owr soldiers, and are predominmantly staffed withi
civilian employees.

MS-2 standards are part of the overall Force Integration concept as
it applies to the portion of the Army documented in Tables of
Distribution and Allowances (TDAY. Manpower standarde are amnalogous ©o
the Force Development and Combat Development disciplines used to develop
the combat and combat support foarces documented in Tables of
Organization and Equipment (TOE).

A MS-Z standard i1is essentially an algebraic equation which when
solved provides a recommended staffing level in terms of manpower
requirements. The variable part of the equaticocn is the workload over a
given amcunt of time which when supplied and solved for the unknown

yields the staffing level. The following is a direct gquote from

AR S70-5: Manpower Staffing Standard System, providing the official

definiticn of a MS5-2 Standard.

A manpower staffing standard is an expressiocn of the
quantitative and qualitative manpower requirements
for the performance of a given set of functiopally
homogeneous tasks at varying levels of workload. 1t
is naormally stated both as a mathematical equatiaon
relating required man—hours to workload factors, and
in tabular format showing numbers and skills of
pecple required for a range of incremental worklaad
factor values. Manpower staffing standards are
usually developed at the work center level of
functiocnal activity.=2




A simplified example of how a manpower standard is applied for an

aircraft mainmntenance function is as follows:

X = 1008 + ,08850412000)
Where:
1008 = Fixed costs (in manhours) of having a maintenarce

function ready to go to work.
L08304 = The standard (developed usually by work sampling
or time study with scientific on-site measurement s
and a great deal of analysis not only by manpower
aralysts but also by functional experts from
either Department of the Army or the Major Command!
2000 = Frogrammed flying hours per maonth
Salving for X results in 1178.08 man—houres per moath.
Man—-hours are then divided by a monthly availability factor of 145,
145 = The average number of available hours for productive work 1, 3
month. This pumber results from subtracting officially sancticoned
absences from work such as leave, union duties, or training, such as
SAEDA or code of conduct, from total available hours, (A more complete

explanation 1s provided in Chapter V on page 16.)

1008 + .08504(Z000) = 1178.08/145 = 8.125 or 8 Manpower Fequirements

As indicated in the above definition, MS-3 standards are normally
developed at the work center level of activity. Great pains are taken
to develop standards that have utility on an Army-wide basis, In the
case of the above example, this same standard would be equally
applicable at all Army posts havirng an aircraft maintenance function.
The only differenzce in the application of the standard would be the wark
load level which would result in different staffing at each installation

for the same type of work.




The Army’s efforts to develop a standard installatior orgarniost o
and to standardize TDA organizations within Major Army Commands  MAT M
have made thig Ltype of Army-wide system possible. Obviously, whern stz
type of uniform organization does not exist, then manpower standards
with a lesser =zcope of applic&bilty are developed. They can range v om
standards applicable at only one place, called single point standardzn,
to standards applicable at all similar activities in & MACZOM, called
MACOM standards, to Army-wide standards. Functions where hours and
outputs are difficult to define, such as the commanders job, are nct
candidates for standards development. Where this exists and where 1t iz
rmot economically reasonable to justify the development effort, standards
are not created.

M5-2 standards are categorized into twa types. Type I is & standard
characterized by a full scale cnsite study using industrial engimeerirg
techniques such as work sampling or time study. Type Il 1s a standard
developed with existing statistical data, and is less rigorous in terms
of statistical criteria which must be met.

MS-3 Standards are a relatively recent phencomencn in the develcopment
of Army TDA manpower requirements. And, they represent a vast
improvement over the old Manpower Survey Frogram used since World War
II. The Manpower Survey Frogram was based on an onsite evaluation by
the next higher headquarters. It was decidedly non-scientific and

results depended largely on the bargaining abilities of the surveyor and




thoze being surveyed.

In 13979 the General Accounting Office (5A0) reviewed the Army’s
Manpower requirements process and found them significanmtly lacking in
statistical validity and recommended the Army develop & workload base=d
manpower standards system such as that used by the Air Force.® The
Army’s Deputy Chief of Staff, Fersonnel (DOSFER) then began tao develop
the system called for by the GAO0. The first effort 1n this regard was
an Army Standard for Installation Civilian Fersonnel Offices.

