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DISCLAIMER

The findings of this report are not to be construed
as an official Department of the Army position Unless sodes ignated by other authorized documents. Comments or
suggestions should be addressed to:

Commander
US A rmy Concepts Analys is Agency
ATTN : Di rector of Methodo logy, Resources

and Computation
8120 Woodmon t Avenue
Bethesda , Maryland 20014
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Based on application of the methodology , Chapter 4 documents prescriptions
nominated to improve procedures and Chapter 5 presents alternative schedules to
reduce the characteristics of turbulence observed in the authorization manage-
ment environment. The final chapter —of this repor* presents the major observa-
tions pertaining to the Army authorization environment.

JU CLASS I F IE fl
% tC ,R~~~

Y ( , o S c r C * ~~~~ . )E ‘.~c , . . r . . -

I. —~~~~~ ---- 
- -

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



_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  - - - - --~~~~~- - --,--,.-— -~~~ -•- -- .--- .- - - -~~ - - ---.——-—----- - - ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~

CAA-SR-77-7
S

MANAGEMENT OF CHANGE
(Moc)

June 1977

Prepared by

Methodology , Resources and Computation Directorate

US Army Concepts Analysis Agency
8120 Woodmont Avenue

Bethesda , Maryland 20014

ACC~3~~~ ~~

Km W~(?e Seclt~
D~ C Jr $$CIIIjII D
~-~~~~UKCE O o
)~STIFICAflOJ 

- STJI~UUOJ/AVAItM~LITY GODES 

-~~~~~~-~ - -~~~~~~-_



-~~~ - 
— r

O DEPARTMENT OF THE ARMY
I - - 

- -‘ US ARMY CONCEPTS ANALYSIS AGENCY

REPLY TO 

B: HESDA MARY

ATIENTION OF

MOCA-MRR JUN ~ c

SUBJECT : Management of Chan ge (MoC) Study

Deputy Chief of Staff
for Operations & Plans

Depa rtment of the Army
ATTN: DAMO-FD
Washington , DC 20310

1. Reference is made to your letters dated 26 May 1976, su bject: Taskin g
Directive - Management of Change (MUG) Study , and 1 March 1977, subject:
Management of Change (MOC) Study--Modification of Tasking Directive ,
respectively. These letters directed the US Army Concepts Analysis
Agency (CAA) to provide a study report on Army authorization management
by 30 June 1977.

2. Attached is the fi nal report which documents the analyses of Army
mana gement systems for promulgating authori zation change s, and prescr ib es
ways to improve the assimilati on of change at HQDA , MACOM and subord i nate
units.

3. Seventeen processes cri tical to authori zation management were
identif i ed and , for the fi rst ti me , a detai led anal yti ca l trea tmen t of
the interactions within and among these processes has been documented.
Because of the considerable coord ination required during this effort ,
an i mmediate benefi t to the Army has resulted--the MOC Study has been
a catalyst for improv ing commun i cations throughout the authorization
management commun ity . Illustrative of this communication , several u
the study ’ s prescri ptions to improve the current system already have
been adopted . Of greater potential impdct , howeve r, are the alternative
schedu les developed to improve the assimilation of change . Exarn i natio~of these alternatives by the DA staff may precipitate Army-wide
improvement s in authorization nianagenient.
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MOCA-MRR
SUBJECT: Management of Change (MOC) Study

4. The methodologies reported in the HOC study appear to offer potential
to the Army in reducing turbulence now and in the future. Through use
of such techniques as network analysis , it may be possibl e to devel op
a more integrated , efficient future environment for authorization
management .

(L,c.1~,1 m ci ENNIS C. WHITEHEAD , JR
as Major Genera l , USA

Commanding
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StJBJECt~ Management of Change (MaC) Study--Modification of ‘teeking
Dire ctive

Comn*ttdet
US Army Cottcnpte Atrnlyeio Agency
8120 %4oodmetst Avenue
Bethesda , Mary land 20014

p1. Fefetenc e~ I

~~. Brief itig by C~IA tu PROBE Steering Committees 11 January 1977,
eubjectt Management of Change tn—Proceoe Review.

I,. Letter, DAIIO—?tfli, 2U May 19Th, BubJec t1 tacking Directive——
Management of Change (MOC ) Study.

2. The M~OB~ Steering eonsmittee has recommended extending the MOO Study
schedule to provide additional time fat network analycie (reference la).
Accordingly, paragraph 7c of the Mac tasking Directive - (teference lb) is
modi fied as 11o~e~

a. In—Process Review UPR) for Director , Force Programs and Structure
by 15 Mateb 1971~

b. Obeervittlrna and preceriptive measures It’lt to PROBE Steering
Committee by 29 April 1971.

c. Delivet y of final report by 30 June 1917.

~
4
~
y E. C. MEYER

— Lieutenant Cenerel , rs
Deputy Chief of Staff
for Operations and Plane
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DEPARTMENT OF THE ARMY
OFFICE OP tHE DEPUTY CHIEF OF STAFF FOR OPERATIONS AND PLANS

WASHINGTON, D.C. &0310

ATT~~IflON OP~ - - -

DANO-FDU

SUBJECT: Tasking Directive — Management of Change (Moc ) Stud y

Commander
USA Concep ts Analysis Agency
8120 Woodmont Avenue
Be thesda , Mary land 20014

1. Purpose. — This is a Category 3 Stud y to ana lyze Army ma nagement

systems for promulgating authorization changes and to prescribe systematic
measures to facilitate assimilation of change at HQDA, MAC~ 4 , and subordi-
nate commands.

2, Reference

a. CSM 75—5—90, 1 Dec 75. subject: Management of Change (MOC)
Study.

b. CAA , Methodology and Resources Direc torate , 21 Apr il 1976,
subject: MINI-PROSPECTUS Management of Change (MOC) Study

3. Study Sponsor. — Office of the Deputy Chief of Staff for Operations
and Plans.

4. Study Agency . — US Army Concepts Analysis Agency (CAM .

~~ . Terms of Referenc e

a. Background. — The referenced CSN was issued to direc t the prepara-
tion of a comprehensive study to determine the frequency, magnitud e and
types of changes documented in The Army Authorizati on Documents System
(TAADS) and to develop procedures that~wou1d reduce the amount of changes
requiring field response. The CSM assigned to the DCSOPS responsibilit y
for the study, with DA staff and ~IAC OM support as required . The PROBE
Steering Committee was assigned to monitor the st ud y .

h. Problem. HODA , ~(AC0M and subord inate units hive experienced
frequent changes to Army authorization documents requiring comp liance
and annotation or subiutission of alternative proposals. The volume ,
frequency and/or nature of changes can generate an Inordinate workload
and cause unnecessary turbulence——particularly at MAC~ ’1 and subordinate
unit level——with a concomitant diversion of mission essential resources .

vi



DAMO-?DU
SUBJECTI tasking Directive — Management of Change (Mac ) Study

e, Objeet ives

(1) To e~tamine the Army management system s which generateauthor iratio ti changes .

(2 )  to ident if y system informat ion flows and interactions
required by authorization changes. -:

(i) to analyae quantitatively the management processes arid
supporting systema (MIS) related to authorization changes.

(4)  To prescribe altetnative measures to facilitate the masimi—
lation of authotiestioti changes.

d, Scope, The study will analyzes

(1) DA policies , regulations, procedures , projects , programs ,
and automated systems generating authorization changes.

(2) The volume , frequency and/or nature of actions causing
changes .

e. Lim its. — The study will only develop alternative approaches/ —

methods to implement authorization changes .

f. Time Frame. — FT 76 — FY 77

g, Assumpt{ons

(1) Administrative staffs are not augmented as a result of
the volume and ft-equency of changes .

(2) All authorization changes do not requi~e the same priorityof comp liance.

h. Essential ElementS of Analysis (EEA)

(1) What types of thithorization changes cause the most turbulence? —

(2) Are there responses to authorization changes which can be
modified to reduce turbulence (e.g., delayed , reduced or eliminated)?

(3) Can alternative Informa tion system s , e.g., VPDM IS, be
effectively used to reduce turbulence?

I. Methodology . — Potential modeling or quantitative techniques
envisioned fat this stud y includes

vfl
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DAMO—PDU
SUri’ECT: Tasking Directive — Management of Change (HOC) Stud y

(1) Descrip tive inf orma tion f l ow graphs

(2) Network analysis

(3) Multivariate analysis

6. Support and Resource Requirements

a. CAA is authorized direct communication with DA , major Army
commands , and all agencies supporting this stud y.

b. The DA and MACOM staffs will provide background information on
Current management systems and identification of assoc iated problem areas.

c. The study sponsor will secure an extension of CSM 75—5—90 and relief
from Inclosure 2 to the CSM, Proposed Milestone Chart/Work Schedule.

7. Admini stration

a. Study Title. — Management of Change (MOC ) Stud y

h. ~~~~~ Director. — Mr. Prank A. Di~tasio , Jr., Method o logy and
Resources Directorate , US Army Concepts Analys is Agen cy , 295—1623.

c. Study Schedule. — See Inclosure 2. Delivery of final report:
18 Mar 77.

d. Control Procedures. — The PROBE Steering Committee will be t h e
advisory group providing general officer guidanc e to the stud y.

c. Ac t ion Documents. — A final report of the study will be prepared .

f . Coordina t ion, — This tasking directive has been coordinated with
( . \  in accordance with paragraph 4, AR 10—38 .

~~~~~~~~ E R
bialor C#leral , GS
As sistuff t Deputy Chief of
Staff for Operations and Plans

v i i i



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

