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The Marine Corps conmitted to consolidating personnel
adm ni stration above the traditional battalion/squadron-I|evel of
command seven years ago yet has not fully devel oped the
aut omat ed systens to | everage the | oss of over a thousand
personnel adm nistrators. Marine adjutants, therefore, have
assunmed responsibility for many | abor-intensive personnel and
manpower - rel at ed functions such as nmanagi ng personnel reporting
requi renents, personnel assignnments, and tracking personnel
action requests. Consequently, their offices or "sections,"
particularly at the battalion-1level, have inadequate information
systens support, manpower, and training to operate effectively
within the current construct of division-Ievel, consolidated
personnel adm ni stration (CONAD).

Traditional Organization

Prior to the consolidations, all admnistrative functions
were perfornmed by battalion adm nistration centers (BAC). A
typi cal BAC was conprised of two distinct sections, the adjutant
section and the personnel section. Ten junior Marines, one
staff sergeant, and a |lieutenant were assigned to the adjutant
section and were responsible for all general adm nistrative
functions such as preparing correspondence and managi ng
publ i cations, awards, and the command's performance eval uati on
program Twenty personnel clerks, one staff sergeant, and a

chief warrant officer were assigned to the personnel section and



were responsi ble for all manpower and personnel adm nistration
functions.
Background

The initiative to consolidate personnel adm nistration
above the traditional battalion-level stemed froma 1997 study
conducted by the Marine Corps' Force Structure Review G oup
(FSRG. Essentially, the FSRG recommended consolidating
personnel adm nistration further in order to decrease the nunber
of Marines serving in the admnistration field and to increase
t he nunber of Marines serving in the conbat arnms occupationa
fields. The FSRG reasoned that conputer technol ogy could
aut omat e admi ni strative processes and reduce the need for Marine
adm ni strators.® The Commandant of the Marine Corps approved the
proposal and CONAD experinents began in the fall of 1997. Since
then, all nmjor Marine Corps commands have achi eved varying
| evel s of consolidation. The 1st Marine Division, for exanple,
has consolidated at the reginental-level while the 2d Marine
Di vision consolidated all of its personnel sections into a
si ngl e CONAD center in 2000.

Information Systems Support
The concept of consolidating personnel adm nistration above

the battalion-level was dependent on the Marine Corps autonating

1'U.S. Marine Corps, ALMAR 137/98: Consolidated Personnel
Administration Experiments. 2 April 1998.



| abor-i ntensive personnel and manpower-rel ated adm ni strative
processes. The inportance of automation was recogni zed when the
concept of consolidation was proposed in 1997 and reiterated
during a 1998 Quality Managenent Board (QVB) neeting to review
the initial results of consolidation experinents and to identify
requi renents for future consolidations. One of the QWB s key
recommendati ons was that the Marine Corps needed to "devel op
[and field] an integrated total force automated personnel
managenent system..before considering mgrating to a single

centralized level of support."?

In light of the recommendati on,
t he Mari ne Corps began programmi ng and devel oping the total
force adm nistration system ( TFAS)

When it is fully devel oped and fiel ded, the Marine Corps
expects that TFAS and its web-based interface, Marine Online
(ML), will provide a "single sign-on, predom nately self-
service environnment for Marine Corps pay and personnel

admi ni stration."3

I n essence, the system should shift the
responsi bility for managi ng pay and personnel admn matters from

adm nistrators to commanders and i ndi vi dual Mari nes.

2 U S. Marine Corps, MARADMIN 138/98: Future of Personnel
Administration. 1 Decenber 1998.

3 U.S. Marine Corps, MARADMIN 371/04: Total Force Administration
System (TFAS) and Marine Online (MOL) Fielding Update.

1 Septenber 2004.



Regrettably, TFAS has devel oped slowly. The initial
version was fielded in 2001 and offered very Iimted capability.
Furthernore, bundled inprovenents were still in the
devel opnental stage as of January 2005. As a result, commanders
and individual Marines do not have the ability to manage their
pay and personnel matters directly. Instead, they rely on
adj utant sections to nmanage or to coordi nate personnel
adm ni stration functions for which they are neither staffed nor
trained to perform Understandably, the |ack of automation has
created an inefficient system

Interestingly, the former head of the TFAS Branch at
Headquarters Marine Corps, Lieutenant Col onel Jeffrey Peterson,
suggests that the existing inefficient systemwas created
intentionally. He states that "w thout those [personnel
adm ni stration] cuts, the Marine Corps would nost |ikely not
have created the necessary sense of urgency to start noving
toward a 21st century nodel for pay and adm nistrative

"4 dearly, Lieutenant Col onel Peterson argues that the

servi ces.
Mari ne Corps designed the systemfor failure in order to
denonstrate the need to dedicate resources for systens

devel opnent .

“*Jeffrey M Peterson, "The Changing Face of Marine Corps
Adm ni stration,” Marine Corps Gazette 84, no. 7 (2000): 45.