Since that first standards development effort, the DUSFER has
created MS-2 development staffs at each MACOM. An Army Field Operating
Agency was created to run the program under the guidance of the Army
DCSFEFR. The Agency, U. S. Army Manpower Requirements and Documentation
Agency (USAMARDA)Y, was located at Ft. Belvolr and became aperaticnal in
late 1383. In 1383 USAMARDA was combined with several other Force
Integration related Field Operating Agencies intwo a new Agency called
USAFIsZA, or U. S. Army Force Integraticon Support Agency, and 1s now
designated a Field Operating Agency under the Army’s Deputy Chief of
Staff for Operations (DCSOFS).

The universe of need for MS-3 standards is the Army TDA structure
minus those headquarters, and ocne of a kind TDA activities, which do nat
lend themselves to logical standards development. This leaves a

universe of 502,000 spaces. As of June 19383, 155,813 of these spaces




bad been covered by standards. Standards for another 211,000, are now
in progrags. The work continues, with roughly 700 personnel Army-—wide

devated to M5-3 standards development.=®

END NOTES

1o Larry V. Mckenzie, "Command Mission Guidance", Egsource
Management Journal, Comptroller of the Army, Spring 1981, p. Z8.

Z. U.S. Department of the Army, Eegulation S570-5, p. 11.

3. UComptroller General of the United States, Lack aof Control And
Feedback Hinders Army Manpower Management Improvements, p..

4. U.5. Army Force Integration Support Agency, Standards Frogress

Briefing for the DCSOFS, June 1389,




CHAFTER III

WHY STANDARDS?

It will become evident that an
eminent commander needs more than experience
and a strong will.,

~Zlausewitz?

Why has the Army devoted rescources to the establishment of Manpower
Staffimg Standards for its TDA structure? The genesis of this Military
Study Fraoject was a topic submitted by U. S. Army Forces Command
(FORSCOM)Y, subject: The Missing Link--Manpower Staffing Standards System
and the Budget Frocess.® As sub-ideas under this topic the FORSCOM

submission asked four questions:

- What is the intent of the Manpower Staffing Standards System™

- How valid are the standards™

- How well does the Army tie the staffing process to the budget
proczess 1n presenting budget requests to Congress?y

- If we cannct link the twa processes, is there still a

Jjustification for the staffing standards system”

Having now defined the MS-2 Frocess, and the relevant questicns

asked by Faorces Command, what follows is an evaluation of the laogic for




the ase of standards inm the Army. In addition, the questions ave
referenced and specifically answered.

Standards of all types are used everyday in business and industry.
Standardization has long been recognized as a basic principle of
afficient arganizations. Professor Ealph Currier Davis of Ohio State
rniver=ity, and a noted consultamt in Industrial Mamnagement, sayz 10 his

ook entitled, Fundamentals of Top Management:

Standards are criteria that enable us to relate

functions, physical factors, and personnel to

objectives by means of policy. They f(standards) are

necessary for measuring, proportioning, and

maintaining business factars, forces, and effects in

proper condition and relation to one ancther.
He further states that "{(5tandards)...are necessary toc evaluate factaors,
forces, and effects involved. The latter cannot be proportioned and
related properly for optimum results without standards."™

Frofessor Davis was talking about business. Do these same 1deas and

principles apply to government cperations and specifically to the Army™
The answer, in my opinion, is yes. The only possible difference between
them is the lack of a profit motive in the government. In every other
aspect of managment do we not want to maximize per formance and

productivity of our TDA crganizations®™ Based on FPraofesscor Davis' logic,

we would be sub-optimizing our efforts without the use of standards.

- 1 C)_




Frederick Winslow Taylor, the widely recognized father of zsciemtific
management, was an avid advocate of the use of time standards in the
work place. In his first book on the subject of scientific management

entitled Shop Management, he went into great detail on the bernefits of

time study and the caonsequent development of time standards i the work
place. He says that the "art" of time study should be undertaben
seriously, and looked upon as a profession. He sums up by stating that
without the use of time standards the understanding of progress will be
Slow. ™

Marvin E. Mundel, a widely read author on industrial engineering
subjects, defines standards as "a numerical ccefficient for converting a
quantitative statement of the workload to a quantitative statement of
the required manpower resources."® [t seems ocbvious that some measure
must be used to determine the number of manpower spaces that are needed
to accamplish a given function. The most accurate and scientific method
of achieving this is through the use of manpaower standards. The answer
to the first posed question i.e., "What is the intent of the manpower
staffing standard system,"” in light of the above, seems clear. The
intent is to provide a scientific and dependable way to determine how
~ many pecple are needed to do a given job in the TDA structure.
In the Army today a great deal of effart is put into determining the

manpowery needs of military units which have wartime missimns. The

_11._
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combat developers go into & gre deal of study to determine the
structure for fighting and supporting units. The Manpower Fequiremerts
Criteria MARDZ) Frogram exists solely to determine the staffing resds of
combat =ervice support type units. The MS-3 praogram is the TDA
equlvalent to that effort. Given this level of effort, 1t follows that
zome sort of criteria are needed to determine the manpower needs of t-e
TCA structure.