-
~~~~

-- -----
~~~ -V----- ~~~~~~~~~~~~~~~~~~~~~~~~~~~~ 

- —

C.AA-S R- 77-7

SUMMAR Y

1. BACKGROUND. Every unit in the Army is defined by and organ-
I zed under a document which shows its personnel and equipment re-
quiremen ts and authori zations, The most prevalent of these docu-
ments are called Modification Tables of Organizati on and Equipment
(MTOE ) for combat oriented units and Tables of Distribution and
Al l owances (IDA ) for noncombat oriented units. The MTOE and IDA
are used In pl anning , programing, budgeting, requisit ioning,
training , and distributing personnel and equipment; the MTOE are
also used as bases for reporti ng unit readiness. Since there are
about 14,000 MIOE and IDA units tn the Army, a mechan ism was nec-
essary to maintain and report on the unit authorization documents
and control their changes. Consequently, The Army Author i zation
Documents System (IAADS ) was establ i shed as an automated system
for devel oping and documenting organizati onal structures, require-
ments , and authorizations of personnel and equipment necessary to
support the assigned missions of Army units.

~~. IAADS Is a DA-level automated data processing (ADP ) system
that contains the authorization document for every MTOE and IDA
unit tn the Army. With the advent of VTAADS, the MACOM opera-
tional counterpart to TAADS, the MACOMs were provided with an au-
tomated in formation system which coul d be very responsive in
transferring data to DA on the implementation of authorization
changes and from DA on the approval of proposed changes. This
very rapid data transfer capability led to the illumi nation of two
authorization managemen t problems . Hrst, the frequency of au-
thori zation changes transl ates into a documentation workload prob-
lem at the MACOM level where personnel were unable to respond ade-
quately to the formal guidance processes . This Is complicated by
pe riodic bursts of one-time , special actions which routinely re-
quire the MACOM to forgo working on the changes in the formal
guidance processes. Second , the frequency of the documentation of
formal and informal changes transl ates into a workload problem at
the imp l ementation end of the TAADS spectrum~-the unit--w here per-sonnel were unable to respond to the frequent revisions to au-
thorization documents .

b, An Inordinate workload has been created In the field be-
cause of the frequency and vol ume of authori zation changes requir-
ing compliance , anno tation , or generation of al ternatives. The
work and the conditions under which it is accomplished , can be
characterized as being turbulent and , in many cases , unnecessary.
The turbulence is manifest not only in the MTOE and IDA Units , but
also at the MACOtIs and NQDA as well.

ix 

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



~
- — -

~
--——-

~
- 

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ I
CAA-SR-77-7

(1) Turbulence at HQDA. Turbul ence at DA l evel Is observed
as unsynchroni zed program devel opment. For exampl e , the training
program frequently is not in conformance with the training re-
quirement pertaining to the budget year because that documentation
may not be forwarded to DA In a timely manner.

(2) Turbulence at MACOM. The vol ume and frequency of
changes create workload problems at the MACON resul ting in undocu-
mented changes. Typically, the major commands attend to the docu-
ment changes impacting the current year first, deferring documen-
tation of the budget year guidance1 The del ay of budget year
documentation then contributes to the turbul ence at HQDA identi-
fied in the previous paragraph.

(3) Turbulence at the Unit. The frequent changes resul t in
unstable authori zation documents. On the average, a unit had 6
different authorization documents pertaining to FY 76. Such inst-
ability causes the units to issue frequent personnel and materiel
requisitions , and cancel previous ones; this strains the ability
of the requisition system to sati sfy the units ’ needs.

(4 ) Turbulence in Asset Management. Asset managers observe
the turbulence as they contend with uncorrel ated val idation docu-
ments. Before approving a requisition , an asset manager must
validate the request by using a document published for that pur-
pose. But many revisions to unit authori zations may not be re-
flected in the val idation documents--resul ting in authorized req-
uisitions being rejected and further contributing to turbul ence
for the units .

c. This problem of turbul ence in authori zation management re-
ceived the attention of the Army Staff and resulted in a Chief of
Staff Memorandum (CSM ) which led to this study.

2. PURPOSE AND SCOPE . On 26 May 1976 , the ODCSOPS tasked the US —

A rmy Concepts Analysis Agency ( CAA ) to conduct the Management of
Change ( MOC ) study . The purpose of this study Is to:

• Analyze Army management systems for
promulgating authori zation change.

• Presc ribe systematic measures to facilitate
the assimilation of change at HQDA , MACOM,
and subordinate c ommands.

a. This study places analytical emphasi s on the cause of au—
thorizatlon changes and the fo rmul ation of alternatives to remedy
the current difficulties in responding to changes in authorizati on
documents. 

- --.______
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b. The MDC Stud.y can be defined as an analys is of DA and MACON
policies , regul ations, procedures, projects, programs and auto-
mated systems i nvol ved wi th authorization changes. That invol ve-
ment can be either tn generating authorization change , documenting
authorization change, or using the authorization data.

3. APPHOACH. The information In IAADS Is used In two capacities:
as the official authorization document for every unit In the Army
and as a data source for planning, programi ng, and budgeti ng at
HQDA.

a. the dual rol e of TAADS highlights a dichotomy wi th regard
to how quickly authori zation changes should be documented in
tAADS. Changes should be documented rapidly In order to provide
feedback on force, personnel , and equipment policy declsions~ thiscan involve frequent changes to the document. Yet It is equal ly
important that authorization documents be sufficiently stable to
permit the requisitioning processes to work. Thus, the management
of change becomes an important consideration.

b. Through a systematic research and data col l ection activity,
the MOC study Identi fIed 11 key management processes associated
wi th 3 functional areas of authori zation management. The func-
tional areas are:

(1) The Issuance of change guidance.

(2) The documentation of changes.

(3) The use of the documentation.

c. The processes which change guidance , document the changes,
and use the documents are listed In Table 1. Collectively, these
processes form a continuum of Interdependent activity summarized
graphically in Figure 1. The figure depicts the linkages among
the key authori zation management processes and A~P systems, inrelation to an MTOE or IDA unit , and depicts the Army system of
authorization management, This system creates the authorization
change environment which surrounds each MTOE and IDA unit. An
update to the Basis of Issue Plan (BOIP) can generate updates In
the military occupational special ty (MOS), equipment Supply Uulle—
tin and TOE processes. All of the changes can impact a unit’s
authorization , requiring updates to Its documents. These up-
dates, in turn , affect the equipment distribution and personnel
distribution systems.

d. The conditions which contribute to turbulence associated
with the 17 formal authorization management processes Invol ve the

xl 
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Table 1. Key Authorization Management Processes

Funct ional category Process

~ssuan ce of change Program and Budget Guidance (PBG)

Force Accountin g System (FAS)

Basis of Issue Plan (BOrP)

Commercial Item Introduct ion

Equipment Supply Bulletin

MOS Update

TOE Change Cycle

Documentation of chan~’e TAADS (at DA level )

VTAAD S ( a t  MACOM l e v e l )

ITAADS (at Installat io~ le’.— el )

Uses of documentation Personnel Structure and Composition
System (PERSACS)

Log istics Structure and Compoci-
tion System (LOGSACS)

Army Program for Indiv idual
Trainin g (ARPRINT)

Initial Issue Quan tity/Authorized
Ac quisition Objective (IIQ/AAO )

Personnel Requisitions

Equi pment Requisiti ons

PO M CU S TA ADS

xii
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time duration to complete each process , the frequency with which
each process occurs , and the schedules of those occurrences . Se-
quencing or scheduling problems can occur i ntraprocess (i.e., wi th
the activities comprising a process) and interprocess (i.e., wi th
the synchronization of the 17 processes of the authorization man-
agement system).

e. The summarization depicted in Figure 1 shows that the man-
agement processes are linked within the context of an overall au-
thorization management system. This overall management system is
amenable to analytical investigation if each process can be de-
fined in terms of its component activities and if the linkages to
other processes can be specified. The objective of the MOC analy-
sis was to i denti fy major contributors to turbulence and investi-
gate ways to attenuate it through changes in the time to compl ete
component activities and changes in the frequency or schedule of
activities or events . To accomplish these objectives , techniques
of management science and operations research were employed. A
model of each management process was developed to represent the
activities and events of the process. The detailed investigat ion
performed in developing the model s revealed several procedural
problems which contributed to turbulence . For these, management
prescriptions were nominated to alleviate the problem . Having
identified the linkages between the processes modeled , a quantita-
tive analysis was performed on the overal l authorizati on manage-
ment system utilizing network theory . In this phase of the study ,
alternative scheduling and sequencing of the component management
processes were analyzed and evaluated . This quantitative analysis
resulted in observations on the relative meri ts of alternate
schedules designed to reduce the frequency and vol ume of authori-
zation change guidance and revisions to unit documents.

4. MANAGEM ENT PRESCRIPTIONS. In develop ing and refining the mo-
dels of each key authorization management process , turbulence-
causing factors were illuminated. These involve d prob lems wh ic h
resulted from time delay s, disconnects between related processes ,
or lack of synchronization within the overal l authorization man-
agement system. Most of the problem areas were discovered when
attempts were made to model the linkage of one activity (within a
process) to another or one process to another. It was observed
that changes made to improve one process could have adverse or
counterproductive impact on one or more other processes. Since
inherent in the MOC study methodology was the ability to analyze
authorization management processes in combination , prescriptive
measures coul d be formulated to Improve authori zation management.
The prescriptions transcend both processes and commands; the pre-
scriptions are Intended to enhance the eff icienc y of the activi-
ties wi thin processes and Interfaces wi th TAADS. -

x lv 
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a. The appropriateness and utility of the management prescrlp-
tlons contained in this report were verified through coordi nation
wi th points of contact in authorization management at all level s
of coninand. During the period of coordination , several prescrip-
tions were Impl emented in the management process; others are being
considered for implementation .

~~. the complete set of management prescriptions Is presented
In Chapter 4. A summarization of a prescription is shown In Table 2.
The Table Indica tes, In abbreviated form, the problem ; Its
cause; the effect of the problem; the prescripti on ; and its prob-
able impact.

5. SCHEDULE ALT ERNA TIVES. The network models which describe the
11 key authorizati on management processes were transl ated for com-
puter—assisted analysis. A special software package was then used
to support a quantitative analysis of the overal l management sys-
tem i ncorporating the 17 processes. The analysis proceeded In an
organized , progressive fashion from the current authorization man-
agement system through a series of alternative schedules designed
to improve the synchronization of the individual processes. The
nine separate schedules analyzed are discussed In Chapter 5.

a. Figure 2 indIcates the schedul e currently maintained for
updati ng TAADS as a resul t of the guidance issued in the vari ous
processes. The TAADS updates are transmi tted from the MACUM every
month of the year to incorporate portions of the change guidance.
Si nce each update makes a unit vul nerable to authorization docu-
ment changes, the potential for documentation turbul ence is high
(12 time a year) especially for the TOE units .

b. Figure 3 presents an example of a documentation schedule
derived for an alternative designed to limi t the issuance and the
documentation of authorization change guidance to twice a year.
Updates to TAAUS woul d occur in March and September. The units
wo uld be subj ect to change twice a year; the stability of the au-
thor ization documents would allow the personnel and equipment req-
uisition systems to respond; and the schedul ed updates would sup-
port DA programing functions. Details of this schedul e are pro-
vided in Chapter 5, paragraph 5-7.

b. ESSENTIAL ELEMENT S OF ANALYSIS. The essential elements of
analysis (LEA) specified in the tasking directive and associated
responses generated by the MOC study are presented in the follow-
ing paragraphs.

xv
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a. What types of authorization changes cause the most turbu-
l encel Two generic types of authorization changes were observed
to cause the most turbulence. The first type is authorizati on
chan9e guidance which conflicts with ~‘arlier guidance thereby gen-
erating addi tional administrative workl oad (primarily at MACOM-
level ) preparing revised authorization documents. An example is a
TOE change (Ccl) not Including the latest equipment Supply Bulle-
tin information , The second type is the frequency of revisea
documents for MIQE and IDA authori zations creating turbul ence in
the units through cancel l ations , corrections and revisions to per-
sonnel or equipment requisitions , and mi smatches between skilled
personnel and equipment authorized and on-hand. The latter ex-
ample of turbulence directly impacts a un -ft’ s readiness condition.

b. Are there responses to authorization changes which can be
modif ied to reduce turbul ence (e.g., del ayed , reduced or el imi-
nated)? Yes. Some specific examples include: delaying the re-
sponse to MOS , equipment SB and TOE change guidance in order to
permit a single document revision for all three types of guiddnce;
reducing the frequency of VTAADS submissions to a semiannual
cycle , thus reducing the frequency of revised documents for the
units; and eliminating a special H-530 equipment validation report
prepared for , but not used by, FORSCOL These and other exampl es
are discussed In Chapter 4, Management Prescriptions , and Chapte’- 5,
Scheduling Alterna tives .

c. Can alternative information systems, e.g., VF DMIS , be ef-
fectively used to reduce turbulence? Al ternative Information sys-
tems can be used to improve the reports derived from Information
data bases. But , the turbul ence does not appear to be cadsed by
information Systems. Rather , it is the vol ume , frequency and
schedul e of changes to the data contained In the information sys-
tems which cause turbulence. It would therefore appear that tur-
bulence can best be controlled through disciplining the procedures
for changing input data in the Information systems.

7. OBSERVATIONS. The primary observations resul ti ng from this
study of the Army authorization management system are presented In
the fol l owing material .

a. Army authorization management processes form a system which
Is amenable to analytical Invest igationi That system is comprised
of individual management processes for which detailed representa-
tions (models ) can be developed. The model s can then be analyzed
either singly or as interconnec ted processes using techniques of
network theory .

xix
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b. The Army authorization management system contains 17 key
management processes. These processes either provide guidance on
authorization changes , document the changes, or use the documenta-
tion (see Table 1).

c. There are different characteristics of authori zation turbu-
l ence which manifest themselves at the various command and func-
tional levels. At the unit level , the turbul ence is associated
wi th implementing the revised doc uments through requis itions; at
the MACOIl and installation level , the turbul ence is associated
wi th applying the change guidance; at the DA level , the turbul ence
Is associated with obtaining the most compl ete documentation for —

program development efforts; and at the personnel and equipment
asset manager level , the turbul ence is associated wi th obtaining
timely information on current authorizations in the units.

d. The devel opment of thorough and accurate model s of the in-
dividua l processes requi red the detailed investigation of the au-
thorizatlon management processes. The preparation of the model s
revealed three types of procedural problems which contribute to
turbulence.

(1) Problem s due to time delays.

(2 )  Problems due to disconnects among related processes.

(3) Problems due to the l ack of synchronization among pro-
cesses.

e. The use of network theory is a powerful quanti tative device
for analyzing the schedule of management processes and improving
the synchronization among these processes.

(I) The current schedul e for authorization management pro-
cesses can be modified to reduce the frequency of changes , to syn-
chronize better the interactions and to reduce the turbulence .

(2) The processes of the authori zation management system can
be limi ted to a schedule whereby change guidance is issued once a
year , documentation of the guidance is required once a year 1 and
unit documents change only once a year. While such a systen~ can
be shown analytically to be possible , operati onal problems of such
limi tations on change may occur.

(3) Other alternative schedul es of management processes can
be synchronized to an update of TAADS twice a year (March and Sep—
tember). These schedules , as analyzed in this study , appear to
offer three advantages:

xx
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(a) The authori zation documents remain P’elatively stable ,

reducing the frequency of changes to the units and allowi ng the —

requis ition ing processes to work .

tb) The $ssuance of guidance can be scheduled to provide
suffici ent time for updating dotuments .

(c) The update schedule for authorization documents can be
synchronized to support force, personn el , and equipment policy
decision milestones at DA.

f. The MOC network diagram s provide HQDA a unique mechanism by
which to address the objectives and workfl ows of the authorization
management process and the overall system that resul ts from those
processes. The prescriptions and alternative schedules nominated
In this study use the diagrams to i denti fy actions for reducing
turbulence generated wi thin the official authorization management
system . However , the prescriptions and alternatives cannot control
the “one time ” guidance which contributes to much of the turbu-
lence. Complying with the “one—time ” change guidance currently
requires about 30% of the MACOI’I time devoted to documenti ng
changes . A discipl i ned DA control mechanism for coordinating and
approving the release schedule and subsequent documentation feed-
back for all authorization change guidance could reduce turbulence
further.

xxi 
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MANA~iEMENT OF CHANGE

CHAPTER 1
INTRODUCTION

1-1. BACKGROUND. The Management of Change (MDC) Study addresses
the Army management processes associated with authori zation
changes. Changes occurring in authorization documents (e.g., a
military occupational specialty (MOS) grade change; or change in
the quanti ty of an i tem of equipment) require that resources be
committed to imp l ement the changes in the affected Army units . Of
particul ar concern to commanders is the frequency of the changes
since responding to the change guidance can result in resources
(personnel , dollar or materiel ) being diverted from mission essen-
tial activit ies. The US Ar my Concepts Analysis Agency (CM) was
tasked to i denti fy ways of reducing the frequency of unit authorl-
zatlon changes , improving the assimi l ati on of changes at all 1 ev—
els , and synchronizin g the documentation of changes to support
essential Department of the Army (DA) information requirements.
The term “authori zation change ” refers to any acti on which re-
quires a change to the nomenclature , type or quantity of personnel
and/or equ i pment in an Army unit. The Army has a number of formal
functional processes and Informal procedures for disseminati ng
authorization change guidance , a central process for documenting
the changes , and functional processes which use the authorization
information contained in the central documentation system.

a. Documentation System. The single system for recording all
authorization changes Is The Army Authorization Documents System
(IMUS). TAADS , an information system , is defined In AR 310-49 as
the Army wi de system desi gned to central i ze control of personnel
and equipment both required and authorized to Active Army and Re-
serve Component units. Authorization changes are not directed in
TAAOS; direction comes from Army management processes which gener-
ate change guidance. Rather , IAADS provides detailed information
on how the changes are implemented in some 7,500 units I dentified
in the system.

(1) TAADS includ es Information on the quanti ty and type of
personnel and equ i pment that Is both required and authori zed in
Army units. For a Table of Organizat ion and Equipment (TOE ) unit ,
the required level of personnel or equipment refers to the quan-
tity and type deemed doctrinall y essential for the unit to perform
Its combat mission ; the ~~aulred level for a Table of Distribution
and Al l owances (TDA) unit refer’-~ to the quantity and type of per-
sonnel or equipment :quired for the unit to perfo ri 1t~ supportmission. The author ized iLv el of person~t.l or equloment is that

1— 1

- ---4
- -~ - 

-.  -



—- - -~~~~~~ -~~~~--~~~ --- - -~~~----—- -~~ ----~ - 

CAA-SR-77-7

quantity and type needed for peacetime operations of the unit. An
authori zation change , then , is any change in personnel or equi p-
ment either required or authorized for a unit. Throughout the
report the terms “authorization change ” and “authorization ” will
be used generically to refer to changes in TAADS regardless of
whether It is a change to the authorized or required entries.

(2) The quantity of information contained and maintained in
TAADS Is i mmense. A few examples include:

(a) Data on every personnel space--civilian and military ,
Active and Reserve--is included to MOS , job series , and grade
level of detail. Currently, data exists on approximately 1.7 mil —
lion spaces.

(b) Data on every major item of equi pment is included re-
sulting in some 38,000 different Line Item Number (LIN) entries.

(c) Each space and LIN in TAADS i s conta i ned within a
paragraph of a particular unit identified by both a Unit Identifi-
cation Code (UIC) and a fiscal Army Mana gement Structure Co de
(AMSC) .

(3 ) In addition to the current required and authorized in-
formation , detailed future personnel and equipment requirements
for the un it are included in TAADS through the use of effective
dates (EDATES). Most units have more than one organizationa l
structure documented in TAADS. There is a current document , per-
ha ps another document to be ef fec ti ve la ter i n the f iscal  year ,
and a document effective for the next fiscal year.

(4) Since TAADS is the official source of all this detailed
informat i on , it serves as a data hank for a wide variety of uses:

(a) Ind ivi dual units use the au thor i za ti on i nf ormation as
the basis for requisitioning and as a baseli ne requirement for
readiness reporting.

(b) The major Army command (MACOM ) staffs and i ntermediate
l evel personnel and equipment managers use the author iz -~it ion in—
formation to initiate and/or validate requisitions.

(c) The DA staff uses the TAADS data in conjunction with
other systems to forecast detailed equ i pment , recru i ting an d
training program requirements.

(5) Even though approximatel y 9U of the authorization
changes documented In TAADS are a r~’su1t of DA policy decisions.

1— 2
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virtually all of the changes enter TAADS through MACOM input.
Yertical TAADS (VTAADS ) is the extension of the DA system to MACO N
level and provides the MACOM the ability to input changes to
TAADS. The MACOMs devel op an implementation plan on authorization
changes and submi t the plan as their l atest YTMDS i nput to update
the DA TAADS. The preparation of the update can be difficul t and
tIme consuming for the fiel d If an authorization change requires
selecting from among various possibIlities. This difficul ty is
compounded when additional change guidance arrives in the field
before documentation action Is completed on earlier guidance.

b. The Problem. The frequency and vol ume of authorizati on
changes--requiring documentation , modification or generation of
alternativ es in IAADS , compliance and impl ementati on by field
units , revision of personnel and equipment val i dation reports, and
adjustments to the recruiti ng, training and equi pment programs--
creates an i nordinate workload Army-wIde . The work involved and
the conditions under which it is accomplished can be characterized
as turbulent and, In many cases , unnecessary . Because resources
invol ved In preparing responses to authori zation changes may be
employed unnecessarily, the reso urces are diverted from other mi s-
sion essenti al activities. This problem of authorization manage-
ment received the attention of the Army Staff and resul ted In a
Chief of Staff Memorandum (CSM) which led to the Management of
Change study. -

c. Study Concept. CSM 75-5-90 , subj ect: Management of Change -

( MOC ) Study , was publ ished on 1 December 1975, In that CSM, the
Office of the Deputy Chief of Staff for Operations and Pl ans (ODCSOPS)
was directed to conduct a review and analysis of the application
of authorization changes down to battalion level . The study was
to be an integrated DA staff effort, with field participation ,
monitored by the Program Optimization and Budget Evaluation
(PROBE) Steering Committee.*

*The PROBE Steering Commi ttee Is a continuing commi ttee of the
Army staff, chaired by the Di rector of Program Analysis and Eval-
uation and establ i shed by CSR 15—25 Subject: BOARDS , COMMISSIONS
and COMMITTEES: Program Optimization and Budget Eval uati on
Steering Committee, dated 10 March 1975. As an advisory body for
the MDC study , the PROBE Steering Commi ttee was augmented by rep-
resentati ves from M ILPERCEN , DARCOM , TRADOC and FURSCOM.

L _ _ _  
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(1) As stated in the CSM , the purpose of the study was to
provide:

‘...for the conduct of a comprehensive study to determi ne
the type, magni tude, and frequency of changes that are required
and captured in The Army Authori zation Documents System (TAADS) to
assure that the applicat ion of changes are manageable from unit
(battalion ) level to HQDA.”

(2) The Assistant Deputy Chief of Staff for Operations and
Plans (ADCSOPS), being responsible for cor~pliance with the CSM ,requested that CAA support this Chief of Staff-directed study
through the analysis of Army management systems relati ng to au-
thorizatlon changes.

1-2. PURPOSE. The purpose of this CAA study on the Management of
Change is to: analyze Army management systems for promulgating
authorization change , and to prescribe systematic measures to fa-
cilitate the assimilation of change at HQDA , MACOM , and subordi-
nate commands. This study places analytical emphasis on the causes
of authorization changes and the formulat ion of alternatives to
remedy the current difficul ties in respondin g to changes in au—
thorization documents.

1-3. OBJECTIVE . Descriptions of the four study objectives sped-
f i ed i n the tasking direc ti ve are summar i ze d be low alon g w ith an
overview of how each was attained.

a. Review Authorization Management Processes. Attaining the
first objective required i denti fying and analyzing the Army man-
agement processes Involved in authorization changes. A research
and data collection effort included reviewi ng not only the manage-
ment processes which generate and transmit authorization change
guidance , but also those which use and therefore require the docu-
mentation of authorization changes.

b. Identify Information Flows. Comp letion of this objective
required detailed review of applicable Army Regulations (ARs) and
other documents as well as discussions with knowl edgeable staff
members at DA , MACOM and unit l evel to ascertain the interactions
within , between and among the various management processes. These
activities resul ted in a series of original descri ptive models ,
representing the activity workflows in each ot the management pro-
cesses.

c. Analyze the Processes. This third objective required the
col l ection of quantitative data on the management processes. The
data was used as i nput to the models develop ed in the previous
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task and supported a rigorous quantitative analysis using a metho-
dology based on network theory .

ci. Prescribe Al ternative Measures. The final objective re-
quired the nomination of alternative measures to facilitate the
assimi lation of authorization changes. The al ternatives were
based on results of attaining each of the preceding objectives.
Iwo types of alternatives have been generated: prescriptions per-
taining to authorization management procedures and alternati ves
pertaining to authorization management schedules.

1-4. SCOPE. The MOC Study consists principall y of an analysis
of DA and MACON policies , regulations , projects, programs , auto—
matea systems, and procedures I nvolved wi th authorization changes.
This involvement can be either in generating authorization change ,
documenting authorization change , or using the authorization data.
Within thi s domain of authorization management, the MOC study ad-
dresses the vol ume, frequency and nature of actions causing change
and turbulence.

1—5. ASSUMPTIONS. The following two assumptions were established
in the tasking directive for this study :

a. On Administrative Staffs. Administrative staffs will not
be augmented with additional personnel to process authorization
changes. The import of this assumption Is that the MOC study Is
constrained to prescriptions which can be implemented without the
need for additional personnel .

b. On Priority of Changes. All authorization changes do not
require the same priority of compliance. This assumption relates
to how quickly changes have to be entered into TAADS by the field
and provides the latitude to consid er alternate schedules and se-
quences of events.

1—b . ESSENTIAL ELEMENTS OF ANALYSIS (EEA). The tasking di rective
specified three essential elements of anal ysis which require the
identification of difficulties with the current systems , the pro-
posal of modifications , and an assessment of alternative informa-
tin systems.

a. What types of authorization changes cause the most turbu-
1 ence?

b. Are there responses to authorization changes which can be
modified to reduce turbulence (e.g., delayed , reduced or elimi-
nated)’?

1-5 
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c. Can al ternative information systems be effectively used to
reduce turbul ence?

The causes of turbulence are i dentified through the analysis of
the authori zation environment; critical problems and procedural
modi fications to remedy them , are analyzed; and alternative sys-
tems such as TAADS at installation level are di scussed.

1-7. CONTENTS OF THE REPORT. The followi ng chapters , supported
by technical appendices , present the results of this management
study. Chapter 2 contains a discussion of the current environment
created by the Army ’s authorization management processes. The
methodology formulated to analyze the authorization environment
and change problems is the subject of Chapter 3. Based on appl i-
cation of the methodology , Chapter 4 documents prescriptions nomi-
nated to improve procedures and Chapter 5 presents alternative
schedules to reduce the characteristics of turbul ence observed in
the authori zation management environment. The final chapter of
this report presents the major observations pertaining to the A rmy
authorization environment.
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CHAPTER 2
AUTHORIZATION CHAN (iE ENViRONMENT

2-1 . INIR000CIION . Every unit in the Army is defined by and or-
ganized under a document which shows its personnel and equipment
requirements and authorizations. The most prevalent of these
documents are cal l ed ModificatIon Tables of Organi zation and Eq-
uipment (MTOE ) for combat oriented units and Tables of Distribu-
tion and Al l owances (IDA ) for noncombat oriented units . There are
also Jo int Tab les of D ist r ib utio n an d Al l owance (JT DA) app l ied  to
Army organi zations Invol ved in joint activities . The MTOE and IDA
are used in planning, programing, budgeting , requisitioning,
t ra in ing,  and distributing personnel and equipment; the MIOE are
also used as the basis for reporting unit readiness. Since there
are about 14,000 MTOE and TDA units in the Army , a mechan ism was
necessary to mai ntain the unit authorizati on documents and control
thei r changes. Consequently, The Army Authorization Documents
System (TAADS ) was established as an automated capabilit y for de-
velopi ng and documenting organizational structures, r equ i rements ,
and authori zations of personnel and equipment necessary to support
the assigned missions of Army Units .*

a. TAAUS. TAADS is an A rmy—wide mu ) ticomand standard auto-
matic data processing (ADP) system designed to central i ze the con-
trol of personnel and equipment required by and authorized to Ac-
tive Army and Reserve Component units and activities. Authoriza-
tion documents for all MTOE and IDA units are maintained through
the TAADS ADP system.

b. TAADS Data. Data banks for IAADS exist at HQDA and at each
designated major Army command ( MACON ) headquarters; the data are
maintained In a current status through DA directives and MACOM
approved modifications. Once modifications are made and data —

files within the banks are updated , Army resource managers can
access the l atest Information available through the use of TAADS .

c. IAADS Input and Management of Change. The frequency and
vol ume of the changes to TAADS data led to the Management of
Change (MOC) Study . Authori zation documents require modificatio n
for a myriad of reasons Including: changes In force plans , struc-
ture , or guidance; changes In resources; availability of new equip-
ment; changes in a military occupational special ty (MOS); MACON

*AR 310-49, Change 1, ~‘The Army Authorization Documents SystemlIMOS),” 7 Nov 15.
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and subordinate unit initiatives; and c;rrect ion of errors. Fun—
clamentall y a pass i ve , facilitating system , T AADS does not make or
initiate change. Rather changes are incorporated , documented , and
reported through the capabi lities provided by TAAD S. Changes to
TAADS data occur because management rystems and Army functional
processes which interface with and throug h TAADS di rect a change
to occur. The remainder of this chapter c- ’it~ i ns descr ip t i ons of
these interfacing systems and processes; how authorization changes
are directed , implemented , and used; -~rd h u~ T~~ )~ and its ad-
juncts act in concert to create an authorizat~~r change environ-
ment . lJnless otherwi se noted in the foH -w ing material , the term
TAADS is use d to deno te col lec t iv e ly and genericall y the ADP sys-
tem and data bank s w h ich are i ns t~-umenta l in authorization change
mana gement.

2-2. AUTH ORIZATION MANAGEMENT SYSTEM. TA A [~S play s a central role
in the overall authorization management system . There are a num-
ber of other systems (or more properly, sub-systems ) which inter-
face w it h TAADS , ei ther to di rec t c han ges or rece i ve data , which
collectivel y comprise the autho rization management system . These
systems can be viewed as parts of funct ional processes acti ng as
the mechanisms which cause chdn]es to ~ioc ur in MT DE and TDA units .
As p rev i ousl y noted , the MT OE ~nu TDA documented in TAADS are the
official authorization documents for all Army units . When changes
are entere d i n TAAD S , the uni ts are a ffec ted s i nce the author i za-
t i on documents i n TAADS are the basis for requi s iti on i ng personnel
and equipment , and for MTOE readiness reporting. This is the
genesis of turbulence i mposed on the units. The components of
this overall system are discussed below .

a. Fic h time a unit ’s authorizatio n document changes , the unit
is forced to react-—if it is to comply with its cinvernin g docu-
men t. The more changes there are to TAADS documents , the more
work is required of the units to post the changes , requisition
equipment , requisition personnel . canoel other requisitions , ad-
ju~t tra i ning p lans , or do whatever el se is necessary to adhere to
their respective autho rization documents and ~tccomp lish their mi s-
sion. Significantly, the speed wi th which the ADP system , TAAH ,
reports change has both beneficial and disadvantageous effects:
since authorization documents ci ’ be up 1o t~ L~ quickly, TAADS offers
substantial responsiveness and flexib ility to Army pLinr o rs, pro-
gramers , and budgeters; that same speed in updating on create
difficulties for units trying tn keep up wi th rap id did frequent
changes in their authorizations.

b. The environment at unit level result ing from TAAUS ~hanqes
can be turhLfl ent. fhr m o n a - ~e re’ t sys tems updat i ‘q  TAA DS. if not
coo ’d i na t ” -~, can c~ u~~ a n uthori :i~ion to he chan ir i
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several times in conflicting and confounding manners. Eor ex-
ample, In TAADS a unit can be authorized a new weapons system but
not the people for It; consequently, the unit may requisiti on and
acquire the newly authorIzed weapon and at the same time an ear-
1 -ler personnel requisition is filled by soldiers trained for the
no l onger authorized weapon. Only when TAADS authorizes the per-
sonnel for the weapons system can they be requested. Such condi-
tions as thi s are turbul ent and chaotic. Analytically, an under-
standing of the Army functional management processes by which
changes In TAADS occur Is a first step In attenuati ng the probl em.
In the fol l owing paragraphs , the management systems which inter-
face wi th TAADS and contribute to change are di scussed In the con-
text of the authori zation change environment.

2-3. KEY AUTHORIZATION MANAGEMENT PROCESSES. Many authorization
management processes interface with TAADS--usually through the
Army functional management systems wi th which they are associated .
MOC research and data col l ection activities at DA , MACOM , and un it
level indicate that there are seventeen key processes which are
intrinsic to authorizati on change management. These key processes
Inclu de the various functional means for Initiating and issuing
change guidance; the TAADS process for recordi ng and approving the
impl ementation of the changes; and the processes which use the
Information for program devel opment end distribution . Table 2-i
lists the key authorization management processes in three func-
ti onal groupings:

• Processes which provide guidance for mak i ng changes .

• Processes which document the changes.

• Processes wh ich make use of the documentation .

a. Descripti on of the Processes. All of the management pro—
cesses are required to operate wi thin the overall umbrella of the
Army Planning, Program i ng, and Budgeting System (PPBS). Quanti ta-
tive resource ceilings are established at the compl etion of one
PPBS cycle which become the guidance for documentati on to support
prescri bed acti ons In the next cycle. The PPBS cycle does not
Interface directly with TAADS, but it serves as the governin g time
constraint for scheduling and sequencing of the seventeen authori—
zati on processes. The followin g subparagraphs describe each pro-
tess. Detailed descriptions of the workflows of the processes
anal yzed In this study are included in Appendix D.*

*The PBG , FAS , TAAD S, and VTAADS processes are consolidated in
AppendIx 0, Annex V III , TAADS Documentation.
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Table 2-1. Key Author ization Management Processes

Functional category Process

Issuance of change Program and Bu dget Guidance (PBG) -

Force Account ing System (FAS)

Bas is of Issue Plan (BOIP)

Commercia l I tem Introduction

Equipmen t Supply Bullet in

MOS Update

TOE Change Cycle

Documentation of change TAADS (at DA l evel )

VTAA DS (at MACOM level )

ITAADS (at Ins tallation level )

Uses of documentation Personnel Structure and Composition

- - 

System (PERSACS)

Logistics Structure and Composi-
tion System (LOGSACS)

Army Program for Individual
Train ing (ARPRINT )

In itial Issue Quantity/Authorized
Acquisition Objective (IIQ/AAO )

Personnel Requis i t i ons

Equipment Requisitions

- POMCUS TAADS
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(1) Issuance of Change Guidance. There are seven processes
which provide guidance and direct[on to changes in authori zation
doc uments .

(a) Program and Budget Guidance (PBG). This Is the pro-
cess employed by the Army for providing resource constraint guid-
ance to individual MACOMs. Three PBGs are Issued: one~i n May
based on the Program Objective Memorandum (POM), one irs October
based on the Army budget , and one in January based on the Presi-
dent ’s budget.

(b) Fo rce Account ing System (FAS ). This system provides
monthly force structure and manpower guidance to the field. For-
mal monthly updates of the automated file by MACOMs keep the in-
formati on current. The FAS Information guidance , in the form of
force structure changes , is used in revising the authorization
documents .

(c) Basis of Issue Plan (BOIP) . The BOIP serves as a pl an
for introducTng new major items of equipment into the Army inven-
tory. The guidance from the BOIP is reflected In IAADS directl y
as revisions to IDA authorization documents and indirectly through
the Supply Bulletin and TOE change processes for MTOE .

(d) Commercial Item Introduction. Commercial i tems are
approved , type classified , and introduced Into the Army i nventory
throu~h this process.

(e) Supply Bulletin Update (SB). Supply Bulleti n 1UO-20 -

contaIns semiannual guidance for adding, del eting , or redesignat-
ing lin e i tem numbers (LINs) for major i tems of equipment. The SB e

process requires TAADS documents be updated twice a year.

C-f ) MOS Update. Military occupational specialty CMOS )
informat ion is issued twice yearly to revise or add new MOS job
titles , allocat ions , descriptions , and grades to authorization
documents . 

- .

(g) TOE Change Process. This guidance for structuring new
TOEs and modifying existi ng ones is published semiannually. The
Consol i dated Change Table (CCI) documents provide doctrinal unit
structuring guidance to accomodate equipment , personnel , and
force structure changes to the TOE. The sum of all the TOE and
TOE changes consti tutes the TOE master file.

(2) Documentation of Change. All Army unit authorizations
are documented in IAADS as MIOE ~r IDA . There are , however , three
systems in which changes to these doc uments occur.

- 2 —5
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(a) TAADS. This is the automated system at HQDA .

(b) VTAADS. Vertical TAAOS (VIAADS ) is a term applied to
automated systems at MACOMs which are counterparts to TAADS .
VTAADS facilitates the devel opment and submission of TAAOS docu-
ments .

(c) ITAADS. Instal l ation TAIkDS (ITAADS ) is a term applied
to the automated systems now being introduced at instal l ation
l evel which are counterparts to TAADS .

(3) Uses of Documentation. Seven key management processes
use the documentation reported in TAADS to plan for and manage
Army resources.

(a) PERSACS. The Personnel Structure and Composition Sys-
tern (PERSACSFprocess combines force structure guidance in the FAS
with the detailed personnel information in TAADS (or by defaul t,
information In the TOE master file ) for projecting current and
future personnel requirements.

(b) LOGSACS. The force structure guidance in the FAS is
combined wi th the detailed equipment i nformation in TAAOS (or by
default , information in the TOE master file), BOIP , and other DA
notes to generate the Logistics Structure and Composition System
(LOGSACS). LOGSACS is used for projecting current and future ma-
teriel requirements.

(c) Training Program Development . The process previously
•cal l ed the White Book , now the Army Program for Individua l Train-
ing (ARPRINT), generates the Army training program . Personnel
authorizati on data in TAADS is a primary input to the devel opment
of the ARPR INT.

(d) IIQ/AAO. The determination of an initial issue quan-
tity (IIQ) of materiel refers to the process of calculating the
number of new I tems designated for distribution to units . The IIQ
process is a subset of the Authorized Acquisitio n Objective (MO )
process which establishes the total quanti tative requirement of
materiel to be obtained by the Army . The nature of the irsterrela-
tionship between the II Q and the AAO processes makes it convenient
to consider them together for analytic purposes .

(e) Personnel Requisition. The procedures for requisi-
tioning, veri fying, and filling personnel requests depend heavily
on personnel authorization data in TAADS.

2-b 
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(-f ) E~guIpment Requisition. The procedures for requisi-
tioning, veri fying, and flilli g the Army equipment authorizations
requi re TAADS as a primary data source.

(g) POMCUS IAADS. The POMCUS IAADS process identi fies
equipment authori zed for forward depl oyment in Europe so that thi s
materiel can be Intensely managed . TAADS is the basic system from
which POMCUS IMDS data is derived .

b. Interrel ationship of Process. The three functional group—
Ings empl oyed In paragraph a. above and the seventeen key authori-
zation management processes which comprise them are not separate
and distinct but highly Interactive . The processes which guide
change activate the processes which document change; the resultant
documentation Is used by a process which leads to the promulgation
of refined guidance. The seventeen processes span a number of
functional management systems (such as personnel management), many
of which are supported or facilitated by computer-based management
Information systems (MIS) and associated data banks. A continuum
of functional processes may be represented, as In Figure 2-1, by a
circul ar arrangement wi th each component dependent on the other
two. To provide a broader appreciation of how the three func-
tional processes contribute to the authorization change environ-
ment , each will be addressed separately.

Gui dance

~
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~

- ci~ange

Us ,~ oV bocunwntit ion

Dociaientetlon ~f Ch.’qe

rigure 2- 1. Authorization Management Continuum
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2-4. PROCESSES WHICH GUIDE CHANGE . The frequency with whi:~change guidance is received and documented at MACOM level contri-
butes directly to an atmosphere of turbulenc e at the unit level .
The average unit in the Army had 6 documents effective for FY 76.
In addition to the seven key management processes for providing
change guidance I dentified in paragraph 2—3a(1), informal pro-
cesses impose authori zation change guidance at MACOM level——adding
to the documentation requirements of the formal change guidance
and contributi ng to the turbulence of the unit. The turbul ence is
caused by the frequent and often counterproductive changes to the
unit ’s authorization document. The fol l owing subparagraphs dis-
cuss the interrelationships between the processes and vol ume of
~..hange i nherent in the various guidance; the i mpact in the fiel d
depends upon how many units are effected by each particul ar change
(e.g. a new truck may be authori zed to 10 or 100 different units).

a. Formal Change Processes. The key processes for guiding
change relate to logistics , personnel . doctrine and force struc-
ture. The fol l owing coments address these topics separately.

(1) Logistics. Logistics related changes are di rected
through the equipment SB , BOIP , and commercial i tem processes.
Both the BOIP and commercial i tems guidance update TAADS through
the semi annual SB update . The SB updates TAADS directly two times
a year and indirectly twice more through the Consolidated Change
Table (CCT) updates . BOIP are developed as part of equipment life
cycle management. The BOW specifically describes what units , by
type, will be authorized i tems of equipment enteri ng the Army in-
ventory . About 120 BOIPs are issued per year. Additionally, an
average of 400 i tems of new equipment are type classified annu-
ally , resulti ng in changes to the SB. During cal endar year 1975,
1345 LINs were added to the SB , 3065 were delete d , and 886 were
modified for a total of 5296 LIN changes . Information sampled
durIng 1976 in dicates this to be a representative number.

(2 )  Personnel. Changes related to personnel guidance are
introduced into TAADS primarily through the MOS update process.
The MOS changes are published in February and August and enter
TAAOS directly (via magnetic tape) and through the CCI ~roc ess (as
did the SB). The MOS edit tape also infl uences the ARPRIN 1 publ i-
cations. The ARPRINT affec ts TAAD S directly by providing training
l oad information used to revise TUAs for training installations.
In 1975, the MOS update process add ed 16 new MOS , deleted 35, and
revised 137, for a total , of 188 separate MOS changes. In calendar
jear 1976, MOS changes were quite extensive due to the impl ementa-
tion of one-time , major revisions in both officer and enlisted MOS
designations (Revised Officer MOS System (ROMOSS) and Enlisted
Personnel Management System (EPMS)).
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(3) Doctrine. Doctrinal guidance is reflected in TAADS by
publication of the CCI. The CCI is published semiannually to di s-
seminate like and concurrent changes applicable to a multiple num-
ber of TOE ; subsequently, MIOE must be revised to refl ect the
changes In the base TOE. There are approximately 1100 type TOE;
and 5360 MIOE In VTAADS. In total , the March and September 1976
CCI prov i ded change guidance for 1217 TOE (some TOE changed in
March and again in September) and 49,000 lines wi thin those TOE .
The actual number of lines that changed in MTOEs would be a func-
tion of 49,000 TOE line changes and the appropriate mix of the
5,360 MTOE .

(4) Force Structure. Force structure guidance Is imple-
mented In the Army command plan or troop list whjch is maintained
in an up-to-date status in the FAS . - FAS is updated by the MACOMs
on a monthly basis, resulting in changes to authorization docu-
ments.

b. Interrelationshi p of Change Processes. As Indicated in the
preceding discussion , the formal processes which provide guidance
for changing authorization documents are interrelated . One pro-
cess can have a direct and Immediate infl uence on TAADS data and
also Impact other processes which interface TAADS . The rel ation-
shi ps between the formal gu i dance processes are Illustrated in
Figure 2-2.

‘PIP

Upd ate

Co,lnes-c i~ I Supp ly TOIL
Int r D d uct1- ~n 

B ufl et iri t l - u ~ -~

IMPS

FIgure 2-2. Formal Guidance Processes for Authorization
Document Changes
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c. Informal Change Processes. In addition to the impac t at
unit leveT in responding to the multi tude of changes resulting
from formal processes, turbulence is amplified by the existence of
another more informal means of directi ng change. The informal
channel for change guidance consists of the uncontrol l ed flow of
messa ges , letters, and directives from HQDA with a “one-time”
change to TAADS . Al so considered informal in nature are the com-
mand and unit Initiated changes that refl ect the modificati on of
personnel or equipment authori zations to meet the desires or needs
of the MACOM or local commanders.

(1) Based on data col l ection activities in the study , it is
estimated that the changes resulti ng from these informal processes
amount to approximately 30% of all annual TAADS changes. Of this
30% , some 75 to 80% is directed from HQDA level . About 8% of the
annual TAADS changes are comand initiated. An additional source -

of turbulence occurs when an i tem of equipment is “force—issued ,”
i.e., directed by a higher authority for use in a unit which had
not requisitioned it. This action then takes place on an excep-
tion basis and does not al l ow the unit the normal preparation time
to modify their authori zation documents prior to receipt of the
equipment.

(2) The informal requirements for authorization changes are
frequently the resul t of Army management or policy changes. The
followi ng list reflects the examples of special requirements most
frequently encountered during the MOC Study data col lection ac-
tivities.

(a) The WAC Expansion Program was the result of a deci—
sion to increase the number of WAC interchangeable positions in
the Army . This action resul ted in the detailed anal ysis and
change of a mul ti tude of TAADS documents.

(b) Wheel s was conducted to reduce the number of tactical
wheel ed vehicles in the Army . This produced a prol i feration of
MTOE changes.

(c) SPANNER was a special analysis to reduce the number of
tact ical rad ios , resulti ng in changes to many documents .

(d) EPMS The Enlisted Personnel Management System, was a
reevaluation of enlisted grade structure and MOS with correspond-
ing widespread TAADS changes.

(e) Civi lianization Program converted some 10,000 enlisted
spaces to civilian positions. This action necessitated one-for-
one TAAUS changes for each revised space.

2-10
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2-b. DOCUMENTATION OF CHANIIE . TAADS is the central authorization
management process for the Army . This automated system reflects
how the field i ncorporates virtually every decision concerning
personnel and equipment into the authorization documents , either
MTOE or IDA. The TAAOS data support the personnel and equipment
asset managers , the budget program devel opers , and the force plan-
ners. As indicated in the earlier discussion of documentati on ,
IAADS Is known by a sli ghtly different name at each command level .
Only at DA Is the automated system called TAAtJS. At MACOM level
the operational counterpart is YTAA US , and at Installation level
the i dentifier is ITAADS. Figure 2-3 indicates the communicative
and supportive relationships of the three levels of AUP systems
for authorizat ion management.

In stall atio n Vertical
• TMDS TM(JS TAADS

(IT MDS) (VT PAIJS )

Installat i on MACOM
level level leve l

Figure 2-3. AuthorizatIon Documents AUP Systems

a. Frequency of Documentation. TP.ADS Is an automated data
system that contains the bas ic authorization document for every
unit in the A’my . The actual document Is either an MTU E or TDA ,
depending on the m ission of the organization. Wi th the advent of
YTAAUS the MACOHs were provide d wi th an automated Information sys-
tern which could be very responsive In transferring Information to
DA on the implemen tation of authorization changes and from DA on
the approval of proposed changes. VTAAUS is providing monthly
updates to EM TAADS for the four NALU’~s vis ited in the  study (OAR-
GUM , FORSCOM , TRADOC , and USARLUR ).

(1) The very rap id data transfer capability , characteristic
of the systems, con tributed to two authorization management prob-
l ents. First , the frequency of authorization changes translates to
a docunlentdtion workload problem at the MACUM level where person-
nel may be unable to respon d to the formal guidance processes.
this Is complicated by periodic bursts of one—time , special ac-
tions which routinely require the MACOM to forego working on the
formal changes. Second , the frequency of the documentation of
formal and informal changes trans lates into a workload problem at
the implementatio n end of the IAAI)S spectrum—-the unit- -where
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personnel may be unable to respond to the frequent authorization
changes.

(2 ) Si nce the inception of TAADS , Improvement efforts have
been aimed at producing a system capable of recording and trans-
mi tting authorization changes on a rapi d basis. However, it is
now recognized that the very frequency and vol ume of change made
possible through the use of TAADS has aggravated the turbulence at
unit level . The frequency and prol i feration of changes in TAADS
indicated above made it difficul t for the field to generate
timely, quality documents to support the needs of DA.

b. Role of TAADS. The information in TAADS Is used in two
~apac itfas:

(1) TAADS is used as the official authorization document for
every unit in the Army.

(2 ) TAADS is used as a data source for pl anning, programing,
and budgeting at HQDA.

At unit level , the detailed information in TAADS Is used to requl-
sition personnel and equipment. The same level of detail is used
by the DA staff to generate program requirements . To function
effectively in both roles , authorizati on change guidance must be
promulgated rapidly to the field and the changes in unit documen-
tation must be reported quickly to DA and MACOMs . In addition to
providing individual units with the authori ty to submit personnel
and equipment requisitions, TAA DS information is also disseminated
to the various organizations responsible for validating and
filling requisitions. Therefore, TAADS serves the Army personnel
and equipment managers as a data base for preparing authorization
val idation reports. TAADS is al so used by HQDA as a management
information system to assist in forecasting detaile d manpower and
equipment program requirements. ThIs is accompl i shed by combining
data in TAADS and FAS to produce the logistics and personnel
Structure and Composition System (SACS) data files. The PERSACS
Is used to devel op the Army’s training and recruiting programs.
The LOGSACS is used in the devel opment of the equipment program by
projecti ng the IIQ for new materiel ; the IIQ is then analyzed and
modified to provide i nput for the development of the AAO .

c. Management of Change. The observation on the dual role of
TAADS highlights a problem wi th regard to how quickly authoriza-
tion changes should be documented in TAADS. Changes shoul d be
documented rapidly in order to prov i de feedback on force , personnel ,
and equipment policy decisions; this can involve frequent changes
to the documents. Yet , it Is equally important that authorization

2-12
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documents be sufficiently stable to permit the requisitioning pro-
cesses to work 4 Thus , the management of change becomes an Impor-
tant consIderation .

2-6. USE OF DOCUMENTATION . The detailed information In IAADS is
essentIal for Army resource planning and management at all eche-
lons. The TAADS data is used for pl anning, programi ng, budgeting ,
procuring , training, and dIstributing personnel and equipment, and
Is a basi s for reporting MTOE unit readIness. These uses of TAADS
are outl ined In AR 310-49’ this paragraph addresses the processes
that use TAADS documentation. The processes using TAADS (see
Table 2-1) are the PERSACS, LOIISACS, Training Program , IIQ/MO,
POMCUS TAADS, personnel requisition and equipment requisition pro-
cesses. Figure 2—4 di spl ays how the TAADS Information supports
each of these processes through the SACS. Note that several of the
processes which provide change guidance al so are input to the SACS
processes; thi s Is indicat ive of the interrel atIonshIps among pro-
cesses within authorization management. The only addi tional input
to SACS are short hand note s (SHN); SHN are a technique for enter-
Ing adj ustments wi thout repeati ng the enti re SACS process .

IAPDS

Figure 2-4. Use of IAADS

a. Primary TAADS Uses. Among the primary or direct uses of
IAAOS are the PERSAC S and LOGSACS processes. The SACS is a series
of computer p rograms to com bi ne and man ip ulate force , requi rement,
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and authorization data to project equipment and personnel require-
ments . These requirements are then used to support budgetary ,
requisition , distribution , and training activities. These l atter
four activities can be considered secondary uses of TAADS.

b. Secondary TAADS Uses. The secondary uses for TAADS infor-
mation are indicated in Figure 2-4 and emanate from the SACS pro-
cesses. These Indirec t uses include the distribution of both per-
sonnel and equi pment , the training program , IIQ/AA O , and POMCUS
TAADS. -

c. Other Uses. In additi on to these primary and secondary
uses of TAADS Information , the documents in TAADS are used for
management reports which assist in the review and analysis of Army
organizations. Such management reviews insure that the personnel
and equipment authori zed will support the assi gned mission; the
information also supports review and analysis necessary during
manpower and equipment surveys. TAADS documents may be compared
for similar units to determine the degree of standardization be-
tween these units . The TAADS data al so serve in devel oping mob il-
ization and contingency plans.

2-7. AUTHORIZATION MANAGEMENT SUMMARY. The processes which pro-
v ide change gui dance , document the changes , and use the documents
form a continuum of interdependent activity . The information pre-
sented in this Chapter on the processes and their relationships
are summarized graphically in Figure 2—5 . The figure presents the
linkages between the key authorization management processes and
ADP systems , in relation to an MTOE or TDA unit , and depicts the
Army system of authorization management. This system creates the
authorization change environment which surrounds each MTOE and TDA
unit. In this environment , an update to the BOW can generate
updates in both the MOS and SB processes. The changes can impact a
un i t ’ s authoriza tion , requiring updates to its documents. These
In turn , effect the equi pment distribution and personnel dist ribu -
tion systems.

a. The number of formal processes and systems , and the freq-
uency with which guidance is promulgated require frequent changes
to the units ’ authorization documents . The issuance of change
guidance by Informal processes exacerbate s the problem and adds to
the turbulent conditions experienced in the field. The informal
processes creating change and contributing to turbulence can pos—
si bly be control l ed and disciplined through command procedures and
EM dis cipline . The formal processes , however , transcend command
lines and because of their interrelatio nshi ps and prescribed —

schedules requ i re a detai led systematic analysis.
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b. The conditions which contri bute to turbul ence associated
wi th the 17 formal authorization management processes invol ve the
time duration to complete each process , the frequency wit h which
each process occurs , and the schedule of those occurrences. Se-
quencing or scheduling problems can occur Intraprocess (i.e., wi th
the activities comprising a process ) and interprocess (i.e. , wi th
the synchronization of the 17 processes of the authorization man-
gement system). Any attempt to reduce turbulence m ust address

the times , frequenc ies , and schedules of authorization management.

c. The summarization depicted in Figure 2-5 shows that the
management processes are linked wi thin the context of an overal l
authorization management system. This overal l management system
is amenabl e to analytical investigation If each process can be
defined in terms of its component activities and if the linkages
to other processes can be specified. The objective of such an
analysis would be to i denti fy major contributors to turbulence and
Investigate ways to attenuate it through changes in the times ,
frequencies , or schedules of ac tivities or events. The methodol -
ogy established to accomplish this analysis is presented In
Chapter 3.

2-16
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CHAPTER 3
METII000LGGY

3-1. BACKGROUND AND PROBLEM OR1E~TATION . Management of Army au-
thorizat lon change is supported b~ a comp lex of management sys-
tems. As indicated In Chapter 2, TAADS serves a multiple role in
the authorization change environment as a communication medium ,
transaction change mechanism , documentation device and data bank .
Importantly , the seventeen key management processes described in
Chapter 2 span a number of formal , official Army management sys-
tems. l~rel1minary i nvesti gative work in the MOC study identified
and illuminated these key management processes as appropriate ob-
jects for detailed analy sis—-with principal emphasis on reduction
of turbulence caused by authorization changes. As a further con-
sequence of preliminary analysis of the Army authorization change
enviro nment , quanti tative variables such as: frequency of change ,
time and schedule factors in accomplishing change procedures , and
vol ume of change transactIons surfaced as important causal aspects
of turbulence.

a. Building on results of the fundamental review work de-
scribed in the previous Chapter , MDC methodology development was
directed to the formulation of qual itative and quantitative ana-
lytic approaches to address management issues and key problem
variables observed in the duthorizat lon change environment. Con-
coinitantly , a specific methodological requirement was identified
for a detailed logical structure In which to view , examine , and
assess the seventeen key processes.

b. This chapter describes and traces the MDC study methodology
through the I nvesti gative , development and application phases ,
highlighting the major analytic elements which led to prescriptive
measures for dealing wi th turbulence caused by authorizationj change. FIgure 3-1 diagrams in general form the principal ana-

-; lytic consti tuents and activities of that methodology ; Chapter
and/or Appendix references are annotated at each block of the dia-
gram to facilitate correlation of report information with the
methodology flow.

3— 1
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3-2. FUNCTIONAL AND QUALITAT IVE CONSIDERATIONS OF METHODOLOGY
DEVELOPMENT. Investigative and problem definition work consti-
tuted the Initial methodol ogical venture to explore the MOC prob-
lem space--the Army authorization management change environment.
Investigative and definitional procedures included fiel d visits ,
personal interviews , document reviews and data collection tasks
incident to MOC study objectives. Concurrently, construction of a
central data set was initi ated to support subsequent methodology
development and analysis. Management systems, related key manage-
ment processes and specific procedural activities associated wi th
authorization change Army—wide were reviewed in detail to identify
important functional aspects of the Army ’s current change proce-
dures. Symptoms of turbulence (e.g., l ate completion of TAADS
updates) were identified along wi th certain qual i tative causes
(e.g., insuffIcient manpower resources to meet change schedule
requirements). Chapter 4 details several problems and rel ated
qualitative prescriptions devel oped during this investigative !
definitional portion of the study.

a. Pivotal in MOC methodology devel opment was the selection of
specific key management processes for detailed qual i tative and
quantitative analysis (see Chapter 2, Table 2-1). Investigative
analysis revealed the criticality of these processes in the pat-
tern of authori zation change activity spanning Army hierarchical
level s from HQDA to small units. Therefore , their selection pro-
vided an important foundati on for further methodol ogy devel opment
and analysis of Army—wide authorization change.

b. Structurally, each of the key management processes consists
of a number of events and activit ies wh ich interconnect to form
procedural paths over which authori zation change transactions
transit to be acted upon and documented. TAADS is the means of
communication of data related to authorization changes. Inter-
faces and common linkages exist between and among the seventeen
processes, based on common events , schedules and/or types of ac-
tivities. Multiple process interactions often occur in conjunc-
tion with PPBS milestones resulting in authorization changes
(e.g., unit type conversions ) across the Army . Therefore, syn-
chronization of event schedules for Individual or combined manage-
ment processes is a paramount requirement for adherence to cyclic
PPIJS requirements.

c. The complexity of the individual processes and the richness
with wh ich they interact pose particular challenges in detecting ,
i dentifying and measuring quantitativel y the causes and effects of
change- driven turbulence (occurring as a consequence of-the pro—
cesses). In this regard , a cri ti cal metho dolog ical requ i rement
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emerged for a systematic structure In which to analyze and evalu-
ate in detail the selected processes , their constituents and their
Interactions. As an initia l step in building such an analytic
structure , the management processes were modeled descriptive ly
through construction of flow diagrams depicting component events
and activities. The resul ting diagrams (models) established a
basel i ne of functional and qualitative information (e.g., exis-
tence and interrel ationships of process events , activities ). Lon-
struction of the descri ptive model s Involved an iterative quality
assurance sequence resulting in progressive refinement of informa-
tion for the flow diagrams. A complete displ ay of the seventeen
functIonal management process -descriptive model s is presented in
Appendix 0.

3—3 . METHODOLO GY CONSIDERATIONS FOR QUANTITATIVE ANALYSIS. In
conjunction with the descri ptive modeling work described above , a
detailed investigation was required to define types of quantita-
tive factors--frequency of events , activities; activity/event
schedules; activity performance time (duration) requirements ; num-
ber of interactions; transaction of volume workload --associated
with the selected management processes. This analysis highlighted
the Importance and pervasiveness of time and schedule interdepen-
dencies among the critical components of all processes. Based
upon these fin dings , time ari d s. il el u le considerations became pre-
dominant as quantitat ive measurement criteria for MOC methodology .
[Other change-related factors such as frequency and volume (work-
load) were treated in MOC anal ysis ; however , time and schedule
factors were selected as princi pal quantitative measurement and
analysis criteria].

a. For methodological purposes in the MOC study , scheduling
consi derations center on freque’ Ly (e.g., tines per year) of oc-
currence for events or activities and on cilendar ~ite (or process
milestone date ) of act iv i ty  start or completion. A nd~~t i c  focus
on time criteria therefore Involves uetcl rnin in~ t e  required time
to perform a given activity within a selected process. The aoil-
ity of Army organizations to meet activity or event schedules is
largely dependent on the tine allowed in the authorization change
management processes. t his is a particularly criticd l considera-
tion since missed ‘che dules contribute to the atmosphere of turbu-
lence.

b. Consistent with time and schedule dependencies , findings
concerning MOC study data activities involved col l ection of de-
tailed event (schedule) data and activity performance (time ) data .
Data sources included functional organizations and personnel
throughout the Army qualified to provide schedule and time esti-
mates for activities w i thin the mana qeinent processes based upon
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actual experience. Activity duration estimates represent expected
(elapsed) time val ues in the current Army authorization management
environment. Schedule data consist of a mix of offi ciall y regu-
lated event dates and times associated wit h the managemen t pro-
cesses. Data acquisition procedures required quality asst’rance
iterations for data refinement and verification.

3—4. USE OF NETWORK THEORY. Functionall y, the selected key Army
management processes discussed in Chapter ~ incorporate the time
and schedule variables which are driving factors in authorization
change-rel ated turbul ence. Technically, these processes exhibit
specific activity or event orientations and time-dependent pro-
perties which render them amenable to rigorucs analytic -i l treat-
ment based on principles of network theory . Building flri functi on-
ally orIented fl ow diagram models of the seventet ri selected man-
agement processes , technically oriented network formulations were
derived . These network formulations provide a highly structured
descriptive and quantitative means to analyze , illuminate and as-
sess authorization change problem variables and interactions.
Most importantly, for MOC anal ysis , an operational network metho-
dology offers a capability to postulate arid eval uate , quantita-
tively, the consequences of alternative activity and event sched-
ules (e.g., earlier start of selected events) , and differing ac-
tivity performance times (e.g., reduced time to perform authoriza-
tion management activities of a given type). The following sub-
paragraphs discuss major methodology considerations in transform-
ing the functional information developed in the investigative and
definitional portions of the study Into technical network con-
structs to support the quantitative analysis upon which principa l
resul ts and fin dir ~gs are based . -

a. Network s. A network (or linear graph) is a mathemat ical
abstraction from the real worl d in which certain points (or nodes)
are connected by lines (or arcs). (Generally, the network concept
includes a flow of materiel through the noaes and arcs).* The
functi onal management processes selected for MOC analysis exhibit
properties which are generally relatable to a generic class of
network model s called activity networks.** As previously

*cooper , Leon , and 0. Steinberg, Introduction to Methods of

f pj~~rnization , W.B. Saunders Company , Philadelphia , 197u.

**price , W.L., ~4~ phs and Networks — An Introduct ion , Auerbach
Publishers , In c., Pdnceton , N. J ., 1~7i.

L 
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indicated , authorization change schedul es, time durations , and
frequencies are contributory factors in turbul ence. To provide
specific insights into the causal relationships , temporal analy-
sis* of activity networks for the selected management processes is
a tractable method of providing direct quanti tative information
concerning time delays , intra- and inter-process synchronization
problems , and sequencing or schedul i ng difficulties which lead to
turbulence in Army organizations. Moreover , such analysis pro-
vides a basis for nominating and testing—- in technical network
form—-alternative process times and schedules for ultimate func-
tional application in reducing turbulence.

b. Terminology. Time/schedule activity network modeling of
functional processes (such as those selected for MUG analysis)
required terminology , symoology , and conventions which establish a
basic discipline for network formulations.

(1) In targeting the MOC network formulation to Army au-
thori zation change management processes, several applicable terms
and definitions are tabulated in Table 3-1.

(~ ) Fur~damental requirements** for construction of time-de-
pendent actldty f event schedule networks i nclude~

(a) Sp~c1fication of activities and events which consti-
tutes eac h network . LFor MOC networks , the original functional
flow diagrams (see Appendix 0) provide a ready basis for satisfy -
ing this requirement].

(b) Definition of linkages of events and activities to
reflect interdependencies among events .

(c) Lstimat ion of time required for each activity (If fea-
sible , includes statement of uncertainty).

To extend such fundanlental requirements to MOC network construc-
tion , Table 3-2 contains a list of building blocks to accentuate
the component elements and actions in network composition.

*Uaker , Kenneth R., Intro duction to Sequencing and Schedu lij,~~John Wiley & Sons , Inc. , New York , 1Y74.

**(~reene , James H., ~perations Plannj~y~ and Control , Richard U.
Irv i n, Inc., Homewood , IL , 19b7.
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Table 3-1. Terms and Definitions

term Symbol Def-t n iti~r 
- 

Exam ple in P8)C Context

A ctivity Xi Nopr.sents work being done.
Has an iSsocla ted tim. dura—(A RC) tin,, from start to finish.

_______________________________________________ at eCent 3 and stops
3—4 st.rts

at  event 4 (See
tvent () The beginning or end of one PERSACS , Nppm.dix 0)

or more act iv ities . An ob-
(Node) jective , an accomplisheen t

or sta rt point.

Network ~~~~~~~~ An ordered sequence of The diagra ms in App endi x 0 illustr a te cmi’—
activ ities and events which plated tetworkc a, defined for the PN)t
represent a functional pro- ttudy .
C!”.

Tim. The basic quantif ier for The time estima t. for
measuring MO C a ct iv it ie s .

(See PERSAC S , Appendix U)
i n .  • moSt frequently occur- ~~~~~~~~~~~~~~~ 

ac t iv it y  4-5 is 4 days .
(t 5) Refers to most likely time ,

ring tine to accomplish an
activity .

Milestone Network events of major ®_
~~~~~~~~~~~~ s 21 

Event 21 must be cmmVle t ed
N/A Importance with S specific S Mar 8 5 Sep. (See t4)S

date constraint. Upd ate . Appendi c U)

Proce gs A se ri Cs of events and (See Chap ter 2 arid AppendIx 0)
N/A ectivitie,. P()C networks

describe each specif ic
process .

