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EEFSONNEL GONTROL COMUTEEIE GPRRATION
A% S, (TS JNSTALLATIONS

0(41g0 menorandun, Jerial 119, 17 August 1944, directed the estabe
lishpent of Persomnel Control Committees in a)l Signal Corps fisld installa-

* tions having a combined military and oivilian strength of over 300.

A review of Control Committes procsdures in field installations indicates
that, effeotive sommittee operation is largely determined by the presence
of the following basic condit.ionol ]

a. The md.atcxxcg of a atrong and adoquatcly atuﬂ‘od Rgontrol™
ix‘o\izp to act as a sscretariat in-implenenting the Cormittee's actions and
sires.

. . . PRI - - = AR

be. 'l‘ha ghama;,ing of ruqunt- tor pn};o;nnl hmranoa o‘z:q h
adjustments through the Persomn ontrol Cormittee tor conuiderat.ion.

¢ The proper and adnquato rcpmmtation on thc Committes of
all major operational groups,

d., %The sxistence of sufficient “work volume" data for each small
opsrational or functionsl group to permit evaluation of the merits of each
request based on factual evidences of ;\ncreuing, decreasing, or shifting
work volume, . .

In vi-itina & number of Signal Corps inatallltionu where difficulties
had been encountered in the operation of their Psrsonnel Control Committoes,
the absence of or lack of emphasis on one or more of the ahove factors was
believed to be tho mejor cause of dlfﬂcult.y.

Probably t.ho largest :!mgle faotor oontrimt.ing to mcousml Pcrsmml
Control Gommities operation lies in the proper conoept as to the mission
lﬁd sbaffing of the control group in each installation. Following are a

glr sxcerpts from an artiele sntitled "Managecent Control in Uniform" which
gar'ad in the Spring, 1944, issus of the Harvard Business Raview which
ﬁ£ be of great asaistance to sagh commanding officer in evaluating the
gonitrol operation in his inatallation.

®The term 'control! is subject to many shades of meaning as applied
to management. As 1% is used in the military services, and in this
artiole, it refurs to the agtivities of speclally skillsd men, functioning
dn a staﬂt gapacity as full-time advisors to operating exscutives, 7The
work of control officers consists of the sgoertsinment of facta and recom-
aundation of action cuncerning top management problems to which attention
of the officers im directed or atiyacted. Illustrative of these probloms
ars the definition and rearrangerent of organisation structurs, work
measurenent studles, statistical and progressive analysis, personnel.
distribution and utiliutiqn, sto."
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i) word or two about the qualifications of control officers will throw
light on the work they are sxpscted to do, particularly in relation to inter-
nal organisation. Those in charge of this kind of work seem to agree on
the qualities needed: {a) good personality; (b) understanding of people;
(o) skill in thorough, realistic analysis., An officer lacking a pleasing
personslity and the ability to sell ideas runs the risk of alienating the
group he is endeavoring to aid, Bul personality without singleness of pur—-
pose and Lenacity will get the offlicer ncwhere beyond the pleasant conver-
nalion, He glives the best assistance in those situations in which he has
won confidence and support through his tact, his common sense, his capacity
to understand the varicus espects of the questions, and his positive, con-
structive ability to devise Lstter procedures, With that confidence gained,
the officer frequently is besieged by requests for ald from thoss too busy
to make {hs managenent investigations thomselves."

% %

WNo pperating administrator can afford not to have constantly before
him the goal of an improved orgenization., He must be alert tc¢ the pur-
poses hils organization is to serve and mst be constantly aware cf his
degree of success in attaining that end. Whother he is reolying upon the |
aid of his advisors for the details of the appraisal or endeavoring to
carry the burden alone, it is he in the final analysis, who must exscute
the control function.