In an crganization as big as the TDA Army, we simply cannot leave
the staffimng of functions to chance or to the unsupported claims of
commanders and managers. Managers in the public sector have the special
trust of the taspayers, and, as such, must ensure that staffing of these
functions ig minimum essential. The function of determining manpower
requirements is a valid ongoing one.  Why not do it scientifically, as
it 1s done in the private sector where the profit motive 1s prevalent™

The special trust of the taxpayers should be as pGQerful a motive i the

public sector as making a praofit is in the private sector.

END NOTES
1. Clausewitz, p. 121.

Z. U.S. Army War College Memorandum, MSF Study Topics, 14 August
1383, p. Z26.

3. Ralph CZurrier Davis, The Fundamentals of Top Managment, p.

e 1 -
- Py

4, Frederick Winslow Taylor,_Scientific Management, p. 1Z1.

5. Marvin E. Mundel, Motion and Time Studies, Principles and
Fractices, 4th Edition, p. <88.




CHAFTER IV

HOW VALID ARE MANFOWER STAMDARDS™

Valid fadj?’. Founded on truth or fact.
-WERSTER’S Il New Fiverside Dictionary?
The second question posed by FORSCOM, i.e., "How wvalid are the

tandards™", can be interpreted in two ways. How valid are they

(1]

statistically, or how valid are they as a process in the overall scheme
of resource management™ Certainly the easier of the two questions is
how valid are they statistically. This can be disposed of rather
quickly because AR 570-5 devotes an appendix to quality assurance.=
The appendix has an extensive check list devoted to every phase of
standards development. It also provides "standards" for the standards
in terms of qualitative levels of precision which ﬁust be met in order
to designate the effort as an Army-wide standard. In addition to this
regulatory guidance, USAFISA has a quality assurance organizaticon which
rigidly reviews every standards submission at each stage of development
to ensure its validity.

The question of validity in the overall scheme of rescurce
management is more difficult and certainly harder to appreciate.

Already touched upon was the fact that standards act as a tool for




commanders at local and command levels to make allocation decisziorm=s.
And, certainly there are other raoles that standards development playz
resource marnagement. Among these are contributions to the determioalion
of size and organizaticnal complexity of ocrganizaticns and the
implementaticon of the standardized organization policy throughout the
Army . This is a significant idea when considerzd in iight of the great
amount of effort and study put forth to determine the organization,
size, and complexity of TOE organizations. It seems logical to aisc
dedicate significant effort to determine the size of the TDA Force.
Feter F. Drucker says that the geometric law of surface and mass

applies to organizational size and complexity.

It means that size, structure, and strategy are
closely related. Differemt sizes reqguire different
structures, different policies, different
strategies, and different behavicrs. There are
right sizes and wrong sizes for different
bucinesses. The law implies that there is a finite
limit to size beyond which an organization declines
in productivity and ultimately ceases t— be
manageable.®

The M5-3 Frogram, in conjunction with the old Manpower Survey
Frogram, 1s the only praogram in the Army devoted to sizing the TDA
portion of the Army. It is the only systematic and scientific effart to

control 1ts growth and to ensure that the right talent in the right

amzunt is present to get the job done.

...14....




The two ideas of quality assurance and s=izing the TDA Army are
sufficient alone to answer the second FORSLOM question, i.e., "How Yal.:
are the Standards™", the standards themselves are valid. They are

subjected to enough rigor to ensure their credibility and applicability

1]

to the TDA force. The fact that they are the only tool we have to sic
the TDA Army 1s reason encugh to justify the existence of the program.
In addition, the setting of any Army-wide standard serves as a
productivity enhancement. All those functions falling below the
standard are at least brought up to standard and staffed accordingly.
Undoubtedly, standards give the commander a valid and significant

weapon, founded in truth and fact, to use in the battle of resources.

END NOTES

1. WEBSTER'’S Il New FRiverside Dicticnary, 1984, p.7959.

<. AR 570~-3, Appendix F.

3. Feter F. Drucker, Management, Task FResponsibilities, Fractices,




CHAFTER V

THE CURREENT ROLE OF STANDARDS

Generally, management of many is
the same as the management
of the few. It is a matter
of organization.