Environment Th. collection of processes The TMDS Documentation network , as
N/A in I~ C which carbin, t~ fore described in Appendix U, fo rms the

the authorization irenagement core for linking the other processes
environment, to form the total environeent,

Table 3-2. Network Building Blocks

• Collection of existing information on current management
processes (functional and temporal).

• Selection and Identification of milestone events and
activity designations.

e Sequencing of interim events and activities and establish-
ment of interrelations so that a network is developed to depict
a logical progression to completion of a process.

• Detailed refin ement of time estimates required to complete
the activities defined by starting and ending events .

• Correlation of info rmation on processes in order to for-
mulate interprocess linkages.

3-8
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(3) in addition to the foregoing considerations of network
building, the followi ng specific composition rule;* apply for the
MOC study.

(a ) All activity paths l eading to an event must be com-
pleted before that event can occur.

(b) No activity can start unti l its originating event has
occurred.

(c) Each event is unique and cannot supersede i tself.

(4) Network diagram conventions for MOC I nclude the follow-
ing:

(a) Activities (in each management process) are repre-
sented by network arcs (line connections between events).

(b) Events are represented by networks nodes. (numbered
c i rcles )

(c) Network flow proceeds from l eft to right (no arrow-
heads required)

(d) Condensed descriptive narrative is annotated for each
activity .

1. Organizational responsibilities are ‘inaicated.

2. Nature of activity Is described.

(e) Numeric time entries defi ne the number of days re-
quired to perform an indicated activity .

*Trahan Michael 1., “The Completion Time of PERT Network s”,
Operations Research, Vol . ~5, No4 1, pp. 15-~9, 1977.
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c. Com_putat lonal Requ i rements. Construction of detailed ac-
tivity networks in accordance with the rules and conventions de-
scribed above provides a ri gorous and di &cip l l ned set of model s of
the key authorization management processes. (See Appendix U). To
app ly these network model s in anal ysis of the management processes
which they represent , ope rational and computational capabili ties
~re requ i red to develop and provide quanti tative data on the ef-
~ects of current and alternative process sequences and schedules ,
sctiv ity time durations and frequencies. Information in Table 3-3
~pecif1es the types of computationa l capabilities required to sup-
port MUL network analysis.

ii. Network Analysis. The anal ytic requirements and corre-
;ponding operational and computational capabilities defined above
Indicate the specific methodological orientation , scope and corn—
plexity of quantitative approaches needed to address causal fac-
tors in change—driven turbulence. Of particular i mportance are
responsive computational and operational techniques for use in
formulating explicit , prescriptive alternatives to current Army
authorization mangemen t processes. The activity or event orienta-
tion of MUC networks and the time-dependent scheduling and syn—
chronization problems inherent in authorization change management ,
signal the need for the speci fic types of analysis prescribed in
Ta b le 3-3.  A discussion of network anal ysis concepts and tech-
niques which offer requisite capabilities for MOC analysis is
offered below .

(1) benerally , developments in network theoretic problem
solv ing concepts and associated computational methods have kept
pace with the need for knowledge and application techniques in the
Implementat ion and use of network-based methodo logies*. Relevant
to the MOC study , many sequencing an d scheduling investigations
can be analyzed as proble~i~ in network (and graph ) theory .** Fur-
ther , problems of the nat ~r’c , scope , an d scale associa ted w i th
Army authorization change processes are cornp utat ionall y tractable
with curren tly av a llal )Ie solution methods and operational
tools. * **

