Personnel Redesign

The Concept
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The Army -- is People.

"The magnificence of our moments as an Army will continue to be delivered by our people.  They are the engine behind our capabilities, and the soldier remains the centerpiece of our formation" (GEN Eric Shinseki, 12 Oct 99, at the Eisenhower Luncheon of the 45th Annual Meeting of the Association of the United States Army (AUSA)). 
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The Army is at the beginning of an extensive transformation.  It is changing doctrine, tactics, equipment, weapons, and structure.  These changes affect the operational and institutional force.  This includes a Combat Service Support (CSS) transformation.
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What is the role of the personnel community in the Army Transformation?  How and where do we fit?  Are our functions still viable and needed?  Do we need to change too?  How will we know if we are still relevant?  The Army is still people and people will remain the constant amid change.  These enduring truths validate our role in the Army:
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people will remain the heart and soul of our Army's readiness

· we must be committed to the well-being of the Army family -- its soldiers, civilians, veterans, retirees, and family members
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commanders need timely, accurate, and relevant personnel information to help take care of the force

These unchanging principles will last through the transformation and require continued commitment, dedication, and emphasis from the entire chain of command to take care of the force.  But, the chain of command cannot do it alone.  Personnel support is still critical to the Army because it enables the human dimension of soldiering.
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Personnel support is many things.  We recruit, select, and process 'new' people every day.  We classify, train, develop, and sustain our people so they can mobilize and deploy when needed.  We account for people and track their status.  We report and manage casualty information.  We process awards and decorations to recognize acts of service and valor.  We assist with promotions, advancements, compensation, and retention.  When the time comes, we help soldiers transition back to society, and yes, we also sadly help coordinate their burial and support their surviving family members.  We coordinate for morale, welfare, and recreation activities and participation in the local and national community.  We provide support to families.  Personnel support enhances fitness, health, and equal opportunity for all.  It takes care of soldiers' concerns so they can focus on their job.  It gives commanders information about their soldiers so they can make sound decisions.  It is a significant part of Army readiness.
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Managing and sharing information about people is a critical readiness requirement.  Personnel information is the enabler for human resource support to the Army at all levels.  It is our center of gravity.  Our role then, is to manage and provide personnel information.  Over the years we've managed personnel information many different ways.  We started with paper and pencil and created reports to track accountability.  We tried to use technology to reduce workload, gather, and manipulate data.  Today, we still have and depend on aging systems and processes.  However, today we have the ability to access information anytime, anywhere.  We know the holder of information or the decision-maker can and should provide input to the system. Technology offers many advantages, but not all the answers.  We still rely on people to take care of people.

Does the current system meet the demands of the changing Army and its people to meet readiness?  Not as it should.  It needs to transform in and of itself as well as to meet the needs of the Army and CSS transformation.  There are three fundamentals of personnel transformation:

1)  Support the Army and CSS Transformation.  Our role must be integrated in the active and reserve component.  One of our major functions is to man the force.  As the Army changes, we have to increase strategic responsiveness to Joint, multi-component, and Army commanders.  However, we must plan to provide this support outside the battlespace as much as possible.  We have to figure out how to do all these things and better support the force.

2)  Better support the force.  Since we reduce our battlespace presence, we will do more at home station or in the Intermediate Staging or Support Base (ISB).  We will also look into contracting home station tasks to cut costs and create continuity.  We will invest in and always keep people at the center of our efforts.

3)  Simplify the complex.  The current system is quite complex and complicated.  Our goal is to make it simple to use and understand by users and those served.  It needs many fixes like fewer layers, updated and standard processes, more efficiency, less paper, better data accuracy, and fully integrated interfaces between its own systems.  If we allow more input and verification where the action occurs, we can empower commanders and soldiers and reduce their administrative burdens.