-Sun Tzu?

Army Manpower Staffing Standards are developed to determine manpower
requirements for the TDA Army and, where possible, replace the manpower
survey method which is less scientific and certainly more sub jective.
But along with the development of staffing standards, many other
ancillary products have been developed which are contributing to the
efficiency and effectiveness, hence the readiness of the TDA Army. What
follows is a list and short definiticon of scme of the ma jor praoducts
which have accompanied the advent =f the Army MS-Z2 Frogram.

-The Army Availability Factor.2 The Army Availability Factor is
the average number of man-hours per month that an assigned individual is
available to perfoarm primary duties, i.e., the duties for which his or
her position was created. This differs from paid manhours which i3
2,080 hours per year. This factor is needed to convert required
manhours into manpower requirements which are in fact man—month

equivalents since we figure them on a monthly basis. This may seem

_16_




rather mundane but extensive research was necessary to determine thisz
factor since there are many officially sanctioned activities which take
the soldier or civilian away from his or her primary dutiess. Examples
of these are code of conduct training, trips to the military personnel
office or the civilian percsonnel office, union meetings, annual leave,
and various extra duties. The list of officially sanctioned, paid

ol

[51)
il

absences, from the work place is nearly endless. The research was
to capture this information and begin the formulaticon of an Army-wide
policy concerning it. The factor cbtained by the research was 145
productive hours per month for both TDA military and civilian of all
grades. This is the figure used earlier tao demonstrate how manpower
standards are applied. S8Staffing is now based on this factor which
normalizes regional and cultural differences arcound the Army. The
result is an assurance to the local commander that staffing for his
functions are established upon the same criteria aé all aother similar
funztions in the Army.

~The Army Functional Dicticnary.® Enown simply as the AFD, the
Army Functicnal Dicticnary provides a listing of Army TDA functions at
work center level. FPresently it is grouped into 19 functional
categories and arranged hierarchically so that they may be applied at
any command level. This first Army Functional Dictionary has each
function coded along with its definition., The codes are used to:

-Help in the identification of the universe of spaces for MS-C

studies.

_.17_.




—Identify those work centers covered by standarde In The Army
Authorization Documents System (TAADS).

—Allow for the verification and monitoring of standards-based
manpower requirements and authorizations.

nitesar

]

—Facilitate comparative analysis during review of Tad 3

-Maobilization Base Fequirements Maodel (MOBREM) .= Using data
from and equaticons similar to the MS-Z equations, MOBREM is a maodel
which predicts mobilization manpower needs at the Macro level for the
Continental United States (ZONUSY maobilization base. MOBRREM is an
exzellent programmers madel which would not have come into being withook
the MS-3 praogram, because data from MS-3 is used to develop the Frogram
Estimating Equations used in the model.

—~RBase Operating Support Manpower Model (BOSMM)Y.®  BROSMM was
developed for use as & tool for manpower planners to predict the impact
o installation support of moving (in or cut) a 1afge Army unit. For
example, it accurately predicts the amount of support manpower spaces
needed at installation X if a Brigade of Infantry were to be moved
there. Here again, this basic research and product have come about as a
result of the MS8-3 Frogram.

The MS-3 Fraogram is causing the Army to be more prudent with its
manpower and, also, more effective by scientifically determining
manpower requirements. Its value, although significant at the Army

level, is most important at the local level, because it gives the




commander the guantitative tool ke needs to make allocatizon decisiorz.
FORSCOM's 1nfervence that M5-3 is not connected to the FFBES system [z
fallacious. it 12 this linkage at the local level which the smart
commander can use to his advantage. Rut, the second part of the
questiocn refers to how well the Army ties the staffing process tao the
budget process and presents its needs to congress. The budgetesrs o
the Army would like us to think that they are not linked. Theilr
position seems to be that since there is not an ME8~3Z schedule in the
budget, that the standards are not linked to the FPFBES. Actually, the
value of the M5-2 pragram is found in its analytical strength and in the
contribution it makes in building elements of the Fraogram part as
opposed to the Budget part of FFRES.

USAFISA, using the MS-3 Frogram, accomplishes the manpower aralysis
of the TDA Total Army Analysis (TAA) issues at Department of the Army,
Level. Their results are considered by the Councif of Colonels (200
and the General Officer Steering Committee (GOSC) of the TAA
process.® Each TAA cycle, hundreds of TAA manpower issues are
submitted from around the Army to be considered and pricritized. TAA
comprises a major part of the manpower porticon of the Army Frogram.  An
independent analytical agency is needed to ferret cut the relative merit
of eazh issue and put a recommendation before the various bodies that
cansider them. USAFISA, using M5-3, fills this need. Without this tool

the parochial views aof the various gstaffs are all that would be heard.