;
~~~~~~Up.Llt .

a

***Price Ibid.; haker . k.~ i~!
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Table 3-3. MOC Study Analytic Requirements and Capabilities

ho c Snely ti c Require ment Op eratio ,iel /Compu ta tional Cap ibil ity Cosiimnts

S Detailed Activ i ty ?ime Analysi s S Respo nsive (e.g ., Slice per day ) S £i’ch ec tiv it y in processes
facil i ty to def ine, test and )e.tworks( he, coesilon guan-

em A ssessmen t of Iltirtilte ev a luate Iltersa tive networks tif ica tloit bas e --t im e In
act ivity dup ltions to Piduce with different time dUp ’stlon e fbf days.turbulence. Selected act iv itiie.

SI Detepini,atioii of tote) s• Ability to supply inf ,neetloii
(longe st) tine to c~vp1e tIon on process duration time .
of process (network) .

Ce Ability to pP,vidI da t, to
Is td,titiiicatlon mit perticuler i4e~tlfy sn,i t~sce individuelactivitie s on which process activiti eS on iminges t cou ple-

dursitinv depends. tton pn th .

• Sr.h.duling A nalys is I Facf l1 t~ to relate ind ividu .) I Beginning or ending d ,tes
even to to Speci fit calendar datis. for •uthot’ita tion In.naae-

merit activiti es end mu-S A bility to define , tes t and ceA ses are often o q f t c i s l l v
ev slu a te u ltern a t ivi networks regulated .
with set nul eat eSe date a fop
certain events.

• t i b t i l t y  to set • single start
da te, finish date op interim
eve nt completion date and compute
changes to entire schedul e of
event s -

• itn,ly stg of Ev ent Sequencin g • A bility to specify sequential S Within and among fun ct fov ,l
dep endencies within n process procesaes . A cti v i ty pci-fyi -n’-
(network) to repre sent progi-es- ance depends on c~npl etio ’~slom from networ4 Start to of one or more p.’ior oven.
f inis h.

• tyc rori ivp facility to modify
evpni ien~ence, and t~ test

e~~ ,te res ultS .

I Abi l i t y to supp l y de ’ai!!d
information on si tern a tiv e
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(2) Of significance In the MOC study is the ability of such
tool s to supply information about the length of time i nvolved in a
management process (network) and about the particul ar activities
on which the process duration depends. Operati onal tool s for com-
plex , l arge—scal e network probl em solution are characteristically
embodied in computer-based applications programs or utility soft-
ware packages which are documented and readily available in the
automatic data processing (ADP ) marketpl ace.* Analytic require-
ments of the nature prescribed in Table 3—3 define the specific
properties and capab ilities of the operational tool s needed for
MOC network analysis. Appendix E presents a detailed discussion
of the automated capability acquired to provide computer-aided
support for MOC network analysis . In this regard , features of
major significance in MOC methodol ogy application are:

(a) Readily achieved operati onal status on the CAA comput-
ing system.

(b) User-oriented formats to facilitate digiti zation of
the network data.

(c) Automated operational procedures and computational
algori thms which satisfy specific MOC network analysis needs and
provide detailed quantitative data on alternative problem ap-
proaches. (Reference Table 3—3).

(d) Computer—based graphics capabilities which produce
network diagrams rap idly and automatical ly based on al ternative
solutions derived from MOC prescriptive analyses.

In these particular areas , the specific features of the UNIVAC
OPTIMA 1100 network analyzer and related computer graphics cap-
abilities are described in Appendix E.

*Uaker , Op.Cit.

3—1 2
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3-5. APPLICATION OF THE METH000LU (.Y. The preceding di scussion
covered major considerations , i ssues and approaches concerning MOC
study methodology devel opment. The resulti ng technical network
model s of selected key authorization management processes, along
with related solution techniques and operational tool s, form the
analytic base for application of the methodology to devel op pre-
scriptive alternatives to the current authorization change envi-
ronment. Bl ocks 13 through 17 of Figure 3-1 depict the major pro-
cedural and data flows attendant to methodology app lication. Cen-
tral to MOC study methodology applic4tlon and the derivation of
study results is the combined use of manual quanti tative analysis
procedures in concert with the computer-based network solution
tool acquired to aid the analytic effort. As shown in the Figure
3-1 , the principal facets of app lication , network solution , and
prescription are covered in Chapter 5 and Appendix 1).

3-6. SUMMARY. To address Army -wide turbul ence caused by authori-
zation changes , a quanti tative methodology was developed to deal
with selected key management processes and related activities ,
events , and their time-dependent relationships. Fundamental to
MOC study methodology devel opment Is the transformation of func-
tional process structures related to authorization changes Into
technical network constructs which are analytically, computati on—
ally, and operationally tractable for diagnostic and prescriptive -

efforts to reduce turbulence in the authorization change environ-
ment. The network model s devel oped in this study are building
blocks for derivation of alternative authorization change activity
and event schedules , sequences , and frequencies which are causal
infl uences in turbulence. Methodologically , the MOC study per-
forms a temporal analysis of deterministic networks wi th constant
activity durations. Analytically and operationally, this method
supports formulation and quanti tative assessment of prescriptive
alternatives by which to control the authorization management
system .

3—13
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CHAPTER 4
MANAGEMENT PRESCRIPTIONS

4-1. IDENTIFICATION OF REQUIREMENT . In developing and refining
the network diagrams for each of the selected authorization man-
agement processes , a number of turbul ence-causing factors were
illuminated in the current procedures. These factors involved
time del ays , disconnects between related processes , or a l ack of
;,ynchronization within the overall authorization management sys-
tem. It also was observed that a l ack of coordination when chang-
ing Individual management processes contributed to the generation
of these problems. That is , changes made to improve one process
coul d have an adverse or counterproductive impact on one or more
of the other processes. Most of the problem areas were di scovered
when attempts were made to model the linkage of one activity to
another (within a process) or one process to another. Since in-
herent in the MOC study methodology was the ability to analyze
authorization management processes In combination , prescriptive
measures coul d be nominated to improve the management of one pro-
cess wi thout incurring a negative impact on other processes. The
prescriptions transcend both processes and conmiands, and are in-
tended to enhance the efficiency of the current authorization man-
agement system. The i ssues or problem areas may be characterized
by the factors which contribute to the turbul ence:

a5 Time del ays

b. Di sconnects between rel ated processes.

c. Lack of synchronization.

Ind ividual problems for which prescriptions have been devel oped
are discussed in this chapter. The format includes a problem
statement, a discussion of the cause and effect of the problem ,
the nominated prescription , and the expected impact of fulfillin g
that prescription. The chapter concludes with a series of Tables
summarizing the problems and their associated prescriptions.

4— 2. lIME DELAY PROBLEMS. Three issues which may be character-
ized as time del ay problems were Illuminated.

a. DESCOM Affects Valid Equipment Requisitions Rejected by
NICP. This problem and the two that fol l ow are i dentical . The
proposed solution to the problem requires actions by three di ffer-
ent organizations. In this paragraph , the prescr iption focuses on
DESCOM .

4-1
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(1) Cause. The National inventory Control Points (NICP)*
use a report furnished by DESCOM ** to validate whether a unit is
authorized a particular i tem of equipment. If dii NICP commodity
manager cannot determine from the DESCOM H-530 validation report
that the unit is authorized the equipment , then the Equipment Au-
thorization Review Activity (EARA), a DARCOM component , must be
queried. If EARA cannot substantiate the authorization , the req—
uis -f tion is rejected and returned to the instal l ation.

(a) The problem occurs because the H-S3tJ validation re-
ports used by the NICP are not always current resul ting in numer-
ous queries being made to EARA .

(b )  Contributing to this difficul ty is the preparation
t4me associated with the DESCOM validatio n reports. DESCOM takes
approximately three weeks after receiving the LOGSACS from VA to
produce an H—53U validation product in magnetic tape form. Tapes
must then be sent to each of the NICP5 and a number of other users
of the information. The tapes then must be processed at the NICP
and hardcopy printouts prepared for each of the individual i tem
managers. All of this takes time and adversely affects the cur-
rency of the information in the equipment validation products.

(c) Even if the preparation and distribution time for the
val i dation product can be reduced substantially, the report will
onl y be ~s current as the LOGSACS t rorn which DESCO M produces the

— H-53U. in June 1976 the LOUSACS was not prepared and the next
LOGSACS , in Sep tember , was not val idated.

(2) Effect. NICPs have been required to coordinate exten-
sively with EARA and wi th each MACOM In an effort to avoid reject—
‘tn g the requisition. Such efforts are tune consuming and not nec-
essarily suffic ient to val i date a request.

(a) Some NICPs are reluctant to contact EARA continual ly
with validation reqc’?sts and have therefore rejected requisiti ons
when authorization could not be established using an 11-530 valida-
tion product.

*The NICP are being reorganized Into Materiel Readiness Com-
mands (MRC).

**Tple DESCOM val i dation report , commonly referred to as the
11—53 0, is a component of the Major Item Distribution Plan (MIOP )
ent i tled °Detaile d Authorizations with Totals and Factors” .

4 L~
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(b) In some cases , the NICP i tem manager does attempt to
contact the appropriate MACOM i tem manager to ascertain the au-
thority for the requisition.

Cc ) Some requisitions are returned without contacting the
MACOM simply because the NICP coul d not i denti fy the requesting
un it through the H-530. Ul timately, the effect is felt by the
units who cannot understand how a requisition for an authorized
i tem of equipment , approved by their headquarters, coul d be re-
jected by the activity responsible for supplying that equipment.

(3) Prescription. The preparation time of the DESCOM val i-
dation report shoul d be reduced while its frequency is increased.
These actions may Improve the val i dation process. The H—530 val i-
dation product will reflect more accurately the current unit and
Its authori zations thus reducing the number of requisitions that
must either be redone or referred to EARA.*

(4) Impact. There will be an increase in DESCOM workl oad
associated wi th increasing the frequency of the H—530 validation
product and a corresponding decrease in NICP and EARA workl oad

- ‘ 
associated with trying to validate requisitions.

(a) At DESCOM , updating the H-530 more often will require
a commi tment of more resources (both manpowe r and computer re-
sources) to prepare and produce the required magnetic tapes. At
the NICPs , additional computer time must be spent produc i ng new
printouts from which the NICP i tem managers can val i date requisi-
tions.

(b) Increasing the frequency of the 11—530 produc t and re-
ducing the preparation time shoul d substantially reduce current
NICP validation difficul ties. Fewer requisiti ons will be rejected
or referred to EARA .

C c ) Equipment should fl ow more rapidly to units and readi-
ness will be promoted.

b. DESCOM/FURSCOM Contribute to Valid Equipment Requisitions
Rejected by NICP. This problem ‘Is Identical to the previous one
but the prescription here Is directed toward DESCOM and FORSCOM .

*A new report is being tested to repl ace the H-530, called the
“Automati on of Major Item Requisition Validation Report; ” may help
to alleviate this problem .

4-3
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(1) Cause. DESCOM takes as much as three weeks to prepare
the val i dation report (11-530 product) used by the NICPs to vail —
date equipment requests. Some of that time is spent preparing a
special report for FORSCOM .

(2) Effect. Whenever the vali dation report is updated ,
FORSCOM receives a special validation tape from DESCOM which is
pr .p~ ly  copied and stored. However , no use is made of that tape
or its contents. At DESCOM , cons iderable effort (in manhours ) is
spent preparing that FORSCOM tape. In addition , about 2 1/2 hours
of computer processing time are required to produce the tape. The
time spent preparing this special report del ays the production and —

transmittal of the H—53U.

(3) Prescription. Eliminate the special tape prepared for
FORSCOM. (Note: This prescription was implemented prior to com-
pletion of the study.)

( 4 )  Impact. The impact of this prescription will be fel t at
both DESCOM and FORSCOM .

(a) DESCOM computer processing time will be reduced by as
much as 2 1/2 hours per quarter (assuming the 11-530 will be pre-
pared quarterly). In addition , man power resources may be reas-
signed to other productive areas.

(b) FORSCOM will no l onger have to copy and store the
tape.

c. VA Staff Affects Valid Equipment Requisit ’i ons Rejected bl
NICP. The prescri ption is directed toward the VA staff and con-
cerns the problem previousl y addressed.

(1) Cause. Currently , the LO GSACS serves both material pro-
gram devel opers (OUCSRDA ) and asset distributors (DESCOM). The
OUCSRDA needs very detailed informat ion from the LOGSACS covering
the POM time frame , i.e., five years into the future. For equip-
ment validat i on pur poses , it appears that DESCOM requires LOGSACS
information covering only the next 12 months. This is because few
if any unit requisitions are submitted to NICPs with more than a
12 month lead time . Producinri a LOGSACS in the detail ODCSRDA
requires for the POM Is not consistent with the informational
needs of the NICPs for equipment validation. The time required to
produce a LOGSACS is a function of the number of years addressed
and mul ti —year LOLiSACS mitigate against more frequent updates.

(d) Effect. The LOGSAC S produced annually by DA is appro-
priate for PIJM purposes. However , that update is not frequent

4-4 

---— - ~~~~~ -~~~~-- ‘ - ~~~~~~~~~~~



CAA—SR-77-7

enough to support the equipm ent validation process. Since the
11-530, produced by DESCOM , is updated every time a LOGSACS is re-
ceived , delays in producing a LOGSACS exacerbate the materi al
validation process.

(3) Prescript Ion. There is a requ i rement each year to pro-
duce a LOGSACS to support POM development. This requirement must
be satisfied and , for this , the current POM LOGSACS is needed.
During the rest of the year , mod ified LOGSACS should be produced
covering only authorizations for the next 12 month period to sup-
port the equipment ‘validat ion process.

(4) impact. This prescription has several impacts asso-
ciated wi th it that should be considered.

(a) Much more timely 11-530 reports will be produced and
that means fewer requisitions will be rejected. Along with fewer
rejections will come improved readiness because requisitions can
be validated sooner and the equ i pment can then start moving to the
requesting unit.

(b) If VA produ es more frequent LOGSACS , this may strain
computer resources and manpower availability at VA. There is a
cost (in dollars ) associated with producing LOGSAC S (a modified
one will be less expensive ). However , because production of a
LOGSACS triggers data processing activ itie s within DESCOM . coin-
puter availability at that comma’irl and the NICPs must also be con-
sidered.

4-3. DISCONNECTS BETWEEN RELATED PROCESSES. Problems and pre-
scri ptions which are related to the lack of appropriate linkages
between authorization management processes are discussed in the
fol l owing subparagraphs.

a. DESCOM/MACOMs/CONiJ S installations Affect V a l i~~~qu i pment
Requisitions Rejected by N1CP. The problem addressed here is the
same as that of paragraph 4-2; i.e., rejection of valid requisi-
tions. However , the prescri ption involves improved communications
between related activities at DESCOM , MACOMs and CONUS i nstalla-
tions.

(1) Cause. In CUNUS , installations prepare technical edits
of requisitions , but do not compare requisitions wi th the DESCOM
validation product (H-53U); the 11-530 Is not available at the in-
stallation level . The Installation -level exam i nat i on is the last
po int for review before a requisi tion flows to the NICP for val i-
dation an~ fill. Ma ny requisitions resul t from MACOM actions that — .

are in the DA IAA DS but are not in the 11—53 0 which commodity man-
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agers must use to validate requisitions. This disconnect occurs
because of the LOGSACS preparation p rob lem discussed in 4—2c.

(2) Effect. Installation -level reviews are unable to sub—
stantiate a requisitio n because they ~o not have access to thesame data Used by the NICP commodity managers. A requisiti on
which is authorized according to the VTAADS but which is not re-
flectd in the 11-530 may be rejected.

(3) Prescripti on. The prescription for this problem Is
three-fold.

(a) Either the MACOM or DESCOM shoul d provide copies of
the H—530 product to the installations. A separate validation
report could be prepared for each installation.

(b) CONUS installations shoul d compare requisitions for
major i tems of equipment to an H-530 product prior to submitting a
requisition. Initial ly, this would be most likely a manual pro-
cess or procedure at the installations. Later , the process coul d
be automated thereby speeding the flow of requisitions to the
NICPs.

Cc) During the installation -leve l review , appropriate au-
thorization information which is not refl ected in the H-530 pro-
duct should be added to the requisition. Doing this will assist
the NICP to validate requisitions more rapidly.

(4) Impact. There will be fewer difficul ties getting requi-
/ 
sitions validated; equipment will be dispatched to the requesti ng
unit sooner. This is a positive benefit of using the installation
to rev i ew requisitions prior to sending them to the NICPs.

(a) There will be some increase in workload for the in-
stallation staffs who review major i tem requisitions. However ,
the coming of ITAADS offers an increased potential for automation
that may help alleviate the additional workload.

(b) Either the MACOMs or DESCOM would have to reprogram
their utility packages to generate distInct 11-530 magnetic tapes
for each installation.

b. USAREUR Theater MMC Affects Valid Equipment Requisitions
Rejected by NICP . Again , this problem deals with the rejection of
valid requisitions. The prescription in this case involves the
USAREUR Theater Mater ial Management ¶ t -n t er (MMC).

4-b
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(1) Cause. Currently, the Theater MMC uses the Availability
Balance File (ABF)* and VTAADS to review requisitions prior to
sendi ng them to the CUWUS NICPs. The USAREUR review has concen-
trated on making sure requisitions to the NICPs do not exceed the
total theater authorization for the specific Item of equipment.
The UESCOM 11—530 product is not used because it does not reflect
the most current authorization data. The lack of a review by
USAREUR using the H-53u product causes the command to wait unti l a
requisition fails val idation by the NICP , is rejected, and re-
turned before any action is initiated to correct the H—53(J defi-
ciency and secure the I tem for the unit.

(2 ’) Effect. Because the USAREUR Theater MMC compares requi-
sitions with the ABE and VIAADS , they are not providing a compre-
hensive enough rev i ew of major i tem requisitions prior to submi t-
ting them to the CONUS NICPs. The ultimate effect of allowi ng req-
uisitions to flow to the CONUS NICP wi thout a comparison to the
authorization i nformation in the H—530 has resulted i~ rejectedrequisitions and associated turbulence.

(3) Prescription. The prescription for USAREUR is similar
to the one for CONUS installatio ns ex~cept that in Europe , theTheater MMC will be the only recip ient of the equipment validation
product (11—530).

(a) The Theater MF’IC shoul d compare authorization informa-
tion on the requisitions with the 11-530 product and add the appro-
priate authorization information for those requisitions that can-
not be validated using the DESCOM 11-530 product.

(b) The 11-530 product currently goes to Europe and no
change to that procedure is envisioned. The 11-530 improvements
previously discussed In paragraph 4-2a(3) (providing a more timely
report) should reduce the discrepancies between VTAAIJS and 11-530
product authorization data.

(4) Impact. Validation of equipment requisi tions will be
facilitated at the NICP and the authorized equipment will be di s-
patched more quickly to its destination. This achievement is es-
pecially important for USAREUR because of the l ong lead times and
great distances that must be considered. Requisition review work-
load for the Theater MMC will be increased somewhat; however , this
increase should not be a limiting consideration because fewer req-
uisitions will be rejected by the CUNIJS NICPs. Favorable impacts
on readiness conditions will result.

Aihe ABE is a large data file maintained by the Catalog Data
Agency (CDA) and contains det ailed inform ation on the disposition
of worl dw i de assets. Submissions from major com mands are used to
update the file each month.

4-7
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c. FORSCuM Authorizes tinavaila bie Egui pment

(1) Cause. Twice a year , TRADOC furnishes all MACOMs wi th
the l atest TOEs and TOE Consolidated Change Tables. This inform a-
tion refl ects the latest DA approved TOE guidance and is furnished
by TRADOC so that the MACOMs can revise their MTOEs. The guidan ce
may reflect doctrinal changes to unit organization s , c hanges to
the nunibers 1~f authorized and required personnel and equipment , or
~~ introduction o~ new p ieces of equipment or new MOSs . FORSCOM
applies the new changes as rapidly as possible. AR 310—49 m di—
cates that 6 months are al l owed ior MAC OMs to enter the CCT
c hanges ir VTAAD S and to noti fy the units of t he new authorization
clocumert. FORSCOM attempts to comp ly wi th the AR so that the
un it; can begin requisitioning new equi:~m~nt and personnel at the
earliest time . Frequently, however , th i s com pli ance with the AR
results in consi derab le turbu l enc e for the un i ts because the newl y
au thorized equipment is not always available on the’ effective date
(EDATE ) of the change.

(2) Effect. If FORSCOM changes an MTOE document by intro-
ducing a new weapons system and does not assign a realistic EDATE
for that action , a serious readiness problem m~ ’ ensue .

(a) Equi pment distribution within the Army is determined
by the avai lab fli ty of the equi pment and the priori ty of the unit.
FORSCOM knows the priority of their units but unless they know the
availability of the new equi pment , they cannot establish realistic
EDATES.

(b) Not having realistic EDATES may r~-’sul t in either the
substitution of another I tem of equipment , the shifting of equi p-
ment from other units , or the —eqtir st for revised EDATES. These
~ tLr~ .~ t~ i’;

- im~ ]ct infavorauly In tHe Arry ’ s readiness reporting
;yste m. Substitute i tems are treque ntly difficult to determine ,
requisition , and m ai~ t.i ln~ tb supp iy system is frequently unable
to support the substitutions. T~ki ng equi pment from other units
merely def~-’rc the problem by snift i n . ’r it from one unit to another.
Request i’ig a Lhdnge in a~ E0ATE surfaces a problem that could have
beer better managed if nore info~”riation had been available when
sche dulin~ the ori gina l EDATE .

(c) Often personnel requirements also change as a resu lt
— ot equipm ent changes. Consequently a demand is placed on the per—

surmri el system to provide a new m i ’  of skilled individuals. The
person nel requ i red to support the new equipment often arrive long
before the equi pment. Both the un -i t reddiness and individual nor-
ale can suffer as a result of this mi ;~af h.

4-B
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(3) Prescription. FORSCOM should be provided an equipment
availability schedule to use in conjunction with the CCI guidance.
Such a schedule will permi t the establishment of more accurate
EDATES for equipment revisions in MTOEs. the schedule need only
be detailed enough to reflect how soon the equipment will be
available to FORSCOM . FURSCUM can then schedule EDATES around
that availability information with some assurance that the equip—
ment will be forthcomi ng .* (Note: This prescri ption woul d have
universal application for all commands. )

(4) Impact. This prescription will impact both the users of
the proposed availability schedule and those that must prov i de it.

(a) For FURSCUM and other MACOMs , an equipment avai labi l -
ity schedule will greatly facilitate the establishment of realis-
tic EDATEs.

(b) Another positive benefit of providing this schedule
will be improved synchronization of peopl e and equipment sent to
units . Too often personnel relacements arrive well in advance of
new pieces of equipment causing training and administrative prob-
l ems for the units.

(c) The two positive lntpacts above must be weighted
against the additional workload at OUCSLOb and DESCOM to generate
the equipment availability data for each MACOM.

d. Differences in FORSCOM and USAREUR MTOEs Create Turbulence
in POMCUS Units. Because FURSLOM and USARLUR MTOEs for the same
type unit may be different , deploying FORSCOM units may find inap-
propriate equipment sets.

(1) Cause. POMCUS TAADS is a special authorization listing
for equipment that is prepositioned at Combat Equipment broup,
Europe (CLGE ) sites in (~ermany . That equipment is presently Iden-
tified with both a particular unit and a specific storage site .
No other site will have the specific equi pment a particular FORSCOM
unit requires.

(2) Effect. because Units are not standardized , consi dera b le
turbulence is created at CEI E sites. If a unit ’ s equipment au—
tflori zation changes , then appropriate actions must be taken to
adjust the unit ’ s set ot equi pment at the CLGE site . Al so a FUR-
SCUM unit deploying to a CEbL site other than its specified site
will find the wrong equipment set.

*IJA UJI SLUb is develop ing a system to support the distribution
of m ajor i tems of equipment for current and projected time peri-
ods. This new systerm Is cal ico Total Army Equipment Distribution
Plan (TAEUP ).

4-9
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(3) PrescrIption. Like Units should be able to obtain unit
equipment from several sites. This can be achieved by devel oping
standard POMCUS equ i pment sets. (Note: Action is being taken to
standardize type unit sets.)

(4) lrnpact. The standardization f POMCUS equipment sets
can have a positive impact on CE(iE ’s workload. Perhaps , more im-
portantly, the ability to issue standard equi pment sets from sev-
eral CEGE sites will provide greater flexibility in the tactical
dep l oyment of arriving FORSCUM units.

4-4. LACK OF SYNCHRON iZATION. Problems and prescriptions related
to the lack of synchronization among au~.horization management pro-cesses , as reveal ed from the MOC study research and data col l ec-
tior i activities , are discussed in the following subparagraphs.

a. The Latest Equi pmer t Supply Bulletin (SB) Was Uot Being
Incorporated In the CCI. The Consolidated Change Table (CCI), a
major input to the VTAADS , is promul gated without refl ecti ng the
latest equipment Supp ly Bulleti n (SB) charges.  This is a problem
of timing which causes additio nal work in the field reconc ’ilirg
the con tradicto ry authori zation guidance.

(1) Cause. A magnetic tape of the SB which updates the Bul-
letin is forwarded simultaneously from DESLUM to both TRADOC for
inclus ion in the semiannual CCT ~nd ti all the MACOMs for incorpo-
ration in VTAADS. However , the lea d time all otted for gett i ng the
SB tape from DESCOM to TRADOC (45 days) is not adequate . Receipt
of the edit tape 45 days prior to the effec tive date of the new SB
does not provide adequate lead-t ime for apply ing the changes prior
to rel easing the new CCI; there are insu ffic i ,nt personnel to re—
v iew the many SB changes within 4!~ days. The tape from DESCOM
often arrives late further reducing the time I~AUUC has avai lable
to Incorporate the SB changes.

( e~ ) Effect. The most obvious effect of the Sb omission is
that M1~ OM analys ts rece i ve conf li cti ng guid ance w h ic h ul timatel y
lea d s to imp l ementation errors and redundant authorization docu-
men t r~hanges for Individual units.

(a) If the latest changes to the Sb are not included in
the CCI going to the field then additional work and turbulence
result. The St~ edi t tape that also is sent to each MACUM is en-
tered into their VTAAUS file and when subsequentl y matc hed with
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the l atest CCI numerous apparent discrepancies can result. MACCM
VIAAIJS analysts then have to determine whether the discrepancie s
are the resul t of new guidance or merely the resul t of trying to
compare old line item numbers (LIN) In the CCI wi th the current
ones In VTAADS.

(b) A MACOM document manager using the CCI to review a
unit ’s equipment requisition coul d discover an apparently incor-
rect LIN (If the unit ’s requisition was based upon VTAADS , i.e.,
l atest SB data). All MTOEs with that kind of LIN would then be
affected, resul ting in numerous cancel l ed requisitions followed by
new requisitions citing invalid LINs. There is the potential for
some adverse impact on the personnel requisitioning process if , as
a result of a perceived change in equipment authorizations , a sub—
stantlve change is made to MTOE personnel requirements .

(3) Prescription. This is primarily a scheduling problem
and the prescription is to get the SB update to TRADOC sooner.
This will permi t TRADOC adequate time to I ncorporate the SB into
the CCI thus providing the field with compatible guidance. (Note:
This prescription was Impl emented for the March 77 CCI.)

(4) Impact. Because of the way the SB Is prepared and ap-
p1 led in the field , the adverse impact will be minimal .

(a) Changes to the SB work file are updated automatically
at DESCOM making it possible to produce a new Supply Bulleti n tape
almost anytime. Whenever SB Information is needed , a tape is re-
leased containing the latest Supply Bulletin information.

(b) No Increase in workload will occur at IRADOC . The SB
edit merely will be provided to that headquarters sooner.

- (c) A positive impact is that the frequency of introducing
errors into MTOEs will be substantially reduced. This will mean a
corresponding reduction in the amount of turbul ence associated
wi th requisitioning an invalid LIN.

(d) Another positive impact of i ncorporati ng the l atest SB
into the CCI will be the decreased necessity for EARA to identify
errors in unit documents.

b. TOE Changes Not Applied ~y USAREUR on Timely Basis. This
problem invol ves the l ength of time required by USAREUR to docu-
ment TOE changes.

(I) Cause. There are two principal reasons for this
problem.
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(a) While TRADUC staffs new TULs and selec ted LCTs wi th
FORSCOM , USAREUR is not consul t i’- 1 prior to publication. Wi thout
coordination between USAREUR and TRAD’)C on this important issue ,
USAREUR may not be pre pared to acco modate the changes without de-
1 ay.

(b) USAREUR staffs TOE changes through like units before
imp l ementation. This USAREUR -uni que procedure can be very time
consuming and frequently results in much delay in imp lement i ng
CCIs and new TOEs.

(2) Effect. W ith FOR SCOM rapidl y imp lementing CCIs and new
TOEs , and USAREUR proceeding slowly, MTOEs for both commands are
frequently not ali gned. This situation miti gates against the ex-
pressed desires of senior Army leaders to standardize units as
muc h as possi ble. When the FORSCDM MTOE differs significantl y
from a like USAREUR MTOE and the equipment in POMCUS is configured
for USAREUR , then FORSCOM units deployed to Europe will not find
the equ i pment appropriate to their organizational structure .

(3) Prescription. TRADOC should include USAREUR , along w i th
FORSCOM , in the coordination and review of new IDEs and selec ted
CCI actions .

(4) Impact. A primary Impact of this prescription woul d be
to reduce the turbulence assoc iated with POMCUS authorizat ions and
units . This reduction would be accomplished by more closely
aligning IJSAREUR and FORSCUM MTOEs and adopting standard unit
sets. Some Increased workload may result from having USAREUR par-
ticipate in the prelimi nary staffing of CCTs and TOEs prio r to
their publication. This addi tional staffing may delay TOE devel -
opment and changes; however , the overall effect should be to re-
duce the Implementation time of that gui dance when it is pub-
1 ished.

c. Medical Officer Authorizat ion Guidance Causes Changes to
FORSCOM MTOEs. A probl em of timing causes add itional work within
FORSCOM because medical officer authorizations are promul-;ateø at
a different time than other personnel authorizations.

(1) Cause. The MEDO letter* is published out of sequence
wi th other authorization guidance. Instead of being issued at the
sam e  time as most of the other major change guidance , the letter
was publ i shed on an independent schedule.

*1IEUO Is the short title for the Surgeon General ’ s letter:
“Staffing Authorization and Utilization of Army Medical department
Commissioned Personnel in TOE Units of US Army Forces Command Ac-
tive Component TOE Units ” .
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(2 ) Effect. Not publ ishing the MEQO lette r in conjunction
with the major change guidance issued to the fiel d requires FOR-
SCUM to repeat documentation for medical officer spaces after
documenting other personnel-related changes . Repeating documenta-
tion pl aces an unnecessary , additi onal burden on FORSCOM re-
sources.

(3) PrescriptIon. To solve this prob lem , a change to the
publication date of the MEDO leter shoul d be accomplished . The
guid ance contained In the MEDO letter shoul d be forwarded concur-
rent wi th Program Budget Guidance (PBG) in May .

(4) Impact. FORSCOM will be able to make personnel-related
documentation changes at one time , rather than requiring two
iterations.

d. TRADOC Required to Increase IDA Documentation. By doubling
the number of times training load data Is provided , 1RADOC has
encountered IDA update documentation problems .

(1) Cause. In December 1976, the White Book* was replaced
by the ARPRINT .**

(2) Effect. The White Book process cal l ed for IDA docunien-
tation to be done twice a year. The repl acement process , ARPRINT ,
will occur twice as often (4 times a year) and its introduction
will double the amount of IDA documentation. The effect of this
change is a significant (double ) increase in the IDA revision
workload performed each year.

(3 ) Prescr iption. Require documentation of IDA units based
on ARPR INT data only twice a year. (Note: TRADOC has implemented
this prescription.)

( 4) Impact. Adoption of this prescription wil l preclude a
serious increase in IDA documentation workload wi thout impairing

4 authorization management.

*The White Book is the former name of the CA Training Program .

**The Army Program for Individua l Training (ARPRINT) Is the
name of the current DA Training Program .
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4—5 . SUMMARY. The appropriateness and utility of the management
prescriptions contained in this chapter were veri fied through co-
ordination with points of contact in authorization management at
all level s of command. During the period of coordination , several
prescriptions were impl emented In the management process; others
are being considered for impl ementation. As an aid in assimilat —
ing the problems and associated prescriptions described above ,
summaries of each are provided in Tables 4—1 through 4-11. The
tables , arranged in the same sequence as the discussion , indicate
in abbreviated form the problem , its cause and effect , the pre-
scription , and the probable impact of the prescription. In addi-
tion , the status of the prescription is added to indicate whether
it has been impl emented as of the date of this report. The man-
agement prescriptions are complimented by the schedul e al terna-
tives in the fol l owing chapter. The resul ts of analyses expressed
in Chapters 4 and 5, used in conjunction , can significantly en-
hance the current Army authorization management environment.
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CHAPTER 5 —

SCHEDULE ALTERNATIVES

5—1. IDENTIFICATIUN OF REQUIREMENT. As discussed in Chapter 2,
the Army authorization management environment Is affected by a
number of functional processes in association with The Army Au-
thorization Docunients System (TAAL)S). A significant portion of
the MOC study effort was spent identifying, analyzing and prepar-
Ing the network diagrams which model the activities and interac-
tions of these processes (see Appendix U). The thorough analysis
of the authorization processes resul ted in the management pre-
scri ptions discussed in Chapter 4; these prescriptions treat the
symptoms of time delays , disconnects , an d synchronization. Turbu-
lence also was evident In the authoriza tion management environ-
nent; this turbulence was caused by the frequency of change guid-
ance, the distributi on of change documentation workl oad , and the
lack of synchronization between a number of component processes.
In order to formulate alternatives to remedy these l atter causes
of turbulence , an anal ysis of the current authorization management
schedule was performed.

a. Analysis Technique. In the MOC study , scheduling analysi s
is the name given to the technique used to analyze the sequence
and schedule of component processes within the overall authoriza-
tion management system. The scheduling analysis was accompl ished
by identifying the transition activities which link the component
processes together into the overal l authori zation management sys-
tern. Then , using network theory (see Chapte r 3), the individual
model s for the processes were connected to form a larger network
model of the entire authorization management system. This network
model simulated the interaction among the component processes over
a twelve-mon th period of time . Twelve months was selected because
it was the l owest common denominator , that Is , all of the pro-
cesses occurred at least once a year; to model more than twelve
months woul d be unnecessarily redundant. The 17 network diagrams
(see Appendix U) contain some 3UU distinct activities; given the
repetitive nature of certain processes , there are approxima tely
‘~UUu activities in the overall network of the entire authorization
mana gement system. The large number of activities and the C014.-

plexity of the overall network exceeded manual analysis capabili-
ties. An automated program was required to analyze efficientl y
the myriad of yearly interactions between processes. UPTIMA I1UU
was the computer-based software package selected to support the
scheduling analysis (see Appendix E).

b. Scope of the Schedule s Analyzed. A series of nine overall
network schedules were anal yzed wi th the aid of OPTIMA 1IUU . The

5-1
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analysis Involved sequence and schedule changes which provided
-Insight Into the potential benefits of different alternative link-
ages of the 17 authorizatIon management processes comprising the
authori zation management System.

(1) The alternatives bracketed a range of process occur-
rences from the current , frequent situation to a minimal occur-
rence situation. Table 5—1 sUmmarizes the nine alternatives ana-
1 yzed.

Table 5-1. Authorization Management Schedule Al ternatives

Case Titl e I Description

1 DA Directed Case Uses pol icy/directive schedule and
ela psed times for all processes

2 MOC Base Case Uses real-world occurrences and
elapsed times for all processes

3 Annualized Change Limits all processes to a once-a-
year schedule -

4 Synchroni7ed Program Synchronizes budget year documenta-
tion and program development
processes

5 Rescheduled Technical Defers rel ease of tèchn cal change
Change guidance by one month

6 Controlled Technical Limits documentatipn of technical
Change Documentation change guidance to sem-lannual

cycle

7 Controlled All Change Lim its all documentation to semi-
Documentation annual cycle

8 Directed Janua ry PB1~ Modifies documentation using January
Documentation PBG

9 Modified January PBG Extends TRADOC Spring documentation
Documentation schedule by one month

(2) Case 1 models a management system which adheres to pre-
scribe d guidance and schedules; Case 2 represents the situation
which actually exists. Since Case 2 model s the current condi-
tion s; it was selected as the MOC uase Case for comparison with
other alternativ es. Case 3 limits the activities of all

5-2 
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authorization change and documentation processes to once a year;
it Is afl extreme case. In between the frequency boundaries of
Case 2 and Case 3 are 6 al ternatives which were developed to in-
vestigate systematically means of reducing the turbulence In the
authorl zation management envi roninent.

(3) Cases 4 through 9 reflect progressively Increasing con-
trol s on change guidance and documentation processes wi th a goal
of improving synchronization among the processes; each case builds
on the preceding adjustments to the schedule formula ted in Case 4.
The guidance processes identi fied which required conflicting or
concurrent documentation action were rescheduled; the frequency of
VTAADS updates was reduced thus reducing the frequency of new
documents for the units; and the flow of Information from the is-
sue of change guidance , to documentation , -to the uses of the docu-
mentation were synchronized to reduce turbu l ence.

c. Lim itations of the Analy sis. Several limitations on the
Interpretati on of the MDC scheduling analysis are di scussed bel ow.

(1) Milestone Variance. Due to the variance associated wi th
the individual time estimates for activity durations , the mile-
stone dates listed in this chapter should be treated as approxirna-
tions . Al though OPTIMA 11UU assi gns specific start and finish
dates to each activity , the dates should be considered representa-
tive. Exogenous factors influencing each process will affect the
actual dates of attainment.

(2) Process Dynamics. The network diagrams model the cur-
rent processes in the authorizati on management environment.
Since the processes are dynamic and subject to change , it was nec-
essary to freeze each process to conduct the analysis. Due to the
dynamics of the processes , the diagrams should be reexamined peri-
odically to assure accurate representations.

(3) Informal Chan~es. Earlier discussion (Chapter ~) m di-
cated the existence of other” , one time TAAUS changes that flow
outside the formal change processes. In each of the scheduling
alternatives presented in this chapter , the problem created by
resources diverted from the formal processes to work on “other ”
changes is discussed. However , the automated schedul e analysis
can not assess the impact of these “other” changes , since there is
no regular or predict aole set of activi ties which can be quantita-
tively modeled.

ci. Assumptions Used in the Analysis. The following assump-
tion s were necessary to the MDC schedulin g analysis.

5-3
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(1) Activities within the MOC network diagrams do not c1~angeas a result of rescheduling the processes.

(2) Time estimates for activity duration are assumed con- :1
stant.

(3) Documenting quanti tative changes (e.g., guidance from
the PB( and FAS processes) are assumed of higher priori ty than
technical changes (e.g., MOS update and equipment Supp ly
Bulletin). The term quanti tative ” refers to the number of units ,
personnel or equipment; and “technical ” refers to such changes as
MOS title , equipment LIN or equipment nonmenclature.

5-2. THE BASE CASE. The Base Case schedule for analysis in the
MUC st~dy is the current authorization mana gement system. The
model of the Base Case reflects the interrelationships between all
the component authorization management processes during a consecu-
t ive twe lve month period ( see Appendix F) . In order to model the
system accurately, the current schedule for each of the component
processes was identified along with the appropriate transiti on
activities between processes. The quantitative variable used in

— the model for each of the processes or activities was the el apsed
time--how l ong the process or activit y takes to complete . The core
of the model is the monthly TAADS documentation process (see Ap-
pendix D, Annex VI II ) . Some processes which input to the TAADS
documentation process during the one year period begin prior to
that twelve month i nterval (because of long lead times). Like-
wise , certain processes which use the authorization information
beg in around the end of the twelve month period and consequently
complete outsi de of the twelve months.

a. Base Case Preparation. In constructing a Base Case , the
observed times for documentatIon of some change guidance processes
varied substantially from the times speci fied in Army regulat ions
and direct ives. Because of these documentation time differences,

— two initial model s were developed : Case 1, reflecting DA di rected
documentation times; and Case 2, the MDC Base Case , using observed
(actual ) documentation times. Analysis of Case 1 (hA Di rected
Case) provides a means for assessing the synchronization of the DA
directed schedule. Case 2 (MDC Base Case) affords an analysis of
the current schedule against which the subsequent alternative
schedules were compared. The next three paragraphs discuss when
change guidance Is issued , how long it takes to document the
change , and when the documentation Is used to support DA and the
asset managers. This is followed by ~i comparison of milestone
dates for the key processes associated with the schedule. The
final paragraph provides an as~;essment of the Impact OI~ adopting
each case.
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b. Iss uance of Change Guidance. Figure 5-1, indicates when
guidance -Is currently dispatched to the field. The MOS update
and the equipment Supply Bulleti n (SB ) changes are forwarded In
February and August. The TOE change process provides unit level
doctrinal guidance in March and September. The Army Program for -

Indiv idua l Training (ARPR INT) provides training load estimates to
TRADOC in December, March , June and September. Even more frequent
than ARPR INT , the Force Accounting System ( FAS ) furnishes monthly
force .str uc ture and authorization guidance to the field. The Pro-
gram and Budget Guidance (PBG) provides manpower and resource
guidance in October , January and May. The ‘Other ” changes listed ,
Illustrate all the changes that continually occur without a formal
schedul e or process as a result of hA messages, letters , di rec-
tives , and command initiatives.

c. Documentation of Change. Differences were found between
the time actually taken to document change guidance and the time
DA specified for documenting change guidance. The variations oc-
curred tn the amount of time associated wi th documenting the TOE
change , FAS and PUG. The specific time variations are indicated
in Tabl e 5-2. -

Table 5-2. Differences in Documentation Times

Issue of Change DA Directed Times Observed Times

FAS 45 calendar days 65 calendar days.~
!

TOE Change 6 months 6 mon hs;
12 - 1D monthsP/

PBG (May) 4 months 12 monthsY

~-‘FAS . Observed time for those FAS changes which are
documen~E~~ Is 2-3 months .

-~.‘TOE Chan_ge. FORSCOM arid USAREUR (for selected CCT) docu-
ment changes within 6 months ; however, USARE IJR documents most CCI
chan ges 12 to 18 months later.

£/PBG (May). For units that will change in the budget year ,
documentation is required by 30 September of the preceding year.
Most documents to support those changes are not received until the
following April (12 months after the PBG). Note: Not all units
require new documents prior to the beginning of the fiscal year.
For the four MACOMs surveyed in the MDC study (FORSCOM , USAREUR ,
IRADOC and DARCOM), as of 29 September 1976, 18 percent of the
MTOE and 85 percent of the TDA were changed for FY 77.
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This dissim ilari ty in documentation times between the two cases is
graphically illustrated by comparing Figure 5-2 (hA Directed Case)
and Figure 5-3 (MOC Base Case). Both figures list the major pro-
cesses for issuing change guidance and then show by means of a
series of bars and tri angles when each pr ocess beg i ns , how long it
takes, and when It ends. Each fi gure provI des a means for quickly
compari ng the alternatives during a 12 month cycle.

(1) For the hA Directed Case and the Base Case, the semian-
nual MOS and SB updates are documented in the September and March
YTAAhJS submissions.

(2) For both cases, TOE chan ge guidance I ssued In September
Is documented In VTAADS during the following December-January-
February time frame; however , the Base Case I ncludes an addi tional
USAREUR documentation entry the next August (1~ months after thereceipt of the guidance). This difference between the two cases
Is important because while USAREUR documents selected changes in
the near time frame, the broader application of the TOE change may
not occur until 12 months (or more) l ater. The March TOE changes
are treated similarly . (See Chapter 4, paragraph 4-4b for a pre-

~cript 1on on this difference).

(3) ARPRINT differs from the other documentation procedures
In that the length of time to document changes has not been off 1-
clal ly prescribed. Because the documentati on time has been left
unspecifie d , the observed time was used for both the DA Di rected
and Base Case. Current policy and practice requires documentation
of the December and June ARPRINTs; the March and September ARPRINTs
are not documented by TRADOC .

(4) The field was directed to document FAS changes In VTMDS
wi thin 45 days after receipt of FAS (Case 1). Not all FAS actions
are documented; those acti ons which are documented enter VTAADS
two and a hal f months after the EAS (Case 2).

(5) hA directs documentation of only the May PBS, particu-
l arly for the budget year, to support program development pro-
cesses. The UA Directed Case Includes documentation of the May
PB(~ (current and budget years) by the end of September. The Base
Case was constructed with that documentation enteri ng VTAADS in
the following April. April was selected because that is when most
of the budget year changes have reached hA (more than 50 percent).

d. Use of Documentation. The principal direct uses of TAADS
information are the pre paration of PERSA CS, LO(~SACS, and Pass Re-cord tape; the IIQ/AAO , equi pment val i dation reports, ARPR INT and
POMCUS/IAADS process all use SACS Information. In both Case 1, hA

5-7
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Directed ar~d Case 2, Base Case, the schedul es for the processeswhi ch use ~he TAADS information are the same. Figure 5-4 illus-
trated when these processes extract Information from TAAVS and the
elapsed time to complete these processes.

(1) LUGSACS: This process precedes the preparation of an
equ l pnrent val i dation report and/or the development of the Major
Item Distribution Plan (MIUP). Beginning in July 1977, the LOG—
SACS is initiated In October , Janu ary , April , and July. The cur—
rent preparation time of approximately 2 months was used In both
Cases 1 and 2.

(2) IIQ/AAO. This process assimi late s LOGSACS data In the
preparation of the AAO portion of the annual POM . The IIQ is
drawn from the October LUGSACS.

(3) Equipment Validation Reports. These reports serve as
the basis for approving equipment requisitions. The automated
copies of the reports take 3 weeks to prepare and are drawn from
the quarterly LOGSACS.

(4) PERSACS. The process for generati ng personnel authori-
zations in consonance Wi th the FAS structure begins around the
20th day of each month and Is completed by the 10th of the follow-
-Ing mon th.

(5) Pass Record. This is a magnetic tape copy of the latest
authorizations in TAADS which is forwarded to the fiel d for use in
the personnel requisition processes.

(6) ARPRINT. The training program is prepared quarterly
using Input from the PERSACS completed In November , February , May
and August. Only the ARP RINT issued in December and June requIre
revised documents from TRADOC .

(7) POMCUS TAADS. This process provides an arnual update
list of the FORSCOM units and the equipment for those units pre-
positioned In Europe . The current POMCUS TAADS network is synchro-
nized wi th the October LOGSACS .

e. Comparison of Key Milestones. In the followi ng t~ ’les the
critical milestone dates associated with the key processes in the
hA Directed Case 1 and the MOC Base Case are compared . The Base
Case (Case 2) will be used as a reference point for compari son
with the subsequent alternative schedules.

(1) Table 5-3 includes both the dates of i ssue and coinp ie-
tion of documentation for each process.

5-10
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(a) Many of the dates for processes are the same in both
cases; e.g., MOS update is issued 7 February 1977 and documented
15 Ma rch 1917.

(b) The first example of a difference between the cases is
in the documentation of the 7 March 1977 TOE changes (process 3).
In Case 1 all TOE change documentation is completed by 11 August 1977;
in Case 2 the complet ion o~ USAREUR documentation is extended to
16 February 1978.

Cc ) the subparagraphs under process 3, TOE change , reflect
a series of feeder processes which directly or indirectly influ-
ence the TOE change process. A number of these feeder processes
are not evident -In Figures 5-3 and 5-4; however- , these processes
hav e a si gni fi cant role in generating authorization changes (see
Appendix 0). The schedul i ng relationship between these feeder
processes is illustrated -In Table 5-3 in the progression of dates
from line 3c through 3b and 3a to line 3: BOIP-I feeds BO IP—lI ;
BOIP-lI feeds SB; SB feeds TOE change.

(d) In process 5, ARPRINT , only the June and December
ARPRINTs are documented . The 20 £Iarch and 20 September ARPRIh’ITs
provide training load trend information to TRADOC and support the
recrui ting program . See Chapter 4, paragrap h 4-4d for a di scus-
sion of this subject.

(2) Table 5-4 indicates the start and completion dates for
the processes which use documentation information.

(a) The IIQ/AA O and equipment val i dation processes are
dependent on the comp letion of L0(~SACS. The most critical LOGSACS
beg ins 11 October and is completed 5 December; this LOGSACS sup—
ports the annual IIQ/AA O equipment program for the May POM . The
other LOGSACS and , therefore , the equipment validation reports are
sequenced to begin quarterly after the 11 October start date for
LOGSACS.

(b) The ARPR INT begins wi th the completion of PERSACS.
The ARP~INT cycles overlap themselves; before the November ARPR INT
Is completed on 20 March , preparation for the next ARPR1NT Is be-
gun on 10 February . When the PERSACS preparation time Is added to
the ARPR INT prepa~-ation time , the data in the ARPRINT going to
TRADOC Is b months old.

(c) The other- processes begin directly from TAADS.

f. ~~pact of Schedules. Computer assisted analysis of the
model s for the two management system schedules provided a basic

5-12
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Tabl e 5-3. Case 1/Base Case (Case 2): Comparison of Change
Guidance and Documentation Process Mi l estones

Case 1 Case 2ProcesgeC 
___________ ___________ __________ __________

Issued Docu~nentad Issued Documented

1. I~1S Update (Army-wIde) 7 Feb 77 15 Mar 77 7 Feb 17 15 Mar 77
— -  8 Aug 77 15 Sea 77 1 Aua 71 15 Sea 77

2. EquIpment SB (Army-wIde) 1 ~eb 1L ~ Mar 77 7 )~eb 77 15 Ma r 77
--  8 Aug 77 15 Seo 17 8 Aua 77 15 Sea 77

1. TOE change
_ 7 Mar 17 j~3 Ju’i 7 7 Mar 77 ~ Jun 77

A rmy-wIde 
_________ 

14 Jul 
________ 14~~ul 77

______ 
f l Auq l?  ll Aua 77

USAREUN only 
_________ __________- ________ 16 Feb 78

a. Feeder to FOE change

MOS update 7 Feb 77 N/A 1 Feb 77 N/A
Equipment 50 1 Feb 77 N/A 7 ~~ 7~ NJA

b. Feeder to Equipment SB

tonine;cial Items 9 Nov 16 N/A 9 Nov 76 N/A
BO IP II  9 Sep 76 N/ A 11 Aug 76 N/A

c. Feeder to BOIP 11

HO_IF_i - 13 Feb 75 - N/k UJ~eb 75 ~~~~~~~~~~~~~~~

4. tOt change 5 Sep 77 14 Dec 77 5 Sep 7 1 14 E’ec 77
_______ 

l2 Jjn YB 
______ 

12 Jan 78
Army-w Ide 

__________ 
16 F~b 78 

_________ 
16 Feb )8

___________ ___________ __________ ~LO Auu 78
USAPITJ R on ly 

___________ ___________ __________ __________

a .  Feednr to tOE change

P435 update ~ Aug 17 N/A - 8 Aug 77 _
~~L~Equipment SB 8 Aug 77 N/A 8 Aug 77 _NLf~

b. Feeder to Equ Ipment SB

Consuerc iel items 10 May 17 li/A O Mav 17 NTh
BOIP II 9 Feb 17 N/A 9 Feb 77 N/A

c. F~ede’- to NOIP U
8019 1 14 Aua 7 5 NJA. 4 Aim 75 lilA.

S. ARPRIN T (TNADOC only) 7.Q Mar 17 N/A 0 Mar 77 N/A -
W Jun 7? 15 Oct 77 0 Jun 77 15 Oct 77
~O Seo 77 N/A ~fl Sea 77 N/A

_________________________________________ ?0 Dec 77 1~ Apr 78 0 Dec 17 15 Anr 78
1st ea mo i~~~iys 1st ea mo 4 5 d ~~ ._6. FAS~’ _________ __________ ________ ________

~‘. P~~ 17 May 71 15 ~ep 11 7 May 77 12 Aor 78
4 Qct 77 Nik 4 Oct 77 2 Aor 78

____________________________________________ 24 Jan 18 - lilA 3 Jan 78 2 Aor 78

may Indicate time of month . Or number of work ina days normally rrluir.d,
I? spec lfli date not shown . 

—~~~~
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Table 5—4. Base Case/Case 1: Comparison of Milestones in the
Documentation Use Processes

Case ~ 
Case 2

Prr,cesses — — ___________ __________ ___________

Started Comp leted Started C ’ v ’~’1ete d

LOGSACS 1 ADr 77 — 
3 Jun 77 1 Apr 77 _ _ 3 Jun  77

1 Jul 77 2 Sep 77 1 Jul 77 _ 2 Sep 77
- 

3 Oct 77 5 Dec 77 3 Oct 7 7 
- 
5 Dec 77

______________________ 
3 Jan 78 7 Mar 78 3 Jan 78 7 Mar 78

~jQ/AA0 - 
S Dec 77 

- 
A pr 78 5 Dec 77 Apr 78

Equipment Val idation 3 Jun 77 
______  ~ J u n  ~L ____

2 Sep 71 
— - 

2 Sep 77 
_____

5~bec 77 - 
5 Dec 77 

___________

_ _ _ _ _ _ _ _ _ _ _ _ _  
7 Mar 78 ______ 

7Mar /~~ -

rLRsA CS~J 
20th curr 10th next 20th curr 10th next

Pas s Recor&1
_______________________ 

1st curr 
___________ 

1st curr

AR PR INI 10 Nov 76 20 Mar 77 10 Nov 76 20 Mar 77
10 Feb 77 

~ Qj ~~~~ 1.0 Feb 77 _Z~~JwL1L10 May 7L. 20 Sep 77 10 May 77 .iQ_~eJLLL
_____________________ 

10 Aua JZ _2fl Dec 77 1~Q Aug 77 20 ~~cLL

POMCUS /1/~ADS - 
16 Aug 77 Aug 77

a
~
’E~ trles indicate day of the m~n t h  ~c~j~rent ~r ri~~~t ) , unless

r pecj f l i.. date s are shown .
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for investigating the sequencing of the processes and the differ-
ences between DA directed process times and the observed process
times.

(1) Analysis of the OPTIMA 1100 generated schedul e for the
DA directed documentation times (Case 1), assuming documentati on
Is possible within those times , Uncovered a synchronizati on prob-
lem regarding the training programs.

(a ) Army-wide budget year changes would be documented at DA
In September , twel ve months before the beginning of the next fis-
cal year. However 0 the first DA-produced ARPRINT to i nclude that
budget year documentation would be Issued (n March; this ARPRINT
does not require TRADOC documentation. The next ARPR INT , iss ued
in June , would require TRADUC documentation. Using the estimated
3+ months for ARPR INT documentation , the first time TRADOC train-
ing TDAs would be revised based on September field input is Oct-
ober of the following year. TRADOC documentation in October does
not provide any lead time for requisitioning personnel or equip-
ment (unless the IDA effec tive dates are for the l atter part of
the fiscal year) . Figure 5—5 ill ustrates the combination of pro-
cesses and sequencing which results In this ARPRINT schedul e
orobl em. ( See Chapter 4, paragraph 4-4d for detailed di scussion
of documentation of ARPRI NT) .

Figure 5-5. Budget Year Training Program Development and
Documentation

Sep 76 / l c t J Ouy /S Jan/ Feb 7~ ~~r 71 Jun 77 Oct 77

~~V/AN/S 

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~

(b) TRADOC needs an ARPRINT which refl ects Army -w ide mili-
tary personnel training requirements at least six months prior to
the beginning of the next fiscal year in order to adjust the
training TIJAs and requisition personnel and equipment. However ,
because of the sequencing of processes illustrated In Figure 5-5 ,

5-15
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Case 1 would not fulfill that requirement; the fIrst ARPRINT pro-
duced which includes budget year documentation and requires
IRADOC IDA revisions is Issued in June (only 3 months prior to the
next fiscal year). The Base Case retains this same ARPR INT pro-
duction schedule problem. This is one of the fi rst problems ad-
dressed in the MOC alternative schedules , paragraph 5-4.

(2) The Base Case reflects the current authorization manage-
ment schedule. It evolved because of the MACOMs inabfl lty to re-
spond to all the change guidance in the times prescribed . The
MACOMs apparently establish their own priorities for documentation
of changes ; the frequent resul t is that documentation for the bud-
get year is deferred . Based on MOC study research and data col-
lection , it appears that the MACOMs first document technical
changes (MOS , SB , TOE changes) and the informal “other” changes
for the current year. Most of the budget year documentation Is in
TAADS by April instead of the preceding September (the DA directed
date). However, budget year documentation 12 months before the
next fiscal year begins is essential to the Army for qeneratthg
accurate program requirements. Specifically, September docunienta-
tion -Is the primary input to the IIQ/AAO processes supporting POM
development and the ARPRINT supporting the following yea r’s train-
ing and recruiting programs .

(3) the remainder of this chapter analyzes alternative cases
addressing synchronization actions to: remedy the ARPRINT an~IIQ/AAO problems discussed in the preceding subparagraph; reduce
the frequency of change guidance to MACOM ; and reduce the number
of document changes to units .

5-3. Case 3: ANNUAL I7ED CHANGE . This alternat i ve (Case 3) ‘~s at
the opposite end of the scheduling frequency spectrum from the Base
Case. In the Base Case, the frequency ef changes exce~~k thefield’ s ability to react in the prescribed times . In this case,
the frequency of changes and documentation of changes are ii r ’:ted
to once a year. Each type of change guidance is assumed Issued
only once a year; and the documentation of all chan’~oc Is consoli-
dated at MACOM for a single submis sion to DA. The guid ance is
released sequentially allowing adequate time between each process
to permit the field to respond to one set of guidance at a time .
The change documentation is submitted by the field each Septrr iber
to support the annual program development processes . The primary
goal of this alternative is to mini mize the frequency of revised
TAADS documents going to the MTO E and TDA units . The units re-
ceive revised documents based on VTAADS updates . If [IA would or
could accept and approve changes only once a year, then the annual
frequency of revised documents to the units would be minimized and
the goal of Case 3 could be achieved. Rev isinq documents only once

5-16
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a year provides the units , the personnel managers , and the equip-
ment managers wi th a stable authorization data base for a 12-month
period. The next three paragraphs address specificall y when:
the change guidance would be released , the documentation would be
submi tted, and the DA processes would occur which use the authori-
zation information in this alternative. This ane lysis is sup-
ported by tables comparing the signif icant milestone dates to
those of the Base Case.

a. Issue of Change Guidance. The I ssuing schedule for most
change guidance in this al ternative varies from the Base Care. In
Case 3 , the annual cycle woul d begin with the Issue of the MOS and
equipment Supply Bulleti n updates in October. These woul d be fol-
l owed by the TOE changes in the Consolidated Change Table (CCI) in
December. The MACOMs woul d have until May to concentrate on these
changes and any c ommand initiatives. In May , TRAD UC woul d be pro-
vided the training load information in an ARPRI NT which woul d be
doc umented by September. ARPR INTS for the other three quarters
would be produced for planning and recruiting purposes only.
The FAS woul d be received monthly; but , the September VTAAbS docu-
mentation update woul d be keyed to the June FAS . In May , all the
MACOMs woul d receive annual resource guidance for documentation in
the P13G. This alternative assumes all other changes currently
directed outside of the formal change processes would be incorpo-
rated Into the PBG 0 or one of the other formal guidance processes.
The change guidance would be used to revise the coming fiscal year
documents and project document changes for the fiscal year after
that. Figure 5-6 illustrates the issue date s for the change pro-
cesses included i-n this alternative.

b. Doc umentation of Changes. The field would have 12 months
between documentation submissions in which modifications for the
coming fiscal year and new documents for the budget fiscal year
can be prepared. Between the submissions , the changes would be
accumulated in a working file at MACOM. The documentation sched-
ule for this alternative Is illustrated in Figure 5-7.

(1) The MOS , SB , and TOE changes would be released to the
field early in the twelve-month cycle. The ARPRINT would be re-
leased quarterly; however , only the May ARPRINT woul d be docu-
mented. The FAS is issued monthly for planning purposes; documen-
tation would be prepared to support the June FAS. The PBG is
issued three times a year with documentation required only for the
May guidance. All other changes would be documented In the Sep-
tember VTAADS update.

(
~ ) The revised or new documents in VTAAEJS woul d be trans-

mi tted to DA in September to support the program development

5-17
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processe s. Consequently, the units woul d receive authorizati on
doc ument changes only once a year.

c. Use of Doc umentation. Si nce the various change guidance
wo uld be documented only once a year , this al ternative assumes
TAADS authortzat ion data would not change between the annual revi-
sions. The refore , the authorization Information would remain cur--
rent for an enti re year. As long as the unit documents , and
there fore TAADS , do not change , the authorization information
drawn from TAADS in the October SACS processes would remain valid
for an entire year. This would produce the further benefit of
reducing the requirement to update reports dependent on TAADS.
Fi gure 5-8 illustrate s the start and compl etion times computed
using OPTIMA 1100 for the processes which use the documentation.

(1) The LOGSACS -Is initiated in October; and an optional
LOGSAC S might be required In April to capture any unanticipated or
exceptional changes documented outside the establ i shed cycle. The
elapsed time for the optional April LOGSACS woul d be three weeks
versus the two months for the current October LOGSACS (See Chauter 4,
paragraph 4-2c ). The annual IIQ for the lay PO~4 would continue
to be prepared from the October LOGSACS. Equipment validati on
reports woul d be prepared from every LOGSACS.

(2 ) The PERSACS process wo uld be empl oyed quarterly to sup-
port ARPRINT development. The ARPRINTs woul d continue to be pre-
pared quarterly to incorporate the l atest gain and loss Informa-
tion ; however , the ARPRINI devel opment schedule woul d be changed
to provide an ARPR INT In May (for documentation in September by
TRADOC).

d. Comparison of Key Milestones. In the following tables key
milestone dates associated wi th this case are compared to the Dase
Case.

(1) For Table 5-5, the following comments apply to the
change guidance processes~

(a) The documentation times for MOS , SB and TOE changes
rel eased on 8 August have been greatl y extended. In the Base
Case , MOS changes released on 13 August were documented by lb Sep-
tember; in this alternative , the 27 October MOS changes are docu-
mented 30 September of the followin g year. Based on MOC quantita-
tive analysis , these technical changes occurring early In the
cycle would not interfere with the l ater documentation of PBG and
FAS guidance in the September VTAADS update .
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Ta ble 5-5. Base Case/Case 3~ Comparison of Change Guidance

• and Documentation Process Milestones

Base Case (Case 2) Case 3P~ocess~s ___________ ___________ __________ __________

Issued Documented Issued t~octrented

I. P~ S Updete (Army-wide) 
__________ __________ 27 Oct 7F in Spp ~~

2. Equipment SB (Army-wide ) 7 F,. ~~ ~Par 77 2 7 Oct 15 30 Se~ 77
- -  — - 8~~~ q~~ i5 Seo 7l ______ ______

3. TOE 6hang~ j~~~r 77 13 J n 77 14 0€- ~ 76 36 Sep 17
Av ~ny-w ide __________ 

14 U 77 
_________ _________

_______ 15 Au~ 77 
______ ______

USAPEtJR only __________ 
i~ reb lB 

_________ ________

a. ~eed pP to TOE rhanqe

MOS UDdate .L.L~h 71 N/A  27 Oct 76 —Equipment SB 7 F~~J~7 N /A 27 O t  75 VA

b. Feeder to Equipment S~
toiieiettiel items 9 Nov 76 N/A 29 Jul 76 N/tx
BOIP II rF~~

—7g— N/A 30 Ap_r 15 A/ ~ —

c. Feeder to BOIP II

BOIP I - 13_Feb 75 
- 

N/A 4 Nov 74 N/A

4. tOE thange ~~~~~~~ 
j 4  ~ec ]7 N/A NLA

__________ 
12 Jan 79 

_________ _________

A rmy -wide 
_________ 

15 Feb lb 
________ _________

_______ 2O Auo Th ______- _______

USA RLUR ohly 
__________ __________ _________ _________

a. Feede r to TOE thanqe N/A

MOS update ~P~ug 17 NJ _________

t quIome n~ SB _Q~~j~~ N 

-

________

b. Feeder to Equi pment SB N/A N/A

tonrerciel item, lOJlay 77 N/A _________ _______

B!)TP II 9 Feb 71 N/A 
________

C. Feeder to ROIP II N/A

BOIP I 14_Aug 75 NIA — _________ _______

9. A nPRINr (IRADOC only) ~~~~~ 77 N/A 20 May 77 3 77
ZO_~un 77 i3 Oct 71 20 Au g 77 3Y

~~ jj2~Ii N/A ~I) Nov 77 !5Tep 77
- ~~~ec 77 15~~p~ 7~ 16 Feb 78 ,iO SepJ~

/ ~litea nip - 45 dav~ Le~ ma ~iL5i~1L.2.L.
6. FA&! _ _  _ _  _ _  _ _

1 PBU 17 May 11 12 Apr 7~ 11 May 77 30 Se~ 77
- 

~~~~ 17 12 Ai~r 76 4 0 c t 77 N17~
- 2 3 J ~n 7~ I2Tpr 1W 2T~ iT 7~ ‘

~~~~

~
4’Ent r1e r. may in d ica te time of month, or numhpr of wo rk lnq days normall y requi red .