Transformation of personnel support is about better serving the Army within the Army Vision.  It challenges the "old ways" of doing things by embracing emerging technology and exploring new options and opportunities.  This would be an ongoing process to keep the system current.  We will change processes to improve service and change structure to reflect how and where we serve.  We cannot remain relevant with the status quo or by holding on to today's ways, structure, processes, or systems.  Also, redesign is not an effort to expand or save the Adjutant General (AG) Corps.  The AG Corps will continue to be relevant and serve a purpose, but it will change too.
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Personnel Redesign is an approved concept for these changes to fully integrate personnel support and the human resource community into one easily accessible and comprehensive system for active and reserve components.  Our vision is to provide personnel and human resource (HR) support to empower commanders to take care of the force throughout the personnel life cycle.  Redesign will follow the same strategy as the Army transformation - an initial, interim, and objective plan.  Our concept will follow this tact as we transition from legacy systems, processes, and structure.

The success of the transformation rests in a unified effort led by an Army HR Provider who is the top-of-the-system decision-maker and approval authority for the system.  The provider pulls everything together.  The Army HR Provider is the Deputy Chief of Staff for Personnel (DCSPER) who oversees HR support to the force.  He manages the whole HR system through a network of agencies, major commands, reserve directorates, personnel units and activities, and unit staff sections designed to take care of people and their needs during the entire life cycle.  The network forms functional and technical links providing HR support to people and organizations to include soldiers, past and present, commanders, families, civilians, Army and Joint staffs, and Congress.
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The Army HR Provider system is an important concept that provides the foundation of personnel transformation.  It combines personnel and HR elements into one system.  This allows commanders and soldiers to access and interact with one system, not several separate or stovepipe systems.  As such, it saves resources and leads to better support in the battlespace across the active Army and reserve components.  It is a system to empower and help commanders, not relieve them of their responsibilities to take care of the force.
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The Army HR Provider and basic framework of the HR system are intact now, but need to improve.  Much of the work involves bringing the HR and personnel communities together as one.  The purpose of the personnel redesign concept is to provide a blueprint of what the objective system looks like and outline how to get there.  There are four major parts to the concept:  

· functions - they specify our role and describe what we do

· database - holds data about people; we access this data for information to process actions and make decisions

· processes - they describe how to do tasks and who is responsible for each step

· structure - it determines how and where HR people support and serve; also describes career progression
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Our functions describe how we fulfill our role of managing and providing personnel information.  They form the HR system's mission essential task list (METL).  They are:

· Manning.  Manning refers to managing and making decisions about people in the interest of soldiers, units, and Army readiness.  It includes the collective tasks of recruiting, retention, readiness, assignments, replacements, strength management, personnel accounting, officer procurement, separations, leaves and passes, and casualty reports.  HR trained soldiers do these tasks directly for commanders and soldiers since these tasks occur or start at the unit level and involve the commanders' responsibility for their people and unit mission.

· Personnel Services.  These are things we do directly for soldiers and commanders at unit level such as soldier applications, administration, awards and decorations, orders, in and out processing, military pay input, flagging actions, promotions, evaluations, and sponsorship.

· Personal Development.  The focus of this function is enabling growth in our force.  The intent is to make the most of potential and maximize positive attributes in soldiers and leaders.  Personal development is the responsibility of the chain of command and includes training, education, and developing, values, character, and leadership.

· HR Support.  The focus of this function is support to the Army family.  Tasks within this function affect the total force.  These are best done by HR personnel at home station and enhanced through web-based applications.  It is very feasible to contract these tasks.  The tasks include community and family support, MWR, casualty assistance, identification documents, transition, mobilization and deployment, equal opportunity.

These functions and tasks provide the basis for METLs in HR organizations throughout the Army.  Who does these tasks and where should be generally the same in every like-type unit and on every comparable installation throughout the Army.  Consistent and responsive access to information, actions, benefits, and entitlements, etc., should be the expectation of our force.

Providing and managing personnel information is part of each function and task.  Personnel information comes from many sources.  It is important to gather and store it efficiently.  It is most useful if it is easy to access.  Therefore, it is crucial to gather and store data about people in one central location where we can enter it, get it, and update it when and where we need it.  The solution is a corporate-level relational database. 
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A corporate or relational database means two things: it is relational in itself and to other Army or DoD databases.  Relational in itself means data is actually stored in tables related to each other by common data.  For example, a table called 'personal data' may only contain last name, first name, middle name, and SSN.  Another table called 'physical data' may contain SSN, height, weight, eye color, hair color, and blood type.  In this case, SSN is the piece of data that links the 'personal' data with the 'physical data to form specific information about a person.  The idea is to eliminate duplication while being able to access all kinds of personal data in a usable way.