_1'3..




The use of these tools ensures a more scientific and equitable

prioritization of the issues with the Program process of FFEE

53}

A zimilar effort i1s undertaken at many MAZOM's to ensure their

prioritizced list of i1ssues 1s solidly based and analyzed 2 ensure <4

iy

need foor manpowey resources is valid and competitive., The manpowe-
requirements analysts at the MACDOM, or the MACZOM equivalent bto UEAFTZA

are the pecple who conduct these analyses. The methods they use are
found in AR S70-3.  And, even though many of the issues considered & =
not covered by standards, many of the MS5-2 analytica’ techrigues are
used to do the wark. The MS-3 FProgram has provided this capability tzo
the Army which 1t previously did not have.

Ancther linkage for the MS-3 Standards to the FFEES is in the local
manpower analysis and allocation process used at MACOM and installation
level. MS-3 is a technology of sorts which, although widely accepted ir
the private sector, is relatively new to the Army. This analytical
capability enables the smart commander to resclve manpower issues by
means other than the "squeaky wheel" technigque which has been
traditionally used.

Yet ancther linkage is the connection between resourced
authorizations in the TDA and manpower requirements which serve as a

bench mark for determining the authaorizations. FRequirements are

determined by MS-Z Standards and they are documented in the requirment:
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sxiamn of the ThAa., The authorizations column iz then determined. i
cannot ewceed, the requirements column. The authuorizationz column o=
undoubtedly linked to the FFRES process, becausze it is that coloumn whiow

r= resouwrced 1n terms of both military and civilian marmpower spaces.

The inferrence that the MS-Z Frogram is not linbked to the FRFREE

ct

process is simply mot true. its relaticnship is somewhat indirect, bu
the relationskip is there and it 1s a straong one. It framkly serves as
the analytical base for manpower resource decision making. The results
of the program are documented in the TDA and also in budget documents in
terms of funded manyears. Without the analytical underpinnings,
manpower resaurce decision making would be done by a "seat of the pamts"
procese like so many budgetary decisions which are not based on sericus
analytical work before the money is obligated. No doubt many budgetee- s
would prefer abolition of the MS-5 program as it would brimg them
additional <lout in the rescurce manacament realm.

The currently popular idea that the Manage the Civilian wark force
t> Budget (MCE) initiative eliminates the need for a stronmg MS-2 Fragram
is misguided.? The budgeteers position is that available dollars
alone will determine the number of civilians needed. How will the
decisions be made™ Without some strong analytical work, the commander
will be hard pressed to make informed decisons. The fact that the same
industrial engineering techniques, as are embodied in the MS-2 Fraogram,

are used in the private sector cught to give us a clue as to the proper




role of marpower standards, because in the privats sector manpoowes
resources are alsoc subject to dollar constraintz.  The belief that
large corporations use nothing but dollar availabilibty to detersise
thelir manpower needs 1s specious. Small businessss may operate “hat
way, but mot multimillicon dollar corporaticons to which the Army
certainly Ccompares.

Lastly, histary has proven that commanders and managers are unable
to trim manpower "Tat" on their own, We seem to egquate success @ith
thoze managers who are able to build their empivres. This resulte in an
ureven application of Army manpower resources which leads to uneven
mission accomplishment and poor service to the soldier. The MS-2
Frogram provides the means to make the readjustments pericdically
needed. The basis of these judgements is rmot the cry of a subordinats
commarder, but rather a scientific assessment of the workload which is
then equated to the needed manpower. The MACOM Commander is bettaer
served; the taxpayer is better served, and, maost importamtly, the
soldier is better served.

Congress has been sensitive to the lack of justification for Army
staffing reguests. The MS-3 Frogram provides the anly tool for
providing that justificatiocn on a scientific basis as cpposed to the

best guess of a senior general. The answer to the FORSCOM gquestion of, .




"If we cannot link the two processes, i1s there still justification for

the Staffing Standards System™", is an unequivocal, yes. We simply
cannot do away with the one amalytical manpower tool we have., To do =0
would be to invite irrvregularities and massive misallocation of manpower
based only on the personality of the subordinate commander or mansger

irnvolved instead of a scientific assesement of his true manpower reads.