I f  sp e c i f i c  date not shown .
l__ -_a_
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(o) Tu e ~iub1i ca t iuil of AR PR1I4r has ueerI rescheduled tj
20 May to coincide with the May manDower and resource ouidance and
still ensure adequate working time for documentation in the Sep-
f~mber VTAADS.

(2) Table -b-b provides an outl i ne of the key dates asso—
• d ated with the processes which use authori zation documentation.

(a) The frequency for updates to the LO(.SACS , equipment
val idation report and Pass Record tape has been reduced from that
of the Base Case due to the once a year schedul e for TAADS update

• and the subsequent authori zation document stability for the units.

( D) The PERSACS production , in this alternative , occurs
H quarterly to support a quarterly ARPRINT ; it beg-Ins around the

first of each month as opposed to the 20th of the month in the
Base Case. The first of the month starting date was computed by
the OPTIMA model since no workload requirement was identi f led to
del ay PERSAC S initiation until the 20th of each month.

(c) The start date for the ARPRINT was computed by OPTIMA
based on a requirement for a 20 May completion date. This AR PRINT

• completion date was also computed by OPTIMA to permit
completion of documentation by 30 September. The rnflestones were
calcul ated using the current documentation time estimates.

e. Impact of Schedule. Authorization changes i i ,  Case 3 woul d
be systematically released to the field , allowing ad equate doc u-
mentation preparation time between each set of changes. The ac-
tual revision of unit documents in TAADS woul d be limi ted to once
a year.

(1) The unit commanders coul d anticipate a li-month period
of stability between changes. If adequate effec tive date (EDATE )
l ead time is provided for changes , analysis of this alternati ve

• indicates that the unit is able to requisition , receive and train
with a force struc ture stable for up to 1.? months. Since authorl-
zations would not change during the year , the personnel and equip-
ment authorization Information for approving requisitions woul d be
valid for a year. Equall y important , the documentation for the
budget year woul d be subniittea twelve months before the fiscal
year begins. This would enhance the quality of the program devel-
opment processes.

• (~~) It snould be noted tnat UA and the MACOF’ts would be 11-
mi ted to one time auring the year to introduce changes. The cur-
rent dynamic process permi tting changes to be entered every month
would be curtailed. Exceptions to the annual documentation policy
wou la have to be rare if the goal s and benefits of the Case 3
schedule are to be achieved.
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Table 5-6. ease Case/Case 3: Compar i son  of Milestones in the
Documentation Use Processes

Rase Case (Case 2) Case 3
Proces ses ___________ ___________ ___________ __________

Started Completed Started Completed

LOGSACS 1 Apr 77 3 Jun 77 1 Apr 77 3 Jun 71
1 Jul 77 2 Sep 77 _ _ _ _ _ _ _  _ _ _ _ _ _

3 Oct 77 5 Dec 77 3 Oct 77 5 Dec 77
_ _ _ _ _ _ _ _ _ _ _ _ _ _  3 Jan 78 7~ 1ar 78 _ _ _ _ _ _  _ _ _ _ _ _

IIQ/AA O - - S Dec 77 Apr 78 5 Dec 77 ADr 78

Equipment Validat ion 3 Jun 77 _ _ _ _ _ _ _ _  22 Apr 77 _ _ _ _ _ _ _

2 Sen 77 _ _ _ _ _ _ _  _ _ _ _ _ _ _  _ _ _ _ _ _ _

5 Dec 77 _ _ _ _ _ _ _  5 Dec 77 —

_ _ _ _ _ _ _ _ _ _ _ _ _ _  
1Mar 73 

_ _ _ _ _ _  _ _ _ _ _ _  _ _ _ _ _ _

PE RSA CS!! 20th curr 10th next 1 Aur 77 2~ 
Apr 77

_ _ _ _  _ _ _ _  
1 Jul 77 Z5 Jul U

__________ ___________ 30 Oct 77 28 Nov 17
______________________ __________ ___________ 3 Jan 78 28 )~n 78

Pass Record!! 1st curr ___________ 3 Oct 7] __________

ARPR INI 10 Nov 76 _2~LMar 17 28 Jan 77 20 May 77
10 Feb 77 ZU ~1uin 77 25 Apr 77 20 Aup 71
10 May 77 _~ QSep 77 25 Jul 77 20 No v 77

— 10 Aug 77 20 Dec 77 28 1~ v 77 18 Feb 78

P~MCUS/TAADS 16 Aug 77 
__________ 

17 Oct 77 
_________

!/Entries indicate day of the month (current or next), unless
spec if ic dates are s hown .
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(3 ) The following six al ternatives are designed to control

systematically the various processes between the extremes of Case 3
and the frequent occurrence of the processes in the Base Case.

5-4. bASE 4: SYNCHRONI ZED PRObRAM. Case 4 is the first in a
series of alternatives which progressively I ncorporate control s
and better synchronization wi thin the Army authorization manage-
ment system. The goal s of this alternative are to synchronize
budget year documentation to support the LO (iSACS/IIQ processes and
to synchronize the PERSACS /ARPRINI with that budget documentation.

a. Overview. The DA directed date for documentation of the
budget year (the end of September) was analyzed to determine if a
more appropriate date coul d be computed. The study found the Sep-
tember date the most advantageous for the following reasons:

(1) DA requires 7 months after the receipt of documentation
to prepare the LOGSACS, IIQ, and AAO for the POM. The May sus-
pense for the POM submission Is an immovabl e date ; therefore, if
details of field impl ementation are to infl uence the equipment
program , the documentation Is required by the end of September.

(2) In order for TRADOC to adjust the training TDAs , requi-
sition , and receive addi tional personnel before the beginning of a
fIscal year, an ARPRINT Is required by the end of January . In
order to produce an ARPRI NT for documentati on purposes by the end
of January , OPTIMA 1100 projected that budget year documentation
would be requi red by the end of August. Through the use of the
OPTIMA 1100 network analysis package and subsequent discussions
wi th ODCSPER , it was possible to identi fy adjustments to reduce
the ARPR INT production time , thus permitting a January ARPRINT
based on end of September documentation.

(3) Another potential benefit of the September documentation
of the budget year is that authorization documents would be based
on the May PBG and therefore comple ment the Co~imand Operating Bud-
get Estimates ( CORE ) . Authorization documents and CORE resource
requirements would support each other.

-
j (4) The next three paragraphs address the specific months

• for the release of the change guidance , the documentation of the
changes and tne use of the documented changes to support iA and
asset manager actions. These parag raphs are supported by tables
coiiiparing significant milestones of this alternative to the L~ase
Case .

b. Issuance of Chan~~~Liuldance. In this alternative (Case 4 ) ,
the change guidance would be released to the f ie ld at the same
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time as in the Base Case except for the ARPRINT. Figure 5-9 11-
lus trates the change guidance release dates.

(1) The MOS update and the SB woul d be forwarded semiannu-
ally (in February and August). The Consol i dated Change Table
(CCT) woul d provide unit level TOE change guidance during the
mon ths of March and September.

(2) The ARPR INT woul d provide TRADOC with quarterly training
l oad projections; however, the release dates woul d be changed to
January , April , July, and October. The January ARPRINT then pro-
vides the key training load information on budget year require-
ments; TRADOC woul d revise TDAs based on this data. The July
AR PRINT would be the basis for revising the earlier documentation
just before the beginning of the new fiscal year.

(3) The FAS provides monthly force structure and authoriza—
tion guidance. The PBG is provided to the field in October, Janu-
ary and May ; DA places priority on and directs the documentation
of the May PBG. Any other change guidance such as DA directives ,
messages , letters , and c ommand initiatives must be strongly dis-
couraged (if it Interferes wi th the September documentation ef-
fort ) to assure the success of this alternative.

c. Documentation of Change. The analysis of dates for docu-
mentation of the changes was accomplished assum i ng the same time
durations as the Base Case. The documentation schedule for this
al ternative (Case 4) is illustrated at Figure 5—10.

(1) The semiannual MOS and SB changes would be documented in
the September and March VTAADS submissions. The September TOE
changes would enter VTAADS between December and the followi ng Feb-
ruary or as late as the following August for USAREUR . USAREUR
woul d document selected TOE change guidance by February . However ,
complete USAREUR consideration of the TOE changes does not occur
unti l 12 months later. The March TOE changes would be documented
in VTAADS In June , July, August and as l ate as the fol l owi ng Feb-
ruary for USAREUR . -

(2) The January and July ARPRINTs would be documented In the
estImated 3 months elapsed time (by 20 April and 20 October , re-
spectively).

(3) The monthly FAS changes that are documented , would enter
VTAADS two and a half months after recei pt of the FAS . The June
FAS should be complementary to the May PBG and documented in Sep-
tember. This alternative assumes DA will direc t the field to
pl ace a very high priority on documenting the budget year changes

5-26
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in the May PBG by the end of September. To make this alternative
viable , the field should b° informed that equipment data input to
VTAADS after September may not be refl ected in the IIQ /AAO for
anot her year an d, that budget year personnel changes not docu-
mented by September will impair TRADOC ’s ability to respond.

d. Use of Documentation. In Case 4, the cycle for most of the
processes which use documentation would be adjusted from that of
the Base Case. Specifically adjusted are the non-POM LOGSACS
preparation times and the subsequent equipment validation sched-
ules ; the PERSACS and ARPR INT schedules; and the ARP RINT prepara-
tion times. Figure 5-11 illustrates the processes which use the
documentation.

(1) The LOUSACS woul d continue to be prepared quarterly.
The October LOGSACS sup.ports the IIQ for the POM and the equipment
val i dati on processes and their preparation times differ from the
Base Case. The LOGSACS prepared in January , April and July are
abridged versions used to support the equipment validation pro-
cesses. (See Chapter 4, paragraph 4-2c for a discussion of LO(i-
SACS). The equipment validation processes are schedul ed based on
the LOGSACS compl etion dates.

(2) The PERSACS preparation would shift from the latter part
of the month (as in the Base Case) to early I’i the month. The
PERSACS completed in October woul d incorporate the budget year
documentation and would feed the development of the January
ARPRINT. The ARPRINT preparati on time is assumed reduced from 79
to 59 workIng days. Based on discussions with ODCSPER , h i s  time
reduction appears achievable. The training load information In the
January ARPRINT would then be used by TRADOC to revise TDA docu-
mentatlon and requisition appropriate personnel and/or equipment.
The next ARPR INT which requires a documentation update woul d occur
in July; the April and October AR PRI NTs would be for TRADOC plan-
ning purposes and to support recruiting efforts.

(3) The preparat on and rel ease times for the Pass Record
and POMCUS TAADS tapes remain unchanged.

e. ComparIson of Key Milestones. In the following material ,
the cri tical milestone dates ass~~Tated with Case 4 are comparedto the Base Case. The significant changes are highlighted bel ow:

(1) in Table 5-7 , the ARPR INTs for documentation are re-
leased to TRADOC on 18 July and 17 January In Case 4 vs 20 June
and 20 December for the Base Case. The documentation of the Janu-
ary ARPR INT in Case 4 Is completed at virtually the same time as
the Base Case December ARPR INT; Case 4 Incorporates the September
A rmy-wide budget year documentation while the Base Case does not.
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Table 5-7. Base Case/Case 4: Comparison of Change Guidance
and Documentation Process Milestones

B... Case (Case 2) CaSe 4
‘pocesies __________ __________

Issue d Documented [.eued o~cun~~~i~

f~ S U~dite ~Anny-widi) ~ab 11 ~ -- ~ Mar 77 2 F.h 71 15_Mar lL
____________________________________________ a P.u Q 11 15 Sen 77 B Aun 17 15 Sm, 77

2. Equipment SB (Arsw-w ide) I Fe~-l7 15 Mar 77 1 Fph 27 1~ M.,- 17
________________________________________ 8 Aua 77 15 Se~ 77 R A,j~ 77 1~ S~n ?7

3. TOE thing.
7 Mar 77 1~ Jun 77 7 Max 77 U dun 21

Ar~y-w1de 
_________ 

14 Jul ________ ________

_______ 
15 Au9 — t i A~g 7

IJSAREIJ R only __________ 1~ Feb 78 _________ 11115 ~a
a. r..d.r to TUE change

M08 updat e ~~~ ii N / A  1 FQfl 77 __.NP~Equipment SB 7 Feb iT N/A 1 irab 77 ~~~~~~~~~~~~~~~~

b. tpeder to Equipment SB

Coninerciei items 9 Nov 76 N/A 9 No~ 76 N/A
801P II 11 Aug 75 ~I/A — 

~~~~~~~~~~~~~~~~ N~’A
a . re ader to BO IP II

- enip 13 Feb 75 NLA p Feb 75~ JIIA

4. TOE change 5 San 71 1•4 Dec 77 ~~ei~JL. 4_Dec
__________ 

12 Jan 78 2 Jan
A rmy-wide 

__________ •6 reb 78 :~~
— 6 ~ b 78

______ ‘.O Aua 7B ______ a_ALIQ 7a
USAREUP only 

__________ __________ _________ _________

a. Feeder to TOE change

~~S update 8 AUg 71 ~ A — 8 Au~ 77 N/A
Equipment SB ~ AUg 77 NTh ~ AUg 77 N/A

b. Feeder to Equipment SB

Coimierciel Items 10 May 77 N/A C May 71 N/A
BOIP II 9 Feb Ti N/A ~ ‘~eb 77 1UA

c. Feeder to PUlP 11

PUlP t — : 14 Auu 75 ~~A 4 A~a 7 5  ~~~A

5. ARP RtNT (IPADOC only) 20 Mar 77 N/A 18 Jul 77 0 Oct 11
20 Jun 77 Ii Oct 77 1~~ öc~~TL • -

20 SaD 7 7 lilA 1 J an  78 -

- ~O fl€~. 17 15 ~or 78 17 Mr II (~I 4
Ist ea mo 4~~diys it e a mo 45 d.y~6. FAS~’ - -  _ _   _ _  _ _

1. PAG __________ or 78 17 77 15 Se 71

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  ______  ~~ i~~~n~ i ~h
~!Entr ies may Indicat, time of month, or number of work ing de~~ normally 1-equired.

If specif ic dat , not shown .
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(2) In Table 5—8, the Case 4 PERSACS process starts at the
beginning of each month to capital i ze on the VTAADS documentation
received the previous month . This permits the ARPRINT development
process to start approx imately 20 days earlier then in the Base
Case.

f. Impact of Schedule. By requiring the receipt of budget
year documentat Ion 12 months prior to execution and then synchron-
lu ng the personnel processes, both the equipment and training
programs will benefit.

(1) Early recei pt of documentation pertaining to the budget
year wil l provide a more accurate foundation on which to devel op
the Army t s program. ~or example , in Case 4, TRADOC would have
budget year training l oad information reflec ting documented unit
changes 5 months earlier than -In the current Base Case (January vs
June ARPRINT) .

(2) This alternative creates additional workload for all the
MACOMs to document the budget year by the end of September. Corn-
pared to the Base Case , no processes for providing guidance are
reduced or rescheduled. Informal change guidance such as tele-
phone calls , messag es, let ters , and command initiatives during the
peak workload period associated wi th the September VTAADS shoul d
be strongly discouraged to assure the success of thi s alternative.

(3) The next Case proposes a rescheduling action to relieve
the MACOMs of sel ected workload until after the budget year docu-
mentation is completed.

5-5. CASE 5: RESCHEDULED TECHNICAL CHANGE . The goal of this
alternative (Case 5) Is to provide the field more time to revise
their authorization documents pertaining to the budget year. In
order to accomplish this goal , three processes for providing
change guidance would be rescheduled to minimize conflict wi th
preparation of the budget year documentation in the September
VTAADS update . The change processes rescheduled are the MOS Up-
date, the equipment Supply Bulleti n (SB), and the TOE change (Con-
sol i dated Change Table). The number of working days required to
document these changes is assumed to be the same as the Base Case ;
the receipt of the VTAADS documentation by TAADS has been shifted
to refl ect the later release of guidance. All other authorization
management actions remain the same as in Case 4. The next three
subparagraphs address the specific months for the release of the
change guidance , the documentation of the changes and the use of
the documented changes to support DA and asset manager actions.
These paragraphs are followed by tables of significant milestones.
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Tabl e 5-8. Base Case/Case 4~ Comparison of Milestones in the
Documentation Use Processes

Base Case (Case 2~ Case 4 
-

Processes  - — -  
-

Started Completed Started Completed

LOGSACS 1 Apr 77 3 iun 77 1 Apr 77 3 Jun 77
I Jul 77 

- 2 Sep 77 1 Jul 77 2 Sep 77
3 Oct 77 ~ Dec 7T 3 Ocf 77 5 Dec 77

— 3 Jan 78 
- 7 Mar 78 3 Jan 7~T 7 Mar 7B.

!.IWAA0 5 Dec 77 Apr 78 5 Dec 77 Apr 78

Equipment Validation 3 Jun 77 
__________ 

3 Jun 77 -

2 Sep 77 - - 2 Sep 77 
___________

5 Dec 77 
_ _ _ _ _ _ _  

5 Dec 77 
_ _ _ _ _ _ _

_ _ _ _ _ _ _ _ _ _ _ _  7 Mar 78 - 7 Mar 7S -

PERS~AcSW - 20th curr 10th next 1s~t curr 20t h curr_

Pass Record~
/

______________________ 1st curr 
___________ 1st curr -

ARPRINT 20 Nov 76 - 20 ~Lar 7 20 Apr ii 18 Jul 71
26 Feb 77 20 Jun 1 20 Jul 77 18 Oct 77
26 May 77 20 Seo T ZO Oct 77 11 Jan 78

_____________________ 
20 Atta 77 20 Dec 7 au Jaji 78 17 Aur L8

POMCUSIIAADS 16 Aug 77 
- 

16 Aug 77 
___________

-~‘Entries Indicate day of the month (current or next), unlessspecific dates are shown .
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a. Issuance of Change (~uidance. In Case 5, the release dates
for the MOS update, the SB, and the TOE change woul d be adjusted
to occur after the compl etion of the budget year VTAADS submis-
sion. Figure 5-12 Illustrates the rel ease dates for Case 5.

(1) The MOS update and SB release dates woul d be shifted
• from August to September (and from February to March ); the Base

Case rel ease dates conflict wi th field preparation of the documen-
tat- Ion for the budget year. The MOS and SB semiannual guidance
refl ect the respective personnel and equipment changes which have
been acc umulated since the previous updates. In this revised
schedul e, adjusting the release date of the MOS and SB guidance
wou ld entail primarily adjusting their respective cut-off dates to
conform to the new cycle. The vol ume and type of workload for
prepa ration of the MOS and SB updates would remain unchanged from
the Base Case; the publication preparation events woul d be resche-
duled to occur one month late r than the Base Case.

(2) The release of the TOE changes In Case 5 has been ad-
justed from September to October (and from March to April ). The
TOE change guidance , like the MOS and SB Updates , provides a con-
sol i dated accumulation of six months of technical guidance. In
addition to newly developed doctrinal changes , the TOE change
guidance would I nclude the l atest MOS and SB changes. That semi-
annual guidance (CCI) Is currentl y rel eased early in September ,
the same month the initial budget year documentation is due at DA.
The proposed adjustment to the release date woul d have no antici-
pated impact on volume and type workload at TRADOC In preparing
the CCI; the publication preparation events would be rescheduled
to occur a month later than the Base Case.

(3) The rel ease of the FAS , ARPRINT and PBG for documenta-
tion would remain the same as in Case 4. The FAS provides monthly
force structure and authori zation guidance; the ARPR INT would pro-
vide TRADOC with quarterl y training projections in January , Apr Il

• July and October. As proposed in Case 4, the January and July
ARPRINTS would be the two which require documentation. The PBG
wo uld be provided to the fiel d in October 1 January and May ; docu-
mentation of guidance for the budget year , to Incorporate the May
P13G. would be mandatory . Issue of all other change guidance
should be discouraged during times when It confl icts wi th the
fie ld ’ s efforts at updating the budget year documentation.

• b~ Documentation of Change. As a resul t of the adjustments to
the change guidance release schedu le , corresponding adjustments
were computed for the schedule. The elapsed time (working days)
for the documentation of changes in the various processes is as-
sumed to remain the same as in Case 4. The documentation calendar

5-34 
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for the processes as analyzed in thi - Case Is illustrated in
FIg ure 5—13. 

-

(1) The receipt of the VTAAOS documentati on for the MOS up-
date , SB, and TOE change woul d be adjusted to reflect the l ater
receipt of guidance. The MOS and SB changes are documented In
October and April (for the September and March release of changes ,
respectively). The October TOE changes woul d be documented In
VTAADS during January , February , March and in the case of USI\~EUR ,
the following September. The April TOE changes would be documented
I n VTAAD S during July, August , September and again , In the case of
USAREUR , the following March. —

(2) the schedule for documentation of the FAS , ARPR INT and
PBG remains the same as in Case 4. The monthly FAS changes that
are documented , would enter VTAADS two and a half months after
receipt of the FAS. The new January and July AR PRINTs would b.~documented in April and October , respectively. The May PBG
changes impacting on the budget year would be documented by mi d-
September. Other change guidance in the form of [JA directi ves ,
messages, letters , and command initiatives shoul d be deferred tin-

-
: til after the budget year documentation is completed.

c. Use of Documentation. The cycle for the processes usln~jthe documentation is shown in Figure 5-14 and remains unchange d
from Case 4 (see paragraph 5-4d).

d. Comparison of Key Milestones. The fol l owing materiel dis-
cusses the critical milestone date s associated with this al terna-
tIve and compares them to the Base Case.

(1) In Table 5—9 dates are for i ssuing the guidance and
documenting the MOS update , the SB , and the TOE change diffe :- from
the Base Case.

(2) Table 5—10 lists comparat ive dates for Case 5 and the
Base Case. In the processes which use the documentation , the sig-
nificant dates are the same as discussed in paragraph 5-4e. The
January . April and July LO’ISACS and the subsequent equipment val i-
dat-Ion process schedules are adjusted.

e. Impact of Schedule. The documentation workload In the
field is redistributed by the reschedul ing of selec ted change
guidance. This rescheduling defers (ertain workl oad to provide
more time to document the budget year changes by the September
VTAAIJS submission date . This alternative redistributes the work-
load without any change to the annual quantity of work .
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Table 5-9. Base Case/Case 5: Comparison of Change Guidance

and Documentation Process Mi lestones

Ba ce Case (Case 2) Case S
Processes ___________ ___________ __________ __________

Iscued Docuieent.d Issued Doctj iiented

L f~S Update (Aney.w~de) • 7 Feb 77 15 Mar 77 14 Mar 77 15 Apr 17
- 8 Aua 77 15 Sao 7U 21 San 17 15 OcI 77

2. Fqu1peient sB (Arn~y-wide) h~~~~~j~~~aI~~~ 
_ _ _ _  

j
~~~

7
~

3. tOt change
J_MarJl 13 Jun 77 11 Apr 17 13 Ju1_Z~Army-wide 
________ 

14 Jul 77 
________ _______

__________ IS Au~ 77 _________ 
15 5ep17

USAP~UR only _________ 16 ~eb 78 ________ 15 Mar 7$

a. teeder to tOE change

P13S update 1 Feb 17 N/1~ 14 Mar 77 MI?,
Equipment SB 7 Feb 117 - N/A 14 Mar 71 N/A

b . reader to Equipment S~
Coninercial Itims 9 Mo~ 76 N/A 14 Dec 76 N/A
BOIP 11 U Au~ ~& W/A - 15 Sen 7~ k/A

C. reader to ROIP II

BD1~ 1 13 Feb 75 N/A 20 Mar 75 — N/A

4. lOt change ~ Sep 77 14 pec ~1 19 Oct 77 14 Jan 78
_______ 

12 Jan 78 
______ 

1TT~b 78
Army~wl de 

_________ 
10 Feb 18 

________ 
T6 Mar TA

- 2cl Aiia lR ______ ______

USAREUP only 
__________ __________ _________ _________

a.  n adir to tOt change

MOS update B Aun 71 N/A 21 Seft 77 N/A
Equipment SB B Au~ 77 N/A 21 Seo 77 N/A

b . reader to Equipment 50
Coninercial Items 10 May 77 N/A 73 Jun 77 N/A

9 ~~ 77 NT~ 25 Mar 77 ~~
c . Feeder to OO IP II

EDIP L ljAj n 7j N/A Sen l~ N / A

5. A RPRINI ( IRADOC only) ~ J Mar 77 N/A 18 Jul 17 20 Oct 71
~O Ju,i 77 lS Oct 77 18 Oct 77 N/A
‘0 Sen 77 N/A 17 Jan 78 20 Ant 78

____________________________________________ ‘0 Dec 77 15 ~Dt; 78~ lLf,nr 11 N1,k
lst ci m o  45 day s 1st ci mo 45 dai~L EAS~’. _ _ _  _ _ _  _ _ _  _ _ _

F .  P 80 1.7 May 7J 1~ ~.iir f~ 
17 ~li~r ~ 15 ~~ F?

4 Oct 17 ~~ Anr ~ 4 Qct U NL
— Z3~Jen 78 11 Ar~t1B 23 Jan_ lB NI

~“tnt rtes may indlcatp time of month , or number of worklnq days normal l y required .
if ~p~tific date not shown .
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Ta ble ~-10. ease Case/ Case 5~ Compari son of Milestones In the
Documentation Use Processes

— —  

Base Case (Case~~J Case 5 
-

Processes __________ ___________ __________ ___________

Started Completed Started Completed

LOI3SACS 1 Apr 77 3 Jun 7] 1 Aor 7Z 18 Aor 77
1 Jul 77 2 Sep 77 I_~jul 77 18 Jul 77
3 Oct 77 5 Dec 77 3 Oct 77 5 Dec 77

___________________- 3 Jan 78 7 M~~~7~ ~ Jan 78 20 Jan 78

IIQJAAQ - 5 Dec 71 Am- 78 5 Dec 77 Apr 78

Equ ipment Val idatIon 3 Jun 77 _ _ _ _ _ _ _ _  
18 Apr 77 

_ _ _ _ _ _ _ _

2 Sep 77 
__________ 

T~~ui7~ __________

S Oec 77 
_ _ _ _ _ _ _  

S tlec 77 
_ _ _ _ _ _ _ _

______________________ 
7 Mar 78 

___________ 
20 Jan 78 

___________

PERSACS~
/ 

- 
20th curr  10th next 1st curr 20th curr

Pass Record~
1

_______________________ 
1st curr 

___________ __________

ARPRINI 20 Nov 76 20 Mar 77 20 Apr 77 18 Jul 77
a6 FeIl 7] 20 Jw 7L 20 Jul 7] 18 Oct 77
26 May 77 20 Se~ 7L 20 Oct 77 17 Jan 78

__________________  
20 Auu 7~~ 20 Dec. 7_7 20 Jan 78 17 A~r Z~

!OMCUS/TAADS - 
16 Aug 77 

__________ 

16 Aug 77 
__________

~‘Entries indicate day of the month (current or next), unless
spec ifIc dates are shown .
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(1) Based on the analysis of this al ternative , revisions to
issue dates for three processes occur~ the MOS update at MILPERCEN ,the SB at DESCOM , and the TOE change (CCI) at TRADOC . However,
the Impact woul d be adjusting to a new calendar only; no adjust-
ment to the procedures are anticipated for any of the processes.

(2) The next case proposes rescheduling the VTAADS documen-
tatlon of the MOS, SB and TOE change guidance to reduce the freq-
uency of document changes for MTOE and IDA units.

5— 6. CASE 6: CONTROLLED TECHNICAL CHANGE DOCUMENTATION . This
alternative (Case 6) incorporates all of the scheduling modifica-
t ions ana lyze d In the preceding two Cases. The prior Cases syn- —

chronized budget year documentation processes and then reschedul ed
change guidance conflicting wi th the field ’ s effort to prepare
that budget year documentati on. The goal of Case 6 is to reduce
the frequency of revised authori zation documents for MTOE and IDA
uni ts.

a. Overview. The frequency of changes to unit documents is a
direc t function t~f the VTAADS update cycle. Currently VTAADS Is
updated at least monthly because of the schedul e for receipt of
change guidance requiring documentation. Wi th the monthly update ,
un its are vul nerable to change every month.

(1) A first step in reducing how often the units are actu-
al ly subject to document changes is the accumul atIon of the docu-
mentation guidance. Currently, an affected un i t ’s authorization
document must be changed wi thin a month after the MOS update and
SB are Issued and wi thin 6 months after TOE changes (CCI
issuance); as indicated in Chapter 2, the TOE changes are supposed
to reflect the MOS and SB updates. Therefore, redundant require-
ments for documentation can occ ur. In addition , the unit is vul-
nerable to FAS changes , the informal change guidance from DA di-
rect i ves , me ssages , le tters , and MACOM or unit initiatives which
occur every month.

(2) To achieve the goal of reducing the frequency of revised
authorization documents , the documentation associated wi th the
March MOS and SB updates , and the April TOE changes would be sub-
mi tted in a single , September VTAAUS update. September was se-
lected for the fol low i ng reasons:

(a) A September update provides the same elapsed time for
completion of documentation of the TOE changes as currently ob-
served (Base Case).

(b) A September update permits the submission of these 3

5-4)
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types of change in conjunction with the PLfl~ documentation. The
schedule for all other processes In this alternative woul d be the
same as In Case 5.

(3) The next three paragraphs address the specific months
for the release of the change guidance , the documentati on of the
changes and the use of the documented changes to support DA and
asset manager actions. These paragraphs are supported by tables
of significant milestone dates and an assessment of the Impact of
Case 6.

b. Iss uance of Change Guidance. The release of the various
change guidance woul d be the same as In Case 5 (see paragraph
5—ba ) and illustrated in Figure 5—15.

c. Documentation of Change. The elapsed time (working days)
for the documentation of change In Individual processes remains
the same as in Case 5 (see paragraph 5-Sb). However , the documen-
tation schedule of the MOS, SB, and TOE change processes have been
altered to that illustrated in Fi gure 5-16. In this alternative
the documentation of the MOS update , SB , and TOE change woul d be
limi ted to the September and March VTAADS updates. In the Base
Case and the preceding alternatives , the documentation of the
March MOS and SB were scheduled for completion in April and the
September changes are documented in October. In this alternative
(Case 6), the submission dates for documentat4 on would shift to
September and March. The documentation of ARPR INT , FAS , and PBG
remains the same as In Cases 4 and 5.

d. Use of Documentation. Figure 5-17 indicates the cycle for
the processes which use documentation. The cycle remains the same
as In Cases 4 and 5 (see paragraph 5—4d).

e. cp~pari son of Key Milestone. A compari son of the key mi l e—
stones of Case 6 with the Base Case indicates that the only sig-
nificant changes are associated with MOS , SB , and TOE change pro-
cesses (see Table 5-11). The MOS and SB woul d be issued approxi-
mately a month later than In the Base Case , and documentation
would be received six months later. Documentation of the TOE
changes arrive only twice a year , on a fixed semiannual schedule.
In~ Table 5— 12 , Comparison of Mi lestones in the Documenatation Use
Pr ocesses , shows the same dates as in the preceding two Cases.

f.\ Im act of Schedule. The analysis of this alternative
(Case 6 ndicates a reduction in how often units (battalion and
other level ) are vulnerable to specific change guidance. Accumu-
lati ng the SB , MOS , and TOE Changes for the VTAADS updates semi-
annually, the units woul d receive revised authorization documents.

b-42
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Tabl e 5_ il . Base Case/Case 6: Compari son of Change Guidance

and Documentation Process Milestones

3ase Cas e Case
Processes ___________ ___________ __________ __________

Issued Docwnented Issued 30c I

1. ~~JS Update (Ap-iny-wide) iJt’~~~ 15 Mar 17 1~ Mnr /7 ~~~~~~~~~~~~~~~
— ~ tJ~~g 7 15 Seo 27 15 Seo~~ I/ Mar 8

2. Equ ipme nt SB (Army-wide) 7 7 ~~J~ 15 Mar 2] 15 Mir 77 fl ~~ 77

- 

-
_— i~~ ~~~ 1/ 15 Se~ 27 ~~~ ~~~~~

J ,  1 1)1 change
--Army —w ide ~4 3u 

__________ -~~~~~
N - -

IJSA REUR an ip j~~~~~
- 

- ________

a. Feeder to TO E change --

~~ update ~~~~~~~~~~~~~~
- -  

~~~qiii pm en~ SR ~-  , - - - —  
- N 

-
~~

* b. Feeder to Equipment SB

Conanerc ia l 1te~ns 3 11 - _______

flO t P I f  TF7~T~~~~ i€
c. Feeder to BtJIP II

- SOD I Ii ~~~~~~~~~~ ________ ~ 1 Ma~r~~~L i A _

4. TOE chanqe 
~~~~~~~~~~~~~~~ - 

- 7
_______________ 

1.’ ~~~~~
Army wide 

__________ ______

IPSA RFUR only W

e .  Fee der to TO E c hange

MOS update J±~8~ 7’ 1 ~l ti,~~~~ 77 _ _ r_
Equipment SR ~~ 7 i  ‘

~ -~ -- ~~~~~ .__ ~ L .
h. Feeder to Enuipment SB

Coimlerc ial items ~Q~ y 17 N/r /0 Jul
BI1tP t I  3 r~~ 71 -

‘ ‘ -r  ‘

c. Feeder to aotr ~ f

BOI P I - 14 Aj u 2~ j j~, ~~~_~~~ ‘ - ~~~~~ ,- —-

5, AP07T 9 1  (TR AD O C onl y) ZO Ma r 77 N,’A — .iL. L L . L  ~ :U — —

~O J ~ri ..~2s. . L_.. _________ —

3, , k l 
~1 - -

____________________________________________ 20 Fii c 77 l~ A~ ’ 73 7 ~~~~~~~1st mm 1~ ~~ vs ‘ 1 7 ~ 4 -  .

~~~. IA ~~’ - ~~~~ 
‘
~~~~~~~~~ 