The aspect of relational to other Army or DoD databases works the same way.  For example, if the medical and personnel databases were relational to each other, we could access data like blood type, date of physical, or shots data as needed.  Medical people  could also access and use personnel data as needed.  This would lead to one-time accurate data entry at the source of data. 

The primary step to building the database is to first decide what data we want and need about people to meet our need for information.  It must be data that will provide personnel information for decisions during the life cycle functions.  The database should have these characteristics:

· maintained at the top of the system

· easily and widely accessible

· accurate data

· controlled access and input

· one-time input

· secure

The database must be located and maintained in a central location.  It is fed and managed "virtually" as needed to meet the needs of all components.  For the Army HR system, the logical location may be Personnel Command (PERSCOM).  PERSCOM is where the functional proponents who develop, maintain, and manage policy and processes reside.  If the database were at PERSCOM, how would units access it?  How would we manage the unique needs of the Reserve Components whose processes are totally centralized at PERSCOM?

The most efficient means today is through the Internet or Web.  By using the Internet and web-technology, we can access data anytime. Imagine soldiers having the ability to access or update parts of their records from home, work, or deployment.  This capability would greatly reduce the requirement for soldiers to visit their S1 section personnel units. We have the technology for Web access by local and wide area networks, satellite links, and other means today.  With that in mind, we can access the database anywhere we can take a computer and plug into a network.  This eliminates the distinction between the home station and deployed database because we have real-time information anywhere.

The source of personnel data varies with circumstances.  Soldiers, commanders, approval authorities, boards, etc., are all sources of data.  Generally, the further away from the source of data, the less likely the data is to be accurate and timely.  If the source inputs the data, it is most likely accurate.  This is what we mean by "input and verify at the action level", or "single-source input".  The person with the data enters it into the database. Soldiers, for example, change their address and phone number.  With web access at home, the unit, or wherever, they can update and verify the database at their level - the action or source level.  Another example is an approval authority's decision on a request for overseas assignment.  The authority updates the system at his or her level - the action/source level.  This type of input will lead to greater data accuracy.

Of course there is certain data that individual soldiers should not view, access, or change.  It may be fine for soldiers to change their addresses and phone numbers, but not to change their pay grade. Soldiers may also be able to view their own record on-line, but not able to change all data.  However, the authority to change data should be as close to the source as possible.

One-time input is another critical characteristic.  If there is one database accessible by the Web, then any legitimate data input changes the database.  For example, when soldiers update their current addresses on the system it stays there.  No one should have to reenter the data again unless it changes.  Once entered, the person making the input views and verifies the data at once.  This eliminates waiting days to find out whether the system is current.

Systems and technology are not foolproof so the database must be secure and capable of easy back up and restore.  Systems sometimes fail or are not accessible for a time.  Database back up provides a unit with the capability to save its portion of the database, take the system down when needed, and still work from the saved data.  Any updates to the data during "down" time stays queued to upload when the link to the database is back up. 

A corporate-level database that is accurate and secure is the first step to empower the whole HR system.  If we change the input and update process, view, or access control, it is crucial to also change how we use the data.  Functional processes describe how we use data.
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Processes are key to the whole redesign effort.  Future processes must empower soldiers and commanders, eliminate redundant work, and streamline the way we do things.  We have to simplify the complex.  The people responsible for processes - process owners - need to analyze their current processes in terms of redesign and determine what can change.  What do they look for?  Ways to save time, increase efficiency, and reduce the steps necessary to complete an action.  These principles drive the process redesign:

· input and verify data at the action level 

· no unnecessary review and handling - automate procedures: embed criteria in applications. 