Even with this broad definition of mansgenent control, which places
prime responslbility on the administrator, there are cogent reasons why
the help of advisors is needed. The pressing snd urgen®t requirenents of
operation, the current questions demanding immediate action are ordinarily
so burdensome that only when successful delegation of authority is possible
can the operating executive divorce himself sufficiently from the present
to maks singlehanded the factual appralsals and careful analysis that
effective control requires.m™

" o* o o N
"Primarily, control must rest, in part at least, upon the services of men

who ars detached from operating and routine executive responsibilities

who can be given an assignment with the time and apportunity to carry

it through to completion.®

—2‘

(Copied from "Personnel Ut{lipation 8ignal Corps®, dated December 1944
from Personnel & Training Service, Office of the Chief Signal Qfficer.)
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Fiscal 0
Administrative Q .
Post Adjutant
Intelligence O
Provost Marshal
2nd 8ig Serv Bn
Chief, Pers & Tng Div V
Chief, Pers Br
Chief, Tng Br
O/C Officer Pers Sec
Chief, Oper Serv Div
Chief, Communications Br
Chief, Laboratory Br
Chief, Machine Br
Chief, Supply Br
0/C, SSA Mail Unit
Chlef, Securlty Div
Chief, Protective Sec Br
Chief, Cryptographic Br
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Chief, Development Br
Chief, Intelligence Div
Chief', language Br
Chief, Mil Cryptanalytic Br
Chief, Gen Cryptenalytic Br
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Chief, T/A and Control Br
Chief, I & L Br
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mm Por Comsanding Ortsioer, Signal s-m'rity Agency
&nbja"é_%: Operation of Persomnel Control Comal Ltee
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1. 0C8ig0 Memorandum, Serial £119, 17 August 191;1;, dirested the astab-
lishmernt of Persomel fontrol fommitiees in all Signal Corps Fleld Installations
having a combined military and ¢ivilian strength of over 500x. In accordance
with this directive a FPersonnel Control Conmittee consisting of the Control

Officer, the Chief, Persomnsl and Training Division, and Mr, ¥Frank Lewis, ss
the oivilian rapresentative, was appointed and met for the first time o
4 September 1944. On 25 Noveamber 1944, pexr Dffice Orders £27, Ksjor Phillip

¢
~J

King and Mr. Murk Rhoads were appointed mambers of this Committes vice Colonel
Gook and Mr. Lewis relieved.

§
4
o s - 8

E‘E\S 2. The Standing Operating Prochure-—t)rgmiution,dntcd 5 Ootober 194l
\i sats forth in Secotion 9, paragraph 2, the duties of the Parsonnel Contzol
{§ Gommittes. These are as followst
t . Conaiders present allocation and utiliration of personnel at
ﬁ_ Arlington Hall Station,ln the 3econd Signal Service Battallon>n}xd in the

operating branches,
be. HReviews all changes in sxisting sllocations.

. BReviews all civilian p.‘rnonnbl grisvances and reported difficultiea,

d. Makes recormsndations to the Commanding Officer in Agcordance with
the finding of the Conmittes,

3. As an inclosure to O033g0 Memorandum, Serial 119, 17 sugust 1944, the
suggested organisation and duties of the Persomel Control Gommittee are wet forth.

The basio requiremsnts are that the members of the Cormittes will familiarise
themselves witht -
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&. The miesion and operation of the various types of activities in
the command concerned,

b. The War Departasnt Manpower Board and other “standarda® for meas-
uring personnel requirenents.

8. A1l current informstion relative to worklceds, standards, work
simplification progedures, stao.

Tve Ib i further provided that the Persomnel Control Coomittes will
operate as & staff organisation and will adviese the Commanding Officer in his
affort. to bring persommel smployed in sach installation down to that required
at the most efficient similar installation. In accomplishing this, it will:

a. Eotablish a general plan for the conduct of !"Ol‘k measureaent
and work simplification studies; applying the principles outlined in ASF
Control Manusls, K 703-3, 4 and 5, as applicable to each installstion.
b. Instruet subordinate units in the use of work measurement and
work siuplification techniques,
o, Anslyze data derived {rom theae and other studiss,
d. Rescaziend remsdial action to gconoaise in the use of persomwel.,
8. Be preparsd to fumish higher authority with relevanit work msasure-
meént and other sinilar data upon request.
f. Haintain olose ccordination through channels with the C30's
Farsonne]. Control Committes and Control Division, 0C8ig0.
£: Mike or initiate surveys of personnel when duini:lc.
he JMaks =mpot checks of persommel in representative groups from
bine to time as & means of detemining that records are being properly kept
snd reports are being properly complled, -
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i. Bupox'v:in' the pnpauﬁén of ntm;th raports ont Parsomnel Contrel
'.!'qrm,. W. Doy A G, 07 Form Mo, 805 (Control Approval Symbol AP-1), and sse thad
r ' ﬁuy are forwarded in time to -;o— recelived s.n- Yashington at the prescribed tiws,
3. Check AP-) preports against the moining reports and machins racords
yeports and reconcile differences,
k. Analyse AP-1 reports wmith a view to developing opportunities far
aconomy in personnel.
1. Keep informed as to proposed discontimance or reduction of
astivitiens and redoammend perscnnel reductions uccord,’g.ngl‘y_. ]
B, ¥stablish procedures and mke reccmmendations which might be of
assistance to other tommands for trwnsmission %o bigher authority.

4o DMooause of Lthe unique natura or this installation and the lack of mxy
éomparable installations, the Personnel Jontrol Gocmittes has been handicapped in
its efforts to secure sdequate dats, ’hmr Gontrol Office has and is conducting
m&l::implificution and personnel utilivation studies in of the four

. 0 d Uon. Gorensiidbos Womy Koning cnrd T2 62 v ane faHiontom Hnly wl b
opsrating divisicns. The resuits of these studies have been forwarded direct to -

s 7

-

TORIRTTELY C m—

the Gomspanding Officer and remedial actlon recomrended in all cases where saving
- of personnal. or space sppearsed to be faasxible. HRegquests for increas#s in '

existing persornel authorisation are peceived Ly the Personnel Control Committese,
investigated, studied, and vrecomzendations submitted to the Qommanding Officer,

5. A review of Personnel {ontrol Qoumittnf procedures in fleld installations
sonducted by 0CSigh indicates that sffective comittes operation is largely
deternined by the presence of the following basic conditions:

4. The existence of o strong and adequately staffed "coatrol™ group

to aot as a secretariat in implomenting the Committes's actions and desires.
- b. The channeling of all requests {or personnel incresses of
adjustzents through the Personnel fontrol Committes for vonaideration.

I
{
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g ‘!‘hc prapor and udaquutc rcprnontation on tho Committes of 211

._.‘ M - . " ’ . -

u;lor operatioml ;mupa.
d. The existonce of sufficient "work volww" data for each small
oparational or functional group to pormit evaluation of the merita of sach
request based on factual a:d.denoe of inc:"oaui.ng, decreasing, or uh:(fting work
voluse.
The opsration of the Personnel Control Oomnittee in this Agency has b_een '
" hampered by the lack of anstigRZ-akd adequately staffed Feontrol® group, by
the lack of propor and adequate roprubntatiox-: on the Committoe of all mmjor .
operational groups and by the lack of sufficient fwork volumet data in each
#ms1l operational mroup Lo permit svalustion of the requests for additional
‘pursonnel based on Pactual evidence 'or imm:ing,wdemaaing work volm
thers is no known "yu'd stick® of nmasuramnt t.hnt. ean be sppliod through ail
opérational unite of this Agenoy. I.t. is bsliwod that buod upon wrk silpli.-
fication studies now boing conducteda Pyard stick® may be -a%iﬁli-ho& for
werking unibsand a cormen dencninat S found by tranalating all "ym sticks!

- . 3

into temas of man houra.

_6e To impleuwnt the effactive operation of the Peraonnel. Control Gommiftes

in this Agenoy, 1t is recommended that:
a. The relationship betwesn the Personnel Control Committee, the

" Gontrol Office, and the %mand.ng Officer be clarified,
be ‘the Control Office bc expanded imodiatcly to pernit its funotioning
ag a ucrohrht to implement the committee's aetions and d‘asiru.
¢, The Cormittea be expanded to mcludo repruentatiws “of each
oparating division. : P
d. The Gontrol Otfice be instructed to proceed lmmediately with '

wark naanmnb :tudin .'m al operuting unita,

. ""u/‘—**&t—ﬁr of L bt mﬁ-&}gadz;" P
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