--

,‘. ppr ; 17 Miy 77 1 ’  tl~ ’ 1R 11 Ma~ 77 1 3 - ”Tct 77 • p’ 7~~ ~~~~~ 
T~~~~~

________________________________________ ~~ 
‘ -

~~~
-
m - o~~ PP - ~~~~~~ —

m~ y ind ica te  t ime of month , or rIIr~~,’- r,~ ‘~1’ ’ -~ InQ ‘hyc “ r ’ - ” ~~
1 

~ y r~- - , l, rIl .
II ~p~u l f i ’  ‘i lte ~~ l ‘,h(~Wfl .
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Tabl e 5-12. flase Case/Case 6 : Comparis on of Mi l estones in the
bocumentat’Ion Use Processes

Base Case (Case 2) Case 6Processes __________ — -- __________

Started Completed Started Completed

LOGSACS .1 Abr 77 3 J urt 71 - LAor 11 18 Apr 77

4 
Jul 

~~ 7 ~~ ~en, 77 i._~]u,1 77 18 Jul 77
- Oct 77 - ~ Dec 77 3 Oct 77 5 Dec 77

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  3 Jan 78 7 Mar ~8 FJan 7~ tO_ Jpjt78

up/Mo - 
5 Dec 77 

— 
Apr 18 5 Dec 77 Apr 78

Equipment Validat Ion 3 Jun 77 _________ 18 Aor 71 __________

? SaD 77 — 18 Jul 77 -

~ Dec 77 -_ 5_ Dec 77 __________

_____________________ 
7 Mar 78 - 20 Jan 78 

__________

P~PSACS~L 20th curr 10th next 1st curr 20th curr

Pass RecordW
______________________ 1st curl” 

__________ _________ ___________

ARPRINT 20 Nov 76 20 Mar 77 20 Apr 77 18 Jul 77
26 Feb 71 2Q_Jun 77 20 ~lul 77 18 Ort 77~26 ~av 77 20 Seo 77 Zfl Oct 77 17 Jan 78

- -  20 Aua 17 IO DeC 77 20 Jan 78 17 Aor 7~~
POMCUS/TAADS 

- 
16 Aug 77 

— 
16 Aug 77 

—

~‘Entries indicate day of the month (current or next), unless
specific dates are shown .
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only twice a year from these processes instead of four times a
year as in the Base Case.

(1) ImplementatIon of this al ternative would resul t in
greater stability of the authorization documents then in the Base
Case. This is a specific example of how to reduce the frequency
and turbulence of continuing changes to unit authorization docu-
ments. At the same time 4 DA receipt of SB , MOS, and TOE documen-
tation in the September VTAADS update will support the IIQ/AA O and
ARPRINT program development processes (see paragraph 5-4d for a
detailed discussion ). -

(2) This al ternative (Case-b) wouid resul t in the documenta-
tion of the MOS and SB changes occurring less quickly then at pre-
sent. The fiel d will be responding to the MOS and SB change guid-
ance S months later than {n the current system (Base Case) or the
preceding alternatives. The personnel and equipment asset man-
ayers woul d have to accommodate the five month del ay in receiving
the feedback on the implementation of the guidance. Effective
dates for compliance with the SB and MOS guidance would have to be
specified by DESCOM and MILPERCEN , respectively.

(3) The del ay of the TOE change documentation will not have
the same impact since, TOE change documentation a’ready takes up
to 6 months.

(4) The next case extends control of VTAADS submissions and
the co rresponding changes in unit documents to twice a year.

5-1, CASE 1I CONTROLLED ALL CHANGE DOCUMENTATION. This alterna-
tive (Case TI) extends the control s on YTAADS documentation and the
corresponding f requency of unit document changes postul ated in
Case 6. The goal of Case 7 is to reduce the number of times dur-
ing the year when a unit ’s authorization docum~ent can be revisedwhile providing adequate implementation feedback to DA.

a. Overview. Th is case is built on the analysis of sc hedule
sequencing reported In the preceding Case. In addition to the
schedule arrangement of Case 6 , Case 7 limits all VTAADS updates
to onl y twice a year. As a result , only two sets of changes to
unit documents would occur during the course of the year.

(
~

) The MACOM would be able to plan better documentation
revision schedules based on the synchronized fl ow of change guid—
nace. To affect this imp’-ovement , all change guidance woul d be
applied to units and accumulated in a VTAADS work f i le at MACOM .

(2 ) This VTAADS work f i le would be transmitted to DA twice a
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year to update IAADS ; the Fa l l  submission woul d be In support of
the DA programing requirements. A Spring submi ssion would update
the unit documents six months prior to fiscal year execution.

(3) The unit commander would be provided doc~anent stabilityfor a six—month period; workload for administrative doctinentation
requirements , requisitions for new peopl e and equipment , and es-
tab lishment of training plans coul d be schedul ed to a twi ce-yearly
receipt of authorization documents .

(4) The next three paragraphs address the specific months
for the release of the change guidance , the documentation of the
changes and the use of the documented changes to support DA and
asset manager actions. These subparagraphs are accompani ed by
tables of significant milestone dates and followed by an assess-
ment of the impact of this alternati ve.

b. Issuance of Change Guidance. The release of the various
change guidance shown in Fi gure 5-lB woul d be the same as in Cases
5 and 6 (see paragraph 5—5a).

c. Documentation of Change. The length of time (working days)
for the documentation of changes in the various processes remains
the same as in Case 6 (paragraph 5-bc) wi th the exception of the
FAS and the ARPRINT . See Figure 5-1.9 for an illustrat ion of the
documentation times associated with this case.

(1) The MOS edit , the equipment SB and the TOE changes would
be documented in September and March as in Case 6.

(2) The January ARPR INT woul d have to be documented by
IRADOC in the MARCH VTAADS update; the July ARPRINT woul d have to
be documented in the September VTAADS update . In compari son to
the Base Case , the amount of time given TRADOC to document the
January ARPR INT woul d be about 6 weeks l ess then documentation of
the December ARPRINT . Table 5-13 highlights the difference between
documentation Base Case and Case 7 with documentation constrained
to March and September.

TABLE 5-13. ARPRINI Documentation Times

Base Case - Case 7

Issued I lincumented I 1&sued - 1 Documented

20 December 15 April 11 January 29 March

24 July . 15 October 18 July 30 September
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(3) The June FAS would be coordinated with and documented in
conjunction with the May P13G. The intent is to document comple-
mentary FAS and PBG changes. Additional changes in the July FAS
would be too l ate for documentation in September , given the ob-
served 2 1/2 month documentation time . The FAS changes from Ma rch
through June woul d be submitted in the September VTAADS update .
The FAS changes from July through F’ebruary would be submitted in
the March VTAADS update. The February FAS was selected as final
force guidance infl uencing the Ma rch VTAADS up date because that
FAS ali gns with the January PBG. The time for documenting the
February FAS would be constrained to 1 1/2 months. Every effort
woul d have to be made to provide afl FAS changes to the field by
January . This would reduce the workload associated with document-
ing  the Fe bruar y FAS.

(4) The May PBG changes for the next two fiscal years (cur—
rent and budget) would be documented by the end of September.

(5) The documentation of all other changes such as DA direc-
tives , messages , letters and command initiatives w o u l d  a l s o  be
restricted to the semiannual VTAADS submissions. Documentation
of these changes should not be allowed to interfere with the bud-
get year documentation by the end of September.

d. Use of Documentation. In Case 7, the schedul e of the pro-
cesses which use documentation were adjusted to conform to the
VTAADS update cycle. Figure 5-EU illustrates these schedul es.

(1 ) The LO GSACS woul d be prepared semiannually in conjinc-
tion with the TAADS update . The October LOGSACS continues to gen-
erate the I I Q  for the POM as well as su pport the equ ipmen t va llJ a-
tion process. The April LOGSACS would be limi ted to equipment
vali dation Information onl y. There would be no additional re-
quirement to update equipment va l i d1 tion reports since documenta-
tion is reduced to a semiannual update .

(d The PERSACS is influenced by the manpower constraints in
FAS. The PERSACS Is a feeder system for the ARPR INT which is re-

• qulred quar ter l y to support the recruitment program. In this al-
terna ti ve , PERSACS i s r ~~~~~ to a quarterly process scheuuled to
provide input to the ARPRIN I .

( 3 )  ihe Pass Record tape wou~d remain unchanged between the
semiannual  TP~ADS update . This stab ility woul d eliminate the re-

~U.rement to prepare it monthly.
- 

- (4) There would be no chdnge to the POMCIJ S TAADS .

5-52 



- - — - - -- - -  - - • • -
~~~~~~~

- -
~~~~

---------—
~~
-- -- -  

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ -‘I’

CAA-SR-77-7

I,,

~10)
In
Ill

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  _ _ _ _  
0)
U

a--
3 0.

- - 

_ _  

I I

~~~~~~~~~ 
u

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ 

-

~~~ ~~~~~~~~~~~~~~~~~~~~~

-

~~~~~~~~~~

—

V) 0 (,1 ~~~~~~~~E~~ 
L)

~~~- 
-
~~~ ‘-a

If) “-.. ‘a— ‘a- I/I
In 0~~~~~~

0 ~~-. 10 w 10 o.
— U) ~~ 0. 0. .~~

saSSa3o.Ad as~ uov~P~~uawn3ocJ 
- •

5-53

• - - ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ 
•. _____



— a - - .~~~~~~~ :
—•------- ---- ---- --- -

~~~~~ —

I’

CAA-SR-77-1

e. Compari son of Key Milestones. In the followi ng subpara-
graphs the crltical milestone dates associated with this case are
compared to the Base Case.

(1) In Table 5—14, the most prominent change is that the
Jul y ARPR INT is documented by 30 September versus the Base Case
situation when the June ARPRINT is documented by 15 Oct.

(2) In Table 5-15, the ARPR INT milestone s Indicate the June
ARPR INT preparation begins 17 April and includes the March Army-
wide documentation.

f. Impact of Schedule. This alternative (Case 7) reduces the
annual frequency of authorization changes for the units (battalion
or any other level) .

(1) The maximum number of scheduled authorization document
changes for a unit woul d be reduced to two a year. (The average
unit in the Army had at least 6 documents effective for FY 76).
The two required documentation changes woul d apply to both the
current and budget years. Because of the consolidation and syn-
chronization of change guidance assumed in this al ternative , the
budget year changes woul d be more timely then in the Base Case.
This , and the related stability of the documents, would provide
the unit commanders a better basis from which to pl an for the fu-
ture.

• (2) ~The September documentatIon update of YTAADS woul d be
available at DA for programing purposes. However , to maintain
pl anning accuracy and unit document stability , the current flexi-
bility to impl ement numerous DA directed and cornmand initi ated
actions throughout the year should be discouraged. The current
monthly VTAADS update woul d become a semiannual submission. Be-
tween the March and September VTAADS update , DA would have to en-
force a policy of approving only exceptional , high priority docu-
ment changes. Without tight controls on document changes , the
stability which this alternative attempts to establish would be
circumvented.

(3) The next Case (Case 8) adds to the thoroughness of the
Spring VTAADS submission to DA by requiring documentation of the
January P13G.
5-8. CASE 8: DIRECTED JANUARY PBG DOCUMENTATION. Case 8 incorpo-
rates the control s, rescheduling and synchronization actions of
Case 7 and analyzes additional changes to provide more complete
document revisions to the field.
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Table 5-14. Base Case/Case 7: Comparison of Change Guidance

and Documentation Process Milestones

- 

Be,. Ciii CCi.. 2)  tile

Issued Oocta~snted t,,usd Uocj,enteo

~~1S UDdeti (Ari~y-w4de) f ~eb ff 1J $er fl ~ 3 $ar 77 .3D~~an 11
_____________________________________ B Aun 71 IB Sen 77 1S 5e~ 77 29 Mar lB

P. Equipment 9 (ArIIW-wlde) j feb_ff ~asar 71 J~ t1~’- II ~p
_____________________________________ 8 Au~ 71 15 San 77 I~ Se~ 12 29 MerlE —

3~ TOE chengS 7 Mar 77 13 J~ 77 
~Q ~~r_ 1L 10 ~~~~~ ii

Army-Wide 
_________ 

IA Ju l 77 
_________ ________

________ ~5 ~ug_ TT 
________ ________

USAREU~ only 
_________ 29 Mar lB

i. ~ued.r to TOE ~ht nge

~S updatP 7 Feb 7’ N/A ~ bJA —Equipment S~ 7 ~eb 7T N/~ 1 r _________

b. Feeder to Equip ment SR

Coninerciel it ri 9 ~py 7~ J~/~ ~~~~~ lILA
ROIP 1! 11 Auu 78 N~~ —. ~~~~~ ~IA

c . Feeder to 801P It

~~ 1P I U5ib 75 hik ~ LMa~~2i hIk

4. TOE chang e _5 Sen 77 ~4 D~~ 17 It OcL ii 29 ~er lp
__________ 

12 Jan 78 
______ _________A rm y-w ide 

_________ 
16 Feb 7F 

________

________ 20 A~ 78 
‘ ‘  

�az~ 71
IJSAnEUR only 

__________ __________ _________ _______

a. r..d.,- to TO~ chang e

MOS up date 8 An,~ ii NIL. ~~ ~~~ 12 ~-. -

Equipment SR 8 Aua 71 NIP.

b. Pseder to Equipment SR

items I~~ a~~Z~ ~~ 
_ _ _ _  _ _ _

c, F~edpr to ~OtP t i

eniP 1 — 14 Au~ 75 NIA j Jj~. 1& k~A

R, ARPQINT (T~AOO C only )  _________ - }jA~4—;~- 
~2(1 ‘e 77 N/A ~ ~‘- t 77 
________

______________________ ~ 75 Aj~ ~~~ TJ~~~ ~ Mar 71
J.~ t e~ n~ 4~ daii~ tat ~~ ~ u 30 Saa IL

i~ sW 
_______ _______ ______ ______

7~ P80 17 7 ~ ~pr LB 1
~tJ.~e

_il ~ fl S~~~~ 71
4 U ~ l2 An r Th j ~Qc t 1L —

_____________________________________ ZJ Jan 8 12 Anr 78 L3 .LanJL 19 Mat 18.

~itey inditatp time cc mnnth 1 or )mt~P~ o~ work ing hays nonnaV~y rp~uI rid,
i f  s pec i f ic dat e not ihown .
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Table 5-35. Base Case/Case 7: Comparison of Mi l estones in the
Documenta tion Use Processes

Base Case (Case ~T Case 7
Processes 

__________ ___________ __________ __________

Started Completed Started Completed

LOGSACS 4 Apr 77 3 Jun 77 1 Aor 77 18 Apr 77
1 Jul 77 2 Sep 77 

_ _ _ _ _ _ _  _ _ _ _ _ _ _

3 Oct 77 5 Dec 77 3 Oct 77 - 5 Dec 77
_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  

3 Jan 78 7 Mar 18 
_ _ _ _ _ _ _  _ _ _ _ _ _ _

IIQ/AAO 5 Pec 77 Apr 78 5 Dec 77 Ani ia

Equipment Validation 3 Jun 77 — ______ 1R Apr 77 __________

2 Sep 77 
_ _ _ _ _ _ _  _ _ _ _ _ _ _  _ _ _ _ _ _ _

5 De 77 
___________ 5 Dec 77 __________

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _  
7Ma r78 

_ _ _ _ _ _ _  _ _ _ _ _ _ _  _ _ _ _ _ _

PE RSACS ~’ 20th curr 10th next 1 Apr 77 18 Aor 77
__________ ___________ 

1 Jul 77 19 Jul 7!...
__________ ___________ 

3 Oct 77 20 Oct 77
_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  _ _ _ _ _ _ _  _ _ _ _ _ _ _ _  

3 Jan 78 20 Jan 78

Pass Recorc1.~
1 

__________ __________ 
1 Apr 77 

_________

________________________ 1st curr  
- ___________ 3 Oct 77 __________

ARPR INT ~Q ~py /5 20 Mar 77 20 Jan 77 17 Apr 77
26 Feb 77 20 Jun 77 1$ &~r 77 j0 Jul 7L
26 May 77 20 Se~ 77 19 Jul 77 10 Oct 77

____________________ 
20 Aug 77 2(3 E~ec 77 20 Oct 7] ~J J~n 78~

POMCL!5/TAADS 16 Aug 77 
___________ 

17 Oct 77 Oct 7~

!‘Entries Indicate day of the month (curren t or next ) , un le - s
specific dates are shown.
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a. Overview. The January PBG refl ects the President ’ s budget.
March documentation of changes resul ting from the President’s bud-
get would provide the MTOE and IDA units wi th modifications to
their documents sfx months before the beginning of the next fiscal
year.

(1) Documentation of the January PBG woul d provide the units
with advance Information for requisitioning purposes and for pre-
paring work plans and training programs.

(2) Documentation of the January PBG coul d Improve the qual-
i ty of the March VTAADS documentati on and thereby improve the July
ARPRINT. A more accurate Jul y ARPRINT would Improve subsequent
TRADOC adjustments to the training base establishment.

(3) The next three subparagraphs address the specific months
schedul ed for the rel ease of change guidance , the doc umentation of
the changes and the use of the documented changes to support DA
and asset manager actions. These subparagraphs are supported by
tables 0f significant mi l estone dates and an assessment of the
Impact of this al ternative.

b. Issuance of Change Guidance. In thi s alternative , the
schedule ~or release of change guidance shown in Figure 5—21 is
the same as in Case 7 (paragraph 5-Si).

C. Documentation of Chan ge. The elapsed time (working days)
for the documentaton of changes In the various processes remains
the same as in Case 7 (paragraph 5-7c), except for an additional
requirement to document the January PBG. This case requires the
application of the January PBG to the preparation of the March
VTAADS submission. This coincides with the documentation of the
February FAS (see paragraph 5-ic). Budget year changes in these
two sets of guidance (FAS and VTAADS ) woul d be used to modify the
original budget documentation submitted the previous September.
The documentation schedule is illustrated in Figure 5-22.

d. Use of Documentation. The schedule for the processes, us-
Ing TAADS documentation , is shown In Fi gure 5-23 anj remains the
same as Case 7 (see paragraph 5-7d). -

e. Cc!mp~rison of Key Milestones. In this alternati ve (Case 8)
the only significant difference from Case 7 is seen in Table 5—16:
the PBG i ssued on 23 January Is documented on 29 March. By com-
parison , there Is no formal requirement or suspense associated
with documenting the January PUG In the Base Case. Table 5-17
Ind icate s no change from Case 1 in the schedules of the processes
wh ich use documentation.
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Table 5-16. Base Case/Case 8: Comparison of Cha~ige Guidanceend Documentation Process Milestones

Base Cese (Case 2) Case e
PpocPsses ___________ ___________ __________ __________

Issuid Documented Issued 6~~~~~ nte4~

*35 UØdete (Anny-Wide) 
- 

- ________  ~~~ _ _ _ _ _ _ _  _ _ _ _ _ _ _

2, tquipme~t SB (A ra~’-w ide) 7 1~h 17 j5 $ar 71 ii Mui r 17 in Sqnfl
- &i.ua 7t lx Amn 71 16 A~n 71 2Q

3. tOt change
_J Mar 77~ 3 Jun 77 28 Anr 77 30_ San 77

Army-wid e 
__________ 4 Qul

- _ _ _ _ _ _  _ _ _ _ _  _ _ _ _ _

USAR~U R on ly 
_________ 5 Feb 8 ________ Z9 Ma r 15

~~. Feeder to tOt ehango

P405 update 7 Feb 11 N/A 31 Mar 77 M /’
tquipment SB 7~~ih ff F f r S  31 Ma r ii 

_________

b. Feeder to tgulpment SB

Con~ierci&l items civ 76 ~_ N/ A _ ~1
_uec 76 __~ JA

BOIP 11 j 
~ ~& _________ 4 Od. 26 JYA

c. Feeder to BOtP 11 - — - - 
-

Rail I l~ Fuih iS MIL~~~~ A Anr 75 .J4JA

4. TOt change 5 Seci 77 14 Dec 77 14 0~t 77 29 Mar 1~
Army -Wide 

~ ________ ________________ A _______  _______

USARtUR only __________ ___________ _________ _________

a. Feeder to tOE change
MOS update _~_ i\ug 77 N/A )6 Se~ 77 N/A -

Equipment SB 8 Au.ci 77  - N/P. 16 Sen ll J~/A

b . Feeder to tquipment SB
Conaserciel item, 10 May 7/  N/A 20 Jun 77 h/A -

BOIP 11 _jJe~~]_7 NJA 21 Mar 77 N7A

c. Feeder to BOIP U

sai~ I — 
14 Aun 75 NIk j~ SaLlk !~ILA -

ARPRINI (IRADOC o n ly) 20 Mar 77 NIA 11 Anr ll 1/A
20 Jun ll 1.1 0~t 71 18 JuJ 22
20 Sen 77 4IA 16 Oct 17

~~D Oao 17 i~~ i~r 75 1~ 
Jan 75 2Q 1~~r 7

1st ea mci 4S dais 1st en m 30 Se
L FA~~~ _ _ _ _ _ _ _  -

17 May 7~ 12 Anr 71 3~ Mae j7 311 Sco 71
4 0~~t 7~ 1~ Anr 75 4 Oct_il ________

_______________________________ 21JUl 18 ~12_A~r 78 2.1 J &n_Th 2.[kar lB

~~~~n t H~~c may lndiretp time of month, or number of wor kIng days nomnel ly r,gulred ,
•~ sper ’’- -iv. ~sot ~hnwn,
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Tabl e 5-17. Base Case/Case 8: Comparison of Milestones in the
Documentation use Processes

Base Case (Case 2) Case 8
Processes 

__________ __________ __________ __________

Started Completed Started Completed

LOGSACS l Apr 77 3 Ju n 77 1 Ap r 77 18 A~~_LL1 Jul 77 2 Sep 77 
___________ __________

Tpct 77 5 Dec 77 7 Oct 77 5 Dec 77
_______________________ J Jan 78 7 Mar 78 

__________ __________

II QJAAO 5 Dec 77 4pr 78 5 Dec 77 A~t- 78

• Equipment Val Idation 3 Jun 77 __________ 18 Apr 77 _________

2 Sep 77 _ _ _ _ _ _ _  _ _ _ _ _ _ _  _ _ _ _ _ _

5 Dec 77 _ _ _ _ _ _ _  5 Der 77 _ _ _ _ _ _ _

______________________ _ 7 Mar 71: __________ __________ _________

PERS A CS~’ ~~~~~~~~~~~~~ JQth next 1 Apr 77 1R ~~ir 17
_ _ _ _ _  l Jul l7 19 Jul 77

___________ Oct 77 20 Oct 77
_______________________ 

__________ ___________ 3 Jan 78 20 Jan 78

Pass Record!” 
__________ ___________ ~ Aur _________-

_______________________ 1st curr ___________ 
3 Oct 

__________

ARPRI NT 20 Nov 76 20 Mar 77 20 Jan 77 17 Apr 77
26 Feb 77 20 Jun 77 18 Apr 77 18 3u1 71
26 May 77 2Q Se~ 77 19 Ju l  77 18 Oct 77

_______________________ 20 iu~ 77 20 Dec 17 20 Oct 77 17 Jan 78

POMCUSJTAADS 16 Aug 77 
— 

17 -Oct 77 6 Oct 78

!/Entrles Indicate day of the month (current or next) , un l e s s
specific dates are shown .
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f Impact of Schedule. This alternative provides the units

wi th accurate budget year authorization documents six months be-
fore the beginning of the fiscal year. Since the earliest effec-
tive date (EDATE) for changed authorizati ons In the budget year
woul d be at least 6 months in the future , this aIternati~-e should
provide the unit adequate lead time to prepare personnel and eq-
uipment requisitions.

(1) ThIs alternative takes maximum advantage of all avail-
able guidance .

(2) A possible negative impact of this al ternative Is that
the field must work with an additional set of guidance (January
PBS) In modifying the budget year documentation by the end of
March. For the initial budget year documentati on (i.e. the Sep-
tembe r VIAADS update), the field woul d have 4 months working time ;
for the March revision (the March VTAADS update), the field woul d
have only 2 months working time.

(3) To grant the fiel d more documentation time woul d cause a
rescheduling of the VTAADS submission from March to April or May.
Thi s would slip the July ARPR INT to August or September, eliminl-
ati ng TRADOC 1 s ability to use the ARPR INT in generating the Sep-
tember VTAADS documentation.

5—9. CASE 9: MODIFIED JANUARY PBS DOCUMENTATION . This al terna-
p tive (Case 9) includes the control s, the rescheduling and the syn-

chronization actions incorporated in Case 8 and analyzes addi-
tional changes In devel oping training documents from the January
ARPR INT.

a. Overview. The ARPR INT is dependent, in  large part , upon
the TAADS documentation of changes generated throughout the Army.
Since in each al ternative except the Base Case a un it 1 s documenta-
tion of changes affecti ng the budget year first enters TAAUS in
September, the subsequent January ARPR INT reflects the initial
assessment of Army training requirements for the budget year.

(1) Compari son of Cases 7 and 8 to the Base Case indicates a
reduction of January ARPRIN T documentati on time by 6 weeks--TRADOC
had an estimated 3 months based on the former White Book process.
This alternative (Case 9) examines the possibility of providing
TRADOG an extra month to document the January ARPR INT , January
PBS, and February FAS. TRADOC woul d submit this documentation at
the end of April; the September documentation requirements remain
unchanged.

(2) The next three paragraphs address the specific months
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for the rel ease of change guidance , the documentation of the
changes and the use of the documented changes to support BA and
asset manager actions. These paragraphs include tables of sig-
nificant milestone Qates and an assessment of the Impact of this
alternative.

b. Issuance of Change Guidance. The release of change guid-
ance shown in Figure 5-24 is the same as in Case 8 (see paragraph
5-Fib).

c. Documentation of Change. The elapsed times (working days)
for the documentati on of changes in the various processes remain
the same as In Case 8 (see Figure 5—25 and paragraph 5—Bc), wi th
the exception of TRADOC documentation.

(1) The October MOS update and SB , and the November TOE
changes would be accumulated by TRADOC until theIr April VTAADS
update .

(2) the January ARPR INT , the January PBS and the February
- - FAS would be documented by TRADOC at the end of April (instead of

the end of March as in Case 8). ThIs provides TRADOC an extra
month to modify their budget year documentati on ; that is the same
amount of time currently observed for FAS and only  2 weeks less
for ARPRINT documentation actions (i.e., the Base Case).

( 3 )  The rest of the Army would document the January PBS and
February FAS changes by the end of March along wi th the October
MOS u pdate , SB , and the November TOE change. -

(4) The May PBS, June FA S, and Jul y ARPR INT changes woul d be
documented Army-wide by the end of September along with the April
MOS update , SB , and the May TOE changes.

d. Use of Documentation. the schedul e of the processes which
use documentation remains exactl y the same as in Case B (see para-
graph 5-Bd). However , as a result of the allowed delay in Spring
documentation , the TRADOC update would arrive too late for many of
the using processes. Yet to del ay the using process is not feasi-
ble; del aying PERSACS a month would delay the July ARPRINT to August ,
wh ich is too late to support the September VTAADS update to
DA. As a result , the April TRADOC submission woul d have to be
manually integrated on an except ion basis. Figure 5-26 illus-
trates the schedule for the processes which use the documentation.

(I) The LOSSACS would be prepared sem iannual ly In conjunc-
tion with the September and March VTAADS updates. The October
LOI1SACS Supports the IIQ for the POM. The equipment val idation
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reports are generated from the two LOGSAC S and reflect the semi—
annual unit document changes.

(2) The PERSACS would be prepared quarterly to support the
ARP~-UN1. The ARPR INt changes quarterly as a result of manpower
changes In FAS , and gains and losses projec ted uy MILPERCEN.

( 3 )  The Pass Record tape woul d rema i n sta b le between t he
semiannual  TAAU S updates and th i s el i m i na tes any re quirement  to
produce it monthly.

(4) There woul d be no change to the POMCUS TAAUS.

e. Comparison of Key Milestones. Tables 5-la and 5—19 compare
the cri tical milestone dates associated wi th this alternative to
those of the Base Case. The si gnif icant differences are in Table
5-la. The el apsed time for the l ongest process (ARPRINT ) was used
by UPTIMA to compute when TRA[)UC woul d submit Spring documenta-
tion. From i ssue of guidance to documentation , anal ysis m di-
cates completion of TRADOC documentation on 30 April versus 29
March for the rest of Army .

f. Impact of Schedule. This al ternative (Case 9) would pro-
vide TRADOC with an extra month to prepare the Spring VTAADS up-
data . TRADOC units woul d then have accurate documentation five
months before the earliest EL)ATE for the budget year; the rest of
the A rmy woul d have that documentat ion s ix months before the ear-
liest EUATE. By granting TRADOC the extra month , several negative
ramifications can occur.

( 1 ) In Ap r i l , while TRADOC is completing one documentation
cycle , the MOS and SB updates would arrive for the next documenta-
tion cycle. The TRADUC documentation woul d miss th~ April LOSSACS -;
and PERSACS. Another LOSSACS could be run in May , but the April
PERSACS is essential input to the July ARP RI~T; that ARPRIP4 T gen-
erates the trainin g program requirements for the September VTAAOS
update .

(2) The staff would have to develop manual procedures to
handle the TRADOC April submissIon.

5-I’J. SUMMARY. The resul ts of apply i n g network t heo ry to an
analysis of alternative schedules for the ~rn~y authorization mail -
agenent system were presented in this chapter. The current au-
thori zation m a n age m ent schedule was anal yzed f i rs t ;  then potential
adjust ’nents were formu l ited and e- iJ l uated wi th a goal to Improve
the synchronization of the separate management processes. Using
UPT IiIA 1100 (see Appen dix L) as the computational tool , seven
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Table 5-18. Base Case/Case 9~ Comparison of Change Guidance

and Documentation Process Mi l estones

~sse Case (Cue Case 9
Proceis el -— - ___________ __________

l~~u.i Documentl~ Issued Documente d

I. ~~S Update 7 Fel~ 77 ~5 Mar 17 31 Mar 77 ~ Sen ii
— — u Au~ 7T IL SaD It 1~ ~ev If 29 Mac i~

P. ~quipment ~ 1 feb 77 ~ $ai~ fl ~ Mar fl ~fl c~ 77
- —  8 Auul7 1~ Sto 11 1&S n 77 ~9i4ar 7S~

3. TOE change
~~~~gr 71 13 Jun 17 28 AorJl 30 Sen 77

A piip-w1di _________ 
14 Jul Z~ ________ ________

_______ 
1~~Au~~77 - -  _______USANEU~ ably 

_________ 
16 Feb 78 

— 
/~~Mar 7~

a. to TOE thange

~‘I~5 update 7 feb 77 N/A - 3~J~ar 27 N/A
EqtH pment SA 7 ~eb 7~ N/A 3~ Mar ~r ________

b. Feede~ to Equipment ss
Coimiei-cial lteri~ 9 Nov 75 - N/A 3~ Dec 76 N/A

Ii Au~ 16 N/A 4 Oc t 76 

~~~

__
c. Feeder to BOIP 11 

-

- ~ I1P 1 13 Feb 1~ ~JA - B Mr 15 J~/A

4. toE change ~ Sen 71 14 Dec 77 14 Oct 71 ~9 MarJB!.
_________ 

12 Jan 78 
________ ________

Army- wide 
_________ 

T~ Feb 78 
________ ________

_ _ _ _ _  ZOA uQ 7O _ _ _ _  10 5ep 78
USAREUR only _________ __________ ________ ________

a,  feeder to TOE change
MOS update ~ Aua 7~ NJ~ — 6 Sen 7J N/A
Equipment ~ 8 Aug 77 N/A 16 Sep 77 NJA

b. feeder to Equipment sS
Coimnercial itam~ 

10 Nay 77 N/A 0 Jun 71 N /A

~O1P 11 9 Feb 77 N/A 2 ~~r iT N/A

C. Feeder to bOlD II

- ROIP I - l4 Aiaa 15 Nlk 4 Sen 75 - N/P .

5, ARPNINt (TRAD0C ~~ 
20 Mar 77 N/A 11 Apr 71 N/A
20 Jun 77 15 Oct 77 .8 Ju l 77 10 Sen /7
20 Sep 77 N/A . 8 Qc~. 77 NIP,

____________________________________________ 
20 bec 77 1~ Apr 78 7 ~)an 18 17 Mr
1st ea no ~5 days ~L ea mo 30 Sep 77

~~• __________ __________ _________ 
/9 Mar 7’~~

p
~
,j 1 7 May 11 12 Apr 78 I~ May 77 30 Sep 77

4 Oct 17~ I~ Apr 78 4 Oct 77 _________

_________________________________________ Z3 Jan 18 12 Am-. 78 - 3 i~~ i~T ~g Mar 7R!~

!/Al l IRADO C spring document at ion submItted 17 Apr 78 In conj unction with A RPRINT ,
k/Entries may ind icate time of month , or number of working days noriially required, i f

pecif ic date not shown .
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Table 5-19. Base Case/Case 9 : Comparison of Mi l estones -in the
Documentation Use Processes

______________________ - 

Base Case (Case 2) Case 9 
-

Proces ses ___________ ___________ ___________ ___________

Started Com p leted Started Completed

LOGSACS 1 Apr 77 3 Jun 77 1 Apr 77 18 Apr 77
1 Jul 77 2 Sep 77 3 Oct 77 5 Dec 77
3 Dec 77 5 D e c 77 

_ _ _ _ _ _ _  _ _ _ _ _ _ _

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  3 Jan 78 _ 7 Mar 78 
_ _ _ _ _ _ _  _ _ _ _ _ _ _

IIQ/As40 5 Dec 77 
— 

Apr 78 5 Dec 77 Apr 78

Equipment Validation 3 Jun 77 __________ 18 Apr 77 __________

2 Sep 77 
_ _ _ _ _ _ _  

5 Dec 77 
_ _ _ _ _ _ _

5 Dec 77 
_ _ _ _ _ _ _  _ _ _ _ _ _ _  _ _ _ _ _ _

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _  
7 Mar 78 

_ _ _ _ _ _ _  _ _ _ _ _ _ _  _ _ _ _ _ _ _

PE R SA CS~’ 20th curr 10th next 1 Apr 77 18 Apr 77
__________ ___________ 

1 Jul  77 19 Jul 77
_______  ________  

3 Oct 77 20 Oct 77
_______________________ __________ ___________ 

_3 Jan 78 20 Jan 78

Pass Record-~’ __________ ___________ 
1 Apr 77 

__________

_______________________ 1st curr ___________ 3 Oct L7. __________

ARPRINT 20 Nov 76 20 Mar 77 20 Jan 77 _17 Apr 77
26 F~b 77 20 Jun 77 18 Aor 72 _18 Jul 77
26 May 77 20 Sep 77 19 Jul 72 _18 Oct 77

__________________  
20 Auci 71 2O Jiec 77 20 Oct 7~ 

_~7 Jan 78

POMCUS/TAADS 16 Aug 77 
___________ 

17 Oct 77 6 Oct 78

~J
’Entries indicate day of the month (current or next), unless

specific dates are shown.
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al ternative schedules were analyzed to assess their Impact and lea-
sibil ity.

a. The characteristics of turbulence inherent in the current
authorizati on management schedule (Base Case) exhibit three traits
which are manifest at different level s of command.

(1) Documentation Shortfalls at DA. A- document shortfal l
resul ts from a lack of synchronization wi th the SACS processes.
Specifically, a shortfall occurs when the SACS Is run before the
l atest authori zation changes are documented in VTAADS. Thi s re-
sul ts In Inaccuracies in PERSACS and LOGSACS creating turbul ence
in personnel and materiel programi ng at HQDA.

(2 ) Confl icting Guidance at MACOM. Gui dance is Issued at
conflicti ng times in the schedule for the current authorization
management system; documentation workl oad turbul ence resul ts at
MACOM-level . Each MACOM establishes Its own pr ior i ty to document
conflicting change guidance.

(3) Frequent Changes at the Unit. The frequency of document
changes causes personnel and equipment instability , or turbul ence,
at the unit l evel and requires unit requisitions to be cancel l ed, —

rev ised, or corrected. The resultant requisiti on changes fre-
quently confl ict wi th the authorizati on val i dation reports used by
the asset managers for distributing personnel and equipment. This
can resul t in rejection of valid requisitions.

b. A management system was postul ated to remedy all three cha-
racteristics of turbul ence (Case 3). All change guidance was re-
duced to an annual schedule; all revisions to documents were limi ted
to once a year; and these actions were scheduled to support the
program development efforts at DA. Analysis of Case 3 Indicates
that authorization change flexibility was traded-off for stability
at un it l evel and reduced documentation workload at MACOM level .

c. A series of alternatives (Cases 4 through 9) were formu-
lated to remedy each individual characteristic of turbulence wi th-
out being as restrictive as Case 3.

(1) Case 4 addressed documentation shortfalls and estab-
lished when documentation was essential to support programing for
the budget year. This alternative involved a schedul e change so
timely documentation arrived at HQDA; synchronization of the
training program to capital ize on that documentation in TAADS was
also involve d.