· simple, effective service - achieved by standard processes

This is the same concept for inputting data as stated above.  Processes are another means for updating the database.  For instance, applying for airborne training is adding the 'request' to data on the soldier so anyone who needs to view it, can see the soldier requested and is waiting for a decision.  The principle is to empower soldiers and commanders by giving them the ability to perform more actions on their own through web applications wrapped around the database. 

We can use technology to increase efficiency and simplify processes by designing applications that draw data from the database to make initial decisions and avoid input of data that already exists.  This includes using SMART cards and personal identification numbers (PIN).  In the case of soldiers applying for airborne training, they access the system via the Web and find the 'Request for Airborne training' web site.  They could access the site by entering their PIN.  The system, recognizing the PIN, draws their data from the database  and verifies whether they even qualify for  training.  They get instant feedback on their request and only enters data not already in the system.  Any data they must provide is based on circumstance - such as "When are you available?"  The action can then be processed electronically through commander(s) to the decision authority.

Automating procedures is a positive step towards standardizing processes.  The system must be seamless and transparent to the user so any applicant would use the same web application.  The advantage is it is the same for everyone.  If the actual process changes, qualifications or routing for example, the changes are 'transparent' to the user.  The process owner simply corrects or adjusts the system.

Our initial priorities may include personnel accounting, assignments, promotions, query and viewing, and soldier applications.  Each area must focus on being standard, simple, and easy to maintain.

Like the whole redesign concept, process and system redesign requires an initial, interim, and objective phase strategy.  The steps we take in the initial phase are:
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develop ITAPDB and begin using it to store data

· identify and validate our information requirements for functions and tasks at each level

· expand current capabilities of automation

· begin using the Web for certain applications

· upgrade or use existing hardware to access the Web 

· turn-off legacy system applications as they become unneeded or redundant

As we achieve these steps, we will transition into the interim phase where we will see greater progress.  The key steps in the interim phase are:

· refine use of the corporate database

· continue refining and developing process applications

· adopt "plug-n-play" concept for our systems using existing infrastructure and new technology as needed

· add multi-component applications and increase reserve component involvement

· use file transfer capability

· continue to "unplug" legacy systems

In the objective phase, we expect to have a fully capable system with these benefits:

· full use of a corporate database and architecture

· streamlined, reengineered, and transformed processes

· integrated personnel and human resource effort

· integrated Army, Joint, and DoD operations

· software management at the top of the system

· no difference between a home station and deployed database

· greater access and input to the system by soldiers, commanders, and staff
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These changes will not only affect the way we do business, but also change who conducts business.  Who will perform the Army's HR functions and administer these new processes and support the war fight?  We will continue to be responsible for battlefield functions.  We must account for soldiers and we must actively and quickly report casualties.  These genuine battlefield functions drive replacements, casualty estimates, personnel planning, etc.  Army and CSS Transformation demand a smaller footprint forward in the battlespace.  We suggest a significant structure change to reshape the HR system, complement process change, and empower soldiers and commanders based on the above concepts and an analysis of current tasks and functions.  Much of the structure is already in place and familiar to the Army. 

We propose returning company clerks to units, fully man battalion and brigade S1 and division and corps G1 sections with MOS-qualified people, and recognize the DCSPER as the Army HR Provider.  It includes inactivating personnel units by phase and using the space savings to man this structure.  The resulting system requires increased command emphasis, more directly supports the commander, and is more accessible to the soldier.  It reduces the personnel "footprint" in the battlespace to an organic member or section of each echelon. Organic personnel sections (S1 & G1) provide complete support and belong to the commander.  The commander decides to deploy part, all, or none of his support depending on METT-T.

Everyone in the Army belongs to a company-level unit with a commander responsible for the unit and its people.  Commanders are responsible for taking care of people in virtually every way.  When we looked at unit level personnel tasks it was clear that to unencumber the commander would take more than just shifting workload and responsibility.  It meant providing help - help in using the enablers provided by the Army HR Provider.  Part of that help would be new processes and trained clerks who know and work the system as appropriate.  For the benefit of commanders and soldiers and to reduce personnel units in the battlespace, it is time to return company clerks to the units.