Manpower

The chal | enges associated with the | oss of personnel
adm ni strators and sl ow systens devel opnment have caused
battali on adjutant sections to struggle unnecessarily with
personnel and manpower-rel ated adm nistrative responsibilities.
Most adj utants have al so assuned responsibility for the
per sonnel section's share of adm nistrative-related collatera
duties such as managi ng the governnent travel charge card
program Unfortunately, evidence that adjutants shoul der
responsibility for these functions is reflected in both the
Marine Corps Adm nistrative Procedures Manual (MCAP) and the
basi ¢ adj utant course curriculum suggesting the shifting of
those responsibilities to adjutants instead of Marines and
commanders may be nore permanent than expected and not just a
tenporary solution to the current situation. The MCAP was
revised in 2004 to account for the consolidation of personne
adm ni strati on above the battalion-level and now |lists over
fifteen manpower and personnel -rel ated adm ni strative functions
under the responsibility of the adjutant section. Exanples of
t hese functions include managi ng the command' s manpower
resources, issuing command special orders, and preparing

personnel statistical data for higher headquarters.?®

® U.S. Marine Corps, Marine Corps Administrative Procedures.
Washi ngton, D.C., 2004.



Accordingly, one-third of the classes taught to entry-Ievel
adj utants focus on manpower and personnel adm nistration
functions.®

As expected, structure that was originally designed to
support traditional battalion adjutant section responsibilities
has not changed despite the significant increase in
responsi bility. Therefore, adjutant sections are not properly
manned to performtheir current mssion. Unsurprisingly, at
| east 63 percent of the battalion adjutants presently assigned
to the 2d Marine Division believe that their sections are
understaffed, according to a survey conducted in Decenber 2004.
Al t hough the intent of the consolidation was to redistribute
Marines fromthe admnistrative field to conbat arns field, at
| east one nonconmm ssioned officer and two personnel clerks
shoul d have renmi ned at each command to performthe personne
and manpower functions that remained at the battalion-|evel due
to | aggi ng systens devel opnent.

Table 1

Do you feel that your section is adequately staffed
to acconplish its mssion?

Percent
No Unanswer ed Yes
Battal i on Adjutants, 63 21 16

2d Marine Division

® Mccsss Official Website. <http://ww. | ej eune. usnt. mi |/ ntcsss/
pas_ school hi st. htn> (3 Decenber 2004).



Training

Since the consolidations, the battalion adjutants have
remai ned the sole admnistrative officer directly responsible to
t he commander for all admnistrative matters. Adjutants at the
regi nental / group-1evel and hi gher, however, share responsibility
for adm nistrative functions with other adm nistrative officers.
For exanpl e, nost regi nental headquarters in the 2d Marine
Di vision retained a personnel officer even after the
consolidations. At the division-level, the admnistrative
responsibilities are still shared anongst the assistant chief of
staff for personnel (G 1), the deputy assistant chief of staff
for personnel, the division personnel officer, and the adjutant.
Legal admnistration is also perforned by the staff judge
advocate, not the division adjutant or the G 1.

Since battalion adjutants and their adm nistrative clerks
are entry-level adm nistrators and singl e-handedl y manage a w de
range of adm nistrative functions, they arguably require the
greatest depth of training. Regrettably, however, the current
curriculunms for the basic adjutant and adm nistrative clerk
courses fall noticeably short in covering the adjutant section
functions outlined in the MCAP. The adjutant course curricul um
does not provide instruction on managi ng the conmand' s equal
opportunity program tables of organization, staffing

requirenments, or TFAS. It is understandable, therefore, that at



| east 68 percent of the adjutants in the 2d Marine Division
believe they were inadequately trained for their first
assignment. Most surprisingly, the adm nistrative clerk basic
course does not provide instruction on personnel or manpower -
rel ated adm nistration functions. Both courses need to be

revi ewed and changed, if adjutant sections are expected to
performthose functions. Wthout additional training battalion
adjutants and their Marines will continue to be unnecessarily
chal | enged to conpensate for the |ack of systens support and
manpower .

Table 2

Do you feel that the adjutant basic course adequately
prepared you for your first assignnment?

Percent
No Unanswer ed Yes
Battal i on Adj utants, 68 21 11

2d Marine Division

Conclusion
The Marine Corps is noving forward with consolidations.
Wthin the next few years, there will be one personnel
adm ni stration center servicing each Marine Corps base.
Adm nistrators, particularly battalion adjutants, wll
undoubtedly continue to face chall enges due to sl ow systens
devel opment. TFAS, when it is fully realized, wll presumably

support the consolidations. |Ideally, TFAS will ultimtely



relieve the adjutant sections of the personnel and nanpower

adm ni stration functions for which it is not staffed or trained.
In the interimperiod, the Marine Corps should carefully
consider revising entry-level courses for admnistrators and
redistributing Marines assigned to the CONADs to conpensate for
the | ack of systens support, manpower, and training that is

pl agui ng t he adjutant comunity.
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