(2) Guidance conflicting with budget year documentation by

5— 71
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the MACOMs was rescheduled in Case 5. TechnIcal guidance (MOS,
SB, and TOE changes) releaso dates were revised to reduce the
workload during the budget year documentation period established
in Case 4.

(3) Frequent changes at the unit were control led parti ally
in Case 6 and then completely in Case 7. In addi tion, both Cases 6
and 7 incorporate the solutions for documentation shortfal ls and
conflicti ng guidance disc ussed above. Case 6 limi ted MOS, SB an1
TOE changes to a semiannual documentation update In TAADS. In
Case 7, all revisions to TAADS (guidance and documentation) were
placed on semiannual schedules. Consequently the unit ’s documen ts
change only semiannually. 

- 
-

(4 ) Case B takes maximum advantage of all available guidance
but placed an extra workload on the fiel d to document the January
PBG. Case 9 provides more documentation time to TRADOC but re—
sul ts In addi tional workload at DA.
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CHAPTER 6
OBSERVAT IONS

6-1. INTRODUCTION. The Management of Change (MOC) study has ana-
lyzed the Army management processes associated with authorization
changes across staff and command lines. As documented In the pre-
ceding chapters and supporti ng appendices , the MOC study has iden-
tified ways of reducing the frequency of unit authorization
changes , improving the assimilation of changes at all level s, and
synchronizing the documentation of changes to support essential DA
information requirements . This chapter answers the Essential Ele-
ments of Analysis (EEA ) and then presents the major observations
of the study.

6—2. ESSENTIAL ELEMENTS OF ANALYSIS. The EEA specified in the
taski ng directive were addressed in the study and are discussed
below.

a. What types of authorization changes cause the most turbu-
lence? Two generic types of authorization changes were observed to
cause the most turbulence . The first type is authorization change
guidance which conflicts with earlier guidance thereby generating
additional administrative workload (primarily at MACOM- level ) pre-
paring rev i sed authorization documents. An exampl e is a TOE
change (CCT ) not including the latest equipment Supply Bulletin
information. The second type Is the frequency of revised docu-
ments for MTOE and IDA authorizations creating turbul ence in the
units through cancellations , corrections and revisions to person-
nel or equipment requisitions , and mismatches between skilled per-
sonnel and equipment authorized and on-hand. The l atter exampl e
of turbul ence directly impacts a unit ’ s readiness condition.

b. Are there responses to authorization changes which can be
modified to reduce turbulence (e.g. , delayed, reduced or elimi-
nated)? Yes. Some specific examp les include: del aying the re-
sponse to MOS , equipment SB and ~tOE change guidance in order to
permit a single document revision for all three types of guidance;
reduci ng the frequency of VTAADS submissions to a semiannual cycle
thus reducing the frequency of revised documents for the units ;
and eliminating a special H—53 0 equipment validation report pre-
pared for, but not used by FORSCOM . These and other examples are
discussed in Chapter 4, Management Prescriptions , and Chapter 5,
Schedule Al ternatives.

c. Can alternative information systems , e.g., VFDM IS J be ef-
fect i vely used to reduce turbulence? Al ternative information sys-
tems can be used to improve the reports derived from ex1stin~j in-formation bases. But, th e turbulence does not appear to be caused

6-1
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by information systems. Rather , it is the vol ume, frequency and
schedule of changes to the data contained In the information sys-
tems which cause turbul ence. It would therefore appear that tur-
bul ence can best be control l ed through disciplining the procedures
for chang ing data in the information systems.

6-3. OBSERVATIONS. The major observations resul ting from this
study of Army authorization management are presented in the fol-
lowi ng material .

a. Army au thorization management processes form a system
which is amenable to analytical i nvestigation. That system is
comprised of individual management processes for which detailed
representations or model s can be developed. The model s can then
be analyzed either singul arly or as interconnected processes using
techn i ques of network theory.

b. The Army authorization management system contains 17 key
management processes.. These processes either provide guidance on
authorization changes , document the changes , or use the documenta-
t i on ( See Chapter 2 , Tabl e 2-1).

c. There are different characteristics of authorization turbu-
l ence wh ich manifest themselves at the various command and func-
tional levels. At the unit level , the turbul ence is associated
with implementing the revised documents through requisitions; at
t he MACOM and installation l evel , the turbul ence is associated
wi th applying the change guidance to the VTAADS ; at the DA level ,
the turbulenc e Is associated wi th obtaining the most compl ete
documentation synchronized to program development efforts; and at
the personnel and equipment asset manager l evel , the turbulence is
as;ociated with obtaining timely information on current authori za-
tions In the units.

ci. The development of thcrough and accurate model s of the in—
dividual prot.esses required the detailed investigation of the au-
thorization rianagement processes. The preparation of the model s
revealed three types of procedural problems which contribute to
turbu l ence.

(1) Pro b l ems due to ti me delays.

(�~) Problems due to disconnects among related processes.

(3) Problems due to the lack of synchronization among processes .

6-2 
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e. The use of network theory is a powerful quanti tative tech-
nique for analyzing the scheduling of management processes and
improv ing the synchronization among these processes. The analysis
of the authori zation management system reveal ed:

(1) The current schedule for authorization management pro-
cesses can be reestablished to reduce the frequency of change , to
better synchronize the interactions and to reduce the turbulence.

(2) The processes of the authorization management system can
be limi ted to a schedule whereby change guidance Is i ssued once a
year , documentation of the guidance is required once a year , and
unit documents change only once a year. While such a schedul e can
be shown analytically to be possib le , operational problems of such
lim itations on change may occur.

(3) Other alternative schedul es of management processes can
be synchronized to an update of TAADS twice a year (March and Sep-
tember). These schedules , appear to offer three advantages:

(a) The authorization documents remain relativel y stable ,
reducing the frequency of changes to the units and allowing the
requisitioning processes to ~iork.

(b) The issuance of guidance can be schedul ed to provide
sufficient time for updating documents.

(c) The update schedule for authori zation documents can be
synchronized to support force, personnel , and equipment policy
decision milestones at DA.

f. The MOC network diagrams provide HQDA with a unique mechan-
ism by which to address the objectives and work flows of the authori-
zation management processes and the overal l system that results
from those processes. The prescrip tions and alternative schedules
nominated in this study use the diagrams to identi fy actions for
reducing turbulence generated within the official authorization
management system. However , the prescriptions and alternatives
cannot control the “one time ” guidance which contri bute to much of
the turbulence , A disciplined DA control mechanism for coordInat-
ing and approving the rel ease , schedul e and the subsequent docu-
mentation feedback for all authori zation changes co uld reduce tur-
bulence further.
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GLOSSARY OF TERMS

MPERS Active Army Personnel Reporting System

MO Authorized Acqui sition Objective

ABF Availability Balance File

ad advise

ADCSOPS Assistant Deputy Chief of Staff for Operati ons
and Pl ans

AESR Army Equipment Status Report

AESRS Army Equipment Status Reporting System

- 

- AFP Army Force Program ( annual guidance letter)

Agcy Agency(ies)

AID-E Automatic Interaction Detector-Enlisted

AMDF Army Master Data File

AMP Army Materie l Plan

AMSC Army Management Structure Code

anal analyze , analysi s
appr approve(d)

ARN G Army National Guard

ARPRINT Army Program for Individual Training

asg assign

asgd assigned

asgmt assignment

auth authorize (d)
C-i
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B0I basis of issue

BOIP Basis Of Issue Plan

BOIP I Basis Of Issue Pl an , Phase I

BOIP II Basis Of Issue Plan , Phase II

BY Budget Year

CAP III Central Assignment Procedure III

can cancel

CCI Consolidated Change Table

CDA Catalog Data Agency

CEGE Combat Equipment Group , Europe

ch change(s)

cmdty commodity

COBE Command Operating Budget Estimate

comd comman d

coml commercial

consol consolidate(d)

CONUS Conti nental United States

coord coordinate(d); coordination

CPF’I Critical Path Method

CY Current Year

DA Department of the Army

DARCOM Army Materiel Development and Re~adiness CommandHeadquarters

DCSLOG Deputy Chief of Staff for Logistics
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DCSOPS Deputy Chief of Staff for aper~tions end Plans
DCSPER Deputy Chief of Staff for Personnel

DCSRM Deputy Chief of Staff for I~eso urce Management

DESCOM Depot Systems Command

detm determine(d)

dev devel op
disap disapprove(d)

distr distribute ; di stribution

dlv division , divisional
doc u document (s)

DODAAC Department of Defense Acti v ity Address Code

tARA Equipment Authorization Review Activity

LDATE effective date

ELIM COMPLIP Enlisted Loss Inventory Model , Computation of
Manpower Programs by Linear Programing

EMF enlisted master fi le

eni enlis ted
EPMS Enl isted Personnel Management System

equip equipment

rAS Force Accounting System

FORSCOM United States Army Forces Command

furn furnlsh(ed)

fwd forward(ed)

ty fisdal year

C-3
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G/L gain/loss

GPO Government Printi ng Office

H-5Z8 Equipment Val idation Report (commodity
oriented)

H-530 Equipment Validation Report (generic)

H-533 Equipment Validation Report (command oriented)

lAW in accordance wi th

i dent identi fy; i dentification; i dentified

IDS Item Data Segment

IIQ Initial Issue Quanti ty

info information 
—

insti installation

instr instruction(s)

ITAADS Installation TAADS

JTDA Jo int Table (s) of Distribution and Al lowances

LIN line item number

log logistics; logistical

LOGSACS Logistics Structure and Composition System

LON letter of noti ficati on

MACOM major Army command(s)

maint maintaln(ed) ; maintenance

mat materiel

MU materiel development

mgr manag er
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mgt management

MILPER Mil itary Personnel Center (USAREIJR )

MILPERCEN United States Army Military Personnel Center

MILPO military personnel office (s)

MIS Management Information Systems

MMC Materiel Management Center(s)

MOC Management of Change

mod modify

modif modification —1
MOS military occupational special ty

mpr manpower

MRC Materiel Readiness Command

MTOE Modification Table(s) of Organization and
Equipment

NICP national inventory control point

NSN national stock number

ODCSLOG Office , Deputy Chief of Staff for Logistics

ODCSOPS Office , Deputy Chief of Staff for
Operations and Plans

OOCSPER Office , Deputy Chi ef of Sta ff for Personnel
OIJCSRUA Office of the Deputy Chief of Staff for

Research , Devel opment and Acquisition

OPT IMA The OPTIMA 1100 Proj ect Management System

os overs ea , overseas

PARR Program Analysis and Resource Review
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PBG Program and Budget Guidance

pers personnel

PERSACS Personnel Structure and Composition System

PIA Personnel Inventory Analysis

POM Program Objective Memorandum

POMCUS prepositioning of materiel configured to unit •

sets

PPG - Planning and Programi ng Guidance

PPNT proponent

ppsd proposed

PQQPR I provisional qual itative and quanti tative per-
sonnel requirements information

PR pass records

prep preparation , preparatory, prepare(d)

proc process

prov provi de -

pub publish

PROBE Program Optimi zation and Budget Evaluation —

py program year

PYF program year force

QQPR I qual itative and quantitative personnel require-
ments informati on

RDAISA Research , Devel opment and Acquisiti on Informa-
tion Systems Agency

rec receive (d)

rel release(d)
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repi repl ace

rept report(s)

req request

rev review

ROMOSS Revised Officer Military Occ upational Specialty
System

RPC regional personnel center(s ) (USAREUR )

rqn requisition

rmt(s) requirement(s)

rtn return

SACS Structure and Composit-ion System

SAILS Standard Army Intermediate Level System

SB Supply Bulleti n 100—20

sbm submit

shn shorthand note (s)

SIB SIUPERS Interface Branch (es) (CONUS )

S ICC Service Item Control Center

Sb SIDPERS Interface Division (s) (USAREUR )

SlOPERS Standard Installation/Division Personnel System

Sptg supporting

SSN standard study number(s)

SSNS Standard Study Numbering System

std standard; standing

st~ staff

C-i
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TAADS The Army Authorizati on Documents System

TAGCEN United States Army Adj utant General Center

IC type classificati on

IDA Table(s) of Distribution and Allowances

TDR Transfer Data Record

thtr theater

TL troop list

tng training

TOE Table (s) Of organization and Equipment

TRADOC United States Army Training and Doctri ne
Command

UIC Unit Identification Code

UMR unit manning report

USAMSSA United States Army Management Systems Support
Agency

USAR United States Army Reserve

USAREUR United States Army, Europe

vali validate

VFDMIS Vertical Force Development Management Informa-
tion System

VTAADS -Vertical , The Army Authorization Documents
System

WB w i l l  be
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APPENDIX U
Networks

U— i. GENERAL. This appendix presents the network diagrams of the
key authori zation management processes i dentified In Chapter 2,
Authorization Change Environment. The diagrams were constructed
to provide descriptive , structured and vigorous model s of the
workf lows inherent in each process. Preparing the diagrams re-
quired a thorough , systematic investigation and analysis of each
process. This technique supported the qualitative analysis of the
individual processes and also m ade possible the quantitative
analysis of combinations of processes using network theory . The
MOC study , in particular the network diagrams , provides a unique ,
quantitative analysis of the key management processes that Inter-
face with The Army Authorization Documents System (TAADS). Each
network diagram was constructed fol l owi ng extensive research and
data col l ection efforts which included reviewi ng applicable Army
regulations and directives , receiving in—depth briefings from DA
and MACOM staff members responsible for the management processes,
and numerous detailed discussions with personnel most f am i l i a r
with the operations of the processes at DA , MACOMs and field in-
stallations. Accuracy in modeling the authorization management
processes was assured by meticul ous rev i ew and analysis of input
through the functional elements , and by frequent coordination of
the network diagrams wi th the appropriate agencies (e.g., DA ,
TRADOC , FORSCOM , DARCOM , DESCOM , USAREUR). Each of the network
diagrams , with corresponding expl anatory material , is documented
in a separate annex to this appendix. Table U-i lists the se-
quence and subject of the annexes.

D-2. NETWORK CONVENTIONS. The fol l owi ng material provides Infor-
mation necessary for the proper interpretat ion of the network dia-
grains by explaining the conventions used in the diagrams.

a. Nodes and Arcs. The network diagrams are activity networks
which means that the start or finish of an activity is represented
by an event node , and the activities are characterized by arcs
drawn between the nodes. The 17 networks diagrams contain a total
of 541 activities and 517 nodes.

b. Notation. Each network diagram shoul d be read from left to
right. Arc length does not indicate the duration of an activity .
Likewi se the angle at which an activity is drawn is simply for
convenience and has no special significance. The network diagrams
convey that one activity precedes another and that the preceding
activity must be completed before the succeeding activity can be-
gin. Activity infor m ation is written adjacent to the arc repre-

U-i
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senting that activity. The activity information includes a de-
scription of the activity , the performing organizati on and , in
most cases , the organization receiving that action. The abbrevia-
tions and acronyms used throughout the networks are defined in

Table D-l . Networks

Annex Network

I Basis of Issue Pl an (BOIP) I

II Basi s of Issue Pl an (BOIP) II

III Commercial Item Introduction

IV Supply Bulletin (Chapters 2 and 8)

V Supply Bulleti n (Chapters 6 and 7)

VI MOS Update

VII TOE Change Process

VIII TAADS Documentation

IX PERSACS Preparation

X LOGSACS Preparation

XI Training Program Development (ARPRINT )

XII Initial Issue Quanti ty/Authorized Acquisition
Objective (IIQ/AAO)

X III Personnel RequIsition CONUS

X IV Equipment Requisit ion CONUS

XV Personnel Requisit ion USAREUR

XVI Equipment Requisition USAREUR

XVII POMCUS TAAUS

~ 
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Appendix C , the Glossary . Shown in parentheses above the
activity description are the number of days required to
complete the activity . These time estimates are working days
rather than calendar days.

D-3. EXPLANATORY MATERIAL . The narrative discussion In the
annexes provides the following information. First , the purpose
of the authorization management process is discussed ; followed
by a description of the network diagram. Then , critical
milestones associated with the network are identified and also
linkages to other networks. The network diagram appears at the
end of each annex .
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ANNEX I
Basis of Issue Plan I

U—i— i. PURPOSE. The Bas is of issue Plan (BOIP I) is the prelimi-
nary planning process for the Introduction of new equipment Into
the Army inventory . It al so furnishes preliminary i nput for pl an-
ning personnel requirements and serves as the primary input  for
the devel opment of BOIP II.

D-I-2. DESCRIPTION. TRADOC and the Materiel Developer are re-
sponsible for preparing the initial BOW I requirements (arc 1-2).
The Materiel Developer submits BOW feeder data to both the Equip-
ment Authorization Review Activity (EARA ) and the Materiel Manage-
went Center ( MMC ) (arc s 3—4 and 3-5 respectively) after obtaining
a “Z” Line Item Number (LIN) and assi gning a Standard Study Number
(SSN ). A h Zhi LIN is used to identi fy the new i tem of equipment
while the SSN specifies what equipment category in which to carry
the i tem. BOIP feeder data is reviewed by both EARA and the *IC
and comments are furnished to TRADOC (arcs 6-8 and 7-8, respec-
tively). The MMC reviews the Preliminary Quanti tative and Qual i-
tative Personnel Resources Information (PQQPRI) at arc 5-7. Early
consideration of the personnel impact of new i tems of equipment is
highly desirable. TRADOC assigns one of its schools to be the
BOIP proponent. The proponent school is responsible for develop-
ing and submitting the BOW to TRADOC (arc 9-10). TRADOC , EARA ,
and the DA Staff review the BOIP submi tted by the proponent
school . The plan is either approved by DA (arc 12-13) or disap-
proved (arc 12-14). In each case , DA returns the BOW to TRADOC
for either publication (arc 13—15), or for cancella tion (arc
14-16), and/or resubmission (arc 14-17).

0- 1-3. CRITICAL MILLST ONES. The BOW process is open-ended
-in ~hat It has no prescribed time duration or fixed schedule.
BOWs are developed as ‘ieeoed and then maintained (up dated) pend-
l u g  i n l t a t l on of BO W I I .

U-I-4. LI NKAGE TO OTHER NETWORKS. BOIP I links to BOW II from
node 13. After [IA returns an approved BOW I to TRA DOC . publica-
tion of the BOW I can take place. At one time , a l~~ik existed
between BOW I and the MOS update process. However , M I LP E RCEN
does not rely on the information found in BOIP I to pl an MOS re-
qulremen :s because that Information is too preliminary and subject
to consl’Ierthle revis ion.

D-I- l
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Annex II
Basis of Issue Plan II

D— I1— 1. PURPOSE. The Basis of Issue Plan (BOIP) II is the pro-
cess for specifying the qualitative and quanti tative personnel
requirements for new equipment. These requirements Include the
identification of the types of units that will need the new equip-
ment.

0-11-2. DESCRIPTION. The BOIP I Is maintained and updated
pending Initiation of BOIP II (arc 1—2). In a manner similar to
BOIl’ 1 , the Materiel Devel oper submits final BOll’ 11 feeder data
to both the Equipment Authorization Review Activit y (EARA ) and the
Materiel Management Center (MMC I (arcs 2—3 and 2-4, respectively).
In the case of BOW II , the MMC is  respons ib le  for  rev i ew i ng the
final Qualitative and Quantitative Personnel Resource Informati on
(QQPRI ) (arc 4-6). The proponent school , ass i gned by TRA IJOC dur-
ing  the BOIP I process , is responsible for developing and coordi-
nating the BOIP II with all the I’lACOMs (arc 7—8). Following com-
pletior i of the BOIl’ II by the proponent school , TRADOC , [IA , and
EARA review the plan (arcs 9-lu and lu—il ). If [IA disapproves the
BOIl’, TRADOC will ei ther cancel or rejustify and submit the pl an.
If DA approves the plan , TRADOC will distribute the published
document to DA , the Mater i el Develo per , an d a l l  the MACOMs (arc
12-14). A critical step in this process occurs when the Materiel
Devel oper must type class ify the i tem. Type Classification (TC )
resul ts In a standard LIN being assigned (arc 14-17). Assignment
of the standard LIN updates the BOIl’ information used In LOGSAC S,
updates the SB YUU-2U edit tape information and warns school s,
centers , and MACOMs that BOI l II will be app lied to the TOE In the
next Consolidated Change Table (COT) cycle (arc 17-20). The last
4 arcs indicate how the BOIP information is applied. M~COMs a p-
ply BOIP II to TLIAs while revising MTOEs based on the s.etni annua l
CCT (arc 19—22 and 21-22 , respectively). The flral two arcs de-
scribe how the MACOMs advise DA when the BOIP is applied (arc
22-23). Likewi se, [IA is notifie d when the BOW II is moved to the
history f i le (arc 2 3 -24 ) .

D—II- 3. CR ITI CAL MILESTONES. The publication of the equipment
Supply Bulletin (SB) , effective 1 March and 1 September , has asso-
ciated input suspense dates of 10 November and 10 May , respec-
tively. In order for a standard LIN for a new piece of equipment
to be published in the SB . action on the app l icable BOIP must be
completed prior to the 10 November and 10 May dates. Otherwise .
an additional b month wait will be incurred before the information
will appear in the Supply bul let in.

U-U-i 

— - -- -— ~~~~~~~~~
- - - -  -- - -  
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0-11-4, LINKA (E TO OTHER NETWORKS. At node 14, BOIl’ II links to
the MOS Update network where MILPERCEN obtains the i nforma t i on
contained in the Qual itative and Quanti tative Personnel Require-
ments Information (QQPRI) report (arc 2—4) to establish personnel
requirements needed to support the new equi pment. From node 19,
BOIl’ II links to the equipment Supply Bulletin (SB) update ; DESCOM
enters the information on the LIN for the new BOIP into the SB
edit tape. Also from node 19, BOIl’ II links to the TOE change
process where BOIl’ II information is entered into the Consol idated
Change Table (CCT) which TRADOC publishes semiannually, effective
1 Ma rch and 1 September.

D-II-2
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Networks

ANNEX I I I
Commercial Item Introduction

U-Ill-i. PURPOSE. The purpose of the Commercial Item Introduc-
tion process Is to enter commercial items of equipment Into the
Army ’s -I nventory.

0-111-2. DESCRIPTION. The Commercial Item Introduction process
is initiated by unit requests for exemption from type classifica-
tion for a commercial i tem of equipment (arc 1-2). The request
for exempti on proceeds through the FIACOM , to the Equipment Au-
thori zation Review Activity (EARA) (arc 3-4), and then to the com-
modity manager. Either the commodity manager will recommend dis-
approval (arc 4-5 ) or exemption , If an exemption is recommended

Y for a DA control l ed I tem, the request must go to DA for approval
(arc 9-11). If the request is for a non-DA control l ed i tem , EARA
will review the commodity manager ’ s recommendations (arc 7-11).
After DA and EARA approve the exemption request, EARA wi l l forward
approval notification to the MACOM and National Inventory Control
Point ( NI CP )  ( arc 11-12). The NICP will then proceed with
whatever procurement actions are required (arc 12-13). At the
same time , the MACOM must submit a request to EARA for the assign-
ment of a Li ne Item Number (LIN) (arc 12-14). The next five ac-
tivities explain how a new LIN is assigned and eventuall y updates
SB 700-20 (arcs 14— 1Y) . DESCOM then noti fies the NICPs and EARA
of the LIN i nformation (arcs 19—20 and 19-21 , respectively).
EARA , i n turn, notifies the MACOM(s) of the LIN (arc 21-2d.

0-111-3 . CRITICAL MILESTONES. Critical milestones for this pro-
cess occur when IJESCOM assigns a LIN and updates the equipment
Supply Bulletin. In order for that Information to be included in
the next Supply Bulletin , it must be submitted prior to the 10
November or 10 May cut-off dates; after these dates , new LINs will
not be included in the Supply Bulletins publ i shed 1 March and
1 September respectively.

0-111—4. LINKABE TO OTHER NETWORKS. The Commercial Item network
links to the Supply Bulleti n networks from node 19.

0-111-1

- -  ~~~~~~~~~ ~~~~~
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Annex IV
Supply Bulleti n , Chapters 2 and B

D—IV— 1 . PURPOSE. The Supply Bulletin (Chapters 2 and 8) process
provides an analysis of the work flow associated with the intro-
duction of the standard i tems of equipment into the Army Inven-
tory.

U-tv-?. DESCRIPTION. The Supply Bulleti n 700-20 (Chapters 2 and
8) process Is initiated with the submission of changes to Chapters
2 and 8 (arc 1—3 ) and to Append ix H (arc 2—3). Chapter 2, “Army
Adopted Items of Materiel ,’ lists all i tems which have a separate
basis of issue and have been type classified. Chapter 8, “CIA
Items ” lists . those Items authorized only by Common Tables of
Al lowances (CIA). Appendix H, “Selected Assembl ages and Applica-
ble Major PEMA Support Items” lists the support i tems i ssued sepa-
rately from their assembl age. DA either approves changes to the
Supply Bulleti n and forwards the change request through the Main-
tenance Management Center ( MMC ) to DESCOM (arc 3-4) or returns the
request for resubmisslon or cancel l ation (arc 3-6). It is at DESCOM
where Appendix H changes approved by the Equipment Authorization
Review Activity (EARA ) and those changes processed by the MMC are

~ rev iewed and entered In the DESCOM work file (arc 5—9). Semiannu-
ally (10 November and 10 May), DESCOM freezes the data held In the
Supply Bulleti n work file thereby fixing the data that will be in
the 1 March and 1 September SB issued to TRADOC and other field
commands (arc 9-11). The Catalog Data A~ency (CDA) and DESCOMexchange I nformation updating each other s files (arcs 11—13 and
18-22, respectively). At node 17, copies of the SB 700—20 edit
tapes are sent to all the users. The edit tapes are furnished In
advance of when the Government Printin g Office (GPO) produces and
di stributes the hardcopy version of SB 700-20 (arc 1649 and
19-23). DESCOM in coordination with COA , updates their data files
by preparing discrepancy reports and submitting them to the sup-
porting agencies for comment (arcs 22—25 and 25—26, respectively).

D-IV—3 . CRITICAL MILESTONES. Two critical milestones for this
network are the 10 November and 10 May cut-off dates associated
wi th the Supply Bulletin. These dates mark the time when the
DESCOM work file Is turned over. Changes received after these
cut-off dates are hel d for incorporation In the next SB to be pub-
lished 6 months later.

D-IV-4. LINKMiE TO OTHER NETWORKS . From node 21, the SB network
joins the TOE Change network . Information in the SB Is Incorpo-
rated In the semiannual CCI publication produced by TRADOC.

D-IV- l
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Annex V
Sup ply Bulleti n , Chapters 6 and 7

U-V-i. PURPOSE. The Supply Bulletin (Chapters 6 and 7) process
provides an analysis of the work fl ow associated with the intro-
duction of commercial i tems of equipment Into the Army inventory .

D-V-2 . DESCRIPTION. The Supply Bulleti n (Chapters 6 and 7) pro-
cess Is initiate d with the submission of changes to Lhapters 6 and
7 (arc 1—2 ). Chapter 6, IDA Items Not Requiring Type Classific a—
tion ” , lists non development al , nonex pendab le TUA i tems , Inclu d In g
i tems addressed in Appendix P , AR 31U-49; and DA controlled i tems
(para 4-~ , AR 310—49) regardless of cost. Chapter 7, “Non type
Classifie d , Non—PENA Commercial Items ,” list Non—sta n dard Line
Item Num bers (NSLIN) for commercial i tems not type classified to
be Included in Section III or IV of a TDA . The Equipment Authori-
zation Review Activity (EARA) is responsible for reviewi ng and
forwar ding to DESCOM those changes that do not Involve a repl ace-
men t (arc 2-4). If a replacement is required , EARA will forward
the change to DA for approval (arc 2-3) . If DA approves the
change , it will be forwarded to DESCOM (arc 3-4). Regardless of
whether the change request flows through DA , DESCOM w i ll review
an d then enter the change in the SB work file (arc 4-6). Semian-
nuall y (10 November and 10 May ), DESCOM freezes the data hel d In
the SB work file , thereby fixing the data that will be in the 1
March an d 1 September SB issued to the fiel d (arc b-9). The Cata-
log Data Agency (CDA ) and DESCOM exchange information updating
each ot hers ’ files (arc 9—1 3 and 18—22 , respectively). At node
17 , copies of the SB 700-20 edit tapes are sent to all the users.
The edit tapes are furnished before the Government Printing Of-
fice (GPO ) produces and distributes the hardcopy version of SB
700—ZU (arcs 16-19 and i~ -~3). L)ESCOM , in coor dination with CDA ,
up dates its data files by preparing discrepancy reports and sub-
mitting them to the supporting agencies for comment (arcs 22-25
and 25—2 6).

D—V-3 . CRITI CAL MILEST ONES. Iwo critical milestones for this
network are the lu Novembe r and 10 May SB cut-offs. It is then
tha t the work file at DESCOM is cut off; no subsequent changes
receive d after these date s will be incorpora ted into the SB pub-
lished the following 1 5iarch and 1 September , respectively.

D—V- 4. LINKAGE TO OTHER NETWORKS . From no de 21, the Supply Bul-
le tin (Lnapters b and 7), joins the TAADS Documentation network
thereby Incor porating infor ma tion on commercial I tems in the
VIAA U S update .

D-V-l
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Annex V I
MOS UPDATE

D-VI-1. PURPOSE. The MOS Update process controls the manner by
which MOS changes evolve from a request for a change to the pub li—
cation of the MOS edit tape.

D-VI-7. DESCRIPTION. The MOS Update process Is ini tiated wi th
the submission of MOS change requests to MILPERCEN (arc 1—2). The
MOS changes submitted by the MACOMs are staffed by MILPERCEN (arc
2-3) and returned to the proponent MACOM for review (arc 4-5).
After reviewi ng the change requests , MILPERCEN forwards the re-
quest to DA (arc 5-6). ODCSPER then reviews the request. At node - -

8, MILPERCEN either approves or disapproves the MOS change request
(arcs 9—10 and 13-9). If MILPERCEN approves the change , Letters of
Notification (LON) are forwarded to the MACOMs (arc lu-il). All
the LONs are col l ected (arc 11-12) and MILPERCEN prepares the MOS
edit tape (arc 12—14) for rel ease on approximately 1 August and
1 February . Copies of the MOS edit tape are provided to the MACOMs
(arc 14—15), DA (arc 14—18), and the installation SIDPERS (arc
14-16). These tapes are used to update MACOM VTAAIJS (arc 15-19),
DA TAADS (arc 18—22), and instal l ation personnel records (arc
16-20). At the same time that the MACOMs are updati ng their
VTAADS files , TRADOC updates the TOE file wi th the latest MOS edit
tape. Semiannually, TRADOC publishes the TOE Consolidated Change
Table (CCI) discussed in Annex VI I (arc 17—21).

D-VI—3. CRITICAL MILESTONES. The cri tical milestone events for
the MOS Update process are the publication of the MOS Edit Tape
(node 14) and TRADOC ’ s preparation of revised MOS data for inclu-
sion In the CCI (node 17).

D-V I-4. LINKAGE TO OTHER NETWORKS. At node 15, the MOS Update
process Is linked to the TOE Change process. The MOS changes are
important i nputs to TAADS~ and thus are directly linked to the
TAADS Documentation network from node lb. The MOS Update process
also feeds the Training Program Development network from node 15.

D-VI-l
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Annex V I I
TOE Change Process

D-VII-1. PURPOSE. TOE Change Is the process by which new TOEs
are developed , publ ished , and incorporated into the Consolidated
Change Table (CCI) twice a year.

D-YI II-2. DESCRIPTION. The TOE Change process Is initiated wi th
the development of draft plans for new TOE by the TRADOC training
school s (Infantry School , Armor Sc hool , Artillery School , etc.)
(arc 1—2 ). TRADOC reviews the draft plan TOEs and prepares a plan
TOE (arc 3-4). The plan TOE is forwarded to FORSCOM (arc 4-5), DA
(arc 4-6), and DARCOM (arc 4-7) for their review and comments.
Based principally on comments receive d from these three MACOHs ,
TRADOC prepares a final tape for new TOE. This tape Is forwarded

• to the MACOMs prior to the 1 September and 1 March effective dates
(arc 12—16). The tape is also forwarded to TAG for publication
and distribution (arcs 12—15). A post -publication rev i ew is then
conducted by the im pl ementing MACOMs , TRA D OC and DARCO M (arcs
15-16, 15—1 13 and 15-17 , respectively ). Recommended revisions are
consol idated by TRADOC (arc 18-20). Changes to the TOE transac-
t ion file are accumulated by TRADOC In preparation to producing
the next semiannual CCT publ ication (arc 2U-2i) .

D—VI I—3 . CRITICAL MILESTONES. The critical events associate d
wi th this network are at nodes 12 an d 22 where the TOE tapes are
sent to the MACOMs for incorporation into authorization documents.
Al so cri tical are the input from the SB and MOS U pd ate ne tworks.
These pu blications precede the publication of the CCT and need to
be Incorporated in the latest CCT on a timely basis.

D-VII-4. LINKAGE TO OTHER NETWORKS. The TOE change network feeds
the TAADS Documentat ion network from nodes 12 and 22. It receives
information from the SB and MOS Update networks.

i)-V~ I-i
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Annex VIII
TAADS Documentation

D-VIII —l . PURPOSE. The TAADS Documentation process depicts the
fl ow of authorization documents into TAADS during a yearly cycle.
The monthly FAS and TAADS updates are depicted wi th the FAS
changes being returned to DA in the form of revised TAADS docu-
ments (VIAADS ) after a 65 day interval . All other TAADS documen-
tation is shown entering at the ap p ro pr iate time during the year.
The network also Indicates the users of TAADS information , and
when during the year this information Is required. The TAAUS
Documentation network serves as an operational base which connects
the other sixteen management processes In their proper sequence.

D—V III-2. DESCRIPTION. The section of TAADS Documentation shown
in this annex is a portion of the full yearly cycle found at Ap-
pendix F. In this segment (April through June), the May PBG is
sent to the fiel d , and PBG documents are fed back to the DA TAADS
with Apri l ’ s YTAADS/TAADS update (arc 21-23). Each monthly cycle
in the TAADS documentation process consists of 10 events and 12
acti v ities. The month begins with the FAS being sent to the MACOMs
for update (arc 15-18,). At node 18 two activities take pl ace:
the FAS file Is updated and returned to HQDA by the 15th of the
month (arcs 18-22 and 22—23); and the FAS changes are incorpo-
rated i nto TAADS and returned to DA (arcs 18-41 and 41-43, res pec-
tIvely). The updated FAS and TAAUS are col l ected at HQDA (arcs
23—24 and 23-25, respectivel y) and from this update current in-
formation is drawn to link wi th the PERSACS (arcs 24-27 and
25-27, respectivel y) and the Personnel Requis ition Networks (arc
24-26). The remainder of the TAADS Documentation network repeats
this basic sequence for each month of the yearly cycle. -

D-VIII- 3. CRITICAL MILESTONES. The most critical milestone in
TAADS Documentation is the monthly VTAADS /TAADS update (arc 23-24).
In the automated scheduling analysis , this activity was
to be completed by the 1-irst of every month ; this forced the net-
work into an accurate monthly schedule that is crucial to timely
linkages wi th other networks in the Base Lase (Chapter 5, para-
graph 5-2). By tying down this event , the Information for PER-
SACS , LUG SACS , and the Pass Records File are availa ble the first
of the month. These, i n turn, feed other processes which use au-
thorization documentation information.

D—V III-4. LINKA GE TO OTHER NETWORKS. The TAADS Documentation
network forms the base in the authorization management system and ,

D-V I1I -l
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consequently, is the central diagram from which all other MOC pro-
cesses are linked. Specifical ly, the PBG documentation link s tonode 21, the FAS change documentation link s monthly (nodes 21, 32,and 41), the PERSACS, and Personnel Requi sition Processes link tonodes 24 and 25, and other networks are linked throughout theyear.