Many still remember when companies had assigned clerks.  Years ago, the Army moved authorizations for company clerks out of the unit to the Personnel and Administration Center or "PAC" at the battalion level.  The workload was supposed to migrate from the unit with the clerk, but did not.  Today, unit commanders take soldiers "out of hide" as clerks to do unit administration to support commanders and provide support to soldiers and their families.  The workload did not leave the unit because soldiers and commanders did not leave the unit.  Additionally, the Army did not change the cultural expectation that commanders are ultimately responsible for soldiers and their families.

We see the clerk as a trained unit level expert with S1 experience in the grade of E4 or E5.  Larger units may require more than one while very small units may have to rely on a clerk from the S1 section part time.  Clerks put meat on the notion of supporting the human dimension of soldiering from the top to the bottom of our Army.

Clerks have a pivotal role in the HR system.   They perform tasks in the manning and personnel services functions.  They would perform critical tasks like personnel accounting and casualty reporting as well as many personnel services.  Clerks would also help ease the burden of the battalion S1 section.

The S1 section manages, organizes, and provides the commander with key information about the unit and its people.  It serves soldiers.  The S1 section also performs tasks in the manning and personnel services functions.  The objective size of the section will depend on process redesign and resulting workload.  We will have to consider military pay input too - something the S1 does not currently do.  If we can consider any initial change to the S1 section, it would be the Legal Specialist (71D) who often works in the legal center, not the S1 section.

The battalion S1 officer, or S1, is the human resource expert at the battalion level.  The S1 must mix tactical and technical know-how with unit mission awareness.  As the primary staff officer for personnel, the S1 must be able to relate personnel issues to tactical situations, understand the warfighting or support aspect of the unit, and have the technical skill to manage the personnel system in the battalion. We get this by increased use of the branch detail program and bringing back the S1 course to provide much needed training.  We also see an inherent difference between TDA and TOE organizations that we believe allow us to replace the O3 S1 requirement in TDA units with a CW2 authorization.

The brigade S1 section is similar to the battalion S1 section.  If the brigade is responsible for separate companies, then the S1 section serves those units just like a battalion S1 section.  If the only subordinate units are battalions, the brigade S1 section primarily performs headquarters functions.  Like the battalion S1 section, it must have the right number of trained people for success.

The brigade S1, like the battalion S1, must be a human resource professional too.  Currently, the Army codes most brigade S1 positions for a functional area 43 officer.  Our future brigade S1s will be much better if we start training them as battalion S1s.

We also suggest adding a personnel warrant officer to each TOE brigade as an assistant S1.  The warrant officer would provide technical expertise to the brigade S1 section and subordinate units.  The warrant officer would also serve as a senior trainer and system integrator within the brigade.  This would help focus attention on S1 operations and human resource functions within the whole brigade.

At division and corps, the G1 retains the current functions as today, but regains the role as the AG at corps level.  G1s would have a focused human resource background from service as a battalion and/or brigade S1 and working in a G1 section or higher level.  The G1 would be the senior human resource officer in the unit and oversee all human resource operations as a primary staff officer.  This would include the G1 section and an installation or area personnel center.  The G1 section would focus on tasks within manning, information, and development functions with military personnel.  The personnel center, staffed by DA or contract civilians, would perform support functions.

Echelons above corps follow the same design.  The G1 or DCSPER of the organization has HR oversight with operations consolidated under their control.  The section under each provides the support to the G1 or DCSPER.

We already introduced the concept of the Army HR Provider - the DCSPER - as the overseer of the HR system who pulls everything together and, therefore, enables the best support with the fewest resources because he manages a world class network of HR providers.  This means increased top of the system management.  He would be responsible for policy development, doctrine, processes, and training of the manning and personnel services functions.  He is likewise responsible for the support and development functions.  The aim of an improved network and structure is unity of effort and cohesion.  For instance, imagine a section responsible for evaluations - officer and enlisted - headed by an approval authority with subordinate policy makers, doctrine writers, and training developers.  They work together as a team in one location to manage their given area - evaluations - and apply any changes in policy to doctrine or training in the system.