END NOTES

1. Bun Tzuw, The Art of War, p. 30.

Z. AR S70-5, p. 18S.
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CHAFTER VI

A BETTER LINME TO THE FFEBES

Few things are harder to put up with
than the annoyance of a
good example.

~~~~~ Mark Twaint

The good example of the MS-32 Frogram is, as previously discuszed,
better suited to serve analytically in the Fraogram process as oppozad tao
the Budget process. I do not predict a separate budget schedule for the
MS-2 Frogram. However, it is possible to foaresee some policy changes

which would better link the anmalytical strength of the M5-3 Frogram with

the budget process. Some of these policy changes should be:

53]
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-Establish an Army-wide puolicy which says spaces covered with M
Standards would be resourced first. This would not only improve the tis
to the FFBES, but it would also ensure that our scarce rescurces are

being spent on our most important functions 1in the right amounte,

-Establish an Army-wide policy on the use of manpower spaces which
are found to be excess when an MS-32 Standard 1s applied. If local
commanders were allowed to keep these spaces and use them 1n ather
critical areas, they would be much more supportive of the averall
program.
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=If an MS5-32 verified marpower requirement iz mnot rescourced within
W years, elther from an Armywide resource decizioan or from internal
zources, then scale the workload back to the level the Army leadership
has chosen to resocuwrce the function. This is based upon the fact that
ztandards provide the reguirements necessary to accomplish workload
prescribed by the functional proponent in regulations and reporting
reguirements. If the work is not required by law, and a lower level of
effort 1=z acceptable, then the Army shouwld recognize a lower level of

effort in both the regulaticon and in the manpower standard.=

-The Army community and, specifiﬁally, commanders, should be
taught in their advanced courses that the M5-3 Frogram is "the" Army
Frogram to viably identify manpower requirements while simultanecusly
providing a means and source document for Jjustifying additiocnal

resources once the standard has been applied and the results verified.

—Establish an Armywide palicy which requires the MAZOM, when
required to apply a standard, to accomplish ocne or more of the following
if there is a shoartfall of authorized spaces:

-Determine if the difference can be found internally.

—Submit a request to next higher using the Out of Cycle
Frocess.

-Examine regulations, policies, and procedures to see if

-hanges can be made to require less manpawer.




—Examine the technological b
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automation an
subsitute for more manpower.
—Hubmit marpower rescurce issues through the TAA process Lo

abtain eventual staffing.

END NOTES
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CHAFTER VII

CONCLUSION

I am now sending back to RBelle Flain
all my wagons for a fresh supply of provisions
and ammunition, and propose tao fight it out
on this line 1f it takes all summer.

~Ulysses S. Grant?

Based on the research which has gone into the writing of this
Military Studies Project, there is no missing link, and the MS-Z Frogram
should not be abandoned. Like General Grant, we must show some
determination to continue the standards project we, as a corporate Army,
have started. The M5-3 Frogram contributes to the budget development
process in determining needed manpower the same way the number of
buildings on a post contributes to the budget for building mairtenanca,

The relatiocnship of the MS-3 Program to FFEBES is a solid one. Rasead
on this premise the FORSCOM questions can be answered succinctly as
follows:

(a) _What is the intent of the Manpower Staffing Standards System?”

The intent is to provide the Army a scientific, quantifiable way of
determining its manpower requirements. The budgeteers should applaud

this effort as opposed to wanting to abaolish it. It does get the job

_27_.




done that 1t was desigrned to do.

Lhy How valid are the standards?™

Not only are the standards themselves statistically valid, but standacds

h

re alzso a valid concept for management of any enterprise.

[ How well does the drmy tie the staffirmg process bo Yhe Dodoan

process 1n presernting budget requests to Congress?

The Army uses the standards and the techniquees associated with starmdar 2o
cevziopment in the TAA praocess in building the Army Frogram. The Frogram
drives the Budget which is eventually approved by Congress. The GaC
directed the Army to establish a standards program so that Congress
could have greater confidence in Army staffing requests contained in the
Budget.=

tdy) If we canncot link the two processes, is there still

Justification for the Staffing Standards System™

The two processes are linked in the Program part of PFEES. The MS-3
Frogram is an analytical tool, not a budget process. It certainly
supports the budget process but it has many other uses and utility.

The MS-2 Frogram is a strong analytical tool which should be
supported and used by the Fesource Mangement Community as well as the
rest of the Army. It is the Army version of scientific management which
has proven to be one of the strengths of American enterprise. Ta
operate without it would invite corruption and malutilization of scarce

resources which would be a betrayal of the faith of the taxpayers.
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