D-VII I-2
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Annex I X
PERSACS Preparation

U-tX-i . PURPOSE. The PERSACS Preparation process examines the
preparation of the PERSACS report.

0—IX—2 . DESCRIPTION. Preparation of the TAADS/IOE component file
each month by USAMSSA (arc 1-3) initiates the PERSACS process. —

This file is detailed to component level (Active Army , National
Guard , (iS Army Reserve , and unmanned ) and is provided for subse-
quent matching wi th the FAS during force preparation (arc 3-4).
At approximately the same time the TAADS/TOE component file Is
being prepared, ODCSOPS updates the force in FAS , thus insuring
that the force Is properly configured (arc 2-3). DurIng SACS
force preparation (arc 3—4), the FAS and TAADS files are overlaid
to make certain that there is a document for every unit in the
force. During the prel iminary SACS computation run (arc 5-6),
TAADS Is matched with the FAS force to generate the detailed per-
sonnel records. As soon as the final computation run is compl eted
(arc 7-8), copies of the PERSACS tape are sent to ODCSOPS and MIL-
PERCEN (arcs 8-9 and 8-10).

D— IX— 3 . CRITICAL MILESTONES. The critical events in the PERSACS
preparati on process invol ve the inputs from FAS and TAADS at node
3, and the final preparation and distribut ion of the product by
the suspense dates associated with activ ities on arcs 8—9 and
8-10.

D-IX-4. LINKAGE TO OTHER NETWORKS. The PERSACS preparation pro-
cess receives critical Information from the TAADS Documentation
process. The PERSACS process directly feeds the Training Program
Development process four times a year to generate information for
the appropriate ARPR INT cycles. The information in PERSACS al so
serves as Input to the requisition validation report used by MIL-
PERCEN (command managers ) to check on the validit y of requisi-
tions.

D-IX- l 
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Annex X
LOU SACS PREPARATION

D—X— 1 . PURPOSE. The Logistic Structure and Composition System
(LOGSACS) is a HQDA administered process for i ntegrating force
structure data from the Force Accounti ng System (FAS ) and equip-
ment data from The Army Authorization Documents System (TAADS),
the Tables of Organization and Equipment (TO&E ) System , and the
Basis of Issue Plan (BOIP) System. The authorization data from
LOGSACS is used by the equipment manage rs at the National Inven-
tory Control Points (Materiel Readiness Commands) in validating

• requisitions received from the field. The requirements data from
LOGSACS is used by OLJCSRDA to calculate the Initial Issue Quanti ty
and Authori zed Acquisition Objective (see Annex XII).

I

D—X- 2. DESCRIPTION. Preparation of the TAADS and TOE computa-
tional files by USAMSSA (arc 1—3 ) initiates the LUGSACS process.
The TAADS file contains equipment authorization records for the
three components - Active Army , National Guard and US Army Re-
serves. The unmanned component computes Its requirements from the
TOE file. The TAADS/TOE files are used for matching the units in
the FAS during force preparation (arc 3-4). At approximately the
same time the TAADS/TOE files are being prepared , OEJCSOPS performs
necessary force data updates thus ensuring data vali dity (arc
2—3). During LOGSACS force preØ !ration week ~(arc 3-4), the FASand TAADS/TOE files are compared byjomnputer- to’ 2nsure that each
unit in the force will match the ap~ropr1ate equipment record dur-ing the LOGSACS process. Equipment moderniz ation requirements are
generated by applying , the Basis of Issue Pl ans In LOGSACS (arc
5-6). ModifIcation to LOUSACS equipment data can be made using

• the Shorthand Note subsystem ~ any point between nodes 5 and 9
(node 10 if the analysis of resul ts can be waived). As soon as
the final computations have been completed , copies of the LOGSACS
tape are sent to both DESCOM and ODCSRDA . DESCOM uses the LOGSACS
file to prepare the ~~jor Item Distribution Pl an (MIDP ) of which
the equipment validation report (H—530 produce ) is an Important
component.

U-X-3. CRITICAL MILESTONES. The cri tical event in the LOUSACS
process occurs at node 3 with receipt of the TAAOS/TOE computa-
tional files and up dated FAS information. Information supporting

• the TAADS and FAS files must be input to those systems on a rigor-
ous schedule if that data is to be refl ected in the latest
LOGSACS. A procedure ,Shorthand notes (SH~!), has been developed

4 for inserting late or newly generated informat ion without redoing

D-X-l
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the LOGSACS in its enti rety. SHN can be introduced at any node
between 5 and 9. These SHN make It possibl e to introduce l ast
minute equipment information into the latest LOGSACS production
run .

D-X-4. LINKAGES TO OTHER NETWORKS . LOGSACS is linked to the eq-
uipment requisi tion processes for EUROPE and CONUS from node 10.
DESCOM takes the resul ts of the LOGSACS process and uses the In-
formation to produce a report used by commands and NICP to val i-
date equipment requisiti ons. LOGSACS information I s aiso sent to
ODCSRDA to support the IIQ/AAO computati ons in POM
devel opment. 1,391,802

D-X-2
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Annex XI
TRAINING PROGRAM DEVELOPMENT

D-XI-i. PURPOSE. The T raining Program Deve lopment network traces
the preparation of the Army Program for Individual Training (AR —
PR INT ) through the semiannual update cycle and the subsequent im-
plementation of the training requirements through installation
level revisions in VTAADS.

D—VI—2. DESCRIPTION. Preparation of the appropriate monthly PER—
SACS tape is the initial activity (arc 1-4) in the ARPRINT pro-
cess. After analysis of the PERSACS at ODCSPER and MILPERCEN (arc
4—8), input preparation commences for PIA , AID -E , and ELIM-COMPLIP
(arcs 8-12, 2-6 and 3-7, respectivel y). Any force changes not
captured In the latest PERSACS are provided by ODCSOPS (arc 5-9)
and the training requirements are manuall y adjusted (arc 9—10).
Input from the Army Reserve (arc 14-17) and the National Guard
(arc 1 -17) are consolidated into the Reserve Enl i stment Program
at ODCSPER (arc 17-21). The MOS update process feeds ARPR INT at
node 19. Here, the revised MOS designations and numbers are sub-
mi tted to TRADOC (arc 19-20) where they are consol i dated by func-
tional skill requirements and fed directly into the ARPR 1NT update
cycle (arc 21-22). After this formal update period , instal l ations
develop class schedules (arc 22—24) and send them to TRADOC for
review (arcs 24-25 and 25-26 respectIvely). Once TRADOC review is
compl eted, the installation prepares their revised TDAs (arc 26-27)
and updates VTAADS (arc 27-28)

D—XI-3 . CRITICAL MILESTONES. The cri tical milestones in the
ARPRINT process are the completion of PERSACS at node 4, comple-
tion of PIA and ELIM-COMPL IP at node 8, and the complet ion of the

• actual ARPRINT preparation cycle at node 22. The development of
class schedules and the eventual preparation of the revised
installation TDAs at node 27 is critical to getting the ARPRI NT
impact into VTAADS at node 28.

D-XI-4. LINKAGE TO OTHER NETWORKS . The Training Program Develop-
ment network is linked to the TAADS Documentation network through
the PERSACS process four times a year. It is also linked to the
MOS update through the use of revised MOS information (arc 20-21).

— Once the revi sed TDAs are appr oved at node 26 , the AR PR INT process
feeds the Personnel Requisition CONUS network to provide for the
requisitioning of additional instructors and support personnel at
TRADOC installations.

D-XI- l

4
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Annex XII
Initial Issue Quanti ty/Authorized Acquisition Objective

0—XII —1 . PURPOSE. The Init ia l Issue Quantity /Authorized Acqui-
sition Objective (IIQ/AAO ) process is the DA administered system
that specifies the Army equipment requirements for the POM years.

D-XII— 2. DESCRIPTION. The IIQ/AAO process is initiated wi th the
preparation of the POM LOGSACS (arc 1-7) and the transmittal of
that tape to the Research , Development and Acquisition Informati on
Systems Agency (RDAISA ) (arc 7-10). Two other major inputs fur-
nished RDAISA are updates to the procurement data base (arc 8-10)
and the Planning, Procurement and Guidance (PPG ) instructions ,
both of which are furnished by ODCSRL)A. The principal contribu-
tors to updating the procurement data base are ODCSOPS , DESCON ,
and the NICPs (arcs 2-8,, 3-8 and 4—8, respectively). ODCSOPS is
responsible for providing ODCSRDA with the force depl oyment sched-
ule (arc 5—9) and special conti ngency requirements (arc b-9).
Hav ing rev iewed the POM LOGSACS , updates of the procurement data
base , and the l atest PPG instructions , RDAISA determines the Army
Acquisi tion Objective (AAO) (arc 10-11). The final three activi-
ties in this process describe how the AAO information is furnished
to the NICPs; how the NICPs complete the AMP and submit it to
OUCSRDA ; and how ODCSRDA then Inputs that information into the P08

- ‘ for the POM , budget, and apportionment documentation (arcs 11-12 ,
12—13 , and 13-14, respectively).

D-XII-3. CRITICAL MILESTONES. Development and production of the
POM LOUSACS is the most critical event associated with this pro-
cess. The NICPs cannot prepare their portion of the AMP wi thout
LOGSACS input. Because of continual changes being made to FAS and
TAADS , the production of timely LOGSACS data is required for accu-
rate IIQ/AA O devel opment.

D-XII-4. LINKAGE TO OTHER NETWORKS. The IIQ/AAO process Is
linke d to the LOUSACS Preparation process at node 7.

D-X II-l
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ANNEX XI II
Per sonnel Requisition CONUS

D—XI I I— 1 . PURPOSE. The Personnel Requisition process for CONUS
model s the workflow associated wi th personnel requisitions for
CONUS units.

D—X III— 2. DESCRIPTION. The CONUS Personnel Requisition process
is initiated with the transmittal of the Pass Records (PR) tape
from DA ODCSOPS to the MACOMs (arc 1-2). At each MACOM , the tape
is distributed and processed so that SIDPERS is updated wi th the
latest TAADS information (arc 3-4). As a resul t of this inter-
face action at the instal l ation level , the Enl isted Master File
(EMF ) is updated and forwarded to DA (arc 4-10), the SlOPERS In-
terface Division (Sb ) forwards the Unit Manning Report (UMR ) to
the unit (arc 4-5), and installation management reports are pre-
pared (arc 4—6). These separate actions resul t in units updating
their UMR and installations projecting their requirements (arcs
5—7 and 7-8, respectively). In this way , personnel shortages can
be i denti fied and appropriate requisitions submitted to MILPERCEN
(arcs 7—9 , 8—9, and 9—10, respectively). Once a requisi tion
reaches MILPE RCEN , it must be reviewed and val idated (arcs 10-11
and 11—12 , respectively). If the requisition is approved , assign-
ment instructions are sent to both the losing and gaining instal-
l ations (arcs 14-15 and 14-16, respectively). The losing Instal-
lation is responsible for sending the Transfer Data Record (TDR )
to the gaining installation (arc 15-17). The network terminates
with the arrival of the repl acement at the receiving unit (arc
18-19), the verification of the assignment , and the final updati ng
of SlOPERS (arcs 20-21).

D—XIII-3. CRITICAL MILESTONES. The only critical milestone event
Jn the Personnel Requisition process for CONUS Is the forwarding
of the Pass Records tapes to the MACOMs at node 2.

D-XIII—4. LINKAGE TO OTHER NETWORKS. The Personnel Requisition
network for CONUS Is fed by the TAADS Documentati on network (arc
1-2 ) and by ARPR INT at node 9.

D -X 1 I I -l
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Annex X IV
Equipment Requisition CONI J S

D—XIV-1 . PURPOSE. The purpose of the Equipment Requisition CONUS
process is to analyze the procedures for providing changes In eq-
uipment authorized to a unit and to supply that new materiel .

D-XIV—2. DESCRIPIION. The Equipment Requi sition CONUS process
begins with either a unit request for a change to its authoriza-
tion document (arc 1—3) or a DA directed authorization change (arc
2—3). Regardless of the origination of the change , CONIJS MACOMs
either document the change in VTAADS (arc 3—6 ), submit a proposed
change to DA (arc 3—4), or disapprove the change request (arc
3-b). Approved change requests enter DA TAADS at node 10 and are
incorporated In the LOGSACS produced by ODCSOPS. Only those ap-
proved changes residing in the TAADS data base will be incorpo-
rated in the periodic production of LOGSACS. Followi ng produc-
tion , LOGSACS is sent to DESCOM (arc 15-20) where the equipment
val i dation report (H-530 product) (arc 20—22) is produced. This
report is used by commodity managers to validate major i tem requi-
sitions (arc 24-26). From node 23, DESCOM forwards an additional
validation product the Army Equipment Status Report (AESR ) to the
commodity managers. This report refl ects what equipment is pre-
sently on-hand In the units and depots. During the time that the
changes are being updated in TAADS , and LOGSACS Is being produced ,
commodity managers are using the validation reports prepared by
DESCOM for the last LOGSACS. The top path of the network begins
with the MACOMs returning approved documents to the installation
submitting the change (arc 6—9). With an approved document units
can then submit requisitions (arc 12-14). Requisitions move
much quicker in CONUS than in USAREUR where a requisition must
filte r through as many as three command level s before going to the
NICP. In CONUS , only the installation has the opportunity to re-
view the request before forwarding it (arc 14-24). Depending upon
whether the commodity manager can val i date the request (arc 24-26)
or not (arc 24-28), either the MACOM I tem manager (arc 28-30), the
Equipment Authorization Review Activi ty (EARA) (28—31), or ODCSLOU
(arc 31-34) will be contacted for validation assistance. Uoon
validation , the NICP will forward the requisitioned i tem (arcs
26—27 , 30-32, 33-35, and 36—38 depending where validati on assis-
tance is obtained).

D—XIV-3. CRITICAL MILEST ONES. The most critical milestone for
this process is the production of LOUSACS by DA (arc 13-15). Un-
til this occurs , commodity managers can not be furnished usable
validation documents. D-XIV-l 
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D— X IV - 4 .  LINKAGE TO OTHER NETWORKS . Equi pment Requisition CONUS
is linked to the producti on of LOGSACS at arc 13-15.

D-X IV-2
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ANNEX XV
Personnel Requisition USAREUR

D—X V — 1. PURPOSE. The Personnel Requisition process for USAREUR
differs from that for CONUS. The network is oriented spec ifically
to USAREUR and follow s the activit ies which generate personnel
requi rements , forwards the requisitions to MILPERCEN , and pro-
cesses the arriving theater repl acements.

- j  D—XV—2. DESCRIPTION. The USAREUR Personnel Requisition process
is in itiated wi th the transmittal of the Pass Records (PR ) tape
from DA ODCSOPS to USAREUR (arc 1-2). At USAREUR , Cycle IV of the
VTAADS lile is updated using the PR tape (arc 2-3). Once the
SIOPERS/VTAAOS interface has been accomplished ( arc 3—4 ) , the Ac-
tive Army Personnel Reporti ng System ( AAP ERS) is updated refl ect-

- 
- - Ing gains and losses ( arc 4-5) . The SlOPERS Interface Division

(S b ) is responsible for preparing the Unit Manning Reports (UMR )
which are then provide d to the units (arc 5—7). These reports are
updated by the units and returned to the SID , at which point the
USAREUR Military Personnel Center (MILPER ) projects what the re-
quirements and shortfalls are likely to be (arc 9-10). The upper
l oop (from node 5 to node 10) describes how requisitions for E8’s,
E9 ’ s , and WAC s are forcasted and requested. As the requisitions
arrive at MILPER , they are validated and sent to DA (arc s 1U-12
and 12—13 , respec tively) . At the same time that the SIt) is for-
warding Unit Manning Reports (UMR ), M I LPER up dates the EMF an d
forwards this info rmation to DA (arc 5—13). Requisitions received
from USAREUR are reviewed by MILPERCEN (arc 13—14) and validated
by the command managers (arc 14-15). If the requisition is ap-
proved for fill , then reassignment Instructions are sent to the
losing unit (arc 16-18) while assignment instruc tions are for-
warded to MILPER (arc lb-19). A pinpoint assignment is determined
by USAREUR (arc 19—20) and arrival information is passed to the
21st Repl acement Battalion (arc 22—24). When the repl acement ar-
rives in Europe (node 24), the member is processed at the Replace-
ment Battalion (arc 24-25) and sent to a receiving unit (arc
25—26). Then the repl acement Is processed through the Regional
Personnel Center (RPC ) (arc 26—27) and SlOPERS is updated to re-
fl ect the completed personnel action (arc 27-28).

D-XV—3. CRITICAL MILESTONES. The major milestone event In the
Personnel Requisition process for USAREUR is the forwarding of the

— Pass Records tape from DA (node 2). This TAADS data forms the
basis for the activities which fol l ow and timely, accurate Infor-
mation can improve the submission of personnel requisitions.

D-XV -l
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D-XV—4. LINK AGE TO OTHER NETWORKS . The only lin kage wi th otherau thori zation managem ent processes occurs at node 2 when the PassRecor ds tape is supp lied from the TAADS Documenta tion proces s.
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Annex X V I

Equipment Requisition USAREUR

D—XV I-1 . PURPOSE. The purpose of the Equi pment Requisition USAREUR
process is to examine how equipment authorization changes are
documented, and how the newly authorized equipment Is obta i ned by
the units in IJSAREUR .

D—XVI-2. DESCRIPTION. The Equi pment Requisition USAREUR process
begins with either a unit request for a change to its authoriza-
tlon document (arc 1-3) or a DA directed authorization change (arc
2—3). Regardless of the origination of the change , USAREUR ei ther
documents the change In VTAA9S (arc 3-6), submits a proposed
change to DA (arc 3-4), or disapproves the change request (arc
3-5). Approved change requests enter DA TAADS at node 10 and are
incorporated In the LOI SACS produced by ODCSOPS. Only those ap-
proved changes residing In the TAADS data base will be incorpo-
rated in the periodic production of LOGSACS. Followi ng LOGSACS,
the center portion of the network shows how the LOGSACS sent to
DESCOM (arc 14-18) is used to produce the equipment validation
report (H—530 product) (arc 18—21) which in turn Is used by corn-
modity managers to val i date major I tem requisitions (arc 34-36).
From node 33, USAREUR and CONUS elements submit Army Equipment
Status Reports (AESR5) reflecti ng their on-hand equipment. AESRs
informati on is al so used by the commodity managers to valldatc
requisitions (arc 34-38) . Wi t h  most changes (95 percent or
greater are proponent approved), USAREUR returns an approved docu-
ment to the unit submitting It (arc 6-9). The unit initiates a
requisition (arc 12—15). That requisition may be filled by either
the D i v i s i o n  ~44C (arc 15-20), the major sub—command MMC (arc
20-30), or the theater MMC (arc 30-35) provIding the equipment is
available for issue. If the equipment is not available wi thin
theater, a requisition will be submitted to the appropriate CONUS
commodity manager for fill (arc 3U-34). It is at node 34 that a
unit requisi tion Is either valluated or a request for validation
assistance is submitted to the Army Equipment Review Activity
(EARA ) and/or ODCSLO(i (arcs 34—36 and 3 -37, respectively). Upon
val i dation , the NICP forwards the requisitioned i tem (arc 38—40).

D—XV I-3 . CRITICAL MILESTONES. The cri tical milestone for this
process is associated wi th the receipt of the LOGSACS by DESCOM
(node 18). The LOGSACS data must reach DESCOM promptly to produce
the necessary validation reports.

D-XV I- l
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D-XVI-4. LINKA GE TO OTHER NETWORKS. The Equipment Requi siti onprocess is linked to the LOGSACS process at nodes 13 and 14. 
—

D-XV I-2 
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Annex XVI I
- POMCUS TAADS

D-XVII—1 . PURPOSE. The POMCUS TAADS process involves the genera-
tion of authori zation changes to POMCUS and the implementation of
those changes at the Combat Equi pment Group Europe (CEGE ) storage
sites.

D—XVII-2. DESCRIPTION. The POMCUS TAAIJS process is initiated
wi th FORSCOM ’ s devel opment of the Program Year Force (PYF ) (arc
1—2). FORSCOM submits the PYF through FAS to ODCSOPS (arc 2—3 )
and simul taneously begins documenting the force in TAADS. ODCSOPS
enters changes to the PYF prior to insertion in the force file
(arcs 3-5 and 5-7, respectivel y) .  The FORSCOM TAADS documents are
forwarded to OUCSOPS for rev i ew and up’1ati ng of DA TAADS (arcs 4-8
and 8—10, respective ly). Independently, USAREUR determ i nes POMCUS
requirements and forwards these to DA (arcs 6-9 and 9-10). At DA ,
a POMCUS troop list is p repared and sent to OUCSLOG where POMCUS
UICs are added anti coded items in the author ization documents are
staffed (arcs 10—11 , 11-12 , and 12—14 , respectively). At the same
time that ODCSLOG is adding UICs for POfrICUS units and staffing
POMCUS authorization documents , UDCSUPS is devel oping a coordi—
nated detailed troo p list which is subsequently forwarded to OUC-
SLOG (arcs 10-13 and 13—14, respectively). ODCSLOG must then pro-
vide USAMSSA with both the troop list and the necessary instruc-
tions to produce the authorization requirements for each POMCUS
unit (arcs 14—15 and 15—16 , respectively). The DA staff will then
review the f i le provided by ODCSLUG and obtain the necessary val i-
dation (arcs 17-18 and 18-20 , respect ively) .  With the return of
an approved POMCUS TAADS f i le to IJSAMSSA , tape cop ies are sent to
FORSCOM , USAREUR and DARCOM (arcs 22-24, 22-26, and 22-23 , respec -
t ive ly) .  USAREUR then forwards the POMCUS information to the Corn-
bat Equipment Group Europe (CEGE ) where comp uter programs are usec
to compare what Is in the authori zation documents wi th what Is
physically in the storage sites (arcs 26—27, 27—28, and 27—2 9,
respectively ). An analysis of the resul ts of these comparisons
permits CEGE to identi fy equipment adjustments that wi l l  be needed
(arc s 28—31 , 29—31 , and 31— 32 , respectively). CEGE forward~ corn-
men ts to USAREUR and DA on the current equipment situation ~arc
32- 34 ) ,  whi le at the same time moving items with in storage sites
(arc 32—33). POMCUS excesses are turned in (arc 36-40) and requi-
sitions are submitted for new p ie of equipment (arc 36 -38) . DA
staff action on the comments fork rued by CEGE are anal yzed (arc
34-35) and the appropriate changes directed for the next iterat ion
of POMCUS TAAUS (arc 35-39). 

D-XV II-l

L -- ~~~~~~~~~ 
- -



CAA-SR-77-7

D-XVII-3. CRITICAL MILESTONES. The cri tical mi l estone event in
the POMCUS TAADS network is the r eceipt of the updated POMCUS
TAADS at CEGE (node 27). That event causes CEGE to begin adjust-
ing the POMCUS equipment and timely receipt of the authori zation
changes is crucial to maintenance of POMCUS stocks.

— D—XVII-.4. LINKAGE TO OTHER NETWORKS. The POMCUS TAADS network is
linked to the TAADS Documentation network through the program year
force documents. This linkage is currently depicted once a year.

11
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APPENDIX E
COMPUTER-BASED TOOLS

E-1. INTRODUCTION AND PURPOSE. This Appendix describes the com-
putational capabilities of the computer-based operational tools
acqui red to support the Management of Change (MOC) schedule analy-
sis. The principal operational tool for t~e schedul e ana ly s i s wa s
the OPTIMA 1100 Project Management System. OPTIMA 1100 is a sys-
tem of modul ar , automated routi nes which permi t detailed time ,
resource , and cost analysis of networks defined under conventions
such as those set forth in Chapter 3. This system operates on any
UNIVAC Series 1100 computer , to i nclude the CAA UNIVAC Model 1108.
For the MOC study, the OPTIMA lltJU time analysis feature provided
sufficient capability to support required timing, scheduling, and
synchronization analysis of the diagrams .

E-2. STRUCTURE AND CAPABILITIES OF OPTIMA 11UU~ The modul ar
structure of OPTIMA 1100 permits the user to select parametrically
the operational features required for prespecif led computional
procedures. Figure E-1 p~~vides a general flow diagram of the
available OPTIMA modules. In the MDC schedule analysis , only
the time processor , report generator and network drafting modules
were used. The forms of computational analysis needed to support
MOC are Illustrated In Chapter 3, Table 3-3. Part of that Table
is reproduced in Table E-1 to show how these operational and com-
putational capabilities are satisfied by OPTIMA 1100. In several
analyti c areas, the OPTIMA 1100 system was uniquely qualified to
provide the necessary technical support. For exampl e, OPTIMA has
the capability to accept fixed interim event completion times , and
then through a series of forward and backward passes , to set start
and finish times for all other activities; this proved to be an
extremely powerful capability that was used in the analysis of MOC
schedule alternatives (see Chapter 5). The view of OPTIMA 1100,
as seen by the MOC study analysts and illustrated In Figure E-2
appears as a somewhat simplified version or subset of the total
OPTIMA package of Figure E-1.

*SPERRY UNIVAC , “OPTIMA I1UU Project Management System, App li-
cation Brief ” , UAO164, SPERRY—UNIVAC Division , Sperry Rand Corp.,
Blue Bell , PA 1976.

**SPERRY UNIVAC , “OPTIMA 1100 Project Management System, Pro-
grammer Reference” , UP83t32, SPERRY -UNIVAC Division , Sperry Rand
Corp., Blue Bell , PA 1976.
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Tabl e E-1. OPTIMA Computational Support

OPT! M~~Cdpd~jjjjj.~t ~~~~~~~~~~~~~~~~~~~~~~~~~~~~ l i j y

Select in y Network Start / FlnIah ~isponst vC (e .g . , once per day )
DatNo faci li ty to deline , test and

eva l uate ll t iI-eti t lve te two rkv
with diffep-ent tine d. ratlor s for
selected actl~l t4es

Abi lity tt suppl y infoi-,r,.ation
- or process dur ati on t ime -

Setting Event Dates
(In teri n milest ones) - A b ility to provide data to

Iden t ity and trace In d i vidu a l
activitie s on lonyast coCele-
t ion path .

Fac i l i t y to relate Individual
Indic atin g Longest Netwolk eve nts to speci f i c  ca lend er Oa t es .

live

A bility to definC, te ;t and
Cv a l ua te alte rnative networ kS
wi th set milestone dates for
certa in events .

Large Size 4096 Actlvlties /
4095 Networks (permits inter- Ability to set a sing le start
proce ss linkage) date finish dute or interim —

event complet ion date and co.-p~ te
change s to entir e sc hedule of
ev e nts.

Mult i —Network Rna l ys is  Ability to spe cif y se~uen t i a I
dependencies with in a process
(network ) to represent progres-
s ion from network start to
finish .

- Respon sive facility l~ modif y
Forward-Bockwvrd Pass event sequences and I, test

(multl ~~le scheduling process) and evaluate results.

Abil ity to suppl y detailed
iv formall on of alterna tiv e
event sequencing effects on
process accom p lisiere rt.

Detai led Activity Schedules

Abilit y to Ide nt i f y r~~~~
5 r r ’ i z v -

t ion re .]ulrerento (n v - -

taneouc events; tin il 4
c ,-lt lc a com ;le t lo n e ’p

~ ) u th-
in aol veory 1.-oceo r i . ~~v 

-

,q Automated lip-twor k
- ,  ~~ s Respons ive fa tli lt , to drf ne .

test an d evaluate n i c - o r .,’ Se
synchronization nc lre e; ~r - ~ -
network n,odific~t io”  .nd a, r ’ . v l~

Rbi li ty (and cap ,c it- ~r ’ ’ ~~.
- - r er .livg Detailed Repo’-i all processes in net,,,’ ‘~ rr v 5

Ir ti p s all vsoociated time - - r I  -ri t r. r r  a i

p.-op .rties treated n o ’’ - t~ i i’d
in ln,l1,Idual detv i l

- Prspons ivn ‘ i l i v  ‘ c~ n- .il’ ~
compute r’~ - t  - . lvi ’ C ’ - ’  ~~ rn ’.-

Svr i -  k ,,, live - alternative ~~~~ on I~~~,,O vii
representing ‘ o(Pr ;’ , ce~~ ‘ i” vqn s

P , ç - 1 4  ‘~ c I I ’ i y (e .g.. ..,,- .rc -Iv
1 - - r e p o s e  I draw) v,’
f1 r rat ’ ~ l t p , - nj t I ,,. - lr.’ v,’,i ‘-rn
t ; iv~ r e o” ,,v ve~ C C ’  l~ le d  

I . -’ r I rm,m,r.’ ,ii,r ’,s
lv- . - -11 , - i o;-o ,.’
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MOC
Input data structure

(I 1. Network definition
Input Ij 2. Structure & time
data II ~ 3. Text

1 
V 4. Calendar definition

I 5. TIme processor
I 6. Network drafting

7. Report generator

OPTIMA 1100

Time Plot
processor processor

T ime Automated
n~~ j [ w o r k

Figure E-2. HOC View of OPTIMA 1100

E—3. MUG EXAMPLES. In the preceding paragraphs , OPTIMA 1100 was
viewed first as a total system and then as a specialized computer-
based tool used to support the MUG network analysis. The follow-
-Ing discussion will describe the mechanics of putting MOC data
into OPTIMA , and how the resulting products were used in the
study ’s temporal and synchronizati on analyses . Figure E-3 Is the
simplest MOC network diagram , PERSACS , drawn according to the MOC
networking conventions (see Chapter 3). ThIs diagram shows the
informati on that was prepared for input to OPTIMA 1100 and will be
used as an example in the rest of the discussion.

E-4
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a. Input Preparation. An example input data set for the
PERSACS network is shown at Figure E-4. Note that only three ‘ . — 

-

lines are required to make up the network definition section and
that one line is required for each activity both in the Structure
and Timi ng and the Text sections. These three sections are the
only inputs that are network dependent. Heading cards in the re-
port section (lines 41 and 48) need to be changed to place the
appropriate headings on report listings. It is necessary to
change sections 4 through 7 only if there is a requirement to
change the internal calendar of the OPTIMA programs , modify the
size of the automated drawing, or restructure the reports section .

b. Output Products. The fol l owing discussion is geared only
to the OPTIMA output reports and drawings which supported the MOC
scheduling analysis.

(1) In Figure E— 5 , an example time listing for the PERSACS
network is given . Note that In this very simple example there is
no information in the l atest-start or finish columns since all
activiti es of the PERSACS networks are on the critical path v Time
informati on is al so displ ayed in the bar chart or GANTT Diagram
shown at Figure E—6. The “K” symbol denotes critical (path) ac-
tivities . OPTIMA 1100 permits a wi de variety of report formats
based on the needs of the analyst. These reports are selected by
the appropr-iate input to the report generator (see Figure E-4).

(2) The automated drafting capabilit y of OPTIMA is one of
the more powerful features of the package. Based on the input
data displayed at Figure E-4, the OPTIMA package generated the
PERSACS network plot shown in Figure [-7. It shoul d be noted that
the original PERSACS network diagram (Figure E-3) is drawn as Ac-
tivlty-on-Arc (AOA )--a common network convention. However, the
OPTIMA-produced diagram is drawn as an Activity-on-Node (AON) net-
work . Inspection will indicate that the same information is dis-
played in each case except that OPTIMA has associated a start and
stop date to each activity . By fol l owi ng through the OPTIMA di a-
gram while referring to Figure E-4, the power of the OPTIMA time
processor becomes evident. Note on line 3 of Figure E-4 that the
network start date was set at 1 Jan 77. Since this date falls on
a weekend , the Initial date shown in Figure E—7 is 3 Jan 77, a
Monday . Each box in the OPTIMA plot represents an activity , so it
therefore contains the activity I denti fier (here PRS precedes each
number to i dentify it as part of the PERSACS network), the earl -I-
est start time , latest finish time , activity duration , and 18
characters of descriptive text.

E-6
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E—4. SUMMARY. The UN IVAC OPTIMA 1100 system Is a powerful coinpu—
tational tool which supported the MOC analysis. The system ’s
ability to handl e very large networks (up to 4095 activities),
analyze schedule and sequence problems , and produce graphic dis-
pl ays made it uniquel y suited to the temporal and synchronization
analysis requirements of this study . The capability of the OPTIMA
1100 system supported the quantitative analysis of the authoriza-
tion management schedules described In Chapter 5. This capabilit y
provided insights into the relative mer ts of the schedule alter-
nat i ves devel oped to reduce authorization change turbul ence in the
field. OPTIMA 1100 satisfied In an efficient and facile manner
the specific requirements of the MOC study analysis.

Ii

E—l l
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APPENDIX F
ANNUAL TAADS DOCUMENTATION PROCESS

F—i . INTRODUCTION. This Appendix describes the annual TAADS
t~ocumentatIon network which was used in the MOC Base Case schedule
(see Chapter 5, paragraph 5-2). A section of this network which
covers a three month period is discussed in detail in Annex VIII
of Appendix D. This Appendix contains the full yearly cycle of
the TAADS process , and the interactions with the other key manage-
ment processes as they occur during the year.

F-2. DISCUSSION. In this diagram , the activities of the TAADS
process are shown starting In March and extending through the end
of the following March. The process captures the documentati on
that resul ts from authori zation change guidance , and provides in-
formation on authorizations to other management processes. The
fol l owing discuss-Ion indicates the frequency and schedule of the
other authori zation management processes linked with the annual
TAADS process.

aa PERSACS. The PERSACS process links to the TAADS annual
network once each month . Activities on arcs 4-7 and 6-7 are al so
the initial activities (arcs 1-3, 2-3) In the PERSACS process.
Therefore PERSACS links to the TAADS network at nodes 4, 6; 14,
15; 24, 25; 34, 3~; 44, 46; 54, 56; 64, 6 ;  74 , 7 6

; ~4 85; 94,
95; 104, 105; and 114, 116.

b. Personnel Requisiti on. The Personnel Requisition process
for both CONUS and USAREUR connect to the annual TAADS network
once each month. The sending of the Pass Records (PR) tape to the
MACOMs (arc 4-5, etc) Is the Initial activity in each personnel
requisition network. Therefore both personnel requisition net-
works link to the annual TAADS at nodes 4, 14, 24, 34, 44, 54, 64,
74 , 84 , 94, 104, and 114. 

I

c. LOtiSACS. The LOGSACS process Is linked from the TAADS net-
work quarterly at nodes 14, 15; 44, 46; 74, 7 ;  and 104, 105.

d. Equipment Requisition. The Equipment Requisition processes
for both CONUS and USAREUR are linked to TAADS through the LOGSACS
processes at the nodes indicated above.

e. ARPRINT. The Training Program Development network is
linked to TAADS through the PERSACS on a quarterly basis during
the months of AprIl , July, October and January (that is , at nodes
14, 15; 44, 46; 74, 76; and 104, 1US).

F-i 
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f. P8G. The PBG events are indicated as they occur in May ,
October , and January for guidance; the documentation of the PBG
enters TAADS in April.

g. TOE Change. The Consolidated Change Table (CCT) publ i shed
in March and September is documented in TAADS through nodes 61 and
122. Al so linked to TAADS Documentati on through the CCT are the
Supply Bul letin, BOW I and II, MOS Update and the Commercial Item
network

h. POMCUS TAADS. The POMCUS TAADS network is fed from node 6
in September.

I. IIQ/AAO. The IIQ/AAO process is fed from the POM LOGSACS
about 5 December. That is the LOGSACS connecti ng to the annual
TAADS network at nodes 74 and 7.

F-3. SUMMARY. The annual TAADS documentation network is composed
of a series of periodic activities recurring over a one year
cycle. TAADS is the central process to which all other authori za—
tion management processes are linked during the year. The accom-
panying fold-out is the network diagram of the annual TAADS Docu-
mentation process.

F—2
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