We also propose creating a world-class Human Resource Institute (HRI) to train all HR MOSs and functions in one location.  It could be at the current Soldier Support Institute (SSI) or a location in the national capitol region where synergy could be gained with the HR provider network.  It would be the ideal location to conduct AG/HR training and have direct ties to the DCSPER through the PERSCOM and HR organizations.

This concept embeds the personnel system in the operational army with commanders and soldiers by putting assets in the hands of the commander for personnel readiness and control.  The clerk, S1, G1, DCSPER all work for a commander.  There should no longer be a need for separate personnel units.  We will either contract at installation level or accomplish tasks between unit, S1, or G1 operations, and the top of the system.  Personnel savings from personnel units fill unit clerk requirements and other transition needs.  However, we cannot afford to remove the spaces and lose the faces.  Process changes must come before phasing out units.
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Force structure changes will occur in initial, interim, and objective phases, but depend on process redesign.  During the initial phase we phase out the active Army Personnel Groups (PG) and move the 'AG' role back to the G1.  This involves both the AG role for the G1 and AG tasks for the G1 section.  Spaces at the PG dedicated to AG tasks would move to the G1 section in the form of a cellular TOE unit.  The Corps HHC would provide sustainment.  The PSB would include the postal and replacement companies formally aligned under the Personnel Group.  The non-AG MOSs in the PG can revert back to the Army.  We would use the AG spaces toward unit clerk positions.
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The interim phase relies on successfully redesigning processes before making further active Army structure changes and before beginning Reserve Component force structure cuts.  Once successful, this phase involves reducing the PSB to a cellular TOE unit to organize a Personnel Services Center (PSC).  Under this design, the functional and C2 relationships with the G1 and HHC remain intact.  Process redesign would also continue to contract installation HR functions, begin contracting postal tasks, and divide replacement tasks in two parts - management and support.  Managing replacements is deciding status, assignment, and unit requirements.  Support involves the actual care and movement of the replacements enroute to units.  The AG spaces saved by reducing the PSB would fill unit clerk requirements while non-AG spaces could return to the Army.
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In the objective phase, process redesign is near complete and the remaining personnel unit structure would phase out.  These units include the PSC and theater PERSCOMs.  At this point, personnel structure remains in the form of unit clerk, S1, and G1.  All remaining personnel unit spaces, whether AG or non-ag, can revert to the army.

Under this structure, we have to change officer, warrant officer, and enlisted career progression profiles.  The objective is to provide trained professionals capable of administering the human resource system.  Key points are:

· Change current 41, 42, and 43 officer authorizations to AG/HR (42) requirements.  We no longer create differences between requirements and prepare all '42' officers to fill any '42' position.

· Switch from an operational to institutional track for AG/HR officers.  We accept our role as human resource providers at every level we serve.

· Shift focus for branch qualification for officers from commander to S1/G1.  Time as a S1, G1 or DCSPER should mark a successful career.

· Increase use of warrant officers.  Spread technical experts throughout the structure.

· create authorizations for warrant officers as TOE brigade assistant S1 

· create CW4 and CW5 authorizations at the G1 level 

· use warrant officers as battalion S1s in TDA units

The following chart depicts career progression under this concept:
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Our way ahead depends on teamwork.  We must focus on our functional relevance and team efficiently and effectively with HR counterparts in other human dimension communities, medical, chaplain, judge advocate, and finance.  We must work together to achieve a fully integrated HR community overseen by the DCSPER. We must have a bold, coordinated process redesign.  We must lay out a detailed AG/HR structure plan.  It involves looking at and pursuing all integrated AG/HR options.
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Change is critical.  We need to change because our current system does not meet all current needs, nor will it keep pace with the Army transformation.  When do we start?  We must start now.  How long will it take?  It depends on commitment to the concept and resolve to see it through by devoting time and resources.  It requires an initial, interim, and objective strategy.  However, the timeline associated with that strategy must take advantage of early momentum and succeed in three to five years or it will fade away.  Speed is essential.  We must cautiously catch up and keep pace to keep the trust the Army has in us to "demonstrate responsible stewardship for the national treasure entrusted to us - - our men and women…" (GEN Shinseki, AUSA address, 12 Oct 99).
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